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This chapter is essentially a progress report. As the wording of the title

indicates, the ideas being reported are still in the process of being developed and
tested against the reality of managerial and supervisory roles in differeat organilza-
tions. While I will present first the approcach or conceptual framework that some of
ué‘are using in thinking about the leadershin role in formal organizations, and then
go on to describe research findings regarding this way of thinking, I would like to
underscore that the research findings have countributed a good deal more to our theory
in this area than the other way around. Thus, while this statement of our present
thinking and research will be in the generally prescribed and time-honored manner

of going from theory to findings, the findings are actually shaping the theory.

*Chapter in Dutin, Homars, Mann and Miller: "Hours of Work.”" To be published
in 1964 by Chandler Publishing Company, San Francisco, Califormia.

lA number of colleagues have contributed to the development of this orientation

toward organirzational leadership or the bits of evidence that we now have supporting
this approach. These include James K, Dznt, L. Richard Hoffman, Lawreuce K. Williams,
Basil S. Georgopoulos, and Franklin W. Neff. Others coatributing less directly but
importantly to my geneval thinking in this area are John R.P.Freunch, Jr., Robert L.
Kahn, and Rensis Likert. John Erfurt has worked as a close assoclate in the analysis
and testing of these ideas during the year since an earlier draft of this paper was
glven at the American Sociological Association meatings in Washington, D, C., 1962.

Financially this research has been supporred by a series of contracts and grants
from The Detroit Edison Company and the Noiiomal Institutes of Health.,
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A CONCEPTUAL FRAMEWORK

The Organizational Role of Supervisor

To understand the role of supervisor, manager, adwministrator, or leader in a
large complex organization, it is necessdry first to describe briefly some of the
basic elements in the structure and functioning of these complex social systems.
Using the primary concepts of organizational objective, task, office, and work
group or "organizational family," I will identify the concept of supervisor as a
generic term in my thinking about organizations and lay the basis for a discussion
of the nature of this essential organizational role,.

An organization is designed to accomplish sowmething: this is its objective or
purpose. Given the objective, it is possible to plan a division of labor and thus
bring into being a structure of tasks. The most basic unit then, in the development

of the concept of supervisor, is a task or activity that must be performed to accom-

plish an objective of an organization. A task therefore is a set of individual
behaviors which may involve tools or other physical or human objects directed toward
a specific organizational objective. It is a molar unit of behavior that has a
particular duration and setting.

An organizaticnal office is a set of these tasks that are performed by a single

individual. In a very real sense, the office is the "building block" of the
organization in that offices may in turn be pgrouped together to designate first work

groups, departments, and then divisions as units within succeedingly larger functional

areas in the organization. The tasks that are done in separate offices have to

be interrelated if the organization is to accomplish its objective. Whether you
think about an organizational objective which has to be divided and subdivided again
and again to bring both a vertical and horizontal division of labor into being, or
simply in terms of a high degree of specialization of separate tasks, it is clear

that the package of tasks which are performed in each office have to be interrelated
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if the organization is to accomplish its objectives. The greater the specialization,
the greater the need for coordination among organizational offices.

This need brings into existence new tasks and activities of directing, control-
ling, and coordinating. The tasks within a small group of offices are interrelated
and directed by the occupant of a superordinate office. For example, the first-line
supervisor's primary job is to direct the activities of the occupant in offices under
him (subordinates}). The directing of the activities of these supervisors is in
turn coordinated by the occupant of the next higher superordinate office (the depart-
ment head) who has this as one of his primary tasks. The controlling activities of
a group of department heads are in turn coordinated by occupants of the next higher
echelon in the organization. 4 division of labor with its high specialization of
tasks thus brings into existence a vertical structure of offices--key organizational
offices whose occupants have as one of their primary tasks the supervision of the
subordinates immediately under them.

Complex organizations are made up of a large number of relatively small face-

to-face work groups or organizational families, Each of these units has its own

subobjective and sets of specialized tasks to perform. At the same time, the sub-
objectives and activities of each unit are a part of the total objective of the
organization. By design, each of these work units is interlocked with other units
through the activities of the generic office of supervisor. An organizational family
then is defined as a group of offices occupied by a supervisor and his immediate sub-
ordinates in which is lodged the responsibility of meeting a particular subobjective
of the organization by accomplishing a particular subgroup of tasks within the

total division of labor. Structurally, then the organizational role of the super-
visor at any level is primarily one of linking together different parts of the
organizational structure of work groups and integrating the specialized performances

of these units. This is the role on which the entire system depends to achieve and
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maintain unity and coherence. Specifically, at the structural level, the role of
the supervisor entails the following functions: (1) the direction and coordination
of the tasks and activities of the subordinates within the supervisor's work group;
{2) the relating of these activities to those of other work groups at the same
organizational level within which his group interacts, and (3) the relating of the
activities of his group and his own activities to those of other organizational units
operating at the next higher, as well as the next lower level in the organization.
This spells out the role of the supervisor as a structural coordinative linking pin,
but now we must look at the role social psychologically and see how the supervisor
must coordinate individual member needs and goals with organizatiomal objectives,

The raison d'etre of every organization is to accomplish some objective. The

physical and mental capactiles and energies &6f men are smong the principal means and
resources through which the objectives of organizations can be attained. But men---
the occupants of the organization's offices--also have theilr own goals which they
want to attain through working in the orgamization, The interests of the individual
members of the organization, and the goals which they are trying to attain, may or
may not be the same as, or complatible with, those of the organization. The degree
of congruence between the objectives of the organization and the goals of its mem-
bers varies considerably among different types of organizations., In any case, it

is probable that the organizations which are best able to tap the energles of all
of their individuval members--to meet their members' personal needs, aspirations, and

goals-=-will be more likely to attain their institutional purpose,
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One of the basic probleme of organizations, then, i{s how to reconcile, coordi-
nate, or integrate member needs and goals with organizational requirements and
objectives. This social psychological aspect of the role of the supervisor in..the
comp lex orgaunization is of key importance; it is here that the supervisor must deal

with the motivational problem of relating man and system.

The magnitude of this motivatiomal«coordinative linking will vary directly
according to the actual and potential discrepancy bettveen organizational and
individual goals. The discrepancy can be large or small, It can vary among organ-
izations of different types, from one organizational level to another, withimn the
same organization from one time to another as the organization moves from one stage
of its development to another, There will probably be more congruence between the
objectives of the organization and the goals of the members in voluntary organiza-
tions than in contractual industrial firms; there will probably be more congruence
in the upper than in the lower echelons of the orgaunization; and more congruence
early in the life of an organization than in its later stages.

