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PREFACE 

This report is the second in a series by the Quality of Work 

Research Program of the Survey Research Center. It is intended to 

provide a brief picture of the work that has been conducted at the 

Survey Research Center (SRC) over the past three years aimed at 

the development of a package of instruments designed to assess 

planned change in organizations, As such, it is a temporary docu-

ment, presenting the "state of the art" as of this point in time. 

It is a preliminary version of an eventual comprehensive manual 

for organizational assessment. 

The material presented here represents the work of a large 

number of people. The following members of the Quality of Work 

Program at SRC have been highly involved in this effort: David 

Berg, Cortlandt Cammann, Susan Campbell, Maureen Compton, Mark 

Fichman, Gary Herline, Jeanne Herman, Douglas Jenkins, John Klesh, 

Edward Lawler, Barry Macy, Gayle Mandigo, Philip Mirvis, Michael 

Moch, David Nadler, Veronica Nieva, Dennis Perkins, and Stanley 

Seashore. Walton Hancock, Bill Goodall, and Bill Wellman from the 

Department of Industrial and Operational Engineering and the 

Bureau of Hospital Administration, University of Michigan have 

also been collaborators in this effort. Finally, much of the work 

described here grew out of the initial work in this area which 

was done by researchers at Cornell University. 

The work described here has been made possible by the support 

provided by a number of different funding agencies. Primary support 



has come from·the Ford Foundation and the Economic Development 

Administration of the U. S. Department of Commerce. Support for 

the development of specific instruments and procedures came from 

the Manpower Administration of the U. S. Department of Labor and 

the National Commission on Productivity. 

It is hoped that this report will enable potential users and 

potential funding agencies to understand the nature and scope of 

the assessment package which is under development at the present 

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

criticisms, and suggestions at;e welcome. 

David A. Nadler 

August, 1975 
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PART I - THE QUALITY OF WORK RESEARCH PROGRAM AND THE ORGAN 1-

ZATIONAL ASSESSMENT PACKAGE 

Background of the Quality of Work Program 

The twin problems of how to make organizations more effective and 

how to improve the quality of working life experienced.by organization 

members constitute a crucial issue. While there has been much work 

aimed at developing different techniques of improving organizational 

effectiveness and/o·r the quality of working life, there has been re1a-

tively little rigorous and programmatic research in this area. While 

many organizational consultants, "change agents", or "interventionists" 

currently work in organizational sE>ttings,there have been relatively 

few efforts to seriously and objectively evaluate the work of different 

change agents in different settings. (For a few of the exceptions, 

see Bowers, 1973 or Tichy, 1974). 

In 1973, in response to requests by the National Commission on 

Productivity, and in collaboration with Cornell University, researchers 

at the Institute for Social Research (ISR) of the University of 

Michigan began to develop meas.urement approaches for the evaluation of 

demonstration/research projects involving organizational intervention 

or planned Changed. The basic plan proposed by the Productivity Com-

mission was to launch a series of field experiments. In each project 
" 

a different external consultant would work with a different organization. 

These projects were unique in their design in that they called for 

distinctly separate consulting and research roles, standardized methods 

of evaluation, and in the invo1vment of labor unions .. 

The labor involvement was particularly significant. Much of the 

work of organizational change agents to date had ignored the importance 



of organized labor in the American work scene. Change agents have 

usually been introduced into organizations by management, have had more 

intimate contact with management figures, and have been generally com

pensated by management. Because of this, employees have often assumed 

(sometimes correctly) that the change agent's primary responsibility is 

to a specific management group rather than to the organization as a 

whole. Partially as a result of this situation, organized labor has 

not been highly involved in organization and job redesign efforts. 

Given this situation, the projects as originally conceived were to be 

conducted exclusively in sites where a significant number of employees 

were represented by a labor union and to be cosponsored by both manage

ment and labor. 

With a change in the goals and orientation of the Productivity 

Commission, ISR began to assume a more central role in the proposed 

series of field experiments. With the support of the rord Foundation 

and the Economic Development Administration of the U. S. Department of 

Commerce, ISR emerged as one of the maJor institutional sponsors of 

this work. During that year, the National Quality of Work Center (NQWC) 

was created as an organization affiliated with ISR, and with offices 

in Washington, D. C. 

NQWC is a continuing private-sector organization established to 

develop, coordinate, and implement joint union-management experimental 

projects. It identifies change sites, gains union-management agreement, 

helps the site identify qualified consultants, and has general manage

ment responsibility for the projects. In short, it provides the action 

and facilitative functions in the joint ISR/NQWC venture. Its functions 

include developmental work with management, labor, and funding groups 

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

The core of the Quality of Work research program is the series of 

field experiments mentioned above. To date, four experiments have been 

started and two more are in the start-up phase with planned beginning 

dates in the next six months. In accordance with the basic quality of 

work experimental model, these experiments all share the following 

characteristics: 

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

labor management committee has been established with the mandate 

of coordinating and directing the project within the organization. 

This committee, called the "Quality of Work Committee" in each 

site, serves as the focal·point of the intervention and is the 

primary client of the consultant in each organization. The 

Quality of Work Committee has the responsibility for choosing the 

consultant(s) for the project, for working with the consultant in 

planning and implementing intervention work, for working with 

researchers to help evaluate the project, and for having final 

say over project activities at the site. 

2. Separate consultant and research teams. The consultant and 

evaluation research roles are distinctly separate in each site. 

The consultant, as indicated above, is chosen by the Quality of 

Work Committee and is in a purely consultative role vis-a-vis 

the organization. The evaluation research team is provided by 

University of Michigan (or cooperating academic institutions) 

and has the mandate of describing, assessing, and evaluating the 

accomplishments at each site. 
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The rationale for this approach is based on evidence 

(Morse & Gordon, in press) that the relative perspective of the 

evaluation researcher is important, and that systematic differen

ces exist in the quality and nature of evaluation done by inde

pendent researchers as opposed to evaluation done by those who 

are also conducting the intervention. While some have made the 

case for the combination of the change-agent and researcher/evalua

tor roles (e.g., Argyris, 1971), alternative models which provide 

for separation of those roles have also been discus-sed in the past 

(e.g., Barnes, 1967). The combination of roles has some advantages, 

but it also has major disadvantages, particularly for comparative 

research. Research goals may get subordinated to change goals, 

there is an inherent conflict of the roles within one individual 

or te~, there are problems of bias (intentional or unintentional) 

in reporting change activities and their results, and there is a 

lack of standardization or equivalency of evaluative methods across 

different change agents. Thus, given the comparative nature of 

this research and the problems of multiple role models, the ex

periments have been designed to separate the roles of change agent 

and evaluator/researcher. 

3. Standardized evaluation criteria and methods. In each site, 

a baSically standard set of instruments and procedures is used to 

assess the effects of the intervention. The evaluation instru

ments, developed by ISR are used in different sites to evaluate 

the work of different consultants. In each site, the instruments 

are modified to be responsive to the issues, problems, and culture 
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of the specific organization, while still tapping a basic and 

consistent set of variables. 

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

design, in each site, control and/or comparison groups are identi

fied. The control group; which may be a group, unit, department, 

or organization similar to the site of the intervention, is sub·· 

jected to a similar but less comprehensive version of the assess

ment methods used at the experimental site. 

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

management sponsorship and also to insure the integrity of the re

search design, funding for both the research and consultative com

ponents of the experiments are usually obtained from external 

sources. These sources have included governmental agencies and 

private funding groups. 

Table 1 provides a brief description of the four sites where 

Quality of Work experiments currently are being conducted. 

Underlying Assumptions of the Measurement Package 

It is within the context of the Quality of Work Program and the 

field experiments that the ISR organiZational assessment measurement 

package has been developed. This package of instruments, processes, and 

guidelines, Serves as the basis of the standardized evaluation at each 

of the experimental sites. The package has been developed to ultimately 

be used to evaluate a range of. different interventions in different or

ganizational settings. A goal of the developers of this package is that 

through their use and refinement in the quality. of work experiments, 

the instruments may eventually be available to all interested labor and 



Experimental Site 

An auto parts manufac
turing plant. 

A coal mine in the 
northeas t 

A large division of a 
,southern public utility 

A medical center in a 
large eastern city 

CURRENT QUALITY OF WORK FIELD EXPERIMENTS 

Consultant 

Michael Maccoby 
Harvard University 

Eric Trist 
University of 
Pennsylvania 

Arnold Judson 
A.D. Little Co. 
Cambridge, Mas s. 

To be chosen 

Evaluation/Research Group 

Institute for Social Research 
~e University of Michigan 

Graduate School of Industrial 
Administration 

Carnegie-Mellon University 

Institute for Social Research 
The University of Michigan 

Graduate School of Bus ines s 
Columbia University 

Date Started 

6/74 

4/74 

8/74 

6/75 

Funding Source 

Ford Foundation 
Department of Commerce 
The site organization 

Ford Foundation 
Department of Commerce 
The site organization 

Ford Foundation 
The site organization 

Health Services Adm. 
U.S. Department of 
Health, Education 
& Welfare 

, 
a, 

'~, 

: _________ . _____ , ______ . _______ ~~_, __ , __ ~~ ____ ~...,,~-----__ -,---.-_~_~-,' ,-._"," 'c"-",_~c----:--- __ ,.....---,----c'~-~--_---=_____,__.,___,_~,',_,tc,_~C7"""''',---~_~_~ __ .,.'7- -----.--, -_-,-, ,-, -....,..,--,:-,"'c~"'~ 
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management groups for use in evaluating organizational interventions. 

Before listing the components of the measurement package, it is 

important to en,umerate some of the basic assumptions which underly the 

measurement approach. They are a set of assumptions about organizational 

behavior, organization change, and measurement: 

1. Organizational behavior is multilev~l and involves multiple 

variables; therefore the measurement of change must be multilevel and 

multivariate. Many of the attempts to aSSeSs organizational change have 

been focused on one group, one level of analysis, or one conceptual 

target and have thus missed some of the important implications of ,the 

intervention at hand (Nadler & Pecorella, 1975). The practical implica-, 

tion of this is the need to measure a large range of variables dealing 

with 'individuals, groups, and organizations. It also implies the collec-

tion of data about percep~ions, attitudes, behavior, processes, structure, 

technology, productivity, and environments, rather than the isolated 

collection of data in anyone of these areas. It also implies that the 

measurement of organizational change is by definition a interdisciplinary 

effort, requiring the input of a range of professionals including 

psychologists, SOCiologists, industrial engineers, accountants, econo-

mists, and functional specialists for specific organization types. 

2. Comparative assessment of change efforts requires a basically 

standardized package of instruments. If different interventions are 

to be assessed, then any comparison requires some degree of standardi-

zation of criteria fOT evaluatJon. While problems, issues, and there-

fore variables may change from one organization to another, and while 

different change agents may have different goals, some general core set 

of variables needs to be measured in all settings. Thus, the approach 
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which is used must involve the construction of a rather broad "measure

ment net" which attempts to tap a wide variety of variables, some of 

which may be affected by a particular intervention and some of which 

may not. 

At the same time, it is important to recognize the need to make 

modifications in the measurement net as it is used in different organi

zational environments. Two factors are important here. First, organi

zations of different types, with different goals and different technolo

gies will have different classes of critical issues (Perrow, 1970) re

quiring measurement of different variables. Second, there is a need to 

modify instruments that collect data directly from organization members 

so that these instruments are consistent with the culture of the organi

zation. There is evidence that questionnaires, for example, that are 

perceived as being more "empathic" can obtain different kinds of data 

than a completely standardized nonempathic instrument (Alderfer ~ Brown, 

1972). 

Thus, the adequate measurement of organization change requires 

a core set of standardized instruments and processes which can be modi

fied to meet the needs of a research site while still maintaining basic 

consistency of measurement content and process across different sites. 

3. The assessment of change in organi~ations should be done using 

multiple methods. For many years there has been criticism of the 

tendency of many researchers to rely on a single method of data collec

tion (frequently self-report interviews or questionnaires) for research 

on. behavior in organizations. The drawbacks of total reliance on self

report methods have repeatedly been noted (Webb, Campbell, Scwartz, 

& Sechrest, 1966). Thus, an effective package.of instruments for 
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assessing change i.n organizations must incljlde the collection of data 

using a variety of different instruments and data collect'ion methods. 

The range of methods should prqbably include direct structured obser-

vat ion of behavior, collection of data from organizational records, 

clinical observation of interpersonal and organizational process, mea-

surement of objective structural characteristics, etc., as well as 

self-report data through questionnaires and interviews. 

4. An assessment package should have some underlying theoretical 

model of organizational functioning. The collection of data should 

not be guided purely by chance, opportunity, or random choice of variables. , 
It should reflect some notion of why individuals behave as they do in 

organizations, how groups function, and how systems operate. From this 

n,otion should come the variables that are important to measure. On the 

other hand, measurement should not be overly or narrowly constrained by 

such notions. In the absence of a generally accepted meta-theory of 

organizational functioning at all levels, it would be premature to 

allow anyone theory to specify all of the variables to be measured. 

Within these limits, the underlying model used for the measurement 

package presented here is based on the conception that a great deal of 

behavior in organizations is determined by the conscious choices of 

individuals based on their perceptions of the consequences of their be-

havior and within the constraints prOVided by existing structures, 

technologies, or human processes (Vroom, 1964; Lawler, 1973). In addi-

tion, other group and organizational theories have been drawn on, par-

ticularly for the measurement of specific areas (i.e., leadership be-

havior, structural/contextual variables, technology, etc.). 
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Brief Description of the Measurement Package 

Based on these assumptions, a package of instruments is currently 

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

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

follows: 

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

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

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

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

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

. 6. Technical systems analysis component - Observational, archi
val, and questionnaire measures of the functioning of the tech
nical segments of the organizational system, including measures 
of information. adequacy, work flow, technological potential, 
productivity, etc. 
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I -;l. Site historian/observational component - Guidelines and 
~ instrumentation for the on-going clinical observation of organi

zational process and the activities and events of specific 
interventions. 

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

l/;~sessing the work of a change agent. The focus is on the rela
V tionship between the organization, the change agent, and the 

assessment team and the potential conflicts involved in the 
research/assessment role. 

Each of the above components is in a different stage of develop-

ment. Some have been used, tested, and refined, whi Ie others are s ti 11 

in the relatively early stages of development. More detail on the 

nature aud current state of each component is provided in Part II of 

this report. 

The components have been used in a number of different sites in 

addition to the quality of work experiments mentioned already. Table 2 

provides a brief listing of the sites where at least one major .segment 

of the measurement package has been used during 1974 and 1975. Within 

the cont·ext of other research projects, these sites have been used to 

design, develop, and pre-test the various compon~nts of the measurement 

package used at quality of work sites. 

The Process of Assessing Organizational Change 

As important as the content and form of the measurement components, 

is the process by which those instruments are used. Two specific issues 

need to be considered in relation to process. The first is the question 

of the evaluation role within the context of the three-party relationship 

which is constructed at quality of work sites. (A detailed d,iscussion 

of those issues is included in Part II of this report.) The second is 

the more mechanistic issue of how the instruments are sequenced and used 

in a typical quality of work site. 
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TABLE 2 

Sites where Components of the Measurement Package have been Used 

Site description 

1. An auto parts manufac
turing plant in 
Tennessee 

2. A coal mine in 
Pennsylvania 

3. A small manufacturing 
plant in Ohio producing 
products for making 
metal castings. 

4. Twenty branches of a 
commerical bank in Ohio 

5. A manufacturing 'plant 
in Connecticut 

Initial 
dates 

6/74 

4/74 

1/74 

3/74 

4/74 

6. A plant in Kansas with 6/74 
a process technology, also 
part of a large corporation 

7. An engineering design 
division within a large 
southern public utility 

8. A midwestern hospital 

.9/74 

10/74 

9. A pharmaceutical labora- 11/74 
tory in North Carolina 

10. A large division of a 4/75 
southern public utility 

Number of 
employees 

400 

200 

85 

300 

l30 

150 

400 

800 

100 

500 

Comments 

A QOW site 

A QOW site 

2 waves of data 
collection 
,·]ere done 

2 \\Taves 

A QOW site, 

2 waves 

A QOW control 
site 

------------ Planned applications in the near future ---------------

11. Selected wards of a 
large metropolitan 
hospital 

9/75 

12. A national sample of 11/75 
units of a private social 
service agency 

150 

200 
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The three party relationship 

For the quality of work field experiments, a specific model of 

the site, consultant, and evaluation relationship has been developed. 

This three party model is based on the assumption that the interven-

tion and assessment roles should be separated and envisions the constant 

interaction of three groups in each field experiment: 

Party 1 - the organization - Since the research sites are 
unionized the model calls for the creation of Quality of Work 
Committees to oversee the project. This group represents the 
interests of various employee groups and the organization as a 
whole. 

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

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

While this model has a number of obvious advantages, including 

the increased comprehensiveness and objectivity of the research effort, 

it also has some inherent problems which should be mentioned. First, 

measurement itself may serve as an intervention. The actual assessment 

activities may in themselves be interventions into the organizational 

life, confounding the assessment task and potentially interfering with 

the activities of the change-agent. Second, there may be perceived 

lack of reciprocity between the evaluation team and the other parties. 

An assessment team, utilizing information which will not be fully 

shared for up to three years .demands a great deal of the organization 

and its members but offers very little in short run return. Third, 

intergroup tensions may result. The three party model offers a pot en-

tially volatile situation possibly resulting in strained on-site 
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relationships between the consulting team and the research 

team doing the evaluation. Fourth, there may be role confusion since 

organization members often do not distinguish between the evaluators 

and the consultants, perceiving them all to be outsiders to the organiza

tion. Fifth, and finally, the pure research role with the broad mandate 

indicated here may lead to over measurement. The establishment of the 

broad measurement net ~y seem excessive to some organization members 

and this may have implications for the quality of the data obtained and 

the relationships between the assessment team and other parties. 

The·re are no clear answers to these problems, although they have 

been addressed in part two. As the work continues using this model, 

it is hoped that additional ways will be identified to cope with the 

problems created by the three party model while still realizing the 

benefits of this arrangement. 

The sequence of assessment 

Although the way in which the components will be used does vary 

from site to site, a general model of the sequence of the assessment 

can be constructed. (See figure 1). The assessment or evaluation team 

involves a number of different individuals. The key perSon in the team 

is the Site Coordinator who is generally responsible for managing the 

assessment effort. The Site coordinator is usually assisted by one or 

more observers (usually graduate students) who, with the site coordina

tor, conduct all of the on-site clinical observations. As different 

components of the package are used, specialists in different areaS 

consult with the site coordinator and aid in the construction of instru

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



A TIME-SEQUENCED MODEL OF ASSESSMENT 

RESEARCH/ASSESSMENT ACTIVITIES 

( ·od·1 ) perl ~easures 

-
Establishment of 
systems to collect 
the following 

data: 

behavioral/ 
economic 

productivity 
financial -----Data collected 
periodically 

--l1li -.. -
• lID 

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

t 
Assessment team introduces 

self to organization members 

I 
General orientation interviews 

I 
Administration of measures 

I 
(static measures) 

BASELINE 

MAO Questionnaire 
Union questionnaires 
Structure interviews 

. Technical systems analysis 
- Job observations 

SECOND WAVE 

THIRD WAVE 

I 

I Feedback to site and consultantl 

15, 

I 
(continuous measures) 

Unstructured on
going observation 
conducted on site. 

CONSULTATION AcnVITIES 

Quality of Work Committee 
interviews potential consultant 

Quality of Work Committee 
makes consultant choice 

Consultant enters organization 
to begin work 

, p 

Consultant work terminates . 
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the analysis and interpretation of data collected in their particular 

areas of interest. Thus, the site coordinator works with a range of 

people who bring special assessment skills to bear on the project. 

The assessment work begins as the Quality of Work Committee is 

in its·formative stages and beginning the process of choosing a con

sultant. It begins by the QOW Committee and the evaluation team 

agreeing to a general plan for assessment. this includes strategies 

for measurement; arrangements for flempathizing" instruments, designation 

of control sites, etc. The next step involves the assessment team in

troducing itself to members of the organization in order to familiarize 

organization members with the research component of the experiment and 

also to answer employee questions, deal with their anxieties, etc. 

(as recommended by Kahn & Mann, 1952; and Levinson, 1972). This is 

followed by general orientation interviews by the members of the assess

ment team. These interviews allow the team to get an initial impression 

of the site organization and also allows collection of data about what 

changes need to be made in the standardized instrument before applica

tion in the particular site. 

As indicated by figure 2, the assessment then evolves into a 

three-pronged activity. First, on~going observation by the site coordi

nator and his/her observers continues throughout the entire experiment. 

Second, static measures are administered (including the MAO, union 

measures, structure interviews, technical systems analysis, etc.) to 

obtain base line data (before the consultant enters the immediate 

system) and to obtain subsequent measurements in second and third waves. 

Third, on-going data collection systems are established to collect 

data from organizational records inc luding cost data, productivity data, 
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and data about employee behavior (for example, abs'enteeism or turnover). 

At the end of the Quality of Work Project (anywhere from 18 months 

to three years after the start of the project) the final static measures 

are administered, the data from all sources is integrated and analyzed. 

and feedback is given to the site, consultant, and other interested 

parties. 

It should be noted that this model is essentially a bare-bones 

model of the assessment process. During the course of the assessment 

other kinds of data are collected (for example, following suggestions 

from the consultants) and integrated into the on-going record of the 

experiment. Also, there are variations in how the model is applied 

from site to site. Most importantly, this model, like all of the parts 

of the measurement package is still in its developmental stages and 

thus will be modified as more experience is gained in its application 

in a variety of different settings. 

Summary 

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

view of the history, development, present state, and use of the Michigan 

Organizational Assessment Package. As such, it is a description of 

the state of a research effort at one point in time. 

In Part II, the specific components are described in more detail, 

and instruments that have been developed are included. 
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Information concerning further developments, use of components, 

and the Quality of Work Program in general can be obtained by 

contacting any of the following individuals: 

Edward E. Lawler III 

Stanley E. Seashore 

Cortlandt Cammann 

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

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

Introduction 

This section of the report includes information about each of the 

major components of the assessment package. For each component, there 

is an introductory statement providing an overview of the purpose and 

the underlying conceptual and theore~ical basis for the component. 

This is followed by copies of the instrument or instrumentation as is 

currently available. In some cases, instruments are included in a 

generalized form, while in others the instruments included have be.en 

modified for a specific site. Finally, where appropriate, lists of 

scales, items, or scoring methods have been included for. each component. 

As will be seen, the different components are at different stages 

of development and reflect varying degrees of readiness to be used in 

new settings. Those interested in obtaining further information about 

any specific component should contact the individuals listed on the 

first page of the introductory statement for each component. 

The components are included in the following order: 

- A. The Michigan Assessment of Organizations questionnaire 

B. Union and labor-management relations questionnare 

C. Organizational structure interview forms 

~ D. Structured job observation guide 

E. Behavioral/economic measurement system 

F. Technical systems analysis instruments 

G. Goals and instruments for unstructured observation 

H. The assessment role - guidelines 



A. THE MICHIGAN ASSESSMENT OF ORGANIZATIONS QUESTIONNAIRE 

Cortlandt Cammann * 

G. Douglas Jenkins 

David A. Nadler 

The Michigan Assessment of Organizations (~~O) is a broad-guaged 

employee attitude survey. To date, it is the most extensively tested and 

/' 
researched component of the Michigan Assessment Package. The MAO is de-

signed as a semi-standardized questionnaire which can be used to tap a 

larger number of organization characteristics through the perceptions of 

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

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

such areas as job characteristics, employee satisfaction and other attitudes, 

work group functioning and characteristics, leadership style and supervising 

behavior, organizational structure, compensation and performance evaluation, 

intergroup relations, employee beliefs, values and characteristics./ 

History 

The development of the MAO has consisted of three phases to date. 

The first phase of the development of the MAO began in April 1973, in con-

junction with the National Commission of Productivity's Quality of Work 

Program. The intent was to construct a comprehensive survey which would 

reflect employee attitudes and feelings about a broad range of organization 

characteristics. After an extensive period of item collection resulting in 

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

*names listed in alphabetical order 
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design, a pretest was conducted with about 250 subjects from the Ann Arbor 

area. The results were used to refine the instrument and reduce its number 

of items. A report of the product of this pretest and a statement of the 

I 
theoretical underpinnings of the original instrument are found in Camrnann, / 
Jenkins, Lawler, and Nadler (1973). The completion and distribution of this 

report marked the end of the first phase of the development of the MAO. 

The second phase of the development of the MAO consisted of employ-

ing various versions of the MAO instrument in a number of organizations. 

The purpose of this phase of development was to collect responses to the 

roughly 650 items in a number of different organizational settings for em-

pirical analyses. During this phase, data were collected from approximately 

1900 respondents at eight of the ten sites listed in Part I of this. report. 

These data were then subjected to a number of data reduction techniques 

(such as factor analysis and multidimensional scaling) to search for a 

structure to the data and isolate.unreliable items. Based on the results 

of these analyses, a number of items were removed or replaced with new items. 

Items were then combined to form scales. Both conceptual and empirical 

justification was used. 

The instrument included here represents the culmination of the 

second phase of MAO development. It is briefly described in a section below. 

The items and scales it contains are also presented prior to the instruments 

themselves. 

The third phase of MAO development is just beginning. The MAO of 

this stage bears a very different structure than its ancestors. First, it 

consists of a Heore" set of items which were selected to present an overview 

of most areas of organizational functioning. Second, a series of models 
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are provided to examine these areas in greater depth and breadth. The goal 

of Phase III is to construct an instrument whose scales exhibit strong reli-
, 

ability, whose relational structure is generally specified, and on which a 

large normative data bank exists so that meaningful comparison can be made 

between organizations. The third phase of development is expected to take 

from 12 to 18 months. 

The Michigan Assessment of Organizations - Core and Modules 

As noted above, the MAO in its current form consists of a set of Heeren 

items selected to provide a broad-guage assessment of the state of an organ-

ization and a set of "modules," a collection of items selected to examine 

specific areas of organizational functioning in greater depth and breadth. 
/ 

Furthermore, it is constructed in such a way to allow the evaluation or 

research to select from among its different components depending upon parti-

cular organizational circumstances and conditions. It may be "empathized" ~, 

(Alderfer and Brown, 1972) as well by inserting the name of the organization, 

or items generated to address unique organizational problems or areas of 

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

·'-i: 
signed to provide the user with the advantages of a standardized instrument '!' 

I (normative and comparative data, known structure, etc.) and those of the 

tailor-made survey (empathetic construction, focus on unique organizational ) 

problems and' areas of interest, etc.). 

The Core 

The core instrument consists of approximately 150 items covering 

areas of organizational functioning addressed more fully in each of the 
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modules described below. It is constructed in such a way that should a 

user determine an area (e. g., task characteristics of work groups) is of 

particular importance or interest, that particular section of the Core 

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

Core instrument are also contained in the area module. 

The Modules 

The MAO consists of ten standardized modules. Each is described 

briefly below. 

Module 1: Demographics. This module contains items addressing the 

various demographic characteristics of individual respondents, such as 

age, marital status,ethnic identification, etc. Items were constructed 

only for those demographic characteristics for which data could not be 

more easily or accurately obtained from other sources, such as organiza-

tional records (e.g., wage rate or salary level, supervisory status, etc.). 

Module 2: General Attitudes. This module addresses very general 

employee attitudes such as job satisfaction, intention to turnover, in-

trinsic motivation, and performance outcomes. 

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

assesses a number of aspects of an individual employee's orientation 

and reaction to his job. It assesses the subjective importance of vari-

ous job facets and work outcomes, employee satisfaction with those facets 

and outcomes, and employee beliefs that especially good or poor perform-

ance will lead to an increase or a decrease in the extent to which those 

facets are present in his job. 

Module 4: Task and Role Characteristics. The purpose of this module 
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is to assess in depth the employee's perceptions of the characteristics 

of the tasks performed as a part of his job and descriptions of the con-

straints and pressures placed upon him in his role as a job holder. The 

portion of this module specifically addressing task characteristics is 

currently under extensive revision, and the module as included here re-

pr~ents an early stage of development. 

Module 5: Work Group Functioning. The fifth module addresses work 

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

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

behaviors, and its effectiveness. 

Module 6: Supervising Behavior.. This module examines the way in 

which employees' supervisors are perceived. Descriptions of competence, 

style, and general leadership behavior are obtained. 

Module 7: Intergroup Relations. This module assesses the general 

quality of intergroup relations. Not only is intergroup conflict addressed, 

but resolution of conflict as well. This module has yet to be tested in 
}, 
v a full situation, and thus, substantial revisions in it are to be ex-

peeted in the future. 

Module 8: Influence Structure. In different organizations, different 

people are able to influence different kinds of decisions. This module 

assesses employees' attitudes about to what extent they feel they can 

and should influence decisions made in the operation of the organization. 

Module 9: Individual Differences and Outcomes. This module attempts 

to assess the employees' attitudes about their life in general and their 

reactions to their jobs in a more global framework than does Module 2. 

Specifically, it attempts to determine the effect that the work performed, 
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the job environment and the organizational experience has on the employees' 

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

* Module 10: Compensation and Performance Evaluation. Pay and 

performance evaluation is a common thread among work organizations. This 

module addressed not only the employees' attitudes about pay and performance 

evaluation, but, more importantly, their perceptions of the process of these 

organizational activities. 

Tailoring the MAO 

As noted, the MAO is constructed to be a semi-standardized organiza-

tional assessment instrument. It is, of course, not possible in advance 

to specify every potential content area which may be of relevance to a 

given organization. Given the need to adapt the instrument to specific 

organizational setting, a limited number of items generated to meet the 

specific areas of interest for an organization may be added to any of the 

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

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

Theoretical Underpinnings of the Module 

There is no single organization theory upon which all of the modules 

of the MAO are based. Each module was constructed to represent the ex-

isting state of knowledge of that particular area. The instrument as a 

whole represents a systems view of organizational behavior (Katz and Kahn, 

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

* This module is under revision and is not included 
will be included and noted upon the completion of 

in t;he sample. 
that revision. 

It 
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choice on the part of organization members (Vroom, 1964; Lawler, 1973). 

Statements of the theoretical underpinnings of each of the individual 

modules are in preparation ~urrently and will be attached upon their com-

p1etion as addenda to this program report or included in· a subsequent program 

report •. 
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Module 1 

Demographics (Scales and Items) 

\Educational level 

* 122 What is your educational level? 

Family and dependents 

* 123 Are you married? 

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

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

Racial identification 

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

Sex 

* 121 Are you male, female? 

Tenure 

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

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

Urban-rural 

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

* 134 How old were you· on your last birthday? 
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Module 2 

General Items (Scales and Items) 

Intrinsic motivation 

*231 

*221 

*227 

I feel bad when I do a poor job. 

I get a feeling of personal satisfaction from doing my job well. 

Doing my job ,well gives me a good feeling. 

General job satisfaction 

*224 All in all, I am satisfied with my job. 

*230 In general, r like working here. 

*232 In general, I don't like my job. 

Organizational involvement 

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

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

Job/work security 

*237 

*235 

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

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

Turnover 

*236 

*228 

*225 

How likely is it that you will actively look for a new job in the 
next year? 

I often think about quitting. 

I will probably look for a new job in the next year., 

Internal turnover 

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

Self reports of performance 

*234 

*233 

In general, do you do quite high quality work? 

In general, do you do large quantities of work? 



*239 

*243 

*245 

242 

240 

244 

241 

246 

Module 2 - (cont'd) 

Effort 

I work hard on my job. *222 

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

[1] [2] [3J 14] 

I do not plan 
to work hard at 
all; almost 
anybody else will 
work harder than 
me 

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

Effort -+ Performance Contingencies 

Working hard ->- high productivity 

Working hard ->- doing my job well 

Working hard ->- good job performance 

Interpersonal Contingencies 

[5] 16J 

Working hard ->- pressure from co-workers not to work so hard 

Working hard -+ losing friends at work 

Working hard ->- gaining respect from co-workers 

Working hard -+ friendliness from co-workers 

Working hard -+ better treatment by co-workers 

f7l 

I plan to work 
harder than any
body else in 
this organization 

Compensation (placed in Parts 1 and 4 of core awaiting completion of com
pensation module) 

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

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



Module 2 - (cont'd) 

Compensation - (cont'd) 

My pay is fair considering what other organizations in'this area pay. 

I am very dissatisfied with my pay. 

I am very content with the way management handles pay. 

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



Module 3 

Job Facets: Importances and Contingencies (Scales and Items) 

Important/Satisfied: 

Interpersonal relations 

*333/351 

*326/344 

322/340 

the way people treat you 

the respect you receive from the people you work with 

the friendliness of the people you work with 

Intrinsic rewards 

*338/356 the opportunity to develop your skills and abilities 
325/343 the chances you have to learn new things 

330/348 the chances you have to do the things you do best 
*328/346 the chances you have to accomplish something worthwhile 
*332/350 the chances you have to do something that makes you feel 

abou.t yourself as a person 

the chances you have to take part in making decisions 

the amount of freedom you have on your job 

Extrinsic rewards 

*329/347 the amount of pay you get 

*321/339 the fringe benefits you receive 

*337/355 the amount of job security you have 

Work environment 

331/349 

335/353 

327/345 

the type of physical surroundings you have on your job 

the quality. of equipment you work with 

the resources you have to do your job 

Miscellaneous . 

324/342 your chances for getting a promotion 

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

good 



Module 3 - (cont'd) 

Good Performance Contingencies: 

Opportunity reward contingency 

you will have more freedom on your job 364 

*359 

361 

you will have an opportunity to develop your skills and abilities 

you will be given chances to learn new things 

Intrinsic contingency 

you will feel better about yourself as a person *358 

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

Extrinsic reward contingency 

*362 you will be promoted or get a better job 

*357 you will get a bonus or pay increase 

*360 you will have better job security 

Poor Performance Contingencies: 

Opportunity 

372 you will not be given more freedom in the future 

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

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

Intrinsic 

*366 

*371 

you will not feel good about yourself as a person 

you will feel badly 

Extrinsic 

*365 

*368 

*370 

you won't get a bonus or a pay increase 

you will be among the first to be fired or laid off 

you won't be promoted or given a better job 

the 

and 



Module 4 

Task and Role Characteristics (Scales and Items) 

Experienced Challenge: 

*454 How much challenge is there on your job? 

1 
There is very 
little challenge 
on my job; I don't 
get a chance to use 
any special skills 
and abilities and I 
never have jobs which 
require all my abili
ties to complete them 
successfully. 

4 
Moderate challenge 

7 
There is a great 
deal of challenge 
on my job; I get 
a chance to use 
my special skills 
and abilities and 
often have jobs 
which require all 
my abilities to 
complete success
fully. 

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

*477 On my job, I seldom get a chance to use my special ski 11s and 
abilities 

Experienced Meaningfulness: 

*461 The work·1 do on my job is meaningful to me 

*472 I feel that most of the things I do on my job are meaningless 

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

Experienced Responsibili~: 

469 I don't care very much how well my work gets done 

475 I feel personally responsible for the work I do on my job 

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

Experienced Work Influence: 

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

1 
Very little; I 
have almost no in
fluence in deciding 
what I do 

4 
Moderate influence; I 
have influence in some 
decisions, but not in 
other~ 

7 
High influence; I 
have a lot of in
~luence in most of 
the decisions about 
what I do 



Module 4 - (cont'd) 

Experienced Work Influence (cont'd) 

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

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

449 I have no control over the decisions made about my job 

Experienced Autonomy 

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

1 

Very litt~e; There 
are 'few decisions 
about my job which I 
can make by myself 

4 

A moderate amount; 
I have responsibility 
for deciding some of 
the things I do; but 
not others 

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

7 

Very much; There 
are many'decisions 
about my job which 
I can make by myself 

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

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

Experienced Role Conflict: 

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

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

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

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

Experienced Role Clarity: 

*476 Most of the time I know what I have to do on my job 

On my job I know exactly what is expected of me 

*421 I can usually predict what others will expect of me on my job 

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



Module 4 - (cont'd) 

l!: Task Feedback: 

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

1 
Not at all; I could 
work on my job indef
initely without ever 
finding out how well I 
am doing unless somebody 
tells me 

4 
Moderately; sometimes 
by just doing the job 
I can find out how well 
I'm performing; some
times I can I- t . 

7 
A great deal; I can 
almost always tell 
how well I'm per
forming just by 
doing my job. 

427 Just doing the work required by my job gives me many chances to 
figure out how well I am doing 

444 Even if no one tells me, I can figure out how well I am doing 
on my job 

Task Interdependence: 

458 How much do you have to cooperate directly with other people in 
this organization in order to do your job? 

I 
Very little; I can 
do almost all my work 
by myself. 

4 
A moderate amount; some 
of my work requires 
cooperating wi th others. 

7 
Very much; all my 
work requires co
operating with 
others. 

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

I 4 7 
Not at all; I never I sometimes need to Very much; I must 
have to meet or check meet or check with constantly meet or 
with others. others. check with others. 

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

446 I have to depend on the work performed by others in order to get 
the materials or information I need to do my work 

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



Module 4 ~ (cont'd) 

Task Uncertainty: 

456 How much uncertainty is there. in the job? 

1 4 
Very little; I al- Moderate uncertainty 
most always know what 
to expect and am never 
surprised by something 
happening unexpectedly on 
my job. 

7 
Very much; I almost 
never am sure what 
is going to happen, 
and unexpected things 
frequently happen. 

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

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

439 On my job,. most ·of my tasks are clearly defined 

422 I often have to deal with new problems on my job 

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

Pace Control: 

457 How much control doc. you have in setting· the pace of your work? 

1 

Very little; pace is 
predetermined and I 
must work at a strict 
pace set by someone or 
something else. 

4 

Moderate control of 
work pace 

426 My job allows me to control my own work pace 

44L I determine the speed at. which I work 

Variety and Skill: 

450 How much variety is there in your job? 

1 4 
Very little; I do pretty Moderate variety 
much the same things over 
and over, using the same 
equipment and procedures 
almost all the time. 

7 

Very much; I de
termine my own 
work pace 

7 
Very much; I do 
many things, using 
a variety of equip
ment and procedures. 

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

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



Module 4 ~ (contld) 

Variety and skill (cont'd) 

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

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

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

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

(2) Completed elementary school (8 grades) 

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

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

(5) Some college or technical training b.!'yond high school 
(1 - 3 years) 

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

(7) Some graduate school 

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

Experienced Role Overload: 

*480 I never seem to have enough time to get everything done 

*466 I have too much work to do to do everything well 

*474 The amount of work I am asked to do is fair 

*463 The level of performance expected of me is reasonable 

Experienced Resource Adequacy: 

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

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

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



Module 4 - (contld) 

Experienced Skill Adequacy: 

(subtract education level from level needed for the job) 

*437 I do not have enough training to do my job well 

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

Task Identity: 

459 How much does· your job involve your producing an entire product 
oi-iQ-erLiireservice? 

1 
My job involves do~ 
ing only a small part 
of the entire product 
or service; it. is a1.80 
worked on by others or 
by automatic equipment 
and I may .not see or be 
aware of much of the 
work which is done on the 
product or service. 

4 
My job involves doing 
a moderate sized 'chunk' 
of the work; while others 
are involved as well, 
my own contribution is 
significant. 

7 
My job involves 
producing the entire 
product or service 
from start to finish 
the final outcome 
of the work is 
clearly the results 
of my work. 

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

1 
None at all; it is 
hard to tell what impact 
my work makes on the pro
duct or service. 

4 
A moderate amount; the 
impact of my job is 
visible along with that 
of others. 

7 
A great amount; my 
work is clearly 
Visible, it makes 
a noticeable dif
ference in the final 
product or service. 

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

424 I can see the results of my own work 



Module 5 

Work Group Functioning (Scales and Items) 

Group homogeneity 

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

536 My work group contains members with widely varying backgrounds. 

Group goal clarity 

528 My group knows exactly what things it has to get done. 

543 Each member of my work group has a clear idea of the group's goals. 

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

Group cohesiveness 

*529 

*523 

*533 

I feel I am really part of my work group. 

I have confidence and trust in my co-workers. 

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

Group fragmentation 

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

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

527 There is constant bickering in my work group. 

Open process (contains three sub-scales) 

Task Process 

531 ~y co-workers are afraid to express their real views. 

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

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

Affect Process 

*535 We tell each other the way we are feeling. 

