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ABSTRACT y S
Tﬁzs stuay examxnes a naturally occu:r1ng experxment

in a large urban hospital faced with budget cuts, in which

departments were ordered to reduce employees' cvertime without

jeopardizing service quality. The study focuses on two departments

that chose to use behaviot modification technigues. In one departme t

(Radiolody) the intervention combined behavior modifications

‘techﬁigﬁés with part1c1patory management, while the second (Emergen

Room) used only behav1or mod1£1cat16n techniques. Both interventions

were generally comparable in staffxng and in demands- for overtime

use. An interrupted time-series analysis was employed to measure

trends in overtime usage before and after the introduction of the

“interventions. Results indicate that a combination of part1c1patory

management and behavior modification techniques led to_a more

efficient reduction in overtime tﬁan did behav1or modification

techn:ques used alone. (Autﬁor/TE) A
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' Abs ct - . ) ' .
The present study ‘examined g na :ally ocgurring éipériﬁént

taking ﬁiaéE; in a large urban hoapxtat faced with budget cuts.

d

Bépattﬁént§~ were ordered to reduce’ employee overtime: .usage

!
)

without jeopardizing . service quality; the specific iééﬁaa f;ﬁ
n

reduction was left to the departments tead. Our study focused-

two derartments which chose to wuse behavior ﬁaafgcatioﬁ

-
[}

techniques. In one department {Radio: ong the Inte:ventxon
] .7: ) ) - o 7:777 . ) <
caﬁbined behavior ﬁbdificatibn technlques "with pattlcfnatory
' A\ . .

.management, while in the SEcond (Emergency ﬁbbﬁ), aniy behavior

-

modification techniques were uaed; Both interventions focused on

the behavior of supervisory staff responsible for. ascigning

overtime.  Analysis of the &épartﬁénté supgested that they\vere
by

genexaiiy comparable in stafflng and 'in demands for ‘overtime use.

5 o, B . . S

o B
Y . B -

An interrupted time series analysis was employed to measure

trends in overtime usage before and after the introduction of the

interventions. “For_the Emergency _Room, this ¢
'd

isted of 52

3

»| °:
]l

°-

weeks prior to and 54 weeks :fbiibﬁing the intervention; ,in
. Q ) ) . R S -
raqiology;‘the comparable fxgures were 52 weeks pre and 38 ‘weeks

post interventiot: Results. ind ja’ea that a €ombination of

par tqupatory management and behavxoihmoﬂ1fzcat;ondeechn ques led
to a ﬁoge éffiéient reduction .in 'overtxme thdEn did behavxor

¢ “‘;'.;

modification EEEEnxques nsed aione.r c o
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Service. 'Corps. These
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Organizational Belavior Charge:

.
0
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on Techniques with and

The present stndy examined

cnnducted w1th1n ‘an urban hospxtal. fwv interventibn strat egréé

were applied to ‘the problem of r

-

d1f1ca ion. techn1qdé§3 used

(a4
m:

was used in a ééﬁaEaEé hospi

research WaE to asEess the effect

The next ééEEién,of this pa

-

context that 1led to the .part

special prbbiéﬁé in'“applyxng

service organizat1oﬁs (HS0s) and

on behavxorai and cognItIve appr
Ecofforic Considerations

Virtually 'all +hospital fa

recent curbuience in

cilities been aff

. i | Page 3
0rgan1zat1ona1 Change

The Effectzveness of Behav1or;

4
-y

‘organizational ‘change etforts

educ;ng staff overime: Behavigr

alone and . behavxor modification

choiqufs combiﬂed with part1c1patory hanagement. Each stra;egy§3

? ' . _ _ _
GHI department:. The focus of the

txveness of the two intervention

|
N(q

' - N o
per' will outlidne the _\ecnnomxc

t L
icutar Interventions atud1ed, the

change interventions to human-"

+

‘some of the pertxnent literature

oaches to change.

4 .

s - S 2 N A
the ebbnbﬁlc»cllmate. Years of 1nf}at1on_d' “

spendxng (as a means of cont:oiixng Infiatxon!) have hurt most

hospitdl and health care faciii

cuts have had a partlcularly dr

health care programs;‘efé;; Medic

b

" |

N

employneni\‘ates and local economies. The depressed economic

A -

ties (McLaughlln, 1982). Such .

amatic 1mpact on federally funded

-

h

._a |

care; Medicaid, National, He

acks have iégniive}iy affected

| e .
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cIJ/;te -also affects the payment behavior 6E ‘consymers, who pay

‘more stowiy (if at all) for hospital services ‘they have received

(McLavghlin}, "1982). All "of these 'factors have had a direct

impact upon cash flows and monies available 'to. hospitais. The
shifting of costs Eruom the public to private sectdr over a
L S ) ] o o . B}
reIat:ver short perxod of tiﬁe has demanded that hospxt 1

develop efficient mauagement strateg:es in a cutback ‘environment.
. 4 : . i . -
. \ 3

One reaction to the fundxng sztuatlon has been the demand by
7 diffe:én%' organizations in the pub11c sector to seek help from

various. government sources, philanthropic orgznizatibﬁs; dr other

fL‘d:Ln;g'-,sources. The wupsurge 1n demands for funds’ has forced

such funding organizations to be more aiécriﬁiﬁétiﬁg ¥n their
g of , ;

giving criiefii“'(ﬁctﬁughiiu; 1982) and seek*-vut —efficient

organ:zatxons. Thus, EEeEE is an additional pressure- ‘on health

care facilities t6'~dempnstrate cost efficient ope:atxon and“

:
1

ol

accountability.

s

.

