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ABSTRACT 

The study examines the effect of role ambiguity as 
experienced by production supervisors, upon their attitudes 
to work and investigates the supervisory role with 
reference to perceptions of managers and supervisors. Role 

ambiguity is considered by several theorists to have a 
negative influence upon work attitudes generally. The study 
aims to identify which work attitudes are most 
significantly influenced and how much the presence and level 

of role ambiguity explains the variation in levels of 
motivation of supervisors. 

The sample of supervisors and managers for the pilot study 
was drawn from 3 manufacturing organisations in the food 
industry, the main study relies on a sample of supervisors 
and managers from 6 organisations. 

Whilst the major research objective has been to examine the 

effect of role ambiguity upon supervisors' attitudes, a 

significant element of the research has been directed 

towards clarification of the supervisory role, investigating 

such commonly-quoted situations as the supervisor as the 

"man in the middle" who suffers more than others in the 

organisation from role ambiguity. 

The practical outcomes of the research are presented with 
reference to their use and potential value in an 
organisational context. The findings of the study indicate 

significant relationships in 5 out of the 6 predicted 
associations comprising the hypotheses. The theoretical 

model which has been developed lacks power as an 
explanatory instrument. The model is useful, however, as 
a descriptive tool, relating some of the variables which 
are associated with supervisors' work motivation. 
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PREFACE 

The main theme of the current study has been to identify the 
factors which exert a significant influence upon the work 
motivation of the Industrial Supervisor and to contribute 
to a further clarification of the supervisory role. 
Managers commonly describe the motivation of their 
supervisors as inadequate or poor and the author has 

attempted to isolate aspects of the supervisory work 
system which may be responsibile. One such aspect is 

suggested to be the level of role ambiguity experienced 
by supervisors in their work role. 

The author's initial interest in the subject was stimulated 
by his first-hand experience in the role of production 
supervisor with a food manufacturer. The food 
manufacturing sector of industry has been selected as the 
setting in which the research is performed. There-were 

several reasons for selecting this sector. Firstly, this 

sector has received relatively little research attention in 

comparison with other areas of industry (coal, steel, and 
engineering industry). Secondly, the interpretation of 
research findings may be enhanced by the author's 
understanding of the organisational context. 'Finally, 

the progress of organisational entry may have been improved 
by the author's previous experience in the industry. 

The first chapter presents a review of literature 

concerning the three areas considered to be most relevant 
to this study. They Include a review of research 
concerning the Industrial Supervisor, a review of the last 
fifteen years of research concerning the development of 
theories of work motivation, and a discussion of the 
importance of the concept of role perceptions (particularly, 

role ambiguity) as a component of work performance models. 



Whilst the theory of work motivation and its development 

is reviewed, aspects of motivation theory per se are not 
tested in this study. Patchen's conceptualisation of 

motivation, the individual's desire to expend energy on 
the performance of work tasks, is employed as an 

appropriate research definition for motivation. 

Resulting from a review of results of the pilot study, 
Patchen's measure is subsequently developed to improve 

scale reliability. Other aspects of motivation theory, 

such as the concept of individuals' needs. and the influence 

of perceived characteristics of the job (e. g. role ambiguity, 
authority, responsibility), are recognised in the theoretical 
model as important concepts. 

The approach towards motivation adopted in this study 
focuses upon the relationship between motivation and effort 
applied to task performance. Due mainly to the difficulty 

which researchers have encountered in operationalising the 

concept of effort, a measure of motivation has' been selected 
by the author which' comprises an instrument to 
determine an individual's desire to expend energy, and 
therefore apply effort, in the performance of his work 
tasks. 



CHAPTER ONE 

REVIEW OF LITERATURE 

RELEVANT TO THE CURRENT STUDY 

1.0 Introduction 

The overall aim of this chapter is to introduce and review 
those areas of development in research concerning organisa- 
tional behaviour considered by the author to be relevant to 
this study. They consist of: 

1. A review of research concerning the role of the 
industrial supervisor/foreman; 

2. A review of motivation theory; and 

3. A discussion concerning the importance of role percep- 
tions in work performance models. 

The first two sections of the review concern research asso- 
ciated with the role of the supervisor and the importance of 
an individual's perceptions of his role. These two subjects 
become closely connected when considering the large quantity 
of research data that has been generated in the area of the 
role perceptions (often including role conflict) of the 
industrial supervisor or foreman. As Dunkerley (1975) has 

pointed out, the supervisor's role has undergone, and is 

undergoing, rapid change in terms of activities and respon- 
sibilities. Illustrative of this change has been the deci- 

sion of some industrial firms to abolish the role of the 
traditional foreman in their organisations. 

With reference to work motivation, the current state of the 
theory is apparently one of deficiency, where no unifying or 



general theory of motivation exists to explain the volume of 
existing research data in the field. However, several 
theoretical approaches have been presented, and subsequently 
supported, which serve to explain much of the research 
information resulting from studies of motivation. These 
theories include need theory, equity theory, expectancy 
theory, and the job characteristics model. Although this 

study is not designed to test any one particular aspect of 
motivation theory, it does include the concepts of job moti- 
vation (from the viewpoint of devotion of energy to job 

tasks) and recognises the individual variability of need 
strength which may act as a mediator between role ambiguity 
and work motivation (here the need for role clarity). 

Although the review of motivation theory will be confined to 

a discussion of the development of motivation theory over 
the past fifteen years, it should be remembered that one of 
the most systematic analysis of motivation (which is not 
discussed here) both from a theoretical and empirical 

viewpoint, has been provided by Drive theory. Although the 

popularity and acceptance of this theory amongst academic 

researchers has declined since its most popular period 
(1940-60), it still remains one of the most widely 

recognised of motivation theories. Its decline can perhaps 
be largely explained by the fact that it could not ade- 
quately account for the multitude of data that have been 

generated by research. This criticism could also be 

addressed to subsequent theoretical formulations and the 
fate of Drive theory may be an indicator for the future of 
the more recent theoretical approaches. 
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1.1 The Role of the Industrial Supervisor 

The review that follows is concerned with a summary of 

research studies and developments that have taken place 

regarding the role of the production supervisor. 

The role of the first-line production supervisor has 

undergone extensive change over the last 60 years and may be 

seen as a reflection of the degree of industrial development 

that has occurred. Previously, the supervisor exercised a 
great deal of control over labour and enjoyed a relatively 
unambiguous relationship with his superiors. The situation 
today, however, indicates that supervisors are often further 

removed from the levels at which decisions affecting the 

shop floor and departmental work are made. The current 
culture of professionalism largely excludes the supervisor, 
who, 'in many instances, possesses no formal qualifications. 
He may also be often excluded from the promotional ladder 

which is accessible to other, more qualified, -'members of the 
junior management team. 

The supervisory role had changed sufficiently for 

Roethlisberger to suggest in 1945, that the industrial 

supervisor had become the "man in the middle", who has to 

deal with the often conflicting demands of management and 

workforce. Wray (1949) offered the view that supervisors 
were "marginal men" occupying a position on the boundary 
between management and labour in some kind of 
"organisational limbo". More recently, Child (1975), who 
had extensively examined the supervisory role in the U. K., 
investigated the supervisor in terms of his contemporary 

work setting and contrasted this with the situation 60 years 

ago. Figures lA and 1B illustrate the relative change in 

the organisational position of the supervisor. 
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In much of the previous literature regarding the subject of 
supervisors, researchers have tended to focus their atten- 
tion upon the supervisor-subordinate relationship and the 

effects of the supervisor's behaviour upon-subordinate per- 
formance. (Katz and Kahn, 1953, Fleischman et al, 1955; 
Westerlund and Stromberg, 1965, Fiedler, 1967 and Lennerlof 
1968). This can be seen as a downward looking view (from 
the supervisor's position in the organisation). Scant 

attention has been devoted to the alternative perspective, 
that is, viewing the supervisory role looking upwards. If 
the supervisor's relationship with higher level management 
is examined, this would serve to highlight such factors as 
the responsibilities and authority which are delegated to 
him and the priorities which are set for the supervisor in- 

terms of work-objectives. 

Today, changes in the socio-industrial environment continue 
to affect the role of the supervisor, particularly with 
respect to his authority to direct, control and discipline 

employees. He must now operate within the framework of 

complex legislation, regarding such issues as unfair- 
dismissal, race relations, health and safety at. work and 
other aspects of industrial relations. Other significant 

changes which have taken place and have affected the work 
environment of the supervisor are the increase in specialist 
departments in organisations (e. g. industrial engineering, 
quality control, production planning and control, personnel 
and industrial relations), the growth of power and influence 

of trade unions, technological changes, the introduction of 
new work methods, changes in the status of manufacturing 
industry generally, and the production function specifi- 
cally. 

Certainly, much previous research into supervisory behaviour 
has taken place in the United States, and the state of 
existing theory in the behavioural sciences owes much to the 



results of research performed there. However, whilst both 

U. R. and U. S. research results are cited in this study, the 

work which specifically refers to the role of the production 

supervisor in a U. K. industrial context (for example, the 

work of Child and Partridge, Fletcher, Hill and the NIIP) is 

of perhaps more immediate relevance in the current research. 
However, Fores et al 1978, does refer to the Anglo-American 

supervisory problems as common to both cultures and compares 
the Anglo-American first-line supervisor and his work 

situation with his West German counterpart. 

Fletcher (1969) refers to the 'role strain' experienced by 

supervisors and suggests that there are several factors at 

work which explain supervisory conflict. The main implica- 

tor of Fletcher's results, in common with those of the NIIP 

(1957) and Child (1982) is that there is no single pattern 

of factors which can explain supervisory conflict,, and 
indeed, there is no single pattern of`supervisory conflict. 
Both Child and the NIIP report the 'unwisdom' of making 

general comments concerning the reasons for the existence, 

or even the existence of, types of supervisory behaviour 

which may be applicable to all supervisors. Fletcher is 

concerned with the accurancy of the 'men in the middle' the- 

sis and suggests that it has been oversimplified. His 

results showed hierarchical, departmental and individual 

variation in supervisery conflict and that it 'varied with 
the extent to which the supervisor saw himself as a manager 

with management problems or as a foreman with operative 

problems'. He found that supervisory conflict increased 

with supervisors' proximity to management, the closer to the 

executive by position or identity, then the greater the 

conflict. The theme of feelings of proximity to management 
is addressed in the current study and is addressed during 
discussions with supervisors on the subject of 'group 

orientation' and 'allegiance',. 
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The NIIP studied the role of the foreman in British fac- 

tories between 1954 and 1956 and investigated 7 groups of 
supervisors. The main theme of the research was to examine 
supervisory responsibilities, the relationship between 

supervisors and line managers and specialist departments, 

and discover the attitudes of supervisors towards how they 
'fit' into the organisation. The seven case studies were 
drawn from 6 different industries, the plants varying in 

size from 150 to over 3,000. The overall conclusions of the 

study, whilst differing from site to site, showed the 

overall importance of the supervisors relationships with 
managers. To the supervisor, these relationships appeared 
to be much more important than his relationship with 
workers. The study found that: 

"The official duties, rights and status of"the foremen were 
determined by the formal organisation but his freedom of 
action and participation in management may be determined 

largely by his personal relations with managers". 

Inter- and intra-organisational identity of managers was 
also cited as an influence upon supervisors. The personal 
relations between supervisors and managers were affected by 

the fact that managers tended tobe relatively transient in 

the occupation of their role in comparison with supervisors. 
The study identified this situation with the general 
problems associated with supervisors accepting change. 

With respect to group orientation, the foremen in the NIIP 

study "did not feel that they were members or part of 
management. " In addition, the sample of supervisors did not 
closely identify with their workers. 

Growth of the supervisory role in terms of declining respon- 
sibility and status was found to be quite common and "only 
in the plant where senior managers were making conscious 
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efforts to strengthen the forman's'position, did foremen not 
feel their status was endangered. 

In the social science literature concerning supervisors in 
industry, there often appears to have been a markedly uneven 
analysis. The main research focus has been to find a solu- 
tion to the problem of supervisors' "effectiveness", which 
is commonly defined in terms of those aspects of the 

supervisor's behaviour which are considered to positively 
influence subordinate performance. For example, much has 

been written about leadership styles and the function of 

supervision (Dubin et al, 1966) but relatively little 

regarding an explanation of supervisors' behaviour. This 
has occurred despite the finding of one of the most inten- 

sive studies of organisational roles (Kahn et al 1964), 

which suggested that immediate superiors are of overwhelming 
importance in comparison with other groups. 

The supervisors' job has become increasingly one of 

supervising men as his other functions are adopted by other 

parts of the organisation (e. g. production planning, quality 

control), and it is the nature of his man-management role 

which can create-conflict and ambiguity in terms of incom- 

patible (and often unclear) demands from both management and 

workers. Kahn et al (1964) describes ambiguity in the 
following terms: 

"The single or multiple roles which confront an individual 

may or may not be clearly articulated in terms of behaviours 

or performance levels expected ...... (this) situation is 

referred to as one of role ambigutiy". 

The ambiguity of the supervisor's role can be illustrated by 
the often-cited erosion of the authority and status of the 

supervisor'which can lead to feelings of powerlessness and 
uncertainty in dealing with those issues his superiors feel 



are his responsibility and within his power to influence 

(Bowey 1973, Kanter 1979). The occurrence of feelings of 

uncertainty may be explained by the apparent difference bet- 

ween the supervisor's role perceptions and the role percep- 
tions of his superiors. A study by Boyd and Jensen (1972) 

has illustrated that such a difference in perceptions (in 

this case perceptions of the supervisor's authority) is com- 
mon. However, a more recent study by Partridge (1979) in 

two British manufacturing companies presented somewhat 

contradictory evidence to the Boyd and Jensen findings. In 

his study, Partridge found that perceptions of supervisory 

responsibility and influence as seen by supervisors and 
their managers, were in close agreement. Partridge conclu- 
des, however, that the pattern of responsibilities and 
influence of supervisors, and therefore the way the super- 

visory role is defined, depends upon the formal interaction 

between the supervisor and his manager. This would suggest 
that the supervisory role is sometimes not 
"organisationally" defined, but is rather the outcome of an 

ongoing informal negotiation process between the supervisor 

and his manager. 

Hill(1976), refers to the existence of role ambiguity when 
discussing the results of his study of the role of dock 

foremen. He found that there was some ambiguity surrounding 
the expected role behaviour of foremen and that this was 
centred on the lack of information available for successful 
task performance. Hill described the dock foreman's role as 
"marginal" as "both in their firms and in their occupation, 
their work situation appears to differ from those of the men 
and their managers, and they view themselves as a group 
separate from others". Hill concludes that modern industry 

employs an "intermediate staff", who are neither managers 
nor workers and whose social and organisational positions 
are ambiguous. 



10 

In 1976, a BIM working party reported on an examination of 
front line management, including a sample of over 300 manu- 
facturing companies, and made recommendations on how the 

effectiveness of front-line managers could be improved. The 

report concluded that companies needed to examine their 

management policies concerning supervisors in the areas of 
recruitment, selection, training, development, role defini- 

tion, and motivation. 

As early as 1949, Wray confirmed one commonly-held belief 

amongst managers when he expressed the view that if manage- 

ment could motivate the supervisor, he would in turn moti- 
vate his subordinates. This belief contained an implicit 

acceptance of the relationship between supervisors' motiva- 
tion and behaviour, and worker motivation and performance 
(often measured in productivity terms). 

Weger (1971), in his book "Motivating Supervisors", assumed 
that the morale of employees in a-department was a sound 

measure of the supervisor's morale. This would seem to 

ignore the influence of additional variables such as the 

supervisor's relationship with his superiors and subor- 
dinates, and the influence of subordinate attitudes and 
behaviour upon the supervisor. 

Thurley and Wirdenius (1973) question the relevance and 
effectiveness of much previous research concerning super- 
visors due to its apparent lack of impact. They see many 
previous research approaches as failing to recognise the 

complex system of pressures acting upon the supervisor. 
However, Lennelöf (1968), attempted to incorporate many 
aspects of the supervisory system when he investigated four 

major types of variables in his analysis of the'supervisory 

role. They were: 

1. Aspects of the supervisory work situation; 
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bes that the apparent lack of agreement between the super- 
visor and management regarding the definition of the 

supervisor's role may be a result of poor (or no) con- 
sultation, even assuming there exists a job description for 
the supervisor. 

There is some support (Sasser and Leonard, 1980) for the 

view that when supervisors are consulted and given respon- 
sibility for important decisions, they will work more effec- 
tively with management. The BIM report recommends that the 

supervisor should be involved in the resolution of grievan- 
ces, disciplining, and decisions concerning working con- 
ditions. 

With reference to role studies which have relevance to the 

supervisor, Kahn et al (1964) describe some supervisory 
tasks as "boundary-spanning" in that they involve moving 
across organisational boundaries at different levels. They 

propose that, as a result of their research, such boundary- 

spanning activities would be more conducive to role conflict 
and ambiguity tha non-boundary-spanning tasks, as they 
involve activity in areas which are more unfamiliar and 
uncertain. Keller, Szilgyi and Holland (1976) found that 
their sample pf supervisors, unlike their sample of managers 
and engineers, did respond according to the Katz et al 
theory: that is, their boundary-spanning activities were 
highly related to role confict and role ambigutiy. 

The lack of clarity surrounding the supervisor's role (ITRU 
Report 1978), and the difference in role perceptions between 
the supervisor and his superior both suggest that role ambi- 
guity may be a common characteristic of the supervisor's 
job. Child (1982) reports that two-thirds of his sample of 
supervisors in manufacturing companies in the Midlands 

experienced ambiguity about what they were expected to do in 
their jobs. Approximately half of the supervisors were con- 
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2. Individual characteristics of the supervisor; 

3. Supervisor work behaviour; 

4. Effects of supervisor work behaviour. 

Lennel'öf's contribution seems to be that he has shown corre- 
lations between variables in the above 4 areas which empha- 
sise the importance of variation in the environment and. 
differing individual characteristics in determining super- 

visory'behaviour. 

Often research studies have tended to draw a boundary line 

around the supervisor and his immediate subordinates and 
superiors. Several studies have attempted to measure the 

effects of leadership behaviour upon the performance of the 

supervisor's subordinates. In practice, particularly in 

highly bureaucratic organisations with well-defined employee 

reward/incentive systems, the supervisor may have very 
little opportunity to influence the performance of his 

subordinates in many work areas. Westerlund and Stromberg 
(1965) have also made this point. They suggest that both 

supervisors and workers are engaged in collective tasks as 

part of the corporate system, and both are vulnerable to 
inputs from the total organisation (such as company policy 

changes, organisation development, technological change). 
The often limited influencing ability of the supervisor 
described by Westerlund and Stromberg is consistent with 
Kanter's suggestion concerning the powerlessness of 
the Supervisor. Additional research concerning the 

supervisor in the U. R. comes from the Industrial Training 
Research Unit (1978). The unit reports that there has 
been a general erosion of many aspects of the supervisor's 
job. Bowey (1973) associated the supervisors' attitudes 
concerning erosion of pay differentials and status with 
supervisors' membership of a union. The ITRU report descri- 
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cerned that they did not possess sufficient relevant infor- 

mation to perform their jobs adequately. Many of the 

ambiguous and uncertain issues were concerned with produc- 
tion problems. On a more individual level, 43% of super- 
visors did not know how they were evaluated by their 

superior and half of them were anxious about the fact that 
they felt unsure of promotion criteria. Although the 

results of Child's study do not indicate causality, they do 

suggest that job characteristics influence job satisfaction 
by a 2-stage process. Firstly, pressure and role ambiguity 

seem to generate stress and job tension and then these two 
factors contribute to a lowering in job satisfaction. 

Studies primarily concerned with the motivation of the 

supervisor/foreman are few, and this may reflect the ten- 
dency for researchers to be more concerned with effects of 
the supervisor's behaviour rather than the determinants or 

antecedents of his work behaviour, such as his motivation. 

The results of a study by Gruenfeld (1962) indicated that 

motivation for self-development and actualisation of poten- 
tial looms large in the motivational need hierarchy of 
industrial supervisors. Porter (1961) reached similar 

conclusions in his study of need satisfaction in management, 
jobs. He further suggested that higher-order needs are, 
relatively, the least satisfied needs in lower and middle 

management positions. 

Porter showed that lower-level management jobs (such as that 

of foreman, of supervisor) are more likely to produce defi- 

ciencies in psychological need fulfilment than are middle 
management positions. 

An extension of the motivational research carried out by 

Herzberg et al (1959) was developed when Schwartz, 
Jenusaitis and Stark (1962) completed their work. They 
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found that their results strongly supported the conclusions 

of the previous study, (Herzberg 1959), identifying job- 

related factors with positive'work experiences and contex- 
tual factors with negative experiences. More recent 

research by Thurley (1972) has defined one of the main 
problems in the area of supervision as the decline in the 
traditional supervisory role and its effects upon the work 
motivation and performance of the supervisor. It is common 
to read of lack of drive or motivation (Thurley and 
Wirdenius 1973) and it has been suggested this may be due, 

in part, to the high levels of uncertainty often experienced 
by the supervisor (i. e. role ambiguity) and the disappoint- 

ment of management with the performance of the supervisor in 

his role. 

Maurer's study (1969) was one of the few studies to focus 

directly upon the industrial supervisor's work motivation. 
His research examined the way in which differences in the 

existence of, and satisfaction with, higher level job 

characteristics (esteem, autonomy and self-fulfilment) 

affected the degree of work role involvement experienced by 

the supervisor. 

Reference to the perceived status of the supervisor is made 
in research concerning the way in which supervisors view 
their rewards. Results of recent studies tend to suggest 
that membership of an occupational group does have some 

effect on the perception of reward equity (Belcher and 
Atchison 1979). Although these results cannot be seen as 

conclusive, the findings indicate that supervisors, as an 
occupational group, do have some set of predominantly job- 

related inputs that affect these perceptions. An important 

component in the supervisor's reward package appears to be 
the status level attained by the supervisor. His status 
has, historically, been' considered as a reward that has been 

earned by exhibiting skills on the job, experience and 
leadership. According to Equity theory research, reduction 
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of status in the reward package can lead to supervisors 

changing their quality of work or other performance cri- 
teria. In other words, supervisory reward systems appear to 
be sensitive to the status level and any reduction in state 
will encourage either other types of reward or a reduction 
in the supervisor's involvement in the job. As an occupa- 
tional group, supervisors seem to perceive their rewards 
differently from either management (Tombari 1980) or their 

subordinates (Belcher and Atchinson 1979). 

The amount of research effort that has been invested into 

the area of supervisory behaviour reflects the importance 

researchers and managers attach to the role of the 
industrial supervisor as a vital element in the effective 

operation of a manufacturing organisation. He may be seen 

as the link between operatives and functional management in 

a manufacturing context. The supervisor is unique in that 
he has continued direct contact with, and control over, 

operations at the shop floor level. 

Perhaps illustrative of the problems which supervisors com- 
monly face is provided by the results of a survey by the 

Research Institute of America (1977), which posed the 

question "What major problems do supervisors face? ", to 

managers and supervisors. A markedly different opinion of 
problem areas emerged from each group. The RIA suggested 
that the substantial disagreement may be due to several fac- 
tors, perhaps most significant of which was the proposition 
that many managers were 'out of touch' with the needs of 
their supervisors, which is perhaps indicative of the 
deterioration of the communicating relationship between 

supervisor and manager. 

The results of the Hill study (1976) and the B. I. M. (1976) 

and ITRU (1978) reports, all refer to the inadequacy of com- 
munication with supervisors, which may be one possible 

I 
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source of the differences in role perceptions of the super- 
visory role between supervisors and managers.. Hill (1976) 

refers specifically to this suggestion when he found that 
"managers displayed imperfect knowledge of what their fore- 

man did and also what their foremen thought they were 
doing". 

To summarise the previous section, the following points are 
of particular relevance to this study: 

1. There is consistent evidence to support the view that 
the traditional supervisory role had deteriorated in 

several respects over the past decade. 

2. Much previous research concerning supervisory behaviour 
has focussed upon the outcomes-and effects of the 

-supervisor's behaviour upon subordinate performance. 

3. The supervisor/foreman seems to be more likely to 

experience role ambiguity and conflict due to the 

nature of the supervisory role itself which may include 
boundary-spanning activities, a lack of clarity con- 
cerning the definition of the supervisor's role, and 
inadequacy of the communicating relationship between 

supervisor and manager. 

4. Role ambiguity appears to influence the incumbents' 

work attitudes. A negative relationship with job 

satisfaction and performance has been indicated. 



1.2 Review of Motivation Theory 

Over the past 15 years or so, there has been a general move- 
ment amongst academic researchers against the previously 

widely accepted statement that job satisfaction is likely to 
lead to improvements in work performance. The thesis that a 
happy satisfied worker is necessarily highly motivated and 
productive has lost much of its credibility and hence popu- 
larity. Attention has therefore focussed upon the other 

antecedents of work performance, one of which is the motiva- 
tion of individual employees. The more traditional theories 

of Maslow and Herzberg (and their developments) will be 

reviewed in the following section, followed by a, description 

of the ERG theory of Alderfer, the Job Characteristics 

Model, Adams Equity theory, and the currently most popular, 
Expectancy theory. 

When considering the negative criticisms of 
Need-Satisfaction theories, if popularity amongst academic 

researchers can be associated with validity and adequacy of 

a theory, the Need theory and Herzberg's two-factor theory 
have suffered considerably over the past decade. Increasing 

criticism has been directed at Need for Achievement theory 
(Entwist 1972) and Herzberg's theory has had serious doubts 

cast upon it (Locke 1975). 

Need Satisfaction theories have largely developed as a 
result of Maslow's Need Hierarchy theory (1943,1954). 

According to Maslow, motivation results according to the 
fulfilment (satisfaction) of a hierarchy of 5 need levels 

(physiological, safety, 'affiliation, esteem and achievement, 
and self-actualisation needs). He further proposed that the 
importance of higher needs increases when lower needs become 

satisfied, and that a satisfied need was not a motivator. 

In order to test Maslow's Need Hierarchy, Hall and Nougaim 
(1968) studied a sample of 49 management level employees of 
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an operating subsidiary of the American Telephone and 

Telegraph Company over a period of five years and found no 

strong evidence for either Maslow's hierarchy or a revised 
two-level hierarchy. However, the authors do admit to 

encountering several methodological problems which may have 

affected their results. Their most difficult task was 
determining a method by which to test Maslow's model and, 

specifically, identifying testable hypotheses from Maslow's 

theory. 

In a more recent examination of Maslow's work, Wahba and 

Bridwell (1976) reviewed ten factor-analytic and three 

ranking studies testing Maslow's theory, and these showed 

only a partial support for the proposition of a human need 
hierarchy. Again, the authors referred to the difficulties 

encountered in testing the theory. The issue of the testa- 

bility of Need-Satisfaction theory is addressed by Salancik 

and Pfeffer (1977) who use the characteristic of "difficulty 

in testing" as a reflection of the inadequacy of 

Need-Satisfaction theory. Particularly problematic in the 

Wahba and Bridwell study was the concept of need itself. 

When considering more favourable aspects of Maslow's work, 

Miner and Dachler (1973) describe the theory as useful in 

its own right as it has generated many ideas and provides a 
framework for exploring many diverse research findings. In 

addition, much research designed to test the need hierarchy 

concept has not been free from weaknesses itself, par- 

ticularly with respect to the interpretation and operationa- 
lisation of the theory, the methodology used to test the 

theory, and measurement difficulties. 

In an attempt to refine Maslow's hierarchy, Alderfer (1969) 

proposed a theory (which will be discussed in more detail 

later) based upon three need categories, which were 

existence, relatedness and growth needs (ERG). His theory 
introduces the concept 'of need frustration. Alderfer's stu- 
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dies (1969,1972) showed no support for Maslow's theory but 

provided supporting evidence for his own ERG theory. 
Alderfer's work has perhaps gained additional credibility 
due to his use of cross-lagged correlational techniques 

which showed support for the direction of relationship bet- 

ween variables as predicted by Alderfer and also suggested 
aspects of causality. 

Maslow's hierarchy of needs has been re-defined by Herzberg 

et al (1959) who categorised them as either "hygiene" fac- 

tors or "motivators". Herzberg's theory postulates the 

causes of satisfaction and dissatisfaction as quite distinct 

and separate and not at opposite ends of a continuum as pre- 

viously envisaged. The presence of hygiene factors can 
therefore, according to Herzberg, merely prevent dissatis- 
faction and providing more of such factors does not support 
the theory (Hulin and Waters 1972, Waters 1974). Further 

criticism from King (1970) and Schneider and Locke (1971), 

concerns the dependence of the theory upon the methodology 

employed by Herzberg. 

Studies employing different techniques strongly support the 

view that motivators are important both in satisfaction and 
dissatisfaction. The major contribution of Herzberg's 

theory seems to be that it has achieved a shift in interest 
in the concept of job satisfaction away from the human rela- 
tions approach, which focusses upon human interactions at 
work, towards the importance of the job itself as central to 
the understanding of job satisfaction. 

Herzberg also initiated the movement to study and redesign 
jobs to provide psychological growth opportunities to indi- 

vidual employees. An extension of this movement to study 
jobs has been the development of the Job Characteristics 
Model of motivation by Hackman and Oldham (1975,1976) which 
will 'be described after an evaluation of research concerning 
Herzberg's theroy which follows. 
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Much of the research concerned with testing Herzberg's 

theory has provided conflicting results with much of the 

supportive evidence showing a common methodology with 
Herzberg. Schwartz, Jenusaitis and Stark (1962), Myers 
(1964), Saleh (1964) and Dysinger (1965), all supported 

Herzberg's findings using the same methods. Subjects were 

required to describe situations of previous satisfaction and 
dissatisfaction at work and also described incidents which 
they considered caused each satisfying/dissatisfying event. 
Ewen (1964) and Dunnette and Kirchner (1965) have described 

several advantages of using such a method, among them being 

the problem of the subject's selective bias and his projec- 
tion of personal failure onto external sources. 

Lindsay (1965) revised the order in which Herzberg's sub- 
jects recalled job incidents and their attitudes towards 

these experiences (i. e. first recalling job factors and then 

the attitudes which experiences produced). Lindsay found 

that "satisfiers" accounted for three times as much variance 
in overall job satisfaction as the "dissatisfiers" (i. e. it 

produced both more satisfaction and more dissatisfaction 

than the dissatisfiers). This view agrees with the findings 

of both Wernimont and Dunnette (1964), and Friedlander 

(1964). Waters et al (1972,1973) also produced evidence 
that disagreed with Herzberg's results. They found that 

attitudes towards motivators are more highly correlated with 
both job satisfaction and job dissatisfaction than are atti- 
tudes towards hygiene factors. 

Locke (1975) has pointed out that the Herzberg incident 

classification method has confused two levels of analysis. 
These are events (the events of situations that occurred or 

were present), and agents (who or what has caused the event 
to occur or caused the situations). When employees describe 

satisfying and dissatisfying incidents and 'these are 
classified separately by event and agent, then the kesults 
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of the Herzberg study were not replicated. There are con- 
sistent findings concerning events which suggest that 
"motivator" events are more likely to produce both satisfac- 
tion and dissatisfaction than "hygiene" events (Graen et al 
1973, Locke 1973). 

The work of Wall (1973) indicates that all individuals do 

not react equally to motivators such as opportunities for 

growth and autonomy. In addition, he found that the ten- 
dency to list hygiene factors as sources of dissatisfaction 

correlated significantly with a measure of ego- 
defensiveness. This can be seen as the individuals's defen- 

sive tendency to give credit for satisfying events to 
himself and blame the cause(s) for dissatisfying incidents 

on others such as supervisors or colleagues. 

Campbell et al (1970) describe Herzberg's 2-factor theory as 
having served its purpose and that it should be either con- 

siderably modified or discarded. Hackman (1969) made an 

effort to modify the theory as did Evans and McKee (1970). 

Hackman saw those who obtained satisfaction from their work 
as primarily "stimulation seekers", whilst those who did not 
obtain such satisfaction were categorised as "emotional 

responders". Hackman's work is closely allied to that of 
Evans and McKee who describe a similar division between 
individuals, but labelled them "Internals" and "Externals". 

Research by Schwab and Henneman (1970) indicates some sup- 
port for Herzberg's original theory but only when aggregate 
data was used. When individual responses to favourable and 
unfavourable incidents were analysed, the theory was not 
supported. Probably one of the most significant studies 
which provides additional negative evidence against 
Herzberg's theory is that of Schwab, Devitt, and Cummings 
(1971) which questions the fundamental validity of extending 

Herzberg's theory from job satisfaction to work motivation 
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because predicted performance relationships cannot be 
demonstrated. This is an argument against including 

Herzberg's theroy among work motivation theories, but until 
there is further clarification of the relationship between 

satisfaction, motivation and performance, there seems little 
likelihood of achieving a satisfactory solution to the 

problem. 

Alderfer (1969,1972) presented a development of Maslow's 

need hierarchy when he developed the ERG theory. Alderfer 
has reduced Maslow's 5 hierarchical needs levels to three, 

which are existence, relatedness and growth needs. 
Existence needs consist of those needs which are necessary 
to satisfy in order to maintain human existence (for 

example, food and water would fall into this category). 
Relatedness needs concern how individuals interact with 
their social environment, an example of such a need would be 

the need for social intercourse. Growth needs involve the 
interaction of the individual with his evironment in such a 

way as to develop the abilities and capacities the indivi- 

dual feels are most important for his personal development. 

This need category comprises the needs of self-esteem and 
self actualisation. The model proposed by Alderfer is quite 

similar to Maslow's model in its hierarchical nature 
(progression up the hierarchy occurs by satisfaction of 
respective need) but is distinct in that Alderfer introduces 

the concept of frustration. Figure 2, illustrates the pro- 
cess of frustration-regression which occurs when an indivi- 

dual is repeatedly frustrated in his endeavours to satisfy 
growth needs, relatedness needs are likely to become salient 
for the individual and he may then direct his efforts 
towards satisfaction of relatedness needs. The ERG model 
further suggests more flexibility than that of Maslow in 

that Alderfer recognises that more than one need may be 

operating at any one time. This is clearly in opposition to 
Maslow's concept of prepotency, as Alderfer suggest that 
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several needs may be present and consciously recognised by 

an individual. 

The value of Alderfer's work lies in its explanation of the 
process dynamics between individual need satisfaction (and 
frustration) and desire. It does not, for example, attempt 
to explain or predict effort levels. Hackman and Oldham 
(1975,1976) developed a model which describes the con- 
ditions under which individuals will be internally moti- 
vated. Their model (see Figure 3) is largely an extension 
of the work performed by Turner and Lawrence (1965), and 
Hulin and Blood (1968) whose research in work design empha- 
sised the objective characteristics of jobs. 

Figure 2 
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The underlying assumption supporting the model is that job 

characteristics can directly influence employee attitudes 

and behaviour at work. Five "core job dimensions" are 

viewed as initiating three psychological states which then 

cause a number of personal and work outcomes. The basic 

model described in Figure 3 illustrates how the link between 

job deminsions and the psychological states is moderated, 

according to the authors, by the individual's growth need 

strength (GNS) . 

The job characteristics model is clearly an important 

contribution to-the area of job redesign and employee moti- 

vation in that it summarises and integrates a large amount 

of previous research data by identifying those features of 
jobs which affect employees attitudes and behaviour. Unlike 

Herzberg's work, this theoretical formulation does allow the 

hypothesised relationships between the variables to be 

tested. The effect of increases in the "critical psycholo- 

gical states", are thought to be moderated by the employee's 

growth need strength and result in higher internal motiva- 

tion, greater job satisfaction, better work performance, and 
lower absenteeism and labour turnover. 

Although Hackman and Oldham have found substantial support 

for their model, recently Arnold and House (1980) have 

challenged the validity of the use of a motivating potential 

score (MPS) formula which is based upon the hypothesis that 

all three phychological states are required for the internal 

motivation of an individual to exist; their results showed 

no support for such a formulation. When Arnold and House 

studied the job characteristics - job outcome relationships, 

they found that the three way interactions predicted by the 

MPS formula: 
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(SKILL TASK TASK )x (Autonomy) x (Feedback) 

MPS =++ 
(VARIETY IDENTITY SIGNIFICANCE) 

3 

explained a significant amount of variance in only the 

growth satisfaction measure. Arnold and House describe this 

as of some significance as Hackman and Oldham refer to the 

psychological state as the "causal core" of the job charac- 
teristics model and argue that all three psychological sta- 

tes are necessary for the existence of internal work 

motivation, however, their study did indicate that the job 

characteristics and psychological states are significantly 

related to various personal and work outcomes. Salanick and 
Pfeffer (1977) view the most important contribution of this 

model to be that the job characteristics list has been 

generated by reference to theory and can therefore be 

tested. However, they suggest that jobs can be charac- 

terised in many different ways and the selection of job 

dimensions therefore become problematic. In addition, the 

classification of variables within the Job Characteristics 

model assumes an individual need structure. Clearly one 

could imagine alternative formulations. For example, inter- 

nal work motivation appears to be a possible factor for 

inclusion as a critical psychological state rather than an 

outcome variable, and absence and lateness may be explained 

as a further set of outcomes dependent upon growth satisfac- 
tion or job satisfaction. 

Expectancy theory formulations are currently the most popu- 
lar and heavily researched approaches to motivation theory. 

Vroom's Expectancy - Valence models of motivation, and its 

subsequent modifications and development, have become the 

most dominant theories in organisational research. Theories 

of instrumentality, including that of Vroom (1964), can be 

described by the hypothesis that the behaviuor of an indivi- 
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dual is partly determined by his expectations that his beha- 

viour will lead to various outcomes and his subjective 

evaluation of these outcomes. Vroom's statement of the 
theory has been the basis for much of the research work in 

this area. Vroom has presented three models, one for the 

prediction of the valences of outcomes (i. e. the perceived 
positive or negative value ascribed by the individual to. 

possible work outcomes), one for predicting the force toward 
behaviour and another a job performance model. An outcome 
is seen as anything an individual may want to attain and 

valence as the anticipated satisfaction with an outcome. 
The value of an outcome is defined by Vroom as the actual 
satisfaction resulting from attainment of the outcome. 

Vroom's valuence model states that the valence of an outcome 
to a person is a "monotonically increasing function of the 

algebraic sum of the products of the valences of all other 

outcomes. " The valence of a specific outcome is described 

by the following formulation. 

n 

Va =f (Vb. I a b) 

b=1 

where Va = valence of outcome, a 
Iab =. the instrumentality to 

the individual of outcome, 

a for the attainment of 
outcome, b 

Vb = the valence of outcome, b 

n= the number of outcomes. 

The perceived instrumentality (I) is defined by Vroom (1964) 

as the "degree to which the individual sees the outcome in 

question leading to the attainment of other outcomes". This 

model has been applied to the prediction of job satisfaction 
in the following manner. The model predicts that the job 

satisfaction of a worker is a result of the instrumentality 

of that job in attaining other outcomes and the valence of 



those outcomes. The model which is perhaps more directly 

relevant to work motivation is the formulation described 
below, where Vroom views the force of an individual to 

choose a task and level of effort to be applied to a task as 
a function of two factors. One is the expectancy that the 
individual's behaviour will result in attaining outcomes 
valued to him. The other is the valence, or perceived value 
of outcomes, resulting from the behaviour. 

An individual's expectancy, as defined by Vroom, is his 

belief concerning the probability (subjectively evaluated) 
that his behaviour will be followed by a valued outcome. 

As expectancy is a probability it ranges from zero to plus 
one, instrumentality, however, is an outcome association and 
is perceived correlation. 

Vroom suggests that the formulation below which can be seen 
in its simplest form as Force = (Expectancy that effort 

causes attainment of values outcomes) X (the valence of the 

outcomes) could be used to predict effort, occupational 
choice, remining in a job. 

n 
Fi = (Eij. Vj ) 

j=1 

where Fi = the force on the individual to perform act i 

Eij = the strength of the expectancy that act i will 
be followed by outcome, j. 

Vj = the valence of outcome, j. 

n= the number of outcomes. 

the above model suggests that workers will choose between 

alternative work behaviours so they may optimise their 
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expected value. For each activity, therefore, individuals 

multiply their perceived valences of all outcomes they con- 
sider by their expectancy values, and then choose the action 
with the highest expected sum. 

The third model which Vroom has presented is the job perfor- 
mance model which describes the job performance of an indi- 

vidual as a function of the force to perform an act (F) and 
ability (A). 

Since Vroom's original work concerning what is now called 
Expectancy theory, there have been several additions, exten- 
sions and modifications to it. Considerably more space has 
been devoted in this review to a discussion of expectancy 
theory than other theoretical approaches as it provides the 

currently dominant approach in the area of work motivation. 
In addition, the reservations concerning the basic assump- 
tions implicit in expectancy theory and controversial metho- 
dological issues will be introduced. The major changes to 

expectancy theory that have taken place are now described. 

One of the first modifications to the theory was that first 

and second level outcomes were differentiated. (Galbraith 

and Cummings 1967, Porter and Lawler 1968, Graen 1969). 

First level outcomes can be viewed as work behaviour, whilst 
second level refers to the situations to which the first 
level outcomes are expected to lead (such as financial 

rewards). 

Galbraigh and Cummings (1967), distinguished further between 
intrinsic and extrinsic valences associated with outcomes, 
which emphasises the fact that some intrinsic valences are 
associated with the work behaviour itself. Symbolically, 
the work of Galbraith and Cummings can be shown as: 
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n 
W=E( Iij. Vj ) 

j 

where W= Effort 
E= Expectancy that effort leads to performance 

Iij = Instrumentality of performance for the 

attainment of second-level outcomes 
Vj = Valence of performance for the attainment 

of second-level outcomes. 

The authors have combined the original effort and valence 

models as presented by Vroom into one formula. It was 
tested by each subject indicating the degree to which 

working hard (effort level) was seen as leading to a good 
performance (performance level). The degree to which good 

performance was likely to lead to each of a group of organi- 

sational outcomes (e. g. salary, security) was also indicated 

by the subject as well as his valence estimation for each 

outcome. These variables were then combined in the formula 

above to provide a single E( IV) score for every subject 

and then these scores were correlated across subjects with 

some criterion variables (which was normally a rating of 

effort of peformance carried out by self, superior or 

peers). 

The modification of expectancy theory developed by Graen 
(1969) incorporates some theoretical aspects of role theory 

and attitude theory. The model below attempts not only to 

explain effort or choice behaviour but the wider area of job 

behaviour. Graen has clarified difference between first and 
second-level outcomes. The first level of outcome is seen 
by Graen as the work role. Examples of work roles are 
"effective job performer", "team leader", and "group leader" 

and they are achieved by performing those behaviours 



ca 

m 
4) 
4) 
m 

m 
v 

0 

eio 
,ý w 

w 0 

OAO 
"1-1 C$ O 
+ºma. - Uq+. ) 
c3 O"O 
Fr U a0 8 

Q'Oý CL 

D, 
4.3 m 
. f4 Vm 
ýox 
93 cE it +) 
pýw 

eo 
ago am 
Fr m r-+ ,, 0 
4J am ca o > 42 4J 

4-4 öäcö 

ca 0 w c7 
0 

a, 
av 
o 

ýa o 

in b 

w 
q. 4 

+ýw s. U G) 

k'x 0 w-41 +. 1 

44 
0 4H w 

0 
+3 m 

,a N0 
,4 4J 

in 
. -1 DN 

m 
31 

a 0 

84, b' 0 k 
,4 +) ae 4.3 

ago 00 
aw at w 
ýnw viw 

\ 
It 
/ 

m 
o n, v 41 
1 94 

l= P-1 
.% +j ,a c 

+1 L. a 
m ss 
aýb 
oa 
++ o 

ca a OO 
10 01 Fi 
D 

«ý a 
a as 
,. 4 m 0 43 
U +ý 

O 

m 
V1 00 
a as O 
®a N 
m 4.1 
ao 

o 

-'d m 
mOU 

a 
r-1 m ri 

U .i +ý rý a ti ma o ao wU wd 
m, a m 

0mU 

ab a OU0 

aas 

ao 
93 43 

If 
m- d 

o ý. 
wo o- 4)k 0 
pe a a 
P. 1 ra 
ce ob4.1 
94 3.4 Ni 
a) wo 

rº +ý 3 CH 
v(j E-4 w 

P4 
9.4 Co 4.3 a) -U ý C3 

+ý a 
om 
wa 
wo 
mv 

m+ý 
a 
ao 
m+3 
wb 

m 

0 

aa 
a 

ao ow 

to o 

ko 
aa 

m 

o, a 
k 
c > 

c3 +J. J 
m ay 
0 

o0 os Z 

4 +a 
4.3 

ac. 
uo to r4 

ii d 
a 
r4ý co 93 4) 
aN 
o0 4) aw 
ýHw 

M 
v 

ri 
v 

II 

41 

0 
CH 

0 

N 
d 

0 

42 
,. 4 P4 

0 Ii a 

ý c. 
m0 

aa 

ce 
93 v 43 
1 ti 9.4 
ca ca o 
4J N: w 
a ow 
b-4 Hw 
} 

En 

o sý 
mo 

a c. 

W 9.1 a m of o 
4öw 

wHw 

r4 

0 
0 

u 

4) it ' . 11 
a as b ay C 
vovo 

94 a viw 



expected of the work role so that organisational expec- 
tations are fulfilled. Second level outcomes are those that 
the individual obtains by work role attainment. The two 

roles upon which Graen focussed being the effective per- 
former and job incumbent (standard performer). The distinc- 

tion between these two roles is the different levels of 
effort expenditure, (i. e. none, standard amount, superior 
amount). 

The three categories described in the model are thought to 

combine in a multiplicative manner with the instrumentality 

of achieving them-to make, a particular role attractive to an 
individual. The amount of effort an individual expends to 

obtain these roles outcomes is therefore a function of the 

attraction of the role to the individual and the expectancy 
that a certain effort level will achieve the role expec- 
tations. 

Graen's model attempts to predict the likelihood of the 

expenditure of superior effort. He suggests that the three 
basic components of the model are External Pressures, Path 
Goal Utility, and Internal Pressures which combine additi- 
vely to form the superior effort probability. As Dunnette 

et al (1976) points out, the operationalisation of the model 
is complex, and, as in the Vroom model, is largely due to 
the use of discrete effort levels (i. e. high versus low, 

superior versus standard). 

Further modification to expectancy theory is suggested by 
the model presented by Lawler and Porter (1968), which was 
subsequently refined by Lawler (1970,1973). In Lawler and 
Porter's original model the dependent variable was indivi- 
dual effort that is directed towards job performance. Their 
thesis is that, due to job performance, an individual will 
receive intrinsic or extrinsic rewards (or both). The 
individual's own perception of the value of the reward which 
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he receives is seen as one of the major influencing factors 
determining the individual's work effort (and can be seen as 
synonymous with Vroom's concept of valence). A further 
determinant of effort is the relationship perceived by the 
individual between effort and performance, and between per- 
formance and receiving rewards. Lawler and Porter describe 
this factor as the probability that performance depends upon 
effort and that rewards depend upon performance. 

Two feedback loops are described in the model. One 
illustrates that the effort-reward relationship will vary 
over time due to organisational reward practices and also 
changes in how an individual values intrinsic rewards. The 

other loop concerns the equity of the received reward as 
perceived by the recipient. The satisfaction (or 
dissatisfaction) with the equity (or inequity) of a reward 
is thought to influence the way the individual subsequently 

values the reward. 

Lawler (1971,1973) has refined certain aspects of the ori- 
ginal model in the following way. Lawler views the 
individual's subjective evaluation of the probability that 
his effort will achieve accomplishment of his goals is 

determined by 3 factors, they are: 
1. The information concerning the task. 

2. The amount of information the individual possesses 
concerning his performance on similar tasks. 

3. The individual's perception of his task competence 
(self-esteem). 

A further feedback loop has been added by Lawler which shows 
the effect of task failure/success upon the self-esteem of 
the individual. 
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Campbell and Pritchard (1976) present what can be described 

as an integrated model of expectancy theory apporaches. 
They view their model not as providing a clear statement of 

the dynmaics of the interactions between factors affecting 
the motivational process but rather than their model "may be 

useful in giving research and practice". The model is 

illustrated in Figure 5 overleaf. 

The dependent variable in the model is either: 

1. Choice made between alternatives. 

2. Amount of Effort directed towards a goal. 

3. The Change in effort or choice which occurs over 

time. 

The authors define a specific performance level of a speci- 

fic task as a "task goal. " They see task goals involving 

several components, they are: 

1. Content or types of behaviour required for perfor- 

mance. 

2. Dimensionality (one or many factors). 

3. Content structure - levels of difficulty. 

4. Relative clarity or ambigutiy of task goals. 

5. Individual who sets or determines the task goal. 
Who defines difficulty and content. 

The model distinguishes between outcomes directly dependent 

upon accomplishment of the task and outcomes one stage 

removed from the immediate consequences of performance of 
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the task. The latter set of outcomes concern the satisfac- 
tion of more basic individual needs. As in the Vroom model, 
the authors regard the valence of outcomes (perceived or 

anticipated value to the individual) as a determinant of 

action. They further describe a 
. 
valence for performance, 

whic is a function of the goal-contingent outcomes and the 
instrumentality of performance for achieving the outcomes. 

To summarise the integrated expectancy-valence model of 
Campbell and Pritchard, the'work effort which an individual 

directs towards performing a task can be seen as a function 

of: 

1. The Expectancy that effort leads to task 

accomplishment. 

2. The Instrumentality of accomplishing the task in 

order to obtain or avoid task-contingent outcomes. 

3. The Valence of the outcomes. 

or in more shorthand terms: - 

Effort =5 (Expectancy x Instrumentality x Valence of 
Task Contingent Outcomes) 

It is not the intention of the author to evaluate the pre- 
dictions form expectancy-valence models which are thought to 

predict effort. This research is not designed to determine 

whether information concerning an individuals' expectancies, 
valences, and instrumentalities will predict the effort an 
individual will expend. However, it should be recognised 
that expectancy theory has received considerable criticism 
on methoodological and conceptual aspects of the theory 
(Mitchell 1974, Leo and Pritchard 1974, Schmidt 1973), par- 
ticularly with respect to the central role which individual 
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organisations play in the process implicit in the theory. 

That is, the way in which individuals perceive their own 
behaviour as leading to (or not leading to) specific work 

outcomes. In addition, this issue of whether or not indivi- 

duals assign probabilities to work outcomes remains contro- 

versial. It would perhaps be more beneficial to devote 

further research attention to the issue of the concep- 
tualisation and operationalisation of work effort, which 

seems to have been neglected. 

Another major theoretical approach to be developed and 

extensively researched, in recent years has been those 

theories concerned with the process of social comparison. 
Considerable theory and research in the field of social 

science has been designed to explain the cognitive or beha- 

vioural responses to work situations. The following section 
is devoted to a presentation of one main theory of the 

social exchange process which is called Equity theory as 
initially presented by Adams (1963). 

Social exchange theories, in general, deal with social rela- 
tionships and the exchange process which occur as part of 
these relationships. During these relationships, indivi-. 

duals are thought to make investments of their resources 
(inputs) and have-expectancies concerning outcomes., A major 

component of these theories concern the method by which 
individuals evaluate the exchange process. - 

Darley and Darley (197.3) indicate that individuals depend 

upon information provided by others to assess their own, and 

others' actions due to'the ambiguity which is often present 
in social situations. Adams'. equity theory is another major 
theoretical approach to be developed and extensively 
researched in recent years has been those theories concerned 

with the process of social comparison. Considerable theory 

and research in the field of social science has been 
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designed to explain the cognitive or behavioural responses 
to work situations. The following section is devoted to a 
presentation of one main theory of the social exchange pro- 
cess which is called Equity theory as initially presented by 
Adams (1963). 

Social exchange theories, in general, deal with social rela- 
tionships and the exchange process which occur as part of 
these relationships. During these relationships, indivi- 

duals are thought to make investments of their resources 
(inputs) and have expectancies concerning outcomes. A major 
component of these theories concern the method by which 
individuals evaluate the exchange process. 

Darley and Darley (1973) indicate that individuals depend 

upon information provided by others to assess their own, and 
others' actions due to the ambiguity which is often present 
in social situations. Adams' equity theory describes the 

exchange relationships between inputs (defined as the 

resources an individual may invest in an exchange) and out- 
comes (results of the exchange process). In mathematical 
terms, the ratio of an individuals'' outcomes to his inputs 

is compared to the ratio of outcomes to inputs of another 
individual or group or individuals. In other words, the 
individual evaluates his outcomes by means of a comparative 
process involving the inputs and outcomes, in Adams' words, 
of a "relevant other" based upon the individuals' percep- 
tions on inputs and outcomes. 

An equity situation is said to exist when the ratio of an 
individuals' outcomes (called Op) to his inputs (Ip) is 

equal to the ratio of others' outcomes (00) and inputs (Io) 
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Symbolically, when Op = Oo 

Ip Io 

and a state of inequity is present when: - 
0P \ 00 

Ip Io 

According to Adams' theory of Equity (1965), the motiva-- 
tional consequences of inequity can be described as follows: 

a) Inequity, as perceived by an individual causes ten- 

sion in the individual. 

b) The amount of tension felt by the individual is 

proportional to the magnitude of the inequity. 

C) The tension created in the individual will motivate 
him to attempt to reduce it. 

d) The strength of the individual's motivation to 

reduce the inequity is proportional to the inequity 

perceived by the individual. 

Inequity would exist, for example, if a person were relati- 

vely underpaid or relatively overpaid. This is a situation 
to which employers have paid much attention as the theory 

predicts that people will feel dissatisfied when in an ine- 

quity situation-as a result of overpayment. However, 

Levanthal et al (1969) have shown that individuals are 
(perhaps not surprisingly) more likely to accept overpayment 
than underpayment. 

Adams describes six alternative mechanisms an individual may 

employ to reduce the inequity he may perceive. They are: 

a) Alter individuals' inputs. 

b) Alter individuals' outcomes. 
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c) Cognitively alter inputs and outcomes. 

d) "Leave the field" (withdraw, resign). 

e) Act in such a way to change the inputs or outcomes 

of "other". 

f) Change the "other" used by the individual for com 

parison. 

Adams proposes the thesis that a person will try to maximize 
these outcomes he perceives as positively valent and mini- 

mize his "costs" (effortful inputs) in restoring equity. An 

examination of several studies which test the predictions of 
Equity theory shows a consistent support for the theory 
(Adams 1967, Goodman and Friedman 1969, Weiner 1970, 

Pritchard, Dunnette and Jorgenson 1972). Others (Campbell 

and Pritchard, 1976), have been critical of much of the 

research concerning Equity theory as several alternatives 

may be offered to explain individual performance differen- 

ces. The criticism suggests that to create overpayment ine- 

quity situations researchers often encourage perceived 
inequity in the subjects studied by telling them that their 

qualifications or experience do not make them entitled to 

the financial rewards they receive. It is suggested that 

this situation may not only result in perceived overpayment 
inequity, but also the subjects may feel that their job 

security and self-esteem has been threatened. Therefore, 

the subject's behaviour may be predicted by the theory as a 

result of the experimental conditions rather than perceived 
inequity. A current research interest is the investigation 

of how an individual decides upon his standards for com- 
parison when evaluating inputs or outcomes. Goodman's 

research (1974,1977) has lead to the development of a model 
of the variables which are thought to affect the selection 
of this standard. Goodman suggests that the choice of a 
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standard (or "referent", as he calls it) is a function of 
the availability of information about the standard and the 

relevance (attractiveness) of the standard for the com- 
parison. 

Walster et al (1976) have suggested a refinement to the 
Adams' Equity theory formulation to deal with the situation 
where inputs and outcomes may be negative. The authors 
describe the situation where a person contributes positively 

valued inputs but obtains negative outcomes is inequitable 

in comparison to the "relevant other's" positive outcome but 

negative inputs. The authors present a modified formulation 

to provide a solution. 

The focus of research into equity theroy in previous years 
has been concerned with prediction of employees' reactions 
to pay. this has presented researchers with a context where 
the variables are relatively easily qualified, but the heavy 

emphasis on employees' responses to pay has perhaps inhi- 

bited the growth of equity theory into other areas of social 
relationships in organisations. Lawler (1973) suggests that 

equity theory can be subsumed under the general valence/ 

expectancy theory of motivation. He sates that if the 

equity an individual perceives can be shown to be a factor 

which affects the valence of outcomes, then expectancy 
theory can explain much of the data generated by equity 
thoery research. 

Summary 

Considerable research in the field of employee' motivation 
has been concerned with the attitudes, needs, values and 
expectations of the job incumbent in the previously 
described models of motivation. It is apparent that no 
comprehensive, integrated theory currently exists to explain 
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the large volume of research data and each of the theoreti- 

cal formulations possess shortcomings either in terms of 
lack of supportive evidence, testability of_theory/model°, 
methodological problems, or practical application in an 
organisational setting. 

