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ABSTRACT

Adams, Jerome. Ph.D., Purdue University, December 1977.

An Evaluation of Organization Effectiveness: A Longitu-
dinal Investigation of the Effects ¢f Survey Feedback as an
Action Research Intervention on Unit Efficiencv, Emplovee
Affective Response, Intergroup Relations, and Supervisory
Consideration in the U.$§. Armv. Major Professor: John J.
Sherwood.

This study reports the results of a six menth action re-
search vroject designed to evaluate the effects of survey
feedback used as an intervention strategy within engineer
units ip a military setting.

The data used in this thesis were collected as part of
an Army funded program to evaluate organization effackiveness
programs in military units. The self report data were col-
lectad through three surveys designed in mart by the author
and administered to the scldiers at the research site which
conesisted of almost 300 individuals. 1In addition, data were
taken from official, unclassified military reports and records
and from on-site observations by this author. The primary de-
pendent variables included: a) unit efficiency, b} measures
of soldier attitudes, both general and specific satisfactions,
c) intergroup relations, d) supervisory consideration, e) ab-
senteeism, f) punishment, and ¢) reenlistments.

It was hypothesized that the experimental treatment units

would have a significant improvement in organization




effectiveness followihg the survey feedback intervention. It
was also hypothesized that soldiers within the experimental
units would have improvementsin their levels of work satis-
faction. Additionally,it was hvpothesized that the survey
feedback units would have better intergroup work relations,
Finally, it was hypothesized that soldiers within the experi-
mental units would perceive greater supervisory consideration
for soldiers' work related problems.

In addition to the specific hypotheses, the effects of
survey feedback on measures of absenteeism, punishmwent, and
reenlistment were investigated. Finally, the possible mcder-
ating influences of individual higher order need strength, and
‘the effect of the leadership style of the unit commanders were
examined.

The major findings of the study were that:

(1) Experimental treatment units showed a greater im-
provement in organization efficiency as a result of
the survey feedback manipulation in one of three
work categories tested.

{2} General satisfaction for one experimeﬁtal condition
improved, but it Z2eclined for the other experimental
condition. Specific satisfaction increased for both
of the experimental treatment conditions. However,
the positive increases noted in the experimental con-

ditions were not statistically greater than those of

the control conditions.




xii

{3) Intergroup relations improved in 7 of 8 units which
comprise the two experimental treatment conditions.
However, the improvements were not statistically sig-
nificant when comparisons were made with the control
cenditions.,

(4) One experimental treatment condition's results
supported the hypothesis of greater supervisoryv con-
sideration, the other experimental treatment discon-
firmed the hypothesis. Also, there was no statis-
tically significant difference between all treatment
conditions concerning the amount of supervisory con-
sideration (Wanted).

(5) The investigation of the ancillary measures of ab-
senteeism, punishment, and reenlistment found no spe-
cific improvements in these measures as a result of
the survey feedback intervention.

(6) The possiblz moderating influences of individual
growth need strength and commander's leadership styles
cn intervention effectiveness were investigated. No

moderating relationships were found.

Conclusions about evaluating organization effectiveness
programs in work settings were also discussed. Finally, re-

commendations have been made about the practical implications

of this study in the U.S. Army.




INTRODUCTION

During the period 1973 through 1975, the United States
Army conducted a pilout program designed to adopt proven man-
agement concepts and practices, which when incorporated with-
in military units, would improve the effectiveress of these
units. This program included such organization development
activities as job enrichment, participative management, team
building, and the creation of an assessment center.

One tangible result of the pilot effort is the Army's
Organizational Effectiveness Program.

Organization Effectiveness has been defined as a pro-

cess designed to strengthen the chain of command,

increase individual and unit effectiveness, create

an organizational commitment to which personnel are

actively and enthusiastically involved in planned

actions to improve the unit's performance in meeting

its mission of being combat ready and effective at all

times. - OETC

This program provides for the training and assignment of
military career officers as Organization Effectiveness Staff
Of:ficers (internal consultants). Two internal consultants
(OESO) are assigned within each of the Army's division sized
units. These internal consultants (OESOS) work with com -~
manders to implement organization effectiveness interventions,
which are desig¢ned to seek solutions to the particular prob-

lems of the unit involved. The process is controlled by the

internal consultant and conducted by the personnel of that
command .



Organization effectiveness activities have been con-
ducted within divisional units since August or September,
1975. The program designers are now interested in an evalu-
ation research program which will compile valid, empirically
based data regarding the effectiveness of Army-wide
employment of organizational programs and activities. Toward
this end, the Organizational Effectiveness Training Center in
Ft. Ord, California has commissioned several studies to
evaluate three major components of the Army's Organizational
Effectiveness efforts. These three components are: (l) the
organizational climate of the unit under consideration, (2)
the role of the organizational effectiveness staff officer
(internal consultant), and (3) the processes uszd by the in-
ternal consultant to assist the unit in achieving a greater
level of effectiveness. It is this third component, the in-
tervention process, that this author chose to evaluate by
conducting field experimental research.

Although the other two components are important and
worthy of research and rigorous evaluation, the most important
question seems to be: are there any real (measurable) dif-
ferences in unit effectiveness resulting from organization
development interventions?* In terms of evaluation research,
the intent is to measure the effects of an organizational

effectiveness program against the goals it set out to

*
The term Organization Effectiveness is used in the Army to
dencte Organization Development.




accomplish (Weiss 1972). Do interventions for Organiza-
tional Effectiveness produce outcomes of improved work effi-
ciency, job satisfaction, and better working relationships?

This dissertation reports the results of an action re-
search program desioned to evaluate the effects of survey
feedback as an intervention process, which could assist mili-
tar’ units to achieve a greater level of operational ef-.
fectiveness. This research is unique in several respects. A
quasi-experimental design was employed which included compar-
able units which underwent experimental, placebo, and no-
treatment conditions. The model proposed in the research de-
sign was strictly followed. 1In addition, the interventionist
and evaluator roles were separate.