¢

The cﬁr}eﬁi adﬁiﬁistratian’s ‘desire to .transfer & greateér

L i
ol

6

o

en of ﬁeiiE

: & A -
reduce .the current deficit as well -as to EEiﬁﬂiiEe competition im
.the marketplace. Unfortunately, the health care Eifietﬁliéé; as

compared with most  private seltor industties, is subject to
$ . > _77:7777777 o S o
strict regulatibn .-and governmental policies that imhibit their

potential to compete- (Kohlman; I1981).° For &xample; Medicare:

. e B R o L . ] T
regulatons for reimbursement have previousiy been set up in a way
that prov1ded a disincentive for managerial efficiemcy. New
regulutions, e.g.; the ufe of diagnostically relatsd groups as |

y o . . . - .
Y \ )
. ] ° 4 - ,
/ .

\
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care; *have  begun; to reshape this

{ -

H o

the payment basis in Medi
tendency. ' 2 .
Taken tagéether; these factors have caused hospitals. to

Y

evaluate internal and external factors affecting the efficiéncy
of their operation. Effectiveness iﬁ;,hii&géiiai approaches is

"4 !

imperative in order to provxde accounc'b to the community
served (McLaughlin, :1982) and to ensure cost éffi’zéﬁt operation.

; ‘ ‘ ' N . . i '; ')’ ’ ~ o ‘ L] - ‘ ' - . i

‘a4 4+ | Organizational Development -in Human Service Organizations

r

- R L R I P R R E——— s —— . -
The ‘'economic forces described above are forcing many

hospitals, ;Y// ve11 ‘as .ﬁﬁﬁaﬁ - gervice organxzatxbns (HSOs)a{\

.
~

general t6 EBEEi&éE radical Chnﬂges id their . operating -

environments to increase efficfency: Bistorically, HSOs have
. - ) ) |7. v ] E . e ) c . ) ) . —/7 . ] 7

been criticized for their managerial deficiencies (Mclaughlin, -

i§82){ yet such invectives, ﬁﬁiié— having some factual basis,

1arge1y reflect & lack Df understanding of the un1que dynamxcs of

BSO0s. The differences’ btheen- BSOs _and most private sector

'

als and | health care

fadl

i

o |

businesses are clearly exemplified in hos
- . . ’ . .

centers. . o . .

.

.

Fouzes and Mico (1979) have’ “characterized HSOs aﬁ'Tﬁloo %iyf
: 1 ’ Lt s o
ébﬁﬁled organxzatxons T in contrast v:ch -most ?rxvate sector

éﬁtérﬁriééé thcb are "txghtly coupléd. This means that Eﬁé(“
'different. ' levels of the organxzatiaﬁ often have different goals,

constxtuenézes and greferred ﬁetﬁbdbibgiés for ;écibﬁﬁiiéhiﬁg

N - B
thgif "work: To illustrate, - ﬁb%t¥fh6§ﬁitﬁl§ consist of thréé”

'\:.;4

sepgrate domains of activity (Kouzes & Mico, 1979): a policy

v

-
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domain, where governing policy is formed, a management domain,

wvhere: ﬁ@ii&i is transiated into day-to-day operation; and a
;service delivery domain, where professionals and other support
. - ST . Pt o ST
st4ff perform the actual health care funmctions.

; Each domazb is ‘characterigzed by .its owsn unigye rules,
structural mékeaﬁ; and measures of success. Table 1 illustates
some of the operational differences of each domain.

. . . ’ ) -

\

B T

These domains operate largely as separate entities withinm the .
[ . ; .
(lqle organxzatxcn. Problems arise when one domain is perceived
. d

. ' .- -
to transgress into the xerfitory of another, e. g., medical $taff

ébjeét-ivhgn decxsxons regard1ng operatxng prccedures nffect .the

- ) . .
way they choose to .deliver medical care.
One consequence of the diffetences between HSOs and.
. AR . . “ . -
sector organizatio  is that many of z%héj organizational.

development strategies that have emerged from the private sector

have, been ineffective when directly applled in HSOs (Welsbord,

1976;  Rouzes & Mico, 1979).

_ . - . - L R .
-Behavioral Science and Motivation (/

% : o , -
The literature dealing with béhé@iﬁfahhgbiéﬁbé _éﬁﬁlitétibﬁé

"to motivation has had ‘two major themes: fifét; an 1nternal

- -

motivational or cognitive approach,; which is concerned wi h the @

=3

V. “

Y 4
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“ mental processes which.affect behavior, and second, a behavioral

approach; which is characterized by an emphasis on environmental

cues to behawior: “CogniEin approaches have been concerned With
the role of expectations; adtitudes; and needs on Behgﬁibr} The

-bebavigrist’ perspective draws wupon Skinner’s (1953) work with --

.~ environmental stimuli on learming.  ° Coe
# . i ’ s y . s N ) t

# ContempoOrary management theory Las largely been dotiindted by
R ] . LY
theories' reflecting a . cognitive perspective. For instance,

N

. management has traditionally been well-versed in Maslow’s (1943) - .

