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ABSTRACT

AN ANALYSIS OF ACTIVITIES OF MIDDLE MANAGEMENT
PERSONNEL IN THE RETAIL TRADE INDUSTRY WITH
IMPLICATIONS FOR CURRICULUM DEVELOPMENT
IN POST-SECONDARY INSTITUTIONS

By
a® John Hector Carmichael

A The major objective of this study was to derive a
%axonomy of common and identifiable activities of retail
middle managers. The study determined the relative impor-
tance, crucialness to success on the job, and frequency of
performance of these activities. This investigation also
determined differences exlsting between middle managers in

four types of firms, four levels of management, and two

functional areas of employment.

Procedures

The study involved 15 firms in Standard Industrial
Classification Group 53, Retall Trade--General Merchandise,
and consisted of six traditional department stores, three
chain department store organizations, three discount firms,
and three variety store chains ranging in size from
approximately $20 million to over $2 billion in annual
sales. The major research instrument, a questionnaire

containing 202 statements that describe selling, sales
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promotion, buying, operations, and managerial activities;
was developed from current textbooks, literature, and
personal interviews.

Executives were interviewed during personal visits to
each firm in order to gain insight and background informa-—
tion related to the study. At the same time, a proportional
sample of middle managers was selected from each firm. Of
846 questionnaires mailed, 701, or 83 per cent, were
returned representing four per cent of the total population
of 17,538.

There were four major analyses of the questionnaires:
(1) response of all 701 mid-managers to each activity, (2)
response based upon type of firm, (3) response based upon
level of management, (4) response based upon functional

area of employment.

Findings

1. The Managerial competency was reported as the
most crucial of all competency areas. The activities that
cluster around supervision, analysis, problem-solving,
decision-making, communicating, human relations, and
innovation were found to be the most crucial activities
contributing to the success of middle managers.

2. A cooperative education program which involves
on-the-job experience was viewed by retail executives as
a necessary and important part of the post-secondary mid-

management curriculum.
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3. A major difference exists between activities per-
formed by middle managers in traditional department stores
as compared to discount, chain, and variety organization
mid-managers.

4. Routine marketing and distribution activities
were found to be more crucial to lower levels of management
while managerial-type activities were found to be more

crucial to the higher levels of management.

Conclusions

1. There are a set of common and identifiable
activities that are crucial to the success of retail middle
managers in different types of firms, levels of management,
and functions. These activities, prepared as a taxonomy
of retail middle management activities, can be used as a
guide in developing and assessing mid-management courses
in post-secondary institutions.

2. The traditional department store model should
not be used in developing a post-secondary "mid-management"
curricula since mid-management personnel in this type»ﬁ
firm are more highly specialized than mid-managers in
discount, chain, and variety organizations which represent
80 per cent of general merchandise sales.

3. As post-secondary graduates most often enter
retailing at the lowest level of management, they should
be equipped to satisfactorily perform the rank and file

activities which were found to be so crucial to success at
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this level. Cooperative or work experience programs are
methods of providing students with an opportunity to learn
many of these routine rank and file activities.

4, Retail middle management positions are not organ-
ized into discrete levels. However, job entry positions
can be identified and career ladders developed for post-
secondary students on the basis of existing retail manage-
ment opportunities.

5. Because activities and responsibilities of retail
middle managers are continually changing as newer merchan-
dising and operations techniques emerge, post-secondary
"mid-management" instructors should work closely with
employers so that the instructors will be kept abreast of

these changes.
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CHAPTER I

THE PROBLEM OF THE STUDY

Introduction

Since the end of World War II, rapid advances in
technology have created the need for increased employee
skills at all levels. However, the greatest advances and
increased need has been among the middle range positions.
Technological advances are moving so swiftly that it has
been stated that semi-professional, technical, and mana-
gerial jobs will account for over 50 per cent of the labor
force by 1960.1 These upgraded manpower needs are
increasingly being met by post-secondary institutions
which offer training beyond the normal twelve years.

The objective of high school distributive education
programs is to train young people for entry employment and
the pursuance of their career objectives in marketing.

The four-year college, on the other hand, emphasizes prepa-

ration for eventual promotion to professional positions at

lNorman P. Harris, "The Community Junior College--A
Solution to the Skilled Manpower Problem," in Higher Educa-
tion in an Age of Revolution, ed. by G. Kerry Smith (Was
Inton: Assoclation for Higher Education, 1962), p. 111.

al






the top levels of marketing management. The post-secondary
curricula have attempted to bridge this gap.

A rapidly developing occupational program in post-
secondary institutions is the "Mid-Management" curriculum
for students planning on careers in distribution. One of
the reasons for the growth of the "Mid-Management" pro-
gram is the fact that the retail trade industry, the major
factor in distribution in our economy, employs more per-
sons at the middle management level than any other
1ndustry.2 Because retailing is characterized as "one of
the most dynamic and rapidly changing segments of busi-
ness,"3 it is imperative that post-secondary curriculum
planners keep abreast of the competencies that are cur-
rently needed to successfully perform in middle management
positions and those skills and abilities that will be
needed in the future.

