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.cilSHERS to grrstlons lnsed for Rnnkel by neubers of EdPl.t 5O7' Ugt & OD,
3 Ileccnber 1986.

Pleare revls tbe uqlor character{stlcg of your control theory.

ft ls not ry control theory; lt ls lh. Porersrs.
-'+ 1 ft

Sce hanilout on CHARI\CIERISTICS. - 4Ll4C\'d(

I have iltfllculty underetandlng hor control theory ls dlfferent fro
the 0D theory presentcd ln S&R.

Glad to hear lt.

fre recomend.atlons ve nake for practlce ln S&R sound very nuch
llke the lcfb-hand coluun of CHABACIERI$IfCS. hrt a lot of tbe
tbcorlzlag sormds rcre llke the rlght-hand'cohun. tle tlld' not
tnon about control theory at the tlne ue rcre wrltlng.

Iots of acadenlcians say there is no tbeorlr of ODt or at beat lt ls
a catch-as-catcb-can hodge-podge. I tblnk eontrol theory glvca us

.a 
fln and coherent basls.

for thc vqf I thl.Dk.OD precttree overllps tfbb eontrcl tbcorlr,
ser pagce f0-15 ln the Klnko paper.

For the vry organlzatlonal cllnate can be dcacrlbcd ln tbe terns
of control thcorT' eee tbe hand.out 0RGAilfZATIOtrAL CLilAIE.

- 
lbe tcrn tlcffcctlveneeBrt Le bandied. about by organlzctlonal thcorlsts.
tlhat effcctlveacss ea! nean for OD peqple ls tlry rell d.escrl.bed'
I tblnk, ln tbc handout EFFECIfVHIESS. I tblnk coatrol theorT bas
those aar l4illcatlong. Copare Eacknanrs vler rrlth vhat you bare
been readlng latcly about "tbe effectlve gchool.'

Eor ls control tbcor:f dlfferent fto Gl-asgerrs Control tbeory ln the
cLasaroon?

Glasser tooh hls ldeas fron Povers' hrt Porers salts that GLasger
doesnrt thlnk people reorganl.ze tbeir control systens. And, fto
nbat I have bcard people satrr nbo bave been Ln Glasserrs vorkghopa,
Glasaer lnslsta too etron6\y that v€ can alvaysr elagle-band,edly,
brlng ou? pcrc€ptuel lnputa qulckly to tbe deslred level.

f,or are the scven stcpa ln your paper on control theory (page 6o)
related to thc framea degerlbed by. Bolnan andt Deal?

Ifll rephrasc the questlon: On page 6O, I 61ve Eeven crlterla
for e deslgn for a hcalt[y organi.zatlon. Througb nhat franeg of
BoLnan and Deal nt&t an organlzatlonal deslgner beat tmdcretand
each of then?

See bmtlout FRAilES AXD OROII{IZATTOI|AI CRITERIA.
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5. f,on tlo rrc lategratc tbe four 1!ues and pull out tbe bcat cobinatlon?

I canft adil srythlng to B&Drg chapters Ll thrcugb 16.

6. Please gfile your lnrapectlv€ on the lntegratlon of thc four frames.

B&D are sqtrlng tbat tby see four hablte of percelvlng that managers
(and vorrtera, for that natter) verlr ltequent$ foln. f,gq[ t{n{l,g
the poselbll.l'tics for actlon that a person can cnvlsion. B&D rraat

all to bc ablc to gee nore posslbillttes.

l0 vtev of thc nlr of tla,ncs tbat natea up OD ls ln the poen I
rrnote to B&D dr pa,ge I0 of the handout f gave lrou on the fLret tlqy.

7. Could he spcnil soe tlue on applylng the eyubolle frane?

Itrs llke charl,eua as deacrl.bed on pagea 258-l2r9 of S&R.
But I ca! say nore lf you glve ne a norc specltlc queetfon-

8.ttb11e the logle bebtnd reflanlng as a rethod of problen aolvl.ng ls obvlous,
tbe proeegs 1g not as clear. Hor couLd a manager ensune suecessfirl
lgfrnp{ngf

C'et e llttle help frm your frlends.
If BtrD are rlglt, nost of us see pretty lell through one fraue,
brrt ae thron8b a glaes alarkly throWb tbe otbers. So surround
yourself vlth people each of vhm sees vcLL tbrougb another of- 
the flames.

9. Wbat arc lldtatlos of OD theory? llherc bas lt got lnto trouble?

I donrt knon the lld.tatlong of ttthc tbeoryrtt beearr8e f donrt knor
vboge bead you have 1n nlnd. (Or nbose nlnd you bate ln your heatl.)
0D theortata illffer !@erhat.

Brrt OD oractlcc gets -ln trouble gets ln troublc chleflV' I thlnk,
fron tvoEtalbs: (f) tryfns to do too nuch too fast ana (2)
thlnklne you ca,D lqrrote an organlzatl.on lgf t[provtna only lts parts.
A tbltd nlstakc, uafbe not nade ag often as the tlrgt tvor la to
fall to eollect cnoug! data-to tblnk you kaor vhatrg best for the
otgrnl2sllon bcfore you flntl out fnm tbe people there vtatre golng on.

IO(a). flbat l's thc firtrrrc ot-'.OD?

Asgured. But tt nay changp lta nane. Ittg a phenonenon of rlelng
expectatloua.

f0(b). Eff popular and gucceegfirl has lt been durlng the past ten years?

fte ftequency of use contlnucg to gFff.
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11. Caa a top-dovn l4fleacntatlon of OD be Juatlfleil vhcn tbe ldcal
situatloo roulit rccl to be a "grass rootstt (botto-up) lovcnt to
adopt OD ln a gchool or distrlct?

Yes. Start nbcrercr Jrou can. Both routee harc advaatagea and,
dlsadvantages.

