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TEAMWORK IN MANAGEMENT: COMPANY ORGANISATION AND CLIMATE AND THE

RESULTS OF TRAINING IN MANAGEMENT SKILLS

Summary of thesis presented by Diana Catherine Pheysey for the dggrae
of Doctor of Philosophy of the University of Aston in Birmingham,

March 1973.

A conceptual framework is proposed for understanding the actions
of managers in groups in organisations. It provides a basis for
synthesising developments from cognitive psychology, social psychology,
decision theory and organisation theory; and it reconciles three
apparenﬂ;contr;dictory views on the transfer of learning, viz:

Schein and Bennis (1965), newly learned behaviour must be"ralationally
refrozen' (i.e.-confirmed by a compatible environment); Moscow (1968),
'most effective change occurs with trainees whose relationship with
their boss is only moderately good'; and Festinger (1957), ‘a person
will try to justify a commitment to the extent that there is informa-
tion discrepant with that commitment'.

Managers' actions are conceptualised in terms of their contribution
to mastering information. Four skills are considered: (1) gathering
intelligence about the enviromment; (2) protecting information that is
regarded as vitaly (3) reducing information to operating instructions;
and (4) co-ordinating information through personal communication.

~ Seven training programmes were located that taught skills of
systematising information and communicating it frankly (the third and
fourth skills listed), but no detectable differences in target perform-
ance were found between 'trained' and 'untrained' groups, However, the
static group comparison design was not really adequate for a proper
training evaluation. On the other hand, the proposed conceptual frame-
work proved useful. Relationships consistent with it were found for

the 18 groups (132 managers). The criterion behaviour does ralate to

the resources, structure,and climates of the emploving organisations.

These are establishments drawn from manufacturing firms with an annual
turnover of more than £40 million, and they were then using training
for 'maintenance' purposes rather than to inaugurate changes. The
lessons of the research for practitioners are outlined. More work

needs to be done on the first and second skills above.
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PREFACE

SIGNPOSTS FOR THE READER

The text of this thesis is reproduced onlwhite paper, and
everything else is on blue paper. This should make it.easigr
to locate the tqbles, the figures, the footnotes, and the full
bibliography. All the appendices are located in the second
volume so that they can be consulted concurrengly with rehdingl
the text. The general list of contents gives only the chapter
titles and pages, but there is a detailed list of contents in
front of each chapter.

The thesis is divided into three parts: the Research
Predicament;  the Research Process; and the Research Product.
Each part is preceeded by a short statement of what is to come
(and, for parts two and three, - of what has gone before).

Part one, essentially, sets the stage for the research, and
it can be safely skipped by the reader who only wants to learn
about the research itself,-and who is not interested in its
context, Part two deals with the .concepts, variables, research
design, and research instruments, Part three describes the
companies and groups, and gives the results and conclusions.

A brief resumé of the ten chapters is given below, together with
key page references. By sampling these the reader will get some

inpression of the entire work.



RESUME

The origins of the research lay in the personal experiences
described in Chapter One. These experiences formed the 'because’
motivation. The 'in order to' motivation was 'to find some way
in which the lives of managers and of workers could beceme more
rewarding' (I.3, page 15, paragraph 2).

Perhaps such lives could be more rewarding if°managers were
taught how to think more critically, and how to empathise (II.3,
page 26, ﬁarégfaph 2).

If so, there are certain 'package deal' training programmes
which seem to be offering to teach these skills. But can managers
put their learning into practice at work? Perhaps there has to be
a suitable administrative structure, and a climate of opinion that
supports the transfer of learning? In this case, the reséarch
can be thought of as evaluating the conditions for the transfer of
learning from such 'package deal' programmes. This is how it was
presented to the Central Training ‘Council (IiI.3.1, page 35).

1 began to read some of the literature on attitude change and
‘behaviour change, and came across three apparently contradictory
hypotheses. The following types of association between environ-
mental supportiveness and change were proposed: (1) direct; (2)
conditional; and (3) inverse (IV.1,2.1 to 1,2.3, pages 50-51),
Perhaps I could collect data to eliminate one or two of these
hypotheses?

To examine the hypotheses T had to find what were the concep-
tually relevant variables, and define them operationally. As
independent variables I chose: resources, structure, and climate.

They are all listed in Figure V.1 (page 64). Chapter Five is

all about them.
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It is to a part of 'strategic activity', namely critical
thinking and empathising, that training efforts are directed,
‘But critical thinking and empathy can only be inferred, not
observed. What observations of performance would indiéaté their
presence? The whole of Chapter Six describes the probleﬁs of
designing an instrument for the dependent variable. I called
the questionnaire 'Managers' Activities and Methods of Working'
- or MAM, The pilot studies for this are described in VI.4
(pages 109-124).

During the pilot studies I was also seeking to grouhd the
three hypotheses in a richer conceptual framework. The initial
ideas were introduced in Chapter Four and cxtended in Chapter
Five. 1In Chapter Seven they come to maturity, Figure VII.2
(page 147) is the key to the whole framework. Managers'
activities are thought to be linked to an information processing
'cycle,of elaboration followed by reduction, and to information
processing which aims: (1) to increase ‘the extensiveness or the
intensity of information; (2) to guard vital information, and
to exchange dispensible information; and (3) to discern long-
term trends, and to reduce information to short-term programmes.
Figure VII.3 (page 153) shows how these activities are thought
to be linked with the administrative structures and the climates
of organisations.

Chapter Eight explains how the evaluation design proposed in
Figure V.5 (page 93) had to be modified in the light of the
research openings that actually presented themselves. The
revised design is shown in Figure VIII.1 (page 193).

Chapter Eight also describes the co-operating cempanies and groups.



iv.

The results, presented in Chapter Nine, indicate that company
resources, structure and climate are all associated with managers!
activities and methods of working in ways that are consistent with
the ideas put forward in Chapter Seven (IX.5, pages 225-<226)

There were, however, no differences betwecen groups where 46 per cent
or more of the members had received the focal training and groups
where fewer than 35 per cent had received the focal training. The
dependent variable; MAM, was, however, limited to activities favoured
by bureaucracies (see IX.l page 198, and X.4.5, psge 271-272)

In Chapter Ten I conclude, from qualitative evidence oﬁtaincd
. in another 25 companies, that training is much more likely to be
used for strengthening the status quo than for bringing change, " In
other words, these package programmes are just another form of
intensive, short-term, information processing (X.1.5, page 237)

In this last chapter I concentrate on the effects which the research
lhas had on the development of my own thinking, and I try to indicate
what other support there is for the conceptual framework (X.4.2,
pages 264-269). The thesis ends vhere it began, in the

problems of practitioners (X.5, pages 272-277).
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PART ONE

THE RESEARCH PREDICAMENT

PART ONE of this dissertation deals with three aspects of the
research predicamént: '
1. The choice of what problem to work on
24 How to cope with phenomena for which there is

no theory

and

3. The context of the research with the differing

expectations of the various parties involved



Part One: THE RESEARCH PREDICAMENT

CHAPTER ONE

CHOICE OF PROBLEM: WHY TEAMWORK IN MANAGEMENT?

RESEARCH CHOICES AND LIFE CHOICES
THE GENESIS OF THE RESEARCIH PROJECT

2,1 Early experiences with structure, climate and
managers

2.2 First industrial employment

2.2.1 The firm's presentation of itself

2.2:.2 The physical environment

2.2.3 The work tasks

2.2.4 The trade union

2.2.5 A shop floor view of management performance
2.2.6 Management's own performance criteria

CHOICE OF PROBLEM: WHY TEAMWORK IN MANAGEMENT?



Part One: THE RESEARCH PREDICAMENT SRR % |

CHAPTER ONE

CHOICE OF PROBLEM: WHY TEAMWORK :IN MANAGEMENT?

Here am I, here are you:
But what does it mean?
What are we going to do?

W H Auden

1. RESEARCH CHOICES AND LIFE CHOICES

The question of what is worth doing confronts the researcher,
and it cannot be answered lightly, It is part of the wider choice
of what to do with one's life. Dealing with this phenomenon of
choice, Schutz (1970) distinguishes between 'because' motivation
- anchored in past experiences and 'in order to' motivation which
'transforms the inner fancying into a performance or action gearing .
into the outer world',

There are those who would argue that the course of a person's
life has a certain inevitabilityl because of his genetic inheritance,
the circumstances of his birth and upbringing, and so on. The 'in
order to' motivation oa such a view becomes an illusion. We our-
selves hold that genetics and upbringing set limits to what is
'thinkable' for a giveﬁ person (much as, for example, blindness
fram birth prevents a person so handicapped from pictorial dreaming,
though not fromdr2aams incorporating sounds and smells)z. We do not,
however, believe that circumstances cancel all alternatives save one;
and wherever at least two alternatives exist, the possibility of

choice exists also.
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At the pragmatic level it has generally been the multiplicity
of alternatives, rather than their scarcity, which has exercised
decision theorists and operational researchers. It is the defini-
tion of the situation which is importanﬁ. We shall be arguing
later that the way managers think about their environment affects
the way they choose to act upon it, Similarly, the way we came
to think about our research problem has affected the subsequent
course of our research.

In the present chapter we shall look back over the antecedents
of the research to trace some of the 'because' motives which appear,
in retrospect, to have been operative. We shall also deal with the
'in order to' motives by describing why we thought the research was
worth doing in terms of our anticipation of events. We ask indul-
gence from the reader for this introduction of an autobiographical
element. It is done because we believe that the subjectivity of
research should be acknowledged. Subjectivity which is known can

be allowed for. Concealed subjectivity is another matter.

2. THE GENESIS OF THE RESEARCH PROJECT

The key concepts Sf the research - organisation, climate, and
management skills - have been in mind for a comparatively short
time, perhaps ten years at most. But the experiencing of organisa-
tion structure, organisation climate and management skills as

unarticulated interests dates back to childhood.

2.1 Early experiences with structure, climate and managers

The first research study I ever undertook was at school. The
National Council of Social Service recruited my class as inter=-

viewers for a project on leisure opportunities. The work of
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surveying the town's Eacilities was divided among us. My own
task was to interview all three of the town's cinema managers.
All had the same job title, but otherwise they seemed ﬁo have
nothing in common. _One was a huge greasy man in his shirt
sleeves who seemed to fill his tiny, stuffy, box-room of an
office. One was dressed impeccably and spoke with an Oxford
accent. His office was well appointed if not positively
luxurious.  The third was a suspicious little man who was inter-
viewed through a grill in the booking kiosk. He didn't seem to
have an office at all. To judge by their behaviour, I was seen
by the first man as a kid to be humoured, by.the second as a
potential customer and publicity asset, and by the third as the
hired agent of some busybodies. This was my first introduction
to the complexities of management environments and to the different

ways in which people perceive a research situation.

2.2 First industrial employment

The 'because' motive for my current research was much
srengthened by my experience of management as seen from below.
Although not trained in. 'participant observation', I kept a diary
of my experiences over six months. Excerpts from this document
will be used as illustrations of the organisation, its climate,
and its management. I doubt if any of the managers there had had
any formal training for their jobs and all were promoted from within.
The question which the current research would pose about them is

'would they have behaved any differently if they had had training?'
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2.2.1 The firm's presentation of itself

The best introduction to the firm (which traced its origins
back to 1700) would be for the reader to imagihe.himself in the
works canteen at a showing of the film which the company had just
made for advertising purposes. The year is 1950. ' This ‘is a
special preview for some of the 1,800, employees on the site. The
film is in technicolour, and is introduced by the managing director
from his study (audience comments 'Oh, isn't he nice!'). Next
there are soﬁe shots of the Worcestershire countryside with fields
where sheep are grazing, and now the camera shows the exterior of
the factoryas seen from the hill where the hospital stands. ‘' We
look across the factory buildings first towards the parish church
and then towards the gasometer and theHChimneys of other factories.
Each stage in carpet production is shown, from the designer's -~
office, and the preliminary carding and treatment of the wool; to
the spinning, dying, drying and winding processes and the 'setting'
tables in the preparatory départment.” One thousand five hundred
colour shades are used. In the carding room we see all the
different types of looms which weave the Wilton, Axminster, Cardax
and Almeda carpets. There is a new loom which will weave.two
carpets at once. Now comes the turn of the finishing department
(from which this audience is drawn). We hear the voice of the
film commentator, 'It is due to the skill of the worker throughout
the previous stages that there are so few faults when-the carpets’
reach the finishing room' (cries of '000h' from the audience), 'but
the skill of these girls can prolong the life of a carpet. ~A bad
finish mend ruins it. If necessary it is possible to put in mis-

sing tufts by hand'. The film does not show the 'pickers' sewing

<D



I.5
in long lines of missing tufts, It would be bad for business.
It shows the 'passers' feeling over the surface,-and it shows
bindings and fringes being machined on. The half-hour is nearly
over, so we are not shown how the packers do their job,.  -.The film
ends with a shot of bales of carpets ready packed,.and stacked in
rows with their export destinations written on the packaging. The
audience files out chattering, 'Did you see the big back and' the.

little back pushing a truck? That was me and my butty'.

2.2.2 The physical environment : .. 3

There was very little machinery in the finishing department -
only a huge set of steam rollers (to bring up the pile) right in
the middle of the shop, and a set of shearers for trimming,.and
sewing machines for bindings. The department office was half-way
down the shop, and to one side of it was the 'pickers' section and
to the other side the 'passers'. The foreman, forewoman, and
departmental manager all used the departmental office. The works
manager had an office in the administration block away- from the
factory.

On my first day at work the gate-man indicated the way to the
department office where I waited with two other newcomeis.
Eventually the foreman emerged from within with needles and scissors
and beckoned to us to follow. My first task was to help another
girl to iron labels onto carpets. - They were self-adhesive.lables
and the iron had to be a certain temperature. Although electric,
it had no thermostat. It was connected to a light socket about
five feet above our heads, and every time the iron got too hot we

had to climb onto the table, and then onto a box in order to

disconncct it!
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It was a hot day in late September, and we were grateful when
the swing doors at the bottom of the shed were left open. The
heat was most oppressive when the sun beat down on the glass roof.
They said it was almost unbearable in summer and they prayed for ™
each day fo end. The air was heavy with steam from the pressing
machines, and with the smell of wool, ether (used for cleaning)
and fish glue. (You can tell a genuine finisher by the smell of
her clothes!) Standing all day made it worse. There was no
seating, but‘it would be hamd to work sitting down, as most jobs
required that the carpets be moved continuously across the big'
work tables by pairs of operators. There were no mechanical -
hanﬁling devices, only a trolley with rods at the ‘sides,which the -
men used to move the large rolls of carpet which were joined end
to end. Rugs and smaller carpets (up to 3 metres by 4 metres)
were all carried by the girls. In one secgion of the department
there was a 'conveyor', but a stationary one, consisting of metal
rollers along which carpets could be slid. When it was rumoured
that the factory inspector was about, the roof windows were opened
by a man with a long heavy pole. The building resembled a hangar
and there were no windows in the walls.

2.2.3 The work tasks

All the instruction that any of us received was from workmates.
This meant that bad habits were picked up as well as good ones.
Much damage was caused by such unskilled beginners at picking or
passing as we were. Everyone of the 1,500 colours used in the
carpets was coded so that it could be ordered from the wool stores.
It was, however, months before I found out that the number on the

'talons' (work dockets) supplied with each carpet were to identify



1.7

the colours, pattern, 'loom and size. Even with this information,
one would find that colours brought from the stores, or even from
the loom bobbins direct, did not always tone perfectly with those
used in the carpet itself, and an expedient of 'chalking down' was
o;casionally resorted to to disguise the sewing-in by a finisher.

Each type of weave required a different form of éewiﬁg-in, so
it was best if the pickers could have a long run on the same type
of carpet.  Passers were supposed mainly to be 1ooking'for faults,
and 1f they'found anything substantial they were supposed to 'show
it up' by a loop of string. It was then a matter for argument
between the forewoman and the foreman as to which section - pickers
or passers should be obliged to recﬁify. There were as many things
to look for on the backs of carpets as on the front - thick jutes,
thin jutés, too much size, too little size (stiﬂénef used in cheap
carpets), chain missing, or slack, or knotted (chain was a vhite
string which ran at right angles to the jutes) and so on. There
was, in our opinion enormous scope for operator training in féult
analysing and repair. The foreman's advice, when asked for, was
often incorrect. His skill seemed to consist of allocating work
without offending people, and in smoothing over arguments when they
arose. The carpet inspector was a technical specialist who was not
under the authority of the department manager. The foreman resented
the fact that part of his former duties had been taken away and‘given
to a man gho had been promoted from a manual job. He was in his
element when the carpet inspector was off sick. The deputy

inspector seemed to know less about carpets than the workers did.

The women would say 'We ask him and then we do what we think',
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2.2.4 The trade ﬁnion

The trade union was very active in taking up grievances and
in looking after the interest of workers. The local branch of
the Power Loom Operatives and Other Textile Workers Association
had members from other factories in the town and it met after
working hours off the premises, but we received notification of
meetings and of the business to be conducted. After I had had
one week's sickness absence it was the steward who was the first
to welcome ge back with 'You'll be wanting your sick pay,luv?’'.
The money, far more than the sum of all nmy weekly paymgnﬁs, w&é
in my hands within hours, The subscription'was 7%p ﬁer week
but' this was out of a wage of less than £3.00.

Our steward was a very energetic grandmother - 69 years old.
She was a match for the departméntal manager, who accdr&ing to
the girls 'got his job because he's good at talking folks out of
tﬁiﬁés'. In matters affecting pay and conditions for the whole
department the works manager was involved. One day he called
the whole finishing department to the canteen in the afternoon,
vhere he addressed us. He proposed putting tﬁé pickers'onfo a
piecework rate. He spoke of the world.situation and of the
need of the firm to secure imports of raw materials and to get
priority in securing these supplies they had to be big exporters
of finished goods. He wanted more and better production - both
quantity and quality, but was very diplomatic about it. He
said there would be 'floating' pickers, to help tables which had
very bad carpets. Everything was to be done democratically
through union agreement,and anyone could send in (unsigned or

signed) written questions, if not satisfied with his explanations

bt
blores
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of the firm's proposals. There would be another meeting later
at which progress could be reported and matters tﬁrashed out
again.

The union had strict apprenticeship rules for creelerslwho
had to serve five years and be 21 years of age before they could
be weavers. There was in this post-war period; a shortage of
skilled weavers, and it was said in the finishing department that
this was the reason why weavers could turn out bad work with impun-
ity. How true this was, I cannot say, but a revision was made in
the payment scheme for pickers to allow for the variéﬁle quality
of work from the weaving shed. Work was to be graded by machine
(how, we did not know) according to whether it came from good,
indifferent, or bad looms, and pay rates were to be adjusted

according to the grade marked on the talons (dockets) with the

carpets.

2.2.5 A shop floor view of management performance

That the firm was bothered about quality is evidenced by the
fact that they introduced a glass-topped table lit from underneath
by fluorescent lighting: Two of us (wor# was done in pairs
throughout the department) were assigned to this table to make
special examinations. One day there was quite a to-do over a
couple of carpets which had_been sent all the way back from Sweden
because of faults. We were asked to find them. One carpet had
two very tiny holes and the other did not have any tufts missing
but had been marked in Denmark for 'faulty sewing in'. Three
senior executives came to our table. One said,'Swedish customers

expect perfection now, as their new purchase tax puts the price up

- very high',

|}
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Another illustration on the same theme will also show that
the works manager was not aware of the fact that his subordinate,
the departmental manager, had been using the lighted table for
purposes other than those intended. The works manager stopped
at our table with a guest. 'Yes', he said, 'the lights show up
everything—~if even a threeshot gets to a customer they write
saying they've got a hole the size of a half-crown'. 'I know -
a ten pounds loss', sympathised his guest. The works manager
glanced at some of our'sewihg in. 'You're not supposed to be
repairing', he said to us, 'it must go back to the table if it's
bad.' We sald nothing. It had come to us direct from a loom,
and we knew that he would be very annoyed if he found out that
the departmental manager was using us as temporary pickers.

The structure of the firm was the conventional pyramid, and
the works manager was usually the most senior person seen on the
shop floor. Workers were not supposed to address any member of
management except the foreman. This was especially enforced
with regard to staff personnel other than the welfare officer.
The electricians were experimenting with the hot air vents one
day and their chief came into the department. = A union represent-
ative asked?go see if we could get the heat turned off. Presently
cool air came from the vents and the union representative came
over to us to warn us not to menttpn the incident to the foreman.

The foreman, who was known by his Christian name, was quite
popular, He had managed women for 30 years, but confided to us
once that he still could not tell 'which way they'll jump'. He
said, 'They ask for a thing, and then don't like it when they've
got it. Some have to be asked to do things. Others have to be

told.' He had a number of what he regarded as problem workers.

12
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The flow of work.was extremely uneven, overtime (which was
paid higher than normal hours) was worked on Saturdays but this
often meant that there was little to do on Mondéys. ‘

times

There were times of very heavy pressure, and at other/ work was
slack. Here is an account of the speculation in the shop about
a complete cessation in the flow of work. 'Some said the pick-
ers were going slow because they were annoyed about an incident
yesterday. Some said that they were trying to fix a higher
piece rate kbecause, since passing was separated from pickiné,
the pickers have lost the %p a metre they used to get for passing).
Others said the hold-up was not in oﬁr department‘but that the
factory was preparing to stop certain work and go onto munitions.
Others said that orders had fallen off steeply because of the
rise in the cost of wool. The.foreman came up and said it was
the fault of the chemists who were holding up produétion for
experiments with dyes.' It seemed strange that our foreman
seemed to have had no advance warning of activities by the chemists
which affected the operations of his own department so adversely.

People were moved about a great deal and éonsequently you
got to know a number of workmates very well. There were numerous
social rituals to enliven the day, and the firm was very consider-
ate about the personal difficulties of employees, allowing varia-
tions in starting or finishing times and so on. INevertheless,
the unpredictability of the flow of work encouraged restrictive
practices designed to ensure one had a regular minimum wage. The
work itself was tedious and one sometimes felt that a carpet looﬁed

no better for one's efforts than it did before. Worse, it seemed

to this worker at least that much of the work was unnecessary, if

13
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only the éarlier stage of manufacturecould be improved. From the
shop-floor the firm seemed, in terms of our current research
terminology, to have a climate of low control and also of low

development.

2.2.6 Management's own performance criteria

From management's point of view the firm was a highly progressive
enterprise.‘b'The local paper brought out a four-page supplement eight
years later which was devoted entirely to the firm's activities and
exploits over the years. They spent over a million pounds on develop-
ment between 1945 and 1960. 1In 1946 they had had to divert three
branches of the river (which flowed threough the site) into a single
channel so that the production plant could be laid out on flow lines.
They opened show rooms in other parts of the country. They were
the first to offer retailers a 24 hour 'by return' cut-length
delivery service of certain broadloom carpets. They expanded their
contract business, and they exported all over the world, including
the new African states and the USSR. 'The company has always been
far-seeing' said the paper above a picture of the board of directors.

But who should be the judges of those who manage, and what standards

should they use?

3. CHOICE OF PROBLEM: WHY TEAMWORK IN MANAGEMENT?

This firm has been described at some length because it caused
me, 22 years ago, to redirect my career plans from social work into
management, for it seemed that industry was 'where the action is'.
Surely there caild be some better ways of making carpets, of cars,
or chocolates, or whatever else. There are, of course, those who

would cry 'exploitation' on hearing such sentiments, My feeling

1A
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was that workers' abilities were being frustrated, that work was
unnecessarily tedious and unpleasant, that wages were low and

that there was no leisure at all. I rose each day at 5.00 a.m.
in order to be at work by 7.30 a.m., and I was not home before
7.00 p.m. I was too tired to read anything more demanding than
Reveille or Titbits. Couldn't our managers so capitalise on all
their assets, human as well as physical, that everyone could have
more hours to call his own, and more energy left in which to enjoy
those hours?‘ What kind of structure must managers create? And
what kind of climate? And what skills do they need to do this?

The intervening years in management and management teaching
havé not really altered thel'because' and 'in order to' motives
which have been described above. The answer to the question,

'Why management?' as a research problem is 'because my experiences

led me in this direction', and 'in order to find some way in which

the lives of managers and of workers could beccme more rewarding'.

The 'teamwork' in the title reflects another bias. It seemed to
make no sense that what one worker did should be undone by another

(in my first employment work was actually unpicked); or that one
person's instructions should be countermanded by another's (a

frequent occurrence). Teamwork implies building something together,
and 'The man who has builded during the day would return to his hearth
at nightfall © ﬂe blessed with the gift of silence, and doze before
he sleeps' (Eliot)S. From these high ideals we have had to step

down to the practicalities of what could actually be done in research-
ing teamwork in management. In our next chapter we condder first

the problems of giving content to the ideal of 'managing better'.

ot
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FOOTNOTES

1. See for example, B F Skinner (1959), Cumulative Record,

New York: Appleton Century Crofts, who says that a
scientific theory of human behaviour 'must abolish the
conception of the individual as a doer, as an originator

of action' (p.236).

2. A listener to the BBC programme 'Whatever you think'
telephoned the studio to describe her dreams. She had
been born blind, and she was answering a point raised in

the programme.

31 T S Eliot, 'The Rock', Chorus V, from Collected Poems 1909-1935,

published by Faber and Faber.
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Part One: THE RESEARCH PREDICAMENT 1.1

CHAPTER TWO ' ‘ '

PHENOMENA FOR WHICH THERE IS NO THEORY: MANAGERS' SKILLS "'

Work out your own salvation

Saint Paul

It was only after I started my appreﬁtiéeﬁhip-in“reééa;ch tﬁat
T began to think explicitly about such con&epts és }st;uctgfe‘, |
'climate' and 'skill'. When I was employed in ;;bﬂﬁction manaéement
my problem was how to manager }Better‘. As a m;naééﬁént teacher
the problem is how to enable managers tb.learn 'better' ways of
managing. These proﬁlems were tﬁe precursorslof thé research.

In the previous chapter.weldescribed ﬁow we Eame to‘kocus upén
managers rather than.updn some other occuﬁatién. All research is,
however, value-laden not only in its cﬁoice of Subject but also in
the theoretical perspective adopted in all prior aﬁd subséquent
choices. Valueé, according to Rescher (1969) are-'invariable
instrumentalities for reasoning about alternatives', and the
research is cbnstantly faced with alternatives. When we speak
about 'managing better'owe are obliged to invoke Qalues. We shall
examine a.selcction in the éaragraphs which follow. We end with

a provisional definition of 'managing better' in terms of skill.

1. DEFINITIONS OF GOOD MANAGEMENT

1.1 Efficiency

One definition of managing better would be to increase prodﬁct-
ivity. If one can produce the same output for less expenditure of

effort, then one'is being more efficient. The rational-empirical

sy
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tradition from Fredergck W Taylor (1856-1917) -to modern management
scientists, psychometricians and communication media experts, offers
a variety of techniques for increasing the return for a given expend-
iture. Efficiency is, however, only an instrumental value. It is
usually associated with 'enlightened-self.interest', and with the
division of labour. . But, as Emery and.Trist (1960) point.out,
even in a single organisation, “sub-optimising of.the.parts may be
needed for Fhe interest of the whole. - Sacrifices of self interest
have to be made, Better plant layout, better materials handling,
elimination of unnecessary drudgery through method study.and.
ergonomics, diminished fluctuations in work load through improved
stock control and production scheduling - all.these bring double-
edged advantages. The requirements of simplicity and predictability
run counter to the desire of the individual person to go about his
work in his own way, at his own pace and at times of his cwn choosing.
Many of the incentive schemes designed to .reconcile-people to
predictable system requirements have been counter productive .from
an efficiency point of view. Workers' energy has been channelled
into beating the system, as is well documented in, for example; the
study by Klein (1964) of Multiproducts Ltd., and in Lupton's (1963)
work. In the hope that the needs of economic.man and of. social
and complex man (Schein, 1965) can somehow be.harmonised, what is
rather grandly called 'applied social science' is now being enlisted
to promote 'job enrichment' and 'autonomous work groups',  Experi-
ments in flexible working hours are also being tried. The predomin-
ant management goal is nevertheless that of efficiency to achiecve
increased profitability for the firm. This profitability, it is

argued, also contributes to the gross national product and hence to
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the national interest, but such a simple equation is challenged

in many quarters.1

1.2 Worker satisfaction

Managing 'better', from the Hawthorne experiments onwards,
has included the idea of p;oviding the kind of conditions which
meet people's social needs. The firm with low absenteeism, low
labour turnover, low grievance rates, and no work stoppages from
strike action is sometimes held up as a model. . Dissentient-voices
attack this view for its paternalism or for producing :'The Organiza-
tion Man',z or they suggest that one should not seek.to make work
a central life interest. Dubin (1972) for example, asserts that,
'the affective detachment of men from work could be highly.functional
to their total life ascitizens representing a social system in which
man's capacities, enjoyments, rewards and interests for the first
time in human history will be focused on non-productive activities'.

Miller and Rice (1967), from a functioral systems perspective,
point out an unintended consequence of promoting, solidarity in the
primary task group. When task boundaries and (what they call)
'sentient boundaries' coincide, a strong vested interest is created
in maintaining the status quo. Changes will be difficult to
introduce. Miller and Rice think that temporary systems may be
the prototype for organisations of the future, and they therefore
believe that management will have to get round the problem of small
group vested interests by encouraging more diffuse loyalties to
some secondary grouping. The problem is to determine how this

may be done,

Two arecas of disagreement about worker satisfacticn are
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therefoéé appareﬁt: the first is whether it is socially desirable
(the géod might be the.enemy of the best); and the other is
whether it is commeréially desirable (does it enable a'business to
be more canpetitive, and, if not, should the commercial interest

be paramount?B).

1.3 Commercial pre-eminence

Better. managing can also be described in political terms.
The value he;e is power and influence. Technical, financial,
commercial, productive, and other resources (including expertise)
are exploited to this end. Internally the power of the dominant
coaiition is maintained through calculated disbursement of ‘rewards
and penalties. Externally the strategy is to pré-empt the choices
of rivals. Karpik (1972) lists forms of action which are available
under 'technological capitélisﬁ'. Shifting alliances may be
formed against a background of win-lose competition or precarious
hegemony. Jay (1970) in 'Management and Machievelli' has a more
humorous treatment of this subject. Blattner (no date) brings
together economic, political and sociological thinking in his

discussion of power in international firms.

1.4 Survival and growth

Commercial pre-eminence may'he one road to ensure survival and
growth. It is not, however, the prime orientation of those who'
think of firms as open systems adapting to and integrating with
their environment. These writers prefef a form of functional
analysis to identify the characteristics of organisations which

can adapt themselves: (1) to the needs of their own members (see
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the writings of Argyris, 1957-1972; of Clark and Krone,
1972; and of Golembiewski, 1968); and (2) to the environment
(see iawrence and Lorsch, 1969; and Burns and Stalker, 1968).

Does 'managing' then entail, .as a minimum, ensuring the

survival of the enterprise, and is survival:the'basic need to -
which managers should direct their attention? = Silverman (1968)
criticising the natural system model of organisations, says, 'If
the only test of whether a need is "real" is if the system cannot
"survive" without meeting it, then what do we mean by "survival"?
How are we to judge whether the system has "died" or merely changed?'
He'continues, 'We must recognise that the "system" itself is not a
"given" but is relative to a particular balance of interests’.
Condderable changes are taking place in the ownership of business.
Have the managers of a firm which acquires a major interest in
another firm managed 'better' than the managers who have sold out?
There is evidence to suggest that the new system is sometimes no

4

more efficient than the old.

2. WHO ARE THE MANAGERS?

2.1 Top dogs and others

We have been speaking so far as though managers were 'top dogs',
who, at enterprise level at least, constitute a discrete cadre
charged with responsibility for setting and'meeting enterprise
objectives. We have also outlined four values which are pertinent
for such managers: efficiency, worker satisfaction,' commercial pre-
eminence, and survival and growth, and we have raised some questicns
about these values. We have, however, neglected the fact that the

word 'manager' covers many persoas who are not top dogs. Sometimes

<
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" it is used to include virtuaily anyone who is not classified as a
‘worker' or as 'clerical staff'. Managers differ by status, by
number of subordinates, by functional responsibility, by size of
establishment, type of industry, and so on, but there is one thing
which this amorphous collection of persons has'in cammon - a manager's
work can seldom be done in isolation.? '  We shall turn therefore to
see what we can learn about 'managing better' from the writings

about small groups.

2.2 Members of groups

Dwight Sanderson (1938), over thirty years ago, outlined five
areas for an adequate description of a group. These are: (1)
identity - what limits the group or sets it apart; (2) composition
- who belongs; (3) intergrbup relations - whether the group is
independent of or controlled from without; (4) “intra-group® relations
- forms of interaction among members; and (5) structure and mechanism.
Under the last heading he includes 'Leader, type and origin (how
selected and if from group)'.

It is,therefore, somewhat surprising that much of the subse-
quent work on small groups has concentrated on only one or two of
these five areas, and has not made explicit what effect the neglected
areas might have had on the studies concerned.

One focus of attention has been on devising tasks to find out
when groups are superior in performance to persons working alone.
Cohen (1969) has an excellent review of this literature. What has
yet to be demonstrated is how short-term experimental tasks carried
ocut by temporary groups in controlled conditions can be generalised

to the kind of tasks and conditions which managers deal with in
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their daily work. Cohen's book does attempt to bridge this gap
conceptually, but only in terms of the structural similarities of

ongoing and experimental groups.

2.3 Leaders

Another favourite topic in small group research is.leadership.
Bowers and Seashore (1966) have a useful chart of the correspondence
of various leadership concepts, and a concise and clear.review of
the studie; of leadership is given by House et.al. (1971). They
reveal that much inconclusive ?ork has attempted to sth how far
initiation (emphasis on work. to be done) and consideration (support
for- subordinates) affect performance and satisfaction. Many of
the work groups have .been experimental ones. Field research
groups have been mainly of blue collar workers. .Also, the emphasis
has been from leader to worker, and not in the reverse-direction.
A report by Crowe et al. (1972) of an experimental study:of.the
effect subordinates have on leaders is an exception .to the rule.

Vroom and Mann (1960) have also written about how subordinates . .

influence leadership style.

Management teachers have done much to popularise notions concerning
leadership styles, contingency theories,.and the like. :. Whether
this helps managers.to manage better is an open question. What
we can say from our study of the small group literature is that we
are now more clear about the nature of the problem we have posed.
If we allow the parties concerned to define what values they hold,6
then 'what is it that managers do in their multifarious interactions

(as subordinates, as colleagues, as superiors) which contributes to

the furtherance of their values?'
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3. BEHAVIOUR, ACTIONS; OR SKILLS?

The actiors and behaviour of individual persons are the
elementary subject matter of the social sciences. Braybrooke
(1970) would have us use the term 'béhaviour' when we are . ,
interested primarily in reinforcements and responses,(Skinner's, .
1971, viewpoint), and 'action' when we are interested in motives
and meanings (as Schutz, 1970,is for example). A behaviour . -
investigation would ask 'how the repertoire of actions and..
policies exhibited' by managers evolved. in adaptation to the
environment. An action investigation would see managers as
purposeful agents operating together with other managers 'in.

a context of rules for doing business'.

One should be able to adopt both perspectives, As a result
of having been involved in sensori-motor process analysis for
operator training, it occurred to me that managing could also .
be thought of as a skill, A skill is both instrumental action
and conditioned behaviour. Managing is not, in fact, a single
skill, but rather a set of skills, comparable to those of.teaching
and of medical practice., The possession Ef_a-skill means that..
the skilled person's senses, mind, and muscles are attuned to a
certain range of phencmena. '"Man has been variously described
as a symbolizer, abstracter, culture creator, time-binder, and
communicator' (Barnlund, 1970). = The ability to be all of. these
things is present in everyone. The ability is exercised with.
'ease, rapidity, and precision' when nanagers, doctors, teachers,
and lawyers, for example, are performing skilfully. Only a small

fraction of such performances is, howevar, accessible to direct

cbservation, namely the overt muscular activity. = Other elements



I1.9
in these skills have, nevertheless, been subjectéd to study. For
example, the brain is a black box whose neurological functioning:-
bas been modelled by Newell, et al. (1960) and by.others. It is
only partially understood. Particularly obscure is the connection
between the viscera and cognition. The viscera presumably affect
the'tonic background activity in the brain, and arousal theory holds
that when activation is unduly low the system will be inérﬁ and
signals are likely to be lost. With véfy high levels of arousal
the system will be over reactive, action will be confused, and
capacity will be insufficient for high level judgments. Welford
(1968) summarises the findings of research in this area in the
statement that 'a moderate level of arousal is conducive to the
best performance'.

The layman would probably believe that arousal of feeling
plays a large part in the ability to empathise, and empatﬁy has
been cited by Natale (1972) as an important element in the ékillé
of which we are speaking. In 'An Experiment in ﬁﬁpatﬁy' he ciaimé,
lovever, that the ability to think critically is a precondition for
empathy. He ran two experimental literature courses, one of them
designed to stimulate critical thinking énd'the other a control.

He was able to improve scores on several iﬁﬁefendent indices of
empathy in the critical thinking class.7 If the ability to
empathise is indeed a component skill of manﬁging,:and if Natale
is right in his assertion abdut critical thinking, then the sort
of prograrme he runs could help managers to 'manage better'. In
skill terms one possible answer to the question we put at the énd
of the section onlleadership could be, 'managers empathise and

think criticallyiin their multifarious interactions as colleagues,
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subordinates, and supériors'. If this is so, then 'managing
better' could mean 'empathising more and thinking more critically'.
We propose to accept this definition provisionally as a basis for

further thought.

4. WHAT KIND OF A THEORY IS NEEDED?

'No science deals with its objects of study in their full
concreteness, It selects certain of their properties and attempts
to establish'relations among them ..... But in the social sciences
the singling out of relevant properties is in itself a‘majorlproblem.'
This quotation from Lazarsfeld (1958) illustrates one of the conse-
quences of the absence of any single well developed theory in the
field we wish to investigate. Since managers do not form a dis-
crete class either in society, or even in many firms, we are not
trying to formulate a theory of managerial action or a theory of
managerial behaviour, Those things which all managers do will be

things which non-managers also do, and many of the things which some

managers do will not be done by all managers.

'"Managing better' implies, at the least, a change in the
status quo ante, even if it is only that managers empathise more
and think more critically. It implies, further, that, on at least
one normative criterion, the subsequent state is superior to its
predecessors. The problem of prescription is dealt with again in
the next chapter. Meanvhile we will settle for a descriptive
theoty about persons in groups in organisations which will tell
us the conditions under which such persons will substitute a new

way of doing things for their present way of doings things. (We
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want to try" out this theory on managers in formally designated
groups in business firms, and we believe that concepts such as
structure and climate are relevant.)

There are many such 'theories' to choose from. The problem
is which one. A structural functionalist theory would hypothesise
that a change would be made if the system 'required! it in order to
adapt to changed circumstances. An interactionist theory would
hypothesise that a change would be‘'made if the actors revised their
definition of the situation. Role theory would hypothesise that a
change would be made in response to new demands from significant
others. Balance theories would hypothesise that change would be
made if the current position was incongruent or asymmetrical.
Cultural diffusion theories would hypothesie that change would
occur if the new way was compatible with existing ways. Learning
theory would direct our attention to motivation and reinforcement.
Group dynamic theories would hypothesise that change would te made
if the source of pressure for change lay within the group. There
is virtually no end te the list of possible hypotheses and variables.
Many of these could be subsumed under a'higher order theory if this
existed. It does not exist, In the absence of theory - work
out your own salvation, Denzin (1970) refers to five levds of what
he calls 'theory work'. These are: '(l) ad hoc classificatory
systems; (2) categorical systems or taxonomies; (3) conceptual
frameworks; (4) theoretical systems; and (5) empirical-theorctical
systems', He adds that 'much of what now passes as theory in
sociology are conceptual’frameworks that systematically direct
empirical and theoretical activity around a core set of problems'.
All the so-called theories referred to in the previous paragraphs

are really no more than conceptual frameworks, in our opinioen.

(2 N9
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Nevertheless, we agree with Denzin that 'because of this directive
function, the conceptual framework offers the best hope for develop-

ment of systematic theory'.

