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An Abstract of

DYNAMICS OF ORGANIZATIONAL CHANGE:
50ME DETERMINANTS OF MANAGERIAL PROGLEM SOLVING

AND DECISION MAKING COMPETENCES

Rachu Nath

Submitted to the Department of Industrial Management on September
1964, in partial fulfillment of the requirements for the Decree of
Doctor of Philosophy.

In recent years an increasing number of social scientists have
been engaged in developing liaison between social knowledge and action.
Some of them, working with industrial organizations, have aided in the
development of a new type of organizational change program. The present
study has been conducted in the context of one such change program in
2 large industrial corporation. The program is aimed at increasing
srganizational effectiveness through improving problem solving compe-
tences of the management system, It employs a four-phase strategy
Adhich is based on introducing new values in the system which emphasize
the principle of integration of individual and organizational goals
(Theory Y) as contrasted with the principle of direction and control
"Theory X).

The purpose of the present study is to develop a system model of
organizational change, to develop instruments and other methods for
measuring changes in the management system, and to test the validity
of the model by showing how it can be used to study the effects of
cormanyv change nrogram on the manacement svstem.

Using systems concepts to integrate interpersonal and problem
solving orientations to the study of organizations, a model of the
management system is developed. The model provides a paradigm for
the study of change programs, and contains the nine sectors of manage-
nent values: communications, power distribution, organizational
oehavior, interpersonal and group skills and attitudes, technical
skills, problem solving competences, management goals, and results.
It is then shown how processes of planned change, and the company
change program in particular, can be conceptualized in terms of the
nodel.



A set of instruments have been developed to measure the variables
in the several sectors of the model. Both self-report and behavioral
measures have been used, The former are derived from interview data
and from post-meeting reaction questionnaires. Behavioral measures
are derived from observations of regular staff meetings and meetings
there groups worked on standard tasks.

In order to test the validity of the model, several hypotheses
were derived which predict the direction of change in six sectors of
the model, Results support the assumptions underlying the model and
show that the directions of chance in the svstem are as predicted.

Considering the total organization as a unit, the effect of the
change program is an increase in problem solving competences, a shift
in values toward Theory Y, an improvement in communications, an
increase in power equalization, an improvement in interpersonal and
rroup skills and attitudes, and an improvement in the clarity and
priority of management goals. Changes are more pronounced in some
respects than in others. There is no significant change in the
reported frequency of downward communications, delegation of decision
making power, and openness of a subordinate toward his boss, There
seers to be a trade-off between time to reach decision and quality of
Jecision. In different departments of the organization different
patterns of relationship between reported and observed changes can be
identified.

In the course of the change program there is not only an upward
trend but a convergence in the measures of values, power distribution.
and goals. It was also found that there is improvement in dealing
with actual problems of the organization such as a difficult case of
new product development, and that there were modifications in
organizational structures, policies, and procedures which would be
axpected to have long range effects.

‘Thesis Supervisors

Mtle:

darren G. Bennls

Professor of Industrial ‘anagement
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CHAPTER I

INTRODUCTION

One thing that is new is the prevalance of newness,
the changing scale and scope of change itself, so that
the world alters as we walk in it. ¢&lt;¢ To assail the
changes, that have unmoored us from the past is futile,
and in a deep sense, I think it is wicked. We need
Lo recognize the change and learn what resources we have,

(Oppenheimer. 1955, pp. 10=11)

Today we live in an age of change. Most of our social organi=-

zations find themselves operating in an environment of rapidly

changing social, economic and technological conditions. Thus the main

challenge confronting today!s social organizations, whether an

emerging country, a social agency or a business enterprise, is that

of responding to changing conditions and adapting to external stress.

An increasing number of organizations are becoming interested in

developing ways and means to cope with this challenge.

In recent years social scientists have been studying the problem

of organizational change.* Some have been working specifically with

business organizations as change agents, trainers or helpers. Their

main focus has been to utilize knowledge to develop new types of

chance programs. As this activity gained momentum, a few organi-

zations have started developing their own change programs. The present

*See for example: March &amp; Simon (1958, Ch. 7), Lippitt et al.
(1958), Shepard (1960), Argyris (1960), Gibbs &amp; Lippitt (1959),
3ennis et al. (19623).



study is being conducted in the context of one such company program.

The Problem and its Setting

Ain outline of the program is given in Chapter II. The goals of

the program are to improve organizational effectiveness by improving

problem-solving and decision-making competences of the management

group. The strategy, i.e., the mechanisms and instrumentation used

oy the program have manv thinss in common with those of other new

change programs, Iu his critical anpraisal of the new change programs

3ennis (1963), has raised many issues for further investigation and

research, First is the theoretical issue of the gap between inter-

nersonal type change models and problem solving models. Second is the

lack of adequate methods (instruments) for studying change processes.

Third is the issue of the nature and effects of these change programs

an the orecanization.

‘he present

Jbjective of the Present Study.

 vy was formulated in the context of the three~at
-

issues stated above. Thus the purpose of the research is three-fold:

To develop an integrated theoretical framework, in the form
of a model, that can serve as a paradigm for the study of
programs of planned change. By incorporating both the inter-
personal and group aspects of organizational behavior, as
vell as cognitive processes of problem solving, in the pro-
posed riodel, the author hopes to bridge, in some small
measure, the gap between interpersonal tire change models
and nroblem solving models.

To develop adequate methods (instruments) for studying
important asmects of the change processes.

To use the model in studying the effects of these change
orograms on the client system.



Organization of the Thesis

This thesis is divided into seven chapters. Chapter II contains

a brief description of the company program of planned change.

Chapter III presents an outline of interpersonal, probleme

solving and system orientations to the study of organizations, which

are then used to develop a model of the management system containing

both interpersonal and problem-solving aspects of organizational

behavior. Each sector of the model is then developed.

Chapter IV explains how processes of planned change and the

particular change program under study can be represented in terms of

the model. The scope and objectives of the present study are reformu-

lated and a number of specific hypotheses are derived from the model

for testing.

Chanter V contains a discussion of some issues of research design

and methods. a description of the instruments developed for data

gathering, and outlines the specific measurements used for each of

the variables.

Chapter VI contains the analysis of the data, the findings, and

a discussion of the results.

Chanter VII presents the conclusions of the study, indicates

some implications these may have for management, consultants, and

behavioral scientists who are interested in change programs. and

outlines a few areas that seem specially promising for further

research.



CHAPTER II

[HE COMPANY PROGRAM OF PLANNED CHANGE

he Company

The data for the present study come from one of the divisions

&gt;f a large industrial corporation with a number of autonomous

divisions. A division is headed by a Chief Executive who has four

to eight department heads reporting to him, Each of the department

heads is in charge of a functional area such as finance, manufacturing,

marketing, engineering, etc. A number of managers, and in some cases

specialists, revort to each department head, About seven divisions

have been so far involved in the change progran.

History of the Development of the Program

The program grew out of the company's disenchantment with their

incentive plans, With the help of outside consultants, a study was

launched to develop new wage plans, The experience gained during

this study was used by company personnel to develop an experimental

change program which was then tried in two of the company's divisions.

At this stage some company managers became interested in the activities

of the National Training Iaboratories. One of these managers, who is

now the chief administrator of the change program, went to the Arden

douse T«Group program. This resulted in a major shift in the strategy

of the program, from emphasis on impersonal aspects of the business



to human aspects. The program as it 1s today places a major emphasis

on the interpersonal and group aspects. The present outline took

jdefinite shape during the middle of 1962, when a social scientist

associated with the National Training Laboratories helped the company

personnel in the design of the training program for change agents,

This training program was of ten-week duration, and several members

sf the National Training Laboratory were involved in running a one=

veek T=Laboratorve.

Description of the Program

Entry of » Myision into the Program

Anv division within the company can enter the program by asking

for a trained change agent from the central pool. The decision to

enter the program, and to have the 4-day meeting for the top manage-

ment group is made by the Chief Executive, in consultation with his

department heads.

Four Phases

The program starts formally with the arrival of the change agent

at the division and is divided into the following four phases:

Phase IT: The change agent works individually with the top

management group consisting of the chief executive and his department

heads. He interviews each of these managers, attends their meetings,

and familiarizes himself with operations of the division, After two

or three months the top management group and the change agent hold a

4-day meeting at a place away from the divisional location.

Phase IT: In this phase the change agent works with the next

Level, i.e., managers reporting to department heads. The phase ends



with a 4-day meeting of managers from all departments away from the

division's physical location, Department heads do not attend this

meeting; it is a meeting of peers in different functional departments.

The whole phase takes about 10-12 weeks,

Phase ITI: This is the consolidation phase. The change agent

works with departmental groups, and attends department staff meetings.

[f necessary, the entire group meets away from the location for a full

day. This phase takes about 10-12 weeks. During the latter part of

this phase, the emphasis shifts to decision-making and planning in

order to identify some major problems. This takes about 5-8 weeks.

Phase IV: This is called the implementation phase, The emphasis

is primarily on working on specific problems, making decisions, and

implementing them. The problems may be within a department or involve

a number of departments. This is expected to take about 15-20 weeks.

The total time for the four phases is thus about 48-62 weeks.

Since the present study spans the first three vhases. the activities

shich take place during these phases will now be described.

Activities During the First Two Phases

The kinds of activities in the first two phaes are essentially

identical, though thev occur at different points in time and with the

different managerial levels. The activities can be divided into two

parts:=-before the 4-day meeting and at the 4-day meeting.

Before H-day Meeting

The major activity consists of interviews the change agent has

7ith managers. Each interview may last from one to three hours, and



a single manager may be interviewed one to four times. The change

agent also attends some of the management meetings. A small portion

of his time is also spent in analyzing records and familiarizing

himself with the operations of the division. These activities

contribute to his diagnosis of the situation. In terms of Lewin's

change model of unfreezing, changing and refreezing (Schein, 1961,

pp. 62-63), it is during the interviews that unfreezing starts taking

place, Content analysis of the interviews, and direct observations

of some interviews, show that the change agent asks a number uf

questions which help the manager to think in terms of his assumptions

about managing, in particular, his management philosophy, and relate

these to some consequences, In addition the change agent has availa

able to him several models which depict how different sets of

assumptions lead to different consequences.* Also, the change agent

conveys to the managers new set of values and their implications.

To sum up, the main purpose is to start unfreezing the managers by

letting them examine their values and their consequences, and providing

at the same time an alternate system of values. This unfreezing sets

the stage for the 4-day meeting, where the changing starts in a

major way.

4-Day Meeting: The meeting takes place away from the location,

and hence away from day-to-day pressures of business, This provides

an ideal setting for attempting changes in the management values by

encouraging new types of behavior.** The author has not attended any

*These models are similar to those developed by Argyris and
3lake. For one such model, see Argyris (1962, pe. 43).

*%See McGregor (1960, p. 223) for the idea of the cultural island
and its suitability for programs aimed at changes in values,



today meeting but has heard detailed reports about the activities at

such meetings, both from the change agents and from participants. It

appears from these reports that the activity during a 4-day meeting

is similar to a task-oriented type of T-Tariratory.* At this meeting

changing is attempted in a major way. The changes carry on after the

neetine., But the focus of the program shifts to refreezing after the

rroup returns to the location.

Activities During Phase ITI

During the major part of Phase III, the activity alternates

setween refreezing and changing, with major emphasis on refreezing

in the several departmental groups. The occasional changing activity

is necessitated by the fact that the 4-day meeting during the second

phase is held without the bosses, so that it is necessary to attempt

some changing during Phase III with bosses present in functional

oroups, During the latter part of Phase TIT the emphasis shifts to

impersonal problems of the business. i.e., working on business problems.

The Company Program and Other New Change Programs

In his discussion of new change programs, Bennis (1963) has

srouped them in three types o * change models-=cauilibrium, organic

and develovmental. The company change program has many things in

sormon with these change programs especially with those of the organic

nodel (Blake and others) and the developmental model (Argyris and

rthers)., The targets of change in the organic model are problem
 ey

xA task-oriented type of T-Laboratory is one that has been
designed to achieve a specific task. In case of this program, the
task for the management group is to look at their problems, develop
the symptoms and analvze the causes for the existence of these problems.



solving activities; the emphasis of the developmental model is on

interpersonal competence. There is also more emphasis on cognitive

inputs in the former. In both of these respects, the company program

is similar to the organic model. The company program uses trans-

formation of values as its mechanism of change as does the develop-

mental model.

A111 new change programs, including the company program, have

many common characteristics, such as the emphasis on interpersonal

or group relationships in their diagnosis of the organizational

nealth. recognition of the importance of values, and a preference

for organizations based on the ideas of Likert (1961) and McGregor

(1960), These common characteristics stem from the new view of

motivation in industry that has grown out of the contributions of

the behavioral sciences.

Javing outlined the simil-~rities, it is necessary to point out

that the company program also has unique characteristics of its own,

2.,2.. the four-phase strategy, the b-day meetings, and greater

samphasis on problem solving activities.

In summary, the goals of the change program are to improve

organizational effectiveness by improving the problem solving

competence of the organization. The program employs a four-phase

stratecy which uses transformation of values as the mechanism of

change, and a 4-day meeting away from the location as the main

rehicle of instrumentation.



CHAPTER III

A MODEL OF THE MANAGEMENT SYSTEM=--A PARADIGM

TOR PROGRAMS OF PLANNED CHANGE

"If there is one fundamental insight underlying all
management science, it is that the business enterprise
is a system of the highest order: a system the "parts"
of which are human beings contributing voluntarily of
their knowledge, skill, and dedication to a joint ven-
ture, And one thing characterizes all genuine systems,
whether they be mechanical like the control of a missile.
biological like a tree, or social like the business
santerprise: it is interdependence,"

(Drucker, 1959, pe. 26)

The three orientations to the study of organizations that are

&gt;Z interest to us will be called interpersonal orientation, problem

solving orientation. and svstems orientation.

Interpersonal Orientation

Ariters with this orientation have emphasized interpersonal or

group relationships in their models or organizations. Many of them

are associated with the National Training Laboratory and the Tavistock

Institute. Models of organization developed by this group are

generally normative, Though there is mention of problem solving in

these models. there is not much elaboration of this aspect of

managerial behavior. Interpersonal and group aspects, on the other

nand., are discussed in great deoth (Bennis, 1963).



Problem Solving Orientation

The second group views organizations, particularly managerial

organizations, primarily from a problem solving and decision making

viewpoint (Simon, 1960; Maier, 1963). Whereas Simon has been

interested in developing general models of the problem solving

process from theoretical considerations, Maier'!s work has been

sriented towards practical considerations in areas of role playing,

conference leadership training, and development and use of standard

tasks to be used with problem solving groups. Problem-solving

models developed by this group are primarily of the descriptive type.

System Orientation

Though work of many sociologists reflects the system orientation

(eege, Selznick, 1948: Merton, 1949; Parson,., 1951), it is only recently

that this viewpoint has gained acceptance in the field of organization

theory. Many of the people in this group have an engineering or

scientific background, and make use of computer simulation techniques

(Forrester, 1961; Newell &amp; Simon, 1961). The systems orientation

differs from the first two orientations because it is not concerned

with any particular asvect of the organization. Instead it views

organizations as systems with multiple interacting and interdependent

parts. This feature of the systems approach makes it suited for

developing models where large number of factors and their interw

relations have to be considered. The author. therefore. has used

this approach in building a model of the management system which

incorporates both interpersonal and problem-solving aspects of

managerial behavior.



A Model of the Management System--An Integrated Approach

An industrial organization is a complex network of a large number

of parts constantly interacting with each other, This study is cone

cerned with the management part of the organization, i.e., the

management system. Two important aspects of managerial behavior deal

with interpersonal and group relations, and with problem-solving

activities, Two important considerations have guided the formulation

»f the present model:

Need to keep the model simple: Computer technology has
nade it possible to simulate systems of a few thousand
variables. There is, however, a virtue in keeping models
as simple as possible, consistent with the goals for
shich they are formulated. In addition, since the present
model is a preliminary formulation, the author has tried
to keen it simple bv including onlv imortant variables.

Selection of variables to answer relevant questions: The
criterion used for the inclusion of a variable in the model
is whether the variable is important from the point of view
of the questions that we like to model to answer. As
Forrester says (1961, p. 60) "Questions to be answered cone
trol the content of a model, but how? Again the perception
and judgment of the investigator are taxed, He must select
on the basis of his knowledge of the situation, the factors
that he believes are pertinent, Here skill and practice in
working with the dynamic behavior of systems are important.?
The author, therefore, spent a considerable time in the
actual locations developing a feel for the important aspects
of the system. In addition, work of other behavioral
scientists in relevant areas was reviewed.

The Proposed Model

The final version of the model is presented in Fiecure 1. The

nodel consists of nine sectors: management values, communications,

power distribution, organizational behavior, interpersonal and group

skills and attitudes, management goals, technical skills, problem



solving competences, and results, General features of the model will

be first discussed, and then a detailed description of each of the

nine sectors will be given. Finally, there will be a discussion of

the relation between the sectors of problem solving and results.

General Features of the Model

First, the model is a complete system, though it does not

sncompass the total organization, According to Johnson et al (1963,

pe 4), "A system is an organized or complex whole; an assemblage or

combination of things or parts forming a complex or unitary whole."

In fact, the model of Figure 1 contains at least two subsystems. The

first sub-system consists of the five sectors of management values,

communications, power distribution, organization behavior, and

interpersonal and group skills and attitudes. The second subsystem

consists of these five sectors plus the problem solving competences

sector. Each of these subsystems is a unitary whole, since each is

a, complete information=feedback loop.* One can test the existence

of these feedback loops by starting at any sector in the loop. and

tracing along the direction of arrows, Whenever a loov exists, one

7111 return to the starting point.

