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CHAPTER I 

INTRODUCTION

OVERVIEW

Volunteer organizations are an accepted and necessary  part of 

modern soc ie ty .  We are so accustomed to the benefits  flowing from 

them, that it is difficult to imagine how improverished our world would 

be if they  ceased to function. They are much too often taken for granted, 

even though they contribute millions of man-hours to projects that en­

rich our lives and help to  protect our in te re s ts .  Our seeming indiffer­

ence toward them is evident in the organizational litera ture , where one 

finds tha t very few research  studies are published about them. And few 

indeed are reports aimed directly  at developing methodology for a s s e s s ­

ing their e ffec tiveness . The present research seeks  to help fill this 

v o id .

In particular, th is  d isserta tion  concerns an organization similar 

in function and structure to many others of its  kind throughout the n a t io n . 

The Mid-Ohio Health Planning Federation, the subject agency, consis ts  

primarily of a small paid staff and several hundred part-time volunteers, 

who formulate its  policies and carry out its  program in a seventeen 

county area surrounding Columbus, Ohio.

Under its present name and charter, The Mid-Ohio Health Planning 

Federation is quite young. It was formed in 1968 from the existing

1
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structure of a more specialized hospital federation, and subsequently 

assumed responsib ility  for a broad program of comprehensive health 

planning. The expertise and structure developed prior to 1968 has been 

advantageous to the new organization. In many r e s p e c ts , however, the 

Federation is breaking fresh ground and is s t i l l  in an early phase of 

development.

Leaders of the Federation are optimistic about its fu tu re . They 

tend to agree th a t ,  on ba lance , its a s s e ts  far outweigh its  d e f ic ienc ies .  

The Federation president, Dr. Harold Yochum, expressed th is  outlook in 

an  address to the State Advisory Council in October, 1971. Emphasizing 

that people are the lifeblood of an organization, he pointed out that the 

Federation will be successfu l to the extent that it can a ttrac t skillful 

and dynamic people, and develop their potentia l.

These concerns are fundamental problems for a l l  o rgan iza tions . 

How does one a ttrac t ,  develop, and motivate effective members? And 

how does one know that he has been successfu l in so doing? There are 

no short, simple answers to these ques tions ,  but there are answ ers , 

answers which are c lo se ly  bound to the general problem of organizational 

e ffec tiv en ess .  Hopefully, what these  answers are will become apparent 

a s  we proceed .

It seems obvious that the eventual worth botji of an organization 

and its members can be measured in the extent to which it ach ieves its  

g o a ls .  In the health planning field both must ultimately be judged by 

the impact that they have on improving the health  of their communities. 

For example, has the infant mortality rate improved? Is there less



pollution? Are adequate medical services readily  availab le? Have 

cos ts  been minimized? Are d isease  and death  ra tes  a t  or below accep t­

ab le  loca l,  s ta te ,  and national leve ls?  These, are a small sample of 

the types of questions that must eventually be asked of counties in the 

comprehensive health  planning program. Improvements in health which 

are attributable to the work of the Federation can one day be used as 

the most salien t measures of its su c c e ss .  But until that day , perhaps 

five or ten years hence after the Federation has had time to make an 

impact, what can be done to measure its  development and effec tiveness?

Some suggest that it is bes t to  ignore th is  i s s u e ,  because  intui­

t ive ly  they know how well they  are doing and what their problems a r e . 

Many others recognize that there is an evaluation problem to be dealt 

w ith, but haven't the time or know-how to begin solving i t .  Still others ' 

are afraid to face the i s su e ,  because anything that smacks of evaluation 

might upset some of the more sensitive members and focus attention on 

the organization 's shortcomings. During the course of this study all of 

these  a ttitudes have been expressed , either by members of the Federa­

tion or by the directors of agencies who were co n tac ted . Although such 

views are understandable, they are clearly unacceptable . How, indeed, 

can one presume to system atically  attack formidable and complex a rea -  

wide health care problems without knowing the strengths and w eaknesses  

of his own striking force?

Returning to the question posed earlier, the assessm en t of an 

organization 's effectiveness begins with a c lear statement of mission 

and general goals . In our case  the first has been stated for us in the



law and broad goals have already been determined by the Federation.

The next s tep , consideration of more specific  goals or objectives, is 

a lso  part of the Federation 's current procedure . It involves surveying 

health  conditions in the counties and establishing priorities for dealing 

with them. The Federation has recently  developed a more systematic 

approach for dealing with priorities and objectives which includes: (1) 

stipulating problem a re a s ,  (2) delineating a plan for solution and setting 

target d a te s ,  and (3).listing  specific committee and staff responsib ilities  

concerning the problem and the action plan. Knowledge of the Federa­

t io n 's  progress in these  matters indicates that this area be se t aside for 

the present, to focus on topics  freshly being broached in the present 

research . This brings us to the main problem in the present study, 

developing some means for assuring that the Federation has the proper 

mechanism assembled to accomplish the goals and objectives that are 

being e s ta b l ish e d . What should we look for in the organization to d e ­

termine that it is ready and able to fulfill its  mission?

At le a s t  in hypothesis , a w ell-constructed volunteer organization 

will have active members who contribute time and energy to i t .  These 

members will be enabled to perform their ta sk s  by being adequately 

trained or by already having the necessary  sk ills  and background before 

they  jo in . Further, the organization will have effective leaders who 

can inspire and motivate o th e r s . Communications w ill be open and a d e ­

quate so that information can flow freely wherever needed, and so that 

various components of the system will not feel isolated or cut off. Mem­

bers will cooperate with one another, and subunits of the organization



will cooperate to the degree necessary  to accomplish objectives .

Further, counties within the Federation which manifest the kind 

of characteris tics  outlined above will tend to outperform those which do 

not and will have more sa tisfied  members. Organizational effective­

n e s s ,  therefore, will be operationally defined precisely  as a number of 

contemporary authors define i t ,  in terms of the means and ends of the 

organization. "It is  the extent to which an organization fulfills its 

objectives and presen/es its  means and resources" (Georgopoulos and 

Tannenbaum, 1957; Tannenbaum, 1968) . The views of those who quar­

re l with this  definition, and there are some who do, w ill be d iscussed  

briefly in Chapter III along with other theoretical i s s u e s .

At present, one such theoretical issue provides the framework to 

which the practical problems of organizational effectiveness in th is  

study are bound . This refers to the human relations movement in indus­

tr ia l  and organizational psychology which is b es t  represented b y  Maslow 

(1954, 1965), McGregor (1960), Argyris (1957 , 1964), and particularly 

Rensis Likert (1961 , 1967) . The la s t  three of these writers are said to 

be prescriptive by Campbell and his colleagues (1970) " . . .  in that they 

attempt to spell out the managerial and supervisory s ty les  and practices 

which will result in a viable organization and in increased satisfaction  

and performance on the part of subordinates ."  Maslow is a lso  prescrip­

tive  and can be included with the o thers .  However, he is a b it more 

broad and tentative in his approach, having marked the way with some 

original and innovative theoriz ing .

In the course of this study one major report was found which



specifically  t ies  human relations movement variables to the effective­

n ess  of a volunteer organization. The subject organization, The League 

of Women Voters, was investigated by Arnold Tannenbaum and his a s s o ­

c ia te s  at the University of Michigan in 1958 . When considering his 

findings one should observe that his study is  uniquely relevant to Fed­

eration problems, but that he cautions against generalizing his resu lts  

too freely. Tannenbaum noted that different circumstances surround 

each  League and findings in one situation may not apply to another.

He clearly suggests  that much more research is needed on volunteer 

organizations before we can determine which general principles apply . 

The present research extends his work by studying similar variables  in 

a different kind of volunteer organization and by using different research 

t o o l s .

As th is  d isserta tion  proceeds, the i s s u e s ,  problems, and theo­

re tica l  viewpoints mentioned throughout are so singularly important 

that it is difficult to remember that those in focus are but part of the 

whole story. They are c lo se ly  woven into the general complex problem 

of defining and measuring organizational e ffec tiveness . And it is hoped 

tha t the questions being posed will take on added meaning as  specific  

top ics  are d eve loped .

Before presenting theoretical and background material on organ­

izational e ffec tiveness ,  readers who are not familiar with the current 

trend in health  planning in the United States will profit from a brief 

review of the  comprehensive health planning program. We turn now to 

tha t to p ic .



CHAPTER II 

COMPREHENSIVE HEALTH PLANNING

" . . .  we have entered the brave new world o'f health planning.

Great hopes exist for the health planning p ro cess .  Can these  hopes 

become reality?  There is no option but to find o u t ."

Albert W . Jones

THE PUBLIC HEALTH TRADITION

The United States has a tradition of public health  programs that 

is  nearly a s  old a s  the Republic. In some large eas tern  c ities  emergency 

boards of health were formed in the early 1800s to dea l with communi­

cable d isease  epidem ics. A century la ter, public health encompassed 

quarantine and immunization prac tices , water purification, and waste 

d isp o sa l .  Still la te r ,  c lin ics  were estab lished  to vaccinate  and help 

control d is e a s e .  And eventually , the impact of socia l and economic 

factors on public health were more clearly  recogn ized .

Despite the continuing efforts of practitioners , volunteers, and 

officials  in health programs, many accomplishments were fragmentary, 

and over the years cos ts  have soared ever upward. Moreover, there 

has been a growing, although for the most part unwarranted, feeling 

among the consumers of health  care that value received has not kept 

pace with the increasing c o s ts .  Professionals know that the quality  of
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medical care has improved steadily , yet,  they are agreed that something 

more has to be done to counter the cos t  tre n d . And always present is 

the specter of socia lized medicine to  spur their in terest in developing 

an improved system .

In 1946, Hill-Burton legislation was passed to help plan and 

finance health  f a c i l i t i e s . This focused on the number of beds needed 

in a community and on brick and mortar projects . In 1961, the Federal 

Government broadened its approach to health care by enacting the 

Community Health Services and Facilities Act. This legislation provided 

federal a s s is ta n c e  to help fund voluntary hospital planning on an a rea -  

wide b a s is .  'These were important and commendable m easures, n ecessary  

but not sufficient to cope with the array of health problems confronting 

u s .  Systematic planning, financing, and execution of health programs 

on a large scale  were sorely needed .

THE COMPREHENSIVE HEALTH PLANNING AND HEALTH SERVICES ACT 

Finally , on November 3, 1966, the nation became committed to 

to ta l health care system planning, planning with a newfound emphasis 

on preventive measures and areawide solutions to health problems. This 

ambitious new program is administered by the Department of Health Edu­

cation and W elfare, and is known as  Public Law 89-749, The Compre­

hensive Health Planning and Health Services Act. Never before has 

federal financial a s s is ta n c e  and leadership given such a high priority 

to the marshaling of a l l  health resources against chronic and growing 

health  problems.
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Section 314(a) of the law provides for a single s ta te  agency to ad ­

minister the planning p ro c e ss . Known as  the A agency, its goals are 

threefold:

1. to identify problems and needs in physical, mental, and 

environmental health;

2 . to inventory existing health  resources of manpower, 

se rv ices ,  and facilities ;

3 . to determine the objectives and priorities for action to 

be t a k e n .

(Ohio's Health, 1970, p .  2)

Another requirement of Section 314(a) is  th a t  both providers and 

consumers of health services constitute a state Advisory Council, and 

that consumers be in the majority. Membership is supposed to reflect 

geographic, ethnic, socia l, and economic charac ter is tics  of the s ta te 's  

population .

In addition to having a single A agency to administer the program 

in each s ta te ,  Section 314(b) of the law provides that each sta te  have a 

number of areawide health planning agen c ies ,  known as B, agen c ies .  

Typically, these B agencies are responsible for establishing and ad v is ­

ing voluntary groups in each of the counties subsumed within their mem­

bership ro s te r .

Salaried staff members of a B agency may specialize  in one or 

more areas of functional health care . The following six  are typical:

(1) community health , (2) environmental health , (3) mental health and 

mental retardation, (4) health f a c i l i t ie s , (5) health  manpower, and (6)
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financing of health c a r e . By developing specialized knowledge the s taff  

member can serve a dual r o l e . He can act both as a resource person 

and consultant, and as noted above, as an organizer of voluntary mem­

bership councils a t  the county l e v e l .

THE IMPORTANCE OF VOLUNTEERS IN COMPREHENSIVE HEALTH PLANNING 

Clearly , the comprehensive health planning program has been 

conceived and structured so that planning and execution must take place 

a t the g rass  roots leve l.  When a community first becomes involved in 

i t ,  B. agency personnel must assume most of the burden for in itia ting, 

organizing, and coordinating ac tiv ity .  However, once the b a s ic  organi­

zation becomes operational, consumers and providers, who serve as 

volunteer members in county councils , must develop the capability  and 

demonstrate the w illingness to make the program work. There are not 

nearly enough salaried personnel to  perform the myriad tasks in all of 

the  counties involved; nor has it ever been intended that they  should .

O hio 's  Health (197 0) has th is  to say about loca l participation in 

the program.

When drafting PL 89-749, Congress was concerned 
that Comprehensive Health Planning determine and 
provide for the needs of the people, and it  recog­
nized that such needs are  best known by the people 
them selves . To give th ese  people voice, and to 
gain public support by involving the  public, the Bill 
calls  for local and non-professional participation in 
the planning p rocess .  The requirement for consumer 
representation on the Advisory Council is  an example 
of this  policy.

(Ohio's H ealth , 1970, p .  3)
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This assessm ent marks the bedrock rationale of comprehensive health 

planning. Indeed, as indicated below, it is  in accord with the con­

sensus opinion of health planning experts who have studied the prob­

lem in depth.

Energetic and persis ten t efforts to extend both
the quantity and quality  of voluntary participation
of individuals and groups is a primary need in
the evolving effort to improve community health —
s e rv ic e s . . . .  This is based on no simplistic
notion that a l l  wisdom resides in Main S tree t . . . .
Rather it is simple recognition that action to 
mitigate today 's  health problems requires the 
informed involvement and participation of the 
individuals and institutions which comprise the 
problems and finance the so lu tio n s .

(Folsom, 1966. pp. 160-161)

The above quotations underscore the importance of volunteer work­

ers to the comprehensive health planning p rocess .  Belaboring this  prop­

osition is risked because it is the focal point of the present s tudy. The 

crux of our most immediate problem is to determine how to evaluate and 

improve the effectiveness of county health planning councils which are 

comprised of volunteer members. Most B agencies are interested in how 

this might be done; yet, few seem to have made much system atic progress 

in doing i t .

This study concentrates primarily on volunteers rather than on 

salaried staff members, because  it is the volunteers who must ultimately 

prove tha t the rationale of the program is  v ia b le . Although the B. agency 

and its staff are indeed important and worthy of careful consideration, 

staff members are paid professionals . Both experience and logic suggest 

that they are not as likely to be unable to perform acceptably  a s  are



12

part-time volunteers . Furthermore, if staff members are ineffective , they 

can be taken to ta sk  and, if necessary , rep laced . It is obviously much 

more difficult to control the performance of ineffective or recalcitrant 

volunteers . For these  reasons center stage in this study belongs to the 

volunteers .

THE MID-OHIO HEALTH PLANNING FEDERATION

The Mid-Ohio Health Planning Federation is one of eleven .B agen ­

c ie s  in Ohio. It was founded in 1945 to coordinate the planning and
\

financing of hospitals  in Franklin County, and until 1958 was known as 

The Columbus Hospital Federation. Its  executive director, Delbert L. 

Pugh, is  a  nationally known leader in health system planning. He is 

a lso  one of the pioneers in this  fie ld , having trained a number of former 

s taff members who now head their own agenc ies , and having developed 

concepts that are being implemented in Ohio and in other s t a t e s .

Twelve of the seventeen counties in the present organization had 

been  members of the earlier Columbus Hospital Federation for six years 

prior to i ts  changeover. Knox, Marion, Morrow, Pike, and Scioto coun­

t ie s  joined the re s t  in 1968 when the new Federation was formed .

SIZE

Figure 1 indicates that Mid-Ohio represents seventeen of Ohio 's 

e ighty-eight counties and includes approximately sixteen per cent of its 

population . The Federation staff in Columbus consis ts  of thirteen full­

time members plus clerical and support personnel. This is  comparable 

with the other large B agency in Ohio, the M etropolitan Health Planning
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Corporation of C leveland, which has twelve staff members . The re s t  of 

the agencies in the s tate represent less  heavily populated communities 

and have from three to seven professional staff members.

STRUCTURE

Structurally, The Mid-Ohio Health Planning Federation is a flat 

organization, consisting primarily of a Board of Trustees and seventeen 

semiautonomous county health planning councils .  Each council has its 

own chairman, ancillary  officers, and members. Aside from a few gen­

era l provisions and the decisions made by the  Board of Trustees, county 

councils are free to conduct their affairs a s  they see  fit.  Some councils 

have an executive committee, others do n o t.  Some consider a ll members 

to  be part of their county board of directors . In o th e rs , only a few mem­

bers are so designa ted . It is apparent that there is  considerable f lex ­

ib ility  in the way county councils may be o rgan ized . There is a lso  con­

siderable leeway in the number of meetings that may be held . The min­

imum, however, is at leas t  one annual meeting.

MEMBERSHIP

All members of the Federation are c lassif ied  according to occupa­

tion as being either consumers or providers of health  se rv ices .  The 

maximum number of members allowed in a given county is not specified , 

although consumers must be in the majority. At present, the median 

membership is 43 for a l l  counties except Franklin, which is the h ighest,  

having approximately 132 members .

Unfortunately, to ta l membership of the Federation is not accurately
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known. It had a t  first been estimated that there were 1200 members, but 

admittedly, th is  was a g u ess .  After staff members asked their  counties 

to  update ro s te rs ,  the to tal shrank to 789 and subsequent information 

suggests  that it may be even less  than 7 00. There are several reasons 

for this ambiguity, reasons that are inappropriate to consider at this  

time, but which will be d iscussed  later in the resu lts  sec tion , Chapter V.

FUNCTIONS

Whatever their membership, county health planning councils are 

charged with the responsibility  for implementing comprehensive health 

planning within their respective geographic areas and for coordinating 

ac tiv ities  with neighboring communities. Functions include the identi­

fication of resources and se rv ices ,  es tablishing priorities, reviewing 

proposals, and periodically reviewing on-going projects . Each council 

a lso  assum es responsibility  for raising its  share of the Federation budget.

THE BOARD OF TRUSTEES AND AREAWIDE STANDING COMMITTEES

In addition to the county oriented s tructure , each council draws 

from its member pool according to population to furnish representatives 

for the fifty-five member Board of Trustees which, a s  indicated earlier,  

is  the policy and final decision making body for the entire Federation.

Areawide standing committees constitute a third major structural 

component of the  Federation. And they too consist primarily of volun­

teers . One member from each county is designated by the local council 

to be i ts  representative on an areawide standing committee, such as 

Manpower or Environmental H ealth . These committees develop expertise
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in their subject a reas ,  and provide advice and information, both to the 

Board of Trustees and directly  to the counties . Each committee is 

served by one of the salaried staff members of the JB agency, who func­

tions as  its  resource expert. He, in turn, shares leadership responsi­

b il i t ies  with the elected committee chairman.

In sum, the Federation consis ts  of seventeen county health plan­

ning councils , a Board of Trustees drawn from the councils , s ix  a rea -  

wide standing committees, and a salaried s taff. As indicated in Figure 

2 , there is  a lso  an Executive Committee and a Nominating Committee 

within the organizational framework. Other agencies are not n e ces ­

sarily  structured in this w ay. However, many are and the b a s ic  com­

ponents, a small staff and many volunteers, is quite representa tive .

BOARD OF TRUSTEES

FEDERATION STAFF

COMMITTEE

EXECUTIVE NOMINATING

COMMITTEE

SIX AREAWIDE STANDING

COMMITTEES

SEVENTEEN COUNTY HEALTH

PLANNING COUNCILS

Fig . 2. — Organization structure of the Mid-Ohio 
Health Planning Federation



CHAPTER III 

REVIEW OF RELEVANT LITERATURE

"Organizational research . . .  has the potential for . . .  helping to 

solve some of the most serious problems in present day  soc ie ty ."

R. Likert and D . Bowers

ORGANIZATIONAL EFFECTIVENESS: THE GOAL-CENTERED APPROACH

There is no generally accepted definition of organizational effec­

tiveness  which sa tis fies  a l l  practical and theoretical purposes . This 

by no means implies, however, that we do not have a good and useful 

definition which is  quite well suited for the present app lica tio n . The 

situation is somewhat analogous to the field of mental measurements, 

where theorists  have never fully agreed on what intelligence m eans.

Even so , they have made important progress in measuring various oper­

ationally  defined components and aspec ts  of i t .  And so it is  with the 

definition of organizational effectiveness . On balance it can be said 

that the practical benefits of our chosen definition seem to far outweigh 

i ts  theoretical im perfections.

It was mentioned earlier that in the present study a suitable oper­

ational definition of organizational effectiveness is that proposed by 

Georgopoulos and Tannenbaum (1957), "the extent to  which an organiza­

tion fulfills its objectives and preserves i ts  means and resou rces ."

17
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This is a generally accepted approach that has many proponents. It a lso  

has the advantage of being well suited for use by the Mid-Ohio Health 

Planning Federation, where heavy emphasis has been placed on care- 

fully defining priorities and objec tives, and measuring progress toward 

th em .

Among the advantages of the goal-centered approach is its card­

inal virtue of allowing managers to measure performance in terms of 

concrete achievements . Broad goals can be broken down into specific 

o b jec tiv es ,  priorities can be es tab lished , and specific  assignments of 

objectives can be made to groups or individuals. They, in turn, can 

report.on their progress in carrying out assignm ents . And after such 

progress has been reported, comparative performance data can be gath­

ered and appropriate norms and standards e s ta b l is h e d .

The goal-centered approach is  flexible in that more important ob­

jectives can assume higher priorities, and emphasis can be placed on 

either output or process v ar iab les ,  depending on which of these  an 

asse ssm en t  of the organization 's needs reveals is  most important. 

F lexibility  is a lso  asso c ia ted  with selecting  the types of goals to be 

considered . That is  , formal goals are useful if they  are known to be 

generally accepted by management and other members of the organization . 

Informal goals are emphasized in accord with their relevance . They can 

be surfaced by having members throughout the  organization take part in 

goal se tt in g . And merely doing so can foster increased motivation and 

ach ievem ent.

In general, the goal-centered approach is a ra tional, f lexible,



and system atic method which s tre sse s  performance and accountability . 

Paraphrasing Drucker (1954), to manage is to balance a variety  of needs 

and goals; to make judgement possible by narrowing the range of a l te r ­

natives; and to provide a sound foundation for judgement with a broad 

data b ase  of fac ts  and the reliable measurement of the effects  of actions 

and d e c is io n s . In effect, for Drucker, to manage is  to practice the 

goal-centered approach .

It can be argued and is suggested here that i f  an organization 's 

accomplishments are measured over time and are compared with those  of 

similar organizations, a useful operationally  defined system for a s s e s s ­

ing organizational effectiveness is  achievable . To be sure, as Bennis 

cautions (1966), a healthy organization may for a number of reasons not 

be very effective in terms of performance and efficiency, or the reverse . 

Being healthy and effective are not the sam e. He-prefers to think of 

organizations as being . .a d a p t iv e ,  problem-solving systems embedded 

in complicated and rapidly changing environments Therefore, it is the 

methodological rules and procedures for dealing w ith  change which are 

important in determining organizational e f fec tiv en ess .  These include a 

scientific  spirit of inquiry and the w illingness to actually  do some e x ­

perimenting, to expose ideas to empirical te s t in g .

It is interesting to note that Bennis' comparison of the mental 

health of individuals to the health of organizations does not preclude 

the goal-centered approach, quite the contrary. He emphasizes problem 

solving and adapting to reality  by determining how accurate ly  goals are 

understood and shared by  members of the organization. Moreover, he
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s ta te s  that, "Rational problem solving is the only means presently 

known by which organizations may be rid of persis tent intergroup con­

flict ."

It is apparent that the goal-centered approach has a number of 

advantages and is not incompatible with such popular concepts as the 

adaptive system model of organizations. What then of the c r i tics?

Why do they object? And more importantly, what do they  offer in place 

of a definition that has the twin advantages of face valid ity  and quanti-  

fiability?

One such critic is  Ephraim Yuchtman, who summarized many of 

the extant viewpoints about organizational effectiveness in his d is s e r ­

tation a t the University of Michigan in 1966. Yuchtman admits that the 

goal-centered approach to organizational effectiveness has been the 

most widely employed . He mentions Barnard (1938), M ichels (1949) , 

Baumol (1959) , Dent (1959), and White (1960) among its adherents, 

noting that a l l  except the ea r l ie s t  "employed the goal approach as  a 

major tool in their a s sessm en t of organizational success ." He might 

well have added the name of a  leader in management performance from 

his own school, George Odiorne, who wrote "Management by Objectives" 

in 1965, and devoted a chapter in it specifica lly  to measuring organi­

zational performance .

Yuchtman s ta tes  that "the goal approach has been adopted by  many 

researchers since it seems to safeguard them against value judgement 

and other subjective b ia sse s  ." He a lso  notes that Katz and Kahn (1966) 

recognize tha t " . .  .the primary mission of an organization a s  perceived



by its  leaders furnishes a highly informative set of c l u e s / 1 even though

they warn that the stated purposes of such leaders can be m isleading.

In countering the advantage of greater objectivity , he calls  on Etzioni

(1960), who seems to  be more pro than con in the following passage ,

which nevertheless is used by Yuchtman to further his point:

The model is  considered an objective and re ­
liable analytical tool because it omits the 
values  of the explorer and applies the values 
of the subject under study as  the criteria of 
judgement. We suggest, however, that this 
model has 'som e methodological shortcomings, 
and it is not as objective as it seems to b e .

(Etzioni, 1960, p .  258; quoted 
in Yuchtman, 1966, p .  10)

Other problems are raised by Starbuck (1965) who finds it  difficult to

distinguish cause  and effect relationships in identifying goals . And

Haberstroh (1965) who d istinguishes between formal objectives and the

"common purpose" of the organization. A ‘few additional examples are

given by Yuchtman to add to the weight of his reasoning, but these  are

generally similar to those already cited and will not be specified here.

In sum, Yuchtman suggests  that we have a popular approach which 

is  objective, guards against subjective b ia s ,  provides an informative 

set of c lu es ,  and. uses  the subject as the criterion of judgement. It 

a lso  has some methodological shortcomings, can be misleading, cannot 

d istinguish  clearly  between cause and effect, and may or may not a c ­

count for informal g o a ls .  Granting that in some instances the short­

comings may dominate, it is not clear that they are of great concern in 

a majority, or even a large portion of c a s e s . Without more convincing
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evidence the objections to the goal-centered approach are not over­

whelming. However, the objections are not to be taken too lightly. 

D issidents  seem to be on sturdier ground when they confine their objec­

tions to theoretical i s s u e s ,  being much le ss  persuasive when they a t ­

tempt to operationalize their views .

Daniel Katz and Robert Kahn (1966) have been in the vanguard of 

theoris ts  seeking a broader, more generic concept of organizational 

effectiveness . They emphasize the systemic qualities  of a l l  organiza­

tions , thinking of them as  being comprised of subsystems and, in turn, 

being subsystems of some larger unit.  More specifically , they think of 

an organization as  an open system . It takes in energy in the form of 

people, m ateria ls , or some other resources; processes it in some way; 

and returns a portion of it to the environment as an output or product.

In this  schema, the organization is effective as long as it maintains 

negentropy, that is ,  imports more sustaining energy than it exports.

Yuchtman (1966) adopted th is  theme and tried to improve on i t .

He too thinks of organizations as  being in an exchange relationship with 

their environments. But for him, the emphasis is  on competition with 

other organizations for "scarce and valued resou rces ,"  the most e ffec­

tive organization being the one that accumulates the most resou rces .  

Unfortunately, a s  a ttractive a s  th is  at first seem s, it immediately pre­

sents both theoretical and practical difficulties which are not adequately 

resolved for u s ,  even though Yuchtman clearly se e s  the main problem.

One difficulty in using a comparison of organizations based on the 

accumulation of resources is in starting them out evenly. An ineffective
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advantage constantly; y e t ,  still have more total resources a t  measure­

ment time than its  more effective competitor. The latter may have 

started with little and grown s teadily  stronger. Negentropy allows for 

th is  and would indicate that the growing organization is effective, while 

the declining organization is not. However, a mere comparison of ac c u ­

mulated resources does not appear to account for such differences . In 

th is  example, the open systems concept presents no problem. The d iff i­

culty is in extending it to an operational form without accounting for 

such factors as time, relative r a te s ,  and trends .

Another difficulty , one that Yuchtman himself d iscu sses  but does 

not reso lve, concerns the limits both of h is  definition and of that pro­

posed by Katz and Kahn. When carried to an extreme, the accumulation 

of more resources means that one organization would to ta lly  dominate 

and monopolize a l l  others with which it com petes, eventually driving 

them to ex tinc tion . This might eas ily  become counterproductive, per­

haps leading to  public and legislative sanctions , and eventually cause  

the regression or dissolution of the dominant organization. Furthermore, 

if an organization seeks only to maximize its  return by a ll means, as 

Katz and Kahn suggest in trying to operationalize their  definition of 

effectiveness (1966, p . 17 0), a similar problem to that found in 

Yuchtman's reasoning occurs . And would not an effective organization 

exploit its  own members? Yuchtman s ta te s  that "such an exploitation 

is n e v e r . . .  to be maximized" (1966, p .  30) .

Where, then , are the limits in these  concepts? Yuchtman suggests
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that optimization seems much preferable to  maximization if we are to 

avoid a trap in the theory 's  lo g ic . But aga in , how does one determine 

where the optimum point is in an applied s ituation? We are given no 

workable solution to the problem. Yuchtman seems to turn away from 

it by observing that most organizations never approach maximization 

anyway. Furthermore, even though he favors the optimization principle, 

calling his a position somewhere between "a minimal level of survival 

and a maximal level of abundance of resources and control over its  

environment" (1966, p. 34), he offers no advice in helping to find such 

a position.

• One may well conclude from this th a t  the proposed definitions of 

organizational effectiveness are too vague in their present forms to  be 

of much practical u se . And are certain ly  not well enough developed to 

replace the estab lished  goal-centered approach. The burden of proof is 

clearly  on the challengers . To argue that maximization is  not often en­

countered, and that although the preferable definition of effectiveness  

requires explaining what optimum means, and this  is  too difficult, does 

not make these  problems d isappear. It begs the i s s u e s .  Until a better 

conceived alternative is  presented, organizational researchers would 

be well advised to consider carefully the advantages and disadvantages 

of the goal-centered approach in comparison with those of any proposed 

a lte rn a tiv e .
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THE SCOPE OF ORGANIZATIONAL EFFECTIVENESS

Truly, organizational effectiveness is  one of the most complex 

and challenging topics in contemporary organizational research . It 

circumscribes a  dynamic and multidimensional problem a rea ,  involving 

questions of leadersh ip , supervisory s ty le s , power, control, structure, 

motivation, clim ate, goal se tting , and many others . Each of these 

topics has spawned an impressive amount of research in its  own right. 

The complexity is such that it is not surprising that there is a lack of 

consensus about how these  variables re la te  to one another in a given 

s itu a t io n .

•In an artic le  reviewing just one of the facets  of organizational 

e ffectiveness, supervisory s ty le s , Stephen Sales (1966) observed that 

any review of the literature must be limited "if both the reviewer and 

readers are to escape to tal exhaustion ."

Clearly therefore, an eclectic  approach is required. This review 

will begin by touching briefly on the trends in organizational theory 

leading up to the human relations movement. Then, attention will be 

given to the work of prominent contributors to the movement, particularly 

Rensis Likert and his asso c ia te s  at the University of Michigan, where 

most of the movement is centered, and where the basic  survey instru­

ments used in this  study were developed. And finally , some empirical 

evidence will be cited and the rationale for the research approach being 

taken will be noted .
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TRENDS IN ORGANIZATION THEORY

During the first part of th is  century many business  managers still  

thought of their workers in terms reminiscent of the industrial revolution 

of the two preceding c e n tu r ie s . Unions were not yet strong and mature, 

and the Protestant Ethic had long suggested that the best and most d e ­

serving men would, like cream, r ise  to the top. If a worker was taken 

advantage of, it was probably his  own fault for being stupid or lazy, or 

otherwise deserving of his  fate. The bus iness  of industry was business  

and workers were to be used as management saw f i t .

The c la ss ica l  organization theory sprouting from this so il empha­

sized e ffic iency , but did so in a rather narrow, shortsighted way. 

Theorists tried to  arrange things so as to b e s t  use members of the organ­

ization, rather than encouraging them to make the b e s t  use of them­

se lv e s .

March and Simon (1958) distinguish two main lines of development 

occurring during this early  period . The f i r s t , called  the scientific  man­

agement movement, derived from the work of Frederick W . Taylor. He 

studied the charac ter is tics 'o f  the human organism from a physical s tand­

point, trying to find the one b es t  way of doing a jo b .  Capacity , speed , 

durability, c o s t ,  fatigue, strength, and anthropometry were given care ­

ful consideration in his time and methods s tud ies , and the amassed 

data were used to develop work standards and unit times . In terestingly , 

some of the techniques used in p resen t-day  human engineering deal 

with the same types of variables .

