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PREFACE

This report is thersecond in a series by the Quality of Work
Research Program of the Survey Research Center. It is intended to
provide a brief picture pf the work that has been-qonducted at the
Survey Reseaich'Center (SRC) over the past three yeafs aimed at
the development of a package of instruments designed to assess
planned chaﬁge'in organizations. As such, it is a temporary docu-
ment, presenting the "state of the art” as of this point in time.
It iz a preliminaiy version of an eventual comprehensive manual
forrorganizatidnal assessment, |

The material presented here represents ﬁhe work éf a 1a;ge
number of pgdplé. 'The following membefs of the Quality of Work
Program at SRC have been highl&_involvgd in this effort: David
Berg, Cortlandt Cammann, Susan'Campbell, Maureen Compton, Mark
Fichman, Gary Herline, Jeanne Herman, Douglas Jenkins, Johm Klesh,
Edward Lawler, Bérry Macy, Gayle Mandigo, Philip Mirvis, Michael
Moch, David Nadler, Veronica Nieva, Dennis Perkins, and Stanley
Seashore. Walton Hancock, Bill Goodall, and Bill Wellman from the
Department'of Industrial and Operational Engineering and the
‘Bureau of Hospital Administration, University of Michigan have
also been collaborators in this effort. Finally, much of the work
described here grew out of the initial work in this area which
was done by researchers at Cornell University.

The work described here has been made possible by the support

provided by a number of different funding agencies. Primary support



has come from.ﬁhe Ford Foundation and the Economic Development
Admiﬁistration of the U, 5. Department of Commerce. Support for
the dévelopment of specific instruments and probedures-came from
the Manpower.Adminisfration of the U. 8. Department of Labor and
the National Commission on Productivity.

It is hbped that this report Will enable potential users and

potential funding agencies to understand the nature and scope of

~ the assesgsment package which is under development at ‘the present

time. Since this total effort is far from complete, comments,

criticisms, and suggestions are welcome.

David A. Nadler

August, 1975
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PART I % THE QUALITY OF WORK RESFARCH PROGRAM AND THE ORGANI-

ZATIONAL ASSESSMENT PACKAGE

Background of the Quality of Work Program

The twin problems of how to make organizations more effective and
how to improve the quality of working life experienced .by organization
members constitute a crucial issue. While there has been much wo;k
aimed at developing different techniques of iﬁéroving organizational
effectiveness and/or the quélity of working life, there has been rela-
tively little rigorous and programmatic research in_this area. While
ﬁany organizational consultants, "change agents", or-"iﬁterventionists"
currently erk in organizational settings, there have been relatively
few efforts to seriously and objectively evaluate the work of different
change agents in different seéttings. (For a few of_the exceptions,
see Bowers, 1973 or Tichy, 1974).

In 1973, in response to requests by the Naﬁibnal Commission on
Productivity, and in collaboration with Cornell University, researchers
at the-Institute for Social Research (ISR) of the University of
Michigan began to develop measurement approaches for the evaluation of
&emonstration/reéearch projects involving organizational intervesntion
or planned changed. The basic plan proposed by the Pfoductivity Com~
mis%ién was to launch a series of field experiments. In each project
a different external consultant would work with a different organization.
These projects were unique in their design in that they called for
distinctly separate consulting and research roles, standardized methods
of evaluation, and in the iﬁvolvment of labor unions..

The labor involvement was particularly significant. Much of the

work of organizational change agents to date had ignored the importance



of organized labor in the American work scene. Change agents have
usually been introduced into organizations by management, have had more
intimate contact with management figures, and have been generally com—
pensated by management. Because of_this, employees have often assumed
tsometimes correctly) that the change agent's primary responsibility is
to a specific management group rather than to the organization as a
whole., Partially as a result of this situation, organized labor has
not been highly involved in organization and job redesign efforts.
Given this situation, the projects as originally conceived were to be
conducted explusively in sites where a significant number of emplpyees
were represented by a labor union'and ﬁo be cosponsored by‘botﬁ manage-
ment and labor.

With a éhange in the goals and orientation of the Productivity
Coﬁmission, ISR begaﬁ to assume a more central role in the proposed
series of field experiments. With the support of the Ford Foundation
and the Economic Developﬁent Admigistratién of the U. S. Department of
Commerce, ISR émerged as one of the major inétitutibnal SpONSOIS of_ .
this work. During that year, the National Qualiﬁy of Wbrk Ceﬁter (NQWC)
was created és an organization affiliated with ISR, and with offices
in Washington, D. C.

NQWC is a continuing private-sector organization established to
develop, coordinate; and implement joint unioﬁ—management experimental
projects. It identifies change sites, gains union-management agreement,
helps thé site identify qualified consultants, and has general manage-—
ment respomnsibility for the projects. In short, it provides the actiop
and facilitative functions in the joint ;SR/ﬁQWC venture. Its functions
include developmental work with management, labor, and funding groups

as well as dissemination of information about' the quality of work effort.
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The Quality of Work Field Experiments

The core of the Quality of Work research program is the series of
field experiments mentioned above. To date, four experiments have been
started and two more are in the start-up phase with planned beginning
dates in the next six months. TIn accordance with the basic quality of
work experimental model, these experiments all share the following
characteristics:

1. Joint labor-management direction. In each site, a joint

labor management commiftée has been established with the mandate
of coordinating and directing the project within the organizétion.
This committee, called the "Quality of Work Committee” in each
site, serves as the focal point of the intervention and is the
primary client of the consultant in each organization. The
Quality of Work Committee has the responsibility for choosing the
consultant(s) for the project, for working with the consultant in
planning and implementing intervention work, for working with
researchers to help evaluate the projgct, and for having fimal

say over project activities at the site.

2. Separate consultant and research teams. The consultant and

evaluation research roles are distinctly separate in each site.
The consultant, as indicated above, is chosen by the Quality of
Work Committee and is in a purely consultative role vis-a-vis
the organization. The evaluation research team is provided by
University of Michigan (or cooperating academic institutions)
and has'the mandafe of describing, assessing, and evaluating the

accomplishments at each site.



The rationale for this approach is based on evidence
(Morse & Gordon, in press) that the relative perspective of the
evaluation researcher is important, and that systematic differen-
ces exist in the quality and nagure of evaluation done by inde-
pendent researchers as opposed to evaluation done by those who
are also conducting the intervention. While some have made the
case for the combination of the change-agent and researcher/evalua-
tor rolés (e.g., Argyris, 1971), alternative models which provide
for sepératﬁon of those roles have also béen_discuésed in the past

‘ o

(e.g., Ba;nes, 1967). The combination of roles has some advantages,
but it also hasrmajor disadvantages, particularly for comparative
research. Research goals may get subordinated to change goals,
there is an inherent conflict of the roles within one individual
or team, there are problems of bias (intentional or uninténtional}
in reporting change activities and their results, énd there is a
lack of standardization or equivalency of evaluative methods across
different change agents. Thus, given the comparative nature of
this research and the problems of multiple role models; the ex-~
pefiments have been désigned to separate the roles of change agent

‘

and evaluator/researcher.

3. Standardized evaluation criteria and methods. In each site,
a basically standard set of instruments and procedures is used to
assess the effects of the intervention; The evaluation instru-
ments, developed by ISR are psad in different sites to evaluate
the work of different consultants. In each site, the instruments

are modified to be responsive to the issues, problems, and culture

]



of the specific organization, while still tapping a basic and

consisterit set of variables.

4. Control and/or comparison groups. ~As part of the experimental .

design, in each site, control and/or comparison groups are identi-
fied. The control group, which may be a group, unit, department,
or organization similar to the site of the intervention, is sub-

jected to a similar but less comprehensive version of the assess-

ment methods used at the experimental site.

5. External funding. In order to provide for true joint union-

management sponsorship and also to insure the integrity of the re-
search design, funding for both the fesearch-and consultative com-
ponents of the experiments are usually obtained from external
Sources;- These sources have included govermmental agencies dnd

private funding groups.

Table 1 provides a brief description of the four sites where

Quality of Work experiments currently are being conducted.

Under lying Assﬁmptions of the Measurement Package

It is within the context of the Quality of Work Program and the
field experiments that the ISR organizational assessment measurement
package has been developed. This package of instruments, processes, and
guidelines, serves as the basis of the standardized evaluation at each
of the experimental sites. The package has been developed to ultimately
be used to evaluate a range of,different interventions in different or-
ganizational settings. A goal of the developers of this package is that
through their use and refinement in the quality of work experiments,

the instruments may eventually be available to all interested labor and



CURRENT QUALITY OF WORK FIELD EXPERIMENTS

Experimental Site Consultant Evaluation/Research Group Date Started Funding Source
Michael Maccoby Institute for Social Research 6/74 Ford Foundation

An auto parts manufac-
turing plant.

Department of Commerce

Harvard University The Unlyergity of Mlchlgan The site organization

A coal mine in the Eric Trist Graduate School of Industrial 4174 Ford Foundation
northeast University of Administration : Department of Commerce
Pennsylvania Carnegie-Mellon University ' . The site organization
A large division of a Arnold Judson Institute for Social Research 8/74 Ford Foundation
southern public utility A.D. Little Co. The University of Michigan The site organization

Cambridge, Mass,

A medical center in a To be chosen Graduate School of Business 6/75 Health Services Adm,
large eastern city Columbia University U.S. Department of
' Health, Education
& Welfare




management groups for use in evaluating organizational interventions.

4

Before listing the components of the measurement package, it is

important to enumerate some of the basic assumptions which underly the

measurement approach. They are a set of assumptions about organizational

behavior, organization change, and measurement:

1. Organizational behavior is muitilevel and involves multiple

variables; therefore the measurement of chanpe must be multilevel and

multivariate. Many of the attempts to assess organizational change have

been focused on oﬁe group, one level of analysis, or one conceptual
target and have thus missed some of the impoftant implications of,fhe
intervention at hand (Nadler & Pecorella, 1975). The-practical implica-
tion of this is the need to measure a large raﬁge of wvariables dealing
with Eﬁdividuals, groups, and organizations, It also implies the collec~-
tion of data about perceptions, attitudes, behavior, processes, structure,
technology, pfoductivity, and environments,'rather than fhe isolated
collection of data in any one of these areas. It also implies that the
measurement of organizational change is by definition a interdisciplinam§
-effort, requiring.the input of a range of professionals including
psychologists, sociologists, industrial engineers, accountants, econo-

mists, and functicnal specialists for specific organization types.

2. Comparative assessment of change efforts requires a basicaily

standardized package of instruments. 1f different interventions are

to be assessed, then any comparison requires some degree of standardi-
zation of.criteria for evaluation. While problems, issues, and there-
fore variables may change from one organization to another, and while
different change agents may have different goals, some general core set

of variables needs to be measured in all settings. Thus, the approach

i
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"measure-

whicﬁ is used must involve the comstruction of a rather broéd
ment net' which attempts to tap a wide variety of variables, some of
which may be affected by a particular intervention and some of which
may not. .

At the same time, it is important to recognize the need to make
modifications in the measurement net as it is used in different organi-
zational environments. Two factors are importaﬁt here. First, organi-
zations of different_types, with different goals and different technolo-
gies will havé different classes of critical issues (Perrow, 1970) re-
quiring measurement of different variables. Second, there is a need to
modify instruments that céllect data diréctly from organization members
so that these instruments are consistent with the culture of the organi-
zation. There is evidence that questionnaires, fof example, Ehat are
perceived as being more "empathic" can obtain different kinds of data.
than a completely.standardized noﬁemﬁathic instrumenf (Alderfer & Brown,
1972).

Thus, the adequate measurement of organization change requires
a'cére set of étandardizéd instruments and processes which can be modi-
fied to meet the needs of a research site while still maintaining basic

consistency of measurement content and process across different sites.
¥

3. The assessment of change in organizations should be done using

multiple methods. For many years there has been criticism of the
tendency of many researchers to rely on a single method of data collec-
tion (frequegtly self-report interviews or questionnaires) for research
on. behavior in organizations; The drawbacks of total reliance on self-
report methods have repeatedly been noted {Webb, Campbell, Scwartz,

& Sechrest, 1966). Thus, an effective package .of instruments for



assessing change in organizations must include the collection of data

using a variety of different instruments and data collection methods.
Tbe range of methods should probably include direct étructured obser-
vation of behavior, collection of data from organizational records;
clinical observétion of interpersonal and organizatiénal process, mea-~
surement of objective strgctural charaéteristics, etc., as well as
self-report data through questionnaires and interviews.

4., An assessment package should bave some underlying theoretical

model of organizational funetioning. The collection of data should

not be guided purely by chance, opportunity, or random choice of variables.
. i
It should refléct some notion of why individuals behave as they do in
organizations, how groups function, and how systems operate. From this
notioﬁ shoul& come the variables that are important tqlmeasure. On the
other hand, meaéurement should not be overly or narrowly constrained by
such notions. In the absence of a generally accepted meta-theory of
organizétional functionihgrat all levels, it would be premature to
allow any oneltheory to specify all of the variables to be measured.
Within these limits, the underlying model used for tlie measurement
package presénted_here is based on the conception that a greét deal of
behavior inm ofganizations is determined by the conscious choices of
individuals based on their perceptions of the comsequences of their be-
haviof and Within-the constraints provided by existing structures,
technologies, or human processes (Vroom, 1964; Lawler, 1973). TIn addi-
tion; other group and organizational theories have been drawn on, par-
ticularly for the measurement of specific areas (i.e., leadership be-

havior, structural/contextual variables, technology, etec.).
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Brief DeScriptionrcf the Measurement Package

Based on these assumptions, a package of instruments is currently

being developed to be used for assessment. While not all imstruments

are used at all sites, the major components of the package are as

follows:

1

"

1. The Michigan Assessment of Organizations (MAO) guéstionmaire-
a questionnaire for collection of data about employee attitudes
and perceptions. A basic core instrument covering a range of
variables has been constructed as well as a series of modules
enabling more in-depth measurement in specific areas., Modules
have been developed in the areas of job and task characteristies,
individual attitudes and perceptions, leader behavior, work group
process, pay and performance evaluation, intergroup relatioms,
and individual differences. The MAO and its modules provide a
pool of questionnaire items which can be drawn upon to construct
questiomnaires for specific sites.

2. Union and labor-management relations component - includes
interview schedules and questionnaires degigned to examine issues
related to union organization, member involvement, and internal
union processes, as well as labor-management relations and
general attitudes towards unionsg. '

3. Organizational structure interviews- a series of structured
interview forms to be used with department heads and key informantsg
to collect data about the dimensions of organizational structure
and context. The interviews are used to collect perceptions of
line and staff personnel as well as data from archival sources.

4. Structured job observations - A structured guide for rating
jobs and tasks according to their psychological dimensions,
(see Jenkins, Nadler, Lawler & Cammann, 1975). Instrument is
designed to be used by observers without any advanced training
other than a two day observation workshop.

5. Behavioral/economic measures - Standardized forms and methods
of data collection and/or retrieval from archival records to
obtain data on specific employee bebhaviors (i.e., absenteeism,
turnover, non-productive behavior) and their associated costs.-
Included are pretested definitions of behaviors and methods for
assessing costs (see Macy & Mirvis, 1974).

6. Technical systems analysis component - Observationmal, archi-

val, and questionnaire measures of the functioning of the tech-
nical segments of the organizational system, including measures
of information adequacy, work flow, technological potential,
product1v1ty, etc,
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-7. Site historian/cbservational component - Guidelines and
instrumentation for the on-going clinical observation of organi-
zational process and the activities and events of specific
interventions.

8. Assessment role guidelines - A set of guidelines and operating
rules for individuals and/or teams who are in the role of

§,/ﬁssessing the work of a changé agent. The foecus is on the rela-
tionship between the organization, the change agent, and the
assessment team and the potential c¢onflicts involved in the
research/assessment role.

Each.ofrthe above components is in a different stage of develop-
ment. Some have been used, tested, and refined, while others are still
in the relatively-early,sﬁages of development. More detail on the
nature and current state of each component 1is provided in Part II of
this report.

The compoﬁénts Have been used in a number of different sites in
addition to the quality of work experiments mentioned already. Table 2
provides a brief listing of the sites where at least one major segment
of the measurement package has heen used during 1974 and 1975. Within'
the context of other research projeéts,.these sites have béen used to
design, develop, and pre-test the various components of the measurement

package used at quality of work sites.

The Process of Assessing Orpanizational Change

As important as the content and form of the measurement components,
is. the process by which those instruments are used. Two Spec?fic issues
need to be considered in relation to process. The first is the question
of the evaluation role within the context of the three-party relationship
which is constructed at quality of work sites. (A detailed discussion
of those issues is included in Part IT of this report.) The second is
the more mechanistic-issue of how the instruments are sequenced and used

in a typical quality of work site.
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11.

12,
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TABLE 2

Sites where Components of the Measurement Package have been Used

R . Initial Number of
Site description
dates employees Comments
. An auto parts manufac- 6/74 400 A QOW site
turing plant in
Tennessee
. A coal mine in 4iT4 200 A QOW site
Pennsylvania
. A small manufacturing 1/74 85 2 waves of data
plant in Ohio producing : collection
products for making were done
metal castings.
. Twenty branches of a 3/74 300 2 waves
comeerical bank in OChio
. A manufacturing -plant 4774 130
in Connecticut - '
. A plant in Kansas with 6/74 150

a process technology, also
part of a large corporatiom

. An engineering design L9174 ‘ 400 A QOW site

division within a large
southern public wutility

. A midwestern hospital 10/74 800

. A pharmaceutical labora- 11/74 100 - 2 waves
tory in North Carolina
A large division of a 4775 500 A QOW comtrol
southern public utility site
———————————— Planned applications in the near future ------------w--
Selected wards of a 9/75 " 150
large metropolitan
hospital
A national sample of 11/75 200

units of a private social
service agency
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The three party relationship

For the quality of work field experiments, a specific model of
the site, consultant, and evaluation relationship has been developed.
This three party model is based on the assumption that the interven-
tion and assessment roles should be separated and envisions the constant
interaction of three groups in each field experiment:
Party 1 - the orsanization - Since the research sites are
unionized the model calls for the creation of Quality of Work
Committees to oversee the project. This group represents the

interests of various employee groups and the organization as a
whole. ‘

Party 2 - the consultant/change-agent - Consultants will be
chosen by the Quality of Work Committee in each site and the
primary client of the consultant will be that group.

Party 3 - the evaluation/research team - Researchers’ respon-
sibilities include administering the measurement components at
regular intervals as well as on-site observation and analysis
of the activities of the change agent amd the events in the
organization.

While this model has a number of obvicus advantages, including
the increased comprehensiveness and objectivity of the research effort,
it also has some‘inﬁerént problems which should be mentioned. First,
measurement itself may serve as an intervention. The actual assessment
activities may in themselves be interventions into the organizational
life, confounding the assessment task and potentiaily interfering with
the activities of the change-agent. Second, there méy-be perceived
lack of reciprocity between the evaluation team and the other parties.
An assessment team, utilizing information which will not be fully
shared for up to three years_demanas a great deal of the organization
and its members but offers very little in short run return. Third,
intergroup tensions may result. The three party model offers a poten-

tially volatile situation possibly resulting in strained on-site
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relationships between the consulting team and the research
team doing the evaluation. Fourth, there may be role confusion since
organization members often do not distinguish between the evaluators
and the consultants, perceiving them all to be outsiders to the organiza-
tion., Fifth, and finally, the pure research role with the broad mandate
indicated here may lead to over measurement. The establishment of the
broad measurement net may seem excessive to some organization members
and this may.have-implications for the quality of the data obtained and
the relationships between the assessment team énd other parties.

There are na clear answers to these problems, although they have
been addressed in part two. As the work continues usiﬁg this model,
it is hoped that additional ways will be identified to cope with the
problems created by the three party model while still realizing the
benefits of this arrangement.

The sequence of assessment

Although the way in which the components willrbe used does vary
from site to site, a general model of the sequence of the asséSSment
can be constructed. (See figure 1). The assessment or evaluation team
involves a number of different individuals. The key person in the feam
is the Site Coordinator who is generally responsible for managing the
assessment effort. The Site coordinator is usually assisted by one or
more observers (usually graduate students) who, with the site coordina-
tor, conduct all of the on-site clinical observations. As different
components of the package are used, specialists in different areas
consult with the site coordinator and aid in the construction of instru-

ments in the different areas. Usually, these specialists also aid in



~ A TIMESEQUENCED MODEL OF ASSESSMENT

RESEARCH/JASSESSMENT ACTIVITIES

Quality -of Work Committee
and Evaluation Team agree
on assessment plan.

Assessment team introduces
self to organization members

General orientation interviews

Administration of measures
i

peastres)

. data:

- behavioralf

economic
" - productivity
- financial

Establishment of
systems to collect
the following .

(static measures)

BASELINE

- MAO Questionnaire
Union questionnaires
- Structure interviews
Technical systems analysis

+

Job observations

ik

{ continuous measures)

Unstructured on-
going observation

SECOND WAVE

Data collected
periodicalty
R

THIRD WAVE

Data integration and analysis

Feedback to site and consultant

15,

conducted on site.

CONSULTATION ACTIVITIES

Quality of Work Committee
interviews potential consultantg-

Quality of Work Committee
makes consultant choice

1

Consultant enters organization
to begin wok

EConsultant work terminates
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the analysis and interpretation of data collected in their particular
areas of interest. Thus, the site coordinator works with a range of
people who bring special assessment skills to bear on the project.

The assessment work begins as the'Quality of Work Committee is
in its formative stages and beginning the process of choosing a con-
sultant. It begins by the QOW Committee and the evaluation team
agreeing to a general plan for assessment. -This includes strategies
for measurement, arrangements for "empathizing” instruments, designation
of control sites, etc. The next step involves the assessment team in-
troducing itself to members of the organization in order to familiarize
orgénization members with the reéEarcﬁ component bfrthe experiment and
also to answér employee questions, deal with‘tﬁeir anxieties, etc.

(aS recommended bj Kahn & Mann, 1952; and Lévinsbn, 1972). This is
followed by genefal orientafion intervieﬁs by-the members of the aésess-
ment team, These interviews allow the team to get an initial impression
of the site organization and also allows collection ofjdata about what
chianges need'to be made in the standardized instrument before applica-
tion in the particular site.

As indicated by figure 2, the assessment then evolves into a
three-pronged activity. First, on-going observation by the site coordi-
nator and his/her observers continues throughout the entire experiment,
Second, static measures are administered (including the MAQ, union
measures, structure intervieﬁs, technical systems analysis, etc.)} to
obtain base line data (before the consultant enters the immediate
system) and to obtain subsequent measureménts in second and third waves.
Third, on-going data collection systems are established to collect

data from organizational records including cost data, productivity data,
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and datg about émployee:behaviér {for example, absenteeism or turnover).

At the eﬁd-of the Quality of Work Project (anywhere from 18 months
to three years after the start of fhe project) the final static measures
are administered, the data from all sources is integrated and analyzed,
and feedback is given to the site, consuitant, and other‘interested
parties. |

It should be noted that this model is essentially a bare-bones
model of the assessment process. During the course of the assessment
other kinds of data are collected {(for example, following suggestioné
from the consultants) and integrated into the on-going record of the
experiment. Also, there ;re variatioﬁs in how the moéel is applied
from site to site. DMost imporfantly, this mbdel, like all of the parts
of the measurement package is still in its developmental stages and
thus will be modified as more experience is gained in its application

in a variety of different settings.

Summary

The first part of this report has attempted to present an over-

"view of the history, development, present state, and use of the Michigaﬁ

Organizational Assessment Package. As such, it is a description of
the state of a research effort at one point in time.
In Part 1T, the specific components are described in more detail,

and imstruments that have been developed are included.
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Information concerning further developments, use of components,
and the Quality of Work Program in general can be obtained by

contacting any of the following individuals:

~ Edward E. Lawler III
~ Stanley E. Seashore

- Cortlandt Cammann

Survey Research Center
Institute for Social Research
The University of Michigan
Ann Arbor, Michigan 48106

(313) 764-8449
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PART IT - MAJOR COMPONENTS OF THE ASSESSMENT PACKAGE

Introduction

This section of the report includes information about each of the
major components of the assessment package. For each component, there

is an introdudtory statement providing an overview. of the pdrpose and

the underlying. conceptual and theoretical basis for the component.

This is followed by copies of the.instrument or instrumentation as is
currently available. In some cases, instruments are included in a
generalized form, while in others the instruments included have been
modified for a specific site. Finally, where appropriate, lists of
scalgs, items? or scoring methods have been included for. each component.
As Will-bé seen, the different components are at different stages
of develoﬁment and reflect varying-degfees of readiness to be used in

new settings. Those interested in obtaining further information about

any specific component should contact the individuals listed on the

first page of.the introductdry statement for each component.
The cqmbonénts are included in the following orde;:

~ A. The Michigan Assessment of Organizations questionnaire
B. Union and labor-management relations quesfionnare
C. érganizational structure interview forms
D. Structured job observation guide
E. Behavioral/economic measurement system
F. Technicél systems analysis instruments
G. Goals and instruments for unstructured observation

H. The assessment role - guidelines



A. THE MICHIGAN ASSESSMENT OF ORCGANIZATIONS QUESTIONNAIRE

Cortlandt Cammann *
G. Douglas Jenkins

David A. Nadler

The Miéhigan Assessment of Organizations (MAO) is a broad-guaged
employee attitude survey. To.date, it is the most extensively tested and
researched component of the Michigan Assessment Package; /%he MAO is de-
signed as a semi~standérdized questionnaire which can be used to tap a
larger number éf organi;ation characteristics through'ﬁhe perceptions of

the members of that organization. In its entirety, it consists of approxi-

» mately 350 items, which are combined to produce about 100 scales addressing

such areas as jéb characteristics, employee satisfaction and other attitudes,
work group functioning and characteristics, leadership style and supervising

behavior, organizational structure, compensation and performance evaluationm,

intergroup reldtions, employee beliefs, values and characteristics. ..

- e N
o
Tt

History

The devéloPment of the MAO has consisted of th?eé phases to date.
The first phase of the development of the MAG began in April 1973, in con—
junction with the National Commission of Productivity's Quality of Work
Program. The intent was to construct a comprehensive survey which would
reflect employee attitudes and'feelings_about a broad range of organization
characteristics. After_an extensive period of item collection resulting in

over 1500 items from existing questionnaires, research reports, and our own

*names listed in alphabetical order



design, a pretest was conducted with about 250 subjects from the Ann Arbor
area. The resulté were used to refine the instrument.and reduce its number
of items. A report of the product of this pretest and a statement of the
theoretical uﬁderpinnings of the original instrument are found in Cammann,
Jenkins, Lawler, and Nadler (1973). -The completion and distribution of this
report marked the end of the first phase of the development of the MAO,

The second phase of the development of the MAG consisted of employ-
ing various Versiéﬁs 6f the MAO instrument in # number of organizations.
The purpose of this phase of development was to collect responses to the
roughly 650 items in a number of different organizationdl settings for em-
pirical'a;alyéeg. bDuring this phase, data were collected from approximately
1900 respoﬁdenﬁs_at eight of the ten sites listed in Part I of this report.
These data were then subjected to a number of data reduction techniques
(such as facto; analysis and multidimensional scaling) to search for a
structure to the data and isolate unreliable items. Based on the results
of theée analyses, a number of items were removed or replaced with new ifems.
Items were then combined to form scales. Both conceptual and empirical
justification was used.

The instruﬁent included here represents the culmination of the
second phase of MAO development. Tt is briefly describedlin a section below.
The items and scales it contains are also presented prior to the iﬁstruments
themselves.

The third phase of MAO development is just beginning. The MAO‘of
this stage bears a very different structure than its ancestors. First, it
consists of a ﬁcore" set of iﬁems which were selected to present an overview

of most areas of organizational functioning. Second, a series of models
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are provided to examine these areas in greater deptﬁ and breadth. The goal
éf Phase IIT is to construct an instrument whose scales exhibit strong reli-
ability, whose relational structure is generally specified, and on which a
large normative data bank exists so that meaningful comparison can be made
between organizations. The third phase of development.is expected to take

from 12 to 18 months.

The Michigan Assessment of Organizations - Core and Modules

As noted above, the MAO in its current form consists of a set of "core"
items_selected‘ﬁo:provide a broad-guage assessment of the state of an organ-
ization and arééflof "modules," a collection of itemsréelected ro examiné
specific areas of organizational fuﬁctioning in greatérrdepth and breadth.:

‘ —
Furthermore, it is constructed in such a way to allow the evaluation or
research to seiect from among its different componen£srdepending upon parti-
cular organizational circumstances and conditions. It may be "empathized"
(Alderfer and bewn, 1972) as well by inserting the name of the organization,
or items generated to address unique organizational problems or areas of

interest. 1In general, then, the MAO is a semi-standardized instrument de-

signed to provide-the user with the advantages of a standardized instrument

(normative and comparative data, known structure, etc.) and those of the
tailor-made survey (empathetic construction, focus on unique organizational

problems and areas of interest, etc.).

The Core

The core instrument consists of approximately 150 items covering

areas of organizational functioning addressed more fully in each of the
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modules described below. It is éonstructed in such a wa& that should a
user détermine an area (e.g., task chafacteriétics of work groups)} is of
particular importance or interest, that particular section of the Core

instrument can be replaced with the module, All items contained in the

Core instrument are also contained in the area module.

The Modules
The MAO consists of ten standardized modules. Each is described

briefly below.

Module 1: Demopgraphics. This module contains iﬁems addressing the

various demographic characteristics of individual respondents, such as
age, marital s£atus;_ethnic identification, etc. Items were constructed
only for those demographic characteristics for wﬁich data could not be
more easily or accurately obtained from othér sources; such as organiza-
tional records (e.g., wage rate of'salary level, supervisorylstatus, etc.).

Module 2: Genmeral Attitudes. This module addresses very general

employee attitudes such as job satisfaction, intention to turnover, in-
trinsic motivation, and performance outcomes.

Module 3: Job Facets - Importance and Contingencies. This module

assesses a_number of aspects of an individual employeé's orientation

and reaction to his job. It assesses the subjective importance of vari-
ous job facets and work outéomes, employee satisfaction with those facets
and outcomes, and employee beliefs th;t especially good or poor perform-
ance will lead to an increase or a decrease in the extent to which those
facets are present in his job.

Module 4: Task and Rele Characteristies. The purpose of this module
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is to assess in depth the emplofee's perceptioné éf'the characteristics
of the tasks'pe;formed as a part of his job and descriptions of the con-
straints and pressures placed upon him in his role as a job holder. The
portion of this mcdule specifically addressing task characteristics is
currently under éxténsive revision, and the module as included here re-
pregents an early stage of development.

Module 53“bek Group Functioning. The fifth module addresses-work

groups in organizations with a primary focus on describing how the work

group functions, its prbcess, the characteristics of its members and their

v

behaviors, and its effectiveness.

" Module 6: Supervising Behavior.. This module examines the way in
which employees' supervisors are perceived. Descriptions of competence,

style, and genepél leadership behavior are obtained.

Module 7:  Intergroup Relations. This module assesses the general
quality .of intergroup relations. Not only is intergroup conflict addressed,

but resolution of conflict as well. This module has yetrto be tested in

a full situation, and thus, substantial revisions in it are to be ex-

pected in the future.

Module 8: TInfluence Structure. In different organizations, different

people are able to influence different kinds of decisions. This module
assesses employees' attitudes about to what extent they feel they can
and should infldence decisions made in the operation of the organization.

Module 9: 1Individual Differences and Outcomes. This module attempts

to assess the employees' attitudes about their life in genmeral and their
reactions to their jobs in a more global framework than does Module 2.

Specifically, it attempts to determine the effect that the work performed,



the job environment and the organizational experience has on the employees'

feelings about their lives in general and their mental well-being.

Module 10: Cémpensation and Performance Evaluationi* Pay and
performance evaluation is a common thread among work organizations. This
module addressed ﬁot only the employees' attitudes about pay and performance
evaluation, but, more importantly, their pérceptions of:the proceés of these

organizational activities.

Tailoring the MAQO

As noted, the MAO is constructed to be a semi-standardized organiza-
tional assessmént instrument. Tt is, of course, not possible in advance
to specify every potential content area which may be of relevance to a
given organization. Given the need to adapt the instrumént to specific
organiéational setting, a limited number of items generated to meFt the
specific areas of interest for an organization may be added to any of the

relevant modules described above. In addition, a get of site specific

items may be generated and treated as an "eleventh module.”

Theoretical Underpinnings of the quule

There is no singleloréénizatiOH theéfy upon which all of the modules
of the MAC are based. Each module was constructed to represent the ex~
isting state of knowiedge of that particular area. The instrument as a
whole represents a systems view of organizational behavior (Katz and Kahn,

1966) and a belief that behavior in orgamizations is based on conscious

This module is under revision and is not included in the sample. It

will be included and noted upon the completion of that revision.



choiee on the part of organization members (Vroom, 1964; Lawler, 1973).
Statements of the theofetical underpinnings of each of the individual

modﬁles are in preparation currently and will be attached upoﬁ their com—
pletion as addenda to this pfogram report or included inla subsequent program

report. .
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Module 1

Demographics {Scales and Items)

o \Education&l level

* 122 What is your educational level?

Family and dependents

* 123 Are you married?

% 128 1Is your income the primary source of support for your immediate
family?

% 136 How many dependents do you have (others who depend on your
income for their financial support)}?

Raclal identification

* 130 Are you Black, oriental, American Indian, White, none of above

Sex
% 121  Are you male, female?
Tenpre' |
* 124 In what year did you first come to work for this organization?

% 129 How long have you been in your present job in this organization?

Urban-trural

* 133 What was the size of the community in which yourspent the
largest portion of your life up to the time you finished
high school?

Age

* 134 How old were you on your last birthday?



Module 2

- General Items (Scales and Items)

Intrinsic ﬁotivétion

*#231 1 feel bad when I do a poor job.
%221 I get a feeling of personal satisfaction from doing my job well.

*#227  Doing my job well gives me a good feeling.

General job satisfaction

*224 A1l in ail, I am satisfied with my job.
*230 1In general, T like working here.
%232 Tn general, I don't like my job.

Organizational involvement

226 What happené to this organization is really important to me.

229 . I don't care what happens to this organization as long as I get
my pay check.

Job/work security

%237  How likely is it that you might be fired or laid off?

%235 . How likely is it that you could find a job with another employer
with about the same pay and benefits you now have?

Turnover

%236  How likelﬁ is it that you will actively look for a new job in the
next year? _ '

%298 I often think about quitting.

*225 1 will probably look for a new job in the next year.

Internal turnover

*223 If T had the cﬁance, I would take a different job within this
organization. o

Self reports of performance

*234 In general, do you do quite high quality work?

%233 In general, do you do large quantities of work?



%239
%243
%245

242
240
244
241

246

Effort

Module 2 -~ {comnt'd)

%222 I work hard on my job.

#238 During the coming months, how hard do you plan to work? How much
effort do you intend to put into doing your job?

{1]

I do not plan

[2] 3] 141 [5] I6]

tg work hard at

all; almost

anybody else wilkl
work harder than

e

I plan to
work about as
hard as every-
body else,

Effort » Performance Contingencies

Working hard - high productivity

Working hard - doing my job well

Working hard » good job performance

Interpersonal Contingenciesg

Working hard

Working hard
Working hard
Working hard
Working hard

>

-5

e

Y

-5

‘pressure from co-workers not to work so hard

losing friends at work

gaining respect from co-workers

friendliness from tco—workers

better treatment by co-workers

[7]

I plan to work
harder than any-
body else in

this organization

Compensation (placed in Parts 1 and 4 of core awaiting completion of com-

pensation module)

Considering my skills and the effort I put in my work, I am satisfied
with my pay.

How much 'pay I receive depends almost entirely on how well I perform

my job.



Module 2 - {cont'd)

Compensation — {cont'd)

My pay is fair considering whaf other organizations in ' this area pay.
I am very dissatisfied with my pay.
I am very content with the way management handles pay.

My pay is fair considering what other people in this organization
are paid. - : ’



Module 3

Job Facets: Importances and Contingencies (Scales and Items)

Important/Satisfied:

Interpersonal relations

%333/351
*326/344
322/340

the way people treat you
the respect you receive from the people you work with

the friendliness of the people you work with

Intrinsic rewards

*338/356
325/343
330/348

%328/346

#332/350

the opportunity to dévelop your skille and abilities
the chances you have te learn new things

the chances you have to do the things you do best

the chances you have to accomplish something worthwhile

the chances you have to do something that makes you feel good
about yourself as a person

the chances you have to také part in making deC1sions

the amount of freedom you have on your job

Extrinsic rewards

%329/347
%321/339
*337/355

the amount of pay you get
the fringe benefits you receive

the amount of job security you have

Work environment

331/349 the type of physical surroundings you have on your job
335/353 the quality of equipment you work with
327/345 the resources you have to do your job
Miscellaneous .
324/342 your chances for getting a promotion

*334/352 your chances for getting ahead in this organization’



Module 3 - {(cont'd)

Good Performance Contingencies:

Opportunity reward contingency

364  you will have more freedom on your job
*359  you will have an opportunity to develop your skills and abilities

361 you will be given chances to learn new things

Intrinsic contingency

*¥358  you will feel better about yvourself as a person

*¥363 you will get a feeling that you've accomplished something worth-
while

Extrinsic reward contingency

*362 ybu will be promoted or get a better job

*357  you will get a bonus or pay increase

*360  you will have better job security.

Poor Performance Contingencies:

Opportunity
372 you will not be given more freedom in the future

369  you will not be given the opportunity to learn new things in the
future -

*367  you will not be given the opportunity to develop your skills and
abilities o

Intrinsic

*366  you will not feel good about yourself as a perscn

*371 you will feel badly

Extrinsic

*365 you won't get a bonus or a pay increase
*368  you will be among the first to be fired or laid off

*370  you won't be promoted or given a better job



Module 4

Task and Role Characteristics (Scales and Ttems)

Experienced Challenge:

%454 How much challenge is there on four job?

1 4 7
There is very Moderate challenge There is a great
little challenge ‘ deal of chdllenge
on my job; I don't on my job; I get
get a chance to use a chance to use
atyy special skills . my special skilils
and abilities and I and abilities and
never have jobs which , ' often have jobs
require all my abili- ' which require all
ties to complete them _ - my abilities to
successfully, complete success-
fully.

%465 To be successful on my job requires all my skill and ability

%477 On my job, I seldom get a chance to use m& special skills and
abilities

Experienced Meaningfulness:

*461 The work I do on my job is meaningful to me
#472 1 feel that most of the things I do on my job are meaningless

%464 The things I do on my job are important to me

Experienced Responsibility:

469 T don't care very much how well my work gets done
475 I feel personally responsible for the work 1 do on my job

478 1It's important to me that I do my job well

Experienced Work Influence:

460 How much say do you have over the things you do on your job?
That is, to what degree can you influence decisions about what
you do on your job?

. 4 7

1
Very little; I - Moderate influence; I High influence; I
have almost no in- have influence in some have a lot of in-
fluence in deciding decisions, but not in fluence in most of
what 1 do others the decisions about

what T do



Module 4 - (cont'd)

Experienced Work Influence (cont'd)

*#430 1 have a great deal of say over what has to be done on my job

423 My opinions are not considered in decisions which are made about
my job

449 1 have no,céntrol over the decisions made about my job

Experienced Autonomy

#4572 How much freedom do you have on your job? That is how much do
you decide on your own what you do on your job?

1 4 ‘ 7
Very little; There A moderate amount ; Very much; There
are few decisions ' I have responsibility are many decisions
about my job which I - for deciding some of abeut my job which

can make by myself the things I do; but I can make by myself
. : ST not others : :

%471 I have the freedom to decide what I do on my job

%433 There are very few things about my job that I can decide for
myself ‘

*462 It is basically my own responsibility to decide how my job gets
done :

Experienced Role Conflict:

473 On my job, I can't satisfy everybody at the same time

428 pPeople ask me to de things on my job which get in the way of my
other work

432 1 often have to break rules in order to get everything done on
my job. :

468 To satisfy some people on my job, I have to upset others

Experienced Role Clarity:

*476 Most of the time T know what I have to do on my job
On my job I know exactly what is expected of me
%4521 I can usually predict what others will éxpect of me on my job

*445 Most of the time, people make it clear what others expect of me



Module 4 - (cont'd)

# Task Feedback:

As you do your job, can you tell how well you're performing?

1 4 7
Not at all; I could Moderately; sometimes A great deal; I can
work on my job indef- by just doing the job almost always tell
initely without everx I can find out how well how well I'm per-
finding out how well T I'm performing; some- forming just by
am doing unless somebody times I can't. doing my job.
tells me
427 Just doing the work required by my job gives me many chances to

figure ocut how well I am doing

444 Even if no onte tells me, I can figure out how well T am doing.

on my job

Task Interdependence:

7 _
Very much; all my
work requires co-
operating with

458 How much do you have to cooperate directly with other people in
this organization in oxder to do your job? :
1 _ 4

Very little; I can A moderate amount; some

do almost all my work of my work requires

by myself. cooperating with others,

453 How often does your job require that you meet or
other people in this organization?

1 4
Not at all; I never I sometimes need to
have to meet or check meet or check with
with others. others.

442 My job is pretty much of a one person job--there
for checking or meeting with others

. 446 I have to depend on the work performed by others

the materials or information I need to do my work

others,
check with

7
Very much; T must
constantly meet or
check with others,

is little need

in order to get

431 To do my job well, I have to work closely with other people



Module 4 = (conttd)

Task Uncertaihtg:ﬂ_
456 How much uncertainty is there in the job?

i 4 7

Very little; I al- Moderate uncertainty Very much; I almost
most always know what _ never am sure what

to expect and am never is going to happen,
surprised by something and unexpected things
happening unexpectedly on ‘ frequently happen.

my job.
438 On my job, I often have to handle surprising or umpredictable
situations

429 Oh my job, there are procedures for handling everything that
' comes up

439 On my job, most of my tasks are cléariy defined
422 I often have to deal with new problems on my job

470 On my job, it is hard to tell what good performénce means

Pace Control: .

457 How much control do:you have in setting the pace of your work?
1 . 4 | 7

Very little; pace is Moderate control of Very much; I de-

predetermined and I work pace - termine my own

must work at a strict - work pace

pace set by someone or
something else,

426 My job allows me to control my own work pace

441 1 determine the speed at which I work

Variety and Skill:

450 - How much variety is there in your job?

1 4 7
Very little; I do pretty Moderate variety Very much; I do
much the same things over : many things, using
and over, using the same a variety of equip-
equipment and procedures ‘ ment and procedures,

almost all the time.

440 I get to do a number of different things on my job

447 My job requires that I do the same things over and over



Module 4 - (contt'd)

4

Variety and skill (cont'd)

448
435

%436

My job is so simple that wvirtually anybody could handle it
with little or no initial training

It takes a long time to learn the skills required to do my
job well : '

What is the level of education you feel is needed by a person
in your job?

(1) Some elementary school (grades 1-7)

(2) Completed elementary school (8 grades)

(3) Some high school (9 - 11 years)

(4) Graduated from high school or G.E.D.

(5) Some college or technical training beyond high school
‘(1 - 3 years)

(6) CGraduated from college (B.A., B.S., or other bachelors
degree) _ '

{7) Some graduate school

(8) Graduate degree (Masters, Ph.D., M.D., etc.)

Experienced Role Overload:

*480
*466
*474

*463

I never seem to have enough time to get everything done
I have too much work to do to do everything well
The amount of work I am asked to do is fair

The level of performance expected of me is reasonable

Experienced Resource Adequacy:

443

479

425

I have difficulty getting the tools and supplies I need on
my job

I have trouble getting the facts and information I need to do
my job well

I frequently have to stop to get the things that I need on my
job '



Module 4 ~ (cont'd)

Experienced $kill Adequacy:

(subtract education level from level needed for the job)
#437 1 do not have enough training to do my job well

%467 I have all the skills I need in order to do my job

Task Identity:

4

459 How much does your job involve your producing an_entire product

or an entire service?

