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POST-TRAINING ATTITUDE SURVEY RESULIS:

APPERDIX B

" ‘Composite: ~60 Participants From Units B aud 2

ST, Bla s LR

2.
3.

1C.

11.

15,
16!

17.

I liked the method of instruction in this workshop.
I recommend this workshop for other Army leaders.

I alregdy used most of the technigues presented before
entering the workshop.

5
5¥
50
%2
13

I feel competent enough in the use of GBS (Group Problem= 25

Solving) techniques to use them on-the-job now.

GPS training will help me to develop my subordinates’
leadership ability.

28

I would like to train others in the use of GPS techniques.20

I am convinced that GPS techniques help to increase the
quality of decisions, especially those involving people
problems.,

I am convinced that GPS techniques help to increase
gcceptance of declsions by subordinates,

I plan to use GPS techniques for couflicts that ariee
between me and my immediate subordinates.

I am convinced that GPS helps to strengthen the chain
of command.

I am convinced that I can easily switch my leadership
style from GPS methods to traditional methods and vice
versa, depending on the situation,

To use GPS effectively, I will have to train my subordi-
nates so that they can give me accurate feedback on how
well I am using the techniques.

I an convinced that when a leader takes a GPS faclli-
tator role he is still in contral.

I'm convinced GPS techniques help channel emotion and
frustration into productive results.

1'w convinced GPS makes me a more flexible leader.

I am convinced that oper "two-way" comwunication be~
tween me and my subordinates w.ll. increase through the
use of OPS techniques.

I anm convinced that the feedback deriveu from GPS is
essential to effective leadership/management.
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38
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INDIVIDUAL AND GROUP PROBLEM-SOLVING WORKSHOP




POST-TRAINING ATTITIUDE SURVEY RESULIS:

18.

19.
20.

21,

22,

23.
2k,

25.

26.

27;

(in percentages)

o
Yo
Sy
&¥
For what one gains, I feel GPS takes “oo much time. --
I feel GPS is really "permissive" leadership. 3
I feel GPS permits subordinates to become too close 2
to the leader or supervisor.
If I used GPS techniques, my control of my immediate -
subordinates would decrease.
I fear losing my "command authority or presence" by --
using GPS with subordinates {e.g., they'll get me into
_arguments where I'll lose face).
I plan to use a problem-solving approach when 27
performance counseling.
I feel that a problem-solving approach to performsnce 18

counseling gets subordinates to veluntarily admit
their shortcomings or mistakes.

56

ks

o

~
3
§
')

15

28

INDIVIDUAL AND GROUP PROBLEM-SOLVING WORKSHOP

18

23

I wisn my supervisor or leader were using GPS or & problem-solving approach to

performance counseling.
YES 314  SOMETIMES 30% NO 5%  HE ALREADY IS 34%

I expect to use GPS on about 40 percent of the problems that I face on~the-job.,*
Before this workshop, I used GPS on about 10 percent of my problems,¥#

I expect to use a problem-solving spproach to performance counseling about

75 percent of the time.#® Before this workshop, it was about 40 percent of

the time,.#*

Note: Due to ckewed distributions for answers to Questions #26 and #et.
the wedian has been used as the best representative of central tendency.

* Mve participants did not respond to these questions (N=55).

* Participants from Unit B did not respond to these questions, since at the
time of administracvion they were not on the questionnaive. (N=29)
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ment (PM) programs with my immediate subordinates.

3. I would like to train others in the use of PM 9 51 32 8 -
L techniques and programs.

4, I am gonvinced that M tochniques will help me im- 32 S1L 15 -- == (2) ‘
provg the performance of my immediate subordinates. :

L] 5. 1 am convinced that Performance Counseling would be 30 66 2 2 .- i
more effective when it is followed up by PM programs.

] 6. In most cases, PM programs should provide a better 36 53 1) - - - 4

: APPENDIX B ~ 3
POST-TRAINING ATTITUDE SURVEY RESULTS: PERFORMANCE MANAGEMENT WORKSHOP ‘

J Composite: 53 Participants From Units B and C
{in percentages) v
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E 1. I recommend this workshop for other Army leaders, 57T 36 5 2 -
’ 2. T feel competent enough to set up Performance Manage- 17 68 11 -- «= (&) :
]

¥

way to motivate subordinates than threats or y
pupishment,
T+ Ag a result of this workshop, I plan to use verbal 21 63 8 Lo . ok
reinforcement with my immediate superiors (I i %
L. already am _4g). o &
8. As & result of this workshop, I plan to use verbal 28 51 11 =~ = (2)
reinforcement with members of my family (I already
an _8%).
9. I am convinced that over time the feedback derived 13 55 26 L -~ (2)

- . from setting up a FM program can be used to replace
’ daily reinforcement from me.

brd

B 10. I am convinced that tc be effective, punishment 15 47 28 6 - (W)

. 18 best used within the context of a FM program,. 4
1l. I am convinced that to eliminate undesired job- 11 3% 36 17 - 2

- related behavior, the best approach, in wmost cases,

is to jignore the undesired behavior and reinforce
a subatitute desired behavior.

12, VFor what une gains, T feel PM takes too much time. -~ 11 26 53 9
13. My supervisor is using the basic skills of PM (Module I) with me:

17% Most of the time 554 Sometimes 9% Never  19% No response
1 I wish he were using the basic skills: U2% Moat of the time  19% Sometimes

IR
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” 15% Never 244 No response ;
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14,

15.

POST-TRAINING ATTITUDE SURVEY RESULTS: PERFORMANCE MANAGEMENT WORKSHOP

When attempting to motivate my subcrdianates to improve their job performance
(vefore coming to this wurkskir), I ulveady used the basic skills of FM about
20 percent of the time.

Kow, when attempting to mutivate my sutordirates to improve their job
performance, I expect (o use t.e Lasic ukills of PM about 19 percent of the
time.

Note: Answers tc items f#.0 wal #i4 are wmedian estimates.
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APPENDIX B

POST-TRAINING ATTITUDE SURVEY RESULTS: MANAGEMENT BY OBJECTIVES WORKSHOP
Composite: 34 Participants From Units B and €
{in percentages)

ful
J g & gé
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1. I recommend this workshop to cther Army leaders. 50 34 6 6 --

2. I feel competent enough to us: MBO today. 2 65 23 .- ==

3. I would like to train others to use MBO. 9 50 29 12 «-

4. I am convinced that use of MBO will help to improve 2h 56 17 3 -~
the performance of my immediate subordinates.

5, I um convinced that "Group Problem-Solving" and 26 50 18 6 -

"Performance Counseling" would be more effective
when they are followed by written performance
objectives,

6. I am convinced that MBO wiuld be more effaoctive when 18 sé6 20 3 3
it i3 followed by "Performance Managerent"” technigues. '

7. 1 am convinced that the use of MBO will increase 2 59 1T e - )
acgeptance of and commitment to unit goals and X
performance objectives. i

8, I am convinced that NDO provides an objective (valid 1 6k 15 3 .- i
and reliable) weans of gvaluating the peeformance of
subordinates. )

9. I am convinced that the use of MFO increases elear 26059 1§ «- e
communication.

10.  In most cases, MBO should decentralize decislon-nakiog 1 53 29 ~e e
snd problem-solying to the lowest appropriate levels.

31, As a result of this workahep, I plan to use MO0 with 1B %6 26 es .
oy immediate subordingl- s, {i already wa 473) i

12, For what 9ne gains, I feel that writdog out objectives == & W7 38 9 t
tukes tue wuch time. ' ;

13. I wigh ay supervisor were using NBO: i
380 Nost of the time  £7% Sometimes 3% MNever 3% He already is
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POST-TRAINING ATTITUDE SURVEY RESULTS: MANAGEMENT BY OBJECTIVES WORKSHOP 3
AFTER being in b o

BEFORE being in this workshop ; *

1%, My Action: this workshop: I expect to: k K
, , 11

a. Identify and st unit goals:  79% yes, 21% vo  100% yes, ___ no, ___ 2 ! ;
b. Identify and set unit goals 65% yes, 35% no  100% yes, _ no, __ % %
with my immediate subordinates: 0 ;

¢. Define goais by measurable WY yes, 53% no  §T% yes, 3% no, _ o :
performances: ‘ E

; i =

. i1 1 :

4. Write down performance about 10% about 5%% Ho -
objectives: of the time of the time o

e. Mutually agreed upon with avout 50% about 00h 1
subordinates: of the time o the time ; i 4

i .‘:4

f. Include conditicas/resources:  about 5% about 7 : 3
of the time ¢f the time o 4

o o

&. Inelude measurable standards: adout 504 about 7% ! -3

Set a deadling:

af the time

abut 0%
el the time

of the tike

8 59,
ah\,.u)t ..’,5.’;?
of the tife

Wote: Answers te {tems lhd « IR are zedian gotimales.




APPENDIX B
OST-TRAINING ATTITUDE SURVEY RESULTS: JUNIOR NCO WORKSHOP

Composite: 27 Participants From Units B and €

(in percentsges)
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1. I recommend this workshop for other NCOs in my unit. 78 22 - o --

2. The content of this workshop was clearly related to 51 ki1 b b .-
my work as a supervisor.

3. I know ho¢ to apply the skills presented in this 26 63 11 - --
workshop.

L. I plan to use Pertormance Counseling techniques to 56 37 T ea e
resolve conflicts that arise between me and my
immediate subordinates.

5. For what one gains, I feel that these Performance -- 12 22 33 33
Counseling techniques take too much time.

6. My supervisor is using & problem-solving aspproach to performance counseling:
15% Most of the time 56% Sometimes 29% Never
I wish he were using such an approach in his counseling:
81% Most of the time 19% Sometimes _-- Never

T. I expect to use a probiem-solving approach to performance counseling about
90 _percent of the time. Before this workshop, it was about 27.2%.of the time.

8. Performance Counseling would be more effective when 34 44 22 -- --
it is followed by written performance objectives.

G, For what one gains, I feel that writlng out -- 7 30 37 26
performance objectives takes too much time.

10. I expect to wrlte out performance cbjectives (to include conditions,
resources, measurable standards and a deadline) with my subordinates
about _775 percent of the time that such opportunities present themselves.
Before this worsshop, I did this about 0 % of the time.

11. I feel that I can set up Performance Management 37 56 T e -
(PM) programs with my immediate subordinates.

12, Performance Counseling would be more effective 33 67 - - -
when it is followed by PM programs.

13. In moust cases, PM programs should provide a better 52 k41 T == --
way to motivate subordinates than threats or
punishment.

14, For vhat one gains, I feel PM programs take too -~ 7 11 41 W

much time,

B




15.

My supervisor is using the basic skills of PM wilh me:

1% Most of the time 63% Sormetires 26% Never
I wish he were using the basic skills: 79% Most. of the time §g§ Sometimes

-~ Never

When attempting to motivate my subordinates to impiove their joo per-
formance (before coming to this workshop), I aiready used the basic
skills of PM about 25 % of the time.

Now, when attempting to motivate my subordinates to improve their job
performance, I expect to use the basic skiils of PM about _90 % of the time.

Note: Answers to items #7, 10, and 16 are median estimates.

e —y—

Iy Rt ER

.

eme

" 5

SREERAP L




et

L

. ]

T e

|

Lr.

]
L

N|

APPENDIX C

TYPICAL EXAMPIES OF USE OF SKIM SXILLS
QR COMMENTS ON SKIM SKILL USE

Performance Counseling Examples

"An enlisted man had a very negative attitude. When I counseled him
I found out that his wife had just had a baby and he wanted some time
off to go see them."

YAn enlisted man was always a problem. I found out that he disliked
his MOS and together we found him another MOS."

"More lower ranking men are coming in to see me." (CSM)

"After counseling my immediate suvordinates, I got more work out of
them."

"One man had already gone to the IG and the Chaplain. When I
counseled him the basic problem came out and good results followed."

"A good soldier was heavily in debt and wanted out of the Army.
I counseled him but he still wants out no matter what--even a
Chapter 13." '

"I had an EM who was crying. By writing down his problems, he
could look at them realistically.”

"My counseling has been effective since I let my subordinates
get their solutions out.”

"Pwo Master Sergeants were in conflict but they aren't now because
of my counseling them together.”

"I counseled a highly intelligent EM who was unhappy in his job. By
listing out on the blackboard what his needs were, we decided to
trade his job for that of unit clerk. For two and g half months now
things have been going real well with him."

"I do a lot of counseling with young E-4 who are about to become SGT.

I let them know that I am watching them for promotion and that they are
doing a really good job. One man was not able to perform as an acting
SGT but he was & good E-4. I wanted to return him to the specialist
slot without ruining his motivation; he just wasn't ready to be SGT.