Let us look for a minute at what 1s meant by saying that the magnitude of
this problem of integrating or coordinating these two sets of goals-~the problem
of motivation--varies markedly with the level of the organizational-supervisory
role. The principal executive of an organization, working closely with the
heads of major departments who, aléng with him, have a great deal to say about

setting organizational cobjectives and prescribing means for thelr accomplishment,
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faces virtually no problem motivationally. These individuals have either established
the objectives of the organization, and/or determined the means of attaining the
ob jectives, or have been selected to f11l1 these positions because their own personal
needs and values were congruent with organizational aims. At the other extreme, the
first-line supervisor is constantly confronted with the task of making organizational
objectives compatible with the needs and goals of his subordinates. Intermediate
levels of supervision also have to reconcile the two sets of goals but the problem
becomes increasingly less severe at successively higher levels. It is the foreman
whe has the toughest job 1n this respect., He ordinarily has had the least to say
about the objectives of the organization, but is expected to understand these
objectives fully and to make them meaningful imperatives to those under his super-
vision. To handle this motivational~coordinative licking of ocrganizational objec-~
tives and subordinate needs and goals creatively, the supervisor must know a great
deal about the organization and the problems it faces and a great deal about
immediate subordinates and the problems which each of them feel they face. It is
the role of the supervisor to make meaningful the goals of each to the other and
in the last analysis to coordinate these two systems of goals and needs, It is
almost superfluous but important to say that this task of interlocking personal
needs and impersonal cobjectives frequently requires a very high order of creative
and imaginative problem-solving.

Thus, the role of the supervisor contains at least two important classes of

coordinative functions: (1) those that are sociologically and structurally required
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i1f each sub-unit's objectives are to be interlocked by this office to give urnity to
the organization's overall objective, and (2) those that are social psychologically
and motivationally required if individual wembers' energies and goals and organiza-
tional objectives are to be interrelated. In-general, the first class of structural
coordinative functions have been most important and visible at the top of organiza-
tiomal systems, and the second class of motivational-coordipative functioms at the

bottom or lower levels.

Supervisory Skills

The preceeding discussion of the concept of supervisor has direct implicatiouns
concerning the essential skills that an occupant of this generic office of supervisor
must have, To perform the functions required to coordinate the activities of one

organizational family with another, the supervisor must bave administrative compe-

tence. To integrate organizational objectives with individual member needs, he must

have human relations competence, And to accomplish his other assigned tasks, in-

cluding the performance of concrete day-to-day work functions and specialized sub-

objectives, he must possess technical competence,

The marked division of labor and high degree of specialization that characterizes
large scale organizations, require that each occupant of a supervisory position have
at least the minimum technical competence necessary to understand and direct the
work being done within his organizational unit, The higher the degree of specializa-
tion and differentiation of activities, the greater the need for supervisors with

technical competence in the tasks performed by the unit. Technical skill, or

competence, as used here, refem to the ability to use pertinent knowledge, umethods,
techniques, and equipment necessary for the performance of specific tasks and
activities, and for the direction of such performance, Fundamentally, it inovolves
an understanding of, and proficiency in, a specific class of functions in the
organization., This includes not only coucrete motoric skills of doing things, but

al so the abstrect orientations and basic frames of reference that are normally
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associated with particular professional roles and affiliations. Technical skills
may be acquired:through formal training iu professional schools, informal on-the-job
training, or combinations of academic and internship or apprenticeship programs.

Just as technical skills are primarily concermed with task-centered competerce,
human relations skills are concerned with the ability to work with other people
effectively. 1In the case of supervisors, the other people imvolved are onme's sub-
ordinates, superiors, other supervisors at the same level, and occasgionally staff

specialists from other units within the organization. Human relaticns skill, then,

refers to the ability to use pertiment knowledge and methods of working with people
and through people. It includes an understanding of gemeral principles of human
behavior, particularly those principles which involve the regulatiom of inter-
personal relations and human motivation, apd the skillful utilization of this under-
standing in day-toeday interaction with others in the work situation,

The supervisor with human relatioms skills not only understands how the prin-
ciples of bebhavior affect others but himself as well. He knows how both his own
and others' frames of reference color what is perceived and assumed to be reality,
how attitudes, beliefs, opinions, and values affect behavior and learning, and how
needs and aspirations shape an individual's investment of his energies. Included
in this skill is the ability not only to bebave toward others--especially sub-
ordinates--in a warm, supportive, accepting fashion but the communication skills
required to represent the needs and goals of members at different levels in the
organization to each other so that each can comprehend the problems faced by the
other. Central to human relations skills is the ability of the supervisor to inte-
grate the goazls of individuals with the objectives of the organization. The super-
visor must be able to identify those needs of others which are central to their
self-concept, and to relate these to organizational objectives in a manner that is

psychologically meaningful and rewarding to them. At times this will mean simply
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coordinating the goals of one's subordinates with those of people in higher levels;
at other times, it will mean creating, modifying, or shifting either organizatiowoal
ob jectives or individual goals so that an operational comgruence or integration
between the two can be attained., Basically, the preseant class of skills involves
managing the emotional and motivational dimensions of interpersonal relations in an
organization.

The third class of basic supervisory skills deal with administrative competence.

Administrative skill, or competence, refers to the ability of the supervisor to think

and act in terms of the total system within which he operates--in terms of the
organization as a system of people and physical objects, with its own image,
structure, and process, which functions as a continuing complex problem-solving
arrangement to attain particular objectives, The emphasis here is om 'umderstanding
and acting according to the objectives of the total organizational system, rather
than on the basis of the goals and needs of one's immediate work group only. Admin-
istrative skills include such things as planning, programming, and organizing the
work; assigning the right tasks to the right people; giving people the right amount
0of responsibility and authority; inspecting and following up on the work; and
coordinating the efforts and activities of différent organizational mewbers, levels,
and departments. In short, administrative skill requires an ability to conceptualize
and comprebend the organizational system as a whole, and to act in terms of. this
overall organizational framework.

To summarize briefly, it bas been suggested that there are three classes of
skills which supervisors need to perform in their key role in the formal organization--
technical skills, human relations skills, and administrative skills. Technical
skills pertain to 'know-how' competence regarding particular tasks or activities
for which the supervisor is responsible., Human relatioms skills concern the under-

standing of organizational members as people with their own problems and needs and
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the understanding of the emotional and motivational dimemsions of interpersonal
relations. Administrative skills deal with the coordinative amd integrative
activities required for the attainment of the objectives of the total organizational
system. Thus, the three kinds of skills concern tasks, people, and organization,
regpectively,

The Supervisory Skill-Mix

While all supervisors must have some minimum technical skill, some minimum
human relations skill, and some minimum administ;ative skill, we can predict that the
mix of these gkills varies by level and by time in an organization. What is an
effective combination of skills for supervisors at one organizational level may not
be an effective skill-mix for supervisors at another level. What is an effective
combination at one time in the life of an organization may not be an effective com-
bination at a later period.