The second point concerns the dotted line from the sector of

interpersonal and group skills and attitudes to that of technical

skills. and from problem solving competences to results. Dotted

lines have been used to indicate that although there is a relationship

*According to Forrester (1961, p. 14), an information feedback
systen exists whenever the environment leads to a decision that results
in action which affects the environment and thereby influences future
decisions.
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between the sectors connected by dotted lines, the delays are many

times greater than between sectors connected by solid lines. This

point will be elaborated at the end of the chapter during discussion

of the relationship between problem solving competences and results.

Third is the question of the direction of arrows. The arrows

have been drawn to represent the strategy of the new type of change

programs, which is to first initiate changes in the interpersonal and

group factors, which will be propagated to the other sectors.

Tourth is the belief that changes in management values eventually

lead to chanres in results, but that the causal path is not direct.

Instead the changes work through the intervening sectors shown in

gure 1,

The fifth point is that the most important characteristic of a

system is the interdependence between its varts, and that this is

often more important than any separate component by itself (Forrester

1961, Ve 6).

Je will now discuss each of the nine sectors or blocks repre

sented in Figure 1. to show what type oi variables or factors fall

within these sectors. We will move from left to right in the

direction of the arrows. It will be helpful for the reader to refer

oack occasionally to Figure 1, so as to keep the total perspective

in view.

llanagement Values Sector

[he term "values" means beliefs about what is desirable or good

and what is undesirable or bad (Krech et al, 1962, po. 102), The



beliefs we call management values relate to the assumptions management

holds about what is the good way to manage its human resources, These

values have also been called philosophies or theories of management.

Traditional theories of management have been challenged in recent

years by a number of social scientists. Out of the contributions of

individuals such as Maslow (1954), Maier (1955), Argyris (1957),

Herzberg (1960), and McGregor (1960) has come a new and consistent

view of human motivation in industry. A comprehensive statement of

both the traditional and the new view is provided by McGregor. He

calls these views Theory X and Theory Y respectively. The central

principle of management that characterizes Theory X is that of

direction and control. Theory Y is based on the principle of inte

gration and self control--the creation of conditions such that the

members of the organization can achieve their own goals best by

directing their efforts toward the success of the enterprise.

Another assumption made by the traditional viewpoint about human

relations is that their effectiveness increases as behavior is

increasingly rational, logical and clearly communicated, and that

nonrational behavior, i.e., expression of personal attitudes, feelings

and values tends to decrease effectivenss., As Argyris (1962, pp. 40-

42) argues, this traditional view leads to decreased authenticity in

internersonal behavior, i.e., it increases non-authentic behavior in

the organization. In similar vein, McGregor argues that the philosophy

of management by direction and control, as derived from Theory X.

deprives peovle of opportunity to satisfy their self-actualizing needs



at work and leads them to behave with indolence, passivity, unwilling-

ness to accept responsibility, resistance to change, ete. (licGregor,

1960, pe 42).

Implied by each of these value systems is an appropriate type of

communications and power relations. This is shown in the model of

Figure 1 by the arrows going from the sector of management values to

the sectors of communications and power distribution. We will now

ronsider these two sectors.

Cormunications Sector

Almost all of the managerial activities in any on-going organi-

zation are carried out through some form of comminication-~written,

verbal, or expressive. According to Collins (1957, bp. 4).

Hocomminications render true social life practicable, for communication

neans orcanization.t

There has been a considerable amount of research in the area of

rommmunications in organizations, both from the point of view of content

and structure (See Rubenstein &amp; Haberstroh, 1960, Ch. 4). Iikert

(1961, pe. 105) views organizations as a network of overlapping work

rroups, each group in turn comprising a boss and his subordinates.

A group with a leader or a boss can have two types of communication

links--vertical and horizontal. Communication which passes through

these links is called resvectively, vertical or boss-subordinate: and

norizontal or peer communication. There is a third tvpe of link

between members of one group and another group, called cross-

functional communication,



Two aspects of communications passing through these links are

the frequency or quantity, and the effectiveness, . Effectiveness of

communication measures the extent to which the relevant information

gets transmitted accurately to the proper destination and in adequate

quantity. In every communication network comprised of human beings

there are a number of factors that may limit the effectiveness of

communication. There is distortion and suppression of information

vecause of human biases and attitudes of non-authenticity., Some of

these attitudinal factors will be considered in the sector of

internersonal and group skills and attitudes.

Power Distribution Sector

nmeshed and intertwined with the issues of communications are

the issues of power distribution. In every vertical communication,

there are power implications. In fact, communication is the mechanism

oy which interpersonal influence, i.e., power, is exerted (Cartwright,

1959, D. 7) e

Most authors have provided their own definitions of power, Parson

(1954, pe 391) defines it as "the realistic capacity of a system-unit

to actualize its tinterests! (attain goals, prevent undesired inter-

ference, command respect, control possessions, etc.) within the context

of system-interaction and in this sense to exert influence on processes

in the system." In other words, power is a relationship involving

interaction between system units such as persons or groups. A special

form of this relationship is a dyadie relationship, i.e., a relation

ship between two persons. In the organizational context, the boss-

subordinate dyad is of special interest from the point of view of power

relationships.



From the systems viewpoint, the aspects of power that are of

special interest deal with the issue of allocation or distribution

of power. One fruitful means of distinguishing among various forms

of power allocation in a boss-subordinate dyad is in terms of decision-

naking. There are two dimensions of decision-making power.* First

is the dimension of delegation; i.e., what tyoe of decisions are

reserved for the boss to make, and what decisions are in the area of

authority of the subordinate. Increase in delegation “3 indicated

when the subordinate is given the authority to make »

number of decisions that were previously reserved t

Second is the dimension of consultation; i.e., the wav the decisions

are made. An increasing degree of consultation is indicated when an

increasine number of decisions by the boss are made after consultation

with his subordinates.

Another approach that can . uced tu studv the behavior of boss

and subordinat dir’ the process «Ff decision making is to determine

the degree tu which the meeting was © =] bv the boss and the subordi-

nates .** In addition the decisions made during the meeting can be

classified as autocratic and participative creater decree of

power distribution is indicated when there is a decrease in the former

ype and an increase in the latter type.¥*x

*Refer Strauss (1963, pp. 58-59) for detailed discussion of the
issue of operationalizing "power."

**Blake and Mouton (1961, pp. 28-32) use a similar approach in
their work in the area of power. They call this the concept of
foower svectrum.®

***xStrodtbeck (1951) has used a similar method for determining the
relative influence of roles in an experimental situation.
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Organizational Behavior Sector

As can be seen from Figure 1, organizational behavior is a result

&gt;f the interaction among the sectors of management values, communications

and power distribution.

3ehavior in organizations takes place at three levels: individual,

dyad, and group, the latter two being of the interpersonal type. Most

&gt;f the activity in organizations used to be carried out on an individual

basis or in two-person relationship. There is a live controversy as

to the use of groups in management. At one extreme are those who find

croup activity a hampering and limiting form of activity. On the other

side, McGregor (1960, p. 242) finds that "we cannot hope much longer

to operate the complex, interdependent, collaborative enterprise which

is the industrial company on the completely unrealistic premise that

it consists of individual relationships." He argues that it is not

the lack of need for group activity that has been the factor against

the use of groups but the fact that only a few managements know how to

operate effectively in grouns. When more managements learn this. it

#111 provide the stimulus necessary to accelerate the transition to

rroup activity.

Interpersonal and Group Skills and Attitudes Sector

It is through repeated practice (behavior) and feedback that one

acquires skills and develops attitudes. In other words, skills and

attitudes result from behavior. Also skills and attitudes are

inferred from behavior. attitudes feedback to reinforce beliefs and

values, and values in turn affect behavior. Thus there is a circular



relationship between behavior, skills and attitudes, and values, as

shown in the model of Figure 1.

Some of the important interpersonal and group skills and attitudes

that influence problem solving activities in an organization are:*

Understanding

2, Mutual trust

3 Listening ability

Openness. Three components are: a) freedom to express

ideas, b) leveling or freedom to express feelings, and c)

freedom to express disagreements (this is a result of

respect for individual differences as against pressures

for conformity).

Concern for maintenance as well as task activities: i.e.,

salance between emotional and rational behavior.

Conflict resolution ability: i.e., working through conflicts

7

vs &lt;mression or avoidance of conflicts.

Exmerimental attitude,

Some of these factors can be classified as attitudes, others

as skills. The former category includes factors 2, 4, 5, 6, and 7;

the latter includes factors 1 and 3. Understanding, listening

ability and openness could also be seen as belonging to the communi-

rations sector. All are results of communications. Listening

ability is also a skill and openness an attitude, so that these two

¥Some of the writers who have discussed one or more of these
factors in their work are: Read (1962); Deutsch (1962); Lippitt and
Seashore (1962); Dover (1958); McGregor (1961), and Bennis (1962b).



can belong to either of the two sectors. Understanding is considered

oy many as a communications variable, for it reflects the accuracy of

comminication.*

Inclusion of these variables in this sector is thus arbitrary to

some extent. The reason for doing so is to identify important inter

personal and group factors which have a bearing on problem solving

competence, and place them all in this sector, which is closely

related to the sector of problem solving competence,

The dotted line in Figure 1 from the interpersonal and group

skills and attitudes sector to the technical skills sector indicates

long delay between these sectors. In the long run, there is a direct

relationship between these two sectors, but this may not necessarily

he true in the short run.

Technical Skills Sector

vo organization can handle a problem which exceeds its technical

competence. In other words technical competence sets the upper limit

to what the organization can do.

Technical competence includes intellectual knowledee as well as

manual skills. Some examples of intellectual knowledge are an

angineert!s knowledge about properties of metals or circuit design,

a mathematician's knowledge of calculus, a manager!s knowledge of

sompany policies, customers or products, etc.

*For example Read (1962, p. 6) measured accuracy of communication
oy ascertaining how much knowledge or understanding the boss had of
the concerns of his subordinate.



Management Goals Sector

The solid line from the sector of interpersonal and group skills

and attitudes to the management goals sector indicates a direct

relationship between these two sectors.

Two important aspects of management coals have a direct effect

on problem solving competence, First is the extent to which these

coals are clear to the group members, thus providing effective

cuidance for managerial behavior. Second is the nature of these

coals; i.e., whether the goals are suboptimal or ootimal, When

suboptimal goals take priority over the optimal ones, there are

important long run dysfunctional consequences for the overall organi-

zation. For healthy functioning of an organization, overall business

z0als (optimal type) should have priority over functional or depart

mental goals (suboptimal type).

The sectors of technical skills, interpersonal and group skills

and attitudes and management goals are the three inputs to (or

determinants of) problem solving competence, In the model of

Figure 1, this relationship is indicated bv the solid arrows from

the three sectors to the sector of problem solving competences.

Problem Solving Competences Sector

ltapidly changing technology and growth in complexity of our

industrial society is changing our concepts about the nature and

functions of organizations. It is no longer adequate to perceive

organizations as analogous to machines as Max Weber did. nor is it

reasonable to view them only in terms of the social-psychological



characteristics of the individuals involved at work. Instead,

organizations must be viewed as adaptive, problem-solving structures

operating and embedded in complicated and rapidly changing environ

ments (Bennis, 1962b, p. 275).

Much of a manager's work is in solving problems: organizing

the activities of his unit, planning for anticipated or unanticipated

circumstances, choosing his own managerial strategies, and a wide

range of other decision-making activities. There are skills involved

in diagnosing problems, acquiring and interpreting relevant data,

assessing and testing alternative solutions, and getting feedback

concerning the effectiveness of both the solution and the process

ised in arriving at it (McGregor, 1960, p. 216).

Problem solving includes activities of which decision making is

an integral part, and the importance of decision making for managerial

jobs is well recognized. As Simon (1960, p. 1) points out, "What

part does decision making play in managing? I shall find it convenient

to take mild liberties with the English language by using !decision

making! as though it were synonymous with 'managing.!" The process

of decision making, according to Simon. comprises three principal

phases: finding occasions for making a decision, finding possible

sourses of action, and choosing among alternatives.

Problem solving or decision making can be looked at from two

viewpoints: process and outonut. The process viewrnoilnt as exemnlified

oy Simon is concerned with the analvsis of various stens which an

individual or an organization goes through in solving its problems.



The output viewpoint is interested in the analysis of the end products

»f these processes, i.e., the various aspects of the decisions made.

Tiewing organizations as adaptive structures leads to a shift

in emphasis from output to process, a shift away from end products

to procedural rules and norms by which the organization approaches

its task. In the last decade, a number of social scientists have

been working in the area of process analysis, and have developed

category systems for analyzing processes.* We shall discuss this in

detail in Chapter V, Our interest in this section is to isolate some

criterion variables in the area of problem solving. :

The first point one notices in this regard is that the ability

&gt;{L an organization to adapt to its changing goals has been variously

defined by different authors. For example, Kahn et al (1956, p. 4)

call it "organizational flexibility," Bennis (1962b, p. 277) gives

it the name of "adaptability," which he defines as "active mastery of

the environment," and Zaleznick (1963, pe. 7) refers to it as

Horoactive! or "innovative" ability, which he defines as a type of

axecutive function that actively seeks out environmental possibilities.

The three definitions mean essentially the same thing, but

"adaptability," as defined by Bennis, is a more comprehensive

variable than "proactive" or "innovative" ability, and "flexibility."

"Adaptability" refers to the overall competence of an organi-

zation to adapt to its environment, It is. therefore. svnonvmous

vith problem solving competence. Broad variables of this type are of
HE — patna

*Significant work in this area has been done by Bales (1951),
3imon (1960) and Marquis et al. (1951).



zreat help in conceptualizing a phenomenon, but from the operational

standpoint it is the limited variables which are more useful. In

order to build definitions for these limited variables, various

activities that go on during the problem solving process will now be

discussed.

Problem Solving Process

The process of problem solving has been conceived differently

oy different authors.* For our purposes we shall divide the process

into four phases: reality-testing, ideation and analysis, deciding

and choosing, and final acceptance and implementations. As shown

in Ficzure 2. the process of problem solving or decision making has

seen traditionally conceived of in three phases, resulting in an outa

out of the decisions. The fourth phase deals with the doing or

process of action. Since this fourth phase has been generally

neglected,**it is necessary to emphasize that it is integrally

related to the preceding three phases. Each of the four phases will

be discussed from the standpoint of its input, its process and

Jefinition of some key abilities. and its output.
Seager

*See Woodson (1964) for an excellent summary of how the problem
solving process has been divided into various phases and activities
oy Arnold, Von Fange, Osborn, Taylor and Gordon. Recent work in the
area of problem solving includes Newell et al, (1958), Simon (1960),
Jagne and Brown (1961), Simon and Simon (1962), The author is
specially indebted to Marquis whose model of problem solving process
(Marquis, 1962) provided the initial svark for his interest in
problem solving.

**See Simon (1960) for a discussion of how theory of administration
has with two notable exceptions of Barnard and Stone neglected doing
or processes of action as compared to deciding or processes of decision.
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Phase 1: Reality Testing: The inputs to this phase are the

coals of the organization, the major goal being to actively master its

changing environment. The first thing the organization needs is to

determine real properties of the field in which it exists; i.e.,

the organization needs sufficiently sensitive and accurate sensing

mechanisms to define the problem it faces and take realistic assess

ment of its internal resources. In other words, it should have the

capacity for adequate search behavior (March and Simon, 1958, p. 50).

The ability to perceive the situation realistically in good time will

oe called reality-testing ability. In the context of a managerial

group, it involves not only gathering of suitable information but also

#illingness to share it openly so that it becomes the property of the

group. It is in this context that issues of interpersonal trust and

openness become important. The output of this phase is the defined

problem which is the input to Phase 2 (Figure 2),

TAeation and Analysis. Ideation is the phase that

consists of generating alternatives (Woodson, 1964, pe. 62), Analysis

1s the evaluation of them in terms of the pros and cons. Innovative

or creative ability is measured in terms of quantity and quality of

ideas or alternatives suggested. In the context of managerial groups,

sooth the technical skills of its member and the approach adopted by

the group influence the creative ability of the group. The approaches

of groups can be classified in two categories, The first is where

they get locked into a win - lose situation, in which every idea is

followed by immediate evaluation (usually criticism). The second

Phase

approach may be called a problem solving mode, in which the ideas are



followed by other vdeas or by development of pros and cons, It is

snly after a sufficient number of pros . 1d cons have been considered

that an evaluation is made. The outnut 15 phase is evaluated
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(iv) Majority-minority vote. Formal vote is taken, decision

is made if at least one more than half support it.

'v) Consensus type. Decision is made only after true agrece

ment by all is reached.

The consensus type of decision needs further elaboration. Agreement

by all does not imply that there were no differing views and opinions;

instead it means that a chance was provided for minority views to be

expressed and explored to a sufficient extent such that there was

reneral agreement that the decision was best under the circumstances,

though there might have remained an honest difference of opinion on

the part of some members. The process of consensual decisions insures

full participation of technical competences, and also elicits commit-

nent on the part of all towards implementation of decision. The output

»f this stage is the decision.

Phase © ™" nal Accentance ard Implementatinn, The input to this

chase is the decision (Figure 2).

The phase of action during which the organization mobilizes its

resources and implements the decisions, has often been neglected in

administrative theory, yet in many ways this is the crucial phase.

It is in this phase that the mettle of the organization is tested.

It is relatively easy to generate solutions, develop blueprints, and

sven intellectually agree to them.* It is far more difficult to

translate decisions into actions, vet what good are decisions which

are never implemented? Action calls for execution skills and these

*Miller et al. (1960, pp. 10-11) discuss the issue of the
theoretical vaccuum between cognition and action, and point out that
"something is needed to bridee the gap from knowledge to action.
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Sunnary

The discussion of the problem solving process has identified a

few abilities: reality testing ability, innovative or creative

ability, decisiveness. and ability to elicit commitment which is an

essential part of execution skill. Another immortant skill is

flexibility, which is the cavacity of an individual or an orcanization

Lo change with changing internal and external circumstances. In the

context of a managerial group, it means that neither the group nor



its members get locked into rigid patterns, but can change its

pattern as the situation demands. Members take on different roles

rather than the same role in all situations. There is some evidence

that flexibility is related to creative ability.* The adaptive

ability is an overall ability of an organization and comprises all

the above abilities.

