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PREFACE

The intent of this thogia is to bring social psychological
theory to bear upon empirical data concerning industrial foremen, In
pursuing this end, I have been given encouragement by a large number
of persons at the University of Michigan who believe in the necessary
interrelation between theory and research in the social sciences.
Above all persons, I am indebted to Professor T, M, Newcomb, Directer
of the Social Psychology Program, for the guidance and support which
have provided me with a secure foundation for my efforts. He is largely
f‘spomible for the social psychological theory from vhich I have ex-
trapolated hers, but in addition his insistence that theory must be
designed to serve empirical investigation has given direction to this
worke |

I cannot minimise the contribution which Professor Daniel Kats
has made in several ways, While Professor Kats was Director of the
Human Relations Program of the Survey Research Center he gave me' strong
encouragement to use data from one of their industrial surveys for
theoretical analyses; as an instructor in the academic program he pro-
vided systematic formumlations of social psychc;logical theory; and as a
member of my thesis committee (until his departure for Norway) he gave
freely of his time and knowledge. ‘

Similarly, I am obliged to Professors Dorwin Cartwright and
Clyde Coombs for providing me with models of systematic thinking in
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approaching empirical data, Professor Cartwright primarily .f.ro- the
theoretical side and Professor Coombs primarily from the empirical
side,

3 An additional debt of gratitude must be acknowledged to Dr,
Fugene Jacobson who, as the direétor of the study, has gone far out of
his way to provide me rlth help at critical times. His thorough and
insightful analyses of éocial psychological theory in the industrial
setting have played a large part in shaping this thesis. Equally )
important is the encomragement which he has given me at the times when
encouragement was most needed,

Mrs. Orabelle Connally Poll, Miss Frances O'Harrs, and Miss
Jane Williams of the Human Relations Program staff contributed many
hours to the analyseé of data, while Mr, Seymour Lieberman and Mr,
Morris Axelrod, also of the staff, gave critical and helpful sug-
gestions in the earlier stages of work,

I am most grateful to my wife, Mrs. Charlotte Allen Charters,
for her probing questions which have led to a clarification of ny
theoretical development and for the care with which she has gone
over the manuscript to decrease the number of grammatical errors
and inconsistencies of meaning per page,

Mrs, Frances Exline, of Urbana, Illinois, has gratuitously
contributed an extensive amount of time in tabulating materials and
has offered many other services in the preparation of the thesis,

I owe a special debt, also, to Mrs, Shirley Deusch for her willing-
ness to undertake the task of typing the thesis in a limited amount
of time. Her skill speaks for itéelf in the ensuing pages.
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Finally, I wish to thank the Institute for Social Research,
through its directer, Dr. Rensis Likert, and the Institute's Survey
Ressarch Center, through Dr. Angus Campbell, for opening the files
of data to me,

The Office of Maval Research contributed to the support of
the work from uh:l.eh'our empirical data are drawm.
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CHAPTER I
INTRODUCTION

Same Sociclogical Views of the Positien
of Industrial Foremen

In resent years sceial scientists have devoted thought and
study to varieus groups of persenmel in the productive units ef our
society. Omners, managers, werkers, Wo, ‘and conswmers--the
functiens and relatioms among all of these have undergens drastic
changes through the past century with the development of a highly
articulated divisien of labor, with the centralisatiem of centrel,
"and with the increased interdependency of the industrial and cema-
mercial erganisatiens of modern nations, Studies are availadble
'~ whieh cn_-uo the implications of the growing pre-emineace of the
corporate manager, of the increased propertion of white-collar |
enployees, and of the changed relationship of workers to manage-
mont, manifested most strikingly in the trade union movement.

Foremen 's problems as a pelitical issue.~~Within the last

15 years, another class of personnel has emerged into the focus of
social scientific attemtions the first line supervisors, er foremen,
of industrial concerns. Coincidentally, they become the subject of
considerable political imterest, ami their prolﬁ- were matters of
major social policy. Following the passage of the Wagner Act in
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1935, foremen began to ask whether or not the Act provided them with
the same protection to erganise in industrial unioms that it did nomn-
supervisory employses. Both the National laboer Relaticns Board and
the War Laber Beard were eonfronted with arguments pre and cen. In
19k1 the Fereman's Asscciation of America was founded, and withim
the period of four years over 150 local chapters were crganised.
Membership in foremen's unions (exclusive of rank-and-file unioms
which aduitted supervisors) mumbered 63,500 foremen in 19k, 1/
During the war years, the wnion struck over a dosen times in vital
war imlutriu, The question of the Wagner Act's protectiom of
foremen was the subject of Congressiemal action in 1945 and again

in 1947. The latter action, the laber-Managemeat Relatioms Act,
upset the decisions of the United States Supreme Court earlier ia
the same year. The Supreme Court had sustained the ruling of the
National labor Relations Board in the Packard case, granting fore-
men 's unions the protection of the Wagnmer Act for bargaining. The
Congressional Act of 1947 specifically removed the obligatiom of
employers to bargain with foremen's union.

The controversy over the foremen's right to organise in trade
unions invelved the vital question of whether foremen are employees
of management or are part of management, itself. In earlier times
the position of the foreman was that of an autonomous contracter
loosely federated with ether contractors in a produetive ergani-
sation. The foreman was responsible for wage rates, persomnel
policies, hiring, promoting, firing, sehedulimg work, swpplying

1/ George L. Wilbur, "The Unionisation-of Foremen as a
Function of Their Changing Status,* (Unpublished M. A. Dissertation,
Dept. of Sociology, University of Michigan, 1946) p. 29.
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material, and repairing equirment-—-truly managerial responsibilities.
But as the production units expanded in sise and complexity and demanded
far greater coordinatien than that provided by a federation of com-
tractors, the foreman began to lose many of his managerial functions,
Special staffs relieved him of his personnel responsibilities, skilled
engineers scheduled the wark flow, purchasing units obtained supplies
wmore advantageocusly than could the independent centractor, :pocm:lnd
crews repaired equipment throughout the plant. Control of these functions
was lodgod at a higher level than the foreman, and he lost the inde-
pendence and .atoneé that once belonged to him. With the advent of
nnionis;tien, esven more of his former responsibilities uu'o'tnltulod
at a company-wide or industry-wide level. It was to the unions®' advan-
tage to negotiate contracts fer all employses in a plant, or even an
industry, rather than to deal individually with shop foremen. Conse-
quently, the foreman was reduced to implementing company pol:l.éy over
which he had little or no control and to abiding by a union contract
which he was less likely to have helped formulate than the workers

who were under him, And yot, he was the agent and representative of
managenent at the shop level. These were tb conditions facing the
policy-makers in answering the question, Are foremen employees or
managers? If -ployo;a s they have ths power of the Wagner Act to aid
them in organising, to give them greater power vis-a-vis management.

If they are managers, howﬁor, they must rely on their individual
economic power to induce employers to bargain.

The basis f.' social scientific interest in 's prob-
lems.—~The for-nu'a problem was ef especial mtcrost to the aociologist,

not for the pontiul policy involved but for :I.t.a manifestation of basie



L

dynamics in human behavior and social organisation. Probably most
sociologists believed the issue of unionisation of foremen was only
sysptematic of more fundamental disequilibria within industrial units.
Industrial expansion during World War II certainly aggravated the prob-
lems confronting foremen, particularly in compariscn with* other employses
who had recourse to unionisation. A War Labor Burd.roport summarises
tho situations

Similar to renk-and-file workers, foremen engaged in modera

industry developed a specific set of grievances. These griev-

Ances were accentuated during the war periocd. Among the more

important were those involving wages, sick pay, sstablishment

of grievance machinery, lack of a clearly stated sompany per-

. sonnel policy with respect to foremen, and the lack of support

given by higher management to foremen in their dealings with

rank-and-file workers and with trade union leaders. 2
As this report intimates, foremen's grievances were of long standing and
were only "accentuated® by the war. 'rh:lu coincides with the view of many
industrial sociologists writing in the field, vis., that tho ;njority of
foremen's grievances were the result of basic Mutional changes in
industrial units over a long period of time.

Industrial sociclogists infrequently attribute the problems of
first line supervisors uniquely to the great complexity of their Job in
modern industry. _3_/ This complexity does not distingu:llh foremen either
from other industrial personnel or from non-industrial job-holders. More
knowledge and skill are required today for adequats performance of_noit
social functions, whether in tha professions, the sciences, business, or

industrial organisations, These incressed requirements appear to be a

ess,

3/ For a dramatic description of the variety of kmowledge,

skill, and interpersenal relations required of contemporary foremen,
see Frits J. Roesthlisberger, "The Foreman: Master and Viotim of

Double-talk,* Human Factors in Management, ed. by S. D. Hoslett
(New York: HaTper % Brothers, IWS; PP. SuU=57.
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general condition of modern 1ife associated with an expanding culture
base and the segmentation, rationality,_‘ and formality characteristic eof
our civilisation.

Industirial socioclogists have tended to think the war conditiens
merely aggravated the mare basic problems of foremen; and they have
tended to reject the notion that the greator camplexity of the foreman's
Job is the basis for difficulties peculiar to first line supervisers.

The interests of sosieclogists appear to have been attracted to
the problems of foremen by two circumstances: the availability of an
applicable theory of social organisation and the apparent similarity
betwsen foremen's conditions and conditions familiar to sociologists
in other social contexts.

Industrial socioclogy .had developed a point of view which, at
the time when foremen's unionisation became a major policy issue, seemed
to encompass and be able to interpret the underlying difficulties of
which unionisation was only a symptom. This point of view may be charac-
terized by its conception that the local factary, restaurant, or office,
etc., is the unit of analysis and is an organised system of interrelations
among personnel performing differentiated functions. This "human rela-
tions" point. of view in 1nduotrh1‘aociolou rocoivod initial 1ipo'buo
from the Western nogtric studies of Elton Mayo and his auochto‘.‘ in
the late 1920's and since has gained suppart from a growing body of
ulp:l.ricallvbam thocry in the behavioral sciences. To industrial
socioclogists, the problems of foremen had te be viewed in the context
of social organisation, and they were prepared to do this.

Moreover, foremen represented to aoe:l.ologitf.s not a unique social
phenomenon but one which was familiar to them in other areas outside o
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industry. One student, for example, has drawn attentiom to the foreman
4s the “marginal man of industry.®” i/ The comcept "marginal man® refers
to a general phencmenom which has received mmeh sociclegical eonsideration
since the days of Simmel and Park. Specifically, :ltutcrctothtypial
consequUences, pcr-onl and socistal, arising from the couu.uon of persons
who are expesed to the influence of two cultures. Although the cencept
origimlly was applied to persomality types resulting frem mass migratiens
and contacts between large cultural groups, it recently has been given
more general applicaticn within the thecretical framework of mmltiple
growp membership. 5/ Under certain conditicms ef am individwal'’s ori-
entation to the norms of two or more groups, he can be identified as
the equivalent to Park's "marginal men.® Certain industrial sociclo-
gists ses the first line superviser as this familiar type of persea
whose problems ean be interpreted by referemce to the typical social
processes associated with the "marginal man.”

Other socioclogists chraetu-n_o the first line supervisor as
"the man in the middle.® 6/ By such a phrase as this, emphasis is
Placed on the foreman's position in a system of human relations rather
than on the foreman as an individual, as the tendency has been among
psychologically trained persommsl mem. This phrase serves an important
function for the development of a sciense of organisatiomal behavier
by its implicit referemce te phenomens more gemersl than the immediate

N

Denald E. liray, "Marginal Men of Industry:s The Feremen,"
Wﬂ» W1 (January, 1949) ppe 298-301. |
1;/ o M. Newcomdb, Sogial PM, (lcu York: The Dryden
Press, 1550).

g/nuloighn.wmummr.m,-mmmm
Middle: Position and Preblems of the Foreman,” Applied Anthropology,
v (Spr!.ng, 1"‘5) PPe 1-280
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problems of the foréman. The foreman, like the Navy's chief petty
officer or a large school system's primcipal, is a persom who transmiss
orders to and must get cooperation frem the “preduwcing® employees and
who, ia turn, is held respousible for their performance. HEe character-
1sMoally takes mo majer pert ia the formlatien ef the orders he tran-
smits and charscteristically faces eupleyees who resent the erders they
receive from him. Consequently, this persen is subject to cenflisting
pressures frem two sides—Ifrom thq eaployees on whom he depends for
adequate performance and from higher levels in the organisation on
whom he depends for personal rewards and satisfactions. He is "in

the niddle™ between oppesing forces which pru-bly he cannot easily
resolve,

Problems of the foreman have interested industrial scciclogists
for other reasems than their immediate political impert, althowgh one
cannot deny that the peliey issuses at stake and the major social conse-
quineos of the foreman's plight have had an effect on the socioclogists'
interest. Their approach to in analysis of the foreman's difficulties
is such that it contributes to a bread understanding of organisational
behavior as well as to the pressing social problems. 7/

e —

We should note that soecial scientists alse have been
at to the study of foremen in industry for a somenbat differemt
reasen as well., There has been consideradble interest in preblems of
effective swpervisiom, the preductivity of working groups, and the
conditions related to these for a mumber of years. The worker and
his productivity, or morale, or satisfactions is the center of interest
in this area of researsh; and the supervisor or supervisiea is cen-
sidered enly as an important independent variable ia understanding
the worker's bebavier. This line of research is cutside the comcera
of this thesis, which will consider certain swbjective aspects of
the superviscr, himself, as the center of interest.




Parpose of the Thesis

Current analyses of the position of the foreman.~~In reviewing
the sociological literature concerning foremen's experiences of diffi-
culty in tl_u;r ‘position, it has becoms evident that the writers most
commonly assume that all persons who ocoupy the position of foreman,
or at least foremen in the larger industrial enterprises s universally
experience this difficulty. Wray argues that experience of difficulty
does not depend upon mere sise of the industrial unit but can be found
among foremen in smaller conceras. 8/ In so doing, he emphasises our
point that most industrial sociologists assume that all or most fore-
men subjectively experience the difficulty associated with the position
of foreman. (In subsequent chapters, we will review the writings of
three groups of scholars who have made serious attempts to view the
position of the first line supervisor in industry from a sociological
point of view.) If we grant the writers their presumption that there
is little if any variation among first line supervisors in any particular
industrial unit with respect to their experiences of difficulty, then
the writers are obliged to seek an explanation by recourse to inde-
pendent variables which are absent (or present) under one type of
organisation in which foremen do not experience difficulty but which
are present (or absent) under another type of organization in which
foremen do experience difficulty in their position. Since the inde-
pendent variables to which the industrial sociclogistis refer are more
or less uniform among contemporary industrial unit s, the writings fre-
quently take the form of historical analyses. The writings often argue

8/ Vray, op. cit.
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that the foreman's job was not difficult at an earlier time when the
various organisational characteristics of the present industrial system
were not prevalent, but the foreman's Job is difficult now under the
changed conditions.

This approach is adequate for certain purposes. The thecretical
orientation of the sociologists is adequate to account for the broad
organisational and structural conditicns of the supervisor's job.

Ideally, their approach permits them te draw conclusions concerning
the functioning of an industrial organisation as a whole or concerning
‘the functions which foremen as a whole contribute to the organization.
To the extent that these industrial sociologists restrict their con-
cina:lcnl_ to entire organisations or to the functions of foremen as a
group, the level of theory to which they refer is adequate.

The industrial oociologﬁta whom we review extrapolate beyond
their conclusions concerning the structural stresses and disequilibria
which result from changes in organisational structure to the subjective,
psychological experiences of ths human beings vho happen to occupy the
pPosition of foreman. For example, Wray shows that due to a number 6!
historical reasons supervisors no longer perfora major decision-making
functions for industrial organisations, and therefore foremen are troubled
by their consequent feeling of being removed from the center of managerial
action (see p. 80, infra). By extrapolating to the subjective experi-
ences of individuals, Wray transcends his theoretical system. Other
writers incorporate in their theories assumptions concerning the psy-
chological processes of individuals. Gardner and Whyte, for example,
assume that all industrial persocmnel are primarily motivated by status
consideratiens; therefore, certain structural disequilibria in status
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systems lead to anxiety on the part of the individuals concerned. But
Gardner and Whyte do not consider fully the possibility that there may
be differences among plant personnel with respect to the degree to which
status considerations operate as a primary motivational element (see
Chapter IV, infra.). Although their theory incorporates assumptions

at an individual level, these auulptiouw are not subjected either to
comceptual anslysis nor to espirical demonstraticn.