The second line of development is exemplified by the work of
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Gulick and Urwick (1937) , Fayol (1949), and o thers .  It is called the 

administrative management theory and emphasizes such structural and 

control problems as the departmental division of work and the overall 

coordination of ac tiv ities  . For example, given th is  many workers and 

that many ta s k s ,  it is assumed that there is  some most efficient way 

of dividing and allocating them to yield a  maximum return to the organ­

iza tion . Units of the organization are considered to be self-contained 

in accord with their degree of independence from other units; and a 

single director of each functionally autonomous unit is b e s t  able to 

carry out its purposes by controlling the organization from the top down.

Bennis (1959) adds a third theme to  the developmental trends 

specified by March and Simon. He notes that Max W eber's "ideal type" 

bureaucracy strives to produce an organization which emphasizes pre­

c is ion , speed, unambiguity, continuity, s trict subordination to author­

ity, and so on . And omits from official business  such irrational human 

emotions as love, hate , jea lousy , and com passion.

All three of these themes suggests that organizations and their 

work should be structured and controlled so as to minimize the vagaries 

of human behavior. In Bennis' view they differ somewhat in their 

assumptions about such behavior. Weber believed man to be irrational 

and unpred ic tab le . The way to avoid his capriciousness  was to con­

struct an impassionate and rational monolithic system , a bureaucracy, 

to control h im . Urwick chose to view personnel a s  a given rather than 

a variab le , and "the employee a s  an inert instrument performing the 

tasks  assigned . . . "  (March and Simon, 1958) . Accounting for his
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idiosyncracies would lead to chaos . Taylor, on the other hand, c a re ­

fully studied the physiological and engineering parameters of man's 

work behavior to enable him to produce at maximum efficiency.

All three themes strove for rationality and predictability , and paid 

allegiance to external authority: Taylor to  sc ien ce , Urwick to some 

undefined organizational planner, and Weber to the institutionalization 

of authority sanctioned by socie ty . Bennis summarizes his comparison 

in this p a s s a g e .

Loosely speaking then , c la s s ic a l  organization 
theory portrayed man as  either too base or too 
unpredictable to consider; viewed power as 
springing from forces out of control of the or­
ganization 's  members; struggled with the man- 
machine problem and decided on the latter; 
believed that organizations were, or could be , 
rationally planned and ex ecu ted .

(Bennis, 1959, pp . 265-266)

THE HUMAN RELATIONS MOVEMENT AND THE HUMANISTS

In the 1930s a research study was conducted which helped to 

change the concept of organizations from a rational model devoid of 

human shortcomings, to an exceedingly more complex one, embracing 

both traditional concerns and the less  tangible world of n eeds ,  motives, 

and feelings. This enlightened turnabout followed from a series  of 

celebrated experiments conducted a t the Hawthorne Works of the W est­

ern Electric Company. Elton Mayo and his  a s so c ia te s  se t out to inves­

t igate  the effects of factory lighting on productivity, and ended by 

making "popular with management the notion that workers are human" 

(Bass, 1965; see also  Roethlesberger and Dickson, 1938) .
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The Hawthorne Studies underscored the importance of morale, in­

formal structure, employee a tti tudes ,  counseling, and simply paying 

attention to workers. It was no longer acceptable  to dism iss the human 

side of organizations as an unfathomable swamp; for it had just been 

demonstrated in hard production criteria , that ignoring behavioral vari­

ables might well lead to a great deal more difficulty than it avo ided .

The challenge to behavioral sc ien tis ts  was c lear  and is not yet com­

pletely reso lved . Study the breadth of human behavior in organizations, 

and develop appropriate hypotheses, theories , and principles to deter­

mine how best to cope with i t .

The new model of organization which grew during the 1940s and 

'50s is called the human relations model. It has had many contributors, 

has generated a great deal of research , and for the most part is s ti l l  

developing. Its  central assumption is that c r ite ria , such as production 

and member sa tis fac tion , are affected by certain social and psycholog­

ical needs and environmental conditions within the organization.

MASLOW

Abraham Maslow (1954) contributed greatly to the new concept by 

providing some of the early theoretical formulations with which human 

relations proponents challenged the rational model. His theory, called 

either the need hierarchy or se lf-actualization  theory, posits five over­

lapping levels of prepotent needs arranged from lower to higher as  

follows: (1) physiological needs - such as  hunger, th irs t ,  and sex;

(2) safety  needs -  such as s tab ility , order, and security; (3) socia l
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needs -  including the need for affection, belonging, identification, and 

affiliation; (4) egoistic  or esteem needs -  such as  prestige, ach ieve­

ment, and se lf-respect;  and (5) the need for se lf-actualiza tion  -  which 

means to develop on e 's  full potential, however th is  might be defined 

for a  particular individual.

According to Maslow, men are motivated by one or a combination 

of needs in the hierarchy. The lowest level needs tend to  dominate b e ­

havior until they becpme reasonably well s a t i s f ie d . Then the next most 

b a s ic  needs assume dominance and so on, until the individual reaches 

the highest leve l .  And it is a t  the higher levels that some of the more 

sophisticated management principles, such as  Drucker's (1954) , and 

Odiorne's (1965) seem to work best (Maslow, 1965) .

In reading M aslow's theory, one should keep in mind that it is 

very  general and was meant to provide a rough frame of reference, not 

w ell proven and detailed pronouncements about specific relationships . 

It is  not a t all c lear ,  for example, how economic rewards relate to need 

le v e ls ,  since money is  undoubtedly instrumental in satisfying many 

types of needs (see Opsahl and Dunnette, 1966) .

The eupsychian management philosophy described by Maslow in 

one of his la s t  major publications (1965) suggests the same kind of 

bold heuristic thinking. Eupsychian means roughly moving toward 

psychological health in management. In fact, Maslow coined the term 

eu p sy ch ia , defining it as  the culture that would be generated by 1,000 

se lf-ac tua liz ing  people on some sheltered is land .

Maslow became interested in organizational psychology after
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en tis t ,  and philospher, and above all an original and innovative th inker. 

For him, individual psychotherapy was impractical for improving the 

world or the whole human sp ec ie s ,  because it is  a quantitative im possi­

b ili ty .  He first turned to education as a way to make people better en 

masse; then realized that perhaps the work-life of individuals is even 

more important since almost everyone works .

In e s se n c e ,  his m essage cons is ts  of the following logic . People 

are growing both in their actual health of personality and /o r  in their 

aspirations . The more they grow and the better educated they are ,  the 

poorer will authoritarian management work, the le ss  well they will 

function in the authoritarian situation, and eventually, they  will come 

to hate the authoritarian approach. People who have experienced dignity, 

se lf - respec t ,  or freedom can never again be content with slavery or deg-  

redation, even though they  did not protest it previously. Therefore, the 

better socie ty  grows in terms of politics, education, and idea ls ,  the 

less sutiable are its people for autocratic management. In short, he 

considers eupsychian management to be the wave of the future . I t  is  a 

growth philosophy an d , in his v iew , we are experiencing a continuing 

growth tre n d .

Thirty-six assumptions are said by Maslow to underlie eupsychian 

management policy . He calls  them the necessary  preconditions for 

McGregor's Theory Y, which will be described nex t,  to work. Here are 

a few of M aslow 's assumptions: "assume everyone is to be trusted , . . .  

everyone is to be informed as completely as possible of as  many facts
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and truths as  p o s s ib le . . . ,  assume synergy, assume that people are 

improvable." It is unnecessary  to reproduce the entire l i s t  to indicate 

the types of assumptions that it contains . Maslow is suggesting that 

people can and should be treated with respec t,  should be trus ted , and 

should be encouraged to develop toward se lf -ac tu a liza tio n . Note care­

fully, however, that even though experience suggests that eupsychian 

management principles should work for many people, they  are to be re ­

garded as  highly tentative and experimental until more thoroughly re ­

searched data are a v a i la b le . Some people are expected to respond 

negatively to an expression of faith in their goodness and trustworthi­

ness  . To th ese  types ,  whatever their numbers, Maslow suggests that 

"an s .0 .b . should be treated like an s .0 , b ."

MCGREGOR

Douglas McGregor (1960) strongly influenced Maslow and other 

organization theoris ts  and was in turn, influenced by them . He pro­

vided one of the ear l ie s t  milestone statements of the failure of industry 

to adequately use its  human resources . Basing his approach on M aslow 's 

need hierarchy, McGregor found that both the literature on organization 

and on management practice accepted authority as  an absolute rather 

than a relative co n c e p t . In his opinion this d irectly  caused some of 

the most troublesome problems in managing the human resources of 

industry. Among the problems flowing from the assumption of absolute 

authority are th e se .
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ab ili ty  to enforce i t .

2 . Countermeasures are available .to employees who are 

subjected to such authority . A range of behavior 

from ineffective compliance to open rebellion may o ccu r .

3 . Managerial purposes may be defeated by such things 

as  indifference to organizational ob jec tives, low 

standards of performance, ingenious forms of defensive 

behavior, and refusal to accept responsib ility .

(McGregor, 1960, pp. 21-22)

In addition to these  problems McGregor found that various needs 

of workers went unrecognized or unfulfilled in the absolute authority 

system . Safety needs ,  for example, are said to assum e considerable 

importance for industrial employees who are in at leas t a partially d e ­

pendent relationship with their employers. This is particularly true when 

arbitrary management ac tio n s ,  favoritism, or discrimination arouse un­

certa in ty .

McGregor suggested that the existence of social needs were mis­

understood by management. Instead of making use of the natural "groupi- 

n e s s"  of human beings for achieving organizational goals ,  management 

often went to considerable lengths to control and direct human efforts in 

ways that were se lf-defea ting , and which caused re s is ta n ce ,  antagonism, 

and lack of cooperation. Similarly, egoistic  needs relating either to 

one 's  se lf-esteem  or to  the need for status and recognition were typically  

unheeded by organizations, a s  were those relating to self-fu lfillm ent.
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Those rewards and incentives offered by management were useful 

in satisfying needs only when the worker was off the job . The job 

thereby became perceived as a form of punishment to be avoided as 

much as possib le .  As a consequence of such deprivation, workers 

were said by McGregor to behave with indolence, passiv ity , unwilling­

ness  to accep t responsib ility , res is tance  to change, willingness to 

follow the demagogue, and with unreasonable demands for economic 

benefits .

The foregoing reasoning led McGregor to conclude that certain 

assumptions were implicit in the literature on organizations and in much 

of the managerial policy and practice a t  the beginning of the 1960s.

And, of course , the situation has not changed much during the las t  

d ecade . McGregor called the traditional view of direction and control, 

Theory X. These are its  three major a ssum ptions .-.

1. The average human being has an inherent 
d islike  of work and will avoid it if he can .

2 .  Because of this  human characteris tic  of 
d islike  of work, most people must be co­
erced , controlled, d irected , or threatened 
with punishment to get them to put forth 
adequate effort toward the achievement
of organizational objectives . . . .

3 „ The average human being prefers to  be 
d irected , w ishes to avoid responsib ility , 
has re la tive ly  little  ambition, and wants 
security  above a l l .

(McGregor, 1960, pp. 33-34)

It seems obvious from the very persis tence of the theory that some 

human behavior can indeed be accounted for by Theory X, but by no
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phenomena in organizations are inconsistent with the Theory X view of 

human nature . Others too have found Theory X lacking. Argyris (1957) 

is said by McGregor to have shown that conventional managerial s trat­

eg ies  are more admirably suited to the capacities  and characteris tics  of 

the child rather than the adu lt .  Both Maslow and McGregor would agree 

tha t changes in the population: in education leve l,  health  of personal­

ity ,  asp ira tions, a t t i tu d es ,  va lues , motivation, and degree of depend­

ence , have created general d issa tisfac tion  with the authoritarian ap ­

proach to control in various aspec ts  of l ife . In fac t, the d issa tisfac tion  

is  so apparent that even the Navy, under Admiral Zumwalt, has taken

heed and is a t  long la s t  adopting a more humanistic response to the

needs of its  enlisted men (Time, 197 0, p .  17). Clearly  then, McGregor 

and others suggest that Theory X fails  to u tilize the full potentialities 

of the average human being.

The failure of Theory X to sa tis fy  most of the needs which affect 

worker motivation led McGregor to formulate a new management strat­

egy , called Theory Y. It assum es the following:

1. The expenditure of physical and mental 
effort in work is as natural as  play or 
r e s t .  The average human being does not 
inherently d islike w ork .

2 . External control and the threat of punish­
ment are not the only means for bringing 
about effort toward organizational objec­
t iv e s .  Man will exercise self-d irection  
and se lf-contro l in the service of objec­
tives  to  which he is committed .
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3. Commitment to objectives is a function of 
the reward assoc ia ted  with their ach ieve­
ment . . . .

4 . The average human being learns , under
proper conditions, not only to accept 
but to seek responsib ility . . .  .

5 . The capacity  to exercise a relatively  high
degree of imagination, ingenuity, and 
creativ ity  in the solution of organizational 
problems is widely, not narrowly, d is tr ib ­
uted in the population.

6 . Under the conditions of modern industrial 
l ife ,  the intellectual potentialities of the 
average human being are only partially 
u t i l iz e d .

(McGregor, 1960, p. 47)

These assumptions are said to indicate the possibility  of human 

growth and development and are not framed in terms of the leas t  common 

denominator of the factory h a n d . Rather, they indicate a resource which 

has substantia l p o ten tia li t ie s .  Furthermore, Theory Y places the burden 

of worker motivation and the development of worker potential squarely 

on management. Limits on worker collaboration in achieving organiza­

tional goals are not those of human nature, a s  Theory X suggests; they 

are a function of management's ingenuity in using the potential repre­

sented by its  human resources . F inally , Theory Y assum es that people 

will exercise  self-d irection and control in the achievement.of organi­

zational objectives to  the degree that they are committed to those  ob­

jec t iv e s ,  and such commitment does not flow from Theory X assumptions . 

Thus, we are faced with the problem of generating commitment and of 

matching individual and organizational goals . Chris Argyris , another
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major contributor to  the human relations movement, offers some sug­

gestions a s  to how th is  might be done

ARGYRIS

The conflict resolution model of Chris Argyris (1957 , 1964) pro­

v ides another extremely broad concept of organizations . His approach 

is eloquently described by Wood (unpublished manuscript) a s  being one 

which "can have a place in theory construction, that i s ,  in initial ex­

ploratory work and hypothesis generation." However, the extreme 

breadth of his  theory makes it difficult unequivocally to  isolate and te s t  

useful segments of i t .  Further, his research methods are said by Wood 

to ,  "reflect his preference for investigating the to ta l,  complex person­

a l i ty ,  and employing treatments to a s s i s t  in the development of healthy 

adult em ployees." His methods cons is t  principally of clinical d iag­

n o s e s ,  case  s tud ies , anecdotal d a ta , and'other nonrigorous procedures 

which have been critic ised by Dunnette and Campbell (1968) as  being 

too global and v a g u e . Argyris (1968) counters that rigid scientific 

controls are sometimes inappropriate in organizational research because , 

among other th ings, they are obtrusive, b iased , resented by those 

s tudied, and subject to self-fu lfilling  reac tions .

We might note that many of the humanists tend to be vulnerable 

to  critic ism s of extreme breadth, and lack precision in defining re la tion­

ships among the interacting variables encompassed by their theories . 

W ood's comment seems to sum up the matter, . .  ." if  our scientific  pur­

pose is to es tab lish  empirical laws and generalizability  across varying
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organizational se ttings ,  as  the Argyris model is intended to do , we 

must a t  some point adopt rigorous procedures which lend confidence to 

the internal and external valid ity  of our results

In substance , the conflict resolution model describes the parallel 

dynamics of individual versus organizational progression toward inde­

pendent se lf -ac tua liza tion . In Theory X type organizations th is  inde­

pendent striving for incompatible goals often leads to incongruencies 

and conflic t, a "gnashing together of two se ts  of values and behaviors" 

(Wood) .

Dunnette and Campbell (1968) have th is  to say about the Argyris 

approach.

Based on his theories of human and organ­
ization behavior, Argyris argues that most 
individuals in industry tend to  have their 
needs for growth and maturity frustrated by 
the demands for dependency made by most 
organizations. The initial resu lt is em­
ployee apathy, but when faced with organ­
izational s tr e s s ,  the apathy may become 
aggression or withdrawl, which is coun­
tered by the organization with further con­
trols and constraints . Followed in turn 
by further employee counteractions . Thus , 
the vicious cycle of organizational con­
s tra in ts ,  employee counteractions, further 
constra in ts ,  and so on is set off.

(Dunnette and Campbell, 1968)

Obviously, the above description is compatible with the logic 

d ictated  by Theory X principles. C lass ica l  organizational structure 

prescribes hierarchical chain of command, narrow control, to p - to -  

bottom information flow and influence, task  simplification, and limited 

responsib ili ty . These s teps do not permit individuals to experience
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the intrinsic rewards which lead to need fulfillment, psychological 

growth, and se lf -ac tua liza tion . The organizational demands run directly  

counter to the worker's needs and v a lu es ,  creating the greatest impact 

at the lower levels where the demand for submission is most pronounced.

What then can be done to diminish the conflict that traditional 

management policies tend to generate? Conflict resolution implies pro­

found changes throughout the entire organizational structure, starting 

a t the top . According to Wood, there are two bas ic  lines of approach 

suggested by  Argyris: (1) a general loosening of controls and structure

is required so that members can more effectively control their des tin ies  

and become more d irectly  involved in helping the organization attain  its 

o b jec tives .  Job enlargement and a democratic, employee-centered style 

of leadership are the two most apparent methods for achieving these e n d s . 

(2) The second approach involves the re-education of managerial person­

nel so that managers can increase interpersonal competence. This can 

be done by using T-group or laboratory education tra ining.

The logic in Argyris1 approach is evident. He has defined the 

problem and prescribed remedies which seem attractive for the intended 

purpose; moreover, these  prescriptions may indeed work. Again, the 

problem is that a host of variables such as individual d ifferences, in ­

teraction effects on subgroups, situational constra in ts ,  and the like 

must be researched before we know how effective a specific  technique 

is  likely to be in a given situation . This has not yet been es tab lished , 

and is not likely to b e ,  un less  some rigorous procedures are adopted 

within a program of extensive laboratory and field experimentation.
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The fina l, and in some ways the most interesting approach of 

those being considered, is the human resource's concept of Rensis 

Likert a t  the University of M ichigan's Institu te for Social Research.

His bas ic  tenets  (1961, 1967) are similar to those of Argyris, Maslow, 

and McGregor in their focus on the efficient use of human resources, 

and on the dignity and value of employees at a l l  levels of the organiza­

tion .

Although Likert and the Michigan researchers have been active

since the late 1940s, the major initial publications of th is  group and

those of the other cited humanists appeared in the late 1950s and early

1960s. Other writers such as  Fayol, Haire, Drucker, and Erikson

have made decided contributions in th is  area , making it difficult in

some cases  to determine which writings influenced w hich . There is

indeed considerable overlap in many of their approaches and a good

deal of cross-ferti l iza tion  has evidently taken p lace .  Each has made

a unique contribution and each  has some distinguishing characteris tic

or emphasis to mark his effort. Those chosen for this review were

selected both because they seem to be working toward the same general
*

objectives and because their formulations are of potential use to con­

temporary organizational research  s c ie n t i s t s .

Two of Likert's major formulations are of particular in terest,  the 

principle of supportive relationships and his emphasis on human resource 

accounting . Likert s ta tes  his principle as follows:
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The leadership and other processes of the 
organization must be such as  to ensure a 
maximum probability that in a l l  interactions 
and in a ll  relationships within the organiza­
tion, each member, in the light of his back­
ground, v a lu es ,  d e s ire s ,  and expectations, 
will view the experience as supportive and 
one which builds and maintains his sense 
of personal worth and importance .

(Likert, 1961, p . 103)

The relationship between superior and subordinate is  c r itica l in 

applying th is  principle. As the principle spec ifies ,  it should be ego- 

building and supportive rather than ego-deflating (Likert, 1967) . Since 

the subordinate 's  perception of the relationship is the important ingre­

d ient, Likert suggests  that "it is possible to te s t  readily whether the 

superior's  (and the organization's) behavior is  seen as  supportive by 

ask ing  such questions as  the following: . . . "

1.  How much confidence and trust do you
feel your superior has in you? How 
much do you have in him?

3 . To what extent is he interested in help­
ing you to achieve and maintain a good 
income?

8 . To what extent does your superior try to 
keep you informed about matters related 
to your job? . . .

12 . To what extent is your superior generous 
in the credit and recognition given to 
others for the accomplishments and con­
tributions rather than seeking to claim 
all the credit himself?

(Likert, 1967, pp . 48-49)

Experience indicates that questions such as  these  are the kinds 

tha t subordinates are very much concerned w ith . Moreover, these are
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to morale or work a t t i tu d es .  For many, the superior i s ,  in effect, the 

vertica l organization. They have li t t le  contact with those above him. 

Others may take a larger view, realizing that their immediate superior 

is only one part of a larger whole. Even so , they may be equally or 

even more frustrated than their peers if their superior assum es a non- 

supportive role and effectively blocks their growth. Transfer, termi­

nation, or res is tance  may be their only options.

Likert and the other humanists are quite correct in insisting that 

the entire organization must convert to a supportive clim ate. Fleishman 

has shown (1953) that leadership training cannot be considered in iso ­

lation from the socia l environment in which the leader must function.

It follows that it is important to start at the top levels and work down 

if we want to be truly effective in human relations, improvement. Work­

ers who are frustrated by their immediate supervisors may see consider­

able hope if his actions are out of step with the re s t  of the organization. 

And further, he will be le ss  likely to be out of step if he knows that his 

approach runs counter to overall management philosophy.

We can summarize Likert's view of supportive relationships by 

noting that the heart of the matter is the involvement of employees in 

the structure of their work and the work environment. Workers must be 

involved in decision  making p ro cesses .  This implies a solid structure 

of democratic, supportive leadership throughout the organization, and 

emphasizes the importance of full and open communications.

Likert recommends that group decision making be facilitated by
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is  linked to the next higher group by means of persons who hold over­

lapping group membership. Interaction in decision making occurs both 

horizontally, within groups, and vertically , among subordinates and 

superiors of interlocking groups. It is important to observe tha t in this 

scheme the superior is not allowed to escape responsibility  for group 

inactiv ity  or fa ilure . "He is responsible for building his subordinates 

into a group which makes the b es t  decisions and carries them out well. 

The superior is accountable for a ll d ec is ions ,  for their execution, and 

for the r e s u l t s ," (Likert, 1967 , p . 51) . It isn 't  that he does less; 

rather, the others join with him and share some of the responsibility . 

This would obviously require full and open knowledge, aw areness, and 

communications. The idea has considerable intuitive appeal,  but it 

has not yet been thoroughly resea rch ed . .

Likert and Bowers (1969) reflect on the early hope of those  in the 

f ie ld , that social sc ien tis ts  engaged in research on management and 

organizational performance might find a "marked and consis ten t re la­

tionship between the management system of a leader, the attitudes and 

loyalties of his subordinates, and the productivity of his organization." 

However, considerable research since World War II has failed to  show 

simple, cons is ten t ,  dependable relationships between employee attitude 

and productivity.

The problem has been that research designs  have ignored or failed 

to adequately treat the complexity of relationships among the host of 

variables which are known to be operating. Many powerful moderating
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variables  are ignored and point in time measurements fail to uncover 

important trend changes which do occur. Likert and Bowers ca ll  a t ten ­

tion to seven types of variables which have tended to cause contra­

dictory results:

1. discrepancy between a leader 's  report 
of his behavior and his actual behavior;

2 .  the v a lu es ,  expecta tions, and skills  of 
subordinates;

3 . manager's capacity  to exercise influence 
upward;

4 .  s ize of the work unit or firm;

5 . the kind of work being done;

6. time and changes over time;

7 . inaccurate or inadequate measurements 
of criterion v a r ia b le s , such a s ,  produc­
tiv ity  and e a rn in g s .

(Likert and Bowers, 1969, p .  585)

The authors emphasize trends over time and suggest tha t data are avail­

able (Likert, 1967, c h .  5) which show that there  are cons is ten t,  depend­

able relationships among leadersh ip , motivation, and performance vari­

a b le s .  The final section of th is  chapter briefly reviews and comments 

on some of the studies supporting this  contention.

For the present we need to consider Likert's second major formu­

lation , his emphasis on human resource accoun ting . This concept holds 

promise of being a refreshing and effective way to diagnose the status 

of an organization 's hea lth .  Of equal importance, it f il ls  a definite 

void in current accounting practices . Likert and Bowers rightfully
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contend th a t  typical accounting reports yield grossly misleading pictures 

of a firm's actual a s se ts  because  the firm's human resources are almost 

to ta lly  ignored . Such elusive qualities as loyalty, professional repu­

ta tion , and most of a ll  its human organization are rarely taken into 

a cco u n t .

The value of the human organization is  estimated to be about 

fifteen tim es earnings, a sizeable  sum indeed. They base their ca lcu ­

lation on estim ates of top managers of several firms who s ta te  that r e ­

building their human organization to its present capability would cost 

from two to ten times their annual payroll. Likert and Bowers use three 

times payroll as a conservative and representative estimate for rebuild­

ing . Since payrolls usually exceed earnings by from another two to ten  

tim es, they  use five as a reasonable es tim ate . Therefore, human re­

sources a t  three tim es payroll and payroll.at five times earnings yield 

a product of f ifteen . This figure seems somewhat le ss  imposing when 

one notes that organizations seldom lose their entire human organization 

a t once, and those who remain can sometimes help minimize the impact 

of a few departures by covering for them. N everthe less , the point that 

human resources are  a valuable a s s e t  and are  not adequately  accounted 

for is an important o n e .

Likert and Bowers also, strike a clear note when they charge that 

ignoring a l l  forms of human resources, as  a t  present, often shows a 

favorable earnings picture for several years when the actual and true 

value of a company are s tead ily  decreasing by  a substantia l fraction. 

This kind of shortsightedness is far too prevalent, and in many cases
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things must progress to a sorry and sometime irreparable s tate before 

d rastic  action is taken .

If, a s  the authors predict, they  can develop procedures for e s t i ­

mating the actual co s ts  incurred in such areas  as  recruiting, selecting , 

tra ining, es tab lish ing  effective working relationships with others in the 

organization, and computing personnel replacement c o s ts ,  valuable in ­

sights into operating problems of organizations will be available so 

tha t the organization.'s human a s se ts  can be accounted for. Likert and 

Bowers indicate th a t  their procedures will be available in five to ten 

yea rs ,  and that th e se  will help to unravel the complexity which shrouds 

c a u s e a n d  effect re la tionsh ips .  When this occurs, such cau sa l  vari­

ab les  a s  leadership  style and such end-resu lt variables as financial 

performance will be more consis ten tly  and dependably linked . If they 

are successfu l,  the payoff will be worth the effort'.. Many so called 

hard-headed businessmen have difficulty grasping issues  that are not 

d irectly  definable in dollars and cents  .

In the present study variables developed originally by Likert, 

then further refined by him and by Bowers and his colleagues a t  the 

Institu te  for Social Research, are used to study the effectiveness of a 

nonprofit organization. The assumption Is that many of the prescrip­

tions made for industrial applications will hold for volunteer organiza­

tions as  w e ll .  Our task  is to determine how accurate this assumption 

is  in the present a p p lica t io n .

Likert's  principle of supportive relationships permeates the 

operationalized asp ec ts  of his theory, and is found in both his 1961
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and 1967 statements of the organizational charac teris tics  of different 

management systems . He d istinguishes between authoritative and 

participative management systems by postulating a continuum of four 

such system s. These are: (1) exploitive authoritative, (2) benevolent 

authorita tive, (3) consulta tive , and (4) participative group. Basically , 

a System 1, benevolent authoritative type organization corresponds to 

one which operates under Theory X principles . System 4, participative 

group, corresponds to Theory Y, and 2 and 3 are the in -be tw eens. Each 

system is specified in terms of its behavioral c h a ra c te r is t ic s . For in ­

s tan c e ,  with respec t to  goal setting practices: in System 1 orders are 

issu ed ,  in 2 an opportunity to comment may or may not ex is t ,  in 3 goals 

are se t or orders are issued after d iscuss ion  with subordinates of both 

problems and planned ac tion , and in System 4 except in emergencies, 

goals are usually  se t  by group partic ipa tion .

The participative group management system , System 4 , is  char­

acterized by the full use of major motives, cooperative a tt i tudes ,  high 

sa tis fac tion , open communications, accurate perceptions and informa­

tion , teamwork, acceptance of goals ,  high productivity, low turnover, 

and similar phenomena . A sample of these  charac teris tics  and compar­

able items for Systems 1 , 2 ,  and 3 are listed  in the Profile of Organiza­

tional C harac te r is t ics ,  Appendix B . Note too that quite similar vari­

ab les  are subsumed by James Taylor and David Bowers in their Survey 

of Organizations, which has also  been modified for use  in the present 

study and may be examined in Appendix A.

There is growing evidence from field studies (Wood, 197 0) that
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the organizational characteris tics  described by Likert in his partic i­

pative management approach are indeed related to desirable outcomes 

for diverse types of organizations. However, a ll  of the variab les, 

their multiple c a u se s ,  s ituational e ffec ts ,  individual d ifferences, and 

interaction effects have not yet been thoroughly investiga ted . More 

data are needed from both field and laboratory studies before precise 

relationships and general principles-can be specified with confidence.

POWER SHARING AND PARTICIPATION

Wood (197 0) has contributed significantly  to our knowledge of an 

important aspec t of the human relations movement by examining power 

sharing and participation in decision making groups.

It had long been implied that power and influence in an organiza­

tion are a fixed quantity . If a manager or supervisor shared his d ec i-  

sion'making with subordinates, there would be le ss  for him. Tannenbaum 

(1969) challenged th is  view, arguing that both intragroup power and the 

to tal amount of organizational power are  variab le . Moreover, manage­

ment practices can be used to expand the amount of influence, and this  

can be shared by a l l .

Wood (1970) investigated Tannenbaum's contentions by testing  

two power distribution issues  in a laboratory setting using decision 

making groups . He examined: (1) the effects of subordinate partic i­

pation and situational tasks  on perceived influence d istr ibu tions, and

(2) relationships between participation and influence outcomes and 

individual sa tis fac tio n . He found th a t  full subordinate participation
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resu lted  in the greatest levels  of both subordinate and total group 

influence, while, according to subordinates, the leader 's  influence 

w as not a ffec ted . Furthermore, satisfaction  was highest when par­

ticipation was complete, rather than when restric ted  to a particular 

stage of the  decision making process .

This brief and overly simplified account does an in justice  to 

Wood, Tannenbaum, and the issues  involved. However, there is no 

reason to resta te  what has already been stated  quite well and readers 

are directed to the works of these  two a u th o rs . Wood's d isserta tion  in 

particular, deals  with many of the theoretical issues  related to the 

entire human relations movement and is strongly recommended to those 

interested in a more detailed account and broader perspective than 

found in the present study.

CRITICISMS AND GENERAL RESEARCH FINDINGS

Critics  of the human relations approach generally do not seek to  

refute the theory or to counter the evidence supporting i t .  Rather, they 

suggest that it is  essen tia l ly  correct, but somewhat insufficient to 

account for all of the variables operating within complex o rgan iza tions . 

They warn that we must be cautious in rush ing‘to" embrace the appeal of 

dealing with organizations str ic tly  in human terms, le s t  we. discard 

some s t i l l  useful rational concepts in the process and also  fail to look 

for additional important variab les  .

Leavitt makes precisely  this arguement in a penetrating artic le 

(1962, 1969) on the sub jec t.  Referring to studies in the 1940s and
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A large amount of evidence was accumu­
lated revealing that people support what 
they  help to  create; that democratically 
run groups develop greater loyalty and 
cohesiveness  . . and that strong iden­
tification with and commitment to d e c i ­
sions are generated by honest partic i­
pation in the planning of those decis ions  .

(Leavitt., 1969, p . 449)

These advantages are important. However, as Leavitt indicates they 

do not te l l  the whole' s tory . Nothing has been said of the quality  of 

decis ions  made by group p ro cesses ,  of the potential advantages of 

competition, of the appropriateness of authoritarian leadership in 

specific s itua tions , or of the desirability  of differentiating organiza­

tions into subunits according to the functional demands and constraints 

impinging on them. Furthermore, it seems obvious that not everyone 

wants to , or should, participate in all decis ions a t  a l l  t im es. Nor 

does everyone want to have his job enlarged or enriched to make it 

more interesting or more re spons ib le . And finally , a s  mentioned earlier 

economic motivation may tend to be seriously  underemphasized (Strauss 

1963; Opsahl and D unnette, 1966) in the human relations approach.

