ATTITUDES OF FOREMEN IN THE
AUTOMOTIVE INDUSTRY
by
ROMAN J. KRYGIER, JR.

B.S., Purdue University
(1964)

and
KENNETH J. BARKER

BeSe, Universitﬂ of Detroit
(1964)

SUBMITTED IN PARTIAL FULFILIMENT
OF THE REQUIREMENTS FOR THE
DEGREE OF MASTER OF

SCIENCE
at the

MASSACHUSETTS INSTITUTE OF
TECHNOLOGY
June, 1974

Signature of Author..

Alfred P. Sloan School of M&naé&ﬁeni

Certified byco ssee

e A A R R E NN NN NN

'hesis Supervisor

Accepted DYseesccssevtocisasdiioesestesbovsvoesccsossssssossses

Chairman, Departmental Committee on

Graduate Students

Archives
WMASS. INST, TE0n
JUL 151974

N

BRaR1ESH



2.

ATTITUDES OF FOREMEN IN THE
AUTOMOTIVE INDUSTRY

by
Roman J. Krygier, Jr.
and

Kenneth J. Barker

Submitted to the Alfred P. Sloan School
of Management on May 10, 1974 in partial
fulfillment of the requirements for the

Degree of Master of Science.

Abstract

The industrial foreman's job has become increasingly
complex and difficult in the past twenty years. Considerable
time and money have been expended by industrial concerns to
improve the position of the foreman. Some attention has been
given to foremen's problems in professional journals, but in
few instances has the information been obtained from foremen
directly. In this study we have sought to identify the
problems faced by the foreman as he perceives them.

We surveyed the opinions of foremen in nine automotive
manufacturing plants. The survey tool was a Likert-type
~questionnaire sent to all production foremen (730) in the
nine selected plants. Results of the questionnaires were key
punched and tabulated for processing on the MIT computer
facilities, utilizing the Statistical Package for the Social
Sciences System. This provided detailed analysis of demo-
graphic data and questionnaire answers. Written comments were
handled individually for use in comparing questionnaire
answers with freely expressed concerns of the respondents.

The questionnaire was designed to answer questions in
these areas:

1) How does the foreman see his job?
2) How does he feel others see his job?
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What satisfaction does he derive from his job?
What motivates him?

How well does management support him in
performance of his job?

What does he dislike most about his job?

How can his job be improved?

What does the future hold for the job of foreman?

We felt these areas would provide sufficient information on the
attitudes held by the respondents.

0f the conclusions reached, the following list comprises
the most significant:

1)

2)

3)

4)

5)

6)

7)

8)

The respondents had a positive attitude about
their job and about management generally, but
58% felt that management was not consulting
them about decisions affecting their areas
and 60% felt they had little voice in the
management decision process.

Positive feelings about job security led to
positive feelings on other important issues;
negative feelings on security do not bias feelings
negatively on other issues.

Eighty-two percent of the foremen responding
had ten or less years as foremen and 52% had
been foremen for five or less years.

Eleven percent of the respondents had less than
a high school education; a greater percentage
of non-high school graduates was found in the
older age groupse

The older a foreman is, the more positively he
feels that hourly Personnel see the foreman's
job decreasing in importance.

Sixty-four percent of the respondents felt
their plant management saw the foreman's job
as important as they saw it.

Seventy-one percent of the respondenfs felt
the job of foreman has decreased in prestige
over the past ten years.

Respect for help from supervisors was less
among the younger, more educated respondents.
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9) Forty-nine percent of the 20-30 age group felt
that the training provided them has not signifi-
cantly affected the way they perform their job.

10) Sixty-seven percent of the respondents felt they
perform well because of promotional possibilities.

11) Seventy-two percent of the respondents felt they
were free to discipline.

12) There are discrepancies between what the re-
spondents see themselves doing and what their
supervigors want them to do.

13) Forty-three percent of the respondents feel
closer affiliation with their crew than with other
foremen or their supervisors.

Chapter III utilizes the aforementioned results to con-
struct meaningful conclusions concerning the role of the
modern foreman in the automotive industry.

Thesis Adviser: Charles A. Myers
Title: Sloan Fellows Professor of Management
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CHAPTER I

Introduction

The foreman in American industry has not suffered lack of
attention from those writing in Personnel and Psychology pub-
lications. Articles have been written describing his plight;

“exploring his feelings and recommending how to improve his lot.
He is recognized as a man in a difficult position, having been
referred to as "Master and Victim of Double Talk," Man in the
Middle," "Victimized Middleman," “Forgotten Man,” "Marginal Man,*®
and "Most Misused, Accused, and Abused Man in Industry;” His
role in industry seems to be accepted as being very important,
at least in the literature. If this is so and if these learned
articles do give insight into his problems and guidance toward
solutions, why is the foreman still in trouble? One would

have to believe that he is and thaf his problems have not been
solved since there does not appear to be a slackening in the
number of articles being published about him. A comprehensive
survey conducted in 1970 by Opinion Research Corporation for the
Foremanship Foundation compared to a similar survey‘conducted in
1952 showed that foremen were "less rather than more effective,
less rather than more secure, less rather than more important,

and received less rather than more recognition.” 1

1 Patton, John A., "The Foreman - Most Misused, Accused and ,
Abused Man in Industry." Speech given before the National
Machine Tool Builders® Association, October 11, 1973.
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To test this hypothesis - that the foreman is still a
misunderstood victim of management policies - we have undertaken
a study of one type of foreman in one industry - the line fore-
man in several automotive manufacturing facilities. This
foreman is a problem solver type supervising a relatively varied
crew size of men performing manual operationé to men responsible
for operating complex manufacturing equipment. It was our
object to examine the attitude of these foremen. Do they feel
they are being treated fairly by management and are they able
to represent management fairly to their subordinates? Also,
what factors distinguish satisfied from dissatisfied foremen?

To this end we asked foremen to answer questions in these areas:
| 1) How does the foreman see his job?

2) How does he feel others see his job?

3) What satisfaction does he derive from his job?

4) What motivates him?

5) How well does management support him in performance
of his job?

6) What does he dislike most about his job?
7) How can his job be improved?

8) What does he feel the future holds for the foreman
job?

Two automobile companies participated in the study. Each
company was requested to supply the hbme addresses of production
foremen in several of their manufacturing facilities. The com-
panies did cooperate and sent the requested information; as was

learned later, many of these addresses (96) were not up to date
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and as a consequence many questionnaires never reached the
intended foremen. 1In the package sent to the foremen's homes

a letter was included explaining the reason for the study and
promising that the contents of each questionnaire would be kept
confidential. On completion, the foremen were requestedvto
return the questionnaire to MIT in the pre-stamped envelope.
Questionnaires were mailed to 730 production foremen in nine
automobile manufacturing plants. |

A large quantity of literature has been written about pro-
duction foremen. Some of the material we reviewed for this
paper was inadequate and did not illustrate what an actual
production foreman faces. Foremen working in an automobile
plant are expected to manage the areas assigned to them. (That
is the view many managers have of the foreman's prime responsi-
bility.) Whether the foremen are adequately equipped to meet
that objective has been discussed many times. It was our
desire to study this problem from the aspects of our personal
experience, the foremen's point of view, and the meaningful
literature available. »

The foremen in this study are responsible for safety,
timekeeping, quality, production performance, planning, dis-
cipline, overtime, grievances, and a multitude of other
respon81billt1es.

Questionnaire Development and Methodology

Since a large amount of data would have to be analyzed,
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catalogued and stored for statistical analysis during the
course of this study, we decided to utilize the computer faci-
lities at MIT: particularly, we chose the Statistical Package
for the Social Sciences System. This system provides a com-
prehensive set of procedures for data transformations and file
manipulations, plus a large number of statistical routines and
is capable of generating variable traﬁsformations, recording
variables, selecting sbecific samples and/or answers to
questions. The system is an ideal medium in which to carry out
the repeated..routine application of a number of statistical
procedures. | |

We decided on a three part questionnaire>(See Sample as
listed in Table I in the Appendix)i

1) Demographic Data.

2) Statements requiring respondents to indicate
their feelings on a Likert type scale.

3) A series of questions requi:ing essay type answers.

The demographic questions were constructed éo that data
would be grouped; thaf‘is; we wished to have ages, seniority,
job years and schooling in groups large enough to have sta-
tistical meaning; Low numberé in individual cells when
\ conducting CHI-XZ. F tests and other statistical analysis
makes‘meaningful interpretation questionable.

The main body of the questionnaire employed a Likert
scale of seven for the responses. The answers ranged from

strongly agree to strongly disagree.
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The essay type questions were inserted for two reasons.
First, we felt the foremen should have an opportunity to ex-
press their feelings without being restricted to canned
questions. Second, by mechanically reviewing the essay re-
sponses we hoped to categorize them by subject and weigh each
by importance as expressed by the foremen. We then anticipated
using this weighted categorized essay response to check against
the results obtained in the main body of the questionnaire
_concerning major areas of the study, such as satisfaction and |
motivation.

Data were keypunched as they arrived and preliminary data.
were used to determihe keypunching inaccuracy (whicﬁ”was less
than +01%). The SPSS system provided histograms, tables, means,
modes and standard deviations as well as other statistical
measurements (See Table II).

The next step was to determine the interrelationéhip of
questions and demographic data of one question vs. another.

To accomplish this we used the "Crosstabs Procedure” which
permitted compilation of a 2-way to n-way cross-tabulation

of the selected Qariables and related statistical measurements.
Table IIT shows the crosstab tables providing frequency count,
row percent, column percent and cell percent.

Initial tabular form matched a demographic question such
as age against each of the main text responses using the full
seven space Likert scale. Initial runs included a cross-

tabulation of each demographic question against each of the
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Likert scale questionss CHI-Square tests Were run on the
tabular data to determine whether there were any readily
visible interdependencies between demographics and question
responses. Crosstabulation was also utilized to determine
whether there were groups giving all negative or positive
answers; runs were conducted after reducing the Likert scale
from 7 to 3 points. Output from this was presented in tabular
form and histograms. Cfosstabs were run on demographic vari-
ables to determine relétionships between such factors as age
and years on the job, age and company seniority, etc.

This same questionnaire and methodology are being used by
another group writing a companion thesis on o0il refinery
: opérations foremen.

In preparing the questionnaire, we used a combination of
personal experience and data found in reviewing the literatu?e.
Our experience includes work in this particular foreman's job
as well as supervising this type foreman.

As mentioned earlier, the literature indicates the fore-
man's problem‘still has not been solved. If so, what can be
the explanation for it?

We do not feel there is a serious lack of management
response in dealing with this problem. The importance of the
foreman's job is generally recognized in management circles.
He is the man closest to the work force. He works with them.

In most cases he was one of them and unless he has lost their

respect, they trust him. The hourly employees séldom see
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anyone above the foreman level. Consequently he is management
to them. What he says and how he says it is company policy.
He does, depending on his satisfaction and motivation, influence
the morale and performance of his subordinates.

An improper response can occur by assuming that all foremen
are alike or by misinterpreting factors affecting their job.
Tﬁe term fOremén encompasses supervisors in a wide variety of
jobs. A foreman in one department might be primarily a pusher
whose responsibility is to see that men stay on the job for a
certain period of time and that they stay busy; another might
be a problem solver concerned with operation of a multi-million
transfer line run by highly exﬁerienced personnel; and a third
might be a clerical type concerned with scheduling and expediting.
Some are a combination of all the above. They may all be called
foremen but}obviously one policy will not satisfy all. The one
thing they have in common is that they deal directly with the
work force and are first-line representatives of management.
This function is important, but what satisfies these different
types will usually be different aﬁd requires different company'v
policies. Key personnel such as foremen should be considered o
as individuais. This is neceséary to provide an environment in
which satisfaction and motivation can be attained.

