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ABSTRACT

RELATIONSHIPS BETWEEN THE INFORMAL
ORGANIZATION AND THE EFFECTIVENESS
OF FORMAL LEADERS

By

A. Thomas Hollingsworth

1his study was deslgned to examine the relationships
between a formal leader's perceptions of the informal
organization within his work group and his effectiveness
as a formal leader. The study was primarily concerned
with the lcader's perceptions of the existence and the
cohesiveness of the informal organization, his perceived
degree of control over the informal organization and
whether he perceived himself as a member of the informal
organization within his work group.

The major hypothesls of this study was that the
most effective leaders have an accurate perceptlion of
the "actual" informal organization, and the least
ef'fective leaders have an inaccurate perception of the
"actual" informal organization within their work groups.
It was also hypothesized that the most effective leaders
percelve themselves as maintaining a high degree of con-

trol over the informal organization and that they do not
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percelve themselves as members of the informal organization
within their work group.

T'he field work was conducted in two divisions of
a public utility company. The sample consisted of thirty-
six foremen and the work groups that they supervised.
ach of the foremen in this sample was under the authority
of a distribution superintendent. The foremen were ordin-
ally ranked by their distribution superintendents as:
excellent, satisfactory or unsatisfactory.

The study initially attempted to determine the
structure and cohesiveness of the informal organization
within each work group through questionnaires distributed
to all of the work group members. These questionnaires
would have yielded a composite index of group cohesiveness
for cach group. However, only twelve of the groups had
a majority of their members responding to the question-
naire. Since at least a fifty percent response from each
group was belleved to be necessary to determine a valid
composite 1ndex of group cohesiveness, the study was
modified. Iach distribution superintendent was asked to
rank the cohesiveness of each of hls foremen's work groups
on a scale comparable to the groups' composite indexes.
I'ne rankings of the distribution superintendents showed
a high correlation with the composite indexes of the
twelve groups with a majority of their members responding.
'hus, the distribution superintendents' perceptions were

utilized to identify the actual informal organization.
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Questionnaires were distributed to the foremen
to elicit their perceptions concerning the cohesiveness
of the informal organization, thelr control over it and
whether or not they perceived themselves as members.

The study did demonstrate an association between
an accurate perception of the informal organization and
a high level of formal effectiveness. Thus, an aware-
ness of the informal organization was associated with a
highly effective leader.

1'here was no significant assoclation between a
perception of a high degree of control over the informal
organization and a highly effective leader. It was noted
that the majority of "excellent" leaders did perceive
themselves as having some control over the informal organ-
ization but not necessarily a high degree of control.

This was not the case for less effective leaders, the
majority of whom perceived themselves as having no con-
trol over the informal organization. The excellent

leader apparently does not perceive himself as relinquish-
ing all control over this sector of the group, whereas

the less effective leader may.

''nere was no significant association between member-
ship in the informal organization and a highly effective
leader. The relationship that did exist demonstrated
that the more effective leaders were likely to be members

of the informal organization., Agaln, the majority of the
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"excellent" leaders perceived themselves as members of
the informal organization. Thils was not the case with

the less effective leaders.
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INTRODUCTION

"If men define situations as real,
they are real in their consequences"

The Object of the Study

Organization theory is concerned with explaining and
predicting the behavior of organization members and thus,
of organizations themselves. But at the present time, many
of the theoretical concepts are too subjective to be utilized
by either practitioners or researchers. Behavioral models
have been constructed to explain and predict behavior within
orgahizations, but these models have lacked pragmatic signi-
ficance due to their lack of quantification. This lack of
quantification has made the empirical testing of these models
Impossible.

Organization theory must now move 1in the direction of
both isolating strategic variables and quantifying these

variables so that causal relationships can be identified. A

1W. I. Thomas and Dorothy S. Thomas, The Child In
America: Behavior Problems and Programs (New York, Alfred
A. Knopf, 1928), p. br2.




comblnation of both a gencral and a specific approach to
multivalent models 1is required. A general approach is needed
to define all the variables within the system, and a spccific
approach 1is needed so that the variables can be quantified
and their relationships in the total system can be positively
determined. Future behavioral models will prove more useful
when they can be quantified, tested for validity and the
tests reproduced by other theoreticians.

'here are many research projects reported in the liter-
ature 1in both the area of leadership effectiveness and in
the arca of informal organizations, but therc have been
very few attempts to combine these concepts. The object of
this study 1s to"operationalize'"these concepts and to deter-
mine what relationships, 1if any, exist between lcadership

ef'fectiveness and informal organizations.

The Basic Study

This study was designed to investigate the associations
betwecen a leader's perception of the informal organization
and a lecader's effectiveness in_tpgrfgrmal»éfgaﬁiiéfién. This
was accomplished In two stages.

I"irst, the ihterrelationships which existed within the

constraints of formal organizations and which have been

referred to as informal or soclial organizations were identificed

and quantified.

Second, the study ascertained the degree to which there

existed an association between a leader's accuracy of

~
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perception of the informal organization_and_his effectiveness
1ﬁ”n;€;fopwgiﬂfo;g. An association between two variables
does not signify a causal relationship. A strong causal
relationshlp may or may not exist when variables are

associated. An assocliation refers to the fact that both

variables exist in the sample population simultaneously.

'he Concept of the Informal Organization

'ne conceptl ol' the inf'ormal organization has been the
subJjeccet of c¢riticlsm in recent literature. This study in-
tends to rectif’y some of the causes of these criticisms and
to develop a methodology by which this concept can be applied
to the explanation of organizational behavior.

One of the main reasons for criticism of the informal
organization concept 1is that it is thought to be too nebulous
to be of any pragma-ic or theoretical use. Statements such
as, "every organization creates an informal structure"2 and
"infrornal organization 1s indefinite and rather structure-

n3 suffer from a lack

less, ¢nd has no definite subdivisions
of precision. Statements such as, "a more positive function
of the informal, in relation to the informal structure 1is to

encourage the development of the latter along constructive

2Phillip Selznick, "The Informal Organization,"
Organizations: Structure and Behavior, Joseph A. Litterer,
editor (New York: John Wiley & Sons, Inc., 1963), p. 1u46.

3Chester I. Barnard, The Functions of the Executive
(Cambridge, Massachusetts: Harvard University Press, 1938),
p. 115.
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lines,"Ll give little direction to either the practitioner
or the rescarcher. It is evident that such statements must
be quantifled and thus made operative if they are to have
any validity in future theories.

In order to avold the criticism that the concept of
the informal organization is too nebulous, a precise defini-

tion is utilized in thils study. The working definition of

the informal organization is that it 1s the set of inter- >¢f

]

personal relations that are present in the formal organiza-

tion but are either omitted from or are not consistent with

the formal organization.5 The informal organization speci-

fies norms of behavior, leader-follower relations, communi-
cation channels, shared values, and status ranking of
membersb and non-members. This working definition allows
the informal organization to be studied as a segment of the
total organization. It allows the quantification of the
interpersonal relationships which are not precisely
\§pecif1ed by the formal structure.

o The second major criticism of the concept of the
informal organization 1is that it simply does not exist. Some
writers feel that the average worker's need for affiliation

is satisfied outside the job situation, and therefore, the

uHerbert A. Simon, Administrative Behavior, 2nd
‘dition (New York: The Free Press, 1957), p. 149.

5
6Joseph A. Litterer, editor, Organizations: Structure

and Behavior (New York: John Wiley & Sons, Inc., 1963),
pp. 140-142.

Ibid., p. 148.
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Job 1s not the central life interest for the average worker.
When work 1s not a central 1life interest for the worker, his
participation in his work organization is limited to a
superficial arrangement in which the worker's only interest
in the organization is the monetary compensation that he
derives from 1it.

This criticism, that the informal organization does
not exist in many organizations, 1s based on the assumption
that informal organization evolves only to satisfy the
worker's necd for affiliation. However, the workilng defini-
tion In this study views the informal organization in a
broader context. 'The formal organization specifies the

interdependency of work roles, the social distance between

Jobs, the work flow, the initiation of work processes, and

some of the interactions required to fulfill the formal work

role. The formal organization, in the latter case, specifies

certain interactlons that must occur as the formal work role

is performed 1t is very probable _that these specific

interactions are not all the interactions needed to perform

the formal role successfully When this 1s the case, more
- I

interactions are needed than are specified by the formal

organization; and the informal organization emerges to
correct this deficiency in the formal structure. It is un-

likely that the formal organization could specify all

e e e e

interactions ‘needed to fulfill organizational goals, and the

7Robert Dubin, "Industrial Workers' Worlds: A Study
of the Central Life Interest of Industrial Workers," Social
Problems, III (1956), pp. 131-142,



1nformal organization is therefore,not only a means through

B

[ — - R

which workers may fulfill affiliation needs, but it is also

_.a means. of enhancing the performance of the formal work

role.
B 'he informal organization may also exist to provide
securlity for the workers. By dolng so, 1t may severely
hamper the formal organization's attempts to 1nitiate changes
in the work situation.8 The informal organization exists in
such instances to protect the livelihood of the workers and
not to fulfill their affiliation needs.

The informel_ggganization may be defined away, as some

—_—— e

writers have done, by stating that 1t is solely an outlet

S —————

for the social needs of workers and by then stating that the

————————————

I
workers no longer satisfy these needs at their place of work.

— -

However, this definition is too limited. Defining the infor-
mal organization as strictly a social or affiliation need
satisfler does not yield a complete definition of the inter-
actions that occur within the Job situation but that are not
specified by the formal structure. It 1s more realistic to
define all the interactions that occur "on the job" and are
not specified by the formal organization as constituting

the informal organization.
The informal organization in this study was limited to

the interactions which occurred within the work group as

8Donald Roy, "Selections From Quota Restriction and
Goldbricking in a Machine Shop," Organizations: Structure
and Behavior (New York: John Wiley & Sons, Inc., 1963),
pp. 1488-151.




defined by the formal organization. This 1is essentially
the same approach which was utilized in the Bank Wiring Room
of the Hawthorne Studies.9 The main difference 1is that in
this study the specific norms of the group, that is, whether
they aided or detracted from formal goals, were not as im-
portant as the strength of the normative structure of the
group. The normative structure refers to the set of values
and beliefs that a particular group feels are important.

It is evident that if the "total" organization 1is to
be understood, the informal organization as defined in this

study must be understood. As previously stated this study

looked at only one effect of the informal organization

[P B T—

e e

how a formal leader S perception of the inforﬁal%crganization

— T e —

affects his formal role perfe;ﬁaﬁce

SIS 4 - —

The Leadership Concept

Thls study 1is concerned with the assoclatlion between a
leader's accuracy of perception of the informal organization
and his effectiveness as a formel leader. The style of
leadership, that 1is, autocratic, democratic, or lalssez-falre,
is not a determinant factor in this study. It 1s assumed

that the most effective leader ls one who utilizes that style

——

of leadership which enhances S his effectiveness. The 1less

effective leader is either inflexible in his leadership style

9Fritz A. Roethlisberger and William J. Dickson,
Management and the Worker (Cambridge, Massachusetts: Harvard
University Press, 1939), pp. 508-10.




or 1s unable to make the correct adaptation of style due to
an Incorrect perception of the situation.

The leader of any group must_conform.ta some minimum

At A

level of group norms if he 1s to be an effective leader.

—

This level will be determined situationally, and it will

vary with the strength of the group's normative strﬁcture.

If the leader does not conform to this minimum set of group
norms, friction will increase between the leader and the
group, and the effectiveness of both will diminish.

Caudill10 found that the failure of a mental institution to
recognize the informal organization operative within it
created friction between the formal and informal organiza-
tions, emphasizing that a formal leader's fallure to recognize
the infofmal organization will tend to hamper his formal role

performance.

The Locus of the Study 'x
1'he study was concerned with the £foremems—in two divi—LAU;L‘
slons (A and B) of a large, decentralized public utility
company in Michigan. The company 1is divided into fifteen
separate divisions. The division structure is represented
by the partial organization chart in Figure 1. The Division
Manager 1s responsible for carrying out company policies

within his division.

10ys111am A. Caudill, The Psychiatric Hospital as a
Small Society (Cambridge, Massachusetts: Harvard Unlversity
Press, 1958), pp. 231-265.
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Figure 1.--Partial Organization Chart of the Company Studied.
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The study was conducted in a single company since this

e -
allowed the formal work situation to be held constant

~— .
— ~—

throughout the study. This would not be possible if differ-
eﬁf“édmpééiééwgupplying different products or services were
used.

The work groups in this study performed the majority
of their formal tasks outside the physical boundaries of the
company. Thus, the‘primary effect that the formal organiza-
tion had on the informal organization was initial assignment

of workers to speciflc work groups. It was virtually

impqssible for therformal QrganiZation to control the physi-
calmwork_environment. A utility company is unique in the
sense that its workers are rarely controlled by a factory or
assembly-line situation. This study attempts to i1solate each
informal organization and to determine the strength of these

informal organizations within each work group.

The Structure of the Research

This study 1s divided into five chapters. Chapter I
presents a review of the literature relevant to the concepts
of group cohesiveness and leadership effectiveness. This
chapter also explains the general model of this study and the
major hypotheses utilized to test the model.

The second chapter is concerned with defining the con-
cepts used in the research. These 1include informal organi-
zation, group cohesiveness, leadership effectiveness and

leaders' perceptions regarding the informal organization.
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Chapter III explalins the methodology that was utilized
to test the hypotheses of the study. It also discusses the
pilot study that was conducted prior to the major research.
Both the manner in which the pilot study was conducted and
the results of the pilot study are shown.

Chapter IV presents the major findings of this research.
The emplirical data and the statistical analysis of the data
are presented. Conclusions regarding the hypotheses are then
drawn based on the statistical analysis.

The final chapter presents findings that were not
directly applicable to the major hypotheses. It also points
out problems that were encountered during the research. The

implications for future research are also explained.



CHAPTER I
GROUP COHESIVENESS, LEADERSHIP EFFECTIVENESS

AND THE GENERAL MODEL OF THE STUDY

’ A\
"The small group is a convenient locus wherein to\ﬁk
assay one of man's more baffling qualities--his 1/
ability to get along with his fellow creatures." Zj
4

Introduction

The purpose of this chapter is to acquaint the reader
with the literature relevant to the study of small groups
and leadership. The concept of the "total group environment"
is explained,and how a leader's perception of it can affect
his performance is demonstrated. The chapter is divided
into three sections.

The first section introduces the variables present 1in
a group map. 'This section examines these variables with a
particular emphasis on how they can affect the group's
cohesiveness.

The second section presents the rationale for this

study, that 1s, the reasons that effective leaders were

lMichael S. Olmstead, The Small Group (New York:
Random House, 1959), p. 145.

12
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thought to have an accurate perception of the informal organ-
ization. It also presents the assumption made concerning
leadership "style."

The last section introduces the general model under-
lying this study and the hypotheses that were designed to

test the model.

The Group Map

Figure 2 presents the variables that exist in an
organizational group map. The variables affect the group and,
in turn, affect the resultant group actions and/or attitudes.
The interrelationships between the resultant group actions
and attitudes are explained in the following text.

The total group environment 1s shown in the center as
consisting of two separate but interrelated segments. The
formal segment is the formal organization structure which
exists to fulfill the objectives of the formal organization.
The informal segment 1s a result of the interactions of the
formal group members and may exist for many purposes as
shown in the Introduction. The variables which are shown
as acting on the total group environment may, in reality,
affect one segment more than the other. However, the major

concern of this model 1s the effect on the total group

\ B tuno\»
¢ speciolunls uo Specdee
environment. 2 @OAMSND SSPY Ledless
The informal leader is shown as part of the informal
segment of the total group environment. The informal leader

was found by Zaleznik to be strictly a "social" phenomenon
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and, as such, was not officially recognized by the formal
orgagization. The informal leader fulfilled a "big brother"
role within the informal organization; that 1s, the group
members gfé;itaﬁed.fo the 1nf§fﬁal leader when they félt
that their problems, if presented to the formal leader,
would cause them to lose prestige in terms of the formal
organization. 'Thus, the informal leader kept group members
from commlitting errors that would have damaged thelr rela-
tiohship to the formal organization. His leaderéhip role
was more a helping role than a directing role. This led to
a feeling of insecurity on the part of the informal leader
since 1t made his position dependent on the group's percep-

tions of his actions.2

The informal leader is important in
some actions of the group, but he 1s a result rather than a
cause of a cohesive informal organization.

'ne basic concern of this study was how the variables
operative 1n Iigure 2 did or did not affect group cohesive-
ness and group effectiveness (since this affects leader's
effectiveness). Other group resultant behavior is shown in

Figure 2, but since it was beyonc the scope of this study, it

was included only for completeness.

2A. Zaleznlk, Worker Satisfaction and Development
(Norwood, Massachusetts: The Plimpton Press, 1956), pp. 65,
99-101. —

~—~————————
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Variables in the Group Map

The variables in the group map shown in Figure 2 are
explained 1n the following sectlion. The explanation of the
variables 1s particularly concerned with thelr effect on the
rroup's cohesiveness.

Culture.--The most baslc variable affecting the
cohesiveness of any group is the culture and/or sub-culture
from which group members are drawn. Crozler found that
French cultural patterns emphasized isolation of the individual.
These led to few socletal groups being formed other than the
family and the church. The French found face-to-face contact
difficult and uncomfortable. They attempted to maintain
their independence (defined as non-dependence on others)
in the work situatlion by a strict adherence to the written
rules. Thils kept them free from the whims of supervisors.

As would be predicted, Crozier found little evidence of
informal organizations within French bureaucracies.3
The American cultural setting has a more gregarious
nature than the French, and informal organizations are more
likely to appear in our soclety. It should be noted that
due to informal relationships, the American institution 1s

more flexible than the French.ll

3Michel Crozier, The Bureaucratic Phenomenon (Chicago:
The University of Chicago Press, 1963), pp. 216-233.

uIbid.
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The sub-cultural setting from which workers are drawn
also affects the informal organizations to which they belong
or do not belong. Blauner found that Southern textile
workers had informal ties, whereas in relatively similar
circumstances, Northern automobile workers had few informal
ties. One reason for this being that the Southern textlle
mill was simply an extension of the community. The auto-
mobile plant drew 1ts workers from a diversified community
rather than a one-plant town.5 There were other factors
present in the automobile plant disruptive to the emergence
of informal.organizations, and these will be explained later
in this chapter.

Whyte has pointed out that "rate-busters" have differ-
ent backgrounds than group members. They are either from
rural or middle class backgrounds, whereas group members
are drawn from mainly lower class,urban areas.

Ethnic relationships may also influence the informal
organization. Thls was the case with many Negro cliques in
the Marine Corps stationed at Da Nang, Viet Nam. They had

formed a separatist-type clique, and in this cdse, ethnic

5Robert Blauner, Alienation and Freedom (Chicago:
University of Chicago Press, 1964), pp. 74, 75, 109, 110.

6w1111am F. Whyte, Men at Work (Homewood, Illinois:
Richard D. Irwin, Inc. and the Dorsey Press, Inc., 1961),
p. 100.
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group membership was a prerequisite for informal organiza-
tion membership.7
The above cases demonstrate the importance of under-
standing the cultural environment from which workers are
drawn. Without such an understanding, the total group

environment cannot be fully comprehended.