1 : ' 4 : 7
My job involves do- My job involves doing My job involves
ing only a small part a moderate sized 'chunk’ producing the entire
of. the entire product of the work:; while others product or service
or service; it is also are involved as well, from start to finish
worked on by others or my own contribution is the final outcome
by automatic equipment significant. of the work is
and I may .not see or be - clearly the results
aware of much of the - of my work,

" work which is done on the
product or service,

451 How much does the work you do on your job make a visible impact
on a product or gservice?

1 : 4 : 7
None at all; it is A moderate amount; the A great amount; my
hard to tell what impact impact of my job is work is clearly
- my work makes on the pro- wvisible along with that visible, it makes
" duct or service, of others. a noticeable dif-

ference in the finail
product or service.

»

434 On my job, I produce a whole product or perform a complete
service

424 1 can see the results of my own woerk



Group

Module 5

Work Group Functioning {Scales and Items)

homogeneity

521
536

Group

Members of my work group vary widely in their skills and
abilities. '

My work group contains members with widely varying backgrounds.

goal clarity

528
543
526

Group

My group knows exactly what things it has to get done.
Each member of my work group has a clear idea of the group's goals.

In my work group we can generally tell what has to be done next.

cohesivenéss

%529
%523
%533

Group

I feel I am really part of my work group.
I have confidence and trust in my co-workers.

I look forward to being with the members of my work group each day.

fragmentation

538

548
527

There are feelings among members of my work group which tend to
pull the group apart.

Certain of the people I work with have no respect for one another.

There is constant bickering in my work group.

Open process (contains three sub-scales)

531
%525
542

*535
545

Task Process

My co-workers are afraild to express their real views.

In my group, everyone's opinion gets listened to.

People who offer new ideas in my work group are likely to get
clobbered.

Affect Process

We tell each other the way we are feeling.

In my group we try to keep our personal feelings to ourselves.



%534,
541

Group

Module 5 - {(cont'd)

Decision Process

If we have a decision to make, everyone is involved in making it.

Everyone has a say in decisions our group must make.

532
540

Rated

goal difficulty

My work group has goals which are difficult to achieve.

The things this group is expected to accomplish are unreasonable.

group effectiveness

" 522

547
524
530

To what degree does your work group come up with ideas that help
the organization operate more effectively,

We have a wvery productive work group.

My work group is known for not getting much done.

When we need to, my work group can make good decisions quickly.

Additional}items

537

544
*546

539

My work group often acts without planning enough.
I feel my work group's meetings are worthwhile.

If I had a chance to do the same kind of work for the same pay in
another work group, I would still stay here in this work group.

I'm very satisfied with the work group I'm in.



Module 6

Supervisory Behavior (Scales and Items)

Interpersonal competence

My supervisor . . .

624 can't stand being criticized.

662 has a hard time telling subordinates when they've done well.
628 believes feelings have no place at work.

664  looks for a subordinate to blame when things go wrong.

647 doesn't realize how he or she makes subordinates feel,

634 is someons I can trust.

Delegation and participation

My supervisor . . .

653 makes most decisions without asking subordinates for their
opinions.

669 lets subordinates alone unless they want help.

637 leaves it up to me to decide how to go about doing my job.

656 makes important decisions without involving subordinates.

643 never gives me a chance to make important decisions on my own.

623  encourages subordinates to participate in important decisions.

630  encourages subordinates to speak up when they disagree with a
decision.

Protection
My supervisor . . .
654 stands up for subordinates.

639 defends subordinates with "higher ups".

Goal clarity

My supervisor . . .

631 makes sure subordinates have clear geoals to achieve.
640 - makes sure subordinates know what has to be done.

644  makes it clear how I should do my jbb.



Module 6 - (cont'd)

Work facilitation

My supervisor . . .

%657 helps me sSolve work related problems,
*635 keeﬁs informed about the work which is being done.

%646 helps me discover problems before they get too bad.

Goal difficultyrﬁ'

My supervisor . . .

%633 demands that people give their best effort.
*663 maintains high standards of performance.
%666 insists that subordinates work hard.

%638 demands that subordinates do high quality work.

Evaluation

In general, how well do you and your supervisor communicate about
your performance?

How accurately does your supervisor evaluate or judge your perfor-—
mance? .

My supervisor .

658 does a good job of judging my performance,

Blanket competence

My supervisor . .

645 is competent.

Bias
My supervisor . . .

632 is biased on the basis of race.
672 favors pecople who think like he or she does. .
670 tends to play favorites



Module 6 - {cont'd)

~Bias — (cont'd)
My supervisor . . .

661 gives some people special privileges.
665 picks on certain’people.

650 iz biased on the basis of sex.

Supervisor competence —- technical
My supervisor . . .

*621 plans out work in advance.
%668 knows the techmical parts of his or her job extremely well.

%551 handles the administrative parts of his or her job extremely well.

Supervisor competence —-- social
My supervisor . . .

*#660 has the respect of subordinates.
*626 1s always faiy with subordinates.

*627 deals with subordinates well.

Personal support

My supervisor . . .

622 helps subordinates with their personal problems.
641 1= concerned about me as a person,

652 feels each subordinates is Important as an individual.

Role support

My supervisor . . .

629 does things to make my work life easier,
671 keeps informed about how subordinates think and feel about things.
625 keeps subordinates iInformed.

648 helps subordinates develop their skills.



Module 6 ~ (cont'd)

Supervisory contingencies

My supervisor . . .

649
642
655
659
636

treats me befter if I do a good job.

rewards me for good'performance.

keeps poor pérformers from getting rewarded.,
praises good work.

critiéizes people who perform poorly.



Module 7

Intergroup Relations (Scales and Items)

Internal differentiation scale

727

739
737
731

722

People in other work groups really try to understand the problems
and conditions we have to deal with on our jobs.

People in other work groups are easy to work with.
Different (work) groups seem to be worklng towards dlfferent goals.

If you know what work group people are in you know a lot abgut
them.

People in different work groups are different "kinds" of people.

External differentiation scale

738

732

723

725

734

When things go well for my group they seem to go badly for other
groups.

Around here if one group wins another group loses.
If another group gets a pay iIncrease it is more dlfflCult for our
group to get one.

. e
We can't change the way we do things without clearing it with other
groups.

Because there isn't enough money, not all groups get what they need.

Required interdependence

721

726
735
729

The different work groups here don't need each other to make
decisions about their work.

It is necessary for groups to work together to get the job done.
It is in my best interests for other work groups to perform well.

What other work groups do affects what my work group can do.

Quality of intergroup relations

®724
730

Some of the groups we have to deal with "“won't give an inch."

Groups around here just don't cooperate with each other.



Module 7 - {cont'd)

Quality of intergroup relations - (cont'd)

733 Different groups in this organization work together to solve com-
mon problems.
*736 In general, different groups-here work well with each other.
%740 There is 4 lot of conflict between different groups in this organi-
.zation. )
#7228 No matter how well we do, other groups continually criticize us.
Open _end

What other groups do you have the most trouble with?

What kinds of problems do you have with them?

Outcomes - work functionality

742

C*746

*744

Despite conflict between groups work seems to get done around here.

The conflict that exists between groups gets in the way of getting
the job done. '

Members of our group work harder because we are in competition with
other groups.

Qutcomes -— individual affect

743

%745

748

*747

741

The amount of conflict that exists between groups here makes this
an unpleasant place to work,

There is so much conflict between groups that I often don’t feel
like coming to work.

Degpite the differences between groups here, this is a pretty good
place to work. ’

Because of the probiems"that exist between groups I feel a lot of
pressure on the job.

There is so much conflict with other groups around here that I
frequently feel very tense.



Module 7 - (cont'd)

Organizational conflict norms

Fate mechanisms.

761 Most problems with co-workers take care of themselves if left
alone.

753 When conflicts occur, people wait for them to go away.
749  When problems arise, people usually ignore them,

752  Conflicts are usually ignored when possible.

Peaceful co-existence or smoothing

751 People try at all costs te aveid offending others,

754  Employees use diplomacy and tact to settle disagreements.

Third party resolution

759  An iﬁpartial referee is usually called upon to settle disagree-
ments, '

761 When conflict arises, a neutral person makes the final decision.

756  Supervisors are generally asked to resolve conflicts between sub-
ordinates.

Confrontation and direct resolution

757 People openly discuss problems with co-workers.
760 People meet most issues head on.

755 People solve problems with others by confronting them directly.

Problem golving approach

758 When people have problems with each other they genmerally sit down
and work them out.

750 When probiems arise everybody involved works together to solve
them.



Module 8

Influence Structure (Scales and Items)l

Influence over one's own work activitieg \\

'How much say you-actually have in making decisions about . . .

*¥821 how you do your own work.

823 scheduling your work activities.

*829 changing how you do your work. .

*843. how to handle problems you face in your work,

849 what you do day to day.

- Influence over the allocation of personnel resources

How much say you actualiy have in making decisions about . . .

825 hifing people.

827 pay raises.

#835 firing people.

*841 promoting people. -

%837 when people take time off,

Influence over coordination decisions

How much say you actually have in making decisions about . . .

831 what vou should do when something unexpected happens.

833 how to settle disagreements.

*819 what to do if someone you depend on doesn't do their job.
*845 how work will be divided up among people.

- *847 what to do if you don't get what you need to do your work.

General influence

%854 1 have a lot of say over how decisions are made.
%855 I seldom have decisions forced on nme.

#856 I can modify decisions made by other people.

1
module includes both actual and expected, core only includes actual



Module 9

Individual Differences and Qutcomes (Scales and Items)

General life satisfaction

921 Boring - Interesting

922 Enjoyable ~ Miserable

923 Easy - Hard

924  Useless - Worthwhile

925 Friendly - Lonely

926  Full - Empty

927 Discouraging -~ Hopeful
928 Tied Down - Free

929 Disappointing — Rewarding

930 Brings Out The BeSt In Me — Doesn't Give Me Much Of A Chance
935 All in all, T am pretty happy these days.

932 In general, my life is pretty satisfying.

- Work related self-esteem (plus an effort item)

951 -~ Successful - Not Successful

960 Do Not Know My Job Weli ~ Know My Job Well
953 Important - Not Important

958 Doing My Best - Not Doing My Best

‘955  Sad - Happy

956 Working My Hardest - Not Working Hard

Flexibility

954 Open - Closed
957 Risky - Cautious
959  Flexible - Rigid

952 Conservative - Liberal



Module 9 - (cont'd)

Work related depression

941
942
943
944
945
946
947
948
949
950

Trust

*933
*937
*939

I feel dowm~hearted and blue.

1 get tired for no reason.

I find myself restless and can't keep still.
I find it easy to do the things T used to do.
My-mind is as clear as it used to be.

I feel hopeful about the future.

I find it easy to make dgéisions.

I am more irritable tﬁanlusual.

I still enjoy the things I used to,.

I feel that I am useful and neéded.

People in this organization will do things behind your back.
People here feel you can't trust this company.

T feel T caﬁ trust people in this company.

Change orientation

%940
*x*938

*931
*936
#*934

I think that changes in this organization tend to work well.

If we made a few changes here, this could be a much better place
to work. ' l

Changes here always Seem to create more problems than they solve.
It's really not possible to change things around here.

When changes are made in this organization, the employees usually
lose out in the end.
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MICHIGAN ASSESSMENT OF ORGANIZATIONS I

CORE QUESTIONNAIRE

This questionnaire is being used to obtain data about the place you
work as a human organization. The results of this study will be used to
help employees and managers within_this_organization_learn_about the current
perceptions and feelings of peopfe_here. if it is to be useful, it is imporfant
that ™ you "answer each question frankly and honestly. This is not a test and
there are no right or wrong answers.

Some of the questions are objective, asking vou to agree or disagree
with a description of things here in this. organization. Others ask you for
your views and opinions.

You will notice that somé of the same questions are asked several dif-
ferent ways. This is not meant to trick you. We do this to test how well
our different questions measure the same ideas. AH we ask of you is that
you answer each question as carefully and frankly as possible.

Your answers are completely confidential. No one in this organization
will ever have access to information from the survey aboui any individual or
about his- or her answers, All duestionnaires will be taken to the Institute for
Social Research in Michigan for analysis and safekeeping. - Only statistical sum-
maries for groups or sets of people will be reported. '

To help insure your privacy, we prefer not to have your name or any
easily identifiable infromation on your questionnaire. At the same time, we
need io match your questionnaire with another you may fill out in the future
and with information obtained from other sources (such as personnel and pay-
roll records). To meet these two conditions, we provide a special identification
number assigned by our research staff for each employee. This will be used
only for matching information from different sources and times, not for any
other purpose. The codes and names will be Kept in our confidential files.

Your number is on a sticker attached to the following page. Although
you can remove the identification sticker, we hope you will help us by leaving

it attached.

Thank you in advance for your cooperation. We hope that you will
find this questionnaire interesting and thought provoking.

THE SURVEY RESEARCH CENTER



GENERAL INSTRUCTIONS

Most of the questions ask that you check one of several numbers that appear
on a scale to the right of the item. You are to choose the one number that best
matches the description of how you feel about the item. For example, if you were
asked how much you agree with the statement, “l enjoy the weather in this town,”
and you feel that you agree, you would check the number under “agree” like this:
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& ¢ & &
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960 Q\“?% 5@}\ \Ag‘& r,\\% q}& ;,'6-0
I enjoy the weather in this town. ... ierermimeererersressoreseas [1] [2] (3] [4) [5) [e] [7]

Note that the scale descriptions may be different in different parts of the ques-
tionnaire. ~For example, they may ask not whether vou agree or disagree, but perhaps
whether you are satisfied or dissatisfied, or whether you think something to be likely or
not likely to happen, etc.

So; be sure to read the special instructions that appear in boxes on each page.
Be sure to read the scale descriptions before choosing your answers.

When you have finished, please place the questionnaire in the envelope, remove
your name from the outside, and return the envelope to the designated place or person.

#* ¥ K ¥ ¥ k % ¥

T

This is your Michigan identification number:

These codes are for Michigan use only:

Deck:
9999:
Label:-

GO RIGHT ON TO PART 1, next page .



PART 1

The following information is needed to help us with the statistical analyses of
the data. This information will allow comparisons among different groups of employees
and comparisons with similar employees in other -organizations.

All of your responses are strictly confidential; individual responses will not be seen

by anyone within this organization. We appreciate your help in providing this important
information. '

/-

1. - Are you - (check one) j 4. In what year did you first comé
. S : © to work for this organization?
f1] -Female . ' {for example, if you started in
[2]  Male . ' 1972 you would answer 1972)

2. What is your educational level? J ‘ , - P
{indicate highest completed)
[1] Some elementary school 5. Is your income the primary source

(grades 1 - 7) ' : of financial support for your im-

. mediate family?
[2] Completed elementary school Y

(8 grades) , [11  Yes
" [3] Some high school . ' [2] No
(9 - 11 years)
[4] Graduated from high school or

G.ED. 6. How Vlong have you been in your
[5] Some college or technical training present job in this organization (even
beyond high school though your pay may have changed)?
{1 - 3 vyears) .
[6] Graduated from college : [1]- Less than 30 days
(B.A., B.S., or other ‘ (2] 1 - 3 months

bachelors degree) B 4.1 e
- months

7 Some graduate school
7} & [4] 1 - 3 years

[8] Graduate degree (Mastcré, Ph.D,

M.D., etc) 5] More than 3 vyears
3.  Are you married? J ) 7. Are you - /
[1] Yes [1} Biack
{2] No [2]  Oriental

i3] Americal Indian
[4] Spanish surnamed
{5]  White

[6] None of the above



10,

H.

8.

9.

About how many hours do you
usually work per week?

hours

What was the size of the community
in which you spent the largest por-
tion of your life up to the time
you were sixteen years oid?

i

i

|

{11 ©On a farm or ranch !

{21 In a rural area, not on a 1'
' farm or ranch i
i
|

[3] A suburban town near a city

[4] A small city (less than 100,000
peopie)

[S] A large city (more than 100,000
people)

\

How old were you on your Jast

birthday? J

years

How many dependents do you have
{others who depend on your income
for their financial support)?

dependents



PART 2

The next q-uéstions are about you and your job. When answering keep in mind
the kind of work yeu do and the experiences you have had working here. Follow the
directions given in the boxes at the beginning of each set of questions.

‘|12. HERE ARE' SOME STATEMENTS ABOUT &
YOU AND YOUR JOB. HOW MUCH DO dﬁ
YOU AGREE OR DISAGREE WITH EACH? & o & .
. . & & ' &
& ¢ vs}& vs?:"b *v&’
Qé}‘\ ﬂ}bﬁ .&\ Qa( 'S\ o (\q}
' : . o ¥ & F
a. | get a feeling of personal satisfaction from A A S A &
doing my job Well. .evciernirerecs e aneenre s (11 (2] 31 14} (5] [8} [7]
b. 1 work hard on my Job. vt [1] [21 i3} {41 is] 16l (7
¢. If | had the chance, | would take a different job : :
within this OFganization. ...ec.c.iceecoeiosscrermne {11 (21 131 {4] (5] [e} (7]
d. All in all, i am satisfied with my job. ................... 1} 121 131 [4] [5] {6] I7
e. | will probably !ook for a new job in the next '
VAL, teecerverereasessirnessssnsssscssmeasesssnsosemsnssissonssesnesasssasrssans {11 [21 3] [4] (51 (6] [7]
f. 1 am very dissatisfied with my pay. .eeecvcierernenennn. 011 121 (31 {41 (5] le} [7}
g.  Doing my job well gives me a good feeling. ............ 11} [2) (3] [4] [5] l6} {71
h. 1 often think about QUILEING. weevorormnesoreiiiennincrierins 11 [2] [3] 4] [51 [6] [7]
i. | am very content with the way management :
BANAIES PAY. wecerrerrrrevrsreersesarsssessassressesesnsnsssassessesssrsneas [11 [2] [3] {4] (5] [6] [7]
i. In general, 1 like working here. ... errrererararerersasanans [1] 12] 131 [4] 5] {8] (7]
k. | feel bad when | do a poor job. weercconcerennienns (17 [2] 3] 141 [5] [6] 171
I in general, | don't like My OB, .cverorrserreererersessenannes [1] 2} [3] [4] [5] le] [7)
m. My pay is fair considering what other people in
this organization are paid. .....cceecccreenrcesscseessenes (1] 121 131 [4} [51 18] [7]
13. PLEASE ANSWER THE FOLLOWING QUESTIONS.
a. In general, do you do” quite large quantities of work?
(1} (2] (3] (4] [5] [6] (7]
No, 1 don't do a Yes, 1 do a very
very large amount large amount

of work of work



14. BELOW YOU WILL SEE A NUMBER OF PAIRS OF FACTORS THAT LOOK LIKE THIS:

Warm weather ——-s  Sweating [t} {21 {31 141 [5) [e] [7}

YOU ARE TO INDICATE BY CHECKING THE APPROPRIATE NUMBER TO THE RIGHT
OF EACH PAIR HOW OFTEN IT IS TRUE FOR YOU PERSONALLY THAT THE FIRST
FACTOR LEADS TO THE SECOND ON YOUR JOB. REMEMBER, FOR EACH PAIR,
INDICATE HOW OFTEN IT IS TRUE BY CHECKING THE BOX UNDER THE RESPONSE
WHICH SEEMS MOST ACCURATE.

«x"‘*g
W
& .&é‘é&% & &
F & =
Working hard ~—  high productivity .......... W (11 {21 13] 4] [5] 8] [7}
Working hard ~——  doing my job well w.ocoeevceeenn. [11 2] 13] [4] 5] le] (7]

Working hard ——+ . gocd job performance ... - (1] {21 i3] 4] (5] (6] [71



PART .3

So far you have been asked questions about your job. This next section asks
how you think and feel about certain specific parts of your work.

15. DIFFERENT PEOPLE WANT DIFFERENT
THINGS FROM THEIR WORK. HERE IS
A LIST OF THINGS A PERSON COULD
HAVE ON HIS OR HER JOB. HOW
IMPORTANT 1S EACH OF THE FOLLOW-

ING TO YOu?
Q&
\&
. o @'3%"
HOW IMPORTANT IS . ... &s
, +
. the fringe benefits you receive. ...uevercirivsnnnnns 3] 4] 15}
. the friendliness of the people you work
WILHL, 1 oiicrerrteeienrscsmm e s s s s mss e saaresse ser s ssan s nanssnans i31 (4] [5]
c. ... the respect you receive from the people you
WOTK With, e erecrrenesnsenre s e sennnesn s nrssssnanns i3] [4] 15]
d. ... the chances you have to accomplish some- ,
thing WOtRWRIIE. .eveecveeeeeemerer e renreensacaen et aesncrenes (3] [4} [5]
e. ... the amount of pay You get. ..eceercvrererernenae (3] [4] [5]
HOW IMPORTANT IS . . .
f. . . . the chances ybu have to do something that
makes you feel good about yourself as a
PEISOM. 1eoruerrresreesesersesrsrsssasnscmsessarsmassesssrmmnssssssnssrmssacs [3] [4] [5]
g. . . . the way you are treated by the people
: YOU WOTK WIEh, veeee et cessseese mbesssaes 31 [4] [s]
h. . . . your chances for getting ahead in this
OFANIZALION. ..iveeerecarosenreremtrrenessessssssrsermesmanssssssaneasan [3) (4] (5]
i. ... the amount of job security you have. ............ (31 4] [51
j- . . . the opportunity to develop your skills
and abilities. ..oevverrveireeererie s e nssens (31 141 [5]

[6] [7] [8]

{61

(6]

6]
(6]

i7]

7]

7]
[7]

7]
(7l

(7]
(71

(7}

[8]
(8]

{8}
(8]

8]
(8}

(81
(8]

(8]

o}

(9]
[9]

(9]
(9}

[9]



16.

IN THE QUESTION YOU jUST ANSWERED YOU
RATED THE IMPORTANCE OF DIFFERENT AS—
PECTS OF YOUR WORK.

HERE YOU ARE BEING ASKED SOMETHING DIF—

FERENT. IN THIS QUESTION, PLEASE INDICATE \,g\\db
HOW SATISFIED YOU ARE WITH EACH OF THE & 3
FOLLOWING ASPECTS OF YOUR JOB. o‘lq
<&
Cy ,c’;ﬁ\a \"'b \b
& & _F & &
- TR AL S T ,§,\°’
HOW SATISFIED EY W TS &S S5
AR OU WiTH . . . . 40"\ & %@y o 58 ¢
the fringe benefits You recCeive. ...commiciicveesnn (i1 21 [3] [4] [5] [e] {7}
. the friendliness of the people you work _ ' :
WILRL 1ooveeeeceeerss s e aseessnsas s snees s e aesbeas (1] {2] (3] [4] [5] (6} [7]
. . the respect you receive from the people :
_ YOU WOIK WIth, .ovrereeeevereerereesmsrsssesvenssvassessssssserses (11 (2] I3} 141 [5] I8} [7]
d. . the chances you have to accomplish some-
thing WOTtAWHIE. ereveeeererorcmmemsrenraeesneessnenasersisenss [11 [21 [3] [4] [5] [61 {7]
e. . the amount of Pay- you BeL. .....eeeceeceeerrerreenns o 111 121 [3] [4] [5] [6} (7]
f. . the chances you have to do something that
makes you feel good about yourself as a
PETSOMN. 1uvcmrseussesacssemsserssessasnssaresssssessssessasiivessmserapseanees [1] (2} [3] [4] [5] (6] [7]
g. . the way you are treated by the people you 4 -
WOTK WHR. ittt e s e [1] [2] (3] [4] [5] [6] [7]
h. . your chances for getting ahead in this ' _
OFGANIZALION. cvvvevrsvenessemrsresmsssessessssssessenssssenessesssssnsens (1] [2] 3] [4] (5] [e] [7]
i . the amount of job security you have. ... {1] [2]_ {3l [4}_ [5) [6} 17}
i- . the opportunity to develop your skills and o -
DIITIES. cvvvreeeeseeresssnsssiensecrrssesssssssssssnenasessssensssssancs 0 [21 (3] [4] [5] {6] [7]
17. HERE ARE SOME THINGS THAT COULD HAP—
PEN TO PEOPLE WHEN THEY DO THEIR ]JOBS
ESPECIALLY WELL. HOW LIKELY IS IT THAT ) .
EACH OF THESE THINGS WQULD HAPPEN IF N ,*0\“\ .*2-\*
YOU PERFORMED YQUR JOB ESPECIALLY WELL? w ,,-}\' \}19\‘\ \4‘\'
%, o
? 0‘?' 4\6‘“ &&a ‘égé‘
S o° o «F
a.  You will get a bonus or pay iNCrease. ....o.oeeeceerreesns [11 [2] 3] (4} [5] [e] [7]
" b. " You will feel better about yourself as a person. ... f11 (21 {31 [4] [5] [6] {7]
c.  You will have an opportunity to develop your
sKills and abilities. .......ecceveererervnessssesesesrsisesssnstessrans (1] [21 3] (4] [5] [6] [7]
d.  You will have better job SECUTILY. .ovrevrereereversrersenrars (1] [2] 3] [4] [5] [e] [7]
e.  You will be promoted or get a better job. .oernn... (1] [21 3] (41 15] [e] [7]
You will get a feeling that you've accomplished , .
something worthwhile. .......cemvecemerenerccereereeecenne {11 121 (3] [4] {51 [e6} [7]



18.

HERE ARE SOME THINGS THAT COULD
HAPPEN TO PEOPLE WHEN THEY DO THEIR
10BS ESPECIALLY POORLY. HOW LIKELY

IS IT THAT EACH OF THESE THINGS WOULD
HAPPEN IF YOU PERFORMED YOUR JOB
ESPECIALLY POORLY?

You won't get a bonus or a pay iNCrease. .....ooiee

You will not feel .good about yourself as a

PEISON. L irirtiorietnrssirsrrestntrrraivatstasssnssnrbossarssrmsinrssrasvases

You will not be given the opportunity to develop

your skills and abilities. ....eoovrvrvvverserseceresseenserereres

You will be among the first to be fired or laid

OTF. s s et s s b e e e e nan st e
You won't be promoted or given a better job. ..........
Yoiu will feel badly. .oooiiviiriercicnrcrnrr s seevrenes

-\a-""\‘\ By
\\,‘ \,&- N
A
. v & Sl &
0—:‘* o et 0@
& o &
3
<® <° o® <

(11 (2} (3] (4} I5] 6] (7]
(11 [2] {31 (4] [5] [e] [7]
(21 (31 {4] I51 [s] 7]

(11 121 (3] (4] [5} [6] {7)
(11 {21 (31 [41 (51 [ [7)
(11 {21 131 [4] [51 [6] 171



the directions given in the boxes at the beginning of each set of questions.

PART 4

The next questions are about you and 'ydur job. When answering, please keep in
mind the kind of work you do and the experiences you have had working here,

19,

HERE ARE SOME STATEMENTS ABOUT JOBS.
HOW MUCH DO YOU AGREE OR DISAGREE
WITH EACH STATEMENT?

Most of the time | know what | have to do

ON MY JOD. aiiirircrirnrenceeneanas ieaetesssessbessseesssasasense

The things | do on my job are important to me.

To be successful on my job requires all my

skill and ability. ...cceevccnnre s snaesnan -

How much pay | receive depends almost entirely
on how well | perform my job. ... perenrserenns

There are very few things about my job that

| can decide for myself. ..ooviivcimioninciiccisncsnan

On my job | know-e‘xactiy what is expected

OF TNE. eeeecerrrnee v s mrerserdume st ereasvessenennntstenenans

| never seem to have enough time to get every-

thing dONe. it sersssserseertrsnrsrrorssnnaes

AGREE OR DISAGREE

| have all the skills | need inlorder.to do

MY JOD: rrirarireressiicsaree e ser s s er s sneessarseesnrsnresases

My pay is fair considering what other organizations

in this area Pay. .ceeecorvccemieerirresisssesrenoresesene

| have tco much work to do to do everything

WEIL ittt e mtessssees e b et nmtmmeasenaaaarean s

Most of the time, people make it clear what

they expect of Me. .

The work | do on my job is meaningful to me. ...

| cant usually predict what others will expect of

ME O MY JOD. .rricrecrsrerrrcrne et e rararerresnscss i

On my job, | seldom get a chance to use my

special skills and abilities. .....coccrevrrerrreresseracrees

.....

w (1]
(1]

e 1]
[1]
(1]
..... (1]

(1]

{1]
f1]

(1]

(1]

(1]

e 1]

(3]
3]

3]

3]

[4}

[4]
[4]

{4]
[4]
[4]
[4]

(4]

- [4]

(5]

[6]
6]
[6]
{61
[6]

6]

[6]

6]

6]

[6]

6]

(71

[7]
[7]
(7]

Foliow



o
Q-\’é"
‘ : . o & &
AGREE OR DISAGREE . . . o & o & &
& N ‘,.‘% ¥ v
. N S &
. ‘ & FF FTE
o. | have the freedom to decide what | do on my R A A A
JOB. oermeeesseseeoenreressossessreeesearessessoeeeressaesese e [1] 2] [3] 4] [5) [6] [7]
n. I do not have enough training to do my job
well. e reeretesrr et e st b e sa e ek e bbbt s e na e 111 12} 3] (4] [5}:[6] [7]
g. The amount of work [ am asked to do is fair. ... 17 [21 131 4] (51 Ie] (M}
r. It is basically my own responsibility to decide
‘ how my job gets dOne. wwereeeeremeerecreeemensesessrnernnins (11 2] I3} [4]) 15} [6] [7]
s.  Considering my skills and the effert | put into
my work, | am very satisfied with my pay. ... (11 (2] (31 141 I5] [e] [7]
t. [ feel that most of the things | do on my job '_ _
ATE MEATIHNEIESS. crveverererrerrarasreairsrressessmsrssermmeressssssrnses [t} 12} I3] [4] 151 [6} {7]
u. The level of perforinance expected of me is
TRASONABIE. ceerreremrereuereamsesesseasenseesansaesasscssassssrassessasans [11 [2] 31 [4] [51 (e} (7]
20. How much challenge is there on your job?
{1} (2] [3] {4 (5] [6] (71
There is very little Moderate challenge There is a great
challenge on my deal of challenge
job; t don't get a 6n my job; i get
chance to use any 2 chance to use
special skills and my special skills
abilities and | and abilities and
never have jobs often have jobs
which require ali my which require all
abilities ‘to complete - my abilities to com-
them successfully. plete successfully.
21, How much freedom do you have on your job? That is, how much do you decide on your

own what you do on your job?

{1 -2 (3]

Very little; there
are few decisions
about my job which
1 can make by my-
seff,

{4] (5] (6]

A moderate amount;
| bhave responsibility
for deciding some of

. the things 1 do, but

not others,

[7]

Very much; there
are many decisions
about my job which
i can make by my-
self,



22. What is the level of education you feel is
needed by z person in your job?

0]
[2]

El

(4]
(5]

[6]

[7]
(8]

Some elementary school {grades 1 - 7)
Compieted elementary school (8 grades)
Some high school (9 - 11 years)

Graduated from high school or GED.

Some college or technical training beyond
high school (T - 3 vyears)

Graduated from college (B.A., BS., or
other bachelors degree)

Some graduate school
Graduate degree (Masters, Ph.D, M.D., etc.)



a

PART 5

This part is concerned with work groups in this organization. For this part of
the questionnaire please think of your “work group” as the set of people with whom
you work most closely on a day-to-day basis. '

If you are a member of only one work group, questions are easy to answer.
if you are a member of two or more different groups, you will need to decide which
one group to think about when answering the questions.

Keep in mind ‘this same one work group for all of this part of the questionndire.

23. THE FOLLOWING ARE STATEMENT-S THAT ,
MAY OR MAY NOT DESCRIBE YOUR WORK ) %d’*
GROUP. HOW MUCH DO YOU AGREE OR d@'f‘
DISAGREE WITH EACH STATEMENT? _ & e &
'\% " % & @b -&0
<9 F &8
A Q b L b
& & & N & © 1\4‘
: g% o & ¢
2. Some of the people | work with have no e W A

FeSPect fOr OLHEIS. wovcvemscurcecnrscserenrieesssesmsnssssesassass [1] [2] {31 141 (5] s} [7]
b. In my group, everyone’s opinion gets listened to. ... {1} [2] [3) [4] [5] [6] [7]

c. |l Jook forward to being with the members of my

work group each day. ..o [1] [21 131 {41 [5} [6] (7]
d. We tell each other the way we are feeling. .ccoovreeeneee.
e. | feel | am really part of my work group. ... (11 [2] 3] (41 [s] [6] {71
f.  There is constant bickering in my work group. ....... [1] [2] {31 {4} (5] [6] [7]
g. | have confidence and trust in my co-workers. ........... (1] [2] (3] [41 [5] i8] [7]
h. If we have a decision to make, everyone is

involved in Making it. cecceeecreceeeesienreereseesesresenenes f11 {21 3] 14} [5] Ie] [7]
i. There are'feelings among members of my work

group which tend to pull the group apart. .......... (11 [2] [3] [4] [5] (8] [7]
- If 1 had a chance to do the same kind of work

for the same pay in another work group, |
would still stay here in this work group. .......... (1] (21 [3) [4] I5] [e] 7]



THE QUESTIONS YOU JUST ANSWERED ASKED
ABOUT YOUR WORK GROUP ——- THE PEOPLE
YOU WORK WITH. THE NEXT SET OF QUES—
TIONS ASK ABOUT OTHER WORK GROUPS AND
HOW YOUR WORK GROUP AND OTHER GROUPS
GET ALONG.

HOW MUCH DO YOU AGREE OR DISAGREE

WITH EACH STATEMENT AS A DESCRIPTION &
OF HOW DIFFERENT GROUPS GET ALONG &
HERE? & e &

. . v & ;

SN
g8 0T ST T Y

. <
No matter how well we do, other groups ; X

always criticize US. .vvvevveirnicninimensses e 111 121 [3] [4] [5] (e} 7]
Despite the differences between groups here, this )

is a pretty good place to WOrK. ..o.eeeooieeeeieenn (11 {21 (3] 141 I5] Is] {7]
There is a lot of conflict betweeni different groups , _ _

in this organization. ............. rereseasrtnsersnsreneneries - I11 [2] (3] [4] (5] (6] {7]
Members of our group work harder because we )

are in competition with other groups. ... 1} [2] [3] (4] [5] {6} [7]
In general, different groups here work well with _

€ACH QTNEE. .eeecicieerivaririaamrs s sessstirtenssstssse s nmpmrsesass (1) {21 3] 141 [51 Ie] [7]
Conflict that exists between groups gets in the way _

of getting the job done. ..vveeeeermvceenereesnssrens ~ [t} [21 I3 [4] [51 (6] (7]
Because of the problems that exist between groups, _

! feel a lot of pressure on the job. .ecesereersenns [11 {21 3] (4} [5] [e] [7]
Some of the groups we have to deal with “won’t _

BIVE 2N INCH.Y et cerrr e se s e apenerranans 11 [2] {3] 4] [5] [e6} [7]

There is so much .conflict between groups that | 7 :
often don’t feel like coming to work. .. [1] [2] [3] [4] [5] [6] [7]



-PART 6

This part asks about your immediate supervisor in this organization. Your super-
visor is the individual that you report to directly.  He or she may also evaluate your
work, give you assignments, etc.

25. ' THE FOLLOWING STATEMENTS DESCRIBE THE
WAY A SUPERVISOR MIGHT PERFORM HIS OR
HER JOB.. PLEASE INDICATE WHETHER YOU
AGREE WITH EACH OF THE STATEMENTS AS

DESCRIPTIONS OF YOUR DIRECT SUPERVISOR. o - ém“'
© < QO‘
& y 9 &
, Ao"; 0“‘?% vfﬁ v-‘%g N ¥
! & $ & &
MY SUPERVISOR . . - | e 6@% 55 & v"éﬁ& {_Fov
a. . . . insists that subordinates work hard. ........cooee.. i1 21 {31 [41 Is] (6] (7]
b. . .. helps me discover problems before they get - 7 ‘
£00 DAL, oeeeerererercerrnmsrrssranersse it s s snss st sssiesirnas (1] 121 3] 4] 5] e} [7]
€. . . . handles the administrative parts of his or ‘
her job extremely well. e (17 121 131 [4] [5) (e] (7}
d. .. .is always fair with subordinates. .........ccveereeinns (11 121 131 41 15) [e] {7
. . maintains high standards of performance. ........... (1] [2] [3] 4] {5} [6] (7]
f. . .. helps me solve work related problems. ........... (1] [2] 3] [4] [5] [6] [7]

MY SUPERVISOR . . .

g. . . . knows the technical parts of his or her job

extremely WEIL  wocouonien e seae e [1] 121 131 141 51 6] {7]
h. ... demands that subordinates do high quality

WOIK. ereeerceiemnremerermeaees S I} [2] (3] [4] [5] [e} [7]
i. .. . has the respect of subordinates. ..o [11 (21 (31 141 (51 le] (7]
j. . .. plans oGt work N advance. veeneoencnns (1] 12] [3] [4) (5] {6] [7]
k. . .. demands that people give their best effort. ... (1] {2} 131 (4] 5] [e] |7}
L. .. . deals with subordinates well. vivervecioieecemeneenns [1] [2] 13} [41 i5] i8] 7}
m. . .. keeps informed zbout the work. which is .

DEING dONE. rrovosroerereresrcumne —— [1] 121 [3] [4] 5] [6] (7]



This section asks about how decisions are made in this organization.
concerned with how much influence you have over decisions that are made here.

PART 7

It is also

As in other parts, read the directions in the boxes and answer the questions by

checking the numbers.

26. HERE IS A LIST OF- DECISIONS WHICH GET

MADE AT - WORK.

FOR EACH OF THE FOL-—

LOWING DECISIONS, PLEASE INDICATE HOW
MUCH SAY YOU ACTUALLY HAVE IN MAKING

THESE DECISIONS.

Changing how you do your work

How work will be divided up among people. .............
- How to handle problems you face in your work. ...
When people take time Off. .cvvvvesvreirnerrececrernnestesenens
What to do if you domn’t get what you need to

4
LN
N °
-
A v & &50
o7 & o +¢
& o ks v

(1] [2] 3} [41 [5] (6] [7]
(11 [2] 3} [4] [5] [6] [7]
(1] {2} [3] [4] [5] [6] {7]
(1) [2] (3] [4] [5] [6] [7]
(11 2] 3] 41 [5] l6] [7]
[1] [2] [3] {41 [5] [6] [7]

dO YOUTr WOTK. eoivereeeeeeniennreeesesesemeeeresesestsssnssrsineass {t] [2] [3] [4] 5} [6] [7]

a.

b.

c. Promoting people. ......ooeemnen.
d.

€. What you do day to day.

f.

-

h. How you do your own work.
i. Firing people. .......... reeerreenesaes
i

do their work.

........................................

..........................................

What to do if someone you depend on doesn’t

..........................................

27. HOW MUCH DO YOU AGREE OR DISAGREE
WITH THE FOLLOWING GENERAL STATE-

MENTS?

a. I can modify decisions made by other people. ..........

b. i seldom have decisions forced on me.

c. | have a lot of say over how decisions are made. .....

(1] {2] [3] [4] [5} [6] (7]
[} 12} [31 {4] [} i6] [7]

[1] [2] (3] (4] [s] (6] {7]

i

o\

‘%ﬁe & o ° &

AN 0\‘;‘& V.%Q v.‘é

& (ée? & & .0,3\

(,_;ém Q\‘?’ #‘h ,ee} ;3\\% ?.3, %»6
[11 (2} (3} [4] [5] [6] [7]
(11 {21 13] 141 [5]"16] [7]
(1] [2f (3] [4] [s] [6] [7]



PART 8

In this section of the questionnzire, we ask about some things you believe, the
way you feel about yourself, and your feelings about life in general.

Research has shown that the way people feel about such matters is related to
their work experiences and how they respond to different characteristics of organizations.
People differ in the way they feel about things so, of course, there are no “best”
“right” answers. - What we want is a true reflection of the way you feel, so pilease
respond to each statement as accurately as possible.

L4
28. HOW MUCH DO YOU AGREE OR DISAGREE 6‘9%
WITH THE FOLLOWING STATEMENTS? @ . &
- <§$ ‘?q}e- & &F %‘e'&
S -\0\ (V'% v \-\Y
D) 3
' & FFE
a.  Changes here always seem to create more problems O R a
than they SOIVE. .oveceeireeeeeeesseresaniensresssesassonsrsseanes {11 [2] 3] {4] (5] [6] [7]
b. In general, my life is pretty satisfying. .......cccmeenne (1} {21 3] 4] [s1 [6] [7]
c.  People in this organizatiort will do things behind
YOUP DACK. rveeiisisesuinsnsesnsereresmeasrsierasnansensensensessssessresen (11 [21 [3] {41 [s] [e] (7]
d.  When changes are made in this organization, the :
~ employees usually lose out in the end. ... [11 (2] [3] 4] [51 {6] [7]
All in all, | am pretty happy these days. ... eoererrerias [11 {21 [3] [41 [5] {6} 17}
f. It’s really not possible to change things around
here. .oocnnee ecetietrieeisareseaanenhnseAnensves srnraRaesparrasnterees {11 [2] I3} [4] [5]' [6] [7]

g.  People here feel you can’t trust this organization. ... [1] {2} 3] [4] [5] [6] [7]

if we made a few changes here, this could be a
much better place to WOTK. wvvvrmirvvisesiressnreanenes 1 2] 3] [4] 5] [e] |7}

i. [ feel | can trust people in this company. ........... [11 [2] 131 (4] (5] {e6] [7]

i | think that changes in this organization tend to
WOTK WEIL +eeveriresiressecrcerereseasasrstnernssessssessessnsnsnsnsres (11 121 3] 141 [5] (6] [7)



THIS COMPLETES THE QUESTIONNAIRE. COULD YOU PLEASE ANSWER THESE FINAL
THREE QUESTIONS?

29. What did you think about the length of this questionnaire?

{t] Much too long
[2] Somewhat too long
[3] Just about rigﬁt
[4] Somewhat too short
[5] Much too short

30. How seriously did-you answer the questions?

{1] Not at all seriously
[2] A little seriously
[3] Somewhat seriously
[4] Quite seriously

[5] Very seriously

31. How much did you enjoy taking this questionnaire?

[T} Not at all pleasant, enjoyable or fun
[2] A little enjoyable

{3] Somewhat enjoyable.

[4] Quite enjoyable

[5] Extremely pleasant, enjoyable and fun

We appreciate your cooperation in spending the time to answer our questions.
If you have any comments on this study or other issues here in this organization,
please feel free to use the space below for that purpose.

Once again, thank you.

COMMENTS:
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RESEARCH
CENTER

INSTITUTE FOR
SOCIAL RESEARCH

THE UNIVERSITY
OF MICHIGAN

ANN ARBOR,
MICHIGAN 48106

MICHIGAN ASSESSMENT OF ORGANIZATIONS It

Module
Module
Module
Module
Module
Module
Module
Medule

Module

QUESTIONNAIRE MODULES

1 - Demographics

2 - General at’titu;jes

3 - Job facets: importances & contingencies
4 - Task and role characteristics

5 - Work group functioning

6 - Supervisory behavior

7 - Intergroup relations

8 - inﬂuénc§ strﬁcture

9 - Individual differences and outcomes



MODULE 1 — DEMOGRAPHICS

The following information is needed to help us with the statistical analyses of

‘the data. This information will allow comparisons among different groups of employees

and comparisons with similar employees in other organizations.

All of your responses are strictly confidential; individual responses will not be seen

by anyone within this organization.
information.

1.  Are you - {check 0in-é)
[1] Femate
[2] Male
-2 VWhat is your educational level?

(indicate highest completed)

[1]

[2]
(3]
[4]
(51

6]

(7]
(8]

(1]
f2]

Are you married?

Some elementary school
(grades 1 - 7)

Completed elementary school
(8 grades)
Some high school
(9 - 11 years)
Graduated from " high school or
G.E.D. '

Some college' or technical training
beyond high school
(1 - 3 years)

Graduated from college
(B.A., BS., or other
bachelors degree)

Some graduate school

Graduate degree (Masters, Ph.D,
M.D., etc)

Yes
No

01:2

01:22

01:23

We appreciate your help in providing this important

In what year did you first come
to work for this organization?

-(for example, if you started in

1972 you woild answer 1972)

19

Is your income the primary source
of financial support for your im-
mediate family?