I counseled with him and he understood and is doing well as E-k."

C-1




"I had an EM with a haircut problem. When I counseled with him, I
found out that his real problem was with his platoon which he hated.
I got him into a different platoon and he got a haircut. Things are
much better."

*A LT was showing his personal feelings too much on-the-job. I explained
to him that I felt it was unprcfessional. Since we discussed this,
there have been no more problems in this ares.”

"I had & man who came to the unit from the stockade and I counseled him
several times. Finally he opened up to me about his severe problems
with his wife and that he AWOLed to visit her. I explained to the man
that I would give him leave to settle these problems. Then I reinforced
him for returning from leave on time. He has not gone AWOL since and
is working better."

"I have had about 40 performance counseling sessions since April and I
feel I have gotten these men to open up. I know I prevented some AWCLs.
Now EM from other sections come to me.”

"I have & man who threatens to AWOL twice a month; he has severe financial
problems. So far counseling has not worked with him."

"I do a lot of counseling with EM and the success depends on the person.”

Group Problem-Solving Examples

"We used GPS to solve an attitude problem in the shop, We were to
go COMPAC with Pt Bliss but everyone was procrastinating sbout it.
We put this up as a group problem and the results were fine."

"I've used sll the GPS skills at one time or another.”

"I have five subordinates to problem solve with. When they wanted to

- rearrange the office because of lack of space, I listened to their ideas
and we made a sketch. Then we selected one set up and everyone helped
move furniture. Now they seem to feel more free to talk with me."

"When we went to the field, I was always on the radio telling my platoon
what to take, what to do, what to carry, and where to go. I had to
direct every action. After the GPS workshop, I got my platoon together
to decide what chey think they have to do, to carry, and to set up the
SOP (standard operating procedure). The next field problem went great;
everyone knew what to do." :
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"1 often GPS with my subordimtes now. We set the priorities and I
- involve my subordinates in the "HOW TO". I never did this before
and now I will usually go along with their decision."

"For gunnery training, I met with my subordinates to schedule the
training for others and to decide what it would consist of and what
they were to carry. It didn't turn out perfect, but I was generally
pleased with the performance of the section.”

"There was a conflict between EM and MCOs over a hectic work schedule.
This was hurting morale. The platoon got together and we worked out
© & new work aschedule which was approved. Now they do it themselves."

"My subordinates and I worked out the best way to present a tank gunner
class. We decided who to use &8s instructors, the scheduling, etc.
This worked out very well." '

) "I have used GPS in some instances; it works well with Junior officers

and NCOs but not with EM."

"I use group problem-solving about once a month with platoon leaders
and sergeants.”

"I use group problem solving the most. I get my key people together
sc often I feel uneasy about making decisions glone. We had several
GPS meetings while planning for an ORTT."

"I tried GPS with all 40 cooks to resolve & scheduling problem but

I got three polarized groups. I ended up making assignments but the
problem is still not solved. I feel the group was too big and the
personnel too old (40-50)."

"I used GPS in the motor pool to solve a vehicle control problem.
I got my section chiefs together and explained what had to be done,
then I acted as moderator.”

"We needed to have a 'show' track ready in the motor pool. The
group decided how to do this and it worked out well."

"I'm using GPS to diagnosis problem areas.

Performance Management Examples

"I had an EM with an appearance problem--boots never shined, uniform
solled. I ran a FM program on him for two weeks keeping a record on
a card and glving him reinforcers., But he was caught with marijuana
and was & rehab transfer. If he had stayed, I feel the program would

have worked."

c-3
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"] developed an incentive system for people who were later or had
poor appearance. It worked for awhile then I had to change to
threats and punishments because of outside influences.”

"I try to give a lot of reinforcement now. T was once watching a
man ‘who I knew was always busy. I brought the Platoon Sergeant
over %o the man and said 'this is a good man and he should haVe a
promotiont,’

"I 1ike to use these skills and I feel this course has made me
attempt them more often.”

"I use reinforcement techniques by rewardlng good hehavior and giv1ng
my subordinates more responsibility."

"I have a reward system in use constantly and often make informal
contracts.”

"I reinforce my people by granting time off for extra hard work.
Before Christmas I had the section over for dinner after two very
hard field problems.”

"I used reinforcement with the new civilian employees as they were
learning their jobs."

Management by Objectives Examples

"I tried MBO once but because of job inexperience, it failed. It is
difficult to set a goal if its unclear to you.'

"We set new objectives under FORSCOM."
"I set priorities every day."

"MBO is used when field problems come up but for normal routine
situations it's not necessary to use MBO."

"I used MBO more in my personal life for things like budgeting time,
setting goals and setting standards for my extension course."

"I used MBO to revamp the Fire Direction Center."

"I set goals with my subordinutes and they figurc out how to get there.
I would do this with every individual if I had the time,"




Combined Workshop Skill Examples

"I find excellent use for all of these skills in working with recruitees.
"~ I believe your workshops should be presented to all district, area, and
even rogional commanders within the Recruiting Commagnd.™ (LTC)

"I have used almost all of these skills informally since the workshops."

"We used GPS in the supply room to set goals and priorities and I
try to use reinforcement frequently."

"I use all of the skills. I frequently go back to the manuals for help.”

"I'm using these skills more than ever. I post ideas; get my subordinates
to talk more; I listen more. I also compliment the men more."

"I had a PFC who had the potential to do more. Together, we set his
goals and I let him suggest ways to meet them. I also gave him more
responsibilities. I rewarded him with praise and a promotion when
ke succeeded. I have had amezing results with him,"

"We set goals in a GPA meeting and I give reinforcement for good work.
This increases each man's self-esteem and it builds reliability and
initiative in my people."

"I had a person whose performance was substandard. I counseled him
and we set out his objectives, His performance improved for a week
and then went bad again because of a lack of punishers. There was
a breakdown in the counseling for awhile then I got back with him,

I used his value to the unit as leverage and now there has been some
improvement . "




APPENDIX D

DISTRIBUTIONS OF GAINS
IN ESTIMATED SKIM SKILL USE

, Figure D-1 shows the distribution of gains in estimated use of
n a problem-solving approach to Performance Counseling.

Closer inspection of the data reveals that:

a. Participants who stated that they did not use a problem- i{?
solving approach at all, or at a 5-10% rate, before training, N
had a median estimate of 50% after training (N=34%).

b. Participants who stated that they did not increase their R
estimated rate of use of a problem-solving approach to B
performance counseling were already at a median rate of

55% (N=1k).

¢. Thirty-five participants increased in their estimated use A
of a problem-solving approach by 30 percentage points or S
more, Table D-1 separates these participants by rank.

In general, the percent of participsnts from each rank
and the average increase by those who increased their
estimated use of a rproblem~solving approach to Performance
Counseling by 30 percentage points or more was about the
same over all ranks. ' ' '

Figure D-2 shows the distribution of gains in estimated use of
Group Problem-Solving skills. :

a. Participants who stated that they did not use Group Problenm-
Solving at all before training, had a medisn estimate of
32.5% after training (N=26). Five said they increased from
0 to 100%. ' ' :

b. Participants who stated that they did not increase their
estimated rate of use of Group Problem-Solving were already
averaging at a medien rate of 554 (N=18). Four said they
vere at a 100% rate before training began.

c. Twenty-eight participants increased in their estimated use
of Group Problem-Solving (GPS) by 30 percentage points or
more, Table D-) shows that ranks 0l, WO, and E7 increased
their estimated GPS skill use most often. The average
increase was about the same over all ranks.

- D-l
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Figure D-3 shows the distribution of gains in estimated use of
the basic skills of Performance Management.

a. Participants who stated that they did not use the basic
skills of Performance Management at all before training,
had a median estimate of 95% after training (N=4t). Those
at a 5-10% rate before training, had a median estimate of
55% after training (N=11).

b, Participants who stated that they did not increase their
estimated rate of use of the basic skills of Performance
Manugement were already at a median rate of 100% (N=15).
Ten stated that they were at a 1004 rate before training
began. Incidentally, one participant reported a decrease
of from 100% to 60% in the use of reintorcement because a8
he said "I am now giving reinforcement correctly."

¢. Thirty-five participants increased in their estimated use
of the basic skills of Performance Management by 30 per-~
centage points or more. Table D-1 shows that those at
ranks 03, 01, WO, E7, and Eo increased their estimated
shill use most often. The average increase was about the
same over all ranks. :

Figure D-U shows the distribution of gains in estimated use of
mutual setting of goals,

“&a. Participants who otated that they did not use mutual goal
setting at all before training, had a wmedian estimate of
50% rate after training (N=15).

~ b. Participants who stated that they did not increase their
egtimated rate of use of mutusl geal settiang were already
at a median rate of 50% (N=17).

¢, Twenty-four participants increased in theixr use of mutual
goal setting by 30 percentage points or more. Table D-l
shows that those at ranks 03, O, WO, ET, and Eb increased
their skill use most often. The average increase was
about the same over all ranks.
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Figure D~5 shows the distribution of gains in estimated use of
writing pevformance objectives.

el veve

a. Of those participants who stated that they Aid not write
performance objectives at gll before training, five in-
creased tc 90 to 100%, but most of the remainder (20)

stayed at zero (N=32).

Of tkhose participants who stated that they did not increase
their median estimated rate of writing performance objectives,
three were already at an estimated 100% rate, but most (20) -
were at 0% before training and stayed there after training. :

Only 15 participants (26%) increased in their estimated
rate of writing performance obhjectives by 30 percentage
points or more. Table D-1 shows that the average increase L]
in estimated rate of writing performance objectives was

guite high, even though the number of individuals increasing
was low.,
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Unit B

(8=30)
23%
63
17

60

a3
20
60
13
27

3

0
27
50
27

63
T3

10

27

Unit C
(N=29)

17%

b5
14

3k

1%
1k
b1

T
21

14
21

10

APPENDIX E

RESPONSE PERCENTAGES TO PROELEM CHECKLIST

As a lesder in the Army, you'lve probably encountered some problems. Flease
check as many of the statements below which describe problems you've experienced:

I've had trouble with my decisions being accepted by my
subordinates. :

I've often wished I knew how to better motivate my men.

I often found out later that I had misundersiood my
subordinates needs and feelings.

Sometimes unfavorable information was withheld from me
by my subordinates.

I've had trouble anticipating problems within my command.
My skills in interpersonsl relations were lacking.

I've sometimes wondered sboubt my superiors' intentions.
Itve felt isolated as & commander.

Itve had trouble introducing changes into my unit.

I've sometimes felt that my men go out of thelr way to
avoid talking to me.

It's ususlly teken me & long time to develop rapport and
trust with my subordinates.

The consequences of my decisions have often been less than
what I expected.

I've had experiences where my listening skills were not
effective.

When I got into discussions where evaluation of possible
solutions was going on, I have wound up argumentative and
hestile. -

I foresee trouble in trying to retain men in the Army.

I've found that sometimes my orders were not carried out
as I wanted,

Commumnications up from subordinates has rarely been to
diacuss their work problems.

I usually had to make all the decisions in my unit becsuse
my subordinates passed the buck.
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. I've had trouble handling emotional problems (e.g., -

frustration) of my men.

“I've experienced a trend-ofzdominating discussions

with my subordinates.

"~ When confronting problems with minority groups, I found
. that I was giving in to their position unnecessarily.

I've used some “participative" methods with my men, but

" with little success.

One of my problems was getting my people to do what I

wanted them to and have them enjoy doing it.

I've never had a real "rap" session.

My experience with "open door" policy has been less than
I expected. ' '

" Decisions were ofteu made by my superiors which should
‘have included my opinion.

I've often made decisions which should have included my’
subordinates!' opinion. '

I had no direct idea of how my superior evaluated my work
or felt about me.

My subordinates had no direct idea of how I evaluated
their work or felt about them,

I often wondered how to effectively recognize or reward

the work of my subordinates.

I often wondered how to better control my men,




_ APPENDIX F

‘Human Resources Research Organization.
.Battalion Questionnaire - . R
- (UNIT B) o |

This questionnaire is part of a study to learn more about

i

~ -ieadership. Your opinions are needed to help determine whether

=2

classes given as part of this ctudy are effective.

By giving tnis questionnaire to two similar units (one unit

receives the classes, the other doesn't), we can determine which

changes were produced by the classes.

Becavse your honesty in completing this questionnaire is so

».

mportant, it is not necessary to write your name on the questionnaire.

Some of these questions refer to your supervisor (the person who

tells you what work to do and checks to see that it getc done). 1I1f
/

/

you have mcre than one supervisor, tell jxﬁe irdividual(s) who gave

") you this form. Do this NOW. /

F-1




I General Data

For each of the following items, place a -check (,/ ) on the line next
to the correct answer or fill in the'blank.