Biﬁf&?éﬁx _of needs and McGregor’s (1960) Theory X and Y appgéacﬁ <

to organizational analysis. Maslow’s theory reflects the_

<

cognitive approdch in that he identified how various need states
motivated individusl behavior. McGregor s theory imcorporates®
: i ’ '
~ Maslow’s notion gf. higher need states yet also attaches a high -
5 7 : o >
‘degree of importance to the environment ° as an iﬁfiﬁ%ﬁ;é om

T : o2 R e . .
behavior. . This emphasis on environmental factors is consi

i

o
n
B -

t

[
[« 1Y
€
(Y
[y
-]
[+ ]
o
o
™
=]
o
[y
ar

. -] ) o . 7 ) - . 7 . )
with the work of Skinnmer, who saw the individeal as being molded <f(
by his surroundings (Nord, 1969). : '

3

%5 1ee

- . Other cognitive theories which have become popular in the -

* ) N i

management  literature include those of Vroom (1964). and Locke °

*(1968). Vroom’s (1964) expectancy/valence theory stated that

°

N

behavior is motivated by an individual’s expectation that actions

. | - - . L . -
will result in desired outcomes. Locke . (L968) strongly
g ; e 2

-

.. emphasized the importance of cobscious goal-setting:in motivating
o . . - .
A

s theory became the cornerstone of Management

M

human aetions and h
. : : M ;. T ~ \ | . i R . ‘{ l;"m
\)4“ B . ) I - . 8 . ‘ , )
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S§ Objective (MBO) programs. In a2 summary of research concerned

with the effects of .goa1 setting -om behavior, Locke ¢(1968)
L o o~ , : ] ‘<
concluded that the moEEl difficult a goal was to achieve, the

\
\

greater the effort that would be expended to achieve it. That
. : ' % -
is, Eﬁéy;xndzvxdual 8 perception of goal dxffxculty drctates his

actions. The perceptxon of goal dlfflculty is based on the idea

- »

that wan seeks to control his envxronment through cognitiﬁé

processes (Brandenm;, k966). Studies assessing goal difficulty ‘id .

relation to performance oWtput confirh the notion that CGgﬁitibﬁ

‘dictates behavior(Dey & Kaur, 1965; Mace, 1935; Lacke, 1968)

-

4

The notion of participatory management, a concept largely

orientation. Likert (1967) believed that such & system, which

permits the expression of~ worker” s needs and goals in the.
P : P 7 wo g 18

decision-making process, resultd in- a more effective . and
) . B - . ‘ ] o
satisfying work enyironment. - ‘ -

‘4

is its “conmcern with external environmental
relationship to behavior. One advantage to the external approach
ic that by limiting itself to observable stimuli, as opposed to

speculating ab-ut intermal factors ¢h ‘as need states or

-]
B

-éXpéCtitibﬁé, it iéﬁdé itééif _rézéii§ to étﬁai By management.

°

and . Kreltqer (1975) ui%df’iQ' aéééfiﬁé Eéﬁ avior modxfrcntxon

apﬁitcatxons to organ izational settings. "1In Eﬁéféf_MOD'approachfﬁ/

* -

Béhéixéf' is. cont:ngent upon . environmental factors, and néﬁ'

.
- |

A /- . ! }
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cognrtxve reasoning processes.

The ;heoret;cal base of the behav1or18t approach is the vork

of ,F( Skinuer (1938). Skinner argued that learned behav1or

was the result of 1ts consequences. ﬁéarﬁiﬁg arose from e;ther

“

réspondent or ' operant - conditioning. ~ Opsrant ‘conditioning -is

significant &s it is- & respomse. that ‘“cperates”  om | the

environment. In other éaraa; the réégbﬁaé"iE'a'dirért,réaﬁit of
, : - cne - _ ey o
‘@hat”it‘éiii CEUBE;“iﬁB ccaaeqaeacean The Eéﬁéédﬁé@téé' act as |

reinforcememt of deaired behav1or. ' ; | |

.
v

related to Qrgaﬁiziﬁicﬁai behavior change 're ef lected cognitive
theorles of mot1vatloh (Nord, i§6§§ : ﬁ shift toward greater use

. . : i ]
of behav1or mod1f1cat10n approaches 1P bus1né£§~"é;t1ngs occurred

during the late 196078 (Andras1k, 1979)" One explanation for the’

J— B .'.‘

.lack ~ of behav1ora1 approaches prlor*to thls tlme can be trﬁa'té
B - rd - B B
Skinner and his réééirch techniques. As suggested in one of -the

classic articles on uehaviorist techniques is induétry .("At Emery
Air Eréaght“; 1973) behavior modification has béen unpopulafr

14

because of: , o ; )

rﬂ

Skinner, hia»aiiégéd totalxtar'aﬁ e ﬁlngs, his denial of

" free-will, snd hé.i”éécapablé fact, that hzé tﬁédry for
‘ /.ﬁﬁﬁaﬁ-ﬁéh 1or 13 rbbted 1n his experlments v1th plgeona.
' People seem to resent a theory :ha: seems to. suggest that"

 they are. not much brlghter than pxéeons and can be

N <
led in éiﬁiiar ‘ays, fﬁ. 5\'6;')' . ::"' » ;'

£y

v

. Prior to 1968, much of the- behavioral Eciéﬁcéi literkture

:_*7, R - L '7’7',-7;7 L;\ .. _ .
L5 ;olemrc, behavior quifica:?bn techniques have been

Tor

&
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éhdﬁh t6\be effective in a varxetjdpf 1ndustr1a1 uettxngs (e g.,

'\ - e

"Emory Air Fn&aght"; iéié; Komaki,; Waddel, z‘ :Pearce (1977);

-‘Aﬁdfééikg_ 1979) as, well as in BSO0°s-(see Ayllom & Azridy, 1968;
- . ’ b o — S -
Pomerleau; Bobrove & Smith, 1973} Quiligjch, 1975; oper;
Thompson, & Baer, 1970; Van Bouten & Sullivan, 1975). 5
The above research indicates that motivational theories with
bpéh internal  and -external focuses bhave been ‘successful.

