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Summary

The present effort investigated the reward or punishment value that Navy enlisted health care

support personnel placed upon a number of supervisor behaviors. Behaviors viewed as either most

rewarding or most punishing seemed to possess the following characteristics: (a) public display,

(b) visible implications about the individual's worth to the organization, and (c) visible impli-

cation about the person's commitment to the organization. Some behaviors, especially those re-

flecting job enlargement, were viewed as reward by some respondents but punishment by others.

General principles concerning the use of punishment and reward in organizations are reviewed.
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There is litt lo doubt that today's Naval I-ospital is a chal lonping and demanding envirun-

ment for tie haI ith care pro fess ional. The job is oven more demanding for Supervisors, be-

partnent Heads, and Chitefs of Service in that hospital. In add it ion to ma iit taining competence

and growth in their own areas of expertise, these individuals must giido th, efforts of a di-

verse group of professionals and technical sptcialists working within ;epirate military and

civilian personnel systems. In tht, last analysis, however, the supervisor in a health care

envirotment shares one task with supervisors from all organizations--tho need to create a

work climate that encourages optimum performance.

Most health care managers are keenly aware of the basic principle that performance is

improved when organizational rewards are clearly linked to individual success in accomplishing

specific work goals (1). Like most organizations, the Naval hospital has developed formal

systems to reward superior performers with incentives such as medals, plaques, accelerated

promotion opportunities, cash awards, or higher pay. 'he inadequate performer, on the other

hand, may be faced with formal reprimand, fines, demotion, even dismissal.

These formal systems generally work well when dealing with clearly outstanding or obviously

deficient employees. Unfortunately, tile same systems are often inadequate for rewarding the

employee who is consistently but only slightly above average or for dealing with a subordinate

whose performance is slowly eroding but remains within acceptable standards. First, the re-

wards and punishments tht.se systems offer are generally too extreme for the behavior. Second,

they violate a key principle in the effective use of reward or punishment, namely, that it

should be administered very shortly after the behavior. Months may elapse before ttiQ f-Ormal

system produces any visible outcome. Finally, and perhaps most crucial from the manager's

perspective, these formal systems are seldom under the control of the inmediate supervisor.

Such weaknesses make it critical to discover behaviors that health care supervisors at any

level may use as quick and appropriate responses for the day-to-day behavior of all their em-

ployees. The present article describes an attempt to identify some of those behaviors.

Reward ing Behavior

Such a task requires an understanding of tile types of supervisor behaviors that hospital

employees find rewarding or nonrewarding (i.e., punishing). Conversations with health care

supervisors and a review of the current management literature (2,3) suggested more than 200

possible behaviors. However, many of these statements were similar enough to trim the final

list down to approximately 80 behaviors. The resulting list was then shown to 58 Navy corps-

men working at two branch clinics. These individuals were asked to describe how rewarding

or punishing they would find each of the 80 behaviors if their own supervisor used it with

them. In other words, they were asked to rate each behavior on a five-point scale ranging

from I = "Extremely punishing" to 5 = "Extremely rewarding."

The results of this rating task proved quite interesting. For example, Table 1 presents

the supervisor behaviors that a clear majority of the corpsmen viewed as rewarding. For ease

of comparison, the behaviors are ranked in terms of the average reward value assigned to them.

The behaviors presented in tile upper half of the table were those which were ranked as

most rewarding. These behaviors were given a score of 4.0 or greater by more than three-fourths

of the raters and appear to possess certain key attributes, either singly or in combination.

The most important ol these attributes seem to be (a) public recognition of the person's worth

as a superior performer, (b) recognition of the individual's expertise or ability to provide

information that was valued by the supervisor in making decisions, and (c) treatment of the

3



Table I

Supervisory Behavior Described as Rewarding by Navy Hospital Corps Personnel (N =58)

Mean Standard
Behavior Rating Deviation

Part 1. Rewarding B~ehavior.,

Recommends a pay raise or promotion 4.50 .82

Gives you more authority and freedom to do job your own way 4.45 .78

Publicly awards plaque or certificate citing your work 4.40 .82

Tells superior about examples of your best work 4.36 .87

Makes a point of introducing you to visiting dignitaries 4.29 .70

Listens carefully to what you have to say 4.26 .71

Asks for your opinions 4.26 .76

Asks you to help train newcomers in job 4.22 .73

Recommends special training that gives you greater job security 4.17 .88

Compliments your actions in public 4.12 .94

Holds you up to coworkers as a good example 4.12 .92

Finds something good to say when reviewing your work 4.10 .64

Gives leeway when personal problems interfere with your work 4.00 .70

Part 11. Somewhat Rewarding Behaviors

Makes an effort to be a personal friend 3.95 .89

Gives you up to an hour off by covering for your absence 3.93 .97

Gives you the most desirable jobs 3.93 1.02

Uses his or her own money to buy a small gift 3.91 .97

Singles you out as heir apparent for a prestigious job 3.91 .94

Gives extra time for lunch breaks or coffee breaks 3.90 .72

Lets you participate in deciding what work needs to be done 3.84 .81

Allows you to determine what rewards you want to work for 3.83 .94

Tries to get recognition for you from persons outside your group 3.81 .85

Chats informally with you about your work 3.81 .89

Personally explains why he or she made a specific request of you 3.78 .63

Note: Behaviors were rated on a 5-point scale where 1 = Extremely Punishing,

5 = Extremely Rewarding.

individual as a responsible person who is coimmitted to the organization. Such attributes are

clearly evident in the award of greater freedom to perform the job as one sees best, the

public award of a plaque or certificate of merit, and soliticing the subordinate's opinions.

