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INCREASED CLIENT AUTONOMY IN A  M O DEL CITIES 

ORGANIZATION DEVELO PM ENT PROGRAM

CHAPTER I 

INTRODUCTION

L arge c o rp o ra tio n s  and g o v ern m en ts  have in troduced  n u m erou s  

organ iza tio n a l s t r a te g ie s  geared  tow ard  th e ir  m o re  e ffec tiv e  adaptation  

to the expanding co m p lex ity  and dem ands of o rg a n iza tio n a l l i fe . M ost 

of th e se  e ffo r ts  and the lio n 's  sh a re  of r e s e a r c h  con cern in g  o r g a n iz a 

tion a l behavior h ave  tak en  p lace in  in d u str ia l s e t t in g s . The p ro fit  

m o tiv e  and p ro d u ctiv ity  have been  dom inant c o n s id e r a tio n s  in u n d er

taking such a c t iv i t ie s  and stud ies. T hus, w h ile  c e r ta in  eco n o m ic  a n d / 

or p o lit ica l in t e r e s t s  m ight have b een  s e r v e d  by r e c e n t  m ovem en ts  

tow ard o rg a n iza tio n a l change and e f fe c t iv e n e s s ,  th ere  have been  v e r y  

few  new  in c r e m e n ts  in  know ledge about changing the nature of w ork  

group organ iza tion  in  natural en v ir o n m en ts . F u r th er , v ery  few  rec en t  

s tu d ies  on o rg a n iz a tio n a l style have stud ied  the e n tir e  o r g a n iz a tio n --th e  

population. M anagem ent has c o m p r ise d  the p opulation  of study in m o st  

of the re sea r ch ; it d o es  not appear to  h ave  b een  co n s id ered  n e c e s s a r y  

to understand  o th er  m e m b e r s  of th e  o rg a n iz a tio n  in  te r m s  of in te r a c tio n s ,

1



p r e fe r e n c e s , and p ercep tio n s  re la tin g  to organ ization al s ty le .

V ery  lit t le  knowledge has been  docum ented con cern in g  sm a ll,  

n on in d u stria l w ork groups, such a s  th o se  rep re se n ted  by public a g e n c ie s ,  

p a r tic u la r ly  fed era lly -fu n d ed  lo c a l e n t it ie s  that a re  in tended  to fu lf il l  

coord ination  and se r v ic e  d e liv e r y  fu n ction s in sp ec ified  geograp h ic  a r e a s .  

C u sto m a rily , such e n t it ie s , s ig n if ic a n tly  re la ted  through funding to l a r 

g er  b u reau cra tic  s tru c tu r e s , adopt trad ition a l b u reau cra tic  s ty le s  of 

operation; i . e .  , th o se  b ased  on h ie r a r c h ic a l s tru c tu res . It is  g e n e r a lly  

a ccep ted  that b u reau cratic  a rra n g em e n ts  can becom e stu ltify in g , and 

that they  can m ake it d ifficu lt if not im p o ss ib le  for  an o rg a n iza tio n  to  

resp on d  qu ick ly  and e f fe c t iv e ly  to change.

T h is exp loratory  stud y  a d d r e s se s  sev era l h y p o th eses  con cern in g  

a r e la t iv e ly  sm a ll fed era lly -fu n d ed  lo c a l M odel C it ie s  a g en cy  that adopted  

a s ty le  of m anagem ent and sy s te m  of op eration  w hich r e p r e se n te d  a d e 

p artu re  fro m  the tra d itio n a l b u rea u cra tic  form . The r e s e a r c h  in v o lv e s  

a ll sta ff m em b e r s  of the o rg a n iza tio n  a s  su b jects  over a te n -w e e k  p er io d  

during w hich  d ire c t in vo lvem en t on the part of ex tern a l co n su lta n ts  who 

had h elp ed  to  d esign  and im p lem en t the planned change p ro g ra m  w a s w ith 

draw n from  the organ ization . C erta in  standard ized  in stru m en ts  w ere  

a d m in is te r e d  b efore and a fte r  the ex p er im en ta l p eriod .

L itera tu re  R ev iew  

Only a b r ie f  p ictu re  i s  p r e se n te d  h ere  of the m ajor  h is to r ic a l  

th e o r e tic a l d ire c tio n s  in th e  a rea  of organ iza tion a l know ledge. The m ajor



part of th is  r e v ie w  i s  co n cern ed  w ith  the n o tio n s  and r e se a r c h  from  the 

1 950 's  to  p r e se n t .

F r o m  the e a r ly  1900 's u n til 1950, tw o m a jo r  th e o r e tic a l d ir e c 

tio n s  m ight be d e lin e a ted  by the now com m on  te r m s , " sc ien tif ic  m a n a g e

m ent"  and "human re la tio n s . " S ince 1950, a v a r ie ty  of d ir e c tio n s  have 

been  p u rsued . T h ese  m o re  re c e n t ap p ro a ch es a r e  c o l le c t iv e ly  re fe r r e d  

to by B en n is (1966) a s  " r e v is io n is t . "

The s c ie n t if ic  m an agem en t, or b u rea u cra tic  s tru ctu ra l approach, 

w hich v ie w e d  m an  a s  a p a s s iv e , in er t, m e c h a n is t ic  in stru m en t to p e r 

fo rm  o rg a n iz a tio n  ta sk s , i s  g e n e r a lly  a ttr ib u ted  to  M ax W eber (M iller  & 

F o rm , 1964) and F r e d e r ic k  T a y lo r  (1948). M ajor co n tr ib u to rs  to the 

hum an r e la t io n s  approach  - -w hich  v iew ed  m an  a s  m o r e  than a p a ss iv e  

in stru m en t, a s  having so c ia l and p sy c h o lo g ic a l n e e d s  that could  be v iew ed  

a s  con gru en t w ith  org a n iza tio n a l g o a ls - - in c lu d e d  F r itz  R o eth lisb erg er  

and W. J. D ick so n , E lton  M ayo, Kurt L ew in , J. L. M oreno, Leland  

B radford , and C arl R o g ers . F o r  fu rth er  d is c u s s io n  of the hum an re la tio n s  

approach  s e e  B en n is  (1966), F a u n ee (1967 ), Knox (1959), M ille r  and F orm  

(1964), R o e th lisb e r g e r  & D ick son  (1939), and  V ite le s  (1953). The r e v i 

s io n is t  a p p ro a ch es , startin g  around 1950, added  to  the hum an re la tio n s  

approach  the notion  that th ere  i s  a b a s ic  in co n g ru ity  betw een  individual 

and o rg a n iz a tio n a l g o a ls . K ey co n tr ib u to rs  am ong the r e v is io n is t s  include  

R e n s is  L ik er t (1961, 1967), D ou g las M. M cG reg o r  (I9 6 0 ), C h ris  A rg y r is  

(1 9 5 7 , 1964, 1970), and W arren  B en n is  (1965 , 1966, 1969).



The th ird  e r a  o f  co n cep tu a liza tio n  con cern in g  organ ization a l b e 

h a v io r , w ith it s  p r o life r a tio n  of in te r d isc ip lin a r y  ap p roach es w a s in flu 

en ced  by the w ork o f T h e N ation a l T raining L a b o ra to r ie s  (N T L ). N TL  

w as e s ta b lish e d  in 1947 in  B eth e l, M aine under the gu idance of Leland  

B rad ford , K enneth B en n e, and R obert L ipp itt, a l l  of w hom  w e r e  in flu 

en ced  by Kurt L ew in . N T L  d ev e lo p ed  th e T - group, or  s e n s it iv ity  t r a in 

ing approach . T h is  ap p roach  h a s  f lo u r ish e d  and grow n o v er  the past 25 

y e a r s  and i s  often  u se d  in  a ttem p ts  to  bring about org a n iza tio n a l change.

The N T L  T -  group ap p roach  ty p ic a lly  e n ta ils  sending u p p e r - le v e l  

m a n a g ers  of la r g e  o r g a n iz a tio n s  to  a tra in in g  s it e - -p e r h a p s  a rem ote  

r e s o r t  a r e a - - f o r  a p e r io d  of 5 -1 4  days. In u n stru ctu red  la b o ra to ry  g rou p s, 

num bering 8 -1 5  m e m b e r s , the m a n a g e r s  begin  to  develop  a se n s it iv ity  to 

and a w a r e n e ss  of, th e ir  own and o th e r s ' f e e l in g s .  Through the p r o c e s s  

of feed b a ck  and other la b o r a to r y  tech n iq u es , m e m b e r s  are  rep orted  to  

d ev e lo p  c le a r e r  v ie w s  a s  to  how  o th ers  s e e  th em . T h e o r e tic a lly , the lab  

e x p e r ie n c e  p ro v id es  fo r  the p a rtic ip a n t a  h eigh ten ed  s e n s it iv ity  to  h is  own 

fe e l in g s , and an  u n d erstan d in g  of how o th e r s  s e e  h im , w hich is  t r a n s 

la te d  into im p ro v ed  w o rk  r e la tio n sh ip s  w hen he re tu rn s  to  h is  job (B radford , 

Gibb, & B enne, 1964).

The lite r a tu r e  co n cern in g  the u tiliz a tio n  of la b o ra to ry  ap p roach es  

to  b rin g  about o r g a n iz a tio n a l change r a is e s  im p ortan t q u estio n s about the  

d u ra b ility  of tra in in g  r e s u l t s  w hen  p a rtic ip a n ts  re tu rn  to th e ir  "back-hom e"  

w ork  s itu a tio n s (B en n is , 1966; G o lem b iew sk i & B lu m b erg , 1970; Shepard,



I960).

M ann h as su m m a r ized  stu d ies done in  con n ectio n  with the tr a d i

tio n a l la b o r a to r y  approach , su g g estin g  that th is  typ e of tra in ing  has " little  

or no g e n e r a l e f fe c t . . . . T raining w hich  d o es  not tak e the tr a in e e 's  r e g u 

la r  s o c ia l  en v iro n m en t into account w ill  p rob ab ly  h ave li t t le  chance of 

m od ify in g  b eh av ior . It m ay  v e r y  w e ll be th at hum an re la tio n s  tr a in in g - -  

a s  a p ro ced u re  for  in itia tin g  s o c ia l c h a n g e - - is  m o s t  su c c e s s fu l when it 

i s  d e s ig n e d  to  rem o ld  the w hole sy s te m  of r o le  r e la t io n sh ip s . . . " (in  

G o lem b iew sk i & B lu m b erg , 1970, p. 478). S im ila r ly , L ippitt (1949) and  

R ieck en  (1952) found that p artic ip an ts  in la b o r a to r y  p ro g ra m s who attended  

a s  a group , or who m ain ta in ed  o n -go in g  co n ta c ts , w e r e  m ore  lik e ly  than  

in d iv idu a l p a r tic ip a n ts  to  reta in  attitude ch a n g es .

The lim ita t io n s  of la b o ra to ry  tra in in g  in b rin g in g  about o r g a n iz a 

tio n a l ch an ge have le d  to provid ing  la b o ra to ry  tra in in g  w ithin  the natural 

w ork  en v iron m en t. W hile a num ber of p ro g ra m s of th is  type have been  

undertaken , r e la t iv e ly  l i t t le  s c ie n t if ic  r e s e a r c h  h a s  b een  rep orted . A 

num ber of w r it e r s  p o in t out the n eed  fo r  fu r th er  r e s e a r c h  on the e ffe c ts  

of la b o r a to r y  tra in in g  and re la ted  change e f fo r ts  in  th e natural w ork s e t 

tin g  (A r g y r is , 1970; B en n is , 1966; F r ie d la n d e r , 1967; L ik ert, 1967).

P la n n ed -ch a n g e  p ro g ra m s, u tiliz in g  la b o r a to r y  tra in ing  m eth od s  

in  the n a tu ra l w ork  en vironm en t a r e  co m m o n ly  c a lle d  organ ization , or 

o rg a n iz a tio n a l d ev elop m en t (OD). The term  "organ ization  developm ent"  

i s  u sed  throughout th is  rep ort. Som e w r ite r s  and p r a c tit io n e r s  p re fer



the term  " organ izational developm en t. " A ccord in g  to B lake and M outon  

(1969), the b asic  d is t in c tio n  betw een  the tw o i s  that o rg a n iza tio n a l d e 

velop m en t r e fe r s  to  d evelopm en t that o ccu rs  in o r g a n iz a tio n s , and o r 

g an iza tion  d evelopm en t r e f e r s  to the d evelopm en t of an  o rg a n iza tio n  a s  

a  total un it. The d is t in c t io n  ap p ears to be p r im a r ily  a  sem a n tic  one.

The p r e se n t  study i s  co n cern ed  with the d evelop m en t of the o rg a n iza tio n  

a s  a to ta l unit, but it i s  n e c e s s a r i ly  a lso  co n cern ed  w ith  d evelop m en t  

that o c c u r s  w ithin th e organ iza tion .

OD p ro g ra m s ty p ic a lly  endeavor to enhance, s im u lta n eo u s ly , the  

b en efits  of human in te r a c tio n  for  the good of the fo r m a l o r g a n iz a tio n 's  

grow th, and to m eet the ind iv idual m em b ers' n eed s  fo r  grow th (M aslow , 

1965; M cG regor, I9 6 0 ). T hey a re  u su a lly  conducted  by e x ter n a l in t e r 

v e n t io n is ts , over a o n e-to  f iv e -y e a r  p eriod . M ost com m on ly , th ey  in 

v o lv e  top  m anagem ent m e m b ers  of an organ ization ; o c c a s io n a lly , su b 

u n its of an organ ization; and only ra re ly , the to ta l m e m b e r sh ip  of an  

organ iza tion . A m ong the cu rren t th e o r is ts  and p r a c t it io n e r s  of o r g a n i

zation  developm ent a r e  A r g y r is  (1957, 1964, 1970), L aw ren ce  & L o rsch  

(1969), L ik ert (1961 , 1967), B en n is (1966, 1969), B eck h ard  (1969), and  

Schein  (1969). In a sp e c ia liz e d  se n se , B lake and M outon (1969) h ave a ls o  

con trib u ted  im p ortan tly  to  th e  developm ent of know ledge in th e  a r e a  of 

o rg a n iza tio n  d evelopm en t.

B ackground of P r e se n t  Study 

The M odel C it ie s  P ro g r a m  w as brought in to  being by T it le  I of the



D em on stration  C it ie s  and M etropolitan  D evelop m en t A ct of 1966. The te r m  

M odel C it ie s  r e p la c e d  D em on stration  C itie s  due to the n eg a tiv e  co n tem p o 

rary  connotation  of the w ord  dem onstration . A g e n c ie s  w e r e  to provide c o m 

p reh en siv e  planning and eva lu ation  s e r v ic e s  and to  serv e  a s  b ro k ers of 

F ed e r a l funds to  d e leg a te  a g e n c ie s . M odel C it ie s  a g e n c ie s  w e r e  not in 

tended to  o p era te  p ro g ra m s th e m se lv e s .

The M odel C it ie s  a g en cy  involved  in  the p r e se n t study had been  in  

e x is te n c e  fo r  a p p ro x im a te ly  th ree y e a r s . The f in a liz a tio n  of the a g e n c y 's  

th ird  y ea r  a ction  p lan  co in c id ed  with the ex p er im en ta l p e r io d  of th is  study. 

O vera ll funding fo r  the a g en cy  had b een  a p p rox im ate ly  tw o m illio n  d o lla r s  

annually. The a g e n c y  se r v e d  s ix  p overty  n eigh b orh ood s, in  a la r g e r  c o m 

m unity of 85, 000.

In te rest in  th is  p a r ticu la r  study w as b ased , in p art, on the in v e s t i 

g a to r 's  ex p e r ie n c e  p r io r  to  th is  r e se a r c h , w ork ing with a tea m  of c o n s u l

tants in  1971, d esig n in g  and im plem enting  an o rg a n iza tio n  d evelopm en t 

program  with and fo r  the to ta l sta ff of a M odel C it ie s  a g e n c y  in  O klahom a. 

T his a g e n c y 's  fo r m a l organ iza tion a l chart is  show n in F ig . 1. The o r g a n i

zation  d evelop m en t e ffo rt en ta iled  an in tegra ted  s y s te m s  approach  e n c o m 

p a ssin g  both m a n a g em en t and op era tion s. It em p h a sized  group d e c is io n  

m aking at fu n ction a l le v e ls ,  data d isc u ss io n , group p ro b lem  so lv in g , o n 

going h e te r o g e n e o u s  la b o ra to ry  grou p s, overlap p ing  group m em b ersh ip , 

and data feed b ack  (W alker, 1971).

T h is in v e s t ig a to r  f ir s t  b eca m e in vo lved  w ith  th e  agen cy
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F ig . 1. F o r m a l o rg a n iza tio n a l ch art, M od el C it ie s  A gency , 
p r e se n t  study.



in re sp o n se  to  a r e q u e st  fo r  a s s is ta n c e  in im proving  its  c itizen  p a r t ic ip a 

tion  com ponent. In v ie w  of the ap p aren t o rg an iza tion a l p ro b lem s in tern a l 

to the a g e n c y  at that t im e , it w a s  th is  a u th o r 's  judgm ent that in troducing  

a m o re  p a r tic ip a to r y  s y s te m  in th e orga n iza tio n  i t s e l f  w ould  be an  a p p ro 

p ria te  f ir s t  step  in  the effo rt to s tren g th en  com m unity  p a rtic ip a tio n  in  

the a g e n c y 's  a c t iv i t ie s .  A n u n derstan d in g  of, and ap p rec ia tio n  fo r , a 

p a r tic ip a to ry  s y s te m  in  the m ic r o -e c o lo g ic a l  se ttin g  m ight enhance the  

p rob ab ility  of tr a n s la t in g  such a s y s te m  to  the la r g e r  com m unity .

A r g y r is ,  B en n is , and L ik er t a r e  am ong the m any w r ite r s  con cern ed  

about the fa c t  that c i t iz e n s  a r e  m ak in g  m uch  g r e a te r  dem ands of public  

a g e n c ie s  fo r  ch an ge. H ow ever , A r g y r is  (1970) in d ic a te s  that b eca u se  of 

th e ir  o rg a n iza tio n a l s ty le s ,  th e se  o r g a n iz a tio n s  a r e  il l  equipped to m ak e  

in tern a l or e x te r n a l ch a n g es. The a g en cy  in vo lved  in the p r e se n t  study  

began to  m ak e som e im p ortan t ch a n g es  in  it s  con cep tu a liza tio n  of, and  

a c t iv it ie s  w ith , i t s  c it iz e n  p a r tic ip a tio n  com ponent a p p ro x im a te ly  f iv e  

m onths a fte r  the b eginn ing of the in te r n a l organ iza tion  d evelopm en t p r o 

gram .

U sin g  kn ow led ge and tech n iq u es  fr o m  the b eh a v io ra l s c ie n c e s ,  

the p rogram  w a s  an a ttem p t to  d ev e lo p  a  m o re  tru stin g , open, p a r t ic i 

pative type of o rg a n iza tio n . That i s ,  it  sought to  le g it im iz e  ind iv idual 

n eed s  fo r  grow th  and d evelop m en t, to  fa c il ita te  th e ir  e x p r e ss io n , and  

to provid e con cep tu a l fr a m e s  of r e fe r e n c e  fo r  understanding th em . A t 

the sam e t im e , it  sought to  id en tify  and e lu c id a te  organ iza tio n a l g o a ls
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and o b je c t iv e s  through se m i-s tr u c tu r e d  w orkshop  a c t iv i t ie s  in vo lv in g  d e 

c is io n  m aking by group c o n se n su s , n egotia tion , and c o n se n su a l va lidation . 

The p ro g ra m  took  into a ccou n t such co n cep ts  a s  M a s lo w 's  " h ierarch y  of 

n eed s"  and "eupsych ian  m an agem en t"  (M aslow , 1962, 1965), and the  

concept of "high sy n erg y "  ad van ced  by Ruth B en ed ic t and d is c u s se d  by  

M aslow  (1964). That i s ,  that w ork  it s e l f  can p ro m o te  m en ta l h ea lth  when  

p eop le  a r e  w ork ing in a p a r tic ip a tiv e  org a n iza tio n  w h e r e  co o p era tio n  b e 

co m e s  a norm  fo r  o rg a n iza tio n a l beh avior. When w o r k e r s  s e e  th e m s e lv e s  

as c o n s tr u c t iv e ly  contributing  to a co o p era tiv e  w h o le , w ork  th en  can b e 

com e s e lf  -a c tu a liz in g .

The d e s ig n  fo r  s y s te m s  change in the M odel C it ie s  a g en cy  w as  

b ased  on m a x im iz in g  in te r a c tio n a l p attern s that w ould  tend  to  in tegra te  

both in d iv idu al and o rg a n iz a tio n a l g o a ls  in o rd er  to y ie ld  a m o re  hea lth y , 

adaptive, and h o p efu lly  m o r e  e ffec tiv e  org a n iza tio n . C en tra l to the d e 

sign  w a s  a dual group m e m b e r sh ip  by e v e r y  m em b er  o f the organ ization ;  

that i s ,  m e m b e r sh ip  in  both a functional w ork  group and a  c r o s s - s e c t io n a l  

org a n iza tio n  d ev e lo p m en t la b o ra to ry  group.

The r o le  o f the con su ltan t team  during the n in e  -m onth p er io d  

p rio r  to the in v e s t ig a t io n  included  b i-w eek ly  "group le a d e rsh ip "  of 

h etero g e n e o u s  la b o r a to r y  group m e e tin g s , and p r e se n ta t io n  of s e v e r a l  

w ork sh op s on group p r o c e s s ,  group in tera c tio n  a n a ly s is ,  co m m u n ica 

tion s s k i l ls ,  tr a n sa c t io n a l a n a ly s is ,  com m unity  o rg a n iza tio n , and c it iz e n  

p a rtic ip a tion .
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S e lf -r e p o r t  su rv ey  data c o lle c te d  a n o n y m o u sly --b u t in d ica tin g  

su p e r v iso r y  or n o n su p erv iso ry  s ta tu s - -o n c e  during the ea r ly  p art of the 

seond  m on th  of the p rogram , and a g a in  fiv e  m onths la te r , in d ica ted  som e  

rath er d r a m a tic  ch an ges in em p lo y ee  p ercep tio n s  of the organ ization . 

T h ese  sh if ts ,  though ad m itted ly  in c o n c lu s iv e , h eigh ten ed  the in te r e s t  of 

the in v e s t ig a to r  in  pursu ing a m o re  sy ste m a tic  avenue of inquiry. The 

fo llo w in g  b r ie f  su m m ary  of su rv ey  fin d in gs i s  p resen ted  h ere  a s  i l lu s t r a 

t iv e  on ly . W alker (1971) p ro v id es  a m o re  com p lete  d e sc r ip tio n  of e l e 

m en ts  o f the p ro g ra m  and fu rth er  d e ta il on su rvey  r e s u lt s .

M o ra le  w a s  se e n  a s  "high or e x tr e m e ly  high" by only 5. 3% of the 

n o n su p e r v iso r y  sta ff  and none of the su p e rv iso ry  sta ff a t the beginning  

of the o r g a n iz a tio n  d evelop m en t p ro g ra m . F iv e  m on ths la te r  47. 4% of 

the n o n su p e r v iso r y  sta ff, and 60% of the su p e rv iso ry  sta ff p e r c e iv e d  

m o r a le  to  be "high or e x tr e m e ly  h igh . " O ver 80% of both the su p e r v iso r y  

and n o n su p e r v iso r y  p erso n n e l ra ted  m anagem ent c o n tr o ls  "just about 

right"  a fte r  th e o rgan iza tion  d evelop m en t program  had been  in  op era tion  

fo r  f iv e  m on th s. T ru st in m an agem en t d e c is io n s  show ed  a la r g e  in c r e a se .  