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



Module 5 - (cont'd) 

Decision Process 

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

541 Everyone has a say in decisions our group must make. 

Group goal difficulty 

532 My work group has goals which are difficult to achieve. 

540 The things this group is expected to accomplish are unreasonable. 

Rated group ~effectiveness 

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

547 We have a very productiye work group. 

524 My work group is known for not getting much done, 

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

Additional~ items 

537 My work group often acts without planning enough. 

544 I feel my work group's meetings are worthwhile. 

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

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



Module 6 

Supervisory Behavior (Scales and Items) 

Interpersonal competence 

My supervisor 

624 can't stand being criticized. 

662 has a hard time telling subordinates when they've done well. 

628 believes feelings have no place at work. 

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

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

634 is someone I can trust. 

Delegation and participation 

My supervisor • • • 

653 makes most decisions without asking subordinates for their 
opinions. 

669 lets subordinates alone unless they want help. 

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

656 makes important decisions without involving subordinates. 

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

623 encourages subordinates to participate in important decisions. 

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

Protection 

My supervisor 

654 stands up for subordinates. 

639 defends subordinates with "higher ups". 

~ Goal clarity 

My supervisor 

631 makes sure subordinates have clear goals to achieve. 

640 . makes sure subordinates know what has to· be done. 

644 makes it clear how I should do my job. 



Module 6 - (cont'd) 

Work facilitation 

My supervisor • • 

*657 h'elps me solve work related problems. 

*635 keeps informed about the work which is being done. 

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

Goal difficulty 

My supervisor .'. 

*633 demands that people give their best effort. 

*663 maintains high standards of performance. 

*666 insists that subordinates work hard. 

*638 demands that subordinates do high quality work. 

'" Evaluation 

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

How accurately does your supervisor evaluate or judge your perfor
mance? 

My supervisor 

658 does a good job of judging my pereovmance, 

X Blanket competence 

My supervisor • • . 

645 is competent. 

X Bias 

My supervisor . . 
632 is biased on the basis of race. 

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

670 tends to play favorites 



Module 6 - (cont'd) 

yBias :- (cont' d) 

My supervisor • 

661 gives some people special privileges. 

665 picks on certain people. 

650 is biased on the basis of sex. 

Supervisor competence -- technical 

My supervisor . 

*621 

*668 

*651 

plans out work in advance. 

knows the technical parts of his or her job extremely well. 

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

Supervisor competence -- social 

My supervisor 

*660 has the respect of subordinates. 

*626 is always fair with subordinates. 

*627 deals with subordinates well: 

Personal support 

My supervisor • . 

622 helps subordinates with their personal problems. 

641 is concerned about me as a person, 

652 feels each subordinates is important as an individual. 

Role support 

My supervisor 

629 does things to make my work life easier, 

671 keeps informed about how subordinates think and feel about things. 

625 keeps subordinates informed. 

648 helps subordinates develop their skills.' 



Supervisory contingencies 

My supervisor • 

Modu+e 6 - (cont'd) 

649 treats me better if I do a good job. 

642 rewards me for good performance. 

655 keeps poor performers from getting rewarded. 

659 praises good work. 

636 criticizes people who perform poorly. 



Module 7 

Intergroup Relations (Scales and Items) 

Internal differentiation scale 

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

739 People in other work groups are easy to work with, 

737 Different (work) groups seem to be working towards different goals, 

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

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

External differentiation scale 

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

732 Around here if one group wins another group loses. 

723 If another group gets a pay increase it is more difficult for our 
group to get one. 

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

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

Required interdependence 

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

726 It is necessary for groups to work together to get the job done. 

735 It is in my best interests for other work groups to perform well. 

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

Quality of intergroup relations 

*724 Some of the groups we have to deal with "won "t give an inch." 

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



Module 7 - (cont'd) 

Quality of intergroup relations - (cont'd) 

733 Different groups in this organization work together to solve com
mon problems. 

*736 In general, different groups here work well with each other. 

*740 There is a lot of conflict between different groups in this organi
.zation. 

*728 No matter how well we do, other groups continually criticize us. 

Open end 

What other groups do you have the most trouble with? 

What kinds of problems do you have with them? 

Outcomes ~ work functionality 

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

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

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

Outcomes - individual affect 

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

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

748 Despite the differences between groups here, this is a pretty good 
place to work. 

*747 Because of the problems that exist between groups I feel a lot of 
pressure on the job. 

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



Module 7 - (cont'd) 

Organizational conflict norms 

Fate mechanisms. 

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

753 When conflicts occur, people wait for them to go away. 

749 When problems arise, people usually ignore them, 

752 Conflicts are usually ignored when possible. 

Peaceful co-existence or smoothing 

751 People try at all costs to avoid offending others. 

754 Employees use diplomacy and tact to settle disagreements. 

Third party resolution 

759 An impartial referee is usually called upon to settle disagree
ments. 

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

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

Confrontation and direct resolution 

757 People openly discuss problems with co-workers. 

760 People meet most issues head on. 

755 People solve problems with others by confronting them directly. 

Problem solving approach 

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

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



Module 8 

Influence Structure (Scales and Items)l 

Influence over one's own work activities 

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

*821 how you do your own work. 

823 scheduling your work activities. 

*829 changing how you do your work •. 

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

849 what you do day to day. 

Influence over the allocation of personnel resources 

How much say you actually have in making decisions about 

825 hiring people. 

827 pay raises. 

*835 firing people. 

*841 promoting people. 

*837 when people take time off, 

Influence over coordination decisions 

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

831 what you should do when something unexpected happens. 

833 how to settle disagreements. 

*839 what to do if someone you depend on doesn't do their 

*845 how work will be divided up among people. 

*847 what to do if you don't get what you need to do 

Geueral ;nfluence 

*854 I have a lot of say over how decisions are made. 

*855 I seldom have decisions forced on me. 

*856 I can modify decisions made by other people. 

your 

job. 

work. 

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



Module 9 

Individual Differences and Outcomes (Scales and Items) 

General life satisfaction 

921 Boring - Interesting 

922 Enjoyable - Miserable 

923 Easy - Hard 

924 Useless - Worthwhile 

925 Friendly - Lonely 

926 Full - Empty 

927 Discouraging - Hopeful 

928 Tied Down - Free 

929 Disappointing - Rewarding 

930 Brings Out The Best In Me - Doesn't Give Me Much Of A Chance 

935 All in all, I am pretty happy these days. 

932 In general, my life is pretty satisfying, 

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

951 Successful - Not Successful 

960 Do Not Know My Job Well - Know My Job Well 

953 Important - Not Important 

958 Doing My Best - Not Doing My Best 

955 Sad - Happy 

956 Working My Hardest - Not Working Hard 

Flexibility 

954 Open - Closed 

957 Risky - Cautious 

959 Flexible - Rigid 

952 Copservative - Liberal 



Module 9 - (cont'd) 

Work related depression 

941 I feel down-hearted and blue. 

942 I get tired for no reason. 

943 I find myself restless and can't keep still. 

944 I find it easy to do the things I used to do. 

945 My mind is as clear as it used to be. 

946 I feel hopeful about the future. 

947 I find it easy to make decisions. 

948 I am more irritable than usual. 

949 I still enjoy the things I used to, 

950 I feel that I am useful and needed. 

Trust 

*933 People in this organization will do things behind your back. 

*937 People here feel you can't trust this c<llllpany. 

*939 I feel I can trust people in this company. 

Change orientation 

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

x*938 If we made a few changes here, this could be a much better place 
to work. 

*931 Changes here always seem to create more problems than they solve. 

*936 It's really not possible to change things around here. 

*934 When changes are made in this organization, the employees usually 
lose out in the end. 



I SlG 
eSURVEY 

RESEARCH 
CENTER 

Ie 

-

INSTITUTE FOR 
SOCIAL RESEARCH 

THE UNIVERSITY 
OF MICHIGAN 

ANN ARBOR 
MICHIGAN .18106 
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CORE QUESTIONNAiRE 

This questionnaire is being "sed to obtain data about the place you 
work as a human organization. :!he results of this study will be used to 
help employees and managers within this oJ:galli~bout the current 
perceptions and feelings of peo~_ h~lf it is to be useful, it is imp.:;;:tant 
that- you answer each question frankly and honestly. This is not a test and 
there are no rignt or wrong answers. 

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

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

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

To help insure your privacy, we prefer not to have your name or any 
easily identifiable infromation on your questionnaire. At the same time, we 

need to match your questionnaire. with another you may fill out in the future 
and with information obtained from other e sources (such as personnel and pay
roll records). To meet these two conditions, we provide a special identification 
number assigned by our research staff for each employee. This will be used 
only for matching information from different sources and times, not for any 
other purpose. The codes and names will be kept in our confidential files. 

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

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

THE SURVEY RESEARCH CENTER 



GENERAL INSTRUCTIONS 

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

~. 
SJ 

.::,'~ 
~ ~ Q~ 
~ ~ ~ * ~ ,,-,<if .,<'i'~ ,.!' ~ ... * 

v <;) ... ~ ... 

~-\ ~~ ~4, It:" ~4, ~4,. 
c,.$'~ Q-{)"rfC ~~ ~;q.:s r.,~~ ".~'l;v.. r.,o¢.O~ 

enjoy the weather in this town. .......................................... [1] [2] [3] [4J [5] [6] [7] 

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

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

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

* * * * * * * * 

This is your Michigan identification number: 

These codes are for Michigan use only: 

Deck: 
9999: 
Label: 

GO RIGHT ON TO PART 1, next page .. 



PART J 

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

All of your responses are strictly confidential; individual responses will not be seen 
by anyone within this organization. We appreciate. your help in' providing this important 
information. 

1. Are you . (check one) J 

[1 JFemale 

2. 

[2] Male 

What is your educational level? 
(indicate highest completed) 

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

j 

[2] Completed elementary school 
(8 grades) 

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

[4] Graduated from high school or 
G.E.D. 

[5] Some coliege or technical training 
beyond high school 

(1 - 3 years) 

[6] Graduated from college 
(B.A., B.S., or other 
bachelors degree) 

[7] Some graduate school 

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

3. Arc you married? j 
[1] Yes 

[2] No 

4. In what year did you first come' 
to work for this organization? 
(for example, if you started in 
1972 you would answer 1972) 

19_ 

S. Is your income the primary source ) 
of financial support for your im
mediate famify? 

[1] Yes 

[2J No 

6. How long have you been in your 
present job in this organization (even 
though your pay may have changed)? 

[1 J Less than 30 days 

[2] 1 3 months 

[3] 4 11 months 

[4J 1 3 years 

[5] More than 3 years 

7. Arc you - ) 
111 Biack 

[2] Oriental 

[3] America! Indian 

[4] Spanish surnamed 

[5J White 

[6] None of the above 



8. About how many hours do you 
usually work per week? 

___ hours 

9. What was the size of the community 
in which you spent tl:1e largest por-
tion of your life up to the time 
you were sixteen years old? 

[1] On a farm or ranch 

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

[3] A suburban town near a city 

[4] A sm;'JI city (less than 100,000 
people) 

[5J A large city (more than 100,000 

\ 
I , 
\ 

\ , 
I 

people) J 

10. How old were you on your last 
< birthday? 

___ years 

j 

1'1'. How many dependents do you have J 

(others who depend on your <income-
for their financial support)? 

___ dependents 

~ \ . 
\I)' 

<', h"'" 
) 
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PART 2 

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

12. HERE ARE: SOME STATEMENTS ABOUT 
YOU AND YOUR JOB. HOW MUCH DO 
YOU AGREE OR DISAGREE WITH .EACH? 

a. get a feeling of personal satisfaction from 
doing my job well. . .................................................. . 

b. work hard on my job ................................................. . 

c. If I had the chance, I would take a different job 

[1] [2] [3] [4] [5] [6] [7] 
[1] [2] [3] [4] [5] [6] [7] 

within this organization. ............................................ [1] [2] [3] [4] [5] [6] [7] 

d. All in all, I am satisfied with my job. ........................ [11 [2] [3J [4] [5] [6] [7] 

e. will probablY look for a new job in the next 

f. 

g. 

h. 

year ............................................................................ . 

am very dissatisfied with my pay ............................. . 

Doing my job well gives me a good feeling. . ............ . 

often think about quitting .......................................... . 

i. I am very content wi th the way management 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1 J [2J [3] [4] [5] [6] [7J 

[1 J [2] [3] [4] [5J [6J [7] 

handles pay. ................................................................ [lJ [2] [3] [4] [5] [6] [7] 

j. In general, I like working here. ..................................... [1] [2] [3] [4J [5J [6] [7J 

k. I feel bad when I do a poor job. ................................ [1] [2] [3] [4] [5] [6] [7] 

I. In general, I don't like my job. ................................... [lJ [2] [3] [4] [5] [6] [7J 
m. My pay is fair considering what other people in 

this organization are paid. ........................................ [1] [2] [3] [4] [5] [6J [7] 

13. PLEASE ANSWER THE FOLLOWING QUESTIONS. 

a. In general, do you do' quite large quantities of work? 

[1] [2J [3] [ 4] [5] [6] [7J 

No, I don't do a 

very large amo unt 

of WOrk 

Yes, I do a very 

large amount 

of work 



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

a. 

b. 

c. 

Warm weather --+- Sweating [1] [2] [3] [4] [5J [6] [7J 

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

,,-
*~ 

.... 
ii 

~< .'" ,} I' 0"1' ,# -<!-. .,0 
~ 

Working hard ~ high productivity ..................... [1 J [2] [3] [4J [5] [6] [7] 

Working hard --+ doing my job well ..............•... [1] [2] [3J [4] [5] [6] [7] 
Working hard ---+- . good job performance ...... , ..... [1] [2J [3J Hl [5] [6] [7J 



PART.3 

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

15. DIFFERENT PEOPLE WANT DIFFERENT 
THINGS FROM THEIR WORK. HERE IS 
A LIST OF THINGS A PERSON COULD 
HAVE ON HIS OR HER JOB. ~ 
IMPORTANT IS EACH OF THE FOLLOW-
ING TO YOU? ;:.~ .. ~ {;-'> 

~. ,<P 
!l. ,<' ,,~ 

;''' 
.<:'1' ,<, 

~ ¢J¢ "'~ ;''' 
HOW IMPORTANT IS ,l· " " .<' 

-01:' &- ,,>4' 0$ 
0.<> 'vT 

a. the fringe benefits you receive. . ........................... [3] [4] [5] [6] [7] [8] [9] 

b. the friendliness of the people you work 
with . ......................................................................... [3] [4] [5] [6J [7] [8] [9] 

c. the respect you receive from the people you 
work with. ............................................................... [3] [4] [5] [6] [7] [8] [9] 

d. the chances you have to accomplish some-
thing worthwhile . ..................................................... [3] [4] [5] [6] [7] [8] [9] 

e. · the amount of pay you get. . ............................... [3] [4] [5] [6] [7] [8] [9] 

HOW IMPORTANT IS 

f. · the chances you have to do something that 
makes you feel good about yourself as a 
person . ...................................................................... [3] [4J [5] [6] [7] [8] [9] 

g. · the way you are treated by the people 
you work with. ....................................................... [3J [4] IS] [6] [7] [8] [9] 

h. your chances for getting ahead in this 
organization . ............................................................. [3] [4] [5] [6] [7] [8] [9] 

i. · the amount of job security you have. ................ [3] [4] [5] [6] [7] [8] [9] 
j. the opportunity to develop your skills 

and abilities. ............................................................ [3] [4] [5J [6] [7] IS] [9J 



16. IN THE QUESTION YOU JUST ANSWERED YOU 
RATED THE IMPORTANCE OF DIFFERENT AS
PECTS OF YOUR WORK. 

HERE YOU ARE BEING ASKED SOMETHING DIF
FERENT. IN THIS QUESTION, PLEASE INDICATE 
~ SATISFIED YOU ARE WITH EACH OF THE 
FOLLOWING ASPECTS OF YOUR JOB. 

HOW SATISFIED ARE YOU WITH 

a. 

b. 

c. 

d. 

e. 

f. 

g. 

the fringe benefits you receive ........................... .. 

the friendliness of the people you work 
with ......................................................................... . 

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

the chances you have to accomplish some· 
thing worthwhile. . ................................................. .. 

the amount of pay you get. .. ............................ .. 

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

. the way you are treated by the people you 
work with ............................................................... . 

h. your chances for getting ahead in this 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

organization. ............................................................. [1] [2] [3] [4] [5] [6] [7] 

i. . the amount of job security you have ................. [1] [2] [3] [4] [5] [6] [7] 

j. the opportunity to develop your skills and 
abilities. .................................................................... [1] [2] [3] [4] [5J [6] 17] 

17. HERE ARE SOME THINGS THAT COULD HAP-
PEN TO PEOPLE WHEN THEY Q2- THEIR lOBS 
ESPECIALLY WELl. HOW LIKELY IS IT THAT 

",'" 
EACH OF THmTHINGS WOULD HAPPEN IF ..:;-~ ",'" 

YOU PERFORMED YOUR JOB ESPECIALLY WELL? .t 0'" ",'" 
~ ,>'i:l 

~'" 
",'" 

",' .'" ~o' 
.,.0 ., . 

~ ~ <0'" ",0 0: 

a. You will get a bonus or pay increase .......................... [1] [2] [3] [4] [5] [6] [7] 
b. You will feel better about yourself as a person ......... [1] [2] [3] [4] [5] [6] [7] 
c. You will have an opportunity to develop your 

skills and abilities . ...................................................... [1] [2] [3] [4] [5] [6] [7] 
d. You will have better job security. .. ............................... [1] [2] [3] [4] [5] [6] [7] 
e. You will be promoted or get a better job ................. [ 1] [2] [3] [4] [5] [6] [7] 

f. You will get a feeling that you've accomplished 
something worthwhile ................................................. [ 1] [2] [3] [4] [5] [6] [7] 

",'" 
.:.;.~ 



18. HERE ARE SOME THINGS THAT COULD 
HAPPEN TO PEOPLE WHEN THEY DO THEIR 
lOBS ESPECIALLY POORLY. HOW liKELY 
IS IT THAT EACH OF THESE THINGS WOULD 
HAPPEN IF YOU PERFORMED YOUR JOB ;,. ... 

J;o"' ;,. ... 
ESPECIALLY POORLY? '>~ v~ ,,~ 

~ "'~ 
;,. ... 

;,. ... 
~ ,.'" v~ 

.<$' 
~.~ 

<$'. .~. .s ". S- ",+ 0: 

a. You won't get a bonus or a pay increase. ................. [1 ] [2] [3] [4] [5] [6] [7] 

b. You will not feel good about yourself as a 
person . ..................................... _ .................................. [1] [2] [3] [4] [5] [6] [7] 

c. You will not be given the opportunity to develop 
your skills and abilities. ............................................ [1] [2] [3] [4] [5] [6] [7] 

d. You will be among the first to be fired or laid 
off . ........... u .................................................................. [1] [2) [3] [4] [5] [6] [7] 

e. You won't be promoted or given a better job. .......... [1] [2] [3J [4] [5] [6] [7] 

f. You will feel badly. . ........................................................ [1] [2] [3] [4] [5] [6] [7] 



PART 4 

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

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

a. Most of the time I know what I have to do 
on my job ................................................................ . 

b. The things I do on my job are important to me .... . 

c. To be successful on my job requires all my 
skill and ability. ......................................................... [1] [2] [3] [4] [51 [6] [7] 

d. How much pay I receive depends almost entirely 
on how well I perform my job. ............................ [1] [2] [3] [4] [5] [6] [7] 

e. There are very few things about my job that 
I can decide for myself. .......................................... [1] [21 [3] [4] [SJ [6J [7J 

f. On my job I know exactly what is expected 
of me ........................................................................... [1] [2J [3J [4] [SJ [6] [7J 

g. never seem to have enou gh time to get every-
thing done ............ _ ...................................................... [1] [2] [3J [4J [SJ [6] [7] 

AGREE OR DISAGREE 

h. I have all the skills need in order, to do 
my job. ....................................................................... [1] [2] [3] [4J [5] [6J [7] 

i. My pay is fair considering what other organization's 
in this area pay. ........................................................ [1] [2J [3J [4J [5] [6J [7] 

j. have too much work to do to do everything 
well. ............................................................................. [1] [2J [3] [4J [SJ [6J [7] 

k. Most of the time, people make it clear what 
they expect of me. ................................................... [1] [2J [3] [4J [SJ [6] [7] 

!. The work I do on my job is meaningful to me. ...... [1] [2] [3J [4J [SJ [6] [7] 

m. I, cam usually predict what others will expect of 
me on my job. .......................................................... [1 J [2] [3J [4J [5] [6] [7] 

n. On my job, I seldom get a chance to use my 
special skills and abilities. ......................................... [1] [2J [3] [4J [SJ [6] [7J 



AGREE OR DISAGREE 

o. have the freedom to decide what I do on my 
job ............................................................................... . [1] [2] [3] [4] [5] [6] [7] 

p. 

q. 

do not have enough training to do my job 
well ............................................................................. . 

The amount of work I am asked to do is fair. 

[1] [2] [3] [4] [5], [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

r. It is basically my own responsibility to decide 
how my job gets done. ............................................ [1] [2] [3] [4] [5] [6] [7] 

s. Considering my skills and the effort I put into 
my work, I am very satisfied with my pay. [1] [2] [3J [4] [5] [6] [7J 

t. I feel that most of the things I do on my job 
are meaningless. .......................................................... [1] [2] [3] [4] [5] [6] [7] 

u. The level of performance expected of me is 
reasonable ..•................................................................. [1] [2] [3] [4] [5] [6] [7] 

20. How much challenge is there on your job? 

[1] 

There is very little 

challenge on my 

job; I don't get a 

chance to use any 
speciaJ skills and 

ab ilities and I 

never have jobs 

which require all my 

abiHties -to complete 

them successfully. 

[2] [3] [4] 

Moderate challenge 

[5] [6] [7] 

There is a great 

deal of challenge 

6n my job; I get 

a chance to use 

my special skills 

and abilities and 

often have jobs 

which require all 

my abilities to com

plete successfully. 

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

[ 1] 

Very little; there 

are few decisions 

about my job which 

I can make by my

self. 

[2] [3] !4] 

A moderate amount; 

I have responsibility 

for deciding some of 

the things I do, but 

not others. 

[5] [6] [7] 

Very much; there 

are many decisions 

about my job which 

I can make by my

self. 



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

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

[2J Completed elementary school (8 grades) 

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

[4J Graduated from high school or G.E.D. 

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

[6J Graduated from college (B.A., B.S., or 
other bachelors degree) 

[7J Some graduate school 

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



r , 

PART 5 

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

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

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

23. THE FOLLOWING ARE STATEMENTS THAT 
MAY OR MAY NOT DESCRIBE YOUR WORK 
GROUP. HOW MUCH DO YOU ~ OR 
DISAGREE WITH EACH STATEMENT? 

a. Some of the people I work with have no 
respect for oL'lers. ......................•.•.............................. [1] [2] [3] [4] [5] 

[3] [4) [5J 

[6] (7) 

[6J [7] b. In my group, everyone's opinion gets listened to ...... . [1] [2] 

c. I look forward to being with the members of my 
work group each day ............................................... . [1] [2J [3] [4) [5J [6] [7] 

d. We tell each other the way we are feeling. . .............. . 

e.. I feel I am really part of my work group. ................ [1] [2] [3] [4] [5] [6] [7] 

f. There is constant bickering in my work group. .......... [1] [2J {3] [4] [5] [6] [7] 

g. I have confidence and trust in my co·workers. ........... [1] [2] [3] [4] [5] [6] [7] 

h. If we have a decision to make, everyone is 
involved in making it. ............................................... [1] [2J [3] [4] [5] [6] [7] 

i. There are feelings among members of my work 
group which tend to pull the group apart. .......... [1] [2] [3J [4J [5J [6] [7] 

j. If I had a chance to do the same kind of work 
for the same pay in another work group, I 
would still stay here in this work group. ............. [1] [2] [3] [4] [5] [6J [7J 



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

a. 

HOW MUCH DO YOU AGREE OR DISAGREE 
WITH EACH STATEMENT AS A DESCRIPTION 
OF HOW DIFFERENT GROUPS GET ALONG 
HERE? 

No matter how well we do, other groups 
always criticize us. . ................................................... . 

b. Despite the differences between groups here, this 
is a pretty good place to work .............................. [1] [2] [3] (4] [5] [6] [7] 

c. There is a lot of conflict between different groups 
in this organization. ................................................... [1] [2] [3] [4] [5] [6] [7] 

d. Members of our group work harder because we 
are in competition with other groups. ................... [1] [2] [3] [4] [5] (6] [7] 

e. In general, different groups here work well with 
each other. ....................•............................................. [1] [2] [3] [4] [5] [6] [7] 

f. Conflict that exists between groups gets in the way 
of getting the job done. .......................................... [1] [2] [3] [4] [5] [6] [7] 

g. Because of the problems that exist between groups, 
I feel a lot of pressure on the job. ...................... [1] [2] [3] [4] [5] [6] [7] 

h. Some of the groups we have to deal with "won't 
give an inch." ............................................................. [1] [2] [3] [4] [5] [6] [7] 

i. There is 00 much conflict between groups that I 
often don't feel like coming to work. ................... [1] [2] [3] [4] [5] [6] [7] 



PART 6 

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

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

MY SUPERVISOR ... 

a. insists that subordinates work hard. . .................... 

b. helps me discover problems before they get 
too bad. .................................................................... 

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

d. is always fair with subordinates. ........................... 

e. maintains high standards of ·performance. . ........... 

f. helps me solve work related problems. ................ 

MY SUPERVISOR 

g. knows the technical parts of his or her job 
extremely well. ••••••••••••••••••••••••••••••••••••••••••••••••••••••• 0. 

h. demands that subordinates do high quality 
work . ........................................................................ 

i. has the respect of subordinates. ........................... 

j. plans out work in advance. .................................. 

k. demands that people give their best effort. ........ 

I. deals with subordinates well. ................................. 

m. keeps informed about the work. which is 
being done . .............................................................. 

[1] [2J [3] [4] [5] [6] [7] 

[1] [2] [3] [4) [5] [6J [7] 

[1] [2J [3) [4) [5) [6] [7] 

[ 1) [2) [3] [4) [5] [6] [7] 

[1] [2) [3) [4) [5J [6] (7] 

[1 J [2J [3) [4) [5) [6] [7] 

[ 1) [2] [3J [4] [5] [ 6J [7] 

[ 1) [2) [3] [4] [5) [ 6] [7] 

[1 J [2J [3 J [4) [5] [6) [7J 

[1) [2) [3J [4) [5] [6] [7J 

[1] [2] [3] [4) [5) [6) [7J 

[1] [2] [3] [4) [5J [6) [7] 

[1] [2] [3] [4] [5) [6] (7) 



PART 7 

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

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

26. HERE IS A LIST OF DECISIONS WHICH GET 
MADE AT WORK. FOR EACH OF THE FOL
LOWING DECISIONS, PLEASE INDICATE .llilli 
MUCH SAY YOU ACTUALLY HAVE IN MAKING 
THESE DECISIONS. 

a. Changing how you do your work ................................. [1] [2] [3] [4] [5] [6] [7] 

b. How work will be divided up among people. .............. [1] [2] [3] [4] [5] [6] [7] 

c. Promoting people ........ ,..................................................... [1] [2] [3] [4] [5] [6] [7] 

d. How to handle problems you face in your work ........ [1] [2] [3] [4] [5] [6] [7] 

e. What you do day to day. .............................................. [1] [2] [3] [4] [5] [6] [7] 

f. When people take time off. ............................................ [1] [2] [3] [4] [5.] [6] [7] 

g. What to do if you don't get what you need to 
do your work. ............................................................ [1] [2] [3] [4] [5] [6] [7] 

h. How you do your own work ......................................... [1] [2] [3] [4] [5] [6] [7] 

i. Firing people. .................................................................... [1] [2] [3] [4] [5] [6] [7] 

j. What to do if someone you depend on doesn't 
do their work. ........................................................... [1] [2] [3] [4] [5] [6] [7] 

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

0' 
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a. can modify decisions made by other people. ........... [1] [2] [3] [4] [5] [6] [7] 

b. seldom have decisions forced on me. ......................... [1] [2] [3] [4] [5]' [6] [7] 

c. have a lot of say over how decisions are made. ..... [1] [2] [3] [4] [5] [6] [7] 



PART 8 

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

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

People differ in the way they feel about things so, of course, there are no "best" 
or "right" answers. What we want is a true reflection of the way you feel, so please 
respond to each statement as accurately as possible. . 

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

a. Changes here always seem to create more problems 
than they solve. . ....................................................... .. 

b. In general, my life is pretty satisfying ......................... . 

c. People in this organization will do things behind 
your back .................................................................. . 

d. When changes are made in this organization, the 
employees usually lose out in the end ................. . 

e. All in all, I am pretty happy these days ................... . 

f. It's really not possible to change things around 

[1] [2] [3] 14] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3J [4J [5] [6] [7] 

[1] [2] [3] [4] [5J [6J [7] 

[1] [2] [3] [4] [5] [6] [7] 

here. .....................................•....................................... [1] [2] [3] [4] [5J [6] [7] 

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

h. If we made a few changes here, this could be a 
much better place to work. ..................................... [1] [2] [3] [4] [5] [6] [7] 

i. I feel I can trust people in this company. ................. [1] [2] [3] [4] [5] [6] [7] 

j. think that changes in this organization tend to 
work well. ................................................................... [1] [2] [3] [4] [5] [6] [7] 



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

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

[1 J Much too long 

[2] Somewhat too long 

[3J Just about right 

[4 J Somewhat too short 

[5J Much too short 

30. How seriously did you answer the questions? 

[1 J Not at all seriously 

[2J A little seriously 

[3J Somewhat seriously 

[4J ~Quite seriously 

[5 J Very seriously 

31. How much did you enjoy taking this questionnaire? 

[1 J Not at all pleasant, enjoyable or fun 

[2J A little enjoyable 

[3J Somewhat enjoyable 

[4] Quite enjoyable 

[5J Extremely pleasant, enjoyable and fun 

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

Once again, thank you. 

COMMENTS: 
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MODULE 1 - DEMOGRAPHICS 

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

All of your responses are strictly confidential; individual responses will not be seen 
. by anyone within this organization. We appreciate your help in providing this important 

information. . 

1. Are you - (check one) 

[1] Female 

[2] Male 

2. What is your educational level? 
(indicate highest completed) 

01 :21 

01 :22 

4. In what year did you first come 
to work for this organization? 
(for example, if you started in 
1972 you would answer 1972) 

19 __ 

5. Is your income the primary source 
of financial support for your im-

01 :24-27 

[1]. Some elementary school 
(grades 1 - 7) 

[2] Completed elementary school 
(8 grades) 

mediate family? 01 :28 

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

[4] Graduated from· high school or 
G.E.D. 

[5] Some college or technical training 
beyond high school 

(1 - 3 years) 

[6] Graduated from college 
(B.A., B.5., or other 
bachelors. degree) 

[7] Some graduate school 

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

3. Are you married? 

[1] Yes 

[2] No 

01:23 

[1] Yes 

[2] No 

6. How long have you been in your 
present job in this organization (even 
thOUgh your pay may have changed)? 

01:29 

[1] Less than 30 days 

[2] 1 3 months 

[3] 4 - 11 months 

[4] 1 - 3 years 

[5] More than 3 years 

7. Are you -

[1] Black 

[2] Oriental 

[3] Americal Indian 

[4] Spanish surnamed 

[5] White 

[6] None of the above 

01 :30 



8. About how many hours do you 
usually work per week? 

___ hours 

9. What was the size of the community 
in which you spent the largest por
tion of your life up to the time 

01:31-32 

you were sixteen years old? 01 :33 

[1 J On a farm or ranch 

[2] In a rural area, hot on a 
farm or ranch 

[3] A suburban town near a city 

[4] A small city (Jess than 100,000 
people) 

[5J A large city (more than 100,000 
people) 

10_ Howald were you on your last 
birthday? 01 :34-35 

____ years 

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

___ dependents 



MODULE 2 - GENERAL ATfnUDES 

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

1. 

a. 

b. 

HERE ARE S@ME STATEMENTS ABOUT 
YOU AND YOUR JOB. HOW MUCH DO 
YOU AGREE OR DISAGREE WITH EACH? 

, "::":-;:;',:: ::;:'~~~~~~;:~":-\ 
I work hard on my job. . ............................................... . 

c. If I had the chance,. I would take a different job 
within this organization. ............................................ [1] [2] [3] [4] [5] [6] [7] 

J d. All in all, I am satisfied with my job. ........................ [1] [2] [l] [4] [5] [6] [7] 

e. . I will probably look for a new job in the next 
year. ............................................................................. [1] [2] [3] [4] [5] [6] [7] 

f. What happens to this. organization is really impor· 
tant to me. ................................................................ [1 J [2J [3] [4] [5J [6] [7] 

g. Doing my job well gives me a good feeling. .............. [1] [2] [3] [4] [5] [6] [71 

h. often think about quitting. .......................................... [1] [2] [3] [4] [5] [6] [7] 

i. I don't care what happens to this organization as 
long as I get my pay check. .................................. [1] [2J [3] [4] [5] [6] [7J 

j. In general, I like working here. ..................................... [1] [2] [3] [4] [5] [6] [7] 

k. I feel bad when I do a poor job. ............................... [1] [2] [3] [4] [5] [6J [7J 

I. In general, I don't like my job. .................................... [1] [2J [3] [4] [5] [6] [7] 

I 2. PLEASE ANSWER THE FOLLOWING QUESTIONS 

a. In general, do you do quite large quantities of work? , 

[1] [2] [3] [4] [5] [6] [7J 

02:21 

02:22 

02:23 

02:24 

02:25 

02:26 

02:27 

02:28 

02:29 

02:30 

02:31 

02:32 

02:33 

No, I don't do a 

very large a mount 

of work 

Yes, I do it very 

large amount 

of work 



PLEASE ANSWER THE FOLLOWING QUESTIONS ... 

b. 

c. 

d. 

e. 

f. 

In general, do you do quite high quality work? 

[ 1] 

No, I generally don't 

do very high quality 

work 

How likely is it that 

[2] 

you 
another employer with 
and benefits you now 

How likely is it that you 
new job in the next 

How likely is it that you 

[3] [4J 

could find a job with 
about the same pay 
have? .................................... 

will actively look for a 
year? ...................................... 

might be fired or laid 
off? .............................................................................. 

[5] [6] 

.,."' .,."' '>~ 

~ 
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~' ,.'" $oz, 
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[1) [2] [3J [4J [5] 

[1] [2] [3J [4] [5] 

[1] [2J [3 J [4J [5J 

.,."-
..:..'* 

[6J 

[6J 

[ 6J 

02:34 

[7] 

Yes, I generally 

do very high 

quality work 

.,."" ..:..~ 
,,"-

."" '<.I 
",+ 

[7] 02:35 

[7] 02:36 

[7J 02:37 

During the coming months, how hard do you plan to work? How much effort do 
you intend to put into doing your job? 02:38 

[1 J 

I do not plan to 

work hard at all; 

almost everybodY 

else will work harder 

[2] [3J [4 J 

I plan to work: 

about as hard as 

everybody else 

[5] [6J [7J 

I plan to work 

harder than any~ 

body else in this 

organization 



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

a. 

b. 

c. 

d. 

e. 

f. 

g. 

h. 

Warm weather -- Sweating [1] [2] [3] [4] [5] [6] [7] 

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

,,' ~,. 

~ .' 
.< .,<" ,} 

.~ .<> <$"0 ,;;..< ,:>0<" 0«::' >i" 
Working hard --> high productivity ..................... [1] [2] [3] [4] [5] [6] [7] 

, 

Working hard --> losing friends at work ............ [ 1] [2] [3] [4] [5] [6] [7] 
Working hard ---+ friendliness from co·workers [ 1] [2] [3] [4] [5] [6] [7] 
Working hard ---+ pressure from co-workers 

not to work so hard ............. [1] [2] [3] [4] [5] [6] [7] 
Working hard --> doing my job well . ............... [1] [2] [3] [4] [5] [6] [7] 
Working hard -- gaining respect from co-

workers ..................................... [1] [2] [3] [4] [5] [6] [7] 

Working hard --> good job performance ...•........ [ 1] [2] [3] [4] [5] [6] [7] 

Working hard ----T better treatment by. co' 
workers ..................................... [1] [2] [3] [4] [5] [6] [7] 

! 

02:39 

02:40 

02:41 

02:42 

02:43 

02:44 

02:45 

02:46 



MODULE 3 - JOB FACETS: IMPORTANCES AND CONTINGENCIES 

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

1. DIFFERENT PEOPLE WANT DIFFERENT 
THINGS FROM THEIR WORK. HERE IS 
A LIST OF THINGS A PERSON COULD 
HAVE ON HIS OR HER JOB. HOW 
IMPORTANT IS EACH OF THE FOLLOW- .. ~ ING TO YOU? ~ ,'" 

11° .. ~ / ,<' r§'" ,<' 
;:.4. ~ .. ll ;;'"' ~ ~<; 

HOW IMPORTANT IS .<" v 
$-",flI 

.<' 
~o't;;o'" " c: "'~ 

a. the fringe benefits you receive. . ........................... [3J [4J [5J [6] [7J [8] [9] 
b. the friendliness of the people you work 

with . ......................................................................... [3J [4] [5J [6J [7J [8] [9J 
c. the amount of freedom you have on your 

job. . .......................................................................... [3] [4] [5J [6] [7J [8] [9J 
d. your chances for getting a promotion. ............... [3J [4 J [5] [6J [7J [8J [9J 
e. the chances you have to learn new things. . ....... [3J [ 4J [5J [6J [7J [8J [9J 
f. the respect you receive from the people you 

work with. . .............................................................. [3J [4 J [5J [6J [7J [8J [9J 

HOW IMPORTANT IS 

g. the resources you have to do your job. . ........... [3J [4] [5 J [6J [7J [8J [9J 
h. . the chances you have to accomplish Some-

thing worthwhile. ..................................................... [3J [4] [5J [6J [7J [8J [9J 
i. . the amount of pay you get. ................................ [3J [ 4J [5J [6J [7J [8J [9J 
j. the chances you have to do the things you 

do best. .................................................................... [3J [4 J [SJ [6J [7J [8J [9J 
k. the type of physical surroundings you have 

on your job. ........................................................... [3J [4J [5J [6J [7J [8J [9J 
I. the chances you have to do something that 

makes you feel good about yourself as a 
person . ...................................................................... [3J [4 J [SJ [6J [7J [8J [9J 
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03:25 

03:26 
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03:28 
03:29 

03:30 
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03:32 
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HOW IMPORTANT IS .. ~~ ~., i/o "' .... 11>~ 'v'll ,<, 
.<' ~'lJ\ ~ "'~. .; 

m. the way you are treated by the people ~" " 0'" <v+ 

you work with. ....................................................... [3] [4] [5J [6] [7] 18] [9] 

n. your chances for getting ahead in this 
organization. ............................................................. [3] [4J [5] [6] [7] [8J [9J 

o. the quality of the equipment you wor-k 
with. .......................................................................... [3] [4] [5] [6] [7] [8J [9J 

p. the chances you have to take part in making 
decisions. .................................................................. [3J [4] [5J {6J [7] [8] [9J 

q. the amount of job security you have. ................ [3] [ 4J [5J [6J [7] [8J [9] 

r. the opportunity to develop your skills and 
abilities. ..................................................................... [3J [4] [5] [6] [7] [8] [9] 

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

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

HOW SATISFIED ARE YOU WITH 

a. the fringe benefits you receive. 

b. the friendliness of the people you work-
with. ......................................................................... [1 J [2] [3] [4J [5] [6] [7] 

c. the amount of freedom you have on your 
job. ........................................................................... [1 J [2] [3] [4] [5] [6] [7] 

d. your chances for getting a promotion. ................ [1] [2J [3J [4] [5J [6] [7] 

e. the chances you have to learn new things. ....... [1 J [2J [3] [4] [5J [6] [7] 

f. the respect you receive from the people you 
work with. ............................................................... [lJ [2J [3J [4J [5] [6] [7] 

HOW SATISFIED ARE YOU WITH 

g. 

h. 

i. 

j. 

the resources you have to do your job. [1] [2] [3J [4J [5] [6] [7]-

the chances you have to accomplish some· 
thing worthwhile ...................................................... [lJ [2] [3J [4J [5J [6J [7J 

the amount of pay you get. ................................ [lJ [2] [3J [4] [5] [6J [7] 

the chances you have to do the things you 
do best. .................................................................... [1] [2J [3J [4J [5] [6] [7] 

;,~ 

<~ 
9° ,<, 
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3:47 
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HOW SATISFIED ARE YOU WITH 

k. the type of physical surroundings you have 

I. 

m. 

n. 

o. 

p. 

q. 

r. 