L2. For people vho are lsv to OD, horr can they easllSr eoe to un&rstand lt
ancl put lt lnto prectlee?

By ttpcopler" do Jbu nean.a group? A gchool faculty or a portlon of
Lt, for exuplc? If so, call ln e consuLtaat for a dcrcngtratlon.
In Eugene, acbool pcople can caIL on the Cmunlcatloa Coneultants
(oo caare).

If you nea,u an lndtvtrtual, tbatrs harder. Indlviduala rrbo aeek
out nore OD oncc they get a rrhlff of lt (ln reealag or in actlon)
are el.mct alrqys those vho are already arare of yeamlngr thcy
have (tnter:na1 stanilards about goclel behavlor wltb rhich they
havc not yet brorUbt thelr actual perceptlon lnto natch) an<l nbicb,
tbey illecot€r, are algo the yearrlngs of OD practltloners. They
norrc fastest by partlclpatlns ( ln any ray) ln OD nork.

For'rcvlng a group or organlzatl.on luto 0D, see the sectlona on
readlneg ln S&R, Irages 378496 ana !06-lrlO.

13(a). Suppoae e dlstrt.ct ls rnl.nfor:ne<t about OD, and a pr{.uclpal vltb eone
- eklIl rcu1d ll&e to uge lt lu ble or ber bulldlng. (a) fs lt ltke\y

tbat the prlnelpal, belng a ncuber of the orgaaization, ean finctl.on
suceeesfir$r as a facllltetor?

Ies, tbougb lt 1g not ag ea,By as ls lt for aa otrtslab eongultant.
C. lfa3me flyan allat lt by rellnqufuhlag bls addllatratlve dutles
for a !rca,r. f,c rcportc<t hl.g gucceag Ln bls dlaaertatlon. Scc aleo
botton of page 5@ ln S&R.

BJ'l(b). It so, vhat speelilc aetl.ons vorrld be necessarT to takc tbeory lnto
practlce?

lfw. Rcad thc nholc S&R Eandbook. But the prlnclpal nugt start by
ehanglng hls or bcr ovu behavlor and deserlblng lt to staff as be
or ahe does lt. And errpect the vhole proeesa to ta^ke a long tfue.

13(e). It aot, nhat a,re aonc optlona sbort of contraetlng goocone to
facl].ltate?

If thc prlnelpal does not feel confldent ln trying lt as the sole
leader, there 1g no optlon but to get belp. But to avold paylne
Dine]r to a consultant, the prlncipal El&t try Srtlng a group of
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llke-nlnded peraone, atuily qp on tecbnlque, trT a ferr slltrrle and,
lor-rlsk exerelses, oDd go on fla thcrc, the 8xroqp learntng as lt
goes. Ifvc never hearil of tbat belng done, but I donrt think lt
lupoeelble. I tlrst acted aB an OD consultant (tUqreb I dl.tl not
knov at the tfine that rras rhat I vae ilolng) fn fglrg or thereabouts
afber readlng a couple of arttcles Ln a Journal.

lb. One blg questlon I heve ls ebout tnrst. OD clepentlg oa trust. Iet nany
organlzatloas I knov of are based, on poJ.ltlcal pover and advergarla-l,
extrenely non-tnrstfirl reLatlonehtpe. To be trlstlng 1g to be eaten t5r
the sharkst f,ov does OD deal rlth tbat or overcone lt?

If an organl.zation le too cmlttetl to conbat, the OD consultant
ehou1d stay avay.

But tbe fact ie that verlp fs people actual\r enJoy the tlnd of
shark-lnfested. orgqrlzatlon you deeerlbe. In tralning I have done,
I have aeen eoryoratlon erecutlves burst lnto teers of borror at
rbat they have done and of yearnlng for a nore affectlonate klntt
of I l fe.

You can sonetines start alov\y and blt-by-blt vlth snall subgrorps
in an organlzatlon. ftre not tbe fastest vay, but ltrs 1nselble.
See sectlons on readlnese ln S&R r pafea 378-396 ana lrO6-lrfO.

15. If you rere readlng the arayer to a queatlon about OD ln a coprehensl.ve
exarinatlon, nhat are tbc key concepto you voultl look for ln the

- ansrrcr?

f,o can I eay vlthout seelng the actual queatlon?

16. Are there helpfirl qrths or lcgendlr tbat ue can or ehould develop rlth
staff and connunlty?

Irll bet there are. Dontt agk re to preacrlbe thca. Everlf
organlzatlon must lteelf gtnrg$e tovarrl ltg ovn Lnaplretlon.

1?. Hov ean a principal pronotc a good relatlonghlp betveen the faculty
a.nd the goals of the school?

ft strlkes tne aa odd to ask about a rrrelatlonahip" betveen people
and ldeas. Mqybe you ar''e asking borr faculty can be persuaded to
coqply vith goala aomeone elsc has eoncetved? If tbat ls the
questlon, qr anayer ls: Donft veste tine t4rlng. Instead.' read'
pages l+2-\8 of ry paper ln thcr Klnko book.

\
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18. If you ror* rrlth a staff nhose exlrcrlence ls under an autocratlc
leader, a staff not comfortable ntth partlclpatlon, hov do you move
tben tovartl partlclpetlon?

Llttle by llttIe. See ansrnrs to questions l, 11, 12, 13.
But your questlon aLeo remlnds ne to say that noving firon one set
of norns for behavlor to another always requlres a transltlon period.
Dur{.ng tbe transltloa perlod, people nust try to reetrain themselnes
frrou behaving ln the oltl vry aad take the rlsk of behavlng ln the
ner vay. For a vhlle, tbey see tbenselves behavlng llke both flsh
and for1. Itrs verlr confirslng. During the transltLon, therefore,
you nrst buttd epeciat\y lrcrnlssirrc norna for e:qrerlnentlng antl
faUlng on your face.