‘\9 .~ A+ Please print your supervisor's last Name in the space below.
3 By . ) Iast
_ B. Supervisor's Rank. (check one)
; . El ... 6.__E6
8 , 2. R ' 7. __E7, E8, or E9
‘&g S 3.—E3 80._._4 s WE W3, or m
. : L. B4 " 9.__Olor ce
.} 50—E5 : 10.____03 'S d‘, or 05
= C. Your Rank.  (check one)
& _ S P, it 6.__E6
i - - T.__E7, E8, or E9
3.__®3 8.__W1, w2, W3, or
. 4L, Eh 9.___ 0L or &
; 5.____E5 10.___03 or Ok

D. Which of the following HumRRO Workshops at Bldg 118 have you attended?
(you may check more than one item)

1. Individual/Group Problem Solving

2.  Performance Management

3. ___Kanggement by Objectives

b, —_ Never attended any of the workshops

iy 3

E. Unit to which you are assigned. (check one)
21.__ Headquarters, lst Squadron  27.__ Headquarters, 3d Squadron

22.__A Troop 28, Troop
= , 23.___B Troop 29, K Troop
B olb.__ C Troop 30.__1 Troop
25. D Company 31, | ~_ M Company
26.__ Howitzer Battery, 32.__ Howitzer Battery, 3d Squadron
1st Squadron
33.___Other (What? )

F. Amount of time you have been in your unit. (check one)
1. 2 weeks or less

2. more than 2 weeks but less than one mouth
3. one month but less than 2 months
4.2 months but less than 3 months
—__3 months but less than 6 months
6.___6 months but less than 1 year
7.___) year but leas than 2 years

8.__2 years or more

F-2
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G.

H.

Supervisor's Position. (check one)

1. 81 6.___Company commander
2. 8-2 T.__Squadron commander
3.__85-3 ' 8. Platoon leader
h.___s-b 9.___Platoon sergeant

5.__lst sergeant 10.__ Other (What?

Amount of time you bave known your supervisor. (check one)

1.__2 weeks or less

2.___more than 2 weeks but less than one month
3.___one month but less than 2 months

+.2 months but less than 3 months

«___J3 months but less than 6 months

.6 months but less than 1 year

.. year but less than 2 years

+_ 2 years or more

O~3 O\ &
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Survey of Opinion

Please answer the following items as accurately as possible. There
are no right or wrong answers to this survey--we are only interested in
how you see things in your unit. Some of the items ask you about. the
supervisor you named in the General Data Section. Please keep this
individual in mind as you answer the items, ESPECIALLY if you have more
than one supervisor.

The items ask you to estimate the amount of time that a particular

action is, or is not, done. You are to indicate how often the action
is taken by placing an "X" on the line below the parase which best
describes your feelings. Please do not mari between the points.
EXAMPLE:

Does your Jjob make
“good use of your
abilities?

/4
é'f “&’ ggfg
%«?f &@

“’%

)

0 20 L1y 88 100

bt o1

If you fell the best answer to this item was "to a very little extent," (20%
of the time) you would have placed an X as indicated in the example. KNOTE
that the X has been properly placed on the point belov 20. Do not place an

X between the points as ghoun below:

INCORRECT 0 20 49 50 &0 60 100
: | | X~ | | | | l

- Please read each item carefully and then mark the point that comes
closeat to the way you fecl sbout that item. Please answer all the

questions in order.

IF YOU ARE AN BEl, E2, E3, OR Eb, GO TO PAGE 10 AND BEGIN WITH QUESTION 57.

ALL OTHER YERSONKEL PLEASE BEGIN ON THE FOLLOWING PAGE WITH QUESTION 1
AND COHPLETE THE REMAIRDER OF THE QUESTIONS (QUESTIONS 1-G5J).
Feb
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STOP_AND READ

IF YOU ARE AN E-3 OR BELON, START 4§§ §
WITH QUESTION #57. $ 8 § &
IF YOU ARE AN E-5 OR ABOVE, START o A F & a8
NITH QUESTION #1. s &8 ¢ § 89 o
W v fe = ¥
A. WHEN YOU BEGIN A NEW WORK ASSIGNMENT, & & S o N
OR A NEW JOB, DOES YOUR SUPERVISOR: S & Y% 8 K8 ¥
1. ‘relz. yo:thow iourhworkh‘h:).pl 0 20 40 S0 60 80 100
meet un goass~-nov what you
do fite into the "big pict%fe-"‘z l 1 I L l —

2. Relp you to see how to do the
vark by breaking it up into
smaller parts?

20 4o 50 60 80 100

|

— o
-
[

3. Help you set up a liat of the 0 20 4o 30 60 80 100
things you need to do to 1 | ] | | i |
finish your job?

B. AFTER YOU AND YOUR SUPERVISOR HAVE
TREUITED WHAT YOU MUST DO TO MEET
YOUR RESPONSIBILITIES, DOES YOUR
SUPERVISOR:

4, .Check with you often to see
howv you are doing~-to help
you before it'a too late?

5, Recognize and praise the
things that you are dofug to
seet your aver-all respon-
sibilitdien?

6. Bucognise andfor praise your

" good vork xight after youdo se?
7. Poiat out exectly what you did
that he is preieing? '
8. Reward you for good work in & 0 20 &0 50 60 80 100
vay vthat is feir end uneaningful 1 :

to you?

€. WHER YOU FAIL TO WEET ONE OF YOUR J0B

RESPONSIBILITIES, DOES YOUR SUPERVISOR:

9. Help you sat things right wieh- O 30 %0 50 60 8D 100
out “putting you down™? | . | L 11

0

|

20 0 50 60 a0 109

p— o
e
e
peaen
foomrs-
-
.

2]0 n[o 510 ﬁo 6‘0 1 ? 0

20 w0 S0 60 80 100

20 80 S0 60 80 100

— - - E )

—
_—
-
o
e
—
o

10. Racognize and praise vhat you 20 w0 50 69 W0 100
44d do right. even though you
- 414 oot do your whole Job?

1. Sit down with you egein and 6 20 ) 40 60 80 100
help you understand vhat you i | | i ] }
wére supposed to do?t . -
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D.

E.

12,

13,

Help you find out exactly why
you were not able to finish
your job a3 planned?

Recognize your honeaty when you
raport the true state of affaira?

HAVE YOU EVER BEEN COUNSELED BY ANY OF
YOUR SUPERIORS IN YOUR'UNIT?

la‘

YBS __ No__

IF-NO, PLEASE SKIP TO SECTION E.
1. WHEN YOUR SUPERVISOR CALLS YOU IN

FOR A MEETING TO TALK WITH YOU ABOUT

A PROBLEM, DOES HE:

13,

16,

17,

18.

lgl

20.

Create an informal atmospheve--
get out from behind his desk
and do other things to eucourage
you to velax?

Ask you about your ide.s and
fealinga--tries to undeyetand
£ixet vather thap to blame or

~question youl
Allow you to gat your feelinga

"aff your cheat" and out inte
the open, oven vhan he doedn't
agres vich you?

Check hig understanding of what
you ave gaying by restating how
you feel back to you?

Allov yau to fiuieh your state-
wants-—~dows not cut in, or
imsadiately fump to a conclusion
about wvhat you are eaylng?

Tolerates silence, aspecially
vhen you ave thioking or ave
not sure of vhat to way?

DOES YOUR SUPERVISOR EVER HOLD MEEVINGS
MHERE HE HAS ASKED ONE OR MORE OF WIS

21.

IF NO, PLEASE SKIP YO SECTION F.

- NEN YO HELP SOLVE A PROBLEN?

YES___ N0

F-6

§
0 0 40 50 6 80 100
] | 1 l | |
0 20 40 S0 60 80 100
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E.

L.

Il.

DURING THE PROBLEM-SOLVING MEETING,

DOES YOUR SUPERVISOR:

22,

Set the "ground rules" for the
neeting~-the amount of tima

available, and other such thinga?

WHEN YOUR SUPERVISOR STATES A PROBLEM
TO YOU, DOES HE:

23.

24,

25.

26.

27, .

28,

9.

30.

Encourage "freedom of thought"
by stating problems without
giving solutions?

Stress the need to correct a
problem aituation rather than
find who 4s to blass for the

_problem?

Folnt out that this ia cur
probles, and center the dis-
cussion on what ve can do to
dwprove the situation?

Tell you all the facts, yet

- 4n brief gand to the point?

Saricusly considar your idess
sud augpastions, no watter how
"ear out” he thinks thay are?
Delay discussion and crizicism
of idese and molutiois. uatil
#1) Yave bean allowed ko come
out? ‘

Keep the waeting cantered on
problam-nolving by not allowiog
paksotnl sttacks on people?
Avold bacoming iovolved fo
argunints?

Check for agreement on the
peoblen belng discusied before
moving on? ’

K¢ep sverrose on track by sun~

warizing the discussion every
nov aad theal

¥-1

0 20 0 56 60 80 100
! L | | | |
i} 20 40 50 60 80 100
| | | i | | |
0 20 %0 50 60 80 100
| | | | | ] |
0 20 &0 50 6& &0 100
| | L1 | ]
9 20 u0 50 60 80 100
} P L J 1 ]
0 20 &0 50 60 80 100
i | | i L | ]
0 20 &0 S0 60 80 130
| ! ] i ] | i
o 20 w0 §0 60 80 100
! I | | { |
9 - 20 0 S0 60 80 100
R TR N I N S
] 200 w0 S0 60 80 100
| i ! || ] |
0 20 V w0 50 &0 80 100
i l L1 ] 1




E.III. WHEN EVERYONE HAS BEEN ALLOWED TO
GIVE ALL HIS IDEAS OR SOLUTIONS,
DOES YOUR SUPERVISOR:

33. Tie everything together by going
: over the advantages and disad-
vantages of each idea ox soiution?

34. Digcuss new problems that may
be created by each solution?

35. Reatate disagreement between
individuals in terms of what
they need to do their jobs?

36. Suggest putting several ideas
together, or a trial period for
an idea, vhen two or move indi-
widuala caonot agres on a eolu-
tion to 4 prablem?

37, Get a golution everyoue can
1ive with?

F. DOES YOUR SUPERVISOR INTRODUCE NEW
* PROCEDURES, POLICIES OR NISSICHS?

: 3. VS KO
* IF Bb, PLEASE SKIP TO SECTION G,

I. - WHEN YOUR SUPERVISOR INTRODUCES NEW
POLICYES, PROCEDURES OR RISSIONS,
DOES HE:

39. Simply otave the purpuse of the
change without Reylug to aell
4t av the only way to go?

40, Allow you to expreas your doubts
and fears about the proposed
change?

41. Suggest that you &t least Rty

’ the dev vaye, especially vhen

- doubts or fears ave brought cut?

42, Let you dacide how to adjuat your
oAm work to the new procedurcs?

G. DOES YOUR SUPERVISOR HOLD MEETIRGS MHERE
HE AND HIS MEN GET TOGETHER YO SET GROW
- GOALS AND OBJECTIVES?
4). Yes___ N0

1F N, PLEASE SKIP TO SECTIGH W.
. ¥-8

0 200 40 S0 60 80 100
| l ! ! | ! !
¢ 20 w0 S50 &0 @0 100
L1 1 ] | |1
0 20 40 50 60 80 100
] | | | L1 |
@ 20 &0 S0 60 80 100
! | L 11 } !
0 20 &0 50 60 80 100
] ! ) ] ] ] !
[ I/ N SO 68 80 Vmo
1 | SN U S |
W W0 500 60 - R0 100
| | ) N B B 1
0 20 %0 S0 60 &0 100
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G.

R‘

I.

WHEN SETTING AND DEFINING GROUP

GOALS, DOES YOUR SUPERVISOR:

&b,

43.

46.

47.

48,

49,

DOES YOUR SUPERVISOR ASSIGN RESPONSIBILITY
FUR REETING UNIT GOALSY

50,

Involve you and his other sub-

ordinates in listing all goals
ef interest to your group?

Talk about what results ave
expected rather than telling
you how to do the job?

Rank the goals in order of
importanca?l

Help subordinatea to list the
thioga that muat be done to
finish each job?

State vhat you are to do in
teras that arxe measureable oy

_obaexvable?

Write down the requivements for
each job~~to include what ie to
be done, tow well it 18 to be
doue, when it {e to bLe dons,
and vhoe i o do 1e?

YEs_ %9

e

1F K0, PLEASE SKIP YO SECTION I.