What we have done here is to illustrate various facetg of our
'core set of problems'. In our next chapter we wish to discuss a
further aspect of the research predicament, namely role conflict.
After that we shall describe the stages by which we constructed our
own conceptual framework, hoping that 'conceptual framework' is not
too grand a title for the resultant format. It does attempt to
specify some donditions under which persons will substitute a new
way of doing things for their present way. We shall indicate later
some enpirical measures of the postulated conditions under which

managers are likely to think critically, to empathise, and to work

together as a team.
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FOOTNOTES

1

See for example, E J Mishan, Economic Growth: the need for
Scepticism, Lloyds Bank Review, No.106, October 1972, pp.l1-26.

See W H Whyte, The Organization Man, Jonathan Cape, 1957.

A nasty account of 'the organisation woman' is provided by

C Perrow (ed), The Radical Attack on Business, Harcourt

Brace, 1972, on pages 202-206. These pages give an anonymous
description of the life of a telephone operator.

Bengt Johannisson, Visiting European Fellow at The University
of Aston in Birmingham, in his report to the Leverhulme Trust
says, 'if a company is to adapt today and in the future, it

is in its own self interest to develop strategies that include
a longer time perspective and also define its business role in
the wider social context'. The Harvard Business Review, Jan-
Feb 1973, has advice on how to carry out a 'social audit' since
there will be increasing pressures for businesses to do so.

See A Buckley, Acquisitions: avoiding the pitfalls, Accountancy,
Vol.83, No.948, August 1972, pp.72-77.

An account of the characteristics of companies which are taken
over and of companies which do the taking over is given by J

Tzoannos and J M Samuels, Mergers and Takeovers: the financial
characteristics of the companies involved, Journal of Business
Finance, Vol.4, No.3, August 1972, pp.5-16.

'Unfortunately most discussions of the paraphernalia of planning

(the committees, forecasts, budgets and experts) have little to

say about the organisational process by which contending parties
evolve a consensus within some ongoing framework that allows for
major shifts in emphasis and structure' - L R Sayles and M K
Chandler, Managing Large Systems, Harrap, 1971. Yet this is teamwork.

P E Connor, Research in the behavioral sciences, a review essay,
Academy of Management Jourmal, June 1972, pp.219-228,is concerned
lest social scientists become either 'handmaidens or agents' of
policy makers. In suggesting that we enquire into how managers
further their own values we do not wish to suggest that the
values themselves should be exempted from study. Rather that
the interaction of behaviour with emergent values is itself of
theoretical interest. But we do not believe that social

scientists, qua social scientists, are qualified to design a
brave new world.

For various ways of measuring empathy see the following:
Rosalind F Dymond, A scale for measurement of empathic ability,
Journal of Consulting Psychology, 13, April 1949, pp.127-133.

C W Hobart and N Fahlberg, The measurement of empathy, American
Journal of Sociology, 70, March 1965, pp.595-603.

A H Hastorf and T E Bender, A caution respecting the measure-
ment of empathic ability, Journal of Abnormal and Social Psychology,
47, April 1952, pp.574-576.

R R Carkhuff, Critical variables in effective counsellor training,
Journal of Counselling Psychology, 16, 1969, pp.238-245.
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Part One: THE RESEARCH PREDICAMENT I1I1.1

CHAPTER THREE

THE CONTEXT OF THE RESEARCH

The want of a thing is perplexing enough,
but the possession of it is intolerable.

Sir John Vanbrugh

1. EVALUATIVE RESEARCH OR ELUCIDATORY ENQUIRY
The last chapter set out some ideas on the. subject of how

to manage better, and it was suggested that persons who think

critically and who empathise with others will be better managers

than will persons who do not do these things. There is some

evidence for this proposition,l and, if we accept it, we can
turn to the question 'Do certain management. training programmes
enhance these skills?' In focusing on a training problem, the
research becomes primarily decision-oriénted and evaluative and
only secondarily conclusion oriented and elucidatory. Glass

(1972) asserts that

'Elucidatory inquiry on education simply does not seem,
to have turned up any important, reliable,replicable
relationships worthy of continued study...... If
physical laws were as limited in generality as the

laws so far discovered by social scientists, we would
hesitantly creep out of bed each morning not knowing
whether we would float to the ceiling or crash to the
floor. If physical laws were ag erratic as the "laws"

governing the educational system we wouldn't dare to
get out of bed.'

He described the work of Rothkopf (1966) and Faust and Anderson

(1967) whose conclusions

'concerning the cueing and control of attentional processes
arc as well understood and lawful as basic educational
research can hope for. Yet ..... the mathemagenic effect
appears and disappears as a function of ..... mediating

3%
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conditions even in the scientists' own'make-believe
world of ceterls paribus.'

Glass argues that since resources for research are scarce, the
payoff from evaluative enquiry (finding out 'how well') will be
greater than from elucidatory (finding out 'why'). 1In addition
the former stands in a heuristic relation to the latter. We
are interested in both types, but it was the evaluative element

that enabled us to secure funds.

2. FUNDING AND ACADEMIC INDEPENDENCE

The research procedures of social scientists were ‘investigated
by Bath University Library (1971) as part of a broader stud; of
information requirements in the social sciences. The report states
that 'the origins of projects for many researchers appear to lie
largely in their own curiosity ;nd avareness' (p.3) but 'the resources
available are in many cases the deciding factor in determining the
specific hypotheses to be investigated and the methodolog§ to be
used' (p.15). 'On the whole, however, few researchers reported
- that they used methods new to them, and little time was devoted to
learning new techniques.' (p.4)

The Industrial Administration Research Unit at Aston had an
established methology which had been developed over a period of
several years by Pugh, Hickson, and Hinings.2 It could be
presented éo outside sponsors as evidence of the research competence
existing in the Unit, even though the originators had all departed.
This, coupled with the fact that I waé interested in evaluative
research, meant that considerable pressuré was applied by the
relevant university authority to induce me to accept a grant that

an outside body wished to make for the purpose of evaluating a
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particular management development activity. I was, at the time,
highly vulnerable, since my own contract was running out, It was,
however, my considered opinion that there was a total mismatch
between the objectives stated by the outside body and the means by
which the university authority was proposing to achieve those
objectives. The time scale and resources were inadequate and
there was no chance of developing the conceptual framework which
I had in mipd for purposes of this dissertation. 'My_oﬁn thing'
would have been so distorted as to have been unrecognisable. The
(Research Unit) dog would have been wagged by the (project) tail.

I therefore refused to be a party to the proposed scheme. ' This
incident illustrates that a very important part of the research
predicament is the degree of independence of the researcher in
setting his or her own objectives. There are cases where the
possession of a grant is more intolerable than the want of it!

I do not believe that autonomy is the perfect solution, but I do
believe that the various interdependencies which form around research
must be symbiotic not self-destruétive. The introduction to the

eventual sponsor occurred almost casually. It was fruitful for

me and I hope the CTC will consider it was so for them.

3. THE PARTIES TO THE RESEARCH

3.1 Sponsor and investigator

The way in which I was.enabléd'to commence work on the project
fits very nicely the garbage can model of decision making outlined
by Cohen et al. (1972). According to this model the matching of
problems, choices, and decision makers is partly controlled by

attributes of content, relevance, and competence, but it is also
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quite sensitive to attributes of timing, the particular contents of
current garbage cans and the overall ioad on the system. | Tﬁué it
happened that, for quite extraneous reasons, a full-time officiél
of the then Department of Employment and Productivity was visiting-
the Head of the Deparfment of Ipndustrial Administration at Aston.
The visit occurred when the impending éxpiry of the research fellow
contract whicﬁ I held was an item in the Head's!'garbage can',

Also in the can was a research proposal that I had put forward.
The proposai éppealed to the visiting Civil Servaﬁt because if w&s
close to some interests of his own, and he arranged thg first'
contact with the potential sponsor, the Central T?aining Coﬁnéiil

. The predicament now was to re-formulate the research propoﬁal
in such a way that it would also be acceptable to the potential
sponsor. First, the research had to be on ‘some aspect of training
(not of 'education' which was the provihce.of the Department of
Education and Science). Secondly, it had to be oufside tﬁe terms
of reference of any single Industrial Training B;ard, but of interest
to the ITBs in general. Thirdly, there had to be an oﬁvious
practical application, and fourthly, the methods proposed had to be
methodologically sound. The CTC 'Research Criteria’ arelgiven in
full in Appendix III.1.

The remarks about mediating conditions in educational research
(in section 1 of this chapter) indicate reservations about the
possibility of obtaining results which can be generalised beyond
very narrow limits. We are well aware of all the sources of
internal and external invalidity cited by Campbell (1967) andthe

problems seemed to be insurmountable. We had no idea what was

the total population of firms or of training organisations who were
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using analytical skills or social skills training (i}e; Eraining
specifically designed to make managers more critical and/or more
empathic). We knew certain trainers published lists of their
clients; but we did not know how exhaustive the lists were; nor
why it was that these firms had been attracted to these courses;
nor how many firms had used a team approach. We did not know all
the ways in which relevant training programmes differed among
themselves.” " We thought we could find out the answers to some of
these questions, but should we really be able to bring'sff a quasi-
experimental field study? How'ﬁaﬁy additional lines ;% defence
could we build into the study? We could use well-tried instrumeﬁts.
We could establish multiple points of contact with prior fésearch.'
We could collect different types of'data,'nse a triangﬁlated design,
and so on and so forth. The chief temptation in such circumstances
is to sound more optimistic than ycu‘féally afé, for who.will Support
you 1f you lack confidence? On the other hand, if both parties
acknowledge the risks in advance there is less likelihood of
serious misunderstanding later on. The first intrapersonal role
conflict was then between inner despair and outer assurance. Our
sponsors expressed doubtg also, but took the risk of backing.us. We

owe them a deep debt of gratiﬁude.

3.2 Researcher and 'subjects'

George Kelly (1969) wisely remarked that

'Too often it turns out that the experiment the psychologist
thinks he is performing is not the one in whichhis subject is
engaged. If the two experimenters are to collaborate each
needs somz idea of what the other is doing ..... Each
person who participates should at.some point be apprised of
what the "experimenter" thinks he is doing, and what he
considers evidence of what. It is of equal importance to
ask what the "subject" thinks is being done, and what he
considers evidence of what.'

[1 W 4
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But first catch your subject! This,’in oer case, was quite
a problem. The garbage can model again seems appropriate. It
has an 'energy allocation assumption' wﬁich éoes as follows:
'Each participant allocates his energy among choices for which he
is eligible to the one closest to decision (i;e.,'tﬁe one with
smallest energy deficit from other particieants);. in Appendix fII.z
we show our introductory letter to the chief exeeut;ve of fifms,
and a sample of the replies of those who declined fo_take part.
In all these cases ;he proposed researchlfailed te-intermesh with
the on-going concerns of the recipient of the letter. -What
happened in interested firms depended largely on the preoccupations

of the persons to whom copies of our initial letter were circulated.
ITI

Appendix,S shows the reasons which the companies who participated

gave as their grounds for so doing,

'

Schon (1968) says, 'It is queetionabie wﬁether tﬂe objeetive
stance of the social scientist in relation to the ......ergaﬁisation
is feasible or useful'. He then tells of st investigation by a
social science team into the sociel attitudes of pe}sonnel in a

government laboratory.

'"Their approach was to establish true propositions about
the current attitude of laboratory personnel toward work
and toward management and the to "feed back" these results
in order to help the laboratory to improve its style of ;
leadership and organisation. The result was that the head’
of the laboratory concluded that "these people want us to
help them; they don't want to help us". The results of
the research were treated as obvious when they were felt

_ to be true and discarded when they were felt to be false.
The tough-minded scientists of the laboratory found the
measurement techniques and statistics of the social
scientists to be suspect in any case.'

1

We tried to avoid this kind of situation by openly admitting
from the start that it was we who were in need of their help.

Secondly, we took Kelly's advice and tried to find out as much

3/
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as we could of their side of the picture, Thia.iﬁ,some cases meant
pre-research meetings over a period of up to six months. This was
because at least three levels of management were involved and also
members of the training staff. The selection of who was to
participate as 'traiﬁed! and as 'control' groups meant finding out
also about the 'self-concept' of the groups concerned. Where
training was an accolade, or at least the norm, then a group which
had been denied any training was possibly already suffering from.
feelings of'gejection. This would reduce yet further its compara-
bility with the trained. group.

We believe that the stance of the investigator towards the
research subjects can influence the results of a questionnaire
whether the investigator is aloof (e.g. postal contact only) or
close, I decided to meet all the respondents to give them a
personal assurance of the independence of the research and of the
confidentiality of their replies. I also insisted.that.the
company's official reason for acceding to our request should be
divulged. (I could not, of course, know all the.unofficial reasons)
In one case, I refused to accept an offer from a company to undertake
the research in a subsidiary which it had recently acquired, as. the
managing director of the subsidiary was concerned about the way in..
which any results might be construed at head quarters. The relation-
ship between him and the chairman was. so strained that he dared not
refuse outright himself. He had procrastinated as.long as he could.
I wrote to the chairman suggesting that the design of the research
did not really fit his situation (of uncovering what he called a
'syndrome') and that there were other firms to whom we would have.

to give priority. 1In doing this I was, of course, 'siding with'
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the mahagiﬂg director: The chairman's replylékpréésed his extreﬁe
disappointment and asserted thatﬁhe‘wés determined tﬁ get to the
bottom of the matter.

We.mention this incidenf as an indication that the field
researcher is likely to be uséd by his subjects for their purposes
and that one dilemma is to decide what pufposes are écceptable, and
how these purposes are likely to affect the rescarch.

Each res?ondeﬁt was promised a Shért report within'féﬁf weeks
éf the issue of the questionnaires, and warned that the.report might
contain some awkward surprises. I offéred to make my§éif available
to the group of managers should they wish sﬁbseq;eﬁtiy to raise
matters arising from the report. The company was also proﬁiséd an
énonymous‘iﬁterfirm comparison.at tﬁé end of the fhree;year project.
In several cases I was askéd Baﬁk.ﬁy ﬁhe groups and was then expected
to help them.with probiems which-h;d beén méde more visible By the
‘research. The taxpayer's monef was n;supporf the research, not for
a consulting arrangement, and we cc;uld argué that regéonsibility to
the subjects ceased with the discuséion“oflthé report with them.
Unlike the researcﬁers descriﬁed by Schon; howeﬁef;lwe nevér claimed

to be establishing 'true prop&sitions' bﬁf.rather to be reflecting
back a view which we hoped they would recognise'as theirs. If they
saw no point in such-an exercise they could decline to co-operate.
(Though declining was not alwayslperceived as an'option by 'lowéf
particiﬁants' as the example giveﬁ above illustrate;.) | The.rgle
conflict concefns the degree of involvement of the researcher with
the 'subjects'., They were such likeable ﬁebple!-

I was never really able to discover whether the being associated

with the Department of Employment was an asset or a liability.

Once or twice I was asked to

'o
P
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clarify the nature of "the Department of Employment's interest,.and
this I endeavoured to do. The fact that I was operating from a
university research unit was, I think, helpful in establishing
" academic disinterestedness in the fi;m'a iqternal affaifs. Once
inside the firm my previous_industrial background became more
salient as a means of counteracting the association of 'academié'
with 'impractical' in the minds of some managers. The problem
is that of managing one's image. Some people were interested;in
my professibnﬁl aspirations to which we shall refer in section &4
of this chapter. Some took it for granted that I was workiné og
a 'thesis', others did not enquire at all into this ar;a. , We.
hope that all who finally co-operated did indeed feei themselves -
to be partners, We agree with Wilson (1971) when he says,
'Research studies cannot prcgper where the company sees itself
or feels itself, however unwittingly, as a guineapig or a victim
rather than a partner in the work'. The other side of the
picture is, of course, that 'research will not flouri;h if the
workers believe they are being steered away from asking relevant
and important questions'. The embarassing question that we were

asking was 'Why did you engage in this type of traihing?'

3.3 Researcher and trainers

On the training side we chose full-time courses of five days
to fifteen days duration where the emphasis was upon learning by

doing and where the objectives cncompassed critical thinkine

(analytical skills) and /or empathy (social skills) for persons

in the middle or senior levels of management. We excluded

courses which were aimed at a particular functional area:

40
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personnel management,'marketing, productioﬁ management, and so on.
We also exeluded programmes which were concerned with a singleu
technique: discounted cash flow, value analysis, job evaluation,
etc. We excluded university and col}ege programmes, and programmes
aimed solely at first line supervisors. We also excluded programmes
whose chief concern was to convey information: e.g. appreciation‘_
courses to familiarise people with current developments. In the
end we worked with seven different programmes which are described
more fully in Chapter Six. They were run by outside consultants
or by in-company personnel who had been trained by_outside consultants,

Our research was concerned with managing 'better’, and weltherefore

wanted indications of.whgther managers thought more critically or
empathised more when they were back on the job. IF was to be an
evaluation study at the intermediatg level of og;comes; to use the
terminology of Warr et al. (1970), Hamblin (1972), and others. It
would be extremely hard to establishlany connection between job
behaviour and training if we focused on isolated individuals unless
we also studied those individuals before, &uring and at the end of
training. However, an alternative was to study group job behaviour
in firms where training had been consciously employed tﬁ facilitate
some form_of organisational_development, and where two or more
managers who were working together had received the same training.
The research dilemma)vis-a—vis the trainers was: 'What is being
evaluated: the.trainers, the training programme, the managers, the
firm, or the research?’ We wanted to focus on the interactions
among three of these - the programme, the managers and the firm,
but the other two were quite crucial in the early stages of

obtaining trainer co-operation. Naturally tra}iners3 were mainly
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concerned with what happened during their courses for this is what
they could influence most readily.

The role of the trainer is to promote learning, and trainers
differ in the extent ‘to which they éxpect their activities to result
in the same kind of learniﬁg for all participants, or to produce as
many differences in‘learning as there are initial ‘differences among
participants. Our learning measure would not take into account
differentiaiIStarting pdints in determining the ultimate criterion.
How much more critical or how much more empathic should a trained
group be than an untrained one? To say the gap should be broad
was to ignore many training problems. Of course, one welcomes
evidence that one is doing a good job and tends to discount evidence
that what one is doing has no effect whatever, or that there is an
effect which is deleterious. If one believes that one's training
programme has multiple outcomes, then, when a customer is satisfied,
one can point to the merits of the programme, and when he is dis-
satisfied one can point to beneficial consequences which he has
overlooked,-or at least suggest that the resbohsibility for deficiencies
lies with him, the customer. The more specific and unconditional
the promises one makes,‘the more certain must one be that one can do
what one says. Training brochures tend, therefore, only to make
the kind of claims which are not susceptible to easy refutation.
This is not surprising,‘given our current ignorance about all the
necessary and sufficient conditions for managers to learn (e.g. to
be more critical or to empathise more).

Another problem about introducing criteria that can be tested
is that such critcria might, by concentrating attention solely on

those areas which can be 'examined', have a retrograde effect on
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the broader learning process. From the whole universe of possible
manifestations of eritical thinking or of empathy we have to select
aﬁ infinitesmally small proportion. There is no doubt, on the
other hand, that 'knowledge of results' is a powerful asset in skill
acquisition (see Welford, 1968).  In practice I did not put the
evaluation issue in this way to trainers, who all seemed to accept
in principle, that training objectives should be spelt out, and that
progress should be monitored. Most were trying to obtain feedback
on what they were doing, at least at the reactions level, and possibly
for purposes of reassurance.

The trainers who co-operated in the main research saidlthat they
welcomed an 'independent' enquiry into managers' behavioué sussequent
to training, even though I was covering only some of their objectives.
I did, however, make it clear that I was not going to praise brand X
training and decry brand Z. More details of the help I received
from training colleagues in the pilot stages of designing the perform-
ance measure are given in Chapter Six, sections 4.3 and 5. The part
‘played by trainers in the later stages of the project is explained in
Part III. We wish to turn now from the concerns of trainers to the

professional aspirations 'of the researcher.

4., PROFESSIONAL ASPIRATIONS OF THE RESEARCHER

Davis (1964) has neatly described some of the dilemmas of a

research director, He says:

'Clicnts commission research because they are interested

in something specific ..... whether enough people are

training for careers in biochemistry, how much scholarship
money is available to graduate students ..... and so on.
Sociology is, however, the enemy of the specific. Even
though the facts of sccial life ..... are less well documented
than the facts of marine life at the bottom of the ocean, the
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academic sociologist (.... whom our young PhD wants to
impress) has a phobia against research which "merely"
describes ..... If he (the researcher) completes his
research in such a fashion as to satisfy the sponsors

it will lack academic glamour ..... (so the natural
strategy is to attempt both ..... a specific descriptive
report "for the client" and a highbrow article or mono-
graph for the study director's self aggrandisement), Thus
as well as a description of who gets scholarships comes
a test of the theory of relative deprivation among
graduate students; along with the descriptive materials
on whether poor boys go to college comes a paper on status

crystallization and career choice ..... and so on.'
In the present research, the specifié aspect was to answer the
question, 'do package-deal team training programmes in analytical

and/or social skills affect managers' behaviour?' The more general

aspect (to satisfy the academic aspirations) was to develob a conceptual

framework for understanding the actions of managers in groups in
organisations.

The reasons for our choice of subject were outlined in Chapter
One, and in Chapter Two we indicated how the concern for 'managing
better' was reinterpreted as a problem of improving such skills as
critical thinking and empathy in the context of management teamwork.
In this chapter we have spoken of the interplay of the various
influences centering on the research project.5 It is now time
to make explicit the succession of ideas through the project, and

the ways in which we attempted to test them.

Ad
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Some evidence on critical thinking and effective management
is given by H Pickle and F Friedlander, Seven societal criteria
of organizational success, Fersonnel Psychology, Vol.20, 1967,
pp-165-178, where critical thinking of the small businessman
is correlated with satisfaction of customers and of employees.

Empathy, defined as ability to judge what others are thinking,
is discussed by Ronald Taft, 'The Ability to Judge People’,
Chapter 13, in W W Roman and Erich P Prien (eds), Perspectives
on the Measurement of Human Performance, Appleton Century
Crofts, 1971. Taft says:

'The ability to predict how subjects will respond to opinion
items shows a consistent positive relationship with measures

of social skill, such as leadership, salesmanship, and
popularity. This relationship would follow logically from

the probability that these types of social skill are aided by
the ability to predict how people will behave. Unfortunately
this relationship could also be due simply to a combination of
judge's tendency to project his own responses onto his subjects
and his being in fact similar to the subject in his responses.
Until these factors have been more carefully isolated, it is
impossible to know which explanation is the correct one.
Recently a method has been proposed for separating the effects
of projection, similarity and empathy in such tests of judging
ability. Other tests of ability to judge others, e.g., rating
traits or matching expressive behavior, do not show this same
consistent relationship with social skills.'

Also, R M Stogdill in a review of 124 leadership studies
(Personal factors associated with leadership: a survey of the
literature, Journal of Psychology, Vol.25, 1948, pp.35-71) found
that the items with the highest overall correlation with leader-
ship, in order of priority, are: 'Originality, popularity,
sociability, judgment, aggressiveness, desire to excel .....'

He concludes, 'leadership appears to be a working relationship
+++.. in which the leader acquires status through active
participation and demonstration of his capacity for carrying
co-operative tasks through to completion. Significant aspects
of this capacity ..... appear to be intelligence, alertness to
the needs and motives of others, and insight into situations'.
The last two qualities he mentions are akin to empathy and
critical thinking, and leadership is a role most managers are
expected to adopt. (It was discussed in Chapter Two, section
2.3) (Our underlining)

2 This methodology is described in C R Hinings, D S Pugh, D J
Hickson and C Turner, An approach to the study of bureaucracy,
Sociology, Vol.l, No.l, January 1967, pp.61-72; and P M Levy
and D S Pugh, Scaling and multivariate analyses in the study
fo organisaticnal variables, Sociology, Vol.3, No.3, May 1969.

3. We use the term 'trainer' to include either commercially based
staff or in-company training staff. We do not intend to restrict
the term to group dynamics trainers. We have not used the term

'teacher' because of its association with university and college
programmes which were outside the scope of the research.

A



LI 15

Norton M Bedford, The concept of management information systems
for managers, Management International Review, Vol.2-3, 1972,
PP.25-29, outlines three basic concepts of information:

(1) Information as uncertainty reduction

(2) Information as reassurance

(3) Information as disclosure of additional alternatives
in a decision situation.

The last, of course, tends to increase the decision-maker's
uncer tainty.

It may scem strange that I have not, in this chapter, referred
to the fact that I was not the chief investigator for the
project. My supervisor was chief investigator. The reason
is that he emphasised on many occasions 'It's your project'
and diverted correspondence and enquiries to me. T hope
that I have made clear in the acknowledgements his part in
the enterprise. Without him, possession of the research
grant might well have been intolerable.



PART TWO

THE RESEARCH FROCESS

PART ONE of this dissertation dealt with three aspects of the
research predicament: (1) choice of problem, (2) phenomena
for which there is no theory, and (3) the context with its

potential role conflict,

PART TWO deals with the progress in our thinking from (1)
the conceptual beginnings and basic assumptions, through (2)
the selected variables and research design, and (3) the

problems of developing a performance measure, to (4) further

conceptual elaboration.
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CHAPTER FOUR

CONCEPTUAL BEGINNINGS AND BASIC ASSUMPTIONS
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1.1 The impact of the Role Set and of organisation
structure on behaviour change in ex-trainees

1.2 Some conflicting hypotheses suggested by the

literature
.23 Direct association of supportiveness and change
1.252 Conditional association of supportiveness and
change
Lo Inverse association of supportiveness and change

1.3 Comments on these conceptual beginnings

s AN INTEGRATED APPROACH TO INDIVIDUALS IN GROUPS AND ORGANISATIONS

2.1 Strategic activity
2.2 Structure

2.3 Resources

2.4 Climate

2.5 Conclusion

-

-

-3
-

t
-



Part Two: THE RESEARCH PROCESS Iv.1

CHAPTER FOUR

CONCEPTUAL BEGINNINGS AND BASIC ASSUMPTIONS

«es.. because I cling with my mind
To the same, same self, same love .....

-Robert Browning

1. INTRODUCTION

We spoke, in Chapter Two, of the need to wofk-ouf one's own
salvation when faced with phenomena for which £heré is no'thééry.
At the beginning of our research we had decidéd.that we ;anted.to
evaluate certain forms of training to diécover whether)they resulted
in managers thinking more critically, empathising more, and acting
as a team in their work situation. As a teacher we wanted to
improve our professional competence in aﬁalytical and social siills.
The problem of specifying the conditions under which acQuire& skills
can be practised is therefore -of direct personal and professional
relevance. We quote, below, from a document which formed part of
our original research proposal. It is dateﬂ October 1968, and
bears a singularly unattractive title, but since part of the research
process consists of finding names for what you a;e doing,.fhé ﬁitle

itself is of historical interest.

1.1 The impact of the role set and of organisational structure

on behaviour change in ex-trainees

Training is an attempt to alter the status quo - to
provide trainees with knowledge and/or skills they did not
previously possess, or to improve the quality‘or amounts
of existing ¥nowledge and/or skills. Some programmes are

also designed to inculcate certain attitudes or values.
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Training may make an initial impact, but coﬁpaniés will
be concerned also with the longer-term results of training.

This research focuses on training which aims to inculcate
attitudes and improve skills in the human relations/critical
thinking area. It aims to.uncover the crucial variables for
long-term success of such training.

It therefore examine$ not only the trainer's values and the
personal characteristics of the trainees but also the key
people in the trainees' immediate environment and the structure
of the organisation from which the 'target population' is drawnm.

It will examine certain hypotheses concerning ﬁo;mative
' supportiveness (the prior 'fit' of organisational climate and

training values) and cours effectiveness (the minimal degree

of improvement from training which can be successfully maintained

afterwards).

1.2 Some conflicting hypﬁtheses suggested by the literature

1.2.1 Direct association of supportiveness and change

The ﬁigher the supportiveness the greater the long=-term
change. Schein and Bennis (1965) fdlowing Lewin (1947) argue
that new attitudes and behaviour must be 'relationally re-
frozen' by confirmation from people important to the trainee.
House (1968) argues that 'the consequences of leadership
training depend on the degree to which the social influences
in the trainee's work environment are viewed by the trainee
as motivations to learn and the degree to which they re-

inforce the learned behaviour during and after training'.
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1.2.2 Conditional association of supportiveness and change

Supportiveness which is neither extremely high nor
extremely low will lead to greater long-térm change.

Moscow (1968) found that reinforcement and refreezing
'probably occur with trainees whose relationship with their
boss is only moderately good and whose work climate is not
extreme in autonomy, security, flexibility, or openness’.
'"Trainees with moderate relationships with boss and moderate
work ciimate show most on-the-job change'.

B

1.2.3 Inverse association of supportiveness and changé

Low supportiveness will lead to greater long-term change.,
Dissonance theory's central notion is that 'a person will try
to justify a commitment to the extent that there is information
discrepant with that commitment', Festinger (1957). 1If a
trainee has become committed to the training programme,

resistance will increase his commitment.

1.3 Comments on these conceptual beginnings

The extract quoted reveals that we had some notion of a balance
or imbalance between the values of the training programme and the
climate of the organisation. What is not revealed is that we had
also thought about including the methods used in training as a
variable, and had even been to Geneva to learn about what Hawrylyshyn
(1967) was doing in this connection. However, the eventual project
designed turned out to be complicated enough (see Chapter Five)
without this intervening variable. 'Behaviour change' in ex-

trainees, if we would define it, would have to suffice,
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From the early draft title it can also be seen that we were
concerned with training for managers who belonged to groups (or
role sets) in organisations, and that we expected such membership
combined with the organisation structure to have an impact.

My research apﬁrenticeship was served with Derek Pugh and
others who had been working with structural variables (Pugh et
al., 1968), and subsequently with Roy Payne on the Business
Organisation Climate Index (Payne and Pheysey, 1971). It was
therefore nétﬁral to incorporate these aspects of
a manager's environment - ‘- ‘as relevant to his learn%ng of new
skills, Training was thought of as a resource to be '

assimilated or rejected.

2. AN INTEGRATED APPROACH TO INDIVIDUALS IN GROUPS IN ORGANISATIONS

Figure IV.1l shows the important areas around which our thinking

has subsequently developed.

2.1 Strategic activity

Managers engage in strategic activityl when they are determining
what needs to be done and are acting accordingly. Strategic activity
is concerned with recognising opportunities and taking them, with
estimating costs and incurring them, and with improving or reducing
future chances. Strategy, according to the Shorter Oxford English
Dictionary is equivalent to generalship, but we do not wish to

restrict its use to the top dog managers. Each manager is engaged
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in strategic activity to the extent that he is exploiting his
position to acquire scarce and valued resources to maintain his
own functioning. Whegher his actionéISupport'or obstruct those
of his colleagues depends partly on whether the climate and
structure reward concerted action, reciprocity, competitibn, or
independence. The effectiveness of the entire organisation may
be defined, according to Seashore and Yuchtman (1967), as 'its

ability to exploit its environment in the acquisition of scarce

and valued resources to sustain its own functioning'.

If we can help managers to manage“bétter, it will bé’by
increasing their effectiveness in strategic activity. | We hinted
earlier that in choosing to help maﬂagers we might be promoting
business interests that run counter to other social oEjectives;'
Howard McMahon (1971) president of the Consulting'firm, Arthur
D Little, believes, however,that corporate managers'wiil éﬁbmit
to social as well as fiscal audits as they 'become convinced
that accountability to their employees, customers, and the
community at large is as crucial to corporate survival as profits'.2
In any case, the results of research, once published, may be used
by those with interests quite different from those-of'thehbfiginal
sponsors. Finally, there are many organisations whose fuﬁctioning
we wish to see sustained by better managing. It is up to us to
concentrate our efforts thereé

Before leaving this topic of strategic activity, we should
like to makexone more quotation from Seashore and Yuchtman.

'We have thought too simplistically that Srganisations

have goals that can be identified and that become the

yardstick for assessing organisational effectiveness.

This imputation of purposiveness to organisations has

misled us. While profitability, for example, or growth,
or productivity, seem attractive and superficially

' hd
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plausible as goals of an organisation, it is apparent’
from empirical studies, our own included, that in
persisting organisations profit is never safely maxi--
mised, growth is never safely maximised, and product-
ivity is never safely maximised: as '"goals" they
become destructive when approached, and they therefore
are goals only (a) with reference to certain classes of
interested persons (owners, customers, employees, etc.)
or (b) with reference to society at large (which must
exploit the organisation as best it can if it needs the
output without destroying the organisation), or (c¢) with
reference to some particular time span or phase of the
organisation's life (that is, a temporary concentration
of effort toward restoring balance among the total roster

of necessary performances - a transient goal to be moved
toward, but not actually reached).'

According to Gore (1964), 'the central function of the suﬁ of
all decisions is to hold the organisation within a zoné of |
disequilibrium bounded by thresholds of disorganisation'. We put
thinking, feeling and doing as the elements of strategic action,
and we shall have more to say about this later, but we agree with
Gore when he says, 'Almost without exception a r#tional decision
is preceded by a héuristic decision traversing the éame terrain,

but vicariously and through the emotions'.

2.2 Structure

Strategic activity creates patterned arrangements to which
we give the name structufe. These arrangements may be inter-
personal, intra-group or inter-group, intra-organisational or
inter-organisational. The boundaries implied in the terms used
in the previous sentence are structural boundaries. Some
structures are divisive, but others are connective.

Structure has been a major focus in the work of_organisation
theorists such.as Pugh et al. (1968), Blau aﬁd Schoenherr (1971),
Burns and Stalker (1961) and many others. Much of the discussion

has centred on the appropriateness of the various models -
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bureaucratic, organié, matrix, etc., for handling different kinds
of environmental circumstances. We are stressing here-that, in
one sense, structure is a byproduct of strategic activity, whether
consciously designed or not.. For example, Selznick (1953) says,
'Day-to-day decisioné, relevant to the actualhproblgms met in the
translation of policy into action, create precedents, alliances,
effective symbols, and personal loyalties which transform £h§
organisation from a profane, manipulable instrument into something
having a s;cred status.' This quotation illustrates also that
arrangements that were introduced for a given'pﬁfpose}teﬁd'to out-

live that purpose, and to influence subsequent strategic activities.

2.3 Resources

We hawe used the term 'resources' to indicaée n§£ only the
assets already acquired through strategic activity, but'also those.
potentially available. How maﬁagers think abouﬁ and act towafds:
resources will be partly a function of.the structure and climate
they have inherited from past activities and partly a functionpof‘
the resources they currently possess, especially resources of
information and skill. = Increasing and using one's res&urcés ;¥e

seen as aspects of performance.

2.4 Climate
Climate, like structure; is tﬁougﬁt Eoth tororiginaﬁe iﬁ, and
subsequmtly to influence, the strategic activity of managers. It
comprises the norms and values which have déﬁeloped over time, and
it forms what Vickers (1965) calls the 'appreciative system'.l

A very interesting account of the climate in two sections of
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the first-year 1ntake-of Ha?vard Business School Students is given
by Orth (1963). He reproduces the following table showing the .
percentage of students (n = 81) who over or under performed in '

relation to the social support they received.

Full . Partial or
support no support
Over-performers 24% 7%

Under-performers 7% 22%

Support was sociometrically determined at three diffefent times
during the year, and is defined according to the number of ties bind-
ing an individual to others. The book describes how transgression
of in-group norms (the climate) led to lack of support. Orth des-
cribes a critical incident in the formation of the climate in Section
A at Harvard. It concerned a brilliant performance by one student
which eclipsed the previous performances of his feilows. The
incident became legendary, and was cited in support of the norm that
'no one should produce work that shows his colleagues in a poor light'.
The climate had numerous other effects on student performance besides
the indirect effect shoﬁn in the table above.

Like structure, a particular climate may be intra-group or
inter-group, intra-organisational or inter-organisational. Like
structure it may persist long after the activities with which it
was first associated. Because structure and climate may arise at
different times and places, however, they may be independent of.
each other, sometimes congruent, sometimes in conflict. They are

related only via the strategic activity of persoms,
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2.5 Conclusion on the integrated approach

We fear that we have not met Indik's (1963) criterion that
each class of variables: activities, structure, resources, and
climate should be mutually exclusive of variables in any other
class. For example, we have classified training as a resource,
but it could also be viewed as strategic activity, We have said
climate is equivalent to an 'appreciative system', but an appreci-
ative system can be regarded as a form of structure, and so on.
The classification is rﬁdimentary as we leave it here, We shall

try to build upon it in our next chapter, and in Chapter Seven.
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FOOTNOTES 1v.10

1. We confess to a rather loose usage of the term 'strategic'.
As. the following paragraphs in Chapter Four indicate, we do
not wish to contrast the term with 'tactics' or with 'planning’
as other writers have done, We considered the term 'task
oriented' as an alternative to 'strategic' but this is more
cumbersome and it does not include the sense of directing one's
activity simultaneously to one's own personal ends as well as
to those required by the task. In Chapter Two, section 3,
we discussed the difficulties with the words 'behaviour' or
'action', used without qualification. Activity alone might
indicate merely 'busyness' whereas we wish to include more
contemplative thinking and feeling states under this general
rubric, as explained in Chapter Five, section 1.1.2.

2. For views in Britain on the question of whether business should
be socially responsible in its own interests, see the following
item from John Gretton in New Society (1 Feb. 1973).

Business
The notion of social responsibility is making only slow headway
among businessmen and investors. Admittedly, in the case of

Distillers, the man from the Pru and some of his friends did
act in a socially responsible way, but this was only after great
public pressure.

Typical is the interim report of the company affairs committee
of the Confederation of British Industry, published last week
(A New Look at the Responsibilities of the British Public Company,
CBI, 21 Tothill Street, f£l1). The committee was set up last
March, under Lord Watkinson, to consider, among other things,
'corporate behaviour towards interests other than those of
shareholders and providers of finance, including employees,
creditors, customers, and the community at large', In an
appendix a list is given under the headings of pollution,
conservation, local community affairs, and national and inter-
national affairs, of the possible points of contact between a
company and the public interest.

That, in fact, is the main interest of the report. For the
rest, the report recommends drawing up a code of practice,
modelled on 'best British practice' - a handy way of rejecting
outright any such foreign notions as supervisory boards or
worker directors. It is a compromise document, a sort of
'green paper' to provoke discussion.

The sense of urgency is much more pronounced in Social Responsibility
Audit by John Humble (published that week by the Foundation for
Business Respmsibilities, Portland House, Stag Place, SW1l, at

£1.25) - the subtitle is 'a management tool for survival'.

Those that ignore their social responsibilities, says Humble,

will find themselves subject not only to increasing public and

legal pressures, but also to financial ones. Humble, who is

a director of Urwick Orr, the management ® nsultants, thinks
investors will increasingly take social responsibility into

account,
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Humble's watchword is enlightened self-interest, and half of
his booklet is taken up by a questionnaire for businessmen to
fill in as a checklist against the social responsibility of

their performance. It is a remarkably complete 'audit’',
though it contains no provisions for costing the various
measures that might be taken. Humble divides the area of

social responsibility into internal environment, covering

the more traditional concerns of management consultancy such
as working conditions, communications, education and training,
but also minority groups; and external environment,covering
community and consumer relations, pollution and packaging,
shareholder relations and investment policy. The common
thread in this and the CBI pamphlet is that, enlightened or
not, management knows best.

Humble is also the author of the book (and the catch-phrase),
Management by Objectives. In this case, he has failed to
define his objectives - is it, principally, to be the longer-
term profitability of the firm? Or are social and ecological
considerations to be paramount?

The main problem is that responsibility, whether social or
financial, implies responsibility to someone, who can, if
necessary, operate sanctions. Businesses have always -
assumed their prime financial responsibility, to be to

their shareholders. Since the growth of institutional
shareholders, these have been increasingly unwilling, and
indeed unable, to operate sanctions, If they have not done
so, except very rarely, in the financial field, there is no
reason to suppose they will in the social field, either.

mnn
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Part Two: THE RESEARCH PROCESS _V.l

CHAPTER FIVE

THE SELECTED VARIABLES AND RESEARCH DESIGN

Between the idea -
And the reality
Between the motion
And the act

Falls the shadow

T S Eliot
1. THE NOMINAL VARIABLES: DEPENDENT AND INDEPENDENT

1.1 Strategic activity

In the last chapter we talked about strategic activity, resources,
structure and climate in a very general way. We must now'say what
specific aspects of these we wish to examine.

