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ABSTRACT

The Intent of this study was to examine the effect-
iveness of behavioral self-management for mid-lesvel mana-
gers 1n & variety of organlizational settings. Behaviorsal
self-management comblnes some of the current techniques
found in behavioral psychology and management research.
The present agpro#ch uses behavioral self-control and
certaln aspects of time management in a four-term con-
tingency analysls (SOBC) to systemstically control work-
related problems that result in less than optimal per-
formance. Elght individuals who occupled mliddle-manage-
ment positlons participated In the study. The behaviorszl
self-management approach was used to successfully manage
a total of about 20 out of 23 target behaviors associsted
with on-the-job performance. Each manager selacted,
modi £isd, and evaluated each of their chosen problem
eventa. Seven partlclpants worked on three target be-
haviors each and ons participant worked on two. Results
were highly favorable, indlecating that the approach c¢an
be successfully used by mlddle-maznagers in varlous sst-
tings to increase ths effectiveness of thelr own per-
formance. It was concluded that the poasibility of
success with several types of work-related problems 1s

high, provided the manager is committed to following the
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program and that the problems have been adequately identi-
fled. &An exlt interview revealed that seven of the eight
managers were convinced of the program's effectlveness
and usefulness in managing the target behaviors. Ratings
of each manager's graphed results were made by nine
individuals who were knowledgeable in the techniques of
behavior analysis. Their ratings, which were very similar
to the exit interview results, suggest a medlum to con=-

siderables amount of behavior change on almost all target
behaviors.



Behavlioral Self-Management in Organizational Settings

Applied behavlior anglysls techniques (Gambril, 1377;
Hampton, 1978) and learning theory-(Skiﬁner, 1953), recently
have been applled %o buslness and industrial organlzational
settings. The result is an emerging fleld of theoreticsal
application entitled organlizational behavior modification
(Luthans & EKreitner, 1973; Miller, 1978). Within this emerg-
ing fleld, s current approach focused on those in managerial
positions 18 entitled behavioral self-management (Luthans &
Davis, 1979). This approach assumes that managers who have
contrel over thelr personal, daily,‘workmrelated affairs
such as busliness phone ealls, paper work, snd time spent
on high priority items, will more effectively manage the
more global organizational affairs such as employee product-
ivity, strategle planning, and orgenizational development.
Luthans and Davis! formal definition of behavioral self-
management states that it "...1s the manager's deliberate
regulation of stimulus cues, covert processes, and response
consequences to achieve personally ldentified behavioral
outcomes” (1979a pe 43}

The component parts of behavioral self-mansgement are
as follows: "Management" refers to controlling or utlllzing
resource vsrlasbles of some type (e.g., time, talent, abllity,
squipment, meney, etc.). The term "self-management” entalls
manipulating resource variables with the dlrect influence
being felt primarily by the manipulator. Addlng the term
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"behavioral™ implies that observable behaviors receive the

bulk of thﬂlattention, and that the entire approach relies
heavily upon operant learning and social learning principles.

A dlstinguishing factor in behavioral self-management
1s the use of u four-term contingency snalysis. Skinner's
original functlional snalysis (i.e., antecedents, behariofs,
consequences, A~B-C) 1s altered to include organismic, medi-
ating variables. ILuthans and Davis (1979) have chosen to
dlagram behavioral events by using an S-0-B-C sequence. Thease
symbols refer to stimulus (Skinmer's "antecedents")}, organism,
behavior, and consequence, respsctively. In this four-term
contingency analysis, stimulus msnagement 13 aimed at adding,
subtracting, or modifying stimull in order to control pre-
determined target behavior(s). Consequence management 1s
the self-controlled introduction or removal of pealitive or
negative events contingent on whether or not the behavior
occurs.

Miach of the technlques by which to achleve the object-
ive of msnagerial behavioral self-msnagement were developed
in the general study of behavioral self-control. The uni~
fying premise of the behavioral self-control 1literature
(KEanfer, 1970; Mahoney & Thoresen, 1974; Thoresen & Mahoney,
197ly; Watson & Tharp, 1977; Willlams & Long, 1979) is that
self-management or self-control is achleved by the self-

manipulation of the environment to produce incraases or
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decreases ln the perazon's bshavier, or to successfully'manage
the time and place of the occurrence of a bshavior. The
behavioral self-control techniques can be used in varied
settings. In the organizational setting, the belavioral
self-management approach entalls structuring the occurrence
of stimulus events and response consequences so that barrlers
to efficient management will ne longer result in less effi-
elent on-~the-~job performance.

As in much of the self-control research (Goldismond,
1975; Thoresen & Mahomey, 1974; Watson & Tharp, 1977), be-
haviorsl self-management also places heavy emphasis on
organismic, or mediating variasbles. Both bebavicral self-
control and behavioral self-management approaches employ
covert strategles and attribute additional effectiveness
of the techniques to the particlipant being aware of the
particular contingencies involved in each trestment situa-
tion, For the purpvses of this study "organismic” variables
ineluded mediating, cognltive, or covert activities. Examples
would be thinking about past events or future consequences,
sub-vocal culng, self-prompting, repeating a phrase to one-
self, insudibly saying "great job," silent self-evaluations,
and so forth.

Staw {1977) emphasizes that methods are needed that
directly benefit the mansger which should in turn have &
positive impact on the organization as a whole. In varlous

articles on managerial behavior, comsiderasble attention 1a glven

to the relationship of middle~-managers to their respectlve
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organlzations (Baker & Wilemon, 1977; Hampton, 1978; Luthans
& Davlis, 1979). ddlee-managers are good targets for speci-
flcally tallored self-control techniques becsuse of their
position in regards to the line of command and communication,
their influence involving the accuracy of information they
must reley, and their responsibilities concerning employee
performance and organizational productivity.

According to Iuthans and Davis (1979) the stated pre-
requilsitea for using the complete behavioral self-mansgement
approach lneclude:

1. "The individual manasger is the proactive agent of
changex“' This implies that the manager must be in a posi-
tion ta‘initiate-changa and then cen maintaln and evaluate
it.

2. "Relevant stimulus cues, cognitive processes, and
responaezconsequances must be brought under control by the
manager.” In other words, the menager must have access to,
and s reasopable smount of control over, cues and prompts
that bave a definlte relation te the target behavior to be
managed a3 well as the related thought processes and con-
sequences that result from the target behavior.

3. "The manager must be consciounsly aware of how a
personally identified target outcome 1s being achieved."

In order to satisfy this finsl requirement the manager
should thoroughly understand that one's behavior 1s, teo a

large degres, dependent upon events that ocour around
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the person., A manager using this behavioral self-manage-
ment approach should understand that stimulus cues set the
stage for behavior and respond sonsequences influencs
whether or not the behavior is repeated. (These expanded
definltions are based on the dlscussion of Luthans and
Davis, 1979, pr. 43.)

Luthana and Davis (1979) reported the results of the
behavioral self-management approsch with a retail store
asslstant sales manager and a newspaper advertlsing mana-
gor. Two dlifferent research designs were used to mea-
sure the effectiveness of the technique. A reversal de-
sign demonstrated that the behavioral self-management
technique helped reduce the female sales manager's de~
pendency on her supervisor (frequency of asking questions).
The reversal design (ABAB) began by taking baseline data
and then introducing the treatment. The treatment was
then removed and later reinstated after the sales msnae-
ger's behavior had been allowed to return to the previous
baseline level. The second design was a multiple basee
line design where the treatment was sequentially intro-
duced across three different behaviors (i.e., unnecessary
paper handling, time out of the office without notlfying
a secretary, and completing expense forms). The behavior-
al self-management was effective in lmproving all three

of the advertising manager's behaviors. The purpose of



the present study was to assess the effectiveness of
behavioral self-management in a variety of settings with
several middle~-managers. Luthans and Dsvis' (1979) multi-
ple baseline design used with the advertlsing manager was
replicated with a varlety of target behaviors for eight
managers.
HE$HGD

Particlpants

The participants in the study were eight individuals
in Stockton, California who occupled middle-management
positions. All were in positions that required accomo-
dation to superiors and supervision of subordinates. Most
managers dealt with from 2 to & superlors and from 5 to 12
immediate subordinates. The organlzatlons were chosen as
representative of a wide range of organizations lncluding
profit and non-profit making. The specific organizations
were a private university (three managers), an agribusiness
production company (three managers), a property management
company (ome manager), and a new-home sales company (one

manager).
Thoge participating included one female and seven

males. The presumed incentives for voluntary participation

were the expectation of improved effectlveness and tke rrge

management consultation.