Stability of the Formal Work Group.--The stability of

the formal work group affects the formation of interpersonal
ties within the group. A constant shifting of personnel
would not be conducive to the formation of a highly cohesive
informal organization within a work group,since it would not
allow a set of interactions to be built up and would con-
stantly disrupt social ties.

Size of the Formal Work Group.--The size of the formal

work group was found by Seashore to be inversely related to
the group's cohesiveness.8 As slze increased, the possible
face-to-face interaction between members decreased and

therefore the cohesion of the group decreased. However, he
did not investigate the possible formation of cliques with

increases in size. Stogdill found that members of small

7Interview with Lance Corporal Andrew Manning, U.S.
Marine Corp., just returned from twelve months duty at
Da Nang, Viet Nam, Lansing, Michigan, June 25, 1969.

8Stanley E. Seashore, Group Cohesiveness in the
Industrial Work Group (Ann Arbor: Institute for Soclal
Research, University of Michigan, 1954), p. 99.
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departments had a tendency to interact outside their formal
group.9

Thus, silze of the work group may be a determinant of
the coheslveness of the 1nformal organization within that
work group, but it is not a simple one to one variable, and
the proximity of other work groups and the formation of
cliques may affect cohesiveness regardless of the size of

the work group.

Age and kEducational Level.--Seashore also found that

the ages and the educational levels of work group members

were not determinant factors in the group's cohesiveness.10

Formal Work Situatlion.--The formal work situation is

controlled by the formal organization. It encompasses
division of labor, plant layout, formal job status, and the
pace of work. Walker and Guest found that in a large, auto-
moblile manufacturing plant, the formal organization had
established a work situation which exemplified the following
characteristics: mechanical pacing of work, repetitiveness
of jobs, minimum skill requirements, predetermined use of
tools, minute subdivision of the product being handled by

each worker, and the jobs requiring only surface mental

9Ralph M. Stogdill, Leadership and Structures of
Personal Interaction, Research Monograph Number ol
(Columbus, Ohio: Bureau of Business Research, Ohlio State
University, 1957), p. 26.

1

OSeashore, loc. cit.
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attention.ll There was also a high noise level in the

12 The above conditions resulted in less than one half

plant.
of the workers having frequent social contact with those
persons working near them, and few workers felt that they
belonged to an identifilable social group on the job. Another
determinant factor in this lack of informal organization was
the fact that workers were related by proximity, not by

13

interdependent action. This is an example of a formal work
situation that is so structured as to preclude the emergence
of a cohesive informal organization. The above case 1s not
typical of the majority of work situations. It 1s an example
of the assembly-line type industry.

Zaleznik found definite social cliques operative within
a machine shop work situation. The workers in the machine
shop had a high degree of freedom of movement which enabled
them to interact both on the job and during breaks. Although
the formal organization specified formal job 1interactions,
Ltools were not predetermined by the formal organization, and
this led to borrowing of tools end hence, more interaction

patterns.lu

11Charles R. Walker and Robert H. Guest, The Man on the
Assembly Line (Cambridge, Massachusetts: Harvard University
Press, 1952), p. 12.

12

Ibid., p. 68.

131p14., p. 79.

Wzaleznik, op. cit., pp. 30-62.
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'hesc two examples of formal work sltuations are used
to demonstrate that the formal work situation has a definite
influence on determining the total group environment and
must be considered in gaining an understanding of the group.

Formal Leader Behavior.--Leadership behavior is another

variable that can influence the total group environment.

This study was concerned primarily with whether a foreman's
perception of the total group environment as 1t existed was
accurate or inaccurate and how this perception related to his
effectiveness 1n his formal role. The study was not concerned
with the emergence of a particular situation. However, the
formal leader's behavior does affect the total group environ-
ment, and this study would have been remiss if this variable
were not explained.

Lippitt and White found in a study of boys clubs that
there were fewer sub-groups (informal organizations) formed
under authoritarian leaders than there were under democra-
tically led groups. The democratically controlled groups
were also able to work more productively 1in the absence of
the leader than were the authoritatively controlled groups.
'he reason for this was the fact that the democratically con-
trolled groups were able to develop more interpersonal rela-

15

tions in their groups than were the authoritarian groups.

15R0onald Lippitt and Ralph K. White, "An Experimental
Study of Leadership and Group Life,"Readings in Socilal
Psychology, Eleanor E. Maccoby, Theodore M. Newcomb, and
Eugene L. Hartley, editors (New York: Holt, Rinehart and
Winston, 1958), pp. 503-504,
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Stogdill, 1n a study of naval officers and their crews,
found less active leaders' crews interacting outside their
department to a greater extent than crews whose leaders were
more active. Active leaders were those who lnteracted fre-
quently outside their own department. The faillure of the
leader to interact outside his department caused his crew
to compensate by broadening their patterns of interactingl6
and thus, fulfilling formal requirements. This is an example
of the 1Informal organization compensating for a deficiency
in the formal organization.

The above are 1illustrations of the fact that leaders

—

do affect the emergence of the total group environment. It

1s also logical to assume that the formal leader affects the

emerging role of the informal leader. Being in a position

. e

of formal authority the formal leader may remove or leave

dﬁeﬁwggéiégs.to the informal leader and thus affect his role
bymééhéfféining his actions.
| The main contention is that the leader and his group
are in constant interaction and, as such, neither can be
fully examined apart from the other.
T'he preceding section demonstrates that many varilables
determine the cohesiveness of the group and/or segments

within the work group. The list of variables 1s not com-

plete, but it is sufficient to demonstrate that one or two

165t0ga111, op. cit., p. 29.
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variables are not responsible for the resultant total group
environment In an industrial work group.

I'his study was concerned with the cohesiveness of the
informal orpganlization at the time of the study, and the
lecader's perceptlon of 1t. Groups were selected or rejected
based on how the above variables were thought to influence
them. If it were felt that due to the presence of certain
variables, an informal organization could not emerge, the
group was not utilized in this study. Only groups that were
felt to exist in an environment conducive to the formation

of an informal organization were used in this study.

Cohesiveness: Good or Bad?

Blau (195%5) found that a comparison between two depart-
ments In a State Employment Agency revealed that the most
cohesive department was the most eff‘icient.17

Whyte found that quits and absenteeism increase as

internal friction in an organization increases.18 Blauner

has shown quit rates in the autcmobile industry, which

has been shown to have no cohesive informal organization, to

be higher than in any other manval 1ndustry.19 Research has

l[Pet‘,er M. Blau, The Dynamics of Bureaucracy (Chicago:
The Unlversity of Chicago Press, 1955), p. 62.

Bynyte, op. cit., pp. 125-135.

l9Blauner', op. cit., p. 120.
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has also demonstrated that highly coheslve groups are more
uniform in productivity than less cohesive groups.eo’21
Thus far the answer begs the question. Cohesion may
be good or bad for management depending on the groups'
idenficiations with organizational objectives.22’23 A
cohesive group that produces at consistently low levels may
dcecrease turnover, but 1t may not enhance formal objectives
when viewed in total. Seashore pointed out that management
should develop cohesive teams that have confidence 1in the
or;anization.Eu It was the incompleteness of these types
of ideas that prompted this study. A foreman must be aware
of' the total group environment before he can elicit the
support of the group 1n the attainment of organization objec-
tives. Understanding must precede action. This study moves
in the direction of operationalizing the idea of understanding

total group environments so as to enhance the attainment of

formal organization objectilves.

QOSeashore, op. cit., p. ¢8.
)
°lppraham Zaleznik and David Moment, The Dynamics of

Interpersonal Behavior (New York: John Wiley & oSons,
Inc., 1964), p. 109.

22Seashor'e, op. cit., p. ¢9.
23Whyte, op. cit., p. 547.

21l

2‘Seashore, op. cit., p. 102.
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'ne Importance of the Leaders' Perceptions
of the Informal Organizations

This section presents research findings that demonstrated
the importance of a formal leader's awareness of the total
group environment. These findings demonstrated that such an

awareness enhanced a leader's formal role performance.

A Dynamic Versus a Statlic Approach

X
//// Carter, using a sample of NROTC teams at the Unilversity

1 of Rochester, found that due to differing personality charac-
teristics, a person could be an effective leader with one
group and quite‘ineffective if placed in charge of a differ-
ent group.25 Hence, the leader's effectiveness becomes a
function of his "fit" with a particular group.

I'hnis trailt approach to leadership would require a
matching of leaders to groups until the two meshed and formed
an effective team. The assumption underlying this approach

1s that leaders and grouﬁélgfe”statigrrather than dynamic

o - —— N

entities. A moré Eéélistic approach would be to Q;Hsitize a
i;éder to diagnose a total group environment and modify his
behavior in terms of his diagnosis. This does not imply that
the total group environment cannot be altered. The previous
paradigm of group variables demonstrates that it can, but

change should only occur when coupled with understanding.

25Launor Carter, "Some Research on Leadership in Small
Groups," Groups, Leadership and Men, Harold Guetzkow, editor
(New York: Russell & Russell, Inc., 1963), p. 153.
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Altering leader behavior and/or the total group environment
seems a better way of gaining leadership effectiveness than

by looking for a "lucky fit" between leader and group.

'he Importance of Awareness

Hawron and McGrath found that 1n small military units
(squads) the leader's Job knowledge and his intelligence
were the variables that most highly correlated with his
unit's effectiveness. They found that the next most impor-
tant leader variable related to unit effectiveness was the
leader's knowledge concerning his men and thelr interrela-
tionships.26

Roff found, in a study of Air Force combat officers,
that the most effective officers were perceived by their men
as sincere, impartial and lacking concern for personal advan-
tage. 'The latter point was interpreted as showing that these
leaders were concerned more with group welfare than with

personal glory. The less effective leaders did not exhibit

this quality.27

26Dean M. Hawron and Joseph E. McGrath, "The Contribu-
tion of the Leader to the Effectiveness of Small Military
Groups," Leadership and Interpersonal Behavior, Luigil
Petrullo and Bernard M. Bass, editors (New York: Holt,
Rinehart and Winston, Inc., 1961), pp. 168-169.

27Merrill Roff, "A Study of Combat Leadership in the
Alr Force by Means of a Rating Scale: Group Differences,"
The Study of Leadership, C. G. Browne and Thomas S. Cohn,
editors (Danville, Illinois: The Interstate Printers and
Publishers, Inc., 1958), pp. 165-168.
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Fieé}eff_in developingﬁhls "contingency modgiilmggnnq

that leadership effectiveness was contingent on the leader's

style ofrinteracting with his group (defined by Fiedler as

the leader being highly acceptable, moderately acceptable or

e e e

unacceptable to his gfbup) and the favorableness of the
N T N e e e T e eeem —————

group s task situation. An example would be a situation in
S —

which a group was faced with an unstructured task and the

leader was not accepted by the group. Fiedler found that
this situation was best handled by a "task-oriented" leader,
whereas in different situations a more group-oriented style
may be required. The "contingency model" points out that

leadership style may need to be altered as the situation

29

changes. It was the contention of this study that the

"contingency model" was correct but that leaders must have a

correct perception of the total group environment before they

P —

can modity their behavior to meet the situation.
P mogLy Phesbt benavior o 1 ]

Likert, in a study of thirty-one managers of a national
company, found that the more effective managers had a sup-

portive attitude toward their workers and endeavored to

28Kamla Chowdhry and Theodore M. Newcomb, "The Rela-
tive Abilities of Leaders and Non-Leaders to Estimate
Opinions of their Groups," Small Groups, A. Paul Hare,
Edgar F. Borgatta and Robert F. Bales, editors (New York:
Harper & Row, Publishers, 1968), pp. 367, 373, 378.

29Fred E. Fiedler, "Personality and Situational
Determinants of Leadership Effectiveness," Group Dynamics,
3rd Edition, Dorwin Cartwright and Alvin Zander, editors
(New York: Harper & Row, Publishers, 1968), pp. 362-380.
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establish closely-knit groups. The less effective managers
displayed a threatening attitude toward workers and
depended on man-to-man relationships in their supervisory

activities. 39

Problems Due to a Lack of Awareness

Gouldner has demonstrated the problems encountered
when a new leader does not recognize the historical back-
ground of a group. His study concerned the replacement of
a "personal" typc leader with a "bureaucratic" type leader.
A grecat decal of resistance to the new leader's programs were
generated within the group. The new leader did not recog-
nize "informal" status nor did he recognize the past leader's
"informal" obligations.3l The new leader was not cognizant
of the total group environment.

Whyte found that when formal pressure caused a foreman
to increase his initiation of work for his work group and
caused him to decrease the time spent in responding to the
group's problems that the result was a covert pact in the

work group, and they no longer "saved" the foreman from

30Rensis Likert, "An Emerging Theory of Organization,
Leadership and Management," Leadership and Interpersonal
Behavior, Luigi Petrullo and Bernard M. Bass, editors (New
York: Holt, Rinehart and Winston, Inc., 1961), p. 300.

31Alvin W. Gouldner, "The Problem of Succession and
Bureaucracy," Studles in Leadership, Alvin W. Gouldner,
editor (New York: Harper & Brothers, Publishers, 1950),

p. 651.
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mistakes as they had done in the past.32

This 1s an example
of how a lack of awareness on the foreman's part caused him
to lose effectlveness.

Homans pointed out that the interviews with the girls
in the Relay Assembly test room at Hawthorne Electric showed
that management knew little concerning worker attitudes.

This waé nof extremely detrimental since the girls were
company-oriented. However, this lack of knowledge was detri-
mental in the Bank Wiring Room where workers were not so
company-oriented and tended to restrict output.33

T'rist and Bamforth also found that‘management's_lackb
of knowledge concerning worker attitudes proved disastrous
when the 1Informal organization thwarted management's
attempts to introduce technological change. The change was
resisted by the workers because 1t disrupted their socilal
1nterrelationships.3u Walker and Marriott also found that
workers resisted change that disrupted thelr social interre-

35

lationships even when the change was in their best interests.

32

33George C. Homans, "Group Factors in Worker Produc-
tivity," Readings in Social Psychology, Eleanor E. Maccoby,
'Theodore M. Newcomb and Eugene L. Hartley, editors (New
York: Holt, Rinehart and Winston, 1958), pp. 587, 595.

34, L. Trist and R. W. Bamforth, "Some Psychological
Consequences of the Long-Wall Method of Coal-Getting,"
Human Relations, 1951, 4, pp. 3-38.

Whyte, op. cit., p. 147.

35J. Walker and R. A. Marriott, "A Study of Some
Attitudes to Factory Work," Occupational Psychology, 1951,
25’ ppo 181-1910
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'ne above studlies have been cited to demonstrate that
the behavior of organizatlion members can only be understood

in the context of the total group environment. In order for

a leader to be effective,he should understand the total

‘group environment in which he operates.w It was assumed for

the purpose of this study that the foremen understood the

formal aopects of their work groups. Therefore, to judge
the aocuracy oI their assessment of the total group environ-
ment, the study was concerned with their perception of the

informal segment of the total group environment.

4
}(ﬁwpes of Leadership

Basic to this study was the assumption that the most
effectlve foremen operate on a dual continuum. (Refer to
Figure 3.)

'he flirst continuum in Figure 3 was devilised by Tannen-
baum and Schmidt, and 1t demonstrates that a leader may
opcrate with either an autocratic style, a democratic style
or some combination of the two as represented on the con-

36

tinuum. The second continuum represents a leader's aware-

ness of the total group environment in which he operates.

lt_was assumed in this study that an effective leader

o e e e e e

who was aware of the total group environment would utilize

that style of leadership that best fitted the situation.

36Robert Tannenbaum and Warren H. Schmidt, "How to
Choose a Leadership Pattern," Organizations: Structure and
Behavior, Joseph A. Litterer, editor (New York: John Wiley
& Sons, Inc., 1963), p. 124.
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An example would be a fully aware leader adopting an auto-
cratic leadership style when the group began to splinter
because of friction between members. Granted this is a
temporary solution,but without autocratic behavior by the
leader, the group could disintegrate into chaos. This goes
beyond the concept that democratic leadership 1s superior

. to autocratic 1eadership or vice versa. The assumption

i T

| made in this study is that the "best" style of leadership

1s that which fulfills formal objectives most effectively.

The General Model and the
Hypotheses of this Study

The general model represents the varlables that were
examined in this study (Refer to Figure 4). This section
presents each variable and its hypothesized relationship to

leadership effectiveness.

Perceptlons of the Informal Organization

T'he main purpose of this study was to determine whether
a relationship existed between the accuracy of a leader's
perceptions regarding the informal organization and his
effectiveness as a formal leader. The 1mportance of a

leader's awareness of the total group environment as related

to his effectiveness was explained earlier in this chapter.
~— e ——

It was felt that as a foreman 's perceptions of the 1nformal

orbanization became more accurate, he would be more aware

of the total group environment Therefore, accuracy of



33

Perception of the

Informal Org.
|
|
Perceived Degree
of Control
over
Informal
|
l
v

Leader Membership in effectiveness

J——
Informal
|
I
[nformal
Leader

v

Compatibility
with Informal
Leader

Figure U4.--The General Model of This Study.
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perceptions and high leadership effectiveness were felt to
be associated,and this led to the following hypotheses:

Hypothesis I: The most effective leaders are those
who accurately perceive the "actual"
informal organization operative
within their work group.

Hypothesis I1: 'The least effective leaders are those
who have an inaccurate perception of
the informal organization operative
within thelr work group.

Hypothesis IIl: A decrease in the difference between
a leader's perception of the informal
organization and the "actual" informal
organization is associated with an
increase 1in effectiveness of role
performance.

Perceived Degree of Control

The most effective leaders were felt to be those who

exerclised a high degree of control over all areas of the total

grroup environment, that 1is, both the formal and informal seg-
ments. lFfor thls reason, it was felt that a direct association
existed between perceived degree of control and a leader's
effectiveness. This led to the following hypotheses:
Hypothesis IV: The most effective leaders are those
who perceive themselves as belng capable
of exerting a high degree of control
over the informal organization.
Hypothesis V: A decrease in a leader's perceived degree
of control over the informal organization

1s associated with a decrease 1in his
effectiveness.

Membership in the Informal Organization

It was felt that if a formal leader were a member of the

informal organization, he could be faced with a conflicting
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set of role expectations. The formal organization could
demand certain behavior contrary to the informal organiza-
tion's norms. When the formal leader settled the conflict
In favor of either, he would satisfy one but alienate the
other. The leader who was not an informal member would not
be faced with such a strong conflict in expectatlons, and
he could settle the conflict in terms of the formal organi-
zation. It was felt that this settlement would be easier
for the non-member since he would not be concerned about
being ostracized from the informal organization. The non-
member, formal leader was felt to be more likely to behave
in terms of formal expectations and therefore be a more
ef'fective formal leader. Thils led to the followlng hypothesis:
llypothesls VI: The leader who perceives himself as
a member of the informal organization
is less effective than the leader who

does not percelve himself as a member
of the informal organization.