The instruments used as measures for specific dependent
variables tap several dimensions of human fulfillment. The
research was longitudinal in nature. Historical reports were
available for several months preceding the pre-test, and these
documents provided rich data for time series comparisons. Fin-
ally the site of the study was deliberately confined to one
homogeneous organization to enhance the comparative findings

between the experimental, placebo, and control conditions.




LITERATURE REVIEW

The literature review section which follows contains
five portions. The first consists of a definition of survey
feedback. The second describes the major components of sur-
vey feedback which follow and which are measurable. The
third portion briefly traces the historical development of
survey feedback. Portion four describes in detail the sur-
vey feedback model used in this research. Portion five sum-
marizes the major findings of the literature, and the focus

of this study is offered.

Definition

Action research is defined by French and Bell (1973) as
". . . the application of the scientific method of fact-
finding and experimentation to practical problems regquiring
action solutions and involving the collaboration and coopera-
tion of scientists, practitioners, and laymen" (p. 87). Thus,
action research is a means of problem solving. A specific
series of activities and events make up the problen solving
process. The series of events and actions involved in action
research are labeled by Beckhard (1969) as: data collection,

feedback of the data to the client, and action planning based

on that data. Therefore, by viewing action research as an



approach to problem solving which involves a series of events
and activities, action research in organization development

can be more completely defined as:

". . .the process of systematically collecting re-
search data about an ongoing system relative to some
objective, ycal, or need of that system; feeding
-hese data back into thz2 system; taking actions by
altering selected varisbles within the system based
both on the data and on hypotheses; and evaluating
the results of actions by collecting more data”
(French & Bell, 1973, pp. 84-85).

Action research studies reported in the literature use
a data gathering and feedback technology which today is
colloquially called survey feedback. Survey feedback is de-
fined by Miles et al. (1969) as "a process in which outside
staff and members of the organization collaboratively
gather, analyze, and interpret data which deal with various
aspects of the organization's functioning and its member's
work lives, and using the data as a base begin to correctly
alter the organizational structure and the members' work re-
lationship" (p. 458). Detailed descriptions of survey feed-
back processes operationalized from an action research plan
are provided by Mann (1961), Neff (1965), Miles et al. (1969),
French and Bell (1973), Frohman, Sashkin, and Kavanagh (1976},
and Beer (1976). All of the writings cited promote the sur-
vey feedback process as collaborative efforts between the
interventionist and the client members in gathering data about
organizational processes, Jjointly analyzing the data, inter-

preting action plans which when evaluated should indicate some

= e A - g o e

OrgalliZdLiO'ﬁ&l LMpLovenelics




Survey Faedhack Components

Survey Feedback has tnree operational components which
are presentzd in some detail by Miles et al. (1969) in Figure
1. Pirst, the data are collected and prepared for presen-
tation. Second, meetings of various family groups occur.
Third, in the course of these meetings, the interventionist
helps the clients to accept the data and the group members
may even “egin to analyze where improvement can be made in
their interactions.

The survey feedback process usually starts with a
questionnaire although interview data can also be used
{(Beckhard, 1967). Because it is important that the client mem-
b-rs accept the data, their involvement in the development
of questionnaire items or at least raising issues which will
serve as the basis for the items is important. A number of
questionnaire instruments have been devised to collect and
organize data which can be used in organizational diagnosis
and later fed back to client members. Many surveys exist, and
the interventionist can also help the client membership to
construct its own survey. The interventionist would assist
in the formulation of the questionnaire items dealing with
specific constructs and in the developrent of scales for
measurement. In order to assist the client members in these
processes, the interventionist must be well trained in re-
search and theory. Bennis (1969) cormments on the pitfalls of
implementing planned change: "Planned change may be viewed

as a linkage betiween thecry and practice, between knowledge and



Greater Organizational Health

-— o s lae -

L

[

OARTUDS T XBPIRD’

youqpead Aeaans

1 exnbyl

fyeyelIvd ‘LTIISUIOH ‘goTTd
jo sjueuoduo) @8Iyl

@Injonias }oeqpad] —_ .Mﬂ“wﬂ wwwanwoﬂw
Ksaing 3O 9dURUd]Y - " utpntout aua>
~ujes JOj @INsEd1d ! -tos uweTqoxd 3-33
1 ~je jeyy safqegiea
. teayboroydisd SISXIVNY
Yoeqpadj -
gsesoid jo esusnbasuod - . mMmMMaM 30 mMm: mwmuoam.._
9 se z07ARYaq BulAT08 r= - ms :c>qw«: 03 T
warqold JO @ofI0eId T 3 w > se pod
r=" _ uoy3eroqey(od 1 -+wiITbIT 595013 1
{ pue 3slizy ‘gepuuado se
i yons swiou buta(os wdY {
. -qoid yo judwdoyaaag y t S339UTHI0
STLINB pue suiou T -qns pue S1031A
sutizoddng abuvyd . { -a3dns pue gizad
3o juawdoyaaaq | u_m. uaamMadq UOFIUIA
] { uotavsod 8,13430 d ~193ul 1PI3UAD (
" i puR UMO JO UOFIWD &~ - gaoua |
‘1 = o1 -731307> 10j 186314 ¢ e — = —— — —~jvadwg 88&00n§ T —GONTLAIW
Mwnﬂmwwcwnwunw: sai1nssa1d Ajjuiozuo) T b_- sdnoab
giay3o ] Ni1oM JueAITIX
19 azmﬂaowmvmn. pue Xse3 jo buryU¥T I { Aq unx sbuglaon 1
S _
- {
suoO}8192Q :04uu¢_ U TS L)
* i 1 JAum, @97ed €
{ * 1 sbut1a93 30 e VIO -
s{vob abueyd — vvq@ jJo 2oueljdaddv - e b = o voT3IeUIFIUCI8Ig T ]
jo juaudojanaq pug uIaouoy ‘uyoyIusiII¥Y buytedy t
a 3o uoyjexoqorran 1 \
[ uoiioejiod e3ied Buyavioqey [0 | 1
e e — = — _ 13

v

SININOQHOO
®oveqaad

K3auas




action; hence, theory based interventions. The process of
planned change involves a change agent, a client system, and
a collaborative attempt to apply valid knowledce to seek
solutions to the client's problems” (p. 358). Survey feed-
back is an attempt to combine scientific rigor in measurement
with feedback techniques. However, Chase (1968) sucgests
that scienfific rigor is much less crucial than ownership of
the data and commitment to action. Therefore, survey feed-
back dats usually deal with organizational issues such as
roles, intergroup relations, supervision, communication, em-
ployee attitudes about the nature of the work itself, and the
organization climate.

