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This chapter I s e s s e n t i a l l y a progress r e p o r t . As the wording of the t i t l e 

i n d i c a t e s , the ideas being reported are s t i l l i n the process of being developed and 

t e s t e d against the r e a l i t y of managerial and supervisory r o l e s i n d i f f e r e n t organiza­

t i o n s . While I w i l l present f i r s t the approach or conceptual framework t h a t some of 

us*" are using i n t h i a k i n g about the leadership r o l e i n formal o r g a n i z a t i o n s , and then 

go on to describe research f i n d i n g s regarding t h i s way of t h i n k i n g , I would l i k e to 

underscore t h a t the research f i n d i n g s have c o n t r i b u t e d a good deal more to our theory 

i n t h i s area than the other way around. Thus, w h i l e t h i s statement of our present 

t h i n k i n g and research w i l l be i n the g e n e r a l l y prescribed and time-honored manner 

of going from theory to f i n d i n g s , the f i n d i n g s are a c t u a l l y shaping the theory. 
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i n 1964 by Chandler Publishing Company, San Francisco, C a l i f o r n i a . 
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A CONCEPTUAL FRAMEWORK 

The O r g a n i z a t i o n a l Role of Supervisor 

To understand the r o l e of supervisor, manager, a d m i n i s t r a t o r , or leader i n a 

lar g e complex o r g a n i z a t i o n , i t i s necessary f i r s t t o describe b r i e f l y some o f the 

basic elements i n the s t r u c t u r e and f u n c t i o n i n g of these complex s o c i a l systems. 

Using the primary concepts of o r g a n i z a t i o n a l o b j e c t i v e , task, o f f i c e , and work 

group or " o r g a n i z a t i o n a l f a m i l y , " I w i l l i d e n t i f y the concept of supervisor as a 

generic term i n my t h i n k i n g about organizations and lay the basis f o r a discussion 

of t he nature of t h i s e s s e n t i a l o r g a n i z a t i o n a l r o l e . 

An o r g a n i z a t i o n i s designed t o accomplish something: t h i s i s i t s o b j e c t i v e or 

purpose. Given the o b j e c t i v e , i t i s possible t o plan a d i v i s i o n of labor and thus 

b r i n g i n t o being a s t r u c t u r e of tasks. The most basic u n i t then, i n the development 

of t he concept of supervisor, i s a task or a c t i v i t y that must be performed t o accom­

p l i s h an o b j e c t i v e of an o r g a n i z a t i o n . A task t h e r e f o r e i s a set of i n d i v i d u a l 

behaviors which may inv o l v e t o o l s or other p h y s i c a l or human objects d i r e c t e d toward 

a s p e c i f i c o r g a n i z a t i o n a l o b j e c t i v e . I t i s a molar u n i t of behavior t h a t has a 

p a r t i c u l a r d u r a t i o n and s e t t i n g . 

An o r g a n i z a t i o n a l o f f i c e i s a set of these tasks t h a t are performed by a s i n g l e 

i n d i v i d u a l . I n a very r e a l sense, the o f f i c e i s the " b u i l d i n g block" of the 

o r g a n i z a t i o n i n t h a t o f f i c e s may i n t u r n be grouped together to designate f i r s t work 

groups, departments, and then d i v i s i o n s as u n i t s w i t h i n succeedingly l a r g e r f u n c t i o n a l 

areas i n the or g a n i z a t i o n . The tasks t h a t are done i n separate o f f i c e s have t o 

be i n t e r r e l a t e d i f the o r g a n i z a t i o n i s to accomplish i t s o b j e c t i v e . Whether you 

t h i n k about an o r g a n i z a t i o n a l o b j e c t i v e which has to be divided and subdivided again 

and again to b r i n g both a v e r t i c a l and h o r i z o n t a l d i v i s i o n of labor i n t o being, or 

simply i n terras of a high degree of s p e c i a l i z a t i o n of separate tasks, i t i s clear 

t h a t the package of tasks which are performed i n each o f f i c e have to be i n t e r r e l a t e d 
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i f the o r g a n i z a t i o n i s to accomplish i t s o b j e c t i v e s . The greater the s p e c i a l i z a t i o n , 

the greater the need f o r c o o r d i n a t i o n among o r g a n i z a t i o n a l o f f i c e s . 

This need brings i n t o existence new tasks and a c t i v i t i e s of d i r e c t i n g , c o n t r o l ­

l i n g , and c o o r d i n a t i n g . The tasks w i t h i n a small group of o f f i c e s are i n t e r r e l a t e d 

and d i r e c t e d by the occupant of a superordinate o f f i c e . For example, the f i r s t - l i n e 

s u pervisor's primary job i s to d i r e c t the a c t i v i t i e s of the occupant i n o f f i c e s under 

him ( s u b o r d i n a t e s ) . The d i r e c t i n g of the a c t i v i t i e s of these supervisors i s i n 

t u r n coordinated by the occupant of the next higher superordinate o f f i c e (the depart­

ment head) who has t h i s as one of h i s primary tasks. The c o n t r o l l i n g a c t i v i t i e s of 

a group of department heads are i n t u r n coordinated by occupants of the next higher 

echelon i n the o r g a n i z a t i o n . A d i v i s i o n of labor w i t h i t s high s p e c i a l i z a t i o n of 

tasks thus b r i n g s i n t o existence a v e r t i c a l s t r u c t u r e of o f f i c e s — k e y o r g a n i z a t i o n a l 

o f f i c e s whose occupants have as one of t h e i r primary tasks the supervision of the 

subordinates immediately under them. 

Complex organizations are made up of a large number of r e l a t i v e l y small face-

t o - f a c e work groups or o r g a n i z a t i o n a l f a m i l i e s . Each of these u n i t s has i t s own 

s u b o b j e c t i v e and sets of s p e c i a l i z e d tasks t o perform. At the same time, the sub-

o b j e c t i v e s and a c t i v i t i e s of each u n i t are a p a r t of the t o t a l o b j e c t i v e of the 

o r g a n i z a t i o n . By design, each of these work u n i t s i s i n t e r l o c k e d w i t h other u n i t s 

through the a c t i v i t i e s of the generic o f f i c e of supervisor. An o r g a n i z a t i o n a l f a m i l y 

then i s defined as a group of o f f i c e s occupied by a supervisor and h i s immediate sub­

o r d i n a t e s i n which i s lodged the r e s p o n s i b i l i t y of meeting a p a r t i c u l a r subobjective 

of the o r g a n i z a t i o n by accomplishing a p a r t i c u l a r subgroup of tasks w i t h i n the 

t o t a l d i v i s i o n of labor. S t r u c t u r a l l y , then the o r g a n i z a t i o n a l r o l e of the super­

v i s o r at any l e v e l i s p r i m a r i l y one of l i n k i n g together d i f f e r e n t parts of the 

o r g a n i z a t i o n a l s t r u c t u r e of work groups and i n t e g r a t i n g the specialized performances 

of these u n i t s . This i s the r o l e on which the e n t i r e system depends t o achieve and 
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m a i n t a i n u n i t y and coherence. S p e c i f i c a l l y , a t the s t r u c t u r a l l e v e l , the r o l e o f 

th e supervisor e n t a i l s the f o l l o w i n g f u n c t i o n s : (1) the d i r e c t i o n and c o o r d i n a t i o n 

o f the tasks and a c t i v i t i e s of the subordinates w i t h i n the supervisor's work group; 

( 2 ) the r e l a t i n g of these a c t i v i t i e s t o those of other work groups a t the same 

o r g a n i z a t i o n a l l e v e l w i t h i n which h i s group i n t e r a c t s , and (3) the r e l a t i n g o f the 

a c t i v i t i e s o f h i s group and h i s own a c t i v i t i e s t o those of other o r g a n i z a t i o n a l u n i t s 

o p e r a t i n g a t the next higher, as w e l l as the next lower l e v e l i n the o r g a n i z a t i o n . 

T h i s s p e l l s out the r o l e o f the supervisor as a s t r u c t u r a l c o o r d i n a t i v e l i n k i n g p i n , 

b u t now we must look a t the r o l e s o c i a l p s y c h o l o g i c a l l y and see how the supervisor 

must coordinate i n d i v i d u a l member needs and goals w i t h o r g a n i z a t i o n a l o b j e c t i v e s . 

The r a i s o n d'etre of every o r g a n i z a t i o n i s to accomplish some o b j e c t i v e . The 

p h y s i c a l and mental c a p a c t i i e s and energies df men are among the p r i n c i p a l means and 

resources through which the o b j e c t i v e s o f organizations can be a t t a i n e d . But men—• 

t h e occupants o f the organization's o f f i c e s - - a l s o have t h e i r own goals which they 

want to a t t a i n through working i n the o r g a n i z a t i o n . The i n t e r e s t s of the i n d i v i d u a l 

members of the o r g a n i z a t i o n , and the goals which they are t r y i n g t o a t t a i n , may or 

may not be the same as, or complatible w i t h , those of the org a n i z a t i o n . The degree 

o f congruence between the o b j e c t i v e s of the or g a n i z a t i o n and the goals of i t s mem­

be r s v a r i e s considerably among d i f f e r e n t types of organizations. I n any case, i t 

i s probable t h a t the organizations which are best able to tap the energies o f a l l 

o f t h e i r I n d i v i d u a l members--to meet t h e i r members' personal needs, a s p i r a t i o n s , and 

g o a l s - - w i l l be more l i k e l y t o a t t a i n t h e i r i n s t i t u t i o n a l purpose. 
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One o f the basic problems o f or g a n i z a t i o n s , then, i s how to r e c o n c i l e , c o o r d i ­

nate, or i n t e g r a t e member needs and goal's w i t h o r g a n i z a t i o n a l requirements and 

o b j e c t i v e s . This s o c i a l p s y c h o l o g i c a l aspect of the r o l e of the supervisor i n the 

complex o r g a n i z a t i o n i s of key importance; i t i s here t h a t the supervisor must deal 

w i t h the m o t i v a t i o n a l problem of r e l a t i n g man and system. 

The magnitude of t h i s m o t i v a t i o n a l - c o o r d i n a t i v e l i n k i n g w i l l vary d i r e c t l y 

according t o the a c t u a l and p o t e n t i a l discrepancy between o r g a n i z a t i o n a l and 

i n d i v i d u a l goals. The discrepancy can be large or small. I t can vary among organ­

i z a t i o n s o f d i f f e r e n t types, from one o r g a n i z a t i o n a l l e v e l t o another, w i t h i n the 

same o r g a n i z a t i o n from one time to another as the o r g a n i z a t i o n moves from one stage 

o f i t s development to another. There w i l l probably be more congruence between the 

o b j e c t i v e s o f the or g a n i z a t i o n and the goals o f the members I n v o l u n t a r y organiza­

t i o n s than I n c o n t r a c t u a l i n d u s t r i a l f i r m s ; there w i l l probably be more congruence 

i n the upper than I n the lower echelons of the o r g a n i s a t i o n ; and more congruence 

e a r l y i n the l i f e of an o r g a n i z a t i o n than i n i t s l a t e r stages. 

