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ABSTRAGT

This study hed as its objective thz identification and
hierarchical rnhking of the operative goals of a large, esiab-
lighed firm subject to relatively close government regulstion,
cnd recognized as possessing strong commiitments to both the
profit and publiec service motives., _

Goels were identified through interviews with managers
at all organizetional levels, review of company documcntation
(including completed appraisal reports), anrd observation of
normal operations. ' _

Once identified, the goals were incorporated inte a
questionnaire which included Professor George W. England's
Personal Values Questionnaire. Each respondent was classified
into one of four possible orientations on the basis of his/her
responses to the personal valuves section, and this information
was used to deteriiine behavioral relevance scores for the
goals., The organization studied was New York Telephone.

Manegers vere, for the most part, randomly selected
from the New York City, suburban, and rurzl areas, and ranged
in organizational level from foreaman to vice president. Of
the 611 questionnaires distributed, 360 were returned with
useable data. The study was hampered throughout by a strike
of the Communications Vorkers of America egainst the company.
The'dispute between Plent Department ¢raftsmen and New York
Telephone was the longest in the history.of Anerican Tele-~
phone z2nd Telegrapn. .

xi

R



s

L aivs ol bl

— —
Lt oo B i SN

o K b o,

A |
B L I S

v
b

~

T W TR TN S T AT T T e e o

mmmwmmm_m oz 4

« W

«r

New York Telephone menzgers appecr to place highest
importance on goals conco?ned with the upgrading of the qual-
ity of secrvice provided by the company. .Thié result was con-
sistent with the company's first ranked official goal,

The menngers' second ranked emphesis eppeared to be
employee welfere oriented goals., This ranking was not con-
sistent with the company 's sccond renked official goal,
improving the rate of return ecarned on invested copitrl., 1In
the finel ranking, profit ori;nted goals finished a distant
third Yo service an@ employee welfare oriecnted goals.,

The primery orientetion of the organization ‘was found
to be morzl-ethicnl. This result was not consistent with
the survey conducted by Professor England of.1072 Amcrican.
managers. In his study, ¥ngland found preagaztic primary
orientations to predominate. The azuthor suspects that nroral-
ethical primar& orientations might be drawn towards utilities,
but also recognizes that significant differences exist between
Englend's sample and that of this research -- primarily in
the organizational level of the respondents and the size of
the firms for wnich they work,

Chi Square tesis (0.05 level of significance) were
conducted between parsonal and organizetional variable clas-
sifications end behavioral relevance scores essigned to value
concepts and operative goals, end 221 significant differences

were noted., The primary orientetion of the individual and

xii
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the respondent's oex were the two personal variables which
eccounted for the moot differences, and o;ganizationul level
was the orgenizational variable which accqpnféd for the most
differences among that category of variables.

The samplc included 117 female managers, and from their
reaponses one can conclude that they appcar to internalicze
botﬁ the values and the goals of the orgenjization more com-
pletely than their male count%rparts.

4 noticeable gulf appears to exiest between first level
managers (foremen) and higher level managers in their respec-
tive rankings of value conceptz and goals., Lower level man-
egers ecemed more concerned with security and meintaining the
status guo, while higher manﬁgers seeméd to place greater
importance on aggressiveness and organizational grovth.

The finding that personel variables accounted for a
much larger proportion of the significsnt differences observed
in the valuation of goals (68 out of 81 differences) appears
to support the suggestiion of England and others that the goals

of & business are strongly affected by the personal character-

Astics of its managers.
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CHAPDER I
INTRODUCTION

The recognition end consclous identification of the goels
of un organization is an exacting and tedious undertéking, but
one which can be of utmost importance to the effective func~
tioning of the organization. Reduced to sinplest terms, if
an organization does not know where it is going, it really
doesn't know the rezsons for doing the things it dees — and
any effaectiveness it enjoys is largely a fortuitous circumj
stance,

Paradoxically, it is tae relatively rare .organization
which is willing (or able) %o exercise the required objecti-
vity and'expénd the necessery effort to clearly identify and
communicate its goels. For many organizations gowls appear
to be purposefully general end vegue statements of organization
interest, whose primary function is to keep from tyiﬁg the
hands of the'leadership. As a tactic, this procedure is not
without nmerit. Eowever, if this tactic inhibits the leszder-
ship in the recognition of orgenization goals and tThe communi-~
cation of the goals throughout the organization, it might carry
an extremely dear price t25; with the price measured in tems
of organization ineffectiveness and the alienation — or even
hostility -~ of organization members.

In today's events we can witness a multitude of‘organiza-
tiong -- politicel, religious, social, governmental, and busi-

ness - in the midst of identity crises of one form or other,
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The Catholic Church has its married priests, its increasingly
vocal and criticel laity; the U.S. srmy nas its contingent

of deserters in Sweden, incidents wherein entire platoons or
companies refuse to enter combat, and 218 documented cascs of
"fragging" in 1969 alone; image consultents are doing a land
office business.ag many firms ettempt to discover who they are
and where they are going; and of course one nmight validly ask
whatever happened to the New Left political movement. In all
of these cases, as well as in countless others, one mlghi reanon=
ably speculate on the possibility of ill-defined, po{}y com-
muniqated, or out-noded organization goals being one of the
root causes of ineffectiveness or rmeaber hostility.

Systems theory enables us to look upon the organization
as an open system, composed of different subsystems, all of
which are continuously interacting with themselves and the
environment., Since the inputs from the environment — political,
social, legal, economic, and techrological — are constanily
changing, this view of the organization is & dynamic one. But
how do organization goals react to such change? If sufrli-
ciently vague, such favored stand~bys &s "to make 2 reasonable
rate of return" will always apply. However, are plgtitudes of
tnis nature really what we are interested in when we want to
consider the goels of an orgenization? Normally we would be

interested in more definitive sims, recogrnition of which is

evidenced throughout the organization.

e & .
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Vihen we scarch for pervssivencss of goal recognition,
we cctuzlly make the transition, in the terminologj of tlre
3ociologists, from official to operative orgenization goals.
Where as official goals are intended primerily for extcrnal
consunption (or sometimes as compromises when various offi~
cials cannot agree), operative goals are those which vrovide
the basas for policy foraulation, daily operating decisions,
design and emphasis of the orgenization's control systens,
etc.

Operative goals are intercsiing on several points = -

not the least of which zre that they exist even when there

is no conscious process of orgenizational goal setting. \Vhere

official goals do exist, operative gosls may be supportive o,

uwnaffected by, or diametrically opposed to the official goals,
Clearly, oxr;erative goels do not just fall from the blue;

they are the net result of the interactions of numerous in--

<t

ternal and external pressures., However, one constant does exis
in the scheme and that constent is people. Orgenizations are
conpnsed of people and peonle often have the annoying char-
acteristic of emphasizing what is important to them — some-
times at the expense of the organization and its goels. The
larger the organization, the more people there are o influence
goals, and the more complex the task of discerning to which
drummer it is that the organization marches, N

0fficial goals are also influenced by individuals, but

for the most part the setting of officiel goals is restiricted
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to the upper realms of management — members of executive com-
mittees, chief operating officers, exccutive vice-presidents,
and so forth, Official goals will, in the main, te determined
by how these ofificers assess the strengths and weaknosses of
the organization ané how.they perceive the environzment — i.e,,
wnat opportunities exist, what problems seem potentially
critical, etc.

Any meaningful anelysis of organization goals, therefore,
éhould reflect the relationship between the members and the
goals of the organization., One épproach which seems to hold
particular promise makes uce of ghe personal value systems of
managers within an orgenization. It is this approsch that hes
been adopted for the research reported herein.

At this point it would be well Yo restate that z large
debt is owed the New York Telephone Company. If it had not
veen for the openness ané cooperation of its management person-
nel, this research could not have taken the direction that it
did, Throughout the study not a gquestion weni unanswered, nor

was 2 single door closed to the researcher.

1. PURPOSE

a. General:
To add to tae body of mowledge about organization goals

Ly providing empirical evidence concerning the relationships
of organization gosls with the personal value systeas of man-
agers in a large, established firm subject to relatively close

governnent regulation, oid recognized as possessing strong

coraitments to both the profit and public .ervice wmotives.




R T e

by

¥
&
il

©. Specific:
(1) on an oryenization~wide basiss:

(a) To establish & hicrarchy of operative goalas of
the firm by using a valuation gystem based on the personal
value systexs of thne firm's managers.

(b) To exexmine the compatibility of offieial and
operative gozls of the firm,

(e) By classifying the managers' valuation of
overative goals according to personal and orgonizational
variables, identif& significant differences and attempt to
determine the possible impact oi the differences upon the
firm.

(d4) By clessifying the menagers' responses to per-
sonal value concepts according to personal and organizational
variables, identify significant differences and attempt to
deternine the potentisl impact of the differences upon the
organization.

(e) To compare the findings wizth previous research,
end attenpt to anelyse any aifferences which might be found.

[Note: a search of the literature nas failed to
uncover any in-depth analyses of the gozls of a
single firm. 41l cf the previous research found
utlllvea the approach of surveying menagers from
muny different organizations. Also, in the past
the nmajor eaphasis has been on managers in the

top two or three levels of the hlerarcny, very

little ttentlon has been devoted to the lower -
levels of nmanagenent.)
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(2) On & selcctive basis:

To determine whai dirferences, if any, oxist between
coaparable orgenization sub-units in the valuation of operative
goals ond personal value systens concevts by their respective
managers. The sub-units, - .ien by mensgement and the re-
searcher, will inelude effective and marginslly effective
clemenits., Organization effectiveness for this purpose will
be determined by degree of success in meeting standerds estob-
lished by the formel control system of the firm, An analysis
similar %o that performed on the enitire organization will then
be conducted om the sub-units, and an a2ttempt made to determine
in terms of operative goals and personal value systems, the

reesons underlying the differences in performance.

2., RATIONALE
&, On Qrganization Goals.

As mentioned previously, orgenization' goals may be divided
into two broad classifications: official:goals . and operative
goals. (See Figure 1 on Tfollowing page.)

The sub-categories of operative goals are basically de-
rived from the work of Herbert Simon [1964], in which he
anialyzes the subject of orgenization gosls from the viewpoint
of decision~making, The functions of these sub-categories
will be discussed at further lengih in the section on the
Theoret&cal m°d§;dand also in the next chapter. Esséntially,
howeveg,'the supfcgtegor;es can best be ggpreciated by recog~—

nizing that the more imporiant operative goals will cause
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FIGURE 1
ORGANIZATION
GOALS
\
OFFICIAL OPERATIVE
GOALS GOAL3

Purposes of the orgn
-~ can be determined
from charter, annual
reports, pamphleis,
public statenents of
officers, evec, -~ de-
signed 1o be general
and vagpue.

~~ descending ord

generates
elternatives

tests ~lternetives
order of priority

The ectuzl "ends
sousht by the orgn

-~ can he determnined
from daily activitics
end decisions =~ rep-
resent the primary
orientation of the
orgn gnd tell vhat

it is trying to do.
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CLASSIFICATION OF ORGANIZATION GOALS
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alternatives (courses of actlon) to be generated, wnile those
of lesser importance Hlll be uscd as criteria againet which
the slternatives will be checked. '

In considering thxs dual classification of organization
goals we should recognize that the two are not mutually ox='
clusive. An official goal can also be an operut ve goal,
although the latter would normally bYe much more speclf;c than
the former. What we would normelly ekpect to find, would be
virtually all of the official gokls reflectedn;n some manner
anong the operative goals. ﬂs intercstigg as the hatohing of
official with operative gozls may be, of even greater 1mnort
is the emphasis given the various goals: the relative'ranking
of the official goals by upper menagement, and the impértaﬁqe

placed on the various operative goals by manageﬁent at all
' !

I 1

levels in the orgenization, = !

Returning to the concept of the organization as an Opeﬁ
system, it can be recognized that in a dynanie envxronmenullt
will be the operative goals that will be the first to respond
to the demends of the enviromuent. Official goals will éither
be so general that no respoﬁse will be required, ox else bacéuée
of their institvutional~like nature and the formal deliberations
which must precede their.revis 1on they will hopelessly lag the
operative goals. Operative goals, uderefo ‘e, . are of prime in-
terest to the individual intent on *eéearchlng organlzatlon

goals for as Perrow [l961] observgd,‘fhese are -the goals shaped

by the particular problems or tasks an organization must
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| E cmphﬂﬂl"el- theso trulJ indicate whitt un orgenization is
‘rying to do. : ' -

' 1
’ b, On Pcrsonay Values,

. |Goals)do not make decisions, poople do, To attempt to
aﬁalvze an ‘orgenization's operative goals without recognizing
the 1mportance of the personal Vulues of iis decision-maXkers
would be futlle. If research on an.organization's operative

soels is to be trul* meaningful' the benavioral relevance of
& : ’

those factors influencing the manager within the organization
. | must be considered. In line with recent research, it is held
that the per%onal Qalué systexns of managers is such a factor.

[ _ : For purposes of this resezrch we shall consider a personal
valﬁe Sygtem to be "...-elatlvely permanent vercepival fraze-
work which shapes and influences the general nature of an in-
¢ividual's behavior,"[Zngland, 1367a] Stated a little differ-
ent;&, it can be looked upon as a conception — explicit or
implicip - of what en individual or an orgenization regerds
as desireable, ané can be -viewed in the light of which nmears
anf ends he/they s eleét Ifrom among the alternsiives svailable,
(Gutn & Tagiuri, 1965] In snhort, personal value systems can
he ;thougnt of 2s a mzjor coﬁponent of tne guidance system an
individual or group uses when faced with choices of alternastives. -

The s1gn1flcance o< nanagers' pe*son“l value systems %0

P -
the organlzatlon can be undersitood by reflecting for a moment

g ke n

on 'the impact “that thay have on the daily functioning of the

i organization, its members, .cusiciers, governnent regulators,

:
14
P ,
{
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and the general public. Consider thnat the personal values of
a manager directly influence:

* his perception of problems and daily events,

% his interpretation of policy and officiel organization

goalg,

* his decision-naking,

* his dealings with individuwals and gréups - both within

and external to the orgenization,

% nhis determination of what is ethical or unethical, and

* his interpretation of individual and organizatiocnal

success .and achieveument,

Personal value systems, therefore, exert significant in-
fluence in determining whether the manager accepts, ignores,
or is hostile to both the official and the operative goals of
the organization, The tera "goal conflict" is normally used
to indicaste a lack of congruence between individual goals
(2 component of personal value systems) and organization goals;
however, recent events wnich appear to have been at least par-
tially caused by this provlem meke this tern seem somewhat
pele. Certainly, if the violence and various extreme forms
of "disobedience" which we have cbserved over the past several
vears were in fact outcomes of tne disharnony of goals, per=-
haps the tizne has come to coin a new phrase: "goal hostility." "

More will be said about this subject in the Theoretical Model

section.




B

LR

RRZHNESGIN T

S SO G

S T RN LI PR

11

¢. On leasuring the Personal Vealue Systemns of Managers.
The method used in measuring the personal value systems
of manegers was &eveloped by Professor George W. Englend of
the Industrial Relations and Psychology Departiment of the

University of Nirmnescta, Englend's approach represents an

adaptation of Osgood's[1957]) methodology in that he attempts
to deteruine & manager's values through the use of a carefully
specified set o: concepts oxr topics, and a system of measure=-
ment utilizing gradated adjectives — i.e,, high imporiance,
average importance, and low importance., The concepts were
reduced 40 a final set of 66 froﬁ an initial pool of 200 after
considerable screening, experimentation, and review hy a panel
of experts.

The final set of 66 concepts — drawvn fron the literature
dealing witn organizations, individual and group behavior,
and also including generel ideological and philosophical cone
¢epts -~ are .categorized in the following five cleasses:

¥ posls of business organizations,

¥ personel goals,

% groups of people,

* ideas associated with people, and

® icdeas ebout general topies.
Figure 2 lists the specific concepts included under each

vl the above classifications,
England's basic rationale was founded on the widely-held

belief +that the meanings attached bHy an individual to a
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: ; FIGURE 2
i { COHCIEPLS USED TO LEASURE NANAGERS' VALUES
2\ Goels of Businesy Personel Goals Groups of
é', Orgonizations of Individucls People
" High Productivity Leisure Employees
ol Indus%y, Lecdersnip Dignity Custaomers
! Enployee lielfare Achievement Iy Co-workexs
51 | Organizational Stability  Autonony Craftsnen
By Profit Heximizetion lloney My Boss
Ry Organizational Lfficiency Individuality lonagers
] Social Welfare Job Satisfaction Qvmers
E Orgenizational Growth Influence Ily Subordinates
i Security Laborers
Pover My Company
Creativity Blue Coller Vorxkers
Success Governnent
Prestige Stockholders
Technical Bmployees
lie
Labor Unions
\ihite Collexr Eun-
ployees
; ..
& | Idezs bLssociated -Jdeas About
with Pcople Generz) Topics
Anmbition Authority
Ability Caution
Obedience Change
Trust Conpetition
baggressiveness Conprouise
Loyalty Conflict
Prejudice Conservatism
Conpassion Enotions
Skill Equality
Cooperation Force
Tolerence Liberalisn 2
Conforal by Property '
Honoxr Ratiocnal
Religion
Risk
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i,! < carefully specified set of concepts will provide & useful

| description Sf nis value system, which in turn will bve re-
lzted to his behavior in understandable ways, His means of
implementing this rationale took the form of a Personal

Values Questionnaire (PVQ). The PVQ employs a dual scheme

of vealuation, (See Figure 3.) For the power mode of valu-
ation the respondent indicates how important a concept is to
him by placing an "X" in <the appropriate box. He then indi-~
cates why he considered the concept to be important/unimporiant
by placing the number “1" next to the description (:leasant,

right, or successful) which best indicates the meaning to the

" - PIGURE 3
‘ QUESTIONNAIRE VALUATION SYSTEM

HRKHEFHKIRARARNARRRKERKAAANTRRARRRR MR RIHXNRRRRRNAAR KRR RRR NXRN

At

. * . Patriotism *
“‘ # o -~ *
. % Higa — s oumama Low "

] # Lmportance __ __ ___  Importance
* 2 _plezsant ¥
* s *
* 1 right “
* 3 successful *
* *

LR A T R R R R R ki bR R R R R R R R R AR AR T2 R 24 2 TR
individual, Next he wouldé indicate which description least
3 indicates the meaning to hin by placing the number "3 next to

1 it. TFinally, he would write the number "2" on the line next

T e

to the remaining Eescription. In the event none of the des-

criptions seen appropriate to the respondent, he would start

L
Ty
T T

by placing the nuzber "3" next to the descriﬁtion that least

deseribes the meaning of the concept to him. England refers

3 -
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to the "successful"™ scale as being pragmetically oriented,
the "right" scale as ethical-moral, and the "pleasant" ag’
affect or feeling, .

As a result of this design the PVQ erables the researcher
to determine not only how importent the manzger believes a
concept to be, but also why it is important, The resulis,
therefore, can be classified in a 3x3 mztrix using the power
and description modes of valuation as criteria, and analyzed
in this form. (See Figure 4,) If the mejority of managers
completing the questionnaire assigned more of the concepts to
the "high importance-successful" cell thean to any other (as
Ehgland[1967a] found in his multi-industry survey), we might
logically conclude that the primery orientztion of the organ-
ization was pragmatic.- If the majority assigned wore to the
Yhigh importance-~right" cell, we would conclude that the
primery orientation was ethical-moral.,

Whatever the primary orientetion of tae organization, it
seems quite reasonable to assume that a neaningful general
neasure of behzvioral relevance of a persornal velue or organi-
zation goal would be the percentage of mensgers who ranked a
value or goal in & manner consistent with fthelr individual
primary orieniztions -—— that is to say, ths percentage of man-
agers in am orgenization who ranked an operetive goal as being
of "high importznce” end gave a reason for that renking which
was consistent with their individual primary orientations,
would proviée & useful neasure of the importance of that goel,
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d. On the General iethodology Used,
' The initial step in.this rescarch wag to identify the
official and operative goals of the orgonization. The official
goals presented no problem, since they were easily discernible
from the pronouncements nade by officials specking in their
corporate capacities and from official documentetion of the
firm studied.

- Operative goals, however, proved to be more of a challenge.
To identify these goals the researcher spent approximately three
morths observing the functioning of the organization, conducting
inTormal interviews with nenagers at all levels, and cxamining
cozpany documentation, From these efforts a list of operative
goals was developed.

The operative goals were then put into the sane format 2s
EInglend's personal value concepts and placed in a guestionnaire
along with his 66 concepts. Also included in the questionnaire
was & third section, Personai Information, This last section
was cdesigned to reflecf ihe spesific nature of the organization
being studied, and to provide possible insights irnto subjects
of current interest to students of Organizeition Behavior.

(The entirve questionnaire is atteched as Appendix A.’

At this point = pilot test was conducted among 55 menagors

selected from the Upstete Territory. Experience from the pilot

test was then epplied to the selection of respondents and the

processing of data for the remainder of the study..
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Using the data from the personcl values gsection of the
questiornnaire, the primary orientation of each maneger was
determined, and this information used to establish the rela-
tive importance of the goals contained in the second section.
The operative Zoels were then compared with the official
goals for content and relative ranking,

A framework such as that depiected in Figure 5, was then
used to implement an "excention" approach Lo examine personal
and orgenizetional differences in relation to the valuetion of
the personal value concepis and the organization's operative
goals. Differences were then analyzed in an attempt to deter-~
mine their significance %o the orgenization — e.g., might the
differences normally be expected to ocecur because of funcitional,
structural, or personal differences and oifer no particular
problem to the organization, or do they indicate schisms which
wight cause (or be czusing) conflict between individuals end
the organization with a resulting impairment in organizatvional
effecitveness. Differences were considered to exist vhen in-
dicated by & Chi-Square analysis (0,05 level of significance).
e, On Why the Research is Limited to Only One Firm...

One obvious gquestion that might well be asked is way limit
The econonist, the manage-

this study to only one organizetion,

ment generalis%, and even the psychologist, might well prefer

to see & greater cross-~secticn of organizations teken. Perheps,
then, differences could be noted between incustries, unionized

end non~union Tirms, firms with merket power axd those without,
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. i and so forth. Certainly, the argwnents that covld be made 7

_ for a survey-type approcch are numerous and have validity.,
' One of the most coxrpelling reasons for the approech that

tha researcher has chosen is rooted in personal experience.

During his Alr Force career and in some work as a management

- e

consultant, he has had the opportunity to perform a number of

RN i3t e

. . in~depth organizational analyses. Inevitebly, there was the

17' 7 initial heng=-up on reallvy understanding goals — ecven in the

' i" cases of government egencies where reams of documents existed

dealing with the subject of goals., As a result of these and

\ other experiences he has cone 0 view organization goala es

i something of'an igeberg ~ there is much more to them than
meets the eye, It is contended that before you can truly
understand the goals of an orgaenization, you must first under-~

i stand the forces being exerted upon i%; both internally and

i externally. By stating This it is not meant to maike little

of the work of England [ 1%67], Dent [1558], nor Granaa [ 1368].

These men, and a nwiber of others, with their survey-type

approaches coverirg many Iiras and industries, have made sig-

nificant contributions wish their research, None claim uni-
versality for their findings, and all caution that variations
will exist from individuasl-to-individual as well as from

organizetion~to—-organization, Therefore, the researcher does
not consider himself to be in a different ideological-canp as

Starbuck [1968) proposes, but rether as performing complementary

ro research which hopefully will enrich rather than confound their
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findings. In short, it is expected thot this in-depth research
on one organizetion will function as both 2 form of cross—

check and an eppendix to their work,

f. On Profit and Service Motives...

Tne rcason for the rescearcher's desire to study a large,
established orgenization with sirong profit and public service
notives arec varied, but center primarily aboutl convictions

held concerning changes which will take place in our society

over the next 25 years.,

With the demise of the Industrial Socliety, which we are
now witnessing, will come the evolution of the Pbst-lndustrial
Society. It is Dbelieved that in this phase of our development
we will see increased socialization without the Federal Govern-
ment actually sssuning ownership. In recent times we can see
evidence of this trend in defense-related industries. The
biurring of the line beiween government and business in these

industries has now reached the point where it is difficult to

~distinguish just where the govermment ends and priveie enter-

prise begins. This is a trend waich is expecited 10 extend
into other indusiries; especially as privete enterprise per-
forms functions which historically were in the purview of
government., Therefore, research on en organization experiehced
at working in such an environment might provide some forward-
looking results.

Perhaps~mofe praguatically, the selection of such an

organization seems desireable because as Williamson [ 1964]

puts it, “...when the conditions of compeiition are relaxed...
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the opportunity set of the Iirm is expanded." In other words,
with such an orgenization there is a good likelihood that we
will be sble to study a wider range of orzanization goals

than if we picked a firm concentrating on survival,

The organization which serves as the object of this
research, New York Telephone Compeny, fills the bill in a
number of waya. Along with its pariners in the Bell System,
it forms a corporate entity which is highly sophisticated,
which from the days of the Hawthorne Studies has been at the
forefront of organizational innovation, and waich has learned
to survive and prosper unéer vigorous state and federal govern-
ment reguletion., liore will ve said about New'York Telephone

Company in Chaptexr III.

3., THEORETI1CAL MODEL

Before eddressing ourselves directly to the theoretical
nmodel it might be well to first consider the classification

scheme for operative goals and personal values.

&, Clessification of Operziive Goals...

Recall that the gereral indicator of the behavioral rele-
vance of the operative gozls of <the firm will be the percentage
of all manggers who valuate a goz2l as heing of "high importance"
and give 2 description (pleazsany, successful, or right) which
is consistent with their individual primery orientations, As
previcusly xzentioned, their privary orientetions will be estab-
lished by their valuation of the personal value concepts con~-

tained in Section I of the gquestionnaire,
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After the date have been ana lyzéd for all menagers con- i
pleting the questionnaire, e listing w;ll be developed |
raflecting the percentzge of joint selectlon ("hlgh 1mportance"
end primary orientation descrmptor) of cach operative goal.
For purposes of thils reseérch we will use what is besically
England's [1967b] goal clessificétion scheme. (See Figure 6
on next page.) This scheme recognizes :Simon's [1964] hyﬁo—

thesis that goals either function to generate alternatives, ,
or as something akin %o constraint sets to test alterndtives.

In the first cetegoxy are these goals to which Simon_ , . ‘ '
would refer to as "maa::;zation criterié.“ Ipcluded in this
group might be all operative.goals which received a joint
selectior. by 50% or more of the Managers queried.i These goals
would corstitute the alternative:generators'—- it is this sub- |
set of goals which managers attempt to influence in the course'
of their daily activiti es &s managers in the firm. !

The second subset of goals is labeled "=ssociat1ve status
goals" by England., Included in thls category might be the
operative goals receiving & JOlnt valuatlcn of 20-4% +« The
goals in this grouping woulu-normally not be sought as ends
in themselves, but wou.c function as primary testlns criteria,

The goals in the t“lrd catebory are called "intended
goals." These are vocclized goal; whxch, while held-up as . 1

something wortin striving for, have less influence on menas-

gerial behavior than the p:cvious classes, Goals in this sub~
set might receive a joint valuation 6fl10~l9%4 Pypically,




*

FIGURE 6

i
GOAL CLASSIFICATION MATRIx*

23

Gosl . ' Primary Behavioral % of Jocint
Categories Eunctions ‘ Relevance Selecbion®#
Naximizatioh  Alternative High 504 end above
Criteria Gerieration _
Associetive  Altcrnative lioderately 20~49%

Status Testing High

Intended Alternative Low-llediwa 10-1%%

Gozls Testing

Low Nil 0-b

—_ = =

¥idopted from England [1967b, pe.111].

X1t wag recognized from the start thzt the distribution of
percentages might well vary from that found by England.
Differences were, in fect, expected becazuse of the concrn~
tration on the operative goals of 2 single organization
vice the valuation of broad gozl concepts by members of
different organizations,
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these goals would be expected to rececive & greater "high
importance" rating thon "associative status goals,” but the
percentage of menagers glviﬂg a description consistent with
their primary orientation would te quite low.

Goals in the fourth and final group are referred to es
"1§w relevance gosala," These. ere what the writer calls-
"eyewash" goals, VWhereas the goals in the previous categor&
were at least considered to be important, low relevance goals
do not even have that going for them. Their impact on mana-
gerial behavior essentially would be nil. This view is sup~
ported by the low joint valuation (0~9%) and a low rating of

"high importance”™ by managers.

b. élassifipation of Personal Values...

In discussing the clessification of personal values, we
will retumrm to the 3x3 matrix considered earlier. For ease
and clarity of explanation, we will assume the primary orien-
tation of the individual being classified hes been found to
be pragmatie., (Bxectly how the primary orientation is deter-
mined will be covered in detail in Chavter IV,)

Figure 7 on %he following page, therefore, depicts the
various clessifications of personal values, As can be seen
from the illustration, personal values are placed in four
classifications: 1) motive values; 2) adopted values; 3) in-
tended values; and 4) low relevance.values. These clessificaw $:

tions are essentially identical to those used by England [ 19672]. ) ;
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llotive values, like oporative goals, play a major role
in influencing managerial behavior. Likewise, thsy exert a
sinilar influence in determining %nc cheracter or personality
of an organization when a composite of all managers' personal
value systems is formed. Since these values have g direcet
impact on behavior, they also (along with the "maximization
criteria" subset of operative goals) con be conceived of as
controlling the generetion of elternatives,

Adopted values are those values waich the manager couw~
siders %0 be of secondary importance, which he has succeeded
in at least partizlly internalizing. In the case of the prag-
matically oriented manager, adopted values would be those he
considers of secorndary importance, but which +the organization
seens (to him at any rate) to value. One might speculate that
the difference between motive and adopted values centers ebout
degree of intermalization. It could be that zlthough the

hypothetical manager of the illustration is aware of the inm-

ortance of the cdopted values in the organizationnl environment
P . '

e camnot internzlize the:n to the same degree as the motive
values, Taerefore, adopiecd values could conceivahly indicate
a source of potential confliet.

Intended values are significant from the viewpoinu that
these are socio-culturally induced velues which the individual
has probably considered highly important throughout mést of
his life, but which do not seem to be valued by the organiza—~

tion., In the illustration these too would be & potentianl
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source of conflict since, for the indivual, the organizstion
is at odds with what societz), fzmilial, end religious influ~
ences have induced him to value,

Low behavioral relevance valucs would not be expected to
exercise any significent influence on the manager's behavior
or Gecision-making. Thisils not to say that they could not be
of high inportance to other manzgers or to rank and file menbers
of the organization, but to the manager in guestion they are

of little concern.

c. A VWlord on the Demands oI the Environment,

Before proceeding to the zctual model, it might be well
to briefly consider the demands of the environuent and their
impact wpon a husiness organization. For the purposes of this
study we will consider the demands «f the envirorment to be
economic, political, legal, technological, or social in nature.

Econonic demands are envisiorned 1o he the demands of the
marretplace. Affected by the general state of the econony,
they include considerations concerned with the actions of the
coapetition,; demand for the firm's products or services, the
introduction of new products, diversificatvion, growth, ete,
As Learneéd et 2l. [1969] note, the economic demands of the
environnent reguire ",,.z2 mateching of opportuniiy arnd corxrporate
capébility a2t an acceptable level of risk." .
Although the political demands of the environuent might

be more dranmatically illustrated with a multinational company

doing business today in illerde®s Chile or in the Middle East,

»
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one need not go to such un extreme., Clearly, even in the

U.S. we are aware of certain differences between Tenocratic
and Republican adainistrations — just as there would be dif-
ferences between o Nixon Administration end those of felléw
Republicans Reagan or Rockefeller, Political considerations
are facts of 1life which, while 2% best ill-defined ond subject
to repid change, must be factored into the decision-making
processes of large orgaenizations.,

Firms which have run aground on the shoals of anti-trust
legislation or who have suffered the agonies of an unfavoraovle
NLRB ruling can testify =3 %o the necessity of considering the
legal demands of the environment. In truth, most orgenizations
shich find themselves in trouble do so, not because they were
ignorant of or chose %o ignore the law, butl because they were
insensitive to the winds of socizl and political change; with

the change occurring in exactly +thet order. As a result, to-

dey we see eighty-year-old laws belng resurrected to prosecute
fiemms for pollution of our navural environment,.

L grephic illusvraition of the impact of social demands

can be seen today in what is referred to as Yconsumerism."
Although the time hed undoubtedly come for the idea, how could
one realistically essess the impact that Relph Neder and his
fellowers have had on american business and governmental organ-
izations? Whet will be the ultimate cost to General Hotors for
having attenpted to discredit Nader instead of recognizing the

significance and inevitability of his movement? Although an

e |
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overly dramatic examplo, consurierism does illustrate the
type of demend that can be placed on the business orgeni-
zaticn by social pressure.

So much hag been said and written.in recent years about
technological chnange that to go into it in eny detail here
wowld be to belabor the obvious. BSulfice it to szy, the pace
and impact of technological change over the past two decades
has been startling. Business firms which found themselves
reacting to rather than with technological change have scen
their shares of the market devourcd by their competition —

some of which came from totally unexpected directions.

d. The lodel,

Figure.S on the following page represcnts the theoretical
nmodel underlying this study. Influenced in great part by
George England, it also reflects the thinking of a nuaber of
other theorists and, as i.variably happens, is tinted by the
personal experiences and prejudices of the researcher,

The model attempis to portray the dynanic interaction of
the demonds of the eaviromnent with operative orgoniszation
goals and the personal value systems of mansgers. As shown,
decision-naking or the deveclopment of & policy is a multi-step
process, The process can be initiated by one of three sources:
demands of the enviromment; motivs values of the manegers; or
nmaximization criteria, the subset of operative goals exerting
the greatest infiuence on narasgerizl behavier, It is believed'

that insofar as freguency of generation of alternatives is
. Wiy Sra——
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- concerned, personal values and operative goals hold a simmi-
i ficant edge ovor the demcnds of the environment, However,
the significance of this is nmoderased by the fact that the
environment c¢xerts a continual influence upon both personal

values and operative goals. Normally, waen e major shift is

detecta2d in policy or gocls, one nmight look with some certainty

foxr evidence that some new demand by the environment has been

: rccoguized by the organization. 4n obvious exception to this

! would be shifts resulting from e change in leadersuip. It can
also bhe noted from the model that the continuing influence of
thé environment is indircetl; woinforeced by virtue of the fact

that deciéions_themselves, as well as the swuccess or diversity

they meet, also influence gozls and personal values via feed~

' back loops,

s Returning to the subject of initiation of alternatives,

it can be seen that while one of the three inputs night cause

an alternative %o be generated, the other two inputs would

8%ill be present, acting in the capacity of constraint sets,

The initial testing stew reflects the testing of altemn-

atives sgainst associative siatus goels (primary tesiing cri-

teria) ond adopted values. Secondary testing pits intended

values and goals (secondary testing criteria) against the

alternatives as they emerge fron initizl testing. Note that

irtended values,'although receiving a rating of "“high importance,"

';‘ § are secondary to udopted values with ‘their ratings of “everage

importance" and "low importance,"
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‘lodification of alternatives is possible at cither of the
testing stages, but outright rejection is considereé highly
unlikely. Although nof apparent from the figure, &ssociativa
status goals on occasion could cause alternatives to be gen-
erated, In this everntuality it would seem likely that, due to
a shift in emphasis, the particular goal in question had tem-
porarily moved from the second %o the first (maximization

criteria) subset. This brings o light an inherent weakness

in attempting to arrive at a comprehensive understanding of

the goals of an organization in & limited period of time,
Although there undouhtedly is a general fremeworx of operative
goals which goveras: the actions of an organizatiorn for signifi-
cant periods of time, at one time or other we have all fallen
victin to the vagaries of shifting emphasis. TFor exzuple, a
relatively serious accident occurs on the job, ené so for the
next couple of woexs there is a tremendous emphesis on work
safety., Tor that short period of time it almost seems as though
the primary goal of the orgarnization is to prevent accidents,
It is hoped that by conceniraiing on one organization, such as
hgs been done in this resecrch, and combining interviews and
intensive observation with thc questionnaire, the possibility
of not recognizing such shifts will be minimized,

Conflict for the iadividual in the organization can occur
at any step in the process. In the first step demands.of the

cenvironment can operate at cross purposes o maxinization
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criteria or motive values, Conflict at this point, however,
is not expected to pose any great problems for the managers
since issues ave normally relatively well éefined and ego
involvement at‘the lowest level in the process. It is in the
second step, initial testing, that the potential for immer
stress begins to zssume significent dimensions, As has al-
ready been notéd, it is &t this point the individual would

subjugate intended %o gdopted values. In the case of an indi-

vidual with a pragmatic primary orientation, for example,

- values which he believes to be relatively urimportant are

placed by hinself over those which he "knows"™ are imporiant.
Such a situation holds a strong votential for inner turmoil.

In the final stage alternatives may yield but little

(if at all) to intended values and goels. In exiremue cases

this could be the point at which the final straw is added.
In fact, it is here that I believe goal hostility enters the
picture., Tae inner stress caused by repeatedly being called
upon to ignore goals and valueg he “inows" are important and
purste courses of action which afe inherently incompatible
with personzal values -—— whnetner he be a platoon leadarlin
Viet Nam, 2 perish priest, or & nereger in some business

ira — sets forces in motion which could spell disaster

for the individéual,' the organization, or both,.

4, HYPOTHESES
The hypotheses 1o be tested in this study are all reason-
Sone

ably familiar to students of organizational behavior.
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have been subjected to rigorous testing, while others come
wder the classification of “conventional wisdom." \hat is
somewhat different about this research is its vertical dimen-
gion — i.e., narrowing trhe focus %o a single organization,
and examining the personal values end operative goals of
managers at all levels of the conpany.

With the exception of the first hypothesis, the hypotheses
are stated in their null forms and Iollowed by statements of
what was actually expected to ve found.

The hypotheses are:

1. 7The primary oricntziion is pragmatic =~ i.c., a
majority of the manégers coxnpleting the quéstionnaire
will assign more of the concepts in the personal'values
section to the "high importance-successful" cell thean
any o¢ther,

2., There is.no statisticelly significant relationship

between organizatiovzl variables and the clasgification

of personal value concepts in Parit I of the questionnaire.
Since we are dealinZ with some 88 concepts, if would have been
sedious to speculate beforehend on how each concept might
relate to orgemizational varisble differences., However, in
keeping with some commorly held "truths' some preconceptions
were inevitable. PFor exenple, it was believed that the higher
an individual rose in the meragerial nierarchy, up t6 & certiain

level, the more likely it would be <that his motive values would

be "narrow" — that is, primarily related to organizational
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life, It was a@lso expectad that e manager moving up the ladder
would have a personal velue system which England ([ 1967a] char-
acterizes as "hard" — e.3g., includes such motive values as
Ambition, Obedience, Aggressiveness, Achievement, Success,
Competition, Risk, and Force.

Since managers at the lower three levels working in the
three primary line departments (Plant, Commercial, and Traffic)
have more direct dealings with union representatives, it seemed
reasonable to expect thet they would place greater emphasis on
such concepts as Craftsmen, Laborers, Blue Collar Vorkers,
Technicel Employees, and Zabor Unions. Further justification
for this expéctation stenmed from the knowledge that the Ccm-
nunications Workers of America would be negotiating a new
contract during the period of the study, and that the possi-
bility of a nationwide strike ageinst the Bell System was quite
likely.

3. There is no siatisticelly significant relationship

between personzl veriables and the classilication of

personal values in Part I of the questiohnaire.
Influenced by the plethora of material written in recent years
conecerning the "different" values of young people, the re-
searcher considered how evidence of the.oft-discussed "genera-
tion gap" might manifest_itsalf. Tre thought occurred that if
a significant differerce existed, a likely way in which it
night surface would be in the form of "soft"™ personzl value -

systems aznong younger managers — i.e,, young managers would
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place more cnphasis on such concepts us Employee'Welfare,
Social Welfare, Dignity, Lei;ure, Creativity, Tolerance,
Bquelity, and Liberelism. The generation gap hypothe51s,
however, was dlscarded after further thought on the subaect.:
In its stead a ":usxon process" hypothesis Wus adopted.:

This holés theat a young person's individual values are Pro-
foundly alfected by the orientetion pf the organlzatlon in
wnlch he or she works, This is not to szy that the indiv&dual!
completely abandons strongly held personal vales which seen
to be incompatible with those valued by the organization;
rather, it is suggested that nore often'than not a px_:oces's'I
is initieted wherepy those values ultimetely become relegated
to0 positions of low 5ehavioral relevafce. The values which
the individual perslsts in valuln" - aven though they are |
given little weight by the org anlzatlon — form the sceds of

conflict which possess the potential for ultimately blossoming

into goal hostility.

No hypothesis was formed concerning propable differehces
between male and female managers. dn ihe basis of Myerfs work
at Texas Instruments, a suspicion aroﬁe.that female managers
mighf edopt the values of the orgenization more completely than
their male counterparts; but sufficient doubt existed to in-
hibit tne formulation of any such hypovnes;s. '

Thz subject of education and tne manager seems to be a
perennial favorite in many of the journals, with‘thefvarious

authors taking 6pposite sides on the question of whether or

-
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) 1 . ‘
-~ i I , not groducte education is of any velue to the manager. 1
. P i | )
. : . (Livingston's “Nyth of the Well-LBducated Manager," Hurvard

| Business Review, Jan~Feb 1971, is a good example of the tyve

: of article to which reference is made.) While this rescarch

' could hardly provide a categorical answer tc ithe controverasy,

!
it can provide some insight into how the personal value systems
b ' of managers with graduate degrees differ Trom *hose of other k.,

%ff v ' ' lmanagers. It cah do the same for their respective valuations

v ~of operative goals. It was believad that there would be no
s S . .
sxgnx?lcaqt differences. Aamong college graduates, Social g -

i \ i
personal value systems ‘than Engineering, liath, or Science R

. ‘ |
' . ma.’]OI‘E.l H

|
é.i : ; : | 'Seciences end Humanities nzjors were expected to have softer |
|
|
i ‘ © Older managers were ekpected to place greater emphasis on
! 7 Organiiational Stability, and %o downgrade the importance of
_ Ir such céncépts'as drganizationa; Growth, Ambition, Aggressive- 3}
' ‘f ; ' rness, Conflict, and Competition. It was also expected that - -
older!managefs, particulerly those who had reached the upper
3 _ ii ' levels of the managerizl hierarchy, would attach greater va-
»L S portance *o Sbcial Welfare then their yoﬁnger colleagues.
The foregoing has:discussed but a few of the thcughts 8
t?at occurred while considerinug the personal value concepts . ¥

vis-a~vis personal and organizational varisbles., The question-

naires were distributed with the suspicion that a veritsble

' -Pgndora's Box was about to be opened,




< ; 38

N 4, Therc is no statistically significant relationship
: between personal end organizctional variables and
organization (operative) goals. .
Some of the cxpected differences in the valuetion of operative
Soals have alrcadcy veen touched upon: older managers will
: vlece a higher level of iuportance on goais dealing with social
welfare then will their younger colleagnes; there will be no
' significant relationshiy between level of education and the
| valuzation of goals; younger neragers will place higher valu- ﬂ
, ations on goazls concerned with orgunization growth; and middle-
aged manageis will place grewuer stress on organizational
stability and he&rmony. Hanagers who do not possess college

) deogrees were also exyected to value goals dealing witih these

P , ains and with job security.
Since Kew York Telephone Company is wholly owned by AT&T,

it T it was expected that goels dealing with stockholders and divi-

i - dends would receive less emphasis than those dealing with cus-
BF : . 5 . . -
J;, : {omer service and employee weliare — particularly among nan-

S _ agers in the lower three or Four levels. It also was expected
that managers in those depurtnents wahich require that their
personnel have direct contact with customers (e.g., Commercial
and Plant) weuld give greatler enphasis %o service oriented

coals than their counterparts who do not deal direcily with

the publie,
2 : 5. ‘there is no difference in the valuation of operative
OO cunls betacon hignly eilective and less efflective sub-

.
3 (RS T A
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It was expccted that the highly effective sub~units would

exhibit nore unifo;mity in their wvaluation of goals ‘than

their less effective counterparts. It was doubted that there

would be sny appreciable differences in the hierarchal -rankinga
of the goals, but a marked difference in the ranges of the
joint selection percentages was anticipated ~- in this case

the greater the range of the percentages, the closer would be

the agreement by the managers on the relative importance of
the unit's gouls, The rationale behind this hypotheuis woo

thet a distinguishing charucteristic of 2n effective group is
conscious recognition by its members of the group's goals,
6. DThnere is no statistically significant difference '
in the personal value systems of managers of nighly
effective and less effective sub-units,
It veas eipected that menagers in highly effective sub~units
would be more successful at wnternalizing the values which
are esteened by the organizetion. ZEvidence of this was
expected t¢ be found in the number of values assigned to
the adopted and. intended values célls of the 3x3 metrix.
It was hypothesized that manzgers of hignly effective units

would assign fower concepts to these cells than their counter-

parts in less effective groups.

5.  SULLISRY
The mein thrust of this research is to add to the exist-

Body of imowledge cbout personal value systems of manegers
From the outzet

P e - - 3 - ad -n - 2 .
w0 e cperative goals of oca orgbnization,
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the rescarcher rccogiizes the interdependence of the two, rnd
ujilizes the personal valﬁa systems of the indi&idual managers
to establish the relative bhekaviorel relevance of the diiferent
goals,

The research is implemented in four sfages:

1. Initia) ovservation, informal interviewing, exaniraiion

of standard operating procedures end policies, and a review of

the formal mnanagement control system. From this effort a Jlist
of operative goals was compiled. (Appendix A, Part II.)

2. Develop a questionnaire which incorporates Professor
Ggqrge England's 66 personul velue concepts and valuation
schene, the l%sting of operztive goals, and a Personal Inform-
agfﬂn section containing personal &nd organiczational variavles
relevant tq New York Telephone Company. Adainister a pilot
test to epproxinately 50 manzgers to validate techniques of
gdministration, data processing, and analysis of data. Dis~
tribute guestionnaires to neragers selected 1o represent =
cross-section of the Company.

3. Analyze dats to test tue Qalidity of the hypothesecs.

4. Finzal observation and informal interviewing to cor-
roberate findinga and provide adlitionel insights into txe
reasons vehind unanticipzted resulis that were encountered,

Of key importence in this research is the use of a gen-
aral indicatqr of the hehavioral relevance of values %nd goels
te the individual nanzger, Developed by George W, Englend of
Lne Univcr;ity of minﬁesota, it zoes "one-better than siaply
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[ ; ~ relying on the use of bi-polar adjectives in attezmvting +o

L

determine ‘the "mcaningd of goalg or values to the individuals,
Englend's technique uscs the bi-polar concept as a first step,
but then supplements this with a determination of why the in-
} dividual made tihe initial valuation.,  If the individual's

initial valuation is consistent with His primaxry orientation

,; ~— as esteblished by his overall waluation of tiie personal

value concepts — then this joint selection is considered to

be a useful indicator of beheviorzl relevance,

g What distinguishes this research from previous work in
4 the area is its focus on one, rather than a number of organ- j
+ . .
: izations., 3By concentrating on one orgamization the researcher
R ! wag able to gain some understending of the internel and ex-
: ternal presswres being exzrted upon it., With that mowledge
' 1
A he wag able to0 exaanine organization goals with & =uch clearer '
? persper.tive than would otherwise have been possible. 1
L] i .
)
g !
! X 6. APPENDICES
B ar ’ . . .
; ' a. Appendix A - Personal Values and Operative Gozls Questionnaire
% % b, Appendix B - Englazné's Personal Values Questiormnmaire
i
'3 : ¢, Appendix C - Letter from Professor England
; ; g
|
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o ' CHAPPER II ' :
¥ GOALS AND PERSONAL VALUYS: A SURVEY
: . .
2 : ; . A, Goals
J . :
@ : The concept of organization goals, though referred to
i , throughout much of the literature on Organization Theory and
4 .
: |
: H ; 3ehavior, is en elusive quarry for the student who wishes to
. : :
i : ; come t0 grips with it. Naddeningly resistant to precise ?
ﬁ ! , definition, it offers 2ll the Ifrustratious of the morale-
f‘ ! notivation-productivity triumvirate, and is cvery bit as an-
% LR biguous as leadership. Ais embiguous and elusive as it might
g { be, however, the importance of the concept to organization
’.
g analysis is second to no other. The corncept of organization
; E goals is a unifying link which holds the promise of providing
1 ‘ ’ . )
¥ 5 0 0]
’ ' a2 c¢common datun for the.comparison of even the most disparate
organizations.
Price [1968] recogrized this in his attempt to provide
an inventory of propositions foocusing on orgenizations. TFor
N his work he selected orgzanizational effeciiveness (cdegree of
1 . go3l achievement) as the dependent variable in he 50 studies
i . \ . .
5 I inventoried, and defended its sclection on the basis of 11e
k!
4 . N ~ . c s . .
¢ 3 centrality of "goals'" in all definitions of orgairizations.
. 3
2 P . ) .
A 4 He also noted that effectiveness has been highly vesearched
b L °
% £ and there exists an imuense literature dealing with such con=
5 E‘ ‘opts as productivity, morale, conforalty, adaptiveness, and
3 j . . . . ‘s . . . .
¥ i cmebituticnalization, although orgenizational cffectivencss
4 )
. 42
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3 ¢ e
3 ¥
3 B \
)




43

-/ is not always cited aé the subject of reseerch, Price con-
tends that is usually implied.

Herein lies some of the difficulty imherent in the
serious study of organizéﬁion goals. In much of <the research
performed in the area of organization theory, the concept of

organization goals is taken &as a given, as a peint from which

research into other arecas of perticular concern can be init-

izted. Thus, as Perrow [1968] observes, in studies of moti-
vation of morale — from the early deys of Elton liayc and his
colleagues .to the more sophisticated work of contemporary

sociel scientists such 2s Rensis Likert — the question of

T N L e b

orgenizational goals is not treated as problematical. Behav-
iorists who deride the economist as myopic for his assumption

of profit meximization, blithely assume that the only nan-

T ] et o

’-
AY

agerial goal with which the researcher need concern himselfl

is increased productivity — from which it "logically" follows

1] that the principal research problea is to find out how sub- 3
%" ordinates can be made to conforam to or share this goal.

— Another source of difficulty lies in the fact that in
i.. ractically any sequence of benavior, any or all parts of
SR that sequence can be looked upon as being goal-directed.

* . Yhat is identified as a2 gozl, cs well as what is used as

{ evidence for the existence of the gozl, is determined by

» the time and purpose of the study. that we have 1o contend

o iiad 15

with, therefore, is Simon's [1561, pp. 63~66] hierarchy of

weone and ends. Whether a2 gozl is seen as an end in itseld
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or 23-a means to another goal is dependent upon where we

I S

enter the hierarchy.
-+ Pwo further problems which ere cited by Perrow [1970,
P.' 134] in his most recent work are: 1) strictly speaking,
organizations-do not havergoals — only individuals do; and
2) goals are-herd to observe and measure, fThe first point
received the particular attention of Cyert and Narch ]11963,
Chap, 3] end was persuasively argued by them'in terms of
their coalition and side payments theory. - Ansoff [ 1965] and
Simon [1964], however, took the opposite tack: Waruing of
the danger of reifying the organizavion (of treating it as a
super—individual entity heving an existence and behavior
independent of the behavior of its members), Simon [1964,
p. 2] observed:- '
v, ..for we often have occasion to observe that
the goals that actuzlly underlie the decisions
made in an organizetion do not coincide with
the goals of the ovmers, or of top management,
but have been umodified by manaegers and employees
at all echelons. ilust we conclude, -then, that
it is the gozls of <he latter -- of subordinate
maEnazers- end employees -— that are goveraing
organizational bzhavior? Presunably rnot, because
the kinds of beasvior veking place are mot those
we woulé expect if nansgers and employees were
consulting ornly iheir personzl goals.”
Lasoff, while applauwding tha quality of Cyert and Iisrch's
work, maintaing thzt their description of how goazls cre formed
pertains to only some firms — Tirms which eithar refuse tb
or are not required to make strategic decisions,

ko point thau goals arc difficult to observe is made

hy oo uunmber of writers. In Chopter I we discussed Perrowts

-
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[1961]) scheme of operative ard officizl foals, On this same
theme Etzioni [1961, p. 72] states that:

""he goal of on organization can be determined in
the game way other sociologicel chgracteristies
of orgenizetions ere established. It can be de=
termired by &1 exemination of organizational
processes, such as the flow of work in a factary,
and ettribustes of its struecture, such as prior-
ities in the zllocation of means (reflected in a

alance sheet or budzet) or the cssigmment of
personiel...The stoted goals of an orgenization
can serve as o ciuc to the usctual goals of the
organization. But & researcher cazmnot uncritic—
ally accept the stoted goals of the organization
as 1ts actual sociologiczl goals, since orgeniza-
tions tend %o hold "public" goals for "front"
purposes, hor can he elicit this information
from the top elites of the orgenization sinece
they nmoy not ve free to comaunicate these goals
to the researcicr. Henee the need to draw on

an exaainetion and extrepolation of on~going
organizationzl processes, especizlly “production,"™
in the study of orgemizational goals."

Referring back to Chapter I, the reader can notce that the

research reported aerein closely follows the advice of Etzioni.

1. Definition
Having forewarned the reader that the concept of organ-

ization goels is naddeningly resistant to unambiguous define

ition, we chall nevoriheless review the thoughts on the

subject of other writers, and attempt to develop a consensus

definition,
Simon [ 1964, v. 1) made use of tne terminology of linear

programaing and observed that: .

"The goal of en action is seldom wnitary, but
sorerally covnsists of a whole set of consiraints
she cetion must satisfy,., 1t copesrs convenient
Lo use ine tvera ‘urganizationsl goal' to rofer to
sonuireaeints, or scots of consiraints, imposcd by

p——
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the orgunizational role, that huve only an
indircct relation with the. personal motives
of wne individual who fills the role. liore
narrowly, ‘organizetionzl goal' nay be used
1o rever purticularly to the comsiraint sets
thet define roles at the upper levels of the
aduinistrative hierarchy.*

Cyert and March [1363, p. 43] using similar terminology
argued that the goals of an orgexizotion are "...a serics of
more or less independert constrzints imposed on the organi-
zation through a process of bargzining among potential coali~
tion nembers and elaborated over sime in response to short-
run pressures. Goals arise in such a foxm because the firm
is, in fact, a coalition of sariicipants with disparate demands,

lizmited 2bility to attend =2ll

[«7]

chenging foei of attention, ax
organizational problems simulizxneously.”

In terms of the sociologist, Stzioni [ 1961, p. T1] defines
6rganizational goals as a state of affairs which {the organiza-
tion is attempting to realize. Farsons [1937, p. 44] is even
more poetic. He defined a gozl 2s ",,.2n image of a future
state, which may or nay rot be brougat about."

At tais point it is probably evidemt to the reader that
the number\pf possible definisions for organization goals is
limited onlj\by'the nuanbar of writers interested in one manner
¢x enother with the funciioning of soze kind of an organization,
Therefore, it might be well to pause briefly and settle upon a
definition for the tema Yorganinziion" which would prove

leact offensive to students of The various disciplines involved

LR oroinizations. & considored definition would ber An




e, AR

47

orgunization is an open social system possesasing spocific
purposes.

This definition is considercd workable because it appears
to satisfy all the releovent testvs., The fact that an organi-~
zetion is considered to be an open system indicates that it
is in constant interaction with its environment. That it is
a social systenm implies that people zre involved — inter—-
dependent people vho also heve continual comnerce with the
environment, On this saze veln, it is also implied that the
system may contain multiple suvsystemgs — also interdependent,
and also in constent intercction with the enviromnent., Ex-
tending this thought a li.tle further, it can be argued thet
once the mutual dependence of subsysiems has been established,
it follows that changes in one subsystem could be eéxpected to
affect the funciioning/behavior of other subsystems. And
Tinally, recognizing that the organization's relationship with
the environment is ¢ynanic in nature, it also follows thut the
environment consirains anda levies demands upon the organization
in meny different ways. These thoughts are drawn in large part
from Schein .[1965, Caazp. 7], and specifically his chapier on
organizational effectiveress..