Informal Leader

It was felt that the most effective leaders, who were
also members of the informal organization, would be those
who were informal leaders. Thus, in this case, the leader
assumes a dual role of formal and informal leadership, and
he has a high degree of control over both segments of total
group environment. This led to the following hypothesis:

Hypothesis VII: The leader who 1s also the informal
leader 1s more effective than the

leader who 1is merely a member of the
informal organization.
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Compatibility with the Informal Leader

It was felt that the formal leader could perform his
role more effectively 1f he had the support of the informal
leader. "This would decrease the probability of both men
attempting to lead the group in different directions. There
would also be fewer "personality clashes" when both leaders
were compatible. These assumptlons led to the followilng
hypothesis:

Hypothesis VIII: The leader who 1is not a member of the
informal organization and who has a
high degree of compatibility with the
informal leader(s) 1s more effective
than the leader who is not a member of
the informal organization and who has

a low degree of compatibility with the
informal leader (s).

Summary

'his chapter has presented the variables which affect
the total group environment. The 1mportance of a leader's
awareness of this total group ervironment was demonstrated.
The general model of thils study was presented as were the
hypotheses that were designed tc test the variables 1in the
model.

'he next chapter demonstreates how the varlables 1n the
general model were operationalized for use in the field

study.



CHAPTER II

OPERATIONALIZING THE VARIABLES IN

THE GENERAL MODEL

Introduction

This chapter presents the working definitions of the
variables that were introduced in the general model of this
study. The chapter 1s divided into three sections: group
variables, leaders' effectiveness and leaders' perceptions.

The group variables sectlion discusses the operational
definitions and the measurement of the variables assoclated
with the informal organization, particularly those assoclated
with the cohesiveness of the informal organization.

The leaders' effectiveness section 1s concerned with
the manner in which the formal leaders in this study were
ranked 1in terms of formal effectlveness.

The third section, leaders' perceptions, explains how
the leaders' perceptions regarding the informal organization
were defined and measured.

The questiohnaire items in this chapter are introduced
solely to demonstrate why the items were utilized in the study.

These items were all on the original questionnaire. However,

37
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a pllot study conducted to validate the questionnaires demon-
strated the need for some minor modifications in the question-
naire items. Both the pllot study and the modifications of

the questionnaires are presented in Chapter III.

Group Variables

1'hls sectlon presents the working definitions of this
study related to the work groups. The informal organization
and its cohesiveness are defined, and sociometric choilce
items related to determining cliques and informal leaders
are presented. The measurement of the leader's relationships
to the informal organization and to the informal leader, as
percelved by the group and the informal leader, are also

shown.

The Informal Organization

-

The Informal organization was defined for this study
as a group or a clique containing at least three members of
a particular work group. The strength of the 1informal
organization was measured by the cohesiveness of the work
group or the clique(s) within tke work group. Such a defini-
tion lacks validity in a large work group where many cllques
of varying cohesiveness are found. This problem was not felt
to be relevant to the groups 1n this study since they were
. relatively small.
S~

'ne work groups in this study were ranked as beilng

highly cohesive, moderately cohesive or showing little or no
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cohesliveness. The ranking was dependent on either the entire
work proup coheslveness or the cohesiveness of a clique

within the work group.

Cohesiveness of the Informal Organization

Cohesiveness of the informal organization was defined
for this study as the average resultant forces acting on
group members causing them to retain their membership in the
group.

Cartwright has shown five approaches to the measurement
of the concept of cohesiveness. The first was "interpersonal
attractlon among, members." This required the use of socio-
metric cholice questions, such as, in-group friendship items
on a questionnalire. The second method, "evaluation of the

group as a whole,"

required gaining information concerning
each group member's perception of the entire group. The third
method was "closeness of identification with a group."

Group members were asked questicns concerning how strongly
they felt that they were personally involved with a group.

A fourth method was "an expressed desire to remain in the
group." This method required irformation concerning how
strongly each group member desired to remain in the group.

T'he final approach 1is the utilization of a "composite index"

of cohesiveness.l This was the approach that was utilized in

1Dorwin Cartwright, "The Nature of Group Cohesiveness,"
Group Dynamics, 3rd Edition, Dorwin Cartwright and Alvin
Zander, editors (New York: Harper & Row, Publishers, 1968),

pp. 92-95.
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this study coupled with some sociometric choice items. The
composite index consists of combining a number of items
which are felt to be indicators of a group's cohesiveness to
yield a single measure of cohesiveness. Thus, the group's
coheslveness was defined by its composite index of coheslve-
ness. 'I'ne next section presents the questionnalre items that

were utllized to measure each group's cohesiveness.

Measurement of Cohesiveness

1'he questionnaire items in Table 1 were used 1in the
initial questionnaire of this study to measure group cohe-
siveness. These items were found by Seashore to be indicators
of phenomena which were the result of group cohesiveness.2
1I'he average responses to these l1tems were utllized to obtain
an average composite index of cohesiveness for the work groups
In this study. TThe numerical indexes are presented in
Chapter 1V. 'The strength of the group's cohesiveness was
represented by its composite index or the composite index of

a clique within the group.

Determining Cliques and Informal Leaders

'ne initial questionnaire utilized sociometric choice
items to elicit the clique(s) within a work group. These
items are presented in Table 2. The items were intended to
form a matrix of social cholce among group members and thus

ldentify the group's patterns of interaction.

e}
“Seashore, op. cit., pp. 36-38.
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onnaire Items Measuring Work Group Cohesive-

4., Do you feel
group? (Che

Reall
Inclu
Inclu
Don't

5. If you had a

that you are really a part of your work
ck one)

vy a part of the work group

ded in most ways

ded in some but not in all ways
feel that I really belong

chance to do the same type of work for the

same pay in another work group, how would you feel about

moving? (Ch

Would
Would
Would
Would
Would

6. How does you
in each of ¢t
area)

eck one)

want very much to move

rather move than stay where I am
not make any difference

rather stay where 1 am than move
want very much to stay where I am

r work group compare with other work groups
he following areas? (Check one for each

Better than About the same Not as good
most as most as most

The way the
men get along
together

The way the
men stick
together

The way the
men help each
other on the
Job

e ———— .4[..‘ [P S




42

TABLE 2.--Sociometric Choice Items.

9. Which members of your work group do you associate with most often on the
job? (List in order of frequent contact, that 1is, the person that you
associate with most often first, etc.)

(If you require more space, please use the back of this page)

Which members of your work group do you assoclate with most often off the
Job? (List in order of frequent contact)

(If you require more space, please use the back of this page)

10. List the member(s) of your work group that you would most like to work with
and the member(s) that you would least like to work with. Thils list need
not include all members of your work group since you may not care one way
or the other about certain members.

Most like to work with (List in order of preference)

(If you require more space, please use the back of this page)

Least like to work with (List in order of dislike, that is, list the person
that you would least like to work with first, etc.)

(If you require more space, please use the back of this page)

11, If you had a choice, which member of your work group would you least like to
see as 1ts leader?
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T'he 1tems In Table 3 were designed to identify informal
leaders as percelved by the work groups and to ascertain
whether an individual percelved himself as an informal
leader. If a person were mentioned in items 7 and 12 by two
or more members of the work group, he was lidentified as an

informal leader.

TABLE 3.--Questionnaire Items Measuring Informal Leadership.

7. Are there one or two members of your work group that
exert more influence on the group than other members?
(Include yourself in answering) Yes No.

If yes, what are their names?

8. What influence do you have in your work group? (Check
one)

Members always follow my example

Members frequently ask me for advice

Sometimes I set the example and sometimes I don't
I frequently follow others in the group

I always wait for someone else to make the first
move

12. If you had a choice, which member of your work group
would you most like to see as its leader?

Relationship of the Leader
to the Group

The items in Table 4 were designed to determine the fore-

man's relationship to the informal organization and whether
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he was a member of the informal organization as perceived by

the group. These items could also be used to determine the

relationship between the informal leader and the foreman.

The results of the pllot study showed a need to modify

some of the above items. These modifications are explained

In Chapter ITII.

TABLE U4.--Questionnaire Items Measuring Foremen's Relation-

ships to the Informal Organization.

AV

What 1is your relationship to your supervisor? (Check
one)

Highly personal and very friendly
Friendly

We get along all right

Unfriendly

Hostile

Do you consider your supervisor part of your group, that
is, does he go to coffee with members of the group, does
he have lunch with them, does he assoclate with them off
the job, etc.? (Check one)

Very often he is part of the group
Frequently he 1is part of the group

Once in a while he 1s part of the group
Rarely is he part of the group

Never is part of the group

How close 1s your supervisor to the men in the work
group? (Check one)

Much closer to the men than to management

Somewhat closer to the men than to management
About in the middle between the men and management
Somewhat closer to management than to the men
Much closer to management than to the men
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LLeader's liffectiveness

The method used to judge the effectiveness of the
leader's in this study was a ranking of foremen by their
distribution superintendents. This method was implemented
through structured intervliews. The distribution superin-
tendents were asked to rank the foremen in their departments
in terms of potential for promotion and general over-all
performance. The latter was a difficult term to define
precisely, and slince this was a personal evaluation, over-all
performance would be defined by each distribution superin-
tendent--relative to his personal value system. This made
comparisons between foreman effectiveness in different
departments impossible.

During the interviews the distribution superintendents
were asked to place their foremen into one of three ordinal

categories, and this led to the following ordinal ranking

scale:
1l = excellent promotable over anyone else in his
area of specialization
2 = average this individual had the potential
to be promoted with improvement.
3 = below average this individual had attained the

highest point 1n his career--he
would not be promoted under any
circumstances. It was noted that

some individuals could fall into
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this number three category because
of thelr age. 1In order to overcome
this problem, the superintendents
were asked to hold age constant
in their rankings (this was only
significant in one case).
This ranking scale was used to segment all the foremen
in this study into one of the three effectiveness categoriles.
As stated previously, these rankings may not hold under
dif'fferent circumstances; that is, a highly ranked foreman
under one distribution superintendent may not be as highly
ranked 1f placed under another distribution superintendent
due to differing value systems of the evaluators. These value
systems may cause different distribution superintendents to
judge over-all performance differently and hence, to rank their
foremen differently. However, this study was concerned with
the effectiveness of foremen, at the time of the study, as
measured by the formal organization. The distribution super-
intendents' rankings represented the effectiveness of the
foremen as measured by the formsl organization.
It was noted that the final, ordinal ranking of the
foremen in this study 1is only transitive within the group
of foremen under a particular distribution superintendent;
that 1s, a first level foreman 1s more effective than a
second level foreman in his department. The final measure
is not transitive on an individual basls; that 1s, a foreman

that 1s ranked at the first level in a gas department may



4

or may not be as effectlve as a foreman ranked at the
first level in an electric department. The foreman

cannot be cross compared. Highly effective may or may

not have carried the same meaning to all distributilion
superintendents. Again, this study was concerned with a
foreman's effectiveness at the time of the study and not
with Judging effectiveness ratings,and it is felt that the
above ordinal scale measures effectiveness in terms of

the formal organization.

Leaders' Perceptilons

Thls sectlion represents the questionnaire items that
were used to measure each leader's perceptions concerning
the informal organization operative within his work group.

Leaders' Perceptions of the Existence
of the Informal Organization

The questionnaire items in Table 5 were used to elicit
each leader's perceptions of informal organizations within
his work group. The i1tems were preceded by the statement
in Table 5 explaining the term social group.

These and other items on the foremen's questionnailre
were validated through interviews with the foremen during
the pilot study, and this is explained 1n Chapter III.

The 1tems in Table 5 were used to form a composite
index of the foreman's perception of the cohesliveness of the

informal organization. This index represented the foremen's
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TABLE 5.--Questionnaire Items Measuring Foremen's Perceptions of Informal
Organizations.

In the following questions, the term "social group" refers to the informal
groups that people sometimes form, such as, people who usually have coffee
together, etc. The term work group refers to the group of workers that you
personally supervise. A single work group may contain no "social groups" or
it may contain many "social groups."

7.

15.

18.

12.

I find that "social group(s)" in my work group are: (Checi one)

Rare

Not very long-lived

Are not unusual, but change often

Not unusual and are part of the group
Strong determinants of the group's actions

My work group 1s best described as consisting of: (Check one)

llo stable "social groups"

A single all encompassing "social group"
A large number of "social groups"

A few "social groups"

Members that stick to tiiemselves

My work group 1s btest controlled through the uce of: (Check one)

"Social groups" and tneir leaders

"Social groups" and the formal rules

Formal rules remembering tie "social groups"
Formal rules since there are no "zocial groups"
Formal rules since the "social groups" are hard
to control '

The "social group(s)" in my work group: (Checx one)

Can always be made to help group performance

Can usually te made to nhelp group performance

Can frequently be made to nelp group performance

Can rarely be made to help group performance

Can never tc made to help group performance

Cannot nelp group performance since they do not exist

' (Check one)

"Social groups:'
Are important to the work of my group
Affect the work of my group
RHarely have an effect on the worx of my group
Are not important to the work of my group
Do not exist within my group

List the people that you feel are the leaders of the various "social group(s)"

that exlst within your work group (include yourself as a possible leader of a
"social group"). If no "social groups" exist within your work group, please
answer none.

Leader Group

Leader Group

Leader Group

Leader Group

m O O w »

Leader Group
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perceptlons off the informal organizations that existed (or

did not exist) within their work groups.

Leaders' Degree of Control
Over the Informal Organization

Control, in this study, was defined as the degree of
influence a foreman felt that he had over the informal organi-
zation within his work group. Degree of influence was defined
as how well the foreman felt that he could guide or utilize
the informal organization in the achlevement of formal objec-
tives. The 1items in Table 6 were used to form a composite
index of the perceived degree of control that a foreman per-
celved having over the iInformal organization within his work
group. This index therefore defines degree of control. It
was noted that these items only were applicable to the foremen
who perceived an informal organization within their work
group. A lack of perception of the informal organization was
assumed to establish a lack of perceived control.

Leaders' Relationships to
the Informal Organization

Items 11 and 13 in Table 7 defined whether a foreman
perceived himself as a member of an informal organization
within his work group. Items 12 and 14 were designed to
determine whether the foreman perceived himself as an infor-
mal leader and his perceived relationship(s) with other

informal leader(s). It was again noted that these items were



TABLE 6.--Items Measuring Perceived Degree of Control.

9. My work group is best controlled through the use of:
(Check one)

"Social groups" and their leaders

"Social groups" and the formal rules

Formal rules remembering the '"social groups"
Formal rules since there are no "social groups"
Formal rules since the "soclial groups" are hard
to control

10. In decisions concerning the assignment of work in my
work group: (Check one)

always consider the "social groups"
frequently consider the "social groups"
rarely consider the "social groups"
never consider the "social groups"

[l B |

15. The "social group(s)" in my work group: (Check one)

Can always be made to help group performance

Can usually be made to help group performance
Can frequently be made to help group performance
Can rarely be made to help group performance

Can never be made to help group performance
Cannot help group performance since they do not
exlist

17. 1 consider myself to be influential in: (Check one)

All actions of the "social groups" in my work

group

Most actions of the "social groups" in my work
group

Some actions of the "social groups" in my work
group

Few actions of the "social groups" in my work

group

None of the actions of the "social groups" in

my work group
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TABLE 7.--Items Measuring Informal Membership and Leadership.

11.

12,

13.

14,

Are you a member of a "social group" that consists of members of your
work group? (Check one)

Yes, a strong member

Usually I am a member

Most times I am not a member
No, never a member

List the people that you feel are the leaders of the various "soclal
group(s)" that exist within your work group (include yourself as a
possible leader of a "social group"). If no "social groups" exist
within your work group, please answer none.

Leader Group A

w

Leader Group

(@]

Leader Group

O

Leader Group

m

Leader Group

If you are a member of a "social group," to which of the above groups
do you belong, that is, Group A, Group B, etc.?

How would you classify your relationship with the leaders of the
above groups? (Check one for each group)

Group A

Warm and friendly

Pleasant

Limited strictly to the Jjob
Unpleasant

Antagonistic

Group B

Warm and friendly

Pleasant

Limited strictly to the job
Unpleasant

Antagonistic

Group C

Warm and friendly

Pleasant

Limited strictly to the Jjob
Unpleasant

Antagonistic

Group D

Warm and friendly

Pleasant

Limited strictly to the job
Unpleasant

Antagonistic

Group E

Warm and friendly

Pleasant

Limited strictly to the job
Unpleasant

Antagonistic
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applicable to those foremen who did in fact perceive an

informal organization within their work group.

tion

with

this

were

Again, a lack of perception of the informal organiza-
was assumed to signify a lack of perceived relationships

the informal organization.

Summary
This chapter has presented the working definitions of

study and the questionnaire items and interviews that
used to measure the concepts.

The following chapter presents the general methodology

of the study and a discussion of the pilot study.



CHAPTER III

GENERAL METHODOLOGY

Introduction

This chapter has a threefold purpose. First, it presents
the general methodology that was proposed for the field study
of the previously stated hypotheses. This sectlion also pre-
sents the statistical tools that were used to analyze the
empirical data.

The second purpose of the chapter is to discuss
the pllot study. This section explains how the pilot study
was conducted and the results of it.

The last purpose of the chapter is to present the
minor changes made 1n the questionnaire items based on the

results of the pilot study.

General Methodology

Three main sources of data were used 1in this study.
Questionnaires were distributed to foremen, to members of
their work groups, and structured interviews were conducted
with distribution superintendents and their assistants.
Prior to the distribution of the questionnaires, a pllot
study was conducted, and it 1s explained later in this

chapter.

53
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'ne questlonnalres distrlbuted to the foremen were
designed to determine whether they perceived an informal organ-
ization operative within their work group. If they did, the
questionnaire elicited their perception of the strength of the
normative structure of the informal organization and the de-
gree of control which the foremen felt they had over the

informal organizatlon, It was also.ascertained whether th

work groups and whether they perceived themselves as being both

the formal and the informal leader If they did not perceive

JRS SRR —

themselves as the informal leader, the questionnaire deter-

mined their re: dtionship to the person or persons that they

B e e e e -

did perceive as the informal leader(s). The questlonnaire

also provided information on the background of the foremen,
such as age, education level, length of time as a foreman,
and so forth, as well as information on the aspiration level
of the foremen. (Refer to Appendix B, Table B-2).

The questionnalres that were distributed to the workers
under each foreman were designed to discover whether an
informal organization existed in a particular work group, and
if it did, the questionnaire elicited work group members!
perceptions as to the strength of the informal organization's
normative structure. These questionnaires were designed to
provide a measure of the "actual" total group environment
that existed in each work group. The questionnaires also

provided background information on the workers of the same



type as the foremen's questionnaires. The workers were asked
to identify their work group by specifying their foremen and
to state how long they had been a member of that particular
work group. The workers were to identify themselves by name,
and each questionnaire was also number coded so that although
unnamed questionnaires could not be identified individually,
they could be identified by work group.

The foremen's questionnalires and the workers' question-
nalrcs were glven out through the distribution superintendents'
offices., 'The distribution superintendents distributed the
questionnaires to their foremen who in turn gave the worker
questlonnaires to the members of their work groups. It was
stressed to the distribution superintendents that there could
be no formal pressure on the work groups to complete the
questionnalires. They reported that, during distribution,
they had stressed this to their foremen and instructed the
foremen to advise their work groups of thils when they distri-
buted the questionnaires.