We begin with 'strategic activity' - the 'thinking, feeling
and doing' shown in Figure IV.1. Thinking and feeling affect the
outer world through action, so we intend to discuss them in section
1.1.2 below, even though we do not measure them operationally.

'Doing' was represented in the research design by two concepts:
managers' analytical behaviour and managers' social behaviour.

They are shown at the foot of Figure V.l as the dependent variables.

S S S -

1.1.1 The dependent strategic activity variables: analytical

and social behaviour

Analytical behaviour is 'action which creates or follows
systematic procedures'. Social behaviour is 'action which

exhibits and encourages open expression of feelings', The

fa



Figure V.1
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definitions just given are intentionally restrictive, and the two
forms of behaviour are selected from a limitless array of possible
strategic activity because they are the forms of behaviour promoted
by the team training received.

In Figure V.1 the two dependent variables are shown at the
foot of three columns of independent variables. We believe that
analytical behaviour, as defined above, seeks to order experience
so as to render it more certain and secure, and that social behaviour,
as defined abbve, is more, tolerant of risk and innovation. Persons
seek to maintain for themselves some sort of homeostasis of thought,
feeling and action, vis-a-vis the environment. 1In Fiéureiv.l this
environment is represented by the three columns of independent
variables. . 'Team training received' (see under 'Group' in column 1)
is but one influence among many to which the manager is subjected.
He will attempt to cope with the pressures upog}?hrough activating
one or more of the following four tendencies:
(1) a systematising, or certainty-producing tendency
(2) a spontaneity, or innovation-producing tendency
(3) a permissive, or risk-producing tendency
(4) a controlling, or security-producing tendency.
These tendencies are aléo to be found in the environment, as repre-
sented by the independent variables in Figure V.l. We are there-
fore interested in continuities and discontinuities between analytical
and social behaviour on the one hand, and external certainty,
security, innovation or risk. However, because the external world
is accessible first at the level of sensory inputs to thought and
feeling, we should like to introduce our theme by considering what
might happen when information reaches a manager's threshold of

attention (ignoring, for the present, the problem of the selective

G5
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receptivity or permeability of the threshold itself). In what
follows we shall quote extensively from a paper we wrote in 1970

which was published in 1971 (Pheysey, 1971).

1.1.2 The strategic activity of thinking and feeling

The threshold of attention is at the top of Figure V.2,

See Figure V.2

The six processes shown are similar to those suggested by
Simon (1960). The intellectual bifurcation has been ;dded to
" allow for either flexible or systematic thinking at each stage.

The right-hand, systematic fork within each stage is the stability-
oriented, certainty -seeking and error-reducing tendency. The
non-systematic intellectual approach, on the left-hand side within
each stage, is the spontaneity or innovation-producing tendency.

The questions between the six stages indicate that intellectual
and emotional predispositions may facilitate or impede the subsequent
activity. For example, (1) attention may be more readily given if
curiosity is aroused. An uninteresting input may be disregarded.
(2) Identification may be helped by pleasurable anticlpation and
hindered by anxiety. (3) Elaboration, (4) reduction, (5) intention,
and (6) enactment, may all be assisted by such positive emotions as
hope, confidence, and enthusiasm, and blocked by such emotions as
anger, fear, or despair.

The six positive emotional 'yes' responses lead to: admittance,
confrontation, exploration, acceptance, support and commitment.

That is to say, they constitute the permissive or risk-producing

tendency referred to above.
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The controlling, or security-oriented tendency is represented
by the negative emotions which lead to the six 'no' responses shown
down the right-hand edge of Figure V.2. .In seeking to avoid. -
instability or failure, the responses are not necessarily dysfunctional.
_ De Bono (1969) meintains that the 'no' response, or refusal to proceed,
is important even in logic. . It forces the thinkér to take another
route. To stop a particular. train-of thought may be- strategically
or tactically valuable for the manager too. The .'noes' down the
left-hand edge of Figure V.2 indicate an intellectual inability (or
perhaps unwillingness) to proceed. The-advantages of continued
effort may be less than those of inertia; or of-short-hircgiting
from stages 1 to 4 and 4 to 6.  (For the sake. of simplicity,-short-
circuit lines have been omitted from the ‘figure.) ..

Figure V.2, then, attempts to suggest how competing preferences
for certainty or innovation, risk or security, may operate on-the
processes of thinking-and feeling. - It is now-time for us to suggest

where the training courses fit into the picture.- .

1.2 The independent resource variables

1.2.1 Team training received

Before we commenced the pilot studies (described.in.Chapter Six)
we thought that the objectives of analytical training and social skill
training might be opposed to each other, with analytical training
being oriented to certainty and social skills training being oriented
to risk. Qur reasoning went as follows:

Analytical training seeks to make a manager systematic in all six
intellectual thought processes shown in Figure V.2 - in attention,

identification, elaboration, reduction, statement of intent and

68
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enactment. In his attions he will create and follow systematic
procedures. . Social skills.tfaining encourages admittance of. .
own and others' feelings, and likewise confrontation, exploration,
acceptance, support and commitment of-feeling.. In his:actions -
the manager will express his feelings openly,.and will allow others -
to express theirs. - » -

A person either lays.down and follows rules, or he responds to
the feelings which are dominant at the time, but he.cannot do both
simultaneously. On this view the two types of training would be
separated by a dimension of 'programmed versus spontaneous' behaviour.

By the time we wrote the 1971 article in which Fiéure,v.z
appeared, we had reconceptualised this.single dimension in terms
of the four separate tendencies discussed. The actions mentioned
in the brochures of the training programmeswe actually studied are
described in Chapter Six. The emphases of ‘the different courses
are, in fact, complementary rather than opposed. . Figure V.2 shows

intellectual end
theLemotional 'yeses' in such a complementary perspective,  Most

of the training programmes were mixed, not polarised,

1.2.2 The size of group’

<

We turn now from the type of training received to the group
itself., Several times we have used.the expression 'team training'
because our focus is not upon isolated individuals but upon a working
unit of managers who have shared a common training experience.. ..
(Details of the extent of such sharing are given in Chapter Eight)

If the team is large it .might make use of more formal meetings
than it would if it were smaller, and hence might welcome analytical

training to clarify agendas. If the team is small and contains an
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even number of persons it might welcome social skills training
to help it cope with the disagreements which arise between sub-
groups of equal size. These are just two of the possibilities ~
suggested by Berelson and Steiner's (1964) summary of the findings
of small group research on the effects of size., Lindsay (1972)
also has an interesting discussion on size differences from the
point of view of behaviour. Other size effects may be mediated’
via the group's structure to which we shall refer later in this:

chapter,

1.2.3 Individual's background '

It will be noted that, under the heading of 'individual's
background' in the resources column of Figure V.1, we have listed
a number of biographical variables. We shall not attempt to’
delineate how each variable might be related to an individual's
propensity to seek certainty, security, risk or innovation, but
will merely make .-~ some general remarks. Among the vari-
ables shown, some are indicative of prior socialisation(for example
education and qualifications) and possibly of professional reference
groups. Certain combinations (e.g. parents' jobs, years at school,
'sibling status, own first job, current age and salary) may provide
some indirect evidence of achievement motivation, of tolerance for
ambiguity, and so on. It would not have been possible to administer
psychological tests such as Adorno et al.'s (1950) for authoritarian-
ism, Rokeach's (1960) for open mindedness, or Rotter et al.'s (1962)
for origin-pawn person perception, though these are conceptually
relevant. We preferred biographical information on three counts:

(1) managers were generally happy to 'supply it; (2) it could be’

T
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intefpreted without specialised testing expertise; and (3) it
would help to locate our sample of managers in relation to a
number of other studies of managers and their careers andlpossibly
add to the representativeness of our findings. Scollay (1957)
has written about personal history as a predictor of success, and
Sharma (1969) reports that many companies in America use the
Individual Background Survey as a tool for identifying high flyefs
at an early stage. It has established itself as a satisfactory
alternative'tﬁ psychological testing for these purposes, and we

hoped it would be equally satisfactory for ours.

1.2.4 Oun organisation

We turn from the individual to his organisation shown above
'group' in the left-hand column of Figure V.l as another set of
resource variables. Memberships, interdependence, size and
technology were all conceptualised in the Aston research as
'contextuai‘ variables (see Pugh et al.,1969a). For our present
purposes we consider them as resources which may be relevant to
the time, expenditure and effort which companis devote to -training
their managers in analy;ical and social skills, Team training
introduced in a company which is already a member of BACIE and BIM,
which has other factories undergoing training, large numbers of
managers, and science-based technology, may be a very different
operation from team training in an organisation which does not
belong to BACIE or BIM, which has no parent company, few managers,
and a jobbing engineering technology. In the former case there
may be greater investment in the training and hence greater reluct-
ance to withdraw once funds have been sunk in the programme. On

the other hand, the more external memberships the organisation has,

1
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the more likely it is that someone is receiving information about
alternative ways of doing things, thereby increasing the uncertain-
ties surrounding training unless the various associations concerned
are in agréement. In an interesting article, Schneider (1972)
demonstrated that 'organisational climate may extend beyond formal
organisational boundaires and have influence on potential organisa-
tional employees'. 1In asking about memberships we were considering
that the permeability of the organisation might equally permit
external influences to affect its own climate.

As far as interdependence with a parent company is concerned,
there may be either a reduction or an increase‘inequi#ocality,
depending on whether the unit of organisation is central or marginal
to the activities of the group, and on whether the operations of
each are financially sound. Guest (1962) shows how constant
pressure on a subsidiary to provide reassuring information to
headquarters aggravated the difficulties under which the subsidiary
was labouring.

Size and technology recur constantly in the literature as.
important organisaticnal variables., In the work at Aston, size
was the chief predictor‘of the bureaucratic type variable called
'structuring of activities'. Operations technology correlated
with a few variables that were centred on production (or workflow)!
but did not seem to affect the general administrative structure,
once the effects of size had been partialed out (Hickson et al.,
1969). Woodward (1965), however, considered the effects of
technology to be much more pervasive. Large batch and mass
production firms seemed to suffer from the intractability of

production scheduling problems whereas process technology was

more predictable, As Child and Mansficld (1972) point out,
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ﬁowever, not much work has been done relating technology to

managerial ideology, or, in our terms, to climate.

1.2.5 Parent organisation

In the discussion above of interdependence between own
organisation and parent organisation, we indicated conflicting
possibilities in relation to the certainty experienced by the sub-
sidiary. The information on parent size, under the three heads of
employees, turnover, and capital employed, gives some indication of
the strength of the group as a whole,

We have now commented on the resource variables listed in
Figure V.1, but in nominal terms only. We give the operational

definitions(in section 3 below). We shall now consider the

structure and climate variables.

1.3 The independent structure and climate variables

Structuring of activities and concentration of authority are
two orthogonal factors derived from sixteen structural scales in
the Aston work (Pugh et al., 1968). They are concerned with the
extent of specialisation, standardisation and formalisation of
activities and with the hierarchical spread of decisién making
- authority or its concentration at the top. The groups we intended
to study might themselves beISPread across levels in the hierarchy
or across functional aréas, and Payne and Mansfield (1973) found
relationships between these aspects of structuré and reported
climates, | |

Developmental and controlling climates were the two largest

factors we found in our work with the Business Organisation Climate

Index (Payne and Pheysey, 1971a).
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The organisation climate is measured by perceptions,and the
organisational referent may not be perceived in the same way by
all participants, for example developmental climate was perceived
by higher levels but not by lower levels in Payne's later work.
Where the members of a particular group have shared perceptions
of climate, however, it is likely that the group as a whole
recognises the existence of a relevant norm. Thus the extent
of unanimity or diversity of perceptions within the group can be

conceived of as contributing to the group's own climate.l

2. RELATIONS AMONG THE NOMINAL VARIABLES

2.1 Structure, climate, and strategic activity

In Figure V.2 we suggested how the thinking and feeling
aspects of strategic activity might be permeated by four tendencies.
We wish now to show how these same tendencies can be discerned in

the behaviour of managers, and in the structure and climates of the

organisations which managers inhabit.

-

Figure V.? shows the systematising and spontaneity tendencies
running through managers' analytical behaviour, the structure of
groups, the structure of the organisation, and even the structure
of the environment. It shows the permissive and controlling
tendencies running through managers' social behaviour, norms of
groups, the climate of the organisation and the culture of the
envircnment.  Structure is thus directly linked to reasoning,

and climate to the emotional aspects of information processing.
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Figure V.3
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The separation fﬁ not'intended to be clear—cdt, however, as the
enveloping rectangles indicate. (Values can ﬁave a strong éng"
nitive element and structure can be affect-ladén as the quotation
from Selznick in Chapter Four indicated.)2

The five levels'illﬁstrated are not intended to be exhaustive
(there are institutions intermediate between the organisation and
society, for example) but they are interconnected. The 'ideal
type' mechanistic organisation (Burns and Stalker,1961) would be
representeé by the diagonal from top left to bottom right of the
figure. Their 'ideal type' organic organisation wouad be repre-
sented by the diagonal from top right to bottom left. Empirically
it seems unlikely that two of the tendencies (e.g. those for
certainty and security) would have totally suppressed the other
two (e.g. for innovation and risk) at all five levels. There is
much more likely to be differential expression of all four tend-
encies, with certain tendencies dominant in particular parts of
the organisation, or at different times in the same part,

If we compare Figure V.l with Figure V.3, we can see that our
four independent structural variables and four'indépendent-climate
variables are now related diagrammatically to the dependent vari-
ables of analytical and social behaviour. We have related them
conceptually in terms of certainty, innovation, risk and security.

Figure V.3 does not include the resource variables. These
have been discussed earlier, and could be located alongside structure
and climate at all five levels of Figure V.3. Quch resources them-
selves, however, are not just inert or given, but are also ﬁroducts
of managers' previous strategic‘actijify. Because of this 'anything

that happens in an organisation implies both some reduction and some
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increase in tensions ‘- some redistribution of the inventory.of
tensions' (Gore, 1964). 'We have two modes of decision activity:
activation of sanctioned patterns of structured behaviour and
conseqﬁent maintenance and reinforcement Qf fhe‘status-qﬁo; aﬁd
activation of indigehbus patterns of accommodatife behaviours
which result in the loosening of commitmeﬁts Qupportiﬁé.existing
structures and the introduction of potential changes.' We are
suggesting that critical anélytical skills prbgr&mmes wiil
encourage fhé former, and empathic social skiilélpfogrammes'the“
latter. What we lack is a theory ﬁﬁich will tell us when ig is'lh'
appropriate to introduce the one.type, and when the o;her,.and
how to accomplish the necessary shift that is incurred whether
in defence of the status quo or to support chénge.

The tendencies running through the'diagonals of Figuré“V.S

do, however, suggest various Hypotheses, some of which are given

below.

2.2 Some specific hypotheses

When we prepared our initial submission for the Department of
Employment we had not identified more than one type of dévelopmental
climate, nor more than one type of coﬁtrol climate. We give beiow
four hypotheses (based on the diagonals of Figure V.3) by which we
related the independent structural and climate variables to the
dependent behaviour variables before the study commenced. Ourl
later thinking (Section VII.2.4) suggested other hypothéées. ‘In
Part Three of the dissertation we shall show results for both sets

of hypotheses insofar as we have been able to test them (Chapter

Nine).

(s
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2.2.1 Hypotheses relating structure, climate and training to

behaviour

(1) Both trained and untrained groups will have high analyticai

and high social behaviour scores in organisations_wi;h high
structuring of activities, high control climate ;nd high
developmental climate.

(2) Both trained and untrained groups will have high aﬁalygical
behaviour scores and low social behaviour scores in organisa-
tions with high structuring of activities, high control climate
and low developmental climate. }

: : -

(3) Both trained and untrained groups will have low analytical

.-behaviour scores and high social behaviour scores in organisa-
tions with low structuring of activities and low control
climate and high developmental climate,

(4) Both trained and untrained groups will have low analytical
and low social behaviour scores in_organisations ﬁith low
structuring of aptivities, low control climate and low develop-
mental climate.

These hypotheses would be based on the assumption of a direcf

association between compatibility of the environment and the success

of training (i.e. with Schein's position in Section IV.1.2.1). Note
that this refers only<to the direction of change, not to its magnitude,

If the training were remedial the trained group might finish with a

score equal to or even still slightly below other groups, or it

might surpass them,

If we took the dissonance theory perspectivé (see Section 1IV.

1.2.3) we would rewrite the above hypotheses. For example, hypo-

thesis (4) above would be:
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Trained groups will have high analytical and high social behaviour

scores and untrained groups will have low analytical and low -

social behaviour scores in organisations with low structuring of'"
activities, low control climate, and low developmental-climate. :
We added a fifth hypothesis to test the Moscow position (see

Section IV.1.2.2).

(5) The behaviour of ex-trainees will be closer to training
target behaviour than is the behaviour of other managers
when the control and development climate scores of fhe
organisation are neither maximally nor minimally distant
from the control and development climate scores ;egarded
as ideal by the trainer.

2.2.2 Hypotheses relating resource variables (other than

training) to behaviour

The discussion in sections V.1.2.2 to 1.2.5 suggested a
number of possible hypotheses, but our prime focus is on team
training in organisations with different combinations of structure
and climate. We'wish to usc the resource variables mainly as
exogenous variables abogt which we needed information for pur- -
poses of control - for example in matching the composition :of
trained and untrained groups. From the number of nominal
variables shown in Figure V.l it is clear that a great. many
relationships could be examined if the empirical data are not
confounded by too many errors arising from poor design.  Before
we discuss the design problem, however, we wish to describe -the

operational versions of the variables listed in Figure V.1.

9
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3. THE OPERATIONAL DEPENDENT AND INDEPENDENT VARIABLES

Zetterberg (1965) defines validity as 'the extent to which
an indicator (operational definition) corresponds to the (nominal)
definition of the variable. The chief problems in obtaining such
correspondence are those of exhaustiveness (covering in the opera-
tions the whole content of the nominal definition) and exclusive-
ness (leaving out?ihe operations elementS not included in the-nominal

definition).

3.1 The dependent variables

%

Our difficulties in operationalising our dependent variables
of analytical behaviour and social behaviour are described in.
Chapter Six. At one point we had two distinct.six-item scales, .
one for each type of behaviour. Our final version, howcver,
included both types of behaviour in a single eight-item scale,,
making testing of hypotheses (2) and (3) in Section V.2.2.1 above
impossible.

Managers' analytical behaviour and managers' social behaviour
were finally jointly measured by 'The Managers' Activities aund
Methods of Working Ques;ionnaire’ (MAM). The behaviour targets

were measured by a parallel questionnaire given to trainers which
askad about the behaviour they desired from ex-trainees. This
version was called 'Managers' Activities and Training Objectives'
(MAT). Chapter Six gives a full account of the development of ..
both questionnaires, from which the reader can decide how closely -
the final questions correspond to the definition of analytical .
behaviour as, 'action which creates or follows systematic procedures'

and social behaviour as, 'action which exhibits and encourages open

expression of feélings'.

S0



V.16

3,2 The 1ndependént resource variables

3.2.1 Parent organisation

In all those cases where the unit of organisation studied was
part of a larger manufacturing group, the information on the size
of the parent, in terms of number of employees, group turnover, and
capital employed was taken from the Times 1,000 listing of companies
for the year 1970-71. Chapter Eight of Part Three of this disserta-

tion gives details of our sample.

3.2.2 Own organisation

We interviewed a knowledgeable member of the top management
group to obtain the information about the unit of organisation.
For memberships, we asked whether the unit itself was a corporate
member of any educational association, any research’ association,
any trade association, and any management association.” "If the
interviewee replied affirmatively, we asked him to name the associ-
ation. (In the previous Aston research there was a correlation of
0.56 between membership of BACIE and structuring of activities and °
also a correlation of 0.56 between membership of BIM or RIPA and
structuring of activities) In the Aston study, however, the
information on memberships was obtained from the various associations
and not from the company (or organisation) studied. We'left open
the question whether or not the separate memberships could be
combined to form an index of extensiveness of external affiliations.

Size of the organisation was measured by the number of employees
as given by our informant,. We asked that part-timers should be

counted as half.

The measures of interdependence and technology are those used
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in the short-form of the Aston interview.schedule. = Further details
are given in Pheysey et al. (1973), and the scales and evidence of

their validity are given in Appendix V.1.

3.2.3 Group | _ : . B o

Size was the number_of persons from the samne unit of organisation
who (1) replied to our questionnaire, and (2) worked together,

Where the number of persons who replied to the
questionnaiées was less than 100 per cent of those receiving question-
naires, we used the number actually replying, but we included response
rate as an additional variable, The definition of 'working together’
was. left to the organisation concerned, but we checked out in each
case the basis of group identity.

Our previous work (Payne and Pheysey, 1971b) had led us to the
conclusion that the boundaries perceived by respondents probably
coincide with those shown on an organisation chart in highly.struc-
tured organisations, but that they may diverge in organisations where
‘liere is lower structuring, A sociometric analysis is time-consuming,
and would not, we believed, serve our present purpose any better thau
simply‘asking the people themselves to identify their own grouping.

The type of team training received was classified as .Analytical,
Social, or Mixed. Details are given in Chapter?Six.l The categorisa-
tion of 'trained team' versus 'untrained team' is shown in Table VIII.2

and discussed in the text of Chapter Eight, section 2.1,

3.2.4 Individuals

Appendix V.2 gives the Personal Information Form and the scores

derived therefrom. We wish here to comment on the scoring procedures

chosen.

Qo
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We studied the BSA publication (1972), 'Comparability in
gocial Research' with a view to using categories that would yield
maximum comparability with other research, and we also looked at
the possibility of contributinglto the Essex data bank. Some of
our categories, such as recent training, howevef, had to be based
on the specific requirements of our research.

Under 'training' we wanted some indication of amount of recent
exposure; On the assumption that job requirements would not be
conétant for more than five years at the most, we asked about short
coﬁrses during this period. It could be argued that this period
is too long, but the Henley follow up (Rabopbrt; 1970) indicated a
pay-off some four years after course attendance, A count of -
'number of courses' attended is véry crude since we only set a
minimum duration, viz. 30 hours. This would exclude one~day
seminars, but could include long weekends, or one week of five
six-hour working days. We did, howevef; ask for course titles
and name of provider, For a single educational subject we set
a minimuﬁ of ten hours which we regarded as the equivalent of
one hour ber week for a ten-week term. We were asked by one
of our respcndents ﬁhether 'reading a book by Drucker' could '
count as studyiﬁg the sibject of management. We expléined that

Iwe had in mind more formal tuition, though possibly by corres-
pondence, but that if he felt he had derived ten hours' worth of
learning from Drucker, fair enough. We had no means of checking
the basis of respondents' replies about subjects studied.

For éualifications we consulted the Civil Service list (1969)
and the separate gradings made by.two independent expert judges of -

a list which we asked them to rank. We combined the grades into

33
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cruder categories until there were no discrepancies in the °
ordering of the assignments made.

Age was a relativély simple category which we assume was
accurate to within twelve months at the time of asking.

Experience and current position were much more difficult to
classify, Some of the divisions as between, for example, 'technical
management' (with an engineering or natural science usage) and
'management services' (with OR, work study and production control)
were not alwajs obvious, We relied on respondents to classify their
own past experience on the basis of forced choices and‘since some
included present post we added it in cases where it ha& been omitted.

~We did not obtain any of our personal information from company
records, so we had also to consider acceptability to respondents of
the questions asked about earnings. It was for this reason, for
example, that we selected £500 salary bands rather than actual
salaries. . We did not ask about fringe benefits, so there may be
quite a large error in attempting salary comparisons.

For family background we used the Registrar General's classifica-
tion of socio-economic class, but in several instances we had to guess,
for example, what kind ;f an establishment the respondent's father
might have been a manager in, or whether 'army' meant 'private-
soldier', and so on. - We also asked, rather ¢lumsily as it turned
out, about sibling status,because of the volume of research (see
Sutton-Smith and Rosenberg, 1970) which haé been done in this area.
Our final scoring was first-born versus the rest as this was the
best discrimination in our sample,

In the case of beliefs there were insufficient numbers endorsing

membership of any political party to make it worth while to distinguish
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between, say, 'radicals' and 'conservatives'. We therefore only
used the simple dichotomy, member of any political party versus
non-member. Similarly we distinguished between those with a
religious affiliation (defined as four attendances per year minimum)

and those without.

3.3 The independent structure variables

3.3.1 Own organisation

Structhfing of activities was measured by the combined scores
on two component scales - functional specialisation (a l6-category
scale) and formalisation of role definition (a 10-catégory,;cale).
Appendix V.3 gives full details together with evidence of validity
and reliability.

Concentration of authority was measured by a 23-category scale
which is also described in Appendix V.3,

The short form of the Aston interview schedule was used for

both structuring of activities and concentration of authority.

3.3.2 Group

Initially we intended to measure hierarchical levels through
th; faradigm developed in the Aston studies for comparing levels
of authority to take decisons (in organisations with differing
vertical hierarchies). Under this schema, however, a boss and
his subordinate could fall into the same category. IIf we wanted

a within group index of stratification we could simply use the

organisation chart and job titles to count the number of reporting
levels: peers equals one level; boss and immediate subordinate

equals two levels; boss, subordinate, and subordinate's subordinate



V.21
equals three levels; .and so on. To ﬁléce the.group as a whole
in terms of how high up they were, we found ﬁodal-sélary band as
good an indicator as any. (See Appendix V;Z for individual
salary scores.) Whistler (1964) has used the relative salary
level of executives as a general measure of how influential they
are.

There were two alternative ways of scoring functional
differentiation. One was the number df different functibnal
areas represénted in the group (based onhthe classification of
functions used for individuals in Appendix V.2). The other
was the highest proportion of group members occupying a éiﬁgle
functional area. The former is an index of heterogeneity and

the latter of homogeneity, and, as expected, the two were inversely

related.

3.4 The independent climate variables

3.4.1 Own organisation

The instrument used to measure developmental and control press
was the Business Organisation Climate Index (BOCIL). ‘ In ité current
form it consists of 20 eight-item scales, though it had initially
contained some scales of more than eight items, and some of fewer
than eight items. | The early version of the BOCI also had 24 scales,
but four of these were subsequently dropped. Appendix V.4 shows the
information on the BOCI which we submitted to our sponsors at the
start of the project. During the study we had access to éhe norms
developed on the newer version by Roy Payﬁe at the University of

Sheffield. We also established norms and factors for our own

sample, and these will be given later when we discuss our findiﬁgs

QN
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(Chapter Nine). It is preferable that the validity of instruments
and the correctness of substantive hypotheses be tested independently
of one another, In Appendix V.4 we present evidence for the valid-
ity of the BOCI. This evidence is not impaired by subsequent

refinements to the scales.

3.4.2 Own_group

The unanimity or diversity of perceptions within a group was to
be measured by the size of the standard deviation on the BOCI scales
- the smaller the standard deviation the more uniform the perceptions.
(This was the intention. A simpler procedure was eveﬁtually used,

It is described in Chapter Nine, section 2,3.)

4. THE OPERATIONAL HYPdTHESES

In section V.2.2 above we gave five hypotheses, but these were
not expressed in operational terms. We propose, however, to defer
their translation until we discuss results.(Chapter Nine, section 3),
As we mentioned, our thinking developed during the course of the
-project, and the hypotheses which we put- forward in our initial
p;oject submission were reformulated by the time we had collected
most of the data. In tﬁis chapter we have been concerned to set

out our thinking prior to the study.

5. LEVELS OF ANALYSIS

Figure V.1l indicated that the independent variables would refer
to organisatiéns (own and 'parent', if there was one), to groups,
and to individuals. The dependent variable is prefaced by the word

'managers' in the plural, because the intention (as indicated in the
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hypotheses) has been éo study the analytical and social behaviour
of trained and untrained groups of managers - hence the title of
the thesis, Teamwork in Management.

Figure V.l makes only one reference to the training (via the
group variable, 'team training received'). However, another part
of the research involved classifying the training itself and obtain-
ing information from trainers not only on their target behaviour but
also on the types of business organisation climate which they
regarded as ideal. This aspect of the study is included in Figure

v.&.

el e e Ll L L PSR ——

Figure V.4 presents in tabular form the different types of
daia collected (in columns a to h) and the levels of analysis that
are possible,using the terminology-ofILazarsfeld and Menzel (1961).
Mean scores are referred to in the analytical rows, but this does
not imply that the only operation that will be performed will be
averaging, or that all the data can be classed as interval data
from a metric point of view. We may use medians, or frequency
counts, or other ways of summarising the data from members.

Figure V.4 opens up a range of possibilities. Our intention
was to concentrate on the global, structural and analytical proper-
ties of groups, and our initial submission spoke of attempting to
collect this data for '40-80' groups in '20-30' companies. Had
we been successful in this we could have done more at the organisa-

tional level of analysis, using the global, structural and analytical

- properties of companies. As we have, in fact, only half the minimum



FIGURE V.4

KEY: The titles for the propertics are taken from P F Lazarsfeld and H Manzel 'On
publication A322 of the Bureau of Applicd Social Research, Columbia University.

the relation of {ndividual and collective propertics',

: BOCL = Huainess Organisatlonal Climate Index; MAM @ Manager
Activities and Mcthods of Working Questionnalre; col.= colleagues; boss = superior; Personal I[nformation = Personal Information Sheet;
BOCII = BOCI ldeal; MAT = Managers' Activities and Tratning Objectives Questionnaire.
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nﬁmber of groups we had aspired to, we may well find that some of
our analysis will be at the individual levél. ~ Blau (1960) 'illus-
trates what can be done, for example, bﬁirelating data in row 2.2
and rows 3.2 and 3.4 of Figure V.4, He argues fhgt the social
values that prevail in a group may affect the individual directly,
inversely, or contingently, depending partly on whether he is in a
minority or majority fosition in the group. Figure V.4 illustrates
in operational terms what Figure V.l was expressing in conceptual
terms only, aﬂd suggests further re-arrangements of variables.

(In Chapter Nine we present the results for rows 2.1, 2,2 and 2.3
of Figure V.4.) | '

‘Even if Figure V.l were well grounded in theory - which it is
not, and even if the operational definitions were valid, which is
only partly the case, we do not have a satisfactory research design
until we can show how we propose to eliminate competing hypotheses,
and what are the limits of generalisability to which we lay claim.

To these problems we now turn.

6. RESEARCH DESIGN

6.1 Two-stage sampling

6.1.1 The first stage

Our first problem was that we do not know how many intact groups
of team-trained managers there are in British manufacturing industry.
One document which we had to guide us was a BIM Survey (1968) on 217
companies (the 44 per cent responding) out of 493 companies 'chosen
as being those most likely to be active in the field of Management
Development and Training'. Unfortunately the Survey did not ask

whether companies used team training, in the sense of exposing all

an
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the members of an intact group of managers to a common learning
experience. Question 18 of the Survey did, however, provide
rekevant information. It asked, 'Please tick any of the manage-
ment consultants whose services have been used by your company'.

The consultants' names and the number of companies using them are

given as:

Kepner-Tregoe (Problem analysis and decision making) 16
Blake (Managerial Grid) 18
Reddin (Three;dimensional Grid) o
Coverdale (Teamwork training) 1 11
Others ' ' ' 63

(NB - The Survey ‘does not say whether any firms ticked more than
one category.)

The BIM Survey also shows that 116 of the 21?.rep11es ﬁere
from firms employing more than 5,000 people, and that the three
industries best represented were: engineering, food drink ;Ad
tobacco and chemical and allied products.

We decided to use The Times 1,000 list of organisations 1970-
1971 because this contained relevant financial information and also
the names of the Chairman or Managing Director. We would use the
ranking by turnover, and would work down the list, starting with
the biggest firm until we had located, hopefully, 20-30 companies
who had 'used one of the named managerial skills programmés in the
previous 18 months' for groups of managers. (The quotation is
from our initial project submission.) - In effect, we attempted
saturation sampling of all manufacturing organisations in the top
50, and 34% of the remainder with a turnover of over £40 million
per annum. The response rate.to our preliminary enquiry was 70

per cent. Chapter Eight gives the number of firms we visited
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for background information and the number who co-operated fully

in the research.

6.1.2 The second stage of sampling

In the second sampling stage we intended to ask each company
which had used the relevant types of training to nominate a group,
or groups (which had had the programme a minimum of six months
previously and a maximum of 18 months previously). We would also
ask the compahy.to nominate another group, with as many similarities
as possible to the trained group(s), but which had not been exposed
to any form of training for at least two years. We hop;d the final
design would look like Figure V.5.
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See Figure V.5

. - - - - - W -

6.2 The static group comparison design

From this point on the design was to be what Campbell (1957)
calls The Static Group Comparison, replicated as many times as
possible. (Our initial submission hoped for 40-80 groups.)

Since it was impossible to use probability sampling when the
location of the population of trained teams was not known, and
since we were seeking to evaluate training received by intact groups,
not randomly assigned individuals, we had a design which was poor
with respect to at least three of Campbell's sources of invalidity
- selection, mortality, and subjt-method interaction. Also it
would be quite impossible to keep all the independent variables
shown in Figure V.l quite constant while we varied only the type

of training for its effect upon behaviour.
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Figure V,5

THE INTENDED STAT1C GROUP COMPARISON DESIGN

Type of team Trained groups Control groups Total

training AL PEERE

Analytlcal skills |abcde a, b1 < dl e 10

Mixed skills fghiijkl fl 81 ?l i, 5 2
mn o kl 11 m; n, o)

Social skills pqrst Py 9 %) 51 & 10

Total 20 20 40
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Sjoberg and Nett (1968), writing on sampling problems, comment,

'Although the primary goal of sociology is the formulation

of valid propositions concerning the nature of social

organisation, a sound method for selecting respondents

(or the events to be observed) within the system under

study has yet to be devised. Probability sampling, as

presently constituted, contributes little to the reso-

lution of this problem ..... Members of a social

organisation possess unequal knowledge about its operation.

Large-scale governmental, business education and religious

bureaucracies are after all nondemocratic ..... Neverthe=-

less ..... one of the assumptions underlying probability
sampling is that the units are equal.'

We hoped to have enough teams in our non-representative sample
to constitute a small universe which we could describe in its own
right. Blalock (1963) has suggested that we de-emphasiée our
concern with relating samples to their working universe and focus
instead upon the analysis of interrelationships among variables.
Thus we hoped to be able to say whether the trained groups are
closer to targets than untrained groups in each case, but without
backing our assertions with specific confidence levels. This
would be an evaluation for the companies and programmes concerned.
Elucidation is more difficult. In the last resort we appeal to
Dubin's (1969) defence of descriptive research:

'No theory was good enough to tell us the nature of the

moon's surface. An elaborate, purely descriptive

experiment in landing a vehicle on the moon and having

its instruments "feel" the surface materials had also

to be carried out to provide information on which to base

a theory of how man could get there and survive.'

We similﬁrly lack a theory good enough to tell us how team
training can bring about social change. ~In Chapter Seven we shall
outline the further thoughts we have had about this, and in Part
Three we shall present our results. Meanwhile our next chapter
describes the problems we had in operationalising our dependent

variables - managers' analytical behaviour and managers' social

behaviour.
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FOOTNOTES V.28
1. A quotation from Gross et al. (1958) is apt.

'That members of a social system, whether a dyad or a total
society, must agree among themselves to some extent on values
or expectations is a matter of definition. The point we have
been trying to underscore is that the degree of consensus on
expectations associated with positions is an empirical variable,
whose theoretical possibilities until recently have remained
relatively untapped.'

2. See Chapter Four, Section 2.2, where Selznick is quoted as
referring to 'personal loyalties which transform the organisation

- into something having a sacred status'.
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Part Two: ~ THE RESEARCH PROCESS , = VI.1

CHAPTER SIX

PROBLEMS OF DEVELOPING A PERFORMANCE MEASURE: THE HISTORY

OF THE QUESTIONNAIRE ON 'MANAGERS' ACTIVITIES' ~AND "METHODS

OF WORKING'

He does much, that does well what he does
Thomas a Kempis

1. THE AIMS OF TRAINING

We decided that the quantification of performance'must be in
terms of the degree of approximation to the targets of the lraining
programmes. This meant that both targets and performance would
have to be assessed in the same units and on the same dimensions.
We would need a criterion referenced measure, not a norm referenced
measure. That is to say, the performance would be assessed in

relation to some ideal rather than in relation to the' average

performance of a particular sample. Criterion referenced tests

. 'lend themselves more readily to identifying when and in what

direction changes have been brought about, but at present the
techniques for the production of such tests and the efficacy of
them in practice have been relatively unexplored; according to
Roebuck (1972). (Appendix VI.l contains an additional bibliography.)
The first step was to find out what were the stated aims of
training, and then to see whether these aims could be grouped into
categories. Seven programmes of behavioural training for managers
were the focus of the rescarch effort. For each of these seven

programmes there was a published handout describing the methods

that were employed on a course, and what the aims were. We have
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extracted the relevant- phrases, and we reproduce them below.

1.1 'Analytical Skills' programme (our generic term)

Managers should learn how to:

sift out and refine short-term priorities and long-term goals;

gather facts;

set objectives and standards;

ask questions;

define respon;ibilities;

analyse results;

review performance. (From one course brochur;) 4

Managers should learn how to:

impr;ve speed of attack on situations;

specify a problem;

develop an eye for relevance of information;

analyse for distinction and changes;

find the cause;

list the cause;

'apply results to job;

develop disciplined handling of information of all kinds;

develop a healthy approaéh to planning and the management of risk,
(From another course brochure)

Provisionally, all the above aims were categorised as being

concerned with systematic and analytical methods for making decisions.

1.2 'Social Skills' programme

Another programme specified aims which were concerned with what

are variously called interactive, interpcrsonal, or social skills.
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V1.3
The objectives were that managers should learn how to:
gain co-operation;
find acceptance;
achieve understanding;
appreciate how others‘are reacting to one's own behaviour;
gauge the state of relationships between others;
be more aware of one's own feelings and behaviour;
give and receive helpful criticism.
These aims éere provisionally categorised as being concerned with
sensitivity to feelings and with openness to otlers.

1.3 Mixed programmes

The other four programmes exhibited some of the characteristics’

of both the previous types. Their objectives were that managers

should learn how to:

apply a systematic approach to difficulties;
try out ideas and analyse what happens;

see and hear by observing and listening;
build up a common language;

perceive talents and capabilities in others;

develop talents and capabilities in others;

change frcem autocratic style to greater group participation and
involvement;

define and explain tasks;

act on individual suggestions;

gain insight into a manager's role within a company organisation;

achieve tasks;
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understand some of the factors which influence the attitudes and
behaviour of people;

manage groups;

solve problems;
cope efficiently and logically with a variety of situations;

understand group processes better - especially intergroup conflict
and co-operation;

be more aware of the way people work in organisations.

2. REQUIREMENTS FOR CONVERTING AIMS INTO MEASURABLE OBJECTIVES
None of the aims listed by any of the programmes can,’'as they
stand, indicate the difference between good performance and a poor

performance. This is so because they do not satisfy Mager's (1962)

criteria.

2.1 Mager's criteria

To be measurable, an objective must:
(1) identify and name the observable act(s) that will be accepted
as evidence that the learner has achieved the objective, or
(2) describe the conditions (givens and restrictions) necessary
to exclude acts that will be not accepted as evidence that
the learner has achieved the objective.
Morgan (1971) in his 'critical survey of traiﬁing in interactive
skills' draws attention to this problem. He asks, 'What can the
manager do, or what is he willing to do -~ in actions that can be
observed - at the end of training that he was unable or anilling
to do before?' This question is seldom asked. Put in another

way it becomes, 'In what way will he act, and when will he act in

this way?'.
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3. THE SEARCH FOR A READYMADE QUESTIONNAIRE

Whitelaw (1972) describes assessment sheets, yhich have
been used by an observer, to evaluate appraisal interviewing
skill, or skill demonstrated in a standardised role-playing situation.
When the assessment is to be made on the job, however, reliance is
éenerally placed on indirect observations of behaviour; partly
because direct observation of a number of managers is 'too costly
and time-consuming to be of practical use in the industrial
evaluation situation', and partly because of the effect on a
manager of being shadowed by an observer, What we were looking
for was, therefore, a questionnaire which would elicit indir;ct
reports on whether trained managers were, or were not, acting in
the manner which accorded with the objectives of the training
programmes. The questions should concentrate attention ﬁn those
instances where the specific behaviour to be looked for was most

likely to occur.

