Chapter III
WE THODOLOGIGAL ISSUES

Thé third chapter is devoted to presentation of the
precise statement of main iséues involved in the study of
organisational climate, explanation of the means and
methods used to operationalise the concept of/organisational
climate, statement of the problem‘of’tpe ét&dy, hypothesis,

discussionﬁgﬁ the rationaléd for selection of tests and
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their des&ﬁ%@%ion#‘fqrmulatipn of tables for data prese

tion an.\ﬁhexscheme oﬁﬁghalysing them.

It may be stagted thét this chapter constif&tes the
heart of the study for thg,reason that, like in most of
the psychological studiég, the success of the study lies in
how well the abstract issue is conceptualised and opera-~
tionalised to lead to its authentic use at the interpreta-
tive stages of the work. This chapter becomes all the
more important in point of the fact that the application
of the concept of organisational climafe to industrial
organisation is of ver& recent origin and theorists are
at the exploratory stage tb evolve ‘a suitable approach
and scheme to study organisational climate in industrial
organisation as a special case. Choice of methodology
turned out to be the most crucial step on which the outcome

seemed to be verily hinging.



Qutline of the Scheme of the Study

It is clear from the title of the study that it seeks
to examine the relationships between Organisational Climate
(0C) and Efficiency Potential of Employees (EEP) both
measured in some definite ways. Of course, it has already
been accepted that the relationship between these two
could be better understood with the help of other related
variables whose intervening influence cannot be kept at
bay in the resal situétion. In view of the multi-dimen~-
sionality of the concept of organisational climate, it
was imperative to choose the senses in which it could be
usefully taken in the case of work organisation and limit
the purpose and thrust of the study to guard against
possible diversions and diffusions, both conceptual and

procedural joffered by the inherent variety of the theme.\

Taking into agcount the special character of Work
Organisation as an organisation, it wasg decided to take
0C in the following senses. OC in eachpf the selected
genses has been conceptualised, specified and operationalised
to make it amenable to the subsequent exercise of relating

it with EEP.

‘00 has been taken”in four different and mutually
exclusive senses. The idea behind doing so was %o
accomodate the major dimensions of theory of organisational

béhaviour, namely the. psychological, the soecial and the
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formal for grasping the reality of OC and seek to
corroborate the relationship of OC and efficiency potentiai
of employees, OC being taken in multiple senses. This
excercise, it is believed, will help us to obtain a
comment on the prevalent theoretical beliefs and direction

in which organisational behaviour is moving.

The scheme of the study consists of the presentation
of 0C in four senses, namely (a) Managerial Dispositional
Climate, (b) Leadership Climate, (c¢) Administrative
Climate, agd (d4) the Climate of Groupiness in their finer
gradations and their relationship with EEP ratings reported

by each department of the organisation under study.

It may be noted that EEP hag been rendered measurable
by the formulation of a validated rating format which offers
the ofportunity of rating EEP on 20~item placed on a

5-point scale (Please refer Appendix %.1).

The following Table 3.1 containing a schematic
presentation offers a quick and comprehensive view of the

scheme of study.

Explanatory note on the Schemetic Chart:

The chart (Table 3.1) seeks to'.present the four major
climates with their gradations, the intervening variables
and the EEP. The arrows in the chart show two possibili-

ties of relationship of each gradation of climate with EEP.



As shown, each grade of climate in each major climate can -
be related with High or Low EEP. The study seeks to
ascertain which climate gradation relates with High or

Low EEP and explain the relationship.

The chart pointedly brings but that the relationship
between the climate and EEP is not direct but is being
vitally influenced by the impact of variables which have
been depicted in the middle portion of the chart between

the climate and EEP in the form of zig zag arrows.

The four major climate measures are:-

(A) Managerial Dispositional Climate
(B) Leadewship Glimate
(@) Administrative Climate

(D) Climate of Groupiness.
The four intervening variables are:

(1) Alienation tendency of Managers
(2) Work wvalues
(3) Authoritarian tendency of Managers

(4) Other variables such as achievement orienta-
tion, morale of the supervisory respondents.

What follows now is the discussion of the rationale
. and significance of each major climate, grades of major
climate and explanation of the nature of intervening

variables and their formulations.



(A) Managerial Dispositional Climate (MDG): Its Rationale

The top portion of the chart depicts the MDG, a
climate of psychological condition created by managers.
‘- Managerial Bispositional Glimate derives from the
typical attitudes, orientations.and tendencies of the
managers and provides a subtle and contextual ps&chological
environment within which the organisational actors namely
the managers and supervisors function. Managerial dis-—
positional climate taps the potential sources of psycho-
logical and cultural impacts of the managerial authority
gtructure on the lower echelons in the organisation

commencing from the supervisory level, downwards.

Managerial predilections, given the authority and
other influence instruments, available to the managers in
work orgénisation can in the long run exert driving or

restraining influence on EEP. .

Generzlly speaking managers in work organisation
could create positive or negative condititns, depending
upon what they themselves are internally in point of three
basic attitudes viz., (a) predominance of liberalism or
conservatism, (b) tendency to fatalism or scientism, and
(¢) authoritarianism.

Using suitable tests (diseussed in the latter part

of the study) an attempt is made to develop the measure

of MDC which informs as to the kind of climate a manager



is himself equipped to create, given favourable conditions.

The egssence of MDG is that it provides for the larger
contextual psychological world, enveloping the lower layers
of the organisation and an idea about the direction in

which managers, especially in Indig, push their power.

Gradations of MDC:

Five gradationé of the climate of MBC with reference
to eachbf the major contributing tendenc&ghave been provided,
two of’the gradations are on the positive gide, two on
negative side and the fifth ome represents a condition of
mixed tendéncy. Of the two gradations in the pogitive or
negative side, the first oﬁe represents the clear tendency,

the second one represents the teﬁdency in a moderate form.

Illustration: With respect to Fascist tendency,

first climate gradation is Fascist, indicated by one star (*).
It is the clear negative tendency fellowed by moderately

fascist which is a moderate tendency indicated by two

shars ( **) .

On the positive side, clear gradation democratic has
been indicated by three stars (#**) whereas moderate grada~-
tion i.e: moderately democratic has been indicated by five

staps (*%xxx),
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The mixed climate gradation with reference to the

tendency of PFascism has been indicated ? (Q-mark).

Fach climate gradation is developed fhrough the
process of analysing and interpreting the ratings of the
managers of a department on a highly standardi sed Fascist
tendency scale. This is being discussed in the latter

part of the chapter.

Each gradation of climate could go into High or Low
EEP which twin possibilities are shown by arrows in the

chart.

The influence of the intervening variable on the
relationship between the climate gradations in MDC or EEP
has been examined by juxtaposing between the two scores
the intervening variable scores and seeing if they explain
the deflected relationshipss

This scheme has been consistently followed in each of
the tendencies, climate gradation and the other major
climate's gradations.

Begides the MDC, there exists three other very

important types of organisational climate namely (a) the

leadership climate (b) the administrative climate, and

(e) climate of groupiness.
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(B) The Leadership Chimate:

The leadership climate provides for the social condi-
tions created by the interactions between the managers and
their subordinates at the work place. It is termed social
for the reason that it develops through the interactions
that managers by their selected style of leading their
subordinates initiate and sustain over a period. Managers
have the freedom, within the broad frameﬁork of organisa~
tional constraints, to'select the degree and style of
leadership that they want to build into their formal roles
and create an interpersonal basis of effective dealings
with their subordinates. Thus, managers tend to create a

relational world which is termed the leadership climate.

The second rectangle of the chart, shows leadership
climate, deriving from the leadership style based into two
important behavioural patterns, namely, the consideration
and the structure. Managers could select any combinations
from the four possible variations of the style namely
high structure, high consideration, low structure and low
consideration. The resultant styles are shown in the
chart by abbreviations HH, HL, LH, LL and the last one Mx

indicating a mixed style.

The gradations of leadership climate are related with
high or low EEP, again taking into account the impact of

intervening variables. The precise technique of measurement
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of structure or oonsidepation behaviour and characterisa~-
tion of the climate of a given department are discussed

later on in this chapter.

(€) Administrative Organisational Glimate (A0C):

The administrative organisational climate derives from
the manner in which the manager administers his department.
It is more of a matter of style of doing the formal work,
within the fpaméwork of work routines. Tpe administrative
organisational cliﬁate is more structured, formal and
regemented and calls for a more incisive practice of a
style to create an image. In administrgtive 0C the _
manager's style of doing the work is observed. How he
performs his duties is crucial to administrative 0G
perception. Thus leadership climate derives from the

behavioural style of the managers and the administrative

0C derives from the perfcrmancé style of the managers.

Administrative organisational climate is job issues
baged and is verj much significant to the subordinates
whose focus in the long run is "interests arising from

job related natters."

The major clima%e of administrative OC has been
divided into three zones, each zone faking‘care of'a
distinct area of management-employee relationship based
into job or job related matters. In the chart, these

zones are mentioned at the second place in the box



as (i) climate with reference to management policies
(ii) the remedial climate and (iii) the interactional
climate. A brief statement of the rationale for each zone

now follows.

(i) Manageﬁ&mi policies on important matters (which
are high stake matters) auch as promotion, transfer, leave,
work-load distributioﬁ, it is hypothesised, create a
general climate of an administrative type. They indicate
the crux of relationship between the employees and the
management in that it conveys to the employees the esteem

in which they are held by the management.

(ii) The Remedial Glimate zone covers areas of critical
actions and interactions between the managers and their
subordinates in which the management tries to correct or
punish or set right the employees on their expected path.
The matters covered, illust@ativelj are correction of

Mistakes, Disciplinary Action, Insubordination etec.

(1ii) The third zone in AOC is interactional zone
which takes care of the interactions between the managers
and their subordinates. This zone of administrative
organisational climate fndicates the degree of co-

J operativeness that is built in the relationship.

Bach zone of climate has four climate gradations

namely (a) the authoritarian bureaucratic climate, (b) the
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authoritarian personal climate (c) the consultative climate,

and (d) participative climate.

(a) The amthoritarian bureaucratic climate derives
from the tendency of the managers to have
recourse to formal policies, authority,
procedures and rules as a routine and go "by
the rules'.

(b) The anthoritarian personal climate derives
from the tendency of the managers to develop
personal power or use it in thelir adminis-
trative Work._

(¢) The consultative climate derives from tendency
of the managers to seek to consult their sub-
ordinates in administrative matters.

(d) The participative climate derives from tendency
of the managers to offer participation to their
subordinatés.

Thus, in each zone, these four climate gradations
are related with EEP in the context of other intervening

variables according to a scheme discussed later one.

(p) Glimate of Groupiness:

The climate of groupiness depicted in the bottom of
the chart derives from the extent to which subordinate
respondents feel attracted towards the group not merely
in the form of opinion which are intellectual and ideal

but in fact as a matter of their experience. It may be



noted that this climate measure is based on the concept of
group dynamics and plays the roie of tapping the actual
feeling of groupiness among members. It is believed that
the social forces ultimately contribute to the feeling of
groupiness among members and a composite picture in this
connection provides a group-dynamics based climate measure.
Using suitable tests, scores for the groups have been

obtained which clearly discriminate between the groups.

Three climate gradatioﬁs High, Low or Moderate have
been developed and related with EEP, with the usual consi-

deration of the intervening variables.

This ciimate measure is not centrgl to the study but
is used to corroborate the results of the other climate

Measurese.

A brief explanation for the inclusion of the inter—
vening variables will highlight their significance in the
study. '

Work Values are included in the study of organisational
behaviour issues as a special factor which bring in the
loadingkof soqio—cultura%gforceé operating in aﬁ environ-
ment. ’

Alienation is regarded now almost as important as
Managerial Motivation and theofists have started regarding

it as an im@ortant independent factor rather than the

inverse or obverse of Motivation. MNoreover alienation
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tendency is so much ingrained that its inelusion, it was
thought, could explain efficiency potential realisation,

more appropriately in the scheme of. the study.

’ Managerial authofitarianism measured specially éould.
hold a clue to many problems of organisational climate

or EEP since it is the mainspring on which all inter-
’dependent relationships hinge and all conditions could be

ultimately traced to.

The study, in fine, seeks to study the interrelation-
ships between 0C and EEP in the selected industrial
organisation, using the scheme of climate measures and EEP
‘ rating, and accomodate the inclusion and intervention of
other relevant variablgs.that could explain the apparently
distorted but inherently meaningful relation between OC and
EEP. In the process, it was also possible to know about

_ the importance of the state of intervening variables in the

general study of organisational behaviour.

Hypotheses Studied:

The central concern of the study is to ascertaln what
0C in general could be associated with high or low EEP
(as rated) of the supervisory respondents at whose level
‘organisational climate becomes operationally significant
for the Organisation. Each hypothesis is rooted into the

‘prevalent theoretical belief in the area of under study.
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Initially, broad hypotheses are staﬁed which have been,
gspecified for each issue studied in terms of the specifics
of the area of study. In the scheme of presentati;n of the
hypothesis, firstly, the specific issue studied is mentioned .

- followed by the specific hypothesis set thereonto.

As mentioned, five broad hypotheses studied are as

followss -

I. 0C - EEP reléﬁionshipiﬁnot specific to a particular
measure of climate but a general one and therefore
each climate measure could be related -with EEP.

IT. All climate measures have in-built dichotomies, one
end representing OC conditiong which could be termed
as pogitive and the other end as negative.