A lm o st a l l  s ta ff  m e m b e r s  rep o rted  having p erso n a lly  b en efited  from  the 

o rg a n iz a tio n  d ev elop m en t lab  group s e s s io n s .  The g r e a t  m a jo r ity  of 

sta ff m e m b e r s  f e lt  that p erso n n e l p ro b lem s d e c r e a se d  a fter  the o r g a n i

za tio n  d ev e lo p m en t p rogram  w a s  im p lem en ted . (See A ppendix I. ) Thus, 

it b eca m e  fa ir ly  ev id en t fro m  both the su rv ey  data and consu ltan t o b s e r 

v a tio n s  that the g ro u p -o r ien ted  OD p rogram  w a s m aking an im p a ct on
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em p lo y ee  p e r c e p tio n s  of o rgan iza tion a l b eh av ior. It ap p ea red  that a 

change in  organ iza tio n a l s ty le  w as taking p la ce .

One of the v e r y  few  rep orted  a ttem p ts  to  apply the know ledge of 

the la b ora tory  approach  and organ ization a l b eh av ior  to  a to ta l industria l 

m anufacturing p lant w as begun in  1962. The W eldon M anufacturing  

C orp oration  w as a cq u ire d  by its  lead ing  co m p etito r , th e  H arw ood M anu

factu rin g  C om pany. H arw ood's P r e s id e n t w as A lfred  J . M arrow , a 

p sy c h o lo g is t  who h ad  been  a p ioneer in  the a p p lica tion  of b eh av iora l 

s c ie n c e s  to the p r o b le m s  of m anagem ent. To su m m a r ize , the W eldon  

P lant w a s in vo lved  in  a tw o -y e a r  organ iza tion  d evelop m en t p rogram  

w hich  included  s e n s it iv ity  tra in ing  fo r  su p e r v iso r s  and ex e c u tiv e s , r e 

d es ig n  of job fu n ctio n s, and im p lem en tation  of cer ta in  tech n o lo g ica l 

im p ro v em en ts . T he o u tcom es w ere  im p roved  su p e r v iso r y  re la tio n s ,  

lo w ered  c o s ts ,  and im p roved  return  on in vestm en t (M arrow , B o w ers, & 

S ea sh o re , 1967). In sp ite  of its  s u c c e s s e s ,  fo u r  fa c to r s  appear to  stand  

out a s  p ro b lem a tic  e le m e n ts  in the H arw ood-W eldon study: (1) th e great  

c o s t  o f the program ; (2) the r e la t iv e ly  long p er io d  of t im e  req u ired  to  

bring about p lanned  o rgan iza tion a l change; (3) the fa c t  that n o n su p erv iso ry  

e m p lo y e e s  w ere  g e n e r a lly  not in clud ed  in the tra in in g  a s p e c ts  of the p r o 

gram , and did not p e r c e iv e  the im p ro v em en ts  to  the d eg ree  th ey  w ere  

p e r c e iv e d  by m anagem ent; and (4) the dependence o f th e  W eldon staff on 

the e x ter n a l c o n su lta n t-tr a in e r s  and the e x e c u tiv e s  at H arw ood for  b r in g 

ing about the o rg a n iza tio n a l change.
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B a s ic  to  the O klahom a M odel C it ie s  p rogram  w a s the p r e m is e  of 

m a x im iz in g  the o rg a n iz a tio n 's  p o ten tia l for  u tiliz in g  it s  own r e s o u r c e s .

It w as th e  goa l of the co n su lta n ts  throughout to build  upon and d ev e lo p  

the o rg a n iz a tio n 's  in tern a l ca p a c ity  to  u nderstand  and m an age i t s  own  

organ ic grow th . It i s  a com m on p ro b lem  in o rg a n iza tio n  d evelop m en t  

in terv en tio n  e ffo r ts  to  in c r e a s e , ra th er  than to red u ce , th e  d ependency  

of an  o rg a n iz a tio n  on the con su ltan ts. O c ca sio n a lly  during the n in e -  

m onth a c t iv e  im p lem en ta tio n  p h ase of the org a n iza tio n  d evelop m en t  

p ro g ra m , th ere  w e r e  in d ica tio n s  that the a g en cy  w a s  resp on d in g  in a 

dependent m an n er. Such in d ica tio n s w e r e  c o n s is te n t ly  cou n tered  by  

effo r ts  to in c r e a se  the a g e n c y 's  autonom y. The sp e c if ic  co n cern  about 

in c r e a s in g  autonom y, th ereb y , a ls o  red u cin g  c o s t s  fo r  the o rgan iza tion , 

led  to the su b jec t for  the p r e se n t  s tu d y --th a t of exam in ing  the e f f e c t s  of 

rem ov in g  fro m  the o rg a n iza tio n  the in flu en ce  of d ir e c t  con su ltan t in 

vo lv em en t.

R e n s is  L ik er t i s  one of the m o st  su b stan tive  co n tr ib u to rs  to  o r 

g a n iza tio n a l kn ow led ge. D irec to r  of the In stitu te fo r  S o c ia l R e se a r c h  at 

the U n iv ers ity  of M ich igan , h e  h a s  c la s s i f ie d  s y s te m s  of o rg a n iz a tio n  

in to  four c a te g o r ie s :  S y stem  1: E x p lo itiv e  A uth orita tive; S y stem  2: 

B en ev o len t A u th orita tive; System  3: C onsu ltative; and S y stem  4: P a r t ic i 

p ative G roup. E x te n s iv e  r e s e a r c h  by the In stitu te  fo r  S o c ia l R e se a r c h  

and o th ers  (L ik er t, 1961, 1967) h a s  e s ta b lish e d  that o rg a n iz a tio n s  a p 

p ro x im a tin g  S ystem  4 s ty le  a r e  m o re  p rod u ctive , have lo w er  c o s t s ,  and
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re su lt  in m o r e  fa v o r a b le  a ttitu d es  than do th o se  o rg a n iz a tio n s  a p p r o x i

m ating S y ste m s 1 or 2. T h ose  o r g a n iz a tio n s  u sing  S y stem  4 show  "high 

p rod u ctiv ity , low  scra p  lo s s ,  low c o s t s ,  fa v o ra b le  a tt itu d es , and e x c e l 

lent la b o r  r e la t io n s . . . . "  C o n v e r se ly , L ik er t s ta te s  that "the lo n g -r a n g e  

co n seq u en ces  of sh ifts  tow ard  S y stem  1 a r e  u n favorab le . . . . S c ie n c e - 

b ased  m a n agem en t, " a s  L ik ert c a l ls  S y stem  4, "is a p p r e c ia b ly  m o r e  

com p lex  than  other sy s te m s"  (L ik er t, 1967, p. 46). W hile req u ir in g  

g r e a te r  le a r n in g  and g r e a te r  s k il l  to u se  it  w e ll , it y ie ld s  im p r e s s iv e ly  

b etter  r e s u lt s .  L ik ert a ls o  found that in  o r g a n iz a tio n s  em p loy in g  a 

p a r tic ip a tiv e -g r o u p  s ty le  of m a n agem en t top m an agem en t e x e c u t iv e s  

a ctu a lly  h a v e  m o r e  in flu en ce  in  o rg a n iza tio n a l a f fa ir s  than in o r g a n iz a 

tion s em p loy ing  m o re  a u th o r ita tiv e  m an agem en t s y s te m s .

S y stem  4  o rg a n iza tio n a l s ty le  em b o d ies  th r e e  b a s ic  con cep ts:

(1) u se  by the m a n a g er  of the p r in c ip le  of su p p ortive  r e la t io n sh ip s ;  (2) 

u se  of group d e c is io n  m ak ing and group su p erv is io n ; and (3) h igh  p e r 

form an ce  g o a ls  fo r  the o rg a n iza tio n . E xam in in g  th e se  c o n cep ts  fu rth er , 

L ik ert (1967) s ta te s  the p r in c ip le  o f su pp ortive r e la t io n sh ip s  a s  fo llo w s:  

"The le a d e r sh ip  and o th er  p r o c e s s e s  of the o rg a n iza tio n  m u st be such  a s  

to en su re  a m ax im u m  p ro b a b ility  that in  a ll  in te r a c tio n s  and in  a l l  r e l a 

tio n sh ip s  w ith in  the o rg a n iza tio n , each  m em b er  in the lig h t of h is  b a c k 

ground, v a lu e s , d e s ir e s ,  and e x p e c ta tio n s , w ill  v iew  th e e x p e r ie n c e  a s  

supportive and one w h ich  b u ilds and  m a in ta in s  h is  s e n s e  of p e r so n a l  

w orth and im p o rta n ce"  (p. 103).
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L ik e r t  s e e s  System  4 group d e c is io n  m aking and group s u p e r v i

s io n  using . . an overlap p in g  group fo r m  of s tru ctu re  with each  w ork  

group  lin k ed  to  the r e s t  of the o rg a n iza tio n  by m ea n s of p e r so n s  w ho a re  

m e m b e r s  o f m o re  than one grou p . T h e se  in d iv id u a ls  who h o ld  o v e r 

lapp ing grou p  m e m b e r sh ip s  a r e  c a lle d  ' link ing p in s'"  (1967, p. 50). He 

p o in ts  out th at the in tera c tio n  and d e c is io n  m aking a c t iv it ie s  of the w ork  

g ro u p s r e ly  h e a v ily  on group p r o c e s s .  A t each  h ie r a r c h ic a l le v e l  a l l  

su b o r d in a te s  in  a w ork  group a ffe c te d  by the ou tcom e of a d e c is io n  a r e  

in v o lv ed  in  m ak ing the d e c is io n . A ccord in g  to  L ik er t, the g ro u p 's  

ca p a c ity  fo r  e ffe c t iv e  p ro b lem  so lv in g  i s  m ain ta in ed  by exam in ing and  

d ea lin g  w ith  group p r o c e s s  w hen  n e c e s s a r y .

L ik e r t  (1967) e m p h a s iz e s  that th is  group m ethod  should not be 

co n fu sed  w ith  the co m m ittee  m eth od , w hich  se ld o m  r e s u lts  in group  

d e c is io n s ,  a s  such . The group  m eth od  of su p e r v is io n  h o ld s the su p e r io r  

fu lly  r e sp o n s ib le  fo r  bu ild ing h is  su bord inates in to  an e ffe c t iv e  group  

w h ich  m a k e s  the b e s t  d e c is io n s , and c a r r ie s  th em  out w e ll.

A cco rd in g  to  L ik ert (1967), h igh  p erfo rm a n ce  g o a ls  should not be 

im p o se d , but should  be m u tu a lly  p lanned  and a g r e e d  upon by a l l  th o se  

w ork ing in  an  o rg an iza tion . S in ce p a rtic ip a tio n  in  settin g  h igh  le v e l  g o a ls  

i s  r e q u ir e d  to  s a t is fy  em p lo y ee  n ee d s  fo r  se lf  e s te e m , th ere  m u st be a 

m e c h a n ism  by w hich  e m p lo y e e s  can p a r tic ip a te . L ik e r t's  S ystem  4 s ty le  

e n ta ils  su ch  a m e ch a n ism  th rou gh  group d e c is io n  m aking and m u lt ip le ,  

o v er la p p in g  group s tr u c tu r e s . P a r tic ip a n ts  a re  in v e s te d  in the g o a ls .
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A nother im portant contribution  m ade by L ik er t and h is  a s s o c ia t e s  

( 1961 , 1967) i s  that le a d e r sh ip  and o rg a n iza tio n a l s ty le  a re  in tern a lly  

c o n s is te n t . That is ,  if  com m u n ica tion s a re  s e e n  by m a n a g ers  o r  w o rk ers  

a s  fa llin g  w ith in  S ystem  2, it  is  e x tr e m e ly  l ik e ly  that d e c is io n  m ak in g , 

in tera c tio n , and p er fo rm a n ce  w ill a ls o  be se e n  a s  fa llin g  w ith in  S y stem  2. 

L ik ert (1967) p o in ts out that "the m an agem en t sy s te m  of an o rg a n iza tio n  

m u st h ave com p atib le  com ponent p a r ts  if  it i s  to  function  e ffe c t iv e ly . . . .  

W hen an o rg a n iza tio n  s e e k s  to app ly  th e r e s u lts  of r e se a r c h  d ea lin g  w ith  

le a d e r sh ip , m a n agem en t, and org a n iza tio n a l p erfo rm a n ce , the a p p lic a 

tio n  m u st in v o lv e  a to ta l sy s te m s  m o d ific a tio n  and not an  a to m is t ic  m o d i

fica tio n "  (p. 123).

The lite r a tu r e  re v ie w  on o rg a n iza tio n a l b eh avior and o rg a n iz a tio n  

d ev elop m en t le a d s  to  s e v e r a l g e n e r a liz a tio n s  about the cu rren t s ta te  o f 

know ledge. A  p a r tic ip a tiv e , d em o cra tic  o rgan iza tion a l s ty le , such  a s  

L ik e r t's  S y stem  4, m a x im iz e s  p rod u ctiv ity , in ter  - and in tra -g ro u p  r e 

la t io n s , w o rk er  m o tiv a tio n  and sa t is fa c t io n , and organ iza tion a l e f f e c 

t iv e n e s s .  O rgan iza tion a l change can b e s t  be brought about by em p loy in g  

a s y s te m s  con cep t, w h ere in  th ere i s  a to ta l sh ift  from  one o rg a n iza tio n a l 

s ty le  to  an oth er in  te r m s  o f a ll com ponent p a r ts  of an o rg an iza tion . The 

a p p lica tio n  of tra d itio n a l la b ora tory  tra in in g  a p p ro a ch es , in vo lv in g  n on -  

n atu ra l w ork  grou p s rem o v ed  from  the w ork  en v ironm en t, is  of q u e s tio n 

a b le  v a lu e  in b rin g in g  about organ iza tion a l change.

M ost o f the w r ite r s  on o rg a n iza tio n a l change and d evelop m en t
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la m en t the la c k  o f a s in g le , c lea r  body o f th eo ry  to s e r v e  a s  a gu ide to 

r e s e a r c h  a c t iv i t ie s .  The n eed  for  th eory  developm ent s e e m s  abundantly  

c le a r , but u n fortun ately  e ffo r ts  in  that d ir e c tio n  have b een  h a m p ered  by 

the in te r d isc ip lin a r y  n atu re of the th e o r e t ic a l con tributions of the p ast. 

That is ,  p sy c h o lo g is ts , p o lit ic a l s c ie n t is t s ,  s o c io lo g is t s ,  e c o n o m is ts ,  

a n th ro p o lo g is ts  and p sy ch o a n a ly sts  have ten d ed  to m ake con trib u tion s that 

w e r e  d isc ip lin e -b o u n d  rath er than tru ly  in te r d isc ip lin a r y  ones.

In a d d ition  to the p rob lem  p osed  by th e lack  of a c le a r -c u t  body 

of th eory , a num ber of know ledge gaps in  the area  of organ iza tio n a l b e 

h a v io r  appear to e x is t . P erh ap s fo r e m o st  i s  the lack  of recen t s tu d ie s  

in vo lv in g  the to ta l sta ff of an organ ization , both in te r m s  of in vo lvem en t  

of a ll m e m b e r s  o f the n atu ra l m ic r o -e c o lo g ic a l  settin g  in  the change effort  

a s  w e ll a s  in the r e s e a r c h  effort (B en n is, 1966). In m o s t  c a s e s  of p lanned  

o rg a n iza tio n a l change, the change induction h a s been lim ite d  to a sm a ll, 

e lite  group. B lak e and M outon (1969) have v iew ed  org a n iza tio n a l change  

in  a s y s te m s  w ay , in vo lv in g  en tire  m an agem en t o rg a n iza tio n s, but, even  

in th e ir  w ork , w age e a r n e r s  have been  in v o lv ed  in the e ffo rt on ly  ra re ly . 

A lso , v e r y  few  org a n iza tio n a l change s tu d ie s  have b een  p er fo rm ed  in  n on 

in d u str ia l s e t t in g s  w h ere p ro fits  and p rod u ctiv ity  a re  n e ith er  e x p lic it ly  

n or im p lic it ly  the g o a ls  of the change effort.

The li te r a tu r e  rev iew  rev ea led  no stu d ies  of the d evelopm en t of 

autonom y in  m ain ta in in g  an  organ ization  d evelopm en t sy s te m , in d ep en d 

en tly  of co n su lta n ts , w ith in  the f ir s t  yea r  of in itia tin g  such  a sy ste m .
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B lake and M outon (1969) e s t im a te  that fiv e  y e a r s  a r e  req u ired  to d evelop

autonom y. B eckhard  (1969) e s t im a te s  tw o to th ree  y e a r s .

The p r e se n t  study w a s in  part b ased  on an a ttem p t to o p era tio n a lize

a con cep t of au tonom y ad vocated  by A r g y r is  (1970). He exp la ins:

. . . our v ie w  ack n o w led g es in terd ep en d en c ies  b etw een  the in te r - 
v en o r  and the c lie n t sy s te m  but fo c u s e s  on how  to  m ain ta in , or 
in c r e a s e  the c lie n t s y s te m 's  autonom y; how  to  d ifferen tia te  ev en  
m o r e  c le a r ly  the b ou n d aries b etw een  the c l ie n t  s y s te m  and the  
in terv en er; and how to  co n cep tu a lize  and d efin e  the c lien t s y s te m 's  
h ea lth  independently  of the in te r v e n o r 's . T h is  v ie w  v a lu es  the  
c lie n t  sy ste m  a s  an ongoing, s e lf - r e s p o n s ib le  un ity  that h as the  
o b lig a tio n  to be in con tro l o v er  it s  own d e stin y . An in terv en o r , 
in  th is  v iew , a s s i s t s  a sy s te m  to b eco m e m o r e  e ffe c t iv e  in p r o b 
le m  so lv in g , d e c is io n  m aking, and d e c is io n  im p lem en ta tio n  in 
such  a  w ay that the sy ste m  can continue to  be in c r e a s in g ly  e f f e c 
t iv e  in  th e se  a c t iv i t ie s  and have a d e c r e a s in g  n eed  for  the in t e r 
v en o r  (p. 16).

B en n is  (1966) h as id en tified  the n eed  for  fu r th er  r e se a r c h  a d d r e sse d  

to lea rn in g  m o r e  about the c h a r a c te r is t ic s  of in d iv id u a ls  who se r v e  'linking  

pin ' fu n ctio n s , the req u ired  c h a r a c te r is t ic s  of te m p o r a r y  o rg a n iza tio n s, 

and the tra in in g  of le a d e r s  and fo llo w e r s  to  c o lla b o r a te  and w ork tow ard  

a tm o sp h er es  of a u th en tic ity  w h ere va lid  co m m u n ica tio n  i s  the n o r m --n o t  

the excep tion .

The p r e s e n t  study a d d r e s s e s  s e v e r a l of th e  a r e a s  in  w hich  k n ow 

led ge  g a p s  w e r e  r e v e a le d  in  the r ev iew  of the lite r a tu r e . That is ,  th is  

study i s  co n cern ed  w ith  the w ork  o rg a n iza tio n  in i t s  n a tu ra l en v ironm en t.

It e x p lo r e s  th e p e r c e p tio n s  and a ttitu d es o f the to ta l m em b ersh ip  b efo re , 

and two and o n e -h a lf  m on th s a fter , the e x ter n a l in te r v e n t io n is ts  w ere  

w ithdraw n fro m  d ir e c t  in vo lvem en t in  the o rg a n iz a tio n  developm ent
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e ffo r t. It i s  co n cern ed  w ith exam in ing  th e m e m b e r sh ip  c h a r a c te r is t ic s  in 

a sm a ll s o c ia l a g en cy  that h a s  adopted  an  o rg a n iz a tio n a l change s tr a te g y .  

The o v e r a ll  change s tra teg y  and the in tro d u ctio n  o f autonom y take p la c e  

w ith in  a s ig n if ic a n tly  sh o rter  tim e fr a m e  than m o s t  such s tr a te g ie s  that 

have been  docum ented .



C HAPTER  II 

PR O BLEM  AND HYPO TH ESES

T h is  study a d d r e s s e s  the e f f e c t s  of w ithdraw al of d ir e c t  in v o lv e 

m en t on th e p art o f ex ter n a l in te r v e n tio n is ts  b e fo re  the end of the f ir s t  

im p le m en ta tio n  y e a r  of an ongoing o rg a n iza tio n  d evelopm en t s y s te m  in 

the n atu ra l m ic r o -e c o lo g ic a l  settin g  of a M odel C itie s  agen cy . P e r 

cep tio n s  o f o r g a n iz a tio n a l s ty le  and a ttitu d es  tow ard  the a g en cy  am ong  

the to ta l s ta ff  a r e  ex am in ed  b efo re , and ten  w eek s  a fte r , w ith d raw al of 

the e x te r n a l in te r v e n t io n is ts . In form al in tera c tio n  and so c ia l ch o ic e  

p a ttern s  w ith in  the a g en cy  a r e  a lso  a sc e r ta in e d .

H y p oth eses

I. Staff m e m b e r s  a t a ll  le v e ls  of an orga n iza tio n  that h as im p lem en ted  

a p la n n ed -ch a n g e  s y s te m  of organ iza tion  d evelop m en t in d ica te  

p r e fe r e n c e s  fo r  a p a r tic ip a tiv e -g r o u p  sy s te m  of m an a g em en t.

A . A ll  fu n ctio n a l g rou p s w ithin the organ ization , in d ica te  S ystem  4  

o r g a n iz a tio n a l s ty le  "Ideal" p r e fe r e n c e s  a s  m e a su r e d  by m ean  

s c o r e s  on the L ik er t P r o file  of O rgan ization a l C h a r a c te r is t ic s  

(L ik e r t, 1967).

B . M ean  s c o r e s  on the L ik er t P r o f i le  in d ica te  a sh ift in a p o s it iv e

2 0
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d ir e c t io n - -tow ard  S ystem  4 - -from  " P ast"  to  "Now, " tim e 1.

C. M ean "Ideal" p r e fe r e n c e  s c o r e s  on the L ik ert P r o file  a re  not 

s ig n if ic a n t]y d ifferen t am ong subgroups com p ared  by a ge , sex ,  

r a c e , and fu n ction a l group.

D. M ean "Now" s c o r e s  on the L ik er t P r o file  am ong the m a n a g er ia l  

group a r e  c lo s e r  to m a tch ed  "Ideal" s c o r e s  than a r e  "Now" 

s c o r e s  am ong n o n m an ageria l em p lo y ees, a t both t im e s  1 and 2..

II. A n o rg a n iza tio n  that h as m o v ed  in  the d irec tio n  of a p a r t ic ip a t iv e - 

group  o rg a n iza tio n a l s ty le  m a in ta in s  its p o s it io n  w hen ex tern a l 

in te r v e n t io n is ts  a r e  rem oved  fro m  d irect in v o lv em en t in im p le 

m en ta tio n  of a p lan n ed -ch an ge strategy.

A. M ean s c o r e s  on the L ik er t P r o file  do not sh ift in  a n egative  

d ir e c t io n --a w a y  fro m  S ystem  4 --fro m  "Now, " t im e  1, to  

"Now, " t im e  2.

B . Staff a ttitu d es  tow ard  the a g en cy , as m e a su red  by a Sem antic  

D iffe r e n tia l in stru m en t do not shift in  a n eg a tiv e  d irec tio n  fro m  

t im e  1 to  t im e  2.

III. T h ere  i s  no d iffere n c e  in  m ean  freq u en c ies  of s o c io m e tr ic  c h o ic e s  

m ad e fro m  own fu n ction al group a s  com pared  w ith  nonfunctional 

group.