Among the many problems s til l  in need of investigation is  that of 

the effects of human relations principles on different c la sse s  and levels 

of workers . For example, Tannenbaum (1969) reports that a study of 

th irty  automobile dealersh ips  did not reveal any relationship between 

criteria of effectiveness and total amount of control within the dealer­

ship as reported by sa lesm en . Here, control means determining or
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or influence sharing. Perhaps in highly competitive, each-m an-for- 

himself situations cooperative and participative systems will not always 

work. Likert suggests (1967) however, that this need not be so in s a le s ,  

and that the b es t  sales strategy is to develop a situation wherein coop­

eration is fostered and rewarded . The question then is where should 

the limits be se t?  Where will the human relations approach work best?

Edgar Schein focuses on the problem of differing member needs at 

various levels  in an organization. He points out (1965) that higher order 

needs for autonomy and se lf-ac tua liza tion  are more evident in the upper 

levels of management or for professionals , and it is not at a ll clear how 

characteris tic  they are of lower-level organization members.

Quite recently  Campbell and his asso c ia tes  (1970) reviewed some 

of these  problems and noted that managers can and do reward their sub­

ordinates by allowing them to share in decision making, and that indis­

criminant sharing i s ,  therefore, not always desirable or appropriate. 

Furthermore, members may regard participation as unwarranted interfer­

ence with their other a c t iv i t ie s ,  may utilize d iscussion  periods for ir­

relevant or even destructive purposes, and may find that participation 

obscures individual contributions rather than highlighting them.

Still another problem concerns the appropriate stage of develop­

ment for introducing participative practices in an organization. Expe­

rience indicates that members of an organization who are new, inept, 

or unsure of them selves , often prefer and expect strong leadership at 

the s ta r t .  Eventually they  learn what to do and how to do i t ,  thereby
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demonstrate their a b i l i ty . And as Fiedler suggests (1965, 1969), d if­

ferent leadership s ty les  may work b es t  in different types of s i tu a t io n s . 

For in s tance , participation would likely  have different implications 

and parameters in a military unit than in a volunteer, soc ia l,  or re l i­

gious group. The expectations of the members would be quite different 

in such in s tan ce s .  The foregoing uncertainty makes it seem appropriate 

to  underscore what was said earlier by again observing that there is 

considerable room for both field studies and laboratory investigations 

of the many variables operating under the human relations banner. We 

must have more of both types of research  before the limitations and u se ­

fulness of the approach are firmly es tab lished  .

Although there are many unknown relationships in the maze of 

both organizational effectiveness and human relations v ar iab les ,  some 

progress is  being made in unraveling them. Reviews of research and 

conceptual studies dealing with relevant variables may be consulted to 

examine the nature of that evidence which is ava ilab le .  In particular, 

W ood's d isser ta tion  (1970) dealing with power distribution and decision 

making; Yuchtman1 ̂ d is s e r ta t io n  on organizational effectiveness (1966); 

Korman's review of consideration, initiating structure, and organiza­

tional criteria (1966, 1969); Lowin's review of participative decision 

making (1968); Korman's recent suggestions for an integrated theory 

(1971); and several t e x t s , including Campbell e t a l .  (1970), Vroom 

(1964), Porter and Lawler (1968), and Likert (1961, 1967); all dea l with 

variables related to the present s tudy. Even so , d irectly  relevant
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empirical research  is comparatively small considering "the far-reaching 

implications prescribed for these variables by many writers" (Campbell 

et a l . ,  1970).

The c la s s ic  experiment relating managerial style to productivity 

is that of Lewin, Lippitt, and White (1939) which compared the effects 

of au tocratic , democratic, and la issez  faire leadership on the group 

productivity of e leven-year-o ld  boys . As Sales notes (1966), the pro­

ductivity  of democratic and autocratic groups is extremely difficult to 

es tab lish  in th is  s tudy. In general, the subjectively stated resu lts  

tended to favor the democratic leadership condition (Vroom, 1960) . 

Although the autocratic system tended to  produce higher quantity , the 

democratic groups produced superior quality  (Hare, 1962). More inter­

es ting ly , the democratic groups tended to continue working after the 

leader left the room, while the autocratic .groups eased off. The specific 

resu lts  of th is  study are not a s  important as  the early demonstration it 

made that there may be a correlation between leadership style and pro­

ductivity , and that th is  can be studied in laboratory s e t t in g s .

In another celebrated and somewhat more relevant research  study, 

Coch and French (1948) reported on the experience of a major pajama 

manufacturing company. The Harwood Company introduced a participa­

tion approach to gain acceptance of new production methods for female 

pajama m akers . Four groups were formed and were observed for one 

month. One experimental group of thirteen folders selected operators 

from their ranks for training in the new method . These "representative 

participation" members suggested changes on behalf of their constituents
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and explained the newly learned method to them . Two other groups of 

seven and eight members to ta lly  participated in designing the new 

methods. And a fourth group, a control group of eighteen members, had 

changes explained to them by management, while having no opportunity 

to p a r t ic ip a te .

Within forty days of the changeover 17 per cent of the control 

group q u it .  They showed marked aggression against management and 

their productivity failed to improve. In the representative participation 

group there was no turnover. Only one act of aggression occurred and 

productivity improved s lightly . Productivity in the total participation 

groups increased in the hypothesized direction by 14 per cen t.  Again, 

there was no turnover and employee attitudes toward supervisors were 

reported to be congen ia l.

As Wood notes (1970), the Harwood study is  open to criticism on 

several methodological grounds, including low internal validity  (Campbell 

and Stanley, 1963) due to subject attrition, and nonequivalence of exper­

imental groups . N evertheless , it is another c la s s ic  in th is  field and 

even though its  generalizability  is restricted to females working on 

p iece-ra te  payment schedules , it suggests broader applicability  and 

has stimulated subsequent research .

More importantly, the experience of the Harwood Company has 

subsequently provided a rare longitudinal example of the effects of 

participation on productivity and attitudes . The participative manage­

ment approach continues to be applied within the organization, and its  

su ccess  is  reported periodically (French et a l . , 1958; Marrow et a l . ,
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1967; Seashore and Bowers, 1970).

In general the resu lts  are favorable, even though quite mixed. 

Marrow reports , for example, that in a newly acquired subsidiary, the 

Weldon Company, the Harwood plan was installed along with a number 

of other changes , including incentive pay, job training, unionization, 

and an earnings development program. After two years , performance 

improved 30 per cen t,  but by the authors' estimate 11 per cent is a ttrib ­

utable to the earnings program, 5 per cent to personnel changes , 5 per 

cent to tra ining, and only 3 per cent to participative decis ion  making.

Seashore and Bowers (197 0) recently  reported a follow-up eva l­

uation of the Harwood-Weldon merger. They compared the resu lts  of 

job attitude measurements made in 1962 before the participative man- 

agement program began, with those made in 1964 a t  the conclusion of 

the formal change, and finally those made in 1969, four and one half 

years la ter .  They found that earlier gains in the favorability of employee 

attitudes had been maintained or that there were additional improvements. 

This holds for seven of the nine attitudinal measures u sed . In addition 

to satisfaction  about the organization and the work s ituation, produc­

tiv ity  concerns and ta sk  orientation were a lso  s tu d ied . Five of the 

indicators used reflect an increase starting from the end of the formal 

change program, while others are indeterminate. None are negative. 

Unfortunately, measured productivity data are not given, "for technical 

re a so n s ."  The authors estimated that productivity was e ssen tia l ly  

s tab le ,  with a slight recent decline caused by new inexperienced 

personnel.
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Data relating to the control exercised by lower rank people show 

a moderate improvement for supervisors and for the New York headquar­

ters staff, with le ss  concentration in the hand's of the plant manager. 

However, at the lowest level,  where the change program was explicitly  

aimed, there is virtually no improvement for operator employees . The 

authors do not thoroughly explain this  resu lt ,  but suggest that a reduc­

tion in the plant manager's control and more control a t the lower super­

visory levels is a moderate gain in the right d irection.

Another problem is that it is difficult to sort out from the composit 

of change agents in the study those which have led to desired improve­

m en ts . The attention paid to employees of the organization and the 

popularity of the research could well have produced a "Hawthorne effect". 

The authors seem to think not and point to the eight years involved as 

being a rather long time for such an effect to be operating. On the other 

hand, if half the employees "were not on the scene" a t the ou tse t,  the 

attention and acclaim are somewhat more recent for them, and a Haw­

thorne effect cannot be discounted .

In sum, a longitudinal study of this type is both rare and impor­

ta n t ,  and would be helpful if tried in a number of other o rgan izations . 

Certainly, tighter methodological controls would be welcome. Then too , 

if it can be shown that the Hawthorne effect can be induced for more 

than five y ears ,  it may prove to be a useful motivating technique in its  

own r ight. Perhaps sheer attention paid to members is an overlooked 

need in o rgan iza tions .

Another of the early attempts to apply some Theory Y and System



57

4 type principles to an organization was the "Scanlon Plan" originated 

by J .  N . Scanlon (1948) and subsequently adopted and modified by a 

number of others (Kurlee, 1955; Lesieur, 1958; Schultz, 1951; and 

W hyte, 1955) . In th is  plan individual rewards are tied to plant-wide 

performance, and intraorganizational conflict is  assumed to be mini­

mized by a general striving for the common good . Whyte has reported 

favorable outcomes in two instances of such p lans, including 68 per 

cent productivity increases and nearly 40 per cent decreases  in absen ­

tee ism , grievances, and turnover rates . But as  Wood observes (1970), 

causa l elements in the Scanlon Plan are difficult to identify because 

they  are a mixture of economic rewards and power distribution.

Supervisory s ty le was manipulated in an important field study by 

Morse and Reimer (1956), and the investigation was la te r  replicated in 

part by Campion (1968) in a laboratory se tting . In the field study, par­

a l le l  groups in an insurance company were given either highly structured 

authoritative leadership , called the hierarchical program, or democratic 

power sharing at the rank-and-file  level, the autonomy program. It was 

found that questionnaire measures of sa tisfaction increased for those in 

the autonomy program, but decreased for those in the h ierarchical, 

while productivity increased for both groups, although slightly  more for 

the h ie ra rch ica l. The latter a lso  demonstrated lower costs  and greater 

efficiency by deciding on a reduction in staff , a reduction that those in 

the autonomy program were unwilling to make. Likert (1961) and others 

suggest that the performance of the hierarchical group would eventually 

have dropped had the experiment continued substantia lly  beyond its one
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year  period .

Campbell _et _al. (197 0) report that Campion (1968) found no sig­

nificant differences between the groups in his bus iness  game experiment 

which, a s  noted above, used similar leadership to that in the Morse and 

Reimer s tudy. Later on, when groups were divided by perceived influ­

ence in decision making, those low on authoritarianism and high on 

need for independence performed better  under partic ipative supervision, 

and the reverse . These findings confirm those of Vroom (1960), which 

were made on employees of a package delivery firm.

In his  summary of participative decision making research (PDM) 

Lowin (1968) questions the validity of generalizing findings from the 

United S tates to foreign cultures, or to different sub-cultures within 

the United S ta tes .  He believes that a tt i tudes ,  expectations, and 

motive structures may differ across cu ltures, perhaps making success  

in one climate a failure in another. He also c ite s  several examples of 

studies both in nonorganizational and in organizational se tt in g s ,  and 

concludes that observational studies in the la tter generally support the 

PDM hypothesis. For instance , Lowin notes high productivity correlated 

with supervisory s ty le (Katz at a l . ,  1950), a negative relationship be­

tween perceived PDM and turnover of telephone operators (Wickert, 1951), 

and substantial positive correlations between various effectiveness  c r i­

teria  and perceived delegation of authority in a military setting (Campbell, 

1956) . On the other hand, Lowin mentions many "problematic reports" 

which are not negative, but do not confirm the PDM hypothesis e ither.

In particular he s ta te s  that a number of studies employing the Ohio State
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concept of initiating structure "support the view that c lose supervision 

by a well-informed supervisor can prove effec tive" .

Lowin concludes that although studies in organizational settings 

generally confirm the effectiveness of PDM, those in nonorganizational 

settings do not, and extrapolation from them can be dangerous. Further­

more, "any sim plistic PDM hypothesis is  too gross to be proven or d is -  

proven." According to Lowin, future research should focus on mediating 

and environmental variables  to determine the parameters of PDM effec­

tiveness  .

Lowin's review is a cogent and succinct treatment of participative 

decision making research , research which forms a large part of the hu­

man relations movement, but is not synonymous with i t .  In the present 

study our concern is with a sampling of human relations variab les , in­

cluding PDM, which are believed to be a sso c ia ted  with effective organ­

izations . In particular, we are interested in the variables found in the 

research  questionnaires developed a t the Institu te for Social Research 

(ISR) by James Taylor and David Bowers, and with those in Rensis Likert's 

publications from the same institu tion . The research and theories already 

cited in this chapter provide the necessary  background to place the work 

of ISR researchers in perspective . A few more examples will bring our 

review into s t i l l  sharper focus and will help to complete the p ic tu re .

The relationship between attitudes and performance has been a 

somewhat controversial and troublesome aspec t of the literature on 

motivation and w ork . It is an area indirectly tied  to the subject matter 

of this  report and should be mentioned briefly before describing the
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specific  hypotheses and methodology at h an d . In 1955 Brayfield and 

Crockett questioned some ingrained assumptions by stating that there 

is l i t t le  evidence in the literature to indicate an appreciable direct 

relationship between a ttitudes and performance. They did admit that 

attitudes seem to be related to absenteeism  and turnover. In retrospect, 

it seems that their conclusions and implications would have been a bit 

more acceptable  if stated less  strongly. There seems li ttle  doubt that 

complex cau sa l ,  intervening, and moderator variables affect whatever 

relationship ex ists  between attitudes and performance. Therefore, the 

absence of a simple d irect relationship should not have been so sur­

prising. Moreover, subsequent data confirm the ex istence of a re la ­

tionsh ip . Lawler and Porter (1967) report that both Herzberg (1957) and 

Vroom (1964) found that positive attitudes are favorable to increased 

productivity. But the relationship is indeed complex and correlations 

are not high. Lawler and Porter suggest a comprehensive theoretical 

model wherein performance produces rewards and rewards lead to s a t i s ­

faction; rather than the traditional view that sa tisfaction  leads to high 

performance.

In the present research , a positive relationship between member 

a ttitudes  and performance is implied . However, the direction of cause 

and effect cannot be dem onstrated . Democratic leadership may foster 

higher performance, or good performance may lead to more democratic 

leadersh ip , or more likely, the two may be reciprocal.

This is not an attempt to resolve that i s s u e .  The present concern 

is with trying to determine which types of variables and responses to



61

questionnaire items predict superior performance in the Mid-Ohio Health 

Planning Federation, whatever the direction of c au sa l i ty .  Hopefully, 

an understanding of the general types of variables thought to be oper­

ating can be better appreciated by reviewing the contents of this chapter. 

In the following section more directly relevant research to the problem 

at hand is presented from the work of sc ien tis ts  assoc ia ted  with the 

Institu te of Social Research at the University of M ichigan. We turn 

now to their research  evidence .

A STUDY OF THE LEAGUE OF WOMEN VOTERS

The research  most relevant to the present study is reported by 

Likert (1961) and by Tannenbaum (1958, 1968). It concerns the organ­

izational effectiveness of a volunteer organization, The League of 

Women Voters, which had problems similar to those  of the Mid-Ohio 

Health Planning Federation. In general, League officials were interested 

in knowing whether or not the same principles of leadership and organ­

izational development which yield the b es t  resu lts  in industry would 

apply equally a s  w ell in their volunteer organization. Likert responds 

to th is  question with an emphatic y e s ! He s ta tes  that " . . .  when the 

economic motive is not present in an organization, the manner in which 

the other motives function stand out much more clearly" (Likert, 1961, 

p. 140) .

Of more specific concern was the problem of defining organiza­

tional effectiveness and finding suitable methods for measuring i t .  

According to Jane Likert's booklet about the study (1958) and as  noted
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in Rensis Likert's account (1961), League effectiveness was defined as 

"the extent to which a League accomplishes its g o a ls ."  After selecting 

this definition, a rating technique was used to determine how well local 

Leagues were performing. Twenty-nine knowledgeable raters were 

asked to judge a representative sample of 104 Leagues on the following 

criteria: (1) size of League in relation to size of community, (2) growth,

(3) the quality  and quantity of League m ateria ls , (4) level of member 

participation, (5) members' knowledge of and in terest in League ac t iv ­

i t ie s ,  (6) success  in fund-raising, and (7) effect on their community.

The in ter-rater re liability  coefficient for the 29 raters was 0 .8 2 ,  which 

demonstrates good agreement among them.

An independent and pragmatic te s t  of League performance was used 

to verify the above judgemental ratings . A survey questionnaire was 

mailed to about 3,000 members in the 104 Leagues . It was hypothesized 

that Leagues rated as  being more effective would be more likely to return
\r

their questionnaires , and would do so with less  follow-up prodding than 

would ineffective Leagues. Tannenbaum reports (1968) that 49.7 per 

cent of the questionnaires were returned prior to follow-up, and that the 

correlation between effectiveness and rate of returns is 0 .33 which is 

s ta t is t ica lly  significant beyond the .001 level of confidence. After 

follow-up procedures, this correlation shrank, a s  it was expected to , 

dropping to 0 .24 , s ti l l  above the significant lev e l .  It was concluded 

that effective Leagues demonstrated a higher response rate than ineffec­

tive ones , and that this  provides evidence supporting the valid ity  of the 

judgemental ra t in g s .
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Among the more interesting findings and- conclusions of the 

report are the following.

1. On the average the presidents of effective Leagues

exerted no more influence than did those of ineffective 

L eagues .

2 . There was a marked relationship between member in­

fluence, a s  seen by them, and League effec tiveness . 

Members in effective Leagues felt that they had more 

in fluence .

3. The amount of influence that Board members felt other 

members should have seemed to help determine the 

actual amount that they did h a v e .

4 .  In more effective Leagues, the members were kept 

better informed.

5 . In terest in member ideas by the president, Board mem­

b ers ,  and other members was related to both League 

effectiveness and member ac tiv ity .

6 . At about 400 members, Leagues ceased to grow in 

effectiveness  with increasing s iz e ,  and above 400 

their effectiveness per member and member activ ity  

d e c re a se d .

7 .  The more face-to -face  contact and.d iscussion  there 

was between leaders and members of local Leagues, 

the greater the feeling of influence held by members.



8. Experience indicates that the optimum size of units in 

local Leagues, of boards, and resource committees is 

about 15 to 20 members .

9 .  The presidents of effective Leagues attended more to 

creating high levels of communication and in teraction, 

to achieving a high level of interactional sk ill ,  to 

creating a positive value for high performance, and

to encouraging the setting of important and worthwhile 

o b je c t iv e s . !

10. Members tended to react negatively to pressure from 

the president and the Board, yet favorably to pressure 

from other members, d iscuss ion  or unit leaders ,  and 

from th em se lv es .

(Likert, 1961, pp. 141-161)

In his book about control in organizations, Tannenbaum (1968) 

observed another interesting finding about the League s tudy. The 

effectiveness of the League was significantly related to the slope of 

the control curve based on member judgements, as stated in finding 

(2) above. In addition, the total amount of control, that is the height 

of the curve, was a lso  related to e ffec tiveness . M ost interesting is 

h is  suggestion that a type of threshold seems to be implied by the 

d a ta ,  in that both "a minimum level of total control and a degree of 

positive slope m ay b e  necessary  for effective performance." If either 

, fa i ls  to meet threshold, increasing the other does not seem to help . 

Using Tannenbaum's example, "the performance of la isse z  faire (low
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to ta l  control) Leagues may not be much improved by making them more 

'democratic' (positively sloped) without a t  the same time making them 

le s s  la iss iz  faire" (Tannenbaum, 1968, p .  67)..

Of the three references cited dealing with The League of Women 

Voters study, Tannenbaum's earlier publication (1958) is the most com­

prehensive and d e ta i led .  A brief summary of his findings, particularly 

those correlating member responses to questionnaire items with ratings 

of League effec tiveness , are given in Table 1. In most c a se s  Tannen­

baum a lso  provides comparative data from Board members who responded 

to  the same questions , A complete account is in his report.

The correlations in Table 1 provide useful data against which to 

compare the findings of the present study. Tannenbaum's resu lts  gen­

erally  support Likert's theoretical prescriptions, and seem to have in ­

fluenced other researchers  at the Institute for Social Research as w ell .  

A number of the questions used in the League study are similar to those 

found in the Survey of Organizations questionnaire . And several more 

were added to the modified version of the questionnaire in Appendix A, 

for use with Federation members .

In sum, Tannenbaum's study has found that the more effective 

Leagues are larger; their members think more highly of their own per­

formance, are more loyal in the face of external opposition, exhibit 

greater knowledge of certain Leagues p rocesses ,  and respond more 

quickly to a questionnaire survey than counterparts in ineffective 

Leagues. It was a lso  found that member ac tiv ity  is  related only mod­

e s tly  to effectiveness because , among other th ings, available energy
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TABLE 1

SUMMARY OF SELECTED FINDINGS FROM THE LEAGUE OF 
WOMEN VOTERS STUDY WHICH ARE CORRELATED 

WITH LEAGUE EFFECTIVENESS

Correlation of find- 
Problem area and finding ing with League

effectiveness

League Size

1. For communities of equal size  effective 
Leagues tend to be larger.

A minimum number of active members is 
necessary ; League effectiveness depends 
on the level of ac tiv ity  of this  group. The 

. following correlations between effective­
n ess  and member ac tiv ity  were found for 
Leagues of different s iz e s .

2 . under 99 members
3 . 100 -  199 members
4 . 200 -  399 members
5 . 400 and over

Community Impact

6. Member perceptions of the importance 
of their  local League to their community

7 . Awareness of League by influential per­
sons in the community as perceived by 
members

8. Awareness of League by average persons 
in the community as  perceived by members

Questionnaire Return Rate

9 . Returns before follow-up
10. Returns after follow-up

Quality of Member Work

11. Caliber of job done by  membership as  a a
whole as perceived by members 0.33

0.33
0 .24a

0.42a

0.52 
- 0 . 1 2  
-0 .06 , 
-0  .40

0 .24a

0.33a

0 . 2  63
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TABLE 1 — Continued

Correlation of find- 
Problem area and finding ing with League

effectiveness

Loyalty

12 . Member's reactions to threat to League
by opposition in the community 0.27

13. Member's reactions to threat to League
by d is in teres t of other members 0.12

Knowledge

Member judgements of understanding of: a
14. ' how National League decides on its  agenda 0.24
15; how a national consensus is arrived at 0 .18a
16. how a national time for action is decided

upon 0.13

Allocation of Effort

Proportion of time members spend on:
17. voters service -0 .1 6
18. administrative problems and ac tiv ities  ^ .02a
19. research and study in relation to program 0.28
20. taking program action 0.03

Influence

Influence a s  judged by members:
21. of local president -0 .0 2
22. of local Board 0.14
23. of membership as a whole 0 .33a

Influence of presidents in four areas 
of League activ ity

24. voters service -0 .1 5
25 . research and study in relation to program -0 .0 8
26. taking program action -0 .0 7 a
27. administrative problems and ac tiv ities  0.23
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TABLE 1 — Continued

a

Correlation of find- 
Problem area and finding ing with League

effectiveness

Conflict Avoidance

Extent to which Board members want to 
avoid conflict with the following groups:

28. influential persons in the community -0 .0 9
29. certain other organizations in the

community -0 .1 8 a
30. their community or League -0 .0 2
31. their s ta te  -0 .2 2 a
32. the National Ldague -0 .2 3 a

Group Formation (cliquishness)

33. Members' reports of extent of persons or
' groups sticking together within their League -0 .1 9

34. Members' reports of their membership in
such groups -0 .03

35. Members' reports of influence of such groups
in determining League policies and actions -0 .0 0

Members’ reports of existence of groups 
or persons in their League with whom they 
would like to:

36. be friendly -0 .3 0
37. work together with -0 .1 2

Leadership

Members' judgement of caliber of job done by:
38. Board members -  0 .32Q
39. their local president 0 .18

Characteristics  of presidents as  rated by 
Board members:

40. quick to help when things go wrong 0 .36
41. coordinates various ac tiv ities  in the League 0 .32Q
42. efficient a s  an administrator 0.27
43. understands the views and sentiments of

members 0.19
44. knows what she is doing 0.19
45. has p leasant and friendly disposition 0.11
46. works hard for the League 0 .08
47 . understands the views and sentiments

of other officers 0.07
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TABLE 1 — Continued

Correlation of find­
Problem area and finding ing with League

effectiveness

48. helps members see  what their League
is doing 0.06

49. le ts  us know what others in the League
are doing 0.04

50. is devoted to ideals  of the League 0.03
51. gets along well with others 0.02
52. suggests  to others what they  should

be doing 0.01
53. follows through on what she says 0.00
54. enjoys the prominence which her position

in the League gives her in the community -0 .0 1
55. enjoys the recognition she gets in the

League -0 .0 8

Members' rating of leader with whom she
has the most contact:

56. leader enjoys recognition - 0 .3 0 |
57 . leader enjoys prominence -0  .22
58. leader understands the views of members 0 . 18a

Demography

Age of members (median ages of members
and Board members 45.3 and 40.0 years
respectively):

59. age of members -0 .1 4
60. age of Board members -0 .1 7

Education:
61. education of members 0 .22a
62. education of Board members 0.03

a Correlations of -  0.18 are significant 

k Correlations of ^  0.38 are significant

Source: A . S . Tannenbaum. A study of The League of Women Voters of 
the United States: factors in League e ffe c t iv e n e ss . Ann 
Arbor, M ich .: Institute for Social Research, 1958 .



must be appropriately channeled and League size has a moderating 

effect on the level of ac tiv ity .  In addition, Tannenbaum observes that 

although member activ ity  alone does not seem to create  effective League 

functioning, it is  likely to help determine member influence, and such 

influence does correlate with e ffec tiveness .  The president can be an 

important influence for good or i l l .  She must "lead without dominating;" 

. . .  and "stimulate without pressuring."  Moreover, certain character­

is t ic s  of presidents have been identified a s  being correlates of League 

e f fec t iv en ess .

These and other findings will be d iscussed  in Chapter V in so 

far as  they appear to be relevant to findings in the present study. And 

the resu lts  of both s tud ies ,  along with other available da ta ,  will be 

used to formulate recommendations to the Federation for diagnostic 

and developmental purposes.

The next chapter describes the methodology used to analyze the 

data that have been co llec ted , and describes the procedures employed 

to gather the data . It a lso  takes up some of the limitations inherent 

in both the present research and in Tannenbaum's s tudy.



CHAPTER IV 

RESEARCH METHODS

"Problem-centered research on only one subject may, by clarify­

ing q u e s tio n s , defining v a r ia b le s , and indicating approaches , make 

substantia l contributions to the study of behav io r ."

William F. Dukes

OVERVIEW

The objectives of the present study are threefold:

1. to develop methodology for a s se s s in g  the effectiveness 

of The Mid-Ohio Health Planning Federation;

2 . to validate candidate methods for making the assessm ent 

by applying them to the Federation; and 

3. to gather descriptive information about member percep­

tions of the organization, about their attitudes toward 

i t ,  and their behavior in i t .

In addition, a unifying theoretical concept, the human relations move­

ment, has been offered as  a means for generalizing from the present 

study to other volunteer organizations . Variables linked with the move­

ment by its  proponents are hypothesized to be correlated with the behav­

ior of member counties of the Federation. Evidence uncovered in this 

study which supports the hypothesized correlations will add credibility
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to  the theory and indicate ways that similar organizations might study 

their developm ent.

The technical approach chosen to deal with study objectives has 

two major components: f irs t,  the selection of meaningful performance 

criteria and predictor variab les  with which to determine organizational 

effectiveness; and second, a factor analysis  with which to  reduce the 

large matrix of intercorrelations among the variables to a smaller number 

of structured in terdependencies . The four criteria used include the 

accomplishments of Federation counties , member ratings of county 

e ffec tiveness , staff ratings of county effectiveness  by the scaled 

expectancy method, and the return ratio of questionnaires .

Two unavoidable problems in the study tend to detract from the 

hypothesized relationships among predictor and criteria variab les , 

making them somewhat more difficult to estab lish '.  F irs t,  only 17 

counties constitu te the sample s iz e .  Even though 244 individual r e s ­

ponses to 160 questionnaire items comprise the data  b a se ,  s ta t is t ica l  

s ignificance is related to county performance and hence N - 2 , or 15, 

degrees of freedom must be u sed . Because of this  a one-tailed  te s t  of 

significance at the .05 level requires a correlation of .412 to be s ta t i s ­

t ica lly  s ignificant. For comparison, the opportunity to study a ll  88 

Ohio counties would have estab lished  a much eas ie r  to achieve level 

of significance at .17 8. On behalf of small sample studies  McNemar 

(1962) s ta tes  tha t,  "Quite frequently small samples m aybe useful in a 

preliminary s tudy. . .  . I f  given hypotheses seem to be verified, the 

next step should be to secure more c a ses  for further v e r i f ic a t io n . . .  ."
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One might add that s ta t is t ica l  significance is not the same as meaning­

fulness . The former re la tes  to  the amount of risk one is willing to 

accept that his resu lts  are spurious, chance happenings. Meaningful 

correlations can be found in the .20 to .40 region even though s ta t i s ­

t ica l  significance is not reached . Many such correlations would sug­

gest construct valid ity  and would tend to minimize the risk of spurious­

ness  .

The second problem at hand is more d iff icu lt.  It involves the 

unknown impact of tim e-related effects on the relationships among the 

variables of in te re s t . This concerns both the uncertainties of working 

with a young organization, one s til l  in its  formative stage of develop­

ment, and the c la ss ic  d ifficulties of studying predictor and criterion 

relationships concurrently. For example, after an independent variab le , 

such as a change in supervisory s ty le , is introduced it often takes 

some time before whatever impact it might have is manifest by a change 

in performance on a dependent, criterion variab le . This effect is likely 

to be more characteris tic  of accomplishments and production criteria 

than of attitudes and perceptions .

Both Yuchtman (1966) and Likert and Seashore (1963) are quite 

emphatic about the importance of time considera tions . The latter sug­

gesting that a lag of about two years occurs in industrial s ituations 

between the introduction of an important change and the manifestation 

of stable resu lts  in production c r i te r ia . Ideally,, it is  bes t  to gather 

data and make predictions at the ou tse t,  put these  away for a year or 

two and then collect criteria m easures . But practical considerations
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make the ideal a rarity  and most correlational studies are of the con­

current validity  ty p e .

Even though the recommended goal-centered approach implies 

that county accomplishments are to be the ultimate proof of organiza­

tional e ffec tiveness , so le ly  relying on them at th is  stage of the Fed­

eration 's  development is unwise. The likelihood of encountering tim e- 

lag effects coupled with uncertainty about member commitment to the 

Federation suggest that it may be too early  to expect strong correlations 

between human relations variables and county accomplishments .

Commitment, or lack of i t ,  is partly a function of the Federation 's 

age and partly a function of the type of ad hoc in terest that some mem­

bers are said to h a v e . Digressing briefly to information from the next 

chapter, one finds questionnaire responses indicating that 40 per cent 

of the members expect to be with the Federation for only one or two 

more years and 30 per cent for three or four more y ea rs .  These are the 

members who were interested enough to respond to the questionnaire! 

Presumably, non-respondents are even le s s  committed.

If such tenuous commitments mean anything, they seem to suggest 

that many members would be likely  to take changes in leadership or in 

other human relations variables in s tr ide . If their interests focus 

largely on pet pro jects , as some are said to focus, they would probably 

continue to work hard for them come what may. Many others might 

decide to stick with it for the duration of their present terms and con­

tinue to perform until severing relations a t the first opportunity. In 

either event county accomplishments would not reflect much change or
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yield very impressive correlations with predictor v a r ia b le s . On the 

other hand, most members would indeed be aware of conditions, having 

perceptions of them and opinions about them , whatever their  work 

commitment. These a tti tudes  and perceptions can be tapped by q u e s ­

tionnaire responses and should correlate with rating c r ite ria .  In sum, 

data about accomplishments may prove to be more valuable for compar­

ative purposes in follow-up research two or three years from now. At 

the very leas t they afford a rough indication of what a county is ach iev ­

ing in comparison with similar counties . Ratings are likely to be more 

in touch with the current s itua tion .

PERFORMANCE CRITERIA 

COUNTY ACCOMPLISHMENTS

Accomplishments of the Federation 's  17 counties have been docu­

mented in Federation records in two w ays, appearing both in progress 

reports and in the memoranda in each county 's file . At the outset of 

the present study a l l  such records were examined for completeness and 

re liab ility , and records for the period January 1970 through September 

1971 were subsequently u se d .  The list of accomplishments extracted 

from them were modified by  staff members to  form the first and most 

bas ic  of our performance cr ite ria .

