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ABSTRACT

THE PERCEPTION OF EXTERNAL INFLUENCES

BY MEMBERS OF AN ORGANIZATION

By

Lawrence Joseph Rhoades

The problem under investigation in this study was the

perception of external influence by members of a social

system. The specific goals of the investigation were (1)

to determine the amount of influence two external sources

were perceived to exert on the organization and (2) to

isolate some variables which were related to the perception

of that influence.

The actual and ideal influence of customers and local

union officials were measured. .Actual influence is the

amount of influence the source does exert. Ideal influence

is the amount of influence the source should exert. .Actual

influence was measured on the departmental and work group

levels. Ideal influence was measured only on the depart-

mental level.

The data for this secondary analysis were collected

through self-administered questionnaires from workers in

a district plant department of a telephone company. The

180 workers in the department were organized into 21 work

groups. The group mean was used to compute mean rankings

to determine the amount of influence exerted by the

sources, and Kendall rank correlations were used to deter-

mine the degree of association between the variables.
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Customers were perceived to exert more influence on

the departmental and work group levels than local union

officials. In addition, workers wanted customers to exert

more influence on the departmental level than local union

officials although the workers did reduce the gap between

them.

.Although customer and local union official influence

are related to the same groups of variables the degree of

relationship differs. Customer influence appears more

highly related to the formal structure of the organization

while local union official influence appears more highly

related to the informal structure of the organization.

The number and strength of the correlations relate customer

influence more strongly to downward influence, upward

influence, and external influence while local union offi-

cial influence relates more strongly to external influence,

intra-individual phenomena, work group characteristics and

superior-subordinate relationships.

The influence of customers and local union officials

negatively correlate with variables which appear to measure

a bid for functional autonomy by the front-line of the

organization and positively correlate with variables which

reduce the functional autonomy of the front-line of the

organization.

General statements are offered in regards to external

sources of influence which call attention to the functional

autonomy of the organization and its subparts, the dominance
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of internal sources of control, the base of support the

external source has in the organization, the point of entry

into the organization, and the interdependence of external

sources. Some suggestions are made for future research.
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CHAPTER I

INTRODUCTION

The Problem

External control of organizations is a highly salient

issue in American society today. .Adyocates of several

mass movements--consumer, environment, anti-war, women's

liberation, civil rights--are attempting to exert influence

on those organizations which are central to their concerns.

Their attempts at exerting influence have met with a

limited amount of success, leading many of the advocates

to conclude that organizations cannot be influenced

through legitimate means. The inability to influence

organizations effectively further lends credence to what

McKee calls the "mystique of bureaucracy"; the belief that

the vast and complex social machinery of modern life has

gone beyond humanly controllable dimensions.l weber,

however, has stated that the role played by organizations

is dependent on the external forces Operating upon it

within a specific social structure.2 And, as he put it

". . . the (bureaucratic mechanism)--in contrast to feudal

orders based on personal piety--is easily made to function

for anybody who knows how to gain control of it."3 The
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problem, then, appears to be not whether organizations can

or cannot be controlled by external forces, but why are

some external forces more able to control them than others.

Many external forces which exert influence on organi-

zations represent what Blau and Scott have called

"publics."4 Organizations are in contact with many

publics, including customers, unions, a multitude of

suppliers, and government agencies. These publics repre-

sent what has been called "constraints" and "contingencies"

for organizations.5 Constraints are unvarying conditions

to which an organization must adapt for some meaningful

period of time. Contingencies, on the other hand, may

or may not vary, but they are not subject to arbitrary

control by the organization. Nevertheless, organizational

researchers have largely failed to include publics in their

studies. Blau and Scott have labelled this failure a

"serious shortcoming of most organizational research."6

One of the major reasons for the lack of interest in

the relationship that exists between organizations and

their publics has been the adOption by organizational

researchers of the closed-system approach to the study of

organizations.7 This approach requires a severe limita-

tion on the number of variables considered in an investi-

gation, in order that, a determinant system be established

which allows control over and reliable prediction of all

the variables in the system and the relationships existing
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among them. Consequently, researchers employing the closed-

system approach have focused their attention on the struc-

ture of the internal system of the organization while

largely taking the structure of the external system of the

organization as a given. The closed-system strategy per-

meates three major schools of thought on organizations:

scientific management, administrative management and

bureaucracy. In more recent times, organization researchers

have indicated a greater interest in external influences

on organizations through such concepts as organizations set

9 and task environment;10or web of organizations,8 domain,

through the use of an open-system approach which allows

more variables to be included in the analysis;11 and through

12 Thisa greater interest in inter-organizational studies.

investigation is a further manifestation of that trend.

The problem, then, is the relationships which exist

between organizations and their publics. .As the preceding

paragraphs amply demonstrate, the problem has practical

and theoretical importance. However, the problem, as

stated, is enormous and it may be attacked from numerous

directions. Because of the limitations on this researcher's

current resources--time, money, talent--this study is

restricted to a small aspect of the problem which offers

some h0pe of making a modest contribution to the existing

knowledge in the area.

Therefore, this study is limited to the following

general theoretical problem: the perception of external
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influence by members of a social system. The study deals

with the perception of influence for two reasons: (1) Advo-

cates of the phenomenological approach to the study of

social reality have advanced a persuasive argument which

asserts that human behavior is influenced as much or more

by perceived or experienced reality as it is by objective

reality. (2) The original study which furnished the data

for this analysis does not contain objective measures of

influence. In addition, two types of influence--actual and

idea1--are analyzed. .Actual influence is the amount of

influence the source is perceived to exert. Ideal influ-

ence is the amount of influence the source should exert.

.Actual influence is measured on two organizational levels:

'WOIk group and department. Ideal influence is measured

only on the departmental level. Finally, the study is

limited to a single department in a single organization and

to two publics--customers and local union officials.

More concretely, the study is concerned with the

amount of actual and ideal influence customers and local

union officials are perceived to exert on the Operations

of a plant department of a telephone company located in a

suburb of a metr0politan center by members of the plant

department. The study attempts to answer the following

questions: How much influence do customers exert on the

department or work group? How much influence do local

union officials exert on the department or work group?
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Who has more influence--customers or local union officials--

on what organizational levels--department or work group?

What are the factors which affect the perception of influ-

ence exerted by customers and/or local union officials on

the departmental and/or work group levels? .Are all factors

pertinent to all sources of influence or are some factors

pertinent only to some sources of influence? .Are the

factors which affect the perception of influence the same

on all organizational levels? The major undertakings of

the study, then, are the determination of the amount of

influence customers and local union officials are perceived

to exert on the department and work groups and the produc-

tion of an inventory of independent variables which affect

the perception of that influence.

Review of Literature

Two general orientations guide this review of litera-

ture: the structuralist approach to the study of organi-

zations and the field-theoretical approach to the study of

human behavior. Consequently, this review of literature

reflects the interdisciplinary nature of organizational

research; for it cuts across the disciplines of sociology,

social psychology and psychology.

The structuralist approach to the study of organiza-

tions is an attempt at synthesizing and expanding the two

predominant approaches in the field: scientific management

and human relations.13 Scientific management views
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organizations as planned structures striving for efficiency

through rationality. It places its emphasis on economic

rewards as a motivating force and the formal structure of

the organization as its most important aspect. The formal

structure of an organization is composed of those parts of

the organization which have been consciously planned and

constructed to produce desired results. Scientific manage-

ment pays particular attention to the division of labor and

the hierarchy of authority. Human relations, on the other

hand, views organizations as emotional-laden, spontaneously

created structures striving for efficiency through the

creation of happy members. It places emphasis on social

rewards as a motivating force and the informal structure

of the organization as its most important aspect. The

informal structure is not consciously planned, but naturally

evolves from the interaction of the members. Human rela-

tions pays particular attention to friendship and social

groupings among workers, informal leadership, communication

between ranks, participation in decision-making, and demo-

cratic leadership. Both approaches have three shortcomings:

(1) their studies are limited to the lower ranks of organi-

zations; (2) their studies do not consider environmental

influences; and (3) their studies are limited to work

organizations. The structuralist approach has synthesized

and expanded organizational analysis to include: (1) the

formal and the informal aspects of an organization and
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their articulation; (2) the sc0pe of informal groups and

the relations between such groups inside and outside the

organization; (3) the lower and the higher ranks in the

organization; (4) the social and the material rewards

available to organizations and their effects on each other;

(5) the interaction between the organization and its

environment; and (6) non-work as well as work organizations.

Field theory is the most general theoretical orienta-

tion employed to analyze human behavior in this study.

According to Lewin the basic statements of field theory

are that (a) behavior must be derived from a totality of

coexisting facts, and (b) these coexisting facts have the

character of a "dynamic field" in that the state of any

part of the field depends on every other part of the field.14

In short, the explanation of human behavior requires the

investigator to consider the total situation composed of

interdependent parts. Shepherd has cited five basic assump-

tions underlying the theory: (1) the phenomena to be

studied are what the individual perceives in his environ-

ment; this assumption leads to the concept of the psycho-

logical field or life space of the individual; (2) that a

person occupies a position in this life space which is

related (near or far) to the objects of which it is com-

posed; (3) that a person is oriented toward goals, which

ordinarily involve a change in the relative positions of

the individual and the objects in the life space; (4) that
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the individual behaves in certain ways to achieve these

goals, or locomotes; and (5) that in the process of loco-

motion toward goals the individual may encounter barriers

which have to be surmounted or circumvented, or which

result in a change in goals or in life space or both.15

One of the major problems facing this review of

literature is the specification of the concept of life

space. To some extent this problem has been solved

through the use of the field theory approach on the group

level of analysis. This application of field theory on

the group level has come to be known as "group dynamics."

The extension to the group level, however, has required

the addition of several concepts to the field theory frame-

work: norms, referring to the rules governing the behavior

of group members; roles, especially leadership, referring

to the relative status and prestige of members and to their

rights and obligations as group members; power and influ-

ence, referring to the kind and amount of control members

have over each other; cohesion, referring to the degree of

attachment members have for the group; valence, indicating

the potency of goals or of objects in the life space;

interaction, referring to the type and degree of communi-

cation between members; and consensus, indicating the

degree of agreement regarding goals, norms, roles, and

other aspects of the group.16



Phenomenological Position

The use of perceptual data is justified by the

phenomenological position taken in the field theory

approach and in the empirical data gathered by organiza—

tional researchers. The phenomenological position asserts

that the phenomena to which the investigator should direct

his attention are what the individual subjectively per-

ceives, not what the observer perceives as the objective

17 The phenomenological approach underlies thereality.

cognitive theories in social psychology, and these theories

have their intellectual roots in Gestalt psychology which

places heavy emphasis on processes of perception and

perceptual organization.

As their name indicates COgnitive theories emphasize

the process of cognition: the gaining of information and

understanding of the world. Consequently, these theories

argue that the analysis of human behavior requires an

explanation of the manner in which individuals organize

their experiences of their worlds into coherent interpre-

tations; for they assume the individual seeks "to order

his experience, to have it make sense, and to experience

the world as balanced, symmetrical, structured, and

organized."18 Conscious experience, then, is of paramount

importance to COgnitive theories.

External stimulus conditions are regarded as impor-

tant only as they are represented in experience or, stated



10

differently, as they are perceived by the individual. This

claim runs counter to the belief of many social scientists

that stimuli situations have objective existence and the

implicit assumption that a given stimulus is interpreted

or perceived in the same way by different individuals,

although they may respond differently to it. Lewin and

other cognitive theorists criticize this assumption

vigorously.lg They claim objective stimuli are always per-

ceived in a context of personal experiences and tendencies,

past and.present. This does not mean that objective prOp-

erties of stimuli situations are unimportant. What it does

mean is that objective prOperties never determine com-

pletely the observer's interpretation. As Lewin puts it,

the objective or physical environment, interpreted by the

individual makes up his "behavioral" or "psychological"

environment. .And it is this psycholOgical environment

with which investigators must deal to understand learning

or any other form of social behavior. Among the most

important elements in the phenomenal life space of an

individual are experience representations of other peOple,

and social and cultural institutions.20

Other social scientists, besides Lewin, who have

offered support for the phenomenological approach include

W; I. Thomas, Herbert Blumer, E. Wight Bakke, Joseph A.

Litterer, F. J. Roethlisberger and‘W. J. DicksOn, and Paul

R. Lawrence and.Jay W2 Lorsch. Thomas stated that "in
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human behavior it is not the objective situation that leads

to social action but the individual's perception and defi-

21
nition of the situation." Blumer made essentially the

same argument when he cited the need for including an

"interpretative process" between the stimulus condition

22
and the behavioral respOnse. Bakke suggests that some

of the most difficult problems in organizations stem "from

a lack of consistency in the experienced content for dif-

ferent groups of bonds assumed to be 'the same for every

23
one." He elaborated his position in the following

manner: 24

Not only is it clear from our observations that

the social system or bonds supposedly the same for

all participants is given varying content by experi-

ence, and that the system experienced by individuals

is the real and actual one affecting their behavior,

but that the system contains elements for some which

others have no Opportunity to experience at all.

Litterer has stated that "perceptions are of extreme

importance to understanding organizational behavior, for

peOple act on the basis of what they think they see or

"25 Roethlisberger and Dickson, in the classicunderstand.

Hawthorne studies, found that although the workers' beliefs

had little objective basis, they influenced, if not deter-

mined, the level of production in the factory.26 Finally,

Lawrence and.Lorsch, in a study of environmental influences

on organizations, stated that "influence is essentially a

matter of perceptions that arise from transactions among

peOple. If these transactions are heavily constricted and
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limited, the peOple in toto will see themselves as having

very little influence on decisions, and we can accurately

say that the system has a comparatively limited total

27 In addition, all organizationalamount of influence."

studies employing research techniques requiring self-reports

end up using perceptual data. Two prominent techniques

employing self-reports are survey and interviews.

Internal-external Dichotomy

The structuralist approach to the study of organiza-

tions and the field-theoretical approach to the study of

human behavior exhibit the internal-external dichotomy

which appears in the works of several social scientists,

including Homans, Loomis and Parsons.

.According to Homans, a total social system is composed

28
of an external and an internal system. The two sub-

systems are distinguished from each other in the following

manner:

we shall not go far wrong if, for the moment,

we think of the external system as group behavior

that enables the group to survive in its environment

and think of the internal system as group behavior

that is an expression of the sentiments towards one

another developed by members of the group in the

course of their life together.2

In addition, the internal and external systems are

partially interdependent and partially independent:

Thus the external system first gives us a set

of initial conditions from which our exposition can

take its departure and then takes account of the

fact that the adaptation of the group to its
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environment, while leaving us free later to show how

this adaptation is also in part determined by the

internal develOpment of the group.3

Loomis recognizes the internal-external dichotomy in

two of the master processes outlined in his PAS Model:

boundary maintenance and systemic linkage. Boundary main-

tenance corresponds to the internal system for it "pre-

serves the solidarity, identity and interaction patterns

31
within the system." Systemic linkage contains the same

notion as the external system; for it is concerned with

the relations between "members of at least two systems."32

Finally, Parsons believes that the action generated within

any social system is in part directed toward its external

situation and in part toward its internal situation.33 He

employs the internal-external dichotomy in discussing the

functional prerequisites for a social system: the adaptive

and goal attainment functions are primarily concerned with

the external system while the pattern maintenance-tension

management function as well as the integrative function are

primarily concerned with the internal system.

This internal-external dichotomy is a useful framework

for attacking the problem under investigation; for customers

and local union officials are parts of the external system

of the organization while the internal system of the organi-

zation represents the most relevant external system for the

individual. Our data do not allow us to consider the

internal system of the individual in any detail.
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External System 9: Organization

Several organizational theorists have called attention

to the influence of the external system on organizations.

Blau and Scott used the concept of organizational sets or

web of organizations to call attention to "the various

other organizations to which any one organization is

related."34 Dill used the concept of task environment to

explicitly name some of the elements of the environment

which have a bearing on goal setting and goal attainment.35

Among the elements are (1) customers (both distributors and

users); (2) suppliers of materials, labor, capital, equip-

ment, and work space; (3) competitors for both markets and

resources; and (4) regulatory groups, including governmental

agencies, unions and interfirm associations. Levine and

White used the concept of domain to indicate the "claims

which an organization stakes out for itself in terms of

(l) diseases (products) covered, (2) pOpulations served,

d."36and (3) services rendere Finally, Thompson rec0gnized

the importance of the external system when he called atten-

tion to boundary-spanning units:37

Because organizations are always embedded in

larger systems of action, some parts of the organi-

zation must be interdependent with organizations

not subordinated to the organization, hence not

subject to authoritative specification or permis-

sible action. The crucial problem for boundary-

spanning units of an organization, therefore is

not coordination (of variables under control) but

adjustment to constraints and contingencies not

controlled by the organization--to what the econo-

mist calls exogenous variables.
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Type 9: Organization

Up to this point the discussion has been about organi-

zations in general. Now, it is necessary to discuss the

particular type of organization under investigation because

its unique characteristics have a definite bearing on the

organization's relationship with its external system.

The data on which this study is based were gathered

in the plant department of a local branch of the Michigan

Bell Telephone Company. This fact is important for two

reasons: First, as a regional corporate unit in one of

the nation's largest vertical and horizontal combinations

of companies, Michigan Bell certainly represents the type

of organization to which the "mystique of bureaucracy"

refers. In addition, the organization of the company

faithfully follows the criteria laid down by Wéber in his

model of bureaucracy.38 Second, as a public utility

Michigan Bell is a government franchised monOpoly that has

explicit legal responsibilities for providing service to

the public. However, its monOpoly position in the area of

instantaneous voice communication somewhat removes it from

the market economy, and consequently, from control through

consumption by customers. Since both of these character-

istics have an important bearing on the organization's

susceptibility to environmental influences, a brief descrip-

tion of the Bell System and the characteristics of a public

utility will be presented in this section.
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The Bell System is composed of American Telephone &

Telegraph Company, a holding-Operating company; 23 sub-

sidiary or affiliated Operating companies providing tele-

phone service to the public; the Bell Telephone Labora-

tories, Inc., a research and develOpment subsidiary;

western Electric Company, Inc., a manufacturing and pur-

chasing subsidiary; and several miscellaneous subsidiaries

holding real estate.39 Michigan Bell is one of the 23

associated companies and a wholly-owned subsidiary of

American Telephone & Telegraph.

Troxel outlines the connection between subsidiary

companies and.AT&T in the following manner: "In addition

to providing long-distance connections, AT&T agrees to

provide the following services to its associated companies:

(1) advice and assistance in general engineering, plant,

traffic, Operating, commercial, accounting, patent, legal,

administrative, and other matters; (2) advice and assist-

ance in any required financing; (3) c00peration in employee

relations; and (4) maintenance of needed technical

specialists and information to assure the smooth running

of the business."40

Michigan Bell is the dominant telephone firm in

Michigan. The other major company in the state is the

General Telephone Company. Michigan Bell Operates primarily

in urban areas; General Telephone is primarily in rural or

small town areas. The companies are not in direct competi-

tive relations:
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Thus, each of these two firms represents the

classic public utility case of a single-firm

monOpoly, and apparently has no plans to be any-

thing else. Each of them is an enfranchised

monOpolist, unchallenged by other firms in its

established markets. Each is free to grow, innovate

and request higher prices and.more revenue from the

Michigan (Public Service) Commission, unfearful of

territorial invasions by the other one.

Each local branch of Michigan Bell is divided into

four departments: (1) traffic, which completes telephone

calls; (2) commercial, which arranges for service to sub-

scribers; (3) accounting, which keeps the books and records;

and (4) plant, which is reSponsible for the engineering and

construction of the outside plant, the installation and

connection of telephones, and maintenance of the entire

plant including motor vehicles, tools and special equip-

ment.42

.As a public utility Michigan Bell is part of a general

class of businesses which are designated.by our laws and

courts as "business affected with a public interest."43

The most common public utilities are electricity, natural

and manufactured gas, water, telephone and telegraph com-

munication, and urban mass transportation. The public

utility industry was second only to manufacturing in size

in the.American economy in 1960 as it had total assets of

$89.9 billion.

Public utilities are distinguished from stock companies

by the following characteristics: They Operate under

government franchise which provides them with an exclusive
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right to serve a specific service area free of competition

from another seller of the same service. They provide a

service which is indispensable to modern living. Their

prices and profits are regulated by public commissions on

the state and federal levels in an attempt to achieve the

results of competition in the form of reasonable rates,

reasonable profits and adequate service to customers.

Public utilities are legally required to serve every finan-

cially responsible customer in their service areas at

reasonable rates and without unjust discrimination. They

must not enter a new market, supply a new service, or

abandon an existing market without the consent of public

authority. They must exercise care to protect the safety

of the public. Finally, they are granted the power of

eminent domain by law.44

Influence 2; Customers and Union Officials

This review of literature may be viewed as an attempt

to establish objective reality in terms of the amount of

influence customers and union officials exert upon organi-

zations. Before proceeding with that task, however, it

appears necessary, at least, to indicate what is meant by

the term "influence."

The concept of influence, as used in this study, has

a very broad meaning. It is defined as "any process in

which a person or group of persons or organization of

persons determines, that is, intentionally affects, the
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45 Thisbehavior of another person, group or organization."

definition largely ignores the terminological disputes in

the literature which attempt to distinguish influence from

such concepts as power, coercion, persuasion, control and

46 In effect, the use of influence in this studyauthority.

allows any and all of these concepts to be included under

its global nature. The major justification for this defini-

tion is the assumption that the subjects of the study most

likely do not make the fine distinctions that the analyst

feels should be made.