It is difficult to set forth a policy which will satisfy a
group of people if their job function is changing. This is
certainly true of the foreman. Forty years ago the foreman was

the almighty boss. He could hire, fire, plan, buy, expedite, etc.
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With the advent of the‘staff specialisf. the union contract

and government regulations, he finds his authority restricted.
The Personnel Department has taken over the recruiting,
screening and hiring and in many cases the discharge of employees.
The Engineering Department now sets standards and determines how
and when the equipment is to be maintained. Union contracts
reduce his flexibility for getting work done and in disciplining.
The nature of the job is changing and company response to the
needs of the foreman must be_flexible’enough to recognize this.
change_and make necessary ad justments to insﬁre continued satis-
faction and motivation.

Earlier we specified questions for which the survey was
designed to provide answers., Examination of available literature
provided information pertinent to that effoft; review of the
literature was a useful.measure of our results and in the
formulation of our conclusions.

One of oﬁr primary purposes was to determine how the foremen
perceived their role; i.e., was it an important job now and/or
- was it declining in importance and prestige. Additionally, we
wanted their perceptions on how other groups saw the foreman's
role. A description of the foreman's role depends on the rela-
tionship a describer has with the foreman. According to Kay,2

an evaluator tends to see the foreman's role more eritically in

Kay, Brian R., "The Foreman's Role: Theme with Variations,"
Personnel, November-December 1963, Vol.40, No.6, PP«32-37.
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production foreman's Superiors will consider cost and pro-
ductivity as significant, whereas Manufacturing Engineering
personnel would be critical in areas of preventive maintenance
and knowledge of tools. It is not incorrect to conclude that
he must fill different roles depending on other peoples' inter-
ests. Wikstrom 3 concluded that "...in a sense he does a part
of everyone's jbb with no real job of his own, af least no
managerial job of his own."

Another of our principal objectives was determinatioﬁ of the
level of satisfaetion and motivation among the respondents. We
were interested in ascertaining which factors affect these
feelings; To this end we included questions in the survey cover-
ing areas of security, wages, commuhications, authority, workload
distribution, advancement, attitudes, and fringe benefits.
Management considers performance to be the most important
quality when gauging personhel acfivity; Specific information
concerning a respondent's performéncé can only be obtained
through an evaluation made by his supervisors;v However, we feel
that inferences concerning knowledge of his satisfaction level
may accurately describe his performance. Thus the survey
results concerning.degree of satisfaction may indicate perform-
ance level. We do recognize that our literature search indicated

the relationship of satisfaction to performance has not been

- _

3 Wikstrom, Walter S., Managing at the Foremen's Level,
National Industrial Conference Board, Personnel Policy
Study No. 25.
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proven. Kavanaugh's article 4 concerning satisfaction, morale
and performance begins by stating:
"There is still the intuitive feeling that em-
ployees who derive satisfaction from their jobs
do better work than those who do not. Research
up to this time has shown there is no simple
relationship between job satisfaction and job
performance."”
He found that individual environment interaction determines
satisfaction and particularly important is the performance of
the employee's supervisor in the personnel area.
If a simple correlation between performance and general
- satisfaction does not exist, is there any relationship? Our
search of the literature has led to a conclusion that a negative
relationship between these factors is recognizable. Iris5 found
that an individual dissatisfied with his job can cope with life
and his job by downgrading the importance of the various aspects
of his job. |
What constitutes being satisfied or not satisfied with a
job? Boyd6 sums up the available opinions:

"Poor working conditions, bad company policies and
administration, and bad supervisors will lead to job

I ‘
Kavanaugh, Michael J., McKinney, Arthur C., Wohns, LeRoy,

"Satisfaction and Morale of Foremen as a Function of Middle
Managers'® Performance,” Journal of Applied Psychology,
April 1970’ VOJ..SL"' NO.Z, PDe -1 .

5 Irisy .Benjamin, Barrett, Gerald V., "Some Relations between
Job and Life Satisfaction and Job Performance," Journal of

Applied Psychology, August 1972, Vol.56, No.l4, PP.301-300,

6 Boyd, Bradford B., Worker to Supervisor - Problem of Transition,"
Personnel Journal, Sept. 1964, Vol.43, No.8, pp.s21-426.
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dissatisfaction. Good company policies, good

administration, will not lead to positive

attitudes. In opposition to this as far as the

data has gone, recognition, achievement, inter-

esting work, responsibility and advancement

all lead to positive job attitudes.”
This may appear paradoxical, but suffice it to say that specific
policies lead to a better job attitude. Carrington7 points out
that as needs become satisfied, other needs take their place;
furthermore, security and adequate remuneration afe two factors
predominant in motivating. Once these needs are satisfied,
others become important, such as participation in planning.
‘Management should develop an atmosphere which presents "these
individuals with new sources of satisfaction and new opportuni-
ties to achieve, thereby revitalizing their interest in goals
of the organization and their role in achieving them.8

Support of the notion that security and wages are im-
portant basic needs is obtained from an extensive survey

conducted by Schappe.9

Security may be a perceptual view that
- salaried personnel are more secure than non-salaried in times

of personnel cutbacks. Inadequate pay will often lead to dis-
satisfaction and defection. There is evidence that what may be
considered adequate pay will not necessarily lead to a positive

or satisfaétory feeling. Generally, management has a lower

e

7Carrington. James H., "Does Management Owe the Supervisor
Promotional Opportunity?," Personnel Journal, June 1969,
VOlou'B, N006’ pp.’-l»23-’+2? .

Ibid.

9Schappe, Robert H., "The Production Foreman Today: His Needs and
His Difficulty,” Personnel Journal, July 1972, Vol.51, No.7,
PP 0‘4’89"“’9“’ .
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esteem for the prodﬁction foreman than for staff specialists;
i.esy, industrial eﬁgineers, personnel, budget analysts, etc.
This has led to an unproven hypofhesis that foreman have a

lower relationship to their salary midpoints than staff special-

iStSolo

Whether we like to admit this fact or not will not

deter the information from getting to the fofeman if frue:

once khown. the results can be catastrophically devastating.
One of the major problems a foreman is confronted with

involves communications. There are two aspects to this pfoblem:

communications from management and staff functions to the

foreman; then there are the communications from the foreman to

1 describes the foreman's job as being

managemenf. MacNaughton
primarily communicative. Communication from managemenf and/or
staff services to the foreman are imporfant to his level of job
satisfaction. In many management circles foremen are tagged as
key communicators; yet, those he reports to often find it un-
necessary to communicate adequately with him. Patton's
articlelz mentions a 1970 foreman attitude survey which found

that foremen are less satisfied now (38%) than they were in 1952

loPatton. Thomas H., "Revitalizing the Role of the Foreman,"”

Management of Personnel uarterly, Summer 1966, Vol.5,
No.2, pp.3b-H3.
11

MacNaughton, J.D., "A Study of Foremen's Communication, "
Personnel Practice Bulletin, March 1963, Vol.l9, No.l,
pp.10=-19.

12
Patton, John A., op.cit.
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with the way their compan& keeps them informed on company
policy; Further examination of the Opinion Resésrch survey
indicates a decline in satisfsction concerning all areas of
communication from levels above the foreman. A recent BNA
surveyl3 confirmed that management appeared more concerned in
1958 than in 1971 with supervisory communications. Not oniy are
foremen dissatisfied with communications concerning company

- policy, they apparently desire more communieatibns relative to

14 hypothesized that a deficiency.

. how they are doing. Bonham
bin this area may effect a:decline in motivation and performance.
Information on company policy and feedbask relative to perform-
- ance is important - the foreman must have the information to.
perform effectively in his job and secondly it is the under-
pinniﬁg of his autﬁofity. Too often the line foreman is placed
in émbarrassing situations with his subordinates when more in-
formation has been available to the steward or his men through
~ the "grapevine.” At that point the foreman's authsfity declines
in the eyes of his subordinates. Georgel5 ststes thats
"A foreman‘'s effectiveness in directing the men
under him depends to a great extent on his status.
His workers are aware of his connections with the

higher-ups. When they feel he carries little
weight with his supervisors. this is discovered

I3_MséNaugthn, J.D., “A Study of Foremen's Cd&mﬁnicafion;“

 Personnel Practice Bulletin, March 1963, Vol.l9, No.l,
pp.10-19. | ,

14 Bonham, T.W., "The Foreman in an Ambiguous Environment,*

Personnel Journal, Nov. 1971, Vol.50, No.ll, pp.85-88,

15 George, Nofman. "Traihing Won't Solve These Supervisor
Progﬁegg,“ Mill and Factory, Sept. 1960, Vol.67, No.3,
pp.85-88. '
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quickly. The foreman's rolé is greatly under-

mined. Workers in any group will not feel secure

and happy when they know their foreman wields

little real authority."

|  Foreman training is'a much discussed topic among managers

responsible for line operations. There are endless schemes and
varieties of programs concocted to get the foreman enlightened
~to carry out his job responsibilities. Howéver, Boyd16 found
that the greatest difficulty}encountered by new foremen was the
lack of understanding of the responsibilities they had assumed;
this tranesition difficulty resulted in 25% of the group to
consider giving up their jobs. Too often, canned programs are
applied in all cases of foreman induction programs. As in most
benefieial educational programs, aldegrée_of tailoring to
particular audiences is neceSsary to achieve success. Many
foremen programs simply do not feel any need adequately and can
be described as giving only empty words to the needs. .Patton17
eétimates that one-half biilion dollars will be put into foremen
training programs this year and most of that money will be wasted
for lack of proper methods and materials. One of our objectives
became the determination of how our survey respondents perceived
their company's training programs - were these programs suc-~

cessful in meetihg their needs?

We feltthat advancement or at least the opportunity for it

16 Boyd, Bradford B., op.éit.
17 Patton, Thomas B., og.cit.
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was an important factor in men assuming a foremén's jobe Con=-
sequently, we nlaced questions on this(subjeot in our survey
questionnaire. Our intention was to determine its effect on
other féctors such as the foreman's perception of management‘s
understanding their problems. Carringtonis.states, *It is
management®s responsibility not only to provide the up-through-
the-ranks foreman with security in what he is now doing, but with
Security for the future through opportunities for promotion.*

As mentioned previously, Kavanagghlg found satisfaction
is related to performance of superiors in personnel matters.
Our survey included questions which would enable us to examine
how the respondents view their subordinates with respect to
adequacy of quality, quantity,‘and lastly, his relationship to
each., We should be able to infer from the results Qhether these
foremen feel closer to their supervisors, crew, or other foremen.
Answers to this will assist in determination of their level of
satisfaction and motivation.

Our experience in manufacturing showed that there is a
wide variability in the workloads given various foremen. We set
out to determine whether there are similar conditions in the
‘plants we surveyed. By experience we were also aware that
conflicts between the foremen and management often arise out of

what the foremen spend their time doing and what management feels

lB'Carrington.,James H., op.cit.

19 Kavanaugh, Michael, J., op.cit.
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they should be doing. Is there a difference in what the re-
spondents thought was important and their supervisors thaught
important? Cpnfliéts in this area result in inefficient and
- costly misuse of the foreman's'time. Kahn?? points out that
workload is a méjor factor in role confliet, especially the
conflict between routine and non-routine work. He followswgp,
stating:
"Most. of the role conflict in industry takes
the form of overload es&pecially in managerial
positions...he may shut off communication from
others in the work situation...reducing the
effectiveness of the organization...”"
It is not our purpose to draw concrete conclusions from the
survey but rather to determine whether there may be workload
conflicts. |
To that degree do foremen have authority to complete their
assignments? Often there are dispafities between upper manage-
ment's assigned tasks and the authority ihat the foreman has to

execute them. Bennett21

concludes, most foremen feel they lack
sufficient authority. Yet, in the workplace we observe foremen
not fully utilizing the full authority delegated them. Why?

