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The demand for educational reform goes hand in hand with the pressure to improve
teaching practices, raise standards for students, and increase productivity on every level. College
faculties are expected to challenge students, while administrators are under the gun to sustain or
increase enrollment levels. At the same time, students shop for quality at the lowest price. This
climate has raised the bar of expectation for everyone who is part of the educational process —
clerical and maintenance staff, administration, and educators alike. While a commitment to
quality education is the expressed mission of nearly every postsecondary institution, obstacles to
achieving it usually are attributed to other people or outside circumstances. Perhaps the problem
is the administration, the students, the staff, or the faculty. “ Nothing so needs reforming as other
people’s habits.” Mark Twain’s words echo an all too common sentiment when discussing
improvement in organizational performance.

Historically, the explanation of human motivation and productivity has shifted from a
focus on forces within the environment as the primary “mover” of people to those forces within
the individual. The fields of management and psychology have come to recognize that changesin
people’s motivation occur when people “move’ themselves. Still, al too often changeis seen as
emanating from outside of ourselves — an assumption that can be prophetic.

The most important goal of undergraduate education isto produce a workforce of stu-
dents who see the forces of positive change within themselves. For this goal to become aredlity,
it isthe responsibility of undergraduate institutions to teach its students how to become self-
directed, self-managed, and self-motivated learners and workers. The purpose of this policy brief
isto:

1. provide asummary of the historical movements and research in psychology and
management that have influenced organizational management;

2. challenge the assumption that motivation and long-term productivity can be
managed through practices that focus on only segments of the campus environ-
ment and singular aspects of human functioning;

3. present arationale for institutionalizing a campus-wide self-management pro-



gram for students, faculty, administration, and staff; and
4. propose an integrated, institutional approach to professional development that
employs a holistic model of self-management as its foundation.
Historical Context

O'Keefe and Castaldo (1981) describe how advancesin psychology have influenced, or
at least paralleled, organizational theory and practice. Since the behaviorism of Watson (1914)
and Taylor’s (1947) scientific management, the perspective on who isin charge of human func-
tioning has moved from an emphasis on the external environment to the individuals who com-
priseit. A retracing of this history will provide the theoretical underpinnings of this proposal.
From Behaviorism to Humanism

While Watson's behaviorism was revol utionizing psychology in the early 1900s with its
call for acompletely objective science of psychology, Taylor’s scientific management approach
was taking hold in industry. Like Watson and other behaviorist psychologists, Taylor'stime and
motion studies emphasized observable behavior. The job of both the psychol ogist and manager
was to manipulate the environment in order to produce desired results.

It was not long before Gestalt psychologists began to challenge behaviorism for its
reductionism and mechanistic view of human beings. Scientific management was also criticized
(Follet, 1924, 1941) as the human relations movement began to emerge. The Hawthorne studies
(Roesthlisberger & Dickenson, 1939) conducted by Mayo and Roesthlisberger had shown that
workers were not robots simply reacting in response to working conditions, but that their percep-
tions and feelings also influenced productivity. Maslow (1943) also broadened the scope of
motivational theory to include human needs and aspirations — a concept that McGregor (1957)
and Herzberg (1966) would ultimately apply to administrative practice. Thus, during the 1930s
and 1940s a more humanistic orientation that took into account personal needs and satisfaction
began to infuse itself in both psychology and management practices.

Operant Conditioning and Contingency M anagement

Human relations theory called for, according to Gellerman (1963), a“nhew breed of



manager — one who was self-controlled enough to relinquish control and one whose “motivations
were geared less to the satisfactions of controlling other people than to the rewards of facilitating
group productivity” (p.30). What often surfaced instead were shallow sensitivity training pro-
grams that eventually turned into the “bad case of superficiality” from which human relations
theory began to suffer.