The basic idea for this study evolved as an out-
growth of the first United States Office of Education
Institute for Post-Secondary Teachers of Marketing and
Distribution, a conference proposed and implemented by the

Research and Development Program in Vocational-Technical

2Haymond E. Glos and Harold A. Baker, Introduc-
tion to Business (5th ed.; Cincinnati, Ohio:  South-
Western Publishing Company, 1963), p. 154.

3Malcolm P. McNair, "Significant Trends and Develop-
ments in the Post-War Period," in Competitive Distribu-
tion in a Free High Level Economy and Its Implications

for the University, ed. by A. B. Smith (Pittsburgh: Uni-
versity of Pittsburgh Press, 1958), p. 1.







Education at Michigan State University, and held at that
institution during the summer of 1966. Research on
middle management positions in distributive occupations
on which "Mid-Management" curricula could be based was
considered by the Institute participants to be a most
pressing need. Review of related literature in distri-
butive occupations, middle management, and post-secondary
institutions confirmed the scarcity of studies and rein-
forced the need for research on middle management posi-

tions in the retail trade industry.

Statement of the Problem

The problem was to establish on an empirical basis
the duties of retail mid-managers on which more accurate
declisions can be made prior to initiating or revising
curriculum content in post-secondary middle management
education programs, and to determine if a consistent
definition of middle management can be applied to a wide

range of management positions.

Objectives
The major objective of the study was to derive a
taxonomy of retail mid-management duties which would con-
sist of a ranking of activities according to major market-
ing and distribution competency areas, their relative

importance, their crucialness to success on the job, and






frequency of performance. In accomplishing this objec-

tive, the following questions were asked:

1.

Do middle management positions have a common
and identifiable cluster of activities that

are crucial to success on the job, or is each
position unique?

If there is a cluster of identifiable activi-
ties common to all middle management positions,
what are these activities, how crucial are they
to success on the job, and with what frequency
are they performed?

Do the activities of middle managers differ
between retail organization classifications?

If so, what are the differences?

Do the activities of middle managers differ at
various management levels? If so, what are

the differences?

Do the activities of middle managers in merchan-
dising positions differ from the activities of
middle managers in operations positions? If
so, what are the differences?

Are middle management positions in retail organ-
izations discretely organized into levels, or

are the positions overlapping and continuous?






Need for the Study

Ample evidence exists of the changing structure of
our labor force and the continual upgrading of manpower
skills required by business and industry. Dr. Norman
Harris of the University of Michigan, describing the rapid
occupational changes in employment in the United States
has indicated that "the really significant changes in our
labor force, and in society in general, have occurred at
the level of the semi-professional and technical; the
managerial, business, and sales; and the highly skilled
jobs.”u Dr. Keith Davis of Arizona State University, in
an analysis of manpower needs for the 1970's, indicates
that our nation's management shortage "may indeed be much
more serious than our engineering and scientific shortage.

Dr. Grant Venn, author of Man, Education, and Work,

the report of a study of the place of occupational educa-
tion within education as a whole, summarized the chapter
on manpower needs by stating that "the need in the semi-
professional, technical, and highly skilled occupations
is for more people, and the right kind of people who are
well trained and well educated. Only through education

can these ends be acccmplished."6

uHarris, op. cit., p. 111.

5Keith Davis, "Management Brain-Power Needs for the
1970's," Journal of the Academy of Management, (August,
1960), 125.

6Grant Venn, Man, Education, and Work: Post-
Secondary Vocational and Technical Education (Washington:
American Council on Education, 1964), pp. 135-36.
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When expansion of the retail trade industry in our
economy. is- viewed in relation to national manpower require-
ments, it may be concluded that the shortage of middle
management personnel in retailing may very well become
acute in years to come. Garber, in a recent article,
states that "unless constructive steps are taken to bring
academic retailing in line with practical retailing, even
greater losses will be sustained in the arena of manpower
competition.“7

The present shortage of qualified middle managers
has caused retailers to explore a relatively new source
of middle management manpower--the post-secondary insti-
tution. The demand for retail managers has been reflected
in the rapid growth of programs to train students for
these positions. Dr. Norman C. Harris, in a recent study
of technical programs in junior colleg958 discovered that
business education enrolls more students than any other
program. A recent study of students in higher education

9

by the American Council on Education” revealed that the

"Harold S. Garber, "Failure at the Academic Level,"
Stores (New York: National Retail Merchants Association,
Rugust, 1967), p. 47.

8Norman C. Harris, Technical Education in the
Junior College (Washington: American Association of
Junior Colleges, 1964), p. 73.

9Alexander W. Astin, Robert J. Panos, and John A.
Creager, "National Norms for Entering College Freshmen--
1967," ACOE Research Report, vol. 2, no. 7 (Fall, 1967).







career occupation of students in two-year colleges was
most likely to be that of businessmen.

