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ABSTRACT
 The market giants like P.I.A. are facing financial losses, in spite of, offering good flight
 services, healthy compensations and facilities to its stake holders. After considering the
 PIA’s case a question arises in our mind why even after delivering good customer
 services and paying healthy compensations PIA is facing financial losses? This article
 discusses in detail ways to modify employee behavior and forces behind the employee
 behavior. After reading this article, one should be able to understand ways to modify
 employee behavior and answer questions like why an employee’s performance has
 deteriorated. This article explains ways to modify an employee behavior and also
 discusses various corporate cases. This article discusses individual learning process,
 operant conditioning, reinforcement, types of reinforcement, schedules of reinforcement
 and MARS model of individual behavior and performance. The managers should use
 various schedules of reinforcement, in which, variable ratio schedule is considered more
 effective, but they should also consider factors that guide individual behavior:
 Motivation, ability, role perception and situational factors.
 KEYWORDS
 Psychology, industrial/organizational psychology, organizational behavior, learning,
 operant conditioning, reinforcement, MARS model
 LITERATURE REVIEW
 In 1932, Edward L. Thorndike developed the law of effect, “which refers to responses
 that lead to satisfying consequences are more likely to be repeated” (1). One of the
 twentieth century’s most influential psychologists B.F Skinner invented Skinner box: a
 chamber with a highly controlled environment that was used to study operant
 conditioning processes with laboratory animals. B.F Skinner became interested in
 specifying how behavior varies as a result of alterations in the environment. In 1961,
 professional animal trainers and psychologists Keller and Marian Breland identified that,
 2
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there are biological constraints to animal learning, which are built-in limitations in the
 ability of animals to learn particular behaviors.
 1.0 LEARNING
 The revolutionary automobile manufacturer Henry Ford once said: “Anyone who stops
 learning is old, whether at twenty or eighty. Anyone who keeps learning stays young.
 The greatest thing in life is to keep your mind young”. We learn a lot of things from our
 environment that changes our behavior and modifies our personality. But the question
 arises in our mind; what is learning? ”Learning is a relatively permanent change in
 behavior brought about by practice and experience (1)”.
 How do we know that when a behavior has been influenced by learning or is a result of
 learning? We acquire behaviors and experience from the influence of the physical and
 social environment in which we are raised. But some changes in our behavior or
 performance are a result of maturation and don’t involve experience. For instance,
 employees become more prudent and rational as they gain experience, because, their
 mind also grows. In order to understand when learning has occurred we must differentiate
 between maturational changes and improvements resulting from practices. Improvements
 resulting from practices indicate that learning has occurred.
 Short-term changes in behavior that are due to factors other than learning, such as,
 decline in performance resulting from exhaustion or lack of effort, are different from
 performance changes due to actual learning. If an individual doesn’t perform well due to
 tension or tiredness, it doesn’t mean that he has not learned to perform well. There is not
 always direct connection in learning and performance.
 We tend to ignore things to which we are use to because of Habituation. ”Habituation is
 the decrease in response to a stimulus that occurs after repeated presentations of the
 same stimulus” (1). Habituation permits us to ignore things that have stopped providing
 new information.
 3
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2.0 OPERANT CONDITIONING
 Famous Hollywood celebrity Mark Wahlberg Bilder once said: “It's further
 reinforcement that these things do happen”. One can ask a question; why we tend to
 repeat or avoid certain behaviors? Our answer lies in a well known psychological concept
 called operant conditioning. “Operant conditioning is learning in which a voluntary
 response is strengthened or weakened, depending on its favorable or unfavorable
 consequences” (2). Here strengthening or weakening of response means that the response
 has been mad more or less likely to reoccur regularly. Operant conditioning is used to
 bring about powerful changes in behavior and to teach the most complex tasks to
 individuals. But, operant conditioning only applies to voluntary responses, which an
 individual performs deliberately to produce a desirable outcome, the individual operates
 in his environment to produce a desirable result.
 Considering PIA’s case, Operant conditioning is applied at P.I.A, when workers realize
 that by coming to office on time they will get a bonus.
 FIGURE 1: B.F. Skinner’s Skinner box which is used to study operant conditioning in laboratory, where
 rat learns to press the lever to obtain food, which is delivered in the tray.
 4
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3.0 REINFORCEMENT
 Why we repeat behaviors that are advantageous to us? Our answer lies in the concept of
 reinforcement. “Reinforcement is the process by which a stimulus increases the
 probability that a preceding behavior will be repeated” (3). Furthermore, “Any stimulus
 that increases the probability that preceding behavior will occur again is called
 Reinforcer” (3).