Let us look f o r a minute a t what i s meant by saying t h a t the magnitude of 

t h i s problem of i n t e g r a t i n g or c o o r d i n a t i n g these two sets of g o a l s — t h e problem 

o f m o t i v a t i o n — v a r i e s markedly w i t h the l e v e l of the organizational-supervisory 

r o l e . The p r i n c i p a l executive of an o r g a n i z a t i o n , working c l o s e l y w i t h the 

heads of major departments who, along w i t h him, have a great deal t o say about 

s e t t i n g o r g a n i z a t i o n a l o b j e c t i v e s and p r e s c r i b i n g means f o r t h e i r accomplishment, 
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faces v i r t u a l l y no problem m o t i v a t i o n a l l y . These i n d i v i d u a l s have e i t h e r e s t a b l i s h e d 

the o b j e c t i v e s o f the o r g a n i z a t i o n , and/or determined the means of a t t a i n i n g the 

o b j e c t i v e s , or have been selected to f i l l these p o s i t i o n s because t h e i r own personal 

needs and values were congruent w i t h o r g a n i z a t i o n a l aims. At the other extreme, the 

f i r s t - l i n e supervisor i s c o n s t a n t l y confronted w i t h the task of making o r g a n i z a t i o n a l 

o b j e c t i v e s compatible w i t h the needs and goals of h i s subordinates. Intermediate 

l e v e l s o f supervision also have to r e c o n c i l e the two sets of goals but the problem 

becomes i n c r e a s i n g l y less severe a t successively higher l e v e l s . I t i s the foreman 

who has the toughest job i n t h i s respect. He o r d i n a r i l y has had the least to say 

about the o b j e c t i v e s o f the o r g a n i z a t i o n , but i s expected to understand these 

o b j e c t i v e s f u l l y and to make them meaningful imperatives t o those under h i s super­

v i s i o n . To handle t h i s m o t i v a t i o n a l - c o o r d i n a t i v e l i n k i n g of o r g a n i z a t i o n a l objec­

t i v e s and subordinate needs and goals c r e a t i v e l y , the supervisor must know a great 

d e a l about the o r g a n i z a t i o n and the problems i t faces and a great deal about 

immediate subordinates and the problems which each o f them f e e l they face. I t i s 

the r o l e o f the supervisor t o make meaningful the goals of each t o the other and 

i n the l a s t a n a l y s i s t o coordinate these two systems of goals and needs. I t i s 

almost superfluous but important t o say t h a t t h i s task of i n t e r l o c k i n g personal 

needs and impersonal o b j e c t i v e s f r e q u e n t l y r e q u i r e s a very high order of c r e a t i v e 

and imaginative problem-solving. 

Thus, the r o l e o f the supervisor contains a t le a s t two important classes of 

c o o r d i n a t i v e f u n c t i o n s : (1) those t h a t are s o c i o l o g i c a l l y and s t r u c t u r a l l y required 
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i f each sub-unit's o b j e c t i v e s are to be i n t e r l o c k e d by t h i s o f f i c e to give u n i t y to 
the organization's o v e r a l l o b j e c t i v e , and (2) those t h a t are s o c i a l p s y c h o l o g i c a l l y 
and m o t i v a t i o n a l l y required i f i n d i v i d u a l members1 energies and goals and organiza­
t i o n a l o b j e c t i v e s are to be i n t e r r e l a t e d . I n - g e n e r a l , the f i r s t class of s t r u c t u r a l 
c o o r d i n a t i v e f u n c t i o n s have been most important and v i s i b l e a t the top o f organiza­
t i o n a l systems, and the second class o f m o t i v a t i o n a l - c o o r d i n a t i v e functions at the 
bottom or lower l e v e l s . 

Supervisory S k i l l s 

The preceeding discussion of the concept of supervisor has d i r e c t i m p l i c a t i o n s 

concerning the e s s e n t i a l s k i l l s t h a t an occupant o f t h i s generic o f f i c e o f supervisor 

must have. To perform the functions r e q u i r e d to coordinate the a c t i v i t i e s of one 

o r g a n i z a t i o n a l f a m i l y w i t h another, the supervisor must have a d m i n i s t r a t i v e compe­

tence. To i n t e g r a t e o r g a n i z a t i o n a l o b j e c t i v e s w i t h i n d i v i d u a l member needs, he must 

have human r e l a t i o n s competence. And to accomplish h i s other assigned tasks, i n ­

c l u d i n g the performance of concrete day-to-day work fun c t i o n s and specialized sub-

o b j e c t i v e s , he must possess t e c h n i c a l competence. 

The marked d i v i s i o n of labor and high degree of s p e c i a l i z a t i o n t h a t characterizes 

l a r g e scale o r g a n i z a t i o n s , r e q u i r e t h a t each occupant of a supervisory p o s i t i o n have 

at l e a s t the minimum t e c h n i c a l competence necessary to understand and d i r e c t the 

work being done w i t h i n h i s o r g a n i z a t i o n a l u n i t . The higher the degree o f s p e c i a l i z a ­

t i o n and d i f f e r e n t i a t i o n o f a c t i v i t i e s , the greater the need f o r supervisors w i t h 

t e c h n i c a l competence i n the tasks performed by the u n i t . Technical s k i l l , or 

competence, as used here, refers to the a b i l i t y to use p e r t i n e n t knowledge, methods, 

techniques, and equipment necessary f o r the performance of s p e c i f i c tasks and 

a c t i v i t i e s , and f o r the d i r e c t i o n of such performance. Fundamentally, i t involves 

an understanding o f , and p r o f i c i e n c y i n , a s p e c i f i c class of functions i n the 

o r g a n i z a t i o n . This includes not only concrete motoric s k i l l s of doing t h i n g s , but 

a l s o the a b s t r a c t o r i e n t a t i o n s and basic frames o f reference t h a t are normally 
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associated w i t h p a r t i c u l a r p r o f e s s i o n a l r o l e s and a f f i l i a t i o n s . Technical s k i l l s 
may be acquired'through formal t r a i n i n g i n pr o f e s s i o n a l schools, informal on-the-job 
t r a i n i n g , or combinations of academic and i n t e r n s h i p or apprenticeship programs. 

Just as t e c h n i c a l s k i l l s are p r i m a r i l y concerned w i t h task-centered competence, 

human r e l a t i o n s s k i l l s are concerned w i t h the a b i l i t y t o work w i t h other people 

e f f e c t i v e l y . I n the case of supervisors, the other people involved are one's sub­

o r d i n a t e s , s u p e r i o r s , other supervisors a t the same l e v e l , and o c c a s i o n a l l y s t a f f 

s p e c i a l i s t s from other u n i t s w i t h i n the o r g a n i z a t i o n . Human r e l a t i o n s s k i l l , then, 

r e f e r s t o the a b i l i t y t o use p e r t i n e n t knowledge and methods of working w i t h people 

and through people. I t .Includes an understanding of general p r i n c i p l e s of human 

behavior, p a r t i c u l a r l y those p r i n c i p l e s which i n v o l v e the r e g u l a t i o n of i n t e r ­

personal r e l a t i o n s and human m o t i v a t i o n , and the s k i l l f u l u t i l i z a t i o n of t h i s under­

standing i n day-toaday i n t e r a c t i o n w i t h others i n the work s i t u a t i o n , 

The supervisor w i t h human r e l a t i o n s s k i l l s not only understands how the p r i n ­

c i p l e s of behavior a f f e c t others but himself as w e l l . He knows how both h i s own 

and o t h e r s ' frames o f reference c o l o r what i s perceived and assumed t o be r e a l i t y , 

how a t t i t u d e s , b e l i e f s , o p i n i o n s , and values a f f e c t behavior and l e a r n i n g , and how 

needs and a s p i r a t i o n s shape an i n d i v i d u a l ' s investment o f h i s energies. Included 

i n t h i s s k i l l i s the a b i l i t y not only t o behave toward o t h e r s — e s p e c i a l l y sub­

o r d i n a t e s — i n a warm, sup p o r t i v e , accepting fashion but the communication s k i l l s 

r e q u i r e d to represent the needs and goals o f members a t d i f f e r e n t l e v e l s i n the 

o r g a n i z a t i o n to each other so t h a t each can comprehend the problems faced by the 

o t h e r . Central to human r e l a t i o n s s k i l l s i s the a b i l i t y o f the supervisor to i n t e ­

g r a t e the goals of i n d i v i d u a l s w i t h the o b j e c t i v e s of the o r g a n i z a t i o n . The super­

v i s o r must be able to i d e n t i f y those needs o f others which are c e n t r a l t o t h e i r 

s e l f - c o n c e p t , and to r e l a t e these to o r g a n i z a t i o n a l o b j e c t i v e s i n a manner t h a t i s 

p s y c h o l o g i c a l l y meaningful and rewarding t o them. At times t h i s w i l l mean simply 
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c o o r d i n a t i n g the goals o f one's subordinates w i t h those of people i n higher l e v e l s ; 
a t other times, i t w i l l mean c r e a t i n g , modifying, or s h i f t i n g e i t h e r o r g a n i z a t i o n a l 
o b j e c t i v e s or i n d i v i d u a l goals so t h a t an o p e r a t i o n a l congruence or i n t e g r a t i o n 
between the two can be a t t a i n e d . B a s i c a l l y , the present class of s k i l l s involves 
managing the emotional and m o t i v a t i o n a l dimensions o f inter p e r s o n a l r e l a t i o n s i n an 
o r g a n i z a t i o n . 

The t h i r d class of basic supervisory s k i l l s deal w i t h a d m i n i s t r a t i v e competence. 

A d m i n i s t r a t i v e s k i l l , or competence, r e f e r s to the a b i l i t y of the supervisor to t h i n k 

and act l n terms o f the t o t a l system w i t h i n which he o p e r a t e s — i n terms of the 

o r g a n i z a t i o n as a system o f people and physical o b j e c t s , w i t h i t s own image, 

s t r u c t u r e , and process, which f u n c t i o n s as a con t i n u i n g complex problem-solving 

arrangement to a t t a i n p a r t i c u l a r o b j e c t i v e s . The emphasis here i s on understanding 

and a c t i n g according to the o b j e c t i v e s of the t o t a l o r g a n i z a t i o n a l system, rather 

t h a n on the basis o f the goals and needs of one's immediate work group only. Admin­

i s t r a t i v e s k i l l s i nclude such th i n g s as planning, programming, and org a n i z i n g the 

work; assigning the r i g h t tasks to the r i g h t people; g i v i n g people the r i g h t amount 

o f r e s p o n s i b i l i t y and a u t h o r i t y ; i n s p e c t i n g and f o l l o w i n g up on the work; and 

c o o r d i n a t i n g the e f f o r t s and a c t i v i t i e s o f d i f f e r e n t o r g a n i z a t i o n a l members, l e v e l s , 

and departments. I n s h o r t , a d m i n i s t r a t i v e s k i l l requires an a b i l i t y t o conceptualize 

and comprehend the o r g a n i z a t i o n a l system as a whole, and to act i n terms o f . t h i s 

o v e r a l l o r g a n i z a t i o n a l framework. 

To summarize b r i e f l y , i t has been suggested t h a t there are three clashes of 

s k i l l s which supervisors need t o perform i n t h e i r key r o l e i n the formal o r g a n i z a t i o n -

t e c h n i c a l s k i l l s , human r e l a t i o n s s k i l l s , and a d m i n i s t r a t i v e s k i l l s . Technical 

s k i l l s p e r t a i n t o "know-how" competence regarding p a r t i c u l a r tasks or a c t i v i t i e s 

f o r which the supervisor i s responsible. Human r e l a t i o n s s k i l l s concern the under­

standing o f o r g a n i z a t i o n a l members as people w i t h t h e i r own problems and needs and 
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t h e understanding o f the emotional and m o t i v a t i o n a l dimensions of inter p e r s o n a l 

r e l a t i o n s . A d m i n i s t r a t i v e s k i l l s deal w i t h the c o o r d i n a t i v e and i n t e g r a t i v e 

a c t i v i t i e s required f o r the attainment o f the o b j e c t i v e s of the t o t a l o r g a n i z a t i o n a l 

system. Thus, the three kinds o f s k i l l s concern t a s k s , people, and o r g a n i z a t i o n , 

r e s p e c t i v e l y . 

The Supervisory S k i l l - M i x 

While a l l supervisors must have some minimum t e c h n i c a l s k i l l , some minimum 

human r e l a t i o n s s k i l l , and some minimum a d m i n i s t r a t i v e s k i l l , we can p r e d i c t t h a t the 

mix o f these s k i l l s v a r i e s by l e v e l and by time i n an o r g a n i z a t i o n . What i s an 

e f f e c t i v e combination of s k i l l s f o r supervisors at one o r g a n i z a t i o n a l l e v e l may not 

be an e f f e c t i v e s k i l l - m i x f o r supervisors at another l e v e l . What i s an e f f e c t i v e 

combination a t one time i n the l i f e o f an o r g a n i z a t i o n may not be an e f f e c t i v e com­

b i n a t i o n at a l a t e r period. 