ITI. Positive climate conditions based on Theory "y"
conceptualisation tend to promote EEP more than
negative climate conditions based on Theory "xH
conceptualisation restrain EEP.

Iv. The climate — EEP relationship is not direct but is
expected to be médiated by certain specific
variables.

V. In a work organisation, Administrative Organisa~
tional Glimate, deriving- from work-based and stake-
based interactions, could be hypothesised to occupy
central position in the totality of the scheme of
climate measures and its contribution to the total
climate generation could be maximum.

The above-mentioned broad hypotheses were used as

guidelines for the formulation of the specific hypothesis



68

for each climate measure and other variables.

(a) Managerial Dispositional climate and EEP

Issues studied: Relevant managerial tendencies
measured on Conservatism~Liberalism, Fatalism~
Scientism and Fascism-Democratism continuaa could
differentially relate with EEP.

The Hypothesiss Managerial Dispositional climate
of a positive character has a positive relationship
-with EEP and negative managerial dispositional
climate has a negative relationship with EEP.

(b) Climate of Groupiness and EEP

Igsue gtudied: There ig a definite relationship

between extent of groupiness and EEP.

The Hypothesis: EEP varies directly as groupiness.

(¢) ZIeadership Glimate and EEP

Issue studied: Various combinations of leadership

style measured alidng consideration and structure
dimensions could be differentially related with EEP.

The Hypothesis: EEP has a positive relationship
‘with both consideration and structure or EEP varies
as consideration and structure behaviours of managers
as perceived by their smbordinates.

(4) Administrative Organisational Climate and FEP

Issue gtudied: Different types of Administrative
Organisational Climate have different components of
authoritarianism and could relate with different
levels of EEP.

The Hypothesis: EEP varieg as an inverse function
of the authoritarian component of the 0C.



(e)

(£)

(g)

Organisational climate and EEP

Issue gtudied: Organisational climates are composed

of different components such as the authoritarian,
bureaucratic, consultative and participative.

The Hypothesis: While.the presence of consulta-
tive participative components in 0C could be
expected to indicate conditions conducive to EEP ‘
what exact combinations of climate conditions could
associate with good EEP distribution has to be

empirically ascertained.

Work Value Preference Acreement and EEP

Issue studied:  Superyigors®and subordinates’
agreement on specific work values could have a
specific relationship with EEP depending upon
their extents.

The Hypothesist High agreement on preference for

work values could be expected fto associate with
higher rating on EEP and vice-versa.

Authoritarian and Alienation Tendencies of

Managers and EEP of Subordinates.

Issue studied: The tendencies of authoritarianism
and alienation among managers could have a certain
influence on the motivation of subordinates.

The Hypothesig: Higher the degree of authoritarian

and alienat ion tendencies, among the managers, lower
would be efficiency potential (as rated) of their

subordinates.



It may be noted an attempt is made to test the pre-
, valent theoretical beliefs in the matter of each issue through

the gpirit of an independent inquiry,empirical in nature.

A1l throughout, aﬁ implicit attempt is made to test

Theory 'x' and Theory 'y' foundations in a general way.

\ﬂ/Méthodological Issues Involved in the

Measurement of OC in Industrial Unit:

In a general way, the study posed the problem of
measuring something that is considered to be existing at
the cognitive and affective levels of awareness and as
such necessitated the search for appropriate tools with
the help of which 0C could be gauged with a fair degree

!

of accuracy.

The basic issue, thus, was to develop and/or ascertain
the measures of 0C that will help in differentiating one
set of OC conditions from another one and characterise
these sets of OC conditions to contradistinguish them
inter se and inter alia. Tbe‘second important declsion
was to choose the method of ascertaining the OC from the

three welknown methodg described below.
Method . T

It is possible to ascertain the OC by examining the
objective properties of organisations éasily and readily

obtainable from such records as the statement of the



company's policieg and obgectivés,‘ Office Memoes, inter
departmental communication, importent documents and
letteps, address of the chaiiman and important documents
released by the company for its different publies, the
documents pertaining to the conduct of meetings and a
score of other evidences. This method of objective
references is very credible and useful. But it takes into
account the projected climate and not the actual
resultant one which is more relevant to individuals who
work within it. Tbe~rea1 climate for individuals results
from how the objective references are perceived by the
participants in their day~to-day experience. This method

therefore was ignored in the light of this argument.
Method II

It is possible to ascertain the OC through the
observations of outsiders. But such observations, however
objective, prove to be casual and transient because out-
glders cannot be expected to observe continuously and in
detail. Only the actual participants can be expected to

do so.

Method IIT

The method of ascertaining OC based on participants!
perceptions of organisational properties was found to be”
more useful and relevant. The causal variableglike

structure, objectives, supervisory practices interact

71



with personalities to generate perception and it is only
through perception that relationship between the causal

and end variables i s rendered meaningful.

The third method was found to be more useful, for the
reason that real understanding of the 00 can be achieved
only if one goes to roots of perception at which OC issues

forth and shapes out.

One major issue that needs clarification at the stage
is thét, while it would be tempting to study CC of the
whole organisation in a comparative manner, the variety of
the factor and forces and their specificify in each
industrial organisation makes it very difficult to render
any two organisations comparable. Instead, taking the
larger system of the entity of a given organisation as a
parameter, it is possible{to study the OC as between or
among its constituent units, assuming that changes in 0C
between or among ﬁhem could not be due to the totally -
different worlds of reality but the human processes taking

place, therein.



. Managerial Dispositional Climate

Explication of the Concept of Managerial

Di spositional Glimate and its Rationales:

As mgntioned earlier, in the scheme of conceptualisa~
tion of OC, it was thought necessary to ascertain the
climate that managers are capable of creating through
their basic attitudes, orientations and werk-values which
go a long way in the creation of a contextual world in
which they and their subordinates interact daily. This is
termed as Managerial Dispositional Climate (referred
hereinafder by the abbreviation MDG) since it exists as a
cognitive possibility emanating from the perceptions of
the subordinates of managers in the routine of their
interactions. MDC is what the mansgers are capable of
creating in terms of their inner mental make-up and
becomes a perceived reality inasmuchas it enters the
cognitive world ef the perceivers. The exbent to which
MDCG would materialise depends upon a number of factors and
and forces such as the authority of managers} their dis-
cretionary powers, their tendency towards autonomy the
inner sanctions and a dgsire to 3nprint their decisions
with their individuality. Managers can create a situation
which may have a positive or negative value (if not impact)
to their subordinates. This is certainly not to say that

managerial stances have a direct effect on the efficiency



of their subordinatés.

The highlight point to note is that wmanagers temd to
create a referential and contextual set of conditions
which have a bearing on the quality of efforts. that sub-
ordinates tend to put in. Generally speaking managers in
work organisations could create positive or negative
contidions depending upon what they themselves are inter—
nally-in point of their basic attitudes. It stands to
commonsense to state that positive managers tend to create
positive conditions whereas negative managers tend to
create negative conditions though they may not be always

successful.

In order to ascertain whether given managers are of
positive or negative character, it was found imperative to

obtain answers to the following basic questions.

(a) Is the manager receptive of other's ideas and
suggestions or is he stuck up in his owm rigid beliefs?
The answer to this question would tell us whether the given

manager is liberal or conservative.

(b) Is a manager having a scientific outlook or is
he a fatalist Believing in the efficacy of non-scientific
and non-logical forces? The answer to this question would
determine whether a manager is convinced about the efficacy
of techniques and technology he uses. In other words,
whether he is scientifically oriented or fatalistically

oriented.
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(¢) Is the&manager sufficiently permissive or
participative to encourage subordinates to open ou% and try
or is he so much authoritarian that he would enforce his
views, ways and methods upon subordinates? The answer to
this question would throw a light on the extent of authori-

tarianism in bim,

Keeping in view these three basic tendencies that
determine the effiefacy of a manager who acts through others
three kinds of suitable tests were selected, the detailed

disecription of which would follow soon.

The answers to above three basic questions, it was
believed, would inform whether a manager is positively or
negatively oriented and the kind of organisational climate
he is equipped to create. MDC, thus, issuing forth from
the specific mental make up of managers, would shape out
in the perceptions of their subordinates not as clearly as
a managerial style or approach which becomes overt in the
long run but as something covert (implicit) to be assumed
as the wanagers psychology. IDC is thus more subtle
and implicit than other types of climates. The manager's
psychology or state of mind is a source of influence to
subordinates except that the mammer of influence is too
intricate and subtle to be depicted and described. It is
quite common to hear people talk about Boss's line of
thinking and adore or criticise it as a matter of facility

or obstacle.

<



Test Description:

Two tests were selected to measure MD@: (A) Fescale
by Prayag Mehta which measures authoritarian t8ndency
and (B) Ansari! s value—orientation Scale which contains
items for measurement of tendencies to conservatism-
liberaligm, Patalism~scientism. It also contains items
for measurement of authoritarianism -~ non-authoritarianism
as well as hereditarianism V/s Environmentalism but they
were ignored as they were not relevant for the kinds of
tendencies sought to be measured for the study.

Prayagz Mehta's P~Scazle:

The P-scale of Prayag Mehta is an adopted and abrldged
version of original tool developed by Adorno. It congists
of 29 items, first 19 measuring Fascist tendencies and the
rest measuring alienation. The test has been adopted to
suit the Indian conditions and is cast in terms of
generality. The test iftems seek to tap the opinions and
beliefs to respondents on seeemingly general but
intrinsically very crucial issues that reflect upon the
basic character of a person. In fact, items are so0
construed that if a respondent genuinely responds, he will

certainly reveal his belief and orientation systems. For:

*Please refer Appenﬂii 3.2

**Please refer Appendix 3.3.
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example, Item No. 1 seeks tomeasure the Fascist tendency,
gseeking a response to the statement; "To whatever extent,
science may progress, certain things can never be under—

stood by the human brain." The person who agrees to this
item displays a positive Fascist tendency whereas one who

3

disagrees, a negative Fascist tendency, 'With reference to
/
one of the nine behavioural manifestationgdeveloped by

Adorno et al1] (viz., superstition and stereotyping).

Item No. 13 "Western dress might look nice but I
do not like my family members to wear it.", seeks to judge
whether the respondent is committed to conventionalism a

middle elass value.

Item No. 9 "Businessmen are more important than poets
and writers for the society" seeks to Judge how the

respondent fares on the tendency - Anti-intraception.

Items No 20 through 29 seek to judge how mucjp aliena~
tion respondents experience through items which are used to
judge how people feel helpless in different matters,
believe 2ll the while that actions do not lead to any

re'sul'tSo‘

Scoring on F-scale:

- For each of tﬁe 29 items, a response-set comparising

of five categories of response was provided I - against

1Fillmore HsSanford and E. John Capaldi., "“Research
in Developmental Personality and Social Pgychology",
Prentice-Hall of India Private Ltd., New Delhi, 1967,
Chapter II, pPe44—46. .



each item for the respondent to tick upon. The following

categories constituted the response set.

Strongly Agree, Agree, Neither Agree nor Disagree,

Di sagree, and Strongly Disagree.

The middle category is assigned '0' point value,
since it is a neutral posithon. Strongly Agree and Agree
categories are assigned +2'and‘+1 points respectively
Whereaé Disagree and Strongly Disagree categories are
assigned -1 and -2 points respectively. Thus, the maximum
possible score for fascist portion of F-scale (1-19 items)
could be +38 or -38. The actual sceres of the respondents
would fall between +38 or -38 and for Alienation portion
(20-29 items) +20 to =20 points. The final score could be
thus +58‘or -58. After plus or minus scores were checked
out, the final scores were rendered into T-scores, taking
standard deviation at 10 or mean at 50 to facilitate the

setting up of the cut~off therein and comparison thereof.

Angsari's Value-orientation Scale:

a

For Ansari's Value-orientation Scale from which items
for two value orientations - conservatism-liberalism and
fatalism-scientism were used, the response set of six
categori es — Fully Agfee, Mostly Agree, Just Agree,

Just Disagree, Mestly Disagree and Fully Disagrée — were
provided. Fully Agree category was assigned 6, Mostly

78



Agree 4, Just Disagree 3, Mostly Disagree 2 and Fully
Disagree 1 point. Some items were intentionally’reverse—scored

© to avoid patterned and mechanical responses.

The Test of Ansari entitled ‘ValueVOrientation Scale!
wag fouwmdtobe useful in obtaining answers to the three
basic issues referred on PP747% which were found to hold

clue to the manager's work philosophy.

Rationale for fhe gelection of the Tegt: Executive's
value orientations and tendencies can penetrate the value
components of their decisions and contribute significantly
to the creation of typical socio-psychological conditions
in their departments. It was decided to select a test
which could rate the executives on value-~orientations
that influence their own work and incidentally the working
of their subordinates. Ansari's Test, offering measurement
of tendencies of Gonservatism~Lliberalism, Fatalism-
Scientism and Authoritarian-Nbﬁ-aathoritarian was found to
be meeting the requirements of the study. It was especially
selected because its items are subtle and sufficiently
general teo motivate respondents to respond freely. More-
over, the variables that it seeks to measure have a direct

bearing on the crux of managerial work-place philosophy.
Test Description: The test consists of 48-items,
several of Whichb&%&hﬂé%&zthe item-pool of Dr. Uday
i

Pareek and Chattopadhyay.
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Test Scoring: Its items are to be scored on a 6 point
summated ratings.- The response set contained six responses

each carrying a numerical value as shown below:

Fully Mostly Just Just Mostly Fully
Agree Agree Agree Disagree Disagree Disagree

6 5 4 3 2. 1

Items pertaining to only Conservatism-Liberalism, (1-19),
Fatalism-Scientism (20-29) and items (9 in all) measuring
authoritarianism tendency were used as independent items
to be referred at the right place hereafter. The maximum
score in regard to the tendency of Conservatism-Liberalism
was 90, the minimum 19. Iikewise the maximum possible

score in regard to the tendency of Fatalism-Scientism was

72, the minimum 12,

Some items were reverse scored.