.. WHEN YOUR SUPERVISOR ASSIGNS RESPONSI -
“BILITY FOR KEETING tNIY GOALS, DOES HE:

al.

52,

53,

Involve you snd hie other rubor-
dinaten in seeigniog theee
raspoasibilitice?

Try to match responmidbilitics

with your abilities and intevcazs? |
Consider your present work lowd J°

and vesponaibilities?

© o RESPORSIAILITY FORREETING '
DOES HE:

54,

55,

s&'

&k you for yaur vieun on what you

are to do, how wall you are to do it, l
and vhan you should have it € aaumto

|

0

See to it that wvhat you ave to
4o 1o veal and reachable?

Try to insura that you have the
means o do vhat you eve suppoked
to do? ¥-9
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W0

50

U1

10¢

0
1.
0

%0

$0

.

an

190

W0

L1

100

T1. WHER YOURSUPERVISQOR ASSIGNS IRDIVIOUAL

0

29

%0

$0

(34

100
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0

50

§0

ic0

29
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I.

PLEASE COMPLETE ALL OF THE FOLLOWING
QUESTIONS.

57'

38,

59.

60.

61,

62.
63.

64.

65.

66,

67- ’

69 .

70.

n.

72.

73.

A-e you satisfied with your job in
ti.4i8 unit?

Have you cousidered getting a
transfer?

Do you look forward to coming to
work each day?

Do you feel that your superior has
confidence and/ov trust in you?

Do you have confidence and/ox
trust in your superior?

Is your superiox eaay to approach?
Hoea your superior treat you like a
wan?

Ys your superior fair in assigning
vork dutieat?

Do you feel free to digcuss your job

pervfornance vith your superior?

Do you feel free to discuss your
important pevsonal problems with
your superior?

Yhen you talk with your superior,
does he pay attantion to what you
ara saylag?

Daes youtr superfor konow about and
underatand problews that ave faced
by bhis subordinates?

Do unde pelicies encouvage you to

- work hard? .

Does your superior eacourage you to
give your beet effore?

Does vour superior vecognizefveward
a job well dona?

Do your peare (friends) encourage
you to give your best effort?

Daor your superior motivate subordi-

nates by uke of fear, threats and/
or punishmeac?
¥-10
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74.

5.

76.

77.

78.

79.

80.

81.

82.

83.

84.

85.

86.

87.

88.

89.

3

&

&
Does your superior set an example ¢ 23 40 50 60 80 100
by working hard himself? | 1 | 1 | | |
Does your job mak2 good use of your 20 40 50 60 80 100
abilities? Y 1 | | [ j
Does your job contribute to your ? 20 4o 50 60 80 1?0
career development? ! | | l |
Does your superior coach you on 0 4G 50 60 80 100
how to improve your performance? & j | { | ! Y
Does your superior encourage his 20 L0 50 60 80 100
subordinates to work as a team? ? | | 1 { | ?
Does your supcrior place con- 20 Lo 50 60 80 1900
flicting work demands on you? Y_ | ] | | | i
In general, how much say or
influence do you have on whet 1 20 L0 50 60 80 110
goes on in your work group? | | l L { :
Is information widely shared in this
unit go that those who make decisions 0 40 50 60 80 100
actually have all available know-how? j_ ZI | 1 | | i
Does information lose accuracy and -
cﬁzzletc;ness asd'i{t comes down the i 2‘0 g‘o 5{0 5{0 sf 1-?'0
chain of copman
Is your superior receptive to your I 20 40 50 60 80 190
ideas and suggestions? L | | ] ! 1
Are you willing to tell your super-
visor when you think something will
not work, or that he has made a L 2.0 l'lo SIO 6l0 jo 1?0
mistake?
Is dowmward communication accepted i 20 40 50 60 80 lﬁ
by subordinates? i | l | !
In solving problems, does your irmme~
diate superior obtain his subordi~ 0
nates' ideas and make constructive ? 2l° “IO 5|° Glo 810 11
use of them?
Within your unit, is the flow of
daily information adequate and ? 210 x,Lo 5{0 elo 8[0 ljo
accurate?
Are you encouraged to coopArate ? 20 40 50 60 80 jo
with other units? | | | | |
Does this uni: have goals and 20 40 50 60 80 1?0
objectives? t | | | | |

Ry G O N
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Are the goals and objectives of
your unit clear to you?

91. When decisions are made, are the -
persons involved in carrying out 20 u0 50 60 $0 100
the decision (the "doers") asked j [ i | | [ i ]
for thelr ideas?
bt

92. Does your superior hold meetings
where he and the people who work 20 40 50 60 80 100
for him discuss work problems T | _i
together?

93, Once decisions have been made, are 20 40 50 60 80 100
they willingly accepted and imple- j i
mented?

94, Are there people within your unit 20 40 50 60 80 100
that encourage you to do less than j | [ I | l j
your best?

85. Do members of this unit feel committed 20 40 80 60 80 100
to achieving the unit's objectives? T | j

96. Do members of this unit cooperate
rather than compete in achieving the 20 40 50 60 80 100
unit's objectives? T i

97. After s wnit objective has been set
and your area of responsibility 20 40
defined, are you given freedom to Y
decide how to do your work?

98. Are review and control functions
concentrated only in the higher : 20 40 50 60 80 100
levels of this unit? T_ j

ot
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APPENDIX G

Humau Resources Research Organizaticn
Battalion Questionnaire
(UNIT C)

';‘his questionnaire is part of a study to learn more about
ileadership. Your opinicons are needed to help determine whether
classes given as part of this study are effective.

By giving this questionnaire to two similar units {one unit
receives the classes, the other deoesn't), we can determine which
changes were produced by the claises.

Because your honesty in completing this questionnaire is so
important, it is not necessary to write your name on the questionnaire.

Some of these questions refer to your supervisor (the person who
tells you what work to do and checks to see that it gets done)., If
you have more than one supervisor, tell the individual(s) who gave

you this form. Do this NOW.




General Date

For each of the following items, place & check (/) on the line next
to th_e correct answer or £ill in the blank.

A. Please print your supervisor's La,st Neme in the space below.

UL

7 (Last)

Supervisor's Rank. = (check one)

Ll EL 6. __E6

2. B T.__ET7, E8, or E9

3. 8.__Wl, W2, W3, or Wk
9. Ol or Q2
10.__ 03, Ok, or 05

Your Rank. (check one)

Sl _E 6.___E6
2. 7.___ET7, E8, or E9
3.7 ¥3 8. W1, W, W3, or Wi
L, El} 9.__01 or 02
5. _F5 10.__03 or Ok

Which of the following HumRRO Workshops at Bldg 118 have you attended?
(you may check more than ore item)

1. ____Individual/Group Problem Solving

2. Performence Management

3. __ Management by Objectives

b, ___Never attended any of the workshops

Unit to which you are assigned. (check one)

1. Headquarters Battery, 2/55 6.__ Headquarters Battery, &/1
2.___A Battery, 2/55 T.__A Battery, b/1
3.__B Battery, 2/55 8.__B Battery, 4/1
4.___C Battery, 2/55 9.___C Battery, 4/1
5.___D Battery, 2/55 10.___D Battery, 4/1
11.__ Other (What?

Amount of time you have been in your unit. (check one)

l. 2 weeks or less

2. more than 2 weeks but less than one month
3. one month but less than 2 months

4.___2 months but less than 3 months

5. 3 months but less than 6 montha

6.___6 months but less than 1 year

7.1 year but less than 2 years

8.___2 years or more
G-2
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G. .

‘Supervisor's Position. (check one)

l.__s-1 - - e 6.___Company commander
2. 82 .. : T.___Squadron commander
3.___83 ' 8. __Platoon leader

4. 8-h ’ © 9.__Platoon sergeant

5.___lat sergeant 10.___Other (What?

et

Amount of time you have known your supervisor. (check one)

-1.___2 weeks or less
2.___more than 2 weeks but less than one month

3.___one month but less than 2 months
L.___2 months but less than 3 months
5.__ 3 months but less than 6 months
6.__6 months but less than 1 year
T.___1 year but less than 2 years
8.___2 years or more

R4




AT,

Survey of Opinion

Please answer the following items as accurately as possible. There
are no right or wrong answers to this survey--we are only interested in
how you see things in your unit. Some of the items ask you about the
supervisor you named in the General Datas Section. Please keep this
individual in mind as you answer the items, ESPECIALLY if you have more
than one supervisor.

The items ask yuu to estimate the amount of time that a particular
action is, or is not, done. You are to indicate how often the action
is taken by placing an "X" on the line below the phrase which best
describes your feelings. Please do not mark between the points.
EXAMPLE s

Does your job make
good use of your
abilities?

§ é9‘$7 § § &8
o111
1 3 4 5 6 7

If you felt the best answer to this item was “to a very ittle extent," you
- would have placed an X as indicated in the example. NOTE that the X has
been properly placed on the point above 2. Do not place an X between the

points as shown below:
INCORRECT | lxl i
12 3 & 5 6 7
Please read each item carefully and then mark the point that comes
closest to the way you feel about that item. Please angwer all the

questions in“order.

IF YOU ARE AN E1, E2, E3, OR Eb, GO TO PAGE 10 AND BEGIN WITH QUESTION 5C.

ALY OTHER PERSONNEL PLEASE BEGIN ON THE FOLLOWING PAGE WITH QUESTION 1
AND COMPLETE THE REMAINDER OF THE QUESIIONS (QUESTIONS 1-90).

G- L
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STOP

i

§
11 AND
11

[

READ

1.

! 2,

8 3

4,

3,

6.
7.

8.

£2N = s o

9.

10,

e o=
2

IF You ARE AN E4 oR
START HITH QUESTION BB

IF You ARE AN E-5 R A

&
START WITH QUESTION #1, §

A. WHEN YOU BEGIN A NEY WORK -ASSIGNMENT,
- OR A NEW J0B, DOES YOUR SUPERVISOR:

Tell you how your work helps
moet unit goals--how what you
do fits into the "big picture"? |

Help you to see how to do the
work by breaking it up into 1
smaller parts? {

-~

Help you sct up a list of the
things you need to do to
finish your job?l l

—2

N 8. AFTER YOU AND YOUR SUPERVISOR HAVE
A DECIDED WHAT YOU MUST DO YO MEET YOUR
1 RESPONSIBILITIES, DOES YOUR SUPERVISOR:

Fail to check with you often
enough to ha of any real help
on what you are doing? l

-—d

Recopnize and praise the
individual steps that you take
toward getting your whole job
done? l

Rocognira ‘endfor praise your i

good work wight after you do ie?

Point out exactly what you did
that he is praieing? i

.

Rewaxd you for good work in a
vay that fe faly and means
scrething to_you! i

C. IF YOU FAILED TO MEET ONE OF YOUR JOB
RESPONSTBILITIES, WOULD YOUR SUPERVISOR:

Help you wet Chings right vith-
out “putting you down'? 1

Recognize and praise vtat you
44d do rpight, even though you
did uot do your vhole job? l

Go over the asaiginment with you
to help you undorxstand it? ]

i

_—

G-5
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12.

3.

Help you find out exactly why
you vere not sble to finieh
your job as planned?

Racognize your honesty when you
zaport the true state of affaire?

D. HAVE YOU EVER BEEN COUNSELED BY ANY

OF YOUR SUPERIORS IN YOUR UNIT?

IF HO, PLEASE SKIP TO SECTION E.

- NHEN YOUR SUPERVISOR CALLS YOU IN FOR
A MEETING TO TALK WITH YOU ABOUT A -
PROBLEN, DOES HE:

15,

36,

Create sn informal stmospheve--
Fot out fyom behind hia desk snd
do other thiags to eucoulsge you

- Ask you about your {deas and

- feslings—<txy £o uadarstand
firat vather than to blame o¥
‘quastion youl! '

.

T A%

18,

19,

-Allgw you to get your fealings
Ma2f your chest" and cut tnte

tha open, aven vhan he wey uot
&gtes vith you?

Check his understanding of vhat
Jou sve saying by resteting how

_' ——.}

ot

Oftsn cur 1o, of iwmidiately

- Jimp to a conclusion sbout whit
you ave ssyldg rather than allow-
ing you to fianlsh your statiments?

Push you to teply vhen you ere
oot sure of vhat to say?

et

b

[
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E. DOES YOUR SUPERVISOR EVER HOLD MEETINGS WHERE M

TO HELP SOLVE A PROBLEM?

I.

& $
& Y ¢ “ &
s 8
&8 £8 § 38
& Y N &N S
RSN
O R IT 8 L&
E HAS ASKED ONE OR MORE OF KIS MEN
21, ¥BS _ NO__

IF NO, PLEASE SKIP TO SECTION F.

