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OZET

Ogrenme cogunlukla psikolojik bir siirectir
fakat kisilik, tutum ve motivasyon gibi kavramlari in-
sa eden orgutsel davranis kadar populer olamamistir.
Ayni anda 6grenmenin davranissal, bilissel ve sosyal
yonleri oldugu da pek bilinmeyen bir acidir.Bir ¢ok
z1t 6grenme teorisine ragmen, 6grenmenin buyuk 6l-
cude tecriibelerden ve edimsel kosullanmanin analiz-
lerinden turedigi hakkinda ortak bir gorus vardir. Pe-
kistirme 6grenme slrecinde en énemli prensip olarak
kabul edilir ve davranissal performans yonetimi ile
yakindan ilgilidir.Klasik etki yasalarina gore, pekis-
tirme, bir davranisin tekrarlanmasini saglayacak
yonde yapilan ve o davranisi guglendiren her seydir.
Pekistirecler olumlu veya olumsuz olabilir fakat her
ikiside davranisin yapilma egilimini ve sikligini arti-
rirlar. Ote yandan ceza davranisin yapilma sikhgini
ve egilimini azaltir. Ayrica sonme denen olay ile de
(davranis sonucuna tepki vermemek) bir davranisin
yapilmasikhgi zaman ile azalir.

Ogrenmenin direkt uygulanmasi ve pekis-
tirme prensibinin buylik cogunlugu davranissal per-
formans yonetimidir.Hem maddi hem de maddi ol-

mayan geribildirimler énemlidir. Davranissal per-
formans ydnetimi diizenli davranis degisimi yakla-
siminin su asamalari ile etkili bir sekilde uygulana-
bilir; performansla ilgili olan davranisi tanimla, ne
kadar siklikla yapildigini él¢, bu durumun éncesini
ve sonuclarini analiz et (ABC), olumlu pekistirme
taktigi ile stirece miidahale et ve kritik performans
davranislarinin sikhigini artir, midahalenin etkisini
degerlendir ve performansi artisini kontrol et. Ge-
nel olarak davranissal performans yonetimi ve 6zel
olarak diizenli davranis degisimi hem tretim sekto-
rinde hem de servis orgltlerinde iscilerin perfor-
mansini artirmak igin gosterilmistir.

Ogrenme Amaclari

-Ogrenmenin teorik strecini tanimla: Davranis, bi-
lis ve sosyal.

-Etki, olumluve olumsuz pekistirici ve cezanin dne-
mine dikkat ederek pekistirmenin ilkelerini tartis.
-Hem maddi hem manevi &dillere deginerek di-
zenli 6dll sistemlerini analiz et.

-Davranissal performans yonetiminin adimlarini ve
sonuglarini ve ya dizenli davranis degisimini sun.
(0.BMod)

EN iYi PRATIK YONTEM OLAN LIDERLERIN TAVSIYELERIYLE BASLAYALIM

d Lawler: Odemelerin
performans yonetimi
uzerindeki karisikhgi ko-

na ragmen, Lawler bu sistemin
gunimiz organizasyonlarinda
da insan basarisini artiracak etki-
nusundaki etkili organizasydinfakat karmasik bir yol oldugu-

sanlarinizi memnun etmekse,
uzun bir slire ugras vermeniz ge-
rekebilir...  Problem sudur ki
onlarin 6demelerinin ne kadar

larin merkezinin yoneticisi.
Doktorasini 1964°’te Ca-
lifornia Universitesindeki Profe-
sor Lyman Porter’in yonetimi al-
tinda yaptiktan sonra, Dr. Law-
ler’in farkli bir akademik kariye-
ri olmustur. 200°den fazla maka-
lesi ve 30°dan fazla kitabi basil-
mistir ama en iyi bilinen arastir-
masi, 6demenin 6dul olarak ya-
pilmasi Uzerine yaptigi arastir-
malar ve pratikteki uygulamala-
rndir. Odemelerin davranis yon-
temindeki tek pekistireci olmasi-
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na dikkat cekmektedir.

Soru; Odeme memnuniyetsiz-
ligi kagcinilmaz midir?

Lawler: Evet. Genellikle iscile-
rin %50°den fazlasi édemelerin-
den ya da 6deme sekillerinden
memnun degillerdir. Fakat yine-
de sadece tek bir sey bile bu duru-
mu dahaiyi veya dahakotl yapa-
bilir. Bazi sirketlerde, iscilerin
%70’ ya da %80’i mutsuzdur.
Fakat sizin nihai amaciniz cali-

adil olduguna karar verme sirasi
geldiginde, insanlar oldukca
memnuniyetsiz kiyaslamalar ya-
parlar - biz her zaman bizden da-
ha iyi yapabilen insanlar buluruz
ve biz her zaman diger insanlar
gibi ¢alismamiz gerektigini his-
sederiz. Hatta Birlesik Devlet-
lerdeki maas! iyi bile olan bazi
Ust Seviye Ydoneticisi (CEO):
‘Michael Jackson ya da Michael
Jordan kadar ¢ok ¢alisityorum bu-
nun yani sira bir sird sorum-
lulugum davar *diyeceklerdir.



Ve maagslarinin piyasa tarafindan
belirlendigini soylerler. Eger ben
onlari elestirecek olsaydim onla-
ra: “ Jackson ya da Jordan gibi
dogrudan kar payini etkileyici
olan bilet satislarindan sorumlu
olmadiklarini belirtirdim. Bana
gore problem Ustteki ve dipteki
dolar farki degil, problem Ust ve
alt arasindaki trafik ayrimdir- st
sinif strekli iyi calisirken alt ke-
sim kendini gelistirmez hatta da-
ha da geriletir.Clnku alt kesim
para Odillerinde pay almaz. Bu
kesimdeki bir ¢alisandan su s0z-
leri duymak muhtemeldir: ‘Eger
bu isi kaparsak onlar zengin
olacaklar, ama biz yine ayni ma-
asl almaya devam edecegiz, 0 za-
man ben niye bu piyasadaki isin
alinmasindan heyecan duyayim
ki?’Bu bir sirkette duyulabilecek
cok genel; ama, bir o kadar da
hayati 0neme haizdir. Gittikce
daha ¢ok sirketin (yaklasik %20)
butin calisanlarini  kapsayan
planlar yapmasi beni de mutlu et-
mektedir.

Soru 2: Bir sirket kalifiye in-
sanlariise almak ve onlaribiin-
yesinde barindirmak icgin bas-
ka neleryapabilir?

Lawler: Gelenekli sirketler nok-
ta.com-sirketlerle yarismayi de-
nememeliler. Cunkd bu yarisi
kaybetmenin yani sira uluslara-
rasi sistemlerini de kaybederler.
Ama sunu da soylemeliyim ki
gelenekli sirketler mal varlk-
larina c¢ekidizen vermelilerdir.
En azindan sirkette 5-10 sene ka-
lacak ve bir kariyer beklentisi ol-
mayan insanlari bulmaya calis-
malilardir ki ben buna ‘tek esli-
lik” diyorum. Bu tam olarak sir-
kete baglihik degil de géreve ve
emirlere baghhik olarak dusu-
nulebilir.

Soru 3: is memnuniyeti ne za-
man devreye girer?

Lawler: Onlarca yillik ¢alisma-
lar gOstermistir ki, isteklendirme
insanlarin iyi performans sergile-

yince ne kazanacaklarini bildik-
leri anda ortaya cikar. iscilerin su
an ki tatmin olma durumu onlarin
sirkette kalip kalmayacaklarini
goOstergesi olabilir ama onlarin
gelecekte nasil bir performans
sergileyecegini gdstermez.
Tabil ki insanlarin Ucretlerinden
memnun olmasini ister-
siniz.Bunun aksi durumunda is-
ten ayrilirlar, ama burada Ki
anahtar soru sudur: Daha iyi per-
formans gosterip daha iyi calisa-
rak sirketi daha iyi noktalara ge-
tirdiklerinde daha iyi Ucretler
alacaklarina inantyorlar mi? iste,
bu glven duygusunu yerlestir-
mek ¢ok zordur. Bunu, bir kismi
insanlara nasil davrandiginizdan
belli olur; ama, blyuk bolimi de
odediginiz ucretlerden anlariz.
Inanilabilirligi var mi? Bir sis-
teme mi bagh? Performansi uc-
retlere yansitabiliyormu? V.s.

Soru 4: insanlarin, en azindan
onlari tatmin edecek bir lcret-
le 6dullendirilmesinin gerekli-
ligi hakkinda konusuyorsu-
nuz. is piyasasindaki birgok
sektori ele alirsak; siz, bu ka-
dar insanin memnun olmadigi
halde calistigini dislnebilir
misiniz?

Lawler: Onlara, piyasada kabul
gbren Ucretin en azindan %80
veya %385’ini vermek zorunda-
siniz; yoksa isi birakirlar. Sicak
piyasada her sirket su ikilem ara-
sindakalir: isci ticretleri dis piya-
sadaki Uicretlerin seviyesine yik-
seltmek ya da isi birakma tehdi-
diyle karsilastiktan sonra Ucret-
leri artirmak. Ozel yetenegi olan
birisciye performansi arttigi hal-
de 3 yil boyunca piyasanin %25
%30 altinda ucret verebilirsiniz.
Bunun dlzeni nerede? Burada
dogru olan sey piyasa diizenle-
mesi yapmaktir. Bu kimse bunu
yapmaya egilimli degildir. Bir-
cok sirket (Gcretlerini sabitle-
mistir ve Kisiye degil, yapilan ise
ucret verirler. ‘Eger bu isciye yil-
lik %15 %20’lik bir artis garanti
edersem, o0 zaman da onun

yetenekleri igin verecegim prim-
lerin 6nlnd kesmis olurum ve bu
ylzden butun dcret yelpazesini
ayarlamamiz gerektir’ derler. ise
dayali Ucretlerin artik ¢cagdisi ol-
dugunu dusundyorum, buradaki
anahtar nokta Kisilerin piyasa-
daki deQerini sahsiyetlerine ve
yeteneklerine gore belirlemektir.
Clnku Kisilerin market degeri,
bir isin market degerine gore ¢cok
daha degiskenlik gostermekte-
dir. Birgok ileri teknoloji sirke-
ti bir grup isciyi o sirketin cekir-
degi olarak gortrler (%10, %20)
ve onlari biinyelerinde barindir-
mak icin ellerinden geleni yapar-
lar. Bu ¢ekirdek gruptaki bir cok
isci genellikle teknolojik bolim-
dedirler ve birbirlerine baglantili
olarak teknolojik tretim ve yeni
tasarimlar yapabilirler. Bu du-
rumda geriye kalan %75 %80lik
grupta katki saglayan bir gruptur
ama onlar isi birakabilirler ve
yerlerine yeni elemanlar alinabi-
lir.Yine de bu insanlarin piyasa
degerleri hakkinda endiselen-
menizde fayda vardir.CUnku isci
degisimi ylksek maliyetli bir
durumdur.

Soru 5: Peki bu %80’lik kisim
%20’lik kisma icerlemiyor
mu?

Lawler: Cekirdek ve cekirdek
olmayanyaklasim belli bir politi-
ka olmamalidir. insanlar bazi in-
sanlarin 6zel Ucretler aldigini
kendileri fark edeceklerdir. Ama
bu durumu mimkin oldugunca
seffaf tutmaya cahisin. Yoksa
cekirdek gruptan dislanirsiniz ya
da onlarin istenilen performansi
vermesini engelleyebilirsiniz.

**k*k

Isin 6zinde,bu 6rgutlii
davranis metninin tamami gini-
muz oérgitlerinden insanlari daha
yliksek performans vermeleri
icin nasil yonetip yonlendirece-
giniz Gzerinedir.Cogu bolim
dogrudan ya da en azindan do-
layli olarak insan kaynaklarinin
nasil daha verimli hale getirile-
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bileceqi ile ilgilidir. Edward De-
ming’in ‘Total Kalite Y&netimi’,
Steven Covey’in ‘Cok Etkili in-
sanlarin 7 Aliskanligi’ ve Peter
Senge’nin “‘Orgutleri Ogrenme’
gibi bircok savunucusu bulunan
tekniklerde sdylenen seylerle he-
men hemen ayni oldugu soy-
lenebilir. Akademik yaklasimlar
yeteri kadar dogrudan uygula-
namasa da ve popller yazarlarin
teknikleri genellikle ‘hizl tasa-
rimlar’ve ‘gelip gecici moda’ol-
dugu icin gecip gitse de ylksek
performans igin yapilan akade-
mik ya da misavirlik ¢ozimleri
yanlis degildir. Is tasarimi ve he-
def belirlemeye benzer olarak,
davranis yonetiminde bu kriter-
leri karsilar. Davranis yonetimi
savunucularindan biri o6zellikle
sunoktanin altini gizer :
Davranis Performans
Yonetimi bir sureligine tecriibe
edildikten sonra bagska iyi bir fi-
kiricin kenara atilacak bir dusun-
ce degildir. Bu insanlarin nasil
davrandigini agiklayan bir bilim-
dir. Yergekiminin gittigi yerden
daha dteye gidemez. Bu degisen
dunyada, davranis bilimi, verdi-
gimiz her kararin baslangi¢ nok-
tast, uyguladigimiz her teknoloji
ve en iyi verimleri almak igin ise
aldigimiz her bireyin kilit noktasi
olarak kalmaya devam etmelidir.

Bu bélimim amaci, dav-
ranis yonetim yaklasiminin su-
numu i¢in 6grenme teori ve pren-
sipleri Uzerine bilgi sahibi ol-
maktir.ilk bélim 6grenmenin
teorilerini Ozetler: Davranissal,
bilissel ve sosyal bilissel. Sonra-
ki bolimde pekistirmenin pren-
sipleri ve cezaya deginilmistir,
takip eden bolimde ise maddi ve
manevi oOdullerin degerlen-
dirilmesi vardir. Her iki adim da
‘Orgitsel davranis degisiminin’
yani kisaca ‘O.D Deg.’ ve sonug
boliminde arastirma ve uygula-
malar 6nem verilmistir.
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OGRENME TEORISININ
ZEMINI

Ogrenme teorisi 6rgitli
davranislarda, motivasyon ya da
kisisel teoriler kadar yaygin ol-
masa da hem bilge kisiler hem de
pratisyenler bunun insan kay-
naklarinin etkili yénetimi ve ge-
lisimi Uzerindeki etkisini Gzerin-
de hem fikirdirler. Aslinda, uygu-
lamada tamamen, 6rgltll davra-
nis dolaysiz ya da dolayli olarak
ogrenmeden etkilenir. Ornegin,
bir is¢inin becerisi, bir mudurin
tutumu, bir asistanin motivasyo-
nu, bir satis elemaninin 6zguveni
ve optimistligi, bir muhasebeci-
nin giyimi hep 6grenilmis seyler-
dir. Ogrenme siirecinin ve pren-
siplerinin uygulanmasi ile, isgi-
lerin davraniglari analiz edilebi-
lir ve onlarin performansini yik-
seltecek sekilde yonetilebilir.

Her bir teorinin en temel
amaci soru olan bir fenomeni da-
ha iyi anlamak ve agiklamaktir.
Teoriler mukemmellestiklerin-
de, uluslararasi sekilde uygula-
nabilirler ve tahmin ve kontrolu
ortaya ¢ikarirlar. Buytizden, mu-
kemmellestirilmis bir 6grenme
teorisi, 6grenmenin tum evreleri-
ni aciklayabilir (nasil, ne zaman
ve neden), uluslararasi uygula-
masi olur (¢ocuklar, kolej 6gren-
ciler, mudurler, isciler) ve du-
rumlari kontrol ve tahmin yete-
negi saglar. Bugiine kadar boyle
bir 6grenme teorisi var olmamis-
tir.Ogrenmenin bazi prensipleri-
nin -pekistirme gibi- tahmin ve
kontroll artirdig1 Uzerine genel
bir kanaat olusmus ise de teorik
o6grenme Uzerine bircok karsit
gOrus vardir. Fakat bu 6grenme
teorisini gelistirmek icin hicbir
tesebbiste bulunulmadigi anla-
minada gelmez.Bu teorileri anla-
mak hem genel hem de davranis
performans yonetimin ¢ziimlen-
mesinde blyik 6nem tasir

Davranisla ilgili Teoriler

En geleneksel ve arasti-
rilmis teori psikolojideki davra-
nis¢l disiince okulundan gelir.

Orgitli 6dul sistemleri ve 6gren-
mesi prensiplerinin ¢cogu ve bu
bolimde bahsedilen davranis
performans yo6netimi davranis
teorileri Uzerinedir.

Klasik davraniscilar,
ornegin Rus 6nct Ivan Pavlov ve
Amerikali John B. Watson etki
tepki(E.T) arasinda bagda ve is-
birligine dayanarak 6grenmeye
katki saglamislardir. Etkiyi ya-
pan davranisci, Amerikali psiko-
log Skinner, 6grenmede etki tep-
Ki Ozerine daha cok 6nem ver-
mistir. Etki tepki ve tepki etki
uzerindeki vurgu 06grenmenin
bagdastirici teorileri Gizerinde bir
etiket olmustur. Etki tepki Klasik,
sartll cevaplama ile ilgilenirken,
tepki etki ise aletli ya da uyarici
ve sartlanma ile ilgilenir. Bu sart-
lanmanin siireclerini anlamak or-
gutlt davranislari anlamak ve de-
gistirmek icin hayati 6nem tasir.

Klasik Sartlanma

Pavlov’un kopekleri kul-
lanarak yapmis oldugu klasik
sartlanma deneyi davranis bili-
mindeki gelmis gecmis en mes-
hur calismadir. Bu calisma Pav-
lov’un kopegin agzindan akan
salya miktarini dogru 6lgmesi ile
yaptigi basit bir calismadir. Eti
kopege sundugu zaman (sartsiz
uyarici) Pavlov kdpegin agzinda
bol miktarda salya goérmis-
tir(sartsiz tepki).Diger elinde ise
sadece zili calmistir.(notr uyari-
c1).Kopegin agzindan salya gel-
memistir. Pavlov daha sonra eti
verirken de zili calmistir. Bu is-
lemi birka¢ kez yaptiktan sonra
Pavlov eti vermeden zili calmis-
tir. Bu kez kopek ortada et olma-
dig1 halde zil sesini duyunca sal-
ya salgilamistir. Kopek zil sesine
salgl salgilayacak sekilde klasik
sartlanmistir. Bdylece Kklasik
sartlanmaya notr uyarici ile sart-
siz uyaricinin birlesmesi ile orta-
ya cikan sarth tepki diyebi-
liriz.Bir diger sozle etki tepki 60-
renilmistir. Pavlov’un deneyi bi-
yuk bir kiritlma noktasidir ve 6g-
renmeyi kavramak dzerinde
uzun siiren bir etki birakmistir.



Klasik sartlanmanin teorik miim-
kinligune ve genis bir yelpazede
uygulanabilirligine, hatta mo-
dern pazarlama gibi bir ¢cok sek-
torde uygulanmasina ragmen,
bircok cagdas 6grenme teoricisi
bunun insan 6grenmesinin sade-
ce ¢ok kiclk bir bolimi oldugu
tizerinde hemfikirdirler. Ozellik-
le Skinner Klasik sartlanmanin
sadece refleksif tepki davranis-
larint inceledigini distinmustr.
Uyarici tarafindan olusturulan
gonulstiz davraniglar vardir.
Skinner daha genel ama daha
karmasik olan insan davranisla-
rinin sadece klasik sartlanma ile
aciklanamayacagini one
sirmustir.Neden etki tepki psi-
kolojisini biraktigini agiklarken
sunlara deginmistir: insan davra-
nisinin biyuk bir kismi sadece
pekistirici kullanildigi icin bir
uyarici tarafindan yoénlendiri-
liyor.” Bu ylizden Skinner yogun
calismalar sonucunda ‘davranis
sonuclarin fonksiyonudur, klasik
sartlanmada ki uyaricinin degil’
seklinde bir sonuca varmistir.
Ona gore bir ¢cok davranis gevre-
den olumlu sonugclar almak icin
yapilan islerdir. Bu tir davranis
fiili sartlanmaile olusur.

Fiili Sartlanma

Fiili sartlanma bir davra-
nisin sonucu olarak égrenme ile
ilgilenir(etki-tepki). Davranisin
klasik, sarth gibi sebepleri ile il-
gilenmez. Klasik ve fiili sartlan-
ma arasindaki farklar asagidaki
gibi 6zetlenebilir:

1.Klasik sartlanmada etki
uzerindeki deg@isim (sartsizdan
sartliya) belli bir tepkiyi ortaya
cikarir. Fiilt sartlanmada, bir cok
muhtemel uyaran arasinda bir
tepki ortaya ¢ikar. Fiil sartlan-
mada uyarinin durumu davranis
bicimi olarak goralur. Tepkiyi
dogurmaz ama insanin tepkiyi
anlamasi i¢in biripucu olarak go-
rev yapar. Fiill sartlanmanin en
onemli yani tepkinin ne sonug
verecegidir. Klasik sartlanmada
davranislarin giicu ve sikhgi ge-
nellikle uyaranin sikhigi ile belir-

lenir. Fiili sartlanma ile fiili sart-
lanmanin davranisin gucu ve sik-
lig1 genellikle sonuglar tarafin-
dan belirlenir.