The retailing profession is in continual adjust-
ment to the dynamic changes taking place in our economy.
Changing social, environmental, demographic, and politi-
cal factors as well as innovations such as the computer
and systems planning require a continual analysis of the
functions of middle management personnel in all areas of
retailing.

It is apparent that a recurring problem is that of
the most suitable curriculum for the preparation of
retail middle management personnel. In approaching this
problem it should be recognized that the teacher's goal
in the learning process 1s the achievement of relevant
performance skills by the individual student. The focus
must be upon the student and what he must learn to assure
success in the "real world." Therefore, relevant learning
objectives must be defined in terms of recognized job
performance.

The most specific model for deriving learning objec-
tives in the Mageri® model in which the objective is
stated in behavioral terms that describe what the learner
will be doing when demonstrating his achievement of the

objective. However, before such objectives can be

loRobert F. Mager, Preparing Instructional Objec-
tives (Palo Alto, California: Fearon Publishers, 1962).







stated, certain specific input data is needed: (1) know-
ing what the job consists of, (2) knowing what one needs
to do to perform each of the tasks, and (3) knowing how
frequently the task is to be performed. The first step
in developing learning objectives and planning a curricu-
lum, therefore, requires an analysis of real-world employ-
ment. This study was a necessary first step in providing
input data to post-secondary curriculum planners and
teachers on the vocational-educational requirements for
the specific skills and knowledge needed by middle mana-
gers to be successful in general merchandise retail

organizations.

Assumptions

The following assumptions were established for the

purpose of this study:

1. That there are certain similar activities per-
formed by a wide range of management personnel
in retailing.

2. That the knowledge of these activities can be
the basis for deriving instructional objectives.

3. That the knowledge of common activities can lead
to the development of more efficient, effective,
and relevant retail management programs at the
post-secondary level.

4, That the organizational boundary for middle

management is above the supervisory level at






the lower end and immediately below corporate
officers at the upper level.

5. That there are four levels of retail management
which can be identified.

6. That activities performed by management per-
sonnel are essentially the same regardless of
the size of the community in which they are
employed.

T. That the activities investigated are important

to successful job performance.

Limitations of the Study

The study was limited as follows:

1. Limitations as to Firms. This study investi-
gated middle management personnel in the following multi-
unit merchandising retail organizations: (a) traditional
(independent) department stores, (b) department store
chains, (c) discount department store chains, and (d) limi-
ted price variety store chains. The first three types of
organizations are broadly classified as "Department Stores"
by the U. S. Bureau of Census (Standard Industrial Classi-
fication 531); the fourth organization, "Limited Price
Variety Stores," is classified as S. I. C. 533.

2. Limitations as to Personnel. This study was

concerned with an analysis of the activities of middle
management personnel. Activities performed by rank and

file employees and top management were not examined.
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3. Limitations as to Functions. There are five

basic functional positions within a retail firm: (1) mer-
chandising, (2) operations, (3) sales promotion, (4) con-
trol, and (5) personnel. This study analyzed the activi-
ties of personnel performing the functions of merchandising
and operations. These two functions represent approxi-
mately 80 per cent of the supervisory and middle management

positions in retail organizations.

Definition of Terms

Most of the terms and concepts used in this study
are familiar and are used in the conventional manner. The
following terms are defined to delimit the intended

understanding:

Activity

A specific operation or element of a position which
contributes to the overall performance of that position.
A meaningful statement that is descriptive in some way of

a part of a retail management position.

Distributive Education

A program of instruction for people who are, or
wish to be, engaged in the field of marketing and distri-
bution. Distributive education functions through organ-
ized programs of instruction for high school youth, post-
high school youth, and for adults. The program includes

subjects that will contribute directly to increasing the
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knowledge, skill, and ability of persons who have career
goals in distribution as well as subjects designed to
train persons for changing to a related kind of work in
another distributive occupation or for promotion to a

higher level distributive position.lzL

Distributive Occupations

Those occupations followed by proprietors, managers,
or employees engaged primarily in marketing or merchan-
dising goods or services. Such occupations may be found
in various business establishments, including, without
being limited to, retailing, wholesaling, manufacturing,
storing, transporting, financing, and risk bearing. Dis-
tributive occupations do not include trade, industrial,

or office occupations.l2

Educational Objectives

Educational objectives are instructional goals
specified in terms of intended student behaviors. They
represent the expected outcomes of an educational program.

First-Line Management (same as
Supervisory Management)

A person at the first level of supervision, who is

in charge of, and has as his primary duty, the management

11Administration of Vocational Education, Vocational
Education Bulletin No. 1, U. S. Office of Education, 1958,

p.

12114,







1.2

of a recognized unit within a firm. The first-line manage-
ment generally spends approximately 50 per cent of his
time in managerial work, customarily and regularly super-
vising employees and exercising the discretionary powers

consonant with the position.

Function

A collection of activities having related purposes.
Most retail firms are organized into the following five
functional areas:

1. Merchandising.--The closely related activities
involved in buying and selling merchandise and services
to customers.

2. Sales Promotion.--The closely related activities
which induce customers to come to the store and which
assist in the advertising and sale of merchandise and
services.