Part of the reason that the industrial sociologists do not
provide analyses of differences among plant personnel with respect to
their subjective experiences of difficulty is that these writers are
first of all concerned with similarities among individuals rather than
differences among them. Their theoretical orientations lead them to
focus their attention on the structural aspects of human organisatiom
‘which, as we shall po:l.nt out, merely constitute econditions with a
relatively high potentiality for ereating subjective experiences of
difficulty among individuals exposed to the conditions.

Another reason for their lack of concern with differences among
personnel of an industrial unit lies, we believe, in a methodological
procedure characteristic of their :I.nvop_tintiom. The writings of these
sociologistes tend to draw upon empirical cvidohco, and most commonly
anecdotal evidence, as a means of illustrating rather than of testing
their propositions. While this process is valuable in suggesting the
initial plausibility of propositions, it makes it impossible to discover
in their writings evidence which contradicts or otherwise confliots
with the author's hypotheses. More specifically, this process does
not encourage writers to show the presence in modern industry of fore-

men who do not experience difficulty in their positiom.
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If we phrase the argument of the industrial socciolegists in
terms of the social paychological paradiga, we can say that they have
used for independent variables various structural conditions of in-
dustrial organisation to account for the dependent variable of an
individual's subjective experience of job difficulty either witheut
consideration of relevant intervening variables or with an assumption
that intervening variables are, in fact, constants. 9/ The theorstical
orientation ef these writers does not provide a systematiec fermslation
of the intervening variables necessary to complete the paradigm. One
of the major difficulties which a social psychologist faces in attempting
to j.ntrodnco the relevant intervening varisbles into the argument is
that the independent variables used for purposes of explanation are
not always couched in terms which can be translated directly inte social
psychological theory.

Intent of the thesis.—~The primary purpose of this thesis is
to suggest that the soeial psychological theory of roles may be used
effectively to complete the social psychological paradiga referred to
above. The theory incorperates concepts of a structursl order, concepts
of an organiemic, psychological order, and concepts pointing to pro-
cesses intervening between the two. It enables us to account for the
conditions under which the occupants of a potentially stressful position
can be expected to internalise the stress as a personal problem. In
using role theory, however, we will have to interpret the authors®
structural variables in terms of concepts appropriate to a role aml-

ysis.

9/ See T. M. Newcowb, Social Psychology (Mew York: The Dryden
Press, 1950) pp. 28-33, for a discussion o s paradigm.
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We are fortunate to have access to empirical data from a survey
of the personnsl of an industrial plant conducted by the Survey Research
Center of the University of Michigan in 1548. In the ccurse of this
survey, information was cbtained from supervisers concerning a particular
type of job difficulty to which we ulludod in the previous section--does
he or does he not feel ﬁl‘ut he is "in the middle” between workers and
managenent? Infermation collected systematically from nearly all ef
the foremen in the plant shows that nppro;d.utoly one=half of the first
line supervisors do not feel they are in the middle. That is to say,
there are in faet real differences among foremen within at least eme
present~day industrial unit with respect to a subjective experience
which certain industrial sociologists believe to be uniformly present
among all supervisors. These differences set the problem for uss
what is the most adequate way to account for the differences observed
among foremen with respect to their feelings of being in the middle
within a single industrial unit?

In Chapter II: we will describe briefly relevant characterisgtics
of the industrial plant from which the data were obtained and the methods
used in collecting them. Further, we will present evidence conceraning
validity and reliability of the dependent variable--foremen's feelings
of being in the middle—to indicate that the observed differences among
~ foremen are -un:l;um. |

Chapters III, IV, and V will consider the warks of industrial
socioclogists who have given the most sericus attention to the probleas
associated with the position of the foreman. The authors are F. J.
Roethlisberger and W, E. Moore, B. B. Gardner and W, F. Whyte, and
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D. E. Wray. _In add.!.t:lcn t@ & review of these authors' amalyses of
the problems of foremen, we have submitted their propositioms to
empirical tests wherever the survey data provide appropriate measures.
Ouwr purposs for presenmting such empirical tests is two-fald. First,

we should expect the propositions found in the literature of industrial
sociclogy to account for seme of the variance among feremesn despite

the limitations of the authors' theoretical approaches, inasmuch as

the propositiens may point out strustural comditions which are poten-
tially conducive to feelings of being in tho mniddle. Second, we would
like to encourage more rigorous and operaticnal statements of hypotheses
which, up to the present, are oanly implicit in the amalyses found in
the literature, Ve believe we can serve this purpose by attempting

to cooxrdinate the authars' conceptual hypotheses with operational
measures of them,

In the first seetion of Chapter VI we will develop the theory
of roles in a direction which we believe can provide a systematic
account of the conditions under which structural problems associated
with societal positiomms are internalised as persomal problems by
individuals who occupy the positions. In the second section of this
chapter, we will attempt to translate the theoretical formmlations
reviewed in the preceding chapters into role theory and, at the same
time, to point cut the conditions under which the structural diffi-
culties these authors propose may affect the subjective experiences
of the persos u:l.thin the organisatiomal structure.

| Following our attempts fo specify the uosn-p‘i:ioni which are
implicit in the authers' tormhtidm, we present in Chapter VII




some evidence that the assumptions are not valid at least in one
industrial unit. We question first whether either the structural
situations presumably leading to feelings of being in the middle or
foremen's perceptions of the structural situations are sufficiently
uniform within the plant to allow the :I.ndnstr:lal sociologists to
reach the generalisation that all, or even most, of the first line
supervisors feel subjectively that they are in the middle.

In the second section of Chapter VII we question the argument
implicit in the authors' writings that feelings of being in the middle
among foremen are to be deplored--that they promote insecurity, dis-
content, or unrest and make the plight of first line supervisors an
unfortunate one, The evidence from the industrial survey suggests
that the large majority of those foremen who feel themselves to be
in the middle between workers and management consider this situation
to be a legitimate aspect of their job and not conducive to insecurity
or discontent.

The last chapter, Chapter VIII, will summarize briefly the
argument of this thesis,

Generally speaking, the purpose of the thesis is to contribute
a body of theory supplementing the broad analyses of problems associated
with the position of the industrial foreman w ich will permit us to
draw conclusions concerning the psychological experiences of the
particular individuals who occupy that position, In developing this
body of theory we have been especially concerned with phrasing its
component concepts in such a way that they lead‘diroct]y to operatiomal
measures and in such a way that they are broadly applicable to social

behavior not applicable uniquely to problems of industrial foremen,



CHAPTER II
THE INDUSTRIAL SURVEY AND PROCEDURES OF ANALYSIS

The Industrial Survey

Data from an extensive survey of a modern industrial unit
provides us with empirical grounds for our conceptual malyses, Staff
members of tl}o Hun;;x Relations Program of the University of Michigan's
Survey Research Center 1/ intensively interviewed 1400 employees of
a large industrial corporetion in the Mid-West, The major purpose
of this study was to investigate union-management relations at the
shop level in a heavy industry. The design of the study required
open—ended interviews with all of the }00 foremen (at various levels),
all of the 350 union stewards, and a stratified sample (one out of
every 22) of workers in the corporetionts productive unit. In the
course of the one-to three-hour intci'views, & variety of data was
obtaineds census characteristics of the respondenpt, his perceptions,
motivations, attitudes, aspirations with respect to his job, the
company, his peers and shop persomnel (i.e., foreman, steward, workers),
productivity, power relations in the shop, union-management relations
in general, and the roles of foreman and steward.2/ Foremen were

Hy At the time of the study, Professor Daniel Katz was director
of the Human Relations Programj; Dr. Eugene H. Jacobson was the immediate
Study Director.

%/ The reader is referred to the Survey Research Center's publi-
C

cation, %Etin St& of lorkerl Steward and Foreman Attitudes in
a Unionized Automobile Facto: or, Mich,s e Survey Research
1950) £ ,

Center, August, or a full description of the study.
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asked, during the interview, whether they felt their job was hard
because they stood between the workers and management. This question,
to which only one-half of the foremen aﬁswered in the affirmative,
combined with a wealth of additional date pertinemnt to a role analysis,
provided us with a fertile material for empirical investigation,

The plant, itself, is the major industry within the comnunity,
producing trucks and aﬁtomobiles in the most highly coupetitive price
range. The company's production unit is divided into six major
divisions: body building, car assmﬁl&, machining and motor assembly,
foundry, stamping, and truck assembly., Each division is composed
of 10 to 12 functional work units——departments. Departments may
contain anywhere from 10 to 1,000 rank-and=-file workers. Within
each department there is at least one head foreman, and he may have
as many as seven assistmt foremen reporting to him, The head fore-
man, in turn, is responsible to a general foreman in charge of a
number of departments. Thus, there are three levels of positions
formally referred to as "foremen." Our interest, in this thesis,
i1l be centered on the first line supervisor, or the assistant
foreman., Over two-thirds of the foremen interviewed in this study

were assistant foremen,

Position of Foreman . Number Interviewed
Assistant foreman . ¢ « ¢« ¢« « » 250
Head foreman o e 00 0 0 e Th
General fOoreman . « « « o « 16
Others (trouble shooters) . . _13

Total interviewed o o @ 353
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Groupings of approximately 50 workers elect a "group steward® as their
union representative at the shop level. (The groupings of workers do
not necessarily correspend to departmental lines.) The group stemards,
in turn, elect one of their own members to serve as "chief steward® who
will represent from five to 25 group stewards within a jurisdiction.

A total of 333 stewards were interviewed in the course of th1§ study.
The sample of rank-and-file workers ylelded 462 interviews.

The interviewing was conducted by a group of trained persons
who followed a schedule of questions and who understood the intent of
each question so they could probe until the appropriate information
was c;bhinod. The interviews were held in the respondents' homes
after working hours. All responses were recorded as nearly verbatim
as possible, and the interviewers transcribed the material following
each interview. Categorisation of the responses was a separate oper-
ation, carried on by a trained staff of coders in the office of the
Survey Research Center from the interview transcriptions. A systematic
re-coding of a sample of responses provided an estimate of tho_coding
reliability.

Foremen's Experience of Being in the Middle:
The Dependent Variable

The conceptual definition of the variable with which some
industrial sociologists have been concerned and which this thesis
will consider the primary dependent variable refers to a subjective
experience on the part of first line supervisors of standing "in the
middle” between w&l&orn and management. More specifically, it refers
to a condition of individual foremen in which (1) the individual per-
ceives that he is subject to two conflicting forces, one of which
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originates in his relationship to his subordinates (workers) and the
other of which originates in his relationship to his hierarchical
superiors (higher management); (2) the individual foreman is motivated
to respond to each of the conflicting demands impinging upon hi_-; and
(3) the individual foreman evaluatia his position as problematical in
terms of the interpersonal relations required of the position (although
he may not necessarily recognisze the source of the problem in thg con-
flicting demands impinging upon him).

Foremen were asked a series of questions from answers to which
an operational measure of the conceptual variable was constructed. The
questions follow:s

Some foremen feel their job is tough because they stand between
the workers and management. How does it work out in your case?

If this question did not elicit an elaborated response, it was followed
withs

Have you ever been in a situation where you were trying to

please management on the one hand and your men on the other?

How did you handle this? How do you feel about the way it

worked out?
The verbatim responses of the foremen, first, were dichotomized simply
according to whether or not they Micatéd that the respondent perceived
himself to be "in the middle” between workers and management. The
figures below show that there is approximately a 50-50 distribution
between assistant foremen who feel they are in the middle and assistant
foremen who do not feel they are in the middle.

Responses of Assistant Foremen Number Percent of Total

Feels he is in the middle ..ce.. 117 L7%

Does not feel he is in the
nddl‘ PO OO OSOOOSPOOOIESOOOIENDPOOOIOSTS 121 ha

Not agcert&imd ®e00s000csscsnne 12 __5

Total ccecccccosccccee 250 100’
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After dichotomizing the responses, coders recategorized them
according to four additional dimensions. The responses of foremen
who did not perceive themselves to be in the middle were categorized
on the basis of reasons for not feeling in the middle between workers
and management; the responses of foremen who did feel they were in the
middle were categorized according to why they felt they were, whether
they accepted or rejected the situation, and how they were able to
tolerate the situation, (Chapter VIT discusses these categories
more fully,)

Statistical validity.—-Although there are no other data in
the survey material which strictly correspond to our dependent
variable——the subjective experience of being in the middle between
workers and management—awe can show a certain element of consistency
between it and various other measures. One of the components of the
dependent variable relates to the fofeman's evaluation of his job as
problematical, In the following pages we will show that those super-
visors who believe their job is difficult, according to the several
available measures of job difficulty, are more inclined to feel in
the middle (or to reject the situation of being in the middle, in
some cases) than foremen who do not believe their job is difficult.

First, foremen were asked,

In general, would you say that the job of foreman has been getting
harder or easier since you've been here?

Although responses to this question entail en evaluation of the foreman's
position over a period of time--an element not included in our dependent
variable—we find that foremen who reply that the job is Tharder" are

more inclined to evaluate their position as one of being in the middle .
than those vho say 'their-;]ob is "easier." (Table 1, p = .08)
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TABIE 1

ASSISTANT FOREMEN'S EXPERIENCE OF BEING IN THE MIDDIE
BY THEIR EVALUATION OF THE FOREMAN'S JOB
BECOMING HARDER OR EASIER

Evaluation of the Job In the Middle Not in the Middle

FM'- Job has become

mrd” 90 0000O0OGCPIOGCOIOGOOGAQROOOOTS 78 71
Foreman's job has become | |
OASIOr ccecvcccscccccccscee 22 36
(No change, Don't know, or
Not ascertainod) ecscccsccee (17) (lh)
Number of foremen ecoe 117 121

#Chi-square = 3.48, 1 df
Pe= «08

*The statistical test was applied only to the non-parenthesised
cells,
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Following this question, foremen were asked for the reascns why
they believed their Job was getting harder (or easier). In their free
responses, 11 foremen voluntarily replied that their job was getting
harder because "the foreman is in the i:lddlo--ho has to please both
management and the union.®* Of thoai 1l foremen, only two replied to
the subsequent question, which asked directly whether or not they be=
lieved they were in the middle, that they did not feel they were in the
middle, while eight affirmed that they did feel they were in the middle.
(The response of one foreman was not ascertained on the direct question,)
The number of foremen involved in this test of consistency is very small,

A second estimate of consistency is based on coders' ratings (from
& reading of the entire transcripts of the interviews) of the degree to
which foremen like their position as a representative of the ecompany. If
a foreman is rated as disliking his position as a company representative,
we may take this to indicate that he evaluates his position as problem-
atical and, consequently, will be more inclined to report that he feels
.he is in the middle. Table 2a suggests that such a relationship may
exist, although its statistical a:l.gnificaﬁeo is only at the .17 level.

If a further test is carried out by comparing forﬁon who accept
their position of being in the middle as a legitimate part of the fore-
man's job with foremen who reject their position of being in the middle,
we find that those who dislike their position as a company representative
are significantly more inclined to feel they are in the middle (Table 2b).