3. 

on your job ............................................................ . 

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

the way you are treated by the people 
you work with. . ..................................................... . 

your chances for getting ahead in this 
organization ............................................................. . 

the quality of the equipment you work 
with ......................................................................... . 

the chances you have to take part in making 

[1] [2] [3J [4] [5J [6] [7] 

[1 J [2J [3] [4J [5] [6] [7] 

[1] [2J [3J [4] [5] [6J [7] 

[1] [2J [3J [4J [5J [6J [7l 

decisions. ................................................................... [1] [2J [3J [4J [5J [6J [7J 

the amount of job security you have. ................ [1] [2] [3] [4J [5] [6] [7J 

the opportunity to develop your skills and 
abilities. ..................................................................... [1] [2] [3] [4J [5J [6] [7] 

HERE ARE SOME THINGS THAT COULD 
HAPPEN TO PEOPLE WHEN THEY DO THEIR 
JOBS ESPECIALLY WELL HOW LIKELY IS 
IT THAT EACH OF THESE THINGS WOULD ",'" ~4, 
HAPPEN .IF YOU PERFORMED YOUR JOB ..:.,* ..:>'f. 

",'" 
ESPECIALL Y WELL? ~ ~ .;}f 

~ ,,'<:- ",'" 
",' $-"~ .<$' 

.c-0' 
<$ 

",0 0: ~+ 

a. You will get a bonus or pay increase. . ........................ [1] [2J [3J [ 4J [5] [ 6J [7J 

b. You will feel better about yourself as a person . ........ [1 J [2J [3J [4J [51 [6J [7J 
c. You will have an opportunity to develop your 

skills and abilities. ...................................................... [1] [2J [3J [4J [5J [ 6J [7J 
d. You will have better job security. ................................. [1] [2] [3] [4] [5] [6] [7J 
e. You will be given chances to learn new things. . ........ [1] [2J [3J [4J [5]. [6J [7] 

f. You will be promoted or get a better job . ................. [1 J [2J [3] [4] [5] [6J [7J 
g. You will get a feeling that you've accomplished 

something worthwhile . ............................................... [1 J [2J [3] [4] [5] [6] [7J 
h. You will have more freedom on your job. .................. [ 1] [2] [3J [4] [5] [ 6J [7] 

",'" 
..;;.'f. 
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4. HERE ARE SOME THINGS THAT COULD , 
HAPPEN TO PEOPLE WHEN THEY DO THEIR 
JOBS ESPECIALLY POORLY. HOW LIKELY 
IS IT THAT EACH OF THESE THINGS WOULD 
HAPPEN IF YOU PERFORt>1ED YOUR JOB <i-"' <i-"' ;;."' ESPECIALLY POORLY? ,,~ ~ .;,,~ 

~ 
v 

;;."' .. ~ 
..:>Vi iJ."' 

'<"~ J" .<1' 
-<.-o~ # ."". ~ .,0 

0.'" ~ 

a. You won't get a bo'nl:fs or a pay increase. . ................ [ 1] [2] [3] [4] [5] [6] [7] 3:65 
b. You will not feel good about yourself as a 

person . ............................................ , ............................. [1] [2] [3] [4] [5] [6] [7] 3:66 

c. You will not be given the opportunity to develop 
your skills and abilities. ............................................ [1] [2] [3] [4] [5] [6] [7] 3:67 

d. You will be among the first to be fired or laid 
off . ............................................................................... [1] [2] [3] [4] [5] [6] [7] 3:68 

e. You will not be given the opportunity to learn 
new things irithe future. ......................................... [1] [2] [3] [4] [5] [6] [7] 3:69 

f. You won't be promoted or given a better job. .......... [1] [2] [3] [4] [5] [6] [7] 3:70 

g. You will feel badly. .., ........................................... ' ............ [1] [2] [3J [4] [5] [6] [7] 3:71 
h. You will not be given more freedom in the future. .. [1] [2] [3] [4] [5] [6] [7] 3:72 



MODULE 4 - TASK AND ROLE CHARACTERISTICS 

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

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

§;oo 
AGREE OR DISAGREE WITH EACH 
STATEMENT AS A DESCRIPTION OF <:>'4' , 
ypUR JOB? o· ({Jrt. <:-0 < .-.~ 4't ~ ~ §; -Q'" Q" ~ ~ I"' I"' I"' 

I 
~~4. ~r(;t. ~4. ~1fI4. ~"\ ,g. t:%4. 

o ~ ~ § ~ ~ 0 

a. can usually predict what others will expect ,,'<$ ~"'\ ,,~ ~({J 4' ",,'" c,¢. 

of me on my job. .................................................... [1J [21 [3J [4J [5] [61 [7J 4:21 
b. often have to deal with new problems on my 

job . .............................................................................. [1 J [2J [3J [ 4J [5J [6J [7J 4:22 
c. My opinions are not considered in decisions which 

are made about my job. .......................................... [1 J [2J [3 J [4J [5] [6] [7] 4:23 
d. can see the results of my own work. ......•................ [1 J [2J [3] [4] [5] [6] [7] 4:24 
e. frequently have to stop to get the things that 

I need on my job. .................................................... [1] [2J [3J [ 4J [5J [6] [7J 4:25 
f. My job allows me to control my own work pace. [1] [2J [3J [ 4J [5J [6J [7J 4:26 
g. Just doing the work required by my job gives 

me many chances to figure out how well 
I am doing. ...................................................... -......... [1 J [2J [3 J [4] [5J [6J [7] 4:27 

h. On my job, people ask me to do things which 
get in the way of my other work. ....................... [1 J [2J [3J [4J [5J [6J [7] 4:28 

i. On my job, there are procedures for handling 
everything that comes up . ........................................ [1 J [2J [3J [ 4J [5J [6J [7J 4:29 

j. have a great deal of say over what has to be 
done on my job. ................................ -...................... [1 J [2J [3J [4J [5J [6J [7J 4:30 

k. To do my job well, I have to work closely with 
other people . ............................................................... [1J [2J [3 J [4J [5J [6] [7] 4:31 

I. On my job, I often have to break rules in order to 
get everything done. .................................................. [1] [2J [3J [4 J [5] [6J [7J 4:32 

m. There are very few things about my job that , 
can decide for myself. .............................................. [1 J [2J [3J [4J [5J [6J [7J 4:33 

n. On my job, I produce a whole product or per· 
form a complete service. ......................................... ,. [1 J [2J [3J [4J [5] [6J [7J ,4:34 

o. It takes a long time to learn the skills required 
to do my job well. .................................................. [1] [2J [3J [4J [5J [6J [7J 4:35 



2. What is the level of education you feel is needed 

3. 

a. 

by a person in your job? 4:36 

[1 J Some elementary school (grades I - 7) 

[2J Completed elementary school (8 grades) 

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

.[ 4 J Graduated from· high school or G.E.D. 

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

[6J Graduated from college (B.A., B.5., or 
other bachelors degree) 

[7J Some graduate school. 

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

HERE ARE SOME STATEMENTS WHICH 
DESCRIBE JOBS. HOW MUCH DO YOU 
AGREE OR DISAGREE WITH EACH 
STATEMENT AS A DESCRIPTION OF 
YOUR JOB? 

I do not have enough training to do. my job 
well ...............................................•.............................. 

b. On my job, I often have to handle surprising 
or unpredictable situations. ....................................... [1 J [2J [3J [4J [5J [6J [7J 

c. On my job, most of my tasks are clearly defined. ... [1 J [2J [3J [4J [5J [6J [7J 

d. get to do a number of different things on my 
job .............................................................................. . 

e. determine the speed at which I work ...................... . 

f. My job is pretty much of a one person job--
there is little need for checking or meeting 

[1} [2J [3) [4} [5J [6} [7] 

[1} [2J [3} [4J [5J [6} [7J 

with others .................................................................. [1J [2J [3J [4J [5J [6J [7] 
g. have difficulty getting the tools and supplies I 

need on my job. ....................................................... [1] [2J [3] [4] [5] [6) [7] 

h. Even if no one teHs me, I can figure out how 
well I am doing on my job. .................................. [1 J [2] [3} [4] [5J [6} [7] 

4:37 

4:38 

4:39 

4:40 

4:41 

4:42 

4:43 

4:44 



YOUR JOB - AGREE OR DISAGREE 

i. Most of the time, people make it clear what they 
expect of me. . ... , ............................................... ; ....... . 

j. have to depend on the work performed by others 
in order to get the materials or information 
I need to do my work. ........................................... [1 j [2] [3] [4] [5] [6] [7] 

k. My job requires that I do the same things over 
and over. .................................................................... [1 j [2] [3] [4J [5J [6J [7J 

I. My job is so simple that virtually anybody could 
handle it with little or no initial training. ............ [1 J [2] [3J [4J [5J [6] [7] 

m. have no control. over the decisions made about 
my job. ....................................................................... [1] [2J [3J [4] [5] [6] [7] 

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

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

4. How much ~ is there in your job? 

[ 1] [2] [3] [4] [5J [6] [7] 

4:45 

4:46 

4:47 

4:48 

4:49 

4:50 

Very little; I do 

pretty much the 

same things over 

and over, using the 

same equipment 

Moderate variety Very much; i do 

many things, using 

and procedures almost 

all the time. 

a variety of equip
ment and procedures. 

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

[ 1] 

None at all; it is 

hard. to tell what 

impact my work 

makes on the pro..: 

duct or service. 

[2J [3] [4 J 

A moderate amount; 

the impact of my 

job is visible along 

with that of others. 

[5J [6] [7J 

A great amount; 

my work is clearly 

visible, it makes a 

noticeable difference 

in the final product 

or service. 



6. 

7. 

8. 

9. 

How much freedom do you have on your job? That is, how much db you decide on your 
own what you do on your job? 4:52 

[1] 

Very little; there 

are few decisions 

about my job which 

I can make by my

self 

[2] 

How often does you job 
zation? 

[1] [2] 

Not at all; I never 

have to meet or 

check with others 

[3] 

require that you 

[3] 

[4] 

A moderate amount; 

I have responsibility 

for deciding some of 

the things I do~ but 

not others 

[5J 

meet or check with other 

[4] [5J 

sometimes need 
to meet or check 
with others 

How much challenge is there on your job? 

[1] 

There is very little 

challenge on my 

job; I don't get a 

chance to use any-. 

special skills and 

abilities and I never 

have jobs which 

require all my abili

ties to co mplete 

them soccessfully 

[2] [3J [4] [5] 

Moderate challenge 

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

[1 J 

Not at all; I could 

work on my job 

indefinitely without 

every finding out 

how well I am doing 

unless somebody tells 

me 

[2] [3] [4J 

Moderately; some· 

times by just doing 

the job I can find 

out how well I'm 

performing, some~ 

times I can't 

[5J 

[6] 

people in this 

[6] 

[6J 

[6] 

[7J 

Very much; there 

are many decisions 

abo-ut my job which 

I can make by my

self 

organi-
4:53 

[7J 

Very often; I must 

constantly meet or 

check with others 

4:54 

[7J 

There is a grea t 

deal of chaHenge 

on my job; I get 

a chance to use 

my special skills 

and abilities and 

often have jobs 

which require all 

my abilities to 

complete success~ 

fully. 

4:55 

[7] 

A great deal; 

can al most always 

tell how well I'm 

performing just by 

doing my job 



10. How much uncertainty is there in your job? 

11. 

[ 1] 

Very little; I al most 

always know what 

to expect and am 

never surprised by 

something happening 

unexpectedly on my 

job 

How much control 

[ 1] 

Very little; pace 

is predetermined 

and I must work 

at a strict pace 

set by someone 

or something else 

[2] 

do you 

til 

[3] [4] 

Moderate uncertainty 

have in setting the pace of your 

[3] [4] 

Moderate control 

of work pace 

[5] [6] 

work? 

[5] [6} 

4:56 

[7] 

A great deal; 

almost never am 

sure what is 

going to happen I 

and unexpected 

things frequently· 

happen 

4:57 

[7] 

A great deal; 

determine my own 

work pace 

12. How much do you have to cooperate directly with other people in this organization in order 
to do your job? 4:58 

[ 1] 

Very little; I can 

do almost all my 

work by myself 

[2] [3] [4] 

A moderate amount; 

some of my work 

requires cooperating 

with others 

[5J [6] [7] 

Very much; all my 

work requires co

operating with others 

13. How much does your job involve your producing an ~ eroduct or an entire service? 4:59 

[ 1] 

My job involves 

doing only a 

small part of the 

entire product or 

service; it is also 

worked on by 

others or by auto

matic equipment 

and I may not see 

or be aware of much 

of the work which is 

done on the product 

or service 

[2] [3] [4] 

My job involves 

doing a moderate 

sized 'chunk' of 

work; while others 

are involved as well, 

my own contribu

tion is significant 

[5] [6] [7} 

My job' involves 

prod ucing the 

entire product or 

service from start 

to finsih, the final 

outcome of the 

work is clearly the 

results of my work 



14. How.!!!!!.0 ~ do you have over the things you do on your job? That is, to what degree 
can you influence decisions about what you do on your job? 4:60 

[ 1] [2] [3] 14] [5] [6] [71 

Very little; I have 

almost no influence 

in deciding what I 

do 

Moderate influence; 

I have influence in 

some decisions but 

not in others 

A great deal; I 

have a lot of 

influence in most 

of the decisi ons 

about what I do 

15. THE .FOLLOWING STATEMENTS DESCRIBE 
HOW YOU MIGHT' FEEL ABOUT YOUR 
JOB. HOW MUCH DO YOU AGREE OR 
DJSAGREE WITH EACH STATEMENT? 

a. The work I do on my job is meaningful to 
me ............................................................................... . 

b. It is basically my own responsibility to decide" 

[1] [2] [3] [4] [5] [6] [7] 

how my job gets done ...•......................................... [1] [2] [3] [4] [5] [6] [7] 

c. The level of perfOrmance expected of me is 
reasonable. ................................................................... [1] [2] [3] [4] [5] [6] [7] 

d. The things I do on my job are important to me. .... [1] [2] [3] [4] [5] [6] [7] 

e. To be successful on my job requires all my 
skill and ability. ......................................................... [1] [2] [3] [4] [5] [6] [7] 

f. have too much work to do to do everything 
well. ............................................................................. [1] [2] [3] [4] [5] [6] [7] 

g. ha ve all the skills I need in order to do my 
job. ............................................................................... [1] [2] [3] [4] [5] [6] [7] 

HOW YOU FEEL ABOUT YOUR JOB - AGREE OR DISAGREE 

h. To satisfy some people on my job, I have to 
upset others. ............................................................... [1] [2] [3] [4] [5] [6] [7] 

i. I don't care very much how well my work gets 
done. ............................................................................ [1] [2] [3] [4] [5] [6] [7] 

'j. On my job, it is hard to tell what good perfor· 
mance means ............................................................... [1] [2] [3] [4] [5] [6] [7] 

k. have the freedom to decide what I do on 
my job ..........• _........................................................... [1] [2] [3J [4] [5J [6] [7J 

I. feel that most of the things I do on my job 
I [1 J [2J [3J [4'J [5] [6'J [7] are meaning e~s . ........................................................ ~. 

m. On my job, I can't satisfy everybody at the 
same time. .................................................................. [1 J [2J [3J [4J [5] [6J [7] 

n. The amount of work I am asked to do is fair. ........ [1 J [2J [3J [4J [5] [6] [7J 

4:61 
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4:64 

4:65 

4:66 

4:67 

4:68 

4:69 

4:70 

4:71 

4:72 

4:73 

4:74 



HOW YOU FEEL ABOUT YOUR JOB -

AGREE OR DISAGREE 

o. I feel personally responsible for the work I do 
on my job ................................................................. . [1] [2] [3] [4J [5] [6J [7] 

p. Most of the time I know what I have to do on 
my job. ....................................................................... [1] [2] [3] [4] [5] [6] [7] 

q. On my job, I seldom get a chance to use my 
special skills and abilities. ......................................... [1] [2] [3] [4J [5] [6] [7] 

r. It's important to me that I do my job well. ............. [1] [2J [3] [4] [5] [6] [7] 

s. have trouble getting the facts and information 
I need to do my job well. ..................................... [1] [2] [3] [4] [5] [6] [7] 

t. never seem to have enough ti me to get every-
thing done. .................................................................. [1] [2] [3] [4] [5] [6] [7] 

4:75 

4:76 

4:77 

4:78 

4:79 

4:80 



naire 
most 

MODULE 5 - WORK GROUP FUNCTIONING 

This part is concerned with work groups in this organization. 
please think of your "work group" as the set of people with 
closely on a ·day-to-day basis. 

For this question
whom you work 

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

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

1.. THE FOLLOWING ARE STATEMENTS THAT 
MAY OR MAY NOT DESCRIBE YOUR WORK 
GROUP. HOW MUCH- DO YOU AGREE OR 
DISAGREE WITH EACH STATEMENT? 

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

b. My work group comes up with ideas that help 

[1] [2] [3] [4] [5] [6] [7] 

the organization operate more effectively. .............. [1] [2] [3][4] [5] [6] [7] 

c. I have confidence and trust in my co·workers. ........... [1] [2] [3] [4] [5] [6] [7] 

d. My work group is known for not getting much 
done •................................................... __ ....................... [1] [2] [3] [4] [5] [6] [7] 

e. In my group, everyone's opinion gets listened to. ...... [1] [2] [3] [4] [5] [6] [7] 

f. In my work group we can generally tell what has 
to be done next. ....................................................... [1 J [2] [3] [4J [5] [6] [7J 

g. There is constant bickering in my work group. .......... [1 J [2J [3] [4} [5] [6] [7J 

h. My group knows exactly what things it has to 
get done ............ __ ........................................................ [1] [2] [3J [4] [5] [6J [7J 

i. I feel I am really part of my work group. ................ [1] [2] [3] [4J [5] [6J [7J 

j. When we need to, my 'work group can make 
good decisions quickly ........................................... __ .. [1] [2J [3] [4] [5] [6} [7] 
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5:30 



2. THE FOLLOWING ARE STATEMENTS THAT 
MAY OR MAY NOT DESCRIBE YOUR WORK 
GROUP. HOW MUCH DO YOU AGREE OR 
DISAGREE WITH EACH STATEMENT? 

a. My co·workers are afraid to express their real 
views. ...............•........................................................... [1] [2] [3] [4] [5] [6] [7] 

b. My work group has goals which are difficult 
to achieve. ...........•...................................................... [1] [2] [3] [4] [5] [6] [7] 

c. I look forward to. being with the members of 
my work group each day. ....................................... [1] [2] [3] [4] [5] [6] [7] 

d. If we have a decision to make, everyone is 
involved in making it. ............................................... [1] [2] [3] [4] [5] [6] [7] 

e. We tell each other the way we are feeting, ................ [1] [2] [3] [4] [5] [6] [7] 

f. 

g. 

h. 

i. 

3. 

a. 

b. 

c. 

d. 

e. 

f. 

My work group contains members with widely 
varying backgrounds .................................................. . 

My work group often acts without planning 
enough ...............................•......................................... 

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

I'm very satisfied with the work grou p I'm in. . ........ . 

SOME FINAL QUESTIONS ABOUT YOUR 
WORK GROUP. 

The things this group is expected to accomplish 
are unreasonable ....................................................... _, 

Everyone has a say tn decisions our group must 
make ...............................•............................................ 

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

Each member of my work group has a clear idea 
of the group's goals ................................................. . 

I feel my work group's meetings are worthwhile ....... . 

In my group we try to keep our personal feelings . 
to our'selves. . .............................................................. . 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

g. If I had a chance to do the same kind of work 
for the same pay in another work group, ! 
would still stay here in this work group. ............. [1] [2] [3] [4] [5] [6] [7] 

h. We have a very productive work group. ....................... [1] [2] [3] [4] [5] [6] [7] 

i. Some of the people I work with have no respect 
for others. .................................................................... [1] [2] [3] [4] [5] [6] [7] 
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MODULE 6 - SUPERVISORY BEHAVIOR 

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

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

MY SUPERVISOR 

a. 

b. 

c. 

d. 

e. 

f. 

g. 

h. 

plans out work in advance. .................................. [1] [2J [3J [4]' [5] [6] [7] 

helps subordinates with their personal 
problems. .................................................................. [1] [2] [3] [41 [5] [6] [7] 

· encourages subordinates to participate in 
important decisions. ................................................. [1] [2] [3J [4] [5] [6] [7] 

can't stand being criticized. ................................... [1] [2] [3J [4] [5] [6] [7] 

keeps subordinates informed. .................................. [1] [2] [3] [4] [5] [6] [7] 

is always fair with subordinates. .......................... [1] [2] [3] [4] [5J [6] [7] 

· deals with subordinates well. ................................. [1] [2] [3] [4J [5] [6J [7] 

believes feelings have no place at work. ............. [1] [2] [3J [4J [5J [6] [7] 

MY SUPERVISOR 

i. · does things to make my work life easier. .......... [1] [2J [3J [4] [5] [6] [7] 

j. encourages subordinates to speak up when they 

k. 

I. 

m. 

n. 

o. 

disagree with a decision. ........................................ [1] [2] [3] [4] [5] [6] [7] 

makes sure subordinates have clear goals to 
achieve ............... u ••••••••••••••••••••••••••••••••••••••••••••••••••••• 

is biased on the basis of race. 

demands that people give their best effort ....... . 

is someone I can trust. ........................................ . 

keeps informed about the work which is 
being done .............................................................. . 

[1] [2] [3J [4] [5] [6] [7] 

[1] [2] [3J [4J [5] [6] [7J 

[1] [2J [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5J [6J [7] 

[1] [2] [3) [4] [5] [6] [7] 
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MY SUPERVISOR 

p. criticizes people who perform poorly ................. . 

q. leaves it up to me to decide how to go 
about doing my job. .............................................. [1] [2] [3] [4]. [5] [6]7 [7] 

r. demands that subordinates do high quality 
work. ........................................................................ [1] [2] [3] [4] [5] [6] [7] 

s. . defends subordinates to "higher ups." ................. [1] [2] [3] [4] [5] [6] [7] 

t. makes sure subordinates know what has to 
be done. ................................................................... [1] [21 [3] [4] [5] [6] [7] 

.u. is concerned about me as a person. ................... [1] [2] [3] [4] [5] [6] [7] 

v. rewards me for good performance. ...................... [1] [2] [3] [4] [5] [6] [7J 

w. never gives me a chance to make important 
decisions on my own ............................................. [1] [2] [3] [4][5] [6] [7] 

MY SUPERVISOR 

x. makes it clear how I should do my job. .......... [1] [2] [3J [4] [5] [6] [7J 

y. is competent. ........................................................... [1] [2J [3] [4] [5J [6] [7] 

z. helps me discover problems before they get 
too bad. ................................................................... [1] [2J [3J[4J [5] [6] [7] 

aa. doesn't realize how he or she makes subor-
dinates feel. ............................................................. [1] [2] [3] [4] [5] [6] [7] 

bb. helps subordinates develop their skills. ................. [1] [2] [3] [4] [5] [61 [7] 

cc. treats me better if I do a good job. ................. [1] [2J [3] [4] [5J [6] [7] 

dd. is biased on the basis of sex. .............................. [1 J [2] [3J [4] [5J [6] [7] 

ee. handles the administrative parts of his or her 
job extremely well. ................................................. [1] [2J [3] [4] [5] [6] [7] 

MY SUPERVISOR 

ff. 

gg. 

hh. 

ii. 

jj. 

kk. 

II. 

mm. 

nn. 

feels each subordinate is important as an 
individual. ................................................................. [1] [2J [3] [4] [5] [6] [7] 

makes most decisions without asking subor· 
dinates for their opinions. ..................................... [1] [2] [3] [4] [5J [6] [7] 

stands up for subordinates. ................................... [1] [2J [3J [4J [5J [6] [7] 

keeps poor performers from getting rewarded.... [1] [2J [3J [4] [5] [6] [7] 

makes important decisions without involving 
subordinates. ............................................................ [1] [2] [3] [4] [5] [6] [7J 

helps me solve work related problems. ................ [1] [2] [3] [4] [5J [6J [7J 

does a good job of judging my p~rformance ..... [1] [2] [3] [4] [5] [6] [7] 

praises good work. .................................................. [1] [2] [3] [4] [5J [6J [7] 

has the respect of subordinates. ........................... [1] [2] [3] [4] [5J [6J [7J 
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MY SUPERVISOR :-.,.-\ f.,'l.o 'Q ~ ~ ~-l, ~ 
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,,-.; <::J' ~ ',;;.'Ct '*~ '1(-* ,,-¢. 
00. gives some people special privileges. . .................... III [21 [3[ 14[ 151 [6[ 17[ 6:61 
pp. has a hard time telling subordinates when 

they've done well. ................................................... [1 ] [2} [3] [4] [5] [6] [7] 6:62 
qq. maintains high standards of performance. . ........... [1] [2] [3] [4] [5] [6] [7] 6:63 
rr. looks for a subordinate to blame when things 

go wrong . ••• h .•..•..•••....•••••••••...••.••.•.••.....•.•...•.•..•.••.•• [ 1] [2] [3] [4] [5] [6J [7J 6:64 
ss. "picks" pn certain people. . ................................... [1] [2] [3] [4] [5] [6J [7] 6:65 
tt. insists that subordinates work hard. . .................... [1] [2] [3] [4] [5] [6] [7] 6:66 
uu. knows how well I am doing my job. ................ [ 1] [2] [3] [4] [5] [6] [7] 6:67 
vv. knows the technical parts of his or her job 

extremely well. ................... .. ~.: ................................. [1] [ 2] [3] [4] [5] [6] [7J 6:68 

ww. lets 5ubordinates alone unless they want 
help . .••.•.•.•.•.. ;. ..................................... h ••.•••.•...••••.••••• [1] [2] [3] [4] [5] [ 6] [7] 6:69 

xx. tends to play favorites. . ......................................... [ 1] [2] [3] [4] [5] [6] [7] 6:70 
Y'j: keeps inforrned about how subordinates think 

and feel about things. ............................................ [ 1] [2] [3] [4] [5] [6] [7J 6:71 
zz. favors peopie who think like he or she does. . .. [ 1] [2] [3] [4] [5] [6] [7] 6:72 

aaa. evaluates my perfonmance accurately. .. ................. [ 1] [2] [3] [4} [5} [6] [7] 6:73 



MODULE 7 - INTERGROUP RELATIONS 

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

1. 

a. 

THE STATEMENTS BELOW DESCRIBE HOW 
DIFFERENT GROUPS FUNCTION IN AN 
ORGANIZATION. THINKING ABOUT BOTH 
YOUR OWN WORK GROUP AND THE OTHER 
GROUPS YOU WORK WITH, HOW MUCH DO 
YOU AGREE OR DISAGREE WITH EACH OF 
THESE STATEMENTS AS A DESCRIPTION OF 
HOW THINGS ARE IN THIS ORGANIZATION? 

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

b. People in different work groups are different 
"kinds" of people. ..................................................... [1 J [2J [3J [4] [5] [6] [7] 

c. If another group gets a pay increase it is more 
difficult for our group to get one. ........................ [1] [2] [3] [4] [5] [6J [7] 

d. Some of the groups we have to deal with "won't 
give an inch." ............................................................. [1] [2] [3] [4] [5] [6] [7] 

e. We can't change the way we do things without 
clearing it with other groups. .................................. [1 J [2] [3] [4] [5J [6] [7] 

f. It is necessary for groups to work together to 
get the job done. ...................................................... [1] [2] [3J [4J [5J [6] [7] 

g. People in other work groups really try to under·' 
stand the problems and conditions we have 
to deal with on our jobs ......................................... [1] [2] [3] [4] [5] [6] [7J 

h. No matter how well we do, other groups 
always criticize us. ..................................................... [1] [2] [3J [4J [5J [6] [7] 

i. What other work groups do affects what my work 
group can do. ............................................................ [1] [2] [3] [4] [5] [6] [7] 

j. Groups around here just don't cooperate with each 
other. ........................................................................... [1] [2] [3] [4] [5] [6] [7] 

k. If you know what work group people are in you 
know a lot about them. ........................................... [1] [2J [3] [4] [5] [6] [7) 

I. Around here if one group wins another group 
loses .............................................................................. [1] [2] [3] [4] [5] [6] [7] 
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HOW MUCH DO YOU AGREE OR DISAGREE 
WITH THE FOLLOWING STATEMENTS AS A 
DESCRIPTION OF HOW THINGS ARE IN THIS 
ORGANIZATION? 

m. Different groups in this organization work together 
to solve common problems, ..................................... . 

n. Because there isn't enough money, not all groups 
get what they need. .................................................. [1] [2J [3J [4J [5J [6J [7J 

o. It is in my best interests for other work groups 
to perform Well. ......................................................... [1 J [2J [3J [4J [5J [6J [7J 

p. In general, differerit groups here work well with 
each other. ..•............................................................... [1 J [2J [31 [4J [5] [6] [7] 

q. Different groups seem to be working toward 
different goals. ......•..................................................... [1] [2] [3] [4] [5] [6J [7] 

r. When things go well for my group they seem to 
go badly for other groups. ....................................... [1] [2] [3J [4J [5J [6J [7] 

s. People in other work groups are easy to work 
with. ............................................................................ [1 J [2J [3] [4] [5] [6] [7] 

t. There is a lot of conflict between different 
groups in this organization. ...................................... [1] [2] [3] [4J [5J [6] [7J 

2. MOST ORGANIZATIONS HAVE SOME CONFLICTS 
BETWEEN GROUPS. THIS CONFLICT CAN HAVE 
DIFFERENT KINDS OF RESULTS. BELOW ARE .' SOME STATEMENTS ABOUT THE RESULTS OF ,r; 
CONFLICT. HOW MUCH DO YOU AGREE OR <:i'~ 

DISAGREE WITH EACH STATEMENTS? .' r§' ~(j\ 
~,?'r;1i • ~~ ~'lJ e'lJ 

<:i ~' ~ ~ 
:-\ q. ~ \" ~ ... ~~¢j;\,";~A 

~ $ ~~ ~f!.J ~ ;G. <' 
r.,~o <5$" ", .... 40 ~i.~ 4,lq ~*¢i "..j.0 a. There is so much conflict with other groups around 

here that I freg uentl y feel very tense .................... [1] [2J [3J [4] [5J [6J [7J 

b. Despite conflict between groups work seems to get 
done around here ........•............................................. [1] [2J [3] [4J [5] [6] [7] 

c. The amount of conflict that exists between groups 
here makes this an unpleasant place to work ...... [1 J [2J [3] [4J [5J [ 6J [7J 

d. Members of our group work harder because we are 
in competition with other groups ........................... [1 J [2] [3] [4] [5] l6] [7] 

e. There is so much conflict between' groups that I 
often don't feel like coming to work ..................... [ 1] [2] [3] [4] [5J [6] [7] 

f. The conflict that exists between groups gets in 
the way of getting the job done. . ......................... [ 1] [2J [3 J [4] [5] [6] [7] 

g. Because of the problems that exist between groups 
I feel a lot af pressure on the job ....................... [1 J [2] [3J [4] [5] [6] [7] 

h. Despite the differences between groups here, this 
is a pretty good place to work .............................. [1] [2J [3] [4 J [5J [6] [7J 
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3. What groups here do you have the most trouble with? 

4. What kinds of problems do you have with them? 

5. IN ORGANIZATIONS CONFLICT BETWEEN 
GROUPS IS OFTEN DEALT WITH IN 
DIFFERENT WAYS. BELOW IS A LIST 
OF METHODS WHICH MIGHT BE USED 
TO RESOLVE CONFLICT. J:lillI' ill.
QUENTLY ARE EACH OF THESE METHODS 
USED TO RESOLVE CONFLICT IN THIS 
ORGANIZATION. 

a. When problems arise, people usually ignore them. ...... [1] [2] [3] [4] [5] [6] [7] 

b. When problems arise everybody involved works 
together to solve them ............................................... [1] [2] [3] [4] [5] [6] [7] 

c. Pea pie try at all costs to avoid offending others. ...... [1] [2] [3] [4] [5] [6] [7] 

d. Conflicts are usually ignored when possible. ................. [1] [2] [3] [4] [5] [6] [7] 

e. When conflicts occur, people wait for them to 
go away ...................................................................... [l] [2] [3] [4] [5] [6] [7] 

f. Employees use diplomacy and tact to settle dis-
agreements. .................................................................. [1] [2] [3] [4] [5] [6] [7] 

g. People solve problems with others by confronting 
them directly. ............................................................. [1] [2] [3] [4] [5] [6] [7] 

h. Supervisors are generally asked to resolve conflicts 
between subordinates .................................................. [1] [2) [3] [4] [5] [6] [7] 

i. People openly discuss problems with co·workers. ......... [1] [2] [3] [4] [5] [6] [7] 
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HOW FREQUENTLY .. 
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j. When people have problems with eaeh other they 

,,0 0 .;s 
generally sit down and work them out . ................ [ 1] [2] [3] [4] [5] [6] [7] 7:5S 

k. An impartial referee is usually called upon to 
settle disagreements. ................................................... [ 1] [2] [3] [4] [5] [6] [7] 7:59 

I. People meet most· issues head on . ................................. [ 1] [2] [3J [4] [5] [6] [7] 7:60 

m. Most problems with eo-workers take care of them-
selves if left alone. .................................................... [ 1] 12] [3] [4] [5] [6] [7] 7:61 

n. When contlict arises,.a neutral person makes the 
final decision. _ ............................................................. [ 1] [2] [3] [4] [5] [6] [7] 7:62 



MODULE 8 - INFLUENCE STRUCTURE 

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

As in other parts, read the directions in the boxes and answer the questions by 
checking the numbers which best represent your opinions. 

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

a. How much say you actually have 
in making these decif.ons. 

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

1. Decisions about HOW YOU DO YOUR OWN 
WORK. 

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

b. How much say you feel you ili2!llii 
have in making these decisions ............................. . 

~. 

[ 1] 

[ 1] 

2. Decisions about SCHEDULING YOUR WORK ~'0J ;1..1 •. , 
ACTIVITIES. 

a. How much say you actuall:t have in 
making these decisions. ........................................... [1] 

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

3. Decisions about HIRING PEOPLE. 

a. How much say you actually have in 
making these decisions ............................................. [1] 

b. How much say you feel you should 
have in making these decisions:-:-- [1] ................... , ......... 

. ",,~ " ~ 0' (J< 

~ ",' 

~' "" ... 
(J ",< 

" ..... 
.t> .,..<:\ 

",. ",. 

". ~ ~ 

[2] [3] [4] [5] [6] [7] 

[2] [3] [4] [5] [6] [7] 

[2] [3] [4] [5] [6] [7] 

[2] [3] [4] [5] [6] [7] 

[2] [3] [4] [5] [6] [7] 

[2] [3] [4] [5] [6] [7] 

0' 
" ..... 
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4. Decisions about PAY RAISES. 

a. How much say you actually have in 
making these decisions ........................................... . [1] [2] [3] [4] 

b. How much say you feel you should 
have in making these decisions ............................... [1] [2] [3] [4] [5] [6] [7] 

5. Decisions about CHANGING HOW YOU DO 
YOUR WORK. 

a. How much say you actually have in 
making these decisions. ............................................ [1][2] [3] [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decision;:-:::-::..................... [1] [2] [3] [4] [5] [6] [7] 

6. Decisions about WHAT YOU SHOULD DO WHEN 
SOMETHING UNEXPECTED HAPPENS. 

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions. ............................. [1] [2] [3] [4] [5] [6] [7] 

7. Decisions about HOW TO SETILE DISAGREEMENTS. 

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions. ............................. [1] [2] [3] [4] [5]' [6] [7] 

8. Decisions about FIRING PEOPLE. 

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

b. How much say you feel you ~ 
have in making these decisions. .............................. [1] [2] [3] [4] [5] [6] [7] 

9. Decisions about WHEN PEOPLE TAKE TIME OFF. 

a. How much say. you actually have in 
making these decisions. ........................................... [1] [2] [3J [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions:-=...................... [1] [2] [3] [4] [5] [6] [7] 
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10. Decisions about WHAT TO DO IF SOMEONE YOU 
DEPEND ON DOESN'T DO THEIR JOB. 

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

b. How much say you feel you should 

[1] [2] [3] [4] [5] [6] 

have in making these decisions:-::::::::.................... [1] [2] [3] [4] [5] [6] [7] 

11. Decisions about PROMOTING PEOPLE. 

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions:-=::::..................... [1] [2] [3] [4] [5] [6] [7] 

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

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions-:-::=..................... [1] [2] [3] [4] [5] [6] [7] 

13. Decisions about HOW WORK WILL BE DIVIDED 
AMONG PEOPLE. 

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3J [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions. ............................. [1] [2] [3] [4] [5] [6] [7] 

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

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions. ............................. [1] [2] [3J [4] [5] [6] [7] 

15. Decisions about WHAT YOU DO DAY TO DAY. 

a. How much say you actually have in 
making these decisions. ........................................... [1] [2] [3J [4] [5] [6] [7] 

b. How much say you feel you should 
have in making these decisions:-=...................... [1] [2] [3] [4J [5] [6] [7] 

8:39 

8:40 

8:41 

8:42 

8:43 

8:44 

8:46 

8:46 

8:47 

8:48 

8:49 

8:50 



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

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

a. Deciding how you coordinate your activities 
with others. . ..................................................... . 

b. Deciding whether you are promoted. . ................. . 

c. Deciding to spend anything more than small 
amounts of money. . ........................................ . 

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

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

b. seldom have decisions forced on me ........................ . 

c. can modify decisions made by other people ........... . 
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8:51 

8:52 

8:53 

8:54 

8:55 

8:56 



MODULE 9 - INDIVIDUAL DIFFERENCES AND OUTCOMES 

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

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

People differ in the way they feel about things so, of course, there are no 
"best" or "right" answers. What we want is a true reflection of the way you feel, so -, 
please respond to each statement as accurately as possible. 

1. BELOW ARE LISTED SOME WORDS AND PHRASES WHICH A~ YOU Hew- !IIOU FEELuMIOI:JT I 

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

HOW DO YOU FEEL ABOUT YOUR PRESENT LIFE IN GENERAL? 

BORING [1] [2) [3] [41 (5) [6) (7) INTERESTING 

ENJOYABLE (1) (2) (3) (4) (5) [6) [7) MISERABLE 

EASY (1) (2) (3) [4) (5) (6) (7) HARD 

USELESS [1] [2) [3) (4) (5) (6) (7) WORTHWHILE 

FRIENDLY [1) [2) (3) (4) [5] [6] [7] LONELY 

FULL [1] [2] [3] [4) [5] [6] [7] EMPTY 

DISCOURAGING - [1) [2] [3) [4] [5J [ 6J (7J HOPEFUL 

TIED DOWN [1] (2) (3) [4J [5J [6J [7J FREE 

DISAPPOINTING (1) [2J [3J [ 4J [5J [6J [7] REWARDING 

BRINGS OUll, THE DOESN'T GIVE ME 
BEST IN! ~ [1) [2) ,[39 [4l [5] [6] [7] MUCH OF A CHANCE 

9:21 

9:22 

9:23 

9:24 

9:25 

9:26 

9:27 

9:28 

9:29 -

9:30 
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2. HERE ARE SOME STATEMENTS REGARDING 
HOW YOU MIGHT FEEL ABOUT YOURSELF 
OR YOUR WORK. THERE ARE NO "RIGHT" 
OR ''WRONG'' ANSWERS; EACH PERSON WILL 
FEEL SOMEWHAT DIFFERENTLY. PLEASE 
INDICATE HOW MUCH YOU AGREE OR QJ.2~ 
AGREE WITH THE FOLLOWING STATEMENTS. 

Ot,y 'l G ~VAf 
I. • I 

a. Changes here always seem to create more problems 
than they solve. .. ...................................................... . 

b. In general, my life is pretty satisfying. ...................... .. 

c. People in this organi~ation will do things behind 
your back .................................................................. . 

d. When changes are made· in this organi~tion, the 
employees usually lose out in the end ................ .. 

e. All in all, I am pretty happy these days. .. ................ . 

f. It's really not possible to change things around 
here ............................................................................ .. 

g. People here feel ·you can't trust this organization ..... .. 

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

i. feel I can trust the people in this company. . ........ . 