O p eration al D efin itions  

D ir e c t  in v o lv em en t. A c tiv e , o n -s ite  p a rti c ip a tio n  in any a sp e c t  

of im p lem en ta tio n  of an  orga n iza tio n  developm ent effo rt.
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F u n ction a l group . A group of in d iv idu a ls who have s im ila r  w ork  

functions w ith in  the o rg an iza tion . In th is  study th ere  a re  four functional 

groups: m a n a g e r ia l-su p e r v is o r y , p ro fe ss io n a l n o n su p erv iso ry , c l e r i 

ca l, and p a r a -p r o fe s s io n a l.

H etero g en eo u s la b o ra to ry  group. A  learn in g  in tera c tio n  group  

co m p rised  of in d iv id u a ls , vary in g  with reg a rd  to age, sex , r a c e , job 

function, e tc . T h ere a r e  th ree  such grou p s in th is  study.

In te rv en tio n is t . C onsultant ex tern a l to  an  organ iza tion  who  

in terv e n e s  at th e in v ita tio n  of an  organ iza tion  to bring about change or  

m od ifica tion  in the o v e r a ll behavior sy ste m  of the organ ization . A r g y r is  

(1970) id e n tif ie s  the p r im a r y  g o a ls  of in terven tion  a s  gen era tin g  v a lid  

in form ation  about the c lie n t sy ste m , develop ing fr e e  and in form ed  

ch o ice  am ong a lte r n a t iv e s , and developing in tern a l com m itm en t to the 

c h o ic e s  m ade. A  fou rth  req u irem en t is  to  m ain ta in  or in c r e a s e  the  

c lien t s y s te m 's  au ton om y fro m  the in terven or over  tim e. A cco rd in g  to  

A r g y r is , "To in te r v e n e  i s  to en ter  into an on -go in g  sy ste m  of r e la t io n 

sh ip s, to com e b etw een  or am ong p erso n s , groups, or o b jec ts  fo r  the  

p u rp ose of h elp in g  th em "  (1970, p. 15).

N onfunctional group. A ll staff m e m b ers  in the o rg a n iza tio n  who  

are  not m e m b e r s  of o n e 's  own functional group.

O rganization . A  stru ctu red  c o lle c t io n  of in d iv idu a ls, who m a y  

or m ay not p er fo rm  s im ila r  fu n ction s, w orking a s  an in terdependent  

group to fu lf il l both in tern a l and ex tern a l req u irem en ts  of the s o c ia l  unit.
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O rgan ization  d evelop m en t. The in ten tion a l d evelop m en t of the  

cap acity  of an o rgan iza tion  to  adapt to and respond  to  it s  own changing  

in tern a l and e x ter n a l ex p ec ta tio n s , req u ir em en ts  and n eed s . T h is  

educational p r o c e s s  r e c o g n iz e s  the im p ortan ce  of both in d iv idu al and  

org a n iza tio n a l g o a ls .

O rgan iza tion a l s ty le . T he o v e r a ll in tera c tio n a l, p e r fo rm a n ce , 

and d ec isio n -m a k in g  m od e of an organ ization . F o r  p u rp o se s  of th is  

study, the fou r  organ iza tion  and m anagem ent s y s te m s  d e sc r ib e d  by  

L ik ert (1961) a r e  used:

S y stem  1 --E x p lo it iv e  A u th orita tive  

S y stem  2 --B e n e v o le n t  A u th orita tive  

S y stem  3 --C o n su lta tiv e  

S y stem  4 --P a r t ic ip a t iv e  G roup

T h ese  fou r  s y s te m s  a r e  m e a su r e d  u sin g  the L ik er t P r o f i le  of 

O rgan ization a l C h a r a c te r is t ic s  (1967). S u bjects in the p r e se n t  study  

w e r e  a sk ed  to c h a r a c te r iz e  th e org a n iza tio n  a s  they  p e r c e iv e d  it one 

y ea r  ago  (P a s t ) , a s  th ey  now p e r c e iv e  it  (N ow ), and a s  they  w ould  p e r 

c e iv e  it id e a lly  (Ideal).

P lan n ed -C h an ge sy s te m . A program  b ased  on an  a ccu ra te  

d ia g n o s is  o f th e  c lie n t sy s te m  and d es ig n ed  to in c r e a se  the ad ap tive  

c a p a b ilit ie s  of that sy ste m .

T im e 1. Two d ays im m ed ia te ly  p reced in g  the beginning of the  

1 0 -w eek  ex p er im en ta l p er iod .
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T im e 2 . Tw o days im m ed ia te ly  following» the end of the 10-w eek

ex p er im en ta l p er io d .



C H A PTER  III

DESIGN A ND  M ETHOD

B a s ic  to  the o v e r a ll d e s ig n  of th is  r e s e a r c h  study w as co n cer n  

f o r  gen era tin g  data that w ould be u se fu l not on ly  fo r  p u rp oses of the a c a 

d em ic  r e q u ir e m e n ts  of the d is s e r ta t io n  r e s e a r c h  rep o rt, but a ls o  for  

p u r p o se s  o f feed b ack  to the o rg a n iza tio n  being  studied . F u rth er, the 

in v e s t ig a to r  w a s con cern ed  with th e sy s te m  a s  a w hole; not w ith any  

p a r tic u la r  subgrouping w ith in  the sy s te m . A n a ly s e s  of data, h o w ev er , 

w e r e  not con fin ed  to the sy ste m  a s  a w h ole . In su m m ary , co n sid era tio n  

of the c l ie n t  s y s te m 's  n ee d s  and c o n cer n  fo r  i t s  in vo lvem en t, w a s  b u ilt  

in to  the r e s e a r c h  d es ig n  in  a num ber of w a y s , d e sc r ib e d  below.

In it ia lly , although co o p era tio n  in  r e g a r d  to the study had been  

a s s u r e d  by the d ir e c to r  of the o rg a n iza tio n , it  w as decided  to p ro p o se  

th e  q u e stio n  to th e e n tir e  m e m b e r sh ip  of th e  o rg a n iza tio n . A r g y r is  

(1970) r ec o m m e n d s  th is  approach . M eetin g  in  th e ir  th ree  h e tero g en eo u s  

la b  grou p s w ithout co n su lta n ts  p r e se n t , the m e m b e r sh ip  reached  a c o n 

s e n su s  d e c is io n  that the agen cy  should  p a r tic ip a te  in  the r e se a r c h . T hey  

a ls o  e x p lo r e d  th e q u estion  of r e s e r v a t io n s  about p artic ip ation  that m ight 

e x is t  am on g the m e m b e r s  and rep o r te d  that th e r e  w e r e  none. In addition ,
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the grou p s p osed  a num ber of su g g este d  r e s e a r c h  q u estion s, so m e  of 

w hich w e r e  in co rp o ra ted  in  the h y p o th eses .

A gain , in c o n s id era tio n  of the c lien t system , the in v e s tig a to r  

o ffered  feedback  on te s t  s c o r e s  to  ind iv idual subjects on req u est, a fter  

a ll  data had been  c o lle c te d . Group data w ould be availab le a s  feed b ack  

to  the e n tir e  m em b ersh ip  of the organ iza tion , upon co m p le tio n  of the 

r e s e a r c h  rep ort. In addition , a R esea rch  Instrum ent R eaction  Sheet w as  

d e s ig n ed  fo r  u se  w ith  a l l  stan d ard ized  in stru m en ts  (A ppendix II), so a s  

to  p rov id e  the su b jec ts  op p ortu n ities  to  r e a c t  and respond to the r e s e a r c h  

p r o c e s s  a s  it p r o g r e sse d .

T he M odel C it ie s  a g en cy  p artic ip a tin g  in  this study, a  c ity  d ep a rt

m en t su pp orted  by F e d e r a l funds, and charged  w ith p o ten tia lly  fa r -r e a c h in g  

planning, coord in ation , and eva lu ation  fu n ction s in rela tion  to  o v e r a ll  

com m u n ity  d evelop m en t, had s ta b iliz e d  w ith a fu ll-t im e  s ta ff of 32 m e m 

b e r s . A ll  w e r e  in c lu d ed  in  the sam p le . T able 1 su m m a r izes  the c h a r a c 

t e r i s t i c s  o f th e su b ject population .

In it ia lly , the p o s s ib i lity  of u sin g  the sta ff of another M odel C it ie s  

a g en cy  a s  a  co n tro l group w a s  co n sid ered . T h is  idea w a s  d isca rd ed  for  

s e v e r a l r e a so n s . F ir s t ,  it  w ould have been difficult, if not im p o s s ib le ,  

to  in su r e  co m p a ra b ility  of tw o sa m p le s . P erh a p s  m ore im p o rta n tly , s in ce  

th is  study w a s s p e c if ic a lly  con cern ed  w ith  th e effects  o f  in c r e a se d  a u to n 

om y in an  o rg a n iza tio n  d evelop m en t sy ste m , no other M odel C it ie s  agen cy  

that had adopted  a com p a ra b le  sy ste m , w as a c c e s s ib le  to the in v estig a to r .



T a b le  1

S u m m a ry  C h a r a c t e r i s t i c s  o f S u b ject P o p u la tio n  
by R a c e , S ex , an d  A g e  fo r  F u n c tio n a l  

G ro u p s an d  T o ta ls

F U N C T IO N A L
G R O U P

R a ce S ex A g e  G roup é A L L  G R O U P S

B la c k W hite N a tiv e
A m e r . M a le F e m a le 2 2 -2 7 2 8 -4 2  43i-6 0

M a n a g e r ia l,
S u p e r v is o r y 3 5 0 7 1 2 4 2 8

P r o f e s s io n a l
N o n s u p e r v is o r y 1 7 0 4 4 5 2 1 8

C le r ic a l 8 1 1 0 10 6 4 0 10

P a r a  - P r o f e  s s io n a l 3 3 0 3 3 0 2 4 6

A L L  S U B JE C T S 15 16 1 14 18 13 12 7 32

to
-o

S e le c t io n  o f t h e s e  p a r t ic u la r  a g e -g r o u p  r a n g e s  w a s  b a s e d  on  th e  in v e s t ig a t o r ' s  u n p u b lish ed  
w o r k  u s in g  th e s e  c a t e g o r ie s  to  d is t in g u is h  you n g , m id d le , an d  o ld  a g e  g r o u p in g s  in  th e  U. S. 
p o p u la tio n . T h e s e  g r o u p in g s , w h ich  p r o d u c e  a c le a r  b im o d a l c u r v e , h a v e  b e m  fou n d  u s e fu l  
in  e x a m in in g  s o c ia l  p r o b le m s  fr o m  an  e c o lo g ic a l  p o in t of v ie w .
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V a r ia b le s  that functioned  a s  fo rm a l c o n tr o ls  in the study w ere  

few . The study w a s e s s e n t ia lly  an ex p lora tory  one; one that investijratcîd 

a w ork o rg a n iza tio n  and its  m em b ersh ip , fu n ction in g  n o rm a lly  accord in g  

to  the reg u la r  d em an d s m ade on the sy s te m . T h is  study m igh t be c o n 

s id e r e d  qua s i-e x p e r im e n ta l in that the d eg ree  and n atu re of the in te r 

v e n t io n is ts '  in flu en ce  on the organ iza tion  w as d e lib e r a te ly  changed in the  

d ire c tio n  o f  in c r e a s in g  the autonom y of the o rg a n iza tio n  in i t s  OD p r o 

gram . D uring the r e se a r c h  p eriod , in te r v e n t io n is ts  w ere  p h y s ic a lly  

p r e se n t  at the a g en cy  fo r  r e se a r c h  p u rp o ses  on ly . T h ey  no lon ger fu n c 

tion ed  a s  "group le a d e r s"  of lab o ra to ry  group m e e t in g s , nor in a tra in er  

or co n su lta tiv e  ca p a c ity  with the en tire  sta ff, or an y  part of it, during  

the r e s e a r c h  p er io d . H ow ever, it  w as ev id en t that a fa ir ly  high le v e l of 

tr u s t  had d ev e lo p ed  betw een  the su b jec ts  and the in v e s t ig a to r  during the  

nine -m onth  p r e -e x p e r im e n ta l OD p h ase . D ata c o lle c t io n , a n a ly s is , and  

feed b ack  w ere  com ponent p arts  o f the OD p ro g ra m , p r e v io u s ly  p ra c tic ed  

by the in te r v e n t io n is ts . The esqjerim ental p er io d  ap p eared  to  be p e r 

c e iv e d  by th e su b jec ts  a s  a m o re  sy ste m a tic  e x te n s io n  of th e  e a r lie r  OD 

data trea tm en t p h a se s . The sp e c if ic  e le m e n ts  of the in te r v e n tio n is ts '  

input during the r e s e a r c h  p eriod  a re  outlined  in  F ig .  2.

A nother v a r ia b le  that serv ed  a  con tro l fu n ction  in  a g en era l sen se  

i s  that the t im e  p er io d  se lec ted  fo r  data c o lle c t io n  w a s  one w hich e n ta ils  

the h e a v ie s t  w ork dem ands of the y e a r ly  c y c le  in the m ic r o -e c o lo g ic a l  

se ttin g . T h is  i s  the t im e  p eriod  during w hich  a M od el C it ie s  agen cy
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p r e p a r e s  a  C o m p reh en siv e  D ev e lo p m en t P lan  (C D F) for  the fo llow ing  

y e a r 's  funding and p ro g ra m  a c t iv i t ie s .  A ccord in g  to in form an ts from  

th is  p a r t ic u la r  org a n iza tio n , co n firm ed  by o b se r v a tio n s  of the in te r v e n 

t io n is t s ,  th is  tim e p e r io d  in 1971 w a s  fo llo w ed  by s ig n ific a n t o r g a n iz a 

tio n a l u n r e s t , d isru p tio n  of w ork , e m e r g e n c e  of in fo rm a l grou p s in  

o p p o sitio n  to  m an agem en t g o a ls , lo w e r e d  m o r a le , and a c le a r  ten d en cy  

on the p a r t o f m an agem en t tow ard  a u th o r ita r ia n  so lu tio n s  to  in te r p e r 

son a l and o rg a n iz a tio n a l p ro b lem s.

The s e le c t io n  of such a p er io d , a s  op p o sed  to  a m o re  routine and  

o r d e r ly  p er io d  of a c t iv ity , put the qua s i-e x p e r im e n ta l e ffo r t to  m o re  

s tr in g en t ex a m in a tio n . T h is v iew  is  stren g th en ed  by the fa c t  that during  

the p e r io d  of p rep a ra tio n  of the C D F , the M od el C it ie s  a g en cy  has m o r e  

freq u en t and in te n s iv e  con tact w ith  e x te r n a l s y s t e m s  - -a g e n c ie s ,  o r g a n i

z a tio n s , and g r o u p s--w h ic h  g e n e r a lly  op erate  in  a m o r e  trad ition a l 

b u r e a u c r a tic  fa sh io n  than ap p eared  to  be the c a s e  in  the M odel C itie s  

a g en cy  at th e  beginn ing of the r e s e a r c h  p er io d . It i s  acknow ledged  that 

h ea v y  w o rk  a c t iv ity  m a y , in fa c t, have the e f fe c t  of im p rov in g  in te r p e r 

son a l r e la t io n sh ip s  and e f fe c t iv e n e s s  in a w ork  o rg a n iza tio n , or at le a s t  

o f im p ro v in g  m e a su r a b le  p ro d u ctiv ity . H ow ever , b a sed  on the h is to r y  of 

th is  p a r t ic u la r  a g en cy , in v iew  o f th e type of in stru m en ta tio n  em p loyed , 

and s in c e  th e  study w a s  not b a sed  on a p ro d u ctiv ity  b ia s , it  i s  th is  in 

v e s t ig a to r 's  p o s it io n  that the s tr e s s fu l  w ork  p e r io d  w a s the m o st su itab le  

fo r  the r e s e a r c h  e ffo rt.
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Instru m en tation

M u ltip le  in stru m en ta tion  to  som e ex ten t p rov id ed  a sa fegu ard  

a g a in st sp u r io u s  r e s u lt s .  A s  noted by Webb, C am pbell, Schw artz, and  

S e c h r e s t  (1966) no one r e se a r c h  m ethod , p a r tic u la r ly  in s o c ia l s c ie n c e ,  

i s  c o m p le te ly  fr e e  of b ia s . They b e lie v e  that "Once a p ro p o sitio n  h a s  

b een  c o n firm e d  by tw o or m o re  independent m ea su rem en t p r o c e s s e s ,  the  

u n certa in ty  of it s  in terp re ta tio n  i s  g r e a tly  red u ced . The m o st  p e r s u a s iv e  

ev id e n c e  c o m e s  through a tr ia n g u la tio n  of m e a su r e m e n t p r o c e s s e s .  If 

a p r o p o s it io n  can  su rv iv e  the onslaught of a s e r ie s  of im p erfect m e a s 

u r e s ,  w ith  a ll  th e ir  ir r e le v a n t e r r o r , con fid en ce should be p la ced  in  it"  

( 196 6 , p. 3 ). W hile o b serv a tio n a l and a r c h iv a l data w ere  a v a ila b le  to  

a s s i s t  in  th e  in te r p r e ta tio n  of r e s u lt s ,  th ey  w ere  not sp e c if ic a lly  u sed  

fo r  h y p o th e s is  te s t in g .

F ig u r e  2 s u m m a r iz e s  the fou r p h a se s  of the r e se a r c h . P h a se  1 

r e p r e s e n ts  the background and h is to r y  of the org a n iza tio n  d evelopm en t  

sy s te m  co v e r in g  the p er io d  from  A p r il through D ecem b er , 1971; P h a se  

11 r e p r e s e n ts  c o l le c t io n  of p r e te s t  qua s i-e x p e r im e n ta l data and took  p la c e  

during tw o d a y s  in  e a r ly  January, 1972; P h a se  111 r e p r e se n ts  the p er io d  

of rem o v a l of d ir e c t  in vo lvem en t on the p art o f  the ex tern a l in te r v e n tio n 

i s t s  and ran  fr o m  January to  m id  M arch, 1972; and P h a se  IV r e p r e se n ts  

the p o s tte s t  data c o lle c t io n  w hich took  p la ce  during tw o days in m id  M arch , 

1972 . F ig u r e  2 in d ic a te s  a l l  in stru m en ta tio n  u sed  in  the ord er in w h ich  

it w a s  c o l le c te d . F u rth er  d eta il on th e in stru m en ta tio n  s e le c te d  is  p r o 

v id ed  below .



P h a s e  I P h a s e  11 P h a s e  III P h a s e  IV

C h r o n o lo g y In tr o d u ctio n  o f A u ton om y; D ir e c t C h r o n o lo g y
I n te r v e n tio n P r e t e s t in v o lv e m e n t  o f e x te r n a l in t e r  P o s t t e s t
H is to r y In str u m e n ta tio n v e n t io n is t s  r e m o v e d In str u m e n ta tio n

OD S y s te m  A d op ted G e n e r a l I n fo r m a  S e m a n tic  D i f f e r e n 
& Im p le m e n te d  O ver tio n  S h e e t - - t ia l;  A g e n c y  D e s c r ip 
9 -m o n th  P e r io d .

T w o a d m in is tr a t io n s  
of S e lf  R ep o r t S u rv ey .

D e m o g r a p h ic
In fo r m a tio n .

S e m a n tic  D i f f e r 

t io n .

RIRS.

e n tia l;  A g e n c y 10 W eek s L ik e r t  P r o f i l e - - !
In v o lv e m e n t o f S u b 
j e c t s  in  R e s e a r c h .

D e s c r ip t io n .

R e s e a r c h  I n s tr u 
m e n t R e a c t io n  
S h eet (R IR S).

S c o r in g  C a teg o ry ;  
N ow .

RIRS.

S o c io m e tr ic  Q u e s t io n
L ik e r t  P r o f i le  - - 
3 S c o r in g  C a te 

W e e k ly --O D  L ab . m e e t in g s  
w ith  w r it te n  s u g g e s te d  a c t i 

n a ir e .

g o r ie s ;  Id ea l, 
N ow , and P a s t .

RIRS.

N ew  L ab  G roup  
A s s ig n m e n t s .

v i t i e s ,  but w ith o u t e x te r n a l  
gro u p  le a d e r s .

RIRS.

F ig . 2. P h a s e s  of th e  r e s e a r c h  d e s ig n .
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G eneral in form ation  sh e e t. T h is  form , d esig n ed  e sp e c ia lly  for  

p u r p o se s  of th is  r e se a r c h , req u e s ts  cer ta in  d em ograp h ic  data. (S ee  

A ppend ix  III.) It in clud es in form ation  on age, ra ce , sex , in com e, 

em p lo y m en t h is to r y , education , fu ture p la n s, e tc .

S em an tic  d iffe r e n tia l--a g e n c y  d e s c r ip t io n . T h is  te s t ,  p atterned  

a fte r  O sgood 's Sem antic D ifferen tia l (O sgood, S u c i, Tannenbaum , 1957) 

c o n s is t s  of 20 p a ir s  of con trastin g  a d je c t iv e s . One a d jec tiv e  in each  

p a ir  r e p r e se n ts  a so c ia lly  d e s ir a b le  a ttr ib u te  and the o th er a s o c ia l ly  

u n d e sira b le  a ttr ib u te . U sing a 6 -point s c a le ,  the subject d e s c r ib e s  h is  

a g en cy  a s  being c lo se  to one or the other of ea ch  pair of a ttr ib u tes; then  

h is  ra tin g s  on the 20 a d jec tiv e  p a ir s  a re  added to  provide a m ea su re  of 

e s te e m  h e ld  fo r  the agen cy . H igher n u m er ica l v a lu e s  a r e  in the d ir e c 

t io n  of g r e a te r  d e s ir a b ility .

S im ila r  ra tin g s a re  m ade of h yp oth etica l le a s t  and m ost p r e 

f e r r e d  a g e n c ie s  (F ie d le r , 1958). U tiliz in g  th e s e  data, an agen cy  s a t i s 

fa c t io n  index (G ottheil & V ie c h a se r , 1966; G otth eil & L auerbach , 1969) 

i s  obtained  u sin g  the form ula:

Own agen cy  m in u s le a s t  p r e fe r r e d  agen cy  
M ost p re fer red  m in u s le a s t  p r e fe r r e d .

L ik er t p r o file  of organ iza tion a l c h a r a c te r is t ic s . T h is is  a 51 

ite m  q u estio n n a ire  developed  by R e n s is  L ik er t (1967) w hich  p ro v id es  a 

c o m p r e h e n s iv e  d escr ip tio n , using  2 0 -poin t s c a le s ,  of an organ iza tion  

a c r o s s  e ig h t m a jo r  organ ization a l v a r ia b les: le a d e r sh ip  p r o c e s s e s

u sed ; ch a r a c te r  of m otiva tion a l fo r c e s;  c h a r a c te r  of com m unication
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p r o c e s s e s ;  c h a ra c te r  of in tera c tio n -in flu en ce  p r o c e ss ;  ch a ra c te r  of 

d e c is io n -m a k in g  p r o c e s s ;  ch a ra cter  of goa l settin g  or ord erin g; c h a r a c 

te r  o f con tro l p r o c e s s e s ;  and, p erform an ce  g o a ls  and tra in in g . A  

p r o file  of the sy s te m  of o rgan iza tion  can be obtained in one of the fo llo w 

ing p redom inant m odes: ex p lo itiv e  au th orita tive  (S y stem  1); b en evo len t

a u th orita tive  (S y stem  2); co n su lta tiv e  (S ystem  3); and p a r tic ip a tiv e  group  

(S y ste m  4). T h is  q u estio n n a ire  w as u sed  w ith p e r m is s io n  of M cG raw -  

H ill Book Com pany.