3. Operations.--The closely related activities
which support the merchandising, sales promotion, finance
and control, and personnel functions.

4. Finance and Control.--The closely related activi-
ties concerned with maintaining the payroll, funds, estab-
lishing budgets and standards of performance, and measuring
store and unit performance.

5. Personnel.--The closely related activities
concerned with the recruitment, interviewing, employment,

placement, and training of store personnel.
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Job Analysis

The systematic technique of determining the essen-
tial elements which constitute a job. Job analysis data
provides basic information as to what is entailed in per-
forming a job. The main educational purpose of job analy-
sis 1s to provide data for determining course content,
developing instructional material, and devising methods

of teaching.

Mid-management Curricula

A post-secondary occupational program which equips
students for employment at the mid-management and super-
visory levels. Depending upon the educational institution,
this program may also be called "marketing," "retailing,"
"merchandising,”" or "distributive education." The student
who completes such a program receives instruction in
skills used at the supervisory level by most distributive

13

businesses.

Middle Management

A management group responsible for execution and
interpretation of policies throughout the organization and
for the successful operation of assigned units, divisions,

or departments.l“ Because units and departments in retail

13Directory of Post-Secondary Retailing and Marketing

Vocational Programs. Washington, D.C.: American Voca-
Tional Association, 1968, p. 2.
luCarl Heyel, ed., The Encyclopedia of Management

(New York: Reinhold Publishing Corporation, 1963), p. 476.
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firms are generally small-scale, and activities are
carried out in quasi-autonomous units (even though the
corporation itself may be very large), an individual with
supervisory responsibility can be considered part of
middle management. For this study, therefore, the term
middle management refers to all levels of management from
first-line management up to but not including the corporate

level.

Occupational Competence

The possession of sufficient ability and requisite
qualifications for a specified job. It is the product of
some combination of education, experience, and personal

traits.

Post-Secondary Institution

An institution that provides a level of education
beyond high school but does not grant the baccaleaureate
degree. Post-secondary institutions are known by a wide
range of names: Jjunior colleges, community colleges,
technical institutes, area vocational schools, adult educa-
tion centers, and lower divisions of four-year colleges.
The term "post-secondary," used synonomously with "post-
high school," is a generic term used by the United States
Office of Education and such schools to enable these
institutions to meet the requirements of federal legis-

lation.
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Rank and File Employee

A non-supervisory employee performing routine and
basic job activities such as selling, stockkeeping,

delivery, etc.

Retail Trade Industry

The institutions that perform the functions of
retailing, including all establishments primarily engaged
in selling merchandise to personal, household, and farm

15

users.
Standard Industrial
Classification
"The Standard Industrial Classification was developed

for use in the classification of establishments by types
of activity in which engaged; for purposes of facilitating
the collection, tabulation, presentation, and analysis of
data relating to establishments; and for promoting con-
formity and comparability in the presentation of statisti-
cal data collected by various agencies of the United States
Government, state agencies, trade associations, and private
research or‘ganizations.“l6

SIC 531 -- Department Stores -- Establishments

normally employing twenty-five people or more and
engaged in selling some items in each of the

15U. S. Bureau of the Census, Census of Business,

1963, Vol. 1, Retail Trade -- Summary Statistics, Part I,
(Washington, D.C.: U. S. Government Printing Office, 1966).
16

"Standard Industrial Classification for Use in
Distributive Education," (Washington: U. S. Department of
Health, Education, and Welfare, OE-83013, 1964), p. iii.
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following lines of merchandise: (1) Furniture,
home furnishings, appliances, radio and TV sets;
(2) A general line of apparel for the family;
(3) Household linens and dry goods.

SIC 533 -- Limited Price Variety Stores -- Estab-
lishments primarily selling a variety of merchan-
dise in the low and popular price ranges such as
stationery, light hardware, toys, housewares, con-
fectionery. These establishments_frequently are
known as "Five and Dime" stores."
Since SIC 531, Department Stores, is a very broad cate-
gorization, for the purpose of this study, this definition
was modified in order to classify the following three
types of department stores:

1. Traditional (Independent) Department Store.--

A retail firm engaged in selling a wide variety of goods
and services such as furniture, home furnishings, interior
decorating, large and small appliances, family apparel,
domestic goods, etc., and traditionally providing many
"free" services such as liberal return policies, credit,
delivery, and restaurant. Established prior to World War
II, the main store is located near the center of a down-
town business district, with branch stores in the suburbs.

2. Department Store Chain.--A large retail organi-

zation distinguished from the Traditional (Independent)
Department Store in the following manner: (1) it is a
multi-unit organization with stores in many states, (2)
each local store is known by the corporation name, (3)

the chain features its own "brand" of merchandise.






17

3. Discount Store Chain.--A retail organization
which attempts to expand sales volume by selling at low
prices generally below the prices of the Traditional
(independent) Department Store. In an effort to attain a
high rate of merchandise turnover, the Discount Chain
generally offers limited services and operates on a lower
margin of profit. Like the Department Store Chain, the
Discount Store Chain is a multi-unit operation with all

stores using the corporate name.