Procedure

Initial contasct. The initial contact with -the parti-
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cipant-managers was made following referrals from indie
viduals who were famlliar with the proposed research topic.
The prospective participants were each given a brief sum-
mary of the experimenter's academic activities and current
interest in organizational management. They were glvenr a
written description of why they would be appropriate, what
types of problem situations would be dealt with, gnd the
basle requirements that they would be asked to meet
(Appendix A).

At this point, a contract outlining the manager's and
the experimenter's agreed upon responsibilities was reviewed
and signed in duplicate by those choosing to participate and
by the experimenter {(Appendix B). Of the nine menagers that
went through this portlion of the precedure, eight chose to
participate. All elght were glven verbsl assurances that
there would be no deception involved in the entire program.

Target behaviors. At the next sesslon following the
signing of the contract, each manager was asked to outline
three problem events of behaviors that: a) were dlscrete,
observable events that interfered with their daily work
activities, b) could be altered in a reasonable length of
time (1.e., I to 6 weeks), and ¢) were deemed signiflcant
enongh to merit attention. Examples of appropriate target
behaviors included reducing unnecessarlly long phone conver-
sations, reducing excesslive paper handling, working on pri-

ority items, giving enough positive reinforcement or eriti
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¢lsm, etc. For those managers who did not have problems
that would immediately satisfy all of the requirements, &
list of various "office" problems was read and dlscussed
(Appendix C). This session was concluded by scheduling
weekly meetings for the manager and the experimenter to
discuss the project.

After the three problem events had been chosen they
were checked to see that all three were well-defined, ob-
‘servable, and alterable within the time constraints of the
study. The next step was to explaln to each manager the
necesslty of identifying potential causal factors, or set-
ting events, that seemed to precede the chosen target be-
havliors. It was also nacaséﬁry to pinpoint what conse=
quences were most likely maintalning each of the behaviors,
The need for this type of information was explalned as the
reasovn for starting to collect baseline data on all three
behaviors. A verbal narrative outlined the basellne data
collection, materials to be used as stimulus cues, and
ravcrablé events as response conseguences (Appendix D).

If the managers had any questions or reservations at
this time, they were allowed to ask questions, volce con-
cerns, or withdraw from the study; all elght continued.
Esch mansger was given a small binder which was dlvided
into three sections; each section had a target behavior
labeled and defined. The remalning pages wers used to
record the treatment process (i.s., S-0~B-C process), and

number of occurrences of the target behaviors. During
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the baseline phase of the program, the managera were in-
structed to record the number of times {or minutes) that
the behavior occurred. They were nof to make any changes
in their daily menagerial activities as & result of re-
cording these three behaviors, sside from taling the few
minutes each day to record in the book. It was made clear
that they were not to delay making any decision or taking
any action that, 1f not performed at that time, would affect
thelr department, company, or themselves in a negative way.

Treatment. Following the determination of a stable
baseline trend, each manager was glven an explanation of the
four-term contingency analysis. It was explained that the
behavior (B) we were working on was preceeded by various
stimulus cues (S) and pussibly some organismic (0) activi-
ties. We alsoc dlscussed the consequences (C) that followed
the particular target behavior. At this point the manager
chose a behavior that, if performed, would successfully
eliminate the problem. This chosen activity became the B
in the S-0=B={ sequence. The next step was to select cues
in the manager's immedlate envircrment that would serve as
prompts for the occurrence of the bshavior. The organismic
{0) variable was Iincluded by having the manager describe
to the experimenter any covert, internal activities that
could lead to the behavior or possibly highlight some of the

tangible environmental prompts. For the consequence (C) end
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of the process each manager was ilnstructed to list all the
results of performing the activity. Additional reinforcing
activities were added to increass the probablility of per-
forming the behavior. l?ar-ticipants 1, 2, and 3 were gilven a
reinforcer survey (Willisms & Long, 1979) from which to select
relnforcers. The relnforcer survey was discontinued in the
profit malking business settings due to the managers' express-
ed hesltatlons about programming in tangible reinforcers.
Several managers felt that the intrinsic rewards would be
sufficlent iIn the consequence sectlon.

In summary, each manager recelved the same form of in-
struction far all behaviors chosen. An S«0«-B-C analysis of
the problem was follbwed by an outline of the lntended solu-
tion, also in S<0-B-C terms. The S-0-B-C sclution strategy
was recorded in the binder following the description of the
problem event. Each of these planning sessions was conclud-
ed by loforming the manager that he/she was to rehearse and
employ each item in the S-0-B-C process. They were reminded
that 1t was essential to continue recording in the binder
end alsoc to chart the data from that point on. FEach manager
was given 8%" by 11" graph paper to chart each of the three
target behaviors. As written in the contract (Appendlix
B) the managers were told that undergraduate students would
be collecting the data perlodically. If there were any
problems or amblgulties, the managers were to present them
to the experimenter at the weekly planning session or relay
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them via the undergraduate students.

Maintenance. In order to assess the durability of the
treatment effects over time a maintenance phase was started
about 2 weeks after treatment commenced on the third problem
event. Although the students continued to collect the data
at l-week intervals, the planning seasions with the research-
er were terminated. Ths managers were told that the probleme
solving portion of the program was at that time complsted
but they were tov continue recording and graphing the data,
Hhintandncé data were collécted for periods ranging from
approximstely 2 to 6 weeks. At the end of thls finsal phaae
of the program, seach manager was glven an informal review
of the S=0=B«( ;process. Thls was to allow them not only to
continue with the problem events but also to be able to
successfully manage future similar sltuatlons,

Exlt interview. The final portion of thls study in-

volved the administration of a questionnalre and completion
of anm interview of esch of the mansgers by an undergraduate
student (&ppendix E). The students performing each of the
final exit interviews had no involvement with the partiou-
lar manager during ths course of the program. In other
words, if a student collected one participant'!s data during
the study the same student would not Interview that manager
at the completion of the program. The purpose of the exit
interview was to allow the mansgers to give thelr estimation

of the program's eoffoctiveness and at the same time glve
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them the opportunity to candidly critique the project it~
self and all involved parties.

Deslgn
Demonatration of causality. Due %o its ablility to

deal with more than one target behavior at a time and 1lts
demonstration of causallty with regards to each individual
partlicipant's behavior, the multiple baseline design was
chosen as the ideal design to expand on the Luthans and
Davis (1979) findings. This study used sight mltiple
baseline designs across behaviors to examine the effect-
iveness of the bshavioral self-management approach. FEach
of the eight managers chose three problem events, as dls-
cussed in the preceding Target Behaviors section., The
treatment strategy (i.e., S-0-B~C, stimulus and consequence
msnagement) was then suquentislly introduced in a time-
lagged fashion across the thres problem events. Control
of time-related extraneous sources of varistion was
achleved by beginning the treatment at different times for
each behavior. ZEach manager then selected the order of
the three problem events to work on. The first behavior
was treated after a stable baseline had been obtained,
When the treatments were observed to have an effect
(asually 3 to 10 days), treatment for the second behaviop
was started, and so forth.