Problem Sawing from Output Viewpoint (Decisions Made)

The direct products of problem solving processes are decisions,

Intil recently the study of decisions has been from the point of view

of their quality or degree of excellence. From this viewpoint.

jecisions can be divided into categories along different dimensions:

2.86, ObVious vs, creative; or domination vs. compromise vs, inte

gration (Metcalf and Urwick, 1940, pp. 30-49). Decisions can be

classified into these categories either by an indevendent judge against

a set of criteria or by asking the varticipants to rate the quality of

the decision.

As discussed before. the part which has been neglected is the

acceptance of the decision or the way the persni. ~
~

~

Ys 1 about it. In

nis recent book, Maier (1963, vp. 3=5) suggests an approach to analyzing

decisions that considers both of these dimensions, i.e., quality as

well as acceptance. For reasons explained earlier, the second factor

7111 be called "commitment¥ rather than acceptance. A decision!s

potential effectiveness can thus be written as:
rr,

*Taylor (1964, p. 179), discussing factors contributing to
creativity, observes "the divergent production factors, including
fluencies and flexibilities seem to be the most important."



E.D=QxC

The re E.D = Effectiveness of the decision

= Quality of the decision

Cc = Commitment to its implementation.

oummary

Problem solving has been discussed from two viewpoints: the

process viewpoint and the output viewpoint. The process was divided

into four phases for each of which there is a key ability or abilities.

The issue of flexibility was briefly discussed and it was indicated

that adaptive ability is an overall ability comprising at least five

abilities: reality-testing ability, innovative ability, commitment-

21iciting ability, and flexibility. Problem solving was then discussed

from the outvut viewpoint. and it was shown that effectiveness of a

decision is a product of its quality and the commitment elicited for

its implementation. All sectors of the model of Ficure 1 have been

discussed except the last sector of results. which will be considered

NOW

Results Sector

In this sector are variables which have been traditionally used

as criteria for measuring organizational effectiveness. These

include measures of performance that appear on the balance sheet. as

#ell as measures of satisfaction which have been emphasized in the

studies by the human relations school, and which are used in a limited

Way by many organizations. Performance measures which are commonly

ased are those of productivity, profit ratios, return on investment,



narket share, etc. Satisfaction factors are employee morale

amployee turnover, etc.

Performance measures, either singly or in multiple form, are

employed by organizations* and by the public (investors, etc.) in

judging and appraising the effectiveness of a business organization,

As a result modern organizations have developed elaborate mechanisms

for computing and reporting these indices periodically.

Relation Between the Sector of Results and Other Sectors

In the model of Figure 1, there was shown a dotted line leading

From the sector of problem-solving competences to the sector of

results. This indicates a long delay between the two sectors and a

direct relationship between them only in the long run sense. In the

short run, the relationship may not be necessarily true. As

Forrester (1961, p. 8) indicates, "Now we find that key decisions

relate to research in frontier products...The span from primary

decisions to full consequences has risen to twenty years or more.’

In anv case. for most of the important decisions it takes anvwhere

From two to three vears from the time the problem is identified to

its final implementation:

Results, especially the verformance measures, are affected by

many other factors such as the nature of the market, competition,

and the state of the economv. Inclusion of these additional factors

in the model is not considered advisable because it would complicate

*For example Sloan (1963, p. 203) emphasizes the overriding
importance of a single criterion of return on investment. lany
companies use multiple criteria or a weighted average of many criteria
as a measure of performance.



the current model too much. Our knowledge of the dynamic relation-

ships between those parts of the business system that have been

included in the model of Figure 1 is still scanty, so there is a

need first to understand these dynamics before venturing into other

AE as

Summary
A model of the management system has been developed, and

important characteristics of the nine sectors of the model discussed.

It will be shown in the next chapter how this model can be used to

represent the process of planned change. It will then be shown how

the change program in the company being studied can be conceptualized

in terms of the model. Objectives of the study will be reformlated.

and a few specific hypotheses will be stated for empirical testing.



CHAPTER IV

PLANNED CHANGE IN A MANAGEMENT SYSTEM:

STATEMENT OF HYPOTHESES

"The best way to learn how a system works is to try
to change it." == Xurt Lewin

It was pointed out in previous chapters that the organizations

&gt;f today face the challenging tasks of adjusting to a rapidly changing

environment, In other words, the question is no longer whether or

not to change, but how to change. The issue is one of the drifting

process* vs, planned change. The growth of the helping professions

the increasing number of change programs, the shift from short-run

to long-run forecasting and planning,** during the last decade or

two. all point to the growing importance of planned change as contrasted

vith the drifting process or automatic adjustment.

Planned Change in a Management System

lennis et al  '962a, ve. — define planned change as "a deliberate

and collaborative process involving a change agent and client systen.
nr

¥Ariting about this process, Gilbreth (1960, p. 245) says "In
the past, progress in management has been made largely by the !drifting
process. This drifting process is the slowest process. ”

**See for example the growth of the activities of organizations
like 'Tempo.! According to Nations Business (1964, p. 23), Tempo's
mission is to foresee world economic, social, technical, political and
military conditions 5 to 15 years hence, ¢*+ It has conducted more than
500 studies for such clients as U.S, Defense Department, the National
Aeronautics and Space Administration, Rand Corporation, General Motors,
and various universities, as well as its parent organization, the
seneral Electric Company.



These systems are brought together to solve a problem, or more

renerally to plan and attain an improved state of functioning in the

2lient system by utilizing and applying valid knowledge,"

The process of planned change in a management system can now oe

represented as in Figure 3. The client system in Figure 3 is the

management system whose sectors are shown in detail in Figure 1 of

Chapter

Since the mod:l orl Figure
1

¢losed loop system consisting

of latardenendent sectors, a chance initiated in one or more of the

1 throughout the system, thussectors tr eventually nrr— -
To

setting un Avnamics of t: ~ vot oar vlhich sector or sectors will

‘1 the strategy of the changebe used f » “aitiating change “end:

acent “21 ¢” the stratecs ~hango » b2gin changes in the

&gt; addition to the present

reverse of this; i.e., to start

management values sector bv m
- oe

values. Another startegy can’ t

changes in the sectors of ski”. (techni. ~ . » problemesolving) with

1 internersonzl skill1 4

changes, which in turn will lead to change a communications, power

distribution and values (e ~ . Odiorne 1  ~~
-

\

~~ +h3 id

strategy is to start changes in communication and power distribution,

which will then get propagated throughout the system (e.z., Lawrence

1958)« Finally. there can be many combinations of these stratersies.

[t would be interesting and useful to study the effects of these

lifferent strategies in terms of their final outcome. This is. howe

ever, beyond the scone of the present study which is being carried

on within the context of a single strategy.
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Client System at
initial stage at
lime t.

Client system at
final stage at
time tg

Change agent's
strategy between
time t; through tg

“IG. 3. Planned change.



An Empirical Test of the Model

The model of Figure 1 is a general model that can be used to

represent a number of different strategies of change, and thus to

provide a theoretical framework for the study of change programs.

In order to explore the validity of the model, it will be used to

describe a specific change program,

Planned Change Program in a Cormpany

Chapter II describes the details of a particular change progran.

The data for the empirical testing of the model were collected from

one division of the company that had completed the first two phases

of the program and was in the third phase. The portion of the model

of Figure 1 that is relevant for describing this situation is

reproduced in Fizure 4 Comparison of Figure 4 and Figure 1 shows

that the difference is that the model of Figure 4 does not contain

the sector of results shown in Figure 1. The reason for excluding

the sector of results is that at the time of this study the program

at the division being studied was only six months old and thus less

than half wav through the third phase. Only after another three or

- entering the implementation phase. From thenfour months will 31 t

an. iv take ! apout =~ vears before the consequences are reflected

in the rr sults measured. It will now be shown how the chance

progran in Chapter II can be conceptualized in terms of the model of

Fizure 4.
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description of the Change Program in terms ofthelode? ~fFigure4
The arrival of the change arent results in a new influence on the

nanazerient values sector of the model. During the time prior to the

4-day meeting, this new influence is interacting with the existing

value system in unfreezing the old values, Changes in values start

taking place at the 4-day meetinz, and these in turn change communi-

cations as well as power distribution by way of trying new behaviors.

esultant chances in interpersonal and group skills and attitudes

feedback to reinforce new values, This cycle is repeated many times

at the 4=dzy meetings, and after the managers return to the division

these changes have an effect on the protlen solving activities in the

srzanization. It will probably take 4-3 weeks after the L-day

neetinzs for these changes to get consolidated and for the systen to

stabilize at a new level,

ete rrr atSiAn TH+ Nharnd x “der

Fo 4. ¥ 1 r necessary to reformulate the purpose of the study, as

outlined in Chapter 7

wnderstand the dynard

validate ermirical

75 of the model of Figure 4; that ie, =

rr.1% rent system during change, or e

“Nar+ vg © ne model of Fizure 4. The

assurmtions unde: ls Sq

wr 4 A ey  ld nec~=Sas r 2 nd ~dant numos--» .gsactore

nad py ed so 23 to form a closed loop

Fedoaek cst

™h
Lil wstem tends to remain relatively stable; i.2., the

inherent tendency of the system is to return to stasle

neratinnzs.,



There are many implications that flow from the above set of

assumptions. First, the stability* implies that the changes in the

system can be induced only by major disturbances or external pressures.

Some of these major disturbances can he the introduction of an outsider

intu the system, i... «

into a position of power wo.

system from the prevailing one

&gt;einz studied it is on outside chev

Second- the interdenendency 6. w+ tha change introduced into

any sector

direction shown ?

"the mo 1 Jirourshout the svstem in the

— 4

v 1.
”~Ze » ~x=rmmle, if the change

»+lues from more ofinitio
2

sey

Theor “Teethve cominlie

ats
* 2

&gt;

1 mnts at new

yeh vtbitudes.,

'h support

Lhe will result

from 1 F “111s and

attitnree 411s.

hus resu) FP "1 " assumption

&gt;einz thet - v $l
-

»  effort« NT oars

nti.7cated t() c ~r~remont in internerson: 7 He -
eb

-

' warns the

manager in caring about the other managers. and in bheinz skillful in

creviding proper motivation for them. Another reason is that attitudes

&gt;f onenness, mutual trust and understanding help to create an atros-

phere in wnich people can freely express their technical ideas.

The stavility referred to 4s in a dvnanmic sense and not a static
11



As can be seen in Figure 4, the success c= 2rienced as a result

of this improvement in problem solving competences feeds back to

support the new values, thus completing the second cycle, In fact,

there are many more circular relations than the two major ones which

have been traced. These cycles are repeated many times until the

system attains a new dynamic but stable level of operation consistent

7ith the new set ¢” values. In the interim period, when the changes

are onerating. som af the sectors mav bs moving in a direction

opposite to th

initial change. == started there may be a worsening of the situation

before the improvement starts.,* Another aspect worth stressing is

that it requires both effort and careful handling of the situation

antil a new stable level of operations is achieved. In fact, it is

he amount and quality of this effort that determines how far the

changes will be propagated in the system, i.e... whether they will

stop at the first evele or complete the second also.

Statement of Specific Hypotheses

At this point a few specific hypotheses predicting direction of

change in each sector of the model will be stated so that these

hypotheses can be confronted with the data gathered from the change

programe.

Hypothesis1. Problem solving competences of the management system

will increase,

*See for example Coch and French (1958, p. 241). In their
Figure on page 241 notice the dip in production after the change was
introduced, Notice, however, that after a while production picks up.



Iypothesis 2e

Iypothesis 3

Management values will change toward those of Theory Y,

Communications in the system will improve,

Iypothesis 4, Power distribution in the system will become

increasingly equalized.

Interpersonal andIypothesis * croun skills and attitudes will

improve.

Iypothesis é sanagerent goals will increase in clarity and there

will be relatively higher priority for overall business objectives

as compared to functional goals.

summa

This chapter has evnlained how the process I planned change and

the company change program can h- conceptualized in terms of the model

&gt;f Firure 4 (oi fisure O° Objectives « ©’: nresent study were thenJ

reforrmilated. and a number « © snecife “vr theses were deduced from the

model. Tre voriables involved in these

T.1 +h
~~

nethods used “ao

Jlowinz chanter. some issues of research design and

©» onerationalizing the variables and collecting the

jata will be discussed.



CHAPTER V

RESEARCH DESIGN AND METHODS

The study of change programs from the systems viewpoint is

relatively new. The theories and models of the type studied here

have been only partially tested. In particular, the relationship

csetween interpersonal and group factors and problem solving compe-

tences remains to this day untested at the organizational level, It

das therefore necessary to develop new methods. The main focus of

the present study has been on using some existing research methods

modifying others and developing many new ways of measuring the effects

»f chance programs.

The data for testing the “wwnothers ns TJ re gathered from the

field situation, i.e.. an creoine comm:

controlled experiments in the 1.

syreganizations presents a number

 Vv mrogram, rather than from

wyy  yy “J wore in formal

‘lemmas TY iss as concerning

research desien and methods (Sco! ~ oe Kal [2
a

Nw, J Ye Some of these

issues which relate to the present study will be discussed in the

subsequent pages. They are:

| Development of measurement instruments

*See for example work in problem solving by Maier (1963) or work
in role development by ioment (1963). Some of the areas covered by
these studies overlap with areas examined in the present study.
However, both studies used an experimental approach in a laboratory
setting.



Selection and description of the organization to ve studied

le Problem of ent rv

1
st

9. “on of the levels of analvsis

oH 5 i" Il

,

5. LL ww “13 on nrocedures

}
- Issue ~naerationalizine of variables

y
) a Measurement of variables

development of Measurement Instruments

[t+ mus’ emphasized that the instruments were being developed

and refined i 11. the nerio:
-

12 stad, “Ss a result. in

many cases t f.rm was rea’ only in 1° 7 - Ler phases of the

studv. and * version was used in 1h= earlier phases, Two

overriding em ~-+3.:.n1s have ~aidzd +
1

| re Tomment, © © the instrie-

nents: (. thr the instrame—+ \
.
-

&amp; &gt;

em»MAZK TL &gt; S0 that they

Jould be easv t » handle in th  and would rat consume too much

sf the time of the manrnacerse: anc that they be meaningful to the

nanasers concerned. The instruments develoved and used in the present

study are discussed below.

[he Interview Schedule

The most important consideration in the development of this

schedule was that the questions should be develoned in the language

»f the orrcanization. so that these guestions would he familiar and



meaningful to the executives involved,* Initial questions were

jeveln~=d after the author had spent some time with the executives

at¢

-he sched

juestics we

wT:

1
2
En

, 6 oo

ye
»

» 3 ne

 ing the pretesting phase

 ¥
no.

-
3 . result, some

The final version of the

schedule

-~

4
YZ.

nention

for tur rensc
 -

a
r

i 2 n

v reend - -

business peopl

+hat reauires snecial

T™i1s scale has been used

2 -a cenerally used to

thinkine in terms oo” percentages: secondly, it provides a continuous

ywantitative score,

Jiestionnaire

The Tollowings questionnaire was used in this study after the

lenartmental meetincos:

Post=leetine Reaction Questionnaire.,** The questionnaire

reproduced in Appendix IT was used after a resular managerial meeting

called staff meeting. A slightly modified questionnaire was used

*In developing questions, the author found the discussion of
shis issue in Payne (1951) very illuminating and helnful.

*Tn the development of this questionnaire, the author is
specially indebted to D. G, Marcuis and W. J. Reddin who helped him
JTith their ideas 2nd criticisms.



after the task meeting in which the group worked on a standard task.

The questionnaires were filled out individually by the members of the

sroup after tne meetin

Ne e.17 ance mr ~~

(= 4 roo

-n ever monitor and understand everything

Iv *s therefore necessary to find out

From the members their views ab-ul the meeting Thre: mast

important aspects measured bv this auestionnaire - ve the quality of

jecisions made, cormitment of the member to implement these decisions,

and his satisfaction. Percentage scales have been used wherever

DoSSibl~

The questionnaire in Appendix IT 13 for participants to complete.

For the leader (chairman or the boss) the questionnaire used was

Ldentical excent for the omission of page 1a.

3ehavior Pattems and the Category System

The actual behavior of managers, rather than subjective reports

Like questionnaires and interviews, was recorded by scoring their

interactions in their meetings, This is important both because of

the nature of this study and the belief that a large and imvortant

nart of the behavior takes place in these meetings.

Zales developed a category system called Interaction Process

lwelve Category Set (Bales, 1951, pe. 9). This set has six categories

in both task and socio-emotional areas. Since our interest was in

decision making and problem solving, all socioc-emotional catercories

sere combined into one category. thus resulting in seven catercories.

Pre-testing showed that this was not satisfactory, and that some



important data were being missed. It was, therefore, found more use-

Ful to separate goal directed search behavior (Cyert et al., 1956)

and the behavior connected with the organization of the group

“ron behavior connected with solving a

develooment « 7 an 11 category

‘Guetzkow sn: Simon ©

speci”

syste nC med nt 2ananes dealinz with goal

sett orzanizatior and eizht dealing with working =a 1

D roblu This svstem was used for data collection during the before

siti.

—

Lility of this coding was determined Oy correlating

LY
 | "dq br two independent echserre rs fr the sare meeting,

+ secorz2s have sufficiently

+ stad. Maraguis et al, (1991

Th a I "Iv indice: A *,

 2

N17

Ds . -—d~m. renorted an inter-nbserver

2orrels’ 3. + hod indicated that probvlen-

50lvings ¢ ~AS ty Ty rom direct ohservatinn as from

1 tymewritten transcri +t {1 1 ry

™m,"me eleven ca ri 1tezories were later expaned tou fifteen, The fin“Zilles Oe I al

reeting observation form and a description of each of the fifteen

catezories 1s given in Appendix III.