Considering f i r s t the r e l a t i v i t y o f t h i s s k i l l - m i x by l e v e l s , we might expect 

t h a t a t the lower l e v e l s of an o r g a n i z a t i o n , the t e c h n i c a l and human r e l a t i o n s s k i l l s 

would be the most important. At the intermediate l e v e l s , t e c h n i c a l s k i l l s would l i k e l y 

be l e s s important and a d m i n i s t r a t i v e s k i l l s more important. And at the top'manage­

ment and executive l e v e l s , a d m i n i s t r a t i v e s k i l l s would be the most important. Human 

r e l a t i o n s k i l l s are probably important f o r supervisors a t a l l l e v e l s , b u t , i n view 

of t h e e a r l i e r suggestion t h a t the m o t i v a t i o n a l problem i s not as acute a t the 

hi g h e r l e v e l s , human r e l a t i o n s s k i l l s are l i k e l y to be comparatively l e s s important 

as one moves up the hiera r c h y . C e r t a i n l y , there are no s u b s t i t u t e s f o r e i t h e r 

a d m i n i s t r a t i v e competence at the top or t e c h n i c a l competence at the bottom l e v e l s of 

the o r g a n i z a t i o n . 

I n a d d i t i o n to the v a r i a t i o n s i n s k i l l - m i x r e q u ired at d i f f e r e n t o r g a n i z a t i o n a l 

l e v e l s , there i s probably a good deal o f v a r i a t i o n i n the s k i l l requirements a t 

d i f f e r e n t times. Early i n the l i f e of an o r g a n i z a t i o n , t e c h n i c a l and human 

r e l a t i o n s s k i l l s are probably e s s e n t i a l ; l a t e r , as the or g a n i z a t i o n becomes more 

complex, a d m i n i s t r a t i v e s k i l l s become i n c r e a s i n g l y more c r u c i a l . S i m i l a r l y , during 
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p e r i o d s o f r a p i d change, t e c h n i c a l s k i l l s are l i k e l y to become very important. With 

t h e i n i t i a t i o n of a r e o r g a n i z a t i o n , or when a new technology i s introduced i n the 

system, upper l e v e l supervisory personnel have to draw more h e a v i l y on t h e i r tech­

n i c a l competence a t the e a r l y stages. During such a period of t r a n s i t i o n , the 

problems faced by the o r g a n i z a t i o n are b a s i c a l l y of a t e c h n i c a l character, and t h e i r 

s o l u t i o n depends very g r e a t l y on a thorough command of s p e c i a l i z e d knowledge and 

t e c h n i c a l - a n a l y t i c a l a b i l i t y . But, i n the l a t t e r stages of r e o r g a n i z a t i o n and 

change, human r e l a t i o n s s k i l l s assume g r e a t e r importance once again; a f t e r the 

t e c h n i c a l d i f f i c u l t i e s have been overcome, the remaining o r g a n i z a t i o n a l problems are 

f r e q u e n t l y o f the human r e l a t i o n s v a r i e t y . Thus, i t i s not enough to t h i n k i n terms 

o f the combination o f the three kinds of supervisory s k i l l s required a t d i f f e r e n t 

o r g a n i z a t i o n a l l e v e l s . I t i s also necessary t o consider the time dimension--how 

t h e i r combination, f o r a p a r t i c u l a r l e v e l , must vary over time. 

The R e l a t i v i t y of " E f f e c t i v e " Supervision 

This approach t o the leadership r o l e i n the formal o r g a n i z a t i o n underscores 

t h e r e l a t i v i t y of s u p e r v i s i o n . I t adds to the complexity o f the problem of con­

c e p t u a l i z a t i o n and measurement, but simultaneously reassures i n t h a t i t appears t o 

be more c o n s i s t e n t and meaningful i n terms o f a c t u a l experience of supervisors and 

a d m i n i s t r a t o r s at a l l l e v e l s , and researchers working i n the f i e l d . The-problem i s 

t o i d e n t i f y the mixtures and combinations o f the several classes o f s k i l l s t h a t are 

most app r o p r i a t e i n given o r g a n i z a t i o n s , f o r given o r g a n i z a t i o n a l l e v e l s , and a t 

g i v e n times. This i s not an easy task, but i s i s a researchable problem. B i t s and 

pieces from a number of d i f f e r e n t f i e l d s t u d i e s have brought us to t h i s p o i n t of 

understanding of the important problem of what c o n s t i t u t e s e f f e c t i v e leadership. Per­

haps t h i s framework w i l l p rovide us w i t h a more u s e f u l model on which t o b u i l d and 
1 

t e s t . 

I t I s not an o b j e c t i v e of t h i s paper to r e l a t e t h i s conceptual framework t o 
t h e t h e o r i e s of the leadership r o l e o f o t h e r s . This i s being done as a part o f -
another p u b l i c a t i o n . 
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EMPIRICAL RESEARCH FINDINGS 

As was i n d i c a t e d a t the outset, the preceeding ideas represent my present formu­

l a t i o n of t h i s complex r o l e of leadership i n formal o r g a n i z a t i o n . In a very r e a l 

sense t h i s c o n c e p t u a l i z a t i o n has been an outgrowth of e m p i r i c a l research f i n d i n g s i n 

our programs of O r g a n i z a t i o n a l Behavior and Change i n the Survey Research Center at 

The U n i v e r s i t y of Michigan. We t u r n now t o a consideration o f these f i n d i n g s . 

E a r l y Program Findings: P r o d u c t i v i t y Studies 

Early i n our research we d i d a s e r i e s of studies i n v e s t i g a t i n g q u i t e e m p i r i c a l l y 
2 

the r e l a t i o n s h i p between leadership and group performance. Kahn and Katz summarized 

the b i t s and pieces of i n f o r m a t i o n from those several studies concerning the p e r f o r ­

mance of a v a r i e t y of work groups and the c h a r a c t e r i s t i c s of each group's supervisor. 

Using the s p e c i f i c f i n d i n g s from studies i n the c l e r i c a l o f f i c e s of an insurance 

company, se c t i o n gangs on a r a i l r o a d , and workers i n a t r a c t o r f a c t o r y , they con­

cluded t h a t there were four classes of leadership r e l e v a n t v a r i a b l e s which appeared 

t o be c o n s i s t e n t l y r e l a t e d t o the p r o d u c t i v i t y of an o r g a n i z a t i o n and the psycho­

l o g i c a l r e t u r n s which the group o f f e r s i t s members. I n essence, the f i n d i n g s were 

as f o l l o w s : 

(1) Supervisors of more e f f e c t i v e groups were b e t t e r able to play a d i f f e r ­

e n t i a t e d r o l e than the supervisors of the less e f f e c t i v e groups. This 

p o i n t they derived from s p e c i f i c f i n d i n g s which i n d i c a t e d the b e t t e r 

supervisors spent more time i n planning what was t o be done, i n p r o v i d i n g 

necessary m a t e r i a l s , and i n a c t u a l supervision r a t h e r than i n s t r a i g h t 

production work. 

(2) The b e t t e r supervisors delegated a u t h o r i t y to others more than the poorer 

supervisors. This was derived from f i n d i n g s showing that the b e t t e r 

supervisors d i d not supervise as c l o s e l y , gave less d e t a i l e d work i n s t r u e -

Kahn, R. L. and Katz, D. "Leadership Practices i n R e l a t i o n to P r o d u c t i v i t y and 
Morale." I n D. Cartwright and A. Zander (Eds.). Group Dynamics: Research and 
Theory. Evanston, I l l i n o i s : Row, Peterson and Company, 1953. pp. 612-627, 
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t i o n s , and gave subordinates greater freedom i n planning t h e i r jobs 

and s e t t i n g t h e i r own work pace. 

(3) The more e f f e c t i v e supervisors were more supportive i n t h e i r r e l a t i o n s h i p s 

w i t h t h e i r subordinates and gave more a t t e n t i o n to c r e a t i n g employee m o t i ­

v a t i o n . This f i n d i n g concerning the employee-orientation of the b e t t e r 

supervisor was based on a great number of s p e c i f i c r e l a t i o n s h i p s about 

how the b e t t e r supervisor took a personal i n t e r e s t i n the employee as a 

whole person, was more understanding and less p u n i t i v e when mistakes were 

made, was concerned w i t h the t r a i n i n g and development of h i s men, and 

g e n e r a l l y maintained a more open system of communication between himself 

and h i s men. 

(4) The supervisors of the more e f f e c t i v e groups had work groups which had 

developed greater cohesiveness among members of the group than those groups 

which were doing a less e f f e c t i v e j o b . This was based on s p e c i f i c f i n d i n g s 

i n d i c a t i n g t h a t p r o d u c t i v i t y was r e l a t e d t o how good a job employees f e l t 

t h e i r u n i t s were doing i n comparison t o others i n g e t t i n g the job done, 

the extent to which employees f e l t i d e n t i f i e d w i t h t h e i r group, and f e l t 

they were " r e a l l y a p a r t o f t h e i r group." 

The Kahn and Katz's f i r s t two classes o f v a r i a b l e s — s t r e s s i n g the supervisor's 

a b i l i t y t o p l a y a d i f f e r e n t i a t e d r o l e and t o d e l e g a t e — p o i n t e d to s p e c i f i c components 

of the supervisor's " a d m i n i s t r a t i v e s k i l l s . " I n a sense they recognized t h i s i n t h e i r 

i n t e r p r e t a t i o n of how the d i f f e r e n t i a t e d r o l e of the supervisor a f f e c t e d the p r o d u c t i ­

v i t y o f the group. They f e l t t h a t a t t e n t i o n given to planning had a d i r e c t e f f e c t 

upon the output i n the c o o r d i n a t i o n and o r g a n i z a t i o n of the tasks of the group. They 

even spoke o f t h i s as a type o f engineering or i n s t i t u t i o n a l s k i l l i n which the tech­

n i c a l know-how of the supervisor i s brought to bear upon the o r d e r i n g o f the work o f 

the group on a long-range b a s i s . Their t h i r d grouping o f v a r i a b l e s — t h e supportive, 

employee-oriented q u a l i t y of the r e l a t i o n s h i p between the supervisor and h i s subordi­

n a t e s — I s s i m i l a r w i t h what I am now c a l l e d "human r e l a t i o n s s k i l l s . " 
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I n retrospect I t i s now possible to see why our early f i e l d research could not 

have distinguished very c l e a r l y among different classes of supervisory s k i l l s . For 

one thing at that time we were focusing on the human relations component "of the-sub­

ordinate-super lor relationship. For another, we were studying problems of the fore­

man and f i r s t l i n e supervisors at the very lowest l e v e l s of organization where the 

human relations s k i l l s of the superior were highly v i s i b l e as affecting unit per­

formance. We had not yet had many opportunities to look Intensely at the s k i l l s 

required of occupants of departmental and top l e v e l executive o f f i c e s where adminis­

t r a t i v e s k i l l s should predominate. And much of our early research dealt with the 

problems of the supervisor of highly engineered assembly l i n e s of either white 

or blue c o l l a r workers where there was l i t t l e need for f i r s t l i n e supervisors or 

foremen to have administrative and coordinative s k i l l s . I t is noteworthy that the 

s p e c i f i c findings regarding the importance of planning, providing materials for the 

men, and figuring work out ahead of time came from the railroad study where there 

were no routinized or machine dictated work flows. 

E a r l y program Findings: Appraisals of Superiors 

Another early study which I feel contributed markedly to the development of 

t h i s present conceptualization of a trilogy of supervisory competences was one 
3 

r e l a t i n g the Appraisals of Superiors and Attitudes of Their Employees. This study, 

conducted in eight accounting departments of an e l e c t r i c power company, allowed us 

to compare the summary appraisal ratings made by department heads of f i r s t - l i n e 

supervisors with subordinate's perceptions and attitudes toward theee men in the 

middle. 