At the turn of the century the foreman had absolute monopoly of

power and authority over his subordinates. The modern foreman

hag inherited ggegt;y reduced power and authorltx. he is daily ‘

0 Kahn, Robert L., ”Role COnflict and Amblguity in Organiza-
tions, The PersonnelAAdministrgter, March 1964, Vol.9,
No.2, pp.8°130

21 Bennett, wlllard E., "Why Don't They G1ve Us More Author1ty° "
Supervisory Management, Jan. 1961, Vol.6, No.l, pp.2-8.




23,

receiving further restrictions. Although the foreman no longer
has a monopoly of power, he does have manifestations of authority
by which he can manage his subordinates. Homans?2 states:

"Some of the most important kinds of rewards

and punishments that might affect production

are no longer the foreman®s to bestow...he

can praise, he can take a personal interest...

protect them from abrupt and arbitrary changes

made by higher management. It is no accident

that these things - the democratic or employee

centered form of eupervision - are precisely

the things that the foremen of high-producing

groups are seen as providing."
There were two factors relative to authority we wished to
examine: first, how does the foreman perceive his authority;
second, does he feel free to exercise his authority? Bennett2>
phrases the question properly: “The key question fpr any manager
is not how to get more authority, but how to use fully and
constructively the authority he has.”

Management support of the foreman is an absolute requisite
for him to be sﬁccessful at his job. It is also nedessary for
his subordinates to recognize him as the authority in the work-
place. Through the use of the survey questions and the written
comments of the foremen, we hoped to establish whether there

were supportive management environments in the plants surveyed.

The lack of supportive management will resu1t>1n lpst:ppo¢aétion
2 ' o R P "~ o
2 In Dubin, R., et al., Leadership and Productivity,
Chandler 1965, pp.62-63.
23

Bennett, Willard E., op.cit.




24.

and, if too bad, lost foremen.

Factors discussed in this chapter and those found in
Chapter III by way of the questionnaife analysis form‘a frame-
work by which we can build a picture of the respondenf‘s
satisfaction, motivation and performance levels. Management,
despite its contrary rhetoric, pays only for performance! It
is therqfore_cruciallthat the foreman have all the tools necessary
to perform at expected levels. AS mentioned previously, there
is no good way to have foremen evaluate their performance through
the use of a questionnairé. The universal factor which winds
its way through'most of the literature is that of human‘rela-
tions. There doés appear to be general agreement that this is
a common denominator in all definitions of successful foremen.
Cummins2¥ found, "There is some indication that the first line
industrial supervisor who is able to remain involved in the face
of apathy and who does not attempt to coerce or direct uncooper-
ative workers is more 1ike1y to be'sucéessful." This aspect:
of the job is important, but we feel a foreman must be satisfied
in his job and sufficiently motivated before he will undertake

extension of himself in the area of human relations.

24
Cummins, Robert C., "Leader-Member Relations As A Moderator
of the Effects of Leader Behavior and Attitude,”
Personnel Psychology, Winter 1972, Vol.25, No.4,
PP«655=-660., ' :




25.

CHAPTER I1I

Discussion of Results

Results from the survey will be discussed in four distinct
| sections and where necessary be cross-referenced. These sections

will be:

1) A diséussion‘of the returns in relation to
- quantity sent out versus those returned.

2) A brief discussion of the demographics will be
presented. : ,

3) Manual and computer snalysis of the responses
to the Likert scale questions. .

4) Commentary on the written comments as provided
by 90% of the respondents.

Where necessary we have placed pertinent information in either:
tabular or chart form for the reader's readj‘reference; For all
questions, histograms have been provided and in all cases these
are based on frequency of responses.  We have also provided
cross-tabulations of questions against dther_quéstionS)Amoreover
the reader will also find in the Appendix a‘list(of responses to
specific questions and how those persons responded to other key
questions. |

The survey was intended to be completed independent of the
companies® personnel departments or help they might wish to
provide. As such the companies were asked only to supply a
listing of the names and home addresses of foremen in the select-
ed plants to be surveyed. Of the nine plants surveyed a total

of 730 questionnaires probably reached the foremen intended.
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Our initial response was quite gratifying in that we received
130 returns within the initial two weeks after mailing.
However, as time progressed, the responses were drastically
reduced and our final tally was 197 respénses of which 189
were processed fer this report. This amounts to approximately
25.,9% of the total sémple. Returns from each planf Werelin
the same ratio as the number of questionnaires issued by plant
and were in the range of 25% for each planf. The number of
returns was disappointing to us, but was undoubtedly affected
by the turmoil presently being encountered in the automobile
industry. Many of the prlants surveyed had experienced schedule
reductions, layoffs and large uncertainty as to future opera=-
tions during the period prior to and just after the question-
naires were sent out. We are confident that the returns do
represent an approximation.of the foreman population in the
surveyed plants in demographic factors of age and seniority.
Questionnaire data on these factors were compared to overall
plant data, supplied by the personnel departments, and the
sample falls within the actual population averages.
Demographic data as requested in this survey were nbt for
specific values of age or seniority but rather the respondent
had to place himself within a range of values. This was done
so that the resultant data groups would have samples large
enough to be meaningful in statistical analyses (see Table I -

Questionnaire).
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The largest age group within our sample was comprised of
individuals 31-40 years old - 38.6% fell in this age group
(refer to Table I). The next largest group was found to be in
the 20-30 year olds with 27% of the population sampled. In-
formation supplied by the surveyed plants indicated that this
age grouping was in line with their figures; i.e., the actual
populations were heaviest4in the 31-40 group and the second
highest group were those in the 20-30 class. There were few
respondents in the 51-60 year old group, which may have been
the result of newly effected retirement policies; there were
11.1% in this age group.

Seniority the foreman has with the company is important
when considering the degree of loyalty or general feelings he
has concerning management policies. Of the 189 respondents in
our sample, 105 had ten or less years with the company, or
slightly more thén 55% of the sampled population. About 30% of
the respondents had been 11 and 20‘yéars with the company.

The croSs-tabulatiqn of age with seniority showed that nearly
100% of those in the 20~30 age group had ten or less years with
the company. Personnel departments should examine fhe turnover
rate among foremen and its effect in light of the retirement of
experienced foremen.

The age at which a person becomes a foreman and the number
of years he.has been a foreman were examined. To our surprise,

82% had been foremen for ten or less years and 51.9% had been
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foremen for five or less years; These results were somewhat of
a shock to us in light of the increasing need for qualified
supervisors. While the majority with five or less years fell
in the 20-30 age group (42.9%), substantial numbers appeared in
each of the age groups. Almost 28% of those in the 41-50 age
group have five or less years seniority as a foreman. Chi-
- Squared tests of contingency tables between age, job years and/or
seniority show a degree of relationship with a significance
1ével of better than .0l1%. Computer printouts of cross- .
tabulations of these variables can be found in the Appendix.

Educational level attained by the respondents provided
some noteworthy facts.' One of the interesting things learned
was that 10.6% of all the respondents had less than a high school
education. There was a larger percentage of non-high school
graduates as the age of the respondent increasess i.e., the
highest percentage of non-high school graduates fell into the
31-40 group. Nearly 6% of the 20-30 group lacked a high school
education. However, we found that 30% of the respondents re-
ported an educational level between that of high school and a
college degree. Exactly four persons reported having a college
level educatioﬁ, which represented 2.1% of the sample popula-
tion. It would not be out of order to examine the educational
requirements being exercised by the plants when interviewing
foreman éandidates today.

Of the demogfaphic data which were unanticipated, perhaps

the number of employees the respondents reported having to
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supervise is noteworthy. No less than 43.9% repdrt that they
supérvise 21 to 30 employees. This is a very large number,
particularly where the process is continuous and the people

are spread out in a large area. . Thirty-eight of the persons
indicated they were supervising over 30 but less than 40 persons,
which represents over 20% of those responding fo the question-
naire. We found that 47 of the respondents indicatedvthey were
superviéing between 11 and 20 employees.

Two questions were asked regarding the presence’bf the union
in the areas supervised by the respondents. In all cases the
employeesWthéy_supervised were members of an international union.
The respondents themselves indicated that in their own careers’
87.8%.had been members of a union at some time, and 12.2% had
never belonged to a union.

The primary set of questions have been divided into groups
of three or four in which the questions all seem related to one
topic of discussion (see Table III). The initial topic of
interest was how the foreﬁén saw his present prestige (see
Table Vv ). This question was answered by the respondents from
various points of}view; For example, question 1 asks it from
the foreman's perception of the viewpoint of the hourly work
force in the respondent’s plant. In this case, 141 of the
respondents, or 75%, agreed the hourly work force feel that
the first line supervisor'is an importanf part of the plant
operation. The respondents by age groups were fairly much in

agreement on this question. However, it is worth noting that
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the lowest percentage came from those respondents in the
20-30 age group! Theré did not seem to be any deviation from
agreement on this question when reviewed in relation to company
seniority or years on the job as a foreman. |

As to whether the hourly work force sees the job of foreman
decreasing in importance (question 5), 46% agreed the statement
was true. However, 37.6% of the respondents rejected the notion
dutright. The cross-tabulatio% of this quéstion against age
would indicate that the older %oremen (those in the 41-50 and
51-60 groups) were more positi?e on this issue. Of the age
group 51-60 some 61.9% agreed %hat this was a true statement.
The respondents in the 20-30'gfoup felt it was true in 49% of
the responses. However, Chi-Squared and hypothe51s tests did
not indicate that age groups, Job years or company years are
in any way related to the posirlve or negative responses.

The third question in thi% series asked whether the foreman
saw hig plant management feeliﬁg that his job was as important
as he saw it. The overall res#onse to this question was 64% in
agreement. Slightly over 25% Qefinitely disagree. Although we
were unable to find any agreem%nt betweeh age, job yeafs or
company years in relation to tﬁis question, some differences did
exist by age groups. The stroﬁgest positive response came from
persons in the 51-60 group. The strongesf negativé response
came from those in the 20-30 group, where 33.3% felt their plant
management did not regard the éoreman 's job as important as

they thought it was.
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The response to question 9, similar to that in 10, showed
considerable more positiveness; i.e., 74.6% of the respondents
agreed that the company needs them as an important link in the
organization. In the last question of this series, 71% of the
respondents agreed that the job of féreman has decreased in
prestige over the past ten years. While there was positive
response from all the age groups, the strongest agreement came
from those in the age groups 41-50, at 76.7%. and 51-60 at
90.5%« There did not appear to be any signifieaht difference
on this question by bfeakdowns along company seniority or job
years.