Reliability and Validity of the Test as reported.

Reliability: Split-half reliability for the four

value dimensions obtained between .72 to .82. -

Valid ity: Ttems were selected on the basis of 11

judges ratings. Group validity was also established.
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Procedure for Categorisation of Managers into

High and Low Scores and Preparation of the

Tablé for Characterisation of the OC in

the Departments Concerned:

- After calculating the scores of managers on
Conservative-Liberal, Fatalist-Scientism and Fascist
Tendencies, they were arranged in an ascending order for
each tendewncy using the median value as a cut-off point
in this arrangement, each respondent has been categorises
as High or Low scorer for each tendency. Managers who
scored higher:than the me@ian score were assigned the
code H and those who scored less than the median value
were assigned the code L to symbolically represent their
position in each tendeney. Symbol L in each of the three
tendencies indicated tendency to liberalism, Scientism
and lower Fastism respectively, whereas symbol H indicated
a tendencyAto Congervatism, Fatalism and Fascism in each

of the above referred tendency respectively.

Few managers scored exactly the median score. They

were equally distributed between H and L categories.

Preparation of the Table:

A table depicting the categorisations of all the
manégers for eac@bf the three tendencies was constructed

to obtain an ovefall view of the distribution of manager§ ew

H-L categorisation, departmentwise.
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Table 3.2: Specimen of the Table depicting the
' Categorisations of Managers into High or Low
Scorers in eachof the three Tendencies in-
ONE department.

Code Categorisa- Categorisa- Categorisa~-
No.of tion in tion in tionin
Supervisor Conservative Fatalist- Fageist
Libveral Scientific tendency
Tendency tendency
1 H H H
2 L L L
3 H H H
4 . L H H
5 H H H
6 H L H
7 L L L
8 H H H

H - means High scorer i.e. above median value among
all the managers constituting the sample of the
study.

L - means low scorer i.e. below median value among
all the managers constituting the sample of the
study. ) .

Description of the Table:

Managers were shown in the first column by their code
numbers. The second, third and fourth columns displayed
the scores of managers in Conservative-Liberal, Fatalist-
Scientific or Fascist-tendencies, represented in H and T

categorisations respectively. The managers of each
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department studied were placed in a sequence to facilitate
eventual characterisation of the same in climate terms.
The table 3.2 thus made for the transfer, conversion and
display of total data on MDC on a Master Sheet, and
facilitated the preparation of the next table, offering
the number of managers who were High scorers or Low

scorers in each tendency.

Table 3.3t Specimen of the Table Displaying the Total
number o f managers earning H or L Categorisa-
tion in THREE Departwents, expressed in

Bi;y form. -
G I - L H
o%dihe i J , i y . X
Departument Pregentation Presentation Presentation
* ) of Managers of Managers of Managers
in Conserva~- in Fatalist- in PFascist
tive Liberal Scientific tendency
tendency tendency
A H513 HSL3 H6L2
B H452 H531 5432
c H2L3 H.L H,L

372 372

The departmental score in the Table 3.3, it may be
noted, is presented in the form of HXI:y:format° In HXLy
format, subscript x indicated the number of managers
scoring H categorisation and y indicated the number of

managers scoring L categorisation.



Criteria for Climate-Agsignment in MDC:

The Principle followeds: The basic issue was to

formulate the eriteria for climate assignment. This
involved a decision regarding what difference between Hx
and Ly would qualify for what type of climate-assignment
in MDC. The principle followed in this regard was that
if the difference between Hx and Ly were double or more
than double, then only a clear climate could be assigned
in the case on the strength of the argument that double
or more than double the number of persons holding certain

tendencies and orientations would certainly have a pre-

dominant influence in a given set-up.

the values of x

The Procedure: In the format Hx;y’
and vy could be determinate for a given set-up. Given the
maximum number of managers and the minimum number of
managers, 1t was possible to construct a reference table
that could depict all the possible Hx and Ly combinations.,
For example if maximum number of managers were 10 and 11,

the first reference table indicating possible combinations

of HX, Ly would be as follows:

When N=10 When =11
Hyolo HyqDo
HoL, H, &y
Hghy Holp



When N=10 When =11
Byls Hgls
Hely H7i4
HeL, Hele
BT, | Hsﬂu6
L., H L,

H Lg Hylg
H,Lg Héig
Holyo B0

Holqq

It may be observed that the total number of combina-

tions would by n + 1.

But from n+1 combinations, the main combinations,
depicting the possible differences between Hx and Ly would
be half or almest half since half the combinations are the
opposites. Thus if a criterion could be evolved to take
a decision of H9L2, antomatically the criterion could be
applied for Hngcombination‘alsoe

The number of main combinations would be % + 1, if

n is even and 2% 1 i1 is odd.

In the table, when n is 10, main combinations would

be %g +1 =6 and when n is 11, it would be 11%1 = 6.

o0

<
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From amongst 11 combinations, in case of n=10 the
main combinations to be picked for deciding upon would be

as follows:

Main combinations: H1OLO HOLTO
sp, A
HgL, Holg
B Ly HyDo
Héla‘} H,Lg
H.L

575
Thus, a reference table of the main combinations to be
used for any set-up could be created with any value of n,

Vvize, number of respondents.

The Criterias

As it is clear, the crux of the issue is to decide the
basis of climate-assignment in MDC taking into account the

differences between H_ and @&. The following criteria were

evolved and used for the purpose.

(2) If the difference between H_ and Ly were
double or more than double, then a clear
climate of the greater score is assigned.

(b) If the score of one of them was higher but
less than double, then the climate of the
higher score with a qualifying phrase
tmoderate! was assigned to it.



(c) If the-scores of H_ and Ly were equal, then
the climate assigned is 'mixed'.

Illustrations:

In HSLS’ the climate~assigned would be 'H moderate'.
In HeL;, the climate assigned would be H. In H Ly, the
climate assigned would be mixed. In Hgl., the climate

agsigned would be 'L moderate®.

4 table displaying climate characterisations in MDC
from the five types of MDG climate was formulated. The

specimen of the said table is as follows:

Table 3.4: A Table Displaying Climate Characterisa-
tion in MDC from the five types of MDC

Climate.

Code of the Climate
Department - Characterisation

A ‘HM

B .

c

D Mix

E Ly

But Table 3.4 being symbolic, it was observed,
could be cumbersome for interpretation and use at latter
stages of the study. For the sake of simplicity and
difectﬂ@&s of reference, the Table 3.4 was finally

© -4 v transformed into the language of the five {ypes

:
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of MDC. The specimen of the table is as follows:

Table 3.5:¢ A Specimen of the Reference Table Depicting
all Possible Combinations of MDC in Language,
Indicating the Final Climate CharacteBisations
for Interpretation in Bach of the THREE

tendencies.
Coded Tendency decoded in Language
Characteri- Conservatism— Patali sm- . Faseist
sation Liberalism Scienticism
H Conservative Fatalist Pascist
HM Conservative Moderate Moderately
moderate fatalist fascist
L Liberal Scientismic Democratic
Ly . Moderately Moderately . Moderately
liberal seientific democratic
Mx . Mixed Mixed Mixed
conservative fatalist fascist and
and and . democratic
liberal scientismic

A Test to Establish the Independence of Each

of the Three Tendency Measures in Measuringe MDG:

It was decided to claculate inter correlations
among the scores of Managers in conservative-Liberalism
Fatalist-Scientisms and Fasoist—Democraﬁic‘tegdencies and
check whether these tests contribute independently to MDC

creation. The co-efficient of correlations are reported.
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Conservatism-  Fatalism- Fascist

Liveralism Scienticism Democratic
Conservatism- e 31 48 n=30
Liveralism
Fatalism~ * 31 ‘ 54
Scienticism
Fascist 48 54

Democratic

It may be observed that all inter correlations are
moderate and thus we may state that the three components
of MDG are moderately correlated. The combinations of
these would constitute High, Low and Moderate MDC. A1l
the correlations being positive and moderate, justify the
use of three measures of MDC, each measure having specific

contribution and others also contributing to MDC as well.

‘Emplovee Efficiency Potential (EEP)

As the title of the study indicates, relationship
between O0C and EEP constitutes its core. Since the idea
of EEP is not conventionally used and defined, an attempt

is made to explicite it for the study.

Efficiency potential means the totality of capacities
with which an individual is equipped with reference to a

given task and which he can actualise 1f suitable conditions
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obtain. It is widely known that, pefformance of an
employee, beyond a certain level, is not responsive %o
merely formal instructions but rather to psychological
forces operating upén him. There is always a gap between
what an individual does and what he is capable of doing.
The actual performance of an individual could be enhanced
by operating on the factors and forces teo which he responds
beyond his average performance and the gap between the two

2of Harvard University

could be narrowed. William James
estimated that employees could retain their job by working

at a mere 20-30 per cent of their potential. His research
led him to believe that df the same employees were properly
motivated, they would work at 80-~90 per cent of their
capabilities. EEP, thus, does not refer to the efficiency
that an individual achieves in a given set of conditions but
to the fullest possible extent an individual, by virtue of
his unique combination of abilities and gqualities is capable
of. EEP looks like being indeterminable but could be
rendered determinate by means of certain indirect tests and a

systematic assessment of it by experienced persons on specific

items, scaled to values.

Moreover, practically EEP is not something of the
type of a natural endowment btut a matter of evolution of an
individuals capabilities through work and work experience.

An individual's EEP thus is not a static gquality wanting to

2Quoted by Awun Monappa and Mirza Saiyadain, "Personnel
Management", Tata McGrow Hill Publishing Company,
D138,
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be unfolded but a dynaﬁic entity, developing and growing
as an individdal advancesin life, interpreting his experi-
ences, sharpening his skills, changing his attitudes aﬁd
functionalising his personality for goal achievement in
the given conditions of working life. Over a period, EEP
itself may change upte a certain stage in working life,
through the processes of adaptation and adjustmenf.
Operationally, EEP could be guaged at a given point of
time, indirectly by running a number of tests for knowing
how well he is internally tunédrto, and equipped for,
realistically respond ing to the stimuli and cues that

obtain in his work environment.

\.- Operationalising the Concept of EEP

Proce&ugg_for the Preparation of the Tool of EEP:

Initially a tentative list of EEP items was made
through the scrukiny of selected Performance Appraisal
forms of progressive concerns and a discussion with four
known executives. These items were discussed with a
number of executives to ascertain whether they could be
useful in measuring the EEP. As dresult, a few items
were deleted. An idea as te what attributes contributed
to EEP emerged. é general concensus emerged that EEP
did not merely depend upoen his technical competence but

also upon certain tendencies, qualities and attitudes



that he possessed or developed. Another important matter
that was brought in the discussion was whether EEP could
vary. ‘Most of the executives opined that it could,depending

B

upon conditions and circumstances. A special guestionnaire

was, later on prepéred and submittéd to ascertain the
opinion of sixteen experts who were selected from different
industries from Baroda. Tﬁey were mostly executives with
more than ten years of experience énd full departments under

their control.

The items of measurement were disgplayed on right hand
.slde and their opinion regarding whether or not»it can
measure efficiency potential was first sought. If they
answered in the affirmative, they were asked to opine, if
a gilven item measured the efficiency potential to a great

extent, or to some extent.

Only two items did not receive favourable rating.
They were therefore eliminated. At the end, we were left
Qith 20 items on which we ecould réliaﬁly ascertain the
efficiency potential of the prospectiv® respbéndents. Since
the items referred to EEP and not actual efficiency of the
regpondents, it was decided to meet each rating manager and
discuss with him the items to obviate any misunderstanding
or misinterpretation. Item No. 3 provoked maximum discussion
and had to be explained at length for a clearer grasp of

the intended meaning.

*plesge refer to Appendix 3.4 for the Format of the
questionnaire. ) :



While selecting EEP items.for the EEP format, a
logical excercise to ascertain whether different EEP
ratings could go with different climate types and categories

was gone through.

~

It may be noted that EEP items could be broadly
classified into four dimensions namely (a) Ability iteums,
(p) Téndency items, (c) Knowledge items, (d) Quality
items. A serutiny of the format will—reveél that an
attempt was made to identify traits, tendencies, qualitiss
and behaviours of an ideal emphoyee whose own efficiency,
contribution to his Boss's work and departmental work,
active co-operation with colleagues etc. were highest
possible. Such an employee would eoptimally be active,
motivated, professional, co-operative, stréngly identified
with the organisati®n work and having a positive outlook.
The profile of an opposite type was also visualised to fix
~ low potential employee. In the light of the motivational
theories and basic management tenets, an attempt was made
to imagine how a given ability or a tendency or a know-
ledge (job—felated) or a quality could go with different
Manage¥$ial Dispositional categories, Administrative
Organisafionai Climate categories, Leadership Climate

categories and the Climate Levels of Groupiness.