Considering first the relativity of this skill-mix by levels, we might expect
that at the lower levels of an organization, the technical and human relations skills
would be the wost important, At the intermediate levels, technical gkills would likely
be less important and administrative skills more important. And at the top manage-
ment and executive levels, administrative skills would be the most important., Human
relation skille are probably important for supervisors at all levels, but, in view
of the earlier auggestion that the motivational problem is not as acute at tke
higher levels, human relations skills are likely to be comparatively less important
as one moves up the hierarchy. Certainly, thereare no substitutes for either
administrative competence at the top or technical competence at the bottom levels of
the organization.

In addition to the variations in skill-mix required at different organizational
levels, there is probably a good deal of variation in the skill requirements at
different times. Early in the life of an organization, technical and human
relations skills are probably essential; later, as the organization becomes more

complex, administrative skills become increasingly more crucial. Similarly, during
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periods of rapid change, technical skills are likely to become very important., With
the ioitidtion of a reorganization, or when a new technology is introduced in the
system, upper level supervisory persomnel have to draw more heavily on their tech=-
nical competence at the early stages. During such a period of transition, the
problems faced by the organization are basically of a technical character, and their
solution depends very greatly on a thorough command of specialized knowledge and
technical-analytical ability, But, in the latter stages of reorganization and
change, human relations skills assume greater importance once again; after the
technical difficulties have been ovdrcome, the remaining organizatiocnal problems are
frequently of the human relations variety. Thus, it is pot enough to thiok in terms
of the combination of the three kinds of supervisory skills required at different
organizational levels., It 1is also necessary to consider the time dimension--how

their combinacion, for a particular level, must vary over time.

The Relativity of "Effective' Supervision

This appreoach to the leadership role in the formal organization underscores
the relativity of supervision. It adds to the complexity of the problem of conw
ceptualization and measurement, but simultaneously reassures in that it appears to
be more consistent and meaningful in terms of actual experience of supervisors and
aduinistrators at all levels, and researchers working in the field. The.problem is
to identify the mixtures and combinations of the several clasees of skills that are
most appropriate in given organizations, for given organizational levels, and at
given times. This {8 not an easy task, but is is a researchable problem. Bits and
pieces from a number of different field studies have brought us to this point of
understanding of the important problem of what constitutes effective leadership. Per-
haps this framework will provide us with a more useful model on which to build and

1
test.

1 1t is not an objective of this paper to relate this conceptuél framework to
the theories of the leadership role of otherg. This is being done as a part of -
another publication,
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EMPIRICAL RESEARCH FINDINGS
As was indicated at the outset, the preceeding ideas represent my present formu-
lation of this complex role of leadership in formal organization. In a very real
sense this conceptualization has been an outgrowth of empirical research findings in
our programs of Organizational Behavior and Changg in the Survey Research Center at -

The University of Michigan. We turn now to a consideration of these findings.

Early Program Findings: Productivity Studies

Early in our research we did a series of studies investigating quite empirically
the relationship between leadership and group performance., Kahn and Katz2 summarized
the bits and pieces of information from those several studies concerning the perfor-
mance of a variety of work groups and the characteristics of each group's supervisor.
Using the specific findings from studies in the clerical offices of an insurance
company, sectiom gangs on a railroad, and workers in a tractor factory, they con-
cluded that there were four classes of leadership relevant variables which sppeared
to be consistently related to the productivity of an organization and the psycho-
logical returns which the group offers its members, 1In essence, the findiugs were
as follows:

(1) Supervisors of more effective groups were better able to play a differ-
entiated role than the supervisors of the less effective groups. This
point they derived from specific findings which indicated the better
supervisors spent more time in planning what was to be done, in providing
necessary materials, and in actual supervision rather than in straight
production work.

(2) The better supervisors delegated authority to others more than the poorer
supervisors. This was derived from findings showing that the better

supervisors did not supervise as closely, gave less detailed work instrue-

zKahn, R. L. and Katz, D. '"Leadership Practices in Relation to Productivity and

Morale." In D. Cartwright apnd A. Zander (Eds.). Group Dynamics: Research and
Theory. Evanston, Illinois: Row, Peterson and Company, 1953. pp. 612-627,
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tions, and gave subordinates greater freedom In planning their jobs
and setting their own work pace.

(3) The wore effective supervisors were more supportive in their relationships
with thelr subordinates and gave more attention to creating emp loyee moti-
vation, This findiung concerning the employee-orientation of the better
supervisor was based on a great number of specific relationships about
how the better supervisor took a personal interest in the employee as a
whole person, was more understanding and less punitive when mistakes were
made, was concerned with the training and development of his men, and
generally maintained a more open system of communication between himself
and his men.

(4) The supervisors of the more effective groups had work groups which had
developed greater coheslveness among members of the group than those groups
which were doing a less effective job, This was based on specific findings
indicating that productivity was related to how good a job ewployees felt
their units were doing in comparison to others in getting the job done,
the extent to which employees felt identified with théir group, and felt

they were '"really a part of their group."

The Kahn and Katz's first two classes of variables--stressing the supervisor's
ability to play a differentiated role and to delegate--pointed to specific components
of the supervisor's "administrative skills." 1In a semnse they recognized this in their
interpretation of how the differentiated role of the supervisor affected the producti-
vity of the group. They felt that attention given to planning had a direct effect
upon the output in the coordination and organization of the tasks of the group. They
even spoke of this as a type of engineering or institutiomal skill in which the tech-
nical know-how of the supervisor is brought to bear upon the ordering of the work of
the group on a long-range basis, Their third grouping of variables--the supportive,
emp loyee-oriented quality of the relationship betwemn the supervisor and his subordi-

nates--is similar with what I am now called "human relations skills."
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In retrospect it is now possible to see why our early field research could not
have distinguished very clearly among different classes of supervisory skills. For
one thing at that time we were focusing on the human rélations compdnent ‘of the-sub-
ordinate-superior relationship. For another, we were studying problems of the fore-
man and first line supervisors at the very lowest levels of organization where the
human relations skills of the superior were highly visible as affecting unit per-
formance. We had uot yet had many opportunities to look intensely at the skills
required of occupants of departmental and top level executive offices where adminis-
trative skills should predominate, And much of our early research dealt with the
problems of the supervisor of highly engineered assembly lines of either white
or blue collar workers where there was little need for first line supervisors or
foremen to have administrative and coordinative skills., 1t is noteworthy that the
specific 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.