During tne research reported in tnis study, the ehavior at woth

regular reetinss (staff reetings) and task restinss (vhere groups

dorz=zd on standard tasks) were scored Tr ohserver, thus

re - pr.4 , DL 1 % * » a - - ~ —- .

mneovins further the relinazilits of reasurenent,



Standard Tasks

Tn laboratory experiments on groups, standard problems have been

1sed in a number of studies, Most of these have been of a puzzle or

naze type to which there is a unique solution.* The nature of

srganizational problems is, however, quite different. They are

zenerally complex problems and do not permit a unique solution.

There has been a trend in recent years to construct problems that are

meaningful from an organizational standpoint. One approach has been

to simulate a total organization in the laboratory.** Another

approach consists of simulating management problems*** in a computer-

ized came, or simulating a relatively small company for a top

nanacenent croup. *** But these require computers and are not

suitable for use in a field experiment. Maier (1952) has used role-

playing and other tasks in human relations: these tasks do not use

somputers and are thus promising from the viewpoint of their use in

Meld exneriments.,

For the present longitudinal study, the choice of an organizational

“ask reauires the development of at least two such tasks which are

comparable along various varameters, We do not even know fully what

*See for example, Rubenstein and Haberstroh (1960, pe. 261) or
3avelas (1956-57).

**Representative of this approach is the large-scale experiment
approach used bv Rand. See for details Charman and Kennedy (1955).

*%%See Massy et al. (1961, p. 43) for a summary of different
types of games.

**%%See Churchman and Ratoosh (1961) for one such simulation
approach,



-hese critical parameters are. An attempt was made, however, and a

set of parallel forms was developed and is reproduced in Appendix IV.*

Ranking Tasks: The main features of these tasks are:

1) Each consists of ten items which are to be ranked. This

31)

is simnl.

have 7

ravides comparability insofar as both forms

QL, number of items, and are of the same degree

wifficulty.of comnl _—

Each contain:~-
Lh2ve statements relating cto the Theory Z

Lvpe of managinre and five relating to Theory Y.

331) The nature of the strategy used in arriving at the final

solution. i.e., how far a groun is able to descern that

thers © a binolar grouping of the items, provides a

neasii

iv) The «©

a® the quality of the decision.

tent analysis of the solution provides quantitative

neasure o- management values.

[tems for the two forms were derived from two sources. Most of

the items were taken from the Personal Opinion Questionnaire (Shein.

1963), A few items were constructed by paraphrasing statements of

Theory X and Theory Y (McGregor, 1960). Face validity of the items

was checked by asking judges (faculty and students) who are familiar

sith the concepts of Theory X and Theory Y to separate ten items into

{ and X items. This separation was verfectly achieved in all cases.

A test of the equivalence of the difficulty of Forms I and IA using

*Task No. 1 was developed by Fred I. Steele and Task No. IA by
the author. The author is indebted to W. G. Bennis who provided
constant encouragement in this regard and suggested the idea of a
ranking type of task.



21 students and managers showed no significant difference. The

details of this test will be reported in the discussion of quality

»f decision on page 57. Form I was administered to groups in the

sefore situation and Form IA in the after and after-after situation

The groups were departmental groups. Each individual was asked to

record his ranking before group discussion started. The time limit

Por discussion was set at 60 minutes. Form I was also filled out by

individual managers in both before and after situations, and content

analysis provided a score for management values for each manager,

Selection and Nescrintinn nf the Orpaniz-timn to he Studied

At the time the study was becun there was only one division which

vas starting the orogram. Other divisions were well advanced into the

“hird ohase

The procram concentrates on the top three levels ® management.

Phere are six crouns involved: the top management croup. and five

functional departmental grouvns. The total number &lt;

: 3 ® manarcers and

specialists at the several levels is about 28: 1 at the top level,

5 at the next level, and 22 at the third level.

Problem of Ent

The most irmortant problem here is establishing a personal

relationship of trust and mutual confidence with each manager.,and

cach group. This is time-consuming but absolutely essential for

insuring the quality of the data. The presence of the change agent

at the division, as well as full cooperation by the chief executive

in initial stages, was found to be very helpful.



Selection of the Levels of Analysis

Four levels of analysis were used: individual,

sroup, and organization, Interviews provided data from all levels.

jroup observations provided data from the first three levels. Groups

1sed were of the permanent type, i.e., top management group and

fanctional groups.

Sampling

Sixteen managers were selected for interviews, There was a

cotal sample from the top two levels, and at the third level at least

two managers were interviewed from each of four functions of marketing,

sngineering. manufacturing and finance. The selection was made at

random oul of those who were planning to participate in the activities

»f the program especially the four-day meeting, Two managers inter

viewed, however. could not go to the 4-day meeting, but they partici-

pated in all other activities ol th. program. I: the case of groups,

the plan was to observe five groups: tv management. and four

functional groups of marketing, engineering, manufacturing, and

Finance.* However, the finance groun did not hold their meetings on

3 regular vasis., so only four crouns were studied.

Data Collection Procedures

Sach interview took about one hour. In many cases another 30

to 45 minutes were spent explaining the purpose of the study, and

asking managers for their help in providing objective data. In every

case, complete and full anonymity of raw data was promised.
 EE  EER —

*The personnel section had only two
10t selected.

people in it, and so was



For group data a regular meeting was observed. They varied

in length from 15 minutes to 4 hours. Usually at the end, the group

vas given the standard task. Behavior in both types of meetings

Jas recorded on the meeting observation form by the author.

Issues in Operationalizing of Variables

The main issues in operationalizing the variables were:

1) Single vs. multiple measurements. I!ultiple measurements

were used wherever nossible.

2) Subjective vs. objective measures, Subjective measures

are those in which a person revorts his subjective opinion

1bout the phenomenon. These are self-report measures such

25 interviews and questionnaires. Objective measures, on

“he other hand. are those in which either an observer is

1sed or where output of self-reporting is such that it can

oe judeed by an independent observer or measured acainst

dbjective criteria.

Jherever possible both types of measures were used.* In

some cases, however, subjective measures were the only

feasible ones, e.g., for purely attitudinal variables of

trust. openness. etc.

 4
YN Importance of behavioral) measures. A person may report

vhat he thinks the researcher wants to hear or he mav indeed

2 unaware of how he actually behaves. Since our interest

*This is because purely subjective measures are not regarded
oy many as very valid. See Odiorne's criticism (1963) of subjective
neasures,



in the study is in changes, it was desirable to use

behavioral measures wherever we could. A special emphasis

#as placed on the use of behavioral measures, i.e.,

objective measures, in the case of variables in the

problem solving area. For this purpose standard tasks

and direct observation methods were used.

Measurement of Variables

jach sector of the model contains one or more variables, The

actual measurements used for each of the variables will now be out-

lined. All subjective measures were direct responses on various

questions of the interview schedule reoroduced in Appendix II.

Objective measures were derived from data on meeting observations or

analvsis of the ranking tasks,

Problem Solving Competences Sector (Objective Measures)

These measures were derived from the observation of both staff

ond task meetings,

Role Flexibility Index

The categories were combined to yield seven roles, one combining

the categories of maintenance and summarizing, one of organization

and goals, three of problem solving, one of asking for suggestions

and evaluation. and a final one of asking for development. The index

Jas derived as follows:

Total number of roles taken x 19g.
Number of members x 7

score of 100 means that everv member assumed all the seven roles.



[deation Ability Index,

This index for a group was measured by the number of solution

suceestions generated mer problen.

: 198 — Number of suggestions

Muamber of nroonlens

lime to Rea
» -

“LOT.

This variable was measured objectively bLy observation of the

sroup while working on the standard task, It is the total time taken

from the point the discussion starts to the vnoint when the final

decision is made.

uality of Decision,

The ranking task used for croup decision consists of five items

that belong to one category, and another five items that belon~ to

the other, Thus, there is possible a bipolar grouping of the items

Strategies used in reaching a group decision may be classified into

three catersories: compromise, nartial analytic and full analytic.

In the case of compromise, the decision is arrived at simply by pooling

the individual ranks. hen the group explicitly recocnizes the bipolar

patterning in arriving at the decision, the stratecy will be called

full analvtic, The martial analvtic stratery is one in which the eroun

recocnizes that there is some patterning of items but the exact bhinolar

vatterning is not recocnized. Tf an assumption is made that the

&gt;ptinal strateesvy to solve the ranking problem is the one that explicitly

recoenizes the bipolar patterning, the three stratesies mav be ardered

“rom compromise to partial analviic to full analvtic.

duality of the decision was measured by observing the vrocess by

shich groups arrived at their solution, The strategy or procedure

ised by the group was coded by the observer into the three catecories

»f compromise, partial analytic and full analytic.



Two alternate forms of the ranking test were used in the group

jecisionsy Form I in the before situation and Form IA in the after

and after-after situations. An equivalence test for the difficulty

5f the two forms showed no significant difference. Ten graduate

students in industrial management took the two forms separated by -

day or two. and eleven managers from the company completed both

forms in the after situation: Form T being completed at the time of

the intervierr «v7 ™ m TIT. hefore the group task meetings one or two

days later. ™- » Solutions were analvzed tn determine the degree of

bipolar grouping of items. To significant difference was found

retween students and managers. Qutb of a total of 21 subjects, six

achieved full analytic solution on Form I and five on Form IA.

leven subjects misplaced one item on Form I, and 13 on Form IA,

Combining full analytic and one item misvlaced solutions. There

qgere 17 on Form I and 18 on Form IA, showing no significant differ

ance between the two forms.

Problem Solving Competences Sector (Subjective leasures)

ldaptability

Interview items used to measure this variable were:

VC.1b: If there is any change in the external environment
(competitive pressures, sliding prices, new demands), what can
you say about the speed with which vour department will adjust
to it?

0% = very slowly
100% - verv auickly

VC.2b: Same question except that "your section" was
substituted for "“wour department."

*lexibility

IVC.1a:
staff croup”

{low would vou rate the climate in vour boss’ ny



0% = completely inflexible
100% - completely flexible

IVC.1b: How would you rate the climate in your staff group?

[deation Ability

VB.1a:
when vou are

How many alternatives get expressed and considered
working on a problem in your boss!s meeting?

05% = very few
100% - quite enough

V3.1b: How many alternatives get expressed and considered
when vou are working oir a problem in vour meeting?

cormitment for Decision Implementation

IVA.3: Given a decision about which there were differing
opinions at the time the decision was made. What is the chance
Fhat such a decision will be immlemented?

l., youl

de) Youll o

leported

-

~

MAI

om

those who differed try to sabotage or
‘nst don't care about it
«1 pitch in

TOU

This wai measured by the response on question number &amp; of Post-

Yeetine Reaction Questionnaire of Appendix II. The question is:

J.No. 8: Considering the merits of the decision objectively,
now would vou rate it?

0% - no good
009 « excellent

Jormitment elicited

This was measured by question 31.b of the Post lMeetinz Reaction

Juestionnaire:

S1.b: How committed do you feel to be guided by this
jecision in your future managerial behavior?

0% = No commitment at all
00% - fully cormitted



Management Values Sector

Janagement Values

These . re the assumptions management holds about its human

resources and sre measured in terms of a continuous percentage scale

sbtained as follows:

Content analvsis of ranking task: The ranking task No. 1 has

five items relatine tu Theorv *" and five od y Theory X. If a person

yr i» group ranks +2 Theory Y items in the first five choices, the

scale score is 100%: if he ranks «1. Theory X items in the first five

shoices the scale score is 0%. The scale score is calculated as

follows

Manacement value index = 100 = {Sum of theroftheranksof£Items-1%
no

Communications Sector (Objective Measure)

[Wo-Way Communication Index

This is 2 measure of the extent to which subordinates are

rarticipating in a meeting relative to their superior. An index

score of 0% means no marticipation by subordinates: a score of 100%

neans total participation bv subordinates. The index is calculated

1s follows:

Two-way communication index = 100 x Acts by Subordinates
Total Acts

Communications Sector (Subiective Measures)

frequency of Upward Communication

The measure used was question ID.1 of the interview schedule in

Appendix IT.



ID.1: How would you rate the frequency of communication
vetween you and your boss?

0% = very inadequate
100% - very adequate

‘requency of ™wnward Communications

ID.2: How would you rate the
setween vou and vour subordinates”

‘requency of cormunication

‘requency of Horizantal Cammunication

ID.3: How would you rate the
setween vou and your peer group?

freauency of communication

iffectiveness of Upward Communications

I3,2: How effective is the communication between you and
your boss?

0% - completely ineffective
100% = completely effective

wffectiveness of Mownward Communications

IB.3: How effective is the communication between you and
your subordinates?

iffectiveness of Horiznntal Communication

I3.1: How effective is the communication within your peer
*Toun?

ne-way vs. Two-wav Corrmnication

Two cauestions used were:

IC.1: How would you describe communication in your boss‘s
neetines with his staff?

0% - He passes on information, we listen

(one-way)
00% - Fach of us participates as much as our

mass does (two-way)

IC.2: How would you describe communication in your
neeting with vour staff?



Power Distribution Sector (Objective Measures)

These measures were derived from the observed behavior of

nanagers in their regular (i.e., staff) meetings.

Leadershin A~ts Ratio

This is a measure of the extent to which subordinates perform

leadership acts falling ia the categories of goals, organization,

and asking for suggestion and evaluation. A ratio score of 1 means

total equalization of power, whereas a score of

rentralization., The index is calculated as Jullows:

zro indicates total

Leadership Acts Ratio = Leadership acts by an average subordinate
Leadershin acts bv the boss

Jecision Index

This is the nercentage
» decisi. 18 wich are reached jointly.

Joint decisions cre those wher al. least ..ne subordinate agrees

explicitly to the &amp;-2isicn dzecisicilo c111 into this category

sxcept those that are mac&gt;» "rv the boss alone. The index is:

. . &gt; + . &gt;

decision Index = 97ntdecisionsx 10g
Teal decisions

\ score of 0% is complete centralization of power, and a score of

00% is cormplete equalization.

Power Distribution Sector (Subjective leasures)

Delegation of Decision Making Power

The measure used was question ITA.2 of the interview schedule

‘Appendix II).

ITA.2: According to the defined responsibility of your
position, there are a certain number of decisions that fall
within your area of responsibility, and which you can and



snould be making, Cf these total decisions, what percentages
joes your boss let you make?

C» «= none at all
100% «= all of these

necking with =ose

IIC.2: On an average how many times do you nave to check
7ith your boss before you make a decision?

0% = very seldon
100% = very often

Strle of T.eadarshin

ITC.2: In your view, how do you ensure that your subordinates
carry out your decisions?

Pod-ethed of Teeoicin

.

&gt; -

alrd re

cecause I am a bass (reward, nunishment

loyalty)
I try to consult ry subordinates nefore
IT max~ the decision so that they feel

rsultatin=

“All Au=sstics wu

IIZ.1u Please imar
that would you say abut

[ “OY a[ITC.22: “ow are
4d3t2’f reetinos?

{, wv,

yoursell in the bossls &lt;+t-7f mectin:
a "6llowinz?

makes all decisions
2isions are mtually (jointly)

1 24

hii;

“arifliects hardled 9 Jour onssls

maxes the decision 211 the time
© ormatna  17 work it out 211 the time

112.25: Please imagi.: ourself ir wonr staff meetins
7a2t would vou sav anout the Jollowin:

&gt; or » 211 the decisions

ceceisions are raxtually arrived zt

1170420: Zow ai» uaz conflicts handled in Jour staf? meetinss?

+ rake 2l1l the decisions
oy ym

100% = we all mitually work it out



Interpersonal and Group Skills and Attitudes Sector

(Objective Measure )

concern for Maintenance

The measure is derived from the data on observation of meetings

in the following way:

oncern for maintenance index = (Maintenance and summarizing acts) x 100
Total acts

Interpersonal and Group Skills and "*+*studes Sector

(Subjective Measure)

Jpward Understanding

Two questions used were:

[VB.1a: To what extent can you read accurately your boss

0% = not at all
100% - verfectly

IVB.2a: To what extent are you aware of the true feelings
and opinions of your boss about the various issues that arise
during vour business transactions with him?

0% = not aware at all
1009 « completely aware

Downward Understanding

Two auestions used were IVB3.1b and IVB.2b., Both of these were

similar to the above questions except for the substitution of Yvyour

subordinates! for "your boss."

dorizontal 'nderstanding

Pwo auestions were IVC,1c and IVC.2c, which were similar to the

Jjuestions above except that "your bossY was revlaced by "vour peers.”



Understanding Among Departments

VD.2a: How would you describe understanding of various
departments towards each other?

0% = ncne at all
100% - complete

Mutual Trust Amore Tenartments

VD.2b: How would you describe the
various departments towards each other?

feeling of trust of

dpenness ~~ Snhardinagte toward “is Boss

IIB.1b: Please imagine yourself in your boss's staff
neeting, what would you say about the following?

0% = I don't feel free to express opinions
00% = T feel completely free

ITIB.2a: How free do you feel to express disagreements
Tith your boss?

0% = none at all
100% - completely free

Jpenness of a Group of Subordinates toward their Superiors

IIB.1c: Please imagine yourself in boss's staff meeting,
shat would vou sav about the following?

0% = We (sub.) don't feel free to express our

opinions
100% - We feel completely free

ITIC.1a: How frequently are disagreements expressed in
your boss!s staff meetings?

» 1

Jpenness Among Peers

«1IIB.2b: dow free do you feel
vith vour peers?

EO xpress disagreements

0% - not free at all
100% = completely free



Listening Ability

IIB.1a: Please imagine yourself in boss!s staff meeting,
shat would you say about the following?

0% = boss does not care to listen at all
100% - he is a perfect listener

[TB.,22a: Please imagine yourself in vour staff meetinre.

0% - I don't listen at all
100% = I am a perfect listener

conflict ReseIntion Ahility

ITIIC.3: Of the total number of conflicts what percentage
is not handled at all (shoved under the rug)?