Each supervisor's appraisal was prepared in writing and agreed to unanimously 

by four department heads (one of whom was the supervisor's immediate boss) after 

there had been a discussion of the supervisor and his work. In t h i s appraisal 

^Mann, F. <;. and Dent, J . K. Appraisals of Supervisors and Attitudes of Their 
Employees jp an E l e c t r i c Power Company. Ann Arbor, Michigan, Survey Research Center, 
1954, 
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conference the supervisor was f i n a l l y given one of s i x evaluations ranging from 
"Immediately Promotable" to " U n s a t i s f a c t o r y , " As a p a r t o f another study, we asked 
the employees under these supervisors to f i l l out a lengthy questionnaire about t h e i r 
p e r c e p t i o n s and s a t i s f a c t i o n s i n the work s i t u a t i o n . Most o f the questions regarding 
the supervisor d e a l t w i t h h i s human r e l a t i o n s s k i l l s . 

We then analyzed these two bodies of data t o see the extent of agreement between 

the evaluations made of f i r s t - l i n e s uperiors by t h e i r department heads and the 

" e v a l u a t i o n s " made o f these same superiors by the employees i n t h e i r work groups. 

The f i n d i n g s i n d i c a t e d t h a t there was a good deal of agreement I n these evaluations 

f o r the very e f f e c t i v e and the l e a s t e f f e c t i v e supervisors. For a few of the ques* 

t i o n s asked of the employees, l i k e "How f r e e do you f e e l to discuss personal problems 

w i t h your sup e r i o r , " there was a d i r e c t and o r d e r l y r e l a t i o n s h i p between the percent 

who answered "very f r e e " and the a p p r a i s a l c l a s s i f i c a t i o n given these supervisors by 

t h e i r department heads. To be s p e c i f i c i n t h i s case, 54 percent of the employees 

under supervisors r a t e d as "Immediately Promotable" said they f e e l "very f r e e " t o 

discuss personal problems w i t h t h e i r supervisor, 44 percent of those under "Promotable 

s a i d t h i s , 34 percent under those r a t e d " S a t i s f a c t o r y Plus," 30 percent under those 

appraised as " S a t i s f a c t o r y , " 27 percent under those r a t e d by management as "Question­

a b l e , " and only 19 percent o f the employees under the supervisors r a t e d as "Unsatis­

f a c t o r y " said they f e l t "very f r e e " t o discuss personal problems w i t h t h e i r supervisor 

For many questions, l i k e the general summary question of "How good i s your 

supervisor i n handling people," t h i s r e l a t i o n s h i p was not so c l e a r - c u t . Employees 

under "Promotable" supervisors f r e q u e n t l y gave a less favorable (though not s t a t i s ­

t i c a l l y s i g n i f i c a n t ) r e p o r t than the employees under " S a t i s f a c t o r y Plus," One day, 

a f t e r we had found t h a t we could not e x p l a i n t h i s d i s c o n t i n u i t y by any o f the other 

v a r i a b l e s we had measured i n the study, we were discussing t h i s anomaly w i t h the 

company's general accountant. He said w i t h o u t h e s i t a t i o n , " I can probably give you 

a lead t o t h a t . That 'Promotable 1 group i s comprised of supervisors who are 

accountants and a c t u a r i e s , t e c h n i c a l l y v e r y competent and whom we expect to 
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promote to higher jobs l a t e r a f t e r they have learned to deal w i t h people b e t t e r . The 

' S a t i s f a c t o r y p l u s 1 group, on the other hand, are very s k i l l e d i n d e a l i n g w i t h em­

ployees, but who do not yet have the t e c h n i c a l and p r o f e s s i o n a l t r a i n i n g required 

f o r promotion to the next l e v e l of jobs here where s p e c i a l i z e d knowledge i s so 

i m p o r t a n t . " The i m p l i c a t i o n s of t h i s discussion f o r my t h i n k i n g about the importance 

of recognizing the t e c h n i c a l component of a supervisor's r o l e i s obvious. 

These f i n d i n g s , together w i t h a b r i e f experience w i t h John R. P. French, J r . 

and Clayton H i l l of teaching graduate students i n a business school course on 

a d m i n i s t r a t i o n leadership aboutthe d i f f e r e n c e between man-to-man, man-to-small 

group, and man-to-total-organization-—system s k i l l s , combined to emphasize the 

importance of beginning to i n v e s t i g a t e more s y s t e m a t i c a l l y the t e c h n i c a l , human 

r e l a t i o n s , and a d m i n i s t r a t i v e classes of s k i l l s . 

The Study of Supervision i n Two Power Plants 

The f i r s t o p p o r t u n i t y t h a t occurred to use t h i s new o r i e n t a t i o n was i n a study 
4 

o f two power plants as prototypes of the more automated p l a n t s of the f u t u r e . 

Among other questions concerning foreman p r a c t i c e s , the power p l a n t workers were 

asked to evaluate t h e i r formen-on the three dimensions of competence. A f t e r a good 

deal of e x p l o r a t o r y i n t e r v i e w i n g to i d e n t i f y more s p e c i f i c a l l y the kinds of know­

ledge o r behavior being considered, we wrote, pretested^ and used three question as 

a p a r t of a l a r g e b a t t e r y of items about d i f f e r e n t aspects of the jobs. These 

questions were: 

How w e l l does your foreman know the t e c h n i c a l side of h i s j o b — t h e 

operation and maintenance of the equipment f o r which he i s 

responsible? 

How w e l l does your foreman do the a d m i n i s t r a t i v e side of h i s j o b — 

by t h i s we mean planning and scheduling the work, i n d i c a t i n g 

c l e a r l y when work i s to be f i n i s h e d , assigning the r i g h t job 

to the r i g h t man, i n s p e c t i n g and f o l l o w i n g up on the work t h a t 

- i s done, e t c . ? 
'Hlann, F.C. and Hoffman, L.R. Automation and the Worker: A Study of Social 

rhangp i n Power Pi antq M P U Vnrfc• Henrv Holt and Company, 1960. 



How w e l l does your foreman do the human r e l a t i o n s side o f his j o b -

g e t t i n g people to work w e l l together, g e t t i n g i n d i v i d u a l s to 

do the best they can,, g i v i n g r e c o g n i t i o n f o r good work done, 

l e t t i n g people know where they stand, etc.? 

For each of these questions the respondents were asked to answer i n terms of one of 

f i v e a l t e r n a t i v e s v a r y i n g from "He handles these parts of h i s job extremely w e l l " 

through " F a i r l y W e l l " to "Does not handle these parts of h i s j o b a t a l l w e l l . " 

The f i r s t question we wanted to answer was whether the respondents were able 

to d i f f e r e n t i a t e among the three areas of competence. Zero order product moment 

c o r r e l a t i o n s ranged from .5 c o r r e l a t i o n s between t e c h n i c a l and human r e l a t i o n s 

s k i l l s i n the two plants to ,7 c o r r e l a t i o n s between a d m i n i s t r a t i v e and human 

r e l a t i o n s s k i l l s . These suggested t h a t the nonsupervisory men were d i s t i n g u i s h i n g 

most c l e a r l y between t e c h n i c a l and human r e l a t i o n s s k i l l s of t h e i r supervisors 

and l e a s t between a d m i n i s t r a t i v e and human r e l a t i o n s s k i l l s . P a r t i a l c o r r e l a t i o n s 

bet-ween each of the p a i r s of s k i l l s h o l d i n g t he t h i r d constant confirmed t h i s . The 

p a r t i a l c o r r e l a t i o n s between t e c h n i c a l and human r e l a t i o n s s k i l l s f o r the two pl a n t 

were .2 and .1 and were s i g n i f i c a n t l y lower than the other two corresponding 

p a r t i a l c o r r e l a t i o n s . The p a r t i a l s between a d m i n i s t r a t i v e and human r e l a t i o n s were 

.56 f o r both p l a n t s ; the p a r t i a l s f o r t e c h n i c a l and a d m i n i s t r a t i v e i n the order of 

Having established t h a t the men i n these p l a n t s were d i s t i n g u i s h i n g most 

c l e a r l y between the t e c h n i c a l and human r e l a t i o n s s k i l l s of t h e i r supervisors, the 

second question we wanted to answer was which of these classes of s k i l l s were most 

im p o r t a n t . Since these two plants were h i g h l y i n t e g r a t e d systems and moreover one 

of t h e p l a n t s was new and even more automated t e c h n o l o g i c a l l y , we found we could 

not o b t a i n any comparable "hard c r i t e r i a " — l i k e operating or e f f i c i e n c y s t a t i s t i c s -

by work groups to assess the importance of the d i f f e r e n t supervisory s k i l l s . The 

one c r i t e r i o n of supervisory e f f e c t i v e n e s s which was a v a i l a b l e t o us was the s a t i s ­

f a c t i o n o f the men w i t h t h e i r immediate supervisors. As a part of our b a t t e r y of 

que s t i o n s , each man had been asked, "Taking a l l things i n t o c o n s i d e r a t i o n , how 
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s a t i s f i e d are you w i t h your immediate supervisor." We used t h i s . 

Zero-order c o r r e l a t i o n s between the worker's perceptions of his supervisor's 

competencies and the worker's o v e r a l l s a t i s f a c t i o n w i t h h i s supervisor again ranged 

from the upper f i f t i e s t o .76. Again the st o r y was i n the p a r t i a l c o r r e l a t i o n s . 

When each of the s k i l l s was c o r r e l a t e d w i t h s a t i s f a c t i o n , holding the e f f e c t of the 

o t h e r s k i l l s constant, we found t h a t the men's perceptions of t h e i r foreman's human 

r e l a t i o n s s k i l l s were more d e f i n i t e l y associated w i t h t h e i r s a t i s f a c t i o n w i t h h is 

s u p e r v i s i o n than the men's perceptions of the formen's tec h n i c a l s k i l l o r administra­

t i v e competence. I n both plant s , t h e p a r t i a l c o r r e l a t i o n between perceived human 

r e l a t i o n s competence and employee s a t i s f a c t i o n w i t h h i s supervisor was s i g n i f i c a n t l y 

g r e a t e r tban the p a r t i a l c o r r e l a t i o n between the perceived t e c h n i c a l competence and 

employee s a t i s f a c t i o n . Using the c r i t e r i o n o f employee s a t i s f a c t i o n w i t h supervisors 

as the measure of e f f e c t i v e n e s s , the most important f u n c t i o n of the supervisor was 

h i s a b i l i t y t o deal w i t h his subordinates as human beings rather than h i s a b i l i t y to 

handle t e c h n i c a l equipment. And the r e l a t i v e importance o f these two f a c t o r s seemed 

to have been the same f o r the supervisors i n both the more automated and the older 

p i a n t . 

I n a d d i t i o n to the t r i l o g y questions, our questionnaire asked f o r i n f o r m a t i o n 

about how the men saw or evaluated t h e i r foremen i n terms o f 30 other s p e c i f i c super­

v i s o r y behaviors. Some s p e c i f i c questions d e a l t w i t h b i t s of behavior t h a t you 

co u l d be r e l a t i v e l y c e r t a i n would be c h a r a c t e r i s t i c o f a supervisor wbo was competent 

i n human r e l a t i o n s s k i l l s — h o w considerate he i s o f men's f e e l i n g s , whether he 

recognized good work by p r a i s i n g s i n c e r e l y and thoroughly, etc. Other items 

c o u l d be c h a r a c t e r i s t i c of supervisors who were competent i n both t e c h n i c a l and 

human r e l a t i o n s s k i l l s — o r i n perhaps only t e c h n i c a l — o r n e i t h e r . 