F o r  p u rp o se s  of th is  r e se a r c h , su b jec ts  w e r e  a sk ed  at the f ir s t  

a d m in istra tio n  of the q u estio n n a ire  to d e sc r ib e  the o rgan iza tion  a s  th ey  

p e r c e iv e d  it r e tr o s p e c t iv e ly  one year  ago (P a st), a s  th ey  p e r c e iv e d  it  

at the tim e  of co m p letin g  the q u estion n a ire  (Now), and a s  th ey  w ould  

l ik e  to  s e e  it id e a lly  (Ideal) (S ee  A ppendix V). P a s t  r e s p o n s e s  of su b 

je c t s  w ho had w ork ed  fo r  the a g en cy  l e s s  than s ix  m on ths w e r e  dropped  

fro m  the a n a ly s is  of r e s u lt s  on that m e a su r e . F o r  the p o s tte s t  a d m in 

is tr a t io n  su b jec ts  w e r e  a sk ed  to provide only  a Now d escr ip tio n .

S o c io m etr ic  q u e s tio n n a ir e . A s o c io m e tr ic  q u estio n n a ire  w a s  

e s p e c ia l ly  co n stru cted  fo r  th is  r e se a r c h . (See A ppendix VI. ) The ite m s  

of th is  m e tr ic  a sk  the su b je c ts  to m ake th e ir  s o c ia l c h o ic e s  on the b a s is  

of d e s ir a b ility  a s  b u s in e s s  tr a v e l com pan ions, d e s ir a b il ity  a s  co w o rk ers  

on an o v er tim e  p ro jec t, d e s ir a b il ity  a s  c o u n s e lo r s  in d is c u s s in g  p e r so n a l  

p ro b lem s, a c c e p ta b ility  a s  s in c e r e  and h elp fu l to M odel N eighborhood  

R e s id e n ts , a c c e p ta b ility  a s  s in c e r e  and h elp fu l to  "City F a th e r s , " and
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d e s ir a b il ity  a s  help fu l to  o th ers  in  organ ization  d evelop m en t grou p  m e e t 

in g s , T h is in stru m en t w a s  a d m in is te r e d  only once, at the t im e  of c o l 

le c t in g  o ther p o s tte s t  data.

A ll data w ere  c o lle c te d  at the o ff ic e s  o f the M odel C it ie s  a g en cy .  

M eetin g s w e r e  c a lle d  at p r e -a r r a n g e d  t im e s  fo r  th is  p urpose. P r e te s t  

data w as c o l le c te d  on tw o c o n secu tiv e  days to m in im iz e  the su b je c ts '  

t im e  req u ired  fo r  th is  p u rp ose on any one w ork  day. The sa m e p r o c e 

d ure w as fo llo w e d  for  c o lle c t io n  of p o s tte s t  data. F o llo w -u p  a r r a n g e m e n ts  

w e r e  m ade w ith  any a b s e n te e s  im m e d ia te ly  a fte r  the group data w a s  c o l 

le c te d , and it w a s  thus p o s s ib le  to  a ch iev e  a 100% retu rn  on a l l  in s tr u 

m en tation  u se d  in the study. T h ere  w a s no em p lo y ee  tu rn over during  

the ex p er im en ta l p er io d , thus in d ica tin g  s ta b ility  of the o rg a n iza tio n  over  

th is  tim e p er io d .
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RESULTS

W hen a on e-h u nd red  p er  cen t retu rn  on a l l  data fo r  a ll su bjects  

had b een  obtained , a l l  in stru m en ts  w ere  hand s c o r e d  u sin g  standard ized  

sco r in g  p r o c e d u r e s . A ll data w ere  then k ey  punched on IBM cards.

Data w e r e  p ro g ra m m ed  fo r  com p u ter a n a ly s is  u t iliz in g  p rew ritten  and  

sp e c ia lly  w r itten  p r o g r a m s. A ll data w ere  p r o c e s s e d  at the N uclear  

E n gin eerin g  L ab oratory  com p u ter fa c il ity  at the U n iv e r s ity  of Oklahoma, 

N orm an C am pus.

The in it ia l com p u ter run y ie ld ed  d e s c r ip t iv e  s ta t is t ic s  for  the 

tota l r e s e a r c h  sa m p le , a s  w e ll a s  fo r  fu n ction a l su bgroup s. W here 

a p p rop ria te  to the h y p o th e se s , d e sc r ip tiv e  s t a t i s t ic s  w e r e  a ls o  c a lc u 

la ted  fo r  ra ce , sex , and a ge .

A fter  d e s c r ip t iv e  s ta t is t ic s  had been  a n a ly ze d , p ro g ra m s w ere  

w ritten  fo r  t e s t s  of s ig n if ic a n c e  re la tin g  to sp e c if ic  h y p o th eses . E x 

cept, w h ere  h y p o th e se s  s p e c if ic a lly  req u ired  a n a ly s is  by subgroups, 

s ta t is t ic a l  t e s t s  of s ig n if ic a n c e  w e r e  p er fo rm ed  fo r  th e to ta l sam ple. 

Independent or dependent ^  t e s t s  (W alker and L ev , 1953) w e r e  perform ed, 

depending on the nature of the co m p a r iso n s  to be m ad e.

R e su lts  a r e  p r e se n te d  in the order in  w h ich  th e h yp o th eses  are

35
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l is te d . The r e s u lt s  a re  su m m a r ized  by h y p o th e ses  at the end of th is  

chapter.

It w as p red ic ted  that a ll  m e m b ers  of the o rgan iza tion  w ould  in 

d ica te  a p r e fe r e n c e  for  L ik e r t's  System  4 org a n iza tio n a l s ty le , r e g a r d 

le s s  of fu n ction a l group m em b ersh ip . The L ik ert P r o f i le  of O rg a n iza -  

tiona C h a r a c te r is t ic s  (L ik er t, 1 9 6 7 )--u se d  to  m ea su re  organ iza tion a l 

sty le  p r e fe r e n c e s  in th is  study, i s  sco red  on a one-to-tw enty sc a le  a s  

fo llow s:

S ystem  1 (E xp lo itiv e  A uthoritative) 1 -5

S ystem  2 (B en evo len t A uthoritative) 6 -1 0

S ystem  3 (C onsu lta tive) 11-15

S ystem  4  (P a r tic ip a tiv e  Group) 1 6 -2 0 .

T able 2 su m m a r iz e s  the m ean  Ideal ra tin g s on the L ik ert P r o 

f ile  of O rgan ization a l C h a r a c te r is t ic s  for a ll functional groups, by the 

eight o rg a n iza tio n a l v a r ia b le s  and by o v era ll m ea n s. A ll grou p s on a ll 

v a r ia b le s  f e l l  w ith in  the 16-20 sco r in g  range, in d icatin g  a S y stem  4 

p r e fe r e n c e . The o v e r a ll sa m p le  m ean  on a ll  v a r ia b le s  w a s 18. 46 with  

a standard  d ev ia tio n  of 1. 25. The lo w est fu n ction al group m ean  by 

v a r ia b le  w a s 16. 7 0 -p a r a -p r o fe s s io n a l s' Ideal rating of le a d e r sh ip  p r o 

c e s s e s  u sed . The h ig h est fu n ction a l group m ean  by v a r ia b le  w a s  19. 22- 

p r o fe s s io n a ls '  Ideal rating  of ch a ra cter  of m o tiv a tio n a l fo r c e s .  Am ong  

functional grou p s, the p r o fe s s io n a l group had the h ig h est o v e r a ll Ideal 

m ean, and the c le r ic a l  group the lo w est.



T a b le  2

M ea n  Id ea l P r e f e r e n c e  S c o r e s ,  L ik e r t  P r o f i le  by F u n c tio n a l  
G roup , O r g a n iz a t io n a l V a r ia b le , an d  T o ta ls

F u n c t io n a l grou p

O r g a n iz a t io n a l v a r ia b le M a n a g e r ia l
(n = 8 )

P r o f e s s io n a l  
(n  = 8)

C le r ic a l  
( n=10)

P a r a - p r o f e s s io n a l  
(n  =6)

A ll g r o u p s  
(n = 3 2 )

1. L e a d e r s h ip  P r o c e s s e s  
U se d 18. 125 18. 800 18. 220 16. 700 18. 056

2. C h a r a c te r  o f M o t iv a 
t io n a l F o r c e s 18. 588 19. 215 18. 241 18. 477 18. 615

3. C h a r a c te r  of C o m m u 
n ic a t io n  P r o c e s s 18. 247 18. 696 1 7 .8 2 3 17. 976 18. 176

4, C h a r a c te r  o f I n te r 
a c t io n - in f lu e n c e  
P r o c e s s 18. 040 18. 352 1 7 .4 5 0 18. 222 17. 968

5. C h a r a c te r  of D e c is io n 
m a k in g  P r o c e s s 18. 128 18. 626 1 7 .5 7 6 17. 940 18. 045

6. C h a r a c te r  of G o a l-
se t t in g  o r  O r d e r in g 17. 585 18. 417 17. 233 17. 335 17. 636

7. C h a r a c te r  of C o n tr o l  
P r o c e s s e s 18. 000 18. 900 17. 180 17. 033 17. 784

8. P e r fo r m a n c e  G o a ls  
and T ra in in g 18. 541 19. 084 17. 299 1 7 .5 5 7 1 8 .1 0 4

A ll  v a r ia b le s 18. 562 19. 0 7 4 18. 065 18. 145 18. 456

U)
- j
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It w a s fu rth er  p red ic ted  that Now tim e 1 ra tin g s on the L ikert 

P r o file  w ould in d ica te  a p o s it iv e  shift fro m  P a st ra tin g s. T able 3 

su m m a r iz e s  the o v e r a ll sam ple m ean  ra tin g s fo r  P a s t  (a y e a r  ago) and 

Now tim e 1. A ll m ea n  ra tin g s by v a r ia b le  for P a s t  fe l l  in the S ystem  2 

sco r in g  range. A ll m ea n  v ariab le  ra tin g s  for  Now tim e 1 w e r e  in S y s 

tem  3. The d iffe r e n c e  betw een  sam ple s iz e s  for  P a s t  and Now ra tin g s  

is  accou n ted  for by the fact that r e s p o n se s  of th o se  who had w orked for  

the agency for  l e s s  than s ix  m onths w e r e  not included  in the a n a ly s is  of 

P a s t  data.

F ig u re  3 i l lu s tr a te s  the p ro file  of o rgan iza tion a l c h a r a c te r is t ic s ,  

ind icating  P a s t , N o w -- t im e s  1 and 2 , and Ideal o v e r a ll m ean  ra tin g s fo r  

the to ta l sa m p le . The P a st  p ro file  w a s  c le a r ly  in the B en evo len t A u th o r

ita tiv e  sy s te m . T he p r o f ile s  fo r  both Now t im e s  1 and 2 fe l l  w ith in  the  

range of the C on su lta tive  sy ste m . H ow ever, Now t im e  2 s c o r e s  did  

sh ift  in the d ir e c t io n  of the P a r tic ip a tiv e  Group m od e. The Ideal 

p ro file  w a s c le a r ly  in the P a r tic ip a tiv e  Group m ode.

The o b se r v e d  d iffere n c e  b etw een  o v era ll m ean  Now tim e  1 and 

P a s t  ra tin g s is  s ta t is t ic a lly  s ig n ifica n t at the . 001 le v e l, w ith  a d ep en d 

ent t value of 6. 60 and 22 d e g r e e s  of freed o m .

It w a s h y p o th e s ized  that th ere  w ould  be no sig n ifica n t d iffere n c e  

in  m ean  Ideal p r e fe r e n c e  s c o r e s  am ong subgroups in the organ ization . 

T ab le  4 su m m a r iz e s  independent R v a lu es  of the o b serv ed  m ean  d if f e r 

e n c e s . No m ean  d iffe r e n c e  s c o r e s  w e r e  sig n ifica n t at the . 05 le v e l fo r



T a b le  3

M ean  R a tin g s , L ik e r t  P r o f i le ,  o f P a s t ,  and N ow , P r e t e s t  and P o s t t e s t ,  
fo r  O r g a n iz a t io n a l V a r ia b le s  an d  T o ta l

M ea n  r a t in g s

O r g a n iz a t io n a l v a r ia b le
P a  St 0^=2 3) 

R e tr o s p e c t iv e
N ow  1 (n=32) 

P r e t e s t
N ow  2 (n=32) 

P o s t t e s t

1. L e a d e r s h ip  P r o c e s s e s  
U se d 7. 608 1 2 .7 3 1 13. 544

2. C h a r a c te r  o f M o tiv a tio n a l  
F o r c e s 8. 857 12. 947 13. 536

3. C h a r a c te r  o f C o m m u n ic a 
t io n  P r o c e s s 8. 512 1 2 .6 2 5 13. 258

4. C h a r a c te r  o f I n te r a c t io n -  
in f lu e n c e  P r o c e s s 8. 898 1 3 .4 4 8 13. 912

5. C h a r a c te r  of D e c i s io n 
m a k in g  P r o c e s s 8. 540 1 2 .7 6 4 13. 858

6. C h a r a c te r  of G o a l-
s e t t in g  o r  O r d e r in g 9. 275 12. 802 13. 355

7. C h a r a c te r  of C o n tro l 
P r o c e s s e s 9 .0 5 2 12. 700 12. 912

8. P e r fo r m a n c e  G o a ls  and  
T ra in in g 8. 333 1 1 .5 7 3 1 1 .6 9 9

A ll  v a r ia b le s 8. 775 13. O il 13. 479



S y s te m  1 
E x p l o i t i v e

S y s te m  2 
B e n e v o l e n t

S y s te m  3 S y s te m  4 
P a r t  i c i p a t i v e

O r g a n iz a tio n a l V a r ia b le s

1. L e a d e r s h ip  P r o c e s s e s
U se d

2. C h a r a c te r  of M o t iv a 
tio n a l F o r c e s

3. C h a r a c te r  o f C o m m u 
n ic a t io n  P r o c e s s

4. C h a r a c te r  o f I n te r 
a c t io n - in f lu e n c e
P r o c e s s

5. C h a r a c te r  of D e c i s io n 
m a k in g  P r o c e s s

6. C h a r a c te r  of G o a l-
s e tt in g  o r  O r d e r in g

7. C h a r a c te r  of C o n tr o l
P r o c e s s e s

8. P e r fo r m a n c e  G o a ls
and T ra in in g

A ll  V a r ia b le s

A u th o r ita t iv e A u th o r ita t iv e C o n su lta t iv e G roup

P a St N ow  1 N ow  2 Id ea l

20

o

L i k e r t  S c a le
F ig , 3. S u m m a r y  L ik e r t  P r o f i le  o f O r g a n iz a t io n a l C h a r a c t e r i s t ic s ,  P a s t ,  N o w j, NoW2 > and  

Ideal; a l l  g r o u p s  (n=32).

S o u r c e :  T a b l e s  2, 3, 7, 8, 10 a n d  11
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T able  4

Sum m ary of Independent V a lu es  fo r  Mean  
Ideal L ik er t P r e fe r e n c e s ,  C om pared  by 
Sex, R ace, A ge, and F u n ctio n a l Group

C onditions _t P
(two tail)

1. Sex
M ale v s . F e m a le 30 1. 338 > .  10

2. R ace
W hite v s . N onw hite 30 1. 936 . 10

3. A ge Group
2 2 -2 7  v s . 2 8 -4 2 23 -0 .2 3 5 > . 5 0
2 2 -2 7  v s . 4 3 -6 0 18 0. 925 > . 3 0
2 8 -4 2  v s . 4 3 -6 0 17 1 . 4 2 9 >  . 10

4. F u n ction a l Group
M gr. v s . P ro f. 14 - 1 . 0 8 4 > .  10
M gr. v s . C ler . 16 0. 712 > .  30
M gr. v s . P a r a -P r o f . 12 0. 675 > . 3 0
P ro f. v s . C le r . 16 1 . 4 7 6 > . 1 0
P ro f. v s . P a r a -P r o f . 12 1 . 5 7 9 > . 1 0
C ler . v s . P a r a -P r o f . 14 - 0 . 1 0 8 > . 5 0

any of the subgroups by ra ce , sex , a g e , or fu n ction a l group. Table 5 

su m m a r iz e s  m ea n  Ideal ra tin g s  by sex , r a c e , a g e , and fu n ction a l group. 

A ll m ea n  ra tin g s  f e l l  w ith in  the S y ste m  4  sco r in g  range. The low est  

m ea n  Ideal ra tin g  w as 17. 91 fo r  the 4 3 -6 0  a ge  group. The h ig h est  m ean  

Ideal rating  w a s  19. 07 fo r  the p r o fe s s io n a l fu n ctio n a l group.

It w as p red ic te d  that the m a n a g e r ia l group would p e r c e iv e  Now  

ra tin g s  c lo se r  to  i t s  Ideal ra tin g s  than  w ould  the o ther fu n ction al groups
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T able  5

M ean Ideal P r e fe r e n c e  R atings on L ik ert P r o file  by 
Sex, R a ce , A ge and F unctional Group

Group M ean sc o r e n

Sex
M ale 18. 80 14
F e m a le 18. 19 18

R ace
W hite 1 8 . 8 8 16
N on-w hite 1 8 . 0 3 16

Age
2 2 -2 7 1 8 . 5 2 13
2 8 -4 2 18. 64 12
4 3 -6 0 17. 91 7

F u n ction a l Group
M an ageria l 1 8 . 5 6 8
P r o fe s s io n a l 1 9 . 0 7 8
C le r ic a l 18. 06 10
P a ra  -p ro fe  s s ion al 1 8 . 1 5 6

A ll grou p s 1 8 . 4 6 32

at both t im e s  1 and 2. A lthough the m ean  d iffe r e n c e s  b etw een  Now and 

Idea l, at both t im e s , fo r  m a n a g e r s  w ere  sm a lle r  than fo r  th o se  am ong  

the n o n m an agers, th e se  o b se r v e d  d iffe r e n c e s  w ere  not s ta t is t ic a lly  

sig n ific a n t a t the . 05 le v e l .  T a b le  6 su m m a r izes  the independent ^  

v a lu e s  of the o b serv ed  d if fe r e n c e s  betw een  th ese  two groups. W hile 

not s ta t is t ic a lly  s ig n ific a n t, the data in T a b les  7 and 8 c le a r ly  in d icate  

the c o n s is te n c y  of th e s e  d if fe r e n c e s  and th e ir  d irectio n .

It w a s fu rth er h y p o th e s iz e d  that w hen ex tern a l in te r v e n tio n is ts
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T ab le 6

Sum m ary of Independent £  V a lu es for M ean D iffe r e n c e s , 
L ik er t Ideal and Now  P r e te s t  and P o s tte s t  

R atin gs, for  the M a n a g er ia l Group  
v s . the N on m an ageria l Group

M a n agers, n=8 v s .
N onm an agers, n=24 _t P

(one ta il)

P r e te s t 30 . 984 . 10- .  30

P o s t te s t 30 1. 414 . 0 5 - .  10



T a b le  7

S u m m a r y  o f M ea n  P r e t e s t  S c o r e s ,  C o n tr a s t in g  N o w j and  Id ea l, 
L ik e r t  P r o f i le ,  M a n a g e r ia l v s .  N o n m a n a g er  ia l  G roup

M a n a g e r ia l (n=8) N o n m a n a g e r ia l (n==24)

O r g a n iz a t io n a l v a r ia b le N i I D iff .
( I - N i )

N i I D iff.
( I - N i )

1. L e a d e r s h ip  P r o c e s s e s  
U se d 13. 70 1 8 . 1 3 4. 43 12. 65 17.  91 5. 26

2. C h a r a c te r  of M o t iv a 
t io n a l F o r c e s 13. 66 18. 59 4. 93 13. 05 18. 64 5. 59

3 . C h a r a c te r  of C o m m u 
n ic a t io n  P r o c e s s 13. 92 18. 25 4 . 33 12. 39 18. 17 5. 77

4. C h a r a c te r  of I n te r a c t io n - 
in f lu e n c e  P r o c e s s 15. 15 18. 04 2 . 89 13. 15 18. 01 4. 86

5. C h a r a c te r  of D e c is io n 
m a k in g  P r o c e s s 15. 33 18. 13 2. 80 12. 22 18. 05 5. 83

6. C h a r a c te r  of G o a l-
s e tt in g  o r  o r d e r in g 14. 38 17. 59 3. 21 12. 61 17. 66 5. 05

7. C h a r a c te r  of C o n tro l 
P r o c e s s e s 14. 43 18. 00 3. 57 12. 33 1 7 . 7 0  : 5.  37

8. P e r fo r m a n c e  G o a ls  and  
T ra in in g 12. 92 18. 54 5. 62 11. 39 17. 98 6. 59

A ll  v a r ia b le s 14. 52 18. 56 4. 04 12. 77 18. 93 5. 66



T a b le  8

S u m m a r y  o f M ea n  P o s t t e s t  S c o r e s  C o n tr a st in g  N ow g and  Id ea l, 
L ik e r t  P r o f i le ,  M a n a g e r ia l v s .  N o n m a n a g e r ia l G roup

M an ag e r ia l  (n =8) N o n m a n a g e r ia l (n=24)

O r g a n iz a t io n a l v a r ia b le N 2 I D iff.
(I -N z )

N z I D iff.
(I -N z )

1. L e a d e r s h ip  P r o c e s s e s  
U se d 15. 62 18. 12 2 . 50 13. 14 17. 91 4. 77

2 . C h a r a c te r  of M o t iv a 
tio n a l F o r c e s 15. 43 18. 59 3. 16 13. 01 18. 64 5. 63

3. C h a r a c te r  o f C o m m u 
n ic a t io n  P r o c e s s 15. 80 18. 25 2. 45 12. 53 18. 16 5. 63

4 . C h a r a c te r  o f I n te r a c t io n -  
in f lu e n c e  P r o c e s s 16. 0 4 18. 04 2. 00 13. 32 18. 01 4. 68.

5. C h a r a c te r  of D e c is io n 
m a k in g  P r o c e s s 15. 46 18. 13 2 . 67 12. 19 18. 05 5. 86

6. C h a r a c te r  of G oa l -
se t t in g  o r  O r d e r in g 15. 96 17. 59 1. 63 12. 53 17. 66 5. 13

7. C h a r a c te r  o f C o n tro l 
P r o c e s s e s 15. 55 18. 00 2. 45 12. 26 17. 70 5. 44.

8. P e r fo r m a n c e  G o a ls  and  
T ra in in g 14. 21 18. 54 4 . 33 11. 07 17. 98 6. 91

A ll  v a r ia b le s 15. 87 18. 56 2. 69 12. 84 18. 43 5. 59

U i
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w ere  rem oved  from  an ongoing OD s y s te m ,  Now ra tin gs  on the Likert  

p ro f ile  would not shift in  a d ire c t io n  aw ay from  S ystem  4 fr o m  t im e  1 to  

t im e  Z .  Table 9 s u m m a r iz e s  the dependent £  v a lu e s  for  d i f f e r e n c e s  b e 

tw een  p r e te s t  and  p o s tte s t  N ow  r a t in g s ,  o v era l l  and by v a r ia b le .  None of 

the o b serv ed  d i f f e r e n c e s  b e tw een  the p r e -  and p o s t te s t  con d it ion s  w ere  

s ta t is t ic a l ly  s ign if icant  at the . 05 le v e l .  H ow ever, the data s u g g e s t  the 

p o ss ib i l i ty  of a p o s it iv e  trend  on the v a r ia b le  having to do with le a d e r sh ip  

p r o c e s s e s  used . Table 10 s u m m a r iz e s  the d if fe r e n c e s  betw een  m ean  

p r e te s t  and p o s tte s t  Now r a t in g s  by v a r ia b le .  In a l l  c a s e s  the d i f f e r e n c e s  

w e r e  in a p o s i t iv e  d ir e c t io n  tow ard  S y s te m  4. F ig u r e  2 g r a p h ica l ly  p r e 

sen ts  th ese  d if fe r e n c e s .