Meetings for the feedback of the results are an im-
portant part of the feedback process. Meetings have been
found to result in more satisfaction and ownership of the
feedback process than feedback through written reports
(Beer, 1976). Similariy, multiple meetings were fournd by
Klein, Kraut, and Wolfson, (1971) to be more effective than
a single meeting. Meetings are effective because they seem
to have an "unfreezina" effect by creating pressure on in-
dividuals to own up and clarify their views before a group.
The group meeting also creates pressure on the individuals to
evaluate their views about organizational oroblems in light of
the prevailing viewpoint of the majority of the aroup. Most

frequently, the meetings are held in "family" groups, which

consist of a supervisor and the employees tnder his or her




immediate span of control. One approach to data feedback 1is
through a series of interlocking conferences with familiy
groups starting at the top and meving down through the organi-
zation. The feedback of information is conducted oy r:ach
supervisor in what is called a waterfall pattern. Often,

this systematic downward pattern is difficult to enact. Time,
travel, and work crises cause some meetings to occur in the
absence of a few individuals. This situation will cause mini-
mum difficulties provided the missing person is not the link-
age to another family group. If he is, some rescheduling or
updatiag must occur before action planning is translated into
specific actions. Another survey feedback apgroach has been
labeled bottoms-up because the data are fed back to lower or-
ganization levels first. The, action plans are formulated at
the lower levels and passed up to ascending levels,

As family groups continue to meet, two sets of norms be-
gin to operate. One set, which is in operation as soon as the
family group owns the data fed back, facilitates the communi-
cation of information. These can be thought of as norms cen-
tering around issues of trust and openness. This is not a
spontaneous process, and often takes a considerable amount of
time to develop fully. The implicit assumption is that open
two-way communication facilitates the amount and accuracy of
information which in turn improves problem sclvinag. The sec-
ond set of norms are those which reward collaborative activity,

assist in the determination of actions, and promote group
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pressures for conformity to these actions (Miles et al. 1969).
Tinally, if the interventionist acts as a facilitator
rather than an expert with the group, effective problem
solving will be done by the client group, and the members are
likely to arrive at greater agreement and support about what
the appropriate actions are to resolve the problem. By as-
sisting in the clarification of data, prompting discussion
and focusing the group's energy on identifyinc problems and
the processes involved in working out solutions, the client
group becomes its own change agent with the added capability

of using these skills again and again as the need arises.

Historical Development

Action research from which survey feedback has evolved,
is not a new approach in organization development. Histor-
ically, it can be traced to the works of several persons
(Lewin, 1947; Corey,1953; Lippitt, Watson & Westley, 1958:
Mann, 1961; Whyte, 1961; and Vhyte & Hamilton, 1964.

Lewin's (1946) work with social agency practitioners
attempted to eradicate prejuiice using an action research

process. He wrote that:

In a field that lacks objective standards of achieve~
ment, no learning can take plac.. If we cannot judge
whether an action has led forward or backward, if we
have no criteria for evaluating the reiation between
effort and achievement, there is nothing to prevent us
from making the wrong conclusicns and to encourage the
wrong work ha»its. Realistic fact-finding and evalua-
tion is a prerequisite for any learning (p. 35).




In his three-stage model of action research, Lewin
describes three phases:

- unfreezing

- moving

- refreezing.

This technique, is oversimplif{ied by today's standards, be-
cause it fails to consider pre-diagnosis and evaluation of
results. Nevertheless, it served two useful purposes. It
provided specific solutions to immediate client problems, and
second, the project results generated new behavioral science
knowledge which could be used or built upon by others.

Corey (1953) wrote that "The process by which practi-
tioners attempt to study their problems scientifically in or-
der to guide, correct, and evaluate their decisions and ac-
tinns is what a number of opeople have called action-research”
(p. 6).

Lippitt et al. (1958) developed an action research model
by expanding Lewin's three-stage model into seven phases:

- establishing a need for chance

~ establishing a change relationship between client and
change agent

~ data collection and diagnosis
~ action planning
- action implementation

- generalization and stabilization of change

- termination of the change relationship.




Whereas this model is more detailed than the earlier Lewinian
approach, Lippitt and his colleagues fail to explicate fully
the important feedback process in their paradigm. lann (1961)
describes more fully the importance of the feedback process.
He notes that "Involvement and participation in the planning,
collection, analysis, and interpretation of information initi-
ate powerful forces for change. Own facts are better under-
stood and more likely to be utilized than those of some 'out-
side expert.' Participation in analysis and interpretation
helps by~-pass those resistances . . . ." (p. 613).

Whyte (1961) and Whyte and Hamilton (1964) repcrt the
effective use of action research in a program designed to as-
sist the operation of the Tremont Hotel in Chicago. The out-
come of developing new problem-solving skills for the client

is illustrated in the Zollowing passage.

. « « consultation did not involve simply presentation
of advice on the supervisor's problems. Direct advice
from the personnel man was minimized. Instead, he em-
phasized the presentation of data illustrating the
problems of the department. He then discussed these
problems with the supervisor and encouraged the super-
visor himself to sugqgest what might be done. In many
cases it was the supervisor who came out with an idea
that formed the keystone to the action program in his
department. Wiley did not aim to solve the human prob-
lem himself. His objective was to build a problem-
solving organization (1961, p. 524).