2.Klasik sartlanma sure-
cinde, 6dul olan sartsiz uyarici
her zaman verilir. Fiili sartlan-
mada 0dil sadece organizma
dogru tepkiyi verirse verilir. Or-
ganizma cevreyi yonetmelidir
yoksa 6dul alamaz.

insan 6greniminde fiill
sartlanmanin etkisi klasik sart-
lanmanin etkisinden daha bi-
yuktdr. Bugun, Skinner’in 1990-
’da 6lmis olmasina ragmen, onu
fikirleri yanhs sunulmaktadir, fi-
il sartlanma daha genisletil-
mekte ve rafine edilmektedir, ta-
rihi analizler bazi kisitlamalar
beraberinde getirmekte ama ayni
anda katkilarda saglamaktadir ve
pazarlama ve performans yoneti-
mi Uzerinde uygulamalar yapil-
maktadir. Fiili sartlanma 6rgitlu
davraniglarin biyuk bir kismini
da aciklamaktadir. Ornegin isci-
ler kendilerine yiyecek, giyecek
ana barinak almak icin glinde 8
saat, haftada 5 gun calistlirlar.
Calismak yiyecek, giyecek ve
barinma saglamak i¢in yapilan
sarth tepkidir.

Baz! i¢ maddeler dogru-
dan fiili analizlerden elde edile-
bilir.Orgiitli davranisin sonug-
lari cevreyi ve isci davranislarini
buylk olgclide degistirebil-
mektedir. Mudurler tahmin ve
hedeftutturmak icin 6rgutli dav-
ranislarin sonuglarini analiz ede-
bilirler.Bazi o6rgutli davranis
arastirmacilari sorumluluk artisi
gibi alanlari incelerler ¢linki ko-
tl durumlarda daha fazla masraf-
tan kaginmak gerekir (zararin ne-
resinden donulse kardir.).

Bilis Teorisi

Davranisla ilgili perfor-
mans ydnetimini daha iyi anla-
mak ve bunu sosyal bilis teori-
sine yerlestirmek igin, bilis teori-
sinde 6grenmeyi anlamak igin
kullanilan biryontemdir. Edward
Tolman, bilis teorisinin en 6nde

gelen 6ncusi olarak bilinir. Bilis
teorisinin bilisle alakali cevre
davranislari ve beklentilerin or-
takligr ile olustugu fikrindedir.
Bu teoriyi kontrollii deneyler
aracthigi ile olusturmus ve test et-
mistir. Aslinda bir ¢ok bilim ada-
mi bu tur deneylerde bilindik
hayvanlar kullanmasina ragmen
Tolman psikolojik alanda kobay
faresini kullanan ilk bilim adami-
dir. Farenin labirent icerisinde
belli bir amaca, yiyecege dogru
gittigini tespit etmistir. Labirent-
teki her yol se¢iminde beklentiler
olusturulmustur. Diger bir degis-
le fare hangi yoldan giderse o yo-
lun onu yiyecege ulastiracagini
ogrenmistir. Eger labirentin so-
nunda fare yiyecege ulasirsa dav-
ranis ve beklenti arasindaki bag
kuvvetlenmis olur ve 6grenme
gerceklesir. Klasik ve fiili sart-
lanmadaki etki tepki ve tepki et-
kiye ters olarak Tolman’in yakla-
simi etki-etki olarak adlandirila-
bilir ya da davranis ve beklenti
arasindaki bagi anlamak olarak
adlandirabilir.

Bilissel 6grenmeyi gos-
termek amaciyla yapilan bir di-
ger calismada Kohler tarafindan
sempanzeler kullanilarak yapi-
lan havada asili duran muzu ala-
bilme deneyidir.ilk basta sem-
panzeler muzu ziplayarak almayi
denemis fakat basaramamistir.
Daha sonra odanin diger tarafina
koyulan kutulari gérmusler ve
kutulari sdrikleyerek  Gstline
citkmiglar ve muzu almiglardir.
Kohler bu durumakarmasik icsel
6grenme demistir. Problemin ¢o-
zimu pargalar halinde degil de
bir batlin olarak sunulmustur bu
da uyaricinin yeni tepkiler ver-
mesini saglamistir.1927 de tnli
filozof ve elestirmen Bertrand
Russell susonucavarmistir :

iki turla 6grenme vardir.
Birincisi kisisel deneyimlerle ve
ikincisi de Kohlerin icsel
6grenme dedigiyolile.’

Bugun, bilissel teori , 69-
renme teorileri Uzerinde etkili
olmus edinim ve gecis sirecle-
rinden ziyade insan yeterliliginin
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yap! ve sureci tzerinde durmak-
tadir. Orguitli davranista, bilissel
yaklasim genellikle motivasyon
teorilerinin Uzerine uygulan-
mistir.Beklentiler, katkilar, kon-
troller ama hedef se¢imi 6rgutlu
davranisin amaclihgini gésteren
bilissel terimlerdir. Su an bir ¢cok
arastirmaci bilissellik ve 6rgutsel
davranis arasindaki ilgi ve bagi

arastirmaktadir.
*k*

Sosyal Ogrenme ve
Sosyal Biligsel Teori

Sosyal psikoloji teorisine
benzer olarak diinyaca Unlu psi-
kolog Albert Bandura’nin yogun
calismalarini temel alan bu me-
tin, sosyal bilissellige bir genel
bakis icerir.Sosyal 6grenmenin
ilk tespitinden sonra, tartismanin
yonu sosyal bilissellige kayar ve
modellemeyi ve ferdi verimliligi
turetir.

Sosyal Ogrenme

Bu teorik yaklasim hem
davranis¢l hem de bilissellik te-
rimlerini entegre ederek, ente-
raktif, bilissel ,davranisgi ve ¢cev-
redeki belirleyicileri harmanla-
yan ilk yaklasimdir. Sosyal 6g-
renmenin temellerini klasik ve
edimsel kosullanmadan aldigini
bilmek alti cizilecek bir noktadir.
Bir o kadar énemli baskabir nok-
ta ise sosyal 6grenmenin, 6gren-
menin sadece etki tepki ve so-
nuclarindan ibaret olmadigr ve
daha 6tesi oldugunu tespit ederek
klasik ve fiili sartlanmalari gec-
mesidir. Sosyal 6grenme teorisi
d6grenmenin modelleme ve sahsi
kontrol ile de olacagini 6ne slrer.
Bu ylizden sosyal 6grenme hem
klasik hem de fiili sartlanmayi
kabul etse de onlarin ¢ok kisit-
layici olduklarini belirtir ve onla-
rin icinde modelleme ve Kisisel
kontrol d&gelerinin olmadigini
belirtir.

Sosyal Bilissellik

Bu teori sonyillarda orta-
ya ¢ikmis ve sosyal 6grenme te-
orisinin daha da 6tesine gegmis-
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tir. Sosyal bilissel teori davranis-
lar1 degistirerek ya da dahili kon-
trole daha ¢ok 6nem vererek 6g-
renmenin kapsamini gelistirmis-
tir.Sosyal bilissel teori insanlarin
davranislarini baslatmasi, diizen-
lemesi ve devamliligini saglama-
si acisindan bes farkli yeteneQi
tanimlar:

1. sembolize etmek.

2. ileri dustiinmek.

3. modelleme ile 6grenme.

4. Dahili(igsel) dlzen.

5. Dahiliyansima.

Bu insan yetenekleri biligsel su-
reci ve sosyal 6grenmeyi tanim-
lar. Sosyal bilisselligin tlrevle-
rinden olan modelleme ve igsel
yeterlilige yakindan bir bakis
davraniscl performans yonetimi-
nin daha iyi anlasilmasi ve 6gre-
nilmesine yardimci olacaktir.

Modelleme Siireci

Baskasini taklit etme ya
da modelleme sireci gozlemle-
yerek o6grenilen bir sdrectir.
‘Sosyal ©6grenme teorisi ile
uyumlu olarak modelleme kolay
kolay fifli ya da tepkili sartlan-
maya uydurulamayacak bir dav-
ranis edinimi anlamina gelebilir.”

Uzun yillar 6énce,Miller
ve Dollard 6grenmenin etki-tep-
ki yada tepki-etki yolu ile olma-
yacagini 6ne surmuslerdir. Bu-
nun yerine d6grenme baskalarini
taklit etme yolu ile gerceklesir.
Bandura su noktanin altini
cizmektedir :

“Ogrenme odullendirme
ve cezalandirma sistemleri ile
sekillendirilebilse de butin 6§-
renmeyi bu sistemin (izerine y1k-
manin ¢ok biylk hata ve eksik-
liklere sebep olacagi muhtemel-
dir. Kisilerin kendi deneyimleri
yani sira , sosyallesme siirecinde
ailevi gelenekleri, egitimi, dini
ve politik uygulamalari ve kilti-
ru taklit etmeden 6grenmeye ca-
lismasini disinmek ¢ok zordur.
Kasti olsun ya da olmasin, pek
cok davranis temsil olan 6rnek-
lerin davranislari ile sekillenir.”

Bandura insanlarin ger-
cekten baskalarindan 6grenebi-

lecegini gosteren kayda deger ca-
lismalar yapmistir. Bu 6grenme
iki adimda gergeklesir. ilk adim
insanin diger insanin davranisla-
rini gézlemlemesi ve bu davrani-
sin sonucundan ne gibi bir édal
ya da ceza aldigini gérmesidir.
Ikinci adim ise kisinin bu davra-
nisi kendisinde uygulamasidir.
Eger sonuclar olumlu ile kisi bu
davranislari tekrarlama egilimi-
ne girer. Bu olumlu ve olumsuz
sonuclarin tabit ki edimsel kosul-
lanmaile bir bagi vardir. Fakat fi-
ili sartlanmada oldugu gibi dav-
ranis kazaniminin sadece etki
tepki sistemine baglh olmasi yeri-
ne bu davranislar modelleme ile
ogrenilmis bilisle ilgili davranis-
lardir ve bu yizden modelleme
fiili sartlanmanin ¢cok daha 6tesi-
ne gider. Isin 6ziinde Bandura
modellemenin dikkat, taklit mo-
tor becerileri ve pekistirmeyi
icerdigini soyler.

Dahili (igsel)Etki

Banduraic etkiyi ‘gerekli
yerde yeterli eylemi yapmak icin
kisinin kendi icinde bulunan
inang’ olarak degerlendirir. Yani
bir isci belli bir is ile karsilas-
tiginda, o iscinin icsel etkisi ge-
rekli davranisin yapilip yapilma-
yacagini, bu is icin ne kadar
emek harcanacagini, iste engel-
ler gcikincane kadar sabir ve israr-
cilik gosterilecegini belirler. Ki-
sacas! bir iste basaril olacagina
inanan insanlar (dahili etkisi
ylksek olanlar) ayni isi basara-
mayacagint dastnen insanlara
gore (dahili etkisi distk olanlar)
daha basarili olurlar. Orgutli
davranis alani olarak, bir dizi ¢a-
lisma sonucunda dahili etki ve is
performansi arasinda kuvvetli
bir bag oldugu tespit edilmistir.
Ayni anda dahili etki yetenegi
ylksek olan insanlar stresli ve si-
kintili durumlar karsisinda da sa-
birl ve sakin olmayi basarmis-
lardir. Bir diger degisle, dahili
etkisi yuksek isgiler bir isi basin-
dan sonuna dek stres ya da guval-
lamaktan kaygilanmaksizin yap-
tiklarina dair pek kuvvetli de-



liller vardir. insanin dogustan ge-
len bazi degismez davranislari
aksine dahili etki kontrol edile-
bilir ve gelistirilebilir bir yete-
nektir. Basariyl yakalamis hem
mudurler hem de isciler model-
leme yontemi ile egitilmislerdir
ve bir ise baslarken cesaretlen-
dirilirler ve icsel etkileri artmis
olan bu bireyler en nihayetinde
iyi performans verirler. Bu da
muadurlerin ve isgilerin perfor-
mansinda kayda deger bir artis
yapilabileceginin bir ¢ok pratik
yolu oldugunu gosterir.

OGRENME PRENSIPLERI :
PEKISTIRME VE CEZA

Pekistirme ve ceza 0(-
renme surecinde merkezi bir rol
oynar ve davranis¢l performans
yonetiminin prensiplerini olustu-
rur. Pek cok 6grenme uzmani pe-
Kistirmenin cezaya gore daha et-
Kili bir sistem oldugunda hem-
fikirdirler. Fakat yine de teorik
aciklamalarda karsi goruslerde
vardir. Ogrenmede pekistirme-
nin 6nemine ilk vurgu yapan teo-
rik eylem bugtin bile hala etkisini
surduren o6ncl psikologlardan
biri olan Edward Thorndike’nin
klasik etki yasasidir.

Davranisin Yasalari
Thorndike’nin kendi s6z-
leriyle etki yasasi soyle aciklanir:
‘Ayni duruma verilen birkag tep-
kiden, pekistirilen davranislarin
tekrarlanmasi daha muhtemeldir
ve huzursuzluga sebep olanlar ve
cezalandirilanlarin ise tekrarlan-
ma ihtimali dusuktir.” Hemen
hemen bitin davranis bilimcileri
hatta ve hatta siki bilisli koken-
liler bile bu yasanin gegerliligini
kabul ederler. Bu durum tekrar
ve tekrar hatta glnlik hayat tec-
ribelerinde bile gosterilmistir.
Davranis yasasl bazen pekistiri-
len davranis sonuglarinin ileride
tekrarlanmasi durumu yiksek ih-
timalli muhtemeldir seklinde de
soylenebilir. istenmeyen ve hu-
zursuzluk verdigi igin cezalandi-
rilan veya hos karsilanmayan

davraniglarin ise tekrarlanma ih-
timali oldukca diusmektedir. Ba-
zen de Ugincl bir yasa eklen-
mektedir : E§er davranisa hicbir
tepki verilmezse davranis zama-
nin icinde yok olur yani sénme
gOsterir.’

Pekistirme Teorisinin Elestirisi

Davranis yasalari cok ge-
nis kapsamlarda kabul gdérmus
olsa bile, kisinin bilisli rasyonel-
lestirmesinin kendini etkisiz hale
getirdigi durumlar da vardir. Or-
negin dahili etkisi distk olan in-
sanlar yaptiklari davranisin so-
nucundan etkilenmiyor olabilir.
Is yerlerinde bu, mudirler icin
cok blyuk bir sikintidir. Bu Kisi-
ler is yerinde yaptiklari davranis-
larin eksikliklerini fark etmezler
ve midurln uyarilarina da kulak
asmazlar; cunkd, yaptiklari dav-
ranisin farkinda degillerdir. Bu
kisiler dahili etkilerinin ylksek
oldugunu yani yaptiklari isi dog-
ru ve gizel yaptiklarini zanne-
derler; ama, aslinda yaniliyor-
lardir.

Hem Tolman’in hem de
Kohler’in bilissel teoriyi destek-
leyen klasik calismalari, égren-
me icin gerekli olan pekistirmeyi
goz onine almamistir. Ornegin
Tolman pekistirmenin 6grenme
icin ilk kural olmadigini kanitla-
mak icin yer 6grenimi, gizil 6g-
renme ve trans durum deneyle-
rini yapmistir. Ornek verecek
olursak T seklindeki labirentte
fareye yiyece@e ulasmasi icin sa-
ga donmesini 6gretmistir. Daha
sonra fareyi labirentin karsi kis-
mindan birakmistir. Fiili sartlan-
ma teorisine gore fare eski sart-
lanmaya gore saga donmelidir.
Ama fare yiyecegin oldugu tara-
fa donmustir. Tolman bu davra-
nisin bir amaci oldugu varsay-
mistir ‘Fare yiyecege ulasmak
icin kafasindan labirentin bilisli
bir haritasini ¢izmistir.” Zaman
icerisinde davraniscilar Tolman
deneyini gelistirerek uygulama-
ya devam etmiglerdir.

Son zamanlarda Deci ve
Ryan bilissel evrim teorileri ve

laboratuar ¢alismalari sonucun-
da dissal sonugclarin (6daller) ki-
sinin Ureticiligini ve isteklendir-
me Uzerinde olumsuz etkileri ol-
dugunu ortaya atmislardir. Bu
bulgular kendi takip eden bir¢ok
karisik bulgu ile devam etmistir.
Yz calismanin ardindan bazilari
odullendirmenin olumlu bazilar
olumsuz etkileri oldugu soyle-
mis bazilari da etkisiz oldugunu
One strmastir. Bu goruslerden
¢ikan sonug (1)édullendirmenin
zararh etkilerinin gok siki ve ka-
¢intlabilir durumlarda ortaya
ciktigl, (2)klasik ve fiili sartlan-
dirmanin 6dullendirme sistemi-
nin olumlu ve olumsuz etkilerini
anlamaya yardimci oldugu ve
(3)6dullendirme sisteminin
olumlu etkilerinin davranisci te-
oriden ortaya ¢iktigidir.

Son olarak doksan alti ¢a-
lismanin analizlerinde, 6dil sis-
teminin tek zararli etkisinin per-
formanstan bagimsiz bir odal
Uzerine yapilan arastirma igin
kaybedilen zaman olarak bulun-
du. Fifli sartlanmateorileri ile ki-
yaslaninca da bilisli evrim teori-
sinin sistematik analizleri vardir.
Bu kadar delile ragmen hala ikna
olmamis birkag yazar Alfie Kohn
gibi, ‘Oduller Tarafindan Ceza-
landirildi’ ‘Neden Miikafat Plan-
lar1 ise Yaramiyor’ gibi kitaplari
yazmaya devam ettiler. (hig aras-
tirmayapmadan). Deci ve Ryan’l
da karsisina alarak bu kanaati o
kadar destekleyen teori ve c¢alis-
ma olmasina ragmen su acikla-
malari yapmistir : * Daha iyi per-
formans icin verilen 6dul sistemi
ileride etkisini yitirmeye mah-
kamdur.’

Ne yazik ki, Kohn’un bu
kabul gérmeyen ifadeleri gergek
diunyada ki sagir kulaklara gir-
meyi basaramamistir. Bunun se-
bebi bazi mudurlerin performans
icin prim sisteminin uygulamada
bazi sorunlar yasamasidir. Orne-
gin ilgili yazilar tzerinde derin
bir arastirma yaptiktan sonra
Lawler siire¢ ve tasarim prob-
lemlerinin pekistirmenin altinda
yatan sorun degil, performans
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icin prim sisteminin etkisinin ki-
sitlanmasi oldugunu anlamistir.
Son zamanlarda yapilan bir bas-
ka arastirmada Ozellikte takim
bir grup calismasinin énemli ol-
dugu yerlerde verilen en yiksek
ve en dlslk maas arasindaki fark
ylksekliginin 6dul  sisteminin
negatif yonlerinden biri oldugu-
nu ortaya koymustur. Fakat bu
yine de 6dil sistemininyanhs ol-
dugunu belirtmez ama uygula-
mada aksakliklar ¢ikabilmek-
tedir. Bandura ‘ Eger insanlar
yaptiklari eylemlerin sonuglarin-
daetkilenmezse bu kisilerin fazla
hayatta kalacagini soylemek pek
mumkin olmaz’ demistir. Son
Ozet cumlesi olarak, pekistirme
o6grenmede hala mikemmel bir
sistem olarak oturmamistir ve
hala gelistirilmesi gerekmekte-
dir. Bununla birlikte pekistirme
mithis bir teorik bir bulustur ve
davranisci sistemde daha etkili
olmasi icin uygulama sorunlari
astimalidir.

Davranis¢i Sistemde
Kullanihisi ile Pekistirme
(Odillendirme)

Odul ve pekistirici ifade-
ler cok genel anlamda kullanila-
bilmektedirler; fakat, davranisci
performans yonetiminin ¢ok net
bir tanimi ve kullanimi vardir.
Pekistirmenin bir diger tanimi da
insana odul olarak verilen her
seydir. Bu tanimda gecersizdir
cunki bu tarifte ne pekistiricinin
ne de 6dalun anlami ifade edil-
memistir. Davranis yasalarindan
faydalanarak daha kapsamli bir
tanim yapilabilir. Pekistirme
hem is glicini hem de isin tekrar-
lanma ihtimalini ylkselten her
seydir. Ote yandan odl ise, insa-
nin istenen erdemlerini ortaya ¢i-
karan seydir.