Our gsecond group of questions dealt with fhe way the foreman
perceives his problems being recognized and/or worked on in his
plant (see Table IV ) Question 3 was the first in this series
and asked the respondent whether his problems were both recog-
nized and being worked on by his management. In only 48.1% of
the cases did we find the respondents agreeing with thig state-
ment, while 32.8% disagreed with it. The strongest disagreement
came from those in the 20-30 age group, where over U41% disagreed
v disagreéd that their management ha d recognized or was working
on their problems. Within the age group 31-40 the percentage
was slightly lower, but still 31.5% were in disagreement. The
second question (15) in this series involved the respondents®
supervisor; i.e., did their supervisor have a real understanding
of their problem? To this question those in the 20-30 group

answered 61% in the affirmative. The other age groups® responses
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did not differ too much from those they gave in question 3.
Their supervisors recelved a better vote on this matter than d1d
the group "plant management. We found a strong relatlonship

between a foreman's perception of general mangement's help and

" his positive feelings toward his supervisor's level of under-

standing and help;{conversely, negative feelings about his
immediate supervisor did not negatively influence the réspond-
ent's feelings about management. The question concerning their
supervigors was followed up with question 19 - help from your
immediate supefvisor definitely assists you in your work. As

we found in question 15, the response from the 20~30 grou§ was
more positive (55%) in their agreement than they were in question
3. It is worth noting that 31.7% of the resPOﬁdents disagreed
with the notion that help from their supervisdrs assists them in
their work. It was evident that as the educational level of the
respondents went up, so did the disagreement with the notion that
their supervisors' help aided in their work. Respect for help
from supervisors was less among the younger, more educated
members of the sampled population. We inserted the question
concerning training in an attempt to determine whether the
foremen's perception of the company's program was satisfactorily
recognizing their needs and meeting them adequately. While
overall response to this question was 53.4% in agreement, there
were again variances by age groups. In the 20-30 group, 49%
disagreed that their planf's or company's training program has

had a significant effect on the way their perform their job.
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There were 41.2% who agreed that the programs did affect their
job. We noted that there was a marked increase in‘the percent
agreement on the question as the age of the respondent increased.
There was a slight increase in disagreement on this issue as the
respondents' éducational.level increased, but this was not found
significant using Chi=Square or hypothesis tests.

One of the most important areas we covered in our investi-
gation was that of the two-way communication between the foreman
and his plant managément. Although more than three questions
appear in the qﬁestionnaire on this subject, we feel that
questions 6, 7 and 12 best exemplify what we were looking to
investigate. In question 6 we asked whether the respondent is
generally able to defend management's position when he is talking
with hourly employees. The response to this was an overwhelming
agreement; in fact, 87.8% agreed they could. The favorable
response was across the board, in that it was not limited to one
age group, seniority group or job years group. Following this,
we asked theuforemﬁn whether their management consulted them
prior to making decisions affecting their areas (see question 7).
This question brought a completely different response. We
found that 33.3% agreed management consulted them prior to
making decisions affecting their area. Cbnversely. there were
57+7% who disagreed on this matter. The disagreement among the
51-60 group was 61.9% and in the 31-40 group it was 65.8%« The
lowest percentage disagreement on this matter was found among

those who had less than a twelfth grade education. Statistiecal
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tests did not confirm a relevant degree of significance on this
question for age, seniority, schooling, etc. But it is clear
;that‘neﬁrly;three-fifths of the respondents felt they had little
..voice in the management decision process. .We designed question
12 to indicate the degreé of management communication to the
first level supervisor. We were interested in determining
whether the foreman perceived his management either consulting
with him or instructing him on operating decisions prior to
iﬁplementation so that to some extent his position as authority
in operating quéstions is not compromised. While 50.8% agreed
with the statement, a surprising 36.5% disagreed with the state-
ment. The greatest percentage of agreement was found among the
1 20-30 group (58.8%) . In the 51-60 group, 47.6% were in agree-
ment, but 42.6% were in disagreement. Purther analysis of this
geries of gquestions led us to é number of interrelationships.
- At one point it was thought that there may be one grouﬁ of people
who consistently answer questions in either a positive or nega-
tive manner, depending on some fixed attitude or other reason.
To determine whether this was a factqp. we revised the computer
program so that we could examine the people who gave specific
answers to key questions and then compared their answers to other
questions deemed to be in the category or simply important to
this study.

This analysis led to resuits,which were considered important
enough to warrant discussion. Immediately obvious was that

agreement on a question within the key groups led to an agreement
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on question 6 (80%) of the time or better. In no way did dis-
agreement on the key questions cause a significant number of
people to sa& they could not defend management®'s position to
hourly workers. We also found fhat if the foreman felt the
organization regarded him as an important link in the organiza-
tion (question 9) he was more apt to answer the key questions
in a positive manner. | |

Perhaps one of the things thought to be self-evident but
which showed itself clearly in this analysis, was the security
question's impact on other key questions. Quesfion 18 asked
whether the respondent felt securé as a foreman. If answered
positively thié led to agreement in over 80% of cases on
questions 6, 9, 14 and 16. Of those indicating they feel secure
as foremen, 91% are able to defend management. Yet, only 66%
felt that management recognized and worked on their problems.
Again, ﬁe found that the immediate,superfisors received better
mafks on problem recognition and help (?4%’. Our results show
that positive feelings on security lead to positive feelings on
other important issues; negative feelings on security do not
bias feelings negatively on_other issues.

By the same token, if the respondent felt he was not secure
he answered questions 7, 12 and 20 negatively in 50% of the
cases. We have concluded that answers to questions 7 and 12,
related to the communications between foremen and their manage-

ment, have not been biased by one particular group with either

positive or negative feelings. The large negative response to
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question 7 repfesents a cross-section of people who could be
classified as satisfied on many other gquestions and some who
could be classified as dissatisfied. The converse of the
- situation is also worth mentioning at this time. That is the
fact that of those who answered question 7 positively 50% or
more of the time, also answered other key questions'positively.
The suggestion here is that the perception of input by the
foreman may have a bearing on how he feels toward his job,
security, and related factors. We did find some evidence that
the lack of input may be localized to certain plants or locals.,

The least negative response on this series of questions
came from the rural'Ihdiana plants. We concluded this was
- significant based on the hypotheSis tests: these tests showed
significance at the 5% level. However, thé reader should keep
in mind that the sample being discussed represents 26% of the
plants surveyed and perhaps less than 1% of the production
foremen within the entire industry.

What‘might the foreman's expectations be? To find out
We constructed a question series built around security and
advancement. The questions placed in this group were 14, 16
and 18. The expectation of promotion is often a strong
motivator, so we wanted to know what the respondents had in the
way of promotion expectations. Moré than 67% felt that they
perform well because of the promotional possibilities. This

feeling was considerably stronger among the younger men; over

80% of the 20-30 group agreed, whereas only 43% of the 51-60
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agreed. We found that 80% of those agreeing on QueStion 7 -
consideration of their opinions - also answered that they
perform well due to the expeqtation of promotion. It also

held true that nearly 80% of those feeling that management

knew and was working on theirrproblems agreed on the relation
of performance and promotiqn possibilities. Question 16
concerns whether fhe respondents see men in their pqsitioﬁs
expecting to be promoted. In this case 66.5% of the respond-
ents agreed. However, the strongest feeling (81%) was held by
the 51-60 group. The 21-30 group agreed in 60% of the cases.
There was some degreé of significance to this question because
a positive answer led}to positive answers on many other ques-
tions; Over 90% in agreement on this‘ﬁuestionasaid they could
defend management's position to hourly workers. Over 80% felt
the company needs them as an important link in the organization.
In general, agreement on this question led to higher percentage
agreement on other questions. Hypothesis testing of the age
variation showed that there was a relationship of age to. the way
the respondent answered the question. The last question in this
group was 18 and involved the degree to which the respondent
felt secure in the job of foreman. A total of 51.9% of the
respondents agreed that they felt secure. Slightly over 30%
replied tﬁat they disagreed about the sense of security in the
foreman's job. It is interesting as well as statistically
significant that the older men felt more secure in the job.

As was mentioned before, this question would appear to be one
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which can be used to gauge a genefal attitude of the respond-
ents. This we feel confident is due to the fact that if the
respondent answered positively he did so on other key questions
80 to 90% of the time. Those feeling secure also indicated

80% of the time that the promotional expectation was high.

They were also the strongest defenders of management position
in discussions with hourly personnel. Of those indicating a
less than secure feeling in their job, only 10% said they
couldn't defend management in discussibns with hourly personnel.
It might prove beneficial to explore the reasons why a man
feeling insecure in his job is still willing to defend the
system that appears to be a threat to his jobe Slightly more
than 56% of those not feeling secure also indicated that the
training provided them is of no real help in their job. To

an extent, the feelings of gsecurity were found to be localized.
However, in the plants where the expected feéling of security
would be low were not far off the mean value for the entire
sample. Overall, the results indicate that feelings about
security did influence answers to other questions.

The area most likely to be a source of complaint by
foremen is that of discipline. It might be expected that ques-
tions reiated to perceptions of authority in matters of dis-
cipline would help to establish perceptions of their authority.
in general. Question 8 asks the respondent directly whether

he enjoys the amount of authority his job provides. We found
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that slightly more than 524 agreed they enjoy the authority
provided by the job. Nearly 27% said they were indifferent to
it and 21% indi¢ated they were not happy withvit. On this
‘question, 60% of the younger men (20-30) were stronger in
their agreement than were the older men, 51-60 years (42.9%).
There is evidence that this is significant based on hypothesis
testing of the population means. Further investigation showed
that this question was one of those in which a positive answer
seemed to have a bearing on the answers to other questlons.
For instance, of those agreeing on the authority question
somewhat over 76% agreed that the hourly personnel see the
foreman as an important function. Of those agreeing on this
question, 93 also agreed that they are able to defend manage-
ment's position. However, less than half of those answering
positively to this question also answered positively to that
of management decisions not being made without considering
their opinion - again leading us to cdnclude that question 7
has been answered to a large extent independently. Slightly
more than 43% saw tﬁe role of the foreman decreasing in the
eyes of the hourly work forcé...This group tended to answer
the questions very close tovthe norm in most cases.

As to whether the respondents are free to undertake dis-
ciplinary action, question 17 was intended to address this
problem. Discipline was felt to be a kind of measure of the

authority the respondents have, since it represents one of the

few remaining areas of sanction left to the foreman. Slightly
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~over 72% indicated that they had the freedom %0 initiate dis-
cipline whereas less than 20% indicated they were not free to
do so. ,The fesppnse was uniform by all age groups, seniority
and/or com;any‘years. ‘We also asked the respondeﬁfs whether
they were apt to be supported in their use of discipline
(question 21). More than 68% said they were likely'to be
supported by management in their use of discipline.

The importance of fringe benefits to the foreman was
inquired about. Nearly 88% said that fringe benefits are im-
portant to them. . This area of cempensation should not be
overlooked, This gupport was found among all age groups. By
the same‘token. in question 22 we asked how they felt about pay
being the most important factor in taking the job and continuing
on it. Approximately 644 felt it was the most important factor .
and only 26% said.it.was not. A related question to this area
of compensatién was that of the review given him by his super-
visor. We asked the respondents to tell us whether they were
being reviewed fairly. To this, slightly more than 57% indi-
cated they were being fairly reviewed by their supervisor.

Only 27% disagreed.

A subject of interest to us was how the foreman's job
‘duties were distributed. We wished to find out what he was
actually doing, what his supervisor thought he should be doing,
and finélly what he considered important as job duties. Table
VIII gives the respohses to each of the categories. Not unex-

pectedly we found that technical problem solving was chosen as
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the'duty actually requiring most of their time. Coordination
(20.6%) and paperwork (14.6%#) were second and third, respect-
ively, in the order of duties taking up most of their time.
What really surprised us was that safety occupied just h%'of
their time.: Remémber. this is in response to what actually
they spend their time on | |

In response to our query on what their supervisors feel
foremen should be spénding’theif time on, we found that their
Supervisbrs thought safety was the most important duty they had
in 29.6% of the cases. Problem solving, coordination and other
duties followed in that order of importance. There is an ap-
parent discrépancy between what the respondents see themselves
doing and what their supervisors want them to do.