Bebhavioral scientists have been split in their opinions as to

which is more éfféctivé‘éhéﬁ applied in organxzatlonal settings
- -- .
xS

(see Parmerlee and Schvank (1979) for their analysis. of the LocRe_

[

(1977 1979) versus Gréy iié?éj debate over the: applxcatxon of

behavior modification techniques).
. .
Fedor .and’ Ferris (L1981) have argued that much of the
;E&éﬁitiié?SéEéViEf&l"aéﬁéfé may be irrelévant, and that both.
‘ ° p : . .

haviorist nethods -can be effectively combined . in

cognitive and 5"7"

dcveloping ffe ctxve o;géﬁiiétxonai IﬁtéfééﬁtiEﬁéq For example;
N~ __ o ___mw_ el L .
Fedor &nd Ferris (f98i) support employee partxcxpatxon in

establishing OB MOD interventions. They note .that ﬁiitiéiﬁitxonn

e
hés been demonstrated to aid, in. individuail é?&ifﬁ; job ¢

entrichment; and ,f6§téf§ﬁg employee involvement on _the job.
EBEEEQEE; they state " that previous research using behavior

i&own play the roie of ﬁi?fi&iﬁifiéﬁ. *TEE lack of Eéééi?éﬁ

asseris:mg the effects of OB MOD combifed with a part\gcxpatbry
" factor has Led to. an, uffortunate state in which "no truly-

eclectic approach has emerged to functionmally integrate aspects

A F
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of OB MOD with the cegnit've' orientation of widely espoused
managemen® philosophiesa" - (p. . 116). The ﬁEéEéﬁg\ﬁiéééEEEﬁ
represents a first attempt Eiﬁ integrate these ®wo perspgctives by

assessing the rolative effectiveness of two OB MOD iiié?@éiiibééq

onme utilizing. participation, the other not.

- R - -

Research Issues '.5 )
N This \research assessed the time efficiemcy of  two
motivational -interventions .aimed at large scale organizational
behavicf change. Both intervenmtions were intended "to reduce
overtime use within departments of a large urbam hospital: Im

™

-

one department, the interventionm used aspects 'of a cognitive

R . B R R D . Lo =_ .4 __ _ . _ e _
‘ motivational approach, participatory . management, along with

.

behavior modification techmiques (PN/BMI), while in the second

department, only a behavior modification intervenmtion (BMI} was

used. These interventions were designed to change the behavior

-~

of supervisory level personnel i. regard to assigning ‘overtime.

f - .

ﬁ?pé;heses

The specific hypotheses examined were:

Hypothesis 1: A PM/BMI will casuse reduction of overtime

usage. ,‘ .
Hypothesis 2: A BMI will cause reduction of overtime usage.
Bypothesis 3: A PM/BMI will reduce overtime more rapidly -
- . /

<

than a BMI. <

-*|

>



) Due to the in vivo natuya iagi-experimental

design was employed ng an interrupted time-series analysis

(Box & Jenkins, 1976). Overtime usage in both -departments was

measured prior to and following the intervention.
Time-series oBservations, in the form of continuous weekly
overtime hourly reports, were provided by the Radiology (XRAY)

. #and Emergency g56@ (ER) departmenits. The ER  provided R
#ppréximately two yea;E of caqt}ﬁﬁbué data; 52 weeks pre and 54
weeks post iﬁterveﬁtibﬁ,‘féhii%\ XRAY provided 90 weeks of
continuous . data; 52 weeks prg‘aﬁa 38 weeks postintervention.
The préiﬁteiveﬁtioﬁ 6ver£iﬁé d&ta bad been descriled as & typical

representation of OT usage over the last three years by the
wespective fepartmental chiefs. -
: In order to assess participation, thz\\?ﬁdgpt
feinforcement received; and obtain am accuy
;| departments prior to -and during the interventiom per

- =

structured interviews were condicted with key personnel from each

".o . o R 7 o ) ) 7
; department. This was necessary since the researcher had né
. control over the nature of the intervention or the schedule of o

- reinforcement used. Interviews vere conducted with - altl

sUpervisors involved with scheduling overtimes Department chiefs

were also interviewed as a potential check on the accuracy of the
responseées of the supervisors.

="
. ; N
] N ".' o ,
Lie ’ 13 N
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ﬁéééfiiii&ﬁ of the Eﬁ;if&ﬁiéﬁf
& . < . : - .: :

Department structure. Thxs section will pr6v1de am ov%rv1ev

‘o the two departments as well as descriptiéﬁ of the chaﬁge

-

AT S : T : S p .
"methods used im each. Table 2 presents & summary of, various

. N - R
demographic features df both-departments.