Several of the previous-studies have attempted to investi- 

gate relationships between the many variables concerned with 
the motivational needs and efforts of employees. The design 

of the current study has been chosen in an attempt to 

redress the balance; that-is a few selected variables will 
be investigated in an attempt to explain one aspect of the 

motivational process of one group of employees, the first- 
line production supervisors/foremen. Whilst not designed 

specifically to test any one motivation theory, this 

approach implicity recognises the individual variation of 
employee needs (need for clarity) and the potential impact - 
of certain perceived characteristics of his job situation 
(role ambigutiy, communication with superior) upon the work 

motivation of the job holder. The approach adopted in the 

current study employs what may be described as a 'direct' 

measure of motivation, that is a measure of an individual's 

desire to expend effort in the performance of work tasks. 

1.3 Role Perceptions 

The aim of this section is to present a review of the more 
integrated models of work performance and satisfaction which 
emphaise the part played by role perceptions, -with par- 
ticular reference to the influence of role ambiguity'upon 
motivation, performance and satisfaction. 

The relationship between the two most commonly researched 
aspects of role perceptions, role ambiguity and role. 
conflict, and employee satisfaction and performance have 
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often been shown to be negative (Brief and Aldag 1976, 

Hamner and Tosi 1974, Rizzo et al 1970). However, some 

research results (Hamner and Tosi 1974) have suggested that 

organisational level may moderate the above relationships. 
As well as the moderating effect of organisational level, 
both employee participation in decision-making (Schuler 
1977) and individual need for clarity (Lyons 1971) have been 

suggested as moderating the relationships between role per- 
ceptions and employee satisfaction and performance. 

There is support for the moderating effect of individual 

variables from Kahn et al (1964) who describe the employee 

with high ability and skills as more likely to be able to 

cope with role conflict and ambiguity than an employee of 
low skill and ability. Schuler (1977) found no support for 

the view that employees with high ability (operationalised 

as years of education and years of work experience) are less 

affected by ambiguity than those with low ability. In fact, 

he found that, as the lower levels of an organisation, the 

more experienced employees had lower levels of performance 

given high role ambiguity, and higher performance levels 

given low role ambiguity than did employees with less 

experience. Classical organisation theory and role theory 
describe the consequences. of role ambiguity and suggest that 

every job in a formal organisation structure should have a 
specified set of tasks or responsibilities associated with 
that position to avoid those consequences. In addition, a 
formal definition of role requirements is designed to enable 

management to evaluate employee performance with reference 
to specified criteria, and to provide guidance to subor- 
dinates. 

However, in a situation where an employee is not sure (or 
does not know) what, for example, the limit of his authority 
is or what his required performance may be, it is likely 
that he will hesitate to make decisions and use perhaps a 
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"trial and error" method to meet his superiors' expec- 
tations. 

Role ambiguity, as described by role theory (Kahn et al 
1964) is defined as the lack of necessary role relevant 
information to a particular position in the organisation. 
According to role theory, role ambiguity results in coping 
behaviour by the role incumbent and further predicts that he 

will be more likely to experience dissatisfaction with his 

role, anxiety, and perform less effectively. The study of 
Kahn et al, has supported the view that role ambigutiy can 
be a result of one or more of the following factors. 

Organisation size and complexity, rapid organisational 

growth, frequent changes in technology, frequence changes in 

personnel, changes in the environment and managerial philo- 

sophies which encourage a restricted flow of information 

throughout the organisation. Their study indicted that 

approximately 35% of a U. S. national sample of employees 

were disturbed by the fact that they felt they had no clear 
idea of the scope and responsibilities of their jobs. 

Porter and Lawler (1968), state that role perceptions refer 
to the beliefs a person has concerning the behaviours and 

activities he should engage in to achieve successful perfor- 

mance. They consider that role perceptions refer to where 

an employee believes he should direct his effort, and the 
implication for the researcher is that the accuracy of role 

perceptions should be determined when investigating employee 

performance. With Lawler and Porter's definition of role 

perceptions in mind, it seems reasonable to suggest that a 
useful measurement of role perceptions would include a list 

of behaviours derived from a job analysis and from this 
list, an index of accuracy of role perceptions could be 

calculated. However, Lawler and Porter (1967,1968) and 
Lawler and Suttle (1973), chose to measure role perceptions 
using a 10-item personality scale which was constructed to 
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assess inner-directed versus outer-directed behaviour. This 
involved the subjects ranking 10 items with regard to their 
importance in achieving successful job performance. 

A comprehensive review of the research into role ambigutiy 
by Van Sell et al (1980) identified studies which showed 
that a lack of clarity concerning behavioural expectations 
"causes a greater concern with own (versus work group) per- 
formance, low actual and perceived group productivity, less 

concern or involvement with the group, lower job satisfac- 
tion, unfavourable attitudes towards role senders, and 
increased tension, anxiety, depression and resentment 
(Caplan and Jones, 1975). Role ambiguity has also been 

causally linked to turnover. " (Johnson and Graen, 1973). 

A study by Rizzo, House and Lirtzman (1970) found a strong 
negative relationship between role ambigutiy and a measure 
of job satisfaction. A later study by House and Rizzo 
(1972) supported their conclusion that role ambiguity was 
strongly related to job satisfaction and further indicated 

that role ambiguity was more strongly related to job satis- 
faction than role conflict. However, there is some research 
evidence that shows that role ambigutiy is not always nega- 
tively related to job satisfaction and job performance. 
Tosi (1974) found that role conflict and job satisfaction 
were negatively related but found no such relationship bet- 

ween role ambiguity and job satisfaction. Hamner and Tosi 
(1974), as previously mentioned, have suggested that organi- 
sational level may be the moderating factor which could 
reconcile these inconsistent results. They support the view 
that at the higher level management positions the main 
problem can be seen as role ambiguity (i. e. a lack of 
clarity and poorly defined expectations). Studies by 
Schuler (1975) and Szilagyi, Sims and Kneller (1976), both 

of which involved a manufacturing organisation in their 
samples, showed support for House's proposition in that. they 
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confirmed the hypothesis that role ambigutiy was more 

strongly negatively related to job satisfaction at higher 

levels in the organisation, whilst role conflict was more 

strongly negatively related to job satisfaction in lower 

levels in the organisation. - 

Szilagyi *(1977) was one of the few researchers to draw 

conclusions concerning causality from his study of role per- 

ceptions, satisfaction and performance in a hospital. Such 

conclusions could not be made in several previous studies 
due to the use of static correltional methods. However, 

Szilagyi used an interval of six months between data collec- 

tion and the technique of cross-lagged correlation to make 

causal inferences regarding the source and direction of 

causal influence. The results supported the hypothesis that 

role ambiguity was a source of causal inference with job 

satisfaction at the higher organisational levels, whilst 

role conflict was a source at lower levels in the organisa- 

tion. In addition, his results indicated that ambiguity at 

higher levels in the organisation has anegative effect upon 

performance. Further evidence of the effects of role ambi- 

guity upon individuals comes from the Brief and Aldag 

(1976), and Greene (1972), studies which indicated that role 
incumbents who suffered from high levels of role ambiguity 

experienced anxiety, depression, a sense of futility or low 

self-esteem, low levels of job involvement and organisa- 
tional committment and perceptions of low levels of perfor- 

manc e. 

The role perception transactional process model presented by 

Schuler (1979) describes the hypothesised relationships 

amongst organisational communications, role perceptions, and 

satisfaction and performance. Schuler's model shows that 

certain dimensions of communication in an organisation will 
influence satisfaction and performance by the intervening 

process of communication influencing employee role percep- 
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tions. This is not to say that all dimensions of com- 

munication will be related to performance and satisfaction. 
The transactional process model indicates that organisa- 
tional. communication should be reciprocally related to role 
perceptions, role perceptions reciprocally related to 

satisfaction and performance and that performance and satis- 
faction should be reciprocally related to organisational 
communications. 

The model illustrated below shows the characteristics of the 
hypothesized relationships. Schuler states these are: 

1. Each part has no interdependence outside the other 

part. 

2. One part is not acted upon by another part (at least 

over time) but instead there are constant, reciprocal 
relationships. 

3. Action in any part of the model has. consequences for 

other parts. 

Organisational Role 
MCI 

Satisfaction 

Communication -.! J! bPerception Performance 

Figure 6 Role Perception Transaction Process Model for 

Organisational Communication 

(Source : Schuler, 1979) 

The results of Schuler's research indicate that organisa- 
tional communication can be understood and its effects pre- 
dicted by awareness of the role perception process. In 
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addition, they support his model in that the relationships 

amongst the communication --role perception - outcome 

variable appear to be bi-directional. For example, one type 

of communication, informative communication can reduce role 
conflict and role ambiguity which, in turn, can increase the 
flow of informative communication. Also, low levels of role 
conflict and ambiguity can result in higher satisfaction and 
performance which can result in-increased informative com- 
munication leading to a reduction in role conflict and ambi- 
guity and then to higher satisfaction and performance. 
However, the paths of causality may not necessarily lie in 

this direction: Schuler fails to discuss whether the 

situation of high levels of role ambiguity and conflict and 
much informative communication could exist. 

Unlike role conflict, role ambiguity often occurs when the 

role incumbent is uncertain about the behavioural expec- 
tations of his role senders. This concept is closely allied 
to performance feedback in that a lack of adequate 
information about an individual's job performance raises 
doubts and anxiety in the. employee's mind concerning the 
definition of his job requirements (Donnelly and Ivancevich 
1975). It therefore seems likely that role ambiguity will 
be reduced when perceived performance feedback has been 
increased. This hypothesis has been supported by Brief and 
Aldag (1976), Miles (1976) and is implicit in Schuler's 
(1979) model. 

Walker, Churchill and Ford (1975) infer from their studies 
that job experience may be a determinant of role ambiguity. 
They observed that role conflict and ambiguity appeared to 
decline with job tenure and indicate that time in a position 
enables the role incumbent to reconcile the role require- 
menbts which are mutually incompatible and also allows him 
to more accurately perceive the expectations of his role 
senders. 
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In summary, there has been published, a large amount of 
literature concerning the determinants and consequences of 

role conflict and ambiguity. Commencing with the early stu- 
dies of Gross et al (1958), and Kahn et al (1964), ambiguity 
and conflict have been shown to be connected with several 
dysfunctinoal outcomes, specifically, anxiety, tensions, low 

performance and satisfaction, and a desire to leave the 

organisation (Kahn et al 1964, House and Rizzo, 1972, Miles 
1976). Several more recent studies have indicated antece- 
dents or determinants of role ambiguity and conflict. 
Examples of such studies include Miles' (1976) work which 
investigated the relationships between role conflict and 
ambiguity and task characteristics (i. e. boundary-spanning 

activities), Schuler (1977) and Keller, Szilagyi and Holland 
(1976) who showed the influence of task autonomy and task 
feedback upon role ambiguity and conflict. 

House and Rizzo (1972), and Miles and Perreault (1976), have 

emphasised the effect of supervisory behaviour, whilst 
Rizzo, House and Lirtzman (1970) and Tosi and Tosi (1970) 

researched the influence of organisational structure (e. g. 
formalisation), upon role perceptions. 

Despite the apparent research interest in role perceptions, 
it is relevant to question whether perceptions of behaviours 

and activities are important in behavioural science research 
and whether it is perceptions that should be measured. It 

may be that a more effective approach would be to measure 
the actual behaviours and actions exhibited by an employee. 
In other words, where an individual actually directs his 
behaviour is more closely related to performance than where 
he believes he ought to direct his behaviour. Clearly, 
there should be some association between beliefs and beha- 

viour, but other positive constraints (e. g. lack of skills) 
may interfere with the translation of belief into behaviour 
(such as effort expenditure). Lawler and Suttle (1973) have 
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addressed this issue and their results indicated that role 

perceptions are closely associated to role behaviour. 

Summary 

Often the relationship between role ambiguity and employee 
satisfaction has been shown to be negative. Several factors 
have been suggested as moderating this relationship, for 

example, need for clarity and organisational level. The 

major causes of role ambiguity have been presented including 

organisational size and complexity, rapid organisational 

growth, frequent changes in technology, personnel the 

working environment and the restriction of information flow 

within the organisation. 

Research results to date suggest that role ambigutiy results 
in the role incumbent being more likely to experience dissa- 

tisfaction about his work role, anxiety and achieve a lower 

performance in his job. However, results of studies con- 

cerned with the relationship between role ambigutiy and per- 
formance are inconsistent. Similarly, the relationship 
between role ambiguity and propensity to leave the organisa- 
tion has varied across investigations from positive 
(Ivancevich and Donnelly, 1974) to non-significant (Hamner 

and Tosi, 1974). Both the Brief and Aldag (1976) study and 
that of Lyons (1971) found positive relationships between 

role ambigutiy and turnover. The laboratory studies suggest 
that role ambigutiy causes lower productivity, dissatisfac- 

tion, tension and psychological withdrawal. 

It is important to note that most of the previous research 

which has investigated role ambiguity has not been directly 

concerned with role senders (superiors, peers, clients or 
subordinates), but only indirectly by the measurement of the 
focal person's perception of ambiguity. An examination of 
the role senders - focal person relationship (particularly 
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the communicating relationship) would seem warranted for 

future research and is taken up in the current study. 
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CHAPTER TWO 

INTEGRATION OF PREVIOUS LITERATURE 

AND DEVELOPMENT OF THE THEORETICAL MODEL 

2.0 Introduction to the Current'Reseärch Approach 

This section has been designed to introduce the integrated 

research approach that has been selected for this study. 
This approach includes components of the three review 
areas described in Chapter 1, that is, research 
concerning motivation theory, role perceptions and 
industrial supervisors. 

The study will attempt to account for some of the variation 
in work motivation of supervisors by the presence and 
degree of role ambiguity experienced by the role incumbents. 

In addition to an investigation of the above relationship, 
the process by which ambiguity may affect motivation will 
be described. 

There appears to be a considerable disagreement amongst 
both academics and managers concerning the answer to the 

question whether role ambiguity is or is not a very common 
element, characteristic of the supervisor's role, (Fletcher 1969, 

Dunkerley 1975, Child &'Partridge-1982)): 'In essence, ' the question 
is *posed whether or not role ambiguity-is always present in the 

supervisor's role by virtue of the nature of the role. The potential 
dysfunctional effects of ambiguity upon job satisfaction 
and, possibly, work performance have been described 

elsewhere as have the suggested antecedents of role 
ambiguity. Some of the research cited in the previous 
chapter indicates that particular organisational levels 

may be more affected by role ambiguity (in terms of its 
dysfunctional consequences) than others. However, the 
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current study will attempt to cla, riýy the process concerning the 

incidence and level of ambigu-itq, experienced. by -industrial 
supervisors. A further objective . of this research- 'i-s to 
investigate the possible antece-dents-'and the effects of 

ambiguity upon the 'supervisor's motivmtibn'and job' satisfaction. 

2.1 The' S*upe'ryi's'or Role Ambigiiity, 'and Work Mötivation. 

Role ambiguity is usually described in negative terms with 

reference to its effect upon personal outcomes (e. g. job 

satisfaction). -_ It seems possible that some 

individuals may actually prefer the conditions of role 

ambiguity (uncertainty, lack of role-relevant information) 

particularly where their role perceptions indicate that a 
high. degree of flexibility and discretion is required for 

successful task performance and when individuals have high 

tolerance of ambiguity (and probably a low need for role 

clarity). 

The negative effects of role ambiguity are suggested to 

affect a supervisor's behaviour in at least three ways. 
Firstly, if certain aspects of the supervisor's work takks 

are unclear to him and his perceptions of the role 
requirements are inaccurate in so far as they do not 
conform to the expectations of successful task 

accomplishment, then it is likely that despite a high 

degree of application and effort directed towards work 
tasks, the supervisor's performance will be viewed as 
inadequate or unsatisfactory. Secondly, when considering 
the situation where an individual applies a high degree 

of effort to his work tasks yet receives performance 
feedback from his immediate superior which he views as 
unsatisfactory or inadequate, then his motivation to apply 
the same effort again may conceivably be detrimentally 
affected. The individual supervisor may then either choose 
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to discover why such performance occurred by seeking 

clarification of aspects of his role (e. g. expectations 

of superior with respect to supervisor's perception of 

successful task performance) or attempt to reduce the 
inequity between his perceptions of effort and 

performance feedback by reducing the amount of effort 
he applies in the future. A third way whereby the role 
incumbent's attitudes and behaviour may be affected 
in a situation of role ambiguity is a result of the 
individual's need for role clarity (which is closely 
related to the concept of tolerance of ambiguity). If 
the individual has a high need for clarity and this need 
is unsatisfied by the presence of ambiguity in his role, 
then it is reasonable to suggest that the individual may 
either seek to improve the level of role clarity or will 
tend to be less motivated to seek satisfaction from his 

work. role and therefore avoid a condition of 
dissatisfaction, (where his need for clarity is not 
satisfied), searching for alternative sources of 
satisfaction and denying the importance of successful 
work role performance. 

The considerable value of the contribution made by the 

production supervisor to the effectiveness of a 

manufacturing organisation in the successful performance 
of his work role has often been recognised and documented 
by both academic researchers and practitioners in 
industrial organisations (Child 1975,1982, Thurley and 
Wirdenius, 1973). It seems incongruous therefore for the 

supervisor's role to have suffered what appears to be 

extensive role erosion with respect to such aspects as 
pay differentials, status and responsibility (BIM report 
1976). One often-quoted characteristic of the supervisor's 
work behaviour which is of particular relevance to this 
study appears to be his lack of drive or motivation. This 
would suggest that there is a common element or a group 
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of elements present in the supervisor's role which may be 

responsible, at least in part, for such an observation. 
The presence and level of role ambiguity is suggested as 
one such element. 

The major emphasis of this study is directed towards an 
investigation of those factors, allied to role ambiguity, 
which are considered to influence the supervisor's work 
attitudes and behaviour. This approach distinguishes 

the current research from much previous work in that it 

focusses upon the antecedents of the supervisor's 
behaviour rather than the effects of supervisor behaviour 

upon subordinate's behaviour which is often confined to a 
study of subordinate' S work performance. 

The concept of ambiguity, as defined previously by Kahn et 
al (1964), may be translated into more concrete terms by 

reference to the "objective" and "subjective" aspects of 

role ambiguity. One way of describing "objective" role 
ambiguity would be the amount of adequate role-relevant 
information available to the role incumbent. This would 
influence the role perceptions of the individual and, in 
turn, determine the level of uncertainty/role clarity exper- 
ienced by him. In this case the role perceptions of the 
supervisor may be operationalised, in the author's 
view, with reference to the accuracy of perceptions of 
the supervisor's role between the supervisor and his 
immediate superior, from whom we may assume that much 
role-relevant information derives. 

Lyons (1971) argues that such a measure (accuracy of role 
perceptions) would be more a reflection of "role 
disconsensus" than of "objective" role ambiguity. 
However, the role clarity which. Lyons described implies 

some point of reference or ideal (or total) role clarity, 
where complete and accurate information concerning the 
role and what is expected of the role incumbent is 
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available to him. This suggests a communicating 
relationship-between the role incumbent and his superior 
of the highest quality and effectiveness. It is probable, 
therefore, that a high degree of role clarity (low 
"objective" role ambiguity) would be closely associated 

with a high accuracy of role perceptions between the 

role incumbent (the production supervisor) and his immediate 

superior (often-the production manager). In-other words, 
the subordinate would be more likely to have similar role 

perceptions to his superior by virtue of an effective 

communicating relationship between superior and subordinate, 

which, in turn, is required to ensure a high degree of role 
clarity and therefore low "objective" role ambiguity. 
"Subjective" role ambiguity refers to the "felt" ambiguity 

experienced by the role incumbent, often expressed in terms 

of uncertainty or lack of-clarity concerning aspects-of 
his role. 

The previous discussion serves to highlight the importance 

of the nature of the communicating relationship between 

the supervisor and his boss. It-appears not only to be 

influential in the way that the role incumbent perceives 

his own role (and therefore the accuracy of those perceptions 

with respect to his superior's perceptions) but also the 
degree of role ambiguity experienced by him. This line of 
argument underscores the value of an effective communicating 
relationship between superior and subordinate. Further 

evidence concerning the super iQr-subordinate 

communicating relationship is provided by the results of the 

study by Boyd and Jensen (1972), which has indicated that 

considerable disagreement regarding role perceptions 

exists between the first-line (foremen/supervisors) and 
second-line managers. One interpretation of the Boyd . and Jensen 
(1972) study suggests that a poor superior-subordinate.. communicating 
relationship may contribute--to-the considerable disagreement 
between first-line and second-line managers' role perceptions 
found by the author. It is likely that an increase in the 
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role-clarifying information made available to the role 

incumbent implies a potential increase in the accuracy 

of role perceptions between the supervisor and his 

superior, and in addition a commensurate decrease in the 
degree of uncertainty (and hence ambiguity) surrounding the 

supervisor's job. 

The three general categories described by Kahn et al (1964) 

which are considered to contribute to role ambiguity are 
(a) organisational complexity (b) rapid organisational 

change, and (c) managerial philosophies concerning 

communication. It is likely that category (b), rapid 

organisational change, will occur more frequently within 
the production or operations function of a manufacturing 

organisation than in other so-called staff functions 
(e. g. marketing, personnel, account and finance). 

Technological changes (new plant, products, machinery, 

methods or working), personnel changes (rationalisation, 

redundancies, development, growth) and policy changes all 

tend to have a more direct, immediate and observable effect 

within the production function where work activities and 

task achievement in physical terms are often more visible. 

Change is particularly apparent within the production 

supervisor's work system in respect of personnel changes. 
Growth, rationalisation and technological changes all may 

affect the number of, and sometimes the type of, (e. g. 

skill level) shop floor operatives employed by the company 

and it is common for the supervisor to be directly 

responsible for managing these changes. Frequent personnel 

changes also occur, albeit to a lesser degree, at the level 

of supervisor. The recent growth in the policy of many large 

manufacturing organisations of employing graduate management 
trainees at the supervisory level as part of an overall 

management development programme for potential production 

managers, introduces a group of employees into the supervisory 
level whose role occupation is relatively temporary with 
respect to their less-qualified colleagues. 
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The nature of supervisory work itself, a major component 

of which can be viewed as the man-management of shop 
floor employees, implies today perhaps more than ever before 

a high level of risk and uncertainty associated with the 

supervisor's tasks, due in some part to the growth in 

power and influence of shop floor trade unions. In 

summary, innovation and change seem to exercise a 
considerable influence upon the day to day management of 
the manufacturing operation at the shop floor level and 
therefore, if we assume that Kahn's (1964) suggestions are 

correct, contribute significantly to the role ambiguity 

of the production supervisor. This again prompts the 

question whether the variation in, and dynamic nature of, the 
production process and the associated work system 

necessitates a vague and ill-defined production supervisor's 
role. The effect of "felt" or "subjective" role ambiguity 
experienced by the role incumbent may be seen as moderated 
by the individual's need for role clarity. A high 

level of role ambiguity suggests a low-degree of role 
clarity (and a high level of uncertainty) and it is the 
individual's response to such ambiguity that is the subject 
of the following discussion. Where both an individual's 

need for clarity and ambiguity concerning his role are both 

at a high level, then the individual will tend to either 
"withdraw" or increase his efforts to achieve improved role 
clarity. The process of withdrawal would, according to 
Kahn, include a reduction in the individual's perceived 
importance of task performance and a distraction away from 
work tasks. In addition, 'the individual would attempt to 
achieve satisfaction from alternative sources, perhaps 
from outside the work situation. 

Ambiguity has been described in this study in terms of 
uncertainty and lack of clarity of role-relevant information. 
This final term is affected by the transfer of information 
between superior and subordinate and this transfer is, in 
turn, determined by the frequency and quality of 
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communica; ti-n between the 'supervisor and his immediate 

superior. Further, the communicating relationship between 

the supervisor and his boss -is often the tedium through which 
feedback of the supervisor's work performance is transmitted. 
The'supervisor's pereeption of his performance evaluation may 
serve as another factor contributing to his work motivation by 
its influence upon the supervisor's belief that a certain 
effort level" expended upon work tasks should lead to a 
particular performance outcome. The 'supervisor may, for example, 

view his superior's evaluation and feedback of his (the 

supervisor's) own performance as unsatisfactory-in that it does 

not meet withhis personal expectation of what an quitable 
performance evaluation should be, given that he (the supervisor) 
has expended what he considers to be an adequate and satisfactory 
amount of effort directed to the accomplishment of his 

supervisory works tasks. 

2.2 Development of' Theoretical Model 

The above discussion underlines. the suggested influence of 

several variables which are considered as salient to the subject 
of the relationship between the role ambiguity of the industrial 

supervisor and his work motivation (here, defined in terms of 
his devotion of energy to work tasks). The main elements 
mentioned in the text which will now form the basis of a 
preliminary explanatory model are (1) the nature of the 

communicating relationship between the supervisor and his 
immediate superior; (2) the accuracy of the supervisor's role 
perceptions with respect to his superior's- perceptions of the 

supervisory role. That is, the degree of congruence between the 

supervisor and, his boss' perceptions of the supervisory role; 
(3) role ambiguity as experienced by the role incumbent (in this 
case the industrial supervisor); (4) the individual's need for 

clarity; (5) his job motivation; and (6) his overall job 

satisfaction. The model is not designed to provide a 
comprehensive explanation of the motivational process of 
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the industrial supervisor. It -aims to study the 

effect and influence of role ambiguity upon motivation. 
The research approach of the current investigation has 

been chosen with a view to explaining the relationship 
between several selected variables rather than the more 
integrated study of the'numerous. Job role, individual, 

and organisational factors which are considered to 
influence the motivational. processes operating at the 
individual level. This issue (i. e. the study of a few 

selected variables in depth versus an integrated 

investigation of many variables) has been recognised by 

Porter and Steers (1979), in their suggestion that an 
in-depth study of several selected variables and the 

relationship between them can be as valuable in terms of 

contribution to research as the many variables approach. 

From a company perspective the potential benefits that 

could accrue from the results of this study, concern the 

methods which may be employed by companies to reduce levels 

of ambiguity. This would assume that the suggested 
dysfunctional consequences of high levels of role 

ambiguity are discovered. 

The model illustrated in Figure 7 described the variables 

which will be investigated in the current study and the 
hypothesised relationships between the variables indicated 
by solid lines. It will be apparent from Figure 7 that 
the model does not include the focal person's (here the 

supervisor's) total work role set. As Salancik & Pfeffer (1975) 

have suggested the-major role-sender-receiver relationship in the 

supervisor's role set seems to be between the supervisor and his 
immediate superior and therefore the communicating 
relationship between the supervisor and his boss has been 
investigated in this study. 
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The model show the process by which: ''experienced' ambiguity 

may be influenced and its relationship with. 'work motivation. 
In many respects it resembled Schuler's (1979) role-perceptions 
transactional process model (see page 47), in that it 
focuses upon the relationship between communication, role 
perceptions and an individuals' attitudes. The main 
difference between the two models lies"in'the level of 
analysis. Whilst Schuler describes organisational 
communication in its widest context, the model shown in 

Figure 7 refers to the communication between a subordinate and 
his superior. Role perceptions in Schuler's model includes 
both role ambiguity and role conflict, the current model refers 
exclusively to role ambiguity and the degree of congruence 
between supervisors' and superiors' perceptions of the 

supervisory role. 

The operationalisation of this model. is described in detail 

elsewhere (page 78 - 100) and the relationships between 

constructs in the theoretical model and questionnaire items 

are explained in Figure 10 (page 86). 

The double-headed arrows in. Figure 7 indicate that the 

relationships between the role perceptions of both boss and 
supervisor and their communicating relationship are bi- 
directional in that the role perceptions of either individual 

can influence the communicating relationship and vice-versa. 
It has been mentioned elsewhere how the more "objective" 

measure of role ambiguity, accuracy of role perceptions (1) 

may be translated by means of the communicating relationship (2) 
into perceived ambiguity (3) on behalf of the role incumbent. 
The effect of'"subjective" role ambiguity which is experienced 
by the role incumbent upon work motivation is suggested here to 
be moderated by the individual's need for clarity. There may 
be a high degree of role ambiguity experienced by the role 
incumbent who possesses a high need for clarity which is 
therefore not satisfied; the consequences of* withdrawal and 
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and increased effort to achieve clarity, have. already been 

discussed. In the other possible cases Clot a lbiguity. and 
high need for clarity, high ambiguity and- low need for 

clarity, and low ambiguity, low need for clarity) less 

markedly dysfunctional outcomes are'envisaged. 

Lyons (1971) indicates that in the'situation where an 
individual's need for clarity is satisfied, there is little 

or not effect upon-the individual's motivation and overall 
job satisfaction as a result of the 'level of ambiguity. 
Withdrawal has been suggested as one alternative outcome 

when the individual's need for clarity is not satisfied. It 

may not only have implications for work motivation and 

overall job satisfaction, but may also detrimentally affect 
the communicating relationship. between supervisor and superior. 
In addition, the degree'to which the level of role ambiguity 

present in the incumbent's role is experienced by him depends 

to some extent upon the effectiveness of the superior- 

subordinate communicating-relationship. However, disagreement 

from an unproductive relationship with 'a superior-may 

-improve the supervisors' feelings of job satisfaction. It is 

unlikely that this would lead to an improvement in the degree 

of congruence between supervisors' and superiors' perceptions 

of the requirements of the supervisory role. 



64 

The communicating process may reinforce the individual's 

feelings of lack of clarity concerning aspects of his role. 
If the communicating relationship is effective, however, 

then it seems likely that a clearer reflection of the 

superior's role perceptions will be presented to the 

role incumbent which, in turn, suggests that the 

subordinate has the opportunity to increase the accuracy 
of his own role perceptions. 

The six hypotheses which have been-constructed, deriving 

from the theoretical model, presented earlier are now 
described. They are: - - 

1. The existence of role ambiguity is a commonly 
occurring characteristic of the production supervisor's 
role. 

2. Role ambiguity has a significant influence upon the 

work motivation of the production supervisor. 

3. Role ambiguity is negatively related to the job 

motivation of the supervisor. 

4. The effect of role ambiguity upon job motivation is 

mediated by the individual supervisor's need for 

clarity. 

5. The quality of the communicating relationship between 
the supervisor and his immediate superior is 

negatively related to the degree of role ambiguity 
experienced by the supervisor. 

6. Role ambiguity is negatively related to the job 
satisfaction of the supervisor's in the study. 

It is clear that in the case Of the above hypotheses not all 
six statements are equivalent in terms of complexity and 
detail. The first three hypotheses all concern the main 
theme of the study, that is, the existence of role 
ambiguity in the supervisor's role and its influence upon 
supervisors' work motivation. 
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CHAPTER THREE 

METHODOLOGY 

3.0 'Introduct'i'on to The Research. Design and Strategy 

The purpose of this chapter is to present the research 

strategy and design, employed in the current study. This 

section includes a discussion of the scientifically more 

rigorous "ideal! " design and describes how and why this 

approach has. been modified by the practical constraints 

encountered during the research process (see Figure 8). In 

addition, the variables comprisink; the model, introduced in 
Chapter 2, are defined and the, proposed sample and 

sampling procedure are reviewed in detail, as are the 

measurement of the variables and data collection methods. 

The research strategy has evolved as a result of the 

development of concepts identified in the review of the 

research literature (reported in Chapter 1), discussion 

with academics in the field, with managers in participating 

organisations, and the influence of the experience of other 
doctoral theses and their methodologies. The overall 
strategy involved a two-phase investigation of the 

supervisor, his role and his relationship with his 
immediate superior. The two phases here: - 

1. A pilot study consisting of a sample of approximately 
50 supervisors which provided preliminary data. 
When this data ' was analysed it was used-to lend support-to 
or 'led to modification of, the original model, 
research instruments, and tested the. hypotheses 

outlined in Chapter 2. Interview data was 
. - 

content analysed and questionnaire data analysed by use of 
non-parametric statistical techniques. Non-parametric 



techniques häs"been employed-at this stage ascertain 

requirements necessary for the use of parametric 

methods were not fulfilled. Firstly, due to lack of 
data concerning the population (i. e. all production 

supervisors working in food manufacturing) it seemed 
inappropriate to make judgements concerning the 

question of whether or not the sample is drawn from 

a normally distributed population. Secondly, the 

scales comprising the questionnaire are described as 

ordinal. One condition which must be satisfied 
before any confidence may be placed in the results is that 
the variables in the study should'be measured. in at least 

an interval scale in order to use arithmetic 

operations on the score. 

2. A field study was' - conducted, involving a survey of 

.a sample of approximately 200 production supervisors 

and'their iiwediate superiors currently employed in 

tour-organisations' in'three product sectors of the food 

manufacturing industry. The-research hypotheses' 
were tested during this stage of research. 
Analysis of data again included content analysis, 

and non-parametric techniques. However, at this stage 

parametric techniques were also. employed for 

illustrative purposes as the relatively large sample 

size at this stage indicate that their use was more 

relevant than at Stage 1. 

It is apparent that research methods exert'ä .. 

major influence upon the nature of the outcomes of 
research activities. The choice of such methods, due to 
their importance with respect to the results achieved for 

research, becomes a central decision to the validity of 
the ultimate research findings. The responsibility of the 

researcher in the decision concerning methodology is 

clearly to choose those methodologies which provide the 
research outcomes with adequate validity and enable the 



objectives of the research to be effectively achieved. 

A recurrent theme in methodological research work concerns 
the decision criteria used by researchers to decide upon a 

particular method of research (Susman and Evered, 1978). 

A clearly important issue involves the choice of methods 

used by researchers which are viewed by some academic 

commentators as convenient rather than particularly 

relevant. (Mintzberg 1979). Whilst recognising the need for 

academic rigour when using scientific methods, the tendency 

to choose more convenient methods can be readily understood 

when considering, for example, the constraints of limited 

resources which often face the researcher. The more 

relevant methods, which are often seen as more valid and 

therefore more academically acceptable in terms of 

scientific rigour may require more time and financial cost 

to complete. The data and results which are generated are 

commonly less readily transferable to those who can use the 

results most effectively, that is, in the case of research 

in the management field, practising managers. The problem 

of relevance and validity of research methods becomes 

further confounded in the case of field studies when 

studying the attitudes of employees in their organisational 

setting. This is largely due to the multitude of 

situational variables which can influence such attitudes. 

The overall design of this research 

as comparative in nature, involving 

exhibiting different levels of work 

satisfaction. The research seeks ti 

variation by the presence and level 

experienced by the role incumbent. 

study can be described 

a sample of supervisors 

motivation and job 

account for -some of this 

of role ambiguity 

One of the ori. gtnal research objectives of this study was 
to use the outcomes of the field study to generalise 
about production supervisors in the manufacturing sector of 
the food industry. This approach presumed the ability to 



identify the characteristics of the total population and 
the construction of a representative sample from that 

population. Ideally, the research methodology employed 

would include a variety of methods of data collection 

methods such. as direct observation, interviews with subjects, 

questionnaires, and other relevant data sources (e. g. 
company records of absenteeism and turnover). In addition, 

a stratified random sample (stratified, for example, by 

number of employees) of supervisors taken from all companies 

within the chosen industrial sector would have been 

consistent with achieving the original objective of 

generalisation within the food industry. However, in the 

light of experience gained in attempting to achieve both 

information concerning the population and access to the 

sample subjects in companies, the objective has been 

modified to be consistent with the type of methodology and 

sample which can be practically employed. This effect is 

illustrated in Figure 8, overleaf, which compares ideal and 

actual study designs. The strength of the influence of 

practical constraints is illustrated by a comparison 
between ideal and actual designs, and the limitations of 

research outcomes are identified. 

It has not been possible to accurately define the 

population as no current statistics exist which provide data 

concerning the total number of production supervisors 
employed in food manufacturing. The use of the multi-method 
approach has been considerably handicapped by the 

constraints of time available to conduct the field research 
and the refusal by several companies, which have shown an 
interest in participating in the research, to allow the use 
of certain methods of data collection for reasons of 
sensitivity or security (e. g. direct observation, company 
reports and records). The sample, which is best described 
as an "incidental" sample, will be taken from those firms 
willing to participate in the study and has been achieved 
after several months of consultation. 



69 

_ 
ý, 

Ytw 5 

Y,: ývl x 

"t"o  «e 
0" 

Wie On ww p"« o '- 
« C 

s °+t r etpawwaOL 
pe 

O"« 
_« 

oA7 "« O. wao : 
C 

0 t 
F7 a 4& 

""O is 
"O"0 

M 
ZM+. O" 

 OYVf N 
C"Nw Ai 'O M O 

M 7 ' "' 
O t .r"sFGf 

. . 
"Vr .+ A7Öt q  

+.. r LO O CCOwC 
Y Ov + .. - 

2 
C 

OML60N 
4  4" +r "3 

  Al   .4 [r.. S. j>) p°MY 
wQOOMimLC 

 M L1 wD . ý1 w "GwM w 
f 1t OD M" wC "+ S " m "; 

Z OOwº AO G 
II "+ tQCar 

C  OAM M f4. C 
1 7 

K«w 0 aCra x, 
< «w ArO " 1  . 14 OAOfO aaC 

c %4 ýcG V .4 

m 
'a 

I 
"" 

 "" 4OÖ I. VCAwC1.. 
ßi 

.+rO 
"i 

A 
° ý M ° 0 

f" 17«Gtwaz" Cov "+ "wý. ºDYwC 
6 + ! ,MM . 1 . 0OC 

1k AL1. McO1 $CwOw 9-116 '", iPP 

l 

.i 
< 

sr .ýf 3r. + 9MQ 
.+ .+Owr. pS 

i °i O Gw   wMY« + 
4.6+ O C  "Cwp 1+ m 

. O.. OO00 ++MM CD 6O. 
6 O rma ++ a" Oi c 

°. ý' F 
Z O°1. OCoMCC OO°00 10 0000.4 . . COC0 

7pOwO. 70 ý7 MpeOOOOC , §'" 
< tt iw UC Q»f6ww IO 9  ++ L is O «O6O iR ""Ha« r« O0"4"MuO ; `- 

V 
is 

0 

f"Cw°   .ý"° 1" " In rhQ"  
Pw 

°M 
_ 

I 
wM AS Y° " k 

r7.. Q "" "1 .O 
4 jÖs i i i0{ w 

... 
G 

= a 
wO«wCC Y r ,C ++ "w O a O -4 AOAO"bO 

ý''- 

ýN 6. .. o or o: 5'S: w -. öS 14 ä: S «ä a1 00 
Aaoe"«we 

" "+. ý OwsYY 
H« rrl w ".. 1 

e M« 1 rOA 

g. 0 0 a o. M"G Oa H"« .. 
" 

a 
Y  ""O in "t" fO. p 

. 
  0 0 

OO .r  w« . 
C4 

w  
Qº a w ý O " O O 14 V+t". 

" 0. . 1 °k4 iw. C i! 4. 0wM" 
O 1. G +" O i. O. OOO OOO. NM«DA. O OAM°«ß« Op gý OGO " 

LL 

ý:: a: öö: äöo ce°ocow«ý°o: 
. a, '"13ä a sýesýaf 

' O CM ") G, 1 to A. O  r+ G< <wO O« p Of O am LO+.  wO. 6 QI O O. ý+  " pw ° , 

g 
e 14 o 

«öi ý0 ' S ovo "44 .1 
0 .0 _ 40 4 91 

O ý 1 " ý 0 O afYY i+ .« CQ ýt «. ". Lw i. » 
Q +0 0 A 

4  
S «« 

.O AO " "NN«v " .« 

7540 
ºr 

a' 
O 

« a r 

" 
S " "Q « DO". »M""taar w4 ºr . YA .4"ac 

"4 04 

. « . "` CCM 
1 Zºº w« pA 

r L "" OwOwO "ý O°VOM 
pAý 

O +r OOO 
»O 

. «w.. Ow Mwý " ý, ' 
i wpOVi. ºr"1. O° Oa1.4+   1.1. wC°1. s. 

Ö ~. 0: I1 "AMw ä fi 
p 
m 

41  O «4""es0O. OO .. 
MwMQO" 

" 
G A. "G a« ºGi "y 

O»" OSO 06 .+ irr º 5 
' 

ir 
I 

wai 40 .O 0.0 a " 
' C 

Z 
ýC . . OO tO« ,p pý 7 G" 1" O" aDa C« OC ° a 1 1 

 «C to O"OisO. p  ii 
w  4"" ºOo O   oC m a 

 «6  CO°°i.  ta 
QDwD ra D O r 

, ý; 

C . .1 . 0. i so.  "Vf fwO w" a o. A.   F" 7m "*... o< s «ºo .+o 

b 4. r 

p NoaO .+o 1 
a 

  C D A 64  VVM"AYmO"Y ""1 ° "O ý O"MMMq 
" N 

.7 
p 7Ow rr »OwwVf.  O Ji M7rO ýº L 

HMQ"N w O  O 
aw °O 

IN t+ D rvwY . -r OOCMOOD6a. " 1f «" .º I+ a0OD 10 1. 
Y° 

O NOa« 
"YdYOfaM O "wtOVi« .rOQONA"M O« pO 

12 11 110 0 1% ai 
4-0 

Qa Q    M ýý 
;, l ' C 

i O" sº  r. o-w- 6. O CC i~   : .. i . 
< 

m 
O t+ i»p1. a 14 « ýr Yww °A 0- a- o" OOw Gmd"7 º" il « 6«« " « 

" .4 C ,Q o ºOw °wo OAw Al 
N" me C« " o  CO wO"0.9 «w R g < y  . "1 wC "sa i" www o" It owD ýe o« w 

is U t\ 1r M7Y C« 0 
sO .rs 111""" ssw" 

rwiää0 D at 
º+ 0  "o S aww oý º""n m 

. 
0. ««vQ mY 

  
 N 

14 M C, wMww a" L Id 
s ý  9ºme a" O. Q 

. . 
+tyw 

0 
M D w 1. '`t 

- 
Z .. "s 

°» "N Cat "d" .r .r@O O« "OCC 
w  . 

«w 
w" O« 

ÖN000mOO p  DMj 
w«" a O° 

6r 
`fý' i P O am  rq"O O tl P$ t Oa 1+  " F+ 4pvYOV4 i/ mO« �ý "º rý N v"" iii " 
ý' 

:. 

O 

Qp ^ 1i a a40pOO 

os0A 
e ý O o " w«i 

äörpOiQf « i <Q ý ' Ö «w ö ý. ' 

1 5 
Y. 
O - 

pri 
n . . : 04. 

p OC 
D w. r .r  

rw. 
". O 

O  Oaw C« O° wÖÖ 

a r + + O , e 
"º I+w oC wQa:  M 

°- 
- 

o °Mý d G 0 wO h" CwO1. rl ". 1 
O .0 w»« 

C  I 
  4. G 0 ., r 

< 

1C 
G 

tii 7ww " r". + 
° 0 

ä ä N O«. r °«°My 
NY«wCi e  wO. t 

r°C N r « " O 
0. C O aw O Ow a . +.. « 

ºa 
F` . rrYt O"K .4t 

r>  L0 O" 
t S. ü ö   i0imü O pY w «p«. r1«. L, N0 

O M ". .G 0 ý. 00 . dl 
ee0eGa" 

. 

ý 
r 

O , 
yä 

ýýk4 



-- - 

Initially over 50 companies in the food manufacturing 

sector were contacted to determine the level of initial 

interest in the research. Twelve responses indicated a 
desire to participate and on further discussion concerning 

the cost and benefit associated with participation, 9 

organisations remained willing to participate. The 

importance of achieving company access and the research 
"contract" which the researcher negotiates with the 

company clearly considerably influences the design of any 

study as has been the case here, and will be discussed in 

greater detail in Section 3.3 of this chapter. 

With reference to the research objectives, it is likely that, 

considering the type of sample available, the outcomes of 

the research will have a high degree of relevance only for 

those product sectors from which the sample has been taken, 

that. is, general food processing (2 companies), flour and 
bakery products (6 companies), and confectionery (1 company 

- chocolate and sweets). 

Returning to the overall design of the research, a field 

study has been selected as the type of research approach 

most applicable to the study of the role of the production 

supervisor. The advantages and drawbacks of such an 

approach are now discussed. 

As field studies are ex post facto scientific enquiries 
designed to discover the relationships and interactions 
between variables in real social and organisational 
structures, the researcher investigates the social or 

organisational situation and then studies the relationship 

amongst the attitudes, beliefs, values,. perceptions or 
behaviours of individuals and groups in situ. A common 

characteristic of this type of field study is that no 
independent variables are normally manipulated by the 

researcher, however, this potential disadvantage may be more 
than compensated for by the fact that this sort of study has 



the advantage (over an experiment, for example, ) of a high 

degree of realism, in that it investigates the role of the 

supervisor in his actual organisational setting. Further- 

more, the variance of many variables in field situations 

can often be large when compared to the variance in 

laboratory experiments. 

The view that this type of research is of more pragmatic 

significance than others does not necessarily lead to 

scientific significance, and the author recognises the 

relatively weak scientific position of such a field 

study as this in comparison with, say, a laboratory 

or field experiment. Much of the apparent lack of 

scientific precision associated with field studies seems 

to be partly due to the degree of complexity the 

researcher encounters in the field setting. For example, 
the recent history of the organisation with respect to 

organisational change, market influences, profitability, 

unionisation and trades union activity, and 

technological change are all important data to the 

researcher as they may indirectly influence the behaviour 

and attitudes of subjects in the sample. Perhaps 

additional criticism could be directed toward the 

superficiality of field studies when compared to. 

experimental design. 

Whilst presenting what seem to be some of the 

disadvantages and benefits of field research in 

comparison with other methods, reference to value 
judgments are not particularly helpful in highlighting 

the differences. Indeed, it may be more useful to 

consider rather the relevance and applicability of the 

selected research methods in meeting the research 

objectives or solving the proposed research problem. 
The selected methodology has therefore to be consistent 



with research objectives. In this case this involves 

clarification of the question of whether or not the 

occurrence of role ambiguity-is a common element in the 

production supervisor's job, investigation of the 

relationship between role ambiguity and work motivation, 

and examination of the process by which role ambiguity 
influences motivation. 

The model that was introduced in Chapter 2, provides the 
basis of an explanation of this process. The proposed 
link, illustrated in the model, between role ambiguity 
and work motivation is further elaborated in the working 
hypotheses. 

The selected research approach directs attention upon 

one role in the organisational hierarchy, that of the 

production supervisor or foreman. Whilst the individual 

supervisor remains the primary unit of analysis, the 

communicating relationship he shares with his immediate 

superior and his superiors' perceptions of the 

supervisor's job are both examined. The term supervisor 

and foreman are used inter-changeably here, as they often 

are in industry, and are both defined as that level of 
first-line management which has direct responsibility 
for the organisation and achievement of shop floor labour 

and production targets. 

Whilst the production supervisor in the United Kingdom 

seems to be the poor relation when compared with the same 
role in the United States in terms of research directed 
towards the role, role development over time has been as 
rapid and extensive here as abroad. Legislation and 
growth. of the influencing power of union 
representatives, for example, have a more observable 
impact at the supervisory level than perhaps anywhere else 
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in the organisation. The need for research in this area 
has been discussed in earlier chapters; the specific 
rationale uiderlying this research study lies in the need 
to understand firstly, whether it is common for 

supervisors to suffer from both role ambiguity and a lack 

of drive or motivation as is often reported. Secondly, 
the research aims to explain aspects of the motivational 
process of the supervisor, and the role which ambiguity 
plays In that process. 

3.1 Sample änd'Sampling Procedure 

The food manufacturing sector of industry (excluding beer, 

wines, spirits and soft drinks) was chosen as the 

industrial setting where the research was performed 

on the basis that, (a) initial observations by the author, 
which have initiated the current study, took place 
during industrial experience in this sector, (b) this 

sector has received relatively little research attention 
in comparison with others (e. g. engineering industry), 
(c) it was envisaged that organisational access and entry 
would be more readily and effectively achieved due to 
the author's previous experience in the industry, and 
(d) research findings would be more readily interpreted 
due to the author's understanding of similar organisational 
cultures. 

As mentioned elsewhere a sample of supervisors was taken 
from those companies wishing to participate in the study. 
This sample size was limited by the time available for 
field research (both interviewing and administration of 
questionnaires), bearing in mind that whilst this study's 
sample contains over 100 subjects, some of the companies 
participating in the study required (for their purposes) 
data concerning all supervisors in their organisation. 



None of these companies have been chosen at random from a 
total list of all companies. in this sector and the sample 
is therefore described as "incidental". They are those 

companies (out of tie '50 approached) who have shown a 
desire to participate in the research study and are 

prepared to invest the time of their managers and 
supervisors in order to obtain information concerning the 

attitudes of their production supervisors and the 

supervisors' relationships with their immediate superiors. 

All are contained within Table 2 showing distribution of 

employees by product sub-sector. They are classified 

under confectionery (chocolates/sweets -1 company in 

sample), general food processing (2 companies), and 
flour and bakery products (plant bakeries -6 companies). 
In this case knowledge of the characteristics of the 

population (all production supervisors in food manufacturing) 
is poor. However, if it is assumed that approximately 50% of 

all supervisors in the total-figure (shown in Table 2) of 

43505 are production supervisors, and further that there 

has been no significant growth in the total number since 
1976, then the total population consists of approximately 
21000 supervisors. Whilst only three product sectors 
are to be investigated, these together account for over 
12,000 supervisors in the total population. In terms of 
total numbers of employees in these sectors, the three 
together provide over 300,000 jobs out of a total of 
approximately 761,000 in all product sectors. 

Initially, a simple random sample of"flo more than 180 production 
supervisors was to be selected from a total list of all 
production supervisors within the 9 organisations studied 
of approximately 260. The decision to select a maximum of 180 
supervisors for the sample was made in consideration of the 
contact time available to conduct this field research stage. An 
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optimistic estimation of the time required to complete 
interviewing and questionnaire administration was a 

minimum of between 8 and 10 weeks. This stage of the 

research comprised the second step in the research 

programme as outlined in Section 3.0 (page 66 ). The 

first stage included the initial piloting process where 

exploratory data was collected within several organisations 
(not taking part in the main survey) using, again, the 

methods of interview and questionnaire. During this stage 

contextual information concerning the supervisor's work 

environment was collected (e. g. his perceptions of the 

organisational climate, management style). The pilot 

sample contained over 50 production supervisors and their 

immediate superiors within those organisations 

participating in the pilot study. 

The data gathered at this stage of research were analysed 
to assess whether or not the preliminary hypotheses were 

supported and to determine if the data collection methods 
(and measuring instruments) were adequate in meeting the 

purposes of the study. The theoretical model, hypotheses, 

and research methods were subsequently refined and 
developed as a result of the findings of the pilot study. 

To summarise the research process presented in the previous 
two sections (3.0 and 3.1), this work may be classified as 
a field study, the aim of which was to investigate 

supervisors in their work environment, their levels of 

motivation and the part played by role ambiguity in 
influencing their motivation. However, according to the 
definition of field studies by Katz, such a study may be 
termed exploratory. The main purposes, according to Katz, 

of an exploratory study should address the following issues. 
Firstly, the research should discover significant 
variables in the field situation. Secondly, it should lay 

the foundations for later, more systematic and rigorous 
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hypothesis testing. The current study appears to conform 
to this iterative model of research, the initial stages 

encompassing such' activities as pilot study data 

collection and preliminary hypotheses testing. Both 

activities are'designed to highlight significant 

variables. 



3.2 Achieving Organisational Access 

The process of negotiating access with each of. the three 

companies involved in the pilot and main study can be 

subdivided into three stages: 

1. Initial Approach/Company Contact 

2. Preliminary Discussion/Meeting 

3. Agreement of Final "Research Contract" 

The first stage concerned the decision of which method of 

organisational contact would be most effective. After 

discussion with experienced researchers in the field, it 

was decided that a letter be written outlining the 

research and possible research outcomes (and benefit) 

including a structured research proposal. This letter 

was 'sent to 50 companies taken at random from a list of 

companies from the food manufacturing sector of industry. 

The research proposal described the research process in 

detail, outlining the time investment required from each 

supervisor (approximately 2 hours) and manager (approximately 

li hours), the content of interviews and questionnaires, 
the methods of data analysis, and feedback of the results. 

Initial responses to the first batch of 20 contact letters 

resulted in 8 negative responses and the offer of one 

meeting, which subsequently failed to achieve any real 

commitment from the company in question. This disappointing 

result prompted the author to modify the introductory 

letter which, in the revised version, shifted the focus of 
attention from the research to the researcher, his 
industrial experience in the production function in the 
food industry, and his academic experience. This change 
was employed to establish the author's credibility as an 
individual with the qualifications and background 

appropriate to the research subject. The second letter 



produced a significantly improved positive response. Of the 

second group. of 20 letters sent, 12. positive responses were 

received, 9 of which expressed a clear - interest in 

participating in the study. This interest later led to 

meetings between the author and organisational 

representatives who were usually the personnel director 

and/or production director or senior manager. 

Figure 10 summarises the factors the author considers 
have been most significant in influencing the achievement 

of organisational access. In addition, it is noteworthy 
to reinforce the importance of describing the potential 

organisational benefit (see 3.2) in the light of 

subsequent experiences in achieving research access to 

organisations. Senior managers, at least within those 

companies with which the author has conducted research, 

are clearly concerned that any research involving 

individuals external to the organisation should be 

closely linked to the solution of an existing organisational 

problem or the achievement of an outcome of direct 

benefit to the company and those individuals participating 
in the study. This situation may have been exacerbated by 

the currently difficult trading position of many companies 

and the prevailing economic climate. 

With reference to the three stage process of achieving 

access, Stage 2 has provided some insights into the process 
from which future researchers in the same subject area may 
benefit. It has proved most effective to contact 

senior executives in the functional areas of Personnel, 

Training or Management Development. Thereafter, meetings 
have often involved senior operations/production managers 
who are several levels removed from second-line production 
managers and supervisors. If initial meetings could have 
been arranged which included managerial representatives 
from both functions, then this would have considerably 
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Fig. 0 Factors Affecting Organisational Access 

1. Point of' Organi'sati'onal' Contact : The level of the 

contact person in the organisation's hierarchy. It 

was found that personal contact with more senior 
management (usually director level) has been more 
successful in achieving access than contact at a 
lower level in the' organisation. 

2. Company Cost-'and Benefit: The cost of participating 
in the research for the organisation in terms of 
investment of resources, and the value of the 
benefit of the research outcomes. 

3. Attitude of Contact: The attitude of the contact 
-individual to the value of the research bearing in 

mind environmental'conditions (e. g. market conditions, 

economic climate) and the experience of the 

organisation of participating in previous similar 
research activities. 

4. Demonstrating Researcher' Competence/Expertise: The 

ability of the researcher to demonstrate competence 
and expertise in an area relevant to the research 
study. 



speeded up the process. Also, the involvement of worker 

representatives at an early stage in the research 

relationship has proved effective. 

Stage 3, that is the agreement of the final "research 

contract", was primarily concerned. with achieving agreement 
between both parties on the nature of the research 

relationship. In short, the "research contract" comprised 

a clear statement of the requirement in terms of 
investment (of time and other resources) from each party 

and how--. the outcomes of research could be mutually 

acceptable in terms of benefit. 

From the author's viewpoint, it was of paramount importance 

that the academic research outcomes be as congruent as 

possible with those required by the organisation in order 

that. the time available for fieldwork be utilised most 

effectively. For example, one organisation defined a 

research objective as an "attitudinal position audit", 

examining the current attitudes of supervisors to their 

work situations generally. This was close to the author's 

own research interest and there was therefore a high 

degree of congruence. The main difference between research 
ideas was that organisations sometimes preferred that every 
supervisor in the plant were interviewed, whilst the'author's 
ideal design concerned sampling-one out of 
every two supervisors available for interview. In practise, 

on average over 75% of all supervisors and managers in the 

organisation was interviewed. This was a result of a. 
compromise between the author's preference, the-organisation's 

preference, and the practical constraint of subject availability 
(holiday, sickness, high priority work activity - attending 
to breakdowns). 

The final phase of the process demonstrates the concessions 
which may have to be made in order to achieve research 
access in organisations. There are clearly some limits 



to the degree of compromise the researcher can accept and 
the definition of these limits becomes one of his or her 

responsibilities. The author's experience of negotiating 
organisational access was that each company required that 

an individual company report be written summarising the 
findings of the study for each company. 

The experience of this study leads the author to conclude 
that achieving access to organisations may confront the 

researcher with. an unattractive, but inevitable, 

compromise between research effectiveness, validity, and 

rigour, and meeting the participant company's research need. 

The problem of achieving company access has proved to be an 

extremely difficult one to solve and the time-consuming 

nature of solving the problem should not be underestimated. 
The difficulty of the problem may have been increased by 

the current economic recessions and the "healthy 

scepticism" many managers have concerning the practical 

benefit which may be derived from studies such as this. 

The issue of company access is perhaps further confounded 
by the nature of the subject of the study. In many cases 
research outcomes in the behavioural sciences appear 
relatively unattractive when compared with the more well- 
defined outcomes which can be offered by researchers in the 

other functional disciplines of marketing, finance, 

operations and business systems. One example of the 

attractiveness of research outcomes is demonstrated by the 

monetary value which can be assigned to current market 

research information. 