Early Program Findings: Appraisals of Superiors

Another early study which I feel contributed markedly to the development of
this present conceptualization of a trilogy of supervisory competences was one

K|
relating the Appraisals of Superiors and Attitudes of Their Employees. This study,

conducted in eight accounting departments of an electric power company, allowed us
to ¢compare the summary appraisal ratings made by department heads of first-line
supervisors with subordinate's perceptions and attitudes toward thease men in the
middle,

Each supervisor's appraisal was prepared in writing and mgreed to unanimously
by four department heads (one of whom was the supervisor's immediate boss) after

there bad been a discussion of thbe supervisor and his work. In this appraisal

3Mann, F. ¢. and Dent, J, K. Appraisals of Supervisors and Attitudea of Their

Employees {n apn Rlectric Power Company, Ann Arbor, Michigan, Survey Research Center,
1954,
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conference the supervisor was finally given one of six evaluations ranging from
"Iwmediately Promotaéble" to "Unsatisfactory.'" As a part of another study, we asked
the employees under these supervisors to fill out a lengthy questiounaire about their
perceptions and satisfactions in the work situation. Most of the questions regarding
the superviscor dealt with his human relations skills.

We then analyzed these two bodies of data to see the extent of agreement between
the evaluations made of first-line superiors by their department heads and the
"evaluations' made of these same superiors by the employees in their work groups.

The findings indicated that there was a good deal of agreement in these evaluations
for the very effective and the least effective supervisors. For a few of the ques~
tions asked of the ewmployees, like "How free do you feel to discuss personal problems
with your superior,'" there was a direct and orderly relationship between the percent
who answered 'very free' and the appraisal classification given these supervisors by
their department heads. To be specific in this case, 54 percent of the employees
under superviscors rated as "Immediately Promotable™ said they feel "very free" to
discuss personal problems with their supervisor, 44 percent of those under "Promotable
said this, 34 percent under those rated "Satisfactory Plus,' 30 percent under those
appraised as '"Satisfactory,'" 27 percent under those rated by management as '""Question-
able," and only 19 percent of the employees under the supervisors rated as "Unsatis-
factory" said they felt '"very free'" to discuss personal problems with their supervisor

For many questions, like the general summary question of '"How good is your
supervisor in handling people,' this relatiounship was not so clear-cut., Employees
under "Promotable" supervisors frequently gave a less favorable (though not statis-
tically significant) report than the employees under "Satisfactory Plus,’ One day,
after we had found that we could not explain this discontinuity by any of the other
variables we had measured in the study, we were discussing this anowmaly with the
company's general accountant. He said without hesitation, "I can probably give you
a lead to that. That 'Promotable' group is cowprised of supervisors who are

accountants and actuarles, technically very competent and whom we expect to
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promote to higher jobs later after they have learned to deal with people better, The
'Satisfactory Plus' group,'on the other hard, are very skilled in dealing with em-
ployees, but who do not yet have the technical and professional training required
for promotion to the next level of jobs here where specialized knowledge is so
important.'" The implicaticns of this discussion for my thinking about the importance
of recognizing the technical component of a supervisor's role is obvious.

These findings, togetbher with a brief experience with Jobn R. P, French, Jr.
and Clayton Hill of  teaching graduate students in a businessschool course on
administration leadership aboutthe difference between man-to-man, man-to-small
group, anod man-to-total-organization.--system skills, combined to emphasize the
importance of beginning to investigate more systematically the technical, human

relations, and administrative classes of skills,

The Study of Supervision in Two Power Plants

The first opportunity that occurred to use this new orientation was in a study
of two power plants as prototypes of the more automated plants of the future.4
Among other questions concerning foreman practices, the power plant workers were
asked to evaluate their formen.on the three dimensions of competence, After a good
deal of exploratory interviewing to identify more specifically the kinds of know-
ledge or behavior being considered, we wrote, pretested, and used three question as
a part of a large battery of items about different aspects of the jobs. These
questions were:

How well does ybur foreman know the technical side of his job--the
operation and maintenance of the equipment for which he is
responsible?

How well does wour foreman do the administrative side of his job--
by this we mean planning and scheduling the work, indicating
¢clearly when work 1s to be finished, assigning the right job
to the right man, inspecting and following up on the work that

. is done, ete,?

HMann, F.C, and Hoffman, L.R. Automation and the Worker: A Study of Social

h . d Company, 1960.
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How well does your foreman do the human relations side of his job--
getting people to work well together, getting individuals to
do the best they can, giving recognition for good work done,
letting people know where they stand, etc.?
For each of these quertions the respondents were asked to answer in terms of one of
five alternatives varying from "He handles these parts of his job extremely well”
through "Fairly Well" to "Does not handle these parts of his job at all well."
The first question we wanted to answer was whether the respondents were able
to differentiate among the three areas of competence. Zero order product moment
correlations ranged from .5 correlations between technical and human relations
skills in the two plants to ,7 correlations between administrative and human
relations skills. These suggested that the nonsupervisory men were distinguishing
most clearly between technical and buman relations skills of their supervisors
and least between administrative and human relations skills. Partial correlations
between each of the pairs of skills holding the third constant confirmed this. The
partial correlations between technical and human relations skills for the two plants
were .2 and .1 and were significantly lower than the other two corresponding
partial correlations. The partials between administrative and human relations were
.56 for both plants; the partials for technical and administrative in the order of .4.
Having established that the men in these plants were distinguishing most
clearly between the technical and human relations skills of their supervisors, the
second question we wanted to answer was which of these classes of skills were most
iwportant, Since these two plants were highly integrated systems and moreover one
of the plants was new and even more automated techmologically, we found we could
not obtain any comparable "hard criteria'"--like operating or efficiency statistics--
by work groups to assess the importance of the different supervisory skills. The
one criterion of supervisory effectiveness which was available to us was the satis-
faction of the men with their immediate supervisors. As a part of our battery of

questiona, each man had been asked, "Taking all things into consideration, how
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satisfied are you with your immediate supervisor.'" We used this,

Zero-order correlations between the worker's perceptions of his supervisor's
competencies and the worker's overall satisfaction with his supervisor again ranged
from the upper fifties to .76. Again the story was in the partial correlations.
When each of the skills was correlated with satisfaction, holding the effect of the
other skills constant, we found that the men's perceptions of their foreman's human
relations skills were more definitely associated with their satisfaction with his
supervision than the men's perceptions of the formen's technical skill or administra-
tive competence. In both plants,the partial correlation between perceived human
relations competence and employee satisfaction with his supervisor was significantly
greater than the partial correlation between the perceived technical competence and
employee satisfaction. Using the criterion of employee satisfaction with supervisors
as the measure of effectiveness, the most important function of the supervisor was
his ability to deal witb his subordinates as human beings rather than his ability to
handle technical equipment. And the relative importance of these two factors seemed
to have been the same for the supervisors in both the more automated and the older
plant.