Whyte further writes that: "As fully as I can, I have tried
to lay before the reader the data from which I seek to draw
my theoretical conclusions . . . The progress of knowledge

depends upon this confrontation of theory by data: the dis-

covery of data that do not fit the theory and "-hre discovery




out of theory of new types of data that we need to gather"
(1961), p. 527).

Other behavioral scientists (Benedict, Calder, Callahan,
Hornstein, & Miles, 1967; Alderfer & Ferriss, 1972; Brown,
1972; Clark, 1972; and Frohman, Sashkin, & Xavanagh, 1976)
have contributed to a better understanding of action research.
A brief summary of their more contemporary findings will be
ncted in the discussion of the action research . odel selected

for this research. The model is presented in Figure 2.

General Model

This model, which consists ¢of eight or ten cyclic steps,

is depicted below:

SCOUTING
’«—-—) ENTRY
L—> DATA COLLECTION & —
3 1

DATA FEEDBACK I
— — — —> DIAGNOSIS — — — —
| ACTION PLANNING
| ACTION INPLEMENTATION

| EVALUATION

1

Figure 2. General !Model of Survey Teedback

The total process is based upon the interdependent, inter-
active, and sometimes overlapping phases of action (entry,
data feedback, action planninc, and action implementaticn)

and research (scouting, data collection, diagnosis, and



evaluation). Below, each of the phases of this model is
listed and briefly defined in the context of organization
development practice,

Scouting. The organization development interventionist
develops an initial fix on the perceived significant charac-
teristics and problems of the prospective client system.
These issues are reviewed by the interventionist in light of
his own assumptions, biases, and values. Frohman et al.
(1976) note it is important that the itnerventionist con-
sciously understands his own analytic framework or bias which
he uses to arrange and interpret information about the organi-
zation. Argyris (1975) calls this framework the development
of an organizational map. Thus, the interventionist exposes
his assumptions, biases, and values to the potential client,
who in turn provides the interventionist feedback about how
the values and biases fit the framework of understanding of
client system members. This open exchange helps to generate
a collaborative interventionist-client relationship from the
very beginning. Prediagnosis or scouting allows the inter-
ventionist to devote attention to historical and unantici-
pated forces which may subtly precede and perhaps influence
the outcome of the action research (Pasmore, 1975). f#Greiner
(1967) writes that researchers and change agents need to give
greater weight to historical determinants of change including
some emphasis to the relationship between an organization and
its environment. Failure to do so will encourage a lack of

systematic understanding of why a particular OD intervention



succeeded in one organization but seemed to fail in a similar
organization. The data obtained in the scouting phase will
be instrumental in helping the interventicnist and client de-
cide whether they will enter into a formal relationship, and
if so, at what pcint or level in the organization will the

entry take place.

Entry. This consists of several process activities.
First is the need to build a collaborative and open interven-
tionist-client working relationship. This step is important
because both interventionist and client must feel comfortable
that they can work with each other in such a fashion. The
success of any action research approach requires involvement
and commitment both of client and of interventionist not just
one or the other. A second entry activity is a clear under-
standing of the expectations of both parties. Benedict et al.
{(1967) suggest a clinical-experimental basis for predicting
reasonable outcomes of action research. They argue that the
responsibility is clearly that of the interventionist to make
precise clinical predictions: what variables will this inter-
vention change in this particular organization in what direc-~
tion and why? Third, the interventionist will demonstrate
certain kinds of entry behavior which are designed to help to
establish his credibility to those in power positions in the
client system who can openly sanction the intervention activi-
ties. Clark (1972) reports that the lack of such clear sup-

port from key persons in the client system ususally results



in less than optimal outcomes or even failure. He attributes
the failure of a particular action research program to a

lack of understanding and true commitment by the client sys-
tem's top management. Whereas, the lower managers were told
that the board supported the survey feedback intervention, the
actual behavior of board members gave lower level managers
conflicting signals. Therefore, norms of openness and trust

failed to develop in the data feedback sessions.

Data Coliection. Unlike the prediagnostic scouting done

by the interventionist, data collection involves the client
member to a great extent in selecting the method and in the
actual collection of the data. The major purpose of the data
collection phase is to obtain valid information about client
member parceptions and experiences within an organization. 1In
pursuit of this objective, the interventionist and client may
use several traditional methods of data gathering. These gen-
erally include but are not limited to archival records, obser-
vational systems, interviews, surveys, and appropriate unob-
trusive measures. Each of these diagnostic technologies has
distinct strengths and weaknesses. Bednor, Weet, Lanier, and
Meinick (1974) suggest that intervention outcomes will be more
effective if the interventionist has a broad general knowledge
of what diagnostic technologies are most appropriate in a given
setting. However, the amount and quality of information avail-
able is greatly influenced by the relationship between its

source and the investigator. It is now well-established that

experimenter expectancy and demand characteristics of the




situation have a substantial impact on data collected both
in laboratory settings (Orne, 1962; Rosenthal. 1966) and in
field settings (Friendlander, 1968; Cook and Campbell, 1976).
Brown (1972) reports that the subject of an investigator's
study is simultanecusly stﬁdying the investicator and making
decisions about the quantity and quality of information he
will provide. If the participant believes that the investi-
gator will use sensitive information in ways which are helpful
or at least not harmful, he is more likely to be open. The
results of Brown's study revealed that the process of veri-
fying the diagnosis actually led to positive chances in par-
ticipative involvement in organizational life as well as to
the validation of the diagnosis, That is, as the quality of
understanding increased, there was increased engagement in the
organization. Pasmore (1975) suggested "whenever one relies
upon a client's own diagnosis of his problem or upon an inter-
vention technigue which requires a client self-diagnosis, that
diagnosis is likely to be shaded by a significant degree of
artifact. To the extent that such artifact effects the con-
sultant's selection of an intervention technique or focus of
aeffort, and to ths extent that it biases the evaluation of his
effort within the client system, the consultant's effective-
ness is likely to be reduced" (p. 30). Hence the interven-
tionist must have a valid understanding of the underlying

theories and the reasonable ocutcomes of the intervention tech-

nologies chosen.