[1] Yes
[2] Ne

How long have you been in your

present _job in this organization {even
though your pay may have changed)?

[11 (Less than 30 days
{21 1 - 3 months

[3] 4 - 11 months
[4] 1 -3 years

[5] More than 3 years

Are you -
{1} Black
[2] Oriental

[3] Americal Indian
[4] Spanish surnamed
[5] White

[6] None of the above

01:24-2%

01:28

01:29

01:30



10.

11.

About how many hours do you
usually work per week? 01:31-32

hours

What was the size of the community

in which you spent the largest por-

tion of vour life up to the time

you were sixteen years old? 01:33

[1] On a farm or ranch

[2] In a rural area, not on a
farm or ranch

[3] A suburban town near a city

[4] A small city {less than 100,000
peaple)

[5] A large city {more than 100,000
people)

How old were you on your fast
birthday? . 01:34-35

years

How many dependents do you have
(others who depend on your income
for their financial support)? 01:36-37

dependents



MODULE 2 — GENERAL ATTITUDES

The next questions are about you and your job. When answering keep in mind
the kind of work you do and the experiences you have had working here. Follow the
directions given in the boxes at the beginning of each set of questions.

1.  HERE ARE SOME STATEMENTS ABOUT

. &
e
YOU AND YOUR JOB. HOW MUCH DO . N
YOU AGREE OR DISAGREE W!ITH EACH? & & & &
- — - e ‘?95 & & &
. < Q\ ?.é Y'% ke
Q.‘%d‘ ‘a ‘§\ .Qv} B 5
. . . . . o F s W
a. | get a feeling of personal satisfaction from RN
doing MY JOb Well. woveeereeeememreerseerisrressersannecnensgrens {1} [21 13} 4] 1s] [6) (7] 02:21
b. 1 work hard on Y JOB. erereeeericrrmenirsseessssreesseesensbens (1} §2] (3] 4] (5] [6] [7} 02:22
c. If 1 had the chﬁn'C'e,_i would take a different job
within this organization. .........e.... ereereseeetesnnenesnars (11 [2] [3] [4] (5] [e] [7] 02:23
d. Al inall, | am satisfied with my job, .woocorccn o [1] 121 131 14] [5] (6] [7) 02:24
e.. .1 will probably look for a new job in the next -
YEAT. uiceereeeeesrinsecreersrsarsbossasssmmarassssesssensansersasssssasssares 111 121 [31 (4] Is5] (el [7] 02:25
f.  What happens to this. organization is really impor- '
TAME L0 IME. eeriireesecsreensiecseres s sessesmesanissnnessanmasssssrnses It 2] 131 14l is) (6] [7} 02:26
g. Doing my job well gives me a good feeling. ... [11 21 3] 141 151 (6] [7] 02:27
h. 1 often think aBOUE QUILHNE. weseemeremororroresieossossmmrresmessen [1] [2] I3} (4] [5] (6] [7] 02:28
i. 1 dont eare what happens to this organization as .
long as | get my pay Check. ...cocccormecnrnnconnnns (] 21 (31 {4] 5] [6] (7] 02:29
i. In general, [ likeé working here. ......oceevsvercssiceseenns 111 121 3] [41 {5] [6] [7] 02:30
k. | feel bad when | do a poor job. ......ecemmmerrsene (11 [2} (31 141 [5] (6] [7] 02:31
1. In general, 1 don’t like my job. .coimicmcrririncivinans [t] [21 3] 1[4} (5] [6] [7] 02:32
2. PLEASE ANSWER THE FOLLOWING QUESTIONS
a. fn general, do you do quite large quantities of work? 02:33
(1] - 12] [3] (4] - [5] [6] [7]
No, 1 don’t do a i Yes, | do a very
very large amount : large amount

of work of work



PLEASE ANSWER THE FOLLOWING QUESTIONS .

b. [n general, do you do quite high quality work? 02:34
(1] (2] (3] f41 - [5] [6] (71
No, ! generally don't Yes, 1 generally
do very high quality do very high
work quality work
& 4 N\
\\> \5@ Rl \'f*é\
. &?"ﬁ' & \3&“& 5
c. How likely is it that you could find a job with Y &e;* & &5“
another employer with about the same pay & o° o <F
and benefits you now have? .......ecvemernonns I ) [2] {3 {4] B5] s} [7] 02:35
d. How likely is it that you will actively loock for a ‘
new job N the next Year? .....oueoeceoiereiien. (11 [2] (3] 14] [5] (6] [7] 02:36
e.  How likely is it that you might be fired or laid
OFF et e s ers s s s snas (1} 121 (3] 14} [5] _{6] [71 02:37

f. During the coming months, how hard do you plan to work? How much effort do

you intend to put into doing your job? : 02:38
(1] [2] (3] (4] [5] {6] [7]

I do not plan to ' I plan to work 1 plan to work

work hard at ali; about as hard as harder than any-

almost everybody everybody else body else in this

else will work harder organization



BELOW YOU WiLL SEE A NUMBER OF PAIRS OF FACTORS THAT LOOK LIKE THIS:

(11 [2] (3] [4] [8] (6] (7}

Warm weather -——— Sweating

YOU ARE TO INDICATE BY CHECKING THE APPROPRIATE NUMBER TO THE RIGHT
OF EACH PAIR HOW OFTEN IT IS TRUE FOR YOU PERSONALLY THAT THE FIRST
FACTOR LEADS TO THE SECOND ON YOUR JOB.
INDICATE HOW OFTEN IT 1S TRUE BY CHECKING THE BOX UNDER THE RESPONSE
WHICH SEEMS MOST ACCURATE.

REMEMBER, FOR EACH PAIR,

[+]
h

Working
Workin g
Working
Working

Working
Working

Working
Wor.icing

hard
hard
hard
hard

hard
hard

hard
hard

high productivity ....... erreeenniraes
losing friends at work ..o
friendliness from co-workers .,

pressure from co-workers
not to work so hard ...

doing my job well ....coeeeee.

gaining respect from c¢o-
WOTKETS eeieeisereesiieirrerraeassesccannaee

good job performance ...........

better treatment by . co-

T WOPKEIS cieeeivseeccieneeens e

[2]

[2]
f2)

[2]
[2]

[31

(3]

(3]

13]

(3]
(3]

3]

[4]

[5]
[5]
(5]

(5]
(5]

[6]
{6}
(6]

6]

[7]
[7]
[7]

[7]

(7]
[7]

(71

02:39

. 02:40

02:41

02:42
02:43

02:44
02:45

02:46



MODULE 3 — JOB FACETS: IMPORTANCES AND CONTINGENCIES

So far you have been asked questions about your job. This next section asks
how vyou think and feel about certain specific parts of your work.

1. DIFFERENT PEQPLE WANT DIFFERENT
THINGS FROM THEIR WORK. HERE IS
A LIST OF THINGS A PERSON CCULD
HAVE ON HIS OR HER JOB. HOW
IMPORTANT IS EACH OF THE FOLLOW-

ING TQ_YOU? & s
Q°‘o & q°<0’
& S &
‘ . @\‘\g‘;,_. \g{\Q X
HOW IMPORTANT IS . . . Y & a
N o P
. the fringe benefits you receive. ...cmmrmrecornrsens [3] [4] [5] [6] [7] [8] I9}
. the friendliness of the people you work
WIth. et vrenenernesiannans evrerensererreas et rnaneaeas (31 [4] [5] [e] (71 [8] [9]
c. .. . the amount of freedom you have on your :
job. e [3] [4) (5] |e] [7] [8] [9]
d. ... your chances for getting a promotion. .......... [3] [4] [5] [6] [7] [8] [9]
e. ... the chances you have to learn new things. ... [3] [4] [5]1 [&] {7] 8} [9]
. the respect you receive from the people you
work With. ..ecceevecirveeees eereireretnrsna s ran s raebesans [31 [4] [51 [6} (7] [8] [9]
HOW IMPORTANT IS . ...
g . .. the resources you have to do your job. ... (3] 14] [5) [6] (7] [8] {9]
~ h., ... the chances you have to accomplish some-
thing WOrthWhile. ....ccovveeseereceeeereeensresesssessnennesnens (3] 4] [5] (6] [7] [8] [9]
“ i ... the amount of pay you gef. .o 31 (4] (5} [6) {7] [8} 19]
. ... the chances you have to do the things you
do best. ... eeereneseaterenaetesane o sar astn b nas st anenereeas {31 [41 [s] [e] {7] [8] [9]
k. ... the type of physical surroundings you have
ON YOUF JOD. oo cmreeesceve s e s smsesees [3] [4) 5] [e} 7] [8] [9]
i. . . . the chances you have to do something that

makes you feel good about yourself as a
PEISOMN.  tovreimrmrescsmeraniseramnesessssesersosmssssmenosssesssansisees (3] [4] 5] [e] {7] [8] [9]
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HOW IMPORTANT IS . . .

m. . .. the way you are treated by the people
you work with, e e
n. . .. your chances for getting ahead in this
OTEAFHZALION,  cevereceiarmen e reeeseenescs s e ssesssamsbs s nennen
0. . .. the quality of the equipment you work
WILh. e e
‘p. . . . the chances you have to take part in making
AECISIONS. oot it e,
g. . .. the amount of job security you have. ...........

. the opportunity to develop your skills and

L ADIHLIES. ivrevcrecieivrenrerreessensesrarnnes sevessansrensranssemnenssnenns

2. IN THE QUESTION YOU JUST ANSWERED YOU
RATED THE. IMPORTANCE OF DIFFERENT
ASPECTS OF YOUR WORK.

HERE YOU ARE BEING ASKED SOMETHING DIF—
FERENT. IN THIS QUESTION, PLEASE INDICATE
HOW SATISFIED YOU ARE WITH EACH OF THE

FOLLOWING ASPECTS OF YOUR JOB.

\"\ L]
R
“ \’a

bé‘} -\'5‘ oy
® o <t

3] [4] [5] [6] {7] [8] I9]
(3] 141 [5] (6] 17} (8] [9]
3] [41 [5] (6] 17] [8]

(3] [4] [} 16} {7] (8] [
(31 [4] 51 [6] [7] 8] []

3] [4] {5] (61 [7] [8] [8]

HOW SATISFIED ARE YOU WITH . . .

. . the fringe benefits you receive. .....vineeennen
b. . . . the friendliness of the people you work"
1 1% PO RS
c . the amount of freedom vyou have on your
JOD . orieeereee et canar st e e rr e s sera e s e be e eraen
d. . . . your chances for geiting a promotion. ...
e. . . . the chances you have to learn new things. ...

. the respect you receive from the people you
work with,

R L T Ry Py

HOW SATISFIED ARE YOU WITH . . .

g . . . the resources you have to do your job. ...
h. . . . the chances you have to accompllsh some-

thing worthwhile. e,
i. . . . the amount of pay YOU el riiiriencernenmiieeeenrans
j- . . . the chances you have to do the things vou

O BESL s rn e s s e e

4% Q\"@c,
(11 121 (31 [4] [5] [6] [7]
21 (3] (4] [5] [6] [7]
(3] [4]
3] [4]
[3] [4]

[2]
[2]
(11 (21

5]
(5]
[5]

6]
6]
6}

[7]
[7]
[7]

[2} [3] [4] 15] [6] (7]

[2] 3] [4) [5] [6]

[} (2] [3]

2] (4] [6]

2] [3] [4] 6]
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HOW SATISFIED ARE YOU WITH . .. F & T g
N ‘;»"\4‘ & & & \\& 8’
. N ) A S
k. . . . the type of physical surroundings you have AR
O YOUL JOB. et ceees e eensne e earasassansesresssnees (1] [2] (3] t4] (5] (6] [7] 3:49
. . . . the chances you have to do something that
makes you feel good about yourself as a
PEISON. +omvveeiemsmnneeeemmnien SOOI O (21 [3] 4] [s] (6] 7] 3:50
m. . .. the way you are treated by the people
' YOU WOTK With: eoveveceeceerieeieieseescssesmsssessemsessasanees (1] 2} [3] [4] [5] [6] 7] 3:51
n. . . . your chances for getting ahead in this : . 7
organization. ....... ettt eareb et beasrt bt et snea st eta s saenetene [1] {21 3] [4] (5] L6l [7] _ 3:52
o. ... the quality of the equipment you work ]
WIER. oo cs e seee st (1] [2] [3] (4] (5] (8] [7] 3:53
p. . . . the chances you have to take part in making
GECISIONS. <ovcterreurececese vt sssseressrssseesesesesemsesesstesernsasan {11 [2] [3] [4] (51 i6] {71 3:54
g. . . . the amount of job security you have. .......... {11 2] {3) [4] [5] (6] [7] 3:58
r. . .. the opportunity to develop your skills and
BDINIEES, ovvvvvveeusseseneseeeesmssessasesesesssssmes sressessesessssssseses (11 121 (3] (4] [s] [e] [7] 3:56
3. HERE ARE SOME THINGS THAT COULD
HAPPEN TO PEOPLE WHEN THEY DO THEIR
JOBS ESPECIALLY WELL. HOW LIKELY IS
IT THAT EACH OF THESE THINGS WOULD _‘g}‘\ ) -
HAPPEN AF ¥OU PERFORMED YOUR JCB ’ \}V\ O ) Q\l—"‘
ESPECIALLY WELL? Y}" q\@ N &a\«
_ <F & &
You will get a bonus or pay iNCrease. ..........e.o [1] 121 13] [4] [5] [s] [7} 3:57
b.  You will fee! better about yourself as a person. ... (1) [2] [3] [4] {51 [61 [7] 3:58
€. You will have an opportunity to develop your .
skills and abHILIES. ...cccievenereerrenrnnressansseneieresinransernn [1] 121 (3] (4] [5] {6] [7] 3:59
d.  You will have bétter job SECUFItY. .orevrriisrsiererreeranns [11 [21 [3] [4] [5] [6} [7} 3:60
e. You will be given chances to learn new things. ........ (1] 2] (3] [41 [s} L6} [7] 3:61
f.  You will be promoted or get a better job. .....ccceun. {11 [2} [3] (4] [5} (6] (7] 362

g You will get a feeling that you've accomplished
something worthwhile. ....ccceeneeecermnnnicerinresnsonns (11 121 (31 [4] I51 [6] [7] 3:63

h.  You will have more freedom on your job. ... 11 121 131 [41 [5] [6] 17} 3:64



HERE ARE SOME THINGS THAT COULD
HAPPEN TO PEOPLE WHEN THEY DO THEIR .
JOBS ESPECIALLY POORLY. HOW LIKELY

IS IT THAT EACH OF THESE THINGS WOULD |

HAPPEN IF YOU PERFORMED YOUR jOB
ESPECIALLY POOQRLY?

- You won’t get a bonus or a pay increase. .............

You will not feel gdod ‘about yourself as a

PETSON. vicverneass S, nermsresssrsise e ssireres

- You will not be giVén’-the opportunity to develop -
your skills and abilities. ....ccovceveeeeeevereniereerereseas

You will be among the first to be fired or laid

off. .......-.....-"..........7_..7--.-.-.........-----....._ ...............................

You will not be. given the opporfunity to learn

new things in -the future. ..o, wevtrernenrtasnanes
You won’t be promoted or given a befter job, ...
You will feel badly. O S
You will not be given more freedom in the future. .

(1 (2]

(11 2]

(1] (2]
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MODULE 4 — TASK AND ROLE CHARACTERISTICS

The next quéstions are about you and your job. When answering, please keep in
mind the kind of work you do and the experiences you have had working here. Follow
the directions given in the boxes at the beginning of each set of questions.

1.  HERE ARE SOME STATEMENTS WHICH
DESCRIBE JOBS. HOW MUCH DO YOU

e@
AGREE OR DISAGREE WITH EACH _\4,‘0}
STATEMENT AS A DESCRIFTION OF 7 : ‘Q
YDUR JOB? & 2 &
o SRR v
) & v.r Ay
S S SN e S
. . & ¥ g & @ &
a. | can usually predict what others will expect R Al
OF ME ON MY JOB. revvcerrerrirarservrsrcesmrsrssserersnsrasssersssses [11 121 3] [4] is] [6} (7] 4:21
b. | often have to dea} with new problems on my : l
OB crreretreenrereernnes e arssetnesseressn s se s e e nses e nnsnsresnaseas {1} {2} 3] (4] ,‘{5] (61 [7] 4:22
C. My opinions are not considered in decisions which )
are made aboUt MYy jOb. .ecrieicsieccenresianenne [11. 121 i3] {4) [5] [6] {7} §:23
d. 1 can see the results of my own work. ..coeeevomnen {11 12] {3] [4] [5] 6] [7] 4:24
e. | frequently have to stop to get the things that
I need 0N MY JOB. .veeecviererrnssersenassaersensassensmssnses (1} [2] [3] [4] [5] [e] [71 : 4:25
f. My job allows me to control my own work pace. ... [1] [2] [3] {4] [5] [6] (7] 4:26

g. Just doing the work required by my job gives
me many chances to figure out how well

I am doing. oo errctecereceree e senen e rteeneene (1] [2) 3] [4] [51 le} {7] 4:27
h. On my job, people ask me to do things which |

get in the way of my other work. .cecrrevevcenenn. (1] [2]1 [3] f4] [51 (6] 7] 4:28
i On my job, there are procedures for handling

everything that COMES UP. ..ceeoeccrrscecseesesseseernarens (11 121 3] (4] [51 l6] (7] 4:29
j- | have a great deal of say over what has to be

done 0N MY JOD. vceeiesrueeeerserenrissesenensnessnsseessasesesnas (1] 12} [3] (4] [5] (6] [7] 4:30
k. To do my job well, I have to work closely with

OthEr PEOPIE. vveeeierircinriccene s terene e sratsberssbnseas (11 [2] [31 [4] [5] [6] [7] 4:3]
1 On my job, | often have to break rules in order to

get everything done. ..evccreveeesemsereesensessesrassesons [1] [2] 3] [4] [s] [e] (7} 4:32
m. There are very few things about my job that | ‘ _

can decide for myself. ..vvvricrienicsers e [11 2] (3] [4] [s1 [6] [7] 4:33
n. On my job, | produce a whole product or per-

form a complete Service. .iemcmsmiscerniescrrereins [1] [2] {3] l4] [5] [e] [7] 4:34

0. It takes a long time to learn the skiils required
t0 do my job Well, i s e [t} [2] [3] [4} is5] [6] (7] 4:35



What is the Ievél_of education you feel is nceded

by a person in -your job? 4:36
{1]  Some elementary school (grades | - 7)
[2] Completed elementary school (8 grades)
3] Some high school {9 - 11 years}
[4] Graduated from - high school or G.E.D.
[5] Some college or technical training beyond
‘ high school (1 - 3 years)
[6] Graduated from college (B.A., B.S., or
other bachelors degree)
[7] Some graduate school.
[8] Graduate degree (Masters, Ph.D, M.D,, etc)
HERE ARE SOME STATEMENTS WHICH
DESCRIBE JOBS. HOW MUCH DO YOU
AGREE OR DISAGREE WITH EACH &
STATEMENT AS A DESCRIPTION OF 0\4"’%
YOUR jOB? o &
45" ét‘@ & P
° > &
S & WS &
.‘}oﬂ\ _\‘?‘% q‘}‘e & \\‘2}&\ q}e .éoo.

! do not have enough training to do my job RS S A

WEILL certriiisissessrresssmrensns s eassarr e rasasnssasnesstoennsnanssnssan 11 12) [3] {41 (5] [6] [71]
On my job, | often have to handle surprising '

or unpredictable SITUALIONS. ..ocoreeiocecrrseissiissernensenns (1] 2] 3] [4] (5] [e] [7]
On my job, most- of my tasks are clearly defined. ... [1] [2] {3] [4] [5] [6] (7]
| get to do a number of different things on my

JOD . eeeieieeeeremmrs e s e e an st st gpn b aa e nsnnenes [11 {2] 131 T[4} [s5] [e6] (7]
I determine the speed at which [ work. ..., {11 12} i3] [4] [5] [6] [7]
My job is pretty much of a one persen job-

there is little need for checking or meeting

WIth OTRErS. ettt [1] [2] [3] 4] 5] [e] [7]
| have difficulty getting the tools and supplies |

need on My job. .ovcececiereeseneennnenn, rereneresienaens (1} [2] 3] [4] [5] [6] [7]
Even if no one tells me, 1 can figure out how

well 1 am doing on my JoD. wroieeeeeeseeeseen (1] [21 (31 [4] [s} [e] [7]

4:37
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4:44



éﬁ
7] {Q‘\‘?
YOUR JOB — AGREE OR DISAGREE . . . & & &f o
& & o & &
S ] & &8 )
‘\} ,g\ & q}*\
. r_;. -.s?’ \&, &\ \\4:;‘\ & 600
i Most of the time, people make it clear what lhcy 9 T W g
“expect of me. e f1] [2] [3] [4]_{5] 6] [7] 4:45
i I have to depend on the work performed by others
in order to get the materials or information _ _
I need to do My WOrK. .ccoeecerecvresserenevssecareaenens (1] [2} [3) {4] [s5] [e] {71 4:46
k. My job requires that | do the same thlngs over ) -
ANT  OVEF. orreerevereressersserer e rsnssesenssstteenransns pesasscebenseoens {11 121 [3] 141 (5] [6] |7] 4:47
. My job is so simple that virtually anybody could o
handle it with little or no initial training. .......... [t} [21 [31 [4] {5] [6] {7] 4:48
m. | have no conirol over the decisions made about '
MY JOB. oirrreseerrrereeerrnnne U reverieastenenanans 11 [2] 3] [4] {5] [6] [7] 4:49

The next questions ask you to describe the JOB ON WHICH YOU WORK.
Please do not try .to show how much you like or dislike your ;ob just try to be
as accurate and factually correct as possible.

First, read the descriptions at each end of the scale, under [1] and [7].
Then check one of these boxes — or one in between -- that best describes what
your job is like.

4.  How much variety is there in your job?
[1] 12 [3) [4]

Very littie; | do
pretty much the

same things over

and over, using the -
same equipment

and procedures almost
all the time. '

Moderate variety

51 [6]

4:50

[7]

Very much; | do
many things, using
a variety of equip-
ment and procedures,

5. How much does the work you do on your job make a visible i Eac on a product or
service? 4:51

1) 12 (3] 4] £ 7]

None at all; it is - A moderate amount; A great amount;
hard, to tell what
impact my work

makes on the pro-

the impact of my - my work is clearly

job s visible aleng visible, it makes a
with that of others. noticeable difference
duct or service. in the fina! product

of service,



How much freedom. do you have on your job? That is, how much do you decide

own what you do on your job?
(1] .

Very little; there
are few decisions
about my job which
I can make by my-
self B

[3]

W s el

A moderate amount;

I have responsibility
for deciding some of
the things | do, but
not others

meet or check with other people in this organi-

How often does :yoﬂ'iob require that you

zation? o
(1] | _[2']

Neot at alf; 1 never
have to meet or -
check with others

How much challerige - is there on your job?

Mmoo

There is very little
chalienge en my

job; | don’t get a
chance to use any-.
speciél skills and ‘
abilities and § never .
have jobs which
require all my abili-
ties to complete
them suoccessfully

[3]

[3]

[4] 57 8]
| sometimes need

to meet or check
with others

[4] 51 el

Moderate challenge

As you do your job, can you tell how well you’re performing?

[1] 2]

Not at all; | could
work on my job
indefinitely without
every finding out
how well 1 am doirig
unless somebody tells
me '

3]

[4] [5] [6]

Moderately; some-
timies by just doing
the job 1 can find
oyt how well I'm
performing, some-
times | can’t

on your
4:52

{7]

Very much; there
are many decisions
about my job which
I can make by my-
self

4:53
{7]

Very often; 1 must
constantly meet or
check with others

4:54
[7]

There is a great
deal of challenge
on my job; | get
a chance to usé
my special skills
and abifities and
often have jobs
which require all
my abilities to
complete success-
fuily.

4:55

[71

A great deal; 1
can zlmest always
tefl how well I'm
performing just by
doing my job



10.

(AR

12,

13.

How much uncertainty is there in your job?

[1]

Very little; 1 almast
always know what
to expect and am
never surprised by
something happening
unexpectedly on my
job

(2]

(3]

[4]

Moderate uncertainty

[5]

How much control do you have in sefting the pace of your work?

[1]

Very little; pace
is predetermined
and i must work
at a strict pace
set by someocne
or something else

How much do you have to cooperate directly with other people in this‘organization

to do your job?

[1]

Very little; | can
do almost all my
work by myself

How much does your job involve your producing an entire product or an entirg

2]

[1]

My job invoelves
doing only a

small part of the
entire preduct or
service; it is also
worked on by

others or by auto-
matic equipment

and | may not see
or be aware of much
of the work which is
done on the product
or service

(2]

[2]

(3]

[3]

(3]

[4]

Moderate control
of work pace

[4]

A moderate amount;

some of my work
requires cooperating
with others

[4]

My jeb involves
doing a moderate
sized ‘chunk’ of
work; while others
are involved as well,
my own contribu-
tion is significant

[5]

(51

(5]

[6]

(6]

[6]

[6]

4:56

(7]

A great deal; |
afmost never am
sure what is

~ going to happen,

‘and unexpected
things frequently
happen

4:57
(7}
A great deal; i
determine my own
work pﬁce
in order
' 4:58
{7]

Very much; all my
work requires co-
operating with others

service? - 4:59

[7]

My job involves
producing the
entire product or
service from start
to finsih, the final
outcome of the
work is clearly the
resuits of my work



14, How much say do ‘you have over the things you do on your job?  That is, to what degree

can you influence decisions about what you do on your job? 4:60
1] (2] 3] l4] 15] (6] 7]
Very little; | have Moderate influence; A great deal; |
almost no influence | have influence in have a jot of
in deciding what | some decisions but influence in most
do. not in others of the decisions
about what 1 do
i5. THE fFOLLOWiNG__STATEMENTS DESCRIBE
HOW YOU MEGHT.(FEEL ABOUT YOUR o
JOB. HOW MUCH DO YOU AGREE OR &
DISAGREE WITH EACH STATEMENT? - _ &
N - : é ) . % & ) 0&
Q‘\‘? a_. : Q-:f?” ?ﬁ% VS}U& ‘\'V“é
0{\%:\ ' ﬁ% i q}&‘\“‘\&m‘. \Q"‘\‘;\ & 0{\%
: e L . GV g¥F & g% §
a. The work | do on my job is meaningful to B e _V‘
ITIE. eoecueresaeriniasorsssssssssessssessraeseressesssessssossasmansrnseonssens (1] f2} (3] 4] 15] [6_] [7] 4:61
b. It is basically my own responsibility to decide’ ' '
how my job gets done. .e.ivvimiernresecnctssisinens {11 12} [3) {41 [5] '[6} 17] 4:62
¢. The level of performance expected of me is ‘ ‘
FEASONADIE, iveecsisisssresirerresneesessmensseserosicssssssasesmavainsesvase P11 121 131 (4] 5] [e] [7} 4:63
~d.  The things | do on my job are important to me. . (] 12] 31 141 [51 [6] [7] 4:64
e. To be successful on my job requires all my
SKIll and abiliLy. ..icveeeremsremimesestrnrnesenrsrerrasnsissns (11 12} (3] [4] {5} Q6] [7] 4:65
f. 1 have too much work to dd to do everything : h '
Cowelle earrteerateeereseentvanraerbentaresasans rsas srenrreis (11 12] [3]1 [4] [5] Ie} [7] 4:66
g I have all the skills | need in order to do my R '
: T+« TR AtresasaieereererananteadeiRsteeseatevensaresinresasiaabnsannean i1 [2] (3] 4] Is} [e] (7] 4:67
HOW YOU FEEL ABOUT YOUR JOB — AGREE OR DISAGREE . . .
h. To satisfy some pecple on my job, | have to
' upset others. ... rerireeeasemsabesereer s b it s nsaarebenserarsn (1} [2] (3] (4] (5] [e] [7] 4:68
i I don’t care very much how well my work gets ' .
HOME. oreiiee i etesievenes cansnenesne e stasasessrneranensessasssrase (17 [2} 131 {4) [5] [6] [7] 4:69
‘J On my- job, it is hard to tell what good perfor- '
MANCE MEANS, irrrrerernrreerensesinesreessassessnanrasrnesessstsasansas (1] [2] (3] {4] (5] [e] [7] 4:70
k. | have the freedom to decide what | do on
MY JOB. ottt bestnreseeraessesannanrenen [11 [2] i3] (4] 5] ie] [7] 4:71
tl | feel that most of the things | do on my job
are MEANINEIESS. wvvrevvcsemeecersesrsessrermmmsmnmeeeneneeee 1] (2] [3] 141 {51 [6] [7] 4:72
m. On my job, | can’t satisfy everybody at the
SAMNE HME. cerrerevieerersetisnaserssresesernerssassssnssransessarsensseens (11 121 131 (41 [5] [s] [7} 4:73
n.  The amount of work | am asked to do is fair. ....... [1} 121 131 [4] [s] [s] [71 4:74



HOW YOU FEEL ABOUT YOUR JOB —

o
AGREE OR DISAGREE . . . ‘ °
. ¢¢,° %c.z. & . “bﬁ
Q\G? 0\‘? q;‘z.c' .g."" Q__"a
SV N ¥ N
S F FF S
o. | feel personally responsible for the work | do XA A
ON Y JOD. rriecrireceerissseeesmiss e sereasreresesserssnanasenrenns reeee [11 12} {3} (4] [5] Ie] [71
p. Most of the timé | know what | have to do on
L L 1] {2) 3] (41 s} le]) (71 .
g. On my job, I seldom get a chance to use my i
~ special skills and abilities. ..ooirerirnirerieneresnneens (11 {2} 3] l4] [5] [e] [7]
r It’s important to me that | do my job well, ........... [11 [2] 3] (4] [5]1 [6] [7]
5. { have trouble getting the facts and information
| need to do my job well. ..o [11 [2] 3] [4] [5] ie] [7]
t. | rever seem to have enough time to get every- -

thINE dONE. ot sne st est st e e (1 [2] {31 [4] [5] [e] {7
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- MODULE 5 — WORK GROUP FUNCTIONING

- This part is concerned with work groups in this organization. For this question-
naire please think of your “work group” as the set of people with whom you work
most closely on a -day-to-day basis. _ ’

If you are a member of only one work group, gquestions are easy to answer.
If you are 2 member of two or more different groups, you willi need to decide which
one group to think about when answering the questions.

For this part of the questionnaire, keep this one work group in mind.

1. THE FOLLOWING ARE STATEMENTS THAT
MAY OR MAY NOT DESCRIBE YOUR WORK
GROUP. HOW MUCH DO YOU AGREE OR ' R

DISAGREE WITH EACH STATEMENT? & e E .
e s ] {? .‘?% *‘bﬁ @E_c %6
‘\Q . & ‘,Eb VS: .\?’
- ) . 6'0(\‘% \%ﬁ;‘g @.&\ é‘:"\é ) &‘\Q.“\ ‘é'bq, o N
a. Members of my work grolup vary widely in their DA S
skills and abll[tles eeeereiesmaeeanet et berimsarara e s anageeenseena (1] [21 {31 [4] [5] [6] {7}
b. My work group comes up with ideas that he[p ‘
: the organization operate more effectively. .......o.... f11 121 [3]-[41 (51 (6] [7]
I have confidence and trust in my €o-workers. ... (11 {21 (31 [4] [5] [e} (7]
d. My work group Is known for not getting much )
dONe. everereeenraranas bt iseresiars et ansee e eae s eassessnrarrantas (11 12} 131 .[4] [5] [6] [7]
In my group, everyene's opinion gets listened to. ... (1} [2] [3] {41 (5] [6] [7]
in my work group we can generally tell what has
10 Be dONE NEXL, .oeecevereeevrsscrsressessrarsesmsrantasesssaresssent (1] {2} (3] [4] [5] l6] (7]
g.  There is constant bickering in my work group. ...... _ {11 121 31 [41 (51 [6] (7]
h. My group knows exactly what things it has to ' :
BEL BONE. creerrisieirreereesiareesuesnasessnessessarsaesossnvesersssnss (1] [21 [3} {41 [5] 18] [7]
i. 1 feel 1 am really part of my work group. ... (1] 121 {31 {41 I5) [e] (7]
i When we need to, my work group can make '

good decisions.quickly_. .............................................. 1] [21 (31 [4) {5] [e} [7]
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THE FOLLOWING .ARE STATEMENTS THAT

MAY OR MAY NOT DESCRIBE YOUR WORK &
GROUP. HOW MUCH DO YOU AGREE OR ‘0\
DISAGREE WITH EACH STATEMENT? & &
AT & b o
& & & A
- S & FS e
My co-workers are afraid to express their real ¢ IV Y & g @
VIBWS.  oerraeivsenscenns Lo cvtns st mns st eresaamrenans (1] 2] [3] [4] (5} (e} [7]
My work group has goals which are difficult o
to achieve. ...... ettt e e [1]1 [2] {3} [4] {s] le] {7]
| look forward to, being with the members of :
my work group each day. ...ccooccereneiionenns [11 2] 3] [41 [5] [6] [7]
If we have a decision to rmake, everyone is :
involved in making it. ....coeecvremennnns eeraensanenenetenaraen [11 2] [3] [4] [5] [6] {7]
We tell each other the way we are feeling. ... (11 [21 3] [4] 5] [e] 7]
My work group contazins members with widely - . o
varying backgrounds. ..........ieeceeeresiierseenesseesenseneess {11 121 (31 [4] Is5] (s} [7]
My work group often acts without planning o
L OO ORI (1] [2] 3] [4] [5] e} (7]
There are feelings among members of my work
group which tend to pull the group apart. ... 11 [2] [3] [4] [5] (6] [7}
I'm very satisfied with the work group I'm in. ... (11 {2} [3] {41 5] (6] 17}
Qr
SOME FINAL QUESTIONS ABOUT YOUR & 0(0
WORK GROUP, & & T e
: .\6‘ oF & o
. & t“e- a3 N a3
. - & gF & '5,55' &S
The things this group is expected to accomplish & % ¥ réé’\N R
are UNFESONADIE. ...veveeeeeeceeeesiriennsnresss e seres s senasranns [11 2] (31 [4} [5] [e] [7]
Everyone has a say in decisions our group must :
MAKE.  ceerreieccme st s seese s soeeane e s e sescsnbnes e ssss s ranesmanan (1] [2] I31 [4] (5} [e] (7]
People who offer new ideas in my work group
are likely to get “clobbered.” .....ovmecneireosresenne {1} (2] 131 (4] [5]1 [e] [7]
Each member of my work group has a clear idea ‘
of the Broup’s BOals. ..ewleereecrrcemsierseneeacnsssenesines it} [2] 131 (4] [5] 6] [7}
I feel my work group’s meetings are worthwhile. ...... [1] [2] [3] [4] [5] [6] {7]
In my group we try to keep our personal feefings
1O OUPSEIVES. et eersre e e vrsese e sneasansceeenaas [1] [2] [3] (4] [5] [e] [7]
If | had a chance t¢ do the same kind of work
for the same pay in another work group, 1
would still stay here in this work group. ........ [1] [2] [3] [4] [5] [6] {7]
We have a very productive work group. ... i1 121 121 [41 [5] (e} 7]
Some of the people | work with have no respect
FOr  OLhErS. woiireceerreirereseersnresrarsevereesassnsssncsrasasensancssans 1] [2] [31 [4] [5] (e} 7]
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 MODULE 6 — SUPERVISORY BEHAVIOR

. T
This part asks about your immediate supervisor in this orgahization. Your super-
visor is the individual that you report to directly. He or she may also evaluate your
work, give you assignments, etc.

1.  THE FOLLOWING STATEMENTS DESCRIBE
THE WAY A SUPERVISOR MIGHT PERFORM
HIS OR HER JOB. PLEASE INDICATE WHETHER
YOU AGREE WITH EACH OF THE STATEMENTS
AS DESCRIPTIONS OF YOUR DIRECT SUPER--

VISOR. &
o?
& s &
S c‘ﬁ '6@'*"3‘?@““ & 8
MY SUPERVISOR . .. PR o
- - & P& &
, ‘ : g ¥ ¥ & Y S
. plans out work in advance. ... [11 [2] [3] [4) is) [e] (7] 621
b. . . . helps subordinates with their personal _
PrODIBINS. ivecerisririsserscresrerserssersramssrassansasensassassisemsaress 11 21 131 141 15] {e] [7] 6:22
€. . . . encourages subordinates to participate in
important decisions. .....eceveorrvicecrcerererersenseseerenens (11 {2} 31 (4] (51 (8] [7] 6:23
d. . can’t stand being criticized. ..coveceeseeceeieeeeienes (11 121 3] [4} [5) [s6] I7] 6:24
e. . keeps subordinates informed. .veerniicnnerinn. 1] 12} 31 {41 [5] [6] [7] 6:25
f. . is always fair with subordinates. ... (17 121 3} (4] (51 [6] (7] 6:26
g. . deals with subordinates well. ...ocoevreveesecrecreeerenens (1] [2] (31 141 51 [6] {71 6:27
h. . believes feelings have no place at work. ...oocenee. f11 [2] (31 [4} {51 [el [7} 6:28
MY SUPERVISOR . . . ‘
i. ... does things to make my work life easier. ........ 111 [2] 13} [4) 15] Ie} [7] 6:29
i- - . . encourages subordinates to speak up when they
disagree with a deCision. ...ceecoeeriececeeeeeieenes,s (11 2] (3] [4} [5] 6] [7} 6:30
k. ... makes sure subordinates have clear goals to , '
ACHIVE. cuureeveerseureressrsnisr s sese s ssessnassan i s sasssianes (11 [2] [31 [41 {5] [e] [7] 6:31
I . . . is biased on the basis Of race. mmmeereoererescerenns (11 2] 3] [4]‘ i51 61 [7] 6:32
m. . . . demands that people give their best effort. ... [1] [2] [3] [4] [5] [6] {7] 6:33
n. .. .5 someone |, Cam trUSt. .euecrvomcenrsessvevessssrrrenes (11 [21 [3) (4] [5] [e] 7] 6:34
0. .. . keeps informed about the work which is

BEINE dONE. -ooooicerereerecsreee e ecnaseesassensssssesaeesssar e neaeas [1] [2] 13] [4] 151 [e] [71 6:35



MY SUPERVISOR . . .

MY SUPERVISOR . . .

aa.

bb.
cC.
dd.

ce.

‘0
c,\,
. criticizes people who perform poorly. ... [1]
. leaves it up to me to decide how to go
about doing my jJob. ...cccccverrrenesssrennnnns S [1]
. demands that subordinates do high quality _
WOrk. eiieeenne et e eevere et eastee et ra e 1]
. defends subordinates to “higher ups.” ,.......o..... (1]
. makes sure subordinates know what has to _
Be dOne. .o {1]
. is coricerned about mMe as 2 PErsON. ...ceoeeeeee. [1]
. rewards me for good performance. ... [1]
. hever gives me a chance to make important
decisions On My OWN. ..oociecvvrveereerererseesesesrrnneseas {11
. makes it clear how | should do my job. .. (1]
LS COMPELENT. vololomoeoreceomroressseesssssessssoeseemeesosssesemene [1]
. helps me discover problems before they get
100 Dad. et T N El
. doesn’t realize how he or she makes subor-
dinates feel, .ececereversanas rervereennnns rreveneresrrrentarenes [1]
. helps subordinates develop their skills. ..occcoveerenne. 11
. treats me betier if | do a goed job. .o 1]

. is biased on ‘the basis Of S€X. crmrrrcieemicnnnences, i1

. handles the administrative parts of his or her

job extremely well. .occivcrmececenennine e [1]

MY SUPERVISOR . . .

ff.

£8.

hh.

ii-

kk.

mm.

nn.

. feels each subordinate is important as an

INAIVIdUAL. et e e [1]
. makes most‘dedsions without asking subor-
dinates for their OpinioMNS. ececrcceeceiereressecanas (1]
. stands up for subordinates. .........oeoeeveevecnene. [1]
. keeps poor pér’formers from getting rewarded. ... |[1]
. makes important decisions without involving
SUDOTAINATES. ..oicrericieicacerrrescimerremraemesenensersaanesnenes (1]
. helps me solve work reldted problems. ................ [1]
. does a good job of judging my pgrformance.r e [1]
. Praises 2000 WOIK. ..oceccececcesrecrerrmmsssorersresssesnsssesaes [1]

. . has the respect of subordinates. ... 1]

2]

(2]

(2]

[2]
[2]

(2]

[2]
{2]
2]

[2]
[2]
(2]
[2]

[3]

(3]
(3]
(3]

[3]

[3] |

- [3]
(3]
3]

[3]

{3]
(3]

[3]

[4]

[45 [

(4]

141

[4]

[_4] :

4]
(4]

[4]

(4] |

[4]
[4]
[4]
[4]
[4]
[4]

Is]

(5]

[6]

[6]
[6]
(6]

16}

[6]
[6]
[6]
6]

7]
[7]

{7
[7]

[7]

(7]
7
[7]

(7]

{7}

[7]
(7]

[71

{7]
{7]
17]
(7]
(7]
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MY SUPERVISOR . . .

00.

pp.

q4-

Ir.

55.

ua,

WW.

. gives some people special privileges. ..oovoeieen

. has a hard firﬁe telling subordinates when
they've done well. .o '

. maintains high. standards of perforhance. ......... -

. looks for a subordinate to blame when things

80 WIONE. .ioviviveerereessrenns reesntivesiebfansinenensrinererenines

. “picks” on’ certain PEOPle. .ieivnierenineeneees
. insists that subordinates work hard. ... rerremrroes ’
. knows how weH 1 am doing my job.

. knows the techmcal parts of his or her ]Ob

extremely Well, .iveeirouccrieceeecienrrecetrinsnnssia s ansnr e senss

... lets s_subordmates alone unless they want

help. ... eteesesnsiesasesetesansnsnb eintensrrrastvan et anesrnnanesate

. tends to play favorites. ......... eertsiestteenstsietansranrase

- keeps informé_d about how subordinates think

and feel about things. ....ceeceieciseesssesererssensons

. favors people who think like he or she does. ...

. evaluates my performance accurately. ...

(1l

2]
[2]
2]
(2]

(2]

{2]
[2]

[2]
(2]
(2]

(3]

(3]
(3]

3]

(3]

31
(31

i3] |

(31

4]

[4]

(5]

15)

(5]

[6]

17}
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MODULE 7 — INTERGROUP RELATIONS

The next questions ask about relationships between work groups and departments,
and about ways of handling problems. Please follow the directions given in the boxes
at the beginning of each set of questions.