Dats presentation. Behavioral self-management has
been specifically devlised to blend into the organizational
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framework. From this standpolnt 1t was decided that gll
data involved with the present study would be presented
visuslly. The results of the overall behavioral self-
menagement strategy are graphicelly displayed in a multi-
Ple baseline format. All individual results were graphed
by the managers snd sepsrately by the researcher. Visual
analysis wes assumed to be crifical for the manager's eval-
uation of the results (Staw, 1977). From the participant-
managers polnt of view, this graphlical presentation, aside
I'rom belng familiar to them, should be the logical extension
of the dally records and charts that they were asked to
kesp. If the participent managers can be comvinced through
visual inspection that the procedure was effective, they
will be more 1Inclined to keep similar records for continued
progress and maintenance.

Relisbility., Where possible, estimates of relliablility
were taken by comparing the managers' recorded data against

some type of tangible evidence. TUndergraduate student ob-

servers performed most of these evidence gathering actlvitlies.

As many unobstrusive measures as posslble were used to re-

cord physical traces, indirect evidence, and archlival infor=-

mation that related to each manager's actual behavior (Webb,

1. I wish to thank the followlng student observers for
thelr invsluable asaistance; Dave Dillwood, Joan Silering,
Julle Cunningham, and Shella McClellan.

: d
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Campbell, Schwartz, & Sechrest, 1966). Examples of such
indlrect mesasures were employee records, personnel files,
memos, letters, and completed reports. The managers were
glven great flexidility in choosing types and context of
their problem events, as a result specific bshavioral con-
texts did not always allow for formal relisbility checks.,
It was for thls reason that the multiple baseline was re-
plicated eight times instead of the ususl one or two. It
was reasoned that 1f favorable results could be repeatedly
obtained, then rellabllity measures, although still impor
tant, would not be as crucilal. '
BESULTS

Participent One

This manager worked in one of the departments of a
university library. As supervisor of thils department,

Participant One was responsible for coordinating the work

activities of nine part-time student workers and one full~-

time assistant. She reported to the immedlate department

supervisor and to the librery director.
Problem event A, The first target behavior was report

writing. Participant One had an established pattern of

walting until a few days prior to a deadline before starting
on a required report. Her goal was to spend at least 15 min
per day working on any one of several periodlc requlred
departmental reports. The following stimulus, organism,

behavior, consequence (S-0-B-(C) sequence was used:
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S —_— - —<
wall-chart, dally covert 15 min
4 of achy
2?32::{; gﬁgs grompzz “_ggt revort writ- gou’;;nghi:;“t
n=- %o pu ' ' 4
<k - m}; 1:1'1'; ing per day daily amouns of

report writipg
PoEe Rechess
(L.8., ice prean,
Tecord, ete.)
Three major reports (budget, inventory, work-study) vere
completed and observed by the experimenter during the scourse
of the study. The aversage number of minutes increased from
gbout 5 per day to about S min per day. Observations of re-
port files (two times pesr week) by the experimenter showed
that considerable progress (i.e., 3 to 10 pages) was being
made. The mansger also gave the names of individuals and
outside offices to which the three reports had bsen forward-
ed. Although these people were not ccntacted, thia pro-
vided sddltional assursnce that the reports bad in faet
been completed and distributed. (See Flgure 1.)
Problem event B. The second targeted behavior was
The manager thought that

soclal contacts with employees.

inereased soclal exchanges would result in a more relaxed

and, at the same time, efficient work environment. Followlng

the
the collection of baseline data, Participant One chose

be-
five workers with whom she conversed the least. The
haviorsl self-management strategy wWas as follows:
S o B i
observed

- ct each
wall-chart, internal prompt g;n;:ve work- charted pro-

. n mind re-
slnder, re= 1880t TM T ers everv da7 £T0 Cna.
desk and desk today" ual tension
calendar reducticn
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A single reliabllity check was made by five student
cbservers who interviewsd two employees each to sscertain the
frequency of soclal contacts 1ln the preceding 2 days.(See
Appendix F,) Percentage agreement/dissgreement relliability
(L.0., agresments between interviewer and manager data
divided by the total, X 100) was computed at 85% for the five
target workers. Some worksers had difficulty recalling which
conversations were actually initisted by Participant One.
This may have affected the reliabllity estimate.

Problem event C. The manager stated that she needed a
revised employee performance evaluation procedure and assocl-
ated esvaluation forms., She was chvinced that the then
current procedure was lnadequate, unfalr, and inoomplete,

She decided to collect information and examples of varlous
possibilities for a new system. JAgain, the manager's goel
was set at 15 min per day of compiling information and
gathering ideas from different people.

S 0 B c
wall=-chart , thoughts of 15 min per day  achleving pre-
binder, prior up-coming of compiling set goal on
evaluation svaluations information, chart, increes-
gystem seeking idesns ing number of
' ideas and sug-

gestions on
file, self-
permission to

buy profession=-

al magazines

The target behavior increased from a mean of 5 min to

a post-baseline level of 30 min per day. 7The asseasment of

relisbility consisted ofa weekly review by the sxperimenter of the
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growlng list of plans, ldeas, and suggestions, and a two-page
outline of the segments of the pew evaluative procedure to
be put into use within 5 months., The increase in the amount
of information in the evaluation file throughout the duratima
of the behavioral self-msnagement program seemed consistent
with the manager's self-recorded time spent on the task,

(See Pigure 1.)
Exit interview., During the finsl interview, Partici-

pant One related thut all three behavliors were successfully
managed and that she planed to continue using the strategles
employed in the program. The manager stated that the be-
haviors were highly important but thet the reinforcers
would have been more effective had they been completely job-
related. She was certaln that there were other menagers

in the department who would benefit from a similar program.
She wes however, uncertain as to an estimated dollar amount
that the department would be willing to pay for similar

professlonel consultatlion.
Along with the exit interview, Partlcipant One volun-

tarily submitted an eight-page summary of the results of
the program, which expressed very positive reactions to the
entire endesavor. She alsc outlined plans not only to con-
tinue the social contacts (B) but also to expand them to

include her peers and supervisors. The manager's final con-

clusions were that the behavioral self-management technique
had greatly increased her managerlal effectiveness and con-

fidence in ber own ability to modify undesireable behavlior

patterns.
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Plgure 1: Data for each of three target behaviors for

Participant One ({elrculatlom manager). BSIL¥=basellne;

SOBC=treatment; MAINTw=meintenance

1
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Participant Two
Partlcipant Two was the director of a university library.
Thls manager directed the activities of 12 full and 7 part-
time employees. Participant Two's schedule was interrupted
at times and resulted in various irregularities in data re-

cording. For example, problem event A has a partially esti-
mated baseline for approximately a 10-day period. Additiomal
recording difficultlies were encountered due to his periodie,
lengthy conferences with the university administrators,

{See Figure 2.)

Problem event A. The first behavior to be wurked on
was listing dally priorities and completing them. The mana-
ger folt that his dally sctivities were not being completed
in the most efficlent mamner. H1s efforts were than almed
at increasing the number of completed, prioritized items
each day. We did not count days where he was cut of his
office for more than half of the day.