Influence of Customers

' The unique relationship between a customer and.a public

utility has definite repercussions for the customer's

ability to influence the producer.47 The public utility

is a natural monOpoly which supplies a particular product

or service which is a necessity and for which there is no

ready substitute. The producer cannot attract customers

beyond a precisely defined area, and the customer cannot

patronize anyone else. The seller goes to the buyer, and

frequently, installs facilities on the buyer's prOperty.

These facilities are physically connected with those of the

producer, thereby, depriving the customer of any choice

between producers of the service. Consequently, even if

more than one firm Operated in the area, the consumer most

likely would not be connected to more than one of them at

the same time.
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Nevertheless, the customer has several resources avail-

able to him which he can use to exert influence: economic,

political, legal, ideological and social. Classical eco-

nomic theory claims customers hold the survival of organi-

zations in their hands because of the control their pur-

chasing power exerts over the production and distribution

of goods and services.48 The maxim suggested by the theory

seems to be: Conform to customer demands or perish.

Etzioni questions this conception of the economic power

49 He believes the connection between con-of customers.

sumption and control which previously was embodied in the

role of customer has been broken; the customer has retained

his consumption function, but has largely relinquished his

control function. Etzioni argues that two major processes

are responsible for the separation of consumption and con-

trol: (1) the separation of consumption from direct

financing and (2) the develOpment of private and public

monOpolies. He further points out that customers are only

one source of pressure, and certainly, they are not the

most organized or the most powerful when compared to

government agencies, trade unions, shareholders and finan-

ciers. Canes, comparing state-owned telephone companies

in England with commercially Operated telephone companies

in this country, concluded that commercial redress is the

best weapon the American consumer has because the telephone
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companies are willing to meet his demands in order to

insure a steady stream of profit.50

However, when the methods available to the customer

for exercising his economic resource are considered, it

appears that Etzioni is more correct than Canes. For the

most part customers are what Blau and Scott call "unorgan-

ized publics"; an aggregate of peOple unrelated to one

another and who have only intermittent contact with an

institution.51 In addition, Etzioni asserts most customers

"have only a segmentary, limited interest in most products

and are unwilling to devote energy, time, and money to the

52 Finally, theaim of organizing a consumers' strike."

ultimate economic resource available to a customer of the

telephone company, cancellation of service, may be an

excellent example of Cartwright's discussion of the costs

of exerting influence outweighing the benefits derived

from that exertion of influence.53 There is no adequate

alternative to the telephone for instantaneous voice com-

munication.

Etzioni thinks political power is the significant power

in the hands of customers.54 By political power he means

the ability of the consumer to exert pressure on political

authorities to intervene in economic processes on his

behalf. The consumer's ability to influence political

authorities, however, will depend on his voting power and

his communication abilities. Canes also sees the possi-

bility of exerting political pressure through the public
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utility commissions.55 However, he does not think a single

complaint will be effective in obtaining commission action

because committee hearings take weeks and sometimes months

to conclude. In addition, a series of complaints would be

necessary before the standing of the company would be

impaired to the extent that future decisions on rates of

return and tariffs would be affected.

Canes calls attention to a legal resource when he

raises the possibility of court action against delinquent

companies.56 However, this course of action is Open to

relatively few customers because of the expense involved.

Etzioni cites an ideological resource when he calls

attention to the "idea of service" which plays an important

57
role in the telephone industry. The base of this resource

is the provisions for service cited in the charter the

telephone company receives from the government as a public

utility. Etzioni addresses himself to the idea of service

in the following manner:58

The idea of service to the consumer implies that

those who serve him will accept the idea, be rewarded

for behavior conforming to its standards, and be

deprived for deviating from it. It would be of much

interest to study if and how the service idea can be

institutionalized. we would suggest that some basic

features of administrative structures make this norm

difficult to reinforce.

The basic features Etzioni has in mind are the orienta-

tion of employees who are in contact with customers, the

reward system and the mobility system. He hypothesized

that many lower-level clerks and sales workers who are in
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contact with customers are organization-oriented and not

customer-oriented" He cited a study of retail grocery

workers which showed that only five per cent of the workers

classified customers as the most important aspect of their

job while 22 per cent mentioned "like associates"; another

22 per cent named supervision, and 29 per cent chose future

advancement.59

Thus it appears that co-workers and supervisors

with whom clerks and sales workers interact intimately

(as compared to the relatively impersonal contact

with customers) are often the 'significant others'

toward whom they are sensitized. This would be of

little consequence if promotion, supervisors' approval,

and co-workers' attitudes were geared to service ori-

entation toward customers. The degree to which this

is really so must still be explored, and the condi-

tions that support versus those that suppress a cus-

tomer orientation must be spelled out. It seems that

promotion and other supervisory sanctions depend

partly on other factors (e.g., obedience), while co-

workers' attitudes are more influenced by other values

such as friendliness and loyalty.60

Etzioni further asserts it is relatively unrewarding

in many organizations to be client-oriented and to transmit

clients' demands upward. He suggests it is personally

advantageous to stick to the organizational norm rather

than to bend the norm to meet the clients' demands. In

addition, he asserts that a reduction in client-orientation

is functional for upward-mobility because it prepares the

person for the less-client-oriented upper levels. Finally,

the idea of service appears to be related to the definition

of customer. He states the term, customer, suggests

"actors who have no moral commitment to their sources of

. 61
products or seIV1ces."
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Bakke and Etzioni suggest that customers have a social

resource, in that they can reward telephone employees

through expressions of personal approval.62 The customer's

ability to exercise this resource depends on the quality of

interaction, the frequency of contact, and the degree of

identification the employee has with the customer. In

addition, the customer must compete with other segments

of the organization which have several bases of power: per-

sonal approval, money and/or materials, physical comfort

facilities, freedom, enlargement of functions, tenure, per-

sonal advancement, stimulating work and c00peration.63

Etzioni sums up the relationship of customers to the

control structure of organizations in the following manner:64

For the purpose of studying the consumer's rela-

tion to control, the traditional organizational chart

has to be expanded in two directions: (a) the dif-

ferentiation of consumer publics and their various

contacts, lines of communication, and ways of exerting

pressure has to be incorporated on one end and (b) the

various 'political' organs which control public

administration and regulate some private economic

activities have to be brought into the frame on the

other end and the relationships between the consumer

and these political authorities has to be analyzed.

This review of literature on the influence of custo-

mers is more suggestive of pertinent variables than it is

of testable relationships. In fact, the conflict among the

hypotheses suggested by the literature makes it difficult

to predict the level of customer influence. For instance,

the hypotheses suggested by the discussions of legal

responsibility, the idea of service, and the possibilities
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for economic, political, legal and social pressure call for

some customer influence. On the other hand, the hypotheses

suggested by the discussion of the monOpoly position the

telephone company holds on instantaneous voice communica-

tion, the difficulties involved in bringing economic, poli-

tical and legal pressure to bear, plus the organization-

orientation of workers predict a low level of customer

influence.

Influence of Union Officials

This review of literature may also be viewed as an

attempt to establish objective reality in terms of the

influence of union officials on organizations.

.Almost without exception, every local union of Bell

System employees is an outgrowth of a company union.65

The company unions were started in 1919 and they were not

organized as separate entities until 1937. The dominant

union in the telephone industry, Communication WOrkers of

America, an affiliate of AFL—CIO, was not founded until

1949. In his history of the CWA, Barbash states unions

and collective bargaining "either as an idea or in action,

have historically not been an acceptable part of Bell

System's scheme of labor relations."66

In a summary statement based on twenty-five years of

research in organizations, including the telephone industry,

Bakke asserts the basic issue between unions and.management

is the conception of power in relative terms. He said,
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"Each appears to the other to be attempting to accumulate

or regain power and sovereignty for their own organizations

in ways that threatened the power and sovereignty of the

other."67

Gillmore came to the same conclusion in his study of

the labor economics in the telephone industry. He felt

Bell management's attitudes toward unions has crystallized

around the following points:68

(1) Union growth competes with management growth.

(2) Telephone unions are apparently here to stay.

(3) Union gains must be kept at a minimum each year

because one gain is merely a point of departure for

others. This attitude is summed up in the phrase

'hold-the-line.' (4) The weaker the unions, the

better; except that measures to weaken them must be

tempered with enough caution to prevent their demise,

when they might be followed by even stronger unions.

The concept of "dual allegiance" advanced by Purcell

is also relevant to this study. Dual allegiance "means

acceptance of the company as an institution (and therefore

acceptance of its existence and.primary objectives), and

acceptance of the union as an institution."69

Purcell found stewards had more dual allegiance than

the work force in general. He explained this finding by

saying stewards are more union-minded.but not much less

company-minded than the rank-and-file workers. His data,

collected in a meat packing plant, showed positive attitudes

toward the company being expressed by 88 percent of the

stewards and 91 percent of the workers while positive

attitudes toward the union were expressed by all stewards

and 79 per cent of the workers.
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Only a slight majority, 57 per cent, of the foremen

in the same plant had dual allegiance. Twenty-seven per

cent of the foremen were Opposed to the union as an insti-

tution. Purcell concluded that a sizeable minority of

supervisors did not hold dual allegiance, primarily because

they did not accept the union "as a necessary and important

component in the plant community."70

.A summary statement based on case studies of twenty

local unions in four northeastern communities by Sayles

and Strauss sheds additional light on the amount of influ-

ence workers want their unions to have:71

In summary, then 'working harmony' or 'indus-

trial peace' means that the union official accepts

increasing responsibility in areas at one time under

the sole control of management. In turn, the offi-

cial becomes charged by the members with additional

responsibility for working conditions .

Increasingly, members tend to vent upon the union

some of the feelings which would otherwise be

directed against management. Thus, wherever the

union is strongly organized, the worker perceives

his working conditions as to some extent being

determined by both the union and the company.

Bakke corroborates the above view to some extent; for

he has pointed out that union officials have almost as many

ways of rewarding and punishing employees as does manage-

ment.72 Two management prerogatives, not shared by union

officials, are the right to grant tenure and the ability

to provide stimulating work. .Among the rights management

shares with union officials are personal approval, money

and/or materials; physical comfort facilities; amount of

freedom; enlargement of functions and personal advancement.
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A study of a telephone company by Seidman and associ-

ates showed the strongest union sentiments were held.by

employees of the plant department whose members are pre-

dominantly male technicians.73 Some females were in the

department to handle clerical duties. Of the 375 workers

in the department, 296, almost four-fifths, were members

of the union. According to Seidman, most workers joined

the union, even though they held a very favorable view of

the telephone company, because they wanted protection

available should it become necessary; because of a back-

ground of union membership in their families; because they

became friendly toward the idea after joining the company;

and because they wanted to go along with the group.

Reasons given for not joining the union included an

unwillingness to pay dues, particularly since non-members

received the same benefits; prejudice against unions;

company orientation; fear of losing promotion Opportunities,

and a fear of being involved in strikes.

Seidman states the workers generally felt that the

union's achievements were substantial in such areas as

wages, working conditions, job security, and the Oppor-

tunity to settle complaints and individual problems. The

workers were sharply divided on the effect of the union

on their treatment by supervisors. The most prevalent

Opinion was that the union had no effect since the super-

visors had always treated them well. The union was



29

criticized for being, too, aggressive toward the company,

for asking for too much money, for calling strikes, and

for attacking the company too often and too bitterly in its

publications. Seidman concluded, "attitudes such as these,

which reflect middle-class values combined with a high

degree of identification with a paternalistic employer,

are seldom encountered among industrial employees."74

Barbash agrees that telephone workers consider themselves

middle class.75

Gillmore gives a somewhat different appraisal of the

influence and accomplishments of telephone unions:76

Even the cumulative effect of telephone unions

has not been very great. They have had little effect

on wages and fringe-benefits. Their greatest impact

has been upon job Opportunity control, where they

have strengthened the role of seniority in promotions,

movement up the wage progression schedules, selection

of hours of work and vacations, transfers, layoffs,

and rehiring. They have also gained a voice in

discharges and demotions. But a large prOportion

of employees are still working under contracts that

do not provide for arbitration of provisions relating

to control of job Opportunities. Furthermore, the

provisions covering seniority in layoffs and rehiring

have not yet been put to test. And.much of the union

impact has been via government bodies.

But we should not overlook the less tangible

nature of union impact. Unions must be dealt with,

not only in formal bargaining sessions but in the

day-to-day give and take of the grievance procedure.

They stand ready for at all times to challenge

management actions affecting employees, and in many

cases the issues involved can be carried outside

the realm of management decision to the arbitrators.

Such vigilance puts management, especially on the

bottom.level of supervision, on its good behavior,

and greatly insures against arbitrary treatment of

employees.
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Gillmore attributes the lack of bargaining power on

the part of telephone unions to the following conditions:

Telephone unions are unable to withhold all labor when they

strike; they cannot withhold labor long enough to cause

great employer loss compared with union cost; the degree of

automated equipment used in the telephone industry; the

union's inability to influence public Opinion to a great

degree; and the fact that unions have already improved the

employee-employer communication channel as much as they

ever will.77

Two factors contributing to the bargaining power of

unions are the general climate of Opinion on labor rela-

tions matters and the unions' abilities to harass manage-

ment at little cost to themselves.78

This review of literature on the influence of union

officials also is more suggestive of pertinent variables

than it is of testable relationships. Again, the conflict

among the hypotheses suggested by the literature makes it

difficult to predict the level of influence.

External System 9f Individual

The field-theoretical orientation certainly emphasizes

the importance of the external system for human behavior.

Although this orientation gives priority to the subjective

nature of the external system through the concept of life

space, it also recognized the importance of the objective

nature of the external system. Consequently, it behooves
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us to specify the subjective and objective aspects of the

external system which appear to be relevant. In order to

specify the subjective nature of the external system we

have turned to several middle range theories or perspec-

tives--self-concept, balance, social comparison, role,

reference individuals and groups. In order to specify the

objective nature of the external system we have turned to

organizational theory; for the most relevant aspect of the

objective environment for the subjects of this study is

the internal structure of the department.

The formalized theory of the self-concept directs our

attention to the external system of the individual because

it asserts the responses of others affects the concept the

individual has of himself. The self-concept, in turn,

affects the behavior of the individual including his per-

ception of the external system.79 The problem with the

above formulation is the global nature of the concept

"other." .An individual would find it impossible to respond

to all others. Consequently, he must select the particular

others to whom he will respond. It is at this point other

middle-range theories fit into the picture. First, the

two perspectives originating from cognitive theory-~balance

and social comparison. Simply put, balance theory states

that an individual finds cognitive imbalance painful, or,

at least, psychologically disturbing, and so, he will

attempt to maintain a balanced state among and.between his

cognitions and take steps to restore balance when imbalance
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occurs.80 .Although it was Originally formulated to account

for intrapersonal phenomenon, the framework has been

81
extended to interpersonal phenomenon. The theory of

social comparison moves us a step further toward specifi-

cation by indicating to whom the individual will attempt

to remain consistent. The theory states an individual

will attempt to compare himself with those individuals with

82
whom he is similar. Besides enabling the individual to

stay cognitively balanced the comparison with individuals

who are similar may also enable him to maintain self-

esteem which social psychological research indicates is

one of several "needs" individuals possess.83

The remaining middle range perspectives--role, refer-

ence groups and individuals, organization--further specify

who the others are. Biddle and.Thomas have provided a

definition of the role perspective which appears

particularly relevant to this investigation:84

When actors portray a character in a play,

their performance is determined.by the script, the

director's instructions, the performance of fellow

actors, and reactions of the audience as well as

the acting talents of the players. Apart from dif-

ferences between actors in the interpretation of

their parts, the performance of each actor is pro-

grammed .by all of these external factors; conse-

quently, there are significant similarities in the

performances of actors taking the same part, no

matter who the actors are . . . . This emphasis on

the controlling power of one's immediate environment--

past and present--reflects a doctrine of limited

social determinism. The behavior of the individual

is examined in terms of how it is shaped by the

demands and rules of others, by their sanctions, for

his conforming and nonconforming behavior, and.by

the individual's own understanding and conceptions

of what his behavior should be.
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The reference group-individual perspective enters the

picture because when an individual compares himself with

others and adepts their standards or outlook he has made

that group his reference group. Shibutani suggests that85

Men are primarily responsive to the judgments

of those who constitute their reference groups. One

gains a sense of personal identity by locating him-

self within a meaningful social world and he seeks

recognition within this web of social relationships.

He becomes concerned with the expectations and

responses of those who share his outlook.

.A reference group is "that group, real or imaginary,

whose standpoint is being used as the frame of reference

by the actors."86 However, the groups to which a person

belongs need not serve as his reference groups nor need

he be a member of his reference groups. Shibutani suggests

that membership groups may be more influential than non-

membership groups.87 Besides designations as membership,

non-membership, reference and non-reference, groups also

may be classified as primary or secondary. Olmsted offers

the following definitions of these two types of groups:88

In the primary group, members have warm, inti-

mate, and personal ties with one another; their

solidarity is unselfconscious, a matter of sentiment

rather than calculation. Such groups are usually of

the small, face-to-face sort, spontaneous in their

interpersonal behavior and devoted, though not

necessarily explicitly, to mutual or common ends.

The characteristics of the secondary group are

the Opposite or complement of those of the primary

group. Relations among members are cool, impersonal,

rational, contractual, and formal. PeOple partici-

pate not as whole personalities but only in delimited

and special capacities; the group is not an end in

itself but a means to other ends. Secondary groups

are typically large and members have usually only
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intermittent contacts, often indirectly through the

written rather than the spoken word.

Shibutani contends that many primary groups are formed

involuntarily. For instance, work crews initially formed

for the pursuit of other interests in which close ties

develOp among the members. An extensive quote from

Shibutani follows, but I think, it is pertinent to this

study:89

These primary groups differ from others in that

the contributions expected of each individual are in

part specified by the formal social structure; the

goals of many of their common activities are dictated

by the requirements of the larger unit of which they

are a part. Whatever may be done for the personal

satisfaction of the members is often subsidiary.

Furthermore, authority patterns are imposed from with-

out; sergeants and foremen are rarely selected by the

men who serve under them. Since there is not much

choice in the selection of one's associates, the ties

in these primary groups are often less intimate than

those found in the more spontaneously formed groupings.

Indeed, in most cases smaller cliques arise within

these groups. Nonetheless, the importance of these

groups is not to be underestimated. 'What any person

experiences of the larger organization is necessarily

filtered through the eyes of those with whom he is in

immediate contact. The particular ways in which he

interprets new policies and events depend to a large

extent upon the view of those around him. Thus, each

local unit develOps a perspective and a set of norms,

and the particular standards that arise make a

difference in the manner in which official regula-

tions are enforced. Such primary groups, even when

the participants are not too intimate, exercise con-

siderable control over the conduct of most of their

members.

Up to this point the discussion of reference groups

has centered on membership groups as reference groups.

Merton, however, claims the distinctive concern of refer-

ence group theory is the orientation of individuals to



35

non-membership groups.90 He offers three conditions which

may produce a greater selection of non-membership groups

as reference groups: (1) If status and prestige is bestowed

upon the non-membership group by the social structure;

(2) if the individual is an isolate in his membership group;

(3) if the social system of which the groups are elements

has a high rate of mobility.91 In addition, he calls

attention to the in—group vs outrgroup dichotomy advanced

by Sumner, but he casts doubt upon the inner cohesion and

outer hostility hypothesis.92

Merton also raises the question of conflicting value-

93 Whenorientations among members of the primary group.

this occurs he expects the modal orientations of the larger

social environment to become more influential while the

influence of primary group members decreases or even

becomes negligible.

Merton further calls attention to the classification

of reference groups--normative and comparative--and to the

distinction between groups, collectivities and categories.

The normative reference group sets and maintains standards

for the individual while the comparative reference group

provides a frame of comparison relative to which the indi-

94 He distinguishesvidual evaluates himself and others.

these types from what Turner has called "interaction

groups." Interaction groups are "simply parts of the

social environment" which must be taken into account but

which have no normative or comparative significance.95 The
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primary bases upon which Merton distinguishes between

groups, collectivities and categories are the existence

of social interaction and a common body of norms.96 A

group is characterized by normative social interaction.

A collectivity may have a common body of norms, but

there is little interaction among its members. .A social

category has neither social interaction or a body of

common norms.

Finally, Merton indicates the complexity of the situ-

ation when he discusses the existence of multiple group

affiliations and multiple reference groups.97 His major

concern in this regard is the characterization of the

social situation in terms which "leads to one rather than

another of these several group affiliations being taken

as the significant context."98

The importance of organizational theory for the prob-

lem under investigation should be fairly evident at this

point; for it sheds considerable light on the immediate

social environment of its members through the concepts of

formal structure and informal structure. The formal struc-

ture composed, in part, of a division of labor and systems

of authority, standards, and rewards, partially determines

the role to be played by each member, his role partners,

some of his reference groups and significant others, his

standards of comparison, and the kind of social and

material support he will receive. In addition, the formal
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structure may develOp through the establishment of work

groups and the assignment of workers to each group.