Returning 4o the conceyt of organizational goals, the
reader no doubt observed the use of the term "specific purposes"
rather than "goals" in the defirition of "organizaiion." This

wdoubtedly reflects the influsznce of RBarnard [ 1938, 1968],

foo 3n hts clagsic The Punctions of +the Ixecutive he
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consistantly oachews goals in favor of purposes. This' also
reflects the particuler significance that the ferm "orgeniza-
tional goal" has to the resezrcher. Although some writers
espouse differing views (Sills [1957], for examaple, views
gouls as nmeans envloyed by organizations to improve their
position in their social environment), the researcher persists
in holding the view of then as ends for organizational gctivi-
ties, Realizing there is an air of tautology about the entire
process, the following definition is nevertneless offcred:
Organization goals are the genernl ends which the organization
acts to achieve,

Although it mey not be immedistely apparent, the defini-
tion is compatible with the previous definitions that were
given. Going along with Simon, it indicates that orgenizations
possess nultiple goals; and there is nothing in it which would
deny that goals function as a set of constraints. 4lso, there
ig nothing in the cefinition that would indicate that goals are
immutable. One would logically expect that an organization's
goals would change or be wmsodified over time — in fact, as stated
in thne Introduction, it is proposed that some of the difficulties
being encountered by orgenizations today might well have the
aspect of immuteble goals as a source,., Therefore, Cyert and
larch also should have no strong objections t¢ ﬁhe definition.
The sociologists, Stzioni and Parsons, might bemoan a’ lack of
inzgery, but they 100 should have no argument with the

feiination,
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2. Objectives vs. Gools

Throughout much of the contemporary literature the terms
‘goals and objecctives are uéed gynonymously., Fox some unex-—
plained recason, this practice has becode a source of irrita-
tion to tae researcher., Therefore, at this point he would
like to digress briefly and differentiate between the two.

As we have already established, gozls are general ends
which the organization ucts to achieve. Objectives, however,
are more speciflc, As Ansoff [1965, p. 40] observes, an
objective is a measure of efficiency of the resource con-
version process and contzins three eslexdents: 1) the partic-
ular ztiribute that is chosen a3 a neasure of efficiency;

2) the yardstick, or scale by which the attribute is measured;
and 3) the gosl — the particulur value on the scele which the
firm seeks to attvain,

Altnough the researcher agrees with the essence qf what
Argoff offers, there are svill semantic difficulties, There~
fore, in terminoclogy consistent with this research he would
submit thet the three elements of an objective are: 1) the

root operative goal(s) to be alfected; 2) a yardstick or

scale of measurement that is appropriate ard understandable; -
and 3) a tarcet that is achievable yet challenging.

To illustrate how this would worlk, let us dissect the

.‘. - e 0 . "
ovbjective o achieving an eight percent refurn on invesiment

Tor the current fiscal year. VWhat would be the root operative

Snal(s)® Depending upon the fira in question, a single goal
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A4 could he operative (e.g., meximize profits), or as normally

-3 would be the case, several gqals could be operative. For

example, the very survival of the firm could be at stake,

eight percent could be copsidered randatory in 'order fto favor-

2bly iafluence a plarned aerger, or stili another possibility
i

nignt be e sincere desire to give employees an acrogs-—thew

board wage increase. 4 can be seen, the bossibilities are
nenyfold anl as Simon proposes, the operative goals under}ying
§  any single objective would probably be multiple ratﬁer thén '
singuler. And as Grenger [1964], Lubeck [1971], and dthers
suggest, the operative gocls ure themselves in the form of &

hierarchy —- which in tu}n influences a hierarchy of 'object-

%; : ives. The basis for a hierarchy gf operaiive goals deyelopéd
/ by Simon [ 1964], was proposed in Chapter I. (Sce Pigure 7 on | |
T P. 25 .) - ,

The yardstick in the example is profitability.‘ In thi. |

case we could use the return on equity, on working capital

AWIE . -

plus fixed assets, or any ore of a number of yaridnts of the
basic return on invesiment formula, If we wanted to show our
sophistication, the yardstick of <. objective could have
been expressed in terms of the merginal efficiency of capital
for capital investﬁent, or some other such déasure. The

point is, however, that in order for an 6bjective to be efiec-
tive, it has to be wderstandable as well as appropriate.
Seturn on investment reets both of these criterid._ Itg comnon |

)
1

e wnd steaightforwesd czleulation make. it quite
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|
understeandable to middle and lower level management, and its
focus on the return on resourced makes it an appropriate
measure of profitability. In the example, eight percent
would be the target. . As noted above, the target sheuld be:
chal}englng yet achlevabley

The preceding, therefore, should clarify for the reader,
the differences between a goal and an objective. This dis-
tinction will hold throug?out tye remainder of this study.
Inrciting quotations from other writers, when the term
"objective" is used where, according to' the above schema,
"goal" should be used, the serm "goal" will be inserted in

brackets [] ' :

3. A Theoxy 6f the Firm

I.An:,' study of the goels of a business organization could
hardly be considered complete without some consideration of
the théory of the firm. The logical starting point for any
such consideration should be from.the point of view of the
economist, Reméﬁberinglthat the économist's theory of the
firm is primarily a theory of markets, developed to explain
reeource allocation by 2. price system, let us examlne Cyert

and IMarch's [1963, p. 6] swmary of a consensus on the econ~

omic theory of the firm:

Cbnditions.sufficient for eguilibriwm:

1. “n" equations may be derived and sonlved. for the
optimal ouantlules of the firm's "n" commodities
(both in puts and outputs).
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2. At equilibriuwn, the marginal rate of subati-
tution between two vroducts, or between iwo factors,
is equal to the ratio of their prices.

Turning to variations near the equilibrium:

3. The marginal ph,sical productivity of a factor
with respect to & product (the rete of change of
the amount of the factor used with respect to the
product's outvut) is equal to the ratio of their

prices,

4, The quantity of a good produced is selected so
that its marginal cost (with respeet to this product)
is equal to its (given) price.

The sufficient conditions for equilibrium insure a maxi-
mizetion of net revenue. From them the renainder of the

theory is derived:

5. A price increasc for a product raises its supply;
£ price increas¢ for & factor reduces its demand.

6. "“Cross" price effects are symmetric, That is,
the rate of change of a first commodity with re-

spect to the price of a second commodity is equal
to the rate of chunge of the second with respect

to the price of the first,

7. A price increase of a good tends to affect the

other commodities by decreasing tne outputs of

products and increasing the inputs of factors,
It should be recogized that in thelr summary Cyert and llarch
have dealt with perfect competition, and fecused on Ttwo major
ereas: 1) conditions for maximizing net revenues; and 2) the
analysis of shifts in the equilibrium position. In the in-
terest of keeping their swmmary nanrageable, they have neglected
treories on imperfect competition — though in truth it could
ve argued that the lafter are but extensions or elabqrations

of the theory of perfect competition,

r .
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Inplicit in the economists' approach is the concept of
the entrepreneur, of profit maximization., As arn assumption
designed Yo describe 2 general theory. of markets and resource

allocation by a price system, it is 2 good one, As Friedman

holds, it meets the_only cruciael test of a theory — it has
? predictive power. ﬁowever, when the theory is applied to
? . specific instances, dealing with indivigual firms, its pre-
% dictive powers afe diminished significantly. During the

Ly latter half of the 1940's American cconomists seemingly first

became excited about the disparity between the theory and
decisions mede in the busii.zss world, This discovery, fueled

by an emerging menagerial theory of the firm, initiated a

s
© g ——— gy

controversy which has reuppeared in the journels with almost

1 predictable regularity.
o In discussing the doubts that have been raised over the

past three decades concerning the profit meximization hypothe-

sis, Scherer [1970, pp. 27~38] categorizes the arguments of
the critics as holding that at its best, profit maximization
is uneppealing; and at its worst, meaningless 1o businessmen

operating in an environment of dymanic uncertzinty, organi-

zational complexity, and corflicting geals,
The diarchy of uncertzinty and risk is unquestionsbly a

major contributor to the diverzency between the economist's ‘
1

T N e A LT ST R AT e s
%’

vheory of the firm and that of the managerial theory.. Arzuing

;
A : “eom *he orthodox point of view, ilachlup [1946] claimed that
X
1

;‘_
cron Lnousn businessmen aigud rot be tble to articulate the .
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econoaists’® theorics, thay nivertheless have an intuitive
wderstanding of what is reculred to maxinize profits, He
buttresses hig arsument with the analogy of profit maxi-
nizging with that of driving & car — i,e., & businessman no
nore has o be able to recite the econowist's priecc—-equals—
raerginai~cost condition, than does a driver have to rceite
theorens in differsntial celculus before he can pass another
a2uto on a two lane highwey,

Bluntly speaking, Machlup's arguwient is not convineing.
From personal experiernce the researcher has observed tkat
businessmen have av bast a vudimestary 'mderstanding of the

luzic of profit weximization; and variables such azs merginal

cost or marginal revenue, vhich are so imvortant to the appli-

cation ¢f the logie, for most might well be Swahili for "I cen

get it foxr you wholessle."
Then, tco, there is the aspect of aversion 4o or accept-
’ L

ange of risk. Oonsider Ilachlup's hypothesis = that searginsl

analysis of the firm should not be understood to iuply anything

but subjective hunches oxr "zut-feels," that any decision the

businessmen takes would by some mysterious means resemble that

which some all-seeing maxiaizer would take under the same c¢ir-

cumstances -~ in the light of the following observaitions by

Scaerexr [1970, p. 28]:

"Imagine a decision-maxer weighing two alterra—
tive policies, one offering a best-guess  profit
expectation of 81 million with & 10 percent
ouaxca of hunlirunting tae firm (whose net worth
is eurrently $4 million), the other an expected

Y
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profit of 32 million with a 30 percent chance
of disaster, Which is the rational choice? I+
ig really impossible to say without further in-
Toimetion on the attitudes of the firm's owners
toward increeses in wealth vs. totval loss of
their ejuity. Rational behavior under uncer—
tainty requires some tradcoff between average
pay-oITs or, in the statistician's terms,
between means end variences. Orly trhe business-
nzn who attaches no significonce whavsoever to
avoliding risk will always choose pliernavives
with the highest best~puerss payoffs. And such
businessmen, empirical studies suggest, are
1are specimens,”

Vriting in 1958, Peter Drucker offered his alternative
to profit maximization. To hin survivel was the well spring
from which all rational acbivity talen by & business enter-
prige sprung. Observing that 2 *discipline® of business
enterprise is slowly energing in some of our large comapnies
and in some universities, Drucker stated thas it is receiving
its impetus from such diverse sources as econonics, merkeoting,
the administrative process, and the new methodologies such as
operations research and synihesis or long-renge planning. 4.
cormon point with all of these approaches, according o Drucker,
ig thet they start out with the seame basic questiont “ihat
are the survival needs oi business enterprise?" What, in
other words, does it have to be, to ¢o, To echicve —~ %o exist
al all? For each of these "needs" there has, then, to be an
vobjective.” [p. 84]

To illustrate his »oint, ne used an example that is par-~
ticularly eppropriate for this study [Drucker: 1958, p. 84]:

"I+ nay be said that this a2pproash goes back to

the pioncering work ou business objectives that
was donée &% the Bell Telephone Sysven under the
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. r presidency of Thecdore Vail & full forty years
ago. Certainly, that wes the first time the
nanagemnent of & large business enterprise re—
. fused to accept the old, ;lib stetenent, 'The
objectives of a business is to Azke a profit,!

) and asked irstead, 'On whet will our survival
L a3 o privately owied business depend?' The ;

, practical effectiveness of tne seemingly so
o oovious and simple avproach is proved by the
G gurvival, wnique in developsad, countries, of

: privately owmed telecomnunications in the United

Stetes end Canada. A nain reason for this was ‘
certainly the ‘survival objective' Vail set for
the Bell System: 'Public satisfaction with our
service, '"
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Drucker's work was significent from the point that i+t

represented a conherent argument disputing profit maximi-

RN e T

zation as the single underlying goal of a business organiza-

vt

tion, Drucker [pp. 84-87] observes that there are five areas

TR

"of survival objectives [goals], and that these objectives
L ' establish the foundation for decisions and judgient, “...to
~ - make what is the specific task of entrepreneur and manager

pnssible, effective, and rationzl, and vo make it understandable

and understood." Teaizen together, he considers the five areas

I of survivel objeetives an operational description of the

nature of the business enterprise. Those areas are: 1) the

enterprise needs a human orgenization fesigned for joint per-

oA ol S T

formance and capable of perpeiuating itself; 2) the dependence

of the enterprise on society ané econony — it exists on

e

sufferance ané lasts only as long &3 socliety and econony
believe that it does & job which is necessary, useful, and

yroductive; 3) the specific purpose of the business enterprise

is te supply en economic good and service; 4) recognition
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that change is the natural order — indced, that the buginess
eﬁterprise is the first organization which is desigred to
produce caange; and 5) an sbsolute requirement of survival
is profitability. Concerning the neel for profitability,
Drucker emphzsizes that it is the nature, the pﬁrpose, and
the necessity of the business enterprise to take and create
risks = = and risks are genuine costs., Thaorefore, lie con-
cludes that there exists a mininum profitability, adequate
to the risks which the firm, by necessity, assumes and creates,
which is an absolute condition of survival not only Tor the
enterprise but 2lso foxr sociciy.

Drucker elaborates on three aspects of the profitability
goal, TFirst, he maintzins that the need for profitability
is objective, "It is of the nature of busineszs enterprise
eénd as such is independent of the motives of the businessmean
or of the siru .ure of the systex." [p. 86] ZIven if erch-
engels were running husinesseés, according to Drucker, they
would still have to make a pxrofit and watch profitebilisy
Just as assiduously &s the greediest of businessmen. Second,
profit should not be viewed &s the entrepreneur's share, nor
2s the "reward" to one factor of production. It is not on a
par with the other facters, bu. gbove them. "It is not a
claim a2gainst the enterprise but the claim of the enterprise
-= without which it cannot survive." [p. 87] Finall&,
Srucker nakes the »oint that ", ..profit maxinization® is the

grasg concept, wiether it be interdreted to newa short-rang

b
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or long~range profits or & balance of the two., The relevant
question is, *What minizun does the business reed?”, not
“"What maxinum can it make?" [p. 87)]

Heirz Lubeck [1571] elso proposed thet survival is the
basic underlying goal of tae busiress Jrganization, and moved
by evidence of an intensification of the conflict between
employer and employee, he observed:

"In every compauy the interests oi employers and
cmployees,. overlap, The eaployees' interests
however &o not lie in profit maximizing but —
ag far as they lie in econonic spheres at &ll —
in asecure and »ossibly hizh income, Since
employer end emyloyec are dependent on each other
we are dealing here with two single justified and
apparently legitimate but conpetitive objeciives
— maximizing profit and mewvimizing worker ircome,
Thus neither ol the two cen claim to be the nigh-
est company objective [goal] ...All persons —
enployee as well &s enterpriser —-- are scliish and
as such always intent on their personal inierests.
Could a judge of humen nature seriously accept in
this case that employees could be motivated To in-
creased efficiency in the interests of the company
when the foremost obiective brought to thelr atten-
tion is to mexiuize tne profit, or to put it _xore
crudely, to fill otuers pockets?" [pp. 40-41]

Nost of us have been tzught to seek the simple solution,
but to be openly suspicious of it. Drucxer's hypotnesis of
survival as the basis for zll retional activity by the enterw-
prise might well be exauined in the light of this admonition.
Certainly there is an undeniable air of freshness and unambi-
guity about it, and certainly it does have some precdictive

power — the only thing is, a close examination of events in

Tt Lot Voo e e ey an Taed s i
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This may or may not be the case, but one must certainly .

. spaculate on the possibility that pernaps “real world"
conditions are of such a complex nature, that Dracker's
paradigm provides us with only e partial solution. In
vecent times we have read of cmployees working for dis~
tressed firas foregoing pay increases or voluntarily accept-
ing pay cuts = this undoubtedly could be interpreted as
evidence that at some point, concern for survival achieves
the status of a superordinate goal, For every one of these
instances, howvever, there are nernaps one hundred or more
where it is obvious that surviyal has been given li%tle, if
any, consideration.

Perhaps it would be possible to develov & hierarchy of

orgenizational gozls, similar in concept to iezlow's hier-

archy of human needs, with survival the counterpart of physio-

logical needs. The fact remains, however, that modern organi-

zations are so large, so diverse, that to be anywhere near

reasonable, a theory of the firm must recognize these com-

plexities.

The aspect of organizational complexity is certainly as

destructive an argument as any to the profit neximization

-~

hypothesis, Considering the many levels in the management

hierarchy of the modern business firm, it would be nigh

impossible for top meragement to reach a consensus on and

enforce decisions which maximize profits — especially, ss

Scnerer [1970, p. 29] rotes, when persomnel 2t the operating
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levels care little about profit meximizetion and care much
about goals which conflict with profit meximization. Con-
tinuing, he states, "And such clashes of goals are comnon-
place., Even the best-~designed employce bonus and profit—
sharing systems seldom succeed in instilling much zeal for
profit maximization below the middle management level, for
operating level enployeces see little correlztion between
their individual actions and the size of the profit pie in
which they will share..."

Classical theory has always held that it is the respon-
sibility of higher management to seex out conflicts and estab-
lish 2 control system designed to effect maximization. How-
ever, the emergence of a professionel manager, separate and
distinet from the owner-manager of old, nhas caused this
assumption to come under substantial scrutiny. As Scherer
[1970], Mason [1970] ard a host of other writers point out,
the control of business orgunizations by professional menagers,
not wnlike the functicnal snecielists who report to then,
operis the possibility of the organizations pursuing gosals
which are important 1o then,

3erle and Means [1932] were tne first to call attention
to the changes in the control of U.S. corporations., A% the
tine of their study they found 88 of the 200 largest non-
financial corporetions in the U.S. to be "management.con—
trciled," (Their definition of "management controlled" was

act no individual, family, corporation, nor group of business

1‘[ n‘\.~ ~
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associates owned more than 20 pefcent of the outstanding
voting stock,.) Only 22 of the 200 corporations were privately
owned or controlled by a group of stockholders with a majority
interest. TLarner [1966] updated Berle and Means' work and
found that in 1963, 169 of the 200 largest nonfinancial cor-
porations had come under management control, with no single

ownership geoup holding 10. percent or more of the outstanding

voting stock. Of the 200, he found that only five firms were
controlled by a majoriiy ownership group.

As Mason [1970] and others point out, managers are human
and being human deriﬁe considerable satisfaction from such
things as peer approval, personal prestige, and power -~ =all
of which seem to be more closcly correlated with volume of
sales, rather than with profit maximization. Therefore,
growth of sales for its own sake is a goal frequenily attri~
buted to managers, and as McGuire [1962] points out, often is
a major determinant in executive compensation.

. The differences in motivations between hired manegers
with 1little ownership intercsts and owner-managers, and their
pursuit of profit maximization or of goals which conflict
with maximization, however, are anything but clearly estab-
lished. Contravening the average stockholder's apathy in
recent times have been: the rising incic nce of corporate
takeovers; substantial holdings of stocks‘by nutual funds,
benks and invesiment firms acting as itrustees for pension

plans, and large institutions such as churches and colleges
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~with professional investment managers; and increased activity
by government regulatory agencies. These factors have com-
tined to limit the latitude managers have to pursue goals
wnich might be personally motivated.

‘The fa¢t does remein, however, +that evidence exists to
support the somewhat ressonable asscertion that managers of
modern business organizations do have a degree of latitude,
alveit impreciesly defined, in their selection of organiza-
tional goals. lionsen, Chiw, end Cooley [ 1968], Kamerschen
{ 1968], end Shelton [1967] arc economists who have studied
the relative performances of owner and non-owner managsd
business organizations in recent times and have concluded
with varying degrees of certainty that there is a difference

— that ceteris naribus, owner-controlled firms scend to be

more profitable. If their coneclusions are correct, which
they probvebly are, what impori does this have for a theory
of the firm - how are goals selected?

Drucker has proposeé that what is needed to ensure sur-
vival of the firn, dictstes what the goals shall be, He
asserts that instead of asking how much »arofit can the enter-
prise nmeke, management should concentrate on what is the
minimwa profit reeded to survive., The distinction he seems
to be making is the one nwde by March and Simon [ 1958, pp.
140-141] when they contrast optimizing and vsatisficing."
According to March and Sinon @n alternative is satisfactory

it “...{1) there exists a sct of criteria that describes
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minimally safisfactory alternatives, and (2) the alternative
in ques.ion meets or excceds all these criteria," Continu~
ing, they add: "lost human feclsion-making, whether individ—
wal or organizational, is concerncd with the discovery und
gsoldection of satisfactory altornatives; only in exceptional
cases is it concerned with the discovery end selection of
optimal a2lternatives." On this same theme, Kaysen gives the
econonist's viewpoint.[1965, . 91:

"iile the firm in the highly competitive market

is constrained to seek aiter maximum profits,

because the alternative is insuwfficient profit

to insure survivzl, the firm in the less com~

petitive market can choose whether to seek

maximwa profit or to be satisfied with sone

"acceptable" return and to seek other goals.™

If we accept the notion that survivel is a fucdamental
superordinate goal, what then are the other gouls orn "gen-~
eral ends which the organizafion acts to achieve?" — and
now do they intermesh with one another? As indicated pre~
viously, the use of a lLaslow=-type needs hierarchy seesms to
nold some promise for anzlysis of these questions.

Figure 9 on the following page offers one possible
portrayal of the hierarchel nature of organization goals
zad the fegree of imbrication that exists among them, Note
that the time to survival is the primery concern of tine or-
ganization, with concern for growth & poor second. 4t this
veriod of time the operative goals of the organizatioﬂ.will
Je conecerned primarily with survival., Some operative gosls

SoAAngwith orowin also would oxist, but the primary ends
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at t2 the organization hag:again changed its focus, this
!
tine rroa growth to éfficiency. VWhut is envisioned at this

point is z situation similar to that of when Will Durant was

repl%ced as the president of General llotors and Alfred Sloan

escended Lo the Executive Committee., (See Chandler [ 1962,

pp.’ 122-162] \nen Durant returned to General Hotors in 1916,
ho initia@ed & vrogrém of ﬁassive gxpansion and integration. |
In his headlong rush Durant virtually ignored any considcra—
tign of organization: or confrol. He was able to get along
with this approach until the boom of post war prosperity
came tb a ﬁcreeching halt in carly 1920, Coaditions deteri-
orated rapidly until he was finally removed in Noveuber 1420,
ostensibly bacause of his disastrous attempt to sustain the
price'of Gerneral Notors stock by buying the st oun eredit.
pertain sifilarities can be observed between this situation
anéd a nwiber of others involviﬁg many different firms. Econ-
omisté sometimes talk of cconomy of scale with respect to the
size of 2 fimm andlmanagement's zbility to control a large,
growing orgsnization. This is the situation envisicned at

ty, = the organinztion, spurred on by its emphasis on growin,
finally réachap = point where iés top management pulls back

and recogrizes u2 uecd 1o consolidate previous gains.

Pinally, at . we view the mature organization. Its
i o
operative gozls Fr.. &a rather complete constraint set, bug

she organizaiion is no longer leen arnd hungry. Top executives

SLOWVHLE ponut sive all tne appesrcnces of heing stabesmen,




R 4

L #2

66

A lethargy pervades the organizetion, and a "“don't rock the
boat" philesorhy best describes ke orientation of the orgean-
ization., It is at this point, For gxauple, that manaogement
rights are bargzined away to organized labor, that signs of
technological, economic or socizl chonge are ignored because
to do anything about them would be to upset the "routine,"
It is at this point thet the orgarization must uwndergo a forn
of organizational renewal, or perhaps find itself rudely
shoved back intec focusing once again upon survival needs.

Clearly, the schenme propesed above is grossly oversinpli-
fied and as such should be viewed with suspicion. The reader,
however, should zaccept it in the spirit in which it is ofrered
-~ no% 2s & blueprint of inevitable organizational development,
but as & generel schema, Certainly if an organization remains
alert and vitzl, remains purpvosive and attuned to its environ-
ment, eschews the easy or tne comfortaule in favor of courses
of action which best satisiy the bzsic goals of the organiza-
tion, orgsnizational arteriosclerosis can be avoided.

Ynat hes been introduced &t this junciure are the phenon-
ene or goal suecession, the seguential nature of goals, and
go2l conflict. These will be considersd in subsequent

sections.

4, The Tvolving ature of Goals -

I+ wes proposed in the Introduction that the identity
cwises currently being experienced by such organizations as

: Luliollie Church, the U,3, Arn.y énd the New Left might

eals

~
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well have as one of thcir» root cuuses ill-dofined, poorly
communicated, or out-moded organization goals. The scheme
of orgenization nceds prowosed in the previous section illus—
trates how the focus of attention of the organizaticn changes
over time, However, what it Goes not expliclty depict are
the demands of the environment nor how the attitudes or
personal value systems of the orgenization members affect
the goals of the orgeanization.

.The theoretical model (Figure 8, p. 30) presents one
scheme which attempts to portray cthe interaction of opera—
tive goals, personal valuc sysitems of managers, and the de-
mands of the onviromnent. TFor an actual example, the case
of Bastern Airlines during the reign of Eddie Ricikenbacker
and in the years subsequent to hig stepping dovm provides
interesting waterial., Rickenbacker controlled-Eastern Alr-
lines from 1935 to 1959, and during that period the company
was the nost consistent money-maker in the indusiry. For
the 25 years of his teaure, Eastern had an uninterrupied
record of profits. 2Rickenbacker, the individuel, apparently
nad a2 frugal nature cnd he brought thig esteem for economy ;
into the business., Quoting Fortune, Perrow [1970, p. 147] ' 3
revorts: "Despite his deshing war record and flamboyant ex-
terioxr, he had the cautious soul of a greengrocer when it
came %o spending money,"

The largest single stocﬁholder in Zastern (he owned

thvee precent), Rickesbocuer undoubtedly soughi nigh proifits
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as a goal of the firm. BEqually obvicus is the conclusion
that his primary subgoal, or nmeans ol achieving higher
profits, was by eaphasizing efficiency — wmore specifically
cost reduction. It is reported Ly Paerrow thet on occasions
he actually lecitured his employees on the importerce of not
just saving pomniles, but mits., While other airlires hired
vretty young women w5 stewurdesses end served appetizing
in-flight neals, Baétern stuck with male stewards (they
could do more work and did not leave to get married) and
served coffee and cookies. Othor zirlines invested in new
aireraft which were faster snd more comforiable, thle
Eastern kept flying old reciprocating aircraft. Quick
turn—arounds of the aircraft on the ground zné tight control
of scheduled maintenance ensuvred mexizmuwn utiliation of the
aireralt, but made for undesirable departure and arrival
times for the peying customers — scheduling was for the
convenience of the company, not the customers, although
overbooking was cowmmon practice fer all airlines, ZBastern
nsed to surpess zi. 1ts rivals. On one noitable occasion

two of nine passengers with confimed reservaiions who were
not peimitted to bnard a flight threw tae airlinz into a
tizzy by standing under the plane's propellers for more than
an hour, preveniing texe—off. Soon after the inecidsnt, which

received thorough coverage in the press, WHEALS — We Hate

Bastzrn Alr Lines — was formed.

AN P |
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Up until this period off time Eostern enjoyed a very

ek

fovorable route structure —~— possessing 2 near nmonopoly on

its most profitable runs. This ended when the Civil Aero-

nautics Board decided to stireangthen the smaller airlines
end ¢ompetition by permivting them to service the busier

and more proifitable routes., Rickenbacker had retired the

pravious year, and Eastern was already showing signs of
slipping, but the CAE decision was the siraw that broke
their back. Burdened with ancient eguipgment, inadequate

sei.vice, incornvenient schedules, andéd substantial customer

i1l-will, Zastern lost one-third of its traffic by 1963 and

substantizl amounts of noney. Floyd Hall took over in 1963

N o i it L0 i kD i . ol

and within two years turned a substantizl deficit into a
profit of 29.7 million dollars, Uninterssted in dlvidends
or short ter profits (he did not owa any significant amount
of stock), Hall invested in new aircraft, stressed customer

service, and initiated an advertising biitz to change the

image of Zasternm airlines in the eyes of the pudlic.
How would one o 2bout cnalyzing tais situation? ias

Rickenbacicer at fault for continuing to cuphasize cost re-—

duction and ignoring espital invesimeni? (Rickenbacker

b, s

crustily observed in 19864: Vit tookx 25 years 4o build Easteran

wnd only three and a half years to tear it apart.m)
Actually, there would appear to be several elements

nresent in this example. First, it seeas that we have an

exuaple of Allvnorig's funciional autonomy applied to goals.
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Whereas cost reduction was undoﬁbtcdly intended to fuaction
as & means to the cnd of high »rofits, somewhere along the
line it gained eminent status in its 6wn right. Rickenbacker's
velues were inpressed upon the organizetion (efficiency over
customer sotisfaction) and pleyed an importent role in organ=-.
izztional decision making. Neglect of the customer over the
yeers had deadened any organizajtion sensitivity to signals
froa the environnent such.as the formation of WHEALS. No
doubt the notoriety of customers' antagonism and the many
complaints filed in their behall with the CAB played some
parti in the latter's deciuion to open up- the more profitable
routes. Also, had LZastern zbardoned its short term perspec—
tive and emphasized growth and innovation, es some of its
conpetitors did, it undoubtedly would be a more commanding
presence in the industry than is is today.

Arnother brief but familisxr exenple cen be seen in the
relative performences of Scars 20ebuck and ilontgomery VWard
in <the late Pifties and eerly Sixties. Sears correchtly
agsessed the move to the suburbs and took appropriate action.
Ward's under Sewell Avery, on the other hend, faltered.
Although Avery znd his steff zad the same informetion as
their rivels, they were loathe to make the required capital
investment and relax centralized control, No doubt thisg
decision was influenced by perscnal values as well as‘é

nmiscalculation about the ecorony.
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Two points have been attempted to be made: I)Igoals
. which may be correct and proper today, may become the Iirm's
albatrogs tomorrow if changes in the envi?onmcnt are per—
nmitted to go urheeded; and 2) although two comparable firms
in the same indusiry may have identical general goals, a sig-
nificant amount of differentiation is possible through examin-

ation of subgoals, the firms' means of achieving the broader

it j goals, Thus, while two firms might pursue goals of high profits i
and growth in electronic hone entertainuent systems, a liagnavox

night stress high quality &xd a “Junith follow the route of

aggressive marketing. In the terminology used in this study,
goals involving quality for liagnavox would be considered oper-
ative .goals since quality would be found to be emphasized in
such areas as marketing and production decisions.

The case of the National Foundation for Infantile Paralysis

[5ills, 1957] has been cited in much of the literature as a

1y | classic example of goal succession. After development of the
Salk vaceine, with Polio effectively eliminated, the organiza-
tion was faced witan the »rodlem of what it should do, Osten-
sivly, the most logical course of action would be to disband, 3
gince its stated gocal had been achieved. This, ef course, was F
rot done — instead, the orzanizztion changed its focus to

childhood diseases in general. How one viewed the change is

a nmatter of personal interoretation., The skeptic might ob-

TR

scrve that since the organization's primary goal always had

oy

5 Leen o provide the Pourdation's lezders with prestigious and

et di e bR ey s




g et

1

12

powerful vositions which gave them an important voice in
national heuith policies, nothing but their "cover*™ hagd
changed, On the other hand, persons who viewed the Foundation.
as i national asset which hed performed a mejor role in dé—
feaiing & dreacded disease, the shift was logical and in the
best interests o the nation. Whatever your personal opinisn
night be, it cannot be denied taat, faced with a scientific
development which would have eliminated the need for the
Foundation, it adroitly shifted its Tocus to a scientifically
compatible and highly viable (and cmotional) goal which vir—
tually ensured perpetuity for the orgenization and life-long
cereers for its acmbers.

A8 scen in the case of Montgoméry Ward, to recognize
changes in the environment is simply not enoush. To renain
healthy ar orgenization has to be prepared to act -— to take.
risks, to investi czpital, to initiute change. The character
of some industries, cspoeially those which are technology-
based, is such that this represents no particular problem,
With other, more stable ircdustries, however, this aspect of
inplementing change c¢an pose serious difficulties ~ not the
lecast of wailch is conflict among the members. In the next
section, we will briefly consider some aspects of goal

induced conflict. -

5. Goal Conflict

In the vintage wovie Executive Suite there is a scene

woiess VWillian Holden, portraying a dedicated chief -of R&D
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of a furniture company, goes down & proiuction liné smashing
low-priced, low quality furniture. Holden, intent on returning
the focus of the orgenization to growth through innovation ahd
products of the highest quality, was involved in a poweér
struggle with a Machiavellian conptroller (Frederidk March)
who was intent on pursuing a course of cost reduction and
raising short-run profits. If one overlooks the unsitylish
dress of Barbara.Stanwyck énd June Allyson, the rather well
done drama has lost none of its relevance in the 20-0dd years
that have elepsed since it was first released. Shifis in
organization goals, or dogsed persistence in clinging to out=-
moded gorls can be sources of serious conflict within the
organization.

Actual instances which have some resemblance to the
movie scenario are numerous. e have already briefly dis-
cussed Eontgomery Ward and Eastern Airlines. Equally illus-
trative might ve the respective cases of Gar Vood ahd the
Great Atlantic and Pacific Tea Company [Perrow, 1970, PP, 160=
167]. Gar Vicod industries had for years concentrated on pro-
ducing high quality custom boats, but sensing the g?owth of
2 mass pmarket for lower pricad, lower quality boats, deciged
to go into competition with Chris Craft. The reaction of
production workers was so adamant, however, thﬁt the fim
had to abandon its low quality production lines at thé home
plent, hire new procduction personnel and build a completely

“evw plang at a location miles away. The goal of quality had
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become s0 much 2 part of the production organizatidn that a
shift in gosls necessitated a new orgunization and new
personnel.

A & P's story did not heve as happy an ending'as

Sxecutive Suite, but the lesson o be learned from it is

no less illuminating. (See "Look Who's Becomé a Teke-Over
Target: A & P," Fortune, Sept. 1968.) In the early Sixties
the top executives of A & P were aware of an apparent shifst
in consumer i{astes, in that the consumers seemcd to desire
high margin, non-food items avzilable in the superma;kets

in which they shopped. The position of A & P. management,
however, was that they were in the food business and anything
that distracted attention from the food business was bad for
the coapany — high margins or not. It might he added at this

point that A & P manegement was (and to a large degree still

_is) composed of tried and true "A & P men," schooled in the

“A & P way" of doing things. Longevity was zmong the nost
vélued credentials for promotion. With a 73 year old chief
executive officer and a &7 year old president, the emphasis
was on anything bhut growth end innovation. Sitability could
be characterized &5 the organizeition's most compelling need.,
Prodded by the significant gains of competitors, sagging
profits, and a restive board, & & P initiated a "youth" move-
aent by créating'three new execuiive vice president positions
(zges: 51, 59, and 62), Perrow [ 1970, p. 160] notes that at

e bime one of the new vice uvresidents assumed his position,
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he expresscd the opinion that A & P had been slow o toke
on non-food products. Five ycars later that same executive
told an interviewer: "3asically we're in the food business;
we don't want or need to promote." Contrast this with the
gtatement of a coapetitor: *“We're in whatever it ﬁakes to
bring them in end sell them."

The point of these illustrations is to emphusize that
en organization just deesn’t (or shouldn't) change or retain
organization goals without thorouzh deliberation on the
_possible comsequences of change or failuwre to change. The
character of the organizaiion and the values of its nembers
shogld also be taken into cousideration. If, as wizh Gar.
Wood,” prevailing goals and values have been thoroughly in-
ternalized, a shift in emphasis on values and zocls could
set off a chain reaction which would spell nothing but
irouble. On the other side of the coin, the organization
(such as A & P) thet persisis in valuing goals whose time
has come and pessed, also nas troubles,

Certeinly, some amount of goal-induced conflict seeas
inevitable in any organization., Anyone who has ever parti-

cipated in negotiations or has worked on 2 committee divided

into factions with strongly divergent views knows that any
so-called consensus agreement carries with it the seeds of .

conflict, Goal conflict need not always lead to internecine

wquabbling — like garlie, however, a little goes a long way.
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Bvon after devoting substantizl time to the subject, it
is not altogether c¢clear to the rescarcher how a group of in-
dividuals, all with at least slipghtly divergent preference
functions, can effectively merge their preferences intc a
consistent set of organization’ goals, Indecd, in the lignt
of Kenneth Arrow's Impossibility Theorem [1951], one might
conclude with justification that such a feat would be impos-—-
sible, Clearly, part of the solution nust he accounted for
in the general nature of official goals. Other possible
answers might lie in the fact {that with decentralized organ—
izational structures, lurge organizetions can (and do) pursue
conflicting goals simultancously; that sone organizations
seem %0 have a “"goal-of-the-week" — that is its goals, or
more correctly the cmphucis on its goals, shirfi with every
new wind; and finally, organization nembers might pay lip
gervice 40 stated goals, but only act to influence those which
have relevance to thema. On this final note, we might recall
Barnard's [1963, p. 165] description of an authoritative
communication:

"A person can &r.d will accept a communication as
authoritative only waen four conditions simul-
tareously obtain: (az he cen and does understand
the communicniion; (b) at tne iime of his decis—
ion he believes tnat it is not inconsistent with

The purpose oulo] of the orgenization; (c¢) at
the tinme of his decision, he believes it to ve

rompw*lbWe Wlith nls personal 1nterest es’ e whole;
end (4) he is able nentally and phy51cally to
corply with it."
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Vhat Barnard seems t0 be saying is that each individual with-
in the organization has his owm idez of what the goals of the
orginization are and his actions are governed accordingly,
Phe soolda, as he perceives them, may or may not be complew
nentee by hiQ personal values and desires, but if hé is
coavinced that these are the purposes of the organization —
A besicl which might be supported by the managemént control
or acnagement appraisal systems — then these are the goals
which will have reclevance to him. Confliet arises when he
bhelicves thai he must take a cowce of action to influence

a goal which runs contrary to what he believes, as an indi-
viduzl, is iuzportant.

A4s Mloren and Simon (1958, p. 112] note, conflict is a
tern which necans meny things to many people. For the pur-~
poses of this research, however, the generzlly accepted con~'
cept of it in the contexy of decisién—making is preferred,
Therefore, confliet is considered %o be sz breakdown in the
stendard mecnanioms of decision-meking which causes the
inéividual or group to l.ove ¢ifficulty in selecting alterna-
tive courses of action. In short, conflict arises when an
individual has a decision problen. ,

Zeturning once again to Barnard (1938, p. 2647, it
would be instructive to consider nis thoughts on moral

.

codes, In discussing this subject, he wrote:

RO
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"ihen there are oceasions under which conflicts of
codes 1oy arise it may be thuat one of the codes
involved is 2 superior or doninant code. In thig
ctge there is usually no sorious personal diffi-
culty, and the tctor is usually not aware of con-~
flict. %he dominant node is the one waich governs
as & matler of course; and the action mgy involve
inconsistency only froum the point of view of an:
observer. In such cases the personal problem at
mest is one of sinéerity or of thé possivility of
apparent vieolation of consistency. . '

When, however, codes have substantizlly .equel
validity or power in the subject affected, con-
fliet of codes is 4 serious personzl isswe. The
results of such a conflict nay be of three kinds:
(1) either there is a parplysis of action, accom-
panied emotional tension [anomie], and ending in

a sense of frustration, blockade, wncertainity, or
in loss of decisiveress and lack of confidence,;

or {2) there is conformance to one code and vio-
lation oz the other, resulting in & sense of guilt,
disconfort, dissatisfaction, or a loss of self-
respect, or (3) there is Tound some substituke
action which satisfies immediate desirc or impulse
or interest. or the dictates of one code, and yet.
conforms to 21l other codes. Nhen ths socond situ-

ation of non-confomacnce to one coae 15 IHE TE50iu—
Tion anc 1t 1s repcated orten, 1t will nave the
errect of gesiroving that code, uniess it is very
power:iul ana i 1evt &live by conginuing exsernal
inrluences,' | cuphasils he researcaer's) '

The researcher experienced 2 certain excifemenﬁ uwpon
reading the above passige, Tor in thpse twozparagraphs
Barnard succinetly stzied & pcfsonal theory which the re-
searcher has formulated over the years, and which clearly
had been integrated into the Thcofetical Model, \Vhile this
night not be immediately apparent to the reader, a Erief
explenation should make it so. .

!
In this research we are dealing primarily with operative

; and bthe interdependcnce which exists between those goals

£0s18 ar

! ]
i the individual nencgers's personal values system. It is
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lpropdsod that cortain goels ore operative (i.e., have behav-
igral reaevahce) besause they are consistent wita the primary
orientation of the manager's value systen, Conflict is held
to exist when the nmiager, faced w;th a decision problen,
opts for an alternative which, 1o him, is less important than
another alternative — an alternative which would be person-
ally preferred. To go a little further, let us take an

| .
example from ths organization which is the subjeet of this
research, the New York Telephone Company. Let us nypothnesize
that there is a plant manager who has totally internalized
the goal of customer service. To him serice is the  paramouut

! .

purpose of the Compeny. Let us further suppose that this
manager's supervisor, the district plant superintendéﬁt,
because his'district's péoductivity indices Tigire prominently
in his aunual aﬁpraisal report (thercby directly uffecting

his yearly raise and promotion opportunities), has been

uttin ressure on his plent managers to improve in this
p Sl ,

highiy visible =zrea of wcasuvrement,

In response to.this pressure the marager, unless he was
an unusually secure individaal, would undoubiedly hgve to
subordinate service to productivity geals — ai least in
areas which are reflected in the produvctivity indiéesm Such
a situation'would herdly be catastrophic over tihe short run,
but if it persisted for any appreciable perioé of t;me}

powerful tensions could be created within the plant manager

whte soaner or later would exact a toll.
: 1]
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2he researcheor hus personally observed cases whore
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similar situations, existent over long periods of tine,
nave led to behavioral aberrations, and in some cases to :
conilicy similar to Barnard's firss tyne — which has been

scribed by the sociologist Buriheim as "anomie," In this

eveniuality individvals are virtuelly paralyzed to take
73 action. If there isn't a well established precedent covered
by the "book," they do nothing. Such behavior is normally
accompexried hy a pronouncéd sense of ill-being, of'enotional i
tension, & lack of self-respect, an ebsence of seli-confidence,
and a totelly negative vicw of selfw-worth, Alcoholism is
Trequently the result of such pressures.
Suca an outcome, however, is far from incvitable. Psy-

-fA' chologieally mature individuals who find fthemselves subjected
to such pressures have a nuwamber of options open to them, ;
the most ohvious of which are requesting a transfer or seek-~
ing new enployment. In most cases individuzals adjust by
striking some sort of bzlance, by satisficing — i.e., "By
doing just enough to keep the old mén oIf my back." This is

especisliy true of large, decentralized organizations where
the manzger is physically separated from direct observation
by his supervisor,

Suwiarizing, the brief consideration given conflict in

JEDENT-AN

1 this section apnroached the subject froa the point of view
wildnu

that cornilict resulted wnon there was & breakdovn in the

= 1
. . .

Stendard weenanisias of decision~narning, The breakdowm maght

"0 AR A i 5 1A 5 | b Vgt MBS b1 A



1! ' 61

s ' be attributable to differemces in values, in perspective
(such as those which might be expected to exist between

4

2 L levels in the organization hierarchy), and in particular,

: . to diffarences in the peorecived imporience of orgunizational

£oals,  As Smith [1966] noted, conflict necd not be dys-—
| functional, but often is devasivating in its affect on organ-
! izational effectiveness, Conflict is not restricled to any
specific organizationzl foras, but is most prone to occur in
hierarchal business'organizations. Certain actions ars open

to an orgarization interested in minimizing the inmpazet of
o [~

conflict, " the most effective of which center about improved

é comaunications, creating an open, irusting eanvirorment, sup-
portive leadership, and & flexible organizational étructure

i which would'permit ".o..8 system of high mutuwal influence cross—

3 cutting specivclties and organizational cchelons." [p. 393]

: 6. Previous Studics

Pharoughout the literature, three specific studies stand:

T o

‘out as being particularly relevant to this rescarch. Two of
3 : the studies, Dent [1959] eni Englend [13967], deal specific-

5 ally with orgenizational gjozls, while the third, Smith [1966],

exaenines some conditions and conseguences of intra-organi-
zational conflict., WYWe will first review Dent's work, and then

Englond and Smith in that order. . .
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a. Janes ¥X. Dent, "Organizational Correlaies of the

e

Gozls of Business lianagzement. Dent's stated purposes of

hig study were: 1) to determine how various goals are related 3

to the size of the business, the nature of ownership, union-
ization, and the composition of the labor force; and 2) to
evaluate various goals by describing the orientations of
“guccessful" growing businesses,

The data in this study were obtzined from interviews
with 145 chiel executives or executive vice presidents
(general manager, assistant gencrazl menager, or. superinten—
dent for autoromous verts of multiple-unit companies) of 145
different business establishments located in five different
citiey: Bridgeport (Conn.), Pniladelphia, Clevelahd,,Houston,
and San Francisco., The establishments represented “all®
types of industry, and employed over 50 employees,

In conducting *he interviews resedrchers first asked a ,
goneral quastion concerning the activities of the organiza-
tion, and thenr followed-up with the ;pecific question: "Whaet
are the aias of +{op nansgement in your comyany?" It was from
this question thet the data was obtained. The interviewer
did not probe, but merely recorded whatever the manager
mentioned, Some raspondents gave a single goal, others
gave nultiple goals. The results, expressed in terms of B

the percentage of managers citing aims among the Iirst three,

weres
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Ainms of Menzgers % llaragers Listing Aims'

in Dent's Survey in _the Tirst Three Given

To make money, profits, or a

LiViNgecooeanssesseossaonsossntscnne 52
To pay dividends to stockholders...... 9'
T GrOWasessosssavsssscrocnsossnasensea 17
To be efficiont, cconomictl.sveecnesses 12
To mecet or stay ahcad of competitors.. 13

Tn operate or develop the organi-
za‘tion......o--oo........-.o...;...o 14'

To provide a good product; public .
Service........'...dil'l"'....ll... 39

To contribute to the community, com- .
munity reletionS.esesscvescvesccnses 3

To provide for the welfare of em-
ployees: & good living, security,
happiness, good working conditions.. 39.

Miscellaneous Other AiMS.ssvecoecssoons 16

(Note: In translating the above aims to the dual goal classi-

fication used for this rescarcher's questionnzire (Appendix 4,
Part II), seven of the nire goals would be placed in the Gen-
eral Efficiercy Goals caitegory, while only two woul& be put

into the Gozls Associated with People arnd Society section.)

From these stated aims of meragenent it cen be seen that the
managers interviewed by Dent's task force mentioned profits,
a good product/public service, employee welfare, and growth
more frequently thar the other aims. As with any research

emplLoying the non-directive interview approach, one must exer-

cise caution in drawing coaclusions (as Dent properly advises).

————
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Otherwise there night be e tenptistion {0 conclude, for example,

that since 52 percent of the managers mentioned profit among
the first three aims given, 48 percent must not consider
profits to be very importent. Clearly, such a coﬁclusion
would be ill-conceived,

Recognizing that people tend to express motives which.
are socially acceptable, Dent offered three reasons why he
believed the resfonseb to be valid: 1) the respondents were
not talking “for the record," and were assured that neither
individual ﬁor company names woull be cited in reports made
on the study — to suppert this he presents evidence of
"gurprising frankness;" 2) the study was not primarily con-

cerned with the description of managerial goals but with

the relation of goals to various characteristics of the enter-

prise (the findings would only be invalid if there was differ-

ential distortion on the part of managers of varying types of

businesses); and 3) observing that the ulitimate test of the

"validity of goals is in the behavior of management, he offers

correlation coefficients showing that stated (or unstated)
goals such as employee welfare could be related t&_such poli-
cies as empioyee health services. [pp. 234-235)

Conclusions and observations xade by Dent which are of
interest to this research were:

* Profits seexa to be the most salient single goél of

business, but the data suggest that this motive is declining.

* Any decline in the icportance of the profit motive
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appears to be attributable to the profcssionalization of
employees, not of maragers, .

* Professionazl maragers are not less interestéd in
profits than are ownexr mansgers.

* Ag the professionalization of employees increases,
nanagers exhibit an increzsed irterest in growth. |

* lManagers of large businesses speak more -often of
public service thén do amanagers of small businesses.

* Managefs of large unionized businesses display more
interest in the welfzre of their employecs than do'the nan—
egers of small urionized businesses. This relationship is
reversed for non-union firms.

) * HManagers of "successful" businessés speak more fre-
quently of good products than 46 managers of decliﬁing
businesses. (bent's criterion of success was growth, which
was measured in terms of the average annual percent increase
in employment for the period 1947-1555.) |

* Menagers of successiul businesses alsoﬁwere;more in-
terested in meeting and s=uaying ahead of their competitors

— they were more* "outward" oriented, less interested in

“internal efficiency than growth,

* Understanding and evaluvation of organizations and in~
stitutions require a consideration of their broad functions
and characteristics. It is the characteristics of the total

organizetion and of all its nenbers that determine its goals.

AR -
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¥ To.understand management ideology, one nmust know the
nature of the entire organization, and the needs and aspira-
tions of all its members,

* Managerial goals are not related to the amount of
formal education of the respondent, nor of the age of the
company, nor whether the establishment which the respondent
nanaged was part of a multiple-unit company, or was a com—
plete company in itself.

* There was no evidence in the study to suggest that
managers who are interested in serving théir customers are
likewige interested in scrving their employees, or the pub-
lic in a broad sense. The complex way in which the managers'
orientations toward employee welfare crelate to the size and
unionization‘of the business suggests that intvernal and ex-~
ternal forces are in interaction. l

# Concern for good products/bublic service rises'signi-
ficantly from firms witn 50-99 eaployees, but quickly reaches
& ﬁlateau. Ore cen speculate if the smaller firms might not
be "locked-in" on survival goazls, while the larger'firms, more
secure and certainly more visible to the public eye, are more
concerned with goodwill and growth, Dent speculates on the-

‘possibility of a plot of concern for good products/pudlis
serQice vs conpany size being an inverted “U¢ rathér than
remaining at a constant plateau. In the light of Fighre 9
{p. 64), we might share his conjectﬁre and wonder if it is

rot posusibiz for firms wnose rotivating needs ere primarily

PR [ R YR
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stability and effectiveness to de-—emphesize %he importance
of a good product and public service — which, when combined
with other factors, can ultimately threaten the sufvival of

a once secure firm.

Sunmarizing, Nent pérformed the first reasonably definie
tive research on the subject of the goels of business manage-
ment. Work pricr to his study could he classified as anything
but "hard" research. The inclusion of Degt‘s viork. in the
bibliographies of virtually all writers to tackle the subject
of organization goals subscquently, gives mute testimony to'

the paucity of data available. England's work on organiza-~

. tional goals of American managers was more of an addendun to

his comprehensive work on personal value systems of managers,
but even at that, substantially enriches the supply of available

data.

b. George W. England, "Orgarization Goals and Expected

Behavior of American Manacers.,” The empirical data for this

paper were obtained from a larger study [1967a] and the ana-
lytical techniques are the soue as those proposed in Chapters
I and IV of this research.

Sngland distributed 3600 questionnaires (Appendix B),
from which- 1072 were returned with usable data. _Oyerall, he
found American maragers %0 possess what has been preﬁiously
dascribed as a "pragmatic" primary orientation. Uéing this
ficding, hwe then proposed a schexme of valuation of the
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organization goals listed in his questionnaire, whereby fhe
criteria of "% High Inportance and Successful First Ranked®
would determiﬁe the relative importance of the goals. (Note:
in this research tho primary orientation of the individual,
rather than'that of the overall organization, will be used
wi%h a ranking of "High Importance" to establish relative
importance of organization goals.) .

Englend's findings are sumnarized on the next page in
Figure 10. As indicated, the goals appear to fall into four
separate categories: 1) Organizational Efficiency High Pro-
ductivity, and Profit iiaximization; 2) Organizational Growth,
Industrial Leadership, and Organizational Stability; 3) Em-
ployee Welfare; and 4) Social Velfare.

The first grouping of Organizational Efficiency, High
Productivity, and Profit Maximization appears to fit Simon's
(1964) description of maximization criteria — i.e., these
are the goals which menzgers attempt to influence by their
actions, behavior, or decisions. As England [1967b, p. 109]
points out, "It would also seen that this subset of goals
could be described as altefnative generators (e.g., goals
which are used to directly synthesize proposed solutions in
situations where possible courses of action must be discover-
ed, designed, or synthegized)."

The second subset, Organizational Growth, Industrial
Leadership, and Orgenizational Stability, are clearly of

cecondary importance to the first subset and this ranking;




=1, '_W’
et e il

B R A L

89 ,
o A
N - 4
FIGURE 10 :
1
SULIIARY OF ENGLAND'S RESULDS"
T YR ST L S T S VR T I AN T R S L AR, P TERAERY L322 ” i
Total Group (N = 1,072) %.High % Successiul % High
¢ s a Inportuice
Goals of Business Orgms. Importance 18t Rankeé & Successful
1st Ranked }
' WLLT L AEUNIZ) AT TR N RS Ll i e s % S P AT % B T o\ T+t Lo NUILTE T RETF Y H T i DO TS TR Y M F
" Organizational Efficiency 81 71 60
: High Productivity 80 70 60
f Profit Maeximization 72 70 56
Organizationzl Growth 60 72 48
Industrial Leadership 58 64 43
Organizational Stability 58 54 38
Employce Welfare 65 20 17 4
Social Welfare 16 8 4
B T T L L T T T N T T I S AR S T I Y S T L Oy L ; TP 5 213 I
p
1
*Englend[1967b, p. 108]
l
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as well as the content of the goais, aeem to indicéte that
they should be viewed as associative consxrainfs. In BEnglend's o .
[1967b, p. 109] words, "They génernlly are not sought iﬁ and
of themsclves (actions are ro* -Q“aily taken 'to difectly in- ! I
fluence then); rather they are'utilized in alternafive-testing.“ .
In terms of the Theoretical Nodel of this research, this sub~
set of goals is use@ for primary;testing. _ |

The third subset of orgenization goﬁls contains only one
goal,.Employee Wlelfare, 1t éeems particularly s:gnificant
that this goal, which received the fourih highest ranking ‘ ‘ o
(65%) of the single criterion “High,Importance," ﬁés valued -
by only 17% when the dual criteria were considered; England's ‘

conclusion, which seems guite 'plausible, is that;Emplbyee

EE S

Welfare is a professed ("eyewash") goal whicﬁ, since % does

not fit the pregmatic primary orientation of the ménagérs, 1

will not appreciadbly influence managerial behavior — i,e.,:

e i

will have low behavioral relevance,
The fourth and final susset of goals elso contains but : ¥
a single goal, Social Welfare. Siuce only 16% of the managers
considered this of "High Importance,* its status as even an
"eyewagh® goal is quectionable, "The fowr pefeent joint vaiu—
ation clearly indicates that insofer as this broad.samplelis
concerned, Social Welfare has, very little relevance for Ameri-

c4n managers, _ 5

Tf one compares these results with those of Dent (as

Csand L 1u67b, w. 1i1] does), & general cousistency would
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be evident., Pigure 11 on the next page portray's Dent's : i

. o : o , .
. results in a format similar to ZIngland's.

; o On the subject of!organizat;onal geal variability, _ :
F : .~ England found a number of statislically significant dif-
! i ' ferences relating to a specific goal and a specific organi-~

zational ox personal variable, Sumnarizing the differences,

Figure 12 shows that there were !4 (out of a possible 88)
, " instances which were statistically significants .
T * Size of the Firm, Nanagers of small firms (under 500
employeea) nad the lowest behaviorzl relevance scores for
tﬁé first subseﬁ of organization goz2ls, managers of large

firas (10,006 or more employees) caue next, and managers of

nediun sized firms (500-9,999) had the highest scores:

L . Smell  Hediws  Large
: ' Firms Pirms Firms

, Orgenizational Efficiency 54% 645 61% .

PR High Productivity 545% 645k 58%
X 1 - H N .

ﬁ ; . Profit HMaximization 5654 61 564
3 ! ’

Among the goals in the second subset, the Associative
i i Status Goals, there arc iwe sizaificant relationships. lian-

¢ az2rs of nedium size firas value Organizetional Growth more

£3

.| { highly *han do their counterparts in small and large firns,

!
N ]

B and nmanagers of large firmas have lower sesress on Organiza-

:
i
‘.
1
¥
b
l,
£
i
§
c
+
4

; i

tional_Stabiiity: _ C

Sneall Mediun Large.
FPirms Firme Firng

Croecanationsl Stability 40 41% 29% _

Dl cubiostioiel G rowth T 424 T 53% 43

boEaAs 2 T

e e
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PIGURE 11 ‘
. }

_ SUMMARY OF DENT *S RESULTS*

.‘
i e c,’ o -~ L) ’
: . A . . of managers giving vari-
1 . Management ” : G > :
) Adins of Iianagemen ous aims vmong firgt 3 aims ..
] . -
] To make nmoney, profits, or a living.. 52 '
] »
C To be efficient, cconomicaliecseecan 12 .
} To pay dividends an Sﬁockmnaoornooo 9 'f
’ e W Mt Sd e St el MU S e Ger (% G Bna Wew R e dew SEE Bad St M A Sep Mem b SAs Gy M e hey e
b To provide a good product/service.... 39
B ]
? To grow..........o....o......-...o. 17 :
E To operate/develop the OrgNieeesces i4
.) .
L To neot/stey ahead of compeditors.. 13
3 : - e .-.w. e e e o s e o b Aen e me w4 Ee e ww e e e o e oa o e n
. To provide for the welfure of en-
3 ployees: & grod living, security,
3 happiness, good worling conditions. 39

P Ben hw B T ML e e s S b e Amg 8 e eve
)

To contribute to the comawnity,
Community relations.....-...-....-.

v B Sua bar G Rms G Bes  Ger m AR MRl e e A e

3

o Ame Bve 4 eee G e e ww

T

LY
3, lliscellancous other aiMNS.ieeeecrseers 18
4
3
; *.“ ,
3 Englana[ 1867b, p. 111] _
4 : 4
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ORGANIZATIONAL AND PuRSOHAL VARIABLI

FIGURE 12
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instances where there is

2

e Chi® which is signifi-

cent at the .09 level or above between classification on an
organizutional or personal variable and & goal's behaviorzsl

relcvance score.