Data Feedback. This phase provides the client with data

about the client system which is useful in determining the
relative strengths of the system and areas where improvement
is most needed. Data feedback serves several functions. It
is an opportunity for the interventionist and client to share
their findings usually by a series of meetings designed to
facilitate full exploration and joint understanding of the
data. As a general rule, data feedback is likely to provoke
some defensiveness and resistance by some members of the |
client system. In an action research study, Alderfer and
Ferriss (1972 found that high level managers were not more
likely to acknowledge that they had more problems than those
managers at lower levels in the organization. Alderfer and
Ferriss conclude that this denial interpretation by top man-
agers occurred bhecause the family group setting did not pro-
vide enough psychological safety for the top managers to per-
mit them to really come to terms with the data. Therefore,
their response was defensive. To minimize any possible ad-
versary relationship between client and interventionist or
among the client system members themselves, Alderfer (1974)
recommends two facilitative feedback means: one, the infor-
mation presented and discussed should be minimally inferential
and second, to offer explanations for the Jata tentatively as
hypotheses or themes for discussion rather than as concrete
conclusions. The feedback meeting then becomes the setting

where the client members are involved in generating additional

data to support or disclaim the findings for each other. The




design of feedback meetings depends on the nature of the

findings and how the information was agreed to be shared.

Diagnosis. Diagnosis consists of the joint use of the
data by the client system members and the interventionist to
explore organizational problems and strengths. (The artifici-
ality of independently describing various action research
phases makes the activities of one appear to be guite similar
to the succeeding phase. Obviously, the phases are interre-
lated and often overlap such that an independent discussion
of correlative phases is partially redundant). In action
research based approaches to organization development, diag-
nosis is a joint activity of the interventionist and the
client. Thus, ownership and commitment on the part of client
members are enhanced by their specific contribution to problem
diagnosis, and appropriate diagnosis will lead directly to
inferences for actions needed to resolve the problems (Neff,

1965). It is possible that further study is needed for a
more accurate diagnosis. If so, the cyclic property of the
model encourages a return to the data collection phase. Fin-
ally, the diagncsis or research phase is sequentially followed
by action activities.

Action Planning. The interventionist is purposefully

functioning as a process helper and as a trainer. One goal is
to develop internal problem solving skills. Therefore, the
involvement of the client is increased in that the client
participates in the planning of change activities. To insure

that client problem-solving skills and resources become




operationalized and to continue to minimize defensiveness, the
interventionist avoids being the expert problem solver, be-
cause to do so the client will learn little of the skills or
processes needed in problem solving when the intervention-

ist leaves. Rather, the interventionist acts as a catalyst

to insure that process interaction analysis takes place. By
assisting in the clarification and ownership of the data,
stimulating the discussion and focusing the energy of the
group on identifying problems and developing their own solu-
tions, the interventionist maximizes the opportunity for peo-
ple to solve their own problems. Thus, client members attempt
to practice new behaviors in resronse to feedback; group norms
develop which facilitate and encourage expression of feelings
and self corrective behavior, and members are rewarded by the
group for seeking and accepting responsibility for problem

solving and in developing action plans.

Action Implementation. Generally this consists of the

implementation of specific problem-solving actions which will
improve the client system's effectiveness. The content of the
action implementation phase depends on the situation and the
nature of the problems diagnosed. Therefore, the actual ac-
tions can vary greatly. The success of action implementation
requires consideration of two activities. First, before an
action is to be implemented, the parties involved must clearly
understand what has to be done, by whom, and by when. Second,
there must be some means to follow up. This is done by the

action research process. Thus, the model ends with the



evaluation which serves as the basis for further data collec-
tion.

Evaluation. This last step advises the client as to

whether the changes accomplished the intended outcomes, and

the results of the evaluation serve as a basis for further
diagnosis and action planning. If succussful, then the im~
mediate problems will have been ameliorated or solved; the
client system will have skills and resources to use for future
problem solving activities, and the interventionist can con-
tribute the outcomes toward better developing the theory under-
lying organization development.

The action research model reported here is similar to
several others reported in the literature. Whereas the phases
of other medels may differ slightly (Lippitt et al. 1958;
French 1969; Frohman et al. 1976), the underlying assumptiors
are the same. That is, the 1iction research model is based
upon collaboration between the behavioral scientist-researcher
and the client. They collaborate in: (1) exploring problems
and generating relevant data concerning éhe problems (2) ex-
amining the information to understand the problems and develop
action plans for their solution (3) actually implementing the
plans (4) generating data regarding the effects of the action.
Thus, the evaluation of results would serve as data to be used
for further problem diagnosis, action planning, action imple-
mentation, and evaluation. The seguence is cyclical; immediate

problems are addressed, and the client learns how to incorpor-

ate a science-based model of problem-solving for future issues.




Frohman =t al. (1976) summarizes: "In addition to providing
effective solutions to specific client problems and develop-
ing new problem-solving skills for the client, a successful
action research project generates new behavioral science
knowledge which is fed back into the professional bank of in-
formation and used by other behavioral scientists. This new
knowledge is obtained through the research activity of the
applied behavioral scientist. It may deal with general laws
about human behavior, or the type of problems with which the
client is confronted, or the process of consultant-client
collaboration. In any case, it addresses issues broader than

the specific problams faced by the client" (p. 131).

Major Findings of Research on Survey Feedback

Research on carvey feedback provides some evidence to
suggest that the feedback process itself can effect change. In
the original Detroit Edison work, Baumgartel (1959) found that
perception of supervisory behavior changed as a consequence of
increased informaticn flow and problem confrontation between
hierarchial levels after feedback. That is, the feedback pro-
cess helped to open up channels normally blocked by hier-
archies and power differentials. Chase (1968) found that sur-
vey feedback was effective in equalizing power, so that even
in an extremely threatening environment, confrontation oc~
curred.