19. Is there a dlfference betrreen BoLnan antl Deelts u"se of tbe tentg
leaderghlp and nanegenent? tlhat vould you describe as tbeir slmllad.tiee
and dlffenenees?

I donrt reuenber vhat B&D sald about that. And sinee f nyself tlo
not care vbether people call soe behavlor the one or the other,
Irn not golng to hunt through the book for rrbat B&D did say. If
lt helps your ornl thlaking to nake a dl.stlnction, feel free.

20. Staff develolment and tean bulld,lng.

WelJ., rbat about then?

f an dellghte<t to see evLdence ln thoee 20 queatlons that nany of you
are eonaclously trylng to lategrate tbe ldeas that bave come to you
(and not all of then or even moet fto ne) tlurlng the tem. Itrs not
€aslr ls tt? Think hor rucb barder lt nust be for people vorklng the
ilay long Ln a school or other organlzetlon and a@eone cones along vith
tne brtgbt ldea of cbanglng the vaya of working-and the people eanaot
set aalalc the boura you harrc been able to set aside for runluatlon.

fhank you for toeslng rc these queationa. They have helped ne get 4r
ovn thoughts Eore ln order. Thatrs crlterlon l{o. J at vork.
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BdPl.t 50?: l,t8t, & oD, Rnnkel, frLL 1986. CaARAGIERISTTCS OF Ct[fTROt TIIEORY
va "IJITEAn" socrAl-,sclHcBs l'flH]ilBs. lbe follordng la over-sLnple, vlth
aubtletles oultted, but vbat do you erpcct on tvo pages?

Control theonf Llnear tbeory

Y!

Actlon
consLsts of:

The person ls
notlveted b5r:

Tbe reeearehr
vants to
dleeover:

Researcher expecte
to be able
to preitlct:

continuous ralntcnance of
desired perceptual lnput, a
eontl.nuous Lnteractlo betvcen
e:cternal dlsturbrnce and lntemal
standatal. See flgure 2 ln the
Klnko paper.

a dlacrepancy bctvcc! .n
lntcraal ctandaril for a
perccptual lnput anil tzbe
lncprug actual pcrccptlon. Tbe
perlorr actg to rcfircc thc
dlacrcpancy.

the 1eveL of a perceptual lnput
variable tbat thc lrcrsoa rantg
to hold constant (ot zero
<levlatlon fron the lnternal
stanalard). Rescarcber brnts
for the perceptual laput tbat
bas zero correlatlon (doeg not
varryT-r.f th e:rteraal varl ablcg .

contlauous actlo (tUowb rO
partlcular actlon) to nalntaln
congtant levul of lagrt.
Pa:tleular actl.ons rrtll dcpend,
on nhat ls avallablc ln the
enldrronnent to aerrc tbe pereonra
purpoaee--a bandgun, for exau1rle,
lf you vant to stop a person fro
dlaturblug your lnput.

a serles of illstlnct eplsodes
like S-O-R, each eet off by an
e:rteraal event (stfuu].us). See
flgnres 3 aad \ ln the Ktnlco
paper.

a chaage ln an e:sternal varLable.
Tlre peraon eets to ehange soe
other varlab1e. Tbe verlable X
la rhat cauaea Y, not the person.

an external variable a change ln
rhich nlIL cause a change ln a
speclfl.ed (pre-chosen) output
varlable. Regeareher hunts for
lnput varl.able having uaxl.urn
eorrelatl.on vlth output var{.able.

speclllc aetlon oa a partlcular
envlronucntal obJect or elass
of obJccts--for erauple, hostlle
acts torard other people,
purchasea of certaln produets,
rerlzatlon of certaln strlngs
of vorde or thelr equlva-lent,
or ebange ln fenorabillty
toercl eertaln thinga or ideas.



eharacterlstics 2

Control theorlr Llnear theory

Researcher flnds
Itttle or no
intereet ln: the varl.etles of acts cboaea actlons predlctable a hundred

to opp,ose dieturbancee. percent of tbe tlne, or patterns
Researcber vants fi.rst to knor that atay the s.lne, such a,s
Yhat ls held unchanglng. openlng the dmgstore for

bugl.aess ertlf nor:nlng.
Researcher rants flrst to knor
rhat chantee vlth what.

Practlcal
advlce: ELntl the klnds of errcnts (those Rtncl tbe envLronnental varlables

affcctlng tbc peraoarg deal.red changes ln vhlch rrlll push the
tqut levels) the pcno. rt].l person to the partl-cular acta
act aaalnst. Elther rerove you vant the person to e:rhtblt.
thoee evente or pnovlde
enrrlroueutal resources that
v111 nake it easy for the
person to counteract the events.

Soclal
psychology: Other people becoe both Other people are stluull; thelr

tlleturbarces and resourcea. 8ctlone change the varlablee
Rlnd vaya that actlons of others that ytLI produce changes ln
can becore al(lls to reachlng your other varlables. Flncl yalrs you

- ova goals, not obstecleg. See ean act tbat rlIL pusb people
p. { tt. ln the Klnko peper. tonard the acts you rant theu

to take.

See also ltens 1, 2, 3, oD page I of the Klnko paper.
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( Some remarks on
ORGANI ZATIONAL CLIMATE
P . J .  R u n k e l ,  N o v .  1 9 8 5

I  do  no t  knov r  who  co ined  the  te rm "o rgan iza t i ona l  c l ima te "  no r
who  p i cked  i t  up  and  popu la r i zec l  i t .  No r  do  I  know wha t
ana log ies  o r  me taphors  were  i n  t he  m inds  o f  t hose  peop le .  Bu t
I  th ink they p icked a pret ty  good term.  They might  have p icked
amb ience ,  a tmosphere ,  au ra ,  backg round ,  cha rac te r ,
c i r cumamb j -ence ,  c i r cumf luence ,  cons t i t u t i on ,  eco logy ,
embowermen t ,  endowment ,  enve lope ,  hea l th  ( some peop le  do  use
t h a t  w o r d ) ,  h y g i e n e ,  i n t e r n a l  e n v i r o n m e n t ,  m a k e - u p ,  m i l i e u ,
m o o d r  e u a l i t y ,  s e t t i n g ,  s u r r o u n d i n g ,  t e m p e r ,  t e x t u r e ,  t o n e ,
r vea the r ,  weave r  o r  who lesomeness .  Bu t  c l ima te ,  I  t h ink ,
s u g g e s t s  u s e f u l  a n a l o g i e s .