Table 11 s u m m a r iz e s  the o v e r a l l  m ea n  ra tin gs  on the L ik er t  

P r o f i le  for  Ideal, Now t i m e s  1 and 2, and P a s t  by functional group . F or  

each  functional group m e a n  ra t in g s  f e l l  w ith in  the r a n g e s  of S y s te m  2, 

S y stem  3, and S ystem  4  for  P a s t ,  Now, and Ideal, r e s p e c t iv e ly .

It w a s  a l s o  h y p o th e s iz e d  that staff att itudes tow ard the a gen cy  

would not shift in  a n eg a t iv e  d ir e c t io n  when ex tern a l in te r v e n t io n is ts  

w e r e  withdrawn fr o m  a c t iv e ,  o n - s i t e  p artic ipation  in  the OD p rogram .  

Table 12 s u m m a r iz e s  the m e a n  a g e n c y  sa t is fa c t io n  index s c o r e s ,  d e 

r ived  fr o m  the s e m a n t ic  d if fe r e n t ia l  in stru m en t, by functional group. It 

a ls o  p r e s e n ts  the dependent t v a lu e  fo r  the total w ithin  sam p le  m e a n  d i f 

f e r e n c e s  b e tw een  p r e te s t  and p o s t te s t .  Since the o b se r v e d  m e a n  d i f f e r 

e n c e s  w ere  in a p o s i t iv e ,  not n e g a t iv e ,  d irec t ion  a t w o - ta i l e d ^  t e s t  w as
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Table 9

S um m ary  of Dependent_t V a lu es  for D if f e r e n c e s  between  
P r e t e s t  and P o s t t e s t  L ikert Now R atings,

T ota l and by V ariab le

O rgan ization a l var iab le  n=32; df=31 t P.
(Two tail)

1. L e a d e r sh ip  P r o c e s s e s  U sed 1. 722 . 10

2. C haracter  of M otivation a l  
F o r c e s 0 .9 2 3 . 30

3. C h aracter  of C om m un ication  
P r o c e s s 1 .2 3 5 ^  . 10

4. C haracter  of In te ra c t io n - 
in f lu en ce  P r o c e s s 0. 853 >  . 30

5. C h aracter  of D e c i s io n 
m aking P r o c e s s 0. 165 >  . 50

6. C haracter  of G o a l- se t t in g  
or O rdering 0. 778 >  . 30

7. C haracter  of C ontrol  
P r o c e s s e s 0. 347 >  . 50

8. P e r fo r m a n c e  G oals  and  
T raining 0. 155 >  . 50

A ll  v a r ia b le s 1 .0 1 6 >  . 10
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T able  10

Sum m ary of D ifferen ce  B e tw een  P r e te s t  and P o s t t e s t  
M ean Now- R atings on L ik er t  P rofile  

by V ariab le  and T otal

O rganizationa l v a r ia b le n=32

Pretest;  N% P o s t te s t  N 2

D ifferen ce  b e 
tw een  m e a n s  
(N z -N i)

1. L ea d e r sh ip  P r o c e s s e s  
Used 12. 731 13.544 + .8 1 3

2. C haracter  of M o t iv a 
tional F o r c e s 12. 947 13. 536 + .5 8 9

3. C haracter  of C o m m u 
n ication  P r o c e s s 12. 625 13. 258 + .6 3 3

4. C h aracter  of I n te r 
act!  on -  in f lue no e 
P r o c e s s 13. 448 13. 912 + .4 6 4

5. C h aracter  of D e c i s io n 
m aking P r o c e s s 12. 764 13.858 + 1 .0 9 4

6. C haracter  of G oa l-
setting or  O rdering 12. 802 13. 355 + .5 5 3

7. C haracter  of C ontrol 
P r o c e s s e s 1 2 .7 0 0 12 .912 + . 212

8. P e r fo r m a n c e  G oa ls  
and T rain ing 1 1 .5 7 3 11. 699 + . 126

A ll  v a r ia b le s 13. O il 13. 479 + . 468
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Table 11

M ean S c o r e s  on L ik er t  P r o f i le  P ast ,  NoW] , Now^ 
and Ideal by Functional Group

M ean S core

Functional group P N i Nz 1

M an ager ia l  (n=8) 9. 69 14. 52 1 5 .8 7 18. 56

P r o fe s s io n a l  (n=8) 9 .9 1 12 .49 11. 73 19. 07

C le r ic a l  (n=10) 7 .0 0 11 .35 1 2 .4 5 1 8 .0 6

P a r a -p r o fe s s io n a l  (n=6) 1 0 .5 2 14 .45 14. 33 18. 15

A ll  groups (n=32) 8 .7 7 13.01 1 3 .4 8 18. 46

T able  12

M ean A g en cy  S a t is fa c t io n  Index S cores  by Functional  
Group and T otal; D ependent t Value for  T ota l

M ean A SI Score

Functional group Ti Tz

M an ager ia l  (n=8) .6 9 7 1 . 8704

P r o fe s s io n a l  (n=8) . 6295 . 7444

C le r ic a l  (n=10) . 6203 . 9003

P a r a -p r o fe s s io n a l  (n=6) 

A ll  groups (n=32)

. 4342  

. 6069

.9 2 0 2  

. 8576

ÉL 1
31 4 .8 7 0

P
tw o -ta i l  

. 001
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p e r fo r m e d  in order  to  accoun t for the m agnitude of the p o s it iv e  shift.

The o b s e r v e d  d if fere n c e ,  in  a p o s i t iv e  d irect ion , i s  s ta t i s t ic a l ly  s ig n i f i 

cant a t  the . 001 le v e l .

It w a s  p red ic te d  that s o c io m e tr ic  c h o ic e s  w ould  be a s  l ik e ly  to  be 

m ad e  fr o m  am ong m e m b e r s  of nonfunctional g r o u p s  a s  fr o m  am ong  

m e m b e r s  o f  functional g ro u p s .  T a b le s  13 and 14 su m m a r iz e  s o c ia l  

c h o ic e s  m a d e  fr o m  functional v s .  nonfunctional grou p s  fo r  each  i te m  of 

the m e tr ic .  In a l l  c a s e s ,  m o r e  c h o ic e s  w ere  m a d e  fro m  the nonfunc

t ion a l c a teg o r y  in roughly  the p rop ortion  of the nonfunctional ch o ice  

p o s s i b i l i t i e s .  T h e s e  data a r e  p r e s e n te d  only d e s c r ip t iv e ly ,  in v ie w  of 

the c o m p le x ity  of s ta t i s t ic a l  t e s t s  of s ig n if ic a n c e  re la t in g  to th is  type  

of in s tru m en t  fo r  th is  sa m p le .  W hile further a n a ly s i s  of th e se  data  

w ould  be u se fu l ,  it  i s  beyond the s c o p e  of th is  rep ort .  A n a ly s e s  of 

d e s c r ip t iv e  data ind icated  a  p o s s ib le  im portant d if f e r e n c e  betw een  the  

m a n a g e r ia l  group and o ther  grou p s in  the d e g r e e  to  w hich  the fo r m e r  

group  m ad e  it s  c h o ic e s  fr o m  own functional group. T a b le  14 s u m 

m a r iz e s  s o c ia l  c h o ic e s  m ad e  fr o m  functional v s .  nonfunctional groups,  

by functional group. The o v e r a l l  p ercen tage  of s o c ia l  c h o ic e s  fr o m  n o n 

functional grou ps w a s  66. 48  (704 c h o ic e s ) .  When the m a n a g e r ia l  group  

w a s  dropped fr o m  the a n a ly s i s ,  75. 62 per cen t  of the c h o ic e s  (total  

525) w e r e  fro m  the nonfunctional group ca teg o ry .  T h is  p er c e n ta g e  of  

nonfunctional group s e le c t io n s  c l o s e l y  a p p r o x im a te s  that w hich w ould  be 

ex p ec te d  by chance for  th is  sa m p le .
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Table 13

Sum m ary of S o c io m etr ic  S e le c t io n s  fr o m  Su bject's  Own 
F u nctional Group vs . N onfunctional Group, 

by Item and Total

n=32

S o c ia l  c h o ic e  i t e m s
P e r  cent and No. of C h o ices  

by Group
Nonfunctional F un ctiona l T ota ls

% no. % no. (100%)

1. T ra in ing  C onferen ce  
in  D a lla s 6 1 .4 9  (91) 38. 51 (57) 148

2. W orking O vertim e  
Rush A ss ig n m e n t 6 1 .4 3  (86) 3 8 .5 7  (54) 140

3. T alk ing O ver S er io u s  
P e r s o n a l  P r o b le m 6 1 .1 8  (52) 38. 82 (33) 85

4. M ost  A ccep ta b le  to  
M odel N eighborhood  
R e s id e n ts 66. 14 (84) 33. 86 (43) 127

5. M o st  A ccep ta b le  to  
C ity  F a th e r s 7 5 .0 0  (66) 25. 00 (22) 88

6. M ost  Helpful in OD 
G roup M ee t in g s 7 6 .7 2  (89) 23. 28 (27) 116

A ll  i t e m s 6 6 .4 8  (468) 33. 52 (236) 704

Source: See T able  14 fo r  m o r e  co m p le te  tabulation  by functional group.
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T ab le  14

Tabulation of S o c io m e tr ic  C hoices  by 
Functional Group, by Item

F u n ction a l groups S e le c t io n s  from  
N onfunctional Functional  

% No. % No.

T otal
100%

1. M a n a g ers
Item:
1. T ra in in g  C onference 3 3 .3  (12) 6 6 .6  (24) 36
2. O v e r t im e 48. 5 (17) 5 1 .5  (18) 35
3, P e r s o n a l  P rob lem 3 0 . 4  ( 7) 69. 6 (16) 23
4. A ccep ta b le  MNR 3 5 .5  (11) 6 4 .5  (20) 31
5. A ccep ta b le  C ity  F a th e r s 2 5 . 9  ( 7) 74 .1  (20) 27
6. H elpful OD 4 5 . 9  (17) 54. 1 (20) 37

2. P r o f e s s io n a l s
Item:
1. T ra in ing  C onference 65. 9 (25) 34 .1  (13) 38
2. O v e r t im e 5 7 . 5  (23) 4 2 .5  (17) 40
3. P e r s o n a l  P ro b lem 7 0 .0  (14) 3 0 .0  ( 6) 20
4. A ccep ta b le  MNR 68. 6 (24) 3 1 .4  (11) 35
5, A ccep ta b le  C ity  F a th e r s 9 2 . 8  (26) 7 .2  ( 2) 28
6. H elpful ÔD 86. 2 (25) 1 3 .8  ( 4) . 29

3. C le r ic a l  W ork ers
Item:
1. T ra in ing  C onference 65. 2 (30) 3 4 .8  (16) 46
2. O v e r t im e 52. 8 (26) 4 2 .5  (24) 50
3. P e r s o n a l  P ro b lem 66. 6 ( 16) 3 3 .3  ( 8) 24
4. A ccep ta b le  MNR 1 0 0 .0  (34) 0 .0  ( 0) 34
5. A ccep ta b le  C ity  F a th e r s 1 0 0 .0  (14) 0. 0 ( 0) 14
6. Helpful OD 9 6 . 4  (27) 3 .6  ( 1) 28

4. P a r a - p r o f e s s io n a l s
Item:
1. T ra in in g  C onference 8 5 .7  (24) 1 4 .3  ( 4) 28
2. O v e r t im e 80. 0 (20) 2 0 .0  ( 5) 25
3. P e r s o n a l  P ro b lem 83. 3 (15) 16. 6 ( 3) 18
4. A c c e p ta b le  MNR 5 5 . 5  (15) 4 4 .5  (12) 27
5, A c c e p ta b le  C ity .F a th e rs 1 0 0 .0  (19) 0. 0 ( 0) 19
6. Helpful OD 9 0 . 9  (20) 9. 1 ( 2) 22
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Su m m ary  of R e su lts

H yp oth es is  I. A ll  m e m b e r s  of the o rg a n iz a tio n  prefer  a  P a r t i 

c ip a tive  Group s y s te m  of m an agem en t. T h is  h y p o th e s is  is supported  

by the su b -h yp oth eses  below.

A. A ll  functional grou p s  in the o rgan iza tion  p refer  S ystem  4 

organ iza tion a l s ty le .  This  h y p o th e s is  i s  supported. A ll  

functiona l grou p s ind icated  m ean  id ea l p re fe r e n c e s  in  

S y s te m  4.

B. T h e r e  i s  a sh ift  tow ard S ystem  4 f r o m  P a s t  ratings to Now  

t im e  1 ra t in gs .  T h is  h yp othesis  i s  supported . T h ere  w a s

a s ta t is t ic a l ly  s ign if icant  shift f ro m  P a s t  ratings in S ystem  2 

to Now ratin gs  in S y s te m  3.

G. Ideal p r e fe r e n c e  ra t in g s  a re  not d if fere n t  betw een subgroups  

in the organ iza tion . This h y p o th e s is  i s  supported. There  

w e r e  no s ta t i s t ic a l ly  s ign if icant d i f f e r e n c e s  between su b 

grou p s  by r a c e ,  sex ,  age , and fun ctiona l group.

D. M a n a g ers '  N ow  ratin gs  a re  c l o s e r  to th e ir  own Ideal ratings  

than N o n m a n a g ers '  Now ratings a r e  to  th e ir s .  T h is  h yp oth e

s i s  i s  not supported  at a s ta t is t ic a l ly  s ignificant le v e l ,  a l 

though m a n a g e r s '  N ow  ratings w e r e  co n s is ten t ly  c lo s e r  to 

th e ir  Ideal ra t in g s  for  each  orga n iza tio n a l variable.

H yp oth esis  II. An organ ization  that h a s  m o v e d  toward S y s te m  4 

m a in ta in s  its  p o s it io n  w h en  external in te r v e n t io n is ts  a r e  removed. T h is
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h y p o th e s is  is  supported  by the s u b -h y p o th e se s  below.

A. Now ra tin gs  do not sh ift aw ay fr o m  S y s te m  4 from  p r e te s t  

to the p o s tte s t  m e a s u r e m e n t .  T h is  h y p o th e s is  is  supported. 

T h ere  w a s  no s t a t i s t ic a l ly  s ign if icant shift in Now ratings ,  

although there  w a s  a  p erce p t ib le  sh ift in a l l  m ea n  Now ra t in g s  

for  a l l  v a r ia b le s  tow ard  S y s te m  4.

B. Staff a tt itu d es  tow ard  a g en cy  do not sh ift  in  a n egative  d i r e c 

tion f r o m  p r e te s t  to the p o s t te s t  m e a s u r e m e n t .  T h is  h y p o th e 

s i s  i s  supported. Staff a tt itu des  sh ifted  in a s ta t i s t ic a l ly  

s ign if icant  p o s it iv e  d ir e c t io n  fro m  p r e te s t  to  p o s tte s t .

H yp oth es is  III. S o c io m e tr ic  c h o ic e s  a r e  a s  l ik e ly  to be m ade  

fro m  nonfunctional group a s  fr o m  functional group. The proportional  

c h o ic e  p attern s  of m e m b e r s  of the organ iza tion  g e n e r a l ly  support th is  

h y p o th e s is ,  although s ta t is t ic a l  s ig n if ic a n c e  w a s  not d em on strated .

Subject R eaction s

A s  m en tio n ed  in C hapter III, a R e se a r c h  In stru m en t R eaction  

Sheet (RIRS) w a s  a d m in is te r e d  im m e d ia te ly  fo llow in g  the a d m in is tra t io n  

of each  of the t e s t s  u sed  in  th is  study. (See A ppendix II. ) The q u e s t io n 

n a ire  a s c e r ta in s  w hether the p a r t icu la r  t e s t  h e ld  su bject  in te r e s t ,  w heth er  

su b jec ts  fe l t  that it would ad eq u ate ly  r e f le c t  th e ir  f e e l in g s  and a tt itu d es ,  

w hether  a su m m a r y  of the r e s u l t s  w ould  y ie ld  im portant in form ation  about  

the organ ization , and w h ether  s u b je c ts  found the t e s t  confusing and d i f f i 

cu lt  to  co m p le te .  T ota ls  of th e s e  ra tin gs  y ie ld  p o s s ib le  in strum ent
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a ccep ta n ce  s c o r e s  ranging fr o m  four to  twenty.

B a sed  on m ean RIRS s c o r e s ,  th e  m o s t  a cce p ta b le  in stru m en t w as  

the s o c io m e tr ic  q u es t io n n a ire .  T h is  r e s u l t  w a s  su rp r is in g  s in ce  it w as  

thought that the u se  of n a m e s  in resp on d ing  to  the q u estion n a ire  m ight in 

h ib it  the su b jec ts .  E vid en tly  it did not. C om m en ts  on the RIRS s e e m e d  

to bear out the s c o r e s .  One m e m b e r  of the c l e r ic a l  group com m ented ,

"I r e a l ly  dig on th is  t e s t .  " A  m e m b e r  of the m an agem en t group stated ,  

"Being hum ble, a s  I am , I le f t  m y  n a m e  off of a l l  q u estio n s .  " One of the 

p a r a -p r o fe s s io n a ls  com m en ted , "Of a l l  the t e s t s  you have given, I e n 

joyed doing th is  one m o s t .  It help ed  t o  bring out m y  fe e l in g s  about som e  

of the p eop le  on the staff. " One of the p r o f e s s io n a ls  rem arked , "E xcellen t-  

would lik e  to s e e  the r e s u l t s .  "

The ag en cy  sem a n tic  d if fere n t ia l  in stru m en t r e c e iv e d  the secon d  

h igh est  m ea n  a ccep ta n ce  s c o r e  on the RIRS. E x a m p les  of the cornm ents  

m ade included  a m a n a g e r 's  s ta tem en t, "I a m  w orking w ith  a g r e a t  group  

of p e o p le - - I  wouldn't want th em  to change too  m uch. " A  m e m b e r  of the  

p a r a -p r o fe s s io n a l  group com m en ted , "Model C it ie s  is  the  only a g e n c y  that  

I have e v e r  w orked  fo r  w h e r e  I f e e l  happy and r e la x e d  w h ile  w ork ing  r e 

g a r d le s s  of the h ou rs  I put in . "

The L ik ert  P r o f i le  of O rgan ization a l C h a r a c te r is t ic s  r e c e iv e d  the 

lo w e s t  o v e r a l l  m ean  a cce p ta n ce  rating  on the RIRS. T h is  in s tru m en t w a s  

d es ign ed  fo r  u se  with e x ec u t iv e  and m a n a g e r ia l  p erso n n e l ,  and in c lu d es  

quite a bit of m an agem en t jargon . To th o se  p e r s o n s  u n fam iliar  w ith  the
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jargon  the t e s t  w a s  e x p e r ie n c e d  a s  som ew hat confusing and d ifficult to 

co m p le te .  In v iew  of th is  t e s t  c h a r a c te r is t ic ,  it w as  not surpris ing  to  

find the h ig h es t  m ea n  RIRS s co re  for  th is  in stru m en t among the m a n a g er ia l  

group. C o m m en ts  on the RIRS included a p a r a -p r o fe s s io n a l 's  sta tem ent,  

"This t e s t  i s  d iff icu lt  b e c a u s e  the se t s  of q u estion s  a r e  d ifficult to u n d e r 

stand. " A m e m b e r  of the c l e r ic a l  group com m en ted , "I do hope I c o m 

p le ted  th is  t e s t  r ig h t - - in  o th er  w ords, I hope I checked  the right a n s w e r s  

b e c a u se  m y  f e e l in g s  tow ard  th is  organ iza tion  a r e  v e r y  high. I like  m y  

w ork  and a l l  the p eo p le  around m e. I have le a rn ed  a  lot from  them , fro m  

top rank to lo w  rank. " A noth er  s e c r e ta r y  rem a rk ed , "This te s t  w as  a 

l i t t le  con fusing . "

The RIRS w as  u se fu l  to the in v es t ig a to r .  It a ls o  appeared  to have  

value to  the su b jec ts .  T hey w ere  en couraged  to u se  th is  m ea n s  of g iv ing  

the in v e s t ig a to r  im m e d ia te  feedback , thus m aking them  m ore  a ct ive  p a r t 

n e r s  in  the r e s e a r c h  e ffort .  It w as  p o s s ib le  to quickly  a s c e r ta in  which  

in s tru m en ts  w e r e  con fusing  or l e s s  w e l l  r e c e iv e d  by the subjects .  A l 

though th ere  w e r e  d i f f e r e n c e s  in m ean  a cc e p ta n c e  s c o r e s  for the s e v e r a l  

t e s t s ,  none of the o v e r a l l  ra t in gs  w ere  so low  a s  to bring into s e r io u s  

q u estion  the u t i l i ty  of the in s tru m en ts  fo r  the subject population. A ll  

o v e r a l l  m e a n s  f e l l  b e tw een  14 and 17 with a  p o s s ib le  high s co re  of 20.



CHAPTER V

DISCUSSION

T his  study d em on stra ted  that e x ter n a l  OD con su ltan ts  can be 

withdrawn fro m  a c t iv e  involvem ent in an ongoing OD p rogram  within  

the f ir s t  year of i t s  im p lem en tation  without nega tive  e f fe c ts .  That is ,  

staff p erce p t io n s  of organ ization a l s ty le  continued  to m o v e  in the d i r e c 

tion of a p a r t ic ip a t iv e -g r o u p  sy s te m , and sta ff  a tt itu d es  toward the 

agen cy  s ig n if ic a n t ly  im p roved  during the e x p e r im e n ta l  period  of in 

c r e a se d  a gen cy  autonom y. The study a l s o  su g g e s te d  the potential of 

OD ap p ro a ch es  in changing organ ization a l s ty le  for s m a ll  public a g e n c ie s .  

The staff m e m b e r s  of the agency invo lved  in th is  study m aintained p e r 

c e iv e d  ga ins  in the a g e n c y 's  m ovem en t f r o m  a b enevolent authoritative  

s ty le  of o rgan iza tion  tow ard a p a r t ic ip a t iv e -g r o u p  s ty le  during the 

p er io d  of in c r e a s e d  independence from  OD co n su lta n ts .

This  C hapter r e s t a t e s  the A r g y r is  (1970) concept of autonomy  

on which th is  study w as  p a r t ia l ly  based. P ro je c t in g  into the future, it 

p r e s e n ts  a g e n era l  d is c u s s io n  of the need to exp lore  a ltern ative  m a n a g e 

m ent syst(;m s, and points  out som e of the advantages  of OD in bringing

57
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about s y s t e m s  change. It p r o p o s e s  for con s id era tion  a c ircu la r  co n cep 

tual m od el that m ight be u se fu l  in d e sc r ib in g  partic ip ative  organizational  

s y s te m s .  The particu lar r e s u l t s  of the p r e se n t  study a r e  r e -e x a m in e d  

with r e fe r e n c e  to q u estion s  fo r  fu r th er  r e se a r c h .  F in a lly ,  the l i m i t a 

tions  of the p resen t  study a r e  r e i te r a te d  along with th e ir  im p lica t ion s  

for future r e s e a r c h  stud ies  of th is  type, and the o v era l l  r e s e a r c h  design  

of this study i s  rev iew ed  in  t e r m s  of its  s trengths  and w e a k n e s s e s .