It also seems clear that survey feedback can lead to

attitudinal changes by participants. The research by Miles



et al. (1969) report improved satisfaction with decisions
even though they were not carried out. Brown (1972) found
evidence that participant involvement in the organization in-
creased as a result of survey feedback intervention. Bowers
{1973) reported that the survey feedback technigue was more
effective than other processual interventions in producing
attitudinal changes and changes in leadership and climate
variables. Hand, Estafen, and Sims (1975) research involving
survey feedback in a laboratory simulation, found that ex-
perimental groups were more satisfied with their performance
than no treatment control groups.

However, long term changes in individual behavior and
performance appear to be contingent cn more than 3just survey
feedback (Friedlander & Brown, 1974). Survey feedback should
not be an isolated diagnostic event. Action planning on
specific problems is important to longer term success of sur~
vey feedback.

The previous descriptions of *the phases and the review of
studies which ascribe to an action research model underscore
the need for a number of critical conditions to be met. There
should be a process of collaboration between the client and
the interventionist throughout each phase of the action re-
search program. The interventionist must determine that the
client understands the long-term procedure required and that
the client is committed throughout, cnce agreement has been
made. LCffective client-consultant collaboration not. only

helps the client with his immediate problems but more



importantly, it facilitates in helping the client to learn
the problem-solving process. Client involvement also ensures

that each phase of the program is carried out.

Summar

In summary, the studies using action research have
demonstrated that (1) the feedback process itself can effect
change., How much influence can be causally attributed to the
survey feedback itself as opposed to a "Hawthorne Effect" is
an area of concern for future research. It also seems clear
that (2) survey feedback can lead to attitudinal changes by
participants. However, much of the empirical support of this
claim is of a self report nature. More methodological control
is n2eded in future research to discern if self disclosed re~
sponses are accurate or contaminated by artifacts attributed to
social desirability (Golembiewski & Munzenrider 1975). Fin-
ally, (3) more research is needed to clarify the impact of the
action research process on organization improvement. That is,
does the eifect of survey feedback enhance the overall effec-

tiveness of organizations? Some attempt to begin to explicate

solutions t.0 these three issues is the focus of this research.




HYPOTHESES

The hypotheses section consists of four parts. 1In part
one, the specific hypotheses to be tested in the research
are provided. These are, of course, the principal concern of
this study. Fart two consists of mocderating variables which
could influence the results of the study. Part three con-
sists of additional raeasearch issues which are described as
ancillary measures. No a priori hypotheses have been offered
for these issues because the theoretical and empirical re-~
search to date is unclear. Finally, clinical observations
are added by the author as an attempt to mrovide the reader
with a more accurate and complete understanding of what actu-
ally took place in the planning and conduct of the evaluation

research.

Specific Hvvotheses

There are a number of possible hyrnotheses which could be
formulated from the literature review and the preceding dis-
cussion. Those advanced here are considered to be the most
relevant and testable, given the constraints and limitations

of field research.



Intervention Efrfectiveness. The experimental
treatment units will have a significant im-
provement in organization effectiveness fol-
lowing the survev feedback intervention. The
placebo and control units will have no signifi-
cant changes in organization effectiveness.

HZ: Affective Responses toc Work: The soldiers
within the experimental treatment units will
have greater improvements in their levels of
job satisfaction and internal work motivation
than soldiers within placebo and control units.

H,: 1Interqroup Relations. The platocons within the
t experimental units will have better inter-group
work relations than the platoons in the placebo

and control units.

Supervisory Consideration. The soldiers within
the experimental units will have greater per-
ceived supervisory consideration than soldiers
within placebo and control units.

Mcderating Variables

Because field research lacks the degree of control
usually available in laboratory studies, the nossible effects
of moderating variables were included in this evaluation. The
three possible moderating scurces were: (1) leadership style
of unit commanders, (2) the experienced psychological states
of the soldiers, and (2) the higher order need strength of
the soldiers.*

Leadership Style
A serendipitous advantage of the timing of this field

research was that all of the officers in the division had

*Experienced psychological states and higher order need
strength are two variables taken from the Hackman and Oldham
Jobk Diagnostic Survev. An explanation of these terms is
provided when each variable is discussed more fully.




previously been given a Leadership Opinion Questionanaire

(LOQ) as part of a separate project. This fortunate event
allowed the comparison of leadership styles of the commanders
in the experimental, placebo, and control units. No a priori
hypothesis was made about the effects of individual styles of
leadership on the effects of survey feedback (waterfall

. pattern), since there was no means of control as to which
treatment groups would have commanders with who scored high on
initiation of structure or on consideration. Nevertheless,
the data are available to make some inferences post hoc about

the possible moderating effects of leadership style.

Experienced Psychological States

Hackman and Oldham (1974) introduce three psychological
states which are viewed as moderating variables between the
job dimensions and the individual's affective responses to
work (e.g., satisfaction, motivation) and behavioral responses
to work (e.g., performance quality, aksenteeism). This
author recognizes that the specific focus of survey feedback
is not necessarily on changing the specific content of jobs
{e.g., skill, variety, identity, significance, antonomy).

But if the three psychological states (1) experienced mean-
ingfulness of work, (2) experienced responsibility for work,
and (3) knowledge of results, are not present in a job, they
may moderate the effects of the survey feedback intervention.
That is, if the very nature of the task (job dimensions) does

not provide soldiers opportunities to experience these three



psychological states, then the participation in the survey

feedback vrocess may not have the positive outcomes expected.

Higher Order Need Strength

This research also examines the construct of higher
order need streigth for individuals. The concept is defined
as the individual's desire to obtain growth satisfactions from
work. Hackman and Oldham (1974) report that individuals differ
in the degree to which they have a strong versus weak desire
to obtain growth satisfactions from their jobs. Thus, it is
theorized that individuals who score high on the pre-test
measure will be more inclined to respond positively, i.e.,
with high satisfaction, to challenging jobs. Thus, one may
conclude that higher order need strength will moderate the

effects of a survey feedback intervention.

Additional Research Issues

In addition to the specific hypotheses listed above,
there are several additional issues of interest in this study.
These other issues will be discussed as ancillary measures
without any a priori hypotheses. However, the reporting of
these additional research iscues is important because they

add to a more complete understanding of the effects of these

ancillary factors upon organizational efficiency.