The third part of this question concerned what the respond-
ents felt was important. More than k0% felt that matters
- dealing with safety were the most impertant (safety messageé
are belie§ed?) Problem gsolving was seen as the second most
important function they had to perform (22.9% consider themselves
trouble-shooters or managers?) Coordination followed clbsely
in third place,with 22.9% indicating it was the most importaht.
As to why there is a large division between these answers, we
have atfempted to answer in our conclusions. |

To some degree we were interested in determining whether
the respondent felt he was a member of management (question 31).
Whether the question provides a true measure of their affilia-

tion with management can probably be questioned. Nevertheless,
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we found that 49.2% of those responding to the question were
closest to their crew, 40.7% said they were clbsest~to other
foremen, and a low 10.1% indicated they were closest to their
supervigsors. Most second place votes were for the crew and
other foremén..

Early in the discussion stage of constructing the question- |
naire we decided to include an aréa for the foreman to write
comments on topics concerning improvements and dislikes about
his job. As matters turned out, this section proved to be
quite valuable in the analysis for this study. Corfoborafion
of the results found in the questionnaire proper have been
obtained from this section. 7 _

Only ten of the 730 respondents failed to take advantage
of this opportunity to express themselves. Although we asked
whether the foremen saw management recognizing and working on
their problems, and received affirmative answers in 48% of the
cases, there appeared to be widespread criticism of the main-
tenance function. About 14 of the respondents felt that
maintenance of their equipment was less than was needed to allow

them to perform properly. Some of the comments were vitriolic
in content, implying that management knew of the problem but
was doing nothing about it. The fewest complaints on this issue
were received from a car assembly plant. This is not surprising
because management fully understands the need for immediate
maintenance reaction to dowh_equipment on the assembly line.

While management communications appear as one of the more
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frequent complalnts. we found that most of it was localized
to one or two plants. However, it should be noted that every
location had several written complaints in this area. Recog-
nition and understanding by management were among the more
frequent complaints. Recognition of jobs well done versus
only being told about jobs that do not go well received a lot
of comment at all locations. Along the same lines, many ex-
pressed a desire for management to try understanding that the
problems on the floor are net as easily solved as they are in
the conference rooms.

Perhaps the single item which appeared most in all loca-
tions was that of authority. Men from every location complained
of their inability to do the things that needed to be done.
This complaint does not seem out of place if we compare it to
the results we observed in question 30 where the foremen placed
importance on duties somewhat differently than their super-
visors and alse in relation to what they were actually doing.
Many of the complaints along the line of authority dealt with
their freedom in dealing with employees. This does not seem to
fit the results we observed earlier in questions 17 and 21l.

In those questions we noted that the respondents felt they were
free to initiate discipline and that management was likely to
support them in it. Although questions 17 and 21 deal pri-
marily with discipline, we rather expected to find that term
covering the subject in general, but apparently it doesn't.

There seemed to be considerably more emphasis on the quality
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of employees in the assembiy plant than in the other locations.
Yet the matter of authority was least criticized in this plant.

General comments were found at all the locations dealing
with the question about their security. In some cases it was
unelear as to whether this implied security from physical harm
or job security. Many of the respondents complained that
people were not treated as people but rather as units of
production.

A large number of comments were made about the quality of
new employees and their inability and/or desire to work. Some
of the respondents expressed a desire to éssist in the hiring
process so that qualified employees might be hired. Many of
the comments expressed the need for better communications from
management to the employees (apparently these reSpondenfs
didn't consider themselves as filling this role;) A few of the
respondents indicated that a training program for the employees
would be beneficial.

An attempt to reconcile the comments with the questionnaire
results has been made in the final chapter and, therefore,

further comment on this will be deferred.
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CHAPTER III

Conclugiong

Introduction:

One of the most discussed problems in industry deals with
the role of the foreman, his attitudes and relationships within
the organizational structure. There have been numerous articles
and books written to evaluate his status in the organization,
the amount of prestige in the job, the authority he has, his
loyalty, and how other characteristics such as pay, fringe
benefits, the sense of security, and the importance of recog-
nition affect the role or position of the foreman within the
organization. It might seem that with all the research and
analysis given to the foreman's role, companies would have made
more significant changes to strengthen and reinforce it. But
the problems of foreman communication with upper management,
authority within the job, and recognition from upper management
gtill continue to be the prime source of dissatisfaction among
foremen. Many companies have initiated and are pursuing exten-
sive foreman training programs, and other seminar or meeting
type get-togethers in an effort to open the channels of com-
munication in both directions. This in itself will not solve
the problem unless in the reality of the shop floor situation,
the foreman can see his suggestions, his requests being put into
effect, and his problems being worked on by top management.

A top management commitment to an effort to improve the

position of foreman is not easy. Many interrelationships among
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departments are present, and careful review must be given to
the methods applied so that more harm instead of good doesn't
take place within the organization.

The position of foreman is characterized by a set of
complex human relétionships. A man in this position is
interacting with people from e&ery part of the organization.
Whenever something goes wrong.,invariably it is the person at
this focal point position who takes the blunt of the criticism
and at the same time is expected to get things turned around.
Upper management under these circumstances expects immediate
résulis and improvements, but when the problem ofiginates with
the foreman, the response time and action is both slow and many
times ignored. We believe it is this communication gap and
fault attitude created on thevpart of upper management that
leads to a considerable amount of discontent and has effects”on
the role of the foreman toward upper managemgﬁt apd_has_an impact
on:those'he super?ises. When'a'foreﬁan feels he is beiﬁg ignored
and his suggestions are not given coﬁsideratién and his problems
are not being worked on, it is inevitable that he sees his po-
sition as less important; with less authority and less influence

within the organization. If he is not kept informed and able

to transmit information accurately and clearly to his crew, his
authority and status become even more critical. Now it is his
crew who perceives him as being less important, having less
authority, less influence. This can be very damaging to the
success of the management team directing the operation. Many of
our guestions have been directed to these points, which we feel

are important to the role of the foreman.
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Conclusions:

We believe the questions relating to job perception,
communications, expéctations and authority to be the focal point
for our discussion and conclusions. As mentiqned in Chapter 11,
we have grouped questions that relate te the above character-
isticss The conclusions will be based partly on our past job
experience as a foreman, the data as‘represented in the Appendix,
and the literature we read pertaining to the grouped questions.
Although our sample of returned questionnaires was small (25%),
we are reasonably confident that the results are not biased as to
age, seniority or job years. This was verified by getting the
average age, seniority and job years of the total population
from each plant involved in the total sample. Also, when we use
the term foreman, it will apply only to production foremen -
those supervising the direct labor portion of the hourly work
force. -

When reviewing our initial computer results, the question
arose as to whether or not we had a group or sample of foremen
who tended to disagree in general with a numbef of questions
regardless of the contents of the question. If this were 50,
then we had a group of truly dissatisfied people, and this would
lead us to some different conclusions. In order to determine if
this bias was present in the results, we took all those who
'disagreed with a question and found out how many of that sample
also disagreed with other key questions. The results of this

cross~-reference is shown in the Appendix. We came to two
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unique conclusions:

1) There was no group of foremen that continually
disagreed with the majority of questions. The
disagreers on certain questions did not always
disagree on other questions.

2) When doing the same test for those who agreed,
there was a strong tendency for agreers on a
particular question to also agree on other key
questions., For example, of those who agreed on
question 18 relating to job security, there was
significant agreement toward nearly all the other
key questions (1, 9, 10, 12, 14, 15, 16, 18, 19,
20¥.- On all these questions, 60% and higher were
agreers from question 18.

Positivenessyiéwﬁias:

This conclusion is meaningfui in fhat no negative bias
is‘évidentz ‘there is a group of foremen who responded posi-
tively to most questions. This is sigﬁificant because the
questions wefén't_phrased to get a biased or forced answer from
the respondent. We are reasonably sure the foreman's true at-
titude was expressed in the replies to the questions. |

It is not uncommon to think of young foremen and old feremen,
those with few yearé'.experience and those with many years®
experience. One's first assumption would be that foremen
differ in attitude toward their jobs acéording to age énd experi-
ence, since usuélly longevity on the jobvbreeds faﬁiliarity and
this in turn creates more confidence and positi#eness on the
part of the older foreman. On every question asked with the
exception of 18 and 20, there was no,significant difference aé
to age, job years, and company years among the respondents®

replies. This is both interesting and meaningful in that the
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characteristics of the fofemanfs role or position that we
examined are néarly independent of the age level, time on the
job, and company seniority. This has significance when training
| programs are initiated and directed to those factors such as
comﬁﬁnication with management, authority of the job, recognitibn
and‘expeetations from the job, uniform information and instruc-
tion can be given to foremen as a group without concern that

the training initiated is not applicable to some ages and ex=-
perience of foremen. It is evident that the characteristics of
good communication with management, prestige, recognition and
aufhority necessary to the fereman's role are primary traits to
his position and not distinguishable by age or any other demo-~
graphic variable.

A comparative analysis on disagreement énd agreement to
questions by company was performed. There was no significant
bias by eithér company to swihg the results. The percentage
agreement and diségreement té questions was Very close, and further
supported our conclusion.about the commonality of the attitudes |
and role of the foreman in the industry. A further breakdown by
plants within a company was pérformed ahd_replies analyzed.

This analysis yielded that there was a difference of replies for
one plant from each group within each company. This difference
could not be‘related to urban or rufal location. These plants
tended to be more negative on replies to key questions pertaining
to manaéement communication, recognition and promotability.

Although not a startling result, this information can be useful
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Wheﬁ comparing the effectiveness of a plant management against
others wifhin a division. We had expected this occurrence, and
We now conclude it is one of those situations where no two plant
managements implement and perform their managerial functions in
exactly the same manner. Each plant has its particular atmos-
phere or styie of management even though the organizational
structure is the same. Plant autonomy is very necessary for
successful operatlons. but it is important that the human
resources, in our case, the foreman, be given periodic review
to assure that his position with management and subordinates is
hot slowly being eroded through lack of communication with upper
management at the local level. If norms of éommunication had
been established and applied, the role of the foreman would not
have beén reduced to its present condition. So, in our case where
one or two plants are out of line with the norm or average, it is
1mportant for upper management to further 1nvestigate and hope-
fully reduce or ellminate the condltlon causing the problem.
Despite the general conclusion that age was not a significant
factor, there were two questions where age difference was thought
to be significant - nos. 18 and 20. Question 18 related to
security and no. 20 to training. There was more agreement from
the older respondents that training providedvby the company
helped them in performing theif jéb. This is an indication that
the current training does not adequately meet the needs of the
new and younger foreman, since only 41% of the 20-30 age group

agree with this question. With the changing technology and the
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and the complexity of dealing with a changing work force that

}is highly unionized, it is suspected that foreman training has
not kept up with the changing times. To a certain degree,
foreman training must be an ongoing program. Indoctrination
prior to starting as a foreman is not adequate alone. There must
be follow-up and involvement to keep the foreman abreast of
management-union agreements and commitments, as well as to short
and long-term management objectives. |

We feel this question of adequate training is important
since the 20-30 year'olds were 27% of our sample, and nearly
half of them believe that training efforts should be reviewed,
giving consideration to suggestibns by the foremen on what aspects
of the program need strengthening. Of the total sample, 34% of
the respondents disagreed that training was adequate. |

It has been our experience that the foreman ﬁants training
and looks at it as a method of communication from top management.
It shows dpper;management's concern for some of the needs of the
foreman on his job. So in this respect it's just one more means
that the communication betwegn the foreman and the other manage-
ment members can be improved.

One other aspect possibly accounting for the age difference
is that a younger foreman, new on the job..is just trying to
survive so that the usually brief training period is of little
consequence, Once established and over the initial difficulties
of the job, any training provided then becomes more useful and

is viewed as more applicable to the job. From our experience,
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the initial training provided new foremen is useful in getting
them acqnainfed with the various functions of the organization,
but little emphasis is placed on addressing the problems dealing
with the human interaction the foreman will face with his crew,
his peers, and his superiors and upper management. Also, the
feedback obtaihed from a foreman through training'sessions can
be extremely useful to gpper management to see how goals and
objectives are being viewed by the hourly work force. In this
manner, traiﬂing cén serve as a two-way cémmunication as well as
a means to improve the capabilities of the foreman and his role
on the job.