3/

3/ We discuss the meaning and importance of the greater associ-
ation which exists between measures of job difficulty and rejection of
being in the middle than between job difficulty and simply the experi-
ence of being in the middle in Chapter VII. At that peint, we also
will show in detail the proportions of foremsn who accept and who re-
Jeet their experience of being in the middle. See p.121, infra.
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TABIE 2a

ASSISTANT FOREMEN'S EXPERIENCE OF BEING IN THE MIDDIE BY
THEIR RATING OF LIKING OR DISLIKING THEIR POSITION
AS A REFRESENTATIVE OF THE COMPANY

Likes or Dislikes Positien
as C Representative In the Middle Not in the Middle
Likes p°l1ti.°n ®0000c0s00c0scced L9 | a
Neutral or dislikes position .. 68 ' 57
(NOt .Be‘mh‘d) seecvocccovee (000) ( 3)

Number of PForemen es000ee 117 121

#Chi-square = 2,27, 1 af
P = .17

TABLE 2b

ASSISTANT FOREMEN'S ACCEPTANCE OR REJECTION
OF BEING IN THE MIDDIE BY THEIR RATING OF
LIKING OR DISLIKING THEIR POSITION AS A
REPRESENTATIVE OF THE COMPANY

Likes or Dislikes Position Eccopts being Rejects being

as Company Representative in the Middle in the Middle

Likes position ocoooooo’oooooooi 3!‘ 7

Neutral or dislikes positiom .J 32 21
Number of Foremen .....d 66 28

Chi-square = 5,62, 1 df
p= «02

#The statistical test was applied only to non-parenthesised
cells.
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A third estimate of consistency is based on a measure of the
foreman's security or self-confidence in his position of supervisor.
This measure, like the previous one, is derived from coders' ratings
of the responses of foremen throughout the entire interview, We assume
that a foreman who is rated as lacking self-confidence, of being inse-
cure in his position, would be more inclined to evaluate his position
as "problematical.,” We find from Table 3a that the empirical relation-
ship between being in the middle and lacking security and self-confidence
could easily be atiributed to change (p = .45)e It is noteworthy, never-
the less, that the predicted direction of relationship does emerge.

Following the procedure used in the preceding analysis, we
- have compared the degree of security among foremsn who accept and
foremen who reject their condition of being in the middle. Table 3b
suggests that foremen who are in the middle and reject this condition
are more apt to be "insecure" than foremen who are in the middle but
accept their condition as a legitimate aspect of the foremant's job.

A chi-square test, shows that this relationship is significant at
only the .19 level,

From these statistical malyses alone, we camot say confi-
dently that a high degree of consistency exists in the interview
material, The opportunity for an unequivocal evaluation of validity
does not exist in the survey data., We can use only criteria which
measure one component of our conceptual definition, and those eriteria
are not uniformly pure measures of even that one component, Despite
this li;ﬂ.tntion, each test of consistency showed the expected direction
of relationship, Since each of these tests is empirically independent,
including the sub-—tests of the criteria of lildhg the position of
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TABLE 3a

ASSISTANT FOREMEN'S EXPERIENCE OF BEING IN THE
MIDDIE BY THEIR RATING OF BEING SECURE
IN THREIR SUPERVISORY POSITION

Security in Position ' In the Middle Not in the Middle
Secure e0cccc0cevecssrcsncee 95 102
Insecure ®0eccocsvs0eeccrvoe 22 18
(th aocortaincd) eccccccsce (ooo) ( 1)

Number of foremen ... 117 121

#Chi-square = .61, 1 df
p= .hS

TABLE 3b

ASSISTANT FOREMEN'S ACCEPTANCE OR REJECTION OF
BEING IN THE MIDDLE BY THEIR RATING OF BEING
SECURE IN THEIR SUPERVISORY POSITION

N

N

Accepts being Rejects being

Security in Position in the Middle in the Middle
Secure oooooooooooooooo;oooo 55 20
INSeCUTre cceccccocccccccssces 11 8
‘Number of foremen ... - 66 28

Chi-square = 1,73, 1 df
P = 019

#The statistical test was applied only to non-parenthesized
cells. :
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company representative and of self-confidence in the position of
supervisor, we can obtain an estimate of the probability of finding
five tests of consistency at their respective levels of probability.

| Criterion Probability
Job harder or €asier ccccccccece .08
Likes or dislikes position .... 17

Likes or dislikes position
(mb"t"t) ®ves0ceceovsveccoe - «02

Security in position cecceccces ohs

Security in position
(aub-t.at) 00000000 CGSIOGISIOGIOOOIODS 019

-2 1n p = 21.3L0

21.340 evaluated by chi-square with 10 df: p = .02
Using the formula for combining independent probabilities, we f£ind that
the measures of consistency are significant at the .02 level.

Face validity.--We can demonstrate an element of face validity
in our dependent vatublo by referring to the verbatim transcripts of
foremen's responses to the questions asked of them. The gquestions
apparently wérc mningtul to the foremen. Responses of only 12 of
the 250 foremen could not be ascertained for coding‘ purposes. (The
survey data provide no further clarification fer the reasons for
which the responses could not be ascertained-—whether they were due
to the respondents’ lack of comprehensiocn of the question or to the
interviewers' failure to ask the question or trmscribe the rnpéun.
legibly.) The following fmi responses are from foremen who were
coded as feeling they are in the middle between workers and manage-

ment,
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It is a tough job becaunss you've got to argue between the men
and the company. We know the men are hired to get the wark out.
If anything cames up between me and the men it bas to go to
higher management. The foreman's job is a tough job., It's
quite a lot like a teacher's job. It all goes with producing
work, Management wants you to produce so much work, and the
men don't want to do it, . . . You have to fight managemext

and the men to get things moving,

Yes, the foreman does stand exactly there. A foreman's job is
tougher because of that. If he had the authority to discharge
& man without being misquoted and all the red tape, it would be
better. The average foreman can not get close to the men as
formerly, for the steward, if he is on his toes, will always
be between the foremem and the men. But it is a tough position
all right. I would say that the stewards have grievances that
originate in their own minds rather than in the other men's
minds.

That's the worst element we have. Stand between the two. We
don't have the autharity to hire and fire. That's the way it
used to be, now the men can go to sleep and can't be fired.
Management is changing its mind now. Previous to last year
they leaned over backwards but its better now.

There is no question that supervision is tougher than it ever
was. If management stood behind supervision there would be less
trouble. If a man could say no and have someone stand behind
him he would only have to say no once or twice, and they would
appreciate that he meant business and that would be that, There
are so mary times here that supervisors have the props knocked
out from under them. He says no to a decision that he thinks

is unfair, and it goes over his head and they get it anyway

and after awhile he gives up fighting, '

The next three resporises of foremen are examples of those
coded *"not in the middle.®

No, I don't feel that way. When I worked for the union I did

everything I could for them so long as it didn't conflict with
the contract and with the company rules. Well, I work for the
company now and I figure I owe them the same allegiance; I try
to maintain the contract and the rules. As long as I do that,
I don't see that either side can have any kick eoming.

I don't think so. If you go about it in the right way, manage-
ment and the union are working with you. I work with both eof .
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them and if I am wrong I'l1l change but I never have trouble that
way. No trouble with the union, msnagement, or men.

I don't think my job is tough. If a foreman has trouble, it
is his onn fault. I get along with the men and I also am pleasing
the management by getting my work out, Scme foremen are so much
against the union that they cause themselves trouble.
The content of these responses indicate, on the surface at least, that
there are real diffcramos among foremen--differences which correspond

to the absence or presence of the variable described as a subjective
experience o.t being in the middle between workers and management. If
we add this evidence of face validity to the evidence concerning the
consistency within the interview responses, we have reascn to feel
that the responses of foremen, particularly with reference to our
dependent variable, are valid measures of their feelings.

Coding reliability.-——As we mentioned previously, a systematic

check-coding of the interview material was carried out by the Survey
Research Center staff during the cod:l.ng process. In the early phase
of the coding process, three interviews out of ten were selected at
random for independent re-coding; in subsequent phases of analysis,
the rate of check-coding was reduced to two ocut of ten and finally
to one ocut of every ten protocols. Any difference between coder and
check=coder in the 46 re-coded protocols was tabulated as an indication
of unreliability. |
The most serious gources of unreliability, as far as this
thesis is concerned, are those cases in which the coder and ;h.ci&‘_
coder disagreed as to whether a response indicated that a foreman
did or did not feel he was in the middle. Fifteen per cent of the
46 re-coded protocols manifested this disagreement. Other less serious
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sources of disagreement are theu‘ in which one coder believed the

- foreman's response indicated he felt he was ~:I.n the middle and the
other coder believed the foreman's respense could not be ascertained
(4 per cent disagreement) and those in which one coder categorised
the foreman as not feeling in the middle while the other coder cate-
gorized his response as not ascertainable (6 per cent disagreement).
Thus, one-quarter (25%) of the sample of re-coded protocols contained
one of these three types of disagreement. We should emphasize that
this figure very likely underestimates the coding reliability since
the protocols were over-sampled during the earlier, and presumably
more inaccurate, phases of the coding process. Whatever the exact
coefficient of coding reliability may be, the effect of unreliability
is to reduce the possibility of finding true empirical relationships
which may exist in owr subsequent analyses; it will increase the likli-
hood of error in accepting false null hypotheses.

~ Statistical Tests in the Empirical Analyses

In the following three chapters and in Chapter VII of this
thesis we will present empirical tests of a series of hypotheses. In
most cases the tabulations will be exhibited in frequency tables, although
the data occasionally will be rendered in proportions fer ease of compari-
son. In all analyses in which statistical tests of significance are
appropriate we have used the chi-square test of significance, evaluated
by the appropriate degrees of freedom to show a level of probability.
The level of probability ducrlbol the confidence with which we may
reject the null hypothesis that differences found in the cells of the
tables can be accounted for by chance. Although we have accepted a
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probability level of .10 or less as the criterion of statistical
significance for our analyses, we will exhibit the approximate level
of probability (by linear interpolation) for each table.




CHAPTER IIT

ROETHLISBERGER: DISJUNCTION OF THE FORMAL AND
THE INFORMAL ORGANIZATIONS

Preliminary Considerations
In this chapter and the following two chapters we will review

the writings of five industrial sociclogists who devote their attention
to the prolzlens of the first line supervisor, Furthermore, we will
sumnarise the data available among the industrial survey materials
which bear on the propositions suggested by these authors, Each
chapter will consider a major theoretical approachs Chapter III,
that of Frits J. Rosthlisberger and Wilbert E, Moore; Chapter IV,
that of Burleigh B. Gardner and William F, Whyte; and Chapter V,
that of Donald E. Wray. The chapters will be organised in three
sections:s (1) a description of the general theoretical orientation
of the authors to the structure mmd functions of industrial units, |
(2) a review of their specific formulations of the position of foremen
within the units and the problems associated with the foreman's posi-
tion, and (3) a compilation of the evidence with respect to their
formulations of the foreman's problems which is available in the
survey material.

) We should note that the theoretical orientations of the
writers overlap to a certain extent, particularly between Roethlis-
berger, on the one hand, and Gardner and Whyte on the other. The
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approaches differ considerably with respect to the migbles which are
presumed to account for the foreman's difficulties. We must warn the
reader that our concern with the different emphases of the athors tends
to disguise the similarities among them. The writers whom we review
are inclined to be eclectic in their approaches at the expense, we be~
lieve, of a systematization of theory. Since one of the objectives
of this thesis is to suggest a systematic theory by which we can account
for foremen's interiorisation of structural difficulties, we feel justi-
fied in focussing our attention upon the skeletal arguments of the
authors,

Before beginning our review of the works of industrial soci-
ologists, we would like to comment on a limitation involved in our
empirical tests of propositions found in the literature. The inde-

o

pendent variables by which the writers hypothetically account for the
foreman's feeling of being in the middle will be tested under very
limiting conditions. Some of the hypotheses imply a change in organi-
sational structure over a period of time; but the data from the

survey are cross-sectional for a single period of time, To overcome
this, we have relied upon differences within the organization of the
single plant (or even among foremen's perceptions of the organisational
structure) to provide us with the necessary sonditions for empirieal
tests, For example, Wray suggests that the gradual removal from the
decision-making functions of the industrial unit over a peried of time
has left the foreman discontent with his job, Since our data provide
us with no indication of the foreman's declision-taking nor his job
satisfaction in earlier ysars, we must compare the satisfactions of
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contemporary foremen who feel they do not participate in decision~
making with those who feel they do partiocipate in decision-making,
There can be no doubt that the plant supervisors, on the whole, do
not pevticipate in as many crucial decisions concerning their work
as their forerumers did, Consequently, we have to rely on relatively
minor differences in such structural variables as the foreman's part
in decision-making in order to test many of the hypotheses suggested
in the literature, With this limitation in mind, we osn preceed with
our review of Roethlisbergert's approach,

General Orientation

The theoretical orientation by which Roethlisberger approaches
the problem of the industrial foremen is elaborated most fully in
Management and the Worker.l/ In this work, however, he does mot
concentrate particular attention on the difficulties of the first
line supervisor; references to the foremen are scattered throughout
the valume and are incidental to his central concern with the position
of workers in the human organization of the plant. In his more recent
paper, Roethlisberger brings his theoretical approach to bear on the
unique problems of foremen.2/ |

The essence of Roethlisberger's approach is his cenception
that the social organiution of a factory consists of tw systems,
a formal organization and an informal organisation. Each of these
systems has associated with it a particular type of ideclogical

Fritz J, Foethlisberger and W. J, Dickson, (Casbridge,
Mass,t d University Business Research Studies, XXT, No. 9,

1939)

2/ Frits J, Roethlisberger, "The Foreman: Master and Victim
of Doubletalk,™ ope. cit.
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organisation: the central ideology of the formal organisation is ex-
pressed in "the logic of cost® and ®the logic of efficiency”; while
the central ideclogy of the informal system is "the logic of senti-
ments.® These distinctions are expanded by Rosthlisberger:

In business, as in any organizsed human activity, there are two
sets of social processes going on: )

(1) There are those social processes which are directly re-
lated to the achievement of purpose and which result in *formal
organisation.” In business, for example, formal organisation
leads to such things as practices established Ly legal enactment
or policy, specifications, standard methods, standard procedures,
standards of time, ocutput, quality, cost, and so on. They are
‘concerned with those means most appropriate to achieve certain
ends. And as such they can be changed rapidly. .

It should be noted that these manifestations of formal organi-
sation are essentially logical in character. Through formal
organisation man expresses his logical capacities; in fact, it
is one of the chief ocutlets for the expression of man's logical
capacities. . . . )

(2) There are those spontanecus social processes going om
in any organised human activity which have no specific, conscious
common purpose and which result in "informal organisation.® In-
formal organisation leads to such things as customs, mores, folk-
way, tradition, social norms, and ideals. In business, for example,
it expresses itself at the work level in such things as what consti-
tutes fair wages, decent conditions of work, fair treataent, a fair
day's work, and traditions of the craft. It takes the form of
different status systems: e.g., oldtimers should get preferential
treataent; supervisors should get more money than their subordi-
nates; and office workers are superior to shop workers. These
are attitudes and understandings based on feeling and sentiment,
They are manifestations of "belonging,"™ and they do not change

rapidly.

: It should be especially noted that these manifestations of
informal organisation are not logical in character. They are
concerned with values, ways of life, and ends in themselves—
those aspects of social life which people strive to protect and
preserve and for which at times they are willing to fight and
even die,.3/

2/ Ibido, ppo 61-630
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In Roethlisberger's theory, rank-and-file workers constitute the in-
formal organisation and are governed primarily by the "logic of senti-
ments.* Management, which embodies the formal orpu:l.uiion, is governed
primarily by the "logic of cost™ and the "logic of efficiency.® Roeth-
lisberger characterises the top management as follows:
In their evaluation of the workers' behavior /They/ assume that
the major inducement they can offer to people to cooperate is
financial (i.e., that they are merely providing a livlihood,
rather than a way of life); that informal organisation is either
“bad® or not “"present”; and that authority comes from the top,
8o that no attention has to be given to that authority which
is a matter of individual decision and comes from the bottom.
This group's whole explicit theory of human cooperation--but
not necessarily the practice of it--dates back to the eighteenth
century; (a) society is composed of a rabble of unoerganised
individuals; (b) these individuals are only intqrested in the
pursuit of profit and pleasure; and (¢) in the pursuit of these
ends the individual is essentially logical. L/ .
In addition to his conception of different ideological systems associ-
ated with formal and informsl organisation and his identificatien of

management with formal organisation and workers with informal organi-
sation, Roethlisberger conceives a differential rate of chmge within
the two kinds of organization. The formsl organisation, which conforms
only to the logics of cost and of efficiency, may be changed rapidly;
but the informal organisation, in which the values and ways of life
are based on sentiment, is highly resistant to change. Resistance

of the informl organisation is incurred by management when *technical
changes are introduced without any attention to what is happening to
the members of these groups in terms of their group associations.® 5/

4/ Ivid., p. 65.
2/ Ibidc’ Pe 63.
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The Position of the Foremen

The critical positien of the foreman stems fram the faet that
he is the point at which the formal and informsl organisations contact
one another. It is through the first line supervisor that management
introduced changes in the informal organisation whose members, im re-
sisting the changes, conflict with the supervisor. He "is the key
man of management in administering technological changes. He often
has the impossible task of taking plans made by specialists without
thought of the realities of human situations and relating them to
Just such situations.® 6/ The first line supervisor is responsible
for enforcing the standards, the ronhtj.m, and maintaining the
control of departmental functions required by the logic of the formal
organisation which are alien to the logic (or non-logic) of the
workers' informal organisation.