- a o
iﬁser} Table 2 about he?e . '
—
. A suggested by the Vdata in Table 2, both departments
consisted of staff at varicus skill levels who were involved in

‘stressful ﬁéri. Compared\v1tb other hospital departments, both

'ER  and XRAY had high overtime usage. Althougﬁ fot. identical, it

5

'was felt that the two departggnté shdééa enough similarities to .
L — -
permit meaningful .interpretation of differences arising form the
differént interventions applied. , '
: N : ' .

'

b
Interviews were comducted in both departments with all line
i : :

fupervisors as well as the department chiefs

.Each of those

m\ D\P\

L’

o
~

interviewed had been in the department for the entire time period

oo o 4= ~
studied. ‘ +
Le | . .
. . ‘ . '7 o . i a ~
> The éiitééﬁ,ﬁﬁééfiéﬁ survey gathered information on ’éé?érél
‘ rd . B
issues. Re spondents were asked about thé causes of overt1ﬁé as

vell as detalled 1nformat10n about the structure of the reductlon

o

interventions,; _1.e.; envxronmental cues; feedback,(posxtzve and
. g .

negative), reinforcement; and part1c1p2t1on. ﬁ iumﬁai§ of -this

,,,,,,,,,,,, . .
Coo.

- K S e ; ;14
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T A11 supervisors reported similar reaijns for overtime

aséignﬁeﬁi; ELEY sick time, vacation, . personmel ghértage;
S 2 £

disaster or emergency 51tuat10ns..'iﬁ"édaitiéﬁ; ééch department

had some ﬁﬁxqué circumstances which contrlbuted to the largé OT

use. : ; _ 7 ‘

. '.- ‘; \
: IN the ER there was not policy for assigning overtime.
Typically, supervisors .ié?igﬁéa'iéiértiﬁé on a voluntary basis

with little effort to identify employees for whom the additional

hours/ would not create am overtime situation. Moreover, not all

, i
ER personel, Eva” within - a given job <classification, were
qualified to. work ia all needed positions within that
classification. “Most supervisors stated .that as a result of

"these iiﬁitétﬁéﬁé; the emphasis was in fillimg & position, not
. _ 7 :

.

worrying about the possible OT consequences.

In- XRAY, 24 hour qualified personnel was also a requirement.

]

lIﬁ éaaiti6ﬁ; OT would often occur if a case vas in progresqjand

the attending techn1c1ans could mnot leav&J_

‘Another lacge contributor to OT within : XRAY was a

3

semi-annual job called "purging". Purging involved the physical.

removal of six. months of x-rays from the fédidiég? file room to a

storage vault,-.a process that traditionally had taken thtee to_

five weeks. Inm past yéiih; it had - not been ﬁﬁﬁéﬁéi for +the

y ~

. S < , : )

=
m f

.
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‘assignments., They are described below (see Sweeney; 1984 for

-focused omn cbangxng the process by which supervisors assigned OT.

. - Page 15

. T R . Organlzatlonal Change
, & .S o -
Finally, one of the more consistent OT abuses dealt with

.punching im and out at the time clock. Supervisors agreed that

.many steff in both departments tended to either punch inm -early,

punch out late, or both; creating overtime:situations. _
The Interventions

departments focused -on the - line

e
u |
o
[« 2]
2
=2

e s ' R
The interventions

responsible for O%

]
e
u\
0l
mi
[l
o
m
«
g
(L]
H
n

supervisory  staff,

more complete. des ri ﬁﬁi655;% T

1 - ’ -h
‘~ The ER chief devised the intervention method wused im that
aéﬁéitiéﬁt 1BET)\ She first assumed schedulxng respons1b1&1t1es

for ail staff. This left 1lime supervisors with the task: of
, ;

— o

assigning OT that had not beem scheduled in advance: She drew up

. .k . .
a chart listing the names of all employees; the positions they
Gére qualified to fill, and whether they were full or §§rf-tiﬁé
éﬁﬁ&&iééé; She then began éé "educatonal campaign", which

R .
[
Yo - - —

This campaign “was conducted through -a Bseries of Bstaff
mééEiﬁéE in 35%&8 Eﬁﬁéi@iébis were ,taught the ﬁraﬁér ﬁétﬁdé for
m&ﬁiié 0T iééiéiments. Suﬁééqéeﬁiii; aii. supervisor behavior
regarding OT assxgnments was reinforced following i,bb?tiﬁﬁbﬁév
reinforcment (Ferstef & Skimmer,: 1957) schedule, i. ' e., all’

statements or actions that led to OT réduction were positively

reinforced, while such actioms that did not reduce OT use were

)

negatively reinforced by the department cl ef.

M 51
Cb‘ﬁ

[R&C‘

wll Toxt Provided by ERIC
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rexnforcment reguiariy’

The , ER ‘chief- reported using nmegative 4md | poaitive

= Organzzatxonai ehange

All linme supervisors reported that these contacts impacted

upon their ©behavior in a way that peduced OT. The ﬁajor~reaaoﬁ

stated for this iﬁp;Et was that“the issue of OT was -in their

minds, therefore making them more conscienticus when assigning

0T. The  ER chiéf _concured With this in stating that

Eﬁpervieora eventually followed the procedure she outliped

result of the ser1ousness ehe attached to the issue. Few

T
)

supervisors, reported their efforts as —iﬁétrﬁﬁeﬁtai in.

reduction effort, although thexp chief felt the1r efforts had

N .
N

'@ very positive effect upon the isuccess Of thé program.