Modification entailed having the cognizant s taff member for a 

given county ass ig n  a rating of 1, 2, or 3 to  each line item in the ta b ­

ulation, to signify the level of difficulty represented by an achievement 

relative to the resources available  in the county. For example, d e v e l­
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oping a plan for an emergency ambulance service in  one county might 

involve little more than approval of sharing expenses with a neighbor­

ing community for expanded s e rv ic e . This might be  judged to involve 

minimal skill or effort on the part of the county council and be given 

a rating of 1 by the cognizant s taff member. In another county, d e v e l­

oping an ambulance service might have entailed holding specia l public 

meetings, presenting c o s t  figures for various candidate p lans ,  writing 

proposals for s ta te  or federal funding, and writing a tax levy issue for 

a local e lec tion . This would obviously be rated 3 and even then might 

be inadequate to express the magnitude of the achievem ent.

Eventually, the Federation can consider a more refined rating 

system, based on a backlog of knowledge of the difficulty involved 

with certain types  of achievements in certain types of coun ties . For 

the present however, a summation of rated accomplishments seemed to 

be an acceptable  method for comparing county performance . After three 

months te s t - r e te s t  reliability  for county accomplishments was a very 

respectable .927 .

QUESTIONNAIRE RETURN RATIO

This performance criterion presented both an equitable and r e a l -  

world performance task to c o u n tie s . Mailed questionnaires were sen t 

to Federation members along with a cover letter which emphasized the 

importance of having responses returned by a specified date  . The 

questionnaires were made long enough and difficult enough to require 

some thought and effort to complete. However, s taff members agreed
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that a l l  questions were appropriate for reasonably active county council 

members to answ er, and answering them should not have taken more 

than one or two hours. This was not considered to be an unreasonable 

request to make of members, who are supposed to be willing to volun­

teer some time to Federation ac tiv ities  . Tannenbaum (1958) used a 

similar approach and found a correlation of 0.33 between League of 

Women Voters effectiveness and the initial return ratio of his question­

naires .

MEMBER RATING OF EFFECTIVENESS

Question number 106 of the survey asked members to rate their 

group on effec tiveness, group referring to all persons reporting to the 

same chairman. Mean scores for each county were used as  the criterion 

v a lu es .  The same mean criterion score was assigned to each member 

of a given coun ty .

SCALED EXPECTANCY RATINGS

The final performance criterion used was supplemental to tabu­

lations of accomplishments, because  it focuses on dimensions of group 

performance which are considered by staff members to be important, yet 

are not readily quantifiab le . In order to measure them a special rating 

scale w as developed based on Smith and Kendall's (1963) retranslation , 

or scaled expectancy, tech n iq u e . This required the cooperation of 

staff members and county council chairmen, and is thought to be the 

first attempt to apply the technique to group performance. The results  

have been encouraging. Although the sca les  are quite straightforward,
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their construction is rather complex and requires a brief explanation.

The scaled expectancy procedure was developed by Smith and 

Kendall in the 1950s to provide head nurses with an unambiguous device 

for rating the performance of s taff nurses . More recently  it was used 

by Dunnette (1970) to rate store managers of the J .  C . Penney Company. 

And by Olivero (1971) who compared it with a simple graphic rating 

sca le ,  a behavior check l is t ,  and a rating scale  then being used to 

rate s taff nurse performance. He found it superior in terms of re l ia ­

bility  and in ter-rater agreement, and judged it to be the best of the 

methods s tu d ied .

The original Smith and Kendall study reported the following ex­

ceedingly high scale  re liab ilities : Knowledge and Judgement, .972; 

C onscien tiousness, .991; Skill in Human Relationships, .986; Organ­

izational Ability, .987; and Observational Ability,’ .982 . These are 

considerably higher than the mean te s t - r e te s t  re liab ili t ies  reported by 

Olivero (1971) , who a lso  used the Smith and Kendall sca les  . He found 

mean scale correlations of .64, .54, .72 , and .74 across a ll five scale  

dimensions for the following four rater groups: supervisors , peers ,  self , 

and subordinates .

Scales developed in the present study were used by staff members 

to rate group performance. After three months, te s t - r e te s t  re liab ili ty  

was .647, which is nearly identical with Olivero 's finding for supervisor 

ratings of individual n u rse s .  Although .647 is far below the cited Smith 

and Kendall r e l ia b il i t ie s ,  it is  considered to be adequate for present 

purposes. Furthermore, it seems quite likely that additional refinement
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of the Federation sca les  would lead to both higher re liability  and greater 

discrimination power.

The central idea in developing the scales  is  to anchor them by 

using statem ents of expected behavior, called cr itica l in c id en ts .  These 

are based  on having observed similar behavior in various situations 

assoc ia ted  with the performance being considered . If, for example, 

a staff nurse must be consc ien tious , statements of the behavior of both 

conscientious and irresponsible nurses are used to  construct sca le  

items for this tra it  dimension .

In the present study scale  construction proceeded as  fo llow s.

1. Federation staff members nominated general tra its  which 

they felt were important dimensions of county council 

performance. The most frequently nominated were 

selected  for further analysis  .

2. At a la ter meeting staff members were told that five trait 

dimensions had been selected and were asked to write 

critica l inc iden ts ,  that i s ,  examples of both good and 

bad behavior which they felt represented performance 

under each  trait dimension .

3. This provided a pool of more than twenty behavioral 

statem ents for each of the d im ensions. Items in the 

pool were then separated from their  trait dimensions 

and l is ted  at random. The listing was presented to  a 

group of county council chairmen, Federation officers, 

and staff members at a special meeting, and each was
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asked to ass ign  the proper tra it dimension number to 

each behavioral s ta tem en t.

4 . Behavioral statem ents were eliminated if they were not

consis ten tly  assigned to the tra it dimension for which 

they were originally w ritten .

5 . Surviving behavioral statements were again listed  under

their tra it dimension and were submitted to staff mem­

bers for rating on a continuous scale  from 1 to 9 . Be­

havioral statements were eliminated if d ispersions of 

judgements were large, or if the distribution was multi­

modal .

6 .  Surviving expectations were assembled for each tra it  

dimension and mean scale  positions were a s s ig n e d . If 

a position on the scale  was not represented by a b e ­

havioral statem ent, it was left b lank .

7 . Three general statements for each trait dimension were 

w ritten, representing low, medium, and high d escrip ­

tions , or levels of performance.

Table 2 l is ts  the five tra it dimensions selected by the Federation 

s taff a s  being important characteris tics  of county council performance . 

A summation of ratings across the five dimensions shown in Table 2 

w as used as  one of the criterion measures in th is  study. Appendix C 

contains both the full set of rating sca les  and in te r-sca le  reliability  

correlations .
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TABLE 2

RATING SCALE TRAIT DIMENSIONS

1. RELIABILITY -  dependable, cons is ten t,  conscientious, accurate , 
thorough, efficient, marked by good record keeping

2. MOTIVATION AND WILLINGNESS -  in terested , concerned, enthu­
s ia s t ic ,  willing to work, willing to accept assignments and face 
re sp o n s ib il i t ie s ,  se lf -s ta r t in g , takes initiative

3 . ORGANIZATIONAL ABILITY -  magnetic ability  (to draw in commu­
nity and health' lead e rs ) , gets and maintains good community 
re la tions , structures work and work force effectively

4 .  KNOWLEDGEABILITY -  knows community and CHP process , d iag ­
nostic  and se lf -ap p ra isa l  ability , able to conduct surveys and 
research  information

5 . OPEN AND DEMOCRATIC -  receptive to ideas and to o thers, 
re s i l ien t ,  cooperates with staff and other groups, not afraid of 
controversy, skillful in human re la tions ,  e lic its  participation, 
sensit ive ,  cohesive

The scaled expectancy rating technique has been called the re­

translation  process because different groups should be used to generate 

tra it  dimensions and cr itica l incident items, to match behavioral s ta te ­

ments with tra i ts ,  and to a ss ig n  scale  numbers. The process is  some­

what analagous to translating a foreign language. The term scaled 

expectancy is a lso  appropriate because the behavioral s ta tem ents , or 

c r itica l incidents, which are used need not represent the actual b e ­

havior of the individual or group being ra te d . They represent levels  of 

performance that the rater would expect the rated group to  exhibit 

should the situation a r ise .
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The sca les  in Appendix C have been used to rate county council 

performance, and similar sca les  can be developed to rate staff member 

performance, if they  are wanted . The need to do so is  not very appar­

ent in the Federation because of its small staff size and the c lo seness  

of supervisors to staff member performance and problems.

In sum, four types of performance criteria have been selected:

(1) a tabulation of county accom plishm ents, (2) scaled expectancy 

rating s c a le s ,  (3) a questionnaire return ra tio , and (4) member ratings 

of group e f fe c t iv e n e s s . These are not intended to measure exactly  the 

same performance and should not correlate identically  with one ano ther. 

On the other hand, a substan tia l correlation between the two rating 

criteria is indicated because member ratings and staff ratings of county 

effectiveness are very sim ilar. The most dissim ilar criterion is  the 

return ra tio .  Members of a high achieving county may or may not return 

questionnaires promptly, th is  being a somewhat d issim ilar type of per­

formance ta sk ,  and criteria one, accomplishments, and three, returns, 

would probably not correlate quite a s  w ell .  These expectations are 

precisely  the resu lts  obtained . Table 3 indicates the product-moment 

correlations for the performance criteria .

TABLE 3

CORRELATIONS AMONG THE FOUR PERFORMANCE CRITERIA

Accomplishments Questionnaire 
return ratio

Scaled expect­
ancy ratinq

Member rating .346 .302 .864
Accomplishments .195 .520
Questionnaire 
return ratio .266



SURVEY INSTRUMENTS

THE SURVEY OF ORGANIZATIONS

More than twenty years of research experience a t  the University 

of M ichigan 's  Institute for Social Research (ISR) have helped to produce 

an outstanding survey questionnaire for use in a wide range of organi­

za tions .  The Survey of Organizations (Taylor and Bowers, 197 0) is  a 

standardized instrument designed to provide comprehensive, yet parsi­

monious coverage o f -19 bas ic  elements in organizational behavior. The 

core questionnaire of nearly 60 questions is said  to be based on "the 

most valid , re liab le , and efficient single items and variables for meas­

uring" particular concepts or cons truc ts .  Table 4 is adapted from the 

survey m anual. It l i s ts  the major a re a s ,  primary v a r ia b le s , and source 

references subsumed by the questionnaire . Taylor and Bowers report 

internal consis tency  re liab ility  in the .80s and .90s for all 19 of the 

b a s ic  indices of organizational behavior in Table 4 except for Peer Goal 

Emphasis a t  .70 and Motivation at .79 .

The four leadership dimensions in Table 4 are d iscussed  in an 

ar tic le  by Bowers and Seashore (1966, 1969) and have been defined as  

follows:

1. Support. Behavior that enhances someone 
e l s e 's  feeling of personal worth and i m p o r ­
tance .

2 . Interaction Facilitation . Behavior that en­
courages members of the group to  develop 
c lo se ,  mutually satisfying re la tionsh ips .

3 . Goal Emphasis . Behavior that stimulates
an enthusiasm for meeting the group's goal 
Or achieving excellent performance.
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TABLE 4

SURVEY OF ORGANIZATIONS: PRIMARY VARIABLES

Leadership 1. M anagerial Support
2. M anagerial Goal Emphasis
3 . M anagerial Work Facilitation
4 . Managerial Interaction Facilitation
5. Peer Support
6. Peer Goal Emphasis
7 . Peer Work Facilitation 
8. Peer Interaction Facilitation

Organizational Climate 9,
1 0 ,

1 1 ,
1 2 ,

13,
14,

Communication within Company
Motivation
Decision-making
Control within Company0 ^
Coordination between Departments 
General Management

0
Satisfaction 15. Satisfaction with Company

16. Satisfaction with Supervisor
17 . Satisfaction with Job
18. Satisfaction with Pay
19. Satisfaction with work Group

Other Items b , f (summarizing what Likert 1961, 1967 felt were prime 
derivations of the primary variables for organizational 
behavior)

20 . Responsibility for Company Success
21. Loyalty towards Company and Work 

Group
22. Trust and Confidence in Supervisor 

and Work Group

M isce 1 laneous Items 23. Demographic Characteristics
24. Perceived Work Group Effectiveness
25. Supervisory Needs

a Under leadership  a ll variables are from Bowers, D .  G . ,  and Seashore, 
S . E. Predicting organizational effectiveness with a four-factor
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4. Work Facilitation . Behavior that helps 
achieve goal attainment by such activ ities  
as  scheduling, coordinating, planning, and 
by providing resources such as to o ls ,  mate­
r ia ls ,  and technical knowledge.

(Bowers and Seashore 1966, 1969)

According to the authors, the research studies that they analyzed indi­

cated tha t the b as ic  components of leadership could be described in 

terms of these  four dimensions . In the present study both a subtest 

analysis  and a factor ana lysis  were used to  determine the structural 

properties of questionnaire items . Results are reported in the next 

chap te r .

The types of variables listed  in Table 4 are obviously related to  

the human relations movement, and just a s  obviously have been strongly 

influenced by Rensis Likert, a leader of the movement. This tends to

theory of lead e rsh ip . Administrative Science Q uarterly , 1966. 11, 
238-263 .

Likert, R. New Patterns of M anagement. New York: McGraw-Hill, 
1961.

Q
Tannenbaum, A. S. Control in Organizations . New York: McGraw- 
Hill, 1968.

d Georgopoulos , B. ,  and Mann, F . C . The Community General 
H o sp ita l . New York: Macmillan, 1962 . (Especially Chapters 6 & 7)

0
Kahn, R. L . ,  and M orse, N . C .  The relationship  of productivity to 
morale. Tournal of Social Issues  . 1951, 7./ 8 -1 7 .

* Likert, R. The Human Organization. New York: McGraw-Hill, 1967 .

Source: .Taylor, J .  C . ,  and Bowers, D . G . The Survey of Organizations: 
toward a m achine-scored, standardized questionnaire instru ­
ment . Ann Arbor: The Institute for Social Research, The Uni­
versity  of M ichigan, 197 0, pp. 3 -4 .
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make the Survey of Organizations generally well suited for the present 

research , and therefore it has been chosen a s  the primary survey instru­

ment. Counting the 60 core questions plus those in other ca tego ries ,  

the 1969 edition of the Survey l is ts  111 ques tions ,  the first 6 of which 

are devoted to the instructions. Unfortunately, a number of questions 

deal with such topics as  pay and promotions and were not relevant for 

vo lun teers . Subsequent modifications resulted in keeping 77 questions 

e ssen tia l ly  as written in the Survey, adding 20 from The League of 

Women Voters study for comparative purposes, and generating 63 sp e ­

cifica lly  for the F ederation .

The new to ta l ,  160 ques tions ,  changed the survey sufficiently to 

warrant using a different t i t le  for identification. H ence, The Mid-Ohio 

Health Planning Federation Survey Questionnaire -  Form A was born.

Of course , full credit and acknowledgement for the questionnaire be­

longs to  Taylor and Bowers at ISR, who generously allowed us to adapt 

it to present needs . Permission to use any version or further adaptation 

of the instrument, regardless of its  identifying label,  must be asked of 

them .

THE PROFILE OF ORGANIZATIONAL CHARACTERISTICS

A second and shorter questionnaire , the Profile of Organizational 

C haracteristics -  Form S, was a lso  used in the present s tudy . It offers 

a condensed version of a series of longer questionnaires published by  

Likert a t  ISR. It specifically  deals  with the variables that he believes 

contribute to organizational effectiveness, and re la tes  them to the four
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systems of management described in his more recent publication (1967) . 

Fortunately, it required only minor modifications in the present app li­

cation .

Form S has eighteen response items spread among these  six 

organizational variables: (1) leadersh ip , (2) motivation, (3) communi­

cation , (4) dec is io n s ,  (5) goals, and (6) control (see Appendix B). 

Internal consis tency re liab ili ty  measures are reported by Likert (1967) 

for a l l  items used in the  Profile of Organizations . Correlation coeffi­

cients between an item and the to tal score are a l l  greater than .73 , and 

the correlation between the sum of odd- and the sum of even-numbered 

questions is .97 . He also  reported that factor ana lysis  yielded one 

dominant factor with which the total score correlated 1 .00 .

There were three main reasons for using the Profile . F irst,  the 

present research is concerned with developing methodology for a s s e s s ­

ing organizational e ffec tiveness , and the Profile may be quite useful 

as a shorter and more eas ily  administered diagnostic tool than the 

Survey. Second, the Profile is  a more direct te s t  of Likert's prescrip­

tions as  he has stated them. And third, the Profile uses  a format which 

provides both a quick reference to indicate the dominant management 

system in an organization, and an illustration of trends toward or away 

from the existing sy s te m .

Good reasons notwithstanding, it was felt that adding the Profile 

to the rather long Survey questionnaire might be too much of a burden 

for Federation members, many of whom could see little  benefit in either 

of them . A tradeoff decision was made to risk sacrificing some returns
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and to use both instruments on a t leas t  a portion of the members. This 

resulted in administering both the Survey and the Profile to all county 

council officers, including trus tees  and Board members, but excluding 

the county council chairm en. The la tter were omitted from the survey 

because  many of the questions in both questionnaires concerned the 

behavior of chairmen as  seen by their members, and the alternative was 

to use a different instrument, such as  the Leadership Opinion Question­

naire (LOO), which promised to add little  to the outcome (Korman, 1966) . 

Fortunately, sufficient Profile returns were gathered to provide adequate 

comparative d a t a . The actual return ratios for both the Profile and the 

Survey are given in Chapter V.

THE TOB DESCRIPTION INDEX (TDI)

Both the Profile of Organizational Characteristics  -  Form S and 

another instrument, the Job Description Index (JDI), were administered 

to the Federation 's  professional staff in October 1971. Strictly speak­

ing, this  exerc ise  was not part of the central research issue  and the 

resu lts  are reported separately  to those concerned. N everthe less , the 

JDI is  of in terest as  a potential diagnostic tool for use in other B agen­

c ies  and, therefore, warrants brief mention.

The JDI is a deceptively  uncomplicated looking instrument and 

is  quite easy  to administer and score . In the application noted above, 

it correlated 0.55 with the Profile of Organizational Characteristics 

and was s ta t is t ic a l ly  significant at the .05 leve l ,  based on an N of 15 .

Taking note of the research  involved in developing the JDI, Vroom
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s ta ted  (1964) that Patricia Smith and her a s so c ia te s  "have recently- 

completed an impressive program of research on the measurement of 

job sa tis fac tion . The product of this  research , an instrument called 

the Job Description Index, is without doubt the most carefully con­

structed measure of job satisfaction  in existence today ."  He a lso  

noted that the JDI was based on data from 2500 workers and 1000 re ­

tirees  in 21 different p lan ts .  And he predicted that its careful method­

ology and extensive norms would lead to its widespread u s e .

Vroom's endorsement is impressive and the JDI does appear to be 

a sound instrument. In their recent tex t,  Smith, Kendall, and Hulin 

(1969) provide Spearman-Brown corrected internal consis tency  correla­

tions ranging from 0 .80 to 0.88 for the JDI's five s c a le s .  And they 

cite  numerous correlations above 0.70 and 0.80 between the JDI and 

other measures of sa tis fac tion . It should be noted here that the Profile 

of Organizational Characteristics  -  Form S describes conditions in terms 

of six  variables which are believed to be meaningful to organizational 

e ffec tiv en ess .  H ence, it is not a direct measure of sa tisfaction  and 

would not be expected to correlate as highly with the JDI as would 

measures of job sa tis fac tio n .

Smith and her colleagues a lso  provide several types of validity 

d a ta ,  using such criteria a s  performance ratings and salary  leve l,  and 

report correlations ranging from 0.26 to 0 .59 .

The five sca les  comprising the JDI are listed in Appendix D. 

Readers interested in learning more about this  instrument are advised 

to read the Smith, Kendall, and Hulin text (1969) .
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DATA FROM OTHER B AGENCIES

During the planning phase of the present study a question was 

posed concerning the generality of the Mid-Ohio Health Planning Fed­

era tion 's  recognized need to develop systematic methodology for eval­

uating its development and e f fec t iv en ess . Did not other agencies in 

Ohio and in other s ta tes  have similar problems? And, if so, did they 

recognize the importance of the problems? Even more importantly, 

were they doing anything about them? It was hoped that this  study 

could benefit from the experiences of other agencies and tha t ,  in turn, 

the research experience developed in the project could be shared with 

them . . Subjective estim ates were that communications among .B agencies 

were spotty and infrequent. It was finally decided to contact a l l  of the 

other ten B. agencies in Ohio, plus a sample of twelve from various 

geographic regions and types of communities nationally . There was no 

official endorsement of this  action and , of course, no obligation in 

connection with i t .  Correspondents were asked about three major 

problem a r e a s .

1. The se lection , tra ining, and performance of members. 

How are members se lec ted?  What qualifications should 

and do they have? How is their performance a s se s se d ?  

How are they  trained for and indoctrinated into the organ­

ization? And how does the performance or contribution 

of providers compare with that of consumers?

2 . Performance criteria . What types of criteria and meas­

urement techniques are used for judging organizational
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and member effectiveness? Are rating scales  or q u es ­

tionnaires used? How are member sa tisfaction  and 

morale measured? Are the criteria different for different 

levels  and subunits within the organization? How is the 

performance of the salaried staff measured?

3. Research activ ities  . Are any research efforts being

conducted or have any been conducted concerning organ­

izational development and similar problems? Is a 

specific strategy, ra tionale , or theory of organizational 

development followed?

In the national sample agencies in the  following c ities  were co n ­

tacted: (1) Atlanta, Georgia, (2) Baltimore, Maryland, (3) Des M oines, 

Iowa, (4) M adison, W isconsin, (5) Miami,. Florida, (6) New Orleans, 

Louisiana, (7) Newton, M assachuse tts ,  (8) New York, New York, (9) 

San Diego, California, (10) San Francisco, California, (11) Seattle , 

W ashington, and (12) Syracuse, New York. Seven of these twelve 

responded to the inquiry, generally expressing keen in terest in the 

cited problems . Nearly a ll  mentioned the difficulty involved in trying 

to resolve them, and a few had started research in one or more of the 

problem a r e a s .

In Ohio, only four agencies responded . The reasons for this are 

not clear since nearby agencies are presumed better able to cooperate 

with one another and, if anything, would likely have more problems in 

common. One possibility  is  that larger, more resourceful, and more 

urban ag en c ies ,  such as those in the nation-wide sample, would be



92

more likely to recognize and try to resolve the specified problems . 

Indeed, the largest of the ten other Ohio agen c ies ,  the Metropolitan 

Health Planning Corporation of C leveland, an agency having twelve 

staff members, stated th a t  evaluation is extremely important and ex ­

pressed considerable in terest in the pro ject. So too did another re ­

spondent, the Ohio Valley Health Services Foundation (OVHS) in Athens, 

which has a s taff of s ix , although it is not yet an officially accepted 

Ei agency. Subjective comments about OVHS from knowledgeable ind i­

viduals characterize it a s  being one of the most progressive of the 

Ohio ag en c ies .  Interestingly, the other two respondents have small 

s taffs ,  of three and four members including the executive d irectors , 

and are located in rural areas .

In the next chapter comments and data  from the responding ag en ­

cies are summarized . These suggest that there are a number of reasons 

for agencies being reluctant to take  part in research  pro jects , including 

lack of funds, a lack of know-how, and their sensitiv ity  about and 

wish to avoid performance evaluations in general. One cannot te ll 

from the available information how much these  and perhaps still other 

reasons may have influenced the nonrespondents .

STRUCTURAL AND ITEM ANALYSES

SUBTEST ANALYSIS FOR INTENSIVE SCALES (SCST)

The first computer analysis  conducted in the present study used 

a Department of Psychology program, the Subtest Analysis for Intensive 

Scales (SCST), to determine questionnaire item group structure. Q ues­
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tionnaire items were clustered into groups on an a priori b a s is ,  using 

the structure in Table 4 as  the point of departure . In addition to d e s ­

criptive s ta t i s t ic s ,  the SCST program calcu la tes  i tem -tes t correlations 

and Kuder-Richardson Formula 8 reliability  coefficients for each group. 

As shown in Table 5, the analysis  verified that certain question groups, 

specified by Taylor and Bowers (1970), can be combined with those 

items added in the present study without seriously  altering the homo­

geneity of the former. In other words, modifying the Survey of Organi­

zations by changing some questions and adding others did not destroy 

the meaning of the specified item c lu s te rs .

Table 5 implies that each homogeneous group measures some 

rather unique dimension of organizational behavior. In many c a se s  this 

m aybe  true, but it is not necessarily  so .  Note that some of the items 

fit quite well in more than one group. Some overlap of dimensionality 

evidently occurs, but just how much has not been te s te d .  Every item 

has not been grouped with all others in every possible combination. 

Therefore, we can only s tate that certain items belong where they have 

been placed, and cannot be certain that they do not a lso  belong in other 

combinations . Additional structural information is  provided by the next 

major s tep, factor analysis  .

PRINCIPAL COMPONENTS FACTOR ANALYSIS

Prior to conducting a factor a n a ly s is , it was necessary  to reduce 

the 160 items from the original questionnaire to 76, so that they and 

the four criteria fell within the 80 item capacity  of available computer



TABLE 5

SUBTEST3 ANALYSIS OF INTENSIVE SCALES

Group 1 K-R 8 re liability  = .891

Impact and Effectiveness

Questionnaire 
Item No.

1
2
3

24
27
89
91

102
106
126

Source

L
L
L

S
S'

Item-group
Correlation

.720 

.683 

.562 

.746 

.518 

.674 

.682 

.661 

.73 T  

.687

Group 2 K-R 8 reliability  = .851

Loyalty and Motivation

Group 3 K-R 8 re liability  = .858

Knowledge and Understanding

Questionnaire . 
Item No._____

5
6
7
8 
9

133
135
137
139

Group 4

Chairman Needs

Item-group 
Source Correlation

L .668
L .723
L .718
L .647
L .644

.568 

.537 

.521 

.656

K- R 8 re liability  = .926

4 L .732 68 S .684
15 S .755 69 S .812
16 S .732 70 S .803
39 S .734 71 S .833

105 S .657 72 S .870
73 .800
74 .720 CO



TABLE 5 — Continued

Group 5 K-R 8 re liability  = .928

Chairman Characteristics

Questionnaire Item-group
Item N o .  Source Correlation

153 L .841
154 L .854
155 L .843
156 L .846
157 L .697
158 L .800
159 L .424
160 L .876

Group 6 K-R 8 re liability  = .861

Managerial Goal Emphasis (MGE)

10 S .616
48 S .708

144 .799
146 .786
148 .729

Group 7 K-R 8 reliability  = .950

Communication Needs

Questionnaire Item-group
Item N o .  Source Correlation

114 .728
115 .777
116 .776
117 .812
118 .802
119 .761
120 .771
121 .829
122 .790
123 .802
124 .743
125 .751

Group 8 K-R 8 re liability  = .901

Satisfaction

17 S .825
18 S .843
19 S .768
20 S .822

tocn
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TABLE 5 — C ontinued

Group 9 K-R 8 re liability  = .916 Group 11 K-R 8 re liability  = .717

Managerial Work Facilitation (MWF) Activity and Motivation

Questionnaire Item-group Questionnaire Item-group
Item N o . Source Correlation Item N o . Source Correlation

11 S .718 22 L .636
12 S .705 107 .660
14 S .707 113 .628
23 S .523 141 .590
38 S .774
41 S .735
54 S .731

127 .605,
100 S .712
153 S .7 18d
160 L .769d •

Group 10 K-R 8 re liability  = .830 Group 12 K-R 8 re liability  = .922

Influence Decision Making Practices (DMP)

29 S .453 35 S .763
30 S .657 36 S .773
31 S .749 37 S .826
32 S .749 40 S .742
33 S .634 66 S .588
34 S .577 98 S .764
85 .635 56 .7 62d
87 .499 100 S •73 l j

160 .748 co<7>



TABLE 5 — Continued

Group 13 K-R 8 re liability  = .889

Managerial Support (MS)

Questionnaire Item-group
Item N o .  Source Correlation

13 S .639
42 S .835
46 S .877
56 .815

Group 14 K-R 8 reliab ility  = .947'

Managerial Interaction Facilitation (MIF)

44 S .875 '
60 S .868
62 S .896
64 S .835
65 . S .876

Group 15 K-R 8 reliability  = .914

Peer Interaction Facilitation (PIF)

Questionnaire Item-group
Item No.  . Source Correlation

75 S .766
77 S .764
79 S .789
95 S .801

103 S .758
104 S .734
100 S .762

Group 16 K-R 8 re liability  = .879

Peer Goal Emphasis (PGE)

81 S .783
83 S .822
93 S .794

101 S .796
142 .686
141 .461

CD



TABLE 5 — Continued

Group 17 K-R 8 re liability  = .936 Group 18 K-R 8 reliab ility  = .77 6

Peer Work Facilitation (PWF) Consumer-Provider Representation

Questionnaire Item-group Questionnaire Item-group
Item N o . Source Correlation Item No. Source Correlation

97 S .883 129 .781
99 S .896 131 .732

100 S .898

a The term group is used in this  table instead of sub tes t .

k Questionnaire items are from The Mid-Ohio Health Planning Federation Survey Questionnaire -  see 
Appendix A.

c Source: L = adapted from -  Tannenbaum, A. S. A study of The League of Woman Voters of the United
States: factors in league e f fec tiv en ess . Ann Arbor, M ich.:
Institute for Social Research, 1958.

S = adapted from -  Taylor, J . C . ,  and Bowers, D . G. The Survey of Organizations: toward
a m achine-scored, standardized questionnaire instrument. Ann 
Arbor, M ich.: The Institute for Social Research, The University 
of Michigan, 1970,

j

These items appeared in more than one group and demonstrate higher correlations with some other subse t .

to
00
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programs . In order to accomplish this another Department of Psychology 

program, the Wherry Test Selection (WHETS), was used to correlate 

questionnaire responses with each criterion. Those 7 6 items which 

correlated highest with the criteria were retained and submitted to a 

U.C.L.A '. Biological and M edical Department principal components 

factor analysis  (BMD 03M) . This program offers an orthagonal rotation 

of the factor matrix.

Readers not familiar with the factor analysis  technique are advised 

that it is essen tia l ly  a method by which a large matrix of correlation 

coefficients is analyzed by one of several procedures, so that common 

sources of variance, called  fac tors ,  are ex tracted . Variability is 

changed from that assoc ia ted  with pairs of items in the correlation 

matrix to that assoc ia ted  with clusters of items within the factors .

More spec ifica lly , a factor analysis  enables us to observe the degree 

that some items load on certain factors and not on others . By exam­

ining the content of such items the meaning of the factor with which 

they are associa ted  can be understood. The end result is  the pars i­

monious identification of the underlying structure and components of 

a mass of da ta .  Simply s ta ted , a factor analysis  te l ls  us the nature 

of the kinds of things being delt with.

The first factor ana lys is  conducted in the present study was 

actually  one of th ree , a l l  using the same program. The other two were 

used to explore the possib ility  that each of the Federation 's 17 counties 

might exhibit some unique factor loadings with which it could be char­

a c te r iz e d . Responses from each county were coded so that the counties
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could be treated as a group of 17 pseudovariates . These were factor 

analyzed along with 59 predictor and 4 criterion variables . Unfortu­

nately , the analysis  of pseudovariates was largely unproductive in 

that meaningful patterns did not emerge. However, nine of the ten 

rotated factors from the first analysis  reappeared, thereby indicating 

a degree of s tab ili ty  in the d a ta .

In general, factor analyzing the contents of questionnaire re ­

sponses was quite su ccess fu l .  It indicated that there are several im­

portant components of organizational structure which are meaningful to 

the development of the organization. Some of the factors subsume 

several of the elements listed  in Table 4 .  Other factors are very 

specifically  comprised of a single dimension of organizational behavior. 

A more complete d iscuss ion  is given in the next chapter.

4  ~



CHAPTER V 

RESULTS AND DISCUSSION

"The function of theory is to guide us to new observations and 

better  experiments . . .  .progress is made by success ive  approximations

Donald O . Hebb

• THE FACTOR ANALYSIS

The results  of the factor analysis  are given in Table 6. Ten or­

thogonally rotated factors were extracted which together account for 

59 per cent of the total v a r ia n c e . An additional 16 per cent of the vari­

ance is scattered among 40 residual facto rs . These are considered to 

be nonsignificant and un iden tifiab le .