3.1 The Executive Position Description Questionnaire

A useful questionnaire in helping to focus attention on
'the conditions necessary to exclude acts that will not be accepted
as evidence that the learner has achieved the objective' is J. K.
Hemphill's (1960) Executive Position Description Questionnaire.
It specifies the activities in which different types of managers

engage, and could be adapted to our purpose. It is, however, devoid

of performance criteria.

3.1.1 - A byeproduct for trainers - proficiency tests

Neverthc}ess, it would be quite feasible for anyone engaged
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in training to devise an end-of-course test based on a combination
of their aims and some of Hemphill's items. Suggestions for
eighteen such proficiency tests are set out in Append£i;2, 'Definition

of Testable Training Objectives by Hemphill Items'.

3.1.2 Reasons for not using the proficiency tests here

These ideas could not be used in the current research
however. The chief reason is that test materials would have had
to be specially constructed to relate to the specific content of
each course, and then be administered to batches of trainees.
Scoring procedures would have had to be workéd out and standardised
in each case. For a comparative study of different programmes and
companies the preparatory work would have been beyond the scope of
the research budget. It could, however, be done by a company
training department for its own use in conjunction with courses it
runs internally. We were looking for an instrument which could
be used without interrupting the on-going work of the managers con-

cerned.

3.2 Bunker's method

The method used by Bunker (1965) was one that came to
mind. He asked those who had been trained, and several work
associates of those who had been ;rained, to note, on an open-ended
report form, any changes they had observed in the ex-trainee's
behaviour. Different judges independently categorised the responses
as a basis for scoring., It was felt that thig'approach would be
unsuitable in the present study for which the instrument had to be

capable of a double duty ~ distinguishing between trained and
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untrained groups and standardising the objectives of seven different
training programmes. We did, however, retain the idea of reporting

by associates.

3.3 Osﬁry and Harrison's method

Nevertheless, it would have been helpful to hﬁve an inééfument
of proven reliability and validity which would differéntiate among the
kinds of performance which training was seeking to foster." We had
already provisionally classed the programmes as 'Analyticai Skills',-
'Social Skills' and 'Mixed Skills' programmes, so the’Probieﬁ Analysis
Questionnaire of Oshry and Harrison (1966), which was desiéned to
measure rational-technical compaetencé and interpefsonal'competence,
initially looked promising. ‘ However, an examination of the published
items revealed that they did not fit the objectives of our programmes
as closely as had been hoped. o

Participants at a T-group were askeé whén the group
commenced, to write about an important unreéolve&lﬁfobleﬁ.ag w;rk,
in which at least one other person besides themselves was igvoiﬁed.
They were asked to rate various coﬁtriﬁutory causes on a five—point
scale. The training was expected, among other things, to bring about
changes in their perceptions of the problem as follows:

(1) increase in perceived importance of self as cause
(2) decrease in perceived importance of ﬁther(s) as cauéé i

(3) decrease in perceived importance of environmental

1

factors as causes.
It was therefore necessary to have at least two administrations of
Oshry and Harrison's questionnaire, the first to establish a base-

line and the second to show the direction and anount of movement
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from this base line. In Roebuck's (see section 1) terms, their's
was a norm-referenced rather than a criterion referenced measure,

the pre-training answer being the nomm.

3.4 Further search - Bloom's taxonomy

3.4.1 Rejection of personality measures for training evaluation

We turn next to Bloom's (1964) Taxonomy of Educational
Objectives, which lists a number of personality tests, inventories
of prefereﬁcés and values, and projective tests. The drawbacks of
the last-named have been well described by Barnsley ({9?2), and we
felt they were unsuited to the task of evaluating training’. Never-
theless, several firms that we visited during the research do, in
fact, make use of personality measures for their own purposes. It
is, however, our view that great caution needs to be exefcised in
interpreting results. The reviews in the Mental Measurements - 1
Yearbook (1967) can help in sifting tests on the basis of how they
have performed under repeated administrations,and with varying
samples, and of how they intercorrelate with other measures, but
thecaedibility of the theories from which the measures originate
is perhaps too seldom questioned.l

The writer of this report finds George Kelly's (1957)
Personal Construct theory among the more plausible of personality

theories. Kelly's Role Construct Repertory Test elicits constructs

from the subject instead of providing him with some readymade. Its
basic use is in clinical psychology, but other psychologists (Bieri
et al. 1966) have adopted the grid format of the 'Rep Test', supplied
some constructs of their own, and used the instrument to study

differences in thinking and judgment. It was, in fact, suggested
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to us that we might use a grid format, though of a different kind, .
in our performance measure, using analytical and social axes in
the way that Blake and Mouton (1964) use concern for people and
concern for production. We did not feel, however, that we could
adequately represent.the training aims in this way.

At this point, because of the way we have seen personality
tests used in industry, we should like to make another small digres-
sion. We all of us make judgments about other people, and about
what we coﬁsider to be desirable and undesirable characteristics.

We also have our own ideas about what constitutes effgctive or in-
effective behaviour, from a company point of view. ﬁackham et al.
(1971) in fact recommend that a company trainer should conduct an
organisation behaviour survey to discover what people in his own
organisation believe to be the difference between cffective and less
effective managers. In discussing the findings some agreement can
emerge‘about what behaviours the .training might be designed to
influence. We would endorse this type of procedure, It is very
different from hasing one's training on a concept of 'the ideal
personality type', or even on a concept of 'the ideal for Mr. X'.
One trainer we met, was, with the best of intentions, doing just

this, and using a personality test to judge his success.

3.4.2. An alternative use for personality tests

One area where legitimate use of personality testing has
been made is for research into how variations in the composition
of a group seem to affect group decision making (Stager 1967) and
learning (Smith 1971). It may well be that if the Central Training

Council Training Survey Unit's (1971) recommendations that 'priority
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should be given to Eﬁe problem of learning' 1is implemented, trainers
will one day have a sound basis for optimising the composition of
their syndicate groups on the basis of test résultsm Such tests
are at present still very much the province of experts. Meanwhile
Rackham (1971) has sﬁggested a way of putting people into those
groups where they will learn most which does not resort to testing
of any kind. His method uses a very simple index af contribution
rates in the early stages of a course as .a basis for reshuffling
(with the ;greement and full understanding of participants) at a

later stage.

3.5 Some possible measures of behaviour

For a comparative study such as the present research, we
decided that there were overwhelming reasons against the kinds of
instruments cited in Bloom ét al.'s taxoncmy. None of the measures
met the conditions specified by Mager (see 2 above)., We decided
that the questionnaire must enable managers to report on instances
of behaviour which would be consistent with the aims expressed in
the training brochures. The reports from different managers must
also be comparable. Therefore we turned to an instrument that

does refer to behaviour.

351 The Leader Behaviour Description Questionnaire (LBDQ)

None of the nine dimensions from which the LBDQ was
constructed (Stogdill and Coons 1957) was explicitly related to
systematic and analytical kinds of behaviour nor to behaviour which
is characteristically sensitive and open, but tletwo factors which

emerged - 'initiation' and 'consideration' might perhaps be thought

i1iHY .
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consonant with the aims of the seven training programmés. The
majority of the items turned out, however, to be conceptually
quite unlike the things mentioned in the traning brochures, for
example, 'he encourages overtime work' (initiation); 'he treats
all his foremen as his equal' (consideration). ' Moreover, a
detailed review by Korman (1966) of research in the late nineteen
fifties and early sixties that had used the LBDQ concluded that,
before it was utilised further as the dependent variable in applied
training programmes, much more work needed to be done to establish
its validity. It was obvious that the LBDQ did not suit our

1
requirements.

3.5.2 The Semantic Differential

Osgood et al. (1957) describe how they assessed the
meaning which particular concépts have for different people, by
asking respondents to rate each concept on a seven-point scale.
The poles of the scale were paired adjectives - good/bad; weak/
strong; active/passive, and so on. Perhaps we could use the
technique, not to assess meanings but to find out how much’
methodical and systematic behaviour the analytical training
programmes aimed to produce for specified activities, and how
much sensitivity to feelings the social skill programme hoped
to develop for specified inter-personal situations. We therefore
decided to combine the semantic differential technique with the
specificatiors of the Hemphill Executive Position Description
Questionnaire (see 3.1 above) in designing a purpose-built

questionnaire which would be called 'Managers Activities and

Methods of Working' (or MAM).
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4. DEVELOPING THE MANAGERS' ACTIVITIES AND METHODS OF WORKING

QUESTIONNAIRE (MAM)

4.1 The first draft

| The questionnaire would have two sections, the first, on
activities, to indic;te when training objectives might be relevant,
and the second, on methods, to indicate how managers would act if
training objectives were achieved. It will hereafter be known as

the MAM,

4.1 Selection of possible activities

A list of eighteen activities was taken from J. K.
Hemphill's Executive Position Descriptibn Questionnaire (see 3.1
above).

They are the same 18 activities which we suggested could
form the basis of some proficiency tests (see ApﬁendiiiZ) and they
were chosen because at least half of Hemphill's managers reported
that the activity was 'a substantial part' of their positions.

This list was then shortened to ten activities which

seemed to provide special scope for the exercise of analytical

or social skills. They are:

Activities with scope for Activities with scope for

Analytical Skills Social Skills

investigating problems ~briefing subordinates

setting goals for future reviewing the progress of subordinates
performance advising on personal problems of

interpreting performance reports subordinates

planning one's own activities conducting meetings

making use of specialists co-ordinating pcople's activities

4.1.2 Checking the centrality of the activities

We needed to be sure that the behaviour which the training
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programmes wanted to-influence would be demonstrated in activities
which were central to managers' jobs, and not just peripheral to
those jobs, The first half of our questionnaire would seek to
establish this for British managers, and for different kinds of
management positions. We could not be sure that Hemphill's findings
would be true for our sample.

We therefore selected five pairs of adjectives which would

help us to assess the magnitude of an activity, The adjectives

were:
important unimportant
obligatory optional } .
time-consuming not time consuming
frequent infrequent
routine non-routine.

Managers would be asked to place a ranking on a seven-point scale
between these pairs of adjectives for each of the ten activities

with reference to their own jobs.2

4.1.3 Selections of descriptions of behaviour

The training brochures (see 1.1, 1.2, and 1.3 above) did
not specify how manage?s should act if their aims were achieved.
What we now needed to do was to generate some descriptions of the
way people might act when carrying out the ten activities we Had
selected (see 4.1.1 above). As we had made a provisional decision

to use the semantic differential technique, we needed pairs of
adjectives which might reflect the training aims. We looked first
~at adjectives used by Osgood et al. (1957) but we found none to suit

our purpose. Eventually, after further scanning of the training

110



VI.14

: VI
evaluation literature (shown in Appendix,1) and with the help of

/
Roget's Thesaurus, we settled on twelve pairs. This would
generate 120 behaviour descriptions (12 behaviours in 10 activities).

The adjectives were:

Analytical pairs Social pairs Suited to either or both

methodical/unmethodical sensitive/insensitive appropriate/inappropriate

thorough/casual frank/guarded effective/ineffective
realistic/un:ealistic concerned/unconcerned (these would be anchors
logical/1illogical trusting/suspicious for the rest)
direct/devious - self-reliant/depend-

ent on others
I

At this stage it was intended to ask trainers to rate how they
thought managers typically behaved prior to training, and how they
hoped they would behave after training, the discrepancies between
the two sets of ratings would give the direction and extent of
change in behaviour that was aimed at. More work was, however,
required before the questionnaire was ready for teéting. (It was,
in fact, never used in its first draft form, but this is reproduced

VI
in Appendix/B for the curious.)

4.2 Preparation for the first pilot study

The first draft was discussed with colleagues and former
colleagues, and as a result a second draft was prepared. The chief
alterations at this stage were aimed fifstly at reducing the load on
respondents, and secondly at sharpening the distinctions supposed to
exist between the analytical skills programmes and the social skills

programme.

The number of activities was reduced from ten (see 4.1.1

VI
above) to six (see Appendixlh) and the wording was slightly changed.
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The number of pairs of adjectives relating directly to the activities
was reduced from five pairs (see 4.1.2 above) to three pairs, and the
number of pairs of adjectives describing behaviour (see 4.1.3 above)
was reduced from twelve pairs to the following four:
intuitive/methodical guarded/ frank

systematic/flexible sensitive to feelings/ ..
indifferent to feelings

It was hoped the these four sets would be sufficient to discriminate

among the objectives of different trainers.

4.3 The first pilot study N

i

The questionnaire, as used at tﬁis stage, is éhowﬁ in
Appendix VI 4. The sample was fifty teachers from the Department
of Industrial Administration at the University of Aston in Birmingham,
the Graduate Eeutre for Management Studies in Birﬁingham (now Both
incorporated in the University of Aston Management Centre),‘and from
the London Graduate School of Business Studies. Twentyone question-
naires were returned. The findings have been reportéd elsewhere
(Gibson 1970), so they will not be repeated in detail heré. The
important conclusions were that the six activicies chosenlcould form
the basis of future questionnaire design. It was also established
that the ratings given to the importance, obligatoryness,land time
consumption of an activity could be aggregated to provide a single
index of the extent to which that activity is a major or minor one
for the manager concerned. Subsequent pilot studies confirmed this.
The statistical evidence is presented in Appendix VL 5. The 'Managers'
Activities' section was therefore retained in substantially its present
form in the later pilot studies and in the main research, The séction

on methods of working was not satisfactory, however, It could not
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provide suitable objéctives for the three types of programme
described in sections 1.1, 1.2 and 1.3, The reasons for this

conclusion are set out below.

4.3.1 Abandonmené of the semantic differential
The sem#ntic differential was designed to tap the kinds

of meanings which people assign to different aspects of their
surroundings or to different abstract ideas. Osgood et al. (see
4.1.2 abové)-found that three factors of meaning, which they
called evaluative, potency, and activity, seemed to recur with
widely different populations and cultures. It would seem that
the 'evaluative meaning' factor was confounding the responses' in
the first pilot study. For example, it is 'good' to be method-
ical and 'bad' (for a ﬁanager) to be intuitive, so teachers could
readily tick the methodical extreme on the scale between this pair.

Since systematic was thought to be a synonym for methodical,
the wish was to tick this, too} but the word at the opposite end
of the scale turned out to be 'flexible', and,as this is also a

'good! thing one wanted to tick both extremes.When presented with

a single forced choice, one put a tick in the middle - an unsatis-
factory compromise. The problem of finding suitable neutral pairs

of words seemed insuperable. 1If one picked a 'goodie' and a 'baddie’,
everyone would tick the goodie, and if one picked two 'goodies' every-
one would tick the middle and feel cheated into the bargain. (There
was no point in putting pairs of 'baddies'.) We had hoped to find
pairs which would pull analytical trainers to one side of centre and
social skills trainers to the other.side of centre, so that discrim-

ination between the two types of training could be achieved. (It
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was, in fact, a mistake to think these programmes are situated at
different points on a common dimension, as the second pilot showed
- see 4.5.2.) Our first pilot respondents were university
teachers who:were primarily concerned with imparting knowledge
rather than skills. This expedient was necessary because we
could not carry out a pilot study on the trainers from the.seven
programmes which were the subject of the main enquiry, since there
were too few of these trainers to be sampled more than once., We
did, however, send a slightly amended version of the questionnaire
to twelve persons engaged in other skills~type programﬁes for
managers. They too reported difficulties in spite of the minor:
revisions (shown on pages 3 and 4 of Appendix VD..4). .

| Heise (1969) reviews research on the semantic.differential
énd concludes that biased errors may arise in S.D. ‘data because of
social desirability effects or because of scale checking styles, -
A substantial.. proportion of the variation in S.D. ratings is duc,
he says, to individual differences and temporal variations in
responses. He cautions that 'the existence of real scale-concept
interactions demands tailoring the S.D. to stimulus domains, but
the studies required for this must be carried out with considerable
care'.

Perhaps it would be as well to make clear, at this point,
that the difficulties we had with the semantic differential method
were difficulties of our own making. We were attempting to use it
to indicate behaviour changes whereas it is essentially an-instrument
for measuring attitude change. Thus, as Hamblin (1970) points out,
it can still be very useful for gauging rcactions to a course of

training, or at the immediate evaluation level, to see whether
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opinions concerning éhe subject matter of a course have been changed
through the training. Our research was focused on behaviour at the
intermediate outcome level (see Warr, Bird and Rickham,1970, for the
distinctions among IeQels of evaluation) and it was here that the
semantic differential was unsuited to our purpose. Heise (1969)
stated that the metric assumptions in the S.D. scales are adequate

for many applications.

4.4 Preparation for the second pilot study

4.4.1 Revision of the behavioural descriptions for methods of

t

working
It was decided to attempt to re-examine the four pairs of

adjectives used to describe behaviour (seg 4.2). In doing this we
still wanted to retain a means for generating unidimensional scales
if possible. Witﬁ this in mind, being methodical was re-interpre-
ted as ‘preferring to adhere to (versus willingness to depar;lfrom)
a prepared strategy when something unforseen occurs'. Systematic
was re-interpreted as 'using (versus not using) a st#ﬁdard step~by-
step procedure'. Sensitive to feelings was re-interpreted as
'taking people's feelings fully into account (versus leaving people's
feelings out of account)'. Frank was re-interpreted as 'being frank
and open in front of others (versus being wary in word and deed in
front of others)'. It was felt that it might be a good idea to
check out whether these re-interpretations did, in fact, come closer
to the dimensions by which we had originally classified the training
programmes - viz 'concerned with systematic and analytical gethods'

(see 1.1) and 'concerned with sensitivity to feelings and with-open-

ness to others' (sece 1.2). We therefore put in two extra items:
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'pay much attention to analysing facts (versus pay little attention
to analysing facts)' and 'encourage people to express their feelings
(versus discourage people from expressing their feelings)'. These

innovations are open to criticism and were, in fact, later abandoned

- see 4.6.1.,

4.4.2 Replacement of the rating scale

Since we had given up the semantic differential forma;
some standard wording was required to represent the intervals
between the ;xtremes. A seven-fold gradation was cumbersome in
this respect since the use of particular prefixes did’not Fit all
items equally well - for example, one coﬁld not invariably ﬁse tﬂe
foilowing time prefixes: always, very ofteﬁ, fairly often, some-
times, rarely,lvery rarely, never. We reduced the categories from
seven to four, representing the two extremes by the introdﬁction,
'as far as possible', and the two intermediate categories by, 'on
the whole'. This meant that there was no completely neutral
position. It might be that we could get a clearer polarisation
without creating resistance on the part of respondents. 1f
necessary, a middle point could be reintroduced by a phrase such

as 'as often as not'.

4.4.,3 Determining objectives for the second pilot study

The questionnaire in its revised form was deliberately
longer than its predecessor. It contained 36 items (6 activities
x 6 sets of behaviour descriptions). This was because we wanted
to see whether the behaviour items could cluster together, irres-
pective of activity, or whethér some of the behﬁvtoural responses

appeared to be activity specific. This analysis would give us
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some guidance in the.construction of a final shortened version,
We needed a rather larger sample than we had obtained for the
first pilot, so we decided to seek the co-opefation of managers
who were attending classes. The questionnaire, as administered,

is given in Appendix tVI.6.

4.5 The second pilot study

4.5.1 The sample

The sémple consisted of post-experience students attending
management courses at the University of Aston in Birmingham and at
the City of Manchester Polytechnic, In terms of jobs and sector

of -employment the sample was extremely diverse, as can be-seen from

the list below:
Number of

Iype of job | respondents
Group, plant or factory manager 3
Production management

Group services

Work study and 0 & M

Engineers (mostly with an electricity board) -
Maintenance management .
Personnel and industrial relations

Sales management or sales representative
Civil engineer (site agent)

Manager of public baths

Head brewer

Postal controller

Buyer

Accountant

Systems analyst

Graduate trainees

= WU e =W WL W oo Y YW

Lecturer

w
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4,5.2 Conclusions from the second pilot study

(1) Two key dimensions, systematic behaviour and guarded
behaviour. |

Two clusters of items emerged which could form the basis
for the next revision of the questionnaire. One cluster comprised
all those six items which referred to systematic behaviour (solve
problems through a standard step-by-step procedure versus solve
problems without resort to a standard step-by-step procedure).

The other éluster‘comprised all those six items which referred to
guarded behaviour (are wary of what we say or do in front of others
versus are frank and open with others in w;rd and deed)., ' The two
clusters had high intra-cluster correlations, but the correlations
between items in one cluster and any item in the other cluster were
very low. The questionnaire was obviously measuring more than one
dimension.

Full details of the statistical tests made are given in
Appendix VI.7.

(2) Discrimination between high and low scores.

The twelve items in the two clusters discriminated very
well among the respondents in the sample. For each item the scores
were scattered across all four points in the range provided, and the
standard deviation was large in relation to the mean (see Appendix v1.7.)

The real question to be decided, before compiling a final
version of theﬁquestionnaire, was whether we had enough evidence to
be satisfied that the behaviour factors we had isolated were those
which the analytical and social skilis and mixed skills training
programmes would recognise as factors they were trying to influence

through their training. Scale scores for each cluster could then
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provide the criterion-based performance measure we needed (see (1)

above).

4.6 Preparation for the third pilot study

4.6.1 A fresh sfart

Although it appeared from the second pilot survey that we
had an instrument to measure guarded behaviour and systematic
behaviour of good reliability (see AppendixVI'7lit was suggested at
this point‘b§ the principal investigator that the pilot results were
spurious. A 'wording factor' was probably fesponsib}e for the
clusters obtained. (See 4,4.1 and 4.4,2, and Appendix VI;6) Speak
(1967) describes how wording affects responses.

Also the items which had been included specifically to 'anchor' the
_measures to the concepts of analytical and social skills had not
discriminated. All those items which were worded 'pay little
attention to analysing facts versus much attention to analysing
facts' were scored as 'much attention',and all those items which
were worded 'encourage people to express their feelings versus
discourage them from expressing their feelings' were scored as
'encourage'. No one either ignored facts or actively discouragc&
the expression of feelings! We were still tapping the 'evaluative
meaning' for these items. The abandonment of the semantic differ-
ential and its replacement by descriptive statements had, however,
produced good discrimination for the other four concepts: guarded,
systematic, methodical and insensitive behaviour, (There were in-
sufficient of the methodical and insensitive items in their respective
clusters to form separate subscales however.) We would therefore
concentrate on trying to reproduce the major clusters obtained in

the second piloﬁ but by other means. We needed to produce a new
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form of wording which would avoid the repetition of the same
phrases across different activities. Only then could we meet
the criticism that high internal consistency of response was an

artifact arising from common phraseology.

4.6.2 A revised questionnaire

Appepgixffl B8 shows the next draft that was produced for
discussion. It is of interest only in so far as it provides a
hal f-way stégé between the format used in the second pilot study,
and that used in the third. The first idea behind this draft was
that we should no longer try to relate every type of béhaﬁiour to
every activity. We had earlier listed the activities themselves
in two groups (see 4.1.1 above) according to whether we thought a
priori that they would give more scope to analytical skills or
social skills.

The draft produced between the second and third pilot

studies related the methods of working concepts to the activities
as follows: guarded versus frank behaviour when:

(1) briefing subordinates

(2) taking an interest in the personal problems of
. subordinates

and (3) reviewing the progress of subordinates.
(It was assumed that the social skills programme would wish to
encourage frankness in all these circumstances.) Systematic versus
unsystematic behaviour was linked with:

(1) trouble shooting

(2) forward planning
and (Bi chairing meetings.

(It was assumed the analytical skills programmes would wish to

120



VI.24
encourage systematic behaviour in all these circumstances.) The
behaviour descriptions differed according to which activit} they
were linked with. Gradations of behaviour were represented by

fairly detailed modulations in the description provided. For

example, the concept of guarded behaviour in reviewing a subordinate's

progress was graded as follows:

(1) The manager tells the subordinate what he (the manager)
thinks of his (the subordinate's) progress. The manager is prepared
to clarify his assessment but not to discuss it.

(2) 1In addition to (1) the manager will also give further

information on request.

“ (3) The manager takes the.subordinate fully into his confidence,
and encourages a free and frank discussion of the total situation.
The draft (shown in full in AppendixVi8) was discussed with one or
two company training officers. Thé questionnaire was felt to be
too cumbersome, and also, when creatihg scores, it would be difficult
to justify the equal interval assumption. The general question of
making interval assumptions with ordinal data is treated in measure-~

ment text books. (See for example Guilford, 1954, chapter 1.)

4.6.3 The final version ready for testing in the third pilot study

The items finally used were as follows:

Analytical items (systematic versus non-systematic behaviour)

1. Decide on and follow a fact-finding sequence in trouble shooting.
2, Make sure people keep to the point in meetings,
3. Explain how they've measured performance when reviewing

subordinate's progress,

4. TFollow no particular fact finding sequence in trouble shooting.
(False scoréd high)
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5. Use predetermined decision rules in forward planning.

6. Use assumptions from past experience as chief guide to future
targets when planning.

Social items (frank versus guarded behaviour)

1. {sclose a minimum of information when briefing subordinates.
False scored higﬁ5

2. Take subordinates fully into their confidence when briefing
them.

3. Encourage a frank discussion when reviewing subordinate's
progress.

4. Make time for the employee to have his say when taking an
interest in personal problems.

5., Let the discussion develop spontaneously in meetings.

6. Keep discussion as brief as they can when taking an interest
in personal problems.
(False scored high)
Gradations were providea by allowing respondents to select from
among the following five responses for each item: definitely true;
mostly true; neither true nor false; mostly false; and definitely
false.

One other point about the questionnaire needs to be made
at this stage. It concerns who is reporting on whom. The research
design involved studying trained groups, The minimal criterion for
a trained group was that the superordinate manager and at least one of
his subordinates had received the same training. (The preferred
criterion was that most or all members should have been trained.)

Each manager was asked to report on the methods of working of his

immediate colleagues,collectively, and of his immediate superior as

an individual. The entire questionnaire is reproduced in Appendix %1-9-
The aim of the third pilot study was to produce two valid

and reliable scalable dimensions which could be used to represent

the objectives of the training programmes and to score managers'

-
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performance in relation to those objectives.

4.7 The third pilot study

(A s | The sample

As in the case of the second pilot study, the sample
consisted of post-experience management students (see 4.5,1)
though on this occasion all of them were from the Midlands, fhey
were attending the University of Aston. Details of their jobs are

given below:’

Type of job 05.0f . .
managers —
Production 4 '
Production planning and control 6
Design and development 6
Technical services 4
Director 1
Work study 1
Buying ' 1
Sales ' ' 1
Commercial 2
All jobs Total 26
4.7.2 The results of the third pilot study

4,7.2.1 Four poor items

Four of the twelve 'methods of working' items had very
low mean inter-correlations with all the other items (see details
in Appendix VI}10) These were the items numbered 5 and 6 in each of
the two lists given in section 4.6.3 above. They were, howéﬁer,

retained in the questionnaire, for the small size of tﬁe pilot study

I
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meant that we could got tell how these itém§ might chénge with
larger numbers. They would provide a floating reference point
in further work with the questionnaire. ’(Theﬁ did, in fact,

remain uncorrelated in later analyses.)

4.7.2.1 Eight satisfactory items

It looked as though we could go ahead and u#é fhe first
four items under the heading 'Analytical Items' and theifirst foué
items unde; the heading 'Social Items' in‘section 4.6.3 above.

The totals for the two sets were correlated 0.46 aﬁd i; ﬁraﬁspired
that when scoring MAM, the manager's version of the questibnnaire,
the best solution was a single eight-item.scéle whiéh had a reli-
ability of 0.91. Full statistical measures of the reliability,
validity and discriminatory power of thesé itemé are gi?en in
AppendixVI,]10. 1In MAT, the version designed for trainérs and.shown
in Appendi7v:1, scoring of the two four-item subsets appeared to

be justifiable in an attempt to obtain external validity. This

attempt is described in section 5 below.

5. THE FINAL MAM ITEMS IN RELATION TO THE AIMS OF THE COURSES.
One way in which we could obtain some external validation
for the questionnaire would be to predict from the course brochures

how the trainers would score on the methods of working section of

the MAT.

5.1 The analytical programmes

We predicted the trainers of the two analytical programmes

would score between 16 and 20 points for the four analytical items -
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i.e. they would like it to be mostly true, or definitely‘true that
managers they had trained would:
1. decide on and follow a fact findiné sequence in trouble
shooting (because.the brochure: said- _see 1.1 above -~ they
were teaching students how to 'find the cause, list the cause,
and apply results')
2. make sure people keep to the point in meetings (because the
brochure said - see 1.1 abov; - 'develop disciplined handling
of information')
3. explain how they've measured performance when reviewing a
subordinate's progress (because the brochure sai& - see 1.1 above
- 'set objectives and standards, define responsibilities, "
analyse results, review performance’)
4. not followno particular fact finding sequence in trouble
shooting (because the brochure said - see 1.1 above - 'sift out
and réfine short-term priorities, and gather facts')
Ten trainers concerned with this type of training subsequently
completed this questionnaire. Three of the ten scored 20 (the maximum)
three scored 19, three scored 18, and one scored 16. = The prediction

was therefore upheld.

5.2 The social skills programme

We predicted that the trainers for the social skills
programme would score between 16 and 20 for the four social items,
i.e. they would like it to be mostly true or definitely true that
managers they had trained would:

1. disclose (more than) a minimum of information when briefing

subordinates (because the brochure - said they were teaching
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- see 1.2 above - how to 'gain co-operation and achieve under-
standing' and we assume people can understand and co-operate
only when they have the facts)

2. make time for the employee to have his say when taking an _
interest in personal problems (because the brochure said -
see 1.2 above - ‘'appreciate how others are reacting to one's
own behaviour', and we assume this cannot be hurried)

3. take subordinates fully into their confidence when briefing
them (because the brpchure said - see 1,2 above =~ 'find
acceptance')

4. encourage a frank discussion when reviewing a subbrdi?ate's
progress (because the brochure said - see 1.2 above - 'give
and receive helpful criticism').

There were only two trainers involved with this type of

programme., They scored respectively 20 and 17, so the prediction

was again upheld.

5.3 The mixed skills programme

We predicted that trainers for the mixed skills programmes
would score high on both analytical and social items, and consequently
that, for the combination of eight items, their scores would lie
between 32 and 40 points. There were fifteen such trainers; and
the prediction was upheld in every case, (Supporting statements

for the eight items can be found from the brochures under 1.3 above.)

5.4 Discrimination among the programmes

The scores for the 27 trainers, spread across the seven differ-

ent programmes, or divided into the three different types of
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programmes were not significantly different from one another.
The questionnaire therefore lacks discriminant validity. The
instructions to trainers said, 'you are asked to indicate the
degree to which YOU WOULD LIKE each statement to be true or false
of the managers who hﬁve attended your courses'. With hindsight

one can see that, because orehas not asked for the specific contribution

which they feel their course has made to the realisation of their
wishes, they merely expressed preferences for certain types of
behaviour o;e; the other types of behaviour, irrespective of
whether or not their programme was designed to-influense the
behaviour concerned. This is a drawback from the point of view

of evaluating the training. It is less serious in relation to

other research objectives --see 7.2 and 7.3 below.

6. THE ABILITY OF THE MAM TO DISCRIMINATE BETWEEN HIGH AND LOW
PERFORMERS

Roébuck (1972) whose paper was referred to in section VI.1,
points out that when one's purpose is to indicate the effective-
ness of training with a specific target population (as in this
case), one requires a test which 'will test the learners as a group
and will be sensitive to group achievement of the overall objectives -
and of the component skills'. The managers' activities and methods
of working questionnaire does discriminate among different groups of
managers, and also between all managers on the one hand and all
trainers on the other. (Evidence of this will be presented in
Aﬁpendix IX.1.) The point we wish to make here is that the
questionnaire we developed does provide a quantified criterion
against which differgnt groups can be compared, but it is not

sensitive to the component skills.
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7. SOME CONCLUSIONS ABOUT PERFORMANCE MEASURES

7.1 The purpose of performance measures

The reason why anyone should want to measure performance is
in order to control it, The type of control of interest to the
company training officer is, however, different from that of the
researcher. The former wants to monitor the results of his own
activities in order that he may alter his programmes if necessary
to make them more effective. The latter sees training as one of
many possibie.influences upon performance, and wishes t§ find out
whether performance can be predicted from training at all., The
trainer is concerned with intervention, and the researéher:is con=-
cerned with prediction. The trainer takes it for granted that
his activities will have some effect, and he wants to maximise
what he regards as desirable consequences and minimise the
undersirable ones. The researcher must entertain the possibility
that training has no effect, or that its effects are infinitismally
small in comparison with the effects of other variables which are
operating in any given situation. He would like to know how

much variance in performance he can attribute to different predictors.

7.2 The Managers' Activities and Methods of Working Questionnaire

(MAM) as a performance measure for trainers

Most of the literature on the evaluation of training (see
Appendix VI.1l) recommends that trainers should:
(1) assess immediate outcomes (usually through the difference
between pre and post tests) and we suggested some proficiency
tests for this purpose (see section VI.3.1.1 and Appendix

VI.2);
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(2) assess intermediate outcomes (by a follow-up at a later date
for on-the-job differences) as, for example, in Bunker's
method (described in VI.3.2 above); and
(3) 1if possible relate the immediate and intermediate results'to
some ultimate cﬁanges in ;he operating performance of the
organisation.

The MAM could be used by the trainers of the seven programmes
as a means of assessing intermediate outcomes, but we do not
recommend it: Our reason is that it is not sufficiently closely
related to the content and methods of each individual programme.
Suppose, for example, that managers who had worked through'exercises
to teach them to 'find the cause' of a difficulty, 'list the cause,
and apply results to job', said, in answer to the questions on
analytical methods of working, that they did not use a fact-finding
sequence when trouble shooting. What does this tell the trainer
about whether to alter his programme, and about how to alter it if
need be? He cannot tell from the questionnaire response whether
(1) the technique he taught was inappropriate to this type of
trouble shooting, or (2) the technique would have been appropriate
but managers had not been able to transfer their class-room learning
to an on-the-job situation.

We would recommend that company trainers should take a lot of
trouble in identifying training needs and relating their objectives
to those needs and then design tailor-made performance measures.
The bibliography in Appendix VI.l1l has some examples of vhere this
has been done.

In all this, one is, of course, making the assumption that the

gains to be achieved through evaluating training are greater than
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the cost to be incurred. This is touched on in the literature,
but usually in terms of balancing the value of_knowledge of train-
ing results against the costs of collecting the data needed for
evaluation. We know rather less about any psychological or socio-
logical dysfunctions of the evaluation process as such. That there
may be some dysfunctions is suggested by research into the effects
of audits and appraisals. (For some references-on this see
Appendix VI.1) Sayles and Chandler (1971) go so far as to say
'we will havé to make basic changes in our present approach to

the administration of responsibility’'. )

7.3 The MAM as a research instrument

In section 3 above we statéd that we were looking for a
questionnaire which would elicit indirect reports on whether
trained managers were, or were not, acting in a manner which
accorded with the objectives of the seven training programmes.

The Managers' Activities and Training Objectives (MAT)
version of the questionnaire (see Appendix VI.1ll) was endorsed
by all the trainers irrespective of programme (as described in
section 5 above). The important question from a research point
of view is whether the adoption of the trainers' scores as a
criterion measure is heuristically useful for the purpose of
the research. This question can only be answered in the light
of the research design and of the findings as a whole.

Whereas trainers need a tailor-made performance measure, the

MAM makes certain universalistic assumptions. These assumptions,
if tenable, can be useful for research work. We thought we were
tapping some generally approved behaviour, We can, if we wish,

130



VI.33
for research #urposes, regard departures from the trainers' targets
as instances of 'poor performance', but we are not bound to do so.
We can, instead, assume that the scope for analytical methods and
for social methods varies with the circumstances, and we can regard

departures from trainers' targets as instances of lack of scope for

the prescribed behaviour rather than as 'incompetence'.

We took a lot of trouble to discuss with all the University of
Aston management students in the pilot studies what their reactions
had been to ;he quéstions themselves, and we asked them to give ex-
amples of a 'fact-finding sequence' for trouble shooting, a 'decision
rule' for forward planning for the next quarter, and so on. The
chiéf point to emerge from these discussions was that there are
different kinds of meetings, trouble spots, plans, and so on, some
of which are susceptible to the analytical approach and some not.
Similarly, for the briefing and review situations, much depended
on the nature of the work being given out or appraiéed. The five-
point gradation (definitely true, mostly true, neither true nor
false, mostly false and definitely false) was used to reflect what
managers took to be the usual case in situations with which they
were familiar.

The fact that indirect reports may state what people beliecve
might be the case, rather than what is in fact the case, is not a
serious drawback provided one compares like with like. We assumed
that the trainers' scores on the MAT were an index of the perceived
importance to them of the behaviour in question, and the managers'
scores on the MAM were their perceptions.of the extent to which

such behaviour was observable in colleagues and superiors. It

is quite legitimate to compare various sets of perceptions and
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to comment on the degree of congruence that one finds among them.

We felt the MAM and the MAT could serve this purpose reasonably

well,
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FOOTNOTES . VI.35

Guion and Gottier (1965) recommend that personality measures
should not be used as instruments of decision because they
lack cross-validated predictive validity and utilise complex
and ambiguous constructs. For example, many instruments in
use (e.g. Cattell's 16 PF) are based on 'trait' or 'needs'
theories of personality, which presuppose a fairly stable
condition (though Cattell believes some traits are more stable
than others). An alternative view, 'The open system in
personality theory' is discussed by Allport (1960). The

key problem, according to Allport, is 'What makes the system
cohere in any one person?' Why is 'whatever is inside' one
person's skin his 'personality? Yet another conception of
personality is put forward by Wallace (1966). This is the
abilities conception. Wallace asserts that 'whether we
choose to search for man "as he really is" or for "that of
which he is capable" is of the utmost importance. Construing
personality as a response capability re-emphasises the import-
ance of stimulus conditions'. A view which seems to us to
include the abilities conception but to go beyond it is that
of George Kelly. His cardinal tenet is that 'a person's
processes are psychologically channelised by the ways in

which he anticipates events'. To Kelly, every person is an
'experimenter'. This seems to us to be consistent with the
Christian and Jewish viewpoint that man is made in the image
of God - the Creator - though Kelly himself described his
psychology as humanistic, not theistic.

Haas et al. (1969) carried out a study in which they asked
managers for an estimate of the time they spent on different
activities. Their results were in accord with their predic-
tions for the variations at different levels in the hierarchy.
However, we believe that the weight of evidence is likely to
support the contention of Campbell et al. (1970) that ‘'differ-
ent observers differ considerably in their ability to do an
effective, reliable, and valid job of observing and recording
the job behaviour of othler persons' or of themselves (we would
add). We woul therefore have to look for self-consistency
across categories for the self reports, and for inter-rater
consistency for colleague reports, The initial results on
the self reports were given in Pheysey (1972) and the consist-

ency of ratings on colleague behaviour is given in Appendix
IX.1.
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Part Two: " THE RESEARCH PROJECT | VII.1

CHAPTER SEVEN

SECOND THOUGHTS ON THE CONCEPTUAL SCHEME

A motion and a spirit that impels
All thinking things, all objects of all thought .....

W Wordsworth
In this chapter we shall relate the ideas already presented
in Chapter Five to the work of other writers, and we shall show the
ensueing developments in our own conceptual framework.
1. TWO-BY-TWO MATRICES

1.1 Categories used

The simple two-by-two matrix has an immense fascination1 and we
are not immune to its attractions. Chapter Six, section 4, described
the search for open versus guarded social behaviour, and systematic
versus flexible analytical behaviour. These behaviours could then

be placed in the form of a simple matrix:

)
open . open
flexible ' systematic
social f
behaviour  jr-=--sssscmcccoano % ----------------------
: i
guarded ! guarded
flexible i systematic
"
U

analytical behaviour
It was from such a simple beginning that Figure V.3 was developed.