S 0O B c
wall-chart, must complete fills out achieving pro-
binder, high priority sheet, com- gress on chart,
dally prior- items pletes items organized day,
ity sbeets in priority record of tasky,

sequence tangible "re-

ward" (i.e.,
coffee, small
purchase)

The manager filled out each priority sheet at the be-
ginning of each day. As the prioritized items were com-
pleted he checked the item off and recorded the: daily

total on the chart.
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The number of listed snd completed priority items ine
creased from virtually zero to an average of about 5 ltems
per day. The percentaga of corresponderice between the daily
check~of £ sheets and the wall-chart was 100%4. Although the
number of listed and completed priority items began to grad-
ually decline the percentage of the listed ftems that wers
completed each day was between 804 and 100% throughout the
post-intervention phase,

Problem svent B. The next behavior in the program in-

volved contacts with employees. Particlpant Two wished to
Inerease the number of his dally soclal contacts with his
subordinates. The target behavior was increasing the number
of dally sooclal contacts that tbe manager initiated. The

followlng sequence was used:

8 0 B C
chart, binder, "must maske manager initi- achleving pro-
reminder card those con- ates soclal gress on chart,
on desk tacts” contacts perceived re-

duced anxlety
in soclal con-
tacts

The number of contacts increased from a baseline mean
of .5 to a treatment mean of L contacta per day. Student
observers interviewed five of the 10 targeted subordinates
and asked seversal que;at:!ona concerning the types and number
of eontacts with Participant Two. (See Appendix G.) Of the
sampled, the individual discrepancies ranged from

6 days

zero to two per subordinate. The overall correspondence

between interviewer and manager data was 85%.
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The treatment and follow-up date indicate an increase
from a mean of .5 baseline contacts to 3.5 soclal contacts
per day.
Problem event C., The final behavior was that of un-

necessary paper handling. This msnager bandled from 4§ to

20 pieces of material (i.e., mall and memos) each day that
he considered to be unnecessary. Figure 2 shows a partially
estimated baseline in which several days' data were conser-
vatively eatimated at 10 pleces per day. The bebavioral
self-management procedure included using a three-tier filing
”systam divided into a) important correspondence, b) routine
items, end c¢) junk mall. This allowed for most incoming
items to be filed immedlately by the manager or his secre-
tary and later dealt with at appropriate times.

S (] ' B C
chart, desk "file right use of three schieving pro-
files, binder away and tler file, gress on chart,
don't waste instructions percelved great-
time" to secretary er efficlency.
with mail handl-
ing, tangible

"reward” {dining
out with wifse)

The unnecessary handlings virtually dropped to zero
(Figure 2). The manager stated that with the new system
that most of the unnecessary paper handlings had been ell-

minated and considerable time had been saved.
Exit interview. Participant Two reported that all

three behaviors were important to him and had been success-

fully mensged. He also plarmed to confinue working on all
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of them. He indicated that there were several other managers
that would benefit from a similar project and the dollar
smount of $1000 would be & reasonable fee., Overall, this
msnager was very satisfied with the results and 4id not have
any apeclfic suggestlions for improvement in the program.

Particlpant Three

A3 a department supervisor in a university library, this
menager's major responsibility was to coordinate the work
activities of 8 to 10 full-time employses. He reported to
the library director, From the atart, this muanager demonstrat-
od reluctance in his deairs to systematlically change his be-
havior. The program was hindered by several reocccurring ex-
cuses for not recording the data. In this case only two
behaviors were targeted for change. The program was pre-
maturely terminated following the manager's statement that
there was an extremely large project due shortly and, because
of this, he would not have encugh time to record the behav-

iors.
Problem event A. In discussing possible terget behav-

iors, Participant Three was very interested in getting one

of his employees to work faster. He related that other
workers produced twice as much as the targeted employee in
the same smount of time. It was decided that by apprroaching
this worker concerning work-related manners, Particlpant
Three would be maklng progress towards more effective manage-

ment. The treatment process csn be diagrammed as follows:
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= 0 B c
wall-chart, (undetermined) approach tar- achieving pro-
binder, desk get employee  gress on chart,
calendar, and dlscuss perceived ine
notes business creases in
communication
and rate of
work

As Figure 3 demonstrates, this process had very little
effect on the manager's approach behavior., The data show
a very slight, unstable increasse in the npumber of work-
related contacts per day. After 3 weeks, extrinsic rewards
ware added to the consequence (C) sectiom of the progranm.
The manager was to allow himself cigarettes, coffees, and
{(at his suggestion) candy if he reached the goal of two
contacts per day. Nevertheless, the manager's performance
falled to improvs.

Problem event B. Participant Three desired increased
communication from his workers, The second target behavior
was gimed at increasing the number of questions asked, legl-
timate requests, and dlscussions of work-related matters,
The msnager's behavior to attain this goal was his use of
verbal prompts and informal discussions durlng which he
would suggest that employees approach him more often. The
reason that this problem event was included despite 1tas
vagueness and questicnable relevance to the study is that
Participant Three could not think of any ather concrete
problems in his managerisl style.

] 0 B c
wall-chart, (undetermined) suggestions  1ncreased contact,
binder, desk given to resolved conflicts
calendar notes employees

sl
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Again as evidenced in Figure 3 the S~0-B~C process
had a negligible effect on the number of employee communi-
cations. After several days, extrinsic rewards were added
(a3 with problem event &). Here agaln there were no notice-
able effects and the program was subsequently terminated.
Partieipsnt Four

The fourth particlpant was the plant manager in an
agribusiness production company. FParticipant Four directed
the three major sections of the processing plant and coordi-
nated sctivities with the distribution division. This mana=-
ger had been employed in various positions by the company
for over 20 years,

Problem event 4. Since being promoted to an adminis-

trative position, Participant Four reported a perceived
detachment from his former peers. Aa their supervisor, he
thought that an increase in his contacts and vlisibility
would inerease thelr performance. His goal was to visit
at least one of the three ssctioms of the processing plant

for 15-20 min each day. We set up the following contingency

plan:

S 0 B C
wallechart, "ecant't forget at least achleving progress
binder, desk the plant one visit on chart, increased
calendar, visit" per day contact with em-

notes (one or ployees, self-reward
two super- of soclial time
visors per away from desk
visit)
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Although the operation was in the off-season, the
manager's plant vlsits increased from a baseline mean of
«3 per day to a consistent average of two per day. The re-
sults of student interviews with the five plant supervisors
revealed that over a 2-day sample period all five of the
supervisors reported an average of 1.5 dally contacts with
the plant menager, The supervisors estimates correspond
c¢losely with the managers records of two plant visits per
day. Several plant supervisors stated that during ths past
few weeks they had seen the plant manager more than during
the entire past year. Thelr response was highly favorable,
Maintenance data indicate that the behavior was maintalned
at sn acceptable level. (See Figure L.}

Problem event B, Participant Four's ascond behavior

management effort was focused upon the documentation of
employee performsnce., He chose to try to record one par-
formance incldent per day, {(i.e., positive or negative work-
related activity) on any of the nine foremsn. We reasoned
that with very little time expenditure he could compile writ-
ten job performance information on each worker every 2 weeks.

The S~-0-B=-C proces3 was again used in this manner:

S 0 B c
performance "one notatiom recording in compiled Ilnfor-
filles, wall=- a day" performance mation for evalu-
chart, formal files ations, chart
evaluation progress, lelsure
desdline date visits with

office staff

L. .
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As Flgure §; indicates, the amount of documenting be-
havior lncreased from about zero to a mean of one per day.
Percentage agreement/disagreement reliability revealed a
100% correspondence between the mansger's chart records and
the actual employee performence files. Maintensnce data
show a conaistent level of the acquired behavior.

froblem event C. The final behavior to be dealt with
was the dally prioritization and completion of daily tasks.

Manager Four stated that his dally activities were not ade-
quately coordinated and as a result, a large amount of time
waa wasted, The behavioral self-management approach includ-
ed using dsily priority sheets that the manager would fill
out the night before each working day.