A  ben ign  phys i ca l  c l ima te  enab les  you  to  do  wha t  you
wan t  { t o  ma in ta in  the  i npu ts  you  wan t  t o  ma in ta in )  w i thou t
undue  in te r fe rence ,  w i thou t  added  bu rdens .  You  can  do  wha t  you
want  wi thout  hav ing to  spend a burdensome amount  of  t ime
f ind ing  o r  g row ing  food ,  w i thou t  hav ing  to  make  comp lex
c lo th ing  and  bund le  up  i n  i t  eve ry  t ime  you  go  ou t ,  w i thou t
hav ing  f i r s t  t o  bu i l d  s t rong  and  wea the r - t i gh t  houses  i n to
w h i c h  y o u  w i l l  h a v e  t o  r e t r e a t  p e r i o d i c a l l y ,  w i t h o u t  h a v i n g  t o
p repa re  to  be  snov red  i n ,  w i thou t  hav ing  to  s tay  c lose  to  f i r e
o r  ca r r y  i t  w i th  you ,  w i thou t  t ak ing  ca re  no t  t o  s tay  too  l ong
in  the  sun ,  w i thou t  wor ry ing  abou t  hea t  exhaus t i on  o r
f ros- tb i te ,  ! . r i thout  hav ing to  run f rom f  loods or  cower f rom
to rnados r  and  w i thou t  su f fe r i ng  f rom co lds ,  i n f l uenza r  rnd la r i a ,
s leep ing  s i ckness ,  scu rvy ,  and  o the r  a i lmen ts  tha t  t i e  you
down,  dep le te  you r  ene rgy ,  s low  you r  movemen ts ,  du l l  you r
senses ,  and  even  k i l l  you .

A  ben ign  c l ima te  doesn r t  make  you  do  a  l o t  o f  t h ings
you donr t  want  to  do before you can do what  you want  to  do,  and
i t  doesn ' t  very of ten make you stop doing what  you want  to  do
to  save  you rse l f  f r om danger .  A  ben ign  c l ima te  doesn ' t
t h rea ten  you - -a t  l eas t  no t  ve ry  o f ten ,  no t  t oo  sudden ly ,  and
no t  t oo  seve re l y .  The  i dea  i s  s im i l a r ,  I  suppose ,  t o
I l e rzbe rg rs  i dea  o f  "hyg iene  fac to rs "  under l y ing  j ob
s a t i s  f a c t i o n .

Ano the r  way  to  pu t  i t  i s  t ha t  a  bene f i cen t  c l ima te
g i ves  easy  access  to  resou {ggs .  I t  g i ves  a i r  t ha t  i s  no t  t oo
hot  or  too co ld,  that - I3- -T6of  vo lcanic  gases,  and that  does
not  move so fast  as to  b low your  house down,  i t  g ives pure
wa te r  f o r  wh ich  you  do  no t  have  to  d ig  too  deep ,  i t  g i ves  amp le
f o o d  p l a n t s ,  a n d  s o  o n .

C
f*

S i - m i l a r I y ,  a  b e n e f i c e n t  o r g a n i
you to  do what  you . , , rant  to  do wi thout
b u r d e n s .  I t  d o e s  n o t  t h r e a t e n  y o u - - a t
n o t  t o o  s u d d e n l y ,  a n d  n o t  t o o  s e v e r e l y

z a t i o n a l  c l i m a t e  e n a b l e s
in te r fe rences  o r  added

l e a s t  n o t  v e r y  o f t e n ,

L i k e  p h y s i c a l  c l i m a t e ,  a  g o o d  o r g a n i z a t i o n a l  c l i m a t e



, - t

(

star ts  wi th  enough of  the resources that  keep body and soul
together :  safety  f rom bodi ly  harm, a i r  that  is  heal thy to
breath and not  too hot  or  too co ld,  easy access to  food and
to i le ts ,  enough noney that  you are not  subsid iz ing the
organizat ion by get t ing poorer  and poorer ,  and so on.

Foa and Foa 1L974)  of fer  a  n ice l is t  o f  resources
v a l u a b l e  i n  o r g a n i . z a t i o n a l  l i f e :  m o n e y ,  i n f o r m a t i o n ,  s t a t u s ,
l o v e ,  s e r v i c e s ,  a n d  g o o d s .

Enough money to  enable you too fee l  that  you wi l l  be
comfo r tab le  i n  you r  o rd  age  i s  necessa ry  to  remove  th rea t .
Beyond that ,  money takes on other  meanin-qs:  be ing apprec iated
o r  p rope r l y  va lued ,  mak ing  p rog ress ,  and  the  l i ke .  Money  can
become a means of  serv ice or  a  symbol  o f  s tatus or  even
a  f f e c t  i o n .