DURING THE PROBLEM-SOLVING MEETING,

DOES YOUR SUPERVISOR:

22, Set the "growmd rules" for the
meoting-~the amount of time l T i r

Il

-2

24,

- &7

28,

29,

avaiiuble, and other such thinga?

WHEN YOUR SUPERVISOR STATES A PROBLEN

T0 YOU, DOES HE: '

Dlacourage "freedom of thought'
by stating a problem aad then i i i ?

- giving hia golutiont

Stress the nead to Find who ds - -

to blare for a problem rather
" than copréct the problam situs- l : i Y T

tioal

- Point out that thim s our

s

problex, and center the dis- - o :
cusnion on what we can do to i i f :I

isptoe the attuation?

Tall you all the Eacts, ver l ? | i | ? .

stay brief and to the polnt?

—

‘Sexriouely consider your ideas

and sug geations, uo matter how t ? | f 7

Mfer out” he may think they axel
Delay dlgcuenion sad exinicism

-0f fdeas and solutious unzil all

- participants have been alloved ) :
o wggcgt solutioni? i i | ? i T I
Keep the meeting centeved on
problem-aolving by not sllowiog ; 1 s :
persoual attacks on people? . I j | } ] — ? _ I

id be involved ia ‘ ’ . '
e e it t & § 1
Move od to the next issue btefore 4 € 5
settling the one under discussion? l » i ? N ] ) I
Eecp everyone on track by surward- ? i (‘ ? ? ia

ziag the digcussion nov and then?

G- 7
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maramar

111, AFTER DISCUSSING SEVERAL SQLUT I0KS,
DOES YOUR SUPERVISOR:

33, Tie everything together by going
over the advantages and disadvanta~ _ . .
geasof each 1dea or selution? t i j lf ? . ? .f

3. Diecwg new problems that mey
be creuted by cach solutiont t

35, Restate dissgreement betvsen :
inddvidualy in terms of whas o 5
they nced to do their jobst t T % ? ?

36. ‘Sugpest putiing several ideas
togather, or & trial pavied Eos
&3 ides; when o of mors iadi- :
- viduels cannot agres oen a aglu- '
tion to & problam? ' j i

—1
—
-7
l——ql
sy

——

)

T

- F. UOES YOUR SUPERVISGR zmw hEW PRBCEDUR&S, POLICIES OR MISSIONS?

I, YES ¥

.

IF 50, Fl.r.ﬁin m% 10 SECTION G

HEN YOUR SUPERVIROR INTRODUCES HEY -
f‘ﬂhfﬁiﬁS. PEOCEDURES (}Q aissiong,
DOES HE:

38, Deecxtbe and explain the ?ﬂi‘* ]
' ‘poss of the changeat : J‘_

——
™
Rt
-
.
ponrtonnf

39, Fry to s=ll the changes as the 2 s 5 g
g only way to 2ot L i ? | ? | Z
&. Allovyoute ausgess your ée«x’i‘:ii ,
. and foatg about tha pispessd 3 ) ? § & ¥
chasgas? } I 1 i - i {
41, Suggest ther you at Isast try o o
- the nee wvays, especially when y s 3 § ? G ' i-
doubts or fears ave broughs gut? l ] ] | ]
* §2. tst you dacide how tn adjust your 2 "3 ? 7
) awn work to the aew pwcezmmm L f [ 1 ) t — _i

€. DOES YOUR SUPERVISOR tasw NEETINGS WHERE UE mea HIS 1N GET TOGETHER TO SEV GROUP

GORLS R DRECTTES! |
s " W
FASE S47 YO SECTION K,

43,

3,
LR sm:rgé R a PEFINING "‘}t =
(GOALS, DTS YOUR SUPTR¥ISON:

A&y Inyelen yie erd bl othie dut-

m

lm
...&
?:7,

o anllewes da listieg il goels i f '[ i f f

!

. of inteiest o youl granp?

48 ’ *

Pa——,
Lt




45, Talk about how to do the job
rather than telling you what
results are cxpected? i T

46, Rank the goals in order of
imvportance? ] f

47. Help you to list the things that
wust be done to fianish your job? i ?

—]

— 6 o o
et

i el

| )

48. State what you are to do in torms
of actions that can be counted,
weasured, or cbsarved? } f f 7 ? ? I

§9. Make clear the regquivaasuis fov
: each jab, f.e., uhat is to be
done, how well 4t is to be done,
vhen it 42 to be done, and who . ;
Le to do 187 NS SN ANNU SR SR NN

DOES YOUR SUPERHSOR ASSIGN RESPONSIBILITY FOR KEETING UNIT GOALS?
' 50, VYRS HO

[TV Y

IF N0, PLEASE SKIP YO SECTION 1.

1. - WHEN YOUR SUPERVISOR ASSIGNS RESPONSI
SILITY FOR HEETING UNIT GDALS, DOES HE: -

51, Invelve you snd his other aub-
ordinates in ssaigniog those
vespousibilities? !

52. Tey to satch rewponcidilities
withyour abilitice and interests? }

%3, Considar your prosent vork load
and respounsibilitian? f

11, WHEN YOUR SUPERVISOR ASSIGNS IMDISIOUAL
RESPONSIGILITY FOR REEVING GROUP GIALS,
DIES HE:

54, Ak you for your views o what
you ate to do, how wall you are
to do §t, and when you should a 3 _ $ T 1
have it fintehad? i ] 1 ,

5. Try to ivsure that you have the
weans (equipmant, tobls, timo, } i i «[ s ?
men, etc,) Lo do your job? I . l

pomaihl

s 5
et I SR S
P
fot L
i frit  feiy
]

o o
. et
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I, PLEASE COMPLETE ALL THE FOLLOWING

QUESTIONS

Ave you satisfied with your job in
this unit?

Have you ever considered getting a
transfer because you don't like how
things are done in your unit?

Ave there things about youyr unit that
make you hate to come to work?

Do yeu feel that your superior has
confidence in youl

Po you have coufidence in your
superior?

Is your superior difficult to
approach?

Doss youe superior tveat you like

40 aduic?

Ya your supervisor falr in asaigaing
work durias? )

‘P you feal fras ko digcuts ¥our job

pecformance with your supezior?

Vould you fesl free to discuse your
isportant pevaocnal problems with
yaour superior?

Wien ¥ou talk with your supexior,

© do you think he pays attention to

what you are seylng?
Po you think your supariovr kiows about

and undogstande problers that atve
facad by hiln subordinates?

Are there thiugs sbout this unit that

‘make you want to do your buesk?

Toow Your superior ancoursge you to
give your besr effort?

boes your cuperior let you know thae
he appracistes a job well donel

Do your peaxe (friends) eacourage
you to give your best effort?

s

jesy Bty betn feen
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" Da you think that your job contributes

Does your auperior placa conflicting
waork demands on you? i

- fox improving yeur duty perfoimance?

Does your superior try to make you
vork harder by using fear, threats
and/or punishment?

Does your suparior set an example by
vorking hard himself?

Boes your job make good use of your
ghilitiea?

—

to your caveer development?

fomatd

Dogs your superiovr coach you on how
to improve your job performance?

Y — vt —d —_—

SEFCI S XN D I SRRy

bt fet P e 0

Doas your superior encourage you and
his other subordinates to work as a
tean? i

-

el

pr g

pr—rta>

In gefieral, how wuch sasy, ov influence,
do you think you have on what goes on
in your vork group? f

=

_'le information widely shaved in this
©undt so that thossa who wake decisions i

scturlly have ail avallsble facts?

sl

Do you thiuk ehzt intormation loges
accuggoy and complotenass as it cotas
down through the chatn of command? i

Dorr your superior listen o your {
$3eas zad guggestions?

—d

o b

e T

Are you williog to vell your stper-
visor when you think somethtng will not i
vork, or that hie hes cade e aistake?

Do you receive gnd sccapt auggeetions !

st 3

-——]

Tl S

~ In solving work ptodlema, dogs vour
agmiyieor get your ideas and mike l

use of then?

—

Bithin your unit, do you think thet
the flov of datly dnforsation & ’
adequate and accurate? :

i |

Are you encouraged to cooperate with l

—rd

—

Sracss(Y

b

other vork groups within your uait?

G-1
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Q&
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88. Dpoes this unit have goals and 3 1
objectives? t T L I ? j T
89. To what extent are the.goals and
objectives of your unit clear to you? i ? i i i ®
90. When decisions are made, are the
persens involved in carrying out el

;:: gﬁgiiizgza;;he "doers") asked L T f x( ? ? T

91. Does your superior ever get together
vith the people who work for him to i T ? i -f ,
digouss work problems? l T

ortrar ST o L e

92. Do you ever hesitate in carrying l
out an ovdar because you think it ? 4 f ? I ~
wight be changoad? l f {

93, Are thave people uwithiu your unit H
that encourage you to do less than . u‘ 5 i [ L
your best? l T f I

G4, Do you fael compited to helplog , f : T ? T l {
achieve the unit's objactives? J i ‘ [

95, Do veshers of this unit corpete o
rathey than cooperate fn achiaving i i z Y ? l ( i
the unit's objectives? T . - . ' l

gh, After a unit objective has buew aet
and you know vhat you aye supposed
tg do, are you given fyeedom %o i 4 4 T T l .
decids how to do your workl } | | . ;

i o g e

¢ add Subdiitye
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APFENDIX H

SCALING

INTRODUCTION

The findings presented in the body of this report are dependent
upon the accuracy with which leadership behavior and organization
c¢limate are megsured. This appendix analyzes the validity of these
instruments and compares the dimensions they measure with previous
research. N

Due to the technical nature of the discussion, general readers
may wish to skip this section. It may suffice for these readers to
say that the instrumentation's validity has been investigated and that
scales used in the body of the report possess stability.

INSTRUMENT CONSTRUCTIONY

The instrumentation developed for use in Project SKIM was de-
signed to fit a theory of organizational intervention and change
similar to that presented in Figure H-1l.

According to this approach, training in more effective leadership/
manggement skills should result in a change in the way Army leaders
hendle work problems and work-related interpersonsl problems. The
change in behavior and attitude on the part of leaders should be re-
ciprocated by a change in the actions and attitudes of subordinate
personnel--first toward their leaders and then toward the work situa-
tion and the organization in general. The final outcome of this
cycle should be higher productivity and more efficient operation on
the part of both leaders and subordinates.

The Organizational Climate Survey (0CS)

The first survey instrument to be developed was the Or~inizational
Climate Survey (0CS), which was designed to assess the attivudes of
subordinate personre) toward thelr leaders, work situation, and
orgenization (unit). The construction of the OCS was carried out in
four phases:

1/ This section, with minor additions, was prepared by John K.
Hawley who, as the USARI Field Unit Research Off'icer, constructed the
instrumentation.
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Figure H-1, Theory of Organizational Intervention and Change
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1;- Isolation of areas of organizational function Televant
© 'to SKIM training. genizational functioning releven

-2, Selection of items appropriate to those areas of organiza-
tional functioning. : ) I

3. Talloring of items to fit the Army eavironment.

4. Field testing of seversl variations of the instrument. | HRN

The ereas of organizational functioning which were selected as &
starting point in developing the SKIM OCS imstrument were those dimen-
sions isolated in a cluster analysis of the University of Michigan's
Survey of Organizations, p. 3 (1). The list of possible areas was
anelyzed as to its applicability to SKIM, and those dimensions which
were deemed not directly relevant to SKIM training were discarded.
This resulted in eight major areas of organizationsl functioning.
‘These were:

1. Managerial Support.

2. Manesgerial Goal Emphasis,

. Managerial Work Pacilitation.

. Managerial Interaction Facilitation.

3
L
5. Peer Support.
6. Peer Goal Emphasis.
7

. DPeer Work Facilitation,.

8. Peer Interaction Pacilitation.

: After the relevant areas had been determined, the second step o
was the selection of & series of items to assess attitudes along i
those dimensions. This was accomplished by selecting those items o
from the Survey of Organizations (1) which accompanied the relevant 4
dimensions, and then choosing other climate survey instruments such %
as the Survey Feedback Questionneire (2) developed by the US Army
Research Institute for the Behavioral and Spcial Sciences for the
US Army, Europe.

R LI,y S

Once this large pool of items had been gathered, they were sub-
Jected to an intensive intra-office scrutiny to select those items
which most closely seemed to query areas relevant to the SKIM

H-3
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- .training. This scrutiny was the beginning of the third phase of

construction--tailoring items for the Army environment. Following
selection of the items, the retained items were re-written to make
them relevant to the Army environment. This involved such issues
a8 correct terminology and reading grade level.