Litterer emphasizes the formal-informal dichotomy in his

list of organizational attributes which affect perception:

the amount of stress present in the situation; group pres-

sures, particularly for conformity; the level of interaction

among members; the role the individual plays in the organi-

zation; the reference groups it contains; the hierarchical

position occupied by the individual and the reward system

of the organization.99

Finally, a considerable amount of the literature

reviewed here calls attention to the immediate social

environment of the individual and the other individuals

it contains. This guidance directs our attention to the

importance of the work group. .And our earlier discussion

of group dynamics suggests some of the attributes of the

work group which may be important to the perception of

influence: norms, status and prestige, power and influ-

ence, cohesion, interaction and consensus. Blau offers

some empirical data on work groups which suggests relation-

ships between seniority, informal status, orientation to

clients, reference group selection and reaction to

100 In his study of a welfare agency, Blau dividedclients.

informal status along two analytical dimensions: informal

rank and social integration. Informal rank was defined as

the respect the individual and his opinions commanded

among his peers. Social integration was defined as social
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acceptance or the degree to which an individual was drawn

into interaction by his peers. He found that social inte-

gration influenced orientation to clients only among newer

workers, three years or less seniority.

Among workers with less than three years' experi-

ence, more than half of the highly integrated but

less than a quarter of the unintegrated were oriented

toward service rather than toward eligibility proce-

dures, but among old-timers (over three years'

eXperience), integration among peers did not affect

orientation to clients.

Blau also found that low status newcomers (less than

one year) and high status veterans had peer-group orienta-

tions:

It appears that newcomers who have already gained

some pOpularity can turn their attention from their

jobs--to their relations with clients and superiors.

Newcomers who have not yet become pOpular continue to

direct much of their energies toward achieving social

status among peers. Older workers, on the other hand,

have had time to adapt in some way to the social situ-

ation; if they have failed to win friends among peers

they do not continue to look for social support to

their colleagues but rather turn to clients or

superiors. If oldtimers have achieved pOpularity,

however, the colleague group tends to be an important

source of satisfaction for them and, hence, the

reference group to which they often are oriented.102

Finally, Blau found that membership in cohesive work

groups leads to an impersonal reaction toward clients

regardless of the pOpularity of the individual in the group:

These results suggest that cohesive ties make

the work group a source of strong social support for

members. In the absence of such peer-group support,

the caseworker's relations with his clients tend to

become an important source of ego support for him,

and his resulting dependence on clients leads him to

react to them in personal terms. Group cohesion

furnishes social support that makes relations with

clients less significant for the caseworker and helps
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him to remain more impersonal toward them, while

having personal ties with colleagues apparently does

not furnish the social support needed for such

independence from clients. 03

In summary, few testable relationships can be based on

this review of literature, primarily because published stu-

dies which have a direct bearing on the research problem

under consideration could not be found. However, this

review was more productive in suggesting variables and

general orientations for an initial exploration of the

problem. Consequently, this study should be categorized

as an eXploratory rather than a hypothesis-testing investi-

gation.

Outline 2: Study

The research problem under consideration in this study

is the perception of external influence by members of an

organization. The organization is a plant department of a

telephone company. The members are the craftsmen or

workers employed in the department. The sources of

external influence are customers and local union officials.

Two types of influence--actual and ideal--are measured.

Actual influence is measured on two organizational levels--

department and work group. Ideal influence is only

measured on the departmental level.

The dependent variables in this study are the per-

ception of actual customer influence on the department;

the perception of actual local union official influence

on the department; the perception of actual customer
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influence on the work group; the perception of actual local

union official influence on the work group; the perception

of ideal customer influence on the department and the per-

ception of ideal local union official influence on the

department.

The objectives of this study were (1) to determine

the amount of influence members of the organization per-

ceived the external sources exerted on the organization

and (2) to isolate independent variables which were

related to the dependent variables.

The exploration of the data, in order to find the

independent variables, was conducted along the lines sug-

gested.by the two general orientations presented in this

review: the field theoretical orientation to the study of

human behavior and the structuralist approach to the study

of organizations. Both of these perspectives argue for a

confrontation of the complexity of the situation even

though the probability of getting lost in that complexity

increases considerably. Consequently, a comprehensive

approach to the data was adopted which required an

investigation of formal structure, work group character-

istics, interpersOnal relationships, and intrapersonal

phenomena.
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CHAPTER II

DATA AND METHOD

Introductipp

This chapter is concerned with the methodology employed

in the study. It is divided into four sections: (1) col-

lection of data, (2) description of pOpulation, (3) Opera-

tionalization of variables and (4) analysis of data.

Collection p: Data
 

The data for this study were collected in a pilot

study of a district plant department of the Michigan Bell

Telephone Company.1 The district is located in a suburb

of a metr0politan center. The study was conducted from

September, 1963 to May, 1964 by a research team from the

Survey Research Center of the University of Michigan.

The research design incorporated various methods of

data collection: Field observation, company records,

depth interviews, and self-administered questionnaires.

The latter were administered in.May, 1964 to the total

population of the department. The questionnaire was pre-

tested on retired telephone employees and active super-

visors and workers from.another district before it was

administered for the purposes of this study.
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Through the questionnaire the respondents provided

data on themselves, their jobs, their supervisors, and

their work groups. Except for sociometric items and some

item completions, the questionnaire was composed of close-

ended questions. Usually, five point rating scales

measured intensity, degree, importance and frequency.

The overall quality of the data is very good. .All

respondents returned completed questionnaires. The non-

response rate to specific questions was rather low.

Respondents were able to discriminate among the various

sources of control; blanket answers were seldom given.

Finally, the use of close-ended questions eliminated the

possibility of interpretation errors in coding.

Two sources of bias, however, are inherent in the

data collection procedures. The first source is similar

to the problem of multiple testing in experimental studies.2

The research team informally interviewed a number of

respondents before they were asked to complete the question-

naire. The effect of this bias, however, is apparently

negligible because comparisons between those workers inter-

viewed and those not interviewed showed no difference. The

second possible source of bias is contamination. The self-

administered.questionnaires were not simultaneously com-

pleted by all members of the department. Consequently,

it cannot be assumed that the answers to all the questions

are independent of each other. However, the questionnaires

were simultaneously administered to members of work groups.
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The effect of this possible bias is apparently negligible,

too, because comparisons between those work groups which

filled out the questionnaires earlier and those work

groups which filled out the questionnaires later showed

no differences.

Description pf POpulation

In order to acquaint the reader with the subjects

under investigation this section analyzes the pOpulation

along several dimensions on the individual and work group

levels of analysis. On the individual level the pOpulation

:is described in terms of sex, age, formal education, mari-

'tal.status, number of children, time in system and occupa-

t:ion._ On the work group level the pOpulation is described

111 terms of size, occupational composition and sexual

compos it ion .

The plant department contained 180 workers; 164 males

iind.16 females. Females represent 9 per cent of the

‘worker group. The vast majority of the workers are in the

"over 30" generation. The mean age is 36.7 years. High

school is the dominant and modal level of formal education.

{The mean is 12.0 years. Almost all workers are or have

Ibeen married. The mean number of children is 2.5. Con-

:sequently, the worker population of the plant department

Inay be succinctly described as family men of the "over 30"

<generation who have high school educations (see Table l).
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Table 1: Demographic description of work pOpulation

 

 

 

 

(n=180)

Characteristic Frequency Percentage

Sex

Male 164 91

Female 16 9

Age

27 years or less 26 14

28 - 31 years 26 14

32 - 34 years 22 12

35 - 36 years 18 10

37 - 40 years 29 16

41 - 42 years 20 ll

43 - 44 years 19 ll

45 years and over 20 11

Mean 36.7

Formal Education

' Completed grade school 2 1

Some high school 26 14

Completed high school 117 65

Some college 29 16

Completed college 2 1

No response 4 2

Mean 12.0

Marital Status

Married 164 91

Single 8 4

Divorced or separated 8 4

Number pf Children

None 26 14

One 20 11

Two 54 30

Three 30 17

Four 29 16

Five 9 5

Six 2 1

Seven or more 7 4

No response 3 2

.Mean 2.5
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The plant department also contains 27 management personnel,

but they are not included in this study.

workers certainly appear to have made their jobs with

Michigan Bell a career. In addition, the formal relation-

ships within Michigan Bell appear to be rather stable. The

mean years of employment for workers is 15.1. In addition,

133 workers have worked with most members of their current

work group for over five years. Finally, 142 workers have

worked for their present supervisor for at least one year

(see Table 2). This stability is important; for perceptual

accuracy is supposed to increase as familiarity with the

situation increases, as familiarity with others in the

situation increases, and as the social visibility of the

situation increases.3

The worker group contains 17 occupations which vary

in job content, skill level and level of remuneration.

Five occupations--station installer, switchman, PBX

installer, installer-repairman, station repairman--account

for 67 per cent of the group. In addition, 12 occupations

are exclusively male, four are exclusively female, and

one is sexually heterogeneous (see Table 3).

Finally, the 180 workers in our population are divided

into 21 work groups. The size of the work groups varies

from 3-13 members with 17 groups in the 6-11 range. The

mean group size is 8.5. Besides their size the work groups

vary on the bases of occupational and sexual homogeneity.

Most groups (13) contain a single occupation while some
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Table 2: workers' time in system and sub-systems (n=180)

 

 

Frequency Percentage

 

Time ip Company

Seven years or less 17 9

Eight years 28 16

Nine years 26 14

Ten to sixteen years 27 15

Seventeen years 29 16

Eighteen to twenty-three years 26 14

Twenty-four years or more 27 15

Mean 15.1

Time with Most Members pf Werk Group
 

One year or less 14 8

Two to five years 33 18

Over five years 133 74

Time under Present Supervisor

Two months or less 1 1

Three to five months 16 9

Six to eleven months 20 11

One year 23 13

Two to five years 61 34

Over five years 58 32

No response 1 l
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Table 3: Worker pOpulation by sex, job title and skill

level (n=180)

 

 

Job Title Males Females Total Percentages

 

Skill level #1

 

 

 

 

 

 

Clerk 0 l l 1

Order desk clerk 0 6 6 3

Test Center clerk 0 6 6 3

Skill level fig

.Assignment clerk 0 l l l

Switchroom helper 3 2 5 3

Skill level £3

Plant assigner 5 0 5 3

Skill level £4

Station installer 43 0 43 24

Station repairman 12 0 12 7

Skill level £5

PBX installer l7 0 l7 9

PBX repairman 9 0 9 5

Local testman 6 0 6 3

Skill level fig

Estimate assigner 3 0 3 2

Exchange repairman 9 0 9 5

Installer-repairman l4 0 l4 8

Skill level fl

Switchman 34 0 34 19

Switchboardman 3 0 3 2

Toll testman 5 0 5 3

Missing 1 0 l 1

Totals 164 16 180 102

 



54

contain as many as three occupations. .All but four work

groups are exclusively male; one is exclusively female

(see Table 4).

Operationalization pf variables
 

The Operationalization of dependent and independent

variables is presented in this section. Most variables

are Operationalized on the basis of the question(s) asked

to produce the data.

Dependent Variables

Six dependent variables were used in this study.

Three variables dealt with the actual and ideal influence

of customers and three variables dealt with the actual

and ideal influence of local union officials. The vari-

ables were measured on a five point scale: a very great

deal, great deal, quite a bit, some, little or no. Since

the variables are identical for customers and local union

officials, the Operationalization of each variable is pre-

sented only once.

1. .Actual influence pp department

In general, how much say or influence do you

think each of the following persons or groups

pplp on what goes on in the Plant Department

of ....... District?

2. Actual influence pp work group

In general, how much say or influence do you

think each of the following persons or groups

have on what goes on in your work group?
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Table 4: Wbrk groups by size, occupational and sexual

composition (n=21)

 

 

 

 

 

 

Characteristic Frequency Percentage

Size

Three members 1 5

Four members 1 5

Six members 3 14

Seven members 1 5

Eight members 5 24

Nine members 1 5

Ten members 4 l9

Eleven members 3 l4

Twelve members 1 5

Thirteen members 1 5

Mean 8.5

Occupational composition:

One occupation 13 62

Two occupations 1 5

Three occupations 7 33

Sexual composition:

All male 17 81

All female 1 5

Male and female 3 l4
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3. Ideal influence pp deppgtment

In general, how much say or influence do you

think each of the following persons or groups

should have on what goes on in the Plant Depart-

ment of ....... District?

 

Independent Variables

Since this study was of an exploratory nature, an

attempt was made to find as many independent variables as

possible in the data. This section, however, limits the

Operationalization of independent variables to those vari-

ables whose relationships to the dependent variables were

strong enough to be included in the findings. The Opera-

tionalization of the independent variables is reported

under the same headings which are used to report the

findings in the next two chapters: influence structure;

intra-individual phenomena; work group characteristics;

superior-subordinate relationships and other.

Influence Structure

The workers' perception of the influence structure was

approached through seven questions. Six questions dealt

with actual influence; one dealt with ideal influence.

Two questions dealing with actual influence asked about

the amount of influence ten sources exerted on two organi-

zational levels: departmental and work group. The ideal

influence question asked how much influence the same

sources should exert on the department. The remaining

four questions asked about the amount of actual influence



57

company personnel, the district manager, craftsmen and

first line supervisors exert on other sources of influence

in the district. .All of these questions measure the

amount of influence on a five point scale: a very great

deal, a great deal, quite a bit, some, little or no.

In general, how much say or influence do you think

each of the following persons or groups have on what

goes on in the Plant Department of ....... District?

In general, how much say or influence do you think

each of the following persons or groups have on

what goes on in your work group?

In general, how much say or influence do you think

each of the following persons or groups should have

on what goes on in the Plant Department of .......

District?

Sources included in all three questions above were

ATdT, company, division, district manager, second line

supervisor, first line supervisor, workers, individual,

customers and local union officials. The following addi-

tional sources were included in the question on the work

group level: job specifications, tools and equipment,

units of productivity and equipment designer.

In general, how much say or influence do the crafts-

men ....... have on what the following groups do in

the District?

In general, how much say or influence do the company

level pepple........ have on what the following groups

do in the District?

In general, how much say or influence does the plant

manager ....... have on what the following groups do in

the District?

In general, how much say or influence do the first

line supervisors ....... have on what the following

groups do in the District?
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The groups referred to in the above questions are

ATdT peOple, company level peOple, division level peOple,

district level manager, second line supervisors, first

line supervisors, craftsmen, the individual and local union

officials.

Intra-individual Phenomena

The variables in this category which were found to

correlate with one or more of the dependent variables were

operationalized in the following manner:

Level pf Satisfaction.--How satisfied are you with

the following?

The question asked for the worker's level of satis-

faction with the company, work group, type of work, chances

for promotion, and pay. His response was measured on the

following scale: very dissatisfied, dissatisfied, neither

satisfied nor dissatisfied, satisfied, very satisfied.

Reference Individuals and Groups.--For each of the

following persons or groups, how important is it that

you maintain their good Opinion of you and your

accomplishments?

The individuals and groups named were immediate super-

visor, supervisor's supervisor, division and company manage-

ment, customers, work group members, local union officials,

peers not in work group, non-Bell friends, the respondent,

his family, and persons who belong to the same organiza-

tions and clubs. The scale contained the following

choices: No importance, little importance, somewhat

important, quite important, very important.
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Freedom pp Set Own Werk Pace.--How free do you feel

to set your own work pace?

Choices given were no freedom, little freedom, some

freedom, quite a bit of freedom and completely free.

Amount pf responsibility.--How do you feel about the

amount of responsibility you have in your job?

The choices given were like much more, like a little

more, exactly the right amount, little too much and too

much.

Sense pf Belonging.--How strong a "sense of belonging"

do you feel you have to the group that reports to your

supervisor? How much do you really feel a part of

this group?

The choices given were little or no, some and strong.

Skill Level.--What is your present job title?

The ranking of job titles by skill was made by a staff

supervisor of Michigan Bell.

‘WOIk Group Characteristics

The variables in this category which were found to

correlate with one or more of the dependent variables were

Operationalized in the following manner:

Cohesiveness pf Group.--How do the peOple who report

to your supervisor compare with other groups in the

.......District that do similar work when it comes

to sticking tOgether and helping each other out?

Choices were one of the poorest, not as good as most,

about the same as most, better than most, one of the best.

Consensus pp Group.--Thinking only of the peOple who

report to your supervisor, how much do they agree

among themselves in their Opinions about the company

and the job?

Choices were no, little, some, good deal and complete.
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.Attitude toward Bpst Salesman.--How do the persons in

your work group feel about the one who is tops in

sales?

.Attitude toward.Highe§p Producer.--How do the persons

in your work group feel about the one who is the

highest producer?

The choices for both of the above questions were

dislike him a lot, dislike him quite a bit, no difference,

like him quite a bit, like him a lot.

Size pf Group.--The number of members in the group.

Time Wprked with Gropp Members.--How long have you

been working with most of the members of your present

work group at Michigan Bell?

Superior-subordinate Relationships

The variables in this category which were found to

correlate with one or more of the dependent variables

were Operationalized in the following manner:

Conflict between work Group and Supervisor.--On the

whole, would you say there is any tension or conflict

between your supervisor and the group which reports

to him?

Choices were no, very little, some, considerable and

a great deal.

Supervisor's Willingness pp.Accept Spggestions.--How

likely is it that your supervisor will accept a good

suggestion concerning the work which you might make?

Choices were not likely at all, not too likely,

somewhat likely, quite likely, very likely.

Sppervisor's Interest pp Welfare pf Men.--To what

extent is your immediate supervisor interested in

the welfare of the men?

Choices were not, slightly, fairly, quite a bit, and

very much.
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Complimentp from Supervisor.--In an average month, how

frequently are you complimented by your supervisor

about your work?

Time under Prepent Sppervisor.--How long have you been

working for your present supervisor?

Other

The variables in this category which were found to

correlate with one or more of the dependent variables

were Operationalized in the following manner:

Frequency pf Contact.--In general, how often do you

see each of the following groups or persons on the

job, whether or not you actually speak to them?

The groups and persons were customers, workers, ATdT

peOple, first line supervisors, second line supervisors,

local union officials, company level peOple, district level

manager and division level peOple. Frequency was measured

in the following manner: never, rarely, sometimes, often

and very often.

Membership pp Other Organizppions.--List the names

of any organizations to which you belong. Include

organizations such as church groups, civic groups,

fraternal orders, Pioneers, social groups, etc.

If you belong to more than five such organizations,

list only the five in which you are most active.

Responses to the above questions were coded in the

following manner: Bell organizations, Bell and non-Bell

organizations, non-Bell organizations.

.Analysis pf Data
 

The analysis of the data was governed by the explora-

tory nature of the study. Consequently, the Open system
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model was adOpted and the investigation proceeded on three

levels: social structure, interpersonal relationships and

intra-individual phenomena. These levels of analysis cut

across sociology, social psychology and psychology and

demonstrate the multi-disciplinary nature of organizational

research.

Because of the eXploratory nature of the study and

the adoption of the Open system model, an attempt was made

to find as many independent variables in the data as pos-

sible. .All prospective independent variables were run

against all dependent variables. The number of independent

variables was considerably cut, however, by the decision

to base the correlations on group means rather than indi-

vidual scores. Nevertheless, a fairly large number of

independent variables appeared, and an attempt was made

to classify the variables under general headings suggested

by previous research on organizations. The findings only

report those variables which correlate with a dependent

variable at .25 and above. .A coefficient of .25 was set

as the cutoff point for retaining or discarding a variable

because a variable which accounts for less than 6.25 per

cent of the variance was considered of negligible importance.

A complete listing of the correlations are in Appendix.A.

Group means rather than individual scores were used

in the correlations because the mean is a more reliable

statistic since it compensates for idiosyncratic responses

by allowing individual errors to cancel themselves out.
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The use of the mean reduced.the sample size to 21 and

limited the search for independent variables to that

phenomena for which means can be computed.

Nonparametric statistics were chosen to measure the

relationship between variables because they do not depend

upon a normal distribution or on the metric quality of

interval scales. They only require that the variables be

at least ordinal in scale and numeric in type.4 Our

data are ordinal in scale and numeric in type. In addi-

tion, Kendall coefficients were chosen because our data

classify a large number of cases into a relatively small

number of categories, and.the Kendall coefficient is sup-

posed to be "somewhat more meaningful (than Spearman

coefficients) when the data contain a large number of tied

ranks."5 Listwise deletion was employed in the correla-

tional analysis to handle missing data because we wanted

the zero-order and the partial correlations to be derived

from identical pOpulations.6

Tests of significance were not used in the analysis

because the research design of the original study does not

meet the fundamental assumptions on which such tests are

based. Morrison and Henkel address themselves to those

assumptions in the following manner:7

. the notions of sampling distribution and

sampling error have no meaning in statistical infer-

ence apart from the assumption of randomness in the

sample selection procedure--randomness being a

central feature incorporated in all probability

sampling designs.
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...a common misuse of significance tests occurs

when they are employed on a set of cases termed a

"pOpulation" rather than a sample." 'were it liter-

ally true that the cases constitute a pOpulation,

significance tests would be both inapplicable and

unnecessary, since the probability relation of a

sample and a pOpulation is by definition unity when

they are the same. What seems more likely is that

the researcher actually considers that his cases do

not constitute his conceptual pOpulation, regardless

of the fact that they exhaust some pOpulation that

he has specified for study. Significance tests in

such an instance are applicable only if the cases at

hand have been selected by probability methods--a

very unlikely possibility, given that the researcher

terms his cases a "pOpulation."