Enough  in fo rma t ion  abou t  wha t  i s  go ing  on  a round  you  so
tha t  you  can  do  you r  j ob  p rope r l y  i s  necessa ry  to  remove
th rea t .  Beyond  tha t ,  more  i n fo rma t ion  enah les  you  to  redes ign
your  j ob  so  tha t  i t  se rves  the  o rgan iza t i on  be t te r  o r  expands
the  use  o f  you r  ab i l i t i es  (and  thus  you r  con t ro l  o f  you r  ob rn
w o r k  l i f e ) ,  i t  e n a b l e s  y o u  t o  f e e l  t h a t  y o u  a r e  s a f e  i n  t h e
g roup  as  a  t rus ted  mernber ,  and  i t  enab les  to  ex tend  you r
in f l uence  because  you  unders tand  be t te r  you r  connec t i ons  i n  t he
o rgan iza t i on .  I n fo rma t ion  can  become a  se rv i ce  o r  a  symbo l  o f
s t a t u s  o r  a f f e c t i o n .

Enough status and respect  to  assure you that  you are
not  be ing depr ived of  your  share of  the other  resources is
necessary to  remove threat .  Beyond that ,  more s tatus makes
your  se l f -esteem more secure and makes you more conf ident  o f
you r  c la im  to  the  a t ten t i on  o f  o the rs .  s ta tus  can  i nc rease
your  c la im on in format ion and becorne a symbol  o f  a f fect ion.

Enough affection ( love) so that you believe people wil l
forglve you for a rnlstalce now and then ls necessary to rernorrc threat. Beyond
that, mrtual affection enables Iou to expect respeet for the abllltles people
have dlscovered you have (because they have corne to lnow you as a whoLe person),
and lt enables you to call upon them for services not nerely that your Job
d.escriptlon specLfies, but also those tha^t you need as a person and ask for
as a friend.. Affectl.on ls easil-y exchanfible for status and. serviees.

Sufflclent senrices fron others to enable you to do your job
nroperly are necessary to renove threat. Beyond that, r"ore services fron
others enable you to offer therrr services in return and thus increase the
fLexlbllity of the lnterdependence betveen you arld then, the exchange
increases the control you and they have'over your lives at vork, the fact
that you can call upon servlces lncrcases your status, and the exchange of
services encourages frienclliness. Senrlces, furthernore, often bringr you
naterials, supplles, or equlprTrent--that is, t tgoods.t '  Services are often
exchangeable for status, affeetlon, or fioods.

(
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Sufficient ne.terial"s, supplies, eouipment, +166tf spaee anil so on
(ttr"t is, rtgoods') to do your Job properly are necessary to remove threat.
Beyond that, the ri5'.,l it goods enable you to call upon the predietable and
suitable services. Goods sonewhat beyond the bare necessit ies can beeorne
a syrnboJ. of status. The rufl on the office floor is the errstor"ary exanple.
Goods, especlal ly ecluipnent,  cart  of ten t ,e subst i tuted for servie€s. AnC
of course they can easi ly be subst i tuted for rnoneS'.

Overal l ,  those resorlrees increase what f  eaf l  f t f ree space.t t  They
enable you, when they go beyond tire ninirnurn for rer,roving threat, to keep
threat and fear at a distance. Theggive you a cushion, a zone of defense'
against unforeseen threats and dang-ers. Money gives you a sinking ftrnd.
fnfornation gives you forevarning and the knovleCge o? where to get other
resources. Status gives pr ior i ty to your clalms on help. A1n+ect ion gives
you help fuor your friends. Services give you back-up. /' looCs give you the
tools you need for the enertrency.

Above al l ,  resources give you f lexibi l l ty-- the possibl l i ty of
choosing the features of your surrourrding ttspacet' that you vill alter to
naintain the inputs to yolrself that you want to naintain. llo orecan knov
as well a.s you the alterations in your envlronnent that will rrost quickly
restore the input 3rou want--and you yourself are not always sure. You rnust
often carry on sone experinentation before you find the alteration that
brings you what you want. Others eannot do that very well for you.

/_ Using the ideas of roa and Foar v€ can say that organizatlonaJ-
( climate ril l be good if you find it possible to get nore of those six

' 
resources than your Job description implies you will pet. Or if you can
get nore than enougl of sone of thern so that you ean exchange sone of them
for those that are in short supply.

I.Ie should, remember the princlpS-e of relati'ne cteprivation' or
adaptation 1eve1, or rlsing expectatlons. Once a person experlences a
certain level of resources, the person experlences a reduction of then as a
threat even thoup,h they rernain at a level he or she woultl earlier have
considered bountif\rl. If resources of one kinil must be reduced, it is
best to compensate by increasing a,nother kintl.

We should also remernber that people differ. Sorrre people have
organized thej.r lives and thelr thinking to nake best use of one kind of
resource, sone another. The kind of resource you are nost skilIfirl at uslng
(and sonetines exchanging for other kinds) vi1l seern to you a negg. One
person t 'needstt  money to eat.  .Anothey t 'neeCst ' i t  to put on dinner part ies.
One person need.s status nore than noney. Another need.s servlces more than
information.

Flnally, ve should renernber that peopfe can learn. A person born
in the tropics can learn to like sno'r. A person born above the arctic circle
can learn to like the tropics. A person skillf\rJ. at using noney can learn to
use affection. AnC vice versa. AnC flnally, we should rernember that people
sor:netimes need lrelp wlth their learning--rnaybe even the help of sone
or gani zat ional developr:lent .
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ETFEC1tIIIEIIESS

I.Ie hear a lot nsvadsys about the effectiveness of schools,
colleges, and other organizatlons. The concept has alvays been messy:
effecti.ve in doing vhat? Toward what end? People disagree, naturally,
about the ends they value. And what does effectiveness have to do vith
0D, or vice rrersa?

Controversies ar"e usually worth a liitl-e attention, and end.s
are alwa,ys vorth attentlon. The best thinking about effqgliv6ness that
f have found so tar is ln a chapter fron shich you r.riIl find excerpts belorr.
You wi l l  note sone siniLar i t ies to Aokirs three kinds of eval-uat ion, for
which see pp. t15-!19 of Schnrrck and ] lunkel.