. The 1nterventlon used in XRAY was more - complex since

<

the .

had

) ihé;ﬁrocééa‘eo”s sted of three supervisory group meetings

: _aﬁa an add1tlona1 individual meetlng beti en

tEEMXRAY éhléf.' I&E first ﬁeetlﬁg iﬁtfodﬁbea Bﬁﬁétiiioti to

hospital . OT reduction - mandate, by provi&iﬁg background

m

information regarding finance

and fSa&gétari restrictions.
[ .

Supervisors were then .asked to consider “hat could be dotne within

N - +

their ateas as well as department-wide to reducé OT. The -second

meeting was a Briiﬁitofﬁiﬁg session in which ideas

integrated in a éai‘tﬁ" pro?r&é@ consi Etéﬁé; across areas
- -

.and:

prevented changes in one ares from impacting negatively on

7 3

another areas: Pians were fxnalzzed defzizag exactly what would

ﬁt'-

L e
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at approximately the same time
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s
;/

v

The plan basically conszsted oﬁd%taggerxug ”eﬁﬁidyee _hours,

stressing puncﬁiﬁg the tzme-tciock, at - the correct times, and

preparlng staff for the eventualxty of hav1ng to. Wérk an some

_ occasions short' staffed. = The plan was announced at ‘a general

staff meeting for aift 8e§artﬁent eriployees. Later,  section

meetxngs were heid?'by each 11ue Supervisor to further clarxfy

.and receive suggestxons

e
gl
[¢]
[« 2
B
e
X
09
O
o
-]
=)
1]
(1]
u
-]
<]
L
<
(1]
"1
m
[l
™
Hh
(2.}
oL
[«
o
n
"
.
[«
B
@

'tﬁit, would be conszdered if seen as a way of ;mprovxng the plan.

BT : , . -
Since. XRAY s intervention' cﬁiucidea ﬁith a hééﬁitﬁi;ﬁiaé

reduction effort,; - cdeﬁf to change were re d ly eV1dent in the

envxronment. Some of these cues were provided by the hospital
the intervemtion: A letter describing the fimamcidl
. R I T o L o _ _ o
plight of the organizetiﬁh and the hospitals stated goal of a 402

reduction of OT during the E;rsl six months of the fiscal year;

o, ) : . - _

wag sent to all emp16§ees via their paychecks. - In 533iti6&;

o _e

articles regarding efforts to cut costs appeared -in the hospital

newspaper in two issues preceding the start of the intervention.

Positive and negative reinforcment were used in XRAY along a
L . o S . - ; ) o
fixed. interval schedule. Verbal and written reinforcment occured

R . - + . N ] i
4 . I - _ - + %Y - |

h week and month. Wfitten

b\

feedback wa§~'pésitive2§ﬁd céﬁéiétéa.évaEicﬁiitea results of OT

-reductlon and a cue "keep.up the good work".. Verbal -feedback was

e1ther positive or megat1Ve as was warréﬁté&‘ﬁi line- supervtsory

behavior. . T R

"l
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[ P oL —

I
nd all felt that their efforts Eéfé Viiﬁiﬁ;é " in
réduction of OT usage. This is in EéBEEEEE to the ﬁéEééﬁfiéii of
) ER supervisors and Suggests EB&E’Eﬁé particvipatory &spects of the

intervention were successful. :

©

® N ‘ : g ' .

. . -

from ‘staff regarding the OT policy.. Many were unhappy with the

" loss of extra income. 7iﬁ£ere§£iﬁgiy; XRAY supervisors répbitéd

- feeling " a high degree of stress durxng the intervention period

- while ER supervisors reported no change in stress level:
i ) . L ‘ . .

Both déyartﬁéﬁts felt that - the reduction had been
gﬁccaésfui- ER superv1sor all characterized the program as very
é""éééfulq vhlle XRAY supervisors rated it from somewhat to very

réﬁértéa iicrease in stress 1

o

o

[
o

suiccessful. This aay réfiéc:

: o A .
ased its use of part:time employees

o

.thls depattment. The ER ificre

dur1ng its 1ntervent10n while XRAY decreased the uws e of part- time

Q - _ _ Toa
employééé. Both departments reﬁdrted servxce dé}iiéti levels to
oo

be the same or hxgher frOm prevxous year rs.

:" [
SO

Resilts

[

Tlme-xérléé analysis was used on the overtlme ‘data to

~

determine the, relative efficiency of the two interventions.
. . : ‘ .

”VTiEé-Eéfiéé_&§§i§§i§ is a statistical ©procedure iﬁiéﬁ; when

.applied to a series: of . sequential obser Vattons, accou

changés other thnn random error. In Eﬁé' present case; .this

» . ; _ _

Qo
|

i/ ° . Supervisors im both departments reported mixed reactioms

-~
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B ' . B
analysis ] permitteg the separation of effects caused by the
interventions from ?tﬁét variations in the data ' arising® from

rando@ error, seasonal trends, etc. (Cook & C&Eﬁﬁéii; 1979).