The research design of this study did not meet either

of these assumptions. The plant department studied was

not selected randomly. The selection was purposive and

convenient. The Michigan Bell Telephone Company had

agreed to finance a study Of its Operation and the selec-

tion of the plant department launched the study. The

location of the plant department was convenient for the

research team.since it did not require excess travel or

overnight accommodations. In addition, the cases studied

represent a pOpulation and not a sample.

.Although tests of significance are not apprOpriate

for this study, some readers may feel more comfortable

assessing the findings if significance levels were stated.

Therefore, the following guidelines are given for two-

tailed tests of significance for Kendall rank order corre-

lations in a sample size of 21: Kendall correlation of

.25 has a significance level of .11; Kendall correlation



65

.31, significance level .05; Kendall correlation .40,

significance level .01.

The correlations cited in the following chapters are

zero-order correlations. Partial correlations are not

cited because it is difficult to ascertain the meaning of

Kendall partial correlations.
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CHAPTER III

CUSTOMER INFLUENCE

Introduction

This chapter presents the findings which are related

to customer influence. The findings are presented in

three sections: (1) customer influence on the department,

(2) customer influence on the work group and (3) ideal

influence of customers on the department. Each of these

sections is divided into two parts--amount of influence

and correlates of influence. The chapter concludes with

a summary of the findings.

Customer Influence pp Depprtment

Amount pf Influence

The plant department, like most social systems, must

contend with influence attempts from several sources.

Measurement of ten sources of influence on the department

were available for this study. The sources are AT&T,

company level peOple, division level peOple, district

manager, second line supervisor, first line supervisor,

customers, local union officials, workers and the respond-

ent himself. The measurement scale contained the fol-

lowing categories--little or no, some, quite a bit, a

great deal and a very great deal. .A mean ranking of the

67
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sources was constructed to determine the amount of influ-

ence exerted by each source and their positions relative

to each other (see Table 5).

Table 5: Mean rankings of sources of influence on

departmental level

 

 

 

Source Mean

District manager 4.0

Division level peOple 4.0

ATdT level peOple 3.9

Company level peOple 3.7

Second line supervisors 3.2

Customers 2.9

First line supervisors 2.5

Local union officials 2.2

WOrkers 1.8

Respondent himself 1.4

 

Customers hold a middle rank in the influence struc-

ture with a mean of 2.9. They rank below the district

manager, division level people, AT&T level peOple, company

level peOple and second line supervisors. They rank above

first line supervisors, local union officials, workers and

the respondent himself. A qualitative interpretation of

the mean places customers at the high end of the "some

influence" category. The means range from 1.4 to 4.0.

Mean-differences were computed.between customers and

other sources of influence on the department in order to

get a clearer picture of the relative influence customers

exerted on the department (see Table 6). These differences

show customers exercise considerably less influence on the



69

department than the district manager (1.1), division (1.1),

AT&T (1.0), and company (.8). They further indicate cus-

tomers are slightly less powerful than second line super-

visors (.3) and slightly more powerful than first line

supervisors (.4). Finally, they show customers exercise

considerably more influence than local union officials (.7),

workers (1.1) and the respondent himself (1.5). Customers,

then, are perceived by workers to exert little more

influence than the lowest level of management and a lot

more than workers and their representatives.

Table 6: Mean differences between customers and other

sources of influence on the departmental level

 

 

 

Source Mean Difference

District manager 1.1

Division level peOple 1.1

ATdT level peOple 1.0

Company level peOple 0.8

Second line supervisors 0.3

Customers 0.0

First line supervisors -0.4

Local union officials -0.7

WOrkers -l.l

Respondent himself -l.5

 

The most powerful sources of influence on the depart-

ment are well within the boundaries of the Bell System.

The organizational distance which separates these sources

from customers is considerable; for customers must pene-

trate several organizational layers to reach them. The
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district manager is the most powerful source of influence

most accessible to the general public.

The least powerful sources of influence, on the other

hand, sit on the boundary of the organization or spend

most of their time beyond the organizational boundary.

Customers are in frequent and direct contact with them.

However, the ability to influence the least influential

is not highly productive. The least influential have more

of a problem exerting upward influence in the organization

than do customers, as the mean rankings indicate. In

addition, Kendall correlations presented in the next sec-

tion of this chapter indicate that upward influence is

negatively related to customer influence when the influ-

ence attempt originates with workers and first line super-

visors and is directed at second line supervisors and the

district manager (see Table 7).

Correlates pf Influence

Three perspectives are useful in interpreting the

eighteen variables and indexes which were found to corre-

late with customer influence On the department: the

organization as a whole, the organization composed of

subparts, and the individual worker. These perspectives

are most helpful when the organization, its subparts and

the individual worker are conceptualized as Open systems

seeking closure in order to pursue goals through decision

making in bounded rationality. The twelve variables which
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Table 7: Indexes and variables which correlate with

customer influence on the departmental level

 

 

 

 

 

 

 

 

(n=21)

Kendall Rank

Indexes and variables Correlations

Downward Influence

District manager on first line super-

visors/workers .41

District management on department .35

District manager on respondent himself .27

Second line supervisor on work group .26

Company on second line supervisor .26

Upward Influence

District manager on distant management .55

First line supervisor on distant management .47

First line supervisor on department .29

WOrkers on district manager -.26

First line supervisor on local management -.25

External Influence

WOrkers/management on local union officials .44

Management on local union officials .39

Customers on work group .37

Intra-individual Phenomena

Freedom to set own work pace -.47

Satisfaction with work -.32

Skill level -.23

WOrk Gropp Characteristics

Time worked with group members -.29

Superior-subordinate Relationships

Compliments from supervisor .26
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positively correlate with customer influence on the depart-

ment can most readily be interpreted from the organizational

subparts and individual worker perspectives (see Table 7).

Assuming an organization is purposively created for

the pursuit of specific goals, we can expect the formal

structure of the organization to support these goals.

Since the organization is an Open system, we can further

eXpect the organization to take steps to control adverse

environmental pressure while supporting beneficial environ-

mental pressures. This framework is reflected in the data

through the major classes of variables which were found to

correlate with customer influence on the department: down-

ward influence, upward influence and external influence.

.All twelve variables which are positively correlated

with customer influence on the department are, for the

most part, positively correlated with each other (see Table

8). This finding indicates that our list of variables may

be some of the components of a global variable called come

mitment to customer service. .A closer look at the posi-

tively correlated variables in now in order.

All five variables which measure downward influence

are positively correlated with customer influence: dis-

trict manager on first line supervisors/workers (.41),

distant management on department (.35), district manager

on respondent himself (.27), second line supervisor on

work group (.26), and company on second line supervisor

(.26). Distant management is defined as division,



T
a
b
l
e

8
:

I
n
t
e
r
c
o
r
r
e
l
a
t
i
o
n
a
l

m
a
t
r
i
x

o
f
v
a
r
i
a
b
l

c
u
s
t
o
m
e
r

i
n
f
l
u
e
n
c
e

o
n

t
h
e

d
e
p
a
r
t
m
e
n
t
a
l

l
e
v
e
l

e
s

w
h
i
c
h
p
o
s
i
t
i
v
e
l
y

c
o
r
r
e
l
a
t
e

w
i
t
h

 

1

M
a
n
a
g
e
r

o
n

f
i
r
s
t

l
i
n
e
/
w
o
r
k
e
r
s

D
i
s
t
a
n
t

m
a
n
a
g
e
m
e
n
t

o
n

d
e
p
t

S
e
c
o
n
d

l
i
n
e

o
n
w
o
r
k

g
r
o
u
p

C
o
m
p
a
n
y

o
n

s
e
c
o
n
d

l
i
n
e

M
a
n
a
g
e
r

o
n

r
e
s
p
o
n
d
e
n
t

h
i
m
s
e
l
f

M
a
n
a
g
e
r

o
n

d
i
s
t
a
n
t

m
a
n
a
g
e
m
e
n
t

F
i
r
s
t

l
i
n
e

o
n

d
i
s
t
a
n
t

m
a
n
a
g
e
m
e
n
t

F
i
r
s
t

l
i
n
e

o
n

d
e
p
a
r
t
m
e
n
t

W
O
r
k
e
r
s
/
m
g
m
t

o
n

l
o
c
a
l

u
n
i
o
n

HmmmeBOOCD O

H

M
a
n
a
g
e
m
e
n
t

o
n

l
o
c
a
l

u
n
i
o
n

H

H

C
u
s
t
o
m
e
r
s

o
n
w
o
r
k

g
r
o
u
p

N

H

C
o
m
p
l
i
m
e
n
t
s

f
r
o
m

s
u
p
e
r
v
i
s
o
r

2
3

4
5

6

.
2
2

.
3
5

.
1
9

.
5
3

.
3
2

.
0
7

.
2
5

.
1
9

.
1
6

.
3
1

.
2
9

.
2
8

.
2
0

.
0
2

.
1
5

7

.
1
3

.
2
8

.
2
2

.
3
9

.
2
0

.
3
5

8
9

1
0

1
1

.
3
3

.
3
3

.
1
6

.
2
6

.
2
4

.
0
2
-
n
0
6

.
3
8

.
2
5

.
4
2

.
1
6

.
2
9

.
3
5

.
3
2

.
2
1

.
2
3

.
2
5

.
2
6

.
2
6

.
2
9

.
3
8

.
2
2

.
1
5
-
.
0
6

.
1
2

.
2
7

.
1
7

.
2
3

.
2
9
-
.
0
7

.
7
0

.
3
6

.
3
4

.
0
9
-

1
2

.
2
1

.
0
4

.
1
4

.
0
3

.
0
1

.
2
4

.
3
5

.
1
6

.
3
6

.
2
0

.
1
8

I—lNCOV‘IDLOBmO) Or-IN

HI—Ic—i

 

73



74

company and.AT&T. These correlations indicate that inter-

nal pressure is being exerted by the formal authority

structure on behalf of customers. The pressure, however,

is not overwhelming, judging by the number and strength

of the correlations.

Upward influence exercised by the district manager

and first line supervisors on distant management is posi-

tively correlated with customer influence: district

manager on distant management (.55) and first line super-

visors on distant management (.47). These correlations

indicate that the perception of customer influence on the

department is related to the ability of local management

to successfully represent the customer to higher levels of

management. This representation, most likely, is aimed at

securing additional organizational resources for customer

service: technical assistance, rapid delivery of equipment,

overtime, additional facilities, more workers and quality

production. This interpretation seems plausible since

these two forms of upward influence positively correlate

with downward influence in the organization and customer

influence on the work group.

The external flow of influence from management and

workers to local union officials positively correlates

with customer influence: workers/management on local union

officials (.44) and management on local union officials

(.39). Management is defined as company and district

manager. The ability of management and workers to control
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local union officials positively correlates with downward

influence within the district and with upward influence of

the district manager and first line supervisors on distant

management. Customer influence on the department, then,

may be related to the efficient employment of resources,

particularly manpower resources, on the district level.

This finding points to the interdependence of the elements

of the task environment.

External influence is not only beneficial for customer

influence on the department when the influence flows from

the organization to local union officials, but also when

the influence flows from customers to the organization and

enters at a different level: customer influence on work

group (.37). The conditions which enable customers to

exert influence on one level are related to the conditions

which enable customers to exert influence on other levels.

The downward pressure for customer service on the depart-

ment filters down to the work group. 'While the upward

influence which produces customer influence on the depart-

ment, most likely, starts at the work group level.

One other variable positively correlates with customer

influence on the department: compliments from supervisor

(-26). Compliments from the supervisor correlates with

upward influence on distant management and worker/manage-

ment control of local union officials (see Table 8). Con-

sequently, the compliment from the supervisor may
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represent favorable feedback from a customer for whom the

worker and organization provided a special service.

Just as the positively correlated variables correlated

positively with each other, so do the variables which nega-

tively correlate with customer influence positively corre-

late with each other. Consequently, we assume these vari-

ables are also components of a global variable called func-

tional autonomy (see Table 9).

Upward influence which negatively correlates with

customer influence originates at the front line of the

organization with first line supervisors and workers:

workers on district manager (-.26) and first line super-

visors on local management (~.25). These correlations are

interpreted as an attempt by the front-line to defend

itself against over-zealous pursuit of customer service.

It should be noted this buffer is only against local

management - district manager and second line supervisors.

The four remaining negative correlations shed some

light on the conditions which enable workers to close

themselves Off from external influence: freedom to set

own work pace (-.47), satisfaction with work (-.32), skill

level (-.23) and time worked with group members (-.29).

A person who feels free to set his own work pace has suc-

cessfully insulated himself from external sources of influ-

ence. Satisfaction with the type of work being done

dampens mobility aspirations, and consequently, reduces

the person's sensitivity to external pressure. Skill
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level may tie the worker into complex tasks or complex

technology which precludes influence attempts from the

company or customers. Finally, the longer members of a

group work together the more likely it is that they will

develOp a definition of the situation on which most members

Of the group agree.

Our argument, then, is that customer influence on

the departmental level is the product of two conflicting

processes. On the one hand, the organization is exerting

pressure on its members and on an element of the task

environment on behalf of customers while, on the other

hand, the front line of the organization is making a bid

for functional autonomy. Our analysis points to some of

the factors which promote functional autonomy. The plausi-

bility of this argument is enhanced when it is noted that

the variables which positively correlate with customer

influence and the variables which negatively correlate

with customer influence are negatively correlated with

each other (see Table 10).

Customer Influence pp WOrk Group

.Amount p: Influence

Fourteen sources of influence were measured on the

work group level of organization. Four measures of

impersonal control--tools and equipment, job specifica-

tions, units of productivity, equipment designer--were

added to the ten sources already cited in the discussion
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of customer influence on the department. .A mean ranking

was constructed to measure the amount of influence cus-

tomers exercised on the work group and their position

relative to other sources of influence (see Table 11).

Table 11: Mean rankings of various sources of influence

on work group level

 

 

S (
D

m DSource

 

First line supervisors

Second line supervisors

District manager

Tools and equipment

Job specifications

Division level peOple

Units of productivity

Customers

Company level peOple

WOrkers

AT&T level peOple

Equipment designer

Local union officials ,

Respondent himself

 

N
N
N
N
N
N
N
O
O
O
O
O
O
O
D
O
D
O
O
O
O

O
I
-
‘
G
Q
Q
D
L
O
L
O
O
N
N
N
l
-
P
I
-
h
fl

 

Customers hold a middle rank in the influence struc-

ture with a mean of 2.9. They rank below first line

supervisors, second line supervisors, district manager,

tools and equipment, job specifications, division, and

units of productivity. They are equal to company and

workers. They rank above AT&T, equipment designer, local

union officials and the respondent himself. .A qualitative

interpretation of the mean keeps customers at the high

end of the "some influence" category. The means range

from 2.0 to 3.7.
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Mean differences were computed between customers and

other sources of influence on the work group in order to

get a clearer picture of the relative influence customers

exerted on the work group (see Table 12). These differ-

rences show customers only exercise considerably less

influence on the work group than first line supervisors

(.8). They further indicate that customers are slightly

less powerful than second line supervisors (.5), district

manager (.5), tools and equipment (.3), job specifications

(.3), division (.3) and units of productivity (.1). On

the other hand, customers are considerably more powerful

than local union officials (.8) and the respondent him-

self (.9). In addition, customers are slightly more influ-

ential than AT&T (.2) and equipment designer (.3) and

equal to company and workers.

Table 12: Mean differences between customers and other

sources of influence on work group level

 

 

Source Mean Difference

 

First line supervisors

Second line supervisors

District manager

Tools and equipment

Job specifications

Division level peOple

Units of productivity

Customers

Company level peOple

WOrkers

ATdT level people

Equipment designer

Local union officials

Respondent himself (
D
C
D
O
O
N
O
O
O
I
-
‘
O
D
O
O
O
O
C
D
O
T
O
D
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Some changes have occurred in the influence structure

on the work group level as compared with the departmental

level which are worthy of note. First, the range of means

has decreased considerably on the work group level as

compared to the departmental level. The mean difference

between the most powerful and least powerful on the work

group level is 1.7. On the departmental level the mean

difference is 2.6. Second, the influence on the work group

is much more evenly distributed. Customers are not con-

siderably more powerful or considerably less powerful than

most other sources of influence. Third, the most powerful

sources of influence on the work group sit closer to the

boundary of the organization and spend some of their time

beyond the organizational boundary. Consequently, they

are more accessible to customers than were the most power-

ful sources on the department. Fourth, the sources of

influence which supported customer influence on the depart-

ment appear to be less influential on the work group while

the sources which attempted to block customer influence

on the department appear to be stronger.

It is difficult to be at ease with the above com-

parisOns because the addition of the four impersonal con-

trols prevents a direct comparison of customer influence

on the department and the work group from being made.

Inclusion of the control mechanisms may, in fact, distort

the position of influence customers hold on the work

group. .According to the ranking customers are above
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company management and.AT&T but below tools and equipment,

job specifications, and units of productivity. However,

these impersonal controls are largely in the hands of

company management and.AT&T personnel.

Correlates pf Influence

Customer influence on the work group exhibits the

same pattern which was revealed in the analysis of cus-

tomer influence on the departmental level. The three

perspectives--organization as a whole, organization com-

posed of subparts, and the individual--which were useful

on the departmental level are also useful on the work

group level. The organization as a whole perspective

largely accounts for the variables which are positively

related to customer influence while the organization

composed of subparts and the individual perspectives

account for the negative correlations (see Table 13).

All variables which positively correlate with cus-

tomer influence on the work group positively correlate

with each other (see Table 14). Again, we interpret

the list of variables to be components of a global vari-

able called commitment to customer service.

Five measures of downward influence positively corre-

late with customer influence on the work group: local/

distant management on work group (.35); district manager

on first line supervisors (.32); first line supervisors

on workers (.29); company on work group (.23); and
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impersonal controls on work group (.23). Local/distant

management is defined as.AT&T, division, district manager

and second line supervisors. Impersonal controls are

defined as job specifications, equipment designer and units

of productivity. These correlations are interpreted as

evidence that the formal authority of the organization

exerts pressure internally on behalf of customer service.

The upward flow of influence is positively correlated

with customer influence when it flows from the district

manager and first line supervisors to management levels

above the district level: first line supervisors on

AT&T (.32), district manager on division (.31), and first

line supervisors on division (.29). Since the upward flow

of influence between the district and higher management

levels positively correlate with each other, the flow of

influence is conceived as a feedback mechanism by which

the Operating forces call upon higher management levels

for assistance in meeting the goal of customer service.

The external flow of influence continues to be posi-

tively correlated with customer influence. The flow of

influence is from the organization to the environment

and from the environment to the organization: company/

district manager on local union officials (.44); customers

on department (.37); management on local union officials

(.34), and local union officials on work group (.30).

Management is defined as company, district manager and

first line supervisors. The flow of influence between
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the organization and the union is important to customer

influence because the downward and upward flows of influ-

ence which are positively correlated with customer influ-

ence are positively correlated with management influence

over union Officials. Consequently, the amount of influ-

ence an external source of influence exerts on the organi-

zation appears to be related to the ability of the organi-

zation to exert influence over other external sources of

influence.

Identification with customers as a reference group

is the only variable under intra-individual phenomena which

positively correlates with customer influence (.38).

Acceptance of a class of individuals as a reference group

includes the adoption of that group's frame of reference.

Consequently, workers who accept customers as a reference

group are more likely to see their jobs from the standpoint

of customers. Therefore, they are more Open to influence

attempts made by customers or on behalf of customers.

The seven variables which negatively correlate with

customer influence on the work group positively correlate

with each other. These variables, therefore, are again

interpreted as components of a global variable called

functional autonomy. The variables point to the front-

line as the organizational subpart seeking functional

autonomy and they call attention to the factors which

allow functional autonomy to develOp (see Table 15).
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Upward influence within the district level of organi-

zation negatively correlates with customer influence on the

work group: first line supervisor on district manager

(-.28); first line supervisor on second line supervisor

(-.26), and workers on department (-.26). These correla-

tions are interpreted as an attempt by the front-line--

first line supervisors and workers--to insulate the work

group from over-zealous pursuit of the customer service

goal.

Three intra-individual variables which appeared on

the departmental level remain on the work group level:

skill level (-.33); satisfaction with work (-.29) and

freedom to set own work pace (-.26). .All three of these

variables enable the individual to close himself off from

external influences. The arguments for the above conclu-

sion were given in the previous section.

The final negatively related variable is consensus

in work group on job and company (-.31). Consensus among

group members on the definition of the situation provides

the members with peer support for their actions. With

peer support the individual may feel more comfortable

engaging in behavior which is deviant from the organiza-

tional perspective.

Consequently, we continue to advance the argument

that customer influence is the product of two conflicting

processes--compliance to customer service goal and a bid

for functional autonomy. Therefore, we expect the variables
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which positively correlate with customer influence and the

variables which negatively correlate with customer influ-

ence to be negatively correlated with each other. They

are (see Table 16).

Ideal Influence pp Department
 

.Amount pf Influence

The composition of the influence structure on the

department and the ideal influence structure on the depart-

ment is identical. .A mean ranking of these sources was

constructed to determine the amount of influence each

source should exert on the department and their relative

position to each other (see Table 17).

Customers hold a middle rank with a mean of 3.3.