] 0 _B c

priority "I'1ll be doing f£1ill out sheets, completed shestls,

sheets, a better jJob" complate 1tems achieved progress

chart on chart percelved
better organized
day

The number of completed prioritized items increased

from zero to a mean of 5 per day. The data should not im-

ply that the manager was doing nothing prior to the treat-

ment phase. The results are in terms of listed and complet-

ed items. The improvement was in berms of his perception

of increased effectiveness, less confusion, and reduced

frustration. The correspondence between the masmager's chart

data and the dailly priority sheets was excellent {100% cor=-

respondence). The behavior maintained at a level that was

T
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well above the baseline level., (See Figure L.)
Exit interview. When intervliewed at the completion of

the program Participant Four expressed that all ths problem
events were very important and had been successfully managed.
His plens are to continue desling with all three, This mana=-
ger Imows of two other managers in his company that need a
similar program., He estimated an amount of $500 that his
company would pay for similar consultant services. Perticl-
pant Four added that the program was definitely beneficisal
to him. Moreover, he plans to add other prodblem events to
the list that he 1s attempting to manage.
Fartlcipant Flve.

The distribution manager of an agribusiness production
company felt that by participating in the program he would
be able to better communicats with his own subordinates and
with outside business associates. His dutles included dlract
supervision of five workers in the world-wide distribution
of the company's product. For over 20 years this manager had
worked in various divisions of the company. At the time of
this study he stated the desire to refine and increase his

managerial skills-
Problem event A, Participant Five was concerned that

he was not communicating well with the five distribution
supervisors under his command, The main difference between
ris goal and those of Participants One and Two is that he

wanted to ineresse the number of business and career
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development contacts because his socisl contacts were more

than sdequate.

S 0 B C
group tasks, "talk with the approach work- achieving pro-
charts, guys today" ers and dis- gress on chart,
binder cuss chosen percelived im-
toples provement in
communication

Results show an increase from & mean of l.1 to a mean
of 14.5 contacta per day. The student rellability interviews
introduced a unique problem in that the supervisors recalled
1.5 times &s many contacts as the mamager. Two students
interviewed each supervisor. The subordinates' remarks
indicated that elther the manager was very conservatlve
in bhis recording or that the types of commmications (i.s.,
social vs. business) were not differentiated by these
subordinates. The behavior appears to bave maintalned at
four times the baseline level for several weeks after the
onget of the program.

Problem event B. The next problem for Manager Flve

was his reluctance to work on high priority items. We de-
fined high priority items ("hipos") as having high company
payoff and a high degree of urgency. The four areas that he
chose to define were 1) calls, 2) his supervisory/affairs,

3) self-development, and 4) miscellanecus. The program was

as follows:
s 0 B Cc

Hipo sheets, "high prior- completed achleving progress

chzrt, cal-' ity firss® high pri- on chart,_qnﬁgoing

endar, notes ority items file of completed
"hipo" sheeta
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During the }; week period following the start of treat-
ment the number of completed "hipos™ increased from less
than one per day to a mean of three per day. (See Figure 5.)
The experimenter compared the manager's charted data to the
actual results of the completed "hipos" (i.e., memos, re-
ports, ete.) end found & correspondence of 85%.

Problem event C. The final problem behsavior for Parti-

cipant Five was the number of husiness related contacts wlth
outside firms. DBecause thls managert's dutles were related
to international product distributlion 1t was essentlial that
he develop and maintain current business contacts. To this

end, the following behavioral self-management stretegy was

conatructed:
S 0 B C

chart, "make the con- gcontacts made achleving pro-

binder, tacts; good via telephone, gress on chart,

desk calep- for business” letter, telex new contacts,

dar, notes inereased satis~
faction reported
by manager

During the treatment phase of the program the number of
busineas contacts lncressed by an average of two to four
contacts per day. Percentage agreement/disasgreement relia-
bility was computed at 90%. As with Participsnt Two, problem
event B {Flgure 2), the final baseline data points sare
mich higher than the previous 9 . data collection days.

In this c¢zse, Participant Flve miased 2 days of work. Since
this was & planned sbsence he purposely made a speclal effort

to contact outside firms before and sfter his 2-day absence,
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Exlt Interview. Manager Flve indicated that he con-

sldered all the programs successful smd that he planned to
continue working on them. He sald that he knew of four
other managers in need of similar services. He guessed
that the company would pay $500 per manager for similar
services ($100 per hour by 5 hrs). The manager stated
that the visual cues (S) were very effective and that they
led to internal awareness and confldence. An interssting
comment wgs that he missed the "team aspect™ of the pro-
gram. Although the program wds almed at self-menagement,
he thought that more of a team effort would have been
appropriaste; presumably he would have been more motlivated
to succeed 1f the five supervisors reporting to him had been
simultanecusly working with him on the self-management
project.
Participant Six

Holding the tltle of warehouse superintendent, FParti~
cipant Six also worked for the same productlion company as
Participants Four and Five. The present manager's respon-
sibilitlies encompassed security, sanitation, storage, and
all areas of the processing plant. ZLargely due to these
varied and divergent responsibllities, this manager wished to
focus on relationships with his eight direct subordinates and

his personal mansgement skills. He reported to the plant

manager.
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Problem event A. Employee contacts was the firat be-

heavior té be tackled. He chose five target foromen and set
a goal of contacting each of them at least one time per day.
His definitlion of contacts was any interchange involving
career or soclal toples that he initiated, The treatment

sequence was the followlng:

S 0 B c
——— ey
chart, "oh yesh, career/soclal achieving progress
binder, the contacts™ contacts with on chart, positive
desk slgn: each foreman  feedback from
"contacts" foremen

As Pigure 6 demonstrates, the number of contacts in-
creased from approximately 1.5 per day during baseline
to 5 per day durlng the actual treatment phase. During 3
woeks of maintemance,” the number of contacts remained at the
same level. When the five foremen were 1nterviewe& by two
students, they estimated an average of three times as many
contaots as Participant Six had recorded. It appears that
the foremen counted all contscts while the manager was more
selectlive and recorded only those that fit the criterla.
Appendix H contains an example of the reliabillity question-
naires for the first problem event {A), for Particlpants
Four, PFive, and S8ix,

Problem event B, The second behavior chosen by Partie
cipant Six was incident documentation. He decided to in-
crease the number of minutes spent documenting employee
performence per day. He reasoned that he would be more

effective if he had wriltten instances of bis workers!
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positive and negative behaviors.

S 0 B c
chart, "need to re- recording achieving progress,
binder, cord each day" in each file on chart, updated files,
employee
files

Reaults indicate that the manager spent just under his
goal of 15 min per day recording employee performance. The
behavior rate was gzero throughout the baseline phase. The
experimenter found a 95% correspondence between the manager's
chart and the sasctual employee performance files., The behav=
ior was maintsined at a atable level for several weeks.

Problem event C. Particlpant Six also chose the priori-

tization of dally tasks as a behavior to be managed. He had
been using his dally calendar to record various tasks that
needed to be accomplished. The baseline data were taken
from his desk calendar while treatment data were taken from
the dally priority sheets, The program consisted of using
daily priority sheets in the followlng contingercy analysis:

3 _ o B c
chart, self-reminders fill out achleving progress
dally sheeta, to i1l cut sheets, on chart, completed
calendar sheets complete tasks, percelved
notes 1tems organized day

Fgure 6 suggests that the behavioral self-msnagement
strategy had a definite effect on the number of items com-
pleted per day. The correspondence between the manager's
chart and the dally sheets was 100%. Maintenance date |
indicate that there was e gradual decline starting sbout 1k
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weeks after the start of the treatment phase., It 1s possible
that the manager began using his desk calendar along with the
dally prionlty sheets to outline tasks,
Exit Interview, Mansger Six reported that although all

rroblem svents were very important only two were successfully
managed. He felt that the incident documentation (problem
event B) was a blt too artificlal. On occasion he had to
#¢1sh™ for toples to record. He would have brarerred some
type of group affort. Heo does not planm to econtinue working
on Problem Event B, Particlpant Six could not decide on an
appropriate fee that the compsny would most likely pay. He
was impressed with the practicallity and significance of the
overall program and stated that it was quite beneficial,

Participant Seven

The seventh participant was the property manager of a
residential and commercial develcpment company. The organi-
zation consisted of several wholly-owned subsidiary companles,
His pgaition was within a subsidiary menagement company. This
manager supervised approximately eight resident mansagers,
three office managers, and various staff members. He reported
directly to the presidents of the management company and the
sales company. He said that the timing for the self-manage-
ment program was excellent because he had recently made a
declsion to remedy various managerisl irregularities. At
the start, he was very skeptical sbout the proposed project.