Se) Tit your boss's staff meeting

5.) Iu. vour staff meeting

ixperiment~1 Attitude

IVA.,2: Vhat is the chance of trying out any reasonable
‘50% chance of success) idea?

0% - no chance at all
100% = will be definitely tried out

anagement. Goals Sector

clarity of Group Goals

IVB.3a: How clear is your boss's staff group about the
roals it is striving for?

0% - completely unclear
00% « completely clear

IVB.3b: How clear is your staff croup about the goals it
is striving for?

dnole Business vs. Sectional View (Priority of Goals)

VD.1a: To what extent are various activities coordinated
in vour department?



0% = people have functional. or sectional view
s peop ; )

100% = people have whole business or company view

VD,10: To what extent are various activities coordinated
in your section?

Surmare

[ssues and topics ¢f research design and methods were discussed

in this chapter, In particular. instruments used to collect data,

and reasurerents of specific variables were described in detail.

'n the next chapter, analysis of data and results will be pre-

sented and discussed,



CHAPTER VI

RESULTS

This chapter presents the analysis of the longitudinal (before-

Tter) study conducted at one division of a larce industrial

“arnoration.

Schedule co. Observations

The procran started zt the division when the change agent arrived.

The top management 4-day meeting (abbreviated al T-4 da in Firures

5=20) was held after three months and “"w manacers! U=dav meeting

(abbreviated as li=4 da) after anothe

vere collected from the division

first point was about two months '

~~

x7, me" 4 vg 1, * the data

Lo
isn) v tiine, The

wr meeting

and the secona "TY
nn. STE. wales 2 eeting,

The
 ~— _

yo 1. second set

y ~ wi an NoTu 2 observed

11, NLT 7 Ye
Ne st a

nan nartme he “re
-)

3t.11 in the

roce. — T. » »
y

1h therefore, made

rs! Ladayv meetingOo Jivisior at yur months after the nanace

0 collect data from this department. This third set of data will be

called after-after data.

Interview Data

Jata using the interview schedule (Appendix II) were collected

in both before and after situations from 16 individuals: 6 from the



top management group (7), 2 managers each from departments I and II,

and 3 managers each from departments IIT and IV. Tables 2, 7, 10.

12 and and Figures

5f interview azta- Ee

&gt;elongine to sin’

are means for each or

n.ohte&gt;n mane

the value rank:

situations. * "a
vey

Ip

ranking task 7 3 4  foe

rankings yields tHe

1, am “snd 20 report the analysis

nmat oy the gnalysis of variables

w1dal. The ficsures in the table

~~

TTRIUDS 8

-~~ 2 Nata

wrtients (I, IT and III) comcleted

Y dn both before and afterYe

+» denartment I also corivleted the value

atterealter situation, The analysis of these

manacerent value sceres which are rernrted in

.

Tele © ord Wiocure

Staff Meetings Data

Yoservation of manacers in ton management staff meeting and in

three denartment staff meetines was carried out in both before and after

situations and coded into the ‘esting Observation Forms, Acts falling

into various caterories were tallied and summarized in lMeetine Analvsis

Fornis,* of which there were two for each manarement =zroun, The data

"ror the analysis forms were further analyzed to derive various indices

shown in Tables 1. 3. 6. &amp;, © and 11. The chances {rom the before to

-he after situation are nlotted "nn Firures

Task Spr

A wha

12.0 14, 15 and 17.

"asl meetines were those in which the croun worked the ranking

-ask. The interactions were coded into the Meeting Observation Form

ET ETRSD

*A specimen of this form is reproduced in Appendix IT.



oy the observer who also recorded the strategy used in arriving at

the final decision. Data were collected from three department groups

‘I, II and IIT) in before and after situations. Data were also

~ollected from department I in the after-after situation. The

analysis of these data is plotted in Figures 9 and 10. In addition

Dost Meeting Reaction Questionnaire (Appendix II) was administered

to croup members only in after and after-after situations. The

nalvsis for croup I is revorted in Table 4,

Findings

5ix hypotheses stated in Chapter IV predicted the direction of

changes in the six sectors of problem solving competences, management

7alues, communications, power distribution, interpersonal and group

skills and attitudes, and management goals. The changes in these six

sectors as a result of the company change program will now be described.

Problem Salving Competences

Chances rT h 1 1 solvine competences from the before to after

situation were measured ota obnviective” r md subjectively by analysis

and interview data. The results areof staff meetine

reported in Tables

obtained in four groom

tables and figures’

me"
.

ae

2 Tioures i.
‘

Ki hi mneetiner data Wiere

+m manacement. ee
. ’
 A, :{abbreviated T in

and three devartrments (showm =
: F

 Y CIT. and TIT

in tables and ficures). Task meeting data were obtained from three

lepartments.(I.IIand III). In the case of department T. data were

also gathered in the after-after situation. Table 4 presents analysis



&gt;f the Post Meeting Reaction Questionnaire for department I.

ole Flexibility

Table 1 shows how the role fli11ity index was derived from

staff meeting observation data. The change from the before to after

Three grouns (I, II and III) show

* their members from beforean increase in role fl=aibi™ ™~

after situation, whereas grow 7 shows nu change, The general trend

in the system is that managers are assuming an increasing number of

roles 1.1 staff meo+” ics.

The interviorr

3 » - oan reo
-

IT

narnace

rates th.

reported 3

applying a oneat

supports the al de.Te,
»

 ! rUY Chat corres~-1dinge increase in flexibility

het ‘that manaeers from four groups (T, I,

relle JNCTEnS  An flexibility, whereas

YY oy Tr xr wr 2 { ‘nerease Tahle 2 indi-

-

ore 11 the mean n2r cent increase

~r}1 lL ch aienificant at less than the 0.001 level

+ test. Thus the subjective measure (Ficure

we measure (Figure 5) that there is an increase

in flexibil.e..7iu nroblem salvin-

Two points need special mention here. TFirst is the fact that

sroup IV (Ficure 6) reports very little change. In fact, the revorted

change 1s zero if the boss is taken out of this group. Second is

“hat whereas chances in behavior or performance (Firure 5) for three

Jepartments (T, IT and III) are generally in the same direction as the

reported or nmerceived chances (Figure 6), there is an inconsistency

in the case of devartment I. lianarers in this devartment reported an
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Table 1

Change in Problem Solving Competence Measured by Per Cent of Seven
Types of Role Acts Performed by the Average Member.

(Analysis of Staff Meeting Data)

Management groun

i. Number in group

2. Total number of
role acts performed

3. Role flexibility index
(2) , 100
11) 7

Thm r IT [TI Average

Before 5
After 5

2}

3

Before 27 28
After 30 28

ES

79
23
15

Before 77.0 80.0 63.2 47.0 66.8
After 85.5 80.0 92.7 71.4 82.2
Change +8.5 O 429.5 +24.4 +15.4
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FIG. 5. Change in problem solving competence measured by per cent of seven types
2f role acts performed by the average member in a top management meeting
and in three department staff meetings.
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FIGURE 6. Change in problem solving competence measured by reported per cent
flexibility of members in top management meetings and in staff meetings of
four departments (Interview items IVC.la and IVC.1lb).
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Table 2

Reported Per Cent Changes in Problem Solving Competences (Analysis
of Interview Data; Department Manager is Included in

His Group as well as in Top Management Group).

Management group I. ( d [TI IV Average

Number in group

Adaptability
(VC.1b &amp; VC.2b)

4 if 20

Before 45.0 66.7
After 57.1 75.0
Change +12.1 +&amp;.3

50.0 50.0
55.0 57.5
+5.0 +7.5

65.0 54.0
70.0 62.6
4+5.0 +8.6

Flexibility Before 50.0 60.0 62.5 63.7
{IvC.la &amp; IVC.1b) After 64.2 81.7 72.5% 68.7

Change +14.2 421.7 410.0 +5.0

82.5 62.5
85.0 73.1%
+2.5 410.6

[deation ability
(VB.la &amp; VB.1lb)

Before
After

Change

68.3 73.3
76.6 85.0
+8.3 +11.7

66.7
73.3
+6.6

80.0
88.7
4-5

70.0 71.5
70.0 78.5

0 +7.0

Commitment for
decision imple-
mentation
(IVA.3a &amp; IVA.3Db)

Before 60.8 78.3 73.3 73.7 78.8 71.5
After 75.8 85.0 78.3 80.0 81.3 79.5
Change +15.0 +6.7 45.0 +6.3 +2.5 +8.0

* One person did not

k% One-tail sign test.
answer

pkk

&lt; 0.001

&lt; 0.001

1.001

&lt; 0.001



increase (Figure 6) but there is no change in their behavior as

sbserved in their staff meetings (Figure 5). These two points are

aighlighted here because theyoccur very consistently in the other

sariables. We will return to this issue in the discussion of results,

[deation Ability

The abilitv to generate a number of suggestions or alternatives

&gt;on a given problem in staff meetings is shown in Table 3. The

changes in this objective measure from before to after are shown in

Figure 7, There is an increase in this ability in the case of three

sroups (T, IT and III), while group I shows a decrease.

Tdeation ability was also subjectively measured in the interview

jata, Figure 8 shows an increase in four groups (T, I, II and III),

sut no increase in group IV. The average renorted increase in all

Five crouns was 7.0 per cent (Table 2) and is significant at the

37.001 level using a one-tail sign test. The interview data thus

support the observed change in staff meetings.

lime to leach Decision

This was measured in the task meetings in which groups worked

sn the value ranking task, and is the time from the start of the

discussion to the final decision. Figure 9 shows that groups IT and

[IT were very close to the 60-minute limit in the before situation.

It was obvious to the observer that they did not budeet their time

at all, and that the decision was made in a great hurry at the end.

Soth these groups decreased their time in the after situation. Group

[ changed very little from the before to after situations but showed

an increase in the after-after situation.



Table Jd

% I=

Change in Problem Solving Competence Measured by The
Total Number of Solution Suggestions Per Problem

(Analvsis of Staff Meeting Data)

Management group

Number of oproblems

Number of suggestions

sugg.
[deation ability rat)

B r

Before 31
After 17

/

183

Before 66
After 43 JL

 2°

Before 2.1 6.4
After 2.5 2.8
Change +0.4 -3.6

II III Average

J

)

12 16
15 28

0.7 8.0 4.3
2.1 14.0 5.3

+1.4 46.0 +1.0
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FIGURE 7. Change in problem solving competence measured by the total number of
solution suggestions per problem in a top management meeting and in three
department staff meetings.
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FIGURE 8. Change in problem solving competence measured by the reported adequact
of expressing and considering alternatives on a problem in top management
neetings and in staff meetings of four departments (Interview items VB. la
and VB.1b).
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Juality of Decision

This was measured by classifying the strategies used by the group

in reaching a decision on the ranking tasks into three caterories of

compromise, partial analytic, and full analytic. Groups I and III did

not change from the before to after situation (Figure 10), but group

[ showed a marked inerease in the afterafter situation. Group II

increased fron compromise to vartial analviic. Thus two out of three

croupS show improvement in thelr strateoy of decision-making, and the

third shows no chance.

Jualite f Necision and Time » Reach Decision

comparic, 1 «. Ficures 9 and 10) shows an interesting relation

Wd nuality of decision, Grouvn IITceétween time reach decisi:n .

shich showe

strate,

moderate

in time she

trade=c

‘reatest decreszse in time showed no change in decision

Je: te decrease in time showed

y I which showed an increase1 ATE MENT

Yes AY vy } ratecy. There seems to be a

alien Tere 1s an ontimal time for best

Juals.

this sen.

i taglk Tu the case of the rankines task,

re yo Lo 30 minutes,

Post 14~- &gt; Ny ="
wr

™. ministered only to croun I after the

var and after-after situations. The

analysis of tw tems dealing with the variables of Reported Decision

ality and Commitment Elicited is even in Table 4 A third variable--

Sffectiveness of Decision~-was calculated as = product ot the above two

variables, Reference to Figure 10 shows that group I increased its

quality of decision as measured by decision stratesy, thus providing
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FIGURE 10. Change in the quality of decision measured by the strategy used in
reaching agreement on value ranking task in three department task meetings.
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Table «+

Reported Per Cent
(N=5) from

Changes in Problem Solving Competences of Department I
"After" to "After-After' Situation (Analysis of
Post-Meeting Reaction Questionnaire).

Variable
TIME OF OBSERVATION

After After-After Change

Reported decision quality (Item 8) RO 4

7 Commitment Elicited (Item S1.b) 9 1 +22

3 Effectiveness of Decision

(1) x (2)
100

~26



1 validity check for the Post lMeetine Reaction Questionnaire

Other Chances

"aly. shows that nanacers also revorted in their interviews

In ICT ve an »11ity. i.e... the ability of the organization to

adjust ahanee external environrnent and an increase in commit

nent © 2 decision Limlementation.

SUrmar”ME

|

,

~ommet

In cer:

splvine © mmm oF

decisiona or

ney vt » o .meeting alse 1ndioc

and effectiveness

~hanee 1 a nuaber of measures of problem solvingAe

fined using beth Yojective and subjective data.

r Frond 41. .

wage in the problem

NL. “Hilitv. and oualitv of

wenant . 1 mastionnaire used after the task

‘nerease in rervorte 1]&gt;d cormitment elicited

decision, Interview data also show an increase

in adaptability and commitment for decision implementation.

rianac ement Values

tichteen manasers from three departments (I, IT and III) completed

he value ranking task with Form 1 in both before and after situations.

lable 5 summarizes the scores computed according to the formulae on

rage 59 of Chapter IV. In the case of departnent I, four nanagers

completed the value rankine in both after and after-after situations.

lanazers in grouns II and IIT show a shift toward Theory Y values,

whereas oroun I shows no chance from before to after. The chance 4s

sirnificant at the 0.016 level usine the one=tail “Alecoxon matchedensirs

sicned=ranks test. Dividing scores at the initial median of 80, the

*hange is significant at the 0.01 level using the one-tail x2 test.

aroun I shows a shift from the after to the after-atter situation.
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Table 5

Shift in Values from Theory X to Theory Y. (McGregor)
Measured by Rankings Assigned by Managers in Three Departments.

Management group II III Average
 pe———

Number in grouv &gt; / 6 18
Before 90.4 73.7 71.3 77.5
After 88.8 85.7 88.7 87.5
Thange -1.6 +12.0 +17.4 +10.0%

* p = 0.016 (One=tail Wilcoxon matched=-naiis signed-ranks test)
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IGURE 11. Shift in values from Theory X to Theory Y (McGregor) measured by
rankings assigned by managers from three departments. (In department I,
there were five managers who participated in before and after situations,
but onlv four of these participated in both after and after-after).



Over the total span of time, therefore, there is a shift toward Theory

" values in all three grounsS.

Commminications

Thanees in variables in the communications sector are reported

in Tables &amp; and 7 and Ficures 12 and 13.

Jne~way vs. Two-way formunications

Jne=way corrunication means that 2ll initiations are from boss

to subordinate, whereas two-way communication means that both initiate

zquallye. An objective measure for this variaole was derived from

nalysis of stalf meetine data (Table 6). As can be seen frou

Tioure 12, three crouns (T. II and ITI) increased in two-way Comminie

vation, whereas croup I decreased,

The data from the interviews (Ficure 13) show an increase in

LWo=ay comxmnications in all five eroups, thoush the increase for

sroup IV is insirsnificant. Table 7 shows that the remorted increase

for the total system is significant and supports the obiective measure

Jther Chanves

Table 7 oresents further analysis of interview data bearings on

chances in communication. Tt shows there is a s8ionificant dnereoasa n

he effectiveness of upward, dovnward and horizontal corrmnications.

There is alsn a sicnificant increase in the freaduencv of horizontal and

ward coirmunication. But there is no chance in Freauency of dowmrard

cormminications. The chanse in communications from one-way to two-way

sherefore comes about through increase in Frequency of upward communication.

To sum up, both the objective and subjective results show an

improvement in two-way communications. Interview data also show that
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Table o

Change in Two-Way Communication Measured by Percent Participation of
Subordinates. (Analysis of Staff Meeting Data).

Rk.

2.

3.

Management group

Total Acts

Acts by subordinates

[wo-way communication
index (2/1 x 100)

*3D I II IT] Average

Before
After

341
352

209 155 93
321 153 264

Before 183 140 89 61
After 223 199 110 197

Before 53.7 67.0 57.5 65.6 60.9
After 63.4 62.0 72.0 74.6 68.0
“hange +9.7 -5.0 +15.5 49.0 +7.1
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Table 7

Reported Per Cent Changes in Communication (Analysis of Interview Data;
Department Manager is Included in His Group as Well as in Top

Management Group, Except as Noted)

-_

-

Management group

Number in group

Frequency of
upward comm.

(ID.1)

Frequency of
downward comm.

(ID.2)

Frequency of hori-
zontal comm.

(ID.3)

Effectiveness of
upward comm.

(IB.2)

Effectiveness of
downward comm.

(IB.3)

I'T III IV Average p¥%%%

20

Before 62.0 70.0 32.5 91.7 8¢.7
After 71.0 70:0 45.0 91.7 90.0
“hange 49.0 0 +12.5 0 +3.3

70.0
75.2
45.2

0.031

Before 85.0 50.0 70.0 88.3
After 91.0 40.0% 70.0 88.5
Change 46.0 -10.0 0 0

91.7
90.0
-1.7

82.5
83.5%
41.0 0.687

Before 68.0
After 85.0
Change +17.0

65.0
73.7
+8 7

43.7 63.3
48.7 70.8
+5.0 47 ~

80.8 66.0
81.6 75.2
40.8 4+9.2 0.001

Before 53.0
After 70.0
Change +17.0

72.5 57.5
75.0 67.5
 £2.5 410.0

718.5
80.0
+1.7

81.7 67.0
85.0 75.3
+3.3 48.3

0.002

Before 57.0
After 87.0
Change +30.0

60.0 57.5
65.0% 72.5
«5.0 +15.0

83.5
86.7
+3 .4

91.7 69.7 0.002
91.7 85.7%

D +16.0

Effectiveness of
arorizontal comm.