 However, question arises: what kind of stimuli can act as reinforcers in organizations? It
 can be anything; for instance, bonuses, increments, stock options, a good word or
 encouragement from boss, vacations etc. If they strengthen the probability of the response
 that occurred before their introduction they are inforcers. What makes something a
 reinforcer depends on individual preferences. Referring to PIA’s case, at P.I.A., an
 employee can prefer money, while other would like commodities. The only way we can
 know that whether a stimulus is a reinforcer for a particular employee is by observing if
 the frequency of a previously occurring behavior increases after the presentation of the
 stimulus.
 3.1 TYPES OF REINFORCERS
 This fact divides reinforcers into two categories:
 Primary Reinforcers
 Secondary Reinforcers
 “Primary reinforcer is the stimulus that satisfies some biological need and works
 naturally, regardless of an individual’s prior experience” (3). For instance, Food for a
 hungry individual, relief for an individual in pain.
 5
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FIGURE 2: Food is an example of primary reinforcer.
 “Secondary reinforcer is the stimulus that becomes reinforcing because of its
 association with a primary reinforcer” (3).
 FIGURE 3: Money is an example of secondary reinforcer.
 6
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4.0 TYPES OF REINFORCEMENT
 The types of reinforcement are given as under:
 Positive Reinforcement
 Negative Reinforcement
 Punishment
 Extinction
 4.1 POSITIVE REINFORCEMENT
 Why after getting an increment in salary the employee becomes more productive in an
 organization? It is due to positive reinforcement. “Positive reinforcement occurs when
 the introduction of a consequence increases or maintains the frequency or future
 probability of behavior” (4).
 FIGURE 4: Positive reinforcement can also be a word of praise.
 7
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4.2 NEGATIVE REINFORCEMENT
 Why when an employee whose one day salary gets deducted, if he is late for three days,
 start coming to office on time? The famous organizational behavior concept negative
 reinforcement answers our question. “Negative reinforcement occurs when the removal
 or avoidance of a consequence increases or maintains the frequency or future
 probability of a behavior” (4). Employees are more likely to engage in the desired
 behaviors to avoid unpleasant consequences. Employees are more likely to repeat
 behaviors that improved their performance.
 FIGURE 5: Negative reinforcement can also be criticism for in-appropriate behavior.
 4.3 PUNISHMENT
 Why employees after getting 0% increment try to become productive worker? It is due to
 punishment that he has received. “Punishment occurs when a consequence decreases
 the frequency or future probability of a behavior” (4). Punishment could occur by
 introducing an unpleasant consequence or removing a pleasant consequence. At PIA,
 introduction of unpleasant consequence would be, if an employee gets demoted for being
 8
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unproductive; removing a pleasant consequence would be, if an employee gets 0%
 increment for being unproductive during current year.
 FIGURE 6: Physical punishment should not be applied in organizations.
 4.4 EXTINCTION
 Why employees don’t give any further suggestion to the management, if they see no
 improvement? It is the result of extinction. “Extinction occurs when the target behavior
 decreases because no consequence follows it” (5). Due to no response the behavior of the
 employee is discouraged. Behavior that is no longer reinforced tends to disappear, it dies
 out.
 5.0 SCHEDULES OF REINFORCEMENT
 A manager can ask a simple question: how can we modify employees’ behavior? The
 managers should follow a schedule to maximize the reinforcement effect on employees.
 The managers should make use of schedules of reinforcement. “Schedules of
 reinforcement are different patterns of frequency and timing of reinforcement
 following desired behavior” (6).
 9
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5.1 TYPES OF SCHEDULES OF REINFORCEMENT
 The two broad categories of reinforcement are given as under:
 Continuous reinforcement schedule
 Partial or intermittent reinforcement schedule
 5.1.1 CONTINUOUS REINFORCEMENT
 “Continuous reinforcement refers to reinforcing of a behavior every time it occurs” (6).
 Employee learning occurs more rapidly under a continuous reinforcement. However, the
 behavior that is always reinforced tends to disappear when the reinforcer is removed.
 Moving back to PIA, if at PIA, an employee is praised by his manager every time he
 completes the assigned task on time, then, it would increase employee’s morale and he
 would always complete his work on time.
 5.1.2 PARTIAL REINFORCEMENT SCHEDULE
 “Partial reinforcement schedule refers to reinforcing of a behavior some but not all of
 the time” (6). Employee learning through partial reinforcement is better than continuous
 reinforcement.
 5.1.2.1 TYPES OF PARTIAL REINFORCEMENT SCHEDULE
 The four types of partial reinforcement schedule are given as under:
 1. Fixed-ratio schedule
 2. Fixed-interval schedule
 3. Variable-ratio schedule
 4. Variable-interval schedule
 10
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5.1.2.1.1 FIXED-RATIO SCHEDULE
 “Fixed-ratio schedule refers to a schedule by which reinforcement is given only after a
 specific number of responses are made” (7). Through fixed ratio schedule employees apt
 to work as quickly as possible. Considering PIA’s case, at PIA, workers like Air hostess
 and Pilots should be paid on fixed-ratio schedule; so that, they receive a specific payment
 for every flight they serve.