The distribution superintendents all expressed a
willingness to have the questionnaires collected by the fore-
men and thus, assure a 100% response. However, it was felt
that this would bilas the study and would produce distorted
responses that would not be representative of the "actual"
situation. The respondents, both foremen and workers, were
supplied with stamped envelopes addressed to this researcher

(at Michigan State University) in which they were to return
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the completed questionnaires. There was a cover letter also
distributed with each questionnaire which speciflied that the
questionnalre was part of a study at Michigan State University
and that responses were to be returned to thls researcher dir-
ectly and such responses would be consldered confldential.
(Refer to Appendix A.) Prior to the study,the company's
management had heen told and agreed to the fact that the com-
pany would receive only general results from the study and that
they would not be allowed to check the response of any parti-
cular 1individual. This was done before the study to main-
tain the integrity of the research and to avold future problems
concerning confidential data.

The 1initial response to the workers questlionnaire was
deemed 1nadequate, and two weeks after the 1initial distribution
of' the questionnalres a follow-up letter was distributed
through the same channels to workers and foremen. (Refer to
Appendix A.) 'The distribution superintendents agreed to ask
their foremen to remind their workers to return the question-
nalres now 1f they were going to return them at all. The
distribution superintendents also reminded thelr foremen to
return their questionnalres. The responses are discussed 1in
Chapter IV.

The interviews wilth the distributlion superintendents
were conducted to galn insight into the general management-
worker relationships within each division and to obtain a

rating of effectiveness for the foremen in this study. The
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interviews were structured and very helpful in providing
information for this study. They were conducted in an open
and cordial atmosphere. The distribution superintendents were
always willing to supply any information or help that was at
thelr disposal.

After utilizing the above instruments to gather the data
for this study, the informal organizations, as perceived by
the work group, were ranked from weak to strong; and this
ranking was compared with the foremen's perceptions of the
informal organization within theilr work groups. The agreement
or disagreement between these perceptions was then compared
to the foreman's effectiveness. This was done to determine
whether the foreman's accuracy of perception of the informal
organization was related to hls effectiveness as a formal
leader. However, due to lack of response, certain modifica-
tions were made in the study, and these are explained fully
in the following chapter.

The following section explains the statistical analyses

that were applied to the above data.

Choice of Statistical Tests

Only nonparametric tests were used to analyze the data
in this study. Too often in the behavioral sciences there
is an attempt to apply parametric statistical tools to data
that are not suited to these tests. For parametric tests to
be validly applied, the data must be normally distributed and

must be measured on at least an interval scale. An interval



scale 1s a scale that is "unique up to a linear transforma-
tion"; that is, the scale is not affected when its values
are multiplied by a positive constant and a constant added
to the product. Each item on the scale has a unique value,
and the exact difference between items can be calculated.
Thus, the scale may be subjected to arithmetic operations
such as addition or subtraction without affecting the
validity of 1its measurements. When the above qualifications
are met by empirical data, parametric statistics can and
should be applied since nonparametric tools would not fully
utilize all information. However, the researcher feels
that in behavioral research these qualifications are rarely
met by the empirical data, and therefore the majority of be-
havioral research requires the use of nonparametric tools.
The data in this study, as in most behavioral studies,
consisted of ordinally ranked measures. These measures were
of effectiveness and perceptions. The characteristic of an
ordinal scale is that it classified items on a greater than
or less than basis, but 1t does not show by how much the
items differ. An ordinal scale is transitive, irreflexive
and asymmetrical.l Both the effectiveness scale and the
perceptual scales in this study exhibited these characteris-

tics,and therefore, arithmetic operations could not be

lTransitive - if x >y and y > z, then x > 2z

Irreflexive - 1t 1is not true for any x that x > x
Asymmetrical - if x > y then y # x
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performed on this data.2 Hence, parametric statistics were
not applied in this study.

A further word on the transitivity of the scales used
in this study is needed. The final measure of the foremen's
effectiveness was an ordinal ranking of all foremen under
all of the distribution superintendents, and the main classes
of effectiveness: high, moderate and low fulfill the proper-
ties of transitivity. However, individual foremen cannot be

cross compared; that is, a foreman under one distribution

superintendent may not be ranked the same if he were placed
under another distribution superintendent as was explained
earlier in the study. The main point 1is that the foremen in
three categories of foremen effectiveness were all considered
of equal effectiveness; all foremen in the number one category
are considered equal, and so forth. The final measure of
effectiveness was therefore an ordinal ranking representing
the formal organization's measure of foremen's effectiveness.
1'his study utilized nonparametric statistical tests to
analyze relationships between ordinally ranked variables.
It would have been preferable to have had an interval scaling
of the variables in this study; however, the behavioral tools
available were not felt to be precise enough to yield such a

scale. Therefore any attempt at establishing such a scale

2Sidney Siegel, Nonparametric Statistics for the
Behavioral Sciences (New York: McGraw-Hill Book Company,
1950), pp. 24-=25.
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could not have been validly defended. The ordinal scales
in this study were felt to measure, as specifically as possi-

ble, the variables that they purported to measure.

The Specific Statistical Tests

The Spearman Rank Correlation Coefficient.--The Spearman

Rank Correlation Coefficient: rs was used to measure the

assoclation between the ordinally ranked variables in this
study. This test measures association, not cause and effect

relationships. A highly significant ry shows a high assocla-

tion between the variables being correlated; that is, the
variables occur in the sample simultaneously with a high
degree of frequency. This does not imply a causal relationship
between variables. A causal relationship could only be deter-
mined in a more controlled environment, that is, an environ-
ment in which the researcher could control the variables. In
the type of field study that was performed in this study only
observation of the variables took place. There was no aﬁtempt
to control the variables in this study. A high association
between variables would Justify further research into cause
and effect relationships. This would entail control of the
variables in this study so that experimental and control
groups of foremen could be established. Further discussion

of this is reserved for Chapter V.

Goodman and Kruskal's Tau.--Another measure of associa-

tion that was applied to the data was the Goodman and Kruskal's
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Tau. The test concerns the effect of knowledge of the indepen-
dent variable on the predictions of the dependent variables.
This test was utilized to calculate the percentage reduction
in errors when assigning individuals to B categories when A
was not known and then when A was known. (Refer to Table 8).
The test first requires computation of the probable errors in
randomly assigning individuals to B categories, such as, ran-
domly assigning foremen to effectiveness categories. The
test then requires the computation of the probable errors of
assigning individuals to B categories when the A variable is
known, such as, assigning foremen to effectiveness categories
when their disparity indexes are known. Tau is computed as

follows:

Number of errors _ Number of errors
A unknown A known

b Number of errors
A unknown

T, is a measure of the percentage reduction in errors in

b
assigning individuals to various B categories when A 1s known.
I'nerefore a Ty of 0.5 indicates that the knowledge of A has

decreased our assignment errors by one half.3

3Hubert M. Blalock, Social Statistics (New York:
Mc Graw-Hill Book Company, 1960), pp. 233-235.
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TABLE 8.--Goodman and Kruskal's Tau.

Independent Variable

Al A2 A3

o B1 Al B1 A2 B1 A3 Bl
—
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«
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o 2 1 2 2 2 3 2
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P
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0,
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This again does not denote cause and effect rela-
tionships, but only an association between two varilables
the population. The test 1s of interest because 1t demon-
strates to some degree the pragmatic usefulness or lack of
usefulness of increased knowledge of the variables under study.

These two tests were applied to the data collected in
this study, and these tests were the bases for the statis-

tical acceptance or rejection of the hypotheses 1n this study.

The Pilot Study

Before the questionnalres were distributed to
workers and foremen, a pillot study was conducted. The purpose
of the pilot study was to validate the questionnaires, that
is, to determine whether they measured what they purported to
measure and to insure that respondents understood the phrasing

of the items.
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The pilot study utilized three foremen and their work
groups. The general atmosphere during the pilot study was
cordial with a few wisecracks. The three groups were all
within Division A. Two groups were composed of members of
the electric distribution department and one group was from -
the gas distribution department. These groups and their
foremen were administered questionnaires in the divisional
conference room prior to their going out on the job in the
morning. 'The gas department group consisted of eleven mem-
bers and a foreman,and the electric groups consisted of one
of seven members and one of six members and two foremen.

The researcher was introduced to the groups and their
foremen by their distribution superintendents, who also gave
a brief explanation of the fact that the study was belng
conducted at Michigan State University and that the specific
response of any one individual was not to be released to the
company. After these introductory comments,the distribution
superintendents left the room. The researcher then explained
to the groups that this study was intended to aid in improving
foreman-worker relationships, and their help would hopefully
lead to a more pleasant working atmosphere within the com-
pany. It was reiterated that the results were confidential
and that individual results would not be revealed to anyone.
However, it was pointed out that the general results of the

study would be made avallable to both the union and the

company.
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The groups were instructed that any comments or sugges-
tions that they had regarding the questionnaires would be
welcomed. These comments were invited during the time that
they filled out the questionnalre and/or when they returned
it. It was pointed out that the study would be greatly
improved 1if the workers would point out items that they either
did not understand or that they were reluctant to complete.
T'he groups all expressed concern, during the time they were
completing the questionnaires, about the confidential nature
of the results. It was reiterated that individual results
would not be revealed, and this seemed acceptable to the
groups. Many workers made significant comments as they
returned the questionnaire, and these are discussed later since
they led to the modification of some questionnaire items.

T'he foremen were all asked to remain for personal inter-

views after they had completed theilr questionnaires.

Changes After the Pllot Study

The Worker's Questionnaire

During the interviews which followed their completion of
the questlionnaires, the workers were very disturbed with the
socliometric choice items as shown in Table 2, Chapter II.

They seemed to feel it was an attempt to find "poor" workers.
As one person said, "I won't write anybody's name." They were
particularly hesitant about answering items 10 and 11 concern-

ing least-like choices. Although 1t was pointed out that this
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information was used only to determine cliques and not effi-
clent or inefficient workers, the researcher felt that the
workers were not completely convinced. Few of the questions
regarding soclometric choices were answered on the question-
naires, and none of the least-like 1tems were answered.

Items 10 and 11 were therefore dropped and replaced
by items 9 and 10 in Table 9 in the final questionnaire. The
reason for the utilization of these items was that 1f both
"off the job" associations and "on the jJob" associations
could be obtained, some insight into the cliques 1in a work
group could be pained., If an individual reported working
most often with two individuals, but associating most often
off the job with two other individuals, he would not be
classified as belonging to an identifiable clique within his
work group. An on the job and off the job set of associa-
tions would be interpreted as constituting a clique or an
informal organization within a particular work group. It
was hoped that items 9 and 10 would not be perceived with
apprehension by the workers and would be completed since the
least-11ke items had been dropped.

Comments concerning the first alternative in item 7
generally represented the feeling that a person was "queer"
if he selected 1t, and it was felt to be impossible for
things to be bad as the last alternative in item 1. The

alternatives were modified as shown in Table 10.



66

TABLE 9.--Sociometric Choice Items: Final Questionnaire.

9. Which members of your work group do you work with most
often? (List in order of frequent contact, that is,
the person that you work with most often first, etc.)

(If you require more space, please use the back of this
page)

10. Which members of your work group do you associate with
most often off the job? (List in order of frequent
contact)

TABLE 10.--Item 1l.--Modifications of Alternatives.

1. What is your relationship to your supervisor? (Check
one)

Warm and friendly

Pleasant

Limited strictly to the job
Unpleasant

Antagonistic
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Item 7 caused difficulty; some group members inter-
preted this item as asking for the formal leader. Since
the item was directed at revealing the informal leader, it
was reworded as shown in Table 11. The new phrasing was
felt to apply to all group members rather than just to the

foreman.

TABLE 11.--Modification of Item 7.

7. Are there one or two members of your work group that
tend to set the example for the others? (Include
yourself in answering) Yes No. If yes,
what are their names?

Item 11, shown in Table 12, was added to the group
questionnaire to gailn an understanding of the group's formal
structure and formal tasks, that is, did group member work
mostly alone or mostly as a group. This information was not
actually needed in the final analyslis since it was supplied
by the distribution superintendents prior to administering
the questionnaires. As previously noted, those groups whose
members worked alone were not utilized in this study. How-
ever, l1tem 11 was used as a check, and the average response
to item 11 by all work group with a majority of thelr mem-

bers responding was within the range of the first two
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alternatives. Thus, all the groups with a majority of
members responding perceived themselves as working mostly as
a team. Almost one half of these groups perceived them-
selves as having little or no cohesion, and, as stated above,
all these groups perceived themselves as working as a team.
Item 11 was therefore a measure of formal structure and task
as 1t was intended to be and not a measure of group cohe-

siveness.

TABLE 12.--Additional Items in the Final Questionnaire.

11. My work group is best described as consisting of:

Members that work as a team

Members that mostly work as a team but sometimes
work alone

Members that sometimes work as a team but mostly
work alone

Members that mostly work alone

12. 'The thing that I like best about my work group is:

The feeling of a team spirit

That the group works well together except for

a few members

That I don't have to depend on the others to do
my Job

That I am able to work alone

Item 12 in Table 12 was added to the final questionnalre
as a supplement to the other items concerning cohesiveness.
It was added with the other items regarding cohesiveness to
form the group's composite index of coheslveness. This item

was intended to be a measure of an indicator of cohesiveness.



69

The average result on item 12 of all work groups with a
majority of their members responding to the questionnaire

had a +0.667 (rs) correlation with each group's composite

index of cohesiveness. A correlation of +0.667 is signifi-
cant at the 0.05 level. This item was then validated as a
measure of cohesiveness. The computations are shown in
Appendix B,TABLE B-13.

The cover letter, final group questionnaire, and the
follow-up letter which were distributed to the work group

members are shown in Appendix A.

The Foreman's Questionnaire

Questionnaires were administered to the three groups'
foremen 1involved in the pllot study at the same time as
they were adminlistered to the groups. Each foreman was
interviewed in private at the conclusion of each group study.
The foremen were asked about the following items:

1.) Generally, did you understand both the questilons
and the instructions on the questionnaire? All stated that
they understood them.

2.) Did you understand the term "social group"? If
the foremen answered yes, but did not offer hls explanation
of the term, he was asked to define the term. In all three
cases the foremen stated that they understood the term
soclal group,and thelr definitions coincided with the infor-

mal organization as operationally defined in this study.
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3.) The foremen were asked to describe the cohesive-
ness of their work groups. In all the cases the foremen's
verbal descriptions corresponded with their composite indexes
of perceived cohesiveness as represented by the items in
Table 5, Chapter II. Two foremen stated that their work
groups were highly cohesive,and one stated that hls work
group had little or no cohesion. These verbal descrip-
tlons corresponded with each forman's composite index of
perceived cohesiveness.

4.) The foremen were asked to define control of the
social group, and they all defined it as belng able to
influence the social groups toward desired ends. Thls was
very simlilar to the operational definition in this study.
Thelr verbal description of the degree of control which they
felt they had over social groups in their work group corres-
ponded to the composite index of perceived degree of control.
Refer to ''able 6, Chapter 1I, for items composing this index.
1'he one foreman who did not percelve any cohesion within his
work group understood the term control, but described him-
self both verbally and in his composite index as not exer-
cising any control over the social group since it did not
exist. Of the other two foremen, one perceived that he had
moderate control and the other no control over the social
groups. Again, thelr composite indexes represented ldenti-

cal perceptions.
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5.) ''he foremen were asked if they understood items
11, 12 and 13 (refer to Table 7, Chapter II) concerning
membership in the soclal groups and social group leadership.
They all felt that they did and they all volunteered infor-
mation as to whether or not they perceived themselves as
being accepted by the group. Two of the foremen did not
perceive themselves as being part of the group. The other
foreman stated that he was part of the group, and he felt
that this was important to his being a "good" foreman.

All three understood item 12 which required identi-
fying the informal leader, but they had difficulty identify-
ing the informal leaders. As one stated the problem was one
of differentiating between "leaders" and "loud-mouths." 1In
many cases, they felt as though the informal leadership role
was performed by different group members in different cir-
cumstances which made informal leaders difficult to identify.
The items were used on the final questionnaire to check the
correspondence between foremen perceptions of informal
leaders and the work group perceptions of the informal
lecaders. 'I'he results are discussed in the following chapters.

'ne above interviews with the foremen demonstrated a
close correspondence between their verbal interpretations
of the work situation and thelr composite indexes resulting
from their questionnaires. The foremen's composite indexes
did represent their perceptions of the concepts as they were

operationally defined for this study, and the questionnaires
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are therefore felt to measure correctly the concepts described
in this study.
The final questionnaire that was administered to the

foremen 1s shown in Appendix A.

Other Results of the Pilot Study

The pilot study allowed the researcher to gain a more
complete understanding of the physical work situation. This
understanding was invaluable in later interviews with the
distribution superintendents since we both understood at
least the physical aspect of the work situation. It also
helped to know what questions to ask during the interviews,
such as why certain individuals reacted to the questionnaire
in the way they did and what was their formal status in the
group?

Since the researcher had been separated from an indus-
trial setting for almost four years, a communication gap
had developed. The pilot study helped to bridge the gap.
The researcher found that he did not speak the language
of the 1ndustrial work group. Relearning this language
alded in redesigning the questionnalres. The items were
redesigned to correspond to the workers' perceptions of the
items rather than to management's or to a student's
perception of the items.

The pllot study also allowed insight 1into worker-
management relationships. The opportunity was orened to
observe the relationships between distribution superinten-

dents, foremen and workers. The relationship between
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distribution superintendents and the workers was reserved.
The relatlonship between the work group and the foremen was
personal and not always pleasant. The gas foreman percelved
himself as a member of the informal organization,and during
the pilot study, his work group directed few comments to him,
and these were information seeking comments. With the elec-
tric foremen who did not perceive themsélves as members of
the informal organization, the comments were more sarcastic,
such as '"who 1s the leader of the group?"

A study's usefulness 1s dependent on the fact that it
measures what 1t purports to measure. The pllot study
offered a unique opportunity to validate the indexes used
in the research. From the pilot study and from perscnal
interviews, 1t was strongly felt that the concepts 1n this

study were measured as they were operationally defined.

Summary
This chapter has presented the general methodologilcal

approach used in thils research, and 1t has discussed the
statistical analysis of the data. Thils chapter has shown
the manner 1n which the pllot study was conducted and how
the results of the pllot study validated and/or modified
the questionnaires.

The next chapter presents the quantification of
questionnaire items, the analysls of the data collected

in this research and the conclusions of the study.



CHAPTER IV

DATA ANALYSIS AND CONCLUSIONS

Introduction

This chapter presents the majority of the empirical
data that were collected to test the major hypotheses of
this study. The data, as previously described, were gathered
through the use of interviews and questionnaires. The admin-
istration of these instruments was explained in Chapter III.
Since the lack of response to the workers' questionnalres was
a problem, the study was modified to allow the distribution
superintendents to describe work group cohesiveness. This
modification is explained in this chapter.