(IB.1)

One-way vs two-way Before 55.8 70.0 51.7 .50.0 80.0 61.0
comm. *% After 71.6 83.3 63.3 78.7 82.5 75.7

(IC.1 &amp; IC.2) Change +15.8 +13.3 +11.6 428.7 +2.5 &lt;+14.7 &lt;0.001

One person did not answer.
Boss included in all five groups so that number in all groups is increased

by one and for average by 5.
k%% One-tail sign test
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FIGURE 12. Change in two-way communications measured by per cent participation
of subordinates in a top management meeting and in three department staff
meetings.



90

80
“Ep

1

v4

p:
70

0

50 Joma

or"

7

Xo
 1

11

&gt;e

)
J

Before After
A DEPT !

M-4da  MTGS
T-4da

FIGURE 13. Change in communications measured by reported per cent of two-way
communication in top management meetings and in staff meetings of four
departments (Interview items IC.1 &amp; IC.2).

3



managers report significant improvement in communications of all

ypesS, il.e., upward, downward and horizontal.

Power Distribution

Two objective measures were derived from analysis of staff

neeting observation, as shown in Tables 8 and 9 and Figures 14 and

15. Four subjective measures from interview data are reported in

Table 10 and Ficure 1

Leadership Acts Rati.

This index measures the degree to which an average subordinate

serforms leadership acts as compared to the boss. The derivation of

the index is shown in Table «

cefore to after Two grouos

zroups (I and I. how no significant chance.

iethod of Necis’
~ op Kain ~~

Woy Ar ‘an .vjective measure ¢ the method of decision

making 3 &lt;
-

P Fioure 15 shows the change in three

rroupsS. tw | "OWS 10 mar 2d increase toward joint

decision making, snc showing + ¢lieht decrease.

In the interview data managers from all five groups report

change toward joint decision making (Figure 10). The increase

reported oy group IV is insignificant, but Table 10 shows that

reported changes for the total system are significant at less than

the 0.001 level.

Thus both objective and subjective data indicate a trend in the

system toward joint or participative decision making,
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Table ad

Change in Power Distribution Measured by the Ratio of Leadership
Acts by the Average Subordinate to Leadership Acts by the Boss.

(Analysis of Staff Meeting Data).

)

J

4

Management group {1 III Average

Leadership acts by
subordinates

Before
After

No. of subordinates Before
After

Leadership acts by
boss

Before 32 19 16
After 24 28 11 ]

Leadership acts ratio Before 0.031 0.066 0.062 0.055 0.053
(1) After 0.114 0.036 0.212 0.055 0.104

(2) (3) Change 0.083 0.030 0.150 0 +0.051
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Table 9

Change in Power Distribution Measured by The Per Cent of
Decisions Which Were Reached Jointly. (Analysis

of Staff Meeting Data).

J
"

J

Management group

Total number of
decisions made

Joint-tvpe decisions.

Decision index

CI 100

DD
-

LL [I LII Average

Before 20 9
After 13 31

Before 7 0
After 10 29

-%

A
2

13

dk 1

5 11

Before 35 100 -% 50 61.7
After 77 94 100 85 85.3
Change +42 -6 -% 435 +13.6

k No decisions were reached
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Table lu

Reported Per Cent Change in Power Distribution (Analysis of Interview data;
Boss Excluded From His Group, Except as Noted)

Management grouu L i "TT [V Average p¥kk%k

Number in group | 5

Delegation
(IIA.2)

Before 83.0
After 85.0
Change +2.0

85.0 80.0 80.0 91.7 84.3
90.0 80.0% 83.3 91.7 86.4%
+5.0 0 +3.3 0 +2.1

0.125

Checking with
boss

(IIC.2)

Consultation¥¥*
(Method of decision)
(IIB.1ld, IIB.2b,
IIIC.2a. &amp; IIIC.2b)

Before 18.0 25.0
After 22.0 15.0
change -4.0 -10.0

z= 5 15.0 8.3 18.3
I &gt; 11.7 8.3 14.3
=35.0 =3.3 0 -4.0

0.016

Before 65.0
After 76.2
Change +11.2

70.8 65.8 64.4 8l.2 69.1
80.8 74.1 71.9 83.7 77.2

+10.0 8.3 +7.5 +2.5 +8.1
&lt; 0.001

Style of #*%%* leader-
ship (IID.2)

Before 78.3
After 82.5
Change +4.2

60.0 55.0 71.7 81.7 73.3 0.008
70.0% 72.5 78.3 79.3 79.3%

+10.0 +17.5 +6.6 OO +6.0

% One person did not answer.

Boss included in all five groups so that number in all groups is
increased by one and for average by 5.
Boss included only in top management group so that number in this group
and average is increased by one.
Dne-tail sign test.

debe
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Jther Chances

It can be seen from Table 10 that managers report significant

changes in their style of leadership toward participative decision

making so as to ensure commitment of subordinates, Ilanagers also

report in the after situation that they are checking less with their

bosses before making a decision. But no significant changes

reported in delegation of authority for decision making to subordinate

naraoe.

p-
CC olmmary ooth cu jective and subjective measures indicate

“hat there is trend twoard increased power equalization in the

I by changes in method of decision making and stylesysten as measui-

of leadership =nd i the assumption of increasing number of leader-

ship roles bv subordinates. There is no significant change in the

delegation of decision makine authority.

Interpersonal and Group Skills and Attitudes

Analve Lh

12 and Ficures

5

&lt;1]

+» this sector is remorted in Tables 11 and

LT

Zoncern fr “aintenance

The methad : © calculating the index from staff meeting observation

is shown in Table 11 and Figure 17 shows the changes from before to

after, There is an increase in the case of three groups (II, III and

I), whereas group I shows no sicnificant chance. Far the total

management svstem there is a trend toward increased concern for maine

tenance as measured by the per cent maintenance and summarizing acts

in neetinss,
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Table 11

Change in Interpersonal and Group Skills Measured by Per Cent of
Maintenance Acts. (Analysis of Staff Meeting Data)

Management eroup

Total Acts

Maintenance and
summarizing acts

Concern for main-
tenance index

2)
5) x 100

[OD T IT III Average

Before 341 209 155 93
After 352 321 153 264

Before 2 2 4 0
After 16 2 8 13

Before 0.6 0.9 2.6 0 1.0
After 4.6 0.6 5.2 7.9 4.6
Change +4.0 -0.3 42.6 +7.9 43.6
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Table 12

Reported Per Cent Changes in Interpersonal and Group Skills and Attitudes.
(Analysis of Interview Data; Boss not Included from His Group, Except as Noted)

Management group

Number in group

Upward understanding
(IVB.1la &amp; IVB.2a)

Downward understanding
(IVB.1lb &amp; IVB.2b)

Horizontal under-

standing
(IVB.1lc &amp; IVB.2c)

Understanding** among
departments

(VD. 2a)

Mutual trust** among
departments

(VD.2b)

Openness of manager
toward his boss
(IIB.1b &amp; IIIB.2a)

Openness of group
toward their boss

(IIB.1lc &amp; IIIC.la)

Openness among peers
(IIIB.2b)

Listening ability¥%*%-
(IIB.la &amp; IIB.2a)

Conflict-resolution¥%*
ability
{I1IC.3a &amp; IIIC.3b)

Experimental attitude¥%
(IVA.2)

II III IV Average p¥*¥%%

L5

Before 62.5 71.2 40.0
After 79.0 85.0 42.5
Change +16.5 +14.8 42.5

79.2
83.3

+4.1

74 2 66.5
7 .4 75.0
+ 2 48.5

0.006

Before 72.0 55.0 58.7 80.8 76.7
After 84.0 65.0% 68.7 80.8 76.7
Change +12.0 +10.0 +10.0 0 0

65.2 0.02
74.5%
+9.3

Before 63.5 61.3 55.0 65.8
After 82.0 83.7 51.2 78.4
Change +18.5 +12.4 -3.8 +12.6

76.7 65.1
78.3 76.6
+1.6 +11.5

0.006

Before 51.0
After 70.0
Change +19.0

57.5 50.0 55.0 51.7 52.5
77.5 70.0 68.3 65.0 69.7

+20.0 +20.0 +13.3 +13.3 +17.2&lt;0.001

Before 44.1 45.0
After 69.1 72.5
Change +25.0 +27.5

70.0 58.3 55.0 52.2
70.0 75.0 65.0 70.0

0 +16.7 +10.0 +17.8&lt;0.001

Before 68.5
After 85.0
Change +16.5

76.2
88.7

+12.5

91.2
85.0
-6.2

87.0
90.8
43.8

90.8 80.5
90.8 87.8

0 +7.3

0.363

Before 52.0
After 69.5
Change +17.5

60.0
67.5
+7.5

55.0 65.0
57.5. 79.2
42.5 +14.2

70.8 59.8
75.8 70.8
+5.0 +11.0&lt;0.001

Before 78.0
After 96.0
Change +18.0

70.0
90.0

+20.90

70.0 73.3
70.0 90.0

0 +16.7

90.0 77.3
90.0 89.3

0 +16.0

0.002

Before
After

Change

59.1
68.3
40.2

61.7
76.7

+15.0

78.3
86.6
+8.3

63.8
70.0
+6.2

81.2
83.7
42.5

67.7
75.7
+8.0 &lt;0.001

Before
After
Change

14 2
80.8
+6.5

81.7
81.7

0

8A.7
GC”.4
of

85.0
90.0
+5.0

90.0
92.5
+2.5

82.5
87.0
+4.5

0.008

Before 59.1 60.0 55.0 63.3 56.7 59.1
After 72.5 77.5 60.0 66.7 66.8 69.4
Change +13.4 +17.5 +5.0 +3.4 +10.1 +410.3 &lt;0.001

* One person did not answer.

*% Boss included only in top management group so that number in this group and
average is increased by one.
Bosses included in all five groups so that number in all groups is increased
by one and for average by 5.

k%%% One-tail sign test.
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Conflict Resolution Ability

The ability to face up to disagreements and conflicts instead

of avoiding or suppressing them is closely tied to the concern for

naintenance, because patching up relations requires both expressing

and working through the conflicts. As shown in Figure 18, managers

in all five groups report an increase in the conflict resolution

ability of their groups, the change being insignificant in case of

sroup IV. For the total system the reported increase is significant

(Table 12).

To sum up, there is 1 ‘nereased concern for maintenance and

an increased conflict resolution ability.

Jther Changes

Changes in other attitudes and skills are shown in Table 12,

Managers renor. significant increases in understanding, mutual trust

listenine ability experimental attitude. ovenness among peers, and

ypPENNESs us. the subordinate group toward their boss. However, no

significant change is reported in openness of a single subordinate

howard his boss,

lanagement Goals

Changes in this sector were measured by interview data and are

summarized in Table 13 and Figures 19 and 20,

clarityofGoals

As can be seen from Figure 19, there is an increase in the

2larity of goals for all five groups. Table 13 shows that the

reported increase is significant.
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Table 13

Reported Per Cent Change in Management Goals (Analysis of interview data;
Department Manager is Included in His Group as Well as in

Top Management Group).

Management group fn IT [TI IV Total n%

Number in group )O

Clarity of goals Before 65.8 65
(IVB.3a &amp; IVB.3b) After 75.8 78.3

Zhange +10.0 +13.3

73.3 71.2 83.7
78.3 75.0 87.5
+5.0 43:8 43.8

71.5
78.7
+7.2&lt;0.001

Whole business vs
sectional view

fVD.la &amp; VD.1lb)

Before 50.0 53.3 56.7 65.0 70.0 58.4
After 68.3 76.7 66.7 73.7 73.7 71.6
Change +18.3 +23.4 +10.0 48.7 +3.7 +13.2&lt;0.001

k One-tail sign test
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Priority of Goals

Figure 19 shows there is a marked shift in priority of goals

for all five grouvs measured by change from functional or sectional

view to the whole business view. Table 13 shows that the reported

changes © aisnificant,

there is a better defining of foals in the system,

“&gt;=understanding of these goals on the part of members of

the orecanization. There is also a decrease in the degree of

sectionalism « compartmentalization within the organization. As

result, there i

k

rcreater willingness tt subordinate sectional or

functional goals in favor of the overall goals of the business,

Managers also report that as a result of these changes the organization

is functioning much better as a team than before.

Discussion of Results

51x hypotheses were derived from the theoretical model of

Figure 4, which was develoved as a paradiem for the study of programs

of planned change. These hypotheses predicted the direction of change

in various sectors of the management system. The findings presented

in the last section indicate that the movements observed in the

system are in the predicted direction. In eeneral, it was found that

there was an inerease in problem solving competences. a shift in values

toward those of Theory Y, an improvement in communications. an

increasing equalization of power, an improvement in interpersonal and

rroup skills and attitudes. and an improvement in the elaritv and

oriority of management goals. By and large, the results were as
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predicted. However, certain aspects of the results require further

xlarification and elaboration.

Issue of Fit between Behavioral and terview Data

Jertain aspects of the situations were measured by interview

data as well as bv behavioral dats A ~1" in every sector other

than management values and management goals ey variable repre-

senting the sector was measured in both ways. and was shown in

consecutive ficures s» a= to facilitate the comparison, For example,

objective and subjective measures for flexibility were shown in

Figures 5 and 6- for ideation abilitv in Figures 7 and C: for

two-way communications ii; Figures 12 and 13: for method of decision

naking in Figures *' = 7 1 « and for two related variavles from the

sector of interve»s-:? rnd groun skills and attitudes in Figures 17

and 138. Comparison o® these pairs of figures shows three interesting

patterns that are reproduced in Figure 21. Manaccrs from three

oroups (T, II and ITI) report changes on most of these variables in

the improvement direction, and their behavior is in the reported

lirection. Groun IV revorts very little change, but behavioral data

for this group is not available. In egroun I managers report change

in the improvement direction but there is no observed chance in their

oehavior, Thus there is an inconsistency in this group which was

referred to earlier. There can be two possible explanations for this

inconsistency. The first is that there was no change in this group

and managers knew it but for some reasons did not want to remort the

Fact to the researcher. The second is that there was change in the
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attitude of the managers but they had not yet acquired skills to

translate it into their behavior, so that the reported change was

measuring change in attitudes. The second explanation is the

zlassic case of ths cap between cognition and action. Just acquiring

intellectual annreni tion or even accevtance nf a viewpoint does not

ensure that tn TL ‘nired behavior w «uit. ymate - a
 gy Tu1low . The

conversion proc”

and practice

the appronriat

“rom cognition tr &lt;-tion reoulr-

counts, it s~m=

th motivation

‘hal the sec nd exnlanation is

 anonymity of

0n twee

qQY,~ rst 1° th

data was promis &lt;. shat the Ca members of the

croup to witlhl
.
- tarmats cronn 1 does

show an upward mavement 1. 1

(Figures Gu

- 4 1. ter-after situation

*aterview with

the manz~r*sconfirm the faaot th xv
a

Ss
er 313» a change of

attitude zt their L-- - meeting 3  vy Tene -q4 . did not know how to

1se the new knowledece until thev h » practice it in the

sack=home situation in their denart.ment meetines, At the time the

after measures for this group were taken. they had had only one

department meeting and this was only one day before the data were

cathered., In addition a new member joined the group who had not been

to the 4-day meeting. Between the after and the after-after situation

this group had a mumber of department meetings. In groups IX and III

there had been a department meeting rmueh earlier with the change

agent present, and they had held several staff meetings without the

change agent. Groups II and III, therefore, had some time to practice

Lhe new behaviors in backehome situations before the after data were

sollected from then.



Changes that were found t. ne nal Significant

changes i Trequencyv +7 Dhwnward Communicats "ns

Change ‘2 freauencv f downward communication was found to

re ng’ sie f &gt; “hewi in’ tiiere was reported t . he an increase in

the ¢ "wativeness * thes~ commnt iYa“tions ps +1ylanation for these

findings can be thai the frequency was adeau:

tion, so that there was no need fi » chance

4. + + “he hefore situa-

Jha, TY needed was an

improvement in the quality of communications { der to make them

more el ective. Though there is some evidence .nat supvorts AS

explanat

the pres:

A “1 ~ystematic evidence on this point was gathered during

JY »

Jelegat . Mand ginn Making Power

 a
L

 a

CO io Y~ratian were not significant. These changes

refer ty cisions that are made 2t each level

Or Cho»  ~ hent- -
» curnorati thee formal

changes mor: re: » longer -~=2ri Jg . ima than the few months over

thich the data fer» this studv were collected, There may also be

issues of standardization amone aivisions in terms of formal authority

structures, Further research alone can orovide definite answers,

Jpenness of a Subordinate Toward His Boss

There was no change in openness of a single subordinate toward

nis boss, but there was a significant increase in openness of sub-

ordinates as a groun toward thelr boss. This may mean that in the

initial stages of changes in a system. subordinates need the support

*The author had asked some managers to elaborate on their replies
on interview questions. The evidence, referred to here, comes from
gnalvsis of these elaborations.



&gt;f their peers in order to express their feelings, opinions and dis-

vereements with their superiors.

Convergence ofValues. Power and Goals

There is a noticeable convergence in the case of values, power

jistribution and priority of goals from the before to the after situa-

“ion as shown in Figures 11, 15, and 20. This means that there has

not only been an upward trend like other variables, but also a

reduction of differences among system units (management groups). As

2 result the organization has become more closely-knit as a unit with

common values and goals than was the case in the before situation.