It is clear from the preceding discussion that no matter how 

arduously the field researcher works to design a rigorous, 
well-defined research programme, the. 'issue of achieving 
access to his data (i. e. company access) can override the 
priorities of academic criteria which may, initially, have 
been of prime importance. 
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The subjects, for example, in this study were sampled 
from supervisors employed in those companies willing to 

participate'in the research and which value the benefits 

which may be accrued from the research outcomes. If, as was 
Initially hoped, generalisations concerning production 

supervisors in the food manufacturing sector were presented 

after the results of the study are analysed, then this 

would seem to be rather less valid than if all subjects 
were chosen at random from the whole population. It is 

also important to note that the companies who were prepared 
to participate in the sample differ from other companies 
which were not, by virtue of their different responses to 
the research proposal. - 

The difference between companies which have cooperated and 
those which have not illustrates the problem researchers 
face-when considering the issue of generalisability of 

results. It is possible that the lack of willingness to 

participate in a research study may be as a result of some 

organisational characteristic which differentiates the 

organisation from other, participating organisations. The 

issue of generalisability of results, therefore, becomes 

more controversial. 

3.3 Data Collection Methods 

The choice of the methods of interview and questionnaire 
was made as a result of an attempt to optimise the 

effectiveness of the proposed research in the light of 
several constraints. These include the time available 
for data collection, and the willingness of senior managers 
In participating organisations to invest subordinates' 
time In the research study. The latter constraint has had 

a considerable impact upon the design of the research. 
Whilst attempting to meet academically rigorous research 
criteria, the researcher is often presented with 
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conflicting demands from the more pragmatic practising 

manager whose preference is for realistic, implementable 

solutions to current organisational problems. 

The interviews which took place were semi-structured in 

nature and were conducted before the questionnaire was 

administered. Both the supervisor and his boss were 
interviewed and questioned on such issues as management 

style, work practises, company policies, and other 

contextual variables relevant to each work environment, 

such as'reward practises, career development and planning. 
In addition, some of the variables discussed during 

interviews were measured by questionnaire items. These 

variables are those which comprise the theoretical model 

presented in section 2.2 (page 54 ). Following the 

completion of interviews and questionnaires, the data was 

collated and content analysis performed upon interview 

data. Statistical analysis was performed upon data 

generated by questionnaire responses. The methods of data 

collection consisted therefore of semi-structured interviews 

with both supervisors and their immediate superiors using 

pre-planned discussion issues, and questionnaire items. 

It was envisaged that data gathered during interviews would 

represent a source of data complimenting that gathered 
through responses to the questionnaire items. The 

relationship between the theoretical constructs presented 
in the model (page 56 ) and items comprising the 

questionnaire are illustrated in Figure 9. 

The research questionnaire which were administered to 

supervisor and manager are presented in Appendix 1 and 2, 

respectively. 

The interyiews with each supervisor were semi-structured 
and certain conmon issues were discussed during the course 
of interviews and the subjects' attitudes and experiences 
concerning these issues were noted. The remainder of the 
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of the interview, after discussion of these common issues, 

was devoted to a discussion of subjects raised by the 

supervisor which he felt were-important aspects of the 

supervisory role, and which-had not previously been 

discussed. The subjects listed below constitute the specific 
issues. discussed during each supervisory interview. 

1. OrientationJGroup Allegiance/Group "Membership". 

2. RecruitmentJSelectionJDevelopment of supervisors. 

3. Communicating Relationship with Immediate Superior. 

4. Significant changes in the Supervisory Role over the 

period of the subject's work experience in that role. 
5. Sources of Job Dissatisfaction/Satisfaction. 

6. Level of Work Motivation. 

7. Relationship with Subordinates. 

8. Level of Role Ambiguity/Uncertainty/Lack of Clarity 

experienced by the subject concerning aspects of his 

work role. 

9. Status, Authority and Responsibility of Subject in his 
Work Role. 

These issues were selected to meet two objectives. Firstly, 

to provide an alternative method of measuring those 

variables in the supervisory questionnaire. Secondly, to 

provide data concerning contextual factors and those 

variables which may be described as related or associated 

with the main variables in the theoretical model. For 

example, major changes in the supervisory role may help 

to explain attitudes of the supervisor towards certain 
issues. One common example would. be the growth in 

automation and mechanised production facilities generally 
which is often thought to have reduced the level of "craft" 

or "skill" in the production process. This may have 
relevance to the levels of job satisfaction of supervisors who 
have previously derived much of their satisfaction at work 
from their involvement in what they see as "skilled" activites. 



Orientation is another issue included in the list of 
discussion topics as an aid to examination of the 

supervisor's role perceptions. It seems more likely 

that those individuals who express a belief that they 

occupy an organisational role located right in. the middle 
between management and workers, and who receive conflicting 
demands from both. groups, may be 

among those who experience higher levels of role ambiguity 
with management or the shopfloor work group. Those 

variables discussed which are described as "related" 

variables further contribute to achieving the objectives 
of research in that they may lead to a clarification of the 
supervisory role. For example, an e. xamination, of the thesis 
that the supervisor is the "man'in the middle"( a popular 
belief amongst managers and some researchers) has been 
facilitated by the discussion of orientation, group 
allegiance and group membership with supervisors. These 
discussions may further shed light upon the proposition 
by Child et al (1979) that line supervisors-are in a. position 
that is only marginally superior to that of manual workers. 

These interviews conducted with the supervisor's immediate 

superior (called "managers" from now on,. even though some 
were called assistant managers or superintendents) 
consisted of a similar process (which will be described 

shortly), but the major issues for discussion were 
restricted to those areas of the manager's role which 
concerned supervisors. The issues discussed were: - 

1. Management style of manager with particular 
reference to the task of managing supervisors. 

2. Manager's criteria for effective supervision. 

3. Manager's perceptions of the supervisor's role. 
Discussion of what the manager felt were the most 
important task elements df the supervisor's role. 
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All three issues concern the manager's perceptions of 
aspects of the "supervisory role, how the supervisor is 

managed, what are the criteria for effective supervision, 
and what are the most important task elements of the 

supervisors role. They are, therefore, valuable data in 
the process of-comparing perceptions of the supervisory 
role (and aspects of the supervisory work situation) 
between subordinate and superior. In addition, the degree 

of agreement between the two can be compared with the 

variable which measures the accuracy of role perceptions 
from questionnaire data. Figure 11 explains the shorthand 
forms of all variables in the theoretical model and the 

method which has been used to translate questionnaire items 
into the composite variables described in the model. 

Whilst the previous discussion concerns the content of 
interviews with supervisors and managers, the following 

section focusses upon the process the author has 

followed in conducting interviews. The explanation of the 

process and content of interviews is presented in an 
attempt to provide sufficient detail in order that future 

researchers may apply comparable methodological procedures. 
Heise (1972) points to this issue in his research which 
suggests the lack of procedural detail as one factor 
leading to the situation where different researchers, 
applying similar methodological procedures to the same 
data came to conflicting conclusions. 

The interviews with supervisors and managers were 
predominantly similar in that they followed the same 
overall pattern as described in the sequence overleaf. 



Vv 

Fig. 11 Key to Shorthand Forms of'Variables in the 
Theoretical Model and Employed in Analysis 
of Questionnaire Data 

VARIABLE NAME:. SHORTHAND FORM:. COMPUTED BY: 

1. JOB MOTIVATION JOBMOT (Items 1-4 
Section 3* 

ER (Items 1- 16 
Section 3* 2 

2. JOB SATISFACTION JOBSAT Z R(Items 1-7 
Section 6) 

3. NEED FOR CLARITY NCLARITY. 1(Items 1-4 
Section 1) 

4. ROLE AMBIGUITY ROLAMB j CR(Items 1- 14 
. Section 2) 

5. ACCURACY OF ROLE DROLPER £ ABS (Item lsup 
PERCEPTIONS OF Item l mgr) + 
SUPERVISOR 

3 ABS (Item 2 sup " (MANAGER) Item 2 mgr)+.... 
ABS (Item 34 sup 

Item 34 mgr) 
Section 4 of 
Supervisory 
Questionnaire 
& Manager's 
Questionnaire 

6. QUALITY OF QUALCOM R(Item 1- Item 2) 
COMMUNICATING + Item 3 
RELATIONSHIP Section 5 

7. RELATIONSHIP - RELNBOS Item 4" Section 5 
BETWEEN MANAGER 
AND SUPERVISOR 

C * Section number refers to R= reverse score ) 
C Questionnaire appropriate items. ) 
C 
C Patchen Scale (Pilot Study) 3= Item lmgr to 34 mgr 

comprises the 
) 
) 

2 Modified Scale (Main Study) Managers Questionnaire ) 
C (Task Rating Form) ) 



A. Introduction of researcher and study to the 

interviewee - the objectives, methods and outcomes 

of the study. 

B. Discussion of major issues (as defined previously), 
the main aim being to elicit attitudes towards issues. 

C. Discussion of aspects of the supervisory work system 

which the subject decided were most important. 

(Assuming these were not covered in B above). 

D. 'Description/Explanation of the supervisory and 

management questionnaire by the researcher, and 
discussion of its content, use, confidential nature 

and value as a research instrument. 

E. Distribution of the questionnaire to each subject. 
Each individual was given a questionnaire and a 

reply-paid envelope addressed to the author at the - 
conclusion of each interview. 

The interviews have been described as semi-structured and, 
according to the typology illustrated in Table 3, fall- into 
the top right-hand quadrant of the diagram (I). This 

type of interview allowed the respondent to answer a pre- 
planned set of questions in any way he chose. The 

supervisory interviews took at least one hour (up to a 
maximum of 3), and on average li hours to complete. 
Interviews with managers lasted typically, one hour and 
never exceeded two hours duration. 

One of the main research objectives during this phase of 
the fieldwork was achieving a situation where subjects 
could respond openly to questions about their work, their 
experience, and their attitudes to work. Much research 
effort was directed towards the successful achievement of 
this goal. 
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The method of encouraging feelings of trust in the 
interviewee will now be discussed. The author considers 
that the issue of trust and personal risk-is crucial in 
terms of the role they play in the collection of accurate 
data using interview techniques. In many cases, supervisors 
arrived at the interview room with little knowledge of the 

objectives or process of the research study. They had 

commonly only been informed that a researcher-would be 
interviewing them about their work and that they should make 
themselves available for interview at a specific time. 
Often, the first task facing the author in conductingthe 
interview was to answer' subjects' questions concerning 
the reason for his presence in the interview room. The 

scope and content of the study was explained and its 

independent and confidential nature described. The 

distinction between the research and consultancy role was 

clarified to the subject by the author, emphasising the 
fact that no fees were payable to the author for his 

involvement with the organisation, and therefore he was 
independent of the company and its management. - The final 

company report was described as one research outcome. 
The author confirmed that he guaranteed confidentiality of 
the report in that no individual supervisor or manager 
(or any one department/section) could be identified from 

the report. 

The second issue normally discussed in the supervisory 
interview was the potential "pay off" which could be 

received by an individual as a result of participation 
in the study. Indeed, the prospect of a company report 
as an outcome of the research is not one which could be 

seen to benefit (and therefore be attractive) to many 
supervisors. The tact that a report concerning the 



attitudes and experience of the supervisory group in the 

company was to be produced and passed to senior managers 
was not an outcome which elicited an enthusiastic response 
from supervisors. However, when described in terms of 
"the opportunity to communicate (albeit initially one-way) 
directly with senior managers" and to "get your voice 
heard", it became something-seen-by-many subjects as worthwhile 
and of possible benefit to themselves. As a further 

element in the discussion of the research study, supervisors 
generally agreed that given the provision of accurate 
information one is more likely to reach better'quality 
decisions than if less accurate information is provided. 
The research study was then referred to in terms of a process 
for collecting "accurate" information, analysing it, and 
presenting the findings to those individuals concerned with 
making decisions within the organisation. 

Another component of the first stage-of the interview was 
a brief summary of the author's practical experience in the 
field under study. That is, reference to the author's 
first-hand experience of the supervisor's role (in the 
production function) in the food industry, and a 
demonstration of his understanding of the supervisory work 
system. This often encouraged a short mutual exchange of 
experiences, often anecdotal, between the subject and the 
author. To summarise the first stage of the interview with 
supervisors, the following parts can be identified: 

1. Explaining/Describing the study. 

2. Trust building. An attempt to reduce the 
subject's anxiety - often concerned with 
personal identification. 

3. Establishing the credibility of the author 
through a summary of personal experience in 
the supervisory role. 
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4. Emphasising the importance of discussing both 

positive and negative (favourable and 

unfavourable) aspects of the supervisory work 

system referring to both the human and 

technical elements of the system. In addition, 

mention of the dependence of the success of the 

study upon the integrity of subjects was made. 

5. Determining the personal benefit which may be 

derived by individual subjects through 

participation in the study and the importance of 

collecting "accurate" data (and therefore a 

true reflection of subjects' attitudes to their 

work). 

Stage 2 comprised a discussion of the major issues (listed 

previously), where the open-ended interviewing method was 

employed, asking predetermined questions yet allowing the 

respondent a free choice in response. The form of the 

questions used during interviews is presented in Figure 12 

categorised under each subject. Although each subject 

category was introduced to the interviewee in the form of a 

question, the subsequent discussion was as rich in data as 

responses to specific questions. Both 

aspects of the data above will be analysed and reported in 

the following chapter. That chapter includes a presentation 

of the analysis of questionnaire data. - Whilst the 

largest proportion of the following chapter (in terms of 

volume) is directed towards a report of analysis of 
interview data, the author views the analysis of questionnaire 

data as. possessing equivalent-value to the analysis of interview 
data. 

The method of analysis which has been applied to the 
interview-data is content analysis. This technique 
involves the arrangement of interview data into subject 
categories and assigning an assessment of attitude 
towards that subject, in this case either favourable 
(positive), neutral, or unfavourable (negative). In 
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Fig. 12 

1. 

2. 

3. 

4. 

5. 

6. 

Form of Interview 
by Subject Catego 

ORGANISATION/GROUP MEMBERSHIP/GROUP ALLEGIANCE 

(i) As a supervisor, to which group do you feel 
more closely associated - management, group 
between management and workforce, shopfloor 
work group? 

(ii) Of which group would you say you were a 
member? 

(iii) Do you feel any allegiance to any one group? 
If so, which one? 

RECRUITMENT/SELECTION/DEVELOPMENT OF SUPERVISORS 

(i) What do you feel are the most important skills 
and abilities a person should have if he is to 
become a successful supervisor? 

(ii) If you were selecting a supervisor what sort 
of background experience would he have? 

(iii) How are supervisors selected/recruited/trained/ 
developed in the company? How do you feel 
about this? 

COMMUNICATING RELATIONSHIP WITS. IMMEDIATE SUPERIOR 

(i) How would you describe the way you and your 
immediate boss communicate? 

(ii) What information do you receive from your 
boss on a regular basis? Do you feel it is 
adequate/useful/timely/trustworthy? 

SIGNIFICANT CHANGES''IN THE SUPERVISORY ROLE 

(i) What do you feel are the major changes that 
have occurred in your job/the company since 
you first became a supervisor? 

SOURCES OF JOB SATISFACTION/DISSATISFACTION 

(i) What do you feel are the major sources of job 
-Satisfaction/Dissatisfaction for you in your 
job? 

LEVEL OF WORK MOTIVATION 

(i) How motivated do you feel in your work? 
(ii) How much effort do you put into your job? 

Could you put in any more? 

stions Classified 

(iii) What sort of things do you think affect your 
level of motivation at work? 



7. RELATIONSHIP WITH SUBORDINATES 

(i) How would you describe your relationship with 
your subordinates? 

. 
8. LEVEL OF ROLE' AMBIGUITY/UNCERTAINTY/LACK OF CLARITY 

(i) Do you ever feel a lack of clarity/uncertainty 
in your job? Is this common? When do you 

- find yourself in such situations? 

9. STATUS. ' AUTHORITY AND RESPONSIBILITY OF SUPERVISOR 

(i) What status do you feel you have in the 
organisation? How do you feel about that? 

(ii) How much authority do you have in your 
job? How do you feel about that? 

(iii) How much responsibility do you have in your 
job? 
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this study the author has arranged all interview data into 

subject categories and determined the nature of the 

interviewee's attitude from interview notes and comments. -made by 

subjects during interviews. '. In- the following chapters the author 
has selected representative comments made by interviewees which 

were thought to be typical of a group of similar attitudes 
elicited from different individuals. 

The research questionnaire used during initial data 

collection is attached in Appendix I of this thesis. 

A summary of the methods by which the. above variables are 

measured (and the relevant questionnaire sections) 
follows below. 

Need for Clarity Index (Section I) 

This measure has been chosen as the most relevant, 

reliable and valid instrument currently available which 

assesses the individual respondent's need for clarity 

concerning his work role. The measure concerns the role 
incumbent's evaluation of the importance of knowing, in 

detail, how to perform a job, what comprises that job, 

what the limits of the individual's authority are, and 

the importance of performance feedback to the job 

incumbent. The index was developed by Lyons (1971) and 

consists of four items each with-five alternative 

responses ranging from "extremely important" to "not at 

all important". This variable is scored so that a high 

value indicates an individual with a high need for role 

clarity, and a low value an individual with a low need 
for clarity. Lyons reports that intercorrelations of items 

within his sample were positive and significant, with a 

median r of 0.38. The Spearman-Brown split-half 

reliability for the index was estimated by Lyons to be 

0.82. 
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Role Ambiguity (Section 2) 

The 14 items used to measure role ambiguity are taken 
from the Rizzo et al (1970) scale, which has been shown 
to be factorially identifiable and independent from 

role conflict. This scale has been a commonly used 
scale by researchers for the measurement of role ambiguity 
since its construction in 1970. 

The variable measures an individual's perception of role 
ambiguity as experienced by the incumbent in his work 
role. Role ambiguity has been defined by Rizzo et al 
in terms of the "predictability of the outcomes or 

responses to an individual's behaviour and the 

existence of clarity of behavioural requirements which 

may serve to guide behaviour and provide knowledge that 

the behaviour is appropriate". Responses to the items 

in the measure therefore represent an individual's 

subjective assessment of certainty concerning his duties, 

authority, time allocation, and relationship with others 
in his work environment. In addition they reflect the 

clarity (or lack of clarity) concerning company 

guidelines, directives, and policies and the incumbent's 

perception of his ability to predict the outcomes of his 

behaviour. In other words, role ambiguity can be seen 
as the lack of clarity of role expectations and the 
degree of uncertainty regarding outcomes of role 

performance which an individual experiences. 
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Subjects in the sample are requested to indicate the 

extent to which each statement in the section is an 
accurate description of their job situation. Response 

alternatives are arranged on a 5-point scale ranging 
from very true to very false. Internal consistency 
estimates of the reliability of the measure have been 

calculated in excess of 0.80 (Miles, 1975). 

Schuler, Aldag and Brief (1977) examined the properties 

of the role ambiguity scale developed by Rizzo et al 
(1970) and consistent support was found for each scale 

across six samples. All the internal consistency 
reliabilities exceeded Nunnally's (1967) criterion of 0.5 

to 0.6, with those in all but one sample exceeding 0.7. 

The authors recommended that future research using this 

role ambiguity scale be directed at several issues in 

role' perception research. They include investigation 

of the individual moderators of the perception of the 

responses to role ambiguity, and the relationships 
between "objective" and "subjective" levels of role 

ambiguity, both of which are directly relevant to the 

current study in that both subjective ("felt") ambiguity 
(using the Rizzo et al scale) and "objective" ambiguity 
(by means of an index of role perceptions) are measured. 

Job Motivation (Section 3) 

The job motivation measure employed here is Patchen's 
(1965) index. The items in this section attempt to 
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measure the level of aroused motivation on the job, 

from the standpoint of devotion of energy to job tasks, 

which is the most-useful measure of motivation with 

respect to this study. The index comprises four five-point 

Likert scales. From among 22 items which Patchen tested 

as indicators of general job motivation, two questions 
Cl and 2) were selected as showing evidence of validity. 
Patchen combined these items to form what he calls Index A. 

From another study, two items (3 and 4) showed evidence of 

validity and were added to Index A (Questions 1 and 2) 

to form ten Index B, as shown in the questionnaire 
(Appendix. I). The test-retest reliability for Index A 

only was calculated by Patchen to be 0.80. for individual 

scores, and 0.83 for small groups. He concludes that the 

indices of job motivation have a fairly good ability to 

distinguish among. individuals or groups when there is 

considerable variation in index scores and/or on the 

criteria being predicted. It is suggested that of all 

the indices, Index B (all 4 items) is probably the best 

for use in distinguishing among individuals in the same 

work unit or same type of work unit. It is this index 

which is adopted in the current research in order to 
distinguish between supervisors in similar working, 

environments who have varying levels of job motivation. 

Task Rat'i'ng Form/Role' Perceptions Measure (Section 4) 

The task rating form has been designed to assess both the 

supervisor's and his immediate superiors' perceptions of 
the supervisory work role. The respondents are required to 

evaluate the importance of 34 items reflecting 7 primary 
dimensions of the front-line supervisor's job as described 
in a study by Dowell and Yexley (1978) concerning 
development of a work behaviour taxonomy for first-line 

supervisors. The supervisor and his superior complete 
the task rating form independently and the degree of 



agreement of accuracy of role perceptions (of the 

supervisor) is reflected in a discrepancy score. 

Dowell and Wexley used factor-analytic methods to 

determine the major dimensions of supervisor work 

activity. On the basis of the resulting factor structure 

and an interpretation of the factors, the 7-factor 

solution was selected by Dowell and Wexley as "the most 
interpretable and parsimonious solution to the analysis". 

The 7-factors accounted for 48% of the total variance. 

The factors identified are as follows (definition for 

each factor were based-, -on the specific work activities 
having factor loadings > 0.35 on the factors): - 

1. Working with subordinates (items 1-7 inclusive) 

2. Organising work of subordinates (items 8-12 

inclusive) 

3. Work planning and scheduling (items 13-15 

inclusive) 

4. Maintaining efficient/quality production 
(items 16-20 inclusive)' 

5. Maintaining safef clean working areas (items 21- 

24 inclusive) 

6. Maintaining equipment and machinery (items 25- 

29 inclusive) 

7. Compiling records and reports (items 30-34 

inclusive) 

The original Dowell and Wexley instrument contained over 
100 items concerning supervisory work activities. The 

current task rating form collapses the longer instrument, 
in the interest o. t parsimony and pragmatism, down to 34 
items and incorporates those items from each of the 7 
dimensions which possess the highest factor loadings on 
the "factors. 



Communication (Section 5) 

This section attempts to measure the communicating 

relationship variable which concerns the communicating 

relationship between supervisor and his immediate superior, 

as seen by the' supervisor. The measure examines several 

aspects of communication. They are: - _ 

(a) The discrepancy between actual and ideal 

("should be") frequency of communication 

with boss (item 1 and 2) 

(b) The perceived quality of information- 

received from superior measured by the 

respondent's (supervisor's) rating on a 
5-point scale, of the information as timely, 

trustworthy, useful, and adequate. 

(c) The individual supervisor's rating of his 

relationship with his immediate superior 
(on a 5-point scale) with a response range 
between "not at all good" and "extremely 

good". All measures'. in this section are 
adapted from S. Vinnicombe's communication 
instrument (1978). 

It is suggested that a low frequency of communication 
between boss and supervisor, a high discrepancy between 
actual and ideal ("should be") communication frequency, 
low ratings of timeliness, trustworthiness, Usefulness, 

and adequacy of information, and ä low rated quality of 
relationship between boss and supervisor, all contribute 
toward both a low accuracy of role perceptions of the 
supervisor and therefore likely to lead to a high degree 
of role ambiguity which may be experienced by the 
supervisor. 
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The split-half reliability for the communication scale 

was determined by Vinnicombe (1978)'to be 0.70. The 

sample to which-the scale was administered comprised 4 

organisational groups (pilots, clerical staff, engineers, 

and duty officers), and involved 1201 
individuals. The same sample was employed to establish the 

reliability of the job satisfaction-scale. 

Job Satisfaction (Section 6) 

The final section of the questionnaire derives from the 
Vinnicombe study (1978), and is designed to measure the 

role incumbent's overall job satisfaction on a 5-point 

scale. Respondents are required to indicate the extent 
to which 7 items reflect the individual supervisor's 

attitudes towards his job, responses ranging from "to 

a very little extent" to "a very great extent". 
Reliability for this scale was reported by Vinnicombe to 

be 0.85. 

Summary 

This chapter has described the methodology which has 

been employed in the study including the overall research 

strategy and design, and the constraints that have 

influenced the choice of research design. The sample 
design has been presented and the designation of 
"incidental sample" best describes the type of sample 

used in this research. Figure 8 illustrates the range of 

practical constraints which have influenced the study 
design employed in this study, and the advantages and 
drawbacks of field studies are discussed. 
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The achievement of organisational access has been 
discussed with. reference to the practical elements which 
may influence the success of achieving access and some 
guidelines to researchers contemplating comparable 
procedures. Figure 10 summarises those factors found to 

contributetowards the successful achievement of 
organisational access. 

Both the data. collection methods of interviewing and 
questionnaires are examined with reference to the 

measurement of variables comprising the theoretical model 
and other,. contextual variables. The type of interview 

selected is defined as semi-structured and the 

questionnaire scales are explained in terms of the 

composite variables derived from them. In addition, the 
technique of interviewing has been determined, isolating 
the different stages in the interview process. 



CHAPTER FOUR 

RESULTS OF THE PILOT STUDY 

4.0 Introduction 

The aims of this chapter are to present---the results of the 

analysis of data collected from the three organisations - 

participating in the pilot study. The objectives of the 

pilot study were to test the methods of data collection 

and examine the data to establish whether selected 

variables exhibit the relationships suggested in previous 

chapters. Further, patterns of attitudes are investigated 

to determine their conformity with the working hypotheses 

outlined earlier. 

4.1' Pre'limi'nary Fieldwork Activities 

The results of the initial fieldwork activities are 

discussed in the following sections.. Both the process of 

conducting field research and the results are discussed. 

The modifications to the original methodology which has 

been adapted in the main field study are explained, 

indicating the directions which further research has 

taken. 

Of the nine companies representing the total number of 

organisations participä. ting in the research study, three 

comprised the pilot study sample population. In each 

case the practical constraint of, availability of 

supervisors and managers has determined the final number 

of individuals participating in the study. The 

managements of the three pilot study organisations chose 
to introduce the research to individual supervisors and 

managers using one of two approaches. That is, 



individuals' involvement 
. 
ln'attending interviews and 

completing questionnaires was either completely 

voluntary, or potential subjects were informed by their 

managers that the company wished to assist in the research 
in every way and that they should attend for interview at 

a prescribed date and time. Company 1 and 2 chose the- 

former approach, whilst company 3, the latter. The main 

effect of the type of approach chosen by each organisation 

appears to be the degree of suspicion individuals expressed 
during the earlier stages of the interview. Overall, the 

impression formed by the author is that those individuals 

who regarded their participation as voluntary appeared 
less suspicious than those who were merely informed that 

they should participate in the research. Table Five 

describes the location and product sector occupied by 

each company comprising the pilot study sample. 

Both company 1 and 2 represented individual manufacturing 

units which were components of larger groups of companies, 

producing other food and non-food products. Company 3 is 

the only U. K. based manufacturing facility of an American- 

owned confectionary products manufacturer. The chief 

executive of each unit has profit responsibility and 

reports to a central administrative body on a regular 
basis. However, most matters of employee policy (excluding 

pay) are decided at a local level by the senior management 
group, all of whom (in each of the three cases) were located 
at the site of the manufacturing unit. 

At each plant the structure of the operations function was 
similar to the others in overall design and the variations 
can be encompassed within the framework presented in 
Figure 13. The similarity between the pilot study organisations 
lies in the structure of the operattonsfproduction function. 

Variations exist between-the overall organisational structure 

of participating organisations. 

The interviews conducted during the pilot study involved a total 

of 61 supervisors and 16 managers, the' distribution of subjects 
between organisations is shown in Table 7. 
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which describes, in additon, the overall response rate of 
individuals towards completion of questionnaires. 

As described earlier, Company 1 and 2-devolved the decision 

concerning participation in the study to the level of 

participants, and in both organisations over 70% of the 
total number of supervisors on site during the period in 

which interviews were conducted attended interviews. In the 

case of Company. 3, a response rate of 78% of all supervisors 
on site at-the time of interviewing was achieved. Each 

organisation provided a "quiet room" (usually-part of the 
training or personnel department) away from the shop floor 

manufacturing operation for the purpose of conducting interviews. 

A profile of the supervisors is presented below in Table 6, 
describing the mean, standard deviations, maximum and minimum 
values of the biographical variables which were measured. The 

variables include age of supervisor, the number of years he has 

occupied a supervisory role, the number of subordinates who 

report to him directly, and the number of years he had worked 
in his position prior to his advancement to supervisor. 

Company 1, situated in a large industrial complex in a city 
in North West England, suffered a recent history of low 

profitability. Managers in the organisation were aware of 
the atmosphere of apparent "gloom and doom" prevalent in the 

plant and were concerned to discover how the change in 

profitability had affected supervisors attitudes to their work. 

Company 2 was sited in a much smaller, less industrially- 
developed town on the South coast. of England. Well-known for 
its stability and good rates of pay, the plant had recently 
introduced a new product line which involved some change in 
the work activities of supervisors, as well as training in the 

new process and product specifications. 

Company 3, in common with the two companies above, was under- 
going their own type of change. In this case a four-day 
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Fig 13 ORGANISATIONAL*STRUCTURE"OF OPERATING 

FUNCTIONS IN ' PILOT' STUDY' ORGANISATIONS 

PLANT (COMPANY) OPERATIONS MANAGER (DIRECTOR) 

GENERAL (OPERATIONS) MANAGER 

º PRODUCTION TECHNICAL/ QUALITY I. II 
DIVISIONAL 

I 
DIVISIONAL 

PLANNING/ ENGINEERING CONTROL (DEPARTMENTAL) (DEPARTMENTAL) 
CONTROL MANAGER MANAGER MANAGER MANAGER 

4 
DIVISION A DIVISION B 

- 
(DEPT. A) (DEPT. B) 

II 

SECTION (SHIFT), 
MANAGER 

SUPERVISOR (FOREMAN) 
(ASSISTANT MANAGER) 

CHARGE ND 
(LEADING HAND) 

I 
SECTION (SHIFT) 
MANAGER 

SUPERVISOR (FOREMAN) 
(ASSISTANT MANAGER) 

CHARGEHAND 
(LEADING HAND) 

OPERATIVES OPERATIVES 
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production week had been introduced, with non-manufacturing 

activities (cleaning, maintenance, painting) taking place on 
the fifth day. This provided, again, a change in the work 
activities of supervisors who were required to supervise a 
group activity not previously experienced by either 
subordinate group or supervisor. 

The similarities across all these organisations, apart from 
the "change phase" which could be identified in each, and the 

organisation of the operations/production function, included 
the organisation's attitude towards supervisory performance. 
In each case senior management expressed not only a deep 

concern in the current level of supervisory performance, but 

were also interested to examine supervisory attitudes towards 
their work. 

Whilst there were clear differences in, for example, the 

physical size of plant and type of production plant, this 

study has attempted to identify the common issues relevant to 

production supervisors and to discover the work attitudes 

which are most commonly shared between supervisors. The 

supervisory profile describes the statistics arising from 

analysis of the biographical data collected during the pilot 
study. The average age of supervisors in the pilot study was 
found to be 47.5 years, which lies between the average age of 
samples of supervisors researched in the NIIP survey (1951), 
(45), the Government Social Survey Report (1968), (46), and 
the average age of 156 supervisors studied by Child (1982), 

which was 50 years. 

As all three of the pilot study plants (and all of the main 
study plants) were food manufacturing plants, the average of 
9 years experience as a supervisor compares more closely with 
Child's result for the engineers plant (10 years) than the 
food plant (13 years). The average length of supervisory 
experience of the pilot study sample of supervisors is also 
somewhat less than that reported in the RIM study (1976) 

which was found to be 13 years. 



4.2 Analys, i's- Of QuiestIonna: ire Data- 

The scales comprising the supervisory questionnaire and 

a description of their contents are described elsewhere 
(Appendix 1 and Section 3.3). A total of 58 completed 
supervisory questionnaires were received, the respondents 
completing their questionnaires sometime after the 

conclusion of their interviews, and sending them to the 

author at Cranfield. 

The purpose of analysis of the pilot study questionnaires 
is now discussed. Firstly, the internal consistency of the 

scales used in the questionnaire was to be tested in an 
organisational context similar-to that of the main study, and 
the outcome of the test was to determine whether any changes 

were required. Secondly, the validity of the questionnaire 
was also tested for face validity. The, overall process was 
designed to indicate the value and relevance of the supervisory 

questionnaire as a useful data gathering instrument. 

Whilst the exercise described above took first priority, the 

author also proposed to identify those results of data analysis 

which could be seen to support of refute the research 
hypotheses presented earlier. Another aim at this stage was 
to identify evidence which may have led to a modification of 
the theoretical model. The overall process was not one of 

rigerous hypothesis testing at this stage and the statistical 
analyses were performed to indicate whether proposed relation- 

ships between variables existed in the data. It is worthwhile 
to consider at this point some of the statistical groundrules 

which have subsequently been adopted in the analysis of main 
study data. 

In making decisions concerning the outcomes of statistical 
data analysis, two types of error may be encountered. They 

are, Type I error - which is rejecting the Null Hypothesis 

(no difference) when it is true, and Type II error - which 
is accepting the Null Hypothesis when it is false. * The level 

of probability at which the Null Hypothesis may be rejected 

and the original hypothesis accepted is commonly known as 



the level of significance. Most often-quoted values for 

levels of significance in the behavioural sciences are . 05 

and . 01, which indicate that there would be'5 or 1 chance 
in a hundred, respectively (depending upon which level was 
chosen), of making a Type T error. In studies such as this 
the researcher has some control over the choice of 
significance level, which is largely dependent-upon the risk 
he or she wishes to take. The risk concerns the chance of 
being wrong in accepting, or rejecting, a tested hypothesis. 

In this study the author has adopted the . 05 level of 
significance, which represents the compromise between a too 
loose and too rigerous significance level. Siegel (1956, p. 18) 

refers to guidelines for the choice of appropriate 
statistical tests: 

"There are considerations other than poater'whick'enter into 

the choice of a statistical test. In this choice we must 
consider the manner in which the sample of scores was drawn, 

and the kind of measurement or scaling which was employed 
in the operational definitions of the variables involved.... 

all these matters enter into determining which statistical 
test is most appropriate for analysing a particular set of 
research data". 

Siegel concludes that the power of statistical analysis is a 
function of the statistical test used in the analysis, and he 

suggests that a test is good if it has a small probibility 
of rejecting the Null Hypothesis when true, but a large 

probability of rejecting it when false. 

A statistical test is only valid under certain conditions, 
those conditions being determined by the statistical model and 
the measurements. For example, in parametric tests the 't' 

and 'f' tests have a variety of assumptions underlying their 
use. When these assumptions have been met, they are most likely 

of all to reject the Null Hypothesis when false. * However, in 
many research studies, these assumptions are not met. This 

position applies to most of the current data in that the 



measurement is not as strong as interval scale measurement. 
Therefore, for the most part, non-parametric tests such as 
Spearman's rank correlation, are utilised in the analysis 
of data in this study. Some parametric techniques will be 

employed for illustrative 'purposes only. 

The above reference to levels of measurement concerns the 
relationship between the different levels of measurement 
and the appropriate statistical tests relevant to that level. 
There are four levels of measurement - nominal, ordinal, 
interval, and ratio - different statistical tests being 

appropriate at each level. The "rule" expressed by Siegel 

requires that data which*is measured by either-nominal or 
ordinal scales should be analysed by non-parametric methods, 
data measured by interval or ratio scales may be analysed by 
parametric. 

In this study data has been measured by either nominal or 
ordinal scales and therefore predominantly non-parametric 
tests will be applied to data analysis. The statistical 
tests used in the analysis of pilot and main study data are 
those which can be found in the Statistical Package for the 
Social Sciences (Nie et al, 1975) which has been useful in 

providing a unified and comprehensive package that is 

convenient, easily accessible, and appropriate for the 

analysis of questionnaire data. 

The main aim of the author at the data analysis stage of 
the pilot study was to evaluate the supervisory questionnaire 
as a research instrument, and identify evidence which may 
support or refute the research hypotheses. 

In order to assess the usefulness of the supervisory 
questionnaire several tests were performed to determine the- 

reliability of the instrument. Prior to testing, however, 
the questionnaire was presented to experienced researchers 
at C. T. T. for comment and criticism. Whilst the scales have 
remained basically unchanged after this exercise, several 
words perhaps more relevant to an American culture 
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were substituted with their anglicised equivalents. The 

structure of the questionnaire (sequence of scales) was 
also slightly modified to improve ease of reading for 

respondents. 

The supervisors questionnaire was presented to a small 
group of production supervisors (12 -4 from each-pilot 
study organisation, these individuals not participating 
in the study) for their comments upon the face validity 
of the instrument and overall opinion of the questionnaire. 
The response was predominantly favourable in terms of 
content, however, some individuals (5) felt that the scales 
were not clearly explained, in terms of what was expected 
of the respondent in completing the questionnaire, at the 
beginning of each section. These explanatory notes were 
re-written to the satisfaction of the supervisors who 
reviewed the questionnaire. Another comment made by 

several individuals (4) was that reply-paid envelopes 
should be provided (addressed to the author) in order to 

reinforce the respondents' feelings of confidentiality 
towards the interview and questionnaire. 

The next step in testing the supervisory questionnaire was 
to perform an analysis of scale reliability. Reliability 
is often viewed (Cronbach 1960, `Nunnally 1967) by theorists 
and researchers in the field of the behavioural sciences 
as an important property of a measure and can be defined 
(Guilford 1954) as the 

"Degree to which results of measurements are error-free, 
that is, are attributable to systematic sources of 
variance". 

In other words, to the extent that scores yielded by some 
measure are error-free, to that extent the measure is 
reliable. The theorists Spearman and Holzinger (1924) 
reported that an observed score (Xo) has two components, 
a true score (XT) and an error element (XE). Xo is 
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merely the result of the measurement, but the true score, 

XT, is the result that would occur given an error-free 

measure of an attribute. Whilst the true score (XT) 

value cannot be known, it can be estimated by measuring 

an attribute a large number of times and calculating the 

mean of all the observed-scores; the average-of all such 

observed scores (Xo) equals the'true score (XT). From 

statistical theory it can be shown that when true scores 

and error scores are statistically independent of-each 

other, then the variance of the observed scores (ß-o2) 

equals the sum of the variances of the true scores (a'T2) 

and error scores ((rE2). In equation form this becomes: 

äo2 = Cr T2 +T E2 

The reliability of a measure can be expressed in the above 

terms by stating that reliability is the true score 
variance divided by the observed score variance. - That is, 

reliability, rxx = 6. T2 

ß' o2 

As mentioned previously the values of true scores and the 

variance of these scores are never actually known. There 

are methods, however, for calculating total and error 
variances for a set of scores and the reliability of a 

measure can therefore be'determined. In this study, such 

a method is the Internal Consistency Method. Nunally 

(1967), defines a test or questionnaire scale as internally 

consistent to the extent that there is a high degree of 
intercorrelation amongst the items that comprise the 

measure. The size of the reliability coefficient being 

based upon the average correlation among items (the 

internal consistency) and the number of items. The 

reliability coefficient is, therefore, one index of the 

effectiveness of an instrument and is a necessary condition 
for any type of validity. The reliability index 
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(Cronbach's coefficient alpha) has been calculated for the 
five scales in the supervisory questionnaire, and the 

results are presented below in Table 8. 

The criterion which was selected to determine an acceptable 
level of alpha was that described by Nunnally (1967), who 
suggested that for a new instrument a value of alpha 
between 0.5 and 0.6 was acceptable. Clearly, Patchen's 
job motivation scale does not fulfil the criterion set for 

an acceptable level of scale reliability. The decision was, 
therefore, made to modify the scale to improve its internal 

consistency. The Need for Clarity scale reliability index 
(Lyons 1971) was only slightly higher than the minimum 
acceptable. Here again, the author chose to attempt to 
improve the reliability of this scale. 

The small group of supervisors who (independently) provided 
valuable criticism concerning the validity of the 

supervisory questionnaire were interviewed and the subject 
of work motivation discussed in some detail. The author 
elicited statements from the supervisors concerning what 
they, felt job motivation was in the context of their work. 
Questions such as "what would you look for in a supervisor, 
if you were trying to gauge how motivated he was? ", 

generated ideas concerning the measurement of supervisors' 
job motivation. The main focus of the discussion was to 
determine what supervisors felt were accurate measures of 
an individual'-s desire to expend effort on a work task. 
The outcome of the interviews helped shape the design of 
the modified motivation scale (Section 3- Supervisory 
Questionnaire - Appendix 1) which was extended to 16 items 
incorporating items from the Wherry and South scale (1977), 
(which were relevant to the desire to devote energy to work 
tasks) and items generated by supervisors themselves. 

As. Ghiselli (1964) has suggested, "a useful strategy for 
improving the reliability of a scale is to increase its 
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length in an attempt to improve internal consistency, 
and hence reliability. The job motivation scale was 
therefore lengthened and changed from 4 to 16 items. 

The resulting scale was re-submitted to the group of 

supervisors mentioned earlier for review and after, 

minor grammatical alterations, the group agreed its 

apparent validity. 

A further sample of 15 supervisors was then selected, 

at random, from an alphabetical list being drawn up of 

all supervisors (a total of 60) and every fourth name 

was chosen. Unfortunately, whilst'15 were selected at 

random, 2 were replaced by substitutes due to sickness 

and holidays. The job motivation scale was mailed to. the 

15 supervisors with a covering letter explaining this 

was not part of the main survey, but a valuable element 
in validating part of the questionnaire. The responses 

were-used to recalculate the reliability index which 

was found to be over 0.75. 

The 'Need for Clarity' scale was also changed. The process 
known as scale purification was performed by removing 
item 4 from the scale which had a very low correlation 

with all other items in the scale. The reliability index 

resulting from removal of this item was 0.85. 

The secondary objective of the pilot study was to identify 
data which may support the research hypotheses. The first 
test applied to the data was the Kruskal-Wallis one-way 

analysis of variance test (Siegel 1956,. pp 184-193). - The test was 
employed to decide whether the three groups of supervisors 
Cl from each organisation) were from different populations. 
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This technique tested the Null Hypothesis that the 3 

samples came from the same population. The requirement 

of the test is that at least ordinal measurement of the 

variables has been used. The results of the test for the 

variables job motivation, quality of communicating 
relationship between supervisor-and his boss, age of 

supervisor-, number of years as supervisor, accuracy of 
role perceptions of supervisor, number of subordinates, 

need for clarity, job satisfaction, role ambiguity, and 
the supervisor's rating of his relationship with his 

boss are-shown in Appendix 3.0 to 3.9. The level of 

significance chosen is the . 05 level. So for-each 

variable the level of significance has been set at 
CC. = . 05 which means that the region of rejection for 

the Null Hypothesis comprises all those value of H (which 

is calculated by the Kruskal-Wallis test) which are so 
large that the probability connected with their occurrence 

under Ho is equal or less than CC = . 05. The results 
indicate that only the accuracy of role perceptions 
(DROLAER), and job motivation variables have levels of 

significance sufficiently low to reject the Null Hypothesis. 
This result indicates the level of difference across the 
three samples, which in the-main-part-suggests that there 
is considerable similarity between the three'-groups of 
supervisors. 

The second test applied to the questionnaire data was the 
Mann-Whitney U-Test (Siegel 1956) which was designed to 'test 

whether it was likely that two independent groups were from 

populations with the same median. This test was performed 
to'determine whether the pilot study sample of supervisors 
did exhibit a h1gherý level of' ambiguity than another group 
(e. g. managers). Scores on the-ambiguity scale for a 
group of managers taken from the three companies (10 from 

each company including 2nd line (12) and middle managers 
(18) ) were compared with the scores of the supervisors in 
the pilot study sample. The-Null Hypothesis (Ho) was that 

L 
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. 
the two. groups were from populations with the same median and 

that the scores of=supervisors and managers on the ambiguity 

scale are the-same. The alternative hypothesis was that 

supervisors score significantly higher (at the . 05 level) 

than the sample of managers. As in this case, if. the -values 
of ni and n2 (nl = sample of managers (30), n2 = sample 
of supervisors (58) ) are larger than 20, then the sampling 
distribution of U approaches the normal distribution and 
the value of Z can be computed. The value of Z computed 
(Z = 2.67, p= . 004) showed that Ho has ap of less than 

. 05 and therefore the decision was to reject Ho in favour 

of Hl and the conclusion follows that supervisors' 
ambiguity score is higher than that of managers in the 

sample. 

The result of the test suggests some support for the 

statement that the level of role ambiguity experienced 
by supervisors in the pilot study sample is greater than 

that of the managers in the management sample. This data 

lends support to the hypothesis that supervisor's are 

more likely to experience higher levels of role ambiguity 
in their roles than other organisational groups. 

Another analytical technique applied to the pilot study 
data was Spearman's rank correlations. The results of this 

analysis indluding correlation coefficients (rs) between 

the variables measured, and their level of significance, 

are presented in Table 9'*. These statistics have been 

calculated by use of a computer program (Nie et al, 1975) 

as have the levels of significance which are derived from 

the associated value of 't'. The correlation coefficients 

of two relationships show significance at the . 001 level. 

They are the relationships between job satisfaction and 
role ambiguity, and the quality of communicating relation- 
sh. ip between the supervisor and his immediate superior 
(as rated by the supervisor) and the relationship between 
supervisor and his boss (also rated by the supervisor). 
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Other significant relationships are those between Need for 
Clarity and the relationship between supervisor and superior 
(called relnboss from now on as shorthand), between relnboss 
and the quality of communicating relationship between 

supervisor and superior (called qualcom as a shorthand form), 
between qualcom and role, ambiguity, and between role 
ambiguity and job motivation. Whilst these latter 

relationships have only modest correlations, the following 

relationships conform to the direction hypothesised 
. _. ." 

previously. They are: 

1. Role Ambiguity and Job Motivation - negative and 
significant at 

. 05 level. 

2. Role Ambiguity and Job Satisfaction - negative and 
significant 
at . 001 level. 

3. Qualcom and Role Ambiguity - negative and 
significant at . 05 
level. 

The largest and one of the most significant positive 
relationships is that between Relnboss and Qualcom. This 
suggests that those supervisors who rate their overall 
relationship with their superiors highly, also rate the 
quality of their communicating relationships highly. Low 
ratings of Relboss being associated with low ratings of 
Qualcom. 

4.3 Results' of Questionnaire Data Analysis 

Information concerning the supervisors' attitudes and 
experiences was recorded during interviews by means of 
notes taken by the author. In a minority of 
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cases (7) it-became apparent that the subjects were 

anxious and distracted by the process of note-taking and 

consequently, on conclusion of those interviews, a 

summary of the interview was written. 

In each case the participant organisation discouraged the 

use of a. tape recorder to record interviews as the method 

was viewed as undesirable from the point of. view of 

confidentiality and as an inhibitor to open discussion of 

work-related issues. 

The data resulting from all interviews with supervisors 

and managers-was collated by the author and ,a content 

analysis performed. The main subject areas (defined in 

Chapter 3) were discussed and those raised by individual 

interviewees were classified by, common subject area and 

analysed in terms of the respondents' favourable, neutral or 

unfavourable attitudes towards subjects. The results of 
the content analysis, the mechanics of which have been 

presented in the discussion of methodology in the previous 

chapter, are presented in the following pages. 

4.3.1 Major Changes in the Supervisory Role 

Supervisors were asked at the outset of the phase, during 

which pre-planned subjects were discussed, what they saw 
as the most significant changes (significant to them) that 
had taken place over the period of their experience as 
supervisors and what their attitudes were towards these 

changes. 

A large majority of the pilot study sample of supervisors 
(49 out of 61) referred only to their experiences with 
the organisation that currently employed them (only 24 

of the total sample have had "other" company experience), 
whilst the remainder mentioned, in addition, their 

L 



128 

experiences with other companies which had-employed them. 

The comments presented below, therefore, mainly refer to 

the subjects' work experience with their current employer. 

The responses to the question, "what do you feel are the 

major changes that have occurred in your job-and the 

company since you became a supervisor", have been 

categorised into two broad classifications. They were: 

1. References to changes in management personnel 

and their effects. 

2. References to changes in other aspects of the 

supervisory work system. 

A sample of representative remarks from each category, and 
commentary thereupon, is presented in the following pages. 

Category '1: ' References to Changes in Management 

The style and behaviour of managers and management generally 
is often mentioned, a typical comment is: 

"Management here is more efficient now, but this has caused 
more 'aggro' from the floor (shop floor). They're 
(management) much mdre worried about costs now - some people 
on the floor moan about the strictness these days" (Cl A4) 

Here, the individual has referred to the improved 
'efficiency' of management over his work experience and 
the effects upon attitudes of the workers on the shop floor. 
Concerning the movement of managers in terms of job 

mobility, the following comments are pertinent: 

"There are often changes in managers - about every 2 or 3 
years - which is bad for us (supervisors) acid the shop floor". 
CC2 B1) 
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"The new managers have changed a Zot over the Zast 5 years 

since I've been here - we used to care more about our 

people". (C3 B1) 

The latter comment represents a theme often mentioned which 
is the shift in management focus, from the superior's 

viewpoint, from managing people on the shop floor to 

managing costs incurred in the production process generally 

which naturally includes labout costs. Effects upon 

supervisory status are commonly attributed to changes in 

management and the effects of managerial decisions. For 

example, the remark below encapsulates the view that 

managers are largely responsible for the lack of respect 
the supervisor now feels. 

"We don't get the respect like before from managers and 
this effects the shop floor - it rubs off on them". (C3 A2) 

Reference concerning changes in the physical working 

environment were common, those referring to managers' 
influence are represented by the comments below: 

"Housekeeping's now very poor - we only get things done 

when there's a visit - some Y. I. P. -I think it's down to 
the management that's changed since I've been here". (Cl A3) 

Other physical changes which have occurred as a result of 

managerial decisions commonly refer to the production 
facilities (new plant, products, and methods of working) 

and new methods of working. 

"There have been technical changes, new machines and methods 
have increased productivity - it's about twice what it was - 
but management's the biggest difference - they're more 
professional today". (C2 BO 
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"We have grown a Zot - more products, more machines, and 

more admin. - but management is not so friendly as they were 

- they spend Zess time on the shop floor now". (Cl B2) 

The belief that managers spend less time on the shop floor 

than previously is apparently widespread and is viewed as 

unfavourable by a large majority of individuals who refer to 

the subject as a significant change. The comment below 

describes an example of this. 

"We used to see managers more often on the floor which showed 
they were interested - it helped us (supervisors) but now 
they always seem to be at meetings -I never see him in the 

morning these days - he's at a meeting and God knows what he 

does at them". (C3 B2 

Overall, the responses made by supervisors concerning the 
issue of changes that have affected the supervisors reflect 
the overwhelming negative attitude towards changes involving 

or caused (as seen by supervisors) by managers. 

A clear majority (over 75%0) of all supervisors described 

changes in their work situation with reference to manage- 
ment changes (either personal changes or changes attributed 
to managerial decisions) in negative (unfavourable) terms. 
Many supervisors described the major changes that have 

occurred in their work experience in terms of the effect 
of "managerial style" and the "quality of management". 
Some typical comments referring to these issues were: 

"Managers are much younger now - my manager is much younger 
than me - they seem to be all theory and no practical 
experience; but they move around a Zot which is no good for 
the department". (C3 B3) 
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"Top management has changed and this has effected everything. 
They are more careful now with costs and that - but you can't 

get sacked now unless you shoot the M. D.. The Unions know it 

and that production won't stop - so they have management over 

a barrel - our hands are tied now". (C3 A8) 

The latter comment concerns the feelings of lack of power 
of supervisors in dealing with the Unions and the shop floor 

work group. This change has been attributed to the changes 
in senior management personnel, who are seen by supervisors 

as more concerned with maintaining production levels than 

the discipline of employees. 

One strongly held attitude concerned changes in the power 
of Trade Unions and the management response to this change. 
An example of such an attitude was: 

"The workforce has changed a Zot since I came. They don't 

give a ..... now-Union power has got much more and 

management got weaker - they (management) won't support you 
like they used to - even over disciplining workers". (Cl C3) 

Further references to managers and management were made 
when discussing changes in supervisory authority, safety 
and hygiene. 

"T feet tike a bit of a messenger sometimes - I've tried to 
improve things on the floor - housekeeping, hygiene - but 

my manager won't back me up -I think he's scared of the Union". 
(C2 B1) 

The lack of "support" from managers and reduction in 

supervisory authority was often mentioned during 
discussions concerning changes in the power of Trade 
Unions. There was, however, a minority view amongst 
supervisors which were viewed as favourable changes in 

-management. 
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"Safety and hygiene have both got a Zot better - senior 

management has helped us a Zot to get there - with their 

support". (C3 B1) 

In summarising the most common attitudes of supervisors 

towards changes in the supervisory work system which have 

been influenced by, or attributed to, management (personnel 

changes or managerial decisions and behaviour), the 

following four factors appeared most frequently in 

discussions with supervisors. 

A. The influence of'management and changes in the 

management team was clearly visible and has had 

an important influence upon the supervisor's 

perceptions of his work. Overall, the main changes 

which have been influenced by management are 

referred to as : 

(i) Changes in production facilities, factory 

layout, types and range of products, plant 

processes. 

(ii) Changes in the physical component of 

supervisory work. Work is apparently less 

physically arduous today according to many 
supervisors. 

(iii) Changes in the style of supervision adopted 
by supervisors. 

(iv) Changes in the recruitment, selection and 
development of supervisors. 

B. Supervisors seem to recognise the power of management 
to implement change and affect attitudes(of shop 
floor operatives, for example, ) by their management 
style. 
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C. There is an implicit acceptance amongst supervisors 

that managers can greatly aid or inhibit the 

supervisor in achieving what he (the supervisor) 

regards as his work targets. The majority of 

responses in this section indicate that supervisors 

feel that managers have largely negative effects 

upon the achievement of supervisory work targets. 

D. Supervisors commonly refer to their belief that 

managers are less visible on the shop floor today 

than previously. In discussions with managers 

(supervisors' immediate superiors) many felt that 

this was a result of an attempt by management to 

allow "supervisors to manage" but supervisors, 

however, saw this move as an indication of lack of 
interest in shop floor activities. 

Category 2; concerns the changes which supervisors 
describe with reference to aspects of the supervisory 

work system which do not concern managers or management 
decisions. 

Category 2: References to Changes in Other Aspects of 

' the' Supervisory Work System. 

With reference to safety in the workplace, supervisors 
comments concerning this issue were predominantly 
positive. One comment describes the favourable response 
to this issue: 

"Safety is very much better now, my attitudes to safety 
have changed a Zot - we have to take much more care now - 
in the production departments and on the plant generaZZy. 
We should have done this before and not waited 'tiZZ we had 

to when the Law carne in". (Cl B l) 



Additional comments concerning legislation focussed upon 
health and safety at work and employment protection. Some 

remarks referring to these issues were: 

"The =in thing is the law. All these new rules about 
health and safety - and employment Zars puts a lot more 

responsibility on us". (C2 B j) 

The changes in legislation effecting the supervisor were 

often discussed in terms of changes in supervisory 
behaviour, particularly in respect of managing the shop 
f loor'work group. One supervisor commented: 

"I need to be a bit tactful and cunning today with the men - 
especially with the new Zaws and the Union - this is the big 

change for me - it's not like when we could send them down 
the road - which I don't agree with anyway". (C 1 B3) 

This comment reflects the recurring- appearance in answers 

of the change in supervisory behaviour in response to 

changes in legislation. Whereas in previous years many 
supervisors believed they had the authority to "hire and 
fire", the common attitude today is that although the 

authority to recruit and dismiss employees has been removed, 
supervisors perceive an increase in their responsibility 
with reference to health and safety in the workplace. 
They further recognise that legislation concerning 
employment protection has influenced their behaviour 

concerning disciplining and general management of the shop 
floor work group. 

A considerable amount of time during this stage of interviews 
with supervisors was devoted to a discussion of the changes 
in the supervisor's work tasks. Whilst the physical 
aspects of work (as noted earlier) appear to be less 
arduous today, the level of complexity and responsibility 
of supervisory tasks seem to have increased. 
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Several comments reflect this point: 

"It's more of a chaZZenge today - there's more to it - more 

machines - newer, more products, but it's Zess physical now. 

But we do much more figurework now - you need to be more of 

a diplomat too". (C2 Al) 

"My job is easier in that T don't do much physical work 

like before - I'm not so tired at the end of the day - 

but it's more work in another way - handling the men is 

trickier now - there are no big sticks any more". (C 1 A2) 

The change in supervisory work tasks may be seen as a change 

in a balance between a supervisory role comprising high 

authority and a high physical element in work tasks, and 

lower authority and less physically arduous work tasks, 

Whilst the balance appears to have been tilted towards the 

less physically arduous work tasks, the degree*of 

complexity and level of responsibility reported by 

supervisors seem to have increased over the period of 

many supervisors' work experience. A common concern of 

supervisors was the change in discipline amongst the work- 
force and wtarkßörce attitudes generally. Some typical 

remarks- are presented below. 

"There is a general Zack of interest in the job today - 
even with all these redundancies outside - people on the 

floor don't carne - this spreads through to supervisors too". 