For example getting along with colleagues (Item No.6

of the EEP format) which is a human relations ability could



find high expression in 1iberal,kscientific and non-
authoritarian climate (MDG), the participative and
consultative categories of'admigistrative organisational
climate, the climate of high consideration in the leader-
ship climate and a high level of groupiness, whereas in
the opposite type of climate in the above climate fypes,
namely, conservative, fatalisti¢ and authoritarian in MDG,
authoritarian bureaucratic and anthoritarian personal in
administrative organisational climate type, the high
structure in the leadership climate and the low level of
groupiness.” The point that is sought to be emphasised is
that before the items for the EEP format were finally
selected, a theoretical visualisation of their possible
agsociation with different types of climates was attempted
to establish the face validity of the tool. Special
dichotomiés were established such as High %nd Low :for
abilities and tendencies, More or Less for knoﬁledge and
Strong and Weak for qualities to visualise differential
responses to items and their possible association with

climate categories in all the climate types.

Description of EEP Format:

i

As mentioned earlier, a 20-item format was prepared to
measure the.efficiency potential of supervisors on a five-
point scale. The EEP feormat included items on 11 Abilities,
5 Tendencies, 3 Knowledge and 1 Quality. ‘The items were



framed in such a manner as to enable‘tbe respondent to
choose a strength of response from possible varying
strengths provided in thé response~-set for each item. The
items themselves were such as would make for different
responses on different items. Items were mutually

exclusive and sufficiently provided for a range of responses.

The Raters and the Ratees: The raters were managefs
to whom the ratees reported and under whose direct super-
vision and control the ratees worked. The ratees were
supervisors who worked under the managers. GCare was taken
to see that ratees had worked for a sufficient length of
period and that the pairs of raters and ratees had a

history of relationship.

t

Scoring: Managers were expected to opine by way of
a tick on the response-set adjacent to the item. The
range of response-set was from remarkable to poor, through
a midpoint average performance indication. The EEP
“format did not mention any weightage to be given %6

categories. \

It was decided to use a five-point scale, with
categories arranged in a descending order with highest
score of 5 being assigned to remarkable, 4 to Above
Average, 3 to Average, 2 to Bélbw Average and 1 to Poox.

The maximum score possible was 100, minimum 20.
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_ It would have been possible to keep only three
categories of response viz., Above Average, Average and‘
Below Average but it was decided to obtain the ratings on
a finer scale. That it was thought, would make their
responses more éiscerniﬁg. It was clear at the time of
constructing the scale that a person who would be rated
Average on majority of the items would score near 60 per
cent. Moreover, rating on potential could always be on the
higheé side. But the division of High-Low scorers was %o
be made with reference to their own mean scores and as
such the tendency of lower‘ienient marking was duly taken

care of.

Reliability of the EEP Format:

The EEP format items were developed through discussions
with fifteen executives with more than tem years of
experience and coming from different industries like
engineering, chemicals, pharmaceuticals etc. After
prolonged discussions with selected exécutives, some of the
initially proposed items which did not find favour with
minimum 90 per cent and more executives were rejected.
Moreover each executive was made aware of the fact that
efficlency potential items and not actual efficiency items
were developed. Tpe items that emerged through the process
of discussion and critical evaluation were construed to

reflect the contents of the efficiency potential as
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conceptualized by the body -of experts. After the férmat
was prepared, it was again submitted to some of them for
- their final approval and comments. Since the format of
efficiency potential was new, a comparisen of items with

other existing tools was out of the Question.

The managers who were supposed to rate the’supervisors
on the EEP format were also explained in person the
difference between the efficiency‘poterwial and the actual
efficiency. Regarding test reliability of the tool, it may
be noted that the ratings of 20 supervisors by their managers
were obtained again with a time-lapse of about az month and
a comparison of the total scores with the previous ones

showed a variation of 5 per cent only.

Procedure for digtribution of High and Low

Scorers on EEP:

After totalling up the scores on the EEP formats, they
were digtributed between the categories of High and Low,
using an adjusted mean, based on the actual scores of the

respondents in each department.

The AdjustgdAMean: \ Ag already explained, the rating
on EEP always tended to be on the higher side. Moreover,
the lowest EEP rating itself was around or above 50 per
cent. It could always be so because the EEP ratings of
the individuals (who are in service), have to be upward

50 per cent, in fact far higher than it. If EEP as a rule
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is highe than actual efficiency rating which is normally
50 to 60 per centzin majority of the cases, then EEP's base
rating would start at higher figure. Thus, there arose a
problem of selecting a method which would take care of
situations in which few abnormal ratings would not distort
the distribution of High~Low scores. Simple mean was not ,
useful for the purpose of’distribufing the scores, since
one or two extreme scores were invariably found in each
department. The following procedure was followed to obtain

a realistic distribution of scores.

First, each distribution was scrutinised to find out

if there were any extreme ratings.

If an extreme rating was found, the next lowest or

highest rating was selected.

The difference between the highest (so selected) and
the lowest (éo selected) was Obtained and. halved. The
halved figure was added to the lowest score. Thus if the
extreme rating was 30, the néxt higher Wés 5% or-~the..
higpest was 83. ‘

Adjusted Mean = Highest SCOrZS—LOWest§gpre + Lowest Score

i

15 + 53
= 68 -

it
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Score 68 was taken as the cut-off. Such a procedure of
finding the adjusted mean helped in obtaining a realistie
distribution of H-L scores, taking note of the tendency of

high rating on efficiency potential format.

Rationale for Treating each Department .for

H-L Digtribution of Scores:

Thougb thé itemé on Wbich respondents were to be rated
were acceptable to all the departments, different depart-
ments gave different weightage to different items and a
low scorer of one department could not be equated with low
scorer of another department. Factor sets for EEP in each
department tended to be department-specific and even\the
manner of rating on EEP differed significantly from
department to department. TFor example, one deparimental
head definitely accepted that there were high scorers on
EEP in that department but then their scoring pattern on
the whole was to score on the lower side compared to
other departments. They also did not believe that their
subérdinates were iﬁ'any way lower than subordinates in
other departments but they preferred to rate tightly. '
Elsewhere in another department the managers tended to be
rather libetal in rating. If one were to go by an absolute
universal mean for the c;ass of respondents namely the
supervisors, the latter department would seem fto be

scoring high and the lower scorer of this department would
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be higher than the higher scorer of the previous depart-
ment. Thus to tackle the disparity in scores arising from
tendemies among managers in given departments, distribu-
tion of supervisors as low or high scorers was done on

the basis of the actual scores obtaiﬁed by the respondents
of a particular department. This procedure fulfilled the
objective of distributing high and low scorers department-
wigse. It may specially be noted that the purpose of the
study was not to distritute EEP scorers with any absolute
measure, developed for the whole organisation. What was
desired was to distribute H~L scorers assuming the scoring

pattern.

Administrative Organisational Climate

Concept ef'Administrétive Organisational Climate:

Employees in complex work organisations, it is needless

to emphasise, function through and with the machinery 9f

. administrative processes. In fact, their understanding of
the relationship of the formal entity of the Organisation,
erystalised through their experiences, therein, would go a
long way in determining their extent of involvement in it.
Employees understand the organisation through thelr
experiendé éf and participation in a number of administra~-
tive actions. At any level in the organisation employees'

sensing of the nature of administration would constitute i
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their perceptions of Administrative Organisational Climate
(AOC) in which they Wofk. Daily routine administration
ultimately creates his percéptioh>of AOC since the
administrative machinery manifests itself through the
actions of his immediate bosses. The employees are
inclined to equate their administrative expe;ience at

their level with their total organisational experience.

LJﬁOperationalisaE;on of the Concept of AOC

Types of Climates in AOC, their Rationales:

Employees tend to perceive the admini strative work
climate‘on the basis of their undefstanding othow work is
taken from them in general but more importantly how their
compliance to administrative decisions is sought to be
procurred in matters that affect a behavioural modifica~
tion such as Discipline or Training or change in conditions

of their work'like under Promotién or Transfer.

Thus, four roles that suﬁordinaﬁe, ﬁay perceive their
superiors can play, were used ag a basis of each kind of
climate category within the broad measure of AOC. TFour
climate categories based on four types of roles that

could be perceived as shown below were identified and used.

() If subordinates feel that the superior goes by rules
and regulations and use’ the authority incumbent in his

position in 21l important matters, fhen the climate likely
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to be perceived is termed as Authoritarian Bureaunecratic
Climate (ABC). Managers who have a bureaucratic managerial
philosophy and act accordingly inmduce the perception of ABY,

The role of the superior is Bureaucratic.

(B) If subordinates feel that the superier‘uses his
pesgsition to create personal power and influence over their
suboédinates,,then the climate likely to be perceived is
termed as Authoritarian Personal Climate (A?G). The basis:
of influence in this sense of climate i s pérsonal power
as.different from the positional authority as in (4). The

role of the superior is that of an Authority-figure.

(C) If subordinates feel that the superior simply acts

out the role of a patergér an elder and offers consultation .
to seek compliance through emotional influence, the climate
likely to be perceived is termed as Consultative ¢limate (ca).
The basis of influence in this climate is emotional or the

role of the superior-is paternal.

(D) If subordinates feel that the superior is not so
keen to use the formal anthority of the organisation vested
in his position either for organisation's good or personal
aggrandisement but rather for creating opportunities of
genuine partieipétion through open and‘frank discussions
and the technique of compliance is conviction, 0% censen}
then the climate likely to be perceived is termed as

Participative Climate (PG). The role of the superior is
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demoeratic. It may be noted that these four styles are
similar -to four basic systems of management developed and
used by Rensis Likert in his researches, duly described-in
"The Humen Organisation, its Management and Value™"

published by McGraw-Hill Book Company in 1967.

In fine, the four subclimates in the AOC and the
subordinates’perceptien of their superior's role 6n which

they are based are as follows:

Supervisor's Role Sub~climate in AOC

Perceived by Sub-

ordinate/s

Bureaucratic - Authoritarian Bureaucratic Climate (ABC)
Personality Force - Authoritariéﬁ Personal Climate (APG) o
Paternal » ~ Consultative Climate (GG)

Democratic - farticipative Climateh(PG)

Place of AOC in the Scheme of Study:

Of all the experiences of an employee in a work
organisat;on, theé experience of the ménner in whieh he is
dealt with in specific job matters of high-stake is the
most direct, pervading and penetréting one and as such
constitutes the central plank of his relationship with the
organisation. 0C in the senses of leadership climate and
the psychological climate tﬁough important as climate

measures are secondary in .nature since they are based into
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the manner of interactions and the conditions of inter—
actions respectively unlike the AOCC which is based right
into the content of the work and the direct stake of the
employees in the work. AOC derives from the main theme
of the relationship between the employee and tﬁe organisa~
tion viz. the mutual self interest. Conceptually and
practically, AOC constitutes the core climate around which

other types of OC develop.

The measure of climate based on the actual work
experience was found td@e missing during the survey of
literature on the theme of 0C. 1In fact, the application
o% 0C to schools, churches and other service organisations
was known but its application in manufacturing organisae~
tion is a matter of recent origin. An attempt to develop
a climate measure tapping the actual administrative
experience of employees in critical job matters (as

against routine) was found in order.

A suitable tool has therefore been forged. In fact,
the relationship of AOC to EEP is taken as the central
theme of the study.

@limate Zones, their Rationale in AQC:

Three sets of items for the format of AOC were selected.
Ttems on management policies and practices covering such
important matters as transfers, promotions, leaves etc.

which are high-stake items were selected to constitute
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Zone I of the AOC. All these items, it may be noted, are
"items of vital concern for the employees. The manmner in
which management policies and practices are implemented
would reveal to the employees what the organisation means
to him and vice versa. Whatever the policies and practices
with regard to such matters as promotion and tranfefs, the
manner in which the employees feel they are dealt with
would throw inputs into thelr permanent memory of what the
organisation is like. The history of decisions and actions
taken by management for a given set of employees for thege
items would tend to create a stable inner perce pbual
reference. It is this perception of the 0G through
administrative experiences that is characterised as Zone I

of AOC.

Zone IT iﬁ AQOC:

The second zone of AOC is baséd into the administrative
experiences of the employees in regard to matters in which
they are sought to be remedied or counselled for their
deviant performance or behaviour. It is a matter of
common experience that one's version of the psychological
conditions in which one has to work derives from one's
experiences of high-ego involvement. In the administrative
context, such experiences arise from the manner in which
employees feel that their behav1our in matter of late

coming, insubordinatién, improvement of performance,
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and post-strike events is sought tope administratively
influenced or éorrected. It may be noted that the items
for Zone II of ACC pertain to matters which potentially
provide for high ego-involvement and consequent effective

experience.

Zone TIIT in AQC:

Working in. complex work organisations implies regular
work-based and general interactions with superiors. The
pattern of interactions which evolves over a period
between given set of subordinates and superiors would
reveai the value that the organisation sets on them, the
interest it .makes in them and the nature of roles it
visualises for them in the conduct of day-to-day affairs.
Zone III of AO@ consists of items which are general in
naturé but wbiéh, neverthelegs, congstitute the daily fare
of experience that lays an imprint upon his mind as to
*human relations climate! of his department. The percep-
tions of the employees in these three zones of administra-
tive experiences build up additively and cumulatively his
reporteire of impressions of the formal conditions in

which he workse.