We should like to compare it with the work of other writers.

e
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1.2 Reddin's Management Style Typology

Reddin (1970) has two co-ordinates similar to social behaviour
and analytical behaviour. He calls them 'relationships orientation'

and 'task orientation'. From them he derives the following matrix.

high i
]
related ' integrated
style ! style
relationships '
orientatlon @ |-=m=r=ssseacacaceces dessnasiinuupig saye
t
separated E dedicated
style I ystyle
H )
low i
' low . high

task orientation

1.3 Kotze's Situational Change Typology

Kotze (1972) suggested that Reddin's typology could be reconcep=

tualised as an organisational change typology. His matrix is as
follows:
high
1
1
co-operative ! planned
. change ' change
interpersonal !
competence = |e==mememmcecmemeeee- Ao e
]
]
natural : directed
change ' change
1
low E
low high

technical competence

Kotze takes the terms 'interpersonal competence' and 'technical

competence' as used by Argyris (1962). Kotze argues, 'Training
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programmes can be designed to increase awareness of an organisation's
existing competence mix so that commitment to an appropriate change
strategy may be obtained. Or it can be used to alter the competence
mix of various members of the organisation in order.to optimise the
effectiveness of the chosen change strategy. Or it can be used to
decide on one change strategy rather than another by fitting the
strategy to the competence mix'._ It seems that he must conclude

that co-operative change requires lower technical competence than
planned cha;ge, and that directed change requires lower interpersonal
competence than planned change. Is this so? It is Partly a question

of definitions, but these 'requirements' are by no means sélf evident.

1.4 Extension of the two-by-two typologies

Reddin has extended his typology by adding what he considers to
be a more effective version aﬁd a less effective version of each style,
and he has developed an instrument, the 'Management Style Diagnosis
Test' which has been 'taken' by over 80,000 managers. No doubt Kotze
could also subdivide each of his change categories into more effective
and less effective ones, The point we should like to make about both
of these typlogies, and about many more like them (see Footnote 1), is
that while‘they may be heuristically useful, most have a strong ideo-
logical bias towards a preferred style. This is quite explicit in

Blake and Mouton's (1964) grid, for example.

2. THREE INFORMATION CHARACTERISTICS

At quite a late stage in our thinking we were struck by the fact
that whereas Figure V.2 was dynamic, Figure V.3 was static., How
could we combine the two? The ideas of systematic or spontaneous

information processing and of emotionally open or closed processing
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were contained in both figures, but whereas the arrows in Figure
V.2 suggested cycles, there was nothing in Figure V.3 to suggest
cyclical repetition of activities, or that cycles occu?red in the
structure and climate of groups. How then could we incorporate
the idea of time in Figure V.3?

The first solution was to divide Figure V.2 into an upper and
a lower half, and to regard the upper half as three stages in the
elaboration and the lower half as three stages in the reduction of

information.

This led to the development of the revised conceptual frame-
work, shown in Figure VII.l below, but this deals with the intra-
peréonal and organisation level systems only, and not with the two

levels to be studied direétly.

In Figure VII.1l our innovation-versus-certainty dimension
becomes associated with the extensiveness or intensity of informa-
tion,2 shown in the left-hand face of the cube: our risk-versus-
security becomes associated with the criticality of information
shown on the right-hand face of the cube: and elaboration-versus-
reduction becomes associated with the time scale of information,
shown at the top.3 Each form of processing is followed by evalu-
ative adjectives. The reason for these descriptions is given in
Pheysey (19?3)4.

Our decision to present our revised ideas in a cube diagram
probably owes much to Ramstrom's (1967) mammoth work on communica-

tion and decision making in organisations. He has a spatial
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VII.5
dimension, a time dimﬁnsion, and a functional dimension for relevant
information (i.e. for information used in the decision process of a
certain activity). There are enough possibilities from Ramstrom's
compact theorising about information and organisations to keep a
- team of researchers Susy for many years, but unfortunately few people
have the dedication to follow single mindedly along the path laid
down by another., Ramstrom's research was on programmed decisions
in organisations, and he concentrated on the cognitive aspects and
specificall&'excluded what he calls 'motivational or conflict vari-
ables'. We see such variables as integral to information processing
and are therefore seeking to develop a framework which includes
emotions., We do this at the expense of a much less dense theoretical
integration than he has achieved. Figure VII.l1 above is very sketchy.
Notice, however, the social, empathic, skill area on the right-hand
side of the cube. This skill is now associated with its predisposing
situation of dispensible information (secure situations); and diplomatic
processing is associated with indispensible (risky) information. The
other two faces of the cube are associated with their environmental
results rather than with their environmental preco;ditions._ Pheysey
(1973) explains our thinking more fully. We now wish to re-examine the

ideas expressed so far from a functional systems perspective.

3. A FUNCTIONAL SYSTEMS PERSPECTIVE

3.1 The intra-personal system of information proceésing

In Figure V.2 we showed intellectual and emotional elements in
information proceséing. We put forward, in V.1.1.1,the basic postulate
that persons seek to maintain for themselves a homeostasis of thought,

feeling, and action', If we regard intra-personal information
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processing as a functional system (see also the centre of Figure V.3),
then according to Nagel's (1956) definition, we must specify two types
of variables for it: G's and state co-ordinates. G is the property
of the system that is maintained, and state co-ordinates determine the
presence or absence of G.

We suggest that G for the intra-personal information processing
system might be the person's psychological well-being. The .rclevant
state co-ordinates are: (1) perceived equivocality of information
inputs (exteﬁsivenss, indispensibility, and time scale); (2) analytical
thinﬁing; (3) creative thinking; (4) diplomatic social skill; and .
(5) empathic social skill; (6) reduction; (7) elaboratio;.

" The values of state co-ordinates may vary to such an extent that
the maintenance of G is threatencd, but when one exceeds safe limits
for G the others compensate and G is maintained, In this case, as
perceived equivocality increases it is counteracted by increased
analytical thinking and diplomatic skill, and as perceived equivocality
decreases it is counteracted by increased creative thinking and
empathic skill. Diagramatically the balanced intra-personal informa-
tion-processing system that is functional with respect to_the person's

psychological well-being would look like this:5

Perceived high Creative and empathic
equivocality of €———— information processing,
information elaboration
Analytical and Perceived low
diplomatic sy equivocality of
processing, ) “. of information

" reduction

Change within a system refers to change that does not alter the
system's basic structure. In a functional system this means changes

in state co-ordinates for which compensation is possible.
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Change of a system includes the disappearance of G, the
appearance of new state co-ordinates, or the d;sappearance of old
ones, and change in the range of variation of state co-ordinates
for which compensation is possible.

Management skills training, in this terminology, would alter
the state of the system by changing the range of variation of state
co-ordinates. The more analytically skilled person can cope with

greater equivocality, for example.

3.2 Group and organisational information processing

Let G now represent a given level of safety and certainty for
the group or organisation. The state co-ordinates are: (1) equi-
vocality of informatién (indirectly measured by the resource vari-
ables in Figure V.1); (2) structuring of activities and concentra-
tion of authority; (3) developmental and control climates; (4)
group hierarchy and differentiation; (5) group consensus. The
balanced group and organisational information processing system

might look like this:

lligh equivocality Decentralisation

of information — Developmental climates
etc.,

Structuring of Low equivocality

activities ———> of information

Control climates

Hierarchy

Differentiation

High equivocality of information is countered by structuring of
activities, etc., and low equivocality is countered by decentralisation,
etc. If there has becn a change in the intra-personal subsystem such |
that managers can now cope with a wider range of uncertainties and

certainties, then the G of the supra-system night be superseded, and
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change of the group and organisational information processing
system accomplished.

On the other hand, we could regard the co-ordinates of the
supra-system as setting limits (functional for the supra-system G)
on the Eange of variation of the co-ordinates of the subsystem.
The consensus and structure of the group could keep the amount of
analytical and social behaviour of the individuals within the limits
of what isfunctional for preservation of the group's safety and
certainty, fér example.

)

3.3 Direct, inverse, or conditional relationships between

behaviour, structure and climate?

We wish now to redefine the notion of 'compatibility' (from
V.2.2.1) between the training programme targets and the organisation,
as 'compatibility with the existing information processing character-
istics', and not as compatibility with the nature of the information
itself. We believe, for example, that one of the reasons why large
bureaucracies continue to flourish is that they have been able to
make their own certainties. Simon (1960), for example, says:

'An organisation will tend to assume hierarchical form

whenever the task environment is complex relative to the

problem-solving and communicating powers of the organisa-

tion members and their tools. Hierarchy is the adaptive

form for finite intelligence to assume in the face of
complexity.'

Analytical skills are compatible with the task of reducing
problematic information to short-term and intensive certainty. Social
skill is compatible with rendering unequivocal information less sure
by enlarging interpersonal awareness. The two types of skill are
therefore hypothesised to be directly related to, the parallel

information processing characteristics at the group and organisational

levels.
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3.4 Provision for iterative changes within a functional system

We have been very much impressed by Braybrooke and Lindblom's
- (1970) description of the incremental decision maker. We feel
that it can be applied to our own mental operations in trying to
do research, and also that it fits the activity of information
processing by managers. They say

'The concept of problem solving by the strategy (of

disjointed incrementalism) is this: the analyst makes

an incremental move in the deésired direction without

taking upon himself the difficulties of finding a

solution. He disregards many other possible moves

because they are too costly (in time, energy, or money)

to examine. For the move he makes, he does not trouble

to find out (again, because it is too costly to do so)

what its consequences are. If his move fails or is '

attended by unanticipated adverse consequences, he assumes

that someore's (perhaps even his own) next move will take -
care of the resulting problem. If his policy-making is
remedial and serial his assumptions are usually correct,'
The important point is that the serial movement takes the whole
process forward not in a closed circle but in an upward spiral.
One traverses the same terrain but never from the same perspective.
What the Braybrooke and Lindblom description excludes, however, is
an account of the 'hedonic tone' which is part and parcel of such
mental activity.

So much has been written about information processing from
so many perspectives that we feel a certain temerity in putting
forward a point of view without detailed study of the literature.
We are, however, encouraged by a stimulating review of over 300
articles and books on the subject (Slovic and Lichtenstein, 1971)
which concludes

'The evidence to date seems to indicate that subjects are

processing information in ways fundamentally different from

Bayesian and regression models.'

They advocate 'more molecular analyses of the heuristic strategies
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that subjects employ when they integrate information'. Perhaps
Figure VII.2 below may not turn out to be excessively naive after

all!

Figure VII.2 contains, in the centre, the same six stages of
processing information that were in Figure V.2 and V.3 and in the
top of the cube of Figure VII.l1. The stages are: (1) attention,
(2) identification, (3) elaboration, (4) reduction, (5) forming
intent, and (6) enactment. They have, however, been splié into
the cognitive and emotional aspects described in Pheysey(1973).
That is to say, attention has been shown as both observation and
reception; identification includes interpersonal understanding;
elaboration is both idea generation and interpersonal consultation;
reduction involves selectivity and also negotiating with others,
forming an intent includes its promulgation, and enactment by
others involves explanation to them and disengagement of oneself.
It is suggested that there is a build-up of affect during the
elaboration phase to crisis point where reduction must begin, and
that emotion is discharged during the final culmination and denoue-
ment, Everything inside the inner rectangle is purely speculative.
All the structure, climate, and behaviour dimensions have, however,

been measured in the research. The results are given in Chapter

Nine.

3.4.1 An illustration of the central cycle of Figure VIT.2

We cannot, at this point, resist an illustration of the first
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three stages of the c;cle which we witnessed personally. The
occasion was a seminar led by a T-group trainer. The venue was

a London hotel. The seminar members were organisation development
practitioners, and six of them (all men) had volunteered for 'an
exercise' which was to be observed by the rest of us. In the
adjoining room there were two more volunteer groups engaged in
similar exercises and also watched by observers. In our room

the six participants were seated round all four sides of a small
table. The trainer walked to the table and placed on it a sealed
foolscap envelope. He said only these words, and then retired to
a chair some distance away, 'The task is to produce as man& four
letter words as possible. Two minutes after the opening of this
envelope the exercise will sﬁop.'

We decided not to use a check list, or coded observation form,
but we wrote down, at three minute intervals, the actual words that
were being spoken. Alongside these words we put our interpretation,
influenced by Bion's (1961) theories of group processes. Sometimes
the words in the group were about the task and sometimes they were
expressing the mood. In the latter case we put them in the same
column as our interpretations. The result is shown in Exhibit VII.1.
We have headed the columns with the terms we are now using for stages
in the processing of information. All words in quotétion marks were

spoken by group members. All other words are comments we made at the

time.

See Exhibit VII.1

148



Exhibic VII.1

THE FOUR LETTER WORD EXERCISE -

Cognitive attention, identification

Emotional reception, understanding Time
and elaboration and consultation clapsed
Minutes
1. 'Take any word and rewrite it' Testing out:
2. 'Any language' Dare we defy the rules?
3. 'Must it have meaning or be in code?' How powerful are the rule makers?
'What are the rules?' 3
L]
'The envelope contains Lego bricks' Opening the envelope is taboo (it would
(from feeling the outside and making destroy the group)
pencil rubbings) 6
'"What are the rules?' Fight. "The rules are intolerable'
'Write any word over and over' (loud laughter)
'Which word shall it be?' F...? (loud laughter)
'Why are you all being so difficule?’
We are impotent. Crisis. 9
'What are we trying to achieve?' Laughter from the next room reminds them
'Is this a competition?' of other groups - how are they faring in
relation to them? Success or failure? 12
4. 'We could just open the envelope Flight. Depression and apathy.
and wait for two minutes' 'I'm not interested'
'We can end without doing anything'
Task avoidance. 15
5. 'Anybody can write any words he Fear of disintegration.
likes' 'What does the group want?'
'I don't sce it as a group' 17

6. 'We could get help from the observers'
'It's up to "them" to sort out what
they want'

7. 'The word is "hell™ '
'There are no success criteria, so
we cannot solve the problem'

8. 'Let's make X do all the writing'

'We ought to have a summary'
9. 'Let's pretend (we've donz the task)'

Suggestion from the opener that the
group might ask the observers to
comment,

10. 'Let's sublet the task to the observers'

Dependence. Counter-dependence.
Regression (sweets handed round to suck)

We are in hell.
Crisis.

Look for a saviour.
'Do we have to do what we have been told,
invited, pressurised into?'

Counterdependence. We can remain in a
state of disobedience. We don't need a
saviour.

= .
Rehabilitation. Pairing.

"This has been a very enjoyable and
satisfying experience'

'To end the game would be an anticlimax'
(denial of unpleasant, hellish experience)

(loud laughter, then silence)
We are being childish.

18

20

We are still in command,
in refusing to do what he wanted.

We have won out
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The exercise changed after 28 minutes to include contributions
from the observers. The trainer commented that although the group
did not act, they were very fertile in ideas (numbered 1 to 10 in
Exhibit VII.1). Discussion of the ideas was a very effective means
of avoiding the task. It could be that specialisfs in organisational
development resisted the task of making 'as many four-letter words as
pbssible' because they expect their work to be non-routine and self-
directed, and this task was simple and imposed, Korman (1971)
argues that man is motivated to achlieve consistent outcdmes, and that,
for some people, 'what might be regarded as a conéistent outcome is a
world of change, expectancies of independent behaviour, and variability'.
For such personé-an environment of non-change, non4independence and
non-variability would be anxiety provoking andtﬁssatisfying. In
our terms, these men were more at home with the elaboration phasé
of information processing and less happy with rapid reduction and
enactment. They therefore treated the whole exercise as one which
required creative thinking rather than quick action. They resisted
the threatened two-minute closure.

This was an egalitarian, homogeneous group with a norm of open
social behaviour such as is shown at the top right corner of Figure
NIT.2, They exhibited the interest, arousal and excitement, of

information processing, but when the crisis of reduction threatened

they withdrew to a more satisfying phase,.

3.4.2 The remainder of the conceptual scheme

We have described the centre of Figure VII.2 in some detail
and must now show its implications for the two systems 6f crucial

concern in our research, namely the behaviour system (the methods
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of working of manageré) and the structure and climate of groups.,

The arrows are meant to indicate an iterative cycle, but at
any given time, different parts of an organisation may be at
different stages. The example of the OD practitioners, given
above, suggests that.in their normal work they perceive. the too
certain environment as in need of innovation, and they prefer to
process their information to make it more extensive and long term.
Very senior managers, on the other hand, may perceive their environ-
ments as hiéﬁly equivocal, and may welcome the relief which more
intensive processing provides. (Could this be the reason why
Ramstrom, 1967, found much more 'file' information at senior levels
than he expected? File information; in Ramstrom's terminology, has
high intensiveness, and 'survey' information has high extension.)

These are illustrations of possible interactions between modes
of processing information and function or level in the hierarchy.
In a book dealing with 'Organizational Intelligence', Wilensky (1967)
says

'Given the urgency of so many big decisions, what counts

is the top executive's preconceptions - what he has in

mind when he enters the room and must act. The role of

experts and intellectuals in shaping these preconceptions,

in and out of the organization, is little understood.'

Krouse (1972), an economist, has presented a model in which
there is

'explicit treatment of the decision-making concept to

mean a sequence of decisions by which the organization

makes a commitment to a tentative scheme of resource

allocations and enacts experiments to gather information
as a basis for further decision-making.'

He argues that

'if the model formulation is appropriate, one might, for
example, proceed further than the current practice of only
general ties between short-run adaptation and the omniscient
rationality.in the organization. This is possible since
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the present model formulation implies a continuous and
systematic ..... iterative review by top management of
assigned targets.'

Krouse's views of what we have earlier (Chapter Four) called
'strategic activity' seem in accordance with Braybrooke and Lind=-
blom's strategy of disjointed incrementalism to which we referred
in section 2.3.1 above. Strategic activity was defined in Chapter
Four as 'thinking, feeling and doing'. The actions affect the
- system states in Figure VII.2, An anti-clockwise saquence is
suggested tﬁefe, but the various axes in Figure VII.2 may be rotating
at different speeds so that the distance between them %s not constant.
Some parts of an organisation (or even a whole organisation) may
experience no movement at all: other parts (or organisations) may
experience all of the system states over an extended time period.
Nevertheless, for the purpose of our current research we can explain
the possible homology between the system states by showing the states

in tabular form.

P e L R e e el e L L L L T L e ———

The columns in Figure VII.3 present three pairs of information
processing characteristics. They are the same pairs that were shown
in Figure VII.1l, and they also appear in Figure VII.2. The volume
of information can be intensive (column a) or extensive (column d);
the time scale can be short-term (column b) or long-term (column e);
and the information criticality can be either dispensible (column c¢)
or indispensible (column f). These characteristics are by no means
pure dichotomies in practice, and, in the case of volume, it is

possible to have both extensiveness and intensity. Also we can
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arrange the pairs to'give eight different combinations. * Ramstrom
(1967) has done this kind of thing to good effect. We do not
believe, however, that adding further complications will solve
our current difficulties. Instead, we propose to reconsider the
hypotheses put forwafd in Chapter Five, section 2.2.1, in the light

of Figure VII.3,

4. REVISING THE HYPOTHESES

4.1 The relationships between structure and climate and analytical

behaviour ‘

The hypotheses suggested by Figure VII.3 are that there will be

a positive association between analytic behaviour and:

(1) hierarchic groups (column a, row 3)
(2) differentiated groups (column a, row 3)
(3) organisational structuring (column a, row 4)
(4) a climate of stimulation (column a, row &)

(5) a climate of external regulation (column b, row &).

4.2 The relationships between structure and climate and social

behaviour
There will be a positive association between sccial .behaviour
and:

(6) group norm consensus -~ (column ¢, row 3)

(7) 1low organisational cocentration :
of authority (i.e. decentralisation) (column ¢, row &)

(8) a climate of low inhibition (column ¢, row 4)
(9) a climate of social supportiveness (column ¢, row 4).
We could add that we expect these relationships to be positive

for both trained and untrained groups if environmental compatibility
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(with information proéessing) is assumed to be a necessary
condition for learning.

Of course, it is possible to combine the characteristics of
columns (a), (b) and (¢) in Figure VII.3. We then find ithat
hypotheses (3), (4) ;nd (9) above are equivalent, when combined,
to the first hypothesis of Chapter Five (2.2.1). The refinement
is that the nature of the developmental climate has mw been
specified as 'social supportiveness' (hypothesis 9).

e c was;'indeed, the empirical separation of each of the
original organisational climate factors into two sub-types of
control and two sub-types of development that led to the conceptual
elaboration of Figures VII.2 and VII.3 compared with the crudity of
Figure IV.l (Figure V.3 represented the interim staée)f Various
combinations of the nine hypotheses above give greater precision to
the five that were suggested in Chapter Five.

We wish now to compare Figure VII.3 with others' theories,

5. COMPARISON WITH OTHERS' THEORIES

5.1 Fiedler's Contingency Theory of Leader Effectiveness

In a recent article Fiedler (1972) asks why it is that most
eﬁpirical studies have failed to show that leadership training and
experience improve organisational performance. He answers this
quéstion in terms of his theory of leader effectiveness. fhe
theory says that situations are most favourable to a leader when
(1) members like him and are prepared to be influenced by him,

(2) the group's task is structured, and (3) he has rewards and
sanctions available to him as a result of his position. A strong

versus weak dichotomy on each of these three positions gives eight
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grades of favourableness. Leaders who are task oriented do besf,
Fiedler says, in the extreme conéitions (of weakness on all-ﬁhe
above or strength on all the above), and relationships orieéted
leaders do best in situations of modefate favourableness,

Presumably in Figure VII.3, columné d‘and e would be unstructured
and coiumn f poor member relations, and ﬁence situationally
unfavourable; while column a and column b would be structured and
column ¢ goaod member relations, and hence faQourablé;

Traininé, according to Fiedler, needs 'to be viewed as a means
for improving situation favourableness'. Analytical 'training (our
term) makes the situation more structured, ;nd social skili training
(oﬁr term) makes the group more ready to be influenced. If you have
a considerate type inexperienced man ﬁho is in the worst situational
state, then, by training him, you mave ﬁim to an 1ntermed1a£e state
where considerate leaders do best, so your resulﬁs will be satisfactory.
If, however, the man you pick is a tésk-oriented man, you imprové hié
situation from highly unfavourable‘to moderately favourable; ﬁis
performance woﬁld dageriorate! You would havé tﬁ improve his situa-
tion right up to the extreme of favourability to get him performing
well again. Also you would have to be very careful not to improve
the situation of the considerate man too much or he will be less
effective again. Since some peopie alzre performingl worse and some
better after training, the results naturally cancel out!

Fiedler presents a lot of research data in support of these
views, but he fails, in our opinion, to say how training the man
acts directly on the situation. It may alter the man's perception

of the situation, but is it true that his group's task will be more

structured or that his group will be on better terms with him?
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There are a lot 6f'statistics, but Fiedler must have met the
same criterion problem that we have met (see the whole of Chapter
Six). And how does he relate such quantities of trmaining as 'from
zero to fortyeight weeks', 'with a mean of eleven weeks', to the

amount of additional structuring and the quantitative increment in

good member relations brought about in the situation?
Fiedler claims that, 'The theory'makes possible important

predictions that cannot be made at present on the basis of other
theories'.. :These predictions concern those individuals who will
benefit and those who will not, as judged by: the HPq (most
preferred coworker) and LPC (least preferred coworkeri scales which
are his measures of task and relationships orientation; and by the
group atmosphere and leader position power scales, which are his
measures of the situation. We have used all of these measures
and reported on group atmosphere in previous work (Pheysey and
Payne, 1970) but would be very hesitant to make a training recommenda=-
tion based upon them, In the first place the nature of the relation-
ship between the operational measures Fiedler uses and the nominal
descriptions he gives them is less than clear.6 In the second
place, the theory asserts that the leader has more power in a
structured situation, which is why it is more favourable to him,
but Crozier (1964) has written plausibly to the effect that it is
the ability to manipulate uncertainty for others which gives a
person power. The association of favourableness and structure
is crucial to Fiedler's position, yet he has no uniform measure
of structure. Finally, we find that Fiedler's theory suffers from
some of the same flaws as our own conceptual scheme, to which we

shall be returning presently. In the meantime, however, we would
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like to say something about Korman's (1971) ideas since these also

have affinities with what we are trying to do.

5.2 Korman's 'suggestions toward an integrated theory'

Korman (1971) would appear to favour column c of Figure VII.3,
and to want to change the situation represented by column b. (Also
he would put low stimulation in column a and high stimulation in
column d.)

His basic assumptions are two: '(l) Man is motivated to seek a
stable world; hence will attempt to seek outcomes consistent with
belief systems, and (2) Man's belief systems are a fuﬁction of
environmental experience and learning'.

He then cites numerous research propodtions which separately
support pairs of relationships which he puts forward under the
heading 'Consequences of Different Environments for Behavior'.

'Environmental characteristic

(1) High hierarchical control of behavior

(2) High programming and routinisation of activities

(3) High specialization and non-variability of activities

Consequent Belief Systems

(1) Man (both self and others) are undesirable since
they must be controlled

(2) There are universal rules and principles which one
should use as a guide to behavior - these principles

are universal, permanent, and apply to everyone as
guides to behavior.

Behavior

(1) Low achievement

(2) High aggression toward the self and others

(3) Hostility toward "change" and "variation"

(4) Non-creative problem solving and behavior.'

Environmental characteristics the reverse of those given above

have opposite consequences. The closed loop system must be broken,

presumably by tfaining, but he does not in this article say how the
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intervention is to be initiated. His dependent variable; are:
achievement, aggression and creativity, but, as he himself admits,
he has had 'little to say about such questions as the role of cog-
nitive factors in creativity, and how alienation froﬁ norms in
general can serve as a stimulant to aggressiveness'. His paper is
valuable in bringing together somé 80 research studies. His con-
tention, basically, is that if you organise on theory Y lines
(McGregor, }960) you will come to hold theory Y beliefs. The
trouble is that in selecting this particular set of'independent
and dependent variables he has ignored, as we aii do, a very large
potential set.  Such excluded vatiables might materiaily alter the
conclusions reached. We shall present some evidence from our study
Hhaf environmental conditions and beliefs are not always assoclated
in the ways he suggests.

From this short critique of the work of others we return now

to assess the development of our own framework,

6. THE REVISED CONCEPTUAL FRAMEWORK
In order to consider whether progress has been made between

Figure V.3 and Figure VII.2 we shall consider four requirements for

theory building stated by Dubin (1969).

6.1 Critical values for the system states

In section VII.3.2 we did not specify quantitafively a value
for G, the safety and certainty of the management group. Empirically,
in one of our organisations, a group was 'destroyed', but we do not
know which of the coordinates went outside the range of variation for
which compensation is possible. We can only hazard some guesses when

we describe the results of the research.
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6.2 The relationship between values on different internal

* dimensions
Some progress has been made here in that we have introduced
the idea that systematic analytical behaviour is compensating for
too much uncertainty, and open, empathic, social behaviour is

compensating for too much security.

6.3 The relationship between systems at different levels

The rélétionships presented in Figure V.3 have been extended
in two ways: first, a homology has been presented in terms of
information processing goals, as depicted in Figure ViI.B;, and
secondly, relationships have been spelled out in the nine hypo-
theses listed in section VII.4, for the independent variables and

the dependent variables., The formulation is a refinement on the

one presented in Chapter Five.

6.4 Duration or change among system states

We have provided for within system change in terms of the
postulated processing cycle, and for changes of a system in terms
of the possibility of management training changing the range of
variation of state coordinates, for which compensation is possible.
We also suggest that the system may cecase to function so as to main-
tain G (in that the information processing coor&inates may fail to

compensate for the degree of equivocality experienced).

7. CONCLUDING REMARKS
Dubin says that the researcher may set himself the task of

proving the adequacy of his model, or of improving upon his starting
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model. We take the improvement stance, and are encouraged by such
writers as Weick (1969) and.Cangelosi and Dill (1965) to believe
that this is an avenue worthy of continued exploration. We are
inclined to think, however, that the search for a fully integrated
theory may lead us to accept too simplistic a model. In Part III
we shall present such results as we have in terms of their intrin-
sic interest, and hope that they do not contradict the assumptions
we have madef If they do, we shall revise our assumptions. We
continue, that is, in the Braybrooke and Lindblom tradition of
disjointed incrementalism - a few ideas here, and some daga gathered
there, hoping always that our efforts are in some sense-meliorative,

though they cannot ever be conclusive.
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FOOTNOTES
1. Some examples are:

Douglas (1971)

Control by
others

Private

Pressure on
others

Public

VII.23

Her concept of 'absolute zero' as a kind of ecstasy is interesting.

Braybrooke and Lindblom (1967)

Incremental
change

Perrow (1967)

Few
exceptions

Shull (1965)

Insulated
static
environment

Woodward (1970)

Personal

High
understanding
Large change
Low
understanding
Unanalysable
Many
exceptions
Analysable
Goal
proliferation
Exposed
dynamic
environment
Goal
reductionism
Single
system

Mechanical

Multisystem
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We have, throughout, been using the term information in the
popular sense and not in the technical sense in which it is
used in information theory. One would hcepe, however, that
the various branches of knowledge interested in describing
and studying human and artificial information processing may
gradually converge. We regard Van Heerden (1968) as a step
in this direction.

Galbraith (1969) makes the point that the information

processing requirements of an organisational design are a
function of three variables: (1) the degree of uncertainty
concerning the task; (2) the number of elements, and (3)

the degree of interdependence among elements. These categories
are not unlike the time-scale, extensiveness and indispensibility
of Figure VII.1l, in that long time scale is probably less cettain;
extensiveness covers number of different elements (areas), and
information is indispensible when everything depends on it.

The categories in the Personnel Review article, Figure 8,
differ slightly from those shown in Figure VII.1. Figure
VII.1 is a later version.

Superficially this diagram bears similarities to the balance

models of Harary et al. (1965). One could insert alternate

plus and minus signs. However, we do not equate well-being

with harmony, but with a periodicity of tension build up and

release. We agree with Sperlich (1970) when he says, 'With-
out constrast there can be no perception, ..... without fric-
tion no movement, without differentiation, no identity, with-
out obstacles no accomplishment,'

An interesting discussion of possible meaning of Fiedler's

LPC and MPC scales is to be found in Fishbein et al. (1969).
They review the literature which indicates the multidimen-
sionality of the scales. It is not just a question of
subtracting LPC scores from MPC scores. The referent is
different. Nevertheless, Fiedler continues to use the scales
as if they were equivalent to 'initiating structure' and
'consideration'. For the problems here see Chapter VI.3.5.1.
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PART THREE

THE RESEARCH PRODUCT

PART TWO (1) traced the progress in our thinking, (2) introduced
the variables and research design and (3) described the problems
of developing a performance measure.

PART THREE (1) describes the groups and companies that took part,
and the design that was actually obtained; (2) gives the results
of the analyses carried out, and (3) shows how the conceptual
framéwork can interpret the results and reconcile the apparently
contradictory hypotheses with which the research began. Part

Three closes with (4) some comments for practitioners.
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Part Three: THE RESEARCH PRODUCT VIII.1

CHAPTER EIGHT

A HISTORY OF DATA COLLECTION .

. For everything there is a season
And a time for every matter under heaven

Ecclesiastes
1. THE INITIAL PLAN

In Chapter Five (section 6.2) we explained that we were ignorant
of the totdl number of intact manager groups who had received the
types of training of concern to this research. Probability sampling
would therefore not be possiblé. Team training, we éxpeqted, would
be the exception, rather than the rule, in management training. So
we began with a list of 60 like;y firms (submitted in our initial,
research proposal because they had been cited in the brochures of
certain training consultants, or in the BIM survey, or were known
to our Research Unit as having used analytical or social skills
programmes). We would work down this list to see how many trained
groups we could find. The sampling would be in two stages: an
initial discussion of company training policy, followed by a selection
of groups for study if such were available.

In Chapter Three, Appendix III.2, we showed our introductory
letter to chief executives and some of their replies. We sent out
a small batch of these letters at a time because we did not want to
arouse interest unless we could visit promptly. In the first six
months we had contacted only twenty firms and had had preliminary
discussions and cbtained agreement to co-operate from two. It had
been our aim to be at work in about ten firms by this time. (Our

timetable is shown in Appendix VIII.1.)
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By the end of twelve months it occurred to us (with a ratio of
33 contacts made to only five trained teams located) that we would
have to increase our mailing substantially. It was then that we
decided to use the Times 1,000 list of leading companies, for it
turned out that all Ehose to whom we had written were already among
the top fifty in this list. We would carry out saturation sampling
of manufacturing firms in this category. (To have included service
industries would have added to the diversity of categories without
providing én:adequate number of examples for any one of them.)

After exhausting the 'Largest 50 by Turnover' section of the
Times 1,000, we continued writing to likely firms in the 51 to 300
range. (It will be recalled that the BIM survey, referred to in
section V.6.1 approached 493 companies.) 1In Table VIII.l we show
the distribution of firms approached and firms co-operatiné. The

total approached is in column e, and full and partial co-operation

in columns a and b respectively.

1 —— - - ——— . -

- ——— S S S N NS S

We have headed column c 'not suitable'. This means that we
received a reply giving us reasons why a visit would be inappropriate.
(A sample of such replies was reproduced in Appendix III.2.) 1In
several cases there had been recent research conducted by another
university or by a research institute or by consultants.

It would, we think, be legitimate to include these courteous
letters as 'responses' to our initial enquiry. On this basis, if
we sum columns a, b, and ¢, and express them as a proportion of
cclumn e, we have an initial response rate of 72 per cent,

(6 + 25 + 22 = 53 which is 72% of 75).
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Table VIII.1

DISTRIBUTION OF FIRMS WITHIN THE MANUFACTURING SUBSET OF FIRMS*
RANKED IN THE TOP 300 FOR TURNOVER 1971-1972 BY 'THE TIMES
1,000 LEADING COMPANIES 1IN BRITAIN'

a b c d e f g
o o
o a (]
- ) > o« = o
] = — — 3] 3] a
o ) .0 o o o e
e o o - O (o] wl
o~ H i - @ M b a o
[} 0 N oo FE N B &
s} H oo 0, o & o A G o
= = Z 0 Z [ Z (&
Turnover size band
1-50
Number of firms 3 13 9 8 33 0 33
Percentage of all firms 10 39 27 n 100 0 100

in band
R S B R R R S R g R R S R T R SR

Turnover size band

51-300
Number of firms selected
by random number table 3 8 12 9 32 49 81

Percentage of all firms
so selected T4 10 15 11 40 60 100

Number of firms not
selected by random

number table 0 4 1 5 10 33 43
Percentage of firms

in non-selected category 0 9 2 12 23 77 100
Firms in size band 3 12 13 14 42 82 124

Percentage of all firms
in size band 2 10 11 14 34 66 100

R R B S R R R B B R R R RGO

Turnover size band :
1 - 300 Total firms 6 25 22 22 75 82 157

Firms as percentage of
total in band 4 16 14 14 48 52 100

* A 'Firm' is a headquarters establishment, often that for a group of
companies. Thus although only six 'firms' took part (see column a)
there were 15 sites taking part within these six.
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VIII.3
Sometimes we were reéerred to conéacts with subsidiary c0mpaniés,
and if we had included them as well, our 22 'not suitable' would
have been swelled to 30.

We had no success at all when we went outside the toﬁ 300.

Of 16 companies smaller than this, 13 did not reply and thrce were
visited and found to be unsuitable. Our total contacts compriséd
110 separate establishments, 75 of which counted as '"firms' in .the
Times 1,000, and are shown as such at the bottom of Table VIII.1
(colum e).

Of the top 300 companies, only 157 were 'eligiblg' in ouf'terms,
that is, engaged in manufaaturing. The rest were merchants, brokers,
distributors, wholesalers, retailers, transport, shipping, finance
houses, entertainment, mining, farming, dairying, exploration, etc.
We approached all 33 eligible companies in the 'top group' and one-
third of the 124 firms in the next range shown. To indicate the
extent to which the 42 firms that we approached in the 51-300 size
band differed from a random selection, we subsequently listed all
eligible firms, numbered them in sequence from 1 to 124, and then
applied a random number table to see which would have been selected
had we picked two-thirds at random (instead of one-third non~
randomly). Given time, we could approach the 49 shown in column f,
We had visited four firms (column b) that would not have been
included in the random number selection.

We do not, however, feel there is much to be gained by defining
the population of firms as 'manufacturing firms with a turnover of
more than £40 million', and trying to establish a basis for random-
ising here, when there is no chance at all of selecting the intact

manager groups randomly at the second stage of sampling.
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The cases which we shall cite are not, therefore, representative
of the 157 biggest manufacturing firms. They ¢éo, however, have
importance for our understanding of the job context of training in
some of the most sophisticated firms. These firms are likely to
be trend setters if we are to believe the economists. Whittington
(1972) has carried out an analysis of the top 100 companies in 1948
and 1968, and especially the top twelve campanies. He concluded
that the very largest firms grew roughly nine times in size from-
1948 to 1968; compared with 'a growth factor of only 3.4 in the
gross stock of reproducible fixed assets in manufacturing in the
UK at current prices over the comparable period', . Aiso, !the -
proportion of Total Net Assets in the quoted sector controlled
by the top 100 was 0.46 in 1948, 0.51 in 1957, and 0.64 in 1968'. "
He draws the tentative conclusions, (1) 'that the very largest
companies are becoming dominant in a wide area of manufacturing
industry', and (2) 'However, the life of the giant firms does not
seem to be the quiet life of the monmopolist: the death rate amongst
giant firms by takeover and acquisition produces a significant degree
of insecurity. On the other hand, the consequence of takeovers and
mergers is to make the giants still larger.'

We therefore make no apology for studying team training in a
few giants. We propose, now, to describe how we came to study the
six firms shown in column a of Table VIII.1l, and what groups we
obtained from them. We shall say less about the firms than about
the groups, for we gave an undertaking not to identify firms, and

in such an exposed sample very little is needed in the way of cues

to provide identification. Later we shall, of course, be presenting

the firms' scores on the independent variables of structure and
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VIII.S
climate. We shall introduce the firms in the order in which we

made their acquaintance.

2. THE MATCHED GROUPS IN THE SAMPLE

2.1 Delphi’

Delphi is an old friend. It co-operated with an earlier
research project in 1963, and it provides student placements for
the University. We were told that it had run an analytical skills
programme,'so we naturally phoned the group training mandger to ask
if we could talk with him about this. He confirmed that they had
sent all the top management of two of the subsidiarieé to seminars:
run by outside consultants. However, the total time spent at these
seminars was less than the five days per head, which we had intended
to set as our absolute lower limit. Should we relax this constraint?
The training manager explained that the external training was being
backed by an intensive on-the-job programme designed to institute
management by objectives throughout these two companies, working -
from the top downwards. One of the two companies had been acquired
only recently. It had previously belonged to another of the 'Big
Fifty' in the Times list. Delphi had reorganised itself, following
this acquisition, by grouping companies making related products into
a common division, One division (now headed by a director brought
in from yet another of the Big Fifty) was selected for the M by 0
initiative, as it was thought that it needed a common more rational
approach to the problems of the division subsequent to the reorganisa-
tion.

The two subsidiaries which had had the programme, Delphi W and

Delphi T, could be matched by a third company, Delphi R, in the same

o
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division which had not had the programme. They were each headed
by a general manager, who had production, accounts, engineering,
and personnel executive reporting directly to him, ‘The companies
were of similar size. The training manager argued that the brevity
of the period of forﬁal training was more than offset by the fact
that they were learning together to put analytical procedures into
practice, backed by a formal appraisal system. We decided to accept
his argument, and arranged a second meeting with him to find out
about the ;dﬁinistrative structure of the division. (He was himself
an executive director and had detailed knowledge of tﬁe group.) At
this second meeting, he told us that the three general managers were
prepared for us to meet them, and he gave us their names and telephone
numbers.

The general manager of Delphi W gave us initially about two hours
of his time to explain how the company he now headed came to be
acquired by the Delphi group, and what its present strﬁcture was likﬁ:
He produced all the documentation associated with the.management by
objectives exercise, and expressed interest in the rest of the
research project.

On our next visit we met the top group, and their.subordinates, at
one of their regular management meetings. We were to be allowed
about fifteen minutes of the time on their agenda to introduce the
project and request their co-operation. We thereforé gave a very
brief explanation of what we were trying to do, and why Delphi had
agreed in principle to co-operate. We left the research question-
naireswith them for completion in their own time. Stamped addressed
envelopes were provided, In the event, éen people in Delphi W

returned the BOCI, representing three levels of management, but
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only the general manager and his two closest subordinatesl(half the
very top group) completed the MAM and personal information question-
naire as well.