CC1 Cl) 

"Discipline is not what it was - it's gone right down. I can 

remember when workers were proud of their jobs - they don't 

give a d=m now and nobody cares - so why should I? " (Cl A2) 

The comments made by supervisors represented in the 

previous text reflects the responses of supervisors during 
discussions of the major changes which had occurred during 
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TABLE 10 MAJOR CHANGES IN SUPERVISORY WORK SYSTEM 

AND ASSOCIATED ATTITUDES 

Major Changes Attitude 
1 Frequency 2 Rank 

Managers, 
Management 44-/4N/9+ 57 1 

Factory/ 9-/2N/41+ 52 2 
Production 
Facilities 

Legislation 9-/4N/21+ 34 3 

Type of Work 6-/3N/15+ 24 4 
(Complexity, 
physical element) 

Supervisory Style 5-/15+ 
. 
20 5 

Selection 10-/lN/5+, 16 6 
Recruitment 

Supervisory 12-/3+ 15 7 
Status 

Job Interest 9-/1N/2+, 12 8 

Training 7-/3N/l+ 11 9 

Trade Unions 6-/1+ 7 10 

Discipline 4-/1N 5 11 

KEY 

1- (unfavourable) 

+ (favourable) 

N (Neutral) 
2 (frequency of mention) 
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the supervisors' work experience. The Irequency and 

attitude associated wjth_the various changes described 

by supervisors - are presented in Table 10. 

Most frequently mentioned by supervisors were the issues 

concerning managers and management (and the effects of 

management decisions) and the physical working environment. 
The attitudes associated with the former issue were 
predominantly unfavourable, those associated with the latter, 

favourable. This result would seem to support the findings 

of Salancik and Pfeffer (1975), concerning the importance of 
the supervisor's boss in influencing the supervisors' 

attitudes. Legislation is the third most popular change in 

terms of the frequency with which it is mentioned by supervisors. 
It is seen in clearly positive terms by supervisors who see 
the changes resulting from legislation as favourable. 
Specifically, supervisors see the improvements which have been 

made in terms of health and safety in the. working environment 

as clearly beneficial and favourable from their viewpoint. 
The negative attitudes towards the subject of legislation 

are mainly associated with the difficulty linked with 
disciplinary measures and dismissal of employees. 

4.3.2 Orientation/Group Membership 

This subject area concerns the attitudes of supervisors with 
respect to membership of a specific group. Supervisors have 

often been viewed as occupying a position as "man in the middle", 
in some kind of organisational "limbo" placed between the shop 
floor and management. Supervisors were asked whether they saw 
themselves asa member of a group (for example, the management 
team, the supervisory group, or shop floor work group) or 
simply as an individual company employee. Several representative 
comments concerning the supervisor's work with respect to his 

orientation towards different work ' groups- are= -described below. 
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"I'd like to believe I was part of management, but I 
know I'm not. We're right in the middle between managers 
and workers". (Cl Al) 

"We're caZZed first-tine managers by management, but 

most of the time I'm in the middle". (C3 B4 ) 

"r feel closer to the shop floor -I spend most of my time 

with them - and I used to work with some of them'; (Cl B4) 

A clear majority of supervisors saw themselves as most 
often associated with the shop floor work group, less 

often as the middle man or buffer between management and 
workforce, and least commonly reported was the feeling of 
membership of the management team. There are two reasons 
for discussing this issue. The first concerns the 

'. -belief that supervisors are "men in the middle" 
(Roethlisberger, 1945) and are buffers between the two 

groups of management and workforce. Secondly, on a more practical 

note, following discussions with'managers in each company it 

beca. fie apparent that many managers made an explicit attempt to 

encourage their supervisors to feel part of the management 
team. Initial results indicated that this was not 

effectively achieved (from the perspective of supervisors) 

and the feedback of the pilot study results initiated, in 

some cases, a review of the relationships between managers 
and supervisors. 

Many of the more experienced supervisors believed that 

they had previously felt closer to the management team as 
they saw-themselves as performing managerial tasks in the 

past as part of their supervisory role. In their current 
roles, however, the more experienced supervisors considered 
that the growth in the number of levels (and individuals) 
in the management hierarchy and the introduction of 
specialist departments (quality control, production 
planning and control, personnel and industrial relations 
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departments) had contributed significantly to the removal 

of many of the supervisors tasks which they described as 

"managerial" in nature. - 

In. addition to the above question, the responses to which 

are presented in Table 11, supervisors were asked the 

following two questions concerning their orientation and 

group membership. 

(i) "Oß which group would you say you were a member? " 

(ii) "Do you feel any allegiance to any one group, if 

so, which one? " 

The responses to both the above questions are described in 

Table 12 below. They both replicate the pattern of responses 

resulting from the first question concerning orientation 
(see. Table 11) and support the suggestion that supervisors 

see themselves closely associated to the shop floor work group. 

4.3.3 Recruitment/Selection/Training an'd Development 

Of Supervisors 

This group of issues has been combined to form one category 

as in many supervisory interviews the four subjects were 

seen by supervisors as closely associated. Supervisors 

often referred to elements of each subject when discussing 

one of the above. For example, in discussions, of the 

selection of potential supervisors, supervisors referred 

to their own criteria for identifying an effective supervisor 

and the training a successful candidate may receive. 
Similarly, when discussing training for supervisors, 
interviewees commonly mentioned the opportunities for career 
development within the company, and their perceptions of the 

criteria management would employ to assess the effectiveness 
of a supervisor. 
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TABLE 11 ANSWERS' TO THE QUESTION ""TO WHICH WORK GROUP 
Tr 

'DO YOU FEEL MORE CLOSELY ASSOCIATED? "- (N = 61) 

RESPONSE FREQUENCY OF RESPONSE 

1. To the shop -f loor_ work. 
group/the workforce 

2. To the supervisory group/ 
middle group between workers 
and management 

3. To the management team/group 

4. No group/don't know 

76% 

13% 

9% 

2% 

(* all percentages rounded to nearest 1.0%) l 

TABLE 12 ANSWERS TO QUESTIONS "OF WHICH WORK GROUP 

WOULD YOU SAY YOU WERE A MEMBER? (DO YOU FEEL 
ANY ALLEGIANCE TO ANY ONE WORK GROUP, IF SO 
WHICH ONE? " 

RESPONSE 

1. Shop floor work group 

2. Supervisor's work group 

3. No group. /don't know 

4. Member of management team 

FREQUENCY OF RESPONSES(%) 

69% (73%) 

15% (18%) 

10% ( 5%) 

6% ( 4%) 

(* Brackets indicate answers to question in brackets 
above) 
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The selection and recruitment of supervisors was a 

subject about which many supervisors expressed strong 
attitudes. Some supervisors' remarks which reflect their 

attitude are presented below: 

'? Iost of the supervisors here come up from the floor - 
they're usually chargehands and when a job comes'up they can 
apply - it's not much change -- just- a coat and hat". (C3 B8 ) 

This comment encapsulates a common attitude towards selection 
of supervisors. The progression from chargehand to 

supervisor is seen by supervisors as a natural career 
development. The opportunity for career development is 

perceived as occurring whenever-a supervisory post becomes 

vacant. There is also an implicit belief that potential 
supervisors always require shop floor experience. The 
following remark is one example of this. 

"You need to have a practical experience on the shop-floor - 
you can't teach that - we had training but it's for the 

classroom - not v= h use at all". (C3 B5 ) 

The types of qualifications required by a potential 
supervisor are commonly seen by supervisors as those which 
seem equally appropriate to shop floor operatives. These 

are not the ideal qualifications, skills or abilities which 
supervisors would use to assess the potential suitability of 
a candidate, but those which supervisors believe are most 
important in determining the career development from 

chargehand (or leading hand) to supervisor. Two remarks 
illustrate this attitude. 

"You need to be a good worker to get to supervisor here - 
turn up smart, on time, work hard - and keep your nose clean 
and you'ZZ get on - most workers don't want the job anyway". 
(C3 B4) 



A similar remark was: 

"You should be picked on things like managing men, dealing 

with problems on the floor, and good organising but it's 

not like that. Anyone could be a supervisor - you just 

work like a slave". (Cl BB) 

These two comments refer to the capacity for "hard work" 

as a pre-requisite for selection of a supervisor. This is 

not a criterion set by supervisors as part of their 'ideal' 

set of requirements for an effective supervisor, but rather 

one that managers-view as important for the selection of 

supervisors. A summary of responses to the two main questions 

concerning the subject discussed in this section of the '. 

interview are shown in Tables-13 and 14A. 

In the three companies comprising the pilot study, 

supervisory training was described by most supervisors as 

either non-existent, very irregular, or inappropriate. Only 

a small minority of the sample of supervisors (12 individuals) 

believed that training was 
, 
useful and held a favourable 

attitude towards supervisory training. Development and 

promotion were discussed in mainly negative terms by 

supervisors, supervisors often referring to limited career 

development opportunities. However, older more experienced 

supervisors were less negative in their comments than younger 

supervisors who saw limited career opportunities as a source 

of dissatisfaction. 

The most popular item which supervisors saw as necessary 
for success in the role of supervisor was experience of 

working with. men on the shop floor, over half of the pilot 

study sample of supervisors referred to this aspect of an 
individual's "personal portfolio" as an important element. 
A noteworthy comment on these results is that no supervisor 
identified "hard worker", "good timekeeping", or "smart 

appearance as important characteristics of a successful 
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TABLE 13 ANSWERS TO THE QUESTION "'IF YOU WERE 

SELECTING A SUPERVISOR WHAT'SORT OF BACKGROUND 

EXPERIENCE WOULD HE HAVE? "' 

RESPONSE 

1. Experience of shop floor 
work. 

2. Experience as a chargehand 
on shop floor. 

3. Technical background, 
knowledge of products and 
machines. 

4. Experience of managing men. 

FREQUENCY OF RESPONSE 

86% 

34% 

14% 

12% 

TABLE 14A ANSWERS TO THE QUESTION "WHAT ARE THE MOST 
. IMPORTANT SKILLS AND ABILITIES A PERSON SHOULD 

HAVE IF HE IS TO BECOME, A SUCCESSFUL SUPERVISOR"? 

RESPONSE 

1. Good experience of working 
with men on shop floor. 

2. Detailed knowledge of plant, 
products and processes. 

3. Good communicator. 

4. Good man-manager. 

5. Ability to solve problems - 
e. g. breakdowns, disputes - 
quickly. and effectively... 

RESPONSE FREQUENCY 

54% 

36% 

19% 

16q 

12% 
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supervisor. These issue being those which supervisors 

saw as elements in the assessment of potential supervisors 
by managers. 

4.3.4 Communi'cati'ng Rel'ati'onship With 'Ihmedia: te 'Superior 

Conversation involving the above subject was mainly concerned 
with eliciting the supervisors' perceptions. ofthe type and 

quality of communicating relationship between themselves and 
their immediate bosses. The discussion often included the 

supervisors' description of how and when they communicated 
with their- immediate- superior. One typical comment focussed 

on the frequency and content of communication. 

"We used to have regular meetings with our manager - once a 

. 
week - to discuss all sorts of things - plant problems, new 
lines -- that's gone by the board now. I don't see him much 

- and then only for a few minutes... It was better before... 

(Cl C2) 

There was a predominantly unfavourable attitude expressed 
towards many communication events with managers. Commonly, 

supervisors saw their managers to talk to about once a day. 

and that meeting usually involved an exchange of 
information concerning the current and following day's 

production (target volumes, quality, and labour issues). 

The negative attitudes were mainly associated with 

receiving, "negative feedback" (what went wrong) from 

previous production operations. Whilst unfavourable 

attitudes emerged as common, communication practises 
varied across departments. 

"We have a monthly meeting sometimes - if there's new plant 

or changes in production - we (supervisors) don't get 
together to talk out our problems with him (the manager) - 
it's usually one-way - he says what's going on or what's 
wrong and that's aZZ ". (C2 B4 ) 



"We meet every day in the morning for a quick meeting 

with-the manager. He says what's happened' yesterday and 

teZZs us what to do today. We sometimes have a meeting 
Saturdays (in the pub) when we're off shift - but thats 

no good is it. " (Cl B5 

"T see the manager very often when there's something up 
(wrong) or if there's a big problem - but if'we've had a 

good run and aZZ's well - he says nothing! He says his 

door is always open but he Is never in". (C3 A7) 

Table 14B contains the major responses to the question of 

the supervisor's description of the way in which he 

communicates with his immediate superior. Over 770 of 

all supervisors' responses described their 

communication with their superiors as worse than "quite 

good". 

In all three organisations it was apparent that there were 
few regular group communication events between supervisors 

and managers. Where such systems. had existed previously, 

many supervisors referred to them in favourable terms with 

respect to their value as useful meetings. It should be 

remembered however. that departmental or group meetings 
in these organisational contexts is traditionally difficult 

to achieve on a regular basis due to off-shift supervisors 

not being present on site. Information received by 

supervisors from theLr szperiors on a regular basis was found 

to be mainly data concerning production volumes, (past and 
future), labour levels, and quality reports. With 

reference to the supervisors' responses to the question 

concerning the adequacy, usefulness, timeliness and 
trustworthiness of information from their superior, Table 

15 encompasses the most popular answers. 

The above responses support the impression of the author 
that the communication event is perceived in clearly 



TABLE 14B ANSWERS-TO QUESTION "HOW WOULD YOU 

DESCRIBE THE WAY YOU AND YOUR BOSS 
COMMUNICATE? " 

RESPONSE 

1. Quite well but could be 
improved. 

2. Well, good communication. 

3. Badly, poorly, not good, 
waste of time. 

4. Very poor, less than useless, 
very bad. 

5. Not at all. 

RESPONSE FREQUENCY 

12% 

8% 

43% 

27% 

7% 

TABLE 15 ANSWERS TO QUESTION "DO YOU FEEL 

INFORMATION YOU RECEIVE FROM YOUR BOSS 

'IS TIMELY, TRUSTWORTHY, USEFUL, ADEQUATE? " 

1. Useful 

RESPONSE 

(Yes/No) 

2. Adequate (Yes/No) 

3. Timely (YesJNo) 

4. Trustwortby(YesJNo) 

RESPONSEFREQUENCY 

19% (Yes) 68% (No) 

34% (Yes) 64% (No) 

25% (Yes) 69% (No) 

16% (Yes) 74% (No) 
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unfavourable terms by supervisors, at least across the 

four dimensions described above. Extremely strong views 

expressed by some 'supervisors (unfavourable attitudes) 

were closely associated with a generally poor overall 

rating (by supervisor) of his relationship with his boss. 

4.3.5 Sources of Job 'S*at'isfa: ct'fon/D'i'ssatisfaction 

The main structured questions designed to stimulate not only 

relevant responses but also a. general discussion of the 

subjects were: 

"What do you feel are the najor sources of job satisfaction 
in your job? " 

and later in the discussion, 

"What do you feet are the major sources of job 

dissatisfaction in your job? " 

These two subjects were discussed at greater length than 

most other categories of subject due to the importance of 
the subjects as central work attitudes and the need for 

clarification of the issue to be covered. Initial 

discussion centred around sources of job satisfaction for 

each supervisor. The concept of job satisfaction was 
introduced in terms of aspects of supervisory work from 

which individuals derived pleasure, enjoyed performing, 

or on completion of the task, experienced- job satisfaction -Some 
supervisors described work days, which, on their 

conclusion, had caused feelings of satisfaction. For 

example, one supervisor related the achievement of 

production targets to job satisfaction: 

"Getting production targets and going on well with my 
manager and crew are the things that I get satisfaction 
from". (Cl B10) 
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Another, referred to the knowledge of successful task 

performance as an important element in determining 

feelings of satisfaction at work: 

"It's mostly about feeling satisfied when you know you've 
done you work well - the men know too -I always teZZ them 

well done -I can't say the same for my governor though. 

I fm satisfied with work, the money's O. K. and I get on with 

the Zade"". (C3 Ag ) 

This remark identifies the lack of positive feedback 

reported by many supervisors. That is, few supervisors 

report situations where they have received communication 

concerning work tasks successfully completed. Another 

comment reinforces this situation: 

-? 'You feel satisfied if the boas comes and teZZs you we've 
done a good job - that's once in a blue moon! " (C3 B4) 

Superivisors describe their work relationships both with 

superior and subordinates as sources of job satisfaction for 

many of them. 

"A good relationship with my boss and my crew is important 

to me -I get satisfaction from just coming to work then - 
it helps to when things are running smvothZy - no breakdowns, 

good quality, and no absentees. 11 (C3 B1 

The three main sources of satisfaction most frequently 

mentioned by supervisors during interviews were as follows: 

1. Successful completion of the Section/Departmental 

production task. 

2. Close, "good" relationships with subordinates and 

superior. 
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3. Conditions of work. Immediate-work environment, 

salary, shiftwork, holidays and "time off". 

As shown in Table 16, over 80% of supervisors described 

both point 1 and 2 as the main source'of their job 

satisfaction. Whilst there were many differences in'how 

individuals defined "successful completion" ! of production 
tasks, the central theme remained quite constant. The 

central theme was that many supervisor's job satisfaction 

was closely allied to the achievement of a group 

production task. The responses to questions concerning 
job satisfaction (mainly questions of clarification) are 

supported by comments made by supervisors concerning their 

overall work performance and departmental performance. The 

most commonly shared attitude relevant to this issue was 
that supervisors saw their own performance as equivalent 
to the departmental production performance. That is to 

say, supervisors in the pilot study often define their work 

performance (upon which they are evaluated by their 

superiors) as closely related (if not identical) to the 

quality of output, production volumes, manufacturing costs, 

and utilisation of plant and labour achieved by the 

manufacturing section or department in which they work. 
Supervisors felt their performance was reflected in the 

results achieved by the department, many however were 

unsure about the method employed. by, management to assess 
the quality of performance of supervisors.. 

This is one example of the lack of clarity surrounding 
aspects of the supervisor's role, and is an apparently 
important element to supervisors (i. e. the method of 
evaluating performance). 

Sources of dissatisfaction described by supervisors in the 

sample fell within two broad categories. Firstly, those 

sources which. can be classified as opposites to the issues 

presented above as sources of satisfaction and secondly, 
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TABLE 16 ANSWERS TO THE QUESTI'ON "WfiAT DO YOU 

FEEL; 'ARR THE MAJOR SOURCES ' OF JOB 

SATISFACTION FOR YOU IN YOUR JOB? " 

RESPONSE FREQUENCY OF RESPONSE (%) 

1. Successful completion of 87% 
the sectionjdepartmental 
production tasks.. 

2. Closet"Good" working 83% 
relationships with 
subordinates and superior. 

3. Conditions of work - 46% 
salary, immediate 
environment. 

4. Smooth. -running shift, 1206 
no problemsJdisputes/ 
breakdowns. 
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those sources expressed by supervisors which concern other 

aspects of the supervisory work. system. In the first 

category, for example, of the 87% of supervisors who 
described a major source of satisfaction as successful 

completion of the departmental production task, 41% felt 

that those factors which inhibited the achievement of the 

production-task were main. source of dissatisfaction at work. 
Some comments. made by supervisors. illustrate sources of 
dissatisfaction: 

Nanning levels is one problem, then the breakdowns - 
not. surprising when you see how much rm inteiance is done. 
When the quality is bad we have a lot more work - these are 
dissatisfactions for me". (C2 Ag ) 

Again,. in the remarks below, breakdowns are seen as 
inhibiting the achievement of production targets. 

-"You know what We like on a breakdown or a new machine's 
not right - chaos - with a 24 hour process it's panic 
when we're down... the men get upset, and me - especiaZZy when 
Mr.... (the manager) comes down and has a go". (C3" B4) 

"If you could see us when there's a breakdown you'd know why 
I get so mad". (C1 A4) 

Absenteeism and quality specifications are viewed by 
supervisors as additional factors which help prevent the 
achievement of production targets as reflected in the 
following comments: 

"I'm zn a spot when the men don't turn in - either I get 
some from-another sect *n or I fiZZ in on the Zine myself - 
if I do that I'm told by the manager I'm not here to work 
on the Zine but supervise. He won't take on more cover so 
what do I do? - That's the main dissatisfaction for my job. " 
(C3 A7) 
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Reference to quality problems by supervisors are 

represented in the *reiriark below. 

"When quality is bad, product has to be rejected ... men get 

upset'and that affects my work ... and when quality control 

come round and fiddle with plant that messes the line up 
and causes me probZems... then I'm in trouble to get the 

production out". (C3, AB) 

These issues whj-ch'could be classified under the second 
broad category,, sources of dissatisfaction not associated 
with opposites of sources of satisfaction, are discussed 
below-. The range-of issues defined by supervisors include 
the following subj-ects. 

1. "Treatment" by, management and the perceived status 

-of supervisors-. The respect supervisors feel they 

receive from subordinates and superiors. 

2. Lack of feelings of teamwork and cooperation between 

section or-departments within the plants. 

3. Lack of clarity concerning role expectations of 
supervisors. For example, the required/preferred 

supervisory style and management's criteria for 

effective supervisory performance. 

A minority of supervisor's discussed their sources of 
dissatisfaction with reference to working conditions in 
their immediate work environment (shift work-patterns, 
rewards, conditions of work. ) The comments below, 
however, are representative of the three main sources of 
dissatisfaction presented above. 

", T'm pissed off with being a dog's body. They (management) 
treat you like children sometimes. " (Cl A4) 

6L 



IbS t 

TABLE 17 'ANSWERS TO THE QUESTION "WHAT DO YOU 

FEEL ARE THE MAJOR SOURCES' OF JOB 

T1T"SRATTSFAC'. TTON FÖR Y(NT IN YOTTR . MR911 

RESPONSE FREQUENCY OF RESPONSE (%) 

1. Non-achievement of 41% 
production tasks, 
(breakdowns, adsenteeism, 
"interference" in 
production process). 

2. "Treatment" by management 38% 
and perceived status of 
supervisors. Respect 
supervisors feel from 
subordinates and superiors. 

3. Lack of clarity of role 33% 
expectations-of supervisors. 

4. Lack of feelings of teamwork 21% 
and cooperation between 
production sections. 

5. Working conditions. 14% 
(Shiftwork patterns, 
rewards). 
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"You don't get the respect you should from workers or 

managers - or support from the boss - this is very 

frustrating". (C2 A8) 

"WC used to work as a team - like a big family - not anymore 

and a Zot's gone out of-the job for me". (C 1 A3) 

"'I spend most of my time on the Zine but I get a 

roZZocking from management for doing it - next they say 

"you have to muck in with the men" - that's fine but I wish 

they'd make up their minds -. I don't know what they want, 

sometimes I don't think they do".. (C3 A7) 

Table*17 illustrates the aggregated responses of 

supervisors to sources of job dissatisfaction individuals 

described in their work. 

4.3.6 " Work Motivation 

This section concerns the responses made by subjects 
during the course of a discussion which had as its 

central theme work motivation, how highly motivated 
individuals felt they were at work, and what factors 

contributed to their own levels of work motivation. Both 

job interest and involvement at work were involved in 
discussions as many supervisors saw an overlap between the 
three concepts of work motivation, job interest, and 
involvement at work. As in the case of the discussion 

concerning job satisfaction and dissatisfaction there was 
often a period of clarification during the interview where 
the concept of motivation was discussed. During these 
discussions the author attempted to focuss the supervisors' 
attention upon the concept of motivation under investigation 
in this study, that is, the individual's desire to expend 
energy in the performance of a work'task. Whilst the 

pre-planned questions (Figure 12) refer to levels of 
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effort and motivation in a non-specific manner, the 

preceding conversation directed the supervisor to think 

of motivation in the terms defined above. Supervisors' 

responses, however, were not always restricted to answers 
to this relatively confined definition and often included 

mention.. of job involvement and interest in work 
generally, which. can be illustrated by the comments of 
supervisors presented below. These comments highlight 

not only the close association, perceived by supervisors, 
between work motivation and job satisfaction, but also the 

value placed upon interpersonal relationships by superiors. 

"It depends on the satisfaction I get from my work- if I go 
home satis flied - I'm ready to put it in the next day". (Cl A4) 

Referring to job interest, a supervisor commented on the 

role. of job interest for his subordinates: 

IT know if I keep my lads interested they work welt - if not 
they don't get motivated and don't put the effort into their 

work". (C3 Bg) 

The "snowball" effect of motivation was seen as an 
important factor by several supervisors. This effect refers 
to the idea that there is some reciprocity between 

subordinate and superior motivation. For example: 

17 can motivate the men by getting involved myself in the 
job - at least looking as if I'm interested with what they 
do - it's the same with me and my manager". (Cl B5) 

A more direct cross-section of comments associated with the 
value of interpersonal relationships is exemplified by the 
comments by, supervisors below. 

"You know if your involved in your work - it's the most 
important thing for you, then it takes a Zot to bring you 
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down - but they do it here... my manager is one example -I 

used to enjoy work - not-nor - my work has lost a Zot because 

of him --I don't care as much now". (C2 B4 

"I have a good relationship with my lads on the shop floor - 

that's important for me - they know, where they are with me and 
it's the same for me and Mr..... (manager), I would work that 

extra for him". (C3 A5) 

A more negative, unfavourable comment concerns the 

detrimental effect of. a poor relationship between the 

supervisor and his superior. 

"Mj manager could do a Zot to get me involved, more 
interested - but he doesn't - he keeps me in the dark and 

never a word of praise = I'm used to it now. " (C2 A5) 

Many comments concerned the important role played by 

interpersonal relationships in their work and their 

contribution to supervisors' and subordinates' work 

motivation. A majority of supervisors (39) described 

motivation (and job interest, job involvement) with 

reference to either job satisfaction or interpersonal 

relationships or both. Many of the-remaining supervisors 
(14) focussed upon aspects of the organisational reward 

system (salary, overtime, time off, "perks", praise, 

promotion) and the remaining individuals highlighted-- 

pride and self-respect as two factors which determined 

how much effort supervisors would apply to their work 
tasks. This latter category can be seen as those 

supervisors who valued the more personal values of pride 

and self-respect which were outside the control or 
influence of the work organisation in comparison to the 

three other issues mentioned (i. e. job satisfaction, 
interpersonal relationships, and aspects of the reward 

system). 
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A breakdown of responses to"the question "What sort of 

things do you think affect your level of motivation at 

work? " is described in Table 18. 

Question 6(i) and 6(ii) were two questions designed to 

identify current motivational levels of supervisors. It 

has been determined in previous chapters that supervisors, 

often receive criticism from managers'and management 

commentators for their lack of motivation at work, 

sometimes verging on indifference. The two questions 

approach the problem of identifying motivational levels 

from two perspectives. The general, overall assessment 
6Ci), and the specific 6(11) approach. 

Responses to both questions varied widely from very highly 

motivated, applying as much effort to performance of work 
tasks as possible, to de-motivated, indifferent, applying 

only sufficient effort to maintain current position. 

Some comments illustrating the wide variation in responses 

are described below. 

"I'm not really interested anymore - I'm past all that'- I 

couldn't give a monkeys about it as Zong as I don't get any 

earache". (C2 A5) 

"Yes, I'm motivated to do a good job - I'm keen about my work, 
I don't think I could do any more or work any harder". (Cl B3 

Table 19 outlines the responses of supervisors to these two 

closely related questions, the patterns of which are similar 
in response distribution. 
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TABLE 18 ANSWERS TO THE QUESTION "WHAT SORT OF 

THING'S" DO YOU THINK 'AFFE'CT YOUR LEVEL 

OF MOTIVATION? ", 

F 
RESPONSES 

1. Job satisfaction and the 
effects of satisfaction 
at work. 

FREQUENCY OF' RESPONSE (ofo ) 

42% 

2. Interpersonal relationships 
with superiors and 
subordinates. 

3. Aspects of organisational 
reward system.. 

4. Pride in doing a "good job" 
- self-respect. 

22% 

21% 

I4% 
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TABLE 19 ANSWERS TO THE QUESTIONS "HOW MOTIVATED 

DO YOU FEEL IN YOUR JOB, AND (HOW MUCH 

EFFORT DO YOU FEEL YOU PUT INTO YOUR 

JOB ,' COULD YOU PUT MORE 'IN? ') " 

RESPONSE FREQUENCY OF RESPONSE (To) 

1. Very, highly motivated. 14% 
(High effort input, 
- as much as possible, (19%) 
- could not increase 
effort ) 

2. Average, moderately 45% 
motivated. 
(Medium, average effort (53%) 

input - "as much as 
anyone else") 

3. Low level of motivation, 24% 
indifferent, apathetic, 
disinterested. 

(Low effort, could put (18%) 
much more in). 

4. Demotivated, not at all 16% 
motivated. - feel negative 
about motivation. 
(Only enough effort to maintain ( 8%) 

current status quo). 

(* Responses to bracketed question in brackets) 
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4.3.7 Relationships with: 'Subordi'nates, 

The following text refers to the responses of supervisors' 
towards questions about their subordinates and, specifically, 
their relationships with. their subordinates. This subject 
was introduced as a discussion topic as the supervisors' 
subordinates comprise the work group with which the 

supervisorh. as regular daily contact. Many supervisors 
interviewed saw the shop floor work group as a 
significant factor in determining the performance of the 
department or section in terms of successful completion of 
production tasks. In so doing, the supervisors recognise 
the influence of 'the subordinate work group behaviour upon 
supervisors' work performance as supervisors often equate 
their own work-performance with the departmental 

production'performance. 

Additional relevance for discussion of this subject 
derives from the fact that the supervisors' subordinate 
work group is commonly the place of organisational origin 
for the supervisor. He has usually worked as a member of 
the shop floor work group within the same organisation 
and there are, therefore, historical and probably some 
personal associations with the shop floor. 

In the course of pilot study interviews, much conversation 
centred around how-the-supervisor supervises his 

subordinates, his relationship with the subordinate group, 
and his experiences as a member of that group. A general 
remark about subordinates' attitudes indicates the-change 
that is seem to have taken place. 

"The people have changed a Zot - in my day they had more 
respect. They don't care much these days about work so I 
have to try and get them interested - the big stick won't 
work these days". (Cl A5) 
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A very common subject expressed by supervisors was the way 

in which supervisors supervised subordinates, often 

referring to their own experiences on the shop. floor as an 

operative. For exa-mple: ' 

"When l was there I tried to get away with anything I could, 
so 'know what's what. Sometimes X Zet things go - you 
have to give and take or they won't respect you". (C2 A4) 

Fairness and impartiality appeared regularly in discussion 

of how supervisors supervise, some supervisors described 

their own attempts to be objective in their style. 

".... what can you do? - I've worked with them as friends and 
then you're their boss. It's difficult not to see their 

point but you need to be hard sometimes and cut yourself 

. off a bit, l- try to be as fair as I can with them". (C2 A3) 

Several of the comments made by supervisors refer to the 

difficulty which supervisors experienced. in making the 

career transition from shop floor operative to supervisor. 
When his colleagues become subordinates, the newly-appointed 

supervisor often experiences some anxiety and uncertainty 
in managing the shop floor work group. Some supervisors 

referred to the feeling of isolation they felt when first 

promoted to the supervisory level with respect to the 

"distance" from their ex-colleagues. Others described their 

initial regret of moving away from their peer group of 

several years and being viewed by their subordinates as a 
"traitor" having "sold out" to management, or as someone 

who"had joined the "other side" (management). 

Considering current relationships with subordinates, 
supervisors referred to-a need to ensure the cooperation 
of their subordinates as the outcome of departmental 

production tasks and performance of those tasks was 
dependent upon the cooperation of the work force. 
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Supervisors mentioned "being friendly , 
but not too close" 

to members of the shop floor - work. group. Several, more 

experienced described the "old days" when the recognised 

authority of supervisors and foremen obviated any 

requirement on behalf of the supervisor to "encourage 

cooperation'l or to establish a relationship which involved 

"give and take" and called fora supervisor to be "seen to 

be fair". Table 20 presents a synopsis of supervisors' 

responses to the question "How-would you describe your 

relationship with. your subordinates? ". 

Almost half of all supervisors interviewed were located 

in the first category of responses in Table 20, that is, 

the friendly, closely associated relationship group. This 

would appear to support data derived from the discussions 

of orientation and group membership. presented earlier, 

which suggested that a majority of supervisors saw 

themselves closely associated with the shop floor work group. 

in terms of group membership and allegiance. The second 

category in Table 20 refers to what is popularly defined as 

the traditional supervisory stereotype, the supervisor 

exhibiting a style which is "firm but fair", illustrating a 

cooperative, "give and take" relationship. 

4.3.8 Role Ambiguity 

Reference has already been made, in previous sections 
(Orientation, Job Satisfaction), to the subject of this 

section of the text. In the first reference to the subject, 
lack of role clarity or role ambiguity was described in 

terms of the ambiguous position the supervisor feels he 

occupies, receiving conflicting demands from both shop 
floor and management. Several comments have reflected the 

uncertainty the supervisor experiences when considering the 

group to which he belongs. For example, whilst managers 

apparently often encourage supervisors to feel part of the 



164 

TABLE 20 ANSWERS TO THE QUESTION "HOW WOULD YOU 

DESCRIBE YOUR RELATIONSHIP WITH YOUR 

SUBORDINATES? " 

RESPONSE FREQUENCY OP RESPONSE (%) 

1. Very close, friendly, 49% 

. 
workmates, closely 
associated. 

2. "Firm but Fair". A good 36% 
working relationship, 
not too close. "Give 
and Take" relationship. 

" Cooperat ive . 

3. No longer part of the work 13% 
group. Rejected, seen as 
part of management. 
Outside the shop floor group. 
Not friendly or close to 
subordinates. Firm with 
subordinates. 
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management team, supervisors may feel they are treated as 

members of the 'shop floor work group. 

The second reference to role ambiguity is apparent in 

supervisors' comments about evaluation of their job 

performance. ' Supervisors referred to their uncertainty 

concerning the criteria used by managers in determining 

effective supervisory performance. In discussing role 

ambiguity, supervisors were asked to think of areas in their 

work roles which-'may seem to be vague or ill-defined and 

which they felt were unclear. The pre-planned question 

which- formed the nucleus of the discussion required the 

supervisor to identify ambiguous situations. Table 21 

summarises response to this question. 

In addition to group membership and job satisfaction, 

several other elements of the supervisor's role were 

defined by supervisors as what can be termed ambiguous. 

Relevant comments illustrating these elements are now 

presented. 

".... it's difficult tö know what's right when it comes to 
d, ̀scipZining workers, you never know how far to go - you 
don't know if management Will suppa't you and end up playing 

safe". (Cl A3) 

"I want to go further - promotion, and I'm not sure what 

management expects of me - how do they choose supervisors 
for management anyway? ". (C3 B8) 

Physical involvement in production line work was a concern 
of several supervisors, whether they should help out on the 
line or remain in a position where they could oversee and 
supervise the whole production operation provided a 
dilemma for supervisors. 
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"If I work on the Zine to fiZZ in I get it in the. neck - 

then if I stand back and do what I'm paid for it's the 

same -I can't win. - they should caZZ me bloody rubberrnan". 
(C2 B3) 

Those topics which*were'viewed by supervisors to be most 

ambiguous in terms of their role are included in Table 21. 

The most frequently quoted subjects being-the physical 
involvement of supervisors in the production process and 

the limits of supervisors' authority concerning disciplinary 

issues. Nichols and Beynon (1977) recognise the former 

dilemma when quoting a steel mill manager in Pittsburgh: 

"A man cannot work with his hands and at the same time give 
intelligent supervision to a gang of men, and a foreman who 
does this is apt to lose the control of the men... " 

As can be seen from Table 21, a majority of supervisors in 

the pilot study sample associated these examples of role 

ambiguity with unfavourable, negative attitudes. 

4.3.9 S'tatus, ''Authority and Responsibility 'of'Supervisors 

The final category discussed during the 

comprised the subject status, authority 

of supervisors. The aim of these discu 

how each had changed over the period of 

experience, and the current attitude of 
those subjects. 

course of interviews 

and responsibility 

ssions was to identify 

supervisors' work 
supervisors towards 

Status was described to the supervisors as feelings of self- 

worth, '-self-esteem, and respect received from other employees. 
Many supervisors saw the concept in terms of their "recognised 

importance" in the organisation. - Responsibility was defined 

to supervisors as areas of work or duties for which supervisors 

were held accountable. Authority was described as the power 
to control Ind'_influence-subordinates'and-other employees in 

the organisation seen by the supervisor to be instrumental to 

the successful achievement of the departmental production tasks. 
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These subjects have been. grouped together because 

supervisors, during preliminary-interviews, often 

discussed these subjects together. Many supervisors felt 

these subjects were associated. One common belief being 

that if the supervisor was responsible for an important 

part of the production activity and was accorded 

commensurate authority to supervise that group, then his 

status would be seen by many as considerable. 

The sample of supervisors interviewed often referred to 

their perceived loss of status concerning their role. This 

was largely attributed to the decrease in responsibility 

and authority of the supervisory work role. The apparent 
loss of status was viewed, not surprisingly, as an 

unfavourable change, but the comparable decrease in 

responsibility was, in many cases, 'seen-less unfavourably. 
The three pre-planned questions asked during discussion of 

these subjects were: 

ý1) What status do you feel you have in the 

organisation? How do you feel about that? 

(ii) How much responsibility do you have in your 
job? How do you feel about that? 

(iii) How much authority do you have in your job? 
How do you feel about that? 

A synopsis of answers to the above questions is presented in 

Table 22. 

The majority of supervisors interviewed xe#erxed to'a general 
reduction in levels of status, responsibility and authority 
during the course of their work experience as supervisors, 
about which they held, in each case except that of, 
responsibility, a negative or unfavourable attitude. 

Several comments concerning the changes that. had occurred in 

each subject are presented below. 
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Referring to responsibility.: 

"We used to-have to Zook after quality control, plan 

production figures - the Zot - now there's a whole 
department - we just Zook after production now". 
(Cl A7) 

One comment illustrating attitudes about status was: 

Me don't get the respect like before - from managers and 

workers - and so our status is less I think - we don't hire. 

and fire any more". (C2 A9) 

The authority of supervisors was seen to have been reduced 

over time, a typical remark was: 

"Supervisors are Zike super-skilled operätives - we don't 

have the clout we had - for discipline and that". (Cl A4 ) 

A final comment concerning the change in supervisory 

responsibility identified the favourable attitude which 

supervisors expressed towards the reduction in their 

responsibilities. 

"... the job's a Zot different now - other people do things 

supervisors used to do --they take the can back for that and 
that's good news for me it. (C3 A4) 

The issues of status, authority and responsibility were 
discussed in many cases with reference to the introduction 

of service departments, for example, Personnel, Industrial 

Relations, Training, Quality Control and Production Planning. 
These departments were usually seen to have assumed several 
tasks which were previously part of the supervisory work role. 
Whilst most supervisors felt that this situation led to a 
favourable attitude overall, a large group of supervisors 
believed this had led to a loss of status for the supervisor 
which, as mentioned above, was viewed as unfavourable. 

The final stages of the supervisory interview were devoted 
to a discussion of those issues which each 'subj-ect' felt 

were most important to him in his work role, assuming this 
had not been covered during the earlier, more structured 
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stages of the interview. The responses relevant to those 

previous issues have been included in the appropriate 

section, the remaining subjects are presented below. 

The subjects generated ranged from career development issues 
to general -business topics (for example, market conditions, 
trends in trade union membership and activities). One 
recurring concern amonst supervisors was the impact of new 
technology and production methods upon the skill and 
variety content of production tasks. Supervisors referred 
to their belief that there are now less interesting jobs to 
perform in the production process, although some of the older, 
boring and repetitive jobs have been eliminated competely 
through automation. 

4.4 " Interviews 'with Managers 

The managers' interviews have followed the same format 

as that applied to supervisors' interviews, whilst the 

content differed substantially, the main topics for 
discussion are presented below, the main aim of the 
interviews being-to elicit the managers' attitudes towards 
these topics and their perceptions of their behaviour as 
managers. The three main issues discussed during each 
interview were: 

1. The Manager's perceptions of his own management style 
and the relationship with supervisors. 

2. The Manager's criteria for effective supervision. 

3. The Manager's perceptions of the supervisory role, and 
definition of the main tasks of the supervisor in the 
organisation.. 
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These three subjects for discussion were chosen in order 
that the data generated from supervisory interviews could 
be placed in context, that is, the manager provided 
background data, a form of "backcloth", against which data 
from supervisory interviews could be-presented. For 

example, individual supervisors often explained their attitudes 
towards subjects (Trade Unions, the'personnel function, 

engineering department) with reference to work incidents and 
would commonly recount this-during the interview. Discussion 

of the particular incident with one or more managers 
provided another perspective on the event and either 
confirmed or refuted the data surrounding-the event. Other 

supervisors who experienced the same incident were also asked 
to give their views concerning the event, and this process 
produced a "consensus of reality". 

, 

A total of sixteen managers were interviewed for a period of 
between 1- 11 hours each, 6 at company 1,4 at company 2, 

and 6 at company 3. As can be seen from Table 7,84% of all 
production managers (immediate superiors of production 
supervisors) on site across the 3 organisations were 
interviewed, all of them returning the Manager's 
Questionnaire. The Manager's Questionnaire contained 34 

task elements of the supervisory role, all of which were 
thought to be common across most supervisory jobs 
(adapted from Dowell and Wexley, 1978). This questionnaire 
formed one half of the supervisory task rating process in 

-which both the supervisor's and his immediate superior's 

perceptions of the supervisory work role were assessed. Both 

manager and supervisor were required to evaluate the 
importance of 34 items reflecting the primary dimensions of 
the supervisor's job. Each manager was asked to complete 
one questionnaire for each supervisor who reported to him. 
At the end of the process of data collection each manager's 
questionnaire was paired with Section 4 of each supervisory 
questionnaire (the section referring to the rating of 
supervisor's tasks) and the discrepancy between managers' 
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and supervisors' perceptions of the supervise y work role 

evaluated (see"Drolper"variable in Analysis of Questionnaire 

Data). 

4.4.1 Mana: ger''ss Perceptions of Owri Management Style and 
Re1'a: t'io"nships- with 'Supervi's'ors. 

During interviews managers were asked to discuss "own 

management style", that is, how-managers believed they 

managed subordinates and what kind of working relationships 
they enjoyed with supervisors. No manager in any of the 

three pilot study organisations managed more than five 

supervisors in any department. 

Responses to the question "How would you describe your- 

management style" are summarised in Table 23. Most responses 
indicate that managers see their own style as highly 

variable and dependent upon the individual supervisor. 

Some examples of managers' responses are described below. 

The first exemplifying the variable style approach. 

"There is no one style I use - it depends upon the 

individual supervisor, but I think I'm fair with my men". 
CC2 AM3) 

A more "disciplined" style which encourages a chosen 
distance between manager and supervisor is highlighted by 
the remark below: 

"You must keep a distance with foremen, they need to 

respect you as a manager and you have to show them your the 
boss sometimes - otherwise they'ZZ take you for a ride". 
(Cl DM1) 
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TABLE 23 ANSWER TO QUESTION "HOW WOULD YOU 

DESCRIBE YOUR MANAGEMENT 'STYLE? " 

RESPONSE 

1. Variable, depends on 
individual and situation, 
no one style. 

2. Democratic, open-door, 
participative, 
involving others in 
decision-making. 

3. Formal, "distanced", 
"tight ship", disciplined 
approach. 

4. Closely supervised, "no 

. trust" approach.. - 

FREQUENCY OF RESPONSE (7o) 

56% 

21% 

15% 

5%0 

TABLE 24 ANSWER TO QUESTION "HOW WOULD YOU DESCRIBE 

YOUR RELATIONSHIP WITH YOUR SUPERVISORS? " 

RESPONSE 

1. Close, friendly, 
cooperative working 
relationship, supportive. 

2. Formal, manager-subordinate 
relationship. 

3. Poor, conflicting 
relationship, personality 
- clashes between 
supervisor - superior. 

FREQUENCY OF RESPONSE (%) 

59% 

33% 

4% 
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A small minority of managers referred to democratic 

management (or any associated concepts e. g. open-door 

approach, participative), one manager described the 

problem with a democratic style: 

".... we don't have teamwork here - people don't trust 

each other enough; I try to be democratic with my 

supervisors but that has problems - you can't please 

all the people all the time. They need you to take a 
lead". (C2 CMl j 

Relationships between supervisors and managers are 
described below. The majority of responses describe a 

close, colleagiate relationship with supervisors. A 

significant proportion of responses indicate a formal 

working relationship emphasising the hierarchical 

"distance" between supervisor and manager. 

It should be mentioned that the most popular response 

category, indicating close and friendly relationships 
between supervisor and manager, is not supported by data 
from supervisors concerning their working relationship with 
their manager. 

There is a wide range of styles adopted by managers in the 

sample, varying from democratic, "open" and participative 
to autocratic, "hands on", close supetvision approaches. 

Consistent with th. e variation of style employed by managers 
are their relationships with their supervisors, varying 
from helping, cooperative, and supportive relationships to 
a "controlling and directing" and "conflicting" relationship. 
The majority of managers do not, however, conform to the 
use of any one style or approach in managing -subordinates 
Perhaps the only conformity present is the absence of 
conformity. In this case, appropriateness, that is, 

adjusting styles and therefore working relationships to suit 
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individual supervisors, may be the pattern emerging from 

the results. 

4.4.2 Criteria for Effective Supervision 

Managers were asked to provide a set of criteria which they 

felt were requirements of the effective 'supervisor, the 

types of skills, abilities and knowledge a successful 

supervisor-would possess. 

This subject is included for purposes of comparison with 

supervisors' perceptions,. in order to identify discrepancies 

between supervisors' and managers' ideas concerning the 

characteristics of a successful supervisor, which has 

particular relevance for the selection of potential 

supervisors. 

One manager's remark was fairly typical of the majority: 

"Ideally, the supervisor needs to be all things to all men - 
a father figure, a priest, a banker, a psychologist, and a 
leader. TechnicaZZy he must understand the plant and what 

makes a quality product - he has to get on with engineers 

and Q. C. too". CC2 BM1) 

Another refers to the past criteria which have been used 
to identify potentially successful supervisors. These 

criteria are mentioned by supervisors in their interviews 

as those which are currently employed by management. 

"He used to be the best worker - timekeeper, reliable sort - 
not so important now. He needs the respect of the men much 
more and to get it he has to show he can do the job. He 

should be flexible and wiZZing to learn and change". (C2 CM1) 
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The common elements arising from interviews with managers 

concerning their criteria for effective supervision were 

as described in Table 25. He is seen by managers as someone 

who is multi-skilled with a considerable experience of 
the shop floor production operation. Technical knowledge 

and man-management skills are two further factors 

identified by managers as contributing to successful job 

performance of supervisors. 

4.4.3. Managers' * Perceptions "of the Supervisory Role 

This section distinguishes itself from that preceding in 

that it refers to the tasks required of the supervisor in 

the performance of the supervisory job. There is, as 
determined by analysis of the comments of managers, a high 
degree of congruence between the three organisations, 

sampled with respect to the subject of this section. 

Discussions during interviews with managers centred around 
the question "What do you feel are the major tasks required 
of a supervisor in this organisation? ", the answers to 

which are summarised in Table 26. The selection of comments 
presented below reflect the discussion which had as its 

theme, the main task elements the manager perceived were 
most important for the supervisor to perform. 

The control and organisation of labour assumed first 

priority for several managers, associated with planning 
and decision-making. 

A relevant comment on this subject was: 

"Our supervisors have-to organise and control labour first 

and foremost. It needs planning and on-the-spot decisions. 
He has to keep them informed as to what they have to do... 

and checking quality and volume produced and changing things 
to meet targets". (C3 CMl ) 
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TABLE 25 ANSWERS' TO QUESTION "WHAT DO YOU FEEL ARE 

THE IMPORTANT CHARACTERISTICS OF A 

SUCCESSFUL SUPERVISOR? " 

RESPONSE 

1. Multi-skilled with wide 
experience on shop floor. 

FREQUENCY OF RESPONSE (To) 

42go 

2. Ability to, man. gs-men. Man- 41% 
management skills of 
leadership and-. communication. 

3. Technical knowledge of plant, 38% 
machjnery-and product_ 
specifications. 

4. Reliable, trustworthy, 26% 
-possessing integrity, honest. 

5. Good worker, time keeper, 9% 
keen, enthusiastic, motivated. 

TABLE 26 ANSWERS TO QUESTION "WHAT DO YOU FEEL ARE 

THE MAJOR TASKS REQUIRED OF A SUPERVISOR 

IN THIS ORGANISATION? " 

RESPONSE 

1. Achievement of production 
output (volumes, quality 
levels). 

2. Planning, checking and 
modifying production 
variables (labour, plant, 
product specification). 

3. Organisation and control of 
labour. Communicating with 
and motivating labour. 

FREQUENCY OF RESPONSE (%) 

57% 

33% 

25% 
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Some managers saw the task of checking volumes, quality 

and plant as a significant element of the supervisor's 

work role. Two examples illustrate this point: 

"Checking the gear (production output), goes out the door first 

of all. Checking quality --setting up machines and 

organising the repair of breakdowns". CC1 BM2 

"Most of it's checking - quality, machines and people and 

putting things right when they go wrong. Sorting out 

people in their jobs, resetting a machine, or changing a 

raw material ". (C2 DM2 ) 

The majority of the sample of managers refer to the 

achievement of production output as the supervisor's main 
task. However, within this overall task there are several 

component tasks to which individuals refer individually. 

Table 26 incorporates these individual components in the 

umbrella term "Achievement of Production Output". 

Planning, checking and modifying production variables is 

self. explanatory, referring to the sequential tasks of 

planning, monitoring and adjusting as necessary, the 

variables which influence the production process. The 

organisation and control of labour is seen by many managers 

as a separate task involving elements such as communicating 
with subordinates, motivating subordinates, and applying 
the disciplinary system which is prevalent in the 

organisation. 

4.5 Summary 

The main objective of this chapter has been to present the 

results of analysis of questionnaire and interview data 

arising from the pilot study. The aims of the pilot study 
were to test the data collection methods and examine the 
data to determine whether there was consistent support for 



180 

the research hypotheses and theoretical model. The major 

changes in data, collection methods which have taken place as 
a result of the pilot study results are the questionnaire 
scales of job motivation and need-for clarity. In the former 

case the scale has been extensively modified and lengthened 
in an attempt to improve Internal consistency, which has 

subsequently been achieved. In the case'of the latter scale 
the process of "scale purification" was successfully performed. 

A total of 61 supervisors and 16 managers were interviewed in 

the three pilot study organisations, and 58 completed 
supervisory questionnaires were received by the author which 
form the basis for the-analysis of questionnaire data (having 
been paired with the appropriate management questionnaire, all 
of which were returned completed to the author). 

A profile of the supervisors participating in the pilot study 

sample was presented indicating the mean supervisory age, 

number of years in a supervisory position, the number of 

subordinates supervised, and the number of years the 

supervisor had spent in the position prior to becoming a 

supervisor. The typical supervisor in the pilot study sample 

was 47 years old and had spent, on average, 9 years in the 

role of supervisor. He was responsible for 17 subordinates 

who reported directly to him and had occupied his previous 

position, prior to achieving the supervisory position, for 

an average of over 7 years. The analysis of reliability of 
the modified questionnaire scales indicated an acceptable 
level according to the criterion specified by Nunally (1967). 

The Kruskal-Wallis test applied to the three groups of 
supervisors (3 samples) support, with the exception of the 

variables, "discrepancy between role perceptions of supervisors 
and managers" and "Job motivation", the suggestion that there 
is a lack of significant difference between the three groups 

of samples across the variables described in Appendix 3.0 
and 3.9 
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Evidence for the support of Hypothesis 1. below, is provided 
by the results of a Mann-Whitney U-Test- which was applied to 

scores of a sample of supervisors and managers on the role 
ambiguity scale. 

Hypothesis 1: The existence of role "ambiguity is a commonly 
occuring characteristic of the production supervisor's role. 

The result of the test suggests support for the statement 
that the level of role ambiguity experienced by supervisors 
in the pilot study sample is greater than that of the managers 
in the management sample, In the absence of mean values of 
scores on the ambiguity scale for other groups from other 
research studies, it is diffcult to provide further positive 
supporting evidence for, Hypothesis 1. -However, in the case 
of the supervisory sample the mean score on the scale was 43.8 

which (S. D. 8.5) is slightly higher than the mid-point of the 
scale (42.0). 

The remaining research hypotheses are described below and the 

associated evidence for their support is presented. The 

evidence for support (or rejection) of hypotheses comes from 
both questionnaire and interview data. With reference to 
Hypothesis 2 and 3 below, whilst no clear direct relationship 

can be identified between job motivation and-role ambiguity 
from the interview data, there are indications of possible 
relationships. That is, one source of job motivation is seen 
as job satisfaction (mentioned by 42% of all supervisors) and 
the lack of role clarity is described by 33% of all super- 
visors as a source of dissatisfaction. So, in that job 

satisfaction is apparently negatively related to role ambig- 
uity and job motivation and satisfaction are positively 
linked, there is an indirect negative relationship between 

role ambiguity and job motivation. In addition, supervisors 
describe their attitudes towards situations which involve 

ambiguity as generally unfavourable. 

Hypothesis 2: Role ambiguity has a significant influence 
upon the work motivation of the production supervisor. 
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Hypothesis 3: Role ambiguity is negatively related to the 

work motivation of the supervisor, 

Evidence from the statistical analysis of questionnaire 
data indicates some support for Hypothesis 2 and 3. The 

analysis performed was Spearman-Rank correlations, the 

results of which included the. 'correlation coefficients (rs) 
between the variables measured, and their level of 
significance. The correlation coefficient for the two 

variables job motivation (JOBMOT) and role ambiguity 
(ROLAMB) can be seen from Table 5 to be -0.24 which, 
although modest in size, is significant at the . 05 level 
of significance and in the hypothesised direction, that is 

there is a negative relationship between job motivation 
and role ambiguity. 

Hypothesis 4 concerns the suggested mediating role of need 
for clarity in the relationship between role ambiguity and 
job motivation. 

Hypothesis 4: The effect of role ambiguity upon motivation 
is mediated by the individual supervisor's need for clarity. 
The results of partial-correlation analysis indicate no 
support for this hypothesis, the correlation between role 
ambiguity and job motivation is not significantly different 
between the two cases when the influence of need for clarity 
is controlled and not controlled. However, the lack of clear 
role expectations of supervisors is quite commonly (33% of 
supervisors mentioned lack of clarity) described as a source 
of job dissatisfaction. 

Hypothesis 5: The quality of the communicating relationship 
between the supervisor and his immediate superior is 
negatively related to the degree of role ambiguity 
experienced by the supervisor. 
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The results of interviews concerning the subject of 

communication between supervisor and superior suggest 
that supervisors commonly feel that their communicating 

relationship with their superior is not good. A majority 

of supervisors when asked the question "Do you feel the 
information you receive from your superior is (1) timely 
(2) trustworthy (3) useful, and (4) adequate, responded 

negatively to all four subjects. In discussions of role 

ambiguity, 3 of the situations which supervisors described 

as leading to feelings of uncertainty, can be directly 

linked to the effectiveness of communication between 

supervisor and superior (Repsonse Categories 1,2 and 3 in 

Table 21). Statistical evidence from the Spearman 

correlation analysis shows a negative and significant 

relationship (rs -0.23, P= . 05) between role ambiguity 
and the quality of communicating relationship between 

the supervisor and his immediate superior. 

The final research hypothesis described the proposed 
relationship between role ambiguity and job satisfaction. 

Hypothesis 6: Role ambiguity is negatively related to the 
job satisfaction of supervisors in the study. 

Clear support for the hypothesis exists from the result of 
correlation analysis. The relationship between job 

satisfaction was found to be negative and significant at 
the . 001 level (rs = -0.49), and is the second largest 

coefficient in the correlation matrix (Table 9). 

Evidence from the interviews is less clear. Whilst lack 
of clarity concerning role expectations has been described 
by supervisors as a source of job dissatisfaction, to 
relate lack of clarity to job satisfaction assumes that 
dissatisfaction is the opposite end of the satisfaction 
scale. There is some data to support the view that 
supervisors view job dissatisfaction as the opposite of 
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job satisfaction. Athen identifying sources of 

dissatisfaction many supervisors described the opposites 

of "sources of satisfaction". Unfortunately, lack of 

clarity was not one of these opposites, as it was not 
included in the list of sources of satisfaction in its 

converse but only in the list which included sources of 
dissatisfaction. However, it seems likely that items in the 

sources of dissatisfaction list would be negatively 

correlated with job satisfaction, and it may be that lack 

of role clarity (or role ambiguity as the concept has been 

defined) is negatively related to job satisfaction, but only 
influences job satisfaction when it exists at high or at 
least discernable levels. The absence of "lack of role 

clarity" or put more clearly, the existence of high (and 

acceptable) levels of role clarity (low values of ROLAMB) 

may not have the same negative relationship with job 

satisfaction which exist for low levels of role clarity 
(high values of ROLAMB). 

Major changes in the supervisory role, from the viewpoint of 
the role incumbent, have been examined during interviews 

with supervisors and the results indicate the significant 
influencing role which managers and managerial decisions have 

played in affecting the supervisor's role perceptions and 

attitudes to aspects of his work. 