Why is this situation of conflict so commonly internalised
by the first line supervisor? In his discussion of the foreman's
motivation, Roethlisberger provides an answer. In Management and
the Worker, Roethlisberger amd Dickson assert that ;aoiotant foremen,
more than persomnel at any other level of management, are concerned
with their own advancement. 7/ Their success, in the eyes of manage-
ment, depends upon their ability to maintain a high level of product:l.on_.
Ability to show a high level of production, in turn, depends upon the
cooperation they are able to command from their subordinate workers.
Consequently, foremen must maintain satisfactory working relations

é/ Ibid, Pe 6'.;.
7/ Roethlisberger and Dickson, op. cit., p. 369,
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with the workers, and yet they are responsidble for supervising their
department in such a way that these working relatioms are severely
strained.

The management side of these conflicting ferces is strengthened
by the assistant formu}'é peculiar relation to their head foremen.
Roethlisberger states that the most important relationship ameng any
personnel in the factory is the "man-boss® relation. Speaking of the
foreman in particular,

He feels a constant need to adjust himself to the demands of his
superior and to seek the approval of this superior. Everything
that he does he tries to evaluate in terms of his superior's
reaction. Everything that his superior does he tries to evaluate
in terms of what it means or implies about his superior's relation
to him. Bverything that his subordinates and workers do he
immediately tries to evaluate in terms of the criticisa it may
call forth from his superior. In some cases this preoccupation
with what the boss thinks becomes so acute that it accounts for
virtually everything the foreman says or does and all his thinking
Jabout what goes on around him. .

Thus the foreman, like each individual in the modern industrial
structure, is in effect painfully tutored to focus his attention
upward to his immediate superiors and the logics of evaluation
they represent, rather than dewnward to his subordinates and the
feelings they have. So rigid does the conditioning of supervisors
and executives in the industrial structure becoms in this respect
that it is almost impossible for them to pay attentien to the
concrete human situations below them, rich in sentiments and
feelings. 8/

The difficulty of the foreman's position is modified s Roeth-
lisberger says, when the superiors of the foreman are "men of good
will"~-ji.e., persons who, themselves, are not preoccupied with their
own superiors or the logic of cost and efficiency and who are skillful
in securing cooperative effort from their subordinates. These "men
of good will,® appearing at all levels in the administrative structure,

8/ Roethlisberger, op. cit., pp. 57-59.
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are not bound by the formally prescribed organization. They are "more
interested in getting their human relationships straight than in get-
ting their words and logic straight, more interested in being t!friendly!
to their fellow men than in being abstractly 'fair,' and never allow
their 'paper work! to interfere with this process of friendliness.9/

By implication, foremen who have "men of good will" as their superiors
will not be cbliged to mmintain formally cerrect relations with their
own subordinates and thus will not be in the difficult pqsitiop of
intermediary between two conflicting social syatm.r

Empirical Tests

While there are some parts of this analysis of the foreman's
position in industry which we cannot evaluate by the survey data,
there are other parts which we can examine empirically,

We can test Roethlisberger's suggestion that top management,
by virtue of ita ideology of cost and efficiency, assumes that workers
are motivated primarily by economic considerations s Whereas workers
actually are motivated by considerations of feeling and sentiment.
During the interview, workers were asked,

As far as you're concerned, what is a good job——what makes a
Jjob good?

At the same time, foremen were asked,

As far as you can tell, what do most of the men in your shop
want out of their jobs——what do they look for in their Jobs

mainly?
The responses of both workers snd foremen can be categorised according

to economic and non-economic considerations which workers look for in

y Ibido, Pe 68.
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& job or which feremen (at all levels of supervision) believe workers
look for in a job. Table L clearly shows that foremen predominmately
believe that workers are econcmieally motivated with respect to their
jobs, whereas only ome-fifth of the workers indicate they are ecomomically
motivated; most workers are cencerned with the non-economic aspects of
a job. 10/

Since foremen were asked about the motivation of the men in
their own shops and not about the motivatiom of workers throughout
the entire plant, our presentation in Table 4 may exaggerate the amount
of inaccuracy on the part of foremen. It is possible that some of the
65% of foremen who believe fho workers are economically motivated super-
vise departments in which the workers are among the 2L% who are in fact
economically motivated. Further anslysis demonstrated that this is
not the case-—-that the workers who are economically motivated with
respect to a job are distridbuted quite evenly throughout all depart-
ments in the plant. In 70 of the 72 departments the non-economically
motivated workers are in the majority, so that nearly all of the fore-
men who believe their workers are economically motivated are, in faet,
inaccurate.

10/ This material was adapted from & cﬁnivo &ﬁ of
Horkor! and Foreman Attitudes in a utﬁ,
&o ClGe, 8ley Po ° ca o8, > 4

tisfactions® constitute our category of "Economic Motivation® while
the remainder of the categories comstitute our "Non-economic Motiva~

tiom,.”

It is instructive to note, in the original table, that the
"non-econamic® motivations of Wob Performance Satisfactions,® "Satis-
faction with Personal Relationships,® and "Satisfaction with Supervision®
are mentioned by 36% of the workers as important characteristics ef a
Jjob, while only 5% of the foremen believe workers consider these im-
portant,
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TABIE &
FERCENTAGE DISTRIBUTIONS OF WORKER'S REPCRTS

OF THEIR MOTIVATIORS WITH RESPECT T0

A JOB AND OF FORZMEN'S PERCEPTIONS
OF WORKERS' MOTIVATIONS

Worker 's Report of Foremen's Pereeption

Kind of
Motivation

What They Leck for

of What Workers lLook

4in & Job for in a Job
ch-ic ‘0.000000000000000000 2‘6’ 65’
Non-economiec ®000ccoos000000 62 26
Not ascertained ®s0ce0000cece 1‘! 9
rom 0000 00O0OSQGOOOOS m 100’
(Mumber of cases) .. (L62) (353)

#Chi-square = 139,52, 2 ar
P = 001

#The statistical test was computed on the basis of the raw

frequencies.
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If we can use this partiocular qmatioin about what workers
look for in a job to represent differences in ideology of workers
and management and if we ',u.n use the responses of foremen at all levels
of supervision te represent the unubuut moolm. we have reason to
accept Roothlilb‘orgqr's suggestion that the workers' ideology is re-
latively close to the "iog:lc of sentiment” and that management, because
of its ideology based on the logic of cost and efficiency, misconstrues
the trus motivations of workers.

Unfortunately, the uniformity of workers throughout the plant
with rupect. to their non-economic motivation does not allow us to
discover whether or not foremen of departments in which workers are
prodmiiuntly motivated economically experience little or no conflict
in their position. We have compared the foreman's experience of being
in the middle in departments where a relatively high proportion of
workers are economically motivated with departments where a relatively
low proportion of workers are economically motivated. Table 5 shows
that there is mo significant difference between assistant foremen of
these slightly varying departments with respect to being in the middle.

While there is little variation among working groups with re-
spect to the proportions of economically motivated workers in them,
we have shown greater variation in the assistant foremen's perceptions
of their workers' motivation. How does the foreman's amon‘u that
workers are not economically motivated affect their feelings of being
in the middle? (In the following amalysis we have recategorized the
responses of assistant foremen into three groups rather than two—-

foremen who perceive workers' motivations as entirely economic, entire




ARE ECONOMICALLY MOTIVATED AMD ASSISTANT
IN WHICH A 1OWER

PORTION

OF WORKERS ARE ECONOMICALLY MOTIVATED

Characteristic of Workers
in the Departamats

A

kmm motivated cccecccee
"Mm-ic‘ll’ motivated ooob-o

Number of foremen ccccce

Chi-square = .10, lar
p= .55
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non-economic, or mixed, i.e,, a combination of economic and non-
economice Since most departments include a few economically moti-
vated workers, the foreman who replies that the motivation of his
workers is "mixed" can be comsidered the most accurate in his response, )
Table 6 suggests that when an assistant foreman is aware of the non-
economic or the mixed character of his workers! motivations he is more
apt to feel that he is in the middle between the workers and manage-
ment, but the differences do not depart significantly from a chance
distribution,

The survey data also allow us to investigate Roethlisberger's
hypothesis that an assistant foreman who has as his immediate superior
a "man of good will" does not experience conflict in his position, We
will consider a superior "of good will® to be a head foreman who per-
ceives workers to be é¢ither non-economically motivated or to be non-
economically and economically motivated, in combination., Table Ts
based upon 108 assistant foremen who work directly under head foremen

. who either perceive workers' motivations to be economic or to be non-
economic and mixed, does not demonstrate the anticipated differences.

Roethiisberger's additional forsmlation.—-In his article on

the foreman, Roethlisberger incorporates an additional smalysis of the
difficulties associated with the foreman's position which has different
components than the analysis we described above. One source of the
foreman's difficulties, Roethlisberger asserts, is the discrepancy
between what his position "ought to be® and what his position "is."
Roethlisberger writes, " . . . it is clear that from the point of
view of the individual foreman the discrepancy between what he should
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TABIE 6

PERCENTAGE DISTRIBUTION OF ASSISTANT FOREMEN'S
PERCEPTIONS OF THEIR WORKERS® MOTIVATIONS BY
THEIR EXPERIENCES OF BEING IN THE MIDDIE

Non-econemic

Experiense of Be Eoonomic Mixed
in th?ludh ine Motivation Motivation Motivation
In the middle ®0c0csor0e00000e W ﬂs’ 56’
Not in the middle ..cccevccce 56 L6 111
rm 0000000 OGOIOLISGOREES lm’ lm’ m’
Number of foremen ... (93) (39) (8k)

#Chi-square = 2,69, 2 df
P= 28

#The statistical test was computed on the basis of the raw

‘ frequencies.
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TABIE 7

ASSISTANT FOREMEN 'S EXFERIENCES OF BEING
IN THE MIDDIE BY THEIR HEAD FOREMEN'S
PERCEPTION OF WORKERS' MOTIVATIONS

Head Foremea's Perception

of Workers'® Motivation # In the Middle Not in the Middle

Economic ®cceesve0coccsvscnsnes 22 25

Non-econamic ®eveoessooeoessaces 32 29

Number of assistant
foremen secooseccocsoe ﬁ 5"‘

chi-squro-.%,lg
P=e
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be and what he is camnot fail to be disconcerting."ll/ What the
foreman "ought to be" is what management asserts foremen are:

"arms of management";

"grass-roots level of management" 3

%key men in production®”;

"fr_cﬁt-lino personnel men®,

These are management j:hraaaea. Roethlisberger contrasts them with
the feremen's own phrases concerning what they "are':

"go-betweeners®;

"the forgotten men";

%the stepchildren of industry",

Although Roethlisberger does not extend his analysis beyond this point,
he implies that foremen persist in entertaining a misconception about
the job they fill., Further, his analysiq implies that the source of
this misconception lies either in the fact that in the memory of many
foremen their job once represented the ideal of being the "arms of
management® and that the conditions of the job changed but the memory
did not, or in the fact that the misconception is induced contempo-
raneously by top management,

The survey data yield no clues to the existence of contemporary
forces operating on foremen wh ich would raise their expectations of
their poaition to a level higher than their day~to~day job experiences
warrante There is reason to believe, on the contrary that foremen,
at least, either do not experience being in the middle or accept
this condition as the natural or even ideal characteristic of the
foremen's job, (See Chapter VII.)

y ROchli’bBrger, OPDe cit., Pe 53-
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Furthermore, the data do not provide bases for an
historical analysis which would test Roethlisberger's implication that
foremen's job expectations based on their early experiences in the posi-
tion are applied today to a radically different job situation. Our
closest approximation to a test is a comparison bpween those foremen
who have held their position for a long period of time, i.e., who have
experienced the foreman's job under more "ideal" conditions, with those
who have not been foremen for a long time, For former group should feel
more in the middle if Roethlisberger's implied hypothesis is true. Table
8 shows a consistent relationship between the length of time a man has
been a foreman and his feeling of being in the middle, (In order to
augment the number of cases in the cells of the table, especially those
cells showing the longer periods of time, it was necessary to compute the
table for all foremen, regardless of level of supervision.)

Wilbert E. Moore: Conflicting lLoyalties
Before leaving our discussion of Roethlisbergerts approach to
the problems of the first line supervisor, we shall consider a brief
section on the foreman in W, E. Moore's Industrial Relations and the
Social Order.12/ Moore closely follows Roethlisberger's conceptualisation

which locates the source of foremen's difficulties in the disjunction
between the formal and the informal organization of the plant, but he
adds a further element to the question of why foremen internalize the
conflict between the two types of organisation, The loyalties of fore-
men, Moore says, are subject to contradictory claims. On the one hand,

12/ (Mew York:s The MacMillan Company, 1948) p. 162.
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PERCENTAGE DISTRIBUTION OF FOREMEN, CLASSIFIED BY THE
umormrmnnmmnmnxwor
 FORKMAN BY THEIR EXPERIENCES OF BEING IN THE

MIDDIE

Experience of Being » [ 1405 | 6t010 | 12 to 20 | Nore then
in the Middle 1 Year Years Years Years 20 Years
In the middle cecoee 1Y 4 L9% L8% S51% 60%
Not in the middle .. 86 s1 52 k9 ko
Total eveeee| 1008 100% 100% 100% 100%
Number of
foremen .. (k) (98) (83) (76) (L5)
#Chi-square = 9.28, k df
PpP=- .05

#The statistical test was camputed on the basis of the raw
frequencies.
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foremen represent mnageuiont, interpret managerial orders, and see
that they are carried out. But, on the other hand, foremen frequently
are promoted from the renks of labor, and because of their training

in the attitudes of workers plus their understanding of concrete dif-
ficulties in translating orders into action, they are likely to repre-
sent workers as well,

Empirical test.—We can hypothesise, then, that foremen who owe

allegiance both to the workers and to the company will feel in the middle
more frequently than foremen who owe allegiance strictly to the company
ory, if there are such foremen, who are loyal strictly to the workers.
We can test this hypothesis in the survey data by using the two
codings of foremen's responses which were designed to show thé degree
of fM'a ®identification® with the company and the degree of their
®identification® with the workers. These categorizations were made by
coders from responses to the entire interview. 6oders were asked, first,
.to read over the protocol of a foreman and to judge to what extent he
seemed to be concerned with the interests of the écupa.nyg they were
asked to repeat the process and to judge to what extent he seemedito
be concerned with the interests of the men. The degree of concern
shomn by the foreman for the company and for the men each was described
by a three point scale, from "frequently econcerned® to "never concerned,"
(Only one assistant foreman was categorised as "never concerned® with
the interests of the company, 8o in our analysis this dimension was
treated as a two point scale.)