~ In reply to question 18 - being a foreman gives you a sense
of security - the 20-30 and 31-40 age groups had the largest
- percent disagreement, 35%. Referring back to Chapter II, our
analysis indicates these groups to also have iess time on the job.
It is reésonable to conclude that with less years on the job and
at a younger age, the sense of security is not as strong as with
the older, more experienced foreman. When a man takes a fore-
man's job usually there is some allowance for his starting
inefficiency in the eyes of his immediate supervisor, but it is
not long before the pressures come to bear relating to efficiency
and performance. Although the man may have viewed it from the
hourly ranks prior to his being selected as a foreman, the new
foreman faces daily pressures and criticisms which make him feel
uncomfortable and uncertain on the job, so that his sense of

security is weakened. Also, the relation of the foreman with his
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supervisor is important to his sense of security, probably the
most influential. How his supervisor assists him and works to
help him solve his daily problems, plays an important part
toward his feeling secure in the job. The supervisor's initial
performance rating of him also affects the foreman's sense of
security. Once he has established himself as a good performer
and has gotten over the initial difficulties the job presents,
his sense of security is reihforced and strengthened.

Des?ite these age group differences, there were still 47%
in the 20-30 age group and 44% in the 31-40 age group who agreed
that being a foreman gives them a sense of security. This led us
to an examination of how the agreers te the security question 18
r38ponded'to the other key questions. We concluded that when a
respondent answered positively to the security question, he was
highly inclined to be in agreement with other key questions between
70 and 85% of the time. A foreman being secure in his job is
linked to management's perception of that job, his perception of
the job, and the relation to his immediate supervisor. It appears
that a foreman who has a feeling of security is mofe positive in
,his attitude toward his job and generally satisfied with his
management organization and his position within it. It is sus-
pected from our experience that the disagreers to this question
are predominantly new on the job and undoubtedly have communica-
tion difficulties with their supervisor and other members of
management; also, if a man has not been performing well in his

position and his supervisor has made it known to him, he would
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obviously have answered in disagreement to this question. Per-
formance appraisal is important to feeling secure on the job.

The foreman must know where he stands, how he is doing, and what
areas he must improve upon. It has been our experience that the
position of foreman in our industry does give one a sense of |
security and good livelihood, -and the insecurity we have discussed
here is inherent at the beginning of any new situation and will
always be present to a certain degree. Although this exists,
manégement has.much to gain if it can change the conditions
mentioned above which contribute to the insecurity of the younger
and less experienced foremen, or new management members.

How the foreman perceives his job within the organization and
how he feels others see his job is very important to his position
of authority. If he perceives his job as less influential and not
having impdrtanee to the extent that many decisions are being
made without his input, he undoubtedly will lack motivation and
desire to get the job_done. and feel he lacks authority. One
grbup of questioné -1, 5 9, 10, and 27 - addressed this question
of the foreman's perception of his job. If he thinks his job is
important and has recognition in the'organization, he probably
will act accordingly and establish himself in a position of
authority with his crew. In addition, if his crew feels his
position is important then the foreman has established himself
as an important link in the organization, simply because he must
be meeting the various needs of his crew members. If members of

his crew are able to get assistance or help, or even answers to
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their questions from other than their foreman, then to the
foreman's crew his positidn is one of somewhat less authority
and decreasing in importance.

The first question of this group was a perception of his
job from the:hourly work force view. The agreement was 75% that
the foreman has an important function in thé operation of the
plant. When asked if the work force sees the role of the fore-
man decreasing, there was a more even distribution on replies -
47% agreement and 38% disagreement. It is interesting that the
work force's pérception of the job is one of an important
function decreasing in importance. This indicates that the role
of the foreman hés changed. In many respects, the foreman is
the key communication link to his crew but there ére other places
in the organization where the worker can now seek assistance and
help beyond the foreman. The role has shifted from one where the
foreman was the man who did it all, to one where other support
functions are now needed within the organization to assist and
offer guidance pertaining to employees. There are many ofher
inputs besides the foreman®'s in dealing with the current work
force, but the foreman is still the person in the organization
with whom the work force has fhe most contact. If the foreman
can provide the assistance a worker needs, or even at best direct
the employeé to someone who can, then the importance of his
function is still evident; but if he can provide little help to
members of his crew, the foreman's role obviously has decreased

in importance. It was our expectation to get a somewhat even
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distribution to question 5, since the importance of the foreman
to his crew depends so much on how well he communicates with
his crew and how effective he has been in helping and assisting
when needed. Since nearly all the fofemen were selected from

the hourly work force, many of them most recently (the last ten

‘years); their view as to how the hourly work force perceives the

role of the foreman is accurate.

‘ Question 9 asked the foreman his perception of the Job and “
surprisingly a strong positive reply was given. Nearly ?5%
believe he is performing an important function within the or-
ganization. This attitude is certainly critical to the foreman's
job pefformence. Communication and support from upper management

buttresses the feellng of the foreman's perceptlon of his Job e

: importance.

The support of upper management was brought out by questlon

io. Here 64% of the respondents were in agreement that management

feels his job is important. There was a sllghtly higher negat;ve

;feSponse from the 20-30 age group (33%), but taking into consider-

atien,that this group of foremen is new to the job, so probably
more supervisory intervention was required in assisting them tov
earry out their functions with the work force. With this intefé
vention, it is likely some respondents were somewhat more
negative to management's view on the importance of their job.

In some respects, more guidance and assistance is imparted to the

new, less experienced foreman and occasionally the course of action
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to pursue becomes a conflict between the foreman and his super-
visor on, for example, labor relations. If not overcome by the
new foreman this conflict can lead to some dissatisfaction andv

the feeling of not being an important link within the organization.
With this fact in mind, it is not unreasonable that the 20-30 age
group was slightly more negative in their responses.

wé conclude that the foremen, even though differing in their
replies that the role is decreasing in importance. have a strong
positive attitude toward the importance of their role within the
organization. This positiveness towards fulfilling an important
function took three points of view: how the work force perceives
his job, how he perceives it, and how upper management perceives
ite Ail three points of view yielded a strong positive attitude,
75474.6 and 64% respectively. Although they believe that their
position has decreased in prestige, 71% of the foremen still feel
they are performing an important function, are an important link
in the organization, and are supported in this view by plant
management. '

Questions 3, 15, 19 and 20 were grouped to determine whether
or not the foreman perceives his problems are recognized and
worked on by his supervisor and upperAmanagement; Only 48% agreed
that plant management recognized and was working on problems
confronted by the foreman. But nearly 33% disagreed and the 20~
30 age group was slightly higher at 41%. In the total group
there was 58.2% agreement that the supervisor has an understand-

ing of the foreman's problems and 58.2% agreement that the help
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received from his supervisor assists him in his work.

The immediate supervisor got more récognition from the
foreman than did upper management on problem recognition, but
the immediate supervisor was not thought of as being,highly
effective in assisting the foreman. This result almost leads
one to the conclusipn that both the supervisor and upper manage-
ment don't care to get involved in the foreman's daily problems.
The response to this question indicates a breakdown in communica-
tions between the foreman, supervisor and above. If the foreman
has done all in his power to handle his problems and then gets no
recognition or adequate assistance in further help from the hier-
archy, foreman dissatisfaction and lack of enthusiasm will grow.
Also, if his crew sees the requests for help and assistance
being disregarded or shunned, the role of the foreman becomes
less influential and some prestige is lost.s It is important thaf_
upper,management be responsive to the foreman and take an "open
door" policy for the recognitidn of the problems he encounters,
This is not to say that each and every problem must get the
attention of upper management and that action is warranted on all
situations, but the system of communication must be present so
that legitimate and genuine problems not solely solvable by the
foreman receive management assistance and resolution.

This series of questions exemplifies the communication gap
that exists between the foreman and his management, and it is
possible that a similar gap exists between the foreman and his

crew when the need exists for assistance and directien. When we
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analyzed how the agreers to one question of this groﬁp -
problems you are confronted with are recognized and being worked
on by plant management - élso responded to other keyvqueétions.
we concluded that they tendéd to be more positive toward most

of the others. The analysis indicates that when the foreman
perceives management as having an undefstanding and recognition
of ﬁis problems, and is atteﬁpting to assist him in some manner,
the foreman's attitude toward his role is more positive and
generally he is more safisfiéd with his position in the organiz-
ation. This recognition by upper management.is reassuring to
4the foreman that he is part of management and what he confronts
in his job is important to other members of management, as shown
by their participation to aésist and resolve some of the
problems encountered.

Three questions were designed‘to look at two-way communica-
tion between the foreman and plant management. As mentioned
previously, we belie?e the communication ﬁrocess between foreman
and plant management is the essential ingredient to a suc5essful ‘
relationship and that it established to a degree the role the
foreman assumes in his job. If the foreman has input into the
decision-making process, if he is consulted about decisions
affecting his area, if the communication process is such that
his opinions are listened to and considered, his role will be
reinforced and his position of authority enhanced. If; on the
other hand, his involvement is limited and not influential to

changes taking place in his area of responsibility, his role is

B3
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nothing more than that of a funnel between uppér management and
the work force. When this situation is prevalent, the job of
the foreman is seen as lacking prestige. If the channels of
communication are evident and the foreman has the feeling of
confidence that he is supported by management, it is understand-
able that his ﬁttitude will be positive toward his job and
organization. Also, with this positive attitude toward his job
and his position seen by management as important, the foreman

is likely to‘defend management's position to his crew as if it
were his own. | |

Question 6 dealing with the issue just raised received the
highest percent agreement of any question, 87 .8%. We concluded
that regardless of the agreement or disagreement with ofher key
questions, the foreman is able and willing to defend manhagement's
position with the hourly work force. This indicates a high
~degree of loyalty tolmanagement_and to the company. Wwe feel
that the question, at least, suggests that the foreman considers
himself a member of management and takes pride in it. Also,
when asked. if you would encourage a friend to accept a foreman's
job, 59% agreed and only 18% disagreed. This reinforces the
satisfaction of the job to the foreman.