DIFMRRENCES W/R 10 GOALS®
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¥ Type of Company, wholesale and Retail Trade managers
had higher bchavioral relevance scorec on the goal of Indus-

try Lecdership — 485 as compered with 435 for all menagers.,

¥ Organizational Level. Presidents of companies indi-
cated higher bonuvioral rolovongo for Social VWelfare than
nanagers at cther levels in the organization — 16% as com-
pared to 4% for the total group.
‘ Approaching statisticel significance was the difference
in the valuation of the goal Empldyée Weliare by presidents.
This goél, also, had higher benaviirzl relevaance for presi-

dents — 29% vs 17% for the total group. *

* [lanagerial Experience, Ianegers with over 30 years
managerial experience valued the goal of Industry lLeadership
more highly than their less experienced counterparts — 53%

as compared with 43% for the itotal group.

.

* Job Satisfaction., 4 signii'icant linear relationship
existed between job satisTaction and Industry Leadership:
high job satisfaction - 50%; niddle job satisfaction = 44%;

and low job satisfaction - 36%.

¥ College llajor., Ilianggers who majored in humanities,
fine arts, or social sciences had significantly higher be-

havioral relevance scores on the goals of Organizational

Bificiercy, High Productivity, and Organizational Growth as
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compared with the total group:

Social Totel

Sciences Groun
High Proéuctivity | » T 66%
Organizational Efficiency 736 605
Organizational Growth 56% 484

% Amount of Education. Ilenagers without college degrees
valued Organizational Stability nore highly than managers

possessing degrees — 467 vs 3T,

% Age. Middle—éged nanagers (45-54 years of age) had
low behavioral relevance scores on the goals of Industry
Leadership and Organizational Growth — 367 and 4<% respec-
.tively as conpared 1o 4375 and 483 for the total group.
Oldex managers (60 and over) had relatively high scores x
on the goal Industry Leadership (53%),'while managers wder |
35 had high scores on Orgonizetional Growth (56%). Also,
older managefs had a higher score on Social VWelfeare, while

yownger managers had a lower score (7% vs %).

* Line-Staff Position, Depariment, and Income. There
wvere no significant relétionships between behavioral rele—
vance scores on any of the eighit organizational gozls and
Life~Staff Position, departuental Affiliation, or Income

-~

Levels of ilanagers.

tngland concludes that the results of his study support

s

S.a0n's 1 1964] notion thnat it is generally more meaningful
L o S
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to talk about & set of organizational goals as opposed to a
ﬁingle organizational goal. ‘ | . 2
In reviewing the relationships between specific goals
and organizaticnal or personal variables, he notes that there
are only three significant relationships between the first
subset of goals — two with a pergonal variable (COIIgge .
¥ Hejor) and one with an organizational variable (Company Size).
With the second subset, on the other hand, there were nine
significant relationships -— three with organizational vari-
ables (Company Size and Type of Coupany) and six with personal
variables (Years as Menager, Job Setisfaction, College lajor,
Amount of Education, and Age). fThere were no significant
relationships with EZnployee Velfare, and two with Social
Velfare — QOrganizational Level and Age.
The implication #Znglend drew from these resulis was that
differences ;n decision-making or in behavior among groups
?‘ . may be more 2 fwaction of the associative status goals than
| the general efficiency (first subset) goals. The general
1 . efficiency goels would be."more inportant behaviorally" with-
in an organizetion, but less responsible for differences be~
tween organizafions.
Finally, the finding thet personal variables accounted
for more of the significant gozl differences than the organ-
jzational variavles (nine vs five) was viewed as suggesting

that the actual gozls of busirness may be related more closely

e personal charecteristics of its managers than to bread

- . o
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characteristics of the business., As Lngland observed:

"phis finding is in dairect coutrudiction to Dent's con-~
clusion and questions the extent to which organizational
goals can be understeod without reference to personal goals,'

personal values, or motives of individuals." [1967b, p. 116]

¢, Clarett G, Smith, "4 Comparative Analysis of Sone

Conditions and Consequences of Intra-~Orgznizational Conflict.”

This study tested three hypotheses concerning possible sources
of intergroup confliect in orgenizations. These hypotheses
attributed conflict to: 1) problems of coxmunication between
the parties involved; 2) dificrences in basic interests and
goals; and 3) a lack of shared perceptions and attitudes
anong memberé at different echelons,

Utilizing data from the research archives of the Survey
Reseoarch Center of the University of Hichigan, a couparative
analysis was nmade in approximately 250 separate organiza-
tional unitslfrom six organizations:

(1) PFour locals of an international trade union.

(2) A sample of 112 local leagues of the League of
VWomen Voters.

(3) Thirty geographically separate stations within
2 nationelly organized delivery company.

(4) Thirty-three geographically separate dealorships
of an automotive szles organization.

(5) Porty geographically separate agencies of a
nationally organized insurance company.

Thirty~six branch offices of a national
broxerage firm.

~~
h
~
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“Confiict" was dcfined by Smith as, ".,.a situation in
'which the conditions, practices, or goals for the different
perticipants are inherontly incompatible." [13966, p. 382]
A five-point scale deseribing the amount of conflict and
tension between all possible combinations of hierarchal
groups within the oiganizétional wnit was designed for as-
signcent to the responses of members of each organization
to similar questions., The zmount of conflict between two
hierarchal levels in an organizational unit was computed by
taking an average of the scores on the five-point scale of
the.answers of the respondents .t the twoe lcvels in gquestion.

Included in thefdesign.of the study were measures .of
social gtructure, interpersonal processes, and organization-
gl effectiveness. Sociel struciure was divided invto five
variables: organizational size, coﬁplexity or specialization,
differentiation, end itwo measures of organizational control.
Interpersonal processes were broken dovn into measures of
mexber attitudes toward the organization, degree of partici-
pation in the organizotion, consensus of organization menmbers,
and interlevel cormunication. Consensus was defined as agree-
zent in attituée among organizaivionael members toward the.job,
the policies gnd goals of the organization, its mauner of
operation (including its systenm of control), and/or other
"orgenizotionally relevant® attitudes, The geasures of or-
canizational effectiveness varicd with each form of organi-

zation., With the 36 brokerage offices, for example,
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effectiveness was measured by: "Averuge stqndardized per-
formunce of office salesmen mezsured in dollar producfivity
with the effects of differential individual experience
elininated." ([p. 385) : , - .

Smith tested the three hypotheses (Communications, Con-
fliet of Interests, and Consensus) utilizing correlational
analysis, His technigue basically involved hypothesizing
relationships among an independent varizble, one or more
intefvening variables, and a dependent variable -~ the Llate~
ter in turn serving as an independent-vcriable in another
set of processes,

Figure 13 depicts Smith's basic results, coaparing
hypotheses with expecied determinants of intra-organization-
al conflict. Of particular interest to this research were
'his findings with respeét 10 the Conflict of Interest hy-
pothesis (differences in basic interests and goals), Fig-
ure 14 presents a swanary of the reletionships obtained.

As can be seen by the correlations between the measures
of identification and intra-orgenizational conflict in Fig-
ure 13, & partiel confirmetion of the hypothesis that dif-
ferences in basic interests and gozls cause conflict is
indicated, IFrom tihe results shown in Figure 13 it would
zppear that the hypothesis holds greater relevance for bdus-
iness organizations than for the union or voluntary organi-
zation, Note thait for the brokerage firm (r3 = -0,29) and
w2 delivery company (r3 = =0,.76) correlations significant

tu tac 0,073 level of confidence or greater are indicated.

-
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For the voluntary association and the union, on the other
hand, the predicted relationships did not appear - in fact,
in the case of the uwnic . ne would conclude the greater the
sinilarity of interes. 4 perceived goals, the higher the
level of conflict between rembers and officers. .

From Figure 14, one can conclude that althoughldiffer~_
entiated structure does rot necessarily lead to hierarchal
or central control, centralized control is generally accod-
ranied by organization goals which do not reflect the inter—
ests of the averege member. This is reflected in all six of
the organizations by the lower identification with‘the
organization « however, once again, conflict is indicated
only in tne business organizations,

Summariiing, Smitht's study shows partial validction of
the hypotheses hat conmunications problems, differences in
interests and goals, and differences in perceptioné and
attitudes of members at different levels in the organization,
cause intra-organizational conflict. None of the hypotheses,
however, completely reflect tne complexities of the situation.
Smith concluded that the facsors which cause serious inter-
level conflict within the organization are largely dependent
on the type of organization concerned, leadership styles
within the organization, interdependence in decision=-making,
the climate of the organization, and the power/authority

structure. Lastly, he concluded that conflict is not in

evary case decitruciive. In certain typves of organizaticns,
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the union and veluntary association for example, the effects

can be just the ovposite.

Insofar as vhis research is concerned, it is believed
that Smith hes provided empirical .substentiation to the many
intuitive statements and informal observations dealing with

goal and value induced conflict within organizations.

7. Summary

In the preceding sections we have reviewed thg liter-
ature dealing with the subject of orgunizational goals.
Existing theories were supplementied in part by observations
of the researcher, and actual experiences of American busi-
ness firms used as illustretions,

In an attempt to arrive at a consensus éefinition, or-
ganization goals were described as the general ends which
the organization acts to achieve. An organization was de-
fined as an aqpen socieal systen possessing specifie purposes,
In line with the writings of Simon and others, organizations
were held to possess muliiple zoals which were subject to
modification or change over periods of time.

A distinction was made between goals and objedtives,
with the latter held to be specific measures .of efficiency
of the resource conversion process., It was éroposed that
objectives contain three elements: 1) the root operative

coal(s) to be affected; 2) a yardstick or scale of measure-

ment; and 3) a target.
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that conflict is most severe when an individual, because of

104

A theory of the firm, modpléd efter Maslow's hierarchy
of human needs, was proposed, with survival the' organiza- .
tion's counterpart %o physiqlogioal needs.' Conmpleting the
hierarchy were growth, effiéiency, and stability. T

Conflict was determined to be a breacdown ig the stand-
erd mechanisms of decisionfmaking vhich causes the-individ-
ual or group to have difficulty in selecting alternativa
courses of action. Recognizing the'interdependenqe of ' . L

personal value systems and operative goals,'it was submitted i !

external pressures, nust contiaually opt for thé least vaiuedJ : L
(personally) of competing alternatives. : s

Three studies (Dent, Eng}and,_and Smith) were:reviewéd .| :
in detail, and the following points established: .1) in .
! ' ' Vol

keeping with Simon, it would appear that manage;ial decigsions

1

i
are normally directed toward courses of action which satisfy . | o %
a nuuber of constraints and it is' this set of constraints li
which might properly be considered the goal of an action; . .

2) profits seem to be the most important single, goal of é ' l
bugsiness organization, but do not nilversally overrile other
recognized organization gosls —~— satisficing gathef than op~ - . .
timizing seemé to te the rule; 3) in the éeneral:patteﬁn of '
recognizable organization goals found to exist, hierarchies ' .
of importance have been detcfmined, and ;f is thé différencel

in exphasis which differentiates one brganization from another;

A} opusative goals appear to be clogely related to personal ' q
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charactoristics of the manzgers - any consideration of or-

genization goals should recognize this; and 5) intra-organi-
|

zational conflict is caused, at least in part, by differex.ces

. | : .
in interests, pexrceptions, and goals of members at various

levols, and in various parts of the orgonization.
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R, PERSONAL VALUES

In a recent issue of the Harvard Business Review David

Ewing [ 1971] reported on the results of a survey conducted
by the magazine, Responses were received from 3,453 of the
9,800 subscribers who were sent questiomnaires, zs well as
from 18% business school students who also were given the
questiorncire. The resulte of the study, which had 2s its
stated aim ",..o0 give the businossman a reading of how ex-
ecutives in other compenies, industries, and regions feel
about different forms of participavion," revealed that:

* Prom one-sixth to onc-half of the respondents are
now willing to encourage astivist elements in a
company, cesending on the issue, end the percentage
seens likely to rise as today's young managers ade
vanece to positions of power — even aftver sllowing
for 2 moderation of viewpoint due to an increase in
age end responsibility,

* About one-thirdé are willing to let employees vote
on cerisain policy issues confronting top aanagement.
Mere than one-hzlf favor the ballot if it is lim-
ited to managerial cnaployses,

¥ Vnhen a new c¢hiel executive is being selected, most
businessmen feel that tae board of directors should
rormally take tne feclings of ey employee groups
into account,

* Only a small minority feel that a corporation’'s auty
is only to its owners, or even primarily to its ovmn~
ers, Lore than &80, Lelieve that the interests of

ovmers must be served in competition with the in-

terests of three other groups — i.e., employees,
customers, and the public,

* Jiore than 70 of the cxcecutives surveyed disagree
vigorously with she contention of best-seller
autnor Cunarles Reich that "the corporate state...
is nov responsible to democratis or even executive
control."
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£ t “s _ Clearly, the cspousal of such views by & group of busie
L nessmen, insofar as traditional business policy is concerned,
g borders on heresy. Furthermeore, the results appear even

more significant when one considers that 75.1% of the re=-
spondents are in what normelly would be classified as top

# management positions.

Change is certainly indicated by these results — change,

if in nothing else, in attitudes, Liore to the point of this

research, it scems reasonable to suggest that the results

' : of the survey iﬁdicate a étrong likelihood of change in the

values of American husinession, |

3 : ) ~ The subject of personal value systems, while not yet
elevated to the status of a fad, has been receiving in-
ereasing attention from students of orgenizational behwuvior.

A _ Kelly [1969], for example, states: "The most difficult bug
oné.of the most important topics in this book is the éatter
of values...(the subject) is 'n extremely important matter ' :‘

M

for executives because the existence of wvalue nierarchies i
.

structures the selection of nunagerial goals," [p'.621]

In 1967 George England reporied on his sizeable study
}4_

3

§ : of the personal value systems of American managers, and has
¢ subsequently refined his initizl worx with further studies. ‘

Englend's [1970, op. 2-3] views on the significance of per-

sonal values can be seen in his essertions:

* Personal value systems influenee the way a2 manager
lLooks at other individuals and groups of individuals,
tans influencing interpersonal relationships,




lo8

a- , # Personal value systems inrluence u manager's per-
ceptions of situations and problems he faces,

,A
O T O]

' " ¥ Personal value systeus iulluence a menager's de-—
: © cigions and solutions %o problems.

e

Lo % Personal value systems set the limits for the de-
L termination of what is and what is not ethical
S behavior by a mauager. '

. * Personal value systenas influence the extent to
- which a manager will accept or will resist organi-
o .zational pressures and goals.

* Personal value systems influence the perceptinn of
: individual and organizational success as well as
: : their achievenent.

- * Pevgonal value systems vrovide a meaningfﬁl level
4 of “nalysis for comperative studies erong organi— -,
: zational groupings end/or national groupings of ’
managers., ) o

The logic wnderlying the assumption that the valuss of
2 ti.e individual somehow affect his decisions and behavior
S appears to be quite defensidble in lighb of the substantial
~amount of groundwork that has been performed by psygholo- _ [ -
gists and sociologists. However, wniversal agreenent on
the subject of wvalue systems is anything but tae case, Cone
o siderable controversy exists on the suhject, and this con- j“
troversy complicates any attenpt at a straigh"fcrwafd survey
: of it. The epproach thct has heen seittled on for the pur-
poses of this research is to pursue a course which: - 7
1) atteapts to determine whait constitutes a pérsonal B

values

2) describes how personal values cvolve;

Taree PO /5 e A
.

3) exemines the implications of value coaflict within
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the orgenization;
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f’ oGS 4) considers various uzpproaches to the study of per-

sonal values, and

' 5) reviews relevant contemporary research on the subject.

it

P Y
P e e

b . 1. Definition
Various definitions of "value* can be found throughout
the literature. Some representative definitions are:

3 v, ..an cttitude [ toendency to act] held by an individual

: : or group toward an object — mnaterial or non-material,

, ‘real’ or 'imeginary' -~ such that the object is esteemed,
as something worthy of choice, so that in relation to the
behavior of those who hold it the value has a 'should’

or ‘ought' quality.” [Rose, 1965] :

B . “walues are the desied events, objects, ond conditions
‘ for which men strive...In psychological terms; values
3 - i are the goal objects of human motivation, presumably
: _ 2%tributable to or derived froa basic 'needs' .or ‘'ine
3 : stinets'." {Gurr, 1970] :

. ", ..conceptions of the desirabdble..,,usually voiced in
goals and siandards of aetion..." [Clark, 1965)

9 i - _

3 *(A naturalistic sysien of values is)...a by-product |,

3 of the empiricel description of the deepest tendencies
of the hunan species z2nd of specific individuals. The

3 : study of tihe human deinsg by science or by self-search
- : ¢ discover where n@ is heauing, what is his purpose
4 ? in life, what is jood for aim, what will make him feel

3 : virtuous ané what will male sim feel guilty, why choos-

! y ing the good is often ¢ifficult for hinm, what the attrac-
3 ! tions of evil are. (Obeerve that the word ‘oughi' need
R | not be used. Also such .nowledge of man is relative o

# . men only and does rot purport to ve 'absolute.)"

5 P [itaslow, 1362] :

generalized end that guides behavior

i value,,.is a t ¢ :
toward uniiornity in & veriecy of situations, with the
object of repeating & varticuliar self-sufficilent satis-

: faction." [Fallding, 1365]

; !
|

L i S
N
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< "Values do not eonsist in 'desircs' but rather in the
‘desirable' —- thut ig, what we not only want, but
feel that it is right and proper to want for ourselves
X and others," [Kluckhohn, 1951

. Ag is evident from thege definitions, considerable dif=-

" - feorences exist in determining just what & value is. As with

most terms common to different disciplines, definition in-

| variably is linked with onre's interests. Thus, philosophers
and anthropologists, as EBnglend [ 1970, p. 3] observes, treat
values &s that which is "desirable," or "oﬁght to re." Goci-
.o ologists, on the other hand, tend to eschew the normative

approacn in favor of 2 preferential viewpoint which focuses

:;. - - on likings, needs, desirces, and interests.
| Vinatever one's particular orientation, nowever, there

¥ is general agreenment that alcértain anount of preprogramming

v exists within the individual - a tendency c¢r disposition

;Q : %o act in a manner which mignt be described as uniform over

. a wide veriety of situations. Allpoft (1966] speaks of

vgeneralized action tendencies," Guth and Teagiuri [1965)

talx of value systems as ",..the guidance system a personality
uses when faced with choices of alternatives," and. in these

two descriptions we have the two elemente essential to the

concept of value systems: a disposition to act or behave
¥ in a recognizable mamner, and order. Florence Kluckhohn [1961]
N put it well when she Cescribed velue systems as" “..)complex

but definitely patterned (rank-ordered) principles...which

give ordexr and direction to the ever-flowing stream of

huwian acts and taougnts.'.

. -y " : - Vs
e L N vl
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Having identified the two basic elements of a personal
value system, let us proceed to an examination of how these

systems evolve.

2. The Humanizing of Values
The personal velue system of an indavidual is sueh a

pervasive ﬁart of his being that, unless he ia faced with

a significant conflict which motivates delibarate introspec~
tion, he normally takes it for granted. DPersonal value sys-
tems accompany awareness throughout one's life. The initial
value system possessed by she individual is transaitted to
him *,..through his parents, teachers, and other significant
persons in his environment who, in turn, acquired fheir val=
ues in similar fashion. Childrrearing practices aie ex=—
pbessions of a family's vaiues, eand of the values of the
social group wo which the family belongs." [Guth &-Qagiuri,
1965, p. 125] Psychologists maintain that Preud's superego

constituted an attempt on his part to uncover the childhood

roots of what, for the adult, would be called consciencs and

a system of valuss. Xeliy [ 1969, p. 621] states: In
Freudian terms, at the individual level, values repreéent
the introjected wishes of the parents. The process of
grbwing up...refers to the process of socialization — how
the child assimilates the extant valge syetem.," S

R, W, White [ 1952] called the process of growth or evo-

lution of value systems “the humanizing of wvalues," and

Observed:
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vthey [velues] are accepted under a certain duress, .
they are misunderstood, they arc taken over wholesale
by identification, they cre rejected wholesale in a
phase of negativisa, and taey muy well become a bone

of contention in cozatests between parents and child-
ren.” [pc 352]

Emphasizing the ovolutionary nature of the process by
which adult hwzan velue systexns come into being, White [1952,
p. 353] makes the further pointss

"Phe person increasingly discovers the human meoning
of values and their relciion to the achievement of
social purposes, and he inereasingly brings to bear
his own experiences znd zmotives “in affirming and
proacting 2 value systex. The overall trend, start-
ing from childhood, nignt be Jeccribed as a trend
from absoluie received v-lucs 0 & personally wrought
value systen...The gro trend implies that his val-
ues, whatever thoir conteny, become increasingly his
ovm, increasingly & reflection of his own experiences
and pwrrposes.”

As Wayte [1943] pointed out so ably in his “Stireet
Corner Scciety,Y the influence of the peer group as a so=-
cializing force and a deterainant of the individual's values
system effectively disploces the influence of the family
wher the adolescent veniures Irom the home into the society
of school and the playgrourd. \hen the individuel pro-
gresses inito his chosen field of work, peer group influence,
zs shown in the Baenk {iring.2002 Experiment, continues to
exert an influence on zis velucs and, in addition,'a new
fdrce is added — the velues of the organization., .This is
a subject which will ve discussed at greater length in the

following section.

e

»
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Returning to the individual's vulue system, identifi-
cation, or even uwareness, of velues normally does hot occur .-
until the individual is confronted with some form of conflict
- conflict in this case being a2 problem in decision-meking.
such conflict often is the cause of modification to a person‘'s

value system as noted by White [1952, p. 354]:

"The general situation that leads to the humanizing of
values is one in which existing values become an oc-
czsion for conrlict, Perhaps a vulue that has been
auntonatically accepted is challenged by a competing
value, The person then faces the choice of espous~
ing the new value or affirming the old one, and even
if he chooses the latter course...nis affiraing rep-—
resents a new verception of whaei is involved and a
new enlisting of motive: wsnut are really his own.
Sonetinmes in such 2 ccufliet the person finds that
the new value capiures his loyzlty. He then shifts
to 1%, realizing more clearly than before what is
implied both by the new value and by the old ore...
Sometinmes growth comes about when a person in the
course of acting upon his usual values produccs an
wiexpected znd unwelcome result.”

The evolution of value systems to this point character-
izes man and his adoption of values as being primarily re-
active in nature., He receives nis values from his parents
initially, these are then amcndeé by peer pressure,.and further
remolded by the organization. This is, perhaps, an overly
dismal picture. Jung wroie sbout "integration® during the
transvaluation phese of the process of living, and Allport
speeks of a "unifying philosophy of life." ithat they, as
well as Vhite with his “hunanizing of va;ues," seen tq be
getting at is that the individual attempts to harmonize his
values so that they work towerd a common cause, and it is '

10 LS «tlemptd ot iotegration that the individual places
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his personal stamp on his value system = thus making it the

personality's guidance system to which Guth aﬁd Tagiuri

refer.

3. OQOrganizationnl Values

It io not unusval to find onesell atiributing personal
characteristics to an orgenization. The neme of AT&T con-
jures up one impression, and General lMotors yet another. In
a nanner of speaking we night say that each organization has

a personality which is uniquely its own. Business firms in
the same industry, apparently pur:...s identical eﬁds, can
differ dramatically in their "personalities." Some writers
would maintain that the differences coulé be traced directly
to value differences in the respective boards of directors
or top executives, Undoubtedly there is more than a little
Justification for such a view, but one camnot help but
wonder if such an answer isn't zn oversinmplification. In
the case of Eastern airlines mentioned earlier in this thapw~
ter, did Rickenbacker's porsimonious values truly ﬁermeate
the organization, or werc they merely the visible tenth of
the iceberg? iight it not ve more logical to assume that
layers of values exist in an organization, and it ;s the
“integration of these iayers of wvaluecs which determines the
personazlity of tne organization? f
futh and Pagiuri [1565) addressed themselves to the im-

pact of top exrcutives' personal values on corporaﬂe stratogy,

Lofiran: curporate strategy s an explicit and shared set of




ws Y

gools and policies defining what the company is to'achieve
and how it is to go about achieving those goals, they note
ﬁhe inportance of consensus on goals — and how if'a viable
consensus does not exist, eech will be influenced by his

own values and conceptions wifh conflict and disorganization"
resulting, and nobody quite understanding why., . .

That such a situation could occur with the stited re-
sults is quite believable, particularly where the formula-.
tion of sitrategy is involved.. 3ut what about consideration
of the values of all levels of managen:ut - not %o mentlon

those of the rank and file — :zre they not.also worthy of

consideration? DIarlier in this chnapter we consicdered a hypo-

thetical situetion in whica e piant nanager was faced with a
goal conflict situztion (pfofit vs customer goals). To
obtain a true undersianding of this conllict 31tuatlon, it
is suggested that we must prooe 2 little deeper, and examine
tle manager's personal value systiend — the key to his valua-
tion of goals.

Guth and Tagiuri [ 1965, r. 127] make this point with
rospect to sirategy formulation with the example:

“#1f econonic velues clearly ccuinete nis other val-

ues, 2¢ will be ore irclined %o exaphasize opportuni-

ties Tor growin and D“O°’+ubl-luy and to meke stre-

tugle decisions waich call for stretching or adding
o0 present resources to attain these goals.

-

11 the other nand, other valucs dominate his
enality, ne will =zteh his coupeny's oprortuni-
=i tay, and reccurces in terms of the velues

T clewnsilze, nossidly at the sacrifice of

Best Available Copy
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Al growih and profitebility, Thus, an executive with
strong and donlnant political values may tend- to
choose among alterrative strategics the particular
one which maximizes his opportunity to gain addi~
tional power."

Bags [1965) extends corsideration of the values of men-
agers to an internationnl basis, Noting the interdependence
of inputs and outputs — attempts to maximize some organi-
zatlonal output or to ninimize some input or waste are
bound to result in less then desired outcomes somewhere
elae in the systenm -~ hae comments:

"The problem, thus, is not how do we maximize profits,
rather, it {s what are we tryiu o optinize? \hat
is it we want tT0 meke as , ¢¢. as possible with the
congtraints and linitolions in which our organizaw
tion must operate® {Thne answer is a relative one; for
what we are irying to optinmize depends on the values
of thcse who manage our business enterprises. Dif=-
farences anong organizations in different countries
are likely to ba due to & considerabdle degree to dif-
ferences in the predoainant velues of the qxfferunt
countriss.," [p. 24]

To American firms he attributes value systenms emphasiz—-

ing nctivism, optimisn, equal:it:riznism, abundance, and prag-

.

matism, At American businessnmen he levels the oft=heard
characterization/criticism: it is better to act than to
think, better to achieve then to be, and better to do than
to contemplate, Bass supports nis contenﬁion with familiar
~ontrasts betweon american firms and worksers and those of
other nations,
Aitnough it is perhaps more easy to observe culturally
hooed cozue dulTerences, it is suggested that comparable

o oo The e fferences exirtt and these differences




wl -@rw;wt%

.

-

¥

117

lend themselves to analysis., Recent research on “organiza-
tioinal climate® represcnts'one approach to such analysis,
Pagiuri and Litwin [1968] provide a sampling of work per-
formed in this area, and Sorcher and Danzig (1969], Oliver
[1970], and Schneider and Bartlett [ 1968] offer contemporary i
empirical research. : _ i
In sumnary, it is held by various students of organiza-

tional behavior that organizaitions possess "personalities®

uniquely their own. Personality has been attributed to
various factors — e.8,.,, the firm's rcncept of the nature

of man, extent of participatica in manzgement, to name but
twé. The personality of an organization tends to be per~
petuated, because it often is a major attraction td prospec;
tive members — i.,e., people tend to join organizations which
manifest value systvems compatible with their own, The values
of top executives strongly influence the values ad&pted by
the organization, but are nei the singular detverminant, En-
virormental factors, dyrenic factors, and the values of the
membership ere also involved. Uhese considerations are re-

flected in the Theoretical llodel.

4., Classification and leesurcrioit of Values

The landaerk work in the study o "values" is considered

by many to be Eduard Spranger's Types of iien [13922]. . Since

¥ a2y subsequent worlks trace their origins to this brilliant

/e, it might be well to briefly review its high points,
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of Values. Essenitizlly, Allporﬁ and Vernon develoyed a ques— !

those who have sirong tneoretical, economic, and aes-
thetic orientations rather cold. Unlike the political
type, the social man regards .love as the most important
coaponent of human relationehipg. In its purest for

the social orientatien is selfless and, approacnes the
rellglous attitude,

e, ‘The political man is characterldt cally oricnted
toward power, not necessarily in pelities, but in
whatever area he functions. liost leaders have a
high power orientation, Competition plays a large
role in all life, &and many writers have regarded
power as the nost uwniversal motive, For some nen, '

this motive is uppermost, driving them to seek per-' . '

sonal power, influence, and recognition. : . .

£, The religious man is one ‘whose mental structure :
is permanently directcd to the creation of the high— °
est and absolutely satisfying votuce experience.!

The dominant value for him “: urity. He seeXs to

relate himself to the wniceorse in a meanlngfu] way

and has a nystical orientation.” . ‘

Spranger's theories were acccpted by Allport and Vernon L
£1931] and placed in en operational format 1n their Study
tionnaire consisting of 120 questions -— 20 questions per-
value concept. A second edition was published in 1951, and

I
was Tollowed in 1960 with the third (and present) edition.

Currently Study ci Values (3rd a2d,) contﬁins norus bgsed’on
€369 college students and goeveral thousand businesszen and
women. Figure 15 prasents mkean scpres for some of the i
groups of people who have taken -he test. . ,

In reviewing his four!decades of work in this ares,
11lport [ 1966] offerecé his rationale for the development

a’ the questionnezire:

CLL.Lnreoansnissaens rests on oon & driori analysis of one




N D S S S =T AT T e T e ST R AT TR T T L e

° 3
S ]
< * SUOTSUIE .
—TIp JISYL0 2JI0W IO SUO JO asuadxo oYy 2T pozrszuduo oq Liuo E
ULO WOTSUWOWTR oU0 ‘Snyg *SUOTSUOWIP ONTTA XIS QUL JO0AOC Do £
-qTa3sTP ‘squtod Qg FO 12303 ® DIITL 03 POUGTESOP ST 3503 Iyg i
. HH R
*UDWSSOUTSNG U0 TLBD 2uUz podtacad [Go51] Tanileg :
- pue [G961]) TonTSel pus yany fuocuwor o sdnoa¥ TouwotTaednodso _
SNoI 9ys J03 ©amp ouy papraoxd [¥ *d *gohl] fs0dTTY “moonomx
, .
] —- - — M ara . i
._ 0°6¢t ¢ 6¢ L9t LG L*€Y
g 0"y L6€ g1y rAFAS 0°8¢
m 0°Ce A 0°¢¢ 6°07 9°L¥
- M 0°6¢ €6y |9y - L=cy LSy 2T28YIS IV}
. / 0°¢y - 6°62 Y0y 6°2C e*s{ = oTmowoori - i
: . - “
B : (ORAR- g°0v . : 1FAY <0V ¢ ot TBOT33I03U L, . B
_,. : —— i 3
- €69 = X €L =N L= K - 02 = N Lyt = u s
UOTHCI4STUTH SuTYOoTOL _ 4 . ~
. UsTSSOUuTSREg  SJIsYyoeay =D2 SsauIsng  Jo07 Furursas STLIOU - T T
us2dTXawy — sdac) 2oead JO SAUOSDGLAS Socanu 2321307100 : _
- : - 7 @senpzI). saTnpels DTTWOL B
) . . SINTVA J0 STIANIS *STWOOS NVAN d - -.
i o Gl ZNHII -
- N - - _ R
v o _ - . -




L‘. : * 121

large region of human UCTSOﬂ”llty nemely the region

: of generic evaluative tendencios. It seemed to me

i _ . 40 years g0, and seems o0 me now, that Eduard

' ' Spranger (1922) nede a persuasive ciase for the ex— )

istences of six fundanental iypes of subjective eval~
uatian or Lebenaformen. Adopting this rational
starting point wc ourselves teok the second step,
to put the hypothesis to empirical test, (e asked:
Are the six dimensions...mcesurable on a multi-
dimensional scalef Arae they reliable and valide
Sprunger defined tae six ways of looking at life in
terus of separate and distinet ideal types, although
he did not imply that & given vexrson belongs exclu-
sively to one and only one type.
It did not take long to discover that when confronted
with a forced—choice technigue people do in fact sub-
scribe to all six values, but in widely varying de-
grees, Vithin any pair of v”Lhes' or any quertet of
values, their forced choic¢es I+ icate a reliable pat-
tern, Viewed then as emyri:rinr:iy continua, rather than
as types, the six value directions prove to be measur-
able, reproducible, and consistent." [p. 4]

I
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: Nunerous studies have been made analyzing the Allport-.

Vernon test. In performing a factor analysis, Lurie [1337]

- - found four factors which might be called sociel and altru~
istic; Duffy and Crissy [1940] took off with a correlational
analyels of Lurie's results 2ad ihe original scores from

the first edition of Stuéy of Values; end in recent times

i
!
!
1]
!
3
2
i
i

Guth and Tagiuri have beer condiuciing continuing analysis

2t Tt

with the test. A complete recounting of such studies could
go on for pages.

Other approaches to the meazsurcment of values are repre-
sented in the works of iddormo et zl. [1950] and Strong ([ 1955].
™g former develeped an Authoritarienism Scale (F) using a

ationale and nethodology which would be of use to a researcher
At et d in the measurcuent of velues. In his work on

3 : Jue womalo anterests, Strong found o west-retesty correlation
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bt over an 18 ycar veriod with a range of .79 to .48 with a

nedian of .€9. As Strong noted, "It iy doubtriul if any f;
type of test excepting intelligence tests, has gredter '
permanence over long periods of time than is shown by
intercat tests.,"

An advance of particule. interest to this rescarch was

that of Osgood, Suci, and Tannenbaum [1957]. Their rationw-
ale, a3 swamarized by England [ 1970, pp. 9-10], was:

"a, Vords represent things because they produce in ..
human orgeanisss some replica of the actual behavior
toward these things as a mediation process.
‘2 b, leaning is defined zs L. representationcl media~ 3
g tiorn process between things and words which stand for

them, : b .

3 c. The semantic differential measurement operation re-
i lates to the Tunctioning of rcpresentutionzl processes
in language benavio) ané hence may serve as an index

of these processes (meaning).

d. MNeaning, g measured by the senmantic differential,
should be predictive of likely behavior." :

3 Through their work, 0sgood and his colleagues have shown
b that meaning has scveral different dimensions which lend

themselves fto reaaurezent by scets of bipolar adjectives

wihich determirie the nmeaning of 2 concept for an individual.
- It was this aprroach which wes adapted by England [1967] and

wanich underlics ihe questionnzire used in this research.

%, DBngland’s Research on Personal Value Systens

a., ''neoretinal nmodel. PFigure 16 presenis the theoreti-

g o .o a9del formulated by Lnglend as the basis for hils reseazrch.
Y [ %3




< {€L °d ‘oL6L] pueTIUT 904008 i
m
|

sanyep i
. sonTes 20UBADTOY m
M0 -
- Jutueoxdg Trnydasoaad dm>ﬂooﬁmw ldhm m
SAUTBILSUO) DUR S20UD A 7 w.
~TIIUl T2UBWUOITAUR gee(@ LIOSUaG SUTWOOUT _. — “ !
m _ _ _ « _ . © Sutrqeadxsjur puwv H/ |
v v vV VvV Vv v M‘ SutasiT1Td ‘Jurgoersg Q papuUdIUT ,
1 o 1
JIOTABUIG JOoTARYBT “ L 1
30edg-auTy, o a3usy " \y ;
91IT08dg P33 TWIT t \ sanTes |
i 2. A ' eatteaadp
SU-ATOQ HATCOXT A g
Suiien UoTSTO9(q “\ 1
|~_., .w h_f .w N_f .w x‘v FUTLCT T OATATUIOLTY ?
UOTFBIOUAN SATIBUISITY ﬁ. W mmSHﬁ>~
i §
S1UT2ILSUCH DPUR SO0UD . 51doDY 1
“NTIVI TBLUSWUOITAUY SUTTIUWRYD JOTABYSY pagdopy _

sange) TeTIU930g

TICCH ‘TYOIITUOEHT S. @VIONT

9l HAGDIL

e A

5 - - - D o . B . P - . Lo A PR TWRS S
DTS Sl # Bl S Sl 3T ORI R W SRR ST G LA UV PR S ST ~

oo B a ; )

T B s B [ . N U SR



124

Designed wita the intention of accomcdating the group %o

be studied (i.e., manegers), the modal porirays the re-

lationship of velues to behavior.

e

e

4
-

Values are clossified as:
(1) Potential Values - all possible values held by
managers. ‘
(2) Noa-Relevant Values -~ one of two classe§ of val-
ues wiich wconstitute potentisl values. These values
would have little or n¢ impact on vehavior,
(3) Conceived Values ~ tne ciler component cf poten-
tial values, values wiich nay be intended or pro-

essed, “rhere are three clessifications of c¢in-

H,

ceived values:
(2) Operative Values - those values which aave &
higa probability of being translated from the in-
tentional state into actual hehavior.
{(b) Adovited Valucs ~ those values which are less
a parit of the personality sirusture of the indi-
viduzl bui mey affcct behavior because of éitua-
tional factors.
(@) Intended Values - those valﬁes which ﬁave a
reletively low probability of being translated
from the intenticnal state into behavior,

sls0 reflectved in the model are two ways in which vale

afluence benavior: behavior chenneling and percepiual

e i b e m

PR R S S SRR
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~ . . - ) o .
’ sereening, snzluand [197C, p. 12]) differentiates the two

3 | in the following. mmmer:

y ' “Bepavior ohonneling would be illustratced by the be-

b havior of an indivicdual who placez o hipgh value on

g | honesty and integrity wnhen he is cuproached with a

: vropusition which iavolves deception and guestionable

94 cthics. Higs behavior would be channeled away from the

: questionable proposition as a direct result of his op-
erative values...EBxanples of perceptual screening un-
derlie the common expressions, 'he hears only whai he

' elready agrees with', axnd ‘'you can't teach an old dog
new tricks'. The power of personal values to select,
filter, and influence interprsctation of what one
'sees' zand 'hecrs' is well knewn in common experience
and in the scientific study of behavior,®

T T .

The model further shows Shat the inpaet of values on
benavior must be considered viu-i~vis the demands of the
environment bvefore definite prediciions (or even statements)
can be made about a2n individual behaving in a certain way

- at a given time undwr veriousz conditions. As England ob-

serves, values are only 2 pari of the story, not the whole

K . show,
%i .+ Y. The resesreh instrunent. The mechanics of England's
“E. gue2siionnaire were presented ia Chapter I (pp. 9-12); however,

it might be well at this roint to review some of the bvasie
asowaptions underlying the instruaent.

Figure 17 presenss the dasic assunption of both England's
: and this researeh — nainely, ‘hat mearings attache@ to & carew
%' fully specificd set of concepts by an individual manager will

" provide a useful description or his personal value systeum,

urn ey be related to “is behavior in predictable

IR TR S AT 54
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ways. Such an asswption clearly borrows heavily Irom
Osgood's "semantic differentiel.® I

?his assurption is incorporated into the questionnazire
throuzh the voluation system. Recall that there are two
primary nodes of valuation: the power mode (hign importence-
low importance), and the description mode (successful, right,
ard pleesant). The reasoning behind the power rode is simi-
lar %o that of most value measurement — i.e,, "the general
velue of objects or idees to an individual is largely a
function of how inmportant or unimpesiant he thinks the 05-
ject of idéa-is.“ The decuc.ipuion nmode, on the other hand,
is intended to duficrentiate vetween the concept of import-
ance of velues and their translation into behavior. This |
is accomplisned hy identifying a consistent rationcle as
to why an individual or a group considers ceriain concepis
%% be inmportans or uniaportant. In Zngland's terminology,
this would he one way of disilinguishing operative values
from the other clases of conceived values, &as well as from
low celevence vaiues,

Vivat is proposed, tnerefore, is that behaviorg insofar

as_it is infliuenced by values, nay be explained by consider-

ing those things waich are perceived as Ddeing important,
g 5

and which 2re given this valuation for reasons conmsistent

with the primzry orientation of the individual or group,
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Zngland [ 1970, p. 17] symbolically presents this con-~
cept as: :
B, =—» f(IMNP0),
", ..the behavior of an individual, insofar as behavior
is a funection of values, is best indicated by the joint

function of those coacepts he considers important and
which fi% his prinury orientation."

¢. Primary orientution classificztion. The'identi-

fication of an individual's primary value orientatidn is
acconplished in two steps:

(1) Of the concepts zssigned 2 rating of "ﬁigh i
portance", note the proportio..s classified as sucqessful,
right, and pleasant (i.c., those descriptors which guve
“ones" in front of thea). Identify the largest proporiion.
In terms of probability theory, what has been done up to
this point has beon the identification of the largest of
the three following conéitional probabilities: the prob-
ability of responding successiul given high importa@ee,
P(5/HI); she probubility of responding right given high
inporiance, P(R/HI); anc tne probapbility of responding
pleasant give hign imporscnce, BP(R/HI). _

(2) Compare the lurgest of the above condipional
probabilities with its coupi..ent — e.g., compare P(S/HI)
with the proability of respornding successful given not
hipa importance, P(S/HI). I the former is larger than

its compleoment, then the descriptor would define the indi-

- Ulg yrinary oricentatdion:
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P(S/HI):S.P(S/HI) = praglatic orientation
P(RMI) N\ P(RAI) = moral-cthical orientation
B(P/MI) N\ P(P/HI) = affect or “feeling® orientation.

However, if the complement is larger, the primary orientation

is classified as "mixed,“

In addition to the process described above, England ia-
poses one further condition which must be met: the largest
conditional probability (P(S/HI), P(R/HI), or P(P/HI)) nust
be greater than 0.15. If not, the individual is classified

as having & nmixed orientation.

d. Results. PFigure 1o prescris 2 comparison of the
primary veluc orientations discovered by England and hisg
associates in four separate research efforts. The observable
contrasts between the groups indicate that this apnrozch does
possess power of discrimination, and the nature of the con-
trasts appear to be cornaistent with previous research per-
formed on value systeus,

However, since the personal value'systems of managers
is of wrimary concern to this rescarch, we shall narrow our
focus to examine the resulis or England's first study [1567=a].

4s indicated in Piguvrs 18, Zngland found Anmerican nan-
agers, as a group, to possess a pragmatic primary value
orientation. Thirty-nine of the 65 value concepts (Pert I
of the instrument for this research) were rated by the total
sniup os being of vhigh imperitance," 29 of which were like~

ovied os "successiul."  Pive hundred and sixty-two (527%)

-
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assigned more of the cenecents to the “high importanée-
successful® cell than to any other (the next highest was
"high importance-righi” with less than 26p), and 5ub were
found to have pragaatic orientations, Thirty-one percent
of the managers had moral-ethical orientatiors, one percent
were affect oriented, and nine percent were mixed.

Pigure 19 reflecis the agsignment of each of tae
66 value concepts to one of the nine possible matrix cate-~
gories, as well es to one of the four value classificationg.
A concept, in oréer to be placad i a speeific cell, had to
reccive more responses v that category (e.g., high importe
ence-~successful) than in.any other. From these results
England makes the following sugzgestions about manzgers as
a group:

(1) The 29 values rated "high importance-success-
ful" represent operative vilues for managers and shopld ine-
fivence managerizl behavior zlore tnan concepts given other
ratings. |

(2) The nine concepts in the cells labeled
"pdopted Values -~ Sivucvionzlly induced" are thnose itnat have
beer. observed as being successtul in the managerfs organiza=-
tional experience but waich ne Tinds difficult to irternalize
and consider important.

(3) Trhe 10 concents in the "Intended Values -~
Sasiseslturally Induced” cells are those which the manager

cadered to be nighly importent thocughout most of his
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MANAGERIAL VALUE PROFILE (N = 1072)

OPERATIVE VALUES (29)

High Productivity (HI-S)
Industrial Leadership (HLI-3)
Organisationszl Stubility (HI-S)
Frofit liaxinization (HI-S)

Orgenizational Dfficiency (HI-S)

Or¢sanizational Growth (HI-3)

Yaployces (HI-3
Custoners (HI-S

Ly Co~workers (HI-S)
Craftsmen (HI-S)

liy Boss (}I-S)
lanagers (HI-~S)

Ovmers (HI-S)

Liy Subordinates (HI-S)
liy_Company (HI-S) ___

Stockholders HI-S)

Teehnical Employees (HI-S)

Me {(HI-8) )
White Collar Employees (HI-S)
Ambition (H1-S)

Ability (HI-S)

S$kill (HI-S)
Cooperation EHI—S;
Achievenent (HI-S

Job Setisfaction (HI-S)
Crectivity. (HI=S)
Success (HI-S)

Change (HI-§)
Competition (HI-S)

ADOPTED VALUES (9) -- Situationally Induced

Laebor Unions (AI-S)
hesressiveness (AI-S)
Influence (41-S)
Powrer (AI-S)
Coapromise (AI-S)

Conflict (AI-S)
Risk (AI-S)
Prejudice (1,1-8)
Porce (L1--8)

TLDENDED VALUES (10) -= Socio-culturally Induced

Euployeo Welfare (HI-R)
prust (HI-R)

Loyalty (HI-R)

Honor (MI-R)

Dignity (HI-R)

o 2 30t 9 e s Ty ¢t v o i e e e e w8 W 0 Th g 0k e by s e ot €04 D B e A s (e 656 s e 1 BS Bd

10 RCLEVANCE VALUES (18)

Scoial Welfare (AI-R)
Labvorers (AL-R)
Elue Collier verkers (AI-R)
Oradicnee (AI-R)
Compension (Al-R)
Tclerance §AI—R

Authority (AI-R

Caution (AI-R)
Consoervetisn (AT-1)
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wern jplozed in

Government (HI-R)
Property (HI-2
Rational gHI~R
Religion (H1-R

Bquality (AI-R)
Libveralism (AI-R)
Leisvre (4I-P)
Autonouy (AI-P)
lioney (AI-F)
Security (AI-P
Prestige (AI-P
Emotions (AI-P
Conformity (LI-P)

©ovr Bnslamd (19672, p. 61).

the (HE-P) and (LI-2) celle.
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life, but which do not fit his orgunizational experierce. & - : !
These are professed values which huave less influence on be- !
. )
havior than concepts in either of the two pqcvious‘pategoriea. ‘ .
(4) The "Low Behavioral Relevance" group of coni ' i
cepts Eomplete the list and would have little or no influ- ;

ence on managoerial behavior.

¢. Conclusions., In suzuarizing his study, England

[1967a, pp. 67-68] made the following observations:

(1) personal value systems of maﬁageré can be
meaningfully measured even though thoey are complex -in néture;
1 .
18 (2) there is a gsencrol value pattern which is
cheracteristic of imirican menagers...; _
(3) personal values operate at the level of corpo-
rate straiegy aqd goals as well.a§ &t the level of day-to=- B ’

1 day decisions;

A (4) the personal volue systeas lof individusl men-
3} agers influence the orgenization in voth an indirect and
direct mamer at the same sime that personal value systems
ars influenced by organization iife;

(5) differences in personal value systems help to . !

eaplain the nature of coanflics bHetween individuals in an

.

organization wnile similarity of value patterns is probabdly

. 3 responsible for most zccommodation aaong individuals; and

- (8) the study anéd thoushiiul examinationvbf'one‘s ‘
0w wersonal value system nay weil be helpful in the effort

~o el wust anlke in the 'sitrain fovard cohsistency' between

s kelieves and what one is."

e W s sy s
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6, Summarx'
|

The study of persoﬂal value systoens constitutes one
approadh to the siudy o? humarn behaviof. No serious gstu-
- dent of organizational behavior would contend that:it offeré
all the answers, or even nany of the anavers, to the multi-
'tude of ﬁerplexing questions which have been :aisea concerr=
inglthe functionipg of the individual within the organiza-
tion. There is ro doubt, however, that persona; values
§ystems do éxist, are universzlly distributed, and can pro-
vidé at least a partfal ey to the understanding of human
behavior, |
Until,fairlylrncgntly, the study of personal values
'had generally been oyerlooked by students of organizational
behavio;, but the realization that hierarchically ordered
general dispositions to aét can be identified, has convinced
mény that pgrsonal;value systemé can be a potent tool.
Outside acadenic cirales, the subject of personal values
is' studiously avoified. 4an illustration of this would be
the nanager who, either tiring of trying to convince a sube
ordinate Jf the éfficacy of a fawvor:d course of ection or
senéing that his Tavored alfernative can not stand up under
the scrutiny of logic; terminates discussion with the re-
nark: “It's a value judzuent on my part." Vith the utter-
ing of such a'atatemept, the subo:dinate normally folds-up

“i3 tent and slips silenily awaey because "everyore" knows you

SO0 . roavs »iohd aleng with rolities and religion,

cueavion or dlseuss an individuwal's values, As a social

IS

[P
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One point of this resecarch is to show trat such a belief
o is myopic — that value. should be & real concern of orgeni- §.
zation lezders because their impoct n the organization is
truly pervasive. 4lso, in coming to understind our own

value systeus we are better equipped to exercise objectivity,

SR AT i oL

or at the very least opt for aliernatives which, all other
things being equal, are the Nost compaiible with them,
Although interesting and worthy of research in their ~
own right, personal value systems ¢f managers are being used
{ . in this situdy es & neans of valuating organization:goals.
In this respect, the value z;..cias are being used és tools.

It is Dpelieved thzi they are exciting tools %o work with

Ayt ce e

ané will serve the purposus of this reﬁearch well, The

additional empirical data on personal valug systemn-which
: will resuls from this research is an unaniicipated spinoff
for & rescarcher wno started off witn the single idea that :

formal rercearch was necded on organizevion goals, | f

BT e T

AR

3




‘ CHAPTER IITI . .

. THE BELL SYSTEM AND NEW YORX THLEPHCONE COWPANY

F i fhe intent of this chapter i3 %o provide the reader

with a thundnail sketch of the New York Lelephone Conmpany,

the organizuation which has kindly agreed %o act as the sub-

jeet for this research.

o o A O

Since New York Telephone is but one of 24 Associataed
b

Coupanies which, along with Westerr BElecirie, Bell Tclephone

-

Laboratories, and Long Lines, neke up ine Bell System, we

Da 27

v will first examine the paren* :acovoration, American Tele=

vaone and Telegraph (AT&D), a little of its history; ite

% oo

organizition, and some of the current issues which are of

vital interest to the corporation, Heving done this we will

then rarrow our focuz to New Yorik Telephone, examine its

orginizational structurce, issues which are currently of con-—

cern, its goals, and provide background informavion on the b
' organizational units wnich participated in the comparative

o anealyses.

- 1., ARLAT — Origin of ihe Colosuus . 1

The.date of June 2, 107% mi3at well be considered the

birtnday of tre Bell System, for on that date Alexander 1

Pel

Grahen Bell ahd his assistant Dhonas Watson first trans-

Lo aitted the sound of a vibreting reed through a wire. On
ﬁ . ? Tompuanry 14, 1876, bBell applied for a patent which was granted

W oLTser.  Vith she backing of =wo business pariners, bell -

oy
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created the Bell Telephone Company in July of 1877. One of
the partners, Garﬁiner dubberd, took charge of running the
business, the other, Thonas Sanders, provided enthusiasm and
much needed capitel, and 3ell zcted as a technical adviser.

Overcoming initial customer reluctance toox time, but
the Company persevered and the business began to Irow. Two
important pelicy decisions were made during the Company's
infancy which wers to renazin intact for a nuaber of years
{one still exists.today) and greatly facilitate the growth
of telephony in the United States. They were: 1) the Come
pany would lease its ecguipment ruuvner than seil it outright;
and 2) rather than citiezpy immediate expansion by forming
branch offieces in different cities, the Company would license
local compenies to orerzie a télephone business under the
Bell patent. Under terms of the license the Company agrsed
to supply telephonres %o the licensee on a rental bésis and -
provide the necessary teckhrical inow-how.. "The licensee
agreed to rent the Bell instruments to subscribers and to
pay the Company a fee. ‘

The early yesars were difficult cnes for the new Com-
pany. Strappeé for funds, it underwent reorganizations in
1878, 1679, and 16060, During tris time it first changed its
namé to the Nationzl Bell Telephone Company (1879) ané then
to the American Bell Telephone Coupany (1680). Just “how

blceuk the situation was can be zppreciated from the fact

ey dn gthe Fell of 1877, Hubbard oifered to sel) the Bell

e e
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patent to Vesitern Union for $100,000. In what ranké as one
of tha classics of corporéte myopiea, Vestern Unlon*g presi-
dent, Villizm Orton, is reported to have laughad at the offer
and tvrned it down with the stetement: "What use could thig
company maike of an electrical toy?*

Apparently kir. Orton found an answer t¢ his question,
for only a few remins later he hired a trio of invensors
(Thomas Edison, Asmos Dolbear, and Lilsha Gray) and estab-
lished a subsidiary, tie dmerican Spexitding Telegraph Company.
Phe offspring of what was then the mcat powerful elseltrical
copipany in tas world seoemed duutined fo drive the fledgling
Bell Company out of cxistence, Its strengihs stemmed from
the fzct tnat it had the resources of a company with forty
millisn dollars of capital vo draw from, Zdison had invented
a transmitter whnich was superior to that of the Bell Company,
and Elisha Gray, ore of %the trio of inventors hired by Orton,
had filed 2 caveat {(notice of intention to invent):on the art
of transmitting speech electrically on the very saﬁe day that
Grahem had filed his patent.

When things shoulé have lcoked darkest for the Bell
Company, & dramatic turn in events occurr-cd, Impréssed by
the fact that & powerful company such as Viestern Uﬁion was
interested in the telephone, the public suddenly started
beating 2 path to Hubbard's door. Also, & young inventor
¢ -»m Boston naned Francis Blake invented a transmitter of

eGSRy o Saison's and offered to sell the patent
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rights to the Bell Compary for 3ell stock. Finally, Hubbard
lured a young nun (rom whe Federal Postal Service in April
1678 who, in two separate carecrs with the Company, was ¢o
guide thne Bell System to the unique position it presently
enjoys. That young nan was Theodore N. Vail,

In 1878 Vail initiated legel action against Western
Unijon, charging that it had infringed on the Bell patent,
The case dragged on for over a year ard then, convinced their
cause was lost, and Ifearful that Jay Gould might take over
Bell if the litigation was prolongzed, ilestern Unioﬁ capitu~
lated and settled out of court. By ine terms of tﬁe agreeas
nent VWestern Union reccognized the legitimacy of the Bell
patent, and sold its phones and exchanges to the Bell Company.