FXCMPTS FFO!,I:
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Pichard llaekrnan. Doing researeh that nakes a differenee.
E.E. Lawler f f f  and associates. I toing resgareh that is useful
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The notion of "performancc effectivenc3E" is ommon
to the several thema in my rercarch. Ac I intend to rpend thc
rest of this chapter discussing strategies for generating usable
research and theory about performance effectiveness, let me talce
a few paragraphs to explain exactly what I mqtn by the concept.

I define an individual, group, or organization as carry-
ing out work effectively if the following three criteria are met:

l. TrE pmductioc otrlpul of thc pertoning lzll,it uccds tlu
minimum standards oJ quanlit;' and qulitt of ttu pph wlu racioc,
rcoiew, .or rlt tlut ottlpttt. Therc ir no unidimcnriond, objec-
tive criterion of pcrformene elfecrittnclr in rnort orgenizatiornl
rcttingr-and even when there ir, wh* happcttt to I performing
unit usually dependr fer morc on othen' arrclEmcnt! of thc out-
put than on any objcctive perfiormance meiuure. So it is neces-
sary to pay attention to the evaluations made by those who have
a stake in the group's output-even though this may require
us to deal with multiple and conflicting assessments of how well
a unit is performing.

2. Thc proccss of carrying out the utork cnhanccs thc capability
oJ the paJoming unit (bc it an indiaidutl, a group, or an organization)
lo do compctcnl work in lhc futurc. Organizations are not single-
shot systems, and the way any single task is carried out can
strongly affect the capability of a performing unit to accomplish
subsequent tasks. A unit that "burns itself up" in the process
of doing a task ir not viewed as effective even if iu product in
that particular instance ir fully acceptablc.

p .  1 2 8
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3. Tb w* cgiave ontributes lo tlu gnutth ad pnul
tai{utioa cl tb pcnt uho Aa thc uo*. Sometimcr the proccrr
of carrying out a piece of work serves mainly to block the pcr-
sonal development of individual performers or to frustrate satis-
faction of their pcrsonal needs. In such cases, the costs borne
by individuals in generating the work product are so high that
the performing unit is not vicwed as effective even if its prod-
uct is fully acceptable.

This way of thinking about performance effectiveness,
then, involves far more than simply counting outputs that meet
a predetermincd quality standard. The use of client evaluations
of work products, for cxample, shifts primary control over the
choice of asressment standards from rescarchers to thosc who
usc and are affected by what is produced. And the social and
pcrsond components of the criterion are explicitly normativc
in asscrting that some group and individual outcome! arc gen-
erdly to bc preferrcd over others. These are relatively nontra-
ditiond ways of thinking about perfiormance elfectiveness, and
they imposc on the rcscarcher both a greater mezrsurement chd'
lenge and a higher data-collection work load than are usually
encountcred in assessing work outcomes.

Yet the criteria themrelves are modest. All that is required
to exceed minimum rrendards fior efhctivcners is output judgcd

by those who receive it to be more than acceptable, a pcrform-
ing unit that win& up ic work more competent than whcn it
started, and performers who are more satiefied than frurtratcd
by what has happened. The challenge in my work has been to
develop ways of understanding, designing, and managing per-
forming units that increase the chances that these modest criteria
can be met. And what I have to say about research strategy in
this chapter is based on my history of trying to make some prog-
ress on this general issue.

I will frame my thoughts as a series of assertions, each
of which summarizes something I think I have learned about
what is required to develop usablc research and theory about
performance eflectiveness as I have defined the concept. Each
assertion begins with a negative learning, something I havc
found nol to work as well as I once hopcd and expected. Then
I will raise some dternative ways of procecding with research
that may circumvent the di{Iiculty-including some strategies
I am using in my current research on team effectiveness and
otfrers that remain to be explored in the future.

Assation Ou: Labratary nscuch ruthods arc tut ntrch lvlp in hfuping
practical tlwrl aboul patontunc. cfutioauss-bulJor nasons difaatt

Jmm tluse un uully citc urhar canfuiaing abul labntoq ddict.
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But what if contcxtud endenvironmentd variablet rhould
heppen to bc among the mort porcrfut inllucncer on group pcr.
formance? This is not an unreasonable possibility (for example,
Hackman, in press; Pfefler and Salancik, 1978). It just may be
that, in the interest oflood'experimental practice, some of the
variables that most strongly affect group behavior and produc-
tivity are usually fixed at constant levels in laboratory research,
thacby ruling out any possibilie of laning abott thcir 6ccts. By con-
trast, these same features of the group and its external relations
receive rpecial attcntion in many stete-of-the-rrt action projectr
in which sclf-managing work tcams are created in organizations
(for example, Poza and Marcus, 1980).

Thc liabilities of the experimentd laboratory for dcvclop
ing practical theory, then, heve littlc to do with thc ertificidity
of the setting as such or with the limited ecologicd vdidity of
the setting (Berkowitz and Donnerstein, 1982). The problcm,
instead, is that those variables that lend thcmselves to study in
the laboratory may be less important in inlluencing performance
effectiveness than those that are diflicult or impossible to dcd
with in that research sctting.

Particularly inviting are rettings where organizational
changes are taking place. The changes may involve planned
alterations of the work context, or they may be responses to a
changing external environment. In either case, thene ir varia-
tion in the phenomena of interest, and therefore study of those
phenomena is possible. Another alternative is to gather data from
a number of performance situations and conduct comparative
analyses. I have used these strategies in my current research
on work group effectiveness and with each of them have found
it necessary both to use multiple data-collection methods (obser-
vational, interview, survey, and archivd techniques) and to col-
lect data from multiple pcrspectives. Just as no one mcthod can
adequately capture the complexity of contextual influences on
group behavior, neither is there any single accurate description
of the context or how it operates. Because thbre are many sep-
arate (and not necessarily correlated) truths about the context
of a group, any reasonably complete underrtanding of contex-
tud inllucnces requires that they be examined from multiple
pcrspectives, using a variety of measurement deviccs.

n  1 ? ' 1
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Atrarrttn Tw: Tlufuld ryrinnt nry b afubut db ;narypr;ae
bict ht &oelopia Fetical tluory abut P.&naa cfiatiurss.