We have cross-tabulated the two dimensions to isolate foremen
who are highly concerned with both the interests ef the mem and the
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interests of the company in contrest to foremen who are concerned only
with the company's interests, only with the workers! interests, or with
neither, When the foremen with conflicting loyalties were :]l.ao].atod, we
campared them with the remainder of the foremenm with respect to their
feelings of being in the middle betwesen workers and management. In
Table 9 we can see that the data fall in the predicted pattern—--those
assistant foremen who are loyal both to the company and to the workers
are more inclined to feel in the middle than assistant foremen who do
not manifest divided loyalties,

Summary of Empirical Tests )
Following Roethlisberger's analysis, we have used the striking
‘misinterpretations of the motivations of rank-and-file workers on the
part of management personnel to demonstrate the e;dstence of conflicting
ideclogies of the formal and the informal organisations within the indus-
trial plante Such uniformity of motivations among groups of workers
throughout the plant makes it impossible to locate groups in vhich the
ideology of the informal organization is clearly absent. The position
of the foreman would be less difficult under this condition if Roeth-
lisberger's analysis holds. When we divided assistant foremen into two
finely dist:l.ﬁguishod groups—those who supervised a "relatively high"
proportion of economically motivated warkers and those who supervised
& "relatively low" proportion of economically motivated workers—we
found no significant difference between them in their feelings of being
in the middle. Whether or not foreman are aware of the non-economic
motivations of their workers appears to make little difference in their
experiences of being in the middle, Similarly, assistant foremen who
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TABIE 9

ASSISTANT FOREMEN'S EXPERIENCES OF BEING
IN THE MIDDIE BY THEIR LOYALTIES TO
THE COMPANY AND THE WORKERS

Asaimlm.-n'- In the Middle

Loyal to both company and -
woricers 000000000000000000000¢ 69 58

Loyal only to company or to
workers, or loyal to

neither 0000000000000 00008000 be - 63
Number of foremen .....L 117 121

Chi-aquare = 2,89, 1 df
P = .10
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serve under "men of good i:l.ll"--:l..e. s under head foremen who are aware
of the non-econamic motivations of the workers—are equally inclined
to feel they are in the middle as assistant foremen who do not serve
undexr "men of good will,"

In order to test Roethlisberger's assertion that one source
of foremen's difficulties is in the discrepancy between what his job
is and what it ought to be, we have drawn two implications: that this
discrepancy in foremen's job expectations arises (1) from their memory
of the job as it once was but no longer is or (2) from a difference
between expectations induced by management and their first-hand know-
ledge of the job, We have shown indirect evidence supporting ‘the first
implication; the longer the foremen have held their position with the
company the more they are inclined to feel in the middle, We cannot
test the second implication directly, but evidence which we will exhibit
in Chapter VIT indicates that a high proportion of foremen actually
expect their job to be one of mediating conflict between management
and workers,

Finally, we have shown evidence consistent with the hypothesis
of W, E, Moore that the reason foremen internalize the structural con-
flicts between the formal and the informal organizations is that they |
are loyal both to management and to the workers. Although only about
one-half of the plant foremen manifest divided loyalties (as we |
measured them), those who do are significantly more inclined to feel
they are in the middle than those who do not have divided loyalties,




CHAPTER IV

GARDMER AND WHYTE: STATUS, AUTHORITY
AND COMMUNICATION

The thecretical orientation of Gardner and Whyte with respect
to the difficulties of the first line superviser incorporates many of
the features of Roethlisberger's approach, described in the last chapter.
But GCardner and Whyte do not rely on the disjunction between the ideolo-
gles of management and of the workers per se to sccount for foremen's
feelings of being in the middle. They prefer to -o§ the t@tuv as
composed of systems of c-niution and status, certaim properties
of which create probiems for the foremen. Gardner and Whyte develop
mare fully than Rboﬂ:lisbercor conceptions of the motivational forces
op.uf.m'mg plant persounel. Chapter II in Industry and Society

and Chapters I and II in Buman Relations in Industry provide aeedunt.
of the general orientations of Gardner and Whyte; their article, "The

Man in the Middle: Position and Problems of the Foreman® and parts
of Chapter II and V in Human Relations in Industry focus on the dif-
ficulties faced by foremen. 1/

B. B, Gardner, “The Factory as a Social Systeam," Industry
and Society, ed. by W, F. Whyte (New York: MocGraw-Hill Book Company,

m chap. 1i; B. B. Gardner, Human Relations in Iﬁ%
(Chicago: Richard D. Irwin, Ine., 1 s B, B, or o ¥,
Whyte, "The Man in the Middle: Pesition and Problems of the Fore-
‘n,,. go _cg..
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thora.l( Orientation
One of the basic elements of an industrial unit, as these
authors conceive it, is the coordination process which enables a number
of individuals perforaing a maltiplicity of r-nctioﬁo to accamplish
& COmmOR purpese. m." pro‘:nu is manifested in cammunication and
authority, as described by Gardner in the following paseage:

New this complex organism we call a “factory* requires a high
degree of coordination between its variocus parts if it is to operate
smoothly and effectively. And to a large extent proper coordination
depends upon communication between individuals, between all levels,
and between different segments. It is the rare department that
can function effectively if it is isclated and out of towch with
the rest of the organisation. .

Of extreme importance are the processes of communication
vertically in the structure. To a large extent top management
is the center of control and direction and it is constantly com-
municating domaward through the structure. At the same time
there is a constant flow of information upward to it. Now the
line of authority provides one of the most important chamnels
for this flow; down it, step by step are transmitted orders,
often of a very general mature, which are assimilated at each
level and translated into more specific orders to be applied
to each organisation. Thus what starts ocut at the top as a
general directive ends up as a very specific for individuals
at ths bottom. In the same way information, starting as a
mass of specific details at the bottom, is condensed and organ-
ised at each level until it reaches the top as a simple set of
figures or a report on the desk of the top executive. 2/

There are other channels of communication in addition to the regular
1ine of authority. Ome of these is ®the grapevine,? which is the process
of passing infarmation on from one friend to ancther without regard to
the formal lines of autherity. The grievance machinery institutionalised
by trade unicns in many contemporary industrial organisations comsti-
tutes anoﬁbr channel of communication, although it most commonly pro=-
cesses only "upmard” comsunication.

2/ (hrdnor, "The Factory as a Social System,® op. cit., pp.

12'13 ®
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In addition to the chammels of cemmnication, industrial plants
camprise a number of "status systems,” of which the supervisory hierarchy
(the line of authority) is one, according to Gardner and VWhyte. An
organisation chart shows the series of status levels of the swpervisory
hierarchy from worker to company president.

In this system each person at one level ocutranks those in

the levels below. He is somehow superior, his ideas CAarry more

weight, and he is deferred to by those belew. Each in twra

gives deference to those above so that throughout the systea

::1 ::;'r.)o;g.l;t:::'i?c }}mrd others in ways expressive of their
The supervisory status system is referred to by the authors as the formel
status gsystem and is 'roughly equivalent to tﬁo formal organisation as
conceived by Rosthlisberger.

The other status systems which Gardner and Whyte deseribe are
similar to Rosthlisberger's informal organisation in the fact that
they are customary and traditiomal rather than logical, and they are
not based on conscicus, common purposes. Examples of such systems of
status differentiation are sex, wages, seniority, and type of work
(especially in the distinction between office and shop wark). |

Going beyond the structural components of the factory, Gardner
and Whyte assume that the persocnnel of the factory are motivated by
two basic considerations: status and authority. Individuals desire
*to be recognised as & superier grouwp® and atrugh to maintain o
enhance this status; and individuals are :lnto].mlt of the oituﬁicu
in which the varicus status systems which impinge wpon a persomn are |

not unifora (as, for example, when the cldest male employee does not

2/ Ibid., Pe 8.
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have the highest pay and top position er when a supervigor is not

paid in accordance with his rank). L/ Individuals also are motivated
to maintain and increase their authority and scope of action and de-
cision. This motivation is most manifest among supervisory personnel,
according to Gardner and Whyte, and changes in the plant which threaten
to reduce persons' authority (or status) are resisted by them. 5/

The g_ln:l.ro of pcoen;ul to enhance their status, especially
with respect to the supervisory hierarchy, crsates an interesting
problem for the communication process in the formal line of authority.
In a way similar to Roethlisberger, Gardner and Whyte consider the
"nan-boss” relationship eme of the most important in the factory, at
least as far as the "man® is concerned. *The opportunities for advance-
ment largely depend upon the relationship with the boss; he is the one

who rewards and punishes; he determines who will get a chance at a
better job, or a raise in pay, or other recognition.® 6/ In the
downward communication process the great concern with the bosys en-
courages over-reaction to his commands or misinterpretations of unim-
portant comments. In the upward cammunication process distortien of
information similarly occurs, as Gardmer writes in the following pas~

Tims we see each individual in the line acting as a filter
who sorts over the information coming to him and carefully selects
what he will pass on to his boss. The boss always respoends most
favorably to good news, so there is a tendency for good news to
g0 up the line quite easily and rapidly. . . e On the other hand,
bad news mests certain barriers; everyone is reluctant to com-
mnicate his mistakes or failures. The what-will-the-boss-think-
of-me feeling asts as a brake uwpen full and rapid reporting ef

T ———— - N

y Ibido. PPe 10 and 150
2/ Ibid., pp. 15-17.

$/ Ibid., p. 1.




56

things which go wreng. It encourages delays, it fosters alibis
it develops akill in the tactful presentation of bad news. 7/
The importance of ®the boss® to the plans of subordinates $o
rise in the supervisory hierarchy ludc Gardner to characterise plant
personnel as "looking upward along the lins of authority.” He con- |
tinues,
Attention is directed toward those above rather than toward those
o Bach is mare alert to the actions, attitudes, and expec-
tations of his swperior than to those of his subordinates. Each
lies amaks werryimg over how his superiers judge him bLut gives
only passing thought to how his subordinates feel about him, and,

therefore, each is apt to feel out off from his superiors and to
feel that the boss has 1ittle time or interest for him. -4

The Position of the Foreman
Gardner and Whyte's genersl orientation differs importantly

from that of Roethlisberger in that the former conceive the factory's
informal status systems to affect the behavior of plant personnel at
all levels. Roethlisberger identifies the informal organisation and
its ideology strictly with the rank-and-file warkers and asserts that
the ideclogy of the formal organisation alone influences the behavior
of management personnel. The disjunction between the two arganisations
cratia problems unique to first line supervisors. While Gardner and
Whyte incorporate this formulation in their writings, it does not hold

& central place in their own theorisation. 9/ 1Instead, they trace the
problems of the foreman to dysfunctions of the communication processes

1/ Gardner, Human Relations in Indwstry, op. cit., pp. 28-29.

8/ Gardner, *The hcﬁcry 4s & Sccial Jystem,” ep. cit., p. 12.
9/ For Gardner's comments on the foreman's job as the meeting

point on management and workers, see Human Relations in Indu »
Sp. cite, ppe kO=51 and *"The Factory as a Scolil System,® Pe 2_1’5.,
Pe Te
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or to ehnuy in industrial organisation, either of which my threaten
the status or ucépo of suthority of supervisors. Gardner and Whyte
believe that certain conditions in prucnt-dq‘ :I.ndutry hvo' ndo‘ fore~
men feel they ai'o no loger part of umguuit and no longer have the
scope of authority requisite for the control of ﬁn:l.r onn success.
These conditions represent threats to béth the status and ﬁtherity
desires of foremen and lead foremen to feel they are *in between®
-mgucnt and workers. |

~ Foremsn feel apart from management.~~One of the most poignant
conditions which results in the feeling among foremen of being separated
from management and which sericusly threatens their advancement to a
full-fledged management position is that of inadequate cm:l.cat:lon
with their dosses. According to Gardner and Whyte the superiors, them-
selves, are "looking upward along the line of authority* and are little
concerned with their subordinates.

Foremen ask, "How can the boss judge us when he seldom sees
us?™ And this complaint becomes stronger in the larger companies
with many levels of authority where "your own boss may know but
it's his boss that makes the decision.® 10/

An additienal conditien of contemporary industrial plants which
leads to the feeling of being in the middle among foremen is the re-~
stricted opportunities fer advancement in the supervisory hierarehy.
Gardner writes, | ’

With the inereasing sise of organisations, /The f
hsbnmmaumwtmtgnthowm:h-w
his superiers are now engineers and technicians, often drought
in from outside the organisation. He often feels that the former

channels of advancemsnt are mow blocked. Thus he feels more
and more that he is only a smell cog in a big machine and that

_19./ Gardner and Wihyte, 9P -0__1‘_‘_.. Pe 25,
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he is not really part of management but only a tool to be used

as management sees fit. 11/ ,
Restriction of oppa-tun:l.ttu for adnnc.ont u a part:lcuhrly severe
condition for untrained nporvuou in contoqcury industry. Gardner
and Whyte point to two ehnn of supervisors who are npochng prone
to feelings of being in the middle: the “old-timers® who have had
little formal training and no experience in other industries, and
the untrainod 'nmuu'o" whose “chief source of stremgth is aptitude
and ambition.® 12/ ‘!ra!.md pcaomol, on the other hand, are less
inclined to feel apart from management.

A third condition in present-day industrial concerns which
Gardner and Whyte believe contributes to faremen's feelings of being
in the middle is the d:l..ercpcncy between the pay which foremen receive,
which commonly is not much higher than the workers whom they supervise,
and their position in the supervisory hierarchy. This condition *lessens
the prestige of the job and makes them wonder where they atlhd with
management.® 13/ (From the authors' amslysis referred to earlier, we
eculd expect this conditien to be intolerable also by virtue of the
fact that two systems of status evaluation in which foremen partici-
pate—pay and rank--are not coordimate with ome another.)

Foremen have lost authority.--Gerdner and ihyte enumerate a
number of conditicns in industrial organisatien which make foremen
believe they have 1oat control ever the factors on which enhancement
of their status depends. One such conditien which the authors believe

X 11/ Gardner, *The Factory as a Social System," ope eit.,
Pe 9e

.]_.g/ Gu‘dn.rcndﬂ\ytu, 9P &o’ Pe 2&0

48 13/ OGardner, "The Factory as a Social Systea,® op. cit.,
Pe °® : .
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is particularly critical is "short-circuiting the line® of formal
communication. In unionised plants the shop steward ean go over

the foreman's head with workers' grievances, grievances which fre-
quently arise cut of the foreman's ovm actions and decisions as the
immediate supervisor of the workers. The foreman
is forced to think in terms of satisfying both his superiors
and his subordinates. He has to give attention to the workers
as well as the work, and neglect of either may bring eriticism
from above. Thus he is, in a way, caught in the middle between
his superiors and his subordinates. This situation often gives
& foreman feelings of great insecurity; he feels that he is
losing his authority and control.
The union plays a large part in the decimation of the foreman's
authority, in the view of Gardmer and Whyte. The supervisor's freedom
of action becomes limited as unions grow in power; he must take pre-
cautions lest he offend his subordinates.
And what is often the bitterest pill is the fact that through
the union the warkers can get a hearing when he who is part
of management is ignored. Thus he is caught between the
Pressures from above and below, 15/

The union is not the only source of the foreman's loss of
authority. Gardner and Whyte point cut that contemperary industrial
organisation has removed powers and rights of foremen—most significantly,
the power to hire and fire—to other locations in the company structure.
The power to hire and fire was ®"thought indispensable to the foreman
if he were to maintain his authority and prestige with his work force.*
_1_6/ But this important power has been lost to foremen by management 's
establishment and extension of phnt—wido employment and personnel
procedures. | | | |

NSRRI

1/ Gerdner, Human Relations in Industry, op. cit., p. 105.
15/ Gardmer, ®The Factory as a Social Systea,® op. eit., p.
16/ Gardner and Whyte, op. cit., ppe. 20-21.




As a consequence of the foreman's loss of authority, he is
apt to feel that control over conditions leading to the maintenance
or enhancement of his status lies with his subordinates as well as
with persons in higher supervisory positions. He faces the necesaii:y
of getting his subordinates to do a good Job, and yet his freedom of
action is resiricted. Gardner writes, "Thus they feel that their om
success is at the mercy of those below and th.ﬁt all too often they
are blamed for the failure of their subordinates,."1]/

Empirical Tests

The survey data allow us to ask the direct question, Do
foremen, in fact, feel apart from management? According to Gardner
and Whyte's analysis, foremen do feel separated from management and
this feeling leads to their experience of being in the middle between
workers and management. Generally spea.k:i.hg s first line supervisors
in the plant feel they are a group distinct from management. From
their responses throughout the interview, assistant foremen were
coded according to whether they feel as though they are part of hi.gher
management or whether they feel they are part of a d:l.fferéntiated groupe
Eighty-two per cent of the 221 assistant foremen whose interview
protocols could be coded were judged to feel as though they are part
of a differentiated group; only 18 percent feel they are part of
higher management,

Following through Gardner and Whyte's analysis, we could
expect that those foremen who bellieve they are part of higher manage-
ment will infrequently feel they are in the middle between workers

17/ Gardner, "The Factory as a Social System," op. cit.,
Pe 12.