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

3. THE FOLLOWING ARE THINGS A PERSON 
MIGHT SAY ABOUT HIM/HERSELF. .!!ill.'i 
OFTEN DO YOU FEEL THIS WAY AT WORK? 

a. feel down·hearted and blue. . ....................................... 

b. get tired for no reason . ............................................... 

c. find myself rest! ess and can't keep still. . .................. 
d. find it easy to do the things I used to do ............ 

e. My mind is as clear as it used to be. . ........................ 

f. feel hopeful about the future. . ................................... 

g. find it easy to make dedsions. . ........•........................ 

h. am more irritable than usual. ..................................... 

i. still enjoy the things I used to . ................................ 

j. feel that I am useful and needed .............................. 
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[1] [2J [3] [4] [5J [6] [7J 9:31 

[1 J [2] [3]' [4J [5J [6J [7] 9:32 

[1 J [2] [3J [4J [5] [ 6J [7] 9:33 

[1 J [2J [3] [4] [5] [6J [7] 9:34 

[1 J [2J [3J [4] [5] [6] [7] 9:35 

[ 1] [2] [3] [4] [5] [6] [7] 9:36 

[1] [2] [3] [4] [5] [6J [7] 9:37 

[1] [2] [3J [4] [5] [6] [7] 9:38 

[1] [2] [3] [4] [5] !6] [7] 9:39 

[1] [2J [3J [4] [5] [6] [7] 9:40 
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[1] [2] [3] [4] [5] [6J [7J 9:41 

[ 1] [2] [3] [4] [5] [6J [7] 9:42 

[1] [2] [3] [4] [5] [6] [7] 9:43 

[1] [2] [3] [4] (5] [6] [7J 9:44 

[1] [2] [3] [4] [5] (6] [7] 9:45 

(1] [2] [3] [4J [5J [6] (7] 9:46 

(1] [2] [3] (4] [5] [6] [7] 9:47 

[1] (2] [3] [4] [5] [6] [7J 9:48 

[il [2] (3] [4] (5] (6] (7] 9:49 

(1] [2] [3] [4] [5] [6J [7] 9:50 



4. THIS SET OF QUESTIONS ASKS HOW YOU 
FEEL ABOUT YOURSELF. FOR EACH PAIR 
OF WORElS, CHECK THE NUMBER WHICH BEST 
DESCRIBES HOW YOU SEE YOURSELF AI' 
~. 

HOW DO YOU SEE YOURSELF AT WORK? 

SUCCESSFUL [1J [2] [3] [4] [5J [ 6] 

CONSERVATIVE [1] [2] [3] [4] [5] [6] 

IMPORTANT [1] [2] [3] [4] [5] [6] 

OPEN [1 J [2] [3] [4] [5J [6] 

SAD [1] [2] [3] [4] [5J [6J 

WORKING MY 
HARDEST [1J [2] [3] [4] [5] [ 6] 

RISKY [1] [2] [3] [4] [5] [6] 

DOING MY BEST [1] [2] [3] [4] [5] [6] 

FLEXIBLE [1] [2] [3] [4] [5] [6] 

DO NOT KNOW 
MY JOB WELL [1] [2] [3] [4] [5] [6] 

[7J NOT SUCCESSFUL 9:51 

[7] LIBERAL 9:52 

[7] NOT IMPORTANT 9:53 

[7] CLOSED 9:54 

[7] HAPPY 9:55 

[7] NOT WORKING HARD 9:56· 

[7] CAUTIOUS 9:57 

[7] NOT DOING MY BEST 9:58 

[7] RIGID 9:59 

[7] KNOW MY JOB WELL 9:60 



B. UNION AND LABOR-MANAGEMENT RELATIONS QUESTIONNAIRE 

Jeanne Herman 

Cortlandt Cammann 

John Klesh 

Labor unions have we·11 recognized roles in bargaining wages, job 

security and benefits for the employees they represent.. Most have no 

recognized role in negotiating issues related to personnel policies, 

job design and organizational development (Strauss et al., 1974). 

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

the critic, reacting to management decisions rather than participating 

in them (Sturmthal, 1964). Their involvement has more often come 

through the grievance procedure rather than the bargaining table. Ex

periments carried out in the Quality of Work Program involve the creation 

of union-management teams that may consider and act upon these very 

issues. It is therefore likely that the nature of the union-management 

relationship will be altered as a result of the relationship developed 

through the union-management team. The purpose of the union assessment 

instrument is to evaluate the implications of the experiment for the 

union, its governance, its relations with its members and management. 

Since the locus of the experiments may be at any level from the 

shop floor to the entire company, we have developed four assessment 

instruments. One is for the site historian to document the current 

union structure, its formal policies and procedures and its contractual 

relationship with management. The others are questionnaires for 

assessing members, union leaders and management's perspectives of the 

union and its relationship to management. 



B.2 

The impact of the experiments may be to extend union involvement 

to solving problems that were previously management prerogatives. The 

site historian will document these changes as they are incorporated 

into formal union policies and procedures and the contract. The members, 

leaders and manager's questionnaires will be used to determine if the 

experiments had any effects on perceptions of union-management rela-

tions or on the perceived relation between the union and its members. 

Scales for all three questionnaires are still being developed. The 

following preliminary scales appear on the union member instrument: 

a. Global affect towards unions in general 

b. Instrumental effectiveness of unions in general 

* c. Global evaluation of the union in this site 

* d. Evaluation of this union's process 

* e. Satisfaction with extrinsic outcomes 

* f. Satisfaction with task related outcomes 

g. Satisfaction with union leadership 

h. Willingness to participate 

i. Willingness to act as a union representative 

j. Union's influence with management 

k. Member influence in initiating activity 

1 * 1. Dual loyalty 

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

* n. Union-management relationship 

* o. Perc~ption of control over grievances, collective bargaining 
and union process 

p. Leadership activities members' scale measures perceptions of 
how much time and effort leaders should and do spend in a 
series of activities; leader's scale measures how much 
time they do spend in each activity and how much time they 
believe the union membership thinks they should spend. 2 



B.3 

The following scales occur on the union leader and ,management 

questionnaire: 3 

a, Union-management relations in negotiations 

b. Union-management relations in grievances 

c. Union~management relations in general 

Notes: 

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

1 
These items are grouped together but do not form a scale. 

2 These scales have not yet been revised. 

3 These scales have not yet been revised. 
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SCALES: uNION MEMBER QUESTIONNAIRE 

ex Item/Total 

I. Global affect toward Unions in general .857 

a. Unions are becoming too strong 

b. We need more laws to limit the power of unions 

c. Union wage demands cause unemployment 

d. Union wage rates cause high prices 

II. Instrumental effectiveness of Unions in general .615 

a. Unions protect against favoritism on the job 

b. Unions improve wages and working conditions 

c. Unions make sure that employees are treated 
fairly by supervisors 

d. Unions interfere with good relations between 
employers and employees 

e. The result of strikes is better wages and 
working conditions 1 

III. Global evaluation of this Union 

a. All in all, I am very satisfied with the union 

.854 

b. I feel that being a union member is worthwhile l 

c. I agree with the basic goals of the unionl 

d. Participation in union activities is worthwhile 

e. The union will support employees '. . 1 gn.evances 

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

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

h. I am satisfied with the success the union has in 
bargaining wage issues 

lR' . ewr1tten 1tem 

.775 

.695 

.701 

.647 

.578 

.569 

.343 

.139 

.725 

.522 

.718 

.688 

.699 



IV. Evaluation of this Union's Process 

a. 

.860 

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

b. The union is known for not getting much done 

c. In the union, everyone's opinion gets listened to 

d. Decisions are made in the union without ever 
asking the people who have to live with them 

e. In general, I like the way the union handles 
things 

f. I feel free to tell the union leaders what I 
really think 

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

h. No one agrees about what the union should dol 

i. Members are kept informed about union activities 

j. I like the way the union handles' grievances 

k. The way local officers are chosen is fair 

1. I am satisfied with the way issues are selected 
for'collective bargaining 

m. The way job stewards or group representatives 
are chosen is fair 

n. I feel I can influence union decisions 

o. I am dissatisfied with the way union communicates 
wi th its members 

V. Satisfaction with Extrinsic Outcomes .909 

1 

a. Safer working conditions 

b. Better fringe benefits 

c. Better working hours 

d. Fairer discipline procedures 

e. Increased job security 

f. Better overtime schedules 

g. Fairer promotion policies 

h. Fairer policies for reductions in the work force 

i. Improved sick leave policies 

j. More holiday and vacation time 

k. Pay raises 

1. Improvements in physical working conditions 
1 

m. Improved grievance procedure 

Rewritten Item 

Item/Total 

.610 

.613 

.727 

.586 

.858 

.535 

.332 

.282 

.300 

.394 

.494 

.310 

.567 

.510 

.611 

.636 

.499 

.662 

.718 

.621 

.613 

.627 

.669 

.601 

.650 

.59l 

/' 

/ 

, 
" 



VI. Satisfaction with Task related Outcomes 

a. Fairer. job classifications 

b. More participation in job related decisions 

c·. More challenging jobs 

d. Fairer work loads 

e. More meaningful work 

VII. Satisfaction with Union Leadership 

a. - are effective in handling grievances 

b. - encourage members to speak up when they 
disagree with a union decision 

c. - keep informed about how union members think 
and feel about union matters 

d. - are respected by the union members 

e. - encourage union members to participate in 
important decisions 

f. - help solve potential grievances before they 
are filed 

g. - spend union funds wisely 

h. - stick up for members 

1. - are effective in negotiating contracts 

j. - are trusted by union members 

VIII. Willingness to Participate 

a. Serve on a regular union committee 

b. Serve on a special union committee 

c. Serve on a union-~nagement committee 

d. Be a candidate for a local office 

e. Be a candidate for a district office 

f. Attend a regular union meeting 

IX. Willingness to Act as a Union Representative 

a. Support a political candidate recommended by 
the unionl 

~ b. Attend a public meeting as a representative of 
the union1 

a 

.884 

.943 

.924 

c. Write a letter to government official supporting 
the union position 

lR ·t . ewrl. ten l.tem 

Item/Total 

.708 

.684 

.811 

.646 

.758 

.756 

.727 

.799 

.805 

.774 

.720 

.691 

.865 

.• 687 

.814 

.884 

.884 

.848 

.788 

.692 

.633 



Item/Total 
/"'. 

(~,i Unions Influence with Management .936 

XI. 

a. Deciding how to solve work related problems .631 

b. Changing work procedures in your area .735 

c. Pay raises' associated with promotions .648 

d. Scheduling work activities .750 

e. The way jobs are classified .671 

f. Pay raises associated within grade increases .608 

g. Increasing fringe benefits .556 

h. The hours people work .622 

i. Who is promoted .755 

j. Hiring .718 

k. Reduction in work force .623 

1. Deciding how work will be divided up among employees .702 

m. Buying new equipment in your area .665 

n. Employee discipline .673 

o. Making your work more meaningful .756 

p. Determining work procedures in your area .754 
1 

1 
Dual Loyalty 

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

b. Basically, the union and the management have similar 
goals 

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

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

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

f. The management here makes it easy to conduct 
union business 

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

h. The union helps me deal effectively with the 
management 

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

I Not a scale. Should be tested in another site 



XII. Member Influence on Decision making .946 

a. Deciding who will serve on local union committees 

b. Deciding which issues will be.brought up in 
bargaining 

c. Deciding which issues to drop or compromise during 
bargaining 

d. Deciding to call a union meeting 

e. Spending local union funds 

f. Hiring permanent tinion employees 

g. Resolving conflicts among union members 

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

i. Deciding how to deal with other unions in the 
organization 

j. Deciding which strategy .to use in negotiations 

k. Deciding what strategy to use in pushing 
grievances 

1. Recalling an elected union official 

m. Deciding to raise dues
l 

XIII. Member Influence in Initiating Activity 

a. Deciding to file a grievance which concerns you 

b. Deciding to take a grievance which concerns you 
to arbitration 

c. Nominating people to run for local office in 
the union 

.702 

d. Placing an issue on the agenda of union meetings 
1 

Item/Total 

.582 

.738 

.824 

.818. 

.798 

.793 

.858 

.660 

.761 

.809 

.783 

.703 

.636 

.538 

.398 
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SURVEY 
RESEARCH 

CENTER 

MICHIGAN ORGANIZATIONAL ASSESSMENT PACKAGE 

UNION MEMBER QUESTIONNAIRE 

This questionnaire is designed to collect information al>out your union 
as an organization and as your representative. This survey is part of the 
overall assessment associated with the Quality of Work Experiment here. It 
will provide some of the baseline data needed to measure the changes which 
result from it. 

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

Your answers will be completely confidential. No on in this organi
zation or in your union will ever have ac.cess to survey information about 
any individual's answers. All questionnaires will be taken to the Institute for 
Social Research at The University of Michigan for analysis and safekeeping. 
Only statistical summaries for groups of union. members will be reported. 

To help insure your privacy, we prefer not to have your name or any 
easily identifiable information on your questionnaire. At the same time, we 
need to match your questionnaire with the one you have already filled out. 
As a result, our research staff has provided a special identification number 

,. for each employee. This number will be used only for matching information 
from different sources and times. It will not be used for any other purpose. 

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

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

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

':" INSTITUTE FOR _, 
SOCIAL RESEARCH 

THE UNIVERSITY 
OF MICHIGAN 

8/75 



GENERAL iNSTRUCTIONS 

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

enjoy the weather in this town. . ........................................ . 

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

So, be sure to read the special instructions that appear in boxes on (>Alch page. Be 
sure to read the scale descri ptions before choosing your answers. 

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

* * * * * *.* * * * * * 

This is your Michigan Identification Number: 

These codes are for Michigan use only: 

Deck: 

Project Number: 

label: 

GO RIGHT ON TO PART 1, next page 



PART 1 

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

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

1. 

a. 

HERE ARE A NUMBER OF STATEMENTS MADE 
BY PEOPLE IN OTHER ORGANIZATIONS WITH 
REGARD TO UNIONS. WE WOULD LIKE TO 
KNOW WHETHER YOU AGREE OR DISAGREE, 
IN GENERAL, WITH EACH OF THESE STATE
MENTS. REMEMBER, WE ARE INTERESTED 
IN YOUR OPINION OF UNIONS IN GENERAL 
AND NOT THE 

Unions are becoming too strong. . ..•............................... 

b. We need more laws to limit the power of 

c. 

d. 

e. 

f. 

unions. . .............................................•........•................. 

Union wage demands cause unemployment. . ................• 

Union wage rates cause high prices .................•............. 

Unions protect against mvoritism on the job ........ , ..... . 

Unions improve wages and working conditions. . .......... . 

g. Unions make sure that employees are treated 

[1) [2J [3) [4) [5) [6) [7] 

[1] [2) [3) [4) [5) [6] [7] 

[1] [2) [3) (4) [5) [6) (7) 

[1) [2] [3] [4) [5) [6) [7] 

[1) [2) [3) [4) [5) [6) (7) 

(1) [2] [3] [4] [5] [6] (7) 

mirly by supervisors. .................................................. [1] [2] [3] [4) [5] [6] [7] 

h. Unions interfere with good relations between 
employers and employees. ......................................... [1] [2] [3) [4] [5] [6] (7) 

i. The result of strikes is better wages and working 
conditions ..................................................................... [1] [2] [3] [4] [5) [6) [7] 

j. Every worker shoold be expected to join the 
union where he works. ............................................. [1] (2) [3] [4] [5] [6) (7) 

k. Employees should not have to join a union in 
order to hold a job. ................................................. [1] [2] [3] [4] [5) [6] [7] 



PART 2 

In this section we 
union and its activities. 
each set of questions. 

are interested in finding out how satisfied you are with your 
follow the directions given in the boxes at the beginning of 

2. 

a. 

b. 

c. 

d. 

e. 

HERE ARE STATEMENTS WHICH MAY (OR MAY 
NOT) DESCRIBE YOUR FEELINGS. HOW MUCH 
DO YOU AGREE OR DISAGREE WITH EACH 
STATEMENT? 

All in all, I am very satisfied with the union. 

I feel that being a union member is worthwhile. . ..... . 

I agree with the basic goals of the union .................. . 

Participation in union activities i,s worthwhile .............. . 

The union will support employees' grievances ............. . 

[1 J [2] [6J [7] 

[6] [7] 

[6] [7] 

[6J [7] 

[3] [4] [5] 

[1] [2] [3] [4] [5] 

[1] [2] [3] [4] [5] 

[1] [2] [3] [4] [5] 

[1 J [2] [3] [4J [5] [6J [7] 

f. 'I am satisfied with the amount of communication 
between the union and its members. ..................... [1] [2] [3] [4] [5] [6] [7] 

g. am satisfied with the success the union has in 
bargaining non-wage issues. ........................................ [1] [2] [3] [4] [5] [6] [7] 

h. am satisfied with the success the union has in 

i. 

j. 

k. 

bargaining wage issues; .............................................. [I] [2J [3] [4] [5] [6] [7] 

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

The union is, known", far. ,:ot getting much", dane. . ...•.. 

In the union, everyone's opinion gets listened to ...... . 

[1] [2] [3] [4] [5] [6] [7] 

[1] !2] [3] [4] [5] [6] [7] 

[1] [2J [3] [4] [5] [6] [7] 

I. Decisions are made in the union without ever 
asking the people who have to live with them. ... [1] [2] [3] [4] [5] [6J [7] 

m. In general, I like the way the union handles 
things ...............•...• ;...................................................... [1] [2] [3] [4] [5] [6] [7] 

n. I feel free to tell the union leaders what I 
really think. ................................................................ [1] [2] [3] [4] [5] [6] [7] 

o. It is hard to get the ~union officers. to listen to 
the members............................................................... [1] [2] [3] [4] [5J [6] [7] 

p. No one agrees about what the union should dm, ....... [1] [2] [3] [4] [5] [6] [7] 

q. Members are kept informed about union activities. ..... [1] [2] [3] [4] [5] [6] [7] 

r. I like the way the union handles grievances ................. [1] [2J [3J [4] [5] [6] [7] 

s. The way local officers are chosen is fair. .................... [1] [2] [3] [4] [5] [6] [7] 

t. am satisfied with the way issues are selected 
for collective bargaining. ........................................... [lJ [2] [3J [4] [5] [6] [7] 



AGREE OR DISAGREE 

u. The way job stewards or group representatives 
are chosen is fair ...................................................... . 

v. feel I can influence union decisions .......................... . 

w. am dissatisfied with the way the union communi· 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] (7] 

cates with its members. ............................................ [1] [2] [3] [4] [5] [6] [7] 

3: HOW SATISFIED ARE YOU WITH THE EFFORTS 
WHICH THE UNION HAS MADE TO GET EACH 
OF THE FOLLOWING OUTCOMES FOR ITS MEM
BERS? 

a. Safer working conditions ........•......................................... [1]. 12] [3] [4] [5] [6] [7] 

b. Better fringe benefits ...•.....•.............................................. [1] [2] [3] [4] [5] [6] [7] 

c. Better working hours .................•...................................... [1] [2J [3] [4] [5] [6] [7] 

d. Fairer discipline procedures .............................................. [I] [2] [3] [4] [5] [6] [7] 

e. Increased job security ....................................................... [1] [2] [3]· [4] [5] [6J [7] 

f. Better overtime schedules ..........•...................................... [1] [2J [3] [4] [5] [6] [7] 

g. Fairer promotion policies .................................................. [1] [2J [3] [4] [5] [6] [7] 

h. Fairer policies for reductions in the work force ....•..... [1] [2] [3] [4] [5] [6] [7] 

i. Improved sick leave policies ......................... _................ [1] [2] [3] [4] [5] [6] [7] 

j. More holiday and vacation time ....................•................ [1] [2] [3] [4] [5] [6] [7] 

k. Pay raises ....................................••..................................... [1] [2] [3] [4] [5] [6] [7] 

I. Improvements in physical working conditions ...........•... [1] [2] [3] [4] [5] [6] [7] 

m. Improved grievance procedures ......................................... [1] [2] [3] [4] [5] [6] [7] 

n. Fairer job classifications ....................•.............................. [1] [2] [3] [4] [5] [6] [7] 

o. More participation in job related decisions ......•............ [1] [2] [3] [1] [5] [6] [7] 

p. More challenging jobs ................................................•....... [1] [2J [3] [4] [5] [6] [7] 

q. Fairer work loads .............................................................. [1] [2] [3] [4] [5] [6] [7] 

r. More meaningful work ...................................................... [1] [2] [3] [4] [5] [6] [7] 



PART 3 

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

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

THE LEADERS OF THIS UNION ... 

a. are effective in handling grievances. . .................... 

b. encourage members to speak up when they 
disagree with a union decision. .......................... 

c. keep informed about how union members 
think and feel about union matters . .................... 

d. · are respected by the union members. ................. 

e. encourage union members to participate in 
important decisions. . ................................................ 

f. help solve potential grievances before they 
are filed. ................................................................... 

g. spend union funds wisely. . .................................... 

h. stick up for members. ........................................... 
i. are effective in negotiating contracts. .................. 
j. .' are trusted by union members. ............................. 

5. HOW MUCH TIME AND EFFORT DO YOU THINK 
THE UNION LEADERSHIP SHOULD SPEND 

a. · improving your pay and benefits. . ....................... 

b. · helping members solve day-to-day problems. . ...... 

c. · representing union member's grievances. . ............. 

d. · organizing union social activities ........................... 

e. representing the union in community and 
political affairs . ........................................................ 

[1] [2J [3J [4] [5J [6] [7J [8] 

[1 J [2J [3J [4J [5] [6] [7] [8] 

[1] [2] [3] [4] [5] [6] [7] [ 8] 

[1] [2] [3] [4J [5] [6] '[7] [8] 

[ 1] [2] [3] [4J [5] [6J [7] [8] 

[1 J [2] [3J [4] [5] [6J [7] [ 8J 
[ 1] [2] [3] [4] [ 5] [6J [7] [8] 

[1] [2] [3] [4] [5] [6] [7] [8] 

[1] [2J [3] [4] [5] [6J [7] [~] 

[ 1] [2] [3] [4] [5] [6] [7] [8] 

"'~ 0" "'~ ·l' 0" 
~ ". ~<$' 

~ ,"" ~ ~. 

",. ~o ~<. 

+0 ~ ~ 

[ 1] [2J [3J [4J [5] [6] [7J 
[1 J [2] [3] [4] [SJ [6] [7] 

[ 1] [2] [3J [4] [5] [6] [7] 

[ 1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 



.. ~ 
0" 

~ 
~~ 

TIME UNION LEADERSHIP SHOULD SPEND , . 
~' • <> ~ .. " ~ot> ,f 

f. 

g. 

h. 

i. 

j. 

k. 

I. 

m. 

6. 

. dealing with other unions. ..................................... 

improving job classifications and work pro-
cedures. . .................................................................... 

helping union members get more challenging 
and meaningful jobs. ............................................... 

improving job security. ........................................... 

improving the management of the union. ............ 

improving the way supervisors treat members. .... 

increasing memberls participation in making 
work related decisions. ............................................ 

recruiting new members to the union. 

HOW MUCH TIME AND EFFORT DO YOU 
THINK UNION LEADERSHIP ACTUALLY 
SPENDS 

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

~o 
'I- ~ 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[l] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4J [5] [6J [7] 

[1] [2J [3] [4] [5] [6] [7] 

a. improving your pay and benefits .......................... [1] [2] [3] [4] [5] [6] [7] 

b. helpinw membtlfs solve day-to-day problems. ....... [1] [2] [3] [4] [5] [6] [7] 

c. representing union member's grievances. ........•...... [1] [2] [3] [4] [5] [6] [7] 

d. organizing union social activities. •.....•................... [1] [2] [3] [4] [5] [6] [7] 

e. representing the union in community and 
political affairs. ........................................................ [1] [2] [3] [4] [5] [6] [7] 

f. dealing with other unions. ..................................... [1] [2] [3] [4] [5] [6] [7] 

g. improving job classifications and work pro-
cedures. ..................................................................... [1] [2] [3] [4] [5] [6] [7] 

h. helping union members get more challenging 
and meaningful jobs ................................................ [1] [2] [3] [4] [5] [6] [7] 

i. improving job security. ........................................... [1] [2] [3] [4] [5] [6] [7] 

j. improving the management of the union. ........... [1] [2] [3] [4] [5] [6] [7] 

k. improving the way supervisors treat members..... [1] [2] [3] [4] [5] [6] [7] 

I. increasing member's participation in making 
work related decisions. ........................................... [1] [2] [3] [4] [5] [6] [7] 

m. recruiting new members to the union ............... ..c [1] [2] [3] [4] [5] [6J [7] 

.. ~ 
0" 

~~ 
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PART 4 

This part asks you about your participation in union activites. For each section, 
follow the directions that are given in the boxes' at the beginning of the list of questions. 

7. ARE YOU CURRENTLY OR DURING THE LAST 
FIVE YEARS HAVE YOU SERVED IN ANY OF 
THE FOLLOWING UNION OffiCES? 

a. Representative to. a union-management committee 
such as the Quality of Work Committee ............... [1 J 

b. Local Elected official 

i. President, Secretary, Treasurer, etc. ........................ [1 J 

ii. Job steward or group representative ...................... [1 J 
iii. Member ofa committee .......................................... [1 J 

c. Local appointed official including union committee ..... [1] 

d. District elected official .....•............................................... [1] 

e. District appointed committee ........................................... [1] 

8. PLEASE ANSWER THE FOLLOWING QUESTIONS 

.J..l? 

a. Did you vote in the last union election? . ................... [1] 

b. Have you read the union contract? ............................... [1] 

c. Have you read the local bylaws? . .................................. [1] 

d. Have you filed a grievance in the past two years? .... 11] 
e. Do you read the union newsletter? • •••••• ov •••••••••••••••••••••• [1] 

9. IF A UNION LEADER OR ANOTHER UNION MEM-
BER ASKED YOU TO, HOW LIKELY IS IT THAT 
YOU WOULD DO EACH OF THE FOLLOWING? 

~Q~ 

~ 
~ 

a. Serve on a regular union committee .............................. [1] : [2] 

b. Serve on a special union committee .............................. [1] [2] 

c. Serve on a union-management committee as a 
union representative : .................................................. [1] [2] 

d. Be a candidate for a locai union office. . ..................... [1] [2J 

o ~4, 

~ 

" 
~ 

,.."'" !I'. 
'?O 

[3] [4] 

[3] [4] 

[3] [4] 

[3J [4J 

[2] 

[2J 
[2J 
[2J 
[2J 

[2J 
[2J 

,,0 
[2J 
[2J 
[2J 
[2] 

[2] 

;;, ... 
v~ ;;, ... 

0~ 
,,~. 

cf 
[5] [6J 
[5] [6] 

[5J [6J 
[5] [6] 

;;, ... 
'>~ 

;;, ... 
.<1' 

>6 
",of 

[7] 

[7] 

[7] 

[7] 
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HOW LIKELY IS IT THAT YOU WOULD 
.,~ ,,~ .,.~ 

.,.~ ~ ... 
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c: <v+ 

e. Be a candidate for a district union office ................... [1] [2J [3J [4J [5J [6] [7] 
f. Attend a regular union meeting ...................................... [1] [2J [3] [4J [5J [6J [7] 
g. Support a political candidate recommended by the 

union ................................•........................................... [ 1] [2J [3] [4J [5J [6J [7] 
h. Attend a public meeting as a representative of 

the union .......... ~ ........................................................ [1] [2] [3J [4J [5J [6J [7J 
i. Write a letter to a government official supporting 

the union position ..................................................... [1] [2J [3J [4J [5J [6] [7] 
j. . Participate in a work slowdown ..................................... [1] [2] [3] [4] [5] [6J [7J 
k. Boycott a product ............................................................ [ 1] [2J [3] [4J [5J [6] [7J 
I. Participate in a strike ...................................................... [1] [2] [3] [4 J [5J [6J [7J 
m. Participate in a non-authorized strike ............................ [ 1] [2J [3J [4 J [5J [6] [7] 

PART 5 

Part 5 is concerned with how well you think the union gets along with manage-
ment. 

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

a. It is easy to be loyal to both the union and 
the management. ....•........................•........................... 

b. Basically, the union and the management have 

[1] [2J [3] [4] [5J [6J [7J 

similar. goals. ................................................................ [1 J [2J [3J [4] [5J [6] [7J 

c. There is no reason why the union and management 
cannot work together ......................................... _..... [lJ [2J [3J [4J [5J [6J [7J 

d. The union and the management are generally 
opposed to each other. ............................................. [1J [2J [3J [4J [5J [6J [7J 

e. You can't be a union member and support manage-
ment at the same time ............................................. [lJ [2J [3] [4J [5] [6J [7J 

f. The management here makes it easy to conduct 
union business ........ , .................................................... [1J [2J [3J [4J [5J [6J [7J 

g. The management makes it difficult for me to talk 
to my group representative or job steward. ........... [lJ [2J [3J [4J [5J [6J [7J 



.' 

AGREE OR DISAGREE •• 

h. The union helps me deal effectively with the 
management .................................. ~............................. [1] [2] [3] [4] (5) (6) [7] 

i. Union members don't like it if you try to help 
management improve work effectiveness. ................. [1) (2) (3) (4) [5) (6) PI 

11. HOW GOOD IS THE RELATIONSHIP BETWEEN 
THE LOCAL UNION AND 

a. . the union members. ................................................ (1) (2) [3) [4J [5] [6] (7) [8] 

b. management. ............................................................. [1] [2J [3] [4J [5) [6J [7J [8J 

c. the International Union. .......................................... [1] [2] [3] [4] (5) [6J [7] [8] 

d. the community. ....................................................... [1 J [2] [3J [4J [5] (6) [7J [8] 

e. the federal and state government .......................... [1] [2J [3] [4] [5] [6) [7J [8] 

f. other unions in this organization. ......................... [1 J [2J [3J [4] (5) [6J [7J [8] 

12. IN GENERAL, HOW MUCH SAY OR INFLUENCE 
DOES YOUR UNION HAVE WITH MANAGEMENT 
IN EACH OF THE FOLLOWING AREAS? .r <;) 

a. Deciding how to solve work related problems .......... .. 

b. Changing work pro~ures in your area 

c. Pay raises associated with promotions ......................... . 

d. Scheduling work activities ............................................... . 

e. The way Jobs are classified .......................................... .. 

f. Pay raises associated within grade increases ................. . 

g. Increasing fringe benefits ............................................... .. 

h. The hours people work ................................................. .. 

i. Who is promoted ............................................................ .. 

j. Hiring ................................................................................. . 

k. Reduction in workforce ............................................... .. 

I. Deciding how work wHr be. divided up among 
employees ................................................................... . 

m. Buying new equipment in your area ........................... .. 

n. Employee diSCipline ......................................................... .. 

o. Making your work. more meaningful ............................ .. 

p. Determining work procedures in your area .................. . 

,l 
G' 

[1] (2) [3] 

[1] [2J [3] 

[1] (2) [3) 

[1] (2) [3] 

[1] [2] (3) 

[1] [2] [3) 

[1] [2] [3] 

[1] [2] [3) 

[1] [2] [3] 

[1] [2] (3) 

[1 J [2] [3J 

[4J 

[4J 

[4J 

[4] 

[4] 

[4] 

[4] 

[4] 

[4] 

[4] 

[4] 

l-

[5] [6] [7] 

[5] [6] [7J 

[5] [6] [7] 

[5] [6] [7] 

[5] [6] [7] 

[5] [6] [7] 

(5) (6) [7] 

(5) [6] [7) 

[5) (6) (7) 

[5) [6) (7) 

[5] [6) (7) 

[1 J [2) [3J [4] [5] [6] [7] 

[1] [2J [3J (4) (5) [6] [7J 

[1] [2) [3] [4] [5] [6] [7] 

[1] [2] [3] [4][5] [6] {7] 

[1] [2] [3] [4) [5] [6] [7] 

o~ 

.. <1' ,," , .. II> 



PART 6 

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

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

13. u' 
IN GENERAL, HOW MUCH SAY OR INFLUENCE u· .'" ~v 
DOES EACH OF THE FOLLOWING GROUPS HAVE ." ," ~<5 u' 0' OVER THE WAY GRIEVANCES ARE HANDLED IN ,,, ." ~v flJ~ oJ 
YOUR UNION? -<!-o ," 

<;) ". 0' ,,<5' ~ *' 
~~'" ,i 6 .... 0' ~¥,. 

V ~. '\' <;)0 

a. The membership . ............................................................... [ 1] [2] [3J [4J [5] [ 6J [7] [8] 

b. Group representatives or job stewards ........................... [1] [2] [3] [4J [5] [6] [7] [8] 

c. Local union committees . .................................................. [1 J [2J [3] [4] [5] [6] [7J [8] 

d. Local union leadership ..................................................... [1 J [2] [3J [4] [5] [6] [7] [8] 
e. District union committees . ............................................... [ 1] [2J [3] [4] [5] [6] [7J [8] 
f. District union leaders ........................................................ [1 J [2] [3] [4] [5] [6] [7J [8] 
g. Full time union professional employees .., ....................... [1] [2] [3] [4] [5] [6] [7J [8] 

h. The International Union ................................................... [ 1] [2] [3] [4] [5] [6] [7] [8] 

o· 
14. IN GENERAL, HOW MUCH SAY OR INFLUENCE o· .'" .'" ~<5 

DOES EACH OF THE FOLLOWING GROUPS HAVE ~ .. u' 
,,, 

," .'" c' 
OVER FINAL COLLECTIVE BARGAINING DECISIONS? -<!-c ~ .. .r .! ,,,, 

0< ". ,<;) ... " ,,0 'b~<~ ~r{f ~" .... ~' (; 0" 'V ~o '\' <;) 

a. The membership . ............................................................... [1] [2] [3J [4] [5] [6] [7] [8] 
b. Group representatives or job stewards ........................... [ 1] [2] [3] [4] [5] [6] [7] [8] 
c. Local union committees . .................................................. [1] [2] [3] [4] [5] [6] [7] [8] 

d. Local union leadership .. .................................................... [1] [2] [3] [4] [5] [6] [7] [8] 
e. District union committees .. .............................................. [1] [2J [3] [4] [5] [6] [7] [8] 

f. District union leaders .. ............................... ~ ...................... [1] [2] [3] [4] [5] [6] [7] [8] 
g. Full time union professional employees .. ....................... [1] [2] [3J [4] [5] [6J [7J [8] 

h. The International Union ................................................... [1] [2J [3] [4] [5] [6] [7] [8] 
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15. IN GENERAL, HOW MUCH SAY OR INFLUENCE 
DOES EACH OF THE FOLLOWING GROUPS 
HAVE OVER THE WAY YOUR UNION IS RUN? 

(.'lJ ... f<.. 

" ," 
,(1"" 

a. The membership ............................................................... . 

b. Group representatives or job stewards .......................... . 

c. Local union committees .................................................. . 

d. Local union leadership .................................................... . 

e. District union committees ............................................... . 

f. District union leaders ....................................................... . 

g. Full time union professional employees ....................... . 

h. The International Union ................................................. .. 

16. HERE IS A LIST OF DECISIONS WHICH ARE 
MADE IN YOUR UNION. HOW MUCH SAY 
OR INFLUENCE DO YOU HAVE IN EACH OF 
THESE DECISIONS? 

a. Deciding to file a grievance which concerns you ....... . 

b. Deciding to take a grievance which concerns you 

[1] [2] [3J 

[1 J [2J [3J 

[1 J [2J [3J 

[1] [2J [3] 

[1 J [2] [3] 

[1] [2] [3J 

[1] [2] [3] 

[1] [2] [3] 

.'" v 
'So"::; ~ 

,~ <:l' o~ 
",'lJ ~\,-.t-'" 

~'f:, ~'lJ~ ... 
J>rtJ (j 0(-

"" '1- <;) 

[4] [5] [6] [7] [8] 

[4] [5J [6J [7J [8] 

[4J [5J [6J [7J [8J 

[4J [5] [6J [7J [8] 

[4] [5J [6) [7J [8J 

[4] [5] [6] [7] [8J 

[4] [5] [6J [7J [8J 

[4J [5J [6] [7J [8J 

[1] [2] [3] [4J [5J [6J [7] 

to arbitration. ............................................................. [1] [2J [3] [4] [5] [6] [7] 

c. Nominating pea pte to run for local office in the 
union ...........•................................................................ [1] [2J [3J [4] [5J [6J [7J 

d. Placing an issue on the agenda of union meetings. .... [1J [2J [3J [4] [5J [6J [7] 

e. Deciding who will serve on local union com· 
mittees ...................•...................................................•.. [lJ [2J [3J [4J [5J [6J [7J 

f. Deciding which issues will be brought up in 
bargaining .........•........•...............•... ,.............................. [lJ [2J [3J [4J [5J [6J [7J 

g. Deciding which issues to drop or compromise 
during bargaining. .............•......................................... [lJ [2J [3J [4J [5J [6J [7J 

h. Deciding to call a union meeting ................................... [lJ [2J [3J [4J [5] [6] [7] 

i. Spending local union funds. ..•.......•................................. [1] [2] [3] [4J [5] [6] [7] 

j. Hiring permanent union employees. ................................ [1] [2] [3]" [4] [5] [6] [7] 

k. Resolving conflicts among union members. ................... [1] [2] [3] [4] [5] [6] 17] 

I. Deciding whom to support if two union members 
conflict in a grievance. ...•......................................... [1] [2J [3] [4] [5J [6] [7] 

m. Deciding how to deal"" with other unions in the 
'organization. .....•...........•.....•..................•.............•....... [1] [2] [3] [4] [5] [6] [7] 

n. Deciding which strategy to use in negotiations. ........... [1] [2] [3] [4] [5J [6]; [7] 

o. Deciding what strategy to use in pushing grievances... [1] [2] [3] [4J [5] [6J [7J 

p. Recalling an elected union official. ................................ [1] [2J [3] [4J [5] [6J [7J 

q. Deciding to raise dues ...................................................... [1] [2] [3] [4J [5J [6] [7] 
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MICHIGAN ORGANIZATIONAL ASSESSMENT PACKAGE 

UNION QUESTIONNAIRE (MANAGEMENT FORM) 

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

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

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

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

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

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

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



GENERAL INSTRUCTIONS 

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

enjoy the weather in this town ......................................... .. 

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

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

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

* * * * * * * * * * * * 

This is your Michigan Identification Number: 

These codes are for Michigan use only: 

Deck: 
Project Number: 

Label: 



These questions ask you to describe the relationship between the union and manage
ment. Please do not try to indicate your feelings about the relationship, just try to be 
as accurate and factually correct possible. 

Ail of your responses are strictly confidential; individual responses will not be seen 
by anyone in this organization or in the uni9n. We appreciate your help in providing this 
important information. 

1. THE FOLLOWING STATEMENTS MIGHT DESCRIBE 
THE RELATIONSHIPS BETWEEN THE UNION AND 
MANAGEMENT. HOW MUCH DO YOU AGREE OR 
DISAGREE WITH EACH? 

IN NEGOTIATIONS 

a. . the union uses pressure tactics. ............................ [lJ [2J [3] [4J [5] [6] [7J [8J 

b. union and management share most infor-
mation ........................................ ,............................. [lJ [2] [3J [4J [5] [6J [7J [8J 

c. management won't give in on anything unless 
it is forced. ............................................................. [lJ [2J [3] [4] [5] [6] [7] [8] 

d. management makes concessions to avoid 
problems ........................................... ;....................... [1] [2] [3] [4] [5] [6J [7] [8] 

e. union and management try to weaken each 
other's position any way they can. ..................... [1] {2J [3J [4J [5J [6J [7] [8] 

f. th.e union won't give in on anything unless 
they are forced. ...................................................... [1] [2J [3] [4] [5] [6J [7J [8] 

g. union and management try to find creative 
solutions to problems. ............................................ [lJ [2J [3] [4] [5] [6] [7] [8] 

h. union and management try to help each other 
whenever they can. ................................................. [1] [2] [3J [4] [5J [6] [7] [8] 

i. the union won't listen to new ideas. .................. [1] [2J [3] [4] [5] [6] [7J [8] 

j. bargaining is tough but fair. ................................. [1] [2] [3] [4] [5] [6] [7] [8] 

k. both sides are willing to make concessions. ....... [1] [2] [3] [4] [5] [6] [7] [8] 

I. management tries to understand the union's 
problems. ..........................•..............•........................ [1] [2] [3] [4] [5] [6] [7] [8] 

m. the union is only willing to negotiate about 
a few specific issues. .............................................. [1] [2] [3] [4] [5] [6] [7] [8] 

n. union and management are hostile toward 
each other. ............................................................... [1] [2] [3] [4] [5] [6] [7] [8] 

o. the union tries to understand managemenes 
problems. ..................................••.............................. [1] [2] [3] [4] [5] [6] [7] [8] 



AGREE OR DISAGREE .•. 