We were told that our best contact at Delphi R would be the -
personnel manager who would 'have an appreciation of social science'.
He had recently joined Delphi and_had worked previously for yet
another of the Big Fifty..2 As a_comparative newcomer, however, he
could not £ill in the picture of the adninistrative structure so well
as the general manager. At this stage we had to decide whether our
'organisation' was the division which embraced all three companies,
or each company on its own. We decided we would, as a geqerhl rule,
take whatever unit subsumed both our 'trained' and 'control' groups.
In this case it would be the division, which was intermediate between
the parent and the subsidiaries. In this case we need not trouble
the general managers of Delphi R and Delphi T to supply this particular
information. (We regretted this later but this is one of the hazards
of doing research on a population whose identity islproblematic.)

The personnel manager at Delphi R arranged for us to meet the
entire top group, including the general manager, at one of their
regular meetings. They showed more interest than their opposite
numbers, and this was reflected in the fact that they all six returned
all the questionnaires. It was also this group which invited us back
after we had sent them our report, to discuss it with us.  (They
seemed to show more independence of spirit vis-a-vis the division
than did Delphi W or Delphi T.) These managers were seen by head-

quarters in the division as 'backwoodsmen' because they did not want

to go along with the M by O scheme. At the second meeting they had

with us they described their own way of setting targets, which they

172



VIIIL.8
regarded as better than the proposed new scheﬁe. (Chapter Three,
Appendix III.3, refers to this.)

At Delphi T the general manager was very proud of a new plant
that had recently been inaugurated, and produced an article which
he had written,abouthit for a trade journal. Because of a spread
of sites he suggested that the best intact group of top people was
his factory manager with his three immediate subordinates. These
four were running the new plant. They were doing it according to
M by O priﬂciples‘from the start. I visited this plant and met
three of the four. . All four returned the set of questionnaires.

The age range of the managers across thé three cémpanies was
33 to 52 years. Most of them had three or four years full-time
education (or five to nine years part-time) since leaving school.
All had functional experience in at least two areas of management,
and most in three or more. Their salaries were similar (around
£2,500 to £3,000 in 1970). There did not\appeér to be any one
characteristic which differentiated all the managers in one of the
factories from all those at either of the other two. Length of
service in position ranged from four months to 21 years, and
service in the company from six months to 36 years, but the range
was wide in all three.

Our report back to the company grouped the managers' activities
results for the two M by O groups together and contrasted them with
Delphi R, the 'control' group. We had to tell them that we could
not 'find any reason for asserting that the M by O programme has
affected these particular feSponses, whatever other effects it may
have had'. We shall present the data for all the groups in Chapter

Nine. Our concern here is with the history of the project and the
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problems we encountered on the way.

2.1.1 Distinguishing between 'trained' and 'untrained'

The biggest problem, as it turned out, was how to distinguish

a trained group from an untrained one. In the Delphi case we
initially took the word of the headquarters training manager that
'all the top group' in company W and in company T had had the
programme. _When the personal information sheets for each man came
back, only one man from the four-man group in Delphi T referred to
this particular course. Did the others overlook it, because they
knew we were aware of it, or did they not go? We suspect that
replies about course attendance are not too reliable. (People
tend to fill the amount of space available! We allowed five lines
for five years and the average number of courses across the whole
sample worked out at just over two courses per man in the period.
We give more details in Appendix VIII,2,) In Delphi W the inner
clique of three did all mention the course, so over 50 per cent of
the combined T and W top men referred to it. However, on the basis
of the personal information supplied by Delphi R, these men were in
some respects more 'trained' than Delphi T.

The only distinctiors we were finally able to maintain were that:

(1) at least 45 per cent of the 'trained' group spontaneously referred

to having attended the focal course between six months previously and

18 months previously (at the cost of amalgamating Delphi W and T be it

noted); (2) none of the 'untrained' group had attended the focal course

during this period (though one member, = 8 per cent, of an Octo group
had attended within two years); (3) all the 'trained' groups had

quantitatively more general courses in management skills over the



VIII.1O
past five years than hny 'untrained' group had had. The relevant
information about all the matched groups we eventually procured is
shown in columns g, h, i, and j of Table VIII.2. In the table the
trained group is placed above the untrained group for the same firm.

L T T T T T T T T T T T YT IT"T™"YNYYT S - - - -

See Table VIII.2

If Table VIII.2 is compared with the static group comparison
design we ﬂad envisaged in Figure V.5, it can be seen that the
distinction between analytical, mixed and social skil%s has disappeared.
All the matched groups, save Delphi, were connected with mixed skills
courses. We did eventually procure a social skills trained group
(but only two members, = 33 per cent, had had the course), and another
analytically trained group (but only three, = 33 per cent, had had the
course). Neither of these groups was matched. We shall describe
them later in this chapter (VIII.3.2 and 3.3). The point we are
making here is that we really have only five pairs of groups (from
four of the companies shown in Table VIII.1l, column a). The groups
are contrasted largely on the basis of general management skills
training versus functional techniques training (rather than versus
no training. Details are given in Appendix VIII.2.) The fifth and

sixth companies in Table VIII.l, column a, made unique contributions

which we shall describe in due course (VIII.3.l and 3.4).

We shall now explain the circumstances in which the other groups

shown in Table VIII.2 came to take part.

2.2 Eton

Our introduction to Eton happened as a result of a meeting

convened by the Association of Teachers of Management. A key
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VIII.11
member of Eton's manégement training section sat next to me at lunch,
and, on being told about the research, said he.thought his company

would be interested in taking part. (Appendix III.3 gives Eton's

reasons.)

At Eton a small.committee acts in the capacity-of managing
director. A member of the committee gave me the information I
needed about the company's operations and administrative structure.

It was not difficult to select a headquarters group at Eton
which had ﬂa& the focal training programme, a mixed skills course.
The problem was to find a group which .had not been 'cqntaminated'.
The solution is shown in Table VIII.2 where the 'control' group,

Eton P, had only three members, two of whom were graduates. These
men were peers. They had just had a change of superior, but, as
yet, had not met him nor he them. (He was finishing a business
school higher. degree course.) In the MAM questionnaire, when
reporting on superior's behaviour, they therefore referred to the
outgoing superior. There should have been a fourth subordinate,
but, because of illness, he was unable to be present when we -met the
group. Table VIII.2 shows that the three men who replied from this
group had, between them, had one course each over the least five
years, but none had had the focal couse during .the. two most recent
years. One member had taken the focal course three years previously
(see Appendix VIII.2). All the members were concerned in oﬁe way or
another with the purchasing of supplies and capital equipment. I met
the manager to whom Eton P's superior would be reporting, and this man
arranged my meeting with the group.

The focal group, Eton O, was a very highly qualified team

incorporating three levels of management. Only one of the eleven
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VIII.12
members was a non-gra&uate, and five members had higher degrees.
Their work involved long range planning, national co-ordination
of transport for the company's products and similar logistical
problems, and also negotiating arrangements with competitors (for
rationalising the product distribution). My meeting with this
grop lasted for about one and a half hours during which time they
asked questions about the theory underlying the research project,
the way in‘yhich the findings would be written up, the nature and
validity of the instruments used, and the status of social science
generally. One hundred per cent co-operation was obtained from
this group. They were seen some time before it was possible to
complete arrangements to meet Eton P, and they therefore received
two reports: an interim report and a sequel to this, when the
results for:both groupswer: available. Both reports were courteously

acknowledged by the most senior man in the group.

2.3 Noah

We had made various attempts to interest one of Noah's two
parents (each owns 50 per cent of the share capital) in the research,
but it was not until a relatively late stage that Noah was involyed.
The fact that Noah agreed to co-operate was again partly through the
good offices of ATM. I travelled back on the train after an ATM
meeting with a newly appointed director pf the group residential
training centre, ‘This man was interested in the evaluation of his
own training centre's courses., His predecessor, whom I knew, had
moved into a senior line post in one of the companies in the group,
and would therefore be sympathetic to attempts to evaluate training.

"I renewed my contact with the training centre staff, and eventually
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. ' VIII.13
they were able to introduce me to the personnel manager and training
manager at Noah.

Once again, the problem of finding matched 'trained' and
'untrained' groups proved difficult. The selection of managers to
attend the training centre's courses had been based on analysis of
individual training needs rather than on the overall needs of the
section to which a manager belonged. Thus, even Ehough we found
a group where the senior man and one of his three subordinates had
been trainedlin the relevant time period, the focal training, a
mixed skills programme, was not strictly 'team training'. It also
transpired that both Noah O and Noah U had been recently involved
1n.a job evaluation scheme introduced by an external consultant.
Noah wondered whether the training received by Noah O would make
for greater acceptance of the job evaluation than would be found
in Noah U. (In fact, Noah O did find the consultant scheme more
acceptable, but the relevant factor was most probaﬁly the differ-
ential way in which the scheme rewarded the two groups. Training
was just another privilege accorded to Noah O and denied to Noah u.)

Noah O was a group whose members had no formal qualifications,

but who had experience of at least a couple of functional areas of
management. They were now in a production planning role. Noah U,
by contrast, were graduates in chemistry, yet all save one of them
had remained in the same quality-and-development function throughout
their working career. In age and in salary the groups were directly
comparable, but the chemists felt under-utilised whereas the planners
were more satisfied with their work.

I attended joint meetings of the groups both before and after

the study, and have the somewhat guilty feeling of having served the
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purpose of forcing the managers to confront issues they would rather
have avoided. The training centre staff were criticised for not
having appropriate ideals; The report to the training centre
showed that the trained group did come slightly closer to their
targets than did the untrained group, but that we suspected the
results were not attributable to the training but to the initial
disparity between the groups in terms of perceived privilege and
deprivation heightened by the job evaluation problem. This was,

of course, outside the training centre's jurisdiction.

2.4 Octo

Octo is a subsidiary of a division'of a large gféup of companies.
We wrote to the chief executive of the group who referred us to the
group management development and training specialist, who, in turh;
referred us to the orgmisational development manager of this sub-
sidiary. This is a highly profitable company in a stable'indusﬁrf"
and for many years it has done an enormous amount of management
training. Thoughts were now turning from management development
to organisational development, as reflected in the title given to
the executive concerned. Our letter had arrived at an 0pportune‘
moment, as the board of the subsidiary was giving active consideration
to the question of how to relate training strategy to organisaiional
requirements.

It was impossible, in this firm (as in Eton) to find anyone who
had not had a management course of some kind, so the contrast had to
be between those trained in functional knowledge and techniques and
those who had attended the focal in-company course of mixed skills

training. Details of all the training received are given in
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1

Appendix VIII.2. Table VIII.2 shows the way in which the two
groups with skills training, Octo L and Octo N were distinguished
from the control groups,Octo A and Octo S.

There were two further complications in trying to evaluate the
groups at Octo. Thé two trained groups were at one site, and the
two untrained groups at another, and, secondly, the trained groups
were in sales management and production management (including
related personnel and service functions), and the control groups
were in acéountancy and systems analysis and operational research.
Thus regional and funetinnal differences might also bg a very
material consideration. In all other respects the groups'were’
generally well matched, and the top man in both locations reported
directly to a board member.

I explained to the management development manager that it would
be impossible to draw conclusions about the general skills programme
as such, but he was keen to go ahead to see whether there were differ-
ences among the groups even if we could not ascribe them to'a given
source., He arranged for me to interview a member of the board to
obtain the information about the subsidiary's operations and adminis-
trative structure, and, on the same day, to meet all the accountants
and systems personnel assembled together in a large meeting hall. I
explained the nature of the projecﬁ, and the management development
manager explained why the company was interested and invited their
co-operation. There would be no compulsion, and the identity of:
non-respondents would not be disclosed by the researcher to the
company. They did, in fact, comply very readily in spite of having
undergone a research exercise in the recent past from wlich many of

them asserted they had subsequently heard nothing. The complainants
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were assured that the results of the previous exercise (which was
concerned with forms and destinations of transport used bf company
personnel) had appeared in the house journal.

A few days later I was entertained at the other site by the
general manager and ﬁis immediate subordinates who joined me for
lunch. Afterwards the remainder of the two trained groups joined
us in the company's cinema. There were about 28 persons present,
representing four levels of the hierarchy (inclusive of the general
manager) . -fhis was not a special meeting, but a half-hour set
aside from their normal monthly get-togethers. They Faised a number
of questions about the kind of inferences which could be drawn from
questionnaires. They also commented freely upon their experiences
of grid programmes, T-groups, and other short courses. This group
was also highly co-operative.

The reports to Octo were graciously received by the general
manager and by the management development manager, but none of the

groups felt that any issues were raised which they subsequently

wanted to discuss.

3. THE UNMATCHED GROUPS

We have given an account of the matched groups as if they were
all contacted about the same time. This is not so. There was a
gap of more than a year between the research at Eton and at Noah.
The four companies so far discussed represent four of the six shown
in column a of Table VIII.1l. We shall now describe other groups
that we worked with in the interim. As a result of the difficulties
we had with finding matched pairs we modified our strategy so as to

accept 'team training' whether there were controls or not. Table

po
o
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VIII.3 presents the same particulars about the unmatched groups that
were given in Table VIII.2 for the matched ones. Appendix VIII.2

details the course information for the unmatched groups.

B SN S s S S S S s N e e G S S S D

3.1 Focus, Ginger, Hora and Kab

Focus, Ginger, Hora and Kab are all wholly owned subsidiaries
in the same group of twenty companies, The group constitutes a
single company in 'The Times 1,000', and is the fifth:in column a
of Table VIII.1. As in the case of Noah, our initial letter to a
senior person at group headquarters had drawn-a blank. However, I
knew that the group training manager was a fellow member both of
ATM and of the Institute of Personnel Management. I wrote to tell
him of what I was doing and he replied asking me to call.

He was himself running a mixed skills course for managers at
the group headquarters. He had a large repertoire of structured
experiential learning exercises, and the course consisted of five
three-day periods, with an interval of one month between each period
and the next. I met all the course members five months after their

first three-day period of training. They were then at the training

centre completing the final session.

The members were drawn from six companies in the group, bué, as
there was only one manager from Jet and one from Isis, these two
companies have been excluded from the present analysis. Hora is a
marginal case because the manager there got a close colleague to

complete the questionnaires, which made a two-person group, only
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VIII.18
one member of which had been trained. At Ginger, two trained men
enrolled their closest colleague, and similarly at Kab, The MAM |,
questionnaire asks people to report on.superior and.colleagues, so,
in effect, in Focus, Ginger, Hora and Kab we have 'trained' men
reporting on a largely 'untrained' colleague group.

However, the general managers of all these companies were willing
to meet us to give us details of operating conditions and administrative
structure, and the men themselves and the trainer were interested in
finding out how an external researcher would interpret their impressions
of the climate in these subsidiaries.  Another attraction about this
group of companies was that the group as a whole was_;xpetiencing
serious financial loss, and, as a result, there were widespread
redundancies in certain sections. It therefore made a marked perform-
ance contrast with Eton and Octo which were both experiencing rising

turnover and profitability,

We were just preparing the reports to the participants when the

manager :
training/(a long serving employee) was given notice that his services
were no longer required. The general manager of Focus telephoned me
to enlist my aid in stopping the dismissal of the trainer. He was
trying to upgrade the capabilities of his own managers and had a
training plan for the whole of the following year. This plan could
not be put into effect if the trainer left.

I told him that the general tenor of the report could not be
deflected to cope with this specific issue, but that I was prepared
to send a summary divisional report to his boss (one of the directors
of the group) and to the trainer's boss. His company had come out

better than any of the others save Jet, for which there was only one

man's report. To try to prevent a contest of one-upmanship among
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general managers, the report grouped the six companies into their
three divisional groupings, and indicated that there were strengths
and weaknesses in each division, amd that some of the weaknesses
might be both cause and consequence of the group's current difficulties.
Training was one meaﬁs among others for overcoming weaknesses. The
general managers of Hora, Isis and Kab (companies in the two weaker
divisions) were not really in any position to take action until the
boardroom reshuffle had taken place. I therefore reported to them
the findinés‘for their own company, with the comment that the rather
uncomplimentary picture was hardly surprising under tﬁelcircumstances,
and that I was especially grateful to be allowed to be gathering
information during such a stressful period. As expected, wé heard
nothing further from them.

The divisional report went to the director of the strongest
division, to the two general managers caicerned (Focus and Ginger),
and to the trainmer's boss. The director of the division asked me
to call on him, He was genuinely distressed that he was not in a
position to meet his subordinate's request for the retention of the
trainer, as he personally believed that training was a good thing,
even though he had reservations about the particular kinds of
training which the company's headquarters had been providing.  The
trainer's boss did not contact us directly, but informed the trainer
he had received the report but could not persuade his colleagues that
training merited special consideration when so much else was being
sacrificed. (We understand that some of the ex-trainees were also
dismissed, thus breaking up at least one of the groups in this study.)

The general manager of Ginger, like his colleague in Focus, was

also an advocate of ‘training, though he did not consider that the -
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kind of training recéntly provided was as important as certain basic
functional knowledge such as production control and accounting tech-
niques. He did, however, spend some time diécussing with me: the
report on his own company and specific things which might be done

to remedy deficiencies of which he was already aware.

3.2 Larch

Larch is the management services division of a government owned
establisb/ﬁeﬁt.' It is not included in Table VIII.l. The head of
the division had been recommended by an external ‘consultant to get' in
touch with me about his problem. He himself, and one of'his subordin-
ates, had received T-group training, and both were very much impressed
by the personal insights they felt they had gained. The trouble was
that although they had changed, nothing else had! If they could show
that their section as a whole had benefited in some tangible way, then.
they might be able to convert the clients of management services to the
idea that they were missing out on something. A client who had been
sensitised would then surely co-operate better with management services
in the manifold problems of job grading and work study. Could one get
quantitative information on the results of T-groups?

I spent an afternoon with the head in which I told him about the
kinds of evaluation studies which had been undertaken, and explained
that our own approach would hardly be likely to yield the kind of
results for which he was looking. I suspected that there were a -
number of structural reasons why his department was out on a limb,
and he might even be widening the gulf between his own section and
his potential clients if his department became associated in their

minds with the sensitivity training ethos. He felt, nevertheless,
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VIII.21
that his section would like to know how they compared in social skills
(as crudely measured by our MAM instrument) with groups in other
companies, and that they would be happy to complete the BOCI with
respect to their employing institution also,

About a month later he contacted us again to say that he had
talked with all his staff about the project and that they would like
to be involved. He undertook to distribute the questionnaires, if
we would send them, and they would like, afterwards, to meet as a
group to discuss the results with me, which they subsequently did.
Initially we intended Larch to be a 'trained' group in social skills,

1

but on the criteria established (VIII., 2.1.1) it was eventually

classed as 'untrained'.

3.3 Meteor

The head of Meteor, a training establishment of a nationalised
industry, came to see us as a result of a chain of contacts initiated
by our sponsor, the Department of Employment. Meteor also is not
shown in Table VIII.1. The director held a doctorate in one of the
natural sciences, and had been brought into training after a wide
ranging career in other functions in his industry,. He was very
knowledgeable about the various forms of 'package deal' training
on the market, including at least one programme of which we were
ignorant. (We knew the originator but not that his ideas had’been
marketed in this way. Other companies subsequently confirmed this.)

A number of Meteor training staff had themselves received
consultant-based training in analytical skills, and were now running
similar courses for their industry. He said that if we could
persuade his staff that the project was useful, there was the

possibility of finding trained and control groups from various
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parts of the.country.

I spent a day at his training centre, as a result of which the
staff said they would like to try the whole thing out on themselves,
both as recipients of training, and as persons with training targets
and ideals. They therefore completed the BOCI actual and ideal
versions, the MAM and the MAT questionnaires, and the personal iﬁform-
ation sheets.

After they had received my report they senf for me again, and I
spent anothér whole day going over the findings. Meteor's group was‘
mainly a graduate one (the non-graduate members were sensitive on this
score), and, as Appendix VIII.2 shows, they had a high leéel of recent
course experience including five university courses - for advanced
management or executive development. Although I did not eventually
pursue the research in their industry, since they (rightly) wanted the
kind of evaluation which would tell them how to alter their own courses,
I am grateful to them for the free exchange of ideas which took place.
(See Chapter Six, section 7.2 forJﬁy reasons for regarding MAM as an
unsuitable instrument for trainers.) Meteor is also represented in
ATM. Meteor, like Larch, was finally classed as 'untrained' with

respect to the focal programme, as only 33 per cent of its members

had attended.

3.4 Pitt

Pitt is the sixth company from column a in Table VIII.1. We
wrote to the chief executive of the group of companies, and he referred
us to his group personnel manager , This man invited me to call and
introduced me to an assistant whom he called the management developﬁent

officer. My impression was that the personnel manager himself did not
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favour this kind of research partly because of an unfortunate
experience with a package (about which the Meteor director had
spoken). However, he was called away to deal with urgent industrial
relations business, and, during his absence, his subordinate suggested
an approach to a training manager in one of the divisions who was
doing interesting things and who would probably welcome help‘with
evaluating his efforts.

We wrote 'to this training manager who* subsequently told me that
he regardeé-éur letter as 'heaven sent', since the divisional managing
director and all the top management were about to subgit themselves to
a 'package deal' programme, and they were wondering how they should
decide whether or not to adopt the programme throughout the division.
He introduced me to the divisional personnel manager, and I explained
to the two of them the limitations of MAM and the BOCI for their
purposes.': MAM would give a few pointers as to how the members of
the top group saw each other, and the BOCI would reflect their
impressions of what the division was like. How could this form the
basis of a training decision? They said they would like to sée
whether there was consensus on weaker and stronger aspects of the
climate and activities. They would like this before the course,
and then again about four months later to see if things changed in
the interval. In discussing when feedback should be given, they
sgid that they wanted the first report as soon as possible after the
course so they could decide what they wanted to do. In this case,

I pointed out, the research would be part of the training, since any
changes four months afterwards would be related to decisions they took '
about the previous feedback. They said this did m t matter to them.

Evaluation was less important than action.
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As far as the present study is concerned, the results from Pitt,
presented in Chapter Nine, are those supplied by the top management
growp the week before they went for the three-déy training session.
We have thus called them a 'pre-trained' group, though it can be |
seen from Appendix VIII.2 that they have attended a large number of
courses. They are mostly graduates and a fifth of them have business
school postgraduate training. They have each worked in an average of
3.5 functional areas of management, and are the best paid group in the
research.

The week before their course I spent about twenty minutes with
each of the managers individually, in his own office,‘at the end of
which time I left the questionnaires with him for completion before.
the course began. The replies came in promptly, and we were able to
process them and have a report in their hands within two weeks. A
copy of this report also went to the consultant who. conducted the
three-day training. The report indicated that although, as one of
them wrote, 'we came out of it pretty well', it was doubtful if their
impression of the organisational climate would be widely shared at
lower levels. They took up this challenge, and 17 of the middle
managers and 15 of the junior managers voluntarily filled in the BOCI,

We sent a second report with the scores of different levels set out in

adjacent columns. The trainer then got permission from top management

to invite the lower ranks to comment freely on the two items in the

BOCI questionnaire for which the discrepancy between the top and the

rest was greatest, We were asked to receive these essays and collate

them for anonymous presentation, A selection from the points made by the

seventeen managers who responded to this open invitation is shown in

Appendix VIII.3. The responses are typical of those we received
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orally in post-training sessions at Noah and Ginger also. At the
time of writing I have met ten of the top group at Pitt to present
these views. It was a very constructive meeting in that they made

three action decisions regarding their management succession policies,

4, THE REVISED DESIGN .

In this chapter we have introduced eleven matched groups (see
Table VIII.2) and seven unmatched groups (see Table VIII.3). We
have explained that the empirical demarcation between team training
and individual training is tenuous,.and that most of our managers
(121 out of 132) have been exposed to at least one course during
the last five years. Most of them are also senior people, reporting
to directors or general managers. The exceptions are éhe managers
from Focus, Ginger, Hora .and Kab, Qho are in junior and middle level
posts. All the campanies, cxcept for the government establishments,
Larch and Meteor, are in the 'Times 1,000' top 300.

The design which we originally proposed for examining training
effectiveness was shown in Figure V.5. The present chapter describes
what we actually obtained. It is summarised in Figure VIII.1.

. ———— . ———— - —————— -

See Figure VIII.1

———————————————————————————————————————————————————————————— -

Before we present an analysis of results, there is an aspect of

the history of the project which we have not yet described. It

concerns the trainers.

5. THE TRAINERS

Concurrently with our approaches to firms we attempted to meet
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FIGURE VIII.1

THE REVISED GROUP COMPARISON DESIGN

Type of team Matched Groups Total
training
More than 46% No members received
received focal focal programme
programme
General Delphi W+ T Delphi R
management Eton O Eton P
skills Noah 0 Noah U
Octo L Octo A
Octo N Octo S 10
Total = 5 Total = 5
Unmatched Groups
More than 50% Fewer than 35%
received focal received focal
programme programme
Focus Larch
Ginger Meteor
Hora Pitt
Kab 7
Total = &4 Total = 3
Total 9 8 17

-~ —
S

o



VIII.26

and talk about our work with as many trainers as possible. We have
mentioned that Meteor was both a trained organisation and a training
organisation. (It also had three members who had received a common
training course.) It co-operated in both capacities. The origin-
ator of the analytical skills programme adopted by Meteor in this
country was also one of the trainers who kindly completed our question-
naires. We also had co-operation from two T-group trainers, and from
the entire staff of one of the training consultants involved in a
mixed skills programme. These persons represented the full range
of skills training. We also had the support of the external training
consultant who was concerned with Pitt, and of all the in-company trainers
for Delphi, Eton, Focus, Ginger, Hora, Isis, Jet, Kab, Npah and Octo.
Chapter Six, section 5, gives the analysis of the MAT questionnaire
repliés of the trainers.

The way in which trainers scored the BOCI ideal version will be
described along with the other BOCI results in Chapter Nine. To

this chapter we now turn.



NELE, 27

FOOTNOTES

In a previous ﬁroject Derek Pugh suggested that we nickname
our two companies Aston and Brum. When we added a third
firm we called it Carrs, and in the current research we
have taken a new letter of the alphabet for each subsequent
firm. We progressed as far as 'P'. Thus the chronology

of a company's appearance is indicated by first letter of company

code name.

In several of the companies we visited for background inform-
ation people volunteered that they had 'previously worked for
so-and-so' in the top fifty. It might be interesting to see
if personnel records substantiate this anecdotal evidence of

the circulation of big-company men within this 'charmed circle’'.
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Part Three: THE RESEARCH PRODUCT IX.1

CHAPTER NINE

THE RESEARCH FINDINGS

Vether it's worth goin' through so much,
to learn so li;tle

C Dickens

1. THE GROUPS CLASSIFIED GLOBALLY BY ULTIMATE AND IMMEDIATE PARENT
CHARACTERISTICS

It is our intention, in presenting thé results of the research,
to work systematically through the independent variables shown in
Figure V.1. 1In each case we shall indicate the relatidnship, if
any, that was found between the independent variable and the
criterion of managefs' methods of working. (The way in which the
scores for the criterion were derived is fully expiained in
Appendix IX.1.) We shall start with global classification of the
resource and structural variables of the ultimate pareht organisation,
and then of the immediate orgaﬁisation. . We shall then describe the
climates attributed to the immediate organisation by the individual
members. Finally we shall deal with the global and analytical
properties of the groups themselves in relation to the criterion.

In Chapter Five, sections 1,1.1 and 3.1, we define the criterion
behaviour as 'action which‘cfeates_br follows systematic procedures
and action which exhibits and encourages open expression of feelings'.
The operational definition boiled down to: wusing a fact-finding
sequence in trouble shooting; keeping to the point in meetings;
measuring performance; disclosing full information at briefing
sessions; encouraging frankness in performance reviews; and making
time for subordinates to have their say regarding personal problems.

The nature of the criterion must not be forgotten in the discussion
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IX.2
which follows. In terms of Figure VII.3 the items are really
confined to intensive and short-term information aims (columns a

and b).

1.1 Resource characteristics of the ultimate organisation:

Times 1,000 details and the criterion

1.1.1 Size, turnover, capital employed and profit of ultimate

parent organisation

The 'parents' of Delphi, Eton, Noah, Octo and Pitt each employ
upwards of 20,000 people.‘ Noah wouid be almost as large an employer
as the Post Office if both its parents were included, In terms of
turnover and of capital employed, Noah, Octo and Eton are consider-
ably larger than Delphi and Pitt, but in terms of gross ére—tax
profité Pitt moves into the top three. In all these respects,
however, there is a very large gap between these éolossal employing
parent organisations and the organisation which owns Focus, Ginger,
lora and Kab:

As we‘explained, Larch and Meteor are both in the public sector
(VIII., 3.2 and 3.3). If we contrast the groups in the four
manufacturing organisations, Focus, Ginger, Hora and Kab, which
have a smaller unprofitable parent, with the twelve groups in Delphi,
Eton, Noah, Octo and Pitt, which havellarger size, greater profit-

ability and more resources, we obtain the foilowing result using

median scores for managers' methods of working in sixteen groups:

SCORES FOR MAM IN FOCUS, GINGER, HORA AND KAB, versus ALL OTIIER
MANUFACTURING GROUPS

Source of variance Sum of squares d.f. variance

between groups 127 1 127.00

within groups - 73 14 5.21
Total _200 15

F ratio = 24.20 (with 14 degrees of freedom an F ratio of 8.86 is
significant at the 0,01 level)
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IX.3

We were also able to perform a simple rank order correlationl
between gross pre-tax profit of the ultimate parent and the
behaviour of managers for thirteen of the groups. The result was
rho = 0.68. This, of course, does not indicate that these small
groups of managers in the wholly-owned subsidiaries of giant con-
cerns contributed by their behaviour to the differing levels of
profit., What we do think is plausible, however, ghough of course
the correlation 'proves' nothing, is that the general resource

ambience may have differed in the way we suggested in Chapter

V.1.2.4 and 1.2.5.

1.2 Resource characteristics of the immediate organisation and

the criterion

1.2.1 Memberships and interdependence

All the companies were at least two removes from the ultimate
owning group. That is to say there was a divisional grouping
between them and the main board of the parent. Octo-and Eton
were, technically, 'branches'. However, their link with their
ultimate headquarters (through one intermediate board) was similar
to the link which the other companies had with their ultimate head-
quarters (through one intermed;ate division) even though these other
companies were technically wholly-éwned subsidiaries. Thus the
Aston short-form measure of interdependence really only discriminated

among them in terms of relative size, Absolute size effects are

much more pronounced, and we shall refer to these below.
In terms of memberships, the biggest 'joiners' were Octo and
Noah which, according to our informants, belong to trade, research,

management, and educational associations. Eton, Pitt and Delphi
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IX.4
came next with three hemberships apiece; and the rest had only one
or two memberships - none of them an educational association.

Once again the split was between 'the big five' and the four

constituent companies of the smaller sixth.

1.2.2 Size of own organisation

As mentioned in Chapter VIII.,2.l, we did not collect information
about the immediate organisation for Delphi T and Delphi R, but only
for Delphi W and for the parent of all three. Also we were unable
to obtain this information for Kab. | (We did have it for Isis,
another company in the same conglomerate as Kab, but as our criterion
variable at Isis was based on one man's report we have reluctantly
omitted it.from the analysis altogether,) Larch and Meéeor, both
in thevpublic sector, are-so divorced from the main operations of
their employing institutions that we felt there was nothing to be
gained by attempting to compare their non-manufacturing 'organisa-
tions' with the rest of the sample of manufacturing companies. We
did not collect structural data from them. We are therefore left
with only thirteen groups for global variables of 'own organisation'.

Table IX.1 presents the rank order correlations between the
global scores on resources and structure and the analytically

derived scores on the criterion.

It can be seen that size of own organisation has a stronger

relationship with the criterion than any of the other variables

have,
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Table IX.1

RANK ORDER CORRELATION FOR 13 GROUPS* BEIWEEN RESOURCES AND

STRUCTURE OF 'OWN COMPANY' AND THE TRAINING CRITERION

Correlation Correlation
Own company with Boss's with Colleague
Behaviour Behaviour
Size
(number of employees) 0.84 0.68
Technology
(workflow integration) 0.64 0.54
Structuring of '
Activities 0.76 0.68
Concentration
of Authority -0.73 -0.56

* Delphi W; Eton O and P; Focus; Ginger; Hora; Noah O and U;
Octo N, L, S and A; and Pitt,

-
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IX.5

1.2.3 Technology of own organisation

How technology was measured is explained in section 3 of
Appendix V.1, It concerns the degree of automaticity in the
equipping and sequencing of the manufacturing opérations of the
organisation. Octo and Eton have the most integrated technology
(process type), Noah, Pitt and Ginger are intermediate, and Delphi
joins Hora and Kab in being the least automated (batch production).
None of them are in unit or jobbing manufacture. The fact that
there is a positive correlation between technology (as measured)
and the criterion variable, does not; of course, necessarily mean
that there is any direct connection. The effect might well dis-
appear altogether if one partialed out the effects of the other
three variables shown in Table IX.l. This goes, too, fo? each
of the other variables. With such a small sample, however, we
consider that the calculation of partial coefficients would lend a

spurious accuracy to the data.

1.3 Structural characteristics of the immediate organisation

and the criterion

1.3.1 Structuring of activities and concentration of authority

Table IX.l indicates that it is the behaviour reported of
superiors which has the stronger reiationship with the resource
and structure variables. (In the case of the climate variables
and ultimate parent variables the reverse is the case - the rela-
tionships are always stronger for colleague behaviour).

The range of raw scores on structuring of activities (see

Appendix V.3) was from 15 (Kab and Hora) to 35 (Pitt). For con-

centration of authority the range was more restricted, with Eton

203



IX.6
the most autonomous with a score of 23 internal decisions (to O
external), and Hora the most centralised with 17 internal decisions
(to 6 external). Octo ranks second in both structuring of
activities and autonomy. Once again we have the phenomenon of
the big workflow bureaucracies versus the implicitly structured
organisations (see Pugh et al., 1969b). This can be seen in
Figure IX.l which shows standardised score profile; of the eight
'immediate' organisations ranked in order of size (the range being
11,000 employees to 300), Structuring of activities follows size,
and then comes autonomy (the opposité pole of the concentration of

authority dimension). Finally, there are four climate factors

which have yet to be discussed (in section iX.Z.l).

A S S R S S S S e S S e S S W S

Figure IX.l shows clearly the relationship between structuring
of activities and size (rho = 0.81 for the eight firms). It also
shows the small range of variation on autonomy in this particular
sample, All are within one standard deviation of the mean for the
original population on which scores are based.2 This is what we
would expect from the fact that the interdependence of these units
on their ultimate owning groups did not vary (except in terms of
relative size). Interdependence was found by Pugh et al. (1969a)

to be the best predictor of concentration of authority.

2. ANALYTICAL PROPERTIES

By analytical, in this context, we mean simply, derived from

data supplied by the individual members (see Figure V.4).
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IX.7

2.1 The BOCI Climate factors

The items of the BOCI, together with the scoring procedure,
are givéﬁ in Appendix V.4, part 3. The 160 items produce 20
eight-item scales, and these scales load on five factors;,
(Appendix IX.2 gives full particulars) Table IX,2 shows the five
factors together with three sets of scale loadings-for each factor.

.It also .shows Payne's3 factors alongside.

It can be seen that Payne's study produced only four factors:
stimulation, supporﬁ, inhibition, and regulation. These are the
four for which profiles are given in Figure IX.l. The fifth factor,
puﬂlic.spirit, is probably a special feature of our big bureaucracies,
Octo, Pitt and Eton, all of which are very public relations oriented.
Their senior managers are frequently in demand as speakers by outside
bodies, they help charities, and so on. They score highest on this
factor; followed by the companies of intermediate size, Focus,
Delphi, and Noah; and thé bottom scorers are Ginger and Hora.

Figure IX.l shows only two developmental and two control climates.
These are represented by the norﬁalised scores on four scales4 (the
most strongly loaded for each factor) for which there was a direct
comparison with Payne's data. Respondents were asked to describe
the climate of their organisation (not of their g%oup), but the data
in Figure IX.l are all taken frem respondents at the same site within
each organisation. (Octo is represented by the combined scores of
Octo N and Octo L; Eton by Eton 0; Noah by the combined scores of

Noah O and U; and Delphi by Delphi W plus seven of their subordinates,)
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Table IX.2

BOCI SCALES WITH HIGH LOADINGS ON FIVE FACTORS IN THE CURRENT STUDY

COMPARED WITH FOUR FACTORS IN PAYNE'S SAMPLE (Varimax Rotation was

used in both studies)

Factor title,

and identification
numbers and names
of key scales

factor;

Percentage of variance of all
20 scales accounted for by the
and loadings of the
key scales

Aston Sample
n = 135 middle
and senior

Payne's sample
n = 351 employees
at all levels

managers
STIMULATION 22% 25%
19. Readiness to innovate 0.71 0.74
11. Task orientation 0.81 0.74
8. Scientific and technical
orientation 0.69 0.76
SUPPORT 15% 16%
3. Egalitarianism 0.81 0.75
15. Interpersonal aggression -0.78 -0.75
4. Management concern for
employee involvement 0.62 0.60

PUBLIC SPIRIT 12% not applicable
14. Sociability 0.78 n.a
20. Community orientation 0.76 n.a.
13. Altruism 0.63 n.a.
INHIBITION 10% 10%

6. Emotional control 0.83 0.78

2. Questioning authority -0.78 -0.77

5. Open mindedness -0.63 -0.60
REGULATION 9% 127
16. Rules orientation 0.84 0:77
17. Administrative efficiency 0.70 0.48
18. Conventionality 0.55 0.76
Total variance 65% 63%

(5 factors)

(4 factors)
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IK.BI
The use of an average scoié to depict a climate seems
jﬁstified if there is both representativeness and consensus
among the respondents. We suspect that our respondents' views
are not reﬁresentatiQe. They are almost certainly coloured by
the managers' positions in the hierarchy. We now have émple‘
evidence, for example, that Pitt's middle and junidf ménagers
perceive less stimulation an& support than their seniors do
(see Appendix VIII.3). Figuré IX.1 should therefore be intefpreted

as the climate attributed to the organisation by a select group of

1

its managers. Consensus is very high for public spirit, stimula-

tion, and external regulation, For all these cases the within-
group interquartile.range was never more than one point on either
side of the median for an eight-item scale. For the support climate
there were two instances,'Kab and Eton P, which were outside this
range. Both are exclﬁdéd from Figure IX.l. Inhibition is the
one climate on which there can be said to be dissensus, in that the
interquartile range for Eton O, Noah,‘Delphi and Hora is greater than
plus or minus one point from the median.

Finally, it is usual to express scores in relation to the
population from which they are derived. In examining the means
and standard deviations for Payné's subjects, however, it was apparent
that, for the four scales actualiy used, our subjects could be treated
as if they belonged to the same group as his. This, in effect, extends
the basis of comparison frem eight comﬁaniés to twenty compaﬁieé; and
from 132 respondenfs to 310 réspondents. (See Appendix IX.3 for

details. A set of 'ideal' scores is also given there for comparison.)
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1X.9

2.2 The organisahions as characterised by selected groups

of their managers

2.2.1 Stimulating climate s o

Figure IX.l shows that for stimulation (as ;epresented by task
orientation) six of the eight organisations are similar to Payne's:
they are within half a standard deviation from his mean. Hora and
Ginger are about one standard deviation below the mean.  Their
scores may, in part, be a reflection of the fact that the five
managers concerned were at relatively junior levels, and in part
attributable to the operating situation, with both companies involved

in the parent's losses.

2.2.2 Support climate

For support climate,-only Noah and Hora are outside one standard
deviation. Both are low. Noah, as explained in Chapter VIII., 2.3,
had a very dissatisfied group, Noah U, whose perceptions affected the
support score very markedly. -They were unanimous in the low score
they gave to Egalitarianism, the scale used, Hora was experiencing

wholesale redundancies,

2,2,3 Inhibition

For inhibitioﬁ, extreme scores on emotional control are recorded
by Delphi and Eton on the one hand, and Hora on the other. Delphi
was using management by objectives to rationalise its operations.
(Note also its high score, for an organisation of its size, on
structuring of activities.) Its inhibition possibly represents a
norm of 'not rocking the boat' following its attempt to-consolidate- -

the advantages of divisional reorganisation. Also, for several-of
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IX.10
these managers, Delphi was a 'step-parent' who had only recently -
taken over responsibility, and the 'divorce' from the former
parent was a recent memcry. Eton is in a high technology, science
based industry, and Eton O is a mathematically minded group. The
company was just pulling out of a period of reduced profit into one
of exceptional gain. Displays of feeling were certainly not
characteristic of the place. Hora, on the other hand, is in a
craft industry and was known to be making big losses. People, as
one manager described it, were 'knocked sideways' to discover, on
returning from vacation, that many of their staff had been dismissed
in their absence. 1In these circumstances uninhibited expression of

feelings is to be expected.