The Tool, its Introduction:

The toél* was prepared specially because the available

tools were developed to study organisations other than

*Please refer to Appendix 3.5 for the specimen of
the tool of ACG.
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industrial orgéﬁisations and using them would have meant
missing out relevant and typical areas of the climate of
the industrial organisation. That is why work-related
issues in which employees get psychologiecally invested
during their work-place life were selected. It also
enéured that the climate perception of the respondents
would be reality-oriented and not imaginary. The congept
of ACC was operationalised through the development of a
special tool that sought to tap the administrative experience
of the respondents in different job matters and job related
matters of high stake to them. Such matters were listed

in consultation with experts. IList of 22 matters that have

gone in the test items, zonewise is given on page  « —

/ﬂﬁhe Format of the Tool:

7

The special tool developed for tapping the data on AOG
provided for the climatexperception responses in three
distinet zones of AOC, each zone containing a cluster of
items that‘would logically go together and cover a distinct

area of organisation-employee interactions.

Four basic managerial styles of dealing with the-
emplo&ee in each matter were identified, each style by a
statement. Thus, in all, there were four statements on
each of the 22 matters and the respondent was asked to

gelect a statement in each of the 22 areas that exactly or
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nearly expressed the manner in which he felt he was dealt
with by the administration. Each type of 'dealing’
selected went into a final climate perception by the
respondent (Please refer to Appendix 3.5 for the format

of the questionnaire).

Tool Description:

ﬁwenty—two eritical areas of supervisor—ménagement
interéctions were identified, each area containing four
mutually exclusive alternatives, representing eachpne of
the four types of climates in AOC. Each area actually
represented a typicél situation that would normally arisq/
obtain in any large wﬁrk crganisation. The respondent
selected in eéch area the alternative which nearly indicated
the course of action that his superior or management had
o£ would (in his opinion) prefer in the situation described.
Care was taken to see that major areas of employee-
management interactions were covered and that every typical
situation in each area contained clear possibilities of
different alternative courses of action representing

distinctly four climate descriptions.
Tool Items:

As mentioned earlier, three zones of AOC were identified.

Zopne I contained items on managerial policies and practices



on following matters:

1.
2
3
4.
5.
6.
T
8.

'Transfers, when resisted.

Leave, when difficult to grant, straightaway.
Promotion.

Voluntary welfare facilities.

Welfare administration.

Centralisation.

Work load distribution.

Improvement .

Zone II containdd matters of remedial actions taken

the management to correct or improve deviant-employees.

Matters covered in Zone II.

1.
2.
S
4.
5.
6.

Post~strike dealings.
Tnsubordination

Late coming

Correction of mistakes in work
Absenteeism

Grievance settlement.

Zone IIT contained itemson eight general matters of

interactions.

Te

2e
3

Informality among colleagues, managenment's
views thereof as perceived by the employees.

Superior - subordinate relationship.

General attitude to management.

109
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4. Informal training given by superiors
5. Co-ordination efferts

6. Decision-meking

7« Supervisory style‘

8. Supervisor's confidence in management.

An illustration of the format of the items in each of

the three zones on selected matters.

Zone I -~ Leave when difficult to grant straightaway - Items

a) Management expects the eﬁployees to observe the
rules while applying for leave. It does not overlook even
small lapse in this regard (Authoritarian Bureaucratic

e
Climate)

b) One has to convince the boss personally that one
really need proceed on leave even though one is entitled
to it. DPeople get or do not get leave at the personal

conviction of boss (Authoritarian Personé} Climate).

¢) Many a time employees are persuaded to adjust
their leave period in view of organisational interest as

understood by the bess (Consultative climate).

*Climate mentiohed in the bracket were not mentioned
in the tool. They are mentioned here to illustrate the
PO int. -
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d) Before, finally refusing leave to an employee, the
management tries out if his colleagues could help it out by

some special arrangement (Participative climate).

Zone IT - Insubordination -~ Items:

a) If an employee is found not obeying his superior/s
or not bbBhaving himself, the superior immediately hands

over & Memo to him (Authoritarian Beaucratic climate).

b) Improper behaviour of an employee is dealt with by
an officer by sheer force of his personality. Mostly, b;
sets the defaulter right without any reference to superiors
for their help (Authoritarian Personal climate).

¢) Superiors dealing with subordinates who indulge

in unacceptable behaviour receive an affectionate rebuke

rather than a Memo, %0 begin with (Consultative climate).

d) Managers pay special attention to insubordination.
They do not try to get over it by a mere decision tut go
deep into it to encourage the employee to understand how
his cooperation is useful to himself and the organisation

as well (Participative climate).

Zone III - Superior Subordinate Relationship - Items

a) Our superiors do not mix with us Jjust only to

maintain their image and authority (Authoeritative Beauncratic

Climate) s
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b) How much power does our manager create out of his
authority! It is much more than his official authority.
We feel it in all his dealings with us (Authoritarian
Personal CGlimate).

¢) Cur Boss does not order us about. He interacts

more like an elder to get things done (Consultative Climate).

d) We think our managers are more like leaders. They
invariably consider our view point while getting things

done (Participative Climate).

Tool Administration:

"The respondents (viz. supervisors) were requested to
tick their indicafion in a highly structured gquestionnaire
on AOC. The idea behind not interviewing them was to stay
away from influencing their choices through discussion. The

Survey undertaken by Shri P.L. Teredesai,3 Lecturer in

3(i) During 1978, Mr. Teredesail submitted a disserta—
tion on YA study of orgamrisational climate in a private sector
enterprise”, as a partfulfillment of the requirement for
P.G. Diploma in Industrial Relations and Personnel Management
conducted by the M.S. University of Baroda.

(ii) For the same examination, Mr. S.V. Sapre, Labour
Qfficer, State Transport, Baroda, submitted dissertation on
"A study of Organisational.Climate in a Public Sector
Enterprise".

(iii) A paper on "A Study of Organisational Qimate in
Private and Public Sector Enterprises" based on the data
collected in (i) and (ii) atove, was presented by him at the
72nd Session of Indian Science Congress at Lucknows

(iv) The ablve researches were carried out on the basis
of the Administrative Organisational Glima%e tool developed
by Mr. I.P. Vyas, Reader in Commerce, M.5.“niversity of

Baroda.
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Industrial Organisation, M.S. University of Baroda,provided
fhe opportunity to test theé sensibility of tbe tool. It
was observed in this survey that the respondents tenddd to
shift their choices as a result of discussions. During
the discussion, the respondent tried to guess the desi:able

answer rather than seek clarifications.

The questionnaire was handed over to the respondent
for a serious considération, not so much time-bound but
matter-bound. This was done to preclude amy interactions
among them while responding. ZEXach respondent was indivi-
dually approached and requested to tender back the
gquestionnaire duly filled in a day or two. The maximum
time permitted was a week. Invariably while collecting
back, the questiénnaire was scrutiinised to ascertain if
all the items were responded and whether the respondent
needed any é¢larification on the items. Respandenté were
free to send their questionnaife&back through the personnel

department also.

Test Scoring:

No. points were mentioned on the tool itself but it was
decidedkto assign "4" to Adthoratarian Bureaucratic climate,
12t to Authoratarian Personal élimate, 131 o Consultative
climate and '4' to Participative climate. These numbers
were just nominal and symbolic and had no nmmerical

significance. They could as well have been 4,8,C and D,
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The respondent was asked to represent his choice by a
tick (w/) in each of the 22 areas. The maximum possible
score could have been 22 ticks for the same climate. There
was no question of the minimum climate score except that

it could have been zero for any of the climates.

Reliability of the Tool:

The test was administered to a group of 16 supervisors
coming from different industries other than the one in
which the study was to be cqnducted. It was decided to
follow. the Test-Retest Method to ascePtain the degree of
reliagbility of the tool.

The test was thus administered to the same group after
a lapse of 15 days. Enough care was taken to see that the
respondents did not answer from memory. They were not
told, ahy time in advanecesthat they were going to take the
test again. They were also assured that the two-test
answers were to be kept extremelylconfidential. After
the two sets were received from 16 respondents, a 4+4
matrix representing four climates horizontally and

vertically was prepared. The climates were designated

in Table 3.6
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Table 3.6: Matrix used to Score same or dissdmilar
Climate Perceptions at two administrations.

Authorita~  Authorita~ GConsulta~ Partici-

rian rian tive pative
" Bureau=- Personal Climate Climate
cratic Glimate
Climate
Authoritarian AL BA cA DA
Bureaucratic
Climate
Authoritarian AB BB CB DB
Personal
Climate
Consultative AC B . CC . D¢
" Climate
Participative AD BD ¢ch DD
GClimate . .

The matrix thus contained 16 cells, representing all
possible choices of climate at two administrations. Later
on, the actual perceptions of climates in each area for
all the respondents was tabulated, putting the choice at
the first administration and the second in appropriate
cells. From thiks matrix (duly filled in), it was possible
to find out how many respondents selected the same climate

as also any other combinations.

Later on, it was decided to convert the 4+4 matrix
into 2 x 2 matrix taking first two climates namely ABD

and APC falling in one category as CC and PC in another
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one. These larger cells represented climate perceptions
that could be termed similar but not the saume. Just'as
AA, BB, AB, BA, GC, CB, D3, DD gave similar climate
perceptions, CA, CB, DA, DB, AC, AD, BG, BD gave
dissimilar climate perception. For each climate area a

matrix of 4 cells was formed.

The reason r converting original 16 cell into 4 cell
matrix was to ascertain whether climate perceptions even if
they varied at second administrative fell nearer the
original perception or far wide. Thé 4~cell matrix was

amenable to the application of YULE'S ®est of Associat ion.

Methods Used for Ascertaining the Degree of

Association Between Two the Results obtained

at _the First and Second Administration:

Method No. I

It may be recalled that the number of cases of
’respondents who reported the same or similar AOC were
recorded in 4 + 4 matrix. YULE's method of ascertaining
the degree of association between perception of 'similar!
climate at the two adtinistrations was used to ascertain

reliability of the tool.

The 2 + 2 mabrix provided data diagnolly as to how
many respondents from the test group chose similar climate

at two administrations or how many chose dissimilar climate
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(diagnolly, from left bottom to right, righthand cell).

The rationale of the YULE'sh test is.to treat two
attributes as independent and thén work out the degree of

association between the two, using the following formulas

Sxil‘otient _ (4B) ( =<B) - (AB) (X B)

Association (AB) (< B) + (AB) (£ B)

We treated climate perceptionsat ﬁwo admini strationsas
independent attributes for the reason that the second
administration took place after a reasonable lapse of
time almost making it impossible for the respondents to
respond from memory. There were two other reasons why
the respondents could not respond from memory. Firstly
while they were taking the test first time, they were not
told that they would be taking the test again. Secondly,

the test items were too many to permit memorisation.

Method No. IT

The second method was to work out the distribution
of cases reporting consistent and divergent climate percep-

tions at two aduministrations.

4Gupta, S5.P., '"Stafistical Methods", Sultan Chand
and Sons, 1983, Chapter 12, pp.E. 12:10.
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Table Showing Percentage Distribution of

'same' and 'similar' climates at -two
administrations of the Administrative Climate
Tool and the degree of Association between the
T™wo by the Applicationof YULE's Test.

% of Degree of
Name of the Climate regpondents asscciation
offering between two .
consistent climates”at perception
perceptions two admini g-
trations by
YULE's
method
1+ Trangfer T5.0 «82
2. Leave 75.C «79
3. Post experience 68.0 .61
4. Insubordination 62.5 45
5. Informality 87.5 " +90
6e La‘be—-coming © 68 5 064
7. Promotion , 50.0 s
8. Superior subordinate 87.5 <%0
relationship .
9. Voluntary welfare 87.5 N
facilities
10. Welfare administration 86.25 «90
11. Mistakes in work 68.7 63
12. General attitude to 62.5 .66
Mmanagement X
1%, Centralisation 750 .79
14 . Superior subordinat® 87.5 87
interactions
15. Staying away from work 75.0 85
16 . Informal training by 7540 79
supervisors
17. Work-load distribution 8745 296
18. Tuprovements 75«0 82
19, Grievance settlement 81.25 44
20. Coordination 75 .0 «&0
21. Decisgion-making 87.5 . +90
22. 68 Ne '71

Supervisory style
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From the &&ble 3.7, ObserVingxcolumn Ytwo! displaying
the' percentage of resvondents who reported'similar climate
perception, it appears that the degree of similarity of
climate perceptions between two administration.is quite
high in 19 areas, in two cases it is moderate and in only
one case it is rather low (.25). On the whole, YUIE's
test also affirmed (it is apparent from the high degree of
association reported in the table for a large majoiity of
areas) previous contention thaf respondents did not go
amisg in perceiving the broad categories of climate
conditions in all the areas of the tool and there was a
low phenomenon of respondents choosing opposite climates
in areas of climate. There was thus, a high degree of
consistency between the perception of the respondents in
all the areas of climate and the tool's (or test's)

. aveliability was found tofbe quite -safe.

Procedure for preparation of a Master Table from the

primary data contained in questionnaires returned.

After receiving the questiennaires from the supervisory
respondents a Master Sheet was prepared in which items of
Administrative Climate Zones I, II and III were mentioned
by their members in a raw and respondents from each
department were separately mentioned by their code numbers
in columns. The Master Sheet so prepared facilitated

insertion of the climate scores for all the departments
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Perceptions Scores 12¢
in Three Distinet Climate Zones in the Administrative Organisation Climate.