They are below division, district manager and company.

They are above first line supervisors, local union offi-

cials, workers and the respondent himself. They are

equal to AT&T and second line supervisors. A qualitative

interpretation of the mean places customers in the "quite

a bit" category. The means range from 2.0 to 3.7.

Mean differences were computed between customers

and other sources of influence on the department in order

to get a clearer picture of the relative influence custo-

mers should exert on the department (see Table 18). These

differences show customers should exert less influence

than division (.4), district manager (.4) and company (.1),

but not much less. Customers should be as influential as
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Table 17: Mean ranking of influence sources should

ideally exert on the departmental level

 

 

Source Mean

 

Division level peOple

District manager

Company level peOple

Customers

AT&T level peOple

Second line supervisors

First line supervisors

Local union officials

WOrkers

N
N
N
O
O
O
O
O
D
O
O
O
J
O
O
O
D

O
O
V
L
O
l
-
‘
O
O
O
O
O
O
I
-
R
fl
q

Respondent himself

Table 18: Mean differences between customers and other

sources of influence in the ideal influence

structure of the department

 

 

Source Mean Difference

 

Division level people

District manager

Company level peOple

Customers

AT&T level peOple

Second line supervisors

First line supervisors -.

Local union officials -.

WOrkers -.

Respondent himself -1. c
o

\
J
v
e

m
a
c
:

c
>
<
3

k
d
v
p

o
r
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AT&T and second line supervisors and they should exercise

slightly more influence than first line supervisors (.2)

and local union Officials (.4). In addition, customers

should exert considerably more influence than workers (.7)

and the respondent himself (1.3).

.A comparison between the actual and ideal influence

structures on the department gives some indication as to

how the new situation should develOp for customers (see

Table 19). The ideal influence structure gives increases

in influence to workers (.8), local union officials (.7),

first line supervisors (.6), the respondent himself (.6),

customers (.4) and second line supervisors (.1) while it

decreases the influence of AT&T (.6), company (.3),

division (.3) and district manager (.3). This adjustment

in the influence structure indicates workers are seeking

more functional autonomy from the upper levels of manage-

ment for the plant department, but, more particularly, for

the work group. 'External sources of influence, customers

and local union officials, increase in power.

Changes in the mean differences between customers

and other sources of influence in the actual and ideal

influence structures support this argument (see Table 20).

The power differential between customers and second line

supervisors, district manager and distant management are

considerably reduced, thereby, creating greater pressure

for customer service from customers. However, the power

differential between customers and first line supervisors,
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Table 19: Mean differences between the actual and ideal

influence structures on the departmental level

 

 

 

Source .Actual Ideal Difference

Division level peOple 4.0 3.7 -.3

District manager 4.0 3.7 -.3

Company level peOple 3.7 3.4 -.3

AT&T peOple 3.9 3.3 -.6

Second line supervisors 3.2 3.3 .1

Customers 2.9 3.3 .4

First line supervisors 2.5 3.1 .6

Local union officials 2.2 2.9 .7

'WOIkers 1.8 2.6 .8

Respondent himself 1.4 2.0 .6

 

Table 20: Changes in the mean differences between cus-

tomers and other sources of influence in the

actual and ideal influence structures on the

departmental level

 

 

 

Source .Actual Ideal Difference

District manager 1.1 .4 .7

Division level peOple 1.1 .4 .7

AT&T level peOple 1.0 .0 1.0

Company level peOple .8 .l .7

Second line supervisors .3 0.0 .3

Customers 0.0 0.0 0.0

First line supervisors -.4 -.2 -.2

Local union officials -.7 -.4 -.3

WOrkers -l.l -.7 -.4

Respondent himself -l.5 -1.3 -.2
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local union Officials, workers and the respondent himself

is also reduced, thereby, giving the front line of the

organization some autonomy in deciding how it is to go

about providing the service desired by customers.

Correlates pf Influence

The same basic pattern which was revealed in the

analysis of influence on the department and on the work

group reappears in the analysis of ideal influence of

customers on the department. Two of the perspectives

used in the previous sections continue to be useful:

organization as a whole and organization composed of

subparts. The individual perspective does not appear to

apply to ideal influence (see Table 21).

All of the variables which positively relate to the

ideal influence of customers on the department are posi-

tively related to each other. Consequently, we again

interpret this finding to mean our variables are compo-

nents of a more global variable: commitment to customer

service (see Table 22).

Three measures of downward influence positively corre-

late with ideal influence: company on second line/first

line/workers (.40), local/distant management on workers

(.35) and manager on manager/first line/workers (.30).

Local/distant management is defined.as AT&T, division,

manager and second line supervisors. These correlations

may be interpreted in the following manner. The downward
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influence from management is impressing upon the workers

the necessity for greater service to customers. This

downward pressure, however, is not followed by a suffi-

cient commitment of resources. Consequently, the more

pressure the company exerts on the workers for customer

service the more influence the workers want the customers

to exert on management in order to get the resources

needed to provide the service customers desire.

The ability of first line supervisors to influence

distant management positively correlates with ideal influ-

ence of customers: first line supervisors on.AT&T/division

(.24). The more influence first line supervisors can

exert on the upper levels of management the more resources

and OOOperation they can secure from these levels in pro-

viding customer service. Under these conditions workers

are willing to give customers more influence on the depart-

ment.

External influence positively correlates with ideal

influence: customers on work group level (.45), district

manager on local union officials (.27) andcustomers on

departmental level (.26). .Again, we find that actual

influence is related to ideal influence. The interesting

point is that the correlation is much stronger on the

work group level than it is on the departmental level.

The difference in the strength of the correlations on the

two levels may be accounted for by assuming that much of

the influence customers exert on the work group requires
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action on the departmental level. Consequently, the more

influence customers exert on the work group the more influ-

ence workers want them to exert on the departmental level.

Since the ability of customers to exert influence on the

department may require workers to extend special services,

workers do not want to give customers more influence unless

the district manager can influence local union officials

in order to prevent labor-management difficulties over the

situation.

Two other variables positively correlate with ideal

influence of customers on the department: membership in

other organizations (.34) and contact with workers (.26).

Membership in other organizations places workers in contact

with customers on an extended basis in primary group situ-

ations. Consequently, workers may see the customer per-

spective more clearly. Finally, contact with workers may

positively correlate with ideal influence of customers

because workers receive most of the negative feedback when

customers are unable to exert influence on the department.

The four variables which negatively correlate with

ideal influence of customers on the department positively

correlate with each other. .Again, we suggest that these

variables are components of a more global variable called

functional autonomy (see Table 23).

Three of the negatively correlated variables are

measures of upward influence within the district level of

organization: first line supervisor on district manager
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Table 23: Intercorrelational matrix of variables which

negatively correlate with the ideal influence

of customers on the departmental level

 

1 2 3 4

1 First line on district manager .53 .15 .17 l

2 First line on second line .31 .22 2

3 'WOrkers on local management .41 3

4 Consensus on job and company 4

 

(-.47), first line supervisor on second line supervisor

(-.38), and workers on local management (-.32). These

correlations suggest that customers may be a countervailing

power which workers employ in their bid for functional

autonomy. If workers are unable to govern their own

affairs, they want customers to be influential. If

workers can govern their own affairs, they do not want

customers interfering.

Consensus in the work group on job and company is

also negatively correlated with ideal influence of cus-

tomers (-.3l). Consensus within the group provides a

barrier to external influence.

As in the previous sections we find that the vari-

ables which positively relate with ideal influence and

the variables which negatively relate with ideal influ-

ence are negatively related to each other. This finding

is interpreted as evidence for our conclusion that customer

influence is a product of two conflicting processes: com-

mitment to customer service and a bid for functional
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autonomy by the front-line of the organization (see Table

24).

Summary

Customers appear to exert a moderate amount of influ-

ence on the department and work group. On both organiza-

tional levels, however, they rank below several levels of

management and above organizational members most directly

responsible for customer service. 'WOrkers would slightly

increase the amount of influence customers exert on the

department, but they give more influence to the front-line

of the organization, thereby, reducing the gap between cus-

tomers and themselves.

The variables which correlate with customer influence

exhibit a consistent pattern which holds across type of

influence and level of organization on which influence is

exerted. The consistent pattern is revealed when the vari-

ables are classified under seven headings: downward influ-

ence, upward influence, external influence, intra-

individual phenomena, work group characteristics, superior-

subordinate relationships and other.

Downward influence is positively related to customer

influence. Upward influence is positively related to cus-

tomer influence when it originates within the district and

is directed toward distant management. Upward influence

is negatively related when it originates with the front-

line of the organization and is directed toward local
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management. External influence is positively related

whether the flow of influence is from the organization

to local union officials, from customers to the organiza-

tion or from local union officials to the organization.

Intra-individual phenomena, for the most part, negatively

relate with customer influence. WOrk group characteris-

tics were negatively correlated while the superior-

subordinate relationships were positively correlated.

The other category also produced positive correlations.

Customer influence, consequently, appears to be the

product of two conflicting processes: commitment of the

organization to customer service and a bid for functional

autonomy by the organizational members most directly

responsible for customer service.



CHAPTER IV

LOCAL UNION OFFICIAL INFLUENCE

Introduction

This chapter presents the findings which are related

to local union official influence. The findings are pre-

sented in three sections: (1) local union official influ-

ence on the department, (2) local union official influence

on the work group and (3) ideal influence of local union

officials on the department. Each of these sections is

divided into two parts--amount of influence and correlates

of influence. The chapter concludes with a summary of the

findings.

Local Union Influence pp Department

Amount pf _nf1uence

The plant department, like most social systems, must

contend with influence attempts from several sources.

Measurement of ten sources of influence on the department

were available for this study. The sources are AT&T level

peOple, company level people, division level peOple, dis-

trict manager, second line supervisor, first line super-

visor, customers, local union officials, workers and the

respondent himself. The measurement scale contained the

following categories--little or no, some, quite a bit, a
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great deal and a very great deal. .A mean ranking of the

sources was constructed to determine the amount of influ-

ence exerted by each source and their positions relative

to each other (see Table 5).

Local union officials hold a low rank in the influ-

ence structure with a mean of 2.2. They rank below the

district manager, division, ATdT, company, second line

supervisors, customers and first line supervisors. They

rank above workers and the respondent himself. .A qualita-

tive interpretation of the mean places local union officials

at the low end of the "some influence" category. The means

range from 1.4 to 4.0.

Mean differences were computed between local union

officials and other sources of influence on the department

in order to get a clearer picture of the relative influence

local union officials exerted on the department (see Table

25). These differences show local union Officials exercise

considerably less influence on the department than the

district manager (1.8), division (1.8), ATdT (1.7), company

(1.5), second line supervisors (1.0), and customers (.7).

They further indicate local union officials exercise

slightly less influence than first line supervisors (.3)

and slightly more than the workers as a group (.4). Local

union officials are only considerably more influential

than the individual worker (.8). Local union Officials,

then, exert a low amount of influence on the department

and they rank below customers and all levels of management.
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They only exert more influence than the individuals they

represent.

Table 25: Mean differences between local union officials

and other sources of influence on the depart-

mental level

 

 

Source Mean Difference

 

District manager

Division level peOple

AT&T level peOple

Company level peOple

Second line supervisors

Customers

First line supervisors

Local union officials 0.

WOrkers

Respondent himself

H
H
H
H
H

(
D
i
-
p
O
O
O
Q
O
C
fi
Q
m
C
D

 

Local union officials face a problem also encountered

by customers: the organizational distance separating the

local union official from the most powerful sources of

influence on the department is considerable. In fact,

the problem may be more acute for local union officials

as they must work through the organizational structure of

the union as well as the organizational structure of the

company in order to reach the most powerful sources of

influence on the department.

Correlates pf Influence

The classes of variables which correlate with local

union official influence on the department are different

than the classes of variables which correlate with customer
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influence on the department. Local union official influ-

-ence appears to be related to the individual worker, his

work situation and his interaction with union officials

more than it is related to the formal authority structure

within the organization (see Table 26).

t The variables which correlate with local union Offi-

cial influence on the department appear to be most readily

understood from the perspective of the individual worker

rather than from the perspective of the organization.

These variables appear to revolve around the ability of

the worker to create a viable life space in which he can

function on a day-to-day basis. These variables suggest

that the more successful the worker is in creating a viable

life space the less influence he perceives local union

officials to have. The viability of the worker's life

space may reduce the perceived influence of local union

Officials in two ways: (1) it may reduce the amount of

assistance workers need from local union officials, thereby,

limiting their Opportunities to exercise influence; (2) it

may reduce the dependence on local union officials, thereby,

reducing the Obligation workers feel toward following union

leadership.

The argument that a viable life space for workers

reduces the influence local union officials exercise on the

department is based on the variables which negatively

correlate with local union Official influence on the

department. These variables, for the most part, are
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(positively correlated with each other which suggests that

they may be components of the global variable we are

calling a viable life space (see Table 27).

Several correlations suggest that a stable working

situation characterized by primary relations among peers,

harmonious relations with superiors and norms supportive

of company goals results in the reduction of local union

official influence. The influence of stability is based

on the correlations between union influence and time under

present supervisor (-.39) and time worked with members of

group (-.3l). These correlations imply that an enduring

social relationship among members of a work group and

between workers and their supervisor reduces the percep-

tion of union influence. ‘Why? Given the existence of

an enduring social relationship, it can be inferred, even

in imperatively coordinated activities, that consensus has

develOped on the definition of the situation. The defini-

tion of the situation, then, provides guidelines for

behavior which tend to reduce the level of conflict among

peers and between superior and his subordinates. The

reduction or elimination of conflict reduces the percep-

tion of local union official influence because it reduces

the Opportunities for union Officials to exercise influ-

ence.

Several correlations suggest that the influence of

local union Officials decreases as the dependency on union

protection decreases: influence of respondent on work
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group (-.40), satisfaction with type of work (-.33), sense

of belonging to group/cohesiveness of group (-.33), satis-

faction with pay (-.25), skill level (-.27) and attitude

toward best salesman and high producer (-.30).

If a person perceives personal control over his work

group, he is less likely to develOp grievances. If

grievances occur, he should be able to solve them as well

as the union official can. By solving the problem himself

he reduces his dependence on the union, and consequently,

reduces its control of him. Satisfaction with type of

work and satisfaction with pay reduces the worker's

dependency on the union in two areas in which unions have

traditionally based their appeal to workers. .A sense of

belonging to the work group removes the individual from

the highly vulnerable position of the isolated individual

and gives him another base of support besides the union.

In addition, the greater his sense of belonging to the

group the more loyal he will be to it. The more loyal he

is to the group the less likely he is to act contrary

to the wishes of group members. Consequently, if he devel-

ops grievances which are in line with the group's defini-

tion of the situation he can count on the group's support

and need not get union officials involved. In addition,

cohesiveness and sense of belonging negatively correlate

with conflict between work group and its supervisor (-.40

and -.35 respectively). This indicates that groups with

strong interpersonal bonds do not get into conflict with
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their supervisors, possibly because the supervisor does

not want a mutiny on his hands. Finally, favorable feelings

in the group toward the high producer and the tOp salesman

are not likely to create problems for the group either with

its supervisor in the department or with upper levels of

management. In fact, attitudes which are favorable toward

high productivity are likely to bring the group favorable

reactions from management when problems occur. Again, the

dependency on union officials is reduced.

Two other correlations suggest that union official

influence decreases because workers do not feel the union

can improve the situation they face: company on workers

(-.28) and impersonal controls on work group (-.35). Both

of these impingements on the worker's life space originate

from sources outside of the power sphere of local union

officials.

Finally, membership in other organizations correlates

negatively with union Official influence (-.25). Member-

ship in other organizations may place the worker in contact

with individuals who view the union as an ineffective

organization.

The variables which positively correlate with local

union official influence are positively correlated to

each other. This suggests that these variables are com-

ponents of a more general phenomenon. However, it is

difficult to put a name on that phenomenon. It appears

that local union official influence on the department is
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linked to the willingness of union officials to cooperate

with management (see Table 28).

Five variables positively correlate with union influ-

ence on the department: workers/manager on local union

officials (.30), local union officials on work group (.37),

company/manager/first line on union Officials (.27),

reference group: local union officials (.25) and contact

with local union officials (.31).

The external flow of influence from.management and

workers to local union officials and from local union

officials to the work group suggests that local union

Officials increase their influence on the department when

they act as agents of control for the company. Local union

officials can exercise upward influence in the company

when they demonstrate the ability to control their own

members. This ability to act as an agent of control,

apparently, leads some union members to identify with

local union officials. Contact with local union officials

enables workers to see the union officials in action and

enables the Officials to justify their actions to members.

Finally, the variables which are negatively correlated

with local union official influence on the department and

the variables which are positively related with local union

Official influence on the department are negatively corre-

lated to each other. These findings suggest that the

construction of a viable life space results in the isola-

tion of the worker from the union. 'WOrkers with a viable
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life space appear to see union Officials as more inde-

pendent from workers and.management and less able to con-

trol union members (see Table 29).

Local Union Influence pp WOrk Group

Amount p: Influence
 

Fourteen sources of influence were measured on the

work group level of organization. Four measures of imper-

sonal control-~tools and equipment, job specifications,

units of productivity, equipment designer--were added to

the ten sources already cited in the discussion of local

union official influence on the department. .A mean ranking

was constructed to measure the amount of influence local

union Officials exercised on the work group and their

position relative to other sources of influence (see

Table 11).

Local union officials hold a low rank in the influ-

ence structure on the work group level with a mean of

2.1. They rank below first line supervisors, second line

supervisors, district manager, tools and.equipment, job

specifications, division level peOple, units of produc-

tivity, customers, company level peOple, workers, AT&T

level peOple and equipment designer. They only rank above

the respondent himself. .A qualitative interpretation of

the mean places local union officials at the low end of

the "some influence" category. The means range from 2.0

to 3.7.
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Mean differences were computed between local union

officials and other sources of influence on the work group

in order to get a clearer picture of the relative influence

local union Officials exerted on the work group (see

Table 30). These differences show that local union offi-

cials exercise considerably less influence than first line

supervisors (1.6), second line supervisors (1.3), district

manager (1.3), tools and equipment (1.1), job specifica-

tions (1 l), division (1.1), units of productivity (.9),

customers (.8), company (.8), workers (.8), AT&T (.6)

and equipment designer (.5). Local union officials only

exercise slightly more influence than the respondent

himself (.1).

Table 30: Mean differences between local union Officials

and other sources of influence on the work

group level

 

 

Source Mean Difference

 

First line supervisors

Second line supervisors

District manager

Tools and.equipment

Job specifications

Division level peOple

Units of productivity

Customers

Company

WOrkers

AT&T level peOple

Equipment designer

LOcal union Officials 0.

Respondent himself -

H
H
H
H
H
H

l
—
‘
O
C
D
C
D
C
D
C
D
C
D
L
O
I
—
‘
I
—
‘
l
—
‘
w
w
m
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Some of the changes which have occurred in the influ-

ence structure on the work group level as compared with

the departmental level have already been noted in the

section on customer influence on the work group. .An addi-

tional change which appears pertinent to local union offi-

cial influence is that union officials exercise consider-

ably less influence on the work group than do workers as

a group and only slightly more influence than the respond-

ent himself. On the departmental level local union offi-

cials exercise more influence than workers and the

respondent himself.

Correlates pf Influence

Local uniOn official influence on the work group

exhibits the same pattern which was revealed in the

analysis of local union official influence on the depart-

ment. Local union influence continues to be negatively

related to a viable life space and positively related to

the willingness of local union officials to cooperate with

management (see Table 31).

All the variables which are negatively related to

local union official influence on the work group are

positively related to each other. This finding is inter-

preted to mean these variables are components of a more

global variable which we are calling a viable life space

(see Table 32).