Within the factors , indicator variable loadings of .40 or more 

are considered to represent a conservative level of s ignificance. They 

are parenthesized in Table 6 for easy  identification . Ideally , an indi­

cator variable should load heavily on one factor and minimally on all 

o thers .  When his happens the resulting factors are said to be pure, 

and can be more readily  interpreted. Only three factors , VII, IX, and 

X, were found difficult to interpret in the present s tudy. Factors VII 

and X are neither pure nor heavily loaded . Although Factor IX is  re la ­

tively  pure, it loads heavily on three of the four criterion variables and

101



TABLE 6

ORTHOGONALLY ROTATED FACTORS AND FACTOR LOADINGS 
FOR 76 VARIABLES AND 4 CRITERIA

Variable Description I II III
Factors 

IV V VI VII VIII IX X

1. Community loss .24 .28 .07 .09 .03 (.61) .06 .09 .13 .09
2. Influentials aware .26 .20 .16 .09 .10 (.55) .06 .06 .04 .06
6. Staff role understood .17 .07 .03 (.69) .09 .05 .01 .15 -.03 -.08
9. Other committee aims understood .19 .14 .05 (.53) .13 .08 .07 .32 .03 -.01

11. Work organized (.40) .26 .25 .17 .08 (.45) .02 .14 .08 .07
14. Told what you need to know .37 .27 .19 .36 .05 .25 .01 .17 .08 .16
16. How differences are handled .30 .37 .12 .18 .02 .28 .14 .09 -.03 .31
17 . Satisfied with council .30 .32 .19 -.04 .25 (.42) .03 .00 .01 .37
18. Satisfied with chairman .22 (.58) .16 -.02 .19 .32 .06 .02 .04 .36
19. Satisfied with role .38 .10 .13 .10 .11 .23 .08 .10 .06 (.49)
20. Satisfied with organization .38 .19 .20 .07 .12 (.40) .17 .25 .05 .37
23. Counties coordinate .24 .18 .20 .07 -.05 .38 -.16 .23 .19 -.07
24. Council impact on CHP .26 .26 .27 .13 .07 (.59) -.02 .16 .15 .10
25 . Members indoctrinated .37 .27 .18 .20 .17 .30 -.12 .16 .06 .06
33. Staff influence .18 .21 .05 .20 .11 .28 -.05 -.03 .07 -.03
37. Knowledge available to decision

makers .37 (.54) .19 .13 .08 .16 -.01 .09 .05 .28
38. Committees plan together (.43) (.41) .23 .08 .04 .34 -.03 .24 .03 .20
39. Factions resolve problems .38 (.43) .20 .03 .08 .29 .05 .09 -.05 .33
40. Chairman uses group meetings to

resolve problems .32 (.47) .17 .13 .03 .12 -.11 .25 .04 .24
41. Chairman knows technical job .27 (.65) .19 .09 .21 .26 .10 -.04 .02 .01
42. Chairman friendly .11 (.67) .03 .13 .24 -.10 -.16 .15 .12 .13
46. Chairman listens .13 (.78) .08 .07 .24 -.06 -.17 .10 .11 .12



TABLE 6 — Continued

Factors
Variable Description I II III IV V VI VII VIII IX X

48. Chairman encourages bes t  effort .39
50. Chairman has high standards .30
52. Chairman se ts  example .26
54. Chairman shows how to  improve .33
56. Chairman encourages members to

express views .27
58. Chairman offers new ideas .33
60. Chairman encourages teamwork .39
62. Chairman encourages idea exchange .37
65. Confidence in chairman .23
66. Number of meetings held by

committees .27
69. Chairman needs information on

good management -.21
70 . Chairman needs change in things

felt important -.06
71. Chairman needs administrative

ability  -.07
72. Chairman needs to use information

on how people feel -.07
73 . Chairman needs to keep members

aware - .28
81. Members encourage each other (.71)
83. Group has high standards (.71)
91. High caliber providers (.61)
93. Team goal emphasized (.72)

(.72) .15 .02 .11 .09 .04 .09 .10 .04
(.70) .18 -.06 .23 .23 .02 .06 .12 .05
(.73) .18 -.05 .17 .20 .02 .11 .13 .06
(.57) .17 -.02 .08 .22 -.10 .16 .00 -.02

(.69) .16 .13 .03 .04 -.05 -.05 .16 .21
(.66) .21 -.10 .08 .22 .10 .04 .06 .02
(.69) .14 -.07 .19 .16- -.17 .07 .05 .11
(.69) .20 -.05 .17 .03 -.18 .04 .06 .22
(.74) .17 .01 .11 .11 .01 .09 .14 .17

.27 .23 .14 -.08 .06 -.04 .25 .25 .08

-.21 -.25 -.03 (-70) -.07 -.08 .03 .01 .03

-.21 -.12 .00 (-.74) -.04 .10 -.03 -.11 -.11

-.23 -.18 -.09 (-.80) -.09 -.08 .01 -.02 .00

-.22 -.14 -.07 (-.80) -.06 -.03 -.05 -.01 -.06

-.14 -.39 -.06 (-.59) -.04 -.04 -.14 -.07 -.09
.22 .10 -.03 .05 .12 .00 .07 .08 -.01
.21 .15 .02 .07 .23 .05 .15 .10 .01
.15 .07 .30 .08 .20 .07 -.04 .09 .01
.29 .21 .14 .08 .11 -.07 .04 .05 .05



TABLE 6 — C ontinued

Variable Description I II
Factors 

III IV V VI VII VIII IX . X

95. Ideas exchanged (.73) .29 .22 .11 .08 .04 .02 .06 .05 .08
97 . Group coordinates (.74) .30 .25 .04 .05 .14 -.01 .11 -.08 .06
98. Group solves problems well (.69) (.40) .14 .09 .01 .20 .07 .04 -.02 .00
99. Members know jobs (.7 6) .17 .13 .05 .05 .09 -.05 .17 .00 -.01

100. Information shared (.71) .28 .20 .11 .16 .14 -.03 .09 .06 .04
101. Group wants to meet goals (.68) .33 .12 .10 .08 .12 .12 .07 .08 .06
102 . Group responds to work demands (.67) .27 .17 .03 -.01 .03 .08 .12 .11 .09
104. Confidence in providers (.62) .20 .00 .09 .17 .12 .07 .03 .03 .12
106. Group effectiveness (.56) .24 .24 .08 .14 .24 .17 .20 .15 .01
107 . Meetings attended .24 .03 .09 (.46) .04 -.08 .18 .02 .39 .12
110. Education .09 -.07 -.05 .33 -.08 -.07 -.16 -.24 .05 -.12
111. Community origin . -.10 -.08 .00 .28 .03 .13 -.06 -.19 .03 -.07
112, Meetings missed .07 .20 .19 .17 -.12 -.05 -.20 -.04 .24 -.08
113. Willing to serve more terms
114. Communication needs: member/

.04 .00 .00 .39 -.01 .11 -.08 -.02 .10 .16

committee
115. Communication needs: committee/

-.37 -.17 (-.65) -.01 -.09 -.06 -.06 -.15 -.05 -.09

committee
116. Communication needs: members/

- .21 -.21 (-74) .02 -.07 .02 -.07 -.22 .07 i • o 00

chairman
117. Communication needs: members/

-.20 -.24 (-.69) .00 -.22 -.02 -.03 -.22 -.01 -.14

standing committee members 
118. Communication needs: standing

i • J—
1 00 - .20 (-.77) -.02 -.12 -.09

Ĉor -.01 -.04 -.11

committee members/director 
119. Communication needs: chairm an/

-.05

COr-
1r (-.7 6) -.04 -.13 -.15 -.06 -.01 -.05 -.11

staff -.14 -.18 (-.66) -.25 -.23 -.15 -.15 .01

CO0
 •1 - .04



TABLE 6 — C ontinued

Variable Description I II III
Factors 

IV V VI VII VIII IX X

120. Communication needs: counc il/
local officials 

121. Communication needs: counc il/
- .36 -.11 (-.65) -.03 -.11 -.15 .05

'S'or -.17

COor

local leaders 
122. Communication needs: counc il/

-.18 -.15 (-.70) .02 -.12 -.24 .15 -.03 -.13 .05

other councils -.10 -.17 (-.68) -.03 -.11 -.19 .05 .10 -.14 .09
126. Standing committed effectiveness .26 .27 .23 .08 .03 (.47) .06 .19 .17 .09
127 . Staff v isib ility  < .16 .27 .21 .32 .15 .17 .21 .19 .06 .08
142 . Committee se ts  objectives .39 .15 .07 .11 .03 .21 .08 (.57) .02 -.03
144 . Council se ts  objectives .21 .28 .08 .09 .05 .25 -.03 (.72) .09 .01
146. Chairman a s s is ts  $n setting goals 
152. Role of cliques j

.32 (.41) .14 -.06 .05 .09 -.04 (.52) .05 .06

.06 -.19 -.34 .10 -.10 .01 .02 .07 .13 -.39
153. Chairman quick tojhelp .13 (.75) .13 .13 .05 .11 .25 .16 -.05 -.03
154. Chairman coordinates activ ities .19 (.67) .23 .02 .10 .24 .34 .09 -.09 -.08
155. Chairman efficient! administrator .21 (.66) .17 .07 .17 .23 .35 .15 .01 -.18
156. Chairman knows his job .20 (.67) .16 .10 .13 .22 .30 .15 -.10 -.16
158. Chairman applies pressure .26 (.54) .18 -.05 -.02 .25 .30 .13 -.04 -.17
160. Chairman delegates authority .2.6 (.71) .23 .12 .04 .17 .22 .12 -.06 -.07
161. Criterion: member rating .21 .19 .21 .03 .23 .15 .34 .19 (.63) .08
162. Criterion: returns .05 .08 .01 -.08 .00 -.02 (.51) -.02 .17 .05
163. Criterion: accomplishments .01 -.06 .06 .30 -.03 .20 -.09 -.12 (.56) -.12
164. Criterion: scaled expectancy rating .09 .17 .11 .02 .14 .20 .18 .11 (.69) .02

Proportion of Variance in per cent 35.5 4.7  4 .6  3.0  2.7 2.1 1.9 1.7 1.6 1.3
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only moderately on two other indicators . This makes its  interpretation 

somewhat tenuous. Of the other factors , most span more than one indi­

cator variable category and are called group factors . Only three , Factors 

III, V, and VIII, are clearly  specific . They load on only one type of 

v a r ia b le .

Factor names are derived by examing the indicator variables with 

which they are loaded, and then inferring an appropriate name. Table 7 

makes the factors more v is ib le .  Significant loadings have been extracted 

from the clutter in Table 6, grouped, and listed  in Table 7 under the 

chosen factor nam es .

Factor I , Group C haracteristics ,  subsumes a few indicator vari­

ab les  from Groups 1 , 9 ,  and 12 in Table 5 . It a lso  loads on a ll  but one 

of the indicator variables in Groups 15, 16, and 17 . These are the vari­

ab les  designated as  being in the "peer" category.: Factor I is clearly an 

important and dominant dimension of council behavior. It accounts for 

more than 35 per cent of the to tal variance . Factor I concerns the char­

ac te r is t ic s  of the committees, work groups, and members which com­

prise most of the volunteer membership of the Federation. Furthermore, 

i t  includes a qualitative aspect of group functioning. Factor I indicates 

both  how things are done and how well they are d o n e .

Factor II, Chairman C harac ter is tics ,  Managerial Climate, Facili­

ta t io n , and Support, is  another group factor. It is much le ss  imposing 

than  Factor I ,  accounting for a more modest 4 .7 per cent of the total 

variance . It loads heavily on indicator variables which describe what 

the  chairman does . Factor II variables are drawn from Groups 2 , 5, 6,



TABLE 7

PERFORMANCE FACTORS AND FACTOR LOADINGS 
FOR SELECTED INDICATOR VARIABLES

Factor and Assigned Name Factor Loadings3

Indicator Variables I II Ill IV V VI VII VIII IX X

I Group Characteristics 

11. Work ac tiv ities  sensib ly  organized .40 .45
38 . Committees plan together .43 .41 - - - - - - - -
81. Members encourage each other .71 - - — - - - - - -
83. Group maintains high standards .71 - - - - - - - - -
91. Providers do high caliber job .61 - - - - - - - - -
93. Team goal emphasized .72 - - - - - - - - -
95. Members exchange opinions, ideas .73 - - - - - - - - -
97. Group plans and coordinates together .74 - - - - — - - - -
98. Group solves problems well .69 .40 - - - - - — - -
99 . Members know jobs .76 - - - - - - - - -

100. Information shared within group .71 - - - - - - - - -
101. Group wants to meet goals .68 - - - - - - - - -

102 . Group responds to work demands .67 - - - - - - - - —
104. Confidence and trust in providers .62 - - - - - - - - -
106. Rating of group effectiveness .56 - - - - - - - - -

II Chairman C h a r a c ter is t ic s . M anagerial
Climate, Facilitation, and Support

18. Satisfaction with chairman .58 - - - - - - -
37 . Knowledge available to decision makers - .54 - - - - - - -



TABLE 7 — Continued

Factor and Assigned Name Factor Loadings3

Indicator Variables I II III IV V VI VII VIII IX X

38. Committees plan together .43 .41 _ _ — _ — _ _
39. How factions resolve problems 
40 . Chairman uses group meetings

.43

to resolve problems - .47 - - -  - - - - -
41 . Chairman knows technical job - .65 - - - - - - -
42 . Chairman friendly - .67 - - - - - - -
46. Chairman listens - .78 ~ - -  - - - - -
48. Chairman encourages best effort -  • .72 - - - - - - -
50. Chairman has high standards - .70 - - -  . - - - - -
52. Chairman se ts  good example - .73 - - -  - - - - -
54 . Chairman shows how to improve 
56. Chairman encourages members

.57

to express views — .69 — — — — — — — —
58. Chairman offers new ideas — .66 — - — — - — - -
60 . Chairman encourages teamwork - .69 - - -  - - ■ - - -
62. Chairman encourages idea exchange - .69 - - -  - - - - —
65. Confidence and trust in chairman - .74 - - -  - - - - -
98. Group solves problems well .69 .40 - - - - - - -

146. Chairman a s s is ts  in setting goals - .41 - - -  - - .52 - -
153. Chairman quick to help - .75 - - -  - - - - -
154. Chairman coordinates activ ities - .67 - - - - - - -
155. Chairman efficient administrator - .66 - - - - - - -
156. Chairman knows his job - .67 - - -  - - - - -
158. Chairman applies pressure - .54 - - - - - - -
160. Chairman delegates  authority - .71 - - -  - - - - -



TABLE 7 — Continued

Factor and Assigned Name

I II III

Factor Loadings3 

IV V VI VII VIII IX XIndicator Variables

III Communication Needs

114. Member/committee _ -.65 _ _ _ _ __ _ _

115. Committee/committee - - -.74 - - - - - - -

116. Members/chairman - - -.69 - - ' - - - - -
117. M embers/standing committee members - -.77 - - - - - - -
118. Standing committee members/director - - -.7  6 - - - - - - -
119. Chairman/staff -  ■ - -.66 - - - - - - -

120. Council/local officials - - -.65 - - - - - - -

121. Council/local leaders - - -.70 - - - - - - -

122. Council/other councils “ - .68 mm “

IV Knowledge and Awareness

6 . Staff role understood — — — .69 — — - - — —
9. Other committee aims understood - - .53 - - - - - -

107 . Meetings attended “ .46 — — —

V Chairman Needs

69. Information on good management — - - -  - .70 — — — — —
70. Change in things felt important - - - - .74 - - - - -

71. Greater administrative ability - - - - .80 - - - - -  .

72. To use information on how people feel - - - .80 - - - - -

73. To keep members aware - - - - .59 - - - - -



TABLE 7 — Continued

Factor and Assigned Name

I II Ill

Factor Loadings9 

IV V VI VII VIII IX XIndicator Variables

VI Impact and Effectiveness

1. Community loss  if council ceased - - - - - .61 - — - —
2 . Influential persons aware of council - - - - - .55 - - - -

11. Work activ ities  sensibly  organized .40 - - - - .45 - - - -
17 . Satisfied with council members - - - - - .42 - - - -
20. Satisfied with organization - - - - - .40 - - - -
24. Council impact on CHP - - - - - .59 - - - -

126. Standing committee effectiveness *“ “ .47 — — — —

bVII Administration and Task Orientation

112. Meetings missed - - - — — — -.20 — — _
127 . Staff v isib ility - - - - - - .21 - -
153. Chairman quick to help .75 - - - - .25 - - -
154, Chairman coordinates activ ities - .67 - - - -  . .34 - - -
155 . Chairman efficient administrator - . 66 - - - - .35 - - -
156. Chairman knows his job - .67 - - - - .30 - - -
158. Chairman applies pressure - .54 - - - - .30 - - -
160. Chairman delegates  authority - .71 - - - - .22 - - -
161. Criterion: member rating - - - - - - .34 - .63 -
162. Criterion: returns - - - - - - .51 - - -



TABLE 7 — Continued

Factor and Assigned Name Factor Loadings9

Indicator Variables I II III IV V VI VII VIII IX X

VIII Managerial Goal Emphasis 

142 . Committee se ts  objectives .57
144. Council se ts  objectives - - - - - - - .72 - -
146. Chairman a s s is ts  in setting goals .41 •m .52

j.
IX Activity and Accomplishments 

107. Meetings attended .46 .39
112. Meetings missed - - - - - - - • - .24 -
161. Criterion: member rating - - - - - - - - .63 -
163. Criterion: accomplishments - - - - - - - - .56 -
164. Criterion: scaled expectancy rating — — — — — “ — .69 -

u
X Openness and Satisfaction 

16. How differences are handled .30 .37 .28 .31
17 . Satisfied with council .30 .32 - - - .42 - - - .37
18. Satisfied with chairman .22 .58 - - - .32 - - .36
19. Satisfied with role .38 - - - - .23 - - - .49
20. Satisfied with organization .38 - .20 - - .40 - .25 - .37
37 . Knowledge available to decision 

makers .37 .54 _ _ _ _ _ .28
38. Committees plan together .43 .41 .23 - - .34 - .24 - .20
39. Factions resolve problems .38 .43 .20 - - .29 - - - .33
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TABLE 7 — C ontinued

Factor and Assigned Name Factor Loadings3

Indicator Variables I II III IV V VI VII VIII IX X

40. Chairman uses group meetings 
to resolve problems .32 .47 .25 .24

56. Chairman encourages members
to express views .27 .69 - - -  - -  - .21

62 . Chairman encourages idea
exchange .37 .69 .20 - -  - - .22

152. Role of cliques -.34 -  -.39

a Factor loadings of .40 or more are usually considered to be significant and are emphasized in this 
t a b le .

Factors VII, IX, and X have insufficient loadings of .40 or more to be delineated on that b a s is .  
Therefore, loadings greater than .19 are shown for these factors .
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8, 9, 12, 13, and 14 in Table 5. These groups include Managerial 

Goal Emphasis, Managerial Work Facilita tion , Managerial Interaction 

Facili ta tion , and M anagerial Support. Group 12 is d issim ilar from the 

re s t  in that it involves decision making p ractices, and provides signif­

ican t loadings for both Factors I and II .  As one might expect, what the 

chairman does is an important part of council ac tiv ity . He represents 

the management level of the organization to the council membership 

and influences decision making practices

Factor III, Communication N eeds, is a strong specific factor 

which accounts for 4 .6 per cent of the total variance . It is quite pure, 

having strong negative loadings on nine indicator variab les , a l l  of 

which indicate the need for better communications. Factor III is  e s s e n ­

t ia l ly  the same as  Group 7 in Table 5 .

Factor IV, Knowledge and Awareness, accounts for 3.0 per cent 

of the variance and is a lso  pure. Strictly speaking, Factor IV is a group 

factor because it spans more than one type of variable . It i s , however, 

e s se n tia l ly  the same as Group 3 in Table 5 . Interestingly, Factor IV 

includes a significant loading on Indicator Variable 107 "meetings 

a tten d ed ."  This suggests  that there is  a definite relationship  between 

member knowledge and aw areness, and attendance at meetings . Of 

course one cannot be certain of the direction of causa lity , if indeed 

the  relationship is cau sa l .  It is ju st as  plausible to  suggest that more 

knowledgeable members generate more meetings, as  to  suggest the re ­

v e r se .  This type of problem is inherent in a l l  correlational s tu d ie s .

It can be resolved b y  direct experimental manipulation.
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FactorV , Chairman N e e d s , is another pure, specific , and nega­

tively  loaded factor. It represents Group 4 in Table 5 . Factor V load­

ings are all based  on indicator variables taken- from the Survey of Organ­

izations . They are represented among the primary variables in Table 4 

under the M iscellaneous Items category, and are labeled "Supervisory 

N eed s ."  Taylor and Bowers (197 0) present very little  information about 

Supervisory Needs except to say that they are among the questions 

which have been found to be useful in the data feedback p rocess . Hope­

fully, normative data will be developed for them a t the Institu te  for 

Social Research, so that their importance can be better understood .

Factor VI, Impact and Effectiveness, includes indicator variables 

from Group 1 and Group 8 in Table 5 . Although the factor is re latively  

pure, it is comprised of items which deal d irectly  with impact and 

effec tiveness , sa tis fac tion , and a variable designated  by Taylor and 

Bowers a s  belonging to the "Human Resources Primacy" group. The 

latter refers to "Work activ ities  sensibly  organized ,"  a variable which 

a lso  loads significantly  on Factor I .  In fac t ,  a t  f irs t glance it seems 

to fit better under Factor I 's  Group Characteristics  label than here .

The term "Human Resources Primacy" is  defined in the footnotes of the 

next ta b le .  It is said to involve an organization 's concern for human 

welfare and having work activ ities  sensib ly  organized . A face value 

interpretation of its loading on Factor VI is  that councils which have 

impact and are effective a lso  tend to organize their ac tiv ities  w ell.

If concern for th is  item seems overdrawn one should note that 

Factor VI deals  with organizational impact and e ffec tiveness ,  precisely
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the focal point of th is  s tudy. Moreover, as we will find presently , a ll  

of the indicator variables which load on Factor VI correlate well with 

rating cr ite ria . All of the correlations are in the .30s and .40s .

Factor VI is indeed an important factor and each of its loadings is a lso  

im portant.

Factor VII, Administration and Task Orientation, is a rather weak, 

impure, and ambiguous factor which shares indicator variables with 

Factors II and IX. The most interesting thing about it is tha t it has a 

significant loading of .51 for the questionnaire return criterion, and a 

moderate loading of .34 on member ra tings . Its nine nonsignificant 

loadings, a ll in the .20s and .30s, suggested the assigned t i t le .

Factor VIII, Managerial Goal Emphasis, is  a specific factor which 

shares one significant loading with Factor II. Factor VIII represents 

part of Group 6 in Table 5 and it is the only one of the eight leadership 

variables in Table 4 which stands out a s  a separate factor.

As noted previously, Factor IX, Activity and Accomplishments, is 

difficult to e v a lu a te . It might appropriately be named The Criteria 

Factor, because  a ll of i ts  significant loadings involve the three most 

important criteria: member ra t in g s , accomplishments, and the scaled 

expectancy ra tings .  In terestingly , the only other substantia l loadings 

involve the number of meetings attended and meetings m issed. This 

suggests  the importance to the Federation of holding county level meet­

ings and of having good a tten d an ce . On the other hand, it is not a t all 

c lear why "meetings missed" should a lso  load on the same factor. Its  

presence seems to  be contradictory unless  the point is  that a council
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must hold a certain number of meetings before a portion of the member­

ship can miss going to them. The number of meetings held by indi­

vidual counties can be quite varied . Certainly if there are enough 

m eetings, a member could both attend many and miss many without 

degrading his council 's  performance. In this case  both indicator vari­

ables would merely show a high and favorable level of ac tiv ity .

In evaluating Factor IX, another possib ility  is that the variables 

which load on the other nine factors are all important to organizational 

effectiveness to a similar degree . None is so uniquely related to the 

criteria that it loads on the same factor with them. Any variables which 

did so load would suggest a special relationship with the criteria , not 

characteris tic  of the others .

Factor X, Openness and Satisfaction, is  a lso  rather difficult to 

interpret. It is an impure group factor which shares moderately heavy 

loadings with three other fa c to rs . It seems to be most c lose ly  related 

to sa tis fac tion , wherein its  largest and only significant loading is 

found . The openness part of its  name is much le ss  obvious .

In sum, the ten factors seem to account for a substantial pro­

portion of the behavior of the Federation, in so far as that behavior is  

represented by the content of the questionnaire. The factor analysis 

has underscored the importance of the group characteris tics  shown in 

Factor I , the important role played by the chairman, and the relative 

importance of communications, knowledge and aw areness, goal em phasis , 

and meeting a tten d an ce . The analysis  a lso  suggests that the primary 

variables which have been identified by researchers at ISR, do indeed
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play an important role a t  le a s t  in th is  type of volunteer organization. 

Many of the primary variables combined in loadings on the dominant 

first two fa c to rs .

All of the important structural dimensions which have been iden ti­

fied are believed to  be c lo se ly  related to organizational e ffec tiveness .  

They indicate areas  of concern to the Federation in its  present and 

future development. If the same structure persis ts  over time and tends 

to recur in similar volunteer organizations, the resu lts  will be that 

much more substantive and meaningful. There may be other dimensions 

of behavior which have not been delt with in this a n a ly s is .  If so, their 

subsequent identification w ill tend to  add to ,  rather than detract from 

what has already been found . Indications are that the major areas of 

concern have a lready been outlined .

THE CORRELATIONAL ANALYSIS

A brief d igression to explain some re lationships between the factor 

analysis  and correlational analysis  is in order before centering attention 

wholly on the la t te r .  A factor analysis  reduces a mass of data to a re la ­

tively  few structural dimensions which account for different portions of 

the to tal v a r ia n c e . This is  important and useful in i ts  own right. It is 

a lso  important to know which individual questionnaire items correlate 

with which of the criterion measures . Such information can lead to 

more concise  and potent measurement d ev ices .  It can also indicate 

important specific  relationships between predictors and criteria which 

might otherwise be lo s t .
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Table 8 shows that, a s  expected, the highest correlations are 

found among the predictors and the two rating c r i te r ia . For member 

ra tings, 68 of 75 correlations (91 per cent) are equal to or greater than 

.2 0. Five are above .40 and two of these  are s ta t is t ica lly  significant 

a t  .412 . For the scaled expectancy ra tings, 53 of 76 (70 per cent) are 

equal to or greater than .20, and seven of these  are in the .3 0 s .  Both 

the  questionnaire return ratio  and the accomplishments criteria were 

much le ss  su ccess fu l .  The former yielded only two correlations in the 

,20s (3 per cent) and the la tter  only 5 (7 per cent) . Within the context 

of this research , the rating techniques are c learly  the more sensitive 

measures of the relationships being s tudied . It was mentioned in 

Chapter IV that accomplishments may become more useful a t a later 

t im e. They should not be abandoned. The use of questionnaire returns 

a s  a criterion is not deemed to be nearly as promising.

The number of fairly high correlations for the two rating criteria 

is one of the most striking features about Table 8. Even though most 

of these are below s ta t is t ic a l  significance, correlations in the .30s 

and .40s for these  kind of data are considered to be sub s tan tia l .  Find­

ing them is  interpreted as adding general support for the human relations 

movement theory d iscussed  in Chapter III. Variables assoc ia ted  with 

the movement comprise the Survey of Organizations and hence form the 

core items in this study.

No attempt will be made to d iscu ss  each variable in Table 8 .  The 

.significance of an individual predictor is rather easy  to oversta te ,  par­

ticularly  when chance effects may cause spuriously high or low correla-
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TABLE 8

CORRELATIONS AMONG BEST 7 6 VARIABLES 
AND 4 CRITERION MEASURES

Criteria9

Variable Description MR QR A SER

1. Community loss  if council ceased .319 .083 PAS .310
2. Influentials aware of council .332 .073 .108 .245
6. Staff role understood .100 -.045 .191 .120
9. Other committee aims understood .250 .017 .092 .189

11. Work is sensib ly  organized .403 .064 .150 .298
14. Told what you need to know .306 .032 .185 .232
16. How differences are handled .284 .114 .063 .164
17. Satisfied with council .322 .070 .008 .258
18. Satisfied with chairman .370 .041 .001 .291
19. Satisfied with role .301 .054 .032 .208
20. Satisfied with organization .386 .115 .057 .296
23. Counties plan and coordinate together .261 -.017 .237 .236
24. Council makes impact on CHP .408 .059 .195 .302
25. Members indoctrinated .295 -.017 .112 .203
33. Staff influence .159 -.086 .194 .192
37 . Knowledge available to decisionm akers .307 .056 .091 .242
38. Committees plan together .359 -.023 .060 .291
39. How factions resolve problems .299 .108 -.005 .138
40. Chairman uses group meetings to

resolve problems .295 -.013 -.031 .248
41. Chairman knows technical job .332 .056 .034 .305
42. Chairman friendly .276 .010 .012 .199
46. Chairman l is tens .276 .061 -.033 .203
48 . Chairman encourages b e s t  effort .381 .105 .004 .273
50. Chairman maintains high standards .390 .100 .033 .341
52. Chairman se ts  example .406 .072 .036 .293
54. Chairman shows how to improve .240 .067 .004 .228
56. Chairman encourages members' views .308 .134 .114 .231
58. Chairman offers new ideas .345 .202 .002 .280
60. Chairman encourages teamwork .322 .052 -.029 .261
62. Chairman encourages idea exchange .310 .041 -.023 .233
65. Confidence and trust in chairman .377 .118 .007 .315
66. Number of meetings held by committees .322 -.017 .213 .276

Chairman needs:
69. information on good management -.311 -.075 .000 -.159
70 . change in things fe lt important -.307 .016 -.058 -.230
71. administrative ab ility -.333 -.049 -.063 -.197
72 . to use information -.274 -.026 -.034 -.179



TABLE 8 — C ontinued

Criteria

Variable Description MR QR A SER

73. Chairman needs to keep members
aware (-.424) -.069 -.008 -.256

-^81. Members encourage each other .279 .034 .049 .217
83 . Group has high standards .365 .104 .095 .242
91. High caliber providers .322 .081 .140 .174
93 . Team goal emphasized .317 .085 .060 .201
95. Ideas exchanged _ .360 .067 .064 .222
97. Group coordinates .311 -.011 -.051 .167
98. Group solves problems well .303 .053 .060 .193
99 . Members know jobs .274 .001 .030 .170

100. Information shared .350 .010 .077 .263
101. Group wants to meet goals .346 .138 .070 .246
102 . Group responds to work demands .332 .123 .092 .204
104. Confidence in providers .291 .047 -.003 .208
106. Rating of group effectiveness d -  .160 .122 .308
107. Number of meetings attended .359 .131 .337 .286
110. Education -.044 -.056 .180 -.07 9
111. Community origin -.038 .001 .210 .015
112. Meetings missed .179 -.099 .17 6 .149
113. Willing to serve more terms .086 -.090 .164 .080

Communication needs:
114. member/committee -.328 -.035 -.078 -.211
115. committee/committee -.269 -.054 .038 -.143
116. members/chairman -.333 -.061 -.018 -.181
117. members/standing committee -.372 -.048 -.066 -.239
118. standing committee/director -.313 -.094 -.103 -.199
119. chairm an/staff -.374 -.076 -.120 -.27 3
120. council/local officials -.369 -.025 -.123 -.296
121. council/local leaders -.314 .021 -.109 -.226
122. council/other councils -.276 -.055 -.119 -.227
126. Standing committee effectiveness .385 .135 ..206 .306
127 . Staff v is ib ili ty .349 .206 .031 .264
142 . Committee se ts  objectives .332 .050 .000 .195
144. Council s e ts  objectives .344 .032 .030 .246
146. Chairman a s s i s t s  in setting objectives .330 .040 -.027 .213
152 . Roll of cliques .071 .061 .161 -.022
153. Chairman quick to help .315 .133 -.034 .234
154. Chairman coordinates activ ities .353 .166 -.026 .248
155. Chairman is efficient administrator (.424) .170 .039 .305
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TABLE 8 — C ontinued

Criteria

Variable Description MR QR A SER

156.
158.
160.

Chairman knows his job 
Chairman applies pressure 
Chairman delegates  authority

.366

.298

.326

.116 -.055 

.172 .005 

.183 -.012

.255

.236

.187

a MR = Member Ratings, QR = Questionnaire Returns, A = Accomplish­
m ents, SER = Scaled Expectancy Ratings.

For full description of variables refer to questionnaire, Appendix A.

c Correlations in parenthesis  are significant a t  the .05 leve l.

Variable no . 106 represents 244 raw score responses to question­
naire item no . 106 (see Appendix A) .

Mean scores for each county were used as  the MR criterion v a lu e s . 
The same mean criterion score was assigned to each member of a 
given county.
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tions in a specific study. However, when evidence from diverse 

sources converge to support the same finding, specific  relationships 

take on added meaning. This explains why normative data from The 

League of Women Voters study are so important to evaluating the data 

reported here . Before turning to such material, a few additional obser­

vations about Table 8 can be m ade.

The importance of having an effective leader as  the chairman in 

each county is c learly  documented by the findings . Many of the higher 

correlations are d irectly  related to the chairman's efforts . It a lso  seems 

evident that developing member capabilities  is quite important. This is 

indicated by both the correlations and the prominence of Factor I var i­

a b le s .  The chairman alone cannot make an effective organization. He 

needs the support of a willing and able membership.