Pekistirme fonksiyonel
olarak tanimlanmistir. Bir sey
davranisi giclendiriyorsa ve tek-
rarlanma ihtimalini artiriyorsa
pekistiricidir. Ornegin bir mudiir
rapordabir hata tespit eden bir is-
ciyi arkadaslarinin iginde dverek
odullendirilebilir. Fakat isci di-
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ger arkadaslarinin alay etmesin-
den endise duyar ve bir daha hata
bulmaya ¢alismaz. Bu durumda
odul pekistirici olmamistir. Odiil
ve pekistiricinin farkini acikca
ortaya koymanin yani sira davra-
nisci yonetim olumlu ve olumsuz
pekistiricilerinin de farkini orta-
yakoymalidir.

Olumlu ve Olumsuz
Pekistiriciler

Olumlu , olumsuz pekis-
tiriciler ve cezalar arasinda ol-
dukca sik karsilasilan bir yanhs
anlasilmavardir. Oncelikle su iyi
anlasilmalidir , pekistiriciler
olumlu, yada olumsuz olsun, bir
davranisin tekrarlanma ihtima-
lini yukseltirler. Fakat olumlu ve
olumsuz pekistiriciler bu isi bir-
birlerinden tamamen farkli ola-
rak yaparlar. Olumlu pekistirici
istenen bir durumu ortaya ¢ikar-
ma ihtimalini ylkseltir. Olumsuz
pekistirici ise istenmeyen duru-
mun ortaya ¢ikma ihtimalini di-
surerek davranisin yapilmasini
engeller. Bir isciye isi iyi bir se-
kilde tamamladigi icin kendisi-
nin farkinda oldugunu hissettir-
mek ve ©6nem vermek iyi bir
olumlu pekistiriciler olabilir. Ote
yandan bir isci sef yanindan ge-
cerken calistyormus gibi gorlne-
rek seftarafindan azarlanmaktan
kacinabilir. Mesgul gérinme sef
tarafindan fircalanma durumunu
ortadan kaldirmaktadir.

Olumsuz pekistirici
olumlu pekistirici de daha kar-
masiktir; fakat, cezalandirma ile
karistirillmamasi gerekmektedir.
Aslinda davranis Uzerinde zit et-
Kilerivardir. Olumsuz pekistirme
davranisi guclendirir ve artirir
oysa ceza davranisi zayiflatir ve
azaltir. Bununla birlikte her ikisi
de davranisin olumsuz bir sekil-
de kontrol edilmesi olarak algi-
lanmaktadir. Olumsuz pekistir-
me bir agidan sosyal bir santaj gi-
bidir, ¢linki insan cezalandiril-
mamak icin istenilen sekilde
davranmaya cahsir. Cezalandir-
manin daha iyi bir sekilde agik-
lanmasi olumsuz pekKistiricinin

Uzerindeki soru isaretlerini de
dagitacaktir.

Ceza Kullanimi

Ceza en ¢ok kullanilan
ama bir o kadar da az anlasiimis,
davranisct yonetimin kot yon-
lendirilmis ydnlerinden biridir.
Cocuklarlailgilenirken, karmas-
Ik sirketlerde Ki iscilerle ilgileni-
lirken, aileler, mudurler ve sefler
genellikle olumlu pekistirici kul-
lanmak yerine ceza kullanmayi
tercih ederler. Cezalandirmanin,
pekistirmenin tam zitti olduguna
ve davranis degistirmede en az
pekistirme kadar etkili olduguna
dair genel bir fikir vardir. Ama
cezalandirma pekistirme gibi ga-
rantili bir yol degildir. Bunun se-
bebi cezanin ¢ok karmasik olma-
sidir ve ceza dogru sekilde ta-
nimlanmali ve kullaniimalidir.

CezaninAnlami

Ceza bir davranisi zayif-
latan ve tekrarlanma ihtimalini
dusuren her seydir. Ceza genel-
likle istenmeyen bir sonucun or-
taya ¢ikmasi ile baglar, bu ylz-
den kotu performans veren bir
muduarin yetkilerinin kisitlan-
masl bir ceza olarak distnule-
bilir.

Cezanin uygulanmasi ile
istenmeyen davranisin sonucuna
bakmaksizin cezanin etkili olma-
sI i¢in zayiflayan ve azalan bir
davranisin olmasi gereklidir. Bir
sef bir isciyi elestirdi diye bunu
bir ceza olarak gérmek yanlis
olur. Bu davranisin ceza olmasi
icin isginin elestirilen davrani-
sindan vazge¢mesi, ya da azalt-
mas! gerekmektedir. Buna ben-
zer bir cok durumda sefler iscile-
ri cezalandirdiklarini dasunur-
ken aslinda onlari pekistirmekte-
dirler. Clnku, dikkatlerini onla-
rin Gzerine vermektedirler ve
dikkat bir pekistiricidir. Pek ¢ok
sef su durumu dile getirir:* Joe-
’yu ¢agirtyorum aptalca hareket-
lerine dikkat etmesini soyluyo-
rum. Geri gidiyor ve yine ayni
hareketlere devam ediyor.” Bu-
radaki durum sudur, sef Joe’yu



cezalandirdigini distniyor ama
aslinda ona dikkat ve 6nem ver-
digini hissettirerek JOe’nun ha-
reketlerini pekistiriyor. Cezada
pekistirme gibi sonucunu davra-
nislarda gostermelidir, birkisinin
kendisini cezalandirilmis gibi
dusunmesi yapilan eylemin ceza
olmasi icin yeterli bir neden de-
gildir.

Cezay1 Yonetmek

Cezayl yonetmek hak-
kindaki fikirler uyaridan davra-
nis degisikligine kadar pek genis
bir yelpazede degisiklikler gos-
terir. Fakat arastirmalar her iki
durumu da tam olarak destekle-
mis degildir. Bununlabirlikte ce-
zanin istenmeyen davranislarin
artmasi yoninde bir yan etkisi
olacag! Uzerinde supheler var-
dir.Ne cocuklar ne de yetiskinler
cezalandiriimayi sevmezler. Ce-
zalandirilmis davranis tamamen
sonmez; fakat, o anhk olarak
vazgecilebilir ve cezalandirilan
kisi kendisine verilen cezaya ve
cezayl veren Kisiye icten ice
kizabilir ve kin besleyebilir. Bu
ylzden davranis yo6netiminde
ceza kullanmak her iki ucu da
keskin bir bicagr kullanmak
gibidir. EQer ceza agir degilse |,
istenmeyen davranis kisa slrede
tekrar ortaya cikar; fakat, ceza
cok agir olursa dabu sefer cezay
veren kisiye karsi kin ve 6fke du-
rumu ortaya gikar.

Bu problemleri asgari se-
viyeye indirmek igin, cezayi yo-
neten kisi cezalandirilan davra-
nisakarsin her zaman bir alterna-
tif davranis ortaya koyabilme-
lidir. Eger boyle yapmazlarsa, is-
tenmeyen davranis tekrar ortaya
¢ikacaktir ve cezalandirilan kisi-
de Ofke ve endiseye sebep ola-
caktir. Ceza mimkin oldugunca
istenmeyen davranisa yakin si-
relerde uygulanmalidir. isgiyi
ofise ¢agirip gecen hafta ¢gigne-
digi kural icin uyarmak hig etkili
olmayacaktir. Bu zamanda yapi-
lan tim uyarilar sadece onlari ya-
kaladiginiz igin yapilan uyarilara
benzeyecektir. Ve bu uyarinin ih-

lal edilen kural Uzerinde hicbir
etkisi olamaz. Bir ceza uygula-
nirken su da asla unutulmama-
lidir ki bu cezanin uygulandigini
goren diger kisilerde bu olaydan
etkilenirler.

Disiplin Rehberi

Etkili davranis yonetimi-
nin kurallari sunlar olmahdir: bir
davranisi degistirmek icin her za-
man cezalandirmak yerine pekis-
tirmeyi kullanin. Dahasl, pekis-
tirme sisteminde istenilen davra-
niglari artirmahizi, cezalandirma
sisteminde istenmeyen davranis-
lari azaltma hizindan c¢ok daha
fazladir. Cezanin anlasiimis hali
ve analizi s6yle olmalidir: Basa-
riy1 yakalamak icin ceza dizgiin
bir sekilde, akla uygun birbigim-
de kullanilmahdir, ¢ok sik bir se-
kilde ya da mudurln sinirini ve
Ofkesini yansitabilecegi bir ara¢
olarak kullaniimamalidir. Eger
bu sekilde kullantlirve insanlarin
sayginhgi icin kullanilirsa fay-
dal bir sistem olabilir.” Davranis
yonetiminde disiplin bir dgren-
me tecrubesidir. Beklide en iyi
pratik 6rnek eski kicuk-kirmizi-
sicak-firin disiplinidir, firin gibi
ceza dadnceden uyarisini verme-
lidir, eger kirmizi ise ivedi, karar-
Ii olun ve kisisel olmayin. (do-
kundugu her seyi yakar). Buna
ek olarak pek ¢cok modern yakla-
sima gore ceza dakisiye gore ve-
rilmelidir. On dokuz yasindaki
bir tayfaile yillik 100.000%$ kaza-
nan bir profesyonel tayfaya ayni
cezalar uygulanmamalidir. Uya-
rilar 6nce s6zlu yapilmali daha
sonra yazili sdzlesmeye cevril-
meli halaihlal edilen kural varsa
ucretli yada Uicretsiz izine gonde-
rilmesi ve en nihayetinde sozles-
mesi fesih edilmelidir.

ORGUTLU ODUL
SISTEMLERININ ROLU

Pekistirme sonuclarinin
isci davraniglarinda ¢ok buyuk
etkisi oldugu icin, orgutli 6dul
sistemleri de davranisgi perfor-
mans yonetiminde hayati dnem
tasir hale gelmistir.Orgit en son

gelismis teknolojiyi kullanabilir,
iyi hazirlanmis stratejik planlari
olabilir, detayli meslek tanitim-
lari olabilir, mesleki egitim suna-
bilir; ama, insanlar performans-
lar1 ile ilgili olarak yeteri kadar
pekistirilmedilerse butin bu
maddelerin etkisi ¢cok az olacak-
tir.Diger bir deyisle, Skinner’in
kendine 6zgl tanimina bakacak
olursak, teknolojinin , planlarin
ve buna benzer seylerin perfor-
mans Gzerinde ancak pekistirici
unsurlar varsa bir etkisi olabilir.
Bir davranis¢l yonetim danis-
mani su durumun altini ¢izmek-
tedir : “Bir sirket Urettigi seyi en
mukemmel sekilde Uretecek ta-
sarlanir. Eger bu sirketin Kalite,
mali ve Uretim problemleri varsa
demek ki bu sirkette bazi isten-
meyen davranislar , istenen dav-
ranislardan daha fazla pekistiri-
liyor demektir.”

Paranin Pekistirici
Olarak Degerlendirilmesi

Ne yazik ki, paraya da-
yali pekistirme sistemleri iscile-
rin her iki haftada yada her ayda
bir giseye gidip kapali bir zarf
alip icindeki paraya bakmasini
pekistirmis baska bir seye fayda-
st dokunamamistir. Bu gelenekli
para odult sistemi artik isgileri
motive etmez olmustur ve iscile-
rin performansinabir katki sagla-
yamaz hale gelmistir. Bu gele-
nekli ddeme yaklasiminaragmen
son donemlerdeki bazi arastir-
malar paranin dogru bir sekilde
yonetilirse isci isteklendirmesi
uzerinde olumlu etki biraktigini
gostermistir. Bununla birlikte bu
sistemin uygulanmasinda, sefle-
rin yeterli geri donus bilgisi ver-
memesi, performanslarin diizgln
bir sekilde degerlendirilmemesi
ylziinden bazi sorunlar ortaya
citkmaktadir. Bazi arastirmacila-
rin sonuglarina goére de gegmis
davraniglarindan dolayi prim ve-
rilmesi yanhstir; cunkd, pirim
calisanlari gelecege yonelik ola-
rak giidilemelidir. istihkak dde-
meleri Gzerine yapilan bir labora-
tuar arastirmasinin sonuglari su
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sekildedir:

1.EQer istihkak artisi temel maa-
sinenaz %6 7°sininuzerinde ol-
mazsa, bu durum isci davranisla-
ri Uzerinde olumlu etkiler Gret-
mez.

2.Belli bir noktanin otesinde, is-
tihkak tzerindeki artislar isgileri
motive etmez.

3.EQer istihkak artisi dislk ise,
iscilerin moralleri de ayni oranda
disecektir.

4.Yasam standartlari ayarlama-
lar1, yonetim ayarlamalari ve di-
ger bilesenlerin artislari istihkak
artisindan ayril tutulmahdir.
5.Yuksek net maas Uzerindeki
kiclk yizdelik artislar iscilerin
isteklendirmesini kirabilir.

Bir diger sozle, hem gelenekli
hem de istihkak ddemelerinde
problemler vardir.

Maddi Olmayan Odiiller

Daha oncede belirtildigi
gibi para en ¢ok kullanilan orgut-
I0 6dil aracidir fakat maddi ol-
mayan odullere verilen 6nemde
gun gectikce artis gostermekte-
dir. isciler arasinda yapilan bazi
anketlere goére maddi olmayan
odullere verilen degerler maddi
olan ddillere gore daha Ust sirada
bulunmaktadir. Ornegin cok ce-
sitli meslek gruplarindan 1500
isci Uzerinde yapilan bir arastir-
manin sonuglarindan en ¢ok veri-
len altmis bes cevap incelenmis-
tir.Bununla birlikte bu arastirma-
yakatilan isgilerin yarisindan ¢o-
gu mudarlerinden boyle édilleri
cok nadiren aldiklarini da dile
getirmislerdir.Sonuglara gore en
onemli 6dil %24 ile sosyal kim-
lik tanimidir. Daha sonra %20 ile
performans geribildirimi gelir.
Bunlari % 11 ile performans pri-
mi takip eder. Hazir yiyecek sek-
torinde yapilan son arastirma-
lara gore isci memnuniyeti ve
muasteri hizmetlerine verilen
onem sirketin sagladigi maddi
kazang profilinin 6énine ge¢cmis-
tir. Yani kisacasi maddi olmayan
pekistiriciler hakkinda kugulk so-
ru isaretleri halen olsa da davra-
nis¢l performans yo6netiminde
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sikhikla pekistirci olarak kulla-
nilmaktadirlar.

Sosyal Tanimave Onem

Daha 6ncede degindigi-
miz gibi Kisiyi tanidigini hisset-
tirme ve ona 6nem verme (6v-
mek gibi) pek ¢ok insan icin ¢ok
guclu bir pekistiricidir. Buna ek
olarak pek c¢ok az insan bu duru-
ma karsi doygundur. Bununla
birlikte maddi pekistiricilerinya-
ni sira, sosyal pekistiricilerde isci
uzerinde olumlu bir etki meyda-
na getirmek i¢in uygun ve dizen-
li bir sekilde verilmelidir. Orne-
gin gayri resmi bir yaklasim ile
birisciye argo kullanarak yapilan
bir pekistirmenin hicgbir faydasi
olmayacaktir aksine is¢i kendisi
ile alay edildigini dusunerek si-
nirlenebilir ve bu da bumerang
etkisine sebep olabilir. Fakat ger-
cek sosyal pekistiriciler perfor-
mans yonetimini iyi ayarlarlar ve
hedef davranisin olusmasi igin
bircok isciyi motive edip onlarin
performanslarin ve kapasiteleri-
ni artirabilirler. Boyle bir strateji-
nin maddi pekistiricilere gore en
avantajli yoni ise bu yéntemin
sirkete hicbir maliyetinin olma-
masidir.

Onemli olarak bu sosyal
tanima pekistirici  her zaman
davraniscl sistemdeki para gibi
gucli bir pekistirici olmayabilir.
Maddi pekistiricilerde olmadigi
gibi zaman igerisinde 6nemi ve
anlamini vyitirebilir. Luthans ve
Stajkovic su noktaya deginmis-
lerdir: ‘HP’deki ‘Altin Muz’ya-
dabirgok sirkette uygulanan ayin
elemani sistemi ilk baslarda gu-
zel bir pekistirici olabilir ama za-
man gectikce bunun bir 6nemi
olmadigi hissi yayilir ve hatta
ayin elemani olmak olumsuz bir
durum haline bile gelebilir.ilk
birkac ay boyunca secilmis Kisi-
ler kendini 6zel hissedebilir fakat
zaman icerisinde bu Kisilerin rast
gele secildigi her hangi bir kista-
sa gore secilmedigi dusunulir ve
sirketin kendilerine ihanet ettigi-
ni iddia edebilirler. Bu durumda
bu program gergekten olumsuz

etkiler vyaratabilir.(A hediyesi
beklerken B hediyesi almak
gibi.)

Takimlarin artan kulla-
nimlari ile, 6rgutli olarak dogru
varsayilan ¢ikislar ve davranislar
icin bireylere sosyal pekistirici-
ler verilebilir. Ornegin Amerikan
Tazminat Derneginin yaptigi
arastirmalar gostermistir ki ba-
gimsiz olarak isleyen ve 6rgutli
bir 6dul sistemi olan kurumlar ve
takimlar 6rgutlti basarinin gercek
katki saglayan kesimleri olmus-
lardir. 4’ten 1’e kadar maddi
odualler kullanan takim oneri
planlari ferdi planlari kullanma-
mislardir.Ornegin bu takim one-
rilerinden alinan her bir fikir ha-
vayolu sirketi igin 46,200% , teks-
tilci icin 14,5008 , bir gazete icin
19,344% ve bir banka igin
19,2663 dIr.

Performans Geribildirimi

Bugliniin gelismis ve de-
vasa bilgi sistemleri tarafindan
islenen muazzam bilgilere rag-
men iscilerin yaptiklari isle ilgili
cok az geri bildirim aldiklarina
dair kiiciik bir sorun vardir. in-
sanlarin genellikle nasil yaptik-
larini 6grenmek icin inanilmaz
bir istekleri vardir ve bu yiizden
geribildirim servisi olsun isterler.
Arastirmalara gore geri bildirim
karmasik bir sire¢ oldugu belir-
lense de, davranissal ydnetimde
geri bildirimin sahsi performansi
artirdigi su gotiirmez bir gergek-
tir. Arastirma sonuclarina gore
(30 laboratuar ve 42 alan deneyi-
mi) geribildirim insanlarin olum-
lu yonde etkilemektedir. Daha
oncede deginildigi Gzere, en son
Stajkovic ve Luthans arastir-
malar1 godstermistir ki para ve
sosyal tanima kadar etkili bir pe-
Kistirici olmasa da performans
geribildirim %20lere varan bir
kapasite artisi saglamaktadir. Bu
oran %11 olan performans pri-
minden bile fazladir.Davranis
yonetimi rehber olacak sekilde,
performans geribildirimi olum-
lu,ivedi, grafikli, net olmalidir ki
etkili olsun.



Verilen 6neme ragmen,
bilgin kisiler arasinda perfor-
mans geribildiriminin otomatik
olarak pekistirici ya da ¢ok basit
oldugu hakkinda tartismalar var-
dir. Ornegin bir metin tzerindeki
geribildirimi inceleyen bir aras-
tirmaci o metinin dogasini ve o
metnin yazilimindaki geribil-
dirim faydalarini ve ferdi ilerle-
meye gorebilir. Mesela bir ¢alis-
ma kisinin kendi kendine geri
bildirim yapmasinin disaridan
yapan geribildirime gore cok
daha fazla motive edici ve per-
formans artici oldugunu goster-
mistir. Bir diger arastirmada ge-
ribildirim belli hususlar tizerinde
yapildigindan genel kistaslar
Uzerinden yapilan geribildirime
gore daha etkili oldugunu goster-
mistir. Geribildirimin kaynagi da
oldukca 6nemlidir. Geribildiri-
min sadece miktari ve sikhigi de-
gil ayni anda geri bildirilen bilgi-
lerin tutarhiligr ve kullanislilig
da cok 6nem teskil etmektedir.En
iyi geribildirim turd érgutlerden
gelenler ve diger iscilerden ge-
lenlerden ziyade bireyin kendi
kendine yapti§g1 geribildirimdir.
Calismalar gostermistir ki, geri-
bildirimle ilgili olarak 6dul sec-
me sansi performansi kayda de-
ger sekilde artirmaktadir ama
rutin isler yapan iscilere verilen
geribildirimlerde bir performans
artisi kayit edilmemistir. Butin
bu bilgilere deginerek, perfor-
mans geribildiriminin davranisgl
performans ydnetiminde ¢ok et-
Kili bir pekistirici oldugu soyle-
nebilir.