Bis initial ambivalence faded as he saw the Immedlate

SAES o S

.
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positive effects of the program. :
Problem event A. The first in the serles of offlce probe

lems was that of dally interruptions by meintenance men.

Partlcipant Seven was snnoyed by the amount of time taken to I
schedule dally mailntenance activities and the unscheduled
intrusions throughout the day. He decided to decrsase the
number of times hls two maintenance men made unscheduled
visits to his office. The manager's behavior to be modified
included giving verbal end written instructions and taking

the men out to lunch when the disruptions were reduced. !

S 0 B c
chart, koep guys in- present problems, fewer disruptions,
memo to formed, "I'm give fsedback, 80 min saved per
workers, responaible™ guys out to luneh day, achlieving
binder progress on chart

The manager's behavior appears to have dramatically re-
duced the number of maintenance interruptions., The memo and

the scheduled S min morning meetings were sufficlent in

meeting the goal and thus warranting the weekly lunches with
the manager. Figure 7 alsc shows remarkable maintenance
during follow-up with the only interruption following a re- |

quest made by the manager, |

Problem event B. Reducing the number of calls from

resident managers was the second problem for this manager.
He was receiving between one and eight calls per day from

the resident apartment managers. The treatment sequencs

involved developing a problem solving step-by-step sequence |

for the apartment managers to follow before calling Partici-
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pant Seven at the specified times during the day. The

contingeney program was:

S 0 B c
chart, "need to reduce present problem- charted re-
binder, these calls" solving strategy, duotions,
percelved give feedback fewer calls,
wasted time more respon-

sibility
taken by sapt.
menagers

Results show that the number of calls involving resi-
dent managers initially dropped to one every cather day and
loveled off to zero for most of the maintenance period.
Particlipant Seven alsc noticed that throughout the study
there were nc more than three calls (total) even during the
alloted times., This 1s impressive evidence that the mana-
gor'as aoctlons were highly effsctive in teaching the resident
spartment managers to do more problem solving without intere-
rupting Participant Seven. Hls records wera identical to
those of his secretary. All in-coming calls had to first,

go through ‘the secretary..
Problem event ¢. The third svent that Participant

Seven was concerned with centered arcund the quality of his
secretary's work. Baseline was taken on 12 dally tasks

that she was required to perform. The seven that were rou-
tinely completed to the manager's satisfaction were eliminate-
ed from the study, leaving the remalning five for treatment.
The manager's behavior was aimed at informing the secretary
ef the problem and verbally pralsing her for improvement

—ne
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in any of the flve aress.
s 0 B C
chart, "remember the glve feedback, achieving pro-
binder, feedback and praise good gress on chart,
secretary'!s praise” performance perceived better
presence ' performance, take

wife out to dinner

The secretary was shocked that her behavior had been
so variable (Figure 7). This information along with the

pralse and attentlon influenced her performance suck that

she successfully completed all five tasks 1l out of 17 days
during the treatment and maintenance phases of the study.
Rellability consisted of comparing the menager's chart to the
original check~off liat (correspondence = 1004},

Exit interview. Manager Seven reported that all three

behaviors were very important, successfully managed, and
were worth contipuing., His own figures indicated that -the
success of Problem Event A alone, would save hias company
more than $1,000 per year,., He Indicated that two other
managers could use similar assistance and that the consul-
tant time was worth at least $100 per hour. He was very
plassed with the program's timeliness and effectiveness.
Participant Eight

The new-home sales division of the same development

company as Particlpant Seven was directed primarily by

msnager number eight. His dutles revolved around personally

selling homes, supervising salesmen, and working closely

wlth the salss company president, Participant Eight alsc
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stated that at that time he had been contemplating poassible
solutions to urgent managerial problems. Although the
elghth manager's consisteney and cooperation wavered during
parts of the program, he expressed definite interest in

participating throughout the endesavor.
Problem event A. The Initial behavior to be changed

was that of completing priority items that were scheduled
over each 2 weeks of the managers work routine. Due to his
usual work cycle that repeated every lli days, Partleipant
Eight felt that this type of scheduling would help him to
complete & large collection of unfinished priority tasks,
The following sequence was used:

5 0 B [+
o com—

2-wesk flow~ thoughts about outline pri- smaller plles,
chart, walle reducing plle orities, chart records,
chart, file of 1tems finish 2-h freed up time
of unfinished per day to sell homes
tasks, calendar

notes

The program assisted the manager in completing between
one and seven priority items per dsy rather than the previous
moximum of two ... (Figure 8.) The behavior appears to
have mesintained for over 6 weeks, however, it can be expect-
ed to decresse as the unfinished tasks are gradually complet-
ed., The experimenter noted a 100% correspondence between
the manager's chart and the number of completed items from the

file of unfinished tasks.
Problem event B. Initially, Participant Elght desired
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a reduction in the total number of phone calls that he was
required to mske every day. During baseline however, he
declded to increase ths number of phone calls that he initi-
ated and completed concerning business affairs. This change
necessitated estimating the baseline at one initiated and
completed ¢all per day. The asctual number 1s reported to

have been at zero on various days. {See Figure 8,)

S o B C
chart, internal commit- dialing num~ charted pro-
few business ment to make calls bers until a gress, possi=
contacts, response 1is ble new busie
binder obtalned ness and

higher income
The manager's phone-calling behavior slightly increased
from a baseline average of one call per day tov a treatment
average of two comploted calls each day for about 3 weeks.
Maointenance data indicate that the average number of calls
per day increased to three and did not fall to zero cn my
day. The statement was made that during the treatment phase,
much of the manager's calling time was taken by catch-up
work and meetings with the present experimenter which did
not occur during msintenance. This may account for the
unusually positive increase during the maintenance perlod

(1.0., 3 weoks after the start of treatment).
Problem event C. The final problem behavior for Parti-

cipant Eight was an unacceptable number of dally interrup-
tions. As Figure 8 portrays, the number of dally disturbane
ces was quite variable, peaking around the time that his
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secretary was 111, 4s Figure 8 also indicates, there is

neither treatment nor maintensnce data. The reason for this

is that as a result of recording baseline data, Participant
Efight reasoned that this problem waes not immediately solvable
at.that time, . and proceded to hire an additicnal secretary.
The last flve data polnts, recorded during basseline after
her hiring, suggest that the problem was belng eliminated.
The behgvioral self-management technique was nevertheless

illustrated after~the-fact:

S o B c
baseline data, stresa/confusion hire new fewer annoy-
low productivity, secretary ances, less
company pressurse load on mana-

ger, morse
work accom=
plished

Unfortunately the manager decided to dlscontlinue record-
ing after 5 days of very satisfactory performance during
baseline. He reported that the number of interruptlions
dropped off even further.