Taxonomy
A classification of the activities of retail

management personnel by major marketing and distribution
competency areas ranked according to their relative
importance, their crucialness to success on the job, and

frequency of performance.

Terminal Program

A curriculum which is vocational in nature and
planned to prepare students for direct entry into employ-
ment in contrast with "transfer" programs planned to
enable students to transfer to a senior college or uni-

versity without loss of credit.

Top Management

The policy-making group responsible for the over-all
direction and success of all company activities. It is

made up of the Board Chairman, President, Directors who
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are officers, and key top management personnel usually
directly responsible for a major division or function of
the business, but each also having a responsibility for
the performance of the business as a whole, participating
in decisions of a company-wide nature and collaborating
with others in the group in important matters affecting

any or all phases of the company's operation.l8

.

18Heyel, op. cit., p. 476.
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CHAPTER II

REVIEW OF LITERATURE

Introduction

At the present time there is very little research
available concerning retail middle management positions
and a scarcity of research relating directly to post-
secondary retail "mid-management" curricula. One of the
major reasons for the lack of curricula research is the
recent rapid growth of post-secondary institutions, both
in numbers of institutions and enrollment, and the con-
comitant growth of "mid-management" curricula within
those institutions.

For the most part, related research and literature
provide data on certain aspects of the non-retailing
middle manager or are investigations of selected retail
management positions. The role of the post-secondary
institution is discussed in the initial section of this
chapter. Later discussion focuses upon studies of non-
retailing middle management personnel in business and
industry, investigations of selected retail management
positions, and related research on retail rank and file

employees.
19
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The Role of the Post-
S

There is a great diversity in types of post-
secondary institutions, with each institution having dis-
tinguishing characteristics affecting the type and quality
of educational program it can offer. Recognizing the
diversity of objectives, most educational authorities view
the role of post-secondary institutions as including one
or more of the following purposes: (1) preparation for
advanced study, (2) vocational education, (3) general
education, and (4) community service.19

Vocational or occupational education is a major
institutional function providing training for students who
do not plan to continue their education in a senior col-
lege. Because of the various types of post-secondary
institutions, occupational education is provided under
many conditions, for many occupational skills, and for a
number of objectives.

Since the end of World War II, as the tempo of
change in our society has accelerated, the preparation of
students for successful vocational careers in post-
secondary institutions has greatly increased in importance.

In this respect, Grant Venn has stated,

19Henry Nelson, ed., The Public Junior College, the
Fifty-Fifth Yearbook of the National Society for the Study
of Education (Chicago: University of Chicago Press, 1956),
p. 69.
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A key to occupational preparation for tomorrow
will be the comprehensive post-secondary educa-
tional institution. Reasons for this develop-
ment are clear: more advanced vocational and
technical education courses are needed beyond
the high school to meet the educational demands
of more sophisticated technologies; many occu-
pational fields are requiring more post-high-
school general and related education to comple-
ment the more specialized technical training;
employers favor the older employee, who has had
post-high-school occupational training; and
adults continuing their education seem to favor
the post-secondary institution over the high
school.

An institution that has emerged to play a major
role in programs of post-secondary occupational education
is the community junior college. The report of a three-
year study by the Administrative Committee on Terminal
Education of the American Association of Junior Colleges
indicating the increased interest in post-high-school
education and stressing the importance of occupational
education at this level states that since graduation from
the Junior college marks the end of formal classroom train-
ing for the majority of its students, "the junior college
must provide these students with the skills, the informa-
tion, and the personal qualities that will enable them to
assume their place almost immediately in adult 1ii‘e."21
In a study of the potential role of the junior col-

lege in education for business, Goddard found terminal

20Venn, op. cit., p. 165.

2lpnebe Ward, Terminal Education in the Junior Col-
lege (New York: Harper and Brothers Publishers, 19L7),
P. T«
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education for the semi-professional business occupations

to be a significant and expanding curriculum area.22 This

.study has been corroborated by the research of Harris,23
which indicated that business education in junior colleges
enrolls more students than any other program, and the
American Council on Education,2u which revealed that the
career occupation of students in two-year colleges was

most likely to be that of businessmen.

It can be noted that the function of providing
occupational education is a growing one in post-secondary
institutions. And, within the framework of occupational
education, business programs because of the demands of
business and industry have assumed an even greater signifi-
cance.

The Role of Post-Secondary
Distributive Education

Programs for training persons for selected distri-
butive occupations at the post-secondary level are being
developed and conducted in ever-increasing numbers. The
Vocational Education Act of 1963 provided a financial
impetus for states to expand their occupational programs

at the post-secondary level by requiring that states

22yep1 Lee Goddard, "The Potential Role of the
Junior College in Education for Business" (unpublished
Ed.D. dissertation, University of Indiana, 1962).
23Harris, op. cit., p. 73.