Absenteeism

Hackman and Lawler (1971) found th:t absenteeism is, in
part, contingent upon the level of human fulfillment which an
individual derives from his work. That is, an inverse rela-
tionship exists, and one may expect that as levels ¢f human
fulfillment are increased, levels of absenteeism will decline.
This research will investigate whether absenteeism declines
in those units after thev have participated in the survey feed-

back intervention.

Punishment

Archival data such as records of grievances and punish-
ment have been reported by Jacobs (1970) to be related to
measures of personal affect. An inverse relationship between
dependent measures (i.e., general satisfaction, specific satis-
faction, and internal work motivation) and the number of griev-
ances and punishment would be expected. Clearly, the grievance
procedures and the judicial punishment systems in this study
are situation specific due to the vnigue controls and sanctions
under which quasi closed military systems tend to operate. Un-
like civil organizations which have the flexibility to allow
workers to egress (quit), soldiers within the military are con-
fined by specific time contracts. Therefore, the military
leadership has no authority to "fire" or terminate a relation-

ship. Thus, reprimands, fines, and corporal punishment are

the vehicles of control exercised by those in authority.




Reenlistment
Reenlistment is another available measure correlated
with the criterion measures of human fulfillment. One-third
of the soldiers {grades E~1 to E~5) turnover annually on
three-year enlistment options. The proportion of eligible
soldiers who re-enlist for the same job can be considered an

3 v k3 I3 *
additional measure of satisfaction.

Social Desirability

A thirty-three item social desirability response scale
developed by Crowne and Marlowe (1964) was used to determine
whether the respondents answered each survey as he honestly
felt about each item., Evidence of socjally desirable re-
sponses in self report instruments has been reported by Rosen-
berg (1969) from laboratory experiments. Although it is not
clear how much evaluation apprehension occurs in field set-
tings, Golembiewski & Munzenrider (1975) indicate that five
to seven percent of the total variance in self report instru-
ments could be explained hy social desirability on the part of

respondents. Therefore, it is nlausible to assume that some

*Obviously, not all soldiers who re-enlist do so because of
increased satisfaction with the job. Some re-enlist to change
military occupational specialties; others to obtain a specific
geographical unit of choice. These confounds have been elim-
inated. Also, the "rotational hump" found in seasonal ad-
justment (i.e., spring and summer enlistment periods are
higher than fall and winter enlistments) have been considered
and adjusted to determins &an accurate base rate.




self report scores attributed to treatments may be biased

with socially desirable responses.

Clinical Observations

One benefit which typically arises from doing research
in a field setting is the opportunity to observe the processes
of interventicn and the impact they have on different individ~
uals and units at the site. The lessons iearned were many:
some are discussed in this dissertation because of the addi-
tional insights they provide. Although these observations are
intended to be objective, they must be viewed with some
caution because they obviously reflect this author's perspec-
tive,

The writer's military association proved useful in co-
ordinating the intervention activities in this setting. This
aathor devoted considerable time to senior staff officers at
the research site discussing what typical line (combat) units
were suitable and willing to participate in this study. This
procedure was important as the very nature of the Army's Or-
ganizational Effectiveness programs regquire that the client
(unit) voluntarily seeks the assistance of an intwernal consult-
ant in the negotiation, acceptance, and implementation of an
intervention program. Given this constraint, a clear ration-
alization for careful selection of the units involved in this
research becomes evident. That is, the nature of the research

design dictates two conditions to be £fixed, (1) the type of



intervention Survey Feedback, and (2) the pre-post test. There-
fore, the only factors which can be considered random are the
units and the subjects themselves. Since almost all of the
tnits at this military site expressed a desire for an inter-
vention, the task merely became one of selecting several homcg-
eneous units which would be available to participate in the
research during the general time frame desired. To elaborate
further, there were numerous units available and generally
agreeable to participate in the research. Some, however, had
civilian employees; some were non-divisional or post support
units. The more conventional tactical military uvnits were

also preparing for a major exercise and their availability to
participate would have been at a later time. By eliminating
the non—divisional* units as well as those involved with tacti-
cal priorities, the selection of the battalion was randomly

made .

*The reguirement that units participating in this study be
from a Division was imposed for the following reason.. By
table of Organization and Equipment (TO&E) the division is
the base unit from which the Army operates to fulfill its
assigned mission. Whereas each division is "tailored" to
accommodate specific tasks or mission requirements, the base
structure, organization, and equipment are interchangeably
similar. MNon-divisional units are each, one of a kind. Be-
cause non-divisional units are created and recognized as
unigue entities, there is no plausible justification to
assume that research findings at one unit could be general-
ized beyond that setting. Also, the selection of hetero-
geneous, non-divisional units wculd not have satisfied the
rigor of homogeneity regquired of placebo and no treatment
control units in this research desicon.




METHODOLOGY

The Experimental Setting

The research was conducted at one of the Army's ten
division sized units located within the continental United
States. A homogeneous battalion was selected from within the
division to be used for the research. The battalion con-
sisted of four company sized units with a total of approxi-
mately 450* officers and enlisted soldiers. Because of the
author's pledge of anonymity for the participants, no spe-
cific units or commanders will be identified. The units se-
lected in this study are engineer companies as opposed to
infantry, artillery, or armor units. The engineer companies
are combat engineers and are found within each of the Army's
divisiconal units. Measures of efficiency for engineer units
are detailed and specific. The engineers perform work pro-
jects (e.g., road building, bridge construction) which are
measured by total manpower and equipment costs per project.
Hence, an efficiency index can be formed to measure work gual-
ity, labor, and cost savings. In addition, many small engineer

projects (e.g., painting signs, plumbing, electrical repair)

*The assigned strength was considerably higher than the 450
persons cited. However, several perscons were subject to
separation, temporary duty, school training, etc. and would
not be present for both the pre and post surveys. Therefore,
they were not included in the study.



enable the platoons to work as autonomous work teams physi-
cally removed from the company commander for extended time
periods. Therefore, these engineer units appear ideally
suited for this research design. The data in this study were
an outgrowth of the Army's attempt to evaluate the success of
Organization Effectiveness program's goal of using organiza-
tion development based technologies to improve military unit
effectiveness. As little empirical research had been done up
to this time, this evaluation study was approved to determine
whether a particular organizational effectiveness process,
survey feedback, used hy the Army's Organization Effectiveness
Staff Officers was a useful process which could assist mili-
tary units to achieve a greater level of operational effec-

tiveness.