Table 3.8 A Specimen of a Departmental Master-gheet Pregenting Climate

Cude No.of ‘Climate Items - Zone I ;
~§EP€FViSorY'-,-Transfer Leave P?omo— §bn~ Wel?a;e Sentrali- Wgrk—loaﬂ- Imnrove-
-A~spondents - .. tions  Statu- 4idminis- sation - distri- ment

: . tory . fration -, . bution
: Welfare - :
1 2 7 9 10 13 - 1T 18
1 3 3 3 4 3 1 3- 1
2 1 3 4 1 1 1 1 3
3 4 2 3 4 4 4 4 4
4 1 3 4 2 1 2 2 3
6 1 3 1 4 4 1 1 1
10 1 3 2 1 1 1 3 3
11 1 4 3 4 4 4 3 4
12 1 3 2 2 4 4 3 1
13 2 3 3 3 1 1 3 2
14 1 4 1 1 2 4 4 3
13 1 4 4 1 4 4 4 - 3
17 - . ' 1 3 1 2 3 1 2
18 ’ 4 4 4 4 4 1 4 4
19 1 3 4. 1 3 4 1 3
=20 4 4 2 4 4 4. 3 4
21 2 2 2 1 % 4 1 %
S22 ) 2 4 4 2 1 1 3 3
24 4 3 2 1 4 3 1 1
26 1 4 1 4 4 4 4 1
27 1 3 2 1 1 1 1 4
287 4 4 5 4 4 4 3 4
29 1 1 1 4 1 1 4 1
30 1 1 2 1 1 1 1 1
31 1 3 2 4 1 1 3 1
34 4 4 4 4 4 4 4 4
35 3 3 4 4 4 4 4 4
37 4 2 4 4 1 3 1 1
36 1 2 1 1 4- 4 4
33 - A 4 1 1 3 3. "2 3
739 -1 2 1 g 1 2 : 3

R 4
“ o

qopfd;..;.
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- gode No. of - ’ Climate Items - Zone II
espondents’ oS, dimabin Oosing inver  aviyeon  shbgen
_ experi- worlk-place ment
men®t
3 ‘ 6 11 15 + 19
= 4 3 4 4 3 1
=27 4 « 3 4 3 4-
} 3: "4 “ B 7‘;4‘»‘- ::1_4 4‘3— 4
4T 4 3 -3 4 £ 2
4 4 2 4 33 4-
40; 2 4 o3 1 1 3
11 1 4 3 3 4 4
12 4 3 2 4 4. 1
13, 2 2 1 3 3 3
14 1 1 3 3 -3 4
15 4 4 4 4 4 1
17 3 2 4 3 1 3
18 . ;o 4 4 4 4 4
19 4 4 4 4 3 2
20 4 4 3 4 4 - 1
21- 4 4 11 3 3 3
22 4 3 4 3 4 3
24 4 4 1 z 3 3
26 - 4 4 1 1 3 3
27 4 4 3 3 4 1
28 - I 4 1 4 4 4
29 - 1 4 1 4 3 4
30 4 2 1 1 3 2
4 1 4 4 4 3 4
3¢ 3 4 1 4 4 4
35 4 4 4 3 a 4
37 1 | 3 4 4 4
35 1 4 ! 4 2 2
33 4 3 4 3 3 3
39 . 4 3 2 4 4

ArmtA



Table - 5.8

(- 9{0_}1}_1;—& . )“

S

Oode No.of - 7

Climete Items - Zone III~ . -

Rempondents 1L Superior Seneml - Super | nfomel 0o . epior Swer
’ - nate to confi- tion ’ style -
Rela~ Msnage~  dence in - - i -
tionships ment ubordi- ~ s
nates
5 8 12 14 16 20 21 22
1] 4 3 1 4 J 3 3 3 4
2 3 3 2 3 4 : 4 4
3 3 4 -4 4 4 3 3 5
1 4 2 2 4 1 4 2 4
6 4 4 4 % 4 1 3 1
10 1 4 4 4 1 4 1 1
11 3 4 4 .3 3 4 4 4
12 3 3 4 3 4 1 3 4
13 3 3 2 3 4 -4 3 4
1% 1. 1 1 3 3 4 1 3
15 3 3 1 4 4 1 3 4
17 1 3 3 2 3 1 1 1
18 3 4 4 4 4 3 4 4
19 4 4 4 4 4 3 1 1
20 1 4 4 3 4 4 4 4
21 3 3 4 3 4 4 3 3
22 . 2 3 3 3 4 4 1 4
24 3 1 3 4 3 3 1 4
26 2 3 4 3 4 3 3 1
27 4 1 5 3 4 4 5 4
28 4 3 3 3 4 3 3 4
29 5 1 1 4 4 2 3 4
30 2 . 1 1 1 2 4 1 2 -
317" 3 4 1 4 - 3 4
34 4 - 4 4 3 4 4 C3 4.
35 3 4 4 3 4 4 3 4
37 1 4 ] 3 4 4 3 1
36 - 4 1 1 4 4 1 1 4.
33 - 3 1 > 2 3 4 3 3
39 3 1 > 1 1 4 1 1




123

The climate scores merely contained numbers 1, 2y 3, 4
since the respondents were asked to mention their percep-
tions of a climate in an area by a tick only. It was
decided to assign a mnumber of each type of climate for the
entire measure for the whole population of supervisory
respondents. It was predecided to assign No. 1 to
Autboritérian Bureaucratie climate, ND.)Z to Authoritarian
personal climate, No.3 to consultativé Climate and No. 4
to Participative climate to facilitate presentation of all
the perceptions of the supervisors in all the 22 areas in
a coded manner in the master sheet. Once ticked responses
of supervisors were rendered on to the master sheet, it

" became easily possible to read off now many times a

climate perception occurred in a given area taking all

the supervisoré in a department.

_-Preparat ion of Composite Tables of Climate
-

Perceptions Zonewise,Climatewigse and Departmentwise:

It may be recalled that the master sheet presented
the climate perceptions of all the supervisory :gspondents
zonewige, climatewise and departmentwise. From the maéter
sheet; compogite tables depicting the number of respon-
dents perceiving eachlpf the four climates in each of the 22
areas of AOC were formed. The épecimen of the Table 3.9
prepared, for a department, in let us say, zone I, is

présented to illustrate the format and use of the table.
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Table 3.9 clearly indicates how many respondents of a
department selected a climate in each item in a zone and
also the total number of times each climate is selected
from the total number of possible perception in each zone
of climate. Possible number of climate perceptions in
each is arrived at by multiplying the number of respondents
by the number of the items in a climate zone. For example
in Table 3.9, since the number of respondents is 30 and
the number of items is 8, the total number of climate
perception is 240. If all the respondents had perceived
only one climate (let us say AB for example) in each of
the 8 items of the zone I, then the total climate percep-
tion score could have been 240. This could have been the
case for any climate category as an extreme case. The
column of total indicates how many times a climate is
perceived from amongst the total perceptions possible. In
Table 3.9, climate AB has been perceiving 81 items, AP 29
times, GC 50 times and PC 80 times in zone T. Such a table
for each department was prepared for each of the three

climate zonese.
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Table 3.10¢ Specimen of the Table Showing Climate
PerceptionsRendered into Percentages
from Table 3.9, Columny, X,y,%.

$limate Zone I Zone II Zone 11T
AB 26.04 22.22 23.95
AP 19.79 9,72 9.73
c 29.16 30.56 26.04
D 25.01 37.50 46,64

The numerical data of climate perception of Table II
was later on converted into percentages to render thenm
comparable. Moreover, the criteria developed for climate
assignment were framed in terms of percentile weightage of
climate perceptions. A climate perception in order to go
in for a specific climate assignment had to have a certain
specified minimum percentile weightage. Different
percentile weightages were fixed for assigning different
climate or climate combinations. The Table 3.10 is

self-illustrative.

Specific Griteria Used for Climate Assignment

The following specific criteria were evolved for

climate assignment.
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Criterion I: A climate score% of 30 per cent or

above was taken as significant enocugh to be taken as a base
for climate assignment. It was assigned as the climate of
the department. Naturally any sore, highest among the
four climate score and above 30 per cent was taken as

indicative of that climéte.

Criterion II: A climate score next to the highest
but above 30 per cenf wag taken as a basis of treating it as
a supportive climate mehtioned with a cypher. To illus-
trate, AB - B indicates AB as the predominant climate and P
as the supportive climate. A supportive elimate is
considereé to be a component of the total climate of

that unit.

Criterion ITI: A climate score next to the highest

(which must be abeve 30 per cent) but below 30 per cent is
taken as aWBisis for treating that climate as an ‘element!
of the total climate and is mentioned in an adjunctory
bracket. In symbolic expression AB (p), p is the 2lement
of the climate. The climate is authoritarian bureaucratic

with an element of participative trace in it.

Crigerion IV: Cases in which the frequemcies were
more or less scattered, with no climate significantly {that

is to say even 5%) more than other climates were taken as

cases of diffused climates

A climate score means the percentage of the climate
perception claimed by a climate from among the total
climate perception in a zone of climate. For further
di scussion please refer to pp. 123,124,125/
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Criterion V: In cagse, the climate score of the climate

next to the highest, came just below 30 per cent (by 1 or 2%),
that climate ®Was mentioned, as supportive climate provided

the difference between the supportive climate frequency and
the higher of the remaining was more than 5 per cent. But

a climate score in order to be treated as an element must

be above 20 per cent.

Applying the specific criteria developed for climate
assignment to Table 3.10 data, ectual climateswere assigned
to each department in each zone. The final climate is
gpecified as distinetly one or a combination of two climates .
from among four basic climate categories namely
Authoritarian Buresucratic (AB) climate, Authoritarian
Personal (AP) climaﬁe, Comsultative Climate (GC) and
Participative Climate (PC). '

It may be noted that in the discussion of the criteria
for climate assignment, it is already explained how a
climate qualifies to be taken as distinctly predombnant, as
a component as well as the element.

Three illustrative cases are presented below to
offer the format of Table 3.11 and the manner in which

final climate assignment is expressed.
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Table 3.11: Rable Showing the Assignment of Final
Climate in AOC Category by Way of Illustration.

Climate Climate Climate
Department Zone I Zone II Zone IIT
A AB-P P-G P-0
E AB -C c G (AB)

c Diffused .. P-G P-C

Climate AB-P in Zone I for department is a case of
climate combination with AB as the predominant climate and

P as supportive one.

Climate C in climate zone IIT for department E is a

case of a clear climate assignment.

Climate CG(AB) in zone III for department E is a case
of a climate with an element viz., climate ¢ having an
element of AB about it. Climate diffused in zone I for
Department C is a case of o diffused climate meaning

thereby that scores are more or less equally scattered.

The final table of climate assignment is used as an
authoritative version of climate perception by the super-
visory respondents in the broad category of AOC tobe

related to EEP other climate scores and tendency scores.
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.~ Work-Values, Their Role in the Relationship

Between Orzanisational Glimate and EEP

Introductory:

Values are those ultimate criteria by which
individuals justify their actions, involvement and
positions, not in terms of immediacy and adequacy of
benefits btut deeper satisfaction that results from adherence
to them. Values provide the final and the fundamental
cagse of action and are deeply ingrained in human
personality. They are those lasting criteria by which an

individual in the finer sense, lives and acts.

The general values that individuals hold have a
pervasive and penetrating influence upon the specific
functional roleg that they play as members of different
organisations. Working life, being a very special and
specific area of an individual's life, it is interesting
to know whether individual develops a specific set of
values for world of work-life or simply seeks realisation
of the same general values through his life at the work
place. Interesting though this issue is, the investigator
has taken a position that individuals have cerfain work
values which may or may not derive from general values,
and has set aside the debate of the source of work values.
L spate of literature on values at work place points up

the fact that work-values have been regarded as a useful
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varia%le is organisational behaviour. Setting aside the
controversy whether work-values are mere specifications of
general values or new set of values independently held, one
may bhypothesize that the inclusion of work values as a
variable could bring better or newer insights into the

interrelationships between various known and partially

known variables in organisational behaviour.

Identification of Work-values for this Situdy:

Initially, a long check list of work-values was
prepared to be used as a basis for discussion with select
executives. After discussion'with them the hard-core of
the check-ligt was retained, containing nine work-values.
The set of work-values evelved represents the consensus
among executives not only about their being very much
important but also relevant to the performance of employees
at their work place. There could be a score of work-values

which might be remotely connected with work performance.

The féllowing work-values were finally identified as

erucial to the performance of individuals at the work place.

I -~ PRESTIGE

IT -~ TFINANCIAL REWARDS
IIT - ©FREEDOM *

IV - SOCIAL HAPPINESS

Vv - VARIETY/GROWTH
VI -~ SECURITY
VII - WAY OF LIFE
VIII - INSTITUTIONALISM

IX - OREATIVITY
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This list of the work-values incidentally is supported
by the landmark study 6f personal values by George England5
of 1972 American Managers. England differentiated between
operating values and intended values. The operating values
enlisted below were found to be "having the greatest
influeqce on the managers actions." England makes in
interesting remark to highlight the impact of personal
values of managers. Says he,

", ..... The personal value systems of
individual managers influence the
organisation in both indirect and direct

manner at the same time that personal
values are influenced by organisational

'1ifeo"

The personal values (operative) derived by England

duly renked are as follows:-

i

Achievement” -/ B Influence
Success% | «//Prestige ‘/
Greativity* —/ ?utonomy -/
./ Job sati staction” -/ Dignity .
Individuality -/ Vsecurity -/
v Money -/ Power
) Leisure

*Operating values of high importance
-/ Values commen to this list and the one prepared
for the study.