2uAst:Ln, et al., op. cit.
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spend Federal funds for the development and expansion of
such programs.25

The United States Office of Education reported that
21,003 students were enrolled in post-secondary distribu-

26 The Distributive Edu-

tive education programs in 1967.
cation Unit of the United States Office of Education esti-
mated, in 1967, that 92,500 students would be enrolled

for the 1969-1970 school year.27

Haines and Toothman, reporting the results of a

special task force on post high school education at the
1963 National Clinic on Distributive Education, state that
the primary goal of post-secondary distributive education,

"is

of which a mid-management curriculum is but a part,
to offer vocationally oriented programs in distribution

for persons who have completed or left high school and

25The Vocational Education Act of 1963 carried the
following provisions: "At least 33 1/3 per centum of
each State's allotment for any fiscal year ending prior
to July 1, 1968, and at least 25 per centum of each
State's allotment for any subsequent fiscal year shall be
used only for the purposes. . . . Vocational education
for persons who have completed or left high school and
who are available for full-time study in preparation for

entering the labor market. . . . Construction of area
vocational education school facilities."
26

Bureau of Adult, Vocational, and Library Programs,
Division of Vocational-Technical Education, Fact Sheet
Vocational Education Fiscal Year 1967 Data (Washington:
D.C.: United States Office of Education, 1967).

27Distributive Education Unit, Statistical Data,
Distributive Education (Washington, D.C.: U. S. Office
of Education, October, 1967).
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who are available for full-time study in preparation for

entering the labor market."28

Because the objectives of the wide range of post-
secondary institutions are quite different with each
institution having certain characteristics affecting the
type and quality of program it can offer, diversity in
curriculums and courses is to be expected. In an analysis
of 1965-66 state department of education post-secondary
distributive education directories, the Instructional
Materials Laboratory of the University of Texas Distri-
butive Education Department found that 158 post-secondary
institutions in 19 states and Puerto Rico were offering
vocational programs in marketing and distribution. The
entire study revealed several significant factors:

1. The variations in curriculum course offer-
ings, program operations and objectives were as
numerous as the schools offering the programs.
2. No patterns of trends, strengths, or weak-
nesses could be identified.

3. Requirements, prerequisites, enrollments,
recruiting practices, and scheduling were
largely a matter of local regulation and con-
venience.

4., Work experience, job training, placement
of students, and the responsibilities for
training were as varied as the curriculums.

5. Responsibility for the curriculums, use of
advisory committees, instructor recruitment,
and qualifications were largely a matter of
local policy and philosophy.

28Peter G. Haines and Rex C. Toothman, "Post-High
School Preparatory Education for Careers in Distribu-
tion," Business Education Forum, (April, 1964), p. 13.
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6. Physical facilities, equipment, and depart-

ment identification were as varied as the 29

curriculums and job training requirements.

The special task force group reporting on post-

high school distributive education programs at the 1963
National Clinic on Distributive Education, indicated that
post-high students are those who are past the usual high
school age with the bulk of them probably 25 or under,
even though the upper limit is indefinite. The key cri-

terion in defining a post-high school student, however,

is not so much age as the willingness of a person to be
available for full-time schooling and to concentrate on
programs with a well-defined occupational goal.30

The Post High School Task Force also indicated
that "a well-balanced program of distributive education
should be offered; yet, it should be specific enough to
meet the occupational goals of the students. Both
breadth and depth must be considered to insure that the
program will not be limited to preparation for a specific
job only. At the same time, there must be specialization;
otherwise the program is in danger of becoming so general

that it will not serve any worthwhile purpose.”31

29Robert R. Luter, "Building D.E. Curriculum for
the Junior College," American Vocational Journal, (April,
1968), pp. 52-53.

3OTask Force II, "Post High School," National Clinic
on Distributive Education, Washington, D.C.: October 14—

18, 1963, p. 1.
3lHaines and Toothman, op. cit., p. 14.
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Research Related to the Middle
Management Level

Most management texts make only slight mention of

persons operating in middle management positions. This
is probably due to the fact that the authors, for the
most part college professors and thereoticians, believe
that the basic skills of management are similar for all
managers or administrators in any type of organization.
Nevertheless, there are various levels of duties and
responsibilities within the management group.

McFarland,32

in his basic management text, lists

six divisions of the management group: the chief execu-
tive, the senior executives, department or division heads,
superintendents, general foremen, and first-line super-
visors. The six divisions are evenly sub-divided into
three levels, top management, middle management, and super-
visory management. Although McFarland's title designa-
tions refer primarily to the industrial firm, there are
counterpart levels within retail organizations.

Niles, in her book Middle Management, made the
following statement concerning the origin of the term
middle management:

Eight years ago my husband, Henry E. Niles, was
discussing with me the problems of the junior

administrator. He mentioned the whole layer
of management which lies immediately below top

32Dalton E. McFarland, Management: Principles and
Practices. (2d ed.; New York: The Macmillan Company,
1968), p. 239.