IN NEGOTIATIONS ... 

p. • the union makes concessions to avoid 
trouble. .. ....... ,; ......................................................... . 

q. . management is only willing to negotiate about 
a few specific issues. .............................................. [1] (2) (3) (4) (5) (6) (7) [8] 

r. . management won't listen to new ideas. .............. (1) [2] [3) (4) [5] (6) [7] (8) 

s. • management and the union are willing to try 
sblutions which haven't been tried before. ......... [1] (2) [3] [4) [5] (6) [7] [8] 

IN DEALING WITH GRIEVANCES 

t. . . the union is primarily interested in supporting 
its members. .:, ........................................................ .. 

u. • management uses· pressure tactics. .. ...................... . 

v. .' union and management share all relevant 
information. • ........................................................... .. [1] [2) [3) [4] [5] (6) (7) [8] 

w. . the union and management try to find a 
fair solution............................................................. [1] [2] [3] [4] (5) [6] (7) [8) 

x. • .' management tries to understand the other 
side ................. :......................................................... [1] [2] [3] [4] [5) [6] [7] [8] 

IN GENERAL ... 

¥. . . the union can be trusted to live up to 
its agreement.' ........................................................ .. 

z. • When the union says something, management 
can believe them.' .................................................... [1] (2) [3]. [4) [5] [6] [7] [8] 



AGREE OR DISAGREE 

IN GENERAL 

aa. 'the union is reasonable when dealing with 
management ............................................................. . 

bb. management <!nd the union both have a 
stake in the effectiveness of the organization ... . 

cc. the union abuses its power .................................. . 

dd. the union tries to uphold the contract. ............. . 

ee. the union has a positive view of manage-

[lJ [2J [3J [4J [5J [6J [7J [8J 

[lJ [2J [3J [4J [5J [6J [7] [8J 

[lJ [2J [3J [4J [5J [6J [7J [8J 

ment. ........................................................................ [lJ [2J [3J [4J [5J [6J [7J [8J 

ff. the union tries to interfere with the way 
the organization is run. ......................................... [lJ [2] [3J [4J [Sf [6] [7J [8J 

gg. the union interferes when management tries 
to deal with problems. ........................................... [1] [2J [3J [4] [5J [6J [7J [8J 

hh. the union tries to cooperate with manage-
ment .......................................................................... [lJ [2] [3J [4] [5J [6] [7] [8] 

ii. the union deals openly with management. ........... [1] [2] [3] [4] [5] [6] [7J [8] 

jj. the union tries to solve problems with 
management outside of formal negotiations ......... [1] [2] [3J [4] [5] [6] [7] [8] 

kk. the union will give in to management 
when management is right. .................................... [1] [2] [3] [4] [5] [6] [7] [8] 

II. the union tries to restrict management's 
power. ....................................................................... [1] [2] [3] [4] [5] [6] [7] [8] 

mm. union and management try to find creative 
solutions to the problems. ..................................... [1] [2] [3] [4] [5] [6] [7] [8] 

nn. . the union uses pressure tactics to win 
grievances. ................................................................. [1] [2] [3] [4] [5] [6J [7] [8] 



C. ORGANIZATIONAL STRUCTURE 

Michael Moch 

Organizational structure refers to patterns of relationships 

between members of organizations or between organizatio~al subuniLs. 

For example, the structure of pow~r in organizations is a relational 

concept (Emerson, 1962). It has meaning when it is used to characterize 

the relationship between two or more social actors. Organizational 

structure consists of patterns of relationships between individual and 

aggregate social actors in organizations. 

A great deaL of effort has been directed toward discerning and 

measuring the dimensions of organizational structure. Perhaps the 

best known among these efforts are those of the Aston group (Pugh et al., 

1963,1968, 1969) and Peter Blau (Blau, 1973; Blau and Schoenherr, 

1971). Probl,ems of measurement involved in assessing structure have 

been pOinted up by Pennings (1973), Whilser (1967), Azumi and McMillan 

(1973) and others. Scaling problems present other difficulties, even 

when data have been gathered on many different yet comparable organiza-

tions (Mansfield,1973 ). The research outlined here represents an 

attempt to theoretically define relevant structural dimensions and to 

develop and test alternative measures of these dimensions. While 

this work builds upon the efforts of others, particularly that of the 

Aston group and John Child (1973a, 1973b), its theoretical perspective 

leads it into some areas for which no documented measures have been 

developed. 

Theoretical Perspective 

Three dimensions of influence have been discussed in the litera-

ture. Becker and Gordon (1966), Perrow (1970), and Hickson et al. (1971) 
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have focused upon the distribution of discretion or decision-making 

influence across organizational subunits. Lawrence and Lorsch (1967) 

and Pfeifer and Salancik (1974) also have investigated this dimension. 

The Aston group (Pugh et a1., 1968, 1969) have focused upon what may be 

termed the vertical locus of decision. making discretion and B1au (1973) 

and Blau and Schoenherr (1971) and Child (1972) have followed suit. 

Finally, Tannenbaum (1968) and Hage and Aiken (1967a, 1967b) and 

others have investigated the extent to which organizational members 

participate in decision-making. These three dimensions do not exhaust 

the types or forms influence may take in organizations; however, they 

do provide a starting point for the development of dimensions and mea

sures of the decision-making structure of organizations. 

The focus of the current development effort has.been placed upon 

discerning the decision-making structure of organizations .. Theoretical 

considerations led to a determination of decision-making influence or 

discretion within pre-determined decision areas. Following theorists 

such as Thompson (1967), Parsons (1956), Becker and Gordon (1966) and 

others, measures were developed ta assess the patterns of influence 

within three areas of activities: work activities, coordination 

activities, and resource-allocation activities (see Moch, Cammann, 

and Cooke, 1975). Measures of these dimensions converged and discrim-

ina ted between influence types. Moreover, they were differentially 

related to a well-known dependent variable, employee satisfaction. 

Measures also were developed to discern differences between actual, 

formal, and expected influence within each of these dimensions. These 

latter measures discriminated only for the work influence dimension. 
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Measures of the vertical and horizontal distribution of decision

making discretion required the development of a face-to-face interview 

schedule. The influence measures could be developed within the con

text of an employee questionnaire; measures of vertical and horizontal 

discretion require the use of key informants. To measure these dimen

sions, therefore, two structured interviews were developed. One for 

individuals who are in a position to report on the decision-making 

structure of the organization as a whole and another for people who 

are the most informed about the workings of the departments of the or

ganization of primary concern to the researcher. Items in these 

schedules reflect 'the same dimensions employed in the measures of 

influence. In addition, items have been included to assess the locus 

of discretion for resolving inter-departmental dispu'tes and for managing 

interdependencieS between departments. 

While the theoretical perspective focuses upon decision-making 

structure, other structural dimensions have been included in the inter

view schedule. Selection of dimensions was determined by: 1) the 

frequency with which the dimension has been employed in the literature 

and 2) the likelihood that the dimensions would predict the decision-

making structure of the organization. Standard dimensions included 

are specialization, task and functional differentiation, standardization 

and formalization. In addition, three categories of items, have been 

included which promise to predict to the decision-making structure of 

organization. First, items assessing the nature of the tasks performed, 

such as the ana1yzability of search procedures and the frequencies with 

which non-routine or unexpected events occur (Perrow, 1967; Litwak, 1961) 
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have been included. Second, task-related inter-unit interdependencies 

are measured both from the perspective of the organizational sub-unit 

and the organization as a whole (Thompson, 1967). Finally, the nature 

of environmental interdependencies have been measured using a series of 

items designed to assess the extent and frequencies of these interdepen-
, 

dencies (Emery and Trist,1965 ; Lawrence and Lorsch, 1967; Terreberry, 

1968) • 

The Method 

The questionnaire items generally will be applied to all members 

of the organization. The application of the interview schedule, how-

ever, requires careful selection of informed respondents. To facilitate 

assessment of data quality, it is recommended that the interview de-

signed for those who have knowledge of the workings of the entire organi-

zation be applied to the three individuals most informed about such 

things. Usually, these people are the chief executive officer and two 

assistants. The department informant interview generally will be given 
\ 

to the three most informed members of each department selected for 

study. "To facilitate comparability across organizations, it is important 

to select departments whose heads report directly to the chief executive 

officer of the organization. 

Instrument Development 

The interview schedules have been developed using schedules 

developed by others and employing the theoretical perspective outlined 

above. For such an instrument to be maximally useful, hcwever, it will 
( 

be important to expand the number of dimensions meas"ured and to rigor-

ously assess the. measures currently incorporated into the instrument. 
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Data currently have been gathered in one organizati'on and two additional 

applications of the schedules are now anticipated. The work of 

assessing the data and measures obtained has just begun. Of course, once 

the data have been gathered on a sufficient number of organizations 

and departments, the concern will focus upon scale construction. This 

effort clearly ,requires that the schedules be applied to many organiza-

tions, and this makes it essential that the instruments have appeal to 

many different types of researchers. We are interested in responding 

to suggestions for revision and alteration. Eventually, we hope to 

have measures of structural variables for organizations which will be 

verified and can be employed with confidence. Such measures will be 

particularly useful when used in conjunction wi th those currently being 

developed'for other phases of the Michigan Assessment of Organizations 

Program. 
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1. Interviewer name ____________________________________ __ 

2. Organization ________________________________________ __ 

3. Divisio,n/Branch ___________________________________ _ 

4, ,Date ____________________ ~ ___ __ 

5. Length of Interview ________________ ~minutes 

6. Respondent name or I.D.# 

INTRODUCTION 

Good morning (afternoon)', my name is I am from 
the' Institute for Social Research' at The University of Michigan, and 
we are talking to people in your Division in order to find out more 
about how it operates. has agreed to cooperate with us and we 
have the support of . and We are assessing the im-
pact of changes currently being made in the Division and are 
interested in for comparison purposes. As you proqably know, 
ISR'has spent a good deal of time getting information from question
nair"s which many people in the Division have been kind enough to 
fill out. Some things, however, just can't be put in a questionnaire. 
In,order to find out about these things, we need to talk to key people 
and go 'into some things in more depth than is possible using a ques
t~onnaire. We have learned that it takes a little over an hour to 
get the kind of information we need. If we hold pretty much to the 
questions I have, it should not take longer than this. Shall we begin? 
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TIME NOW: 

Ql. I have a list of things that might be done by specialists in the Division. Some of them (e.g., 
sales) might not be appropriate for your Division, since you may never have need for such specialists. 
I will read the list one at a time. For each activity, would you .note first, if there are people 
in your division who specialize in such activities; second, if there are such people, how many there 
are, and third, if there are no such specialists, whether your Division might ~ have a need for 
any. Finally, I would like to know whether there is anyone outside .the Division who performs these 
activities for the Division. There are a lot of different questions here, so let's take them one 

. at a time. 

\Interviewer Note: If there is a specialist for an activity, go to column 3 and then column 4. If there 
is not a specialist for an activity, go to column 2 and then if there could be such a 
specialist, go to column 4, otherwise go on to the next specialized activity. 

Specialized Activity 

1.. Public relations and 
advertising 

2. Sales 

3. Ser~icing the products 
produced by the division 

4. Transporting resources 
from place to place 

5. Hiring/firing 

I 

Is there a 
specialist for 
this function? 

YES NO 

II 

Could there ever 
be a specialist 
for this function 
your division? 

YES NO 

III 

How-many 
are there? 

YES NO 

IV 

Is there anyone in 
but outside the 

division who performs 
these activities for 
the division? 

YES NO 



T 

specialized Activity 

6. Training 

7.. Employee welfar.e (e. g. , 
health plan administration) 

S. Security 

9. Resource acquisition 
(usually purchasing) 

10. Inventory administration 

1l. Maintenance (buildings 
and equipment) 

12. Accounting (fiscal 
control) 

13. Monitoring and control 
of workflow 

14. Inspection and quality 
control 

15. Technical innovation 
, 

16. Product research and 
development 

I 

Is there a 
specialist for 
this function? 

YES NO 

II 

Could there ~ 
be a specialist 
for this function 
your division? 

YES NO 

III 

How many 
are there? 

YES NO 

IV 

Is there anyone in 
but outside the 

division who performs 
these activities for 
the division? 

YES NO 



Specialized Activity 

17. Administrative innovation 
and change 

18. Legal problems 

19. Market research 

\ 

~ 

I 

Is there a 
specialist for 
this function? 

YES NO 

II 

Could there ~ 
be a specialist 
for this function 
your division? 

YES NO 

~ 

~ 

~ 

III 

How many 
are there? 

YES NO 

~ ~ 

~ 

IV 

Is there anyone in 
but outside the 

dlvision who performs 
these activities for 
the division? 

YES NO 



Q2. Some departments in' organizations engage mostly in activities which are well
spec,ified in advance. Other depa:(tments work out their procedures as they go 
along. Here is a ,list of the twelve branches in the Division., Please, 
rate each branch on the basis of the extent to which the work they do is well
specified in advance. 

Branch, 

1. Architectural Design Branch 

2. 'Civil Engineering & Design Branch 

3. Electrical Enginee:(irig & Design Branch 

4. Mechanical Engineering & Design Branch 

5. Civil Engineering Branch 

6. Electrical Engineering Branch 

7. Mechanical Engineering Branch 

8. Design Project 

9. Design Project 

10. Plant Additions Design Project 

11. Design Project 

12. Inspection & Testing Branch 

Extent to Which the Work of the Branch 

is HelL-Specified in AC!,vance 

[1] i2J [3J [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7} 

[lJ [2] [3] [4] [5] [6J [7J 

[1] [2] [3] [4] [5] [6) [7] 

[II [2] [3] [4J [5J [6J [71 

[1] [2] [3] [4] [5J [6] (7] 

[1] [2J [3] [4J [5J [6J [7] 

[1] [2] [3) [4] [5] [6] [7] 

[1] [2J [3J [4] [5] [6] [7J 

[lJ [2J [3] I4J [5] [6] [7] 

[1] [2J [3] [4] [5J [61 [7] 

[1] [2] [3] [4J [5] [6] [7J 

Q3. Some departments in organizations work within clearly established time schedules. 
In other departments it is not possible to estimate how long their work will 
take, and they, therefore, do not work within established time schedules. Here 
is another list of the twelve branches in the ~, -_ Division. Please rate each 
branch on the basis of the extent to which they work within clearly established 
time schedules. 



Exten.t to Which the Branch Works 

Branch Within Clearly Established Time Schedules 

J 
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1, Architectural Design Branch [1] [2J [3] 14] [5J [6] [7J 

2. ci¥il Engineerin9 & Design Branch [1] [2] [3] [4] [5] [6] [7] 

3. Electrical Engineering & Design Branch [1] [2] [3] [4] [5] [6] [7] 

4. Mechnaical Engineeririg '" Design Branch [1] [2] [3] [4J [5] [6J [7J 

5. Civil Engineering Branch [1] [2] [3] [4] [5] [6] [71 

6. Electrical Engineering BJ:)a,nch [1] [2] [3J [4] [5] [6] [7] 

7. . Mechanica.l Engineer-ing Branch Il] [2J [3] [4J [5] [6] [71 

8. Design Project II] I2] [31 [4] [5] [6] [7] 

9. Design project [1] [2] [3] [4] [5] [6] [7J 

10. Plant Additions Design "roject [lJ [21 [3] [4] [5] [6] [7J 

II. Bar Design Project [1] {-2J [3J [4] [5] [6] [7J 

12. Inspection & Testing Branch [l] [2] [3] [4] [5J [6J [7] 

.Q4. The next two questions 'deal with interdependencies between branches of the 
. Division. Some departments in organizations may be very dependent upon 

others for the performance of their tasks. Other departments may be in a 
position to do their job regardless of what happens in other departments. 
Would you rate each Branch on the basis of the extent to which it is 
dependent upon each other br.anch in order to do its job? (INTERVIEWER HANDS 
RESPONDENT A CARD) 



The Extent to "Which Branch X is Dependent Upon Branch Y 

(1 = not at all; 4 = moderately; 7 = to a very great extent) 

BRANCH Y"' 

<l' 
<l' ~ .. 

.$'1Io <l' l' ~ ./ '$'~ ~ '.$'~ ~I; .. 
~$'~ I; ~~ I ~ 

.$lto ,,<!i '§o~ .~ 

;l ~ I' ~'§' <:;-0fJ cr ~~ (5:' ,," ." ':-.¥.t~40 ,.; .. ,., .. '" I "' .... .$- ~ 'S' ~", .... d <lJf!I' .~{f q,' Q 
(jc ~~ " .. ~ ,§ <- :$ ,,~ olf 

'" <> ~ .§ "",,,, .. ,§ BRANCH X # ~ ':;... ,~QO ,~ ~~ 
,~ !S' <f Q'" 

~fj "t.'? ~ Q'" .;, ~ i5' 
~ if '" $ 

Q IT IT " <f 
1. Architectural Design Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567 

2. Civil Engineering & Design . 
Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567 

3. Electrical Engineering & 
Design Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567 

4. Mechanical Engineering & 
Design Branch 1234567 1234567 1234567 1234567 1234567 123.4567 1234567 

5. Civil Engineering Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567 

6. Electrical Engineerlng,Branch 1234567 1234567 1234567 1234567 1234567 1234567 1234567 
• 

7, Mechanical Engineering Ilraneh 1234567 1234567 1234567 1234567 1234567 1234567 1234567 

8. Design Project 1234567 1234567 1234567 1234567 1234567 1234567 1234567 



THIE NOIV: 

Q6. Sometimes managers of organizations face problems which come from outside the 
organization. Other times, the problems they face have to do >,i th what goes 
on within their organizations. What are the three most difficult recurring pro-
pI ems your Division faces which come from within .the Division? 

1. 

2. 

3. 

Q7, How often do these problems occur? 

1. ______________________________ ~year/month/week 

2. _________________________________ year/month/week 

3, __________________________ ....Jyear /lll()nth/week 

Q8. Sometimes the causes of problems can be determined easily, but it is still very 
difficult to find solutions. Other times, it is difficult to find the cause 
of a problem, even though the solutions are easy once the cause is found. Please 
rate how easy it is.. to find the cause for (problem in above) and then rate how eas 
it is. to find a solution for it once the cause has been found. (INTERVIEt>"ER HAND 
RESPONDENT CARD) 

(Interviewer will record responses below after termination of the interview.) 

Problem #1 

1. Ease of determining the 
cause of the problem 

2. Ease of finding a solution 
once the cause has been 
determined llJ 12J [3J 141 I5J 16J .f7J N/A 



Q9. 

QIO. 

Please rate how easy it is ·to find the cause for (problem #2 aboye) and. 
how easy it is to find. a solution for it once the Cause has been found, 
categories a,re on card interviewer has handed to respondent) 

Problem #2 

then rate 
(Response 

1. Ease of determining the 
CaUse oJ; the problem 17l N/A 

2. Ease of finding a solution 
once the cause has been 
determined [1] I2J 13]' [4J IS) 16J 17] N/A 

Please rate how easy it is to find the cause for (problemlf3 above) and 
how easy it is to find a solution for it once the cause has been fO\1,.,d. 
categories are on card interviewer has handed to respondent.) 

then rate 
{Response 

Problem #3 

1. Ease oJ; determining the 
cause of the problem 

2. Ease of finding a solution 
once the cause has been 
determined 

.l. 

'" ",'< 
.l. 

.;; 
$ 

,:: 
,J-

[1] I2J 13] 

[IJ [2] .3] 

.l. 

'" iJ" 
.l. ...., 

,,-'" 
"",'< 

'" § 
~ 

141' ISJ 

[4J' ISJ 

"-
$I 
~ 

,<'< 
'" Q- ~ .l. 

.;; ~ 
$ i:' .. 

,,"'" ,,'< 
0- ;f 

[6] 171 N/A 

[5] f7J N/A 

.. 
QII. Thank you. These concerns were LinJi ted to problems the branch ;faces wh.ich 

occur within the branch. What are the three most difficult and recurring 
problems the branch faces which come from outside the branch? 

1; 

2. 

3. 



\112. How often do these problems occur? 

______________________ ~/year/month/day 

2. ______________________ ~/year/month/day 

3. __________________ ----~/year/month/day 

Q13. Sometimes the causes of problems can be determined easily, but it is very difficu 
to find solutions to these causes. Other times, it is difficult to find .the cans 
of a problem, even though the solutions are easy once the cause is tound. Please 
rate how easy it is to find the cause for (problem #1 above) and then rate how ea 
it is to tind a solution for it once the cause· has been found, (INTERVIEWER HAND: 
RESPONDENT CARD) 

(Interviewer will record responses below after termination of the interview.) 

Problem #1 

1. Ease of determining the 
cause of the problem 

2. Ease of finding a solution 
once the cause has been 
determined [1] [2] [3] [4] ISJ 16] I71 N/A 



Q14. Please rate how easy it is to find the cause for (problem #2 above) and then rate 
how easy it is to' find a solution for it once the Cil-use has been found, (Response 
categoties are on card interviewer has handed to respondent) 

Problem #2 

1. Ease of determining the 
cause of the problem 

2. Ease of finding a solution 
once the cause has been 
determined 

-'. 
.,7 

<,; 
-'. 

¢' 
$ 

,,"'" ,j-
[1] [2] [3J, 

[1] [2] [3] [4) IS] [6] [7] N/A 

QlS., Please, rate how easy it is to find the cause for (problem #3 above) and then rate 
how easy it is to find a solution for it once the cause has been found. (Respons. 
categories are on card interviewer has handed to respondent). 

" -'. $' 

<?' 
., ~ 

<v"r <t- <v 
iJ' -'. 2i ~ 

-'. <V" -'. (,"r 
,;j .<.; ¢' .... 

Problem #3 $ # ~ $ .. 
~ J' ,,'>:- ,,"r 

l- Ease of determining the 
,;;- ~ ,;;- ~ 

cause of the problem [1] [2J [3J (4) [5] [6] I11 N/A 

2. Ease of find'ing a solution 
once the cause has been 
determined [lJ [2] [3] [4] IS] {6] [7J N/A 

TIHE NOW: 



Q16. An irr,porta.nt issl.\e in. orsanizatiOn.s involves who "pa.sa say" in decisions which 
affect the orsanization, XOl.\ haVe been kind enol.\sh to prov;l,de us with a set of 
six problems facing your Division. three which come from outside the Division 
and three which are internal to Here is a list of the twelve branches in 
DED. Keeping in mind the three problems which are internal to "please rate 
the extent to which the Branch Manager or Assistant Branch Manager of eacil 
Branch "has a say" in decisions about how to deal with these sorts o'f problems a ., 

The Extent to Which the Branch Manager or 
Assistant Branch Manager "has a say" in 

How to Deal with Problems Which are 
Branch Internal to 

4-
... '" ,,+ 

... " J-... 
"" ,,'" ... 0"1:-

.y ,,'<' , ." 
,,'" O~ ,,'<' 

,,'" ~ ~ ... ... 
.;f ,,0 ,,0 

1. Architectl.\ral Design Branch [lJ [2) [3) [ 4) [5) [6J [7) 

2. civil Engineering & Design Branch [1) [2J [31 [4] [5] [6J [71 

3. Electrical Engineering & Desipl Bra.nch [I) [2] [3J [4] [5] [6] [7] 

4. Mechanic""l Engineering' & Design Branch [1] 12J 13J [4] I5J [6J [7] 

5. Civil Engineering Branch [1] [2] [3) [4J [5) [6) [7) 

6. Electrical Engineering Branch [1] [2] [3] [4J [5] [6] [7] 

7. Mechanical Engineering Branch [1] [2) [3) [4) [5) [6) [7] 

8. Design l?roject [1) [2J [3) [4] [5] [6J [7] 

9. Design Project [1] [2] [3] [4] [5] [6J [7] 

10. l?lant Additions Design Project [1] [2] [3J [ 4] [5] [6] [7] 

11. Bar Design Project [1] [2] [3] [ 4] [ 5] [6J [7] 

12. Inspection & Testing Branch [1] [2J [3] [4J [5] [ 6] [7] 



, Q17. Here is another list of the Branches in This time, keeping in mind the 
three problems you, mentioned which come from outside , please, rate the 
extent to'which the Branch Manager or Assistant Branch Manager of each branch 
"has a say" indecisions about how to deal with these sorts of problems. 

Branch 

The Extent to Which,the Branch Manager or 
Assistant Branch Manager "has a say" in 

How to Deal with Problems Which are 
Outside 

~ ",«i 
",+ 

4:-i<i 
-'r: 

'" "-",,,, "'~ 
'V ",:'(- r.,,"" 

.~ »'" "" '" ;f <3'"' ,,'" -" 
". '!'" .p ",0 ",0 

l. Architectural Design Branch [1] [2J [3] [4] [5J [6] [7J 

2. Civil Engineering & Design Branch [1] [21 [3J [4] [5J [6] [7J 

3. Electrical Engineering Ii Design Branch [1) [2 J [3] [4J [5] [6] [7] 

4. Mechanical Engineering Ii Design Branch [1] [2] [3J [4] [5] [6] [7] 

5. Civil Engineering Branch [lJ [2] [3] [ 4] (5] [6J [7] 

6. Electrical Engin'eering Branch [lJ, [2] [3] [4] [5] [6] [7] 

7. Mechanical Engineering Branch [1] [2] [3] [4] [5J [6J (7J 

8. Design project [1] [2J [3] [4] [5] [6] [7J 

9. Design Project [1] [2J [3J (4] [5] [6] [7J 

10. Plant Additions 'Design Project [1) [2 J [3) [4 J [5] (6] [7] 

11. Design Project [1] [2] [3] [4] [5] [6J [7] 

12. Inspection Ii Testing Branch [lJ [2J [3] [4] [5] [6J [7] 



Q18. Here is a list of different types of decisions. 
of people "have a say" in making these decisions 
ate extent; and 7 = to a very great extent) 

Please rate the extent to which each of the different types 
in the - ~.Division. (where I = not at all; 4 = to a moder-

Extent to which each of 
listed decision types. 
to a very great extent) 

the people below "have a say" in making each of the 
{I = not at all; 4 = to a moderate extent; and 7 = 

Decision Types 

1. Decisions about how people in 
the Division do their work. 

2. Decisions about scheduling 
work activities in the 
Division 

3. Decisions about hiring people 
in the Division 

4. Decisions about pay raises 
for the Division personnel 

5. Decisions about changing how 
people do their work in the 
Division 

6. Decisions about what people 
should do when something 
unexpected "happens in the 
Division 

, 

Division Director 
or Assista,nt 

Division Director 

1 2 3 4 5 6 7 

I 2 3 4 5 6 7 

1 2 345 6 7 

1 2 3 4 5 6 7 

1234567 

I 23 4 5 6 7 

Branch Chief 
or Assistant 
Branch Chief 

I 2 3 4 567 

1 234 567 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1234.567 

J, 2 3 4 5 6 7 

Section 
Supervisors 

1 2 3 4 567 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

I 2 3 4 567 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

Other Branch 
Personnel Below 
the Level of 

Section Supervisor 

I 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 56 7 

1 2 345 6 7 



Decision Types 

7. Decisions ab,?ut how to se.ttle 
disagreements between people in 
the DiVision 

8. Decisions about firing people 
in the Division 

9. Decisions about what. should be 
done when someone in the 

. Division isn't doing their job. 

10. Decisions about promoting 
people in the Division. 

11. Decisions about how work
related problems are solved 
in the Division. 

12. Decisions about how work will 
be divided up among people in 
the Division 

13. Decisions about what should 
be done when people in the 
Division don't get what they 
need to do their work. 

14. Decisions about what.people 
in the Division do day'to day 

15. Decisions about when people in 
the Division take time off 

Extent to which each of 
listed decision types. 
to a very great extent) 

the people below "have a say" in making each of the 
(1 = not at all; 4 = to a moderate extent; and 7 = 

Division Director 
or Assistant 

Division Director 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 456 7 

1 2 345 6 7 

1 2 3 4 567 

1 2 3 4 5 6 7 

1 2 345 6 7 

Branch Chief 
or Assistp.nt 
Branch Chief 

1 2 3 4 56 7 

1 2 3 4 567 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 567 

1 2 3 4 567 

1 2 3 4 567 

1 2 3 4 567 

1 234 5 6 7 

Section 
Supervisors 

1 2 3 4 5 6 7 

1 234 567 

1 2 3 4 5 6 7 

1 2 3 4' 5 6 7 

1 2 3 4 567 

1 2 3 4 5 6 7 

l. 2 3 4 5 6 7 

1 2 3 4 567 

1 2 3 4 5 6 7 

Other Branch 
Personnel Below 
the Level of 

Section Supervisor 

1 2 3 4 5 6 7 

12345.67 

1234567 

1 2 3 4 5 6 7 

1 2 345 6 7 

1 2 3 4 567 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 567 



Q19. There are many ways managers of organizations go about ,lnaking sure that things 
are going well in the various departments of their organization. Here is a 
list of the different approaches managers may take. Please rate them on the 
basis of the extent to which they are used in the Division to make sure G,at 
things are going well in the various branches. 

Activity 

1. Meetings of all bra,nchpe:t;sonn,el". 
e~cluding secretaries and cleriGals 

2. Progress reports by Branch Chiefs 
or Assistant Branch Chiefs to D;i:yision 
Director or Assistant Diyisi'OIl DirectoJ:l 

3. Meetings between Branch Chiefs or 
Assistant Branch Chiefs and the DiVision 
Director or Assistant Division Director 

4. Accounting of expenditures within 
the Division 

S. Projecting expenditures for future 
projects within the Division 

a 

6. Evaluation of Division personnel 

7. Taking inventories 

8. Quality control 

9. Determining whether the Division is 
non-schedule" for work that has to 
be done 

TIME NOW: 

Extent to Which Activity is Governed by 
Rules and Regulations 

[4J [5] (6J 

[1] [2] [3] [4] [5] [6] [7] N/A 

[1] [2] [3] [4] [5J {6] [7] N/A 

, 
[1] [2] [3J [4} [5] [6] [7] N/A 

[I] [2] ,[3] [4J [5J [6] [7] N/A 

[1] [2] [3] [4] [5] [6] [7J N/A 

[1] [2] [3] [4] [5] [6] [7] N/A 

[I] [2] [3] [4] [5J [6] [7] N/A 

[1] [2] [3] [4] [5] [6] [7] N/A 



-----~~~__4_'4_-.-- __ " ____ ~ __ _ 

Interviewer note: Take next handout sheet and record respondents answer to next question right on the 
sheet. This will be needed for his subsequent response to the next question .. 

Q20. One of the problems many organizations face is that they don't control many of the things they are 
dependent upon, such as other organizations. What other organizations, or other divisions within 

, i.s the Division directly dependent on for perfonning its tasks? (INTERVIEWER WILL RECORD 
.ANSWERS ON HANDOUT) Here is a iist of your answers. Please rate the exte!lt to which the 
is directly dependent upon these ·other organizations or divisions,- and then rate the extent to which 
each of these is'directly dependent upon the Division. 

Extent to Which is Extent to Which This 
Dependent Upon This Organization/Division 

Organizations/Divisions Organization/Division is Dependent Upon 

~ ~ 

/.:' 4.J"f' " ~ ""~ 
" 4c" ,,<l:' Q! r.S 

,,~ ~lI.j <t' ~ ~41 c¢ 
" f ~ .;;,.'" ~ ~" f ~ .;;,."" ~ 

t " J:! " ,,"" " " " ~"" " ~"" <' ~o CJ ~o CJ ~ ~c ,:; ~c ,:; 

1. [1] [2] [3] [4] [5] [6] [7] [1] [2J [3] [4J [5] [6] [7] 

2. [1] [2J [3J [4] [5] [6] [7] [1] [2] [3] [4] [5] [6] [7] 

3. fl] [2] [3J [4] [5J [.6] [7] [lJ . [2] [3] [4] [5] [6] [7] 

4. [1] [2] [3] [4J [5J [6J [7] [1] [2] [3] [4] [5] [6J [7] 

6. [lJ [2] [3J (4) [5] [6J [7J [1] [2) [3] [4] [5] [6] [7J 

7. [1] (2] [3] [4) [5] [6] (7) [1) [2] [3] [4] [5] [6] [7] 

8. [1) [2] (3] [4] [5] [6J [7] [1] [2] [3] [4] [5] [6J [7] 

9. .. [1] [2] [3] [4] [5] (6) [7J [1] (2J (3J [4J [5J [6] [7] 

10. [1] [2J [3] [4J [5] [6) [7] [1] [2] [3] [4J [5J [6J [7] 



Q2L When an organization is dependent upon other organizations in order t,o do its 
job, an i~portant issue involves who plays important roles in dealing with 
~hese other organizations. Here is a list of different types of people in the 

Division. Please rate the extent to. which each one, in general, plays an 
important role in dealing with other organizations or divisions upon which 
the Division is dependent. 

Extent to Which this Individual Plays 
an Important Role in Dealing With 

Organizations or Other Divisions 
Upon Which the is Dependent 

~ ,,'" 
¢ 

,,<V 

" ",+ 

" ",'" 

J" 
" v 

",," 

>:/'" ... ,," .f :J ..l; ,," ;;,.0 " " 
1. Division Director or Al>sis~t 

,,0 ,,0 

Division Director I:LJ 12J 13J 14J I5J 16] I7J 

2. Branch Chiefs Or Assistant 
Branch Chiefs [1] [2] [3] [4] [5] [6] [7} 

3. Section Supervisors [IJ [2] [3] [4] [5] [6] [7] 

4. Other Personnel below the 
level of Section Supervisor I1,J 12J [3J 14J 15J [6] [7] 

TIME NOW: 

Q22. The last question I have deals with the role the various Branch Chiefs or 
Assistant Branch Chiefs play, if any, in dealing with other organizations or 
Divisions upon which the is dependent. Here is another list of the various 
twelve branches.. Please rate the extent to which their Branch Chiefs or 
Assistant Branch Chiefs, in general, play an important role in dealing with 
other organizations or divisions upon which the Division il> dependent. 



Branch 

1, ~chitecturalDesign Branch 

2. Civil Engineering & Design Branch 

3. Electrical Engineering & Design Branch 

4. Mechanical Engineering .& Design Branch 

5. Civil Engineering Branch 

6. Electrical Engineering Branch 

7. Mechanical Engineering Branch 

B. Project 

9.. Project 

10. Plant Additions Design Project 

11. Design project 

12. Inspection & Testing Branch 

Extent to Which the Branch Chiefs or 
Assistant Branch Chiefs Play an 

Important Role in Dealing with Other 
organizations Upon Which the 

Division is Dependent 

[1] [2] [3] [4] [5] [6] [7] 

[lJ [2] [3] [4J [5J [6] [7] 

[1] [2] [3J [4] [5] [6] [7] 

[1] [2J [3] [4J [5] [6] [7] 

[11 [2] [3] [41 [5] [6J [7] 

[1] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [41 .[5] [6J [7J 

[1] [2] [3] [4] I5] [6] [7] 

[1] [2] [3] [4J [5] [6] [7] 

IlJ I2J {3J [4J [5] [6] [7] 

[1] [2] [3J [4J [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

These are all the questions I have. I appreciate the time you were willing to spend 
with us. 



D. STRUCTURED JOB OBSERVATION GUIDE 

David A. Nadler 

G. Douglas Jenkins, Jr. 

In many organizations, an important issue in organizational 

intervention is .. the design of the tasks, roles, or jobs which individuals 

hold. Recently, many organization development efforts have been 

targeted at the nature of work through programs of "job enrichment", 

"job enlargement", or job redesign. 

The research related to.jobs in organizational settings has focused 

on identifying psychological dimensions of jobs which relate to various 

outcomes, such as satisfaction, motivation, or job performance. Major 

advances in this area have been achieved through the work of Rice (1958) 

Davis (1957), Turner & Lawrence (1965), Hackman & Lawler (1971), and 

Hackman & Oldham (1975). This research has identified a number of 

key job di~ensions and resultant psychological states. 

A major problem, however, in researching the effects of changes 

in jobs has been to find ways of measuring these job dimensions. Most 

of the research has relied solely on self-reports of job holders. While 

these have been adequate for the research to date, self reports have a 

number of major limitations. First, there are many sources of bias and/or 

unreliability in self-report measures. These have been noted (Webb, 

C~pbell, Schwartz, & Sechrest., 1966) as part of the general case for 

the use of multiple methods in measurement. Second, the sole reliance 

on self-report measures is particularly problematic in the measurement 

of change in organizations. In the measurement of job characteristics, 



D.2 

for example, it is difficult to determine whether changes in reported 

job characteristics at a time two measurement point really represent 

changes in the objective nature of the work, or whether changes represent 

spillover from a general "halo effect" resulting from changes in other 

parts of the work environment. 

Thus, there was a need for an alternative method of measuring the 

nature of jobs. Some of the measurement literature suggested structured 

observation as an appropriate method (Heyns & Lippitt, 1954; Heyns & 

Zander, 1953; Weick, 1968). A structured observation guide was developed 

in 1972 as a first attempt to test out the effectiveness of this approach. 

The first· observation experiment was conducted as part of a larger 

study of work roles and employee attitudes and behavior by the Survey 

Research Center. Approximately 750 workers in 5 different organizations 

were observed using the standardized observation guide. Those same 

workers also went through a two hour structured interview covering many 

of the same variables. A group of 36 "non-professional" (undergraduates 

and first year graduate students) observers were trained for two days. 

The training program had observers r.ated several video-taped jobs, using 

the job observation guide, and then had them receive feedback on their 

ratings. The observers then observed the subjects in one-hour time blocks. 

Each subject was observed at least twice, with each observation being 

conducted by a different observer. 

Analyses of the results of this study centered on assessing the 

stability (repeatability), internal consistency, and across-methods 

convergence of the measure. The results of these analyses along with 

a more detailed description of the development of the instrument. are 

reported in Jenkins, Nadler, Lawler, & Cammann (1975). The results 

generally indicated high levels of stability and internal consistency, 



D.3 

but only moderate levels of convergence between observed and self reported 

job characterIstics. 

Based on the results of the first study, changes were made in the 

observation instrument and the training procedure. Currently, a second 

observation study is underway, aimed at assessing the effectiveness of 

the new instrument and training. 

The instrument that is attached here is tHe second version of the 

observation guide. It is designed to be used by trained observers in 

a variety of different situations. 
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SCALES: STRUCTURED JOB OBSERVATIONS 

The following is a list of the scales for the structured job 
observation guide. Each scale is listed along with the item 
numbers from the guide as included -here. Item numbers are the last 
three digits of the keypunch codes, listed to the right of each 
item on the actual instrument. 

Scale Item numbers 

Variety 142, 157, 168 

Autonomy 143, 161,162,167,169,177 

Task completion 144,175 

Task impact 145,159 

Task feedback 146,156 

Required skills & abilities 147,148,158,165 

Required interdependence 149,164,166 

Required effort 160,163 

Uncertainty 150,171,176,178 

Conflicting demands 170,172 

Meaningfulness 173 

Interaction patterns 151-155 

Resources 129,130,131,132,133,174 

Comfort 128,134 

Complexity of work with people 135-141 
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ON-THE-JOB OBSERVATION GUIDE 

Study Number: I I 
Observation Number: 0 
Deck Number: I I I 
Respondent Number: I I I I I I I 
Observer Number: OJ 
Starting Time of Observation: 

(Use Military Time. e.g., 1 p.m. = 1300) 

Introduction 

101 :01-03 

101 :04 

101:05-07 

101 :08-14 

101 : 15-16 

101:17-20 

This booklet-is provided as a guide and data recording form for the 
standardized observation of job characteristics. It is designed to be used 
by observers who have been trained in its use. The guide is set up in the 
same order as the different timed phases of the observation. For each part 
of the observation guide, read the instructions and provide the appropriate 
information. 