5Englan,d, George W., '"Personal ValueJSystems of
American Managers", Academy of Management <ournal,
March 1967, Pp'67'1680 -
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It may be observed that of the nine values used in
the study, eight values appear in the personal values
(operative) of managers derived by England in his classic

research on Managerial values.

Place of Work-Values in the Scheme of Study:

Work-values enlisted have been classified into two

types, namely:

(a) Intrinsic work-values which one sought per se
in the very performance of the job, and

(p) Extinsic work-values which one seeks to
pursue focussing on the end results, using
the performance as a means to this end.
These end results are extraneous to the job
activity itself but yet are sought in the
world of work by emphoyees for satisfying
their other needs at the work place. Work
itself could be ingtrumental in fulfilling -
some needs and seeking some values there.
Logically, intrinsic work-values could be
related with job contents whereas extrinsic
work-values could be related with job ‘
context factors of Herzberg's welknown theory
of motivation. -

It will be interesfing to test empirically what work-values
go with what type of climate in all the senses of climate

perceptions and whether work-values intervene as an

explanatory factor for understanding QOC-EEP relationship.
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Work-Value Invento;y:*

It was assumed that employees(éought all the work-values
in smaller or greater measure. Again it was also assumed
that employees sought only positive values and not negative
ones, though negative statements have been used to tap

work-values that are positive.

It was decided to ascertaif (a) preference rating of
work-values, and (b) the agreemen% between the preference
set of work-values held by the supervisory and tbermanage—

ment groups in each department.

Test Desceription:

For each work-value nine statements different in
phrasing but tapping the specific work-values were prepared.
In all there were thus 72 statements constructed to tap ‘

nine work-values.

Bach work-value was pitted against the rest of the
work-values using the statements from the Inventory of 72
statements. There were thus 36 pairs of statements
representing the scheme of comparing each value with the

rest of the values.

The respondents were confronted with the forced

choice arrangement in which they had to tick one value of

*Please refer to Appendix 3.6 for the format of the
work-value Inventory.



the two values pitted. The purpose of using "the pitting
method" was to nltimately ascertain how many times a

particular work-value was preferred to other work-values.

Scoring Scheme for Obtainine Preference

Scaling of Work-values

Procedure for obtaining Preference Scores for

Supervis ary R espondents, Departmentwise:

A '9 x 9' patrix was used to obtain frequencies of
preference for a given value. The Table No. 3.12 is the

specimen of the matric.

Table 3.12: Specimen of Matrix used for Scoring
Work-value Preferences.
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It was possible using the matrix to record the
preferences indicated by the respondents. To illustrate

if value 1 was preferred to velue 4 in the paired statements

/

then that preference was indicated by a =~ in the column

Wv1 at the 4th square (Please refer the Table 3.12 - /

encireled 1).But if value 4 were selected in the same

/

illustration the - would have occurred in the column WV4

/ in the Table %12

in the 1st squate (Please refer the -
encircled 2). Thus the preferences indicated were

transferred on to the matrix and counting the ticks column-
wige tﬁe preference scoré for each work-value was oObtained

for each respondent.

The P! Matrix

The frequency of matrix depicts the frequencies
corresponding to the number of times that each stimulus or
statement i s judged more favourable than other statement
in the pair. On this watrix, value categories have been
represented on both rows as well as columns, to find out
the total number of respondents who favoured and did not
favour the statements of each pair. The diagonal entries
involving comparison of each statement with itself are
assumed to be N/2.

The 'P!' Matrix

This matrix is prepared by dividing each cell entry

of 'P! matrix by N i.e. total number of respondents. The
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cell entries in this table give the proportion of times
that the column stimulus is judged more favourable than
the row stimulus. Cell entries in this having value wore
than .50 are given + sign and less than .50 are giving -

sign and .50 is considered as zero.

The 'Z' Matrix

The P matrix was converted into Z matrix which is the
matrix of standard normal deviates corresponding to propor—
tions given in 'P' matrix. All the diagonal cell entries

in this matrix have zero value as they are equal to .50.

Obtainineg the Scale Values:

After Pfinding out the 'Z' values for each cell entry
of 'P' matrix, the entries in each column of 'Z* matrix
were summed up. To work out the scale values for each
column the sum of each column was divided by total number
of values. This gave thé mean of each column. These
values are shown in Mean Rows at the bottom of Z matrix
for each category supervisory. To make scale-value
position a constant to deviation was added. A convenient
constant to add is the absolute scale value or the stimuli
with th e largest negative deviation. This made the scale
value for this stimulus zerc and all of the others positive
in signe

Finally, values were ranked from highest to lowest

according to their scale values.
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Mhus rank of preference &f work-values of each
department was obtained. It was possible to ascertain
which value obtained which rank. The final table
constructed indicated the preferred scale of work-values

departmentwise.

Procedure for Obtaining the Preference

of Intrinsic and Extrinsic Valueg:

Out of nine values one value’was ignored namely
value No. 7. Four values such as prestige, Financial
rewards, freedom, and security were identified as extrinsic
and the rest were identified ag intrinsic. Sixteen
pairs of sentences which contained the pitting of
extrinsic values with the intrinsic values were selected
0o obtain the scoreg of preference of intrinsic work-
valueg over extrinsic work-values and vice-versa. It
may be noted that the 20 pairs of statement contained the
pitting of external values with external values as well
as internal values with internal values. They were
ignored for this reascn only. Naturaelly the scores of the
16 pairs, were used to arrive at preference scores of
extrinsic values over intrinsic valués and vice-versa. A
departmentwise table was constructed to facilitate inter—

departmental preferences of extrinsic and intrinsic values.
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Procedure for obtaining Rank order Correlations

between the Supervisory and the Management Group

for the Work-~values Preferred by them:

For each department the total preference scores shown
by different respondents in thé department were totalled
up. Thus, 9 total scores representing the summated
preference of the regpondents of the department for all
the 9 values were obtained. Similarly total sc ares of the
preferences for the values of the managers of the department
concerned were also obtained. Ranks were assigned to both
the gets of total scores using the below mentioned formula,
the correlation which is in the form of agreement between

groups was computed.

6 & 1?2

¥  rank = 1 - ——
n(n® - 1)

The rank order correlation between two sets of scéres was
obtained to be used later on in interpreting climate and
EEP results. This correlation indicated in general the
degree of agreement or otherwise in the matter of priority

in which the work-values were held by the two groups.

Reliablility Testing:

Since the work-value inventory was a special tool
prepared for gauging the work~value preferences of respon-

dents, it was necessary to test its reliability before its
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use. Sixteen respondents described earlier were asked to
check their preferences. After a lapse of 15 days they were
~ again asked to do jbe excercige on another sheet. Firstly
the ticks at the first administration were transferred on
the matrix. Thereafter the ticks at the second adminis-
tration were also transferred on to the same sheet. Simple
co-efficient of correlation between the two sets of
preference scores for each value was caleulated. The

Table 3.13 gives coefficients of correlatione.

5,13 ' .
Table 3.183: QGo-efficient of Correlations Indicating Test

Reliability for Each work Value by Test
Retest Method.

Co-eff. of Work

correla=- Value

tion

1o 0329 IX

2. 0.59 III

3¢ 032 VI

4. 0441 Iv Retest reliability for each
5. 0.74 - IX valugn = 16
6. 0.77 I

T 0433 v

8. 0.30 VII

9. 0.25 VIII

It could be observed from the table that all

correlations are posgitive.
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The tool was being tested out in two pilot surveys
conducted by (1) Shri B.S. Patel,6 Reader in Commerce, M.S.
Universit& of Baroda, (2) Mr. Suryakant Patel’! Engineer,
Gujarat Communication and Electronics Ltd., Baroda, and the
results obtained by both the investigators indicated that
Vthe tool was sufficiently sensitive to tap the differences
in value orientations among respondents in a capegory as
Well as categories of resgpondents, and that the results
could be meaningfully interpfeted. Thus the tool was

found to be reliable in its use.

Climate of Groupiness

Concept of Groupiness:

Groupiness is a feeling of being one with the group,
resulting from one's expériences in a group. The feeling
of groupiness results from the processes occurring at two
levels (a) the cognitive and (D) the affective. Cognitively
an individual's predisposition to trust éthers in important
matters, reflected in his firm beliefs and opinions
determines his potential for interpersonal trust. People
are differently oriented to trust others as a result of

their total life experience crystalised into ideological

bpatel, B.S., "Value Orientations of Clerks in an
University", A dissertation submitted to the M.S.University
of Baroda for the award of Post-graduate Diploma in
Personnel Management and Industrial Relations,APRiL I97F,

7Pate1, Suryakant, "A Study of Value Orientation of
Degree and Diploma" A dissertation sabmitted to Rajendra
Prasad Institute of Commnication and Management (Bbavan's)
Baroda, for the award of Post-graduate Diploma in Business

Management, April 1980. .
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beliefs and'opinions about when and how much to trust
others and when and how much not to trust others. This
orientation of intérpersonal trust gets deeply ingrained
inﬁo an individuals psyche and operates as an interpretative
mechanism in the matter of his grouplife experience. The .
second level abt whieh the group experiences are felt is the
affective level. An individual's actual experience of his
' group 1life ultimately results into his feeling as to the
extent to which he identifies'with the group. An
individual's actual grouplife provides him with an
experential base for the strength of thé feeking of identi-

fication with the group.

Thus, the id%btional equipment reflected in the firm
opinons and beliefs with which an individﬁal enters an
organisation (or may even develop being there) and the
actual experential affect interacting together in a
complex manner result in the gemuine feeling on thé part
of an individual. as to where exactly does he stand, in the

matter, intellectually gnd emotionally.

Groupiness, it may be stated, is not merely what an
individual believes about trusting others and what he
thinks. or feels about his integration into his group tut
(with the subtle combination of the tendencies giving rise)
to a degree of attractiveness that an individual feels for

his group. Croupiness measures the strength of attractive-
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ness for a given group. One can know how much groupy an
individual is at a given timé, by knowing his beliefs and
opinions in general which indicate his ideological
orientation in the matter and the lessons he has actually
learnt living in a group. Groupiness thus has two

dimensions (a) the ideological and (b) the experential.

So far as the ideological dimension was concerned it
was necessary to select a test that would offer informa—
tion on how an individual is oriented to others in the
matter of trust. The Interpersonal Trust Scale developed
by K.J. Christopher of S.E.T.T. Institute, Hyderabad, was

found to be useful in measuring the ideological orientation.

Thg test is’all the more useful bhecause it was
developed to test the employees of Industrial Organisation
and it 1s couched in simple language. The choices that i%
offers are clearcut and its items are phrased is distinctly
affirmative or negative terms, leaving no scope for doubt.
The second test entitledi Group Cohegiveness Index
" developed by Seashore was found to be useful in measuring

the groupiness along the experential dimension.

/

4 Interpersonal Trust Scale of

L
KoJ. Christopher

Test Description:

The test is designed t&peasure interpersonal trust

orientation of employees working in Industrial Organisation.

*Pleage refer to Appendix é«7 for the Test format.
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There are 25 items in all.- The test is coucbedﬁ?ategorical
style, making it possible for the respondent to vrecisely
express himself on various belief and opinion itemg. The
respondent was expected to say whether the given statement

was true or false.

Test Format:

The Test (scale) consists of three guestions.

Quésgtion one has six gtructured responses, each given
a predetermined numerical,from 0 to 5.
Question two has alsco six structured responses, each

given predetermined numerical, from O/ tc 5.

Question three has three sub-questions given a pre-

determined numerical score from O to 3.

The maximum possible score was 19 and the minimum

Z2ero.

Scoring: Correct score whether true or false carrié&d
one point and incorrect score carried zero. The highest

possible score was 25 and the lowest zero.

Test Reliability: Ghristopher had ascertained by

the Rational Equivalent Method. Its validity index for

each item was alsc calculated for the test.



Religbility of the Tegt as Ascertained

for this Studyv:

Using the test, re~test method the reliability of the
test was computed by the coefficient of correlation. It

wasg positive and .51.

. %*
Seashore's Group Cohesivenegss Index:

Variable Measure: The test seeks to measure group

cohesiveness is terms of attraction to the group or

resistance to leaving it.

Test Deseription: The test consigts of three

questions, first two of each can be answered on 5 degree
response set while the three items of the third question

can be answered on 4 degree response set,

Test Reliability: Inter-correlations among mean

scale values for the groups on scale confirmed the Index

of cohesiveness ranging from .15 to .17.

Test Validity: The variance found between groups

on thig scale was significant beyond the .001 level.

The index was specially constructed for Industrial
Organisations. It can be used for almost any situation

where index of group cohesiveness is required.

”

*Please refer to Appendix 3.8 for the Test format.
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Reasons for combining IPT and

Group Cohesiveness Scores:

It has already been explained on pp.teysthat it was
decided to obtain data on how employees thought about
interpersonal trust as well as felt about it as a result

~of their concrete group ekperience, The expectation plus
experience could, it was thought, produce valid- informa-
tion about how authentically they could feel groupy. 4
simple excercise to correlate both the scores gave a green
signal for both the scores were found to be gignificantly
correlated. To be exact, the coefficient of correlation

between the two independent scores was +.62.