.
The current study used ;Bé ‘autoregressive, integrateds,

ﬁb%iﬁg average (Kiiﬁli time= serles model; based om the work of

Box and Jenkins (1976) BEMDP (Dxxon,r H;_.»3{;‘ Brown, M: B.,

Engleman, L., Frane, 'J. S W.,-BiIl, M. &.; Jemnrich, B: I.; &
Eoé;rék, J. 'D., iééjj statlstxcal software vas used . for Eﬁii
analysis. . ) ) -
i S a el
Béé?ééllj; two tjﬁee ef Eﬁiﬁges were assessed, abrupt, which
represents a signifieant and -h- hly visible ghift im ‘the

time-series data; and gra¢uai, which’ represents.a slower 'up or
B ® Sl o R
down - drlf; in the 'data that demonstrates, ultimately, a

éigﬁifiééﬁt departure from the time-series trend. Change _was.

expected “to appear, through :éﬁiiyéis of the pre and post

} ¢ “ .

tnte;venﬁiéﬁ time series of ‘the tvo ‘groups, that would be either
immediate  and statistically significanE or graauai and

statistically s Ign:fxcant (Mcbowall, ﬁéteiry; Mexdxnger, & ﬁiy,"'

oo — - —

estimat of various statistical parameters from the évertiﬁe
data. The reader is referred to Sweeney (1984) for a more
complete discussion of this ﬁféééiijb .
. ) _
_ he']

- ) i

Data Analysis

|
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.

_Two dxffeEent KRIMA models were determined and  applied to
collected from the XRAY: and ER
,,,,,,,,,,, I L . L . T L o
departments:. There were 106 ‘weeks éf data from the ER ‘and .90

the - weekiy overt:me dat

. Km‘

‘s

" weeks from XRAY. & graph of .these data, when 1nspected vxsuéii

s A I o . .
indicated promounced reductions iﬁ 0T use in bb:b déﬁartﬁéﬁté

© (see Figmre'T). - - ‘ . ' ,
. n : , ¢
Co - . Insert Figure 1 about here
¥
3
i

used om the

[ 1

An' ARIMA model of order (P,1; D,0j :Q,1,10) wa

ER data as it met thg requirments for acceptance dictatéd by

m
m
H
1)
(. ]]
"
(ST
B8
[+]
"
[1-]]
[ ]}

(1979, p 396). The ram

=]
[-]]
=]
(=N
»

[«
Y
3
o
=]
=]
]
Pt |
- |

rman

o

ow

o M

]

er

€

T
EtétiétiCEii?'é 1f1cant, v1th MAl= i(iéé - Fi;.i?; P<.001;
MA 10=-T(100)= 3.79, P<.001; AR1= r(1oo)- 18 %5, P<.001.  Only.
one parameter 'did  not significantly aid iﬁ; explalnlng the

time-series process: the U polynomial, used £o0r assessing abrupt
change, was not éigﬁif;béﬁt;:T (100)= =1.55, .1 < P < .2, iﬁéré

polynomial, which assessed gradual effects, was significant, T
(100)= 18.94,  P<.001. This Bsupports the hypothesis  that
significant behavior change occurred im the -ER  from the

" intervention  and ‘that the trend of this change can be described

' as a gradual reduction in OT use. The model accounted for all *
© activity in the time-series except random error.
. , In XRAY the data were anaiyzed §§ 'a 'similar manner: ° The
] ' . - . 5 :

model chosem for the XRAY data was P=l, D=0, and Q=1,3. - This
mode} met the requirments for scceptance according. to Bowerman

ER&C‘

wll Toxt Provided by ERIC
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' and 0°Connell €1979,, p. 396) and 'left only random error

unaccounted E£or inm the seri es . - rﬁﬁéé ‘parameters  were

significant: HAl= T{84)= 2.51, P<.05; MA3= T(84)= 4.39, PL.001;
- . .

" ARl= T(ﬁiii 65;é75 ?(;661;

o ,‘ ) . : o o 3
&ﬁ& U polynomjals were added to this as well. - .The U

w

T

-2

.
(a

T 5 — g T — m— % — . ¢ -0 - = e Tﬂ; > s - - 4 - N - T o o L - .
rupt) polynomzal ' was significamt, T(84)= -4.40, P<.001, bit
. the S polynomial was mot, T(84)='-1.11; §2°< B <.5. Thie finding

b\
o U“ .~

supports the hypotheses that (1) significant behavior change
occurred im the Radxoiogy ﬁeﬁaiiﬁeﬁi'féiiﬁéiﬁg the . introduction
‘of the %ﬁiéf}éﬁiiéﬁ;_ and (2) the opatern, of change was more
.. X s+ L R '
dramatic (time efficient) in Radiology thanm in the Emergency
o 7:7 . q - . ’
‘Room. : :
LS : 1 - . o r
t

iﬁ:éuﬁﬁﬁfy; the time-series . analysis of these data s
yielded two ARIMA modedis thatlciéseiy patterned the 6rigiﬁ§i data
sets:” Each part of the model accounted For sois of the dctivity
that;vééﬁﬁaiiy occurred 'in the series §£.5B§érvétiéﬁ§. Each

department was gssessed for two types (abript and gradual) ,?E\

intervention impact. The difference. between the fepartments
: ) ‘ . i

sing ‘'the . trepd of the

occurreéd only in the <component -asse

intervention impact (gradual versus abrupt); The XRAY department

:showed & more abrupt reduction in overtime . ﬁéé'iﬁ- caﬁﬁiriééﬁ";tG

the ER. These results substantiate &ll hypotheses

,,‘ _ _ ~
i.e., that both 1ntervent1o ns were effet tive' in 1caq31ngr‘cbgngg
‘and  that  the' Qbﬁbiﬂitiéﬁ of part1c1pat10n with ©behavior

modification tech Lques, used in XRAY,‘vouid prove _to be more

/ ;

‘time efficiént.,

ER&C

wll Toxt Provided by ERIC
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Organizational Change

B .
o Y
Discussion - - .
_ . o ¢ ' S
Y ‘ - . - e
 -Analysis of the overtime ‘data  indicated significant-
- - ' “’) - : . - .