This chapter is divided into three sections. First, the
general sample that was utilized in the study is described.
The second section contains the statistical tests of each set
of hypotheses and the conclusions drawn as a result of these
tests. The third section descrites the hypotheses that were
not testable due to type of empirical evidence that was

collected.

T4



75

The General Sample

This section discusses the foremen, thelr work groups
and the modification in measuring the "actual" informal organ-

ization that was necessary due to a lack of worker response.

Foremen

The sample in this study consisted of thirty-six foremen
and the work groups that they supervised. The foremen were
drawn from the two divisions of the public utility company
which was described in the Introduction. The backgrounds of
the foremen are shown in Appendix B, Table B-2., These thirty-
six foremen constituted all operating foremen under each dis-
tribution superintendent with the exception of tree trimming
foremen and meter reading foremen. The exclusion of these
foremen was caused by the formal tasks of their groups and by
their groups' instability. The tree-trimming groups were
composed of young men who were interested in moving to better
positions. '"This tended to mark the groups as unstable with a
high rate of turnover. The meter-reading group, in almost
all instances, performed thelr formal task alone with no group
interaction required. Because of these factors and the descrip-
tions in Chapter I of how these variables affect the formation
of informal organizations within work groups, the foremen of
these groups were not utilized in the study since the groups
did not operate in an atmosphere conducive to the formation

of an informal organization.
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I'ne Groups

1'he thirty-six groups studied were responsible for all
divisional work outside the division headquarters. Their
dutles Included installations of new facllitles, repair of
facilitles and customer service. Large installations were
usually subcontracted so that the divisional work groups were
responsible for work, such as laying cable, but not for build-
ing a new warehouse. For some larger jobs, two divisional
work groups could be assigned to work together; however, this
was an infrequent occurrence and the two groups were again
separated after the specific job was completed. The member-
ship of the work groups studied was controlled by the distri-
bution superintendents. They were responsible for assigning
men and foremen to work groups. Thus, foremen had little
control over the membership of their work groups. The dis-
tribution superintendents also controlled promotions from the
worker to the foreman level. The membership of all groups
utilized in this study had remained relatively constant for
at least six months. The average work group ranged in size
between eight and twelve workers.

Twenty-one foremen and their work groups were drawn from
Division A, and fifteen foremen and thelr work groups were
drawn from Division B. Division A had a recent history of
good union-management relations and was considered one of the
company's best divisions in thls respect. Division B had a

recent history of hostility between union and management and
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was consldered one of the worst divislons in the company in
this respect.

During the period of this study, contract negotiations
between the union and management were in progress. The nego-
tiations ended in a stalemate about six weeks after the com-
pletion of this study, and an eighty-three day strike ensued.
This strike was long and, in some areas, bitter as represented
by some destruction of company property. The implications of
the nepotiatlions that were being conducted at the time of this

study are covered in Chapter V.

Group Response

A total of three hundred and eleven questilonnaires were
distributed to the workers in this study. Only eighty ques-
tionnaires were returned. The absolute number is not as
important as was obtaining responses from a majority of mem-
bers within each work group. It was felt that at least a
fifty percent response by group members was necessary to
complete a valid composite index of cohesiveness for the group.
'nis requirement was met by only twelve groups. This lack of
response led to a modification in the measurement of the

cohesiveness of the informal organization.

The Modification

The distribution superintendents were interviewed and
asked to indicate their perceptions of the informal organiza-

tion or lack of informal organization operative within each
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work group in theilr department. They were asked the following
questions: How cohesive 1s each work group? 1Is there a seg-
ment within the work group composed of at least three workers?
How cohesive 1s this segment? Cohesliveness was defined for the
distribution superintendents as the actions or interactions
that take place within the work situation, but that are not
specified by the formal organization, such as men helping
each other, generally sticking together in theilr actions,
working with a team spirit, going to coffee breaks together
and/or socially interacting off the job, such as on bowling
teams and at picnics.

The distribution superintendents were cautioned to
Jjudge the group's cohesliveness and not whether they percelved
cohesliveness as helping or hindering formal objectives. The
reason for this was to try to keep the distribution superin-
tendents' answers to the above questions as objective as
possible. The Jjudgments required were not of a subjective,
good or bad nature but rather of a more factual nature regard-
ing coheslveness. During the interviews, this approach
seemed to keep personal bias at z minimum and therefore, it
was felt, ylelded a more objective appraisal of each group's
cohesiveness. The distribution superintendents were asked
to rank the cohesiveness of the groups or segments within the
groups by utilizing the following ranking scale:

1l = a highly coheslve group or segment

2 = a moderately coheslive group or segment

3 = 1little or no cohesion within the group
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The perceptions of the distribution superintendents as ranked
above were felt to represent the informal organization as
operationally defined in this study, and the cohesiveness
rankings of the distribution superintendents were felt to be
very simllar to the composite index of cohesiveness as per-
ceived by the work group.

The validation of the distribution superintendents'
perceptions concerning the informal organization i1s presented
in Chapter 1IV.

The next section presents the analyslis of the empirical
data relevant to each set of hypotheses of this study and the
conclusions of the research based on this analysis.

Hypotheses I, II, III:
Perceptions and Lifectiveness

I'he first hypotheses were the major hypotheses of this
study. They were concerned with the association between the

accuracy of the leaders' perceptions and thelr effectiveness.

The Hypotheses to be Tested

Hl: There 1s a high degree of associatlion between a foremant's

ability to accurately perceive the informal organization
within his work group and his effectiveness as a supervisor.
Operationally stated:

H A decrease in a foreman's disparity index 1s assoclated

1%
with an increase in hls effectliveness as a supervisor.
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The Null Hypothesis:
HO: There 1is no association between a foreman's disparity

index and his effectiveness as a supervisor.

Measurements of Cohesiveness

'ne measurement of the cohesiveness of the informal
organization as percelved by the division superintendents
has already been stated, that is, they were asked to rank
group cohesiveness (or segment cohesiveness) on the basis

of a three-point scale:

1 = highly cohesive group or segment
2 = moderately cohesive group or segment
3 = 1little or no cohesion and no cohesive segments

The perceptions of the foremen concerning the informal
organization within their work groups were measured by the
questionnaire items in 'l'able 13.

1'he analysis of these questions consists of adding the
answers (values are shown next to each alternative) and

dividing by N = 5., Thus:

C =

£ Items 7, 8, 9, 15, 18
N =5

where C is equal to the foreman's composite index of percelved
work group cohesiveness.

If the respondent answered none to item 12, he did not
perceive an informal organization operative within his work

group, and C was given a value of 3 on the following scale.
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TABLE 13.--Quantification of the Questionnalire Items Composing the Foremen's
Composite Indexes of Cohesiveness.

7. I find that "social group(s)" in my work group are: (Check one)

5 Rare

T Not very long-lived

3 Are not unusual, but change often

2 Not unusual and are part of the group

T Strong determinants of the group's actions

8. My work group is best described as consisting of: (Check one)

4 No stable "social groups"

3 A single all encompassing "social group"
1 A large number of "social groups"

2 A few "social groups"

5 Members that stick to themselves

9. My work group 1is best controlled through the use of: (Check one)

1 "Social groups" and their leaders

2 "Social groups" and tne formal rules

3 Formal rules remembering the "social groups"

5 Formal rules since there are no "social groups"

T Formal rules since the "social groups" are hard
to control
15. The "social group(s)" in my work group: (Check one)

1 Can always be made to help group performance

2 Can usually be made to help group performance

3 Can frequently be made to nelp group performance

1 Can rarely be made to help group performance

5 Can never be made to help group performance

6 Cannot help group performance since they do not exist

18. "Social groups": (Check one)

1 Are important to the work of my group

2 Affect the work of my group

3 Rarely have an effect on the work of my group
0 Are not important to the work of my group

5 Do not exist within my group

12. List the people that you feel are the leaders of the various "social
group(s)" that exist within your work group (include yourself as a
possible leader of a "social group"). If no "social groups" exist
within your work group, please answer none.
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The following scale was used to analyze the items in

Table 13:

C Interpretation Scaled for Comparison
With Distribution Super-
intendent Responses

1.0-2.0 Highly cohesive 1
2.1-3.4 Moderately cohesive 2
3.5 -- Little or no cohesion 3

I'ne Disparity Index

The foremen's composite indexes of perceived group
cohesiveness (C) were calculated using the preceding formula.
These indexes (C) were then compared with the distribution
superintendents' rankings of the cohesiveness of the work
groups. The difference between these sets of rankings was

defined, for this study, as the disparity index and was

calculated for each foreman.

Since both the foremen's rankings of cohesiveness and
the distribution superintendents' rankings may take on
values from +1 to +3, the disparity index may take on values
from +2 to -2. However, 1n this study, only absolute values
of the disparity index were used; that 1s, the indexes had
values of either 0, 1 or 2. "The reason for utilizing only
absolute values wa:: that the direction of the perceptual
difference was not felt to be the determinant factor but
rather the perceptual difference itself. Therefore, when

the foreman perceived the informal organization as the
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"actual" informal organization, now defined as the distri-
bution superintendent's perception, the disparity index was
zero. Values of the disparity index other than zero denoted
a difference between the actual informal organization and
the foreman's perception of 1it.

The disparity index 1s an ordinal ranking. The
difference between an index of zero and an index of one may
or may not be the same as the difference between an index
of one and an index of two. The only statement that could
be made regarding a large index relative to a smaller index
is that the former represents a greater difference between
perceptions of the informal organization than does the
latter. How much greater cannot be said.

The Sample Used to Test
The Hypotheses

The data collected for this segment of the study 1s
shown in Table 14. The 3 x 3 contingency table represents
foremen's effectiveness relative to their disparity indexes.

The sample used to test statistically this hypothesis
consisted of twenty-seven of the thirty-six foremen to whom
quesionnaires were originally distributed. Seven of the
thirty-six did not return the questionnaire. They were
given another questionnaire during the distribution of the
follow-up letter. Thls succeeded in galning one more
response. 'I'he distribution superintendents applied some

pressure on the foremen, and two more questionnaires were
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returned blank. One foreman had a broken leg, and another
was described by his distribution superintendent as being
apprehensive concerning anything written since he had little
formal education. Neilther of these foremen returned their
questionnaires. The reasons for the other four not return-
ing the completed questionnaires could not be ascertalned.
'wo other foremen of the thirty-six were in a company train-
ing program and were only temporarily in the position of
foremen. They were not included 1n this study. Finally, one
foreman had just been promoted to foreman, and his distribi-
tion superintendent could not rank him in terms of effective-
ness. He was not included in the final sample for this
reason. Thus, the twenty-seven foremen used to test statisti-
cally this hypothesis all returned their questionnaires and
were all ranked in effectiveness by their distribution super-
intendents. This data are shown in Appendix B, Table B-1.
Table 14 shows the number of foremen in each category
and the percentage of foremen in each effectiveness category

according to their disparity index.

Statistical Analysis

rs = 0.302
t = 1.576
df = 25

The Spearman Rank Correlation Coefficient: rg  was used

to analyze the data presented in Table 4. The results of

this analysis are shown above.
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TABLE 14.--Foremen Effectiveness as Related to their
Disparity Indexes.

Disparity Index

0 0 1 2

2]

[}

o

> 1 5 2 1

o (62.5%) (25%) (12.5%)
o

—

o 5 2 10 0

, (16.7%) (83.3%) (0%)

g

[

5 3 2 3 2

I, (28.6%) (42.8%) (28.6%)

This result r, = 0.302 is significant at the 0.1 level
for a one-tailed test. This test is one-tailed since the
hypothesls states that a decrease in the dilsparity 1ndex is
assoclated with an increase in effectiveness. Thus, the
hypothesis predicts the direction of the difference and
allows a one-talled test,

This result allows the rejection of the null hypothesis
at the 0.1 level. This means that rs > 0.302 has a proba-
bility of occurrence under Ho of 0.1 to 0.05, that is, when
the null hypothesis 1s true. The conclusion is that at the
0.1 level, the effectiveness of foremen and thelr perceptions

of the informal organization are assoclated in this sample.
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Goodman and Kruskal's ‘l'au is another measure of
association between two variables as explalned in Chapter
III. This measure can be used to show the assoclation
between a leader's effectiveness and a leader's disparity
index.

To 1llustrate, we are given a sample of twenty-
seven foremen and told to arrange them in the same order
as shown in Table 14, that 1is, in such a way as to allocate
elght foremen to Number 1 effectiveness, twelve to Number 2
effectiveness and seven to Number 3 effectiveness. Suppose
that the foremen are given to us at random and we have no
other information regarding them. We would expect to make
17.5 errors in ranking these foremen according to effective-
ness. However, i1f we had known the disparity index of each
foreman before placing him in an effectiveness category, we
would expect to make 14.15 errors. We would thus reduce
our errors by 20%.

Thus, knowledge of a foreman's disparity index allows
us to judge his level of effectiveness with 20% more accur-
acy than if we were not aware of his disparity index, and
this test shows an association between the variables.

These computations are presented in Appendix B, Table

B-8.

Conclusions Based on Hypothesis I, II,III

The findings in the above sample supported the conten-

tion that leadership effectiveness and the leader's accuracy
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of perception of the informal organization were associated.
Thus a lcader's awareness of the interrelations occurring
within his group was related to his effectiveness as a
formal leader,.

This finding supported Hawron and McGrath's conclusion
that a leader's cognizance of his group's interrelationships
was related to his ef‘fectiveness.1 Chowdhry and Newcomb
also concluded that leaders were more highly aware of the
groups' attitudes than were non-leaders.2 Likert has also
shown the importance of utilizing a knowledge of the group

to become a more effective leader.3

Thus, the above
research findings and the findings in the present study
demonstrated how important a leader's accuracy of perception
concerning the total group environment is to his formal

effectiveness.

Utilization of the Findings.--This study offers manage-

ment a set of instruments that can be used to measure a
group's interactions and the strength of these interactions.
The leader's accuracy of perception regarding these inter-
actions can also be measured.

This allows an organization to determine the "type" of

informal organizations present in its work groups. This

lhawron and McGrath, op. cit., pp. 168-169.
2Chowdhry and Newcomb, op. cit., pp. 367, 373, 378.
3Likert, op. cit., p. 300.
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applies not only to the type of formal work groups in this
study but also to any organization that sets definite
formal parameters on its work groups. This would not, for
example, be applicable in the case of an assembly-line type
of operation since there are no definite formal work groups.
T'he group leader's perceptions could be ascertained to
measure his perceptual accuracy concerning the group's
interactions.

I'hne above findings would aid a company in the deter-
mination of training objectives. Since low disparity
indexes have already been shown to be associated with
highly effective leaders, the training programs could be
designed to improve a leader's perceptual accuracy of the
total group environment and thereby decrease his disparity
index.

If the results of questionnalres demonstrated that in
a particular organization highly cohesive work groups were
more effective than weakly cohesive work groups, individual
foremen could be instructed to build more cohesive work
groups. The direction of this instruction would be given
by the group's questionnaires which would yield a fuller
understanding of the total group environment.

The results of the present research will aid in setting
training objectives as shown above, and the instruments

shown can also be used to check on the effectiveness of such
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training. ‘lhus, 1f disparity indexes were shown as unaltered
following training, a change in training methods would cer-
tainly be needed.

The disparity indexes could also be used as one factor
to determine whether a foreman should be promoted to a
higher position. A low disparity index would be a plus
factor for promotion,whereas a high disparity index would
require a careful screening of all factors and would make
immedliate promotion questionable.

Hypotheses IV, V:
Degree of Control

These hypotheses were concerned with the association
between a leader's perceived degree of control over the

informal organization and his effectiveness.

The Hypotheses to be Tested

le The foremen who perceive themselves as being able to
control the informal organization within their work groups
are more effective than the foremen who percelve themselves
as having little or no control over the informal organization
in their work group.

Operationally stated:

1 The most effective foremen perceive themselves as having

1
a high degree of control over the informal organization.



90

The Null Hypothesis:
HO: There 1s no relationship between the degree of perceived
control over the informal organization and a foreman's

effectiveness.

Measurcment of the Control Variable

I'he perceptions of the foremen regarding their control
over the informal organization were measured by questionnaire
items 1n Table 1H.

The analysis of these i1tems consisted of adding the
answers (values are shown next to each alternative) and

dividing by N = 4, Thus:

7 = r Items 9, 10, 15, 17
N =4 ’

where 4 is equal to the foreman's composite index of perceived

degree of control. The followling scale is used to interpret
7

4 Interpretation Scale
1.0-2.0 Strong control 1
2.1-2.5 Moderate control 2
2.6 - No control 3

The results of this segment of the study are represented

by lable 16.
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TABLE 15.--Quantification of the Questionnaire Items

Composing the Foreman's Composite Indexes of
Perceived Degree of Control.

10,

17.

My work group 1s best controlled through the use of:
(Check one)

1 "Social groups" and their leaders

2 "Social groups" and the formal rules

3 Formal rules remembering the "social groups"

5 Formal rules since there are no "social groups"

I Formal rules since the "social groups" are hard
to control

In decisions concerning the assignment of work in my
work group: (Check one)

1 I always consider the "social groups"

2 I frequently consider the "social groups"
3 I rarely consider the "social groups"

0 I never consider the "social groups"

The "social group(s)" in my work group: (Check one)

Can always be made to help group performance
Can usually be made to help group performance
Can frequently be made to help group performance
1 Can rarely be made to help group performance
Can never be made to help group performance
o Cannot help group performance since they do not
exist

(P8 e [

1

1 consider myself to be influential in: (Check one)

1 All actions of the "social groups" 1in my work

group
2 Most actions of the "social groups" in my work
group
3 Some actions of the "social groups" in my work
group
y Few actions of the "social groups" in my work
group
5 None of the actions of the "social groups" in

my work group




92

The following table shows the number of foremen 1in

each category.

TABLE 16.--Foremen's Effectiveness as Related to Their
Perceived Degree of Control.

Degree of Control

1 2 3
(/)]
n
g 1
o 1 3 1
5 (20%) (60%) (20%)
P
(9]
(]
“ ) 2 2 5
m (22.2%) (22.2%) (55.6%)
@ 3 1 0 1
2 (50%) (0%) (50%)

'hne Sample Used to Test the Hypotheses

The sample used to test statistically these hypotheses
consisted of sixteen foremen. Eight of the twenty-seven
foremen 1n the previous sample had no perception of an
informal organization within their work group, and therefore
did not perceive themselves as exerting any informal control.
Three of these foremen did complete at least one of the
control items in the questionnaire as 1if they percelved an
informal organization. However, their composite 1ndexes of
percelved degree of control still indicated a lack of per-

ceived control, that 1s, Z = 3 over the informal organization.
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The 1incorrect completions of these items were assumed to be
the result of either not reading the entire 1list of alter-
natives or lapses of attention at that point of completing
the questionnaire. Three foremen who did perceive an
informal organization did not complete the items concerning
perceived degree of control and could not be utilized in
testing these hypotheses. The results were consistent. If
a foreman did not perceive an informal organization, his
responses to the control items, in all cases, showed a
composite index of perceived control 1n the three category,
that is, little or no perceived control. This was felt to

be a positive check on the composlite 1ndexes.