DAVRANIS
PERFORMANS
YONETIMI

Davranis performans yo-
netimi davranisgi, sosyal 6gren-
meci ve sosyal bilissel teorilere
ve Ozellikle de pekistirme pren-
siplerine dayanir. Asagida davra-
nis performans yoénetiminin
adimlari tartistimaktadir.

ADIM 1: Performans Davra-
nislarinin Tanimlanmasi

Bu ilk adimda, perfor-
mans Uzerinde ¢ok buyuk etkiye
sahip olan kritik davranislar ta-
nimlanir. Tlr ya da seviye ayirt
etmeksizin her drgutte, ¢ok cesit-
li davraniglar sergilenir.Bu dav-
ranislarin bazilarinin blyuk etki-
leri varken bazilarinin da hig et-
kisi yoktur.Bu ilk adimin amaci
davraniglarin %5 %210’°unu igine
alan; ama, performansin % 70
%80ine kadar etkili olabilen kri-
tik davraniglari tanimlamaktir.

Kritik davraniglar ta-
nimlama sureci birkag yolla ya-
pilabilir. Bir yaklasim ise en ya-
kin kisiyi bulmaktir, bu Kisi goz-
lemci sef ve hatta isi yapan Kisi-
nin kendi olabilir. Bu siire¢ elden
ele gecerek davranisgli perfor-
mans sisteminin problem ¢ézme
yaklasimini kullanir. Bunun
avantaji da sudur ki isi en iyi bi-
len kisi tim kritik davranislar
tespit edebilir. Cunkd kisi kendi
zaten isin igindedir ve davranisci
performans yonetimi slirecini so-
nunakadar basariyla gétirebilir.

Kritik davraniglari ta-
nimlamanin bir digeryolu ise sis-
temli davranis denetimidir.Bu
denetim personelin i¢indeki uz-
manlar tarafindan yapilacagi gibi
dis danismanlar tarafindan daya-
pilabilir. Denetimci her meslegi
sistematik olarak analiz eder. Bu
kisisel yaklagimin avantaji dav-
ranislarin denetimci tarafindan
gozlemlenebilmesidir.Buna ek
olarak en yakin birimlerden tu-
tarlihk ve eylemler hakkinda bil-
gi alinabilir.

Kullanilan metot fark et-
meksizin, kritik davranislar ta-
nimlamada kullanilacak birkag
belli ipucuvardir. Birincisi, sade-
ce dogrudan performansi etkile-
yen davranislari denetlemektir.
Birtakimin birbirine olan baglih-
gindaki azlik ya da takimin veya
takimdan birinin surekli isi ak-
satmasi hicbir zaman kabul edilir
bir sey degildir.Sadece, dogru-
dan performansi etkileyen kati-
lim, ¢abukluk,gecikme orani ve

en 6nemlisi isi yapip yapmama
davraniscl performans yonetimi
icin onem arz etmektedir. Isi ak-
satma kesinlikle kabul edilemez;
cunkd, bu élculebilir bir aksaklik
degildir.Bu 6lculebilir durumlara
donustarulebilir mesela Kisinin
mesai saatinde isyerinde olma-
masi, mola dénislerinde gec gel-
mesi, diger is arkadaslarinin ve-
rimini dustirmesi, su sogutucu-
sundan fazla vakit gegirmesi, bil-
gisayar oyunu oynamasl, inter-
nette gezinti yapmasi ve hatta di-
ger is arkadaslariyla sosyalles-
mesi bile bu durumlara girebi-
lir Ama yine de bir davranisin
kritik davranis olarak degerlen-
dirilebilmesi icin su iki soruya
olumlu cevaplar vermesi gerek-
mektedir.

1. Dogrudan élgilebiliyor mu?

2. Performans cikisinda énemli
bir etkiye sahip mi?

Pek cok sirketin teknoloji
ile ya dakendi ¢alisanlarina mes-
leki egitim verme ile ilgili bir
problemleri yoktur; fakat, davra-
nislara bagl olan performans so-
runlari vardir. Fonksiyonel dav-
ranislar giclendirilmeli ve sikli-
g1 artirllmalidir. istenmeyen dav-
ranislarda zayiflatilma ve tekrar-
lanma ihtimali azaltilmahdir.
Her problem ¢ézmenin ilk adi-
minda oldugu gibi burada da
davranislar tespit edilmeli-
dir.Aksi takdirde davranisci per-
formans yonetiminin diger adim-
larinin performansi artirma ¢aba-
lari anlamsiz kalir.

ADIM 2: Davranisin Ol¢iimi
Birinci adimda perfor-
mans davranislari tespit edildik-
ten sonra onlar 6l¢tlmelidir.Bu
Olcu tespit edilen davranisin han-
gi sartlar altinda yapildigina ya
dahangi sikliklayapildigina gére
Olculmektedir.Genellikle bu dav-
ranis sikligi vasitasiz ortaya ¢i-
kan bir durumdur ve kolay tespit
edilir. Bazen de birinci adimda
tespit edilen kritik davranisin
tahmin edilenden c¢ok daha sik
ya da daha nadir yapildigi da go-
rilmektedir. Bu 6lclimim amaci
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problemin oldugundan daha b-
ylk veya daha kic¢uk oldugunu
Olglip tespit etmektir. Bazen bu
6lcuim sonuglari problemin azal-
masinda dikkate alinmayacak
kadar kuigik oldugunakarar veri-
lir. Ornedin birinci adimda
bahsedilen katilim énemli ve ge-
listirilmesi sart olan bir davranis-
tir. Gozlemci sef, Kisi hi¢ katilmi-
yor diye rapor tutabilir. Fakat bu
Olcimler kisinin %96 oraninda
ise katildigini ortaya ¢ikarir ki bu
da gayet makul bir orandir. Bu
durumun tam terside olabilirdi.
Sef, kisi ise katiliyor diye rapor
yazabilir ama is¢ci %95 oraninda
ise gelmiyor olabilirdi ki bu gok
dahabiyuk bir problemdir.

Bu 6l¢timlerin sebebi kri-
tik davranislar Gzerinde objektif
sonuclar elde etmektir. Bu 6l-
climler molalardan 6nce yapil-
digr gibi molalardan sonra da
muhakkak yapilmahdir. Mudur-
ler davranis kayitlarini tutmak
icin yeterli vakitlerinin olmadi-
gini dusunebilirler; ama, en azin-
dan davraniscl yonetimi kullan-
mak ic¢in bu kayitlari tutmalari
gerekmektedir.

ADIM 3: Davranisin
Fonksiyonel Analizi

Performans davraniglar
tespit edilip ve bu davranislarin
Olcimu yapildiktan sonra fonksi-
yonel analizleryapilir. Fonksiyo-
nel analizler hedefdavranisin(B)
hem &ncesini(A) hem de sonug-
larini(C) tanimlar. Basitce A-B-
C analizi yapilir. Davranisgi 6g-
renme teorisi ve fiili sartlanmada
da daha 6nce bahsedildigi gibi
orgutlerdeki insan davranislari-
nin anlasiimasi ve kontrol edil-
mesi icin her durumun éncesi ve
sonrast bilinmelidir.Fiili yakla-
simda, bilisli yaklasimin bir roli
olmadigini hatirlayin. Bu tir bir
cikarim, 6rgutld davranis , mo-
delleme analizi ve sahsi kontrol
strecinin degerini duslrecektir.
ABC fonksiyonel analizlerinde,
A once, B adim 1 de bahsedilen
performans davranisini C de so-
nucu temsil eder.
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Duzenli davranis degisi-
minin fonksiyonel adimlari yak-
lasimin problem ¢6zme yonini
ortaya cikarir. Yeni bir strateji ge-
listirmeden ©once hem baskasi
tarafindan kontrol edilen ve dav-
ranisi gérmezden gelen ‘Gnce’yi,
hem de davranisin hala sure ge-
len sonuclarinticeren durumu ta-
nimlamali ve anlamahdir. Bu du-
rumda isciye eger gecimi bu ise
bagliysa , belirlenen performansi
verip veremeyeceqi sorulur. Eger
cevabl ‘hayir’ ise demek ki ‘A’
noktasinda bir problem var de-
mektir. Ama durum her zaman
boyle olmaz. Bir érgutin insan
kaynaklari eger gecimleri o ise
bagh ise belirlenen kritik davra-
nisi sergileyebilir; ama, bunu as-
la yapmazlar. Bu noktada da ‘C’
sorunu ortaya ¢ikar. istenen per-
formansin nasil ortaya cikaca-
gint bilirler ve bunu yapmanin
tek yolu onlari desteklemektir ve
burada da pekistirici sonuclar
yoktur. Bu pekistirici sonuclarin
eksikligi davranis yonetiminin
temel sorunlarinin basinda gelir.

ADIM 4: Midahale Etme
Stratejisinin Gelistirilmesi

Duzenli davranis degisi-
minin ilk ¢ adimi bu adim igin
hazirlayici niteliktedir. Mudaha-
le adiminin amaci istenen davra-
nislar giclendirmek ve tekrar-
lanmalarini saglamak ve isten-
meyen davranislari zayiflatarak
tekrar ortaya ¢ikmalarini engel-
lemektir. Kullanilabilecek birkac
strateji vardir ama en énemlileri
olumlu pekistirme ve ceza-olum-
lu pekistirmedir.

Olumlu Pekistirme Stratejisi
Olumlu pekistirme du-
zenli davranis degisimi icin tav-
siye edilen etkili bir mudahale
yontemidir.Bunun sebebi de
olumlu pekistirme olumlu davra-
nislart kontrol altina almaya
egimliyken olumsuz pekistirme-
nin de olumsuz davranislari kon-
trol altina almaya egimli olma-
sindandir.Gelenekli olarak, bu-
gun bile buyuk 6lgtde gecerlidir,

orgutler olumsuz kontrole da-
yanmaktadir. insanlar ise kovul-
mamak i¢in gelir, gbzlemci yan-
larindan gecerken mesgul goéri-
nirler ki gdzlemci onlari ceza-
landirmasin. Olumlu kontrol al-
tinda olan birey ise olumlu so-
nuclar almak igin bazi davranis-
lari aliskanhk haline getirir. isle-
rinde iyi performans gosterirler,
g6zlemci olsun ya da olmasin kar
payindan elde etmek icin calisir-
lar ve ise sirkete katki saglamak
icin gelirler, kovulmakorkusuyla
degil.Olumlu kontrol olumsuz
kontrole gore ¢ok daha etkilidir
ve etkisini uzun sire kaybetmez.
Cok daha saglikh ve uretken bir
isortaminin olusmasinayol acar.

Duzenli Davranis degisi-
mi tarafindan kullanilan bir
olumlu pekistirici, performans
davraniglarini artiran her hangi
bir sey olabilir. Paramudurler ta-
rafindan pekistirici olarak kulla-
nilan en genel aractir ve hatta ba-
zen tek aragtir. Paranin yani sira
diger pekistiricilerde sosyal pe-
kistirici ve geribildirimlerdir,
ama; bunlarin hi¢cbir mali masrafi
yoktur. Tam bu pekKistiriciler di-
zenli davranis degisimi sistemin-
de kullanilmaktadir.

Ceza-Olumlu
Pekistirme Stratejisi

Olumlu pekistirmenin
duzenli davranis degistirme stra-
tejisinin en etkili yolu olduguna
dair bazi tartismalar var-
dir.Yinede bazi durumlarda is-
tenmeyen davranislarin séndu-
rilmesi ve azaltilmasi igin ceza-
nin kullanimi kaginilmazdir.Bu
durum glvenli olmayan acilen
sondurilmesi gereken durumlar
icin dogru bir durumdur. Yinede
daha once de belirttigimiz gibi
cezalandirmanin kin, ofke, inti-
kam gibi bir cok yan etkisi oldu-
gu icin mimkin oldugu kadar
kaciniimalidir.Cezalandirilan
davranis sadece anlik olarak bas-
tinthr. Ornegdin g6zlemci bir isci-
yi bir davranisindan dolayi azar-
lar ve iscinin o davranisi gozlem-
cinin varliinda ortadan kaybo-



lur; ancak go6zlemci gidince o
davranis tekrar gin yuzine ¢I-
kar.Bunun yani sira cezalan-
dinllmis bir Kisi ¢ok endiseli ve
stresli olur.

Cezalandirma ile ilgili en
biyuk problem gézlemcinin ce-
zalandirici rolinden olumlu pe-
kistirici roline doéntsmesi-
dir.Bazi mudurler ve g6ézlemciler
o kadar ¢ok cezalandirma yapar-
lar ki onlarin artik olumlu birer
pekistiren olmasi neredeyse im-
kansizdir. Bu durum yoénetimler
ve insan kaynaklari i¢in ¢ok kotu
bir durumdur ¢lnki olumlu pe-
kistirme cok daha etkili ve fayda-
li bir yoldur. E§er cezalandirma
yapiliyorsa olumlu pekistirmede
yapiimalidir. Her iki yontemi de
kullanmak istenmeyen davranis-
larin yok olmasina ama yerine
alternatif olarak yeni davranisla-
rin ortaya ¢tkmasina sebep olur.
Cezalandirma duzenli davranis
degisiminin midahale kisminda
asla tek basina kullaniimamali-
dir. Eger cezakesinlikle kullanil-
mali ise 0 zaman olumlu pekisti-
ricilerle desteklenmelidir.

ADIM 5: Performans Artisini
Garanti Altina Almak igin
Degerlendirme

Bir ¢cok insan kaynagi y6-
netiminin en 6nemli eksigi siste-
matik bir degerlendirilmenin
yapilmamasidir.insan kaynaklari
programinin analizinden anla-
silan birkag baskanin, mudir-
lerin ve beklide bir grup stajyerin
sirket ofisinde oturup sure¢ g6z-
den gecirmesi yapmasidir.Bu du-
rum gruptaki birinin artik
programin gecerliligini yitirdi-
gini sOylemesine kadar devam
eder. Tum bunlar dislnce ve ka-
rar sistemine gore yapilir. Bu tir
zararli uygulamalar bazi faydali
sistemlerin terk edilmesine bazi
zararli ve faydasiz sistemlerinde
zemininin olusmasina sebep ol-
mustur. Baska bir deyisle bu
programlarin guvenilirlik sorunu
vardir, ve bugin ister devlet adi-
na isterde 6zel sektdr adina tim
bu isi yapan insan kaynaklari yo-

netimlerinin ortak sorunu deger-
lendirme ve guvenilirlik baskisi
altinda ezilmeleridir. insan kay-
naklari muddrlerinin artik belki
iyi performans getirir diyerek ye-
ni seyler deneme luksleri yok-
tur.Bugiin gecerli olan seylerin
daha onceden kesinlikle denen-
mis oldugu baskisi vardir.

Duzenli davranis degisi-
mi programi degerlendirmeyi si-
recin bir parcasi olarak gorerek
glvenilirlik sorunu ¢ézmeyi he-
defler.Bu yaklagimin son asama-
sinda, Kirkpatrick’in degerlen-
dirmenin 4 temel seviyesine vur-
gu yapthr. (tepki, 6grenme, dav-
ranisli degisim ve performans
artist). Tepki noktasi basit olarak
bu sistemi daha 6nce kullanan
insanlarin memnun olup
olmadiklari halidir.Eger duzenli
davranis degisimi iyi anlasiimis
ise ve ona karsi verilen tepki
olumlu ise bunu daha verimli
kullanmanin bir yolu var demek-
tir.Bunun yani sira olumlu tepki-
lerin faydasi vardir. Clnki 6rgu-
tin performansini artirir(1), ge-
lecek program planlari igin bilgi
saglar(2), adil tepkiler deger-
lendirmenin diger seviyelerini
zenginlestirir(3) ve birimler ve
gecen zaman arasinda kiyaslama
yapacak bilgiyi saglarlar(4).

Degerlendirmenin ikinci
adimi 6grenmedir ki 6grenme
duzenli davranis degisimi yakla-
siminin ilk uygulanmasinda gok
onemlidir.Bu yaklasimi kulla-
nan insanlar bu adimlarin anlam-
larini ve sebeplerini anladilar
m1? Eger anlamadilar ise bu yak-
lasim etkisiz bir bigcimde uygula-
nir. Uglincii asama davranish de-
gisimi hedefler. Davranislar
gercekten degisiyor mu? 4. son
ve en Onemli asama ise perfor-
mans artisidir.Diger tim asama-
lar performans artisi asamasina
katki saglamalidir.

Davranisli Yodnetimin
Uygulanmasi

Davranigli yonetimi ge-
nel olarak ve 5 adimhk dizenli
davranis degisimi yaklasiminin

etkililigini inceleyen pek cok
arastirma olmustur. Uretimle il-
gili olsun ya da olmasin bir ¢cok
alanda yaygin bir sekilde uygu-
lanmistir. Dlizenli davranis degi-
siminin dogrudan uygulanma-
sinin yani sira fitli ve sosyal 63-
renme ile sosyal bilisli 6grenme
ile de iliskilendirilmistir. Uzun
yillardir ve 6zellikle son birkag
yilda davranish yénetim yaklasi-
minin uygulanmasinin is¢i per-
formansini artirmadaki etkilerini
arastiran ¢ok ¢esitli alanlarda pek
¢cok arastirma yapilmistir.
Asagidabu alanlar 6zetlenmistir.

1.isci Uretkenligi: Su ana
kadar ki ¢cogu uygulama perfor-
mans ¢ikisina odaklanmistir. Pek
cok arastirma da gdstermistir Ki
davranighi yonetim teknikleri
iscilerin performansini ya da is
bitirme kapasitelerini olumlu
yonde etkilemistir. Performans
artimi hem iscinin Grettigi Grin
miktarina hem de kaliteye yan-
simistir

2.ise gelmeme ve geg
gelme: Bu muhtemelen uygula-
manin en biyuk ikinci sahasidir.
Bu alan genellikle dizenli kati-
lim igin ku¢ik maddi ¢duller ve
ya ise gelmeme ya da gec gelme
icin cezay! igerir. Bu yontemler
sayesinde ise gelmeme durumu
%18 ile %50 arasinda gelisim
gOstermis ve ise gec gelme duru-
mu da %90 oraninda azalmistir.
Duzenli davranis degisimi prog-
rami ile bir bankadaki calisan-
larin olumlu gelisim goster-
dikleri kaydedilmistir.

3.Guvenlik ve Kaza On-
lemleri: Uretim sektorinde teh-
likeli alet ve cihaz kullanan pek
cok sirket guvenlik konusunda
cok endiselidirler. is kazalari ol-
dukca dusuk seviyelerde olma-
sina ragmen c¢ogu calismalar is
yerindeki zarar verici materyal-
lerin azaltilmasi veya guvenli
davranislari kazandirma Uzerine
yogunlasmistir. Arastirmalar bu
alanda yapilan davranish yone-
tim tekniklerinin blylk oranda
basariya ulastigini goéstermek-
tedir.Bazi gercek sirketler
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iscilerine glvenlik uygula-
malarina uyduklari takdirde bazi
oduller vermektedir.Ornegin
Boston Petrol sirketi hi¢ kazaya
sebebiyet vermeyen personel
arasinda piyango cekilisi yap-
makta, Virginia Gug Santrali gu-
venli aliskanliklar edinen isgile-
rine 50%$ ile 1000$aras! odul ver-
mekte, Giney ingiltere Teleko-
munikasyon sirketi ise hi¢ kaza
yapmayan calisanlarina hediye
kuponlari vermekte, bir mihen-
dislik firmasi olan Turner Sirketi
ise hi¢ kaza yapmayan isgilerine
hisse pay! vermektedir.Tim bu
sirketler kayda deger sekilde da-
ha az is kazasi gecirmek-
tedirler.Carolina’daki bir demir
celik fabrikasi da kaza tazmina-
tinin 1400$ dan 5009 dustrdi ve
kaza oraninda %33lik bir azalma
elde etti.

4.Satis Performansi: Sa-
tis madirleri satis elemanlarini
motive etmek ve performans-
larini artirmak igin gelenekli
yontemler kullanirlar.Ornegin
bir davranis yonetim danismani
bir sirketin satis elemanlarinin
satisi yukseltmek icin eleman-
lara onlaranasil dahaiyi satis ya-
pacagini 0Ogreten miltimedya
egitim programlari verdigini
sOyllyor. Fakat satis elemanlari
bu programi izledikten sonra ve
gercek hayatta uyguladiktan son-
ra nasil performans goster-
diklerine dair onlara higbir geri-
bildirim ya da pekistirme yapil-
miyor. Birkag hafta sonra bu ele-
manlarin heyecanlari kaybolu-
yor ve dahasi satislari eskisiden
daha dislk seviyelere inmekte-
dir. isin aslinda satis elemani o
program vasitasi ile gercekten
satis yontemlerini 6grenmis olsa
bile cevresinden hi¢ destek gor-
memistir ve geribildirim alma-
mistir.Davranish performans yo-
netimi musteri hizmetleri, satis
birolari gibi satis isleri ise ilgili
sektorlerde oldukca ©nemli-
dir.Bir isin 6ncesi ve sonrasi de-
gerlendirildiginde, 6rnegin bir
lokantanin sarap ve tath satisla-
rin davranigh performans yoneti-
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mi taktikleri kullanilarak buyutk
bir patlama yasanmasi saglan-
mistir, musteri hizmetleri, satis
tahmin isi, telefon hatti satislar
ve havayolu sirketleri gibi genis
biryelpazede faydali olabilir.