The final phase of construction was the field testing of several
versions of the OCS-instrument. Issues relevant to this phase were:

1. Lengch of time to administer.
2, Optimal answering schene,

3. Reception.

4. Relisbility.

5. Validity.

These issues are aadressed in more detail elsewhere, but are included
- here to clarify the steps taken in constructing the SKIM OCS instru-
ment.

The resultant product was a hl-item OCS instrument, using a
T-point Likert scale answering scheme, which took about 15 minutes
to administer. This instrument was not a "re-invention of the wheel,
s0 to speak--but rather was a variant of other more proven instruments
modified to suit the peculiarities of the environment in which it was
to be used.

it

The Skill Use Inventory (SUL)

The second instrument developea locally was the Skill Use In-
ventory (SUI). The purpose of the SUI was to assess whether or not
subordinate personnel perceived changes in actual leader behavior
after the termination of SKIM training. Admittedly, asking subor-
dinate personnel about the behavior of their supervisors was subject
to many criticisms, though substantial research with similar instru-
ments indicates subordinate ratings are valid indicators of super-
visory behavior (3). The most reliable method of measuring skill
usage among supervisor personnel would have been to have several
trained raters cbserve actual behavior. However, such an undertaking
would have required more time and resources than were available.
Also, having HumRRO/ARI Field Unit personnel so constently in con-
tact with managerial perscnnel would have provided a very obtrusive
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measure, and could actually have interfered with the operation of
the units being assessed. Thus, the SUI resulted from the need to
measure managerial skill usage within the limits of our availabie
resources, while still being as unobtrusive as possible.

The actual construction of the SUI instrument was more difficult
than the OCS instrument in that there were no similar instruments to
use as & basis or guide. However, the steps used in constructing
the SUI closely parallelled the steps followed in constructing the
OCS. The steps were:

1. Cataloging managerial behaviors being taught in Project
SKiM.

2, Selecting those behaviors essential to the skills being
taught.

3. Office and field testing the resulting trial skill use
inventories.

The first step--cataloging the skills--was done to provide face
validity for the instrument; that is, to list the skills that were
supposedly being taught. The second step was to cast the skills
into & "Critical Incident" format. This was done to "set the stage,"
so to speak, for the responding of subordinate personnel. The
rationale for this was that if we provided the subordinate with &
specific setting, and then asked about his supervisor's actions in
that setting, he would recall & similar incldent and respond with
what his supervisor had actually done.

The last step of construction, again, involved intensive scru-
tiny of the items--first, within the HumRRO office, and then con-
trolled testing of various forms of the instrument within small
groups of test subjects similer in composition to those who would
receive testing en magsse. The result was a 56-item instrument,
using a T-point anchored Likert response scale, which took the
average subject about 15 minutes to complete.

The final instrument package for Project SKIM was, thus, &
98-item 0CS/SUI instrument which took about 30 minutes to complete.
The OCS portion was a variant of other climate surveys and was de-
signed to measure subordinates' attitudes toward thelr supervisors,
work situations, and their unit in general., The SUI portion was
an attempt to unobtrusively and economically measure usage of
critical SKIM skills within the supervisory group. Taken together,
the instrument package was designed to provide information on a
wide variety of areas of organizational functioning which could be
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~ never used the skills.

affected by the SKIM training. The package was alsc designed to
provide information of a supportive and overlapping nature. The
information was designed to be supportive in that the information
contained in one instrument could be used to interpret or clarify
the information found in the other, and vice versa. The instruments
vere also designed to be overlapping in that, according to the under-
lying theory of organizational change, changes in actions and atti-
tudes of subordinate personnel toward supervisors had to be accom-
panied by changes in skill usage on tLe part of management, if the
changes were to be attributed to the training. Changes in climate
or productivity, which were not accofipanied by changes in managerial
behavior, could not be attributed to th_ SKIM training. Of course,
the supportive and overlapping ssg&ats presuppose the validity and
reliability of the instrumentation, which was a major reason for

the intensive pretesting.

FORMS

Two different forms of the instruments were used. The first
form, administered in Unit B, consiated of a very homogeneous set
of items (r = .60 for the SUI; r = .41 for the OCS). To reduce the
possible contaminating effects of response bias, several items from
this form were rewritten and/cvr reversed. This revision was then
administered to Unit ¢. The result was a reduction in the average
interitem correlation of the SUL to .46 and the 0CS to .38, indi~
cating the revised form contained less response bias. Since the
equivalency of the two questisnnaires was unknown, the forms con-
tinued to be used in their respective units to ingure changes would
be measured from the same baseline.

SCORING

Raw date were punched directly onto IBM cards. Item reversals
and automatic scoring were performed during program execution.

Items on the first 56 questions {SUL) were automatically scored
"1* if branching questions 1k, 21, 38 (37 on the second form), U3,
or 50 were answered NO. The presumption being that if a supervisor
never created s situation in which these skills could be used, he
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ANALYSES

All computations were performed on an IBM 360-60 (later updated
to a 360-65) using single precision data storage. Analyses were
performed using Veldman's statistical package (i) for the behavioral
sciences, the BMD statistical package, and & modified missing data
correlation program supplied by Dr. Diane Fairbank, University of
Texas at El Paso.

SCALE CONSTRUCTION
Method

The principle axes method of factor analysis was performed on
each administration of the instruments and verimax rotations of all
factors exceeding an eiginvelue of 1.0 compared (&). This procedure
determinad the scale structure for items over administratioas,

Velidity

The purp.se of a varimax rotation is to produce sets of items
maxinally zorrelated within sets and minimally correlated between
sets, Consequently, it may not be argued that the validity of the
resulting scales is a function of their intercorrelations. What
may be argued ies that the configuration of these scales should re-
main stable over time.

This may be accomplished by comparing the factor structure and
Anteritem relationships from one adminlstration to the next. It is
assumed random error variance will be distributed randomly among the
scales through sdministrations. Consequently, the stability of the
scales and items from one administration to the next becomes an in-

~ verse indicator of the amount of error variance they contain.

DISCUSSION
Results

Tables H~)l and H-3 present the intercorrelation of factor leadings
for each administration in the two units. Consistency is measured by
the cosine of the factor vector from one administration to the next

(&, pp- 236-242).
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Factors I, II, III, IV, V, VI, and IX in Unit B and Factors II,
III, 1V, V, VI, VII, and XIXI in Unit C possess a high degree of
consistency (r > .95; Factors XIIX, X, and XI in Unit B and Factors

I, IX, X, XI, and XII in Unit B are less stable (.65< r <.9); Factor

"VIII in)ﬂhit B appears to have little or no consistency (Tables H~l
and 3'3 L]

Selection of Scales and Items

Tables H-1 through H-% describe the stability of the factors and
‘items in the instruments. Table H-5 gives the items with high load-
ings on each varimax rotated factor. Consisteat factors with con-
sistent items may be combined to form scales. Of course, the pars~:

- ticuler items selected and the amount of instability tolerated will

depend upon the study to be conducted.

Comparison of OCS Scales with Dimensions Derived by SRC (1) | . 1

In Unit B, Factor I appears to encompass SRC's (1) managerial .
and group goals emphasis and Factor VIII, managerial support. Factors:
" VIX, IX, and XIIX in Unit C correspond to SRG's (1) dimensions of

. mansgerial support, managerial work facilitation, managerial inteyw .
- action facilitation, and peer work facilitstlon. Howevexr, there is _
uo one-to-one correspondence between these factors and SRC's dimen~- L

“sions in this Unit.,

o Thus, it may be concluded thet the scales developed in this
study only partly replicate SRC's (1). The genevally high overall 4
~correlation between 0CS itews, however, would lend itself to alter- ©
‘nate scale decomposition using other scsling procedures (e.g., v
quatigax or oblique rotetions, cluster analyses, three-mode factor : y
analysis), It is, therefore, possible that the scales described by A
" BRC (1) could be derived from the dats by making assumptions about i
{tem composition different frow a varimax rotation of a prianciple
axis solution to factor analysis. '
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" Table -1

consistenﬁyl of Factor Structure for Two Administrations
of the HumRRO Battalion Questionnaire in Unit B
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Table H-2

COnaistencyl of Ttem Structure for Two Administrations
of the HumRiO Battalion Questionnaire in Unit B
Item Consistency Item Consistency item Consistency Item Consistency
1 97 26 .98 51 .97 76 .93
2 61 27 V.00 : 52 .96 77 .88
k] 9 28 .98 53 94 18 9N
4 »90 29 .89 54 .95 79 94
5 97 30 .99 55 9 80 3
6 98 ' 31 .99 86 96 a1 .96
7 94 3R .59 57 .86 a2 .82
8 K ) N .99 58 .86 a3 .86
9. .93 k') 1,00 59 .86 84 .92
10 .92 38 .99 €0 97 8 .0
n .89 36 .98 ] 97 88 .98
12 R+x} k1 .99 62 97 -1 .84
n 95 3 .89 63 .98 ar .83
" .92 » - .97 -89 .96
5 93 4 .96 65 Y %0 .98
1% .88 a - .8 65 .96 Ell 9
1 V.00 42 R . 61 58 92 92
ik} 38 43 .86 64 .86 93 9
19 - “ N 69 82 " 43
n .9 3 .58 B N 8%
Fi I .96 45 88 n 45 86 .89
7l .- 4 .98 y2 R ) N
a3 .9 4 .99 n .89 9 .18
4 .89 49 .85 T .85
25 58 50 e ”% )
‘Ccms!stmy 15 swasuved by tha cosine of the 1t vector fros one administration to the
next. This weasure 13 equivalent to a correlation coefficient and 1ts magaitude say be
sinilarly ‘otavpretsd. .
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Table {-3

Conaiatencyl of Factor Structure for Three Administrations
of the HumRRO Battalion Questionnaire in Unit C

-.18

-.07
.01
-.02

-02
.00 .00
-0 . .02

-2 .16
-.03 12
-.05 .21

0 . .01 .03 -.05
.00 . 299 «.02 -.01 14 - .05
"-0‘ . --0‘ ‘\% '02 :Q‘ "-‘2 . tBO

.01 L0t .03 .96 .02 a2 -0
106 <0 .05 .86 -.00 .02 0
20 S04 ~05 -85 .08 : 0 w2

=0} - ! 04 .03 =08 85 . 27 10
03 i B - BN 1) BN ) .05 A2
- 13 o H 02 .2 -0 92 2 -0

19 . L 0F .2 -0 .02 0 A4 19
.05 02 . .07 8 10 -85 -9
3 TSt I T ST BN o Hé

-7 , =02 =02 02 N5 { =19 3 18
- 0 - 0% 07 <03 -08 : . 01 .35
-2 02 N L R 1) 3 -8 208

A3 @ 00 .05 .05 -2 <85 .0 -8
45 -.00 -03 -2 0 -0 88 A .18
23 .03 =02 -} 01 -2 i a8 0 N

<07 .0t 03 .02 R <05 R A2 8«08
«B .01 .00 -02 .00 -0 -1} 29 -66 N
38 .03 63 -.06 R H Ril BN || S0 -1 8 -1

54 .28 54 -6 .2 . .20 B .m0
c09 -1 <02 -0t 02 -02 @ <% -0 .80
-3 .00 .06 .26 .02 .20 -2 . 0 e -2

65 .0 05 W0 W06 .12 0 <Y .38 .57 .
iR 111 48 00 .0 Rill 0% 05 02 4 - « 10 -0 .29 .
08 <02 00 4 -0 Bi 07 e .07 A6 -9 -1 9

icomhtmq« 13 xeasured by the cosine of the factor vectar from one administration to the next. This

apdsure 11 equivalent to a correlation coefficient and (ts magnitude miy de sintlarty tnterpreted.
%Wrison of factor axes of 24 preagasnistration to 1st postadeinisteation; ases fnverted.
3Conoaﬂscm of fictor axes of 24 preadiinistration to 2d postsdainistration; ases tnverted.
‘Cmpar!m of factor azes of Ist postadministration lo' 24 postadministrsticn.
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'Only 12 factors were eutracted for comparison.
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Table H=b

Consistency’ of Factor Structure for Three Administrations
of the HumRRO Battalion Questionneaire In Unit C