Statistical Analysis

r, o= 0.119
t = 0.452
dr = 14

'ne Spearman Rank Correlation Coeffilcient: r, was used
to determine whether there was a significant assocliatlon
between a foreman's perceived degree of control over the
informal organization in his work group and his effectiveness
as a formal leader. The results are represented above.

An rg of 0.119 yields a t of 0.452. This value of t
is not shown in the standard t tables which only show t
values significant for one-tailed tests at the 0.1 level.

Therefore, a z value was computed relative to r, = 0.119,
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r. -0
where z = ———. For r. = 0.119, z = 0.460. Therefore

1/V/N=1

using a normal table, rg 0.119 has a 32% probability of
occurrence when the null hypothesis is true, that 1s, when
there 1s no association between the variables. This did
not show a strong relationship between perceilved degree of
control and foreman effectiveness.

The Goodman and Kruskal's Tau was applied to this data,
and it indicated that knowledge of a foreman's composite
index of perceived degree of control over the informal or-
ganization within his work group would decrease errors in
placing foremen in effectiveness categories by 11% over
randomly placing them in effectiveness categories. This
would not be a strong indication of assocliation between per-
celved degree of control and effectiveness as a formal
leader.

Neither of these tests demonstrated results that were
at a level of significance at which the null hypothesis

could be rejected and the proposition that there is an

assocliation between these two variables accepted.

Conclusions Based on Hypotheses IV, V

This hypothesis was based on the assumption that in
order for a formal leader to be highly effective, he must
exerclise a high degree of control over both the formal and
the informal actions of his work group. The empirical

evidence did not support this assumption.
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However, the sample for this test was small: N = 16,
and there were only two foremen in the number three effec-
tiveness category included in the sample. Thls was due to
the fact that 4 of the 7 foremen in the number three effec-
tiveness category in the previous sample of twenty-seven
had no perception of an informal organization operative
within their work groups,and one failed to complete the
control items. No perception of an informal organization
does not necessitate a disparity index of zero. The dis-
parity index describes similarity between perceptions, not
the perceptions themselves. With such a small number of
foremen in the number three effectiveness category included
in this sample, the results were obviously affected. Thils
contingency was unavoidable since the composite index of
control depended on perceptions that were simply not evi-
denced by this group.

The results of this test did show that 80% of the
foremen in the number one effectiveness category did per-
celve themselves as having some control over the informal
organization, while only U44% of the number two ranked fore-
men perceived themselves as having some control. The
majority of the number three ranked foremen simply did not
perceive an informal organization. Thus, while the highly
effective leader may not have felt a need to exercise a high

degree of control over the informal segment of his work
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group, he was not willing to relinquish all control over
this part of the group.

It was felt that in this study the formal leader's
control role may be constrained by the informal organization
but not defined by it. This simply means that while he must
be aware of the total group environment his effectiveness
was not dependent on total control over this environment.
T'ne formal variables that the foreman does control, such as
work assignments, performance ratings, and overtime assign-
ments,should be utilized with cognizance of the total group
environment to keep relationships as harmonious as possible.
Before a leader can operate effectively, 1t was contended
and supported by the data in this study that he must be
aware of the total group environment. His behavior, without
this awareness, is on a hit or miss basis and cannot be as
effective as that behavior coupled with awareness.

'ne high percentage of excellent leaders who percelved
themselves as having some control over this area supports
the contention that future research is warranted on the
concept of informal control. More precise measures of per-
celved control are needed. The future research aspect 1s
discussed fully in Chapter V.

Hypothesis VI: Membership
in the Informal

This hypothesis was concerned with determining the
association or lack of associatlion between a leader's effec-

tiveness and his membership in the informal organization.
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'he Hypothesis to be Tested

le The foreman who perceives himself as a member of the
informal organization is less effective than the foreman

who does not perceive himself a member of the informal
organization.

Operationally stated:

le The most effective foremen will not be members of the
informal organization.

The Null Hypothesis:

Ho: 'nere is no relationship between a foreman's effective-
ness and his perceived membership in the informal organization.

Measurement of the Informal
Organization Membership Varilable

The perceptions of the foremen regarding their member-
ship in the informal organization were measured by the
questionnaire items in Table 17.

T'ne analysis of these items consisted of regarding an
answer (values are shown next to each alternative) of either
one or two as signifying membership in the informal organi-
zation. A three or four answer signified that the foreman
was not a member of the informal organization.

Item 12 allowed the foreman to signify himself as an
informal leader and thus a member of the informal organiza-
tion. Item 13 allowed the foreman to specify the segment(s)

of the informal organization to which he belonged.
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TABLE 17.--Items Measuring Foremen's Perceived Membership
In the Informal Organization.

11. Are you a member of a "social group" that consists of
members of your work group? (Check one)

1 Yes, a strong member

] Usually I am a member

3 Most times I am not a member
No, never a member

12. List the people that you feel are the leaders of the
various "social group(s)" that exist within your work
group (include yourself as a possible leader of a
"social group"). If no "social groups" exist within
your work group, please answer none.

Leader Group

Leader Group

Leader Group

c o w =

Leader Group

Leader Group E

13. If you are a memberof a "social group," to which of
the above groups do you belong, that 1is, Group A,
Group B, etc.?

The Sample Used to Test the Hypothesis

The sample used to test statistically this hypothesis
consisted of nineteen foremen. Eight of the sample of
twenty-seven did not perceive an informal organization and

therefore did not percelve themselves as members.

''hus, the results were consistent; that is, all fore-
men who did not perceive an informal organization did not

complete the membership 1tems as if they were informal
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members. 'I'his was felt to be a positive check on the com-
posite indexes.
The results of this segment of the study are shown in

Table 18.

TABLE 18.--Foremen's Effectiveness as Related to Their
Perceived Membership in the Informal Organization.

Membership in the Informal Organization

i Yes No

(/2]

g

o y 1

2 1 (80%) (20%)
P

O

o

& 5 5 6

“ (45.5%) (54.5%)
3

5 2 1

7

o 3 (67%) (33%)

This table shows the number of foremen in each cate-
gory and the percentage of foremen in each effectlveness
category according to their membership in the informal

organization.

Statistical Analysis

r, o= -0.149

t 0.621

df = 17
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The Spearman Rank Correlation Coefficient: r, was
used to determine whether there was a significant relation-
ship between a foreman's membership or non-membership in
the informal organization and his effectiveness as a formal
leader. The results are represented above.

An r_ of -0.149 yields a t of 0.621. This value of
t is not significant at the 0.1 level. A z value of 0.632
was calculated and found to be significant at the 0.26
level. 'Thus in 26% of all cases an r = -0.149 may occur
when the null hypothesis is in fact true, that 1s, when
there 1s no association between a foreman's effectiveness
and his perceived membership in the informal organization.

I'ne Goodman and Kruskal's Tau was calculated and
indicated that knowledge of a foreman's perceived membership
in the informal organization improved predicting his effec-
tiveness by 0% over a random prediction.

Neither of these tests demonstrated results that were
at a level of significance at which the null hypothesis
could be rejected and the proposition that there 1is an

association between the variables accepted.

Conclusions Based on Hypothesis VI

The above results indicated a weak assocliation between
leadership effectiveness and membership in the informal
organization. The negative value of the correlation coeffi-

cient (rs) did indicate an inverse relationship. Contrary
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to the original hypothesis, the more effective leaders were
members of the informal organization.

Referring to Table 18, it 1s obvious that there is
little differentiation between the two and three levels of
effectiveness based on membership in the informal organiza-
tion. However, 80% of the number one ranked foremen per-
celved themselves as members of the informal organization.
It 1s apparent that the most effective leaders are members
of the informal organization, but this phenomenon 1is not
shown at the two and three effectiveness levels. Thus, per-
ceived informal membership, as some perceived control, may
be a necessary but not a sufflcient cause to be a highly
effective leader. An individual may perceive himself as
a member of the informal organization and be ranked at the
two or three level of effectiveness, but, in this sample,
it was unlikely that any leader would be ranked in the num-
ber one effectiveness category if he did not perceive himself
as a member of the informal organization.

The original hypothesis was based on the supposition
that there was only one type of group membership. This type
of membership would have required an individual to abide by
group norms in all cases. When these norms were at cross-
purposes with the formal organization's objectives, the
leader would follow informal norms and be considered ineffec-
tive in his formal role. However, there are many ways of

being a group member. A leader may perceive himself as a
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member of the group but not as being totally controlled
by the informal organization. This was not considered in
this research,and therefore degree of membership was not
measured.

The formal leader who is a group member but not con-
trolled by the group may be highly effective since he may
have access to "in-group" information and his direc-
tives are more readily acceptable to the group than a non-
member leader's directives. The abillity to gain membership
in the group may also denote an ability to gain acceptance
for one's ideas. These conclusions are tenative and must
be tested through future research. The type of future
research needed 1s discussed in the following chapter.

Hypotheses VII and VIII:
Informal Leaders

The hypothesis that the formal leader who 1s also the
informal leader is more effective than the formal leader
who 1s merely a member of the informal organization could
not be tested due to a lack of empirical evidence. There
was only one case where the formal leader perceived himself
as the informal leader, and this perception was not supported
by his distribution superintendent or by hils work group,
which had a majority of its members responding.

The hypothesis that the formal leader who has a high
degree of compatibility with the informal leader 1s more

effective than the formal leader who has a low degree of
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compatibility with the informal leader was not testable
since the compatibility factor was high in all but one
case. There was alsoa significant amount of disagreement
as to the 1identity of the informal leader by the work
group, the distribution superintendents and the foremen.

The data that were collected for this phase of the
study demonstrated that the informal leader's role was not
as clearly defined as the hypotheses assumed. The work
group members, distribution superintendents and the fore-
men all had different opinions as to the identity of the
informal leader(s) in the work groups. There was only one
case where each of these sources identified the same indi-
vidual as the informal leader. This individual was a task
speclalist and as such, was in a leadership position. How-
ever, his position was more formally or task defined than
socially defined. Interviews with the distribution super-
intendents revealed that the group's members nelther liked
nor respected this individual, but they did regard him as
an informal leader.

The above example points out that the questionnaire
items regarding the ldentity of the informal leader were
perceived by individuals in the context of their definition
of the informal leader's role. In future research a more
precise definition of the informal leader 1is needed. This

will be discussed in the following chapter.
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Summary
This chapter has presented the majority of the empirical

data that were collected to test the general model of the
study.

The lack of group responses were noted, and the modi-
fication caused by this lack of response was shown.

The hypotheses were statistically analyzed. The
results showed an assoclation between leadership effectiveness
and a leader's accuracy of perception regarding the informal
organization. Although no associations were found between
leadership effectiveness and either membershlp 1n the infor-
mal organlzation or a high degree of percelved control over
the informal organization, the majority of highly effective
leaders did perceive themselves as members and as having
some control over the informal organization. Thus, some
perceived control over the informal organization and member-
ship in the informal organization were necessary but not
sufficlent causes to insure a leader as being highly
effective.

'he hypotheses concerning the informal leaders were
not testable due to the type of data that were collected.

A more specific definition of the informal leader's role is
needed.

The concluslions of this study are tentative and must

be regarded as such until further research 1s conducted in
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this area. The types of future research studles that are

needed are presented in the following chapter.



CHAPTER V

IMPLICATIONS FOR FUTURE RESEARCH

Introduction

This chapter has a threefold purpose. First, it
presents the validation of the distribution superintendents'
perceptions as representing the "actual" informal organiza-
tions. The validation 1s supported by a similar research
study by Browne and Shore.

Second, some of the problems that were encountered
while collecting the data for this study are discussed.

The discussion of these problems is primarily concerned
with the manner in which they may have affected the results
of thils research.

The third part of the chapter discusses the implica-
tions for future research that were shown by this study,
and the general direction that such research should take.

Validation of the Distribution Superintendents'
Rankings of Coheslveness

The use of the distribution superintendents' rankings
of cohesiveness as representing the "actual" or the groups'

perceptions of the informal organizations was validated by

106
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determining the correlations between groups' perceptions
and distribution superintendents' perceptions, and through
the utilization of a similar study by Browne and Shore.
Correlations Between Groups' and

Distribution Superintendents!
Perceptions

The first comparison between perceptions involved the
distribution superintendents' rankings of cohesiveness and
the work groups' composite indexes of cohesiveness. The
work groups used in these comparisons were those twelve
with 50% or more of their members responding to the ques-
tionnaire.

The group's composite index of cohesiveness, designated
U, was measured by the questionnaire items in Table 19.

'he index 1s obtained by adding the average value of the
alternatives chosen for each question (the values are shown
next to each alternative) and dividing by N = 6. Thus:

£ Items 4, 5, 6I, 6II, 6III, 12
N =6

U =

The results of this process were scaled as follows:

U Interpretation Scaled for Comparison
- With Distribution
Superintendents!

Responses
1.00-1.75 highly cohesive 1
1.76-2.00 moderately cohesive 2

2.01 -- little to no cohesion 3
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TABLE 19.--Quantification of the Questionnaire Items Composing the Groups®

Composite Indexes of Cohesiveness.

4,

12,

Do you feel that you are really a part of your work group? (Check one)

1 Really a part of the work group

2 Included in most ways

3 Included in some but not in all ways
0 Don't feel that [ really belong

If you had a chance to do the same type of work for the same pay in another
work group, how would you feel abtout moving? (Checik one)

5 Would want very much to move

T Would rather move than stay where I anm
3 Would not make any difference

2 Would rather stay wiiere I am than move
1 Would want very much to stay where I am

How does your wori group compare witii other work groups in each of the
following areas? (Check one for eacn area)

better than About the same llot as good i
most as most : as most i
I.
The way the ,
men get along 1 2 3
togetner
|
II. !
The way the |
men stick 1 2 3 :
together :
III.
The way the
men help each 1 > 3
other on the
Job

The thing that I like best about my work group is:

1 The feeling of a team spirit

2 That the group works well together except for a few members
3 That I don't have to depend on the others to do my Job

q That I am able to work alone
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The above scaling process resulted in a composite
index of cohesiveness for each of the twelve work groups.
These indexes were compared to the distribution superin-
tendents' rankings of the groups' cohesiveness. The
results indicated that there was a +0.94 (rs) correlation
between the distribution superintendents' rankings of
cohesiveness and the groups' composite indexes of cohe-
siveness. This correlation coefficient 1s significant at
the 0.01 level. Thus, the two measures of cohesiveness
were closely associated in this sample. Computations are
shown in Appendix B TABLE B-4.

The distribution superintendents were also asked
whether they felt that their foremen were members of the
informal organizations within the work groups that they
supervised. ''ne work group members were asked to complete
items 2 and 3 as shown in Table 20 concerning thelr per-
ceptions of the foremen's memberships in the informal
organizations. These items were quantified by adding the
average value of the alternatives chosen for each question
(the values are shown next to each alternative) and

dividing by N = 2, Thus:

X = I Items 2 and 3
N =2 ’

where X 1s equal to the group's perception of whether or not
the foreman is a member of the informal organization. The

results of this process were scaled as follows:
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X Interpretation Scaled for Comparison
With Distribution
Superintendents'
Responses
1 -3.0 Foreman 1is perceilved
as a member of the 1.0 - Yes

informal organization.

3.1-5.0 Foremen 1s not perceived
as a member of the 2.0 - No
informal organization.

TABLE 20.--Quantification of the Questlionnaire Items Mea-
suring the Groups' Perceptions of Their Foreman's
Membership in the Informal Organization.

2. Do you consider your supervisor part of your group,
that is, does he go to coffee with members of the
group, does he have lunch with them, does he associate
with them off the job, etc.? (Check one)

1 Very often he 1s part of the group

2 Frequently he 1is part of the group

3 Once in a while he is part of the group
] Rarely 1s he part of the group

5 Never 1s he part of the group

3. How close is your supervisor to the men in the work
group? (Check one)

Much closer to the men than to management

Somewhat closer to the men than to management

About in the middle between the men and

management

Somewhat closer to management than to the men
5 Much closer to management than to the men

E— (V¥ L\S) o

The results of the above scaling process were compared’
with the perceptions of the distribution superintendents
regarding the membership of their foremen in informal organi-

zation. This comparison yielded a +0.73 (rs) correlation
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between the two perceptions, and this correlation coefficient
1s significant at the 0.01 level. Thus, these two measures

of the foremen's membership in the informal organizations
were closely associated in this sample., The computations

are shown 1in Appendix B TABLE B-6.

Slmilarity of the Above Correlations
to Other Research

The following study was found to support the use of
the distribution superintendents' perceptions as representa-
tive of the "actual" situations. It demonstrates the high
degree of accuracy shown by higher level managers in pre-
dicting group attitudes.

Browne and Shore, in a study conducted in a Detroit,
Michigan manufacturing plant, studied department managers',
foremen's and workers' abilities for "predictive abstract-
1ng§."l "Predictive abstracting" was defined by the researchers
as the ability to predict correctly the attitude of other
individuals, and they felt that such abllity was largely
dependent on the extent to which an individual 1s able to
select pertinent data from the environment and utilize such

data as predictors.2 The general hypothesls of the study was

lC. G. Browne and Richard P. Shore, "Leadership and
Predictive Abstracting," The Study of Leadership, C. G.
Browne and Thomas S. Cohn, editors (Danville, Illinois:
The Interstate Printers and Publishers, Inc., 1958), p. 279.

2

Ibid., p. 276.
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that the higher a person is in an organization (authority
level), the greater his ability for "predictive abstract-
ing" concerning his subordinates.

The results of the study indicated that the department
managers were in a more focal position (i.e., higher
echelon or authority position) and were able to predict
the attitudes of workers more accurately than were the fore-
men. Thils led Browne and Shore to the conclusions that
face-to-face relations were not necessary to belng capable
of predicting the attitudes of others correctly and that
the department managers 1n the study were higher in theilr
abillity for predictive abstracting concerning the workers
under them than the foremen.3

Although they did not offer any explanations for the
accuracy of the perceptions of the department managers, it
may be hypotheslized that as individuals move up in an organ-
ization, they are able to perceive lower level situations
more completely. Browne and Shore pointed out that the
individuals in higher level positions may not be superior
to individuals in lower level positions in "predictive
abstracting," but they may be better informed as to
all variables present.u Thus foremen simply are not

aware of as many varliables affecting worker behavior

31bid., p. 279.
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as are the department managers and therefore cannot predict
workers' attitudes as well as the department managers. It
may also be hypothesized that being removed from a face-to-
face situation may allow an individual more objectivity in
appralsing a situation. Thus higher level individuals

base their situational assessments on factual data, where-
as the foremen with face-to-face contact may have their
judgments "colored" by personal considerations. Thus, being
too '"close" to a situation may lessen an individual's abili-
ty for obJective assessment.

These hypotheses are presented as directives for
future research. Awareness of the total group environment
has already been shown to be related to leadership effective-
ness, and the empirical testing of the above hypotheses
would give 1nsights into the reasons for leader's perceptual
accuracy.