Discussion of orientation and group membership investigated 

the thesis that supervisors still occupy a "man in the middle" 

position. The results tend to show that, at least from the 

supervisor's perspective, he occupies a position much more 
closely aligned to the shop floor work group than is 

suggested by the thesis mentioned above. Criteria for an 

effective supervisor have been defined by the supervisors 

and managers in the sample. There is close agreement 
between the criteria and the ranking of the criteria (using 
frequency of response as an indicator). Main sources of 
satisfaction and dissatisfaction for supervisors seem to 
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focus upon the achievement (and non-achievement) of the 

production tasks of their sectionJdepartment. Motivation 
is mainly influenced, according to supervisors' responses, 
by job satisfaction and the effects of job satisfaction, 

with Interpersonal relationships at work taking second 

place in the frequency of response rank. 

Both the authority and status of supervisors appear to 

have been reduced over the period of supervisors' work 

experience and these changes are associated with. mainly 

negative attitudes towards the subject. Levels of 
responsibility have also been reduced for supervisors but 
here, unlike status and authority, a predominantly 

positive and favourable attitude is associated with these 

changes. 
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CHAPTER FIVE 

RESULTS OF THE MAIN STUDY 

5.0 Introduction 

This chapter describes the results of the data analysis 
from the main study, involving both interviews and 

questionnaires. The organisational contexts from which 

the sample of supervisors was drawn are presented, and an 

analysis of the supervisor's role is performed. The unit of 

analysis utilised in the analysis of the main study data is 

the individual supervisor. The only exception to this 

approach occurs when role perceptions of supervisors are 

paired with perceptions of the supervisor's role by managers 
for comparison. 

On conclusion of the pilot study data analysis, a review of 

the results highlighted some important research "signposts" 

for the direction which the main study was to take. Both 

data from interviews and questionnaires suggest that 

ambiguity was experienced by supervisors, and at a level 

significantly higher than that experienced by the sample 

groups of managers. In addition, a moderate Spearman 

correlation coefficient (rs = -0.49), which is significant 

at the . 001 level, was found to associate the two variables, 

role ambiguity and job satisfaction. Whilst the relation- 

ship between role ambiguity and job motivation (rs = -0.24) 
was found to be negative and significant at the . 05 level. 

It was therefore felt that the pursuit of the strength of the 
influence and effect of role ambiguity upon the work 

attitudes of the industrial supervisor, particularly 
focussing upon work motivation, was justified. 

The total number of supervisors interviewed (N = 127) does 

not correspond to the total number of supervisors. 
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comprising the sample in the questionnaire data analysis. 
The latter sample (N = 67) refers to the number of completed, 

returned supervisory questionnaires which could be matched 

with managers' questionnaires, thereby completing 67 full 

data sets. The discrepancy between the. total number of 

supervisory interviews conducted, and the final supervisory 

sample can be explained by the analysis shown in Table 27. 

Whilst a total of 127 supervisory interviews and 41 managers' 
interviews were completed, 91 supervisory and 32 managers' 

questionnaires were returned unspoiled to the author. From the 

returned questionnaires, 67 complete data sets (manager and 

relevant supervisor's questionnaire) were compiled. 

On average, 84% of all supervisors at each plant were inter- 

viewed and 77% of all managers. In terms of the rate of 

completion and return of questionnaire from those supervisors 
interviewed, the response rates for supervisors and managers 

were 49% and 51% respectively. 

5.1 Organisational Context 

Five of the six participant organisations comprising the 

main study sample fall within the bread and bakery products 

manufacturing sector of the food products manufacturing 
industry. Each of the five organisations above were all 
members of the same food group and largely similar in product 

and process specification at each site. However, each 

manufacturing unit is organised as an individual profit 

centre within the group, with a chief executive at each site. 

The sixth organisation represents the largest food 

manufacturing division in the UK of an international 

consumer goods manufacturer. The site of the production 
operation employed over 1,000 individuals and represented 
the largest site sampled. The geographical location of 
each organisation is as follows: - 
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Organisation: Location: 

4 EAST ANGLIA 
5 S. W. WALES 

6 S. E. ENGLAND 
7 N. W. ENGLAND 

8 W. SCOTLAND 

9 EAST ANGLIA 

The production systems in each plant operated a shift 

system, in five out of six of the organisations this 

involved a 3-shift operation. One clear difference 

between the supervisory groups at each plant was the type 

of formal training experienced and qualifications gained 
by one group of supervisors, that is, many of those in 

Company 9. Here the majority of supervisors interviewed 

(over 550) had received some formal training (e. g. day- 

release) and had achieved a recognised qualification 
(NEBSS). As was the case with the pilot study sample 

groups, an analysis of variance was performed between the 

6 sample groups (i. e. organisations participating) on the 

same variables as those in the pilot study. The Kruskal- 

Wallis analysis of variance test was performed across the 

6 groups on the variables job motivation, quality of 

communicating relationship between supervisor and manager, 

age of supervisor, number of years as supervisor, need 
for clarity, job satisfaction, role ambiguity, overall 

rating of relationship between supervisor and manager (as 

rated by the supervisor), accuracy of the supervisor's 

role perceptions, and the number of subordinates who 

report to the supervisor. Appendices 4.0 to 4.9 describe 

the results of the analysis by each of the ten variables. 

Tie results of the Kruskal-Wallis analysis indicate that 

the "number of subordinates" (NO SUBS) and "number of years 

as foreman" variable (YRS FMAN), have a level of significance 
sufficiently low to reject the. Null Hypothesis that 
there is no difference amongst the 
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6 groups of the average score on the variable in 

question. In this case the Null Hypothesis is rejected 
in favour of the Alternative Hypothesis that the 6 groups 

are not the same in their average scores on the "number 

of subordinates" variable (NO SUBS). However, for most 

variables (the remaining 8), the Null Hypothesis that 

there is no difference between the groups on the average 

scores on the variables, cannot be rejected (at the . 05 

level of significance). 

5.2 Supervisory Profile 

An overall supervisory profile of the total group (N = 67) 

of supervisors comprising the total number of completed 
data sets (Table 27) is illustrated by Table 28 and 
describes some summary biographical data of the supervisors 

sampled. 

A total of five supervisors in the main study sample were 
female (7.4%), four of those supervisors being responsible 
for predominantly female labour. All those supervisors 
included in the main study group sample worked within the 

production function of each organisation, located in 

manufacturing and responsible for the achievement of 
traditional production objectives. For example, the 

objectives of volume of output, quality and cost of 

production. The average span of control of supervisors in 

the food plant studied by Child and Partridge (1982) was 28, 

compared with 29 found in the current study. 88% of all 

supervisors in the main study had experience of working on 
the shop floor as an-operative. The remainder had reached 
the position of supervisor through a variety of routes. These 

included individuals who had crossed functions from, for 

example, work study (industrial engineering), research and 
development, or quality control to the production function. 
Others had applied for their current jobs as a result of 
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redundancies in other parts of the industry or as a result 

of work preference. 

The level of unionisation amongst supervisors in the sample 

was 86%, significantly higher than the national average for 

all industries in 1979 which was thought to be approximately 
40% (Partridge and Child 1982). The three main Unions 

concerned were A. S. T. M. S., M. A. T. S. A. and the supervisory 
branch of the Bakers Union. Discussion concerning reasons 
for joining a union or association revealed that the most 
common were: 

(i) To provide a form of employee "protection" (51%) 

(ii) As a response to a specific event or 
incident occuring in the organisation (24%) 

(iii) To negotiate on the individual's behalf 

to improve pay and conditions (17%) 

Over 92% of all supervisory members of a union fell within 
the three categories above. The remaining group of 

. 
supervisory union members were either unsure about their 

motives for joining a union or felt they had to as they 

believed everybody else was in the union. Nicholas and 
Beynon (1977) in their book "Living with Capitalism" refer 
to the need of the foreman for protection which is met by 

his union membership. In this study, over half of the 

majority group (95%) felt the 'need for protection' referred 
to by Nicholas and Beynon. 

Those supervisors not members of any union or association 

explained their situations in terms of either: 

(i) Strong principles against/feelings about 
the role of Trade Unions generally in 

industry. (4%) 
(ii) They had been expelled or "blacked" by 

a union for working when a strike had been 

called (or some other misdemeanor). (1%) 
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Child and Partridge (1982) found that the most frequently 

mentioned reason for supervisors joining unions referred 

to a "group norm of membership" and was described by 45% 

of supervisors as "because most people here are members". 

This reason was mentioned most often in the engineering 

plant studied by the authors. 

Other reasons for joining unions identified from data from 

the food plant studied were defined by Child and Partridge 

as normative, for example, "because I think everyone should 

be in a union", was one such reason provided by supervisors. 
The study summarised the rationale for most supervisory 

membership to unions as "collective strength in relation to 

the company rather than against their own immediate superiors". 

The, findings of the current study would tend to support those 

of Child and Partridge in that the majority of supervisors 

interviewed (51%) refer to the general need for "employee 

protection" which membership of the union satisfies. The 

issue of 'employee protection' referred to here describes the 

protection of the employee. from what supervisors described 

as "the company". 24% of all supervisors in the main study 

referred to a specific event or incident which had caused 
the supervisors to join the union. This included such issues 

as disciplinary action against a supervisor (or supervisors), 
"lack of managerial support" or threat/recent history of 

redundancies or dismissals among the supervisory group. 17% 

of supervisors said they had joined the union mainly so 

that it may negotiate on their behalf for better pay and 

conditions. 

In the latter part of this chapter a role analysis of the 

supervisors in the main study sample is described with 
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further reference to the supervisor's work context. 

5.3. Analyti'ca: l" Methods 

There are two underlying types of analysis performed in the 

analysis of the main study data. The first, which has been 

used to isolate themes and'common attitudes from the 

interview data, is content analysis, the detail of which 
has been described in Chapter 3. The second group of 

analytical techniques has particular relevance to the 
hypotheses presented in Chapter 3. These techniques are 

mainly non-parametric statistical methods of analysis 
including non-parametric correlation analysis (using 

Spearman Rank correlations), and tests for identifying 

differences between groups. Anotber analytical technique 

which has been employed to isolate relationships between 

the variables in the theoretical model and to evaluate 
the explanatory value of the model is multiple regression. 

As in the case of the pilot study, the internal consistency 

measures of the reliabilities of the scales used in the 

supervisory questionnaire were determined. 

The modified motivation scale was previously analysed and 
its reliability index was found to be in excess of 0.75. 
This result is consistent with the value which can be 

predicted by the formula below concerning the reliability 
of a lengthened scale. 

x* = k. r1. 

1+ (K-1) r1 
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where r* is the reliability of the lengthened test, 

k is the factor by which the test has been 

lengthened, 

and rl, the reliability of the original test. 

Substituting the relevant values into the above equation: 

r* = 4.0.45 = 1.8 = 0.76 

1+ (3.0.45) 2.35 

The method of content analysis of interview data which has 

been adopted in this study can be described as a 

qualitative analysis of interview notes. The mechanism 
utilised to isolate supervisors' attitudes towards the 

subjects discussed involved, initially, the classification 

of all interview data under the subject categories defined 

earlier (Figure 12, Chapter 3). 

The responses of supervisors towards these subject 

categories were then recorded in note form by the author 

and subsequently classified into, the response categories 

presented in the answers to each question (see Table 31A, 

for example). Some of the data generated by interviews 

could not be neatly classified into any one subject category 
and account for the discrepancy which exists in some 
tables of response frequencies between the total frequency 

and 100% (clearly, the total sum of all responses will 
exceed 100% where an individual has mentioned more than 

one response category in his reply to a question). 

The interpretation of the interview notes and comments 

made by supervisors is based upon an understanding and 
subjective interpretation of the language used by 
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supervisors. There are, however, several advantages 
from which the author has benefited in terms of achieving 

an improved level of validity of results. In the course 

of interviews in this study, discussion of a subject 

occurred as a result of, initially, specific questioning 
by the author. Following this initial phase the 

supervisor often expressed an attitude towards the 

subject under discussion, followed by some anecdotal 

evidence to support that attitude or to explain why 

that attitude was held. 

This can be seen as an example of one method of 

supporting or checking that the attitude has been 

recorded as it was expressed. In the following text 

concerning interview data, some anecdotal information 

is presented to illustrate the value of this type of 
data. 

One further advantage which the author has exploited has been 

his knowledge of supervisory work systems, the tasks, and the 

shorthand or jargon often used by supervisors. In terms of 

exchanging information during interviews, an understanding 

of such rich descriptive terms as "deadleg", 

"rag-bag", "lifer" and "baron" and technical terminology 
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such as "pot", "slingsby", "rack-off", "roundabout", ' 

"knives" and "bechtel" has been useful. The knowledge of 

these terms is not critically important in itself, but 

negates the requirement to interrupt or stop discussions 

for clarification, which may inhibit the flow of 

conversation. 

5.4 Sca; l*e Reliabilities 

Table 29 summarises the results of the reliability index 

test applied to the scales in the supervisory questionnaire, 

using the main study data (N = 67). The scales appear to 

fulfil the criterion suggested by Nunnally (1967) as an 

acceptable minimum range for a developed scale (0.7 - 0.9). 

The measure cited throughout this study which has been 

employed as an index for scale reliability is Cronbach's 

alpha (Cronbach, 1951) which has been described as a 

conservative estimate of internal consistency of tests. 

Cronbach's alpha is referred to by Zeller and Carmines 

(1980) as probably the most popular coefficient used as a 

measure of internal consistency or "equivalence". As 

described earlier, the scale lengthening process 
(increasing the number of items) increases the correlation 

among the items, and therefore oC takes on a larger value. 

There are several advantages of using the above measure, 
which can be illustrated by the following desirable 

properties of Cronbach's alpha. Firstly, the coefficient 
is a general reliability coefficient encompassing both the 
Spearman-Brown formula and the Kuder-Richardson (20 and 
21) forms. Secondly, it makes use of all the information 

contained in the items (their number, variances and 
covariances), and it is relatively easy to compute. 
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TABLE 29 MAIN 'STUDY SCALE RELIABILITIES (N = 67) 

SCALE 

N Clarity * 

Job Motivation * 

Job Satisfaction 

Quality of Communicating 
Relationship 

Role Ambiguity 

CRONBACH, OC 

0.83 

0.71 

0.76 

0.72 

0.82 

* Modified forms of scale. 

5.5 Results 'of' Supervisory Interview Data Analysis 

5.5.1 Major Changes in the Supervisory Role 

The discussion of this subject was included in the 

interview content in order to identify the major changes 

supervisors felt had occurred in their experience in the 

supervisory role. The question initiating discussion of 
this subject was "What do you feel are the major changes 
that have occurred in your job (and the Company) since you 
first became a supervisor? ", and was designed not only to 

elicit what are seen as significant changes, but also the 

supervisors' attitudes towards those changes. 

Significant changes affecting the supervisory role in the 

recent past have been described by several researchers 
(for example, Thurley and Wirdenius, 1973) as an "erosion" 
of the supervisory role, and include the following 
influences: 
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(i) The Increase in the power and status of 

shop floor trade unions and their 

representatives. 

i, ) The erosion of the differential between 

supervisors' and workers' pay. 

(iii) The introduction of "specialist" functional 

departments (e. g. industrial engineering, 

quality control, personnel, industrial 

relations and production planning). 

(iv) The introduction of graduate or trainee 

managers occupying a supervisory role for 

a limited period. 

(v) The discrepancy between supervisory 

responsibility and authority. This refers 
to the situation where a supervisor may 
find himself responsible for aspects of the 

work system over which he has little or no 

authority. 

In addition to the objectives of eliciting data concerning 

changes in the supervisory role and supervisors' attitudes 

towards them, evidence to support (or disconfirm) the five 

influencing factors described above was sought. 

Only a small minority of supervisors in the main study (5) 

as in the pilot study (12), referred to their "other" 

company experience, whilst the majority focussed upon their 

work experience with their current employer. 

The main study Interview data has followed a similar 
pattern to that of the pilot study in that two broad 

categories of responses to this subject were identified. 
The first, summarised below, refers to the changes in 

management personnel and changes attributed to managerial 
decisions. Again, as in the results of pilot study 
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interviews, a majority of supervisors (64%) described 

changes in their work situation to. management changes 
(and managerial decisions) in unfavourable or negative 
terms. 

Category 1: References to Changes In Management 

In summarising the responses of supervisors which have 
been classified in the above category, there are clear 
references to the five factors which were described 

earlier as having had a significant influence upon changes 
in the supervisory role. Supervisors refer to the 
erosion of differentials between supervisors' and workers' 
pay, the introduction of specialist departments, the 
introduction of trainee and graduate managers and the 

reduction in their authority and status, and attribute these 

changes to managerial decisions and changes in management 
personnel. The majority of responses indicate a largely 

unfavourable attitude towards these changes. Changes in 
the physical aspects of the production facilities and new 
technology which has been introduced are seen in mainly 
positive terms by supervisors, many recognising the 
benefits which can be gained in plant efficiencies and 
productivity. 

Supervisors in the main study sample commonly mentioned 
some aspect of "management style", either in describing 
their own manager or with reference to senior management. 
The most popularissues, in terms of the frequency with 
which they were raised, were discipline at work and the 
management of trade unions. 

A general decline in discipline of employees at work was 
expressed by those supervisors who felt it was a 
significant change, and the cause of this change was 
linked to managers who were thought to be "too weak". 
The second issue concerned the perception of supervisors 
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that managers had been "soft" in their dealings with-the 

union generally. This had caused, according to many 

supervisors who raised this point, the unions to achieve 

power too quickly and act in an irresponsible manner in the 

way they'used that power. 

There were several comments concerning the changes which had 
taken place to supervisory work tasks. Reflecting the 

results of the pilot study, supervisors described the 

reduction in the physical work aspects of supervisors' 
tasks and a decrease in. the variety of tasks in the 

supervisor's job. Some supervisors felt their jobs had 
been reduced to those of "super-skilled operatives" with 
an associated reduced level of authority. One 
individual expressed perhaps the most extreme view with his 

comment concerning authority: 

'T can't even tick a man off now without being dropped in it". 
(D1 E24) 

Many unfavourable attitudes were associated with changes in 

task variety and authority in the supervisor's role, but 

there were clear positive and favourable attitudes to the 

reduction of physical work. A minority of supervisors felt 

that they now spent a greater proportion of their time 
dealing with "people problems" which provided variety and 
interest. 

Category 2: References to Changes in Other Aspects of 
the Supervisory Work System. 

Supervisors' responses not 

which can be assumed under 
in management personnel or 
decisions, are included in 

under the general heading 

supervisory work system". 

classified into those changes 
the general heading of changes 

. resulting from managerial 
the group of subjects discussed 

"changes in other aspects of the 
These subjects are: 
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(i) Work Force Attitudes. 

(ii) Legislation. 

(iii) Trade Union Power. 

(iv) Supervisors' Responsibility. 

Over one-fifth of all supervisors interviewed described 

changes in the attitudes of work force. Many felt that 

workers' attitudes had changed significantly over their 

work experience as supervisors. The general view was that 

changes in workers' attitudes were"for the worse. " 

Supervisors described a "lack of interest in work" and 

"no pride in their work" as two common attitudinal changes. 

Legislation, specifically the Health and Safety at Work 

Act,, and the Employment Protection Act, was a subject 

towards which supervisors held mixed attitudes. Most of 

those supervisors referring to legislation as a 

significant change in the supervisory work role, felt that 

the Health and Safety at Work Act was a positive, 

favourable change and made a positive contribution to 

conditions in the workplace. The remaining legislation 

was seen in clearly negative, unfavourable terms. Specific 

reference was made to the Employment Protection Act which 

was seen by several supervisors as contributing to the 

already difficult task of dismissal even for serious 

misdemeanors at work. 

Whilst the impact of the increase in the power of trade 

unions in the workplace is attributed to managerial 
decisions (and reported in Category 1), supervisors 

mentioned the increase of trade union power in industry 

generally, often remarking that unions had acquired too 

much power too quickly. Supervisors see the influence of 

this change as a further complication in the supervisor- 

subordinate and. supervisor- superior relationships. This 
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aspect of the perceived effect of legislation was viewed 

unfavourably by supervisors describing legislation as a 

major change. 

The final subject comprises supervisors' perceptions of, 

and attitudes towards, supervisory responsibility. Those 

supervisors describing this subject as a change in the 

supervisory role, referred to a decrease in the 

responsibility of supervisors in their current role with 

respect to areas of supervisory work for which they were 

previously responsible. Overall, attitudes towards this 

change were mainly favourable. This section of the data 

provides contradictory evidence to that presented in the 

pilot study data. In the pilot study supervisory 

responsibility was perceived to have increased, yet many 

supervisors felt there was little responsibility in their 

work. In the main study supervisors felt there had been 

a decrease in their responsibility and the responses to this 

change were mainly favourable. In both samples, 

supervisors felt low levels of responsibility in current 

work roles,. which were associated with positive, favourable 

attitudes in both groups. An example of supervisors' 

comments concerning reduced levels of responsibility 

involved product quality and plant repair and maintenance, 

whilst comments concerning increased responsibility from 

the pilot study referred to the additional responsibility 

superviscrs felt due to the effects of the Health and 
Safety at Work Act. 

Table 30 summarises the attitudes of supervisors towards 

the subjects raised as major changes in the supervisory 

role in both Category 1 and 2 and the frequency with which 
they were mentioned by supervisors. 

The most frequently mentioned subject area for the main 

study sample was changes in managerial personnel and 

changes effected by managerial decisions. The same subject 
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was ranked as. the most frequently mentioned change in the 

supervisory work system. In both cases a large majority 

of supervisors attitudes were unfavourable towards this 

subject area (. 77% of the pilot study, 750 of the main study). 

The comments of supervisors in the main study lend support 
for the conclusion reached in the pilot study. This suggested 

that supervisors recognise the power of management to 
implement change. There is also an implicit acceptance 

amongst supervisors that managers can considerably 
influence the success of the supervisor in achieving 

supervisory work targets. Again, the main study interview 

data confirms the pilot study results in the finding that 

supervisors feel that managers have a largely negative 

effect upon the achievement of supervisory work targets. 

The second, most popular issue mentioned in the main study 

was the change in differentials (associated with an 

overwhelming negative attitude) which was not seen by 

supervisors in the pilot study as a major change in the 

supervisory work system. Similarities are encountered 

in the first six rankings from both pilot and main study 

results. Legislation, the physical work element of 

supervisory tasks, supervisors' status, all appear in both 

rankings. 

From both data sets (pilot and main study) there is evidence 
for the support of the five statements concerned with 

apparent "erosion" of the supervisory role in the recent 

past (see 5.5). Confirmation of the negative or 

unfavourable effect, from the viewpoint of supervisors, 
is apparent from the attitudes illustrated in Table 10 and 
Table 29. The causes of the "erosion" of the supervisory 

role is mainly attributed by supervisors in both samples 
to managers and managerial decisions. Only the increase 
in the power and status of shop floor trade unions and 
their representatives was described as -outside the sphere 



206 

of control and influence of management. 

5.5.2 Orientation and Group Membership 

This subject was discussed to determine whether the sample 
of supervisors felt "members" of, or oriented towards a 
particular work group (e. g. the management group, 
supervisory group, shop floor-work group, employees of 
the company). 

If, as Nealey and Fiedler (1968) have suggested, the 

largest gap in the organisational hierarchy exists between 

the supervisor and his manager, it would be unlikely that 

supervisors would feel oriented towards, or members of, the 

management group or "team". If such a gap exists, and 

supervisors were encouraged by managers to feel part of the 

management team, whilst seeing themselves as members of 

another group, this could provide evidence for part of the 

explanation of why role ambiguity may be experienced 
by supervisors. 

Discussion involving the above subject has relevance for 

determination of the current validity of the "man in the 

middle" thesis, developed by Roethlisberger 

(1945) and subsequently referred to by others (Wray 1949, 
Patten 1968), which suggests that the supervisor is neither 
"fish nor fowl", falling between the two stools of 

management and work force. 

Table 31A and 31B present the responses to the three 

questions posed to supervisors when. discussing the issue 

of orientation and group membership. In the main and 
pilot study sample of supervisors a majority of supervisors 
expressed feelings of membership, association and 
allegiance to the shop floor work group. Considering both 

samples, at roost about one third of all supervisors felt 
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TABLE 31A ANSWERS' TO THE' QUESTION "TO WHICH WORK 

GROUP' DO YOU FEEL MORE' CLOSELY ASSOCIATED? " 

(N = 127) 

RESPONSE 

1. To a Shop Floor Work Group. 

2. To the Supervisory Group/ 
Middle Group between 
Managers and Workers. 

3. No Group/Company Employee/ 
Not Sure/Don't Know 

4. To the Management Team/Group 

FREQUENCY OF RESPONSE (%) 

71 

19 

5 

4 

TABLE 31B ANSWERS' TO THE' QUESTION' "OF WHICH WORK' GROUP 

WOULD YOU SAY ' YOU' WERE' 'A MEMBER? " (DO YOU 

FEEL ANYALLEGIANCE TO' ANY ONE WORK GROUP, IF 

SO, WHICH ONE'? ") (N = 127) 

RESPONSE 

1. Shop Floor Work Group 

2. Supervisory Work Group 

3. No Group/Company Employee/ 
Not Sure/Don't Know) 

4. Member of Management Team/ 
Group 

FREQUENCY OF RESPONSE (%) 

59 (54) 

23 (38) 

15 ( ?) 

3( 1) 
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closely associated with the supervisory or middle group 
between workers and management. Discussions of this 

subject revealed that supervisors often explained their 

orientation to the shop floor work group with reference 
to their social background and the need for cooperation 

with the shop floor work group to achieve production tasks. 
An associated aspect of this issue was the belief, that 

some supervisors expressed, that supervisors required the 

continual cooperation of the shop floor in order to fulfil 

their own work roles. 

Those supervisors describing themselves as members of the 
middle, or supervisory work group reported that they acted 

as a "buffer" between management and workers, sometimes 
"leaning" towards one group, sometimes the other. These 

supervisors referred to the "need to be seen as fair" and 
that supervisors have to "judge" the merit of a case and 

not automatically assume loyalty to one group or another over 
a controversial issue. 

The results of both pilot and main study indicate evidence 
to support the Nealey and Fiedler suggestion that a large 

gap does exist between management and supervisory groups, 
at least from the viewpoint of the supervisor. Less support 
was apparent for the element of the "man in the middle" thesis 

which refers to the organisational position of the supervisor. 
On average, over the main and pilot study samples, only about 
one fifth of all supervisors felt associated with, members 
of, or had allegiance to)the supervisory work group. 

5.5.3 Recruitment, Selection, Training and Development 

of Supervisors 

As with the pilot study, discussion of the above issues was 
seen as comprising one interview subject area due to the 
fact that supervisors often discussed one of the 
four issues with reference to the others. These four 
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issues were included in interviews to assess the 

supervisors' attitudes towards the issues and determine 

the current organisational practises relevant to each issue. 
They have particular value because, in several organisations, 

managers referred to supervisory recruitment, training and 
development as "of paramount importance" and "central to 
the effectiveness of our manufacturing operation". Several 

managers described the recruitment and selection of "first- 
line managers" (i. e. ' supervisors) as an area where much 
managerial time and effort was expended. 

Many supervisors' comments concerning the recruitment and 
selection of supervisors describe, as in the pilot study, 
experience on the shop floor as a pre-requisite for 

promotion to the position of supervisor. Again, the 

natural career progression route was from chargehand or 
leading hand to supervisor. A capacity for hard, physical 
work was one further criterion identified by supervisors 
in selecting potential supervisors. 

The most popular responses to the question "If you were 
selecting a supervisor-what sort of background experience 
would he have? " are shown in Table 32. - 

6 
The main differences between the responses shown in Table 
32 and those relevant to the pilot study (Table 12) are 
the decreases in the frequency of response 2 and the 
increase in response 3. Fewer supervisors in the main 
study referred to experience as a chargehand or leading 
hand as a preferred background for potential supervisors. 
More supervisors in the main study, however, described a 
detailed knowledge of the plant and products as a 
necessary background criterion. The most often mentioned 
response was "experience of working on the shop floor" 

which. is consistent with, although less than, the figure 

reported in the pilot study. This result may help to 
explain the negative attitudes many supervisors hold 
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TABLE 32 ANSWERS TO THE QUESTION "IF YOU WERE 

SELECTING A SUPERVISOR WHAT SORT OF 

BACKGROUND EXPERIENCE WOULD HE HAVE? " 

(N = 127) 

RESPONSE FREQUENCY OF RESPONSE (%) 

1. Experience of working 68 
on the shop floor. 

2. Experience as a chargehandf 24 
leading hand working on the 
shop floor. 

3. -Detailed knowledge of 21 
plant and products. 
Technical knowledge. 

4. Experience of managing/ 9 
handling men. 
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towards the introduction of graduate and trainee managers, 

who have no practical experience of working on the shop 

floor into the position of supervisor in some 

organisations. 

Reflecting the pattern of responses in the pilot study, 

supervisors identified experience with working with men 

on the shop floor as the most popular response to the 

question "what are the most important skills and abilities 

a person should have if he is to become a successful 

supervisor? ". (Table 33) 

The second-ranked response was a detailed knowledge of 

plant, products and processes in the manufacturing 

operation. 

The supervisors in both studies have indicated, by their 

responses, the importance of shop floor experience in both 

selection of supervisors and their subsequent success in 

the role. The benefit to be derived from such experience 
is clearly not only the acquisition of technical knowledge, 

which is often identified as a separate issue. Supervisors 

refer to the insights that may be gained in "understanding 

workers" by experiencing working on the shop floor at first 

hand. One comment illustrates the insights that may be 

gained. 

"You've got to work there yourseZf to know. It helps if 

you've been just a worker - you know how their minds work - 
what they think about - what they can get away with - 
how hard to push themselves - who they can get round. You 

get to see all the fiddles and tricks - that's what a 
supervisor needs to know - there's no other way - you 
have to work there". (Cl D15) 

The final question presented to supervisors in this 

category referred to organisational practises concerning 
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TABLE 33 ANSWERS TO THE QUESTION "WHAT ARE THE 

MOST IMPORTANT SKILL'S' AND ABILITIES' A 

PERSON SHOULD HAVE IF' HE 'I'S TO BECOME 

A SUCCESSFUL SUPERVISOR? " (N = 127) 

RESPONSE -FREQUENCY OF RESPONSE (%) 

1. Good experience of 41 
working with men on 
the shop floor. 

2. Detailed, in depth 32 
knowledge of products, 
processes and plant. 

3. Ability to manage men. 19 
Achieve respect, be a 
good leader. 

4. Ability to solve problems 15 
(e. g. breakdowns, labour 
problems, arguments). 

5. Good at administration, 10 
figure-work, planning 
(e. g. ordering raw 
materials, labour). 

6. Ability to "get on", be 7 
friendly, work with 
subordinates, peers and 
superiors. 
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selection, recruitment, training and development, and 

supervisors' attitudes towards them. 

Recruitment and selection of supervisors follow 

predominantly traditional lines in that the leading hand 

or chargehand is often selected for supervisory posts when 
they become vacant. Trainee managers, their temporary 

occupation of the supervisory role, and the unfavourable 

attitudes many supervisors hold towards them, have already 
been discussed. ' The main study results of supervisors' 

responses to the subject of training were, as was the case 

of the pilot study results, clearly unfavourable. Many 

supervisors described training as a "waste of time", 

and "less than useless". A small minority (14%o) felt that 

training was useful. and appropriate. There was no 

noticeable difference between the groups of supervisors 
in the main study in considering discussion of attitudes 

to training. Supervisory development was discussed mainly 
in terms of career development and promotion. Most 

supervisors in the main study mirrored the views of 

supervisors in the pilot study. Over 68% of supervisors 
in the main study held unfavourable attitudes towards 

development of supervisors. One example reflects this 

attitude. 

"There are only a few chances to get on for us (supervisors). 

Most of us stay where we are -I used to want to go up, not 

now though - I'm browned off with it". (B2 C12 

27% of all supervisors held favourable or neutral attitudes 
towards development, many referring to their preference 
for their existing work role. 

5.5.4 Communicating Relationship with Superior. 

This aspect of the supervisor's work role was discussed in 
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order to determine-the quality-of the communicating 

relationship, as rated by each supervisor, which he 

experienced with his immediate superior. It was suggested 

earlier (see Chapter 2) that the quality of the 

communicating relationship between the supervisor and his 

immediate superior would affect the level of role 

ambiguity experienced by supervisors. That is, those 

supervisors who described their communicating relationship 

with their manager as poor would be more likely to suffer 

from a higher level of role ambiguity than those who 

enjoyed a high quality of communicating relationship. 

It became apparent, on analysis of the interview data by 

company, "that-no'clear"pattern could be discerned 

regarding the above hypothesis and there were, perhaps 

not surprisingly, clear differences in the practise and 

perceived style of communication events between 

departments within each organisation. Some illustrative 

comments reflecting the attitudes of supervisors are 

described below. 

"If I see the manager once a day that's Zucky - he's not 

often on the fZoar..... he leaves me notes in the office - what 

good is that? " (A4 B11) 

"We get a weekly meeting with the manager and talk about 
last week - any problems come out - it makes a difference 

when peoZe sit dorm and listen to each other". (B2 F03 

Whilst attitudes to different communication practises were 

mixed; most supervisors saw the communication events which 

occurred with their superiors in unfavourable terms. The 

answers to the questions "How would you describe the way 

you and your immediate boss communicate? " summarised in 

Table 34, reflects supervisors attitudes to communication 

with the superior, the response categories 3,4 and 5 being 

associated with negative attitudes of respondents. 
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TABLE 34 ANSWERS TO THE QUESTION "HOW WOULD YOU 

DESCRIBE THE WAY IN WHICH YOU AND YOUR 

IM 1ED IATK BOSS COIVIMUNI'CATE? " (N = 127) 

RESPONSE 

1. Good, very satisfactory, - 
useful, effective. 

2. Adequate, O. K. no 
problems, it works. 

3. Not very useful, not 
very often, there are 
problems with 
communication. 

4. Poor, very bad, useless, 
awful 

5. We don't, none, there 
isn't any. 

FREQUENCY OF RESPONSE (%) 

19% 

26% 

34% 

11% 

4% 

TABLE 35 ANSWERS TO THE QUESTION "DO YOU FEEL THE 

INFORMATION YOU RECEIVE' FROM YOUR BOSS IS 

TIMELY, TRUSTWORTHY, USEFUL, ADEQUATE? " 

(N = 127) 

RESPONSE FREQUENCY OF RESPONSE (%) 

1. Useful (Yes/No) 28 (Yes)* 67 (No)* 

2. Adequate (Yes/No) 41 (Yes) 57 (No) 

3. Timely (YesJNo) 21 (Yes) 76 (No). 

4. Trustworthy (YesJNo) 9 (Yes) 89 (No) 

(* Remaining individuals (i. e. 5%) were unsure, did not 
know or felt sometimes Yesjsometimes No) 
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Whilst no clear pattern of communication events involving 

supervisors and their superiors emerged, supervisors' 

attitudes towards formal, regular communication 

activities tended to be more favourable than attitudes 
towards informal, infrequent communication. 

Some managers held regular, formal communication meetings 

with supervisors (once per week, twice per month, or once 

per month. ) and informal daily discussions concerning such 

subjects as work targets, previous output, and labour 

planning. Others reliiRd entirely on daily informal 

discussions with supervisors. Those supervisors who rated 
their communication with their manager as less than 

adequate (falling into the response categories 3,4 or 5 of 
Table 34) often referred to a poor overall relationship 
(for example, a clash of personalities) with their manager. 

Answers to the question "Do you feel the information you 

receive from your boss is timely, trustworthy, useful, 

adequate? " are presented in Table 35, and. generally 

reflect the pattern of responses resulting from the pilot 
study interview data. 

Table 35 provides additional evidence for the low rating 
supervisors express towards communication with their 

superiors. Whilst Table 34 indicates the mainly 
unfavourable attitudes of supervisors towards the overall 

process of communication with superior, Table 35 refers more 
closely to attitudes towards aspects of the content of 
communication, that is, the information which is communicated. 
Perhaps most disturbing from a management viewpoint is the 
rating of supervisors of the trustworthy nature of the 
information communicated to the supervisor. In both pilot 
study and main study the results show that a large 

majority of supervisors view the information they receive 
from their boss as not trustworthy. Many of the supervisors 
who answered "no" to the "trustworthy" question referred to 
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discussions with their peer group (supervisors) in order 
to confirm or refute information passed by managers. 

In summarising the results of the main study and pilot study 
interview data, there is some clear support for the 

suggestion presented in Chapter 1 that the supervisor - 
superior communication relationship suffers from a 

considerable degree of inadequacy. 

5.5.5 Sources of Job Satisfaction and Dissatisfaction 

The above two subjects comprising the two themes of 
discussion during supervisory interviews were included in 

order to elicit attitudes towards them and supervisors' 

perceptions of sources of satisfaction and dissatisfaction 

In their jobs. 

Again, as was the case in the pilot study, there was often 

a- period-. of clarification of-the-issues being discussed 

before the supervisor responded to the two pre-planned 

questions: 

1. "What do you feel are the major sources of job 

satisfaction for you in your job? " 

and 

2. "What do you feel are the major sources of job 
dissatisfaction for you in your job? " 

Tables 36 and 37 show the answers of supervisors to the 
two questions presented above. The attitudes of supervisors 
towards the sources of job satisfaction and dissatisfaction 

were favourable and unfavourable respectively. This outcome 
was to be. expected due to the construction of the question. 
Both questions require the respondent to identify current 
sources of job (dis) satisfaction which he feels exist in 
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TABLE 36 ANSWERS TO THE QUESTION "WHAT DO YOU FEEL 

ARE THE MAJOR SOURCES OF 'JOB SATISFACTION 

FOR YOU IN YOUR JOB? " (N = 127) 

RESPONSE FREQUENCY OF RESPONSE (%) 

1. Achievement of 64 
departmentalf section 
production tasks 
(achieving targets set 
by manager). 

2. "Good" work atmosphere, 57 
"good" relationships 
with peers, subordinates 
and superiors. Mutual 
respect relationships. 

3. Pay, salary, rewards of 41 
work, Praise, - 
recognition. 

4. Absence of problems on 34- 
shift. No breakdowns, 
work interruptions, union/ 
labour problems. 

5. Working environment - 13 
hygiene, cleanliness, noise, 
space. Facilities at work 
place - social activities. 
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his job. If, however, the question required each. supervisor 
to describe a list- of '. deal' sources of job satisfaction. 

which should exist in his job, then it is likely that 

attitudes within the category "source of job (dis) 

satisfaction" would vary considerably with the presence of 

each item. 

With reference to responses to each question, the pilot and 

main study results show that more supervisors described 

source of job satisfaction than dissatisfaction, which 

reflects the levels of satisfaction reported by supervisors 

as, commonly, quite high. 

Some typical coýmaents which reflect the variety of responses 

are shown below: 

"It's often the Zitfa things - the manager might say you're 
doing a good Job - maybe not often but it's given me job 

satisfaction". Cog A05) 

"For me it's getting on weZZ with my manager and men - 
that's what job satisfaction's all about". (Cl B16 

"Just give me a smooth shift with no down time - that's 

all T need". (D2 C14) 

With reference to the most popular sources of job 

satisfaction, the achievement of production tasks, one 
comment reflects the attitude of many supervisors: 

"Getting the target for the day out and doing the job 

right - ,' think ,T feet satisfied then -I know I've done 

a good job. Quality, costs - all right, that's really 
satisfying". CA2 C03) 

The main difference between pilot and main study results 
on the issue of sources of job satisfaction, is the 
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increase in frequency of the responses concerning "absence 

of problems on shift", indicating the preference of over 

one third of all supervisors for a "quiet life", with 

relatively few problems which might interfere with the 

achievement of production tasks. 

Table 37 presents the answers of supervisors to the 

question "What do you feel are the major sources of job 

dissatisfaction for you in your job? " As the results of 

both main andpilot study have indicated, the converse 

of some issues mentioned as sources of satisfaction are 

referred to by supervisors when describing sources of 
dissatisfaction. These issues are included in response 

categories 1,2 and 3 in Table 36 (1,3 and 5 in Table 37). 

The common pattern of both pilot and main study results 

shows that the two most often mentioned subjects described 

as sources of job dissatisfaction for supervisors in their 

jobs are the non-achievement of departmental production 
tasks (and inhibitors of same, e. g. breakdowns) and working 

relationships with subordinates and superiors. 

Examples of comments referring to these two subjects include: 

"They are siZZy things - not enough racks, trays or buckets 
to get the job done - that's the sort of thing that throws 
out the whole production and reaZZy is the main thing". 
(A1 F14) 

"The most dissatisfying part of my job is my manager. We 
don't see eye to eye and are at each other's throats most 
of the time". (B2 E09) 

The final response category 6, in Table 37 reflects a 
similar proportion of supervisory responses associated 
with the clarity of role expectations of supervisors. 
The subject concerns the degree of clarity, perceived by 
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TABLE 37 ANSWERS' TO THE' QUESTION "WHAT DO' YOU FEEL 

' ARE THE' MAJOR SOURCES' 'OF 'JOB 

DISSATISFACTION FOR YOU IN YOUR JOB? " 
(N = 127) 

RESPONSE FREQUENCY OF RESPONSE(%) 

1. Non-achievement of 46 
departmental /section 
production tasks. 

2. Relationships with 29 
subordinates and superiors. 

3. Lack of clarity of role 25 
expectations. 

4. Attitudes/style of others. 21 
Lack of work interest shown 
by subordinates. Lack of 
cooperation between 
sections. 

5. Rewards of work. Pay, 17 
salary . 

6. Lack of challenge and 7' 
variety in work tasks. 
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supervisors about their role expectations. For 

example, when supervisors referred to their uncertainty 

concerning how their performance was-.: evaluated, or what 

managers expected of supervisors in terms of performance, 

then this response was categorised as "lack of clarity of 

role expectations". This category clearly has a close 

association with the concept, role ambiguity, and 

suggests that the presence of role ambiguity may be 

related to job dissatisfaction. 

5.5.6 Work Motivation 

In discussion of the work motivation of supervisors with 

supervisors in the pilot and main study, it was apparent 

from responses to questions about motivation that their 

concepts of work motivation included both job interest and 

feelings of involvement in work. Whilst this section of 

the interview was mainly concerned with determining the 

level of motivation of the subject and the factors that 

influenced that level, the issues of job-interest and 

involvement in work were discussed in depth when subjects 

found them relevant. 

6 

The author described his ideas to supervisors concerning 

work motivation in terms of the "desire to expend effort 
in the performance of work tasks" and focussed the 

attention of the interviewee upon this definition when 
discussing motivation. 

The influencing role of job satisfaction and interpersonal 

relationships are two factors in the pilot study which 

appear to have been mirrored in the main study. The main 
difference between the two sets of results is the position 

of interpersonal relationships in the rank of'frequency of 

response of supervisors. (see Table 38). The value of 
interpersonal relationships for supervisors' motivation is 
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reflected in the remark below: 

"T don't think T'd put any more effort into my work 

for more money -T would've for Mr..... (a retired 

manager) - he was a good bloke - the men would do it 

for him, not like today". (A2 Dog) 

One comment concerning differential financial rewards 
indicated the quite common view that organisational 

rewards did not discriminate between superior, average, 

and poor performance. 

". T could put a Zot more effort into it but what's the 

point? - you get no different money than the deadZeg - 
nobody treats you any different - why should I- the 

men nor the manager don't - it's like the bloody Civil 
Service here". (B 1 A05) 

In contrast to the above comment, one supervisor's 

response is reproduced in part below and refers to the 

possible favourable aspects of his work which he suggests 
influences his level of motivation. 

"I'm very motivated -I think it's down to a good boss, 

good men on the floor and I'm well paid too. I enjoy work 
which helps... it's different every day - that makes it 
interesting". (Cl C03 

Many supervisors' responses in the main study (68%) reflect 
the role played by interpersonal relationships in 

affecting individuals' motivation. In second place comes 
the subject of job satisfaction, individuals referring to 
the situation where, if they feel satisfied, they are 
subsequently more likely to put more effort into their 

work tasks. Almost as popular as the issue of job 

satisfaction was, as can be seen in Table 38, elements of 
the reward system and self respect, or pride in performing 
tasks successfully. 
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The final category (5) in Table 38 describes the 

frequency which supervisors responded with a comment 

about general job interest, the variety of work tasks, 

or the challenge provided by supervisory tasks. A 

difference between pilot and main study results not 

previously mentioned,. is the appearance of category 5, 

in the main study results. In this category supervisors 

referred to the way characteristics of the supervisory 

job influenced work motivation. 

The attitudes of supervisors associated with each 

category is shown in Table 38, indicating the very mixed 

attitudes Cfavourable and unfavourable) which supervisors 
hold towards the various subjects. Most favourable 

attitudes are associated with categories 4 and 5, which 
describe the supervisors' feelings of personal pride in 

their work and self-respect and several characteristics 

of the supervisory role, respectively. 

Answers to the questions "How motivated do you feel in your 
job? " and "How much effort do you feel you put into your 
job (could you put more in? ") are similar to those received 
during the pilot study, which tend to confirm the 

observation by managers and management articles that 

supervisors commonly suffer from low levels of motivation. 
The responses to both questions are summarised together as 
the questions (and responses, as can be seen from Table 39) 

are closely associated. 

The main study results differ most obviously from pilot 

study results concerning levels of motivation in respect of 
the proportion of supervisors who perceived their own 
levels of motivation as low. Over one third of all 

supervisors felt that they could apply much more effort to 
their work tasks, whilst the largest group of supervisors 
(39%) saw themselves as "moderately" motivated, describing 
"average" levels of motivation. If this data is linked 
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TABLE 39 ANSWERS' TO THE' QUESTION' "HOW MOTIVATED 

DO YOU FEEL IN' YOUR JOB? " AND ("HOW 

MUCH ' EFFORT' DO YOU FEEL YOU PUT INTO YOUR 

JOB', COULD YOU PUT' MORE IN? ") (N = 127) 

RESPONSE 

1 a. High, very motivated 
b. (High effort put into job) 

(No more input possible, 
could not put more in) 

FREQUENCY OF RESPONSE (%) 

Overlap a/b' (%) 

a. 21 17 
b. (27) 

2 a. Medium, average, moderate 
amount, middle levels, 
reasonably motivated. 

b. (Medium, normal amount of 
effort into work). 
(Could put more in, little 
more effort could be applied). 

3 a. Low levels, poor motivation, 
indifferent, apathetic, not 
interested in their work 
tasks. 

b. (Low effort input, low levels 
of effort applied, could put 
much more effort into work). 

4 a.. "Turned off", de-motivated, 
despondent, not motivated 
at all. 

b. (Minimal amount of effort 
put into work, only enough 
"to get by", could put a 
lot more effort into work 
tasks). 

a. 39 
26 

b. (28)* 

a. 31 

24 

b. (39) 

a. 8 

b. (4) 

4 

(* Frequency of response to question in brackets ()) 

(' Overlap refers to the % of "a" respondents responding 
in category 'b'. For example, in 1, of the 21% of supervisors 
(27 individuals) responding in this category, 17% (21) felt 
that they put high effort into the job, or the maximum possible). 
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with the results shown in Table 38 in an attempt to 

identify factors which may be responsible for the lower 

levels of motivation described in Table 39, the response 

categories to which supervisors have associated most 

negative of unfavourable attitudes seem most obvious 

choices. These are, in Table 38, categories 1,2 and 3, 

which are: Interpersonal relationships with superiors 

and subordinates, job satisfaction and the effects thereof, 

and the organisational reward system. 

5.5.7 Relationships with Subordinates 

Supervisors were asked to respond to questions concerning 
their relationships with subordinates as it has been 

suggested (Chapter 1) that, in addition to his 

relationship with his manager, a supervisor's relationship 

with his subordinates may be a significant element in 

determining supervisory attitudes and behaviour. This 

seems a particularly relevant issue in the light of data 

presented previously concerning the observation that 

supervisors may often view their own work performance as 

closely associated to that of the production department. 

Section 5.5.6 also presents some data which indicates that 

the supervisor's interpersonal relationships influence 

perceived levels of motivation. 

Many of the supervisors in the study often have not only 
considerable experience of working on the shop floor, 
but some also described non-work links with the 

subordinate work groups through domestic relationships, 
common educational experiences, or common friends. 

The main theme of these discussions were centred around 
the supervisor' perceptions of their relationships with 
subordinates who report directly to them. 
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The results of the pilot study and the main study both 

present a similar pattern of responses to the question 

posed to supervisors "How would you describe your 

relationship with your subordinates? " (See Table 20 - 
pilot study, Table 40 - main study). In both sets of 

results, approximately one half of all supervisors 
interviewed described their relationships with their 

subordinates as close, friendly or closely associated 

which is consistent with supervisors' responses to 

questions regarding orientation and group membership. 

Aside from the relationships that may have been 

established between supervisors and their subordinates 

through the "non-work links" described above, comments 

from supervisors suggest that the supervisor-subordinate 

relationship is often encouraged by supervisors to 

promote the cooperation of the shop floor work group. 

The following comment refers to the cooperation required 

from the shop floor group: 

"Your department's in their hands - if they want to 

they can make your Zife a misery - so you have to treat 

them right and they'ZZ respect you - not soft, not too 
friendly... but with respect". (D1 B14 

In the main study a greater percentage of supervisors 
described their relationship with subordinates as 
friendly or close than in the pilot study. 

In discussions conerning supervisors' relationships with 

subordinates it was apparent that the career transition 
for many supervisors from the position of leading hand or 

chargehand to that of supervisor had been at least 

uncomfortable and, at worst, a painful- experience. 
Some supervisors regretted their decision to move into 

the supervisor's job as they had lost, for example, much 
social contact with their previous peer group. 
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TABLE 40 ANSWERS TO THE QUESTION "HOW WOULD YOU 

DESCRIBE YOUR RELATIONSHIP WITH YOUR 

SUBORDINATES? " (N = 127) 

RESPONSE FREQUENCY OF RESPONSE (%) 

1. Very friendly, close 67 
workmates, one of mutual 
respect. 

2. Good working relationship, 24 
not friendly, "firm but 
fair". 

3. Not very friendly. with shop 7 
floor work group. Seen by 
shop floor as part of 
supervisor or management group. 
Not close. 
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Several supervisors described their decision to move into 

supervision with. some regret as they felt that they had 

lost, overall, more than they had gained through 

promotion to supervisor. 

The largest group of supervisors, as in the pilot study, 

referred to the relationship between supervisor and 

subordinates as necessarily close because the cooperation 

of the subordinate work group was required to ensure the 

achievement of group production tasks. This group of 

supervisors commonly saw their relationship with 

subordinates as close, friendly or one of mutual respect. 
The next largest group comprised those supervisors who 
felt their relationship with subordinates was not close 

or friendly, but that they enjoyed a "good working 

relationship" and they were "firm but fair" with 

subordinates. The final, smallest group of supervisors 

were those who saw their subordinates as less than 

trustworthy and who were "out for all they can get". 

Supervisors in the group described their relationship 

with subordinates as one in which they felt they needed 
to demonstrate their authority. One comment reflects 
this view: 

"lau have to be firm with the men. I used to work there 

myself so I know the wrinkles - they are out for all they 

can get so you have to be one step ahead and Zet them 
knows who's boss". (Cl A09 ) 

Considering the largest group of supervisors described 

above it is likely that, because the successful 

achievement of production tasks is apparently allied to 

supervisory job satisfaction, relationships with 

subordinates would be indirectly linked to job 

satisfaction (assuming that performance of production 
tasks is influenced by the relationship between supervisor 
and subordinate). This suggestion is consistent with 
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the results of analysis of supervisors' responses to the 

question concerning sources of job satisfaction. 

5.5.8 Role Ambi'gui'ty 

The discussion concerning the issue of role ambiguity 

centred on the experiences of supervisors in ambiguous 

work situations and their-attitudes towards these 

experiences. The concept of role ambiguity was described 

by the author to supervisors, illustrating the concept 
by examples of "grey" areas of management decision making, 
ill-defined or unclear role requirements. and a general 
lack of clarity in aspects of supervisory work. 

Reference to the subject of role ambiguity has 
. 
'been made 

in other structured parts of the supervisory interviews. 

For example, during discussions of sources of job 

satisfaction some supervisors referred to their own 

performance and how they were uncertain about how they 

were assessed by managers. Supervisors were unsure as to 

whether they were assessed purely upon departmental 

production performance or if there were other criteria 

managers applied to evaluate supervisory performance. 

In discussing group membership and orientation of 
supervisors, many supervisors mentioned the position in 

which they felt closely aligned towards the shop floor 

work group yet received encouragement from managers to 
feel part of the management team, which may be responsible 
for some ambiguity experienced by supervisors. This 

situation has been identified not only in the main study 
interview data, but also in the pilot study. 

Other situations described by supervisors as ambiguous, 
or which lacked clarity, included mainly the relationship 
supervisors should encourage with their subordinates, the 
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level of physical involvement in the production process, 

the criteria for effective supervisory performance, 

group membership or orientation of supervisors-and limits 

of authority of supervisors. 

The difference between pilot and main study results in this 

section show that in the main study no reference was made 

to the management of the relationship between shop floor 

work group, management and employee representatives, which 

represented a minor response category in Table 21. 

The attitudes of supervisors towards the four categories 

presented in Table 41 were mainly unfavourable. However, 

a small minority of supervisors felt some of the situations 

of uncertainty they described were favourable. 

The subject of physical involvement in the production 

process was seen by some supervisors as ambiguous in that 

supervisors are often required to physically participate 

in working on the production line, yet are commonly 

discouraged by some managers. Supervisors and managers 
have clearly differing views on this subject which perhaps 
indicates the ambiguous nature of the subject. 

5.5.9 The Status, Responsibility and Authority of 
Supervisors 

These subjects were discussed in close association during 

the interviews with supervisors, and have been grouped 
together in the presentation of the results. The 

discussion focussed upon the supervisors' perceptions of 

changes in supervisory status, responsibility and 

authority during the period of supervisors' work 

experience and attitudes towards these subjects. All 

three issues have been previously mentioned as major 

changes in the supervisory work situation as described in 
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Section 5.5.1. Table 42 summarises the responses of 
supervisors to the questions concerning status, authority 
and responsibility and also their attitudes tavards these 

subjects. 

Summarising the response of supervisors to the pre-planned 

questions the following statements can be made, Most 

supervisors refer to their status as having deteriorated 

over their work experience. Many supervisors determined 

their; status in terms of-the respect they felt they were 

shown by subordinates and superiors, and, overall, 

supervisors saw the reduction in their status as 

unfavourable. Some supervisors referred to the change in 

the power of the shop steward as an explanation of the 

apparent deterioration in supervisory status. In addition, 
both responsibility and authority were seen by supervisors 
to have been reduced over the work experience of many 

supervisors. The reduction in authority was seen in mainly 

negative terms whilst in the case of responsibility, this 

was seen as largely favourable. Supervisors felt that 

often their authority did not match their responsibilities. 
Whilst service departments (e. g. Quality Control, Production 

Planning) may have reduced the amount and variety of work 
for which the supervisor was previously responsible, - 
legislation, new technology and faster plant Processes are 

seen to have increased the burden of responsibility for 

the supervisor. 

As mentioned elsewhere, the final stages of the supervisors' 
interviews were devoted to the discussion of ahy subjects 
supervisors felt were important issues to -them in their 
jobs, or anything concerning supervision in the 

organisation that interviewees felt were rele'a. nt and 
important and which had not been discussed- The time 

available for these discussions was invariably short 
X15--30 minutes) but many supervisors in the ma-: n study (64%) 

raised issues of relevance not only to the precious 
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subject categories, but also-those outside the scope of 
this study. For example, several supervisors were 
concerned with career development and introduced 

discussions concerning personal career routes. Others 

were more concerned with the current economic climate, 

unemployment, market conditions. and company 

profitability. As was the experience in the pilot study, 
several supervisors were concerned with the impact of new 
technology at work with particular reference to computers 

and automation in the production process. 

5.6. Interviews with Managers: 'Results of' Content 
Analysis 

A total of 41 managers from the six participating 
organisations were interviewed, following the same 
interview process as that employed in the initial stages 

of the supervisory interviews. The main subjects for 
discussion were different from those discussed during 
supervisors' interviews and are described below. 

(i) The manager's style of management, referring 
specifically to the management of 
supervisors. 

(ii) His criteria for effective supervision. 

His perceptions of the supervisor's role in 
the organisation, identifying the most 
important elements in the supervisor's role. 

5.6.1 Management Style 

This topic was discussed with reference to the way in which 
the manager managed his supervisors and how he described 
his relationship with them. The results of an analysis 
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TABLE . 43 ANSWERS TO THE QUESTION "HOW WOULD 

YOU DESCRIBE YOUR MANAGEMENT STYLE? " 

RESPONSE 

1. Dependent upon individual 
supervisor and situation, 
flexible, variable style. 

43 

2. Participative, consultative, 36 
democratic, involving 
supervisors in decision-making. 

3. Formal superior-subordinate, 12 
disciplined. 

4. Low/No trust, close 8 

. supervision, authoritarian. 