Consistency Consistency Consistency
Iten Ae 83 ¢ A Item Az 83 C‘ Item A2 83 C‘
T neo 96 9 03 .95 .99 .92 65 1.08 .%0 .87
2 106 .38 .95 M4 100 .98 .95 66 1.00 .97 9
3 .06 .98 .97 35 1.00 .99 .95 67 1.00 .95 .%0
4 .9t .78 .66 36 .96 .98 .93 68 80 .98 .92
] 96 .94 90 37 100 .99 .58 69 g 93 .95
6 91 94 .88 38 88 .99 .95 1¢ J5 0 .9 .00
7 .89 .95 8¢ 39 B 85 8 1 100 9 N
8 .82 .95 100 40 .82 .8 .97 1 100 .92 .90
9 .80 .88 1.00 41 J .99 (95 3 J6 0 .97 94
10 92 .92 .57 2 .84 .99 .89 n .00 .93 .00
n 48 &4 722 & Yo 99 0 15 L0 .92 .99
17 ;7 ST N 80 90 98 P8 V.00 .95 W
n 84 93 83 &5 B2 9 .92 o W % N
" 82 .88 .85 ¢ 8,88 .95 ¥8 M4 9N BS
15 T N R ¥/ L4 38 B 9 LW 8 9
1% 83 .59 9 48 g6 .82 84 80 8 9
1H B 88 98 @ g2 s 8 %0 89 .80
18 80 .38 .9 % .00 .9 .98 82 LoD .96 .95
19 B85 % .99 9 7T R S - . T X N I
20 050 .99 .89 %2 35 9 %6 84 R:7 B LN -
2 L00 1,00 .43 8 86 .96 B B 1.D0 .5 08
22 8% .M 96 82 L . 88 B 58 80 ¢
2 L0096 B9 S5 .99 87 W @ L0 % B
a B85 .54 100 % LD 82 W @& 8% 58 M
25 B 8 9 8 8y N B 100 .95 B8
6 80 58 ¥ S8 BA R0 9 v % .92
2 69 1,00 L0 59 K- W -1 B 1 B X S B
M1 %8 %W 6 82 .98 .58 82 100 .08 W
29 69 .89 .00 6! H9 .52 8 W N1 2N [ T L
12} B85 .63 .89 62 L0 % W W 82 .9 .82
n 9 .33 1.0 63 B3 .96 .97 8B J4¢ 8 B
kH 85 .98 1.00 & 100 .85 W 9% 1.0 .9 5

‘Cw;uuncy 1y measured by LA cosine of the (Rem vestor from one adminlatration (0 the ’

aext. The mqasure {o equivalent 10 a correlotion coefficieat and its magaitude may be
simdlarly Interpreted. .

225 prosdministration Lo Ist postadeinigteaticn.
320 proadministration to 28 postadministration.

415t postadmtaistration to 20 postadministration.
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Table H-5

Items Witk High Factor Loadings

Factor Iteas - UNITB
1 87, 68, 89, 9%, 9, %
n 21, 22, 23, 28, 25, 26, 7, 28, 29, 30, 31, 32, 33, 34, 35, 36, 7
T . 15, 16, 17, 18, 19, 20
v 1,2, 3, 8 5 6, 7, 8, 10, 11, 12
v §1, 52, 53, 54, 55, 56
V1 4, M, 8, 46, 47, 48, &9
Vi1 79, 82 '
v 60, 61, 62, 63, 65, 65, €6, 67, 69
1% 38, 39, 40, 41, 42 '
x NONE o
o 53
factor - Toems « vAIY €2
K V.2, 3, 5. 6. 7,6, 9,10, 11, 12, 13
u M, 15,16, 7,18, 19, 20
tn ’ 2,23, 8, B, B, T W 29, W, 51, 12, 3, 3, 35, 6
iv " - 3? 1, 39, 0, a) @
v 43, 4, 4, &, ei &, 9
— %0, 81, 52, 5, 84,38
it &0, 64, 89
m % ‘
. 72, 78, 92, 5
s , ) N
' e, 81, LB
" RuE .
uu 5, €, szw;_;m;. 5, . . ro. n, n 62,85

e

'm complete cvasttumntre for T 3 may be found 1 Aopwadis L.
e conplete questionmaire for INIT € may be fouad in Appeadin F.
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APPENDIX I
FEEDBACK SYSTEM:

RATIONALE

Research projects similar to SKIM have found sUrvgy feedback to
be a criticel element in increasing unit performance.” However,
since SKIM was designed to test the effects of & training-intensive
interveation, the research plan called for presenting survey feed~
back to both experimental and control units. This made possible
comparisons between SKIM training combined with survey feedback and
survey feedback alone. Thus, any differences obtained would be due
to training, sssuming insignificant interaction effects between
training and survey feedback.

DESIGN

The feedback system was designed on the premise that feedback was
most useful when it was: (a) introduced individuslly, (b) easily
assimilated, and (¢) client oriented. Individusl feedback was given
to insure privacy and to insure the recipilent's full understanding
of the data. Feedback was given one portion at a time so that re-
spondents would not be overlosded and thus unable to interpret the
data. Conclusions based upon the feedback were left entirely to
the recipient since he alone was aware of the circumstances which
made utilization of SKIM skills appropriate or inappropriate.

IMPLEMENTATION

Feedback wag presented in a structured one-to-one interview
(PROTOCOL, p. I-2). The supervisor to whom feedback was given re-
ceived a brief description of SKIM, detailed interpretation of the
feedback, the opportunity to comment about the feedback and the op-
tion to receive additional feedback. He was asked what actions,
if any, he intended to take based upon the information and what
conclusions he drew. Further fecdback sessions were scheduled if

desired.

lThia appendix was written by Nadean R. Jones and Christine K.

Pischer.
Bowers, D. G. "OD Techniques and Their Results," in "23 Organi-

zations: The Michigan, ICL Study," Journal of Applied Behavioral
Science, 1973, 9(1), 21-43.
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PROTOCOL

INDIVIDUAL FEEDBACK
ON UTILIZATION OF SKIM SKILLS

I. Present the superviscr his feedback sheet and explain that the data
is based on his immediate subordinate's perception of how often
he uses certain leadership skills asked about in the question-
naire,

11. Expiain the feedback sheet {section-by-section).

[ i [ | Pamancy gporamssy  iniing

A. Date(s) when surveys, from which feedback was taken, were
administered. :

B. Explain that number of responses refers to the number of
immediate subordinates responding to the questionnaire
naming the interviewee as their supervisor.

froms gy

C. Point out the seven categories going from NEVER to ALWAYS.
‘Explain that these are the seven ways in which questions
about skill use can be answered.

| Slimanisd

it |

D. Point out overall score defining it as how all the interviewees'
inmediate subordinates rated him as to his freauency of use
of the skills asked about in the uyuestionnaire.

E. Point out remaining dimensions, explaining that each dimension
is defined as a question grouping within the questionnaire.
[At this point, if the interviewee asks what questions deal
with each dimension, show him the questions involved.]

F. Next, one-by-one, define each dimension briefly falling back §
on question groupings to clarify further, if necessary. -

II1. Allow interviewee to go over his feedback for a few minutes. {]
Encourage comments or discussion,

IV, Ask interviewee if he has found the feedback useful and find out if -
he would be interested in additional feedback., Next, ask if he would
be interested in receiving other kinds of feedback. [at this point, r
clarify by showing him the 1ist of other kinds of feedback soon to 8

be available. 1o2

LRt ]
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PREPARATION

Computer printouts of each supervisor's score on his utilization
of SKIM-taught skills were transferred to feedback sheets. Contact
was then made with supervisors on whom there was sufficient data.
Appointments were arranged for those who indicated that they desired
feedback. Supervisors whose data was incomplete™ were contacted and
offered a special, one-time administration of the questionnaire.
Those agreeing to this arrangement set up administration dates for
their subordinates.

Due to the large amount of data, processing each individual's
scores tock 45 minutes. Contacting a supervisor for an appointment
required about 20 minutes, gppointments lasted 35 minutes, and
specisl administrations took 25 minutes to complete, Thus, it took
from 1 hour and 35 minutes to 2 hours to prepare and conduct one
interview.

PROGRESS TO DATE

Feedback wgs initiated in Unit C and its control on 1 March
1975. Although both units were offered feedback at approximately
the same time, t. date, leaders in the experimental unit have re-
ceived substantially.more feedback than those in the control unit
(12 vs. 2 interviews ). This occurrence is a result both of sppar-
ent apathy among control unit leaders and unanticipated absences
among research staff who were tasked with feedback duties. -

Due to intensive field commitments, only preliminary contacts
were made with Unit B.
RESULTS TO DATE

During the interview, the interviewer asked these questions:
(Sach is followed by the results.)

lIt was assumed that higher ranking leaders would be present for
administrations of the questionnaires. However, many were absent,
thereby producing missing data on their leaders.

2For this reason, the results presented in the next section per-
tain to Unit ¢ (Experimental Unit) only.
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a. Is the feedback useful?

Xes No 2
67 8 25%

b, Wi;l the feedback be used to change his behaviér?
58 = ,
c. Can the interviewee suggest any other type of feedback? ]
_Yes No
16% 84

Suggestions from the 16 percent:

1. Norms to permit comparison of the respondent's scores to
those of other unit supervisors. ]

2. The unit's overall utilization of these skills.

Typical reactions of respondents to the interviews were:

ARV )

1. "This is better than I predicted. I must be doing some-
thing right. If this i1s what happened because of the
workshop, I'll have to keep using the skills."

2. "Apparently I'm not using the skills. My CO would be

upset. I'd better get moving on this." &
3. "SKIM is valusble to Army progress.” i
%, "This informstion is good for some people, but I'm going
to stick with what I know." Y
DISCUSSION 5
For many supervisors there were insufficient data to provide l
feedback. This necessitated the preparation, scoring, and inter-
pretation of special administrations, a costly and time consuming T
process. This also caused some participants to question the value : %
e

" I




of the initial questionnaire administrations. Even when sufficient
data was available, there was usually a two-week time lag between
administration and presentation of feedback.

It is suggested that a user-based feedback system be developed
that will provide more immediate and less costly data to supervisors.
This would insure more complete response to the questionnaire and
eliminate the necessity of a feedback staff--normally unavailable to
TO&E units.

However, if implemented, this procedure would most likely place
more pressure on respondents to produce "favorable" ratings of their
superiors. Specisl administrations conducted for specific super-
visors produced slightly higher scale scores than those obtained
.from the regular administretion. Therefore, the validity of such &
procedure may be questioned.

Feedback was presented in the form of tables and graphs (see
Figures I-1 and I-2). Supervisors found data much move interpretable
on a graph than in a table. Consequently, future interviews should
eliminate the tables and proceed with graphs.

The following statistics describe the oversll feedback system
effort:

1. 85.3 percent of the total number of supervisors were con-
tacted.

a. B86.4 percent of the supervisors contacted requested
feedback.

b. Of the total number who requested feedback:
(1) 48 percent received data.

(2) 16 percent had too few responses for any reliable
feedback.

(3) 8 percent were unavailable (leave or TDY).

2. 79.4 percent of the total number of supervisors requested
supplemental administrations, Of this number:

a. 82.6 percent were administered supplementals.

b. 78.9 percent of those supplementals sdministered
were completed.
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¢. 21.0 percent of those supplementals administered could
not be given as all survey forms were not completed
and collected.

d. 17.4 percent had too few subordinates for reliasble
feedback data.

3. Of the total number of supervisors who requested feedback:

a. 33.3 percent received feedback from original
administrations.

b. 66.6 percent received feedback from supplemental
administration.

In summary, a total of 34 supervisors have been given feedback
to date. There were 169 actual or attempted contacts.




APPENDIX J

IN-DEPTH ANALYSES OF EVALUATION

The following pages provide an in-depth analyses of the rela-
tionships among the data. The discussion begins with an examina-
tion of possible contaminating effects and measures used to control
for them. Tests were then conducted to determine the magnitude and
direction of changes in Skill Utilization and Organizational Climate.

CONTAMINATING VARLABLES

Two types of contamination were possible. The first results
from noncomparability between experimental and control units. To
hold these effects constant, supervisor's rank, supervisor's posi-
tion, rater's rank, how long the rater had been in the unit, super-
visor's position, and how lcng the rater had known his supervisor,
were covaried out of the dependent variables. This is true for all
further analyses and will be implicit in their discussion.

The other source of bias 1s a consequence of the introduction
of training into the subject population. It is extremely possible
that SKIM-trained individvals had higher expectations regarding
thelr superior’s performance than those not trained. In fact,
individuals who were trained indicated that they would rate their
superiors lower on the scales after training.

To determine if this effect was present, two different analyses
were performed. The first compared SKIM-trained individuals to all
meibers of the control battalion; the second compared SKIM-trained
individuals to all other members of the experimental battalion.
These analyses are presented in Tables J-1 and J-2.

As may be seen, it is apparent that with the exception of the
comparison to Unit C's experimental group, there was generally little
difference between raters who were trained and those which were not.
Even in those cases where a difference exists, the difference in
explained variance was so slight that its practical significance
is questionable,

Interpretation of this material is extremely difficult because
there have been insufficient data collected to warrant confideace
and because the compsyisons are, at best, quasi-experimental. The
most that can be said is that there is no good reason to believe
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training had introduced a large bias into the experimental design;
however, these differences should still be borne in mind when tests
for overall differences are conducted, especially in Unit C.