Burada bahsedilen uygu-
lamalar duzenli davranis degisi-
mi tam olarak anlatmasa dayine-
de tim diinyada gittikce yaygin-
lasan ve sik¢a kullanilan bir yak-
lasim olan diizenli davranis degi-
simi modelinin taslagini vermek-
tedir.

Servis Uygulamari
Uretime Karsl

Daha o©ncede bahsedil-
digi gibi, duzenli davranis degi-
simi modeli hem (retimde hem
de servis orgitlerinde olumlu
performans sonuclari vermistir.
Duzenli davranis degisimi yakla-
simi ayni andauluslararasi bir te-
rim haline gelmistir ve Rusya-
"daki fabrika iscilerinden, Gliney
Koreli telekominikasyon iscile-
rine kadar herkesin performan-
sinda artisayol agmistir.

Daha 6nce bahsedilen iki
Stajkovic ve Luthan analizinden
ozellikle duzenli davranis degisi-
mi yaklasimin Uzerinde duran
analizden faydalanilmis ve gorev
performansini ile olan iliskisi bu
boélimin sonunda test edilmistir.
Duzenli davranis degisimi yak-
lasimin toplam performans artisi
%17 gibi inanilmaz bir orandir.
Daha sonraki diizenli davranis
degisimi yaklasimi c¢alismalari
da gostermistir ki Uretici sirket-
lerde bu oran %33, servis orgut-
lerinde ise %13 tur fakat duzenli
davranis degisimi yaklasimi her
ikisinde de kayda deger artis gos-
tertebilmistir. Duzenli davranis
degisimi modelinin Uretim ve
servis orgutlerindeki farkl uygu-
lamalarinin etkililigi su sekilde
aciklanir:

(1)Dogru performans
ciktisi yardimi ve tanimi ve (2)
performansin uygulanmasinda
isci davranisinin dogasi ve is su-
reci. ilk nokta tanim ve &lgiim
arasindaki farka deginir, servis

orgutlerinin performansi daha
karmasik hale geldikce Gretim
sahasinda aksine elle tutulur se-
kilde performans artisi gozle-
nir.ikinci kisim ise belli isci dav-
ranislarinave siirece deginir. Ser-
vis performansi daha karmasik
hale geldikce tretim érgatleri da-
hazor tanimlanabilir hale gelir.

Duizenli davranis degisi-
mi yaklasiminin servis sektorin-
de uygulanmasi Uretim sektorin-
de uygulanmasindan daha zor da
olsa, bu durum her ikisinde de ise
yarar ve dnemli olan bu yaklasi-
m1 servis uygulamalarinda daha
verimli hale getirmektir. Dizenli
davranis degisimi yaklasimi gu-
nimuz érgutlerinde de uygulana-
rak ayni performans artisi sagla-
nabilmektedir.

(*):Managing and Leading for
High Performance,shf.:509-538



Behavioral Performance Management(?*)

Learning Objectives

Define the theoretical processes of learning:

behavioristic cognitive, and social.

Discuss the principle of reinforcement with special
attention given to the law of effect positive and nega-

tive reinforcers, and punishment.

d Lawler, Director ofthe
Center for Effective Or-
ganizations, on the Com-

Dr. Ed LAWLER

Analyze organizational reward systems,

wards.

emphasizing both monetary and nonfinancla I re-

Present the steps and resutts of behavioral
performance management, or organizational beha-

vior modification (O.B. Mod.).
Starting With Best-Practice Leader’s Advice

you may be struggling for a long
time. . . . The problem is that,
when it comes to determining

plexities of Using Pay in Perfloow fair their pay is, people ma-

mance Management Since recei-
ving his doctorate under the dire-
ction of Professor Lyman Porter
at the University of California,
Berkeley, in 1964, Dr. Lawler has
had a distinguished academic
(YYale, Michigan, and since 1978,
Southern California) and consul-
ting career. He has published
over 200 articles and 30 books,
but is best known for his research
and practical application on the
use of pay as areward. Although
pay is only one ofthe rein-forcers
used in behavioral management,
as Lawler points out, it can be an
effective but complex way to im-
prove huma» performance in
todays organizations.]

Q1: Is pay dissatisfaction inevi-
table?

Lawler: Yes. Typically 50 per-
cent or more of employees are
unhappy either with their pay or
with the way theye being paid.
Still, one can do better and wor-
se. At some companies, 70 per-
cent to 80 percent of employees
are unhappy. Butifyour sole goal
is making your workforce happy,

ke comparisons that are inhe-
rently dissatisfyingwe always
find somebody who’s doing bet-
ter than we are, and we always fe-
el that we should be doing as well
as everybody. Even CEOs, who
are very well paid, especially in
the United States, will say to me,
"I work as hard as Michael Jack-
son or Michael Jordan, and have
more responsibility besides.”
And then they say their compen-
sation is determined by the mar-
ket. If | were to debate them, |
would point out that unlike Jack-
son or Jordan, they don pass the
box office test that is, directly
produce revenue or profit . .. For
me, the problem is not the dollar
difference between the top and
the rest of the organization, but
that the trajectory is different for
the two that is, the top is doing
very well whereas the rest of the
organization is either not impro-
ving or dropping in pay, because
theyre on different reward sys-
tems and a different payoff lever.
What one hears in the ranks is, "If
we pull off this turnaround,
they’ll get rich, but we’ll be right
here at the same pay level, so

why should 1 get excited about
this big market opportunity?"
That’s a common but awfully de-
adly attitude to have in a corpora-
tion, and I'm glad to see that more
and more corporations about 20
percent of the Fortune 1000,1
think have stock-option plans
that cover all employees.

Q2: What else can a company
do to recruit and retain good
people?

Lawler: Traditional companies
should not try to compete with
the dot-coms, because they’ll lo-
se that competition and mess up
their internal systems besides;
but I also say to traditional com-
panies that they ought to spruce
up their value proposition. At the
least, they should try to create
what | call a serial monogamy
mentality, in which you hope
some body will stay 5to 10 years,
but you dont expect them to stay
for a career. Think in terms not of
loyalty to the company but, rat-
her, of commitment to the job or
the task.

Q3:Where does job satisfac-
tion come into play?

Lawler: Decades ofresearch ha-
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ve shown that motivation occurs
as a result of what people think
will happen to them when they
perform well. Their current level
ofsatisfaction is a determinant of
whether they stay with the orga-
nization, but not necessarily a
major determinant ofhow theyte
going to perform in the future___
Yes, you want people at least mo-
derately satisfied with their pay
or else they’ll leave, but the key
question is: Do they trust that by
performing better or helping the
company perform better, they’l
get better pay treatment in the fu-
ture? It’s that trust factor that’s
critical and so hard to build. Part
ofitishow you treat people gene-
rally, but specifically it comes
down to the pay system: Has it
got credibility, is there a good set
ofmetrics, is there a good way of
convening performance into pay
changes or stock-option grants,
and so on?

Q4: You talk about the need
for people to feel at least mode-
rately satisfied with their pay.
Given the superheated state of
many sectors of the job mar-
ket, can you expect that with-
out paying people their market
value?

Lawler: YouVe got to pay people
close to their market value 80
percent or 85 percent of it or
they’ll leave. In the hot market for
talent, every company faces an
interesting dilemma: whether to
update existing employee pay to
the external market or, tamer,
wait for a threat to leave and then
match the competing job offer.
Over three years, if an employee
is in a hot specialty, you may be
paying him 25 percent or 30 per-
cent below market value despite
merit increases every Yyear.
What’s the organization to do?
The right thing is to make a mar-
ket adjustment But the tendency
isnot to do that .. . A lot of com-
panies gettied up in their pay ran-
ges, in the philosophy of paying

92|

for the job, not the person.
"Geez," they say, "if | give this
person a 15 percent or 20 percent
raise, that would put him at the
top ofhisrange, so I couldnt give
him any more merit increases,
and we’d have to adjust the entire
pay range." | argue that the idea
of job-based pay ranges is
obsolete anyway, and the key
issue is focusing on individuals
and skills and knowledge in de-
termining market value, which
then facilitates matching the
market because the market for
people changes more than the
market for jobs. ... Many high-
tech companies have a philo-
sophy ofidentifying a core group
of employees say, 10 percent or
20 percent who are considered
absolutely essential, and they’ll
do everything they can to keep
them. Many in this core group are
technology people, people who
are capable of leading new pro-
duct-development teams or who
have cross-functional skills.
Then there’s another 75 percent
to 80 percent who arc valuable
contributors you’d like to have
them around, but if they leave,
they can be replaced. You still
have to worry about the market
value of these people, because
replacement costs are high, but
you dont have to lock them in
with premium wages and lots of
stock.

Q5:But won't the 80 percent
resentthe 20 percent?

Lawler: The core/noncore ap-
proach should be not a stated po-
licy, but rather something that
can be deduced by the grapevine.
People will realize that some
people get special deals. But try
to keep the boundary between the
anointed and unanointed as po-
rous as possible, so you can fall
out ofthe core group ifyou don
stay current and can gain access
to it ifyou perform well or deve-
lop desirable skills.

In a sense, this whole text

on organizational behavior is
concerned with the what and how
of managing and leading people
for high performance in today’s
organizations. Certainly many of
the chapters (e.g., Chapter 5 on
reward systems, Chapter 8 on
motivation, Chapter 9 on positi-
ve organizational behavior, and
all of the chapters in Part Three)
are directly, or at least indirectly,
concerned with how to manage
human resources more effect-
ively. The same could be said of
popular techniques that have
strong consulting advocates such
as the late Edwards Deming’s
"Total Quality Management,”
Steven Covey’ "The Seven Ha-
bits of Highly Effective People,”
or Peter Senge’s "Learning Orga-
nizations.” Neither the academic
nor the consulting solutions to
high performance are necessarily
wrong, although the academic
approaches may not be directly
applied enough, and the popular
writers’ techniques tend to be
"quick fixes" and "fads" without
research backup that come with a
splash and then, unfortunately,
go. In contrast, this last part ofthe
text (with the last chapter on job
design and goal setting, this
chapter on behavioral manage-
ment, and the next two chapters
on leadership) focuses on theore-
tically based, research suppor-
ted, and broadly sustainable ap-
plication approaches to mana-
ging and leading for high perfor-
mance. Similar to job design and
goal setting, behavioral manage-
ment meets these criteria. As one
behavioral management advoca-
te strongly points out:

Behavior Performance
Management is not agood ideato
be tried for a while and then cast
aside for some other good idea. It
is a science that explains how
peopie behave. It cannot go away
anymore than gravity can go
away. In a changing world, the
science of behavior must remain
the bedrock, the starting place for
every decision we make, every



new technology we apply, and
every initiative we employ in our
efforts to bring out the bestin pe-
ople.'

The purpose of this chap-
ter is to provide an overview of
learning theory and principles
that serve as a foundation and
point of departure for presenting
the behavioral management app-
roach. The first section summa-
rizes the theories of learning: be-
havioristic, cognitive, and social
cognitive. Next, the principles of
reinforcement and punishment
are given attention, followed by a
discussion of both monetary and
nonfinancial rewards. The last
part ofthe chapter is devoted spe-
cifically to behavioral manage-
ment. Both the steps of organiza-
tional behavior modification, or
O.B. Mod., and the results of its
basic research and application
are given attention.

LEARNING THEORY
BACKGROUND

Although learning theory
has not been as popular in organi-
zational behavior as motivation
or personality theories, both
scholars and practitioners would
agree on its importance to both
the understanding and the effec-
tive development and manage-
ment ofhuman resources. In fact,
practically all organizational be-
havior is either directly or indi-
rectly affected by learning. For
example, a worker's skill, a ma-
nager's attitude, a staffassistant's
motivation, a salesperson’s opti-
mism and confidence, and an
accountant's mode ofdress are all
learned. With the application of
learning processes and princip-
les, employees' behavior can be
analyzed and managed to impro-
ve their performance.

The most basic purpose
of any theory is to better under-
stand and explain the phenome-
non in question. When theories
become perfected, they have uni-
versal application and should

enable prediction and control.
Thus, a perfected theory of lear-
ning would have to be able to
explain all aspects of learning
(how, when, and why), have uni-
versal application (for example,
to children, college students, ma-
nagers, and workers), and predict
ai.d control learning situations.
To date, no such theory of lear-
ning exists. Although there is ge-
neral agreement on some
principles of learning such as re-
inforcement that permit predicti-
on and control, there is still a deg-
ree of controversy surrounding
the the oretical 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 oflearning. In fact, the op-
posite is true. The most widely
recognized theoretical approac-
hes incorporate the behavioristic
and cognitive approaches and the
emerging social cognitive theory
that Chapter lindicated serves as
the conceptual framework for
this text. An understanding of
these learning theories is impor-
tant to the study of organizational
behavior in general and beha-
vioral performance management
in particular.

Behavioristic Theories

The most traditional and
researched theory comes out of
the behaviorist school of thought
in psychology (see Chapter I).
Most ofthe principles of learning
and organizational reward sys-
tems, covered in Chapter 5, and
the behavioral performance ma-
nagement approach discussed in
this chapter are based on behavi-
oristic theories, or behaviorism.2
The classical behaviorists, such
as the Russian pioneer Ivan Pav-
lov and the American John B.
Watson, attributed learning to the
association or connection bet-
ween stimulus and response (S-
R). The operant behaviorists, in
particular the well-known Ame-
rican psychologist B. F. Skinner,

give more attention to the role
that consequences play in lear-
ning, or the response-stimulus
(R-S) connection.3 The empha-
sis on the connection (S-R or R-
S) has led some to label these the
connectionist theories of lear-
ning. The S-R deals with classi-
cal, or respondent, conditioning,
and the R-S deals with instru-
mental, or operant, conditioning.
Anunderstanding ofthese condi-
tioning processes is vital to the
study of learning and serves as a
point of departure for unders-
tanding and modifying organi-
zational behavior.

Classical Conditioning
Pavlov's classical condi-
tioning experiment using dogs as
subjects is arguably the single
most famous study ever conduc-
ted in the behavioral sciences. A
simple surgical procedure per-
mitted Pavlov to measure accura-
tely the amount of saliva secreted
by a dog. When he presented me-
at powder (unconditioned stimu-
lus) to the dog in the experiment,
Pavlov noticed a great deal of sa-
livation (unconditioned respon-
se). On the other hand, when he
merely rang abell (neutral stimu-
lus), the dog did not salivate. The
next step taken by Pavlov was to
accompany the meat with the rin-
ging of the bell. After doing this
several times, Pavlov rang the
bell without presenting the meat.
This time, the dog salivated to the
bell alone. The dog had become
classically conditioned to saliva-
te (conditioned response) to the
sound of the bell (conditioned
stimulus). Thus, classical condi-
tioning can be defined as a pro-
cess in which a formerly neutral
stimulus, when paired with an
unconditioned stimulus, beco-
mes a conditioned stimulus that
elicits a conditioned response; in
other words, the S-R connection
is learned. The Pavlov experi-
ment was a major breakthrough
and has had a lasting impact on
the understanding oflearning.



Despite the theoretical
possibility of the widespread ap-
plicability of classical conditio-
ning and its continued refine-
ment and application to areas
such as modem marketing,4
most contemporary learning the-
orists agree that itrepresents only
a very small part of total human
learning. Skinner in particular
felt that classical conditioning
explains only respondent (reflex-
ive) behaviors. These are the in-
voluntary responses that are
elicited by a stimulus. Skinner
felt that the more complex, but
common, human behaviors can-
not be explained by classical
conditioning alone. When exp-
Uining why he was abandoning a
stimulus-response psychology,
Skinner noted, "The greater part
of the behavior of an organism
was under the control of stimuli
which were effective only
because they were correlated
with reinforcing consequen-
ces."5 Thus, Skinner, through his
extensive research, posited that
behavior was a Junction of con-
sequences, not the classical con-
ditioning eliciting stimuli. He
felt that most human behavior af-
fects, or operates on, the environ-
ment to receive a desirable con-
sequence. This type of behavior
is learned through operant con-
ditioning.

Operant Conditioning

Operant conditioning is
concerned primarily with lear-
ning that occurs as a conseg-
uence of behavior, or R-S. It is
not concerned with the eliciting
causes of behavior, as classical,
or respondent, conditioning is.
The specific differences between
classical and operant conditio-
ning may be summarized as
follows:

ponse out of many possible ones
occurs in a given stimulus situa-
tion. The stimulus situation ser-
Ves as a cue in operant conditio-
ning. It does not elicit the respon-
se but serves as a cue for a person
to emit the response. The critical
aspect of operant conditioning is
what happens as a consequence
ofthe response. The strength and
frequency of classically conditi-
oned behaviors are determined
mainly by the frequency of the
eliciting stimulus (the environ-
mental event that precedes the
behavior). The strength and freg-
uency of operantly conditioned
behaviors are determined mainly
by the consequences (the envi-
ronmental event that follows the
behavior).

2.During the classical
conditioning process, the uncon-
ditioned stimulus, serving as a
reward, is presented every time.
In operant conditioning, the re-
ward is presented only if the or-
ganism gives the correct respon-
se. The organism must operate on
the environment (thus the term
operant conditioning) in order to
receive areward. The response is
instrumental in obtaining the re-
ward. Table 16.1 gives some ex-
amples of classical (S-R) and
operant (R-S) conditioning.

Operant conditioning has
amuch greater impact on human
learning than classical con-diti-
oning. Today, even though Skin-
ner died in 1990, he remains so-
mewhat controversial6 and his
views are commonly misrepre-
sented,7 the operant theory is
still being refined and expan-
ded,8 historical analyses reco-
gnize some limitations but also
definite contributions,9 and app-
lications are being made in areas
such as marketing10 and perfor-
mance management." Operant

i In classical conditinditioning also explains, at

oning, a change in the stimulus
(unconditioned stimulus to con-
ditioned stimulus) will elicit a
particular response. In operant
conditioning, one particular res-
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leastin avery simple sense,much
of organizational 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 themsel-
ves and their families. Working
(conditioned response) is instru-
mental in obtaining the food,
clothing, and shelter Some signi-
ficant insights can be gained di-
rectly from operant analysis. The
consequences of organizational
behavior can change the environ-
mental situation and greatly af-
fect subsequent employee beha-
viors.12 Managers can analyze
the consequences of, organizati-
onal behavior to help accomplish
the goals of prediction and con-
trol. Some organizational beha-
vior researchers are indeed using
the operant framework to analyse
*specific areas such as escalation
of commitment (covered in
Chapter 11 where a tendency of
decision makers is to "'throw go-
od money after bad")13 as well
as more generally the effec-
tiveness of managers at work.14
In addition, this theory serves as
the framework for operati-
onalizing much of behavioral
performance management pre-
sented in this chapter.

Cognitive Theories

As was covered in Chap-
ter 1for understanding organiza-
tional behavior in general, the
cog-nitive theories can also be
used to understand learning and,
especially as an input into social
cognitive theory, to better under-
stand behavioral performance
management.15 Edward Tolman
tis widely recognized as apione-
ering cognitive theorist. He felt
that cognitive learning consists
of a relationship between cogni-
tive environmental cues and ex-
pectation. He developed and tes-
ted this theory through controlled
experimentation.In fact,even
though behaviorists, are mostly
associated with animal subjects
in their research, Tolman was one
ofthe firstto use the now-famous
white rat in psychological ex-
periments. He found that arat co-
uld leam to run through an intri-
cate maze, with purpose and



direction, toward a goal (food).
Tolman observed that at each
choice point in the maze, expec-
tations were established. In other
words, the rat learned to expect
that certain cognitive cues asso-
ciated with the choice point
might" eventually lead to food. If
the rat actually received the food,
the association between the cue
and the expectancy was streng-
thened, and learning occurred. In
contrast to the S-R and R-S lear-
ning in the classical and operant
approaches, Tolman’s approach
could be depicted as S-S
(stimulus-stimulus), or learning
the association between the cue
and the expectancy.