The point ir this: If we had been able to successfully nc-
gotiate a fieldcxperiment, execute it, and gather follow-up data
on schedule, we would then have needed to worry about the
external validity of the lindings-theirgencralizability to other
organizations. Why? Because any organization that could and
would hold still long enough for such research to bc done and
would relinquish to researchers the level of control needed to
run :rn experiment (for example, determining how people are
assigned to conditions, designing the intervention and the mea-
liunes, deciding when they will be administcred) would be a pretty
strange place, unlike the great majority of work organizations
to which we would wish to generalize our findings.

Rather than conrinue trying to force the world to lit the
designs we know and know how to use, I suspect we need some
innovative thinking about methods for studying productivity in
organizations. Can we, for example, find ways to create mutually
beneficial partnaships with organizations, in which researchers
and organization members collaborate to learn about factors that
inlluence individurl end group pcrformance?{

Assation Threc: &archingfor uita, caucs a! pctfonnancc efcctiaarcss
can mak it hardtt, nor casier, ro lcarn aboi the-organizatinal condi-
tions that losta god paformancc.

Tearing out the rcparatc effectl of various interventionr
does, ofcounse, help us obtain a sense ofhow potent they are
when isolated from other factors that may also enhance or de-
press performance. The problem arises from the fact that there
are many ways to be productive at work and even more ways
to be nonproductive. If our attempts to understand what causes
productive work bchavior focus on single causes, we are unlikely
to generate a coherent understanding of the phenomenon. There
are rimply too many ways to gct thcrc from here, and the dif-
ferent noutc! do not necesrarilv have the rarnc caures.

f
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( Syrtemr thcorists cdl this atpccl of organized endervor
"equifinality" (Katz and Kahn, 1978, p. 30). According to this
principle, a social system can reach the same outcomc fiom
various initid conditions and by a variety of means. Equifrnality

enaourages us to view the management of work performance

as esscntidly involvin g the creation oJ nultiph conditions-condi-
tions that support high productivity but also leave individuals
and groups amplc r(x)m to develop and implcment their own

:.:t.t 

accomplishing the work within them.

If pcrfiormance outcome3 are in factovendetermined-that
is, if they are products of multiple, nonindepen&nt factors whose

in{luence depcnds in part on the fact that they ara redundant-
then we will have to find som€ new ways of construing and
researching performance phenomena. The comfortable "X is
a cause of Y, but their relationship is moderated by Z' kind

of theorizing will have to go, for example. Moreover, several
key assumptions of our powerful multivariate models, models
designed specilically for analyzing causdly complex phenomena,
woutd bc violated so badly that we could not use them for studies

of influcnces on work performance (see James, Mulaik, and

Brett, l9B2). Are there alternative approaches that might be

adoptcd for studies of work performance, approaches that rvould

fit better with thb phenomena?

Asscttion Four: hntingcrcl dck oJ bc$aoior in oryanizalions arc ot
Iiub putical usc in managing unrk pcrtonuncc.

To asscss the urefulnesc of a oontingency modcl as a guidc
for organizational practice, we must .rk t*o qucstions. First,
does the model predict the outcomes of intercst more powerfully
than simpler "main effect" models that address the same phe-
nomena? And, second, is the model framed in a way that makes
it usablc by practitioners in their work?

Unfortunatelv,  the answer to both quest ions for cont in-
gency models havine to do with work performance appears to
be a qualified no. Although (here are some exceprions, the gen-
eral direction in research guided by contingency thinking has
been to make more and more dirtinctiong and to edd ever more
conditionr and qudilicationr to gencrd proporitionr. The point
of diminishing returns is reached soon: Incrementt in explana'
tory power come morc slowly than increases in model
complexity.

(
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Are there alternatives to contingcncy models that would

prwi& mone powerful and practical conccPtusl toh for menlg-

ing work performance? One intriguing lead is oflered by the

theay of multiple possibilities set forth by Tylcr (1983). Whereas

contingency th*.y ,rssumes that if we knew the right moderating
variables, wc would be able to predict and control bchavior in
virtually any situation, multiple possibility thuo.y holds that such
an aspiration is ill conceived. Instead, the theory maintains, there
are ,rury possible outcomes that can emerge in any situation,
and the particular outcome that is actualizcd is not completely
determined by the causal factors that precede it. Thus, multi-
ple possibility theory envisions a world with some "play" in

the system, and it encourages attention to human choice as a
factor that transforms multiple possibilities into single courses

of action.
Multiple possibility theory nicely complements the system

theorists' notion of equilinality, discussed in the preceding sec-

tion. Where equifinality alerts us to the fact that the same out-

come can occur in response to many causes, multiple possibility

theory posits that the same cause can generate a variety of out'

comcs. Takcn together, the two notions cdl into guestion stan-

dard stimulus-response models in which situationd caulct arc

tightly linked to behaviord effects-whethcr direcrly ("Introduce

this management practicc and performance will improvc") or

contingently (" . . . performance will improve, but only for cer-

tain kinds of pcoplc under certain circumstances").

Asscrtion Fioc: Eoalulion rescarch that asscsscs cuncnt$t ppulo pro-
&utioil2 inpmocnnt pngrarc alhws both tnanagas and vlulos b awid
addressingfurdanntal qtustions about how organizdtiow uc designcd
and managcd.

How can one argue about the value of evaluation research
in our field? The history of management is filled with fads and
fashions that, when subjected to empiricd asseslmcnt, have
proved to be of little value. And, occasionally, research has
shown that some management devices, appropriately used, can
improve work perfiormance in organizations.