The distribution superintendents in the present study
were responsible for assigning individuals to work groups,
and thils responsibillity led them to state that they had to
be aware of each individual's capabllities 1if they were to
properly assign men to work groups that would perform effec-
tively. Throughout the interviews they also showed a "feel"
for the attitudes of different work groups with statements
such as, "that's a close-knit bunch . . . used to be a sepa-

rate division . . . not too happy in this division." Their
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position gave them the perspective to perceive these varia-
bles, and this could conceivably improve their perceptions
of the total group environments.

The high correlations noted between the perceptions
of the work groups with over 50% of their members respond-
ing, the perceptions of the distribution superintendents,
and the results of the Browne and Shore study validated the
utllization of the distribution superintendents' observa-
tions as representative of the actual situation. The
actual situation had been previously defined by the groups'
composite indexes of cohesiveness. This study used the
distribution superintendent's rankings of cohesiveness as
representing the strength of the actual informal organiza-
tion. Thus, the foremen's composite indexes of cohesive-
ness were compared to the distribution superintendents?
rankings of cohesiveness instead of the work groups' indexes
of cohesiveness 1n the statistical tests of the major hypo-

thesls of this study.

Problems In Data Collection

Work Group Response

Only twelve of the thirty-six work groups in the ori-
ginal sample had at least 50% of their members responding
to the questionnaire. Although, as previously shown, the
work group responses were not used to directly test any of

the hypotheses of this study, their responses and lack of



115

responses were part of the emplirical evidence gathered for
this study, and the implications and probable causes of both
the responses and lack of responses should be investigated.
No definitive answers can be given as to why the majority

of the groups responded poorly to the questlonnaires, but
the factors in the situation can be analyzed to determine
their probable effects on the groups' responses.

An important factor 1n the situation was the fact that
contract negotiations between union and management were
being conducted at the time of the study. The contract
itself did not expire until two weeks after this study was
completed. The interviews with the distribution superin-
tendents following the distribution of the questionnaires
indicated that the workers were concerned with the confi-
dentlal nature of the questlonnalires particularly during a
time of unlon-management bargalining. As an example, the
local union president in Division B stated to the distribu-
tion superintendent that he would be able to obtain specific
results of this study from Michigan State University for a

nominal fee. If only this were true. Although quite

obviously he was misinformed, the lack of response suggests
that he was able to influence many workers with his viewpoint.
This local union president was anti-company, and he made
his position quite clear to the distribution superintendent by
overtly sabotaging the study which he felt was company spon-

sored. The term anti-company was the term used to describe
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this individual by the distribution superintendents and
higher management. They felt that his antagonistic attitude
was exemplified when he grew a beard in direct violation of
company regulations. He also referred to the chief company
negotiator as a "smelly beast." These examples indicate
that union-management relations were far from harmonious,
and this was felt to definitely affect the returns from the
workers. The breakdown of negotiations finally led to an
eighty-three day strike with some company property destroyed
during the strike. Thus, this did not suggest an atmosphere
free of suspicion and conducive to a cooperative effort in
responding to questionnalres distributed with the permission
of the management.

It was also noted that indlviduals simply do not 1like
to fi1l1l1 out questionnaires particularly when they have been
bombarded with too many questionnaires. The latter was not
the case here as 1little research of this nature had been
done prior to this study. It was hoped that the general
reluctance to respond to any questionnaire would be overcome
by offering the workers a chance to improve worker-manage-
ment relations and by the brevity of the questionnaire,
These points were not effective in overcoming either the
general reluctance to fill out a questionnaire and/or the
hostility directed at the company by not responding.

The sparse responses were not limited to Division B

but also occurred equally in Division A which was described
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as having "good" union-management relations. Division A,
in the final analysis, failed to ratify the final contract
that had been negotiated following the strike. This 1is
significant, for it indicated that the company's manage-
ment may have been utilizing an improper measure of union-
management relations. The situation in Division A may have
appeared harmonious on the surface, but the lack of response
to a company sanctioned questionnaire and the failure to
win contract ratification showed less rapport between union
and management than was described to the researcher.
Apparently there were problems which were producing only
mild conflict at that time. However, these problems may
generate into more disruptive factors if not effectlvely
remedied, and they could lead to a hostile environment
similar to Division B.

The closeness of the strike vote and the lack of
response to this study indicated the need for renewed aware-
ness on the part of management regarding worker attitudes.
I'his awareness is needed now, for this 1is the only means to

prevent dlsruptive future problems.

Foremen's LEffectiveness Measures

'hne effectiveness of the foremen in this study was
based on how they were evaluated by the formal organization.
The formal evaluation process consisted of two methods. An
evaluation form was utilized by the company, but it proved

more a wage gulde than an actual evaluator of performance
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and indicator of potential for promotion. The evaluation
form rated each 1ndividual on a five-point scale with level
I being "unsatisfactory" and level V being "far above satis-
factory." Level III was considered "satisfactory." Each
level also designated minimum and maximum wages that an
individual at that level could receive.

Due to budget constraints that faced each divisilon,
they were allowed only so many people at the IV and V
levels. Most of the foremen were rated at the III level,
not because of performance but rather because of the wage
constraints. The IV and V ratings were reserved for posi-
tions above the foreman level. None of the foremen in this
sample were rated below the III level, and only two were
rated at the IV level.

TThus 1t was felt that this numerical evaluation was
not, representative ol a lroreman's effectliveness, One distri-
butlon superlintendent expressed his tfeelings concerning the
evaluation form by stating that he did not consider the
rating important in evaluating his people, and he frankly
admitted rating everyone at one III level to avoid "hard
feelings" should one foreman be rated above another. He
felt that if he could not rate all foreman who deserved it at
the IV level then he would not rate anyone at that level, and
he pointed out that the budget constraint kept him from rat-
ing all the foreman at the IV level that he felt should be

so rated. This instrument did not discriminate significantly
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between the foremen and therefore was not used to measure
effectiveness in this study.

T'he measure that was used was an ordinal ranking of:
excellent, satisfactory or unsatisfactory. This measure
was obtained by asking the distribution superintendents to
rank their foremen on a cardinal basis, that 1s, first,
second, etc., based on the question "Who is your best fore-
man . . . ncxt best, etc.?" Although it was intended that
such a cardinal ranking would yleld a cardinal scale of
foremen effectiveness, it did not. The distribution super-
intendents had difficulty separating their foremen into
tight, cardinal categories. They finally grouped their
foremen into one of the above ordinal categories.

The difference between the first and second categories
was more distinct than the difference between the second and
third categories. The distribution superintendents were more
comfortable distinguishing between the first and second cate-
gories than they were distinguishing between the second and
third categories. There was a reluctance, noted during the
interviews, to assign an individual to the third category.
However, the proportion finally assigned this ranking was
large enough to demonstrate that even with this reluctance,

the scale did segment the foremen in terms of their effec-

tiveness. These results are shown in Appendix B, TABLE B-1l.
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Future Research

Disparity Indexes

As previously stated, the conclusions in this study
must be regarded as specific to the environment in which
the study was conducted. However, since there was an
association demonstrated between a low disparity index and
a high degree of effectiveness, the next step in this area
would be to set up a controlled experiment to determine
whether a causal relationship exists between these two
variables. I'ne value of this type of future research 1s
also indicated by previous studies that have attested to
the importance of awareness of the total group environment,
as shown in the last chapter.

Research that replicates the present study could be
conducted by selecting foremen in similar work situations.
'hese foremen would be segmented by their disparity indexes.
Using those foremen with low disparity indexes, training
programs could be established to improve the disparity
indexes of one segment of these foremen. Changes in effec-
tiveness could then be compared in the experimental and
control groups to determine the effect of decreasing dispar-
ity 1ndexes on formal effectiveness.

This type of study requires treating both sets of
foremen similarly in all respects except the lowering of one

set's disparity indexes. The study 1is longitudinal in
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nature, but this is the direction that behavioral science

must move 1if valid causal relationships are to be revealed.

Control of the Informal Organization

This study also demonstrates the need for future
research in the area of the formal leaders' controls over
the informal organization. This study showed that some
control over the informal organization was retained by the
"excellent" leaders. This suggests that a more precise
instrument is needed to measure control so that more degrees
of control may be specified. Then more precise information
could be obtained regarding the amount of control separat-
ing excellent leaders from less effective leaders. A high
degree of control may not be as important as an individual
not allowing the informal organization to control him.

'nis problem, that 1s, whether little perceived control
over the informal organization led to a leader's behavior
being strongly affected by the informal organization and
thus making him a less effective leader, could be
investigated.

Membership in the
Informal Organization

In the majority of cases, the "excellent" leaders
perceived themselves as members of the informal organization.
Although they were members, they acted effectively toward

company goals as evidenced by their excellent rankings as
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formal leaders. The original hypothesis was based on the
ldea that any group member would automatically be subject
to strict obedlence to the group's norms. If these norms
were not in accord with formal goals, he would be a less
effective leader. However, there are degrees of group
membership that were not investigated in this study.
Apparently excellent formal leaders regard themselves as
group members, but their degree of membership was determined
by the correspondence between group norms and formal goals.
Group norms were apparently followed when they did not
seriously violate formal goals. More research 1s needed
into the degrcece to which an excellent formal leader con-
siders himself a group member as contrasted to the degrees

of membership of less effective leaders.

Informal Leaders

The hypotheses concerning informal leaders have been
previously mentioned as untestable due to results of the
data that were collected in this area. The informal leader's
identity was simply not clearly revealed in the data.

Zaleznik, in his study of a machine shop, apparently
had little difficulty in identifying the informal leader.

He feit that the informal leader performed a "big brother"
role for the members of the informal organization.5 In

the present study, foremen were asked to identify informal

“Zaleznik, op. cit., pp. 65, 99-101.
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leaders as were the work groups and the distribution super-
intendents. The results were inconclusive. Very few
Individuals were identified by two of the above sources as
the informal leader,and only one individual was identifiled
by all three sources. The latter was a task speclalists,
and his role as the informal leader seemed dependent on this
specialization.

Zaleznik's informal leader was task-role oriented,
but the results of the present study show that informal
leaders may have more than a task role and may be dependent
on situations. Future research should be undertaken to
identify informal leaders 1in the context of the leadership
role that they perform. This will entail a more precise

definition of the informal leader.
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TABLLE A-1.--Cover Letter for All Questlonnailres.

Your co-operatioh 1s requested in filling out the following
questionnaire.

The questionnaire is part of a study concerning small groups
and their leaders that 1is being conducted at the Michigan
State Graduate School of Business. The goal of this study
i1s to improve the relationship between workers and super-
visors. Your co-operation 1s needed if this goal is to be
achlieved.

Since a 100% response is needed to complete this study, your
foreman will check to see that you have completed and mailled
your questionnalre, HE IS NOT TO COLLECT YOUR QUESTIONNAIRE.
I'' 18 1'0 Bl RETURNED DIRECTLY TO ME AS STATED IN THE INSTRUC-

TIONS. - T = ' -

Thank you,

A Wn %//W

Michigan State University
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T"ABLls A-2.--Foreman Questionnaire.

The following questionnaire is part of a major study
concerning small groups that is beilng conducted at the
Michigan State Graduate School of Business Administration.

YOUR RIESPONSES 'T'O TH1IS QUESTIONNAIRE ARE STRICTLY
CONI'IDENTIAL.  'HIY COMPLETED QUIESTIONNAIRE SHOULD BE RE-
TURNLED DIRECTLY 10 TH1IS INTERVIEWER IN THE STAMPED,
ADDRIESSIED ENVELOPls SUPPLIED WITH THE QULESTIONNAIRE.

Your responses and your co-operation are vital to the
success of this project.
Thank you,

A. Thomas Hollingsworth

PLLEASL. COMPLETE THE FOLLOWING:

NAML

HOW LONG HAVIE YOU BEEN WITH CONSUMERS POWER?
YINARS MONTHS

YOUR AGL

NAME Ol YOUR SUPLRVISOR

NAML: Ol' YOUR DLEPARTMENT

YOUR JOB TITLE

HOW LONG HAVE YOU BEEN SUPERVISING YOUR PRESENT WORK GROUP?
YEARS MONTHS
HOW MANY MEMBERS ARE THERE IN THE WORK GROUP THAT YOU
SUPERVISE?
EDUCATION (CHECK ONE):
ILIGHTH GRADE OR LESS
LEFT SCHOOL WHILE IN HIGH SCHOOL
FINISHED HIGH SCHOOL
HAVI. SOMIs COLLEGE
FINISHED COLLEGE
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1'ABLE A-2.--Continued.

i,

AS A MEMBER OF A GROUP, WHICH OF THE FOLLOWING
ALTISRNATIVES WOULD YOU PREFER? (CHECK ONE)

1I'OP LEADERSHIP POSITION

A LEADERSHIP POSITION

IMPORTANT MEMBERSHIP RESPONSIBILITILS
SIMPLY A MEMBER OF THE GROUP

IT DOESN'T REALLY MAKE ANY DIFFERENCE

IN MY PRESENT POSITION, I FEEL THAT I HAVE: (CHECK ONE)

TOO MUCH RESPONSIBILITY
ABOUT THE RIGHT AMOUNT OF RESPONSIBILITY
TOO LITTLE RESPONSIBILITY

IN THE FUI'URE, I WOULD LIKE TO HOLD POSITIONS THAT:
(CHECK ONE)

HAVE MORE RESPONSIBILITY THAN MY PRESENT POSITION
HAVES ABOUT THE SAME RESPONSIBILITY AS MY PRESENT
POSITION

HAVE LESS RESPONSIBILITY THAN MY PRESENT POSITION

I AM INTERLESTED IN: (CHECK ONE)

MOVING 'O A HIGHER MANAGEMENT POSITION
REMAINING IN MY PRESENT POSITION
MOVING BACK INTO THE WORK GROUP

HOW IMPORTANT IS IT FOR YOU TO FEEL THAT YOU CAN RUN THE
JOB WITHOUT DEPENDING ON OTHER PEOPLE? (CHECK ONE)

NOT AT ALL
SLIGHTLY
SOMEWHAT
VERY
EXTREMELY

I LIKIS SUPERVISORY WORK: (CHECK ONE)

VERY MUCH
PRETTY MUCH
SOMEWHAT

NOT VERY MUCH
NOT AT ALL



138

TABLI A-2.--Continued.

IN THIY FOLLOWING QULESTIONS, THIE TIERM "SOCIAL GROUP"
REFERS TO I'HES INIFORMAL GROUPS THAT PLEOPLE SOMETIMES FORM,
sUcCll AS, PROPLIS WHO USUALLY EAT LUNCH TOGETHER, PEOPLE WHO
USUALLY HAVE COFFEE TOGETHER, ETC. THE TERM WORK GROUP
REFERS TO THlIY GROUP OF WORKERS THAT YOU PERSONALLY SUPER-
VISE. A SINGLE WORK GROUP MAY CONTAIN NO "SOCIAL GROUPS"
OR IT MAY CONTAIN MANY "SOCIAL GROUPS".

7. I FIND THAT "SOCIAL GROUP(S)" IN MY WORK GROUP ARE:
(CHECK ONE)

RARL

NO'I'" VIERY LONG-LIVED

AREE NOT UNUSUAL, BUT CHANGE OFTEN

NOT UNUSUAL AND ARE PART OF THE GROUP
STRONG DETERMINANTS OF THE GROUP'S ACTIONS

8. MY WORK GROUP IS BEST DESCRIBED AS CONSISTING OF:
(CHECK ONIs)

NO STABLE "SOCIAL GROUPS"

A SINGLE ALL ENCOMPASSING "SOCIAL GROUP"
A LARGE NUMBER OF "SOCIAL GROUPS"

A FEW "SOCIAL GROUPS"

MEMBERS THAT STICK TO THEMSELVES

9. MY WORK GROUP IS BEST CONTROLLED THROUGH THE USE OF:
(CHECK ONL)

"SOCIAL GROUPS" AND THEIR LEADERS

"SOCIAL GROUPS" AND THE FORMAL RULES

FORMAL RULES REMEMBERING THE "SOCIAL GROUPS"
FORMAL RULES SINCE THERE ARE NO "SOCIAL GROUPS"
FORMAL RULES SINCE THE "SOCIAL GROUPS" ARE HARD
TO CONTROL

10. IN DECISIONS CONCERNING THE ASSIGNMENT OF WORK IN MY
WORK GROUP: (CHECK ONE)

I ALWAYS CONSIDER THE "SOCIAL GROUPS"

1 FREQUENTLY CONSIDER THE "SOCIAL GROUPS"
I RARELY CONSIDER THE "SOCIAL GROUPS"

I NEVER CONSIDER THE "SOCIAL GROUPS"
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TABLE A-2.--Continued.

11.

12,

13-

14,

ARE YOU A MEMBER OF A "SOCIAL GROUP" THAT CONSISTS OF
MEMBERS OF YOUR WORK GROUP? (CHECK ONE)

YES, A STRONG MEMBER
USUALLY T AM A MEMBER

__ NMOST TIMES I AM NOT A MEMBER
NO, NEVER A MEMBER

LIST THE PEOPLE THAT YOU FEEL ARE THE LEADERS OF THE
VARIOUS "SOCIAL GROUP(S)" THAT EXIST WITHIN YOUR WORK
GROUP (INCLUDL YOURSELFF AS A POSSIBLE LEADER OF A
"SOCIAL GROUP"). IF NO "SOCIAL GROUPS"™ EXIST WITHIN
YOUR WORK GROUP, PLIEASIN ANSWER NONE,

LISADER GROUT
LIsADER GROUP
LEADER GROUP
LEADER GROUP
LEADER GROUP E

O o w >»

IF YOU ARE A MEMBER OF A "SOCIAL GROUP", TO WHICH OF THE
ABOVE GROUPS DO YOU BELONG, THAT IS, GROUP A, GROUP B,
ETC."

HOW WOULD YOU CLASSIFY YOUR RELATIONSHIP WITH THE LEADERS
OF ''HE ABOVE GROUPS? (CHECK ONE FOR EACH GROUP)

GROUP A

WARM AND FRIENDLY

PLIEASAN'T

LIMI''ED STRICTLY 'O THE JOB
UNPLIEASANT

ANTAGONISTIC

GROUP B

WARM AND FRIENDLY

PLEASANT

LIMITED STRICTLY TO THE JOB
UNPLEASANT

ANTAGONISTIC
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TABLE A-2.--Continued.

15.

10.

l'{l

GROUP C
WARM AND FRIENDLY
PLEASANT
LIMITED STRICTLY TO THE JOB
UNPLEASANT
ANTAGONISTIC
GROUP D
WARM AND FRIENDLY
PLEASANT
LIMITED STRICTLY TO THE JOB
UNPLEASANT
ANT'AGONISTIC
GROUP I
WARM AND FRILNDLY
PLISASANT
LIMITED STRICTLY TO THE JOB
UNPLEASANT
ANTAGONISTIC
''HE "SOCIAL GROUP(S)" IN MY WORK GROUP (CHECK ONE)
CAN ALWAYS BE MADE TO HELP GROUP PERFORMANCE
CAN USUALLY BE MADE TO HELP GROUP PERFORMANCE
CAN FREQUENTLY BE MADE TO HELP GROUP PERFORMANCE
CAN RARELY BE MADE TO HELP GROUP PERFORMANCE
CAN NEVER BE MADE TO HELP GROUP PERFORMANCE
CANNOT HELP GROUP PERFORMANCE SINCE THEY DO NOT
EXIST
‘'HE; MOST' IMPORTANT "SOCIAL GROUP(S)" (THAT IS, GROUP A,
GROUP B, ETC. AS DESCRIBED IN QUESTION #12) IN TERMS OF
HELPING ME PERFORM MY JOB BETTER IS (ARE): (FILL IN)
I CONSIDER MYSELF TO BE INFLUENTIAL IN: (CHECK ONE)
ALL ACTIONS OF THE "SOCIAL GROUPS" IN MY WORK
GROUP
MOST ACTIONS OF THE "SOCIAL GROUPS" IN MY WORK
GROUP

SOME ACTIONS OF THE "SOCIAL GROUPS" IN MY WORK
GROUP
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T'ABLE A-2.--Continued.