In addition to the trilogy questions, our questionnaire asked for information
about how the men saw or evaluated their foremen in terms of 30 other specific super-
visory behaviors. Some specific questions dealt with bits of behavior that you
could be relatively certain would be characteristic of a supervisor who was competent
in buman relations skills-~-how considerate he is of men's feelings, whether he
recognized good work by praising aincerely and thoroughly, etc., Other items
could be characteristic of supervisors who were competent in both techbnical and
buman relations skills--or in perhaps only technical--or neither.

Since the men bhad been least clear in distinguishing administrative from human
relations and technical skills, we decided to see whether the men saw these specific
aﬁpervisory behaviors as primarily related to the human relations or technical com-

petence of their supervisor, Partial correlations, partialing out the effects of first
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human relations and then tecknical competence, showed that 13 of our specific super-
visory behavior items were primarily associated with the men's perception of their
supervisor's human relations skills. Taken as a whole, these items suggested that
the foreman with whom employees were most satisfied was the man who considered them
as individuals, both in his relations to them on the job and in seeing that they
got ahead in the organization.

A second group of five specific supervisory behaviors, related to both human
relations and technical competence, suggested that some supervisory behaviors serve
a dual funetion. These behaviors as a class appeared to be task facilitating.
However they required the foreman to display a certain degree of understanding for
the worker as a man, as well as knowledge about the technical aspects of the job.
Our hypothesis was these would be most bhighly related to a criterion of productivity--
if we had had ome. Our assumption was that productivity would be gained by a fore-
man's consideration of his employees in the way be imported his technical knowledge
to them,

The remainder of the specific supervisory behaviors were unrelated to either
the foreman's technical or human relations competence or were not consistently
related to one or the other of these two competences in both plants. This analysis
of specific behaviors indicated that our research had/?jzused primarily on the
human relations skills of the supervisory role,

In summary, this first study using the trilogy of supervisory skills
indicated that (1) nonsupervisory men in power plants were distinguishing most
clearly between the technical and human relations skills of their superiors, (2)
the men's overall satisfaction with their supervisor was primarily related to their
perceptions of his human relations skills, and (3) our questions about the specific
behaviors of supervisors were focused primarily on the human relations dimension of

the leadership role.

Supervision at Different Levels in Community General Hospitals

The next.opportunity we had to contribute further empirically to the building
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of our conceptual framework regarding this role of the supervisor came when we under-
took a study of the administrative problems in the community general hospital.5 In
our study of ten short-stay hospitals with from 100 to 350 beds, the set of three
questions regarding supervisory competences was asked of five groups of respoundents
in each hoepital: the adminstrative departwent heads, supervisory nurses, nonsuper-
visory reglstered nurses, practical nurses, and laboratory and X-ray technicians,
As in the power plant study, the respondents were asked first to indicate the pame

of their immediate_ supervisor, and then to answer the trilogf questions along with

others about how they saw this person's supervision.

Simple analyses, comparing the percentages for the ten hospitals combined with
those frpm thie power plants, indicated that a;l groups of respodents in the
hespitals perceived thelr supervisors as handling the three classes of skills better
than the men in the power plants saw their foremen handling their three classes of
skills. Moreover, every group in the hospital evaluated their supervisors higher
on technical skill than on adminstrative skill than on human relations skill,

(There had been no clear ordering relationship among these three in the first study.)

The findings from the nousupervisory registered nurses for the ten hospitals
combined is illustrative of the pattern of responses found in the answers from the
other groups and levels in the hospital, Eight out of ten (81 percent) of these
nurses perceived their immediate supervisor as handling the technical role of the
job extremely wall or very well, 72 percent as handling the adminstrative side
equally well, and 68 percent perceive the supervisor as handling the human relations
side equally well. The differences among the groups in how highly they evaluated
their supervisor's skills were not very great with the exception of the techmnicians.
The personnel in the laboratories and X-ray was a good deal more critical about the

administrative

5Georgopoulos, B. 8, aud Mann, F, €., The Community General Hospital. New
York: The Macmillan Company, 1?62.
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and human relations skills of their immediate superiors,

Having established that the occupants of the supervisory offices in these ten
bospitals were generally seen by subordinates as strongest on technical skill and
weakest on human relations skill, we then looked at the question of how interrelated
the three skills were. Simple rank-order correlations across the hospitals showed
that the three skills were highly and significantly related to one another, with
only an occasional exception. 1In generzl these simple correlations, using hospitals
rather than individuals as the unit of analysis, showed that technical and human
relations skills were the least closely related and technical and administrative
skills were the most closely related. Administrative and human relations skills
occupied an intermediate position.

Of particular importance in the development of our theoretical thinking was the
fact that we found the relationship among the three skills tending to vary from one
level of supervision to another. From both simple rank-order and simple tau-corre-
laticons, the three skills were found most highly interrelated when using data from
the practical nurses, and the least highly related when using data from the techni-
cians and department haasds about their supervisors. Looking at the relationship
among the three skills based on data from the three nursing groups, we found that the
relationship between technical and human relations skills decreased as we wmoved up
the hierarchary, i. e., going from practical, through registered, to supervisory
nurses, and the same trend tended to be true for the relationship between techmical
and administrative skills,

We then investigated how clearly each of the three skills is distingushed in
the hospital as an organization. 1In splte of the limitations of a population of
only ten hospitals we computed partial tau-correlations among the three supervisory
skills for each group. While you can not compute partial Rho-correlations with an
N as small as ten, you can compute partial taus, There axe no tests of significance

for the latter, of course. The findiungs from this computation indicated that:
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1. When the effects of administrative skill are beld constant, the relation-
ship between technical and human relations skills in the ten hospitals is
very small for each supervisory level. The partial tau for the department
heads was .15, for the technicians--.0l, for the supervisory nurses .07,
and .33 and .30 for the registered and practical nurses, respectively.

2, When the effects of technical skill are eliminated, the relationship between
buman relations and administrative skills is small to moderate--ranging
from .15 for department heads to .51 for supervisory nurses.

3. When the effects of human relations skills are removed, the relationship
between technical and administrative skills is moderate to high, ranging
from .42 to .72.

By level or group, the partial taus suggest that:

1. Department heads most clearly distinguish between technical and human
relatiouns, and human relations and administrative skills, and the least
between technical and administrative skills.

2, Laboratory and X-ray technicians and supervisory nurses distinguish the
most clearly between technical and human relations skills,

3. The nonsupervisory registered nurses, the most clearly between the human
relations and administrative skills of their superiors,

4. As in the case of the simple correlational amnalyses, the practical nurses
were the least discriminating of the five groups. However, their greatest
discrimination was between technical and bhuman relations skills,

As 1n the case of the power plant study, the next question we wanted to ascer-
tain was how each of these three skills of supervisory personnel in the hospitals
related to the satisfaction of subordinates with supervision. Again we used a
suramary questilon regarding satisfaction with the immediate supervisor: '"Taking all
things into consideration, how satisfied are you with your immediate supervisor?"
As might be expected, simple correlationsindicated that each of the three skills was

positively and significantly related to the satisfaction of subordinates with their
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supervisors. This held for all groups except the practical nurses--the group that
distinguished least well among these skills. Again the story was in the partial
correlations, and again we had to use partial taus because of the small number of
organizations being used.