Questions 7 and 12 ffom this group répresent communications
between the foreman and management. After careful analysis of
the interrelationships with other key questions, we feel that
there is no single group of foremen that answers to other ques-

tions in a consistent way, either positively or negatively.
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For question 7 there was only 33% agreement and;SB% disagreement.
This indicates a dissatisfaction by the foremen to the extent
they are not involved in expressing opinions affecting their
Operatiohs. We concluded that the foremen feel they should be
consulted and have an opportunity to make suggestions before
decisiongs affecting them are méde.  The sample of respondents
who agreed with this question was found to have a more positive
response to all other key questions. Question 12 -Amanagement
decisions are diécussed with you prior to being put into

effect - was a similar communication question. The percentage
of respondents agreeing that decisions are discussed with them
before being instituted was 50.8. The replies indicate a
deficiency on the paft of managemént to involve the foreman.more
in the‘implementation process. .We4again emphasize that communi-
cation is important to the role of the foreman, his level of
authority and his image with his crew. Concluding‘from our
analysis and prior experience, this lack of invélvement or

input to the decision process is most dissatisfying to the
‘foreman and is perhaps one of the factors influencing his general
attitude toward his job. Although we don't have substantial
proof of this, the comparison of agreers from this related set
of questions indicates a relationship to all the other key
questions. The agreers tended to be more positive‘to all other
questions. In other words, the foreman's need for input to the
decision process (or at least expression of opinion), his per-

ception of the importance of his job, the recognition by
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managemeht to assist and understand his problems, and his
feeling of security are interdependent and have a significant
effect on how he feels about his job and his role in the
organization,

Three questions relate to advancement and security. The
availability of promotions is usually an important help to
motivate improved performance. There was strohg agreement (67%)
that foremen continue to perform well because there is oppor-
tunity for advancement. The expectationS‘of foremen were rather
‘high: 66.5% expected to be promoted to better positions. Ap-
parently, regardless 6f the respondents' age or seniority, they
feel opportunity for advancement is present as a reward for
good performance. Question 16 -« most men in youf position
expect to be promoted to better positions - had some significance
in that those who agreed with it also were more positive on
many other questions. It has been characteristic of our industry
for men who were fdremen to advance to higher levels of manage-
ment within fhe plants. The foreman still feels this mobility:
to advance is presenf in the system and he is motivated by this
to perform well. |

We asked two questions in an effort to get a feel for the
level of authority the job holds. We were of the opinion that
there would be much more disagreement to the question relating
to discipline, but there was 72.5% agreement that the respond=-
ents are free to initiate discipline on their own, and 68.1%

agreement that management was likely to support them. The
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respondents were 52.1% in agreement that they enjoy the amount
of authority fhe job providés, and only 21.2% disagreed. Sur-
prising to us, the foreman does feel he has the authority to
discipline and isn't handicapped to do so if necessary. This
indicates that the foreman still has a certain amount of author-
ity and degree of control within his area of responsibility.
Although it ié difficult for a foreman to fire a man outright,
he does have the authority to operate within the context of the
management-union contract and, with care, he can initiate dis-
cipline to get rid of the poor performers or troublémakers in
his crew. When used propérly and in fairness, this authority

to initiate disciplinary action is a valuable control mechanism
to the foreman. It is one of the kéy elements in describing

his level of authority and if administered fairly and properly'
gives him considerable leﬁerage in performing his job. Where
foremen are really dissatisfied, it is because disciplinary
action they take is reversed without consulting or involving
them in the decision process. This type of action undermines
the authority of the foreman and further complicates the rela-
tionship with his crew. If disciplinary action was unjustified
in a particular situation, then the foreman should be the one to
reverse the decision after consultation with the labor relations
people and with his immediate supervisor, but the actual talking
with the disciplined individual should be done by the foreman.
Too many times, information on changes of a foreman's action

bypasses the foreman and as a consequence erodes his'position
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of authority with his crew. If service and support functions
would adopt a policy of working through the foreman instead of
around him, his position and role would be considerably rein-
forced instead of eroded. '

Another aspect reflecting the foreman's attitude toward
his job is that of compensation. Three questions - 4, 11 and
22 - were asked to determine if payv(including fringe benefits)
was a dissatisfying element for the foreman. When asked whether
the added fringe benefits you gain as a member of management are
important, 87.8% replied positively. Also, 78% replied posi-
tively that they'were fairly compensated for hours worked in
excess of those considered normal for their position. Question
22 highlighted the importance of pay by emphasizing pay as the
most important factor in taking a position as a foreman and
continuing at that level. There was 64% agreement to this
question and only 26.5% disagreed. We believe that pay and
fringe benefits are strong motivators and important to the fore-
man continuing to perform well at his job. Whether he feels his
pay and benefits are adequate for assuming the responsibilities
of his job will influence his overalllperformance on the job.
Our experience is that foremen feel pay is a very essential and
- important factor and must be given consideration when analyzing
the attitude of men in in these positions. If a foreman feels
he is adequately compensated, his outlook and attitude toward
other elements of his job will be more positive and his role

within the organization will be more satisfying to him. A
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foreman who believes he is not‘adequately compensated for his
performance is certain to 5e dissatisfied and his future per-
formance will decline. 'Adequate compensation linked with
appropriate and timely merit increases is a primary rather
than secondary éharacteristic*affecting the attitude of the
foreman and his perception of the job. Interestingly, in the
comments portion of the quesfionnaire very little was mentioned
about pay. Most 6f the comments were complaints that merit
increases based on good performance were not on a timely basis.
This complaint should not be overlooked. If this practice
becomes habit, thé foreman's attitude toward his position within
the organization will appear less important and one not having
much recognition. Generally, the‘foremen are satisfied with
the level of their pay and continue to perforﬁ well because
their pay is considered important.

Question 30 was designed to see how foremen actually spend
their time, whether communication about the job duties between
foreman and supervisor is adequate. There was'a discrepancy
between what the respondents are doing, what they consider im-
portant and what their éupervisors consider important (see
Table VII). This question points out whether or not there is
congruence of thinking with his aupervisor. Parts B and C
indicate very close agreement between foremen and supervisors
on what they think is important, but the foremen are actually

doing other things. Although safety is rated most important
by the foreman and supervisor, only 4.3% time allocation is
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is actually given to it (approximately 32 minutes per dgy).
Based on our experience and survey results, it indicates that
the production foreman is highly production-output oriented in
his daily_activities. Although he feels safety is most im-
portant, the amount of time he gives to it is relatively small.
Under pressuré for high output with good efficiency, it is
understandable that the foreman will devote his time to those
- duties which help him most in the accomplishment of those goals.
Once the foreman has communicated with his crew as to what he
expects in terms of safety performance and use of proper wearing
apparel (gloves, glasses or tools).'it becomes a matter of
policing to assure conformance. This approach is not very time
consuming but rather visual attention with positive corrective
action %f necessary, whether it be to discipline employees‘or
maintenance action to correct a faulty piece of equipmenf. So
although only 4.3% time is éllocated to safety, it doesn't
follow that this is an error in the foreman's actions. Criti-
cism can be voiced that not enough time is applied to safety
prdblems and communication, or other problems, and that less
time be applied to paperwork in preference to other problehs.
To clearly understand this issue, many other points relating to
safety would have to be clarified, and this is not the intent of
this discussion.

The significance of question 30 is that the foreman and
supervisor are in agreement and indicates a positive communica-

tion process. As far as the actual time allocation of duties,
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the foreman appears to have to allocate his time in the manner
the situation demans for accomplishing his tasks. His alloca-
tion time to duties is in response to the immediate tésk. but
problem solving and coordinatioen would still account for better
than 50% of his time related to the production oufput task,

Our experience is that foremen are very responsive to manage-
ment's requests and are able to efficiently accomplish tasks
not related to the priméry function of production output.

The final pbrtion of our questionnaire was the comments
section. Most of the comments related to communication with
upper management, lack of recognition for a job well done, and
the lack of adequate maintenance to keep_equiﬁment operating.
There were plants within each company that had more complaints
directed to the above topics, but generally all plants re-
flected similar complaints. ‘The comments closely support the
main body of Likért-type questions and reflect a lack of com-
munication on the part of upper management to the foremﬁn.

Many of the respondents found it difficult to understand why
upper management keeps pressuring them but does little to remedy
situations theyvhave been pointing out and not controllable by
them. This is evidenced by the maintenance problems encountered
over which the production foreman has relatively little control
but often held responsible for when his area isn't perfbrming

to standard. There exists a dual standard between maintenance”

and production whereby the production foreman usually is held

accountable in that he is criticized for not being effective
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enough with the maintenance people to get his problems resolved
earlier and more rapidly. The real problem - the lack of main-
tenance and effective corrections - is never attacked and the
production foreman becomes paranoid'about problems of this
nature. Continual pressures of this type lead to dissatisfac=-
tion with the job. This management attitude is unjust in that
the maintenance problem is not only the foreman's, it is the
general foreman's, the superintendent’'s, etc. There must be
understanding by management of the problems encountered and
creation of an atmosphere demanding team work. The maintenance
complaint is a good example of the communication gap existing
between the foreman and those above him.

In summary, we have discussed those elements of the fore-
man's position that lead to dissatisfaction and influence his
attitude toward his job. Generally, there was positiveness by
the respondents to many of the guestions and this indicates
overall satisfaction toward their jobs. The most dissatisfying
aspect of their job was the lack of input in the decisidn-making
process and the inability of management to recognize and under-
stand the problems encountered in their daily activities. The
foreman continues to feel he is an important link in the organi-
zation, recognized by both his crew and upper management and
able to.defend management's position even if different from his
oWne He.has expectations of being promoted to better positions
and views good performance as a means for future advancement.

The compensation he receives for performing his job is adequate
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but the unpredictable nature of merit increases creates dis-
satisfaction. His position of authority on discipline is
recognized and supported by upper management. However, he is
dissatisfied that incidents occur behind his back usually
involving decisions he should have been a part of.

The respondents feel that hourly workers are less willing
to work and cooperate with management today than they wefe ten

years ago. They feel the position of forehan has decreased in

| prestige over the last ten years due primarily to support
functions assuming responsibilities the foreman once carried
out. Primarily due to this change of role, the hourly work
force sees the role of the foreman decreasing in importance.
He also feels there is a sense of security in being a foreman,
but our analysis indicates fhis to be dépéndent on his rela-
tionship with the organization, his perception of the job,
how others view his job, and in part his working relationship
with his supervisors. The factors contributing to a foreman
being satisfied with his role or position within the organiza-
tion are dependent on many variables which must be considefed
separately as well as their dependency on each other.

Throughout our discussion we emphasized the importance of
the communication process. Communications are very essential
and foremost in establishing a positive attitude among foremen
toward their job and reinforcing their authority. We feel

that the results along with our experience support our notion
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that the communication process is important in strengthening
and defining the role of the foreman in the automotive

industry.



71

THE ROLE OF THE FOREMAN IN INDUSTRY

TABLE I

Personal Data

1. Age
20-30 31-40 41-50
2. Number of years in current job
0-5 - 6-10 11-15
3« Number of years with the company
0-10 11-20 21-30
be Number of years of schooling completed

less
than 12 12 13-15

5+ Number of employees in your crew
1-10 11-20 21-30
6. Are members of your crew unionized?
International Union
Independent Union
Company Association

Not Unionized

7« Were you a union member? Yes

If yes, were you an officer v
or elected representative Yes

51-60

16-20

31-40

16

31-40

No

No

61-70

more
than 20

more
than 40

more
than 16

more
than 40
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TABLE I (con.)
(Circle number which best describes extent of your agreement)
The hourly work force sees the first line supervisor or

foreman as an important function in the operation of your
plant.

1 2 3 b 5 6 7
Strongly Indifferent Strongly
Agree Disagree

The employees and materials under your supervision are
adequate to meet your goals.

1 2 3 4y 5 6 7
Strongly Indifferent Strongly
Agree Disagree

Problems you are confronted with are recognized and are
being worked on by your plant management.
1 2 3 b 5 6 7
Strongly Indifferent Strongly
Agree ‘ Disagree

Aside from wages or salary, the added fringe benefits you
gain as a member of management are important.

1 2 3 4 5 6 7
Strongly Indifferent Strongly
Agree Disagree

The hourly work force sees the role of the foreman decreasing
in importance.

1 2 3 4 5 6 7
Strongly Indifferent - Strongly

Agree Disagree
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10.

11.

73
TABLE I (con.)

You are generally able to defend management's position
when talking with hourly employees.

1 2 3 L 5 6 7.
Strongly Indifferent Strongly
Agree Disagree

Management decisions which affect your operations are not
made without considering your opinions.

1 2 3 " 5 6 7
Strongly Indifferent Strongly

Agree Disagree

You enjoy the amount of authority your job provides.

1 2 3 " 5 6 7
Strongly Indifferent Strongly

Agree Disagree

You continue to perform your daily work because you feel
the company needs you as an important link in the organiza-
tion.