During the 1950s skepticism over humanistic approaches in psychology also crept in,
bringing about a return to empiricism with the behaviorism of B.F. Skinner (1953). At the heart of
Skinnerian behaviorism is the single contention that behavior is a function of its consegquences.
To Skinner, looking at the internal aspects of human functioning only tends to “obscure the
variables which are immediately available for scientific analysis’ (p. 31). Skinnerian principles
of operant conditioning found their way into management practices by way of organizational
behavior modification and contingency management (Luthans & Kreitner, 1975) where the
contingent relationships among the antecedent stimulus, the response (behavior), and the subse-
guent consequence (reward or punishment) are used to manage employee behavior.
Cognitive-Behavioral Framework

Still psychologists in the fields of learning and perception challenged their own field by
pointing out that behaviorism was too limited to account for the complexity of human behavior
(Dollard & Miller, 1950; Rotter, 1954). The incorporation of internal cognitive processes such as
thoughts, images, consciousness, and fantasy within behaviorist research set the stage for a
cognitive-behavioral framework, which is seen in the work of Ellis (1962), Mischel (1968), and
Lazarus (1971). Within a short time, cognitive themes were a major aspect of behavioral research,
with its new focus on self-perception, belief systems, expectancies, problem solving, attribution
theory, etc.

While psychology was entering a period of transformation, so too were approachesin
management as the expectancy theories of Vroom (1964), Lawler and Porter (1967), and others
were placing an emphasis on internal cognitive processes to describe employee motivation and

productivity. Bandura (1977) would later place the concept of self-control within a reciprocal-



interaction framework, and thereby combine cognitive and behavioral concepts to explain
changesin learning and performance.

With the cognitive approach firmly in place, psychology and management practices
underwent radical changes. In psychology, it spawned a psycho-educational emphasis where the
psychologist is facilitator and coach rather than director of clients' behavior. Similarly in man-
agement, a humanistic trend emerged where managers were encouraged to be less authoritarian
and more employee-centered and participative (Hoy & Miskel, 1996). Research on organizational
management was al so redefining the very basis of authority and power to include the
subordinate’s perceptions, values, sentiments, and interpretations (French & Raven, 1968).

A Holistic Emphasis

Just as behaviorism was found to be too narrow in its focus, some psychologists were
also finding the cognitive-behavioral framework to be deficient. To the average person it is by no
means profound to say that people are biologica beings who think, feel, sense, imagine, act, and
relate to others. Yet, it took psychology and management along time to come to this realization.
Psychologist Lazarus (1976) was the first to introduce an empirically-based approach to assess-
ment and treatment that took all these dimensions of the person into consideration with his
“multimodal psychotherapy.” Lazarus focused on seven modalities represented by the acronym
BASIC-1D, which stands for behavior, affect, sensory, imagery, cognitive, interpersonal and
drugs. (The“D” actually standsfor biological, but the “B” would have ruined the acronym.)
Lazarus argued that it was necessary to attend to the whole person (BASIC-ID) to effect lasting
change.

With Lazarus there was a shift from a therapeutic to a psycho-educational model as
psychol ogists began to teach their clients how to employ self-change techniques to manage al
their needs. At the same time, segments of the corporate world began to adopt more holistic
approaches in management training programs (O’ Keefe and Castaldo, 1981). To influence their
subordinates behavior and motivation, managers needed to help employees redirect their

thoughts, feelings, activities, and interactions with others toward company goals. In effect,



employees, like clients, had to manage themselves holistically.
Self-management Theory and Practice

The field of self-management emerged in response to the need in psychology and man-
agement to find a halistic, but practical model for personal and professional development. It
places control over clients and employees where it always should have been — with the individual .
Asimportant, self-management refocuses the impetus for change, productivity, and lasting
improvements on the ability of the individual manage his or herself.

Ellis (1975), Dyer (1976), Seligman (1990), and others brought self-management prin-
ciplesto the general public by promoting cognitive change methods as the impetus for changing
affect and behavior. Bandura (1977), Rotter (1954), Vroom (1966) and others had helped to
explain cognitive processes that relate to self-motivated behavior and self-management. Their
research demonstrated that people who expect to achieve an outcome and believe that the out-
come results from their efforts are likely to have stronger self-management skills than people who
anticipate failure and see no connection between their efforts and the eventsin their lives.