1.  THE STATEMENTS BELOW DESCRIBE HOW
DIFFERENT GROUPS FUNCTION IN AN
ORGANIZATION. THINKING ABOUT BOTH
YOUR OWN WORK GROUP AND THE OTHER
GROUPS YOU WORK WITH, HOW MUCH DO

YOU AGREE OR DISAGREE WITH EACH OF éef’
THESE STATEMENTS AS A DESCRIPTION OF , Q\‘?
HOW THINGS ARE IN THIS ORGANIZATION? & PR
Q\éb% %.,3}" & &P @vﬁ
Q I R ¥
FS & 5
T A S S
. , & ¥ &% RO A
a.  The different work groups here don’t need each - K 9 &
other to make decisions about their work. ... [t} [2] 131 [41 [s] fe} [7] -
b.  People in different work groups are different
“Kinds” OF PEOPIE. werrvrseerermremersresrnerassessiamssensensens (11 12} I3} [4] [5] [e] [7]
C. If another group gets a pay increase it is more
difficult for our group to get One. ..o (11 [2] (3} [4] Is] 16} {7}
d. Some of the groups we have to deal with “won’t
give 2N TNCh.” et s s s [1] [2] [3] [4] [s5] [6] [7]
e. We can’t change the way we do things without
clearing it with other groups. .....eccrivocosconns (11 {21 3] 4] 5] [e] [7]
f. It is necessary for groups to work together to | :
get the Job done. .cvcrmcnmisnrrmncssssesessesserasseanes 7 121 3] 14] [5] [6] {7]
g.  People in other work groups really try to under-
stand the problems and conditions we have :
to deal with 0N OUr JOBS. .ioeeiicreeeriesieecens (11 {21 13] [41 [5] [6] [7]
h. No matter how well we do, other groups
always CrICIZE US. woeieiiiomiemrencsrne st [1] [2] 13] [4} [5] e} [7]
i. What other work groups do affects what my work
ZroUD Can dO. .uiivecerrericccerrneerersss i v rse e eneas i (1] 2] 13] [41 {51 [6] [7]
i Groups around here just don’t cooperate with each
OLHET. it cenne s e s ae s sem s s s es s e e nsasabeane {11 [2} 3] (4] Is] fsl (7]
k. M you know what work group people are in you :
know a lot ‘about them. ..eeevicccemmrerincenrmsessceces (1] (2} [3] [4]1 I5] €} (7}
I Around here if one group wins another group

FOSES. +omneeemeeorseeemessemeeseesssomessseeses st esemssesssssssassnssesss [1] {2} [3] 4] [5] [6) [7]
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HOW MUCH DO YOU AGREE OR DISAGREE - &
WITH THE FOLLOWING STATEMENTS AS A 0\4%
DESCRIPTION OF HOW- THINGS ARE IN THIS & o &
ORGANIZATION? o & & e &
— O L R
Q‘ﬁ\v“\.t‘?@w @-\ &&x @'..\ & .'¢§\
. . . i S QY g)\‘s"’ PR
m.  Different groups in. this organization work together E = e Kl
to solve common problems. .....eroeeicecineeenrnens (11 [2] 131 141 15] [e} [7]
n.  Because there isn’t enough money, not all groups ‘ ) o
get what they need. ..mecivrerrreereccemracesserecsases (1} [2} 31 [4] [5] (6} [7]
0. ;It is in my best'_ in_tefests for other work groups _ . ‘ '
0 perform Well. et (11 [2] 31 (4] {51 [s] [7]
p. In general, diffemrit groups here work well with o
LT T 1T SRR (11 {21 3] [4] [5] [6] [7]
q. Different groups seem to be working toward )
different gOAIS. .ooiveomrcsinn s PR [11 [2] 131 [4] (5] [e) (7]
r.  When things go well for my group they seem to e
go badly for other groups. —ceeveesosen. wrerrerannrene [11 [2] [3] [a] [s] [6] (7]
s.  People in other work groups are easy to work ' S
with. ....... ' .................. drverteneersererenareenees f1} [2} {3} [4] {51 18] [7]
t.  There is a lot of conflict between different ‘ Co
: groups in this OFEANIZALION. cvermeriveecirmrerrcsssssnnnenes (11 {21 (3] 4] 151 6] (7]
2. MOST ORGANIZATIONS HAVE SOME CONFLICTS
© BETWEEN GROUPS.  THIS CONFLICT CAN HAVE
DIFFERENT KINDS OF RESULTS. BELOW ARE ®
SOME STATEMENTS ABOUT THE RESULTS or ‘?@0
CONFLICT. HOW MUCH DO YOU AGREE OR R
DISAGREE WITH EACH STATEMENTS? & & T &
—e - & & & & &
. 4‘0 < Q\ 7‘% Y‘a‘o *V"
& aa i
. .¢.°°% : {_p‘% i\‘*}& 5&“’“ ) &}{l\“\ ‘ég.- \,}oo“"
a. There is so much conflict with other groups around g 9 9T & o5
here that | frequently feel very temse. ... [11 12} 3] [4] [5] [s8] [7]
b.  Despite conflict between groups work seems to get
done around NETe. ..c.imicrecrereiesrsscsseseressssesns (1] [2} [3] (4] [5] e} [7]
c.  The amount of conflict that exists between groups
here makes this an unpleasant place to work. ... 111 12] [3] [4] {51 {6} [7]
d.  Members of our group work harder because we are
in competition with other groups. ... [1] 2} 13} [4] 5] Ie] [7]
e. There is so much conflict between: groups that |
often don’t feel like coming to work. ... [11 [2] 3] [41 [5] [e] [7}
f. The conflict that exists between groups gets in
the way of getting the job done. .eececereeen (11 [2] 3] [4] [5] [e] [7]
g.  Because of the problems that exist between groups
I feel a lot of pressure on the job. ... (1] [2] 3] [4) [5] [e] [7]
h.  Despite the differences between groups here, this :
is a pretty good place t0 WOrk. reiiconiniinicnnns .11 2} 3] {4] 5] e} {7]
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3.

4.

What groups here do you have the most trouble with?

What kinds of problems do you have with them?

IN ORGANIZATIONS CONFLICT BETWEEN
GROUPS S OFTEN DEALT WITH IN
DIFFERENT WAYS. BELOW IS A LIST

OF METHODS WHICH MIGHT BE USED

TO RESOLVE CONFLICT. HOW FRE-
QUENTLY ARE EACH OF THESE METHODS
USED TO RESOLVE CONELICT IN THIS
ORGANIZATION.

When problems arise, people usually ignore them.

When problems arise everybody involved works

together to s0lve them. ..

Peopie try at all costs to avoid offending others.

Conflicts are usually ignored when possible. .........

When conflicts occur, people wait for them to

BO' @WAY. iriciimiirirecinirnrn s sns s ssnsness e enrarnasasenas

Employees use diplomacy and tact to settle dis-

AETEEIMENTES. . iieiriiiisirrrrararerinrserssntesssssasssarssmravasnee

People solve problems with others by confronting

them direCtly. | i rre e e reeeccsrernaenees

Supervisors are generally asked to resclve conflicts

between subOTdiNAtES. wrvvveeveveerersersresseesssressreenesen

People oﬁenly discuss problems with co-workers, ..

....... 1]

....... [1]
...... 1]

....... [1]
....... [1]

....... {11

....... (1]

(2]

(2]

[4]

(4]
[4]

4

(5]

[6]

[7]

7]

{7
{7

{7y
{7]
[7]

{7
17]

7:49 -
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HOW FREQUENTLY . ...

\\‘u
3
& _V;‘
. | . ) 7 e@\& .r?o g" 0&"@(\ v}@o"
i- When people have problems with each other they _
generally sit down and work them out. ............. (1} 121 (31 (4} (51 [e] 17} 7:58
k.  An impartial referee is usually calied upon to R ‘
- settle diSAGIEEMBNTS. cuovvseeeeeremensesntetrenesenseesrennnrasaaes {11 -[2] {31 14} (5] -{6] {7] 7:59
. People meet most issues head ON. .ooooocverseeemmeeconnsiees (1] f21 (3) [4] [5] [é] (7] 7:60
m. Most. problems wit_h ‘cp¥workefs take care of them- ' '
selves if left @lone. wviceeecnmreenrrenmriecrness e, S [11- 121 3] 4] [5] [6] [7] 7:61
n.  When conflict arisés, 2 neutral person makes the o
final deCiSION. .iveierverrrrcrerseseesescanssessssnssasensaereressnserases (1} {21 3] {41 5] [6] {7] 7:62



MODULE 8 — INFLUENCE STRUCTURE

This section asks about how decisions are made in this organization. It is also
concerned with how much influence you have over decisions that are made here.

As in other parts, read the directions in the boxes and answer the questions by

checking the numbers which best represent your opinions.

HERE IS A LIST OF DECISIONS WHICH GET
MADE AT WORK. FOR EACH OF THE FOL-
LOWING DECISIONS, PLEASE INDICATE:

a. How much say you actually have
in making these decifions. '

b. How much .éay you feel you
should have in making these

decisions,
N
. & P
1.  Decisions about HOW YOU DO YOUR OWN v & &
. . Q &
WORK. v o > &
. %’5\ & Q)ﬁo 40
; < & s v
a. How much say you actually have in 2
making these deCiSIONS. ..-rerrreersormreerserreasirseees 111 21 131 141 [5] [e] {7}
b.  How much $ay you feel you should .
have in making these deciSIONS. ...ccoveceevereormresenns (1] 2] 3] [4] (5] [6] [7]
2. Decisions about SCHEDULING YOUR WORK Amiy s o T .
ACTIVITIES. ' S _“ LT R "‘3‘1 o
. it b Y h 4 . A
a. How much say you actually have in
making these deGisioNS. .....ocvimeervrcerreerreerisrssesenenns [1] [2] 3] [4] [51 [6] [7]
b. How much say you feel yofj should ]
have in making these decisions. .......ceceoceonnnns it} 2] (3] (41 (5] [e) [7)

3.  Decisions about HIRING PEOPLE.
a. How much say you actually have in _ )
making these deciSions. ...wviieiiesemsissesnsniesas [t} [2] [3] (41 [5] [6] [7]

b. How much say you fee!l you should
have in making these decisions. ..o [1] {21 [3] [41 [5] [e] {7]
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Decisions about PAY RAISES.

a. How much say you actualiy have in <®

making these decisions. ........... reeveestserarreraesenrnnsares 1
b. . How much say you feel you should

have in making. these decisions. .......cocovercrvoeccunens [1]
Decisions about CHANGING HOW YOU DO
YOUR WORK. -
a.  How much say you actually have in

making these deciSioNs. .....creiereriemsernsrenserssrcanenes [1-
b. . How much say you feel you should

have in making these deCiSiONS. a.ivvivverreecreaenenens {1
Decisions about WHAT YOU SHOULD DO WHEN
SOMETHING UNEXPECTED HAPPENS.
a.  How much sjy you actually have in

making these decisions. ......... eietetrminiaracese s tannnen s [1]
b. How much siy you feel you ghould

have in making these decisions. ... [1]
Decisions about HOW TO SETTLE DISAGREEMENTS.
a. How much s.a\)' you actually have in

making these decisions. ......ceverieveeseeiesrneesesesians [1]
b. How much say you feel you should

have in making these deciSions. .......c.ccecmeevenn. 1]
Decisions about FIRING PEOPLE.
a. How much say you actually have in

making these dECISIONS. ovvveerereeriiecierereeeecerreereenas [1]
b. How much say you feel you should

have in making these deCisions. .......cueciecrevsrcrnenns 1}
Decisions about WHEN PEOPILLE TAKE TIME OFF.
2. How much say.you actually have in

making these decisions. ......ovvcvecoeeeomresiosssesereees . [1]

b. How much say you feel you shouid
have in making these deciSions. .......cccoemreenns (1]

a1

(2]

[2]
(2]

[2]

(3]

E)

(3]

(3]

4]

14]

{41

“

[4]
[4]

4]

[4]

4]

Y-

(51 [61 171

[5] [6]

(5]
[5)

[5]

{51

(5]

6]
[6}

[6]
[6]

[6]

“[6]

6]

ul

{7]

(7]

[7]

[7]
[7]

[7]

8:27

8:28

8:29

8:30

8:31

8:32

8:33

8:34

8:35

8:36

8:37

8:38



10.

11.

12,

13.

14.

15.

Decisions about WHAT TO DO IF SOMEONE YOU
DEPEND ON DOESN'T DO THEIR jOB.

a.  How much say you actuzlly have in
making these decisions. circviiomrecnnsiecnrninees

b.  How much say you feel you should
"~ have in making these deGisions. .........eeeiveeen

Decisions about PRO_MOT!NG PEOPLE.

a. How much say you actually have in
making thes¢ decisions. ... earrrraeseiarsnses

b. How much say you feel you should
have in making these decisions. .....cceccecvrerrerrnnns

Decisions about HOW TO HANDLE PROBLEMS
YOU FACE IN YOUR WORK.

a.  How much say you actually have in
making these deciSiOns. ..ooeeevcsicumrerecmineslormesens

b. How much say you feel you sheould
have in making these decisions. ...c.cvevienmsecens

Decisions about HOW WORK WILL BE DIVIDED
AMONG PEOPLE.

a.  How much say you actually have in
making these decisions, ......ciiiriiencicnienns

b. How much say you feel you should
have in making these deciSions. ....cooccoeeviseesenns

Decisions about WHAT TO DO IF YOU DON'T
GET WHAT YOU NEED TO DO YOUR WORK.

a. How much say you actually have in
making these deciSions. .......ccecveperireerreeeemtenersancenes

b. How much say you feel you should
have in making these decisions. ..o,

Decisions about WHAT YOU DO DAY TO DAY.

a. How much say you actwally have in
making these deciSions. .......ccovecicimiemrmnncceesrevaseens

b. How much say you feel you should
have in making these decisions. ...,

(1]
(1

(1]
f1]

[t]
[1]

[1]
]

[1]
[1]

[2]

[2]

[2]

(3]

[3]
3]

(3]

(4]
[4]

[4]
(4]

4]

(5]

(5]

{5]

[5]
[5]

[5]

[6]
[6]

(6]
(6]

6]

{7]

{7
[71

(7]

[7]
[7]

8:39

8:40

8:41

8:42

8:43

8:44

8:45

8:46

8:47

8:48

8:49

8:50



SOMETIMES THE LOCATION OF FORMAL AUTHORITY
FOR CERTAIN DECISIONS IS NOT AT ALL CLEAR.
FOR EXAMPLE, ONE PERSON MAY BE RESPONSIBLE
AT ONE TIME, WHILE ANOTHER PERSCN MAY HAVE
THIS AUTHORITY AT ANOTHER TIME. THE FOL-

LOWING QUESTIONS DEAL WITH THIS PROBLEM.

16. Do you have a clear idea of who makes the
following decisions?

a. Deciding how you coordinate your activities
WILh OLhers. .o snrrs e e ress e ssraseees

b. Deciding whether you are promoted, ......ccoceeees

c. Deciding to spend anything more than small
AMOUNES OF MONBY. iirerinetr i ier e rsssesnnsaas

17. HOW MUCH DO YOU AGREE OR DISAGREE
WITH THE FOLLOWING STATEMENTS?

a. | have a lot of say over how decisions are made. ...
b. | seldom have decisions forced on me. .ceorccreeceniinen.

C. I can rﬁodify decisions made by other people. ...........

\‘\4’@
‘&aaé}o‘:“
,b;ng“
"\Gj,“é‘-\ \g,"& \fom
. 0{‘:\'\@*& é\‘\o O@i;"{s‘
-‘\aﬁx\“o \&é’b \\é‘\ \‘i‘#'
[11 2] (3] (4] [5] [6] {7}
[11 [2) 3] (4] [5) (6] (7]
[1] 2] [3] (4] [5] [e] [7]
\‘6{?%
& e &
¢¢§\Q & ‘\‘5‘0 & \3&&\-\ Vﬁ’b 0‘75\?
& o oY &
{11 {21 [3] [4] [5] i8] [7]
(11 {21 [3] [4] Is] [6} [7]
[1] 2] (3] {4] {s] [6] [7]

8:51
8:54

8:53

8:54
8:55
8:56



MODULE 9 — INDIVIDUAL DIFFERENCES AND OUTCOMES

In this section of the questionnaire, we ask about some things you believe, the

way you feel about yourself, and your feelings about life in general,

Research has shown that the way people feel about such matters is related to
their work experiences and how they respond to different characteristics of organizations.

Peopie differ in the way they feel about things so, of course, there are no

“best” or ‘“right” answers.
please respond to each statement as accurately as possible,

What we want is a true reflection of the way you feel, so

1. BELOW ARE LISTED SOME WORDS AND PHRASES WHICH ASK YOU HGW- ¥OU FEEL ABOUT !

YOUR PRESENT LIFE IN GENERAL.

RIGHT NEXT TO THE WORD “BORING”.

FOR EXAMPLE, IF YOU THINK THAT YOUR LIFE IS
VERY INTERESTING, PUT A MARK IN THE BOX RIGHT NEXT TO THE WORK “INTEREST—
ING”. IF YOU FEEL THAT YOUR LIFE IS VERY BORING, PUT A MARK IN THE BOX
IF YOU FEEL. SOMEWHERE IN BETWEEN, PUT A
MARK WHERE YOU THINK IT BELONGS. PUT A MARK [N ONE BOX ON EVERY LINE.

HOW DO YOU FEEL ABOUT YOUR PRESENT LIFE IN GENERAL?

- BORING
ENJOYABLE

EASY

USELESS -

FRIENDLY

FULL

DISCOURAGING -

TIED DOWN
DISAPPOINTING

BRINGS OUL: THE
BEST IN! N

[1]
(1]

[1]

11
[1]
(1]
[1]
(1]
(1]

[1]

{2]
[2]
(2]
[2]
[2]
2]

(3]
3]
(3]
[3]
(3]
[3]
(3]
(3]
[3]

131

[4]
{4]
[4]
(4]
[4]

(5]
[5]
(5]
[5]
[5]
[5]
{5]
[5]
(5]

ERE)

[6]

6]

(6]
[6]
[6]
[6]
[6]
(6]
6]

[6]

(71
[71
{7]
[71

(71

[7]
(7]
[7]
7]

(7]

INTERESTING
MISERABLE
HARD
WORTHWHILE
LONELY
EMPTY
HOPEFUL
FREE
REWARDING

DOESN'T GIVE ME
MUCH OF A CHANCE

9:21

9:22
9:23
9:24

9:25

9:26

S:27
9:28

9:26°

9:30



HERE ARE SOME STATEMENTS REGARDING
HOW YOU MIGHT FEEL ABOUT YOURSELF
CR YOQUR WORK. THERE ARE NO “RIGHT”
OR “WRONG” ANSWERS; EACH PERSON WILL
FEEL SOMEWHAT DIFFERENTLY. PLEASE
INDICATE HOW MUCH YOU AGREE OR DIS—-
AGREE WITH THE FOLLOWING STATEMENTS.

{;siﬁxf
a. Changes here always seem fo create more problems
than they soIVE. i e
b. In general, my life is pretty satisfying., ..ccvviivcvncnennn
People in this organization will do things behind
YOUT Back. .vciiirccronsmsoninessssnnssnssscressscesssae s rnesnes
d. When changes are made 'in this organization, the
employees usually lose out in the end. ...evvrecens
-e. Al in ail, ! am pretty happy these days. ...
f. it’s really not possibie to change things around
[172) £ . e rasrursarrrraraaroa
g People here feel 'you can't trust this organization. ...
h. If we made a few changes here, this could be a
much better place 10 WOrk. .ccmecisicerneceserenns
i | feel | can trust the people in this company. ...
i I think that changes in this organization tend
10 WOFK WeIl e cirrse it sarsassrrssnserrrsseensaressersse
3. THE FOLLOWING ARE THINGS A PERSON
MIGHT SAY ABCUT HIM/HERSELF. HOW
OFTEN DO YOU FEEL THIS WAY AT WORK?
2. | feel down-hearted and blue. ..o
b. [ get tired for no reason. .cocciicnieninrenaee
C. I find myself restiess and can’t keep still. SR
d. | find it easy to do the things | used to do. ...
e. My mind is as clear as it used 10 be. .ccccoreceinirecrins
f. | feel hopeful about the future. ......vcomcnrvcrrniencn.
£ I find it easy to make decisions. ....... Seserracesstessereesenns
k., | am more irritable than usuwal, .oeciecienciens
i i stili enjoy the things | used 0. .rverrecresrcrnnranersnns
j- i

feel that | am useful and needed. ...ccvevviieeinnenenns

{1]
(1]

[1]
[1]
(1]
(1]
(1]
(1]
(1]

il
(1]

[2]
[2]

[2]
[2]
(2]
(2]
[2]
2]
[2]
(2]
[2]
[2]

{3]
{3}
[3]
E}
131
(3]
(3]
3]
[3]
[3]

[4]

[4]
(4]
[4]
[4]
(4]
[4]
{4]
[4]
{4]
[4]

[5]
[5]
5]
(51
(5]
(5]
[s]
[5]
[5]
5]

9:31
9:32

8:33

G:34
9:35

9:36

9:37

9:38
9:39

9:40

%41
9:42
9:43
9:44
9:45
G:46
9:47
9:48
9:45
G:50



4. THIS SET OF QUESTIONS ASKS HOW YOU
FEEL ABOUT YOURSELF. FOR EACH PAIR
OF WORBS, CHECK THE NUMBER WHICH BEST

DESCRIBES HOW YOU SEE YQURSELF AT
WORK. o

HOW DO YOU SEE  YOURSELF AT WORK?

SUCCESSFUL  [1] [2] (3] [4] [5] [6] [7] NOT SUCCESSFUL 9:51
CONSERVATIVE  [1] {2] 3] [4] [5] [6] ‘[7] LIBERAL : 9:52
IMPORTANT {11 [2] [3] [4] [5] [6] [7] NOT IMPORTANT 9:53
OPEN (17 21 I3] 141 I[s] [e] {71 cLOSED 9:54
saDb (11 [2] [31 W41 (51 [6] [7] mAPPY | . 9i55
WORKING MY ' |
HARDEST  [1] [2] [3] [4] [5] (6] [7] NOT WORKING HARD 9:56 .
RISKY  [1] [2] [3] [4] [5] [6] [71 cAUTIOUS 9:57
DOING MY BEST  [1] [2] [3] [4] [5] [6] [7] NOT DOING MY BEST 9:58
FLEXIBLE  [1] {21 (3] [4] [5] [6] [7] RiGID | - 9:59
DO NOT KNOW

MY JoB WELL  [1] [2] [3] [4] [5] [6] [7] KNOW MY JOB WELL 9:60



B. UNION AND LABQR-MANAGEMENT RELATIONS QUESTIONNAIRE

Jeanne Herman
Cortlandt Cammann

John Klesh

Labor unions have well recognized roles in bargaining wages, job
security and benefits for the employees-they represent. Most have no
recognized role in negeotiating issues related to personnei policies,
job design and organizational development (Strauss et al., 1974).

Their traditional role with respect to such issues has been that of

the critic, réacting to management decisions rather than participating
in them (Sturmthal, 1964). Their involvement has more often come
through the grievance procedure rather than the bargaining table. Ex-
periments carried ouf in the Quality of Work Program involve the creation
of union-mandgement teams that may consider and act upon these very
issues. It is therefore likely that the nature of the union-management
relatioﬁship will be altered as a result of the relationship developed
through the union-management team. The purpose of the union assessment
instrument is to evaluate the implications of the experiment for the
union, its governance, its relations with its members and management,

Since the locus of the experiments may be at any level from the
shop floor tolthe entire company, we hawe developed four assessment
instruments. One is for the site hisforian to document the current
union structure, its formal policies and procedureé and its contractual
relationship with management. The others are questionnaires for
assesging members, union leaders and management's perspectives of the

union and its relationship to management.



B.2

The impact of the experiments may he to extend union involvemenf
.to solving problems that were previously management prerogatives. The
site historian will document thege changes as they are incorporated
into formal unicn policies and proceéures and the contract. The members,
leaders and manager's questionnaires will be used to determine if the
experiments haﬁ any effects on perceptions of union—managemﬁnt rela-
tions or on the perceived relation between the union and ite members,
Scales for all three guestionnaires are still being developed. The
féllowing preliminary scales appear on the union member instrument:
a. Global affect towards unions in general
b. Instrumental effectivemess of unions in general
* c. Global evgluation of the union in this site
* d. Evaluation.of this union's process
* e, Satisfaction with extrimsic outcomes
* f. Satisfactjon with task related outcomes
g. Batisfaction with union leadership
h. Willingness to participate
i; Willingness to act as a‘union representative
j. Union's influence with management
k. Member influence in initiating activity
* 1. Dual 1oya].ty1

* m., Member influence on union decision making (leader's scale
measures leader influence)

* n. Union-management relationship

* o, Perception of control over grievances, collective bargaining
and union process

p. Leadership activities members' scale measures perceptions of
how much time and effort leaders should and do spend in a
series of activities; leader's scale measures how much
time they do spend in each activity and how much time they

believe the union membership thinks they should spend.
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B.3

The following scales occur on the union leader and management

questionnaire:
a, Union-management relations in negotiations
b. Union-management relations in grievances

c. Union-management relations in general

Notes:

*
Indicates that the scale also appears on the union leader
instrument.

l .
These items are grouped together but do not form a scale.
2These scales have not yet been revised.

3These scales have not yet been revised,
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Strauss,GeycMides, R., & Snow, C. Implications for dindustrial relatiocms.
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Research Association, 1974.

Sturmthal, A. Workers' participation in management: A review of
United States experience. International Institute for Labor Studies

Bulletin 6. (June), 1969, 149-186.




SCALES: UNION MEMBER QHESTIONNAIRE

o Ttem/Total
I. Global affect toward Unmions in general .857
a. Unions are becoming too strong - 775
b. We need more laws to limit the power of unions .695
c. Union wage demands cause unemployment .701
d. Union wage rates cause high prices 647

II. Instrumental effectivemess of Unions in general .615

a. Unions protect against favoritism on the job .578
b. Unions improve wages and working conditions | .569
¢. Unions make sure that employees are treated

fairly by supervisors ) 343
d. Unions interfere with good relations between

employers and employees : -.139
e. The result of strikes is better wages and

working conditions 1 -

IITI. Global evaluation of this Union .854

a. All in all, T am very satisfied with the union .725
b, I feel that being a2 union member is worthwhile1 -
c. T agree with the basic goals of the union1 ' ---
d. Participation in union activities is worthwhile - .522
e. The union will support employeeé' grievancesl —-—-

f. I am satisfied with the amount of communication
between the union and its members .718

g. I am satisfied with the success the union has in
bargaining non-wage issues .688

h. T am satisfied with the success the union has in
bargaining wage issues : ©.699

1
Rewritten item



IV. Evaluation of this Uaion's Process .860

a.

b,

V. Sat

Members of the union are afraid to express
their real views in union meetings

The union is known for not getting much dome
In the union, everyone's opinion gets listened to

Decisions are made in the union without ever
agking the people who have to live with them

In general; T like the way the union handles
things

1 feel free to tell the union leaders what I
really think

It is hard to get the union officers to listen
to the members

No one agrees about what the union should do1
Members are kept informed azbout uniom activities
I like-the way the union handles grievances

The way local officers are chosen is fair

I am satisfied with the way issues are selected
for colliective bargaining

1

The way job stewards or group representatives
are chosen is fair

1 feel I can influence union decisions

I am dissatisfied with the way union communicates
with its members :

isfaction with Extrinsic Outcomes .509
Safer working conditions

Better fringe benefits

Better working hours

Fairer discipline procedures

Increased job security

Better overtime schedules

Fairer promotion policies

Fairer policies for reductions in the work force
Improved sick leave policies '
More holiday and vacation'time

Pay raises

Improvements in physical working conditions

Improved grievance procedure

Rewritten Item

Item/Total

610

.613
27

.586

.858

.535

©.332
.282
.300
.394

494

.310
.567

.510

.611
.636
.49
.662
.718
.621

o

o

o

at

.613

.627
.669
.601
.650
.591



_ & Item/Total
VI. Satisfaction with Task related Outcomes ' .884
a. Fairer job classifications .708
b. More participation in job related decisions .684
c. More challenging jobs - . . .811
d. Fairer work loads .646
e. More meaningful work .758
VII. Satisfaction with Union Leadership .943
a. - are effective in handling grievances .756
b. - encourage members to speak up when they )
disagree with a union decision : L7127
c. - keep informed about how union members think
and feel about union matters 799
d. - are respected by the union members | .805
e. - encourage union members to participate in
important decisions o 74
f. - help solve potential grievances before they
are filed . ' .720
g. - spend union funds wisely - 691
h. - stick up for members ‘ o .865
i. - are effective in negotiating contracts . 687
j.- -~ are trusted by union members .814 -
-VIII; Willingness to Participate .924
a. Serve on a regular union committee - .884
b. Serve on a special union committee .884
c. Serve on a union-management committee 848
d. Be a candidate foi a local office ' _ .788
e. Be a candidate for a distriect office .692
f. Attend a regular union meeting 7 .633
IX. Willingness to Act as a Union Representative
a. Support a_ political candidate recommended by
the union ' . -
& b. Attend a Yublic meeting as a f;presentative of
the union : -
¢. Write a letter to govermment official supporting
the union position -—-

1
Rewritten item



XI1.

a.

b'

Unions Influence with Management .936

Deciding how to solve work related p;oblems
Changing work procedures in your area

Pay raises® associated with promotions
Scheduling work activities

The way jobs are classified

Pay raises associated within grade increases
Increasing fringe benefits

The hours beoPIe work

Who is promoted

Hiring

Reduction in work force

Deciding how work will be divided up among employees
Buying new equipment in your area- |
Employee discipline

Making your work more meaningful

Determining work procedures in your area

Dual Loyalty1

a.

b.

It is easy to by loyal to both the union and
the management

Basically, the union and the management have similar
goals

There is no reason why the union and management cannot
work together

The union and the management are generally opposed
to each other

You can't be a union member and support management
at the same time

The management here makes it easy to conduct
union business :

The management makes it difficult for me to talk
to my group representative or job steward

The union helps me deal effectively with the
management

Union members don't like it if you try to help
management improve work effectiveness

lNot a scale. Should be tested in another site

Item/Total

.631
L7135
648
.750
.671
.608
.556
.622
.155
718
.623
.702
665
.673
756
154



XII.

XITI.

o

Member Influence on Decision making .946

a.

Deciding who will serve on local union committees

b. Deciding which issues will be brought up in

bargaining

Deciding which issues toc drop or compromise during
bargaining

Deciding to call a union meeting

Spending local union funds

f. Hiring permanent union employees

. Resolving conflicts among union members

Deciding whom to support if two union members
conflict in a grievance

Deciding how to deal with other unions in the
organization

. Deciding which strategy to use in negotiations

. Déciding what strategy to use in pushing

grievances
Recalling an elected union official

Deciding to raise dues

Member Influence in Initiating Activity .702

Deciding to file a grievance which concerns you

Deciding to take a grievance which concerns you
to arbitration ‘

Nominating people to run for local office in
the union

Placing an issue on the agenda of union meetings

Item/Total

.582

.738

.824
.818 .
.798
.793
.858

.660

761

.809

.783
.703

——

636

.538

.398



SURVEY
RESEARCH
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MICHIGAN 48105

MICHIGAN ORGANIZATIONAL ASSESSMENT PACKAGE

UNION MEMBER QUESTIONNAIRE

This questionnaire is designed to collect information about your enion
as an organization and as your representativé, This survey is part of the
overall assessment associated with the Quality of Work Experiment here. it
will provide some of the baseline data needed to measure the changes which
result from it, '

Some of the guestions are objective, factual; others ask for your per-
sonat views and opinions, For the survey to be useful, it s important that
you answer each question as carefully and as frankly as possible.

Your answers will be completely confidential. MNo on in this organi-
zationt or in your union will ever have access to survey information about
any individual’s answers. All guestionnaires will be taken to the Institute for
Social Research at The University of Michigan for analysis and safekeeping.
Only statistical summaries for groups of union members will be reported.

. To help insure your privacy, we prefer not to have your name or any
easily identifiable information on your questionnaire. At the same time, we
need to match your questionnaire with the one you have already filled out.
As a result, our research staff has provided a special identification number
for each employee. This number will be used only for matching information
from different sources and times. it will not be used for any other purpose,

Your number is on a sticker attached to the foliowing page. Although
you may remove the identification sticker, we hope you will help us by
leaving it ' there.

This survey is part of the National Quality of Work Program in which
your organization is cooperating and which is paying for the cost of this
survey. The questionnaire includes some standard questions designed to allow
comparison among unions in different organizations. Therefore, some of the
questions may seem a litde unsuited to your own situation. Please answer
them all as best you can, taking them in order as they appear.

Thank you for your cooperation. We hope you find the questionnaire
interesting and thought provoking.

8/75



GENERAL INSTRUCTIONS

Most of the questions ask that you check one of several numbers that appear on
a scale to the right of the item. You are to choose the one number that best matches
the description of how you feel about the item. For example, if you were asked how
much you agree with the statement, “! enjoy the weather in this town,” and you feel
that you do agree, you would check the number under “Agree”, like this:

N
& oF

Note that the scale descriptions may be different in different parts of the question-
laire. For example, they may ask not whether you agree or disagree, but perhaps whether
you are satisfied or dissatisfied, or whether you think something to be likely or not likely
to happen, etc.

So, be sure to read the special instructions that appear in boxes on each page. Be.
sure to read the scale descriptions before choosing your answers.

When you have finished, please place the questionnaire in the envelope, remove your
name from the outside, and return the envelope to the designated place or person.

ko % Kk & ok ok F &k o ok F

This is your Michigan [dentification Number:

These codes are for Michigan use only:

Deck:
Project Number:
Label:

GO RIGHT ON TO PART 1, next page . .



PART 1

in the first part of the questionnaire we would. like to find out about your opinion
of unions in general. People differ in the way they feel about unions so there is no best
or right answers to these questions. What we want to have is a true reflection of the way
you feel. :

All of your responses are strictly confidential; individual responses will not be seen by
anyone in the organization or in the union. We appreciate your help in providing this im-
~ portant information. -

1. HERE ARE A NUMBER OF STATEMENTS MADE
BY PEOPLE IN OTHER ORGANIZATIONS WITH
REGARD TO UNIONS, WE. WOULD LIKE TO
KNOW WHETHER 'YOU AGREE OR DISAGREE,

IN GENERAL, WITH EACH OF THESE STATE— .%eP
MENTS. REMEMBER, WE ARE INTERESTED @“?
iN YOUR OPINION OF UNIONS IN GENERAL & - N &
ND N HE . 2 @ 3
A oT T . *Q\‘? o\“?% V-'{;b Y.%e." ‘\?‘é‘b
& Fo@ ‘sg\?“ & &
& é‘ﬁ & & o ¥ e’“"o@
Unions are becoming too SHORE. .eerercrressssressrcnsrernes (11 (21 3] (4] [5] (6] [7)
We need more laws to limit the power of . ’
URIONS. weveeene et tnesises s s e SRRt e e RS (1] [2] [3] (41 (5] (6] [7]
c. Union wiage demands cause unemployment. ... (1} [21 131 (4] I51 Ie} [7]
d.  Union wage rates cause high Prices. ..c.....eoesimesmeeees (17 [21 (3] 4] {s] {6] [7]
e.  Unions protect against favoritism on the job. ... [1} [2} 3] 14) {5} [e] [7]
f.  Unions improve wages and working conditions. ............ (11 [21 131 [4) [51 [e] (71
g  Unions make sure that employees are treated '
(2 T e 4 R — f1] [2] (31 [4] [5]1 [6] [N
h. Unions interfere with good relations between _
employers and emplOYees, ....cceeveerroereconsessissscascanas [T} [2] 31 [41 51 [e] [7]
i The result of strikes is better wages and working
CONATHIONS. 1erverrsereesmreresserressssssrssssssssssennessnmessenssesnesessenes [1] [2] [3] 4] {5] [e] [7]
i- Every worker should be expected to join the _
union where he Works. .ececrnionmnierisesesvemsssenens {11 12] (3] [41 [s] (el 7]

k.  Employees should not have to join 2 union in
' order to hold 2 Job. .eeirrrrrerrreeieeceeeesaensee s (1] {21 131 141 Is] Ie] [71



PART 2

In this section we are interested in finding out how satisfied you are with your
union and its activities. Follow the directions given in the boxes at the beginning of
each set of questions.

2. HERE ARE STATEMENTS WHICH MAY (OR MAY &
NOT) DESCRIBE YOUR FEELINGS. HOW MUCH Q-é"q’
DO YOU AGREE OR DISAGREE WITH EACH & . ¢D<
STATEMENT? &5 & o @ &
- _ O A W
O WP R &
L o L &
. ‘9&@ Q\L?é r.}\@ \'59{:? é\é‘ ?sf’b (_;50
a. Al in all, I am very satisfied with the union. ... [11 [21 [3] (4} {5] I8} [7]
b. 1 feel that being a union member is worthwhile. ....... {11 121 i3] [4] (5] [s] {7]
¢. | agree with the basic goals of the union. ..cceee.... [11 {2} (3] 141 I5] [s] 7]
d.  Participation in union activities is worthwhile, .............. (1] 121 131 [4} [5) [e] [7]
e.  The union will support employees’ grievances. ........... [1] [2] (3] {41 [5] {61 [7]
f. ‘1 am satisfied with the amount of communication
between the union and its members. ..o [1] [21 [3] (4] [5] Is} [7]
g. | am satisfied with the success the union has in
bargaining NoN-wage ISSUES. wu.vuveweircrmmmmssssssnsesnssnssine 11 12} [3] 141 Is] (e} [7]
h. | am satisfied with the success the union has in
bargaining Wage ISSUES: . ...cioerrrserrrscorssssssssssesniisssnes 111 21 31 [4] [51 (6] |7]
i Members of the union are afraid to express their
real views in UPIOR MEBHNES. wrvsveesueresresscresssrarensas (17 2} (3] [4] [5] [e] 17}
j.  The union is.known:for not getting much- dones ....... (11 [21 3] 141 {5] [e] 17}

k. In the union, everyone’s opinion gets listened to. ... [1} [2] [3] [4] (5] [é] (7]

. Decisions are made in the union without ever
asking the people who have to live with them. ... [T} [2] [3] [4] (51 [6] [7]

m. In general, § like the way the union handles

TRENES. cverreerrrrsseiivaenssssssessressssmassesrssessansensrssnsrersssnne [11 [21 [3] (4] [5] [6] [7]
n. | feel free to tell the union leaders what 1

FEAIlY EhINK. <. evcereneemeemermessenmsssmmmessommeeeesmssstesseneoreresen (1} 21 13] [4] (51 16] [7]
o. It is hard to get the union officers to listen to

the MEMDEFS, aevveeeereeecnerensescrasnaserseresasssnseseressenneane (11 [2} I3} (4] [5) [6] (7}
p. No one agrees about what the union should doi. ....... i1 {2} 3] [4] I5] [6] [7]
q. Members are kept informed about union activities. ... [1} [2] [3] [4] 5] [s] [7]
r. I like the way the union handles ETIBVANCES.. «reremererurans i1} [2] 3] [4] 5] [e] 7]
s. The way local officers are chosen i Faif. woeoeoeoreoovn. (11 [2} (3] [41 fs1 [e] [7]

t. I am satisfied with the way issues are selected
for collective bargaining. ....csececevercomaorsesmseenionennns it]. [2} (3] (4] [51 [e] [7]



®
, ¢
(] 4
‘éa o° & @
AGREE OR DISAGREE . .. & & & & v
_ B < oF & v
¢§\ @Gﬁ N o 4\’:\
P F
u. The way job stewards or group repfesentatives AR R S R S
are ChOSEN 15 TAIN. .rvrererocrrarrsssecsisssesnnmn s rrsaissnrans {11 [2] (31 (4] (5] le] [7]
v. | feel | can influence union decisions. ............coccee {11 12} 13) [4] 5] (6] [7]
w. | am dissatisfied with the way the union communi-
cates With its MEMDErS. weiverieeresissemseiirecessenirisnens (1} [2] 3] [4) 151 [s] [7}
&
3.  HOW SATISFIED ARE YOU WITH THE EFFORTS QF
WHICH THE UNION HAS MADE TO GET EACH & &
OF THE FOLLOWING OUTCOMES FOR (TS MEM- & R N
BERS? | FHo FFFLF &
¥ ’{}&\ .{‘\‘.S\_ ‘cg} 5 (@b o
R G
2. Safer WOTKING CONMTLONS .ouoivveressmserisssrermemmmmessssssssesannees [11 121 [3] {4] [5] (6] (7]
b.  Better fringe bencfits .....cocmniniemsineseniasrcnanne T 111 [2] 3] 1[4} [5) [e) [7}
¢ Better WOrking ROUFS ....oieeemseemcusmimssssinssasenssonsossssonsonss [1} [2} (3] [4] [5] (e} [7}
d.  Fairer discipline PrOCEAUIES .....oecmermirmssommosemseesmssssssisses {11 21 31 4] (S] [e] [7]
€. Increased JOb SECUTILY rocwemreeemsemmeremmsssoresessmsasssasssassanssns (11 {2 3] 141 [5] 6] [7]
f. Better overtime SChedules ...oeomcsmesommrssnensecssivesrsnsenns 1] [2] [3] [41 [5] [e] (7]
g Fairer promotion: POMCIEs ...eemmsmssmiesrrcsssssassesssissssiss f1]1 121 [3] [41 [5] [e] [7]
h.  Fairer policies for reductions in the work force ... [11 21 3] [41 (5] [8]) (7]
i.  Improved SicK 18aVe POLGIES ...oceserreseresrsrcrssssmmsressmnsssneenes (11 [21 131 (41 [5] [e] [7)
j-  More holiday and vacation tiMe ..csieeevmrescncsserrosaserens [11 [2] 13] [4] 5] [6] {7}
k. Pay raises ... eteneasess s e R SRR SRR em A res bR Re (1] [2} 3] {4] [5] [6] {7] |
. Improvements in physical working conditions ............ (11 (2] 131 [4] [5] Ie] [7]1
m. Improved Zrievance ProCeUUreS ....ceeweeeemssrrrsencsesceas (11 [2} [3] 4] (5] [e} [7]
n.  Fairer job clasSIfiCAtiONS ....coovmensiriscecmsnerarsssiscesmecinns (11 121 31 (4] {5} [s}] [7]
0. More participation in job related decisions .......ccceeren {11 12} {31 {41 [5] [e] [7]
p.  More challenging JODS ...oooeererieremrensssenrernarenesacesrsssescons (1] [21 3] [4] {51 {6] 7
g, Fairer Work 10805 oottt secnisansssenases [1] [2] [3] [4] [s] Ie] I71
r. More meaningful WOrK .co.coceoremmmmmmrereerssmseneensasssssssaonssese [1] [2] [31 [4]) [5) [e] [7]



PART 3

Part 3 of the questionnaire asks about .the leaders of your union. As with all
the questions, this information will be strictly confidential. :

4. THE FOLLOWING STATEMENTS ARE DESCRIP—
TIONS OF THE WAY THE LEADERS OF THIS
UNION MIGHT ACT. PLEASE INDICATE
WHETHER YOU AGREE OR DISAGREE WITH
EACH STATEMENT AS A DESCRIPTION OF
THIS UNION’S LEADERSHIP. 5

THE LEADERS OF THIS UNION . . .

a. ... are effective in handling grievances. .....cecveenes (11 (2] (3] [4] (5] [e] [7]{8]
. encourage members to speak up when they . )

disagree  with a union decision. .........cececee. 11 2] [3] [4] [5] (6] [71|[8]
c. ... keep informed about how union members

think and feel about union mMatfers. ... (11 [2] 3] [4] (5] [6] [7}1118]
d. ... are respected by the union members. ... [1] [2] [3} [4] [5} [6]']7}][8]
~e. . . . encourage uﬁ_ion members {0 participate in -

IMPOTtANt deCISIONS. .veecvrrvsrresmessrevsssarerssrsesssssssravens [11 2] 3] [4] {5] [6} [71{18]
f. . . . help solve potential grievances before they -

7 Are fHled. oo e e s s e eneanaras (11 2} [3] 41 [5] [_6} [71118]
g - . .spend union funds wisely. .coroconceeeeee [1] [2] [3] [4] [5] [6] [7]}(8]
h. ... stick up for mMembers. ......coeocsiersvemmenenens (17 [2] [3} [41 [5) [6] [711[8]
i. ... are effective in negotiating contracts. ............ (17 [21 3] [4] [5] [e] [71}(8]
j. . . .are trusted by union members. ....cieveererrene (11 [2] [3] [4) [5] 061 [71i(8]

. e
5. HOW MUCH TIME AND EFFORT DO YOU THINK . ?"'QD 006“
THE UNION LEA;D_ERSHIP SHOULD SPEND . ., . &v}\ é’&@ &?S“
K\Q&Y' v@ob . g;gaw

a. . . improving your pay and benefits. ....ceoervenicenne [11 f2} 13} [4] {51 [e] [7]

b. . helping members solve day-to-day problems. ....... (1] (2] [31 [4] (51 [s} (7]

c. . representing union member’s grievances. .......... (11 21 3] [4] [5] [6] [7]

d. . . organizing union social ACHVILIES. ...eeceeeveisersserenes [1] [2} {3] [4] [5] [el [7]

e. . .. representing the union in community and

POlILICA] AFFRIMS. vceeeecenrreisrnsrsrrrercsnssrssrensesnersnens rever [1] 21 [3] [4] [5] [e] [7]



TIME UNION LEADERSHIP SHOULD SPEND . . . "‘:"\
, v o
S &
f. . dealing with other URIONS. ..eceovereemomrreeresereeseesrenne [1] [2] [3}
£ . improving job classifications and work pro- '
cedures, ...... eeisasssent st saase s e enerascemtatasas et aeneessnsannras [11 [2] [3}]
h. . helping union members get more challenging
and meaningful Jobs. .ciroecv e (11 [2] I3]
i . improving job security. ....... eteseesreesreseesressasaarerenes (17 {21 [3]
i . improving the management of the umion. ........... [1] 2] 13]
k. . improving the-"—\;\iziy supervisors treat members. ... [1] [2] [3]
. . increasing meimber’s pafticipation in making
work related decisions. ......coeeeevcirisssseerseosessens {11 [2] [3]
m. . recruiting new members to the unjon. ..wew...... (1] [2] [3]
6. HOW MUCH TIME AND EFFORT DO YOU
: THINK UNION LEADERSHIP ACTUALLY a
SPENDS . . . ' R
. bl
, & |
a. . . improving your pay and benefits. ......ccoerrrereenes [11 2] i3]
b. . helping members solve day-to-day problems. ... 0] [21 131
c. . representing union member’s grievances. ............ (1] {2} [3]
d. . . organizing union social ACtiVItIeS. .ivuvoreiroseorseenns (1} [2] (3]
€. . Tepresenting the union in community and
political affaifs. ...cceceenrrcmirsesren v sraeerarsnen f1] [2] [3]
f. . dealing with other UNIBNS. .coccccceeeevcrerereeesrirresnenes 111 121 [3]
£ . . improving job classifications and work pro-
_ [ 1714 — eeeenerenranesasisens s an s -~ 111 2] [3]
h, . helping union members get more challenging
and meaningful JODS. oeeerce st reresnnanns [17 (2] [3]
i. . improving job SeCUrity. ....coeemrereunnes rerreresensasnesas [11 2] [31
j. . improving the management of the union. ....... [1] [2] [3]
k. . improving the way supervisors treat members. ... [1} [2] [3]
I . increasing member’s participation in making
work related decisBonS. ......coevirceneeomniencmseeeesnesenes [t} 12} [3]
m. . . recruiting new members 10 the URION. .eereueenns - {1] 12} 3]

?
[4]

[4]

4]

[4}

14

[4]

[4]
[41

4]

g
(4]

4]

[4]

141

(4]

[5]
£5}

Is]
15}

[5]
[5]

[5].
5]
[5]

{6}

6]
(6]
[6]
[6]

[6]
(6]

[6]
(6]
6]
(6]

(6]
(6]

{6]

[6]
[6]
[61
[6]

(6}
gl

[7]
[7]
(71
{7
[7]
[7]



PART 4

This part asks 'you about your participation in union activites. For each section,

follow the directions that are given in the boxes at the beginning of the list of questions.