Exit interview. In splte of the above-mentioned irre-
gularities, Psrticipant Eight stated that all three events
were important and successfully managed. He planned %o con-~
tinue worklng on two of them. According to this manager
there are three other managers in need of a behavioral self-

mansgement program. His eatimate of the worth of the pro-

gram was $100.
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Figure 8: Data for each of three farget behaviors for
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Order Effects/Group Comparlsons

To determins whether & target bshavior's chance of
success was different whether 1t was the first, second, or
third to be treasted, nine individusls who were Lnowledgeable
of the technlgues and prineiples of applied behavior ansly-
sls were asked to rate esach of the 23 target behavior graphs
on the amount of behavior change from baseline to treatment
(Appendix X). These persons included three with Masters
degrees 1n spplied behavior analysis and six with at least
2 behavior analysis courses. On a S5-point scale ranging
from (1) "no change at all,” to (5) "dramatic change,"” the
meen ratings for the A, B, and € Problem Events wsre 3.5,
3.3, and 3.7 respectively. 4n analysis of variance falled
to reveal any significant relatlon between the ratings of

the asmount of change and the order of treatment presentation,

F (2, 13) 1.

Table 1
Summary of Analysis of Rating Data
ss at s F
Participants U447 7 2.07
Order 63 2 32 s
Part. X Order 6.52 13 .50
Total 21.62 22

Because several managers selected employee contacts and
daily priorities as target behaviors, the experimenter used
the survey ratings to see if either problem had an unnsual

| G
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success rate. Five participants chose some type of employee
contact to work on, with a resulting 3.2 mean amount of
change. Dally priorities were also selected by five parti-
¢lpants with a mean rating of 3.5. These two mean ratings
deviate very little from the mean survey ratings of all
problem events. From these results it is reasonable to
conalude that although they were chosen often, nelther
employee contacts nor dally prioritles had any better or
worse chance of success than the other target behaviors.

A modification of the Rn statlatical tests (Hersen &
Barlow, 1976) was applied to the eight replications of the
three-leg multiple baseline design. The assumptions under-
lying the use of this test include: (1) the order of inter-
vention across the three target behaviors for each particl -
pant was random, and (2) each partieclpant's hehavior is
independent of every other participant's behavior. The
percentage change from baseline tranaformation was applied
to gll raw scores., The resulting sums of ranks across tis
three (or two) target behaviors for each participant was:
#1 = 3, #2 = 3, #3 = 3 (two behaviors), #l4 =4, #5 =L,

#6 = 3, #7 = 3, and #8 = 2 (two behaviors). The cne-tailed
probability of thls set of eight sums and all possible
smaller sums oceurring by chance is less than .000l. Thus,
across the three (or two) behaviors of the elght partici-

pants, the data at the polnt of intervention showed a change
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in the expected direction that was in all but three cases
greater than the temporally comparable baseline percentage
level of each participant?!s two {or one) other target be-
havior.

Digcussion

The study found that behavioral self-management was
highly effective in all of the sample organizational areas.
Seven out of the eight participants obtalned very favorable
results while 20 out of the total of 23 target behaviors
were successfully managed. The results indicate that the
approach can be affectlive in private, profite-making and
non-proflt organizations. The repllcation of outcomes
using a multiple baseline design across eight different
managers was a powerful demonstration that the behavioral
self-management technique iz versatile and applicable in

many different managerlal settings.

The multiple baseline design assisted greatly in attri-

buting a causal effect to the behavioral self-management
intervention. Of the 20 smccessfully nanaged target be-
haviors 18 have an unmistakably positive tremnd within 2
days of the introduction of the intervention. In most
cases there 1a en ilmmediate chanée in the positive direc-
tion while the target behaviors not yet treated remaln at
the baseline levels. Even the exceptions (i.e., Particl-

pant One, target B; Participant Flve, target C:) were
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considered, by the managers to have been successfully mana-
ged due to the intervention. Target behavior C for Partl-
cipaent Elght was resolved before the intervention was to
begin. Overall, the introduction of the behavioral self-
manegement strategy colneided with sn immediate, favorable
change in ghe rate or duration of the target behaviors.

Although good estimates of rellability were obtalned
in several cases, in other instances the managers' function-
al needs superceded consideratloms of good experimental
procedure. For exsmple, dally contact with employees and
reducing daily interruptions were essential to several
partlcipants, however, in theilr particular work settings
most relisbility measures would have been a major source
of interruption. The successful replications across a
variety of behaviors, settlngs, and msnagers indicates the
robustness of the intervention procedure even thongh for
many target behavliors there is 1ittls or no reliability data.
The organismic variable in the stimilus, organism, be-
havior, consequence (S«0~B-C) Sequence was the most difei.
cult to messure and evaluate. As stated in the third pre-
requisite for uslng the behavioral self-management approach
(Luthans & Davis, 1979), the manager mist be as S
as many detalls of the behavioral contingeney as p——
The present experimenter atiributes a considerable amount

of the program's Success to the £yl disclo.
gram

o
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detalls to each maneger. Future research should be almed
at lmproving and assessing the function of the organismic
variable and its measurability.

The results of the exit interview were highly favor-
able. MNost mansgers felt that the program was very ude-
ful and practical. In slmost every case the managers esti-
mated that each target behavior had been successfully
managed and that they intended to continue the program.
Responses to questions 9 through 17 of the exit interview
reflected consliderable satisfaction with the content and
presentation of the study, wlthout any negative sideeffects
or reactions. The average ratings for the first eight
questions are circled. (Appendix E.)

A final point 1s that behavioral self-mnna.gemex.rb is
only a link in the entire organizational productivity
chain. The present study supporis the clalm that the
approach is very effective and that it hss 2 wide range of
application. If however, the measurement and evaluation
processes were-to stop with behavioral self-management it
18 concelvable for an organization to have the best middle-
managers in the industry while having the lowest organi-
zational productivity. The success of behavioral self-
management does not reduce the need for measurement, eval-
uation, feedback, and accountabllity at the entire organi.

zational level.
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Appendix A

Program Description

You are belng asked to particlpate in a study which will
eventually be part of a Master?s thesis gt the University
of the Pacific. You have baen asked to take part because
you are employed 1ln a managerial position. Because you bave
superiors to report to, and employees to supervise, you are
most llkely to be an 1dsal participsnt 1n-this-project. Many
people in menagerisal posltions such as yours have a dally
schedule that is continuously interrupted by phone calls,
memos, visltors, forgotten chores, small orisis situations,
and so forth., Becsnse these problems often result in wasted
time, increased frustration, and poorer performance, most
menagers would benefit if such interruptions were plaeced under
better control. This project 1s designed to give you gssls-
tance in identifying and managing these potential problem
eventa, The basic requirements for this projeet are these:
1. You mu3t occupy a full-time managerial position.
2. You end I must specify in detall, certaln problems or
getivities that prevent you from performing at your own estl-
mated optimun level.
3. You must be willing to record these behaviors and adhere
to a self-management program for about & weeks. (I will des-
cribe the actual procedures in more detall as we outline the
problem events.)

If you feel comfortable with each of these requlirements, we

e s iy £ 1
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csn start to systematically analyze and control thess events.
This will, of course, take some of your time, and you will
be asked to keep accurate rscords, but there will be abso-
lutely no consulting ecosts involved. The ussefulness of
these procedures has been demonstrated in research in ap-
plied sattlings, There 13 no absolute guarantee that all
problem events will be eliminated, However, on the bdals of
information sbout self-mansgement I believe that these tech-
niques will be effective in managing some of the problems,
Your partlcipation will be sppreciated. Thank you.
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Appendlx B

Contract
Realizing that & written and signed document will help
both Rick Griggs and I to remember our respomsibilities and
commitments in regards to this project:

I, (participant's name) s, voluntarily agree to

participate in this project. I understand that the following
requirements muat be met on my part;

- I must be avallable to participate for at least L to
6 weeks.

- I realize that I willl be asked to keep accurate re-
cords of certain behaviors that we will agres upon.