O'Keefe & Berger’s (1993, 1999) ABC approach to self-management subsumes the
seven modalities of Lazaus' BASIC-1D within three general areas of human functioning: affect,
behavior, and cognition. It assumes that improvements in human functioning and motivation
(whether the incentive for change originates within the environment or internally) are mediated,
and therefore determined, affectively, cognitively, and behaviorally by the individual. Areas that
are so often treated as if they were separate and distinct are integrated within a model that focuses
on affect, behavior, cognition as the common denominators through which change can occur.
Self-management in Education

Learning how to manage one’s self is so fundamental to personal, professional, and
academic growth aswell as productivity in the workforce that it should be a part of every curricu-
lum. Teaching students how to be in charge of themselves, how to think critically, how to set
meaningful goals, interact well with others, and be happy, self-motivated, productive individuals

iswhat education should be about. Nearly everything else will depend on these abilities. And,



while few educators see it as part of their responsibility to teach these skills, most probably
would agree that students need to learn them. Somehow students are expected to figure it al out
on their own, even though many never do. It is no wonder corporate Americaneedsto bring in
professionals to teach its employees (many of whom are college graduates) how to work together,
communicate, manage stress and time, set goals, and be productive. In effect, American educa-
tion has | eft it to the corporate world and the popular mediato fill this educational void. However
well intentioned Oprah Winfrey and Tony Robbins may be, it is an indictment of higher education
when “educated” people must seek personal and professional development strategies from
celebrities.

It is partly for these reasons that self-management is now taught as part of freshman
seminar programsin college (Cuseo, 1991; Gardner & Jewler, 1997; Ellis, 1998; O'Keefe &
Berger, 1993, 1999). These courses have been found to be effective because they strengthen self-
efficacy beliefs and perceptions of internal locus of control, increase student persistence and
achievement, and decrease attrition rates (Watson & Tharp, 1989; Berger & O’ Keefe, 1993).
However, if self-management is to be effective on a broad scale, it needs to be infused throughout
an ingtitution so that students can experience an educational climate where self-management is
practiced by educators, staff, and administrators alike. The benefits for students would certainly
be more far-reaching and profound. Students would be able to experience first hand a commit-
ment to “quality” inside and outside of the classroom.

A Self-management Framework for Professional Development

The ABC approach to self-management rejects simply teaching behavioral techniques
alonein favor of aholistic approach that sees affect and efficacy beliefs asintegral to profes-
sional, personal, and academic development (Watson & Tharp, 1989; O’ Keefe & Berger, 1993,
1999). Administrators, educators, and students are constantly dealing with feelings, behaviors,
and thoughts, their own and those of others. The ABC approach provides a holistic model for
understanding the role that affect, behavior, and cognition (ABC) play in on€'s functioning and

interactions with others. It also provides an eclectic framework for applying the best of what



psychological research has to offer for personal goal achievement and conflict resolution. In this
way, self-management is not prescriptive; it does not favor a particular methodology. Instead, it
provides a simplified roadmap for applying research-based methods for self-direction.

What follows is a self-management framework to guide student and professional devel-
opment activities aimed at fostering a climate of self-directed learning and improvement. This
generic approach to self-management can be learned by nearly anyone and applied to any area of
professional, academic, or personal devel opment.

The ABC Sdf-management Model

Self-management can be defined as the process of directing one's affect, behavior, and
cognition toward the accomplishment of atask or goal. It can be thought of as the common
denominator of any area of development — personal, professional, or academic —in that it pro-
vides a schema for development in any area.

Individual and organizational goals are more apt to be accomplished if one can identify
feelings, behaviors, and thoughts that would contribute to or inhibit their achievement. However,
before this can be accomplished, one must first be able to distinguish among fedlings, behaviors,
and thoughts, recognize their interrelationships, be familiar with self-change strategies that can be
used to change affect, behavior, and cognition, and be able to apply them as needed. The ABC
approach to self-management is outlined below. A more detailed description can be found in Self-
management for College Sudents. The ABC Approach (O’ Keefe & Berger, 1993, 1999).

Sep One: The ABC Model
The ABC Modé provides aframework for distinguishing among affect, behavior, and
cognition (i.e. ABC). The assumption here is that one first needs to be able to identify what one

wants to change before attempting to change it.

» Affect is our emotional (anger, happiness, etc.) and our sensory experiences (physical
feelings). Generally, people are imprecise about their feelings (confusing affect with
cognition) and often claim that feelings are the reason for doing or not doing something.
Determining what kinds of feelings we would be of benefit in a given situation and what
kind of feelings interfere with moving toward a particular goal is not just a matter of
semantics, but of methodology for change.



» Behaviors are overt, observable responses, actions, and gestures. They are visible,
measurable, and therefore more easily identified than affect or cognition. The basic
guestion is: What behaviors need to be in place, atered, or diminished to reach a particu-
lar goal? Obviously, some behaviors are much more difficult to develop or change than
others. Once identified, however, it becomes clearer what needs to be done and what is
within a person’s reach.