ARE YOU CURRENTLY OR DURING THE LAST

7.
FIVE YEARS HAVE YOU SERVED IN ANY OF
THE FOLLOWING UNION OFFICES?
. 4% &P
a. Representative to a union-management committee
such as the Quality of Work Committee ............. [1] 2]
b,  Local Elected. official
i. President, Secretary, Treasurer, fC. wrmcrninennnes 1] [2]
ii. job steward or group representative ..........eenn: i1} i2]
fii.  Member of ‘2 COMMILEE oormmroereniniriieniesicsicnn 1] 12}
Local appointed official including unioh committee ..... 1] [2]
District elected OffiCial .oovvveeeivrreeeersierrrssemcvressseensmneranes 1] {21
e.  District appointed COMMILIEE eivercrcerernerserconressrceresssiraeas {1] [2]
8. PLEASE ANSWER THE FOLLOWING QUESTIONS
a. Did you vote in the last union election? ... 1] B i2]
b.  Have you read the union CONract? ..o [1] {21
c. Have you read the local bylaws? ......coeemeeeeieninnnns {1] [2]
d. Have you filed a grievance in the past two years? ... [1] [2]
6. Do you read the union newsietter? .......icoricrmecrnen. 1] i2]
A iF A UNION LEADER OR ANGTHER UNION MEM- 5
BER. ASKED YOU TO, HOW LIKELY IS IT THAT ¥ & &
YOU WOULD DO EACH OF THE FOLLOWING? K3 s o
2
&v'." 6:\‘0 Rl &
20 ‘od? o 4
Serve on a regular UNION COMMITLER .overerermiesissemscnnenns (11:121 3] [4] 5] (6] [7]
Serve on a special UNION COMMILLEE .ovcorerrverrerreenrersrenns [11 {21 [3] [4] 5] Iel {71
c.  Serve on a union-management commiitee as a .
UNION TEPreSENTAtIVE .ooccevceereeecrnccrnssssesreemseenseeenas [11 [2] i3] {4] [5] [e] [7]
d. Be a candidate for a locai union office. .cvivnnininnnas [11:12] 3] (4] [5] [6] {7]



HOW LIKELY {S [T THAT YOU WOULD . .

e. Be a candidate for a districi union office ..eveeeineeens
f.  Attend a regular URION MEEHNE wreeveseereerereenessssascseee

g Support a political candidate recommended by the
UMION  reeeer e recrssversinmcesacnas (ismestsnsmessiraerennrereseserrarasaraneas

h.  Attend a public meeting as a representative of

The UMION oot rcre e rrtreererr e e srssesse s sanrans
i. Write a letter to a government official supporting

the URION POSIION irvcerececrirree i cereee e s iae e essens
j. - Participate in a work slowdown ..; ..................................

k. Boycott a product evnne. errer et baren s e nen et
L Participate in a SHHKE covvecvriscinmeres e sresararesss e ensnes -

m.  Participate in a non-authorized SHiKe ..ccooeeoveeevvvevvsrrenne

PART 5

ment,

10. PLEASE INDICATE HOW MUCH YOU AGREE OR
DISAGREE WIiTH THE FOLLOWING STATEMENTS.

a, It is easy to be loyalr to both the union and
the MANAZEMENT. .cocvverrcreerrcrrrnnaessccrrrranseresrssarnessessrares

b.  Basicaily, the union and the management have
similar, goals, ..veeeceirccrscnnenrcerecienrensaes rresarsenrerasneens

c. There is no reason why the union and management
cannot work BOEther. .....cccciercerorieriessmssesamanses

d. The union and the management are generally
opposed to each Other. ...ivvcccecnrnnrrcccienne

e. You can’t be a union member and support manage-
ment at the same time. .nvcsnnen, nrreatesbenberns sans

f. The management here makes it easy to conduct
union business. ... reerersstasestericsatrra s nna s ressreerannatenesns

g.  The management makes it difficult for me to talk
to my group representative or job steward. ... e

[1]

[2]
[2]

(3]
(3]
[3]

Part 5 is concerned with how well you think the union

[3]
(3]

3]

131

[3]

(4]
[4]

(4]
[4]
(4]
[4]

151

[5]
(5]
5]
{5l

15]

il

[6]
6]
6]
(6]
[6]

7]

[7]
[7]
171
[7]
(7

gets along with manage-

[4]

(5]
[5]
[5]
(5]
151
[5])

(6]
6]
[6]
(6]
[6].



Determining work procedures in your area ... (11 [21 (3] [4] [s1 [61 (7]

\‘?éﬁ
‘ o L Qéo &
AGREE OR DISAGREE . , . 6‘9% 0\09,% v.édﬁ Y%QP \‘\vq}
S ES &
h.  The union helps me deal effectively with the ‘o"‘oo&()\‘?% ‘3‘@ -’\‘ﬁ "’\\é\ Vso G}‘o
MANAZEMENL. vueurerraresisnnseenensaensnss Vreremensensasrisefarsaians [1] (2} (3] 4] [51 (6] [7}
I.  Union members don’t like it if you try to help :
ranagement improve wark effectiveness. ..o {11 [2] '[31 [4] 15] Ie] [7]
11. HOW GOOD IS THE RELATIONSHIP BETWEEN
THE LOCAL UNION AND . , P g
T L Y \Q,\;\. iy
..\Q(-\ q’l}“ & @9& Qo's‘
a, . the Union MEMDETS. ...covceereriinrecenniessier e sasesensennnes (1] 12] 13] (4] [5) [e) [71}i8]
b. . MANAZEMENL. ivevarrriresrssmmmnasseasons SRR verrsaen [1] [2] [3]1 [4] (5] [6] [71][8]
c. . the International -Union. ....eerorcenn. ereeanesrrsnerns 111 [21 3] 141 {51 [s} (71}(8]
d. . the COMMUNILY. (oovcrcreneemncsnienrmesssaseiennsosnes A [1] {2] (3] [4] (5] el [7]1]I8]
e . the federal and state government. ..o (1] [2] {3] (4] [5] [e] [71}{(8]
f. . other unions in this Organization. ... [1] 121 [3] [4] {5) (e} [7]118]
12, IN GENERAL, HOW MUCH SAY OR INFLUENCE & . &
DOES YOUR UNION HAVE WITH MANAGEMENT S Q&é‘ \_o'\
IN EACH OF THE .FOLLOWING AREAS? “\0 @@ x.odb
‘ \1‘&00 “Pt_’& v-d& |
. Deciding how to solve work related problems ... [1] 121 [3] (4] [5] [6] [7}
b. Chah'ging WOTk procedures in yoUT ared  .u..esssse [1] [2] 3] 141 {51 161 [7]
c.  Pay raises associated with promotions .......cesescee (1] [2] (3] [4] [5] [6] [7]
d.  Scheduling work ctivities ....cisscmsemmsonisensssssens 11} (2] 3] (4] [5] [e] [7]
e The Way Jobs are classified ....omwmcmmersmsersmmsimens [ (2] [3] [41 [5] [6] [7]
f.  Pay raises associated within grade increases ... f1] [2]1 [3] (4] [5] [e] [7]
g Increasing fringe BENEfits .u.....owmsomsconscsseerssomsesserssssssesen [1) [2) [3] [4] (5] [6] I7]
. The hours People WOTK eoweeeeoseessseeemsssssssesessesereseseesseeses [1] 121 [3]1 [4] 5] l6] [7]
i. Whois promoted e s R s e [1] [2] [3] [4] 151 6] {7}
Joo HIFINE sorrviommmmesessscessasrarssessssensnssossessessessonsessssssaressassasasssons (11 12 (31 {4} [5] [6] {7]
k. Reduction in work foree ..o 111 [2] [3] 141 [5] Ie}l [7]
] Deciding how work will be divided up among '
| EMPIOYEES oriecivisnissnsssssssnrmsssesss s rsssessnsss b nesssneas (1] (2] {3] (4] [51 [6] [7]
m. Buying new equipment in your area ..o [1) [2] {31 [4] {51 6] [7]
N, EMPlOYee QISCIPIING wuvrmsrssssssenssssissnsssrmsemsmsnsenssssen [1] [2] (3] [4] {51 (6} [7]
o. Making your work. mpi‘é MEANINEFUL cevercerrvrreeerninennrnenss [11 121 [31 [4] [5] .[6] [7]
p.



PART 6

Part 6 is concerned with your impressions about how things are done in this
union and how decisions are made.

As in the other parts, read the special directions in the boxes first.

13. IN GENERAL, HOW MUCH SAY OR INFLUENCE

DOES EACH OF THE FOLLOWING GROUPS HAVE o

OVER THE WAY GRIEVANCES ARE HANDLED IN W

YOUR UNION? - A

&

2. The MEmbErship .ovimceresceesieersire et rse e sasssassinns 11 121 3]
b.  Group representatives or job stewards ...........eveseon (1] 2] [3] 14} [51 [6] [7]1]18]
C.  Local URION COMIMILIBES .uvveeererererereimeesnerrrrassessssasensenss (1) {21 3] 141 [5] [e] [7}1[8]
d.  Local union 1eadership ..coccocmmsenmnnnnsencraseessssessens [t (21 131 [4] {5} [e] [71]!8]
8. DiStrict UNON COMIMITLBES .veeveereeseeseseesenesseseeesssessneres (1 2] {3} [4] [5] [6] 17]118]
f.  District union 16aders ........ccvereeecreermnssisernsnsasessesssssenns (11 (2] 3] {41 (51 [e] [71]!8}
g.  Full time union professional employees ......ocververerenne (11 121 3] 141 [s] [s] (7] [8]
h.  The International UMiON w..eeeoososesreessssesesssssemssesmmseen [11 [21 (3] [4] [5] ie] [7]][8]
14, iIN GENERAL, HOW MUCH SAY OR INFLUENCE (&Q‘P

DOES EACH OF THE. FOLLOWING GROUPS HAVE \@o %Qo"

OVER FINAL COLLEC”VE BARGAINING DECISIONS? & \é&"

& e
\'f’éﬁ \1\"6&

2. The MEMDErship .im.ceicevceireesrerserrereceresessssassressessesssnens [1] [2]1 [31 {4] [5] [e] [71}18]
b.  Group representatives or job stewards ..........cecoeseees {11 [2] 31 [4] [5} le] [71}[8]
¢. Local union COMIMITEEES .vversirencseseenssrnrecsssnsresesssssesssses [11 {21 3] 4] [5] [e] [7]1{[8]
d.  Local union 12adership .cieeerssroonermsmecnseresesrssssries (17 121 [31 141 [5] [e] {7)1[8]
g,  DiSEriCt UNIGR COMMULEBES oevvieicrevesresieres s neseessssmssssnnesens (11 121 (31 [4) [51 (e [7]|(8]
f. District union 1eaders ......ccecriniess S 111 121 I3] [41 [51 [s6] [71}i8]
g.  Full time union professional emplOYees ...occvvveiesirens (1 [21 (3] (4] [5) [e] [7]118]
h.  The International Union ..o sneseins [1] T2} 131 [4] [5] [6} [7]¢i8]




5.

IN GENERAL, HOW MUCH SAY OR INFLUENCE
DOES EACH OF THE FOLLOWING GROUPS

HAVE OVER THE WAY YOUR UNION IS RUN? o
) i $
&
v
a. The membership ...vovviieene reerteairtrest et naneas ses e nesranaen {1] 12]
b.  Group représentatives or job stewards .....ccocceeen. " [11 [2]
c. Local union COMMILIEES ...ccocvercvercrrsseinrereseannas R 1y 12
d.  Local union 1eadership :v.cceeerereecrrssiorinmrereessressssssssvons (11 [2]
e.  District union COMMILLEES ..ovrvmvrecuimircermsisersanssrscesensaene {t] 12]
. District union [aders ..rirerrsaresessnsssnrsmssssspinsenes 111 121 131 [4] [5]
g.  Full time union professional employees .......c.rververeens (11 [2) {31 [4] [5]
h.  The International UGN .......eeeuseosssssmmsssrsmaiorsusssorunssnnie [11 [2] [3] [4] IS}
16. HERE IS A LIST OF DECISIONS WHICH ARE o
MADE IN YOUR UNION. HOW MUCH SAY &
OR INFLUENCE DO YOU HAVE IN EACH OF N
THESE DECISIONS? S
S &
) \;{@"ﬁ “\Qba
a. Deciding to file a grievance which concerns you. [11 [2] [3] 14} [s]
b. Deciding to take a grievance which concerns you _ )
10 AIDITALION. werenrssvssermssrrssst s ssersesessssssnearssosersssas [1] {2] (31 4] {5]
¢.  Nominating peop[e to run for local office in the
UNIOMN.  ceeeernreirsenesnassaesessressassnsssssssanapasssencans evereeerresenarans [1} 12] [3] [4] [5}
d. Placing an issue on-the agenda of union meetings. ... [1] [2] [3] [4] [5]
e.  Deciding who will serve on' local union com- '
mittees. .......... reheieeattsrrn st et s R SR e e eRa RS e [11 [2] 3] [4] [5]
f. Deciding which lssues will be brought up in '
bargaining. ............ eresserersresaraeenn peenrensivansnsenereenenenns 411 121 [3] [4] 5]
g.  Deciding which issues to drop or compromise
during bargaining. ........ riimsestarseeesessrntsaeebannesen r s beasrat [11 [2] [3] [4] (5]
h.  Deciding to call a union meeting. .wcoeoeermreeiccesseconiraseenns C[11 12] 3] [4] [5]
i.  Spending local unfo_n FUNAS. eeececeereecaeereaeesereneansporarassenes [1] [2} (3] [4] [5]
ji.  Hiring permanent union emplOyees. ..mrromsceesisestuirenns [1] [2] (3] .[4] I5]
k.  Resolving conflicts among union members. .......ceeeemnn. (1 (2] [31 [4] [5]
I Deciding whom to support if two union members _
conflict i 2 ErEVANCE. .oervececceciseereneresreesersenscsenens (1] 12} (3} 4] [s}
m. Deéiding how to deal ':with other unions in the
COPGANMIZALION, oeververesesersissersrssmesrrsessorentosesenresrasssrasensarnes [1] f2] (3] [4] I5]
n.  Deciding which strategy to use in negotiations. ........ [1] {2] [3] [4] (5]
o. Deciding what strategy to use in pushing grievances. .. [T} [2] [3] [4] I5]
p. Recalling an elected union OFFCIAl weeeoeoeeoeereereeone © I21 (31 141 5]
G- Deciding 10 Faise UES. .ooreeosercmeeceremseessssseeossessesaessesmseemsonee [1] {21 3] [4] [5}

(7]
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MICHIGAN 48106

MICHIGAN ORGANIZATIONAL ASSESSMENT PACKAGE

UNION QUESTIONNAIRE (MANAGEMENT FORM)

This questionnaire is designed to collect information about the role
of the union in this organization. This Survey is part of the overall assess-
ment associated with the Quality of Work Experiment here. It will provide
some of the baseline data needed to measure the changes which result from
it. '

Some of the questions are objective, factual; others ask for your per-
sonal views and opinions. For the survey to be useful, it is important that
you answer each question as carefully and as frankly as possible.

Your answers will be completely confidential. No one in the organi-
zation or in your union will every have aceess. to survey information about
any individual’s answers. Ail questionnaires will be taken to the Institute for
Social Research at The University of Michigan for analysis and safekeeping.
Only statistical summaries for groups will be reported.

To help insure your privacy, we prefer not te have your name or any
easily identifiable information on your questionnaire, Af the same time we
need to match your questionnaire with the one you have already filled out.
As a resuit, our research staff has provided a special identification number for
each employee. This number will be used only for matching information from
different sources and times. i will not be used for any other purpose.

Your number is on a sticker attached to the following page. Although

-you may remove the identification sticker, we hope you will help us by

feaving it there.

This survey is part of the National Quality of Work Program in which
your organization is cooperating and which is paying for the cost of this
survey. The questionnaire includes some standard questions designed to allow
comparison among unions in different organizations. Therefore, some of the
questions may seem a little unsuited to your own situation. Please answer
them all as best you can, taking them in order as they appear,

Thank you for your cooperation. We hope you find the questionnaire
interesting and thought provoking.



GENERAL INSTRUCTIONS

Most of the questions ask that you check -one of several numbers that appear on
a scale to the right of the item. You are to choose the one number that best matches
the description of how you feel about the item. For example, if you were asked how
much you agree with the statement, ‘I enjoy the weather in this town,” and you feel
that you do agree, you would check the number under “Agree” like this:
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| enjoy the weather in this town., ... hevereeenssesseaneshens e {11 12} 3] {4] 5] is} [7]

Note that the scale descriptions may be different in different parts of the question- -
naire. For example, they may ask not whether you agree or disagree, but perhaps whether
you are satisfied or dissatisfied, or whether you think something to be likely or not likely
to happen, etc. ' )

So, be sure to read the special instructions that appear in boxes on each page. Be
sure to read the scale descriptions before choosing your answers.

When you have finished, please place the questionnaire in the envelope, remove your
nmame from the outside, and return the enveiope to the designated place or person.

* % ok * & k F ¥ F %k % &

This is your Michigan Identification Number:

These codes are for Michigan use only:

Deck:
Project Number:
Labei:



These questions ask you to describe the relationship between the union and manage-
ment. Please do not try to indicate your feelings about the relationship, just try to be
as accurate and factually correct possible.

All of your responses are strictly confidential; individual responses will not be seen
by anyene in this organization or in the unien. We appreciate your help in providing this
important information, .

1. THE FOLLOWING STATEMENTS MIGHT DESCRIBE
THE RELATIONSHIPS BETWEEN THE UNION AND
MANAGEMENT. HOW MUCH DO YOU AGREL OR
DISAGREE WITH EACH?

C .
. &
IN NEGOTIATIONS . . . PR
. ¢ @
& o7 &
. the union uses pressure taCtics. .cevmeemerererereveres (1] [2] (31 (4] {5) [e] [7]]18]
. union and management share most infor- .
MAtion. ... eearbssanissabesnesseseeas avrsieassrerssssarnnranerasas [11 [2] [3] [4] [5] [s8] 17]118]
€. .. . management won't give in on anything unfess 7 , —
It 05 TOFCRO. .oiviisseeeesssrsrerreseresseacscsrsnsnsemserrsssrosasssanes (11 [2] (3] [4] [5] i6] (71}[8]
d. ... management makes concessions to aveid |
problems. ...... isesesesesteteeaestresrasrebensaisereresaensrsn et snine i1l (2} 131 14] [5] ©s] {7]}(8]
e. . . . union and management try to weaken each
- other’s position any way they €an. ....oocecens [1] {2} 3] [4] [5) [6] [7}({(8]
f. .. . the union won’t give in on anything unless
they are FOTEEU: .vvveoierrveeccommmerenseinisras ressnssrarssesenas [11 [2] (3] {4) [5) [6] {71]|(8]
g . .. union and management try to find creative .
SOIULIONS £G PrOBIEMS. ceeoveverercrerioreesesssnnessesnessssas {11 [21 3] [4} [51 [s] [71}(8]
h. . . . union and management try to help each other '
Whenever theY CAMNL .evecreveroeresrrsrescsssesssessesssessrasns [1} 121 131 14} I5] [e] [7]1]I8]
i. ... the union won't listen o new ideas. ... [11 {21 [31 (4] {51 (e} [71][8}
i. .. . bargining is tough bUt faif. ceeeoceeceerieeneseennns 111 121 [31 (4] [5] (61 [71]18]
k. ... both sides are willing to make concessions. ... [1} {21 131 [4] [5] [e] 17}|[8]
L. . . . management tries to understand the union’s _
PIODIBITIS, «oiereiecrcesecrrnsssresmensrsanssnsesssssssasensrsressnsessenar 1] {21 [3] [4] (5] el [71](8]
m. . .. the union is only willing to negotiate about
a few specific T55UES. ..weervirececvsessniniereens rencavesresenes {11 121 (31 [4] [5] [s] [71]18)
n. . .. upion and 'management are hostile toward .
230N OLhEL. ceviiveiieeeieeraresverremensrassttasesassssesssnst menarenas [ [2] 31 (4] (5] [6] [7])18]
0. . .. the union tries to understand management's
PIODICINIS.  aeorreniecercererenesseersstonnessssnssesresenssanesnesrseaseses (1] [21 13} (4] (5] [6] [71]18]




AGREE OR DISAGREE .

IN NEGOTIATIONS . . .

. . the union makes concessions to avoid
EFQUBER. wevverieeiiencsnemmserrannarsessannetsasarenstsenssvansnessesssnease

. management is only willing to negotiate about
a few specn“ c ISSUBS.  rvessesnassrersensernsannrsnsstonsssssnsnsss

. management won’t listen to new ideas. ..o
. tmanagement and ‘the union are willing to try

solutions which haven’t been tried before. ...

IN DEALING WITH GRIEVANCES . . .

. the upion s primériiy interested in supporting
S MEMDBETIS, iriinaimsmmimsincisesraeimam s

. management uses- pressure factics. ....c.ievsecevonmeens

.+~ union and management share all relevant
iNformation. .....ecoeooseereneremesenmenns eurapeaearaare

. . the union and management try to find a
fair SOIULION. iviinrrr s ssisrnertonrrersersseree e ses s banasans

. .Management. tﬂes to understand the other
SIHR. sirmsnsrsarssssssersnssesiosssianisisssssssss esnssasarinsasasnsesarsnse

IN GENERAL . . .

Y.

. the union can be trusted to live up to

itS AGrEBMENL. iviecrrseseensessusssmtrnsossassrasernsrssssnasisnissae

. when the union says something, management
can believe them. .o
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AGREE OR DISAGREE . . .

Ls]
. &
IN GENERAL . .. - AGQ o¢
& & 3
, ' _ ROV
- aa. . . . the union is reasonable when dealing with . 959 -

MANAZEIMENE.  1vevrerionrerecrmrenrsessemserassessmenemsemeeosseesmnens (11 {21 [31 [4]
bb. . . . management and the union both have a .

stake in the effectiveness of the organization. ... [1] [2] {3] [4] [5] [6] {7]|[8l
cc. . . . the union abuses its POWEN. .cvvveevevervneeenne 1] (2] [3] [4] [5] {6] [71][8]
dd. . . . the union tries to uphold the contract. .......... (11 [2] (31 [4] Is5] (6] [71]1[8]
ee. . . . the union has a positive view of manage- ‘ .

Mment. .eveeeees Sreveetesrenarear e rassat et net bbb st sasrennbabanes {17 121 (3] [4] [5] [e] {71}is]
ff. . . . the union trigs to interfere with the way _

the organization is run. ... e f1] 12] 137 [4] [s5F [se} [7]1]I8]
28. . . . the union interferes when management tries

to deal with problems. _...eoeeeeeioorsieeeeeereseeeeeeeene [1] [2} [31 [4} [5] 16] [7111{8]
hh. . . . the union tries to cooperate with manage- '

THENE. .evervvsvsusanecerssrtrenssrrmsnersssrassssassessassns ssassase W (17 2] 3] [4] [s} [e] [7][[8]
ii. ... the union deals openly with management. ......... [t} [2] [3] [4} [5] [6] [7]][8]
ji- .. . the union tries to solve problems with :

management outside of formal negotiations. ... [1] [2] [3] [4] (5] [6] [7]][8]
kk. . . . the union will give in to management ' _

when management is right. ...ococecvveveornn. eeerreanes 111 [2] 3] 4] [5] [8] [71}I8]
. . .. the union tries to restrict management’s : _

POWEL. ccvennass erieesasavasssasans smsatnsamamastaseenrarssbesarbussens [t} [21 [3] [4] {51 !e] [7]][8]
mm. . . . union and management try to find creative -

solutions to the Problems. .ecoeeresseeseeeeeenns (1] i2] (31 {4] (5] (el [71t[8]
nn. . . . the union uses pressure taclics to win

ETTEVANCES. croveereressrsererasessmsansrsssssrasssessesssesesasarsirensmsras [11 2] [31 [4] [5] (e} {7]](8]




C. ORGANIZATIONAL STRUCTURE

Michael Moch

Organizational structure refers to patterns of rélationships
betweeﬁ members 6f organizations or between organizatioﬁal suﬁunits.
For example, thé'structure of power in organizations is a relational
concept (Emeréon, 1962)., Tt has meaning when it is used to characterize
the relationshib‘setween two or more soclal actors. Organizational
structure consists of patterns of relationships between individual and
aggregate social éctors in organizations,

A great deal of effort has been directed toward discerning and
measuring the diﬁensions of organizational structure. Perhaps the
best known among these efforts are those of the Astoﬁ group (Pugh et al.,
1963, 1968, 1969) and Peter Blau (Blau, 1973; Blau and Schoenherr,
1971). PrbbLgms'of measurement involved in assessing‘structure have
been pointed up by Penningé {1973), Whilser (1967), Azumi and McMillan
(1973) and othéré; Scaling problems present other difficulties, even
when data have been gathered on many different yet compafable organiza-
tions (Mansfield,1973 ). The research outlined here represents an
attempt to theoretically define relevant structural dimensions and to
develop and test alternative measures of these dimensions. Whiler
this work builds upon the efforts of others, particularly that of the
Aston group and Jpﬁn Child (1973a, 1973b), its theoretical perspective
leads it into some.areas for wh;ch no documented measures have been

developed.

Theoretical Pergpective

Three dimensions of influence have been discussed in the litera-

ture. Becker and Gordon (1966), Perrow (1970), and Hickson et al. (1971)
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have focused upon the distribution of discretion or decision-making
influence acr&ss organizational subunits. Lawrence and Lorsch (1967)
and Pfeifer and Salancik (1974) alsc have investigatéd this dimension.
The Aston gréupr(Pugh et al., 1968, 1569) have focused upon what may be
termed the vertical locus of decisioﬁ making discretion and Blau (1973)
and Blau and Schoenherr (1971) and Child (1972) have followed suit.
Finally, Tannenbaum (1968) and Hage and Aiken (1967a, 1967b) and
'others have investigated the extent to which organi;ational membexs
participate in dgcision-making. These three dimensions do not exhaust
the types or forﬁs influence may take in organizationé; howevef, they
do provide a étérting point for the development of dimensions and mea-
sures of the decision-making structure of organizations,.

The focus of the current development effort has‘been;placed upon
discerning the decision-making structure of organizations. "Theoretical
considerations led to a determination of decision-makiﬁé influence or
discretion withiﬁ_pre-determined decision areas. Following theorists
such as Thompson (l967), Parscns (1956}, Becker and Gordon (1966) and
others, measures were developed to assess the patterns of influence
within three areas of activities: work activities, ;qordination
activities, an& resource-allocation activities (see Moch; Cammann,
and Cooke, 1973). Measures of these dimensions convérged and discrim-
inated between influence types. Moreover,ithey were differentially
related to a well-known dependent variable, employee satisfaction.
Measures also were developed to discern differences between actual,
formal, and expected influence within each of these dimenmsions. These

latter measures discriminated only for the work influence dimensionm,
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Measures of the vertical and horizontal distfiBufion of decision-
-making discfetién required the development of a face-to-face interview
schedule. The influence measures could be developéd within the con-
text of an empibfee questionnaire; measu%es of vertical and horizontal
discretion require the use of key informants. To measure these dimen-
sions, therefore,'two structured interviews were develépéd. One for
individuals whofére in a position to report on the déc?sipnmmaking
structure of‘the.organization'as a whole and another for people who
are the most informed about the workings of the departments of the or-
ganization of primary concern to the researcher. Items in.these
schedules refléét the same dimensions employed in the measures of
influence. 1In addition, items have been included to_éésess the locus
of discretion for reso1ving inter-departmental dispdfes and for managing
interdependencies getween departments.

While the théoretical perspective focuses upon decision-making
structure, cother structural dimensions have been included in the inter-
view schedule. Selection of dimensions was determined by:‘l) the
frequency withrwﬁich the dimension has been employed in the literature
énd 2) the likelihood that the dimensions would prediét the decision-
-making structufe of the organization. Standard dimensions included
are specializétioﬁ, task and functional differentiation? standardization
and fofmaiizafion. In addition, three categories of items have been
included which promise to predict to the decision-mékihg structure of
organization; First, items assessing the nature of the tasks performed,
such as the analyzability of search procedures and the frequencies with

which non-routine or unexpected events occur (Perrow, 1967; Litwak, 1961)
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have been included., Second, task-related inter-unit interdependencies
are measured both from the perspective of the organizational sub-unit
and the organization as a whole (Thompson, 1967), Finélly, the nature
of environmental interdependencies havé been measured using a series of
items designed to assess thé extent and frequencies éf these interdepen-
dencies (Emerv and Trist,1965 ; Lawrence and L;rsch, 1967; Terreberry,
1968). o
The Method

The questionnaire items generally will be applied to all members
of the organization. The application’of thé interview-séheduie,'how-
ever, requires careful selection of informed respondents. To facilitate
assessment of data qualiﬁy, it is recommended that thefin#erview de-
signed for those who have knowledge of the workings of'tﬂe‘entire orgdni-
zation be appliea to the three individuals most informed about sucﬁ
things. Usually, these people are the chief executive officer and éwo
assistants. The department informant interview generaiiy will be given
to the three most informed members of each department selected for
study. To facilitate comparability across organizations, it is important

to select departments whose heads report directly to the chief executive

officer of the organization. -

Instrument Development

The intefview schedules have been developed using schedules
developed by others and employing'the theoretical perspective outlined
above. For such an instrument to be maximally usefui, havever, it will
be important to expand the number of dimensions meaéﬁred and to rigor-

ously assess the measures currently incorporated into the instrument.



€.5
Data currently‘havé Been:gathered in one organization andrtwo additional
applications of the schedules are now anticipated. The work of -
assessing_the dafq and measures obtained has just begun; - 0f course, once
the data have bééﬁ-gatheredlon a sufficient number of organizations
andhdepartmenpé:-the concern will focus upon scale construction. This
effort clearly requires that the ‘schedules be aéplied‘to many organiza-
tions, and thiéfmakes it essential that the instrumeﬁts‘have appeal to
many different-tyfes of researchers. We are interestedlin responding
to suggestions for revision and alteration. \Eventually; we hope to
have measures of structural variables for.organizations‘which will be
verified and can ﬁe employed with confidence. Such measures will be
particularly useful when hsed in conjunction with those currently being
developed'for‘bther phases of the Michigan Assessment of Organizations

Program.
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. MICHIGAN ASSESSMENT OF ORGANIZATIONS: EXECUTIVE INTERVIEW

SURVEY - .
RESEARCH SURVEY RESEARCH CENTER
CENTER - INSTITUTE FOR SOCIAL RESEARCH

UNIVERSITY OF MICHIGAN
ANN ARBOR, MICHIGAN 48106 .

1. Interviewer name

2.- Organization

3.  Division/Branch

4. -Date

5. Length of Interview : minutes

6. ' Respondent name or I.D.#

INTRODUCTION

Good morning (afternoon), my name is . I am from
the Institute for Social Research at The University of Michigan, and
we are talking to people in your Division in order to find out more
about how it operates. has agreed to cooperate with us and we
have the support of - , and .. We are assessing the im-
pact of changes currently being made in the Division and are
Iinterested in - for comparison purposes. As you prohably know,

ISR has spent a good deal of time getting information from question-
naires which many people in the Division have been kind enough to
fill out. Some things, however, just can't be put in a questionnaire.
In oxder to find out about these things, we need to talk to key people
and go ‘into some things in more depth than is possible using a ques-
tionnaire. We have learned that it takes a little over an hour to.
gét‘the kind of information we need. If we hold pretty much to the

INSTITUTE FOR Hestd - . 1 PN
SOCIAL RESEARCH gquestions I have, it should not take longexr than this. Shall we beginz

THE UNIVERSITY
OF MICHIGAN

ANN ARBOR,
MICHIGAN 48108




TIME NOW:

o1.

I have a list of things that might be done by specialists in the Division. Some of them (e.q.,
sales) might not be appropriate for your Division, since you may never have need for such specialists.
I will read the list one at a time. For each activity, would you note first, if there are people

in your division who specialize in such activities; second, if there are such people, how many there
are; and third, if there are no such specialists, whether your Division might ever have a need for
any. Finally, I would like to know whether there is anyone outside the pivision who ‘performs these
‘actiVLtles for the Division. There are a lot of different questlons here, so let's take them one

at a time. : -

\Interviewer Note:; If there is a specialist for an activity, go to column 3 and then column 4. If there

is not a specialist for an activity, go to column 2 and then if there could be such a
specialist, go to column 4; otherwise go on to the next specialized activity.

I IT ITY Iv
' Is there anyone in
. Could there ever hut outside the
Is there a be a specialist division who performs
specialist for for this function How many these activities for
Specialized Activity ‘ this function? your division? are. there? the division?
YES NO - YES NO YES NO YES NO
1. Public relations and
advertising ‘
2, BSales , . — N
3. Sefbicing the products
produced by the division — —_—
4. Transporting resources
from place to place S ———— — —
5., Hiring/firing — —



=4

1 Ir III " A

Is there anyoﬁe in
but outside the

Could there. ever
division who performs

Is there a be a specialist

development

specialist for for this function How many these activities for
Specialized Activity this function? your division? are there? the division?
YES NO YES NO YES NO YES NO
6. Training ' ’
7. Employee welfare‘(e-g.; _ o T‘J o Co
health plan administration) . . L - L o
8. Security
9. Resource acquisition
{usually purchasing)
10. 1Inventory administration
11l. Maintenance {buildings
and eguipment) ' _
12. Accounting (fiscal
control) N —_— _ _ — - - -
13. Monitoring and control
- of workflow ' - — \
14. Inspection and quality
control ) N — — —_—
15, Technical innovation — —
16, Product research and



Specialized Activity

17,

18,

14.

Administrative innovation
and change

Legal problems

Market research

Is thers a

specialist for
this function?

YES

NO

IX

Gould there ever
be a gpecialist
for this function
your division?

YES NO

IIT

How many
are there?

YES NO

Iv

Is there anyone in.

but outside the
division who performs
these activities for
the division?

YES NC
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10.
11.

12,

03.

Some departments'inr0rganizations engage mostly in activities which are well-

specified in advancé}'
along.

Other departments work out their procedures as they go
Here is a.list of the twelve branches in the

Division. Please

rate each branch on the basis of the extent to which the work they do is well-

specified in advance.

Branch;..

Architectural Design Branch

CQivil Enginéering'&'nésign Branch

'Electrical Engineé;ing & Design Branch

Mechanical Engineefing & De$ign Branch
Civil Engineering ngﬁch
Electrical Engineeﬁing_Branch
Mechanical Engineé?iﬁg Branch
Design ?ioject

Dasigﬂlproject
Plant Additions Dgéign Project

‘ --Design Project

Inspection & Testing. Branch

Some departments in organizations work within clearly established time schedules.

Extent to Which the Work of the Branch

is Well-Specified in Advance

1 21 31 (41 51 (61 (7]
1] [21 131 (41 (51 [6] (7}
{1} (21 [3} 1lI41 ({57 (el 7}
{1l 21 [31 141 (51 [fel (7]
11 [21 (31 [4] I51 (6] I[7]
[1] [21 (31 4] (51 (61 (7]
@1 21 B (41 I51 (6] (7]
(11 (2] {31 (41 (51 (6] (7
[ 21 31 fal [5) fel (7]
11 (2] 131 [41 (5] (6] [7]
[11 f21 (31 (41 5] 61 I[7]

(11 21 (31 1[41 151 1is1 [71

In other departments it is not possible to estimate how long their work will

take, and they, therefore, do not work within established time schedules.
is another list of the twelve branches in the

Here
Please rate each

. Division.

branch on the basis of the extent to which they work within clearly established

time schedules.
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11.

)

Branch

Architectural Désign Branch

Civil Engineering & Design Branch
Electrical Engineering & Design Branéh
Mechnaical Engineering & Design Branch
Civil Engineering Branch

Electrical Engineering. Branch

‘Mechanical Engineering Branch

Design Project
Design Project
Plant additions Design Project
Baf‘?esign ?roject

Inspection & Testing Branch

The next two questions deal with interdependencies between branches of the

Extent to Which the Branch Works

Within Clearly Established Time Schedules

1]
(1]
[1]
[1]
[13
[1]
[1
[1]
[1]
[1]

[1]

(21
{21
[2]
(2]
[2]
[2}
i21

(2}

f21
2]

[2}

(31
(31

31 -

[31
{3]
{31

31

[31

[31
(31
(31

{31-

2
é‘-&
c?&
3
{41 (5]
{41 {5l
[41 5}
41 5]
141 5]
4] (5]
[41 [5]
141 5]

i41 (5]
[41 [5]
[41 (51

141 5]

[6]
(6]
[6}
(61
6]
{6}
el
[e]
{6}
(6l
{6l

[6]

L@:
Q’k
v
&
&
&
_{v
<
/\O
(71
(71
[71
(7]
(71

" pDivision. Some departments in organizations may be very dependent upon

others for the performance of their tasks.
position to do their job regardless of what happens in other departments.
Branch on the basis of the extent to which it is

Would you rate each

dependent upon each other branch in order to do its job?

RESPONDENT & CARD)

Other departments may be in a

(INTERVIEWER HANDS



The Extent t¢ Which Branch X is Dependent Upon Branch ¥

(L = not at all; 4 = moderaltely; 7 = to a very great extent)

 BRANCH Y.
T
* &
& &
-{5" és"" é‘e q?@ .S:;" -\‘(g.
& & & & & &
5 "\&PF Qré? & <« ° F @3 -s"& ¢°§ &éé‘
_ g éﬁ"&q,‘?? é}‘o & & é & d}«, o
i L . Ry < 8 X
BRANGH X * & 5’ S Q,,é* & & & .\qfeo §<? &
I — ¥ ol o ¥ & & ¥
. Architectural Design Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567
. Civil Engineering‘& Design . _
Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567
. Electrical Engineering &
Design Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567
. Mechanical Engineering & S . .
Design Branch T 1234567 1234567 1234567 1234567 1234567 1234567 1234567
. Civil Engineering Branch 1234567 1234567 12343567 1234567 1234567 1234567 1234561
. Electrical Engineering Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567
. Mechanical Engineering Branch 12345687 1234567 1234567 1234567 —1234567 1234567 1234567
Design Project 1234567 1234567 1234567 1334567 1234567 1234567 1234567



TIME NOW:

06.

o7,

g8.

Sometimes managers of organizations face problems which come from outside the
organization. Other times, the problems they face have to do with what goes

on within their organizations. What are the three most difficult recurring pro-
plems your Division faces which come from within -the Division?

How often do these problems cccur?

1. ' year/month/week
2, lr _year/month/week
3. ' o - year/month/week

Sometimes the causes of problems can be determined easily, but it is still very
difficult to find solutions. Other times, it is difficult to find the cause

of a problem, even though the solutions are easy once the cause is found, 7Please
rate how easy it is to find the cause for (problem #1 above) and then rate how eas
it is to find a solution for it once the cause has been found. {INTERVIEWER HAND
RESPONDENT CARD) * '

(Interviewer will record responses below after terminatign of the interview.)

>
)
* i
2 & & v
< A I
A ot & T
- ~ & ~ &
& A & My
Problem #1 & & F &
: & N ~ Al
| § § & g
1. Ease of determining the “ ¥ & 3
cause of the problem 11} I2} [31 41 s} 1Iel 1I71 N/a

2. Ease of finding é-solution
once the cause has been _ : !
determined : Iy Iz21 [31 I43 I51 161 (7} w/a



09.

Q10.

Q11.

Please rate how eaéy-it is to find the cause for ﬁproblem #2 above) and then rate
how easy it is to find a solution for it once the cause has been found., (Response
categories are on card interviewer has handed to rxespondent)

-
N
A &
Y & &
& 5 S
. & &.:V é‘}l \}Q
Problem #2 S ’ ég- & ¢§
| & - $ & &
1. Ease of determining the « ¥ <
cause of the problem [11 [2} (31 141 51 1Ie1 7] n/A
2. - Ease of finding a solution
once the cause has been .
determined = [1}. I21 [31 4] 51 [e] [7] n/A

Please rate how easy it is to find the cause for (problem #3 above) and then rate
how easy it is to find a solution for it once the cause has been found. (Response
categories are on card interviewer has handed to respondent.)

Ny
a 3
5 F -'ef‘&
& N &
A A < &
Lo A
& A y £
Problem 43 & & & &
‘ & Q & X
- ¥ S A N
1. Ease of determining the A él " , « L
cause of the problem . [r1 {21 {37 141 I5) I8} [71 N/A
2. Ease of finding a solution
once the cause has bsen
determined o ir] 12y (31 14} 51 ({el {71 ™/

R F
Thank you. These concerns were limited to problems the branch faces which
occur within the branch. What are the three most difficult and recurring
problems the branch faces which come from ocutside the branch?




013.

How often do these problems occur?

1. /vear/month/day
2. _ /year/month/day
3. : : /yeaxr /month/day

Sometimes the causes of problems can be determined easily, but it is very difficu
to find solutions to these causes. Other times, it is difficult to find the caus
of a problem, even though the sclutions are easy once the cause is found. Please
¥ate how easy it is to find the cause for (problem #1 above) and then rate how =a
it is to find a solution for it once the cause has been found, (INTERVIEWER HAND

‘RESPONDENT CARD)

(Interviewer will record responses below after termination of the interview.)