A third important influence is  the Federation- staff. The "staff 

v isib ility" predictor correlates .34 with member ra t in g s . This compares 

with a somewhat le ss  d irect measure of s taff influence, "standing com­

mittee e ffec t iv en ess ,"  which correlates . 38. Appendix A shows that 

Federation members want more s taff  v is ib ili ty . At present, only 41 per 

cent find the staff "quite v isib le" or "very v i s ib le ." A greater number, 

74 per cen t,  s ta te  that the staff should fit these  descrip tions. These 

findings by no means imply that the staff is necessarily  remiss in its 

duties . Many members seem to be unaware of the full range of staff 

functions and the demands made of staff members' time. Only 38 per 

cent of the questionnaire respondents reported that they understand 

the role of the s taff  and i ts  functions.
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It can be noted that there is a fourth group level which is seem­

ingly influential and important to the Federation, but which could not 

be included in th is  research  because of limitations on time and re­

sources . The Board of Trustees and the Executive Committee might 

well be studied to determine their contribution to the Federation 's 

e ffec tiveness .

The findings reported above concerning the importance of the 

chairman, the membership, and the staff seem rather obvious in retro­

sp e c t .  These are the bas ic  components of the organization and it does 

not seem very revealing to find them so . On the other hand, knowing 

something intuitively and being able to document it with empirical data 

are not at a ll  the same. The results  could have indicated, for example, 

tha t one of the trio is by far more important to the Federation 's effec­

tiveness  than the o thers . Instead , the data do seem to indicate that 

a l l  three are important. Each is necessary  but not sufficient for the 

development of an effective organization, and this is not so obvious.

NORMATIVE DATA: THE LEAGUE OF WOMEN VOTERS STUDY

Some of the questions asked Federation members are d irectly  com­

parable with The .League, of Women Voters study (Tannenbaum, 1958) 

which are summarized in Table 1. That study reported a sample size of 

about 1,500 in 104 Leagues. Since it too concerns a volunteer organ­

iza tion , similar findings for comparable data in this report would tend 

both to support the generalizability  of Tannenbaum's work and to add 

more credibility  to Federation f ind ings . Table 9 provides a comparison



TABLE 9

A COMPARISON OF SELECTED RESULTS FROM THE LEAGUE 
OF WOMEN VOTERS STUDY9 AND THE MID-OHIO 

HEALTH PLANNING FEDERATION STUDY

Category
Reported Correlation 
with Organizational

League Variable Description
League
Judges'
Rating

Federation
Members'
Rating

u.
Federation Variable Description

Community Impact 
1. League importance to community .24 .31 1. Community loss  if council ceased

2 . Awareness of League by influential
persons in the community

3 . Awareness of League by average
person in the community

Questionnaire Return Rate
4 . Returns before follow-up

5 . Returns after follow-up 

Quality of Member Work

6. Caliber of job done by membership as 
a whole as  perceived by members

.33

.26

.33

.24

.33

.33 2 . Influentials in community aware of
council activ ity

,20 3 . The average person 's  awareness of
council activ ity

.30 (see Table 3) Questionnaire Returns

.25 89 . High caliber job done by consumers

.32 91 . High caliber job done by providers

.30 98. Group solves problems well



TABLE 9 — C ontinued

Category
Reported Correlation 
with Organizational 

Effectiveness

Federation Variable DescriptionLeague Variable Description
League
Judges'
Rating

Federation
Members'
Rating

Lovalty
7 . Member's reactions to threat to .27 .15 4 .  If community opposition endangered

League by community opposition

8 . Member's reactions to threat to
League by d is in terest of other members

Knowledge
Member judgements of understanding of:

9 . How National League se ts  its  agenda

10. How a national consensus is attained

11. How a national time for action is set

Influence
Influence as  judged by members:

12 . of local president

. 12

your council, how much effort would 
you spend to prevent i t?

.24 .15 5.

COr—1 • .10 6.

.13 .13 7 .

.06 8 .

.26 9.

-.02 . 10 30.

How well do you understand:

The review and comment procedure?

The role and functions of s taff members? 

Your role in the organization?

What CHP should entail?

Aims of other standing committees?

How much say or influence does each have 

County council chairman
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TABLE 9 — C ontinued

Category
Reported Correlation 
with Organizational'

Lttectiveness

League Variable Description
League
Judges'
Rating

Federation 
Members' 
Rating

Federation Variable Description

13. of local Board .14 .24 31. Board- of Directors

14. of membership as  a whole .33 .23 32. Membership

Group Formation (cliquishness)
15. Member's reports of influence of 

cliques

oo
• .07 152. How active a role do informal groups 

or cliques play?

Leadership
C haracteristics of presidents as  rated 
by Board members:

Characteristics of county chairman:

16. Quick to help when things go wrong .36 .31 153. Quick to help when things go wrong

17 . Coordinates various ac tiv ities .32 .35 154. Coordinates various activ ities  well

18. Efficient administrator .27 .42 155 . Is an efficient administrator

19. Understands views and sentiments 
of members

.19 -.16 68. Needs more information on how his 
people feel about things

20. Knows what she is doing .19 .36 156. He knows what he is doing.

a Tannenbaum, op . c i t .

Identifying numbers for variable descriptions refer to the questionnaire in Appendix A.
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of resu lts  from both studies .

In most ca ses  the resu lts  are very c lose  indeed. Only one com­

parison in Table 9 shows a fairly wide d ifference. This concerns the 

roles of the League president and the county chairman as administrators . 

Even th is  correlational difference, .27 compared to .42 , seems unimpor­

tant when one considers that the rating of local League presidents was 

done by Board members. And that it is  being compared in the Table with 

a rating of chairmen by council members . If we look to the s ta ff 's  rating 

on scaled expectancy s c a le s ,  the "chairman's administrative ability" 

correlates .30 with it ,  very nearly the same as  the .27 found by 

Tannenbaum. In two instances comparisons are not made in Table 9 

because  they would be more misleading than illum inating. Both the age 

and education of Federation and League members are not very compar­

a b le . Many Federation members are from the medical professions, and 

tend to be both older and presumably better educated than League mem­

bers . For example, 31 per cent of Federation members are 46 to 55 

years of age and 32 per cent are 56 or older. The median age of League 

members in 1958 was 45.3 y ears .  Further, 68 per cent of the Federation 

members have completed college and 48 per cent graduate school. Al­

though comparable data for League members in 1958 are not known, it 

is doubtful that they  approach these  lev e ls .  The Federation has an 

unusually well-educated membership.

In sum, comparisons between The League of Women Voters study 

and the present research indicate very similar resu lts  . More of the 

findings in the League study reached s ta t is t ica l  significance because
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of the larger sample s ize ,  104 Leagues. And it seems quite likely that 

many more correlations in this study would prove to be s ta t is t ica lly  

significant if the study were replicated on a larger sam ple .

NORMATIVE DATA: INSTITUTE FOR SOCIAL RESEARCH (ISR) NORMS FOR 

SURVEY OF ORGANIZATION VARIABLES

It has just been shown that the resu lts  of this study are quite 

similar to those reported by Tannenbaum (1958) for a different volunteer 

organization. Such findings are very encouraging. They suggest that 

a t  leas t some of the fundamental principles of organizational behavior 

described by human relations movement theorists  seem to hold true in 

two diverse volunteer organizations . Campbell and Stanley (1963) have 

underscored the importance of such findings. They use the term "exter­

nal validity" to describe resu lts  that are valid for different populations, 

se tt in g s ,  and measurement v a r ia b le s . An‘alternate term is "generaliz- 

a b i l i ty ."  The question asked is whether or not findings can be confi­

dently  applied to other s itua tions . The implication is  that findings which 

are robust enough to have endured through varied conditions and methods 

tend to be rather b a s i c . This observation brings us to the next question 

of in te re s t .  How-do the responses  of part-time volunteers in the Fed­

eration compare with those of thousands of full-time members of indus­

tria l  organizations? Fortunately, extensive normative data have been 

gathered by ISR sc ie n tis ts  from an array of industrial organizations.

Table 10 compares the ISR means and standard deviations for 23 primary 

variable ca tegories , with appropriate item responses gathered in this
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TABLE 10

NORMATIVE DATA: PRIMARY ORGANIZATIONAL VARIABLES5

Category3
W W W

Norm Group Mean Sigma 
Size

0
Variable Description Mean Sigma •

1. Managerial Support (MS) 22.759 3 .86 1.00

42 Chairman friendly 
46 Chairman willing to listen 
56 Chairman encourages member views 
74 Chairman needs more interest in a l l  members 

157 Chairman has a friendly disposition

2 . M anagerial Goal Emphasis (MGE) 22,745

3.81 1.25
(3.86) 1.11
3.81 0.98
2.00 1.30

(3.86) 1.06

3.76 1.05

10 Federation has c lea r-cu t goals 3.24 1.18
48 Chairman encourages b es t  effort 3.29 1.01

144 Council se ts  goals0 2.62 1.02
146 Chairman a s s i s t s  in setting goals 2.91 1.00
MGE Related Items

50 Chairman maintains high standards 3.71 1.06
52 Chairman se ts  example (3.7 6) 0.94

158 Chairman applies pressure 3.29 1.01

3. Managerial Work Facilitation (MWF) 22,762 3.13 1.15

54 Chairman shows how to improve 2.52 0.87
58 Chairman offers new ideas (3.33) 1.16

127 Staff v is ib ili ty (3.29) 1.15
153 Chairman quick to  help (3.86) 0.85
154 Chairman coordinates activ ities (3.7 6) 0.83
156 Chairman knows what he is doing (4.14) 0.96
MWF Related Items
133 Qualified to work on community health 3.10 1.18
135 Qualified to work on environmental health 2.57 1.33
137 Qualified to work on mental health 2.24 1.26
139 Qualified to work on manpower,

fa c i l i t ie s ,  finance 2.76 1.38

4 .  M anagerial Interaction Facilitation (MIF) 22,762 3 .30 1.23

44 Chairman pays attention (3.62) 0.92
60 Chairman encourages teamwork 3.14 1.35
62 Chairman encourages idea exchange 3.14 1.32
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TABLE 10 — Continued

Category Norm Group
Size

Mean Sigma

Variable Description Mean Sigma

64 Chairman has confidence and trust in you
65 You have confidence and trust in chairman 

154 Chairman coordinates ac t iv it ie s0

3.29 
(3.71) 
(3.7 6)

0.85
0.72
0.83

5. Peer Support (PS) 22 .736 3 .77 0.87

79 Group members willing to listen 3.71 0.72

6. Peer Goal Emphasis (PGE) 22 .641 3 .27 0.93

81 Members encourage best effort 
.83 Members maintain high standards 
93 Members emphasize team goal 

101 Group wants to meet objectives 
142 Committee sets  objectives 
144 Council se ts  ob jectives0

2.57 
3.00  
2 .57 
3 .24 
2.43 
2 .62

1.17
1.10
1.29
0.94
1.03
1.02

7. Peer Work Facilitation (PWF) 22 .676 3 .08 1.02

97 Group plans together and coordinates efforts0 
99 Members know jobs

2.48
2.86

1.03
0.96

8. Peer Interaction Facilitation (PIF) 22 .622 3.03 1.15

75 Members friendly 
77 Members pay attention 
95 Members exchange opinions and ideas 

PIF Related Items
103 Confidence and trus t in consumers
104 Confidence and trus t in providers

(3 .7 1) 
(3.67) 
(3.19)

(3.33)
(3.29)

0.78
0.86
1.17

0.91
1.06

9. Lateral Communication 22 .870 2.70 1.15
c

12 Information adequate about other committees 
100 Information shared within group

(3.05)
(2.95)

1.07 
1.16

10. Communication Flow 22.848 3.06 1.12
c12 Information adequate about other committees

13 Receptivity of superiors to ideas and
suggestions0

14 Told what you need to know

3.05

(3 .24) 
2.81

1.07

1.09
1.12
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TABLE 10 — Continued

Category Norm Group
Size

Mean Sigma

Variable Description Mean Sigma

11. Upward Receptivity 22,801 3 .19 1.09

13 Receptivity of superiors to ideas and sugges­
tions0 (3.24) 1.09

12. Motivation • 16,238 3 .5 0 0.98

28 Time per week spent working for Federation 
105 Responsibility felt for Federation 's  success 
141 Personal objectives set

1.14
2.57
3.43

0.47
0.93
1.21

13. Motivational Conditions 16,686 3 .40 1.03

16 How differences are handled
39 Manner in which factions resolve problems

3.29 
3 .14

1.11
1.53

14. Influence 17,125 2 .36 1.18

29 Personal influence in council affairs 
85 Influence of consumers 
87 Influence of providers

1.67
(2.57)
(3.57)

0.80
0.93
0.98

15. Coordination 14,684 3.21 1.09

38 Committees plan together and coordinate 
97 Group plans together and coordinates

2.43
2.48

1.03
1.03

16. Group D ecision Makinq 16,829 3 .46 0.97

98 Group makes good decis ions 3.05 0.97

17 . Decision Makinq Practices 22,639 2 .87 1.05

35 D ecisions made where b e s t  information
available

36 Persons affected asked for ideas
37 Information shared with decision makers 
40 Chairman uses  group meetings
66 Committee holds group meetings

(3.05)
(3.00)
(3.10)
2.81
2.57

0.81
1.14
0.89
0.98
1.03



132
TABLE 10 — Continued

Category Norm Group 
Size

Mean Sigma

Variable Description Mean Sigma

18. Technological Readinesse 16.061 3.31 0.98XU i

102 Group able to respond to unusual work 
demands 2 .86

v i J U  

1.01

19. Human Resources Primacy^ 22.146 3 .28 1.03

11 Work ac tiv ities  are sensibly organized 3.05 0.97

20. Satisfaction with Company 22 .350 4 .00 1.05

20 Satisfaction with-organization 2 .85 1.32

21. Satisfaction with Job 22.841 3 .97 1.11

19 Satisfaction with role
*

3.19 1.12

22 . Satisfaction with Supervisor 22,871 3 .93 1.19

18 Satisfaction with chairman 3.71 1.42

23 . Satisfaction with Work Group 22,888 4.09 0.97

17 Satisfaction with persons in council 3 .48  0.93

Normative data from the Institute for Social Research (ISR) were not 
available in identifiable form for a ll  of the primary variables shown 
in Table 4 .  ISR norms are based on responses from many industrial 
organizations and , as indicated, from thousands of respondents.
They were updated on February 16, 1971.

k Norm Group Size, Mean, and Sigma refer to the sample s iz e ,  mean, 
and standard deviation of each primary variable category.

Variable Descriptions refer to questions from The Mid-Ohio Health 
Planning Questionnaire -  Form A (which was adapted from the Survey 
of Organizations) '. See Appendix A for a full description of questions 
and re sp o n ses .  Several items are marked, indicating placement in 
more than one category. Exclusive placement under a single category
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s tudy. Those Federation means which equal or exceed the ISR category 

value are shown in paren thesis .  When this  happens it means that the 

average response of 244 Federation members in the 17 counties compares 

favorably with the average response of thousands of people in industrial 

organizations . For example, for Category 8, Peer Interaction F acilita ­

tion (PIF), the average response reported by ISR for a l l  questions sub­

sumed by this heading is 3 .03 . This is based on a summary of answers 

given by 22,622 individuals to questions which fall in the PIF category. 

All three items answered by Federation members which are clearly  iden­

tified as  PIF variables exceed 3 .03 . The conclusion is that Federation 

members are friendlier, more a tten tive , and more inclined to exchange 

ideas than are members of industrial organizations. The subcategory 

"PIF Related Items" means that variables so identified appear to fit the 

PIF category better than any other. But they could not be c lassif ied  

with the same degree of confidence.

was deemed inappropriate or could not be determined for the marked 
items .

Means for each of the variables under a category heading are based 
on the entire 244 questionnaire responses across  a l l  17 Federation 
co u n t ie s . Means in parenthesis are equal to or greater than the 
mean of the category with which they are associa ted  .

Technological Readiness is  not shown in Table 4 .  It is a composit 
index which refers to  the extent an organization (or company) is 
generally quick to use improved work methods, or has adequate, 
efficient and well-maintained equipment and resources . Variable No. 
102 seemed to fit bes t in th is  category.

 ̂ Human Resources Primacy is another category not shown in Table 4 .
It too is a composit index, but refers to: (1) the organization 's 
in terest in member welfare and happiness, (2) the organization 's 
efforts to improve working conditions, and (3) the extent that work 
ac tiv ities  are sensibly  organized. Indicated norms were given by 
ISR specifica lly  for Variable N o. 11.
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Of the 7 0 items compared with primary organizational variables 

in'Table 10, only 25 (36 per cent) equal or exceed the ISR reference 

v a lu e .  This suggests  that the Federation has some room for improve­

ment in a number of areas before it reaches a par with industrial organ­

iz a t io n s . On the other hand, the Federation is clearly  superior in terms 

of M anagerial Work Facilitation, Peer Interaction Facilita tion, Lateral 

Communication, Upward Receptivity, and Decision Making Practices .

According to  Table 10, satisfaction with the Federation is  con­

siderably le s s  than that in industrial organizations . The difference is  

nearly one standard deviation, which in a normal distribution covers 

approximately 34 per cent of the area under the curve. The Federation 

should try to determine why members seem to be relatively  d issa tis f ied  

and take corrective a c t io n . One seemingly relevant finding is that a l ­

though members fee l that both providers and consumers have influence, 

they  personally do no t.  This could readily lead to d issa tisfac tion  and 

should not be ignored .

A s ta t is t ic a l  comparison was made of the means in Table 10 to 

verify that the normative data  and Federation responses are not from the 

same population. The grand mean for the 23 norm categories is 3.28 . 

This was compared with 3 .0 9 ,  the grand mean for the 70 Federation 

responses . A te s t  of the null hypothesis , that there is  no s ta t is t ica l  

difference between the two means, was rejected at the .01 alpha lev e l .  

This confirmed the apparent differences in the data which can be seen  

by v isual inspec tion .

Two different conclusions might be drawn from this  finding. F irs t ,
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it can be argued that volunteer organizations and industrial organizations 

are qualita tively  different, and the norms of one should not be used to 

measure the other. Likert and others would probably agree tha t there 

seems to be little evidence to suport this contention. The second 

explanation is that the differences are genuine indications of relative 

performance between comparable groups. Normative data from volunteer 

organizations would be most helpful in resolving this is su e ,  but none is 

available at this time .

CORRELATIONS BETWEEN PROFILE SCORES AND THE RATING CRITERIA

The Profile of Organizational Characteristics -  Form S (see Appen­

dix B) was administered to 353 officers, t ru s tees ,  and Board members of 

the Federation. From among those who responded, 158 usable question­

naires were gathered, representing a return ratio of about-45 per c e n t . 

Under the circumstances th is  is not considered to be a particularly poor 

showing. Many in this group filled out the longer Mid-Ohio Health 

Planning Federation Survey Questionnaire (see Appendix A), but either 

forgot, m isplaced, or chose not to complete the Profile. Undoubtedly, 

the return ratio for this one-page instrument would have been much 

higher had it not been administered with its  lengthy companion.

It was decided at the outset to modify and use the Survey of Or­

ganizations as the primary data gathering dev ice , because it seemed to 

be both somewhat broader in scope and eas ie r  to adapt to the needs of 

th is  s tudy. However, the Profile is also an excellent instrument for 

its  intended purpose. Note that both questionnaires are d iscussed  more
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fully in Chapter IV.

Profile returns were received from a ll  but one county. The data 

were analyzed by calculating a to ta l score for each respondent within 

a county and then summing these  to find that county 's mean. The mean 

score of eight low-performance counties was used in lieu of having a 

score for the single nonrespondent. Mean scores for each county were 

then correlated with each of the crite ria . As expected, the highest 

correlation was with the member rating of group e ffec tiveness . It w as , 

however, an unexpectedly high .825. The scaled expectancy rating 

was a lso  high at an impressive .742. Then came the questionnaire 

return ra tio , .430. And finally, the correlation with county accomplish­

ments, .341. The f irs t three are significant at the .05 leve l .

A detailed ana lys is  of each of the Profile scores was outside the 

planned scope of project ac tiv ity  and has not yet been  attempted. At 

this  point the unexpectedly high total score correlations can be said to 

provide additional support for the human relations movement. Since the 

scores do represent data  from officers and other influential members of 

the Federation, they may reflect a feeling of greater satisfaction  that 

these  members have with their  roles . Moreover, Profile returns prob­

ably represent the efforts of the most dedicated and knowledgeable mem­

bers of the Federation. These are the members who have accepted the 

responsibility  of office , and who have demonstrated a willingness to 

cooperate in the study by returning both questionnaires .

Follow-up work in this area seems warranted. Immediate research 

objectives were to demonstrate the feasib ility  of using the Profile as an
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alternate survey instrument, and to add convergent validity  in support 

of the human relations theory of organizational development. Both of 

these aims have been accom plished .

QUESTIONNAIRE RETURNS AND MEMBER CHARACTERISTICS

To initiate the study, 772 questionnaires were sen t to persons 

listed in updated Federation membership rosters . The 17 county chair­

men were excluded because  many of the questions concerned member 

reactions to chairman behavior. After follow-up notes had been sen t,

305 of those contacted eventually  responded in some w ay. The return 

ratio w as ,  therefore, approximately 40 per c e n t .  According to Gannon, 

Nothern, and Carroll in a recently  published artic le  (1971), " . . .  sur­

veys frequently have response rates below 50%." The net initia l im­

pression was that the length of the ta sk  had discouraged many busy 

and perhaps marginally committed members. In a sense the members 

were being given a te s t  of their in terest and willingness . Experience 

indicates  that a minority of the members in groups and organizations 

often tend to do a disproportionate share of the work. However, other 

factors must be considered before reaching a conclusion.

A number of respondents returned blank questionnaires . Many of 

these  said that they had attended only a single meeting and were neither 

members of the Federation, nor qualified to comment about its  affairs . 

For some counties , it was found that records had not always been re li­

able and membership l is ts  had been confused with l is ts  of prospective 

members . In other c a se s  committee members were not aware that being



on a Federation committee qualified them for membership and that they 

were considered to be Federation members. Some of these  individuals 

identified with another health organization such as the TB or Heart 

Association. Although they work on committees with Federation mem­

b ers ,  they do not consider them selves to be a part of i t .

The result of this type of ambiguity was twofold. F irst,  of the 

305 returns only 244 were sufficiently completed to be used in the data 

an a ly s is .  Second, the return ratio , 40 per cen t,  is probably unrea lis-  

t ica lly  low. Some who were contacted probably did not respond because 

they felt that a mistake had been made in listing them as  members.

In a few cases  physicians stated that they were too busy to take an 

hour or two to complete the questionnaires . In one instance a member 

stated that he thought trying to develop strong organizations was part 

of a general communist conspiracy.

It seems clear from all of this that the Federation should strive to 

develop more accurate membership l i s t s . Greater attention should be 

given to indoctrinating new members, and to identifying and encouraging 

those who are willing to share the responsib il i t ies .

MEMBER RESPONSES

Turning now to other, more general observations, there is  some 

evidence that many members are not yet well prepared to perform the 

important and demanding job being asked of them. Appendix A contains 

several interesting findings in this  regard. For instance , 39 per cent 

feel that they are not doing a high caliber job for the Federation; only



9 per cent report that they a re .  An impressive 82 per cent devote less  

than two hours per week to Federation activ ities  . Perhaps the remaining 

18 per cent, who devote more than two hours per week, are ad eq u a te . 

This is difficult to say .  However, they represent only about 7 or 8 per 

cent of the total membership, and it seems likely  that a better job of 

motivating members needs to be done. Questions 5 through 9 reveal 

tha t large groups of members have a rather inadequate understanding of 

some of the most bas ic  concepts and functions of the Federation. Full 

and open participation in the organization is difficult for such members, 

who lack knowledge and ability  to do meaningful work. The logical out­

comes from such findings would be a lack of motivation, withdrawal, 

d issa tis fac tio n ,  and more reliance on the staff or a few overworked mem­

bers  to carry the burden. Some of the findings already given seem to 

point in these  d irections . The following is a case  in point.

It was a bit discouraging to find early in the project that members 

were said to lack the ability  to use a comprehensive diagnostic instru­

ment which had been developed specifically  to aid volunteers in com­

munity health planning. The instrument in question is  a two-volume 

document published by The American Public Health Association in 1967 . 

Called, "A Self-s tudy  Guide for Community Health Action-planning," it 

provides a model and a detailed procedural outline to aid in solving the 

spectrum of community health  problems . Approximately two years ago 

each  Federation county was provided with the Guide and asked to follow 

i ts  instructions. This would have resulted in a systematic assessm ent 

of most of the important components of community health planning for



140

each  county, a ta sk  that s taff members do not have the manpower to 

perform. It would a lso  have been a vehicle with which to train members 

to  solve their own problems, a learn-by-doing 'approach .

Unfortunately, none of the counties have completed the a s s e s s ­

ment. Some have completed part of i t .  Staff members suggest that the 

members do not know how to perform the analyses and gather the required 

information. They say that some of the questions are too d iff icu lt.  Yet, 

many Federation members are very well educa ted . Are the members with 

know-how too busy  or d isin terested  to do the required work? And what 

of the others? Can they not be trained to do what they must ultimately 

d o ,  if the organization is to succeed?

It would seem that the primary aim of the staff should be to con­

centrate on developing member capab il i t ies ,  so that they can uphold 

their part of the bargain . The impression (developed is that staff mem­

bers often get too emersed in "fire-fighting" activ ities  and routine 

duties to attend to the more difficult task  of developing and nurturing 

member cap a b i l i t ie s .  Yet, herein lies the future and ultimate success 

of the entire concept of comprehensive health  planning . This, evaluation 

assum es that the staff members know how to develop member capabil­

i t i e s ,  and have the time and resources available to do a thorough job .

In general, the s taff members seem to be an able and dedicated group. 

But they are burdened with many responsib ili t ies ,  and most seem to be 

untrained in the n ecessa ry  techniques of teaching others . Of course , 

they  can be shown how to train and develop others, if priorities are 

placed in these  a re a s .  Through no fault of their own, they are required
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to spend far too much time writing detailed  and frequent progress reports , 

at the expense of more important ac tiv ity .

A possib ility  worth exploring is to augment the s taff with field 

representatives indigenous to the coun ties .  These would be an extention 

of the planning staff and would not be seen as  outsiders by the local 

members . Many potential benefits might flow from this arrangem ent.

If the structure were given a fair tria l on an experimental b a s is ,  the 

advantages would have to be weighed against the added c o s t .

On the more affirmative s ide , more emphasis is being placed by 

staff members on a goal-centered approach to problem solving. This 

should lead to the system atic development of greater accomplishments 

and capabilities  throughout the organization. The goal-centered ap ­

proach is deemed to be both an efficient technique and a useful device 

for fostering motivation. Staff members have developed an organized 

method for identifying problems, determining priorities, establishing 

objec tives, assigning  responsib il i t ies ,  and measuring accomplishments . 

They will be able both to keep track of progress and to give credit wher­

ever it is d u e .

One additional comment should be made about the Federation.

Every organization has developmental problems of one kind or another.

It is a very good omen when the organization 's leadership assum es a 

scientific  attitude and an active approach toward resolving them. There 

are few problems which have final and complete solutions; but there are 

just as  few which cannot be adequately resolved by honest research 

and sufficient determ ination. Federation leaders have demonstrated a
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commendable w illingness in both of these  important a re a s .

THE RESPONSES FROM OTHER B AGENCIES

The invitation to share research information which was sent to 

the 10 other B agencies  in Ohio and to 12 in other s ta tes  did not provide 

much useful m ateria l. Only half of the sample responded to the inquiry. 

All of these  expressed a keen in terest in the project and agreed that 

evaluation is extremely important. Only one, the New O ceans  Area 

Health Planning Council, reported any in-depth research in any of the 

areas mentioned in Chapter IV. New Orleans served as  the study group 

for a doctoral d isserta tion  by Michael D aley, who is now with the Grad­

uate School of Social Work a t The University of Texas a t Arlington . Dr. 

Daley was contacted but his research had not been completed and results  

were not available for comparison.

More typical rep lies  were that performance is  a s se s se d  informally 

and subjec tively . Budgets are characteris tica lly  short and several of 

the agencies  are quite new, s ti l l  trying to develop basic  procedures .

One or two agencies mentioned the political sensitiv ity  of projects 

which concern evaluations . An Ohio agency agreed to cooperate but 

advised that its  members were too busy  to be surveyed . The Metro­

politan Atlanta Council for Health stated that it was about to embark on 

a training project involving its  membership. This was of considerable 

in terest and it was planned to cite or outline the project, but the resu lts  

are s t i l l  not available .

M aterials received from the Comprehensive Health Planning
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Association of San Diego and Imperial Counties were among the most 

interesting in terms of an apparently well organized, system atic approach 

to agency ac tiv ity . The San Diego group sent a work program which 

specifies  for each committee or task  force: the objectives, accom plish­

ments to d a te ,  goa ls ,  methodology, and estimated completion time.

This is somewhat similar to the goal-centered approach being adopted 

by the Mid-Ohio Health Planning Federation .

Examples of materials of this  sort could be of value to many of 

the B agencies which are in a le ss  advanced stage of development. The 

materials would be d iscussed  in more detail in this report were they not 

so far.afield of the specific research objectives . Perhaps research of 

the type being reported will spur other agencies to continue the effort 

and to a fuller exchange of information on techniques and methods which 

are found u se fu l . It is unfortunate that chronic budget and manpower 

shortages plague the J3 agencies . Perhaps they  can look to A agency 

and regional or national level support for more needed research .

CONCLUSIONS

All study objectives have been successfu lly  completed. Method­

ology has been developed for a sse s s in g  organizational effectiveness 

and candidate assessm en t instruments have been applied to Federation 

members. More specifica lly , both the Survey of Organizations and the 

Profile of Organizational Characteristics have been adapted to Federa­

tion n e e d s ,  A scaled expectancy rating device was developed and used 

to  rate group behavior. It compared favorably with the members' own
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rating of their group's effec tiveness, which suggests that it could be 

used as  an eas ily  administered device apart from member participation.

If the scaled expectancy sca les  are developed further and if the cooper­

ation of other B agencies  is  elicited in developing them, the device may 

prove to have wide utility .

A great deal of descriptive information has been gathered about 

member perceptions of the Federation and their attitudes toward i t .

Many of the specific  findings and implications have not been fully d is ­

cussed . Even so ,  the data can be used by Federation leaders to help 

determine where emphasis should be placed in further developing the 

organization. In addition, the resu lts  of th is  research  can help to 

e s tab lish  a pool of normative data for charting the Federation 's progress, 

and for comparison with the findings in other volunteer organizations .

The theoretical implications of the research  findings in th is  report 

are quite important. They tend to agree with the growing amount of ev i­

dence supporting the human relations movement as defined by Rensis 

Likert and his colleagues at the University of M ichigan. Convergent 

validation of the precepts of this movement have profound significance 

for organizational development. Although correlational studies cannot 

es tab lish  cause and effect re lationships, they are useful in defining 

the parameters which should be isolated and studied in tightly con­

trolled laboratory experim ents.

Readers of this report should not be left with the impression that 

the Federation's few shortcomings outweigh its  many a s s e t s .  Quite the 

contrary is  intended . In any d irect comparison with similar B. agencies
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The Mid-Ohio Health Planning Federation would probably rank a t or very 

near the to p .  This study underscores apparent and potential problems 

in order to help identify and resolve them. The aim is  positive: to max­

imize the Federation 's e ffec tiveness , thereby making it  even more 

s u c c e s s fu l .



APPENDIX A

The Mid-Ohio Health Planning Federation Survey Questionnaire -  Form A 

(adapted from the Survey of Organizations by permission) .

Responses from 244 Federation members in 17 counties are shown as 

per cents .

1 4 6
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THE MID-OHIO HEALTH PLANNING FEDERATION 
SURVEY QUESTIONNAIRE - FORM A

T h i s  q u e s t i o n n a i r e  i s  p a r t  o f  a s t u d y  b e i n g  con ­
d u c t e d  by THE MID-OHIO HEALTH PLANNING FEDERATION. The aim 
o f  t he  s t u d y  i s  t o  c r e a t e  me th o d o l og y  f o r  e v a l u a t i n g  o r g a n i -  
a t i o n a l  e f f e c t i v e n e s s  so t h a t  means w i l l  be a v a i l a b l e  t o  
t h e  FEDERATION f o r  a n a l y z i n g  i t s  p r e s e n t  s t a t u s  and i t s  s u b ­
s e q u e n t  d e ve l o p m e n t ;  and so t h a t  t h e  FEDERATION can comply  
w i t h  r e c e n t  H.E.W. r e q u i r e m e n t s 3 t o  " E s t a b l i s h  a s t r u c t u r e d  
e v a l u a t i o n  s y s t e m  t h a t  u t i l i z e s  a l l  c o u n t y  c o u n c i l s  i n  t he  
p r o c e s s . "

Many o f  t h e  q u e s t i o n s  c o n t a i n e d  h e r e i n  were adap­
t e d  f rom t he  "Survey  o f  O r g a n i z a t i o n s  3 " a p u b l i c a t i o n  o f  
t h e  I n s t i t u t e  f o r  S o c i a l  Re sear ch  ( ISR)  a t  t h e  U n i v e r s i t y  
o f  M i c h i g a n 3 and we a re  g r a t e f u l  t o  t h a t  i n s t i t u t i o n  f o r  
p e r m i s s i o n  to m o d i f y  t h e i r  ^ q u e s t i o n n a i r e .