Since the men had been l e a s t c l e a r i n d i s t i n g u i s h i n g a d m i n i s t r a t i v e from human 

r e l a t i o n s and t e c h n i c a l s k i l l s , we decided t o see whether the men saw these s p e c i f i c 

supervisory behaviors as p r i m a r i l y r e l a t e d t o the human r e l a t i o n s or t e c h n i c a l com­

petence of t h e i r supervisor. P a r t i a l c o r r e l a t i o n s , p a r t i a l i n g out the e f f e c t s of f i r s t 
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huraan r e l a t i o n s and then t e c h n i c a l competence, showed t h a t 13 of our s p e c i f i c super­
v i s o r y behavior items were p r i m a r i l y associated w i t h the men's perception o f t h e i r 
supervisor's human r e l a t i o n s s k i l l s . Taken as a whole, these items suggested t h a t 
t h e foreman w i t h whom employees were most s a t i s f i e d was the man who considered them 
as i n d i v i d u a l s , both i n his r e l a t i o n s t o them on the job and i n seeing t h a t they 
got ahead i n the o r g a n i z a t i o n . 

A second group of f i v e s p e c i f i c supervisory behaviors, r e l a t e d t o both human 

r e l a t i o n s and t e c h n i c a l competence, suggested t h a t some supervisory behaviors serve 

a dual f u n c t i o n . These behaviors as a class appeared to be task f a c i l i t a t i n g . 

However they required the foreman to d i s p l a y a c e r t a i n degree of understanding f o r 

the worker as a man, as w e l l as knowledge about the te c h n i c a l aspects of the j o b . 

Our hypothesis was these would be most h i g h l y r e l a t e d t o a c r i t e r i o n of p r o d u c t i v i t y -

i f we had had one. Our assumption was t h a t p r o d u c t i v i t y would be gained by a f o r e ­

man's c o n s i d e r a t i o n o f h i s employees i n the way he imported his t e c h n i c a l knowledge 

t o them. 

The remainder o f the s p e c i f i c supervisory behaviors were unrelated t o e i t h e r 

the foreman's t e c h n i c a l or human r e l a t i o n s competence or were not c o n s i s t e n t l y 

r e l a t e d t o one or the other o f these two competences i n both p l a n t s . This analysis 
been 

of s p e c i f i c behaviors i n d i c a t e d t h a t our research had/focused p r i m a r i l y on the 

human r e l a t i o n s s k i l l s of the supervisory r o l e . 

I n summary, t h i s f i r s t study using the t r i l o g y of supervisory s k i l l s 

i n d i c a t e d t h a t (1) nonsupervisory men i n power plants were d i s t i n g u i s h i n g most 

c l e a r l y between the t e c h n i c a l and human r e l a t i o n s s k i l l s of t h e i r s u p e r i o r s , (2) 

the men's o v e r a l l s a t i s f a c t i o n w i t h t h e i r supervisor was p r i m a r i l y r e l a t e d t o t h e i r 

perceptions o f h i s human r e l a t i o n s s k i l l s , and (3) our questions about the s p e c i f i c 

behaviors o f supervisors were focused p r i m a r i l y on the human r e l a t i o n s dimension o f 

t h e leadership r o l e . 

S u p e r v i s i o n at D i f f e r e n t Levels i n Community General Hospitals 

The n e x t . o p p o r t u n i t y we had to c o n t r i b u t e f u r t h e r e m p i r i c a l l y t o the b u i l d i n g 
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of our conceptual framework regarding t h i s r o l e of the supervisor came when we under­

took a study o f the a d m i n i s t r a t i v e problems i n the community general h o s p i t a l , ^ i n 

our study o f ten short-stay h o s p i t a l s w i t h from 100 to 350 beds, the set of three 

questions regarding supervisory competences was asked of f i v e groups of respondents 

i n each h o s p i t a l : the ad m i n s t r a t i v e department heads, supervisory nurses, nonsuper-

v i s o r y r e g i s t e r e d nurses, p r a c t i c a l nurses, and lab o r a t o r y and X-ray technicians. 

As i n the power p l a n t study, the respondents were asked f i r s t to i n d i c a t e the name 

of t h e i r immediate supervisor, and then t o answer the t r i l o g y questions along w i t h 

o t h e r s about how they saw t h i s person's s u p e r v i s i o n . 

Simple analyses, comparing the percentages f o r the ten h o s p i t a l s combined w i t h 

those from the power p l a n t s , i n d i c a t e d t h a t a l l groups of respodents i n the 

h o s p i t a l s perceived t h e i r supervisors as handling the three classes of s k i l l s b e t t e r 

than the men i n the power p l a n t s saw t h e i r foremen handling t h e i r three classes of 

s k i l l s . Moreover, every group i n the h o s p i t a l evaluated t h e i r supervisors higher 

on t e c h n i c a l s k i l l than on admin s t r a t i v e s k i l l than on human r e l a t i o n s s k i l l . 

(There had been no c l e a r o r d e r i n g r e l a t i o n s h i p among these three i n the f i r s t study.) 

The f i n d i n g s from the nonsupervisory r e g i s t e r e d nurses f o r the ten h o s p i t a l s 

combined i s i l l u s t r a t i v e of the p a t t e r n of responses found i n the answers from the 

o t h e r groups and l e v e l s i n the h o s p i t a l . Eight out of ten (81 percent) of these 

nurses perceived t h e i r immediate supervisor as handling the t e c h n i c a l r o l e of the 

job extremely w e l l or very w e l l , 72 percent as handling the admin s t r a t i v e side 

e q u a l l y w e l l , and 68 percent perceive the supervisor as handling the human r e l a t i o n s 

s ide e q u a l l y w e l l . The d i f f e r e n c e s among the groups i n how h i g h l y they evaluated 

t h e i r supervisor's s k i l l s were not very great w i t h the exception of the technicians. 

The personnel i n the l a b o r a t o r i e s and X^ray was a good deal more c r i t i c a l about the 

a d m i n i s t r a t i v e 

^Georgopoulos, B. S. aud Mann, F. C, The Community General H o s p i t a l . New 
York: The Macmillan Company, 1962. 
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and human r e l a t i o n s s k i l l s o f t h e i r immediate sup e r i o r s . 

Having established t h a t the occupants o f the supervisory o f f i c e s i n these ten 

h o s p i t a l s were ge n e r a l l y seen by subordinates as strongest on technical s k i l l and 

weakest on human r e l a t i o n s s k i l l , we then looked at the question of how i n t e r r e l a t e d 

the t h r e e s k i l l s were. Simple rank-order c o r r e l a t i o n s across the ho s p i t a l s showed 

t h a t t h e three s k i l l s were h i g h l y and s i g n i f i c a n t l y r e l a t e d to one another, w i t h 

only an occasional exception. I n general these simple c o r r e l a t i o n s , using h o s p i t a l s 

r a t h e r than i n d i v i d u a l s as the u n i t of a n a l y s i s , showed t h a t t e c h n i c a l and human 

r e l a t i o n s s k i l l s were the l e a s t c l o s e l y r e l a t e d and te c h n i c a l and a d m i n i s t r a t i v e 

s k i l l s were the most c l o s e l y r e l a t e d . A d m i n i s t r a t i v e and human r e l a t i o n s s k i l l s 

occupied an intermediate p o s i t i o n . 

Of p a r t i c u l a r importance i n the development of our t h e o r e t i c a l t h i n k i n g was the 

f a c t t h a t we found the r e l a t i o n s h i p among the three s k i l l s tending to vary from one 

l e v e l o f supervision to another. From both simple rank-order and simple tau-corre-

l a t i o n s , the three s k i l l s were found most h i g h l y i n t e r r e l a t e d when using data from 

the p r a c t i c a l nurses, and the l e a s t h i g h l y r e l a t e d when using data from the t e c h n i ­

cians and department heads about t h e i r supervisors. Looking at the r e l a t i o n s h i p 

among the three s k i l l s based on data from the three nursing groups, we found t h a t the 

r e l a t i o n s h i p between t e c h n i c a l and human r e l a t i o n s s k i l l s decreased as we moved up 

the h i e r a r c h a r y , i . e., going from p r a c t i c a l , through r e g i s t e r e d , to supervisory 

nurses, and the same tren d tended to be t r u e f o r the r e l a t i o n s h i p between t e c h n i c a l 

and a d m i n i s t r a t i v e s k i l l s . 

We then i n v e s t i g a t e d how c l e a r l y each of the three s k i l l s i s diatingushed i n 

the h o s p i t a l as an o r g a n i z a t i o n . I n s p i t e of the l i m i t a t i o n s o f a population of 

only t e n h o s p i t a l s we computed p a r t i a l t a u - c o r r e l a t i o n s among the three supervisory 

s k i l l s f o r each group. While you can not compute p a r t i a l Rho-correlations w i t h an 

N as small as t e n , you can compute p a r t i a l taus. There are no t e s t s of s i g n i f i c a n c e 

f o r t h e l a t t e r , o f course. The f i n d i n g s from t h i s computation i n d i c a t e d t h a t ; 
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1. When the e f f e c t s o f a d m i n i s t r a t i v e s k i l l are held constant, the r e l a t i o n ­
ship between t e c h n i c a l and human r e l a t i o n s s k i l l s i n the ten ho s p i t a l s i s 
very small f o r each supervisory l e v e l . The p a r t i a l tau f o r the department 
heads was .15, f o r the t e c h n i c i a n s — . 0 1 , f o r the supervisory nurses .07, 
and .33 and .30 f o r the r e g i s t e r e d and p r a c t i c a l nurses, r e s p e c t i v e l y . 

2. When the e f f e c t s o f t e c h n i c a l s k i l l are e l i m i n a t e d , the r e l a t i o n s h i p between 

human r e l a t i o n s and a d m i n i s t r a t i v e s k i l l s i s small to moderate--ranging 

from .15 f o r department heads to .51 f o r supervisory nurses. 

3. When the e f f e c t s o f human r e l a t i o n s s k i l l s are removed, the r e l a t i o n s h i p 

between t e c h n i c a l and a d m i n i s t r a t i v e s k i l l s i s moderate t o hi g h , ranging 

from .42 t o .72. 

By l e v e l or group, the p a r t i a l taus suggest t h a t : 

1. Department heads most c l e a r l y d i s t i n g u i s h between t e c h n i c a l and human 

r e l a t i o n s , and human r e l a t i o n s and a d m i n i s t r a t i v e s k i l l s , and the le a s t 

between t e c h n i c a l and a d m i n i s t r a t i v e s k i l l s . 

2. Laboratory and X-ray technicians and supervisory nurses d i s t i n g u i s h the 

most c l e a r l y between t e c h n i c a l and human r e l a t i o n s s k i l l s . 

3. The nonsupervisory r e g i s t e r e d nurses, the most c l e a r l y between the human 

r e l a t i o n s and a d m i n i s t r a t i v e s k i l l s o f t h e i r superiors, 

4. As i n the case of the simple c o r r e l a t i o n a l analyses, the p r a c t i c a l nurses 

were the l e a s t d i s c r i m i n a t i n g of the f i v e groups. However, t h e i r greatest 

d i s c r i m i n a t i o n was between t e c h n i c a l and human r e l a t i o n s s k i l l s . 

As i n the case of the power p l a n t study, the next question we wanted t o ascer­

t a i n was how each of these three s k i l l s of supervisory personnel i n the ho s p i t a l s 

r e l a t e d t o the s a t i s f a c t i o n of subordinates w i t h supervision. Again we used a 

summary question regarding s a t i s f a c t i o n w i t h the immediate supervisor: "Taking a l l 

t h i n g s i n t o c o n s i d e r a t i o n , how s a t i s f i e d are you w i t h your immediate supervisor?" 

As might be expected, simple c o r r e l a t i o n s i n d i c a t e d t h a t each of the three s k i l l s was 

p o s i t i v e l y and s i g n i f i c a n t l y r e l a t e d t o the s a t i s f a c t i o n of subordinates w i t h t h e i r 
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s u p e r v i s o r s . This held f o r a l l groups except the p r a c t i c a l nurses — the group that 
d i s t i n g u i s h e d l e a s t w e l l among these s k i l l s . Again the s t o r y was i n the p a r t i a l 
c o r r e l a t i o n s , and again we had to use p a r t i a l taus because of the small number o f 
org a n i z a t i o n s being used. 