- I will allow Rick and/or apother observer to collect
and record additional information that we will also agree upon.
Y understand that thils project 1s deslgned in my best

interest, yet there 1s no guarantee that all attempts at
changing problsm events will be successful.
If I choose to do so, I may withdraw my participation
at any time.
Signed

Date

I, Rick Griggs, will adhere to the ethical standards of
psychologlsts, as outlined in "Ethical Prineciples in the
Conduct of Resesrch with Human Participants™ (APA, 1973). I
will interfere as little as possible with ggarticigant's nams )

daily work activities,
Signed

Date

P
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Appendlix ¢

Sample Problem Events
unscheduled visits - staff - salesmen, etc.
touv many pbone oalls
employee depending on supervisor in excess
paper handling

- too much

-~ too many times
leaving office without notice
inappropriate sexually orlented gestures
excessive criticism
too little eriticism
too 1little praise
adherence to energy oconservation guldelines
insomplete expense forms
late time cards
. loltering - (wasting time)
inappropriate, distracting noises
instructions not carried out
inappropriate clothing
sating at work
reading at wrong times

businesas contacts {(toco Tew)

-
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&ggandix D

- Verbal Narrative

The firat step in the process of changing these dys-
functional behavior patterns is to record how often they

sctually occur. By deolng thls we can rorm a ¢learer pic-

ture of when, where, and possibly why these problem events
cecur. After obtaining a record of thelr occurrence, our
emphasls will be to focus on both sides of each problem event
{1.0., what comss before it, and what follows it). Our
strategy might also include an alternate, more appropriate
reaponse that would alleviate the problem. KNext, as appro-
priate, we will set up certain cues that will make it easler
to remember what you are to do in order to incrsase your
effectlveness. 'These cues or sids may be wall-charts, notes, ,
index cards, markers, and so forth., We will also set up ?l
reinforeing or favorable consequences to follow what has ‘
heen chosen as the right type of response. These favorable

events c¢an Include allowing yourself a social phone call,

a coffee break, a few minutes of leisure resding, or some
other activity that you enjoy doing. We will make these

choleces together.




s

61
Apvpendix E
Behavioral Self-Management
Particlpant Exit Interview

Student Interviewer

The purpose of this Interview is to give you the coppor=-
tunity to glve candid reactions about the behavior management
program that you and Rick Griggs recently completed. Please
adswer the guestions on this page and then allow the student
to ask you the remaining questions. Thank you.

1. How important were the problems that you and Rlck worked on?

i 2 3 @ 5

very unimportant very important
2. How many of the three problems were succesafully mansged?

— Zeroj; — ©Onej; — two; &thrae
3. How many of these problem events do you plan to continue
working on?

zero; o, OMO; o twos _K all threse

{i. Are there other managers in your dept./company that would
beneflit from a similar program?
Bo; _Zs Yea (1f so, bow many?) 3

- bt

5. How did you feel about the total length of the project?

1 z GO 3 . 5

just right too long

too short

6. How much would your dept./company pay for a professionsl

consultant to provide these sane services?
K $500; ___ $1000; other $

nothing; $100;

(The mesn rating has been circled or checked)

M
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7. On the average, how much time per day did you spend record-
ing your data?
o two minutes; ;E; flve miputes; — Yen minutes; other
8. How well do you think Rick knew what he was talking about?

R

barely got by reasonably well knew it in detall

(glve to student for remsining questions)
9. Dld you experlence any negative reactions (e.g., complaints,
confusion, stc.) from other workers, staff, or supervisors as
& result of this projsct?

None at all

10. What did Rick mesn when he said that you would be "working
on both sides of the problem", in other worda the "S-0-B-C pro-

cess™ with the cues and conseguences?

Six participants were sure, and could explaln it well

11, Wkat could Rick have added to the program to make 1t more

effective for you and your dept./company?
Two mansgers mentioned a "group” effort. One said

that the graphs could have been more professional.

12, Bow did you react to Rick's presentation of 1deas? Was he
too simpiistic and artificial or was he appropriate and on target?
All were pleased and said that the ideas were right

on target.

.

L. PP —
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13, In your opinion, was Rlck genulnely concerned with making
you a more effective manager? Or dld he just want to get

his project done?

Most said "genuinely concerned™; two said "both",

1);. Were there any problems created by the students who col-
lected your records?
411 said none at all; most managers wanted to take
more time to casually "chat”,

15. Do you think 1t was necessary to send students to collasct
the information or could Rick have gathered it at the regular

times?

Most sgid that sltherway was fine but that Rick's time

was most llkely 1imited,

16, Did this project remind you of any workshops or semlnars
that you have attended? If so please describe them.

Some sald "time management” seminars.

17. Is there anything else that you would like to add?

Most were pleased with results and impressed that the

actu time {dall investment was s all.

Thank you very much for your time, Rick will be contact-

ing you shortly for some final detalls.
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Appendix F
Student Questiorihaelire

Library Department

(Circle the appropriate letter)

1. How long have you worked in the department?

A. One term B. Two terms (1 yr.) C. Thres terms (1% yrs.) D. l terms (2 yrs.)

E.
2. How many hours & week do you work?

A. 6=10 hrs. B. 11-15 hra, €. 16=20 hrs. D. 21-25 hrs. E.

3. In the past 2 days, how often have you talked with the Library Director ( )?

L. Zero Be 1 time C, 2 times D, 3 times E.

he In the past 2 days, how many times hes the Supervisor ( Neme )} initiated a

conversation with you?

A, Nome B. 1l time €, 2 times D. 3 times E,

5. Name 2 things that you would like to see changed in the

1
2'.
6. IList 2 things that you enjoy about working here.

Department?

P
2 »
COMMENTS ¢
BT TS
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5.

6.

7.
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Appendix G
LIBRARY STAFF QUESTILONNAIRE

While you are working, who do you come 1In contact with
the most?

Who are your supervisors?

Do you find your jJob satisfying? Explein

How often do you talk with the Library Director ( R 4

What type of things do you talk about? ({(e.g., soclal,

aﬁrk,'businass, career)
What do you like most about your job?

What change would you like to see in the library?

EXPLAIN CARD
# of contacts over the next two {2) working days
Divide them into work-related and soclal contacts

Do not count today
Only count ones where Mr, ( Name ) approaches you
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2

3

Te
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Appendix H
Agribusiness Questionnaire
(Participants Pour, Five, and Six)
DATE
INTERVIEWER :
WORRKERS ' INITIALS:
(optional)
What is your position/title?
How long have you worked for ?
Who is your supervisor?
How many times has your supervisor talked
(Do not

to you during the past two (2) working days<
count today)

Wwhat do you enjoy most about your Job?

ou would 1like to see changed,

as Tar as your Job rasponsibilities are concerned?

Would you like to describe gour future plans? (Next fow

years)
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Appendix I
Behavicr Change Rating Scale
Please rate the followlng 23 graphs on the ameunt of bew-
havior change obtained from baseline (BESIN) to treatment (SOBC).
Write only on this sheet (not on the graphs). TUse the fol-
lowing scale to make your decisions. Check each graph number

carefully and mark the approprigte number on this sheet,

2 2 3 L =
no change -1ittde. medlium amount  considersble dramatic
at all change of change snount of change change
14 3,6 S&_3.8
18 14,0 5B 3.1
16_3.9 5¢_2.3
24 L. 6A L.1 *ggzx:eﬁzzgngs. are
2B 3.7 6B L.6
2¢_h.7 6C_3s2
38 1.4 78 _Le7
38 1.0 7B_3-3
7G 2;-7
ha_3.6 84_2.6
4B 3.6 88 2.7
bo LT S s

Would you please make a qulck check to see that all of

your answers. sare in the righi spacesz (number-3 only.has A

and Bl ‘Thanksl
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