61

and management. Table 10 shows Precisely the converse, It is those
foremen who beliew they are part of a differentiated group who are
least inclined to feel they are in the middle, and those who believe
they are part of higher management more often feel they are in the
middle, We will consider this finding further in Chapter VII.

As we mentioned in the preceding section, Gardner and Whyte
postulate that one of the conditions which may lead to a feeling on
the part of foremen of being in the middle is that of inadequate
commnication between the foreman and his immediate superior, There
is evidence in the survey material to support the hypothesis that
those assistant foremen who report that their superior is relatively
inaccessible to then are more inclined to feel they are in the middle
than foremen who raporl; that their superior is readily accessible.
Foremen were asked,

Can you get to him /the man you work under] when you have prob-
lems or is he a hard man to reach?

Although practically all of the assistant foremen (92€) felt that
their superior was available, responses were categorized so that a
discrimination could be made between foremen who felt that "his boss
was easily available—-he could get to him anytime he needs to-——the
boss was never too busy" and other foremen who merely replied that
"his boss was available." When assistant foremen are dichotomised
according to those who feel their superior is "readily available™
and those who feel he is "relatively unavailable,”" we see that the
former are less inclined to be in the middle "table 11), as predicted
by Gardner and Whyte,

We can show some further empirical tests bearing on Gardner

and Whyte's hypotheses concerning differences among foremen according
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B TABLE 10

PERCENTAGE DISTRIBUTION OF ASSISTANT FCOREMEN 'S
STATUS WITH RESPECT TO MANAGEMEXT BY THEIR
EXFERIENCES OF BEING IN THE MIDDLE

Experience of Being Part of a Differ- Part of Higher
in the Middle ' : entiated Group Managemsnt
In the middle cccecccccccccnces 30% 553
Not in the middle uooooo«oo.oooooo ; 70 '45
Total ;oooaoooooooooooo 100% 100%
Number of foremen sovee (hO) (lm-)
#Chi-gquare = 8,36, 1 dr
P=- «005

#The statistical test was computed on the basis of the raw
frequencies.




IN THE MIDDLE BY THEIR PERCEPTIONS OF
THE AVAILABILITY OF THEIR SUPERICRS

Availability of Superior In the Middle Not in the Middle

Boss is readily available ......ﬁ 57 - 7h
Boss is relatively wnavailable q 55 o L3
Number of foremen XY 112 117

Chi-square = 3,57, 1 af
P = 06
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to thelr amount of training and level of experience and the effects
of these on their feelings of being in the middle, According to the
authors, old-timers (1) "whose experience has been confided to one
industry” and (2) "whose formal training has been very slight" are
more inclinedto feel insecure than old-timers with broader experience
and greater training. Simiarly, relative newcomers with 1little
forml training are more apt to feel in the middle than newsomers
with formal training. The survey data provide information con-
cerning (1) length of time a foreman has been with the company, (2)
whether or not he has ever had experience in another industry, and
(3) whether or not he is skilled. On the basis of this information,
we have isolated the "old-timers" who have been with the company over
25 years, who are skilled mechaniecs, and who report that they have
worked for other companies besides the present one, In Table 12a we have
compared their evaluations of being in the middle with "old-timers"
who neither are skilled nor have worked elsewhere, but the difference
between them is not significant. (In order to increase the number
of cases, we have included head foremen in this analysis.)

| A similar comparison between skilled and unskilled "relative
newcomers" (who have been with the company 15 years or less) indicates
that there are no differences between their feelings of being in the
middle which could not be attributed to sampling error (Table 12b),
Consequently, our data fail to support these two hypotheses,

Another condition in present-day industry which Gardner and

Whyte cite as contributing to foremen's feelings of being distinct
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TABIE 12a

“OLD-TIMER® ASSISTANT AND HEAD FOREMEN'S EXPERIENCES
OF BEING IN THE MIDDIE BY THEIR LEVEL OF TRAINING

ining
Breadth of Experience In the Middle 'f’*' in the Middle

Skilled mechanics with experi-

ence in another M.tr’ soooe 25 28

Non-skilled without experience
in another :I.ndua‘try eesoosseve 3 8
Number of foremen .;.... 28 36

Chi-square (cerrected for
contimﬂ.t-y) - 077, b | g
. P™o.

TABLE 12»

“NEWCOMER® HEAD AND ASSISTANT FOREMEN'S EXPERIENCES
OF BEING IN THE MIDDIE BY THEIR LEVEL OF TRAINING

Level of Training . In the Middle Not in the Middle

Skilled mechanics eecscvsvveevee 9 18
Non-skilled 000000000000 0000000 8 . 11
Number of foremen c.ec. 17 29

Chi-gquare = 037’ lar
P = 057




from management and consequently to their experience of being in the
middle is the lack of differentiation between their salary and the

pay of the workers whom they supervise, The survey data show a

wide overlap in the ranges of pay received by assistant foremen and

by workers, although assistant foremen on the average receive a higher
wage than workers. About cne~half of the workers (53 per cent) receive
between $375 and $425 per month while only 39 per cent of the assistant
foremen receive $25 or more monthly.

In order to investigate the effect on the foremen of supervising
workers whose pay is not highly differentiated from the foreman's own
pay, we proceeded in the following way. We separated departments in
which most of the assistant foremen who receive less than $425 per
month feel they are in the middle from departments in which most of
the foremen who receive less than $425 per month feel they are not
in the middle, Then we compared the proportions of workers in these
two groups of departments whose wages are not highly differentiated
from the pay of the foremen--i.s., proportions of workers who earn
$320 or more per month. We would expect to find on the basis of
Gardner and Whyte's hypothesis, that there is a higher proportion of
highly paid workers in departments in which foremen are pndanj.nant],;y
in the middle than in departments in which foremen are not in the
middle. Table 13 shows that this is the case.

We are ready to consider tests of the propositions that the
ro@n's lack of authority in the work situation and comsequently,
his loss of power to control his own success results in a feeling on
his pabt of being in the middle between workers and management. The




67

TABILE 13

. PERCENTAGE DISTRIBUTIONS OF WORKERS IN DEPARTMENTS IN WHICH
ASSISTANT FORIMEX WHO EARN LESS THAN $425 MONTHLY ARE
PREDOMINANTLY IN TEE MIDDIE OR ARE PREDOMINANTLY
FOT IN THE MIDDIE BY WAGES OF WORKERS
IE THEIR DEPARTMENTS

: . #Departasnts in which Assistant
Workers ' Wages Foremen are Predaminantly...
In the Middle Not in the Middle
‘320 or more nmthly seescossese ‘"“ h?’
Less tm ‘320 mw ee0000e00 26 53
rml [ X X N XN RN X XN XN NN YN X J m m
Number of workers c.cccee (88) (58)

Chi-square = 11.19, 1 4af
p o .001

#Number of departments for the two groups is 23 and 19, respec-
tively; the number of assistant foremen is 10 and 11, respectively.
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most direct test of this proposition is suggested by Gardner and Whyte's
statemsnt that foremen delieve their “success is at the mercy of those
below"—~i.e., the workers whem they supervise--and that they are apt
to be blamed far the shorteamings of the workers. We have combined
two kinds of Mor-t:lou from foremen for our test. First, foremen
were asked, ) |

What are the toughest problems you have to meet as a foreman?

Can you give me an example of what you mean?
We categorised the problems which the foremen mentioned according to
those which seemed to stem from the warkers and those which did not.
Examples of problems which were considered to stem from the workers
ares |

Motivating men to work;

Seeing that men obsgerve plant rules;

Efficiency in oporation, keeping down waste.
mmploi of problems foremen mentioned which were not cemsidered to
stem from workers are:

Maintaining equipment in good conditiong

Planning or organising production;

Poor materials; insufficient supply of material and tools.
e assume that foremen who say their toughest problems are those which
involve their relations with workers are more likely to believe their
mcol- 1. "af. thor -orcy of thooe below, " wh:llo those foremen who say
thd.r tonghost prob].- are o:r l.noﬂur uort. are less :u:clinod to be-
l:lcvo th.y m dcpcnd-:t upon thd.r mkora for success.
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Second, we have a means of measuring the opportunity for fore-
men to be blamed for the workers' failures, although it is not a

necessary indicatien that they are blamed. Foremen were asked,

In general, how satisfied is management with the production
it is getting in your shop?

We assume that there is greater 'opportun:lty for foremen to be blamed
for workers! failures if the foreman believes that management is dis-
satisfied than if he thinks 't:hat managenent is satisfied with the
production in his shop,

Taking these two sets of_ data together, we have compared
gssish.nt foremen vho see their major problems as stemming from the
workers and who believe that management is dissatisfied with production
with assistant foremen at the other extreme who do not see their
toughest problems as coming from the workers and who feel management
is satisfied with production in their shop. In conformity with Gardner
and Whyte's analysis, foremen vho believe their "success is at the
mercy" of their subordinates are significantly more inclined to feel
they are in the middle than foremen who do not believe their success
depends upon their subordinates (Table 14).

The survey data provide us with no way of comparing foremen
who have lost the scope of authority they once had with foremen vho
still retain their broad scope of authority.

We are limited in our attempts to test Gardner and Whyte's
hypotheslis concerning the effects of the foremants gradual loss of
authority and control by the lack of appropriate historical data
among the research material. Two questions asked of foremen yleld
"quasi-historical" data on the point in the sense that they were asked




T

TABIE 1k

ASSISTANT FURKMEN °S EXPERIENCES OF BRING IN THE MIDDIE BY
THEIR PERCEPTIONS OF THE SOURCE OF THEIR “TOUGHEST™
FROBIEMS AND TIEIR FERCEPTIONS OF MANAGEMENT'S

Problems stema fream workers
and company not satisfied

with Production ccccccccccccee 21 13
Problems do not stem frem
workers and company satis-
fied uﬁMm YT Y Y YY X 3 23
Remainder ceccecccccccccoccsccoce s2 56
Number of foremem 86 92

Chi-square = L4.60, 2 df
p-.lo
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whether or not they had observed changes in their jobs over a period
of time, lhile the cbservatioms of foremen do mot necessarily indi-
cate changes in tho vctructnral conditions of their jobs, their beliefs
that changes have occurred may actwally be more significant.

As we have described in Chapter n,.tm were asked,

In general, would you say the job of foreman has been getting
harder or easier since you have been here? ¥Why is that?

On the basis of the reasons foremen gave (either for the job getting
harder or getting easier), we isclated these reasoms which indicate
that foremen perceived their econtrol has diminished or that they now
shared responsibility with others. For sxample, two reasons why the
Job has become harder which indicate that the foreman has lost control
lﬁ)

Foreman has lost authority to the stewards (or union)--has lost
- control of the menj

Seniority rules govern——can't put competent men in right jobs.
Two sample reasons why the job has becoms easier which show that the
foreman now shares responsibility are,

Steward helps keep men in line, help run department;

With seniority, layoff is almost sutamatic.
When we caompare assistant foremen who mention loss of control and
shnring. of Tesponsibility with assistant foremsn who fail to mention
either of these, we find no significant differences between them in
their experiences of being in the middle. (Since faremen commonly
gave two reasons why they felt the job was getting harder, we have
shomn the first and second reasons they mentioned ocparatoh in
Table 15.)
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TABLE 15

ASSISTANT FOREMEN 'S EXPERIENCES OF BEING IN THE MIDDLE
BY THE REASONS THEY GIVE FOR FEELING THEIR JOB
IS HARDER (OR EASIER)

"

First Reasons Job is
Haxrder (REasier)

In the Middle

Not in the Middle

Loss of control, sharing of

"nu‘i‘mw ®secscc00sss0 e u 38
Other reasoNns c.c..ccccvcvcecccoe 65 65
Number of foremen ccccee 106 103
Second Reasons Job
is Harder (Easier)
Loss of control, sharing of
respongibility ccccccccccccees 20 16
Other IeasONs cccccoeccccccccccoe 22 23
Number of foremeén ccccos lt2 39

First reasons: Chi-square = .07, 1 cg
P=

Second reasons: Chi-square = .36, 1 cslg
P = o
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Another question of a gimilar mature which was asked of fore—

men is,

nwh-thjobochMdncomhnMniﬂ
Responses were categorised as "they mave mere power, authority® and
“unchanged™ and "they bhave less power, authority.® Ve assume that
foremsn who reply that stemards have more authority belisve that the
increase in autherity is at the expense of the foreman's authority.
Table 16 shows that there are no significant differences between
assistant foremen who believe the steward‘®s authority has increased
and those who believe it has not increased with respect to their
feelings of being in the middle.

Sesmery of empirical tests.—Gardner and Whyte propose s
number of conditiens in contemporary industrial plants which lead
foremen to feel (1) that they no longer are part of management and
(2) that they have lost the scope of authority requisite to contral
their own success. These feelings on the part of foremen result in
their subjective experiences of being in the middle between workers
and management, according to Gardner and Whyte's formulationm.

Our direct test of the relationship between foremen's feeling
of being part of a differentiated group and their experience of being
in the middle exhibited a negative correlation; that is to say, fore-
men who felt th.y'ucro part of higher management were the ones most
inclined to feel they were in the middle. 7Two of the conditioms whieh
Gardner and Whyte proposed as leading to a feeling of being separate
froa management--unavailability of the foreman's swperior and lack of
differentiation between the pay of the foreman and of his workers—
are significantly related to foremsn's feelings of being im the middle.
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TABIE 16

THEIR PERCEPTIONS OF CHANGE IN STEWARD*S AUTHORITY

Perceptions of Steward's ,

Authority In the Middle Not in the Middle
Stewards have more authority .... 32 b3
Stewards' authority is

unchanged or 1688 cccccccccosns L9 L8
ilnbor of foremen 0000000 81 91

Chi-square = 1.05, 1 4af
p= 31
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«¢ found mo relationship between the feeling of being in the middle
among traimed and untrained foremen, as had been hypothesised by the
authars.

In eur direct test of the hypothesised relationship between
the belief of foremem that their swbordinates hold one key to the
foremen's cam success and their feeling eof being in the middle we
found confirming evidemce. The "quasi-historical” data from foremen
concerning their gemeral loss of authority and specifically their loss
of authcrity to the union steward exhibited no significant relationships
with their feslings of being in the middle.




CHAPTER V

WRAY: THE REDISTRIBUTION OF
MANAGERIAL FUNCTIONS
The primary purpose to which Wray addresses himself in his
doctoral dissertation is to describe and to account for the redistri-
bution of the foreman's managerial functions in industrial organisation
which has occurred in recent years. 1/ 1In a later article Wray directs
his attention more closely to the difficulties which the change in the

foreman's functions has brought to occupants of the positicn. 2/

General Orientation

Wray views a factory essentially in terms of the various focal
points in the organisation at which action is originated for the partici-
pating personnel. He conceives of the origination of action as a process
of decision-making. That decision-making which concerns the technical
operations within the plant is distributed on two dimensions, a hori- -
sontal and a vertical dimension. |

The horisontal dimension of industrial units, which has de-
veloped most .tr:l.kingly since the turn of the century, is composed of
specialised functional divisions within the plant *to control psrticular

| Donald E. Wray, “The Foreman and Managerial Functions,®
(Unpublished Ph.D. dissertation, University of Illinois, 1948).

2/ Vray, WMargimal Men of Industry: The Foremen," op. eit.
76
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aspects of factory astivity by the application of technical imowledge

in such fields as engineering, cost &ccounting, production econtrel,
stc.® 3/ The technically trained personnel of the specialised divisions
have not oaly advisery capacities but also have power to implement their
own desisions--to initiate changes and control conditions in the pro-
duction process. lray regards the funoctional groups as semi-autencmous
centers for the origination of action towmrd other divisions of the
factory.