The findings from this analysis indicated that'when the effects of the second
and third skills are partialled out statistically that:

1, Technicians' satisfaction with their supervisors is primarily

assoclated with the technicians' perceptions of the supervisor's
technical (.54} and human relations skills (.56).

2., Supervisory nurses' satisfaction with their immediate supervisors

is primarily related to their perception of their superior's

human relations skills. (.71).

3. Department heads satisfaction with their immediate supervisor

(the administrator) is primarily related to their perception

of his administrative skill. (.73}
For the other groups--the registered nurses and the practical nurses--satisfaction
with the superior was not highly related to any one or combination of their super-
visor's skill in dealing with the tasks, the people, or the organization.

The most important findings here in terms of our framework regarding the role
of the supervisor in formal organization were that technical and human relations
skills of the supervisor tended to be the most highly related to satisfaction with
the supervisor for the lower level laboratory and X-ray groups, and administrative
skills (with human relations skills only a poor second) were primarily related to
satisfaction for the top level group in the hospital--the department heads,

In swmary then, the findings from five different groups and several different
levels im the hospital study suggested that the mix of supervisory skills varied by
level and that different skills or skill-mixes were related to our satisfaction-with-

the-supervisor criterion.
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Supervision During a Change-Over To Electric Data Processing Equipment

Observations and measures taken during a study of the organizatiomal turmoil
involved in a change-over to electric data processing equipment gave us a chance

to contribute amother dimension to our thinking about-this role of the supervisor? 7

This was the dimeunsion of time, As we observed over a period of four years the
problems faced by the different levels of supervisors in the accounting department
of a large electric company as these men directed the major reorganization required
for the transition from IBM 400 series equipment through 650's to a 705, we came
to feel that .superiors had to be able to dreaw upon different combinations of skills
at different times, During such a long period of change, different combinations of
the three skills appeared to be required at different levels in the organization at
the same time, and of the same supervisors at different times. In general, there
seemed to be a shift in emphasis from human relations to technical and administrative
skill, and back again to human relations skills at the end of the transition period.
When the organization was relatively stable before the change-over started, the
supervisors seemed to be drawing heavily upon their abilities that insured organiza-
tional maintenance and effective human relations. By contrast, the transitional
period placed heavy demands on the supervisors' technical and cognitive skills. The
problems of the transition period were basically technical and administrative, and
only these kinds of skill and knowledge could solve them. Human relations skills
were not unimportant, but the job of laying out operationally feasible plans for
complex changes in the accounting systems demanded competences other than human
relations, Superiors without adequate resources in all three skill cowpoments
found their jobs extremely difficult at different periods during the transition.

As we followed the change through different periods of the change-over, we felt
that we could discern the movement of demand for different types of skills from one

level to another in an organization. For example, with the announcement of the

®Mann, F.C. and Williams, L.K. "Organizational Impact of White Collar Automation®
In Proceedings of Eleventh Annual Meeting of Industrial Relations Research Associa-
tion. Chicago, December, 1958, Publication 22, 1959, pp. 55-69.

Maon, F.C. and Williams, L.K. ‘'Observations on the Dynamics of a Change to :
Electronic Data Processing Equipment," Administrative Science Quarterly, September
1960, Volume 5, pp. 217 - 256.
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general plan to change to electric data processing, the top levels of the management
were primarily concerned with how to pegin to implement the change administratively
and technically, while the lower levels were councerned with allaying the fears that
employees had regarding what the change held for them. As the upper levels laid out
general objectives for handling the change administratively and began to get the
intermediate and lower levels of supervision invplved in translating and iwmplement-
ing these changes into the technical work flows of the system, human relat ions pro-
blems which could not be fully nandled at the lower levels moved up to the top
echbglons for policy determination. And so on almost cyclically.

While this type of insight into the effect of different temporal situatioral
demands on the skill-mix of the effective supervisor came from our anthropological
observations of the organization, we were not content to leave it at that. There-
fore, in the battery of questionnaire items that we gave to this population of
employees as after measures on this natural field experiment, we asked the personnel
to answer the followlng question:

Thinking back on your experience during the change-over, which one of
the following supervisory qualities was most important to you at the time?

It was wmost important during the change over that my super-
wvisor: (Check one)

1. Consult our group whenever there was a common problem

2. Plan and schedule work of our group

3. Be able to "ironm out'' the technical snags cur group »

was having trouble with

4, Understand each of the jobs in our group

5., Listen to the problems that 1 and others in our group had
0f these five alternatives, the first and last were designed to be concerned with
human relations skills, the tkird and fourth technical skills, and the second

related to adwinistrative skill. Since we had only one alternative regarding the

"~ .administrative skill area, we focused our attention in this anmalysis on the human

relations and technical skills of the supervisors. The responses of employees in
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each work group were looked at separately and categorized as to whether the employees
considered technical or human relations skills to be the most important. The work
groups were then divided into three classes:
a. Those centrally involved in the change
b. Those marginally involved in the change
c. Those which were essentially unaffected by the change
to electric data processing

In the major change work groups the technical skill of the supervisor was the
most important; in the nonchange work groups human relations skills were found to
be the most important. Of the 22 groups most highly involved in the change,
employees in 17 indicated that technical skills were the most important, employees
in only 5 groups said that human relations skills were the most important. O0f the
12 groups that were only marginally involved in the change, one-half identified
technical as the most important, the other half human relations skills. Of the 12
groups which were not involved in the change-over, eight stated that human relations
skills were the most important, four that technical skills were the most important.
Statistical tests indicated that these differences were significant beyond the
.05 level,

While these findings based on measures taken after the change-over could not
demonstrate the cyclical way in which different supervisory skills appeared to be
required at different times in the conversion, they do provide some confirmation
that different skills are needed at different times. In those areas where the tasks
were highly ambiguous and unstructured, there was apparently a greater demand for
technical competence on the part of the supervisors. In the nouchange groups, by
contrast, the human relations skills were the most important.

Parenthetically it is interesting to note that within the major change work
groups four of the five supervisory units that indicated that human relations skills
were most important, also described their supervisor as highly inefficient at human
relations. The mean human relations skill index score for this group of supervisors

was definitely lower than that of the remaining supervisors in the major change work
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groups., This difference approached but was not statistically significant, This
partial finding serves to indicate that other skills are not necessarily unimportant
at any specific period of change. Rather that one of these three skills will
predominate at any given time in an organization. Thus while technical skills were
perbaps highly important for the individuals in these five groups, the fact that the
supervisors were inadequate in buman relations created problems which resulted in
employees perceiving the human relations ingredient as being highly requisite during
the change.