ATter 1879 the fortunes of the Company soared. Vithin
the ranks of the leadership, however, dissension arose over
basic goals and poiicies of the Company. The majerity of
the directors viewed the Company as 2 highly profiteble
monopoly wnose primary responsibility was to the stockholders,
while a minority leda by Vzil believed that most of the
profits should have been reinvestved in the Compay to fo.ter
exparision and the improvement of equipnent. From {We very
outset of his assvciation witn the 3ell Company, Vail had
spoken of a "natural nonopoly" ané & telephone coméany which
would be natiorzal in scope. However, the majorityfof~the
dircetors (:ostly Boston berkers) were sore concerred with

welder dividndds — whieh, oo tals tinme, were running

oo
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- at a hendsome 185 return on investment -~ apparently be-

EITE PUNC

lieving they had built the bettver mousetrap, and could ans-
. P wer the ‘mocking at their door whenever thevy were good and
il , "

ready. Vail, on the other hand, was convinced the Company 2

should move purposeiully, consolidating gains, improving

the quality of service, and nazintaining a low profile to .

avoid public antipathy fowards the '"natural monopoly." But
i : ; . the diffeorences werg irreconcilable, znd Vail resigned from
g : the Conmpany in 1887, He was replaced by John E. Hédson, a
lawyer and one-time Greek scholar who, according to the
eritical Goulden [1968, ». Su., '"...thought telephSne use
was a privilege, rathier than a service,”
By the <ime he first lelt the Bell Company, Vail had
fashioned the vasic Iramework for the Bell Systerm as it o
. exists today, Goulden [ 1968, pp. 57-58] relates that he -
accomplished this by concurrenily pursuing three courses of
action:

"1. Bell souzht out suall local yromoters who were N
willing to orgznize vnone companies in their towns,
ernlist subscribers, and sell stock, substituting ,
3 ‘their energy and their axbivion and their prospects '
g . for vrofit' for rorey as Vail put it. The bulk of
» . these contracis were for Five years) in acdition to
gelling tnc telepiacre instruaents, 3ell got a share
of the stock...In & nand’:l of larger tovmns Bell
gave peraanent contracts but took in return a stock
interest of 30 to 50 percent. Vail himself xre-
: ceived the New York franchisc as an extra inducement
: to leave the Post OIifice. The II'. ’ork Telephone
: Compeny arvrangenment was tyvicel of the permanent
? contracts: Boll vook 40 vpercent of all stock and
& 310 errual Fee for telephones in return for the
icrelusive right to use and rent telephones at and
Lowwoan 2ll places within she district of 33 miles
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of the City of New York (not including uny part of
tne State of Cormeceticuy), and tne whole of lMonmouth
County, New Jersey, and the whole of Long Islend.!
In addition to stock owmership, Bell demanded the
rizht to representution on bourds and executive com-
nmittees of these licensce companies, restrieted theu
from borrowing morey without Bell's consent, and
directed that expanasion be paid for by capital stock
igsues — rot from profits. Bell also required the
licensces to 'masce 3uwch revorts, giving such informa-~
tion regarding the operations of their exchanges and
the prices charged as the licensor [Bell] may from
time to time regquest.' The license contracts thus
enabled Bell $o DATill its two bagic objectives!
control and profizs, the latter from botn phone
rentals and the general business of the licensed
companies,

2. Bell z2hgolutely forbade its licensee companies to
interconnect with non~3ell frrncnises for long-distance
calls...Conmercizl lona-"i:.unce telephony was intro-
duced in 1835, Firsw 2 ..uecen Boston and New York, and
becize wnerearirgily invortent on the Bastern Seaboard
in the next few yesrs -- but only between Bell cities,
3. Bell vigorously rursued patenis on tie myriad do-
vices noacgessery for telephone service,..Vall set up a
Bell engineering devariment to 'examine zll pnionts
that caime out with a view +to acquiring them beczuse...
we recognized that if we did not control these devices,
scaebody else would, and we would be more or less
Lizmpered in the &evelopuent of the business.,!

For the firsy seven yozrs of Hudson's tenure, the Bell
Company rmoved 2long leisurely, content with healthy profits,
but zealously prozecting ivs c¢stablished patent rights, |
(From the tine of-the sevslemerts with Vestern Union until 1397,
“he Company successfully defaerdad its patents in 600 separate
patent infringenment ceses.) In 1593, hnowevew, wneﬁ the basic
Bell patent expired, indererdent telcphone companies.began

to spring up everywheres -~ even in towns where Bell was

Siomly established, Blachoniths fashiored cerude instrunments
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and subscribers to "Ifamer conpanies" connected to barbed
wire fences or iron wire nailed to trees. As Daniélian [1939]
and Stehman [1967) point out, however, the competition posed
by the independents was more imagined than recl, Since only
the Bell System had the ability to provide long distance
service, the independents' customers were resiricted to their
immediete arcas, However, the threat of competition -
imagined 6r not - was sufficient to get Bell moving. ihile
from 1885 to 1694 Bell hed increased phones by an average of
6.2 percent annually, the growth from 1895 to 1906'averaged
2}.5 pexrcent per year., _

Until 1900 the Bell Company had meintained its head-
quarters in Boston, but by the turn of the century both the
restrictive lews of MNessachusetts and the need for zcscess to
the New York money markets dictated a move to New York. This
move led to tha reorganizatiion which gave the Bell System the
structure waich it holdés tacday. The organization was rein-
cerporated wnder the name of its long distance divisien,
Anerican Telephorne @nd Teleg=apin, with AT&T assuming the
status of perent corporaigion.

Soon after the reorganization, Hudson died unexpectedly
and was replaced by Frederick £, Fish, a member of AT&T'S
woard of directors. Fish tock over in a period of wild ex-
pansion and rampant inflation. To keep abreast of thd ex- |

pension, AT&T borrowed heavily. \Vhen the boom showed gigns

of slow ng in 1600, the New York barkers started to beconme

o,
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anxious over their loans., Fish was fatigued and énxious to
return to his law practice, and the bunkers were eager to sce
him replaced by a more dynamic chief executive, Vail was
approached by their representetives and finally agreed to

cone back into the Company. The date he took office, April 30,
1907, is referred tc in corporate literature as the start of i

the modern era of the Bell Systien,

Given & free hand, Vail set about achieving his '"natural
monopoly.” Using the cities in which Bell wos firmly estab-
lished as fortified hamlets, the Company sallied forth angd
absorbed adjacent independent.. Lhe 1907 financiai panic had
dealt a crippling blow to many ;ndependents, and they were
particularly vulnerable at this point to itokeover attempis. j
At lcast one exritic of the Company notes thet of p-riiculer
interest to AT&T at this time were independents located at
strategic points in proposed coalitions of independents aimed
at establishing a nationwilde neiworic of telephone éompanies.

Certainly, such action would not have been inconsistent with

Vail's credo: “One policy, one system, one universal service,"
Coon { 1539] reported what in 1307 Vail declared to the 1

stockholders:

“Phae strength of the Bell system lies in its wniversal-
ity.e it affordés facilities to the public beyond those
possible on other lines. It carries with it also the
obligation to occupy and develop the whole field...

Two excrnange systems in the sane comrunity, each serving
the same nembers, cannot be conceived of ag a veraanency,
wor can the service in either be furnished at any mater- 1
St reeaeTion vecuvze of competition, if returm on ]

4

Poountmy end proper meinvenwice be taken into account.
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Dvplication of plant is w wastc t0 tho investor., Dupli-
cation of charges is a waste to the user."

Soon nfter taking charge, Veil instituted sweoping in-
ternal reforms. One of his Iirst uctions was to fire 12,000
workers from Vlestern Electric plants. (Vestvern EHlectric is
discussed later in this chapter.) Next he roplaced the
Company's chief technical exccutive., Then he implemented
2 systen of rigorous centralized control over engineering,.
equipment, and operating vrocelwres - a sysuem which essen-
tially is in effect todzy. The advantoges of such a system
are enumerated by Coon (1939, »». iJu~-106]: '

“First, interchirccability of equipnent units and parts
throughout the systen, resuliing in a reduction of supe=
piies of sparce and repsir wvards to & minimwa, Second,
interchangeability of personne”, resulting in the pos-
gibility of rapié shifting of Bell enmployces and train-
ed specialists to any part of the Bell Systc.. Third,
unifornity of netionzl telephone service and the wain-
tenance of 2 standard grade of telephone transmission
in all parts of the country. Fourth, econony in menu-
facturing by Westvern Zlectric., Fifth, control over

nanges of tyves of coulzmernt or displecement of older
equipment by improved iivolopments, thereby reducing
the loss of plany investuent in replacement of property."

The Associated or Qperating Cczpanies under this approach,_
therefore, were fare) lofv with no alternative but 1o accept
wnd adopt decisions mde by tie parent corporationrconcern-
irg 2e¢uipment or rethod of cperation,

The exvent of Vail's succcss in consolidating nis gains
end extending the mantle of AT&DT cun be seen in the takeover
of Vestern Union, From the insimnificant upstart looking

e

to sell its existence Tor

uy

S nieney destern Union

e ,ond0, e Rell Cong.ny had blooacd into 2 mignty industrial
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graphic business. An exanple of this can be obsorved in:

his joining of the telegram to the telephone; introduction

é . . slent capable of takirg advantage of Vestern Union's finan- '\

: ! cial difficulties ené swallowing its telegraphic business \\

3 1 *

. hY

% whole. Again YVail showed his organising genius,. and from \\

! the start in 1911, begen infusing new life into the tele-~ .
i

4

1.

of tue telegraphic day letter and nignt letter — adaptations

which enhanced the velue of both the telepraph and the telew

e e

! phone. An additional result of this combining of forccs was
! that he was able to close down small telogreph offices and

3 appreciably reduce operating oxb.nses,.

g The entry of AT&T 1nto the telegraph business through

‘ its acgquisition of Western Union, improvemonts and innova-
tions notwithstandinzg, was met with less than universal ap-
prohatioa. Vhile the public night accept the theory of
"natural monopoly" eré destruciive competition for two tele-

phone companies servicing the same area, many could not

accept the same justification for elimination of competition
vetween the telephone and telegrapn. The issue came to 2

% head when on January 3, 1913, Attorney General George W,
Wiickersham stated thet he belicved certain acquisitioﬁs of
ATET were in violaticon ¢f the Shernun anti--trust act, In
+ais controversy Veil exhibited what had heen missing in his

predecessors — an appreciation of publie relatiouns. - Instead

of Tighting the Justice Departuent, he deciced to bow to

TG et imon,.  The cesult was the so-—called "Kingsbhury
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Commitment,”" whercin N.C. Kingsbury, a vice president, agreed
that the company would no+ acgquire either direct or indirect

control over any comneting company., Kingsbury alsoe committed

ATET to divest itself of Viestern Union, and to connect its
system with those of independents possessing compatible equip~
ment. However, not ruled out were the acquisitions of come~
panies which were not competing with Bell companies.

The successful courting of the American public was one
of Vail's proudest achievements., He conducted a versatile
but sudbtle campaign which hazmmered awsy at one central theme:
the best possidble service at 4 Lunst possible cost congis-
tent with Tinanciel security. 4as Coon [1939, p. 116]) noted:

WBPuhlic synpathy was cultivated and public critvicism

diminished in every possible maxmmer. Tne Bell System

employee, for example, iz not only a worker, he is a

puolic relations a2gent as well. A bank account of a

Bell company is a cnance to influence importent citi-~

zens; lawyers =re nired not merely to get tlie best

available legsl talent, but to csiablish valuable

local contacls socially and politically. Advertising

gains editorisl symratay ond suppory, An order for

supplies cements 2 friendship., The sane principle is
at worx in the selection of directors, the placement

of insurance, the euployuent of local representatives,

and in the social activities of everybady connected

vith {ne system in any woy vhatever.®

The dramatic nature of the Company's turnaround under
Veil cen be eppreciazted by a quick review of some financial
indicators. The gross earnings of the Bell System rose
Trom $128,579%,000 in 1907 to $199,172,154 in 1912. The
nct earnirgs of AT&T were $32,062,945 in 1912; compared with

e b

i 07 816,269,338 in 1907, Teotal assets of the Bell

Goannded to 3753,323,720 n 1910, from $452,716,100
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in 1905. AT&T assets rose from $813,133,500 in 1907 to - ; 1 ,

$924,260,818 in 1912; tae bulk of this increase quite

clearly occurring in the holdings by the pgrent'corpbration

of stock in the Associated Compaxies. In the first decade’

of the century, these holdings juzped from $73,700,000 %o

$411,300,000. . ! ‘
When Vail died in 1620, he laft behind a strong aﬁd pros=

verous organization which in many respects is unique even .

today. His inmpact on the Conpany is still visible some 50

years latexr, for the structures znd nony of the policies which

govern the Bell System *oday :... cirect legacies of:Theodore

N. Vail. In commenting on his &eath, the New York Times

raferred to hin as “thé Napoleon of communications"l(eveu
though he was six feet two inches tall) and stated: "...he
was the only men of his sort in {he cowntry's history who: 5 |
*came back! without ever having 'sore back,' The American

Teledhone and Telegraph Compeany ol today, thexefore, is in

many respects a measure of this one men — and indeed it is a 3

nost significant neasure. ' ,

2. Yestern Electric

———
1

Avy review of the origins and growth of AT&T c6uld hardly ‘ : ;
be complete without talking some novice of the very Significant_ ‘
part played b& Vestera Bleciriec. The company today?rans‘among ] . %
tre rietion's H00 largest indusirial corporationé, i; the eignth

L oweriis of versonnel employed (over 203,000 employees),

R -
DR P T b ¥Y

Ferin Lurneat inoszies ($4.€ billion).
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~ ' The company started irauspieciously enough in Novenber
I

i : ' 1369, in Cleveland,-when.three men formed a partnership’ to
! ' ‘manufacture and repair telegraph ingtruments, and fire ang
; ' burélar alarmé. The now Tirm was called “Graey and Burton®
; after two of theé partneré, but in 1872, was rcorganized as
4}? - tae lestern Electric ﬁanufacturing Company. Significantly,
o the "Gray! for wham the company was originally named was
3 T ' . Elisha Gray — who wes to figure later iﬁ Western Union's
w , abortive ‘attempt =t entering the'telephone-businesé.
| Froa 1877-1879, Vestern Electric manufactured telephones
| for Western Union. During k! : swae time the Bell Conpany
! wa&purchésipgi&s insfruments.from shops located in Boston,
Baltimore, Cincinnati, arnd Indienazpolis, The situation was
L ‘ ! not to the Bell domﬁany's-liking. Quality yaried consider-
ably, and since tae shops Were’not dedicated primarily to
Bell, delays in shipment were a frequent occurrenceé. Ad-
| ditionally, %he quality éf the Vlestexrn Electric Manufacturihg
Company:instrumeﬁts was considered far superior to fhose pro=
vided by the Bell suppliecrs, Deternined to correct this situ~
- { 'ation,'Vail:reeognized & 50lden onportunity when the contro-
| versy.with Vestern Union was seitled. . Therefore, in 18681 the
3ell Company purchused 2 controlling interest in tbé company
end deorgenized it es the Western Electric Company. Later
- o that year, Weatern Electric purchacsed the licenses of %the four
ccmpanieé that had beeh zanulacturing insiruments fpr the 3ell

WJdor

Couary, Sheoreby becoming ke only firm licensed to manulacture

J" . . ! }
| ’ !

Tl .:L.

e i
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telephones for the Bell Company. Over the followiﬁg Years,
Bell extended its majority control to 10055 ownership of
\lestern Electric stock. ,

The role of Western Xlectric in the Bell System was
enlarged in 1801 Yo include that of supplier as well eas
nanuracturer, During the early years, Western Electrie
continued to manufacture electrical appliances as well as
telephone equinment, but in 1925 sold its other inﬁerests !
and dedicated i%-21f completely to its Bell Systcm:role.

Various AT&T documents note that Vestern Electriec pro-

. vides three basic services for ...l System comapnies: NManu-

facturing, purchasing, and service. In its role as manue
fagturer it nekes over 50,000 different items of communica=-
tions équipment cach year. The product line ranges from such
stendardized items as telephones and switches t0 custom-made
articles such as switchboards and undersea cables. In 1969,
Western Electric menufactured over nine nillion teiephones.
In its capacity as supplier to the Bell Systeﬁ, Vestern
Electric purcinazses more than £2.1 billion in goods. end ser-
vices each yeor», Purchases renge from such nundane items as
pencils and pads to telepnone poles and sopaisticeted elec~
tronie equizment. According to AT&T siatements, 3ell System
acapanies are under rno oblig.tion te purchase from Western
Fieeyric; shey can deal wita whatever manufacturer.offera
‘e nost economical products. Crities of AT&T, however, scoff

weld an. Eilize the record Yo support their contentions
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that Western Electric oxerciscs monopolistic contrdl over
8%% of the U.S. telephone equinsent market, ATéD's counter-
argunent is that prices, availability, and the quality of

products noxmally make it more advartageous for Bell come

penies 1o doal with Western Electric,

Services provided by Western Zlectric, ag noted by

AT&T, are:
g, lLointeining large stocks of equipment for quick
shipnient;

b, Repairing and restoring worn or damaged telephone
equipnent;

maintaining large stocks of emergency supplies so
“aet they will be evailable for restoring service
in the event of storms, floods, fires or other
cnergencies; and

d., Instulling central office switching equipient.

In light of heightened criticism over service deficiencies
in vrban ercas such as New York, this latter service is ag-

swiing considerable significance, iAs of 1970, Viestern Elec~

tric maintained a mobile forece of over 24,000 skilled tech-
nicians wio travel all over the country installing central
olfice equiﬁment, as well as lerge switchboards leésed 1o
husiness and govermaent, radio reilay stations, and terminal
enuipneny for undersea telephone cables, -

western Blectric hes.five subsidiaries:

a. “ne Teledyne Corporation - a conpeny waich manufacs

(=29

cnd sells printing telegraph equipnent.
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‘IE: b. HMenufacturers Junction Railway Compsny - provides

railvay services, primerily for the Huowthorne Vlorks of

Y

Viegtern Elsctric.
C. Westérn Eleciric Company, Ltd. (London) - serves

primarily as a patent organization in foreign couniries.

d. Nassau Smelting & Refining Company, Inc. -~ reclains %
and sells non-ferrous metals.' . i
e. Sendia - a no-~fee, nox-profic orgonization established '
in 1949 4o operate laboratories for the United States atvomic {
irergy Commission at. Albuguerqgue, New leoxico, and Livermore,

Califoraia, ]

The ties between Western Electiric and the other menmbers
of the Bell Systen have been the subject of numerous attacks
and investigations. One highly critiéal commentator (Goulden

e 1968, ». 144]) introduces the subject by drawing a tenuous
analogy between the telopnone and automotive industries:

"Wlestern Elcecetric kaos cuchiusive sales rights to 85
percent of the mdlri-billion-cdollar jelphone market,
the portion that is contrclled by Bell., An analogy?
By vopulation, assign Genersl Hotors every auto manu-
faeturing plant, dazlersiin, repair shop, and service
stetion in the Urited S<ztcs excert for New Erngland.
Bveryone else in the zutbo irdustry could Yeompete!
there — Tord, Chrysler, snerican liotors, the foreign
car imperters, tne fozens of oil companies."

Public attention was cciuslly first focused on Western A
Eleciric in the Thirties when the newly-formed Federal
Comaunities Commission conducted a lengthy investigation
of AD&D. On Apxil 1, 1938, a "Proposed Report" written by

ooeonaadisoioner in charge of the investigatvion, Paul A, !

B T S S LRV gy, : Vo
RSS! St e et Moo wannas s
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Walker, was nade public and subnitted to Congreﬁs, The
final repcrt was issued on June 14, 1939, =ad elthough less
hostile in tenor; substentively agrecd with Wlalker's pre—
liminary report. \Vith regard to Western Hlectric, Vialker
recommended that since the Compuny is such an integral part
of the Bell Systcm, it should be considered a public utility
and regulated as such. He based this recomuendation on the
fact that Jestern Electric supplied nearly all the telephone
equipmént used by the Associated Companies (at prices he be=-
lieved weras too high), and the prices churged by Western were
then figured as part of the ratu basas, Aside from & drop of
over 31 points in the price of AT&T common stock and some
heated rhetoric on both sides, nothing of a concrete nasure
resulted from the investigation. 3Jensitized to potential
criticism for activities in non-communications fields, how=
ever, the Bell Systea -~ Western Electric specifically --
adopted & policy of restricting itself to communications.

In 1949, the Justice Depariment filed an antitrust suit
agezinst AT&T and Vesterm Electric. Its aim was to separate
the Bell System's manufacturing from its operations and re-
acsarch functions. The action ended in a consent decree in
1956, luniving the Bell System to common carrier communica-
tions and government projects, but preserving the loﬁgstand;
ing relationship between menufacturing, research, and 6bera-

i e Although it might not appear so at first glance, most

iwblhers generclly concur in the concelusion that the

S A ;e - o—

»
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- - '
) consent decres represented a major victory for ATED — it
had thke effeet of leyitinizing the role o Western Eleciric

and precluding further antitrust action for years to cone,

3. Bell Tolevhone Laboraztories

The Bell Telephone Laborztories wag irvcorporated in

1625 to perform the research function of the Bell System,

Prior to this, research was pexrformed by the Department of

Developuent &ad Research of AT&T and Vestern Electric's En-

Research and Development, therefore,

gineering Department.
‘A wag consolidated wnder one roof, with ATED aznd VWestern Elec—~

: $ric each owning 505 of Bell Telephone Laboratories (BIL).

- BTL currently operates at 18 locztions in 10 states,
¢ 2nd employs 16,400 people. Highly esteezed in scientifie
S circles, BILL has obtained over 14,000 patents, and had two
Wobel prizes awarded to its researchers — Davisson in 1937
for the codiscovery of cleciron dififraction and thg wave

properties of electrons, and Shockiey, Bardeen and Brattain

in 1956 for their investigatiocns into semiconductors and for

T

the duscovery of the tronsistor effect. Other significant

contributions from BTL include: <thae principle of negative

feciback, radio =2stronony, milcrowave radio sysvems, the solar

teitery, the laser, and early contrivutions to information

Edase ':;_v_ i

theosxy. .
ssentially, BTL has but two clients: its two stockholders.
iv purforas basic research in fields such 'as acoustics,

TR LLNGALCE : R it zlso conducts

«nd eathonaties.
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spacialized rescarch for the purent corporation in:such
fields as electronics, radio, television, the electrical
chareacteristics of materials, andé in the dasign of,oucn
¢gulpment as telephone transmitiers and recelvers, inte=
Srated circuits, and compuricasion satellites,

Work for Western Electric cun be aejarated into two
different categorics: gsystens engineering and spééific
design and development. |

ATL's financinr is deseribed in corporate literature
as being on a pay-as-you~go basis a0l pays BTL fnr the
beasic research, and VWectern iileetric reimburses thé Labor-~
ztories for the speeific design 2nd developaent work per-
Turned for it. The noney paid by Western Electric - is cone
gidered & paﬁt 0¢ thet company's manufacturing ove?head
costs, while AT&T pays its share from income received from

tihe Associated Companies.

4. Long Lines
The original AT&T, Lorn> Lines is the interstate and

overseas operating unit of the uorent corpoeration. Offic
izlly & depertament of AD&T, Long Lirnes employs 33,600 per-

ormel in 43 sitates and the Dicirict of Columbia, Its

oy

prinary respe:sibilities include the building, operating
ond neintenance of the intersiate network of circuits: and

purner fecilities withiin the U.8. which rake nation and

o ocommunteations possible. Long Lines 1nterconnects

1 \-Z...-,..’
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the Bell System with some 2400 independent tolephone com—

vanies, either directly or through the Associcted Coupanies,

Briesly, long distence telephone callas are handled in
the Following mammer. " A 2:ll originates from a local ex—
cnamge, which is rouwsud o the nearest of the 2100 cities

wnich Tunction as toll centers. F.om the toll center, the

¢all might be further routed to one of 210 special toll
centers (switching points) woich pnerform the function of -
Fron the final toll center in

the 1nop, =omnection would then be : .de with the local ex—

changa which is the destirotion of the call.

In addition %o domestic long distance mervice, Long

connecting ©oll centers.

Lines also provides overseas service by mesas of ocean Tole-
phone cables, sateilite, radiotelephone, and over-ihe-horizon

I% aleo provides radintelephone service to'ships on

radio,
Significantly,

tne high seas, wircrarft in flight, and trains.

Long Linegs is invelved in tnat part of the business for which

aiplosivs growih has heen forecasted over the next 10 years:

fzva ftransnission and privete line services. (Por furiher

diewcussion see Business o2k, “ae lJevolution in the Phone

Business," Noventer 6, 1571.)
Long Tines provides Tacilities for the Teletypwriter
Excnmange Service (70X), privite line services such as tele~

pacne, tcletypewriter, data transmission, televislion ang

fouro, w5 owell as for navogemnent of the previously rentioned

GLOTINCE NUtWori.
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Long - Lines is dirceted by a Vice President of AT&I', and
has its headquairters end stafi located in New York City.
Adninistrotively, it is civided geographically into six
regions, each of vhich is resporsible for Long Lines oper-

aticns in its ares, Althouch 2z department of AT&T, its

finarcial accounts are kept separete from those of the parent

corporation,
erated through its operations immediately belong to AT&T.

This arrangement is distinctly different from those govern-
ing relations with the 4ssociated Comnanies, which pass on

profits only when dividends ar. paid on stock.

5. Assocliated Conpanies

The Assoclased Companies build, own, and operate come-
nunications neiworks in their geographical orerating urcas,

Pigure 20 lists the vuerious Associated Companies, and shows

the percentage of cepiftel sctock in each company owned by

AT&T. As can be seen, 4747 ovmng o minority interest in the

Bell Telephone Company of Curnuca and two U.S. companies, a

mcjority intercst in five other compznies, and 1005 of the

stock of «ll other companies on vhe list.

Although aZa
tives to tne boardis of divecivrs of the companies in which
it holds 2

not 1o — onother Vail legacy. The board of directorsg of

noeonpasy s conposed of: 1) Lrominent businessmen,

e Ny
[Ny 4

cdciioions, bankers, cto., wne live and have

Capital is obtained from AT&T, and profits gen-

7&D could legnl.y acpoint its own representa-

mzjoriiy interest of copital stock, it has chosen
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FIGURE 20
AT&T ABSOCIATED COLIPANIES

% Capital Stocks
Owned by AT&R

PRIRCIPAL TELEPHONE SUBSIDIARIES

NEW Eﬂsl&nd Tel. & T@l CO. vVesomrecansrsbien 69-5
NG\VYOZL';’: Tel. CO‘ ® % 9 5 808 0D 94 S e R PO NN tAS O NS 100]!0
New Jersey Bell Tel, COv ssnvcnncnceonscvacses 100.0
Bell Tel, Co. of Pennsylvanit.ieeieeeeivssosae 100.0
4 Diacmondé Stvate Tel. Co. tesesstennctscnant e 100.0
' Chesapoake & Potomac Tel. COu cevsvsneccnacnse 100.0
Chesapeaie & Potomac Tel. Co. of Virginia,... 100.0
Cheseapeake & Potomac Tel. Co. of llaryland.... 100.0
Chesopeake & Potomac Tel, Co. of Vest Va. ... 100.0
Southern Bell Tel., & Tel., COu evecervrsnnsnsnss 100.0
South Central Bell Tel, CO. civvenvrssanosnces 100.0
ohio Bell Tel' Col * 8 " 0 E® s .y y 6o a bbb o POIY ISP 100.0
Michigan Bell Tel, CO. -t .vieinoveaasnscnnsase 100.0
Indiana Bell Tel., Co,,y, LNCe vececssnssocssvns 100.0
Wisconsin Tel,. COe secteesasesornssososcosnves 100.0
Tll::“.c?'_s Bc-.l.l Tel. COQ e N 0O LN AONOPTOERES S OGS 99-3
North‘f\'estel‘n Dell Tel. CO. . S8 0 O T UE SS9 Es s e 100'0
Southwestern Bell Tel, COu covocesvacssavessa 100.0

e e b i e e . g

Hountain States Tel., & Tel. COu seeceosernene 86.8

Pacific Northwest Bell Tel, COe seveesvossase 8g.2

Pacific Tél. & Telo CO- 8 89 PD SO AORE PESSLYEN 89-7
Bell Tel. Co. of Nevada..-........-..-....- (a)

OTHER CCLPANIES

Southern Kew England Tel. COu eevecoorasennes 17
Cincinmzil & Suburban Bell Tel. CO. ssvesvrees 26
Bell Tel. Co. of Cmada.."'.dl.b‘.l.’..'..'. 2

L

- =]

.
*

{a) waclly~-owned subsidiary o Pacific Tel. & Tel. Co. }

(Sources: aT&T {1968, p. 5=3] and N.Y, Tel. Co. [1970, p. 14]

——
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interests in the area serviced by the company; 2) tne pregi-
dent asnd a few key ofiicers in the company; and 3) an officer
of AT&T.
i The autonomy ¢f ithe Associated Companies is something
' which is mentioned freguently in corporate literature, and
almost as frequently'by critics of AT&T. In discussing this
subject, for example, one corporate document [AT&T, 1568, .
12-3] offers a 1911 quote from Vail: 7
", ..cach Associated Company...will become an autono-.

. nous wnole, and within tne linmits of general policy

‘: and authority, &bsolute on mutisrs pertaining %o or

) which affect only that torrivory."

The highly criticul Goulden {1968], on the other hand,
views Associated Conpany autonomy as a myth actively pro-
noted by the varent corporation for regulati&n purposes and
in a recent magazine article (Zartn [Sept., 1971]) roints to
the $1.60 per share p2id by New York Telephone to AT&T as

":' proof of his allegation. lils point was that the $1.60 divi-
dend was $.23 per sazre more than the Company earned in 1970,
and in light of the nuge capital requirements of New York
Telepnone for new plunt 1investuacnt, payment of a dividend

in excess of carnings consdtituicd the worst form of sikul-
duggery on tae yart of AT&T. .luo, he maintains that it
clearly shows that the parent corporation names the tuﬁe.
Wnile there aay be validity to CGoulden's claiwm, his example
of the 1970 dividend can hardly be considered counclusive
rrocf, Inziances of companies peying dividends in excess

o7 coeadings Tor purvoses of maintaining shureholder confidence

S U e A bt o Sy g gt 4L 3 o
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and, indirectly, for enhancing the terms of future equity-
based capital issues are so commonpiace, thcy are hardly
worthy of mention., \het may be evident here, however, is
an illustration of how a macro view (what's good for AT&T
is good for the Associated Companies) might differ from a
niero view (what would be best for the Associated Company
if it were completely independent, and not a part of the
Bell System). Since AT&T advances necessary capital to Now
York Telephone, it would seem quite conceivable that the
New York Telephone Board of Directors could independently
decide upon a course of action cupvusing a macro viewpoint;

The question of whether such & viewpoint benefits or pena~

" lizes New York Telephone subscribers is another issue =

one which could be argued proe and con at great lengtn.

The legal mechanism by which Associated Companies are
bound to he parent corporation is the License Contract.
Under terms of the contract the operating ‘companies agree
to pay one percent of their local and toll service revenues
to AT&T. In return, AT&T Lzrees tos

a. Naintain arrangeaents whereby telephones and re-

lated équipment nay be aanufactured under patents
owned or controlled by AT&T, and may be purchased
by the Licensee at reasonable prices;

. Prosecuite research in telephony continuously, send

naxe available to the Licensee the benefits de-

rivsed therefrom;
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¢, Furnish advice and agsistance with respect to virtue
ally all phases of the Licensee's business.
(New York “elcphone Co., 1970, p. 15)

L3 nentioned previously, in addition to the license fee
AT&T derives inconle from dividends paid to the stock it holds.
in the Associated Compenies. In fact, it is from the latier
that the bulk of its revenues are generated., A final source
of income for AT&T comes Zfrom interest payments made by the
Associated Companies for the use of menies forwarded by the
parent corporation fof construction vrograms.

In sumnery, although cach o. the Associated Companies
may be considered a sepzrate business in its own right,
strong ties exist between it and AT&T — particularly those
vhich are majority or wholly owned by AT&T., Not unexpoctedly,
gituations arise where one can legitimately question the de-
Sree of independence possessed bj Associated Company officers.

Fortune megazine [February, 1965] once deseribed the
Bell System 25 a sort of Federalism. This is, perhaps, a
useful analogy. As governors and state leglslatures possess
independence in many erezs, on certain key issues they nust
yield to the Tederal Government; subordinating their indivig-
ual desires and, to an extent, their well~being to the inter-
¢sts of the entire nation.

Such @n enalegy, however, undoubtedly causes distortions
— for after all is suid and done, AT&T is not a government

Yoy 4 scwmorcial enterprise in business to provide a service
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.- i
at a profit. To ascribe other motivations or purpeses would ?l
be patently unfair — both to the reader and to AT&D. %
! i
6. Issues of Currcent Concern to AT&T 1 w 1
Not surprisingly, the issues of current concern to AT&T :
are markedly similar to those of the nation — finanecial, C | ,
i sociolog%cal, and issues dealing with constantly increasing . .:
f competition. The first two areus received considerable atten— ' |
o tion in AT&T's 1970 Annual Report, which noted: ’ C .
J?‘ a. Earnings ver share dropred to $3.99 fro@ $4.00 in ;. ; ,‘
;: 1969, This drop ocowrr:. in spite of an increase o ’
jé‘ in revenues to $17.0 billions (8.1% increase) fron
t§’ $15,7 billions (11.25 increase) in 1969. The repory | o
g cited construcition expenditures in excess of $7.0 ' '
H . billions as <the prinury cause for the drain on | Lo
4;{ : profits. A | ' ' '
. b. The corporation's raie o return on invested capi- ' : ,i
}? tal dropped to 7.82 iTrom 7.73% in 1969. ' | | |

'f c. The average cost of debt for the Bell Systenm in
3 1670 was 6.7%. In 1970 depreciation and retained |
esrnings contributed less than half the capital '

reeded %o sunport consiruction programs. At the .

Py

end of 1970 debt renresented 44.9% of total Bell
| Sysiem cepital (vs 36.4% in 1980), and it is esti-

nated taat by the end of the current ydar this _ ; jf

Dby o d

f1izure vall huve risen beycad 48.0%.
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Service %n_large cities had fallen to unacceptabdble
levels becauge of insufficient capacity, aging
equiﬁment, and irexpericnced work forces (over 30%
Qf thg work forces in large cities have less than
two years' service with the Bell Systeﬁ). Large
cities account for onc quarter of corporcte reven-—
ues and physical plent, yet cuploy one third of its
million=-plus employees., Some of the specific big
city problems cited in the réportlwerei

* A high proportion of thy young people were
iil-eqpipped by their education and background
to racet the required performance standards.

* High ennloyee turnover rates (the average
tenure of an operator in New York Ciﬁy is less
than seven months).

®* Minority smployeces are centered in the cities

| én@, 2s a group, azve a more difficult time
adjusting, Aé&T enploys over 135,000 ninority
gooun menbers - one out of every four employees
Led over tne past two years has been & ninor-
it roup. nember, l

* Unions represent over 700,000 Bell Systenm em-
ployces, zxud the most militant union locals

are centered in big cities,

. : Fgually important, if not more significant from a long

vosure petat of view, to the above concerns are those dezling

RN
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: with inerezsed competition. fThere is little doubt that in Q
. the past feov years the Federal Communications Commission has f

added a new dimension to the comaunications field — compe=

tition. What has brought this about have been FCC decisions

on five critical issues.

Sunmmarized in Busiress Week [Nov. 6, 1971, pp. 66-67]1,

the decisions haves

A R e e e T

a, Opencd comuetition for comaunications devices =
such &s teleohone sets, switchboards, and data

: . communications terminals -~ that interconnect vo :

. | tae telepnone network (the Curtorfone decision). :

: l In the last 1b noanths, « ~.uw "interconnect" in-

|

céusiry has been 1n“.mh1Lng custoner—-ovned tele~
prone systems, moc. .y for business, at the rate
£ $80~mijlion to $100-million worth per year.

be Clioared the way for competing carriers in the pri-
vate=line services fiecld, The first link, that of k
Micerowave Commwwilcations, Inc., is alrcudy operating
_ - between Chicago and St. Louis, dnother, between New
[ ; Yori and Weshingzgton, won FCC approval last month.

stz

c. Suzgested to Conjress a master policy that would

: allow cable television to enter the “top 100" broad-

! : casting narsc s wita multiple—~channel sysiens that

nust include two-wey capability. The new policy

: wowld set guidelines for 2 whole new rediuvn for

; éiseridbuting infe:mation and entertainuent to homes, !
ircluding pay LV wid direct marketing and polling

services,

d. Prenosed that sever:l satellite systems for domestic
lovr—anl comnunications be allowed to coapete with
ore endther zné with serrestizl systems. Nearly a J
dozen existing cariiers ond newcomers have subnitted
apzlications,

oyt ey e o’

e. Orened the way for & greever variety of data and con- b
puter services by re]gxln sore archaic regulations.,
I1 aas elimintted old bans on switching messages in
coanuters oni attaching devices that male it posgsible
1o carry saveral sigrals on a single communications
chennel, ;
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.ost industry observers are in agrecment that a new com-
nunications industry is emerging., This view is aupportoed by
the dozen—ﬁlus companies vhich have entered the lucrative
comaunications cquipinernt field., The prospect of a phone
subscriber dropping—in on his neighborhood Sears Rocbuck
or Kontgomery Ward store to purcnase a new itelephone appears
to be an inevitable outsgrowth of current eveilts. To an ex-
tent, such a practice has already taken hold in the business
sector of the telephone incdustry. An.AT&ET vice-president of
narket plarning estimated that somewhere beiween 500-600
Private Automatic Branch Zxchar.. o (PABX's) were installed
last yeor by non-Bell Systen newcomers to the intercormect
indusiry. As an absolute figure (less than $S100 millions)
this totel is dwarfed by AT&T's $12=-billion worth of eqguip=-
ment, valued at cost, ingtalled on customer premises. How-
ever, in the most likely cventuality that this portends a
future trend, it does spell trouvble Lfor the Bell System,
Aside from an obvious loss in revenues o New competitors,
AP&T faces 2 possible erosior of ivs rate vese — the value
of installed plent and pihonce equipiaent — waiclh determines
the profits which the Systen is normitted to eern.

Although U.S. corporate gisnts such es I3, Xerox, and
General Zlectric have thus far cxhaibited caviion in joining
the rush to commnete with AT&T, estinutes of an annuel rate
of investment in communications equipment exceeding $40--bil~

Tl by 130 -- cgunl thao votal value ol equivment presently

—

e et o

by
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in place — hold sueca allure, thai their entry might not be
far off. At present, foreign supplicrs such as'Hitachi,
Nippon Blectric, end Olki Zleciric of Japan and Sicmens &
Helske ond Telenorm of (ermany appear to have an edge over
other rewcomers o the U.S. comuiications equipment market.
In the conmpetition for both terrestial and sétellite
transnission sysvems, the »rognosis for the next decade con-
tains potential pitfalls. every bit as dranatic as those in
the ecquipnent field. IICL's higstorical victory opened-up the
private~line communications mariket, =and resulted in 45 appli-
cations for microwave relay _—ou.us being submitted to the
PCC since 1969, 1In cddition to these applications for
"terrestrial" routes, the PCC also has pending before it some
11 applicetions for satellite systems.
" All of these considerations seam to bode trouble for
the venerable Bell System. Subjected in recent years to un— b
orecedented criticism on the part of regulatory agencies and .
éonsumer groups, the Bell System has been portrayed in the
cedia 2s being everyining from a fuabling, bureaucratic group
of incompetents to & devilishiy insidious conspirazy intent
on oilking dimes froz the »oor and needy.
Sheizen from agpereunt somnolence by the virulence of the
ceriticism it has recsived in reccat ycars (noi to mention the

foremensioned FCC decisions), AT&T has initiated a massive

campaisn %o corrcct oxisting deficiencies. A1 the core of




planning wnich ha ‘esultcd in in. oquate plant capacity.

In retrospect, it :ems inconceiv. ..¢ that a sophisticated
organization suc. 3 AT&T should miss the mark by the margin
thaet it did, C« irl:r, the information that it had was
reasonably acc <. Wiza the wealth of expericnce pos-—
sessed by iz. aanagérs, one would expect that such a result
would be practically innossible.

What then is the ccuse of AT&T's current dilemma? In
truth, there probably are no siuple answers to the question.
For a brief nwiber of years starting cround 1958 the company
seered enamorad of the idea th.t Lt might be a growth or a
rserformance” stock. wWith this flirtation appeared to come-
greater emphasis upron the "numbers" geme -—- how doeés this
decision or that decision affect this year's profit and loss
statement? Indeed, & rceview of corporate literature and the
public pronouncements of compsny officials in those days
seems to lend some cre’ence to the thesis that the company
suffered from a case of nmyopia — enphasis on near ternm
financial results to the detriment of the long term well~
being of the company. (Phis is a view shared by a number
of "old time" teleghone men with whom the author has talked.)

while there may be some validity to this view, to attempt
to use it to explain awey all of the company's present dif-
#iculties would be simplisiic. The answer undoubtedly is
an amalgem of many clements — demends of the environment,

snre nostile work force, eging eguipment, inereasingly
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belligerent recgulatory agencies, right on down to possible
subtle changes in the personcl value systems of managers

and <the operztive goals of the organization. Perhaps a. de-
gree of complacency had set in and maintenance of the status
quo nad become all inportant,

Vihatever the causes, it seems safe to say that more than
an infusion of funds for capitsl expansion is necded. If, as
many c¢ritics contend, the Bell System has grown fat and lazy
during the past competition-free 50 years, and has opted for
"safe" bureaucratic processes, the conpuny is indeed in for
storny sailing. If, as PFercoieri:k Kripel is reputed to have
said, it tekes two years ior the giani dragon to realize that
1%s tail has been cut off, the commanding presence of AT&T
in tiae American comaunications field night well he signifi-
cantly diminished bvefore the lecade is out,

sfter studying the Rell System, &nd in particular New
Yorit Telephone, for thne anitter part of a year, the researcher
is disinclined to join the ranks of =< nrophets of gloon.
The Bell Systen retains intcet a solid foundation. it pos-—
sesses a technclogical capebility second ¢ none, a plant
investment valued 2t $93 billions, and an invaluable know-
sedge of the comaunicaticas industry. As evidenced by the
initiul relucsaewas of U.S. corporate giants to enter the

nascent iaterconnect indusiry, ATST will prove a formidable

adversary.

.gu“dﬂ‘.‘
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The outcome, however, is Tar from certain., It appears
lixely that the Bell System's fortunes might well be deter—~
mired by the manner in which Bell System management and
croft personncl react to the changes which are in the wind.
If the changes ere viewed as challenges, if valid eriticisms
are accepted in a positive spirit and spur Bell System employ-
ees t0 grecter levels of achieveuzent, staid old AT&T will be
a force with which to be reckoned,

Currently employing over one nillion personnel, the
movenent within the Bell Systen zimed at zccomplishing this
end appears to be "the worl i-x:lf,* (See Ford [1969)) In-
fluenced in large vort by Frederici Herzberg, the researcher
was unable to detect any signficant impact of the movement
on the lower levels of the menzgenent hierarchy.

Vuile such a movement has undenieble appeal, and in the
long run should provide significant éividends, a return to
more basic considerations antears to be the first order of
priority. One such considerasion 2ight center about the
"low" or “benign'" profile wilcn tnc Bell System has mainteined
over ine years.- -The nicunzme “..a 3ell" probably conveys this
though’ as well as anything. ualle such a tactic might have
beon advisable in the past, 23 anisdly scems an asset for the
decade znead. In light of inhe racent FCC decisions and the
winds which are.currcntly buifesing the System about, the tinme
15 prohably right to take decisions waich in the past would

Boar: Licen Sncompatible with the "la 3ell" image., If good

. W ‘;JAJ‘_.“_MJ
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service is to.be stressed, the reason for it should be clearly
. unéderstood —— i.e,, to strengthen tne compuny's competitive
position o1 to get the FCC or state regulatory agency to pass
a needed rate increase, reinrer than some ill-defined altruis-—
tie notion such &s public trust.
The ¥kell System undoubtedly suffers from an ailment
common to most large orgenizations --organizgtional arterio-

sclerosis. To meet the chzllenge of the next decade it will

nave to maintain a vitality which pemits it to anticlpate
end help shape change. 1% carnot “e contert to mexrely react
to it. Innovation will have o be encouraged and traditional

shibboleths viewed with suspicion. The Bell System has many

advantages going for it &s it enters this period of what

ug promises to be fierce competitidn. I% can proviil only if

: i its personnel are up to the challenge, and this will probably
necessitate changes in ztiifudes, in the ordering of the

oparative goals.

; ' 7. XKew York Teleophone
Kew York Telephone L: the Largest of the Bell Systen

hAssociated Companies, eaploring some 103,000 individuals and

2R+ VAN

servicing about 11.5-millizn wzlophones. In 1§70 salaries,

vages and related costs excealisd $1.1-~billion and construction

| expenditures approached $1-billion, 4t the end of 1970, total

alant invesinent stooé at cprroximately $6.5-billions, Approx-

l’_ ) AN
i oty E0Jt-nillion teleznone e¢ills originated within New York

Towoniunels Srea on escn busincos d2y in 1970, Opcerating




, $168~nillions.,
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revenuecs exceeded $2-billions and net income was over

As can be appreciated from the above figures, New York
Telephone is a vig business, With its bigmess comes all of
the problems one rormally associates with large organiza-

tions. To gein an appreciation of the Company, its opera-

tion and its problems, we will first exenmine its organiza—

“tional structure, current issues of concern, end its goals.

a, QOrgenization.
New York Telephone is divided into five Territories:
1) Manhatten; 2) Mid-State (ir.ludes Bronx, Westchester, and
Mid-Hudson region); 3) 3rooklyn-Queens; 4) Nassau-Suffolk;

and 5) Upstate. (See Figure 21.)

With the exception of Hanhattan, the Territorics are

divided into Areas, which in turn are further subdivided into
departments, divisions, and districts. (Figure 22 presents
a vertical wview of the orgenization.)

Departments can be separated into two broad classifica-
tions: Operating Depariizents and General Departiments, All
Operating Depariments zre reprecented in each of the Terri-
tories., These are the "Tield units" which provide direct
cervice and handle matters dircatly related to customer ser-
vice., General Deparimentis act in a staff capecity. These
departments perform specialized functions which are héndled

more efiicientiy on a centralized basis.



171

N B kbt mza@palﬁdaomm

Q/ zﬁﬂmﬁm

HI0&I0S
~AYVSSVN

uosSpPNH-PIN

\/“
hu!..!l\
ﬁl‘ L L L

uxassed

-

UISYIION

TeX1Us)

THOHIATAL MEOX A3N
40 SVTUvV QY SETEOSIVVED

12 TEADII




N\ b N - S . T T AT U AT, ST LT e P e T L — e . -
* I8 TaAs’T 3Si
~ w TINOHITTIZI XX -
— . AD .
o Te ‘wH pu2 TAVED HOIIVZINYDEO
IsSeuey] *3STq 22 SENAIs
*3dng .ﬂpﬂn
ZaSesueyl AL JOGRWEN
sadng "ATQ *9100% " A1G
M 1
i i
pesy *adaC ummwmmm
B8IV ~ AT U .mwooqw.ﬂmw
! ”
| .
LI0n1aI9T Ireas gurseyxey — JUTISBUTZUZ w
- dA - dA - dA - ZA !
1 | w , ! '
- ] B = \
F3838 | i a
Futsvasd) BUOT1ETON £xTRIIY i '
TeI8U3) oTiand oTTaNnd H :
- 3h - 3A - JIA SUOTA®ILAQ ~ dA J9TICIS QO]
_ | “ m |
] B !
! {
, !
UOT48J4S TUTHRY T381MODH BUOT3BI300 GoULATS
- JA *28XZ TBIaUAY - dA *09XY - J4 *eXE
, , ,
LUIPTE3IL
SHOLDEEIC 40 THYOE
LY
.

. B




173

b The Operating Departients are:
f . (1) Accounting - prepares customers' bills and main-
R | tains complete records of cusfomers!' accounts; handles the
! payroll for all -employees; prepares administrative financial
reports; maintaing records of all {ransactions; audits and
authorizes paymenis.
(2) CGommexrcial ~ handles contacts with customers re-
- lating to their service and bills; recomtizends equipment and

services; issues orders Tor installing snd changing eguipment

and services; collects bills; watches develomaents in its
areas ¢ plan fo? growth,

(3) Enginecring ~ prepares long and short range plans
for outside plant, buildings, central offlce equipment, and
other communications facilities; designs, plans, ond trang-
lates cormunicaztions needs into cguipment, and coordinates
provision of suca facilitvien; works on central office equip-

vient, customer service, pdluat ocxtension and data, and trans-

mission.

(4) Prant ~ coastivets, installs, meinteing, and re-
pairs all facilities uscd o zrovide service. Construction
consists of plecing poles, vircs and cavles; installation in-
cludes connection of telerloi.es, wwitchvoards, teletypewriters,
énd other cauipnent; neinsciance and repalr are those activie-
ties performed én all outside plaat, equipment in central of-

Dices, cund eguiynent located on customers® premises.




Ce (5) Public Telephone - collects, couvnts, and leposits

coin ¢elephone receipts; operates offices that handle coin

T —

telephone matters; respoasible for issucnce of ordera for
chenges in eaquipment and services; stuiles markets for public
telephones; foraulates promotional progrezs and operating

praciices; repairs and installs public end semi-public LeLem-

flotina e

g Jhones axnd maintains booths in certain fesipgnated arsus; is
resporsible for coin telcphone security,

; (8) Traffic — operates locel, % 1l and specirl toll
;f _ boards imown zs Traffic Service Positions; has fundamertal

E regponsibility for normal csll completion; furnishes diroee

e , tory assistance and intercept service Ty which customers are

i glven assistance in completing their calls; manages the admin~
3 : istration of local dial equiptkent; assisis in the nansgement

of local and toll networks to ensure saiisiactory service,

4 j Of the zoove Quercting Devarimenis, vhree constitute

what would nérmally be coneidered the line functions of the

Company. ©These three arc Plant, Cramercizl, and Traffie,
The following compriuce the Genersl Ddepartments:

(1) Accounting 3%arff - works with other departments

TR T

in doveloping company-wide depariaentzl poiicies and prace
tlees, including vasic trsining materizly is responsible for
i finaneial &nd ecormonie studies, arnd ssutistical information,

(2) Enginesring Staif ~ responaidle for company~wjde

Lomialing 223 coordination of picviding telephone equipnent

[ReSoPS Y

B
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T

vhone end wien 1t is nocdedy gives direcsion to the coupmny's
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overall engincering effort. 2here are fdur separate units |
within the Engineering S4aff: © (2) Pluaning - coordinates
éompanynwide long renge tvecimnieal plans and operations re-
gearch; (b) Trunk Facilitvies - engineers aand administers the
dowmstate trunking network (the najor und heavily traveled
vaths between central offices), and studies and recommeonds
ways of meeting the rising demand For cdircuits, carrier sys-
tems, trunks, znd specicl service lines; (c¢) Buildihgs - re=
Eponsible for the planning, desaign end consitruction of now
buildings, related electrical axd mechanileal systems, and
for real estéte and corpory: . syace needs; (d) Cufrent Plang
and Programs « qoordinates fthe capital budget end reviews
capital expenditures associnted with specific jebs. !

(3) Legal — represents company before the Public
Sexvice Commisgion and in cowrt matters,.advises company on
matters of law, and responqible Tor dealing with taxing
agencles. 7

(4) Marketing - otudies customer requirements and mar-
kets for company services, Cormuilazteos general marketing poli-
¢ies, handles marked vesting, ood furnishcé technical assiste
ance in the marketing ficid. Included in the NMarketing
Departiacnt are two separaie unliis:  (2) Sales -~ studies,
anglyzes and evaluates communications reguirements and recom—
nendés eguioment needed to wrovile zervice to individual cus-

Locers; (4) Directory - conirels uae yellov page vusiness,

1
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' and is responsible for printing all daily and momthly lists
. |
of' telepione: nunpers for the use of inrformation oyerators.
] ' (5) Opersting Staff - helvs to formulate operating

policies; assists in plonning and coordinating eompony-wide
1 :

operations; processes and develops, in collabormtion with

o other departments, new and improved methods and ‘basic train-

ing material; helos to set company objectives; zmalyzes and

shares with the. line orgenization responsibility for solu~
tipns 0 operating prodlems; coordinates studies and cone-
¥ tacts wiith Bell System ead other compinies; couplies data

and other operating informatic.i from which nanagenment decis—
ions may be madd.
, (6) Persomnel = xegponsible For hiring, placement,
I

‘ mangower data, preperation of training courses an nanagement

development prograas; adninisters menagenent salary and per-

',1 | fbrmance r@Qicw flens and benefit plens for active and re=

tired craploytes; onerates cralt ond nansgenent assessaent

“; : ' centers. Barzains with unions and is respoasible for staff
functions in all matters invoiving wilon~ranagaement relations.

. " Writos personnel pdlicies, provid.g medical services, directs

' I
; coipany particlpaiion in urben ofluirs, and hes staif respon-

8 aibilities for Telewvhone Pioneer aetivities.
‘ (7) Public Arffairs — keeps legislators informed as

S0 the coupany s views on issucs that involve the conpany,

- ~l - oA ]
y T Justoners end emyloyees. Frovides the stelT functions
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designed to encourage company cmployces o take a grester
interest in public affuirs,

{8) Public Relutions - nandles advertising and
genoerel information for public news media regarding services
and operating metheds; works with field forces to develoﬁ
and vrovide inforzation to cuaployeces,

(19) Revenues - voint of coordination within the
conpany with regulatory bodles. Developa revenue require-
ments, rate plans, and revenue forccasts. Reapsnsibla for
division of revenues with Bell System ind New York indepen-
dent telephione companies. loverope plant valuations and

depreciation rates. .
(10) Sceretary & Treasury — comprised of three sopar-—
ate units: (&) the Secretary's wiit handles all p.ooccoiings
for Board of Directors' end Zxeccultive Comaittec meetings, and
maintains corporate records; (b) the General Services unit
ig responsible for Records lan.joaent, for the Shareownor-
Nonegoment Visit Proseam, wnd oneral services; and (c¢) the
Dreasury office receives smd nuys out company funds, handles
conpany finances, =nd i responsibls for company security
issues,

B, Issuns of Current Conecern.

The isszues of curveni concern to Low York Telephone
nre nmirror inages of the congerms of the 3¢ll System — per
o cceeniuoted, mud certaitly (thanks Yo the various

L Ciea) e vizibvle.
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A brief review of the 1970 Annual Report provides a
concise listing of the more imvortont of those concerns:

(1) The rate of return on invested capital dropped
to 5,09% (vs a Bell System average rate of 7.624) — a 21
year low end significantly below tlhe 7.875% level considercd
by the Public Service Commission %o be "at the lower end of
the zone o reasonablenass,™

(2) The company had initieted +ho biggesf service
effort in the company's history — 2 billion dollar conw
struction program for 1970 and an imvrcase in manning to
103,00Q emnloyecos (ﬁp from 23,600 in 1969). It is expected
that this level of spending for construction will continug
at the billion dollar per year throughout the next decnde.

(3) Revenues increased at a rate of 10,55, but opor-
ating expenses increascd at a rate of 17.3%.

(4) Zarnings per shere F211 to $1.33 frum $1.65 in
1969 (82,04 in 1968), and aiv:ilends remeined at $1.60 — the
amount paid to AT&T since 1964,

(5) vizges and saleriss cose 21% to S1-billion (7%
of the increase was due Yo highir woge and salary rates).

(6) slithough Pederal Itcome Texes declined, state
and local texes continued their upwerd spiral = 14.4% and
11.2% respeciively.

(7) The company soniinucd o meev stiff resistance
Sror the Publie Service Comalssion in its attempts to in-

Louse rates,

BT S
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' (8) The public was more vocal in complaining about

service deficiencies to the Public Service Commission., The
latter reacted by conducting public hearings on service in
New York City, Buffalo, Syracuse, Binghamton, Platitsburgh, ’
and Albany. Newly formed consumer activist groups actively |
participated in the hearings.

(9) The company recognized the primary causes of ser-
vice difficulties aé being inswiricient plant capacity, aging
equiynment, and an inexperienced work force (over 30% with ' ;
less than two years service). The lack of experience in the
wori force was being esggraveiad by a trend whereby technieal
eralitsuen, once trained,‘were leaving the company for other
enyloyment., This trend was most pronounced in urban areas -
such as New York City. For those individuals who remained
with the company, many exercised their right of transferring
into the subwrbs once they had sufficient seniority.

(10) The company exparienced a significant difference
in the levels of capability of new hires in urban areas,
\inereas in the past it drew »rizarily from middle class high
school graduates, it now drews substantially from the "inner
city" pvopulation., As a result, it has found it necessary to
cornéuet remedial training ir such subjects as reading and
geography. Also, it has found that new employees experience

more difficulty adjusting t¢ a normal work routine than did

treir counterparts of ten years previous.

it i M
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In summary, .it can be seen that many of the pressing
issues of the day for New York Telephone are the same prob-
lems vexing the nation, Their resolution is important not
only to New York Telephone and the Bell Systen, but to the

nation as a whole.

¢. The Official Goals of New York Telephone -— 1872

Twice a year the presidents of the various Bell
System companies meet to review the current state of health
of the 3ell System, analyze current probdbleams and trends, and
establish goals for the coming yauar., after the presidents!
meeting, the various presidents neet with officers of their

respective companies, review what had been discussed at the

'previous neeting in tverms of application to their own company,

and develop specific goals for the year zhead.

From such a meeting in ilay 1971 a list of nine com=-
pany goals for 1972 was dcveloped for New York Telephone.
The goals, listed in order of importance, were:

(1) Service in New Zork City &t nmedians for other

major cities in the na on apyropriete service

reasurenents by the en 2 1972 - comperably good
or better service clscwhcre in the state with no

wire ceaters or operaiting units poorer than the
minimum standards of scrvice,

(2) Rate of Return and earnings per share as high
as service objectives will permit with an improving
srend,.

(3) Service ~ adecuste construciion expenditures

that azre conserved by imoroved engineering plamning
and operaving supcrvision and wiich take into account
the unrealized efficiency taat past programs were
erpecved To produce,

.
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& 5 (4) Substantizl progress in making the Company a
S ¥ place where both present end prosvective employees
k¥ . went to work in the broadest scnse: salaries; train-
=3 : ing, good supervision and leadership; equal oppor-

. tunity emyloyment and clear dircetion and assistance
in advancement for any employee with the capability
and desire, domonstrable by action at all levels.