The vertical dimension of the plant is the (familiar) form of
social organisation composed of a number of supervisory levels extending
from the top executive down to the lowest supervisor, the number of
ranks depending upon organisation sise and the variety of activities
involved. "The highest ranks in this hierarchy are 'top management';
they constitute the center of decision making in the whole system.”

L/ Wray's description of the vertical dimension of the plant is
identical to Gardner and Whyte's characterisation of the supervisory
hierarchy with the exception that Wray emphasises the decision-making
processes while Gardner and Whyte emphasise the status evaluations
associated with the hierarchy.

A f‘c’cll point for the origination of action which lies ocutside
of the horisontal and vertical extensions of the industrial unit is
in the union organisation charscteristic of most present~day plants.
According to Wray, introduction of the union has led to the creation

of special functioml divisions vd.th:ln management in which decision-
making power with respect to employer-employee relations is concentrated.

3/ "The Foreman and Managerial Functions," op. cit., p. 18.
y Ibid., Pe 17.
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The Position of the Foreman
Wray believes that two developments of the last fifty years
have redistributed the decision-making functions in the industrial
unit. Before the advent of “"scientific management® and the growth
of trade unions foremen had important responsibilities in originating
action in both the areas of technical operations and of employer-

employee relations.

In an earlier period, both worker and foreman were presumed

to have the personal knowledge and training necessary to

perfora their respective jobs, and they were relatively free

to perform their functions as they saw fit. Before the intro-

duction of time and motion study, job classifications and wage

structures, performance tests, scheduling, etc., the worker

was free to decide how to do his job and had a degree of

freedom within his own work situation. The foreman in the

past ran his shop according to his own experience and on

the basis of his personal knowledge. 5/
With the development of "scientific management®——i.s. » the introduction
of systems of specialised functional controls--the mjor decision-making
powers with respect to the technical operations of produetion have moved
from foremen to the various functional divisions of management, Today
the foreman "must operate within a framework of rules which have been
imposed by a higher level of management without his own consent or
participation.” 6/ In a similar manner, the introduction of the
union caused the former decision-making powers of foremen with respect
to employer-employee relations to be redistributed between special
divisions of management and the union organisation.

But the first line supervisor is left with the highly important

functions of communication and coordination between the shop and higher

2/ Ibi.do, Pe 1950
§/ Lec. cit.
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management, Wray maintains. "The _foﬁ'-on appear to have developed
tomard a kind of administrative and coordinating funetion which is
quite different from the traditional definition of their position.”
/4
If the foreman's job merely has undergone i-odoﬁnit:lm, why

is it that foremen find their job peculiarly precarious? Wray answers
this question in a manner very similar to the foruilatim of Roethlis~
berger which we discussed in Chapter 1III. Wray believes that manage-
ment hb:l.da an incorrect assumption of the position of first line super-
visors within the plant, bagsed upon the once valid but no longer
aﬁp]_.icablo conception of the foreman as the "key man of management,”
"the firing line in union-management relations,® and "the most important
link between management and the worker.” 8/

This concept, variously expressed, rests on the assumption of

& unitary system of control and two-way comsmunication; it is

at once an ideal and an assumed norm of industrial organization.

It minimizes or ignores the impact of managerial specialisation

and worker unionisation. 9/
The d;vcrtenca between managerial expectations growing out of the
traditional conception of foremanship and the realities of the fore-
nﬁn's position has, according to Wray, "created widespread anxioty
among first line supervisors.” 10/ He expands this statement in his

u't.:l::io by drawing on the concept of "marginality.”

Ibid., p. 200.
®Marginal Men of Industry: The Foremen,” op. cit., p. 298.

Loec. cit.

Beew

*The Foreman and Managerial Functions,® op. eit., p. 203.
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In short, the position of foreman has some of the charact
of management positions but lacks other crucial ones. Su::i stics
marginal positions are common in society, and there is reason
to believe that they are especially difficult to occupy effectively
and with psace of mind, With respect to management, the fore-
man's position is peripheral rather than in the middle. . . .

It is characteristic of such marginal positions that the
people who occupy them consider that they are special victims
of the disparity between social norms and social reality. Fore-
Bmen express this in the phrase, "They say we are part of manage-
ment, but they don't treat us that way." The implication is that
they feel pressed to live up to the role of members of Banagement,
without being given the reward of full participation. This is
a4 common feeling of pecple in "minority®™ or "marginal® positions.
It presents them with a dilemma which results in a good deal of
persomal conflict. 11/

This formulation of Wray's places Roethlisberger's conception of the
discrepancy between "what is" and “what ought to be® in a broader
framework of social theory; and it indicates that a conflict between
real and ideal expectations can be the source of discomfort or even
anxiety among the subjects of coﬁﬂicting expectations.

Wray mentions in passing another reason why the redefinition
of the foreman's job represents a problem for the supervisors who are
‘involved. He says without further elaboration that the foremen in
his studies *had uniformly experienced a reduction in their decision-
naking powers and a concomitant reaction of being distinct and separate
from the real center of managerial action.” 12/ This unelaborated
~analysis is similar to the formulation of Gardner and Whyte discussed
.in the previocus chapter in which they account for foremen's feelings
of being in the middle by the existence of conditions which make
foremen feel apart from management and devoid of authority.

11/ *“Marginal Men of Industry: The Foremen," op. ¢it., p. 301.
12/ *The Foreman and Managerial Functions,® op. cit., p. 19
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Empirical Tests

While the survey materials do not provide the information
necessary for testing Wray's hypothesis concerning the effects of the
gradual relocation of decision-making powers over a period of time,
they do indicate that first line supervisors contemporansously differ
in the extent to which they participate in shop decisions. The magni-
tude of the differences probably is relatively small comparedto the
difference between contemporary foremen and foremen of the early 1906;8.
For example, foremen in the surveyed plant at the present time are expected
by management to settle only minor grievances involving a minimum of
expenditure which are brought up by their workers and shop stewards 3
more important matters, such as standards, wages, or number of men
working in & group, are to be referred to senior company officers.
Decision-making powers of these foremen today undoubtedly are
considerat;ly less than those powers of their antecedents. Despite
this, the fact that there are differences among foremen with respect
to their participation in rumning their department permite us to test
Wray's hypothesis that removal from participation in decisions is
associated with subjective experiences of difficulty in the foreman's
Jobe

Foremen were asked in the interviews,

Does the man you work under call you in when he has to make
decisions about the work or does he like to make most of the
decisions himself?

From responses to this question we have categorized each assistant

foreman as "feeling he participates" and "feeling he does not partici-




in shop decisions are significantly more inclined to feel they are
in the middle between workers and management than those who feel they
do participate (Table 17).

Wray also accounts for the causes which lie behind the relo-
cation of decisionwmaking in industry by rveferring to the development
of "scientific management" and the growth of trade unions, The survey
data do not permit us to test the adequacy of his reasoning on
this point,

Wray's formulation of the disparity between management's expece
tations of foremen and the realities of the foreman's job as another
source of‘ fomeh's experiences of conflict can be tested by the same
analysis which we have applied to Roethlisberger's similar hypothesis
in Chapter III (p. L6, above). To obtain that test we assumed that
. foremen can be affégted by the "unrealistic" norms of management in
two ‘ways—-bj internalizing management's norms which they learn from
such cues as statements made by top management personnel or by con-
tinuing to accept the norms which once were "realistic" but which no
longer are. Our sole test of the proposition was based upon the
latter assumptions we showed that persons who have held the job of
foreman for a long time are more inclinedto feel they are in the
middle than persons who have held the foreman's job only a short time
and, presumably, have had no opportunity to experience _the Job under
"more favorable" circumstances, |

Sumnary of empirical tests.—Vhile the survey materials

provide us with only one new set of data to test Wray's approach to
the problems of foremen, the hypothesis which we can test is a critical
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TABLE 17

ASSISTART FOREMEN 'S EXPERIENCES OF BEING IN THE MIDDLE
BY THEIR FEELING OF PARTICIPATION WITH THEIR
., SUFERIOR IN SHOP DECISIONS

Participation in Ctn &

Shop Decisions In the Middle Not in the Middle
Feeling he purtic:l.jntcl XYY YY) 64 8L
Feeling he does not

pu't:lo:lp.t. I X XYY Y R YY ¥ M 33
Number of foremen cccce 108 117

Chi-square = 3,92, 1 u
pPe- 005
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one in his theory. Our anadlysis supports his contention that the
removal of foremen from participation in the decision-making functions
in the production process is related to tinir subjective experiences
of being in the middle between management and the workers.




CHAPTER VI
A THEORY OF ROLES

In the first section of this chapter we will develop a social
psychological theory of roles with which it is possible systematically
to account for the conditions under which cortain structural difficulties
associated with a position come .to be internalised as psychological
problems for the persons who occupy the position. Our theoretical
development will be guided by our particular interest in the problem
of role conflict which, as we will discuss in the second section of

this chapter and in Chapter VII, appears to be a fruitful way of con-
ceptualizsing the situation of industrial foremen, of the men who are
5'13 the middle” between workers and management. Despite the fact that
our immediate interest is in the position of the industrial foreman,
the theory is intended to be sufficiently general to apply to an analysis
of difficulties associated with positions in any social system whether
in industry or outside of industry. Moreover, we will attempt to formu-
late our theory in a way that will implement empirical investigation;
although we will not provide operational definitions in this chapter,
our conceptual definitions are designed to facilitate the derivation
of Opor;t:lml ROASUTres.

In the second section of this chapter we will show how certain
aspects of the imiysia of foremen's difficulties, described in the

85
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preceding three chapters, may be reformulated in terms of role theory
in order to throw more light on the comditions under which individual
foremen may or may not feel subjectively that they are in the middle.
It is important for the reader to recognise that our formmlation is
not intended to replace the more comprehensive theories of institutional
functioning and change which have guided .tho analyses of the various
authors. Underlying the analyses of Roethlisberger and Gardner and
Whyte is the oconceptien that formal and infermsl organisations within
a social system are dynamically related to ome another and that the
social system, as a whole, tends toward a state of equilibrium with
respect to its enviromment. 1/ A theory of this order is designed to
account for changes in organisational structure in general; role theory
is presented here to account for the behavior of individual persons
within the structural framewerk. In this sense role theary is comple-
mentary to theories of institutional functioning rather than an alter-
native to them.

Role Concepts d
Role theory is valuable as a system of concepts which "bridges®
two orders of analysis--the structural (or cultural) and the behavioral.
In this thesis we will develop the theory in order to answer the questim,
How can structural phenomena affect the bebavior of an individual per-
son? Had we asked the reverse of this question, How can the behavior

%/ For a recent attempt to formulate a theory of social systems
at this level, see George C. Homans, The Human Gr (New York: Harcourt,
Brace and Company, 1950). Homans mm;%.ua with case
material drawn from the writings of Roethlisberger and Dickson and

Whyte, :
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of an individual affect structural conditions? we would have emphasised
different aspects of role theory than those we will present here. 2/
Our theory of roles is comprised of two kinds of oconcepts
(corresponding to the structural and the behavioral orders of analyses):
concepts which refer to the properties of groups and must be measured
by cbserving the interactions of group members or the group produects
of the interactions, and concepts which refer to the properties of
individuals and must be measured by observing the overt behaviers of
these individuals. Following is a list of the more important of the
two types of concepts which we will discuss in this section:

Structural Concepts Behavioral Concepts
Role Role behavior
Position ~ Motivation

Social role Perception
Interpersonal role Conformity-deviation

Role conflict
The role behavior of an‘individual more or less conforms to the expec-
tatiens'of his behavior-~his role~~by virtue of a complex process
involving motivation, perception, maturation, and ability--gusmed up
“in the concept of "role-~taking® which was initially described by G, H.
Mead. 3/ Role-taking is the comnecting link between the structural
analyses and the bohaviml analyses. Since the process has been
described fully in other places and since we are primarily interested

2/ Ve have depended heavily on the contributions of T. M.
Newcomb for our basic approach to the theory of roles. See especially
Chapters VIII, IX, XII, and XIII in his Social cholegy, op. cit.
In some instances, particularly concerning s properties
of role theory, we have drawn distinctions which are not found in his

writings.

3/ Mind, Self, and Society, Charles W. Morris, ed. (Chicago
University hicago Press, 13355. o
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in the struotural conditions which ereate difficulties for an individual
in conforming to his role, we will discuss only those aspects of role-
taking pertinent to an understanding of the structural problems.

Role soncepts in the literature.—The distincticn between the
structural and behavioral orders of role concepts has not been made
consistently in the social science literature. In fact, the concept
of role itself has been used t0 refer to either order of analysis
depending upon the usage of the particular author. We will show be=
low the way in which variocus authors define role. The first list
includes definitions which refer to role as an individual phencmenong
the second includes definitions which describe role as a structural

(or cultural) phenomencn.
Definitions referring to individual behavior:

The manner in which an individual carries ocut the requirements
of his position. (Kingsley Davis) b/

A comprehensive and coherent organisation in behavior of
functionally related, interlocking attitudes and responses.
(Norman Cameron) 5/

A pattern or type of soccial behavior which seems situationally

appropriate to the individual in terms of the demands and
expectations of those in his group. (S. S. Sargent) 6/

Definitions referring to societal prescriptions:

The sum total of the culture patterns asscciated with a
particular status. Includes the attitudes, values, and

A Conceptual Analysis of Stratification,” American
Sociolo _Review, VII (June, 1942) p. 309.

5£ The Plﬁg ology of Behavier Disorders (Boston: Houghton
mﬂin ) p. | ]

6/ Social Psychology (New York: The Ronald Press Company,
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behavior ascribed by the society to and all upying
this status. (Ralph Linton) _‘(/y “ & peracms ooo

What society expects of a person occupying tus.
Bennett and Melvin Tumin) 57 “ siven status. (John

Sosially standardised patterns of behavior required of a person
occupying any type of social position. (Emile Benoit-Smullyan)

9/
Certain authors, in keeping wit.h our own approach, have provided
two or more concepts which have behavioral referents and structural
referents. Thus, L. 3, Cettrell, Jr., distinguished between *cultural
role® and “unique role® in the following way:

Cultural rocle: a modal system of respomses which constitutes
the culturally expected behavior.

Unique role: an internally consistent series of conditiomed
responses by one member of a social sitwmatien which represents
the stimulus pattern for a similarly internally consistent
series of conditioned responses of the other(s) in that situa-
tion. 10/

Newcomb defined role and role bebavior as follows:

Role: the ways of behaving which are expected of any individual
who occupies a certain position.

Role behaviors a motive pattern on the part of a specific indi-
vidual as he takes a role. 11/

%/ The Cultural Bac of Personality (Mew York: D. Appleton
ompany, 1 Pe TTe

8/ Social Iife: Structure and Function (New York: Alfred A.
Knopf. o9 ma’ GEO ;I.

"Status, Status Types, and Status Interrelations,® American
Sociol Review, IX (April, 19L4k) pp. 151 f£f. -

10/ "The Adjustment of the Individual to His Age and Sex Roles,"”

American Socioclogical Review, VII (Oectober, 1942) p. 617.
y Social PMIE’RQ 2&0’ PPe 2&, 3300

Century
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Roland L, Warren presented three role concepts:

Cultural reole: a fairly clearly defined interaction pattern
prescribed by the culture.

Situational role: a short-term interaction pattern warked out
within a single, specific situation.

Persomal role: personal ,ldj‘.“t to role patterns. 12/

Both orders of definitiens—behavioral and structural--are
valuable in that each puints to a particular kimd of regularity of
human belavior. The behavieral definitions describe regularities of
an individual 's responses as he interacts with different persons and
under differeat circumstances, while the structural definitions des-
cribe regularities in the expectations which groups of persons share
with respect to the beshavior of-an individual under different circum-
stances.

Definition of role.--In ocur theory we define role as the set
of expectations shared by members of a group concerning the behavior
of persons who occupy a position. This definition is essentially
structural: it implies that the role associated with a particular
position in the group or in the society is described by cbserving
the proctutiom shared by members of a group or, as we shall refer
to them, by a eriterion population., We need to expand upon certain
elements of our definition, the key concepts of expectations, positiom,
and criterion population. We will discuss more fully the expectation
process.