To investigate further the importance of these ‘different groups of skills at
different times, we examined the relgtionship between employees' perceptions of their
supervisor's technical and human relations skills and the employees' overall satis-
faction with their immediate supervisor., Two groups of employees were identified:
those whose jobs were highly related to the new electric data processing system and
bhad thus been exposed to a lot of change, and those whose jobs were not at all re-
lated to the new electric data processing system and had thus not been exposed to
much change, Findings from both groups indicated that employee satisfaction with
their supervisor is more highly associated with their evaluation of his human re-
lations than his technical skill. However, satisfaction with the immediate
supervisor was more highly related to the evaluation of technical skills for the
employees whose jobs were highly related to the new electric data processing system
than for the employees whose jobs were not at all related to the mew system. This
finding provides further evidence of the greater importance of techmical skills for
supervisors in a period of chaonge.

It was on the basis of these findiogs from observations, semi-structured inter-
views, and quantitative measures around the introduction of electronic data pro-
cessing equipment in the accounting departments that we began to be able to see how

the skill mix of @ supervisor varied by time as well as by level in an organization.

At Diffetent -Stages in the'Life Cycle of an Industrial Plant

To extend further our understanding of this conceptual approach to leadership
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in formal organizations, we are currently studyimg the skill mix of superviser's ag
three different levels in six power plants which are arranged along a continuum
from plants that are new or just being rebuilt to .those that are almost techmologi-
cally obsolete and almost ready to be moth-balled.
Using the same type of single item questions regarding technical, human
relations, and administrative skills, we bave found the folleowing additional facts:
(1) There is a direct relationship between level and
the estent to which subordinates are able to dis-
tinguish between their supervigsr'e technical ‘and human
relations skills. The higher the-le&el, the sharper
the dis;inction. (The correlation between technical
and human relations skills, with administrative
partialled out, dropping from .30 for nonsupervisory
men to .23 for supervisors, and .10 for middle
management, )
(2) Men in new plants distinguish more sharply between
their immediate supervisor's techmical and human
relations skills than men in older plants. (Partial
correlations being .17 and .16 in contrast to partial
correlations in the upper thirties and lower forties)
(3) Foremen in new plants distinguish technical from adminis-
trative skiils more clearly than foremen in older plants.
(Partial correlations being ,00 and ,02 in new plants when
human relations skills are held constant statistically
in contrast to correlations in the fifties and seventies
for foremen in older plants)
(4) The satisfaction of foremem with their superviser's in

the new plants is more highly related to their percep-
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(4) Continued
tion of their immediate supervisor's administrative
skills than his technical or human relations skills,

(5) Foremen in the oldest plant are less able than foremen
in other plants to distinguish between the technical,
human relations, and administrative skills of their
immediate superiors 1in the Efront office.

(6) In the oldest plant both the men's and the foreman's
satisfaction with their immediate supervisors is more
associated with their estimate of his human relations
skills than with their estimate of his techmnical or
administrative skills.

In sum, these findings suggest that 1t is in the new, more bighly avtomated
plants that men can distinguish wost clearly between their foremen's techpgical and
human relations skills, that foremen can distinguish most clearly between their
front office bosses' technical and administrative skills. It is in the older plant--
those about to be shut down and where there is little chance to demonstrate technical
or skills other than human relations~-that foremer can not distinguish among thege
three skills,and the satisfaction of both the foremen and their men is most highly
associated with the supervisors skills in dealing with people as human beings. Thus,
late in the life cycle of a plant it seems that Buman relatious becomes the most im-
. :
ﬁortant element in the skill-mix of supervision.

Recognizing the limitation of the single items in measuring supervisory competence
in the three areas, the current study in power plants was also designed to allow us
to construct multiple item indices, Three levels of subordinates were asked not
only the three summary measures but from 17 to 27 additional questions about the
specific behavior and knowledge of their supervisors. The answers given by each
level were factor analyzed, Three factors were identified empirically -- technical,
buman relations, and administrative skill -- and items specific to each dimension

were combined into indicies, The technical skill index contained three items;
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When one of the men at your level doesn't know how
to do a job, how frequently does your immediate
supervisor have the "job know-how'to explain
how it is done?

How much does your supervisor know about doing each
of the jobs in your area?

How much does your immediate supervisor know about

the eguipment you are respounsible for?

The human relations skill index contained five items:

Do you feel that your supervisor will go to bat or
stand up for you?

In solving the job problems, does your supervisor
generally try to get the ideas aund opinions
of you and the other people at your level?

How often does your immediate supervisor express
appreciation for your work?

How free do you feel to discuss lmportant things
about your job with your supervisor?

How much help do you feel you get from your

supervisor when you really need it?

The administrative skill index was made up of three items:

How frequently is work time lost because your super~
visor fails to do the proper scheduling and
planning?

How frequently have you been assigned to do a job
only to find that someone else was also assigned
to do the very same thing?

To what extent deoes your supervisor keep up to date on

new policies, rules, and regulations?



=-31-

Our findings indicate that the highest interitem correlations were found in the
technical skill area, with the human relations skill area second, and the admini-
strative skill area third. This was true for all three levels of respondents,
Correlations between our single summary items and their respective indices indi-
cate that the individual item regarding human relations skills was more highly
correlated with its corresponding multiple item index score than for either
technical skills or administrative skill.

Having established more sensitive measures of the three supervisory skills,
we are now turning to the investigatiom of how the skill-mix of the supervisor,
as perceived by his subordinates, is related to the supervisor's own report of
his work situation satisfactions, his worries, and his health complaints. Let
us look first at the analyses that have dealt with the first-line supervisor.
In the six power plants we found that there were about ninety work groups in which
we could match the supervisor and his employees, and in which at least three or
more of the men had given us evaluations of their supervisor's three skills.
While our initial hope had been to divide the distribution for each skill into
thirds -- high, middle, and low -- with only ninety work groups it was not possible
to use such a highly complex analysis design and still test the significance of
our findings statistically, Drawing on our knowledge that nonsupervisory employees
distinguish most clearly between thelr supervisor's technical and human relations
skills and are not as able to identify administrative skills, we have concentrated
our first investigations at this level on the factors associated with different
mixes of technical and human relations skills. Five groups of first-line super-
visors were established by dividing their men's evaluations of them on each of
these two skill areas into thirds. Three of these groups have consistent

ratings -- the same rank in the two skill areas, i.e., high on both, medium on
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both, or low on both; two of the groups are made up of supervisors with inconsis-
tent ratings; i.e., higher on technical than human relations skills or higher on
human relations than technical skills., The five patterns and the number of

supervisors in each are shown below:

Skill-Mix Pattern Number of Supervisors
High - high 20
Medium - medium 21
Low - low 10

Human relations

higher than

technical 16
Technical higher

rhan human

relations 21

Total 89

Analysis of variance tests showed that these groups did not differ significantly
on such background characteristics as age, education, or length of service as a
supervisor. Different groups did, however, differ markedly from one ancther with
respect to how the foremen themselves saw their work situation, how satisfied they
were with different aspects of it, what kinds of things these foremen were worry-
ing about, and what they had to say about their own health complaints. It will
not be possible to show within the limitations of this chapter how each of these
groups differed from the other, but broad patterns of results can be given. Ve

will focus particularly on three of these key patterus.
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The High-High Pattern. First-line Supervisors evaluated by the men in their

work groups as being high on both techmnical and human relations skills are dif-
ferent from supervisors in ome or another of the other groups in that they --
. . are less satisfied with their immediate supervisor -- especially his
administrative skills, and
. . are less satisfied in general with the men who are their superiors
in the front office of the plant.
They have a higher evaluation of how well their work group does in comparison
with other similar work groups in getting the job done.
They do not feel in the middle between the workers and top management,
They worry less that a problem wight come up that they would not be able to
handle.
And they worry less about their job mobility -- about "failure to get
ahead" or being "in a rut."
They have fewer health complaints in general.
Specifically by their own report they are less troubled with
insomnia - nervousness
cardiac awareness
pas-acid stomach and ulcer trouble

stiffness and arthritis.

The Technical Higher Than Human Relations Pattern. Supervisors evaluated as

longer on technical than human relations skills by their subordinates are dif-

ferent from other superviscors in that they --
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. . . are generally less satisfied with
their promotional opportunities
their present wages
the job itself
the training they have had for their job
but they are more satisfied with their superiors in the front office
of the plant.
They are clearly distinguished in feeling in the middle between the workers
and top management and being bothered by it,
They score high on a scale designed to measure propensity to take risks,
Their worries are mostly concerned with what they perceive to be their
failure to get ahead and they feel in a rut.
They score high on measures of insomnia and nervousness and on cardiac

awareness.

The Human Relations Higher Than Technical Pattern. Supervisors perceived

by their men as being more competent on human relations than on the technical
dimensions of their jobs are different from other supervisors in that they --
. . . are generally more satisfied with
the training they have had for their job
their immediate supervisor ~- especially his administrative skills
the men who are their superiors in the front office of the plant --
in all three skill areas
how well their plant is managed in general.
They do not feel in the middle between the workers and top management,

They score low on our measure of risk taking propensity.
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They worry about their job performance

-- whether they can do what is expected of them

-- whether they can handle a problem that might come up

-- about how good a job they are doing.

Moreover they worry more often about the possibility of losing their job.
They also complain more frequently about certain aspects of théir health,

particularly

-- insomnia and nervousness

-- stiffness and arthritis

In this latter respect they are markedly different from other groups.

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

evaluated as having technical and human relations skills within the middle third
of the distributions for these skills were not markedly different from othér groups
of supervisors, They are more satisfied with their present wages, worry less than
others about the kind of a job they are doing or about losing their job, and gen-
erally have a lower evaluation of how good their work group is in getting the job
done. In other respects they are not different. The pattern of responses for

the ten supervisors who were rated as low on both sets of skills suggests they

are not at all satisfied with their wages, their training or the men who are their
superiors in the front office of their plant. They feel in the middle and under
considerable pressure, are often irritated and annoyed with the way things are
going, and feel the men in their work group do not understand the problems a
supervisor has to face. They do not report worrying about their job nor do they
complain about their health, To find that this latter group (the low-lows) were
not worried about their jobs and reported no health complaints was surprising.

Two hypotheses are possible: (a) these ten men were unwilling to admit they had
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any worries or problems in this area, or (b) that this small group of supervisors
knew the company would tolerate their inadequacies until their retirement. Either
or both of these hypotheses may have been operative.

These findings about how first-line supervisors with different patterns of
technical and human relations skills in ‘highly integrated plants see and feel
about different aspects of their work situations, their worries and health com-
plaints provide evidence of how essential it is to have the correct skill-mix for
a particular level in an organization. Supervisors evaluated by their men as
being strong on both technical and human relatious -- probably the ideal mix for
foremen at this level -- felt less "in the middle'" regarding problems between
the workers and top management and were less bothered by being the linking pin
between these two groups. They were less worried about their job performance and
their mobility. They had fewer complaints about their health. Supervisors with
something less than this ideal mix of technical and human relations skill were
having problems in one or several aspects of their work situation, were more likely
to be worrying about things, or to be reporting trouble with their health. The
few foremen who were seen as short on both skill dimensions felt in the middle,
under considerable pressure, and often irritated and annoyed at the way things
were going. The foremen who were long on techmical and short on human relations
skills felt most in the middle and were most bothered by it. They were worrying
about their failure to get ahead and complained of insomnia-nervousness and some
anxiety about the functioning of their heart. The foremen who were long on human
relations and short on technical skills, while not indicating they felt in the
middle between the worker and top management, were not better off than their
counterparts who had the opposite set of strengths and weaknesses. They were

clearly worrying about their job performance and were uneasy about losing their
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jobs as foremen. They reported they did not sleep well, were nervous and tense,
and more often had stiffness or aching joints, or muscles and rheumatism ox
arthritis. Thus, it would appear that it costs an individual a good deal to try
and fulfill the office of first-line supervisor in a power plant with anything
less than a high order of both technical and human relations skills.

These data demonstrate the manner in which we are now using this conceptual
approach to identify different groups of supervisors at different levels of an
organization with different mixes of skills and then investigating how these mixes
are related to the supervisor's perceptions of his situation, attitudes toward
various aspects of his job, and his own report of his physical and mental health,
Similar analyses of the role of the second line supervisor and of the key manage-

ment offices in power plants are now underway,

SUMMARY

This chapter presents theory and data from an ongoing sequence of organiza-
tional field studies in which the role of supervisory and administrative behavior
is being investigated. The sites have included power plants, community general
hospitals, and accounting and clerical units. The emergent findings suggest the
usefulness of conceptualizing the generic role of supervisor as interlocking orga-
nizational families and interrelating organizational objectives and requirements
with the needs, goals, and behaviors of the members of his unit. Three different
classes of skills seem to be required of supervisors and managers: technical,
human relations, and administrative--skills concerned with tasks, people, and
organizations, respectively., Findings indicate that leadership in the formal
organization is a highly relative process, with different combinations of
supervisory-leadership skills and practices being required at different levels of
supervision in the same organization and at different times in the life of an

organization.