TABLE 44 HOW WOULD YOU DESCRIBE YOUR 

RELATIONSHIP(S) WITH YOUR 

SUPERVISOR(S) '(N '= 41) 

RESPONSE 

1. Friendly, cooperative, 
close, good relationship, 
supportive. 

FREQUENCY OF RESPONSE (%) 

FREQUENCY OF RESPONSE (%) 

2. Formal, manager-subordinate 
relationship. 

3. Poor, conflict relation- 
ship. Personality clashes 
between boss and supervisor. 
Not good, less than adequate.. 

71 

20 

7 
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of answers to th. e question, "How would. you describe 

your management style" is reported in Table 43 and 

reflect, largely, the pattern wh. ich'emerged from the 

pilot study results. The majority of responses 

indicated that managers saw their style as dependent 

upon the individual supervisor and the situation, suggest 

the manager employed a variety of styles in their contact 

with supervisors. 

The main study results indicate a greater proportion of 

(Category 2) democratic-style managers than that in the 

pilot study, with, a commensurate reduction in the flexible- 

style manager (Category 1). 

The style of managers, as described by managers, is 

reflected in the pattern of relationships managers perceive 

with. their supervisors. Table 44 shows the managers' 

answers to the question "How would you describe your 

relationship with your supervisor? ", and shows that a 

majority of managers see their relationship with their 

supervisors as friendly and cooperative. This result 

contrasts with the results of earlier analysis (5.5.4) 

which suggests that almost half of all supervisors in the 

main study rate their relationship with their immediate 

superior as less than adequate. 

5.6.2 Criteria-for Effective-Supervision -- 

This section concerns the managers' perceptions of the 

personal characteristics of an "effective supervisor". 
The manager was asked to describe what he felt were the 

main elements that comprise an effective supervisor. 
These elements are presented in Table 45 which shows the 

answers to the question "What do you feel-are tie most 
important characteristics of a successful supervisor? ". 

Four elements identified by managers represent the majority 
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TABLE 45 ANSWERS TO THE QUESTION "WHAT * ARE' THE 

MOST IMPORTANT CHARACTERISTICS OF A 

SUCCESSFUL' SUPERVISOR ' (N = 41) 

RESPONSE FREQUENCY' OF RESPONSE (90 ) 

1. In-depth knowledge of 
plant and processes. 54 

2. No such thing/Don't know 31 

3. An ability to gain respect 
of both subordinates and 
superiors. 24 

4. Skill in managing men 
(communicating/leading/ 
motivating). 18 

5. An ability to solve problems 
and a willingness to learn. 16 
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of managers' responses. The remaining group comprised 
those managers who did not believe "effective supervision" 

was a realistic concept (some managers suggested that this 

was something which. they had not previously experienced) 

and "don't knows". 

Others who fell within this final category (5, Table 45) 

were managers who felt he was no different from "other 

workers", that there was no "recipe" for effectiveness, 

and those who believed that effective supervisors were 
"just good workers doing a good job". 

The main study results differ from those of the pilot 
study in managers' responses to the question concerning 
important supervisory characteristics. No Category 5- 
type responses were apparent in the pilot study, whilst 
almost one-third of managers gave responses which fall 
into this category. This may be explained by managers' 

poor overall ratings of supervisors' performance in the 

main study sample, many managers commonly describing their 

supervisors' performance as "inadequate" and "poor". 

5.6.3 Managers' Perceptions of the Supervisory Role 

The final subject discussed with managers was their 
perceptions of what were the important components of the 
supervisory role, focusing upon the most important in 
each organisational. context. A similar exercise, 
identifying the important task elements of the 
supervisor's role, will take place (in Section 5.7.2) 
later when the Task Rating Form is analysed. The Task 
Rating Form contains 34 items describing what are 
thought to be common task elements of a supervisor's job, 
and both. supervisor and his immediate' superior completed 
the form by indicating the importance of each element in 
the supervisory role. 
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TABLE 46 ANSWERS TO THE QUESTION "WHAT DO YOU 

FEEL ARE THE MAJOR TASKS OF A SUPERVISOR 

*IN THIS ORGANT'SATION? "' '(N = 41) 

RESPONSE- . FREQUENCY OF RESPONSE (%) 

1. Ensure production targets 48 
are achieved through shop 
floor work group 
management. 

2. ModjfyingJChänging plant and 31 
machinery, reorganising 
production lines. 

3. Manage breakdowns, absenteeism 28 
and other unexpected 
interruptions in the 
production process. 

4. Set a good example for other 4 
workers by showing hard work, 
good time keeping etc. Act 
as model for subordinates. 
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The interviews with managers in the main study generated 

data concerning the main supervisory tasks which were 

consistent with that emerging from the pilot study, the 

most important popular response being the achievement of 

production tasks. The other, less'popular responses both 

referred, albeit-indirectly, to the successful completion 

of production targets, reflecting the importance of this 

issue from the viewpoint of managers. The value of this 

issue is further enhanced by the central role played by 

the "achievement of production tasks" as a major source 

of job satisfaction for supervisors. 

Table 46 represents the responses of managers to the 

question "What do you feel are the major tasks of a 

production supervisor in this organisation? ". One 

comment from a manager encapsulates many other managers' 

perceptions. 

"He must get the production out first and foremost. 

Organise the men, and check the plant - he has to sort 

out breakdowns and monitor quality.... and keep his costs 
down". CF1 M09) 

5,7 Results'of the Analysis of Questionnaire Data 

The questionnaire data from the 67 total data sets 

available from the main study were analysed and the 

results are presented in the following sections. 

The Supervisory Questionnaire, comprising six sections 

corresponding to the six main variables (see Appendix 1), 

was coded and the data transferred to a computer data file 

for ease of computation. All the variables have been 

computed as simple summations (see Figure 11) of the 

relevant item scores except the variable which results 
from the data provided by Section 4 of the Supervisory 
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Questionnaire (Task Rating Form), and the Manager's 

Questionnaire. Here, the variable "Discrepancy of Role 

Perceptions" (DROLPER) has been calculated by summing the 

absolute-differences between corresponding items in the 

Supervisory and Manager's Questionnaire. That is, the 

difference between a supervisor's and a manager's 

scores on item 1 are added to the difference (ignoring 

signs) between the supervisor's item 2 score and the 

manager's item 2 score, and so on up to item 34. The 

overall discrepancy score achieved by summing-the absolute 
differences is used as a measure of disagreement between 

supervisors and managers concerning their respective 

ranking of the importance of task elements of the supervisory 

role. 

Once the main study questionnaire data (N = 67) was 
transferred to the data file in the computer, The-SPSS package 

previous]y described was employed as a useful and convenient 

vehicle for data analysis. ' An SPSS program was written by 

the author and provided the basis for the subsequent 
statistical analysis of the questionnaire datmusing standard SPSS prograns. 

The first task was to perform a basic test to ensure there 

were no missing data and that the data were in a satisfactory 
format. Simple frequency distribution tables were produced 

which, on examination, ensured there were no missing data 

and that the program was operating effectively. In addition, 
the validity of the data was checked to determine that it 

had been coded and input correctly. 

Some descriptive statistics have already been presented 
(Table 28) which resulted from the preliminary analysis 

of main study questionnaire data. 

The next stage in the analysis was to decide upon an 
appropriate statistical method or technique to indicate 

the relationship between the variables measured in the 
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questionnaires. The technique thought to be most relevant 

was Spearman's Rank-Order Correlation analysis. The 

correlation coefficient resulting from this technique 

indicates the degree to which' variation in one variable 
is related to variation in another, so the level of 

association between two variables may be determined. 

Spearman's correlation coefficient, called Spearman's 

"rho" (rs) is a -measure of non-parametric correlation in 

that no assumptions have been made concerning the 

distribution of cases on the variables. The statistic 
itself (rs) does require that both variables are measured 

on, at least, an ordinal scale. However, no assumptions 

are made about the distribution of cases on the variables. 

The usefulness of the Spearman statistic lies in the fact 

that it is a summary measure, summarising the strength of 

a relationship between two variables. A test of the 

significance of the correlation was performed in each case, 
the same steps being followed in this test of significance 

as was in that previously described for testing the 
hypothesis that supervisors' scores of ambiguity were 

significantly higher than those of a group of managers. 
Here, the Null Hypothesis (Ho), was that the two variables 
in each case were unrelated in the population, whilst the 

Alternative Hypothesis (Hi) was that they were related in 

the population. The level of significance which has been 

previously set and discussed is the . 05 level. The 

correlation matrix resulting from correlation analysis of 
the main study data is presented in Table 47. A summary 

of the significant correlations is shown in Table 48 and 
describes those relationships which are significant at the 

. 05 level or less. 

The associations identified in Table 48 suggest the 
following relationships between variable pairs. Variable 

pair 1 concerns the association between the supervisor 
and his superior (as rated by the supervisor) and the 
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quality of the overall relationship between supervisor and - 
boss (again, as rated by the supervisor). This association 
between variables is positive and significant at the . 001 

level of significance and suggests that those supervisors 

who rate the quality of their communicating relationship 

with their boss highly (lowly),. also-rate their overall 

relationship with-their-boss as high (low), or in terms 

of the scale response, good (bad). This relationship is 

supported by the results of the interview data analysis, 
indicating those individual supervisors who see their 

communicating relationship with their boss as poor often 

also rate their overall relationship with their boss as 
less than adequate. This situation is intuitively 

acceptable in that if a supervisor does not have a "good", 
(rated in his terms) relationship with his boss, it seems 
probable that their communicating relationships would not 
be particularly effective (as seen by the supervisor). 

The supervisor may even attempt to avoid communicating face 
to face with his superior as a result of. their poor 
relationship. 

The second variable pair indicates a negative and 

significant relationship, at the . 05 level, between role 

ambiguity and the supervisor's rating of his overall 

relationship with his immediate superior (role ambiguity 
refers to the level of role ambiguity experienced by 

supervisors). This relationship infers that the "better" 
the relationship between the supervisor and his boss (as 

rated by the supervisor) the lower the level of role 
ambiguity experienced by the supervisor, and vice versa. 
This result is consistent with the suggestion previously 
made that the overall relationship between supervisor and 
boss Influences their quality of communicating relationship 
which, In turn, is thought to influence the level of role 
ambiguity experienced by the supervisor. 
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The association between job satisfaction and role 

ambiguity is negative-and significant at the . 01 level. 

This result- can be interpreted as the higher the level of 

role ambiguity experienced by the supervisor, the lower 

his job satisfaction will be. The result is consistent 

with the negative or-unfavourable attitudes generated by 

the presence of role ambiguity which'was evident in the 

main study interview data. Variable pair 4, job 

satisfaction and need for clarity are related with a 

correlation of 0.20 which is low but significant at the 

. 05 level. This relationship indicates that the higher 

(lower) the individual supervisor'. s need for clarity, the 

higher (lower) will be his job satisfaction. 

The fifth,. variable pair shows a significant and negative 

correlation at the . 05 level. This indicates that the 

longer a supervisor's work experience, the lower his job 

motivation score will tend to be. The longer a supervisor 

remains in his job therefore, the lower his motivation in 

his job. Whilst this relationship has no support from the 

data generated during the main study interviews, the author 
felt that the longer serving supervisors were less 

energetic and enthusiastic about their work than their 

younger colleagues. 

The significance of the relationship between variable pair 
6 is at the. 05 level, the relationship being positive. 
This suggests that the higher a supervisor's rating of his 

overall relationship with his boss, the higher will be his 

job motivation. Variable pair 7 have a correlation which 
is positive and significant at the.. 05 level, inferring 

that the higher (lower) the rating of the communicating 

, relationship between supervisor and boss, (rated by the 

supervisor) the higher (lower) the likely level of job 

motivation of the supervisor. 
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The relationship between job motivation and job satisfaction 

is positive and significant at the . 001 level, showing that 

the lower Chigher) the level of job motivation of the 

supervisor, the lower (higher) his job satisfaction. The 

strength of the relationship between job satisfaction and 

job motivation is reinforced by the results of interview 

data analysis which indicates that supervisors see job 

satisfaction as a determinant of job motivation. 

There Is a negative relationship between job motivation and 

role ambiguity (rs =-0.29) which is significant at the . 01 

level. This suggests that those supervisors who experience 
high (low) levels of role ambiguity tend to score lower 

(higher) on the motivation scale, than those individuals 

with low (high) levels of experienced role ambiguity. 

The final variable pair, the quality of communicating 

relationship between supervisor and boss and role ambiguity, 

show a correlation coefficient of 0.26 which is 

significant at the . 05 level. This supports the view that 

supervisors with "good" ("bad") communicating relationships 

with their superiors (rated by supervisors) experience less 
(more) ambiguity than those with "bad" ("good") 

communicating relationships with their bosses. 
6 

5.7.1 Evidence Supporting or Refuting the Hypotheses 

The hypothesis described in Section 2.2 and reproduced 
below are examined with reference to the evidence arising 
from the analysis of the main study data. The research 
hypotheses under examination are: 

1. The existence of role ambiguity is a commonly 
occurring characteristic of the production supervisor's 
role. 
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2. Role ambiguity has a significant influence upon the 

work motivation of the production supervisor. 

3. Role ambiguity is negatively related to the work 

motivation of the supervisor. 

4. The effect of role ambiguity upon job motivation is 

mediated by the individual supervisor's need for 

clarity. 

5. The quality of the communicating relationship between 

th. e supervisor and his immediate superior is 

negatively related to the degree of role ambiguity 

experienced by the supervisor. 

6. Role ambiguity is negatively related to the job 

, satisfaction of the supervisors in the study. 

Both interview and questionnaire data are examined in the 

identification of supportive or non-supportive evidence for 

the hypotheses. 

With-reference to Hypothesis 1, the interview data suggests 
that over 60% of all supervisors in the main study referred 
to an aspect of the supervisory work system which 
supervisors found ambiguous. The Mann-Whitney U-test was 

applied to the mean scores of supervisors on the ambiguity 

scale and another mean (in this case arbitrary), the mid- 

point of the ambiguity scale. This test was performed to 

establish whether any significant difference existed 
between the two scores and the direction of any difference. 

The result of this test (Siegel p. 155) shows that (Z = 1.97) 

there is a significant difference between the two mean 

scores at the . 05 level. and that the mean scores of 

supervisors on the ambiguity scale is significantly higher 

than the arbitrary 'mid-point' mean. As other researchers 

using the House and Rizzo role ambiguity scale have seldom 



251 

reported mean and standard deviation values, it is 

difficult to make comparative statements. However, there 

does appear to be some support for Hypothesis 1 from both 

interview and questionnaire data. 

The strength of the relationship between role ambiguity 

and job motivation is indicated by the correlation 

coefficient (rs = -0.29) which is significant at the . 01 

level of significance. Although a modest correlation, the 

result supports Hypothesis 2 and Hypothesis 3 in its 

direction and level of statistical significance. Data from 

interviews show no substantial support for the suggestion 
that role ambiguity influences motivation directly. It does 

however, show that uncertainty and lack of role clarity 
do produce a generally unfavourable attitude towards work, 

which is reflected in the sources of job dissatisfaction 

identified by supervisors and the unfavourable responses 

associated with role ambiguity. Levels of motivation, 

reported by supervisors themselves, indicate that most 

supervisors are, at least, moderately motivated in their 

work. 

Results of the interview data analysis suggest that negative 

or unfavourable attitudes are associated with the presence 

of role ambiguity. The results of correlation analysis 
indicate some support for the third hypothesis, (role 

ambiguity is negatively related to work motivation), in that 

the sign of the correlation coefficient is negative and the 

coefficient is significant at the . 01 level. 

Evidence relevant to Hypothesis 4 emerges from the-result 

of partial-correlation analysis performed on the 

questionnaire data. This method is designed to identify 

a "single-measure of association describing the relation- 

ship between two variables (role ambiguity and motivation) 

whilst adjusting for one or more additional variables 
(need for clarity)", (Marascuilo and McSweeney, 1977). 
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In this case the partial correlation analysis allows the 

effect of the control variable to be removed. That is 

to say, in the current study, the independent, dependent 

and control variables may be thought of as role ambiguity, 

job motivation. and need for clarity, respectively. It 

was hypothesised that, given a relatively high level of 

role ambiguity experienced by subjects, then the 

individual's need for clarity would moderate the negative 

effect which role ambiguity was suggested to exert upon 

job motivation. Those individuals with high scores on 

the need for clarity scale being more strongly influenced 

Un terms of the effect upon their motivation) than those 

with low scores. The result of the partial correlation 

analysis shows that there is no significant effect when 

the control variable is removed. Hypothesis 4 is, 

therefore, not supported from the evidence derived from 

the analysis of questionnaire data. As mentioned above, 

evidence exists to suggest that some supervisors hold 

unfavourable attitudes towards situations described as 

ambiguous or lacking clarity. This may indicate that an 

unsatisfied need for role clarity (i. e. high scores on 

the need for clarity scale) could be acting as a source of 

frustration for supervisors and may effect job motivation 

and other work attitudes. There is some support for this 

suggestion in the correlations between need for clarity 

and job satisfaction and job motivation (r5 = -0.20, -0.23 
respectively) which are modest yet significant at the . 05 

level. 

Hypothesis 5 concerns the relationship between the quality 

of communicating relationship between the supervisor and 
his immediate superior and the level of role ambiguity 

experienced by supervisors. The hypothesis is supported 
by the results of correlation analysis which indicate a 

negative and significant relationship (at . 05 level). 

The outcomes of interview data analysis show that some of 
the sources of role ambiguity for supervisors may be a 
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result of the quality of the communicating relationship 

between the supervisor-and his boss, assuming that a 
direct link exists between "quality" as used in this 

context, and "effectiveness". Indeed it seems reasonable 
to suggest that uncertainties and ambiguities concerning 
the supervisory role are more likely to be removed or 

reduced if there is an effective communicating relationship 
between supervisor and boss. 

The final Hypothesis describes the possible negative 

relationship between role ambiguity and job satisfaction. 
The presence and level of role ambiguity, as presented 

previously (Section 2.2) is suggested to have a negative 

effect upon work attitudes generally, and specifically 
job motivation and job satisfaction. Results by 

correlation analysis present a reasonable correlation 

coefficient between role ambiguity and job satisfaction 
(rs = -0.31), which is negative and significant at the 

. 005 level of significance. This relationship supports 
the statement that the higher (lower) the level of role 

ambiguity experienced by the supervisor, the lower (higher) 

the job satisfaction. Some evidence from interviews tend 
to confirm the negative influence of role ambiguity upon 
job satisfaction. Supervisors identified lack of role 

clarity as one source of job dissatisfaction, and 

associated mainly negative unfavourable attitudes towards 

situations of ambiguity and uncertainty in their work role. 

5.7.2 Role Analysis. 

Examination and analysis of Section 4 of the Supervisory 
Questionnaire (Task Rating Form - Appendix 1) and the 
Manager's Questionnaire (Appendix 2) have provided useful 
data concerning the level of agreement between managers 
and supervisors about the relative importance of various 
task elements in the supervisory role. In addition, the 
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questionnaire data, have been employed to illustrate any 
difference which: may exist between managers and 

supervisors concerning the important components of the 

supervisor's work role, that is, where the supervisor 

could best direct his work efforts-to achieve successful 
task completion. 

The 34 items described earlier comprised the 7 primary 
dimensions of the supervisor's job as defined by Dowell 

and Wexley (1978), which are: 

1. Working with. Subordinates (Items 1- 7) 

2. Organising Work of Subordinates (Items 8- 12) 

3. Work. Planning and Scheduling (Items 13 - 15) 

4. Maintaining Efficient/Quality Production 
(Items 16 - 20) 

5. Maintaining Safe/Clean Working Areas 
(Items 21 - 24) 

6. Maintaining Equipment and Machinery 
(Items 25 - 29) 

7. Compiling Records and Reports. (Items 30 - 34) 

An analysis of the scores of both supervisors and managers 
in the main study show that on average, on 18 out of 34-'occasions 
supervisors and managers disagreed on the importance of a 
particular task element. This result- is comparable to the 
results of the Boyd and Jensen study (1972) which showed 
a disagreement in, on average, 19 out of 39 cases. 

The next stage of analysis of the role-relevant data 
described above was the ranking of items in order of 
importance, as rated. by respondents (i. e. both manager and 
supervisor). The ratings by managers and supervisors are 
presented in Table 49, the rank position of each dimension 
calculated by taking the mean total scores on each 
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dimension, 

ranking. 

its magnitude determining its position in the 

TABLE 49 RANKINGS OF TASK ELEMENTS (N = 67) 

Superyi'sos" Rankings . Manager Ra'nki'ngs 

1. Working with subordinates. 

2. Organising work, ', of 
Subordinates. 

3. Maintaining Efficient/ 
Quality Production. 

4. Work Planning and 
Scheduling. 

5. Maintaining Equipment 
and 'Machinery. 

6. Maintaining Safe/Clean 
Work Areas. 

7. Compiling Records and 
Reports. 

1. Work Planning and 
Scheduling. 

2. Maintaining Efficient/ 
Quality Production. 

3. Organising Work of 
Subordinates. 

4. Working with 
Subordinates. 

5. Maintaining Safe/Clean 
Work Areas. 

6. Maintaining Equipment 
and Machinery. 

7. Compiling Records and 
Reports. 

Probably the most significant difference exists between 
the two topmost rankings of each group in Table 49. Where 
supervisors rank as most important in their work roles the 
element of working with subordinates, managers commonly see 
work planning and scheduling as the supervisors' most 
important task. 

Child and Partridge (1982) examined a more detailed list of 
supervisory tasks in their study. and Table 49a shows the list 

of the top 7 elements ranked in terms of priority by production 
supervisors. 
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TABLE 49a SUPERVISORY TASK PRIORITIES (Taken from 

?) Child and Partridge, 1982*, * p. 10 

Task/Activity Ranked Priority Nos. Highest 
Priority. 

Workload 1 28 

Communicating with 2 23 
superiors 
Quality 3 17 

Recruits 4 13 

Communicating with 5 12 
subordinates 
Materials 5 12 

Pace 79 

1 äunbes_of.. supeYVisors_giving. that activity task the highest priority score. 

The results of this study show some similarities when compared 

with the results of the Child and Partridge study. The first 

and third priority in the Child and Partridge study referring 

to the planning and allocating of workload, and the maintenance 

of quality. Both elements appear in Table 49 in slightly 
different guise. Ranking 3, in Table 49, compares well with 

the same ranking in Table 49a, and the Workload Task shown as 

first priority in Table 49a is closely allied to the second 

and fourth ranked items in Table 49 (Organising subordinates' 

work and planning/scheduling the production tasks). The most 

apparent difference between the results of this study and 

those of Child and Partridge is the priority placed against working 

with subordinates (or doing direct or operative-type work). In 
this study supervisors responded with reference to their current 

work activities and how much time they spent on each activity, 

as well as how important they felt each task element was in the 

supervisory role. So, whilst supervisors felt that working with 

subordinates was an important part of the array of tasks associated 

with the supervisory role, they also spent (according to comments 

made during interviews), a portion of their time performing this 

activity. 

The second element in the ranking is seen by supervisors as 
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the organisation of their subordinates' work. The 

management group, on average, see the maintenance of 

efficient and quality production as more important than 

either organising subordinates' work or working with 

subordinates. 

The questionnaire 'data in the form of the Managers' 

Questionnaire and the interview data generated from 

interviews with managers conflict with reference to the 

identification of the important task elements of the 

supervisor's role. Whilst Table 49 shows a measure of 

disagreement between supervisors' and managers' rankings 

of task elements, the perceptions of managers described 

in 5.6'. 3 suggest a close agreement between managers' 

and supervisors' perceptions'of important elements in the 

supervisory work role. 

Clear indications do exist for support of the statement 

that there is considerable disagreement and difference 

in perceptions between supervisors and managers on several 

issues including perceptions of supervisor-boss 

relationship and the criteria for effective supervisory 

performance. 

5.8. Summary 

This chapter has described the results of data analysis 
from the. main study sample (N = 67), including both 

interview and questionnaire data. An analysis of data 

collection by participant organisations and a supervisory 

'profile' of supervisors in the main study sample : was presented 
The 'typical' supervisor in the main study sample was 40 

years of age, had spent over 5j years as a supervisor, 

supervised 25 subordinates and had worked for over 5 years 
in his previous position before achieving supervisory status. 
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The main analytical techniques which have been applied to 

the main study data are content analysis (to the interview 

data), and to the questionnaire data, Spearman Rank Order 

Correlation analysis, multiple regression, the Kruskal- 

Wallis one-way analysis of variance, the Mann-Whitney 

II-Test, and reliability analysis. 

The scale reliabtlities for the questionnaire scales were 
determined and found to be all larger than 0.70 after the 

modification process of scale "purification" and 
lengthening had been carried out. 

Major changes in the supervisory role and work system have 

been shown (Table 30) and the associated attitudes of 

supervisors towards changes are evaluated. Most often 

mentioned are changes in management personnel or changes 

resulting from managerial decisions and behaviour. Mainly 

negative or unfavourable attitudes are associated with 
these changes. 

Support for all of the 5 statements made concerning the 

erosion of the supervisory role are evident from this 

section of the interview data. The increase in the power 

and status of shop floor trade unions and their 

representatives, the reduction in the differential between 

supervisors' and workers' pay, the introduction of 
"specialist" functional departments, the discrepancy 

between supervisory responsibility and authority, and the 

introduction of 'trainee' managers into the supervisory 

role, are all supported by evidence from supervisors' 
interviews and largely unfavourable attitudes are 

associated with them. Further interpretation of the 

results of interview data analysis is presented in the 

following chapter. 

Analysis of the questionnaire data indicated that 11 

relationships between the variables measured were 
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significant at the . 05 level or better. Results of the 

Mann-Whitney U-Test and of the correlation analysis, 

combined with evidence emerging from the analysis of 
interview data, shows support for 5 of the 6 research 
hypotheses. Analysis of the Task Rating Form which 

comprises Section 4 of the Supervisory Questionnaire and 
the Manager's Questionnaire (Appendix 1 and 2, 

respectively) shows disagreement between managers and 

supervisors, on average, in 18 out of 
, 
34 'occasions and differences 

between perceptions of most important task elements of the 

supervisor's role. However, conflicting evidence exists 
in the data derived from interviews with managers concerning 
perceptions of , 

important supervisory work role elements 
(see 5.6.3). 

Summary of Results of Chapter Five 

A large majority (88%) of all supervisors in the main study 
had shop floor working experience. The level of unionisation 
of supervisors in the sample was similarly high (86%), most 
supervisors describing their decision to join a union as 

either a response to a specific event or incident in the 

organisation, a provision or form of employee protection, 

or to provide a negotiating agent on behalf of individual 

employees. 

Supervisors saw the experience of working on the shop floor 

and a detailed knowledge of plant and products as the two 

most important qualifications for prospective supervisors. 
Again, in response to questions concerning the most 
important skills and abilities a supervisor should possess 
if he is to be successful as a supervisor, supervisors 
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identified shop floor experience and technical knowledge 

most often. Less commonly quoted were the abilities to 
"manage men", "solve problems", and be a "good administrator". 
The "experience of working on the shop floor" comment 
disguises the underlying benefit to be derived from such 
experience. This was described by supervisors as the 
insights which can be gained by "understanding workers". 

Training has been described by most supervisors in the main 
study sample in largely negative terms. Particularly 

significant to supervisors appears to be the degree of 
appropriateness or applicability of. training events. 
Supervisors express a desire to acquire relevant "tools" 
from the experience of training, which can be subsequently 
applied in the work situation and which will result in 

personal and organisational benefits. For example, many 
supervisors saw a direct and positive outcome from 
instruction in the technical aspects of new plant and 
machinery which were to be installed in the manufacturing 

process. 

Supervisors ratings of communicating relationships with 

superiors indicate that, from the supervisors perspective, 

the supervisor-superior communicating relationship is 

inadequate. In addition, most supervisors rated the 

information communicated by their superior as not timely, 

trustworthy, useful or adequate. 

Major sources of job satisfaction are seen by supervisors 

as the achievement of departmental production tasks, 'good' 

relationships at work and a 'good' working atmosphere, 

organisational rewards (pay, praise, recognition), absence 

of production problems, and a good working environment. 
Dissatisfaction is experienced by supervisors due to the 
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non-achievement of departmental production tasks, the 

attitudes of other employees, the nature of supervisor- 

subordinate and supervisor-superior relationships, the lack 

of challenge and variety in supervisory-work-tasks, work 

rewards, and the lack of clarity of role expectations of the 

supervisor. 

Most negative influences upon supervisors' motivation were 
described as interpersonal relationships with superiors and 

subordinates and the level of job satisfaction experienced 
by supervisors. On the positive side, supervisors viewed 

elements of the organisational reward system, personal 

pride and self-respect, and job interest, variety of tasks 

and work challenge as positive influences on supervisors' 

work motivation. 

Supervisors expressed uncertainty concerning the criteria 

managers used for evaluating supervisory performance which 

may contribute to the level of ambiguity experienced by 

supervisors. Further sources of role ambiguity can be 

identified from the results of discussions concerning group 

orientation and membership where supervisors expressed 
feelings of membership to the shop floor work group yet were 
often encouraged by managers to see themselves as part of 
the management team. Other areas described by supervisors 

as ambiguous were their involvement in the production process 
and the levels and limits of supervisory authority. 

(N. B. Some frequencies do not add up to 100% due 
to the inability of the author to classify/categorise 
response into any response category or are the result of 
"rounding up". ) 
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CHAPTER 'S LX 

SUMMARY OF FINDINGS OF THE MAIN STUDY 

6.0 1 Introduction- 

This chapter summarises the findings of the main study 

presented in Chapter 5. The results of the analysis are 

interpreted and employed to evaluate the usefulness of 

the theoretical model (presented in Section 2.2). The 

predictive power of the model is not examined and no 

statements are made concerning causality. The main 

concern in this case is the assessment of the value of 

the model to explain different levels of job motivation 

and job satisfaction by the presence and level of role 

ambiguity as experienced by the production supervisor. 

The evaluation of the theoretical model has been performed 

with the aid of the statistical technique, multiple 

regression analysis. The presentation of the technique of 

evaluation follows the summary of the findings of the main 

study which are presented below. 

6 

6.1 Summary of Results of Interview and Questionnaire 
Analysis 

The major changes which have occurred in the supervisory 

role and work system of supervisors (mean experience of 

supervisor 5.6 years) have been divided into two broad 

categories. Firstly, those changes which refer to 

management personnel or resulting from managerial decisions 

and behaviour. Secondly, the changes which have not 
involved changes in management personnel or resulting from 

managerial decisions or behaviour. 64% of all supervisors 



263 

interviewed in the main study referred to the former 

category when describing major changes that had occurred 

during their work experience as supervisors. Examples 

of such changes are the introduction of new plant and 

machinery, new buildings, an increased product range, - 
reduction in levels of supervisory authority, perceived 
levels of productivity, general plant efficiency, and 
levels of discipline. The remaining group (46% of the 

total sample) of supervisors, described major changes in 

the supervisory-role and work system in terms not 

referring to the changes in management personnel or changes 

effected by managerial decisions or behaviour. Illustrative 

examples from this category include attitudes of the work 
force, industrial legislation, trade union power, and 

supervisors' responsibility. The data deriving from 

discussion of the above two categories tend to support 

the statements presented concerning erosion of the 

supervisory role presented in Section'5.5.1. For example, 

supervisors commonly perceive that some negative outcome 
has occurred as a result of item 1, "the increase in the 

power and status of shop floor Trade Unions". This 

perceived negative outcome may be freely translated to 
describe one element in the "erosion" of the supervisory 

role. 

The reduction in differentials, the introduction of 
"specialist" departments, and the discrepancy between 

supervisory responsibility and authority are all 

recognised by many supervisors to contribute to a 

negative outcome in terms of the changes that have 

affected the supervisory role. 
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Discussions concerning the issues of orientation and 
group membership of the supervisor provided some data 

concerning the previously described "man in the middle" 
thesis. The subjects discussed the supervisors' 
attitudes towards their group membership and supervisors 
were asked to which group they felt allegiance, and to 
which group they felt more closely associated. A summary 
of the responses are shown in the following ranking. 

TABLE 50 SUMMARY OF SUPERVI'SORS' * RESPONSES' TO 
QUESTIONS ABOUT GROUP MEMBERSHIP AND 
ORIENTATION "'(N = 127 ) 

Question A: "To which work group do you feel most closely associated? " 
Question B: "Of which work group would you say you were a member? " 
Question C: "To which work group do you feel allegiance? " 

RESPONSE FREQUENCY OF'RESPONSE (%) 

ABC 

1. Shop floor work group. 71 59 54 

2. Supervisory group/middle 19 23 38 
group between managers 
and workers. 

3. Management group team. 431 

4. No group/Don't know/Not 5 15 7 
sure/Company employee. 

The results shown in Table 50 indicate little support for the 
"man in the middle" description of the supervisor with reference 
to the supervisor's perception of his organisational position. 
There"is, at least in the case of supervisors comprising 
this study, -a clear statement of membership of the 
supervisor to the shop floor work group. This 
interpretation would seem to be supported by the results 
of the supervisors' rankings of task elements (Table 49) 
where "working with 'subordinates" is seen by most 



' 
ý-F 

265 

supervisors as the most important task element in the 

supervisory role. 

Discussion during interviews with supervisors about the 

recruitment and training of supervisors, identified the 

supervisors' criteria for the selection of potential 

supervisors. The criteria were, in rank order of 

popularity: 

1. Experience of working on the shop floor. 

2. Experience of working as a chargehand/leading 
hand. - 

3. Detailed knowledge of plant and products. 

4. Experience of managing men. 

The most popular training experience chosen by many 

supervisors from the different types they had 

experienced was the one/two-day seminal model, presented 

either by internal company managers or outside consultants. 

Whilst a majority of supervisors (68%) felt their career 
development within their organisation was limited or 

non-existent, 27% held favourable or neutral attitudes 
towards the subject. The smaller group tended to be 

the older, more experienced supervisors who had spent 
several years in their current supervisory position. 

The first variable to be examined both by discussion 

during interviews with supervisors, and by measurement 

employing a questionnaire scale was the quality of the 

communicating relationship between the supervisor and his 
boss (called QUALCOM). On analysis of the interview data 
it was apparent that the frequency of communication and 
quality of information communicated (as rated by the 

supervisor) varied from department to department within 
the participant organisations. However, 490 of the sample 
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of supervisors rated their communicating relationship 

with their bosses as less then adequate and unfavourable 

attitudes were associated with all three categories ("Not 

very useful", "Poor", and "None" - Table 34) which 

comprised. the 49% group. Those supervisors who rated their 

communication with their bosses as "less than adequate" 

often referred to a poor overall relationship with their 

manager. 

The quality of the information passed from manager to 

supervisor was investigated by asking supervisors if the 
information received from their superiors was timely, 

trustworthy, useful and adequate. On each dimension a 

majority of supervisors answered in the negative. 
Integrating the two results, both the content and process 

of communication between supervisor and his superior are 
seen as inadequate by most supervisors. 

Correlation analysis of the questionnaire data indicates a 
positive relationship between the supervisors' ratings 
of the quality of communicating relationship with their 

superiors and the work attitudes, job satisfaction (rs = 
0.13) and job motivation (rs = 0.20, significant at . 05 
level). This result suggests that higher ratings of quality 
of communicating relationship are associated with high levels 

of job satisfaction and motivation. 

Sources of supervisors' job satisfaction were discussed 

during Interviews with supervisors and the following issues 

were identified as the most popular, mentioned by over 40% 

of all supervisors. Ther were, in rank order: 

1. The successful achievement of departmental 

production tasks. 

2. Quality of relationship with subordinates and 
supervisors. 
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3. Rewards of work (pay, salary, praise, 

recognition). 

The main sources of dissatisfaction at work for supervisors 

as defined by the highest frequency of reference 'were : 

1. Non-achievement of departmental production tasks. 

2. Relationships with subordinates and superiors. 

3. Attitudes and styles of others (peers, 

subordinates and superiors). 

4. The challenge, variety and lack of clarity of 

role expectations. 

The analysis of questionnaire data concerning job 

satisfaction reveals two significant relationships. The 

first, job satisfaction with role ambiguity (rs = -0.31) 
shows a negative and significant association between role 

ambiguity and job satisfaction at the . 01 level, indicating 

the tendency that the higher the level of experienced role 

ambiguity perceived by a subject the lower will be his 

rating of job satisfaction. One of the most apparent 
facets of these results is that the two most popularly 

quoted sources of satisfaction exist in their converse form 

in the top two rankings of job dissatisfaction. This suggests 
that the non-achievement of departmental production tasks 

and relationships with peers, subordinates, and superiors is 

associated with the level of role ambiguity experienced by 

supervisors. Interview data provides score further insights in that 

supervisors referred to relationships with subordinates and lack of clarity 
surrounding supervisory performance (and, therefore, departmental production 
perfommnce) as two possible sources of ambiguity. 

The correlation between the supervisor's rating of his 

relationship with his superior and job satisfaction provides - 
some evidence that the. quality of the relationship a 
supervisor enjoys with his superior is positively associated 
(albeit non-significantly at the . 05 level) with job 

satisfaction, and that low ratings of this relationship are 
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associated with low values of job satisfaction. This is 

supported by the results of the interview analysis 

concerning the sources of job satisfaction and 
dissatisfaction, relationships with superiors falling into 

the second most popularly-quoted response category in both 

sources of job satisfaction and dissatisfaction. 

The statistically significant relationship between role 

ambiguity and job satisfaction does not appear directly 

in the evidence derived from interview data. The only 

reference to the influence or effect of role ambiguity as 
a satisfier or dissatisfier exists in the presence of 
"lack of clarity of role expectations" as a source of 
dissatisfaction for supervisors. However, if it is assumed 
that, in this context, dissatisfaction refers to the low 

value or negative (minus score) end of a satisfaction scale, 
then. this result may be seen as supportive evidence for the 

statistical relationship between role ambiguity and job 

satisfaction. 

The occurrence of non-achievement of production tasks and 

relationships-with peers, subordinates, and superiors as the 

two most commonly-quoted sources of job satisfaction, and 
their converse as the two most commonly-quoted sources of 
dissatisfaction, may be the result of supervisors equating 
job dissatisfaction with low levels of job satisfaction. 
Rather than another concept, the two rankings may be 

describing the opposite ends of one scale rather than two 

different scales. 

Results of the. analysis of interview dats concerning job 

motivation-indicate the importance of the role played by 
interpersonal relationships in influencing motivational 
levels. 53% of supervisors in the main study identified 

relationships with subordinates and superiors as significant 
influences upon motivation levels. The top three most popular 
influences on motivation levels, as identified by supervisors, 

were: - 
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1. Interpersonal Relationships 

2. Job Satisfaction 

3. Work Rewards. 

Job motivation, as measured by the questionnaire scale, was 

associated with several other variables which''were measured 
by the supervisor's questionnaire. They were job motivation 

with job satisfaction (rs = 0.37, significant at . 001 level), 

with role ambiguity (rs = -0.29, significant at . 01 level), 

with quality of communicating relationship with superior 
(rs = 0.20, significant at . 05 level), and with overall 

relationship with superior (rs = 0.22, significant at . 05 

level). The result of correlation analysis of the 

association between the overall rating of relationship 

between supervisor and superior and job motivation, supports 
the evidence generated by interviews with supervisors. The 

role'of interpersonal relationships seems to be perceived as 

having a significant influencing' effect upon motivation of 

supervisors. The data from both questionnaires and inter- 

views identify the quality of the relationship the supervisor 

enjoys with his superior as a factor related to levels of 

supervisors' motivation. 

Job satisfaction provides another source of evidence which 

can be used to examine the congruence between questionnaire 

and interview data. 27% of supervisors interviewed in the 

main study referred to job satisfaction as an important 

influence upon job motivation, suggesting that if an 
individual experienced high levels of motivation he would be 

motivated to repeat his performance and achieve a similar 
level of satisfaction. The two variables are positively 
correlated (rs = 0.37); the relationship being significant 
at the . 001 level. The quality of communicating relationship 
variable, as a measure of an interpersonal relationship, 
further supports the evidence of the interviews in that it is 

positively and significantly correlated (at the . 05 level) 

to job motivation. 
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No direct reference to role ambiguity is included in the 
three most popular influences described above. There is, 
however, a negative and significant (at the . 01 level) 

relationship between role ambiguity and job motivation as 
predicted by the research hypotheses. 

The supervisors' relationships with their subordinates were 
described during interviews, in most cases (67%), as close 
or friendly. These supervisors often referred to a close 

relationship as a prerequisite for the achievement of 

production tasks, which, as described earlier, plays a central 

role in the level of satisfaction felt by supervisors. 

Role ambiguity was investigated both by discussion with 
supervisors during interviews and examination of the data 
from questionnaires. The most commonly described ambiguous 
aspects of the supervisory role referred to by supervisors 
were: 

1. Physical involvement in the production process. 

2. Criteria for effective supervisory performance. 

3. Relationship with subordinates, orientation and 
group membership. 

These subjects were all seen in predominantly unfavourable 
terms by supervisors, suggesting the negative influence of 
role ambiguity or lack of role clarity upon supervisory work 
attitudes. Four statistically significant relationships with 
role ambiguity were identified from the analysis of 
questionnaire data. They were role ambiguity with the overall 
relationship between supervisor and superior (rs = -0.27), 
with quality of communicating relationship between supervisor 
and superior Cr. = -0.26), with job motivation (rs = -0.29), 
and with job satisfaction (rs = -0.31). These results, 
supporting the interview results, confirm the negative 
Influence of role ambiguity upon both-job motivation and job 

satisfaction. 
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The analysis of the interview data resulting from 

discussion of the subjects'supervisory status, 

responsibility and authority, supports the statements made 
previously concerning erosion of the supervisory role. 
Most supervisors reported that their status, authority 

and responsibility had been reduced during their working 
experience as supervisors. Attitudes associated with 

current levels of status, responsibility and authority 
indicate that in the cases of status and authority 

supervisors hold mainly negative, unfavourable attitudes 
towards them. In the case of responsibility, supervisors 

see their current position as largely favourable, despite 

an apparent reduction in levels of responsibility. It is, 

therefore, perhaps inappropriate to include responsibility 
in the statement concerning "erosion" of the role which 
infers some disadvantage to supervisors. 

The definition of responsibility is, however, somewhat 
limited by the interpretation placed by supervisors on 
the description of the term (mentioned elsewhere) by the 
author. In attempting to define the term in a manner 
which is most acceptable and understandable to supervisors 
there is a danger that academics may adhere too closely 
to their definition of the term (in this case, duties to 
which some accountability is attached). Supervisors may 
in fact express feelings that responsibility has increased 
over time, yet, unless their duties are evaluated, it 
may be that this is not so. It is possible that 'feelings 
of responsibility' may not accurately reflect the reality 
of the supervisors' duties. 

This is perhaps a common characteristic of the qualitative 
nature of research adopted in the current study and empha- 
sises the limitations of such research. The risk of 
inaccurate analysis is heightened when researchers focus 
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upon the need to communicate with other academics 
in reporting the results of their research. The 

practical flavour of results becomes clouded in an 
attempt to rationalise the responses of subjects 

and generalise from the results of analysis of data 

in order to improve the academic acceptability of 
the research findings. 

Interview data resulting from discussions with managers 

provide some evidence concerning supervisory role 

perceptions of managers interviewed. Whilst a comparison 

between the rankings of important task elements of-the 

supervisor's job produced differences between managers' 

and supervisors' rankings, the criteria for "effective" 

supervision suggested a high degree of congruence between 

managers' and supervisors' perceptions. The rankings of 
both managers and supervisors are presented -overleaf in 

Table 51. 

Both groups place a detailed knowledge of plant and 

products in one of the top two places, and items 2 and 3 of 

the managers' criteria could be collapsed and equated to 

item 3 of the supervisors' criteria. Whilst the managers 

list includes an additional item - "willingness to learn" 

- the central theme of the criterion was the ability of 
the individual supervisor to solve problems, particularly 
those occurring on the shop floor where no redress or 
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consultation with superiors was immediately feasible, 

quickly and effectively. 

TABLE 51 CRITERIA FOR EFFECTIVE' SUPERVISION 

SUPERVISORS' 
CRITERIA (N = i27)- 

1. Shop floor working 
experience. 

2. Detailed knowledge of 
plant and products. 

3. Ability to manage men, 
achieve respect. 

4. Ability to solve 
problems. 

MANAGERS' 
CRITERIA (N = 41) 

1. In-depth knowledge of 
plant and process. 

2. Ability to gain respect 
of subordinates and 
superiors. 

3. Skill in managing men. 

4. Ability to solve 
problems and a willing- 
ness to learn. 

Managers' interviews generated a list of task elements which 
they saw as the most important components of the supervisory 
work role. The three most popular elements were: 

1. Ensuring production targets are achieved through 
management of the shop floor work group. 

2. Modifying, changing plant and machinery. 
Reorganising production lines. 

3. Managing breakdowns, absenteeism and other 
interruptions in the production process. 

Each of the above elements was mentioned by about one third 
of all managers interviewed. The ranking of these 
elements may be contrasted with the rakings of supervisory 
task elements presented in Table 49 under the heading of 
"Manager Rankings". Here, managers have ranked items which 
were presented to them in questionnaire form, rather than 
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having necessarily thought of them for themselves as was 
the case in the above list. A final interpretation of the 
findings of the main study with 'reference to the results of 
other research studies-will be presented in the final chapter. 
An assessment of the usefulness of the theoretical model 
follows below. 

6.2 Evaluati'on' 'of' the Theoret i'ca1' Model 

Multiple regression analysis is the technique which has been 

used to analyse the explanatory value of the theoretical 

model presented earlier. It is a technique which has been 

used to explain the relationship between a single dependent 

variable (here, job motivation) and several independent 

variables, (in this case discrepancy of supervisors' role 

perceptions with managers', the relationship between 

supervisor and superior, the quality of the communicating 

relationship between supervisor and manager, the supervisor's 

need for clarity, role-ambiguity experienced by the 

supervisor, and the supervisor's job satisfaction). These two 

types of variables-can also be given the nomenclature 

criterion and predictor variables respectively. The analysis 
has been used only on the metric data collected by use of the 

supervisory questionnaire. In the context of this'study the 
technique is used as a descriptive tool, focusing upon the 

strength and direction of relationships between the variables 
in the model. It is therefore necessary to examine the 

correlation coefficient, r, and the coefficient of 
determination, r2. The sign of r indicating the direction of 
the relationship, whether positive or negative, whilst the 

absolute value of r can be employed as an index of the 

relative strength of the relationship. A stronger indicator 

of the strength of the relationship is shown by r2, which 
indicates the proportion of variation in the dependent 

variable (job motivation) explained by another variable. A 

summary of the results of the analysis are shown below: 
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TABLE 52 ' STEPWISE' MULTIPLE' REGRESSION OF 'JOB 

MOTIVATION' ON' JOB' SATISFACTION, ' ROLE- 

AMBIGUITY, NEED FOR CLARITY, ' QUALITY 

OF COMMUNICATING RELATIONSHIP', ' NUMBER 

OF YEARS AS FOREMAN, AGE' OF FOREMAN, 

RELATIONSHIP' WITH BOSS, DISCREPANCY IN 

FOREMAN'S' ROLE' PERCEPTIONS 

VARIABLE MULTIPLE' RR SQUARE- 'F VALUE - V, /V9 

1. Job Satis- 0.32 0.10 7.23 7.08 (. 01) 
faction 

2. Role ambi- 0.37 0.14 5.08 4.98 (. 01) 
guity 

3. Need for 0.39 0.16 3.86 3.54 (. 025) 
clarity 

4. Quality of 0.42 0.18 3.28 3.01 (. 025) 
communicating 
relationship 

5. Number of 0.44 0.19 2.95 2.79 (. 025) 
years as 
foreman 

6. Age of 0.45 0.20 2.53 2.25 (. 05) 
foreman 

7. Relationship 0.45 0.20 2.15 2.17 (. 05) 
with boss 

8. Discrepancy 0.46 0.21 1.93 (. 05) 
in foreman's 
role percep- 
tions 

* Critical values for F at specified levels of significance. 

ý. ý' 
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The significance of F values for each variable added 

on each step is included in the table and shows 

that the final two variables in the list are not 

significant at the . 05 level, the critical values 
for F at the relevant significance levels are also 

shown. 

If the Job Motivation variable is, -given the notation Y, and each 

of the independent variables the notations X1 and X6 

respectively, then: 

The variance in Y_= Variance explained by X1, X2... X6 

+ Unexplained variance 

= 0,21 + 0.79 

The total variance in the dependent variable, therefore, 

explained by the above variables is not more than 21%. 

This appears to be a rather modest value; however, the model 

only examines several of the variables thought to influence 

the supervisors' motivation, and therefore would only be 

expected to explain a proportion of the total variation in 

the dependent variable, motivation. The three most 

significant variables in terms of their ability to explain 

the variation in the dependent variable, job motivation, are, 

need for clarity, job satisfaction, and role ambiguity. 

The multiple regression test employed in the above analysis 

refers to that described by Nie et al (1975) and produces, 

as part of the output from the test, B values, the partial 

regression coefficients. These B values may be used as 

measures of the influence of each'of the independent 



ti 

277 

variables upon the dependent variable, with appropriate 

adjustments made for all other independent variables. 

The partial B values resulting from the analysis indicates 

that one standard deviation change of job satisfaction 

would produce the greatest change in job motivation, then in 

descending order of influence, role ambiguity and need for clarity. 

Whilst this study has not been intended to explain the total 

variation in motivation levels of subjects, it was hypothesised 

that role ambiguity would explain a significant amount of the 

variation in individual subjects' motivation, which is apparently 

not supported by the evidence of the analysis above. The value 

of this model is, therefore, its ability to explain part of 
the variation in job motivation, albeit a modest part. There 

seems to be some consistency between interview and questionnaire 

results in that job satisfaction has been identified as the 

variable which appears to be most closely associated in the 

feelings of motivation for the variables and subjects discussed 

and measured. 

The model may be described as a "closed system" model 
(Likert, 1976) in that there is a boundary between the 

variables in the model and other variables not directly con- 

cerned with the individual. These other variables may have 

impact upon some of the individual variables described in the 

model (e. g. environmental variables). Whilst some 

environmental variables have been discussed during interviews 

they have not been included in the theoretical model as 

component constructs. Argyris (1975) and Schon (1974) 

describe the essential criteria for the usefulness of a 
theoretical model which explains some aspect of organisational 
behaviour. They suggest that perhaps the most important 

criteria is that the model needs to be explicit if it is to 

be useful. This is seen as the most critical characteristic 

as, if the model fails in this criterion, then it is not 

possible to test or validate the model. The relationships 
between the variables, as is the case in this study, should 
be described and identified in terms of measurement, 
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definition and limitation of use. 

It is suggested, (Kuhn, 1970) that models should 
display some elements of scientific thought by being 

linked to current literature by their consistency with 
existing theoretical approaches. The third element for 

evaluation of the model is the empirical validation of the 

model. In order to establish if a network of relationships 

previously specified (as in this study) do represent 
the reality of organisational settings, the model 

requires testing. The testing of the model can be 

accomplished by data collection and examination of the 
data analysis with due consideration to alternative 
hypotheses and explanation of phenomena. The process 
closely resembles that which has taken place in this study 
and the results suggest that in the case of this criterion, 
the model is partly successful as an explanatory tool in 
that there is some empirical support (resulting from 

analysis of questionnaire and interview data) for the 

previously specified network of relationships. The final 
two important criteria as suggested by Argyris (1975), 

are those of face validity and generalisability. To the 
extent that a model may be used as a medium to communicate 
results or outcomes of research, the model will need to 
show a minimum degree of face validity. The model should 
be comprehensible and relevant to the day to day work 
experiences of the organisational members concerned with 
the communication of research results. This issue will 
be covered in more detail in the following chapter where 
the usefulness and benefit of the research results to 
participating organisations are-discussed. 

Generalisibility is the last characteristic criterion and 
concerns the applicability of a model to a range of 
different settings so that the limits of use of the model 
may be established. In this study only similar 

organisational settings have been researched, the level of 
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analysis has consistently been the individual production 

supervisor in the food manufacturing sector of industry. 

The subject of generalisibility is one which confronts 
every researcher during his or her study at some stage. After 

conducting the study the researcher is often faced with the 

problem of deciding to which populations the results of the 

study can reasonably be generalised. The academically 

rigorous answer would be that the solution is a function of 
the sampling procedure and, therefore, the subsequent sample 

employed in the study. The procedure used in this study has 

resulted in an "incidental" sample being used, only those 

organisations wishing to participate in the study have done 

so. Whilst that group of organisations is clearly a function 

of the original sampling method of random selection (of 

organisations), the final outcome was not controlled by the 

author in terms of selection of those organisations wishing 
to participate. 

Glaser and Strauss, (1967) describe the process of sampling 

as the major determinent of the generalisibility of the 

research outcomes and-this process is defined by a set of 

rules. These rules become important as they specify the 

procedure which should be followed so as to increase the 

generalisibility and theoretical relevance of the results of 
the research. In the case of this study the population, 
from which the sample has been drawn comprises all production 

supervisors working in the operations function of food 

manufacturing organisations in the food industry. A simple 

random sample was selected from the total "self-selected" 

population of supervisors who were employed by the 9 

participating organisations. The most limited level of 

generalisibility which may be applied to the results of the 

study would be the individual organisations to which the 

respondents belong. The next level of generalisibility 

could be to apply the results to the product sector 
within wb4ch- the research has been conducted. Widening the 
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area of generalisibility, the results may be relevant 

to all production supervisors currently employed in the 

food manufacturing sector of industry. The final limit 

of generalisibility, whilst remaining within the realms 

of academic respectability, would be relevance to all 

production supervisors employed within the manufacturing 

functions in all industries. The author feels that the 

most relevant and credible statement concerning 

generalisibility is that it should have relevance for 

those. product sectors which have been studied., This 

belief has been derived from the lack of knowledge of the 

other' product sectors not studied and the limited 

representativeness of-the final sample, in that it wasp in 

the initial stages of sample selection, "self-selected". 

It has been mentioned earlier that the independent and 

dependent variable labels have been assigned by the 

author. In this study both the independent and 

dependent variables have been measured and some found to 

be significantly, albeit modestly, related to each other 
The fact that role- ambiguity, defined as an independent 

variable here, has been found to be associated with the 

nominated dependent variable, job motivation, does not 

naturally lead to the conclusion that the independent 

variable is responsible for changes in the dependent 

variable. As the study has been designed to focus on a 
few--selected variables which were thought to be salient 
factors in influencing supervisory work attitudes, there 

are probably numerous other variables that may be impacting 

upon either, or both, of this study's independent and 
dependent variables. Clearly, no conclusion concerning 

causal relationships between the two sets of variables 

has been made due to the fact that results of statistical 

correlation techniques alone cannot be used to support 

arguments of causality. There are a number of techniques, 
however, which allow the researcher to evaluate the 

assumption of causal connections amongst variables using 
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data from field studies such as this (Kerlingerýand Pedhazur, 

1973, Asher, 1976). 

The discussion above identifies perhaps one of the major 

weaknesses of the ex-post facto research design such as the one 

employed in this study. That is, the inability to control 

variables and collect data on possibly confounding 

variables. The researcher is often not, in a , position to 

eliminate numerous converse or rival hypotheses for the 

relationships which may be identified and the data on 

potentially confounding or confusing variables are vital 

if competing hypotheses are to be discarded. These data 

enable the research to hold constant effects of 

extraneous variables. 

In the case of this study, as in many ex-post facto research 

designs, only competing hypotheses-connected with 

potentially confouding variables which have been measured 

may be disregarded. The researcher often has no clear idea 

of how many or which unmeasured variables are influencing 

the research results. The argument concerning the strength 

and application of hypotheses which may have been 

supported by data from a study such as this is, as has 

been described above, limited. However, the strength of 

such a study lies in an examination of the practical 

research alternatives. If there is, as has been suggested 
by researchers (Mayntz et al, 1976, Denzin, 1978), a need 
to study and extend knowledge about human attitudes and 
behaviour in organisational settings, a non-experimental 

research strategy may be one of the most appropriate 
designs a researcher may employ to meet such a need. 
Indeed, results of such a research design may generate 
hypotheses that can-be examined in a more rigorous manner, 

such as in an experimental research design. Furthermore, 

reliance on research designs excluding the field study 
(i. e. experimental and quasi-experimental design) may 
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preclude the discovery of important relationships relevant 

to the study of behavioural sciences. 

6.3 Summary 

The following summary focuses upon the major findings 

arising from the results of this study with reference to 

the original research objectives and the degree to which 

they have been met. 

In answer to the question concerning the major changes 

which have occurred in the supervisory role, several 

statements for which supporting evidence has been 

discovered are worthy of note. Supervisory role changes 

are seen by over half of all supervisors in the main study 

as attributable to management personnel changes or changes 
implemented by managements. The remaining minority. of 

supervisors define the major role changes in their 

supervisory experience in terms of those elements described 

by Thurley and Wirdenius, (1973), as "! erosion" of the 

supervisory role. They include such changes as increases 

in the power and status of shop floor trade unions, 

reduction in supervisor-subordinate wage differentials, 

the introduction of specialist functional departments, and 
the discrepancy between supervisory responsibilities and 

authority. All the above perceived changes are viewed 

as unfavourable by supervisors in the sample. 