Its Place in the Scheme of Study:.

Employees having different levels of groupiness
through their intera&tions at the work place create a set
of conditions (essentially social in nature and contents)
that determines the quality and level of possible co-
operation, at the work place. A group low on groupiness
will not only be illset to perform some group-work demanding
more than average group effort but also make it difficult
for the constituent mewmbers to operate effectively, intef se
inter alia. These conditions of readiness for group-effort
result from the feeling of ghap eFforl of members and if
the group is a constantly interacting one in fairly stable

frame of Work-rout%nes then, a certain comstancy develops
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about them which may be construed to be taken as a climate
of groupiness for the group. It was decided to attempt to
measure the groupiness of employees with suitéble instru-
ments and develop a climate measure that would tap the .
most important sociological phenomenon at work place. This
measure seeks to develop the climate on the dimension of
group dynamics taking reievant agpects thereof in under—
standing the climate of groupiness. Other asﬁects can

also be utilized to -develop otber-climate measures in other
senses. This measure does not. claim to uge group dynamics

exhaustively but only selectively.

Taking a cue from the Hawthorne studies, it was found
é&eful to try to relate the climate of groupiness with EEP
BBerage and other climate as well as tendency scores. It
was hoped that the use of this measure would inform
whether and/or to what extent sociological forces inf}uence

the effectiveness of organisational functioning.

Procedure for Obtaining High or

Low Scorer's Digtribution

Rationale for the Cut~off Used:

A score above 70 per cent is treated as high for the
reason that modern work organisations necessitate employees
to work in highly complex interdependencies operating at a
fairly high level of mutual- trust and co-operation never

known before in the history of mankind. In fact mutual
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trust and Eooperation of a high order is implicit to the
functioning of an organisation at a normal level for that
ig the only way in which they can reap the fullest advan-
tages of specialisation. The greater the division of
function, the higher is the need for integrative co-
operation in the functioning of the sub-parts. Modern
civilisation bas become so much organised and organisation-
dependent, ‘that individuals in order to offer average
performance engage in highly co-operative efforit, compared
to their previoﬁs counterparts. ‘“The need for co-
operativeness or mutual trust seems to be increasing in
direct proporticon to the increase in complexity of
organisation-design and its functioning~and the minimum co-
operativeness level seems to be increasing far beyond the
50 per cent level. Fifty per cent co-operativeness or
mutual trust may be symptomatic of malfunctioning. The
normal distinction point of excellence in human performance
namely 60 per cent is losing its distinctiveness in
excellence and is gravitating to the level of normality of
expected performance. In point of these trends, it was
thought necessary to set the cut off point for obtaining
" High or Low scores in groupiness at 70 per cent of the
score.

The combined total scores of IPT scale and group
cohesiveness being (25+19) = 44, 70.0 per cent of it worked

but to be 30.3 per cent i.e. 31. Those respondents who
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scored less than 31 were treated as low scorem and those
who scored more than 31.0 per cent were treéted as high
scorers. Those who scored exactly were egually distributed-

between High and Low scorers as far ws it was possible.

\"Concept of Leadership Climate

Managers as leaders by patterning their day-to-day
interactions with their subordinates, can create an
organisational climate based on their own style and the
subsequent perception of the saée by subordinates. What
managers desire to project about themselves through their
style is not necessarily what they are perceived as by ‘
their subordinates due to a number of situational and
personality variableg intervening in the process of inter-
actions. Though managers are in a better positién to
set the tone and texbure of their relationships with
subordinates, in the ultimate analysis what subordinates
" believe them to be like is more crucial to the efficacy of
their interactions than what managers want them to believe
them to be like. Managers through their leadership style
and.acts create a socio~psychological environment which
has the potential of helping subordinates unfold their
unutilised reserves inasmuchas there is a compatibility
between expectationg of subordinates and superiors,

inter alia. Two differently—oriente@ managers can create



different motivational climates within the same department
if they operate with a time lag or in similar departments.
Kurt Lewin's researchesg, Likert's researches and Ghris
Argyris's experiments amply bear out the point that
realisation of productivity of subordinates crucially

depends upon the managerial styleSQS

. Bhdvocates of participative management (Argyris 1964;
Likert 1961; McGregor 1960; Walton 1972) have stressed the
fact that job involvement results from an organisation
(and €Ob) environment designed to promote ego and growth
need (Alderfer 1972; Maslow 1954 ) satisfaction. Dikert
(1961), for instance, suggested that involvement in one's
job results from a supportive psychological climate in an
organisation that provides a sense of human dignity or
satisfies the need for self-esteem. Following the
humanistic tradition, both Argyris (1964) and McGregor
(1960) explicitly advocated growth theories of human
pergsonality and motivation. 3Both of them suggested that
work alienation is the inevitable result of organisational
constraints that frustrate natural.tendencies of
individuals to grow through the satisfaction of intrinsic
needs. According to McGregor (1960), the major
organisational constraint resvonsible for employee
alienation stems from managgerial assumptions about human
nature. If the management assumes that people have an
inherent dislike for work, avoid responsibility and seek
money and security with as little effort as they can, it
creates conditions within the organisation to alienate
employees. McGregor refers to these assumptions as
Theory x. But instead of Theory x, the management can
work under a different set of assumptions called Theory y
which assumes that people like to work and want more
responsibility, autonomy, and self-control on the job.
Management under Theory y assumptions can create organisa~
tional conditions, such as participative management, that
will reduce alienation or will increase worker involvement.
Work alienation according to Argyris (1964), is caused
by the properties of formal organisation, such as work
specialigation, strict chain of command, Or span oi“UL
control. When the individual growth process is retprded
by the properties of the formal organisatiop, the worker
may become either psychologically i1l or alienated

from work.
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It was decided to tap the perceptions of tgL manag@p
styles on the two welknown basic dimensions of consxderatlon J
of structure and to obtain High-Low combinations ofﬁﬁéizjy“y‘
sets of perceptions. Bach combination will offer a distinct
set of expectancy conditions that would serve as a basis of
working relationship between the subordinates and the
menagers. It will tell us as to what type of socio-
psychological conditions obtain in a given sub-unit, suffi-

ciently different from those obtaining under a different

combination of the same.

,“Its Place in the Scheme of Study:

The climate in the leadership sense was developed to
test out the current belief about the relationship between
Managerial style and Employee Motivation. In the usual
sense, leadership is viewediz characteristic act or &
series of acts. In this study, it is assumed that a
distinet type of leadership style&ollowed consistently
over a period tends to create a stable and durable set of
socio~psychological conditions at the work place which
could be meaningfully related with other important vari-
ables, especially the ené variables. Organisational
Climate in the leadership sense occupies an important
place since in it culminate the consclous and sub—conécious
interplay of the psychological forces at the work-place. \
Leaderdhip being the sine qua non of any colloborative

¥



effort, an organisational climate measure based in it will
naturally occupy an important position in a study of 0OC in

‘any unit.

The reasoné for‘studying oG aﬁ the supervisory level .
have been already given ole1éqéLéé of Chapter I. To
recapitulate the main ones, OC at the sﬁpervisory level
becomes relevant for the reasons that (a) all managerial
decisions are translatable into actions at and though this
level; (b) there is a scope for maximum and intense inter—
actions at this level aﬁong the majority of employees with
supervisorsl and (c) the final impact of all tﬁat managers
hold good, valid, necessary and significant is felt maximum
at this level. All the OGsexisting at higher level |
ultimately becomes impactful at this level from the point

. of view of the achievement of organisational goals.

The Tool

Rationale for selecting §upervisory

Behaviour Description Scale:

One of the conventional ways of gauging the socio-
psychological conditions obtaining in a given unit is to
know the manner in which the superior takes work frqm his

subordinates since the leadership style sets the guality

%Please refer to Appendix %.9 for Test format.



of interactions among the group members. But the study
however concéntrated on not what superiors‘thought about
their style or tried to project out but how their leader-
ship acts were perceived by their subordinates. This test,
being cast in»terms of subordinates' perception, is
immensely useful in ascertaining climate in the sense of

leader-follower interactional setting.

Variable Measured:

Perceptions of subordinates of the leadership
behaviour demongtrated by their immediate superior. Factor
analysis revealed that "initiating structure" and
"eonsideration" items are the most significaﬁt factors in
distinguishing leadership performance. "Initiating
structure" reflects the extent to which the superior
facilitates group interaction toward goal attainment.
"Consideration" reflects the extent to which the supervisor
is considerate of the feelings of those under him. A1l
questions are worded in terms of "What does your own

supervisor actually do?"

. Test Descriptions

This is a 48-item questionﬁaire divided into two
independent areas of leadership called "Initiating
structure” and "Consideration". The first area includes

o0~-items and the second is made up of 28-items. The items



were presented with a five-point continuum response set

that had scoring weightage from 1 to 5. The response-set
containg responses categories as Always, Often, Occasionally,
Selection, Never. The highest possible score was$ 140 and
the lowest 28 in consideration set and 120" and "20 in

Initiating structure.

Test Administration:

The test was administered to the supervisory population
that constituted the sample for the study to ascertain their
perception of the leadership style of their managers in
respect of two welknown dimensions of structure and
consideration. The strategy adopted for the application
of test was to obtain the relative weightage that the
respondents gave to both these perceived dimensions of
leadership and not to ascertain their exclusive or pre-
dominant choice of any one of the styles. Accordingly the
respondents were given both the sets for their meticulous
expression of their opinions on different aspects of his
leadership behaviour. Thus respondents' gcores on both
the dimensions (structure and consideration) had to be
analytically categorizgd to provide for the major combina-
tiong of the same. Five different categories of

gtructure-consideratin combinations, such as, high

structure~high consideration, high ebtructure-low

consideration, low structure-high consideration, low



—
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structure-low considerat;on, and mixed climate with respect
to both the dimensiéns were obtained asg leadership climates.
It may be noted that a definite procedure was followed for
treating climate with respect to consideration and
structure for a given group of respondents. The respon-
dents expressed their oﬁinions by ticking at a voint of
their choice in the resvonse set. All the ticks were

given numerical weightage and thus by a simple process of
addition of score of each item, the total scoreé for
structure and consideration were obtained. The respondents
were requested to tick on all the items taking about 10-15
minutes, éll by himself, without engaging in discussion

with anyone.

Reliability:

Tegt-retest reliability coefficients baged on

numerous samples range from .46 to .87.

Utility:

The questioﬁnaire nay be administered in a 10-15
minute period. When used in group avplications, it is very
efficient. By using this questionnaire in conjunction
- with the Leéder Behaviour Description, it is possible %o
get a view of how a supervisor thinks he should lead and
compare this with with an assessment by his subordinates

of his actual leadersghip performance.



Research Avplications:

The best summary of.research is fouﬁd in the monograph
cited in the aforementioned. Other references may be found
in the publications cited under the leadership opinion
questionnaire. Most of the research has been done by E.A.
Fleishman in the plants of the International Harvester

company »

Procedure for Obtainine High-Liow Scores:

Teking each departmént as a unit of observation, the
maximum score and the minimum score obtained by the group
of respondents falling in department were taken out. Since
no respondents would score less than a certain minimum, it
was deoided to usgse the adjusted mean and not the plain one.
The difference between the highest and lowest was

calceulated. It was halved and added to the minimum.

Thus,
X -~ Highest score

Y ~ Lowest score

Low scores score = X + é%Z
High scorer score = Y - EEX

The idea behind using this procedure was to find High and
Low scores in the context of a given department. Departments
varied quite in the matter of pattern of High end Low

scoring. The investigator was not interested in finding



out the rating of each department on the absolute scores
but rather in relative weightage being given in a group of
respondents in a department to consideration and structure.
Therefore lower score in a particular department of a
respondent was to be taken as lower in the context of that
department and was not to be compared with lower score of
the other department. The basic strategy was to tap the
perceptions of the giveﬁ department in regard to considera-
tion and structure and obtain the climate deriving from

the same. FEach department had to have accordingly a climate

on both the dimensions as was the basic premise.

Procedure for obtainineg the Catezories Baged

on different Combination of Structure and

Gongideration Scores:

Against egeh respondent's code his categorisation
H or I in each of the two se®s was placed. Thus, respondents

had any one of the following categorisation.
HH, LL, HL, or LH, HM, LM or MM (M indicating mixed).

These symbolic presentation was made for each department.

Table 3+1% is the specimen of the table discussed above.



Table 3.14: Specimen of Table Depicting Categori-
sation of Respondents into H or L in
Consideration and Structure.

Supervisory .

Code No. Consideration Structure
1 H H
2 H H
3 L H
4 H H
5 H H
6 H H
7 H L
8 I - L
9 L L
10 H H
11 H H
12 L L
13 L H

From Table 3.14 it was possible to calculate how many
respoﬁdents in the wmatter of Consideration and Structure
scored H or L. When H scores were found to be more in the
department was characterised as H in regard to considera-
tion or structure as the case ®as. If majority &f the
regpondents scored L, the deparément was cﬁaracterised
as L in regard to that dimension. Different departments

earned different combination of HL or HM or MM.

Thege categorisations were later related to different

variables like EEP, other climate scores and alienation

SCOreg.