The major parts of the observation guide are as follows: 

Part Activity Time Allotted for Each Part 
Minimum Maximum 

I Introducing yourself to the indi-
vidual being observed and orienting 
yourself to the job. 5 minutes 15 minutes 

II General observation 15 mi nutes 45 minutes 

III Structured observation of the job ---- 15 minutes 

IV Rating the job ---- 15 minutes 

V Administrative information ---- ----

VI Editing (to be done away from the 
job) ---- ----



USE THIS SPACE FOR NOTES 



Part 1. Introduc.ing yourself to the individual being observed and 
orienting yourself to the job. (5 - 15 minutes) 

OBSERVERS SHOULD BE 
BEGIN OB~ERVATIONS, 
BEEN NOTI F I ED AHEAD 
OBSERVED, 

WEARING THEIR SRC ID BADGES AS THEY 
THE INDIVIDUAL WILL NORMALLY HAVE 

OF TIME THAT HE/SHE IS GOING TO BE 

HAVING LOCATED THE EMPLOYEE, WAIT UNTIL A LOGICAL BREAK 
POINT IN THE EMPLOYEE'S WORK AND INTRODUCE YOUR~ELF, 
IN YOUR OWN WORDS, YOU SHOULD CONVEY THE FOLLOWING INFOR
MATION. . 

1. Your name and SRC/UM affiliation, 

2. What the study is. 

3. Reminder of the previous interview. 

4. Stressing of confidentiality and anonymity, 

5. Brief explanation of what you will be doing, 

6. Emphasizing that employee should continue with normal behavior. 

7. Identify supervisor and co-workers. 

8. Warning of possible interruption in 5-10 minutes. 

AFTER HAVING ORIENTED YOURSELF TO THE JOB, YOU MAY ASK THE 
EMPLOYEE QNf. OR lllQ. QUESTIONS TO CLARIFY WHAT YOU ARE 
OBSERVING, IN MOST CASES THERE SHOULD BE NO NEED TO ASK 
ANY QUESTIONS, QUESTIONS SHOULD BE ASKED ONLY IN CASES 
WHERE IT IS UNCLEAR WHAT THE EMPLOYEE IS DOING (FOR EXAMPLE, 
IF EMPLOYEE IS WORKING ON A MATERIAL OR OBJECT OR WITH A 
MACHINE THAT IS UN INTERPRETABLE BY THE OBSERVER), REMEMBER, 
THIS IS NOT AN INTERVIEW. ONLY ASK THOSE QUESTIONS THAT ARE 
ABSOLUTELY ESSENTIAL TO UNDERSTANDING WHAT THE EMPLOYEE IS 
DOING, 



Part II. Genera] observation (15 ~ 45 minutes) 

THIS PERIOD SHOULD BE SPENT OBSERVING THE WORKER AND THE 
JOB TO GET A FEEL FOR THE GENERAL CHARACTERISTICS OF THE 
JOB AND THE SPECIFIC DEMANDS AND OPPORTUNITIES IT PROVIDES 
FOR THE WORKER. THE PURPOSE OF THIS PERIOD IS TO GET A 
GENERAL ORIENTATION TO THE JOB BEFORE MOVING ON TO THE MORE 
STRUCTURED OBSERVATION AND RATING TASKS. 

THIS GENERAL OBSERVATION PERIOD WILL VARY IN LENGTH 
DEPENDING ON THE TYPE OF JOB BEING OBSERVED. THE PEgIOD 
SHOULD BE NO LESS THAN 15 MINUTES AND NO MORE THAN 4) MINUTES. 

Part III. . Structured Watching 

A. AFTER OBSERVING THE ,lOB FOR WtlAT YOU JUDGE TO BE AN ADEQUATE 
PERIOD (MINIMUM OF 1) MINUTES), ANSWER EACH OF THE FOLLOWING 
QUESTIONS, WRITING IN THE APPROPRIATE INFORMATION. 

1. Does the employee repeat any activity or group of activities during 
the normal course of his/her work (are there any identifiable cycles)? 

[lJ YES [2J NO (if no, ·skip to next question and mark 
a to d "NA") 

a. Describe the largest identifiable and repeated cycle. 

b. Describe the identifiable sub~parts of the largest cycle. 

1 01 : 21 



c. What is the approximate length;n time of the largest cycle? 

______ Time 

d. How "regular" are the cycles? Describe to what extent they 
vary in length, type of activities done. sequence of activities, 
etc. 

2. What tools, machinery, or pieces of equipment does the employee work 
with during the normal course of his/her work activities? 

3. Does the·employee's normal work involve working with automatic 
machines or equipment? (exclude hand tools or hand held power 
equipment, e.g., hand held drills. electric screwdrivers, etc.) 

[1] YES [2] NO (if no, skip to next question and mark 
a to d uNA ") 

a. Does the pace of the employee's work activities appear to be 
controlled or constrained by the equipment he/she is working 
with? If so, how? 

101 :22 



b. How much control does the employee seem to have over the 
activities of the machines or equipment he/she works with? 
Give examples. 

4. Does the employee's normal work involve working wit.h or on some type of . 
material or object -- where a central part of the employee's job 
involves moving, working on, or is some way changing the material 
or object? 

[1] YES [2] NO (if no, skip to next question and mark 
a to c "NAil) . 

a. From where does the employee get his/her "raw materials" 
(materials or objects to be worked on)? 

b. What does the employee actually do with the material or object 
(what is the transformation process)? 

c. When the employee finishes working on the material or object, 
where does it go or where does he/she take it? 

5. Does the employee's normal work involve dealing with other people 
for work related purposes? 

101 ; 24 

[1] YES [2J NO (if yes, how many 1n a specified time period 101:25 
and in general what types of people) 



6. What kinds of skills or learning appear to be necessary to perfonn 
the job adequately? (skills above and beyond what the average 
high school graduate could be expected to have coming in off the 
street)? 'List the skills 

7. Does the employee relate to, refer to, depend on, or work from any 
oral or written instructions during the normal course of his/her 
work activities? (including such things as specification sheets, 
manuals, blueprints, etc.)? 

[1 J YES [2J NO (if yes, list) 101 :26 

8. Does the employee record any information (on paper, blackboard, etc.)? 

[1] YES [2J NO (if yes, indicate what seems to be recorded, 
how, and where) 101:27 



B. FOR EACH OF THE FOLLOWING STATEMENTS, CHECK THE NUMBER 
INDICATING HOW MUCH yOU AGREE WITH THE STATEMENT AS A 
DESCRIPTION OF THE EMPLOYEE'S JOB. 

J. His/Her work area is clean 

2. He/She is frequently interrupted 

3. He/She is frequently interrupted 
for non-work related reasons 

4. He/She is'given enough space to 
do his/her job 

5. He/She is given adequate lighting 
for his/her particular job 

[lJ [2J [3] [4] [5J[6] 

[1] T2J [3] [4] [5J [6] 

[1] [2] [3J [4] [5] [6] 

[1] [2] [3] [4] [5] [6] 

[1] [2] [3] [4J [5] [6] 

6. He/She has agequate access to 
machinery, tools or other 
equipment [1] [2] [3] [4] [5] [6] 

7. His/Her job exposes him/her to 
dangerous or unhealthy conditions [1] [2] [3] [4] [5] [6] 

C. DURING THE PERIOD OF OBSERVATION, HOW OFTEN WOULD YOU SAY 
THE INDIVIDUAL ENGAGED IN EACH OF THE FOLLOWING ACTIVITIES? 

Frequently OccaSionally Never 

Mentoring: Deal ing with individual s 
in terms of their total personality 
in order to advise, counsel. and/or 

101:28 

101 : 29 

101:30 

101 : 31 

101 :32 

101 :33 

101:34 

[2] [3] guide them with regard to problems. 101:35 



Frequently Occasionally Never 

[1] [2] [3] Negotiating: Exchanging ideas, infor- 101 : 36 
mation, and opinions with others to 
formulate policies and programs and/ 
or arrive jointly at decisions, con-
clusions, or solutions. 

[1 ] [2] [3] Instructing: Teaching subject matter 101 : 37 
to others, or training others (inclU-
ding animals) through explanation 
demonstration, and supervised 
practice. 

[1] [2] [3] Supervising: Determining or inter- 101 : 38 
preting work procedures for a group 
of workers, assigning specific duties 
to them, maintaining harmonious 
relations among them, and promoting 
efficiency. 

[1] [2] [3] Persuading: Infl uencing others 
favor of a product, service, or 

in 101 : 39 

point of view. 

[1] [2] [3] speaking-Signalinr: Talking with and/· 101 : 40 
or signaling peop e to conveyor 
exchange information. 

[1] [2] [3] Serving: Attending to the needs or 101 : 41 
requests of people or the expressed 
or implicit wishes of people. 
Irrmediate response .1s involved. 



Part IV. Rating the Job 

WHILE STILL OBSERVING THE JOB, RATE THE JOB BY CHECKING 
THE APPROPRIATE RESPONSE TO THE ITEMS IN THE FOLLOWING 
SECTIONS OF THIS BOOKLET. 

A. CHECK THE NUMBER ON EACH OF THE FOLLOWING SCALES WH1CH 
MOST APPROPRIATE DESCRIBES THE JOB YOU ARE WATCHING. 

1. How much variety is there 1n the job? 

[1] [2] 

Very little; the 
individual does 
pretty much the 
same things over 
and over, using 
the same equip
ment and proce
dures a lmost all 
the time 

[3] [4] 

Moderate 
variety 

[5] [6] [7] 

Very much; the 
individual does 
many different 
things, using a 
wide variety of 
equipment and/or 
procedures 

2. How much autonomy is there in the job? That is, to what extent 
does the job permit the individual to decide by himself/herself 
how to go about doing the work? 

[1] [2J 

Very little, the 
job gi ves him/ 
her almost no 
personal "say" 
about how and 
when the work 
is done 

[3] [4J [5] 

Moderate autonomy; 
many things are 
standardized and 
not under his/her 
control; but he/ 
she can make some 
decisions about 
the work 

[6] [7] 

Very much; the 
job gives him/ 
her almost com
plete responsi
bllity for 
deciding how 
and when the 
work is done 

101:42 

101 :43 
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3. How much does the job involve the individual producing an entire 
product or an entire service? 101 ;44 

[lJ [2J 

The job involves 
doing only a 
small part of 
the entire product 
or service; it 1s 
also worked on by 
others or by auto
matic equipment 
and he/she may 
not see or be 
aware of much 
of the work done 
on the product 
or service 

[3] [4J [5] 

The job involves 
doing a moderate 
sized "chunk" of 
the work; while 
others are involved 
as well. hi s/her 
contribution is 
sign i ficant 

[6] [7] 

The job i nvo 1 ves 
producing the 
entire product or 
service from start 
to finish; the 
final outcome of 
the work is clearly 
the results of hi s/ 
her work 

4. How much does the work that the individual does on his/her job make 
a visible impact on the materials or objects being worked on or 
service being rendered? 101 :45 

None at all; 
it is hard to 
tell what 
impact his/her 
work makes on 
the object or 
service 

[2] [3J [4] [5J 

A moderate amount 

[6J [7J 

A great amount; his/ 
her work is clearly 
visible, it makes a 
noticeable difference 
in the materials, 
objects, or service 

5. To what extent does doing the job itself- provide the individual with 
information about his/her work performance? That is, does the actual 
work itself provide clues about how well he/she is doing--aside from 
any "feedback" co-workers or supervisors may provide? 101 ~46 

[1] [2J 

Very little; the 
job itself is set 
up so he/she 
could work forever 
without finding out 
how we 11 he/ she is 
doing 

[3J [4J [5] 

Moderately; some
times doing the job 
provides "feedback" 
to him/her; some
times it does not 

[6] [7] 

Very much; the job 
is set up so that 
he/she gets almost 
constant "feedback" 
as he/she works about 
how well he/she is 
doing 



6. How intellectually demanding is the job? 

[1] . [2J 

Not at all. the 
job is very rou
tine and does 
not require any 
mental effort 

[3] [4] [5] 

Moderately 

[6] [7] 

Extremely, the 
job is very 
non-routine and 
involves a lot 
of "thinking
through" or pro
blem solving 

7. To what ,extent does the job require the use of sophisticated or 
complex skills or knowledge, 

[2J 

Very little; no 
skills are 
required that the 
average person 
would not already 
have 

[3] [4] [5J 

Moderate, some 
skills are 
required, but they 
would not be dif
ficult for the 
average person to 
obtain in a short 
time (3 months) 

[6] [7] 

Very much; 
highly complex 
or sophisticated 
skills are needed 
to do the job 

lOl:47 

101 :48 

8. To what extent does the job require the individual to work closely 
with other people (either "clients," or people 1n related jobs 
within the organizations)? 101:49 

[2] 

Very little; 
dea 1 i ng with 
other people is 
not at a 11 nec
essary in doing 
the job 

[3] [4J 

Moderately; 
some dealing 
with others 
is necessary 

[5J [6] [7] 

Very much; 
dealing with 
other people 
is an absolutely 
essential and 
crud a 1 pa rt of 
doing the job 



B. 

9. How much uncertainty is there in the job? 101 : 50 

[1] . [2J 

Very little; the 
individual almost 
always knows what 
to expect and is 
never surprised by 
something happening 
unexpectedly on the 
job 

[3] [4] 

Moderate 
uncertainty 

DURING THE NORMAL WORK ACTIVITIES 
OF THE INDIVIDUAL, HOW OFTEN DOES 
THE INDIVIDUAL INTERACT VERBAL~Y 
WITH THE FOLLOWING INDIVIDUALS, 

1 • His/Her supervisors 

2. His/Her co-workers (at the same 
level of the organization as 
the individual) 

3. His/Her co~workers (at different 
levels of the organization from 
the individual) 

4. Others (customers, clients, 
patients) 

5. Unidentifiable individuals 
(can't ten who they are) 

[5] [6J [7] 

Very much; the 
individual is 
almost never sure 
what 1s going to 
happen; unexpected 
things frequently 
happen 

,," ,;;--\ 
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[1] [2J [3] [4] [5] [6] 101 : 51 

[1] [2] [3] [4] [5] [6] 101 : 52 

[1] [2J [3] [4] [5] [6] 101 :53 

[1] [2J [3] [4] [5] [6] 101: 54 

[1] [2] [3] [4] [5] [6] 101 : 55 



C. PLEASE INDICATE HOW TRUE EACH OF 
THE FOLLOWING STATEMENTS IS AS A 
DESCRIPTION OF THE JOB YOU ARE 
OBSERVING. ,;;,<& 

v5 ,;;,<& ,;;,<& 

" v5 "", 
" <& 'l> " <& 'l>"" ," 

1- Just doing the work required by the job 'l>"" • "" "" ,f' "" 
><v " '\ &i'~ ,,'I 

gives the individual many chances to <:-0 'l> c; ",,<& 

figure out how well he/she is doing. [1] [2] [3J [4] 101: 56 

2. The job lets the individual do a 
variety of different things. [1] [2] [3] [4] 101 :57 

3. The job requires a high level of 
skill. . [1] [2] [3] [4J 101 : 58 

4. The job allows the individual to make 
a visible change in the materials 
worked with or service provided. [1] [2J [3] [4] 101: 59 

5. The job requires a high level of 
mental effort: [1] [2] [3] [4] 101 :60 

6. The job allows the individual to 
determine his/her own work pace, [1] [2] [3J [4] 101 :61 

7. The individual has enough freedom 
as to how he/she does the work. [1] [2] [3] [4] 101 : 62 

8. The job requires the individual to 
exert a lot of physical effort. [1] [2] [3J [4] 101:63 

9. The individual has to cooperate 
directly with other people in order 

[1] [2] [3] [4] to do his/her job. 101 :64 

10. The job 1s so simple that virtually 
anybody could handle it with little 
or no initial training. [1] [2] [3] [4J 101 :65 

11- The individual has to depend on the 
work performed by others 1n order 
to get the materials or information 
he/she needs to do his/her work. [1] [2] [3] [4] 101: 66 

12. The individual has a lot to say 
over what happens on h1s/her job. [1][2] [3] I4J 101:67 
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·1 13. The jobrequ'lres that the individual ~ ~ '00 ",e 

i 
Ida the same things over and over. [1] [2] [3] [4] 101 :68 

14. The job allows the individual to make 
a lot of d.ecis10ns on his/her own. [1] [2] [3] [4] 101 ;69 

' .. 

I 15. On the job other' people make conflicting I 
I demands of the individual. [1] [2] [3] [4] 101: 70 

D, PLEASE INDICATE HOW MUC'" yoU AGREE 
OR DISAGREE WITH EACH OF THE FOL-

e'b ee LOWING STATEMENTS AS A DESCRIPTION 
~ :{ 

OF THE JOB YOU ARE WATCHING. ~O:i ee ee • '0'1> ~'o ~~ ~ ~;' 'I> 

S;-'\ ",* .;:;-.'\ .;:;-.'\ S;-~ 
o~ ~O:i. ~ . ~ ee o~ 

1. The individual working on the >6 ,,'0 , ..... :-.." ~ >6 
job does tasks which are clearly 

'0 ~ '0 .c, 'I> '0 

defined. [1] [2] [3] [4] [5] [6] 101 : 71 

2. The individual working on this 
job is free from conflicting 
demands that others may make of 

[l] [2] [3] [4] [5] [6] him/her. 101 :72 

3. The jobJs meaningful. [1] [2] [3] [4] [5J [6] 101 :73 

4 • The individual working on his/ 
. her job frequently had to stop 
to get th1ngs he/she needed . 
and didn't have readily available. [1] [2] [3J [4] [5] f6J 101: 74 

5. On the, job, the individual 
produces a whole product or per-
forms a complete service, [l] [2] [3] [4] [5] [6] 10l :75 

6, The job requires the individual 
to be prepared to handle sur-
prising or unpredictable 

[1] [2] [3] [4] [5] [6J 101:76 situations. 



7. The job denies the individual any 
chance to use his/her personal 
initiative or discretion at work. 

8. The job is one that 1s highly 
predictable, and that rare1y 
presents the individual with 
surprising or unpredictable 
situations. 

Part VI. Administrative Information 

[1J [2J [3] [4] [5] [6J 101:78 

ONCE YOU HAVE COMPLETED OBSERVING AND RATING THE JOB, BUT 
BEFORE LEAVING THE AREA WHERE THE INDIVIDUAL WORKS, FILL 
OUT THE FOLLOWING INFORMATION. 

1. Was the observation completed? 

[1] YES [2] NO 101 : 79 

Reason for 1ncompleted observation: 

2. How confident are you of the accuracy of your ratings of this job? 

[1] 

Not at all 
confident; 
I was not at 
all able to 
rate the job 
1 observed 
accurately 

[2] 

Somewhat con
fident; my 
ratings are 
only partially 
descriptive of 
the job I 
observed 

[3J 

Moderately 
confident, my 
ratings pro
vide a fairly 
accurate des
cription of 
the job I 
observed 

[4] 101 :80 

Very 
confident; 
my ratings 
accurately 
describe 
the job I 
observed 



3. Ask the individual how typical the sequence you observed 1s 
of the work which is normally done? 

[1] 

Not at all 
typica 1; he/ 
she usually 
dO.es a very 
different 
type of work 

[2J 

Somewhat typical; 
he/she often does 
similar work, but 
this observation 
period did not com
pletely cover his/ 
her job ' 

[3J 

Very typi ca 1 ; 
he/she usually 
does work of 
the type 
observed 

4. Was this a validation observation. i.e., did another observer 
make this observation with you? 

[lJ YES [2J NO 

102; 21 

102: 22 

5. Ending time of observation: 102:23-26 

(Use military time, e.g., 1 p.m. = 1300) 
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E. BEHAVIORAL-ECONOMIC MEASUREMENT SYSTEM 

Philip H. Mirvis and Barry A. Macy 

It is self-evident that the measurement and ass.essment of work 

organizations requires attention to gross economic outcomes. Such 

indicators are commonly employed to represent the overall economic 

effectiveness of an organization and include variables such as the 

volume of goods or services produced, the cost and price per unit, and 

the like. For assessment purposes, however, these gross measures are 

insufficient for understanding sources of change in economic o\,tcomes 

and provide few clues to the means for improving organizational perf or-

mance. According~y, economic assessment must shift to a more complex 

level of detail, employing a standard methodology for identifying. 

defining, and measuring indicators of work performance and determining 

their economic impact. The purpose of the methodology and set of 

measures is not to duplicate the normal accounting methods and fiscal 

evaluations'of.work organizations, but rather to seek complementary 

measures that have properties of reliability and validity, pertinence 

to the evaluation of organizational change, and allow comparisons across 

different organizations. 

Work is well underway in the Quality of Work Research Program re-

fining and field testing such a methodology (Macy and Mirvis, 1975). 

Figure 1 in Part 1 depicts the conceptual framework relating behavioral-

economic variables to perceived organizational characteristics and 

technological factors. The selection of variables was based upon three 

criteria ·(Macy and Mirvis, 1974): 

1. The behavior must be defined such that it is' significantly 
affected by the work structure. 
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2. The behavior must be measurable and convertible to signifi
cant cos.ts to the organization. 

3. The measures and costs of each behavior must be mutually 
exclusive. 

Consistent with these criteria, precise behavioral definitions 

were constructed partial ling out those behavioral activities unrelated 

to working conditions such as absence due to jury duty, funerals, 

maternity, etc. So too, if the behavior is to have a monetary effect, 

it should produce performance outcomes measurable and costable in 

economic terms. As a result behaviors such as alcoholism were eliminated 

which, though potentially related to working conditions, manifest 

themselves in the costly behaviors of absenteeism and tardiness. 

This research has identified four variables that pertain to 

member participation in the sense of attendance at work (absenteeism, 

turnover, strikes, and tardiness) and 'six variables that pertain to role 

performance while on the job (productivity, product or service quality, 

grievances, accidents and illnesses, machine repair, . and inventory 

shrinkage and material utilization). It is evident t~at some of these 

will apply to all work organizations while others will be significant 

only to certain kinds of organizations. Table 1 titled "Defining 

Behavioral Variables," presents the full array of reporting categories 

required for the ten variables. Case I reflects those categories which 

prior research and· theory indicate might be related to the work 

structure, Case II reports those which under some circumstances might 

be related to work structure, and Case III contains those seemingly 

unrelated. Table 2 , "Measuring Behavioral Variables," represents the 

computational procedures for converting the base data into index 

variables. 
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There exists the potential for translating behavioral outcomes 

into economic terms. Traditional cost accounting reflects the pro

ductivity measures in dollars. Mirvi. and Macy (in press) rt'vil'w and 

evaluate the various approaches for determining the actual costs of 

the other behaviors. Table 3 presents a "Guide to Behavioral Costing." 

This flow chart illustrates the sequences involved in assigning fixed, 

variable, and'opportunity costs to a behavior. In order to be compre

hensive, the results must reflect all costs which prior research 

suggests might be affected by various working conditions, but in order 

to avoid duplication, a cost component must not be counted under morc 

than one nonproductive behavior. 

In impl~enting the methodology, existing site data gathering 

practices are reviewed, modifications and supplements to the present 

system are proposed, and in-house personnel are then oriented and 

trained in the use of any new forms and measures. The preliminary ex

periences indicate this to be practical and often results in unantici

pated benefits to the site in terms of increased efficiency in data 

gathering for internal purposes. 

Table 4 reflects incidence and rate of some of, these behaviors 

over a three year period at one research site. Table 5 reflects the 

costs associated with those behaviors. This particular organization 

is a manufacturing firm, though the methodology has also been employed 

in service industries. 

The reliability and validity of the behavioral measures are 

checked via time sampling procedures and self reports. Determining the 

quali ty of the cost figures is more problematic, though pooled estimates 

from supervisors have been used. The final stages of analysis involve 
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partialling out the variance in the measures related to technological 

and market factors and relating the residual to the other variables in 

the measurement package (i.e., attitudes, reward contingencies, in-

fluence, etc.). 
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TABLE I' DEFINI!iG BEHAVIORAL VARIABLES 

BEHAVIORS 

1. ABSENTEEISM (Each day or lateness beyond 1 hours 
and 59 minutes equals one incident 
of absence) 

A. Absenteeism, due to employee siclo"'!l.~ Or 
illness. 

1. Lees than J consecut i v(' d"ys (w i \ hout 1\ 

doctor's statement.) 

2. Less than J consecutive d<lYs (Wllh ... 

doctor'S statement)' 

3. More than 2 but less than 11 con~{'e\ltive 

days (~itho\,lt a doct.or's "Itdtement.j 

4. More than.2 but. less than 11 eor,ecotive 
days (with a doctor's statf'ment) 

5. More than 1-0 crmsecutive days (wit.h 
doctor's statem{'nt.) 

9. Absenteeism due to employee acci(lent. 

1. In plant 

:l, Out of pl.mt, less than 2 d<lYs (no 
doctor's statement) 

J. Out of -!-,lant, less_ than 2 days (with 
doctor's' statement) 

4. Out of pl",nt, more than J da:,'s bl!t less 
t han II (w.ithout doctor's state;,lentl 

S, Out of plant, more than) daYB but less 
than 11 (with docto)·· s statement) 

b. Out of p-Iant" mor(' than 10 days 

C. Ab!wnteeigm due to employee's pers::::nd! business 

1. F.:amily sickness at" accident {without doctor'!.' 
statement 

2. Family sickness or accident (with doctor's 
statement) 

J. Miscellaneous (e.g., graduation, doctor's 
appointment; no baby sitter, etc.) 

4. F'uneral 

5. Jury Duty 

6, T~ansportation problems 

O. Leaves of absences (with official statement) 

1. J but less than 11 days 

a. Personal 
b. Medical 
c. 11ilitary 
d. Maternity 

2. More than 10 days 

a. Personal 
b. Medical 
c. !'Ii Ii tary 
d. Mater~ity 

E. Absenteeism due to company or union business. 

F. Employee regular or authorized vacation holiday 
Or pr-esanctioned days off. 

G. Lack of work, pl<lnt shut -down. involuntary 
layoff, strtke. work stoppag~s, wildcats, 
inVentory. 

H. Absenteeism clue to disciplinary layoff 

1. Less 'than 11 ,'onsecutive days 

2. More than 10 consecut:ve days 

.... 
Included Under Tliis Variable 

Case 1 case 2 Case J 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 
x 

x 

x 

x 

Included 
Elsewhet"e 

x 

\ 

x 

x 



TABLE I: DEFINING- BEHAVIORAL VARIABLES - page 2 

BEHAVIORS 

2. ACCfOP.NTS A!I J rLLNESSES 

A. OSHA Accidents and Il1nesse>s: 
(Any recordable lnjury 01'" illr'l'sS fl'"om 

a work-relat(o'ri aecide'lt or flOIl\ (''(posut"('-
to the work environment which t"t'SU 1 ts j fI 

medical t("e.atment by physicicln t'r l'egistered 
professional person upder .<;tllrHlifl<J ordenl 
of a physician). 

1. OSHA c'ases resulting in f.:l.taljt:t's 
regardless of time between inlul"Y and 
death, or l'(>nqth of illness. 

2. OSHJ\ cases resultin'l in lost ti,r.f' 

1. OSIlII cases resultillQ in no lost !ime 

4. Non-fatal case without lost time but 
resulting in transfer to am}tiler job, 
terminatlon, loss of consciotisnes<J <'1: 
re,strictiofl of work or motion 

S. Major- revisits res'Jltinq from OSHA ("ases 

B. Minor Accidents or 111m~sHes: 

1. 

2. 

1. 

4 • 

.'. 

6. 

7. 

8. 

9. 

10. 

11. 

(One-t ime treat ment and subse'luent 
observation -of minor scratches, cuts, 
burns, s·plinlors. etc. which do not 
ordinarily re<Iuice professional medical 
care, i.e .• first aid treatment) 

Abra i's lons 

Burns 

Ba(-k ~"'iIiS 

L'ont.usions 

Dermatitis 

~:ye injury 

foot injury 

F"racture 

Hernia 

Infect_ion 

Laceration 

12. Puncture wound 

13. Sprain and strain 

14. Other (define) 

IS. Minor revis·its 

). TARDINESS - Employe.e lateness in terms of clocked 
in minutes of less than 4 hours per day. 

A. Employee clocked in lateness (in minutes and 
number of incidents) due to- transportation 
problems. 

B. Employee clocked in lateness (in minutes and 
number of incidents due to personal business-
doctor's.appointments. taking children to school, 
etc. ) 

C. Employee l~teness (in minutes) in terms of 
becoming productive (i.c., time between clocking 

Included Under This V'-Hi~blp 

Case 1 Case 2. Ci\SC 1 

X 

X 

X 

X 

X 

I 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

in and beginn,Lng work). X 

D. Employee.clocked out early. X 

\lwl\\Jc',l 
F;lsl~wJ1<,!l·l' 

. 



_~T:AB::L:E::I:'==D=E:F=I=N=I=N=G~B:E:HA==V=I~O~RAL~=V~AR~IAB~' ~LES~~--=P=.g:'~J~ ______ ~ ________________________ -r __________ -' - .. 

BEHAVIORS 

4. TURNOVER - Each- quit (voluntary or InvoluntllrY) 
equals 1 incident of turnov~r 

A. voluntary quits 

L voluntary quite during disqu<\lificaUon 
period 

2. voluntary qui ts after dil!uluali f j l' •• tion 
period 

B. Involuntary quits 

1. Disqualifications 

2. Retirements 

a. Volunt.ary early l-etiremcnt 
b. Mandatory refirE'ment 

J. Disciplinary layoff (more than 10 dAYS) 

.t. Oisciplina.ry discharye 

5. Permanent layof f 

0; 'remporary. layoff 

7. Leav.es of absence (more than 10 d3yS 
with C?fficial statement) 

a. Pt'[sonal 
b. Mellica 1 
c. Military 
d. Mat'ernity 

C. Accidents - out of Plant 

'). GRIEVA.NCES - Each ..,ri tten grievance is counted 
.(t- the. step where it is sett'led. 

A. 1st step grievances 

B. 2nd step grievances 

0- Jrd step grievances 

D. 4th step grievances 

E. 5th step grievances 

F. Arbitration 

G. Contract agreement or interpretation 

H. Ploor disputes. oral Warnings. etc, 

6. STRIKE DAYS LOST - Each day lost due to strike 
(averaged over a three-year 
period) - 1 incident of "strike 
days lost." 

A. Sanctioned Strike 

1. Strike 

2. Lockout 

B. Unsanctioned Strike 

1. Work stoppa.9c 

2- Sit downs 

'- Walk out 

Included Under This Variable 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

Case 2 -Case 3 

, 
X 

. 

x 

x 

x 

x 

x 

lnc ludf'd 
~ilSl'wh~'n:' 



TABLE 1: DEFINING BE'HAVIORAL VARIABLES - l' .... q .. 4 

BEHAVIORS 

7. INVENTORY SHRINKAGE & MATERIAL UTILIZATION 

A. The diffe,renc_e between physical inventory 
at the end __ of period /I. and the t!nd c.-f 
period B (i.e., to measure or estimate the 
amount of theft of produ~t, equlprnp.n·, 
supplies, etc. in dollars) 

B. Oif ference- between budgeted and/or 
standard material utilization and 
actual material utilization 

c. Prod.uct rejects 

O. Employee MnordingD 

E. Ot,her (i.e:, specifically definf'!) 

B. MACHINL REPAIR 

A. 'l'h(' replacem~mt dollar value of brak.en or 
damaged equipment, propert:y, etc. 

B. Non-Preventive maintenance labor uallara 
spent to measure the amount of dam~ged or 
destruction of company property, products, 
equipment, m~terialg, etC. 

C. Produ~t re~ect9 

D. Pre\'entive main"tenance 

E. Other (Le~, specifically define) 

9. PRODUCT QUALITY 

A. The number and the total dollar volume 
of products: 

l. Re'ffOrk.~d 0< refinished 

2. Scrapped 

3. Customer· r~turns 

•• Recove-ries 

5. Replacement costs 

6. Portion of total direct labor variance 

7. Overtime and fringes attributed 

8. Transportation costs 

9. Other (specifically define) 

10. PRODUCTIVITY 

A. Labor produqtivity 

1. Output in units, weights, dollars 

2. Man hours worked, man hours paid 

B. OVerall productivity, 

1. Output in- units, weights, dollars 

2. Man hours dollars, energy utilization dollars 
capital utilization dollars, overhead dollars 

C. Performance against standard 

1. ['ifferenc~ between budgeted and/or standard 
labor variance ilnd ac,tual labor variance 

Included Under This Variable 

Case 2 Case J 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

x 

InL'tu,,\pd -I 
Els~wher(' 

x 
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TABLE II: MEASURtNG BEHAVIORAL VARIABLES >It 

1. ABSENTEE IS."", 

, of Absenteeism ~ Total Number of Related Absences 
Ave r <lg eYe'" ;-Ty Pmp 1 oyme ,;,it?";x;"N,",Wiibe~';:;rC-;o"f""'Y"e~.=-Or'l~Y"W"oCr'krD='CY=. 

This la a daily rate. (Le_. on He ,/I" ~rI!II:1e day during the past. 12 months, .' of the 
workforce was absent due to sicknsra, _ .. _' perllonCll business, {tc._ 

• __ - - ______________ ~ _______ '-___________ - ____ - ____ - - - - - - - - - - - - - - - ____________ •• - - - - ____________ - ___ • ____ 0'- _____ .:.... 

2. ACCIDENTS 

Rate of Accidents'" N .. MH x 2eO. 000 

where: N" _number of OSHA iniud"~, it n"8ta~S or a.ccidents 

MH '" Total man, hours \.lork~d t-'y nQorly employees during reference year 

200,000"" Base for 100 full-time equivalent workers (working .• 0 hours pel' we~k. 
for 50 wcdui p~:; i":;I!'J.~: 

This is the number of major OSHA,accidents per IOU man years worked by hourly employees, 
A separate meas\,irement should he dc-ne fur s.ll"ried employees. ___________________________ --00.------------------"- _~ _____ -_" 

1. TARDINESS 

The incidence of· tardiness shc\Jld' bo re;10"~{'! all' a daily l.'"ate au well aa an dveraqe 
tardiness in minutes. 

For computational purposeS: 

Daily Tardiness Rate = Total Number of Incidents of Tardiness 
Total Numb~r of W0rk Days x Average Employment 

Average Tardiness 
(in minute-a 1 

To~al Uut'uer Miput"etl T.ll"c1y 
rotal tlh.H~t,~r" ;c'er,t. c-f ~tt\rdir."!8!J 

This is a da{ly rat",," GJI th", <IlV~H"q~ d:~ r".:cillg tl'1e past 12 months, , of the hourly work 
force was tardy. The ~ost fiqure is based on an average tardiness of--- minutes. 

~ - -------------------------------------------------".--"_ .... _---~------------------------_ .. -------- ------------

4. TCRNOVER 

Th~ incidenr.e of turnover sho'Jld be rep;)! ted as the d'oerdge rate of VOluntary turnove.l- ant.! 
the average rate of i~volunt5ry turnov~r per veer. 

Voluntary Turnovvr Rate ~ Total Voluntary Quits Per rear 
Average Yeariy Employment 

Involuntary Turnover RatE' ~ Total Invnluntary Quits PeT Yea,,=" 
i;,,;-;,r'"iige"1'p.~cr~ c->'"nploynlent----"-

~E!l volunt~ry quits during the 12 months were ___ I of average daily hourly employment. 

layoff, etc.) during thf l? HOur~y non-voluntary st.'pa.ration~ {Le .• thrcuqh disqualification. 
mont s were ____ , of dVeraQC dall!' houl. '-'r ~mflloi'ment. 

Salaried voluntary quits during th~ 12 months were ___ , of average daily employment (salaried). 

Salaried non-voluntary separations (i.e., through disqualification, layqff, etc.) during the 
12 months were 'of average daily employment (salari."J) • 

. _--------------------------===-------------------------------------------------------------------------------" 
5. GRIEVANCES 

, of grievances ~ Total Number of Grievanc.es 
Averaqe Yearly Employment 

Grievances during the l2-month period were ___ , of average hourly employm~nt. 
-- - -------------- ----------- -- ------------------------ .-------------------- ------ ------ "-----""-- _._--+"- -- ---

6. STRIKE DAYS LOST 

(Per accounting and industrial rel&ticns IE-surds) -------------------------------------------------------- .. --- -----~.--- ._------- ------------------- -- - -- -- -- -- -



TABLE II: MEASURING BEHAVIORAL VARIABLES - paq_ 2 

7. INVENTORY SHRINKAGE AND MATERIAL UTILI~ATION 

Unaccounted physic.al inventory /!It tht' end of Period A and, the end of Period B 

Reported in units, weights. and dollars 

Material utilization varian('(~ in unit6, weiqhts, or dollars per accounting and 
production records 

.-----------~-------------------------------------... ------.------------------------------------------.--------
B. MJ'..CHINE REPAIR 

Non-preve_ntive maintenance varial!<.-c in hou!."!'! or dollars per accounting. and 
production records. 

Unplanned reJ!-1acem~nt dollars fOI broken or damaged equipment, tJroperty, etc. per 
accourj,ting records. 

-----.------------------~--~-------------------------~----.---------------------------------------------------. 

9, PROUUCT ~UALITY 

Units and cost of rework (product 'l'lal.lty, labor vdriance including overtime. machint" 
utilization) per production '3nd 3c~'Junting recurdfl, plus 

units and costs of scrap pel:" product ion and account iog records" minus 

Units and costs o-f recoveries'" Unitf' or costs of product quality 

(per accounting n';l'orus) 

Til€' cost of .rc-jects and scrap. as established by accounting records, was _ . \ of tc)tal 
period sales. Thus, t.'ach .IO~ reduction in this percentage rate has a vaI"i:ie of $:=:::::::::::::c 

~- - - - ---- - ------ -- -- - --------- -..:.- ~ ----- - ------------------------ ------ ------ - ----~-------- -- -- - -- -- - - - - --

10. PROOUCTIVITY 

11.. Labor Pro:ductivity 

OR 
Man hours worked or man hours paId 

B. Overall Productivity 

OutPUt in units, Weights 
Man hours dollars, energr utilizatiorr 

dOllars, capital utilization dollars, 
overhead dollars 

c. Performance Against Standard 

Outputs in dollars 
Man hours worked or man hours palu 

OR 
Output in dollars 
Man hours dollars, energy ut~zat.lon 
dollars, capital utilization dollars. 
overhead dollars 

Difference betw_een budgeted and/or standard labor variance and actual labor variance 
in dollars 

(per accounting records) 

Production for the 12-month period averaged \ of standard. Thus, pte' "productivity~ 
rate is considel'ed to be percentage point"S;'" with a reduction of -one percentage 
point being worth $______ ' 

._------------------------------------------------------------------------------------------------------------. 

* NOTE: (1) Measurement of Behavioral Variables should be measured by homogeneous work group 
or department. 

(2) A separate'measure should be done for salaried and hourly employees. 

(3) Rates should be reported by definition aou by case. 



Table III 

INSTRUCTIONS FOR 

GUIDE FOR BEHAVIORAL COSTING
I 

L FOrmat 
a. Begin with question I (Q.I.), follow line based on response 

(yes (y) or no (N)) to Q.I.B., Q.2. or COST. Repeat procedure 
until line reaches (":05]:'. If no such line appears, then no 
employee-controllable cost is identifiable. 

2," Absen"teeism, Taxdiness I Turnover I Accidents r Grievances 
a. Begin with general costs I. - VII. 
b, For additional specific costs see VIII.- XI. 

3. Inv·antory Shrinkage & Material Utilization 
a. See costs XII. - XV. 
b. Wnere % appears, only a portion of cost is employee-controllable 

4. Machine Repair 
a. See costs XVI. - XVII. 
b. Where % appears, only a portion of cost is employee-controllable 

5. Production Below Standard 
a. See cost XVIII. 
b. Where % appears ,on).y a portion of cost is employee-controllable 
c. Where %-remaining appears, some portion of cost has already been 

dissaggregrated and assigned to other behaviors such as absenteeism, 
tardiness, turnover, accidents, grievances. 

6. Production Quality Below Standard 
a. See cost XIX. 
b. same as 5b. 
c. same as Sc .. 

7. Strikes 
a. See costs XX. - XXVII. 

IFor comments on Guide or relevant papers on costing approach contact 
Philip H. Mirvis, Institute for Social Research, University of Nichigan, 
P. O. Box 1248, Ann Arbor, l1ichigan 48106 



Behaviors: 
Absenteeism 
Tardiness 
Turnover 
Accidents 
Grievances 

General Costs-

I. A. 

B. 