The f i n d i n g s from t h i s analysis i n d i c a t e d that'when the e f f e c t s of the second 

and t h i r d s k i l l s are p a r t i a l l e d out s t a t i s t i c a l l y t h a t : 

1 . Technicians' s a t i s f a c t i o n w i t h t h e i r supervisors i s p r i m a r i l y 

associated w i t h the tech n i c i a n s ' perceptions of the supervisor's 

t e c h n i c a l (.54) and human r e l a t i o n s s k i l l s (.56). 

2. Supervisory nurses' s a t i s f a c t i o n w i t h t h e i r immediate supervisors 

i s p r i m a r i l y r e l a t e d to t h e i r perception of t h e i r superior's 

human r e l a t i o n s s k i l l s . (.71). 

3. Department heads' s a t i s f a c t i o n w i t h t h e i r immediate supervisor 

(the a d m i n i s t r a t o r ) i s p r i m a r i l y r e l a t e d t o t h e i r perception 

of h is a d m i n i s t r a t i v e s k i l l . (.73) 

For t h e other g r o u p s — t h e r e g i s t e r e d nurses and the p r a c t i c a l n u r s e s — s a t i s f a c t i o n 

w i t h t h e superior was not h i g h l y r e l a t e d t o any one or combination of t h e i r super­

v i s o r ' s s k i l l i n d e a l i n g w i t h the tasks, the people, or the o r g a n i z a t i o n . 

The most important f i n d i n g s here i n terms of our framework regarding the r o l e 

o f t he supervisor i n formal o r g a n i z a t i o n were t h a t t e c h n i c a l and human r e l a t i o n s 

s k i l l s of the supervisor tended t o be the most h i g h l y r e l a t e d to s a t i s f a c t i o n w i t h 

the supervisor f o r the lower l e v e l l a b o r a t o r y and X-ray groups, and a d m i n i s t r a t i v e 

s k i l l s ( w i t h human r e l a t i o n s s k i l l s only a poor second) were p r i m a r i l y r e l a t e d to 

s a t i s f a c t i o n f o r the top l e v e l group i n the h o s p i t a l — t h e department heads. 

I n summary then, the f i n d i n g s from f i v e d i f f e r e n t groups and several d i f f e r e n t 

l e v e l s I n the h o s p i t a l study suggested t h a t the mix of supervisory s k i l l s v a r i e d by 

l e v e l and t h a t d i f f e r e n t s k i l l s or s k i l l - m i x e s were r e l a t e d to our s a t i s f a c t i o n - w i t h -

t h e - s u p e r v i s o r c r i t e r i o n . 



^24-

Supervision During a Change-Over To E l e c t r i c Data Processing Equipment 

Observations and measures taken during a study o f the o r g a n i z a t i o n a l t u r m o i l 

i n v o l v e d i n a change-over to e l e c t r i c data processing equipment gave us a chance 

to c o n t r i b u t e another dimension t o our t h i n k i n g about-this r o l e o f the supervisor^ ^ 

T h i s was the dimension of t i m e . As we observed over a period of f o u r years the 

problems faced by the d i f f e r e n t l e v e l s of supervisors i n the accounting department 

of a l a r g e e l e c t r i c company as these men d i r e c t e d the major r e o r g a n i z a t i o n required 

f o r the t r a n s i t i o n from IBM 400 series equipment through 650's to a 705, we came 

to f e e l t h a t . s u p e r i o r s had to be able t o draw upon d i f f e r e n t combinations o f s k i l l s 

at d i f f e r e n t times. During such a long p e r i o d o f change, d i f f e r e n t combinations of 

the three s k i l l s appeared t o be r e q u i r e d a t d i f f e r e n t l e v e l s i n the o r g a n i z a t i o n at 

the same time, and o f the same supervisors at d i f f e r e n t times. I n general, there 

seemed to be a s h i f t i n emphasis from human r e l a t i o n s to t e c h n i c a l and a d m i n i s t r a t i v e 

s k i l l , and back again to human r e l a t i o n s s k i l l s a t the end o f the t r a n s i t i o n period. 

When the o r g a n i z a t i o n was r e l a t i v e l y s t a b l e before the change-over s t a r t e d , the 

supervisors seemed to be drawing h e a v i l y upon t h e i r a b i l i t i e s t h a t insured organiza­

t i o n a l maintenance and e f f e c t i v e human r e l a t i o n s . By c o n t r a s t , the t r a n s i t i o n a l 

p e r i o d placed heavy demands on the supervisors' t e c h n i c a l and c o g n i t i v e s k i l l s . The 

problems of the t r a n s i t i o n p e r i o d were b a s i c a l l y t e c h n i c a l and a d m i n i s t r a t i v e , and 

o n l y these kinds of s k i l l and knowledge could solve them. Human r e l a t i o n s s k i l l s 

were not unimportant, but the job o f l a y i n g out o p e r a t i o n a l l y f e a s i b l e plans f o r 

complex changes i n the accounting systems demanded competences other than human 

r e l a t i o n s . Superiors w i t h o u t adequate resources i n a l l three s k i l l components 

found t h e i r jobs extremely d i f f i c u l t at d i f f e r e n t periods during the t r a n s i t i o n . 

As we followed the change through d i f f e r e n t periods of the change-over, we f e l t 

t h a t we could d i s c e r n the movement of demand f o r d i f f e r e n t types of s k i l l s from one 

l e v e l to another i n an o r g a n i z a t i o n . For example, w i t h the announcement of the 

DMann, F.C. and W i l l i a m s , L.K. "Organizational Impact of White C o l l a r Automation" 
I n Proceedings o f Eleventh Annual Meeting of I n d u s t r i a l Relations Research Associa­
t i o n . Chicago, December, 1958. P u b l i c a t i o n 22, 1959, pp. 55-69. 

'Mann, F.C. and W i l l i a m s , L.K. "Observations on the Dynamics o f a Change to ; 
E l e c t r o n i c Data Processing Equipment." A d m i a i s t r a t i v e Science Q u a r t e r l y , September 
I 9 6 0 , Volume 5, pp. 217 - 256. 
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general plan to change to e l e c t r i c data processing, the top l e v e l s of the management 
were p r i m a r i l y concerned w i t h how t o b.egin t o implement the change a d m i n i s t r a t i v e l y 
and t e c h n i c a l l y , while the lower l e v e l s were concerned w i t h a l l a y i n g the fears t h a t 
employees had regarding what the change held f o r them. As the upper l e v e l s l a i d out 
general o b j e c t i v e s f o r handling the change a d m i n i s t r a t i v e l y and began t o get the 
int e r m e d i a t e and lower l e v e l s of sup e r v i s i o n involved i n t r a n s l a t i n g and implement­
i n g these changes i n t o the t e c h n i c a l work flows of the system, human r e l a t i o n s pro­
blems which could not be f u l l y handled at the lower l e v e l s moved up to the top 
echelons f o r p o l i c y determination. And so on almost c y c l i c a l l y . 

While t h i s type of i n s i g h t i n t o the e f f e c t o f d i f f e r e n t temporal s i t u a t i o n a l 

demands on the s k i l l - m i x of the e f f e c t i v e supervisor came from our anthropological 

observations of the o r g a n i z a t i o n , we were not content t o leave i t at t h a t . There­

f o r e , i n the b a t t e r y of questionnaire items t h a t we gave to t h i s p opulation of 

employees as a f t e r measures on t h i s n a t u r a l f i e l d experiment, we asked the personnel 

to answer the f o l l o w i n g question: 

Thinking back on your experience d u r i n g the change-over, which one o f 

the f o l l o w i n g supervisory q u a l i t i e s was most important to you at the time? 

I t was most important d u r i n g the change over t h a t my super­
v i s o r : (Check one) 

1. Consult our group whenever there was a common problem 

2. Plan and schedule work of our group 

3. Be able to " i r o n o u t " the t e c h n i c a l snags our group •> 

was having t r o u b l e w i t h 

4. Understand each o f the jobs i n our group 

5. L i s t e n to the problems t h a t I and others i n our group had 

Of these f i v e a l t e r n a t i v e s , the f i r s t and l a s t were designed to be concerned w i t h 

human r e l a t i o n s s k i l l s , the t h i r d and f o u r t h t e c h n i c a l s k i l l s , and the second 

r e l a t e d t o a d m i n i s t r a t i v e s k i l l . Since we had only one a l t e r n a t i v e regarding the 

- a d m i n i s t r a t i v e s k i l l area, we focused our a t t e n t i o n i n t h i s analysis on the human 

r e l a t i o n s and t e c h n i c a l s k i l l s of the supervisors. The responses of employees l n 
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each work group were looked a t separately and categorized as t o whether the employees 
considered t e c h n i c a l or human r e l a t i o n s s k i l l s to be the most important. The work 
groups were then d i v i d e d i n t o three classes: 

a. Those c e n t r a l l y involved i n the change 

b. Those m a r g i n a l l y involved i n the change 

c. Those which were e s s e n t i a l l y unaffected by the change 

to e l e c t r i c data processing 

I n the major change work groups the t e c h n i c a l s k i l l of the supervisor was the 

most important; i n the nonchange work groups human r e l a t i o n s s k i l l s were found to 

be the most important. Of the 22 groups most h i g h l y involved i n the change, 

employees i n 17 i n d i c a t e d t h a t t e c h n i c a l s k i l l s were the most important, employees 

i n o n l y 5 groups said t h a t human r e l a t i o n s s k i l l s were the most important. Of the 

12 groups t h a t were only m a r g i n a l l y involved i n the change, one-half i d e n t i f i e d 

t e c h n i c a l as the most important, the other h a l f human r e l a t i o n s s k i l l s . Of the 12 

groups which were not involved i n the change-over, eight stated t h a t human r e l a t i o n s 

s k i l l s were the most important, four t h a t t e c h n i c a l s k i l l s were the most important. 

S t a t i s t i c a l t e s t s i n d i c a t e d t h a t these d i f f e r e n c e s were s i g n i f i c a n t beyond the 

.05 l e v e l . 

While these f i n d i n g s based on measures taken a f t e r the change-over could not 

demonstrate the c y c l i c a l way i n which d i f f e r e n t supervisory s k i l l s appeared to be 

r e q u i r e d a t d i f f e r e n t times i n the conversion, they do provide some co n f i r m a t i o n 

t h a t d i f f e r e n t s k i l l s are needed a t d i f f e r e n t times. I n those areas where the tasks 

were h i g h l y ambiguous and un s t r u c t u r e d , there was apparently a greater demand f o r 

t e c h n i c a l competence on the p a r t of the supervisors. I n the nonchange groups, by 

c o n t r a s t , the human r e l a t i o n s s k i l l s were the most important. 

P a r e n t h e t i c a l l y i t i 6 i n t e r e s t i n g t o note t h a t w i t h i n the major change work 

groups four of the f i v e supervisory u n i t s t h a t i n d i c a t e d t h a t human r e l a t i o n s s k i l l s 

were most important, also described t h e i r supervisor as h i g h l y i n e f f i c i e n t a t human 

r e l a t i o n s . The mean human r e l a t i o n s s k i l l index score f o r t h i s group of supervisors 

was d e f i n i t e l y lower than t h a t of the remaining supervisors i n the major change work 
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groups. This d i f f e r e n c e approached but was not s t a t i s t i c a l l y s i g n i f i c a n t . This 
p a r t i a l f i n d i n g serves to i n d i c a t e t h a t other s k i l l s are not necessarily unimportant 
at any s p e c i f i c period of change. Rather t h a t one o f these three s k i l l s w i l l 
predominate a t any given time i n an o r g a n i z a t i o n . Thus while t e c h n i c a l s k i l l s were 
perhaps h i g h l y important f o r the i n d i v i d u a l s i n these f i v e groups, the f a c t that the 
supervisors were inadequate i n human r e l a t i o n s created problems which r e s u l t e d i n 
employees p e r c e i v i n g the human r e l a t i o n s i n g r e d i e n t as being h i g h l y r e q u i s i t e during 
the change. 