This change was obvious to an outside observer, Departments were

Jorking together more closely on common problems than before when

they were spending their energies in blaming each other and trying to

preserve their own little kingdoms * r example, in the after situa-

ion, two department heads went ~

nanager, In the before situa...

oy the marketing mansce

knit team on commo: RL

zation!s capzcitv tu handle its kev problems that required close

rollaboration between devartments. This will b~ illustrated by a

case of one key problem in the product development area.



change in Organizational Problem Solving

(A Case of New Product Development)

The division had a long standing problem of developing a new

sroduct. The competition had develoned the product, and the emergence

»£ th naw nroduct was cutting into the sales ¢ © the (1d product lines,

The new product we

potentizd ¢ i - »

not only of ferr

-

estimated to have a considerable sales

 ~~ mi, anececessful. development of the new product

Vw + ~se-3Shilities, but failure to develon it

sould have meant considerable reduction in the existing business,

The division had known of this problem for five years, and had made

several efforts to develop the product, all of which ended in failure

In fact, the product was developed and marketed many times during

these five years. But each time it had to be withdrawn from the

market because of its poor performance in the field. The division

had not been able to find out the cause of the poor performance. In

the meantime, the competition had successfully developed the product

and nut it on the market.

uring a first visit to the division in the before situation, the

author found an atmosphere of desvair in which departments were

&gt;lamine others for these failures. The problem required close

~ooperation among departments but this was absent. So the real cause

»f the difficulty remained unrecognized. During the second visit,

the atnosnhere had chanced dramaticallv. One could sense a feeling

3f buovancy and optimism: the problem had been licked. A successful

orototype run of the product had been completed, and the organization



was planning to enter the market. This had been achieved without the

addition of any new technical competence, When the author went

around interviewing managers, manv of them cited the case of the

solution of the product problem snd other problems related to it

few typical quotations arr given below:

"Greater willingness to work together crossfunctionally
helped solve the product problem." Department head

"Tt is not the addition of new technical people that
helped in solving the product problem, but the fact that
a1tilization of already existing technical competence has
improved," Department head

"One department was blaming another department for
the failures, As they started working together, the
problem was licked, They are now working together on the
problem. I feel most pleased." Division head

"More willingness to help each other, so we could
locate the cause of the failure." Manager

Long~run Changes in the System

The after measures were taken 5 weeks after the 4-day meeting

of the managers. The issue arises whether the measured changes were

only temporary, having no lasting effect on the long range working

2f the system with respect to the organizational structure, policies

and procedures, There are definite indications that this is not so.

First of all. the strategy of the program allows for a long

period for consolidation of the chances. During this period (phase

ITT and IV of the vroeram) the chance accent works with departmental

rroups in their natural settings. The evidence gathered in the after-

after situation for groun I indicates that the chances started at the

bday meeting were getting successfully integrated in the day-to-day



vorking of the division. A few quotations will illustrate the point,

At the 4-day meeting and in subsequent department
meetings we found out that we needed reorganizing of this
department, eee We have been busy reorganizing and it will
Fale 84% more ronths to show results.h

#T find it easier to deal with managers from other
functions who have been to a 4-day meeting.™

"We have become more of a group. As a business team,
Wwe are doing much better, ¢¢+ We have defined and recognized
many of our problems, e+e Real tangible results, +++ We will
have a strong product planning group. *c*e lore sharing of
sompetences so that ureent problems get top attention.™

Je have now defined our policies and goals, ¢°*+ Our
sroup has common goals now which have tied us together as
Mmginess team.

3

tvidence gathered in the after situation from other departments

11so showed that changes started at the 4-day meeting are already

getting incorporated in the day-to-day working of the departments,

For example, procedures for preparing agenda for sta’ mestings have

changed in many cases so that any subordinate can now put on the

agenda any item he would like to bring up at the meeting, The

procedure for preparing annual budgets has changed so that it is

oeing developed from the bottom up rather than from the ton dowm.

One group that never held regular staff meetings, has started holding

them on a formal basis, These observations indicate that the changes

measured were not of a temporary nature, but were interacting with

and having effect on organizational structures, policies and procedures.

Summary

This chanter started with the discussion of some issues of

nalysis. Analysis of the data and the findings were then presented.



In the last section, the results and some major issues connected with

them were discussed, In the next chapter, conclusions and impli-

zations of this study wo pe outlined, and then a few areas that

seem promising for further research will be discussed,



CHAPTER VII

SHOOTING UP AND LOOKING AHEAD

SITING UP

This chapter will provide a summary of the major conclusions of

the worke It will also discuss the implications these conclusions

may have for managements, consultants and behavioral scientists who

are seriously interested in change programs and will designate further

study and research which now seem needed as a result of this investi

ration.

conclusions

The productive enterprise has come to occupy a pivotal role in

the contemporary world, and is heading toward a position of dominance

(Kerr et al.. 1961, pe. 125). Social science has developed a body of

social knowledge which is based on more sound and more differentiated

laws of human behavior, In recent vears an increasing number of

5ocial scientists have been engaged in developing liaison between

social knowledge and action. Some of them, working with industrial

sarecanizations, have aided in the develovnent of new types of

syreanizational chance vrograms. It is the purpose of this study to

develop a svsten nodel which provides a theoretical framework for

studving the dynamics of such change procrams: to develop instruments

and other methods for measuring varigbles in the model: and to test



the validity of the model by showing how it can be used to study

new type of change program in a large industrial corporation and

2

nssess its effect on the management system,

Tsing system concepts, the models of Figure 1 and 4 present an

integrated theoretical framework for the study of change programs,

thus bridging the gap between interpersonal and problem Solving

models, The discussion in Chapter IV shows how processes of planned

change, and the company program in particular, can be conceptualized

in terms of the model.

A set of instrumerivs were develovned in order to operationalize

the variables of the m:del, At the end of Chapter V, it is shown how

each variable ¢- 1 measured. Both self-report and behavioral

measures were used. = derived from the interview

schedule and the ving reaction questionnaire, and the latter

and standard tasks.from the observ % Lian « "7

Te asain. ( Md 1M mni-1 =re outlined in Chapter IV:

bthat the mo  eantal nfTiient number of

rariables: thal it ToT LY ‘nterrelated to form a

~Tased lum fTeedbace avstem 2nd tha. the svstem tends toward

dynamic stability. ~ few svecific hynotheses were derived from the

nodel predicting direction of changes in the various sectors of the

mnadel

The evidence was gathered during the course of a change program

in a large industrial corporation. The data support, in general,



the assumptions underlying the model and show that the direction of

change in various sectors is in the predicted direction.

Sonsidering the total organization as a unit, the effect of the

change program is an increase in problem solving competences a shift

in values from Theorv X ton Theory an improvement in communications.

an increase in power emualisation. an improvement in interpersonal

and group skills =~»

priority of manar~emen.
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oq r— values,

there is not env =z) nrw-rd trend but

4Lo, after situation. T° was also found that

- ability of the system to solve organi-

zational problems so» exemplified by the case of new product develop-

ment, and that there sv same long-run modifications in organizational

structures, vnolicies an’. =racedures.

The effects of th: change program are company-wide. Blake and

Jouton (1964, Ch. 1‘ studying another chanre program which has rmch

in common with the companv program, also report organization-wide

*hanges,. Tne new type of chance programs have many common character

istics such as emphasis on interpersonal and group relations in their
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diagnosis of organizational health, and a concern with the question

&gt;f values, The specific predictions derived from the model of Firsure

+ are thouzht to be applicanle to all such change programs,

Implications

This study has many irmlications for managements that are

interested in the potentizlities of change programs for improving

their operations. It also has significance for change agents and

consultants who are currently involved or interested in developinz

competence in administering change programs, and for behavioral

scientists who = interested in research on these prosrams. The

major irmplications will he discussed now,

Implications f~r langcements

vanarzements thai, are interested in lhe «alities of change

a. TY deciding whether toy narticipate inorocrams frrm -

ther or not shan Tt » 2mnlications fF the

varticularly the find’ “oq "11 innuts 1.y thei 4 ~ vox,

Lia Ne The

model shows that the Sragramn mov concee: 3 YOYNe ar a few

sectors of the esvet ov - an = x re22 [=] a i + - iv other sectors

»f the system. {= ~~ vera rad. 34 1a; Ty ot eyveeye

Findings have sh

Firure 1 ermhasir

oo xg

x B wo sil.
ra I

-

»
yy: Noe

~ ae :d lines in

+ ve 1 n&gt;7 1 Qu,

-

= “res
-

° 1 ff ro the

sfects are reflected in results; i.e., mene

sroWwth. and return on investment, This er:

 wm Titability,

TL nn what the

program can do, and the lag in results should he El

y prepare managements

oefore they decide to varticipate in the program, This would avoid

costly mistakes that have been made in the vast by those who either



did not realize the consequences of the program (e.g., changes in

values), or became nrematurely impatient to see the effects on their

rrofit-and-luss stitements.

Or. manscers hove | realistic view of the program and are adew

jar »rrenarerd] for it they should find much that can be of use to

them. efecto cE program are not limited ©» interpersonal

and gn skill; and attitudes alone; there is also an improvement

in problem solving competences,

Implications for Change-aoent~ Consultants, and Behavioral Scientists

(Researcher
There are also a number of implications for change-agents and

consultants who are already involved in administering change programs

or plan to do so in the future. First, the model mav be helpful in

providing an over-all guiding framework for planning a long-range

program of organizational change and in evaluating the effects of the

program, Second, the instruments and methods of measurements developed

in this study could be used as diagnostic tools for determining the

state of the client system during various phases of the program. At

the present time the change agents spend much time in diarnosis since

they have to devend upon personal inquiries, Third, the findings

nay oe of value to change agents during initial talks with the client

in exnlaining the effects of the program. Fourth, the finding that

2hanzes mav be renorted in interviews when there is no change in

actual behavior should alert change agents and researchers about

relying solely on self reports for ascertaining the extent of change.
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1fth, the results indicate a need four greater emphasis on the consoli-

dation mhase. Although a meeting away from location helps in starting

the changes, it is during the consolidation vhase that manas 3

acauire new skills practicing new behavior in their backehnorne situations

LOOKING AHEAD

Heeds
 Hg

This studv he "

therefore, that

Mere are issue
»

woogie

yr of replicatbin~ t  i gtr

yovious enouch r+ + roy”

some major areas that are erneni.

ther Research

nature LS natural,

wes for further investigalbion.

2g bom ~~ or [oe ] &gt; h Ad rt» us 2 t un  yy ®

uf « ~ 4 “sl8=&lt; Mc Mig ~e - axtensions are

- yl SAESY i. » ure, however,

romlising for future research.

The author plans to investirste many of these areas, and the necessary

1rrancerents have already been nade.

Develonment of Additional Instruments and

standard Task™

any of the variables in this studv were measured by the use of

she interview technique, i.e,, in a subjective way. Some of them can

&gt;e measured in a more objective wav. For example, upward undsrstanding

can be measured objectively by ascertaining the degree to which the

508s is aware of the concerns of his subordinates (Read, 1962). It will

also be userul to investigate the fit between interview data and the

more obiective measures. lost of the research in the area of orcanie

rational chance has used self-reporting techniques such as questionnaires

and interviews, lany objections have been raised to the validity and



reliability of such techniques for measuring changes (Kenneth, 1957)

In the present study it was found that there is not always a one=to-

one correspondence between self-reports and behavioral data. There

is a definite need to develop more behavioral as well as derived

measures.

Another promising avenue for future research is the development

of standard tasks for measuring problem solving competences, The

ise of the Ranking Task in the present study has been encouraging.

7hat is needed is the development of simple but organizationally

relevant tasks which ore meaningful t. different levels and groups

of managers. and which ~3..1d situation

vithout comput

2xnerimenting w.

yu. “NYT ry san

wr vy, Y. « or
J of which

nave showed vo Tw + There is

creat need t.. dew

Fields. such =

 AY . standard tas’ ~ TAS "+m other

administration. marketing . 1d finance (1) rongzitudinal

yr before-after studies. one needs not only one task but a set of

romparaole tasks.

Performance — Standzrd Tasks and

orcanizatic-

Problem Solving competences sue

~~ Solving

1 a3 time to reach decision and

juality of decisions were measured oy analyzing the performance of

manazerial groups on a standard task. The acuestion arises as to how

verformance on such a standard task is related to nerformance on

actual organizational problems. There is some evidence from the
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present study to indicate a positive relationship between the two.

However, there is a need for more systematic and ricorous research

over a number of years, during which time the level of performance

would be ascertained by administering tasks at regular intervals, as

sell as measuring and keeving records of organizational problem

solving activities.

Change Processes

[he model of Figure 4 should be subjected to further tests. T
Ad.4a

this study only a few hypotheses concerning direction of change in

some sectors were tested. Interrelations among the sectors and

variables can and should be tested. This would help in the isolation

of some common factors, as well as the identification of sub-processes.

Secondl many more variables can be considered in each sector than

Was tne case in the present study. One very fruitful area of extension

is the problem solving sector. The problem solving process was Split

into four phases. and only a few “ev aspects of each phase were

2onsidered, The lationshine between new problem+solving variables

'm can then be empirically tested.

&gt;= measurements on the system

and other vari Me-~ 3

Thirdly. only one-zth

Jere made. Since 1 instrament naw available in a developed

form and are simnl A
1 3 1 » incornoratcd as an

integral part of the cas »
a

.
- . numr+r . . readings can

ne taken on the svstem during char Thus  Lae es at only study

the effects of the change program as in this study, but also the

orocess of change, i.e., the path through which the system changes.



Sequential hypotheses can be deduced from the model and tested against

these data.

Different Strategies of Change

The present study was done in the context of a single strategy

&gt;f change, i.e., the one used by the company program. There are other

strategies of change such as initiating changes in organization structure

(Lawrence, 1958), or using conference leadership and role playing

techniques (Maier, 1963), or using training programs in decision

making (Kepner and Tregoe, 1960). Comparative studies of different

programs would throw light on the cuestion of which of them is better

for what purpose?

Problem Solving Competences and Economie Results

» this study had been to bridee the gap betweenThe purr

changes in int-

petences Another m=

“— TSN: =na group factors =nd

+ «+. that remains t«

»Nlem solving comnzt

§ = yrahlem solving cone

vrigered is the

relationsh: +3 betwer : + economic results

indicated bt - nerformance measures such = growth rate,

Lattt, that Wtieand return on investment. There is ne donv "ne 7 «

 qf 1

mately the effectiveness of a business oveanizsi

should b~ judeed with respect to these merforman

 «&gt; 211 be and

meas wae

There is an indication that the tv "orocoram considered in

this studv eventually leads tu improvement ° 11 resnlits measures.

31lake and Mouton (1964, Ch. 412) revort an improvement in ovrofit

figure of more than 30 percent in the case of a company that is now

in its fifth year of a change program. Information from one of the



1%
We

divisions of the company oi. his study where the program is three

years old, indicates that the division came out of a down turn a

year after the start of the program.

showing on the P/(p) statement in .

almost doubled its profits and he=-

‘he division

nerform-

ance measures when compared t- budreted estima:

tell as absolute goals. It has ‘®

winder study in t...s research where the vrogram i

old, has solved it

new product. IT. du

the P/

tion, as

ne division

Tr six months

== technical problem of the development of a

: time this should result in an improvement in

ye peTYE LN  wo that innovalticn 1 manacement

wnich ¢ - +echnoloci 1 chs yor va now

smerging : “roms oF 1
J ne considered

in this thesis Re \ ame,
»

TT" —— vv» orecanizational

effectiveness throurh the stratesr .  dmm] ant “wr values in

nanagement systems. values that are based en the | El

" recognition of

the dignity of the individual and are helnful in releasing the

notential for collaboration and cooperation inherent in the human

resources of orzanizations., There is a potential here that can be oy

irmense help in improving not onlv human relations in orranizations

out the problem solving and decision making competences of their

nanacserial groups.

Although a beginning has heen nade, rmuuch needs to be done in

ascertaining fully the effects of these new innovations on management



systems, in understanding more thoroughly the processes and strategies

of change, and in developing new social knowledge and better applie-

cations of it. This will not be easy and it will require immense

of fort and resources. Therein lies a tremendous challenge as well

1s a great opportunity for close collaboration between management

and the behavioral scientist.



APPENDICES AND REFERIICES



\PPENDICES



APPENDIX T

Meeting Analysis Form



APPENDIX T

LOCATION:

STROUP:

CATEGORY
NP

SLETING ANALYSIS FORM

NUMBER OF ACTS
’ 5 ubo»-

DATE :_

OBSERVER:

ANALYSEF

RR kA a —

Vaintenance

Summarizing

ot
x,
 Oo

&lt;
c
D

[a

Asking for
Suggestion

© Evaluation

Asking for
Jevelopment
Suggestion &amp;
Develorment

Lvaluations
Suggestions &amp;
Jevelopment

Evaluations

Suseestions

Development
n
=

Zi2

~

Iu)
w
o

—t

 43
&gt;
1|

'\oreementRE ——————————

Disagreement

Total

[otal Problem
\etivitv

"ata

‘ececessful Suggestions
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Interview Schedule



APPENDIX IT

INTERVIEW SCHEDULE

LOCATION:

RESPONDENT - JOB-TITIE

DATE -

How would you describe communication in this plant?

la Frequency of your boss's staff meeting

Number of times ver month -—

four staff meeting

Number of times ner month

&gt;ross functional meetings which you attend.

Number of times ver month

How effective is the communication?

oA

ompletely
ineffective

— B Within vour veer group.

100%

Complately
effective

Jetween you and your boss

\o/

Somgletely |
ineffective

100%

Tomplately
affective

Between you and your subordinates

OH

Completely
ineffective

100%

Completely
effective



c. 1l. How would you describe communication in your bossis meetings

sith his staff

He passes on
0%

information,
we listen

(one way)

2 {our meeting with your staff

[ pass on
nd,

information
subordinates

iisten
‘one way)

Each of us
100%

participates as
much as our

boss does
(two way)

Each one of my
1004

subordinates
participates

as much as I do

(two way)

D. How would you rate the frequency of communication!

| Between you and your boss

 A

I ery
inadequate

) Between you and your subordinates

v4

ley
inadequate

100%

Toy
adequate

100%

Very
adequate

j. Between you and your peer group

YZ

retry
inadequate

Tory
adequate

1.00%



py

[I.