GUII£ TO BEHAVIORAL COSTING 

Is a Dews prc-d-
worker ~ssing \---~---f uct~an ~U~?ut 

from st~tio~ cha~ge 

eN} 

IS over
time required 

ey} 

ey) 

Does prod- (Y) 
uction quality J-.--'::':"'--

chan e 

eN) 

Is over
time required 

Is replace- (Y) Is rep ace-
nt from extra--)--"'::'-<ment 'adequately 

'.«Irk force ~rained for jo 

eN) 

eN) 

ey) 

ey) 

Station Production 
a. regular employee'_s daily prodUction 
b. cost of prodUction machine downtime 
c. savings of utilities not paid 
d. average hourly profit contribution 

Group Production 
A. averag~ daily production - day's 

daily production 
b, average hourly profit contribution -

day's hourly profit contribution 

OVertime salaries, pL"ern1UlnS, and fringe 
benefits 

Average product rej-ects - day's product rejects 
a. ~n plant rejects reworked 
b. in-plant rejects scrapped 
c. customer returns reworked 
d. customer r~turns scrapped 
e. freight and labor for {c) 
f. freight and labor for (d) 
g. minus recoveries and sale of scrap 
h. customer good .... :_ll lost-: 'drop in 

sales caused by rejects 

Overtime salaries, premiums, and fringe 
benefits 

Cost per incident of behavior 
0.. ;:osts of reG'ruiting; acquiring, 

training, and maintaining extra
work force I number of incidents 
of behavior 

Production ani Quality changes 
a, regular employees daily production 

replacement's daily production: see I.A. 
h. regular emp10yees daily rejects -

replacement's daily rejects: see I.A. 

Costs per incident of b~h.3.vior 
a. costs of recruiting, acquiring, 

training, and maintaining extra
vcrk force I number of incidents 
of behavior 

Production and Qu'~lity changes 
a. regular eml?~oy_ees. daily production -

replacement's-daily production: see I.A. 
b. regular employees daily rejects -

replacement's daily rejects: see I.A. 
Traininq costs 
a. operator train~n'g time: lost daily 

production of operator and 
h. lost profit contribution of operator 
c. supervisor training time: lost 

profit contribution of supervisor 



CONTINut:D ,FroM :J:B. 

c. 

II. 

III. 

N. 

v. 

s rep ace s rep ace-
ment transferre""-c"IY~} __ <ment adequately 

rom other job trained for jo 

IY} 

IN} 

( Are 

> 
(y) 

shipments 
late 

<:t'ff>;:rsonne~ (Y) 

ut!.l~zed . . 

<
~in:X;ersonn.e~~ __________________ (Y __ l __________________ __ 

. utl.ll.zed I 

Is additional ,..--cAr'"'e:---------'· (Y} 

quality inspec->---C---~,dditional inspec->--------------
tion needed tors hired 

IN) 

Is over
time required 

y 

Production and Quality changes 
a. regular employees daily production 

replacemcllt's daily production: see I,A. 
b. regular ~mployoes daily rejects -

replacement's daily rejects~ see I,A. 
c. lost daily' production of replacement's 

regular job: see I.A. 
d. lost profit contribution of replacement's 

regular job: see I.A. 
Salary Up-grade costs of replacement 

Production and Quality changes 
a. regular employees daily production -

.replacement's daily production': see I.A. 
b. regular employees daily rejects -

replacement's daily rejects: see I.A. 
c. lost daily'production of replacement's 

regular job: see I.A. 
d. lost profit contribution of replQcement's 

regular job: see I.A. 
Training cos ts 
a. operator training tiTtle: lost daily 

production of. operator and 
b. lost profit contribution of operator 
c. supervisor training time: lost profit 

contribution of SUpervisor 
Salary up-grad~ costs of replacement 

Lost Shipping premiums or bonuses; 
payment of forfeits 

Yearly costs/incidents of behavior 
a. salary and benefi,ts of employees in 

personnel, payrOll. and other 
departments maintaining records of 
behaviors and s.t-affing adjustments 
and actually involved in replacement 
process 

b. cost of SUpplies associated. with (al 
c. lost profit contribution of employees in (al 

Yearly costs/incidents of behavior 
a. salary and benefits of sup~rvisors 

and employees involved in replacement 
process 

h. cost of supplies associated with ;al 
c. lost profit contribution of supervisor 

and employees in (al 

cost per incident of behavior 
a. costs of recruiting. acqUiring, 

training, and maintaining extra
inspection force/ number of incidents 
of behavior 

Overtime salaries, premiums, and fringe 
benefits to quality assurance personnel 



VI. 

VII. 

5 ad<.li tioo- AI ~ 

al formal tr;;tini.,ll<'Y-----{,1.dJlt i,mill trllia
needed 

Is 
missing worker 

paid 

v) 

Additional 
Specific costs-

VIII. 
(turnover 

only) 

IX. 
(tardiness 

only) 

X. 
(accidents 

only) 

XI. 
(grievance 

only) 

Is 
worker replaced r-'-'-'---(, 

(Nl 

Is new employee 
transferred or >" __ CCyCL ______ __ 

romoted 

;(s tardy employe~r-______________ (_Y_) ________________ _ 

'{eturned to Job ! 

Does employee Does employer 
need first aid~"-----<maintain staff 

d fascilities 

Does employer 
pay workmen's 

compensation 

(N) 

(y) 

(y) 

~~.~~l~ incident of bch,lV~~~E.. 
iI.. ·cosls of recruit.l.J\<l. l'I("c{u.Lling, 

tr .. lining, and milint..aining f..'xtra
tx,lining forcul nWilber of ill<:id~'nts 

of behavior 

Overtim,:, salaries, premium.'" and fringe 
bell'-'iits to training personnel 

salaries und fringe benefits 
(if lel11lination - severance _pay) 

Fringe benefits 

-sal.:l):-y savings 

B£Llil.cement rosts 
a. recruiting: advertising, travel expense 
h. selecting: screening,. testinq. interViewing 

and evaluation (supply and salary costs) 
c. hiring: physical examination, moving costs 
d. placement: salary costs of personnel and 

payroll departments; suppli~s 
e. or:entation: formal training program 

(salary and supply costs) 
f. salary savings 

Replacement costs 
a. placc;;;en~lary costs "of perscnnel 

and payroll departments; supplies 
h. orientation: formal training program 

(salary and supply costs) 
c. increased"salary cost 

disruption cos_ts 

d. see I.-V-. 

Medic<!l cos ts 
a. salaries of nurse and medical personnel 
h. medical equipment 
c. medication 
d. cost of-revisits (a-c) 

Medical costs 
a. uninsured medical costs (fees, medication) 
h. Itransportation to fascility 
c. OSHA records (salary and supp!y costs) 

Premiums paid to workmen's compensation 

Grievance and arbitration costs 
a. staff salaries: first line foreman, 

supervisor, management, union officials 
b. <l'l"bitrator's fee 
c. arbitration costs: fascility, transport

ation 
d. awards 

Gricv,.ncc costS 
a. st .. ff salaries: first line foreman, 

aupervisor. management, union officials 
h. awards 



Behavior 
Inventory Shrinkage & Material Utilization 

Specific costs-

XII. 

XIII. 

XIV. 

IN. 

Behavior 

Is there an 
unexplained difference 
between inventory in 
errod A to Period. B 

Is addi tional
accounting time 
eeded 

Is there an 
unexplained dif;erence 
between material util
ization budget and ac
tual in Period A to 

e iod B 

Is additional 
i-nspection time' 
eeded 

Machine Repair 

Specific Costs-

XVl. 

XVII. 

Is there an
unexplained difference 
between non-preventive 
maintenance budqet and 
actual in Period A to 
eriod B. 

Is additional 
repair time needed 

Can difference 
be traced to non-

Is over
time required 

Can difference 
be traced to non
worker controlled 

causes 

(N-%) 

(v) 

(v) 

Are 00 
additional insp~c_>---~L-----
tors hired 

• 
Is over-' 

time required 

can dif ference 
be traced to non
worker controlled 
causes 

(N-%l 

can equipment 
e repaired 

A'. 

(y) 

(N) 

(y) 

additional rupair- )---------
men hired 

N 

Is over
time required 

(y) 

Replacement cost of inventory (to measure 
the amount of product theft, pilferage, 
and stock mismanagement) 

Costs of recruiting, acquiring,-training, 
and maintaining extra-accounting staff 

overtime salaries, premiums, and fringe 
benefits to-accounting pers~nnel 

Replacement cost of material 

Costs of recruiting. acquiring. training. 
and maintaining extra~inspection staff 

Overtime salaries, premiums. and fringe 
benefits to inspection persannel 

non-preventive maintenance labor dollars 
Costs of replacement equipment 

Replacement cost of equipment 

Costs of recruiting. acquiring. training, 
and maintaining cy.tra-repair personnel 

Overtime salaries. premiums. and fringe 
benefits to repair personnel 



8ehavior 
Production below standard 

Specific COsts-

XVIII. 

Behavior 

Is tl":'rfl an 
unexplained difference 
between standard or 
budgeted production and 
actual in Period A to 
criod B. 

Production Quality bel.ow standard 

Specific Costs-

XIX. 

Behavior: 
Strikes 

Is there an 
unexplain~d difference 
between standard or 
budgeted quality and 
actual in Period A 
to Period B. 

Specific costs-

xx. A. Is prodUction 
maintained by non
striking employees 
from other jobs 

(N) 

(YJ 

tra<,..cd to 
othe.r behaviors 
been dissa9'1n·~!.l t<,<,:j 

see I. 

Can dif terence 
(Y) be traced to non

con-::rolled 

Has quali ty loss 
traced to' other 
behaviors been 
dissaggregated 

ee I. 

Is replace
m~nt adequately 
trained for job 

{y .• % reo. 
md III j n 1 

(y-% re
maining) 

Y 

Standard or budgeted period production -
hctUill period production (labor variance) 

Lost profit contribution 

see also II., VI., XIII. 

Standa!'d or budgeted period quality -
actual period quality 
a. in pl.:lnt rejec'ts re\ourked 
b. in-plaQt r.ejects scrapped 
c. customer returns reworked 
d. customer rerurns scrapped 
e. freight and labor for (cl 
f. freight and labor for (d) 
q. minus recoveries and sale of scrap 
h. customer goodwill lost: 'drop in 

sales caused.by rejects 

see also II., V •• VI., XIII.' 

Production and Quali t'{ chanqcs 
a. regular employees daily prodUction _ 

replacement's d~ily production: sec I.A. 
b. regular employees cailY rejects _ 

replac~rnent's daily rejects: ~e€ !.A. 
c. lost daily production of replac(:Or;.~Llt:'s 

reg'llac job: see! .lI. 
d. lost profit contribution of rcplaceri\e;-:t's 

regular job: se:>. LA. 
Salary up-grade costs of replaceme~~ 
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B. Is production y Is replace~ 
maintained by s81- }-_-"CL-{ ment adequately 
aried personnel trained for job 

(Nl 

C. Is production 
maintained by out-)-____ { 

id'2 labor force 

(Il! 

(N! 

Is replace- (y) 
ment adequately r--..:...:...---
trained for job 

(N! 

production and Quality c:',::,:~{;c"J 

a. regular employees daily "roducti:1n 
rcpldcement's daily produc~ic~: see I.rl. 

b. regular employees daily rejects -
r~placcmEmt·s daily rejects: see 1 .•.• 

c. lost daily production of repl.lcernent·$ 
regular job: sec I.A. 

d. lost profit contribution' of replacement'3 
regular job: see I.A. 

Training costs 
... operator training tiI!lc: lost dail1' 

production of operator and 
b. lost profit contribution of cpcrabr 
c. supervisor traini~g ti~: l03t profit 

contribution of supervisor 
salary up-grade costs of replaco:t,ent 

Production and Quality ch~n9~s 
a. regular employees daily production -

replacement's daily production, see I.j,. 
b. regular employees daily rejects -

replacement's dailY rejects: see I.A. 
c. lost daily production of replacem~nt's 

regular jobf see LA. 
d. lost profit contribution of replacement's 

regular job: see I.A. 
Salaried personnel bonus 

Production and Quality changes 
a. regular e~ployees daily prod~ction 

replacement's daily produc>;::ion, see r.A. 
b. regular employees daily rejects -

replacer.lent·s duily reje~~s; 5(::8 I •. r... 
c. lost daily production of rcplacerr.ent's 

regular job:~ see I.A. 
d. lost profi.t contribution of replaccJ;:l2..;:t':; 

regular job: see I.A. 
Training costs 
&. operator training time; . lost daily 

production of operator and 
b. lost profit contribution of opc::at.or 
c. supe::visor training ti~; lost profit 

contribution of supervisor 
Salaried ?ersonne~ bonus 

cost per incidGnt of behavior 
a. ;::asts of recruiting, acquirit~Cj', 

training, and maintaining extra
work force I r.umber of incidents 
of behavior (strike days lost) 

production and' ~uality changes. 
a. regular employees. daily productio~ -

replacement's daily prodUction: se~ I.A. 
b. regular empluyees daily rejects -

replacement-s daily rejects: sec I.A. 
Waqes and benefits of replacement 



CONTINUED FROM XXC. 

b. (y) 
non-
l=t 

(N) 

E. (y) 

XXI. 

( 

Are ~..,r~o:-..neI). . (y) ivinq 1ns1de _>~C-______________ ~~ __________________ '-
plant 

XXI!. 

XXIII. I Are ,outside '\ (y) 
~rvices re_qUir/~-----:----------'---~::':---------------":"-

XXIV. 

~~====S:h=i=;':::::n:t:s:::>~.~-"---""-_----------l(!Y~)------------------__ 

~ 
Is ~ddit.iona),~-,-____ -.-:.(Y::l:..-. _____ ~ 

account1ng t~me - . r 
eeded 

xxv. 

XXVI. 

XXVII. (\ ___ A __ r!~~O!:~~""_e_S~) (Y) 

cost~ per incido-nt of~~ 
8,. costs of recruiting, acquiring, 

training, and maintaining' cxt:.:a
u,:,:r::<; force / numbc.r of l.nciclents 
of behavior (strike days lost) 

Production and Qti"lity dvwgcs 
a. regular e~ployco-s daily production -

replacement's daily proG\l;:;tion: see 1. I,. 
b. regular employees daily rejects -

replacement's daily rejects; sec I.A. 
Training COStS 

a.. operator tr;:l.ining time; lost: daily 
production of operator and 

b. los,t profit- contribution of operator 
c. supervisor tra~ning time; lost 

profit contribution of supervisor 

Wasres and. cenefits of replacements 

production and Quality changes 
A. see XX.A; 
Costs of moving production mate,rials and 
equipment to n.on-striking plant 

Cost of produ.;;.tion machine downtime 
Cost of unabsolhed overhead (taxes, main
tenance, utilities, etc.) 
Increased security costs 

Costs of maintaining internal live-in 
fascilities 

Fringe benefits_exper~w 
Salary savings 

Warehousing costs 
a. storage of stockpiled materials and 

equipment 
h. storage of in':"co,ming materials and 

equipment 
Shipping costs' 
a. increased expense of outside trucking 

and transportati~n 

see II~ 

see XIII. 

see XII, XIV, _XVI, XVII. 

Increased advertising and public relations 
expense 
CUstomer goodwill 'lost: "drop in sales 
caused by striko 



Table IV 

Incidents and Rates of Behaviors at XYZ Corporation* 

May, 1972 to April, 1975 

BEHAVIORS 

ABSENCES 
1 

ACCIDENTS 

Hourly 

OSHA 

Minor
2 

Revisits
2 

IJ Salary 

OSHA 

TURNOVER 

Hourly 

VolWltary 

Non Voluntary 

Salary 

Vol.Wltary 

Non Voluntary 

TARDINESS 1,3 

GRIEVANCES
l 

LEAVE DAYSl,4 

Period 1 

_May, 1972 - April, 1973 

Nru~ber of 
Incidents 

4,420 

251 

3,181 

1.,806 

16 

132 

118 

18 

57 

3.3 

38.35 

42L80 

216.99 

17.56 

24.1 

21.4 

17.0 

8.68 

10.4 

*Incidents and rates changed by a simple constant due to 

**Actual incidents and rates only for eight month period. 

***Includes layoffs 

lA11 hourly figures 

2HOurly.and salary employees combined 

3This is a daily rate 

Period 2 

May. 1973 - April, 1974 

Number of 
: Incidents 

9,604 

316 

6,713 

2,455 

12 

229 

161 

29 

5 

40 

12,486 

5.19 

35,34 

706.0B 

258.22 

10.90 

29.59 

20.80 

24.17 

4.17 

5.17 

6.75 

disclosure requirement. 

Projection for the period 

4Leave days are treated like absences and are computed accordingly 

Period 3** 

May, 1974 - April, 1975 

Number of 
Incidents 

5,192(6,905) 

156(208) 

4,180(5,559) 

1,525{2,028) 

7 (9) 

87 (116) 

96***(l20} 

3 (4) 

3***(4) 

31 (41) 

10,024(13,332) 

is indicated in 

Rate (%) 

3.46(3.76) 

20.86(23.76) 

469.24(635.26) 

171.18 (231. 74) 

7.36(7.9) 

10.93 (14.57) 

12.06(16.08) 

2.44 (3.25) 

2.44(3.25) 

3.89(5.15) 

5.45 (7 .25) 

parentheses. 



Table V 

EstlmOlted Cons of Behavior ilt ZYZ Corpor~tlon 

MolY I, 1972 to April 30,_ 1975-

P~iod 1 

May 1972 April 1973 

Non·Productive Behavior Estimated Cost Estimated 
Vo1riables Per Incident (II Toto1l C05t ($) 

ABSENTEEISM I, 2 
55.36 286,360 

Leave Days3 

ACCIDENTS4 

OSHA 727.39 194,213 

Minor 6.64 21,122 

Revisits 6.64 11,992 

TARDINESS5 
4.80 56,920 

TURNOVER6 

Voluntilry 110.59 18,089 

Non· Voluntary 120.59 14-;230 

GRIEVANCES7 
32.48 1,851 

QUALITY BElOW ST ANDAROB, 9 19,517 663,589 

PRODUCTION UNDER STANOAR01O, 11 12,236 266,838 

TOTAL COSTS'2, 13, 14 $1,535,204 

--Rates and Costs clI.1nged by it simple connant due to disclosure requirements. 

.·Cosh il.SSOdilted wilh absenteeism, leave days, a~cidents, turnover, and 
arievan-ce) during the last four months_ of this ~riod are projections 
(See To1ble 1). Produ~t quality and Produelion Undt:r Standard ~re 
ilctual figures. Therefore, the estimated total cost for period 3 is in 
parenthesis and is compo5Cd of eight month) of actual plus four months 
of projections. 

... ·Lower costs per incident in period 2 due to itveraging. Total cost increitse 
reflects the im;:rea5C in cost per incident of the behaviors after multiplication. 

1 Rates and costs for salaried employees are assumed to be the sa;me as those measured 
;md estimated for houny employees. Cost figures include $41,669 salilfied personnel 
expenses for period 1. 

20aily absence rate due to sickness (2.75%) -<lnd personal business (.55%) for ~riod 
1. ilnd not Kgmented into absence categories for periods 2 and 3. 

3Leave days were not ilvailable during period 1 o1nd only· hourly leave days for 
periods 2 and 3. 

4 . 
Cost figures Include salaried OSHA accident) (17.56 per 100 mo1n years) at $-11,638 
for period 1. Cost, for salJried personnel -were assumed to be the same as those 
meo1sured and estimated for hourly .employees. Costs for revisits were assumed to 
be the same as those for minor accidents. 

Slbtes itnd co515 for salaried employees are a$sumed to be the same as those 
ml2$UTed ilnd estimated for hourly employees; Cost figure) include $9,641 
gLuied personnel expen5eS. The avero1ge tardiness time per day was 27 minutes 
tot' period 1 and the necessary ditla was' not ~vail~ble for periods 2 and 3. 

6 . 
Rates and W$ts for salaried employees, 'due to a lack of aVo1itable figures, are 
reflected as those estimated for hourly elTJployees. The voluntary turnover rate 
of salaried personel was 17.0% o1nd cost figures included $1,829 s.alaried personnel 
expense) for p~iod 1. 

1GrievanC(!) during period 1 were 10.4~ of ;tverage hourly employm_ent. 

Period 2 Period 3 

M.y 1973 • April 1974 M.y 1974 • April 1975--

Estimated Cost Per Estimated Estimated Cost Estimated Tota! 
Incident ($)." Toto1l Cost ($) Per Incident ($) CO)t {$)14 

53.15 510,453 62.49 289,101 ($ 431 ,494) 

55.04 687,229 61.64 550,596( 821,795) 

698.31 229,046 1.106.52 160,877( 240,115) 

5.71 ,38,331 6.45 24,024( 35.856) 

5.71 14,018 6.45 8,764( 13,081) 

131,68 33,973 150~69 12,116{ IS,OS}) 

131.68 21,85_9 150.69 12,520{ 18,686) 

)4.44 1,378 56.10 1,541( 1,300) 

19,517 573,800 19,517 409,8S7 

22,236 335,164 22,236 255,714 

$1,445,851 $1,715,11 ot S 2.246,9 71) 

8The cost of rejects and scrap, 015 established by pl."!nt records, was 3.-10% (If 
tot~1 sales for period r. Thus e.ach .10% rrduClion in thh percenl.,ge fatc has 
a value of $19,517. Period -2 cost of rejects and scrap was 2.94% of t(ll~1 
Slles. Period 3 cost of 'rejects and scrap was 2.1% of total sales. 

9A constant dollilr equivalency of $19,517 was utilized in period 2 and 3 to 
dbcount inflation due to material increases, price increases, and incre.ased ~a!'!s 

volume. etc. In pe;tiod 2, the estimated cost of quality was $677,flI5 using 
$23,028 as the -dollar worth for decreasing product rejects b.,. one percent. 
In period 3, the C)timated cost was $613,970 using $29.237 as the; dollar 
worth for decreasing product reject) by one percent. 

!OPlant production for period 1 averaged 88% of standard. 
under standard" rate is considered to be 12.0 percentage 
tlon Gf one percentage point being worth $22,236. 

Thu), the "production 
points, with a reduc· 

llPlant efficiency for periods 2 and 3 wu 84.9% and 88.5% respectively of 
)to1ndard. A constant dollar equjv;dency of $22,236 wu used in periods '2 
itnd 3 to discount inflation due to material increases, price increases, and 
Increased sales volume, etc. In period 2 the enimated cost was $400,567 
u$lng S26,528 as the dollar worth for an increase of one pe~nt in effi. 
den~. In period. 3,_ the estimated cost was $405,938 using $35,299 as 
the dollar _ worth for an increase by one percent in efficiency. 

12Total cost for hourly personnel is $1,470,427; for salaried personnel 
$64,717 for period 1. 

13The lotal cost is In ter~ of standa.rd direct Jabor dol1~rs. The estimatl'd 
total oo$t in real dollar equivalents is $1,688,724 or 10.4% of audit sales 
In period 1. For period 2 the estimated total cost in real dollar equiva. 
lents is $2,690,436 or 7.BO% of audit sales. For period 3, the estimated 
toUI C05,t in real do'lIar:equivallmt) is $2,471,668 or to.61% of audit S<lJes. 

14 For bottom line compilrisori between periods 1, 2, ~nd 3, subtract 
leave days from period 2 and 3 and tardiness from period 1. For 
example, in period 3, the ~ggregate ~stjmated cost become) $1,425,186 
which 15 o1pproximately $53,000 lower than the baS(' year costs for 
period 1. 



F. TECHNICAL SYSTEMS ANALYSIS COMPONENT 

Barry A. Macy 

Walton M. Hancock 

In comprehensive programs for the measurement Bnd assessment of 

organizational effectiveness. and change, the inclusion of comparable 

measures of the socio-.technological system is essential. The attributes 

of an organization's technologies, including the technologies for the 

m.anagement of inform.ation, have a significant and sometimes predominant 

impact upon the outcomes for persons associated with the organization, 

for the organization itself, and for the public. For example, the 

type of capital equipment used by the organization, the way this 

m.achinery is supplied, the nature of work flows, the existence of 

'buffers (such as inventories), the rise of professionalized technologies, 

and the nature of the infqrm.ation flows in the organization can all 

have an important influence on the effectiveness and functioning of 

an organization. Thus, any comparison of different organizations and 

any discussion of the changes which occur in an organization over time 

must include some discussion of technology due to its pervasive influence 

on the organization. 

Some have argued that the available technology is invariably the 

prime cause and explanation of a variety of consequences, including 

not only the cost and quality of organizational output or key variances, 

but also organizational forms and processes, interpersonal relations 

at the workplace, the health of organization members, member satisfaction, 

and the like (Woodward, 1958, 1965, 1970; Leavitt, 1965; Pondy, 1969; 



Aldrich, 1972). Others have argued that the role of technology is so 

varied that for many organizat ions the techno logy of the workp lace 

is better regarded as a consequence r~ther than a cause of social and 

organizational processes (Pugh, 1969), There is some validity to both 

perspectives. The Michigan Assessment Program (MAP) holds that the 

assessment of organizations, the comparison of organizations, and the 

assessment of organizational change, requires an operationalization of a 

series of technologies (rather than "a technology of an organization") 

and its associated organizational attributes be treated as an integrated 

whole. Both work flow technologies and organizational properties must 

be considered in order to understand, plan, control or improve the 

quality of working life and productivity. 

Approach and Conceptualization 

The approach presented here to measure and assess a series of technolo~ 

gies involves description and assessments at three levels: 

a) Jobs - i.e., work roles including socio-technical contexts 

b) Workflow - i.e., the functional unit (e.g., a department) 
composed of a system of sequentially or otherwise 
related tasks 

c) Organization - i.e., as a entire system or sub-system 

These socio-technical links of an organization are defined in 

the following manner: 

a) The job. The nature of a series of technologies can have an 

important impact on the people who use it. In order to assess 

the ,technologies of the' job and its impact on individuals, a 

number of aspects of jobs are assessed: 

Complexity, including cycle time, number of different 
tasks, etc.; 
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Resources used, including machines, information and 
peopl",; 

Integration of tasks, including the degree to which the 
job produces a coherent unit of product or service; 

Uncertainty, including frequency of breakdowns, vari
ability of materials, etc.; 

Interdependence, inc luding the degree to which an indi
vidual must depend on others and the nature of the 
interdependence. 

These assessments come largely from self-reports of people who 

know the jobs and the observations of trained observers and experts. 

b) The functional unit. Much of the effectiveness of an organi-

zation depends on the way its jobs within a functional unit 

(e.g., department or work group) are linked into a work flow. 

A number of measures of the technology at this level are used. 

These include: 

Interdependence of jobs, including measures of the exis
tence of buffers (such as in-process inventories), the 
amount of time it takes for a breakdown to cause pro
duction to stop, ~etc.; 

Effectivenes,s and efficiency of work flow design; 

Flexibility of the technology for major alterations or 
for variations in product or service demand; 

Complexity and sophistication of the control technology. 

These aspects of the technology are sufficiently technical and 

variable that it is necessary to have expert engineers and other 

qualified personnel rate them in order to gather assessment data. 

c) Organizational System~ It is important to measure the series 

of technologies .,ithin an organization as a whole system. 

Measures at this level include: 

Capital intensi ty of the technology; 
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- Rigidity of the technology; 

- Complexity of the technology 

- Integration of work flows and product basis; 

- Modernity of the technology; 

- Effectiveness of the utilization of the technology; 

- Adequacy of maintenance schedules. 

Again, these measures are collected largely through interviews with 

experts in the organization and observations by our outside engineering 

experts. 

The above three levels of the socio-technical system can be op

erationalized in the form of a technological paradigm as shown in 

Exhibit F.I 

The above kinds of measurement has two major aspects: 

a) Differing among variables and their attributes due to the 

level or kind of technology being currently utilized in t.he 

organization and looking at comparisons with known technology. 

b) Given a particular level or series of technological states, 

determining whether or not the organization is currently 

organized to make full use of its technological potential. 

Such measures require intimate knowledge of the operations to 

be performed and may require methods of assessment that are quite 

different. The first requires expert opinions from professionals 

thoroughly conversant with the range of technologies which could be 

employed in a particular situation. No meas.ure except professional 

opinion currently exists as to whether or not the best technology is 

being employed. The availability of this information '''ithin a particular 
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organization may be expected to vary with the size and quality of their 

technical staffs. Frequent ly, mu l UrIc opinians wi 11 be desirab Ie. 

The second measure is an assessment of the extent to which the present 

technological system is under utilized and does not require extensive 

knowledge of all technologies that might apply. It does require a 

comprehensive understanding of the functioning of the work place 

(Le., workflow) and of the potential increases in productivity that 

could be achieved by a fuller utilization of the potential technological 

system. 

Beyond the higher order abstractions presented in Exhibit F.l, 

the MAP has identified an "input-throughput-output" paradigm that is 

applicable to two types of technologies: 

a) Care technologies. Those technologies that directly add 
value to'the product or service produced. 

b) Supportive technologies. Those technologies that aid the 
core but do not directly add to the product value. 

This distinction between core and supportive technologies is indicated 

in Exhibit F.2. This exhibit indicates that for any series of tech-

nologies, both physical (affecting, materials, substances, etc.) and 

information (transformation or transmission of information, etc.) 

as sessment is requ.ired. 

As can be ascertained from viewing Exhibits F.l and F.2, 

the MAP assessment methodology aspires to gather measurement data 

concerning measures of a sufficiently high order of generality and 

abstraction to allow cross-site.comparisons and to measure key variances 

that are concrete enough to yield credible measures of change in single 

sites. Specifically, the MAP is working within a hierarchical con-

ception of technological indicators, with generalized, more abstract, 
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more intersite comparable measures at the top of the paradigm and 

with many, more concrete and less comparable measures at the bottom. 

The aspiration is to seek quantitative and replicable methods and 

instruments for use with the lower-level indicators and rely on expert 

judgment for the more generalized and inclusive indicators (as well as 

for the development of concrete measures). 

Present Stage of Development 

The MAP is currently engaged in two activities: 1) preparing an 

initial statement of the aspects of technological and information pro-
, 

cessing systems to be measured and the desired properties of these 

measurements, and 2) developing and field testing an initial ques-

tionnaire (Exhibit F.3), ~esigned to assess the nature and location of 

workflow malfunctions in a portion of the input-throughput-output 

paradigm from the perspective of the organization's members. This 

latter task concentrates on the interaction between the job and 

functional sub-system levels viewed from the worker's perceptions of 

the present technological system and its potential. This approach 

assumes that if a worker is asked to· evaluate the present system 

against an ideal or stated criterion, he or she can provide specific 

information concerning whether or not the potential of the technologi-

cal system is being reached. Thus, the worker performs the initial 

detection function at much less expense than other possible methods 

of data collection. However, as mentioned earlier, the MAP utilizes 

a combination of expert opinions, structural and unstructural interviews, 

key informants, organizational records, observations, and perceptions 

to measure the series of technological states in an organization. 



r , 
F.6 

Future Direction 

Presently, work is being done to develop qualitative and quan-

t~tative (both.abstract and concrete) measures to measure the input-

throughput-output paradigm. The initial conceptuali~ation is shown 

in Exhibit F.4. 

From this exhibit, the objectives concerning the measurement 

of a series of technologies focuses upon four research aims or goals: 

Research Goal ill: To describe an organization's technology 
requires specification of all of its core technologies. 
For comparative purposes, organizations can be contrasted in 
terms of the number of core technologies and their level of 
description. Core technologies might change due to internal 
and external uncertainties. 

Research Goal #2: To describe an organization's technology 
requires specification of all its supportive technologies. 
For comparative purposes, organizations could be contrasted 
in terms of their number of supportive technologies and 
the ratio of supportive to core technologies. 

Research Goal #3: To describe an organization's technology 
requires the categorization of the core technologies a long 
a number of relevant descriptors and determination if its 
relationships to similarly described supportive technologies. 
For comparative purposes, organizations could be contrasted 
in terms of their types of core and supportive technologies 
and the type and extent of core-supportive technology 
interactions. 

Research Goal i~: To describe an organization's technology 
and compare it to others, the methodology must specify 
key dimensions on which technologies are similar or dis
similar. If only comparing core technologies, supportive 
technology considerations must be controlled (statistically 
o.r through the comparison choice). If supportive tech
nologies are to be compared, the reverse should occur. 
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Exhibit E.l 

Operationalization of the Technological Paradigm 

Socia-Technical . II lustr~tiye Measures Three Levels of Abstraction Dominant Conceptual ' 
System IItevel" A. Concrete B. First Order Abstraction C. Higher-Order Data Sources Orientation 

Abs,tractions 

I. Job (individual ... Task cycle time ... Repetitiveness ... Automaticity ... Questionnaires ... Job'Design 
or group) ... Number of tasks 

. 
... Skill level requirements - Utilization of - Observa tion - Human Engineeringl 

... Output ... Adequacy of tools, equip- equipment capacity ... Records Ergonomics 

... Down time ment, supp lies - Adaptivity 

.. Errors .. Etc • ... Etc . 

.. Etc. 

II. Functional Sub- ... Output ... Coordination requirements .. Modernity ... Questionnaire ... Operations 
system ... Delay time ... Schedule and material ... Automaticity .. Observation Research 
(e.g., production .. Buffer inventory adaptivity .. Skill time requirements .. Records ... Industrial 
department, ser- and backlog .. Interdependence with other .. Adequacy of feedback .. Interviews Engineering 
vice unit, etc.) - Reject, rework units ~ Adequacy of coordination 

.. Number of discrete .. Etc. 
opera tiona" or 
transactions 

- Etc. 

III. Total System (sub- .. Output .. Output -variety - Modernity - Records .. Management Infor-
suming I and II) .. Unit cost .. Adequacy of sub-system .. Automaticity .. Interviews mation System 

.. System capacity buffering .. Adaptivity .. Operat1.o~s 

- Etc. .. Budgetary requireme~ts - Range Research 
- Etc. .. Time .. Operati,onal 

.. System type (unit~ Accounting 
batch, contin~ous - Production 
flow) etc.) Engineering 

- Etc. .._-
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EXHIBIT ".2 

APPROACH TO THE MEASUREMENT OF A SERIES OF 

TECHNOLOGIES 

- ------..... 1"" Input Corg Tgchnologies II Output 

1 ~ 
Physical " 

I 
I 

/ " " Supportive Technologies " ........ "., . 

.......... ." - - -
TECHNOLOGIES OF AN ORGANIZATION = f (NUMBER OF CORES + SUPPORTIVE TECHNOLOGIES 

+ LEVEL OF INTERACTION BETHEEN CORES) 
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* * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * 
* * INSTRUCTIONS 

* 
* 
* 
* 
* 
* 
* 
* ,. 
,. 
* ,. 
* ,. 
,. 
,. 
,. 
,. 
,. 

This part of the questionniare examines the technological environment in 
which you work, focusing on the kinds of information and materials you need 
to do your assignments. Two stages of work are highlighted: . (1) the inputs 
to your assignments such as communications and (2) the assignments you do 
including the pressures. you experience. This section of the questionnaire begins 
by asking you to think of "an ideal work environment and comparing your own 
situation to that ideal. Any questions· that do not apply to your particular 
job should be indicated under the category "Does Not Apply" and mark number 
6. 

Note that the scale descriptions may be different in different parts of the 
questionnaire. For example, they may ask how often you do something, what 
percentage of the time you do it, or whether you think something is done to 
a great degree or not at all. 

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

* ,. 
* ,. 
,. 
*. 

* 
* 
* 
* 
* 
* 
* ,. 
* ,. 
,. 
* 
* 
* ,. 

* * * * * * * * * '* * * * * * * * * * * * * * * * * * * * * * * * '* * * * 

THE INPUTS TO YOUR WORK 

IDEALLY, BEFORE STARTING A JOB, YOU SHOULD HAVE ALL THE INFORMATION, DRAWINGS, 
MATERIALS AND INSTRUCTIONS YOU NEED TO DO THE JOB. IF YOU BEGIN AN ASSIGNMENT 
BEFORE YOU HAVE ALL THAT YOU NEED, YOU MAY NOT BE ABLE TO DO AS GOOD A JOB 
AS YOU CAN. roNSIDER YOUR PRESENT JOB WITH THIS IN MIND. 

63. When you are scheduled to start your assignment, 
do you have all the verbal and written 
information you· need from your supervisor? 

64. If you do not have all the information, is it 
readily available if you contact the appro· 
priate person? (NOTE: Please check 
·'Does. Not Apply" if you answered question 
number 63 with a response of Always or 
Often) ...................•..............................•..............•........ 

65. When you do not have all the information needed 
to start you r assignment, how often do you 
begin anyway? .......................................................... . 

5:66 

[1] [2] [3] [4] [5] [6] 5:67 

[1] [2] [3] [4] [5] [6] 5:68 



66. If you were to start your assignment without all 
the ·information you need: 

a. Does the quality of work suffer? ........................ . 

b: What percent (%) suffers? .................................... ,. 

c. Please give specific examples of the work you 
are referring to. __________ _ 

THE WORK YOU DO 

it' 
'?-<! .- ~ 

:A<; ~~ ~ :!. ~o 
~,.. IU~ ~fJ ~o .J,.~ t,'" 
~ a-~ ,-,0 r.P ~tJ <::13 

[1] [2] [3] [4] [5] [6] 

% [NOTE: please fill in the 
percent - (0 to 100%)] 

5:69 

5:70-72 

IN ORDER TO DO CONSISTENTLY GOOD WORK, YOU MUST HAVE SUFFICIENT TRAINING SO 
THAT YOU KNOW WHAT AND HOW TO DO YOUR JOB. THE TOOLS YOU NEED MUST BE 
AVAILABLE AN[) IN GOOD OPERATING CONDITION. IT IS IMPORTANT THAT YOUR WORK IS 
OF ACCEPTABLE QUALITY. YOUR WORK AREA SHOULD BE FREE OF SAFETY HAZARDS, AND 
YOU SHOULD HAVE SUFFICIENT TIME IN WHICH TO COMPLETE YOUR ASSIGNMENTS. KEEP . l THIS IDEAL CONDITION IN MIND AS YOU ANSWER THE QUESTIONS BELOW. 

67. Do you have enough training and experience to accomplish your assignments? 

[1] [2] [3] [4] [5] [6] [7] 

have adequate ·have adequate have not been 
training for all training for some adequately trained 
my assignments of my assignments for any of my 

for some I do not assignments 

68. What percent (%) of the assignments you are asked to accomplish do you feel qualified for? 
[NOTE: Please fill in the percent - (0 to 100%)] 

% 

69. To what degree could your present job performance 
be improved by: 

a. More classroom instruction? 

b. More on-the-job training? ....................................... . 

c. Additional work association with an 

[1] [2] [3] [4] [5] 

[1] [2] [3] [4] [5] 

experienced person? .......................................... [1] [2] [3] [4] [5] 

5:73 

5:74-76 

5:77 

5:78 

5:79 



TO WHAT DEGREE .. : (cont'd) 

d. 

e. 

f. 

Additional observation of other individuals? : ...... . 

More contact with users of your work? 

More contact with' professional agencies 
or resources where personnel from 
suppliers and other like organizations 
are present? ..•.................................................... 

70. Do you attend professional meetings having to do 
with your area of job assignment? ........................ . 

71. Do you know if the work you accomplish is of 
acceptable quality? ..........••........................................ 

7J2. How often do you' disCuss the details of your 

[1] [2] [3] [4] [5] 
[1] [2] [3] [4] [5] 

[1] [2] [3] [4] [5] 

[1] [2] [3] [4] [5] [6] 

[1] [2] (3] (4] [5] (6] 

job· assignment With your supervisor? .............•....... [1] [2] (3] [4] (5] ,16] 

73. How often do you get sufficient or clear cut 
guidance from your supervisor? ............................... [1] (2] [3] [4] [5] [6] 

74. How often do you provide recommendations to 
your supervisor concerning your assignments? 

75. How often do you discuss the quality of your 
work with: 

a. Those in relevant divisions who use your 
work? ................................................................. 

b. Those in relevant branches who use your 
work? ............................... -.................................. 

c. Those in relevant sections who use your 
work? ................................................................. 

d. Your supervisor? ...................................................... 

e. The other relevant· individuals who use your 
work? ................................................................. 

f. Please list any other sources with whom 
you discuss the quality of your work. 