In another early, classic
study to demonstrate cognitive
learning, Wolfgang Kohler used
chimps presented with aproblem
of obtaining an out-of-reach sus-
pended banana. At first the
chimps attempted to jump for it,
but soon gave up and seized abox
that had been placed in another
part ofthe room, dragged itunder
the object, mounted it, and took
down the fruit. Kohler called this
more complex learning "in-
sight.” The solution to the prob-
lem appeared as awhole, not as a
series, gradual shaping of new
responses as the operant appro-
ach would suggest. At the time
(1927), famous social philosop-
her/critic Bertrand Russell conc-
luded "there are two ways of lear-
ning, one by experience, and the
other by what Kohler -calls
insight.™

Besides being the fore-
runner of modem cognitive the-
ory, Tolman's S-S connection and
Kohler's insightful learning also
had a great impact on the early
human relations movement. In-
dustrial training programs star-
ting after World War Il (and in
many respects still today) drew
heavily on their ideas. Programs
were designed to strengthen the
relationship between cognitive
cues (supervisory, organizati-
onal, and job procedures) and

worker expectations (incentive
payments for good perfor-
mance). The theory was that the
worker would leam to be more
productive by building an asso-
ciation between taking orders or
following directions and expec-
tancies of monetary reward for
this effort. The same is true for
the creativity, problem-solving
groups that have been so popular
over the years (see Chapter 11 on
decision-making groups); they
have drawn heavily from the no-
tion ofinsightful learning.

Today, the cognitive sci-
ences focus more on the struc-
tures and processes of human
com-petence (for example, the
role of memory and information
processing) rather than on the ac-
quisition and transition proces-
ses that have dominated learning
theory explanations.17 In orga-
nizational behavior, the cogni-
tive approach has been applied
mainly to motivation the-ories.
Expectations, attributions and lo-
cus of control, and goal setting
(which are in the forefront ofmo-
dern work motivation) are all
cognitive concepts and represent
the pur-posefulness of organiza-
tional behavior. Many researc-
hers are currently concerned abo-
ut the relationship or connection
between cognitions and organi-
zational behavior.

Social Learning and
Social Cognitive Theory

As brought out in Chap-
ter 1, social learning theory ser-
ved as the conceptual framework
for the past several editions of
this text. However, similar to the
theory building in social psyc-
hology, primarily from the exten-
sive work of widely recognized
psychologist Albert Bandura,19
this edition of the text and this
overview of learning recognizes
the evolution to the more com-
prehensive social cognition. Af-
ter first recognizing social lear-
ning, the discussion turns to soci-
al cognition and its derivatives of

modeling and self-efficacy.

Social Learning

This theoretical approach
to learning was the first to com-
bine and integrate both behav-
iorist and cognitive concepts and
emphasized the interactive, re-
ciprocal nature of cognitive, be-
havioral, and environmental de-
terminants. It is important to re-
cognize that social learning the-
ory recognizes and draws from
the principles of classical and
operant conditioning. But equ-
ally important is the fact that so-
cial learning theory went beyond
classical and operant theory by
recognizing that there is more to
learning than direct learning via
antecedent stimuli and contin-
gent consequences. Social lear-
ning 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 con-
ditioning processes, but says
they are too limiting and adds vi-
carious, modeling, and self-con-
trol processes.

Social Cognition

This theory has emerged
in recent years to go beyond so-
cial learning theory. Social cog-
nitive theory extends learning
and/or modifying behavior by gi-
ving more attention to the self-re-
gulatory mechanisms. Speci-
fically, aswas presented in Chap-
ter 1, social cognitive theory
identifies five capabilities that
people use to initiate, regulate,
and sustain their behavior: (1)
symbolizing, (2) forethought, (3)
vicarious/modeling learning, (4)
self-regulation, and (5) self-ref-
lection.20 These human capabi-
lities recognize cognitive proces-
ses, social learning, and self-effi-
cacy. A closer look at social lear-
ning through the social cognitive
derivatives of modeling and self-
efficacy can lead to the better
understanding of learning and
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provide the theoretical underpin-
ning of behavioral performance
management.

Modeling Processes

The vicarious, or mode-
ling, processes essentially invol-
ve observational learning. "Mo-
deling in accordance with social
learning theoiy can account for
certain behavior acquisition phe-
nomena that cannot be easily fit-
ted into either operant or res-
pondent conditioning."21 Many
years ago, Miller and Dollard
suggested that learning need not
result from discrete stimulus-res-
ponse or response-consequence
connections. Instead, learning
can take place through imitating
others. Bandura states:

Although behavior can
be shaped into new patterns to
some extent by rewarding and
punishing consequences, lear-
ning would be exceedingly labo-
rious and hazardous if it pro-
ceeded solely on this basis. . . .

[1t] is difficult to imagine
a socialization process in which
the language, mores, vocational
activities, familial customs and
educational, religious and politi-
cal practices of a culture are tau-
ght to each new member by se-
lective reinforcement of fortui-
tous behavior, without benefit of
models who exemplify the cultu-
ral patterns in their own beha-
vior. Most of the behaviors that
people display are learned either
deliberately or inadvertently, thr-
ough the influence ofexample.

Bandura has done consi-
derable research demonstrating
that people can indeed learn from
others. This learning takes place
in two steps. First, the person ob-
serves how oth-ers act and then
acquires a mental picture of the
act and its consequences (re-
wards and punishers). Second,
the person acts out the acquired
image, and if the consequences
are positive, he or she will tend to
do it again. If the consequences
are negative, the person will tend
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not to do it again. These positive
and negative consequences, of
course, are where there is a tie-in
with operant theory. But because
there is cognitive, symbolic repT
resentation of the modeled acti-
vities instead of discrete respon-
se-consequence connections in
the acquisition of new behavior
or modifying existing behavior,
modeling goes beyond the ope-
rant explanation. In particular,
Bandura concludes that mode-
ling involves interrelated sub-
processes, such as attention, re-
tention, and motoric reproduc-
tion, aswell as reinforcement.

Self-Efficacy

Although given detailed
attention in Chapter 9, self-effi-
cacy has recently been recog-
nized as a construct in behavioral
performance management as
well.24 Bandura has defined
self-efficacy as the "beliefs in
one's capabilities to organize and
execute the courses of action re-
quired to produce given attain-
ments."25 In particular, when
faced with a specific task orjob,
an employee's efficacy will de-
termine whether the necessary
behavior will be initiated, how
much effortwill be expended and
sustained, and how much persis-
tence and resilience there will be
when there are obstacles or even
failure.26 In other words, people
who believe they can perform
well on atask (high self-efficacy)
do better than those who think
they will fail (low self-efficacy).
Importantly for the field of orga-
nizational behavior, a stream of
research studies meta-analyzed
has found a strong relationship
between self-efficacy and work-
related performance.27 Also,
those with high self-efficacy ha-
ve the tendency to remain calm in
a stressful situation.28 In other
words, there is considerable evi-
dence that those employees with
high self-efficacy tend to perse-
vere and end up doing a goodjob
without suffering stress or burn-

out. Unlike predisposed persona-
lity traits, efficacy is a state that
can be trained and devel-oped.
As discussed in detail in Chapter
9, the input into efficacy is recog-
nized to be mastery experiences,
vicarious/modeling learning, so-
cial persuasion, and physiologi-
cal/psychological arousal.29
Both managers and their emplo-
yees 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
considerable practical implicati-
ons for understanding and deve-
loping self-efficacy in managers
and employees for performance
improvement.

OF LEARNING:
REINFORCEMENT AND
PUNISHMENT

Reinforcement and pu-
nishment play a central role in
the learning process and provide
principles for behavioral perfor-
mance management. Most lear-
ning experts agree that reinfor-
cement is more important than
punishment and is the single
most important concept and app-
lication principle. Yet there is
still some controversy over its
theoretical explanation. The first
theoretical treatment given to
reinforcementin learning and the
framework that still dominates
today is pioneering psychologist
Edward Thomdike's classic law
of effect.

Laws of Behavior

In Thomdike's own
words, the law of effect is simply
stated thus: "Of several respon-
ses made to the same situation,
those which are accompanied or
closely followed by satisfaction
[reinforcement] . . . will be more
likely to recur; those which are
accompanied 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 ori-
entation, generally accept the va-
lidity of this law. It has been de-
monstrated time after time in
highly controlled learning exper-
iments and is directly observable
in everyday learning experien-
ces. Sometimes called the laws
of behavior, desirable, or
reinforcing, consequences will
increase the strength of the pre-
ceding behavior and increase its
probability of being repeated in
the future. Undesirable, or punis-
hing, consequences will decrease
the strength of the preceding be-
havior and decrease its proba-
bility of being repeated in the
future. Sometimes a third law is
added: If the behavior is follo-
wed by no consequence (neither
a positive nor a negative con-
tingent consequence) the beha-
vior will extinguish over time
(thus this is called the extinction
principle or law).

Critique of
Reinforcement Theory
Although there is wide
acceptance of the laws of beha-
vior, there may be some occa-
sions when a person's cognitive
rationalizations might neutralize
them For example, people with
inaccurate self-efficacy beliefs
may not be affected by the con-
sequences of their actions. In the
workplace, this is a real problem
for managers. Those with inac-
curate or false self-efficacy beli-
efs who experience performance
failures time after time will not
learn from their mistakes or res-
pond 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.32 In addition to this type
of cognitive 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's and Koh-
lert classic studies providing ini-
tial support for cognitive the-
ories, presented earlier, discoun-
ted the need for incremental rein-
forcement as necessary for lear-
ning to occur. For example, Tol-
man conducted place learning,
latent learning, and transposition
experiments in an attempt to de-
monstrate that reinforcement
was not a precondition for lear-
ning to occur. Specifically, in the
place learning he trained a rat to
turn right in a T maze in order to
obtain the reward of food. Then
he started the rat from the oppo-
site 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 conclu-
ded that the behavior was purpo-
sive; the rat had formed a cogni-
tive map to figure out how to get
to the food. Over time, the beha-
viorists were able to counteract
Tolman's studies with more con-
trolled (e.g., sterile mazes, etc.)
experiments, and Kohler's conc-
lusions about insight were also
explained away by a reinforce-
ment history alternative explana-
tion.

More recently, Deci34
and Deci and Ryan,33 through
their cognitive evaluation theory
and laboratory research studies,
have posited that external con-
sequences (i.e., reward's) have a
negative impact on intrinsically
motivated (see Chapter 8) beha-
vior dealing with task persistence
and creativity. These findings ge-
nerated considerable follow-up
research with mixed findings.
One review of about 100 studies
found some rewards may have a
detrimental effect, but an equal
number found no effect or a posi-
tive effect.36 The con-clusion
from this extensive review was
that (1) the detrimental effects of
rewards occur under highly res-

tricted, easily avoidable conditi-
ons; (2) mechanisms of classical
and operant conditioning are ba-
sic for understanding incremen-
tal and detrimental effects of re-
ward on task motivation; and (3)
positive effects of rewards on
performance are easily attainable
using procedures derived from
behavioral theory.

Finally, a meta-analysis
of 96 studies found that the only
detrimental effect ofrewards was
the time spent carrying out labo-
ratory activity following a per-
formance-independent (i.e., a
noncontingent) reward. There is
also systematic analysis that dis-
counts cognitive evaluation the-
ory when compared to operant
theory explanations.39 Yet, des-
pite this considerable empirical
and theoretical counterevidence,
an unconvinced few such as pop-
ular author Alfie Kohn continue
to write (not do research) with
titles such as Punished by Re-
wards and "Why Incentive Plans
Cannot Work." Based on his own
assumptions and the now-coun-
tered Deci and Ryan theory and
research, and in stark contrast to
the large body of reinforcement
theory and research, he makes
unequivocal statements such as:
"The bottom line is that any app-
roach that offers areward for bet-
ter performance is destined to be
ineffective.”

Unfortunately, Kohn's
largely unsupported statements
do not fall on deafears in the real
world. This is because practicing
managers have indeed experien-
ced some implementation prob-
lems with pay-for-performance
programs. For example, after an
extensive review of the relevant
literature, Lawler (see his inter-
view at the beginning of the
chapter) concluded that pro-
cess/design problems, not the un-
derlying theory ofrein forcement
or the supporting basic research,
limit the effectveness of pay for
performance. There is also a re-
cent research study that found
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that highly dispersed reward sys-
tems (i.e., very large differences
between highest and lowest pa-
youts) may have anegative effect
on both individual and organi-
zational performace, especially
when collaborative efforts (such
as in teams) are important.4,4
Yet, once again, it is not that the
theory/research on reinfor-
cement is wrong, but rather it is
the implementation that can cau-
se problems. As Bandura points
out, "To say that [only] thought
guides action is an abbreviated
statement of convenience rather
than a conferral ofagency oftho-
ught,"45 because "if people ac-
ted ... on the basis of informative
cues but remained unaffected by
the results of their actions, they
would be insensible to survive
very long."46 As a final sum-
mary statement, it can be said
that the theory of reinforcement,
like learning in general, is not
perfect and still needs develop-
ment. However, it can also be sa-
id that reinforcement does serve
as an excellent theoretical foun-
dation and guiding principle, and
the implementation issues need
to be overcome by effective be-
havioral performance manage-
ment.

Reinforcement as Used in
Behavioral Management

The terms rewards and
reinforcers are often used inter-
changeably and loosely, but in
behavioral performance mana-
gement have very precise defini-
tions and usage. An often cited
circular definition of reinfor-
cement says that itis anything the
person finds rewarding. This
definition is of little value beca-
use the words reinforcing and re-
warding are used interchan-
geably, but neither one is opera-
tionally defined. A more operati-
onal definition can be arrived at
by reverting to the laws of beha-
vior. Specifically, reinforcement
in behavioral management is
defined as anything that both inc-
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reases the strength and tends to
induce repetitions of the beha-
vior that preceded the reinfor-
cement. A reward, on the other
hand, is simply something that
the person who presents it deems
to be desirable.

Reinforcement is functi-
onally defined. Something is re-
inforcing only if it strengthens
the behavior preceding it and in-
duces repetitions. For example, a
manager may ostensibly reward
an employee who found an error
in a report by publicly praising
the employee. Yet on examina-
tion it is found that the employee
is embarrassed and chided by co-
workers, and error-finding beha-
vior decreases in the future. In
this example, the "reward" is not
reinforcing. Besides clearing up
differences between reinforcers
and rewards, behavioral manage-
ment also requires making the
distinction between positive and
negative reinforcers.

Positive and Negative
Reinforcers

There is much confusion
surrounding the terms positive
reinforcement, negative reinfor-
ce-ment, and punishment. First
of all, it must be understood that
reinforcement, positive or nega-
tive, strengthens the behavior
and increases the probability of
repetition. But positive and nega-
tive reinforcers accomplish this
impact on behavior in comple-
tely differentways. Positive rein-
forcement strengthens and incre-
ases behavior by the presentation
of a desirable consequence. Ne-
gative reinforcement strengthens
and increases behavior by the
threat ofthe use ofanundesirable
consequence or the termination
or withdrawal of an undesirable
consequence. Figure 16.1 briefly
summarizes the differences bet-
ween positive and negative rein-
forcement and punishment. Gi-
ving 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 streng-
then and subsequently increase
this task behavior). On the other
hand, aworker is negatively rein-
forced for getting busy when the
supervisor walks through the are-
a. Getting busy terminates being
"chewed out" by the supervisor.

Negative reinforcement
ismore complex than positive re-
inforcement, but it should not be
equated with punishment. In fact,
they have opposite effects on be-
havior. Negative reinforcement
strengthens and increases beha-
vior, whereas punishment wea-
kens and decreases behavior. Ho-
wever, both are considered to be
forms of negative control of be-
havior. Negative reinforcement
is really a form of social black-
mail, because the person will be-
have in a certain way in order not
to be punished. A clearer unders-
tanding 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 subordinates in a
complex organization, parents
and supervisors or managers of-
ten revert to punishment instead
of positive reinforcement in or-
der to modify or control beha-
vior. Punishment is commonly
thought to be the reverse of rein-
forcement but equally effective
in altering behavior. However,
this simple analogy with rein-
forcement is not warranted. The
reason is that punishment is a
very complex phenomenon and
must be carefully denned and
used.

The Meaning of Punishment
Punishment is anything
that weakens behavior and tends
to decrease its subsequent frequ-
ency. Punishment usually con-



sists of the application of an un-
desirable or noxious conseq-
uence, but as shown in Figure
16.1, it can also be defined as the
withdrawal of a desirable con-
sequence. Thus, taking away cer-
tain organizational privileges
from a manager who has a poor
performance record could be tho-
ught ofas punishment.

Regardless of the distin-
ction between punishment as the
application of an undesirable
consequence and as the withdra-
wal of a desirable consequence,
in order for punishment to be ef-
fective, there must be a weake-
ning of, and a decrease in, the be-
havior that preceded it. Just beca-
use a supervisor criticizes a su-
bordinate and thinks this is a pu-
nishment, it is not necessarily the
case unless the behavior that pre-
ceded the criticism weakens and
decreases in subsequent frequ-
ency. In many situations when
supervisors think they are punis-
hing employees, they are in fact
reinforcing them because they
are giving attention, and atten-
tion tends to be very reinforcing.
This explains the common com-
plaint that supervisors often ma-
ke: "I call Joe in, give him heck
for goofing up, and he goes right
back out and goofs up again.”
What is happening is that the su-
pervisor thinks Joe is being pu-
nished, when operationally, what
is obviously happening is that the
supervisor is reinforcing 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 sho-
uld be punishment

Administering Punishment
Opinions on adminis-
tering punishment range all the
way from the one extreme ofdire
warnings never to use it to the ot-
her extreme that it is the only ef-
fective way to modify behavior.
As yet, research has notbeen able

to support either view com-
pletely. However, there is little
doubt that the use of punishment
tends to cause many undesirable
side effects. Neither children nor
adults like to be punished. The
punished behavior tends to be
only temporarily suppressed rat-
her than permanently changed,
and the punished person tends to
get anxious or uptight and resent-
ful of the punisher. Thus, the use
of punishment as a strategy to
control behavior is a lose-lose
approach. Unless the punishment
is severe, the behavior will reap-
pear very quickly, but the more
severe the punishment,, the gre-
ater the side effects such as hate
and revenge.

To minimize the prob-
lems with using punishment, per-
sons administering it must al-
ways provide an acceptable alter-
native to the behavior that is be-
ing punished. If they do not, the
undesirable behavior will tend to
reappear and will cause fear and
anxiety in the person being pu-
nished. The punishment must al-
ways be administered as close in
time to the undesirable behavior
as possible. Calling subordinates
into the office to give them arep-
rimand for breaking a rule the
week before is not effective. All
the reprimand tends to do at this
time is to punish mem for getting
caught. The punishment has little
effect on the mle-breaking beha-
vior. When punishment is admi-
nistered, it should be remem-
bered that there is also an effect
on the relevant others who are
observing the punishment.

Guidelines for Discipline
Arule ofthumb for effec-
tive behavioral management
should be: always attempt to re-
inforce instead of punish in order
to change behavior. Further-
more, the use of areinforcement
strategy is usually more effective
in accelerating desirable beha-
viors than the use of punishment
is for decelerating undesirable

behaviors because no bad side ef-
fects accompany reinforcement
As one comprehensive analysis
ofpunishment concluded: "In or-
der to succeed, [punishment]
must be used in an orderly, rati-
onal manner 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
human dignity, it can be use-
ful."48 In behavioral manage-
ment, discipline is a learning ex-
perience, 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 discip-
line—like the stove, punishment
should give advance warning (it
is red) and be immediate, consis-
tent, and impersonal (it burns
everyone who touches it). In add-
ition, most modem approaches
stress that punishment should be
situationally applied (a crew of
nineteen-year-old high school
dropouts should be treated diffe-
rently from a $100,000-per-year
professional) and progressive.
The progressive discipline may
start off with a clarifying verbal
discussion, then move to a writ-
ten contract signed by the person
being disciplined, next move to
time off with or without pay, and
men only as a last step end in
termination.

THE ROLE OF
ORGANIZATIONAL
REWARD SYSTEMS

Because positive reinfor-
cement consequences are so im-
portant to employee behavior, or-
ganizational reward systems be-
come critical to behavioral per-
formance management. The or-
ganization may have the latest
advanced information techno-
logy, well-thought-out strategic
plans, detailed job descriptions,
and comprehensive training
programs, but unless the people
are reinforced for their perfor-
mance-related behaviors, the
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"up-front™ variables (technology,
plans, and so on) for the rules that
govern49 or the establishing ope-
ration (i.e., there is enough moti-
vation)50 oftheir behavior, there
will be little impact. In other
words, going back to Skinner's
original conception, the ante-
cedent cues (technology, plans,
and the like) have power to con-
trol or provide rules and estab-
lishing operation for behavior
only if there are reinforcing con-
sequences. As one behavioral
management consultant points
out:

A company is always per-
fectly designed to produce what
it is producing. If it has quality
problems, cost problems, pro-
ductivity problems, then the be-
haviors associated with those un-
desirable outcomes are being re-
inforced. This is not conjecture.
This is the hard, cold reality of
human behavior.