 5.1.2.1.2 FIXED-INTERVAL SCHEDULE
 “Fixed-interval schedule is a schedule that provides reinforcement for a response only
 if a fixed time period has elapsed, making overall rates of response relatively low” (8).
 However, in fixed interval reinforcement there are relatively long pauses after each
 response. At PIA, employees get yearly increments after their performance evaluation.
 5.1.2.1.3 VARIABLE-RATIO SCHEDULE
 “Variable-ratio schedule is a schedule by which reinforcement occurs after a varying
 number of responses rather than after a fixed number” (7). In variable-ratio schedule the
 specific number of responses necessary to receive reinforcement varies, the number of
 responses usually hovers around a specific average. Referring to PIA’s case, at PIA, Air
 hostesses get bonuses after providing good services and comfort to passengers on board,
 the period could be 1 month, 2 months, 6 months or 12 months.
 5.1.2.1.4 VARIABLE-INTERVAL SCHEDULE
 “Variable-interval schedule is a schedule by which the time between reinforcements
 varies around some average rather than being fixed” (8). Variable-interval schedules are
 more likely to produce relatively steady rates of responding than are fixed-interval
 11
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schedules, with responses that take longer to disappear after reinforcement ends. At PIA,
 employees get special increments for exhibiting extra-ordinary efficiency.
 6.0 MARS MODEL OF INDIVIDUAL BEHAVIOR AND
 PERFORMANCE
 MARS model of individual behavior and performance is a model to understand the forces
 behind the individual behavior. MARS model uses four factors to explain an employee’s
 behavior and performance. These factors are as under:
 Motivation
 Ability
 Role Perceptions
 Situational Factors
 In fact, these four factors also form the name of the model (Motivation, Ability, Role
 Perceptions and Situational Factors). According to MARS model, these four factors have
 combine effect on individual behavior and performance. If any factor weakens there will
 be a decline in employee performance.
 6.1 EMPLOYEE MOTIVATION
 “Motivation is the forces within an individual that affect his direction, intensity and
 persistence of voluntary behavior” (9). Here direction means goal; hence, motivation is
 goal oriented. Intensity means effort; hence, intensity is the amount of effort allocated to
 the goal. Persistence means continuity; hence, motivation involves continuing the effort
 for a certain period of time. For instance, if in Unilever, an area manager has the
 knowledge of the customer and the market (ability), he also understands how important
 the monthly target is (role perceptions) and customers also like Unilever’s products
 (situational factors), but, his salary is too low (motivation), his performance will decline.
 12
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6.2 ABILITY
 “Ability includes both the natural aptitudes and learned capabilities required to
 complete a task successfully” (10). Aptitude means talent; hence, aptitudes are the natural
 talents of employees in learning specific tasks easily and perform them effectively.
 Learned capabilities mean acquired skills and knowledge; hence, learned capabilities are
 skills and knowledge actually acquired by employees. These includes the physical and
 mental skills that employee possesses and the knowledge they acquire and store for later
 use. For instance, if in Unilever, an area manager is receiving a healthy amount of salary
 (motivation), he also understands how important the monthly target is (role perceptions)
 and customers also like Unilever’s products (situational factors), but, he doesn’t have the
 knowledge of the customer and the market (ability), his performance will decline.
 6.3 ROLE PERCEPTIONS
 “Role perceptions are an individual’s beliefs about what behaviors are appropriate or
 necessary in a particular situation, including the specific tasks that make up the job,
 their relative importance and the preferred behaviors to accomplish those tasks” (11).
 For instance, if in Unilever, an area manager is receiving a healthy amount of salary
 (motivation), he also has the knowledge of the customer and the market (ability) and
 customers also like Unilever’s products (situational factors), but, he doesn’t understand
 how important the monthly target is (role perceptions), his performance will decline.
 6.4 SITUATIONAL FACTORS
 “Situational factors include conditions beyond the employee’s immediate control that
 constrain or facilitate their behavior and performance” (12). Situational factors include:
 time, people, budget and physical work facilities, which are controlled by management in
 organizations. Other situational factors include: consumer preferences and economic
 condition, which emerge from the external environment. For instance, if in Unilever, an
 area manager is receiving a healthy amount of salary (motivation), he has the knowledge
 13
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of the customer and the market (ability) and he also understands how important the
 monthly target is (role perceptions), but, customers don’t like Unilever’s products
 (situational factors), his performance will decline.
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