Pilot Research

As part of the overall research plan, the author con-
ducted a pilot survey feedback program three months prior to
the beginning of this study. In the pilot program, unlike in
the actual research, the author functioned as both the in-
ternal consultant and the evaluation researcher. A similar
military unit was given the pre-test survey, and extensive
interviews were conducted with the soldiers in leadership
positicns as well as lower level enlisted members. The survey
feedback served three functions. First, it provided an oppor-

tunity for the author to validate the survey instrument on a




representative sample of the military population. Second, the
actual survey feedback sessions enabled the units to gain a
better assessment of their organizational problems and to de-
velop some action plans to eliminate the problem identified.
Third, the pilot research provided the author with an appre-
ciation of how commanders perceived survey feedback as an or-
ganization effectiveness intervention. The experiences gained
from the pilot research enabled the author to forestall numer-
ous problems in the actual research. Two misunderstandings
deserve special corment here. Whereas Army internal con-
sultants were given intensive training in organization de-
velopment processual and leadership skilils, the client com-
manders wita whom these consultants work have little apprecia-
tion of the methods or objectives. Here it is important to
underscore the misunderstanding that commanders assumed that
all organization effectiveness activities could improve organi-
zation performance immediately following interventions. This
serious misconception has contributed to a reticence on the
part of some commanders to embrace the Army's Organization
Effectiveness Program., Because all commanders are assigned to
leadership positions for a specified period of time, some com-
manders adopt a short term orientation and expect organization
effectiveness programs and activities to produce tangible re-
sults immediately. However, this short sighted perspective
often leads to expectations which are too ambitious and the
results fall short of the commander's anticipations. Then, by

informal word of mouth with their associates, these commaders



describe their disillusionment with the organization effec-
tiveness program because no dramatic changes in unit per-
formance had taken place.

The second misunderstanding of some commanders is that
the organization effectiveness process will somehow erode the
commander's base of power and lessen his effectiveness as a
leader. More specifically, greater participation and in-
volvement by the work group members has been mistakenly be-
lieved to undercut the chain of command and weaken the struc-
ture of legitimate authority within the unit. These issues
emanate from a lack of understanding of the goals and
objectives of organizational effectiveness, and how internal
consultants can serve as resource persons with knowledge and
process skills which can lead to organizational improvement.
The learnings and experiences obtained from the pilot research
prompted the author to meet personally with the battalion com-
mander and his executive officer as soon as the actual units
involved in the research were identified. These meetings were
designed to clarify what organization effectiveness programs
could and could not reasonably be expected to accemplish. The
concerns for productivity (performance) increases were raised
by the commander, and clarified by the researcher. Also, an
additional concern surfaced about anonymity. The specific con-
cern was not so much who could be identified, but rather what
specifically was the intended disposition c¢f the findings to

higher levels within the Army. Pointedly stated, the concern



was =~ what is actually being evaluated: the unit, the leader-
ship, etc.? Care was taken to emphasize that the purpose of
this research was to evaluate the organization effectiveness
process - survey feedback - as a technology to determine
whether the client units are, in fact, achieving a greater
level of operational effectiveness as a result of this action
research technique. The commander was informeé that the pur-
pose of the research was not to evaluate the individual unit
commanders, the organizaticnal climate, nor the role of the
internal consultants. Once this stated objective was under-
stood, apprehension about the research effort was apparently
reduced. This conclusion is inferentially supported by the
cooperative support and close working relationships which de-

veloped between the author, the battalion cormander, and his

staff throughout the conduct of the research.




The Research Design

The nature of the organization effectiveness programs
conducted within the Army requires that the c¢lient (commander)
voluntarily seeks the assistance of the internal consultant
()ESO) in the negotiation, accptance, and implementation of
an intervention program. Because of this constraint, an ex-
perimental design in the orthodox sense of randcomized selec-
tion of units was not feasible. Eowever. as almost all of the
organizations at the site of the research have expressed a
willingness to use the resources of the internal consultants
as soon as practical scheduling would permit, a quasi experi-
mental design with a randem selection from within the avail-

able organizations was adopted. The actual desicn is depicted

below.

Pre-Test Manipulation Post-Test
Two Baseline Survey sSurvey
Exper.mental Survey Feedback Teedback
Treatment Intervention 'leasure
Conditions

Baseline Race Relations, Survey
Placebo Survey Drug & Alcohol Feedback
Treatment Abuse leasure
Condition Training
Nc Baseline Mo Survev
Treatment Survey Treatment Feedback
Control Measure
Condition

Tigure 3
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Controls £or Sources of Invalidity

Before discussing the actual interventicn ané evaluation
activities, it is important tc discuss fullv the rationale for
this particular desicn. The larnguace of Campbell & Stanley
(196€) and Cook & Campbell (1976) will be used¢ to address
factors which could jeovardize the internal and external valid-
ity of the résearch . Whereas, the use of orthodox randomiza-
tion from a universe of pessiile Army organizations would have
provided an appropriate safeguaré against threats to internal
validity, practical limitations dictated that one research
site be identified where local corditions corresponé with
those constidered most typical for Army units and therefore,
from which inferences could be made. Thus, finding a site
which was generally typical of an Army orcanization and one
which was available to participate within a reasonable time
frame were twc practical constraints,

Assignment to each of these conditions was random; thus,
biases which could have resulted from differential se2lection
of units for the corparison groups was minirized. The author
supervised the administration c¢f both the pre and post tests.
With the exception of six cuesticns which were added as a ma-~-
nipulation check to the 