I f  t h i s  s t u d y  i s  t o  be h e l p f u l  t o  t he  FEDERATION3 
i t  i s  i m p o r t a n t  t h a t  you  answer  each q u e s t i o n  as t h o u g h t ­
f u l l y  and f r a n k l y  as p o s s i b l e . Th i s  i s  n o t  a t e s t  and t h e r e  
a r e  no r i g h t  o r  wrong a nswers .  Comple t ed  answer  s h e e t s  w i l l  
be  p r o c e s s e d  a t  t he  Ohio S t a t e  U n i v e r s i t y  by a u t o m a t i c  e q u i p ­
men t  wh i c h  summar i zes  answers  i n  s t a t i s t i c a l  form so t h a t  
i n d i v i d u a l s  c a nn o t  be i d e n t i f i e d .  To i n s u r e  c o m p l e t e  
CONFIDENTIALITY p l e a s e  do n o t  wvSte  y o u r  name anywhere  on 
t h e  answer  s h e e t .
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INSTRUCTIONS

1.  Quest i ons  a r e  to be answered by f i l l i n g  in one o f  t he  f i v e  
answer  spaces on t he  SEPARATE ANSWER SHEET. Do not  mark  
answers on t he  q u e s t i o n n a i r e .

2 .  P l e a s e  answer  a l l  q u e s t i o n s  in o r d e r  and on l y  one answer  
per  q u e s t i o n .

3 .  Remember,  t h e  v.alue o f  t he  s tudy depends upon y o u r  be ing  
s t r a i g h t f o r w a r d  in  answer i ng  t h i s  q u e s t i o n n a i r e .  You w i l l  
not  be i d e n t i f i e d  w i t h  your  answers .

4 .  The answer sheet  i s  des i gned f o r  the  a u t o m a t i c  scanning o f  
your  r es p o n s e s .  Ques t i ons  a r e  answered by mark i ng  the  
a p p r o p r i a t e  answer  space as i l l u s t r a t e d  in t h i s  exampie:

Q. Which i s  the o n l y  mark i ng  
i n s t r u m e n t  t h a t  w i l l  be 
read p r o p e r l y ?

B a l l p o i n t  Pen 

Bi F o u n t a i n  Pen

Bl ack  Lead Pe nc i l  

P Ot h e r

£T None o f  These

(Ans.  S h e e t ) T  Jj, 0  JL, JL A $ CS I) E

A. C,  B l ack  Lead Pe nc i l

5 .  P l e a s e  use a s o f t  p e n c i l  ( No.  2 i s  i d e a l ) ,  and obser ve  c a r e ­
f u l l y  t hese  i m p o r t a n t  r e q u i r e m e n t s :

-  Make heavy b l a c k  marks t h a t  f i l l  t he  answer  space .

-  Erase c l e a n l y  any answer  you wish t o  change.

-  Make no s t r a y  mark i ngs  o f  any k i n d .

-  Do not  f o l d  or  c r e a s e  the answer  s h e e t .

6 .  Now t h a t  you have comple ted the i n s t r u c t i o n s ,  p l e a s e  begi n
w i t h  t he  f i r s t  q u e s t i o n  on t he  f o l l o w i n g  page.



FORM A

rE: Read these answer categories A; a very l i t t l e  loss
over carefully . Then answer W  » , t t l  ,
each of the following ques- T  *  a l m l e  loss
tions Dy blackening in the G some loss
space ON TOE ANSWER SHEET »  a great loss
under the answer you want
to give. £  a very great loss

How s e r io u s  a lo s s  to  y o u r community do you th in k  i t  would be 
i f  y o u r lo c a l  county co uncil ceased  to  fu n c tio n ?

i p i i l l

A? not a t  a ll aware 
•6 a l i t t l e  aware 

C somewhat aware 
& much aware

very  much aware

To w hat e x te n t  do you th in k  th e  fo llo w in g  groups o r  persons in  
y o u r community a re  aware o f  w hat y ou r lo c a l  county co uncil i s  
doing?

In f lu e n t ia l  persons

The average  person  J M I M f i

As very  l i t t l e  e f f o r t

8 l i t t l e  e f f o r t

C some e ffo rt
0  c o n s id e ra b le  e f f o r t

E very  much e f f o r t

Suppose t h a t  s tro n g  o p p o s itio n  to  th e  F ed e ra tio n  in  y o u r com­
m unity p u t y o u r co uncil in  re a l  danger o f  fo ld in g .  How much 
e f f o r t  would you be w i l l in g  to  spend in  o rd e r  to  p re v e n t th i s ?

ft MSB

P ercent o f  Responses fo r  All 17 Counties
A B C D E MEAN SIGMA

14 11 32 29 22 3 .29  1.06

7 26 39 18 9 2 .86  1.06

48 28 18 5 2 1.81 1 .08

5 8 28 43 15 3 .3 3  1 .02

t o



m  n o t a t  a l l  

IP S : n o t very  w ell 
f a i r l y  w ell 

<iu1te we11 
,  '  £  tho rough ly

understood

How w ell do you unders tan d  th e  fo llo w in g :

5 . The Review ana Conment P rocedure? $ £ ! ! £ $ ? §
6 . The r o le  o f  th e  F ed e ra tio n  s t a f f  in  Columbus and th e  fu n c tio n s  

t h a t  s t a f f  members perform ? W W & W %

7 . Your ro le  1n th e  o rg a n iz a tio n  and w hat i s  expec ted  o f  you?

iiilW l:
8 . What com prehensive h e a l th  p lan n in g  in  y ou r conm unity should

enta117 M M
9 . The aims and accom plishm ents o f  th o se  areaw ide s ta n d in g  conm ittees  

to  which you a re  n o t a member?
  « ! £ $ »

:&  to  a very  l i t t l e  e x te n t

8  to  a  l i t t l e  e x te n t

8  to  some e x te n t
to  a g r e a t  e x te n t

£■ to  a very  g r e a t  
e x te n t

10. To w hat e x te n t  does th e  F ed e ra tio n  have c l e a r - c u t ,  re a so n ab le  
g o a ls  and o b je c tiv e s ?

11. To w hat e x te n t  a re  work a c t i v i t i e s  s e n s ib ly  o rg an ized  in  th e  
c o u n c ils?

12. How adequate  f o r  y o u r needs i s  th e  amount o f  in fo rm atio n  you g e t 
abou t what 1s going on in  o th e r  conm ittees  o r  subcom m ittees?

13. How re c e p t iv e  a re  th o se  above you to  y o u r id ea s  and su g g es tio n s?

14. To w hat e x te n t  a re  you to ld  w hat you need to  know to  do y o u r jo b  
in  th e  b e s t  p o s s ib le  way?

m m m
15. To w hat e x te n t  do you have a f e e l in g  o f  lo y a l ty  tow ard t h i s  

o rg a n iz a tio n ?
i B i i

Percent o f  Responses f o r  All 17 Counties
A B C D E Mean Sigma

25 20 29 18 7 2 .4 3 1 .29

9 22 30 30 8 2.91 1.41

7 18 30 29 16 3 .14 1.24

3 12 33 36 15 3 .4 8 1 .08

17 30 36 13 3 2 .57 1.03

7 12 35 41 5 3 .24 1 .1 8

10 14 40 31 4 3.05 0 .9 7

19 19 32 22 6 3 .05 1.07

10 11 32 36 11 3 .2 4 1.09

18 14 35 23 9 2.81 1 .12

10 9 27 41 13 3.19 1.08
O



11 27 34 14 3 .2 9  1.11

16. How a re  d if f e r e n c e s  and d isag reem en ts  between c o n m ittees  o r  P e rc e n t o f  Responses f o r  A ll 17 C ounties
In d iv id u a ls  hand led  1n y o u r c o u n c il?  .  . . . .

, , ,  „ . A B C D E Mean Sigma
A. D isagreem ents a re  a lm ost always a v o id ed , d e n ie d , o r  su p p re sse d .

B. D isagreem ents a re  o f te n  av o id ed , d e n ie d , o r  su p p re ssed .

C. Sometimes d isag reem en ts  a re  a ccep ted  and worked th ro u g h ; 
sometimes th e y  a re  avo ided  o r  su p p re ssed .

D. D isagreem ents a re  u s u a lly  a ccep ted  as n e ce ssa ry  and de­
s i r a b l e  and worked th rough .

E. D isagreem ents a re  a lm ost always accep ted  as n e c e ssa ry  and
d e s i r a b le  and a re  worked th ro u g h .

s$ very  d i s s a t i s f i e d

8  somewhat d i s s a t i s f i e d

: £  n e i th e r  s a t i s f i e d  no r 
d i s s a t i s f i e d

8  f a i r l y  s a t i s f i e d

'  E very  s a t i s f i e d

17. A ll in  a l l ,  how s a t i s f i e d  a re  you w ith  th e  persons in  y ou r c o u n c il?

18. A ll in  a l l ,  how s a t i s f i e d  a r e  you w ith  y o u r chairm an?

19. A ll In  a l l ,  how s a t i s f i e d  a r e  you w ith  y ou r ro le ?

A 8 fc 6 £
20. A ll in  a l l ,  how s a t i s f i e d  a r e  you w ith  t h i s  o rg a n iz a t io n ,  compared 

to  most o th e rs ?

&  a lm o st no p re s s u re  a t  a l l

9  a l i t t l e  p re s su re  
8  some p re s su re

much p re s su re

£  a g r e a t  deal o f  
o re s su re

21. How much p re s s u re  to  p a r t i c ip a t e  in  F ed e ra tio n  a f f a i r s  would you
say  you , p e rs o n a lly  a re  s u b je c t  to ?  51 20 19 3 6 1 .95  1 .12

A’fc £ 8  £

5 8 22 40 24 3 .4 8 0 .93

9 7 11 28 45 3.71 1 .42

7 14 27 32 19 3.19 1 .12

10 17 22 33 17 2 .85 1 .32
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co uncil chairm an
t ,  . . .  . . P e rc e n t o f  Responses f o r  A ll 17 C ounties8 com m ittee chairm an o r  r

group le a d e r  A B O D E  Mean sigma
£  y o u r a reaw ide d i r e c to r  

0  o th e r  members 

£  y o u r s e l f

22 . What i s  th e  main so u rce  o f  w hatever p re s su re  you f e e l?  17 12 9 8 51 3.81 1 .60
A 6 G 0  £

;i;: to  a very  l i t t l e  e x te n t

to  a l i t t l e  e x te n t

C to  some e x te n t
0 to a great extent

£  to  a very  g re a t  
e x te n t

23 . To w hat e x te n t  do d i f f e r e n t  c o u n tie s  p la n  to g e th e r  and c o o rd in a te  
t h e i r  e f f o r t s ?  1 * 1

24. To w hat e x te n t  does y o u r co u n cil make an im pact on com prehensive 
h e a l th  p lan n in g  1n y o u r county?

liiiititfl
To w hat e x te n t  a re  members a d eq u a te ly  in d o c tr in a te d  in to  th e  o r -

41 17 30 8 Q 2 .19  1 .08

g a n iz a tio n  and enab led  to  do w h a t 's asked o f  them? 21 17 32 22 7 ( 2 .67 1.07
25. T his i s  how i t  i s  now: I t l i i i 24 27 33 12 2 2 .4 3 0 .98
26. T his i s  how I 'd  l i k e  i t  to  be: i i i i l l 4 5 31 45 31 3.81 1.37
27. To w hat e x te n t  a re  you doing a h igh c a l ib e r  jo b  f o r  th e  F ed era tio n ? 39 19 30 7 2 2 .33 0 .97

A 8 C ipB ;

#  le s s  th an  2 hours 

B 2 to  5 hours 

£  6 to  10 hours 

B 10 to  15 hours 

£  o v e r 15 hours

28. On th e  a v e rag e , how much tim e p e r  week do you spend w orking on
F ed e ra tio n  a f f a i r s ?  82 13 4 0 0 1 .14  0 .47&&&&£
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si% l i t t l e  o r  no in flu e n c e  

§1$; some
$  q u i te  a b i t  

Q a g r e a t  deal 

£ a very  g re a t  deal
29. In  g e n e ra l ,  how much say  o r  in f lu e n c e  do you have on w hat goes

on in  y o u r c o u n c il?  A B $  & £

In g e n e ra l ,  how much say  o r  in f lu e n c e  does each o f  th e  fo llo w ­
in g  groups o f  peop le  have on w hat goes on in  y o u r co u n c il?

30. County Council Chairman.

31 . County Board o f  D ire c to rs .

32. Membership o f  County C ouncil.

33 . Areawide S tand ing  C om nittee S ta f f .

34 . How a re  o b je c t iv e s  s e t  in  y ou r county  co u n c il?

A. O b je c tiv es  a re  announced w ith  no o p p o rtu n i ty  to  r a i s e  ques­
t io n s  o r  g iv e  comments.

B. O b jec tiv es  a re  announced and e x p la in e d , and an o p p o rtu n ity  
i s  th en  given  to  ask  q u e s tio n s .

C. O b je c tiv es  a re  drawn up, b u t a re  sometimes d isc u ssed  w ith  
members and sometimes m odified  b e fo re  be ing  is s u e d .

D. S p e c if ic  a l t e r n a t iv e  o b je c t iv e s  a re  drawn up by th e  county 
co uncil chairm an , s t a f f  r e p r e s e n ta t iv e ,  o r  com m ittee chairm an, 
and members a re  asked to  d is c u s s  them and in d ic a te  th e  one 
th e y  th in k  i s  b e s t .

E. Problems a re  p re sen te d  to  th o se  persons who a re  in v o lv e d , and 
th e  o b je c t iv e s  f e l t  to  be b e s t  a re  th en  s e t  by th e  members, 
chairm an , and F e d e ra tio n  s t a f f  j o i n t l y ,  by group p a r t i c ip a t io n  
and d is c u s s io n .

Percentage o f  Responses fo r  All 17 Counties
A B C 0 E Mean Sigma

34 41 17 5 2 1 .67 0 .80

8 16 18 29 28 3.76 1 .18
10 24 33 30 10 3.05 1.12

16 35 27 15 5 2.76 1.00
13 25 24 25 8 2 .67 0 .8 0

8 26 16 18 28 3 .1 9  1 .66

Cnw



:$ | to  a very  l i t t l e  e x te n t  

8 to  a l i t t l e  e x te n t
^  g x t e n t

$  to  a g r e a t  e x te n t

f  to  a very  g re a t  
e x te n t

35. In  t h i s  o rg a n iz a tio n  to  w hat e x te n t  a re  d e c is io n s  made a t  th o se  
le v e ls  where th e  most adequate  and a c c u ra te  in fo rm a tio n  i s

avai1able? m m m
36. When d e c is io n s  a re  be ing  made, to  what e x te n t  a re  th e  persons 

a f f e c te d  asked f o r  t h e i r  id e a s?  B fl & E

37. People a t  a l l  le v e ls  o f  an o rg a n iz a tio n  u s u a lly  have know-how t h a t
cou ld  be o f  use to  d e c is io n -m ak e rs . To what e x te n t  i s  in fo rm a tio n  
w ide ly  sh ared  in  t h i s  o rg a n iz a tio n  so t h a t  th o se  who make d e c i­
s io n s  have acce ss  to  a l l  a v a i la b le  know-how?

i t t in w
38. To w hat e x te n t  do d i f f e r e n t  com m ittees p lan  to g e th e r  and coo r­

d in a te  t h e i r  e f f o r t s ?  C 0 £

39. Which o f  th e  fo llo w in g  b e s t  d e sc rib e s  th e  manner in  which problems 
between f a c t io n s  a r e  g e n e ra l ly  re so lv ed ?
A. L i t t l e  i s  done abou t th e se  problems — th ey  co n tin u e  to  e x i s t .

B. L i t t l e  i s  done abou t th e se  problem s — th ey  work them selves
o u t w ith  tim e .

C. The problem s a re  appea led  to  a h ig h e r  le v e l in  th e  o rg a n iz a ­
t io n  — b u t o f te n  a re  s t i l l  n o t r e s o lv e d .

D. The problem s a re  appea led  to  a h ig h e r le v e l in  th e  o rg a n iz a ­
t io n  — and a re  u s u a lly  re so lv ed  th e r e .

E. The problem s a re  worked o u t a t  th e  le v e l where th ey  appear 
th rough  mutual e f f o r t  and u n d e rs tan d in g .

Percentage o f  Responses fo r  All 17 Counties
A B c D E mean Si gma

5 12 34 33 14 3 .05  0.81

7 I 3 30 31 16 3 .00  1.14

11 11 33 29 13 3 .10  0 .89

20 14 39 17 8 2 .4 3  1 .03

I 7 14 14 13 37 3 .14  1 .53

cnds.



;&  to  a very  l i t t l e  e x te n t  

B to  a l i t t l e  e x te n t  

t  to  some e x te n t 

0  to  a g re a t  e x te n t 
£ to  a very  g re a t  

e x te n t

40. When y o u r county  c o uncil chairm an has problem s r e la te d  to  th e  work 
program , to  w hat e x te n t  does he use group m eetings to  t a lk  th in g s  
o ve r w ith  h is  members and g e t  t h e i r  id ea s?

l§££!f£:
41. To w hat e x te n t  does y ou r chairm an hand le  w ell th e  te c h n ic a l  s id e  

.o f h is  jo b  — f o r  exairrale, gen era l e x o e r tn e s s ,  knowledge o f  com- 
p reh e n siv e  h e a l th  p la n n in g , and th e  s k i l l s  needed to  o rg an ize  
and p lan  in  t h i s  a rea?

WMMM
FOR THE FOLLOWING SET OF ITEMS: PLEASE READ EACH QUESTION AND THEN 
ANSWER HOW IT IS NOW, AND HOW YOU'D LIKE IT TO BE.

to  a verv  l i t t l e  e x te n t

B to  a l i t t l e  e x te n t

i l l l l l l  to  some e x te n t
to  a g re a t  e x te n t

f  to  a very  g re a t  
e x te n t

How f r ie n d ly  and easy  to  approach i s  y ou r chairm an?

42. This i s  how i t  i s  now:

43 . This i s  how I 'd  l ik e  i t  to  be :

When you ta lk  w ith  y o u r chairm an , to  what e x te n t  does he pay 
a t t e n t io n  to  what y o u 'r e  say ing?

44. T his i s  how i t  i s  now:

45. This i s  how I 'd  l i k e  i t  to  be :

To what e x te n t  i s  y o u r chairm an w i l l in g  to  l i s t e n  to  your problem s?
46. This i s  how i t  i s  now:

47. This i s  how I 'd  l ik e  i t  to  be: £ 6  £
How much does your chairm an encourage peoDle to  g iv e  th e ir  b e s t  
e ffo r t?

48. This i s  how i t  i s  now: $  I> £
49. This i s  how I 'd  1 ike i t  to  be:

P e rc e n t o f  Responses f o r  A ll 17 C ounties

A B C D E Mean Sigma

17 11 29

7 8 21

5 5 16

1 1 7

6 5 19

0 1 11

5 2 21

0 1 12

7 8 28

0 1 10

30 10 2.81 0 .9 8

32 29 3 .62 1 . 2 0

35

41

37

48

3.81

4.14

1.25

0 .79

35

42

32

42

3.62

4.05

0 .92

0 .74

34

41

34

43

3 .86

4 .14

1.11

0 .85

32

48

22

38

3 .29

4 .05

1.01

0.81 cn
cn



To what e x te n t  does y o u r chairm an m ain ta in  high  s tan d a rd s  o f  
perform ance?

50. This i s  how i t  i s  now:

51. This i s  how I 'd  l ik e  i t  to  be:

To w hat e x te n t  does y o u r chairm an s e t  an example by w orking hard  
h im se lf?

52. This i s  how i t  i s  now:

53. This i s  how I 'd  l i k e  i t  to  be : m m m

To w hat e x te n t  does y o u r chairm an show you how to  improve your 
perform ance?

54. This i s  how i t  i s  now: lillli
55. This i s  how I 'd  1 ik e  i t  to  be : A 8 £  & £

To w hat e x te n t  does you r chairm an encourage a l l  members to  ex p re ss  
t h e i r  views?

56. T his i s  how i t  i s  now: A & 5  P  £

57. This i s  how I 'd  l i k e  i t  to  be : A 6 $  3) E

To what e x te n t  does y o u r c h a irm a n 'o ffe r  new id ea s  f o r  so lv in g  
oroblem s?

58. This i s  how i t  i s  now:

59. This i s  how I 'd  l i k e  i t  to  be :

To what e x te n t  does you r chairm an encourage members to  work as a 
team?

60. This i s  how i t  i s  now: l i l l l i
61. T his i s  how I 'd  l i k e  i t  to  be :

To w hat e x te n t  does y o u r chairm an encourage members to  exchange 
o p in io n s  and id e a s?

62. T his i s  how i t  i s  now:

63. T his i s  how I 'd  l i k e  i t  to  be : i l l i t l l t l
64. To w hat e x te n t do you fe e l  you r chairm an has con fidence  and t r u s t  

inyou?
65. To w hat e x te n t  do you have con fidence  and t r u s t  in  y ou r chairm an?

Percent o f  Responses fo r  All 17 Counties

4 B C D E Mean Sigma

6 8 20 38 26 3.71 1.06

0 2 6 41 48 4 .24 0 .77

6 9 15 34 33 3 .76 0 .94

1 0 7 43 45 4 .14 0 .7 3

21 17 31 18 10 2.52 0 .8 7

2 2 17 45 30 3.67 1.02

9 5 22 35 25 3.81 0.98

0 1 9 47 39 4.14 0 .85

12 9 33 30 13 3 .33 1 .16

1 2 17 48 29 4 .00 0.71

9 8 26 33 21 3 .14 1.35

0 2 7 48 40 4.19 0.75

7 12 23 32 23 3.14 1.32

0 1 7 48 41 4.24 0.70

5 5 28 38 19 3.29 0 .85

4 7 16 36 33 3.71 0.72

cn
CD



;A never Percent o f  Responses fo r  All 17 Counties

fi. once o r  tw ice  p e r  y e a r  A B C D E Mean Sigma

, C 3 to  6 tim es p e r  y e a r

3  abou t once n e r  month

2  more o f te n  than  once 
p e r  month

How o f te n  does y o u r com m ittee ho ld  group m eetings where members can 
r e a l l y  d iscu ss  th in g s  to g e th e r?

66. This i s  how 1 t  i s  now:
13 22 45 16 2 2 .5 7  1 .03

67 . This i s  how I 'd  l i k e  i t  to  b e : A-B fc B £  1 9 41 40 5 3 .00  1 .14

HOW MUCH DOES YOUR CHAIRMAN NEED IN EACH OF THE FOLLOWING TO BE 
A BETTER MANAGER?

ift to  a very l i t t l e  e x te n t
6  to  a l i t t l e  e x te n t

C. to  some e x te n t
0  to  a g r e a t  e x te n t

£  to  a very  g re a t  
e x te n t

68. More in fo rm a tio n  abou t how h is  peop le  s ee  and fe e l  abou t th in g s :

A fl -C tk £

14 13 39 24 7 3.29 1.06

69. More in fo rm a tio n  abou t p r in c ip le s  o f  good management: 32 21 28 11 5 2.29 1.31

70. A change in  th e  k inds o f  th in g s  he p e rs o n a lly  f e e l s  a re  im p o rtan t:

A B U S E

33 22 23 12 5 2 .52 1 .08

71. G re a te r  a b i l i t y  in  han d lin g  th e  a d m in is tra t iv e  s id e  o f  h is  jo b :

A 8  C D S

45 19 18 9 3 1.91 1 .26

72. P ra c t ic e  in  making use o f  in fo rm a tio n  he a lre a d y  has abou t how
41 18 21 12 2 .10 1.30p eop le  f e e l ,  how to  be a good m anager, e t c . : 3

A 8 C

73. More concern f o r  keeping  th e  members aware o f  what 1s going on:

■f, 8 C 3  £

19 19 30 17 11 2 .76 1.14

74. More i n t e r e s t  in  and concern  f o r  a l l  th e  members; l e s s  fa v o r i t is m : 50 17 14 8 6 2 .00 1 .30 157



IN THE QUESTIONS BELOW, GROUP MEANS ALL THOSE PERSONS WHO REPORT 
TO THE SAME COMMITTEE CHAIRMAN.

How f r ie n d ly  and easy  to  approach a re  th e  persons in  you r group?

75. This i s  how i t  i s  now:

76. This i s  how I 'd  l ik e  i t  to  be:

When you ta lk  w ith  persons in  y ou r g roup , to  what e x te n t  do they  
pay a t t e n t io n  to  what y o u 'r e  say ing?

77. This i s  how i t  i s  now: M M ! ! !
78. . This i s  how I 'd  l i k e  i t  to  be :

: To w hat e x te n t  a re  persons in  y ou r group w i l l in g  to  l i s t e n  to  
y ou r problem s?

79. T his i s  how i t  i s  now:

80. T his i s  how I 'd  l ik e  i t  to  be :

How much do persons in  y ou r group encourage each o th e r  to  g ive 
t h e i r  b e s t  e f f o r t?

81. T his i s  how i t  i s  now: A 6 6  & £ '

82. This i s  how I 'd  l ik e  i t  to  be : A B C U E

To what e x te n t  do persons in  you r group m a in ta in  h igh s ta n d a rd s  o f  
perform ance?

83. T his i s  how i t  i s  now:
84. This i s  how I 'd  l i k e  i t  to  be : f l ip s® * ® :

How much say  o r  in f lu e n c e  do consumer members have on w hat goes on 
in  y o u r co uncil o r  group?

85. This i s  how i t  i s  now:

86. This i s  how I 'd  l i k e  i t  to  be:

How much say  o r  in f lu e n c e  do p ro v id e r  members have on w hat goes on 
in  y o u r co uncil o r  group?

87. This i s  how i t  i s  now: A 0  C-.B £
88. This i s  how I 'd  l i k e  i t  to  be : A S  £  8 £

In g e n e ra l ,  to  what e x te n t  do consumers do a h igh  c a l ib e r  jo b  in  
y ou r co u n cil?

89. This i s  how i t  i s  now: A & C 8 £

90. This i s  how I 'd  l ik e  i t  to  be: A P C 8 E
In g e n e ra l ,  to  what e x te n t  do p ro v id e rs  do a h igh  c a l ib e r  jo b  in  
you r co u n c il?

91. This i s  how i t  i s  now: A 8 £  & £

92. This i s  how I 'd  l ik e  i t  to  b e : A B £  0  £

How much do persons in  y ou r group em phasize a team goal?

93. T his i s  how i t  i s  now: A B £  8  f

94 . T his i s  how I 'd  l i k e  i t  to  b e : A B fc & B

Percent o f  Responses fo r  All 17 Counties
A B C D E Mean Sigma

5 7 28 36 20 3.71 0.78

2 4 9 51 30 4 .00 0 .55

4 5 30 39 17 3 .67 0 .86

2 1 14 52 26 3.91 0 .7 7

4 5 33 38 15 3.71 0 .72
2 2 18 48 26 3.86 0 .7 9

16 16 36 20 10 2 .57 1.17
1 2 18 48 27 4 .05 0.67

9 15 36 29 7 3.00 1.10
2 1 11 49 32 4 .24 0 .8 9

20 18 30 21 5 2 .57 0 .93
2 5 24 46 18 3.52 0 .93

7 9 32 32 16 3.57 0 .9 8
3 6 29 43 14 3 .48 0 .87

16 19 34 19 5 2 .62 0 .92
2 1 17 51 21 3.91 0 .77

9 12 30 36 8 3.19 1 .03
2 1 16 53 23 3.95 0 .67

16 14 33 25 9 2 .57 1 .29
2 0 14 51 29 3.91 0 .77



95.

95.

97.

98.

99. 

100. 

101. 

102.

103.

104.

105.

To w hat e x te n t  do persons 1n y ou r group exchange o p in io n s  and 
id e a s?
T his i s  how i t  i s  now: f t  8- 6 & £

T his i s  how I 'd  l i k e  i t  to  b e : A 8 C 5  6
To w hat e x te n t  does y o u r group p lan  to g e th e r  and c o o rd in a te  i t s

efforts? liMii

sAs to  a very  l i t t l e  e x te n t

8  to  a l i t t l e  e x te n t

C to  some e x te n t

Q to  a g r e a t  e x te n t

£  to  a  very  g re a t  
e x te n t

To w hat e x te n t  does y o u r group make good d e c is io n s  and so lv e  
problem s w e ll?

To what e x te n t  do persons in  y o u r group know what t h e i r  jobs 
a re  and know how to  do them w ell?

To w hat e x te n t  i s  in fo rm a tio n  abou t im p o rtan t even ts  and s i t u a ­
t io n s  sh ared  w ith in  y ou r group?

$$11611
To what e x te n t does y o u r group r e a l ly  w ant to  meet i t s  o b je c ­
t iv e s  s u c c e s s fu lly ?

lillli
To what e x te n t  i s  y o u r group a b le  to  respond to  unusual work 
demands p laced  upon i t ?

l i i s l i i i
To w hat e x te n t  do you have con fidence  and t r u s t  in  th e  consumers 
in  y ou r group?

lillli
To what e x te n t  do you have con fidence  and t r u s t  in  th e  p ro v id e rs  
in  y o u r group?

lillli
To what e x te n t  do you fe e l  a r e s p o n s ib i l i ty  to  h e lp  th e  Federa­
t io n  be s u c c e ss fu l?

liilfiis!

P ercent o f  Responses fo r  All 17
A 8 C

12 10 31

1 1 9

14 11 38

8 13 34

9 19 37

9 14 32

5 10 25

9 11 40

5 11 31

5 7 24

5 5 22

E Mean Sigma

12 3 .19  1 .17

30 4 .1 0  0 .70

9 2 .4 8  1 .03

8 3 .05  0 .9 7

5 2 .86  0 .96

10 2 .9 5  1.16

23 3 .24  0 .9 4

4 2 .86  1.01

10 3 .33  0.91

13 3 .29  1 .06

25 2 .5 7  0 .93

i—1
Cn
to

C ounties

D

32

54

25

34

28

32

32

30

36

46

42



106. On th e  b a s is  o f  y o u r ex p er ie n ce  and In fo rm a tio n , how would you 
r a t e  y o u r group on e f f e c t iv e n e s s ?  How w ell does i t  do in  f u l ­
f i l l i n g  i t s  m issio n  o r  a ch iev in g  i t s  g o a ls  in  com parison w ith  
o th e r  groups in  t h i s  o rg a n iz a tio n ?

A. The group does a r a th e r  poor jo b
B. F a ir
C. Good

D. Very good

E. The group does an e x c e l le n t  jo b

107. During th e  p a s t  y e a r  (1971) how many m eetings have you a tte n d e d  
f o r  th e  F ed e ra tio n  ( i . e . ,  county  c o u n c i l ,  a reaw id e , c o n m itte e s , 
e t c . ) ?
A. Two o r  le s s

B. Three o r  fo u r

C. F ive to  seven

D. Seven to  n in e

E. Ten o r  more

108. How long  have you been a member o f  th e  F ed era tio n ?

A. Less th an  s ix  months

B. More th an  s ix  months b u t l e s s  th an  one y e a r

C. More th an  one y e a r  b u t l e s s  th an  two y e a rs

D. More th a n  two y e a rs  b u t le s s  th an  th r e e  y e a rs

E. Three y e a rs  o r  more

109. In to  w hat age b ra c k e t do you f a l l ?

A. 25 y e a rs  o r  under

B. 26 y e a rs  to  35 y e a rs

C. 36 y e a rs  to  45 y e a rs

0 . 46 y e a rs  to  55 y e a rs

E. 56 y e a rs  o r  o ver

110. How much sc h o o lin g  have you had?

A. Grade school
B. High school

C. Some c o lle g e  o r  form al sc h o o lin g  beyond h igh  school

D. Completed c o lle g e

E. G raduate school

Percent o f  Responses fo r  All 17 Counties
A B C D E Mean

15 23 32 23 5 2 .95

25 27 22 14 11 2 -67

6 9 24 30 29 3.91

12 24 31 32 3.95

Sigma

1.02

1.32

1.00

0 .97

0 8 23 20 48 4 .1 4  1.11
CDO



111.

112.

113.

While you w ere growing up — say  u n t i l  you were e ig h te e n  —
w hat k ind o f  conm unlty d id  you l i v e  in  f o r  th e  m ost p a r t?
A. Rural a re a  o r  farm
B. Town o r  sm all c i t y
C. Suburban a re a  n e a r  la rg e  c i ty
D. Large c i ty
E. G hetto  a re a  o f  la r g e  c i ty

During th e  p a s t  y e a r  (1971) how many F e d e ra tio n  m eetings 
( I . e . ,  county c o u n c i l ,  a reaw ld e , com m ittees, e t c . )  have 
you m issed?

A. None

B. One o r  two

C. Three o r  fo u r

0. F ive to  e ig h t

E. Nine o r  more

Assuming t h a t  y o u r h e a l th  and perso n al a f f a i r s  p e rm it I t ,  f o r  
how many more o n e -y ea r term s do you ex p ec t to  be a member o f  
th e  F e d e ra tio n ?