27

management and called it 'middle management.' I
exclaimed, 'that is the title of my book on the
Junior administrator.' So far as we are aware,
that was the first mention of a term which since
has become common.33

Mrs. Niles' statement may or may not portray the true
origin of the term, middle management. However, Mrs.
Niles is the first recognized author to contribute a
book dealing exclusively with this area of management.
Newport, in a survey of middle management develop-
ment in 121 industrial organizations found that:
Middle management is that segment of an organi-
zation which includes personnel at all levels
of authority found between but including neither,
the vice presidential level and the first level
of supervision--most frequently referred to as
the foreman level . . . middle managers are
accustomed to performing within the conf%nes of
a technically oriented functional area.3
McLarney states that "There are no clear lines of
demarcation between the activities of middle management

w35 and, therefore, he treats

and those of supervisor,
both with the designation "supervisor." He indicates
that this management group is concerned with the internal

running of the business, whereas top management is

33Mary C. Niles, Middle Management: The Job of the

Junior Administrator (New York: Harper and Brothers,
1959), p. ix.

3“Marvin Gene Newport, "Middle Management Develop-
ment in Industrial Organizations" (unpublished Ph.D.
dissertation, University of Illinois, 1963).

35y1il1iam J. McLarney, Management Training: Costs
and Principles (Homewood, New Jersey: Richard D. Irwin,
Inc., l955§, p. 98.
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concerned with overall company policies and the handling
of the company's external relationships.

Pfiffner and Sherwood developed, after years of
study, consultation, practice, and teaching, seven broad
behavior-task guides for the middle management level.

They state that persons operating at this level maintain
closer contact with day-to-day results; participate in
operating decisions; evaluate production results rather
than program; evaluate personnel from a standpoint of
immediate usefulness rather than future potential; spend
less time in reading and reflection because of the press
of events; are more likely to spend time deliberating with
colleagues in solving urgent and immediate problems; make
plans for achieving goals established by the corporate
level; and implement policy decisions within the limita-
tions set by higher echelons.36

After studying definitions of the middle manager in
management textbooks, analyzing the definition used by
Newport and McLarney, and recognizing the use of the term
by post-secondary educators, the following definition was
selected as representative of literature and as serving
the purpose of the present study.

Middle Management: A management group responsible

for execution and interpretation of policies throughout

36John M. Pfiffner and Frank P. Sherwood, Adminis-

trative Organization (N.J.: Prentice Hall, Inc., 1960),
pp. 148-149.
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the organization and for the successful operation of
assigned units, divisions, or departments. Because units
and departments in retail firms are generally small-
scale, and activities are carried out in quasi-autonomous
units (even though the corporation itself may be very
large), an individual with supervisory responsibility can
be considered part of middle management. Therefore, the
term middle management in this study, as defined pre-
viously, refers to all levels of management from first-
line management up to but not including the corporate
level.

Research Related to the Non-Retailing
Middle Manager

In 1964, Shaul, investigating the impact of data

processing systems on middle managers, rejected the hypo-
thesis that data processing would cause significant changes
in the nature and scope of the function of middle mana-
gers. Shaul found that middle managers still must continue
to perform the executive functions of organizing, plan-
ning, staffing, directing, and controlling even though
there has been a shift in the amount of time spent on

each function. The study indicated that middle managers
still must continue to make full use of experience and
judgment in making decisions, and are not required to be
highly skilled in the advance techniques of computer

operations.
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In contrast, Shaul found that the scope of the
position of middle managers has changed significantly
because data processing has enabled middle managers to
make more accurate short-range plans, maintain existing
detail in long-range plans, and to develop an increasing
awareness of responsibility to engage in planning deci-
sions at their level. Interestingly enough, Shaul's
study indicated that the amount of personal contact
between upper and lower levels of management will tend to
increase. Also, "data processing has brought increasing
complexities to the middle manager job because incumbents
must know something about the capabilities and limitations
of the system, must exercise greater leadership in cross-
wise and horizontal relationships outside their own
department, must react faster, make decisions more quickly,
consider more facts when making decisions and make more
elaborate plans. The use of experience and judgment in
making decisions is increasingly required because of the
improvements in data received, the demands of superiors,

and the added complexities of the position.”37

38

Douglas, recognizing the importance of the middle

manager as an industrial human resource, focused his

37bonald Robert Shaul, "The Effects of Data Proces—
sing on Middle Managers" (unpublished Ph.D. dissertation,
University of California at Los Angeles, 1964).

38J0hn Douglas, "The Present Status of the Manage-
ment Training and Development Activities for the Non-
promotable Middle Managers in the Major American Companies--
A Study of an Undeveloped Managerial Resource" (unpublished
Ph.D. dissertation, Cornell University, 1960).
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attention upon the non-promotable middle manager. After
a survey of 114 firms and a case study analysis of 22
promotable and non-promotable middle managers in one
company, Douglas concluded that non-promotable middle
managers account for approximately 32 per cent of the
total middle management force. The non-promotable middle
manager was found to be largely responsible for many
problems in performance and for many personnel problems,
and for this reason the education, training, and develop-
ment of such individuals must be altered in order to
achieve the non-promotable manager's potential.