[1] [2] 13] [4] [5] [6] 

[ 1] [2] [3] (4] [5] [6] 

[1] [2] [3] [4] [5] [6] 

[1] [2] [3] [4] [5] [6] 

[1] (2] [3] [4J [5] [6] 

[1] [2] [3] [4] [5] [6] 

5:80 

6:10 

6:11 

6:12 

6:13 

6:14 

6:15 

6:16 

6:17 

6:18 

6:19 

6:20 

6:21 



76. When you do work ~over or modify it, is it 
because of: 

a. Incomplete original information? . ........................... 

b. Changing market or economic conditions? ........... 

c. Poor quality of work? . .......................................... 

d. Schedules set by others? .................... ' .................... 

e. Don't know . .............................................................. 
f. Other reasons, please list 

77. Do. you have enough time to do your assignments 

[1 J [2J [3J [ 4J [5J [6] 

[1 J [2J [3] [4] [5] [6] 

[1} [2J [3] [4J [5J [6] 

[1 J [2J [3J [4J [5] [6J 

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

well? (i.e., within an eight hour day) .................... [1] [2] [3] [4] [5] [6] 

78. When you do not have enough time to do your 
work adequately, is it because: 

(NOTE: Please check "Does Not Apply" if you 
answered question number 15 with a response 
of Always or Often) 

a. You have been· asked to meet an unreasonable 
deadline? ...•.........•.•....•............................•.......... 

b. You do not have enough relevant infor. 
mation? ..........................•................................... [lJ [2J [3] [4] [5] [6] 

c. You do not have the necessary equipment? ...... , [1] [2] [3] [4] [5J [6J 

d. 

e. 

f. 

g. 

h. 

i. 

You do not have the relevant drawings 
d 'fi'? • an SpeCI lcatlons. . ........•...•.......•...................... 

You do not have adequate training? ................... . 

You have been asked to do too much work? .. . 

The assignment's budget is too tight? ................. . 

The work is not adequately scheduled? .............. . 

The work flow is poorly coordinated? ............... . 

j.. Other reasons, please /ist _______ _ 

[lJ [2J [3] [4J [5J [6] 

[1] [2] [3] [4] [5] [6] 

[1] [2J [3J [4] [5J [6] 

[1] [2] [3] [4J [5] [6] 

[1] [2] [3] [4] [5] [6] 

[1] [2] [3J [4] [5] [6] 

INSTRUCTIONS: We realize that the following questions are difficult to answer. How
ever, they are very important in order to obtain a measure of the 
impact of redoing or modifying assignments. This measure will help 
the economics portion of this meaningful area. 

79. Thinking of your work over the past three months, what percentage (%) of your assignments 
had'to be done over Jl[ modified? (Please fill in the percent - 0 to 100%) 

____ % of assignments 

6:22 

6:23 

6:24 

6:25 

6:26 

6:27 

6:28 

6:29 

6:30 

6:31 

6:32 

6:33 

6:34 

6:35 

6:36 

6:37·39 



80. Thinking of your work over the past three months, what percentage (%) of your time was 
spent without a work assignment? (Please fill in the percent - 0 to 100%) 

----- % of time without assignments 

81. Thinking of your work over the past three months, how many hours did your typical work 
assignment take to complete? (Please fill in the average number of hours per assignment, 
o to 999 hours; NOTE: If YOUr typical assignment lasts longer than three months, report 
total hours needed for completion.) 

average hours per typical assignment 

82. Thinking of your work over the past three months, how many hours did you spend redoing 
or modifying your typical work assignments? (Please fill in the average number of hours per 
assignment, 0 to 999 hours; NOTE: . If your typical assignment lasts longer than three months, 

6:40-42 

6:43-45 

report total hours involved in redoing or modifying work.) 6:46-48 

_______ average hours per typical assignment 

83. On the average, what percentage (%) of time do you spend during an eight hour day being 
productive (i.e., a workday could be divided up into the following three components: 
(a) Meaningful work, (b) Less than meaningful work, and (c) No work at all. Please do 
not consider. coffee breaks and lunch as "No work at all "). 

+ 

+ 

TOTAL = 

~~~~~-----_% 
Meaningful Work 

o---;--:;-:----,--::-:-=-=-- % 
Less than Meaningful Work 

----------_.% 
No Work at all 

100% of an eight hour day 

6:49-51 

6:52-53 

6:54-55 



EXHIBIT F.4 

VIEW OF MEASURING THE INPUT-THROUGHPUT-OUTPUT PARADIGM 

Core supportive. Interaction 
Technologies Technologies Between Core--

Socio-Technical Supportive 
System Simple---- Complex* S.imple--:"- Complex Technologies 

. -

Individual Level **** **** **** 

Dept.-Group 
Level ***.* **** **** 

Organizational 
Level **** **** **** 

*NOTE: This simple--complex dimension is a scale from 1 to 7. 



The Role and Rationale 

G. UNSTRUCTURED OBSERVATION 

Ronle Nieva 

Mark Fichman 

Dennis Perkins 

In most simple terms, the role of the site historian consists of 

the observation, recording, and analysis of ongoing activities at a 

research site, collecting information that cannot be obtained'through 

standardized pre-developed instruments. The site historian would be 

present in the organization being studied at more or less regular in

tervals, observing behaviors, activities and events, and obtaining in

formation about the organizational members' reactions concerning important 

events that occur. 

The site observer/historian is particularly, important in the 

assessment of change efforts in organizations. It is only through on

going observation that the essence of dynamic processes such as change 

can be captured. Observation can provide data on the critical events of 

a change program, the timing, sequence and pacing of the interventions 

and their consequences. The documentation of these changes is vital to 

arrive at some understanding of the different ways in which organiza

tions may change over time, and the effects of a variety of intervention 

techniques on different types of systems. 

Data collected by observ~tional methods complement data collected 

by other more standardized methods. Observations can provide infor-

mation on emerging organizational processes (Walton, 1972), and can be 
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particularly useful to record occurences that are not anticipated or 

routine. Direct observation is not subject to the same biases as 

se If-report data (Richardson, Dohrenweind and Klein, 1965; Heyns and 

Lippitt, 1954). The richness in this'kind of data is helpful in 

validating and ,explaining results from other sources, and for developing 

more ,refined theories and hypotheses. 

The Functions of the Site Observer/Historian: 

The functions of the historian will differ depending on the level 

of involvement decided on by the research coordinators. Investment in 

the historian .role can be located on a continuum ranging from minimum 

site maintenance, .which hardly calls for any real observational activi-

ties, to a live-in involv,ement in the site, in the anthropological 

tradition. Four basic levels of involvement are to be considered. 

LEVEL OF RESEARCH INVOLVEMENT 

I. MinimaL Bite maintenance . 
model 

Personnel involved: 
Site coordinator 

II. Basic Site Historian 
Model 

Personnel Involved: 
Site Historian and 
Site Coordinator 

DESCRIPTION AND FUNCTIONS 

At this level of involvement, activities 
are limited to the barest 'necessities 
for the survival of the organization 
as a research setting: entry into the 
organization,setting up of contact 
persons, collecting basic information 
regarding ,the site's personnel, structure, 
tasks and technology, stated organi
zational rules on language and behaVior, 
and keeping a gross chronology of 
notable events occurring within the 
timespan of interest 'to the research. 

Activities at this level will include: 
1. Naturalistic observation - to 

attend and observe, in an unobtrUSive 
non-participative fashion, key 
meetings and events in the organiza
tion, e.g., normal work activities, 
meetings of various groups at dif
ferent levels, and activities re
lated to the change agent's inter
ventions. 
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III. Intermediate Site 
Historian Model 

Personnel Involved: Site 
Coordinator and two or 
more site historians 

Site contact: bi-weekly, 
or weekly 

IV. Live-In Observer Model 

Personnel Involved: Site 
historian 

Site contact: daily 

G.3 

2.. Informal interviews - key informants 
to be cultivated among organiza
tional members and the change team, 
for information regarding more subtle 
aspects of organizational functioning 
and the change effort. 

3. Collection of relevant records and 
documents - memos, minutes of 
meetings, and other kinds of docu
ments relevant to the change effort 
will be collected. 

1. 

2. 

3. 

In addition to the relatively un
structured activities already cited, 
there will be data collected using a 
more rigid sampling scheme for 
choosing respondents, and more 
structured methods of data collection. 
They may include: 

Structured interviews - aimed at ob
taining specific types of information 
particularly useful at various stages 
·of the change effort, to obtain 
reactions to and feelings about spe
cific interventions. 

Structured job observations - for in
formation regarding characteristics 
of jobs and tasks in the organiza
tion; particularly useful in cases 
where the intervention focuses on 
job design. 

Structured observations of meetings
to obtain quantitative measureS of 
various aspects of meeting behavior. 

The site historian at this level will 
be constantly at the site, and ob
serving day to day activities in 
anthropological fashion. The his
torian at this point will be more 
of a participant-observer, partici
pating in many o·f the activities of 
the organization much as other 

members do. 
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Whatever level of 'involvement is decided on by the researchers 

for the site historian role, there are certain commonalities in tasks 

to be done. In order to carry out these functions in the complex 

organizational setting, it is necessary for the observer/historian to 

design a plan or activities that will cover the major units and functions 

of the organization. A basic understanding or the organization's 

fundamental characteristics can be obtained from observations and in-

quiries made during the initial exploratory visits to the site. This 

information can be used to construct a flexible sampling scheme, a listing 

of relevant categories to be made the foci of observation. The check-

list can be used as a planning and feedback device to check on the areas 

which are relatively saturated and those which are relatively ignored. 

It can be modified as changes occur in the organization, changing the 

relative values of aspects of the organization with respect to the 

change strategy. A sampling design may consist of the major: 

EVENTS: 

GROUPS: 

ROLES/PEOPLE: 

CRITICAL SETTINGS: 

THEORETICAL 
CATEGORIES: 

Regularly occurring happenings in the organi
zation's life, e.g., meetings, breaks, train
ing ses s ions, etc. . 

The relevant divisions in the organization, 
e.g., departments, teams, levels of hierarchy. 

Critical positions in the Setting, e.g.", super
visors, change agents, personnel manager. . " 

particular environments that may differentially 
affect people's behavior in the organization, 
e.g., cafeteria, plant floor, front office. 

prinCipal variables to be focused on, including 
those parallel to the questionnaire categories 
and those of particular interest to the study. 
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It will also be necessary to set up a system for recording ob

servations. The.value of observational data lies largely in their closeness 

to actual events and their contexts, and the richness of descriptive detail. 

The observer's record must discriminate, as much as 'possible, between 

"(a) what the field worker believes to be a full and fair account of 

his observations in the situation, •. and (b) what.he now finds, at 

the moment of recording, worth adding in the way of personal reflections 

and research interpretations" (Junker, 1960, p. 14). While the primary 

audience for the record will be the site observer and the other members 

of the research team, it should also be theoretically possible for an 

outsider to examine these records and come to an independent under

standing of the development of the organization. The records should 

enable the outside examiner to find out not only what the observer dis

covered and concluded, but also how such discoveries and conclusions 

were made. 

Finally, the site:observer/historian will have to devise a 

strategy for the ·analysis of the observational data collected. In 

naturalistic, unstr~ctured observations, no clear cut distinction exists 

between the data collection and analysis phases. The notion of sequential 

analysis (Becker and Geer, 1960) and Glaser and Strauss's (1968) 

development of grounded theory call for analysis interwoven with data 

gathering. To do the running analysis, the observer/historian will 

have to develop a coding system for classifying the information into 

analytical categories, and a set of questions which can direct the 

generation and refinement of hypotheses. More traditional methods of 

data analysis can be used with the structured and quantified methods 
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that may be used by the historian. 

THE CURRENT STATE AND FUTURE DEVELOPMENT OF THE SITE OBSERVER/HISTORIAN 
ROLE 

While real limits exist regarding the degree of systematization 

possible in a role that is largely dependent on the personal character-

istics of the observer/historian and the relationships developed on 

the site, some guidelines can be set regarding the content of observa-

tion, the recording format, and the general conduct of the·role. Since 

the specific content of the observations is intentionally kept flexible, 

it becomes even more essential that some degree of standardization with 

regard to procedures be developed. Towards this end, the site observer! 

historian package should contain: 

1. A discussion of the issues involved in making the decision 
regarding level of site historian involveme·nt considered 
appropriate to the particular study. 

2. A discussion of the central issues regarding the definition 
of the role and its development in the organization, which 
would differ according to ·level of involvement desired. 

3. A listing and discussion of skills needed by site observer/ 
historians in general and particular ones in relation to 
site-specific issues. 

4. Related to the skills needed, a discussion of the problems 
to be anticipated in the implementation of the role. 

5. Concre·te behavioral guidelines that should enable a rela
tively naive individual to carry out the role. 

6. Methods for checking on reliability and validity of obser
vational data. 

7. Instrumentation for observer's use when appropriate, e.g., 
structured observational forms. 

8. Possible training approaches for the development of site 
observers. 



G.l 

Presently, .some work has been done on developing the guidelines 

and instruments for the site historian role. Experience at three re-

search sites, a pharmaceutical laboratory, a bank and an engineering 

concern, in conjunction with earlier sociological and psychological 

literature on field and observational methods provide the source for 

the development of the manuals and procedures. 
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H. 'THE ASSESSMENT ROLE - GUIDELINES* 

David N. Berg 

The Basic Design- Third Party Assessment 

The unaerlying assumption of the assessmeht program is that there is 

a value in having an objective, aispassionate, "external" assessment 

group evaluate organizations and organizational change. Thus the model 

being described here is, basically a three-party model. The first party 

is the organization itself and the "Quality of Work Committee" within the 

organization. It is made up of members from all relevant organizational 

subgroups (for example, labor and management). This committee represents 

the interests of the site organization and serves as the primary contact 

at the site organiZation throughout the period of the experiment. The 

second party is the consultant who actually performs the intervention 

work. The consultant is essentially responsible to the Quality of Work 

Connnittee and that group serves as the primary "client" for the consul

tant team. 

The third party in the experiment is the assessment team. While, 

the assessment team is expected to work with the Quality of Work Committee 

and the Consultant Team, its primary function is ,to obtain data, using 

the different measures so as to enable an in depth description and 

*This component is still in the early stages of development. This 

paper presents some initial thoughts on the assessment role 
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evaluation of the efforts of the consultant as well as the changes that 

occur or do not occur in'the site organization. The responsibilities of 

the assessment team include the following: 

(1) Major data collection at key points in time (before the 

consultant begins work, mid-way through the experiment, 

and aft'er the major intervention work has been completed-

envisioned as a period of about 3 years in total) 

(2) On-going collection of data--mostly involving descrip

tion,-of the activities and events which occur at the 

site 

(3) Integration of data for description--yielding an in

depth case study description of the total intervention 

(4) Assessment of results--using the various data for an 

evaluation of the changes which appear to come about 

asa result of the intervention. 

This type of design, involving three parties, is a relatively unused 

approach to the measurement and assessment of organizational change. 

Although such arrangements have been used before (e.g., Seashore, 1975; 

Marrow, Bowers, & Seashore, 1967; Blake, Mouton, Barnes, & Greiner, 1964; 

Argyris, 1962), most research on change has b~en done with the intervenor 

also being the assessor of the change. In fact, the case has been made 

(Argyris, 1970) for the advantages of the intervenor and researcher roles 

being combined in one person or group of persons. On the other hand, there 

is considerable support for the evolution of three party arrangements 

(Barnes, 1967). The ISR program has used this approach for the following 

reasons: 
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(1) Combination of the assessment and intervention roles can 

lead to role conflict. Often what is good for research 

is not necessarily good for the intervention and vice

versa. Given that the primary rewards for the researcher/ 

consultant often lie with doing a good intervention, 

rather than doing good research on a bad intervention, 

the research end often loses out. 

(2) The combination of research and intervention roles provides 

a disincentive for the reporting and publication of 

failures, since the consultant does not gain through the 

dissemination of information about the inability to 

bring a,bout change or improvement in organizations. Thus, 

the res.earch value of the reporting of failures may be 

lost. 

(3) The accurate description of the events and activities 

which go to make up an intervention program is also an 

important outcome of research on change. The heavy 

involvement of the consultant in the intervention often 

makes it impossible for that individual to provide an 

accurate, objective, and unbiased picture of what actu

ally occurred. Thus, the third party role facilitates 

such description. 

Given that the underlying purposes for the proposed research is that 

of the development of instrumen·ts to assess organizational changes (a 

research task) the model used is the three party model so as to insure 

that the goals of the research effort will be maintained as an important 
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priority throughout the intervention period. 

Although the process presented here is designed to provide accurate 

and complete data for use in instrument validation and the evaluation of 

field experiments, it also presents some problems. Such a design involves 

three sets of needs and goals. Although these needs converge on some 

issues they diverge on others. One such clash of interests lies at the 

heart of the third party evaluation design. In the interests of objec

tivity the split between action and research has been formalized (Barnes, 

1967) with the assessment function allocated to one party and the action 

program conducted by another (in collaboration with the organization). 

The organization is interested in increasing its effectiveness along a 

number of economic and/or social dimensions and the consultant is hired 

to develop and implement a change program t6 meet these needs. In addi

tion, the consultant's professional future depends on (1) the success of 

the change program, and (2) the opportunity to develop and improve it as 

it unfolds in the field. At the same time the assessment team is commis

sioned to conduct a scientific evaluation of the change program, and is 

faced with the difficult question of how to conduct a scientific inquiry 

in an environment which is understandably "hostile" to the rigid demands 

of the scientific method. 

The tension between change and evaluation programs (action and 

research) is not all pervasive. There are many areas where the two pro

grams have cOmmon interests (and, in fact, the goal of applied social 

science is the development of useful theory and technology), but there 

are many practical situations in which the three parties have competing 

interests. The goals of the change program, for example, may require 
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on-going modifications which may wreak havoc with the experimental design 

of the assessment team. The challenge for the assessment team is to 

develop on-site relationships which support and encourage the discussion 

and resolution of issues involving the research and the tension between 

action demands and research needs. Only if such relationships can be 

established will it be possible for the three party model at any given site 

to fulfill the needs of all parties involved, including the evaluation 

team. As Seashore (1975) points out, there are no "rights" or "wrongs" 

in such field· situ.ations, but rather a number of choices and trade-offs 

which need to be considered and resolved. The need for mutual commitment 

to these solutions·is particularly critical in this design since much of 

the data collection procedure is on-going, observational and concerned 

with process as well as outcomes. 

The remainder of this paper will present a list of the critical 

issues involved in establishing, developing and maintaining relationships 

created in the three-party assessment design. In addition, the final 

part will outline further research strategies for developing a set of 

written guidelines for managing and resolving these critical issues. The 

following list is by no means a complete or comprehensive one. It is a 

beginning which draws on the program evaluation literature and the experi-

ences of researchers involved in assessment research. As an initial step, 

this survey of issues serves two purposes. First, it provides a guide-

line for the development of the three-party model in numerous field sites 

during the coming months. Second, it serves as an outline for further 

research on the relationships involved, in third-party evaluation research 

and for the development of written guidelines to accompany the measurement 

package and procedures. 
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Critical Issues 

Utilization and publication of findings. Who will use the evalua

tion findings and for what purposes can have a significant impact on 

the relationships among the three parties and the degree of cooperation, 

involvement, tension, defensiveness and validity. Weiss (1972) points 

out that evaluation research can be conducted in order to increase on

going program effectiveness or for the purposes of future policy deci

sions on similar programs. In the former case the research findings are 

utilized by the program staff, while the latter case involves interpre

tation of the results by a policy group or funding agency. The issue of 

who sees the information, when and for what reasons is an important one , 

for all parties involved, 

Rodman and Kolodny (1964) raise the issue of publication as one 

which often causes tension between researchers and organizations in the 

field. Who has the right to publish the findings of the research and 

how shall the .credit be distributed is an important issue for academicians, 

and these two authors suggest that it may be an important issue for the 

other parties involved also, although one that is seldom discussed, 

Closely tied to the issue of pubiication rights is the issue of confi

dentiality, not only of individual responses and connnunication, but of 

organization and consultant identity as well. 

Evaluation as intervention. In a broad sense, any part of the 

assessment process which is obtrusive is an intervention in the organi

zation. Even the knowledge that such an assessment is being conducted 

can have an impact on the behavior and attitudes of individual and 

groups within the organization. Many such reactive aspects of the 
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evaluation process are unavoidable, but minimizing the intervention 

effect of the data collection is a primary concern of the MAP team. 

The evaluation research strives to assess the impact of a change pro-

gram on a variety of variables rather than the impact of a change pro-

gram with accompanying evaluation research. 

Organization/Evaluation team relationship. In order to insure the 

objectivity which is the heart of the three-party design, there must 

exist a relationship between the organization and the assessment team 

which is independent of the consultant. This is a crucial element in 

the research design for two reasons. First, the assessment team nrust 

be able to collect information about the organization which is independent 

of the consultant's sources of bias." Second, the assessment project 

needs to continue after the change"program has been completed. 

An issue is how to establish an independent relationship between 

assessment team and organization which fulfills the needs of both and 

what are the specific ways in which each party moves toward a workable 

compromise between action and research. 

Consultant/Evaluation team relationship. The relationship between 

the consultant and the evaluation team is charged with the tension of 

evaluation and judgment. Since the evaluation team is interested not 

only in outcome measures but in process descriptions and observations 

as well, there exists a high level of interdependence between the two 

parties. The consultant's presence depends on the presence of the 

assessment team (in terms of funding) and the consultant may also make 

use of information collected and provided by the evaluation project. 

the process of the change intervention and any subsequent modifications. j 
I 

The evaluation team, in turn, depends on the consultant for access to 
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It is in this relationship that the action-research trade-offs of 

which Seashore (1975) speaks are most relevant and important. Critical 

decisions must be made in the areas of information access (for each 

party), communication, on-site observation time, feedback and mutual 

influence. 

The triadic relationship. This relationship involving all three 

parties is the key to the success or failure of the field project. The 

process of evaluation is a sensitive one which requires that the parties 

involved deal with difficult and potentially threatening problems. 

1. The first issue is the construction and design of a joint 

decision-making body where questions can be answered and practical issues 

resolved. 

2. Although the assessment package and the measures which com-

prise it are essentially the domain of the evaluation staff, they are of con

cern to all parties involved. Again, if the organization and the con

sultant are to be involved in and committed to the assessment research, 

the assessment package must respond to their needs as well. The organi-. 

zation can also provide the assessment te1\lD with valuable "inside" 

information to guide measurement development (Likert and Lippitt, 1953) 

and the assessment instruments can be modified on this basis to be more 

empathic and therefore more valid (Alderfer and Brown, 1972). In 

similar ways the consultant can provide guidance in the areas in which 

he/she expects to be able to measure change. 

3. Data handling and feedback is the third issue of concern to all 

three parties. What to do with the information collected by evaluators 

and when are two very important questions. Scriver (1967) classifies 
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the two competing data feedback strategies as summative and formative. 

Summative evaluation involves an assessment of a change program upon 

c9mpletion with one final feedback phase. Formative evaluation pro-

vides on-going feedback to the program for modification and improvement. 

Clearly the approach used here will be neither of these extremes and , 

will strive to minimize the intervention effect of the data collection 

while addressing the needs of the organization and consultant, 

Fault finding. An evaluation team is often perceived as attempting 

to find fault. One of the purposes of evaluation research is to identity 

the negative consequences of a change program, But although the percep-

tion of an evaluation team as a fault finding group has some basis in 

fact, it is often distorted by the fears of the parties involved. Both 

the organization and the consultant may fear the destructive potential 

of negative feedback or negative results, directed inward to the program 

or outward to the scientific or professional community. 

The evaluation team, too, may operate under the spectre of the 

evaluation process in a different way. What would it mean for an evalu-

ation team not to find problems, faults and mistakes? The evaluation 

team may share the belief that only negative information is the province 

of the research. 

Unstable triads. The social psychological literature suggests that 

triads are an unstable group form. The result of this instability is 

a breakdown of the triad into a pair and an outsider. The potential 

for such an alliance formation exists in the triadic relationship dis-

cussed above and two of the possible combinations are particularly pro-

blematic for the success of the evaluation program. 
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1. Consultant and organization versus assessment team. The two 

"action" partif's may perceive the evaluation process as int.erfering with 

the change program ox they may both bear the outcomes of negative feed

back. As a result such an alliance, usually covert, could lead to 

attempts to restrict the assessment team's access to information, meet

ings or economic measureS. 

2. Consultant and assessment team versus the organization.. The 

fact that both the consultant and the assessment team are dependent on 

outside sources for funds could cause a subtle alliance which might 

influence the data collected particularly if both perceive that the 

project must be a "success" for their support to continue. In another 

sense, the informational interdependence provides another compelling 

reason for the two parties to "work together," Most important is the 

possibility that because both parties come from outside the organization, 

with similar academic credentials, they will be perceived as an alliance 

by the organization. 

Over-measurement. The design calls for a great deal of data to be 

collected. In addition to the evaluation team, the consultants may 

also want to collect other data. The organization and organization 

members may become fatigued from the extent and duration of data collec

tion activities and may even begin to feel hostile towards the process. 

Under-feedback. The nature of the arrangement mandates that only 

limited feedback of initial measures be made available to the site organi

zation. This further reduces the payoff to the organization from assess

ment activities. This also reduces the reciprocity between researchers 

and subjects in that the researchers may ask for the subject's (organi-
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zation member) time and energy and not give anything substantive in 

return for three years. In addition, the questions of how much data to 

"handback" to the Quality of Work Committee and the consultants, and the 

effects of that handback must also be considered. 

Integration of data. A vast amount of data is being collected, 

utilizing a variety of measures, measuring a range of variables, using 

repeated measures, for relatively large samples. The int'egration of this 

data into a usable form for assessment is a large task which will need 

to be well-planned in advance. 

Assessment team organization 

Each site will also have an assessment team which will have the 

primary responsibility for making use of the measures at the site. 

The key individual is, the Site Coordinator who is responsible to 

the ISR senior program staff for assessment activities at the site. 

The site coordinator is also in an integrator role, coordinating the 

work of several different groups. First, the site coordinator will be 

assisted by his owp site staff which may include an assistant site 

coordinator (whose primary function will involve responsibility for on-

going observations and other data collection) and additional observers 

as needed. Second, other ISR staff will be called on as needed to per-

form work involving the site. Other professional members will serve in 

the role of staff functional specialists providing services in certain 

areas (i.e., questionnaire desigU, setting up behavioral/economic col.,-

lection systems, etc.). Technical support staff will be responsible 

for coordination of instrument production (composition, duplication, 

assembling of questionnaire administration materials) and for managing 
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the computer data files relevant to the site. Finally, clerical staff 

will provide support as needed for site relevant activities. 

Third, the .site coordinator will call on and coordinate the 

activities of specialists from outside of the ISR permanent staff inc1u-

ding specia1ist·s in certain areas who will be called on site to collect 

data and/or make observations and other groups, such as the review team. 

The site coordinator, then, will be in the role of integrating the 

work of these different groups, supervising all assessment activities at 
/ 

the site, being responsible for the assessment process at the site organi-

zation, and thus assuring that data needed for assessment and validation 

is collected in an effective manner. 

Future Research 

If the role the evaluator is to develop as a distinct, viable and 

separate function in the area of organizational change, a great deal of 

research is needed on the types of measurement procedures that are nec-

essary, and so is research on the conduct of the field relationships 

involved. More work needs to be done to outline the effective re1ation-

ships in such a context. There is a need to expand and develop the list 

of critical issues discussed above. Our future research will strive to 

outline the dimensions of each issue and provide theoretical and prac-

tical guidelines for resolving them while in the field. With regard 

to the entire topic of field relationships involved in an assessment 

program such rese;'rch would aim to (1) clarify the is.sues, (2) record 

relevant experience which illuminates how these issues have been dealt 

with in similar situations and (3) produce guidelines and strategies. 

which have proven effective. 
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APPENDIX I 

SHORT FORM QUESTIONNAIRES, 

In a number. of sites, a different type of measurement tool, the 

short form questionnaire, has been used. Short questionnaires, 

administered at short intervals (from once a month to one every 

three months) enable the researcher to "track" the course of an 

intervention oVer time. As such it is a valuable tool for assessment. 

At the game time, the experience of the staff at SRC with 

short form questionnaires has led to the conclusion that this 

instrument should only be used with great caution. The administration 

of such questionnaires on a regular basis generally t.ends to result 

in demands for feedback of the data. With data feedback, the evaluation 

process and the intervention process become confounded to a very 

great extent. 

These short forms have been used in one case, as an intervention 

in themselves. Through provision of feedback from the forms on a 

monthly basis, interventions aimed at improving group effectiveness 

were conducted. The results of this experiment (see references below) 

reinforce the notion that such questionnaires should be used very 

carefully and only in situations where the possible intervention effects 

from use of the questionnaire would not be problematic. 
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MICHIGAN 48106 

, MONTHLY ATTITUDES QUESTIONNAIRE 

TItis questionnaire is part of the ongoing study of 
being conducted by tile Institute for 

Social Research at the University of Michigan. ' We want 
10' 'Imow about changes in your feelings concerning various 
aspects of your work This is not a test and there arc 
no right or wrong answers. Please anSWer the questionnaire 
frankly and honestIy. 

At tl,1e top of the page is you Michigan Identification 
Nwnber wliich is available only to the University of Michigan 
research team. Your individual responses will be completely 
confidential. A summary of the plant response will be 
a'ftuable at regular intervals. 

\ 
When you have finished answering tile questionnaire, 

please place it in the envelope, remove your name from the 
outside and drop it in the locked box in your area. Do 
not put your name on the questionnaire. 

To complete the questionnaire, please choose the one 
number that best matches the description of how you feel 
about the statement. For example, if the statement read 
"I enjoy tile weather in North Carolina" and you agreed, 
you would check the number [6] under agree. 

Example: 

I enjoy the weather in North Carolina, 

Date 

({,lease write in today's date above) 

PLEASE TURN SHEET OVER AND COMPLETE THE OTHER 
SIDE. 
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THE FOLLOWING ARE SOME STATEMENTS ABOUT 
YOU AND YOUR JOB. PLEASE CHECK THE NUMBER 
THAT INDICATES HOW MUCH YOU AGREE OR 
DISAGREE WITH EACH STATEMENT. PLEASE 
READ EACH STATEMENT CAREFULLY. 

I. All in all, I am satisfied with my job. 

2. -'--_rewards those who do their jobs well. .............. . 

3. I get a feeling of personal satisfaction from doing 
my job well .................................................................. .. 

4. In the next rew months, I am likely to look 
for a job outside of ...................................... .. 

5. The organization cares more about money and 
machines than people. .. ................................................ . 

6. I don't care what happens to this organization 
as long as I get a paycheck." .................................... .. 

7. I feel free to tell people higher up what I really 
think ............................................................................... . 

8. Decisions are made around here without ever asking 
the people who have to live with them. .. .............. .. 

9. What happens at __ is really important to me. .. .. . 

10. My supervisor encourages subordinates to participate 
in important decisions that concern them. .. ............ .. 

/ 

11. All in all, I am satisfied with the quality of 
my supervision .............................................................. . 

12. The team concept is working in my department. ...... .. 

13. My co·workers are afraid to express their real views. 

14. It is easy to get other people in this department 
to help me when I need it. .................................. .. 

15. All in all, I am satisfied with my shift hours ......... . 

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

17. My pay is fair considering what other places 
in this area pay ......................................................... .. 

18. My work group knows exactly what things it 
has to get done. .. ...................................................... .. 

19. I understand the Problems and Complaints 
Procedures. .. .................................................................. . 

20. I feel I can get help for my problems using 
the Problems and Complaints Procedures. .. ....... : ..... 

COMMENTS: 

01 :5 

[1] [2J [3J [4] [5] [6] [7] 

[1] [2] [3] [4] [5J [6] [7] 

[1] [2] [3] [4] [5J [6] [7] 

[1] [2] [3] [4] [5J [6] [7] 

[I] [2] [3] [4] [5] [6] [7] 

[1] [2] [3] [4] [5] [6] [7] 

[I] [2] [3] [4J [5] [6J [7] 

[I] [2] [3] [4] [5] [6] [7] 

[I] [2] [3] [4] [5J [6] [7] 

[I] [2] [3] [4J [5] [6] [7J 

[1] [2J [3] [4] [5] [6J [7J 

[lJ [2] [3J[4J [5J [6J [7J 
[1] [2J [3] [4] [5] [6J [7J 

[1] [2] [3J [4J [5] [6] [7] 

[II [2] [3] [4] [5] [6] [7] 

[IJ [2J [3]" [4] [5J [6] [7J 

[1] [2J [3] [4] [5J [6] [7] 

[1] [2J [3J [4] [5J [6] [7J 

[I] [2] [3] [4] [5J [6] [7J 

[1] [2] [3] [4J [5] [6J [7] 

THANK YOU FOR YOUR COOPERATION 

01:6 

01:7 

01:8 

01:9 

01:10 

01:11 

01: 12 

01: 13 

01: 14 

01:15 

01: 16 

01:17 

01:18 

01:19 

01:20 

01:21 

01:22 

01:23 

01:24 

01:25 

01 :26·27 
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IISR:I MONTHLY ATTITUDES FEEDBACK QUESTIONNAIRE 

'\ Instructions: This question~aite is being 'used to collect data as part of the on-going feedback project 
of and the Institute for Social Research (ISR) at the University of Michigan. 
Your branch will be receiving a summary of the responses of all the employees in the branch within 
a few weeks. No individual data will be fed back and your individual responses will be strictly con
fidential. Please answer each question as frankly and openly as possible. Do not put your name on 
this questionnaire. 

PLEASE FILL IN THE FOLLOWING IDENTIFICATION INFORMATiON: 

Branch (Cost Center) Number 

Your position within the branch: [1] Teller 

[2J Desk 

Form Number 0 

[3J Management (includes Teller·supervisors, 
Branch Managers, and, Assistant Managers) 

Are you: [lJ Part time [2] Full time 

Date: Indicate the month that feedback 'covers 
(if distributed in first few days of new 
month, please record the previolls month) 

Month NumberLO Year CD 
THE FOLLOWING ARE SOME STATEMENTS ABOUT 
YOU AND YOUR. JOB. PLEASE CHECK THE NUM
BER THAT INDICATES HOW MUCH YOU AGREE OR 
DISAGREE WITH EACH STATEMENT. PLEASE READ 
EACH STATEMENT CAREFUL! Y. 

L 

2. 

3. 

4. 
5. 
6. 

8. 

9. 

10. 

It is easy to get other people in this branch 
to help me when I need it. ..........•....•........................ 

I get a feeling of pers9n<;.;<>atisfaction Jro1m 
doing my job well.~.h4. .. tA.!::t!(.~7 ....................... . 

Decisions in this branch are frequently made 
without asking the people who have to 
live with them .............................................................. . 

The lban9rewar~s those who do their jobs well ............ . 
Commullication III thIS branch IS good ............................ . 
I look forward to being with the people in my 

[lJ [2] [3] [4] [5J [6] [7] 

[1 J [2] [3] [4J [5J [6J [7] 

[1] [2J [3] [4J [5] 
[1] [2] [3] [4] [5J 
[1] [2J [3J [4J [5] 

[6] [7J 
[6] (7J 
[6] [7] 

branch most days ........................................... _............. AI] [2J [3] [4] J5J [6] (7J 

[2] [3] [4] [5] [6J 17] 
In the next few months,1 ~'l' likely to look fOf,! '1,',k 

. b 'd f \. I .) ,,' . ., V' .}., [ ] a JO outSI e 0 ,,_ "' __ "J.i~.:.·~~ .• ':!.::JU.r. ..••. } . .l.'t;;.~.-..:.,:-.'·;.:";T."'le:' "', 1 
What happens in this branch is really important 

to me . ..• ~::~i .. ~i ..... ~.:( .. -!.: •••••••••••••••••••••••••••••••••••••••••••••••••• [lJ [2] [3J [4] [5] [6] [7] 
Each person in this branch has a clear idea of . 

/ {'I ' \ 
the branch's goals and objectives.\...-.I .. w...':", ... ,i.:2.;.L .... 

- ,,/ 
[1] 12] [3J [4] [5] [6] [7] 

c , 
/6\;':"'j; ,\ ~' r \. 
·~~r·········~i···········~· 
iji~! . j 
~ .;i,e/li 

All in all, I am satisfied with my job. [1] [2] [3] [4] [5] [6] (7J 

33:01 

88:000 

88:05 

88:06 

88:07·1 

88:11 

88:12 

88:13 
88:14 
88:15 

88:16 

88:17 

88:18 

88:19 

82:20' 



THE FOLLOWING QUESTIONS ASK ABOUT THE QUALITY OF SUPERVISION IN THIS BRANCH. 
THE STATEMENTS SHOULD BE THOUGHT OF AS REFERRING TO ALL OF THE PEOPLE WHO 
SUPERVISE OR DIRECT YOUR WORK (THIS COULD INCLUDE TElLER-SUPERVISORS, PEOPLE 
FUNCTIONING AS ASSISTANT MANAGERS, AND BRANCH MANAGERS)_ FOR EACH STATEMEN
CHECK THE NUMBER WHICH INDICATES HOW MUCH YOU AGREE OR DISAGREE WITH THE 
STATEMENT, KEEPING IN MIND ALL OF THE PEOPLE THAT SYPERVISE YOU. 

MY SUPERVISORS . _ 

11. '" help me solve work related problems ................... . 
12. ... do a good job of planning :md scheduling 

working in advance ...................................................... . 
13. let me know how well I am doing. . .................... . 
14. '" are concerned about me as an individual. ............ . 
15. ". help subordinates to develop their skills ............... ~ 
16. '" encourage subordinates to participate in 

important decisions that concern theme ..................... . 

[1] [2] [3J [4] [5J [6] [7J 

[1] [2] [3] [4J [5} [6} [7] 
[lJ [2] [3] [4] [5J [6] [7J 
[1] [2] [3] [4]!5J [6] [7] 
[1] 12] [3] [41 [5] [6] [7J 

[1J 12] [3] [4] [5J [6] [7J 

88:21 

88:2: 
88:2: 
88:2, 
88:2: 

88:l! 

PLEASE ANSWER THE FOLLOWING QUESTION, KEEPING IN MIND THE AREA OR PART OF TH 
BRANCH IN WHICH YOU WORK MOST OF THE TIME: 

17. During the past month, the quality of customer service we have given has been: 

[ 1] [2J [3] [4J [5J [6J [7J 

Poor Average Excellent 

18. PLEASE WRITE IN YOUR UNIVERSITY OF MICHIGAN IDENTIFICATION NUMBER 
IN THIS SPACE: 

THIS INFORMATION is IMPORTANT FOR THE SCIENTIFIC WORK IN THIS STUDY. 
NO ONE IN THE BANK HAS ACCESS TO THE LIST OF I D. NUMBERS AND NAMES. 
IF YOU SHOULD MISPLACE YOUR 10. NUMBER PLEASE CALL THE FOLLOWING 
PHONE NUMBER (COLLECT) AT THE UNIVERSITY OF MICHIGAN AND IDENTIFY 
YOURSELF AS A CITY NATIONAL BANK RESPONDENT. 

AREA CODE 313 

19. (This space is for additional questions which may 
be asked from time to time. If an additional 
question is attached, write in your answer here; 
if no question is attached, ignore this space.) 

764-9397 

[11 [2] 13J [4] [5J [6J [7] 

88:2 

88:2 

88:3 
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APPENDIX II 

QUALITY OF WORK RESEARCH PROGRAM STAFF 

Institute for Social Research 

Program Direction: 

Cortlandt Cammann 
Edward E., Lawler III 
Stanley E. Seashore 

Professional Staff: 

David N.Berg 
Mark Fichmari 
J eimne Herman 
G. Douglas Jenkins 
John Klesh 
Barry A. Macy 
Philip Mirvis 
Michael Moch , 
VerorticaNieva 
Dennis N. T. Perkins 

Technical Staff: 

Marge Black 
Susan Campbell 
Maureen Compton 
Gary Herline 
Gayle Mandigo 
Marian Mittendorf 

August, 1975 

Staff at Cooperating Academic Institutions 

Paul S. Goodman Associate Professor 

David A. Nadler Assistant Professor 

Study Director 
Program Director 
Program Director 

Assi$tantStudy Director 
Assistant Study Director 
Study Director 
Assistant Study Director 
Assistant Study Director 
Study Director 
Assistant Study Director 
Study Director 
Assistant Study Director 
Assistant Study Director 

Research Associate 
Secretary 
Research Assistant 
Research Associate 
Secretary 
Secretary 

Graduate School of Industrial 
Administration 

Carnegie-Mellon University 

Graduate School of Business 
Columbia University 
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Quality of Work Research Program Staff (Continued) 

Consultants 

Michael Alexander Partner 

Walton R. Hancock Professor 

William Goodall Research Assistant 

William Wellman Research Assistant 

Richard C. Wilson Chairman 

Touche Ross and Company 

School of Public Health & 
Department of Industrial 
and Operations Engineering 
The University of Michigan 

Bureau of Hospital Administration 
The University of Michigan 

Bureau of Hospital Administration 
The University of Michigan 

Department of Industrial and 
Operations Engineering, 
The University of Michigan 