'
N
>y & ,f?‘"
A A N Q
' & & Y &
Problem #1 & v & N
- ' & & & A
' ' o o F 9
1. Ease of determining the w ¥ © <

cause of the problem il (21 I31 I41 I53 el - {71 WN/A

2. Ease of finding a solution
. once the cause has been : _
determined g R {11 {21 31 1[4 (51 [e]l [71 n/a

"



Q14. Pleése rate how égsy it is to find the cause for (problem #2 above) and then rate

how easy it is to find a solution for it gnce the cauvse has been found,

categoties are on card interviewer has handed to respondent)

Problem #2

1. Ease of determining the
cause of the problem

2. Ease of finding a solution
once the cause has been
detexrmined

A
&
n
&’
&
&Q'
(;’\‘ A
{11 121 (3]
i1} [21 i3]

f41  [5]1 .

{Response
A
d
& & N4
A s 3
& < £
Y & o
& g 3
) A?" A
&) 5)
&S & =

fel {71 N/A

015. Please. rate how easy it is to find thé cause for (problem #3 above} and then rate

" how easy it is to~find a solution for it once the cause has been found.

categories are on card interviewer has handed to respondent) .

Problem #3

1. Ease of determining the
cause of the problem

2. Ease of finding'a solution

once the cause has been
determined

TIME NOW:

A
g
S
Y
F
&
&
(1] 121 [3}
(11 [21  [3]

{Respons:
A,
A 3
& L
«F & &
=7
N —~ &P
~ < -
& ¥ &
~
& & &
G g ¢
Ay
Q L A
%) A Ky
- el =

41 53 [el [71 w/a



glé.

An important issue in organizatigns involves who "has a say" in decisions which
affect the organization, You have been kind enough to provide us with a set of
six problems facing your bivision. three which come from outside the Division
and three which are internal to . Here is a-list of the twelve branches in
DED. - Keeping in mind the three problems which are internal to .- please rate
the extent to which the Branch Manager or Assistant Branch Manager qf eacn
Branch "has a say” in decisions about how to deal with these sorts of problems.
=

The Extent to Which the Branch Manager or
Assistant Branch Manager "has a say"™ in
How {0 Deal with Problems Which are

Bar Design Project (11 [2} [3)] [41 [51 (&} [7]

12.  Inspection & Testing Branch [11 [21 [3]1 141 [5}F [Ie]l ({7]

Branchr _ ‘ Internal to

< .

> &

& £

£

& <
& &
& & -
¥ & <&
¥ ;? éﬁ
. . £ P c A
1. architectural Design _Branch [1] {21} (3} (41 (51 [e} [7]
2. Civil Engineering & Design Branch (11 [2} 31 (41 1I51 [6} (7}
3. Electrical Engineering & Design Branch . [1] [2] [3] [4] (51 [6] 17]
4. Mechanical Engineering & Design Branch [1] [2] 31} 141 [5} (el [7]
5. Civil Engineering Branch 11 [21 (3] -f4] (51 {6} (7]
6. Electrical Engineering Branch _ f11 [27 [31 ({4} (51 (8] (71
7. Mechanical Engineering Branch 11 21 (3} té] [5} [e] [N
8. Design Project [11 [2] {31 [4] [51 (6} (7}
9, Design Project {11 12} {31 [a41 [51 (e} ({71
10. Plant Additions Design Project f11 [2] [31 1[41 [51 161 (7]
11.



Q17. Here is another list of the Branches in . This time, keeping in mind the
three prq?lems you mentioned which come from outside , please rate the
extent to- which the Branch Manager or Assistant Branch Manager of each branch
"has a say" in decisions about how to deal with these sorts of problems.

The Extent to Which the Branch Manager or
Assistant Branch Manager "has a say" in
How to Deal with Problems Which are

Branch . Outside
A
& &
& &
& o,
& ¥
A o
~ Q?- &
Al N~ &
R - ~

, L , L &

1. Architectural Design Branch [11. [21 {31 141 ({51 161 1[7]

2. C(Civil Engineering &:ﬁesién Branch [11  [21 (3] ‘[4]. (51 (61 I[7]

3. Electrical Engineeriﬁg'&,Design Branch {11 [21 [31 (41 [51 |I[s6} (7]

4. Mechanical Engineering ‘& Design Branch {11 {21 3] [4} [51 [e] 171

5. Civil Engineering Brénch‘ [17 {21 31 (41 (51 [el ({7}

6. Electrical Engineering Branch [(11. [21 (31 (41 [51 161 I[7}

7. Mechanical Engineering Branch [1]. (21 [3] (4] (51 (61 7]

8. Design Project (11 [21 131 (4l (51 16l (7]

9. Design Project {11 [21 31 [4) ({5} (el (7]

10. Plant AdditionsvDesign:Project {11 (21 (3) (41 (51 [e1 [7]
11. ‘Design Project (11 121 31 (41 (51 161 (7]
12. Inspection & Testing Branch (1} (21 (31 (4} (51 {61 (71



018,

Here is a list of different types of decisions, Please rate the extent to which each of the different types
of people "have a say' in making these decisions in the ~ r Division. (where 1l = not at all; 4 = to a moder-
ate extent; and 7 = to a very great extent)

Extent to which each of the pecple below "have a say" in making each of the
listed decision types. (1 = not at all; 4 = to a moderate extent; and 7 =
to a very great extent)

Other Branch

Division Director - Branch Chief = Personnal Below
o , or Asgistant  ° or Assistant Section the Level of
Decision Types Division Director Branch Chief Supervisors Section Supervisor
Decisions about how pecple in
‘the Division do their work. ’ 12345067 1234567 12345¢67 123456

Decisions about scheduling
work activities in the ,
Division : 1234567 ‘ 1234567 12 3_4 567 l12345%¢6

Decisions about hiring people

_in the Division 1234567 12345867 1234567 123456

Decisions about pay raises
for the Division personnel 123456867 123456867 12345867 1 2345¢%6

Decisions about changing how
people do thelr work in the

Division : 1234567 1234567 1234567 12345°%

Decisions about what people

should do when something

unexpected ‘happens in the -

Divigion 1234567 12345867 12345867 12345686




10.

1I.

12,

13,

14.

Decisicn Types

Decisions abcout how to settle

disagreements between -people in’

the Division

Decisions about firing people
in the piviszion

Decisions about what should be

dene when somecone in the
- Division isn't doing their job.

Decisions about promeoting
people in the Division.

Decisions about how work—
related problems are solved
in the bivision.

Decisions about how work will
be divided up among people in
the Division

Decisions about what should
be done when people in the
Division don't get what they
need to do their work.

Decisions about what people
in the Division do day“vto day

Decisions about when people in
the Division take time off

Extent to which each of the peopie below "have a say' in making each of the
listed decision types. (1 = not at all; 4 = to a moderate extent; and 7 =

to a very great extent)

" Division Director Branch Chief
or Assistant or Assistant
Division Director Branch Chief
1234567 1234567
1234567 1 23465¢6°7
1234567 123456867
123456867 l2345¢67
123454867 12345867

1 2345467 12345867
123450867 1 234567

1 2345+¢867 l12345¢67

Other Branch
. Personnel Below

Section the Leval of
Supervisors Section Supervisor
L2345¢67 123456867
l 234567 1234567
1234567 1234567
1234567 12345867
1L 23456867 1 2345¢867
l2345867 1l 2345867

234567 1 2345¢67
1 2345467 1l 234567
1 234567 1234567



019.

There are many ways managers of organizations go about making sure that things
are going well in the various departments of their organization.
list of the different approaches managers may take.
basis of the extent to which they are used in the

Here is a
Please rate them on the
bivision to make sure that

things are going well in the various branchss.

Activity

Meetings of all branch personnel,
exclnding secretaries and clerigals

Progress reports by Branch Chiefs
or Assistant Branch Chiefs to Division

Director ox Assistaht Division Director .

Meetings between Branch Chiefs or
Assistant Branch Chiefs and the Division
Director or Assigtant Division Director

Accounting of expenditures within
the Division o

Projecting expenditures for future
projects within the Division

Evaluation of Divisidn personnel
Taking inventories

Qualitj confrol

Determining whether the Division is

"on-schedule” for work that has to
be done ;

TIME NOW:

Extent to Which Activity is Governed by
Rules and Regulations

[11 (21 (31 [&1 (51 (61 |

1) [2] [31 [4] {51 (6] [71 w/A

[11 [21 (31 141 (51 (6] (7] wa

11 21 13} [a1 [5) (6] (71 w/a

(11 [2] -[3] (4] IS (6] (7] wn/A

[1} (21 (31 [41 [5! (61 [71 N/A
[1]1 [21 {31 (4] (5] [6] (7] N/A
11 21 (31 (41 (51 (el (71 w/a

(1] [2] (31 [41 (51 (6] [71 /A



Interviewer note:

sheet., This will be needed for his subsequent response to the next question.

Take next handout sheet and record respondents answer to next question right on the

020.

1G,

One of the problems many organizations face is that they don't contrel many of the things they are
dependent upon, such as other organizations. What other organizaticns, or other divisions within
; is the . Division directly dependent on fox performlng its tasks?

-ANSWERS OW HANDOUT) Here is a llSt of your answers. Please rate the extent to whlch the

{INTERVIEWER WILL RECORD

is directly dependent upon these. other organlzatlons or . lelSlonS, and then rate. the extent to Whlch

each of these is directly dependent upon the Division.

Extent to Which is
Dependent Upon This

Organizations/Divisions Organization/Division

A,
& é;.
N & K
Al Q
A o A S
Al F & N
OA' N v &
F L& L x

[1} [2] 131 [41 (s8] [e] (7]

[11 [2] 13] (41 [5) [6] (7]

111 [21 (31 (4] (5] [6] 7]

(11 [2] [3] (4] (5] [6} [7]

(1] 2] 3] [4) [51 [e} [7]

: ' {11 [2] [3] [4] (5] (&) (7]

(1} [2} {3]) [4) 5] [el [7]

(11 [2) [3} {4} (5] [el {7]-

[11 (2} {31 [4] (5] [e] {7}

Extent to Which This

Organization/Division
is Dependent Upon

[2]
2]
(2]
(2]
(2]
2]

(21

{31

{31

{33

[3]
(3]
[3]
(3]

131

(3]

[5]

{8l

[6]

(6]
{6]
{6]
[6]
[6]

(6]

[7]
(73
{71
(71
(7]

(71



When an organization is dependent upon other organizations in order to do its

021.
iob, an important issue involwves who plays important roles in dealing with
*hese other organizations. Here is a list of different types of people in the
Division. Please rate the extent to which each one, in general, plays an
important role in dealing with other organizations or divisions upon which
the Division iz dependent. :
Extent to Which this Individual Plays
an Important Role in Dealing With
Organizations or Other Divisions
Upon Which the is Dependent
| £ ‘
& &
& A
v
& &
¥ ©
> <& A
&Y & &
v - -
& v &
. e . . . < & R
1. Division Director or Assistant o
Division Director 31 (23 31 14} 15} [el 171
2. Branch Chiefs or Asgistant
Branch Chiefs : (11 [21 (31 {41 ({51 [&1 (71
3. Section Supervisors [11 21 (3F 141 51 (e} (7]
4. Other Personnel below the
level of Section Supervisor 21 [23 (31 (41 [s} el (71
TIME NGW:
D22. The last question I have deals with the role the varioﬁs'Branch Chiefs or

Assistant Branch Chiefs play, if any, in dealing with other organizations or
Divisions upon which. the is dependent. Here is another list of the various
twelve branches. Please rate the extent to which their Branch Chiefs or
Assistant Branch Chiefs, in general, play an important role in dealing with
other organizations or divisions upon which the Division is dependent.



lo.

1.

12.

Branch

Architectural Design:é;anch
Civil Engineering &‘besign Branch
Electrical Engineezingr& Design Branch
Mechanical Engineeriﬁg-& Design Branch
Civil Engineering RBranch
Elgctrical EngineeringrBranch
Mechanical Enéineerigg”Branch
Prﬁject

Project
Plant Additions Design Project

Degsign Project

Inspection & Testing Aranch

Extent to Which the Branch Chiefs or
Assistant Branch Chiefs Play an
Important Role in Dealing with Other

Organizations Upon Which the

1}
lill
1]
(1]
11
(11
[1]
I1}

[1}]

Division is Dependent

(2]
2]
[2]
2}
[2]
{2]
£21]
[2]
[2]
[2]

A

[3]
(31
(3]
(3]
3]
£3]
(3]
(3]
£33
{31
(3]
(3]

&
&
&
&
&
c§;¢
@
A4
&O

[4] (51 I8}
[4] (5] I[8&}
{41 [51 18}
[41 [5] (6l
{43 [5] 'i6l
[41 [5] [6]
[41 .i51 [6]}
{41 i51 [6]
f41 {51 1Iel
[41 [51 [6]
[4] i5] [6]
{41 151 6}

{71
[71
[7]
[71
{71
[73
{71
[73
L7}
{71

£73

These are all the questions I have. I appreciate the time you were willing to spend
with us. : '



D. STRUCTURED JOB OBSERVATION GUIDE

David A. Nadler

G. Douglas Jenkins, Jr.

In many organizations, an important issue in organizational
inﬁerventién is the design of the tasks, roles, or jobs which individuals
hold. Recently} mény organizationrdeveloPment efforts have been
targeted at the ﬁature of work throﬁgh~programs of "job enrichment™,
"job eniargemént";,or job redesign.

The reseé;éh related to jobs in organizational settings has focused
on identifying psychological dimensions of jobs Which relate to various’
outcbmeé, such'aé satisfaction, moetivation, or job‘performahce. Major
advances in this area have been achieved through the work of Rice (1958)
Davis (1957), Turner & Lawrence (1965), Hackman & Lawler (1971), and
Hackmaﬁ & Oldham (1975). This research ﬁas identified a mumber of
key job dimensions aund resultant psychological states.

- A ﬁajor problem, however, in researching the effects of changes
in jobs has Eeen torfind ways of measuring these job dimensioiis. Most
of the resea;ch‘has relied solely on self-reports of job helders. While
these have been adequate for the‘research to date, self reports have a
number of major limitations. First, there are many sources of bias and/or
unreliability in self-report measures. These have been noted (Webb,
Campbell, Schwartz, &ASechreét_, 1966) as part of the general case for
the use of multiple methods in measurement. Second, the sole reliance
on self-report meésures is particularly problematic in the measurement

of change in organizations. In the measurement of job characteristics,



D.2

for example, it_is difficult to dete;mine whether changes in reported

job characteristics at a time two measurement point really represent
changes in the objective nature of the work, or whether changes represent
spillover from a general "halo effecf"rresulting from changes in other
parts of the work environment.

Thus, there was a need for an alternative metﬂod of measuring the
nature of jobs. 8Some of the measurement literature suggested structured
observation as an appropriate method (Heyns & Lippitt, 1954; Heyns &
Zander, 1953; Weick, 1968). A structured obseifvation guide was developed
in 1972 as a first attempt to test out the effectivengss of this approach.

The first observation experiment was conducted as part of a larger
study of work roles and employee attitudes and behavior by the Survey
Research Center. Approximately 750 workers in 5 different organizations
were cbserved using the standardized observation guide. Those same
workers also ﬁent_through a two hour structured interview covering many
of the same variables. A group of 36 ”non;professional" (undergraduates
and first year graduate students) obse?vers Were‘traiqed for two days. |
Tne training program had observers rated several video-taped jobs, using
the job observation guide, and then had them receive feedback on their
ratings. The observers then observed the subjects in one-hour time blocks.
Each subject ﬁas.observed at least twice, with each observation being
conducted by a different oﬁserver.

Analyses of'the results of this study centered on assessing the
stability (repeatability), internal comsistency, and across-methods
coﬁvergence of fhe measure. The results of these analyses along with
a more detailed description of the development of the instrument are
reported in Jenkins, Nadler, Lawler, & Cammann (1975). .The results

generally indicéted high levels of stability ahd internal consistency,



but only mode;éte levels of convergence hetween obsérved and self reported
job characteristics.

Based on:the results of the filrst study, changes were made in the
observation insfrument and the training procedure. Currently, a second
observation study is underway, aimed at asséssing the effectiveness of
the new instrqmen; and training.

The instrument that is attached here is thHe second version of the
observation guide. It is designed to Be used by trained observers in

a variety of different situations.
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- SCALES: STRUCTUREDR JOB OBSERVATIONS

The following is a list of the scales for the structured job
observation guide. Fach scale is listed along with the item
numbers from the guide as included here. Item numbers are the last
three digits of rhe keypunch codes, listed to the right of each
item on the actual instrument.

Scale | Item numbers
Variety . 142, 15?, 168
Autonomy 143, 161,162,167,169,177
Task completion 144,175
Task impact 145,159
Task feedback ‘ 146,156
Required skills & abilities . 147,148,158,165
Required interdependence 1495164,166‘
Required effort | 160,163
Uncertainty 150,171,176,178
Conf}icting demands 170,172
Meaningfulness 7 173
Interaction patterns 151-155
Resources ' 129,130,131,132,133,174
Comfort ' 125.,134

Complexity of work with people 135-141



SURVEY RESEARCH CENTER
INSTITUTE FOR SOCIAL RESEARCH
THE UNIVERSITY OF MICHIGAN
ANN ARBOR, MICHIGAN 48106

ON-THE-J0OB OBSERVATION GUIDE

Study Number: 101:01-03
Observation Number: | | ©101:04

Deck Mumber: | o 1QT:05—07
Respondent Number: | o 101:08-14
Observer Number': - 101:15-16
Starting Time of Observation: 101:17-20

(Use Military Time, e.g., 1 p.m. = 1300)

Introduction

This booklet is provided as a guide and data recording form for the
standardized observation of job characteristics. It is designed to be used
by observers who have been trained in its use. The guide is set up in the
same ovder as the different timed phases of the observation. For each part
of the observation guide, read the instructions and provide the appropriate
information. :

- The major parts of the observation guide are as follows:

Part Activity Time Allotted for Each Part
' ' Minimum ' Max imum
I Introducing yourself to the indi-
vidual being observed and orienting ,
yourseif to the job. 5 minutes 15 minutes)
11 Generé] observation 15 minutes 45 minutes
111 Structured abserVationlpf the job ———— 15 minutes
v Rating the job - 15 minutes
V, Administrative information e -—
VI Ediging (to be done away from the
job —— —




USE THIS SPACE FOR NOTES



Part I. Introducﬁhg yourself to the individual being observed and
orienting yourself to the job. (5 - 15 minutes)

OBSERVERS SHOULD BE WEARING THEIR SRC ID BADGES AS THEY i
BEGIN OBSERVATIONS. THE INDIVIDUAL WILL NORMALLY HAVE
BEEN NOTIFIED AHEAD OF TIME THAT HE/SHE IS GOING TO BE
OBSERVED.

HAVING LOCATED THE’ EMPLOYEE; WAIT UNTIL A LOGICAL BREAK
POINT IN THE EMPLOYEE'S WORK AND INTRODUCE YOURSELF.

IN YOUR OWN WORDS, YOU SHOULD CONVEY THE FOLLOWING INFOR-
MATION. ‘ ' ' :

1. Your name and SRC/UM affiliation,
2. What the study is.
Reminder of the previous interview.

Stressing of confideqtiality and anonymity.

+ w
. L[]

Brief explanation of what you will be doing.
Emphasizing that employee should continue with normal behavior.

Identify supervisor and co-workers.

oo ~J (=3} (&5}
2 I a »

Warning of pbésib]e interruption in 5-10 minutes.

- L

AFTER HAVING ORIENTED YOURSELF TO THE JOB, YOU MAY ASK THE
EMPLOYEE ONE OR TWO QUESTIONS TO CLARIFY WHAT YOU ARE
OBSERVING., IN MOST CASES THERE SHOULD BE NO NEED TO ASK
ANY QUESTIONS. QUESTIONS SHOULD BE ASKED ONLY {N CASES
WHERE IT IS UNCLEAR WHAT THE EMPLOYEE 1S DOING (FOR EXAMPLE,
IF EMPLOYEE IS WORKING ON A MATERIAL OR OBJECT OR WITH A
MACHINE THAT IS UNINTERPRETABLE BY THE OBSERVER. REMEMBER,
THIS IS NOT AN INTERVIEW. ONLY ASK THOSE QUESTIONS THAT ARE
ABSOLUTELY ESSENTIAL TO UNDERSTANDING WHAT THE EMPLOYEE IS
DOING.,




Part 11. General observation (15 - 45 minutes)

THIS PERIOD SHOULD BE SPENT OBSERVING THE WORKER AND THE
JOB TO GET A FEEL FOR THE GENERAL CHARACTERISTICS OF THE
JOB AND THE SPECIFIC DEMANDS AND OPPORTUNITIES IT PROVIDES
FOR THE WORKER, THE PURPOSE OF THIS PERIOD IS TO GET A
GENERAL ORIENTATION TO THE JOB BEFORE MOVING ON TO THE MORE
STRUCTURED OBSERVATION AND RATING TASKS.

THIS GENERAL OBSERVATION PERIOD WILL VARY IN LENGTH
DEPENDING ON THE TYPE OF JOB BEING OBSERVED. THE PERIOD

SHOULD BE NO LESS THAN 15 MINUTES AND NO MORE THAN 45 MINUTES :

Part III. - Structured Watching

A. AFTER OBSERVING THE %OB FOR WHAT YOU JUDGE TO BE AN ADEQUATE |
PERIOD (MINIMUM OF 15 MINUTES), ANSWER EACH OF THE FOLLOWING
~ QUESTIONS, WRITING IN THE APPROPRIATE INFORMATION, :

1. Does the employee repeat any activity or group of activities during
the normal course of his/her work (are there any identifiable cycles)?

[1] YEs [2] NO (if no, skip to next question and mark
a to d "NA") 101:21

a. Describe the largest identifiable and repeated cycle.

b. Describe the identifiable sub-parts of the largest cycle.



c. What 1s the approximate length in time of the largest cycle?
Time | |

d. How "reguiar" are the cycles? Describe to what extent they
vary in length, type of activities done, sequence of activities,
etc. '

What too1s;'machinery, or pieces of equipment does the employee work
with during the noymal course of his/her work activities? |

Does the.employee's normal work involve working with automatic
machines or equipment? (exclude hand tools or hand held power
equipment, e.g., hand held drills, electric screwdrivers, etc.)

{11 YES [2] NO (if no, skip to next question and mark
. a to d "NAM) 101 :22

a. Does the pace of the employee's work activities appear to be
controlled or constrained by the equipment he/she is working
with? If so, how?



b. How much controcl does the employee seem to have over the
activities of the machines or equipment he/she works w1th?
Give examples.

Does the emp]oyee‘s normal work involve working with or on some type of
material or object -- where a central part of the employee's job
involves moving, working on, or is some way changing the material

" or object?

[11 YES [2] NO (if no, skip to next question and mark -
atoc "NA") , 101:24

a. From.Where does the employee get his/her "raw materjals"
{materials or objects to be worked on)?

b. What does the employee actually do with the material or object
(what is the transformation process)?

c. When the employee finishes working on the material or object,
where does i1t go or where dces he/she take it?

Does the employee's normal work involve dealing with other people
for work related purposes?

[11 YES [2] NO (if yes, how many in a specified time period 101:25
, and in general what types of people)



_street)? "List the skills

What kinds of skills or learning appear to be necessary to perform
the job adequately? (skiils above and beyond what the average
high school graduate could be expected to have coming in off the

~

Does the employee relate to, refer to, depend on, or work from any
oral or written instructions during the normal course of his/her
work activities? (including such things as specification sheets,
manuals, blueprints, etc.)?

[1] YES [2] NO (if yes, list)

101:26

Does the'emp]oyee record any information {on paper, blackboard, etc.)?

[11 YES  [2] NO (if yes, indicate what seems to be recorded,
how, and where)

101:27



B. FOR EACH OF THE FOLLOWING STATEMENTS; CHECK THE NUMBER

INDICATING HOW MUCH YOU AGREE WITH THE STATEMENT AS A

DESCRIPTION OF THE EMPLOYEE'S JOB,

His/Her work area is clean
He/She is frequently interrupted

He/She is frequently interrupted
for non-work related reasons

He/She is given enough space to
do his/her job )

He/She is givén adequate Tighting
for his/her particular job

He/She has adequate access to
machinery, tools or other
equipment

His/Her job exposes him/her to
dangerous or unhealthy conditions

<% <
9§§ _éé* {éb
S T D
3

[11 [2] [3] [4] [5] 6]
[11 T2] [3] [4] [5] [6]

[11 [2] [31 [4] [5] [6]
[11 [21 [31 [41 [5] [6]

[11 [2] [3] [4] [51 [6]

[1] [2] [31 [4] [5] [6]

[11 [2] [3] [4] [5] [6]

C. DURING THE PERIOD OF OBSERVATION,
THE INDIVIDUAL ENGAGED IN EACH OF THE FOLLOWING ACTIVITIES

HOW OFTEN WOULD YOU SAY

101+
101;

101;
107:

101:

107:

101:

]

Frequently 0ccasidna11y Never

[1]

Mentoring:

s R

Dealing with individuals
in terms of their total personality
in order to advise, counsel, and/or

[2] [3] guide them with regard to problems. 107:35



Frequent1y Occasionally Never
[1] [2]" [3]
(1] [2] [3]
[1] [21 [3]
[1] [2] [3]
[1] (a1 (3]
[1] [2] [3]

Negotiating: Exchanging ideas, infor-
mation, and opinions with others to
formulate policies and programs and/

or arrive jointly at decisions, con-
clusions, or solutions.

Instructing: Teaching subject matter
to others, or training others (inclu-
ding animals) through explanation
demonstration, and supervised
practice. . '

Supervising: Determining or inter-
preting work procedures for a group
of workers, assigning specific duties
to them, maintaining harmonious
relations among them, and promoting

efficiency.

Persuading: ,Inflgehcing others in
favor of a product, service, or
point of view. - .

Speaking-Signaling: Talking with and/’

or signaling people to convey or
exchange information.

Serving: Attending to the needs or
requests of people or the expressed
or implicit wishes of people.
Immediate response is involved.

101

101

101

101

101

101

:36

:37

138

:39

:40

141



Part IV. Rating the Job

WHILE STILL OBSERVING THE JOB, RATE THE JOB BY CHECKING
THE APPROPRIATE RESPONSE TO THE ITEMS IN THE FOLLOWING
SECTIONS OF THIS BOOKLET. :

A. CHECK THE NUMBER ON EACH OF THE FOLLOWING SCALES WHICH
MOST APPROPRIATE DESCRIBES THE JOB YOU ARE WATCHING.

1. How much variety 1s there in the job? 101:42
] (23 (31 (& [51 (6] [7]

Yery little; the Moderate Very much; the
individual does variety individual does
pretty much the many different
same things cver g things, using a
and over, using ‘ - wide variety of
the same equip- equipment and/or
ment and proce- _ procedures
dures aimost all ' '
the time

2. How much autonomy is there 1n thé job? That is, to what extent
does the job permit the individual to decide by himself/herself

how to go about doing the work? 101:43
[1] [2] [3] [4] [5] f6] 7]

Very little, the Moderate autonomy; " Very much; the

job gives him/ many things are job gives him/

her almost no standardized and her almost com-

personal “"say" not under his/her plete responsi~

about how and control; but he/ . bility for

when the work she can make Some deciding how

1s done decisions about and when the

the work : work 1s done



How much dees the job involve the individual producing an entire

product or an entire service? 101;:44
1 [21 [3 (41  [5] [6] [7]

The job involves The job involves The job involves
~doing only a doing a moderate producing the

small part of sized “chunk” of entire product or

the entire product the work; while .~ service from start

or service; it is others are involved to finish; the

also worked on by as well, his/her final outcome of

others or by auto- contribution is the work is clearly

matic equipment significant the results of his/

and he/she may her work

not see or be
aware of much

of the work done
on the product
or service

How much does the work that the individual does on his/her job make
a visibie impact on the materials or objects be1ng worked on or

service being rendered? | - 101:45
(1] 2] [31 | [4] [5] [6] [7]

None at all; A moderate amount A great amount; his/

1t is hard to : : her work 1is clearly

tell what visible, it makes a

jmpact his/her noticeable difference

work makes on in the materials,

the object or ) . objects, or service

service : R

. To what extent does doing the job itself provide the individual with
information about his/her work performance? That is, does the actual
work itself provide clues about how well he/she is do1ng—-as1de from

any "feedback" co-workers or supervisors may provide? 101:46
nl . fz] [3] [4] [5] [61. [7]

Very 1ittle; the Moderately; some- Very much; the job

job itself is set times doing the job is set up so that

up so he/she provides "feedback" he/she gets almost

could work forever to him/her; some- constant "feedback"

without finding out times it does not as he/she works about

how well he/she 1s how well he/she is

doing _ doing



How intellectual ly demanding is the job? 101:47
[11 . [2] £3l [4] £5] [6] [7]

Not at all, the Moderately Extremely, the
job 1s very rou- . job is very
tine and does non-routine and
not require any Invoives a lot
mental effort of “thinking-

through"” or pro-
blem solving

To what extent does the job require the use of sophisticated or

complex ski11s or knowledge. 101.48
v I2] [3] [4] [5] [6] (7]

Very 1ittle; no Moderate, some 'Véry much;

skills are skilis are highly complex

required that the required, but they or sophisticated

average person would not be dif- skills are needed

would not already ficult for the ' to do the job

have . average person to

obtain 1n a short
time (3 months)

To what extent does the job require the individual to work closely
with other people (either "clients," or people in related jobs

within the organizations)? 107:49
[1] [2] [3] [4] [5] [6] [7]

Very 1ittle; - Moderately; Very much;

dealing with some dealing dealing with

other people is with others other people

not at all nec~ is necessary is an absolutely

essary in doing essential and

the job crucial part of

doing the job



9. How much uncertainty is there in the job?

[11 . [2] [3] [4] [5]

Very little; the : Moderate
Individual.almost . uncertainty
always knows what

to expect and is

never surprised by

something happening

unexpectedly on the

job -

B. DURING THE NORMAL WORK ACTIVITIES
OF THE INDIVIDUAL, HOW OFTEN DOES
THE INDIVIDUAL INTERACT VERBALLY

¥

WITH THE‘FOLLOWING INDIVIDUALS

X
(\0

7 101:50
(6] [7]

Yery much; the
“individual is
almost never sure
-what s going to
happen; unexpected
things frequently
happen

1. His/Her sﬁperv1sors [1] [2] [3] [4] [51 [6] 101:51

2. His/Her co-workers (at the same
-~ Tevel of the organization as

the individual) [1] [2] [3] [4] [5] [6] 101:52

3. His/Mer co-workers (at different
levels of the organization from

the individual) | , [13 [2] 3] 4] [5] [6] 101:53

4, Others {customers, clients,

patients). , [11 [2] [3] [4] [5] [6] 101:54

5. Unidentifiable individuals

(can't tell who they are) [1] [27 [3] [4] [5] [6] 101:55



C.

PLEASE INDICATE HOW TRUE EACH OF }
THE FOLLOWING STATEMENTS IS AS A |
DESCRIPTION OF THE JOB YOU ARE. |
OBSERVING. .

10.

11.

12.

Just doing the work required by the job
gives the indfvidual many chances to
figure out how well he/she is doing.

The job lets the individual do a
var?etyrof different things.

The job requires a high Tevel of
skill.

The job él?ows the individual to make
a visible change in the materials
worked with or service provided.

The job requires a high level of
mental effort.

The job allows the individua] to
determine his/her own work pace.

The individual has enough freedom
as to how he/she does the work.,

The job requires the individual to
exert a Jot of physical effort,

The individual has to cooperate
directly with other peopie in order
to do his/her job.

The job 1s so simple that virtually
anybody could handle it with Tittle
or no fnitial training.

The fndividual has to depend on the
work performed by others in order
to get the materials or information
he/she needs to do his/her work,

The individual has a lot to say
over what happens on his/her job.

2
NN
SR
o> -\'2! 'bih {'b
X %5 hY) L9
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[1] [2] [3] [4]

[1] [2] [3] [4]

[1] [2] [3] [4]
(1] [2] [3] [4]
[1] [2] [3] [4]
[11 [2] [3] [4]

[11 [23 [31 [4]

[11 [2] [3] [4]

[1] [2] [3] [4]

(11 [2] [31 [41

[17-[2] [3]1 [4]

107 :56
101:57

107:58

101:59
101:60
101:61
101:62

101:63
101 .64
101:65

101:66

101:67
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13. The job requires that the individual e N\
«do the same things over and over, [1] [2] [3] [4]
14, The job'a%ldws the 1ndividual to make _
- @ 1ot of decisions on his/her own, (11 [2] [3] [4]
15. On the job other people make conflicting L 3
 demands of the individual. {11 [2] [3] [4]
D. PLEASE INDICATE HOW MUCH YOU AGREE
 OR DISAGREE WITH EACH OF THE FOL- o .
LOWING STATEMENTS AS A DESCRIPTION & &
OF THE JOB.YOU ARE WATCHING. . D&
et = ' > S
o R ' A 2 AN D )
1. The individual working on the ST
job does tasks which are c]earTy . :
defined. (11 [2] [3] [4] 5] [e]
2, The 1nd1vidua1 working on this
Job is free from conflicting _ S
demands that others may make of : -
him/her. - [1] [23 [3] [a] [5] 6]
3. The jobx1$€mean1ngful. [17 [2] [3] [4] [5] [6]
4. The 1hd1v1dua1 working on his/ - |
“her job firequently had to stop
to get things he/she needed : _ o )
and didn't have readily available. [1] [2] [3] [4] [5] [6]
5. On the job, the individual o
produces a whole product or per- o
forms a complete service, {11 [23 [3] [4] 5] [6]
6. The job requires the individual |
to be prepared to handle sur- -
prising or unpredictable : .
. [1] [2] [3] [4] [53 [6]

situations.

107:68
101:69

101:70

101:7]

101:72
101:73

101:74

101:75

101:76



Part VI.

The job denies the individual anyr
chance to use his/her personal
initiative or discretion at work.

The job 1s one that {is highly
predictable, and that rarely
presents the individual with
surprising or unpredictable
sttuations.

Administratjve Information

(1] [2] [3] [4] [5] [6]

[1] [2] [3] [4] [5] [6]

'o().’( % {cz?’
)
N
&
101:77
101:78

ONCE YOU HAVE COMPLETED GBSERVING AND RATING THE JOB, BUT
BEFORE LEAYING THE AREA WHERE THE INDIVIDUAL WORKS, FILL

OUT THE FOLLOWING INFORMATION.

]Q

Was the observation completed?
[1] YES [27 NO

Reason for incompleted observation:

101:79

How confident are you of the accuracy of your ratings of this job?

[1] [2]
Not at all - Somewhat con-
confident; fident; my
I was not at ratings are
all able to only partialiy
rate the job descr1gt?ve of
I obseryed the job. I
accurately

observed

[3]

Moderately
confidents my
ratings pro-
vide a fairly
accurate des-
cription of
the job I
observed

[4] 101:80

Very
confident;
my ratings
accurately
describe
the job I
observed -



Ask the 1ndividua1 how typical the sequence you observed is
of the work which is normally done?

1 [2] | - [3] 102:21
Not at all Somewhat typical; Very typical;
typical; he/ ~ he/she often does he/she usually
she usually ~ similar work, but does work of
does a very this observation the type
different pertod did not com- observed
type of work pletely cover his/ '

_ ' her job

Was this a:vaiidation observation, i.e,, did another observer

“make this observation with you?

[1] ¥Es  [2] Mo | 3 102:22

Ending time of observation: . - 102:23-26
| ' (Use military time, e.g., 1'p;m. = 1300)
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E. BEHAVIORAL-ECONOMIC MEASUREMENT SYSTEM
Philip H. Mirvis and Barry A. Macy
It is self-evident that the measurement and assessment of work

organizations requires attention fo gross economic outcomes. Such

indicators are commonly employed to represent the overall economic

effectiveness of an organization and include variables such as the

volume of good; O; services pro&uced, the costrand price per unit, and
the like. For;asSessment purpoées, however, these gross measﬁres are
insufficient fﬁrﬁﬁﬁderstanding sources of change.in ecopoﬁic outcomes
and provide few_clﬁes.to the means for improving orgqnizational perfor~
mance. Accordiggly, economic assessment must‘shift £o‘a'ﬁore complex
level of detail,iemploying a standard methodoiqu for:identifyihg,
defining, and méasuring indicators of work performance-énd deterﬁining
their economié:impact. The purpose of the mefhodology and set of
measures is not tofduplica;e the normal accounting methods and fiscal
evaluations'qf:wbrk organizations, but rather to seek complementary
measures that have properties of reliability and validity, pertinence
to the evaluation @f organizational change, and allow comparisons across
different orgaﬁizations.

Work is wéli underway in the Quality of Work ﬁeséarch Program re-
fining and field'tésting such a methbdblogy (Macy and Mirﬁis, 1975). .
Figure 1 in Part_l-depicts the condeptual framework relating behavioral-
economic variahles to perceived qrganizational characteristics and
technological facﬁors. The selection of variables was based upon three
criteria (Macy and-Mirvis, 1974,

1. The behﬁvior must be defined such that it is significantly
~affected by the work structure.
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2, The behavior must be measurable and convertible to signifi-
cant costs to the organization. '

3. The measures and costs of each behavior must be mutually
exclusive,

Consistent with these criteria, precise behavioral definitionsg
were constructed partialling'out those behavioral activities unrelated
to working conditions such as absence due to jury duty, funerals,
maternity, etc. So too, if the behavior is to have a monetary effect,
it should produce performance putcomes measurable and costable in
economic terms. As a result behaviors such as alcoholism were eliminated
which, though potentially related to working conditiomns, manifest
themselves in the costly behaviors of absenteeism and tafdiﬁess.

This research has identified four variables that pertain to
member participation inrthe sense of attendance at Work (absenteeism,
turnover, strikes, and tardiness) and six variables that pertain to role
performance whiie on the job (productivity, product or servicé quality,
grievances, accidents and illnesses, machine repair,'gnd inventory
shrinkage and material utilization). It is evident ﬁhat.some of these
will apply to all work organizations while others will be significant
only to certain kinds éf organizations. Table 1 titled "Defining
Behavioral Variables," presents the full array of reporting categories
requited for the ten variables. Case I reflects those categories which
prioxr research and:theory indicate might be related to-the work
structure, Case 11 reports those which under some circumstances might
be related to work structure, and Case IIT contains those seemingly -
unrelated. Table 2 , '"Measuring Behavioral Variables," represents the
computational prqcedures for comverting the base data into index

variables,
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There exists the potential for translating Béhéviéral outcomes
into economic tefﬁs. Traditional cost accounting reflgcts the pro-
ductivity measurés in dollars. Mirvis and Macy (in pfess) review and
evaluate the vérious apbroaches for determining the actual costs of
‘the other behaVioré; Table 3 presents a "Guide to Behavioral Coéting."
This flow chart il}ustrates thé sequences involved in assigning fixed,
variable, and’opﬁbftunity costs to é.behavior."ln ofder to be compre-
Vhensive, the results must reflect all costs whiﬁh prior research
suggests might be‘affected by various working conditions, but in order
to avoid duplicgtion, a cost component mﬁst not be coﬁﬁféd under more
than one nqnpﬁodu;tive behaviof.

Iin impleménting the methodology, existing site data gathering
practices are reviewed, modifigations and-supplements'to the present
system are proposed, and in-house bersonnel are then-orieﬁted and
trained in the:ﬁse of any new forms and measures, The-preliminary ex-
periences indiéaté this to be practical and Sften regults in unantici-
pated benefité.to'the site in terms of increased efficiency in data
gathering for'inﬁernal purposes.

Table 4 reflects incidence and rate of some of.these behaviors
over a three year period at one research site. Table 5 reflects £he
costs associated ﬁith those behaviors. This particular organization
is a manufactq%ing firm, though the ﬁethodology has also been employed
in service industries,.

The reliability and wvalidity of the behavioral measures are
checked via time sampling procedures and self reports. Determining the
quality of the cost figures is more problematic, though pooled estimates

from supervisors have been used. The final stages of analysis involve
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partialling out the variance in the measures related to technological
and market factors and relating the residual to the other variables in
the measurement package (i.e., attitudes, reward contingencies, in-

fluence, etc.).
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TABLE I: QEFINING BEHAVIORAL VARYABLES

Tacluded Under This Variable included
. - = Elsewhere
BEHAVIORS Case 1 Case 2 Cage 3
1. ABSENTEEISM (Each day or lateness beyond 3 hours
and 5% minutes equals one incident
of absence) ' i
1
A. Abgenteeism due to employee sickness or
iliness. '
: . Legs than 3 consecutive days (without a
doctor’s gtatement) - X
2. Less than 3 consecutive days (with a
doctor's statement) X
3. More than 2 but less than 11 consecutive
days (without a doctor's statement} X
4, More than 2 but less than il c<or:ecative
days (with a doctor's statement) b4
5. More than 10 consecutive days {with
doctor's statement) X
8. Absenteeism due to employee accident.
1. In plant 1 K
2, oOut of plant, less than 2 days {no
doctor's statement) - X
R . f
3. out of plant, less than 2 Jdays (with i
© doctor's statement) X
4. Out of plant, more than 3 days but less
than 1! (without doctor's statement} X
5. Qut of plant, more than 3 days but less
than 11 {with doctor's statement) X
6. fut of plant, more than 10 days A
C. Absenteeism due to amployee's perssnal business
1. Family sickness or accident (without doctor's-
statément - X
2. Family sickness or accident {with doctor's
statement) v
3}, Misgcellaneoys (c.g., graduation, doctor's
appointment; no baby sitter, etc.) X
4, Funeral X
5. Jury Duty X
&, Transportation problems X
D. Leaves of absénces [(with official statement}
l. 3 but less than 11 days
a. Personal X
b. Medical X
c. Military X
d. Maternity X
2. More-thgn L0 days
a. Personal X
b. Medicat X
<. Military X
d. Maternity X
E. Absenteeism due to company or union business. X
F. Employee regular or authorized vacation holiday
or presanctioned days off. X
G. Lack of work, plant shut-down, involuntary
layoff, strike, work stoppages, wildcats,
inventory. - %
H. Absentecism due to disciplinary laynfr
1. Less than Ll consecutive days X

Z. More than 10 consecut:ve days




TABLE I: DEFINING BEHAVIORAL VARIABLES - page 2

Included Under This Variable

1n¢luded
Elsowheroe

BEHAVIORS Case 1 Case 2 .| Casc 3
2. ACCIDENTS AN) TLLNESSES
A. QSHA Accidents and Illnesses: -
{Any recérdable injury ar illress from
.a work~related accideat or from exposure
to the work environment which results in
medical treatment by physician or registered
professional person urder standing orders
of a physician}.
L. - OSHA cases resulting in fatalit:cs
regardless of time between injury and
death, or length of illness. X
2. O0SBHA cases resulting in lost time X
1. OSHA cases resulting in no lost ¢ime X
4. nNon-fatal case without lost time but
resulting in transfer to anvther job,
termination, loss of consciougness or -
restriction of work or motion X
5. Major feﬁisits resuitind from OSHA rases X
B. Minor Acciderts or Illnesaes:
(Une~time treatment and subsequent
observation of minor scratches, cuts,
burns, splinters, etc. which do not
ordindrily require professional medical
care, i.e., first aid treatment)
1. Abraisiohs X
2. Burns X
. 3. Back pains X
4. Contusions - X
9. Dermatitis X
6. Eye in}hry ' X
7. Foot injury X
8. Fracturé- X
9. Hernia %
10. infection - X
1}. Laceration X
12. Puncture wound X
13}, Sprain and strain %
4. Other {define} X
15. Minor revisits X
3. TARDINESS - Employee lateness in terms of clocked
in minutes of less than 4 hours per day.
A. Employee c¢locked in lateness (in minutes and
number of incidents) due t6¢ transportation
problems. X
B. Employee clocked in lateness (ir minutes and
number of incidents due to personal business-~
doctor's .appointments, taking children to school,
etc.) X
C. Employee léteness {in minutes) in terms of .
becaoming productive (i.e., time between clocking
in and beginning work}). X
D. Employee. clocked out eariy. X




TABLE I: DEFINING BEHAVIORAL VARIABLES - page 3

Included Under This variable Ineluded
BEHAVIORS case 1] Case 2 | Casa 3 Blsewhere
4. TURNOVER - Each quit {voluntary or involuntary)
equals 1 incident of turnover
A, Voluntary quits
1. Voluntary quits durin§ disqualification
period X
2. Voluntary quits after diséualifjcution
period b4
B. Involuntary qﬁ{ts
1. TmDisqualifications X
2. Retirements
a. Qolﬁnpary early retirement X
b, Mandatory retirement X
3. Disciplinary layoff (more than 10 days) X
4. Disciplinary discharye X
5. Permanent layoff X
6. ‘Temporary layaff . ®
7. Leaves of absence (more than 1§ days
with official statement)
a. ?vrspnal h
b. Medical X
c. Military X
d. Maternity X
C. Accidents - Out of Plant A
5. OGRIEVANCES - Each writtén grievance is counted
at the step where it is settled.
A. lst step grievances X
B. 2nd step grievances X
C. 3rd step grievances X
D. 4th step grievances b
E. 5th step grievances X
F. Arbitration X
G. (Contract agreement or interpretation X
H. Ploor disputes, oral warnings, etc. X
6. STRIKE DAYS LOST - Each day lost due to strike
{averaged over a three-year .
period) = 1 incident of “"strike
days lost."”
A. Sanctioned Strike
1, Strike X
2. Lockeout X
B. Unsanctioned Strike
1. Work stoppage X
2. 5it downs x
3. wWalk out X




TABLE 1: DEFINING BEHAVIORAL VARIABLES - page 4

—— 4

Included Under This Variable Inciuded
- = 1 Elsewhere
BEHAVIORS Cass 1 Case 2 Case 3
- —— . — et
7. INVEﬁTORY SHRINKAGE & MATERIAL UTILYIZATION
A. The difference between phyaical investory
at the end .of peried A and the end of
period A (1.¢., to measure or estimate the
amount of theft of product, equipmenr,
supplies, etc. in dollars) X
B. Difference between budgeted and/or
standard materidl wtilization and
actual material utilization
C. Product rejects X
D. Fmployee 'Hbrding" X
I - .
E. Other (i.e., specifically define} X
8. MACHINE REPAIR
. : . j
A. The replacément dollar valuve of broken or '
damaged equipment, property. ctc. X
N
B. Non-Preventive maintenance labor dollars
spent to measure the amount of damaged or ‘
destruction of company property, products,
equipment, materials, etc. X
C. Product rejects X
D. Preventive mainﬁenance ¥
E. Other (i.e., specifically define) *
9. PRODUCYT QUALITY
A: The number and the total dollar volume
of products:
1. Reworked or refinished X
2. Scrapped X
3. Customet: returns X
4. Recoveries X
5. Replacement costs , X
6. Porticn of total direct labor wvariance X
7. Overtime and fringes attributeg X
8. Transportation costs X
.%9. Other (specifically define) X '
10. PRODUCTIVITY
A. Labor productivity
1. OQutput in units, welghts, dollars X
2. Man houfs worked, man hours paid X
B. Overali ptoductivity
. Output in units, welghts, dollars X
2, Man hour5'QU11ars, energy utilization dollars
capital utiljzation dollars, averhead dollars X
c. Performan;é aninst gtandard
1. rifference between budgeted and/or standard X

labor’ variance and actual labor variance




TABLE II: MEASURING BEHAVIORAL VARIABLES *

1. ABBENTEEIS™

% of Absenteeism = Total Numbayr of Related Absences
Average Yea:-Jy Fmployment x Humber of Yearly Work Days

Thig i a daily rate. (i.e., on the avirsge day during the pasi. 12 months, % of the
workforce was abeent due to sicknsrae, _ _ % personal business, (tc,

. ACCIDEN?S
Rate of Accidents = N ¥+ MR x 200,000
where: N =_number of OSHA injurise, i1 nesaers or accidents
Mﬁ = Total man hours worked by hovrly employees during reference year

200,000 = Base for 100 full time equivalent workers {working 40 hours per week
for 50 weghs por guas)

This is the number of major OSHA.accidents per 108 man years worked by hourly employees.
A separate measurement ahould be dcne fur sdlurled employees.