2.2.4 Regulation

For regulation, as represented by the scale of rules orientation,
the extreme scorers are again Eton and Hora, but this time they both
score low. Eton's headquarters organisation is largely doing
'think tank' work and is concerned with large scale issues and a long
time épan. Although it has a high score on structuring of activities,
the attitude towards rules and regulations is anything but bureaucratic.
Decision making involves the project orientation so well described by
Sayles and Chandler (1971) in their account of NASA. People only
feel constrained to conform to procedures when those procedures are
furthering the ends they seek, In this respect Eton makes a very
interesting contrast with Octo, whose environment is relatively stable,
for whom procedures have become more sanctified,

Hora has a very low score on structuring of activities, so there

are fewer rules toward which to have an orientation. Hora's very
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I1X.11
existence appeared at that time to be problematic, and people were
treating information as if time were temporarily suspended. There
was no anchorage for rules. People were trying to interpret what
was happening to them. It is necessary to understand before one

can control (see Figure VIIL.2).

2:2.5 Summary-of the climate

With respect to Payne's sample, therefore, Eton and Hora are
the deviant cases, with Noah having exceptionally low support and
Delphi exceptionally high inhibition., With regard to the ideal
climates preferred by trainers, however, most of the support and
stimulation scorés are low. (Pitt and Focus come out well here,
but Pitt is seen by the men at the top. Focus has a very dynamic
generai manager, and although the conglomerate was losing money
because of Hora's troubles, Focus was profitable and has a separate
history and identity.) Trainers tend to prefer moderate amounts
of inhibition and regulation, so they would not approve of the
scores of Hora which is exceptionally low on both (see Appendii
IX.3). In Eton's case the rather high score on inhibition is -
probably counterbalanced by the low one on regulation. Eton is,
in fact, the organisation which, overall, comes closestto its

trainers' ideal profile.

2.3 Developmental and control climates and the criterion

2.3.1 The developmental climates

When analysing group perceptions of their organisations in

relation to managers' methods of working, we combined the scores

of two most strongly loaded scales for each climate factor, 1In
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IX,12
this way we extended the maximum range of scores to sixteen instead
of eight. We then plotted the median climate scores on one axis

and the behaviour scores on the other axis for all eighteen groups.

Figure IX.2 shows the results for stimulation and public
spirit. Is there a hint that the relationship between the train-
ing criterion and stimulation may be curvilinear? With so few
cases one can only speculate, The kinds of behaviour (listed in
section IX.1l) are not particularly dynamic, so it could be that
they are inappropriéte in environments with maximal job challenge.
There is, however, a linear relationship between the criterion
behaviour and public spirit. The rank order correlation is 0.65.
We suspect that this is the bureaucratic phenomenon referred to in
section IX.2.1.,  The support climate was also correlated (rho =
0.43) with the ériterion, (though with so few groups this correla-
tion was not significantly different from zero). The scores shown
in Figure IX.2 are those reported for colleagues, The relation-
ships with boss Behaviour were similar but weaker.

The picture is clearer if we look at the developmental climates
in combination, rather than singly.' Using the scores shown in

Figure IX.2 for stimulation and public spirit and the scores for

support, we obtained D2 measures as follows:

d ij2 = £ (x i

B Vg 141

vhere i and j = any two of the 18 groups in the study

n = the number of factors
xik = the score of group i on factor k
xjk = the score of group j on factor k

' 2142



€9°0 = oua UOT3BT21102 CU

-

11¥1dS 0174nd | j NOILVIAWILS TVALOATTALNI
A‘u...H m..H q.H mm NbH ,ﬁm o.._” .m .m _h .o .n .q m .N m . om m...H N.H|mr.ﬁ NL—.H H.,H o.,n _m _w .n ,o .m pd .m .N u._”
1 1
) s S [
&> = ¢
[ ¥ "y
" c R
) " 9 @ g
o ) e e
" 8 g
® @ 2 €3 ™ 6
? " o1 y " o1
* 11 ¢ ™ 11
) O 90 3 e % % e 21
6 el C o1 ° ® @ '
" 91 = 1
o 9 " 1 @ & rﬂ
e F o1 @ ~ 91
SELVWITO II¥IdS 2IT4nd ANV
NOIILVINWILS TIVAIOITIIINI OL NOIIVTIZY NI TIIVINVA

NOI¥ALI¥O FHL NO $JNO¥D 81 IO STWOOS 0 NOILNYINVISIA

X1 °anz1d

JRITERION

TRAINING (

P

Lo

- -

GNE




avi ‘ViOH

¥V 0LD0 ‘S 0100 °N 0100

T 0100 ¥ IHJTIA ‘sSnood
‘0 NO1Z ‘¥OdLIW ‘1IId

jxoddns 10 3tatds

o11qnd 13Yy3Te U0 HIIH
PuUEB uOI3BINWIIS HOIH

I ¥ILSATO

“9FONID ‘N HVON 0 HVON ‘d NOlId ‘HO¥VI ‘1L pPue M IHJTAA
31oddns pue 31oddns pue 31cddns 10 31atds
31atds o11qnd uo MOT 31atds o211qnd uo MOT 211qnd I9Y3T° UC HOIH
pue uoTIlIBINUIIS MOT Ing UOTI3IBINWIIS HOIH Ing uoIIBTNWIIS MOT
(06°21 = ?oue3sTp (06°CT = .
I923sNnIO BIJUT) 92UB]1S TP I23SNTD BIJUT) (S%°97 = 20UBISTP I93SNTD BIIUT) (0Z7'6 = @20UB3ISTIP JI23SNTO-BIJUT)
AT ¥ILSOTIO III mmﬁmago HH_MMHmbqo :
== i L

L8°%9 = AI pue

II1 u?3aM3aq 2DUBISIp
I93sn[o-123uT a8eIaAY

0z'G6L = 111 pue
11 u9@aM32q 2OUBISIP
193SnTo-123ul °28BIBAY

08°0CZT1 = AI pue II u93m3aq
20UB]ISIP 193ISNTO-I23UT 98BILAY

9G¢* /€ = II pue I ua9M3aq
90UB)ISTIP I93ISNTO-I23uT 93vIdAY

G9°gy = III pPue I uaaal2q
20uUB3ISTIP I93SNTI-I23UT IBeILDAY

|
C1°SLT = A1 Pu® ]
U29M}9q DOUBISTP IDISNTI-193uT 3ZeiaAy

SNOILVSINVOYO ¥IJHL

NI FAIZO¥Ad AZHL SIILVWITO TVINIWAOTIAIA EFHL OL ONIQE0IDV QEIILSNTIO SdN0¥d €°XI 2Ind1d

14

6
o



IX.13
An 18 x 18 D> matrix was calculated, and we then applied the
iterative grouping procedure described by Findikyan and Sells
(1965).5 The iteration started with a search for the minimum
distance in the N(N-1)/2 matrix of distance measﬁres. At each
iteration & group, 6r number of groups already clustered, was
sought which would have the smallest average distance from any
of the clusters already formed, Figure IX.3 shows the four key

clusters that emerged.

At the foot of ‘the figure are the names of the groups, and
above them a description of the climates characteristic éf that
cluster. It can be seen.that cluster II differs from cluster I
in terms of stimulation, but that both clusters have scores which
are high on support or public spirit. Clusters IIT and IV both
have low scores on support and on.ﬁublic spirit, Clusters I and
IT are about four times as far from IV as they are from each other,
and cluster II is about twice as far from III as it is from I. I
is also farther from III than it is from II. We therefore decided
to carry out an analysis of variance on the MAM criterion scores
(for colleagues) for the groups in.clusters I and II (combined)
versus the groups in clusters III and IV (coﬁbined). Delphi W and
T for MAM purposes are trcated as one group for the reasons given
in VIII.2.1. We therefore had eleven groups with perceived
organisational support or public spirit versus six groups-without

support or public spirit,

The result of this analysis is as follows:
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IX.14

Source of variance Sum of squares d.f. variance

between groups 30.42 1 30.42

within groups 20.30 15 1.35
Total 50.72 16

The F ratio is 22.53
(With 15 degrees of freedom an F ratio of 8.86 is significant at
the 0,01 level.)
In view of the results already presented in section IX.1l, we
cannot say that the distinctions between the groups in cluster I
and II of Figure IX.3 and clusters III and IV are solely distinctions
of supportive or non-supportive climates. We found when we coﬁtrasted
only cluster I and cluster IV that the F ratio. dropped to 3.44,
Another interesting feature of Figure IX.3 is the'four cases
where groups in the same ccmpany fall into a different cluster from
their partners. Both Eton O and Eton P find the organisational
climate stimulating, but Eton P finds it less supportive, Eton P,
it will be remembered (see VIIIL.2,2) were about to begin work under
a new superior. This man was coming in from one of the Business
Schools, and there was the suggestion that he might be going to
introduce changes. Eton P were older men who had préctised in a
specialised function for a long period, and it would be surprising
if they were not a little apprehensive. Octo L was the only one
of the four Octo groups to perceive the climate as high on stimulation,
All Octo L members are in the sales force, and in this type of industry,
where there is continuous production, the company is highly dependent on
its marketing operation to keep its brand image before the public.
Possibly their work is more interesting than that of their collcagﬁes

in accounts, production and systems analysis? Noah O perceived the
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IX.15
climate at Noah as more stimulating than did Noah U. The probable
explanation is in VIII.2.3. Similarly we are not surprised that

Delphi R reported higher stimulation than did Delphi W (see VIII.2.1).

2.3.2 The control climates

The plots of the scores on inhibition revealed no relationship
with the training criterion. This is a climate factor where there
is, in any case, within-group dissensus (see section IX.2,1), and
where perceptions are probably based on particularised experiences.

For the external regulation climage, however, where we used the
rules orientation and administrative efficiency scales, there was a
clear linear relationship with reported colleague behaviour as shown
in Figure IX.4. This was a climate with high within-group consensus.
It has the strongest relationship of all the climate factors with the
training criterion for colleagues and a similar relationship for

bosses' behaviour,

- - - - - - -

Now we are ready to present the results of the focal training.

3. GROUP RESOURCES AND STRUCTURE

Figure V.5 presented the intended 'static group comparison design',
and Figure VIII.1l showed the revised group comparison design. We also
pointed out in Appendix VIII.2 that all groups had members who had
received training of some sort, The words 'trained' and 'untrained'
in the following sections therefore refer to groups which have received

the focal programme versus groups which have not. (Larch and Meteor
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1X.16
are classed as 'untrained' because only 33 per cent of their
members had had the focal programme, and our lower limit for

trained groups was 45 per cent.)

3.1 Training: the ten matched groups and seven unmatched groups

Thé MAM questionnaire asked managers to describe their
colleagues' behaviour first, and then, separately, to describe the
behaviour of their boss. The items, summarised in section IX.1,
do not reall§ reflect what is usually meant by 'social skill', but
as none of the matched groups received a social skills=brogramme,
this is less serious than it might otherwise have been. %he
meaéure does at least isolate certain ways in which trainers would
like managers to behave, as Appendix IX.l demonstrates, Table IX.3

gives the group scores for colleagues and bosses separately, together

with the results of an analysis of variance in each case.

- - — - -

It can be seen from the table that, statistically, there is
no difference between the trained and untrained groups either for
colleagues or bosses. Neither is there any difference between
colleague scores and boss scores, for that matter. We cannot,
of course, conclude that the training has failed. It is impossible
to say, for example, how far the differences discussed in the previous
sections stem from training. One might argue that it is unfair to
expect reports on colleagues and bosses, rather than on 'Joe Smith
who went on the course', to detect results. We would contend that

asking about Joe Smith who went on the course is also unfair since

)
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IX.17
it implies that there must be something to be noticed. We would,
however,.agree, as we said in Chapter Six, that a criterion should
be linked to the specific precourse objectives, and to the actual
content of the training, and our criterion fails'on both these
counts. We also pointed out in VI.7.3 that low scores on the MAM
questionnaire might reflect lack of opportunity for the behaviour
rather than lack of skill. We think this explanation is especially
likely in the case of Meteor (sce Table IX.4), most of whose members
seldom engaged in the activities referred to. It is hardly surpris-
ing, then, that the results for the ﬁnmatched groups are no 'better'

than those for the matched groups. They are shown in Table IX.4.

3.2 Size, hierarchy, and functional differentiation

Table IX.5 gives the rank order correlations with the criterion
(for the eighteen groups) for four independent variables: proportion
of members trained by the focal programme, size of group, number of

hierarchical levels, and functional differentiation.

The first correlation reinforces the results depicted in
Tables IX.3 and IX.4. The other low correlation (-0.25 is not
significantly different from zero) indicates that the proportion

of members in the same function (homdgeneity) is unrelated to the

criterion behaviour.
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Table IX.5

RANK ORDER CORRELATION FOR 18* GROUPS BETWEEN RESQURCES
AND STRUCTURE OF OWN GROUP AND THE TRAINING CRITERION

Correlation with

Grou
g colleague behaviour

Proportion of members receiving
focal training 0.07

Size 0.72

Number of hierarchical
levels in the group 0.74

Functional differentiation
within group -0.25

* For proportion receiving training Delphi W and T are
treated as a single group and n is reduced to 17,

0y 6 5
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For size of groﬁp, and for number of levels in the group, the
correlation with the criterion is positive. This reflects again
the influence of the big bureaucracies, Octo, Pitt, and Eton, which
have larger groups with more hierarchical levels. It should not
surprise us that it is these groups which score higher on the
criterion, if we re-recad the operational definitioms of the behaviours
given in section IX.1, The stétus level of entire groups (as
reflected in modal salary) is related to perceptions of the climate

and will be described in section IX.4.2.

4. OTHER INDEPENDENT GROUP VARIABLES

4,1 Unanimity or diversity of perceptions

As cxplained in section IX.2.1, we calculated the degree of
consensus in terms of closeness of the interquartile range to the
median score. We did this both for the BOCI and for the MAM scores.
Ir the case of the former we also constructed a composite-index for
each group of the number (out of the five possible) climates, on
~which there was consensus., The more functionally homogeneous
groups had slightly higher consensus (rho = 0.32) but consensus as
such was not related to the criterion. Lack of consensus, however,
as already explained, may have contributed to the absence of any

relation between the inhibition factor of climate and the criterion

variable,

4.2 Membership
The chief group effect arising from the ch#racteristics of theh
members is that the modal salary is correlated 0.79 with public

spirit, 0.60 with stimulation, and 0.43 with the criterion behaviour.
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The better paid groués have a rosier view of their organisation,
possibly because they identify more closely with it when they are
at, or'neaf; the top. Other compositioﬁ scores, when plotted
against the criterion, showed no clear relationship with it,
Scores on breadth of further education, qualifications, variety

of experience, and salaries,are shown in Appendix IX.4.

5. THE HYPOTHESES RE-EXAMINED

The hypotheses for this research were first suggested in Chapter
Four, sections 1.2.1, 1.2.2 and 1.2;3.' They were developed in
Chapter Five, section 2,2.1, and the final version appeared in
Chapter Seven, section 2.4, It is the hypotheses as written in
Chapter Seven that we shall now examine. These hypotheses erarated
out analytical from social behaviour, whereas, in practice, we have
had to amalgamate these two types of behaviour within a single
measure. We shall therefore look at all the nine independent
variables that were hypothesised to be related to either type of
behaviour assuming, first, that we are dealing with intensive and
short-term information aims (columns. a and b in Figure VII.3), In
each case a positive association was predicted, The first five

variables and the results are:

Predictor variable ] Result
1. Hierarchic groups Positive, rho = 0.74
2. Differentiated groups No relation
3. Organisational structuring
of activities Positive, rho = 0,76
4. Stimulation in climate Possibly curvilinear (Fig.IX.2)
5. External regulation eclimate Positive, rho = 0.65

The remaining four hypotheses were really related to the idea of

'adding to dispensible information' (see column ¢ of Figure VII.3).

oor
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This is not well represented in the criterion. However, the results

are:
Predictor variable Result
6. Group norm consensus No relation

7. Concentration of authority

(negative) .Negative, rho = -0.73
8. Inhibiting climate (negative) No relation
9. Social supportive climate Positive

Public spirit, rho = 0.65

_ Support, rho = 0.43
It was predicted that these relationships would hold for both
'trained' and 'untrained' groups, and this turned out to be the
case. In addition, strong positive relationships were foﬁnd
with resources of owning group (F ratio 24), profitability (rho
= 0.68), size of organisation (rho = 0.84), size of group (rho =
0.72), and with modal salary (rho = 0.43 with the criterion but
there are stronger correlations with stimulating climate and
public spirit). These resource variables are, to us, indirect
indicators of the complex environments éf the big bureaucracies
in the lower right-hand quadrant of Figure VII.2. The criterion

behaviours .are those particularly favoured by the big bureaucracy.



FOOTNOTES 1X, 21

1.

We have used Spearman's (1910) rho, a non-parametric
statistic because in several instances (e.g. size of
organisation) the data are not normally distributed.
According to Costner (1965) Spearman's rho may be given
a 'proportional reduction in error' interpretation,
which is one of Costner's criteria for measures of
association. In general we have probably erred on

the conservative side in using rho instead of a product
moment correlation with the group scores. 1In Table
IX.1 a product moment coefficient of 0.55 would have
been significant at the 0.05 level and one of 0.68 at
the 0.01 level. 1In Table IX.5 a product moment co-
efficient of 0.47 would have been significant at the
0.05 level and a correlation of 0.59 at the 0.0l level.

The relevant means and standard deviations of the raw
scores for the 25 manufacturing firms are:

Mean S.D.
Size (logarithm of number of employees) 3.08 0.5
Structuring of activities 21.56 5.84
Autonomy 19.16 4.43

A list of these firms and their products and size is given
in Appendix IX.5. Further information will be found in
Inkson et al.(1970a).

I am grateful to Roy Payne for permitting me to use these
data.

These four scales are shown marked with an asterisk in
Appendix IX.3. The raw scores used as the norm are shown
in the column headed m = 178 in that table.

Findikyan and Sells (1965) justify the use of 'unstandardised
and correlated dimensions .,.,,. if the investigator is willing,
for one reason or another, to obtain distance measures that are
partly a function of the variances of the dimensions along
which the distance measure is obtained', and especially if the

measure is for descriptive purposes rather than for probabil-
istic-inferential use,
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Part Three: " THE RESEARCH PRODUCT X1

CHAPTER TEN

CONCLUSIONS

The end of all our exploring
Will be to arrive where we started
And know the place for the first time
T S Eliot
1. THE DATA COLLECTED FROM THE EXTENDED  SAMPLE

1.1 The 'conservative' nature of management training

In addition to the more intensive study of the groups in six
companies, I visited another 25 companies (see Table VIII.1l),
spending up to half a day with a senior manager responsible for
management development, management services, organisational
development, or management training, These men described their
companies' training philosophies and practices, and gave me much
supportive material: course programmes, appraisal formg, lecture
notes, articles written by company personnel, brochures, evaluation
documents, research reports of in-company investigations, and so on.:
How does the management training they described match the ideas we
had at the_gtart of the research?

In Figure V.3 we showed four skills which we identified as:
analytical critical, creative critiﬁal, empathliz social and diplomatic
social, We subsequently (VI.1) cited excerpts from the brochures
of seven training programmes which seemed to embody objectives of
an analytical critical and empathic social nature, or mixtures of
the two. We hoped to separate out the analytical and social objectives
in terms of their postulated contribution to information processing.

We thought the analytical contribution would be most suitable.where
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the aim is intensive and/or short-term processing (see Figure
VII.3) and the empathic social contribution would be most suitable
where the aim is to generate new information from 5 base of exist-
ing security. We thought, furthermﬁre, that a management te;ﬁ might
be able eventually to use these t&pes of criteria in deciding what
form of-training to select for its own use. |
-While firms afe using training as a meané of sfandardisiné
performance, and hence rendering it less equivocal, they are not
using it to bring about change which will make curréng certaintiés
problematic, A sﬁrﬁey of European Managers' attitudes to their
jobs and to training (MCE, 1972) puts it this way: l
'The manager is seeking more in management courses and
seminars than instruction in specific techniques and
the acquisition of knowledge. He is looking for help,
mental relief. He is looking for ways to achieve a
better and easier future. He is looking for guiding
lines, systems which can guarantee success. e is
looking for a fountain of youth for his performance,'
This is especially so in the case of 'package programmes'. EQen
the increased awareness proferred by T-groups is sought as a chance
of reducing ambiguity., ©Profile Training, described by Morris (1972),
is even more explicit about 'actioning effective behaviour' (which
seems to be a euphemism for'getting your own way'). The behaviour
isolated in the MAM griterion correlétes with structuring of activities
(Table IX.1) and with external regulation (Figure IX.4). It is
unlikely to be in any sense disruptive.
In the big firms we visited the role of the training department
in all this was usually that of broker. That 1s to say, clients
were put in touch with suitable course vendors (who included the

firm's own residential training staff). The rest of section X.1

will describe the types of provision made for different clients.



x.3

1.2 Training for new entrants

One firm has very detailed information for appointments

boards, and runs a three-day familiarisation course during the
Christmas vacation for university undergraduates. Women graduates
are welcome to apply'for direct entry to positions, as and when
specific vacancies occur, or they can enrol for two-year training
in the management services area, They cannot be trained for line
management positions 'because of the obvious difficulties of employ-
ing them in.some parts of the world', The training manager said:

'We have a two-year graduate induction programme. We b
may interview as many as 100 graduates. Some of' these
come to the company for testing by an independent -
consultant, and for a group selection programme at which
directors are present, Perhaps only eight to ten may

be taken on. These are attached to senior managers in
functions in which they have expressed interest, prior to .
being sent overseas. They can, if they wish, move out of
the first function during the two-year induction period,
They may then have two to five years overseas. On return
they may take an in-company course before a lateral move,
or go to a thirteen-week business school programme, prior
to promotion, or to a senior management course to fill them
in on functions of which they have insufficient knowledge.'

1.3 Management development

In another firm they said:
'We classify managers into three groups:

(1) The directors of the nineteen subsidiary companies
(ten in the UK and nine overseas).

(2) Top management (i.e. those reporting to the directors).
There are 294 managers in this group.

(3) Other managers. There are approximately 1,500 of
these. Most of them are ex-gradudte apprentices

who have been in post for at least two years since -
completing their traineeship.'’

An appraisal scheme has been running there for eight years.

Appraisal forms are considered by a management development
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committee which follows up the suggestions made by the immediate
superior. The appraisal form, in its fourth section, asks for
training needs to be specified under three headings:

(1) On-the-job training
(2) Off the job training
(3) Further education. .
Underneath is space for the action agreed upon by the review panel
and the date.

The company can accommodate up to 25 trainees at its own non-
residential training centre. If from eight to twelve people request
a particular course it will be provided for them internally. If
fewer than eight are involved they are referred to an outside
source. People attending courses (internal or external) complete
an evaluation form, which.is introduced as follows:

'"The Group Chairman has asked me to obtain reports from

those who attend courses about content, presentation,

value to the individual and general administrative arrange-

ments. After your own course would you please complete

this report form, One copy should go to your managing

director and one should be sent to me. We shall use your

report to help us to build up a library of information

about courses which have been attended by employees .....

Additionally we may use part of your report to send one or

two other companies with whom we have agreed to exchange

reports in order to obtain as wide a cross-section of opinion

as may be possible on the value of such courses.'

In another company, the retailing aspect of the trainmer's role
was emphasised more than the brokerage function vis-a-vis established °
managers. The head of training was a mechanical engineer who had
previously been concerned with apprentice training. In this area
they had been 'over training' as a number of award-winning apprentices
exceeded the standards required by the vacancies available. Manage-

ment and supervisor training has only been instituted since 1964.

Their basic management course, for existing, newly appointed, and
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potential managers, t;kes place on eighteen successive Friday
mornings. Subjects covered include communications, financial
techniques, decision making, etc. They are trying to arouse
management interest through involving people in 'projects' of
various kinds. ©Persons attending courses are given‘a certificate
stating that they have satisfied course requirements aﬁd carried
out practical work of the required standard. This has led to

enquiries about the status of the certificate, and what it

signifies.

Another large company has recruited a Management Development
Officer from one of the Times 1,000 top fifty. This man spoke .
of his new employers as follows:

'"The board consists of executive directors, each of whom
chairs at least one division. Each division has a number

of operating companies whose managing directors report to

the divisional chairman. The group has grown very rapidly
through acquisitions and modernisation, but most of its
constituent companies are small, and the managers are

mainly men who have risen through experience in the business,
You can count the 'professionals' on the fingers of one hand.
The great diversity of products means that the group have to.
deal with a number of industrial training boards. I am try-
ing to make sure that new managers have the chance to go to a
business school executive development programme. One has so
far been to Bradford, and was very enthusiastic about the
course.'

This man did not believe that much could be achieved by any external
programme lasting less than thirteen weeks.
The most pessimistic training manager I met spoke in these terms:

'What is the function of training when the organisation is
having redundancies? We employ a lot of scientists and
technical people who regard a switch to management as a
demotion, and who have difficulty in modifying a research
leader's approach to suit the requirements of production
mana gement. In the past we have sent people to expensive
university management courses. The net effect of this
expenditure is nil.'
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The issue of redundancies came up in a number of the firms,
Another spokesman, the Manager of Personnel Services, in a different

firm said:

'By and large, management training is not looked on favour-
ably at the present time, as we have recently had a rather
disasterous management development programme which raised
expectations and failed to fulfil them. The exercise failed
to take account of local differences, and has come to be
regarded as a paper pushing exercise. In order to avoid

a Rolls Royce situation the companies in the group have had
to do a lot of reorganising, and some people have lost their
jobs. The management development programme, which asked a
lot of questions about the personal qualities of managers,
got the blame for some of the sackings.'

Another company,.fated in the top seven in a BIM survey of
management practices in 300 companies, was more enthusiastic about
its manager development programme., Everyone is under review. Few
first-degree graduates are taken én, but in the last five years 13
MBAs have entered the company, and not one of them has left. All
supervisors and managers receive appreciation courses in the range
of functions; a specially popular course is finance fgr'ﬁoh—finaﬁcial
managers. The onus is on subordinates.to write their own job des=-
criptions and training needs and to have them agreed by their
superiors,

Another company which uses the 'bottoms up' approach found that
people sometimes asked for inappropriate courses because they were
more prestigious, but this kind of-problem could generally be
resolved in discussion with the boss." |

The types of training éhawuhin Appendix VIII.ZIappear o be
fairly typicai of what is éncouraged by these top companfés. The
ratio of functional to general courses shown there was approximately
1.5 to 1. The subjects often mentioned in the interviews with the

extended sample were finance, industrial relations, and work measure-
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ment, The list in Appendix VIII.2 includes maths and';tatistics,
computer courses, preproduction and design, production engineering,

marketing, sales management, and so on.

1.4 Organisational development

From only two of these 25 big companies did we get considered
statements of the training function where the client is seen as the
organisation rather than the managers. One of these (written)
statements began:

'"Many changes have taken place 'in our markets and our ways

of managing our human resources over the last few years,

-and the division decided to investigate the potential con-
tributions of different methods of management training as
aids to the further development of the organisation.'

There followed an assessment of the merits and demerits of six
different 'package programmes' in relation to the 'business needs
of most interest to us at the time:

The other document describes some efforts in part of another
huge concern to use a 'system of group problem solving in both
operational and behavioural terms to further improve the company's
effectiveness ..... The latest experiment, ﬁhich is still in
progress, concerns the integration of three national management
establishme'nts into one regional establishment.'

When the client is the organisation ,the training department's
role tends to be that of a catalyst rather than that of a broker.
These companies were the exception rather than the rule, Our
impression was that most policies concentrate on giving people
what they are thought to need to do well in their current jobs

(as defined by performance appraisal). This provision is supple~

mented by 'cohort' training in those companies which have a large
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and regular graduate intake, and by some talent spotting.for
accelerated progression through the system. This judgment could
be biased by the particular contacts made. OD may exist outside
the training department's jurisdiction, and be relatively little

publicised.

1.5 Conclusions about the extended sample

It must be rememered that all the firms visited had annual
turnovers iﬁ.éxcess of £40 million per annum. Most of them have
spent considerable sums on training. Nevertheless, with two
exceptions, there was apparently very little team traiLing;being
undertaken with a view to organisational development. The six
 firms in our intensive study also incorporate the types of training
undertaken elsewhere: i.e. training for new entrants and management
development linked to performance appraisal. The training efforts
in the six and in the other twentyfive appeared to have much in

common,

2. THE RESEARCH AS AN EVALUATION STUDY

2.1 Scarcity of team training

Chapter Three, section 3.1,described my state of mind at the
beginning of the research as one of 'inner despair and outer

assurance', Section III.3.3 says:

'It would be extremely hard to establish any connection
between job behaviour and training if we focused on
isolated individuals, unless we also studied those
individuals before, during, and after training., However,
an alternative was to study group job behaviour in firms
where training had been consciously employed to facilitate
some form of organisational deelopment, and where two or
more managers who were working together had received the
same training.' '
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Our initial premise concerning the number of large firms

which would be using a genuine team training approach to the

solution of organisational problems was mistaken. As explained
in X.1.4 above, there were only two companies from the extended
sample that were using this approach consistently. Eton and
Delphi were using forms of near saturation training, and Pitt

was considering doing so. This makes only five organisations

out of the 75 which counted as 'firms' in the Times 1,000 top
threehundred (see Table VIII.1, column e). Octo has managers
working together who have had the same training, but the training
has not been given with the team in view, though Octo is now,
seriously considering an organisational development approach.
(Appendix III.2 and III.3 illustrate some reactions to the research.)
We eventually obtained groups where a minimum of 45 per cent of the
members had received a focal programme (see Table VIII.2), but this

was not the same thing as using a package programme for, organisational

development,
A second failure of the research as an evaluation study lies

in the criterion.

2.2 A poor criterion

The MAM questionnaire asked about behaviour in relation to
specific activities. About half the managers said that one of
these activities was not a substantial part of their jobs (Table X.1l,p.242)
and another activity was important for only two-thirds. People could
be expected to have observed their superior's behaviour in the speci-
fied situations, but it is unlikely that they had actually been

present when their colleagues were engaged in briefing sessions
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and performance reviews for example. Reﬁorts.of colleague behaviour
are therefore almost certainly inferential, These sources of error.
are additional to the normal errors of judgmenf reported -in the.
psychological litera;ure.l

The final version of the MAT questionnaire did discriminate,
initially among three different training programmes. The analytical
programme trainer placed analytical skill ahead of social skill, the
sensitivly trainers placed social skill ahead of analytical skill,
and the mixed programme trainer gave equal emphasis to both skills.
When we had results from trainers for seven programmes, however, it
was no longer possible to make these discriminations. (VI.4.6.1
and VI.5.4 document these failures.)

The criterion therefore was simply people's perceptions of how
their colleagues and superiors acted in relation to six trainer-
approved injunctions (see IX.1). The applicability of these
injunctions varies, but, from the data presented in Chapter Nine,
it would appear that big bureaucracies with developmental climates
offer most scope for them. Alternatively, managers in such
organisations may be more likely to respond in trainer-approved
ways, irrespective of their exposure to the focal programme, since
their general level of contact with training of some kind is.high
(see Appendix VIII.2).

Since trainers had indicated that they approved of climates
with high stimulation, high support, and high public spirit (see
Appendix IX.3), it would have been possible to use the BOCI as a
criterion measure,. The results, however, would have been substan=-
tially the same as they were for the MAM questionnaire, and no more

conclusive.
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2.3 Lack of specific links to the focal training programme

A third failure was that, although we obtained trainer endorsement
for the criterion, we did not investigate how the focal programmes
fostered these particular behaviours during training (or even whether
they did so at all! - see VI.5.4). Also, since we had no before
training measure it was impossible to tell whether the behaviour
described afterwards represented behaviour persistence or behaviour

change.

The verdict on the research as an evaluation study must therefore

be that it provided no basis for determining how well .the seven focal
training programmes achieved their objectives. We &0 not'kna
whether they enabled managers to think more critically or to empathise
more, Tables IX.3 and IX.4 do not answer this question, partly
because of the deficiencies in the criterion measure, aﬁd partly
because of the inability of the research design to isolatec focally
trained managers or to control for other variables through the
'matching' procedure.

Fortunately the research was not conceived of solely as an
_evaluation study (though this was the sponsor's prime interest).
As explained in II.4, we also wished to investigate the 'conditions
under which managers are likely to think critically, to empathise,
and to work together as a team'. Another objective was to develop
a conceptual framework to describe 'persons in groups in organisations
which will tell us the conditions under which such persons will
substitute a new way of doing things for their existing way of doing
things'.

In X.3 we look at the nature of the data collected from individuals
and in X.4 we shall consider how these data helped us to develop a

conceptual framework.
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© 3. THE NATURE OF THE DATA COLLECTED FROM THE INTENSIVE SAMPLE

3.1 The managers' activities

An aspect of the MAM data to which we have so far paid little
attention is that concerning the perceived importance of each of
six activities in a ménager‘s own job. i) ﬁaa hoped that aggregated
own-job ratings for each group would provide an indication of the
relevance of the 'methods of working' crited on for each group. 1In
the event we did not use 'own-job' data in this way because they
would not hgve effected anysubstantial improvement in the criterion,
but the data of interest in themselves.

See Table .X.1

Table X.1l, column b, shows the proportion of managers in the
present study who reported an activity as a substantial part of
their job. (There were five instances of missing data, so 'n'
is reduced to 127.) For comparison it also shows (column a) the
figure obtained with our pilot study and with Hemphill's (1960)
study (see VI.3.1). Teachers at the University of Aston and at
the London Business School provided estimatés of the importance of
these activities for their own students. We give their vicws
b ecause 34 of our 127 managers had attended busime ss school
programmes during the last five years (see Appendix VIII.2),

The method of scoring used as the basis for these comparisons
is fully explained in Pheysey (1972) where the same table, with the
exception of column b, is presented (see also Appendix VI.5).

In spite of all the reservations which we have expressed

about the MAM data as a whole, we think that the fact that the
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Table X.1

COMPARISON OF 227 BRITISH AND 93 AMERICAN MANAGERS

% reporting that the activity is a substantial part of
their job
(a) British (1969) n = 100 American
(b) British (1972) n = 127 (Hemphill, 1959)
actual proportion | proportion
expected by
21 British
A oiotie management
ECANLEY (a) (b) teachers
Trouble .
shooting 88 91 80 60
Forward
planning 87 97 81 67
Briefing
subordinates | 86 88 77 76
Conducting
meetings ol 65 62 51
Reviewing
the
progress of :
subordinates | 60 81 75 71
Taking an
interest in
personal
problems 45 54 57 53
o 19

r:J 4 !‘i
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figures in column b are consistently higher than in any of the
other columns in the table reflects something of the character
of the big bureaucracies, Octo, Eton, and Pitt which employ 85
of the 127 managers.  All these companies have élaborate per-
formance review procedures, for example.

In ﬁhe article referred to (Pheysey, 1972), we explained that
crude surveys such as this on managerial activities can neverthe-
less discriminate among functions. We can now analyse the data
for the 227 managers (pilot plus main study) according to the
functions the managers occupy. As ﬁight be expected from the
scores in Table X.1l, the variation is grecater for the last three
activities than for the first three.

Figure X.l shows varying frequency distributions fof the last
three activities for managers in different functions from the pilot
study data. The results of the main study have not yet been plotted,
but the personnel managers are still the most given to chairing meet-
ings and listening to personal problems: and managers in general
administrative posts are more involved in reviewing the performance

of subordinates than are technical managers.

See Figure X.1
We have suggested some uses for these kind of data when planning
training courses (Pheysey, 1972), Even though there may be fairly
large perceptual distortions in such self reports, if managers
believe that an activity is important in their work they are likely
to regard training which helps them with this activity as more

relevant than training which is linked with activities they regard

as peripheral.
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3.2 The managers' backgrounds

In Chapter Eight we stressed the atypicality of the organi-
sations we studied. In these organisations structure and climate
are associated with reported behaviour (see IX.5). We need also
to ask whether the managers themselves are atypical. The methods
of working they employ may be a function of certain peculiaritics
in their backgrounds as well as of structure and climate,

Appendix IX.4 related personal background to group composition.,
In the folloﬁing sections we shall look at the managers divorced

from their groups and organisations. )

3.2.1 Social class

Table X.2 gives the personal background characteristics of
the managers.

Grosset (1970) summarises the information about social class
from four studies of English managers as follows:

- 'Approximately 60 per cent of the business elite comes

from business families, 15 per cent from the working

classes (white and blue collar) and most of the remainder

from professional or civil service families.'
It could be that the white and blue collar working classes, class 3
in our table, are more strongly represented in the backgrounds of
our managers than in the studies to which Grosset refers, but it
is difficult to know whether some of the fathers we have assigned

to class 3 might not have been classed as small businessmen in some

of the other studies. The 7 per cent in our atudﬁ whose fathers
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Table X.2

CHARACTERISTICS OF THE MANAGERS FOR WHOM PERSONAL DETAILS ARE AVAILABLE

Social Class of Father n =121
Class 1 Class 2 Class 3 Classes & and 5
No. % No. % No. % No. %
24 20.0 44 3655 44 36.5 9 7.0
Education n = 132
Business Course No full-time
attended during Ph.D or MBA First Degree further
last five years education
No. 7 No. % No. o No. %
110 99 11 9 71 58 26 21

*

Subjects studied for more than ten hours in further education n = 132

Business Technologies Maths  Social Languages Natural Humanities
' Science Science
No. % No. % No. % No. % No. % No. % No. %
90 70 50 38 48 36 43 33 33 25 26 20 26 20
First Industrial Employment n = 132
Operator Apprentice Foreman Manager
or Clerk or Staff
No. % No. A No. % No. %
6 4 97 73 27 20 4 3
Religious attendance n =121
Propstant Roman Other Total None or not
Catholic stated
No. yA No. % No. % No. % No. %
49 40 6 5 1 1 56 46 65 54
Number claiming active membership of a political party n= 121
No. y 5
L5 12

* 66% studied more than one subject
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were unskilled labourers or semiskilled machinists is a very small
proportion of the total. Difficulties arising from non comparab=-
ility of classifications makes it impossible for us to draw any
conclusion about whether our managers are more socially mobile
than other groups of.managers who have been studied. (There were
eleven cases of missing data for some personal information, as’'we
had told respondents it was not a vital part of the study and they

were at liberty to leave omissions.)

3.2.2 Education : o ‘

Almost three quarters of our managers commenced :thelr'working
lives in apprenticeships or in clerical occupations. This is
associated with the fact that, after business studies, the subjects
next most frequently mentioned are the technologies and maths. Two
thirds of the managers have studied more than cre subject and a third
has studied social science (though it is not known to what depth).
The proportion of graduates is high in comparison with other research
findings. Clark (1966), for example, divided his age groups to show
that there is an inverse relationship between age and proportion of

graduates., This is less marked in the present study., The figures,

for comparison, are:

Aoe Clark . Present study
& % graduates % graduates total number
in age group
under 40 52 62 40
40-54 31 55 68
55 and over 20 54 13

121
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Stewart and Duncan Jones (1956) estimated that 32 per cent of
English top managers had university degrees, and Gould ﬁ1966) found
that 76 per cent of 1,000 top executives in the 600 largest United
States firms had degrees. Musgrove (1966) claims that the propor-
tion of graduate to ﬁon-graduate managers in the USA is twice what
it is in the UK (at least in the case of lower managerial positions).
He found the percentage of graduates in two large British steel
companies was 19 per cent and 28 per cent respectively. The over-
all percentéée in our study is 58 per cent.