8 (5) A public, employee und political relations policy
; that will re-esteblish confidence in the Company to
3 provide fully for the communications needs of the
. state at rates which are zccepted by our custoners
" ' 28 indicative of the value oi the service and which
' are properly compensatory to the Company,.

] (6) A re-designed corporate organization structurc -

L sufficiently flexible to recognize established oran-

3 ization principles, the size and conplexity of the )
Conpany, the financial sirivgencies of at least the

next several years and wiiich will provide the pattern

for the growth and ci.age of tie next decade,

o T T

(7) A direct and positive relationship with the PSC
wherein the convergence of the best interests of
Conpany, Comaission and conguner are recognized and
where the long term requirements of the Company and
its customers are a constant factor,

'
(8) Inproved definition of market niche, competitive
strategy and capability ernd the iniviation of adnine
istretive action to impiesent such definition.

= s e
B R Ot et v
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_ (9) In 21l uetters, o return to Bell System quality
. standards: good serviec, improving earnings, ade-
: guate planning and elZeecvive implementation.

The yreceding soals cleariy meet the requirements f
previously established Tor “oificizi" gozls of the organiza-~ -
tlor . Promulgated by corporata olficials, they are suffici- |
engy vague in their wording, =ad totally inoffensive to ine-

¢1 iduals and groups botn within zxnd external to the company.

T

g oss~check of corporate literaiture and public pronounce~
by

zenty of corporate officials revealed that the goals were

IO WY
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compatible with the genaral "official" course which had |

been charted for New Yopk Telephona. The one new goal ap-
s peared to be number (6) — A re-designed corporate organi-

zation structure,...

8., Swmary
For the past 50-<60 yezrs the Bell System has funetioned

3 as and enjoyed the benefits of a "natural monopoly." Con-

trary to the c¢laims of many of the Bell System's.critics,

T T

there seems to be little hard evidence 10 support the con-

Bioh

tention that the ‘company, in modrrn {imes, has acted with

the arrogance and "public~be-damned" attitude one normally

attributes to a monopolist. This is not to say, however,

that corporate practices were followed which typified <he

PRI L A T BT T

s :
L

firm feeing competition. The company valued the monopolistie

rewards and advantages of controlling 85% of the telephone

industry in the United "tatcs .nd, while attempting to main-

T T T O

=

Rt 5 tein & low profile, vigorously zcted to preserve them.

Rt

Decisions taxen by the rol-rzl Comnmunications Commission

over the past five years, kiowover, 2opear $o have signalled
a2 change in the nature ol the industry. It seems fairly cer-

tain that the gates of conpetizioa have been cracked, and

.
B ate - B T e e

future developments will add impesus vo their further open-

ing. Such actions are, perhops 2 sign of the times. Con=

£y

svnmerism, activist groups of all shapes and varieties, and

cpove 271 ¢ dissatisfaction ang impatilence with the “estab-

i E Jpa amma i

Ligimaat™ - 2nd (o many, the Bell Systen epitomizes estab-

lintucas. 3
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S Therefore, storm signals seem to be flying for AT&D,

Added to the public ahtagonism which has suriaced and the
unfavorable FCC decisions which undpubtedly reflect, at

least partially, that entagonism, the company has alao been
beset by prodblems which plague the econony and the nation in
fsfé general., The malaise of urban areas with their impatient and
_ ill-equipped minority group members, activist unions with ever
increasing demands, an explosion of taechnology, aging equip-~
me , higher costs of capital and shrinking profit margins,
and coupetition making inroads from all corners — these and

many other familiar problems of the day shall have to be over=

T M T T A S AR A T R

come by members of the Bell System,

2' The next 10-15 years should prove extremely challenging

E to AT&T. Whether or not it preveils will be determined in

Lo large measure on whether or not the organization has the vitel-
ity to rise to the challenges currentl& being experienced and
those which should surfoce in thne proximate future. The answer
to this depends upon the percepiiveness and purposiveness of
action of its leaders, &s well &s the dedication and capabile
ity of its management and c¢init personnel. Now more than ever

3 before, New York Teleprore ard its partners in the Bell System

E )

will have to be sensitive to fic winds of chexrge, to potential

5 strengths and weainesses, they will have to be able to innovate,

1 ‘ and be resolute in their action. To be 21l of this, they aust

tnow where they are actuzlly going, must have o comprehensive

snderntonding of thoir goals and the gozls of all parts of their

broda A iy

. . )
onlzations,
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CHAPTER TV
RESEARCH HETHODOLOGY ~ THE FIELD STUDY

. When the basic concepts underlying this research had
been refined and a general plan of attack established, the
researcher contacted the office of the Executive 7ice-~
President -~ Qperations of New York Telehpone, requested an
appointment, and briefly conveyed the reason for the appoint-
ment. To attempt to "sell" {the second ranking officer in
the company on cooperating with a PhD student working on
his dissertation was a calculated riai, cspecially at a
time when the company was being subjected to a high level
of criticism in the various media, The reasoning was, how=-
ever, if you started at the top there were fewer chances of
being turned down.

The meeting took place on 26 lMey 1971, and was highly
successful from the researcier's point of view. Originally
gcheduled to last 10 minutes, the conversation lasted the
better part of an hour. As fatec would have it the Vice=-
Presidert, Mr. William G. Sharwcell, had departed a conference
on corporate goals for New York Telephene for 1972 just prior
to meeting with the researcher 4 wag well versed on the
importance and theory of geals. Alsc, having received a
PhD in Finance froa the Harvard Buginess School, he was quite

fenijiar with what was involved with dectoral research.

184
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\\nen the meeting terminzated it was agreed thet the re~
searcher would be permitted access to whatever information
he might require,'would be allowed to interview management
personnel; and could distribute a questionnaire to manage-
ment personnel who would form a representative sampling of
the 27 thousand managers in the company.

As an active duty member of the U.,5, Air Force, the
rescarcher made no request of the company for financial
support, nor was any offered. The only concession made %o
the coumpany was a pronise on the part of the researcher to
vrovide a final report of his Tinoings. Although everyone
contacted throughout the duration of this study was aware
that a potential existed for resulis which could be of
embarrassment to the company, at no time was it suggested
by anyone that this possibility should be avoided,

The cooperation received throughout the period of the
atudy was excellent. Access was granted to whetever data
was requestved ~ even to the highly confidential personal
records of individuels on the¢ zo-called "hard core list,.®
The:openness and warmth with whica the researcher was re-
ceived throughout +the study couvld not fail but make the
i{zpression that this wes an orjanization which hed very

1little to hide.

Aafser receiving the approval of Kew York Telephone

2.6 ricoearcher's exenining cormzi<stee, Phase I of the study

I,
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wag initiated., ILasting approxinmately three months (June-
August), this effort involved a detailed review of corporate f
literature, records, policies, and operating plans. In addi- ' :
tion, a search was made of articles about the company and tﬁe
Bell System in the various journals and megazines, This
review was augaented by 372 separate interviews of managers
at various levels end ir different parts of the state, Notice
‘of the researcher's existence was nade known to the various -
Territory Vice-Presidenis by lir., Sherwell, and the territorial
staffs in twn notified their supervisors in the field, A
copy of such a notification it included in Appendix D,
FProm the effort in Prase I a list of operative goals
wes developed, The list was distilled from the literature
review and the interviews, which were conducted in a non-
directive manner. Since the goals were supposed to be equally
meaningful to the high school graduate foremnan as well as to
the high level executive, cer- difficulﬁy was experienced in
phraseology, but this wzs cvercome by "trying them oui" on
various managers and reparasi.ng them where necessary. The
goals were then incorporzted inito the questionnaire waich

was part of the effort for Phese 1I,

2. Zfhese IT
The end of Phase I doveveiled into the beginning of
Phase 1I, and both were somewhat complicated on 14 July 1971

when the Communications Workers of American (CWA) went out
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on strike against tae Bell Systom, The strike ended for most
of the half-million strikers on the 2éth of July, but the
New York locals refused to accept the national sqtflement.
The contention of the New Yorkers was that ‘since New York
State was the nost expensive state to live in, théy descrved : !
a higher settlement than the one of%ered. ' |

The sirike of the CWA craftsmen (primarily assigned to |
the Plant Department) did not have an imncdigte impact on .
the study. After the goals nhad been identified, 'a personal :
information section of the questionnairn wrs des2loped and !
the entire questionraire shov. 10 varicis nanagers in differ-. ' !
ent parts of the State for comment. éomc of the comments
were incorporated into the questionnaire, and the final draft
gent 40 the printers. ! i

During the latter part of July and throﬁghouk most of
August, the researcher spent a major portion of his time ! i
observing the daily operation of a Plant Installation and
Repair District in Upstate New York. Although visits vere:
made to various headgucriers :nd discussions neld with mana- !
gers in other devartments, ihe pfimaﬁy focus was on this one
organizational element. _

Unforiunately, by this time normal routine throughout |
the company hed been thoroughly disrupted by the strike.
When the sirike firss started, a large :uaber of managers

in other than Plant line positious reported to their strike .
, .

Tocations and acssumed dubles normzily performed by eraft
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L persomel., After a few weeks, virtually eli non-Plant men-
; : ! agers ﬁere either'éharing their: time between normal duties
and additional Plan’ . ties, ox else were spending 100 per-

{ cent of thelr time working in the Plant Department, A normal

¥ work routine was (end is at the time of this writing) working.”

g

13 out of 14ldays; 12-14 hours per day. Needless to say, these
conditions complicated the conduet of interviews and insured
'a lukewarm'reception of‘the-questionnaire when it was distri-

- buted for a pilot test in late August and early September. By

it e

the third week of September only 18 completed questionnaires

T T T

had been returned {55 had been Jautributed), so & second com-

plete meiling of ‘questionnaires was made, (The cover letter

o

' for the second mailing is attached as Appendix E,) Over the
v following three vieeks 15 'additional questionnaires were re-
- ceived tg bfing_the total of cémpleted quegtionnaire to 33
(60%). « -

i - The period of Ociober ticcugh December wasg spent in

i !

i . writing computer programs, perfecting data handling techniques,
1
rand praying for a resolution «7 the strike. Based upon exper-
ience with the pilot study, 1t wos feared that as long as the

strike continued the response to a statewide distribdution of

B AYI LI s L g s § st o, s g

the questiomnaire would not be étrong enovgh for purposes of

' the research.

On several occasions during this tinme period, the researcher
vizsited the New York Telephone area headguarters in the Bronx.
Juaving bhese visits zcquaintances were made of several division

1
)
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end district level managers who became interested in having
the gquestionnaire distributed to their managers;

Thinking in terms of a few small scale distributions as
en interim measure until the strike ended, an appointment was
made with the Mid State Territory Vice-President, Mr. ﬁobert
M. Burke, to whom the Bronx Area reporited. The meeting was

held at the Mid State Territory Kezdquarters in White Plains

on 21 December 1971, Mr, Burke generally waderstood the pro-

posed research from conversations with Mr, Sharwell, but had
2 number of specifié questions to ouk the researcher. In a
meeting that lasted approximately threé hours the researcher
explained the Qetails of the research project and in turn
questioned lr. Burke about the operation of his Territory.and
problems or issues which were of current concern.

Throughout the meeting the researcher became increasingly
aware that ¥r., Burke's Territory rresented a true microcosm
of New York Telephone., Included in Nid State is a Borrough
of New York City, the Bronx, with all the prodlems attendant
with providing telephone service in a big city. Bordering
the Bronx was Westchester County, suburbia in all respects;
and north of Westchester were Zco-land end portions of Albany
County — 2 repregentative sampling of rural suburbla and
rural farm areas, Therefore, when iir, Burke asked just what
it was %hat he could do, the resyonse followed without hesi-

iition:  permit a full scale study of the Mid State Territory.

2
o
%
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Aside from the fact that the Mid State Territory would
% : provide a representative sanpling of the eatire company, |
" several other reasons apveared to support concentration on

B Mid State rather than a Stete-wide sampling. First of all,'

the stvdy seemed to have iir. Burke's strong support, wuich

was an important plus. Second; substantial interviewing had

already been performed in the Mid State Territory, and follow-

3 up interviewing efter analysis ofrthe data would be possible,
where with the strike still in effect, it would have been imw
possible on a State-wide basis. In ~ddition, the consensus
of the labor relations persoiucl was that if the strike had
not endell by Christaes, it would most 1ikely continue unvil

A umemployment benefits expired (mid-April). This picture was

further darkened by the 13 week extension of beneiiis by the

~

Federal Government, which appesred to guarantee extension of

the strike until mid-summer.
% Upon hearin; the reguest, ir., Burke reflected upon it

2 for a moment and then agroed, In discussing the details it

Rt el abar S Rab i Ara e WL

MR

- was agreed that the resezrcner would rewrite the cover letter

(AR RONE A
=

4 for the questiommaire (Avpendix ) and the last page of the

personal informaiion section {:nvendix G), and Mr. Burke

would write a letter to accompany each guestionnaire (Ap- . '

T e e e

pendix H).
On 31 Jecember 1971, 558 questionnaires were mailed to

3.4 State managars at thelr respective work locations. This

iigure represented approximately 255 of the managers assigned

KK 3 i < -
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to thg Mid State Territrry. With the cxception of managers
from one Plant and two Commercial Distriets in the Bronx,
the nameé wore salected in 2 random manner from the rolls
of management personnel, There are 2750 managers assigned
t0 the Mid State Territory and approximately 19,000 non-
se.aried personnel.

Based on experience receiveﬁ during-the pilot study, &
follow=up letter requesting support ef the respondents

(Appendix I) was prepared and mailed on 11 January 1972.

3. Phase III and Plaese IV

The analysie »f the data, Phase III, while initiated for
the pilot study date in November 1471, did not begin for the
major distribution wntil 24 Jaznuary 1972. Phase IV, the
follow~up interviews and discussions with New York Telephone
management personnel, lasted from 10 to 22 February 1972,

These phases will be discussad at length later in the report.,

4, Data Handling

VAlthough complete ancnymiity was promised respondents,
(a promise which was horored), it was necessary. for scme minor
keying of questiomaires., This was accozplished by color
coding of the "Tthird Class Kail" and return address stamps
used to address the return envelopes provided with the ques-
tionneaire., PRFive different coloured ink peds were used for
vnia purpose. Fach Arez had its ovm unique color coubination,

and in cases wihere speciiic comparaitive arnalyses were desired,
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divisions end districts within an area also were assigned
unique color codes,

Wihen completed questionnaires were received in the mail,
they were individually logged-in according to Area, division,
depoariment, diétrict, or a combination of these variables.
After being logged-in, the deta on each questionnaire was
punched on tp cards, Each questionnairerequired seven cards.
Each card started with a sequence number (1-7) and an inden=-
tification number which was unique to that gquestiomnaire,

The data for each value concept and goal was entered as a

four digit number: the firsy digit reflecting importance

(1=1) and the following three digits reflecting the rating
given the three Qdescriptors (pleasent, successful, and right).
An entry of v2312", therefore, would indicate that the value
or goal wz2s considered of average importance, "successful' best
described what the value/gozl zeant to the respondent, "right"
wag the next best descriptor, and "pleasant® least described
whkat it nmeant $0 the respendent, Data from the Personal
Infornation section were entered as‘simple integers,

ATter the cards had been punched, they were fed to the
computer with the EDIT progrom wiich was written expressly
for this study. The EDIT »rogram nerforaed the following
funetions: 1) it checked for cards which were out of sew
quence; 2) it checked for illegel velues; 3) it totalled the
score Tor tne four question seguence on job satisfaction '

(mexiamun score = 28); 4) it converied the four digit entries
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for each value concept and goal into one digit numbers ree
flecting positions-in the 3x3 evaluation matrix (2312s5);
5) it pomputcd the primary orientation of each respondent;
and 6) it provided punched output for use as input to other
progranms,

Following the EDIT routine, the edited output from thaﬁ
progran was used as ihput for two programs written by the
researcher, SUHRY and ORCONV, and for SPSS (Statistical
Package for the Social Sciences).

SUNY provided a tabulation of e~ch value, goal and
variable from the personzl inlviaation section of the ques=~ -
tionnaire. For cach value concept and goal the printed
output of this program provided two 3x3 matrices; one re-
flecting the total count of valuations of respondests in
terns of which cell of the basic evaluation matrix they
pleced the value or goai, and one matrix reflecting per-
centages for the same inforniiion., Personal informetion
data was glso provided in terms of both total count and
percentages.

ORCONV couverted the ouiput Jrom EDIT into values con-
sistent with the individuel's »rimary orientations. For
individuals with other than a mixed orientation the follow-
ing values were assigned:

| = a valuation of "high importance" and a ranking of
*ir Tor the descripior (pleasant, successful, or right) con-

auztent with the individual's primcry orientation;

P
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2 = a valuation ¢f "average" or alow importance” and
a ranking of "1" for the descriptor cohsistént'ﬁith the
individual's primary orientation;

3 = a valuation of "high imporiance", but a descriptor
other than the primary receiving a ranking of "1%;

4 = a valuation of "average" or "low importence" end a
deseriptor other than the primary receiving a ranking of .

For those individuals with a mixed orientation a ngw was:
ass;gned to those values and goals which received a valuatzon
of "hlgh importance," and a "6% assigred to those receiving
a valuation of "average" or "low impoxtance." ORCONV also
'provided puniched outpﬁt for use as input to SPSS.

3PS5 wag utilized for classification, tabulation, and
for the Chi Square analysis performed on the data. To accom=
plish these tasks the CODEBOOK and PASTABS routines of SPSS
were used., These routines are explained in detail in the

manual written by Nie, Bent, &.¢ Hull [1970] for SPSS users,

5. Decision Rules

At this point it might be well to review the decision
rules wnich have been incorporated into the computer programs,

As has already bgen stateld, the basi¢ underlying essump-
tion of this research rests upon Osgood's "semantic differential®
~ namely, thét the meanings attached to a set of concepts by
a menager ylelds a2 description of liis personsl value systenm

which, in turn, indicates hie propensity to behave in pre-

aiciable ways., This propensity, once identified, is then used

 a rEr e e e A 2
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to establish which foals of the organizatii. possess Lchuviods

relevance for him. ,f/
To identify this propensity Zor action the mcthodologyl, i

of George England was adnpted. England's metholology takes

the direction of identifying the primary orientation of the

individual manager., For purposes of this research, the prinmary

orientation was established in the following manner:

a. Of the concepts assigned & rating of "nigh importance"

in Part I of the questionnaire, the proporiivnz vere noted of

those descriptors receiving a rankivsg of "1", This yielded !

the three conditional probab:’iiies: the probability of _ _ i
E responding pleasant given a valuatioﬁ of high importance, :
é "P(P/HI); the probability of responding succensful given high

importance, P(S/HI); and the probebility of responding right

z ' given high importance, P(R/HI).

- b. The largest of the a2bove conditional probabilities

7 was compared with its complcucni — e,g., compare P(S/HI)

with the probability of responding successful given not high

importance, P(S/HT).' If the former is larger than or equal

to its complement, the descripitor would define the individual's

primary orientation:

P(B/HD) P(2/HI) = affect orientation
P(S/HI)N\ P{S/HI) = pragsatic orientation
P(RMIIN P(R/ET) = morcle-einical orientation

1t is recognized that the complemsnt of P(S/HI) normally would
be s.usidered to be P(S/FI); however, for eese of discussion
we snall consider P(S/HL) to be ine complement,

PREE

el Ry 5 A
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¢. In the event the complenent is greater than the con-
ditional probability, thﬁ individual's orientation is das-
"eribed as mixed., ' Those individuals found to have mixed orien-
tations could not be included in the final measure of behav-
joral relevance (high importance and a ranking of "1" for the
primary doseriptor); however their importance valuations were
noted and included in all tabulations of iamportance.

d. In the eveﬁt of a tie between the largest conditional
probabilities «— e.g. P(S/HI) = »(R/HI), and bouh greater than
their complements — the primary orientation was determined
by the relative sizes of their complements., In such a situ~
ation, the conditionzl probability with the smallest comple~
nent would be declared to determine the primary orientation.

A provision wes also included for the rare eveny in which
complements were also equal., Had such a situation occurred
(which it did not), a pragzciic orientation would have been
given precedence over the otlhcr two orientations, and the
moral-ethical would have besn ziven priority over the affect
orvientetion. This latier decision rule had its basis in

Ingland's findings.

6. Chi Sguare Analysis

The Chi Square anelysis used in this research itests the

independence (lack of statisticul association) between two

varasbles. In the context of this study let us, for example,

take entry “Present lepartzeni"” Iroa the personal information

N
i
|




Mm‘m—». . N SO PO UV PID R

)

N

197

saction of the questioggairo and the goal "To provide the
best service possible o the customers."

It would be of interest to estsblish whether any depen~
dency reletionship existis Between the valuation of that goal
tnd the department in which the respondents work. To do this
wa would test tkhe hypothesis that the valuation of the goal
is independent of the deparimenis to which the respondents

are assigned. The Chi Sguare contingency table test makes

such an analysis. Y

3

Having determined %efore starting the research that a
level of significance of 0.05 “u Jdesired, we can state that
thé null hypothesis (that the two variables are independent)
will be rejected at the significance level of 0.05 or greater;
It should be noted that no mention has been meade ol measuring
degree of association. 4s Nie et 21 (1970, p. 275] observe,
", ..it only indicates the likelikrood of having a distridbution
as different frox statlstical independence by chance alone as
the observed distribution.”

chou [ 1969, p. 458] gives ithe formula for the testing

statistic:
n
2
Y -E; (oy = e)?
iNg A= L L 1 .
ey
where

0 = 6bserved frequency of the i-th outcome andz-:n 0 =n;
i=1

8; = expected or postulaied frequency of i-th outcone,

4 Ao e i




IR T T

198

. The expected frequencics used in this test are derived
by ésing'observed frequencies to forn proportions. For ax-
ample, the expected frequency for the first cell in the illus-
tration above (+the number of managers from the Commercial
Departmeny who ranked the goel as being of "high importence"
and gave a ranking of "1" to their primary descriptor) would

be deterr ed in the following manner:

11 7 2.1 oy )

0
where .
0 4 = total number of resvondents from Commercial Dept,
0, = total number riuking the goal as operative : '
o = fotal number of respondents

-

The degrees of freedom (4) for this test is equal to
(r=-1)(c~1), where r = number of rows in the table and ¢ =
nuaber of columns in the table,

To make the most efficicnt utilization of the Chi Square
analysis, caution has to be excrecised to insure that there ars
sufficient nwaivers of observations in each frequency class;.the
alternative is possibly iniliied Chi Square values caused by
the division of squared diffecrences by a small expected fre-
quency. To avoid this pitfall %the researcher used the outputs
of CODEBOOK and SUMRY to examine distributions prior to per-
forming the Chi Square independence tests. As a result, the

ABECODE feature of SPS5 was utilized +to regroup some variable

clescifications. One example of this was the job satisfaction
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total for the pilot study. Scores on this four question
block renged from 10 to 27, For purposes of the Chi Square

analysis, the scores were regrouped into an upper (25-27) and

lower (10~19) quartile, and a mid-range (20.24). A similar ' :
regrouping was accomplished wheonever it was warranted through-

out the analyais portion of this study,

7. Summary
Because of difficulties encountered dur to a prolonged

strike by the Communications Workers‘of America against

New York Telephone Company, the focus of this study shifted
from statewide to one of concentrating on a Territory which
formed a microcesm of the statewide organization, The Mid
State Territory has 2750 managers and approximately 15,000
non~galaried employees (vs 27,000 and 76,000 for the entire
company), and provides telephone service to a porough of New
York City, suburban Vestchester and Rockland Counties, and
rural areas outlying the suburbs, 1Its concerns are the con=-
cerns of the conmpaay.

Phese I of the study started in June 1971.and lasted
through August 1971. DPhese II started in August and ran
through September 1971. Both przses were impacted by the
strike, with the major difficiliy encountered in conducting
interviews. 3By the time the strike was four weeks old, the
schedule of virtually every New York Telephone manager had

beea affecied., The degree of impact ranged from partial to
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total dislocation of work statior Under such conditions,

ST e el O e s S d

post analysis interviews would he been impossible to con- |
duet on a statewide basis., This . : an important considera- i
tion in the researcher's decision switch from a statewide

focus t¢o one of concentirating on t "id State Territory. i

! Although Phase III, the enalys. . data, was initiated .
5 for the pilot study (performed on an L :ate Plant District)
% in November 1971, the effort.for the n. . part of the gstudy ;
did not begin until Januery 1972. Prase 1V, post-enalysis

interviews, lasted from 10 to 22 Pebruary 1971. e
Y

Three computer programs wer.: written expressly for this

research, and the CODEZOOX and FASTABS routines of SPSS were
used for analysis of the data. A Chi Square test (0.05 level

of significance). was used to test for independence vatween

{2
! variables. I
P ,
; 8, Appendices ?
é a, Appendix D - Laster of Notification to Field

Sugervisors

b. Appendix E ~ Ceover Letier for Second Mailing of
Cuestionnalrnrs N

|§ ¢. Appendix P - Revised Cover Letter for Questionnaire ;

{ d. Appendix G -~ Revision to Questionnaire

e. Appendix H - Lextter froa iiid State Vice~President

f. Appendix I - Follow-up Letter for llain Distribution
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CHAPTER V
ANALYSIS OF DATA ' :
. | ' |
1 ] . , ' H
In this chepter the data received threugh the question-

m e it e ik v, 2 il

Py

naires will be discussed in detail, We will first examine
the  results of the overall distribution of Qucstio;naires, _ i
and will follow that up with an examination of the findings
dealing with organizational subrelements selected fgr com- ' é

parative analyses, ' ’ '

1. The Sanple a , ' 5

) !

Of the 611 questionnairc. &istributed, 360 (58%) were - ' o
returned with useoble data. Figure 23 presents a sumpmary of : '

the totals on the personal and organizﬁtlonal variables con~ ' :

tained in Part III of the questionnaire, ' |

Cor T e TN A g TP AL T AR e S T T TR
4

The sample is believed to be roasonably representative v
of the overall composition of Hew York Telephone hanagemeht,
The relatively heavy respounss froa the’Plant Delertmcnt (607%)
come as somevhat of a surprise, since the work schedules of
theée nanagers were severely sirained by the strilke. The
32,55 composition of female managers is slightly leos than
their actual representation; hdéwever, the d%fferenco is
attributed to the fact that female managers are priﬁarilyn ' !
assigned to the ITraffic wnd Coumercial Depagﬁments end the ;

rundon selection process cuployed for this study considered

" : depertuent &s well as position nunber, : _ !
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, * FIGURE 23 i
‘ | SANPLE SUNMARY :
' ] ! )
' Yariable \ ! Freguency Percent f
Yearslwith Company l
: ! |
3 ‘ 0-2 years 10 2.8
R 3-% years 9 2.9
s : ; 6-10 years o : 32 8.9
s 11~15 years o 43 11.9
: ' 16-20 years , 13 20.3
21~30 years . ' ‘152 42,2 )
3 , Over 30 years : 40 1.1
. . ' ) Not Answered = ) 0.3
Pk ‘ , ‘ 360 100.0
' 2] 1 ! ' '
> A Totel Time _)As A Hangger
;o v 0-2 years 88 24.4
1 b 3-5 yeers : 65 18.1
3 ! 6-10 years 69 | 19.2
sk 11=15 years _ - - 59 16.4
AR : 16-~20 years ‘ 54 i5.0
P \ 21-30 - years 17 447
% L Over 30 years . . 3 0.8
3 ; . Not Answered | . 1.4
: , ’ ' 360 100.0
}' rl ‘ | Age : ) ,
E : Under 26 years . i 1.9
¢ X 26-30 years ‘ 24 6.7
] ' 31-34 years : 1 5.8
3 ‘ ., . 35-39 years 4 15.0
% j ' 40-44 years | - 94 26.1
A 4 45-49 years _ K 19.7 A
: 3 50-54 years : 52 14.4 ]
3 7 55-59 years _ 20 5.6 )
7 4 Over 59 years _ 16 4.4 :
E’ ! ' ; lot Ansviered _ A 0.3 ;
I - : 360 100.0 ;
3 3 | 1 !
- Sex |
] | liale ! ! | 242 67.4 ‘
: , Female : : 117 32.5
: 3 - ol Angvered ! ; : . | 0.3
i %' : ' . 360 100.0
|
I! ]‘” ; I i !
| " I
. 1
N . .
: ———
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FIGURE 23 (cont'd) '
yarishle Frequency Percent
Level of FPormal Education '
Crade School 3 0.8
some High School 24 6.7
, High School ) 164 45.6
¥ Scne College 96 267
/ College Degree 38 10.6
2 Sone Graduate Work 26 7.2
1 NBA 4 1.1
! NS 1 0.3
b Hasters - Other 2 0.6 :
. Vlork Beyond lizsters 1 0.3 :
LE Not Answered ) 0.3 :
o 360 100.0 '
i College lajor
[ L Social Sciences 2 0.6
S ¢ TLiberal Arts 41 11.4
3 Business Administration 37 10.3
X Engineering 38 10.6
o Science 10 2.8
' Math 4 1.1
Other 8 2.2
- Not Applicable/inswered 220 61.1
Db 360 100.0
;‘1 2{ Yearly Income
p ok
L Under $11,999 59 16.4
L $12,000-14,999 85 23.6
. B $15,000-19, 999 109 30,3
$20,000--22, 999 24 6.7 .
$30,000-34,999 5 104 ‘
g Not Answerad 2 0.6 3
360 100.0 ]
; ovm ATET Stock k
i 1
Yes 289 80.3 !
* No 70 19.4 ;
Bot Answered 1 _.0.3
9 360 100.0
;
, o
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S : FIGURE 23 (cont'd)

Rty
R R e

‘Varieble Frequency Percent "4

Job Satisfaction

T I TR AT P

Range on the total score for the four questions: 10-27
Lower 25k: 10~19 ) !
Mid 505: 20-22 .
Upper 25%: 23-27 :
Not Answered: 1 !

T

7 Present Department i
; Coummercial 69 19.2 :
Plant 1170 47.2 i
Traffic 82 22.8 .
Buildings and Supplies 3 0.8 ¥
Engineering 11 3.1 )
Public Telephones 2 0.6 :
) Sales 5 1.4 :
i Directory 1 0.3 {
g Operating Staff 4 1.1 '
4 Personnel 6 1.7 '
. Public Relations 2 0.6 )
; Other 4 141 f
R Not Answered 3 0.3 .
% Preovious Work in Plant, Commercieal, or Traffioc ;
fL* )
Commerciel 13 3,6 '

Plant 49 13.6

Commnercial and Plent 15 4.2

Traffic 19 5.3

Plant and Traffic 9 2.5

Comamercial, Plant end Traffic 18 5.0

No prior assigiuents to these
Depts., 237 _65.8
360 100.0
Previous Work in Deperiments other then Plant, Coumercial &
Traffic

Ho other departments 209 58.1
1 other depariment 89 24.7 ‘

2 other departments 47 13.1

3 other departnents 10 2,8

4 oither depzrinents .5 Y

<IN
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FIGURE 23 (cont'a)

y TN
)
<

f- ] Variables Freguenuy Percent
~ 1
o Line, Staff, or Combination of the Two -
: Line llanagement 290 80,6
Staff Nanagenent 42 11.7
(ombination Line/Staff 24 6.7
Not Answered 4 1.1
, 360 100,0
! ! Time in Present Position
-é Under 1 year . T 15.0 i
s 1-3 years : 190 52,8 ]
" S 4-5 vears 45 12,5 1
S 6-10 years , 48 13.3
. Over 10 years 22 6.1
: Not Answered 1 0.3
f Salary Grade }
i First Level - 202 5641 |
B Second Level 99 27.5 |
- oy . District Level 43 11.9
s | - Division Level 12 3.3
Ny General llanager/Department Head 2 0.6
1#- ki Not Answered 2 0.6 E
" 360 100.0 f
b ! sea.to Which Assigned i
3 . 4
v : Bronx 139 38.6 j
' Vestchester 74 20,6 ]
ol #1id Hudson 87 24,2 '
" f Upstate 34 9.4
. Mid State Headquarters 25 6.9
Other 1 0.3

(WS ]
(23
(o}
-—b
Q
(&}
.
o

B AAVe WA e dle

IlIDP Graduate

Yes i
No 340
Mot Answered 1

\O
O\
» o &
(IS 87 PN 4

|
|

i

:
1
i
3
1
§

o é 360 100,0
{
|
%

3
$
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)
? FIGURE 23 (cont®d) i
3 Varicbles ' Frequency Percent ‘I
3 . - 1 .
Number of Employees Directly Supervised - | -
; 0-5 120 33.3 ? '
5 6-10 163 45.3 X
3 11-15 N 8,6 '
: 16-19 8 2.2
* 20 & Over 38 10.6
360 100.0 ,
Number of Employeces Under Qverall Supervision
0-9 123 34.2 i
10-24 58 16.1 !
25-49 47. 13.1 !
50-99 41 11.4 i
100-299 57 15.8 ]
300~439 14 3.9 :
500-999 12 3.3 Y
1000-2489 . 5 1.4 i
Not Answered 3 0.8
.o":
] [
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2., Nlain Study - Values

J RN =0 D P S N

The valucs portion of the main study presented the re-~

searcher with a surbrise from the start. Contrary to England's
[1967a) findings and the researcher's Hypothesis 1, NY Telephone
nanagement personnel participating in this study turned out to
have a pronounced lioral-Ethical primary orientation., The
resultis were:

Moral-Ethical - 165 (45.8%)

Pragmatic - 84 (23,3})

Affect - 7 (1.95)

Mixed ~ 104 (28,95)

Figure 24 presents a runking of the 66 value concepts
according to agreement with cach individual's primary orien-
tation. In examining Pigure 24 it would be helpful to keep
in mind that the nuwiers in the colwmns inercase in importence
ez one goes from left to right, The most inmportent figure for
a coneept is in the third coluuim, "4 High Importance &nd Pri-
mary Descriptor Ranked First," This nwiber represents the
percentage of respondeiis who have valuated the concept as
being of high importence and hove placed a "1Y next to the _f
descripior which is consistent with their primery orientation. :
In cases vhere concepts had identical percentages in column 3,
the percentage in colwm: 2 wus used es the tie-breaker, If . =
those porcentages vere also the same, the percentage in column 1
leternined prceeedence. Inclucded in ;olumn 2 were adopted as

we1) oas netive valucs, while ecluim 1 contained intended,
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My Company

lly Subordinates

Trust

Honor

Organizational Efficiency
Custiomers
Baployees
Loyalty :
Employee Welfare

High Productivity

Me <

Managers

Cooperation

Job Satisfaction
Technical Employees
Dignity

Organizational Stability
Government

Ambition

Achievement

Craf tsmen

My Co-Vorkers

Authority

Competition

. Orgenizational Growth

Industry Leedership
Security

Equality
Stocitholders
Ability

Skill

. Profit Maximization
. Religion
. Property

Retional
Laborers
My Bogos
ovners
Compassion

. Individuality

Qbedience

. Ilue Collar Workers
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% PD” 4 HI AND PD
% HI  RAMKED 1st  RAMKED 1s%
70 48 45
69 48 45
90 46 45
87 46 45
82 46 43
82 45 43
77 47 42
82 46 42
M 46 40
70 46 39
70 46 37
48 43 37
76 £0 37
90 36 36
56 45 35
66 40 35
61 41 33
56 42 31
68 36 31
75 34 3
66 40 30
62 34 30
46 45 29
51 40 29
53 39 29
58 37 29
62 35 29
46 43 28
44 43 28
63 36 28
58 40 27
51 40 27
46 40 27
44 40 25
43 40 25
11 39 23
62 37 23
37 37 23
40 . 36 23
53 33 23
34 39 21
32 39 21
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i’ PIGURE 24 (cont"d)
% HI AND PD
!glues % HI RANLED 18t RAILED 1at
43, White Collar Vorkers 32 38 21
44, Success 61 25 20
4%, Tolerance 40 35 18
46, Caution 28 38 16
47. Money 40 26 16
48, Change 26 3 15
49, Social Velfere 20 k) 12
50. Oonservatism 19 34 11
51. Labor Unions 18 34 11
52, Autonomy 20 27 11
53, Creativity 41 18 1"
54. Prestige 22 18 10
55. Risk 16 33 o]
56, Emotions 28 26 9
57, Compromise 16 32 8
58. Aggressiveness 6 28 8
59. Force 14 21 8
60. Influence 14 22 7
61. Prejudice 14 21 6
2. Leisure 23 13 6
63. Conformity 24 23 Y
64. Conflict 10 30 4
L 65. Power 6 19 4
66. Liberaliom 6 24 3
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'gi i; motive values, and high imporiance rankings of those with

o oo e

; mixed orientations.
There appeared te¢ be remcrkable conéigtency in the
overell ranking of tha value concepts between the pilot
end main studies., In comparing the results of the pilot
study with the overall results, 18 of the top 20 concepts =
 f were identical, and the percentoges in colwan 3 varied only
slightly. Stafistical differences, however, were encountered
in the Chi Square enalysis. Of the 1320 possibilitiea (20
3] variables, 66 value concepts), 148 statistical differonces

were observed &t the 0,05 levs) ol significance.

Statistically significant were:
Value Concept 1: Ambition

a, By Primary Orientation -~ Pragmatic oriantntions

- peen to consider this concept more inmporient, Moral-Ethicazl

Q=g e

give it the lowest reting of the three. (Highly significant
13 at 0.0000)

b. By Sex -~ female nmancagers seen to value this concept

more highly. (Highly significrui at 0,0044)

¢. By Job Setisfeciion - the upber quartile secn to

‘¥; velue this concept more higinly. (Significant at 0.01)

=t Value Cencept 2:  Ability 3

v g, By Primary Orientation -~ Pragmatic orientations

seenn to value this concept more hizhly, Affect give it the A

towest rating., (Highly significent at 0.0000)




211

b, By AT&T Stock Owvnership - non-stoclkholders seem

to value thia concept more highly., (Significant at 0.047)

Value Concept 3: Obedignce

a. By Primary Orientation -~ loral-Ethical orientations

seem to consider this concept more inmportant, both Affect

and Pragmatic give it a low rating. (Highl& significant at

0.,0000) '
b. By Job Setisfaction — the middle 50% seem to place

less importance on this' concept. (Sipgnificant at 0.049)

Value Concept 4: - Trust

a, By Primary Orientetion — Moral-Ethical orientations

scen to consider this concept highly importont, Prognotle
consider it to be of low importance. (Highly sigrilicant
et 0.000)

b. By AT&T Stock Ouwnershipn —— stockholders appear to

e

value this concept nore higchly. (Significant at 0.048)

¢. By Yecars vith the Comneny -—~ manggers with less

then two years with the coapony seem to place less importance
on this eoncept. (Significent &t 0,048)

d. By Level of Feraal Lducation — manggers with
graduate degrees seen to- value this concept less., (Signi-

ficant at 0.,05)

‘=1lue Corcept 5: Aggressiveness

o, By Pramary Crientetion — Progmatic oricntations
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1J seem to value this concept more highly, Affect give it the
lowest rating (none have it as & motive value). (Highly
significent at 0.0000)
b, By Salary Grade -— 1lst level menagers hold this

concept to be of low relevance. (Highly significant at
0.0009)

1l ¢, By Time in Present Position -— menagers with over

tnree years in their present positions scem to consider

this concept of less importance., (Siganificant at 0,02)

Value Corncept 6: Loyaliy

a., By Primary Orientation ~~ Moral-Ethical orientations

‘QQ seem to consider this concept highly important., Pregmatic
give it the lowest rating. (Highly significert at 0.0000)
N b. By Sex — female menagers seem to value this con-
cept more highly. (Highly significent. at 0.006)
¢, By Sazlery Grade -~ District levol seen to consider

this concept to be of lower inmportence. (Significant at

0.010)

Valuc Concept 7: Prejudice

2% 8. By Sex — femelc mznmagers scen to assign higher
inmportance %o this cencept. (Highly significent at 0.,0027)

b. By Totzl "ime as u llemaser -— menagers with under
Y er &

. 4 two years end thosc with over 30 seen to place less inmportance

on this concept. (Highly significant at 0.0023)

Y 4

N
A
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¢. By Primery Orientation — Affect ofientations seen

to consider this concept to be of very low importance,
(Highly significent at 0.0084)

d, By Time in Present Position -~ managers with less

then one year in their present positions scem to consider
this concept 2s being of less importence, (Mighly signifi-~
cant at 0.009)

Value Concept 8: Compassion

a, 3By Primary Qrientation - Prqgmatic orientations

seen to0 consider thie concepd of low importance, both Affect
and [lorel~BEthical scem to consider it importance, (Highly
significent et 0,0000)

b. By Bex --- males secm to consider this concept to be

of less importancs., (Highly significent at 0.0002)

Velue Concept 9: Skill

e, By Prinary Orientetion — Loral-Ethical orientations

seen 1o consider this concept es being of less inmportance,
Pregwatic give it the highest reting., (Highly significent
et 0,0000)

b. By Previoua ilork in Other Depertments — manegers

who have worked in two other deparinenis scen to consider

this concept of higher imporience., (Significent at 0.026)

Veluc Concept 10: Cooparation

&, 3By Years With the Conpeny -~ managers with 11-15
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yeers with the conpany secm to place less importance on this

concept. (Significant at 0.013)

Value Concept 11: Tolerance

a2, By Primary Orientation —- lioral-Ethical orientations

scem to place more inportance on thig concept., (Highly sig;
nificant at 0.0000)
b. By Sex ~ meles seem %o place less importeance on

this concept. (Significant at 0.014)
\

\

Value Concept 12: Conformity
a. By Sex — nele menz;.rs seen to consider this con-
cept less importent. (Highly significent at 0,002)

b, 3By College Hajor - &ll mancgers with college edu~

cation scem to place low importance on this conccnt, with
Scicnce majors placing the highest proportion in the "low

relevance" category. (Significant at 0.047)

Value Concept 13: Honor
&, By Primary Orientation — iloral-ithical orientetions

seem to give this conecpt a very high rating, Affect also
seen to0 consider it to be of high importence, but Pragnatic
agsign it a low rating., (Highly significant at 0.0000)

b, By AT&T Stoclk Ovnersiin — stockholders seem to

velue this concept more highly. (Significant at 0,022)

Vzlue Concept 14: Leisure

a, Ry Job Satisfaction -~ menagers with high job

)

Rt okt
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satisfaction (upper quertile) scem to place lcss importancé
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on this concept. (Highly significant 8t 0.0092) ,

b. By Primary Orientation - Prapnatic orientations

geem to considef this concept less impor%aht. (Sign{ficant
H 1

! 1
1

at 0.044) , \

Value Concept 15: Dignity o

a, By Prinery Orientation — Prepgnatic orientations

seen to consider this conceptgof less imporiance, both Affect
and Moral-Ethical rete as being of high importancé. (Highly
significant at 0,0000) | f | | :

b. By Sex — female nancgers seem to place moye impor-

tance on this concept. (Significant at 0.048) i

Value Concept 16: Achievenent

a, By Primery Orientation - Pragmatic‘oriehtations

geom to p}xce move importance onzthis'concepﬁ, Morel-Ethical
placo leas. importance of {he three on it, '(Highly signigi—
cant &t 0.0000) - L

b, By Job Satisfaction =-- manageré_in the upper quar-

1ile secm to place morc inporiance on this concept. (Highly

significant at 0.0014) ) '

i

value Concept 17: Avtonony v _

a. By Level of Formal Education ~- less educated man-

gzers scem to place nore importance on this concept, (Righly

sipnificent at 0.,0000) - ,
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Value Concept 182 loney
!

8, By Pringry Orientation ~- lMoral-Ethical orientations
appea} to place less importaﬁce on this concept. (Highly

‘significant at 0.,0014)

Value Conmcept 19: Individuality '

(No statistically significant differences exist.)

Value Concept 20: Job Satisfaction
a, By Sex ~- fémale managers seem to place nmore . impor-
tance on this concept. (Significant at 0,028)
| ' , i

Valve Concept 21: Influence
|

|
&, By Primary Orientation - Affect orientations secen

, 1
to place less importance on this concept. (Highly signifi-
cent at 0.0000) = ' j

!
b, By Level of TFormal Lducation -~ less educated mens

1 !
agers sccil to consider this conceplt of less importance.

~(Highly significent at 0.0000)

!

c. By Years With the Corpeny -~ menagers with 6-10 years
seem to place more imporiance on this concept. (Significent
'at 0.042) '

value Concept 24: Creativity

a., By Prinmsry Orientation J- Iloral-Ethical orientations

eppear 1o place less importance on this concert. (Highly

1
sifnificant at 0.,0000)
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b. By AT&T Stoclk Ovnership -~ stockholders seem to

place less importance on this concept; (Highly significant
at 0.0069) . L

Value Concept 2%: Success

a. By Primary Orientcotion ~-- Affect oricntations seem

to: consider this concept very importunt, Koral-~Ethical give
it the lowest rating of the three. (Highly significant at
0.0000) ¢

b. By Sex — mnales seem to plece less lmportance on

this concept. (Significant at ~,029)

Velue Concept 26: Prestige

a, By Primary Orientation — Affect orientations seen

to consider this concept rmore inportant, lioral--nthical give
it the lowest rating., (Highly significant at 0,0009)
b. By Scx = males sec to place less importance on

this concept. (Significunt at 0.016)

Value Conecept 27: High Produetivity

(Mo sipgnificent aiffcronces exist for this concept,)

Value Concept 28: Industry Leadership
a. By Previous Vori ii Other Departuents -— managers

who have worlked in one or tvo other departments seen to place

more inmportence on this concept., (Significent at 0.025)
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f]!l,ﬁ b. By Primary Orientation — Pragnatic orientations } 4
VEI eppear to consider this concept to be of high importance, f

. . Horal-Ethicel give it the lowest rating, {(Significant at

| 0,03) . -
j ¢« By Line, Steff, or e Combination of Both — staff
|
l

menagers seem to value this concept more highly. (Significant

at 0,034)

3 ! Value Concept 29: Lmployee ‘lelfare

&, By Primery Orientation — Pragnetic orientations

soen to consider this concept of lower importunce, both

l
|

: } Affect end loral-Bthical c¢n. Licder it to be of high importence. ,
! (Highly esignificant at 0.0000) : i
]

b, By AT&T Stock Ownershiv - non-siockholders scen {o ; ﬁ

' . concider this concecpt more importent. (Highly ui:mifTicent é
et 0.0067) }'

¢. By Sex - fenales scet to consider this concept to
;l . be of higher importence. (Fighly significant at 0,0097)

d. By Salary Grade -~ 1st level managers seem to place

more inporiance on %his concept. (Significaut at 0.017)

e. By Yearly Incoume — nznagers earning undexr $12,000

f per year seanl to pluce more iuportance on this concept.

(significent at 0.05)

Value Concept 30: Organizetionsl Stability

e. By Salary Grade — the highér the level of the nanager, M

. = L
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the less importance he seems to attach t0 this coneept. i
(Highly simificent at 0,0006)
b. By Sex -~ females seea to velue this concept more

highly. (Highly significant at 0.0029)

c. DBy Age ~ managers over 50 years of age seem %o

l velue this concert more highly., (Highly sigrnificant at
! 0.0036)

d. By Level of Foramal Education -- managers with less

o formsel educztion secm to volue this.concept more highly.

(significant at 0.027)

e. By Totel Time a5 ¢ llanager - individuals with 11-15

years &g mancgers seem to place less importance on this con-

cept, those with over 20 years' experience seem to value i

;
5
1
}
K
2.
¢

g
i
¢
;,
{
iz
g.
i
§
|

highest. (Significant at 0.032)

f. By Years Viith the Company — managers vho have been
y

withh the company for less than two years secm to place the

[Re SN

lowest importence on this concept, while those with over 30

years' longevity give it the highest rating. (Significant

at 0.039)

g. By AU&T Stock Ownership -- stockholders seem to

5
x
;
3
b
&
]

velue this corcept more hishly. (Significant at 0.048)

f Valuz Condept 31: Profit liaxiwization

2. By Primary Orientziion -~ Pragaaiic orientations

ki Sonasitale b a s

asoign this concept the highest rating, Affect give it the

BT e

lowest score. (Highly significant at 0.0005)

o
et e b
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‘ii‘ b. By Job Satisfection — managers in the mid-50% renge

Z:| secem to place less importence on this concept. (Highly sig-

nificant at 0.0076)

Velue Concept 32: Organizational Efficiency

a. By Primery Oriencetion — Pregmatic orientetions

" scea to place highest importance on this concept, Affect
give it the lowest rating of the three. (Highly significant

. Volua Concept 33: Sociel VWelfare

a. By Primery Orjentctict - Pragmetic oricntations

‘ seem to place low impuriénce on this concept, loral-Ethical
¥ give it the highest rating of the three. (Highly significant
. at 0.0007)

| L b. By Sex -- male menzgers seem 10 conside; this con-
cept of lower importance. (Highly significant at 0.0023)

¢, By Job Setisfaction -- managers in ihe upper quartile

o job satisfaction scores seca to place more imporiance on
' Y this comcept. (Significert at 0.011)

é. By Yearly Incomc — nenggers earning over $12,000

3 per yezr seer to place less inportance on this concept,

(significent at 0.044)

Velue Concvept 34: Organizetional Growth f o

a., By Primary Orientaticn -- Pragnatic orientaiions

serm $0 place the highest importance on this concept, Affect

7 give it the loweot roting., (Highly significant at O;OOOO)
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b. By AST Stock Owiership — stockholders seem to

value this concept more highly. (Highly significant at
0.0002)

Value Concept 35: Emplojyees

a, By Job Satisfaction — managers in the mid-50}

range seem to place nore izaportance on this concept. (Sig-

nificant 2% 0.016)

; i ~ b, By Level of Forzel Education «— managers with MBA's

i and grade school educations seem to place less importance on

i' ' this concept. (Significeant at 0,02%)

? ¢. By Previous iioxi: in Other Depariments -- nanagers

E who have werked in fewer oither departiments seem to place

E. nore inmportance on this concept. (Significent at 0.0%)

£

£

B Value Concept 36: Customers 3
%1 a. By Level of Ferizl Zducation ~- nanagers with college

5 ? degrees seem to place lezs importance on this concept, ;

f (Highly significeat at 0.0u24) f
: b. By Job Setisfeciicn -~ menagers in the upper quer- a
E tile of job satisfaction scores seem to place more importeance 1
; on this concept. (Highly sig:ificent at 0.0036)

é ; Velue Concept 37: My Co-\orzers

i } &, By Sex -~ fentlcs seen to place more imporiance on

! this concept. (Highly significant et 0,0079)
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b. By Level of Formel Education — managers who have

"soue graduate vork" and higher seem to place less iumportence
on this concept. (Significant at 0,014)

¢. By AT&T Stock Owvmership ~— non-stockholders seem to

place less inportance on this concept. (Significant at

0,033)
d. By Tota)l Time as e :lenager — individuals with 16-20

years as nenagers seen to plece nore importance on this

concept. (Significant at 0.05)

Value Concept 38: Craftsmen

(No significant aifforcnces exist for this concept.)

Value Concept 39: Ny Boss
a, By Sex — femela managers seend to ploce higher ime

portence on this concept. (Significant at 0.026)

Value Concept 40: lianagers

8, 3By Primery Orientaticn -~ Pragaatic orientetions

seem to place higher iupordence on this concept. (Significant

at 0.038)

Value Concept 41: Ovmers

8, By 2revious Vork in Other Devavinents —~ menagers

.....

who have worzed in fewer other depertments seem %o velue

this concepﬁ more highly. (Significznt a2t 0.016)
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b. By Age — managers under 26 yeers end those over
50 years seen to place less importance on this concept,

(significant at 0,044)

. By Sex -~ female managers seem to consider this con-

cept of less inmportance, (Significent at 0.046)

Value Concept 42: !y Subordinates

(No differences exist for this concept.)

Value Concept 43: Laborers

a, By Sex — males seem to place less inmportance on

this concept. (Significant at 0,03)

Value Concept 44: liy Company

a. By Primary Orientation - Affect orientalicrs seem

to place highest importence on this concept, horal--Ethical
assign it the lowest ranking of the three. (Highly signi-
ficant at 0.0008)

b. By Sex — femeles seem to consider this concept to
be of higher importunce. (Highly significent at 0.004)

¢. By Level of Porual Educntion — menzgers with "sone
graduete worx" and below seem to place higher importence on

this concept. (Significant at 0,016),

d. By Job Sstisfaction - mznzgers in the upper quertile
of job satisfaction scores scem to place more importance on

this concept. (Significant at 0.023)
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€. By Time in Present Position — managers in their

precent positions 1-5 years seca to place less importance

on this concept. (Significent at 0.029)
f. By AT&T Stock Owmership — stockholders scem to

place more importance on this concept., (Significant at 0.036)

Yalue Concept 45: Blue Coller Viorkers

(No significant differences exist for this concept,)

Valu. Concept 46: Stockholders

a. By Line, Steff, or e Corihingtion — staff manugers

seem to value the concepi Lore highly. (Significant at 0.019)

b, By Total Time es & Manager - individuels with five

Years or less experience as menagers seca to place less im-
portance on this concept. (Significant at 0.023)

¢, By Years !iith the Conmpany -~ nenegers with more

then 10 years' longevity seem to place more importance on
this concept., (Significeal &t 0,038)

d. By Precvious Vork in Other Deperiments — the more

A TRy

other departients irn whicii 2anagers have worked, the more
highly they seem to value this concept. (Significant at
0.045)

Valu, Zoncept 47: Technical Employees

Ko significant aiffercnccs exist for this concept)
&

Value Concept 48: lie

a, Yy Joh Satisfaction --- mancgers in the upper quartile
LA ©w
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seem to place higher importance on this concept., (Signi-

ficant at 0.043)

Value Concept 49: Labor Unions

a, By Total Time as a Menager -~ individusls with

_less than 15 years' menagerial experience seem to value this

concept less., (Sigmificant at 0.023) i

b. By Salary Grade -~ nenagers et higher levels seen

to place more importance on this concept. (Significant at

0.047)

Value Concept 50: VWhite Colizr Vorkers

a, By Primary Orientation ~- Pragmatic orientations

geen to nlece & higher importsuce on this concept. (Signi-
ficent at 0.046)
b. By Sex -~ melces seem to consider this concept less

importent. (Significant et 0,05)

Value Concept 51: Authoxrity

(No significant difleraners exist for this concept.)

Value Concept 52: Caution

a, By Salary Grade — 131 level managers seen to place

higher dmportance on this concept. (liighly significant at
0.,0000)

b. By Sex -~ females seen to place more importance on

this concept. (Highly significent at 0,0000)
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« ¢. By Yeerly Income — managers carning less than

$15,000 per year seem to place more importence on this con-
cept. (Highly significant at 0.0000)

d. By Total Time as a Manager — individuals with under

five years and ovef 20 years managericl experience seem to
plaece more importance on this concept. (Significant at

0.0036)

e. By Primary Orienietion -~ lloral-Ethical orientations

seem to place higher importance on this concept. (Highly
significant at 0.0051)

f. By Present Depert:nut - manegers in the Traffie

Department seem to place more importence on this concept,

(Significant at 0.024)

&. By Level of Pormal Education - menzgers with more

formal education seem to place less importance on this con-
cept, (Significent at 0.036)

h, By Years With the Zompuny - individuels with 3-5
years with the conpany scem to consider this concept nore
importent. (Signilficent &t 0.05)

Value Concept 53¢ Change
(No éignificant differences ¢xist for *his concept.)

Value Concept 54: Competition

a, By DPrinery Orientation -~ Affect orientations scem

to place the highest importancce on this concept, lorale

Ethical give it the lowest rating. (Significent at 0,038) -
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Yalue Concept 55: Compromise

a., By Yeorly Ineome — managers earning less than

$12,000 per year secen to place more importence .on this con-

{ | cept. (Significant at 0.021)
f b. By Sex - males seen to place less importance on

| this concept. (Significant at 0.05)

. Value Concept 56: Conflict

- a. By Total Time as e llanager — individuals with less

than two years' manegerial experience seem to consider this
concept more important, (Highly significant at 0.0004)
i b. By Age — managers under 30 years of age seem to
plece more importence on this concept. (Significant at
0.014)

¢, By Sex - females scem to consider this concept less

importent. (Significent et 0,018)

Value Concept 97: Conservatism

a, By Prinmary Orientation -—- affect orientations seem

to consider this concipt less inportant, lioral-Ethical give

it the highest rating of the three. (Highly significant at
0.0073)

e s £

Value Concept 58: Fmotions
e. By Sex ~— meles scen to place less importience cn ﬂ

this concept. (Highly significant &t 0,0045)
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Value Concept 59: Equality

a, By Primery Orientation -~ Pragmatic orientutions

seern to considexr this concept of low importance, both Affect
and Moral-~Ethical rate it highly important. (Highly signi-
ficant at 0,0000)

b. By Sex -—- females seem to congider .this concept
more important. (Highly significant at 0.0001)

¢. By College liajor -~ Business Administration, Engi-

neering, and Math majors scem to consider this concept less

important. (Sigrificent at 0.023)

d. By Sglery Grade ~- nuaagers in the lower three salary
grades seest to place higher importance on this concept.