1 2 3 b 5 6 7
Strongly Indifferent Strongly
Agree Disagree

Your plant management sees the foreman's job as important
as you feel it really is.

1 2 3 4 5 6 7
Strongly Indifferent Strongly
Agree Disagree

You are fairly compensated for hours worked in excess of
those considered normal for your position.

1 2 3 [ 5 6 7

Strongly Indifferent Strongly
Agree Disagree
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18.

19.

20,

21.
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TABLE I (con.)

Generally, you perceive the need for disciplinary action
and are free to initiate discipline on your own.

1 2 3 b 5 6 7
Strongly ' Indifferent Strongly
Agree Disagree

Being a foreman gives you a sense of security.

1 2 3 L 5 6 7
Strongly Indifferent Strongly
Agree Disagree

The help you receive from your immediate supervisor
definitely assists you in your work.

1 2 3 4 5 6 7

Strongly Indifférent Strongly
Agree Disagree

Foreman training, provided by your company, has had a
significant effect on the way you perform your jobe

L 2 3 4 5 6 7

Strongly Indifferent fStrongly
Agree Disagree

If disciplinary action is initiated by you, management
is likely to support you.

1 2 3 b 5 6 i
Strongly Indifferent Strongly
Agree Disagree
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13.

14,

15,

16,

7 54
TABLE I (con.)

Management decisions are discussed with you prior to being
instituted, so that you can clearly transmit them to your
Crew,

1 2 3 b 5 6 7
Strongly Indifferent Strongly
Agree Disagree

You originally became a foreman because of the status and
prestige gained.

1 2 3 L 5 6 7
Strongly Indifferent Strongly
Agree Disagree

You continue to perform well because there is
opportunity for further advancement.

1 2 3 L 5 6 7
Strongly , Indifferent Strongly
Agree Disagree

Your immediate supervisor has a real understanding of
your problems.

1 2 3 b 5 6 7
Strongly Indifferent Strongly
Agree Disagree

Most men in your position expect to be promoted to better
positions.

—_1 2 3 L 5 6 7
Strongly Indifferent Strongly
Agree Disagree
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TABLE I (con.)

22. The most important factor in taking a position as a

23.

2k,

25

26.

foreman, and continuing at this level, is the amount of
pay received.

o 2 3 4 5 6 4
Strongly Indifferent Strongly
Agree Disagree

Your performance is being reviewed fairly by your
supervisors.

1 2 3 ' 4 5 6 7
Strongly Indifferent Strongly
Agree Disagree

Hourly employees are worse today than they were 10 years
ago in willingness to work and cooperation with management.,

1 2 3 b 5 6 7
Strongly Indifferent Strongly
Agree Disagree

The plant manager and his staff have more influence on
your job than do the members of your crew.

12 3 LN 1 6 7
Strongly Indifferent Strongly
Agree Disagree

You would encourage a friend to accept a foreman's job.

1 2 3 L 5 _ 6 7
Strongly Indifferent Strongly
Agree Disagree
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TABLE I (con.)

27. The job of foreman in your company has decreased in
prestige over the last 10 years.

1 2 3 L 5 6 7
Strongly Indifferent Strongly
Agree v ‘ Disagree

28+ A change in your general plant management, i.e., a new
plant manager or general superintendent, does not affect

your job.

1 2 3 4L 5 6 7
Strongly Indifferent ’Strongly
Agree Disagree

29. Seniority played no part in your becoming a foreman.

1 . 5 | o p e .
Strongly ' Indifferent Strongly
Agree Disagree

30+ If your job duties were divided up in the following way:
a) Paperwork, b) Training, c) Problem Solving,
d) Coordination, e) Assisting Subordinates, f) Safety,
g) Other

1) Which one takes up the most time?

2) Which one does your immediate supervisor
emphasize as most important?

3) Which one do you feel is most important?

31. With which group do you have the closest relationship?
(l1-closest, 2-next closest, etc.)

Your supervisors
Other foremen

Your crew
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TABLE I (con.)

Comment on and rate in order of importance (l-highest,

2-next highest, etc.) the improvements that could be made
to make your job more satisfactory.

1.

2.

3.

Comment on and rate in order of importance (l-most dissatisfying,
2-next most dissatisfying, etc.) what you do not like about your
jObn

1.

2

3.

How do you think the foreman's role will change in the next few
years?
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TABLE II

(Demographics)

X & 6 are based on each question's (x) or number of answer
divisions.

X Age of Number in Percentage of
1 Respondent this group Total Respondents

1 20-30 years 51 27 .0%

2 31-4o = 73 38.6

2 L1-50 = L3 22.8
51-60 " 21 11.1

5 61-70 " 1 «5
Total 189 100.0

i = 2.2’ 61 = l-O

Number of years

Eg as a Foreman

1 0-5 years 98 51.9%

2 6-10 " 57 30.2

3 11-15 " . 8 4,2

L 16-20 15 749

5 21~ " 11 58
Total 189 100.0
22 & 1.9, 62 = 1.2

E} Company Seniority

1 0-10 105 5546%

2 11-20 57 30.2

3 21-30 19 10,1

L 31-4o 8 4,2
Total 189 100.0
X3 = 1.6’ 6 = -8

X School Years

oL Completed

1 0-12 years 20 10.6%

2 12 104 55.0

3 13-15 56 29.6

4 16 4 2.1

5 More than 16 5 2.6
Total 189 100.0

}‘(.LL = 203, 64 = 08
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TABLE TI (con.)

Number of Number in Percentage of
Crew members this groy Total I'eSpondents
———=—_TiEmbers —=—=2_group __________ll_e__m_.
l—lO 3 lu 6%

11-20 49 24,9

21-30 83 43,9

More than 4g 18 9.5

Total 189 100,0

respondents in this cage came to 166, 4 total
of 23 men had not belonged to & union (or 12.2%



BLe
TABLE III

OVERVIEW OF LIKERT SCALE

Question Answers

All data presented is based on 189 individual replies: X & 6

is based on the Likert scale of 7 pts. where 1 = strong agreement

and 7 = strong disagreement.

1)The hourly work force sees ‘75¢0%
the first line supervisor
or foreman as an important
function in the operation of
your plant.

2)The employees and materials
under your supervision are
adequate to meet your goals. 58.7

3)Problems you are confronted
with are recognized and
being worked on by your
plant management. - 48.1

L)Aside from wages or salary
the added fringe benefits
you gain as a member of
management- are important. 87.8

5)The hourly work force sees
the role of the foreman
decreasing in importance. L6,.6

6)You are generally able to
defend management's position
when talking with hourly
employees. 87.8

7)Management decisions which
affect your operations are
not made without considering
your opinion. 333

8)You enjoy the amount of
authority your job pro-
vides. 524

9)You continue to perform your
daily work because you feel
the company needs you as an im-
portant link in the organiza-

Indif- -

Agree ferent Disagree X 6
12.2% 12.8%6 2.7 1.6
10.6 30.7 3¢5 1.8
19.0 32.8 3.7 1.9

6.3 5.8 1.9 1.4
15.9 37 .6 3.9 2.1
6.4 549 2.1 1.3
9.0 577 L,7 2.1
26.5 21.2 3.4 1.7
8.5 16.9 2.6 1.8

tion. 74,6
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TABLE III (con.)

10)Your plant management
sees the foreman's job
as important as you feel
it really is.

11)You are fairly compensated
for hours worked in excess
of those considered normal
for your position.

12)Management decisions are
discussed with you prior to
being instituted, so that
you can clearly transmit
them to your crew.

13)You originally became a
foreman because of the
status and prestige gained

14)You continue to perform
well because there is
opportunity for further
advancemente.

15)Your immediate supervisor has

a real understanding of
your problems.

16)Most men in your position
expect to be promoted
to better positions.

17)Generally, you perceive
the need for disciplinary
action and are free to
initiate discipline on
your own.

18)Being a foreman gives you
a sense of security.

19)The help you receive from
your immediate supervisor
definitely assists you in
your worke '

20)Foreman training provided
by your company has had a

significant effect on the
way you perform your job.

Indif- -
Agree ferent Disagree X 6
64,0 10.6 25.4 3,0 1.9
77 .8 L.8 175 2¢5 2.0
50.8 12.7 36.5 3.8 2.1
L8.7 13.8 7.6 3.9 242
67.2 12,2 20.6 3.0 2,0
58,2 13.2 28.6 J¢3 2.0
66.5 14,9 18.6 2.9 1.8
72.5 7.9 19.6 2.8 2.0
51.9 18.0 30.2 3.7 2.1
58.2 10.1 31.7 4 2.1
534 12.2 4.4 Je7 262
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TABLE III (con.)

Agree

Indif-
ferent

Disagree

21) If disciplinary action
is initiated by you,
management is likely to
support you. 68.1

22)The most important factor
in taking a position as a
‘foreman, and continuing
at this level, is the amount
of pay received. 64,0

23)Your performance is being
fairly reviewed by your
supervisor., 57.1

2k)Hourly employees are
worse today than they were
10 years ago in willingness
to work and cooperate with
management. 73.1

25)The plant manager and his
staff have more influence
on your job than do the
members of your crew. 50.8

26)You would encourage a
friend to accept a
foreman's job. 59.0

27)The job of foreman in your
company has decreased in
prestige over the last 10
years., 71.7

28)A change in your general
plant management, i.e.,
a new plant manager or
general superintendent,
does not affect your job. 45,7

29)Seniority played no part
in your becoming a
foreman. oL,2

8.5

9.5

15.9

9.17

19.5

22.9

4.4

15.4

3.7

23.4

26.5

27.0

17.7

29.7

18.1

13.9

38.8

2.9

34

2.6

3.5

2.6

2.6

3.8

1.4

2.1

2.0

l.9

1.9

2.1

1.8

1.8
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TABLE IV

Breakdown of Answers to Key Questions by Company
Data is Related to 189 Analyzed Questionnaires

% %
Question Agregment Disagreement

Col Co II Co I Co IT

1)The hourly work force sees
the first line supervisor
or foreman as an important
function in the operation
of your plant 81.5 71.5 9.2 14,4

3)Problems you are con-
fronted with are recognized
and are being worked on by ’
your plant management 53.8 4g,2 2747 35.5

5)The hourly work force sees
the role of the foreman
decreasing in importance hg,2 hs,2 36.9 37.9

6)You are generally able to
defend management's posi-
tion when talking with ,
hourly employees 89.2 87.0 6.1 506

7)Management decisions which
affect your operations are
not made without consider-

ing your opinion 32.3 33.9 5649 58.9

9)You continue to perform
your daily work because you
feel the company needs you
as an important link in
the organization 78.5 72.6 16.0 15.8

10)Your plant management sees
the foreman's job as im-
portant as you feel it
really is 64.6 63.7 19.9 28.2

12)Management decisions are
discussed with you prior to
being instituted, so that
you can clearly transmit
them to your crew 60.0 46.0 29.3 40.3

lh)Yo%lcgntinue Eo perform
we ecause there is op-
portunity for advancement 67.7 66.5 21.6 20.2
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TABLE IV (con.)

% %
Question ‘ Agreement Disagreement

€o I Co II Co I Co IIT

15)Your immediate sup-
ervisor has a real
understanding of your
problems 58.5 58.1 32.6 26,7

16)Most men in your posi-
tion expect to be pro-
moted to better
positions 66,2 6647 18.4 18.6

18)Being a foreman gives
you a sense of
security 53.8 50.8 26.2 32.3

19)The help you receive
from your immediate
supervisor definitely
assists you in your
work 63.1 5506 2“’-7 33.9

20)Foreman training,
provided by your
company, has had a
significant effect on
the way you perform
your job 66.2 46.8 23.1 40o.3
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