The p resen t  study w a s  b a sed  in p art on an attem pt to o p era t io n 

a l iz e  a concept of autonom y a d voca ted  by A r g y r is  (1970). A s he pointed  

out;

. .  . our view  a c k n o w le d g e s  in terd ep en d en c ies  betw een  
the in tervenor and the c l ien t  s y s t e m  but fo c u s e s  on how to  
m aintain , or in c r e a s e  the c l ie n t  s y s t e m 's  autonomy; how to 
d ifferen tia te  even m o r e  c l e a r ly  the boundaries betw een the  
c lien t  sy ste m  and the in tervenor; and how to co n cep tu a lize  
and define the c l ien t  s y s t e m 's  health  independently of the in t e r 
venor ' s. . . .A n  in terv e n o r ,  in th is  v iew , a s s i s t s  a s y s te m  to 
b ecom e m ore  e f fe c t iv e  in p ro b lem  solv ing , d e c is io n  m aking,  
and d ec is ion  im p lem en ta t io n  in such a way that the s y s te m  
can continue to be in c r e a s in g ly  e f fe c t iv e  in th e se  a c t iv i t ie s  and 
have a d ecrea sin g  n eed  for  the in tervenor  (p. l6 ) .

It w as shown here  that, at l e a s t  in  the short range, autonomy can  be 

in cr ea se d  m uch e a r l ie r  in the l i f e  of an OD program  than has p rev io u s ly  

been co n s id ered  p o ss ib le  without n eg a t iv e  r e s u lt s .  T h is  has im portant  

t im e  and co st  im p lica t ion s  fo r  o r g a n iz a t io n s  co n s id er in g  adopting a 

s y s t e m s  change strategy . F u r th e r  fo l lo w -u p  stud ies  a re  needed, of 

co u rse ,  to a s s e s s  the p erm a n en ce  of the condition.

It may be helpful to  r e i te r a te  h ere  that there w a s  no staff turnover
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or change in functional group c o m p o s it io n  during the te n -w e e k  e x p e r i 

m en ta l p er iod  of in c r e a s e d  autonom y. The s ta b i l ity  of the sam ple  

during the ex p er im en ta l  p er iod  len d s  support to  so m e of the a s s u m p 

t io n s  on w hich  th is  study w as  b ased . T h ese  a s su m p t io n s  and l i m i t a 

t ion s  of the study a r e  d is c u s s e d  furth er  la ter  in th is  Chapter.

Many c i t iz e n s ,  p r o fe s s io n a ls ,  and gov ern m en t  o ff ic ia ls  a r e  

c r i t ic a l  of in e ff ic ien cy  and lack  of r e s p o n s iv e n e s s  on the part of g o v e r n 

m en t a g e n c ie s .  Public  a g e n c y  o f f ic ia ls  often find  th e m s e lv e s  in p o s it io n s  

that demand attention  to a gen cy  su rv iva l a s  a p r im a r y  goal. P erh a p s ,  

looking som ew hat beyond the scop e of the r e s u l t s  of th is  p articu lar  study, 

organ ization a l sty le  ch an ges  tow ard m o r e  p a r t ic ip a t iv e  internal s y s t e m s  

would be a m ajor  step in m oving tow ard  orga n iza tio n a l e f fe c t iv e n e s s  

that would be p erce iv ed  a s  r e sp o n s iv e  by c o n s u m e r s  of public a g en cy  

s e r v ic e s .

Future te ch n o lo g ica l ,  p o lit ica l ,  e co n o m ic ,  and p h ilosop h ica l  

ch an ges  are  exp ected  to  take p lace  at an e v e r - in c r e a s in g  pace. T h ere  

i s  in cr ea s in g  ev idence  of d is s a t is fa c t io n  on the part of both w o r k e r s  

and co n su m e r s ,  s tudents and fa c u lt ie s ,  and public  a g en cy  em p lo y e e s  

and c l ie n ts  with cu rren t ly  predom inant n o n -p artic ip â t  or y organ izational  

s ty le s .  A s B ennis  (1966) pointed out, " B u reau cracy  th r iv e s  under c o n 

d itions of com petition  and cer ta in ty ,  w h ere  the env ironm ent is  stable  

and holds in its  turbulent and e m e r g e n t  f ie ld  of f o r c e s  cau sa l m e c h a n is m s  

so rapidly  changing and un pred ictab le  that it both im p e r i l s  and im p lie s
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the end of bureau cracy"  (p. 204).

A r g y r is  (1970) e x p r e s s e d  a s im i la r  view , "Two m ajo r  changes  

that a r e  p re se n t ly  occu rr in g  in our so c ie ty ,  a re  (1) a break  with t r a d i 

tional au th or ity  and (2) the growth of d em o c r a t ic  id e o lo g y  and a c c e le r a te d  

rate  of change. To the extent th e ir  [ s e n n i s  and S la ter ,  M cG regor,

Ma slow , Katz and G eorgopoulosJ o b serv a t io n s  a r e  va lidated , m e c h a n i s 

t ic  organ iza tion s  w il l  be in d iff icu lty  b eca u se  they m a y  no longer  a t tr a c t  

the youth that they w i l l  need to m an age  th e ir  o r g a n iz a t io n s .  A lso ,  a 

s o c ie ty  full of change m ay sp il l  o ver  to up se t th e ir  s tab le  equ ilibrium "

(p. 87).

OD ap p roach es ,  such a s  th o se  u t i l iz ed  in the p r e s e n t  study, 

s e e m  to be the m o st  e f fec t iv e  and eco n o m ic  avenue a v a ila b le  to bring  

about s y s t e m s  change in org a n iza tio n a l s ty le .  That i s ,  OD can f a c i l i 

ta te  m o v em en t  toward m o re  p a r t ic ip a t iv e  m a n a g em en t  s y s t e m s ,  w hich  

m a y  m o r e  adequately  equip o rg a n iz a tio n s  to adapt to  cu rren t  and future  

cond itions  of change. The OD approach  to o rg a n iz a tio n a l change is  

in c r e a s in g ly  used in large  industry. Some of the o rg a n iz a tio n s  c u rre n t ly  

engaged  in organ iza tion  d eve lopm en t a c t iv i t ie s  are; TRW S y stem s,  

se v e r a l  I'u-ii System  co m p a n ies ,  A m er ic a n  A ir l in e s ,  P i l lsb u ry ,  Syntex,  

Union C arbide, T e x a s  Instru m en ts ,  and the H otel C orporation  of A m e r ic a .  

The p resen t  study su g g ested  that sm a ll  public a g e n c ie s ,  a s  w e ll ,  can  

e f fe c t iv e ly  and econ o m ica T y  m o v e  tow ard m o r e  p a r t ic ip a t iv e  o r g a n iz a 

tional s ty le s .
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A q u estion  concerning  the nature of e f fec t iv e  s tru ctu ra l m o d e ls  

for partic ipative  s y s t e m s  s e e m s  approrp iate  at th is  point, p a r t icu la r ly  

in v iew  of the unanim ous ideal p r e fe r e n c e  ra tin gs  on the L ik er t  p ro file  

for  a p a r t ic ip a t iv e  group s y s te m  found in th is  study. The traditional  

v e r t ic a l  organ iza tion a l s tru ctu ra l m od el m o s t  frequently  e m p lo y ed  in 

tod ay 's  o rg a n iz a tio n s  may be in part a n tith e t ica l  to partic ip a tive  o r g a n i

zational s y s t e m s .  The trad itional h ie r a r c h ic a l  m od el has the inherent  

danger of em p h a siz in g  status o v e r  function.

An in teractin g  c ir c u la r  s tru c tu ra l m od el m ight be helpful in 

con cep tua liz ing  an adaptive s tru ctu re  fo r  a p artic ip a tive  organ izationa l  

s y s te m . Both OD lab groups and functional w ork  groups cou ld  be in 

corp orated  in a c ir c u la r  m od el.  In a p artic ip a tive  sy s te m , su b-un its  

of the o rgan iza tion  a re  invo lved  in th ose  d e c i s io n s  which a ffec t  the 

su b -u n its  a s  w e ll  a s  those  w hich  affec t  the to ta l organization . R e p r e 

sen ta t iv es  of each  m ajor  sub-unit would c o m p r ise  a m anagem ent grou p - -  

the p r im a ry  d e c is io n -m a k in g  group  in the organization . E xtern a l c o n 

s tra in ts  such a s  funding s o u r c e s ,  p er fo rm a n ce  gu id elin es ,  and c o n tr a c 

tual re la t ion sh ip s  would define the ju r isd ic t io n a l l im it s  within which that 

d e c is io n -m a k in g  group functioned.

In an in terac tin g  c ir c u la r  s y s te m , sub-u n its  could c a l l  for  m e e t 

in gs  to r e s o lv e  p ro b lem s  involv ing  m o re  than one sub-unit. Sub-units  

m ight a l s o  be resp o n s ib le  for ca l l in g  m e e t in g s  of the total organ ization  

w here the organization  would be the appropriate  com m unity  of solution
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to a p rob lem . F or  ex a m p le ,  in the agency  invo lved  in th is  study, the 

n o n su p erv iso ry  p r o fe s s io n a ls  - -p la n n ers ,  ev a lu a tors ,  and coord inator s - -  

ca l led  for  a m eet in g  with the m an agem en t group to  d i s c u s s  the need  for  

a unified  and operationa l a g en cy  philosophy. T h is  m ee t in g  le d  to a su b 

sequent m eet in g  of a ll ag en cy  sta ff  w here in  a p h ilo sop h ica l p os it ion  w as  

developed  and adopted.

While d e c is io n -m a k in g  i s  sh ared  in a p a rt ic ip a t iv e  sy s te m , th is  

d o es  not im p ly  that a l l  fu n ction s  a r e  shared . T h ose  functions requir ing  

particu lar  s k i l l s  a re  p e r fo r m e d  by th ose  staff m e m b e r s  having such  

sk ills;  for exam p le ,  typing is  done by ty p is ts .  H ow ever, m any  functions  

requir ing  l e s s  sp e c ia l iz e d  s k i l l s  such a s  co lla ting , duplicating, m aking  

coffee , and cleaning up can be d is tr ib u ted  a c r o s s  functional w ork group  

l in e s .  Indeed, a f ter  one of the data c o l le c t io n  s e s s i o n s  in the p resen t  

study, a c r o s s  - s e c t io n a l  group rem a in ed  during the lunch p er iod  w o r k 

ing together to f in a l iz e  the co l la t in g  of the th ird  y ea r  C o m p reh en siv e  

D evelop m en t Plan. An a tm o sp h e r e  of genuine coop era tion  w as  evident  

to the in v es t ig a to r  who jo ined  the group of m a n a g e r s ,  p a r a -p r o fe s s io n a ls ,  

n o n -su p e r v iso r y  p r o f e s s io n a ls ,  and c l e r ic a l  w o r k e r s  in th is  task . In 

th is  in stance  the c l e r ic a l  w o r k e r s  w e r e  the e x p e r ts  and provided  the 

tfîchnical authority  for the group.

F igu re  4 i l lu s tr a te s  a v e r t ic a l  organ ization a l s tru ctu re  typ ica l  

for  M o d e l  C it ie s  a g e n c ie s .  F ig u r e  5 i l lu s tr a te s  an in terac tin g  c ir c u la r  

m odel that m ight b etter  d e s c r ib e  a M odel C it ie s  agen cy  u tiliz ing  a
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p art ic ip a t iv e  s y s te m .  In an expansion  or redu ction  of a g e n c y  s iz e  or  

function, a v e r t i c a l  s y s te m  usua lly  req u ires  r e o r g a n iz a t io n  of the m o d e l ,  

b a s ic a l ly  a s u r g ic a l  p ro ced u re .  The c ircu la r  m o d e l w ou ld  rem a in  a p p l i 

cab le  without m a jo r  ch an ges  s in ce  the m o re  organ ic  con figu ra tion  h a s  

f lex ib le  b ou n d aries .  A s  A r g y r is  (1970) c o m m en ts ,  " P a r ts  a lone  do not 

m ake a w hole  organ ization . One cannot c o n ce iv e  of adding p arts  of an 

organizaition any m o r e  than adding the hundreds of p ie c e s  that m ake up 

a watch. The c r u c ia l  p rob lem  is  to p lace  the p a r ts  in c o r r e c t  r e la t io n 

ship to each  oth er"  (p. 6 l ) .

Both s iz e  and age  m a y  be fa c to r s  a ffecting  the e a s e  with w hich  

an organ ization  m o v e s  to a c ir c u la r  stru ctu re . New o rg a n iz a tio n s  can  

e s ta b l is h  c ir c u la r  s tr u c tu r e s  with r e la t iv e ly  l e s s  d if f icu lty  than o ld er  

on es .  H ow ever , OD a p p ro a ch es  can a l s o  be e f f e c t iv e ly  u s e d  to bring  

about org a n iza tio n a l s ty le  ch an ges  in  older o r g a n iz a t io n s ,  w here m a n 

a g em en t  c le a r ly  r e c o g n iz e s  that th e ir  s tr u c tu r e s  and s y s t e m s  a re  

dysfunctional. In la r g e r ,  m o r e  com p lex  org a n iza tio n s ,  a lon ger  t im e  

fr a m e  would be need ed , p a r t icu la r ly  in the d iagn ostic  p h a se ,  s in ce  a 

m o r e  so p h is t ic a te d  OD d es ig n  would be req u ired  to a cco m m o d a te  the  

la r g e r  num ber of people . When m anagem ent i s  c o m m it te d  to change,  

neith er  s iz e  nor age of the organ ization  should d is c o u r a g e  d e c is io n s  

to u t il ize  OD a p p ro a ch es .

A  c ir c u la r  m o d e l would s e e m  to have the advantage of being  

expandable to include other com ponents of the to ta l com m u nity . That
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i s ,  c o n s u m e r s ,  c l ie n ts ,  and r e c ip ie n ts  could m o re  read ily  be inc luded  

and r e p r e se n te d  in the d e c is io n -m a k in g  p r o c e s s .  A s  new com ponents  

w e r e  added to a c ircu la r  m od el,  s p e c ia l iz e d  OD p ro g r a m s  could be d e 

sign ed  to fa c i l i ta te  th e ir  in c lu s io n  into the m a in s tr e a m  of the o r g a n iz a 

t io n s '  l i fe .  T h ese  a r e  ex p lo r a to r y  notions, but on es  which m ay be useful 

con cep tu a lly  a s  a fram e of r e f e r e n c e  fo r  fu rth er  inquiry.

The unanim ous Ideal p r e fe r e n c e  found for a p a rt ic ip a t iv e -g ro u p  

organ ization a l sty le  in th is  study r a i s e s  som e in terest in g  i s s u e s .  A re  

th ere  w o r k e r s  who do not r e a l ly  c a r e  about being invo lved  in d ec is io n  

m aking?  A re  there those  who a r e  u n co n cern ed  and apathetic  about o r 

gan iza tiona l s ty le ?  D oes  m a n a g em en t  fe e l  th rea ten ed  by a p e r c e iv e d  

l o s s  of au th ority  in a p a r t ic ip a t iv e -g r o u p  s y s t e m ?

B en n is  and o th ers  have sp ecu la ted  about w o r k e r s  who have a 

high need fo r  s tru ctu re  and a low  n eed  for partic ip ation . No such w o r k 

e r s  w ere  id en tif ied  in the p r e s e n t  study. A ll m e m b e r s  of the o r g a n iz a 

tion e x p res  sed c lea r  p r e fe r e n c e s  for  a p artic ip a tory  sy ste m . P erh a p s  

a s su m p t io n s  about w o r k e r s  having low n eed s  fo r  partic ipation  no lon ger  

apply when they have e x p e r ien ced  a p a r t ic ip a to ry  m od el through the 

in troduction  of a gro u p -o r ien ted  OD program . A ssu m p tio n s  about low  

n eed s  for  p artic ip a tion  m ay be w rapped  up in trad it ion a l exp er ien ce  and 

ro le  (expectations of cer ta in  ty p e s  of w o r k e r s .

ft w a s  antic ipated  that m a n a g e r s  in the organ ization  would show  

a "halo e f fec t"  in th eir  Now ra t in g s  on the L ik ert  p ro f i le .  Their
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r e s p o n s e s  on the p rev io u s  su r v e y  (W alker, 1971) had in d icated  a d r a m a 

tic  d e c r e a s e  in their  p e r c e p t io n s  of p erson n el p r o b le m s  and im provem ent  

in the ir  p ercep tion s  of a g e n c y  m o r a le .  Indications of m an agem en t  

sa t is fa c t io n  with the OD p r o g r a m  w e r e  a ls o  evident in d is c u s s io n s  

betw een  the c o n su lta n t-tr a in er  tea m  and the m an agem en t group. Now  

s c o r e s  on the L ikert p ro f i le  am on g  m a n a g e r s  w ere  c o n s is te n t ly  c lo s e r  

to the ir  Ideal s c o r e s  than w e r e  Now s c o r e s  of m e m b e r s  of other fu n c 

tional groups. T h ese  d i f f e r e n c e s  w e r e  sm all ,  h o w e v er ,  and not s t a t i s 

t ic a l ly  s ign if icant.  Since a "halo e f fec t"  w as  not supported  by the data, 

it w as  concluded that the s y s t e m s  change w as  fe lt  g e n e r a l ly  throughout 

the organ ization . T h is  finding i s  co n s is te n t  with the finding of no d i f 

fe r e n c e  among subgroups with r e g a r d  to Ideal p r e fe r e n c e  ra tin gs .  How

ev er ,  th is  finding d iffers  fr o m  what w as  found in the H arw ood-W eldon  

study. A ccord in g  to M arrow  et a l .  (1967), "The ch an ges  in the control 

s tru ctu re  of the Weldon o rg a n iz a t io n  w ere  not su ffic ien t to be apparent  

to the n o n su p erv iso r y  p eop le .  Such m in or  ch an ges  a s  did occur w ere  

of kinds intended, but they w e r e  v e r y  sm a ll .  It m ay  be that m o re  t im e  

i s  requir(vl bel e re  m ajor ch a n g es ,  a ffecting  the low er  rank s of such an 

organ iza tion , can be brought about" (p. 223).

In the p resen t  study it w a s  d em on stra ted  that m ajo r  sh ifts  in 

organ ization a l sty le  w ere  p e r c e p t ib le  throughout the organ ization . In 

fact, m e m b e r s  of the p a r a -p r o fe s s io n a l  and c le r ic a l  functional groups  

showed the g re a te s t  im p ro v em e n t  in attitu des  tow ard the agency  from
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p r e te s t  to p o s tte s t .  T h e s e  d if fe r e n c e s  fr o m  the H arw ood-W eldon study 

m a y  be expla ined  by d i f fe r e n c e s  in the fo c u s  of the two OD program s.

In the ca se  of H arwood-W eldon, m id d le  and upper m an agem en t were  

the p r im ary  partic ip ants  in the OD p rogram . In the p re se n t  study, the 

OD effort w as d irected  to the e n t ire  m e m b e r sh ip  of the organization .  

Including a ll  m e m b e r s  of the o rg a n iz a tio n  s e e m s  to be a s ign ificant  

advantage w here  the OD goal i s  a to ta l  s y s t e m s  change.

Now ratin gs  on the L ikert P r o f i le  at the end of the exp erim en ta l  

p er iod  in the p resen t  study w ere  c lo s e r  to  the p a r t ic ip a t iv e -g ro u p  sy ste m  

idea l than at the beginning of the ex p er im en ta l  per iod , indicating co n 

tinued m ovem en t.  F o llow -up  s tu d ie s  to d e term in e  the p erm an en ce  and 

stab ility  of th is  m ovem en t a re  of c o u r se  ca l led  for . It w ould be p a rt icu 

la r ly  useful to study the e f fe c ts  of any staff turnover  at the m anagem ent  

l e v e l  of the organization .

A ttitu des toward the a gen cy  a s  m e a s u r e d  by a sem an tic  d if fere n 

t ia l in stru m ent w ere  found to be s ig n if ic a n t ly  m o r e  favorab le  at the end 

of the period of in cr ea se d  autonom y than they w e r e  at the beginning.

T h is  finding lend s  support to the p o s i t iv e  m ovem en t found in Now ratings  

on the Likert profile;. It i s  n otew orthy that the p a r a -p r o fe s  sional group  

in th is  study changed its  p os it ion  am ong other functional groups from  

having the low est  attitude toward the agen cy  on the p re te s t  to having the  

high est  attitude on the p o s tte s t .  It m igh t  be h y p othes ized  that the para-  

p r o fe s s io n a l  group had m o r e  in v o lv e m en t  and contact with other m em b e r s
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of the organization  during a busy t im e  for  the agency. M em b e r s  of th is  

group m ay have thus p e r c e iv e d  th e m s e lv e s  a s  m o r e  in tegra l to  the 

agen cy . It m ight a l s o  be specu lated  that the OD program  had a grea ter  

im p act on m e m b e r s  of th is  functional group.

Q u estions  m ight ap p rop r ia te ly  be r a is e d  concerning  the p o s s i 

b ility  of a "Hawthorne effect"  in the p r e s e n t  study. That is ,  the fa c to r  

of p artic ip ation  in the r e s e a r c h  i t s e l f  m ay  have in fluenced  the ou tcom es  

of the study. T h is  study w as co n cer n e d  with m ain tenance  of a tt itu d es  

and p erce p t io n s  of organ ization a l sty le; not with productiv ity  and other  

w ork p erfo rm a n ce  m e a s u r e s .  It i s  in te r e s t in g  to note, h o w ev er ,  that 

in form ation  beyond the scope of th is  study in d icated  im proved  w ork  

p erfo rm a n ce  during the ex p er im en ta l p er iod . While th ere  is  no w ay to 

refu te  the p o s s ib i l i ty  of a "Hawthorne e ffec t ,  " it m ay  be helpful to r e fe r  

to the H arw ood-W eldon study. The m e th o d s  and p rogram  of the p resen t  

study d iffered  in s e v e r a l  w ays fr o m  H arw ood-W eldon, but th e r e  w ere  

som e im portant s im i la r i t i e s  in the r e s u l t s ,  p art icu lar ly  in the c a s e  of 

m o v e m e n ts  indicated  by the L ikert P r o f i le  of O rganizational C h a r a c te r 

i s t i c s .  B ow ers  and S ea sh o re  found that ga in s  m ade during th e ir  tw o-  

year  OD program  with Weldon w e r e  m ain ta in ed  over  the long t e r m  w ith 

out continued in tervention . A r g y r is  (1970) quotes from  a m im eograp h ed  

paper by Bow(;rs and Seiishore who retu rn ed  f ive  y e a r s  la ter  to  Weldon  

for a fo llow -u p  study:

We c o n fe s s  a br ie f  reg r e t  that there  w as  not an opposite  
outcom e, for w e a r e  rather b etter  equipped with id ea s  about
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orgzininational stab ility  and r e g r e s s i o n  than w e a re  with id ea s  
about o r g a n iz a tio n a l change and continuing d eve lop m en t.  F or  
ex a m p le ,  b e fo re  the data b eca m e a v a ila b le ,  w e  w e r e  p rep ared  
to m ak e  so m e  re m a r k s  about the "Hawthorne e f fec t  "--about  
the s u p e r f ic ia l i ty  and transient quality  of org a n iza tio n a l and 
b eh a v io ra l ch a n g es  induced under cond itions  of ex ter n a l a t t e n 
tion  and p r e s s u r e ;  but it b o g g le s  the m ind  to think o f  a "Hawthorne 
e ffec t"  p e r s is t in g  for  over e ight y e a r s  among p eo p le  half of whom  
w e r e  not on the s cen e  at the t im e  of the or ig in a l change. S im i
la r ly ,  w e w e r e  prepared to  m a k e  w is e  r e m a r k s  about cu ltura l  
f o r c e s ,  hab its ,  and the natural p r e d i le c t io n  of m a n a g e r s  for non-  
p a rt ic ip a t iv e  m ethods; these  we thought would h e lp  exp la in  a 
r e v e r s io n  to the p revailing  con d it ion s  in o rg a n iz a tio n s .  We w ere  
p r e p a red  to a s s e r t  that in the a b s e n c e  of co n tr a r y  en v ironm en ta l  

■forces, e x ter n a l  in fluences, and p u rp osive  continuing change  
e f fo r ts  of a v ig o r o u s  kind, a n  o rgan iza tion  w ould  m ig r a te  back  
to so m e  m o r e  prim itive  fo r m  of org a n iza tio n a l l i fe  (pp. 85 -86) .