L . ) s oL e
reduction in overtime usage took place inm both the XRAY and the
L 7 7 ) - ) 7 E A~ a
ER departmants. Both departments were subpJect ;bﬁf separate

iﬁiétiéﬁiibﬁé _and analyzed according to changes -in 6§”ﬁ§ag’

Yollowing the iﬁtétiéﬁ%?bﬁé. Since thé-&é§attﬁéﬁ£i vere compared

© -

_agaznst themselves, it would .be difficult to say- that & truly
A} - ) - - \777
darect sc1ent1f1c comparzson had been ECHiéiéd. Yet . there is

evxaence‘to confirm the major hypatﬁesii,df,thé téééét@ﬁ'ﬁtdjétt.
First, the interview data® documented thé 'ﬁ§é ‘of the

déséribed intervemtions in each department. The nn: applied in

the ER established a gradual trend 'in ‘reduced use of overtime

. hours ; iﬁaiéativé of employee behavior® change on a staff and

Jupervgxory level, that successfully solved on OT problem. The
S 2 . S ] T _ ]
ntervention -fit into the, theoretical framework ,of such -

o

[
o
-1

3.
- : i

EiEﬁEiii? occurxn@ phenomena;tn an applxed settxng ngeo greater

credxbxlxty to the iaéavﬂiﬁit ﬁéé of behavxog. modxfxcatxon“

S -~

In XRAY, the PM/BMI resulted in a more immediate iaaﬁ"tiaa
Lt [ ””;"52,7;",;” T
in overtime hours- used. = This gupported the hypothesis that
PM/BMI ‘would Hiiﬁg ES@E&_BéhnyEr change more time effxcxently

o

than BMI. This component of the xﬂterventxon vas a blens of two -

theoretical orientations, internal sources .of motivation Eﬁ&
., . .

-
N

-

opposed:. Although th

N

b\
fadl

ory

[T

icipe

" |

55?

environmental . cues ':izac:ion, that are oftan aiaagtfiea115‘“
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vior mddification techniques has been proposed

>

(Fedor & Ferris, iééij,,tﬁé,,gﬁﬁiséaﬁﬁicai debate ,afaaﬁa these

ié""”é

‘compa*l

hasﬁyniid B

cagaitivz and béﬁaeiafiét positions; this,

b111ty of the

[N .

my

eed

fb \

d 'éééafeﬁ, Begides 111us:ratiﬁg the

[ [ —

1nterven'xon alsg provxdes an example of a successful application

5

)»

¢

P
of orga ﬁxzatlonal behavxor change resei EE within 8 HSO despite*

‘\.

the d1ff1cult1es noted by RKouzes and Mico (19 9).

‘There are a ndumber of issues relating to the use of
participataiy ﬁsﬁagéﬁéﬁf thar' iigﬁt' be investigated further:
‘§£'é§§ ﬁ's reported as belng the same OY EiEEér i XRAY where PM

S
[
0

‘us

ed.. The iner

case might be attributed to demands ﬁzaééa om .

i fact that supervxsovs could not pass the Eﬁéﬁi;vhen iiikiii'EiEﬁ

1 dxsgrunt 2d workers regardlng the. §66§§e of “the ‘ﬁa}fcy change

EE

sfnce

needea

>
= o'
@
(adl

. more posztzvely than thoae Bubject to BMI alone.

.

C'

they were ins

to - Egiaiafé

the stress issue and possible mitigating

the development of social support structures:

iiemmas fac:ng "HSOs
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esumabl;; xncreased Eurnaut among staff-;, is ixkeiy to have
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Another potentxai issue fpr research could .be Ei§i6§e85'

- - L

et

Fe TR
[

ééEEiﬁg. &g would be wortbwh11e to . examide

4 :

be ; emptéyees Eubgect to PM/BMI tactxcs v1ew the 1mterventlon
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* organizational change, efforts.  While this study
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Finally, this study.underscores the potential benefits of
integrating cognitive and behaviorist metho)ﬁ%ogiﬁs in
AN o TN
PR .

considered a first® step, it supports Feddr and Ferris’ (1981)

‘contention that further work is needed in. developing
’ ’ f\ ; * X . . ’

eclectic approach to behavioral change. ?ﬁ

e N

application of suck methodologies; particularly in human

settings; remains an exciting apd worthwhile challenge.

O
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Table 2
Characteristics of the ﬁi&i&i&g}i Department

- and the Emergency Room ]

Characteristic B « .. . XRAY . ER

1. Employment Status | i

A. Part time i 133 - © 54
2. "Worker classificatiom k

A. Clerical 308 40%

B. Aid - ©10% . 302 e

C. Assistant - 1 -
. Technical -  s0z o
3. Number of Supervisors - 5

4: Department chiefs i 1
5. Specific departmental requirements .

2.024 hour/7 day/week staffing  x x ;

B. ﬁi’gh-,viéﬁﬁﬁie work output | x . ij\ .
6. .Bistory of high overtime usage o

compared to 6tﬁét>aé§5ftﬁéﬁt§p‘ x . x .
- }

A. Reported high stress in job S

r

__B. Report-to ome supervisor . X =
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. Department . - e

B. Full time - B4 16 « S
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