To i n v e s t i g a t e f u r t h e r the importance o f these d i f f e r e n t groups o f s k i l l s at 

d i f f e r e n t times, we examined the r e l a t i o n s h i p between employees' perceptions of t h e i r 

supervisor's t e c h n i c a l and human r e l a t i o n s s k i l l s and the employees' o v e r a l l s a t i s ­

f a c t i o n w i t h t h e i r immediate supervisor. Two groups of employees were i d e n t i f i e d : 

those whose jobs were h i g h l y r e l a t e d t o the new e l e c t r i c data processing system and 

had thus been exposed to a l o t o f change, and those whose jobs were not at a l l r e ­

l a t e d to the new e l e c t r i c data processing system and had thus not been exposed t o 

much change. Findings from both groups i n d i c a t e d t h a t employee s a t i s f a c t i o n w i t h 

t h e i r supervisor i s more h i g h l y associated w i t h t h e i r ' e valuation of h i s human re­

l a t i o n s than! h i s t e c h n i c a l s k i l l . However, s a t i s f a c t i o n w i t h the immediate 

supervisor was more h i g h l y r e l a t e d t o the e v a l u a t i o n o f t e c h n i c a l s k i l l s f o r the 

employees whose jobs were h i g h l y r e l a t e d to the new e l e c t r i c data processing system 

than f o r the employees whose jobs were not at a l l r e l a t e d to the new system. This 

f i n d i n g provides f u r t h e r evidence o f the greater importance of t e c h n i c a l s k i l l s f o r 

supervisors i n a p e r i o d of change. 

I t was on the basis of these f i n d i n g s from observations, semi-structured i n t e r ­

views, and q u a n t i t a t i v e measures around the i n t r o d u c t i o n o f e l e c t r o n i c data pro­

cessing equipment i n the accounting departments t h a t we began to be able to see how 

the s k i l l mix o f A supervisor v a r i e d by time as w e l l as by l e v e l i n an o r g a n i z a t i o n . 

A - t - f l i f f e r e n t •Stages-_jp the' L i f e _ C y c l e o f aiL.Ipd.ustrial_Pl^nt 

To extend f u r t h e r our understanding o f t h i s conceptual approach to leadership 
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i n formal o r g a n i z a t i o n s , we a r * c u r r e n t l y studying the s k i l l mix o f supervisor's a 
three d i f f e r e n t l e v e l s i n s i x power plants which are arranged along a continuum 
from p l a n t s t h a t are new o r j u s t being r e b u i l t t o those t h a t are almost technologi 
c a l l y obsolete and almost ready t o be moth-balled. 

Using the same type o f s i n g l e item questions regarding t e c h n i c a l , human 

r e l a t i o n s , and a d m i n i s t r a t i v e s k i l l s , we have found the f o l l o w i n g a d d i t i o n a l f a c t s 

(1) There i s a d i r e c t r e l a t i o n s h i p between l e v e l and 

the extent t o which subordinates are able to d i s ­

t i n g u i s h between t h e i r supervisor•e t e c h n i c a l -and human 

r e l a t i o n s s k i l l s . The higher the l e v e l , the sharper 

the d i s t i n c t i o n . (The c o r r e l a t i o n between t e c h n i c a l 

and human r e l a t i o n s s k i l l s , w i t h a d m i n i s t r a t i v e 

p a r t i a l l e d o u t , dropping from .30 f o r nonsupervisory 

men to .23 f o r supervisors, and .10 f o r middle 

management.) 

(2) Men i n new pla n t s d i s t i n g u i s h more sharply between 

t h e i r immediate supervisor's t e c h n i c a l and human 

r e l a t i o n s s k i l l s than men i n ol d e r p l a n t s . ( P a r t i a l 

c o r r e l a t i o n s being .17 and .16 i n con t r a s t to p a r t i a l 

c o r r e l a t i o n s i n the upper t h i r t i e s and lower f o r t i e s ) 

(3) Foremen i n new p l a n t s d i s t i n g u i s h t e c h n i c a l from adminis­

t r a t i v e s k i l l s more c l e a r l y than foremen i n older p l a n t s . 

( P a r t i a l c o r r e l a t i o n s being .00 and ,02 i n new plants when 

human r e l a t i o n s s k i l l s are held constant s t a t i s t i c a l l y 

i n c o n t r a s t to c o r r e l a t i o n s i n the f i f t i e s and seventies 

f o r foremen i n ol d e r p l a n t s ) 

(4) The s a t i s f a c t i o n of foremen w i t h t h e i r supervisor's i n 

the new plants i s more h i g h l y r e l a t e d to t h e i r percep-



(4) Continued 

t i o n of t h e i r immediate supervisor's a d m i n i s t r a t i v e 

s k i l l s than his t e c h n i c a l or human r e l a t i o n s s k i l l s . 

(5) Foremen i n the oldest p l a n t are less able than foremen 

i n other p l a n t s to d i s t i n g u i s h between the t e c h n i c a l , 

human r e l a t i o n s , and a d m i n i s t r a t i v e s k i l l s of t h e i r 

immediate superiors I n the f r o n t o f f i c e . 

(6) I n the old e s t plant both the men's and the foreman's 

s a t i s f a c t i o n w i t h t h e i r immediate supervisors i s more 

associated w i t h t h e i r estimate o f his hitman r e l a t i o n s 

s k i l l s than w i t h t h e i r estimate o f his t e c h n i c a l or 

a d m i n i s t r a t i v e s k i l l s . 

I n sum, these f i n d i n g s suggest t h a t i t i s i n the new, more h i g h l y automated 

p l a n t s t h a t men can d i s t i n g u i s h most c l e a r l y between t h e i r foremen's t e c h n i c a l and 

human r e l a t i o n s s k i l l s , t h a t foremen can d i s t i n g u i s h most c l e a r l y between t h e i r 

f r o n t o f f i c e bosses' t e c h n i c a l and a d m i n i s t r a t i v e s k i l l s . I t I s i n the ol d e r p l a n t - -

those about to be shut down and where there i s l i t t l e chance to demonstrate t e c h n i c a l 

or s k i l l s other than human r e l a t i o n s — t h a t foremen can not d i s t i n g u i s h among these 

three s k i l l s , and the s a t i s f a c t i o n of both the foremen and t h e i r men i s most h i g h l y 

associated w i t h the supervisor^ s k i l l s i n d e a l i n g w i t h people as human beings. Thus, 

l a t e i n the l i f e c ycle o f a p l a n t i t seems t h a t human r e l a t i o n s becomes the most im-

p o r t a n t element i n the s k i l l - m i x of s u p e r v i s i o n . 

Recognizing the l i m i t a t i o n of the s i n g l e items i n measuring supervisory competence 

i n t he three areas, the cur r e n t study i n power plants was also designed to allow us 

to c o n s t r u c t m u l t i p l e i t e m i n d i c e s . Three l e v e l s of subordinates were asked not 

only t h e three summary measures but from 17 to 27 a d d i t i o n a l questions about the 

s p e c i f i c behavior and knowledge of t h e i r supervisors. The answers given by each 

l e v e l were f a c t o r analyzed. Three f a c t o r s were I d e n t i f i e d e m p i r i c a l l y -- t e c h n i c a l , 

human r e l a t i o n s , and a d m i n i s t r a t i v e s k i l l -- and items s p e c i f i c to each dimension 

were combined i n t o i n d i c i e s . The t e c h n i c a l s k i l l index contained three items; 
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When one of the men at your l e v e l doesn't know how 

to do a j o b , how f r e q u e n t l y does your immediate 

supervisor have the "job know-how"to e x p l a i n 

how i t i s done? 

How much does your supervisor know about doing each 

of the jobs i n your area? 

How much does your immediate supervisor know about 

the equipment you are responsible for? 

The human r e l a t i o n s s k i l l index contained f i v e items: 

Do you f e e l t h a t your supervisor w i l l go to bat or 

stand up f o r you? 

I n s o l v i n g the job problems, does your supervisor 

g e n e r a l l y t r y to get the ideas and opinions 

of you and the other people a t your level? 

How o f t e n does your immediate supervisor express 

a p p r e c i a t i o n f o r your work? 

How f r e e do you f e e l to discuss important things 

about your job w i t h your supervisor? 

How much help do you f e e l you get from your 

supervisor when you r e a l l y need i t ? 

The a d m i n i s t r a t i v e s k i l l index was made up of three items: 

How f r e q u e n t l y i s work time l o s t because your super­

v i s o r f a i l s t o do the proper scheduling and 

planning? 

How f r e q u e n t l y have you been assigned t o do a job 

only t o f i n d t h a t someone else was also assigned 

to do the very same thing? 

To what extent does your supervisor keep up to date on 

new p o l i c i e s , r u l e s , and regulations? 
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Our f i n d i n g s i n d i c a t e t h a t the highest i n t e r i t e m c o r r e l a t i o n s were found i n the 

t e c h n i c a l s k i l l area, w i t h the human r e l a t i o n s s k i l l area second, and the admini­

s t r a t i v e s k i l l area t h i r d . This was true f o r a l l three l e v e l s of respondents. 

C o r r e l a t i o n s between our s i n g l e summary items and t h e i r respective i n d i c e s i n d i ­

cate t h a t the i n d i v i d u a l item regarding human r e l a t i o n s s k i l l s was more h i g h l y 

c o r r e l a t e d w i t h i t s corresponding m u l t i p l e i t e m index score than f o r e i t h e r 

t e c h n i c a l s k i l l s or a d m i n i s t r a t i v e s k i l l . 

Having established more s e n s i t i v e measures of the three supervisory s k i l l s , 

we are now t u r n i n g to the i n v e s t i g a t i o n of how the s k i l l - m i x of the supervisor, 

as perceived by h i s subordinates, i s r e l a t e d to the supervisor's own r e p o r t of 

h i s work s i t u a t i o n s a t i s f a c t i o n s , h i s w o r r i e s , and h i s h e a l t h complaints. Let 

us look f i r s t a t the analyses t h a t have d e a l t w i t h the f i r s t - l i n e supervisor. 

I n the s i x power plants we found t h a t there were about n i n e t y work groups in which 

we could match the supervisor and h i s employees, and,in which at l e a s t three or 

more of the men had given us evaluations of t h e i r supervisor's three s k i l l s . 