Two studies of middle managers were concerned with
job attitudes of this management group. Er‘an,39 in 1965,
sought to explore the relationship between level of man-
agement, personality traits, and job attitudes. He found
that variation in job attitudes of middle management per-
sonnel cannot be accounted for by variation in job level
or personality factors alone. Eran concluded that vari-
ations in middle management job attitudes were caused by
an interaction between hierarchical level and personality
traits. In 1959, Browne gained insight into elements of

the work sutuation which tend to produce satisfaction and

39Mordechai Eran, "The Relationship between Self-
Perceived Personality Traits and Job Attitudes in Middle
Management" (unpublished Ph.D. dissertation, University
of California, Berkely, 1965).
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dissatisfaction among middle management personnel. Job
satisfaction appeared to be highest where:

(1) the largest percentage of respondents felt
involved in decision-making; (2) a high per-
centage believed that their authority was com-
mensurate with their responsibility; (3) inter-
nal communication was judged to be adequate;
(and) (4) there were the fewest levels in the
hierarchy.

42

Middle management studies by Read,ul Johnson,
Kaufman,u3 and Tausky,uu although not directly related to
this one, provide some insight into the role of the

middle manager in business and industry.

Research Related to
R t

This study is a research effort to investigate a

wide range of middle management positions in a number of

quargaret Carlson Browne, "Job Attitudes of Middle
Management in Three Cooperative Extension Services" (unpub-
1ished Ph.D. dissertation, University of Wisconsin, 1959).

ulw1lliam Herbert Read, "Some Factors Affecting the
Accuracy of Upward Communication at Middle Management
Levels in Industrial Organizations" (unpublished Ph.D.
dissertation, University of Michigan, 1960).

QZVirginia Kroener Johnson, "Responsibilities of
Food Production Managers Performing at the Middle Manage-
ment Level" (unpublished Ph.D. dissertation, University
of Wisconsin, 1960).

u3Louis Kaufman, "The Suitability of Retired Army
Oofficers for Middle Management Positions in Industry"
(unpublished D.B.A. dissertation, University of Southern
California, Los Angeles, 1964).

uL‘Curt Tausky, "Career Anchorage Points of Middle
Managers" (unpublished Ph.D. dissertation, University of
Oregon, 1963).
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diverse types of retail organizations. Previous research
efforts related to this study have focused, for the most
part, upon a single management position such as buyer,
department head, et. al., positions that are within the
range of the middle management level.

Straul'sus

observational investigation of eight
department store buyers to determine how they spend their
in-store time, provides several findings relative to the
present study. The purpose of Straul's study was to
determine if department heads (buyers) performed many
tasks that might more economically be covered by sales
and stock personnel. He found this to be true.

Straul found that about one half of the average
day of a department head was devoted to selling tasks,
with smaller shares of time devoted to buying, stock-
keeping, studying departmental records, and conferring
with superiors. A surprisingly small amount of time was
expended on buying tasks. In an analysis of department
heads according to department size, Straul found that
heads of small departments tended to spend more time in
personal selling and less time conferring with superiors
and studying departmental records than did heads of

large departments.

MERobert M. Straul, "How Department Heads Spend

Their In-Store Time," Journal of Retailing, Vo. 36, no.
4 (Winter, 1960-61), pp. 207-216, 220,
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Henry‘su6 sociological analysis of the department

store buyer provides evidence of the changing role of a
key retail middle manager. In approaching his study from
an historical viewpoint, Henry discovered that the status
of buyers was highest before 1925 and from that time to
1960 there has been a gradual diminution in their roles.
Changing organizational structures and operational stan-
dards (e.g., group buying, establishment of merchandise
managers, the advent of the branch store, et. al.) have
all contributed to new buyer responsibilities and func-
tions. The study reinforces the need for continual
analysis of management positions which are constantly
changing in response to economic and social conditions.

47
Dalrymple,

in a study to determine quantitative
methods of measuring merchandising performance in depart-
ment stores, asked one question which is pertinent to
this study. Asking 111 merchandising executives in 11
department stores "What would you say are the most impor-
tant duties and responsibilities of your job?" over 50
per cent of the executives ranked selection of the right
merchandise and training and supervision of subordinates

as their primary job duties and responsibilities.

u6Robert Rudolph Henry, "The Changing Roles and Sta-
tus of the Department Store Buyer, 1870-1960" (unpublished
Ph.D. dissertation, Syracuse University, 1965).

u7Douglas Jesse Dalrymple, "Quantitative Methods of
Measuring Merchandising Performance in Selected Department
Stores," (unpublished D.B.A. dissertation, Michigan State
University, 1964).
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Although the writer's research is concerned with
middle managers in multi-unit retail operations,

Kunsem:!.ller'su8

investigation of the educational needs of
independent store owners has direct relevance to this
study. Upon completion of this study, Kunsemiller's con-
clusions, although couched in terms of the small indepen-
dent retail businessman, were found to be no less appli-
cable to the middle manager in a multi-unit retail
operation. A synthesis of<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>