1 Several variables which negatively correlate with

local union official influence on the work group also



T
a
b
l
e

3
1
:

I
n
d
e
x
e
s

a
n
d
v
a
r
i
a
b
l
e
s

w
h
i
c
h

c
o
r
r
e
l
a
t
e

w
i
t
h

l
o
c
a
l

u
n
i
o
n

O
f
f
i
c
i
a
l

i
n
f
l
u
e
n
c
e

o
n
w
o
r
k

g
r
o
u
p

l
e
v
e
l

(
n
=
2
1
)

  

I
n
d
e
x
e
s
/
V
a
r
i
a
b
l
e
s

K
e
n
d
a
l
l

R
a
n
k

C
o
r
r
e
l
a
t
i
o
n
s

 

D
o
w
n
w
a
r
d

i
n
f
l
u
e
n
c
e

 

S
e
c
o
n
d

l
i
n
e

s
u
p
e
r
v
i
s
o
r
s

o
n
w
o
r
k

g
r
o
u
p

l
e
v
e
l

D
i
s
t
r
i
c
t

m
a
n
a
g
e
r

o
n
w
o
r
k
g
r
o
u
p

l
e
v
e
l

F
i
r
s
t

l
i
n
e

s
u
p
e
r
v
i
s
o
r
s

o
n
w
o
r
k
e
r
s

U
p
w
a
r
d

i
n
f
l
u
e
n
c
e

F
i
r
s
t

l
i
n
e

s
u
p
e
r
v
i
s
o
r

o
n

s
e
c
o
n
d

l
i
n
e

s
u
p
e
r
v
i
s
o
r

R
e
s
p
o
n
d
e
n
t

h
i
m
s
e
l
f

o
n
w
o
r
k

g
r
o
u
p

l
e
v
e
l

E
x
t
p
g
n
a
l

i
n
f
l
u
e
n
c
e

W
O
r
k
e
r
s
,

m
a
n
a
g
e
r
,

c
o
m
p
a
n
y
,

f
i
r
s
t

l
i
n
e

o
n

u
n
i
o
n

o
f
f
i
c
i
a
l
s

M
a
n
a
g
e
r
,

c
o
m
p
a
n
y
,

f
i
r
s
t

l
i
n
e

o
n

u
n
i
o
n

o
f
f
i
c
i
a
l
s

W
O
r
k
e
r
s

o
n

w
o
r
k
e
r
s
,

u
n
i
o
n

o
f
f
i
c
i
a
l
s
,

r
e
s
p
o
n
d
e
n
t

h
i
m
s
e
l
f

L
o
c
a
l

u
n
i
o
n

o
f
f
i
c
i
a
l
s

o
n

d
e
p
a
r
t
m
e
n
t
a
l

l
e
v
e
l

I
n
t
r
a
-
i
n
d
i
v
i
d
u
a
l

p
h
e
n
o
m
e
n
a

I
d
e
n
t
i
f
i
c
a
t
i
o
n

w
i
t
h

l
o
c
a
l

u
n
i
o
n

O
f
f
i
c
i
a
l
s

a
s

r
e
f
e
r
e
n
c
e

g
r
o
u
p

I
d
e
n
t
i
f
i
c
a
t
i
o
n

w
i
t
h

c
u
s
t
o
m
e
r
s

a
s

r
e
f
e
r
e
n
c
e

g
r
o
u
p

S
k
i
l
l

l
e
v
e
l

S
a
t
i
s
f
a
c
t
i
o
n

w
i
t
h

p
a
y

F
r
e
e
d
o
m

t
o

s
e
t

w
o
r
k

p
a
c
e

.
3
5

.
2
7

.
2
6

-
2
3
1

.
5
9

.
5
1

.
3
9

.
3
7

.
4
1

.
3
8

-
.
4
3

-
.
3
1

-
.
2
5

119



T
a
b
l
e

3
1
,

c
o
n
t
i
n
u
e
d

 

K
e
n
d
a
l
l

R
a
n
k

I
n
d
e
x
e
s
/
V
a
r
i
a
b
l
e
s

C
o
r
r
e
l
a
t
i
o
n
s
 W
O
r
k

g
r
o
u
p

c
h
a
p
p
c
t
e
r
i
s
t
i
c
s

 

S
i
z
e

.
2
8

A
t
t
i
t
u
d
e

t
o
w
a
r
d

b
e
s
t

s
a
l
e
s
m
a
n

a
n
d
h
i
g
h

p
r
o
d
u
c
e
r

-
.
3
7

S
u
p
e
r
i
o
r
-
s
u
b
o
r
d
i
n
a
t
e

r
e
l
a
t
i
o
n
s
h
i
p
s

S
u
p
e
r
v
i
s
o
r
'
s

i
n
t
e
r
e
s
t

i
n
w
e
l
f
a
r
e

o
f
m
e
n

.
2
5

C
o
n
t
a
c
t

w
i
t
h

f
i
r
s
t

l
i
n
e

s
u
p
e
r
v
i
s
o
r
s

-
.
3
8

S
u
p
e
r
v
i
s
o
r
'
s

w
i
l
l
i
n
g
n
e
s
s

t
o

a
c
c
e
p
t

s
u
g
g
e
s
t
i
o
n
s

-
.
2
7

O
t
h
e
r

C
o
n
t
a
c
t

w
i
t
h

c
u
s
t
o
m
e
r
s

.
3
6

C
o
n
t
a
c
t

w
i
t
h

l
o
c
a
l

u
n
i
o
n

o
f
f
i
c
i
a
l
s

.
3
3

M
e
m
b
e
r
s
h
i
p

i
n

o
t
h
e
r

o
r
g
a
n
i
z
a
t
i
o
n
s

-
.
3
7

 

120



T
a
b
l
e

3
2
:

l
o
c
a
l

u
n
i
o
n

o
f
f
i
c
i
a
l

i
n
f
l
u
e
n
c
e

o
n

t
h
e

w
o
r
k
g
r
o
u
p

l
e
v
e
l

(
n
=
2
1
)

I
n
t
e
r
c
o
r
r
e
l
a
t
i
o
n
a
l

m
a
t
r
i
x

o
f

v
a
r
i
a
b
l
e
s

w
h
i
c
h

n
e
g
a
t
i
v
e
l
y

c
o
r
r
e
l
a
t
e

w
i
t
h

 

HNC’JV'LDCDBQCD

F
i
r
s
t

l
i
n
e

o
n

s
e
c
o
n
d

l
i
n
e

.
3
9

.
4
0

R
e
s
p
o
n
d
e
n
t

h
i
m
s
e
l
f

o
n
w
o
r
k

g
r
o
u
p

.
4
1

S
k
i
l
l

l
e
v
e
l

I

S
a
t
i
s
f
a
c
t
i
o
n

w
i
t
h

p
a
y

F
r
e
e
d
o
m

t
o

s
e
t

w
o
r
k

p
a
c
e

A
t
t
i
t
u
d
e

t
o
w
a
r
d

s
a
l
e
s
m
a
n
/
p
r
o
d
u
c
e
r

S
u
p
e
r
v
i
s
o
r

a
c
c
e
p
t
s

s
u
g
g
e
s
t
i
o
n
s

C
o
n
t
a
c
t

w
i
t
h

f
i
r
s
t

l
i
n
e

M
e
m
b
e
r
s
h
i
p

i
n

o
t
h
e
r

o
r
g
a
n
i
z
a
t
i
o
n
s

.
2
2

.
3
9

.
2
7

.
1
0

.
1
6

.
3
6

.
1
4

.
2
8

.
4
3

.
1
4

.
2
6

-
.
1
0

7

.
1
9

.
3
1

.
4
0

.
4
6

.
0
8

.
1
7

.
1
6

-
.
1
4

.
3
4

.
1
4

.
1
3

.
2
6

.
0
7

.
1
4

-
.
1
4

.
0
5

.
4
4

.
1
5

.
1
3

-
.
0
1

.
2
2

r—INOOd‘LDCOBCDCD

 

121



122

negatively correlated with local union official influence

on the department: respondent himself on work group (-.31),

skill level (-.43), satisfaction with pay (- 31), attitude.

toward.best salesman and high producer (-.37), and.member-

ship in other organizations (-.37). It is assumed that

the interpretations given to these correlations on the

departmental level also hold on the work group level.

Four other negatively correlated variables appear at

the work group level which did not appear on the depart-

mental level: first line supervisor on second line super-

visor (-.32), freedom to set one's own work pace (-.25),

contact with first line supervisors (-.38) and supervisor's

willingness to accept suggestions (-.27).

Influence of the first line supervisor on the second

line supervisor may be negatively correlated with local

union official influence because the first line supervisor

may be using his upward influence to meet the demands of

his workers and to improve their working situation.

Freedom to set one's own work pace may be negatively

correlated with union official influence because the per-

ception of freedom reduces the ability of union Officials

to exercise control.

Contact with first line supervisors may correlate

with union influence for the following reasons: (1) the

contact may produce beneficial results for the workers

and consequently decrease their dependence on the union;

(2) the contact may lead to grievances which the union
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official cannot do anything about; (3) the contact may

lead to identification with the supervisor and a pro-

management attitude.

Supervisor's willingness to accept suggestions nega-

tively correlates with union official influence because

the acceptance of suggestions may eliminate possible

sources of irritation. In addition, the acceptance of

suggestions may lead to friendlier relations between the

supervisor and his subordinates. It most likely reduces

the level of conflict which might exist between the work

group and the supervisor.

.A considerably greater number of variables were found

to correlate positively with local union Official influ-

ence on the work group level than on the departmental

level. Again, all the variables which positively relate

to local union official influence are positively related

to each other. The additional variables which appear on

the work group level appear to strengthen the argument

that local union official influence is related to the

willingness of the Officials to COOperate with management;

for a number of new variables measure the effectiveness

of the formal authority structure and the commitment of

workers to the goal of customer service. In short, the

influence of local union officials is related to their

ability to discipline union members to perform their roles

in the system (see Table 33).



T
a
b
l
e

3
3
:

l
o
c
a
l

u
n
i
o
n

o
f
f
i
c
i
a
l

i
n
f
l
u
e
n
c
e

o
n

t
h
e

w
o
r
k

g
r
o
u
p

l
e
v
e
l

(
n
=
2
1
)

I
n
t
e
r
c
o
r
r
e
l
a
t
i
o
n
a
l

m
a
t
r
i
x

o
f

v
a
r
i
a
b
l
e
s

w
h
i
c
h

p
o
s
i
t
i
v
e
l
y

c
o
r
r
e
l
a
t
e

w
i
t
h

 

HNC‘Od“ U)

1
0

1
1

1
2

1
3

l
2

3
4

S
e
c
o
n
d

l
i
n
e

o
n

w
o
r
k

g
r
o
u
p

.
6
6

.
4
4

.
3
3

M
a
n
a
g
e
r

o
n
w
o
r
k

g
r
o
u
p

.
2
8

.
0
7

F
i
r
s
t

l
i
n
e

o
n

w
o
r
k
e
r
s

.
3
3

'
W
O
r
k
e
r
s

o
n
w
o
r
k
e
r
s
/
u
n
i
o
n
]

r
e
s
p
o
n
d
e
n
t

U
n
i
o
n

o
f
f
i
c
i
a
l
s

o
n

d
e
p
a
r
t
m
e
n
t

W
O
r
k
e
r
s
/
m
a
n
a
g
e
r
/
c
o
m
p
a
n
y
/

f
i
r
s
t

l
i
n
e

o
n
u
n
i
o
n

M
a
n
a
g
e
r
/
c
o
m
p
a
n
y
/
f
i
r
s
t

l
i
n
e

o
n

u
n
i
o
n

R
e
f
e
r
e
n
c
e
:

l
o
c
a
l

u
n
i
o
n

o
f
f
i
c
i
a
l
s

R
e
f
e
r
e
n
c
e
:

c
u
s
t
o
m
e
r
s

S
i
z
e

o
f
w
o
r
k

g
r
o
u
p

S
u
p
e
r
v
i
s
o
r
:

w
e
l
f
a
r
e

o
f
m
e
n

C
o
n
t
a
c
t

w
i
t
h

c
u
s
t
o
m
e
r
s

C
o
n
t
a
c
t

w
i
t
h

u
n
i
o
n

o
f
f
i
c
i
a
l
s

5
6

.
0
8

.
3
3

.
0
2

.
1
5

=
0
8

.
2
3

.
1
0

.
5
0

.
2
8

7
8

9
1
0

l
l

1
2

.
2
6

.
0
2

.
1
0

.
1
6

.
2
4

.
0
5

.
2
4

.
1
5

.
2
2

.
2
1

.
1
6

.
0
2

.
1
7
-
u
0
7

.
1
5

.
0
9

.
4
0

.
3
2

.
3
6

.
0
9
-
3
0
1

.
1
7

.
2
6

.
1
5

.
2
7

.
2
5
-
n
0
7

.
0
2

.
1
0
-
n
0
4

.
8
4

.
3
3

.
3
3

.
2
3

.
1
0

.
2
3

.
3
1

.
3
9

.
2
7

.
0
3

.
2
7

.
4
8

.
3
2
-
5
1
7

.
2
2

.
3
8
-
a
0
3

.
4
6

2
0
7

.
3
2

.
1
0

1
3

.
3
7

.
3
0

.
1
2

.
3
0

.
3
1

.
3
4

.
2
6

.
1
1

-
.
0
5

.
0
1

.
2
7

-
.
0
7

1
0

l
l

1
2

1
3

 

124



125

Three variables which measure the dbwnward flow of

influence within the district positively correlate with

local union official influence on the work group: second

line supervisor on work group (.35); district manager on

work group (.27), and first line supervisor on workers

(.26). These correlations suggest that union officials

exert influence on the work groups to the extent that

their influence facilitates orderly Operations within the

department.

The external flow of influence from.management and

workers to local union officials and from local union offi-

cials to the organization positively correlates with local

union official influence on the work group: workers,

manager, company, first line supervisors on union Officials

(.59), manager, company, first line supervisors on union

Officials (.51), local union officials on the department

(.37) and.workers on workers, local union officials and

the respondent himself (.39). These correlations suggest

the following interpretation: local union officials exert

influence on the work group when they take actions with

which the management of the company and/or union members

agree. Union Officials are able to get COOperation from

the company when they learn how to play ball with the

company. Local union Officials get cOOperation and backing

from workers when they take actions which are supported by

union members. In addition, union officials increase

their influence when workers are able to exercise control
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over their co-workers. Finally, their ability to exercise

influence on a higher organizational level allows or con-

tributes to their ability to exercise influence on a lower

level.

Six other variables are positively correlated with

local union official influence on the work group: refer-

ence group: local union officials (.41); reference group:

customers (.38); group size (.28); supervisor: welfare of

men (.25); contact with custOmers (.36); contact with

local union officials (.33). These variables suggest that

the influence of local union officials on the work group

increases as they come under the influence of management

and reinforces the exercise of organizational authority

that is aimed at providing customer service.

Finally, the variables which negatively relate to

local union official influence on the work group nega-

tively relate to the variables which positively relate to

local union official influence on the work group. This

finding suggests that local union official influence on

the work group is the product of two conflicting processes.

The influence of local union officials increases as their

actions support the exercise of formal authority that is

aimed at the goal of customer service. The influence of

local union Officials decreases as workers are able to

construct a viable life space which gives them some func-

tional autonomy (see Table 34).
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Ideal Influence pp Depprtment

Amount p: Influence

The composition of the influence structure on the

department and the ideal influence structure on the depart-

ment is identical. .A mean ranking of these sources was

constructed to determine the amount of influence each

source should exert on the department and their relative

position to each other (see Table 17).

Local union officials hold a low rank in the ideal

influence structure of the department with a mean of 2.9.

They rank below division, district manager, company, cus-

tomers, ATdT, second line supervisors and first line super-

visors. They rank above workers and the respondent him-

self. .A qualitative interpretation of the mean places

local union officials at the high end of the "some influ-

ence" category. The means range from 2.0 to 3.7.

Mean differences were computed between local union

officials and other sources of influence on the depart-

ment in order to get a clearer picture of the relative

influence local union Officials should exert on the depart-

ment (see Table 35). These differences show local union

officials should exert considerably less influence than

division (.8), district manager (.8) and company (.5) and

slightly less than customers (.4), AT&T (.4), second line

supervisors (.4) and first line supervisors (.2). Local

union officials should exert slightly more than workers



129

as a group (.3) and considerably more than the respondent

himself (.9).

Table 35: Mean differences between local union Officials

and other sources of influence in the ideal

influence structure of the department

 

 

Source Mean Difference

 

Division level peOple

District manager

Company level peOple

Customer

AT&T level peOple

Second line supervisors

First line supervisors

Local union Officials

WOrkers

ReSpondent himself (
.
D
O
O
O
N
t
P
I
-
h
r
fi
-
C
J
'
I
C
D
C
D

 

Although the rank of local union Officials does not

change between the actual and ideal influence structures

of the department, their relative influence certainly does.

The relative influence of local union officials is

increased in two ways. First, local union officials

receive the second highest increase in influence. Second,

the influence of several other sources is reduced. This

process results in a shorter range of means and.a more

equal distribution of influence (see Table 19).

A comparison of the mean differences between local

union officials and other sources of influence in the ac-

tual and ideal influence structures shows that local union

officials would gain on all other sources of influence

except workers if the ideal influence structure became
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reality (see Table 36). The ideal influence structure

gives local union officials considerable gains over AT&T

(1.2), company (1.1), district manager (1.0), division

(1.0) and second line supervisors (.6). Minor gains are

granted to local union Officials Over customers (.3),

first line supervisors (.1) and the respondent himself

(.1). The ideal influence structure, however, would

reduce the difference in influence which local union

officials and workers have on the department (-.l).

Table 36: Changes in the mean differences between local

union officials and other sources of influence

in the actual and ideal influence structures

in the department

 

 

Source .Actual Ideal Change

 

District manager

Division level peOple

AT&T level people

Company level peOple

Second line supervisors

Customers

First line supervisors

WOrkers . -

Respondent himself -

H
H
H
H

H
H
H
H
H

H
H
m
e
H
m
o
o

C
D
I
‘
P
O
O
Q
O
C
fi
Q
G
D
C
D

(
c
a
m
p
e
r
s
-
$
0
1
0
0
0
0

 

These findings suggest that workers want to increase

the capability of local union Officials to protect them

from customers and management, particularly second line

supervisors and above. 'WOrkers want slightly more protec-

tion from first line supervisors; however, they do not

want to increase the power of local union officials on the
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department relative to their own power. In fact, workers

want to decrease the power differential between themselves

and local union Officials. Finally, workers feel local

union Officials should be considerably more powerful than

any individual worker, possibly to protect the group

against any deviant individual.

Correlates pf Influence
 

The basic pattern which was revealed in the analysis

of influence on the department and on the work group

reappears in the analysis of ideal influence of local

union Officials on the department. .A viable life space

continues to be negatively related to local union offi-

cial influence and the willingness of local union officials

to COOperate with management continues to be positively

related to local union Official influence (see Table 37).

All variables which negatively correlate with the

ideal influence of local union officials positively corre-

late with each other. .Again, we suggest that these

variables are components of a global variable which we

are calling a viable life space (see Table 38).

The following variables are considered cOmponents

of a viable life space: workers on district manager and

first line supervisors (-.36); individual on work group

(-.35); first line supervisors on second line supervisors

(-.27); a sense of belonging to work group (-.42); satis-

faction with work and pay (-.40); skill level (- 31);
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amount of responsibility given on job (-.27); attitude

toward best salesman and high producer (-.38); cohesiveness

of group (-.30); consensus in group on job and company

(-.30); and supervisor's willingness to accept suggestions

(-.3s). I

The first three variables listed above can be classi-

fied as measures of upward influence. The more upward

influence workers can exert on their behalf the less they

need union officials to intercede for them. Consequently,

the less influence they want to give them. The ability

of first line supervisors to influence second line super-

visors may negatively correlate with ideal influence of

local union officials because the upward influence attempts

by first line supervisors may be in support of better

working conditions for the workers.

Four other variables which negatively correlate with

the ideal influence of local union officials measure intra-

individual phenomena. When a worker develOps a sense of

belonging to his work group, he is no longer an isolated

individual. He forms primary relationships with his co-

workers and he no longer feels like an outsider. In addi-

tion, he can count on his co-workers for support independ-

ent of any support he may receive from union officials.

Satisfaction with type of work and pay makes the work

situation more tolerable for the individual feels that he

is getting an adequate return for doing something he likes

to do. .As his skill level increases he becomes more
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indispensable to the company and less able to be assisted

by the union because of his link to technology. .As the

amount of responsibility the worker is given on the job

increases to the point where it is burdensome, the union

official is seen as having little influence on his job.

Several work group characteristics also contribute

to the viable work situation. The feelings in the group

toward the highest producer and tOp salesman are attitudes

which support the company goals and consequently the rela-

tionships between the work group and its superiors should

be amiable. Cohesion allows the group to act as a unit

rather than as separate individuals. Consequently, it is

more able to protect its members and to get its demands

met than the less cohesive group. Consensus on job and

company enables the work group to develOp a definition of

the situation which will guide its member's actions. .A

common definition of the situation should reduce grievances

and therefore reduce the need for union intervention.

Superior-subordinate relationships also play a role.

Acceptance of suggestions by the supervisor may eliminate

irritations as well as give the worker some control over

their jobs. It also provides the worker with Opportunities

for self-enhancement. The correlations between company

influence on the division and.work group levels and ideal

influence of local union officials are not readily

explainable.
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.All variables which positively relate to the ideal

influence of local union officials are positively related

to each other. This suggests that these variables are com-

ponents of a more global variable which we are calling the

willingness of union officials to cOOperate with management

in providing customer service (see Table 39).

Most of the variables which positively relate to ideal

influence of local union officials are measures of the flow

of influence from management to local union officials and

from local union officials to the two organizational

levels: district manager on local union officials (.52),

first line supervisors on local union officials (.34),

local union officials on department (.47), local union offi-

cials on work group (.32) and customers on department (.27).

These correlatiOns suggest that the ideal influence

of union officials is related to the willingness of union

officials to support the demands made by management on

workers in the name of customer service. When this occurs,

it appears workers are more likely to take local union

officials as a reference group (.31).

Three other variables suggest the possibility that

the increase in the influence of local union officials

is associated with the conception of the union as a counter-

vailing power: ideal influence of manager (.33), respond-

ent himself on department (.26) and conflict between work

group and supervisor (.26).
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The variables which positively correlate with ideal

influence of local union officials and the variables which

negatively correlate with the ideal influence of local

union Officials are negatively correlated with each other

(see Table 40). This suggests that the ideal influence of

local union officials is a product of conflicting processes:

the attempt by workers to develOp a viable life space which

includes functional autonomy and the willingness of local

union Officials to support demands made by management on

workers for customer service. Ideal influence of local

union officials also appears related to the conception of

the union as a countervailing power.