The challenge for perfor-
mance management is to unders-
tand this behavioral reality, eli-
minate the reinforcers for the un-
desirable behaviors, and more
importantly and effectively, rein-
force the desirable behavior.
Thus, organizational reward sys-
tems become a key, often-over-
looked, rhetor in bringing about
improved performance and suc-
Cess.

Chapter 5 is specifically
devoted to reward systems that
are a vital part of the orga-
nizational environment (along
with structure and culture) in the
social cognitive model for this
text. As was pointed out, money
(pay) dominates organizational
reward systems. The following
sections analyze both monetary
and nonfinancial reinforcers that
can be used in behavioral perfor-
mance management.

Analysis of Money
as a Reinforcer

Unfortunately, about the
only reinforcing function that
traditional monetary reward sys-
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tems (covered in Chapter 5) such
as base-pay techniques provide is
to reinforce employees for wal-
king 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 certainly have come up
short of having the intended im-
pact on improving employee per-
formance at all levels.52 Yet,
despite the problems with tradi-
tional pay approaches, recent
analyses of the research studies
concludes that money contingen-
tly administered can have a posi-
tive effect on employee beha-
vior.53 However, there are even
shortcomings with merit pay ma-
inly due to implementation issu-
es such as poor measurement of
performance, lack of acceptance
of supervisory feedback, limited
desirability of merit increases
that are too small, a lack of linka-
ge between merit pay and perfor-
mance, and potential unintended
consequences such as focusing
only on merit-related activities
and behaviors.54 Some compen-
sation practitioners argue that
merit pay only makes employees
unhappy because they view it as
an unfair way to reward for past
performance instead ofbeing ge-
ared to improved future perfor-
mance.55 Also, a laboratory
study of merit pay led to the fol-
lowing conclusions:

1 Unless a merit raise is
at least 6 to 7 percent of base pay,
itwill not produce the desired ef-
fects on employee behavior.

2. Beyond a certain point,
increases in merit-raise size are
unlikely to improve performan-
ce.

3. When merit raises are
too small, employee morale will
suffer.

4. Cost-of-living adjust-
ments, seniority adjustments,
and other nonmerit components
of araise should be clearly sepa-
rated from the merit component.

5. Smaller percentage ra-

ises given to employees at the
higher ends of base-pay ranges
are demotivating.

In other words, both the
traditional base- and merit-pay
plans have some problems.

The "New Pay" plans co-
vered in Chapter 5 (e.g., pay for
performance at both the indivi-
dual and group levels, paying for
customer and/or employee satis-
faction, pay for knowledge, skill
pay, competency pay, and broad-
banding) have overcome many
ofthe problems.57 For example,
a large study sponsored by the
American Compensation Asso-
ciation was able to place a dollar
value on the positive impact of
pay-for-performance plans. The
value of the performance impro-
vement translates into a 134
percent net return on what is paid
out to employees (excluding the
costs associated with training,
communications, and consul-
ting), or, for every $1 ofpayout, a
gain ofS2.34 was attained.

In terms of basic re-
search, arecent field experiment
conducted by Stajkovic and
Luthans in the biggest credit card
processing firm in the world
found the following:

1. A traditionally admi-
nistered pay-for-performance
plan (i.e., announced through
normal channels in terms of the
amount of pay that would be re-
ceived for various levels of per-
formance) did increase perfor-
mance by 11 percent; but

2. The same plan that was
implemented through the beha-
vioral performance management
approach discussed next (i.e.,
specifying the critical perfor-
mance behaviors that would lead
to monetary consequences) had a
significantly higher 32 percent
increase in performance.59

In other words, because
the performance behaviors stren-
gthened and increased, the the
ory and principles of reinforce-
ment explain that money can
indeed be a powerful rein-forcer.



Importantly, money may notbe a
reinforcer when administered
through the traditional pay plans,
but when made contingent on
identified performance behavi-
ors as in behavioral performance
management, money can be apo-
werful reinforcer.

The same could be said
for the very expensive benefit
plans in the organizational re-
ward system (see Chapter 5).
Flexible benefit plans and those
that depend on performance may
have better intended results. 60
Instead of benefits taking on an
entitlement mentality, an increa-
sing number of firms (18 percent
according to an American Com-
pensation Association survey)
are making the amount and cho-
ice of benefits dependent on
employee performance. For ex-
ample, under Owens-Coming’s
"Rewards and Resources Prog-
ram," workers get to clearly see
how their work is reinforced with
extrapay in the form ofmore be-
nefit choices.61

Nonfinancial Rewards

As Chapter 5 pointed out,
money is the most obvious orga-
nizational reward, but the non-fi-
nancial rewards are receiving in-
creased attention. In fact, one
comprehensive review of sur-
veys that ask the value emplo-
yees place onvarious rewards fo-
und that nonfinancial rewards
were ranked much higher than fi-
nancial ones. 62 For example,
one study of 1,500 employees in
a wide variety of work settings
found personalized, instant re-
cognition from managers as be-
ing the most important of the 65
types of rewards evaluated. Ho-
wever, more than halfofthese sa-
me employees reported that they
seldom, if ever, received such
personal recognition from their
managers. 63 Also, a staffing
company reported that the num-
ber-bne reason employees give
for leaving compames is the lack
of praise and recognition. 64 Al-

so in the same Stajkovic and Lut-
hans research study cited
previously, itwas found that both
social recognition (24 percent)
and performance feedback (20
percent) had a significantly hig-
her relative performance incre-
ase than did the traditionally ad-
ministered pay for performance
(11 percent).65 Finally, in a
recently conducted study in the
fast-food industry, we (Peterson
and Luthans) found that financial
incentives initially had a bigger
effect on profit, customer servi-
ce, and employee retention out-
comes, but, over time, except for
employee retention, both finan-
cial and nonfinancial incentives
had an equally significant im-
pact. 66 In other words, there is
little doubt that the nonfinancials
cari be very powerful, but are of-
ten overlooked as a reinforcer in
behavioral performance mana-
gement.

Table 162 summarizes
some of the major categories of
nonfinancial rewards. Notice
that even though these are consi-
dered nonfinancial, they may
still cost the organization. This is
true ofthe consumables, manipu-
latables, and visual and auditory
rewards. Thejob design category
is a special case and is;usually
not, but could be, considered as
an organizational reward. Chap-
ter 15 was devoted to these, and
they are not included here as part
of behavioral performance ma-
nagement. On the other hand, the
social recognition and attention
and performance feedback cate-
gories are relatively easy to apply
in behavioral performance ma-
nagement, cost nothing (except
for preparing some ofthe perfor-
mance feedback), and may be
even more powerful than the
cost-based nonfinancial rewards.
These two are major reinforcers
and deserve special coverage.

Social Recognition
and Attention
Informally providing

contingentrecognition and atten-
tion (and praise, if genuine) tends
to be a very powerful reinforcer
for most people. In addition, few
people become satiated or filled
up with this. However, similar to
monetary reinforcers, social re-
inforcers should be administered
on a contingent basis to have a
positive effect on employee per-
formance. For example, a pat on
the back or verbal praise that is
insincere orran-domly given (as
under the old human relations ap-
proach) may have no effect or
even a punishing "boomerang"”
effect But genuine social reinfor-
cers, contingently administered
for performance of the target be-
havior, can be a very effective
positive reinforcer for most em-
ployees and improve their per-
formance. 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 infor-
mal social recognition based on a
valued person’s (e.g., boss, peer,
subordinate, friend, spouse, etc.)
attention and appreciation may
have not only abiggerimpactas a
reinforcer in behavioral manage-
ment than money, but also than
formal recognition programs.
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 Stajkovic
recently noted:

A formal recognition
award such as the "Golden Ba-
nana" at Hewlett-Packard or
"Employee of the Month™ given
at many companies can initialty
be a reinforcer, but over time
may cross the line and become an
empty reward and be perceived
even in anegative light. The first
few Employee ofthe Month reci-
pients may be very deserving ins-
tances that everyone would agree
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with, but over time selections be-
come more and more contro-
versial and subjective, usually
resulting in selecting less-quali-
fied or not-qualified employees.
At this point company politics
often come into play and those
who truly deserved the recog-
nition feel betrayed. In this case,
the program would actually pro-
duce negative effects (e.g,, "re-
warding A while hoping for B").
Also, from a (collectivistic) cul-
tural values and individual diffe-
rences standpoint, although ever-
yone may like to be recognized
for their efforts and achieve-
ments, not everyone likes to be
singled out in the public way that
usually goes along with formal
recognition.

With the increasing use
ofteams, there is also recent evi-
dence that they may be providing
social reinforcement to their
members that yields organi-
zationally desirable outcomes.
For example, in the American
Compensation Association rese-
arch study cited earlier, team
suggestion plans, under the um-
brella of an organizational per-
formance reward plan or opera-
ting independently, were found
to be particularly powerful con-
tributors to organizational suc-
cess. Importantly, the team sug-
gestion plans, which typically
used nonfinancial rewards, out-
performed the individually based
plans, which typically used fi-
nancial rewards, by 4 to 1.68 For
example, the average value per
idea adopted from team sug-
gestion 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 abank.

Performance Feedback

There is little question
that despite the tremendous
amount of data being generated
by today's advanced information
systems, individuals still receive
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very little, if any, feedback about
their performance (see Chapter
10 on communication). People
generally have an intense desire
to know how they are doing; they
engage in feedback-seeking be-
havior.70 Even though feedback
has been found to be complex in
research studies, it is generally
accepted that feedback enhances
individual performance in beha-
vioral management. A compre-
hensive review (30 laboratory
and 42 field experiments) conc-
luded that performance feedback
had a positive effect. Also, as
cited earlier, the very recent Staj-
kovic and Luthans study found
that, although not as high as con-
tingently administered money
and social recognition reinfor-
cers, the performance feedback
intervention still yielded ahighly
significant 20 percent perfor-
mance improvement. Importan-
tiy, this was significantly higher
than the traditionally administe-
red pay for performance ( 11 per-
cent) As a general guideline for
behavioral management, the per-
formance feedback as positive,
immediate, graphic, and spe-
cific-thus, the acronym PIGS-as
possible be effective.

Despite the recognized
importance, mere is still disagre-
ement among scholars as to
whether feedback per se is auto-
matically reinforcing or too
simplistic.76 For example, after
reviewing the existing research
literature on feedback, one rese-
archer concluded that its impact
is contingent on factors such as
the nature of the feedback infor-
mation, the process i ofusing fe-
edback, individual differences
among the recipients of the feed-
back, and the nature of the
task.77 One study, for instance,
found that self-generated feed-
back with goal setting had a
much more powerful effect on
technical or engineering emp-
loyees than externally generated
feedback with goal setting.78 Al-
so, another study found subjects

rated specific feedback more po-
sitively than they rated nonspe-
cific feedback and preferred fe-
edback that suggested an exter-
nal cause of poor performance to
feedback that suggested an inter-
nal cause.79 And the source of
the feedback seems important as
well.8" 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 gene-
rated, as a study found. Indivi-
duals, viewed feedback from for-
mal organizations least positi-
vely, from coworkers next, then
from supervisors and tasks, with
the best being self-generated fe-
edback.81 As Chapter 10 on
communication pointed out, fe-
edback from multiple sources
may be most effective,82 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 sys-
tem to provide more timely, ob-
jective, and less-costly feedback.
Also, studies have found that
choice ofreward interacting with
feedback had a positive impact
on task performance in a labora-
tory exercise,83 but workers in
highly routine jobs who received
positive feedback did not impro-
ve their performance.84 Despite
these qualifications and contin-
gencies, a general guideline re-
garding performance feedback is
that it can be a very effective re-
inforcer for behavioral perfor-
mance management.

BEHAVIORAL
PERFORMANCE
MANAGEMENT, OR O.B.
MOD.

Behavioral performance
management is based on behavi-
oristic, social learning, and social
cognitive theories, and especi-
ally the principles of reinfor-
cement. Figure 16.2 graphically



depicts the historical develop-
ment and theory building up to
the present influence of Bandu-
ra's social cognitive theory. The
full-blown organizational
behavior modification, or O.B.
Mod. model, is shown in Figure
16.3. The simplified steps are de-
picted in Figure 16.4. There are
other systematic approaches to
behavioral performance mana-
gement based on academic work
and consultants.85 Our (Stajko-
vic and Luthans) most recent me-
ta-analysis ofall the available be-
havioral management studies
(including those using O.B.
Mod.) found 72 studies that met
the inclusion criteria (use ofrein-
forcement interventions, task
performance measures, and sta-
tistical information necessary to
calculate effect sizes). We found
an average of 16 percent impro-
vement in performance from the-
se behavioral man-agement app-
roaches.86 However, most rele-
vant, 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 follo-
wed in Figures 16.3 and 16.4),
we identified 19 studies with 115
effect sizes and a total sample si-
ze 0f2,818 subjects met the O.B.
Mod. inclusion criteria and fo-
und an average of 17 percent im-
provement in performance (see
the principles at the end of the
chapter for details and complete
results).87 The following discus-
sion summarizes the steps of
applying the O.B. Mod. appro-
ach to behavioral performance
management.

Step 1: Identification of
Performance Behaviors

In this first step the criti-
cal behaviors that make a signifi-
cant impact on performance (ma-
king or selling aproduct or provi-
ding a service to clients or custo-
mers) are identified. In every or-
ganization, regardless of type or
level, numerous behaviors are

occurring all the time. Some of
these behaviors have a signifi-
cant impact on performance, and
some do not. The goal ofthe first
step of O.B. Mod. is to identify
the critical behaviors the 5 to 10
percent ofthe behaviors that may
account for up to 70 or 80 percent
of the performance in the area in
question.

The process of identif-
ying critical behaviors can be
carried out in a couple of ways.
One approach is to have the per-
son closest to the job in question
the immediate supervisor or the
actual jobholder determine the
critical behaviors. This goes
hand in hand with using O.B.
Mod. as a problem-solving app-
roach for the individual manager
or a team. Its advantages are that
the person who knows the job
best can most accurately identify
the critical behaviors, and, beca-
use that person is participating,
he or she may be more commit-
ted to carrying the O.B. Mod.
process to its successful comp-
letion.

Another approach to
identifying critical behaviors
would be to conduct a systematic
behavioral audit. The audit wo-
uld use internal staff specialists
and/or outside consultants The
audit would systematically anal-
yze each job in question, in the
manner that jobs are analyzed
using job analysis techniques
commonly employed in human
resource manage -ment. The ad-
vantages of the personal app-
roach (where the jobholder, im-
mediate supervisor and/or team
makes a vital inputinto the audit)
can be realized by the audit. In
addition, the advantages ofinfor-
mation from those closest to the
action and consistency can be
gained.

Regardless ofthe method
used, there are certain guidelines
that can be helpful in identifying
critical behaviors. First, only di-
rect performance behaviors are
included. A team's lack of com-

mitment and teamwork or some-
one's "goofing off" all the time is
unacceptable. Only direct perfor-
mance behaviors such as absen-
teeism or attendance, tardiness or
promptness, or, most impor-
tantly, doing or not doing a parti-
cular task or procedure that leads
to quantity and/or quality outco-
mes play the major role in O.B.
Mod. Something, like goofing
offis not acceptable because it is
not operationally measurable. It
could be broken down into mea-
surable behaviors such as not be-
ing at the workstation, being
tardy when returning from bre-
aks, spending time at the water
cooler, disrupting coworkers,
playing computer games or sur-
fing for personal reasons, and
even socializing with, cowor-
kers. However, for a behavior to
be identified as a critical beha-
vior appropriate for O.B. Mod.,
there must be a positive answer
to the questions: (1) Can it be di-
rectly 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 trai-
ning of their people, but they ha-
ve many behavioraUy related
performance problems. Func-
tional behaviors (those that cont-
ribute to performance goals) ne-
ed to be strengthened and accele-
rated in frequency, and dysfunc-
tional behaviors (those that det-
ract from, or are detrimental 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 O.B. Mod. become mea-
ningless for attaining the overall
goal of performance improve-
ment.

Step 2: Measurement of the
Behavior

After the performance
behaviors have been identified in
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step 1, they are measured. A ba-
seline measure is obtained by de-
termining (either by observing
and counting or by extracting
from existing records) the num-
ber of times that the identified
behavior is occurring under exis-
ting conditions. Often this base-
line frequency is in and of itself
very revealing. Sometimes it is
discovered that the behavior
identified in step 1 is occurring
much less or much more frequ-
ently than anticipated. The base-
line 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 be-
cause its low (or high) frequency
is now deemed not to need chan-
ge. For example, attendance may
have been identified in step las a
critical behavior that needed to
be improved. The supervisor re-
ports that the people "never seem
to be here." The baseline measu-
re, however, reveals that on ave-
rage there is 96 percent attendan-
ce, which is deemed to be accep-
table. In this example, the base-
line measure rules out attendance
as being a problem. The reverse,
of course, could also have occur-
red. Attendance may have been a
much bigger problem than antici-
pated. " The purpose of the base-
line measure is to provide objec-
tive frequency data on the critical
behavior. A baseline frequency
count is an operational definition
of the strength of the behavior
under existing conditions. Such
precise measurement is the hall-
mark of any scientific endeavor,
and it separates O.B. Mod. from
more subjective human resource
management approaches, such as
participation. Although the base-
line is established before the in-
tervention to see what happens to
the behavior as aresult of the in-
tervention,it is important to rea-
lize that measures are taken after
the intervention as well. Busy
managers may feel that they do
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not have time to record behavio-
ral frequencies objectively, but,
at least initially, they should re-
cord them in order to use the O.B.
Mod. approach effectively. Most
measures, however, can be taken
from existing archival data (e.g.,
quality and productivity num-
bers) that are gathered for other
purposes and can be easily obtai-
ned for this measurement step of
O.B. Mod.

Step 3: Functional
Analysis of the Behavior

Once the performance
behavior has been identified and
a baseline measure has been ob-
tained, a functional analysis is
performed. A Junctional analysis
identifies both the antecedents
(A) and consequences (C) of the
target behavior (B), or, simply
stated, an A-B-C analysis is per-
formed. As discussed under be-
havioristic learning theory and
operant conditioning, both the
antecedent and the consequent
environments are vital to the un-
derstanding, prediction, and con-
trol ofhuman behavior in organi-
zations. Remember that in an
operant approach, cognitive me-
diating processes do not play a
role. Such an omission may det-
ract from the comprehensive un-
derstanding of organizational be-
havior and the analysis of mode-
ling and self-control processes,
but for pragmatic application, an
A-B-C functional analysis may
be sufficient.88 In the A-B-C
functional analysis, A is the ante-
cedent cue, B is the performance
behavior identified in step 1, and
C is the contingent consequence.
Table 16.3 identifies some of the
As, Bs, and Cs for attendance

Application Example
FUNCTIONAL ANALYSIS
IN ACTION

In an actual case of an
O.B. Mod. application, aproduc-
tion supervisor in a large manu-
facturing firm identified unsche-

duled breaks as a critical beha-
vior affecting the performance of
his department. It seemed that
workers were frequently wande-
ring off the job, and when they
were not tending their machines,
time and irrecoverable produc-
tion was lost. When a baseline
measure of this critical behavior
was obtained, the supervisor was
proved to be right. The data indi-
cated that unscheduled breaks
(defined as leaving the job for
reasons other than to take a sche-
duled break or to obtain materi-
als) were occurring in the depart-
menton arelatively” frequent ba-
sis. The functional analysis was
performed to determine the ante-
cedent(s) and consequence(s) of
the unscheduled-break behavior.

Itwas found that the clock served
as the antecedent cue for the criti-
cal behavior. The workers in this
department started work at 8
a.m., they had their first sche-
duled break at 10 a.m., and they
had lunch at noon. They started
again at 1 p.m., had a break at 3
p.m., and quit at 5 p.m. The
functional analysis re-vealed
that almost precisely at 9a.m., 11
a.m., 2p.m.,and 4 p.m., anumber
ofworkers were leaving their and
going to the rest room. In .other
wbrds;:trie ! served as a cue for
them to take an unscheduled b’
midway between starting time
and the first sched break, bet-
ween the first scheduled break
and Eunfbetween lunch and the
scheduled afternoon br& and
between the afternoon break and
quitting ti " The clock did not ca-
use the behavior; it served only' a
cue to emit the behavior. Onthe
other hand, the havior was under
stimulus control of the clock be-
ca-the clock dictated when the
behaviorwould occur Jfi conseg-
uence, however, was what was
maintaining ts behavior. The cri-
tical behavior was a function of;
consequences.The functional
analysis revealed th' the conseg-
uence of the unscheduled-break
behav To was escaping from a



dull, boring task (that is, tri" un-
scheduled-break behavior was
being negatively V inforced) and
/or meeting with coworkers and
friend to socialize and have a ci-
garette (that is, the unscheduled-
break behavior was being positi-
vely reinforced) Through such a
functional analysis, the antece-
dent and consequences are iden-
tified 50 that an effeetly interven-
tion strategy cari be developed
and absenteeism. A review of
absenteeism found work unit si-
ze, worker responsibility, and or-
ganizational scheduling to be
three potential antecedent influ-
ences that could be used to im-
prove employee attendance, and
feedback, rewards, and punis-
hers to be effective attendance
control procedures.