A. According to the defined responsibility of your position, there are a

certain number of decisionswhich fall within vour area of re-

sponsibility, and which you can and should be making.

l. Of these total decisions, what percentage are you actually

making? In other words these are cases where you do not con-

sult your boss prior to making the decision

3 100%

Boss fakes
all these
decisions

[ make all
these decisions

J Of these total decisions, what percentage does
let you make

your 2088S

pr —————None at all

)eA 100%

All of these

9 Can you tell me something about the process of decision making?

Please imagine yourself in the Boss's Staff Meeting, what

would you say about the following:

a) o%

Boss I om not
care to listen

at all

100%

He is a perfect
listener

5) 0% 100%

I don''t feel
free to express

opinions

I feel pletely
Frea

2) Yi. 100%

Ne (sud) don't
feel free to
express our
opinions

We feel perfectly
Praag



i) 0% 100%

Boss aois as
referee

Domains are
mutually (jointly)

arrived at

3
wa Now please imagine yourself in your staff meeting

a) 0% 100%

[ don't listen
at all

. am a berfect

listener

: 0%7 100%

I edd up
acting as
referee

Decisions are
mutually arrived at

~ [ How much say do you have in decisions all-cling your work?

—————
None ‘at all

% 1004

CorTate 83Y

J On an average how many times do you have to check with your

b088 before vou make a decision?

J x 100%

Tory
nften

v dry
seldom

3. Of the following people, who are generally involved in your

decisions?

My boss's bos _

My boss_ |

¥yself only

My peers

My subordinates.



+. How would you report on attentive listening in

1) Your boss's staff group

 9% 100%

rey
HOOT

Tory
good

3) In your staff group

Y% 100%

Iery
OOTY

Toby
good

D. 1. Why do you carry out your superior's decisions?

a 100%

Beoanse he is
a boss (Reward,
punishment,

loyalty)

Because I feel
committed to them
because my boss
involves me in

decision making

J In your view, why do your subordinates carry out your de-

sisions, i.e., how do you ensure that they carry out your

jecisions?

%

Becauss I am
2 boss (Reward,

punishment,
loyalty)

100%

I try to bonsult my
subordinates before
I make the decision
so that they feel

committed



£
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[II.

A. How would you describe your relationships with your boss?

] Do you see him as a boss, colleague or both

 g -
- v4

So0sd only Roth

100%

Colleague only
2. How close does he come to your conception of an ideal manager?

} 5
v, 100%

Jory far
from it

Very klose
to it

Je How would you describe an ideal manager? (His management

ohilosophy, attributes and style)

Ou

inl

&lt;——

s, l. How willing is your boss to let you express your disagreements?

A

Not in all !

100%

PorTostiy willing
2. How free do you feel to express disagreements?

a) With vour boss

Y%

Not fres at ai.

100%

Completely free
3) With your peers

4,

Jot free at all

100%

Zompletely free



7.

2. 1l. How frequently are disagreements expressed in

a) Your boss's staff meetings

Yb
: 1

Not ki all

100%

Very f Toquently

5) Your staff meetings

%
Not Jf all :

2. How are these conflicts handled?

100%

 ~~ Very fwtuentily

a) In your boss's staff meetings

308s nals the
decision all

the time

4

5) In your staff meetings

0%

I make BIT the I=
decisions

100%

We all mutually work
it out all the time

100%

We all mitually
work it out

3. Of the total number of conflicts what percentage is not

handled at all (shoved under rug)?

a) In your boss's staff meetings

%

%

3) In your staff meetings

100%

100%



-
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IV.

A. 1. To what extent are new ideas expressed around here?

Xb

brNone lat all i

2? What is the atmosphere here as far as trying out new ideas

100%

Ots A them

is concerned?

a) Chance of trying out any reasonable (50% chance of

success) idea

100%

No “hance at :
all

' Will be dorinitely
tried out

3. Given a decision about which there were differing opinions

at the time the decision was made. What is the chance that

such a decision will be implemented?

a) Your boss's staff

Y%

Those who
differed try to
sabotage or just

don't care
about it

5)

pA

Thosd who
differed try to
sabotage or just

don't care

about it

Your staff group

100%
TALL Hon in

100%

KIT pitch in



J.

B., 1. To what extent can you read accurately?

a) Your boss

0%
Not kf all

100%

Perf boty

b) Your subordinates

%

Not £ all

100%

Porfbotly
x} Your peers

Not &amp; all

4, L00%

porfbetly

2. To what extent are you aware of the true feelings and opinions

of the following persons about the various issues which arise

during your business transactions with them?

2) Your boss

Y%

Not ware
at all

5) Your subordinates

%

Not bars oo
at all

e) Your neers

%
Jot rare )
at all

100%

Comple Toy aware

04,

Jomple Tolly aware

LOO%

CommTotoly aware
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 vw] Ou

Jo How clear are the following groups about the goal they are

striving for?

a) Your boss's statf

X

Somplletely
tmelear

group

100%

SomaTbtely
nlear

v) Your staff group

Yi 100%

CommTetely
clear

completely
unclear

v
w &amp; 1. How would you rate the climate in the following groups?

2) Your boss's staff group

Ye,

somplls tely
inflexible

100%

Commie tely
flexible

0) Your staff group

4 100%

tongs
inflexible

Sompib tely
flexible

A. 1. Do you have adequate technical competences around here to solve

he kinds of problems vou face?

Ys,

Very
inadequate

100%

Tory
adequate



I

3. l. How many alternatives get expressed and considered when you

are working on a problem in

1) Your boss's problem solving meeting

Yb

dy
Few

100%

Quite 6 nough

b) Your problem solving meeting

nN
wd &amp;

Yb Nod

/ dry
Few

quite enough

If there is any change in the external environment (competitive

pressures, sliding prices, new demands), what can you say about

the ease and the speed with which your devartment (section) will

ad just to it.

l. Department

1) Ease

Jery difficult

4 100%
Very Jas ily

3) Speed

% |

ery pp

100%

Very A tckly

2. Section

3) Ease

i

Very ailFFionlt r

~) Speed

100%

Very asily

L004

fcoV slowly Very ~|ickly



 a

D. 1. To what extent are various activities coordinated in

2) Your department, i.e.

Functional view
ob

sectional view :

Whole business view
100%

Pome], view

3) Your section

Functional view
0%

SectidT view

Whole business view
100%

. green). a1 view

2. How would you describe the feelings of various sections

towards each other?

a) Understanding, i.e., knowing each others viewpoint (or

stand) about issues of common concern

Yb

None £3 all '

~) Trust

%

None at all

1004

Tomllete

100%

Fomhote
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APPENDIX II

POST MEETING REACTION QUESTIONNAIRE--PARTICIPANTS

LOCATION:

RESPONDENT -

GROUP:

JORLTIT..™

-
DATE

31e Of the decisions arrived at this meeting, there are some which fall

within your area of responsibility. How committed do you feel to

implement these decisions?

100%

No Somewl
Commitment Committed

At A111

joderatu Fully
CommittedSommdtted

3

4 oS? 2) Sometimes in a meeting, a person wants to talk but can't, He

just does not get the opportunity to do so. To what extent

1id this occur to you during this meeting?

v7

Vever Mad
Opportunity
to Say What
1 Wanted to

Seldom Could
Say What I
Wanted to

3) What made it so?

Jsualuy
Could

Say What I
Nanted to

1004,

Had Opportunity
To Say

Everything
T wanted to



ws

=} 2 »

S3. How satisfied are you with the way the chairman handled this meeting?

4,

vey | Moderately
Dissatisfied Dissatisfied

100%

Moderately! Tory
Satisfied Satisfied



’

L. a) In general, how satisfied are you with this meeting?

%

Very I Moderately
Dissatisfied Dissatisfied

100%

Moderately | Toby
Satisfied Satisfied

ob) What was there about this meeting that made you rate it as you did?

a —

2. How satisfied are you with the final decision reached on the task?

Y% 100%

very ! Moderatel,
Dissatisfied Dissatisfiec

3» Although you may or may not he in aowaement -=r*th the nartiecular de-

cision this group reached, how satisfied are you with the way the group

proceeded to its decision?

Yet

Very I Moderately
Dissatisfied Dissatisfied

100%

 Moderately! Voy
Satisfied Satisfied



+. How satisfied are you with what you did in this meeting?

%

lery I Moderately
Dissatisfied Dissatisfied

100%

Moderately! Tory
Satisfied Satisfied

5. a) All things considered, how satisfied are you with the qua.ity, i.e

“he degree of excellence of the decision?

Y4,

rdry i Moderatel,
Dissatisfied Dissatisfied

Adoderately
Satisfied

5) What about the decision leads you to feel that way?

100%

; Toor
Satisfied

i

rr

Ja In some meetings, regardless of whether one agrees or disagrees with

shat is being said in the group, it is hard to understand what is being

said. How would you rate the communication in this meeting?

a

vey + Somewhat
Difficult to Difficult
Understand

+ WE  3
t bad

4

4 194

100%

Toby
Easy to

Understand

’« To what extent were you able to influence others in arriving at the

final decision?

¥b

Had No ; Had Some
Influence Influence
On Others

100%

Had Much ' Was Fabrensly
Influence Influential



A,

J

8. Considering the merits of the decision objectively, how would you rate

rot

—

my

vi, 100%

No Good | Mediocre | ALL Right ' Good Bach ont

le How open were group members in expression of their personal feelings

and attitudes?

4 100%

somplletely I Somewhat
Closed Closed

Much Compibtely
Openness Open

10. Please describe one important characteristic of this meeting which

strikes you most.

pl

ee



Ji

11. How urgent to the organization was it to arrive at decisions on this

meeting's agenda items at this time (i.e., at the time of the

meeting)?

Y%

No dey © + slight co

At All Urgency

100%

Cons Ty Frtbome
Urgency Urgency

12. How important to the organization are the agenda problems that were

considered at this meeting?

%

of No | Trivia.
[mportance

100%

STenifleant! Fxtrbmely
Important

13. How much difference was there between your final opinion(s) on the

question(s) discussed and the decision(s) which the group reached?

od

Jo v Little

Jifference Difference

100%

Considerable’ Ton ote
Difference Difference

4. a) How much do you have at stake in the way the agenda problems were

sattled?

oh

Jon't Kft | Affects Me
Me At All Slightly

100%

Moderately: Tithlly
Concerned Concerned

5) In what way will you be affected?

-_



d
Jo

15. To what extent are you, or will you be, involved in putting into” effect

the decisions reached at the meeting?

Yo

Not! at
All

Involved

Somewhat
Concerned

LO00%

Much Completely
Zoncerned Involved

16, How clear was the group about its goals:

%

comple tely + Somewha.
Confused Confused

100%

.oderately Completely
Clear Clear

17. How much progress was made coward the goal?

Yb 100%

Much ' SompTetely
Progress Licked

The Problem

Ws
Progress
At All

Some
Progress

18. How far the group made intelligent use of the differing abilities of

its members?

Yé

No bss
At All

jomewha'y
!

) —

100%

ifuch rom 8 te
Use Use



APPENDIX III

“eeting Observation Form
Description of Categories



APPENDIX III

YEETING OBSERVATION FORM

LOCATION: JROUP: PURPOSE

DATE

OBSERVER -

.1intenance
(Process)

RGANIZATION

JOAL

gives

Suggestion
and

Development
Gives

Evaluation
 +or ~)

Gives

Suggestion
and

Development
Gives

Evaluation
(+ or =)

Asking for
Yevel ooment

SUMMA TY1Ze-
ine

tives

Suggestion
ORORTEB

Gives
Jevelopment

Gives
tvaluation

‘4 Or =)

Tvne

JECISICN ho
made it

“hose |

Suggestion
4+ yaa

Soacidiial



APPENDIX IIT

JER™THC ARSERVATION FORM

“aintenance (Proces.
\

) nroceus comments of an interpersonal

type. comments relating to or drawing out silent members. Process

&gt;bservations, related tu 'Task! are not scored here.

Xamni 'T wonder why John has not spoken so far!?

TASK ~ARTC™TI™S

Jeneral: These three categories common to Organization, Goal,
and Problem are:

Aa Summarizing: Process observations related to 'Task!?,
Somments summing up the progress of the problem.

Asking for Suggestions and/or Evaluation: All question-
type comments encouraging others to come out with sugges-
“ions or evaluations.

IXAMPLES: Bill, what do you think we ought to do? (Asking
for suggestion)

3111, what do you think about this idea? (Asking
Por evaluation)

 Ww Asking for Development: Question-type comments asking for
more information. elaboration of an idea.

ixamples: Joe, why should we do this?

Joe, what was done in the past?

(T. Organization Related: These categories relate to comments con-

serning how the group goes about organizing itself to do the task

at hand. how it distributes the work at hand.

 &lt;&gt; Gives Suggestion and Development: Suggesting who is to do what
slaborating on the suggestion, giving reasons why it should be
done this way.

Ixamples: Let's have somebody write the major points on the
hoard. (Suggesting)



-~

This will be helpful for the following reasons...
‘Developing)

[IT.

3 3 Gives Evaluation: Opposing (scored - ), or supporting (scored
+), a suggestion or elaboration,

Goal Related: These categories are applicable only where the group

is meeting to consider more than one problem (usually not applicable

Lo groups working on experimental tasks). When more than one prob=-

lem is to be considered, one has to define the over-all goal of the

neeting and also. ,to set a priority listing so that problems could

Je considered in their order of importance. This is akin to build-

ing an agenda for the meeting or defining the common goal.

ives suggestion and Development: Proposing problems, defin-
ing problems, recommending a common goal, recommending pri-
yritv order.

ixamples: Today, we are meeting here to talk about plans for
next vear.

The problem which we face 1s really to decide what
markkat or mnarkets we want to cater to,

Jan we work on the following problems.

Let us each brine up problems of our concerns.

[ suggest that we first start with product policy,
then move on to other vroblens.

Gives Evaluation: Opposing (Scored =), or supporting (scored
+). a sucsestion or elaboration.

amples: I don't think this is a good idea, (scored =)

5411. this is a fine idea. reallv helpful, (scored +)

“VV. Problem Related: These categories relate to a single problem or

task. The vroblem mav have many aspectSa.

A a Gives Sucrestion: Proposing alternatives or solutions.

ixamples: One way to reduce our overtime cost is to institute
Lichter controls.



"\
T

Gives Development: Elaborating on the suggestion.

ixamples: By tighter controls, I mean .

T suesgest tighter controls because 5»

Fives Evaluation: Opposing (scored -) or supporting a sug-
restion or elaboration.

sxamoles: I don't like tight controls. (scored =)

I think tight controls should be instituted. ( scored

That is a fine idea. (scored +)

Decision Related: These are general categories applic-"le to organiza=-
tion, goal and problem.

Tvoe: Three types are =

-® Single Type (8) - Where one person (usually the boss) makes
the decision, Others normally remain silent.

Voting Type - Where a formal vote is taken. Two subdivi-
sions here are minority versus naijority tvve.

Consensus type:- Where opinion of each member is solicited.
Sufficient discussion allowed, especially for the minority
viewpoint, such that final decision seems to have general
agreement of all to implement it, though individuals may
Alsacree with the decision.

Tho made it: Here should be entered the veovrle who explicitly
were for the decislon.

4
J a Whose Suggestion was 1t: Here should be entered the veovle whose

sugcestion was finally adooted.

Residual Category: This is meant to record interactions which have

aeither value for the group main related to task. These

may be some idiosyncratic needs v In this category the

interactions which cannot be score. in preceding categories may also

Je scored. This category wire scored in observing businessAor

reetine, Such interactions will be rare in business settings.
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APPENDIX IV

RANKING TASK vr

Listed below there are ten elements associated with the role of

a manager in an industrial organization. Your task is to arrive at a

decision on a ranking of these ten elements in terms of their importance

.0 the effective nerformance of a given manager. Rank the most impor-

cant element as number one, the least imvortant as number ten, and simi-

larly in between.

aking directives and orders as clear and concise as possible in order
to avoid confusing nis subordinates or placing them in ambiguous sit-
lations.

Affecting a firm and consistent sevaration between line and staff
functions.

Reliance on explanation and persuasion rather than direct orders for
obtaining action from others.

Directing the work of a relatively small number of subordinates so te
can ao a thorouch Job of control and evaluation.

da Creating a climate where members of his unit are able to function
affectively as a collaborative tean.

Giving the subordinate increasing responsibility and an opportunity
to exercise self-control.

Effecting a climate in his group such that a range of different ideas
is encouraged and avallable for any given task or problem.

Knowing how best to motivate people to work hard, especially when
“hey would otherwise tend to slack off or be lazy.

fostering an emotional relationship between himself and a subor-
dinate that 1s an open one in which each feels he can level complete-
ly with the other.

insuring that there is a unity of commend so individuals will not be
subjected to conflicting authority in their job performance.



A OTULNIRT ONTO TNTArFPENOTX TV
EPECTI EREBEI in RRS.

Ral ING TAS NO, 1A

[isted below there are ten elements associated with the role of

1 manager in an industrial orcanization. Please rani these ten ele

nents in order of their importance to vour effective functioning as a

nanacer. rank the most important element as number one, the least ine

sortant as number ten, and similarly in between.

Exercising authority firmly, not only for decisions but to disci-
s1ine the orecanization.

fostering a climate in which the feelings and opinions can be open-
tv and freelv exnressed,

Sstablishing a resular performance appralsal system so that ne can
een un a check on his veonle,

Using the powers (rewards and ounishients) vested in him by the
company to ensure that the veovle under him follow the company way
AT doine thineos.,

Delegating responsibility as well as authority as ravidly as the
subordinates can nandle it.

Considering as his primary responsibility the develonment of his
sunordinates as commetent manaecers.

i Seeing to it that management decisions are rationally arrived at
and are alwava nased on company coals.

Managing through explanation and persuasion rather than direct
srders.

insuring the develovment of a system ol controls and measurements
which keep him promptly informed of the various units under him,
and rermit him to initiate a corrective ction.

Jorking towards the integration of the individual goals of his
neople with the company goals.

= i
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