The results of data analysis concerning supervisory perceptions 

of group membership tend to contrad. ct the often-quoted "man in the 

middle" thesis in respect to the supervisor's perceived organisational 

position in that a large majority of supervisors believe that they are more closely 
associated with the shop floor work group. Additional 

support for this result comes from the supervisory 

rankings of task elements in which supervisors place 
"working with subordinates" as the most important task 
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element in the supervisory role. 

As management commentators have reported elsewhere (Davis 

et al, 1966, Meade et al, 1966), supervisors in this study 

tend to suffer from what appears to be limited career 

development opportunities, however, only a small minority 

saw this situation as unfavourable. 

The rating by supervisors of the quality of communicating 

relationship between the supervisor and his superior, was 

as varied as the frequency and practise of communication 

varied across production departments in each participant 

organisation. However, a test was applied across all six 

participating organisations to identify whether there 

were significant differences between the average score 

of this variable. The Null Hypothesis being: 

"There is no difference in the average score of supervisors 

on the quality, of concmmicating relationship variable from 

the different participating organisations". 

The Alternative Hypothesis states that the average "quality 

of communicating relationship" scores from each organisation 

are not all equal. The test employed was the Kruskal-Wallis 

one way analysis of variance by ranks (Siegel, 1956, 

p. 184-194). The results of the test (H = 9.15, df = 5) 

indicate that at the . 05-level of significance the average 

score was not different across the six organisations. The 

observed value of H was more than the previously set level 

of significance, i. e. . 05, therefore Ho cannot be rejected 
(p = 0.1). Despite apparent variation between departments 

then, the average rating of the quality of communicating 

relationship between the supervisor and his immediate 

superior, as rated by supervisors, was not significantly 
different across all six main study organisations. A 

majority of supervisors -viewed their communicating 

relationships with their bosses in unfavourable terms. 
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There are indications from the correlation analysis that 

there is a positive relationship between the variable 

quality of communicating relationship and the work 

attitudes, job satisfaction (rs = 0.13) and job motivation 
(rs = 0.20, p= . 05). There is support for the statement 
that the quality of communicating relationship between 

boss and supervisor may exert some influence upon the 

supervisor's job satisfaction from the data generated 
during discussions of job satisfaction. During these 

discussions, supervisors identified relationships with 

superiors and subordinates as a major source of job 

satisfaction and as there'is a: 'positive and significant 

relationship between the quality of'communicating 

relationship and the supervisor's overall rating of his 

relationship with his boss (rs = 0.56, p= . 001), then it 

seems likely that the quality of the supervisor-superior 

communicating relationship may effect the level of job 

satisfaction experienced by the supervisor. 

Considering the sources of supervisory job satisfaction, 
as identified by supervisors in the study, two other issues 

were described. They were the successful completion of 
the departmental/section production tasks and the quality 
of working conditions. The first two factors isolated by 

sypervisors as sources of dissatisfaction were both 

mentioned, in their converse forms, as sources of job 
satisfaction being the non-achievement of departmental 

production tasks and relationships with subordinates and 
superiors. Other subjects which fell into this category 
were the work attitudes or personal "style" of others 
(superiors, colleagues and subordinates) and the degree 

of challenge, variety and clarity in the supervisory work 
role. 

The indication that two sources of job satisfaction in 
their converse form (either by their absence or a low 

, level) form two sources of job dissatisfaction, suggests 
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that supervisors view satisfaction and-dissatisfaction as 

one bi-polar scale of satisfaction at work. 

Job satisfaction is negatively and significantly related 
(rs = -0.31, p= . 01) to role ambiguity indicating some 
support . 

for the original hypothesis that role ambiguity 
is negatively related to work attitudes, specifically 
job satisfa, ctiga. The strength of. the 
relationship between role ambiguity and job satisfaction 
does not appear in the results of analysis of interview 
data; only a small minority of supervisors referring to 

what might be called a lack of role clarity (which may be 

seen as synonymous with role ambiguity). 

Results from the supervisory interviews have provided 

evidence to suggest that many supervisors recognise the 

element of. interpersonal relationships at work as an 
important influence upon their job motivation. The three 

- most commonly-quoted influences upon supervisory job 

motivation were interpersonal relationships, job 

satisfaction and the value of work rewards. The 

questionnaire data tends to support the evidence of the 
interviews presented above in that both the quality of 
communicating relationship and overall rating of 
relationship with boss are positively and significantly 
associated with job motivation (at the . 05 level). The 
results show that managers and supervisors in the 
study tended to agree about the criteria for the 

selection of potential supervisors, that is, those 

characteristics of the role incumbent thought to be required 
by individuals who are to become effective supervisors. 
The theoretical model has been evaluated for its 

explanatory power, that is, the ability to explain the 
variation in motivation of industrial supervisors. Its 

value does not appear to lie in the explanation of the 
variance in job motivation, all the independent variables 
accounting for no more 'than 21, of the, total variance in job 
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motivation. The most important independent variables in 

terms of their influence upon, the dependent variable, job 

motivation, have been shown to be job satisfaction, role 

ambiguity and need for clarity, in descending order of 
importance. The limitations of the power of the model 
has been described and the degree to which criteria for 

the usefulness of such a model presented. From the 

viewpoint of identifying some of the significant relation- 

ships between salient variables (salient from the 

perspective of supervisorst attitudes), the model-seems to, 

pössess. a highery level of utility. 

The research objective of supervisory role clarification 
has to some extent been met by the data generated during 
interviews with supervisors and the subsequent role 
analysis and comparison with data from their managers. 
Several popular statements concerning the supervisory role 
have been confirmed by this-study, fewer have been 

contradicted. - 

The approach taken in this-study-of investigating the 

supervisory role with reference to the supervisor- 

superior relationship has been supported-. by 

the-results which indicate the important, 

influence of interpersonal relationships upon 

supervisory work attitudes. This result has particular 
relevance to the work of Salancik and Pfeffer (1975), who 
suggest that supervisory behaviour is probably primarily 
influenced-by the immediate superior manager. 

Other elements of the research which have specific 
relevance to the research of others are the perceived 
discrepancy between supervisory responsibilities and 
authority, and the disagreements between supervisors and 
their superiors-concerning supervisory task priorities 
and authority. Both of the above issues are examined by 
Partridge and Child (1982), who have reached similar results. ,. 
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motivation. The most important independent variables in 

terms of their influence upon the dependent variable, job 

motivation, have been shown to be job satisfaction, role 

ambiguity and need for clarity, in descending order of 
importance. The limitations of the power of the model 

has been described and the degree to which criteria for 

the usefulness of such a model presented. From the 

viewpoint of identifying some of the significant relation- 

ships between salient variables (salient from the 

perspective of supervisors' attitudes), the model-seems to, 

pössess a higher level of utility. 

The research objective of supervisory role clarification 
has to some extent been met by the data generated during 

interviews with supervisors and the subsequent role 
analysis and comparison with data from their managers. 
Several popular statements concerning the supervisory role 
have been confirmed by this study, fewer have been 

contradicted. 

The approach taken in this study-of investigating the 

supervisory role with reference to the supervisor- 

superior relationship has been supported by 

the results which indicate the important. 

influence of interpersonal relationships upon 

supervisory work attitudes. This result has particular 
relevance to the work of Salancik and Pfeffer (1975), who 
suggest that supervisory behaviour is probably primarily 
influenced-by the immediate superior manager. 

Other elements of the research which have specific 

relevance to the research of others are the perceived 
discrepancy between supervisory responsibilities and 
authority, and the disagreements between supervisors and 
their superiors-concerning supervisory task priorities 
and authority. Both of the above issues are examined by 
Partridge and Child (1982), who have reached similar results. 
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CHAPTER SEVEN 

INTERPRETATION OF RESULTS OF THE 

STUDY AND CONCLUDING REMARKS 

7.0 Introducti'on- 

The summary of the findings of the main study reported in 

Chapter 6 indicated evidence for to support five of the 

six research hypotheses presented in Chapter 2, a 

discussion of the usefulness of the theoretical model, 

and an overview of the role perceptions of both 

supervisors and their immediate superiors with respect to 

the supervisory role. 

The purpose of this chapter is to interpret the results of 

the study which have been presented to practising managers, 

and to describe the benefits which may be derived from 

participant organisations. This theme is consistent with 

the approach adopted throughout the study and the 

presentation of the thesis. That is, the author has 

emphasised the practical elements of the study. For 

example, discussions of fieldwork activities have concerned 

what happened, problems which confronted the author, and a 

detailed report of the process of fieldwork in an attempt 

to provide the reader with sufficient information for 

replication of part or all of the study, and an accurate 

record of research activities. The compromises which have 

been made in the research have been described and the 

presentation of results reflects the practical limitations 

of data collection in the field. 

In addition to the purpose described above, this chapter 
introduces discussion of those research outcomes which can 
be described as contributing to a further clarification of 
the supervisor's role, including those elements of the 
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supervisory work situation which are considered to 

influence the attitudes of the supervisors participating 
in the study. Finally, some possible directions for 

future research in the field are presented. 

7.1 The Pract'i'ca: 1 Value of Results 

It has been mentioned previously, that in order to fulfil 

the research 'contract' with each participant organisation, 
the author has provided an individual report to every 

organisation, summarising the main results of analysis 

of data collected from supervisors and managers within 

each company. There were clear differences between 

organisations in terms of their objectives in participating 
in the research study, which provided one focal point when 
presenting the feedback of the research results. 

The different objectives of participating organisations 

as described by managers within their respective 

organisations included: 

1. A 'Position Audit' to identify current 
attitudes of supervisors towards their work 
generally. 

2. To assess the impact of specific organisational 
activities (e. g. training programmes, new products, 
processes) and the supervisors' attitudes towards 
them. 

3. To identify criteria for "effective" supervision 
with reference to perceptions of supervisors and 
managers. 

4. To understand the factors which influence the 
attitudes of supervisors towards their work. 
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The first objective described above included a summary of 

results from both questionnaire and interview data 

collected within the appropriate organisations. Of 

particular interest to the participating organisations 
falling within this category, were the attitudes of 

supervisors towards their immediate superiors, factors which 

were described as influencing job motivation and job 

satisfaction, and supervisors' attitudes towards group 

membership. The feedback, therefore, highlighted the 

association between supervisors' ratings of the quality of 

communicating relationship between supervisor and manager 

and the overall rating of quality of the relationship 
between supervisor and superior. - This latter relationship 

was seen by managers receiving the feedback as important 

as there was evidence to suggest that the quality of the 

supervisor-superior relationships, as rated by supervisors, 
had a positive relationship with job motivation. The issue 

of supervisors' motivation was described by managers 

during the feedback as "of concern" as they described the 

current mood of many supervisors as one of "low morale". 

In the case of one organisation concerned with the 

achievement of the first objective above, managers described 

a situation attributed largely to unionisation of 

supervision and an inflexible pay structure, where they 

found it difficult to differentially reward, in a financial 

sense, supervisors whose performance varied between 

acceptable and superior. They were therefore concerned to 
discuss the opportunity of improving motivation of 

supervisors through non-financial means and the relationship 
between supervisor and manager was one issue suggested which 
could be improved. Additionally relevant for the same 
organisation was the difference in supervisory role perceptions 
between"managers. and supervisors. Senior managers felt that 

there would be close agreement between-managers' and super- 
visors' perceptions of the most important task elements in the 
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supervisory role. The results of the data analysis 

indicated that there was a difference between rankings 

on several items, more importantly perhaps in a practical 

context, the first ranked item, and this was viewed to be 

a significant difference by those managers who received 

feedback of the results. 

The major practical benefit derived from the results of 

the study would seem tobe the indication that the 

interpersonal relationship between the supervisor and his 

manager has a salient influence upon the supervisors work 

attitudes. The outcome therefore, for those organisations 

who expressed the achievement of the first objective as an 
important research goal, was that where previously much 

managerial time and effort had been directed towards 

supervisory development and training on an individual basis, 

that. is supervisor by supervisor, there was now evidence 

to suggest that the supervisor's superior could profitably 

be closely associated with supervisory training and 

development. The aim of such an association would be to 

improve the relationship between supervisor and manager. 

One example of the usefulness of the results has emerged in 

the form of a training/teaching vehicle which has been 

designed from the research results. Appendix 5 comprises 

a combined case studyfrole play of a meeting of a manager 

with his supervisors (3), all of whom are employed by a 

meat products manufacturer. The objective of this material 

is to provide an opportunity for managers and supervisors 

to practise their communication skills and present them with 

some typical supervisors' personal and work problems which 

require solution during the meeting simulation. A further 

aim of the exercise is to encourage improved relationships 

between supervisors and managers. Both managers and 

supervisors play the roles of the manager as well as a 

supervisor and each experiences role reversal in the 

course of the exercise which has been used as a teaching) 
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training vehicle with groups of managers (in-company) and 

post graduate management students (MBA group at Cranfieid 

School of Management). 

Another direction indicated by the results was the 

establishment of a formal mechanism for communication 

between supervisors and managers, and the concept of 

briefing groups was suggested. In the discussions that 

followed feedback of the above results the issue of 

career development was raised by managers as a potential 

motivator. The results of data from the relevant two 

organisations showed that only a small minority of those 

supervisors interviewed felt they would like to progress 

to second line management positions or that the 

opportunity to do so would act as a motivator for them. 

This tends to reflect the overall response pattern of all 

supervisors interviewed in that a minority indicated that 

career progression opportunities were either attractive 

or would act as a motivator. The evidence from this study, 

therefore, conflicts with that presented by Sasser and 

Leonard (1980), which suggests that the supervisor is 

de-motivated by the fact that he is at a "dead end in 

career progress and development". 

The second category of objectives identified by participating 

organisations included the assessment of the impact of 

specific organisational activities and the supervisors' 

attitudes towards them. One organisation was particularly 

concerned to evaluate the effect of a number of supervisory 

training events which had recently occurred. The data from 

interviews concerning supervisors'-attitudes towards 

training and development were therefore presented in some 
detail. The training events were designed by the training 

department of the organisation to improve the performance 

of'supervisors in their jobs, the major concerns 

expressed by managers were that the training would be 

ineffective in that it may be seen as inappropriate by 
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participants, and the overall effect upon supervisors 

would be to raise participants' expectations concerning 
their career development. The most common attitude to 

the training events in question which arose from 

discussion of the subject during interviews was that 

most supervisors saw the training in a favourable light. 

The major benefit, however, was defined as the opportunity 
to discuss work=related problems with peers and superiors. 
The less-often quoted benefit was described as learning 

about how to supervise men or man-management skills. 
The remaining group of supervisors could not identify any 

positive benefit but many felt that training was, overall, 

a "good thing". With respect to the concern expressed 
by managers over the possibility of raising expectations 

about career development opportunities for supervisors, 
the overall sample pattern was reflected in the attitudes 

expressed by supervisors, that is, a majority of all 

supervisors in the organisation in question reported that 

they felt there was little or no opportunity for career 
development with the company. 76% expressed a positive 

attitude towards this situation, 13% were neutral and the 

remaining 11% viewed the situation unfavourably. 14% of 
the supervisors in this organisation described a belief 

that there were clear career development (promotional) 

opportunities within the company for them. There was 
evidence to suggest that, in this organisation, the majority 
of supervisors' expectations concerning career development 
had not been raised and that some benefit was derived by 

supervisors from the training events. 

The third category of objectives consisted of a 
determination of criteria for effective supervision 
referring to both supervisory role perceptions of managers 
and supervisors. Here, the organisation's interest was to 
gather data which may be used as part of an appraisal 
system for supervisors. The first step in such an exercise 
being the identification of the important task elements 
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which comprise the supervisory role. 

The data generated by supervisors and managers in the 

organisation suggested that the supervisor rated working 

with his subordinates as of higher importance than any of 

the other elements. Managers, however, consistently 

ranked this item in second or third place. This. may have 

explained part of the generally poor ratings of supervisory 

performance amongst managers, that is, if supervisors 

were directing their major efforts towards the issue they 

felt was most important in their work role (Rank 1) and 

managers disagreed with this rank, then it seems likely 

that superior performance ratings of supervisors by 

managers would be rare. 

Finally, category four objectives were defined by the 

relevant organisation as an attempt to determine which 

factors in the supervisory work situation influenced 

the attitudes the supervisor held towards his work. Whilst 

this study examined only a small number of variables which 

may be thought to influence supervisory attitudes (the data 

analysis illustrating statistically significant relationships 
between the variables studied), emphasis was placed upon the 

variables which correlated significantly with the variables 
job motivation and job satisfaction. Clearly, there are 

other variables and relationships which explain a greater 

amount of variation in both of the variables mentioned 

above, however, the results of this study provide some 
pieces of the attitudinal "jigsaw puzzle" of supervisors. 

Work attitudes of supervisors were held by managers in the 

above organisation to be important largely from the 

viewpoint of the effect of supervisory behaviour upon 

subordinate (shop floor) work group performance. 

One common theme that existed amongst all organisations 
participating in the main study was the surprise 
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expressed by managers concerning the feedback of the 

results of data analysis about supervisory "group member- 

ship". The results of this study show a clearer, more 

consistent group orientation for the supervisory sample 

studied than those of Nichols and Beynon (1977), who 

described a "split" within the supervisory ranks 

encapsulated in the phrase "not all foremen are management". 

The overwhelming alignment and association of supervisors 

with the shop floor work group consistently surprised 

managers receiving feedback. Many managers referred to 

membership to the "management team" which they believed 

were successful. The major question then arose concerning 

the effectiveness of the supervisor in various orientations. 

Would the supervisors be more effective in terms of 

successful achievement of the main supervisory production 

tasks. oriented towards the shop floor work group or more 

closely associated with'the management team? Managers 

generally believed the latter situation` would be more 

effective in organisational terms, supervisors the former. 

Perhaps the most salient question would be "does it make a 

significant difference to organisational performance (in 

production terms) which camp the "supervisors" feet" are in? 

No research in this study has been conducted to address 

that particular issue so the question remains, for the time 
being, a potential direction for future research. 

The usefulness of the research in the case of the orientation 

of supervisors served to raise further research questions. 
There was some preference by managers for the explanation 

which supported their behaviour to date. That is, as they 

had been encouraging the identification and membership of 

supervisors with the management team, this orientation is 

more likely to lead to more effective supervision than the 

alternatives. of "middle man" or "shop floor work group " 

member. 
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One further common theme which is reflected in the results 

of research"in all organisations in the main study was the 

perceived discrepancy of many supervisors-(34%o of all 
supervisors interviewed in the main study) between their 

responsibilities and their authority. This result was 

reported to participating organisations and became an 
issue for further discussion due largely, as was expressed 
by, managers receiving the feedback, to the fact that this 

subject may be one over which managers can have some control 
or influence. The discrepancy described between supervisory 

responsibilities and authority supports the findings of 
several other researchers (Child, 1982,. 1975, Driscoll et 
al, 1978). Driscoll et al describe their results as indicating 

that "first-level supervisors are held responsible for producing 
organisational results through their subordinates, but lack 
the control over the means to motivate their workers". The 

current study indicates that the non-achievement of production 
tasks may negatively influence perceived levels of supervisors' 
job satisfaction, and if the lack of control described above 

contributes to the non-achievement of those tasks then it is 

likely that level of supervisory control may be'one of the 

variables managers may wish to influence in order to achieve 
improved supervisory task achievement and hence, supervisors' 
job satisfaction. The effect of lack of control is described 
by Sasser and Leonard (1980) as likely to generate high levels 

of frustration in first level supervisors. The concept of 
lack of control is similar to the discrepancy described above 
between responsibilities and authority and appears to have a 
similarly negative association with supervisors' attitudes. 

The above discussion reflects the value, as assessed by 

managers, of receiving feedback concerning issues or 
variables over which. 'they have some power or influence to 
control. In the interpretation of the results for participating 
organisations, much-interest was generated by emphasising 
those variables managers felt were controllable. For example, 
the role and power of shop floor trade union representatives 
and the realtionship between 
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changes in legislation, and the attitudes of supervisors 
to their work were of less perceived value as items of 
feedback to managers, apparently due to the perceived lack of 
influence or control of managers over these variables. 

In two cases feedback of results of the study of 

participant organisations was conducted by means of 

seminars conducted by the author, to both supervisory 

and management groups. The main value of this exercise as 

described by participants, was an understanding of 

supervisors' attitudes towards aspects of their work and 

a discussion of common problems experienced by supervisors 

and managers in their respective work situation, but with 

reference to the role of the supervisor in the achievement 

of production tasks. The groups of managers were 

particularly interested in the value and influence, as 

expressed by supervisors, of the interpersonal relationship 

between supervisor and immediate superior. The apparent 

influence of managerial behaviour towards supervisors (for 

example, style of managing supervisors including perhaps 

most importantly the communicating, style of managers) was 

perhaps of most interest to these groups. ". 

7.2 Contribution of Results to the Clarification of 
Supervisory Role 

That the role of supervisor has undergone substantial 

change in the work experience (main study mean 5-6 years) 

of supervisors in this study is supported by clear evidence 
from interviews. This development has been confirmed by 

many other researchers (Dunkerley 1971, Child 1975, 

Sasser and Leonard 1980), and is commonly regarded as 
"role erosion" largely as a result of the negative effect 
these changes are thought to have upon supervisors' work 

attitudes. The negative response from a large majority 

of supervisors in this study supports the above statement 
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but distinguishes between thoserole changes. which have 

been attributed by supervisors to the changes effected by 

managerial decisions and those changes which have occurred 
which cannot, from the supervisors viewpoint, be associated 
with decisions made by management. If this is an accurate 
summary of how changes in the role of supervisors have. 

occurred, then individual managements hold most of the 

responsibility for the current condition of the 'supervisory 

role. 

There are indications from the study that there are clear 
differences between the perceptions of the' supervisory role 
between supervisors and their immediate superiors. The 

ranking of the importance of task elements by managers and 

supervisors tends to support this-view. The results of the 

examination of supervisory orientation or group membership 

and allegiance suggests the "man in the middle" description 

in terms of the supervisor's position may not now be appropriate 
as Colin Fletcher found in his study. Whilst managers have 
described their attempts to encourage supervisors to feel part 
of management and see themselves as first-line managers, many 
supervisors perceive their position as closely associated with 
the shop floor. Indeed, the behaviour and policy of 
management towards this issue, as perceived by supervisors, 

may be contributing to their feelings of ambiguity and 
dissatisfaction. A common complaint relevant to this 

subject appears to be that the "words do not match the the 

actions". This may serve as a further example supporting 
the suggeston (described above) that the current condition 

of the supervisory role is largely a result of the decisions 

and behaviour of managers. 

There may be some benefit in managers considering the 

recognition of the supervisor not as a first-line manager, 
but as the supervisor oX. a shop floor work. group. Rather than 

attempting to encourage the supervisor to pledge his 

allegiance to the management team, it may be more 
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realistic to define his role as non managerial, 
identifying him as a senior sh p floor employee with 

specific skills and abilities. 

Supervisory status is one element comprising those changes 

which have led to the apparent erosion of the supervisory 

role. Whilst regarded as largely unfavourable by many 

supervisors this may be an accurate reflection of the 

change that has occurred particularly with respect to the 

changes in supervisory authority. The reality of the 

situation may be that supervisors have'less authority 
because it has been taken away from them, whether by the 
increase in the influence and power of shop floor trade 

unions, the increase in the number of specialist departments, 
by legislation, or an explicit political act by managers. 
The implication for managers and others who have an 

opportunity to influence the role of supervisor and the 

attitude he holds isýthat it would be perhaps worthwhile 
to help the supervisor to cope with this reduction in 

authority - maybe by making elements of his work tasks 

more meaningful/challenging - rather"than attempting to 

turn back the clock to achieve previous levels of authority. 

7.3 Concluding Remarks 

If the controversial influencing link between attitudes and 
behaviour is assumed to exist in some form, the results of 
the Salancik and Pfeffer study (1975) are of particular 

relevance to the findings of the current study. They found 
that the behaviour of supervisors in their sample was 
constrained by the demands of others in the supervisory 
role set. They suggested that the expectations of the 

supervisors' boss accounted for a significant portion of 
the observed variation in supervisors' behaviour. 

The findings of this study indicate that the 'supervisor's 
boss can influence the attitudes of supervisors in the 
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sample both directly by his behaviour towards supervisors 
(for example, by his management style)', and indirectly, 

through the results of managerial decisions. 

In the Salancik and Pfeffer study, multivariate analysis 

showed that expectations of the supervisor's boss were more 
important than those of subordinates or pears in determining 
the supervisors' work-related behaviour. The results of 
this study show this may also be the case in terms of the 
influence of the behaviour of supervisors' bosses upon 
supervisors' attitudes. This is illustrated by supervisors' 
responses to questions concerning significant changes in 
the supervisory role in their work experience as supervisors. 
Salancik and Pfeffer refer to. the uncertainty experienced by 

supervisors when they suggest "uncertainty is reduced when 
the behaviours of interlocked individuals become more 
predictable to each". This appears to reflect upon the 

working relationship between members of the supervisory role 
set, for example, the supervisor and his boss. The comment 

suggests that when individuals become more familiar with the 
behaviour of others, and can ultimately predict to some 
extent their behaviour, the level of uncertainty is reduced. 
An extension of this line of argument leads to the proposal 
that those supervisors also enjoy a high quality, "close" 

relationship with their superiors (which includes an 
effective communicating relationship), would experience less 

uncertainty, a greater degree of clarity and therefore less 

role ambiguity than those with poor quality relationships 

with their bosses. 

Supportive evidence for the above proposal exists in the 

findings of this study which have exposed the negative, and 

statistically significant, relationship between role 

ambiguity and both the quality of communicating relationship 
between supervisor and superior, and the'overall rating of 
the relationship between supervisor and superior. 

Referring to the empirical research'concerning role ambiguity, 
study of the concept has progressed in several directions as 
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it appears to be linked to several different variables. For 

example, Rizzo et al (1970) showed associations between the 

variables goal clarity and adequacy of communication. In 

addition, relationships were found between role ambiguity 

and formalisation and participation. The current study 
identifies significant and. negative relationships between 

role ambiguity and job motivation, job satisfaction, the quality 

of communicating relationship between, supervisor. - and superior, 

and the supervisor's rating of his-relationship with his boss. 

The two former variables may be described as, consequences of 

ambiguity, the latter two, antecedents. 

It has been proposed (Pearce, 1981) that role ambiguity and 
job dissatisfaction are closely related,, and further that 

the inadequacy of communicating relationship, and. hence, 

information transfer, increases the level of role. ambiguity 

experienced by employees. The findings of this study broadly 

support these proposals, referring specifically to the 

relationship between the quality of communicating relationship- 
between the supervisor and his immediate boss, and role 

ambiguity experienced by supervisors. 

Pearce has recently (1981) developed a new. model which focusses 

upon the unpredictability component of role ambiguity. It 
is different from the Kahn et al (1964) concept of role 

ambiguity and Pearce refers to it as simply ambiguity. In the 

revised model Pearce suggests that ambiguity be considered as 

a condition in which the consequences of individual behaviour 

are weaknesses to them. He further links his model (See Figure 

14) with an expectancy model of motivation (Vroom, 1964) 

which describes the link between effort and performance, the 

relative predictability of performance being-expressed by 

P (E - P), that is the expectancy that effort will lead to 

a certain performance level. Pearce hypothesises that four 

structural characteristics of jobs lead to an individual 

experiencing ambiguity of behavioural consequences. They are: 
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1. Individuals In an unusual . 5ett. ing. 
2. Individuals whose job-related expectations 

are 'changing. 

3. Those whose own performance is judged by the 

behaviour of others. 
4. Those who experienced a delay or absence of 

relevant information or definitive'feedback. 

He proposes the model is additive, any one of the four 

characteristics being expected to lead to experienced 

ambiguity. The model clearly concentrates upon role 

characteristics rather than organisational-level variables 

and Pearce admits the need for further research to establish 
the organisation-role links. The relevance of Pearce's 

work to the current study is particularly apparent when 

considering the two final structural antecedents (3 and 4). 

Supervisors work through their subordinate work group in 

achieving departmental production tasks and, as many 

supervisors have expressed, view their own performance as 

closely linked with that of their own department or section. 
The delay or absence of definitive feedback or information 

has been found to be a common perception amongst supervisors, 

particularly with reference to their own performance in the 

supervisory role, and links with supervisory ratings of their 

communicating relationship with their immediate superiors. 
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Figure 14 (From Pearce, 1981) A Model of Ainb'i`gtii'ty 

Unusual hanging Consequences 
Setting or pectations are Behaviour 
Individuals 

lof 

Others 

Delay or Absence 
of Definitive 
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Experienced Stress 

Affective and Behavioural Outcomes 

Some recommendations for overcoming some of the dysfunctional 

aspects of the issues described above have been presented 

earlier in this Chapter. Some additional suggestions are proposed 
in the following discussion. 

If supervisors are to achieve an effective work performance they 

would seem to need to establish a base of authority and also 
a relationship of mutual respect with their subordinates and 

superiors. One explanation for some of the negative and 

unfavourable attitudes expressed by supervisors in this study 
is the decrease in the levels of authority of supervisors, and 

an increase in their perceived level of dependency upon other 

employees. Perhaps one course of action would be to increase 

supervisors' authority to re-establish the previous levels. 

This seems, however, to be an unrealistic and probably ineffective 

solution to the problem because the decrease in the authority of 
supervisors seems to have resulted from the influence of changes 
in legislation, managerial decisions and behaviour, and the power 
of trade unions and their representatives. Supervisors' 

authority cannot be increased overnight unless they can acquire 
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what can be described as influencing power. Such-power-to 

influence may be acquired should managers decide'to delegate 

elements of their authority downwards., The 'outcome seems 

unlikely for the reasons presented earlier. One alternative 

mechanism for the acquisition of authority and power, to 

influence is by a change in the'style and behaviour of many 

supervisors. If supervisors were to become more politically 

skilled and adopt a more politically-aware outlook, it seems 
likely that they would be more able to persuade and influence 

others. 

Child (1982) describes several alternative-models outlining the 

future of the supervisory role, ' from the abolition of the role 

to the model of technical supervision. He further recommends 

that organisations should select the appropriate model 
depending upon relevant organisational contingencies. The 

German-"Meister" model of the supervisory role is introduced (thud 

p. 210-213) as one which can be favourably compared to the 

typical British model. Why then, has not the role been 

adopted in British companies more enthusiastically? One part 

of the answer certainly lies in the "relevant organisational' 

contigencies" referred to by Child. The wholesale transfer 

of the German "Meister" model could be largely inappropriate 

for many British companies due to what may be described as 
"cultural" differences. Child and Kieser (1977) refer to 

factors such as training, reward- and decision making 

practices which comprise some of the' significant elements of 

organisations. The organisational contingencies which would 
inhibit the effective transfer of the apparently highly 

successful German model of supervision would involve other 

external factors, such as industrial legislation concerning 

the establishment and operation of works councils, supervisory 
boards, and annual wage bargaining procedures. Other clear 
differences which have been observed by the author between the 

typical British and German supervisor concern the discrepancy 

between their respective levels of authority and responsibility. The 

German 'Meister' appears to have recognisably more areas of 

responsibility in terms of being responsible for more, and more 

varied, work elements. As Child suggests, this is-illustrated 
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by the lower staff/line ratio found in German companies-in 

comparison to British companies. Perhaps as important from 

the viewpoint of operational effectiveness is the commensurate 

authority level which often accompanies the 'Meiste'r's' 

responsibility. He appears to have control over, and generate 

respect from, not 'only his subordinates in the departmental 

work group, but also his colleagues and superiors. He seems 
to be acknowledged as a first-line manager by his work 
colleagues as much as a result of the clear', identifiable 

status and activities associated with his role and the nature 

of the "Meister" qualification as for his work performance or 

work behaviour. One of the most commonly-quoted attitudinal 

elements of the german national stereotype is the "respect 
for authority" which many German people are thought to possess. 
At a purely subjective level of observation this is another apparent 
difference between the UK and German work situation at a 
supervisory level. 

In the author's experience, the German 'Meister's' authority 

has been unequivocal and accepted by both 'subordinates and 

superiors. This implies a respect or recognition of, the 

supervisor's authority by others which was less evident in 

the UK organisational situations examined in this study. 
Indeed when examining the supervisor's own attitudes towards 

group membership and allegiance, it would seem that most UK 

supervisors in the sample saw their subordinates more as 

colleagues and peers, whose cooperation was required in order 
to achieve the successful accomplishment of department 

production tasks. The difference in the types of relationships 
between supervisors and subordinates that this orientation 

would suggest in the UK and German supervisory work system 

may be therefore a combination of both cultural and 

organisational factors leading to the authority and relationship 
differences mentioned above. In addition, what appears to be 

clear well-defined role-relevant information concerning 
boundaries of authority, responsibility, promotional prospects 
and social position are all likely to contribute to a lower 



305 

degree of role ambiguity for the'German 'Meister' with respect 

to his British counterpart. Certainly, the relationship 

between employee representatives and supervisors does not 

seem to be predominantly one of conflict where the authority 

of the supervisor is often challenged, and challenged in such 

a manner that is visible to the supervisors' departmental 

subordinates. 

Relatively little attention has been focussed upon the 

matching of the individual to the role of the supervisor. 
Child describes mainly models of supervising roles which should 
be more clearly defined by the organisation or developed to 
follow the outlines of the German 'Meister' model or the 
technical supervisor model. The'question of whether the 'apparent 
history of poor supervisory performance is concerned more with 
issues of organisational role elements or personal 

characteristics such as ability to perform supervisory tasks 
has yet to be satisfactorily answered. Certainly, the 

supervisory motivation-performance link has yet to be examined in 

depth to establish the nature of the relationship. Measurement, 

unfortunately, appears to be one of the major retarding 
influences in such research. An academically-and organisationally 
acceptable and reliable measure of supervisory performance 

remains to be developed. Many production managers, however, 

would suggest that a series of regular departmental production 
results would provide sufficient evidence for the assessment of 
the work performance of production supervisors. Such 

measures would include variance information concerning utilisation 
of resources within the supervisor's department or section which 
is readily available on a regular basis. It does not concern 
behaviour per se, but the results of supervisory behaviour in 
its effect upon departmental production performance. The risk 
in adopting such a measure in research is that it becomes less 

recognisable as an acceptable academic instrument for 

measuring or even reflecting individual performance. After all, 
the information mentioned above refers to the results of a group 
effort, a group work performance. Many managers in the 

operations function have suggested, however, that they would 

expect superior or above-average performers at a supervisory 
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influences in such research. An academically and organisationally 
acceptable and reliable measure of supervisory performance 
remains to be developed. Many production managers, however, 

would suggest that a series of regular departmental production 

results would provide sufficient evidence for the assessment of 
the work performance of production supervisors. Such 

measures would include variance information concerning utilisation 

of resources within the supervisor's department or section which 
is readily available on a regular basis. It does not concern 
behaviour per se, but the results of supervisory behaviour in 

its effect upon departmental production performance. The risk 
in adopting such a measure in research is that it becomes less 

recognisable as an acceptable academic instrument for 

measuring or even reflecting individual performance. After all, 
the information mentioned above refers to the results of a group 

effort, a group work performance. Many managers in the 

operations function have suggested, however, that they would 

expect superior or above-average performers at a supervisory 
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degree of role ambiguity for the German 'Meister' with respect 

to his British counterpart, Certainly, the relationship 

between employee representatives and supervisors does not 

seem to be predominantly one of conflict where the authority 

of the supervisor is often challenged, and challenged in such 

a manner that is visible to the supervisors' departmental 

subordinates. 

Relatively little attention has been focussed upon the 

matching of the individual to the role of the supervisor. 
Child describes mainly models of supervising roles which should 
be more clearly defined by the organisation or developed to 

follow the outlines of the German 'Meister' model or the 

technical supervisor model. The question of whether the apparent 
history of poor supervisory performance is concerned more with 
issues of organisational role elements or personal 

characteristics such. as ability to perform supervisory tasks 

has yet to be satisfactorily answered. Certainly, the 

supervisory motivation-performance link has yet to be examined in 

depth to establish the nature of the relationship. Measurement, 

unfortunately, appears to be one of the major retarding 
influences in such research. An academically and organisationally 

acceptable and reliable measure of supervisory performance 
remains to be developed. Many production managers, however, 

would suggest that a series of regular departmental production 

results would provide sufficient evidence for the assessment of 
the work performance of production supervisors. Such 

measures would include variance information concerning utilisation 

of resources within the supervisor's department or section which 
is readily available on a regular basis. It does not concern 
behaviour per se, but the results of supervisory behaviour in 
its effect upon departmental production performance. The risk 
in adopting such a measure in research is that it becomes less 

recognisable as an acceptable academic 'instrument for 

measuring or even reflecting individual performance. After all, 
the information mentioned above refers to the results of a group 

effort, a group work performance. Many managers in the 

operations function have suggested, however, that they would 

expect superior or above-average performers at a supervisory 
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level to achieve superior or above'average'results in the 
departmental production results. The arguments against 
using such'data would be those which'could equally be 

addressed to existing questionnaire or interview-type data. 
They can be "fixed" or "fiddled", some 'people can "cheat", and prompts 

such questions as "does the data reflect the existence of, 

and differences in, that criterion with which the research is 

concerned? " It is not beyond the skills of the competent 

supervisor to obtain superior labour or material yield (or 

utilisation) results (measured against some "standard" 
required value) for a period of time. It is much simpler to 
'inaccurately' complete a self-rating questionnaire or. exhibit 

''effective '-', behiaviour". only "whi-lst- researchers are observing. 

Once it can be established that poor performance levels amongst 
supervisors are commonly found to exist, then it becomes 

appropriate to examine the individual/role "match". That is, 
how does the individual match up to the requirements of the 

role (which ideally, as Child explains, have been previously 
clarified and defined)? Does he have, or can he acquire, the- 
necessary skills, abilities and knowledge, required for 

successful fulfillment of the supervisor's role? Certainly, 
the apparent success of the German 'Meister' model may lie in 

the successful matching between the individual's education 
and training and other personal characteristics, and the 

requirements of the supervisory role. 

The results of this study found that the two main elements 

most often referred to as motivational influences to be, 

firstly, issues which can be subsumed under the general 
heading of interpersonal relationships, and secondly, job 

satisfaction. Six significant associations between job 

motivation and other variables were identified. They were the 

relationship between job motivation and the relationships 
between supervisor and boss, the quality of communicating 
relationship, supervisors need for clarity, job satisfaction 
and role ambiguity. The elements described above, therefore, 

which were derived from analysis of interview data, tend to 
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support those generated by statistical analysis of the 

questionnaire data. Those supervisors who rated their 

communicating relationship with their boss and their 

overall relationship with him as high, tended to have 

higher levels of motivation than those with low ratings 

of both variables. As job satisfaction is statistically 

associated with job motivation, and the major source of 

satisfaction (and its converse, dissatisfaction) being 

the successful achievement of production tasks, then a 

link between successful task achievement, satisfaction and 

job motivation likely exists. The relationship between 

non-achievement of the production tasks - dissatisfaction - 
and reduced levels of motivation is, however, a subject 
for further study. The rankings of criteria for effective 

supervision by both supervisors and managers indicate a 

measure of agreement not shown in the respective rankings 

of the importance of certain task elements in the supervisory 

role. Not surprisingly then, this study identifies some 

uncertainty on the part of. supervisors concerning the 

methods used by managers to evaluate supervisory performance. 
The opportunity does exist for the supervisor to have a 

close agreement with his manager concerning the criteria 
for effective supervision in conceptual terms yet many fail 

to achieve a superior performance rating from his superior 

as they disagree over the most-important task element in 

the supervisory role. 

Supervisory training activities have been examined and the 

attitudes of supervisors to the value and usefulness of 
training events evaluated. There is evidence to suggest 
that whilst many supervisors view supervisory training 

positively, the overall pattern of responses concerning the 

usefulness of training is mixed. Many supervisors refer to 
the failure of training events to provide "tools" which can 
be directly applied to their work situation. A common 
attitude amongst supervisors is that the attempt to teach 
"successful" or "effective" supervisory behaviour is not 
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worthwhile. The comment "you either have it or not, and 

no amount of training will help" sums up the feeling of 

many that supervisory skills are developed prior to the 

individual assuming the supervisory role, that is often 

through his experiential learning as a member of the shop 

floor work group. The objectives of some supervisory 

training activities are described as "developmental" and 

that they are concerned with enhancing existing supervisory 

skills and knowledge either to improve current supervisory 

performance or prepare individuals for-managerial positions. 

The value of the former objective, from the viewpoint of 

the supervisors, is in doubt judging-from the results of 
discussions with supervisors. The latter objective too, 

appears to be of debatable value in that only a small 

minority of supervisors in the study expressed a desire to 

achieve positions in the formal managerial hierarchy. 

Perhaps a beneficial training design would include 

supervisors and their immediate superiors working together 

on work-related problem-solving. Other activities are 

equally valid but the main objective of such a training 

event would be to improve the working relationship between 

supervisor and superior, bearing in mind the influence that 
interpersonal relationships, particularly with the 

supervisor's superior, have upon the work attitudes of 

supervisors as suggested by the results of this study. 

The supervisory selection criteria defines one subject area 

where supervisors and managers were largely in agreement. 
The three criteria common to both supervisory and managerial 

groups concerning which there was general agreement were 
(in rank order), a detailed knowledge of products and 
production processes (normally gained through first hand 

experience working with the shop floor work group), the 

ability to handlelmanage men, and problem-solving ability. 
This can be seen as perhaps the initial stages of the 
definition of the skills, abilities and knowledge required 
by perspective supervisors with the assumption that 
"effective" supervisors possess them. 
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Recruitment and selection of subordinates was an issue 

towards which- supervisors often expressed strong attitudes. 
Many felt that they should have some'involvement in the 

selection of new shop floor workers who were recruited to 

work in the supervisor's section or department. Currently, 

the practise of most organisations precludes the 

participaction of supervisors in, this process which many 

supervisors view as less-than effective, using their 
judgement of the quality of "new starters" as their basis 

for evaluation. The existing process usually involves 

initial screening interviews by personnel specialists and 
` often the final decision remaining at the level of 

departmental manager. The suggestion that supervisors may 
be practically involved in that decision-making process 

may have a two-fold beneficial effect. Firstly, it may 
improve the supervisor's involvement in introducing 

training and integrating the new employee into the work 

environment of his department or section and the 

supervisor is more likely to ensure that the subordinate's 

performance reaches acceptable standards. Secondly, the 

supervisor's feelings of status may be enhanced as he will 

perhaps feel that some of his supervisor's decision-making 

power has been devolved to him. 

In addition to the two potential benefits described above, 
the quality of the final decision may even be improved by 
the supervisor's participation in the process. Here again, 
there is an example of an opportunity for managers to 
influence the tasks comprising supervisor's role and 
thereby perhaps also the work attitudes which he holds. 

The opportunity does, however, imply some loss or sharing 
of decision-making power which managers may or may not be 

prepared to sacrifice for the potential benefits described 

above. As Abhoud and Richardson (1978) describe in their 

study the following comment appears equally relevant here: 
"Such a finding suggests that an important starting point in 
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designing a programme to make supervision (more) 

effective is not changing the behaviour of first-level 

supervisors but convincing those who manage them to 

yield some control". 

A further area. of potentially fruitful- research may lie 
in the investigation of the task achievement - satisfaction 

- motivation relationship. In this study the important 

value of achieving production tasks has been identified in 

its influence upon supervisory work attitudes. If there 
is a close association between supervisory and department/ 

section performance as some supervisors suggest, then the 

degree of departmental production task achievement may be 

reflected in supervisory work attitudes. The measurement 

of task achievement could be performed by employing the 

regular production performance data (e. g. variance reports) 

communicated to each department or section. It would be 

valuable to examine this relationship over several time 

periods where the degree of achievement of the production 

tasks varied sufficiently. 

Descriptive terms which have been applied to supervisors 
by managers in the study included "apathetic", 

"complacent", "despondent", "lethargic", "idle", and 
"switched off". If the major problem with supervisors 
is, as has been sugested by managers commenting in the 

study, the motivation of their supervisors, the potential 

solutions may lie in the hands of supervisors' managers. 
The results of this study have, as one manager described 

"said as much, by implication, about the behaviour and 

attitude of managers as it does about supervisors". 
Traditional stereotypes of the supervisor appear to have 
been, in the main part, confirmed in "hard but fair" 

styles of supervision, lack of trust feelings towards either 
managements of trade unions, conservative attitudes, strong 

. beliefs concerning justice, morality and fairness in 

, 
organisational life. One of the most common observations 
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made during the fieldwork phase of the research was the 

regularity with which supervisors. referred to the sources 

of problems or failures being the responsibility of other 
individuals in the organisation. This is a risk of 

collecting and analysing data from interviews with subjects, 

that is, the practise of displacement of the responsibility 

for mistakes at work. On the credit side of'the research 

account, the characteristics of realism and proximity to 

the data source are hard to duplicate using alternative 

research methods. 

From an organisational viewpoint the power to change elements 

within the supervisory role, assuming that change is 

appropriate, lies with the manager. Several organisations 

which have participated in the study expressed an interest 

in receiving data which would be useful in the decision 

concerning how the supervisory role should change. The 

suggestion that some influencing or decision-making power 

may have to be devolved to supervisors in order to achieve 

the role development mentioned earlier, may not be an 

attractive proposal to many managers despite the potential 

organisational benefit that may be derived. 
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SUPERVISORY QUESTIONNAIRE 
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SUPERVISORY QUESTIONNAIRE 

On the following pages you will find questions about-your 
job. 

Instructions are given at the beginning of each section, 

please read them carefully and try and work through the 

questionnaire as quickly as you can as soon after the inter- 

view as-possible. 

As I mentioned at-the end of the interview' there are only two 

types of answer, honest and less honest. If you are consi- 
dering the latter, please do not complete the questionnaire. 

There are no "trick" questions and your answers will be kept 

strictly confidential. 

This questionnaire represents an important part of my current 

research, so please answer each question as honestly as you 

can. The questionnaire will take you about 25 minutes to 

complete, when you have done-so please return it in the pre- 
paid envelope provided. 

Thank you very much for your cooperation. 

If you have any questions about this questionnaire, or the 

research in general, please contact: 

Tony Chapman 

Cranfield School of Management 
Cranfield 
Bedfordshire 

MK43 CAL 

Tel: 0234-751122 X279 
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BACKGROÜND''INFORMATION 

NAME: . 

AGE: 

SEX: 'Mal'e/Female (delete as appropriate) 

PLANT (Name): 

DEPARTMENT: 

NUMBER OF YEARS IN PRESENT APPOINTMENT: 

PREVIOUS POSITION: JOB TITLE: 

DEPARTMENT: ' 

PLANT (Name): 

NUMBER OF YEARS IN PREVIOUS POSITION: 

NUMBER OF SUBORDINATES WHO CURRENTLY REPORT DIRECTLY TO 

YOU: .... .... 

CARD 1 

col 1 

NAME OF YOUR CURRENT BOSS (WHO YOU REPORT TO): 
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SECTION 1': ' NEED' TOR CI; ARITY 

Below are four questions concerning your job. Please choose 

one answer from the five alternatives given. For example, 
if, in response to Question 1, you feel it in not at all 
'important for you to know, in detail, what you have to do on 

a job, you would write number 1 in the box provided at the 

end of Question 1. 

Choose one response, which reflects your own view, from the 
following list and write its number in the box after the 
question. 

Not at all Slightly Moderately Very Extremely 
important important important important important 

12345 

1. How important is it to you to know, in detail, 

what you have to do on a job? 

2. How important is it to you to know, in detail, 0 

how you are supposed to do a job? 

3. How important is it to you to know, in detail, El 

what the limits of your authority on a job are? 

21 

4. How important is it to you to know how well you, F-1 
are doing on your job? 
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SECTION 2: '' ROLE AHBIGUITY 

In this section you are asked to indicate the degree to 

which the conditions described in the 14 statements below 

exist for you in your job. The alternative responses from 

which you may choose (and indicate by placing the number of 
the response in the box at the end of each statement) are 

as follows: 

Very Moderately Neutral (Sometimes Moderately Very 
true true true, sometimes false) False False 

1 23 4 5 

For example, if you feel that it is very true that you are 

certain about how much authority you have in your job 

(statement 1 below), you should write a1 in the box provided 

after the statement. 

1. I feel certain about how much authority I have. El 

2. I have clear planned goals and objectives for my 0 
job 

3. There is a lack of policies and guidelines to 
help me in my job. 

4. I am corrected or praised when I really don't jj 
expect it. LJ 

5. I know that I have planned my time at work n 
properly. u 

6. I know what my responsibilities are. 

7. I have to "feel my way" in performing my duties. 

8. I feel certain as to how I will be evaluated for 
a raise or a promotion. 

9. I know exactly what is expected of me. El 

10. I am uncertain as to how my job fits in with 
other jobs in the company. 

11. 1 am told how well I am doing in my job. 

26 
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12. Explanation is clear of what has to be done in 0 

my job. 

13. I have to work under vague directives or orders/ 
instructions. 

14. I do not know if my work will be acceptable to Q 

my boss. 
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SECTION 3 

' 'JOB' MOTIVATION SCALE 

Please respond to each statement by placing the appropriate 

number in the box. The alternative responses from which 

you may choose (and indicate by writing the number of the 

response in the box at the end of each statement) are as 

follows: 

12345 

NEVER RARELY SOMETIMES FREQUENTLY ALWAYS 

Remember your answers will be treated in strictest 

confidence, so please-be as honest as you can. 

1. 1 do expend a lot of energy in my work. 

2. I put off till tomorrow what I could finish today. 

3. I waste time at work. 
7 

4. I am alert and on my toes at work. 
F 

5. I feel that there is no job that is too hard for r-1 
me. 

6. I do other things with more enthusiasm than my 
7 

job at work. 

7. I don't work as hard as I can on a job. 
El 

8. I put a lot of effort into a job even when I 
know a little will do. 

9. I work harder than most people here. 17 

10. I work no harder than the minimum required. E 

11. I do work that isn't strictly in my job (e. g. 11 
staying late, taking work home). 

12. I put a lot of energy into all the jobs I do at E 

work. 

13. I feel exhausted, mentally and physically, after F-I a day's work here. 

41 
I 
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14. I work harder than anyone else here. 

15. I put more energy into my hobbies and my home 
life than I put into my work here. 

16.1 could put more effort into a job if I, tried. 

F-1 
F7 
Fý 
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SECTION 4: TASK RATING FORM 

For each of the following activities, please place the 
number corresponding to its importance for your job in 
the box provided. 

Not at all SZightZy Moderately Very Extremely 
important important important important important 

12345 

1. Informing employees of levels of performance 
expected. 

2. Instructing employees in safe working habits. rj 

3. Ensuring safety equipment is used. (- 

4. Instructing employees in the proper use of 
materials and equipment. 

5. Observing subordinates' work activities. 

6. Listening to employees' ideas and problems. EJ 

7. Settling disciplinary problems or potential 
grievances. 

8. Talking with other supervisors/foreman in 
other departments about levels of production. lJ 

9. Scheduling overtime. U 

10. Shifting/transferring people to other jobs 
to maintain production levels. 

11. Establishing priorities on "down" equipment. 

12. Assigning employees to specific jobs. 

13. Consulting off-going supervisors about shift 
conditions. 

14. Reading records of previous shifts' activities El 

and planning production levels for shift. 

15. Completing reports on shift conditions at the 11 
end of the shift. 

CARD 2 

Col. 1 

5 

t 
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16. Checking quality of production. El 

17. Finding causes of low production or poor 
quality. 

18. Determining production levels. EI 

19. Determining quantity, kinds, and causes of El 

waste. 

20. Encouraging/obtaining suggestions from subordi- 
nates regarding improvements in work methods. 

21. Communicating Health and Safety at Work Act fJ 

regulations to workers. 

22. Checking to see that walkways and fire exits EI 

are clear. 

23. Completing maintenance records. EI 

24. Inspecting work areas for cleanliness. EI 

25. Diagnosing problems with machines. 0 

26. Adjusting machines. a 

27. Checking maintenance work when completed. 0 

28. Inspecting machines for proper working order. El 

29. Setting-up machines. 

30. Compiling miscellaneous reports. EJ 

31. Distributing tools/equipment/materials. 13 

32. Keeping personal record of job incidents. 13 
33. Performing routine checks on safety devices. 

34. Notifying employees of schedule changes. 

23 
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16. Checking quality of production. ' `' 11 

17. Finding causes of low production or poor 
quality. 

18. Determining production levels. 

19. Determining quantity, kinds, and causes of (j 
waste. L-1 

20. Encouraging/obtaining suggestions from subordi- El 

nates regarding improvements in work methods. 

21. Communicating Health and Safety at Work Act El 
regulations to workers. 

22. Checking to see that walkways and fire exits a 

are clear. 

23. Completing maintenance records. Ei 

24. Inspecting work areas for cleanliness. El 

25. Diagnosing problems with machines. 

26. Adjusting machines. 0 

27. Checking maintenance work when completed. 0 

28. Inspecting machines for proper working order. El 

29. Setting-up machines. 

30. Compiling miscellaneous reports. 

31. Distributing tools/equipment/materials. 

32. Keeping personal record of job incidents. 1 

33. Performing routine checks on safety devices. r7 

34. Notifying employees of schedule changes. n 

23 
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SECTION 5.: ' COMMUNICATION 

Please answer these questions as accurately as you can in 

terms of describing your own behaviour at work. Tick the 

box which you feel comes closest to your own answer. 

1. How often should you communicate with your immediate 
boss? 

2 or 3 About once Several About once Regularly 
times/month per week times/week a day through the day 

C] 0 D Il 1-1 
2. How often do you communicate with your immediate boss? 

2 or 3 About once Several About once Regularly 
-times/month per week times/meek a day through the clay 

QQ Q Q' Q 
3. To what extent is the information you receive from 

your immediate boss: 

To a very 
Little extent 

To some 
extent 

To a very 
great extent 

(i) Timely Q Q Q Q Q 

(ii) Trustworthy Q Q Q Q Q' 

(iii) Useful Q Q Q QI Q 

(iv) Adequate Q Q Q Q Q 

4. How do you rate the relationship you have with your inmediate 
boss : 

Not at Not good Reasonable Quite Good Extremely 
all good good 

QQQDQ 

CARD 1 

46 
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SECTION 6': ' ' 'JOB SATISFACTION 

Please tick the box which comes nearest to your own response 
to each question. _ 

1. To what extent do you 
like your work? 

2. To what extent would 
you feet tempted to 
take another job if 
you found one that 
paid the same as 
your current job? 

3. To what extent do you 
ever feet you would 
rather stay away from 
the job than come in? 

4. To what extent do you 
experience dissatis- 
faction in your job? 

5. To what extent do you 
experience satisfac- 
tion in your job? 

6. To what extent do you 
feet your job comes up 
to your expectations 
of it? 

7. To what extent do 
you feet able to 
recommend your job 
to other people? 

To a very To some To a very 
little extent extent great extent 

a 1: 1 E] F7 7 
F7 a777 
0 El 0 El El 

F71 D F1 11 El 

EI Fý 
ý F] F-1 EI 

Fý Fý Fý Fl Fý 

7 Fý 7 F-1 

Thank you for your time and effort in completing this 
questionnaire. 

Please check through to see if you have missed any question 
and return to me in the prepaid envelope attached. 

54 
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APPENDIX 2 

MANAGER'S QUESTIONNAIRE 
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TASK RATING FORM 

For each of the following activities, please place the 
number corresponding to its importance in-you r 
supervisorRs"job-ýn the bQx provided. 

Not at aZZ' Slightly Moderately Very Extremely 
important ii ortant important important important 

12345 

1. Informing employees of levels of performance 
expected. 

2. Instructing employees in safe working habits. (-"j 

3. Ensuring safety equipment is used. 17 

4. Instructing employees in the proper use of 
materials and equipment. 

5. Observing subordinates' work activities. 0 

6. Listening to employees' ideas and problems. 
7. Settling disciplinary problems or potential 

grievances. 

8. -Talking with other supervisors/foreman in El 
other departments about levels of production.. 

9. Scheduling overtime. El 

10. Shif tin g/transferring people to other jobs t-'i 
to maintain production levels. L_1 

11. Establishing priorities on "down" equipment. 

12. Assigning employees to specific jobs. 

13. Consulting off-going supervisors about shift j-j 
conditions. 

14. Reading records of previous shifts' activities 
and planning production levels for shift. 

15. Completing reports on shift conditions at the 0 
end of the shift. 

CARD 
.2 

Col. 1 

5 
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16. Checking quality of production. El' 

17. 
. 
Finding causes of low production or poor 
quality. 