We believe that this evidence, plus" the information given in
Appendix VIII.2 suggests that the managers in our stud} have higher
educational qualifications than would be found in the total population
of British managers, whatever that population may be. Beard (1972)
gives the total figure as two million, of whom 700,000 are in large
scale enterprises. He asserts that only 7 per cent of managers are
'trained to professional standards' for the work they do., Against
Beard's figure of 143,000 professionally trained managers we must set
Jones (1971) estimate that 355,000 management 'students' attended
22,000 courses provided by 650 organisations in Britain during the
year ended in September 1970. In our sample only three managers
had neither attended a work-related course during the last five years
nor had business studies training as part of their further education.

Over 90 per cent had done both.

3.2.3 Birth order
A study of 2,445 top managers, from the 'Fortune 500' largest
American companies in 1966, investigated the relationships among

birth order, educational achievement, and managerial attainment
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(Dubno and Freedman, 1968). Their chief finding was that 'a
significant number of college graduates were first-borns' but
'there was no relationship between birth order and managerial
attainment' (as measured by being in the top group rather than
the middle group). In our study there are 53 per cent first-
born and 47 per cent later born managers, and this proportion
is identical for graduates and non-graduates., Dubno and Freed-
man were hoping to show that top managers are a very 'conformist'
group, because they were hypothesised to contain a high proportion
of first borns, and (according to Dubno and Freedman) first borns
are conformist, As Sutton Smith and Rosenberg (1970) poiét out,
however, the evidence on the relationship between birth order and
conformity is very slender. Dubno and Freedman's major premise

was questionable to say the least.

3.2.4 Salary and status

We started collecting data in 1970, and had to revise our
personal information salary bands at the pilot stage‘as we had
set the ceiling too low. We do not consider fringe benefits,
nor do we take into account the extent by which management salaries
rose during the data collection period. According to a report in
the Weekly Guardian for the 25th November 1972 (page 26), this rise
amounted to 1l per cent between July 1971 and July 1972, The same
newspaper report gave average salaries for managing directors as
£9,800, for general managers as £6,600, and company secretaries as
£5,200, Our Pitt and Eton managers ﬁere earning salaries at or
near these general managers and secretaries. The mean salary for

the whole of our sample is however £3,500 to £4,000. 1In view of
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the fact that more than two thirds of the managers are over forty
years old, and that they are in most cases heads of large functional
departments, general managers, or senior professional men, we feel
safe in suggesting that they come at least into the upper strata

of middle management; and, in the casc of Pitt, some can be classed

as top management,

3.2.5 One woman _manager

There ié only one woman in the sample, and she has no subordinates.

She is a member of the systems analysis group at Octo. As managers
)

are less immobile than formerly, according to Birch and Macmillan
(1972), the argument that it is not worth training women because they
have a short working life becomes less tenable., (The men in our
sample have, on average, had no more than three years in.their
present positions, although periods of service with the company

average sixteen years.) Many women could give sixtcen years between

raising a family and retirement.2

3,2,6 Leisure

If men are allowed more sabbaticals, the day may come when both
sexes may have similar opporturities to enjoy both work and home 1life.
Fiftyone leisure courses, in non-work related subjects such as paint~-
ing, ceramics, vehicle maintenance, and so on were mentioned as courses
these men have voluntarily attended over the last five years. Forty-
six per cent of the sample say they attended religious worship at least

four times a year. (This is a high proportion if compared with the

general population of the UK,)
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3.2.7 Comparisons with the British Institute of Management Survey

The data collected by Birch and Macmillan (1972) show many points
of similarity with our -data. Their sample was 2,000 individual
members of the Brifiéh Institute of Management, from whom they
received 964 usable replies. These replies indicated that the
managers concerned had had, on average, 2.7 changes of employment.
Our managers cited, on average, 2.7 previous employers. Birch and
Macmillan found no relationship between present salary and number
of job moves in the past. Our product moment correlation betwecen
present salary and number of employers is -0.01. Managers with a
higher social class background in the BIM study tended to have had
greater opportunity for further education. In our sample there is
also some evidence of this. (From the data on the initial 55
managers the correlation ﬁetween father's social class and duration
of son's further educationwas 0.2?.3) Birch and Maemillan found
that managers aéed between 40-and 44 had already changed jobs more
often than older managers. We found that managers aged 40 to 44
have already changed their jobs as often as managers aged over 45
(2.9 times in each case). Finally, Birch and Macmillan have a
figure of 2.9 as the average number of in-company changes. We
have 3.4 as the average number of functional areas worked in, but
this includes work with previous employers (and will not show

promotions within the same function).

3.2.8 Conclusions about the sample

Figure X.2 presents a correlation matrix of the relationships
among the background variables. Even though younger managers are

under-represented, age correlates negatively with years spent in
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further education. Younger managers study longer. Those who
study longer study more widely; and number of subjects studied
during further education correlates with number of functional
areas in which oﬂe hés worked, and with the number of leisure
courses one attends., Somewhat surpris;ngly the number of work-
related courses taken in the last five years does not correlate
with number of functions one has worked in. Indeed, course

attendance shows a conspicuous lack of relationship with any

of the other variables!

See Figure X.2

Our conclusion from this review of the backgrounds of the men
in our sample is that they compare in many respects with the 964
BIM members, but they are better educated and better paid than the
average British manager. They come from the middle to upper ranks
of managément, and therefore there is a high proportion of older men
among them (twice as many over forty as under forty). If the boom
in management education continues, then the typical manager by the
late nineteen eighties may be like the managers in our sample today.
If the trend to bigger and bigger companies also goes on, then more
managers in the last quarter of thé twentieth century may be working
for firms like Octo, Eton and Pitt. It is for this reason that we
feel that the data on the business organisation climate and on
managers' activities and methods of working supplied by these managers

are of interest.
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3.3 The Business Organisation Climate Index

3,3,1 The ideal version: scales and factors

Appendix X.l shows the loadings of the twenty ideal version
BOCI scales on five factors. The table should be compared with
the table in Appendix IX.Z, The analysis was performed before
we had the responses from all thirty trginers, but the extra
numbers are made up by a pilot class of management students whosc
ideals were not statistically different from those of the trainers.
There were eleven students and 24 trainers, making a total of 35
respondents.

The public spirit, inhibition, and regulation factors are
similar in the 'ideal' and 'actual' versions, with one exception.
Inhibition and regulation are both seen as antithetical to readiness
to innovate in the 'ideal' version, but as unéelated to readiness to
innovate in the 'actual'-version.

Most of the scale loadings on the stimulation factpr are much
reduced, except for 'scientific and technical orientation' which
moves up from 0.70 to 0.80. 'Management concern for employee:
involvement', which previously had a low positive loading on stimula- .
tion now has a high positive loading of 0.67. .

Three of the four scales.retain their high loadings on the
support factor with non-aggression-moving even hi.gher.4 Egalitarian-
ism moves right out of the picture, however, and rules orientation
moves up with a negative loading of -0.64,

An interesting change has occurred with the scale of 'industri=-
ousness'. Its high loading on stimulation has dropped considerably,
and it now has a negative loading (-0.37) on factor III, Public Spirit,

The items in industriousness are -largely concerned with sheer 'busyness'
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and expenditure of energy on one's work. In the Ideal version,
this busyness is seen as somewhat incompatible with altruism,
sociability, and community orientation, in terms of the rotated
factors.

We therefore introduce our discussion of possible ideals with
s ome vaiues that are little represented in the BOCII. These are
expressed in the 23rd Psalm, as rewritten for busy pcople by a
Japanese woman, Toki Miyashina.5

The Lord is my Pace-setter, I shall not rush,

He makes me stop and rest for quiet intervals,

He provides me with images of stillness, which restores my
serenity. y

He leads me in ways of efficiency; through calmness of mind,

And His guidance is peace,

Even though I have a great many things to accomplish each day

I will not fret for His presence is here,

His timelessness, His all importance will keep me in balance.

He prepares refreshment and renewal in the midst of my activity

By anointing my mind with His oils of tranquility,

My cup of joyous energy overflows.

Surely harmony and effectiveness shall be the fruits of my hours

For I shall walk in the pace of my Lord, and dwell in His House

for ever.

3.3.2 The ideal version: . indicator of environmental provision

for personality needs or of an efficient healthy orpanisation?

Stern's (1967) original items for what he called the OCI were
based on H A.Murray's (1938) need satisfaction theory. If we were
to relate our present factors back to this type of conceptualisation
we would obtain a picture something like this:

Stimulation satisfies needs for:

ego achievement, scientism, objectivity, understanding.
Support satisfied neecds for:

affiliation, and nurturance.

Public spirit satisfies needs for:

adaptiveness, assurance, blame avoidance,.
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External regulation satisfies needs for:

conformity, conjunctivity, and order.
Inhibition's negative pole satisfies needs for:

exhibitionism, impulsion, counteraction.

When 26 trainers (and eleven managers) completed the ideal BOCI
they gave high scores to stimulation, support,and public spirit, and
moderate ones to external regulation and inhibition (see Appendix IX.3).
The use of need satisfaction terminology gives no clue to whether
achievement,:scientism, etc., are valued in themselves, or for the
s ake of the personality, or for the sake of the organisation. Does
the 'ideal' organisation promote the welfare of the 1nﬁivi§ual because
his welfare is intrinsically desirable, or because a satisfied employce
wili give the organisation better service? If by welfare we include
the idea of personal growth, then which potentialities are to be

encouraged, and does not there have to be a discrepancy between

needs and satisfactions for growth to take place? These are some

of the awkward questions that need satisfaction terminology raises.
I1f, on the other hand, 'business efficiency' is the prime
constituent of the concept, 'the ideal organisation', then we can
reinterpret. the climate factors as follows:
The BOCII may be tapping beliefs that high stimulation, high support,
and high public spirit are conducive to business efficiency, whereas
extremes of order or disorder, inhibition or exhibitionism are not
conducive to efficiency. Writers like Korman, whose views were
diséussed in VII.5.2 may prefer to speak of the 'healthy' organisation
rather than the efficient organisation, and may claim that healthy
organisations foster the psychological well-being of their members.
Such writers may still endorse the three high developmental climate
scores and the two moderate control climate scores, and their views

are nonetheless evaluative.
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3.3.3 The ideal version: indicator of an ideology?

One cannot extract from a factor analysis anything that was not
included in any of the items used. As already mentioned, the items
selected by Stern were originally linked to H A Murray's list of
needs. | There are, however, some interesting parallels with the
human values factors extracted by Osgood et al. (1961) from Morris's
(1956) 'Ways to Live' index. Their three factors are:

Dynamism v passivity

Group action towards common goals (support ?7)

Dynamic physical interaction with the environment (stimulation ?)

Progress through realistic solution of problems ' (stimulation ?)
(]

Control v abandonment

Integration of diversity (external regulation ?)
Dignified self control (inhibition ?)

Sociability v egocentrism

Preserve the best in soclety (public spirit ?)

Altruistic affection and concern for others (public spirit and/or
support ?)

"~ Other values in Morris's index are:
Abandonment to sensuous enjoyment
Self-sufficiency, reflection, meditation
Wholesome enjoyment of simple comforts
Quiet receptivity to experience
Contemplation of the rich inner life
Humble sbedience to cosmic purposes,
Some of these are included in the negative poles of the factors

above.  All thirteen were originally suggested by three 'life styles':
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Promethean - manipulate and remake the world
Dionysian - indulge one's desires
Buddhistic - regulate the self.
It looks as though the BOCI has acéidentally incorporated a number
of Promethean values,-and that trainers and managers approve the
Promethean alternative.6 |

England et al. (1971) found a high value was placed by 1,051 US
managers on: achievement, ambition, success, change, property, and
risk; (valués-which the Promethean ideology subsumes). Union leaders
valued: honour, trust, loyalty, dignity, security, equality, and

]

religion.

3.3.4 The climate of actual organisations: 1s this what we measure?

In IV.2.4 we said that organisational climate 'comprises the
norms and values which have developed over time', ﬁoes the BOCI
really measure these, even for the restticted range of concerns which
it incorporates in its items?

The index rests on the following assumptions:

(1) organisational norms and values exist

(2) people know what they are

(3) people can report this knowledge in response to a true/false
forced choice stimulus.

With regard to the first assumption it is impossible to say a priori

whether there are certain norms and values that are coextensive with

the entire organisation. We think this is unlikely, but it is, in

principle, susceptible to empirical determination, provided assumption

(2) is correct, Some norms are discovered‘only when they are violated,

and some persons may not have been placed in situations which evoke a

given norm.  (Minority group members may be less aware of norms
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accepted by the majority, for example.) The second principle may
therefore be true, but only in a fairly restricted sense, As far
as the third point is concerned, people often feel uncertain about
which side 'to come down on'. The instructions given are that, as
the instrument is very crude, first thoughts are probably just as
satisfactory as second thoughts. Even so, one manager told me
that he spent two hours thinking about the 160 items. As with
all questionnaires, part of the response is a function of the
presentation; patterning, and wording of the stimuli, and of the
mechanics of scoring. We conclude that the three assumptions are

I
only tenable if we allow the reservations just stated,

3.3.5 Conclusions about the BOCI

We commented in IX.2.1 on the effect that position in the
hierarchy may have on perceptions of climate, and in examining
the clusters in Figure IX.3 we indicated other special circum-
stances which may have affected a group's responses. We belicve
that the index does, however, tap certain expectancies which are
commonly held in given subunits at given levels, Stimulation has
items which relate to 'the perceived probability of goal accomplish-
ment', and Support has items which relate to 'the perceived probab-
ility of receiving rewards for goal accomplishment'. These am
important types of expectancy in Campbell et al,'s (1976) "hybrid
expectancy model of work motivation'. Perceived stimulation and
support could very well be factors affecting the performance of
managers and hence the efficiency of the organisation, as was
suggested above (section X.3.3.1). We also agree with Friedlander
and Marguiles (1969) that job satisfaction is likely to affect an

individual's climate perception. We do not, however, take the
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extreme view of Johannesson (1971) who argues that the overlap
between the numerous indices of climate and of job satisfaction
is so great that the two kinds of instrument are really measur~-
ing the same thing. In our experience, managers can supply a
rationale for their answers to the BOCI without referring to job
satisfaction. The individual may, indeed, project some of his
own prejudices into his perceptions of the climate, but these
prejudices themselves, if they are shared by others, begin to
form a relevént climate for the peoﬁle concerned. Thus we afe
prepared to accord the BOCI some validity as a measure of perceived
norms within a narrowly circumscribed population, providedlthat &
reasonable proportion of the population is questioned, and that
degree of consensus is taken into account., The ideal version
exposed very strong consistencies which might deserve tﬁe epithet
'ideological', It is likely therefore that perceptions of what
actually goes on in an organisation will be coloured by implicit
reference to such an ideology. We do not, however, ecxpect, or
find, the consistency in reports of actual climates that we find
in reported ideals. The kind of face validity that was illustrated

in Appendix V.4, Table 4, is, we feel, still being maintained.

4, THE CONCEPTUAL FRAMEWORK REVISITED

In X.2.3 above we passed a verdict of failure on the research
as an evaluation study. We are not able to say how well the focal
training programmes achieved their objectives. lHave we learnt
anything with respect to 'the conditions under which managers are
likely to think critidally, to empathise, and to work together as

a team'? And have we learnt anything about the conditions under
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which persons in groups in organisations will substitute a new
way of doing things for their existing way?

First, contrary to the viewpoint put forward by Korman (see
VII.5.2), the developmental climates were reported in the big
b ureaucracies (see Figure IX.3). In our own previous work with
Aston and Brum (Pheysey et al,, 1971) we found the same kind of
pﬁenomenon. So also did Kohn (1971), and Viano and Wildeman
(1972). The latter is a paiticularly interesting study in that
the subjects were probation administrators. Viano and Wildeman
found pretraining differences were strongly associated with organi-
sation size, and the higher levels scored higher on 8.1,1 six of
their criteria. These criteria were attitudes about: (1)
involving staff; (2) involving peers; (3) awareness of group
task and group maintenance needs; (4) readiness to make changes;
(5) willingness to be open and confronting in conflict situations;
and (6) favouring bottom-up communications. Kohn makes some big
assumptions in his interpretations of his survey data. liis respond-
ents are drawn from a variety of occupations and the fact that some
of them work in bureaucracies is inferred rather than established.
He argues that 'men who are protected from some of the dangers that
change might bring afe less fearful of the new and different, and
able to accept personal responsibility and even make fuller use of
their intellectual talents'. He found security was associated
with a positive stance towards change, and self-direction was
positively correlated with high income. Finally, Stagner (1969)
found that greater formality and more depersonalised management was

associated with higher profitability and greater cohesiveness.



X.29

There are, however, writers who assert that large organisations
have an adverse effect on employee satisfaction especially in manu-
facturing firms (Talacchi, 1960), and that bureaucratic features
lead to alienation (Aiken and Hage, 1966).

This argument cannot be settled by more and more empirical data,
It is at the level of theory that explanation of contradictory find-
ings must be sought. We believe that part of the trouble is that
organisation theorists. have been too limited in thelr focus., We
need to incorporate the insights of practising adminis trators, of
psychologists, political scientists, economists, sociologists,
cyberneticians, and of the common man, No single disEipl;ne will

be able to account for the manifold phenomena of management teamwork.,

4,1 The organisations studied related to the conceptual scheme

Figure X.3 uses the scores of 13 groups on the resource and
structural variables, and of all 18 groups on the developmental
and control climtes, to locate them in the most appropriate area
of Figure VII.2. The four numbers in the centre of Figure X.3
refer to the four clusters of groups which appeared in Figure IX,3,
The whole of Chapter Eight is devoted to qualitative descriptions
of the organisations and groups and, together with the information

given in section IX.2, it should be regarded as fleshing out the

bare skeleton provided in Figure X.3.

In Chapters Five and Seven we traced some stages in the develop-
ment of our thinking from the rudiments laid down in Chapter Four.
Before suggesting ways in which we believe ocur current conceptual-

ising might shed light on the questions posed, we wish to relate
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Figure X.3

THE EMPIRICAL LOCATION OF THE GROUPS IN RELATION TO KEY DIMENSIONS
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our ideas to some views of other writers, Figure X.4 attempts

to do this.

4.2 The scheme related to the ideas of others

" 4,2.1 Cangelosi and Dill (1965)

We shall refer to the three sets of initials in Figure X.4 in
alphabeticallorder. First, Cangelosi and Dill analyse the learning
process of a seven-man team in a management decision exercise. They
view organisational learning as the product of interaction; among
three kinds of stress: (1) disjunctive stress, because of divergence
and conflict in the ways in which individuals and subgroups behave;
(2) discomfort stress, because the task demands more time and energy
than is available; and (3) performance stress, becausc aspirations
are higher than performance. We have substituted these three kinds
of stress in Figure X.4 for our terminolo‘g;r}ﬁ;s: 'excitement, crisis
and culmination' (seeFigure VII.2). Thus we, and Cangelosi and Dil1l,
are using an implied adaptation level thcory., Progression to another
phase occurs when tension rises above a given stimulus intensity (or
drops below a given intensity). The commenton how the board of
directors in their exercise learned the selective use of performance
stress (in motivating the team). 'Learning in their terms is some-

what similar to 'information processing' in ours.

4.,2,2 McWhinney (1968)
McWhinney draws on the work of Emery and Trist (1963) for his

description of four types of environment. These are shown at the
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Figure X.4

A CONPOSfTE OF SEVERAL CONCEPTUAL FRAMEWORKS
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top and bottom of Figure X.4. In a placid randomised environment
'goals and noxiants are relatively unchanging in themselves and
randomly distributed’. Few organisations exist in such an environ~
ment, but those which do are both totally dependent, for they cannot
predict what their eﬁvironment will do, and also totally independent
of the environment, 'for there is nothing to know about it so
concern with it is useless'. Certainly none of the organisations
we studied were operating in this type of environment, though Octo
and Larch were in relatively placid but clustered environments.
Here goals and noxiants are not randomly distributed. , It is
possible to identify sources of events, and to make probabilistically
useful statements about future.occurrences.

In a disturbed reactive environment 'an interactional relation=-
ship exists between the observer and his environment such that one
cannot make statements about the world independent of the knowledge
o f the position and intents of other individuals and organisations'.
The interactions in a turbulent field 'are of such a nature and
magnitude that ..... natural buffering is eliminated'. Our
organisations with the exception of Larch and Octo are in disturbed
reactive or turbulent environments. Even Larch and Octo can only
be said to be in placid clustered environments to the extent that
they are protected by their 'parents' (the large government establish-
ment and the long-established 'combine') which absorb much of their
uncertainties,

In placid random environments the only thing to do, according

to McWhinney is to use tactics, but as soon as the environment
: 7
becomes clustered strategy is needed. In placid environments one

can establish 'certainty' by fiat. In clustered environments one
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also needs what Hcﬂhir.mey calls '-ri.sk supervision' which resembles
Parsons' (1960) technical management, 'Risk-taking, making deci-
sions based on data saﬁﬁles and subjective expectations, is the
province of the ekpe;t who studies the distribution and formulates
appropriate paradigms ..... Response to risk can be as fully formal-
ised and recorded in writing as can response via certainty fiat.'
This &ecision mode is shown at the top of‘Figure X.4,

Where 'predictions are dépendent on the knowledge of current

and future acts of other organisations which operate in the relevant

domains ..... the organisation must treat the world as, uncertain (not
just risky). The responsesof the decision-maker in such an environ-

ment are competition and co-ordination - precisely those which

Parsons has assigned to the managerial function'. It is this
combination of gaming and co-operation, that McWhinney éalls
."Management of Uncertainty', that we have put at the foot of Figure
X.4.8

McWhinney'éf;Certainty', shown on the right of Figure X.4 'is
re-introduced into almost every aspect of organisational life ....
as an administfatife convenience ..... Certainty has a role in
the turbulent environment as a device for providing stability in
the criteria by which the organisation operates', We have con-
tended that management training is currently being used mainly for
certainty (X.1.1 above).

In domain selection, shown on the left of Figure X.4, 'each
of the problem elements is incompletely formulated ét the start,
The pércepticn of reality and the criterion function emerge out
of the‘process of selection. The developing search locates new

dimensions or elements of reality and assigns values to them'.
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This is one of the functions of Parsons' institutional leadership.
McWhinney suggests- that domain selection is specially necessary at
director level, management of uncertainty and:certainty at managerial

levels, and risk supervision at technical levels.

4.2.3 Rome and Rome (1971)

Figure X.4, derived from VII.2, incorporates the idea of time
variation as well as variation by level in the organisation or by
sub-unit fuhétion. Rome and Rome (1971) also emphasise a temporal
sequence. Their work, like that of Cangelosi and Dill, is based on
observations of behaviour during a computer based man;gcment exercise.
Their exercise differs from typical simulations, however, for the
ground rules were changed as the exercise progressed, and the
experiments adopted a humanistic psychology approach, deliberately
intervening (via an intermediary) in order to encourage organisational
development. They believe that the seven 'macro-developments' that
took place are generalisable to other non-experimental settings. In
Figure X.4 we have taken descriptions from each of their seven
developments and placed them to correspond with the stages we have
postulated. They are describing a new organisation, passing from
birth to maturity, whereas we have conceptualised a recurrent
periodicity which is likely to be experienced even by long-established
organisations at different times or in different areas.

It is possible, therefore, within our framework to synthesise
a number of'views.g Does it, however, make sense to superimpose
Figure X.4 on Figure X.3. We believe that, in a very crude way,

it does. Hora, Ginger, and Kab were facing the transition from a

placid clustered to a disturbed reactive environment. They had a
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serious domain selection problem and were struggling to gain
operational and administrative control. The low support and
high inhibition experienced by Noah O was associated, we believe,
with problems of redundancy in a plant of the parent company not
far away. Domain selecticn, or what Vickers (1965) calls appre-
ciative acts, and problems of legitimacy and sanctions are all
pressing when hard times are experienced. Eton P's location

at this point was due to much more proximate concerns, described
in VIII.2.2 and IX.2.3.1.

The descriptions on the right hand side of Figure X.4 also
apply very well to the groups on the right hand side o} Figure X.3.
It must be remembered, however, that these descriptions are being
applied to the data a posteriori.

Wt

4.3 The conditions under which managers are likely to think

critically, to empathise, and to work together as a team

‘Thinking critically came to be redefined in very narrow terms
as a result of the analysis of the training brochures described in
VI.l.1, VI.1.2, and VI.1.3. It was redefined as 'action which
creates or follows systematic procedures’'. Similarly, empathising
came to be redefined as 'action which exhibits and encourages open
expression of feelings'. Working together as a team was never
really defined at all! What Figure VII.2 does is to postulate that
the conditions for analytical critical behaviour will be found when
the environment is perceived as uncertain and information is being
processed to increase certainty. It postulates that the conditions
for empathic social behaviour will be found when the environment is

perceived as safe, and when new information is being sought to add
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to the existing dispensible store. Teamwork would occur where
there are multiple information processing reciprocities. Conflict
and teamwork can coexist.

Empirically the information perceptions and aims have only
been inferred from the combinations of structures and climates
shown 'in Figure X.3. Thus the results reported in IX.5 can only
be interpreted as support for these postulated conditions if the

inferences are allowed.

"'4,4 The conditions under which persons in groups in organisations

will substitute a new way of doing things for their existing

way
Our first assumption, in Chapter Four, was that training is a
resource to be used for bringing about change. The question: to be
answered was, under which of three conditions will a package programme
used for team training, bring about change? Three alternative |
suggestions were made: |
(1) when there is a direct association between supportiveness
‘and change (IV.1.2.1)
(2) when there is a conditional association between supportiveness -
and change (IV.1.2.2)
(3) when there is an inverse association between supportiveness
and change (IV.1.2.3)
Supportiveness could be defined in two ways:
(1) where there is a climate of social support - operationalised
as perceived high developmental climate(s)
(2) where there is compatibility between the aims of the programme
and the values of the organisation - operationalised as 'having

the same information-processing aims¢ in terms of Figure VII.3.
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We did not find the literature of much help in determining
which of the hypotheses was the most likely. Chapters Five énd
Seven therefore describe our attempts to construct a conceptual
framework within which change hypotheses can be embedded. bThe
result was Figurés VII.2 and VII.3

The redefinition of supportiveness as compatibility with
the‘information_processing chafacteristics implies that if per-
ceptions of the envim nment change, or information processing
aims change;_training which is congruent with the new perceptions
or processing aims would be supported.

| For ex;mple, part of an organisation which is moving‘?nto the
rigﬁt hand centre area of Figure VII.2 or Figure X.4 would be
hyp;thesised to offer the most favourable conditions for analytical
skills training, and one which is moving intolthe top right hand
area of these two figures would be hypothesised to offer the most
favourable conditions for social skills training (as defined in
1X.1). |

From this perspective it can be seen that the original three
hypotheses, of direct association, conditional association, or
inverse association, need not necessarily be regarded as alternatives.
The direct association will apply for the situation that one is moving
towards; the inverse association will apply for the situation that
is being left behind, and the conditional association will refer to
the extent of the gap between the situation that is being entered

and the situation that is being left behind.

4.5 The place of the training programmes in the conceptual framework

Initially we thought of the package programmes as a resource to

help whole teams of managers to make changes in their strategic
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activity (as we definéd this in V.1,1.1). Our conclusions in X.1
are that training of the package type is employed piecemeal to con-
serve conditions rather than to change them. People are sent from
all over the place to all sorts of courses largely because they or
their boss think the course will fit in with the objectives they
already have., My impression was that ;improvement' meant doing
what we do now, but doing it better. There was no sense of a

change to new ways being anticipated. The kinds of behaviour

defined in V.1.1.1 are those which are most compatible with the
bureaucratic ethos. None of the p#ckaée programmes really dealt
effectively with the types of information processing shown on the
left hand side of Figures VII.2 and X.4,. The creative and diplo-
matic behaviours shown in Figure V.3 have not -been studied at all
in this research. They too tend to be taught at the level of
techniques. We would hazard a guess that domain selection and
coping with protest are critical managerial areas for which longer
periods of university education ought to be preparing people, not
at the techniques level but at the level of understanding, and
this brings us back, full circle, to phenomena for which there

is no adequate theory.

5. CONCLUSIONS FOR THE PRACTITIONER

5.1 Uses of the conceptual framework

The conceptual framework in Figure VII.2 is a descriptive not
a predictive framework. Nevertheless, we feel that, when manage-

ment skills are being considered, it might be helpful for a trainer

to ascertain:
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(1) is the client aéking for ways in which he can apply known
techniques for reducing error?
(2) is he asking for ways in whiéh he can generate novel perspect-
jves which call accepted practices and policies in question?
(3) 1is he asking for ways of developing trust and openness in
readiness for attitude change? or'
(4) 1is he asking for ways of outmanoeuvering opponents so as to
safeguard values he holds dear?

Secondly he can ask whether, from what he knows of the
administrative structure, resources; aﬂd climate of the part of
the organisation concerned, the client is anticipating develop~
ments. In this case the training may initially derive inverse
supﬁort, subsequently conditional support, and ultimately direct
support (see X.4.4 above).

The trainer who is really concerned to be a change agent, rather
than a pillar of the establishment, can of course go farther. He
need not wait for clients but may plant ideas strategicglly so that
the requests he desires begin to flow in. If he seeks the change-
agent role hg is seeking some redistribution of power, and he has
to be clear about his motives. One trainer we know has used
training to soften up senior management in order to obtain con=-
cessions for middle management. We have not come across instances
of supervisory training being used to'win concessions for the shop
floor though there have been experiments in giving more responsibility
to workers,

This conception of organisation is essentially pluralistic.
Training is just one of many intersecting suborganisations or

systems. The environment referred to may be internal or external.
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For Hora, Ginger and Kab, shown on the left in Figure X.3, it was
the environment reported by junior to middle management. For them
there was low structuring of activities, low external regulation,
and low stimulation, and they had very limited environmental
perspectives. The perceived certainty they were moving away
from was the certainty that they were losing ground to an'overseas
competitor and that their prices could not be reduced to compete
because overheads were too high. In effect, they were struggling
to generate new options, and these options themselves appeared to
be fraught with dangers. In Rome and Rome's(1971) terms they were
also struggling to regain operational and administrative control.
The climate was interpersonally aggressive, but the trainer's
i deal was harmony, and he was seeking to promote it through attitude
change. The direction of movement shown in Figure VII2would suggest
that, for his particular clients, a conflict strategy11 would have
been more appropriate. Also the directorate were deficient in
domain selection, whereas at least two general managers.appeared
competent to undertake this function, had they been empowered to
do so. The trainer had access to clients at lower and middle levels
only. What then should his strategy have been?  Should he have
allied himsélf with the two general managers by dropping much of
his 'human relations' orientation and concentrating on budgetary
control, production programming, and the like? (Such intensive,
certainty-producing techniques were, the general managers believed,
required at lower levels, although the senior management requirement
was for greater extensiveness,) The trainer, personally, was at the

crisis point in Figure VII.2, but, in the event, the choice was made

for him.
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Trainers in the other firms were much more favourably placed.
Lewis (1972) found that managers who had started their careers as
operators, who had had little contact with training, and who were
in smaller firms showed less readiness to accept responsibility
for training than did managers who had not risen from the shop
floor, who had experience of training, and who came from big firms.
The managers in the big bureaucracies were all in the latter
category. The package programmes were certainty-oriented, and,
in terms of Figure VII.2 this would fit very well with the
information processing aims of theseé groups. The reason why
the differences between trained and untrained groups were small
was partly due, we believe, to all the other influences acting
upon the 'untrained' groups to push them in the same direction
as the trained ones. (All the points made in X.2 above are also

relevant, of course.)

5.2 'Managing better' in the light of the conceptual framework

Figure VII.2 gives one instance each of: open social behaviour,
creative behaviour, diplomatic social behaviour and analytical
behaviour. The research produced a slightly longer list,

According g; trainers, a good manager:

(1) uses a fact-finding sequence when trouble shooting;

(2) keeps to the point in meetings;

(3) measures performance;

(4) discloses full information at briefing sessions;

(5) encourages frankness in performance reviews; and

(6) makes time for subordinates to have their say regarding

personal problems.
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Since all these behaviours would occur on the right hand side of
Figure VII.2, we should also, aé a corrective, give examﬁles from
the left hand side. We take these from Wrapp (1968) who says,
'Good managers don't make policy decisions'. He explains by
saying that the good manager ‘:
(7) keeps open many lines of information;
(é) devotes attention to few issues;
(9) knows political areas where he can move quickly and where he

must tread warily;
(10) shies away from precise objectives.because they may not be
relevant for any reasonable period into the future (the public
and stockholders must perceive the organisation as having a
. clear sense of direction but the top man has to allow scope
for manauvre);
(11) communicates via consistency in operating decisions not by
overdefined policy statements; and
(12) discerns opportunities and relationships in the stream of
operating decisions that flow past.

If the managers in the firm described in Chapter One had
received training in how to do all these things, in addition to
technical and functional training, they would surely have 'managed
better'. This would have been especially likely if all of them
had béen so trained, because the manager's work is highly inter-
active. Rackham et al. (1971) asked over 100 middle and junior
managers, 'How much of your job effectiveness is determined
exclusively by your own actions and how much is determined by your
interactions with other people?' The consensus was that between
85 and 90 per cent of their effectiveness depended on their inter-

action with others. Hence the title of this thesis - 'Teamwork
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in Management'. It kan be seen from the lower portion.of Figure
VII.2 however that teamwork does not imply harmony or unity, but
interdependence.

Would the shop floor have benefited if the managers in the
carpet firm had learnt all these skills? This would have depended
on the managers' 'domain selection' in ﬁcWhinney's terms. C Day
Lewis's Committee illustrates this process. We shall give him

the last word.12

'So the committee met again,

Nailed themselves to the never much altered agenda,
Making their points as to the manner born,
Hammering them home with the skill of long practice,

These men and women are certainly representative
" Of every interest concerned. For example, A wears
Integrity like a sheriff's badge, while B
Can grind an axe on any side of a question:
C happens to have the facts, D a vocation
For interpreting facts to the greater glory of Dogma:
E is pompously charming, diffidently earnest,
F is the acid-drop, the self-patented catalyst,

The chairman's a prince of procedure, in temporizing
Power a Proteus, and adept in seeming to follow

Where actually he leads - as indeed he must be,

Or the pack would have torn him to pieces a long time ago.

Yet all, in a curious way, are public spirited,

Groping with their ad hoc decisions to find ‘
The missing, presumed omnipotent, directive .,,.,

And I regret another afternoon wasted,

And wearily think there is something to be said

For the methods of the dictatorships - I who shall waste

Even the last drops of twilight in self-pity

That I should have to be the chairman, secretary ‘
And all the committee, all the one-man committee,'

FINTIS
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FOOTNOTES

1.

Johnson (1972) has 100 pages devoted entirely to the question
of the relationship between stimuli and judgment, and the
relationship between the process of judging and the way in
which judgments are expressed,

For an account of discrimination against women see Hanna
(1973). I do not, however, see much hope for 'women's

1lib' unless the disadvantages of men are also considered.

The facilities of large, coeducational, comprehensive schools
should make it easier for girls to learn metal work and boys
to learn domestic science if they wish to. Then more women
might find openings in engineering, and more men might enter
some traditionally feminine preserves such as nursery nursing.
As to women in the upper ranks of management, we may have to
wait another generation before they arrive in substantial
numbers. Industry, as at present organised, requires a long
term career dedication that few women can give. Sixteen
years before forty is different from sixteen years to retire-
ment. When such dedication is no longer expected of men,
either, then women will be able to co-operate with men on
more equal terms.

Father's social class is excluded from the matrix in Figure X.2.
The ranking was often arbitrary, owing to lack of full information,
as explained in V.3.2.4, We did not feel justified in exempting
it from the general principle that, at the final stage, for a
product moment correlation, we should use only continuous vari-
ables., We did, however, use social class in an earlier trial

run with a statistical 'survey package' programme on our first

55 respondents, and it is from this that the correlation reported
was obtained. We do not have sufficient data about the occupa-
tions held by our managers' mothers prior to the date when the
managers were born to include mother's occupation in the analysis,
but there were several teachers, nurses, shop assistants, factory
workers and housemaids among them. It would have been interesting
had we been able to support the mother's role in promoting the
son's upward mobility where upward mobility has occurred.

The 'support' factor also has a loading from 'altruism'.
Interpersonal non-aggression means that people do not:

try to manipulate others for their own advantage;
always try to win arguments;

brood and act moodily;

walk around with a chip on their shoulder;

get blamed even when not involved when things go wrong;
indulge in lots of little quarrels;

get into heated arguments and not be friendly next day;
have personal rivalries,

In Appendix IX.3 the mean score for non-aggression as an ideal

was shown as 7.5 with a standard deviation of 0.9, This means
that the ideal aggression score was almost zero (0.5).
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Sperlich (1971) argues that 'tension-reduction and
conflict-resolution perspectives are prominent and
influential in many areas of traditional psychology
..... Cross pressure theory and consistency theory,
functionalism and systems analysis, in very basic
ways are expressions of the same fundamental concep-
tual construct. The two most distinguishing features
of this master construct are its commitment to an
equilibrium dynamic and its negative valuation of
conflict', In our own conceptual framework crisis
and conflict are regarded as integral and positive
parts of information processing.

Copyright is untraceable, but the words have been published
by Lee Abbey, Lynton, Devon, under the title '23rd Psalm
for Busy People'.

Prometheus, in Greek legend, taught man the use of fire

and instructed him in many areas of knowledge. The

word itself means forethought.

McWhinney is using the word strategy in the sense of action
thought out well in advance on the basis of expert risk
calculations, as opposed to tactics which involve much

more contemporaneous manoeuvering to cope with changes as
they arise.

Accounts of this type of management are given in a working
paper on 'The Absorption of Protest' by Ruth Leeds in Cooper
et al. (1964). There are also two interesting chapters in
Thomas and Bennis (eds) (1972). Chapter 4 is about the
inter-organisational management of uncertainty and is by
Shirley Terreberry, and Chapter 18 by R Walton deals with
the nced to be able to use both conflict and co-operation

as part of the same strategy, which is McWhinney's point
here. It is therefore worth listing the dilemmas:

(1) overstatement of objectives versus de-emphasising
differences;

(2) emphasis on power to coerce versus trust;
(3) information ambiguity versus openness;
(4) threat versus conciliation;

(5) hostility management through impact versus through
catharsis;

(6) coalition versus inclusion.

Walton holds that one can switch in sequence from conflict
to co-operation and back again, or have some units cmploy~
ing one strategy and others the opposite at the same time.
This would fit our conceptual scheme.
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Theories of dynamic adaptation levels and of optimum
stimulation would be consistent with our approach, for
example the work of McClelland et al. (1953). A number

of these theories are reviewed in Sperlich (1971). We

have already shown parallels between the information
processing variables we selected (time-span, intensity/
extensiveness and indispensibility) and the work of Ramstrom
(1967). See VII.2. We have also mentioned in Footnote 3
of Chapter Seven an affinity with Galbraith's (1969) views,
and Cohen (1969) uses similar categories in his experiment
with the task-tuned organisation of groups. Cohen says
(p.39) 'By decentralisation, the sensing function, and thus
recruitment of information, is strengthened at the cost of
the control function ..... and by centralisation the reverse
applies.' This is illustrated in our Figure VII.2. Yet
another area of work is that from cognitive psychology. A
recent article by Zimring(1971) asserts that cognitive
simplicity is not to be equated with a failure to recognise
differences. One can, of course, simplify by ignoring
distinctions, by stereotyping, and so on. One can also
simplify by synthesising, integrating, or combining. Zimring
presents evidence that complex thinking and simple thinking
are disparate processes, What McWhinney calls the manage-
ment of certainty is by no means simple. At some point,
our developing knowledge of mental processes must be linked
with work on what Wilensky (1967) calls organisational
intelligence. We have tried to take one small step in this
direction.

Certain forms of technology have made it easier to introduce
'autonomous work groups' and similar innovations, See for
example, Taylor (1971), and Herbst (1959).

C Brooklyn Derr (1972) says, managers 'should receive special
training to prepare them for the conflicts they will probably
face, They need to receive training in how to cope with
each of the problematic areas of organisational conflict:

the intra-personal, the inter-personal, the organisational,
the inter-organisational, and the revolutionary'. He then
gives examples of training for each of these five areas.

This poem is called 'The Committee', C Day Lewis, Collected Poems
1929-1933, published in 1935,

Y M N
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