Summary

Local union officials appear to exert a low amount of

influence on the departmental and work group levels. On

the departmental level they rank below all other sources

of influence except workers and the respondent himself.

On the work group level they rank below all other sources

of influence except the respondent himself. On both organi-

zational levels the mean differences separating local union

officials from other sources of influence are considerable.

The rank position does not change for local union officials

in the ideal influence structure; however, their relative

influence increases as they receive the second largest

increase in power while the most powerful sources suffer

decreases in influence.



T
a
b
l
e

4
0
:

I
n
t
e
r
c
o
r
r
e
l
a
t
i
o
n
s

b
e
t
w
e
e
n

v
a
r
i
a
b
l
e
s

w
h
i
c
h

n
e
g
a
t
i
v
e
l
y

c
o
r
r
e
l
a
t
e

a
n
d

v
a
r
i
-

a
b
l
e
s

w
h
i
c
h

p
o
s
i
t
i
v
e
l
y

c
o
r
r
e
l
a
t
e

w
i
t
h

t
h
e

i
d
e
a
l

i
n
f
l
u
e
n
c
e

o
f

l
o
c
a
l

u
n
i
o
n

o
f
f
i
c
i
a
l
s

o
n

t
h
e

d
e
p
a
r
t
m
e
n
t
a
l

l
e
v
e
l

  

M
g
r

U
n
i
o
n

l
s
t

U
n
i
o
n

C
u
s
-

o
n

o
n

o
n

o
n

t
o
m
e
r
s

I
d
e
a
l

I
d
e
a
l

R
e
f
:

C
o
n
-

U
n
i
o
n

D
e
p
t

U
n
i
o
n

G
r
p

D
e
p
t

M
g
r

S
e
l
f

U
n
i
o
n

f
l
i
c
t

 

C
o
m
p
a
n
y

o
n

d
i
v
i
s
i
o
n

-
.
0
8

-
.
2
0

-
.
1
7

.
0
0

-
.
0
4

-
.
1
3

.
1
8

-
.
l
l

-
.
2
6

C
o
m
p
a
n
y

o
n
w
o
r
k

g
r
o
u
p

-
.
0
7

-
.
1
7

-
.
2
9

-
.
0
4

.
1
0

.
l
l

.
2
5

.
0
8

.
1
8

W
O
r
k
e
r
s

o
n
m
a
n
a
g
e
r
/
f
i
r
s
t

l
i
n
e

-
.
3
2

.
0
8

-
.
0
7

-
.
1
0

-
.
1
8

-
.
4
1

-
.
3
5

-
.
1
9

-
.
1
1

R
e
s
p
o
n
d
e
n
t

h
i
m
s
e
l
f

o
n
w
o
r
k

g
r
p

-
.
1
6

-
.
4
0

-
.
2
2

-
.
3
1

-
.
0
7

-
.
2
5

-
.
2
9

-
.
3
1

-
.
1
2

F
i
r
s
t

l
i
n
e

o
n

s
e
c
o
n
d

l
i
n
e

-
.
2
5

-
.
1
6

-
.
1
3

-
.
3
2

-
.
2
2

-
.
2
5

-
.
4
1

-
.
2
6

-
.
1
8

B
e
l
o
n
g
i
n
g

t
o
w
o
r
k

g
r
o
u
p

-
.
2
6

-
.
2
6

-
.
1
8

-
.
0
9

-
.
0
2

-
.
1
6

-
.
2
5

-
.
2
8

-
.
3
5

S
a
t
i
s
f
a
c
t
i
o
n

w
i
t
h

w
o
r
k
/
p
a
y

-
.
2
8

-
.
3
0

-
.
1
9

-
.
2
3

-
.
0
6

-
.
0
9

-
.
2
0

-
.
4
6

-
.
2
8

S
k
i
l
l

l
e
v
e
l

-
.
2
7

-
.
2
7

-
.
3
0

-
.
4
2

-
.
2
3

-
.
2
4

-
.
1
6

-
.
3
4

-
.
1
6

A
m
o
u
n
t

o
f

r
e
s
p
o
n
s
i
b
i
l
i
t
y

-
.
1
6

.
1
3

-
.
0
7

.
0
2

-
.
2
2

-
.
l
l

.
2
2

-
.
1
9

-
.
3
1

.
A
t
t
i
t
u
d
e
:

s
a
l
e
s
m
a
n
/
p
r
o
d
u
c
e
r

-
.
2
0

-
.
3
0

-
.
2
0

-
.
3
7

.
1
2

-
.
1
0

-
.
0
8

-
.
4
0

.
0
4

C
o
h
e
s
i
v
e
n
e
s
s

o
f
w
o
r
k

g
r
o
u
p

-
.
2
8

-
.
2
6

-
.
1
8

-
.
1
8

-
.
1
9

-
.
2
0

-
.
2
8

-
.
2
2

-
.
4
0

.
0
9

.
0
0

-
.
0
5

-
.
1
2

-
.
0
5

-
.
2
0

-
.
l
l

-
.
0
3

S
u
p
e
r
v
i
s
o
r
:

a
c
c
e
p
t
s

s
u
g
g
e
s
t
i
o
n
s

-
.
3
3

-
.
2
3

-
.
4
4

-
.
2
7

.
0
6

-
.
0
7

-
.
1
4

-
.
5
0

-
.
4
5

C
o
n
s
e
n
s
u
s

o
n

j
o
b
a
n
d

c
o
m
p
a
n
y

-
.
1
8

 

140



141

The variables which correlate with local union offi-

cial influence exhibit a consistent pattern which holds

across type of influence and level of organization on which

influence is exerted. The consistent pattern is revealed

when the variables are classified under six headings: down-

ward influence, upward influence, external influence, intra-

individual phenomena, work group characteristics and

superior-subordinate relationships.

Downward influence negatively relates to local union

official influence when it originates above the district

and positively relates when it originates within the dis-

trict. Upward influence is negatively related to local

union official influence. External influence is positively

related to union influence whether the flow of influence

is from the organization to local union officials, from

customers to the organization or from local union officials

to the organization. Intra-individual phenomena, for the

most part, negatively relate with local union official

influence. WOrk group characteristics and superior-

subordinate relations also negatively relate to the local

union official influence in most cases.

Local union official influence, consequently, appears

to be the product of two conflicting processes: construc-

tion of a viable life space by workers which allows them

some functional autonomy and the willingness of union

Officials to support demands made by management in the

name of customer service.



CHAPTER V

CONCLUSIONS

Introduction

The problem under investigation in this study was the

perception of external influence by members of an organiza-

tion. The specific goals of the investigation were (1) to

determine the amount of influence the external sources were

perceived to exert on the organization and (2) to isolate

some variables which were related, positively or negatively,

to the perception of external influence.

The data for this secondary analysis were collected

in a district plant department of the Michigan Bell

Telephone Company. The pOpulation of the plant department

included 180 workers and 27 supervisors. This study is

limited to the workers who were organized into 21 work

groups. These work groups were primarily responsible for

the construction of the outside plant and for the installa-

tion and maintenance of telephones and related equipment.

Two sources of external influence were investigated

in this study--customers and local union officials. Both

of these sources are considered part of the task environ-

ment of a work organization. The influence of customers

and local union officials is measured on two organizational

levels--departmental and work group.
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Two types of influence are measured--actual and ideal.

Actual influence is the amount of influence the source

does exert on the organization. Ideal influence is the

amount of influence the source should exert on the organi-

zation. .Actual influence is measured on the departmental

and work group levels. Ideal influence is measured only

on the departmental level.

Perceptual data are employed in the study because

advocates of the phenomenological approach to the study

of social reality have advanced a persuasive argument which

asserts that human behavior is influenced as much or more

by perceived or experienced reality as it is by objective

reality.

The unit of analysis is the work group. The pOpula-

tion contains 21 cases. The measure of association is

Kendall rank correlation. Group means are employed in the

correlations rather than individual scores because the

group means are more stable and reliable; for the random

errors of individuals are much more likely to cancel each

other out.

The remainder of this chapter is divided into the

following parts: (1) Customer influence, (2) Local union

official influence, (3) Customer vs local union official

influence, (4) External sources of influence and (5) Future

research.
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Customer Influence

.Amount pf Influence

Customers are a moderate source of actual influence

on the plant department. The mean influence of customers

on the departmental and work group levels is identical, 2.9.

Customers rank sixth among the ten sources of influence

measured on the departmental level and they rank eighth

among the 14 sources of influence measured on the work

group level. .A qualitative interpretation of this mean

places customers at the high end of the "some influence"

category. The sources of influence measured on the depart-

mental level were ATdT, company, division, district manager,

second line supervisor, first line supervisor, customers,

local union Officials, workers and the respondent himself.

Four additional sources were measured on the work group

level: job specifications, units of productivity, tools

and equipment and equipment designer.

.Although the absolute amount of actual influence cus-

tomers are perceived to exert on both organizational

levels is identical, the relative amount of influence

customers exert on the two levels is quite different. In

part, this is due to the difference in the range of means

on the two organizational levels--l.4 to 4.0 on the

departmental level and 2.0 to 3.7 on the work group level.

Customers are considerably less powerful than four sources

of influence on the departmental level and considerably
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more powerful than three sources. On the work group level

customers are considerably less influential than only one

other source and considerably more influential than two

sources.

Sources much more powerful than customers on the

departmental level are the district manager, division,

AT&T and company. Customers are considerably more powerful

than the respondent himself, workers and local union Offi-

cials. Customers are slightly less powerful than second

line supervisors and slightly more powerful than first line

supervisors. The major sources of influence on the depart-

mental level, then, are well within the boundaries of the

Bell System, but above the department in the organizational

hierarchy. Customers are only more influential than the

front-line of the organization-~the first line supervisors

and workers who directly provide them with service.

The picture changes somewhat on the work group level

where the range of means decreases sharply because of a

more even distribution of influence among the 14 sources

measured. Consequently, customers only exercise consider-

ably less influence than first 1ine supervisors and con-

siderably more influence than the respondent himself and

local union Officials. The other sources of influence are

either slightly above the customers--second line super-

visors, district manager, tools and equipment, job specifi-

cations, and division--or slightly below customers--equip-

ment designer, AT&T, and workers. Customers exert about
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the same amount of influence on the work group level as

the company and units of productivity.

It is difficult to be at ease with the above compari-

son because the addition of the four impersonal controls on

the work group level prevents a direct comparison of cus-

tomer influence on the two levels from being made. Inclu-

sion of the control mechanisms may, in fact, distort the

position of influence customers hold on the work group.

.According to the ranking, customers are above the company

and.AT&T but below tools and equipment, job specifications

and units of productivity. However, these impersonal con-

trols are largely in the hands of the company and AT&T.

The position of customers improves in the ideal influ-

ence structure on the departmental level. The mean

increases to 3.3 and customers move up the ranking struc-

ture to a tie for fourth place. .A qualitative interpreta-

tion of the mean places customers in the "quite a bit"

category. The means range from 2.0 to 3.7 in the ideal

structure which is identical to the range of means on the

work group level. Customers do not exercise considerably

less influence than any other source, but they do exercise

considerably more influence than the respondent himself.

Customers should exercise slightly less influence than

division, the district manager and the company and they

should exercise slightly more influence than local union

officials and first line supervisors. Customers should

be about equal with.AT&T and second line supervisors.
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The improvement in the position of customers in the

ideal influence structure on the departmental level is due

to two factors: (1) an increase of influence for cus-

tomers and (2) a redistribution of influence within the

Bell System. The amount of influence customers should

exert on the departmental level was slightly increased.

The redistribution of influence within the Bell System

took influence away from AT&T, company, district manager,

division and gave additional influence to workers, local

union officials, first line supervisors, the respondent

himself, and second line supervisors. This adjustment in

the influence structure indicates workers are seeking more

functional autonomy for the plant department, but, more

particularly, the front line of the organization--first

line supervisors and the workers--from the upper levels of

management and customers. In addition, the redistribution

of influence reduces the influence gap separating customers

from upper management; however, it also reduces the influ-

ence gap separating customers from the front-line of the

organization. Consequently, this change in the structure

would allow customers to exert more pressure on upper

management for service, but it would also allow the front-

line of the organization more autonomy in deciding how the

service would be provided.
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Correlates p: Influence

The variables which correlate with customer influence

exhibit a consistent pattern which holds across type of

influence and level of organization on which influence

is exerted. The consistent pattern is revealed when the

variables are classified under five headings: downward

influence, upward influence, external influence, intra-

individual phenomena and work group characteristics.

Downward influence is positively related to actual

customer influence on both organizational levels and to

ideal customer influence on the departmental level.

Customer influence on the departmental level positively

correlates with the following measures of downward influ-

ence: district manager on first line supervisors and

workers, distant management on department, second line

supervisor on work group, company on second line supervisor,

and district manager on the respondent himself. Distant

management is defined as AT&T, company and division. On

the work group level, customer influence positively corre-

lates with the following measures of downward influence:

local and distant management on work group, district

manager on first line supervisors, first line supervisors

on workers, company on work group, and impersonal control

on work group. Local management is defined as district

manager and second line supervisors. Impersonal control

is defined as job specifications, units of productivity

and equipment designer. Ideal customer influence also
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positively correlates with three measures of downward

influence: company on second line supervisors, first line

supervisors and workers, local and distant management on

workers and manager on manager, first line supervisor and

workers.

The correlation between the downward flow of influ-

ence within the organization and the perception of cus-

tomer influence on the organization is consistent with

existing organizational theory. The Michigan Bell Telephone

Company is an organization in business to make a profit by

selling a service to customers. Consequently, it can be

assumed that customer service is a goal of that organiza-

tion. Given that assumption and taking a functional

perspective, one would expect the formal authority struc-

ture to exert internal pressure on behalf of customers.

The number and strength of the correlations, however,

suggest the pressure is not overwhelming.

The upward flow of influence within the organization

also correlates with the perception of customer influence.

Some of the correlations are positive; others are negative.

The nature of the correlation appears to depend on the

source and the destination of the influence attempt. Up-

ward influence positively correlates with the actual

influence Of customers on both organizational levels when

the influence flows from the district manager and first

line supervisors to distant management. Two correlations

reflect this relationship on the departmental level:
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district manager on distant management and first line super-

visor On distant management. Three correlations support

this conclusion on the work group level: first line super-

visors on AT&T, district manager on division and first line

supervisor on division. The relationship between upward

influence and ideal customer influence is consistent, but

weak: first line supervisors on.AT&T and division.

Upward influence which originates at the front-line

of the organization and is directed at local management

negatively correlates with the actual influence of customers

on both organizational levels and with the ideal influence

of customers. Two correlations on the departmental level

support this conclusion: workers on district manager and

first line supervisor on local management. Three correla-

tions appear to support the finding on the work group

level: first line supervisor on district manager, first

line supervisors on second line supervisors and workers on

department. The upward flow of influence from the front

line of the organization to local management is much

more strongly related to ideal influence of customers than

it is related to the actual influence of customers. This

conclusion is based on the following correlations: first

line supervisor on district manager, first line supervisor

on second line supervisor, and workers on local management.

The upward flow of influence which positively corre-

lates with customer influence may be interpreted in terms

of real and stated goals of an organization. The downward
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flow of influence, most likely, promotes customer service

as a stated goal. .Actions, however, speak louder than

words. Consequently, the perception of customer influence

increases when upper levels of management accede to demands

made upon organizational resources by organizational

members who are directly responsible for providing cus-

tomer service. The upward influence which negatively

correlates with customer influence appears to be a bid for

functional autonomy by members of the front-line of the

organization; for it negatively correlates with downward

influence, upward influence on distant management and

ideal influence of customers. Consequently, this flow of

influence appears to be boundary maintaining activity by

the front-line, possibly to defend itself against over-

zealous pursuit of customer service by either local manage-

ment or customers.

External influence which measures the flow of influ-

ence between the organization and its task environment

appears to be positively related to the actual influence

of customers on both organizational levels and to the

ideal influence of customers. The flow Of influence moves

along three paths: (1) organization to local union offi-

cials, (2) local union officials to organization, and (3)

customers to organization. The data did not contain a

measure of the influence flowing from the organization to

customers. The flow of influence from the organization

to local union officials correlates with customer influence
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on the departmental level--workers and management on local

union officials and management on local union officials--

and with customer influence on the work group level--manage-

ment on local union officials. Management is defined as

company and district manager. The influence flow from

the organization to local union official also correlates

with the ideal influence of customers--district manager

on local union officials. The reverse of the above flow--

local union officials to organization-~only correlates with

customer influence on the work group--local union officials

on work group. The flow of influence from customer to

organization shows the ability to influence one organiza-

tional level correlates with the ability to influence the

other level. In addition, the ideal influence of customers

correlates with the actual influence of customers on the

departmental level and the work group level.

The flow of influence from the organization to local

union officials may positively correlate with customer

influence because the ability of management to influence

local union officials may result in fewer work stOppages

or slowdowns and to a liberal interpretation of the work

rules in the contract which increases the organization's

flexibility in handling demands for customer service. The

flow of influence from local union officials to the organi-

zation may positively correlate with customer influence

because local union officials may enforce work rules

and productivity standards. Finally, the ability of
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customers to exert influence on one organizational level

may be related to their ability to exert influence on

another level because once the boundary of the organiza-

tion is spanned the organizational members who have respon-

sibilities in the area must respond. Their response to

the influence attempt may involve other organizational

levels.

Intra-individual phenomena only correlates with the

actual influence of customers and the correlations are

primarily negative. Three variables account for the nega-

tive correlations on both organizational levels: freedom

to set own work pace, satisfaction with kind of work per-

formed and skill level. The only positive correlation

was between customer influence on the work group level and

identification with customers as a reference group.

The intra-individual phenomena may negatively corre-

late with customer influence because the specific vari-

ables measured decrease the individual's sensitivity to

environmental pressure. The one variable which positively

correlates with customer influence links the worker with

the customer and consequently Opens him to influence at-

tempts from customers.

'WOrk group characteristics also negatively correlate

with customer influence. Consensus on job and company

negatively correlates with actual influence of customers

on work group level and with ideal customer influence.

Time worked with group members negatively correlated with
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actual customer influence on the department. These vari-

ables support the argument that functional autonomy

decreases the perception of customer influence.

Three other variables which positively correlate with

customer influence strengthen the functional autonomy

argument because they reduce functional autonomy. Actual

influence of customers on the departmental level corre-

lates with compliments from supervisor while the ideal

influence of customers correlates with membership in other

organizations and contact with workers.

Finally, it should be noted that the variables which

positively correlate with customer influence on each

organizational level positively correlate with each other

while those variables which negatively correlate with

customer influence positively correlate with each other.

Consequently, customer influence appears to be the pro-

duct of two conflicting processes: commitment to the goal

of customer service and the bid for functional autonomy

by the front line of the organization. The commitment to

customer service can be seen in the downward flow of

influence, the upward flow of influence to distant manage-

ment, the external flow of influence and the adOption of

customers as a reference group. The bid for functional

autonomy is exhibited in the influence attempts the

front-line makes on local management, the intra-individual

phenomena and.work group characteristics.
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Local Union Official Influence

.Amount pf Influence

Local union officials are a low source of actual

influence on the plant department. The mean influence

of local union officials on the departmental level is 2.2;

on the work group level it is 2.1. ,A qualitative inter-

pretation of these means places local union officials at

the low end of the "some influence" category. Local union

Officials rank eighth among the ten sources of influence

measured on the departmental level and thirteenth among

the fourteen sources of influence measured on the work

group level. The sources of influence measured on the

departmental and work group levels are given in the sec-

tion on customer influence.

The ranges of means on the two organizational levels--

l.4 to 4.0 on the departmental level and 2.0 to 3.7 on the

work group level-~are quite different. However, the rela-

tive position of local union officials remains approxi-

mately the same. Local union officials are considerably

less powerful than several sources on both organizational

levels. On the departmental level mean differences show

local union officials exercise considerably less influence

than the district manager, division, ATdT, company, second

line supervisors and customers. They further indicate

local union officials exercise slightly less influence

than first line supervisors and slightly more than the
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workers as a group. Local union Officials are only con-

siderably more influential than the respondent himself.

Local union officials, then, exert a low amount of influ-

ence on the departmental level and they rank below all

levels of management and customers. They only exert more

influence than the individuals they represent.

On the work group level, mean differences show that

local union officials exercise considerably less influence

than first line supervisors, second line supervisors,

district manager, tools and equipment, job specifications,

division, units of productivity, customers, company,

workers, AT&T and equipment designer. Local union offi-

cials only exercise slightly more influence than the

respondent himself.

Local union officials continue to rank eighth in a

field of ten in the ideal influence structure on the

departmental level; however, the absolute amount of influ-

ence they should exert increases and their relative posi-

tion improves. Mean differences show local union offi-

cials should exert considerably less influence than divi-

sion, district manager, company and slightly less than

customers, ATdT, second line supervisors and first line

supervisors. Local union officials should exert slightly

more influence than workers as a group and considerably

more influence than the respondent himself.

A comparison of the mean differences between local

union Officials and other sources of influence in the
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actual and ideal influence structures shows that local union

officials would gain on all other sources of influence

except workers if the ideal influence structure became

reality. The ideal influence structure gives local union

Officials considerable gains on AT&T, company, district

manager, division, and second line supervisors. Minor gains

are granted local union officials over customers and first

line supervisors. The ideal influence structure, however,

does not give local union Officials any gain on the respond-

ent himself and reduces the difference between local union

officials and workers.