»  Cognition encompasses our beliefs, values, expectations, images, decision-making,
problem-solving, reasoning processes, and perceptions of self, others, and the world.
These perceptions and beliefs include efficacy beliefs, perceptions of locus of control,
and expectations.

Sep Two: ABC Interactions

Feelings, behaviors, and cognitions obviously do not occur in isolation, they can influ-
ence one another in a domino-like effect. What isimportant hereisto identify which ABC
modality isthe “trigger” of the spiral and to become familiar with personal ABC interactions so
that we can learn to isolate and direct them.
Sep Three: Self-Motivation

Once the ABCs and their interactions are understood, these general concepts can be
applied to understanding and managing one’s mativation. Here, the basic elements of motivation
are demystified and presented in a practical formulafor self-motivation. Motivation is under-
stood in terms of the cognitions and feglings that promote motivated behavior. This knowledge
can then be used to increase positive motivation, reduce negative motivation, or resolve motiva-
tional problems.
Sep Four: Affective, Behavioral, and Cognitive Change Techniques

Thereis an old adage: “If you give afish to a starving man, you feed him for aday, if you
teach him how to fish, you feed him for alifetime.” Self-management is based on the premise that
people can learn how to fish and feed themselves for alifetime. Therefore, methods effective in
modifying affect, behavior, and cognition are introduced within the context of the ABC model.
Sep Five: Application Areas

Once people are able to identify thinking patterns and beliefs, feelings, and behaviors that



influence their personal motivation and other aspects of their functioning, they are then in the
position to use self-change techniques as they seefit. Application areas are only limited by
human imagination. The approach is adaptable to individual interests and has been used to
increase positive motivation, enhance communication, time management, and leadership skills,
resolve motivational and other problems. Time management, study habits, communication, and
self-esteem are afew areas that students find of benefit.
Implementing a Campus-wide Self-management Program

What would a campus environment that adopts self-management as part of its mission
look like? First and foremost, self-management principles would permeate professional develop-
ment, management, and educational practice and would be emphasized in the institutional mis-

sion, values, goals, leadership, and expectations.

* Themission of the institution would be to foster the development of self-directed
students who know how to motivate and manage themselves toward their goals while
displaying respect for others and the environment.

» Thegreatest value of the institution would be its people — students, faculty, staff,
and administrators.

» Goalsfor every department would be modeled on thisideal and objectives would
contribute in some way to helping students devel op their emational and physical
health as well astheir ability to think critically and act responsibly.

» Leadership would emanate from all areasin that administration and faculty
would expect from themselves the same self-management skills that they expect from
their students and one another.

»  The shared expectations of all members of the campus community would beto
assist each other in meeting the institutional mission by modeling the goals set forth
for students.

A skeptic might say: “How on earth can anyone expect everyone to participate in such a
plan?’ The“can’t do it” voices will always resound the loudest — until they see the results for
themselves. Thisis not to say that implementing such a program would be easy. To the contrary,
like most anything that requires change, there will be “ nay-sayers.” And, while it would be

against the philosophy of a self-management approach to mandate participation, once a core of



administrators and faculty take on the challenge of teaching and applying these principles, and
once the differencesin students expectations of themselves become evident, others will want to
lend support and participate. Onethingisclear. A college campusisan ideal environment to
implement such a program. If it cannot happen in an educational environment, where personal
and professional development are highly valued commodities, it is doubtful that it can happen
anywhere.

This proposal for self-management across the curriculum is not just another new idea. It
is aresearch-based response to the needs of the workforce to find practical ways to address
fundamental human issues that are ignored within the mgjority of schools today. Historicaly,
approaches to bring the individual into harmony with his or her environment have shifted from
externally-focused strategies aimed at changing behavior to holistic approaches that recognize
that complexity and diversity of human beings. Self-management programs that incorporate a
halistic approach to human functioning have been found to be effective with students and have
been recognized for their contributions to character devel opment (The John Templeton Founda-
tion, 1999). However, thereis no reason to limit education in this areato students. Understand-
ing the factors that govern one’s own behavior, feelings, and thoughts and being able to better
manage these aspects of one's self is not just the business of psychol ogy, but of good manage-
ment and educational practice aswell. If postsecondary education were to meet this challenge and
systematically take on the responsibility for educating the whole person, self-direction and self-
motivation could become the norm rather than the exception of the twenty first century

workforce,
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