FEW ACTIONS OF THE "SOCIAL GROUPS"™ IN MY WORK
GROUP

NONE OF THE ACTIONS OF THE "SOCIAL GROUPS" IN
MY WORK GROUP

18. "SOCIAL GROUPS": (CHECK ONE)

ARl IMPORTANT TO THE WORK OF MY GROUP

AFPFLECT THE WORK OF MY GROUP

RARELY HAVE AN EFFECT ON THE WORK OF MY GROUP
ARlS NO'T IMPORTANT TO THE WORK OF MY GROUP

DO NOT EXIST WITHIN MY GROUP
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T'ABLlY A-3.-=-Worker Questionnaire.

'he following questionnaire 1s part of a major study
concerning small groups that is being conducted at the
Michligan State Graduate School of Business Administration.

YOUR RESPONSES TO THIS QUESTIONNAIRE ARE STRICTLY CON-
FIDENTIAL. THE COMPLETED QUESTIONNAIRE SHOULD BE RETURNED
DIRECTLY TO THIS INTERVIEWER IN THE STAMPED, ADDRESSED
LNVELOPE SUPPLIED WITH THE QUESTIONNAIRE.

Your responses and your co-operation are vital to the
success of this study.
Thank you,

A. Thomas Hollingsworth

PLIEASIY COMPLLETE 'THIS FOLLOWING:

NAMIE

HOW LONG HAVE YOU BEEN WITH CONSUMERS POWER?
YEARS MONTHS

YOUR AGE

NAME OIF YOUR IMMEDIATE SUPERVISOR

NAME OF YOUR DEPARTMENT

YOUR JOB TITLE

HOW LONG HAVE YOU BEEN IN YOUR PRESENT WORK GROUP?

YEARS MONTHS
HOW MANY MEMBERS ARE THERE IN YOUR WORK GROUP?
ARl YOU A MIEMBER OF THE UNION? DO YOU HOLD A UNION
OFFICE?
HOW L.ONG HAS YOUR PRESENT SUPERVISOR BEEN IN CHARGE OF YOUR
WORK GROUP? YEARS MONTHS

EDUCA'LON: (CHLCK ONE)
KIGHTH GRADE OR LESS
LEFT SCHOOL WHILE IN HIGH SCHOOL
FINISHED HIGH SCHOOL
HAVE SOME COLLEGE
FINISHED COLLEGE
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T'"ABLEE A-3.--Continued.

PLEASE ANSWER THE FOLLOWING QUESTIONS:

1.

WHAT IS YOUR RELATIONSHIP TO YOUR SUPERVISOR? (CHECK ONE)

WARM AND FRIENDLY

PLEASANT

LIMITED STRICTLY TO THE JOB
UNPLEASANT

ANTAGONISTIC

DO YOU CONSIDER YOUR SUPERVISOR PART OF YOUR GROUP, THAT
IS, DOES HE GO TO COFFEE WITH MEMBERS OF THE GROUP, DOES
HE HAVE LUNCH WITH THEM, DOES HE ASSOCIATE WITH THEM OFF
THE JOB, ETC.? (CHECK ONE)

VERY OFITEN HE IS PART OF THE GROUP
FREQUENTLY HE IS PART OF THE GROUP

ONCEE IN A WHILE HE IS PART OF THE GROUP
RARELY IS HE PART OF THE GROUP

NEVER IS PART OF THE GROUP

HOW CLOSE IS YOUR SUPERVISOR TO THE MEN IN THE WORK
GROUP? (CHECK ONE)

MUCH CLOSER TO THE MEN THAN TO MANAGEMENT

SOMEWHAT CLOSER TO THE MEN THAN TO MANAGEMENT
ABOUT IN THE MIDDLE BETWEEN THE MEN AND MANAGEMENT
SOMEWHAT CLOSER TO MANAGEMENT THAN TO THE MEN

MUCH CLOSER TO MANAGEMENT THAN TO THE MEN

DO YOU FEEL THAT YOU ARE REALLY A PART OF YOUR WORK
GROUP? (CHECK ONE)

REALLY A PART OF THE WORK GROUP
INCLUDED IN MOST WAYS

INCLUDED IN SOME BUT NOT IN ALL WAYS
DON'T FEEL THAT I REALLY BELONG

IF YOU HAD A CHANCE TO DO TH:Z SAME TYPE OF WORK FOR THE
SAME PAY IN ANOTHER WORK GROUP, HOW WOULD YOU FEEL ABOUT
MOVING? (CHECK ONE)

WOULD WANT VERY MUCH TO MOVE

WOULD RATHER MOVE THAN STAY WHERE I AM

WOULD NOT MAKE ANY DIFFERENCE .

WOULD RATHER STAY WHERE I AM THAN MOVE

WOULD WANT VERY MUCH TO STAY WHERE I AM
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TTABLE A-=-3.--Continued.

0.

HOW DOES YOUR WORK GROUP COMPARE WITH OTHER WORK GROUPS
IN E?CH OF THE FOLLOWING AREAS? (CHECK ONE FOR EACH
AREA

BETTER THAN ABOUT THE SAME NOT AS GOOD
MOST AS MOST AS MOST

'HE
MEN

TOGINTHIER

WAY THE
GE'l' ALONG

"1
MEN

TOGITHIER

WAY ‘I'llly
STLCK

THE
MEN

OTHER ON THE

JOB

WAY THE
HELP LEACH

ARL THERIS ONE OR TWO MEMBERS OF YOUR WORK GROUP THAT
TEND TO SET THE EXAMPLE FOR THE OTHERS? (INCLUDE
YOURSELF IN ANSWERING) YES NO. IF YES,
WHAT ARl THE1IR NAMES?

WHAT INFLUENCE DO YOU HAVE IN YOUR WORK GROUP?
(CHECK ONE)

MEMBERS ALWAYS FOLLOW MY EXAMPLE

MEMBERS FREQUENTLY ASK ME FOR ADVICE

SOMETIMES I SET THE EXAMPLE AND SOMETIMES I DON'T
I FREQUENTLY FOLLOW OTHERS IN THE GROUP

I ALWAYS WAIT FOR SOMEONE ELSE TO MAKE THE FIRST
MOVE
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T"ABLE A-3.--Continued

9.

10.

11.

12,

13.

WHICH MEMBERS OF YOUR WORK GROUP DO YOU WORK WITH MOST
OI'EN? (LIST IN ORDER OF FREQUENT CONTACT, THAT IS,
T'HE PEERSON THAT YOU WORK WITH MOST OFTEN FIRST, ETC.)

(IF YOU REQUIRE MORE SPACE, PLEASE USE THE BACK OF THIS
PAGI:)

WHICH MEMBERS OF YOUR WORK GROUP DO YOU ASSOCIATE WITH
MOST OFIFN OFF THE JOB? (LIST IN ORDER OR FREQUENT
CONTAC'T")

MY WORK GROUP IS BEST DESCRIBED AS CONSISTING OF:

MIsMBERS THAT WORK AS A TEAM

MIEMBERS THAT MOSTLY WORK AS A TEAM BUT
SOMETIMES WORK ALONE

MEMBERS THAT SOMETIMES WORK AS A TEAM
BUT MOSTLY WORK ALONE

MEEMBERS THAT MOSTLY WORK ALONE

THE THING THAT I LIKE BEST ABOUT MY WORK GROUP IS:

T'HE FEELING OF A TEAM SPIRIT

1HAT" TTHE GROUP WORKS WELL TOGETHER EXCEPT FOR
A FEW MEMBERS

THAT I DON'T HAVE TO DEPEND ON THE OTHERS TO
DO MY JOB

THAT 1 AM ABLE TO WORK ALONE

IF YOU HAD A CHOICE, WHICH MEMBER OF YOUR WORK GROUP
WOULD YOU MOST LIKE TO SEE AS ITS LEADER?
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"ABLEE A-3.--Continued.

14, HOW MANY GRIEVANCES HAVE YOU INITIATED DURING THE PAST
SIX MONTHS?

NONIs

1-2

Hh=10

MORIS "'ITAN 10
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''ABLE A-4.--I'01low-Up Letter.

MICHIGAN STATE UNIVERSITY East Lansing - Michigan 48823

Graduate School of Business Administration
Department of Management - Eppley Center

March 18, 1969

Recently you were given a questionnaire which 1is part
of a study being conducted at the Michigan State Graduate
School of Business.

I wish to thank all those who completed and returned
the questionnaires. 1If you have not as yet returned the
questionnaire, 1 would appreciate it if you would since the
key to the success of this study is YOUR response.

You should return your questionnaire directly to me
since your answers are strictly confidential.

Thanks again,

4 G 14l Ly ST

A. T. Hollingsworth
Instructor of Management

ATH:1jm
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TABLE B-1.--Original Sample, Effectiveness Ranking and
Division.

Foremen Effectiveness Division
Ranking or
Explanation

;Nv<><£<<:»am:uo*oozzr':xC-«H::Q':Jmcjow:>
WWWWWWW NN HRFFE

Prrrrr r U rrrrrOrOomrrroororrro0ooow

AB No response

AC Unanswered Question-
nalire returned

AD Unanswered Question-
naire returned

AE No response

AF No response

AG No response

AH Temporary

AI Temporary

AJ Recently Promoted
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T"ABLLE B-3.--Comparison of the Distribution Superintendents’
Perceptions of the Work Groups' Cohesliveness
With the Work Groups' Perceptions of Their
Cohesiveness.

Foremen Distribution Work Group's* Perceptions
Superintendents’' of its Cohesliveness
Perceptions of
Cohesiveness

U**

M scaled
A 2 1.8 2
G 1 1.4 1
H 1 1.7 1
I 1 1.4 1
K 1 1.6 1
N 3 2.21 3
p 1 1.3 1
R 2 2.74 3
u 3 1.84 2
\' 1 2.24 1%%%
X 3 2.10 3
Z 3 2.10 3

#A11 of these work groups had a majority of their members
responding to the questionnaires.

_ L 1tems 4, 5, 61, 6II, 6III, 12
- N=256

#%%por group V, U showed no cohesiveness, however, there wa.o
a highly cohesive four-man clique in this eight-man worv
group. 'I'herefore, U was given a value of one.

¥

Scaled Values of v

U Interpretation Scaled for Comparicon
with Distrituticn
Superintendents'
Responses

1.00-1.75 Highly cohesive 1
1.76-2.00 Moderately cohesive 2
2.01 -- Little or no cohesion 3
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TABLIE B=Y ,~=Comparlson of the bistribution Superintendents!
Perceptions of the Foremen's Membership in the
Informal Organization with the Work Groups!'
Perceptions of the Foremen's Membership.

Foremen Distribution Work Groups'¥Perceptions
Superintendent of Foremen's Membership
Perception of
Foremen's Membership
X * %

raw data scaled

A 2-No b,2 2-No
G 1-Yes 2.92 1-Yes
H l-Yes 2.61 1-Yes
I l-Yes 2.28 1-Yes
K 1-Yes 2.25 l1-Yes
N 2-No 3.12 2-No
P l1-Yes 2.75 l-Yes
R l-Yes 3.49 2-No
U l1-Yes 3.62 2-No
v 2=-No 3.57 2-No
X 2-No 3.25 2-No
Z 1-Yes 2. L l-Yes

#¥A11 of these work groups had a majority of thelr members
responding to the questionnalres.
#RY = I Items 2 and 3

N =2
Scaled Values of X
X Interpretation Scaled for Comparison
With Distribution
Superintendents'
Responses
1.0-3.0 Foreman 1s perceived 1.0-Yes
as a member of the
informal organization
3.1-5.0 Foreman 1is not per- 2.0-No

ceilved as a member of
the informal
organization
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TABLE B-8.--Correlation (rs) Between a Foreman's Effective-
ness Ranking and His Disparity Index.

X Y X-Y=41i dii-
Foremen Effectiveness Disparity
Ranking Cor- Index
rected for Corrected
ties for tiles
A “-5 5 - -5 25
B .5 5 - .5 .25
C 4,5 5 - .5 .25
D 4,5 5 - .5 .25
E Y 5 - .5 .25
F 4.5 17 -12.5 156.25
G 4.5 17 -12.5 156.25
H 4,5 26 21.5 462.25
I 14.5 5 9.5 90.25
J 14.5 5 9.5 90.25
K 14.5 17 - 2.5 6.25
L 14,5 17 - 2.5 6.25
M 14,5 17 - 2.5 6.25
N 14,5 17 - 2.5 6.25
0 14, 17 - 2.5 6.25
P 14.5 17 - 2.5 6.25
Q 14.5 17 - 2.5 6.25
R 14.5 17 - 2.5 6.25
S 14,5 17 - 2.5 6.25
" 1.y 17 - 2.5 6.25
U 2N 5 19 361
\' 24 5 19 361
W 24 17 7 49
X 2U 17 7 49
Y 24 17 7 b9
Z 24 26 -2 4
AA 24 26 - 2 4
$d1 =  1896.00
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TABLE B-8.--Continued.

Numerical Ranking of Variables
for Statistical Analysis

Disparity Index Ranking Effectiveness Ranking

of Foremen

0 =1 1 =1
1 =2 2 =2
2 =3 3 =73
Ranking Corrected for Ranking Corrected for

ties ties
1 =5 1l = u.5
2 = 17 2 = 14,5
3 = 26 3 =24

D G G U

s
2 Vizx®) y?)
r, = 0.302
t = rs VN-Z )
l-rs
t = 1.576
p = 0.1-0.05

Goodman and Kruskal's Tau

Selection errors - disparity index unknown
Selection errors - disparity index known
Percent decrease in selection errors

17.5
14.0
20%
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T1'"ABLE B-9.--Measurement of the Control Variable as Perceived
by the Foremen

Foremen YA

raw data scaled

=

1.5

No perception¥¥

No perception
2.25

No perception
2.25

Il wWwPhHFWLWWMPDWNDWND L

No response

No response
3.25

No perception
1.1
1.25

No perception
303“

No perception

No perception

No response -

A No perception -

l wWwwHEF | Wl

PNRXE<CHWNMIOUDVOZIEOrOrXGUHITQEH@ITIODOQOT >

£ Items 9, 10, 15, 17
N =14

#%No perception refers to the fact that this foreman did not
perceive an informal organization operative within his
work group.

*/, =

Scaled Values of Z

Z Interpretation Scale
1.0-2.0 Strong control 1
2.1-2.5 Moderate control 2
2.6 —- No control 3
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"ABLE B-10.--Correlation (rq) Between a Foreman's Effec-

tiveness Rankling and Hls Percelived Degree of
Control over the Informal Organization.

X Y X-Y=d1 412
Foremen Effectiveness Perceived Degree
Ranking Cor- of Control Cor-
rected for rected for
ties ties
A 3 2.5 0.5 0.25
D 3 7.0 -4 16.0
F 3 7.0 -4 16.0
H 3 13.0 -10 100.0
I 10 2.5 7.5 56.25
K 10 7.0 3 9.0
L 10 7.0 3 9.0
M 10 13.0 -3 9.0
N 10 13.0 -3 9.0
o 10 13.0 -3 9.0
R 10 13.0 -3 9.0
T 10 13.0 -3 9.0
\'f 15.5 2.5 13 169.0
W 15.5 13.0 2.5 6.25
£d12 = 499.0
Numerical Ranking of Variables
for Statiscal Analysis
Degree of Control Effectiveness Ranking
Ranking of Foremen
High = 1 1 =1
Moderate = 2 2 = 2
Low = 3 3 =3
Ranking Corrected Ranking Corrected for
for tiles ties
High = 2.5 l=3.0
Moderate = 7.0 2 = 10.0

Low = 13.0 3 = 15.5
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TABLE B-10.--Continued.

. - Ex2 41 ¥?_ zas?
S
2 \f (£x%) (£Y?)
r = 0.119
t =r N-2
S —
1-r 2
S
t = 0.452
r, - 0
Z =
1/ N-1
z = 0.460
p = 0.32

Goodman and Kruskal's Tau

Selection errors - perceived degree of
control unknown

Selection errors - perceived degree of
control known

Percent decrease 1n selection errors

9.125

8.04
11%
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TABLE B-11l.--Foremen's Perceived Membership in the Informal
Organization,

Foremen Membership in the Informal
Organization

A Yes
B No perception¥*
C No perception
D No
No perception
Yes
Yes
Yes
Yes
No
No
No
Yes
No
No
No
Yes
Yes
No perception
Yes
Yes
No perception
No
No perception
No perception
Yes
A No perception

WOV OZErrXxaHITQT=

-

PN XXE<C

®¥No perception refers to the fact that this foreman did not
percelve an informal organization operative within his
work group.
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TABLIS B-12.--Correlation (r_) Between a Foreman's Effec-
o

tiveness Ranking and His Perceived Membership
in the Informal Organization.

X Y X-Y=di  d1°
Foremen Effectiveness Perceived Member-
Ranking Cor- ship Corrected
rected for for ties
ties
A 3 14 -11 121.0
D 3 14 -11 121.0
I 3 14 -11 121.0
G 3 14 -11 121.0
H 3 h.5 - 1.5 2.25
I 11 14 -3 9.0
J 11 14 -3 9.0
K 11 14 -3 9.0
L 11 14 -3 9.0
M 11 14 -3 9.0
N 11 4.5 6.5 h2.25
0 11 h.5 6.5 42,25
P 11 4.5 6.5 42,25
Q 11 h.s5 6.5 h2.25
R 11 h.,5 6.5 2,25
i\ 11 b .5 6.5 42,24
u 18 14 6.5 16.0
W 18 14 4y 16.0
VA 18 h.5 13.5 182.25
2
rdi~ = 999.0
Numerical Ranking of Variables
for Statistical Analysis
Foremen's Percelved Effectiveness Ranking
Membership in the of Foremen

Informal Organization

No -1 1 =1
Yes - 2 2 = 2
3 =3



TABLE B-=12.--Continue
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d.

Ranking Corrected for Ties

Ranking Corrected for Ties

No =1= 4,5 1
Yes = 2 = 14.0 2
3
I I GIR S I S ot
S
> Vzx?) (zv?)
r_ = -0.149
t =r -2
ST .2
t = 0.621
7z = rs - 0
1 / JN-1
z = 0.632
p = 0.26
Goodman and Kruskal's Tau

Selection errors

Selection errors

Percent decrease

- perceived membership
unknown

- perceived membership
known

in selection errors

10.8

10.1%

6%
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