3. TARDINESS

Thie incidence of-tardiness shoudd be ranor-cod ag a daily rate ap well am an average
tardiness in minutes.

For computational purposes:

Daily Tardiness Rate = Toptal Number of Incidents of Tardiness
Fotal Number of Work Days x Average Employment

Average Tardiness = Total Hurber Mirules Tardy

{in minuces; Total Numbar o ivants of Tardiness
This is a daily rate. O the aversge &) Adocing the past 12 months, % of the hourly work
force was tardy. The <oat figure is based on an average tardiness of minutes.

4. TURNOVER

The incidence of turnover shonid be reported as the average rate of veluntary turnover and
the average rate of involuntary turnover per veszr.,

For computational purposes, the fnlicuwic~ feaemplas gre pacd;

Voluntary Turnover Rate = Total Voluntary Quits Per Year
Kverage Yearly Employment

Involuntary Turnover Rate = Total Involuntary Quits Per Yeaxw
Fverage Frarly Tmployment

Hourly voluntary quits during the 12 months were & of average daily hourly employment.

Hourly non-veluntary separations (i.e., thrcuch disgualification, laveff, etc.) during the 32
months ware % Of averaae daily houzly cmployment.

Salaried voluntary quits during the 12 months were 4+ of average daily enployment (salaried).

Salaried non-ﬁoluntary separations {i.e., through disqualification, layoff, etc.) during the
rontha were _~ 9% of averagn daily employment {malariad).

5. GRIEVANCES

% of grievances = Total Number of Grievances
Average Yearly Employment

Grievances during the l2-month perlod were _ % of average hourly employment.

6, STRIKE DAYS LOST

{Pexr accountlng 2nd industrial relaticnas recnrds)




TABLE 1I: MEASURING BERAVIORAL VARIABLEE - page 2

‘ 7. 1INVENTORY SHRINKAGE AND MATERIAL UTILIZATION
Unaccounted physical inventory at the end of Perjod A and the end of Period B
Reported in units, weights, and dollars

Material utlllzation variance in units, weights, or dollars per accounting and
p:oductlon records

B. MRCHINE REPAIR

Non-preventive maintenance variance in hours or dollars per accounting and
prodUCtion records.

Unplanned Ieplacemunt dollars for broken or damaged equ1pment, property, etc. per
aucountlnq records.

9, PRODUCT uUALITV

Units and cost of rewdrk {product quality, labor variance 1ncluﬁlng overtime, machine
utilization) per producticn and aceounting records, plus

Units and costs of scrap per production and accounting reccrds_rminUs*
Units and costs Of recoveries = Units or costs of product quality
(per account{ﬁq records)
The cost of rO}eLth and scrap, as established by accounting records, was . - % of total
peried sales. Thus. vach .10% reduction in this percentaqe rate hasg a value of §
16. PRODUCTIVIT?
. A. Labor Piad;étivity

Qutputs in units, weights OR Qutputs in dollars
Man hours worked or man hours pald Man hours worked or man hours paid

B. Overall Productivity

OutEutfin units, weights Qutput in dollars
Man hours dollars, energy utilizatiom OR  Map hours dollars, energy.ut111zat10n
dollars, capital utilization dollars, dollars, capital utilization dollars,

overhead dollars overhead dellars

€. Performance Against Standatd

Diffefence between budgeted and/or standard labor variance and actual labor variance
in dollars

(per-accounting records) #!

Praduction for ‘the 12-month period averaged % of standard. Thus, the "productivity"”
rate is considered to be percentage points, with a reductien of one percentage

poxnt being worth $ . R

_ " NOTE: (1) Heasurement of Behavicral Variables should be meagured by homogeneous work qroup
or department.

(2) & separate measure should be done for salaried and hourly employees.

(3) Rates should be reported by definitien and by casa.



Table 111

INSTRUCTIONS FOR
) - 1
GUIDE FPOR BEHAVIORAL COSTING

1. Format _
a., Begin with gquestion 1 (Q.1.), follow line based on response
{yves {¥) or no ()} te Q.1.B., 9.2, or COST. Repeat procedure
until line reaches T0ST. If no such line appears, then no
employee-controllable cost is identifiable.

2. BRbsenteeism, Tardiness, Turnover, Accidents, Grievances
a. Begin with general costs I.- VII. :
b. For additional specific costs see VIIL.- XI.

3.'Inventofy Shrinkage & Material Utilization
a. See costs XII. - XV. .
b. Where % appears, only a portion of cost is employee-controllable

4. Machine Repair
a. See costs XVI. - XVII.
b. Where % appears, only a portion of cost is employee~controllable

5. Production Below Standard
a. See cost XVIII.
b. Where % appears, only a portion of cost is employee-~controllable’
‘c. Where %-remaining appears, some portion of cost has already been

dissaggregrated and assigned to other behaviors such as absenteeismn,

tardiness, turnover, accidents, grievances.

6. Production Quality Below Standard
a. See cost XIX;
b. same as 5b.
c. same as 5c.

7. Strikes _
a, See costs X¥., — XXVII.

1 S . .
For comments on Guide or relevant papers on costing approach contact

Philip H, Mirvis, Institute for Social Research, University of Michigan,

P. O. Box 1248, Ann Arbor, Michigan 48106



Behaviors:
Ausentoeism
Tardiness
Turnover
Acclidents
Grievances

g2,

General Costs-—

Is &
worker missing
from station

(N}

work force

o)

Is replace-—
nt from extra-

GUIDE TO BEHAVIORAL COSTING

9.2,

Does prcd-
. wckion outpat
change

(Y)

{K)

Is over-
time required

boes prod-
wotion guality

¥}

(¥}

cosT

Station Production !
&, reguldr cmployee's daily preoduction
b. cost of production machine downtime
c. savings of utilities not paid

d, average hourly profit contribution

Group Production

a. average dally production - day's
daily production

b, average hourly profit contribution -
day's hourly profit contribution

Overtime salaries, premivms, and fringe
banefits : :

Average product rejects - day's product rejects

change f

a0

< Is over-
oo time required

1s rep
ant ‘adequately
rained for jo

)

x]

{Y)

a, in-plant rejects reworked
b. in-plant rejects scrapped
¢, cystomer returns rewarked
d, customer Yeturns scrapped
€. freight and labor for (c)
f. freight and labor for (&)
g. minus recoverieés and sale of scrap
h. customer goodwill lost: % drep in
sales caused by rejects

Qvertime salafies,‘premiums, and fringe
benefits L

Cost per incident of behavior
&, costs of recruiting, acquiring,
training, and maintaining extra-
work force / number of incidents
of behavior
Production and Quality changes
a, regular employees daily predyction -
replacement's daily producticn: see I, A,
b, reqular empluyees daily rejects -
replacement's daily rejects: see I.A,

Costs per incident of beshavicr

a, costs of recruiting, acquiring,
training, and mailntaining extra-
wvork force 7/ number of incidents
of behavior .

Production and Quality changes

a, regular employées.dajly production -
replacement’s daily production: see L.A.

b. regular employees daily rejects -
replacement's daily rejects: see L.A,

Training costs

8, operator trainimg time: Jost daily
production .of operator and

b, lost profit contributjon of operator

¢, supervisor training time: lost
profit contributicn of suparvisor




CONTTNULD FROM IB,
c.

s replace
ment trapsferred, .
rom other job

S feplace-—
ment adequately

(¥} Production and Quality changes
trained for 3'09/

a. regular employecs daily production -
replacemcnt's daily production: see L.A,

h. regular employees daily rejects -
replacement's daily rejects: see I.A.

c. lost daily production of replacement's
reqular Jjob: see L A.

) d. lest profit contribution of xeplacement's

regulaxr job: see I.A.
: Salary up-grade c¢osts of replacement

Production and Quality changes

a, reqular employees dajily production -
replacement's daily preodoction: sce LA,

b. regular employees daily rejects -
replacement's daily rejécts:; see I.A.

e. lost daily production of replacement's
regular job: see I_A.

d. lost profit contribution of replacement’s
regular job: see I.A.

Training costs -

a. operator training time: lost daily
production of. operatat ang

b. lost profit contribution of operatcr

. Supervisor training time: JIost profit
contribution of supervisor

. ' - salary up-grade costs of replacement
II. Are 44 -
shipments lest shipping premiums or bonuses;
late payment of forfeits
IIX. hre - )
. staff personnel Jem- Yearly costs/incidents of behavior
. utilized ' a. salary and benefits of employees in
personnel, payroll, and cther
departments maintaining recoxds of
behaviors and staffing adjustments
and actually involved in replacement
process .
b. cost of supplies associated with (a}
c¢. lost profit contribution of employees in (a)
. hre - tny
line personnel Yearly costs/incidents of behavior
utilized a. salary and benefits of supsrvisors
and employees involved in replacement
progess . ’
L. cost of supplies associated with a}
c. lost profit contribution of supervisor R
and employees in {a)
v. (¥}

Cost per incident of behavior

&. costs of recruibting, acquiring,
training, and maintaining extra-
inspection force/ number of incidents

(N) of behavior

additional inspec-
tors hired

tign needed

Overtime salaries, premiums, and fringe
benefits to quality assurance personnel

Is over—
time required



VI, s addition- Thie '
adJdit fvnal train-/— e £OsL per inecident of hehavior
needed ers hived i. costs of recrulting, acyuiring,
T training, and maintolning extra-
tralning force/ number of incidents
(n) of behavior
is over- Overtime salaries, premiums, and fringe
time redquired bencilits to tralning personnel
VII. Is

{¥} * salaries and fringe benefits
(if termination - seveérance .pay)

missing worker
paid

(N}

Fringe benefits

Additional -Salary savings
Specific Costs-

VITI,
(turnover
only)

XIs i / Is now
worker replaced employee hired Replacement costs
a. recruiting: advertising, travel expense
b, selecting: screening,.testing. interviewing
and evaluation ({supply and salary costs)
c. hiring: physical examination, moving costs
d. placement: salary costs of personnel and
payroll départments; supplies
Nl e. orientation: formal training pregram
(salary and supply costs)
£, salary savihgs

Is new cmployee
transferred or
romoted

Replacement costs

a. placement: sSalary costs of perscnnel
and payroll departments; supplies

b. orientation: formal training program
{salary and supply costs)

c. increased salary cost

{v}

Disruption costs
a. see VI.—V'.

IX.
{tardiness
only)

{y) Madical costs

a, salaries of nurse and medical personnel
b. medical equipment

c. medication

W - d, cost of revisits (a-c}

X.
(accidents
only)

Does employee
need first aid

Does employer
maintain staff
d fascilities,

Medical costs

a. uninsured medical costs (fees, medication)
b. transportation to fascility

c. OUSHA records (salary and supply costs)

Does'employer
pay workmen's
compensation

(v}

Premiums paid to workmen*s compensation

XTI,
{grievance
only}

Does grievance (¥) Grievance and arbitration costs
reach arbitra- - a. staff salaries: First line foreman,

ticn supervisor, management, union officials
b, arbitrator's fee
c. arbitration costs: fascility, transport-
ation
(N} : ' . d. awards

Grievance costs

a. stoff salaries; first line foreman,
Rupervisor, management, union cfficials

b. awards



Behavior ) .
Inventory Shrinkage & Material Utilization

Specific costs—

X1I. Is thcre an Can difference
unexplained difference | (Y)/ be traced to non- '
between inventory in worker contrelled

eriod A to Period B causes
r (%)

XTII. 1s additional e Are - (1)

ac¢counting time additional ac-
ceded quntants hired
N
Is over-
tiwme required

XIv, Is there aﬁ_ Can difference
unexplained difference be traced to non-
between material util-. worker contrelled
ization budget and ac- causes
tual in Period A €0

eriod B ;

XV, Is additional Are ¥}
inspection time - - additional inspec- ;

eeded tors hired

Behavior ' i . .

Machine Repalr

Specific Costs-

" XVI, Is there an- can difference
unexplained differerice be traced to non-
betwéen non-preventive worker ccntrelled
maintenance budget and gauses
actual in Pericd A to

eriod B. : (N-%)
Can equipment
XVIX. s additional , Are ¢'2]
repalr time needed . additional repair-
men hired

Is over-
time required

Replacement cost of inventory (to measure
the amount of product theft, pilferage,
and stock mismanagemént)

Costs of recruiting, acqguiring, - training,
and maintaining extra~accounting staff

Qvertime salaries, premiums, and fringe

~ benefits to-accuunting perscnnel

Replacement cost of material
Costs of recruiting, acqﬁiring, training,

and maintaining extra-inspection staff

Overtime salaxies, premiums, and fringe
benefits to inspection perscanel

Hon-preventive maintenance labor dollars
Costs of replacement eguipment

Replacement coat of eguipment
Costs of recruiting, acquiring, training,

and maintaining extra-repalr personnel

Overtime salaries, premiums, and fringe
henefits to repair personnel



Behavior
Production below standard

3pocific Costs— A

lan difference

be Eraced Lo nei-
worker controllied
zduses

XVIIX, Is there an
unexplained difference
between standard or
budgeted production and
actual in Period A to

eriod B,

(M%)
las product ion
loss tracved to
other behaviors
heen dissagyreyated
see 1.,

(Y-% rpo-
a L1 ng)

Standard or budgéted period production ~
Attual period production {labor variance)

Lost profit contribution

see¢ also II,, vi., XIII.
Eehavior

Production Quality below standard
Spacific Costs-

XIX. Is there an
unexplained difference (Y)

between standard or
budgeted guality and -
actual in Perieod A

Can difference
be traced to non-
worker controlled
caunses

to Period B. (-%) : : .
Has cuality less (¥-% re- Standard or budgeted period gquality -
traced to other maining) actual period guality
behavicrs been a. in-plant rejects reworked
dissaggregated ’ b. in-plant rejects scrapped
ee 1. . customer returns rewerked

S

4, customer rerurns scrapred

&, freight and labor for (o)

f. freight and labor for (d)

g. minus recoveries and sale of scrap

h. customer goodwill lost: % drep in
sales caused by rejects :

see also II., V., VI., XIIT.

Behavior: . .
Strikes , s

Specific Costs-

XX. A. Is production - Is replace- ¥
' maintained by non- ment adequately Production and Quality changes
striking employees trained for job &. reqular employees daily production =

replacement's daily production: sec I A,

b. regqular employees daily rejects -~
replacement's daily rejects: see I_A.

c. lost daily production of replacessent's
regilar job: see I.A,

d. lost profit contributieon of replacement's
regular job: sea I.A,

Salary up-grade costs of replaceren<

from other jobs

(v} : (1)




paem

_CONTINUED FROM XX,

B. Is production
mzintained by sal-

aried personnel

maintained
1d= labor

N

Is production
by out-

force

W)

ks replace-
ment adequately
trained for job

(8]

Production and Quality chanues

a. regular employees daily groduction -
replacement's daily producticn: sece I,a,

b. reqular employees daily rejects -

replacement's daily rejects: sce l.i,

lost daily production of replacement's

regular job: sec I.h.

d. lost profit contribution of replacemeni's
regular job: see I.A.

Training costs

%. operator training time: lost daily
production of operator and

b. lost profit contribition of cperator

€. supervisor training time: lost profit
cantribution of supervisor

Salary up-grade costs of renlacexent

[+

Production and Quality shanges .

a. regular employees daily production -
replacemont's daily production: see L.A.

b. regular emplovees daily rejects -
replacement!s daily reiects: see L.A.

¢, lost daily production of replacement's
reqular job: see L.A.

d. lost profit contribution of replacement’s
regqular job: see I.A.

Salaried personnel bhonug

Production and Quality changes

Is replace-
ment adeguately
rained for job,

(K)

a, regular employees daily production -
replacement's daily production:. sce I.A,

b. regular employees daily rejects -
replacement’s daily rejects: see I.A,

c. lost daily production of replacement's
regular job:+ ses I.A.

d. lost profit contribution of replacemaini's
regular iob: see I.A.

Training costs

2. operator training time: . lost daily
production of operater and

b. lost profit contributicn of operator

¢, supervisor training time: lost proiit
contribution of supervisor

Salaried personnel bonus

Cost per incident of hehaviolr
a, wusts of recrulting, acquaring,
training, and maintaining extra-
work force / number of incidents
of behavior (strike days lost)
Production and juality changes
a. reqular employees daily production -
replacement's‘daily production: se2 I.A,
b. regular empluyees dajly rejects -
replacement's daily rejects: see I.A.
Wages and benefits of replacement




CONTINUED FROM XXC.

b. oductio_;\ x)
nRon- L fT
plant / - -
[624]
E, i )
uction halted
XXX, Are personnel (¥}
iving inside
lant .
XXIT, Are striling
employees paid -/
(N}
XXIII. Are outside ¥
rvices raquired
XV, Are ¥
shipments it
. late
XXV, Is additioha )
acoounting time . —
eeded . F
HAVI. {1}
XXVII. Y

Costs per incident of brhavior
a, costs of recruiting, acgquiring,
training, and maintaining extoa-
work force / number of incidents
of behavior {atrike days lost)
Production and Quality changes
8. rogular employces daily producticn -
. replacement's daily production: see L.i,
b. regular employees daily rejecis -
replacement's daily rejects: see I.A,.
Training costs
a. operator E?ain-i._hq' time: lost daily
production of operator and
b. lost profit contributicn of coperator
¢, supervisor trajning time: lest
profit contribution of supervisor
Wages and keénefits of replacements

Production and Quality changes

a. see XX.A; .

tosts of moving production materials and
equipment to non- stnk;ng plant

Qost, of productmn mach:.ne downtime

Cost of unabsorbed overhead (taxes, majin-
tenance, utilities, etc.}

Increased securlty costs

Costs of ma:.nta:.m.ng internal lxve— in
fascilities '

Frifge bensefits_expatas
Salary savings

Warehousing costs

a, storage of stockplled materials and
equipnent

b. stordge of inicoming waterials and
equipment - :

Shipping costs’

a. increased expense of cutside trucking
and transportation

see IX.,

see XIII,

see XII, XIV, XVI, XVII.

Increased advertising and public relations
eéxpense o . .
Customer goodwill lost: % drop in sales
caused by strike . .



Table 1V

Inc1dents and Rates of Behaviors at XY2 Corporatlon*

May, 1972 to April, 1975

Period 1 Period 2' R Period 3**

LEARVE DAYS

BEHAVIORS May, 1972 - Bpril, 1973 . May, 1973 - April, 1974 May, 1974 - April, 1975
Nimber of - Number of Number of
Incidents Rate{%) :Incidents Rate {%} ] Incidents . Rate (%)
l . 3 . ) N -
-ABSENCES 4,420 3.3 _ 9,604 5.19 : 5,192(6,905) 3.46(3.76)
ACCIDENTS
Hourly
OSHA 351 38,35 . 318 35,34 : 156(208) 20.86(23.76}
. 2 L - . L ] .
Minor 3,181 421 .80 6,713 706.08 . - 4,180(5,559) 469.24 (635.26)
Revisits 1,806 216.99 2,455 258.22 - . 1,525(2,028) 171.18(231.74)
v Salary . :
OSHA 16 17.56 12 10.96 7(9) 7.36(7.9)
PURNGVER
_Hourlz
Voluntary 132 24.1 229 29.59 . 87(116) 10.93(14.57)
Hon Voluntary 118 21.4 161 20.80 96*ix (120} 12.06(16.08)
Salary - “ ) ]
voluntary . 18 17.0 29 24.17 R T 7)) 2.44{3.25)
Non Voluntary - - 5 4.17 3Rk (4) . 2.441{3.2%)
TARDINESS L' " 48 8.68 -- -- . - e
GRIEVANCES® 57 10.4 40 5.17 31(41) 3.89(5.15)
1.4 — — 12,486 6.75 10,024 (13,332) 5.45(7.25)

*Incidents and rates changed by a simple constant due to disclosure requirement.

**hctual incidents and rates oniy for eight month period.

***Includes layoffs

lAll hourly figures

Projection for the period is indicated in parentheses.

2Hourly and salary employees combxned

3
4

This is a daily rate

Leave days are treated like absences and are computed accordingly



Table V
Estimated Costs of Behavior at ZYZ Corperation
May 1, 1972 to April 30, 1975°

Period 1 Period 2 Period 3
- May 1972 - April 1973 .. May 1973 . Aprit 1974 May 1974 - Aprit 1975%*
Mon-Productive Behavior Estimiated Cost Estimated -.Estimzted Cost Per Estimated Estimatéd Cost Estimated Totat
Variables ’ : Per Incident ($) Total Cost {$) ncident ($)*** Total Cost ($} Per Incident (§} Cost {$}14

ABSENTEEISM 1+ 2 55.36 $ 286,360 5318 $ 510453 62.49 $ 289,101($431,494)

Leave Days’ — B 55,04 687,229 61.64 550,596{ 821,795)
ACCIDENTS?

OSHA 2 727.39 194213 698,31 279,046 110652 160,877( 240,115}

Minor 6.64 7,122 571 L38.331 B X1 24,024 35.856)

Revisits 6564 11,952 51 14,018 6.45 8,764( 13,081}
TARDINESS® 486 " 56,920 — . R S
TURNOVERS

Voluntary - 120.59 18,089 ‘131,68 33,973 150:69 12,116{ 18,083)

Non-Voluntary - 120.59 14,220 131.68 21,858 150.69 12,520{ 18586}
GRIEVANCES' . ’ 3248 T 185 .44 1378 3610 ¢ 15410 23000
QUALITY BELOW STANDARDS: ? 19,517 663,589 : 19,517 573,800 19,517 409,857
PRODUCTION UNDER STANDARR'® 11 22,236 266,838 22236 335,764 22,236 255,714
TOTAL Costs!Z 13 14 _ $1,535,204 $7,445 851 $1,725,110{32,246 971}

- -
*Rates and Costs changed by a simple constant due to disclosure requirements. Brhe cost of rejects and scrap, as established by plant records, was 3.40% of
E N total sales for period 1. Thus cach .10% reduction in this percentage rate has

-~ 2 value of $19.517, Pertod 2 cost of rejects and scrap was 2.94% of toral

*%Costs associated with absenteeism, leave days, accidents, turnover, and
sales. Period 3 cost of rejects and scrap was 2.1% of total sales.

grievances duting the last four meorittis. of this period are projections

{See Table 1). Product quality and Production Under Standard are .9
actual figures. Therefore, the estimated total cost for period 3 is in A constant dollar equivalency of $19,517 was utilized in peried 2 and 3 to

parenthesis and is composed of eight months of actual plus four months discount inflatien due io material increases, price increases, and increased sales
of projections. - volume, etc.  In period 2, the estimated cost of quality was $677,015 using

$23,028 as the dollar worth for decreasing product rejects by one percent.
In period 3, the estimated cost was $613,970 using $29,237 as the dollar

*#4{ ogwer cosls per incident in period 2 due to averaging. Total cost increase ; .
worth for decreasing product rejects by one percent.

reflects the increase in cost per incident of the behaviors after muitiplication.

“’l’lan! praduction fer period 1 averaged 88% of standard. Thus, the “production
under standard™ raté is considered to be 12.0 percentage points, with a reduc-
tian of one percentage point being worth $22,235,

le!es and ¢osts for wlaried employees ire assumed to be the same as those measured
and estimated for hourly empioyees. Cost figures include $41,669 salaried personnel
expenses for period 1.

2Daily absence rate due to sickness {2.75%) and personal business [.55%) for period - Mrant efficiency for periods 2 and 3 was 84.9% and 88.5% respectively of
1 and not 5cg d into.ab tegories for periods 2 and 3, standard. A constant dallar equivalency of $22236 was used in periods 2
apd 3 to discount inflation due to material increases, price increases, and
3y cave days were not available during pcriod 1 and only hourly leave days for Increased sales volume, etc, (n period 2 the estimated cost was $400,567
petiods 2 and 3. ustng 426,528 as the dollar worth for an ipcrease of one percent in effi-
. . ciency. In period 3, the estimated cost was $405.938 using $35,299 as

4{:”' figures Include salarled OSHA acciderits (17.56 per 100 man years) at $11,638 the dollar worth fqr an increase by one percent in efficiency.
for period 1. Costs for salaried personnel ‘were assumed to be the same as those 12 )
measured and estimzied for howly employees. Costs for revisits were assumed to Yotal cost for hourly pessonnel is $1,470,427; for salaried personnet
be the same as those for minor accldents. $64,777 for periad 1. :

.5gne, and costs for salaried employees are assumed to be the same as those - 13T_h= total cost Is in terms of standard direct labor dallars. The estimated
measured and estimated for hourly employees. Cost figures include $9,641 total cost in real dollar equivalents is $1,688,724 or 10.4% of audit sales
salaried personnel expenses. The average tardinéss time per day was 27 minutes in period 1. For period 2 the estimated total cost in real dollar equiva-
for period 1 and the necessary data was not available for periods 2 and 3, lents is $2,690,436 or 7.80% of audit sales, For pericd 3, the estimated

i total cost in real doliar‘:equwalents is $2471,668 or T0.61% of avdit sales,

SRates and costs for salaried employees, ‘due to a lack of available figures, are 14 .
reflected as those estimated for hourly employees. The voluntary turnover rate For bottom line comparison between pesiods 1, 2, and 3, subtract
of salaried personel was 17.0% and cost f‘gures included $1,829 salaried personncl feave days from period 2 and 3 and tardiness from period 1. For
expenses for period 1, example, in peried 3, the aggregate estimated cost becomes $1 ,425 186

,; 7 . : which is approximately $53 000 lower than the base year costs for
Grievances during period 1 were 10.4% of average hourly employment. period 1.



F, TECHNICAL SYSTEMS ANALYSIS COMPONENT

Barxy A. Macy
Walton M. Hancock

In compfehensive programs for the measureﬁent-and assessment of
organizationalreffectiveness.and change, the inclusion of comparable
measures of thé séci01technological system is essential. The attributes
of an organiiation's technologies, including the fechnologies for the
management of information, have a significant énd sOmetimeé_predeminant
impact upon the éutcomes for persons associated with thé organization,
for the organization itself, and for the public. For'éxample, the
type of capitél;equipment used by the organization, the way this
machinery is subplied, the nature of work flows, the éxiétence of
‘buffers (such as=inveﬁt0ries), the rise of professionalized technologies,
and the nature of the information flows in the organiZation can all
have an important influence on the effectiveness and functioning of
an organization, Thus, any comparison of different organizations and
any discussion of the changes which occur in an organization over time
must include some discﬁssion of technology due to its pervasive influence
on the organization.

Some haverargﬁed that the available technology is imvariably the
prime cause and explanation of a variety of consequences, including
not enly the cost and quality of organizational output or key variances,
but also organizational forms-agd processes, interpersonal relations
at the workplace, the health of organization members, member satisfaction,

and the like (Woodward, 1958, 1965, 1970; Leavitt, 1965; Pondy, 1969;



Aldrich, 1972). Others have argued that the role ofltechhology is so0
varied that for maﬁy organizations the technology of the workplace

is better regarded as a consequence rather fhan a Egggé of social and
organizational processes (Pﬁgh, 1969). There is some validity to both
perspectives. -fhe Michigan Assessment Program (MAP) holds that the
assessment of organizations, the bomparison-of organizations, apd the
assessment of erganizational change, vequires an operationalization of a
series of techinologies (rather than "a technology of-aﬁ Organization")
and its associated organizational attributes be treated as an integrated
whole., Both work flow fechnologies and organizatioﬁél properties must
be considered in order to understand, plan, cohtrol or improve the

quality of workiné life and productivity.

Approach and Conceptualization

The approach presented here to measure énd aééess-a series of technolos-
gies involves description and assessments at three léﬁéls:

a) Jobs - i.e;, work roles including socio-technical contexts

b) WOrkflqw,- i.e., the functional unit (e.g.; a départment)

composed of a system of sequentially or otherwise
related tasks

c) Organization - i.e., as a entire system or sub-system

These socio-technical links of an organization:are defined in
the following manﬁer: - |
a) The job. The nature of a series of technolégies can have an
important impact on the people who use it. -Ih order to assess
the$techﬁologies of the job and itsAimpact 6n individuals, a
numberrbf aspects of jobs are assessed:

'~ Complexity, including cycle time, numbef'of different
tasks, etc.; ‘
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- Resources used, including machines, information and
people;

- Integration of tasks, including the degree to which the
job produces a coherent unit of product or service;

- Uncertainty, including frequency of breakdowns, vari~-
ability of materials, etc.;

- Interdependence, including the degree to which an indi-

vidual must depend on others and the nature of the
interdependence. : g

These assessments come largely from self-reports of people who
know the jobs and the observations of trained observers and experts.

b) The functional unit. Much of the effectiveness of an organi-

zation depends on the way its jobs within a functional unit.

(e.g., department or work group) are linked into a work flow.

A number of measures of the technology at this level are used.

These include:

- Interdependence of jobs, including measures of the exis-
tence of buffers (such as in-process inventories), the
amount of time it takes for a breakdown to cause pro-
duction to stop, etc.; :

- Effectiveness and efficiency of work flow design;

~ Flexibility of the technology for major alterations or
for variations in product or service demand;

- Complexity and gophistication of the control technology.

These aspects of the technology are sufficiently technical and
variable that it is necessary to have expert engineers and other

qualified personnel rate them in order to gather assessment data.

c) Organizational Svstem. It is important to measure Lthe series
of technologies within an organization as a whole system.
Measures at this level include:

- Capital intemnsity of the technology;
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- Rigidity of the technology;

- Complexity of the techunology

- Integration of work flows and product basis;

- Modernity of the technelogy;

- Effectiveness of the utilization of the tEChnélogy;
- Adequacy of maintenance schedules.

Again, theée_measures are collected largely through interviews with
experts in the organization and obsérvations by our outside engineering
experts.

.The above three levels of the socio~technical system can be op-
erationalized iﬁ the form of a technological para&igmmés shéwn in
Exhibit F.1 |

The abovelkinds of measurement has two major éspec?s:.

a) Differing among variables and their attributes due to the
level or kind of technology being curren&ly utilized in thé
organization‘and looking at comparisons with known technology.

b) Given a particular level or series of technological states,
determining whether or not the organizatiom is currently
organized to make full use of its'technological potential.

Such measures require intimate knowledge of the operations to
be performed and may require methods of assessﬁent that are quite
different, The first requires expert opinions from pfofessionals
thoroughly conversant with the range of technologies which could be
employed in a pafticular situatiog. —No measure excépt professional
opinion currently exists as to whether or not the best techmology is

being employed. The availability of this information within a particular
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organization may be expeéted to vary with the size aﬂd quality of their
technical staffs. Frequently, multiplé opinions will be deéirable.
The second measure is an assessment of the exXtent to which the present
technological system is under utilized and does mnot fequire extensive
knowledge of all'technologies¥that might apply; It does require a
comprehensive understanding of the functioning of thérwofk place
(i.e., workflow) and of the potential increases in prpdﬁctivity that
could be achieved-by a fuller utilization of the potential technological
system.

Bevond the higher order abstrac&ions presented in-Exhibit F.1,
the MAP has identified an ”input—throughput-outpﬁt" paradigm that is
applicable to t?o types of technologies: |

a} Core teghnplogies. Those technologies that directly add
value to the product or service produced.

b) SuEpoftivé technologies. Those technologies that aid the
core but do not directly add to the product wvalue,

This distinction between core and supportive technologiés is indicated
in Exhibit F.2. This exhibit indicateé that for any;éeries of tech-
nologies, both physical (affecting, materials, substances, ete.) and
information (transformation or transmission of information, etc.)
assessment is réquired.

As can be ascertained from viewing Exhibits F.l and F.2,
the MAP assessment methodology aspires to gather measurement data
concerning measures of a sufficiently high order of genefality‘and
abstraction to allow cross-site comparisons and to measﬁre key wvariances
that are concrete enough to vield credible measures of change in single .
sites. Specifically, the MAP is working within a hierarchical con-

ception of technological indicators, with generalized, more abstract,

b



F.5

more intersite comparable measures at the top of the paradigm and

with many, more concrete and less comparable measures a£ the bottom.
The aspiration is to seek quantitative and replicable methods and
instruments for use with the lower-level indicators and fely on expert
judgment for the more generalized and inclusive indicaﬁors (aé well as

for the development of concrete measures).

Present Stage of Development

The MAP is currently engaged in two activities: 1).preparing an
initial statement of the aspects of technological and information pro-
cessing system; té be measured and the desired propeffies of these
measurements, aﬁd 2) developing and field testing an ini£1a1 ques-
tionnai;e (Exhibi£ F.3), designed to assess the natufe éﬁd location of
workflow malfunctions in a portion of the input-throughpuf—output
paradigm from the perspective of the ofgani;ation's éembers. This
latter task concentrates on the interaction between the job and
functional sub—sﬁstem levels viewed from the worker's.pe?cepfions of
the present technological system and its po;ential.r This approach
assumes that if axworker is asked to'evalﬁate the present system

against an ideal or stated criterion, he or she can provide specific

information cbﬁcerning whether or not tﬁe'potential of the technologi-
cal'sysfem is being'reached. Thus, the worker pérformsrthe initial-
detection fuﬁction at much less expense than other péééible methodg

of data collection. Howéver, as mentioned earlier, the MAP utilizes

a combination,of'expert opinions, structural and unstructural interviews,

key informants, organizational records, observations, and perceptions

to measure the series of techmological states in an organization.
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Future Direction
Presently, work is being done to develop qualitative and quan-
titative (both abstract and concrete) measures to measure the input-
thrOughput-outpuﬁ‘paradigm. The initial concepifualization is shown
in Exhibit F.4.
From this exhibit, the objectives concerning the measurement
of a series of technologies focuses upon four research aims or geals:
Research Goal #1l: To describe an organization's technology
requires specification of all of its core technologies.
For comparative purposes, organizations can be contrasted in
terms of the pumber of core technologies and their level of

description. Core technologies might change due to internal
and external uncertainties.

Research Goal #2: To describe an organization's technology
requires specification of all its supportive technologies.
‘For comparative purposes, organizations could be contrasted
in terms of their number of supportive technologies and

the ratio of supportive to core technologies,

Research Goal #3: To describe an organization's technology
requires the categorization of the core technologies along

a number of relevant descriptors and determination if its
relationships to similarly described supportive technologies.
For comparative purposes, organizations could be contrasted
in terms of their types of core and supportive technologies
and the type and extent of core-supportive technology
interactions. : ' '

Research Goal #4: To describe an organization's technelogy
and compare it to others, the methodology must specify

key dimensions on which techmologies are similar or dis-
similar. 1If only comparing core technologies, supportive
technology considerations must be controlled (statistically
or through the comparison choice). If supportive tech-
nologies are to be compared, the reverse should occur.
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Exhibit F.1

Operationalization of the Technological Paradigm

of Abatractlon

Socio-Technical Illustrative Measyres, Three levels . o ‘§ Deminant Conceptual -
System "Lsval" A, Concrete B. First Order Abstraction C: Higher-Order Date Sources - Orientation
‘ ’ Abstractions e
I. Job (individual Task cycle time - Repetitiveness - Automaticity - Questionnalres § - Job Design
or Rroup) Number of tasks "~ 8kill level requirements -~ Utilization of - QObservation - Human Engineering/
Output - Adequacy of tools, equip- equipment capacity - Records Ergonomics
Down time ment, supplies -~ Adaptivity
- Brrors - Ete. - Bte.
- Etc,
1I. Functional Sub- Qutput - Coordination requirements - Modernity ~ Questionnaire - Qperations
system Delay time - Schedule and material - Automaticity . - Observation Research
(e.g., production Buffer inventory adaptivity - S8kill time requirements }- Recorda ~ Industrial
department, ser- and backlog = Interdependence with other = Adequacy of feedback ‘§~ Interviews Engineering
vice unit, etc.) Reject, rework units - Adequacy of coordination
Number of discrete - Ete, - :

operations, or

transactions
Etc.
III. Total System {(sub- Qutput - Output variety - Moderanity ~ Records ~ Management Infor-
suming I and II) Unit cost - Adequacy of sub-system - Automaticity - Interviews mation Sygtem
System capacity buffering - Adaptivity -~ Qperations
Ete, - Budgetary requiremerts - Range Research
~ Ete. - Time o - Operational
- System type (unit, Accounting
: batch, continuous ~ Production
flow, ete.) Engineering

- Bte,




EXHIRIT ¥.2

Informational oL
APPROACH TO THE MEASUREMENT OF A SERIES QF

TECHNOLOGIES

input . : 4’ Core .Technologies : b OQutput

f@

Phy51cal

Supportive Technologies e

ey, -

TECHNOLOGIES OF AN ORGANIZATION = f (NUMBER OF CORES + SUPPORTIVE TECHNOLOGIES
+ LEVEL OF INTERACTION BETWEEN CORES)
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INSTRUCTIONS

This part of the questionniare examines the technological environment in
which you work, focusing on the kinds of information and materials you need
to do your assignments. Two stages of work are highlighted: (1) the inputs
to your assignments such as communications and (2) the assignments you do
including the pressures you cexperience. This section of the questionnaire begins
by asking you to think of an ideal work environment and comparing your own
situation to that ideal. ~Any questions that do not apply to your particular
job should be indicated under the category “Does Not Apply” and mark number
6. :

Note that the scale descriptions may be different in dffferent'paérts of the
questionnaire. For example, they may ask how often you do something, what
percentage of the time you do it, or whether you think sor'iethmg is done to

a great degee or not at all.

So, be_sure to read the special instructions that appear in ‘boxes on each
page. Be sure to read the scale descriptions before choosing your answers.

# OB R R R E ¥ KB E R R KR KK FE KR %%
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THE INPUTS TO YOUR WORK

iDEALLY BEFORE STARTING A 108, YOU SHOULD HAVE ALL THE INFORMATION, DRAWINGS,

MATERIALS AND INSTRUCTIONS YOU NEED TO DO THE JOB. IF YOU BEGIN AN ASSIGNMENT
BEFORE YOU HAVE ALL THAT YOU NEED, YOU MAY NOT BE ABLE TO-DO AS GOOD A |OB

AS YOU CAN. CONSIDER YOUR PRESENT JOB WITH THIS IN MIND, -

63. When you are scheduled to start your assignment,
do you have all the verbal and written _
information you need from your supervisor? ... [1] (21 (3] (4] I5]}(6]

64. If you do not have all the information, is it
readily availabie if you contact the appro-
priate person? (NOTE: Please check
“Does. Not Apply"” if you answered question
number 63 with a response of Always or
OFtEN} oot rrnsses s ssssnsssssessssn s ssesssnesrs (1] 21 [3] 41 [5]] 6]

65. When you do not have all the information needed
to start your assignment, how often do you
begin anyway? .......... reteaabiessassessanstaearter s s atatsenase ranes 1] 121 3] [4]1 [511 (6]

5:66

5:67

5:68



66. If you were to start your assignment without all .

the information you ne(-ed: . v}.\\“ d‘@
a. Does the quality of work suffer? ... (11 [2] 3] [4] [5]i[8) 5:69
b What percent (%) SUFers? ...oeoreeceveivesorisenennns % [NOTE: please fill in the 5:70-12

percent - (0 to 100%)]

"¢ Please give speciﬁc examples of the work you
are referring to.

' THE WORK YOU DO

IN ORDER TO DO CONSISTENTLY GOOD WCRK, YOU MUST HAVE SUFFICIENT TRAINING SO
THAT YOU KNCW WHAT AND HOW TO DO YOUR jJOB. THE TOOLS YOU NEED MUST BE
AVAILABLE AND IN GOOD OPERATING CONDITION. IT {S IMPORTANT THAT YOUR WORK 1S
OF ACCEPTABLE QUALITY. YOUR WORK AREA SHOULD BE FREE OF SAFETY HAZARDS, AND
YOU SHOULD HAVE SUFFICIENT TIME IN WHICH TO COMPLETE YOUR ASSIGNMENTS. KEEP
THIS IDEAL CONDITION IN MIND AS YOU ANSWER THE QUESTIONS BELOW.