E (significant at 0.05)

y { velue Concept 60: Force

a, By Sex - males seem to place less importance on this

T ARy

concent. (Highly significant at 0.0012)

b. By Primary Orienivtion — HMoral-Ethical orientations

i . secn to place lass inportmncc on this concept. (Siegnificant

] at 0.017)

Value Concept 61: Govermnment

O =

a. Dy Primary Orientation —- llorul-XNthical orientations

3 scem to place higher imporiance on Vhis concept. (Highly

- gignificent at 0.0000)

SRy i i

b. By Sex -— fenale menagers scem to consider this con-

ccpd to be more importent. (Highly significant at 0.0046)
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¢, By Sglary Grade -~ 1st level managers scem to place

nore importance on this concept. (Significapt at 0,014)

1 : f |
d. By AT&T Stock Ownership -~ non~-stockholders seen

to place nmore inportence on this concept. (Significant at
0.044)

i p o R PR A

Value Concept 62: Liberalism

s e D B R AT U T P R T U

R s e

a, By Job Satisfaction - managers in the upper quar--
|
f . ‘
tile of job satisfaction scores seenm to place less importance ‘
‘ .

on this concept. (Significant at 0.02)

Value Concept 63: Property

o ki

&, By Sex — vemele menagers seem to consideér this -
conncept more importent., (Highly sigaificant et 0.0005)

1
value Concept 64: Rational

i a. By Primzry Orientation -~ lloral-Ethiecal' orientations

- : seen to consider this concept more importaat. (Kighly signi-
b 1 - .
3 ficent et 0.002)

’ b, By Present Depurtrent — manegers: in the Traffic

Departnent seem to consider this concept more importent,
(significant at 0.042)

o ey o i e e e

Value Concept 65: Religion : !

a. By Primary Orientstion -~ lorel-Ethical orienthtions

seera to value this concept more highly. (Highly significent
at 0.0000)
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Value Concept 66: Risk

a. By Salary Grade - 1st level managers seem to place
more importarce on this concept, (Highly significent at
,€.0072) ' '

' b, By ?rimary Orientation —~ Affect orientations seem

to place less impqrtan?e on this concept, Pragmatic give it

 the highest reting of the three. (Highly significent at

0.0076)

&Suﬂmarizing, 148 stéti;tically significant differences
were noted betweep personal and organizationgl variable
olassifications gnd the'beﬁavioral relevance scores of the
66 vaiue concepts, Organi%ational variables accounted for
.QOlnf the difforences, while personal variebles accounted
for:128. Organizational level (salary grade) sccoanted for
11 of thé 20 differencest and previoué work in other depart-

‘ments accounted fér 5 diffcrepces.- Primary orientation

accounted for 38 of the 126 diTferences observed between

.personal variables and the veluc concepts, while cex accounted

for 28 differencés. ZEvery pciconal variable accounted for two
or more; differencas, while "previous work in Plant, Commerciel,
or Traffic," M"nuaber of eliployecs directly supervised," “Geo-

grapﬁical Area," and greduation frém the conpeny's Initial

Managenent Development Program (IMDP) did not account for any

differences., The value concept "Caution' eccounted for the most
significant differences with eight, while "Security" and: “Organ-

izationel Stability" esch mccounted for seven.

e e L
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“Individuality," "High Productivity," "Craftsmen," "My Sub-
ordinates," "Blue Collar Vorkers,” "lechnical Emupleyees,"

"Authority," and "Change" were the only concepts which did

not have at least one significant difference.
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3. Hain Study -~ Goals

The results of the goals portion of\the study are pre-
sented in Figure 25, The rationale used iﬁ the ranking of
the goals is the same as that used for Pigure 24. The iéen~ 3
tifiers "GE" and "P&SY used for the goals refer to "General |
Efficiency" and "People and Society," which are the cate- |
go;ies used in Part II of the questionnaire. ] 
Of the 540 possibilities (20 variables, 27 goals), 81 N
stotistically ‘significent dié}erencea were noted at the 0,05 ::

level of significance, These were: -

GE~2: To provide the best possible service to the customers,

a, By Primary Orienvation -~ lloral~Bthical orientetions

seen to veive this goal more highly, Affcet orientiltions give
it the lowest ranking of the three. (Highly significant at
0.0000)

b. By Yeers Mith the Commany -~ managers with 11-15
years with the company ¢do not scem to value this goal as highly
as others. (Highly signiificont at 0,0035)

¢. By Present Deparinment - tne three line departments

secn to place greater inmportince on this goal, (Bighly sige

niticent at 0,0091) : ).

d. By AT&D Stock Cvwnershiv -~ non-stockholders seem to

value this goal more highly. (Significant at 0.013) 3
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3, Hain Study - Goals

The results of the goals portion of\the study are pre~
sented in Figure 25. The rationale used in the ranking of
the goals is the same as that used for Figivve 24. The iéen—
tifiers "GE® and "P&S™ used for the goals refer to "General
Efficiency" and "Pcople and Society," which are the cate-
go;ies used in Part I1 of the guestionnaire.

Of the 540 possibilities (20 variables, 27 goals), €1.-
statistically significent diéferences vere noted at the 0.05

' level of significance. These were:

GE-2: To provide the best possible service to the customers,

a, By Primary Orientation = loral-ttliical orientations

seem to velve this goal niore highly, Affect orientiations give

it the lowest ranking of the three. (Highly significant at
0.,0000)

b, By Years Mith the Comnony -— menagers with 11-15
years with the company éo not scem to value this goa2l as highly
25 others. (Highly significont at 0,0035)

4 s, By Present Deperinent - ihe three line departments

seca to place greater inporiance on this goal, (Highly sig-
nitiecznt et 0.0091)

d. By AT&T Stoek Vunmership -~ non-siockholders seen to

value this gosl more highly. {Significant at 0.013)
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GOALS % PD % H1 AND PD
12 DESCRIPTION % HI RANRED 1st RANKED 1st
1, GE-2; Provide Best Poo-
sible Service...... 93 52 50
2. GBE-3: Plau and Provide
Equipment and llears
for Besi Possible
Serviceei,eeeve. 93 50 48
3. P-4t Promote on Achieve-
ment ond Capability 93 49 47
4. P&S-5: Develop Employees.. a1 4 46
%, Gi3-11s Decresse Operatlirg
Costs “'hru G.eater
Efficiencycees . 88 47 43
6. P&S-T: Value mployees as
Individuals and lem-
. bers of Team,vevee. 85 45 42
7. P&S-12: Fair Treatment and
Eespect as Individu- )
als....l.'!“. 84 46 41
8. P&5-10: Recognize Innovation
. end ‘Achicevement.. .. 16 46 41
9. P&3-2: Lguitable Employee
Conipensation..e..s. . 8s 45 41
10. GB-1: Productivity Indices 72 46 39
11. GE-T: Minimize Customer
Complzints to PSC.. B84 a4 39
12, (5--61 Berninas Growth, .., 68 44 37
13. 08-8: Be Competitive with
otner Coaponics inu
Communicetions.soes 71 42 37
14, P&8-1: Provide Imergency
Services to Com- ,
Mutiityeeianeraes 72 42 37
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i
. FIGURE 25 (cont'd) f
| ) |
GOALS : % PD % HI AND DD |
ID DESCRIPPION € HI  RANKED 1st  RAMKED 1st i
15, P&S~13: Remain Ethical in
Dealings with +the ,
Commul’lity........-.. 67 44 ' 36
16, GB-4: Barn Highest IOR the .
PSC will Permiﬁ..... 64 44 36
17. ‘P&S~9t Pay Coumparahle with '
other Firms in the
Btateiieiiareneaenss 70 4z 35
18. GE-5: Service IndiceS...p,. 64 43 32
19. P%S-14: Job Security........ 59 41 32
2C., GE-10: Profits Competitive
vith other Bell Sys-
tem Companies.ieee.. 61 40 ' kX
I sw e e em am e 4 e ma wh e o a4 e, e e b6 am am o we ee am ew mi mm mi e em e
: 21. GE-12: Service Indices Com-
petitive with other
Bell System Companies 56 39 27
‘ 22, P&S-6: Protect Unvironment 50 38 27
¢ . 23. P&S-15: Batisfy lHygenic Fae-
. 1 N tOl‘S..........-.... 57 56 ?6
Ty 24, GE-Y:  Contribute to AT&T
_ Dividends....oeaue. . 44 44 25
25, 24S-11: Provide Jobs in Cor- '
munity.oo-veiveesen 35 36 20
26. P&S-8: Assist Disadvento,ed 31 38 18
27. PzS-3: Participate in Com-
munity Activities,., 26 3 A3

¥
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GE-3: To plan for and provide the capability to maintain
service at the highest possible levels (training, plant
investuent, phasing out of obsoletec equipment, hiring com-
petent employees, etc.), .

s
* a, By Level of Formal Education - managers with no

college seem to place this in the "intended" category.
(Highly significant at 0.0062)

b. By Previous Viorit in Other Departments - those who

have worked in {wo other departisnts seem to value this goal
more highly., (Significant a2t 0.026)

¢. By Salary Grade —~ 1st and 2nd level manzgers seen

to consider this an "intended" rathrr than &n operative goal.,

(significant at 0,046)

(E~4; To earn the highest rate of return on invesiment that
the Public¢ Scervice Comnission will permit.

a2, By Age -~ those under 35 years seem to place less
importance on this goal. (Highly significant at 0,005)

b, By Sex — fenales ccem {0 place higher importance
on this goal. (Highly significant at 0.009)

¢. By Primary Orientaticn -~ Affect orientations place

less importance on this gocl, while Pragmatic orientaticns
give it the highest renking. (Significant at 0,0196)

d. By AT&T Stock Ownership -~ stockholders scen to

place more importence on this gosl. (Significant at 0.026)

e, By Years Uith the Conmpany -- managers with over 15

years with the coupeany scexn to place higher importance on

thie gosl., (Significent wt 0.047)

s et

oK -u.u.aJ
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f. By Previous Vork in Other Departments -~ the larger

the nunmber of other departients in which an individuazl has
worked, the more highly this goal seems to be valued,

(significant at 0.05)

GE~5: To achieve minimua acceptable levels (or better) on
the service indices (llaintenance Index, Toll and Assistance
Index, ete.).

2, By AT&T Stock Owmership -~ non-stockholders seem to

place less importancé on this goal, (SigniTicant at 0,05)

GE-~6: To achieve significant o .mings growth,

8. By Years VWith the Company -~ nmznagers with 6-10

years with the cuapeny seem to place levs importnqce on this
goal, (Signifiecant at 0.011)

b. By Primsry Orientetion — Affeet orientations cone-
sider this goal less imporient, Praguatic give it the highest
renking., (Significent at 0,013)

¢. By Sex - nales pluce less inmportance on this goal.
(significant at 0.,018)

d. By Age -— managers under 35 years seen to place less
importance on this goal., (Significent at 0.021)

e, By ATE&T Stock Ownerchin -~ non-stockholders scen to

place less importsnce on this goel, (Significant at 0.037)

G3-7: 'To ninimize the nuwaber ¢f conplaints from customers to
the PSC and the Company.
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a. DBy 1iDP Graduates = non-liDP graduates seem to place
nore importance on this goal. (Highly signifiecant at 0,0009)

b. By Total Time es & ilanager -~ nanagers with 11-1%

Years seuin to placec less importance on this goal., (Highly
gignificant at 0,0028)

¢. By Yearly Income -~ managers ezrning less than

S1é,000 per year seem 1o place more importance on this goal.
(Highly significant at 0.0044) .
v

d., By Level of Foraal Féucation ~ menagers with less

formal educnotion seem to value this jowl more highly (Sig-
nificant at 0.019)
e, By Salevy Grade — 18t level managers scem to value

this goal more highly. (Significant at 0,018)

f. By Job Satigfaction ~ menzgers in the wwrner guartile
A 5 n 1

aprear 4o place nore inmportance on this goz2l. (Significant

at 0.044)
GE--9: To contridbutce a proportionel share to the dividends 4

paid to AR&T siockholders. .
" a, By Primuevy Oriente o -~ liorel-Nthical orientations

scai to place greater inporisnce on this gorl, Affect consider

it a “low relevancu” goal. (Highly significant 2t 0.0004)

b, By Tazel fime gs 2 iongner -~ individuals with less

than five years os manegers seea to plece less inportance on

this gocl. (Highly significant et 0.0048)

s
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c. By Time in Present Position ~ manag2rs in present

positions for over five years scem to placc more imporlance
on this gool, (Significant at 0.03) -

d. By Sex -~ mcn seem to place less importance on this

goal than women. (Significant at 0.042)

—

e YR T L R eI e S v

GE-10: To adhieve g level of profitabiliiy which ig competi-
tive with those of other conpanics in the Bell Systenm,

2, By Sex -~ females se2m to place higher imporiance
on this goal, (Highly significant at 0,0046)

b. By AZ&T Stock O.mershin -- nonestockholders seem to

PR

place less importence owu this goal. (Significant at 0.027)

GE~11: To decrcasc operating costs through greater efficiency
-~ with emphasis on more highly trained porsomnel, improved
( equipment, ete,

@. By Level of Forinl Education — high school graduvates

T T £ T W T e T

and managers with "some cotlege" seem to place less impor-

tznce on this gozal, those wivh college degreces and “some high

school" seen to place the wmocoi iapertence on 1t. (Highly

5 g

T

significznt at 0.0001)

b. By Job Satisfaciicn -~ nanagers who scored in the
1ig-50, renge seen to place lins inportance on this goal,

(SigniTicont at 0.041)

b o e o e

; GE-12: 7o nchicve service indices which ere competitive with
j 3 those of other companies in the Bell Systam.

TSRS T PO T PSR T TN R Y S Y B o S
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a. By Sex «— nmcles scem to place less importance on

shis ~oel. (Mighly significont at 0.0006)

b. By Present Derartuent - managers in the Traffié
Depariment scem to place higher importance on this goal,

(Significent et 0,017)

1 P&3-1:  To render whaivover euergeney services might be needed
; by the coimunity.
, ; a, By Prinaxvy Orientation -- Pragmatic oricntations
;~ seen to place less isportance on this gocl, Norul-Ethical
? velue it the hignest. (Highly - ciricent at 0,0000) ,
i
‘ P&S--2:  To pay employees a higl enough wigoe to ensure that they
are compensated cquitably for their work and that they will
renain with the Coapony.
Cod &, By Primary Orientation -- lLloral--Zthical orientations
E seca to value this gocl the highest, Pragmatic give it the
5 lowast reaking.  (Hignly i ~Ticent at 0,0000)
0 b. By College liajer -~ science and nath najors seem $o
i
3 f value this geal more highly. (Siznificant at 0.012) i
4 3 ¢. By Sex — femdler soi to place more lumporiance on .
' ; this goal, (Significunt at 0.042) !
i
2 d. By Tine in Present Tosiion -~ those managers in i
4 i their present pocitions fou lc:s'thcn one year seea to place ;
; é less dmportunce on this goal. (Significant et 0.045)
4 ]
; _ eS-e2r To pariicinele in oend ectively svpport comaunity
: ) rooLawvaitien.

e it
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a, By Primary Orientations — Affect orientations seem

to plzce higher importance on this goal, Pragmutic rate it

was a “low relevance" goel, (Highly significant at 0,0000)

ﬁ‘ P&S-4: To pronote employees on the basis of aciievement and
¢’ cepability.

&. By Primery Orientation -— lloral-kthical orientations

seem to velue this goal the most highly. (Highly significant

at 0,0000)

P&3~5: To help develop empleor - o that they will rise to
the highest levels conmisbent with tneir ability.

L P P R S g

AN Tiag S TR T

5
v &, By Level of Formal Bducation ~~ those managers with f
f "some high school® through "college degree" seen 4o plzce |
i}\ (. more importence on this goal, those wiih "some gradu.ic work" é
; and graduate degrens place less importence on it. (Highly %
L
s sigriTicant at 0,0001) é
; b. By Primarvy Orientatic.. -- Preguatic orientations i
: ? seenr 1o place less dmportanco an.tﬁis goal, while hoth Affect f
5 and Moral-Ethical consider ii Nigsbly important. (Highly |
significont at 0.0001) :
ﬁ ¢. DBy Job Sevisfaction -. monagors who scored in the i

mid~5C,% rouge seea to ploce leos dmrortance on this goel, .

: 2 (significant ai 0.034)
& d. By Collese Mejor -~ Libsrol Arts, Business Adnine-
3 i
3 2 ietratio, and Science majors seen to place more importance
g k. s
: § cnoAbis o goel, (Glondfieant ob 0.040)
3 i
¥ B
-
S
3
q
g
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P&3~6: To help protect the enviroument.

a, By Primary Orientaiion — lloral~Ethical oricntations

peem to place more importance on this goal, Praguatic view
it as being of low relevance. (Highly significant at 0.0000)
b, By Sgix -~ mnales seen to consider this less impor-

tent. (Significant at 0.041)

P&S~7: To make ithe Compaay a place where employees know that
they are velued as individuals and team members,

a, By Primary Orientation — Pragmatic ovientations

sec to consider this go&l lese iuporiant, both Affect and
lloral-Ethical hold it to be nighly inportant. (Highly sig-
nificant ot 0,0000)

b, By Salary Grade ~ 1st level managers place higher

A f ( importance on this goal., (Significant at 0.023)

PES~-8: To assist the wdernrivileged or disadvantaged in ]
joining the nainstream of soclaty oag productive meubers by
providing job and training opwortunities.

3 i &, By Prinmary Oricntzticr -~ Affect orientations give

b this a 1005 low relevance ri~iing, lioral-BEthical give it the
highest renking of the three. (Highly significent at 0,0000)

b, By Level of Fomial &ducation -- those managers with

fi : "some high school" secm to pluace more importence on this
‘ goal. (Highly siganificant at 0,002)

c. DBy Age — those nanegers 55 years and over seen to
pluce nore inportance on this gozi. (Highly significant

2t 0,002%)
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k! d. By Sex - males scen to consider this less importent.
3 b s '
g b (significant at 0,012) :
g / . !
[ - ) !
' v P&S-9: To compensate employces at levels which are comparable |
v to or above those paid by other companies in the State, j
' a. By Primery Orientalion — lioral-lthical oricntations '
i consider this nmore important, Praguatic give it the lowent
% ranking of the three. (Highly significant at 0,0000) . ‘
.l ¥ 3
S b. By Sex — females scem to consider this goal more
- ~ j K
% : important. (Significant at 0.043) i
b ¢. By Time in Present Positiyu — menagers in their | l
P o . 4 -
t present posivions for less than one year gcei to consider
. 1 this goal less important. (Significant at 0.046) ‘ ,
H { i
; i
t
. !
. { . . iy
= 3 { Pe8-10: To recognize and encouraze innovetion and .solid :
, | : - & ,
i achievement, '
3 v a, By Sex -- feuzles scen 1o consider this goel to be i
g g- of high importance. (Significont at 0.014) :
i3 i .
) 1 b, By College lisjior -~ Ingineering, llath, end Science ’
3 bt & - et e et . A, 4 v ) , ’
X t majors seem to place morc imporitnes on Yhis goal. (Signi- g
| ) . 1. ’
b ficant at 0.017) T
b '
] 1
] PES~11: To 2id the econony by providing jobs within the : : 9
) comauaity.
2 5 . _ : : . g
g g a., By Primeyry Orientation - Horel-Zthical orientations
3 » H
3
5 seen 4o plrce more iuperitence on this goal, Affect give it the
g . il
3 lowest rankirg of the three. (Lignly significant at 0,0000)
5!
: 3
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b.. By Sex -- males seem to consider this goal less

important, (Mighly significent at 0.0011)

Y S e T 1 e W T A Y R A Vo T

I
) ¢. By Yearly Incong — managers earning less than $12,000
i
pexr year seaid to consider this of higher importance. (Signi-
! . .
- ficant at '0.011)
: ' d., By Huwiber of Employees Dirertly Sunervised - those
i : 1
| nenegers directly supervising five and wader seem to place
| N |
! | more iuportance on this goal, (Significant at 0,033) .
2; t
¢ ' : ,
b P&8-12: To ensure that '‘employces roccclive fair treatment and
g- , are respected as individuals,
E 0 ' Ny . o s ) .
! : &, By Primary O:ziemtaiion - loral--Ethical orientations
% i ' seem to comsider this goal to be of very high imporiaence,
i .. i ’ .
A { Prgamatic rank it significantly lower than the other two,
d o . :
‘ i (Highly significent at 0.0000)
-‘ "' ] ' ]
3 . ! ! , - ;
3 k |
k: v P&S-13: To remain Yethiceldl" in our Cealings with the comaunity,
s 4 H )
7 . . . ! . . .
pf &. By Primary Orientation -~ Pragnetic orientations
{ , . :
1 % | seen to consider this gowl to be of low importance, both
5 . 1 N
Z' Affect and liorzl-Bthical consider it to be of high imporiance.
1. 1 i
L (Highly significant at 0,0000) .
j b. By Rreviung Work: in Ofier Lepartnents — menagers
 vio have worlied in more ihan one other departient seen to
..1 t H ! .
3 ‘ value this goal more highly. (Significant et 0.029)
\ E' . ! .
4 ¢, By fine in Present Positien - managers in iheir
4 ! . i
: a ' -owreseny positions,forlmore than three yeers seem to place
wereliuporisaee on this goal. (Sigeificent ad 0.032) ,
3 i /
1 *:. ' y
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P&5-14: To provide job security — with strong assurance that
no employce will be laid-off, except for just cause,

2, By Sex - fenzles secen 0 plzce more importance on
this goal than males, (Highly significant at 0.0000)

b, By Level of Formal Bjucation -~ managers without

cellege degrees seem to place more importance.on this goal.

(Highly significant at 0.0070)

¢, By Yearly Income -- the less money a manager earns,

the more highly he scems to value this goal. (Highly signi~ '
ficant et 0.0000)

SNRTA

d. 38y Sslary Grade -~ 18t lovel msnagers seen to value
[ e ) et )

LT

-y

thias goal more highly, the importance attached to this goal

appears to decrease as nanagers advence ia salary grade,

(Highly significent at 0.0000)

e, By Primary Orientation -~ Affect orientations scem

to value this goal more highly. Pregunatic. asgign it the lowvest

L e T T TR . 2 T N
o

ranking of the three. (Highly significant at 0.0000)

()

. By Number of Emplovees Under Overall Supervision -

T N 2 T

the more employces wader overall supervision, the less nanagers

seed to valuc this goal. (Highly significant st 0,000%)

TR R

g. By IIDP Graduate — non-~XMDP graduates seem to velue b

TN N

this goel more highly, only one IKDP graduete had this es en

operative goal. (Highly significant at 0.0096)

h., By Time in Yrescnt Position -~ managerc in their

veresent positions for feur years and ‘over seccenm to value this

goal more highly. (Significant a*+ 0,011) !

Yl i e e T Tt :
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i. By AP&T Stock Ownership —~ stockholders seem to |

k
]

velue this goal more highly. (Significant at 0.017)

J. By Tétal Time as a Ilanaror w mapugéfs with 6-15

years seom to value this goal. less than others. (Signifi-
cant at 0.049) Y

)

., g P&S~15: Insofar es is p0951b1e, makeée working for the Company
o : en enjoyable experience -~ i,e,, minimize pressvres from .

Yabove," adequate parking, plgasant working conditions, good : 3
cefeteria facilities, eto. : d

i ‘ a. By Sex - femeles seen to value this goal more
b highly. (Highly significant at 0.,0000) - | i

b. By Primery Orientetion - lloral-Ethical orientations A

N g peem to voluc this gozl wore highly, Praguatie give it the

lowest ranking of the three. (Highly significomt &t 0.0058) %

o
-~

¢. By Yearly Income -~ managers -carning under $12,000

per year seem t0 value this geal more highly. (Significant
at 0.038)

d. By Time in Present Pozition -~ managers in their

e
A T TR M e

present positions for three yesrs or less scem to place less |

Ty

inportance on this goal. (Significent at 0.0%5)

: : Pigure 26 presents & swamory of aignificant differences %
i , betweon orgrnizational and personal varisble classification 3
end the behavioral relevence of cach goal, The reader will
note that 13 of the observed differences occurred between

orgenizational variables end goel velustions, while 68 dif-

foronces vere cecounted for by personal variables. Primany
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orientation accounted for the most differences (18), while
sax followed with 13 differences., The goal dealing with job
security, P&S-14, accounted for the moSt\differences (10),
while GE-4 (rate of return) and GE-7 (mininize customer

complaints) tied for gsecond place with six differences each,

4, Comparative Anelysis - Bronx Commexcieal

The Bronx Commercial Division has five districta:
North, Northeest, Central, Esst, and South., In addition to
thege five line urgenizetions, there is a Division Commer-
cial Steff,

The present Division lienager has he.d that position for

less than one yeer. He was pronoted to thet job after his
immediate predecessor huad been promoted to the General liznager
position. Tie General Haneger had only been in the.Division
Conmercial position for a few months when he received the
pronotion to his present position.

When this study was initiated, the Division Commercial
llanager was still in the process of familiarizing himself
with his organization, He hed inmplemented some organizaisional
changes after his initial review of the situation , and was in
the process of snslyzing their impact when the rescarcher first
contacied him., After several conversations with the researcher
end considexrable thought on the subject, he cane %o the con-
clusaon that the study might provide him ﬁith valuable insightis

.

into his orgenization. He was particulerly interested in a
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Districts. The former had consistently outperformed the
latter in meesurable indices related to Commercial opera-
tions, and one of the Division lieneger's orgenizational
changes had been to realign the Northern Districet and place
a new Districet ilaneger in charge of it.

A total of 63 quesiionneires were distributed in the
Bronx Cormercial Division., Gf that total 20 were distributed
to manegers in the Northerm District, 20 to managers in the
Southern District, amnd 23 to other managers throughout the
Division. NKine questiomnaires werce received from the Norithern
District; 12 from the Southera District, end 16 fr;m nanagers
on the stad’f end from other districts. Overall response was
59 percent.

The primary orientations of the respondents were:

Horth South Other

Horal-Bthical 5(56.) 5(42)  11(6%5)
Pragnatic 30335 3(253)  1( 63)
hffect 0 1 85) 1 &)
Hixed 113 3(255)  3(198)

.Eleven (30:%) of the regpondents were male managers, and 26

(70;5) were female menagers.,

Chi Squere snalyses viere performed to deteraine: (1)
if there were any significant differences in the veluation
of value concepts and gozals between the ﬁorthern and the
Souathern Distriets, and (2) if there were any significant

~

siffevences anong the MNertherr znd Southern Districts and

e el L
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the other managers from the division, No statistically

sigificent differences werc noted a2t the 0,05 level of 3
significance between the Northern and Southern Districts;

however, the following differences were noted when the other

L T T e e e T
.
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managers were added to the sample:

a, Trust - the "other" managers seem to place higher
iméortance on this value concept, thé Southern District
places the lowest inmporiunce on it. (Significant at 0.043)

b. Autonomy .- managers Ifrom the Scuthern District

seen to plece less importaiice on this value concept, the
"other" menegers give it the naghest rating, (Sigﬁificant
at 0,047)

c. Orgenizational Growih ~- manegers in the :Southern

District seein to place less importance on this concept, the
Horthern District manzgers give it the highest rating of the
three. (Sigrnificant at 0.022)

d. GE~1: Productiviity Indices «— the "other" managers

seem to place nmoi: importance on this goal, managers in the -
Northern District give it the lowest rating. (Significant

The five highest and loviest ranked valnes are:
South Horth Other

1. Organizational | Iy Subor. 'nates  Euployee welfare
Efficiency. (585) (675) (643)
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South
2. Job Satigfaction
(58%)
3. My Subordinates
o
4. Enmployces
50}0)
5. Organlzational
_Growth (50%)
65. Aggressivgness
‘0
63. Conmpromise
(0A)
64. Liberalisg
(C5)
65. Power ,
(G2)
66. Creativity
(05)
South
1 . GE"‘3:
2. GE-2: Provide
3. P&S"‘4:
4, PES-5:
5 . Gi‘;"“ 1:
North

North

e
(6745%)

Organiszational
Efficiency (56%)

Manafgg
/)

Job Satisfuction
(44%)

Prestize

/°

Creativity
(('l‘) '

Coqpromise
(0%)

Conformity
(073)

Liberalism
(Q“)

The five higheast renked gosls are:

1. P&5-5:
2, GE-3:
3. PéB--4:
4. P&S-12:
Ge QB2

Plan end Provide for Best
Best Service Possible (555)
Promote on Achicvenent (583)

Develop Euployces (58;¢)
Decrease Operaving Costs Thru Xfficiency (584)

Develop Employees (67:)
Plan and Provide for Best Sexvice (56i%)

Promnote on Achievement (56)

Pair Treatment and Respect as Individucls (563)
Provide Best Scrvice Possible (56:3)

250

Other

Trust
(69;)

Loyaity
(69%)

Dignity
(62%)

Governmgnt
(627%)

Emotions
(07)

Leisurq
(0)

Liberalism
(05)

Power.'
(%)

Crea t1v1ty
(07)

Service (67,)
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Other

1. P&S-5: Develop Enmployces (695)

2, GBE-1: Productivity Indices (62%) .

3, P&S-12: Pair Treatment and Respect as Individuals (625%)

i 4. P&S-T: Value Employees as Individuals & Teach liembers (627%)
P 5, P&S-4: Promote on Achievement (624%)

N o

v 3 . The five lowest ranked goals are:
R South _
23, P&S-6: Protect the Enviconment (254)
L "4, GE~12: Service Compatitive with other Bell Companies (17%)
7 {- 25. P&S-1: Provide Energency Services to Cownunity (17%)
4 e 26, P&S-~-11: Provide Jobs in the Comunity (175)
i 27, P&S-4: Participate in Community Activities (83%)
:: North
: 23, Cu~-5: Contribute to AT&T Dividends (115%)
_ 24, GE-1: Productivity Indices (115)
L 25, PaS-8: Assist Diszdvantaged (07)
! ‘ 26, P&S-11: Provide Jobs in the Comaunity (07)
27, F&S-4: Participate in Community Activities (0p)
Qther
23, GI-5: Service Indices (315%)
' 24, GE=9: Coniribute to AT&T Dividends (314)
'é : 25, P&S-11: Provide Jobs in the Comaunity (2553)
' 26, P&S-8: Assist Disadvanteged (195)
27. P&S-4: Perticipate in Community Activities (12%)

Furither information which might vrovide insight for the

‘. comparative anslysis include job satisfactiion totals, the
14
i? nwaber of goals ranked “high importence," and the number
b ) :
;; of goals rerked "not high importence."
.
-
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South North Other

Job Satisfaction . 7
Range 12-26 12«24 17-26

Nedian 21 - 19 22

Nean 20.6 19.3 21.7
v Goals Renked High Importance 3
i Range 10~27  7-21 1227 ]
P lledien 17 16 17
‘ . llean 1700 25-8 18.8
3 Goals Runked Not Hign Importonce
e Range 0-17  6-20 0-15
3 Nedien . . 9 11 6 ?
:t Mean 9.1 11,1 803
E_ 5. Comparative Anelysis - Bronx }.luant ;
: The Division Mennger of the Bronx Plent Departient had
r
ﬁ a somewhaet "different” interest than the Commerciel Manager,
E Involved as he was with {the longest strike in the history of
; { - the Bell System by the New York Plant Craftemen against the ;
? company, he was particulerly interested in the difference bve- :
B tween his construction orgenization and his plant districts ;
Y ]

: in their dealings with the wiion., It was his ohservation that
¢ the consiruction organization hed excellent relations with the

wiion officials and members throughout the strike, while his

penegers in the plant disiricts and the union menbers were

virtually &1 cach others' throats. His request of the re-
searcher was to sce if any light could be shed on why there
should be such significent differences. Although such a re- !

gquaest wes not enticivated, the rescarcher decided to see if

ten roseccch instruaent could react to such a charge.
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A totel of 90 questionneires were distributed to the
Bronx Plent Depertiaent, 20 to Construction and 70 to the
other managers. The Construction menagers retumed 14 (703)
questiomnzires, and the other managers returned 46 (51%).,
The primary orientations of the respondents were:

Construction Plant

Horal-Bthical 4 (290) 22 (48%)
Pregmatic 3 (215%) 10 (225)
Affect 1 ( ) 1 ( 2%)
Nixed 6 (437) 13 (28%)

All of the respondents from Corotruction were males, and 43
of the respondenis fron the rest of the Plant Depariment were
wale menagers. Only three (55) of the respondents were femeale.
e Chi Squere enalysis was performed to deteriine if
there were eny significent differences betvieen the two Plant
elements and the valustion of goals znd valuve concepts, and
the following differcnces were noted:
a. Creetivity -~ Consiruction manegers seem to pleace
less inportence on this concept. (Highly significent et
0.0038)

b. GCGLE-9: Pzy Comperable with other Pirms in the State

« the "other" nenzgers seen to rlace more importence on this
goal. (Approaches significance at 0.059)

c. Autonony - Consiruction mansgercs seem to place
more imporitence on this value concept. (ivproaches signie

Jieznee ot 0.09;

D S DU ST
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Techniecal Tuployees -~ "other" menagers seem to

place more inportance on this value concept. (Approaches

significance at 0.076)

The five highest and lowest ranked values weire:

Construction Other
1., Me (50%) Customers !54%)

2. Competition (43;)
3, Iy Company (43%)

Organizational Efficiency (52%)
High Productivity (503)

4, Orgenizational Efficiency (433) Trust (463)

5. OCreftsnen (43:)

62. Enotions (0j%)

63. Soeciel Velfare (07)
64, cConflict (0h)

65. Conformity (0j)

66. Liberzlism (0/)

My Compeny (445)

Coupronise (27%)
Social Welfare (2;)
Conformity (25)
Prejudice (2j)
Liberalisn (0%)

The Jive highest rankcd goals were:

Construction
1, GE~3: Plen and Providée for Best Service (435)
2. (E-2: @Provide Besl Possible Service (43;)
3. P&S-12: Fair Treztmint and Respeet for Enmployees (437%)
4, P&ES~10: Recognize Innovation and Achievenent (3655)
5, DP&S~-5: Develop bmployees (363)
Othex
1. D&S-10: Recognize Innovetion end Achievenent (52;3)
2. Gs=2: Provide Best Possible Service (52%)
3. G%-3: Plan and Provide for Best Service (525%)
4. Y&S-5: Develop Employees (525)
5. P&S-2: Nguitable Corpensation (505)
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The five lowest ranked goals were:

Construction
23, P&5-6:
24, P&5-9:
250 GE""12=
27' GE'-9:

Other
23. GBE-12:
24, GE~9:
25. P&S-11
27, DP&5-2:
In

Assist Disadvantaged (21%) -

Pay Couparable with other Firms in State ( 145%)
Service Competitive with other Bell Companies { 143)
Participate in Comnunity Activities (143%)
Contribute to AT&T Dividends (T:4)

Service Competitive with other Bell Compenies (26;:)
Contribute to AT&T Dividends (2235)

Provide Jobs in Community (20;)

Asgist Disadvantaged (175)

Participete in Community Activities (15%)

exemining job satisfaction scores of the managers,

Construction scores lower. Construction had & range ol 13-24
-

on their scores with a median of 20 and & mean of 16.6, while

the other menagers had a range of 12~26 with a median of 19

and 2 mesn of 20.2.

In light of the nature of the Division Manager's reguest,

the following are motive/onecrative ratings of valve concepts

and goals which would seeir to be relevant:

Ability

Obedience

Trust
Tioyalty
S5uill

Cooparation

Talaranea

Construction - QOther
215 33%
29% 20%
215 463
365 3%
295 35
2% 39%

T 13
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' v Congtruction ! Other , E
Conformity 9 1) 25 : ‘
Dignity 29% s, AR
Job Satisfaction , 29% 37 |
g Power 145 445 ,
] r High Productivity 2% X N 505 1
} Bamployee Velfarc 4355 | 37 '
; Employees _ 365 44% |
; My Co-Workers 364 304 | ;
: }’I Crafisnen s : 37 : ' | ' k .
j % iy Subordinates 29% | 35¢% : - : 1"
: Laborers | 21% S . ! ' :
,' :5 Blue Collar Vorkers T ' 1754 | . '
g Labor Unions 14% Th _ [
!I. ' Authority 294 285 _ | !
i : Compromise Th B -
r Conflict 0% | 4t 1
; Equality T ' 33;% | |
GE-11: Decreese Operating Costs : ' |
:r Through Greater Efficiency 295 _ 505 ‘
P&S~4: Promote on Achievement 2150 | 44;'3 '
E P&S-5: Develop Euployces 3655 524 | ’_ ! |
: ;Y, P&S-T: Value Boployecs as Indi-- ' ' :
i‘ viduals and Team lenmbers 36 445 , !
) f’ P&S-10: Recomise Innovation and (
- Achievement 3654 52 ' 3
- '
ef?} |
)
- | . ,
! |
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CHAPTER VI
DISCUSSION

In this chapter the results presented iﬁ Chapter V will
be digeussed in light of the hypotheses presented in Chapter
I. In addition, the data will be compared with that of

previous studies described in Chapter II.

1, HYPOTHUSIS A

The primary orientation is pragmatic ~ i.e., a majority
of the menagers completing the questicnnaire will assign
more of the concepls in the personel values section to
the high importamce-successful cell than eny other.

Clearly, we camiot acccpt this hypothesis. Since only
23.3 of ihe respondents possessed pragmatic orienvations
while 45.85 had moral—-ethical orientations, we nust conclude
that the priwmary orientation of New York Telephone managers,
bascd upon this szmple of 360, is decidedly moral-ethical.

Insofar as vhich cell of the evaluailion matrix had more
concepts assigned to it, Figurg 27 clearly shows that the

high importence-right cell wie the most favored, with the

FIGURYE 27
VALUE RANKINGS

High Average Low
Importence Importiince Importance
Juscesoful | aa(eg) W ola)
Highéankcd _25(10) 15(11) o( 0)
PO L A L S LA
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R |
X next highest mumber being placed in the average importance- _
? ;% right cell. The numbers within the parentheses represent {
3 ;!
: & ‘England's findings. {
? é* .
fv 4 The precise vignificunce of the differences viould be
p v
; ? difficult to detcermine. England's group, for exemple, alwo
; i assigned the second largest group Lo the avérage importalnce~
& right cell, a cell which wes not consistent with their prie- j
; g mary descriptor. Both groups assigned exactly seven concepts }
% E to the descriptor pleasent, but the lcew Yorlk Telaephone group ;
kY ¥ i
; 2{ assigned one concept (job sati~ccetion) to the high importance
ﬁ % colunim, whereas Englnné's group did not assign any concoepts to
% % the high importance-pleasent cell, Their ranking of Job
: ; Satisfaction was high importance--successful, Neither group ‘
A assigned & consept to the low importance-right cell, and both :

agsgsigned the concept Cunfornity to the low importunce-pleasant

cell, England‘s group acssigacd a totel of 39 conceptn to the

high importance colwan, while the New York Telephonz managers

A T e e N T R e e o =

" : placed one less, :
h i
& ? Twelve concepis reted high inpo. tance--successful by

S o .

) r Englend's group were reted high inportance-right by New York

Pelephone managers., They were: High Productivity, Bmoployees,

Customers, Ny Co-worikers, Craftosmen, liy Boos, llanagers, Wy
Subordinates, Stoclholders, Technical Enployeces, lie, and

Couperation,

RN A A R M Y

Also reted high importance-rifgit in this study were the

s

concools Sceurdly, Authoerily, ond Zouality., The latter two

Ly
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waere rated average iwportonce-right by England's group, and
Securily was roated average imporiannce-~plessant. The re-
maining 10 concepts rated high importahce—right ‘ere also
given thet rating in Englend's study.

The concepts Owners and Change, rated high importance-
successful by Ingland's group, were placed in the average
importance--right ceil in chis study. The remaining'two con-
cepts rated high inmportance~successful in the Englend study,
but rated differently in this study were Uhite Collar ‘“orkers
and Creativity., New York Telephons naragers dovine-graded
Vhite Coller VWorkers to aveosuge importance-successful, and
cave Creativity e rating of average importance~pleasant,

It ig of mild interest to note that Labor Unions, auring
the longest strike in the history of the Bell System, was
rated averzge importance-right. Englund's group ranked this

concept eversge importance-successful,

Prejudice end Force, the two concepls rated low-importance-

successful by England's group, were rated average iluportance-
successful in this study.

In Chepter I1 the concept of an organization possessing
& distinct personality wos presented. Perhzps it would be
best to discuss the data from this viewpoint — recognizing
that Englerd's results provide something of a general composite
frameworl of the value systenn of American nanegers, wnile

thig dula provides us with a profile of the values of a single

Mmesiness organization,

PSP - Y
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If we proceced with this view in mind, then we nmay look
upon New York Telcphone &as an interosting mixture of the
Protestant and Social EBthies, High Producfiﬁity is conside-
‘ered to be highly important because it is right, but then
again so is Employee Velfare, Bquality, Cooperation and Ny
Subordinates. Interestingly, Job Satisfaction is highly im-
portant beeause it is pleasant, not right nor successful,

Another interesting aspict of the personality profile
is the apparent emphasis on different aspects of security.

As will be discussed in greater de?2il later in this chapter,
svch emphaogis seems to owe itu origin primarily to the inclu-
sion of less cducated, lower paoid, 15t level managers in the
gemple. Such concerns for security are less evident smong
the higher level menasgers. Does this mean that since emphasis
on security is relegated primarily to the lower levels of man-
agement, it is less importent? The resecarcher would argue
that it is not less important. A value or goal operative
primarily at one level of the organization, still represents

a motive value or operative goal for the organizatioq at that
level. As such, it affects Jealings with superiors, subordin.
ates, and custoners,

For a2 furiker glimpse at differences between New York
mTelephone manegers and England's group, Figure 28 presents
a listing of wvalue concepis in which differences of more then
10 plzces (in a rating of 1-€5) were expericnced. Also in-
Saded are the behavioral relevence pereentsagzes. These scores,

sovev.t, Lhould be interpretad with caulion since there is a

= mma la,
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% L FICURE 28 . .
i , RANKING/BEHAVIORAL RELEVANCE SCORES OF SELECTED VALUE CONCEPTS
; ¥ Ranking
% b Value Concept England NY Tel Co Difference
g F Honor 52/ 2% 4/45% 48
3 i Creativity . 12/507 53/11% 41
! Trust 40/18% 3/45% 37
; I Success 10/% 36 44/20% 34
% : Aggresgivenens 24/33% . 58/ 8% 34
[ : Dignity 49/13% 16/35% 33
£ ' Fquality 60/ 8,4 28/28% 32
§ Employee Welfare 41/17h 9/40% 32
; Toyalty 39/18% 8/425% 1
| ' Religion 63/ 1% 33/27% 30
' Ability : 1/65% 30/28% 29
i Risk 30/27% 55/ 9% 25
Profit Maximization 8/56% 32/27% 24
- My Boss 14/45% 37/23% 23
: » . Security 50/127% 27/29% 23
¢ e Skill 9/55% 31/27% 22
: ; Compassion 61/ 8% 39/23@ 22
3 Chenge 27/31% 48/15% 21
; . Obedience 59/ 8% A1/213 18
;- ' Achievement 2/63% 20/31;0 18
: ; Covertment 39/1S% 18/31% 18
1 o Influence . 43/15% 60/ 1% 17
4 ! - Social Velfare - 66/ 4% 49/12% 17
Caution 62/ T 46/16% 16
. My Subordinates 16/42% 2/45% 14
% P Organizational Growth 13/48% 25/29% 12
4 f ' Ambition 1/57% 19/31% 12
: : Industry Leadership 15/4 3% 26/29% 11
4 Me 22/ 39% 11/37% 11
3 Employces 18/42% 7/42% 11
{ : ’ Yhite Collar Workers 32/24% 43/21% 11
A : . Compromise 46/13% 51/ 8% 11

Py

Presentbed here are value concepts which differed in overall rank-
ing by over 10 places, Behavioral relevance scores were computed
in glightly different manners end are not able to be compered
directly., The figure preccdiig the slash (/) represcentis the
velue concent's relative ranking in the €6 concepts valuaied,
while the figure Tollowing the slash is the behaviorasl relevance
scaore,
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SHE ¥ .
§f basic difference in the methodologiesn used to compute them,
gfj In his study England used the primary orientation of the group
B .
gri (pragmatice) to detemaine behovioral relevapce, while in this
%;i study the primary orientation of the individual was used.
g| Also complicating any direct comparison of the behavioral
“f f'f scores is the fact that & significantly larger percentage
of this study's respondents possessed mixed orientations
; ;; (29 vs %»), and therefore were excluded from contributing
'i g; to behavioral relevance scores.
3 ;i In exanining Figure 28, certein differences become
: il
i' ;E inmediately apperent. Iliew York Telephone managers, for
ﬁ ?1 exomple, scem to place much higher importance on concepte
.; @; such as Honor, Trust, Dignity, Loyality, Religion and Enme-
5; D ployee VWelfare, “These same concepis were among those assigned
%' \ to the high importeance-right cell by England's group, and
3 ? since ronking as well as behavioral relevance scores are k
} %l equally dependent upon high irportance snd successful ratings 1
*; i in his study, it scems reasonable to assume that they would g -
i é not be valuated as highly. It remains the contention of the i
.? % ' rescarcher, hovever, that these valves hold greater behav- i
; ; ioral relevence for llew York Telephone mernagers then for the |
3 : é manzgers in England's 'study.
; EBquelly appzrent ie the higher inportance placed by
b 23 England's respondents on such concepts as Creztivity, Success, ' ?
4 § Argressiveness, Ability, Risk, Profit Maximization, Skill, @
E % Chage, Achicevoicnt, Anbition, and Industry Lezdership. , f
! ! -
| f-; .
2 ? ©
| £l ‘
:
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In the light of the discussion concerning the incrcased
competition the Bell Bystem can expect in the proximate
future, these differences do not secem to podé well for New
York Telephone. The higher rankings given concepts such as
Security, Laployee Welfare, and Caution, coupled with the
1ower renkings for Crectivity, Aggressiveness, Success,
Profit laximization, Achieveient, Organizational Growith,

and Industry Leadership paing a picture which, if taken at
faoe velue, poritrays New York Telephone es being ill-equipped
{0 prevail in a climate of wvigorous ~cupetition. Prom these
data, one can conjure up visluns of & stognant buréaucracy
strugaling to neintain the status quo ~ nired deeply in

the "Qoat't rock the beat" phase of Figure 9, Here, however,
2s with most such generalizations, things aren't necessarily
es they appear. Onue important consideration is the differences
in the relative couposition of England's senple and that of
this study., With 87.1% of his respondents dravn from levels
which report directly to & vice-president or higher, with
72.5% holéing ecither stefl or combined line-siaflf positions,
and with 79,755 working for companies which enploy less tha
10,000 employecs, there is a distinet possibility that we
night be coapering apples ond oranges. Auny comparison made,
therefore, should be interpreted in this light, and are in
fact offerad primarily beczuse no conparcble date exists,

1% might even be noted that the distribution of primary

cordertations forong bow York Teleohene manazors nore closel;
[ - i
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rescnbles Bngland's [ 1965z, p. 9] study of union leaders than

o e e e TS

it does managers. This, agein, undoubtedly reflects the

|
; v o inelusion of & large nunber of 18t level managers in the
: senple, the majority of whom were active in unions themselves
before being pronoted to manegement., It ia not inconceivable
1 3; that the managers in this semple, if compared with comparahle
J managors from amother compony in a highly competitive industhry,
might show-up e being highly agsressive and competitive.

This we will not knovw until nore research of this nature is

pexrformed,

It should be noted at this point, however, that no stat-
isbicnlly signifiicant differcnces were observed in a Chi
Square test (0.05 level of significance) performed between
P primary oricantaetion classifications and the verlous organiza-
tional levels included in this study. In short, even the
district and division level managers eppeared to be pre-
1 ?f dominantly moral-ethical, ilether this trend would also
'@ : prevail at the general nzucge:r level and above is &ifficult
to predict, Bosed upon the duve, the researcher would assume

) : this to be the cassz,

2. HYPOTHESIS 2

There is no statistically significent relationship .
between organizetional variasbles and the classifica- !
tion of value concepts in Part I of the gqucstionnaire, :

This hypothesis, es expected,must be rejected. Twenty

i onitresnl differences existed botweeon organiaational vars

v Wle ¢loeeidientions end the behiviorel relevance sceores of ;
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the value concepts., 0L these 20, 11 were atiributed to the
variable, orgonizutional lchl; five to previous work in
other departments, two to thc\¢ospondeﬁt's present departe~
ment, and two to line-staff,

In the organizational level category ve see that hipgher
manogers place more importance on labor unions then lower
level nenagers and also place less importance on Organiza-
tional Stability. Lower level managers, o1 the other hand,
place nore importcnce on Security ond Equelity, while placing
lens importance on Power. PFirst Yevel managers present some~
thing of a contradiction by placing nore jimportance than
other managers on Caution and Risk., They also assigm higher
ronkings Lo Buployee lielfare and Government, while placing
less importance on Aggressivencss. One group of managers,
distriet level, stands out by placing less importance than
other nanagenient levels on Loyaliy.

Phe lower importence placed on Labor Unions»by lover
menagement might be explained hy the o0ld bromide, “Fanmiliarity
brecds contenpt." These are the individuals who are involved
in the daily squabbles and conflicts with wiion officials,

It is difficult to assess Jjust whet impact the strike had
upon the valuetion of Lebor Unions., Since munagement was
able to maintzin (end ir scue ceses improve) service during
the strike, one is tenpted to speculate that the concept
probihly reccived & lower rvatiug then it noramally would

hwove,
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The lower importance placod on Orgeniszationul Sitability
by higher managenenl perhups undevscores the relative up-
ward mobility of managoers &b the district Iedel und higher,

sz opposed to fiwvst and sccond level management, The majority
of non-college educated first level Loremen never rise zbove
that orgunizational level, end the same is true of most none-
college educecied socond level managers. The big junp is to
digtrict level, This is ref%pcted, perhaps, in the higher
valuation of Sccurity end Equelity and the lower veluation

of Power by the firet and second Jevel menagers, Ag managers
in New Yorlk Telcphorne they Luvisess more security than most,
and yet limited in future advancement, protest this perceived
incquity with their high valvation of Equality. Based upon
numerous conversctions with first and second level managers,
the low rank¥ing of Power migsht be explained by cither their
low position in the crgeniuatienal peeXing order, or by
Teclings of impoteney in denling with the uvnionized oraft
workers,

The apparent contradicltion in first level menagers
ranking both Caution and Risk higher than other managers
wes seen for the first time during the pilot study. On that
occasion one of three olgenizational sub--elements rated the

coneept Loyalty significantly highor then {wo other elements,

Phis result 4id nol sewoa concistent with the 1escarcher's

ohaecrvitions, so tihe wotter was exemined more closely, Froa

vroorcrebions with individuels knowledgenble with the




[ T S

i 268

4 operation of the three units and from comments made by

ff*; managers involved (ws well ag by sirikers on the picket

%j'} ' line), it became epparent that the high ronking of Loyalv:r

g § was kind of & reverse twist, The managers in that unit

ﬁ i: felt that their wnit manager lucked loyalty, and their val-

A :. uation was a reaction to this porceived shortcoming. It

4 ;: was true thnt they valued the concept more highly than the

: manugers in the other two wnits, but the resson for the high

i 2' veluation appeared similar to that which might resuwliy from

3i an un~fulfilled nced.
oL The same logic appear: Lo apply to the first level man~
agers' rating of Caution and Risk, HNew York Telephone, being

i l a highly organized end centrelized firm, has the foromen‘é

QE . : job extremely well covered in specifications, operating poli-

cies, and indices which measure his performance., Caution,

therefore, keeps him out of trouble with his superiors, Risik,

on the other hand, may well appeal to him because of the

:; ‘ regtreint he must oxergise in perfomaing his day-to-day

duties, |

The higher valuation of Government by first level men—

i egers is somcwhat of a puszzle to the resecarcher. Since lower
level managers appear generally indifferent to tﬁe subject

; of government regulation of the telephone industry, it is

surgestoed that perhaps what is evidenced here is a negetive

regevien or. the pert of higher monsgenent to government

osadation, The higher valuation by lower management,
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1 by
.

might be an indication of a luack of resentment on the purt
of ‘the lower level mantgers.

The cnphasis of lower management on Fmployce Velfare
night originete from the fact that these individuals tend
to think of themselves as employees, whereas higher level
nanzgers are more prone to conasider ihemselves professional
nanagers.  This distinetion was observed by the researcher
onl numerous occasions during interviews,

The researcher is of the opinion thet Aggressiveness
ig rated low by first level monapgoers because it makes them
uneasy and is not & reguirernc.l for getiting their jobs done
within the unofficial noims established by themselves, In
foroman cireles the aggressive individuval is suspect, a
person to be watched.

The organizational varieble vwhich accounted for the
cecond largest number of significant differences was previous
work in depariients other then the three major line depart-
nents. Ianagers who have worked in more then two depariments
pleced higher Linportence on Stockhosders, Skill and Owners,
while thogse who have viorked in two or less placed nore im-
portance on Industiry Leadership and Employees.

The nanagers conposing this portion: of the sample form

a diverse group. About all the rescarcher can say about

the differences notced above is that all of these concepis

were considered motive values by the managers periicipating

in nugland’s study. Perheps this fret reflects the higher




”
.

VL2 e

e

v 270

proportion of higher management who have wdrked.in other

departmente, ' ‘ ! ' f
As for the femairing'organizational vabfables,.it was

noted that staff managers placed higher importancé on

Indugtrial Leadership and Stockhblders, and managers' in : S

the Traffic Department placed higher importance on the

»

concepts Cautvion and Rational, :

The emphasis of the staﬁ; nenagers does not appepr un-
reagonable. From their perspectives, and relieved as they
are from the immediste problem of tﬁo line nenagers, it seems’ . !
reasonable to esswie that they would be more concerned aﬂout
these two concepts. The euphasis of Traffic managers on | |
coution eppears to reflect the high representation of female !
nanagers in this department. Females placed much hiﬁher ime , !
vortence on this concept than male menagers, The emphésis
on Retional is somevhat of & puzzle. The researcher can _ ]

!
deternine no reason why Traffic should velue this concent . )‘
more highly then other depariments, except to speculate that |
this vuduation nmight reflect & reaction to the numerous ir-
rational reguesis received from subseribers by the operators

of the Traffic Department. . _ ?

3, BYPOTRHESIS 3

There is no stetistically significant relationship : o
betveon personel variables end the clasgification ' 1
of personal values in Part I of the questionnaire. | .

s enticipated, we must also reject this hypothesis.

Cie huvdeoed oad Swoney-cigat stotistieally significant

PN et L0 P SN AT LY P S g e 4w e e 42 et s imree s g e o o
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differonces were noted botwoeen vialues end personcl variables,
v : I '

’ i ‘ i 66 of which were accowited for Ly primary orientztion and sex.