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 mustbe
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 atten-
ded to. However, this is usually
not the case. The human resour-
ces 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. This lack of rein-
forcing consequences is the ma-
jor problem and challenge facing
behavioral management. The ac-
companying Application Exam-

ple: Functional Analysis in Acti-
on gives the functional analysis
of a production supervisor's
problem of his workers' taking
unscheduled breaks.

Step 4: Development of an
Intervention Strategy

The first three steps in an
0O.B. Mod. approach are prelimi-
nary to this action step, the inter-
vention. The goal ofthe interven-
tion is to strengthen and accele-
rate functional performance be-
haviors and/or weaken and dece-
lerate dysfunctional behaviors.
There are several strategies that
can be used, but the main ones
are positive reinforcement and
punishment-positive reinforce-
ment.

A Positive
Reinforcement Strategy
Positive, not negative,

reinforcement is recommended
as an effective intervention stra-
tegy for O.B. Mod. The reason is
that positive reinforcement rep-
resents a form of positive control
ofbehavior, whereas negative re-
inforcement represents a form of
negative control of behavior.
Traditionally, and to a large ex-
tent still today, organizations de-
pend 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 positi-
ve 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 at-
tendance, or they keep busy
whether the supervisor is around
or not in order to receive incen-
tive pay or because they get soci-
al recognition/attention and
feedback for their good work.
Positive control through a positi-
ve reinforcement intervention
strategy is much more effective
and longer lasting than negative

control. It creates a much
healthier and more productive
organizational climate.

A positive reinforcer
used as an O.B. Mod. interven-
tion strategy could be anything,
as long as it increases the perfor-
mance behavior. Most often mo-
ney is thought ofas the logical, or
sometimes the only, positive
reinforcer available to managers
using this approach. However, as
the discussion of monetary re-
ward systems in Chapter 5 and
earlier in this chapter points out,
money is potentially a very po-
werful reinforcer, but it often
turns out to be ineffective beca-
use it is not contingently admi-
nistered as a consequence of the
behavior being managed. Besi-
des money, positive reinforcers
that are also very powerful, rea-
dily available to all behavioral
managers, and cost nothing are
the social reinforcers (attention
and recognition) and performan-
ce feedback. These reinforcers
(money, recognition, and feed-
back) can be and, as has been de-
monstrated through research,90
have been used as an effective
O.B. Mod. strategy to improve
employee performance. In fact,
the most recent evidence shown
in Figure 16.5 indicates that
when these three reinforcers are
used in combination in the inter-
vention, they produce a stronger
(synergistic) effect and proba-
bility of success than any of the
reinforcers used by themselves,
the sum ofthe individual effects,
or the combination of any two of
the interventions. 1

A Punishment-Positive
Reinforcement Strategy

There is little debate that
a positive reinforcement strategy
is the most effective intervention
for O.B. Mod. Yet realistically it
is recognized that in some cases
the use of punishment to weaken
and decelerate undesirable
behaviors cannot be avoided.
This would be true in the case of
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something like unsafe behaviors
that need to be decreased imme-
diately. However, as was pointed
out earlier, so many negative side
effects such as hate and revenge
accompany the use of punishme-
nt that it should be avoided if at
all possible.Punished behavior
tends to be only temporarily sup-
pressed; for example, if a super-
visor reprimands a subordinate
for some dysfunctional behavior,
the behavior will decrease in the
presence of the supervisor but
will surface again when the su-
pervisor is absent. In addition, a
punished person becomes very
anxious and uptight; reliance on
punishment may have a disastro-
us impact on employee satisfac-
tion and commitment and create
unnecessary stress.’

Perhaps the biggest prob-
lem with the use of punishment,
however, is thatitis very difficult
for a supervisor to" switch roles
from punisher to positive reinfor-
cer. Some supervisors and mana-
gers rely on a negative approach
so much in dealing with their as-
sociates that it is almost impos-
sible for them to administer posi-
tive reinforcement effectively.
This is abad situation for the ma-
nagement of human resources
because the use of positive rein-
forcement is a much more effec-
tive way of changing employee
behavior. If punishment is dee-
med necessary, the desirable al-
ternative behavior (for example,
safe behavior) should be posi-
tively reinforced at the first op-
portunity. Use of this combina-
tion strategy will cause the alter-
native desirable behavior to be-
gin to replace the undesirable be-
havior in the person's behavioral
repertoire. Punishment should
never be used alone as an O.B.
Mod. intervention/Ifpunishment
is absolutely necessary, it should
only be used in combination with
positive reinforcement of the de-
sirable alternative behavior.
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Step 5: Evaluation to Ensure
Performance Improvement

A glaring weakness of
most human resource mana-
gement programs is the absence
of any systematic, built-in evalu-
ation. A comprehensive analysis
of the evaluation of human reso-
urces programs concluded that
the traditional approach has been
"to review a program with one or
two vice presidents at the corpo-
rate 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 use-
fulness. All of this is done on the
basis of opinion and judg-
ment."92 Such haphazard eval-
uations have resulted in the ter-
mination of some effective prog-
rams and the perpetuation of so-
me ineffective ones. In either ca-
se, there are severe credibility
problems, and today all prog-
rams dealing with people, whet-
her they are government social
service programs or human reso-
urce management programs, are
under the pressure of evaluation
and accountability. Human reso-
urce managers no longer have the
luxury of just trying something
new and different and hoping
they can improve performance.
Today there is pressure for every-
thing that is tried to be proved to
have value. As in the case of the
validity of selection, training,
and appraisal techniques, sys-
tematic evaluations of all human
resource management techniqu-
es should have been done all
along.

O.B. Mod. attempts to
meet the credibility and accoun-
tability problems head on by
including evaluation as an actual
part of the process. In this last
step ofthe approach, the need for
Kirkpatrick's well-known four
levels of evaluation (reaction, le-
arning, behavioral change, and
performance improvement) is
stressed. Thereaction level refers

simply to whether the people
using the approach and those ha-
ving it used on them like it. If
O.B. Mod. is well received and
there is a positive reaction to it,
there is a better chance of its be-
ing used effectively. In addition,
reaction evaluations are helpful
because (1) positive reactions
help ensure organizational sup-
port, (2) they can provide infor-
mation for planning future prog-
rams, (3) favorable reactions can
enhance the other levels of
evaluation (learning, behavioral
change, and performance impro-
vement), and (4) they can provi-
de useful comparative data bet-
ween units and across time.

The second level of eva-
luation is learning, which is espe-
cially important when first im-
plementing an O.B. Mod. appro-
ach. Do the people using the app-
roach 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 inef-
fectively. The third level is aimed
at behavioral change. Are beha-
viors actually being changed?
The charting ofbehaviors started
in step 2 of the O.B. Mod.
process gives objective data for
this level of evaluation. The fo-
urth and final level, performance
improvement, is the most impor-
tant. The major purpose of O.B.
Mod. is notjust to receive a favo-
rable reaction, learn the concep-
ts, and change behaviors. These
dimensions are important mainly
because they contribute to the
overriding purpose, which is to
improve performance. "Hard"
measures (for example, data on
quantity and quality, turnover,
absenteeism, customer compla-
ints, customer satisfaction, emp-
loyee grievances, safety, length
of patient slay, number of clients
served, sales revenue, and rate of
return on investment) and scien-
tific methodology are used whe-
never possible to systematically



evaluate the impact of O.B. Mod.
on performance.

Application of
Behavioral Management

There is a considerable
body ofresearch that has evalua-
ted the effectiveness of behavio-
ral performance management in
general and the five-step O.B.
Mod. approach in particular. It
has beenwidely applied in manu-
facturing as well as in nonma-
nufacturing.

536 Part Four Mana-
ging and Leading for High
Performance service-oriented
organizations. In addition to the
direct application of O.B. Mod.
as described, considerable basic
research has been conducted on
operant and social learning and
social cognitive variables in ex-
perimental psychology. For
many years and in very recent ti-
mes, anumber of studies have as-
sessed the application of the be-
havioral management approach
to improving employee perfor-
mance in a number of different
areas. The following summarizes
these areas:

1. Employee produc-
tivity. Most applications by far
have focused on performance
output. The considerable number
of research studies clearly indi-
cate that employee productivity
or task completion is positively
affected by behavioral mana-
gement techniques. The perfor-
mance improvement is for both
quantity and quality of employee
output and cuts across virtually
all organizational settings and all
intervention techniques.

2. Absenteeism and tardi-
ness. This is probably the se-
cond-biggest area of application.
Studies that have examined this
area have typically used small
monetary incentives or lottery in-
centive systems for attendance or
promptness and/or punishers for
absenteeism or tardiness. One
extensive search ofthis literature
found very positive results.95

The six most sound methodolo-
gical 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. prog-
ram had on the attendance of
employees in abank.96

4. Sales performance. Sa-

les managers and trainers have
traditionally relied on internal
motivation techniques to get the-
ir salespeople to improve their
performance. For exam-ple, one
behavioral performance mana-
gement consultant tells about a
company that gave its sales per-

3. Safety and accidsomnel a typical high-powered,

prevention. Most organizations,
especially manufacturing firms
and others in which dangerous
equipment is used, are very con-
cerned about safety. However,
because accidents occur at such a
relatively low frequency, most
studies have focused onreducing
identifiable safety hazards or in-
creasing safe behaviors (for ex-
ample, wearing earplugs, which
went from 35 to 95 percent com-
pliance according to one
study;97 wearing hard hats; and
keeping the safety guard in place
on dangerous equipment). A re-
view ofthe research indicates the
considerable success that beha-
vioral management techniques
have had in these areas.9* Some
actual company examples are
Boston Gas, where employees
without accidents are eligible for
lottery drawings; Virginia Po-
wer, where employees can win
from $50 to $1,000 for safe work
habits; Southern New England
Telecommunications, which gi-
ves gift coupons to employees
without accidents; and Turner
Corporation, a New York-based
engineering and construction
firm, where employees can earn
company stock if they meet sa-
fety goals. All these companies
report lower accident rates thro-
ugh 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 im-
plementing a behavioral mana-
gement program aimed at safety,
and the average cost per injury
decreased from $1,400 to
$500.99

multimedia training program,
which supposedly taught them
effective selling skills. However,
when the enthusiastic trainees fi-
nished the program and actually
tried the things presented to them
in the program, they received
little, if any, feedback or reinfor-
cement. Within a few weeks the
enthusiasm began to wane, and,
most important, actual sales per-
formance began to decline.'00 In
other words, even though these
salespeople had probably acqu-
ired effective selling skills du-
ring their training, the environ-
ment did not support (reinforce)
the use of these skills. A behavi-
oral performance management
approach, in which important
selling behaviors such as custo-
mer approach, suggestive state-
ments,and closing statements are
identified, measured, analyzed,
intervened in, and evaluated, wo-
uld be an alternative to the moti-
vahon-skill-teaching approach.
A comprehensive review of the
behavioral approach to sales in
restaurants, retail stores, whole-
sale establishments, and telepho-
ne operations found considerable
success.101 When a combi-
nation of antecedent and conse-
quence intervention strategies
was used, dramatic improve-
ments were shown in areas such
as wine and dessert sales, avera-
ge customer transactions, custo-
mer assistance, sales forecasting,
sales-call frequency, sales of
telephone services, and airline
reservations. A study of fast-food
restaurants also found that ante-
cedent prompts ("Can | get you
some fries with that?") sig-
nificantly increased consumer
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purchases,101 and another more
recent study in the same industry
indicated a significantincrease in
customer service.103 The
successful application of O.B.
Mod. to the selling, absent-from-
the-workstation, and idle-time
behaviors of clerks in a large
retail store was also found.

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 growing application of the
behavioral performance mana-
gement approach. In addition,
both comprehensive qualitative
and quantitative (meta-analytic)
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'07
and service organizations (retail,
restaurants, banking, and
hospitals).108 The O.B. Mod.
approach has also "gone inter-
national” and has been shown to
have apositive impact on the per-
formance behaviors and output
ofRussian factory workers, retail
clerks,110 and most recently
South Korean telecommunica-
tion employees.'11

The two Stajkovic and
Luthans meta-analyses menti-
oned earlier and, especially, the
one that specifically reviewed
0.B. Mod. studies (as opposed to
the latest one on all behavioral
management studies) and is
utilized in the principles at the
end of the chapter, examined the
relationship between O.B. Mod.
as defined here and task
performance." The overall result
of the O.B. Mod. meta-analysis
was, on average, an impressive
17 percent increase in task
performance (as indicated, it was
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16 percent for all behavioral
management studies). Further
analysis revealed that O.B. Mod.
had a stronger average effect in
manufacturing firms (33%) than
in service organizations (13%),
but the O.B. Mod. approach was
highly significant in both. The
difference in application effecti-
veness of O.B. Mod. between
manufacturing and service orga-
nizations was explained as (1)
the definition and accurate asses-
sment of performance outcomes;
and (2) the nature of the emplo-
yee behaviors and work proces-
ses involved in the delivery of
performance outcomes. The first
point refers to the difference bet-
ween the definition and measure-
ment ofthe more vague and com-
plex service organization perfor-
mance outcomes (e.g., customer
satisfaction, return business)
versus tangible performance
outcomes (e.g., productivity and
quality) in manufacturing orga-
nizations. The second point re-
fers to the difference between
specifying service delivery em-
ployee behaviors and processes
that go into making a tangible
product. Service performance
behaviors and outcomes are mo-
re complex and less identifiable
than those found in manufac-
turing organizations.™

So, although O.B. Mod.
may be more difficult to apply in
service than in manufacturing
organizations, it still works in
both, and the challenge is to ma-
ke it even more effective in servi-
ce applications. The overall im-
plications of these findings from
the meta-analyses are that beha-
vioral rnanagement systemati-
cally applied through steps such
as the O.B. Mod. model can help
meet the performance improve-
ment challenges facing today's
organizations.

538 Part Four Mana-
ging and Leading for High Per-
formance lummary 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 recog-
nized that there are different
types of learning and different
theoretical explanations of lear-
ning (behavioristic, cognitive,
and social). Despite the contro-
versy surrounding learning the-
ory, there are many accepted
principles of learning that are de-
rived largely from experimen-
tation and the analysis of operant
conditioning. Reinforcement is
generally recognized as the
single most important principle
in the learning process and is
most relevant to behavioral per-
formance management. On the
basis of the classic law of effect,
or "Laws of Behavior,” reinfo-
rcement can be operationally
denned as anything that increases
the strength of a behavior and
that tends to induce repetitions of
the behavior that preceded the
reinforcement. Reinforcers may
be positive (the application of a
desirable consequence) or nega-
tive (termination or withdrawal
of an undesirable consequence),
but both have the impact of stren-
gthening the behavior and incre-
asing its frequency. Punishment,
on the other hand, decreases the
strength and frequency of the
behavior. There is also the
special case of extinction (no
consequence) that also will dec-
rease the behavior over time.
The major direct
application of learning theories
and the reinforcement principle
in particular is behavioral perfor-
mance management. Both finan-
cial and nonfinancial (social at-
tention/recognition and perfor-
mance feedback) are important
but somewhat complex reinfor-
cers that must be carefully app-
lied in behavioral performance
management. Behavioral mana-
gement can be effectively appli-
ed through the O.B. Mod. steps:
identify the performance-related
behavior; measure it to deter-



mine the baseline frequency;
functionally analyze both the
antecedents and the consequen-
ces of the behavior (A-B-C); in-
tervene through a positive rein-
forcement strategy to accelerate
the critical performance beha-
viors; and evaluate to make sure
the intervention is, in fact, incre-
asing performance. The beha-
vioral management approach in
general and O.B. Mod. in parti-
cular have been demonstrated to
have a significant positive im-
pact on employee performance in
both manufacturing and
nonmanufacturing service-
oriented organizations.

Ending with Meta-Analytic
Research Findings OB
PRINCIPLE:

The use of organizational
behavior modification (O.B.
Mod.) increases employee
performance.

Meta-Analysis Results:

[19 studies; 2,818 partici-
pants; d = .51] On, average, there
is a 64 percent probability that
utilizing the five-step O.B. Mod.
model tolsystematically manage
performance-related employee
behavior will lead to higher
performance than not using the
O.B. Mod. approach. Further
analysis indicated that th$ effect
of O.B. Mod. interventions on
per-formance is moderated by
the type of organization and
contingent reinforcer used. The
effect of O.B. Mod. was found to
be greater in manufacturing over
service organizations. There
were no significant differences
among monetary, feedback, and
social recognition interventions
in manufacturing, but certain
combinations had a bigger im-
pactin service organizations.

Conclusion:

As you have learned in
this chapter, the overriding
premise of reinforcement theory

is thatbehavior is a function ofits
contingent consequences. This is
an external, behavioral paradigm
as opposed to the internal, cogni-
tive paradigm that served as the
foundation for the topics of per-
ception, attribution, personality,
attitudes, and motivation. Whe-
reas job design and goal setting
are application techniques for the
cognitive paradigm, O.B. Mod.
represents an effective method of
applying the behavioral para-
digm to manage employee beha-
vior for performance improve-
ment. In particular, by training
supervisors and managers in the
five-step O.B. Mod. model of
identifying, measuring, analy-
zing, intervening, and evalua-
ting, there is a proven way to im-
prove performance. Importantly,
besides monetary reward inter-
ventions, no-cost performance
feedback and social atten-
tion/recognition are found to be
effective ways to improve em-
ployee performance using the
O.B. Mod. approach to beha-
vioral performance manage-
ment.

Source: Adapted from
Alexander D. Stajkovic and Fred
Luthans, "A Meta-Analysis of
the Effects of Organizational
Behavior Modification on Task
Performance,” Academy of Ma-
nagement Journal, Vol. 40, No. 5,
1997,pp.1122-1149.

(*):Managing and Leadingfor
High Performance,shf.:509-538
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Das Management der Verhaltensleistung(*)

Zuammenfassung

ernen ist meistens ein

psychologischer

Prozess, der jedoch
nicht so beliebt wie die Konzepte
des organisatorischen Verhaltens
wie Personlichkeit, Einstellung
und Motivation wurde.
Gleichzeitig ist auch die
Perspektive unbe-kannt, dass
Lernen Verhaltens-, kognitiven

und soziale Aspekte besitzt.
Trotz der vielen gegen-

teiligen Lerntheorien hat das
Lernen zu einem gropen Teil
durch die Erfahrnung und der
Analyse der operanten Konditi-
onierung einen gemainsamen
Anblick. Die Verstarkung des
Lernprozess gilt als das wichtigs-
te Prinzip und ist eng mit dem
Management der Verhaltens-
leistung verbunden. Nach dem
Gesetz der klassischen Doménen
ist die Verstarkung alles, was die
Wiederholung des Verhaltens
fordern und dieses Verhalten
auch gestarkt wird. Die Verstar-
kung kann positiv oder negativ
sein, aber beides erhoht die Ten-
denz und die Haufigkeit des Ver-
haltens. Auf der anderen Seite
reduziert die Haufigkeit von kri-
minellem Verhalten und die Ten-
denz. AuBerdem bei dem soge-

Dr. Ed LAWLER

nannten Ereignis des Ausster-
bens (nicht auf dieses Verhalten
reagieren) gibt es eine Haufigkeit
des Verhaltens, die mit der Zeit

abnimmt.
Die direkte Anwendung

des Lernens und das Verstarkun-
gsprinzip ist zum gréBten Teil die
Verwaltung der Verhaltens-
leistung. Das materielle sowie
das immaterielle Feedback ist

sehrwichtig.
Den regelméBigen Ver-

haltungsanderung kann mit dem
Ansatz der Verwaltung der Ver-
haltensweise effizient mit den
folgenden Schritten angewandt
werden, definieren Sie das
leistungsbezogene Verhalten,
mesen Sie, wie oft es geschehen
ist, analysieren Sie die Situation
am Anfang und am Ende die
Ergebnisse (ABC), mit der
Taktik der positiven Verstarkung
storen Sie eine Zeit lange und
erhéhen Sie die Frequenz des
Verhaltens der Kkritischen
Leistung, bewerten Sie die
Wirkung der Stérung und (ber-
prifen Sie die Steigerung der
Performance. In der Regel wur-
den die Verwaltung der Verhal-
tensleistung und spezial dazu die
regelmaBige Verhalten-
sanderung gezeigt, um die Per-

formance der Arbeitnehmer in
den Bereichen wie Produktions-
gewerbe sowie in der Service Or-
ganisationen zu steigern.

(*):Managing and Leading for
High Performance,shf.:509-538
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