67. Do yvou have enough training and experience to accomplish your assignments? 5:73
(1] (2] [3] o C I £ (6] (71
I have adequate o | ‘have adequate f have not been
training for all . training for some adequately trained
my assignments : of my assignments for any of my
for some | do not assignments
68. What percent (%) of the assignments you are asked to accomplish do you feel qualified for?
[NOTE: Please fill in the percent - {0 to 100%)] 5:74-76
: &
. &
% S
& ¢é¢.° &
(Ad g@" oF ¢
. > B Q & A
69. To what degree could your present job performance S &% & v“’s%v“\w
be improved by: . : _ & «OV' &0"" «07? <9
a.  More classroom inStEUCHON? wovvveooooovoooieevooooooero (1] [2] [3] [4] (5] 5:77
b.  More on-the-job traiNING? ........covimireeeussuscecesesimnnenns [11 [2] (3} [4] [5] - 5178

c. Additional work association with an ]
experienced PErSON? .....coercereereienisesssicsseseses {11 12] 3] [4] 5] 5:79
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TO WHAT DEGREE . . . (contd) s & o e
‘?' r_ﬁs’ o S \\é.\
™ o& v
x L R S
. WL e 0 e
d.  Additional observation of other individuals? ...... [1] [2] [3] [4] [5] 5:80
More contact with users of your work? ......... {1] [2] [3] 4} [5] 6:10
More contact with ‘professional agencies :
or resources where personnel from
suppliers and-.other like organizations _ R
IR 01 S ————————— § I ] B ] [4] [5] 6:11
]
&
_ oY S
. . . y}q\g c‘j\“@ o"'@ é\bo oe
70. Do you attend professional meetings having to do @ L |
with your area of job assignment? ........ccccecervenne (17 {2] [3] 4] 15] 6:12
71. Do you know if the'iavdrk you accomplish is of _ - ‘ _
acceptable QUAILY? .....cccvveemreiererccnveasaerisssaensenssnnas I1] [2]1 [3] [4) [5]j[6] 6:13
72. How often do you discuss the details of your , 1
job assignment with ‘your supervisor? ............ - [1] (2] [3] 14} [sI}[e] 6:14
73. How often do you get sufficient or clear cut L .
guidance from yOUT . SUPEIVISOr? ...vcveeesvuecseerssssmrenas {11 [21 (3] [4] [51]16] 6:15
74.  How often do you’ p‘rbvide recommendations to - _
your supervisor concerning your assignments? ..... [1] [2] 3] [4] [5]][6] 6:16
75. How often do you discuss the quality of your
work with:
a. Those in relevant divisions who use your
work? ... ertineststnastessaneresenareaserare easasasantertrtane 11} [2] [3] [4] [5]]16] 6:17
b.  Those in relevant branches who use your PR '
work? S — [11 [2] [3] [4] [5}]]16] 6:18
c. Those in relevant sections who use your . ]
WOTK? oiiireesioeeetinesinaarernagesnensasrinanseren s sesenasessas [11 [2} [3] [4] [5]}(6] 6:19
d. YOUr SUPEIVISOI? ieevreecemmisissrrsusensssesssserssasssssenns [1] [2] [3] [4} (51)16] . 6:20
e.  The other relevant individuals who use your : '
WOTK? oo Cooeeeieiemeeseseseese s esesssmeresmemmmsesessessesee 1] [2] 13] 14} I51!16] 6:21
f. Please list any other sources with whom

you discuss -the quality of your work.




76. When you do werk over or modify it, is it

ever, they are very important in order to obtain a measure of the
impact of redoing or modifying assignments.
the economics portion of this meaningful area.

This measure wiil help

. e n
because of: | | "\*{5* 0@5\ %éoé"
a.  Incomplete original information? ......ecoroereeerees 1} [2] 3] [4] {5] I6] 6:22
b. Changing market or economic conditions? ........... (11 (2} 3] [4] [51]i6] 6:23
c.  Poor quality of WOrk? .c.cocovocecmnrcvcsnoncnnnee 11} [2] (3] [4] [5]] 6] 6:24
d.  Schedules set by OLhers? .......coeivuemessissemsssenn [1] 121 [3] [4] [s}{l[6] 6:25
€. DONL KNOW woorlecseivcsnnensesssmsscsrrssssmmssssssnss s {1} 12} (3] [4] [5]|le] 6:26
£ Other reasons, please list ” ‘
71. Do you have enough time to- do your assignments - : _ _
well? (i.e., within an eight hour day) . 111 121 3] {41 isliis} 6:27
78. When you do not have enough time to do your -
' work adequately, is it because:
{(NOTE: Please check ““Does Not Apply” if you
answered gquestion number 15 with a response
of Always or Often)
a.  You have been asked to meet an unreasonable ‘9
deadlifne? ..o.eeereeeeeerneremcrmcssaennns R (1] [2] (3] [4] [5]}[6] 6:28
b. You do not have énough relevant infor- , '
MATON? vveresivrssnerssessnesnssesssesssssasmsssnserssassnecsans (1] 2] [3] (4] (51}!s] 6:29
c.  You do not have the necessary equipment? ... . 111 [2] 13] (41 {s]|le] 6:30
d. You do not have the relevant drawings
and specifications? ... s [1] [2] (3] [4] [5]][6] 6:31
e. You do not have adequate training? ............e.. [t} [2]) [3] (4] [51}[6] 6:32
f.  You have been" asked to do too much work? .. 17 [2] [3] [4] [51{[6] 6133
g, The assignment’s budget is 100 HEAL? .ovooorreesirennns (11 [2] (3] [4] [5]]]e] 6:34
h.  The work is not adequately scheduled? ............. (1] [2] [3] [4] [s}]l6] 6:35
i.  The work flow is poorly coordinated? ............. (1] [2] [3] (4] [5]]{6] 6:36
j..  Other reasons, please list '
INSTRUCTIONS: We realize that the following questions are difficult to answer. How-

e e T T

79. Thinking of your work over the past three months, what percentage (%) of your assignments
had "to be done over or modified? (Please fill in the percent - 0 to 100%)

% of assignments

6:37-39



80.

ar1.

82,

83,

Thinking of your work over the past three months, what percéntage (%) of your time was

spent without a work assignment? (Please fill in the percent - 0 to 100%) 6:40-42
% of time without assignments
Thinking of your work over the past three months, how many hours did ybur typical work
assignment take to complete? (Please fill in the average number of hours per assignment,
0 to 999 hours; NOTE: If your typical assignment lasts longer than three months, report
total hours needed for completion.) ' 6:4345
average hours per typiéal assigrment
Thfnking_of your wdfk over the past three months, how many hours did you spend redoing
or modifying your typical work assignments? (Please fill -in the average number of hours per
assignment, 0 to 999 hours; NOTE: .If your typical assignment lasts longer than- three months, -
report total hours involved in redoing or modifying- work.) o 6:46-48
average hours per typical assignment
On the average, what percentage (%) of time do you spend during an -_eight hour day being
productive (i, a work day could be divided up into the following three components:
{a) Meaningful work, {b) Less than meaningful work, and (c) No work at all. Please do
not consider, coffee breaks and lunch as “No. work at all”},
% A
Meaningful Work . . 6:49-51
.
. -_ %
Less than Meaningful Work - 6:52-53
+
- %
No Work at all 6:54-55

TOTAL = 100% of an eight hour day



EXHIBIT F.4

VIEW OF MEASURING THE INPUT-THROUGHPUT-OUTPUT PARADIGM

Core . . Supportive Interaction

‘ Technologies Technologies Between Core—-
Socio=-Technical - ‘ ‘ Co ‘ ' e - o _ Supportive

‘BSystem. © Simple-----Complex*  ' . Simple--—- Complex - Technologies,
Individual Level Fhhk * &k & kkkk
Dept.-Group i

Level ' ok kk Kkkk _ kkkx
Organizational ) _

Level : ek kk R TTT hkkk

*NOTE: This simple--cowmplex dimension is a scale from 1 to 7.




G. UNSTRUCTURED OBSERVATION

Ronie Nieva
Mark Fichman

Dennis Perkins

The Roie and Rationale

In most'sﬁmple terms, the role of the site historian consists of
the observatiqn;i;ecording, and analysis of ongoing activities at a
research site,-éollecting information that cannot be obtained through
standardized pfe4deve10ped instruments. The site historian would be
present in therorganizatioh being studied at more or less regular in-
tervals,.obsefﬁipgrbehaviors, aétivities and events, and obtaining in-
formétion_about.thé organizational members ' reactions concerning important
events that occﬁ;f

The siterobservér/historian is particularly. important in the
aséeSsmentlof.éhange efforts in organizations. It is_only through on-
going observatibp that the essence of dynamic processes such as change
can be captured; Observation can provide data on the cfitical events of
a change program, the timing, sequence and pacing of.the interventions
and their conséquences. The documentation of these changes is vital to
arrive at some ﬁnderstanding of the different ways in which organiza-
tions may changéro;er'time, and the effects of a variety of intervention
techniques on different types of systems. |

Data coiie@ted by observational methods complement data'éollected
by other more standardized methods. Observations can provide infor-

mation on gmerging organizational processes (Walton, 1972), and can be
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particularly uéefui to record occurences that are not anticipated or
routine. Direct observation is not subject to the same biases as
_ self-report da;g (ﬁichardson, Dohrenweind and Klein, 1965; Heyns and
Lippitt, 1954). The richness in this-kind of data is helpful in
validating and explaining results from otherrsources, apd for developing

more ‘refined théories and hypotheses.

The Functions of the Site Observer/Historian: _

The functions of the historian will differ depending on the level
of involvement aecided on by the research coordinators. Investment‘in
the historian\fble can be located on a continuum ranging from minjmuml
gite mainténance,.which ha:dly calls for any real obéervational activi-
ties, to a live-in involvement in the site, in the anthropological
tradition. Foﬁr basie levels. of involvement are to Be consgidered.

LEVEL OF RESEARQH INVOLVEMENT DESCRIPTION AND FUNCTIONS

I. Minimal gite maintenance ~ At this level of involvement, activities
model o are limited to the barest necessities
S for the survival of the ofganization
Personnel involved: as a research setting: entry into the
Site coordinator organization, setting up of contact

persons, collecting basic Information
regarding .the site's persommel, structure,
b tasks and technology, stated organi-
" zational rules on language and behavior,
and keeping a gross chronology of
notable events occurring within the
timespan of interest to the research,

II. Basle Site Historian Activities at this level will include:

Model L 1. Naturalistic observation - to

‘ attend and observe, in an uncbtrusive
Personnel Involved: © non~participative fashion, key
Site Historlan and meetings and events in the organiza-

Site Coordinator tion, e.g., normal work activities,
B meetings of various groups at dif-
ferent levels, and activities re-
lated to the change agent's inter-
ventions. ' '
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ITI. Intermediate Site
Historian'Model

Personnel Tavolved: Site
Coordinator and two or
more site historians

Site contact: bi-weekly,
or weekly

IV. Live-In Observer Model

Personnel involved: Site
historian

Site contact: daily

Informal interviews - key informants
to be cultivated among organiza-
tional members and the change team,
for information regarding more subtle
aspects of organizational functioning
and the change effort.

Colleétion of relevant records and
documents - memos, minutes of
meetings, and other kinds of docu-
ments§ relevant to the change effort
will be collected.

In addition to the relatively un-
structured activities already cited,
there will be data collected using =
more rigid sampling scheme for
choosing respondents, and more
structured methods of data collection,
They may include:

Structured interviews - aimed at oh-
taining specific types of information
particularly useful at various stages

~of the change effort, to obtain

reactions to and feelings about spe-
cific interventions.

Structured job observations - for in-
formation regarding characteristics
of jobs and tasks in the organiza-
tion; particularly useful in cases

" where the intervention focuses on

job design.

Structured observations of meetings-
to obtain quantitative measures of
various aspects of meeting behavior.

The site historian at this level will
be constantly at the site, and ob-
serving day to day activities in
anthropological fashion. Thé his-
torian at this point will be more

of a participant-observer, partici-
pating in many of the activities of
the organization much as other
members do.
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Whatever level of 'involvement is deci&ed on by the researchers
for the site historian role, there are certain commonalities in tasks
to be done. in order to carry out these functions in the complex
organizational setting, it is necessary for the observer/historian to
design a plan Qf cctivities that Vill cover the major units and functions
of the organization. A basic understanding of the orgdnization's
fqndamental characteristics can be obtained from obscréaﬁions and in-
quiries ﬁade duricg the initial exploratory visits to the site. This

information can be used to construct a flexible sampling scheme, a listing

of relevant'caﬁegOries to be made the foci of observation. The check-

list can be used'as a planning and feedback device to check on the areas

which are relatively saturated and those which are relatively ignored.

It can be modified as changes occur in the ofganizaticc, changing the

relative values of aspects of the organicationlwith rcspect to the

change strategy. A‘sampling design ﬁay consist cf the major:

EVENTS : - | Regularly occurring happenings in the organi-

zation's life, e.g., meetings, breaks, train-
ing sessions, efe.

GROUPS : The relevant divisions in the organization,
e.g., departments, teams, levels of hierarchy.

ROLES/PEOPLE : Critical positions in the setting, e.g., super-
- visors, change agents, personnel manager.

CRITICAL SETTINGS: Particular enviromments that may differentially
o affect people's behavior in the organization,
e.g., cafeteria, plant floor, front office.

THEORETICAL Principal variables to be focused on, including
CATEGORIES: those parallel to the questionnaire categories
i and those of particular interest to the study.



G.5

It will -also be necessary to set up a systéﬁ'for.récording ob-
sgrvations. Tﬁéfﬁaiue of observational data lies largely in their closeness
to actual évents.énd their contexts, and the richness of-descriétive detail.
The observer's:regérd must discriminate, as much as'pquible, between

"(a) what the field worker believes to be a full and fair account of

" his observations in the situation, . . . and (b) what he now finds, at

¥

the moment of rééording, worth adding in the way of personal feflections
and research inéerpretations" (Junker, 1960, p. 14). While the primary
audierice for thé'record will be the siie observer and the other members
of the researchlteam, it should also be theorétically possible for an
outsider to exaﬁiﬁe these records and come tb an indeﬁendent under-
standing of the development of the organization. The records should
enable the out&ide:examiner‘to find out not only what the observer dis-
covered and c&qclﬁded, but also how such discoveries and conclusions
were made,

Finally, phe site5observef/historian will have to devise a
strategy for thetanalzsis of the observational data éollected, In
naturalistic, unst%qctured observations, no ciear cut distinction exists
between the data_éollection and.analysis phases. The notion of sequential
analysis (BeckéfUand Geer; 1960) and Glaser and Strauss's (1968)
development of grpunded theory call for analysis interwoﬁeﬁ with data
gathering. To do the rﬁnning analysis, the observer/historian will
have to develop a coding system'for classifying the information into
analytical categories, and a sef of questions which can direct the
generation and fefinement of hypotheses. More traditional methods of

data analysis can be used with the structured and quantified methods



that may be used by the historian.

THE CURRENT STATE AND FUTURE DEVELOPMENT OF THE SITE OBSERVER/HISTORIAN
ROLE

While real limits exist regarding the degree of systematization
possible in a roie that is largely dependent on the personal character-
istics of the observer/historian aﬁd the relationships developed on
the site, some guidelines can be set fegarding the content of observa-
ticn, the recording format, and the general conduct of the role.  Since
the specific content of the observations is intentionaliy kept flexible,
it hecoﬁes evén more essential that some degree of standardization with
regard to procedures be developed. Towards this end, the site observer/
historian package should contain:

i. A diécussion of the issues involved in making the decision

regarding level of site historian involvement considered
appropriate to the particular study.

2. A discussion of the central issues fegarding the definition
of the role and its development in the organization, which
would differ according to level of involvement desired.

3. A listing and discussion of skills needed by site observer/
historians in general and particular ones in relatiom to
site-specific issues,

4. Related to the skills needed, a discussion of the problems
to be anticipated in the implementation of the role.

5. Concrete behavioral guidelines that should enable a rela-
tively naive individual to carry out the role.

6. Methods for checking on reliability and validity of obser-
vational data.

7. Instrumentation for observer's use when appropriate, e.g.,
structured observational forms.

8. Possible training approaches for the development of site
observers.
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Presently, some w;rk has been done on develbping the guidelines
and instruments for the‘site-historian role, Experience at three re~
search sites, a pharmaéeutical laboratory, a bank and an engineering
concern; in conjunction with earlier sociological and psychological
literature on fieid and observational methods provide the source for

the development of the manuals and procedures.
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‘H. "THE ASSESSMENT ROLE - GUIDELINES¥*

David N. Berg

The Basic Design - Third Party Assessment

The un&erlying assumption of the assessment program is that there is
a value in haviﬁé an'objéctivé, dispassionate, "external"rasséSSment
group evaluate.biganizations and organizational change. Thus the model
being described here is basically a three-party model. The first party
is the organization itself and the "Quality of Work Committee" within the
organization. It is made up of members from all réle?ant organizational
subgroups (for example, labor and management). This committee représents
the interests'of the site organization and serves as the primary contact
at the site orgaqizatiou throughbut the pefipd_of the expgriment. The
second party 1s the consultant who actually performs'the intervention
work. The coﬁsultantris essentially responsible to the'Quality of Work
Committee an& tﬁaﬁ grouﬁ serves as the primary "client"‘for the consul-~
tant team. |

The third party in the experiment is the assessment team. While.
the assessment team is expected to work with the Quality of Work Committee
and the Consultant Team, its primary function is to obtain data, using

the different measures so as to enable an in depth description and

*This component is still in the early stages of development. This

parer presents some initial thoughts on the assessment role



evaluation of the efforts of the consultant as well as the changes that
occur or do not occur iﬁsfhe site organization. The responsibilities of
the assessment team include the following:

(i) Major data collection at key points in time (before the

consultant begins work, mid—way'through the experiment,
anﬁ after the major intervention work has been completed—-—
envisioned as a period of about 3 years in total)

(2) Onngoinglcollection of data—-mostly involving descrip-

tion-of the activities and events which occur at the
site

(3) Inteération of data for description--yielding én in~

depth case study description of the total intervention

(4) Assessment of results—-using the variousldata,for an

evaluétion of the changes which appear to cbme-about
as a result of the intervention.

This type of design, involving three parties, is a relatively unused
approach to the measurement and assessment of organizational change.
Although such arrangements have been used before (e.g., Seashore, 1975;
Marrow, Bowers, & Seashore, 1967; Blake, Mouton, Barnés, & Greiner, 1964;
Argyris, 1962), most research on change_has been dong with the intervenor
also being the éssessor of the change. In fact, the case has been made
(Argyris, 1970) for the édvantages of the interﬁenor and researcher roles
being combined in one person or group of persons. On the other hand, there
is considerabie support for the evolution of three pargy arrangements
(Barmnes, 19675. The ISR program Has used this appreoach for the;following .

reasons:
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(1) Combination of the aséessment and igterveﬂtion roles can
lead to role conflict. Often what is good for research
is not necessarily good for the intervention and vice-
versé. Given that the primary rewards for the researcher/
consultant often lie with doing a good intervention,
ratherl;han doing good reséarch on a bad intervention,
the nesearch end often loseées out.

(2) The combination of research and intervention roles provides
a disincentive for the repo;ting and publication of
f#ilurés, since the consultant does not gain through the
dissemination of information about the inability to
bring about changé oxr improvement in organizations. Thus,
the fesearch value of the reporting of failures may be
lost.

(3) The accurate description of the events and activities
which go to make up an intervention program is also an
importaﬁt outcome of research on change. The heavy
involvement of the consultant in the intervention often
makes it impossible for that individual to provide an
accuréte, objective, and unbiased picture of what actu-
ally occurred. Thus, the third party role facilitates
such descriptiomn.

Given that the underlying purposes for the proposed research is that

of the development of instruments to assess organizational changes (a
research task) the model used is the three party model so as to insure

that the goals of the research effort will be maintained as an important



priority throughout the intervention period.

Although the process presented here is designed to provide accurate
and complete data for use in instrument validation and the evaluation of
field experiments, it also presents some problems. Such a design involves
three sets of needs and goals. Although these needs converge on some
issues they diverge on others. One such clash of interests lies at the
heart of the third party evaluation design. 1In the ig;erests of objec-
tivity the split between action ahﬂ research has been formalized (Barnes,
- 1967) with the assessment function allocated to one party and the action
program conducted by another (in collaboration with the organization).
The organization is interested in increasing its effeétiveness along a
number of economic and/or social dimeqsions and the consultant is hired
to develop andrimplement a change program t6 meet these needs. In addi-
tion, the consultént's prefessional future depends on (1) the success of
the change program, and (2) the opportunity to develop and improve it as
it unfolds in the field. At the same time the assessment team is commis—
sioned torconduct a scientific evaluation of thepchange program, and is
faced with the difficult questioﬁ of how to conduct a scientific inquiry
in an envirénment which is‘understandably "hostile™ to the rigid demands
of the scientific method.

The tension between change and evaluation programs (action and
research) is not all pervasive. There are many areas where the two pro-
grams have common interests (and, in fact, the goal of‘applied social
science is thé'development of useful theory and technology), but the:e
are many practical situations in which the three parties have competing

interests. The goals of the change program, for example, may reguire
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- on—-going modifications which may wreak havoc with fhe-exﬁerimental design
of the assessment team. The challenge for the assessment team 1s to
develop on;site‘;élationships which support and encoﬁrage the discussion
and resolution;qfvissues involving the research and the tension between
action demandsrand research needs. Only if such relationships can be
éstablished will it be possible for the three party model at any given site
to fulfill the needs of all parties involved, including the evaluation
team. As Seashore (1975) points out, there are no "rights" or "wrongs™
in such field'siﬁuations, but rather a number of choices and trade-offs
which need to belconsidered and resolved. The need for mutual commitment
to fhese solutioﬁs;islparticularly critical in this design since much of
the &ata collection érocedure is on-going, pbservational and concerned
with process as well as outcomes.

The remainder of this paper will present a list of the critical
issues involved‘in establishing, developiﬁg and mainfaining relationships
created in thé three-party assessment design. In adaition, the final
part will outline further research strategies for developing a set of
written guidelines for managing and resolviﬁg these critical issues. The
following list is by no means a complete or comprehensive one., It is a
beginning which draws on thé program evaluation literature and the experi-
ences of researchers involved in assessment research. As én initial step,
this survey of issues serves two purposes. First, it'provides a guide-
line for the development of the three-party model in numerous field sites
during the coming months. Second, it serves as an outline for further
research on the relatiomships involved, in third-party evaluation research
and for the development of written guidelines to accompany the measurement

package and procedures.



Critical Issués

Utilization and publication of findings. Who will use the evalua-

tion findings and for what purposeé can have a significant impact on

the relationships_among the three parties and the degree of cooperdtion,
involvement, tension, defeasiveness and validity. Weiss (1972) points
out that evaluation research can bé conducted in order to increase on-
going program effectiveness or for the purposes of future policy deci-
sions on similér programs. In the former case the research findings are
utilized by the program staff, while the latter case involves interpre-
tation of the results by a policy g;oup or funding agency. The issue of
who sees the iéformation, when and for what reasons is an important one .
for all pa:ties invoived.

Rodman and Kolodny (1964) raise the issue of publication as oﬁe
which often causes tension between fesearchers and organizations in the
field. Who has the right to publish the findings of the research and
how shall the credit be distributed 1s an important issue for academiciams,
and these two authors suggest that it‘may be an important issue for the
other parties involved alsd, althoﬁgh one that_is seldom discussed.
Closely tied to the issue of pubiication rights is the issue of confi~
dentiality, not only of individual responses and communication, but of

organization and consultant identity as well.

Evaluation as intervention. In a broad sense, any part of the
assessment prdcess which is oﬁtrusive is an intervention in the pfgani~
zation., Even the knowledge that such an assessment is being conducted
can have an iﬁpact on the behavior and attitudes of in&ividﬁal and

groups within the otrganization. Many such reactive aspects of the
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evaluation proﬁéss are unavoldable, but minimizing fhé intervention
effect of the data collection is a primary concern of the MAP team.
The evaluation research strives to assess the‘impéct of a change pro-
gram on a variety of variables rather than the impact of a changerpro-
gram with accoﬁpanying evaluation research.

Organizatiqn/Evaluation team relationship. In order to insure the

objectivity whic¢h is the heart of the three-party design, there must

exist é relationship between the organization and theraSSessment tean
which is independgnt Qf the consultant. This is a crucial element in

thé research design for two reasons. First, the assessment team must

be able to coilect information about the organization which is independent
of the consultant's sources of bias.- Second, the asseésment project
needs to continue_afteg‘the change program has been completed,

An iséue is how to establish an independent relétionship between
assessment team and organigatiOn which fulfillé the needs of both and
what are the specific ways in which_each party moves toward a workable
compromise between action and research.

Consultant fEvaluation team relationship. The relationship between

the consultant and the evaluation team is charged with the tension of
evaluation and judgment. Since the evaluation team is interested not
only in outcome measures but in process descriptions énd observations
as well, there\exists a high level of interdependence between the two
parties. The consultant's presence depends on the presence of the
assessment téaﬁ (in terms of fﬁnéﬁng) and the consgltant may also make
use of information collected and prqvided by the evaluation project.
Thé evaluation team, in turn, depends on the consultant for access to

the process of the change intervention and any subsequent modifications.
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It is in-thisrrelationship that the actionmreséarch trade-offs of
which Seashore (1975) speaks are most relevant and important. Critical
decisions must be made in the areas of information access (for each
party), communication, on-site observation time, fee&back and mutual
influence. |

The triadic relationship. This relationship involving all three

parties is the Key to the success or failure of the field project. fhe
process of evaiﬁation is a sensitive one ﬁhich requires that the parties
involved deal with difficult and potentially threétening problems..

1. The first issue is the coustrucfioﬁ and desigg of a joint

decision-making body where questions can be answered and practical issues

resolved.

2. Although the assessment package and the measures which com-

prise it are esgentially the domain of the evaluation staff, they are of con~
cern to all parties involved. Again, if the organization and the con-
éultant are to-be involved in and committed to the aséessment research,

the assessment ﬁackage must respond to their needs as well. The organi-
zation can also provide the assessment team Witﬁ valuable "“dinside"
information to‘gﬁide measurement development (Likert and Lippitt, 1953)

and the assessment instruments can hé modified on this basis to be more
empathic and therefore more valid {Alderfer and Brown, 1572). In

similar ways thg.consultant can provide gﬁidance in the.areas in which
he/she expects té be able to measure change.

3. Data handling and feedback is the third issue of concern to ail

three parties. What to do with the information collected by evaluators

and when are two very important questions. Scriver (1967) classifies
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the two competing data feedback strategies as summative and formative.
Summative evaluation involves an assessment of a change program upon

completion with one final feedback phase. Formative evaluation pro-

. vides on-going feedback to the program for modification and improvement.

Clearly the appgoach used here will be neither of these extremes and

will strive to minimize the intervention effect of thé data collection

while'addressing the needs of the orgahization and comsultant.

Fault finding. An evaluation team is often perceived as attempting

to find fault.  One of the purposes of evaluatioﬁ research is to ddentify
the negative consequences of a change program, But although the percep-
tion of an evaluation team as a fault finding group has some basis in
fact, it is often distoéted by the fears of the parties involved, BRBoth
the organization and the comsultant may fear the destructive potential

of negative feédback or negative results, directed inﬁard to the program
or outward to the scientific or professional community.

The evaluation team, too, may oPerafe under the spectre of the
evaluation pfocess in a different way. What would it mean for am evalu-—
ation team not to find problems, faults and mistakés? The evaluation
team may share the belief that only negative information'is the province
of the research. .

Unstable triads. The soclal psychological literature suggests that

triads are an unétable group form. Thé result of this instability is
a breakdown of the triad into a pair and an outsider. .The potential
for such an alliénce formation exists in the triadic relationship dis-
cussed above and two of the possible combinations are particularly pro-

blematic for the success of the evaluation program.
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1. ConSultént and 6rganization versus assessment team. The two
"action" parties may perceive the evaluation process as iuterfering with
the change progfam or they may both bear the outcomes of negative feed-
back., As a reéult such an alliance,.usually coverf, could lead to
attempts-to restrict the assessment team's access to information, meet-
ings or economic measures.

2. Consultant and assessment team versus the organization. The

fact that both the consultant and the assessment team are dependent on
outside sourcésifor fuﬁds could cause a subtle alliance which mighf
influence the data collected particularly if both perceive that the
project must be a "success" for their support to continue. In another
sense, the informétional interdependence provides another compelling
reason for the two partiés to "work together." Most important is the
possibility that because both parties come from outside the crganization,
with similar academic credentials, they will be perceived as an alliance

by the organization.

Over-measurement. The design calls for a great deal of data to-be
collected. 1In addition to the evaluation team, the consultants may
also want to collect othet data. The organization and'organization
members may becﬁﬁe fatigued from the extent and duration of data collec—~
tion activities and may even begin to feel hostile towards the process.

Under—feedback. The nature of the arrangement mandates that only

limited feedback of initial measures be made availabie to the site organi“
zation. This further reduces the payoff to the organization from assess-
ment activities. This also reduces the reciprocity between researchers

and subjects in that the researchers may ask for the subject's (organi-
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zation member) time and energy and not give anything substantive in
return for three years. In addition, the qﬁestions of how much data to-
"handback" to the Quality of Work Committee and the comsultants, and the

effecty of that'hgndback must also be considered.

Integratidn of data. A vast amount of data is being colleéted,
utilizing a variety of measures, measuring a range of variables, using
repeated meaSufes, for relatively large samples. The integratiom of this

data into a usable form for assessment is a large task which will need

to be well-planned in advance.

Assesgment team organization

Each site will alsc have an assessment team whicﬁ will have the
primary responéibility for making use of the measures at the site,

The key individual is thé Site Coordinator who is responsible to
the ISR senior pfogram staff for assessment activities at the site.
The site coordinater is also in an integrator role, coordimating the
work of several different groups. First, the site coordinator will be
assisted by his oﬁn site staff which may include an assistant site
coordinator (whose primary function will involve responsibility for on-
going observations and other data collection) and additional observeis
as needed. Secohd, other ISR staff will be called on as needed to per—
form work involving the site. Other professional members will serve in
the role of staff functional specialists providing services in certain
areas (i.e., questionnaire design, setting up behavicral/economic col~
lection systemé,_etg.). Technical gupport staff will be responsible
for coordination-of instrument production (composition, duplicatiom,

assembling of quéstionnaire administration ma;erials) and for managing
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the computer data files relevant to the site. Finally, clerical staff
will provide support as needed for site relevant activities.

Third, the site coordinator wili call on and coordinate the
activities of specialists from outside of the ISR permanent staff inclu-
ding specialists in certain areas who will be called on site to collect
data and/or make observations and other groups, such as the review team.

The site coordinator, then, will be in the role of integrating the
work of these different groups, supervising all assessment agtivities at
the site, being responsible for the assessment prdceés at the site organi-
zation, and thus assuriné that data needed‘for assessmentrand validation

is collected in an effective nianner.

Future Research

If the role the evaluator is to develop as a distinct, viable and
separate function in the area of organizational chanéé, a greét deal of
research is needed on the types of measurement procedures that are nec-
éssary, and so is research on the conduct of tﬁe field relationships
involved. More work needs to be done to outline the effective relation—
ships in such a cqﬁtekt.k There is a need to expand and &évelop the list
of critical issues discussed above. Our future reseérch will strive to

outline the dimensions of each issue and provide theoretical and prac-

tical guidelineé for resolving them while in the field. With regard
to the entire toﬁic of field relaiionships involved in ;@ assessment
program such reseérch would aim to (1) clarify the iégues, (2) record
relevant experien@é which illuminates how these issues.have been dealt
with in similar situations aﬁd (3) produce guidelines and strategies.

which havg proven effective.
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APPENDIX I

SHORT FORM QUESTTONNATIRES

In a nﬁmber-of sites, a different type of measurement fool, the
short form questionnaire, has been used. Short questionnaires,
administered at short intervals (from once a month to one every
three months) enable the fesearcﬁer to "track" the course of aﬁ
intervention over time. As such it is a valuable tool for assessment.

At the same time, the experienee of the staff at SRC with
short formIAuestionnaires_has led to fhe conclusion that this

instrument should only Eg_used with 2reat caution. The administration

of sich questionnaires on a regular basis geqefally tends to result
in demands for feedback of the data. With data feedbéck, the evaluation
process and ﬁhe intervention process become confounded to a very
great extent;'

These short forms have been used in one_case, as an intervention
in themselves. -Through provision of feedback from the forms on a
monthly basis,‘interventions aimed at improving group effectiveness
were conducted. The results of this experiment (see references below)
reinforce the notion that such questionnaires should be used very
tarefully and only in situations where the possible intervention effects

from use of the questionnaire would not be problemétic.
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. MONTHLY ATTITUDES QUESTIONNAIRE

This questionnaire is part of the ongoing study of
- * being conducted by the Institute for
Socxal Research at the University of Michigan. We want
1o know about changes in your feelings concerning various
aspects of your work. This is not a test and there are
no right or wrong answers. Please answer the questionnaire

‘frankly and honestly.

At the top of the page is you Michigan Identification

: Nuwmber which is available only to the University of Michigan
research team. Your individual responses will be completely
- confidential. A summary of the plant response will be

available at regular intervals,

- \

When you have finished answeriig the questionnaire,
please place it in the envelope, remove your name from the
outside and drop it in the locked box in your area. Do
not put your name on the questionnaire.

To complete the questionnaire, -please choose the one
number that best matches the description of how you feel
about the statement. . For example, if t1e statement read
“l enjoy the weather in North Carolina®™ and you agreed,
you would check the number [6] under agree.

Exampie:

%
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% & DO
Ag & X
& & & o
Cal R S &
0‘4@ 9{:’ E“'C’Q- 2_6 " kad
oY v G kv oY
& o @é@\@ & &
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I enjoy the weather in North Carolina. (1] [2] [3] [4] (5] & [7)

(Please write in today’s date above)

PLEASE TURN SHEET OVER AND COMPLETE THE OTHER

SIDE.
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THE FOLLOWING ARE SOME STATEMENTS ABOUT

YOU AND YOUR JOB. PLEASE CHECK THE NUMBER

THAT INDICATES HOW MUCH YOU AGREE OR
- DISAGREE WITH EACH STATEMENT. PLEASE
READ FACH STATEMENT CAREFULLY.

1. All in all, T am satisfied with my job. .wevecnlooneenen
2. rewards those who do their jobs well. ...
3. I get a feeling of personal satisfaction from doing

MY GOB Well. oot m et ses e
4. In the next few rionths, I am likely to look

for a job outside of .
5. The organization cares more about money and

machines thant people. .....coomvrvrsieccecemiimnirniens -
6. 1 don’t care what happens to this organization

as long as I get a paycheck. ....occeeiioncion,
7. 1 feel free to tell people higher up what I really

1311111 SY SO ROTUB
8. Decisions are made around here without ever asking
* the people who have to live with them. ....c.coooenne.
9. What happens at is really important to me.
10. My supervisor encourages subordinates to participate

in important decisions that concern them. ...
11. Al in all, I am satisfied with the quality of ~

MY SUPEIVISION. ..oorieeireri e emimn s s s s e
12. The team concept is working in my department. ...
13. My co-workers are afraid to express their real views. .
14, It is easy to get other people in this department

to help me when I need it. ..coiiiiinnicinnnenn
15. All in all, I am satisfied with my shift hours.
16. 1 have difficulty getting the tools and supphes

I need on my ]ob ...... Lreerereesanerene st ras it s enen
17. My pay is fair consxdermg what other places

M this area Pay. ..ocoicnineressneenee s
18. My work group knows exactly what things it

has to get done. ..o
19. 1 understand the Problems and Complaints _

PIOCEdUIES. oot
20. I feel I can get help for my problems using !

the Problems and Complaints Procedures. ..........
COMMENTS:

.....

01:5
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[1] [2) 18] [4] I5] (6] [7] o1
(1] @2 3] [ 5] (6] [7)  oks
TRCRORCRG 6 7] onio
1] 21 81 [41 5] (6] 171 onu
0 21 B @B ou
[1) [21 3] [41 5] 161 7] 01:13
01 21 31 [4 51 [6f [ o4
0B RS 8 ons
[l 2 B3] 4] [53 [61 [7] 01:16
(1 21 Bl #4151 061 (71 ona
[ 2] B3] (4 5] 6] [7] o118
(11 2 31 (@) 51 @81 i onag
(11 121 3] {4} [si {61 (71 01:20
[ [2 3104 B5] (6] (71 o1t
(1] 2} [31 4 [S] {6} [7] 01:22
(11 [2] 131 [4] [5]1 [6] [7} 01:23
SO RCEERORUEEIEE
N1 [21 B[4 [slfel M on2s
.01:26-2_7‘

THANK YOU FOR YOUR COOPERATION




© MONTHLY ATTITUDES FEEDBACK QUESTIONNAIRE

o ions: This uestlonnalre is being used to collect data as. part of the on-going feedback pm ect
Kl :—)%m—t@ﬂi T . 9 and the - [nsututeg for Social Research (ISR} at the University of Michigan, ,
Your branch will be receiving a summary of the responses of all the employees in the branch within
a few weeks. No individual data will be fed back and your individual responses will be strictly con-
fidential. Please answer each quest:on as frankly and openly as possible. Do not put your name on
this questionnaire. |

PLEASE FILL IN THE FOLLOWING IDENTIFICATION INFORMATEON

Form Number 0 43:01
Branch {Cost Center). Number ' 7 88010
Your position within the branch: {1]  Teller _ 88-05

(2] Desk

T [3] Management (includes Teller-supervisors,
Branch Managers, and Assistant Managers)

Are you: [1] - Part time [2] Full time _ o . 88:06

Date: Indicate the month that feedback covers h vy
(if distributed in first few daysof new Month Number ' rear ' 88:07-1
month piease record the previous month) ' '

' THE FOLLOWING ARE SOME STATEMENTS ABOUT
YOU AND YOUR JOB. PLEASE CHECK THE NUM- '5{5?
BER THAT INDICATES HOW MUCH YOU AGREE OR 6‘?
DISAGREE WITH EACH STATEMENT. PLEASE READ &
EACH STATEMENT CAREFULLY. g g S .
. . wr LS S g 4
S V : ' i Q&’ ‘5‘:’ Téa T“-‘a . _:.-
ot el . A 4 s & & 2 3
Gt % ,ji e O p st };ﬁ‘%{v (e h) é?a b,’éB § §, g § g@"
1. It is easy to get other people in this branch g & § = & %X 9
to help me when | need . ovoviviiocoveceeeeeersnsann, [1] 12} {3} [4] [5] (6] 17] 82:11
2. 1 get a feeling of persona,[,wsatlsfactlon frogn -
doing my job Welii\:.:_.z.%?ﬁ..m.ﬁrﬁ...iff%;; ........................ (11 {2] (3] [4] 15] [6] {7) 88:172
3. Decisions in this branch are frequently made
without asking the peopie who have to
live With them. ...cccceueeeeeesresmrcrsemsesessenesesessseasssssssenseens (1} [2] 13) 14) [5] (6] 7} 88:13
4. The {bankyrewards those who do their jobs weli ............ (1} [2] {3] 14] [5] [6]) {7] 88:14
5. Commurication in this branch is 800d. e, (1] {21 {3} [4] [5] [6] (7] 88:15
6. | look forward to being with the people in my
. Drarch MOSt days. oovveerereeerreeereeee et A1) 2] 3} [4] I5] [6] [7] 8816
JI.In the next few months, { am likely to look formy w. o
a job outside of JiTuernXiadaneg i 27 1) 2] 131 (4] {5] (6] [7] 88.17
8.  What happens in thjs branch is really 1mportant
o me. ...l ekl (1] {21 (3] [4] I5) [6]) [7] 88:18
9 Each person in thxs branch has a cfear idea of \ )
the branch’s goals and objectwes& s {11 [2] [3] [4] [5] [e] {7] 88:19
f. Al in all, 1 am satisfied with my job. ﬁt;*‘? ey 111 121 13} 14] {s] Ise} [7} : §8:20°




THE FOLLOWING QUESTIONS ASK ABOUT THE QUALITY OF SUPERVISION IN THIS BRANCH.
THE STATEMENTS SHOULD BE THOUGHT OF AS REFERRING TO ALL OF THE PEOPLE WHO
SUPERVISE OR DIRECT YOUR WORK (THIS COULD INCLUDE TELLER-SUPERVISORS, PEOPLE
FUNCTIONING AS ASSISTANT MANAGERS, AND BRANCH MANAGERS). FOR EACH STATEMEN
CHECK THE NUMBER WHICH INDICATES HOW MUCH YOU AGREE OR DISAGREE WITH THE
STATEMENT, KEEPING IN MIND ALL OF THE PEOPLE THAT SUPERVISE YOU.

,g
MY SUPERVISORS . . . N
@ o
$ & 5 . $
ol S 2 £ i
O N )
S-S
§ &5 s e
11. ... help me solve work related problems. ....cccoove... {1] [2] [3] [4] {51 [6] [7) 88:2
12. . .. do a good job of planning and scheduling
WOTKINg i 2dVANCE. ovevevereriereieesse e vemssesns s seeees {11 [2] 3] (4] Is} 6] [7] 28:2
13. ... let me know how well I am doing. . ocevmeeeone. [11 [2] [3] [4] [5] f6) 7] 88:2
14, . .. are concerned about me as an individual, ............ (1] [2] 3] [4] 15} @6] (7} 88:2
15. . .. help subordinates to develop their skills. ..o........ c D1 [2) [3) (4] I5) [6) (71 88:2
16. . . . encourage subordinates to participate in _
important decisions that concern them: ..o, [} 121 (3] [4) {5} ie] {7} 88:2

PLEASE ANSWER THE FOLLOWING QUESTION KEEPING IN MIND THE AREA OR PART OF TP
BRANCH IN WHICH YOU WORK MOST OF THE TIME:

17. During the past month, the quality of customer service we have given has been: _ 887
[1] 2] [3] [4] [s] [6] [7]

Poor o Average - Excellent

18. PLEASE WRITE IN YOUR UNIVERSITY OF MICHIGAN IDENTIFICATION NUMBER
IN THIS SPACE: I . ’

88:2

THIS INFORMATION IS IMPORTANT FOR THE SCIENTIFIC WORK IN THIS STUDY.
NO ONE IN THE BANK HAS ACCESS TO THE LIST OF 1D, NUMBERS AND NAMES.
IF YOU SHOULD MISPLACE YOGUR 1.D. NUMBER PLEASE CALL THE FOLLOWING
PHONE NUMBER (COLLECT)} AT THE UNIVERSITY OF MICHIGAN AND IDENTIFY
YOURSELF AS A CITY NATIONAL BANK RESPONDENT.

AREA CODE 313 764-9397

19. (This space is for additional questions which may , _
be asked from time to time. If an additional (1] 12] 3] [4] {5} [6] (7}
question is attached, write in your answer here;
if no question is attached ignore this space.)

88:3
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APPENDIX I1

QUALITY OF WORK RESEARCH PROGRAM STAFF

Institute for Social Research

Program Direction:
Cortlandt,Cémmann

Edward E. Lawler III
Stanley E. Seashore

ProfgssionairStaﬁf:

David N. Berg

Mark Fichman

Jeanne Herman

G. Douglas Jenkins
John Klesh

Barry A. Macy

Philip Mirvis
Michael Moch .
Veronica Nieva
Dennis N. T. Perkins

Technical Staff:

Marge Black
Susan Campbell
Maureen Compton
Gary Herline

August, 1975

Study Director
Program Director
Program Director

Assistant Study Director
Assistant Study Director
Study Director

Assistant Study Director
Assistant Study Director

- Study Director

Assistant Study Director
Study Director

Assistant Study Director
Assistant Study Director

Research Associate
Secretary

Research Assistant
Research Associate

Gayle Mandigo Secretary
Marian Mittendorf Secretary
Staff at Cooperating Academic Institutions
Paul 5. Goodman Associate Professor Graduate School of Industrial
Administration

‘Carnegie-Mellon University

David A. Nadler Assistant Professor Graduate School of Business
Columbia University



Quality of Work Research Program Staff (Continued)

Consultants

Michael Alexander
Walton R. Hancock
William Goodall

William Wellman

Richard C. Wilson

Partner

Professor

Research Assistant

Research Assistant

Chairman

Touche Ross and Company

School of Public Health &
Department of Industrial

and Operations Engineering
The University of Michigan

Bureau of Hospital Administratior
The University of Michigan

Bureau of Hospital Administratior
The University of Michigan

Dapartment of Industrial and
Operations Engineering,
The University of Michigan