It would be enc ouraging to find s im i la r  data in a fo l lo w -u p  to  the p resen t

study.

In teraction  p a ttern s  were not b ased  p r im a r i ly  on function and 

sta tus in the a g en cy  in vo lved  in th is  study. S ocia l c h o ic e s  w ere  thus e x 

p ec ted  to  be l e s s  in f lu en ced  by function a l s im i la r i t i e s .  It w a s  pred ic ted  

that s o c io m e tr ic  c h o ic e s  would be m a d e  a s  freq u en tly  fro m  nonfunctional  

a s  from  functional grou p s .  This p red ic t io n  w a s  g e n e r a l ly  upheld by the 

r e s u l t s  of th is  study. However, further  exam in ation  of th ese  data, b e 

yond the scop e  of the p r e se n t  study, s u g g e s ts  som e im portant q u estion s  

for continued a n a ly s is .  T here w ere  s e v e r a l  notable d if fe r e n c e s  when  

the data w e r e  exam in ed  by functional group. M e m b e r s  of the m an ager ia l  

group m ade m any m o r e  of their c h o ic e s  fro m  th eir  own functional group  

than did m e m b e r s  of other  groups. T h is  m a y  indicate that m a n a g e r s  

continued to p e r c e iv e  th e m se lv e s  as  m e m b e r s  of an e l i t i s t  group in the
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organ ization . If th is  f its  with the a g en cy 's  p erce p t io n  of the situation  

it  w ill need  to be exam in ed  a s  feedback  and d ea lt  with if there i s  to be 

continued m ovem en t toward the p a r t ic ip a t iv e -g ro u p  sy s te m .

Another notew orthy  fea tu re  in the s o c io m e tr ic  c h o ic e  pattern s  

w a s  that none of the m e m b e r s  of the c le r ic a l  group saw their  own group  

a s  acceptab le  to M odel N eighborhood r e s id e n ts  even  though half of the 

m e m b e r s  of the c l e r ic a l  group  are  M odel N eighborhood r e s id e n ts  t h e m 

s e lv e s .  It i s  not quite so su r p r is in g  that they  saw  none of th e m s e lv e s  a s  

a ccep ta b le  to the "City F a th e r s .  " B ased  on e a r l ie r  ob servation a l data, 

it w as  expected  that c l e r ic a l  group m e m b e r s  w ould  have  made m o r e  than  

four percent of th e ir  c h o ic e s  from  their  own group on the item  re la ting  

to h e lp fu ln ess  in OD m e e t in g s .  It ap p ears  that ro le  exp ecta t ion s  and 

sta tus  co n s id era t io n s  m ay  have in fluenced  the c h o ic e s  m a d e  by m e m b e r s  

of the c le r ic a l  group.

In g en era l ,  p a r a -p r o fe s s io n a l  and c l e r i c a l  group m e m b e r s  m ade  

few er  ch o ic es  fro m  their  own functional group s. The im p lica t io n s  of 

th e s e  data m ight profitab ly  be exam in ed  by the agen cy  a s  feedback for  

fu rth er  organization  developm ent.

The r e s e a r c h  d es ig n  for  th is  study p ro v ed  to be gen era l ly  e f fec t iv e  

in a scer ta in in g  ch an ges  in p erce p t io n s  of organ iza tion a l style  and m em b er  

att itu d es .  Social ch o ice  p a ttern s  provided  unanticipated insight into d i f 

fere n t ia l  p erce p t io n s  am ong functional w ork  group m e m b e r s .  It w as  

dem onstrateti that the in c r e a se d  autonom y of the agen cy  did not n eg a t iv e ly
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a ffec t  the v a r ia b le s  studied. C erta in  l im ita t io n s  of the d es ign , h ow ever ,  

should be re itera ted .

P erh ap s  the p r im a ry  l im ita t io n  of the p r e s e n t  study w a s  i t s  fa ilu r e  

to prov id e  p ro sp ect iv e  data for  a ll  p h a se s  of the OD program . Only i n 

fo r m a l  s u r v e y  and ob serv a tio n a l data w a s  a v a ila b le  to supplem ent the  

r e tr o s p e c t iv e  L ikert ratings a s  to p e r c e p t io n s  of organ ization a l v a r ia b le s  

pr ior  to the active  OD im p lem en tation  phase of the p rogram . Thus, it 

m ight be argu ed  that the OD im p act  on the organ iza tion  p r io r  to the e x 

p er im e n ta l  period  w as not c le a r ly  e s ta b l ish e d .  A lso ,  it should be r e 

stated  that independent co rr o b o r a t iv e ,  o b ject ive  m e a s u r e s  such a s  w ork  

p e r fo rm a n ce  in d ices  or client p e r c e p t io n s  of o rgan iza tion a l s ty le  w ere  

not u t il ized  in th is  study. It w a s  a s s u m e d  that the OD p ro g ra m  w as  

r e s p o n s ib le  for the organ ization al s ty le  ch a n g es  p e r c e iv e d  by e m p lo y e e s  

at the beginning of the ex p er im en ta l  period .

The r e la t iv e ly  sm a ll  s i z e  of the organ iza tion , a s  w e l l  a s  its  r e l a 

t ive  youth, should again  be m en tion ed  a s  a l im ita t io n  of th is  study, with  

p a rticu lar  r e fe r e n c e  to the i s s u e s  r a i s e d  in the p rev io u s  d is c u s s io n  of 

organ iza tion  s ize  and age in th is  C hapter.

It should ageiin be m entioned  that the in v es t ig a to r  w as  the sam e  

p erso n  who had p rev iou s ly  functioned  a s  an OD consultant and tra in er  

in the organ iza tion 's  change p ro g ra m . The potentia l l im ita t io n  i s  th is  

r e g a r d  w as  not m ea su ra b le  in the p r e s e n t  study, but the p o s s ib i l i ty  that 

som e prob lem  m ight occur  should be acknow ledged . Undoubtedly, p r io r



7 3

e x p e r i e n c e  in r e g a r d  to  da ta  c o l l e c t i o n  a n d  f e e d b a c k  d u r in g  the  n ine  - 

m o n t h  a c t i v e  p h a s e  of the OD p r o g r a m  w a s  a  f a c t o r  in  the h ig h  d e g r e e  

of s u b j e c t  in v o lv em en t  and  c o o p e r a t i o n  in t h i s  s tudy .  The  f a c t  tha t  the  

s u b j e c t s  w e r e  invo lved  in the  r e s e a r c h  d e s i g n  f r o m  th e  beg inn ing  of the  

p r o j e c t ,  how eve r ,  w a s  e x p e r i e n c e d  by t h i s  i n v e s t i g a t o r  a s  a n  i m p o r t a n t  

a d v a n t a g e  of the  d es ig n .  It c o u ld  be  a r g u e d  t h a t  t h i s  w a s  a d i s a d v a n t a g e ,  

o r  a  w e a k n e s s ,  of the r e s e a r c h  d e s ig n .  A s  A r g y r i s  (1970) p u r p o r t s ,  no 

s o c i a l  r e s e a r c h  is  to t a l ly  f r e e  of  c o n t a m i n a t i o n ,  a n d  no e x p e r i m e n t e r  i s  

v ie w e d  by r e s e a r c h  s u b j e c t s  a s  t o t a l l y  n e u t r a l .  In the  p r e s e n t  c a s e ,  th e  

i n v e s t i g a t o r  w a s  p r o b a b ly  v ie w e d  a s  he lp fu l  by the  s u b j e c t s .  The s u b 

j e c t s  r e s p o n d e d  to the i n v e s t i g a t o r  he lp fu l ly ,  but  i t  i s  c r u c i a l  to a c k 

n ow led g e  tha t  th e y  h a d  l e a r n e d  t h r o u g h  e x p e r i e n c e  th e  va lue  of g e n e r 

a t in g  v a l id  i n f o r m a t i o n  fo r  o r g a n i z a t i o n a l  f e e d b a c k .  The  l i m i t a t i o n s  

m e n t i o n e d  above  w e r e  c o n s i d e r e d  i n  th e  d e s i g n  of the  p r e s e n t  s tudy,  

but  w e r e  found to be u n a v o i d a b le  in  v iew of the  c i r c u m s t a n c e s  p r e s e n t .  

S e v e r a l  i m p l i c a t i o n s  f o r  d e s ig n i n g  f u t u r e  s t u d i e s  of th i s  type  a r e  

to  be found in the l i m i t a t i o n s  r e - e x a m i n e d  ab o v e .  T h e  r e s u l t s  of the  

p r e s e n t  s tudy d e m o n s t r a t e d  the  d e s i r a b i l i t y  of a d d i t i o n a l  r e s e a r c h  th a t  

m i g h t  wel l  su b s t i tu t e  p r o s p e c t i v e  f o r  r e t r o s p e c t i v e  m e a s u r e s  in the 

c a s e  of the L i k e r t  P r o f i l e  of O r g a n i z a t i o n  C h a r a c t e r i s t i c s ,  and  a d d  p r e -  

OD m e a s u r e s  of a t t i t u d e s  t o w a r d  a g e n c y .  It  w o u ld  a l s o  be d e s i r a b l e  to 

c o n s i d e r  add i t iona l  w a y s  to  e n h a n c e  the  d e s i g n  t h r o u g h  m o r e  e x t e n s i v e  

u t i l i z a t io n  of m u l t ip le  i n s t r u m e n t a t i o n .  It w ou ld  be p a r t i c u l a r l y  u s e fu l
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to i n t r o d u c e  in to  the d e s i g n  s o m e  i n d e p e n d e n t  m e a s u r e s  of o r g a n i z a t i o n a l  

s ty le  change  such  a s  the  p e r c e p t i o n s  of  c l i e n t s  and  m e m b e r s  of e x t e r n a l l y  

r e l a t e d  a g e n c i e s  and  b o d ie s .  C o n s i d e r a t i o n  m ig h t  a l s o  be g iv e n  to  c o l l e c 

t ion  of s o m e  in d e p e n d e n t  w o r k  p e r f o r m a n c e  m e a s u r e s  a l though  th e  l a t t e r  

a r e  o f ten  l i m i t e d  by i n t e r p r e t a t i v e  d i f f i c u l t i e s .

A s ig n i f i can t  d r a w b a c k  in t h e  d e s i g n  w a s  the  de lay  in  p r o v i d i n g  

f e e d b a c k  f r o m  th i s  s tudy  to th e  o r g a n i z a t i o n .  It had  been  d e c i d e d  n o t  to  

p r o v i d e  f e e d b a c k  unti l  t h e  r e s e a r c h  r e p o r t  w a s  f ina l ized .  T h e  f e e d b a c k  

s h o u ld  h a v e  b een  m a d e  a v a i l a b l e  a s  soon  a s  p o s s i b l e  a f t e r  t h e  r e s u l t s  

w e r e  t a b u la t e d  in o r d e r  to  m a x i m i z e  i t s  v a l u e  a s  o r g a n i z a t i o n a l  c h a n g e  

d a ta .  T h i s  is  a  q u e s t i o n  th a t  s h o u ld  be  s e r i o u s l y  e x a m i n e d  in  the  d e s i g n  

of o r g a n i z a t i o n a l  s tu d ie s  in th e  f u t u r e .

It i s  hoped  tha t  th e  r e s u l t s  of t h i s  s tudy  wil l  s t i m u l a t e  f u r t h e r  

o r g a n i z a t i o n a l  r e s e a r c h  in pu b l i c  a g e n c i e s ,  p a r t i c u l a r l y  c o n c e r n i n g  the  

d y n a n r i c s  of chang ing  f r o m  a u t h o r i t a t i v e  t o  p a r t i c i p a t i v e  s y s t e m s .  A s  

o r g a n i z a t i o n a l  an d  m a n a g e m e n t  s y s t e m s  b e c o m e  i n c r e a s i n g l y  d y s f u n c 

t i o n a l  in adap t ing  to f u t u r e  e n v i r o n m e n t s ,  w o r k  t o w a r d  the u n d e r s t a n d i n g  

a n d  m a i n t e n a n c e  of p a r t i c i p a t i v e  s y s t e m s  m a y  b e c o m e  not only  d e s i r a b l e ,  

but m a n d a t o r y .



CHAPTER VI

SUMMARY

T h i s  s tudy  e x p l o r e d  the  e f f e c t s  of  i n c r e a s e d  c l i e n t  in d e p e n d e n c e  

in an  ongoing o r g a n i z a t i o n  d e v e l o p m e n t  (OD) p r o g r a m  in a M ode l  C i t i e s  

agency .  Staff  p e r c e p t i o n s  of o r g a n i z a t i o n a l  s ty le  and a t t i t u d e s  t o w a r d  

the  a g e n c y  w e r e  e x a m i n e d  b e f o r e ,  a n d  t e n  w e e k s  a f te r ,  the  w i t h d r a w a l  

of e x t e r n a l  i n t e r v e n t i o n i s t s  f r o m  a c t i v e  invo lv em en t  i n  the  OD p r o g r a m .  

Socia l  c h o ic e  p a t t e r n s  w e r e  a l s o  e x a m i n e d .

L i t e r a t u r e  p e r t i n e n t  to o r g a n i z a t i o n a l  b ehav io r  and  o r g a n i z a t i o n  

d e v e lo p m e n t  w a s  r e v i e w e d  an d  s u m m a r i z e d .  It was fo u n d  th a t  v e r y  

l i t t l e  r e s e a r c h  had  b e e n  p e r f o r m e d  in p u b l i c  a g e n c i e s .  P a r t i c u l a r l y  

la ck ing  w e r e  s tu d i e s  invo lv ing  a l l  m e m b e r s  of a n  o rgan iza t ion  a s  s u b je c t s  

in the r e s e a r c h .  It w a s  a l s o  found th a t  v e r y  l i t t l e  w ork  h a d  a d d r e s s e d  

the qu es t io n  of  o r g a n i z a t i o n a l  a u t o n o m y  in  a n  OD p r o g r a m .

The  s a m p l e  of t h i s  s tudy  c o m p r i s e d  a l l  staff m e m b e r s  of a  s m a l l '  

Mo(l(T C i t i e s  ag e n c y .  The? l a k e r t  P r o f i l e  of O rg a n iz a t io n a l  C h a r a c t e r i s 

t i c s  w as  a d m i n i s t e r e d ,  u t i l i z in g  r e t r o s p e c t i v e  P a s t  r a t i n g s ,  Now r a t i n g s  

be fo re  and a f t e r  the t e n - w e e k  e x p e r i m e n t a l  p e r io d ,  an d  Idea l  p r e f e r e n c e  

r a t ings .  A s e m a n t i c  d i f f e r e n t i a l  i n s t r u m e n t  m e a s u r i n g  a t t i t u d e s  t o w a r d
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the  a g e n c y  w a s  a d m i n i s t e r e d  b e f o r e  a n d  a f t e r  th e  e x p e r i m e n t a l  p e r i o d .  A 

s p e c i a l l y  d e s i g n e d  s o c i o m e t r i c  i n s t r u m e n t  w a s  a l s o  used .

Al l  da ta  w e r e  key punched ,  p r o g r a m e d  a n d  c o m p u t e r  a n a l y z e d .  

D e p e n d e n t  and  independen t_ t  t e s t s  w e r e  p e r f o r m e d  to a s c e r t a i n  s t a t i s t i 

c a l  s ig n i f i c a n c e  of th e  d a t a  w h e r e  a p p r o p r i a t e .

It w a s  found  tha t  a l l  s u b g r o u p s  in the  o r g a n iz a t i o n ,  by r a c e ,  sex ,  

a g e  g ro u p ,  and  func t iona l  w o r k  g r o u p ,  he ld  i d e a l  p r e f e r e n c e s  f o r  a 

p a r t i c i p a t i v e - g r o u p  o r g a n i z a t i o n a l  s t y l e .  T h e r e  w a s  a s ig n i f i c a n t  m o v e 

m e n t  f r o m  P a s t  r a t i n g s  to Now r a t i n g s  in the d i r e c t i o n  of a  p a r t i c i p a t i v e - 

g r o u p  s ty le .  Now r a t i n g s  w e r e  g e n e r a l l y  c o n s i s t e n t  am o n g  a l l  f u n c t io n a l  

w o r k  g r o u p s .  Now  r a t i n g s  a t  the e n d  of the  e x p e r i m e n t a l  p e r i o d  w e r e  

c l o s e r  to Idea l  r a t i n g s  th a n  a t  the  b eg inn ing ,  bu t  t h i s  i m p r o v e m e n t  w a s  

not  s t a t i s t i c a l l y  s ig n i f i c a n t .

A t t i t u d e s  t o w a r d  the  a g e n c y  w e r e  found  to  be s ig n i f i c a n t ly  m o r e  

f a v o r a b l e  a t  the en d  of the e x p e r i m e n t a l  p e r i o d  tha n  be fo re .  Q u e s t i o n s  

f o r  f u r t h e r  s tu d y  in t h i s  a r e a  w e r e  r a i s e d .

S o c i o m c t r i c  cho ice  p a t t e r n s  w e r e  g e n e r a l l y  m a d e  a s  f r e q u e n t l y  

f r o m  non fu n c t io n a l  w o rk  g r o u p  a s  f r o m  f u n c t io n a l  w o rk  g roup ,  a l th o u g h  

m a n a g e r s  t e n d e d  to  m a k e  m o r e  c h o i c e s  f r o m  t h e i r  own fu n c t io n a l  g r o u p  

th a n  did o t h e r s .

The  g e n e r a l  h y p o t h e s i s  th a t  a  s m a l l  pub l i c  a g e n c y  co u ld  a s s u m e  

m o r e  a u to n o m y  f r o m  e x t e r n a l  i n t e r v e n t i o n i s t s  in  an  OD p r o g r a m  w i thou t  

n e g a t iv e  e f f e c t s  on a t t i t u d e s  an d  p e r c e p t i o n s  of the  o r g a n i z a t i o n  w a s
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s u p p o r te d .  F o l l o w - u p  s t u d i e s  o v e r  l i m e  a r e  r e q u i r e d  t o  e s t a b l i s h  the  

p e r m a n e n c e  of th a t  au to n o m y .  The  p r a c t i c a l  v a lu e  of th e  r e s u l t s  a s  

f e e d b a c k  to  the o r g a n i z a t i o n  w a s  d i s c u s s e d .

Q u e s t i o n s  a s  to the n a t u r e  of  u se fu l  m o d e l s  f o r  p a r t i c i p a t o r y  

s y s t e m s  of o r g a n i z a t i o n  w e r e  r a i s e d  f o r  f u r t h e r  r e s e a r c h .  The  a d e q u a c y  

of v e r t i c a l ,  h i e r a r c h i c a l  s t r u c t u r a l  m o d e l s  to  d e s c r i b e  p a r t i c i p a t o r y  

s y s t e m s  w a s  c h a l l e n g e d  a n d  a c i r c u l a r  m o d e l  w a s  p r o p o s e d  f o r  f u r t h e r  

s tudy .  P o s s i b l e  a p p l i c a t i o n s  of  p a r t i c i p a t i v e  s y s t e m s  a n d  OD a p p r o a c h e s  

to  inc lude  c i t i z e n s ,  c l i e n t s ,  a n d  c o n s u m e r s  w e r e  e x p l o re d .  The e f f i c a c y  

of p a r t i c i p a t i v e  s y s t e m s  f o r  o r g a n i z a t i o n s  in  t u r b u l e n t  e n v i r o n m e n t s  w a s  

p o s i t e d ,  a n d  a p lea  w a s  m a d e  f o r  f u r t h e r  e x p e r i m e n t a t i o n  and  r e s e a r c h  

in th i s  a r e a .
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APPEN D IX  I

E X C E R PT S SURVEY R ESULTS

B e fo re  and A f t e r  O r g a n i z a t i o n a l  D e v e lo p m e n t  P r o g r a m .  ( F o r  f u r t h e r  
de ta i l  on s u rv e y  r e s u l t s  s e e  W a l k e r ,  1971)

How would  you r a t e  a g e n c y  m o r a l e ?

N o n - S u p e r v i s o r y
P e r s o n n e l  S u p e r v i s o r y  P e r s o n n e l

B e f o r e  0 - D A f te r  O -D B e f o r e  O-D A f t e r  O -D

E x t r e m e l y  high 
o r  high 5. 3% 47. 4% 0% 60%

A v e r a g e 42.  1 36. 8 20 40

P o o r  o r  E x 
t r e m e l y  low 27.  3 10. 5 80 0

No R es p o n s e 5. 3 5. 3 0 0

How would you r a t e  m a n a g e m e n t  c o n t r o l s ?

N o n - S u p e r v i s o r y  
P e r s o n n e l S u p e r v i s o r y P e r  sonnel

B e f o r e  O -D A f te r  O -D B e f o r e  O -D A f t e r  O -D

Too S trong 31. 6% 5. 3% 20% 0%

J u s t  About Right 3 6 .8 84. 2 0 80

To(j Loose 15. 8 0 ' 80 20

Non ex i s tent 0 0 0 0

No R es p o n s e 15. 8 10. 5 0 0

8 2
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D o es  m a n a g e m e n t  p r o j e c t  the "I count ,  you count ,  it coun ts " p h i lo so p h y

Non - Supe rv i  s o r y  
P e r s o n n e l S u p e r v i s o r y  P e r s o n n e l

B e f o r e  O -D  A f t e r  O -D B e f o r e  O-D A f t e r  O -D

Y e s ,  A lw ay s 15.8% 21 .1% 20% 20%

M o s t  of the  T i m e 5 . 3  42. 1 20 80

S o m e t i m e s 3 1 . 6  2 6 . 3 20 0

A l m o s t  N e v e r 36. 7 0 20 0

N e v e r 5. 3 0 20 0

No R es p o n s e 5 . 3  1 0 .5 0 0

Do you t r u s t  the m a n a g e m e n t  g r o u p  to m a k e  f a i r  a n d  j u s t  d e c i s i o n s ?

N on-Supe  rv i  s o r y  
P e r s o n n e l S u p e r v i s o r y  P e r s o n n e l

B e f o r e  O-D A f t e r  O -D B e f o r e  O-D A f t e r  O -D

Y e s ,  A lw a y s 5. 3% 21. 1% 20% 40%

M o s t  of the  T im e 26. 3 57. 8 20 60

S o m e t im e  s 5 2 . 6  15 .8 60 0

N e v e r 0 0 0 0

Only on C e r t a i n  
D e c i s io n s 5 . 3  5 . 3 0 0

H ave  you, p e r s o n a l l y ,  bene f i t ed  f r o m  the  O r g a n iz a t io n a l  De 
g ro u p  s e s s i o n s ?

ve lo p m e n t

N on-Supe  rv i  s o r y  
P e r s o n n e l S u p e r v i s o r y  P e r s o n n e l

Y V . s 84. 2% 100%

No 0 0

Undec ided 15. 8 0
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In y o u r  o p i n i o n ,  do you  f e e l  th a t  p e r s o n n e l  p r o b l e m s  h a v e  i n c r e a s e d ,  
d e c r e a s e d  o r  r e m a i n e d  the s a m e  s in ce  O r g a n i z a t i o n a l  D e v e lo p m e n t  
s e s s i o n s  have  been  c o n d u c t e d ?