DIFFERENCES BETWEEN EXPERIMENTAL AND CONIROL UNITS IN THEIR UTILIZA-
TION OF SKIM-TAUGHT SKILLS AND ORGANIZATIONAL CLIMATE

As previcusly mentioned, SKIM's intent was to establish a self-
maintaining, self-enhancing system of leadership training. This
weans that after training, SKIM skills should have increased and
Unit Climate become more amenable to productivity and that they both
should have continued to increase over time.

Linear Relationships

The most general form of an increasing relationship is a straignt
line with a positive slope. Consequently, the differences between
experimental and control groups from one administration to the next
were compared to the best prediction by straight lines. These are
presented in Table J-3.

Most striking is the general lack of significant differences in
Unit B compared to the generally significant differences found in
Unit G, Comparing the differences in explained varianve also pro-
duced a sharp contrast between the units; Unit ¢ consistently showed
greater differences.

Looking av the Beta weights, the experimental group in Unit B
increased moxe rapldly in Skill Utilization thea the control group
on 8l measures except Dealing with Feelings. On the other hand,
the experimental group in Unit C decreased more rapidly in Skill
Utilization than the control group. Rifferences for both Units in
Climate are so small they are practically negligible.

The overall picture is unclear. There were too feow adainistra-
ions of the questionnaires to be certain of the actual relationships
among the data. The relationships in Unit B centredict those in
Unit €. Moreover, the strength of the relationships which do exist
were 50 small that they could easily be accounted for by randow
shifts in the data. It should alsb be remembered that Unit C ap-
peared to have been significantly affected by training which may
account for what appears to be an initial downward tread in ity
Skill Utilization.
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DIFFERENCES BETWEEN EXPERIMENTAL AND CONTROL GROUPS

The significance of overall differences between experimental and
control groups are presented in Table J-4. Except for Overall Cli-
mate, Unit B's control group was not significantly different from
the experimental group. Uait C does exhibit significant differences
in Skill Utilization but not in Unit Climate. Differences in ex-
plained variance for both units were small in all cases.

Since changes in Unit C are nonlinear, it is possible that
slight positive increases existed in the last administration of the
questionnaire which were weshed out by the overall trend of the
data, Table J-5 investigates this possibility. Though differences
in explained variance were small, experimental and control groups
were significantly different (2§-05) in their Skill Utilization ex-
cept for Group Problem-Solving and Group Goal Setting. Differences
in Unit Climate were small anrd not significant. Beta weights indi-
cated the experimental unit decreased in Skill Utilization more
vapidly than the control unit.

It is apparent, therefore, that after SKIN training, a small,
ingignificant increase in SKIM-taught skills occurred in the experi-
mental group of Unit B and 8 small, significant decrease in these
skills occurred-in the experimeatal group of Uit C. Overall Cli-
pate in both units was uvnaffected.

DIFFERENCES BETWEEN INDIVIDUALS TRAINED IN SKIN-TAUGHT SKILLS AND
INDIVIDUALS NOT TRAINED IN THESE SKILLS

The most direct effect of SKIM should have been experienced by
individuals who participated in training. Analysis of the reaction
to tralning should have provided a clearer picture of training ef-
fects and produced insight into the relationships between workshops
related changes and changes in the Uait.

LINEAR RELATIONSHIPS

It was hypothesized that SKIM training sculd produce increased
utilization of SKIM-taught skills over time. To determine if these
skills were increasing, changes in utilization were codtpared with
the best linear fit {or the same data. These comparisous are pre-
sented in Table J-6.
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Table y-6

1

Test™ for Linearity of Differences Between Administvations

in
Subordinate Climate and Skill Utilization for Workshop Participants

EXPLAIHED VARIANCE

‘Covariables are supervisor's rank, supervisor's position, rater's rank, how long the rater had been
in this unit, and now long the rater had known his supervisor. -

SCALE BETA F P
FULL REDUCED Difference
Overall Utilization of
SKIM-Taught Skills .06 .05 .01 B 1.35 .26
Individual Job
Accomplishment -04 .03 .00 0 1.13 .33
- | Dealing With Feelings | .02 .02 .00 .03 .43 .66 P
S oo
£ | Group Problem-Solving | .06 .05 .00 a3 72 .51 i '
N - 3
;m E Encouragement of .03 .03 .08 R L] .59 .56
5 New ldeas
—
= | I | Group Goal Setting .04 .04 .01 .06 1.45 .24
=%
Work Distribution .07 .07 .00 10 1.06 .35
Overall {(Unit) Climate| .08 07 .00 .08 1.4 .25
Group Goa) Striving .07 .06 .00 .05 1.07 .35
w
'5‘ Leader-Subordinate
= Communication/Work .07 .06 .01 .05 1.2 ) .29
3 Facilitation
Job Satisfaction .03 .03 .00 .02 44 .65
EXPLAINED VARIANCE
SCALE BETA F #
FuLL REDUCED Difference
Overall Utilization of s . -
SKIM-Taught Skills .04 .04 .00 .05 .30 5
Individual Job . . . ~.08 10 8 i}
Accomplishment 03 ” o M
& | Dealing With Feelings | .02 .02 .00 .02 20 .50 - -
- . :
3§ Group Problem-Solving | .04 .04 .00 -.03 .67 .52 :
- B
& { Encouragement of . o 0F 61 55 . .
15 New Ideas .03 .02 00 0% 6 . | .
-4
© | g [ croup Goal Setting .04 .03 .66 -.08 .60 .65 i
wr
E Work Distribution .06 .06 .00 «.03 .00 1.00
=
Overall (Unit) Climate .07 .06 Q0 =01 A3 .87
Group Goal Striving .06 .06 .00 .01 .07 .93 ]
"_‘:’ at
Leader-Subordinate {
£ Commun ication/Work .06 .06 .00 -.0l 3 .88 i
g Facilitation |
Job Satisfaction .03 .03 00 -0 .03 .97 f
|
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Differences in explained variance were smell and tae probability
that the data contalned linear relationships was high. Beta weights
in Unit B were consistently small and positive. 1In Unit C, they
were consistenly small and negative. It was, therefore, concluded
that relationships among the data were linear and that participants
in Unit B were increasing their Skill Utilization. Since Unit C
workshop participants rated their superiors lower after training
and these same individuals were subordinate to other workshop par-
ticipants, it was impossible to determine whether the slight nega-
tive trend in the data was a consequence of a real decreasse or an
artifact of training. o

DIFFERENCES BETWEEN WORKSHOP PARTICIPANTS AND NON-WORKSHOP
PARTICIPANIS

Comparisons were made between workshop participants, all members
of the control group, and all members of the experimental group of
each unit to determine if the results presented in Table J-4 could
have been attributed to training (see Tables J-7 and J-8).

There was very little difference in the amount of explained
variance t:tween SKIM participants, all members of the control
group, and all members of the experimental group. Statistically
significant differences did exist between workshop participants
and mempers of the experimental group in Unit C for all measures of
Skill Utilization except Dealing with Feelings (2§.05). Overall
utilization of SKIM-taught skills and Individual Job Accomplishment
produced significant differences between participants and the con-
trol group in Unit B. Beta weights for significant differences
indicated SKIM participants declined less in their utilization of
skills than the experimental group in Unit C, but improved less
than the control group in Unit B,

No direct relationship between SKIM training and increased Skill
Utilization could be derived from the data. Training reduced the
amount of decrease in Skill Utilization of Unit € but also reduced
the increase in Skill Utilization of Unit B. Since Unit B signifi-
cantly increased its utilization of SKIM-taught skills, whereas
Unit C decreased its utilizatiun, inferences regarding the relation
of training to skill utilization were difficult to mske. This was
especially true because of the limited period during which unit
changes had been monitored and the weak relationships within the
data. It was quite plausable the changes vere results of temporary
effects apecific to one or more of the experimental or control

groups.
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DIFFERENCES

UNIT B

U7 C

1

TABLE J-7

IN SKILL UTILIZATION AND CLIMATE

BETWEEN SKIM PARTICIPANTS AND MEMBERS OF THE CONTROL GROUP

DIFFERENCES BETA?Z
¢ N
SCALE EXPLAINED Control SKIM F P
VARIANCE Group | Participants
Overall Utilization of
SKIM-Taught Skills -00 12 -n 0.57 | 0.69
= [ Individual Job
S Accomplishment 01 a7 .09 0.94 | 0.56
& {Dealing With Feelings 0 13 3 0.70 | 0.60
—
= || Group Problem-Solving .00 N7 13 0,35 0.84
-
Encouragement of
_j_ Rew Ideas -01 12 e ng8s | 0.52
b4
©3 i group Goal Setting .00 .09 .06 0.23 | 0.92
Work Distribution .01 N4 10 0.90 0.54
Overall (Unit) Climate .0 .16 .08 1.54 0.19
w Group Goal Striving Nl 1N .05 0.57 0.68
—_
= Leader-Subordinate
= | Commuriication/Work .0 4 .09 1.07 0.37
=3 Facilitation
Job Satisfaction .00 .05 .02 n.28 0.89
DIFFERENCES BETA?Z
IN
SCALE EXPLATNED Control|  SKIM F P
VARTANCE Group | Participants
Overall Utilization of .00 -.02 -.05 114 0.33
SKIM-Taught Skills o o
Z [ Individual Job .01 -.03 -.08 1.46 | 0.2
= Accomplishment
1 {nealing With Feelings .00 .06 .02 0.62 | 0.65
—d
= iGroup Problem-Solving .00 -.01 -.n3 0.74 0.57
=
Encouragement of , . - (| 0.35
; New [deas a0 o 06 2
b4
“ Ugroup Goal Setting .00 .00 -.04 1.00 | 0.8
Work Distribution .00 -.03 -0 0.4 0.80
Overall (Unit) Climate .on .03 -0 0.60 0.87
" Group Goal Striving .01 .08 01 .2 0.06
[
Leader-Subordinate
% Communication/Work .00 .02 -0 n.29 0.89
o Faciliitation
Job Satisfaction ] -.04 -0 0.18 €.95
J-11
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Differences’ Between Sm Farticipants
of the ,
Experimental Grouwp in Skill Utilization and Climate

Table 3-8-

_md Memkarsg

URIT

gt C

cu‘rﬁlnnzucss BETH
SCALE EXPLAINED Control{ SKIN F P
VARIANCE Geoup | Participanus
Overall Utilization of .
SkIM-Taught Skills -0 - .16 ak 450
2= 1 Individual Jok : T
g Accomplishment B .19 .10 80 . [ .53
g Dealing With Feelingfﬁ 06 10 0 .29 89
i féroup Problem-Saiving .00 14 a3 .46 77
n : B
2 E“‘g::“gfjf_:'s’t of 00 12 10 5 .96
hv4
¥ §Group Goal Setting .00 15 0§ .36 .84
Work Distribution .00 16 .10 AN .87
LOfarzm (Unit) Climate o 15 .08 m 66
L Sravp Goal Striving .00 10 .05 .30 .88
& { Leader-Subordinate -
= ! Commuriication/Work 00 Ri .09 15 .56
o Fazilitation S
Job Satisfactiva .00 -0 02 .10 .98 -
. . .2
DIFFERENCES ‘BETA
SUCALE A - F P
" - EXPLATNED - Control SKIN
VARIANCE Group | Partictpants
Overall ttilization of .
SKIH-Taught Skills 0 =16 -0 | 839 ) .00
53 | Inatvidual Job ) :
g Accomplishment . G3 -.18 .08 6.67 .00
£3 [ Deating With Feolings 0 -13 02 |1 | .09
= —
g Sroup Problen-Sotving .02 =10 -.03 3.63 .
I o) fEncourugenect of .02 .18 -.05 423 | .00
= Hew 1deas
¥ .
- Jroup Gost Settisg 01 -.10 <08 s | .0
dorx Distribytion... .02 =13 -.83 4.3 .00
{overatt tunst) Climste @ -.03 -.01 24|
" raup foel Striving .00 .03 .01 .29 08
| pader-Subordimte ; .
;‘5 Lomunication/Vark- 80 02 -0 .23 ,92
o}} Factiitation -
" ¥lob Settafaction 0 -.03 o 76 50

o

)

Yeoveriuhles are superuisor's rank, supervidur's position, ratar's rank, how fung the rater had been
tn this w.it, and how long trie rater had knzwn his supervisor.

zmgms were decived from Tinesr poreximations ic the data.
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