. : }
_ . The other persconal variables accounted for between two and ﬂ
. o : ! I ' : g
g : .eleven differences each,

| : ' sacconnted for by primary orientation is perheps as good a

way as eny to.gain insight into just whet praegmatic, moral-
!

marizes these diffédrences by showing which orientations

- : ' ' ‘ethical and uffect primary orientations are. Fipgure 29 sun- H

|
oo
ﬁ - pleced the highest importunce on concepts for which signifi-

. 1 R
‘ leant dlfferences wern indicated,

PIRCY T

i ' Ag cen be seen from the [iguvre, many of the rankings

S

. '

3 ! séem consistent with the ideas conveoyed by the nanmes given

! to the three orientations, lorul-ethical orientations scem
to place more importande on the concepts Obedience, Trust,

Loyclty, Compassion, Telercrse, Honor, Dignity, Employce
I

i -

! Welfere, Sociel Welfere, Caution, Conservetism, Bquality,

wrf : Govermiont, Rational, and Religion, Pfagmatic orientations
g | ' - seem-to}placp higper inportance on Ambition, Aggressivenqss,
i Skill, Achievement, Honey, Influence, Power, Creativity,
Inéuﬂtry Leadership, Profit liawimization, Orgenizational 3
. | ; :
' o Effiéicncy,:Qrganizationai Crowth, lManegers, White Collar .
A 5 : Viorzers, Risk, and Ability. Finelly, Affecet orientations ;
1 .
£ : ‘ _'seem to place higher imbortﬂncc on Leéisure, Prestige, Compas—
g ; i s1en, Haner, Digity, Creativi%y,-ﬁmployoe Velfare, lisnagers,
Py Cennany, and Eqﬁnlit&.
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FIGURE 29

;, VALUE DIFFLRSNECES ACCOUNTED IOIl BY PRINARY ORIEIUATION

Value Concept " Lioral-Xthical Praguntic Affect
i Ambition

: Ovedience
Trust )

L Aggresoiveneas
£l Loyalty

3 Prejudice
k Compassion
! Skill

{

4

L Tolerance
: Honor
N . Leisure
: , Dignity
v Achievement
Money
voox In{luence
Lo Power
Creativity
Buccens .
Preastige
B Dndustry Leadership
] b, Employee VWelfare
i L Profit Maximization
v : Organizational Btficiency
i b Social Velfare
B e Organizational Growth
i ! liznagers
b iy Compuny

OOM MMNOXKNX MXXO
MR OOOOXMO MOMKOO K
KNRKO KO O O

KNOOO0O0

OO ONX

H 3 White Collar Vorkers
¢ L Ceution

: - Competition
- Conservatisn
Lquality
Force
Government
Rotional
b Religion
o Riak
; Ability

MMM OMMOKDO0OO M
OO O HXMOMOOXNXO COX MNXXOO

MO O O
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kN This Tigure depicts the 38 value concepts for which statisti.
: cally significant difyercunoes were noted between bchavioral

! ’

‘ relovonse scored end tio classifications ol primary orienta-
tio, A dernoten o highewr wanizing, while 0 denotes & lower

e,
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@ ! SaNigse Moo tee rnniiiogs of Avo orlentationn were very
i ‘ér'-j! lage, both woes aogig el an ¥ oor 0O,
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Some rankings which strike a dissonnnt chord, however,
o % ’ arc also in evidence, The rating of the concept Success is ;
i i - ‘
i [ , -
¢ ko one such instance, Whereas the rescarcher would have ex-—
. ( .
L[ pected pragmutic oriontaotions to place the highest valuation
o
7 .
Lol on this concept, it was the affect oricnintions that seemed
B ?: to consider this concept more important, The seme is {rue
3 . of the valumtions of Competition snd Force, It somechow scems k.
3 it illogical that respondents placing & “1" next to the descrip- 3
A i L B
] n X . . K.
3 b tor pleasant would assign a4 gresier proporiion of “high im~ B
), r '
- S portence" ratings then respondents wivh successful ag a E:
i b : . rm e : ;
§ }H primary descriptor. The only teasible explanation scoms ¥
i 5 0
i t ‘3
3 EE to be the "reversae twist" discussed ecarlier. Becaune of the
. . o
Ew pronise of enonymity, the researcher wag able to identify ¥
- i and interview only one respondent with un effect orientation, 4
Boooh E
2 it This was possible because the individuel was a nember of a :
; % specielly selected (and codcd) group, end was et a level that 1
a o
g : pernitted him to be identificd. 1n his case the reverse o
k- 3 :
A : approach definitely secemed to apply. As an individval he 3
i might be classified as a norn-competibor. He was soft-spoken 9
o [ f
B, ] N w . ‘
- by and extremely pelite., Conilicis or confrontations of any 3
' iy "
; b . . s . ¥
N y varicty seeried to uake him extremely wieasy. This is hardly 1
‘3 I
3 3 a significant sample, dut in the gbsence of any viher inform-

L
‘ﬁ % ttion, it io the vest that can be offered. -
/ 5 : ’

1f Q b, Sex. The obzervation that men are different from women

: v
/; {1 izt haedly he considered & profoard finding. However, the

b ‘:./ ‘
i b |3
] 8 .
b n. 3
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nature of the differences between male and femele menagers
is a subject about which very little has been written, 1In
the previous chapter, 28 significant differences were noted

betireen the variable sex and the behavioral relevance scores

feszntra iy Ay

of the 66 value concepts. These differences are summarized

in Figure 30,

In Chepter I the rescarcher hedged by declining to pose

g P T T

- a hypothesis dealing with- differences between male and female
managers. On the besis of llyer's work at Texas Instruments
{ g a susploion existed that female menagers nmight addpt the

values of the orgsnization : ..u completely than their mele

e

counterparts, but the researcher deferred from phrasing that

f ; svspicion as a hypothesis, The results of this study show

¢ E thet the suspicion apperently had a basis in fact., Of the

28 significant differences accounted for by the classifica-~

oI
LR S

tiony of male and female, 26 had female mansgers placing
higher importance on value concepts than their male colleagues., )
[ Only the concepts Owvners end Conflict received higher ratings 4
: i by male nanagers., Of the concepts rated in the top 20 by the
é orgenization, female managers placed higher importance on

eight (ly Company, Loyaliy, Employec \telfarc, Job Satis-

c faetion, Dignity, Orgenizaiional Stebility, Government, and
' Aubition), Neither Ovmars nor Conflict were in the top 20

concepts,

The digtribution of primary oriecntations among female

nanzgers vas rnot significontly different froa that of men.
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g FIGURE 30 i
4 , VALULE DIFFERENCHS ACCOUNTED IOR BY SEX E
d : Value Concept Pemales Males

o Ambition X

3 ; Loyalty X

; : " Prejudice X

‘Z E Compussion x.

: 5 Tolerance X

3 ; Conformity X

; Dignity " X

?, : Job Satisfaction X

) E Security %

li Success X

g Prestige X

é‘ Employeec Velfare X
£ Organizational Stability X k.
: - Social Welfare X
(; My Co-Workers X . '

My Boss X

] P : owners X
{ B Laborers
: My Company
5 1 Vhite Collar Vorkers
E Caution
: Compronise
= Conflict : X
, Emotions
¥ Equality
, Force
. i ’f; Govaornment

L I
<

L ]

Pronerty X

) Taic figuce depicts the 23 value concepts for which statisti- -
sty signifierrt dirferarscs veve noted betveen behaviersl k:

- —

ol

: E - roley ee oo rer st e ohiseilientions mele and female.
denobes & highar revking,
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Fifty-two percent of female managers were moral-ethieal,
247% were pragmatic, 35 had affect orientations, and 214
were mixed, Therefore, the differences ngted'above cannot
be ascribed to differences in their primary orientations,
The only conclusion can be that they seem to have adopted
th? above values more completely than male managers,

On the bz2sis of some write-in concepts provided by
some of the feuale reepondenﬁg, the higher ranking of con-
cepts such as Ambition, Success, Preatige,uand Lquality digd
not come as & complete surprise to the researcher, The writers
of these comments seecmed intcont upon impressing the researcher
with the feet that they were serious about their jobs, that
their performance deserved to be recognized, and thet they
desired advenccment. These remerks were interpreted by the
rescercher as further evidence thet the "equality for women"
movement was beginning to make its prescnce felt in New York

Telophore.

¢, Job satisfection. Twelve statistically significent dif-

ferences were observed between job setisfaction clessifica-
tions and the behavioral relevance retings of the value

concepta. These differences are sunmarized in Figure 31,

s e ke
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FIGURE 31
VALUE DIFFLRENCES ACCOUNTED POR BY JOB SATLISFACTION

Low liddle High

Velue Concepts Satisfoction Satisfaction Sutisfaction

Ambition - 0 0 X
Obedience 0 X
Leisure ' X 0
Achievenment 0o 7 X
Influence | - X 0
Profit Maximization 0 X
Social Velfare 0 X
Employees G X
Cusioners 0 o) X
My Company 0 X
He 0 X
Libversalisn 0 X 0

This figure depicts the 12 VElue CORCGpTs fOr WALCH Statisti~
celly significant aifferences vere noted between behavioral
relevence scores and the threc classifications of job satise-
faction. X denotes a higher ranking, while 0 denotes a lower
ranking. Vhere the rankings of two classifications were very
closc, both viere essigned an X or 0.

Pigurc 31 holds no surprises. 1t scems quite predicteble thet

the high setisfaction group would place greater importance on
fmbition, Obedience, Achievement, Profit laximization, Social
Wielfere, Employees, Customers, My Coupany and Me. Also, ihe
higher imporience placed on Leisure and Influence by the low

satisfaction group hardly seems surprising.

Naren s T BeTTET—
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were noted botween the variable of AT&T stock ovmership and

the behavioral relevance scores of the 66 vglue concepts.

The researcher inecluded this variable because the Company
offers management an investment plan which permits managers
to invest in either AT&T stock or an investment fund, with
the company matching the individual's funds. It was believed
that the managers who opted-for AT&T stock rather than the

invesiment fund might prove en interesting group.
W

Stockholders placed higher importance on Trust, Honor,
Security, Organizational Stebility, Organizational Growth,
end Iy Company. loa-stocikholders seemed to place higher im-

portance on Ability, Creativity, Empioyee Vlelfare, My.Co~Workers,

and Government,
Except for the apparent incongruity of placing high
importance upon both Organizational Stebility and Organize-

tional Growth, the velues emphasized by the stockholders fit

nicely with the stereotyped views commonly held about the
Bell System and New York Telephone., The higher inportance ,
placed on Enployee Velfare, lly Co-Vorkers and Governaent by
non-stockholders elso scemzed to be understendable, \that was
puzzling, however, was the non;atockholders' higher evaluation
of Ability and Creativity. In ettempting to gain some insight

“into the reesons behind the higher rating of these two con-
cepis the researcher talked with a number of manegers. The

coneral drift of these conversations wes to the effect thet

e e b e S
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ATEY stock had not performed well over the past ceveral years,

and enyone who had left their savings in‘etock either had not
exercised very good judguent, or did not hé&é thelinitiative
to take action. If this view is accepted: it might offer an
explanation of sorts for the rating of Ability and Creativity.,
The researcher finds this explanation difficult to accept)

however, in the absence of any other varieble sssociations,

can ¢ffer no alternative,
¢

es Level of formal education, To facilitate analysis of the

10 significant differences observed between this variable and
the behavioral relevance scores assigned the value concepts,
formel cducation was divided into threc clessifications:

1) highly educated (some graduate work, graduate degrees, and
work beyond masters); 2) college educated {some college and
undergraduate degrees); and 3) less educated (grade school,
gome high school, and high school).

Using this claessification it was noted that the less
education the respondent had, the more importance he/she
placed upon Caution, Security, Trust, Organizational Stabil-
ity, end ily Co-iorkers. These results happen to coincide with
obgervations made by the rescercher, and seem to be reasonable,
The nore education & manager has, the more confident he seems

to be ebout finding other employment at comparable pay. The

‘more highly educated manager.also impressed the researcher

us the individusl who was generally looking for bigger and

better thingss with the compeny insofar es cereer progrescion

|
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was concerned. Less cducated managers, on the other hand,

gave the general impression of being more intent on peaeserving
what they had. The rescarcher, of course, is npeaking in
generalities and there were obvious exceptnions to what has j

been said ~ less educated managers who were performing : -

admirably end justifiably looking forward ta future pro-

motions, a&s well as highly educated managers who had progressed

as far as they will go and who were intent on simply holding-

! on.
The only other consistent diffcrence noted occurred in
f- ?3 the valuation of Employees., Ihe more education the manager
Ji Eg had, the more importence he seened to place on this concept.

This result was unanticipated by the researcher, It was
ff }, - expected that the less educated managers would identify more
;; o closely with the concept than the more highly educated indi-

4 Ef viduals, who would be more ept to consider themselves pro-

fessional managers.
Other differences noied were that college educated

managers placed slightly more importance on Autonony and

Influence than the highly educated managers, and both groups
placed more imporience on the concepts than the less edu-
f; cated nmorggers., It is not knowm why the college educated

group placed nmore importsnce on Autonomy end Influence than S

the highly educated group, but the fact that these two groups
eitirer represent higher menagenent or individuels aspiring

Lo higher menagenent, might explain the difference. . i
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The more highly educated end college educated groups
gave similar ratings to the concept Customers, but it was
the less educated group which geve the'concppt the highest
rat{ng. This probably dmn he explained by the fact that it
igs the lcss eéucated group which; for the most part, must
deal directly with the custoner,

Bothh the less educated and the highly educated groups
valued the concept Iy Conpany more highly than the college
efucated group. The reason for this difference is not reedily
understandable. Onelguess might be that a nunber of the
menagers in the college educuied group included in this sanple
heve reached that point in their lives where they ere ques~
tioning the wisdom of the careers they have chosen. Conmuents
of this nature came out in several in%érviews, but are not
substeniiated by other indicators such as job satisfaction

geores.,

f. Years with the company. Seven significant differences

were noted botween classifications of this variable and the
ranking of value concepts. The under two years group figured
in two of the differences by placing less importance on Trust
and Organizetionzl Staebiliiy. The lower renking on Trust can
perhaps be ettributed to their léck of familierity with the
orgenization, and that for Orgenizational Stability to the

faet that they are looling forwzrd to advancement and one

of tho surest ways is organizational clunge, Predictably,
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managers with over 30 years with the company place highget
importance on Organizational Sfabilit&. ‘ ! ‘

Managers with over 30 ycars also placed more importance
on the concept Stociholders. They vere followedlclosely in
their valuation by nmanagers in the 10;30 yearé ELOUDPS . Mhn-
agers in the over 30 years group also-placed the hiéhest im-
portance on Security, but shared'their emphasis with menagers
in the 3-5 years group. The emphasis of ithis lattgr group is
thought to be essociated with the fact thay this périod hor-
nally includes that point where tﬂe managér rcaches his first
serious crosaro.d concerning His carcer. It weuld be during
this period that he decides t¢ stay with the-company, and one
of the more important ressons for staying with New York
Telephone (emphasized by the company).i; security. |

Managers with under five‘ypara and ove£ 20 years with
the company place the highest importance on Ca?tion. These
two groups probably represent'both ends of the spectrum =~
those who want {o stey out of tropble because theb are just
sterting out, and thosec who want to stay out of trouble be-
cause younger uen are pushing, and retiremgnt'is not that
far avay. o |

The rating of Cooperation is different than éxpegted
by the resecrcher, lanagers in the 11~1§ yeérs group pleced
less importance on it than any: of the-otﬁer Eroups. Thex
only explanchion the regearcher cen offer is that this seens

Lo be the point, juésing from conversations with different

]
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R mnnageré, thet as individualg they scom'to extend themselves }
|

{

|

most to &ucceed. It could be at thzs po;nt in his carecr

he ind1v1dua1 is most strongly onvinced that Buccess

relies primnrily on his indlvzdual efforts. ' [

Hone of the manageés valued the concept fower too highly,
but of the diffnrentlgroups, the 6--10 years group seemed 1o
pléce the most importancehﬁpon it, It night be that at this
p01nt they ere beginning to asplre to the levels for which

they strive in' the 11-15 year period.

& Yeerly inceme.. The five Qiffcrences accounted for by the

varieble yearly incomé all reflect emphesis on concepts by

e 5N i e e e,

managers at tnellower end of ithe income scale., In three of

- ; 'the five céses these ‘same differences are seen reflected in
.:)( ) -Aifferences accounted for by classxflcations of organizaetional
: level, vhile two are not., '

o ) The three mirrored by organizgtionél level are Security,
é‘ . | Employec Welfare;.ana Caution. , For these three concepts, the
" higher %he panager's incohe or organizetional level, the less i
importence he attaches t; these concepts. The apparent

‘ reagons for ihese veluations are the same as have been pro- i

poséd for thq differences accowted for by orgenizational ;
level clesgifications, Although a gcneralization, it woulad : f
seem the nore succeastul en individual, the more confidence

he eppears to.have. Insérar &8 Empléyce Welfare is concerned,

ve sce an interes ng deviatien. Enphasis decreases with

F Tl s S i bt e
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each increcse in szlary level witil we hit the $30,000 level.

] {
: .




284
At this end higher levels, there secens to be renewed emphasis
upon this concept., One night conclude that once a certein '
level oi success end affluence is achiévcd,’aensitivlty to
Employec Vlelfare is reawnkened.:

Vith the concepts Social Welfare and Compronise, the
differences between yearly incone and behavioral relevance
scores are not significently reflected with the variable
organizetional level, ilanagers carning less then $12,000
pexr year place the highest importance on both concepts;
however, wherees for Soaniml Velfars the emphasis decreasegs
as income increases, mshagers in the §12-15,000 bracket
place lowef importwlce on Compronise than manegers in the
$15-25,000 group. The ouly possitle explanation that the
researcher can offer for the veluction of Conmpronise is thet
nanegers in the $12-15,000 group do & good part of the battling
with the unions, Serious issues are normally resolved between
their suporiors and union officials, and quite often end in
sonme sort of & compromise. Such compromises are generally
resented by the forenmen, who.view thenm as erosion of their

authority.

h. Age. TFour significant differences were noted between the
behavioral relevance scores of tﬁe value concepts and the '
classifications of the verisble ege., Younger managers

(under 30 years) seem to place highcr importance on the

concepts Influence end Conflici, and less importance on the

coacepts Organidaotionel Stability end Owners. lianagers over
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50 years of age appcared to value Orgunizational Stebility
highest, & rating which is reflected in equal aiphasis given
the concept by managers with over 30 yeargrw{th the company,
and individuals with over 20 years' total time as managers.
The emﬁhasis of young managers on Conflict is reflected in
thg high rating given thnot concept by individuals with less
then two years' total time as managers.

The researcher is of‘th%'opinion that the ratings on
Orgonizationsl Stability, Conflict, and Influence might
reasonably be expeeted, It is not knovm, however, whether
the low emphasis on Owmers cun simpiy be attributed to the
fact that the yow.g have not had sufficient time to accumu-
late holdings of their owvm, therehy identifying more closely
with the concept of owncrship, or if this is perhaps an in-
dication of the so-called generation gap. This would be a
tempting conclusion, besed upon the cormmune philosophy
adopted by some studente and given so much ettention in the
populelr press. However, such a conclusion hardly seens to
be warrented, On the cbnt}ary, the resecarcher feels obliged
to point out thet therc appcears to he no cvidence of the

generation gap in the date,

i, Total time as a manezer., Bight significant differences

were rnoted between behavioral relevance scores for vealue
concepts and the classifications of the veriable totel time

28 o menager, Four of these differences were reflected in

L
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siniler signiticunt differerccs for the variable years with
the company. lanagers with less than five yoars‘and over 30
years' experience as managcers placed the most emphasis on
Security, This emphasis wos also apparent in years with the
company., Orgenizatlonal Stability was considered more im-
portent Ly individuals with over 20 yecrs as managers, whereas
menagers with the company for over 30 years gave it the highest
rating., Illany of these respondents aré the same indiviiuals,
heving spent time at the craft level before being promotea to
nanagement, The same holds for the rating of Stackholders'hnd
Caution, For the forner, iicividuzls with less than five
years &s menagerc placed less imporitence upon i4, while for
the latier, individvals with less then five but more than 20
years as nanagecrs assigned it-the highest importance,

Kot reflected Ly the yeers with the compeny variable
were significent differences in the rafings of Prejudice,
Ky Co-~ilorkers, Labor Unions, and Conflict. Individuals with
less than two yeers and more than 30 years' experience ag
mencgers seencd to place less importance on Prejudice, while
those with 21-30 years' experience secned %o place highest
importence on it. Individuals with 16-20 years' mansgerial

experience seen 10 place the most euphasis upon Ny Co-Vorkers,

vhile individuals with less than 15 years' cxperience seem 1o

plece less inmportunce on Lebor Unions, The emphasis on Conflict

by individuals with less than two years' managerial experience




T L £ e e AR ) s 4 A Ta f ke ST A i n e vme e arme s

287

ijr vias not scen in years with the company, but wes observed for 1

; , nmenegers undor 30 years of age,

~' Besed upon differont conversations witp various managers
in New York Telephone the researcher camnot help but:-wonder
if the higher rating of Prejudice by the 21-30 yeer group
does not refleet that at this point in their careers many

. menagers reslize that they have progressed ss far zs they

| ever will within the organization, and Prejudice might bve

& rationalization of why they hed not/ecre not going further,

It night also be that by the time they reach 30 years, the

wisedonm that comes with expcrience has enabled then to assessa

a the situation with more objectivity. The lower importance

essigned 4o Labor Unions by individuzls with less than 15 - i

e ek i L
7

(' years' manggeriel experience is interpreted to reflect the : i
fect that these z2re the individuwals vho mﬁst deal with the

wnions on & daily basis.

Jo Time in present position. This variable was included

beczuse the resecorcher obscrved that a number of mansgers

with whom he talked had been in their present positions for

| whet seemed vnusuelly long periods of time, He wented to see,
therefore, if any significent differences might be attributed
-t0 this factor. Three significant differences were noted
with this variable. |

. Narogers with over three years in their present positions
neerned o consider Agsressivencss less important than those

vith less time in their posiitions. Those in their present
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positions for less than one year scomed to place less cm=
phesis on Prejudice, and minegers in their present positions
for less then one end over five years scegéé’%o place greater
importarice on My Coapany. Prinarily because of personal con-
vietions, the researcher would tend to consider the ratiné of
Aggrceaiveness the most significant in this grouyp, If ves
his inpression throughout the study that the interests of the
company and those of its manggers might be better served if
there were more shifting around of personmel. Except in
unusuel circumgtences, it would seem that enyone in the same

position for more than five ycurs would tend to go'somewhat

stalé.

k., Qollege major, Only two significant differonces were noted

between the bLehaviorsl relevance scores of velue concepts and
the clessifications of the variable college nejor. These
differences involved the concepts Conformity and Equality.
Science anajors seciied to give Conformity the lovest rating,
which gppears consistent with the rature of scientific edu-

cation, Also, one cennot be too surprised by the fact that

‘Nath and Engineering nejors seemed Lo place low importence

on Equelity. What is sweprising, however, is that Business
Administration majors also rated Equelity low,. ‘One tends
to group Business Administretion with the Social Sciences,
which assigned'the highest rating to Equality, but appar-

ently this is not Justirfied.

TR e e Dkt ot SRl T
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4. HYPOTHESIS 4 :
Therc is 1o statintically significant relationship
between personal and organizational veriables and
organizationel (operative) goals,
As anticipated, we must rejoct this hypothesis. In
enalyzing the data 61 significant differences were noted 1
between personal and organizational variable classifications ]
and the behavioral relevance scores of the goals. Thirteen
of the differences were gccounted for by organizationel vare )

iables, and 68 of the differences by personal variables,

i

a. Orgenizationsl variables. Organizationsl level, previous

work in other deparinmcits, present depariment, company manege-

ment training program, number of employees directly super-

vised, and number of enployces wnder overall supervision

accounted for the differences in the reting of the goels.

No differences were accounted for by previous work in the

three nejor line depertments, line-~-stedi position, nor geo-

grephical area.

(1) Organizetional level., PFirst level managers scemed
to place greater importence on the following goals:
va) GBE-3 (Plan and Provide Equipment end kleans

for Beot Possible Service) — 2nd
ranked goal.

(b) GE-7 (linimize Customer Complzints to PSC) .
~ 11th ranked goel,

(¢) B&5-7 (Value Enployces as Individuals and
Members of Te&a) — 6th ranked gozl,

(d) Y&s-14 (Job Security) — 19th renked goal,

LOTw:  the identifiers G2 and FOS revvesent Generel
Efficienyy cad Icople & Society -« desigmetors which ere
utilized in Part I1I of the questionnaire,
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The apparent intcrnalizétlon of thesc four goals by
figat level nenagers geens to owe its'opigin to four diffeor-
ent motivations. Pirst, their apparent stress on the socond
ranked goal (which is consistent.with the first ranked offi-
cial goal) appears to stem from the company's enphasis upon ‘
this goal, and their personsl conviciions that the company is
not investing the capitel that is needed to upgrade service
to the levels desired. 1It, therefore, combines a straight-
forvard with a reverse twist notivation. The latter notiva-~
tion was errived at by the reccoviher after nwierous con-
versations with first level nmanegers, In fact, 2ll levels
of nemegerent appeared concerned with the amount of invest-

nent required to upgrade service. However, it is the first

level manzgers who are closcst to the equipment end who feel
8 ﬁ the need most acutoly.

The emphasis on ninimizing customer complaints to the

k Public Service Counission, on. euphasis which wes shared by
second level nenagers, seems to sten from ihe fact that these

B
it ﬂ are the individuecls who are under the gun, who cztch blazes

when compleints are made. These are the nen and women who

1 have to ensure that the situciions causing the complaints

are rectified.
'the enphasis on respect s en individuel and teen member
is thouzht to be a fairly co:mtzon nenifestation among lower

cehiclon senbers of large orgonizations, '

el
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The cnphasis on job security scoag directly related
to tha previously established valuation of security by lower
level, less cducdted managers, As a gfoup,lthese rien are
more apprehensive ind less sure of thémselves and their
ebility to gain enployment in the outside job market.

(2) Previous work in other depurtments. = The more
other depariments a mensger has worked in, the more he seecnms
to value the following goals: .

(a) GE-3 (Plan end Provide Egquiprent and Means
for Beot Possidle Service) o~
renked 2nd,

(b) GE-4 (Eewn Iiighest ROR the PSC will Permit)
~- ranked 16th. ’

(c¢) P&S-13 (Renain Ethical in Dealings with the
Community) — ranked 15th. -

The valuations of these goals appear to reflect the
broeder perspectives of nenagers vho have approached the
problems of the com;ahy from the viéwpoints of planners,
freed from the pressures of deily operating decisions. They
recognize the inportence of investing in improved serviee,
of raising ihe rate of refurn to facilitate this action, and
in mainteining the confidence of the general public so that
the company night operate without increased intervention

by reguvlatory agencies,

(3) Present deparitment. Neanegers in the three line
deparinenis uppear to place higher importence on the goal

Gi-2 ("o Provide the Best Poscible Service to the Customers).
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Since this is the first ranked official as well as operative
-goal, its high rating by the thre& najor line depurtmentq
seens to indicnte that the orgenization ig ﬁ;oceeding in
the prime direction desired. |

The other goal, GE-12 (To Achicve Service Indices which
are Conapetitive with those of other Compenies in the Bell
Systen), was velued more hipghly by manzgere in the Traffic
Deperinent. The higher valugtion of this 21st ranked goal

by Treffic managers appears Lo reflect the primary service

misoion of this departuent. What is interesting to speculate
about, however, is why this concern shows up in e desire to
be competitive with other compunies, especially wvhen one

recalls that this same department placed higher veluetion

on Rational end Caution.

(4) Compeny menagement training progren. Graduates

of the Ialtiel iicnagemont Triining Program (IlDP) placed

lover importance on two gosls than non-geacduates. These ;
goals werc GE-7, the 11th rented goal dealing with mini- '
nizing customer conplaints to the PS5C, and P&S—~14, the 19¢h

raniied goal Gealing with job sccurity. Since the IMDP progrem

has only been in existence ahout cight yeers, its graduates ﬁ
range in experience fron one to eight yecars. All are college

greduates, Their lacl of cmphesis on nininizing complaints

to the PS¢ prodebly refleets the fact that except for the fow

in ihe firet veors with the compony, nondé of these managers

mre vorking os {irst level nancgers. Their low eaphasis




B e T

rgaT e 1)

e

e

o e T

LRl T e AN bl e L T ST ez ey,
ik LT t

QERCE S Dot o se beyna s Lt i

e

TR

oy

LT

et d e

o S,

293

on job cecurity likewise is probably a reflection of their

relative youth and college ecducations,

(5) Munber of employecs directly supervised. Those
nanagera direetly suporvising five or less employees plezced
greater importance on the g£oal P&G-11 (Provide Jobs within
th; Comnmunity) than nanegerc .dircctly auperéising lurger
nwabers of employees, This rating soemé to conincide with
a sinmilar rating by manegers eerning under $12,000. ihat it
_probably refleets is the presonce in this group of individuals

ftechnioally clasgsified as nevajcaont, but performing supportive
roles which &o not require then to oversce the efforts of
large nunbers of cmployecs. This supposition, however, is
net reinforeed by & similar rating with the variable, nuwuber

of employecs undexr overall supervision.

(6) KNuaber of employces under overall supervision,
The nore caployces under & nhansger's overall supervision,
the less imporitsnce he/she secaed to place on P&S-14, the
goal decling with job security. This finding is consistent

with obsexrvations about the values concept Securiiy.

b. Pérsonnl Variablegs. Sixty-eigat significent differences

were noted beltween persorel variable clessifications and the
behavieral releovunce scorcs assigned to goels, As with value
coanccrpts, the lurgest nuabers of significant differences were
atsribvated to prinery orientaiion (18) end sex (13). All of

thz rosaiy

T

1in,: vistdebles oo unted for three or more difierecnces.
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(1) Primary orientation, Figure 32 presents the 18
gocls for which significant differcnces were/gccounted for
by primary orientation classifications. As can be seen from
the figure, moral-ethical orientations placed higher importance
on 14 goals (shared with affect orientations on three of the
goalsj, pragnatic orientations placed higher importance on
two of the goslr end affect orientations on five of the goals.

With the ... tions of C1-2 (Service) &nd GE-9 (AT&Y
Dividends), the goals valued by moral-ethical orientetions
eppeer to be primarily employee and society oriented. The
soame is true for affcet oricntations. Praguatic orientations,
novever, cre 2 different story. The two goels valued highest
among thoso which had significont differencés, GE-4 (Rate of
Return) and Gh-5 (Scrvice Indices), are very concrete, busi-
ness oriented goels. Also, every one of the 12 goels rated
low importance by prazmatic orientations deal with employees
or society — none pertaiﬁ ¢irectly to0 "business®,

(2) Sex. In light of the high importznce placed on 26
of the 28 value concepts for wvhich significant differences
were noted between behavieral relevance scores and the clase-
sifications male and feuale, the relative renkings of goals
cone &8 little surprise. Of the 13 significant differences
noted, female managers placcd higher importence on every single

goal, These goals wore:

s

A e
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FICURE 32 i
SUMIZARY OF GOAL DiFFERENCES ACCOUNTED FOR BY PRIMARY ORIENTATION

GOALS
‘ ‘ FORAT~
"3 RANK DESCRIPTION ETHICAL PRAGMATIC ARFECT

1. GE~2 Provide Beat Pogssible . _
serVice.oto'ooooooa0oo¢ooac X ) 0

3. P&5-4 Promote on Achievement and

} \ capabi]ity'..“.‘.lCO....OO x o
y 4. P&S-5 Develop LmployeeS.esieeeses X 0 ) :
B 6. P&S-7 Value Employees as Individ- i
. ual and dembera of Tesm.... X 0 X ; ‘
7. P&5~12 Fair Treatment and Reconct :
as Individuals..cveooironne X 0 ' .
9., P&5-2 Xquitable Fmployee Compen~ ;
sation.‘0..'..'00.0..0...'. x o ; R
4 14. P&S-1  Provide lmergency Services ; 3
E to Community.--....-.....-c x O : S
(. 15, Y&S-13 Remedin Ethieal in Dealings ; )
- . with the Communityessieesee X 0 X E 3
5 16, GE~4  Earn Highest ROR the PSC .
, will Permit.cveveenceconnns X o] ‘ -

17. P&B-9 Pay Compurable with other

i Firms in the Statevsies.sss X 0
. 18, GE=5 Service INdiceS,.eessevncee X 0
. 19, P&S-14 Job SoCULit¥esessnonssosse 0 X '
: 22, P&S.-6 Protect Enviromment...eeee. X 0
3 23, P&S.15 Satisfly Hygenic Factors.... X 0

24, Gu~9 Con ribute to AT&T Dividends X 0
25, P&5-11 Provide Jobs in the Communi-

tytbttt00.....".0..0'-..0! X 0
26. P&S-8 Assist Disadvantaged....... X 0 1
27. P&3-3 Participate in Community

ActivitieSeisieeivnenssoanens - 0 X

. TR TITEU P deplets the 18 goalc Tor which Statisticelly Sig-
\ nificenc differencen srere noted betweon behavioral relevance
co ot and prisary orientation elaseilicationg, X denotes a

Bigoe camddng, widle O denotee & lower roauving.  Where tte

l('.
cadiko,n ol toe ericntations wore voery c¢lose, both were as- ) 1
sicued on X, : r




¥ Gi-4  (¥arn Highest ROR) — ranked '16th overall L

. ¥
* GB-6 (Earnings Growth) — renked 12th overall \ |
» (B9 (ADET Dividondg) e renked 24th ovcrall }

¥ GE-10 (Profits Competitive with bthor Be11 System - ! :
Conpenies) — ranked 20th overall p

% (1-12 (Service Indices Compeiitive with other Bell .
System Coupanies) -~ ranked 21st overall

* P&S-2 (Equitable Employee Compensatmon) -, ranked ~
9th overall p

* Pes~6 (Protect Environment) —- branked 22nd ovgrall’. [
% P&5-8 (Assist Disedvontaged) — punked 26th overall i

% P&S~9 (Pay Comparable with other Firms in State) % g
~— ranked 1731 oversll _ ‘ ! - :

% P25-10 (Recognize Innovation and Achxcvement) -
renked 8th overall !

N T * PeS-11 (Jobs in Commmity) —- ranked 25th overall ' )
,k L % P&S-14 (Job Security) — ranked 19¢h overall ' o ,

! L
E % P&S-15 (Satisfy Hygienie Feetors) — ranked 23rd | o
| overall |

:f ;j . ' In cxanining these gozls we night first Qote their ' )
relative roankings. The highest ranked gogl was eighth . .
(P&S-10) and the lowest renked goal was 26th (P&5-8). Two C T
of. the goals were in the first category, mgximizatioh crin

{ g teria, five were in the second catcgory; associative status,

all four of the intended category were included, ené the

rengining two were low relevance goals.

Tho content of the goals ranged fzon emphasis: on the' '

rate of return ezrned by the conpany to protec%iné the

2t e
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\environmhnt end aiding. the disadventaged.
|

In attempting to
. analyze the slgnificance of these ratings one cennot help
t

but notice thiis wide variety of emphasis, chd apparent lack
| of pattern. ‘hat geems to exist here is further indication

that wonien ere more suocessful at internalizing not only

thg values of un organxzathon, but also its goals., It must

be remembered that male nenagers did not place significantly

hivher inportance on a alngic goal, vhile the higher emphasis

of females was azgnificnnt for 13 goala. Fen ale managers, at
_ ' the very least, appear norc aware of conteinporary 1ssuea,

seen to have internalmzeu the off~c111 goals of the organiza~
1 ' !

tion more completely than' male managers, and seem nore con-

3
i ‘cerhad over issues dealing with employee welfzure,
SRR

L : . i
(3) Time in'present position. §ix significant differ-

; ences wdre noted betweenn the behaviorzl relevence scores of
2 N !
.' -

i the gorls and the.classififationé of thi§ vargable. In one
.8 E ‘ " manner or'anotherf all of the differences reflected lower

; retings of the gozls py nencgers with less time in their

; _present positions.

3 Goel GE-9 (Contribute to ARSI Dividends) received a
i . lower ranking by managers who hdve been in their present
( o

positions for less than five years. " Goal P&S-2 (Equitable

Pay) wes corsidered less inportant by managers with less

, . - o
3 5 thtn one year in their present p031t10n.

On the seme theme
!
£ as P&S ~2, goal P& S~9 (Conmpareble Pay) was also congidered

i '
} !
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less important by mmnagers with less than one year in tﬁeir
present poaitionsa.

Menagers with over three ycars in their present pogi-
'tions, on the other hand, placed higher importance on P&S—~13
(kRemain Ethicel in Dealings with Community), P&S-14 (Job
Security), end P&8-15 (Satisfy Hygienic Factors). _

The apparent lack of emphesis of managers fclatively
new to their positions o goals dealing with pay might reflect
the fact that they may have received inereases on essuning
thelr new Jobs; that they find the tusl: of mastering a new
Job so challenging, pey is a sccondary consideration; or,

more probably, a coumbination of these points. These con~ i-

siderations would also go elong with their lower ratings B

of the job security and hygienic factors goals,

The higher emphasis of long term position holders

K EY Nl

on the importance of remeining ethiezl in dealings with
B F ' the community might well indicate that the longer a mansger

is in a position, the greater is his concern for the cou-

;; munity he serves. The higher emphasis on AT&T dividends {
{ by menagers in their prescnt positions for over five yezrs ‘
is thought to reflect the fact that individuals falling in

% - this category ere more apt to be long service foraman, many

f.'; ¥ of vhom ere AT&T stockholders, This seme emphasis is epparent

with the latter growp. )
(4) Years with the company. Three significant dif-

forences were noted in goal rating and claessifications of
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thic variable. For some reason which is unoxplainable by
the rescarcher, managers in}tho 6~15 years categories place
less importance on goal GE-2 (Best PoaéiblelService) than |
menagers with leoss or more service, Hanagors with over 30.
years and those with under five years appear to place the
highest importance on this goal, Perhaps it is that the
younger group has beon nore receptive to the company's re~
neweé caphasis on aservice, and the over 30 yoars group
represents the "old time telephone nmen" who, according to
them and some retired manegers interviewed, took great pride
in the quality of telephone scrvice provided by the company.

The longer & ncncger has been with the conpany, the
more highly he asppears to value goal GE-4 (Highest Rate of
Return the PSC will Permit), This emphosis is also apparent
in the valuations of the gogl eccording to ege and AT&T stock
ovnership., It is difficuld to state whether this cnphesis
comes with longevity, or is indicative of & noew treed of
meneger., If the letter is the case, New York Telephone will
have 2 difficult roed shead,

4 similar trend wes noted in the rating of goal GE-6
(Barnings Growth)., In the valustion of this goal managers
with over 30 yeers with the coﬁpeny seve it the highesf
reting, while menagers with under five years' scrvice gave
it trhe second highest rating.

(%) Total time &5 & manager. Three significant differ-

enecs were noted between the rating of this goal and the

D N o e on e el
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clasgification of the varirble. Reflecting somewﬁat the !
rating of Gi-2 by ycarslwith the compony, managers with 11-15
years' managerial experience pleced leas im§;¥tance on GE~T 3
(dinimize Customer Complaints). Managers with less than . five
years' nanagerial experience, contrary to their valuation of
earnings growfh, placed less importance on GnN-9 (Contribute

to AT&T Dividends)., ‘Finally, individuals with 6-15 years as
nanagers placed less importanse on P&S-14 (Job Security).

It is sugpgested that the apparent contrédiction of the
low rating of GE~9 by manzzers with under five years! éxper—
ience might reflect a beliui by these individuals that ~vapany
earnings should be reinvested in the company. This suggestion
is based upon conversations held with younger managers.

The low rating of P&S5-14 by individuals wiih 6~15 yeers
es maznagers is consisient with the rating of the value con-—
cept Security, Apparently uenagers at this point in their
careers believe they are at the peell of their abilities, that
they 49 not huave so much invesied in the retirenent program
that they could not walk awey from it, and that they can com-
pete in the job nariet,

(6)

noted between the ratving of the goals and the classifications

Yearly Incowe. Four significent differences were

of this veriable, In ell of these differences, managers

carning less than $12,000 placed more imporitance on goals

ihan nonagers earning higher salaries,
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Ménagcrs with yearly incomes under $12,000 placed more
importance on GB~7 (MHininizing Customer Compluints), P&S-11
(Jobs in the Comaumity), P&5-14 (Job Security), and P&S-15
(satisfy Hygienic Factors), ‘The motivations behind these
ratings appealr to be straight-forward, With 94.9°% of this
group conposed of female manugers, the ratings are sinmilar
to those of goals by sex classification. The one exception
is the rating of GE~7, which was rated similerly by male and
female managers. )

(7) Level of formal education., Ais with the discussion
of Yalue concept differences cssociated with this varieble,
three different classifications were used: less educated
(grade schocl, some hizh school, end high school); college
educated (some college end college dcgree); ond highly edu-
cated (some graduate work, graduate degree, and work heyond
masters degrec), Of the six sigmificant differences noted,
évcry goal received less enmpliesis by the highly educated
group. *

Goal GE-3 (Plen end Provide lieans for Best Service
Posaible) was rated highest by the college educated group;
GE~7 (liinimize Custoier Complaints) wes rated highest by the
;ess educated grovp; GE~11 (Decreese Operating Costs Througn
Greater Efficiency) was rated highest by the college educated
group; Pa3~5 (Develon Employees) was rated highest by both
the college cducated :nd the less edu;ated group; P&S-8

Ziscict Digsadvontazed) wes reted highest by the less cducated

~
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group; and PLS-14 (Job Sceurity) was rated highest by the

loss cducesed group.

The high rankings by the less educated group appear

to bo consistent with what has clready been discussed;

howrever, the eppurent low emphasis by -the highly educated

group on goals GB-3, GE-11, and P&3-~5 is not so obvious,
Phe researcher con offer no explanation for these low rat-

ings, since he was unable to identify end interview uembers
of this group. This wes a2 penalty of ensuring enonynmity for
the respondents,

(8) Collexe major. Three significont differences were
noted vetween the rating of goels and the clessifications of
this voricble, Science end Neth mejors placed nmost importance

on P&S-2 (Lguitable Pay); Liberal Arts, Business Adainistration,

and Science acjors placed the highest importance on P&S5~5
(Develop Maployees); mnd BEngineering, Science and Hath majors
placed the highest imporience on PiS-10 (Recognize Innovation
end Achievement).

(9) Age. Besed on whal ha

hus been discussed previously,
therc were no surpriscs in the three significant differences
noted beitween the rating of goels and the classifications of
ege. Longgers wder 35 yecrs of age placed less importance
on GE~4 (Rate of Return) and GE-6 (Zarnings Growth), while

managers 59 years of age and older placed higher importance
on P&S~8 (Assist the Disadvantaged).

s




e el

303

Yhat was pedhaps e ild swprise waé that the yowger i
managers, o8 & grouv, placed tho loviest gmphasis on P&s-8. |
At the start of the siudy it wos suspocted tﬁnt this goal
pight poseibly give some indication of a éeneration &aep, but

this definitely was not the case,

(10) ATR&T stock ovmership. Six significant differences

i % wefo noted beiween the rating of the gozls and the classifi-~
- Fi cations of this varisble. Stoclholders placed higher in-

EE portence on GE~4 (Rate of Ret;rn), GE~6 (Eernings Growih),
| GE-10 (Profits Competitive with other Bell Companies), and
' P&S~14 (Setisfy Hygienic Fretc.u). . Kon-stockholders, on the
otner hand, placed higher importance on GE-~2 (Best Pogsible
Service) and CR-5 (Service Indices),

Stoclholders appetred interested in increcascd dividends;

—

hoviever, in the ebsence of similar emphesis on goals dealing

with produciivity, one caznnot help but wonder how much more .
efTort than non—-stoclliolders they would be willing te expend

:; ‘ in pursuing the profit gocls. he emphasis of non~stockholders
on service is an interesting development which, along with the
] lower enphccis on the profit goals, cculd indicete & lack of
concern over profit and loss considerations. Further investi-
gation slong these lines night be warranted for the coapany —
with the thought of perhcrs nalking investment in AT&T stock

nore avtractive for iis managers.

g (11) Job satisfuctionrn. The ihree significant lifferonces

wated between the rating of goals and the three categories of
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job satisfoction are interesting from the viewpoint that the
- niddle 505 placed the least importance on each of the goals,
Menagers in the high satisfaction group placed highest
importance on GE-7 (Minimize Customer Compleinte); those in
the low satisfaction group placed highest importance on GE=-11
(Doocreese Operating Costs Through Greuter Efficiency); and
both high and low satisfaction groups placed thé highest im-~
A portance on P&S-5 (Develop Employees).
The emphasis of high setisfaction managers on minimizing
] customer complaints appears to be what it secems. The enphasis
f i by low satisfaction managers on GE-11 and P&S-5, however,
might be further manifestations of the previously discussed
reverse twigt, Conversations with managers in this group

gave the reseercher the impression that these memagers (paxr-

BRI 1ol Ly et o et e e

ticularly first level managers) believed that the company
did not devoie enough attention to training, perticularly
.i ; ' technical training for foremen. The emphasis on decreasing
operating costs, on the other hand, might well be a reaction
by lower level managers to what they believe is an ever pre-

] sent enmphasis on efficiency.

5. HYPOTHESES 5 & 6

There is no difference in the valuation of operative
- goals between highly effective and less effective
gub~units,

There is no statistically sipgniflcant difference in
tho persontl velue systems of menegers of highly
effective and loss effective sub-units,

P
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iur An expected, significant differences were observed in

the rating of value concepts and gouls by comparable sub-

unita., Therefore, the hypotheses cannot belaccepted.

The extent und nature of the differencés, however, did
not approach what the researcher viowld heve desired, par-
ticularly with the goals. In retrospect, it appears that ]
the rescarcher was looking for veimier control from an ingtru—~ ;

ment designed for gross noosurenctt, Specificity had to be

foracken in the sclection and wording of the goals on the r

gqueationneire so that they wouwld be suificiently universal

e o L AP Rl el it o R A

40 be nmeeningful to the broad winge of manzgers in New York

Telephone, A4s a resuliy, the iastrument was not as sensitive ]
’ -

-2y

3 . to diffexrences in comparable sub~units es was needed to perforn

g2 nmeeningful anslysis.

f} g, Bronx Commercial. This anslysis, which had ag its ob-

TR

Jective the identification of eignificont differences bettreen

3 - the highly effective Southeri Distriet and the less effective

Northern District, provided ninimel insight into the two sub~’

TR

e ant:

units,

Using the “othor" catcgory of menagers &s & control

[radtie ot

3 ; group, significant differcnces were noted for only three

B

rﬁ velue concepis and orxe goal. '"Other" managers placed the
highest importance on concepts Trust and Autonouy, end on

Gorl GE-1 (Productivity Indices). lLienagers froa the high

Ca et e

woeforiniv g Sovthern District plresd the least importance

; oo tigust oend Culenony, while these of the Worthern Distriet
i vy
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gave the lowest rating to the gotcl denling with productivity
indices. The veluce concept Oriunizational Growth was rated
highest by Northern District monagers, wﬁilolthe Southern .
District gave it the lowest rating, In line vith this last
rating, it might be of interest to note that the Horthern
District had experienced the greatest growih of eny of the
Districts in the Division.

Adlthough significant differcnces do not reveal much,
en anclysis of goels wvhich di}fer by nore than five relative
ranking pleces does provide some insight, Figure 33 presents
this information end condrasts it with the overall rankings
of the goals by the wotal sauaple of New York Telephone mun-
agcrs. Notice thet the Southern Distriet eppears 1o place
higher imporiance on gonls dezling with profits (GL-10 and
G£-¢), productivity (Gi-1), and pay (P&S-9), while tae
torthern bistrict sppears to place heavier emphasis on ei-
ployee (P&S~7, B&8~12, PLC-10, and P&S~-15) and society
(P&S~1, P&S~13, and P&ES-C) contered goals., The greater
enphesis plasccd upon PEL-L (fLssist the Disuzdvanteged) by
the Southern District sinogers night well reflect the sig-
nificently lerger proporiion of neabers of this socio-economic
group residing in the arce served by the Southern District,

Further exeminution of gowlds not included in Pigure 33
reveals & consistent relutive caphaoic on productivity by
Southern nan-mors, while Nerthorn nonggers are equelly con=

e oan choir earhonis o eomloyee centered goale,

PR S
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FIGURE 33 ' : 4
" COMDARATIVE RATNKING & UEHAVIORAL WRLNVANCE SCORES OF GOALS ;
' OVERALL
GOALS . COLIPAKY  NORTH SOUTH
GE-10 Prolite Competitive with :
other Bell Bystem Companies.. 20/31,7  21/22%  14/424 1
P&S~7 Value Baployees as Individ- 5
unls and Tecm Members,....... 0/42;2 15/33% 6/50% p
P&S-12 Pair Treatment and Reupect 1
as IndiViduﬁlSooooooonnooocnc 7/41‘;‘ 4/56% 12/42% ‘5
P&5-10 Recoguize Innovation and ,g
Achievement,eseessrnesenosaee B/415  10/445% 19/33% ,
6Z-1  Productivity Tndicem......... 10/39 22/N%  11/33% é
Ci3~7 Minimize Customer Compl-intu ;
to PSCoocacot-ooooouoonna-on' 11/39;:' 6/44;'0 15/42% l"
P&S-1 Provide Pmergency Services f
30 COmaunityeeevesnsecoceasss 147375 18/33%F  25/115% 3
P P¢S-13 Remein Lthicel in Dealings ,
3 £, with Comaunityeeveverevennses 157365  16/33%  22/25% ‘
. P&s-9 Pay Comperuble with other :
5 F. \ Firms in the Stete...sieeseess 177353 19/227  11/427 ]
? . P&S-6 Frotact the Environment...... 257275 13/33% 23/25% '
oy P&S-15 Satisfy Hygenic Foctors...... 23/265%  11/447%  16/42% f;
P GE-9  Contribute Proportionsl Share :
P t0 ATEDT Dividends...evevessss 247255  23/115%  10/42% .
; ﬁ P&s-8 Assist the Disadvantaged..... 26/18% 27/ 0f  20/25% i
. i This tigure presents & cownprrison of the reletive rankings
li : and Lehaviorsl rolevance scores of goals by managers in the
T Forth and South Bronx Coumerciel Districts, To he included ]
{ 3 in tnis Tigure, a goal iad lo differ by &l least five places A
- in the relative rankings of the two districts. :
fg
3 ,
8
: "
3 E,
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Although the conclusion is not statistieally borne
out, it eppecrs to the rescarcher that manzgers in the
Southern District, on the besis of their relative goal
orderiha, are delinitely more productivity oriented then
their counterpavts in the Noxthern Distriet, Another
interesting aspect of the goal ranking is the reletive
ppread in behavioral relevance scores between the highest
renked end lowest ranked goals. Yor the Northern District

the range wes 0-67., &9 opposed to a range of B-675 for the

South and 13-50,5 for tha coapeny overall, In Chapter I it

was sugcested thut the relotive renge of scores on the goels

night be indicative of wgreement on goals by nmanagers within

the sub-unit. If such & notion has validity, slightly

greater agrecnent on gozls would be indicated for the Southern

sl bt i

! Digtrict., In the ranking of values, slthough both districts E

f %; differed considerably from the ranking of the overzll sample, §

i ; the Nortiiern Digtrict appecrced to come closer to the company ;

: é ranking than did the South, This leads to the thought that

| g. perhaps the statenent umde in Chapter I suggesting that the f }
;f wore highly ecffective wiitls would be more successful at
2; iaternelising compony values is in crror, Perhaps what melies
%' 2 unit strnd oul as more effective than others is the fact i
ﬁ that its velues cre sonewhat different than those of the f
? azgregoeve. This, it would secm} would probably depend upon ? g
? the oryarisation being exomined, as well as the megnitude end 1 5

Crooadon of wnc tifferences. ;
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b, Bronx Plent. The results of this enalysis are not at all

clear cut, There are no recognizable trends in the valuation
of gonls by either group., The only trend that the researcher
has been able to identify concerns velues, The construction

menagers appear to have a “hardor" value system than other

Plant Dopartment maisgers.. Considering the fact that this
anaiysia wvag undertasken to try to provide some insight into
vhy reletions between union memders and consiruction managers
were so much nore herrionious :han botween other Plent managera
end the union, this finding is somevhat surprising.

Sinoe the only indicaticn ihat differcnces exist beiween
the two groups of monagers is rooted in their respective
value systems, the reseurcher suggests thet a partiel explan-
ation night be that the value systems of the construction
manegers end the union members are more similar than ere those 3
of the other Plant nmensgers and wmion members, It is further
sugzgested that this similarity of value systems might well

lead to greater trust ond mutval respect between labor end

manegeonent,

6, OFFICIAL VS OPLR/TIVE GOALS

The officiel goals of liew York Telephone for 1972 were
introduced in Chapter IIT and ere presented in abbreviated
form in Pigure 34. This figure also depicts the association
between officizl and operative goals. Official goals are

prosented in order of inportance assigned to the goals by 3

o0 conprny, whiie the vuubers rroceding the operative gouls
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FIGURE 34 |
OFFICIAL/ODERATIVE GOALS'

QFFICIAL GOALS
1. Increasce level of service

to whore service in New York
City is on a par with other

major cities, with comparably

good or better service else~
where in the State...

G ey A e WM e G R W We ey uas M e

2. Rate of return and earn-
ings per shere as high es
service objectives wila
permit with an improving
trend,..

3, Service -- adequutie con-
struction expenditures...

4. Make the company & place
where both present end pro-
spective employees want to
work in the broades¥ sénse:
oaldrlP“, training, good
supervision and Ieadﬁrsnap,
equal opportunity employment
et ¢lear dirvection and

P ' mam e e ———————— i 2
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OPFRATIVE GOALS

1. GE-2: Provide begt possible 3
serviée. .. o ' '

18, GE-5: Achievé minimwn )
acceptable levels (or better)
on service indices,..

21, GE-12: Achieve service
indices competitive with other
Bell System compan;ee... P!

5. GE-11: Decrease operating _ '
costy through ‘greater efficien-
CYene . ' H

10. GE-1: Achieve minimum, ac-
ceptable levels (or better)
on productivity indices... |

12. GE-6: Earnings -growth,..

16. GE-4::Farn highest ROR the :
PSC will permit... | ! . t

20, GE<10: Profits competitive
with other Bell bystem con-
panies...

24. GE~9: Contrlbute to AT&T
dividends... _ i

2. GE-3: Plan and provide
equipment. and neans for best
possible service... !

3. P&S-4: Promote on achievew
ment and capa?ility...

4., P&S-5: Develop employees.,..

6. P&S~T7: Velue employees as . [
individuals and tecam members...

T. P&i3-12: Fair treatment for
enployecs and respect s ine
|
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ONP'ICIAL GOALS ;
assistance in advancement
for eny employce with tha
cepability end desire,
'ldemonstrable by action ‘at
all levels,.. ! ,

: |
"'= El i ) ‘
3 A ! :
- -
! e
T !
%: ! I-.u—uu—w-n%-‘-ﬂ-l--———‘
| 5, Alpublic, employee, and:
) ) political relations yolicy
i that will re-pstadlinh con-
i o fidencoe in the company...
i’ I !
3 f ’

6. A ro-designed corporate
organization siructure.,.

ﬁﬁ.&u‘_-‘“-.&-‘ul-~—‘u—

7. A direect and positive
relationship with the PSC,..

i
B T T T

8. Improved definition of
market niche, competitive
strategy and cepability..!

| 9. Th ell matters, a return
. to Bell System quality
standards... .

1 b 1
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' FIGURE 34 (cont‘d)

OPERATIVE GOALS

dividuala,...

8. P&S-10: Recognize innovation
and achicvenment...

9. P&S-2; lguitable employee
compensation...

17. P&S-9: Pey comparable with
other firms in the State...

19. P&5-14: Job security...

23. P&S~15: Satiofy hygenie
factors...

q-—u.--nu.--—--ql——-.-n_p--—-

14. P&S-1: Provide emergency
services to the community...

15, P&S-13: Remain ethical in
dealings with the community...

27. P&5-~3: Participate in com-
munity activities...

- e e e GRe Mek S S W M Gma WS M W wug WA

11, GB2=7: NMinimize customer

. complaints to the P5C.,.

13. GE-B: Be competitive with
other conpanies in the com-
munications industry...

i

officers,
rdentified by the rescercher.
! pive goals Sefloeet She relati
torie Taleph.ne managers,

B e e s T U N J
— ¢ ’

This figure presents the official gozls of New York Teleﬁgbne
for 1972 in the.order ¢f priority placed upon them by company
Opposite the official goals are the operative goals

The nuabers preceding the opera-
ve vatings of the goals by New

=
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. Piret, the number one and two ratings given gouls associated

within the organizetion to the service goel.

312
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indicate the relative inmportunce placed on them by managers

participating in this study.

v

From the figsure several trends become quite epparent,

with service oriented goals 1 and 3 seom 1o indicate that

New York Telephore mancgers hove recognized the inmportance j
of khese goals and have succeeded in internalizing then,

The reletively low renkings of Gi~5 (18th) and GE-12 (21st), }

however, seem to indicate thut some resistance still exists

official goel 4, the eu;'syce centered officiml goel,

received extremely high importance ratings, Six of the nine

operative goals placed in the maximization criteria category

conecern theulselves in one manuer or other vith {this goal,
Had any of these goals appeared in the Tirst or second plece

of the operative goals hierarchy, the resezrcher would have

concluded thet crniployee welf: e was the most important gosal
of New York Telephone, As it ié, enployec welfere eppears i
to be & very close seccond to service,

The profit oriented goals represented by officiel goal
2 sppeer 1o be a mixed bag., I one agrees with the researcher
that GL~-11 (Decrease operuting costs...) should be assccizted
with officinl goal 2, only onec of the nine meximization cri- i
torie represents the second rauked official goal, Four of
the profit orieutec operative goals fall into the associutive

SLadva oeave, vy, ond the res lving goel {Contribute to AT&D
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dividends,..) is the lowest ranked intended goal, There is
no doubt that officicl goals 3 and 4 far out-weigh official
goal 2 in the ninde of the munagers sanpled.