We have donc MBO, job enrichment, T-groups, goal set-
ting, zero defects, brainstorming, and a multitude of others.

{
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Now we are examining newer programs, such as quality circtes,
quality-of-worklife programs, and gain-sharing plans. Soon still
others will emerge, and we will take a look at them. Part of the
burden of being a social scientist interested in organizational
performance, it seems, is that one must be ready to gather up
one's methodological tools and pack off to evaluate the latest
productivity improvement scheme. Although we sornetimes risk
losing a few consultant friends along the way, the work is impor-
tant and ultimately constructive.

lt also is insuffrcient and is a diversion from what we redly
ought to be doing, if we aspire to research that has significant
implications for organizational effectiveness. What bothers me
is not what typical productivity improvement programs do but
what they do not do. Understandably, managcrs would like to
obtain improvements in productivity with as linle effort, anxiety,
and disruption of standard organizational practices as possible.
As a consequence, productivity improvement plans that gain
easv acceptance by the management community tend to be those
that do not cal l  into quest ion ( t)  the authori ty strucrure of the
organization, (2) the core technology used by the organization
in making its product or providing its service, or (3) fundamental
managerial values and assumptions about how human resources
are used in the organization and about the personal and finan-
cial rights of employees.

By studying only programs that are readily acceptable to
management, we close offthe opportunity to lcarn what might
happen if some of management's unquestioncd "givens" werc
altered. Worse, we may unintentionally and implicitly support
the notion that relatively modest, nonthreatening programs are
the best that behavioral scientists have to olfer. The result can
be a continued collusion between ourselves and managers, an
unstated agreement that the search for ways to improvc work
performance will not seriously address the possibility that the
way work is designed, organized, and managed in this society
underutilizes and misus€s human resources.

We obviously cannot study what does not exirt, so what
ane wc to do if we harbor a suspicion (ar I do) that many oppor-
tunities for improving performance effectivcnert lie hiddcn in
management's unexplored forbidden land? Three possibilities
come to mind.

P .  l l r L
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For +"he three possib iL i t ies,  see l lae l inants or l  6 ' ina1 .

E n d  o r  e z c e r p t s .
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0n pap 60 of ry paper in the lGnko book, I vrlte: "Can an orgenizatlon nork
Ylthotrt engenclering such lnner confl.lct ln lts rembers tbet the organlzatlon
vorks on\r at the cost of lndivldual ill bealth antl soclal confllct? I thlnk
a fs ito and Eore can. ton should an orgrrrlzatlon be deslgned lf lt ls not
to gtve 1ts rembers and lts soetety tbe stomach-ache?"

IrIl eopy here the criterLa and nentlon tbe franes through rbich I thtnk
they can be nost easl\r enlrlsl.oned.

Cblter{.on tr?ane

3.

1. Allov adequate free epace for
nenberg.

2. Butlal loopy groups arourd
tasks nherever possible.

Donrt expect tndlvlcluals all
to go gung-ho for the eane
goels, but do use uyths,
atorles, arril cerenonles to
portray systeo-concepts-as
long as you d,o not vloLate
ltens I and 2.

Keep tbe lequlreuent for
obedience focused strlctly on
tasks.

lbe htuan reBourcea frame urges ug to
a-llor enouglr fil.eerlo for lndlvldualr
to flntl tbelr onu yalrs of rorklng.
Sone bargainlng Ls necegsarT to brlng
about sde free space for all, so the
poJ.ltlcal frame 1g useftrl here, too.

fhls ls at the heart of the hrnan
reaourcea ftane. LooIDr groqps are
hfgh\y cooperatlve groups. They enable
you to pool the hura^n reaourees

lbe hrnan reaoureea frarae urges us to
honor the goala of lnillvliluals, and to
lgnore then ls to try to bottle up
trouble. But sone nlnhel uonnt of
attentlon to cmon goale (organlzattonal
goal's) 1s necessar?, too. So you can
use the slmbollc frane to lnvlte people
to travel ln tbe sane d.l.rectlon.

Ercr1r organlzailon of any slze nust
requlre e@e obedlence. Thatrg tbe
etnrctural fra,De. But obedlence alrays
encroacbes on free spaee and. produces
sone amount of lnner confllct. That
varnlng cones fron tbe bunan reoourceg
frare. The structural fra,m can he1p
you llntl the ulnlnun obedl.ence necegsarJr
to get tbe taske done. lbe polltlcal
frane cau heJ.p you negotlate tbe nogt
equlteble dlstrlbutlon of obedience.

b .



Crl.terlon

5. Teach the people vho deal rlth
the outslde, and the outsldere
vbo d,eal vlth the organlzatlon,
the idea of nalntaining free
space for tbe organlzatlon.

6. Provide qulet to learn fron
confll.ct.

7. Alveys and thronghout, lnvite
people to help you reaeh your
goals in vays that do not
prevent then fnon reeehlng
thelr onn goels. T4y not to
treatl on other peoplefs
feedback loops.

franes and orgs 2

hane

I d.oft knor hon tbls eouneets yith the
franes of B&D. f put lt there to help
thoge rrho deal vith the outslde to flntt
feedback loops througlr vhlch to reach
tbelr ovn goale and the connon goala ln
the organlzatlon.

Both the hunan regourcer.and the
pollttcal frameg tell ue not to run array
frou Lnterpersonal confllct. But learnlng
fton conflict sone ney vaya to act often
requlres t'r:eorganlzationtt ln tbe control
sSrstens ln lndlrriduals. And that takes
tine, and tLme wlthout continul.ng atress.

Maybe thls ls easiest to see through the
human resources and pollticel franes, but
I think of lt both as a d.irect d.erlvatlon
f:ron control theory and. ae the chlef value
of 0D praetitioners.