Generally, this class of behavior seems to derive much of its reward value from implications

that the organization views the individual as competent and able. Thus, these behaviors not

* only provide information about how well the person is doing the job (feedback) but also en-

* hance self-esteem.

Table I also presents a second set of behaviors which were viewed as rewarding by a

sizable proportion of the corpsmen, but which did not receive the. clear consensus of the first

set. Sixty to 80% of the respondents listed these behaviors as rewarding but the average

rating was less than 4.0. Behaviors in this latter category generally reflect either (a)

flexibility in applying the rules of (b) personal privileges granted by the. supervisor.
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Many of these behaviors are similar to those tradit iona Iy di'scribed as leader skippirt but

many others reflect the interpersonal style and skills of the superv i sor. Final ly, the ti..

to performance seem more tenuous with this group of behaviors than is tie. case with the hi)h-

est ranked set.

This last observation pinpoints t,- ,,reat ist danger in using th., second set df behaviors

as rewards. Their value to tit- orgao izat iln exists onV if they are administered i .irIv be-

cause of performance and merit and not becaus. of favoritism. If favoritism is the primary

reason for their use, these behaviors may prov more disruptive than beneficial. Further,

tilt reward value attached to many of the se behaviors depends on the quality of tilie rielation-

ship between tilt supirvisor and the imploy'. Thus, while this second class of reward be-

haviors plays an important part in an iitettive supervisory style, care must be ixercised in

how they are applied and interpreted.

In rt,viewing this table, one is struck hy tilt- lact that most of these behaviors, even

those with high reward value, invo lvt little added cost to ti, organization and require

little extra effort from the supervisor. More important, most can be accompI i shetd wit hout

delay and require minimum concern about tit number of times they are awarded or thit, propor-

tion of employees who receive the award. Such characteristics are in direct contrast with

the formal reward system which is often costly, cumbersome and slow. Thus, the health care

supervisor who is sensitive to the reward value of the behaviors in this list (as well as

similar behaviors) has an effective tool for responding to subordinate performance on a

timely and appropriate basis.

A note of caution is important here. Rewards, like many commodities in excess supply,

may lose value if awarded indiscriminately. Worse, the inappropriate use of reward may

actually decrease some aspects of employee motivation. In a classic study, Edward Deci (4)

found that persons who received money for performing an interesting task showed a decrease'

in intrinsic motivation. In a similar study, Lepper and Greene (5) found that both extrinsic

rewards and adult surveillance turned "play" into "work" for preschool children. That is,

when children were monitored and paid for doing something that they enjoyed, they lost

interest and subsequently engaged in the activity only if they were rewarded.

Does this mean that the Navy should stop rewarding good performance with promotions

and other awards? Certainly not. There is no doubt that reward is an important determinant

of job satisfaction and performance (6). What is at issue is the character and appropriate-

ness of the reward. For example, external rewards do not undermine motivation for tasks that

are boring or highly structured (7). In fact, they may even increase motivation for such

jobs (8). Furthermore, non-monetary rewards such as verbal reinforcement and positive feed-

back increase intrinsic motivation (4). Thus it appears that good supervisory policy might

be to allow individuals to do what they enjoy doing (insofar as possible), reduce surveil-

lance of employee actions, and encourage good performance primarily with social reinforce-

ments if the jobs are inherently interesting. On the other hand, it may be necessary to

provide extra incentives for necessary jobs that offer little intrinsic satisfaction.

Nonrewarding Behavior

So far we have talked primarily about rewards. Nonreward, in the form of punishment

threat of punishment, is also a fact of life in most organizations. Indeed, a glance at

Table 2 shows that agreement about punishing behaviors was almost as great as agreement

about rewarding behaviors. More important, however, was the fact that punishing behaviors

seemed to evidence some of the same key attributes (although in reverse) described earlier
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'Table 2

Supervisory Behavior hescribd as Punishing by Navy Hospital Corps Personnel (N = 58)