While our i n i t i a l hope had been t o d i v i d e the d i s t r i b u t i o n f o r each s k i l l i n t o 

t h i r d s -- high, middle, and low -- w i t h only n i n e t y work groups i t was not possible 

to use such a h i g h l y complex ana l y s i s design and s t i l l t e s t the s i g n i f i c a n c e of 

our f i n d i n g s s t a t i s t i c a l l y . Drawing on our' knowledge t h a t nonsupervisory employees 

d i s t i n g u i s h most c l e a r l y between t h e i r supervisor's t e c h n i c a l and human r e l a t i o n s 

s k i l l s and are not as able to i d e n t i f y a d m i n i s t r a t i v e s k i l l s , we have concentrated 

our f i r s t i n v e s t i g a t i o n s a t t h i s l e v e l on the f a c t o r s associated w i t h d i f f e r e n t 

mixes of t e c h n i c a l and human r e l a t i o n s s k i l l s . Five groups of f i r s t - l i n e super­

v i s o r s were established by d i v i d i n g t h e i r men's evaluations of them on each of 

these two s k i l l areas i n t o t h i r d s . Three of these groups have cons i s t e n t 

r a t i n g s -- the same rank i n the two s k i l l areas, i . e . , high on both, medium on 
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b o t h , or low on both; two of the groups are made up of supervisors w i t h inconsis­
t e n t r a t i n g s ; i . e . , higher on t e c h n i c a l than human r e l a t i o n s s k i l l s or higher on 
human r e l a t i o n s than t e c h n i c a l s k i l l s . The f i v e patterns and the number o f 
supervisors i n each are shown below: 

S k i l l - M i x Pattern Number of Supervisors 

High - h i g h 20 

Medium - medium 21 

Low - low 10 

Human r e l a t i o n s 

higher than 

t e c h n i c a l 16 

Technical higher 

than human 

r e l a t i o n s 21 

T o t a l 89 

A n a l y s i s of variance t e s t s showed that these groups d i d not d i f f e r s i g n i f i c a n t l y 

on such background c h a r a c t e r i s t i c s as age, education, or length of service as a 

superv i s o r . D i f f e r e n t groups d i d , however, d i f f e r markedly from one another w i t h 

respect to how the foremen themselves saw t h e i r work s i t u a t i o n , how s a t i s f i e d they 

were w i t h d i f f e r e n t aspects of i t , what kinds of things these foremen were worry­

ing about, and what they had to say about t h e i r own h e a l t h complaints. I t w i l l 

not be possible to show w i t h i n the l i m i t a t i o n s of t h i s chapter how each of these 

groups d i f f e r e d from the other, but broad p a t t e r n s of r e s u l t s can be given. We 

w i l l focus p a r t i c u l a r l y on three of these key p a t t e r n s . 
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The High-High Pattern. F i r s t - l i n e supervisors evaluated by the men i n t h e i r 

work groups as being high on both t e c h n i c a l and human r e l a t i o n s s k i l l s are d i f ­

f e r e n t from supervisors i n one or another o f the other groups i n t h a t they 

. . . are less s a t i s f i e d w i t h t h e i r immediate supervisor e s p e c i a l l y h i s 

a d m i n i s t r a t i v e s k i l l s , and 

. . . are less s a t i s f i e d i n general w i t h the men who are t h e i r superiors 

i n the f r o n t o f f i c e of the p l a n t . 

They have a higher e v a l u a t i o n of how w e l l t h e i r work group does i n comparison 

w i t h other s i m i l a r work groups i n g e t t i n g the job done. 

They do not f e e l i n the middle between the workers and top management. 

They worry less t h a t a problem might come up th a t they would not be able t o 

handle. 

And they worry less about t h e i r job m o b i l i t y -- about " f a i l u r e t o get 

ahead" or being " i n a r u t . " 

They have fewer h e a l t h complaints i n general. 

S p e c i f i c a l l y by t h e i r own r e p o r t they are less troubled w i t h 

. . . insomnia - nervousness 

. . . cardiac awareness 

. . . gas-acid stomach and u l c e r t r o u b l e 

. . . s t i f f n e s s and a r t h r i t i s . 

The Technical Higher Than Human Relations P a t t e r n . Supervisors evaluated as 

longer on t e c h n i c a l than human r e l a t i o n s s k i l l s by t h e i r subordinates are d i f ­

f e r e n t from other supervisors i n t h a t they --
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. - . are g e n e r a l l y less s a t i s f i e d w i t h 

t h e i r promotional o p p o r t u n i t i e s 

t h e i r present wages 

the job i t s e l f 

the t r a i n i n g they have had f o r t h e i r job 

but they are more s a t i s f i e d w i t h t h e i r superiors i n the f r o n t o f f i c e 

of the p l a n t . 

They are c l e a r l y d i s t i n g u i s h e d i n f e e l i n g i n the middle between the workers 

and top management and being bothered by i t . 

They score high on a scale designed to measure propensity to take r i s k s . 

T h e ir worries are mostly concerned w i t h what they perceive to be t h e i r 

f a i l u r e to get ahead and they f e e l i n a r u t . 

They score high on measures of insomnia and nervousness and on cardiac 

awareness. 

The Human Relations Higher Than Technical Pattern. Supervisors perceived 

by t h e i r men as being more competent on human r e l a t i o n s than on the technical 

dimensions of t h e i r jobs are d i f f e r e n t from other supervisors i n t h a t they --

. . . are g e n e r a l l y more s a t i s f i e d w i t h 

the t r a i n i n g they have had f o r t h e i r job 

t h e i r immediate supervisor e s p e c i a l l y h i s a d m i n i s t r a t i v e s k i l l s 

the men who are t h e i r s u p e r i o r s i n the f r o n t o f f i c e of the p l a n t -

i n a l l three s k i l l areas 

how w e l l t h e i r p l a n t i s managed i n general. 

They do not f e e l i n the middle between the workers and top management. 

They score low on our measure of r i s k t a k i n g propensity. 
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They worry about t h e i r job performance 

-- whether they can do what i s expected of them 

-- whether they can handle a problem t h a t might come up 

-- about how good a job they are doing. 

Moreover they worry more o f t e n about the p o s s i b i l i t y of l o s i n g t h e i r job. 

They also complain more f r e q u e n t l y about c e r t a i n aspects of t h e i r h e a l t h , 

p a r t i c u l a r l y 

-- insomnia and nervousness 

-- s t i f f n e s s and a r t h r i t i s 

I n t h i s l a t t e r respect they are markedly d i f f e r e n t from other groups. 

The Other Two Congruent Patterns: Medium-medium and Low-low. The supervisors 

evaluated as having t e c h n i c a l and human r e l a t i o n s s k i l l s w i t h i n the middle t h i r d 

of the d i s t r i b u t i o n s f o r these s k i l l s were not markedly d i f f e r e n t from other groups 

of s u p e rvisors. They are more s a t i s f i e d w i t h t h e i r present wages, worry less than 

o t h e r s about the k i n d of a job they are doing or about l o s i n g t h e i r j o b , and gen­

e r a l l y have a lower e v a l u a t i o n of how good t h e i r work group i s i n g e t t i n g the job 

done. In other respects they are not d i f f e r e n t . The p a t t e r n of responses f o r 

the ten supervisors who were rated as low on both sets of s k i l l s suggests they 

are n o t a t a l l s a t i s f i e d w i t h t h e i r wages, t h e i r t r a i n i n g or the men who are t h e i r 

s u p e r i o r s i n the f r o n t o f f i c e of t h e i r p l a n t . They f e e l i n the middle and under 

considerable pressure, are o f t e n i r r i t a t e d and annoyed w i t h the way things are 

g o i n g , and f e e l the men i n t h e i r work group do not understand the problems a 

supervisor has to face. They do not r e p o r t worrying about t h e i r job nor do they 

complain about t h e i r h e a l t h . To f i n d that t h i s l a t t e r group ( t h e low-lows) were 

not w o r r i e d about t h e i r jobs and reported no h e a l t h complaints was s u r p r i s i n g . 

Two hypotheses are possible: (a) these ten men were u n w i l l i n g to admit they had 
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any worries or problems i n t h i s area, or (b) t h a t t h i s small group of supervisors 
knew the company would t o l e r a t e t h e i r inadequacies u n t i l t h e i r retirement. Either 
or both of these hypotheses may have been o p e r a t i v e . 

These f i n d i n g s about how f i r s t - l i n e supervisors w i t h d i f f e r e n t patterns of 

t e c h n i c a l and human r e l a t i o n s s k i l l s i n h i g h l y i n t e g r a t e d plants see and f e e l 

about d i f f e r e n t aspects of t h e i r work s i t u a t i o n s , t h e i r worries and health com­

p l a i n t s provide evidence of how e s s e n t i a l i t i s t o have the c o r r e c t s k i l l - m i x f o r 

a p a r t i c u l a r l e v e l i n an o r g a n i z a t i o n . Supervisors evaluated by t h e i r men as 

being strong on both t e c h n i c a l and human r e l a t i o n s -- probably the i d e a l mix f o r 

foremen at t h i s l e v e l -- f e l t less " i n the middle" regarding problems between 

the workers and top management and were less bothered by being the l i n k i n g pin 

between these two groups. They were less worried about t h e i r job performance and 

t h e i r m o b i l i t y . They had fewer complaints about t h e i r h e a l t h . Supervisors w i t h 

something less than t h i s i d e a l mix of t e c h n i c a l and human r e l a t i o n s s k i l l were 

having problems i n one or several aspects of t h e i r work s i t u a t i o n , were more l i k e l y 

t o be worrying about t h i n g s , or to be r e p o r t i n g t r o u b l e w i t h t h e i r h e a l t h . The 

few foremen who were seen as short on both s k i l l dimensions f e l t i n the middle, 

under considerable pressure, and o f t e n i r r i t a t e d and annoyed a t the way things 

were going. The foremen who were long on t e c h n i c a l and short on human r e l a t i o n s 

s k i l l s f e l t most i n the middle and were most bothered by i t . They were worrying 

about t h e i r f a i l u r e to get ahead and complained of insomnia-nervousness and some 

a n x i e t y about the f u n c t i o n i n g of t h e i r h e a r t . The foremen who were long on human 

r e l a t i o n s and short on t e c h n i c a l s k i l l s , w h i l e not i n d i c a t i n g they f e l t i n the 

middle between the worker and top management, were not b e t t e r o f f than t h e i r 

c o u n t e r p a r t s who had the opposite set of strengths and weaknesses. They were 

c l e a r l y worrying about t h e i r job performance and were uneasy about l o s i n g t h e i r 
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jobs as foremen. They reported they d i d not sleep w e l l , were nervous and tense, 
and more o f t e n had s t i f f n e s s or aching j o i n t s , or muscles and rheumatism or 
a r t h r i t i s . Thus, i t would appear t h a t i t costs an i n d i v i d u a l a good deal t o t r y 
and f u l f i l l the o f f i c e of f i r s t - l i n e supervisor i n a power p l a n t w i t h anything 
l e s s than a high order of both t e c h n i c a l and human r e l a t i o n s s k i l l s . 

These data demonstrate the manner i n which we are now using t h i s conceptual 

approach t o i d e n t i f y d i f f e r e n t groups of supervisors at d i f f e r e n t l e v e l s o f an 

o r g a n i z a t i o n w i t h d i f f e r e n t mixes of s k i l l s and then i n v e s t i g a t i n g how these mixes 

are r e l a t e d to the supervisor's perceptions o f h i s s i t u a t i o n , a t t i t u d e s toward 

v a r i o u s aspects of h i s j o b , and h i s own r e p o r t of h i s p h y s i c a l and mental health. 

S i m i l a r analyses of the r o l e of the second l i n e supervisor and of the key manage­

ment o f f i c e s i n power pl a n t s are now underway. 

SUMMARY 

This chapter presents theory and data from an ongoing sequence of organiza­

t i o n a l f i e l d studies i n which the r o l e of supervisory and a d m i n i s t r a t i v e behavior 

i s b e ing i n v e s t i g a t e d . The s i t e s have included power p l a n t s , community general 

h o s p i t a l s , and accounting and c l e r i c a l u n i t s . The emergent f i n d i n g s suggest the 

usefulness of conc e p t u a l i z i n g the generic r o l e of supervisor as i n t e r l o c k i n g orga­

n i z a t i o n a l f a m i l i e s and i n t e r r e l a t i n g o r g a n i z a t i o n a l o b j e c t i v e s and requirements 

w i t h the needs, goals, and behaviors of the members of h i s u n i t . Three d i f f e r e n t 

classes of s k i l l s seem to be required of supervisors and managers: t e c h n i c a l , 

human r e l a t i o n s , and a d m i n i s t r a t i v e - - s k i l l s concerned w i t h tasks, people, and 

o r g a n i z a t i o n s , r e s p e c t i v e l y . Findings i n d i c a t e t h a t leadership i n the formal 

o r g a n i z a t i o n i s a h i g h l y r e l a t i v e process, w i t h d i f f e r e n t combinations of 

supervis o r y - l e a d e r s h i p s k i l l s and p r a c t i c e s being required a t d i f f e r e n t levels o f 

s u p e r v i s i o n i n the same o r g a n i z a t i o n and a t d i f f e r e n t times i n the l i f e of an 

o r g a n i z a t i o n . 