Official gool 5 clearly belongs in the essociative
status cetesory., One could surmise that, &t the prosent
time, this goal would not causc alternatives. or courses of
action to be gencrated, bui would be used to check or test
the satisfectorincss of proposed actions. All other things
beiﬁg equal, 1t could be the deciding fector in selecting
one course of action over another,

Official goal 6 is not ruflected in the operative goals
because the reseazrcher sew no evidence of its existence when
he studied company operaitions end interviewved nanagers., As
pointed oul in Chapter 11X, however, this goal nmay prove
singularly important in the proximate future. In order to
neet the challenge of increased competition which appears
ineviteble, the company nay well have to divide its-operations
into {wo elements: 2 public utilities unit consisting of the
long distanee ncivorit end installed plant equipuent, and an
element cepehle of ageressively selling equipnent and service
to private subscribers,

Official goal 7 also appeurs o be en associative status
goal with the primary function of testing alternativeé. ]
might be noted thet this is ore of the more importent (2nd

rerked) associutive sitatus goals,

e e R T
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Officicl ggal 8 is also rccognized as one of the more
importent (4th renked) nssociative status goals. Recognizing
tuet the caphesis on gouls changes over tine, it is suggested
that as competition becones more keen and pfogress is made
on up~grading service, this gozal and the profit oriented
goels will probubly uscend into the maximization criteria
category —- that is, they had better move into that area
if the cohpany is to prevail ovexr the competition.

There are no operative goals aessociated with offisiel
goal 9, because the researcher does not recomize this goal
as being valid., It appears 1o be a catch-gll, "in case we
have overlooked enything® gogl which is frequently employed

by large organizations,

7. GEIRAL
It is difficult to asséss how greet an impact the strike,

which ended February 18, 1972, had on this study. The re-
searcher is of the opinion that it detracted from the over~
21l resyonses; a thought vwhich is prompted by the iricile of
completed gquestionnaires which began coning in shortly after
the strike had ended., Certzinly there is no doubt that the
strike put 2 severe crimnp ir the schedvle of intereviews which
the researcier had plenned,

.At thls point the rescarcher feels obliged to make two
obcervalions which might be of assistance to any future

suticarcher who night read this oiudy and contenplate a

visalar dnveutisation,  Pirst, the interview i & potent

e i

et i K
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tool and should bo used as much as possible., Second, the

resecrcher found the follow-up letter, mailed approximately

et =

10 days after distribution of the questioqnaf}es exiremely §

helpful and recommends its use, ‘

Appendix I provides & copy of the letter used in the !
résecrch,

Now that the study has been completed the researcher

is more convinced than ever of the merit of Professor
England's nethodology.

To illustrate why this has heen
stated, the researcher would like to relate one incident

which occurred during the course of the study.

The rescarcher hod spent 2 consideradble amount of time

observing one organizational unit conposed of 50 managers

and 425 croft personnel. At one time or another he had

talked with « majority of the manzgers, and from time to 4

eI TR T

time would return to the unit, have lunch with some of the

!
nanagers and discuss current henpenings in the company. On

one such occasion the researcher wes informed by the menager

in overzll charge that he had repleced one of his second

|
b & level mznzgers. The announceuaent wes hot a complete surprise
) E‘v

3

to the reseercher, but with his interest piqued, he probed

more deeply to find the reasons for the action. The nanager

confided that he found the subordinzte ineffective, incapeble
of maxing necessary decisions, prone to "buck-passing,” and

i i
wnable or unwilling to participate in fece-to~face confron- )
tutlens

with his peers or subordirstes. The nanager telked
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at length about the issue becouse he personally liked the
individual he had removed and was troubled about the finan-
cial end cmotional hurt he had ctused.

When the researcrer returmed to his office that after~
noon he reviewed the questionnaire which had been completed
by the transferred moinager and discovered some interesting
information. The reploced manager was the only affect orien-
tation in that orgenizction. Also, he was the cnly individual
in the entire study vho, discounting mixed oriertations, éid
not have & single operative goal in the maximization criteria
category., A further review ¢! his questionnaire provided a
picture wahich was reolcrikably consistent with the picture
peinted by his superior end the personal observafions of

the roesearcher,

8. SULMARY

The overall morel-ethical primary orientation of New York

Telepaone manegers, while not initially hypothesized, appears
to be consistent with the general philosophy observed by the
researcher throushout the company. VWny this should differ

80 significantly from Iuglend's survey is noet knovm for
certain, but is believed pertially due to differences in

the corpogition of the respective samples, and perhaps to

the fact that individuzls of this orientation might be attrac-
ted to a wtilities firm, Such en orientation might well be

s revalent for nost utilities companies,

s mma . A
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The upsrading of telephone service appeers to be fhe

poel poasessing the greatest behaviorul relevance for New

York Telephone sancgers, followed closely by employec wel-
fere orionted goals., Profit oriented gomls appesr 1o be & :
“distant third in inmportance to service ond employee welfare,

The organizationsl variable which secenmed to account

for the nmost significent differences appéared 10 be orgen-

izational level —- & finding which is consistent with popular i 2
theory. As first observed by Ingland, personal veriabdbles
gccounted for nmany more differences thon did organizational ;
veriables, Primary orientaliocn accounted for the most dif- %
feronces, followed Ly sex. Fenale managers eppear to intern- ‘
alize both values and goals to & nuch greater degree then
male managers, !
The chicf source of conflict which the researcher ;

recognizes as existing now, and vhich appears destined 4o i -

reach grecter intensity, ic the leck of importance ettached
- s to profit oricuted goals by the managers., In order 4o re-

! nain a vieble orgeamicatior, nore and wore empheasis will have

X ’ to be placed on these goals by higher level mentcgement and
¢ they are expected to be net with significant resistance.
A Service and enployee wellere poals now reign supreme, and

ﬁ 3 the transition to profit~conscious operation will undoubtedly L.

] prove a rocky road.




CHAPTER -VII
.CONCIUSIONS

)

3

1. The overall orientution of New York Telephone is moral-
ethical, This conclumion, based upon a éample of 360 middle
and_ lower manajcers, differs significantly from England's
[19672]) survey of American managers, in which a majority of
the respondents had preguatic primary oxrientations.

Datae ere not available to support the supposition,

but it is suggested that individuels with moral-ethical pri-

mary orientotions might well 2 more atitracted by utilities
companies or by governmant, than by employment with firms in
the nmore competitive industries. 7This notion is hased, in
part, on England's [1968a,b] studies of Neval Officers and
Hilitary Adminisiretion, which also found morel-cthical
orientations to predominate,.

It is fuxrther suggesic? that individuals who did not
originelly possasa morul-ethicel prinary orientations wpon
joining the firm, night{ well hove gradually adopted this
orientation after beinyg expoced to the firm's orgonizational
climate for & nunmber of years. This suggestion is based upon
the observation that the percentege of managers possessing
moral-ethicel orientations increased linearly with the higher
rleseificetions of the variable "years with the company."

Atzide from possible differences between industries,

. o bial enplawe oy of the didlescuce botween this study

3t
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and that of kngland is thought ito be in tho dissimilarity of
the respective somples. Vhile England's sample was composed

primarily of representatives of higher management, this study

‘included a large proportion (56¥) of first level line man-
agers, Only two general manager level and 12 division level
E' (4th and 5¢h level) managers participated in. this study --
3.9% of the overall sample. There wexre no raspondents from
levels higher than general menager.

3 In tha absence of significant represcntation of the

5 highest levols of management, it is interesting to speculate
! about the primary orientotion: uf conpeny officers, and pos-
sible correlations vetween primary orientation and succens

i in the company. This speculation is prompted by England's

Sl _—

,'; ] . rasults as well as the observations that both general man-

ager respondents and four of the five respondents reporting

incomes in excess of £35,000 per year posgessed pragmatic

3
K

; f ‘ ' orientations. Could it be thi division level is the highest
é domain of moral-ethical orientﬁtions, that further advance-
{

ment belongs Yo the pragwatic? If so, would this general

: 1 pattern hold for other organizationg?

Qe The'primury operative goals of New York Telephone aan-

agers participating in this study eppear to be concerned with

improving the quality of telephone service provided to Kew

Yor: Telephone subperibere. These goals are in egreement

s e offivint pouls ranked first and third in importence
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by company-orficers.

Of ulmost equal importance to the respondents were
goals dealin;; with cmployee welfare. Six of the nine goals
placed in the highect cntegory of operative goels (maximizaw
tion criteria) derlt in onetmanner or other with employee
centered uwims, The comparable official goal of the company
vas renked fourth in importence by company officers.

A distont third in importance wore profit oriented
conls. Only one of the top nine goels could be considered
profit oriented. The official comiony goal demling with
profi{ was ranked second in iuporisince by company officers.

In decreasing ordexr of importance, the remaining
opere.tive goals concerned themselves with: 1) establiching
a pouitive rcletionship with the Public Service Commission;
2) bvecoming competitive with other companies in the communi-
cations industry; and 3) developing a public, employee, end
politicel relations posliecy thai will re-establish confidence
in the company.

Tne primary role of ithe last fhree groups of gosls is
sunsidercd to be one of testing solutions or proposed courses
of ection nolivated by the scervice, employee welfare, and
profit goals. If two competing courses of action were equal
ingsofer ee the moximizetion criterie were conccrned, these
goels would function as a constraint set to determine which

v~ the most preferadble,

1% 1e 4k~ eoinion of Lhe regsearcher that the current
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emphungin on up-grading service, in light of pressures being
exerted upon the conpany by the onvironmqnt, is probably well
advised, This is suggested not only becauséJ%ho current level
of service might undermine future rate increases or result in
the’ pazaege of restrictive legislation, but also because the
external pressure of the environnent appears to have been
traﬁsformed into internal pressure through the veluations of
manegers., ' .

As eppropriate as the current cmphasis on service
might be, however, the apparecnt leck of emphasis on profit
oriented goals by the respondiits is something which werrants
further scrutiny by officers of the company. The necessity
for ihio wag underscored when, during the writing of these
conclusions, the company ennounced its 1971 earnings -« the
lowest since 1920 ($1.10 per chare).

If the heightencd commetition fores:en by industry
observers does nmaterialize, pruofit oriented goals muet .
receive greater emphasis., The elternative will be a steadily
eroding market and a coniinuing of the dovinward trend in earn-

ings.

3. In the Chi Square significince testy between personal
and orgenizationzl variasble classificutione and the behav-
iornl relevance scores assigned to both velue concepts end

operative goals, primary orientetion of the individusl

+

reoe ek

% anceousted Tor the greatest nunber of differences.,
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;_ ™iis was interpreted by tho resecarcher us further indication

: that the primary orientation of mancgers can be a diserimina-
) . ting tool pongessing predictive qualities,

¥ : The summaries of value end goal differences accounted

for by primury orientation presented in Figures 29 and 30
clearly highlight the differing emphases of the three orien-

tetions. Pragmatic oriented munagers assign higher impor-

e S ot v

; tance to "hard" value concepts such &s Ambition end Aggres- ; 1
sivencss, and to goals such zs carning the highest rate of
raturn the Publie Service Commicsicn will allow. Moral~ethi-~

cal orientations strike z middle-ground by emphasizing values

such as Obedionce and Trust, end goals such as providing the

s L il st

best possible service and contributing a proportional share

e € e R P i o O ST

peas

to AT&T dividends., Affect oriented managers pose something
of & puzzle in thal they are not the complete entithesis of

pragnatic mannpgers, and yet this degerdption cones as close

T O TN s

ac any. They place the highest importence on such diverse

values as Leisgure and Compoatition, and gschew profit and ser-

vice oriented goals while envbasizing employee welfare goals, :

Analyses were run between the classificetions of
primary ovientation and personal and organizationsal variables

to test {or independence, ard no significant differences (or

R O S I T T T S L PRI VI DA M i R R
.

even differences approaching significance) were found. The
thiee orientations uappcared to be uniformly distributed

tvor kot the ovpanization.  Agiin, however, it must be

cenehered thal aside from iwo pgonerzl managers, thore weg
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no renponso to the questionneire from individuals above divi-
gion level.
4. Differences between the -behavioral relevance scores of
value concepts and goals and the clasgifications of male
end female disclosed that fem:ule manzgers scemed to internale-
ize orgenizational valﬁes and goals more completely than their
male counterparts, Of the 28 value concepts for which sig-
nificant differences wore noted, femele managers assigned
higher behavioral relevance scores to 26, Of the 13 signifi-
cant differences noted in thc valuation of gosls, female
managers placed higher importance on each of the 13.

Since, to the researcher's kuowledge, this is the
first time that a significant number (117) of fenale nan-
agers have participated in such a study, it would be inter-
esting to speculats upon how sumples drawn from government
and other industries mighti ccmpare with these respondents,
Viould they in fact reflect the orientations of their organ-
izations, or would they rencin rmoral-cthical? If so, would
their orientations work 1o their detriment?

While female nmoragers participeting in this study
eppcared to place higher impnrténce on various aaspects of
security, their higher veluations of such concepts as Suc-
cess, Ambition and Prestige -- not to mention unsolicited .
comments vritten on returned questiornaires and remarks made

faprires couversationng with the rencarcher —— have been interw

B T L ey rC X}
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preted as indication that there is indéed & hwomen's righta"
movenent afoot. In a company such ro Ncw_York Tglephone
where the majority of female managers are curiently in the
highest positions they can hope to attain (and Bell System
spokesmen heve reborted that 55% of its manager force is

female), such a movement can be a veritable powder_keg.

5. Significant diffevences appear to inst between firs% '

level managers and those at higher levels. ILower level man-
agaors appeer more concerned with se~urity aqd maintaining ",
the gtatus quo then with eggressivenesa or competition. 'The

conpeny might be well advised to re-examine its communica-

tions program with these individuvals. Aithough they seem'toL

‘ieep themselves reasonably well informed about issues of
vitel concern to the company, these manage%s apbeaﬁed cone,
vinced that, aside from their immediate supervisors, their
individugl efforts were of little concern to the menagement
hierarchy. On the basis of data received from the question-
neires wid numerous conversations with first end §ecbnd .
level mersgers, it would secein advicable for division level
maragesrs to periodically meet with these lower!echelons for
direct two-way comuunications. A number of:first level man-

agers also expressed a desire for periodie training courses.

A pregrem ef refrvesher training end technical femiliarization

training on new equipment might well be worth investigating.

surgd leval momegses do not have to be the forgotten men.

. b SRR S
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'6. This study nppenrm to support England's [ 1967b]) conclusion

that the gonls of a busincss are atrongly influenned by the
personal characteristics of its munagers, in that pcraonal

o ! . i _ 325 . ]
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variables aocountod for a much 1nrger proportion of the Bligw ;

" nificant differences observed in the veluation of goals (68
' ! ) '

! out of 81 differences). However, the researcher has found

littie, it an¥, support for the suggestion that the personal

characterietics of the-menggerﬁ have morc of an impact upon

. the goals of the firmlthnn the cheracteristios of the busi-

nees. lTha..fozlrmulation of end comphasis given operative goals

eppear to be the net result o?'numerous interactions, only

~two of which are the: pursonal churacteristics of the manecers .
end ihe ¢hnracteristicslof the buginess, Unﬁﬁl snore ragearch ]

is porformed and further data become available, it would be

| : - imposgibla to dctsrm*ne wiich has the greatest impact on the
} i

firm's goelr,

T R TR R Y

; P b 7. Several avanues of futury possible resenrch heve been

suggested by this study, 1< would be interesting, for exumple,

to aduminister the same oucationnaire t0o meabers of the New

York “tate Publlc bcrvxce Co**icswon ond compeare the valuz-

I AT T B T

| i : tlons of the regulators with those of the regulatees.,

, As was mentidned pfeviously, it might be informative

to perform a survey of the nighest mansgenent levels of New

Yo:rk, Telcphong and determire whether their orientations were

. siailer 1 thoze of leower wmansjeineny, or whether they wore
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closer to those of iIngland's rcspon&ants. If the highest
levels of the maneggement hierarchy were populated primarily
with individuals posuessing pragnatic primery orientations,
might this not then suggest a framework for most large orgeni-
zations -- moral-aethical orientations dominant at the lower -
levels, but pragnatic orientations controlling the reina?
Could it be that a pragratic primery orientation is an impor~
tant requisite for success in the large organization -- or
any organization for that metter? These arez but & few gues-
tions which seem to ba subjects sugsected for future research
by this study.

As wes introduced earlier im this chapter, the subject
of female mancgers in the crgonizution is yet another direc-
tion for further investigation., With women entering the
work force at ever increasing retes, and the impect of the
1964 Equal Onportunity law becoming more end more significant,
more informaticen is needad eslLout female managers in the
organization, DPerconal vealue systems and the valuation of
opovative goals is but one approach to gathering this infor-

mation.

8. The recent pronouncement by John D. deButis upon suc-
ceeding H.I. Romnee &s chairman end chief exeecutive officer
of AT&T that "VWe ere determined to get this business back
on the irack of increasing profitability..." provides a pro-

vaotee note en which to end this study.

WIS
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Based upon the findings of this study, the officera

of AT&T end Kew York Telephone have a challenging job ahcad E)

of thom., They are entering a period of increased vompetition
-~ the likes of which the company has not seen since the '

early deys of Theodore Veil -- burdened by o generally hos-

tile media, beset by nascent consumer action groups, and
extremely vulnerable to ecrusades launched by aspiring poli-
ticiens, Thesc elements, combired with a lower and middle
maﬁagement forée which apﬁears to place profit considerations

e diatant third to service and employce welfaras, clearly

e ot i e = A o 7+ Aot s N o AP i T

indicate that the company will have to be more awares than -
ever before of where it is going, and how it plans to get
there. Moreover, it must determine hoew to transform its

officiel goals invo operative goals for gll its managers,

with emphasis as close es possible to that which ie desired.
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Appandix A

RENSSELAER POLYTECHNIC INSTITUIE
School of Management
Troy, New York 12181

Dear Sir/ladan: 4. August 1971

Attached is a questionnaire on Personal Value Systems and Cou-
pany Goals which you are reguested to conplete.and return in
the envelope provided.

You are no doubt aware of certain problems which exist within
the military todasy. Your cooperction will mssist me in de-
veloping a technique whereby I will be able to examine the
personal value systems of members of military organizations
and determine what goals are relevant to them.

Pertaining %o this research, some poinls in which you might
be interested:

1., There is no such thing «s a "best" or "better" person-
al -alue system ~~ peruongl velue systems just are.

2., Personal valuc systems reflect the inflUences of the
times, institutions (educational, sociezl, and religious), and
tae organizations within which we work -— there is nothing
evaluative about them,

© 3. Although the summaries of my findings will come to
you through the Company, no one within New York Telephone
will have access to the completed forms -- whet you put on the
forms is between you and me only.

I would like to thank you in udvance for your cooperation,
It is difficult for an outsider to enter an organization and
gain the cooperation of its ncuabers; however, as a group you
have received me most openly and warmly. For this I am sin-
cerely greteful,

Yours truly,

.:f@em\M e

1. ROGER MANLEY 1 Atch
Major, U.5. Air Force Questionnaire
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PERSONAY, VALUES AND COMPANY GOALS QUESTIO“NAIRE

This questionnaire is divided intd threk parts: I. Per+
sonal Values; II. Company Goals; and III, Personal Information.
The Personal Values section has been developed by l'rofessor
George W, England and his associates at the Industrial Aelatiohs
Center, University of linnesota.,* The Company Goals section
was developed by the researcher after an intensive study of
of ficial New York Telephone Company documentation, 'apd e period
of observation and interviewing of a large nuwnber of New York
Telephone Company employees wt their work. ' :

The aim of this study is to provide further ihformat}on
on the Personal Value Systums of American managers, This is &
continuing study which, in large part, hus been pioneered by
Professor England, ihat is gomewhat novel about this.study is
the application of the Personal Values findihgs to the value-
tion of Compuny goals., at the conclusion of this work I hope
to be in a position to state, "This ig what New York Telephone
iz eetually trying to do. Here are the Organization's goals
in order of importance," Iiy conclusions will be based on rec-
ognition of the fact that goals are not established in « vacuum
and simply procleimed <= they are the net summation o . goals
recognized snd sought by members of the entire Company.

Practical considerctions mandate that this study be lim-
ited to managers only, end at that, 2 ligited number of man-
aiers selected in o random process designed to ensure that
results will be represantative of the entire Company. There~
fore, the succes: of this research depends upox your coopera-
tion and assistance. ’ '

oveureizht

ae e

Ly the Industrial Relations Center, Univer-'
Used with the perniilssion of the suthor.

1345,

30 af Hinnesota.
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S INSTRUCTIONS

i

|

You will be asked to judge, on the basis of what they
ilean Yo you as an individual, the degree to which each topic
and goal is: (1) imgortant, (2) pleasamt; (3) right, and (4)
successful, l

i '

Rlate how important a topic or goel is' to you by placing
an "7" in the appropriate box: the left box signifies high
inportance; the nmiddle box, average 1mportance, and the right
box, low jmportance, ' .

, Then specify whlch of the thro Jdeseriptions (success-
ful, pleasent, right) Yest indiutes the meaning to you of
|thu toplc o bocl' indicate your choice by placing the number
"t on the line next,ﬁo 1t.' Then indicste which deseription
leagt 1nd§uuuos the topic or goal's meunlng to you by writing
the nuaber "3" in the space provided., Finzlly, write the nun-

:ber "2" next to the rem@iniyg description. Please complete

ﬁll-topicé and goals in this manner and check to see that the

" thrre descriptions for each topic have bqen ranked in the man-
H

ner instructed.

‘OPICZGOAL

Hi r:"x S Low .
Imporsence [} [ [ Idporuance
__pleasant
!
eight

successful
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EXAMPLES 1
N L3333 3223333222232 2R 2l 22 s R 2 X223 28t T2 2L T N L LTS |
: A Patriotism : Dishonesty
1 High Low * High Low
4] importonce [_J[XJ[] Importance * Inportence [ ) [X)[[] Importence
"iﬂ. _2 pleasant * _2 pleasent f
_3_right : _3 right
" _3 successful * _1_successful
":.";‘ Vo YR VIV VIV AV VROV vV TV Vv oAV i
t & The above eximples cai be used o illustratc how the B
él% questionncire should he coapleted., For exomple, if you felt ;
B : that the topic PATRIOTISM was of avirige importeonce, you place 1
an "i" in the niddle box s 1nuicated., If you felt that of ;
b the three dcseriptions (pleasant, right, and successful)

p "right" best indlcates what the tYople means to you, you would
'§ write the uuwaber "1" next to “right". If the description "suc-
() cogsful" least indicntes what the topic means to you, then
i you would write the number ¥3" next to "successful" as is
cshown in the exwmaple above. Then you would place the nuaber i
w24 next to the remaining description, in this case "pleasant",

For some of the topics or goals you may feel that none of
the degseriptions npply. For exauple, you may feel that for the
tepic DISHONESTY, neither “pleusant™, "right', nor “successful"
indigutes the meauing to you, 1§ you have thig problem, you
night begin by deciding which description least indicates the
ropLe's neming o vou, Por exum-le, for the topic DISHONESTY
: if you felt that "right" least indicates the topic's meaning
% o you, you would write the number "3" next to "right", end
: s6 on for the remaining deseriptions zs shown in the cxaaple,

T B Rememter, you are the focus of this study. Do not concern : : 9
| B yourstlt with how others might complate the questionnaire -- é
: 1 15 dmportant is how you judge the topics and goals. ¢ 1
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IDEAS ASSOCIATED WITH PEOFPLE
! *
Ambition . Ability . Obedienco
High Low * ligh ~ Low * High Low
Inp. [JCJC] Imp. * Imp. (J0O0 imp. * Inp, OO0 tme.
pleasant % pleasant * pleasant
succegsful » successful » succegsful
right . right : right
*ﬁ***%*******ﬂ********ﬂ***********ﬂ****N*******************N****H
Trust * Aggressiveness * Loyalty
— * *

Higr. Low , High Low , High Low
Imp. 00 Imp.  Imp. (JCI[J Imp. , Inmp. 37 1np.
pleasant * plezasant * pleasant
* *
successful " successful. * successful

right ' * right * right
TERTOTCR M HI I 000 D62 2 D206 36 2 0 36 98 6T T TCTEIE ] 000 236 00 B g6 90 90 36 396 96 9 30 0 08 36 96 9 3 9% 3600 3 3¢ 36 96 4 34 3¢ 6 34 o
Prejudice X Compassion * Skill
X #*

High Low : High Low  High Low
Imp. [JJ[3[] Imp. , Imp. 0T Imp.  Imp. [J[J0T Iup.
pleasant * pleasant * pleasant
successful : successful : successful

right * right * right
W*"?‘*-n*x*******************xx*******u****N**********x****u*******
Cooperation * Tolerance * Conformity
»*

High Low , High Low , High Low
Imp. [JCI0] Iwmp. . Imp. (I Iomp. 4 Imp. [0 Ims.
pleasant * pleasant * pleasant
* *
successful % suzcessful " successful
right * ight * right

x***k%!*‘**/%k¥***¥¥*!***ix******%K***!**** * ¥ X *******I**********
* Honor *
»* »*
» High Low
* Imp. CILI0 Iwp. &
® pleesant *
»* #*
% successful *
> right *
* *
E3 33T FT SR DT R 3.8 % X 1
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PLRSONAL GOALS OF INDIVIDUALS ,
. . » , :
3 Leigure x Dignity * Achievement |
£ * High Low * High Low * High Low !
4 Imp, [JCJ0] tmp. ¥ Impe [J[J(T] Imp. * Imp. 0007 twp. :
v ¥ * i
3 pleasant x pleasant % pleasant ‘
B successful * successful * successful @
3 * * '
right ¥ right " right
EE L3 L KL i****ﬂ*****#* KRRK b9 M *!**x******k******************I
Autonomy * loniey % Individuality
, High Low * High Low * High Low ,
tmp. (][] Tmp. * Inp. [J[J0] Imp. * Inp. [][J[] Tmp.
* :
7 pleasant " pleesant * pleasant i
3 * 2
succassful * successful * successful
* . . :
right » right * right ;
i T2 ZL RS Y PR R L L E MBI IS LI LSS LYY YT TY !
i . * . * . :
<. v Job Satisfaction Influence ” Security '
- 4 ¢ High Low * High Low * Low ;
L Imp. (CJ[J0] Twp. * Imp. [J[J[] Iup. * e 0000 op. ’
3 * * V
% L pleasant N pleasant T pleasant :
| I ;
? o/ suceessiul * successful ¥ successful i
7 » »* . H
* L right » right x right !
?x **3***)‘-*% K********************X-k)(*******-ﬂ'********************N**
#: ¥* 5 . . * '
L Power " Creativit * Success z
3 High Low * High Low * High Low !
4 5 Tmp. [JO{J tnp. * Imo. [JJ{J Imp. * Imp. [J[J 7 imp. :
2 - * . * ,
3 i . pleasant * o Vicasant x pleasant
: successful * successiul * successiul
————atur ¥ L. * R
ight * __ right % right
- 't'j &K*******X**%***!*** e R R A I I L I I Y
; i % . *
3 § * Prestige *
"- ‘ * High Low ¥
: * Tap, [JCJCT Iep. * ;
N ; * *
! 3 * plezscont "
> : * successful *
: b L *
» right "
; e
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GOALS OF BUSINESS ORGANIZATIONS

Enployee Velfare
High Low

Imp. [0 Inap.

Induatry Leadership
High Low

Imp. (OO Iup.

nleagant

Hizh Productivity
High Low
Imp. Q003 Inmp.

pleasant
guccessful
e TdENT #
******k*****%**ﬁ*ﬁﬂ**g***ﬂ*ﬁ***N******Nk%RN*“‘*H***H%HN*X%******
Organizational Profit Naximization rzaiizational
Stability La-rlcieincy i
High Low High Low _ X
Imp. * [JCJ ] 1Iup. Imp. [J0J[] Iap. ' 1
vleasent pleescint .
succegsful ;

»ight

nleogent
cuccessiul

succesasful

X X k X ¥ x ¥ %
X X K ® X ¥ X Xk

......

cichit s SLoan

Higsh Low
Isp. [ 1av.
pleasans
successful

————

successiul

right ¥
FRTTRRMR N NI N MR IR F N H 5 H D0 DN NN HN N DN D3 320 6 2 06 96 00 2 26 230 36 20 35 90 34 M o0 96

S

DL

2k ok X %k kK ¥ o owm¥
¥ ¥ Xk k¥ X X x X

Or; anizational
(rrowth

Social Velfare
Hizsh Low
Imp. (O] 1Inmp.

plezsany

liigh Low
Imp. [JO0 imp.
' plesasant
successful
right
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GROUIS OF PLOPLE

Employees : Customers : My Co-Vlorkers
Hig v ¥ High w ¥ Hig
ey 10107 Tew. * Inp. (0100 o, : e 10300 Ten,
pleasant x plezsent * pleasant
. successful ® successful ¥ . successful
right : . right : —__ righ%
******x**ﬂ“*****i****?’*N*****)\ﬂA*)"(***k*****#**k*****%N****X’*****
Craftsmen % - My Boss * liznagers
High Low * High Low * High Low
Lmp. [JJ[C] 1imp. % Imp. i D Imp. * Imp. 0] 1ap.
—___ Dleesant % —__ Pleczsunt % pleusent
. successful # ____ successful * __ successful
____ vight I G % ___ Tight
L 2R LT LT L 2L 2 R 2 At )‘**: ARGHF AU RN X ****-\******#********N***********
Owners % My Subordinates Laborers
g * High Low * Hi Low
}{I.:'ilph 104 Imp. * imp. [JJ0C] 1ap. *L ..gl:l OO0 imp.
pleasant % eee.. ble;sany % pleasant
successiul * successful * successful
. right : . right : right
***************K*****ﬂ***k****x&kx)&*&*k*****;**k*****************
My Company x Blue Coallar lorkers . Stockholders
High Low * Lov * High Low
Imp, [JJ ] Imp. * Imp. OO0 imp. * Tup. 300 tup.
pleasant % plecsant % ... Dleasant
. guccessful ¥ successful * successiul
_____ right N right . right
PRI TR ETI LI LA LA L LR REEER SIS ST LR e SR S
Technical Employees # lie * Labor Unions
Hizh Low  High Low o High Low
Imp. [0 1Impe 4 Imp. []{] E] Imp. , Inp. [0 1ap.
pleesant * plecsan ¥ . plezsent
. succezsful : succossml : . Buccessful
right *  __right * right
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A GROUPS OF PEOPLE (cont'd)
k| : White Collar :
] * Employees *
'Y »*
. » High Low : ,
1 » I=p. [JCIC] To. o
k¥ * -~ plecsant »
' * S— »*
| * —. successful »
Rt * right *
»* #*
3 ﬁ; 1233333232 R 8 2 LY R L
3 Eé L1117 7771017 711148017777 77777777777077777771777777717777/777//
ok IDEAS ABOUT GENERAL TOPICS
B Authority * Caution : Change
High Low * iiigh Low * High Low
- Tmp. [0 impe * Impe ][] Tmp. * Inp. OO 3O 1ap.
© pleasant : plecsant % pleascnt
- E‘ successful * successiul * succensful
) - »* ]
AR right » right " right
" !l o 26 2 M 2D A I e T3 KA e Je P I 20 MW KN Fe H DM IR TR MK KR I I I I AN KA
i Competition ¥ Compromise # Conflict
* L]
- High Low , High ~ Low , High Lowt
: imp. [J[J[J Imp. 4 Izp. [JCI0C Imp. , Imp. [T [ [J Imp.
§ plecsont * nlecsaut * pleasant
v S— P — * ———
v successful ; successiul * successful
.7 igcht * right * right
; FRETIONM 0% 205 30K M 6 76 3 M0 K o TR ST 4 F 02 0 560X 36 0 H 2096 36 3 336 30 o W T IO 6 26 96 3 36 36 2 30 36 36 3 363 B ok
Conservatism * Bootions : Equality
*
i High Low  Hish . Low , High Low
j tope CIMO0T Impe 4 Imz. (IO Imp. , Impe (I3 0TJ Inmp.
: rleasant * pleasant * plezsant
r—— - *
' , guccessiul : successful x successful
- E right » right * right
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-IDEAS ABOUT GENERAL TOPICS (cont'd)

* ] .
Force " Government * Liberalisn
High Low * High Low * High . Low
Imp. (OO Tmp. * Imp. [J[J[J Imp. * Imp. [J[][7 1np.
* *
pleasont % DPleasent * pleesent
succegsful * successful * successful
L . »*
right * right * right
Db 326 3 336 3030 b M 3 e 2 DI 326 2R N N N B M I P M H H KN H K MK NI I P B MW DI N NI
Property * Rational * Religion
* R L] .
High Low , High Low , High Low
Imp. [J[O0] Imp.  Imp. [JLILT Iowe x Impe [0 Iop.
pleasent * plecasent »* pleesant
» *
. successful * successful * successful
right * right * right

———— * . —
(P TEE TR I T TLE S LRSS R LI R YL LI AT LT

¥ Risk »

“.

High Low

» L - »*

»Imp. QOO0 Imp. s

* pleasant o

* . *

* successful "

* right *

» T #*
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COMPANY GOALS
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GENERAL EFFICIENCY GOAILS

1. To ochieve minimun acceptable levels (or better) on pro-

ductivity indicies (Work Units/Hour, control of overtime
gxpenditures, ete.)

High Low
Imp. (O 1mp.
pleasant
succeasful
e right

2,

To provide the best service possible to the customers.
High " Low
lmpe [J[ ] ZInmp.
pleasant
successiul
. right
To plan for end provide the capability to maintain service

3.

- - .,

4.

&t the highest possible levels (training, plant investment,
phasing out of obsolete cguipment, hiring competent employees,
ete.)

High Low
Imp., [J[J O 1nap.
plecsant
successful
right

- s A AR P e ol B B P e = e — -

To carn the highest rote of return on investment that the
Tublic Service Commission will permit.

High Low
mp. (130 Imp.

pl 11sant

sacgessful

rignt
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GENERAL EFFICIENCY GOALS (conttd)

5 To zchieve minimum acceptzble levels (or better) on the

4 gorvice indicies (llzinternance Index, Toll and assistance ;
% Index, ctc.) ;
3 High Low
tap. [0 1Imp.
ﬁ o blezsant
@ successful
é .. right
;55 ————— ) e -~ - *
?1 é 6., To achieve significant ecirnin . growth.
b liigh Low
mp. (100 Imp.
pleczsant
succeasful
: . right
{

7. To minimize the number of cuuplaints from customers to the
' PSC and the Company.

K e sy Sl AL A b I O
Ve

Ck High Low

3 g Imp. (JT10J Imp.

; ff plecsant

: S — successful

} %: _____ right

Rl

. F

,? 3! 8. To be conpctitive with other companies providing communi-
P ;z cations equipment and scrvices to customers in the Stcote.
f i! Hig — Low

] ‘I irp. [(JJ 0] Imp.

b o Pleasant

£ . sucncasiul

;' right
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GENERAL EFPICIENCY GOALS (cont'ad)

9. To contribute o proportional share to the dividends paid
to AT&T stockholders.
High Low
Imp. (][ 1np.
pleesant
successful

right

|

—— o o

-

10. To achieve ¢ level of profitability which is competitive
with those of other companic: :n the Bell System.

Higrh Low
Iwpe (OO Inmp.
pleasant
successful

right

-~

1

-y un . o ey ek -——

- s g 10 et p B8 e st

11. To decrcase operucting costs through greatver efficiency -—-
with emphasis on more hifhl: trained personnel, improved
equipnent, etce

High Low
Impe (JCIC7 Tap.

rleasant

succeasful

right

— g
(RPN
et o

o ot - - 00 s st 0 Ay

2. To achieve gervice indicles which cre competitive with

those =8 other companies in the Bell System.

Hig . Low
Tap. ({11 1om,

pleascnt

——

succensful

oo

risht
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GOALS ASSOCIATED VW/ITH PREOPLE AND SOCIETY .
3 ! | ‘
' .
v 1. To render whatever energency services might bé needed by | o
: A the community. ' - : : ‘
i b
b High " Low
f Inp. 1] Imp. _
4 pleecsont ‘ . : |
3 . successful |
" ? right
’ R ; o 00 e - t
- ¥ | 2, To pay employees a high cnough woe to ensure that they ;
i are compensated equitebly fer lieir work and that they
' will remein with the Compuny. ! . ; \
’ b {
; High Low ;
i Imp. 303 Imp. .
3 nlecsant ! ‘ ! ! .
@ Eo successful : '
B right l ;
§ 3. To participate in and 2ctively support community activities., }
: High Low
Imp. [JJ0] Imp. _ ! , %
: pleasant ' j
3 ¥ successful
A B . Tight . '
3 I ' 1
: 7 - — -~ e
3 : 4. To promote employees on the basis of achievement and cap- ‘ 34
ability. ) b
i ' High ¢ Low - ' . 3 )
: Imp. (3003 Inp. o
. pleasant ‘ - iR
& - S— ‘ )
7 e . suceesslul E,
5 3 . vight ;
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‘ I ' ' GOALS ASSOCTATED WITH PEOFLE AND SOCIEDY (cont'd) ; !
, .

i
1 I

| :
5, To help' develop employees so thut thely will rise to the
| ~ highest levels consistent with their ability..

| ; .
I el : High Low 3
;! ' ; CImpy, 10T Imp. ;
; P _ ] pleasant ¥
Co ! o successful ' R
; ! ' —— right
| : . . ¢ ; h
i 64 To help protect the environment. :
- - : ' ’ High Low’ ; ;
. i _ Imp. [ ] L_] J zImp. ; 2
| i o bleasant ' ' : 1
: . Coa suceessful :
-' | . right ' ;
) : : ' A
o © 7. To maxge the Company & I1::1.uce where omployees know that they
ere valued as individuals cnd team membetrs,
i High Low . :
; Imp. [J(J[] Imp. ' k
pleasant
\ ' successful
right |
I
§ - ’ " 8. To z8sist the underprivileged or disadvantaged in joining
3 ’ _ the mainstream of socictiy & productive members by providing
] [ job and training opportunities! '
. I . k-
K Co High Low 3
Imp. [J(J[] Imp. : 3
K , ; : pleasant :
. o succasslul
q . | right '
.I‘,:.;'\él . , 7. :
L . ) '
N i : | i
] ] ! ! \
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GOALS ASSOCIATED WITH PECPLE AND SOCIETY (cont'd)
: ¢

2, To compenscte employces at levels which are comparable to
or above those paid by other companies in the State.

Hig Low
aps (103 imp.
plecasant
succesgful
___ right

10, To recognize and encourage innovotion and solid &chievement.

ig] .
tohe 0TI Tave
o Dbleasant
—___. successful
. right

&

- g o

11, To aid the economy by providing jobs within the community.

High Low
Imp. [ J(J] Imp.
pleasant
. successful

o Light

12, To enasurec that enployces receive fair trcatment and arc
respected as individuals,

High Low
Imp. [J0J[] Imp.
plecsant
successful
e right

NI 7.
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GOALS ASSOCIATLD WITH PFOPLE AND SOCIETY (cont'd)

13. To remain "ethieal" in our declings with the community.

liigh Low

Imp. [J[J[J 1ime.
pleasant

— . successful

—._. right

-

14. To provide job security == with strong :ssurances that no
employee will be laid-off, except for just cousa,
High Low
Tap. [J(JC3 Imp.
pleasant
o successful
e Tight

15. Insofer es is possible, make working for the Conpany an
enjoyablc expericnce -~ i.e., minimie pressures from
"above'", adequate parking, pleacant working coaditions, -
good cazleteria facilities, ete. e

High ' Low
Imp. [JCIE] Imp.
pleasant
succeesful

right
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PERSONAL INFORMATION
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PERSONAL INFORMATION ; "-‘ A

§ r .

4 5 1. Huaber of yecrs with the Compony (checl one):

2 5 ___0-2 years ___16-20 yeers

_‘ P ___.3-5 years ___.21-30 years

, y ___6=10 years ___Over 30 years .

‘ ____11-15 years

i | ;
"};; [ \ 2. Total time as 2 manager (check one): ;
5 £ ___0-2 yeers . ' ___16=20 years : '
} ¥ ___3-5 years —__21-30 years !
‘ ____6-10 yours _.Over 30 years '
; __11+15 years :
Fon ; 1
o 3. Your upoe (cheeis onc): f
: i __Under 25 yecrs 454y years :

% o ___Rt~30 ycars . 50~54 years

P a3 1-34 years —55=5Y yeurs

- 7 ___35=3Y yecrs ___Over 54 years

-y ___40~44 yeurs

:; E ; '. -
4 ' 4. Tormal Sducction (eheel hizshest completed): k

___Gradc School ___liasters Level Degree
___Some Hiih School ___Bus Adnin/igat ‘
9 , ___Hign Sclhool Diplois ___Gcience/Engr
) ___Some College ___Other

. —College Degree ___work Beyond Hasters 3
A __Some Grzduate Vork 5
. 2
- 5. Colle. 2 Hajor -~ Undergroduate (check one): 3
A t ___Social Scicnees ___Science
i i __Libarel avts ____Mathonatics ]
{ g _____ Rusines: Admin ___Other ]
x omeancer: o ’ "
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i

6. Present yearly income from present position (check one):
Under $11,999 ___%$30,000 to $34,999
$12,000 to $14,999 535,000 to $39,999
$15,000 to $19,999 ___$40,000 to $49,999 b
$20,000 to $24,999 .__$50,000 to $74,999
_$25,000 to $29,999 . Over $75,000

o m——
—s
—
B

7. Do you own any shares of AT&T stock?
Yes
No

A e T, T

3 ¢ 8. Choose the QONE of the following statements which best tells
- 1% how well you like your job. Place & check mark in front of
{ that statement. ;

! 1. I hate it, .

2. I dislike it,

3, I don't like it.

4, I am indifferent to it.

5. 1 like it.

6. am enthusiastic about iy,
7.

T

T R TR Rt e e

RERRR

I
I love it.

l

5
ls

A 9. Check one of the following to show HOW MUCH OF
3 : feel satisfied with your job:

All the tinme.

.2, Most of the time,

: 3, A good deal of the time,

- _4. Avout half of the time,

LD

e T YRR e o

—— e

5. Occasionally. ; ;i
; ; __G. Seldom. Lo
PoE ‘7. Never.

ot Az e dab i 4
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10. Check the ONE of the following which best tells. how you
feel about chan51n~ your Jjob:
__1. T would quit this job at once if I could get anythlng
clse to do.

2. 1 would take aliiost any other job in which I could
earn as nuch as I 2m earning now.

3. I would like to chunge bath my job and ny occupation.

4. I would like to exchenge ny present job for another :
Jobe. :

5. I zmn not eager to change ay job, but I would do so
if I could get o better job.

6. I cannot think of any jobus {or which I would,exchange.
7. I would not exchanic ny job for any other.

11. Check ONE of the following to show how you think you com-
pare with other people.
1. No one likes his job better than I like mine.
_2. I like my Jjob much better than most people like
theirs,
o« I like wy job better than most people like theirs,
like my job ubout 25 well os most people like theirs.
disliie my job more than most people dislike theirs.
. I diclike my job nuch more than mogt people dislike

e e g m a eeh e e e Ve

Sy IV P e
. e
-

theirs., .
7. lio one dislikes his Job more than I dislike mine.

12. Present departnent i Conpany (check one):

___Coanercial __lisrxeting

. Plant __.Seles

___fraffie | ___Directory

___accounting . __Opereting Staff

. Buildings & Supplies ___Personnel
__Bngineering ___Publie Affairs
_Public Telephone ___DPublic Relations

_hegel ____Revenues

Secretary & Treanury . Other




130

14,

15.
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Place cheek(s) next to Devariment(s) other than the one
to which currently assigned, in which you have worked.

. Comnercial ~_Harketing
__Plent ___Sales
___Traffic - ___Directory
_Accounting ___Operating Staff
. Buildings & Supplies ___ Persomel

__ Engineering . Public Affairs
__Public Telephone . Public iclations
_ Legel —__Revenues

|

Secretary & Treazsury Other

Is your present position 2 liie or staff job? (check one)
_Line llanagement

__Steff MNanagemenc

__Comnined Line and Staff

How long have you been in your present position? (check one)

_Under 1 year _ 6-10 years
1-3 years Over 10 years
4-5 years

Salary Grade (check one):

__First Level

___Second Level

__ District Level

___Division Level

__Genersl Honager/Departzent Head
Officer Level:
____Two Levels Bclow President
___0Orne lLevel Below Prezident

__President

How mony caployees do you directly supervise? {Give number)

e R ]

VIR

v e N o e s it s el

it

S

Sy
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18, How many employees are under your overall supervision?

(check one)

__0-9 .—..300-499

___10-24 —..500-999

___25=-49 _...1000-2499

___50-99 ___2500-4999

___100-299 . Over 5000

19, The Territory in which you work (check one): -
_lanhctten-Bronx-vestchester
_Long Islend
. JMid Hudson
. Upstate

20, Are you 2 gruduate of an INDP program? (check one)
Yes No

THANK YOU FOR YOUR COOPERATINN

B ]
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INDUSTRIAL RELATIONS CENTER
S0 BLAINELo ADINISTRS . VON BUTLEY G o S EANBAPOLES, MINMNLGOTA 55488

ML bt Sy Qs i

S

April 21, 1971,

o

D e

T

Najor T. Rogar Manlaey

PR

- 30 Ganison Road
2 Schanectady, New York 12309 |
i . i
& Dear Major Manley: |
i . , , ' i
3 &, I just returnad to Minnasota from a research 1zw7=2 in Indua and Australia where
; ?g we are studying managerial value systems in wose two countries. ;
. e . . i
: o . s - ' !
o3 % You may certainly have perulssion to use the Tersonal Values Questionnaire, and ‘
. % I will be most interested in your findings. [ enclose several related publica- ;
4 M © tlons from our work that might be of use to you. Your toplc is indsed a complex
1 ;e - e, but one that is certainly of value. I bave toyed with the idea of a similapr |
- { j project but just haven't had the time, : ;
X . Tt !
f ¥ I wish you the bast of luck and hope that you will send me any raports that coma '
g ; irom your study., I hope we can meet in the future, .
b ) i
A Tincerely yours,
= ! — - ~
;. Pt .:) 72 .
Lo &) J‘; @fw\
C et et
g §" Gearge W, Digland
S Professor (ef Pasychology
4 L and [ndustrial Relations
k! ;1
; i ! K.
b i GWE:111 K
.' ‘\. B
! Enclosures’Under separate cover !
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SURJECT:  Study of Orounizalbion Guale by 'f, Roger Manley, . i i
Major, tnited Stataes Awe Toroe,

Appendix D
ALy, Maw Yerk, July 2, 1971

¥ :
_ i
. ASSTSTANT GINUGRAL MANAGLR - EASTLRN AREA: :
4 ABSTSTANT GENERAL MANAGEAY, NORTHIRN ARFA: . '
i AGSISTANT GLNLRAL MANMGLR, CLNTRAL ARLA:
L ASSTSTANT GUNLRAL ggﬂhuun. WESTERN AREA: ’ i
A (" INERAL ACCOUVT[MQ-SU“ERVlSOR:
. GUNERATL PLANC PARZILITTES SUPERVISOR:
3 CENLERAY, PLANT SOPERVISOR:
1 GLENLRAL SALES/SUI'ERVISOR:
. GLNERAL STADE SUPERVISOR-COMMERCIAL, TRAFFIC:
§ o GERERAL i5A§SMISS[ON AND LQUIPMENT LNGINEER:
o DIRECTORY/MANAGER:
i b |
" v
i : Major T. Roger Manley, U. S. Air Force, is a candidate for f
ﬁ:; a Ph.D degree [rum the Rensselaer Polytechnic lnstitute Graduate ;
B Schaol of Management and is speciallizing in the avea of Organizational :
b Behavior. During the next six monthsz, he = 1L be working on a study
# )f{ eoncerning New York Telephone Compar wumindlzation goals., 5
b |
F L . Similarity of . “.ras confronting the Department of Defense E
. and the New York Trlephoue Company is Major Manley's primary reacon for ;
Lo selecting our organization as the objeet of his research. Many of the ;
ﬁ i ' technigques and much of what he learns will be directly transferrable to
T ! sabsequent work he will perform as an internal goveenment consultauat and
;, h | { a Faculty membar of the Air Force Inglitute of Technology at Dayten, Ohie. :
. - \ :
- {;I The study is designed to recoznize the impact of our current :
; if environment and the personal vulue svstoms of managers or the goals of an '
. orcanization, and will attempl teo cdetermine what the actual goals are
L throwghont the Company. .
i Crom our point of view, wve believe that we can benefit from
£ havin, an objoctive and infoenaed culsider come into our organization and
f looih at the goals which ave bheine yuesued throughout the Company. At the
S conelusion of Yis work, Major danloey will provide each c¢f us with a summary
S ol his findings. '
?| % (n pecfoening his vesearvch, Melor Manley will wie use of a
k. Peesomal Valuos Questionnalee, inloimal conversations vith panagers at |
O varioas levels aond din various seoraphical areas throuzhout the Company,
. L and will study pertinent Ceupany documentarion and records,  Much of his
o effort will canventrate on Lhe Upstate Territory.
. . Arratnconents fovr vigits with managemont people in your Area or
S Doparbnent will be made chirotgh you by Major dManley prior to his arrival,
.
S (6 vou have ooy guoest ioas, plaase eall S518-471-68735,
i 2
1 v/
t & ' 36l) . ()/ ; - Ehgravnd S TSN
} " . / iy SN ke e s ‘_:'\:'
N r (lr-n/r.'v:\l I-'v.--w,\-'nnu]. Suaersisor
3§ tr i J Capy o Fine Doy, W




RENSSELAER POLYTECHNIC INSTITUTE
Schaool of Management
Troy, New York 12781

E Appendix B 5
L’.
i
f
%
[

Dear Sir/iladam: 22 Saptember 1971

i Attached is a copy of the questionnaire on Personal Values
' ' and Company Goals. If you have already rompleted one and
meiled it to me, thank you very much for your cooperation
==~ there is no need to fill out another one., If it isn't
too much trouble, I would appreciate your returning this
_ ' questionnaire to Mr. Stack's office by Company mail and I
| : will vick it up there

3 ; : ' If you haven't gotten around to filling out a questiounaire
i or perhaps have mislaid .§, please fill cut thio quastion=-
; naire and mail it $o me in the stamped return envelope,

"80 far I have received 10 completed questiomnaires from

Ny . Schenactady, 6 from Troy, and 2 from Sar=%toga., Suite
/ T " frenkly, this level of return is not sufficient for ny needs
' ~ &and I am in deep trouble.

I fully apyreclate tlhie ill-advised timing of this survey,
. : and the demands that are being placed upon your time. Had ;
I any alternative, I most certainly would have waited until , :
' the strike had ended. However, the Air Force is reassigning 5
me shortly and I do not have the time to wait the strike ous, p
As a result, I am totally dependent upon your good will and

cooperation.

Do I would appreciate any consideration that you could give this
P ° request, '

ﬁ “ . Yours tr Yy

5 : ,::I.(EQD AL cujl‘

. T, ROGER MANLEY 1 Atch: Questionnair
o Major, U.S. Air Forde

! 376
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Appendix F

. PR
Lol ’ RENSSELAER POLYTECHNLC INSTITUTE
. % : School of Management
A Lol : Troy, New York 12181
. ‘, 0
‘.l' : ‘I !
!' : : L]
' ; ! Dear Sir/Madam: 29 December 1971
oo Attached is a questiommaire on Personal Value Systems and
o Company Goals which you are requeated to complete and re-~
- turn in the envelope provided.
?. ; i Aside from helping me fulfill the requirements for the doc-

: toral degree, your cooperation will assist me in developing
: a technigue whereby I will be able to examine the personal
: value systems of members of military urganizations and de-
' termine what goals are relevant fo them,

T : Pertaining to this rescurch, there are some points in which
Co you might be interested:

- ! 1. There is no such thing as a “best" or'better" per-
sonal value system -~ personal value systems just are,

2. Personal value systems reflect the influences of the
times, institutions (educational, scecial, and religious),
and organizations within which we work == there is nothing
Vo evaluative about them,

. 3. No pone but me will have access to the completed
. : questionnaire, you are assured complete anonymity in your
responses,

g Z I would like to thank you in advance for your cooperation.

[ g : It ig difficult for an outsider to enter an organization and
) gain the cooperation of its nmembers; however, as a group you

have received me most openly and warmly. For this I am sin-

cerely grateful.

Yours truly,

A Coac

T, ROGMW MANLEY 1 Atch
Major, U.S. Air Force Questionnaire

=N

R et 2
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' ’ Appendix G

IR TR W [ ey

]

18, How mény employees are under youwc overall supervision?
(check one) —_—

&

i

P __0-9 300499

g ___10-24 ___500-999

i __25-49 ___1000~2499
o —_50-99 —2500~-4999
P ___100~299 ___Over 5000

19, The Territory in which you work (check one):-
__ MID-STATE
__Bronx
- __Westchester
* __Mid-Hudson
_Territory Headquaerters

T i T e S KA

___UPSTATE
___MANHATTAN
___BROOKLYN-QUEENS

it ___ NASSAU-SUFFOLK

‘ ___CORPORATE HEADQUARTERS

T T 1 e U Rl

20. Are you a graduate of an I[MDP program? (check one)
Yes No

Ce e g o

L3222 222 2L s 2 i g Ryl b Yy Esy)

THANK YOU FOR YOUR COOPERATION

LEZ S SRR R R RS LYt L]d

oot PR, G - e S, e
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3 Appendix H
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w, .
Now York Telephone
Robert M. Burke 4 Corporasa Park Drive
Vice President White Plaing, New York 10804

(914) 380-7887 .

December 28, 1971

T e Y ST TR TR

DEAR MID-STATE MANAGER:

To complete a doctoral research project involving %
a comparison of personal goals and values between managers of ]
i corporate and military establishments, Major T. Roger Manley
2R of the United States Air Force has asked our help, Major ‘

—

! Manley has chosen at random, five hundred names of Mid-State
i management people, and yours has been selegted,
i

R L

The enclosed questionnaire should take about one 1
half hour to complete, I would appreciate, as soon as you
D can, your forwarding the completed questionnaire to Major
L Manley in the envelope provided. Your personal anonymity is
L assured, and only statistical analyses are involved in the
! o comparative exercise.

-

Thank you for your cooperation,

Sincerely,

=03

Enclosures

;
}
;r.
i
E
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soseed Aspendix I

Rensscluer Polytechnic Insticute

TRAY, NEW YORK 12181

SCIOOL OF M ANAGEMENT

11 Jonuary 1972

Dear Sir/Madam

Aprroximately two waeks ago you rzceived a copy of the
guestionnaire on Personal Values and Company Goals If
you have already comuvleted it and mailed it to me, I
thank you very much for your cooperation.

If you have not quite gotten avound to filling out the
questicnnaire, 1 would ask you to please congider doing
so. To date I have receilved slightly less than a twenty
percent response from the Mid State Tevrltory, and this

is insufficient for my neads. Research in Orzanizational
Bahavior succeeds or fails on the basis of the degree of
cooperation of the participants. At this time the outcome
of almost four years of work ¢n my part is in jeopardy.

I can only succeed with your help.

I fully appreciate the 11*'“dVloed timing of this survey

and the demands wnich are besing placed upon your time. Had
T any alternative, I most certainly would have waited until
the strike ended. However, I am being reassigned to the
Mid~West shortly and do not have the time to wait the strike

out.

I would deeply appreciate any consideraticn you could give
this requast. Thark you.

Yours truly,

mwﬁ’

MAMLEY
Ha]or, ;.8. Air Force

374
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VITA

Major Thowas Roger Manley was vorn on 25 June 1935 in Yonkers,
New York. He graduated from Cardinal Hayeg'High School in BEronx,
New York in 1953, end matriculated for one yéar at Manhatten
College as a student iﬁ the College of Liberal Arts., As an
enlisted member of the U.S5, Naval Reserve, he won a competitive
appointment to the U.S5, Naval Academy at Annapolis, Maryland.

He graduated from the Naval Academy in June 1958 and was com-
migsioned a Second lLieutenant in the U.3, Air Force, His in-
itial asasignment was as a cadre nember of the first Titan I
intercontinental Ballistic Misgile Squadron. This aésignment
placed him at Cepe Canaveral, Florida for early flight tesfing

of that missile, and at Vandenberg AFB, California, for the
ingtallation and checkout of the first underground missile silos
in the United States, Subsequent assignments placed him as a
Higsile Combat Crew Commander in an operational Titan I squadror,
and as Chief of Systems Integration of the Titan III Space Launch
Vehicle Division 2t Cape Kennedy.

llajor Manley received a llaster of Science degree in Management
from Renasselaer Polytechnic Institute in 1965, Returning to
that institution in 1969, he begun work on a Doctor of Philosophy
degree, which was awarded o him in 1972,

During his assignment to Cape Kennedy (1965-69) lajor Manley
brcame associated with the Florida Institute of Technology as

an adjunct faculty member, and (in off duty time) functioned as




! the Head of the Management Science Department from 1968-69. He ‘,
iq currently an Assistant Professor of Systems Management in
fLe School of Engincering, Air Force Institute of Technology,

5 | Wright-Patterson AFB, Ohio.

i Major Manley is married to the former Eleyse Connell of Haworth,

New Jersey, and has four children: Robert, Kate, Joan, and Roger,

-~ April 1972 —