These findings suggest workers want to increase the

capability of local union officials to protect them from

customers and management, particularly second line super-

visors and above. In addition, the findings suggest

workers do not want local union officials to have addi-

tional influence over the front line of the organization:

first line supervisors and workers. The large differ-

ential which is maintained between local union officials

and the respondent himself suggests the local union

officials should keep individual workers in line.

Correlates pf Influence

The variables which correlate with local union Offi-

cial influence also exhibit a consistent pattern which

holds across type of influence and level of organization

on which the influence is exerted. The consistent pattern
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is revealed when the variables are classified under six

headings: downward influence, upward influence, external

influence, intra-individual phenomena, work group charac-

teristics and superior-subordinate relationships.

Downward influence is positively and negatively related

to local union official influence. The positive relation-

ship only appears at the work group level: second line

supervisor on work group, district manager on work group

and first line supervisor on workers. The negative rela-

tionship only appears at the departmental level, but it

includes both types of influence. .Actual influence of

local union officials on the departmental level negatively

correlates with impersonal controls on work group and with

company on workers. The ideal influence of local union

officials negatively correlates with company on division

and company on work group level.

The positive correlations between the actual influ-

ence of local union Officials on the work group level and

downward influence suggests local union officials increase

their influence by supporting the formal authority struc-

ture within the district. By supporting the formal

authority structure local union officials obligate local

management to respond fairly to their requests. The nega-

tive correlations between the actual influence of local

union officials on the departmental level and downward

influence indicates the limitations which local union

officials have on their influence. The company level of
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management appears to be outside of their sphere of influ-

ence. The negative correlations between the ideal influ-

ence of local union officials and downward influence may

be the result of pro-company attitudes.

Upward influence is negatively correlated with the

actual influence of local union officials on both organi-

zational levels and to their ideal influence on the depart-

mental level. On the departmental level the actual influ-

ence of local union officials negatively correlates with

the amount of influence the respondent himself has on the

work group. On the work group level the actual influence

of local union Officials negatively correlates with the

influence of first line supervisors on second line super-

visors and with the respondent himself on work group.

Ideal influence of local union officials negatively corre-

lates with workers' influence on district manager and first

line supervisors, influence of respondent himself on work

group and first line supervisors on second line supervisors.

The flow of upward influence which correlates with

the influence of local union Officials is contained within

the district; it does not involve distant management.

These correlations suggest the more influence the front

line can exert over its behavior the less influence local

union officials are perceived to have. The functional

autonomy of the front line may reduce the perception of

local union official influence because it may reduce the

number of grievances and quickly solve those which do arise.
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External influence which measures the flow of influ-

ence between the organization and its task environment

appears to be positively related to the actual influence

of local union officials on both organizational levels and

to the ideal influence of local union Officials. The

flow of influence moves along three paths: (1) organiza-

tion to local union officials, (2) local unionofficials

to organization, and (3) customers to organization. The

data did not contain a measure of the influence flowing

from the organization to customers. The flow of influence

from the organization to local union Officials correlates

with local union Official influence on the departmental

1evel--workers and district manager on local union offi-

cials and company, district manager and first line super-

visors on local union Officials--and with local union

Official influence on the work group level--workers, dis-

trict manager, company and first line supervisors on local

union officials and district manager, company, first line

supervisors on local union officials and district manager,

company, first line supervisors on local union officials.

The influence flow from the organization to local union

officials also correlates with the ideal influence of local

union officials--district manager on local union officials

and first line supervisors on local union officials. The

reverse of the above flow-~local union officials to

organization--shows the ability to influence one organi-

zational level correlates with the ability to influence
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the other level. 'In addition, the ideal influence of local

union officials correlates with the actual influence of

local union Officials--loca1 union Officials on department

and local union officials on work group. The flow of

influence from customer to organization is only related

to the ideal influence of local union officials--customers

on the departmental level.

The flow of influence from the organization to local

union officials positively correlates with local union

official influence because local union officials lack a

base of support given the technology employed in the

telephone industry and the ambivalent attitude workers

have toward the union. Therefore, the influence of local

union officials is based on the support they give the

formal authority structure. The more local union officials

support the formal authority structure the more they come

under the control of management. The positive correlation

between management control of union officials and the

ideal influence of local union officials indicates the

membership is satisfied with the situation. The ability

of local union officials to exercise influence at one

organizational level may be related to their ability to

exert influence on another level because the interdepend-

ence of the levels may require action at other levels when

influence is successfully exerted at any level. Finally,

the correlation between the ideal influence of local union

officials and the actual influence of customers on the
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department indicates that local union officials may be a

countervailing power of customers. .Another correlation

which links the ideal influence of local union officials

with the actual influence of the district manager on the

department supports the conceptualization of local union

officials as a countervailing power.

Intra-individual phenomena is positively and nega-

tively correlated with local union official influence on

both organizational levels and with the ideal influence

Of local union Officials. The positive correlations are

all related to reference group phenomena: identification

with local union Officials as reference group on depart-

ment, on work group, and ideal influence. Identification

with customers as a reference group also positively corre-

lates with local union official influence on the work

group level. Four variables negatively correlate with

local union official influence on the departmental level:

satisfaction with type of work, sense of belonging to

work group and cohesiveness of work group, skill level and

satisfaction with pay. Three variables negatively corre-

late with local union official influence on the work group

level: skill level, satisfaction with pay and freedom

to set work pace. Four variables negatively correlate with

the ideal influence of local union officials: sense of

belonging to work group, satisfaction with type of work

and pay, skill level and amount of responsibility given

on job.
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The reference group variables positively correlate

with the perception of local union official influence

because the adoption of a reference group Opens the indi-

vidual to influence attempts from the reference group

since he has adOpted its definition of the situation.

Consequently, he is more likely to perceive influence

attempts from it and to use the attempts as guidelines for

his behavior. The variables which negatively correlate

with local union official influence reduce the perception

of union influence because they reduce the worker's reli-

ance upon the union to provide him with an amenable work

environment.

WOrk group characteristics also positively and nega-

tively correlate with local union official influence. Two

variables positively correlate with union official influ-

ence--size on work group level and conflict between work

group and supervisor with ideal influence. Attitude in

work group toward best salesman and high producer negatively

correlates with union official influence on the depart-

mental level, on the work group level, and with ideal

influence. .Another variable which negatively correlates

on the departmental level is time worked with members of

work group. Two other variables negatively correlate

on the work group level: cohesiveness of work group and

consensus in group on job and company.

Local union official influence is related to size

of work group because the largest work groups are the
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least skilled work groups. Conflict between work group

and supervisor is positively correlated to the ideal influ-

ence of local union officials because workers need more

representation when they are in conflict with their

superiors, and consequently, they want more influence for

their protectors-~union Officials. The negatively corre-

lated variables contribute to a productive working relation-

ship between the workers and their superiors and provide

the security of a stable, closely-knit work group which

agrees on the definition of the situation. These condi-

tions further reduce the worker's reliance on union offi-

cials and consequently leads them to perceive less influ-

ence.

Superior-subordinate relations positively and nega-

tively correlate with local union Official influence.

There is only one positive correlation in this grou --

supervisor's interest in the welfare of his men with union

influence on the work group level. Four negative corre-

lations appear in this group. On the departmental level

local union official influence negatively correlates with

time under present supervisor. On the work group level

local union official influence negatively correlates with

contact with first line supervisors and.with supervisor's

willingness to accept suggestions. Ideal influence of

local union officials negatively correlates with super-

visor's willingness to accept suggestions.
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The positive correlation between supervisor's interest

in the welfare of his men and union influence on the work

group level indicates the union is given some credit for

this interest. The negatively correlated variables again

suggest that stable relationships between superiors and

subordinates which are characterized by frequent contact

and the superior's willingness to listen to his subordinates

reduces the dependability of the worker on the union, and

therefore, reduces his perception of union influence.

Three other variables appear to be moderately corre-

lated with local union official influence. Membership in

other organizations is negatively related to union influ-

ence on the department and on the work group. Contact

with local union officials positively correlates with union

influence on the department and on the work group. Contact

with customers positively correlates with union influence

on the work group.

Membership in other organizations may negatively

correlate with union influence because it puts the worker

in contact with other individuals who may convince him of

the ineffectiveness of the union. Contact with local union

officials, on the other hand, positively correlates with

union influence because the contact allows union officials

to report their successes and defend their failures.

Finally, it should be noted that the variables which

positively correlate with labor union influence on each

organizational level positively correlate with each other
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while those variables which negatively correlate with local

union Official influence positively correlate with each

other and negatively correlate with the positively corre-

lated variables. Local union official influence, conse-

quently, appears to be the product of two conflicting

processes: construction of a viable life space by workers

which allows them some functional autonomy and the willing-

ness of union officials to support demands made by manage-

ment in the name of customer service. The bid for func-

tional autonomy is exhibited in the influence attempts the

front-line makes on local management, the intra-individual

phenomena, work group characteristics and superior-

subordinate relationships. The willingness of union offi-

cials to support management can be seen in the downward

flow of influence within the district, the external flow

of influence and the adoption of local union officials as

a reference group.

Customers yp Local Union Officials

.Amount pf Influence

Customers exert more influence on the department and

work group levels than do local union officials and the

workers want customers to exert more influence on the

departmental level than do local union officials although

the workers did reduce the gap between them.

Customers have an identical mean, 2.9, on both organi-

zational levels. They rank sixth on the departmental
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level and eighth on the work group level. Local union

officials have a mean of 2.2 on the departmental level and

2.1 on the work group. They rank eighth on the depart-

mental level and thirteenth on the work group level. The

amount of influence customers and local union officials

exert on one organizational level approximately equals the

amount of influence they exert on the other level.

Both customers and local union officials receive

increases in power in the ideal influence structure. Cus-

tomers move to a mean of 3.3 and a tie for fourth place.

Local union officials move to a mean of 2.8 but retain

their eighth rank. The mean increase for customers was

.4 while the increase for local union officials was .7,

thereby, decreasing the gap between customers and local

union Officials by .3.

Correlates pf Influence

The influence of customers and local union Officials

appear to be related to the same groups of variables--

downward influence, upward influence, external influence,

intra-individual phenomena and work group characteristics.

The influence of local union officials also relates to

superior-subordinate relationships. The correlations

between these groups of variables and customer and local

union official influence support the broad approach taken

toward the problem in this exploratory study.
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.Although customers and local union officials' influ-

ence are related to the same groups of variables, the

degree of relationship differs. Customer influence appears

more highly related to the formal structure of the organi-

zation while local union official influence appears more

highly related to the informal structure of the organiza-

tion. The number and strength of the correlations relate

customer influence more strongly to the flow of influence

within the organization while local union official influ-

ence relates more strongly to intra-individual phenomena,

work group characteristics and superior-subordinate rela-

tionships. External influence appears important to customer

and local union official influence.

Customer influence appears to be actively supported

by the organization. The formal authority structure

exerts pressure on behalf of customers and it is receptive

to pressures originating from customers. In addition, the

organization takes steps to control relevant elements of

the task environment which may take actions that are

harmful to customers.

Local union official influence is more directly

related to the life space of the individual worker than

it is to the formal authority of the organization. Local

union officials appear to lose influence when the life

space of the individual improves while their influence

appears to increase when the life space of the individual
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worker deteriorates. In comparison with customer influ-

ence, the influence of local union officials seems to

increase as they actively support the formal authority

structure rather than the other way around.

Finally, both customers' and local union officials'

influence negatively correlates with variables which appear

to measure a bid for functional autonomy by the front-line

of the organization and positively correlate with variables

which reduce the functional autonomy of the front-line of

the organization.

External §ources pf Influence

Up to this point the conclusions of this study have

stayed close to the data. Since one of the tasks of

science is to produce general statements which cover a

wide range of phenomena, the remaining conclusions of this

study will be stated at a higher level of abstraction.

Consequently, these statements will be phrased in terms

of external sources of influence rather than the influ-

ence of customers and local union Officials.

The data presented in the preceding section of this

chapter suggest the following five general statements

about external sources of influence:

1. The amount of influence external sources may

exert on an organization is inversely related

to the functional autonomy of the organization

and its subparts.

This is the most general statement suggested by

this study. The statement, in fact, is true by definition;
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for the more autonomous the organization the less Open it

is to external pressure. The statement, however, is not

limited to the organization as a whole. It also deals with

the organization composed of many subparts all of which

are seeking functional autonomy. The functional autonomy

of the organization as a whole determines whether the

external system will be able to enter the internal system.

The functional autonomy of the subparts determines the

sc0pe of the impact the external pressure will have on the

internal system.

2. External sources of influence are subordinate

to one or more internal sources of influence.

This statement is based on the finding that in all

three influence structures the external sources of influ-

ence are always less influential than one or more internal

sources of influence. Our definition of an organization

as an Open system seeking closure in order to pursue goals

through decision making in bounded rationality would lead

one to expect this result. An organization whose major

sources of influence on the internal system.were in the

external system would find it difficult to pursue its

goals rationally because of the constraints and contin-

gencies the external sources would pose for them. In

addition, the basic Opposition between in-groups and out-

groups argues against the control of in-groups by out-

groups.
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3. The amount of influence an external source of

influence exerts on an organization depends upon

its base of support in the organization.

The amount of influence customers and local union offi-

cials did and should exercise on the plant department dif-

fered. Customers consistently exercised.more influence

than did local union officials. The difference may be

due to the fact that the formal authority structure of the

organization supported the influence of customers but not

the influence of local union officials. The influence of

customers was more directly related to organizational goals

while the influence of local union officials was more

directly related to individual goals. In addition, the

organization depends on customers more than it depends on

the union.

4. The ability of an external source of influence

to exert influence on one organizational level

provides a basis for exerting influence on other

levels.

The ability of customers and local union Officials to

exert influence on the departmental and.work group levels

is moderately correlated. This means the ability to influ-

ence one organizational level provides a basis, but it

does not guarantee the ability to influence other organi-

zational levels. The ability to influence one organiza-

tional level correlates with the ability to influence

another level because once the external source of influ-

ence crosses the organizational boundary at one point it

has entered the internal system. Then, the part of the
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internal system at which the pressure is being applied may

or may not be able to exert pressure on other parts on

behalf of the external source. This reasoning draws atten-

tion to the point at which the influence attempt enters

the organization and the distance between that point and

the position of authority which must be influenced.

5. External sources of influence are interdependent.

The amount of influence an external source of influ-

ence can exert on an organization is related to the amount

of influence other external sources of influence can exert

on the organization. In fact, the influence of one source

may depend on the ability of the organization to counter

influence attempts from other sources. This is demonstrated

by the correlations between management control of local

union officials and customer influence and the correla-

tions between customer influence and local union Official

influence. In addition, the correlations between member-

ship in other organizations and customer influence and

local union influence indicate that environmental elements

not included in the task environment may affect the

influence elements of the task environment have on an

organization.

Future Research

In this section some suggestions are Offered for fu-

ture research which call for modifications in existing

organizational theory and research strategies. The sug-

gestions are concerned with the flow of influence from
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environment to organization; the flow of influence from

organization to environment; the interdependence which

exists between the flows of influence between the organi-

zation and its environment; the definition of organization;

and.the global nature of the concepts of organization and

environment.

The findings of this study provide empirical support

for the prOposition that the external system or environ-

ment exerts influence on the internal system or organiza-

tion. The influence of the environment, however, was

hardly deterministic and the environmental forces were

always subordinated to internal sources of influence.

These findings seriously question the ability of the

environment to exert substantial influence on the internal

system and, therefore, point to the necessity of deter-

mining which characteristics of organizations coupled with

which characteristics of environments permit the environ-

ment to exert more or less influence over which types of

organizational behavior. In other words, we suggest

looking for the factors which affect the dependency rela-

tionship which exists between the organization and its

environment and asking which organizational behavior can

the environment affect when the dependency relationship

is in its favor. This study suggests four variables which

strengthen the position of the organization: monOpoly of

a necessity, size, chronological maturity and automated

equipment.
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Organizational theorists appear primarily concerned

with the flow of influence from the environment to the

organization, largely ignoring the fact that organizations

do not passively accept influence from the environment,

but actively seek to shape, block, and control the type

and.amount of influence the environment can exert upon it.

Consequently, it appears necessary to determine which

characteristics of environments permit the organization

to exert more or less influence over which types of

environmental behavior. These factors may or may not be

the same factors which allow the environment to exert

influence on the organization. This study points to this

dimension in the findings reported on the ability of the

organization to control local union officials.

Another line of thought worth pursuing is the inter-

dependence which exists between the flows of influence

between the organization and the environment; for the

ability of the environment to influence the organization

may rest on the ability of the organization to influence

the environment. Remember the ability of local union

officials to influence the organization depended upon the

ability of the organization to influence local union Offi-

cials. In addition, the influence of customers was linked

to the ability of the organization to influence local union

Officials. These findings also point to the necessity of

differentiating the concept of environment into its com-

ponent parts.
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The above conceptualization of the relationship

between the organization and its environment questions the

definition of an organization as an Open system seeking

closure in order to pursue goals through decision making

in bounded rationality. Rather than seeking closure it

appears the organization attempts to regulate the permea-

bility of its boundary in order to Obtain the information

about the environment which leads to the predictability

required by the organization in order to pursue goals

through decision making in bounded rationality. Closure

is not a sufficient condition for the reduction of uncer-

tainty. In fact, the rational pursuit of goals may require

a boundary whose permeability varies with the amount of

information required from the environment.

Another obstacle in doing research on the relation-

ships which exist between the organization and its environ-

ment is the use of the global concept organization and

conceiving it as a highly integrated, homogeneous unit.

This study suggests a model which conceptualizes the

organization as a set of interrelated systems, all of

which are engaged in boundary maintenance activities in

order to pursue their own goals in bounded rationality.

This model should be extended to all subparts of the

organization, including individuals. Using the above

model it becomes difficult to refer to environmental influ-

ences on the organization. Instead, one is interested in

environmental influences on parts of the organization. If
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one is to determine environmental influences on an organi-

zation, one must know how that influence is felt through-

out the organization. A straight summation of the amount

of influence the environment exerts on each part is not an

apprOpriate measure, however, because the parts must be

weighted for their dominance in the organization and their

concern for whatever is being influenced. The question,

then, is no longer what influence does the environment

exert on the organization, but what amounts of influence

are exerted by the environment on what parts of the organi-

zation. The bonds which unite parts of the organization

to the same external sources of influence are different

as well as the bonds which unite the same organizational

part to different external sources. Consequently, the

relationships to analyze are not limited to the organiza-

tion and its environment, but also include what part of

the organization is related to the environment. .As our

study indicates some organizational parts want more

environmental influence. Others may want less.

The above conceptualization also calls attention to

the concepts of entry point, organizational distance,

interdependence, functional autonomy and power differen-

tials. Entry point is the part of the internal system on

which the external influence is originally applied.

Organizational distance is the number of levels of

authorities and roles which stand between the entry point

and the authority position which must act on the influence
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attempt. Interdependence is the type and degree of inter-

relationship which exists between the subparts. Func-

tional autonomy is the ability a subpart has to act inde-

pendently of the other subparts. Power differentials are

the ability various subparts have to affect the action of

other subparts even in face of Opposition. Consideration

of these concepts indicates the ability of the environment

to influence the organization appears to be a much more

complex undertaking than has been heretofore reCOgnized.

The ability of the environment to influence an organiza-

tion, then, depends to a large extent, on the structural

arrangements within the organization.

Just as the global concept organization needs to be

differentiated into its component parts so must the global

concept environment be differentiated into its component

parts. The environment is not an integrated, homogeneous

unit either. Just as it is a part of the organization

and not the organization as a whole which is being affected

so it is part of the environment and not the whole environ-

ment which is exerting the influence. Consequently, the

prOblem of organization-environment relationships needs to

be posed in a very specific manner: how much influence

can this part of the environment bring to bear on this

part of the organization over this type of issue?

The first distinction which may be used to differ-

entiate the global concept environment into its component

parts is the degree Of relatedness environmental elements
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have to goal accomplishment by the organization. This dis-

tinction yields two categories: task environment and non-

task environment. The task environment has already been

classified into four sub-categories: customers, suppliers,

regulatory agencies and interfirm associations. These

categories, however, are not homogeneous. Customers are

not all alike; neither are suppliers, regulatory agencies

or interfirm associations. Therefore, an effort should

be made to discover the dimensions on which these various

environmental elements differ. In addition, little is

known about the interdependence which exists within and

between these categories. The other major classification,

non-task environment, is totally underdevelOped. This

category may include other organizations, families and

social groups to which the members of the focus organiza-

tion belong. The major classifications, task and non-

task, may be further categorized as to whether they provide

inputs for the organization or absorb outputs or both.

All of the above suggests that a much more compre-

hensive research design is required for investigations of

the relationships which exist between the organization

and its environment. The study should be designed to

provide information on the bilateral flow of influence

between the organization and its environment; the charac-

teristics of the organization and the environment which

affects the influence flow on specified issues; the dif-

ferentiation of the organization and the environment into
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their component parts and the relationships which exist

between and among these parts. Since this depth of data

would be expensive and difficult to gather on a comparative

basis, it is suggested that several case studies be con-

ducted in order to build a more tightly knit conceptual

framework which, then, can be checked out through compara-

tive research.
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