18. Determining production levels. Cl 

19. Determining quantity, kinds, and causes of 
waste. 

20. Encouraging/obtaining suggestions from subordi- 
nates regarding improvements in work methods. 

21. Communicating Health and Safety at Work Act Q 
regulations to workers. 

22. Checking. to see that walkways and fire exits II 
kre clear. 

2 3. Completing maintenance records. Ei 

24. Inspecting work areas for cleanliness. 0 

25'. Diagnosing problems with machines. -"( 

26. Adjusting machines. 0 

27. Checking maintenance work- when. completed. '0 

28. Inspecting machines-for-proper-working order. -D 

29'. Setting-up machines. r'I 

30. Compiling miscellaneous reports. 

31. Distributing tools/equipment/materials. 0 

32. Keeping-personal record of job incidents. 0 

33. Performing routine checks on safety devices. 

34. Notifying employees of schedule changes. 

23 
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APPENDIX 3 

RESULTS OF KRUSKAL-WALLIS ONE-WAY 

ANALYSIS OF VARIANCE TEST ON PILOT 

STUDY SAMPLE (3 GROUPS) ACROSS THE 

VARIABLES 

NUMBER OF SUBORDINATES 

NUMBER OF YEARS AS FOREMAN 

AGE OF FOREMAN 

DISCREPANCY IN FOREMAN'S ROLE PERCEPTIONS 
JOB MOTIVATION 

JOB SATISFACTION 
QUALITY OF COMMUNICATING RELATIONSHIP WITH BOSS 
NEED FOR CLARITY 

RELATIONSHIP WITH BOSS 

ROLE AMBIGUITY 
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APPENDIX 4 

RESULTS OF KRUSKAL-WALLIS ONE-WAY 

ANALYSIS OF VARIANCE TEST - ON. 

MAIN STUDY SAMPLE (6 GROUPS) ACROSS 

THE VARIABLES: 

NUMBER, OF SUBORDINATES 

NUMBER OF YEARS AS FOREMAN 

AGE OF FOREMAN 
DISCREPANCY IN FOREMAN'S ROLE PERCEPTIONS 
JOB MOTIVATION 
JOB SATISFACTION 
QUALITY OF COMMUNICATING RELATIONSHIP WITH BOSS 

NEED FOR CLARITY 
RELATIONSHIP WITH BOSS 

ROLE AMBIGUITY 



337a 

0 

k 
N A 
z äý 

E-4 

z 1-4 

R 
0 as 

0 
14 

z 
c. 

ca 
a. :u 

vi a 
ää 
U0 
dv 

ci: i-ý 

H 

z 

H 

a 

w. a 00 
Hi 

ä 

ý" ap 
3 

Eý 

M 

e- 
a 

°z 

140 %r W -ýO 
c. uo 
" z. o 

1-NQ " 
. 41LuO 

h4 

cc z 
O- cD 

U% v4 %0 U- s4 
N 

"p 
Na W 
N1--ui N 

u OC N 
Qýf ui 

a=) 
ce. C r' 

o 
A- 
"s 

-u 

ui ýO 
ti 92 

en oIn zo 
.. r- a" 

uo 
o- 

z 
N Cý 
tU M 

N 
C- N P'1+ 
z O 
ý1 "WO 
p 0% OC Co 
CMG NQ rn 
OW " 
to N 0 %0 

Nu 
º-4 

LL u. 0-4 ." %0 = 
CD, CD N CD W 

OO 
j 

z. z ýt 

H PN- 
NJ %0 
N 

h a¢NU 
ma =ui lc 

O=z of O eC T< 

2 c? 2' 
2 

CID W 
x 



338 

F-I 

k 
A 
z W 

ä. 

t- 
CD 

P4 o 

ca 04 

z r1 

v 
a 

a 

; 

j. 

U 

ca ä 
w H 
wv ý 
z 

a 

w 

vý z ä Qi 

z 

wv 

o zý 
M Z- 

ä ýa 
ao Qw 

aw m ý" 

%0 g% NW.. r 
p4 u en 

" zo 
N-Q " 

NU1-U O' 
F1 Fd 

ct z 

"O 

R1 iý W ut 
ti cr., tn 
ui 4.0 
CC- Z" 
aC ON 
O (i'º '+ 

"rvºrv i 
'0 r4 
NV 
h 

tu 1r 

mO*A zo 
.roa" 161 CD 

N 
T U- 

cm 
Z' M 
Q N 

p- C% 
{l. P. - 

"wo. 
N m- OC %0 

Rl QQa 
ui m" 

1R N Q 
OCQ N4 
y- V 

tL U. - . "ý" to S 
00 Nut U 

OC o 
zz R1 

N P- 
W %a 

z a 
a. OC N 

Sd m WSL 
U. O to Z 
NO cc Xac 
Dc ac c2 =cc 

z 

s. a 
m tu 



ý39'" 

N 

Q 

z w P4 

z 
CC X 

0 w 

0 

c 
a 

N 
a ti 

xý z 

V] 
O 

U 

H. o CO... w H. 

r-+ aa 

w vý o 
vý x o 

o vý 
Ca z N 

3A 

vl 

%0 r4 WY 
P- ti %0 

en W. VCD 

CC Z` 
O C, 

r4 U- N, 4 

RW 
rwaº 
cj =m 
SL 4M 
OC-M " 
CON 
O of 

NV 

w- v 
uýo 

en oo z t- 
- u' " 

uo 
'0 0-+ 
N LL 

"- tU.. 
= cc 

rn -a h 

X. m vN 
LL. < 

u 1 
U. .+ 
o ti. .s V-4 V4 0 N .4 V 
w " 
00 `Q 
QC z m 

N r- 
W 1O 

G. OC N V 
a =u ac 

oz 
wo aua 
vý výcc 
au 

z 
o w 



340 

U C7 

a. 

ao. 
02 

wx xw. Ha. 
m rn 

aA. UD 
dH 

v2 

V2 w. Hd- 

Z, z. dd. 

W rý . o ox 
_ Hv, 

02 

äz 
dO 

: dU 
a. iw PQ a 

v2 o 
M v2 

aýc 
zo w c, wu aa aazz dx r-+ v 

ýaC%O W CQ 

o vm 
" z'N 

-4- Ul let 6, 
f" ui u C21. 

u. 
N 

c 
O to 

.4 O' N 
"Q 

'0 W 
R1 1m- WO 

UC Ol 
ui loc V4 

ON 
d Cý OV 

N Lf H 
Z "Z 
O OV 
ºý N 
º- 
a 
w 
u W o' 
oc um 

a _ "o a" 
" vo 

W O% 1-4 
J R'f U. 
0 1-4 
CC 

C7 

2 N 
s Nr+v 
LL "W O' 

m Cc ! - 

Z UJ " 

Q 

CL v ui 1-ßi 
OC L ./ .ýNZ 
Va N . -+ V 
N " 

O I+ 
OZ m 

NF 
uj %0 
N 

a Q 
. ý+ a cc v, u 
aa LU x 
JO =Z 
00 OCZQ 

67 
O Cý z 

s- 
w 
z 



341 

ýM 

A 
z w a a 

. -. H 
O 

O 
h 
v 

z 0 
H 

H- 
o 

ö 
ti 

w 

a 

W 
x 
E* 

SD 
cc 

. Ö 

. 
II 

cc ell W 2 
o 

W 
C. rr 

U ä 
v w 

> L41 
6. + 4 

ru 

U- 
O o 

m 
p o0 r' 

-ýz 
0 

ä 
z öa 

XM 
C2 0 

> .ü 
a a w 

o vý 
Ä 

H 

ä 

ßa7 P le W %0 
rv UN 

Z u+ 
"o of a 
rnwuo 

AIL 
oc- 
a', 

UN LL. - 1-4 
N 

"O 
mw 
m i. -- W 'C 

U 8C N 
ua la 0% 
cc, M f. 

0N 
04ru 1 

.4N 
"_ 

.tu rn 

ui co L) U% 
M 042 ZIA 

.sa. 
" uo 

o -4 
"r u_ 

N 
N ff ý 

"WT 
to CC m 
N 4C P 

vrn 
N 

Lr% 

0 
m 

Vf 1- 
w No N 
Q 

`rrvý u 
WY 

O Co Z 
cc iQ 
Vý CG 

Z 

W 



342 

tt 

0-4 

A 
z 
w a a 
C4 

E4 
C4 
Cc 
p 
O 

6 
H 

W 
02 
H 
F 
d 
ri2 

O 
ti 

a 

N 
a 

D 

W 
x H ti cý 
Cl) 1I o 'z 

H 

Ü 
Sal 

ev 

o 

w ow 

m cn 

CO2 

CO2 

ri2 

ý" z 

rJ2 
aA 

03 ui .r 
Nu cm 

"° =, %Z 
C» NQ" 
Pß'1 Wtj, 

H 

CC 2 
Ou 

tn U. >41 
f+ 00 

"O 
dW 
4 b-UJ CO 

Li 4S Clo 
u< %t 
OC` Z" 
cr. 0P 
O Vf 

r výrv i 
H 

"S 
04 u 
r4 

ui %r 
u 0% 

eo An z- o 
o 

" VO 
in 
R1 U. 

Z N 
N f- O% 

F' " UJ N 
U to of . -1 C A. Q .f U. Lu " 
NN Q-pý- 
1-1Q 

Q º-1 
vi U. "y-4 T 

O N .r V 
m " 
OO p 

)Z e 

V) F 
W. 4O 
N 

- CC of J 
as ýuJ 
ýý aaz 
Ooc výoc 

V 
i 

z 
ý- a 
m W 

z 



z 
w a 

ö 
H 

8 
O c- 

F-1 

az d %. 

rJ2 
mä 

dw Hv 

0 

0 
äd 
U f/1 
d 

Ha v] O 
W CO 
H ý-4 

wa UW 

x 
Ä 

x wN O 92 
02 ýn 

r 02 
ä 
da zz 

ÖO 
CD 

CO2 

dx 3 v2 
äö 

v] d 
xa 

343 

ýO PNWN 
1+ V 0% 

NZ 
%O 

Na" 
swuCD 

º+ - 

oc 
Oct 

k, .. %o 1L«4 
fm CA 

"C 
Vºw 
R1 1- WO 

WQO 
CZ =" 
ocvrn 
ON 

"rvý"mv t 
N- 

"Z 

a 
º. ý WO 

Vf moo zf- 
z 4 ea Q" 
O " VO 

Q N 

.. 1 z 
ui 

H 
z N fý fý 

_ " ui .d 
CO cc O 

V N GO 
U. ' " 

U- &A cr en 
Od N 

v 1 
U- C: p 

JO NO v 

pO ý 
0z en 

H F- 
LU Iwo 
N 

c. ac V7 u 
ua uuac 
JO OýZ 
QO oC ZQ 
= cc u =oG 
Cr tý Z 

Z 

03 LU 
z 

6 

s 

.., 



344 

H 

a 
d 
a U 

O 
W 

A 
W 
W 
z 

t0 

. il 

aý z 

mo rn a 
x -2 U 
KZ 2 

Eý O 
vý a w cý F 

W 
wý a 

0 w vý C) 

a vý 

02 

!Z rJ2 

Z 

ct A 
Z 

D+ 

av xz 

%0 C% frl W IA 
muN 

"Z W% 
NQ. 

mWV O- 
H 

r te. 
ac z 
ocý 

IAA- -t U- 

W4 .iN 
"C 

fn ui 
R1 M- W. Om 

V cc NO 
UJ ac 9.4 

O v1 

" _. 
Ou 

ui - 
Vh 

In ZM 
" VO N t-4 

'f U. - 1.4 

- N Iº O 
H N 
c "W co 

041 OG GD 
my at 9% 

UW " 
y Q P7 

cr. Q y 
ou U. - 

U- V-4 Co 
cc NJV 
W " 
WO O 
ZZ r*Y 

W7 r 
u%0 

Yý y 
Fý Q 
ºr O. OG N ý.? 
oc a m uu x 

omz JO CSC a 
voc týýcc 
z0 z 

s. a 
C12 W 

z 



345 

00 
4 

H 
A 
z w. a. 
6 

924 . H 
xr 

0 

ti 
vý :u 

d_ . 

wö 

Co . 

ä' ýo 

oa 

F 
Co 

x vý 

r 
V ä2 
d E+ 

Z 
dd 

1 

o 
02 
ao a ca D 
ä ýa 
d .. 
ca cn 

C/2 rz o ýC p 

NO PM ui Q7 
rn vo 
" zr- Qý NQ" 

NWw co 
º-d Fr 
I. - U. 

- Sr 
GC Z 
OO 

.4G! N 

"a 

CD uU 
R9 I- WO 

u OC u 
WQ 
CC M" 
oC CN 
O ut 

.r O' r c.. 1 t 
.rH 

"_ 

H1 

W1.0 
u %0 

r'1OIº 21- 
.r Oý Q" 

" vo 

d u_ 
N 
2 

N 
' 
O nd r" %0 
Q 

W %0 

I- R1 RN 

=N ON 
a N 

JV 
LL) H 
CC U. .r . mot ýO 2 

O ni e*'º v 
O 
2 n1 

v7 f- 
W .o 
N 

H Q 
O acv! V 
OC. WY 

OZ 
JO OC Zd 
u cc oc ce v 

ý- Q 

S 



346 

H 

1-4 

vD 
xz 

Üz 
Sal 

dv 

do 

w o 
Go D 
1-4 

md 

ö 

3a 

o v: 

d U. 
3z 

Add 
zw 
ääG 

%0 ON Cº W O'. 

"Z ýA 
M Vf Q" 
fr) Wu0 

ºý H 
1L 
Fd 

cc 2 
im 0 

A p4 M LL. b4 
NN 

"a AW 
0-- ui U% 

WQ 
CC Z" 

O 
ýv+ýrV 1 

R+ u 

W ww 
4) ýO 

N1 ON =&A 
-O Q" 

" uo 

pl LL 
H 

' NIºO 
L1 

" W CO 
ýO et N 
N RP 

Of, 
Q N 
u 

U- ww w4 0% 

o "+ u 
O N 
2 n1 

Hf'. 
uJ %0 

m a cr. v) u 
sa =uac 

Omz 
JO cc Zd 

t. 2 cc 
a to 

z 
Lij 



347 

APPENDIX 5 

INTEGRATED CASE STUDY/ROLE PLAY 

=C=: '' MONTHLY MEETING 

General Background 

The attached exercise simulates a monthly production 

meeting attended by Malcolm Howe, Production Manager at 
Porky Products Ltd., (a division of Midlands Foods Ltd. ), 

and the three supervisors who report directly to him - 
Harry Church, John Taylor, and Graham Williams. 

Porky Products is a meat products manufacturer based in 

Ealing, London. The company comprises a single plant 

employing 600 people in total; the split between direct 

and indirect labour being in the ratio of 2: 1. 

The structure of the factory organisatioa''. is described 

below. 

Porky Products Factory Organisation 

Chairman 

Operations Director 

on Production Production Engineering Quality 
Manager Manager Manager Manager Control 
(Cured (Fresh (Bakery Manager 
Products) Products) Products) 

- M. H 

Supervisor Supervisor Supervisor Supervisor Supervisor 
(Dept. A) (Dept. B) B. CBÜRCH J. TAYLOR G. WILLIAMS 

(Dept. C) (Dept. D) CDept. E) 



I 

? 48 

The exercise focuses upon the Production Manager (fresh 

products), Malcolm Howe and his three supervisors who are 
responsible for departments C, D and E. These departments 

represent the preparation, production and packaging 
operations, respectively, of all fresh meat products 
manufactured by the company. 

-The current recession has initiated a policy of 
consolidation-within the-company and the Chairman of Porky 
Products (in consultation with his superiors on the Midlands 
Foods Board) has briefed all his production managers on this 

subject. The most significant element of the Chairman's 
briefing was that managers should concentrate on reducing 
costs through improved utilisation of labour, materials 
and plant whilst continuing to improve product quality and 
employee relations. 

The company (established 1786 by Mr. H. Hogg) to date has 

enjoyed excellent industrial relations which is reflected 
in the minority union membership (less than 30%) at the 
factory. It has maintained a family atmosphere despite 
being taken over by Midlands Foods in 1958. This situation 
has been achieved largely by the presence of at least one 
member of the' Hogg family on the Board of Porky Products 

- since the takeover and also the relatively small size of 
the factory. 

The production processes are labour intensive but, of late, 
new automated machinery has been introduced with 
subsequent redundancies. In the fresh products production 
department the work flow moves from C to D to E, the final 
product of_C department becoming the raw material for 
department D and so on. 
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EXERCISE: ' MONTHLY MiTING 

Role Brief: Manager-='Malcolm Howe 

You are Malcolm Howe, 31, a Production Manager with 5 years 

production experience in the food industry. You are about 
to attend the third monthly production meeting which is 

part of a system introduced by you when you joined the 

company three months ago. You have three supervisors 

reporting to you, each of whom is responsible for one-- 
department within the fresh products manufacturing group. 

You feel you are a "professional" manager with a sound 
technical knowledge of products, process, management 
techniques, and man-management ability. You want to make 
your mark in this company so that you may move to a more 
senior position within the parent group, Midlands Foods. 
You feel that these meetings are valuable because your 
supervisors and yourself exchange ideas and information 

about production related issues. Since you have joined 

the company the Chairman has made. it clear-to you your 
main objectives should be to: 

- Reduce labour costs over 3 years by 10% through 
increased efficiency and productivity. 

- Encourage supervisors' commitment and feelings of 
membership to the management team. 

- Improve discipline on the shop floor. 

- Improve product quality. 

Your own ideas include the delegation of many routine 
decisions to your supervisors. However, you realise that 
increasing commitment and encouraging "team" feelings will 
not be easy, especially as'Jonn and Harry are quite 
resistant to change and suspicious of management. Graham, 

although easier to manage, may not be capable of taking 
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much more responsibility, bearing in mind his poor 

performance recently. 

You know there will be issues the supervisors will raise 

in the meeting but to date these have been, you feel, 

relatively petty. grievances which you can settle quite 

quickly. 

You feel you need to be quite tough with your-supervisors 

and show them who's boss from time to time. The current 

situation shows some signs of improvement, but you feel 

it's too early to pass this on to your supervisors. 

Your aims in the meeting are to achieve agreement on your 

objectives (quality, labour costs, discipline) and generate 
ideas on how those objectives may be met. In addition, you 

want to encourage commitment from your supervisors and deal 

with the supervisors' issues in a manner which is mutually 

acceptable. 

Bake a note of how successful you have been in achieving 

your objectives at the end of the meeting. 

0 
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EXERCISE: MONTHLY MEETING 

Role Brief: 5ýpervisor - ýoýa Taylor 

You are 7ohn'Taylor, 58, and you have been a supervisor 

with the company for 20 years. You have a long 

experience in the fresh products department and have seen 
many production managers come and go. You have a poor- 
view of management generally - you have seen them join the 

company as managers, make a name for themselves, and then 

move into more senior management positions elsewhere in 

the group, whilst you have to try and start again with a 
new manager- who wants to change many aspects of the work 
himself. You have a good relationship with Harry but you 
think Graham is a creep. * Malcolm Howe, your manager, has 
introduced a system of*monthly meetings to improve 

communication. You feel this is a step in the right 
direction but it means yet more work for you. You are 
about to attend the third of these meetings and you have 
issues you would like to raise. 

1. Malcolm has recently cut the manning levels on several 
lines due-to the introduction of less labour 

-intensive machinery. However, you now have less 
"cover" for absenteeism and this means you are 
spending more time-actually working on the line 
rather than supervising your subordinates. You want 
Malcolm to explain how he expects you to do both jobs. 
You believe you need more labour to cover absenteeism 
and give you more freedom to supervise. 

2. You are concerned about the way discipline is being 
handled by Malcolm. You feel he's still "wet behind 
the ears" and this shows itself in his behaviour when 
disciplining operatives and cbargehands on the 'shop 
floor. He has, you feel, the annoying habit of 
verbally disciplining employees in full view of the 
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shop floor. He is also quick to "blow his top" 

which you feel is counter-productive. You think 

this issue is causing discontent amongst operatives 

on the shop floor and you need to broach this issue 

during the meeting. 

Your overall aim is, as far as possible, to resolve the 
issues you raise in the meeting. Make a. note about how 

successful you have been in resolving the above issues. 

S 
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EXERCISE: ' " MONTffi, Y MEETING 

Role Brief: '= Supervisor -Graham ýVill'i'ams 

You are Graham Williams, 35, and you have been a supervisor 

with the 'company for 8 years. You are keen to progress into 

management and-always-try hard to maintain a good 
relationship with your- manager and perform well in his eyes. 
'Unfortunately, this seems to have been at the expense of 
your relationship with your fellow supervisors 'J'ohn Taylor 

and Harry Church who you feel are old fashioned 

supervisors with little desire to progress within the 

company. 

You are about to attend a regulär monthly meeting with yöur 
manager and fellow supervisors, Harry and John. This 

system of monthly meetings was introduced by your manager, 
Malcolm Howe, at the beginning of the year when he arrived 
to take up his new position. 

The issues you want to raise at the meeting are: - 

1. You feel the quality of the product has deteriorated 

-due-to the introduction of new automatic machinery. 
Many managers, especially Malcolm, expect quality to 
be improved but you know that's almost impossible 
because the new machines are-not capable of the 
required quality level. Anyway, how can you be 
expected to monitor and control quality as well as 
supervise labour? You feel this is the responsibility 
of the Quality Control department. 

2. Your manager, Malcolm, seems to you to rarely appear 
on the shop floor and even when you try and contact 
him he's always in meetings. You don't know what goes 
on in these meetings and you feel he ought to be 
available when you need him to make a decision. You 

L_ 
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often find yourself making decisions on the shop 
floor which you felt ought to be the responsibility 

of your manager. In, addition, when you do see Malcolm 
he-regularly tells you that the decisions you have 

made in his absence were incorrect. You want to 

present this situation to Malcolm in the meeting and 
achieve a satisfactory outcome for the future. 

3. Connected to the above point concerning Malcolm's 

visibility on the-shop floor, you are concerned about 
feedback. of your own performance. You believe-the 

only way to discover how well you are performing is 
through the monthly meeting as you never seem to get 
the opportunity of sitting down with your manager and 
talking about your work. You are also rather confused 
about the way your performance is measured - is it 

purely reflected in the departmental performance 
results? - you want this issue resolved at the meeting 
too. ' Your-impression is that Malcolm is slow to praise 

and quick to criticise. 

Your overall aim is, as lar as. possible, to resolve the 
issues you raise in the meeting. Make a note about how 

successful you haye been in achieving your aim. 

0 
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FXRCISE: MONTHLY MEETING 

Role Bri`ef: ' ' '- Supervisos - Harry Church: 

You are- Harry Church., 43, and you have been working at 
Porky Products-for-13 years, as a. supervisor (9 years), '& 

chargehand C2 years), and an operative-`(2 years). You are 

responsible for-Department C, the meat-preparation 
department, ' which. consists of '45 operatives and three 

chargehands. You have no great ambition for yourself other 

than to achieve a. good performance in your 'current role as 

a. supervisor. Your-relationship with John Taylor is very 

good and you have worked well together for 10 years. 
Graham Williams, however, is a very different case., You 

find he is a -very ambitious younger man who, you feel, is 

a "yes man" and you find that annoying. 

You are about to attend the regular monthly meeting with 

your manager, whoýis your immediate superior, and your 
fellow supervisors. These meetings have been introduced 

after much discussion between managers and supervisors and 
this is the third meeting since they started at the 
beginning of the year when your new manager-, 'Malcolm Howe, 

arrived to-take up his: new position. 

The way you view them, the monthly meetings are intended to 
improve the communication of information up and down the 
organisation. You feel this is a useful system if. used 
correctly. Your own style of supervision you describe as 
"firm but fair" which you have always found to be the most 
effective style of supervising. 

You wish to raise several issues at the meeting. They are: - 

1. You are. generally dissatisfied with the process and 
outcomes of previous meetings. You feel' eel they have been 
"slanging matches", where the manager has hauled you 

} 
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I. 

over the coals for not achieving targets he set for 

you. The original idea of the system of meetings 

seems to you to have been forgotten and you want 
Malcolm to make the meetings more useful as 

communications exercises. 

2. You are also concerned with communication of, another 
type. It appears that the shop floor operatives often 
have information before you do. You think this is 

happening when Malcolm comes on the floor and talks 

to the chargehand or the operatives directly. Although 

other managers and Malcolm keep telling you that you 
are part of the management team, you feel this is 

merely hot air. You want Malcolm to practise what he 

preaches and use the existing hierarchy when 

communicating, that is, pass information to you and 
you pass it on to-your subordinates. 

3. Closely allied to the previous point, you feel 

strongly that there-is no reason for supervisors to 

feel part of management as they have no management 
"perks", little support from managers (particularly 

on disciplinary issues), and few management tasks. 
You feel more a member of a middle group, somewhere 
between the shop floor and management. You want to 

pass this data back to Malcolm in the meeting. 

Your overall aim is, as far as possible, to resolve the 
issues you raise in the meeting. Make a note about how 

successful you have been in resolving the above issues. 



357 

APPENDIX 6 

P'ATCHEN MOTIVATION MEASURE. 

The following four questionnaire items were used in the 

supervisor's questionnaire for the pilot study sample to 

collect data about job motivation. Respondents were 
required to tick the box next to the statement which. most 

closely reflected their response to the questions. 

1. On most days on your job, how often does time 
seem to drag for you? 

(i) About half the day or more 13 

(ii) About one-third of the day 0 

(iii) About one-quarter of the day 0 

"(iv) About one-eighth of the day Q 

(v) Time never seems to drag 0 

2. Some people are completely involved in their 
job - they are absorbed in it night and day. 
For others, their-job is 'simpiy, one of several 
interests. How involved do you feel in your job? 

(i) Very little involved; my other Q' 
interests are more absorbing 

(ii) Slightly involved Q 

(iii) Moderately involved; my job and Q 
my other -i nterests. are equally 
absorbing to me 

(iv) Strongly involved Q 

(v) Very strongly involved; my work Q 
is the most absorbing interest in 
my life 

3. How often do you do some extra work for your 
job which isn't really required of you? 

(i) About once a month or less a 

(ii) Once every few weeks a 

6 
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About once a week 
Q 

(iv) Several times a week 
Q 

(r) Almost- every day Q 

4. Mould you say you work harder, less hard, or 
about the same as other people doing your type 
of work in the "company? 

(i) Much less hard than most others Q 

(ii) A little less hard than most others Q 

(iii) About the same as most others Q 

(iv) A little harder than most others Q 

(y) Much_harder-than most" others Q 

The scores assigned to each response are as follows: - 

(i) -1 
(ii) -2 
(iii) -3 
(iv) -4 
(v ) -5 

Total scores for the variable were determined by 

summation of the scores on each item. 

ý' 
. 



BIBLIOGRAPHY 

1. Abhoud, M. J., and "What' Do' Supervisors Want From 
Richardson, H. Their Jobs? " 

Personnel Journal, June 1978, 
pp 308-320. 

2. Adams, J. S. 0 "Inequity in Social' Exchange" 

in L. Berkowitz (Ed) 
"Advances in Experimental 
Psychology", Vol. 2, New York, 
Academic Press, 1965 

3. Adams, J. S. "Toward an Understanding of 
Inequity" 

Journal of Abnormal and Social 
Psychology, 67,1963, pp 422-436. 

4. Alderfer, C. P. 

5. Alderfer, C. P. 

"An Empirical Test of A New 
Theory of Human Needs" 

Organisational Behaviour and 
Human Performance, 4,1969, 
pp 142-175. 

"Existence, Relatedness and 
Growth: Human Needs in 
Organisational' Settings" 

The Free Press, 1972, New York. 

6. Andrews, I. R. "Wage Inequity and Job Performance: 
An Experimental' Study" 

Journal of Applied Psychology, 51, 
1967, pp 39-45. 

7. Argyle, L, "The Measurement of Supervisory 
Gardner, N. E. and Methods" 
Goffi, I. Human Relations, Vol. 10, part 4, 

Nov. 1957. 

8. Argyris, C. "Dangers in Applying Results From 
Experimental ' Social' Psychology" 
American Psychologist, Vol. 30, 
4,470,1975. 

9. Argyris, C. "Some Unintended Consequences of 
Rigorous Research" 

Psychological Bulletin, 30,1975. 

gl 

'-yý3 

0v 
7 



10. Asher, H. B. "Causal Modelling" 

Beverley Hills, California, Sage 
Publications, 1976. 

11. Bar-Hillel. "The Role of Sample Size in 
Sample Evaluation" 

Organisational Behaviour and 
Human Performance, 24, pp 245-257, 
1979. 

12. Belcher, D. W. "Equity Theory 'and Compensation 
and, Policy" 
Atchison, T. J. Personnel Administration, 33,3, 

1979, pp 22-23 

13. Bennett, S. "An Introduction to Multivariate 
and Bowers, 'D. ' Techniques for Social' and 

Behavioural Sciences" 

McMillan, 1976. 

14. Betts, P. W. "Supervisory Studies" 

Second Ed, McDonald and Evans, 1973. 

15. B. I. M. "Front'-Line Management: A Report of 
the B. I. M. Working Party" 

B. I. M., London, 1976. 

16. Blalock, H. M. "Causal Models in the'Social 
Sciences" 

Chicago, Aldine-Atherton, 1971. 

17. Bowey, A. M. "The Changing Status bf the 
Supervisor" 

British Journal of Industrial 
Relations, 1973, pp 393-415. 

18. Boyd, B., and "Perceptions of the First-Line 
Jensen, T. J. Supervisor's Authority" 

Academy of Management Journal, 
Sept. 1972, pp 331-345. 

19. Brief, A. P. and "Correlates 'of' Roles 'Indices" 
Aldag, R. J'. Journal of Applied Psychology, 61, 

pp 468-472, August, 1976. 

ý4 



20. Brigham, F. R. "! S'ome- 'Quanti'tat'ive Considerations 
in Questionnaire-Design and 
'Analysis" 

Applied Ergonomics, 6.2, pp. 90-96, 
1975. 

21. Budner, S. 'fIntolerance . 'of' Ambiguity as a 
Personality Variable" 

Journal of Personality, 30, pp. 
29-50,1962. 

22. Campbell, J. P. '! Manageri'al' . Behaviour.,, Performance' 
et al. and Effectiveness" 

New York, McGraw-Hill, 1970. 

23. Campbell, J. P. "Motivation Theory in I'ndustr-ial 

and ''and Organisational-Psychology" 
Pritchard, R. D. in Dunnette, M. D. (Ed) "Handbook of 

Industrial and Organisational 
Psychology", Rand-McNally, Chicago, 
1976. 

24. Caplan, R. D., "Effects of Workload, Role Ambiguity, 
and Jones, K. W. and Type Personality on Anxiety, 

Depression, and Heart Rate". 

Journal of Applied Psychology,. 60, 
pp. 713-719,1975. 

25. Child, J. and "Lost Managers in Industry" 
Partridge, B. Cambridge University Press, 1982. 

26. Child, J. "The Industrial Supervisor" 

Published in G. Esland et al (Eds) 
"People and Work", Holmes/McDougal, 
Edinburgh, 1975. 

27. Child, J., "Class Perceptions and Social 
Pearce, S., and Identification of Industrial Supervisors" 
King, L. W. P. nr. 100*, University of Aston 

Management Centre, July, 1978. 

28. Chun, K. T., "Selection' oß' Psychological Measures: 
Barnowe, J. T., Quality or convenience? " 
Wykowski, K. S., Proceedings of 80th Annual Convention, 
Cobb, S. and A. P. A., 1972. 
French, J. R. P. 

29. Cronbach, L. J. "Coeffici'ent' Alpha and the Internal 
Structure of Tests" 
Psychometrika, 16, pp. 297-334,1951. 

30. Darley, J. M'., "Conformity and, Deviation" , 
and Darley, S. A. Morristown, N. J. General Learning 

Press, (1973) 



31. Davis, L. E. "Studies in Supervisory Job 
and Des= 
Valfer, E. S. Human Relations, Vol. 19,1966. 

32. Denzin, N. K.. "The Research Act: A Theoretical 
Introduction to Sociological 
Methods" 

Second Ed. New York, McGraw-Hill, 
1978. 

33, Downey, H. K. "Uncertainty; Measures, Research 

and and Sources of Variation" 
Slocum, J. W. Academy of Management Journal 18, 

3, pp. 562-578,1975. 

34. Donnelly, J. H. "Role Clarity and the Salesman" 
and 

. J. M. Ivancevich Journal of Marketing, 39, 
, Jan. 1975, pp. 71-74. 

35. Driscoll, J. W. "The First-Level Supervisor: Still 
Caroll, D. J. the Man 'in the Middle" 

. and Sprecher, T. A. Sloan Management Review, Winter, 
1978. 

36. Dubin, R., "Leadership and Productivity" 
Homan, G. Ca., San Fransisco, Chandler, 1966. 
Man, F. C. and 
Miller, D. C. 

37. Dunkerley, D. "The Foreman: Aspects of Task and 
Structure" 

London, Routledge and Kegan Paul, 
1975. 

38. Dunnette, M. D. "Psychology Applied to Industry" 
and New York, Appleton-Century-Crofts, Kirchner, W. K. 1965. 

39. Dysinger, D. W. "Motivational Factors Affecting 
R and D Personnel" 

Report AIR-D-5/65 TR, American 
Institute for Research, 
Pittsburgh, 1965. 

t{ 
C 



40. Evans, !! A. Tart'i'a1' Testl.. a; nd Extension . of' 
Kiggundu, - M. N'.. - 'the Joh.. Characteri'st°ics Model' of- 
and . 

House, ' R. J. Motivation" 
Organisational Behaviour and. -Human 
Performance, 24, pp. 354-381,1979. 

41. Evans, M. G'. , 
'! S'ome- . Ef f"ect's Of 'T"rit"ernal'" Versus, 

and McKee, D. t'erna Orientation pon.. the 
Relationship. between. Various Aspects 
of Job S atisfaction 

Journal of Business Administration,. 
2,1970. pp. 17-24. 

42. Ewen, R. B. ""Some. Determinants of 'Job 
Satisfaction. ' A Study o the 
Generality o the, Herzberg, _Theory-" 

Journal of Applied Psychology, 48., 
1964, pp. 161-163. 

43. Fisher, C. D. ""The Effects of P'ersonal' Control, 
Competence - and Extrinsic , Reward 
Systems on Intrinsic Motivation" 

Organisational Behaviour and Human 
Performance, Vol. 21, pp. 273-288,1978. 

44. Fletcher, C. "Men in the Mi'ddl'e: ' A Reformulation of 
the Thesis" 

Sociological Review, Vol. 17,1969, 
pp. 341-354. 

45. Fleischman, E. A.,. "Leadership. and Supervisi'on' 'in 
Harris, E. F'. '' 'Industry" 
and Burtt, H. E. The Ohio State University, Columbus, 

Ohio, 1955. 

46. Fiedler, F. E. ""A Theory of' Leadership Effectiveness" 
McGraw-Hill, New York, 1967. 

47. Fores, M., "Germany's Front-Line' Force" 
Lawrence, P. Management Today, pp. 86-89,158, 

March, 1978. 

48. Friedlander, F. "Job Characteristics as'Satisfiers 
and Dissatisfiers" 

Journal of Applied Psychology, 48, 
1964, pp. 388-389. 

49. Fulmer, W. E. "The Making of' 'a S'upervis'or" 
Personnel Journal, p. 140, March, 1977. 

d� ý. 



50. Galbraith, J. "An -Empi'ri*eal*. 'Inv'esti'gaýti'o*ii of 
and the-Motivational Determinants. -of... 
Cummings, L. ' Past Performance'-.. Interactive. Ef'f'e'ets 

between Instrumentality-Valence, 
Motivation and-AbilitYll 
Organisational Behaviour and Human 
Performance, 2, (3), 1967, pp. 
237-257. 

51. Ghiselli, E. E'. "Theory 'of' Psychological' Measurement" 

New-York, McGraw-Hill, 1964. 

52. Glaser, B. G*., "The Disco . very*of' Grounded Theory" 
and 
Strauss, A. L'. Aldine Press, 1967 

53. Goodman, P. S. "Ari 'Exam-inati'on., *ofý-Re-fer'ent's Used 
in, the Evaluation of, Pay" 

Organisational Behaviour and Human 
Performance', ' 12, ' 1974, pp. 170-195. 

54. Goodman, P. S. "Social' Comparison P'rocesses'In. 
Organisations" 
in B. Staw and G. Salancik, "New 
Directions in Organisational Behaviour" 
Chicago; St. Clair, 1977. 

55. Graen, G. "Instrumentality Theory ofýWork 
- Motl vation. 'Some Experimental- 

Results and Suggestea ModifiFations" 

Journal of Applied Psychology 
Monograph, 53, (2), 1969, pp. 1-25. 

56. Graen, G. et al. "Role Assimilation Processes in a 
Complex Organisation" 
Journal of Vocational Behaviour, 3, 
1973, pp. 395-420. 

57. Greene, N. "Relationships Among Role Accuracy, 
Compliance, Performance, Evaluation, 
and Satisfaction with Managerial 
Dyads" 

Academy of Management Journal, 15, 
pp. 205-215,1972. 

58. Gross, et al "Explorations in Role Analysis" 
New York, Wiley, 1958. 

59. Gruenfeld, L. W. "'A 'Stud 'of' 'the Motivation of 
Industrial Supervisors" 

Personnel Psychology, 15, '3,1962, - 
pp. 303-314. 



60. Guildford, J. Q', "Psychometri'c Methods" 

New York, McGraw-Hill, 1954. 

61. Hackman, R. C. "The Motivated Working 'Adul't" 

New York, American Management 
Association, 1969. 

62. Hackman, "Development- of the Job. Diagnostic 

and Oldham, G: R'. Survey", 

Journal of Applied Psychology, 60, 
1975, pp. 159-170. 

63. Hackman, J. R. "Motivation Through the Design 

and Oldham, G. R. of Work: Test of a: Theory" 

Organisational Behaviour and 
Human Performance, 16,1976, 
pp. 250-270. 

64. Hair, J. F. "Multivariate Data Analysis" 
Anderson, R. E. Petroleum Publishing Company, 
Tatham, R. L., ' Tulsa, Oklahoma, 1979. 
and 
Grablowsley, B. J. 

65. Hall, D. T., and "An Examination of Maslow''s Need 
Nougaim, K. E. Hierarchy in an Organisational 

Sitting" 

Organisational Behaviour and Human 
Performance, 3,1968, pp. 12-35. 

66. Hamner, C., and "Relationship of Role Conflict and 
Tosi, H. Role Ambiguity to Job Involvement 

Measures" 

Journal of Applied Psychology, 4, 
1974, pp. 497-499. 

67. Heise, D. R. "How Do I Know My Data. Let' Me Count 
The Ways" 

Administrative Science Quarterly, 
1972,17,1, pp. 58-61. 

68. Herzberg, F. et al. ' "The Motivation to' Work", 

Second Ed. New York, John Wiley, 1959. 

69. Hill, S. "The Dockers: Class and Tradition 
in London" 

Heinemann, 1976. 

70. House, H. J. "Methodological and 'Substant'ive 
and Arnold, R. J'. Extensions to the Job Characteristic 

Model of Motivation" 

Organisational Behaviour and Human 
Performance, 

"25,1980, 
pp. 161-173. 



71. House, H. J. "Rol'e' Co'n'fl'i'ct' and 'Amb'i'gui'ty 'as 
and Crit'ical' Variables' 'in 'a Model' of 
Rizzo, J. R. - Org'anisational' Be avi'our" 

Organisational Behaviour and Human 
Performance, 7,1972, pp. 467-505 

72. Hulin, C. L., "Regression Analysis of Three 
and Walters, L. Variations' of '-Factor Theory" 

Organisational Behaviour and Human, 
Performance, 21, pp. 140-151,1972 

73. Hulin, C. L. "Job Enlargement, Individual 
and Blood, D fferences, and worker Responses" 

Psychological Bulletin, 69, pp. 
41-55,1968. 

74. ITRU "Supervisors in Industry. A Survey 
&f Research 'and O'pini'on" 

ITRU publication SY2, Feb. 1978. 

75. Jablin, F. M. '"'Superior-Subordinate Communication: 
The' St'ate' 'of't e 'Art" 

Psychological Bulletin, 1979, Vol. 86, 
No. 86, pp. 1201-1222. 

76. Jackson, L. H., "Motivating the New Breed" 
and Personnel, March/April, 1980. 
Mindell, M. G. 

77. Jenkins, D. "The' Supervisor Solution" 

" Management Today, May, 1978, pp. 
75-80. 

78. Johnson, T. W. "Role Ambiguity, Role Conflict and 
Satisfaction: ' Moderating Effects" 

Journal of Applied Psychology, 1975, 
3, pp. 329-333. 

79. Johnson, T. W. "Organisational Assimilation and 
and Graen, G. Role' Re ebt'ion ' 

Organisational Behaviour and Human 
Performance, 10, pp. 72-87,1973. 

80. Kahn, R. L., "Organisational Stress: Studies in 
Wolfe, D. M., Role Conflict and Ambiguity"Quinn, 

R. P., New York, Wiley, 1964. 
Snoek, J. D. and 
Rosenthal, R. A. 

81. Kahn, R. L. and "Leadership Practices in Relation to 
Katz, D. Productivity and Morale" 

on "Group Dynamics" by Cartwright, D. 
and Zander, A. (Eds), 2nd Edition, 
Peterson and Co., Evanston IU and 
Tavistock, London, 1953. 

t 



8 2. Kanter, J. "Power. Fa tlure 
. 
in' Management 

Circuits", 

Harvard Business.. Review,. Julyf 
August', 1979, pp. 65-71. 

8: 3. Kerlinger, F., '. "Multipl'e Regression in Behavioural 
and Research" 
Pedhazur, E. I. New York; Holt, Rinehart and Winston, 

1973. 

84. King-Scott, P. "'I'ndus'tri'al Supervi'sion" 
Pitman and Sansm 1968. 

85, Lawler, E. E. III "'Job Attitudes and Employee. Motivation: 
Theory, Research, and Practice" 

Personnel Psychology, 23,1970, 
pp. 223-237. 

86. Lawler, E. E. III "Pay and Organisational Effectiveness: 
A Psychological' View" 

New York, McGraw-Hill, 1971. 

87. Lawler, E. E. III ' "Motivation in Work Organisations" 
Belmont, California: Brooks/Cole, 
1973. 

88. Lawler, E. E. III "Antecedent- Attitudes 'of' Effective 
and Porter, L. W. Managerial'Performance' 

Organisational Behaviour and Human 
Performance, 2, pp. 122-142,1967. 

8 9. Lawler, E. E. III "Expectancy Theory and-Job Behaviour" 
and Suttle, J. L. Organisational Behaviour and Human 

Performance, 9,1973, pp. 482-503. 

90. Lennerlof, L. "Supervision: Situation, Individual 
Behaviour Effect". 

Report No. 57, Swedish Council for 
Personnel Administration, Stockholm, 1968. 

9 1. Leo, P. J. D. E. "An Examination of Some Methodological 
and Problems in Testing Expectancy-Valence 
Pritchard, R. D. Models with Survey Techniques" 

Organisational Behaviour and Human 
Performance, 12,1974, pp. 21-30. 

92. Levanthal, G. S., "E'quity Reciprocity and 'Reallocating 
Weiss, T., Rewards in the Dyad" 
and Long, G. Journal of. Personality and Social 

Psychology, 13,1969, pp. 300-305. 



93 . 
Liter, M. L. "Effort Expenditure. -'and 'Job.... 
Bass, A. W. . Performance of Line and Staff 
and Personnel" 
Nussbaum, H. Organisational Behaviour and Human 

Performance', ' 1971,6, pp. 501-515. 

94. Likert, R. "The Human Organisation" 
New York, McGraw-Hill, 1976. 

95-, Lindsay, C. A. 'Job 'S'at'i'sf'act'ion: ' An -Examinati'on 
'and Test of a Mo cat ono the 
Herzberg Theory" 

Ph. D. dissertation, Pennsylvania 
State University, 1965. 

96. Locke, E. A. "'The Nature and Consequences of 
'Job Satisf action" 
in Dunnette M. D. (Ed) "Handbook 
of Industrial and Organisational 
Psychology", Rand McNally, Chicago, 
1976. 

97. Locke, E. A. "Personnel'Attitudes' and Motivation" 
Annual Review of. Psychology, 26,1975, 
pp. 457-480. 

98. Locke, E. A. I'Satisfiers-and Di'ssatisfiers Among 
White-Collar and Blu5-Col'lar 
Employees" 

Journal of Applied Psychology, 58, 
1973, pp. 67-76. - 

99. Lyons, T. "Role Clarity, Need for Clarity, 
Satisfaction, TensioF and Withdrawal" 
Organisational Behaviour and Human 
Performance, 6, '1971, pp. 99-110. 

100. Marascuilo, L. A., "Nonparametrie'and Distributibn-Free 
and Methods for the Social Sciences" 
McSweeney, M. Monterey, California, Brooks/Cole, 1977. 

101. Maslow, A. R. "Motivation and Personality" 
New York, Harper and Row, 1954. 

102-. Maurer, J. G. "Work Role Improvement 'of'Indust'rial 
Supervisors" 
M. S. U. Business Studies, Michigan 
State University, East Lansing, 1969. 

103.. Mayntz, ' R., "IbtroductIon to Empirical' Sociology" 
Holm, K., and 
Hoebner, B. (1969) Westdeutscher Verlag, Opladen, 1969. 

"ý 



104. Meade, ' J. P'. "Supervi'sory Training A New 
and Approach. for Management" 
Greig, E. T.. H. K. S. O. London, 1966. 

105. Miles, R. K. "Role'. RequIrement's, as Sourced of 
Organisational'Stress" 
Journal of Applied Psychology, 61, 
April 1976, pp. 197-201. 

106. Miles, - R. H. "Organi'satibnal' Role*, ConfIi'ct'. 
and Its Antecedents and Consequences" 
Perreault, W. D. Organisational Behaviour and 

Human Performance, 15,1976, pp. 
150-163. 

107, Miner, J. B. "Personnel' 'Attitudes 'and Motivation" 
and 
Dachier H. P. in P. H. Mussen and M. R. Resenzweig * 

, (Eds), "Annual Review of Psychology. ' 
Vol. 24, Palo Alto, California: 
Annual Reviews, 1973. 

108. Mintzberg, H. "'An Emerging Strategy 'of* "Direct' 
Research" 
Administrative Science Quarterly, 
Vol. 24, December, 1979. 

109. Mitchell, T. R. "Expectane y Models of Satisfaction, 
Occupational Preference, I Effort: 
A Theoretical, Methodological-and 
Empirical Appraisal" 
University of Washington, Seattle, 
1974. 

110. Myers, M. S. "Who Are Your Notivated'Workers? " 

Harvard Business Review, 42,1964, 
pp. 73-78. 

111. Nealey, S. M. and "Leadership Functions *of'Middle 
Fiedler. Managers". 

Psychological-Bulletin, LXXp pp. 
313-329p 1968. 

112. Nichols, T. and "Living with CapitalIsm", 
Beynon, H. London, Routledge and Kegan Paul, 1977. 

113. Nie, N. H., "Statistical' Package for the Social 
Hull, C. H., UE-lences" 
Jenkins, J. G'., 
Steinbrenner, K., New York, McGraw-Hill, 1975. 
and Bent, D. H. 

ýý ý "' 



114. Nunnally, J. C'.. "Psychometric. Theory" 

New York: McGraw-Hill, 1967. 

115. Partridge, B. E. *"'Influence-' And-Responsibi'lit'le's of 
First-Line Supervisor 
Feb. 1979, No. 129, Working Paper 
Seried, University of Aston in 
Birmingham, 1979. 

116. Patchen, M. "Some'. Que'stTonn'aTr'e'-Me'asures 'of 
Empl yee Motivation-and Morale" 

Ann Arbor, Michigan: Survey Research 
Centre, University of Michigan, 1965, 
pp 1-14,26-39. 

117. Patten, T. H. J'. "The, Foreman: Forgott'eri Maii of 
Management" 
AMA, New York, 1968. 

118. Pearce, J. L. "Bringing Some' Clarity 'to Role 
Ambiguity Research" - 
Academy of Management Review, 1981, 
Vol. 6, No. 4, pp. 665-674. 

119. Pfeffer, J.,, Determinants of'Supervisory 
and Salancik, G. R*. Behaviour: A Role Set AnalYsis" 

Human Relations, Vol. 28, No. 2. 
pp. 139-1540 1975. 

120. Porter, L. W. Study of'Rerceived Need "A 
SatIsfactions in Boftom and Middle - 
Management Jobs" 
Journal of, Applied Psychology, XLV, 
Feb. 1961, pp. 1-10. 

121. Porter, L. W. "Managerial'Attitudes and Performance" 
and 
Lawler, E. E. 111 Homewood,. Illinois, Irwin-Dorsey, 

1968. 

122. Rizzo, J. R., "Role Conflict and Ambiguity on 
House, R. J., Complex Orga-n-i-satTo-ns" 
and 
Lirtzman, S. E. Administrative Science Quarterly, 

15,1970, pp. 150-163. 

123 Roethlisberger, F. "The Foreman: Master and Victim of 
Doubletalk" 
Harvard Business Review, Vol. 23, 
1945, pp. 283-298. 

124 Salancik, J. R'., "An Examination of*Need Satisfaction 
and Theories of-job Attitudes" 
Pfeffer, J. Administrative Sciened Quarterly, 

Nov. 1977,22, pp. 427-455. 

TI 



125, Sa1eh, S. D. 

126. Sasser, W. E'.., 
and 
Leonard, F. S'. 

127. Schmidt, F. L. 

128. - Schwab, 
and 
Heneman, 

D. P. 

H. G. III 

"A . Study.. 'öf'. 'At't'itiide.. Ch: a'nge' in the 
Pre-Retirement' Period" 
Journal of Applied Psychology, 48, 
1964, pp. 161-163' 

! 'Let' First-L'evel' Supervisors' do 
their. Jobs" 
Harvard Business Review, MarchfApril, 
1980. 

"'Implicati'ons' 'of' a: Measurement 
Problem for Expectancy Theory 
Research" 
Organisational Behaviour and Human 
Performance, 10,1973, pp. 243-251. 

"Aggregate 'and' Individual 
Predictability of the 2 actor 
-rneory" 
Personnel Psychology, 23,1970, 
pp. 55-56. 

129. - Schwab, D. P., "A Test of the' Adequacy of the 2- 
Devitt, H. W. Factor Theory as a Predittor, of 
and Cummings, L. C. Performan-c-e----E=ects" 

Personnel Psychology, 24,1971, 
pp. 293-303. 

130. Schwartz, M. M., "Motivational Factors Among 
Jenusaitis, E., Supervisors'In -the Utility Industry" 
and Stark, H. Personnel Psychology, Vol. XV1,1962, 

pp. 45-53. 

131. Schuler, R. S. "The Effects of Role Perceptions 'on 
Employees Satisfaction and Performance 
Moderated by Employee Ability" 
Organisational Behaviour and Human 
Performance, 1977a, 18, pp. 98-117. 

132. Schuler, R. S. "Role Conflict and Ambiguity as 
a Function of-the Task-Structure- 
Technology Interaction" 

Organisational Behaviour and Human 
Performance, 20,1977, pp. 66-74. 

133. - Schuler, R. S. "Role Perceptions', Satisfaction and 
Performance: A Partial' Reconciliation" 
Journal of Applied Psychology, 60, 
1975, pp. 683-687. 



134 Schuler, 11A.. Rol6 PerceptlonTran'siti'Qnal 
. Process Model-for Organisational: 

CommunicatIon-Outcome, Relationships" 

Organisational Behaviour and Human 
Performance, 23,1979, pp. 268-291. 

135.. Siegel, S. 'T'Non'-Parame'tri'c'.. S'ta: tist'i'cs for' the 
Behavioural Sciencesyr 

Tokyo, McGraw-Hill, 1956. 

136. Spearman, C. "The Sampling Error 'in 'the 'Theory 
and of Two Factors" 
Holzinger, K. British Journal of Psychology, 15, 

pp. 17-19,1924. ý 

137.. Stephenson, G. M. "The Fi'rst-Line Supervisor in the 
and British Coal Industry: A Preliminary 
Brotherton, C. J. Enquirv 

Industrial Relations Journal, 
Autumn, Vol. 4, No. 3,1973. 

138. Stone, E. "Research Methods in 0'rgani'Sational 
Behaviour" 

Goodyear Publishing Co. Inc., Santa 
Monica, California, 1978. 

139. Susman, G. I. , 
"An Assessment 'of'the Scientific 

-- - and Merits of'Action ResearcETI 
Evered, R. D. Administrative Science Quarterly, 

Vol. 23, December, 1978. 

140. Szilagyi, A. D. "'An Empirical Test of' Calisal 
rence between RFle Perceptions, 

. Satisfaction with Work, Performance, 
'anU-Organisatt-lonal Level" 
Personnel Psychology, 30,1977, 
pp. 375-388. 

141. Szilagyi, A. D., "Role Dynamics, Locus ot'Control 
Sims, H. and Employee Attitudes, anFSehaviour" 
and Keller, R. Academy of. Management Journal, 19, 

1976, pp. 259-276. 

142. Thurley, K. "Change and the Rol'e 'of'the__Supervisor" 
Personnel Management, October, 1972. 

143. Thurley, K., "Supervi'sion: ' A Reappraisal" 
and 
Wirdenius, H. Heinemann, 1973. 

144.. Tombari, H. A. "Det'erminants bf* Equity. of' Rewards 
Yor_Managers" 

Compensation Review, 1980. 



145. Tosi, H. "Organi'sa: ti'ona: l'.. S't'ress 'as a 
Moderator. of the Relationship 
Between Influence and Role Response" 

Academy of Management Journal, 19, 
1974, pp. 259-276. 

146. Tosi, D., !! 'S'ome*- Correlates of R'ol'e Conflict 
and Tost,, H. L. and Role Amb uit Among-Publ c 

School Teachers" 

Journal of Human Relations, 18, 
1970, pp. 1068-1076. 

147. Van Sell, M., "Role' Conflict' 'and Role Ambiguity- 
Brief, A. R., 'Integration of the-Titerature and 
and DIF'ections for Future Research". 
Schuler, R. S'. Ohio State University, Working 

Paper Series, WPS So- April, 1980 

148. Vinnicombe, S. "Perceptions of' Task Uncertainty and 
Individual Patterns oß ommun cat n: 

Com arat ve tu cross Four 
'Departments of an International Airline" 

Working Paper, Imperial College of 
Science and Technology, 1978 

149. Vinnicombe, S. "Job Sati'sfacti'on: Problems of 
and Measurement' an nterpretat on" 
Harper, D. Working Paper, Industrial Sociology 

Unit, Imperial College, 1978. 

150. Vroom, V. H. "Work and Motivation" 

New York, Wiley, 1964. 

151. Wahba, M. A., "Maslow Reconsidered: A Reviewof 
and Research on the Need. -Hierarchy 
Bridwell, L. G. Theory" 

Organisational Behaviour and Human 
Performance, 15,1976, pp. 212-240. 

152. Walker, O. C.., 
Churchill, G. A. 
and Ford, M. F. 

"Reactions to Role Conflict: The 
Case of the 'Industrial' Salesman" 

Journal of Business Administration, 
3, Spring 1975, pp. 35-36. 

153. Wall, T. D. "Ego-Defensiveness as a Determinant 
of Reported Differences in Sources 
of Job Satisfaction" 

Journal of Applied Psychology, 58, 
1973, pp. 327-332. 



154. Walster,. E... "New Directions in Equity Research" 
Berchdid, E, in L. ' Berkowitz and E. Walster 
and 

' 
(Eds), I'Advancesý in Experimental Walst-er, G. N . Social Psychology11, Vol. 9, New York, 
Academic Press, 1976. 

155. Walton, R. E'. "Do Supervisors Thrive in Participative 
and Work Systems? " 
Schlesinger, L. A. Organisational Dynamics', Winter 1979, 

pp. 25. 

156. Waters, L. K. "An 
-Empiri*cal* 

Test, -'of'-Five- Versions 
of the Two-Factor Theory of Job 
Satisfaction" 
Organisational Behaviour-and Human 
Performance', 7,1974, pp. 18-24. 

157. Waters, L. K. "Further Correl'atIonal'Analysis of 
- 

Roach, D. Five Versions of' the Two-Factor 
and Batlis, N. Theory of Job SatisfactIon-Tr 

Psychological Report, 32,1973, 
pp. 1127-1130. 

158a* Weger, J. J'. "Motivating Supervisors" 
A. A. M., New York, 1971. 

158b Wernimont, P. F. "'Intrinsic and Extrinsic' Factors' in 
and 'Job Satisfaction" 
Dunnette, M. D. Midwest Psychological Association, 

St. Louise, May 1964. 

159. Wherry, R. J. "A Worker Motivation Scale" 
and 
South, J. C". Personnel Psychology, 30, pp. 613- 

637,1977. 

160. White, J. R. H. "Successf'ul'Supervision" 
McGraw-Hill, Maidenhead, 1975. 

161. Wiener, Y. "The Effects of 'Task' and IEgo- 
Oriented' Performance on Two KI-nds 
of Overcompensation InequIlty" 
Organisational Behaviour and Human 
Performance, 5,1970, pp. 191-208. 

162. Wray, D. E. "Marginal Men *of' I'ndustry: 'The 
Foreman" 
American Journal of Sociology, Vol. 
LIV, 1949, pp. 298-301. 

163. Zeller, R. A'., '"Measurement 'in' the'.. Soctal S'ei'ence's: 
and The7E-inkBetween Theory and Data" 
Carminess, E. G. 

Cambridge University Press, 
Cambridge, 1980. 