Mean Standard

lIe hay i Rating leviat ion

Part 1. Punishing Behaviors

Fines you or withholds pay 1.37 .64

Holds you up to coworkers as a poor txalple 1.39 .62

Makes you do the job over without tL-lling you what you are

doing wrong 1.71 .77

Gives you additional work while allowing coworkers to sit idle 1.76 .86

Criticizes your actions in publi, 1.78 .99

'rakes away special privileges 1.81 .74

Withholds training that would give you greater job security 1.86 .o9

Complains about your work behind your back 1.86 .94

Makes snide conments about the way you do your work 1.93 .93

Publicly praises everyone in the group but you 1.95 .85

Documents negative things you do 1.96 .98

Part 11. Somewhat Punishing Behaviors

Holds back information that would make your job -.lsier or

more pleasant 2.02 .87

Watches over your shoulder while you are working 2.02 .87

Brings up past mistakes 2.02 .76

Tells superiors about your past mistakes 2.03 .88

Points out rules that everyone knows implying that vou ned

to have them specially explained 2.05 .87

Ignores you when you ask for small favors 2.10 .72

Keeps you from doing parts of the job you t ind most satisfying 2.10 .74

Breaks tip your convrsation with coworkers 2.21 .69

Note: Behaviors were rated on a 5-point stalt. wlre I = Extremely Punishing,

5 = Extremely Rewarding.

for reward. For example, public display seemed to he, assoc iated with more negativ-, ratings,

as were surveillance or other actions implying that th person lacked skill , judgrment , r.spon-

sibility or commitment.

One of the most striking factors about the b-liaviors d. scribed as punishing, however, i,

the ease witht which they may occur inadvertent Iv or may b blamed erriionoouslv on a supervisor

whose intentions were entirely difierent. For exampl,, the sup.rvisor who giv,-. explicit

credit to tile contributions of some mt'mbe.rs at the group ma , il intinti,nal Ilv pttniisl tile memb,'r,1

not mentioned. Similarly, the supervisor who consisttt ly tunis to his or hi-r most tapablt ad

dependable employ(,es in t imes of crisis or str.ss may punisI th. - individual,.. iv allowing lss

capable or less dependable vmployeecs to sit idle. 1.ikwi, t ho t ndcn, v for mi.ii. .,i to in-

crease structure under t im,.s ol stress (9) may b, in trprt. , t ak Il .iw .V iI I l egs ,I

reducing the subordinate.'s ability to do sat styin ,fay|rts p ,i I"h, i . I'h, Iu! in In l. 2 .)1,-

pears to provide important insights for tile manager who wish',s to .vid u, unint,' ft ional

ptn i shment.
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Supervis or Iit'iav io)r, H,'co iv ing It igit Iv Vatry i ttg Rtwat IIor P'tii shm,'nt kat i ngs

P'.1 c'n1t Rit i ng a,5 Moatn Standard
Beha-v t or'l uni S11ing eNYIt r-a 1. Rw-ar, Ii2 jL Rat ing [Icy vi iln

Applie's iiighor standards in evaluat i ng your

work thtan are used for anyone ti so 50 18 22 .5 108

Gives, you an average pit formanc,' rat i ng 45 4 5 10) 2 . ')9 Q()

Makes you redo your work for minor error, 42 47 11 2 .63 .82

Checks on flow you art' doing in a wav that is

*vi si ble to evervon,' around vlon. 43 4 5 12- 2. f,7 .8S

Assign-- part of your work to others it vou

are slow in f inishing -14 47 29 1.1(7 .90

Give's cred it to the whole group for what You

have done 294 39 3n ,0 1 .0i I.09

* Increases vour Job responsibi lity al though

thcre is no increase in pay 30 14 36 3. 14 1 .03

Take's away some Of Your duttieus Is 29 43 3.1 7 I 1) 0

Looks the other way if von bruak minor rules 16 r)2 32 1.22 .84

incorporate some form of public commUn ic t ionI that the Organ izat ion valued the individual's

$per formance and expertise. At tht, opposite end of thle spectrum we're a number of behaviors

that were viewed as pun isihing . Titese behaviors generally involve a public communication that

the individual', commitment or expert i.s were, Jacking in some way. Moro' important is the fact

that leaders perform man'. Of these puinishing acts inadvrtently. Knowledge Of this finding is

import ant if thu supervitsot is to avoid pun isiting tie per sons who cont r ibute' most to the or-

ganizat ion whiile rewarding those, who cont ribute least. F"inally,' some' behaviors, ospoc ial lv

those related to increased responsibit y anti cii;, II ego provoked mlixeti re'ac tions. Suich bt-

hay ,ors must be admi n istored wi th speciaIl Car'C. iThe superv isor whto utndersta;nds the nature of

titus, behtav iors and thecir effects onl di fferent pt'opic will be bette'r able to tailor his or hoz'

own actions in orde'r to) enhtanct' petoranco'. such knowlodg' is' ostrume'lv important in a

healIth cart' environment wihere' the combination of indiv idual.,, frost di ii fett environments, per-

ftorming a varie'ty of Jobs udrwelvaying workloads rt'quirt's htight l'vel sOf managemet

skill in orti.r to prov ide, opt imal health care'.
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