A. One y e a r  on ly

B. Two y e a rs

C. Three o r  fo u r  y e a rs

D. F ive o r  s ix  y e a rs

E. Seven y e a rs  o r  more

Percent o f  Responses fo r  All 17 Counties

A B C D E Mean Sigma

27 49 10 13 0 2 .10  0 .70

20 51 17 7 2 2 .57  0 .87

20 30 6 18 2 .6 7  1 .39



!#s very  l i t t l e  o r  none .  . .  „ ,  u
P e rc e n t o f  Responses f o r  A ll 17 C ounties 

6 on ly  a l i t t l e  needed .8 on ly  a l i t t l e  needed 
C some improvement 

needed

A B C D E Mean Sigma

B a g re a t  deal needed

5 a very  g r e a t  deal

In g e n e ra l ,  how much Improvement Is  
between each  o f  th e  fo llow ing?

needed in  communications

114. Members w ith  t h e i r  com m ittees: A f tC  D S 7 15 43 25 10 3.29 0 .96

115. Conm ittees w ith  o th e r  com m ittees: iiiiii 6 11 39 27 14 3 .48 0 .8 7
116. Members w ith  t h e i r  county chairm an: mum 9 18 36 22 13 2 .9 5 1 .02
117. S tand ing  com m ittee members w ith  

o th e r  members: ft S C B E 5 14 45 22 10 3.19 0.75

118. S tand ing  com m ittee members w ith  
areaw ide d i r e c to r s : ft 8  C B £ 9 12 39 22 13 2.81 1 .12

119. County chairm an w ith  F ed e ra tio n  
s t a f f : f t ?  C S 5 17 22 34 14 10 2 .38 1 .16

120. Your c o u n cil w ith  lo c a l h e a l th  o r  
o th e r  o f f i c i a l s : 10 18 42 16 13 3 .10 0 .94

121. Your co uncil w ith  lo c a l coirmunity 
le a d e r s : absM 7 15 31 25 18 3 .24 1 .22

122. Your co uncil w ith  o th e r  county 
c o u n c i ls : 7 11 39 20 18 3 .05 0 .87

123. Your c o uncil w ith  s t a t e  a g en c ie s : 9 11 40 21 15 2 .86 1.01
124. Your co uncil w ith  non-member 

consumers in  th e  conm unity: A b  & Q £ 5 8 28 30 26 3.57 1.17

125. Your council w ith  non-member 
p ro v id e rs  in  th e  conm unlty: A B C  B E

|§: n o t very  e f f e c t iv e  a t  a l l

. ft a l i t t l e  e f f e c t iv e

ft' f a i r l y  e f f e c t iv e

& q u i te  e f f e c t iv e

£  very  g re a t ly  
e f f e c t lv e

5 7 33 28 21 3 .52 0 .9 8

126. How e f f e c t iv e  a re  s ta n d in g  areaw ide com m ittees in  develop ing  
and ex ecu tin g  t h e i r  program s: 18 23 39 16 1 2.71 0 .85

CD



127.

128.

129.
130.

131.
132.

133.

134.

135.

136.

■fi- n o t very  v i s i b l e ,  r a r e ly  
h e a r  from them 

8 a l i t t l e  v i s ib l e  

C f a i r l y  v i s ib le

(3 q u i te  v i s i b l e ,
a v a i la b le  whenever 
needed

6; very  v i s i b l e ,  
o f te n  on hand

C onsidering  a l l  th e  demands on s t a f f  members, how v i s ib l e  a re  
F e d e ra tio n  s t a f f  members to  you , i . e . ,  how o f te n  do they  
v i s i t  o r  c a l l  y o u r county and h e lp  w ith  i t s  p lann ing?

T his i s  how i t  i s  now: SfiSBsEsfisE

This i s  how I 'd  l ik e  i t  to  be :

m  to  a very  l i t t l e  e x te n t 

8 to  a l i t t l e  e x te n t 

C to  some e x te n t 
d  to  a g r e a t  e x te n t  

£  to  a very  g re a t  
e x te n t

To w hat e x te n t  a re  v a rio u s  ty p es  o f  consumers ( e . g . ,  m in o r ity  
g ro u p s , y o u th , aged , e t c . )  re p re s e n te d  in  y ou r co uncil and 
com m ittees?

T his i s  how i t  i s  now: j j M j l j p i g
This i s  how I 'd  l i k e  i t  to  be :
To w hat e x te n t  a re  v a rio u s  ty p es  o f  p ro v id e rs  re p re s en te d  in  
y ou r council and com m ittees?

T his i s  how i t  i s  now:

T his i s  how I 'd  l i k e  i t  to  be:

To w hat e x te n t  do you fe e l  q u a l i f ie d  to  work on community h e a l th
problems ( e . g . ,  d is e a s e  c o n t r o l ,  home h e a l th  s e r v ic e s ,  m aternal 
and c h i ld  h e a l th ,  e t c . j ?

T h.s i s  how i t  i s  now: i is S lls iis E

T his i s  how I 'd  l i k e  i t  to  be : I f M M i

To what e x te n t  do you fe e l  q u a l i f ie d  to  work on environm ental
h e a l th  problems ( e . g . ,  w a te r  and a i r  p o l lu t io n ,  sewage d is p o s a l ,
food and m ilk  s a n i t a t i o n ,  e t c . ) ?

This i s  how i t  i s  now: M G H wSS
This i s  how I 'd  l i k e  i t  to  be:

Percent o f  Responses fo r  All 17 Counties
A B C D E Mean Sigma

15 1,4 27 32 9 3 .29 1.15

2 1 20 54 20 3.86 0 .57

34 21 30 9 1 2 .57 0.81

5 7 36 36 15 3.62 0 .74

4 7 45 33 7 3 .14 0 .85
0 2 32 45 15 3.81 0 .6 8

7 14 39 26 12 3 .10 1 .18
2 5 25 41 24 3 .67 0 .80

18 21 29 24 7 2 .57 1 .33

7 10 29 34 18 3 .29 1.06 w



Percent o f  Responses fo r  All 17 Counties
To w hat e x te n t  do you f e e l  q u a l i f ie d  to  work on m ental h e a l th  and 
m ental r e ta r d a t io n  problem s?

A B C 0 E Mean Stgroa

137. T his 1s how i t  i s  now: t . B  £ 20 22 30 15 9 2 .24 1 ,26

138. T his 1s how I 'd  l i k e  i t  to  be : 9 11 31 25 21 2 .95 1 .2 0

To w hat e x te n t  do you fe e ’ q u a l i f i e d  to  work on any o f  th e se  
problem  a re a s :  Manpower, F a c i l i t i e s ,  o r  F inancing  Comprehen­
s iv e  H ealth  P lann ing?

139. This i s  how i t  i s  now: A & t  D £ 12 21 37 18 8 2 .76 1 .38

140. T his i s  how I 'd  l ik e  i t  to  b e : A -$  C A  £ 7 9 31 31 19 3 .38 1 .2 8

141. Not co u n tin g  g e n era l com m ittee o r  co uncil o b je c t iv e s ,  do you 
p e rs o n a lly  s e t  some o b ta in a b le  o b je c t iv e s  f o r  y o u rs e lf?

S 8 C & £
Has y o u r com m ittee s e t  s p e c i f i c ,  o b ta in a b le  o b je c t iv e s  f o r  
i t s e l f  t h i s  y e a r?

9 12 37 30 9 3 .4 3 1.21

142. This i s  how 1 t  i s  now: A 8  t̂ S  £ 18 14 34 23 5 2 .43 1 .03

143. This 1s how I 'd  l i k e  i t  to  be : C & £

Has y o u r county  co uncil s e t  s p e c i f i c ,  o b ta in a b le  o b je c tiv e s  
f o r  I t s e l f  t h i s  y ea r?

4 3 18 53 17 3 .67 0 .9 7

144. T his i s  how I t  i s  now: A 8  ti & E 17 11 38 23 5 2 .62 1 .02
145. This i s  how I 'd  l i k e  i t  to  b e : f t S .S  !> £

How much does y ou r county chairm an a s s i s t  members o r  com m ittees 
1n s e t t i n g  o b je c tiv e s ?

3 3 17 50 20 3 .62 1 .24

146. T his i s  how i t  i s  now: A $  8 , 8  E 14 15 36 23 7 2.91 1 .00

147. This i s  how I 'd  l i k e  i t  to  b e : A .£  £  $ £

How much does y o u r s t a f f  r e p re s e n ta t iv e  a s s i s t  th e  co u n cil o r  
co m m itte e s .in  s e t t i n g  o b je c tiv e s ?

2 2 24 50 15 3 .48 0 .75

148. This i s  how i t  i s  now: 11 14 34 24 11 3 .00 1 .05

149. This i s  how I 'd  l i k e  1 t  to  be :

To what e x te n t  a re  th e  fo llo w in g  s ta tem e n ts  tru e ?

1 2 28 43 20 3 .52 0 .75

150. The o rg a n iz a tio n  would p r o f i t  most by havinq  s t ro n g ,  cap ab le  
le a d e r s h ip  a t  th e  to p ,  so t h a t  a l l  members would know p re c is e ly  
w hat to  do, and what i s  expec ted  o f  them. 8 3 29 26 30 2.95 1.36

151. The o rg a n iz a tio n  would p r o f i t  m ost by develop ing  member capa­
b i l i t i e s  to  th e  p o in t  where a l l  s h a re  e q u a l ly  in  decision -m ak ing  
and p la n n in g . 6 9 24 34 23 3.38 1 .1 6 164



152.

153.

154.

155.

156.
157.

158.

159.

160.

How a c t iv e  a ro le  do in form al groups o r  c l iq u e s  p lay  in  d e te r ­
m ining c o uncil p o l ic ie s  and a c t io n s?
A. Not a t  a l l  a c t iv e
B. Only a l i t t l e  active
C. Somewhat a c t iv e  
0 . Very a c t iv e

E. Extrem ely a c t iv e
d o e s n 't  f i t  a t  a l l  

B f i t s  r a th e r  o o o rly  

C f i t s  somewhat 

(5 F its  w ell 

ff f i t s  very  w ell

How w ell would you say  th e  fo llo w in g  comments f i t  y o u r county 
chairm an?

He i s  qu ick  to  h e lp  o u t when th in g s  go wrong:

A $ C » £
He c o o rd in a te s  v a rio u s  a c t i v i t i e s  w e ll:

liiiii
He i s  an e f f i c i e n t  a d m in is tra to r :

wmmm
He knows what he i s  do ing :
He has a p le a s a n t ,  f r ie n d ly  d is p o s i t io n :

m m m
He a p p lie s  c o n s id e ra b le  p re s s u re  and m ain ta in s  f irm  c o n tro l o f 
th e  o rg a n iz a tio n :

msmm
He en joys th e  re c o g n itio n  he g e ts  in  co u n cil a c t i v i t i e s :

wmmm
He 1s qu ick  to  rec o g n ize  a b i l i t y  and d e le g a te s  a u th o r i ty  w e ll:

i W S I I

Thank you -  This com pletes th e  gen era l su rvey  q u e s tio n n a ir e .  
P le a se  review  y our answ ers on th e  answer s h e e t  to  make su re  
t h a t  you h a v e n 't  sk ipped  any q u e s tio n s  and t h a t  on ly  one 
resp o n se  p e r  q u e s tio n  has been made.

P ercent o f  Responses fo r  All 17 Counties
A B C D E Mean Sigma

24 26 23 13 8 2 .6 7  1 .2 8

2 6 26 33 26 3 .86  0 .85

4 8 24 39 20 3 .76  0 .83

5 7 19 35 29 4 .3 3  0 .86

5 5 22 36 28 4 .1 4  0 .96
3 1 16 32 42 3 .86  1 .06

7 17 32 30 9 3 .29  1.01

9 16 31 22 16 3 .2 9  1.01

4 10 29 28 23 3 .86  0 .96

CT>
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APPENDIX B

Profile of Organizational Characteristics -  Form S (modified for use in 

this study by permission) .
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F ORM S ( M o d . )

PROFILE OF ORGANIZATIONAL CHARACTERISTICS*

T h i s  q u e s t i o n n a i r e  was d e v e l o p e d  f o r  d e s c r i b i n g  t h e  
management  system or  s t y l e  used in  an o r g a n i z a t i o n .  I n  t h e  
p r e s e n t  s t u dy  i t  i s  be i ng  used t o  s u pp l ement  The M i d - O h i o  
H e a l t h  P l a n n i n g  F e d e r a t i o n  Survey  Q u e s t i o n n a i r e  and i s  
be i ng  a d m i n i s t e r e d  to  a l l  c o un t y  c o u n c i l  o f f i c e r s  e x c e p t  
t h e  c h a i r me n .

In  c o m p l e t i n g  t he  q u e s t i o n n a i r e ,  i t  i s  i m p o r t a n t  t h a t  
each i n d i v i d u a l  answer  each q u e s t i o n  as t h o u g h t f u l l y  and 
f r a n k l y  as p o s s i b l e ,  T h i s  is not  a t e s t ;  t h e r e  a r e  no 
r i g h t  or  wrong a n swer s .  The i m p o r t a n t  t h i n g  i s  t h a t  you 
answer  each q u e s t i o n  t h e  way you see t h i n g s  o r  t h e  way you 
f e e l  a bout  them.  T h e r e  i s  no s e p a r a t e  answer  s h e e t .  Mark  
y o u r  responses on. the  form i t s e l f .  .

INSTRUCTIONS

1.  On t he  l i n e  be l ow each o r g a n i z a t i o n a l  v a r i a b l e  
( i t e m ) ,  p l e a s e  p l ac e  an N a t  t h e  p o i n t  w h i c h ,  i n  
your  e x p e r i e n c e ,  descr i bes -  y o u r  o r g a n i z a t i o n  a t  
t h e  p r e s e n t  t i m e  {N =  now) .  T r e a t  each i t e m as a 
c o n t i n u o u s  v a r i a b l e  f rom t h e  e x t r e m e  a t  one end to  
t h a t  a t  t he  o t h e r .

2 .  I n  a d d i t i o n ,  i f  you have been in y o u r  o r g a n i z a t i o n  
one o r  more y e a r s ,  p l e a s e  a l s o  p l a c e  a P on each 
l i n e  a t  the  p o i n t  w h i c h ,  i n  your  e x p e r i e n c e ,  
d e s c r i b e s  y o u r  o r g a n i z a t i o n  as i t  was one t o  two 
y e a r s  ago (P = p r e v i o u s l y ) .

3 .  I f  you were n ot  in y o u r  o r g a n i z a t i o n  one or  more
y e a r s  ago,  p l e a s e  check he r e  _____  and answer  as o f
t he  p r e s e n t  t i m e ,  i . e . ,  answer  o n l y  w i t h  an N.

T h i s  q u e s t i o n n a i r e  was a dapt ed  f rom m a t e r i a l  p r e s e n t e d  in  
Appendi x  I I  i n  The Human O r g a n i z a t i o n :  I t s  Management  And 
Va l ue  by Rensi s  L i k e r t .  I t  i s  c o p y r i g h t e d  ( c ) ,  1967 by 
M c G r a w - H i l l ,  I n c .  and d i s t r i b u t e d  by:  The F o u n d a t i o n  For  
Research on Human B e h a v i o r ,  P . O.  Box 1 2 4 8 ,  Ann A r b o r ,  
M i c h i g a n ,  4 8 1 0 6 .  P e r m i s s i o n  • t o  use i s  g r a t e f u l l y  a c k n o w l ­
edged.
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APPENDIX C

Scaled Expectancy Scales Developed for The Mid-Ohio Health Planning 

Federation and a Table of In te r-sca le  Correlations.

The summated to ta l across  a ll  five sca les  was used as  one of the four 

criterion m easures .

169



170

RELIABILITY -  dependable . cons is ten t,  conscientious, accu ra te ,  thor­
ough, effic ient, and marked by good record keeping

High Performance -  Can nearly always be relied on to carry out responsi­
b il i t ie s  and assignments and maintain high standards without being told .

9 This council could be expected to send representatives to areawide 
meetings who would regularly and correctly report back to their coun­
c i l  on the  information conveyed to them, and who would insure that 
th is  information is d iscussed  and understood.

8 This council could be expected to be consis ten tly  among the first to 
meet its  financial obligation to the Federation.

7 Council members could be expected to attend meetings in sufficient 
numbers so that proper representation is maintained. You can always 
rely on having a quorum.

Medium Performance -  Can often be relied on to carry out routine respon­
sib ili t ies  and maintain sa tis factory  performance without being told .

6 This council is not expected to plague the staff with endless  tr iv ia .  
It can be relied on to handle routine matters effectively.

5 Members of this council could be expected to be in terested , yet to 
get involved in other ac tiv it ie s  and not always come to m eetings. 
This could be expected to result in lopsided and unreliable repre­
sentation at some meetings . •

4 The word doesn 't  always get out in this council. One meeting had to 
be rescheduled because notices were not sen t.  Members often com­
plain of a lack of dependable communication, even though a planned 
procedure has been organized.

Low Performance -  Can seldom be relied on to exhibit adequate routine 
performance without c lose  supervision.

3 If asked to send an updated membership roster, this council could be 
expected to include names of potential members from a general mail­
ing l i s t .  Some of these  "members" could be expected to never have 
heard of the Federation .

2 Committee chairmen could not be expected to keep the ball rolling. 
They could be expected to do very little  for months and then request 
considerable staff a s s is ta n c e  a few days before a meeting.

1 (No exam ple developed for th is  level)
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MOTIVATION AND WILLINGNESS -  in te re s te d . concerned, en thusias tic ,  
willing to work, willing to accep t assignm ents and face respons ib il i t ies ,  
se lf -s ta r t ing , takes initiative

High Performance -  A very en thusias tic  and spirited group, eager to 
grow and assume re sp o n s ib il i t ie s . Trys hard to develop meaningful 
projects on its own.

9 If asked to do the leg-work and follow-up on a health services d i­
rectory questionnaire , this  council could be expected to compile and 
submit a virtual final draft of the directory in just two m onths.

8 This council could be expected to participate in many local and state 
meetings . In addition to their own professional a s so c ia t io n 's  meet­
ings, several members could be expected to attend national meetings 
on health planning. You could expect real interest in making this 
council one~of the most effective in the Federation.

7 This council could be expected to have good attendance a t county 
health planning and at Federation Board of Trustee meetings . The 
members could be expected to be genuinely concerned about CHP 
problems and to want to do their b e s t .

Medium Performance -  Rises to the occasion when a c r is is  occurs . 
O therwise, accep ts  responsibilities  and makes some effort to further 
CHP without total reliance on the Federation staff.

6 (No example developed for th is  level)

5 (No example developed for this  level)

4 Most members could not be expected to bring the agenda, minutes, 
and other material which has been mailed prior to their m eetings .
They could not be expected to be interested enough to make the effort.

Low Performance -  Not likely to take the in i t ia t iv e . Expects the Fed­
eration staff to do most of the work. Many members seem disin terested  
and unwilling to work or even attend m eetings .

3 The meetings in th is  county could be expected to d ra g . Members 
could be expected to yawn and d iscuss  personal topics with their 
neighbors rather than CHP .

2 This council could be expected to be d issa tis f ied  with the Feder­
ation s ta ff .  They could be expected to get more attention than most
county councils; yet complain more and accomplish little  or nothing 
constructive on their own.

1 (No exam ple developed for th is  level)
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KN OWLED GE ABI LIT Y -  knows community and CHP process , has d iagnos­
tic  and se lf-appra isa l ab ili ty , able to conduct surveys and research 
information

High Performance -  Demonstrates ab ility  to survey its  own situation, 
ass ig n  meaningful priorities, and achieve its objectives with minimal 
outside help. Able to research problems. Able to relate community 
needs to the CHP process and structure.

9 Council leaders could be expected to understand comprehensive 
health planning, and to have prepared a series of slides to inform 
the members and public on such problems as  housing conditions 
and nuisance abatem ent.

8 This council could be expected to keep abreast of local developments 
in community health se rv ices ,  manpower, health  f a c i l i t ie s , envi­
ronmental health , and related functions. The review and comment 
procedure on special projects is handled with a great deal of ex­
pressed understanding.

7 Several members of this  council could be expected to bring and 
share supportive material about other local planning and program 
activ ities  . They try to keep them selves and others well informed 
about what is  going on .

Medium Performance -  Identifies community health problems, and has 
a working knowledge of local government and community resources, 
needs help in relating to less  obvious CHP problems and i s s u e s .

6 (No example developed for this  level)

5 This council could be expected to spend considerable time develop­
ing and submitting a proposal to build a practical nurses training 
facility  in the county, without first determining that there are enough 
interested applicants  to warrant i t .

4 This council could not be expected to  have anyone with adequate 
knowledge to write responses to questions from the Self-Study Guide. 
They simply don 't know how to conduct such surveys.

Low Performance -  Lacks working knowledge of community problems, 
resources, and comprehensive health planning. Unable to conduct 
simple surveys without considerable staff a s s is ta n c e .

3 Members of th is  council could be, expected to .report that .they know 
too little about the workings of the local government, about its re ­
sources and their a llocation , to be able to plan effectively .

2 This council could be expected to have a narrow v iew point. For ex­
ample, it would not see housing conditions a s  having any relation­
ship to CHP. Members want to talk only about hospital fac ilit ies  .

1 (No exam ple developed  for th is  level)
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ORGANIZATIONAL ABILITY -  acquires and maintains good community re­
la t ions ,  magnetic ab ility  (to draw in community and health lead ers) , 
structures work and work force effectively .

High Performance -  Deliberate planning and systematic progression to ­
ward goals are very evident. The community knows of the Federation 
and supports i t .  Work is  structured to make effective use of members 
and local re so u rces .

9 Could be expected to appoint a l l  required committees and to refer 
problems and projects to  the proper committee which would then 
meet, d iscuss  them and make written recommendations to the council 
Board of Directors . This orderly and systematic process could be 
expected to minimize confusion.

8 This council could be expected to succeed in attracting and holding 
the interest of influential members of the community in i ts  a f fa i r s . 
Several could be expected to be active council members.

7 In this  council charges to subcommittees could be expected to be 
clearly  delineated and subcommittee reports given prompt and 
serio.us consideration.

Medium Performance -  Some structure e x is ts .  The usual committees
have been formed and records are kept. O ccasional news re leases
give some publicity to the Federation.

6 The chairman of this council could be expected to conduct effective 
sess ions  by demanding that organized agendas be prepared in ad ­
vance of the m eetings .

5 The meeting room in this council could be expected to be comfort­
ab le  and well ven tila ted , having a large conference table around 
which all members can s i t .

4 This council could not be expected to carefully consider the qual­
ifications of members of task  forces and committees. As a conse­
quence, appointed chairmen are more likely to be  good fellows than 
to have much credibility  or organizational ab il i ty .

Low Performance -  Little system atic functioning is evident. Members 
ac t individually without much d irec tion . Few in the community know 
what the Federation i s .

3 Could not expect th is  council to have a Board of Directors or ap­
pointed com m ittees. All the work could be expected to be done by 
the chairman and /or the Executive Committee.

2 The chairman of th is  council could not be expected to be interested 
in prepared ag en d as .  Consequently, things could be expected to 
drift into socia l get-togethers .

1 (No exam ple developed  for th is  level)
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OPEN AND DEMOCRATIC -  receptive to ideas and to o thers, res i l ien t ,  
cooperates with staff and other groups, not afraid of controversy, sk ill­
ful in human re la tions , e lic its  member participation, sensitive ,  co­
hesive

High Performance -  Broad in terests  are represented and a ll  members are 
encouraged to express their views . The work and responsibility  are 
widely shared .

9 Despite  objections from several members, th is  council could be ex­
pected to invite a number of controversial local figures to join the 
Federation, because most members would agree that divergent views 
in the community should be h eard .

8 Committees within th is  council could be expected to be encouraged 
to find guest speakers . They recently heard a speaker and saw a 
film on operant conditioning practices in the mental health f ie ld .

7 If notified tha t Federation councils generally lack broad-based con­
sumer representation, this council could be expected to determine 
tha t  it needed more youths and to recruit some from local high 
schools . And then to warmly accept those recruited .

Medium Performance -  Broad-based membership is neither blocked nor 
vigorously sought. Work and responsib ility  are shared by a minority 
uf ac tive  members . Others are only marginally involved .

6 Members could be expected not to s it  down before meetings s ta r t ,  
but to reflect a great deal of cordiality as each member arrives and 
to make a ll members feel welcome and part of the group.

5 (No example developed for th is  level)

4 This council 's  members could be expected to come to meetings with 
their  minds made up on specific  issu es  and to not give an inch .

Low Performance -  Narrow in terests  are represented . A few members 
dominate and suppress independent v iew points. The climate is th rea t­
ening and coercive. Cooperation is minimal.

3 If VD increased a t an alarming rate among the youths in this county, 
the council could be expected to refuse to support any form of sex 
education in the high schools . They do not care to get involved in 
such controversial i s s u e s .

2 One could expect th is  council to handle new ideas either by ignor­
ing them or by registering a l l  of the reasons why they won’t work.

1 Members of this council could always be expected to gather in 
c l iques ,  always s it  together, and seldom talk  to other members .



TABLE 11

INTER-SCALE CORRELATIONS OF SCALED EXPECTANCY SCALES

Reliability Motivation and 
W illinqness

Organizational
Ability

Knowledgeability Open and 
Democratic

Reliability 1.000 .899 .833 .733 .740

Motivation and 
W illingness 1.000 .869 .667 .821

Organizational
Ability 1.000 .716 .765

Knowledgeability 1.000 .665

Open and 
Democratic 1.000
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APPENDIX D 

The Job Description Index (JDI)

From: Smith, Patricia C . ,  Kendall, L. M . ,  and Hulin, C .  L.

The Measurement of Satisfaction in Work and Retirement. 

Chicago: Rand McNally, 1969, p . 83, by permission.
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TOB DESCRIPTION INDEX (TDI)

Put Y beside  an item if the item describes the particular aspec t of your 
job (work, pay, e t c . ) , N if the item does not describe the a sp ec t ,  or 

if you cannot decide .

WORK PAY
_Y Fascinating
N Routine

_Y Satisfying
N Boring
Y Good
Y Creative
Y Respected 
N Hot
Y Pleasant
Y Useful
N Tiresome
Y Healthful
Y Challenging 
N On your feet 
N Frustrating 
N Simple
N Endless

Gives sense  of
Y a ccomplishment

SUPERVISION
Y Asks my advice
N Hard to p lease 

Impolite
Praises good work 
Tactful 
Influential •
U p-to-date
D oesn 't  supervise enough

N

N
N Quick tempered 
Y Tells me where I stand
N Annoying 
N Stubborn

_Y Knows job well
N Bad

.Intelligent

.Leaves me on my own
 Lazy
_Y Around when needed
N

Income adequate for
_Y normal expenses
_Y Satisfactory profit sharing
N Barely live on income 
N Bad

_Y Income provides luxuries
N Insecure 
N Less than I deserve

N

N

N

N
N

N
N

N
N
N

N

_Highly paid 
.Underpaid

PROMOTIONS
Good opportunity for 

_advancement
..Opportunity somewhat limited 
.Promotion on ab ili ty  
..Dead-end job 
_Good chance for promotion 
..Unfair promotion policy 
.Infrequent promotions 
.Regular promotions 
_Fairly good chance for promotion

CO-WORKERS
Y Stimulating
N Boring 
N Slow 
Y Ambitious
N Stupid
Y Responsible 

_Y Fast
Y ..Intelligent

.Easy to make enemies 

.Talk too much 

.Smart 

.Lazy

.Unpleasant 

.No privacy 

.Active

.Narrow interests
.Loyal

• N Hard to meet



APPENDIX E

Correlations Among 84 Residual Variables and 4 Criterion Measures
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TABLE 12

CORRELATIONS AMONG 84 RESIDUAL VARIABLES 
AND 4 CRITERION MEASURES

Criteria

Variable Description MR QR A SER

3. Average person aware .201 .025 -.033 .096
4 . Effort to prevent folding .155 -.010 .033 .124
5. Understands review and comment .155 -.063 .098 .081
7 . Understands role .130 -.035 .018 .092
8. Knows CHP .069 -.016 .014 -.001

10. Federation has clear goals .191 -.021 .072 .124
12. Adequate information .240 .035 .120 .188
13. Superiors receptive .151 .012 .098 .087
15. . Feeling of loyalty .257 .105 .090 .227
21. Pressure subjected to .106 .112 .013 .027
22 . Source of pressure -.120 -.090 .111 -.123
26.* Members indoctrinated .094 -.029 .169 .083
27 . Doing high caliber job .185 .131 .132 .065
28. Time spent on Federation .228 .074 .090 .175
29. Your influence in council .212 .067 -.026 .158
30. Chairman's influence .106 .071 -.071 .106
31. Board's influence .245 -.017 .053 .191
32 . Membership's influence .236 -.028 .041 .167
34. How objectives are set .234 .014 .120 .175
35. Decisions made a t proper level .216 -.022 .071 .190
36. Persons affected asked .190 .062 -.009 .173
43.* Chairman friendly .077 -.015 .033 .102
44. Chairman pays attention .240 .019 -.006 .180
45.* Chairman pays attention .054 -.047 .032 .060
47 .* Chairman lis tens .016 .038 .016 .043
49.* Chairman encourages bes t  effort .024 -.001 .030 .028
51.* Chairman has high standards .091 .083 .022 .090
53.* Chairman se ts  example .128 .049 .007 .084
55.* Chairman shows how to improve -.030 .081 -.035 .020
57 .* Chairman encourages views .023 .110 -.001 .064
59.* Chairman offers new ideas .080 .130 -.065 .068 .
61 .* Chairman encourages teamwork .051 .078 .042 .073
63.* Chairman encourages idea exchange .063 .102 .033 .095
64. Chairman trus ts  you .225 .033 -.078 .182
67 .* Committee holds meetings -.052 -.054 .016 -.032
68. Chairman needs to know feelings -.161 .039 .149 -.034
74. Chairman needs le ss  favoritism -.228 -.067 .052 -.126
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TABLE 12 — C ontinued

Criteria

Variable Description MR QR A SER

7 5 . Group friendly .199 .060 .043 .112
76 .* Group friendly .092 .091 .076 .07 3
77 . Members pay attention .194 .097 .072 .086
78.* Members pay attention .153 .103 .067 .033
79. Members listen .208 .083 .052 .088
80.* Members listen .132 .164 .044 .049
82.* Members encourage effort .063 .104 .073 .020
84.* Members maintain standards .117 .101 .079 .058
85 . Consumer influence .251 .100 -.028 .111
86.* Consumer influence .053 .101 -.033 .036
87 . Provider influence .229 .081 .088 .081
88.* Provider influence .159 .068 .028 .072
89. High caliber consumers .250 .073 .039 .172
90.* High caliber consumers .046 .099 .023 -.000
92.* High caliber providers .043 .085 .021 .033
94.* Group team goal .053 .061 .045 .018
96.* Group exchanges ideas .103 .076 .027 .044

103. Confidence in consumers .231 .140 -.026 .119
105. Responsibility to help Federation .121 .090 .143 .129
108. Length of membership -.098 -.072 -.023 -.151
109. Age .034 .007 -.011 .036
123. Communication needs: counc il /

state -.266 -.029 -.067 -.182
124. Communication needs: co u n c il /

non-member consumers -.190 .001 -.003 -.106
125. Communication needs: counc il /

non-member providers -.212 -.063 -.020 -.106
128.* Staff v isib ility .051 .059 .041 .067
129. Consumers represented .156 -.028 .080 .116
130.* Consumers represented -.052 -.048 .024 .015
131. Providers represented .045 .039 .040 .038
132 .* Providers represented -.071 .014 .024 -.040
133. Qualified on community health -.152 -.027 -.008 -.163
134.* Qualified on community health -.126 -.009 .047 -.085
135. Qualified on environmental health -.021 -.003 -.084 -.045
136.* Qualified on environmental health .026 .005 -.027 .033
137 . Qualified on mental health .038 .011 .024 .031
138.* Qualified on mental health -.015 -.029 .080 -.014
139. Qualified in other areas -.018 -.020 .013 -.067
140.* Qualified in other areas -.047 -.043 .089 -.089



181

TABLE 12 — Continued

Criteria

Variable Description MR QR A SER

141. Personal objectives .078 .082 .118 .000
143.* Committee objectives .119 .038 .084 .038
145 .* Council objectives -.022 .037 .025 -.044
147,* Chairman a s s i s ts  setting  objectives .075 -.017 -.034 .029
148. Staff a s s i s t s  setting objectives .252 .043 .102 .196
149.* Staff a s s i s t s  setting objectives .024 .053 .085 .007
150. Strong leadership needed -.136 -.067 .022 -.050
151. Shared decision making needed .049 .092 .092 .069
157. Chairman friendly .132 .083 -.066 .111
159. Chairman enjoys recognition .144 ,040 .009 .091

* The 35 marked items are the second questions in pairs of responses 
to the same stem. The first part asked: How is it now? The 
second asked: How would you like it to be?
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