N on-Supe  r v i  s o r y
P e r s o n n e l  S u p e r v i s o r y  P e r s o n n e l

I n c r e a s e d  10 .5% 0%

D e c r e a s e d  7 9 . 0  60

R e m a i n e d  the  s a m e  1 0 .5  40

•’̂ B e f o r e - - S u r v e y  a d m i n i s t r a t i o n  d u r in g  e a r l y  p a r t  of s econd  m onth  
of O -D  p r o g r a m .

A f t e r  - -S u rv ey  a d m i n i s t r a t i o n  f ive  m o n t h s  a f t e r  f i r s t  a d m i n i s t r a  -
t i o t i .



A P P E N D IX  II

R E S E A R C H  IN S T R U M E N T  R E A C T IO N  SHEET

D a t e : _____________________________

R e s e a r c h  I n s t r u m e n t  o r  T e s t : ______________________________________________

Y o u r  N a m e : ____________________________________________ _

IN STRUCTION S P l e a s e  a n s w e r  e a c h  of the fo l lowing i t e m s  by p la c in g  
a n  "X" a b o v e  the  w o r d  o r  p h r a s e  that i s  c l o s e s t  to 
y o u r  own p o in t  of  v iew  abou t  the  r e s e a r c h  i n s t r u m e n t  
o r  t e s t  you  j u s t  c o m p le t e d .

1. In g e n e r a l ,  t h i s  t e s t  h e l d  m y  i n t e r e s t  w h i le  I w a s  c o m p le t in g  it .

S t r o n g ly  A g r e e  U n d e c id e d  D i s a g r e e  S trongly
A g r e e  D i s a g r e e

?.. It  s e e m s  to m e  t h a t  a s u m m a r y  of the r e s u l t s  of th is  t e s t  wil l  t e l l  us 
so m e th in g  i m p o r t a n t  a b o u t  o u r  o r g a n i z a t i o n  a n d / o r  t h e  peop le  in  it.

S t r o n g ly  A g r e e  U n d e c id e d  D i s a g r e e  S t rong ly
A g r e e  D i s a g r e e

3. I found th i s  t e s t  to be c o n fu s in g  a n d  d i f f i cu l t  to com ple te .

S t r o n g ly  A g r e e  U n d e c id e d  D i s a g r e e  S t ro n g ly
A g r e e  D i s a g r e e

4.  I be l ieve  t h i s  t e s t  wil l  p r o v i d e  a n  a d e q u a te  r e f l e c t i o n  of m y  own r e a l  
f e e l in g s  an d  a t t i t u d e s .

S t r o n g ly  A g r e e  U n d e c id e d  D i s a g r e e  S t rong ly
A g r e e  D i s a g r e e

COM M EN TS:
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G E N E R A L  IN FO R M A T IO N  S H E E T  
-T o  Be U s e d  fo r  R e s e a r c h  A n a l y s i s  P u r p o s e s  O n ly -

T h e  fo l lowing type  of i n f o r m a t i o n  wil l  be r e q u e s t e d  only once ,  and  w i l l  
be h e l d  in s t r i c t  co n f id e n t i a l i t y  by the  r e s e a r c h e r s .  It w i l l  be u s e d  only  
f o r  d a t a  a n a l y s i s .  It wil l  be r e p o r t e d  a s  g r o u p  d a t a  only, a n d  then only  
if s ig n i f i c a n t  t r e n d s  a r e  shown by such  c o m p a r i s o n s .

N a m e ;  _____________________ . A g e :__________R a c e : ______Sex:________

S o c ia l  S e c u r i t y  N o . : ______________________ M a r i t a l  S t a t u s :________________

C u r r e n t  Job  T i t le :

ED U C A T IO N

1. P l e a s e  c i r c l e  the  l a s t  y e a r  of f o r m a l  e d u c a t i o n  you c om ple te d .

8 9  10 11 12 1 2 3 4  5 6 7 8
S e c o n d a ry  School C o l l eg e  G r a d u a te  Work

2. A r e  you  c u r r e n t l y  w o rk in g  on a f o r m a l  e d u c a t io n  p r o g r a m ?

Y e s _______ ; No_______ . If y e s ,  in d i c a te  w h a t  type of p r o g r a m ,
and  w h e r e  e n r o l l e d .

E M P L O Y M E N T

1. When did you f i r s t  go to w o r k  f o r  th e  M o d e l  C i t i e s  D e p a r t m e n t ?

(Show m o n th  a n d  year ) .

2. V e r y  b r i e f l y ,  p l e a s e  d e s c r i b e  y o u r  job f u n c t i o n  in  M odel  C i t i e s .

3. What i s  y o u r  c u r r e n t  m o n th ly  s a l a r y  b e f o r e  t a x e s ?
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G ENERAL INFORMATION SHEET

4. H ave  you r e c e i v e d  a  p r o m o t i o n  o r  s a l a r y  i n c r e a s e  s in ce  you
s t a r t e d  w o rk in g  fo r  M ode l  C i t i e s ?  Y e s _______ ; No_______ . If
y e s ,  p l e a s e  exp la in  th e  type  of  i n c r e a s e  (i. e. , p r o m o t i o n  t o  new 
pos i t ion ,  p e r io d i c  s t e p  i n c r e a s e ,  c o s t - o f - l i v i n g  i n c r e a s e ,  e t c . ) .  
M en t io n  e a c h  in s t a n c e ,  if m o r e  than  one.

PREV IOU S E M P L O Y M E N T

1. Have  you p r e v i o u s l y  w o r k e d  f o r  a n o t h e r  p u b l i c  agenc y ,  o r  g o v e r n 
m e n t a l  uni t  ?

Y e s _______ ; No_______ . If y e s ,  w hat  type  a g e n c y ,  a n d  f o r  how l o n g ?

2. How would  you c o m p a r e  th e  m a n a g e m e n t  s ty l e  of the  M ode l  C i t i e s  
D e p a r t m e n t  with t h a t  of y o u r  p r e v i o u s  e m p l o y e r ?

V e r y  S om ew hat  Both S i m i l a r  S o m e w h a t  V e r y
S i m i l a r  S i m i l a r  And D i f f e r e n t  D i f f e r e n t  D i f f e r e n t

R E S ID EN C E

1. Have  you e v e r  l i v e d  in one of the M odel  N e ig h b o rh o o d  A r e a s ?  

Y e s _______ ; No_______ .

2. Do you now live in one  of the  Model  N e ig h b o r h o o d  A r e a s  ?

Y e s _______ : No

F U T U R E  PLA NS

1. Do you ex p ec t  to be l iving in th i s  c i ty  f ive  y e a r s  f r o m  now ?

Y e s_______ ; No_______ .

2. Do you expec t  to  be w o rk in g  f ive  y e a r s  f r o m  now ? Y e s _______
No_______ . If no, p l e a s e  in d i c a te  r e a s o n  ( i . e . ,  r e t i r e m e n t ,  to
b e c o m e  f u l l - t i m e  h o u s e w i f e ,  e t c . )  __________________________

3. If e m p lo y e d ,  what  ty p e  of w o r k  do you e x p e c t  to be doing  f ive  
y e a r s  f r o m  now ?
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G E N E R A L  INFO RM ATION  S H E E T

4. What do  you th ink  wil l  be the m o s t  i m p o r t a n t  th ing  to  h a p p e n  in 
your  l i fe  du r ing  the next f ive y e a r s ? _______________________________

P L E A S E  CHECK H E R E  IF YOUR J O B  W IT H  M O D E L  CITIES  IS 

YOUR F IR S T  F U L L - T I M E  JO B



A PPEN D IX  IV
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AGENCY-DESCRIPTION 

Name: Date:

“ > y - r  agency aa you ordinarily m ink of i t .

1. Unfriendly ---------  ---------  --------- - — n  _____  ______  Friendly

2. Forceful    -------- --------- ---------  ---------  ---------  Meek

3. In te llig en t ' ~-----------  ---------  ---------  ---------  ---------  Unintelligent

4 . Tense ■ —   ---------  ---------  ---------  ---------  Relaxed

5. Confident  -------  ---------------------------------- ---------  ------ Timid

6. Inconsiderate  ----------          Considerate

7. Poised     ---------  ---------- -------- - Awkward

8. Insincere ” ———  — — — , - ■ ________ Straightforward

9. E ffic ien t “  ---------  ---------  ---------- ---------  In effic ien t

10. Enthusiastic   —      — ______ ______ Apathetic

11. Quick-tempered "  -------   —  ---------  ---------  ------- Easy-going

12. Sociable ~  — --------------------- ----------- ---------  Shy

13. Impractical

14. Undependable ■■ —----- - — —   _______ Conscientious

15. D isinterested —----------—------- —........ — ________ Dedicated

16. Gloomy  — --------- ------------ —-------  ---------- ---------  Cheerful

17. Uncooperative ~   --------           Cooperative

18. Careful  --------  --------- ----------- - ---------  ---------- ---------  Careless

19. Considerate  —  — ' — — ...... ............ ________ Inconsiderate

20. Grateful  —  —------ - ---------  Ungrateful



MOST-PREFERRED AGENCY

Use the words l i s t e d  below to  d escrib e the kind o f agency you would most l ik e  to  
work fo r .

1. Unfriendly _______ _______ ______ ______ ______ ______  Friendly

2 . Forceful ______ _______ _______ ________ _______ ______  Meek

3. In te llig en t ________ ______ ______ ■ _______ _______ U nintelligent

4 . Tense _______ ______ _______ _______   ________ Relaxed

5. Confident ________ ________ _______ ______________  ______  Timid

6. Inconsiderate ______ _________ ______ - ______  ______ Considerate

7. Poised _________ _______ _________ _______________  ______  Awkward

8. Insincere_____________  ______  ______ ______ ______  ______  Straightforward

9. E ffic ien t ________ ________   _______     In effic ien t

10. Enthusiastic ______ _______ _______ ______ _______  ______  Apathetic

11. Quick-tempered ______ _______ _________ _________ _______  ______  Easy-going

12. Sociable ______ ____________ ______ _____  ______  ______  Shy

13. Impractical ______ ________   _____  ______  ______ Practical

14. Undependable ______ _ _ _ _ _  ______ _____  _______  ______  Conscientious

15. D isinterested ________ ______ _______ ______ _______  ______  Dedicated

16. Gloony ______  ______  ______  ______ ______  ______  Cheerful

17. Uncooperative ______    ______ _____  ______ ______  Cooperative

18. Careful ______  ______  ______  ______ ______  ______  Careless

19. Considerate ______            Inconsiderate

20. Grateful ______  ______  _____  ______ ______  ______  Ungrateful



LEAST-PREFERRED AGENCY

Use the words l i s t e d  below to  describ e the kind o f  agency you would le a s t  l ik e  to  
work fo r .

1. Unfriendly

2. Forceful

3. In te lligen t

4. Tense

5. Confident

6. Inconsiderate

7. Poised

8. Insincere

9. E ffic ient

10. Enthusiastic

11. Quick-tempered

12. Sociable

13. Impractical

14. Undependable

15. D isinterested

16. Gloomy

17. Uncooperative

18. Careful

19. Considerate

20. Grateful

Friendly

Meek

Unintelligent

Relaxed

Timid

Considerate

Awkward

Straightforward

In effic ien t

Apathetic

Easy-going

Shy

Practical

Conscientious

Dedicated

Cheerful

Cooperative

Careless

Inconsiderate

Ungrateful



A PPE N D IX  V 

T E S T  ADM INISTRATION INSTRUCTIONS 

PR O FIL E  OF ORGANIZATIONAL CHARACTERISTICS  

INTRODUCTION

T h is q u estio n n a ire  w as d evelop ed  by a w e ll known w r ite r  in  the f ie ld  of 
organ iza tion  and m anagem ent, D r, R en sis  L ik ert. Its p u rp ose i s  to  
show a p ro file  o f  an o r g a n iz a tio n 's  sty le  of m an agem en t. O rig in a lly , 
th is  q u estio n n a ire  w as p lanned  to be u sed  on ly  by m a n a g ers  of large  
organ iza tion s. H ow ever, it  s e e m s  to u s  that in o rd er  to  get a com p lete  
p ictu re  of an o rgan iza tion , it is  n e c e s s a r y  to  have the v ie w s  of a ll  
e m p lo y e e s --n o t  just th o se  of m a n a g ers .

Since the te s t  w a s  d esig n ed  to  be co m p leted  by top m a n a g e r s , it in 
c lu d es a num ber of w ord s that a r e  com m on ly  u sed  b y  m a n a g ers , and in  
m anagem ent tex tb ook s, but w hich m a y  be u n fa m ilia r  to som e of the o ther  
w o rk ers  in an  o rg an iza tion . T h ere fo r e , we h ave included  a l i s t  of w ord s  
u sed  in  the q u estio n n a ire , and th e ir  d efin ition s, so that a ll of you m ay  
u se  the sam e in terp re ta tio n  of the q u estio n s. If you a re  con fu sed  about 
the m ean in gs o f the w o rd s  a s  you read  the q u e s tio n s , you m a y  r e fe r  to  
the fo llow ing  l i s t  of d e fin itio n s . If you need  fu rth er c la r ific a tio n , p le a se  
r a ise  your hand and one o f the t e s t  a d m in is tra to rs  w ill  help  you.

DEFINITIONS

Superior - -  A p e r so n  w ith  a h ig h er  rank or sta tu s in  an organ ization  
(i. e . , su p e r v iso r , m an ager , b o ss) .

Subordinate - -A  p erso n  w ith  a  lo w er  rank or status in  an organ ization  
( i . e . ,  e m p lo y ee , w ork er , e t c . ) .

C onde sc  ending -  -A cting  or  behaving in a p a tron iz in g  m anner; "talking 
down" to  som eo n e .

S ubserv ien t --B eh a v in g  a cco rd in g  to  ex p ecta tio n s o f o th ers, fo r  th ose in  
lo w er  sta tu s  p o s it io n s  (i. e . , a s  a p r iv a te  in the A rm y to  
a n  o fficer , or a  servan t to  a m a s te r ) .

Supportive B eh av ior - -A ny b eh av ior  that su pp orts o r  h elp s an individual
or group.

M otivational F o r c e s - - F o r c e s  that bring about a c t io n  or resp o n se ; th ings
that m o tiv a te  people to  do th ings; the underlying  
r e a s o n s  fo r  p a rticu la r  behavior.

90
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L in e O rg a n iza tio n - -F o r m a l o rg a n iza tio n a l stru ctu re  (i. e . , b ased  on
o rg an iza tion a l c h a r ts  and fo rm a l p r a c t ic e s ) .

Rank and F i l e - -T h o se  w o r k e r s  in the o rg a n iza tio n  who a r e  not su p e r 
v is o r s  or m a n a g ers .

U pw ard C om m u n ication --V e r b a l or w ritten  com m u n ica tion  fro m  rank
and f i l e  w o r k e r s  to s u p e r v is o r s  or m a n a g ers . 

D ow nw ard C o m m u n ic a tio n --V erb a l or w r itten  com m u n ica tion  fro m
su p e r v is o r s  and m a n a g e r s  to  rank and f ile  
w o r k e r s .

S idew ard  C om m u n ication --C o m m u n ica tio n  b etw een  w o r k e r s  w ith the sa m e
rank or s ta tu s  in the o rg a n iza tio n  (i. e . , s e c 
re ta r y  to  se c r e ta r y : m an ager  to m an ager, 
e tc . )

In te ra ctio n --C o m m  unication  (v erb a l or  n o n -v erb a l) betw een  tw o or m o re  
p eop le .

H ie r a r c h ic a l- -T y p e  of org a n iza tio n  b ased  on c la s s if ic a t io n  of p eop le
a cco rd in g  to rank or sta tu s p o s it io n s  in  the organ ization . 

C ontrol F u n ctio n - -F o r m a l co n tro l a c t iv i t ie s  in  the organ ization ; i. e. ,
r e c o r d  k eep in g , auditing, d ea d lin es , ch e c k s , su p e r 
v is in g , etc .

QUESTIONNAIRE INSTRUCTIONS

T h is  q u estion n a ire  con ta in s f if ty -o n e  item s; each  re la tin g  to  an o r g a n i
za tio n a l v a r ia b le . B elow  each  item  is  a 2 0 -p o in t s c a le , w hich  h a s  d e s 
cr ip tio n s  w r itten  above each  5 -po in t segm en t of the s c a le .  You should  
tr e a t  the r e sp o n se s  to each  ite m  a s  a part o f a  con tin u ou s s c a le  from  
the ex tre m e  at one end to  that at the o ther. You should  p la c e  your 
r e s p o n se s  in any one of the 20 sp a c e s  that s e e m s  c lo s e s t  to  your own 
p ercep tio n .

F or  each  org a n iza tio n a l v a r ia b le  ( item ), you should  g iv e  th ree  r e sp o n se s;

FIRST P la c e  an "N" in  one of the 20 s p a c e s  on the s c a le  w hich, 
in  your e x p er ien ce , b est d e s c r ib e s  your o rg a n iza tio n  at 
th e p r e se n t tim e .

SECOND If you have been  w ith  your o rg a n iza tio n  fo r  a y ea r  or
lo n g er , p la ce  a "P" (past) in one of the 20 sp a c e s  on the 
s c a le  w hich , in your e x p e r ie n c e , b e s t  d e s c r ib e s  your  
o rg a n iza tio n  a s  it w a s  a y ea r  ago .

If you w ere  not w ith  your o rg a n iza tio n  a y ea r  ago , p le a se
ch eck  h e r e _______ , and p la ce  a "P", in  the sp ace  on the
s c a le  w hich , in  you r e x p e r ie n c e , b e s t  d e s c r ib e s  the o r 
gan iza tio n  w hen you f ir s t  jo ined  it.
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THIRD P la c e  an  "I" (id ea l) in one of the 20 s p a c e s  on the sc a le  
w h ere  you would id e a lly  lik e  to have your o rgan iza tion  
fa ll  w ith  regard  to  that ite m .

TO R E PE A T : You should  g iv e  th ree  r e s p o n s e s  to  ea ch  v a r ia b le  (item ):

"N" fo r  Now; p r e se n t t im e .
"P" fo r  P ast; one year ago.
"I" fo r  Ideal; how  you w ould  lik e  your o rg a n iza tio n  to  be.

NOW, tu rn  to the f i r s t  item  on the q u estio n n a ire  and w e w ill  go through  
it to g e th er .

If th e r e  a r e  no q u e s tio n s , p ro cee d  in the sa m e  m an n er to  com p lete  the 
r e s t  of the q u estio n n a ire .

THANKS FOR YOUR COOPERATION!

T e s t  co p y r ig h ted  by M cG raw H ill Inc, 1967. The H um an O rganization: 
Its M anagem ent and V alue, by R e n s is  L ik er t.



A P P E N D IX  VI

DATE

OPINION QUESTIONNAIRE

P eo p le  who w ork  to g e th e r  spend  a g rea t d ea l of tim e  w ith  ea ch  
o th er , and le a r n  a  lo t about ea ch  o th er . T h is know ledge cou ld  be e x 
p e c te d  to be v e r y  h elp fu l in  su pp lem en tin g  r e s e a r c h  in form ation  a v a i l 
a b le  through stan d ard ized  t e s t s  and r e s e a r c h  in stru m en ts .

We a sk  that you  g iv e  u s  your h o n e st r e s p o n se s  to the fo llow in g  
q u e stio n s , w ith  the fu ll u nderstand ing that your r e s p o n se s  w ill  be kept 
in  s tr ic t  co n fid en tia lity , and that th ey  w ill  be u s e d  fo r  r e se a r c h  e v a lu a 
t io n  p u rp o se s  on ly.

The r e s e a r c h  w ill not rep o rt any n a m es that a r e  a sk ed  for h e r e .  
O nly group data w ill  be rep o rted , and then , on ly  if  such data i s  s ig n if i 
can t in r e la tio n  to the o th er r e s e a r c h  r e su lts .
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INTRODUCTION

P le a s e  l i s t  below  the n am es o f  the p eop le  who w ork for  the M odel 
C itie s  D epartm ent. (You m a y  r e fe r  back  to th is  l i s t  a s  you
a n sw er  the fo llo w in g  q u estio n s).

INSTRUCTIONS

On each  page that fo llo w s  i s  a q u estion , and space to  l i s t  n a m es  
in  r e sp o n se  to  that q u estion . Each q u estio n  a sk s  fo r  you to  "rank ord er"  
your r e s p o n se s . F o r  ex a m p le , if you  w e r e  a sk ed  to  l i s t  p eop le  in  the  
a g en cy  in "rank ord er"  by height, you  w ould  l i s t  th e  ta lle s t  f ir s t ,  the  
n ex t ta l le s t  secon d , and so on.

On each  p age, l i s t  a s  few  or a s  m an y  n a m es a s  you lik e .
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If you  w ere  a s s ig n e d  to  a ttend  a th r e e -d a y  tra in in g  con feren ce  in  
D a lla s , which of the p eop le  who w ork  fo r  M odel C ities w ould  you  
lik e  to a ls o  have attend?

F ir s t ,  w r ite  down the nam e o f the one p erson  who w orks fo r  Model 
C it ie s  who b est f i t s  the ab ove q u estion . N ext, w rite  down the nam e  
of the p erso n  who next b e s t  f i t s  the qu estion , then  third b e s t , and so  
on. L is t  a s  few  or a s  m any n a m es a s  you w ish .
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N OTE:  The  a c t u a l  r e s e a r c h  i n s t r u m e n t  f o r m a t  u s e d  only one i t e m  p e r  
page.  S u p p l e m e n t a r y  i n s t r u c t i o n s  fo r  r a n k - o r d e r i n g  r e s p o n s e s  
w e r e  r e p e a t e d  on e a c h  p a g e  ( s e e  i t e m  #1). The  fo l lowing a d d i 
t ional  i t e m s  w e r e  in c lu d e d  in  the  Opinion Q u e s t i o n n a i r e :

2. If you w e r e  a s s i g n e d  to w o r k  o v e r t i m e  fo r  f ive n igh ts  in a  row  to 
c o m p le te  a  d i f f icu l t  r u s h  w o r k  a s s i g n m e n t ,  which  of the people; who 
w o r k  fo r  M o d e l  C i t i e s  w o u ld  you  m o s t  l ike to h av e  w o rk  on th e  p r o 
j e c t  with you ?

3. If you had a  s e r i o u s  p e r s o n a l  p r o b l e m  th a t  you  w an ted  to t a l k  o v e r  
w i th  s o m e o n e ,  w h ich  of t h e  p e r s o n s  who w o r k  f o r  M odel  C i t i e s  
w ould  you be  m o s t  l i k e l y  to  t a l k  w i th  a b o u t  y o u r  p r o b l e m  ?

4. In y o u r  opin ion,  w h ich  of th e  p e r s o n s  who w o r k  f o r  M ode l  C i t i e s  
a r e  m o s t  a c c e p t a b l e  to  t h e  M o d e l  N e ig h b o r h o o d  R e s i d e n t s  a s  a  
s i n c e r e  and  r e l i a b l e  s o u r c e  of h e l p ?

5. In y o u r  opinion,  w h ich  of th e  p e r s o n s  who w o r k  f o r  M odel  C i t i e s  
a r e  m o s t  a c c e p t a b l e  to  t h e  C i ty  F a t h e r s  a s  a s i n c e r e  and  r e l i a b l e  
s o u r c e  of h e l p ?

6. In your  opinion,  w h ich  of the  p e r s o n s  who w o r k  f o r  M odel  C i t i e s  
a r e  m o s t  he lp fu l  to o t h e r s  in O r g a n i z a t i o n a l  D e v e lo p m e n t  g r o u p  
m e e t i n g s  ?