Expectations of behavior.——The expectations of the bohaﬁcr
of another individual which persons hold may be viewed as predictions

12/ %Social Disorganization and the Interrelationship of
Cultural Roles,® American Sociological Review, XIV (February, 19h49)
Pe 83.
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of the behavior of this individual. Regardless of ihothor the time

lag between prediction of behavior and behavior itself is relatively
long or almost instantanecus we assume that the process of arriving

at a prediction may be described by the following models the predicting
person (1) has a priori systems by which to classify individuals and
situations and (2) each classification incorporates expectations of

how the class of individuals will behave. To arrive at a prediction

of behaviaor the predicting person (3) assigns the concrete individual

to that classification which seems most appropriate frem the information
he has about him and (L) deduces what behavior to expect from him.

This model overdraws the rationality and the static nature of
the prediction process as applied to expectatiens of beshavicr. The
systems of classifications and their associated expectations interact
upon ono another and both are subject to modification as the predicting
person confronts the ﬁdiv‘idual whose behavior he is attempting to pre-
dict. Nevertheless, there are certain social circumstances which intro-
duce constancy in the process and protect it from being indeterminant.
One of these circumstances is the fact that the expectations of the
predicting person actually constrain the other individual to behave
according to the expectations of him., Another circumstance is the
fact that the predicting person may take advantage of systems of
classification and associated expectations which are cammonly shared
throughout the group or the society; the systems of classifications
incorporate our conscept of position, and the associated expectations

eorronpond to our concept of role.
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Position.—Position is a contextual concept in the sense that
it is meaningless outside of a system of positions; i.e.; one position
automatically presumes one or more other positions to which it is re-
lated. To be more concrete, we can view a number of persons whose
activities are interrelated as occupying differentiated positioms.

This can be seen most clearly among groups of persons who are organised
for the attaimment of a purpose as, for example, in an industrial
organisation. Where the division of labor necessary for efficient
attainment of purpose is great and ths functions are complex, an
infrieatc system of positions may be created to which personnel are
assigned and in which are expected to perform the appropriate functions.
Each position in the system is related to the others (to some more
immediately than to others) by virtue of the interdependencies of

the functions which the occupants are expected to perform toward the
attaimment of purpose.

Although the system of positions is usually not so clearly
described aiong groups of persons without manifest common purposes,
as in the limiting case of two persons casually interacting, it is
theoretically possible to identify a system of positions between the
two. For example, one person may approach another person on the street
and ask directions to the city hall. The first person will select the
individual to whom he addressed the inquiry on the basis of certain
cues which establishes the addressee as a "mative™; as a result of
the interrogation and perhaps additional cues concerning the first
person's dress and demeanor, the addressee will categorisze him as a
"stranger.” If the initial categorisations of the other persons
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Prove to be correct, the two will interact on the basis of expectations
which they associate with the positions. A more stable system of
positions may develop among a few individuals who interact over a
longer period of time, as in the case of bowling team members. One
person may characteristically occupy the position of ®scape-goat,”
another may be the "athlete,” a third the ®idea~-man,” a fourth the
"poor loser,” and so forth. The positions are interrelated within

the group by virtue of the implied interactions.

Social and interpersonal role.-—We have intentionally selected
extreme illustrations of the concept of position, for it is on the

basis of the differences between mt-. of positions that we make
our distinction between social and interpersomal role. At one extreme
are those systems of positions and their associated expectations of
behavior which are highly independent of the persons who occupy them.
Only under very unusual circumstances can tho role beavior of the
occupants redefine the position and related expectations; roughly
speaking, the occupant must conform to the u:pecﬁtim or forfeit
his job, Those shared expectations of behavior which are associated
with a poaitiﬁn, irrespective of the particular behaviors Aof the indi-
viduals who occupy the positicn, are referred to as socisl role.
Interpersonal role refers to shared expectations which are
associated with the particular bebaviar of the individual who occupies
the position rather than with the position itself. This definition
refers to tho other extreme of the continuum in which the systems of
positions are, in effect created by the bihnﬂ.qr of an individual.
In this case expectations of an individual's behavior develop around
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the characteristic role behavior which he manifests in interaction
with group members and he is esteblished in the position of "athlete"™
or “scape-goat.” The expectations of group members and the position
of the individual are highly dependent upon the particular behavior
which the person exhibits in intersction with the others. A turnover
in personnel of the group creates a different system of positions and
expectations at this extreme of the continuum; turnover in personnel
at the other extreme has little or no effect upon the positions and
expectations of the group involved.

Although both social and interpersonal role are structural
concepts by virtue of the fact that their definitioms require that
tho' ;e-ponont expectations be shared among members of a group, they
differ considerably with respect to their reliance upon psychological
phencmena. Social role refers essentially to a cultural phenomenon
in the larger sense and has been used extensively as an analytical
concept by anthropologists and sociologists, although their definitions
of it may vary somewhat from ours. Interpersomal role, by definition,
is highly dependent upon the attributes of the individual involved and
relates closely to personality determinants of behavior. For this
reason the concept designates phenomena in which psychologists and
social pmhologi-'ts have been interested in recent years.

As we have defined them, social and interpersonal role are
conceptual abstractioms representing the poles of a continumum of
positions and expectations. There probabiy are few concrete cases
of roles which are purely social or purely interpersonsl without
elements of the other. Social roles rarely are so meticulously de-
fined for a position occupant that he does not have an oppertunity
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to express some aspects of individuality without overstepping the
bounds of the expectations associated with his position. Such a situa-
tion may be approached in the case of titular figures who are isolated
from most interaction with other persems and that interastien into
which he does enter is formally rituslistic.

At the other extrems interpersonal roles seldom are entirely
unique to the interactors; within any society the range of behavioral
differences are net so great that types of persoms do not reewrr in
the experiences of individuals, Thus, most persons have known or have
heard about "athletes,” "red heads,® or "introverts® and entertain
common stereotypes associated with these types, even though the role
behavior of these concrete individuals does not conform entirely to
the stereotype. 13/ The process of "sising up® another persen, i.e.,
categorizsing him in such a way that one can draw upon familiar stereo-
typed expectations of him, proceeds very rapidly and as Kelley has shown
may begin before actual ocbservations of his behavior are made on the
basis of rather minimal cues. lli/

While few if any concrete cases correspond to the ideal types,
empirical measurement describes the dogroo to which the concrete case
approximates social role or interpersomal role.

Before leaving this discussion of the two kinds of role, we
would like to point out the first of a series of a structural eondition

13/ Oustav Ichheiser shows the distortions of interpersonal
perception which arises frrom the strong need for persons te perceive
others as constant and relatively wnchanging, as concrete exemplifi-
cations of a familiar type of persom. See his "Misunderstandings in
Human Relations: A Study in False Social Perception,® Ameriean Journal
of Soeiology, LV, Part 2 (September, 1949).

lh‘ Harold H. Kelley, "The Warm-Cald Variable in First Impre
o. rsons,” Journal of Persomality, XVIII, pp. 431-439.

sions
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which we will refer to as situatiens of role conflict--situstions which
are poteatial sources of difficulty for persoms who are exposed to them.
It is possible for an individual to occupy simultanecusly two or more
positions with regard to other persens with whom he interacts. If two
positions which the individual ‘ogscupies are in different systems of
positions——one ef which incorporates expectations of the nature of
social role and the other of which incorporates conflicting expectations
of an interpersonal variety, the situation represents cne type of reole
conflict. An illustration of this situation is found in an experiment
by Stouffer in which he analysed students' resolutions of the comflict
between being in the position of proctor of an examination and being
in the position of close friend of a person caught cheating dnr:l.ng_
the examination. 15/ The expectatioms concerning what a. "proctor®
would do and what a "friemd” would do to the cheater are conflicting.

The moral component of rele.—Expectations which others share
of the behavior of & position occupant may vary according to the degree
to which the expectations carry an imperative component., Up to this
point in our discussion of role, we have been concerned with what we
will call the anticipation component—-i.e., expectations and predictions
of how an occupant of a position will behave. The moral component
introduces the dimension of how the cccupant ocught to behave,

We believe that all expectations of behavior carry a certsin
amount of the moral component, as we will elaborate later. Nevertheless,
the degree of compunction involved in expectations varies consideradbly,

15/ Sammel A. Stouffer, "An Analysis of Conflicting Norms, "
American iclogical Review, XIV (December, 1949) pp. 707-717.
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and as it varies so does the effect '9t expectations upon role behavior.
More drastic (and perhaps different) roul forces are implied in the
statement, "I expect Foreman X will aset superior to me¢ and I believe
he should,” than the statement, "I expect Foreman X will aet superior
to me, but it does not matter whether or not he does.”

The morel component of role draws into expectations of behavior
the expectors' motivations, attitudes, and values. Only in reference
to these can an expector judge behavior as desirable or undesirable.

In the particular case of expectations associated with various positions |
in a group organised for pursuit of a common goal, the meral eompecnent
frequently will be phrased in terms of the organizational ends and the
contribution of the occupant of the position to these ends. In the
case of expectations more in the nature of interpersomal éoio, the
maral component frequently is phrased in terms of the expectors' own
attitudes or in terms of the more pervasive values current in the
society.

The moral component may be closely related at an empirical
level with the anticipation camponent. Predictions of how an individual
will behave often are distorted by a high degree of feeling on the part
of the expectors as to how he ought to behave, but the individual whose
behavior is the object of the predictions may not be able to discern
the difference between the two components~=he will gu:l:do his behavior
according to his perception of the others' expectations as a unit.

Despite the intermingling of the two components of role on the

empirical level, it appears to be necessary to distinguish between them
for analytical purposes. In terms of measurement it makes a considerabl
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difference whether prediction of behavior is described or whether
desired behavior is deseribed. Our distinction has some similarity
to Linton's distinction between "real®™ and "ideal" culture patterns,
although Linton describes ®real® culture patterns as ranges of be-
havioral responses seen from the standpoint of a scientific observor
rather than from the standpoint of an indigenous group of expectors.
16/ There have been no attempts to separate the moral component of
role from the anticipation component in the social science literature
which we have reviewed. It is to the moral component that certain
writers have referred in their classifications of role in terms of
“prescribed,” "permitted,” or "forbidden* behaviors 17/ and, similarly,
in terms of "required,” "allowed,® or “"prohibited" behaviors. 18/
These classifications of role, strictly speaking, describe two ddgrou
of the moral component associated with expectations—-—a high degree in
the cases of "prescribed® and "forbidden® behaviors and a low degree
in the case of "parmitted”™ behaviors. We believe that the empirical
use of role concepts will be facilitated if the moral component is
recognized as distinct from the anticipation component of rc;].o.

We can derive at least two additional types of role conflict
from our preceding discussion. The first is the situation in which
group members hold anticipations of the bshavior of a position occupant
which are in conflict with their moral feelings of how the occupant
should behave. This conflict may be compounded into such statements

lé/ Rl.lph Linton’ Qo 220, PPe hs-ﬂlo
_1_1/ Te Mo Newcomb, go _c_i_to’ PPe 281-282.
18/ John Bemmett and Melvin Tumin, loc. cit.
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as, "Unmarried office girls should be chaste, but I know good and well
that they are not." An office girl confronted by persons who expect
her to act in one way but feel she should act in a very different way
is exposed teo a structural situation of role conflicte.

The second type of role conflict is that which results from
confliots within the moral component, itself, This conflict is clearly
illustrabted in Gunnar Myrdal's "The American Dilemma, in which he inter-
prets the "Negro problem™" in America as a problem of inconsistencies
within the ideologies of the majority peoples.l9/

Criterion populations.—Up to this point we have referred to
the groups or the criterion populations whose members share expectations
without specifying precisely to what groups we refer. As a matter of
fact, the role of a particular occupant of a position could be ascer-
tained in any group in which the position occupant is sufficiently
meaningful for the group members to respond at all, The role of the
foreman, for example, could be investigated among members of the commun-—
ity Parent-Teachers's Assoclation or among members of the local country
clube But if our purpose for describing the role of the foremsn is
to analyze the conditions under which a foreman is exposed to a structural
situation which has a high potentiality for inducing a psychological
experience of conflict, we may restrict our study of role to certain
relevant groupse.

The designation of relevant criterion populations is guided
by three restrictions: the group must be one (1) whose members inter—
act with the position occupant, including the personts fellow occupants,

19/ (New York: Happer & Brothers, 194)).
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(2) which controls in important ways the occupant's access to goals
which he desires or which has the power to deprive him of desired
goals or values, or (3) with which the occupant identifies himself,
The theoretical bases for the designation of relevant criterion popu=
lations will become clearer when we discuss the motivational elements
of role behavior.

By virtue of the multiplicity of groups in contemporary society
which have a variety of ideclogies and many interdependent relationships,
the possibllity is comparatively high that two or more groups with con-
flicting expectations will be relevant to an individual who occupies a
position, In the industrial plant it is possible to examine the fol-
lowing groups among which conflicting expectations of the bohav:lof of
foremen may exist: assistant foremen themselves; workers; shop stewardss;
head foremen and general foremen (management); all plant persomnel;
and the immediate work group of the assistant foremen, Other groupings
are also possible, such as groups along departmental lines, Empirical
investigation is required to determine if the expectations of foremen
are relatively homogeneous within the various groups and, if they are
homogeneous, whether the expectations are qonfl:lct:lng among the groups.

From this discussion of criterion populations we have derived
a farther type of role conflict, vis., conflicts between relevant groups
with respect to the behaviors of the occupamt of a position, The cri-
terion populations may be in conflict with respect to (1) social role,
(2) interpersonal role, or (3) the morel camponent.

Role behavior.——~In the succeeding paragraphs we will describe
briefly certain concepts of role at a behavioral level shich will help .

us understand the way in which the structural order of phenomena, su
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as role eonflict, affect the pattern of bebavier exhibited by an indi-
vidual as an eccupant of a pesition——1.9., affect his role bebavier.
It weuld be impossible within the seope of our present task to

give a full asceunt of the precesses through whieh imdividual members
of society learam to chamnel their behavier mere or less in aceord with
the expectatioms associated with the varieas pesitiens whiech they eccupy.
Such an sccouwnt would require a review of the warks of O. H. Mead, Piaget,
and writers in the field of child development; an adequate summary ef
the extensive theery is available in Newcemb's Secial Psychelogy. 20/
In this thesis we are most concerned with the processes at the behavioral
level whieh may ascount for the cenditions wader whick a strustural
situmation of rele eonflict is incerperated as a psyshelogical experience
of eonflict by a pesition cccupant, For this purpose we will discuss
scme important aspects of metivational and perceptual processes of
individuals and will show how variatiens in the processes determine
role belavier (on a conformity-deviation dimension) and experiences
of conflict.

~ Motivatiemsl processes.—Ws can describe an individwal's con-
formity to the expestatiens concerning him primrily as sa instrumeatal
neans ofattdahgnh«ud goals which are important to him. This
is not to deny that eonfermity occasiomally becomes an end in iteelf,
as Max Weber has suggested in comnectien with the Calvinist ethic er
as Merton dissusses in commection with the dysfunctioms of bureawerascies.
In these and similar instamces, sn individual's self-ideal may be suwch
that it requires him to pattern his role behaviors ia accerd with the

20/ Op. cit., espeeially ch. IX.
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antieipations and, especially, the imperatives asseciated with his
positien. (By phrasing the situation im whish eonfermity becomes an
end in itself im terms of the cemcept of self-idesl, such situatioms
can be imvestigated empiriecally; the datum concerning an iadividual’s
self-ideal is relatively accessidle te an investigater.) Gemerally
speaking, though, cenformity to expectatiens is a means by which an
individual gains access to other goals and values which he desires.

If we pestulate that conformity to expectatiens is either an
ond in itself or an instrwmental means of attaining ends, we can under-
stand hew expectations of behavior .hrodbymp-ﬁmwt-n
force tending to modify rele bebhavier, Ascording to soeial psycheological
t&w, this force is manifested in the process of interaction in the
following way.

M.two persens i._ntu'ut,_ each engages in eovert "antieipatory® -
rele behavior. That is to say, eaeh persen acts out his behaviar in
his imagination, estimating imaginarily the response his behavior wowld
draw from the other person. If the imagined response of the other per-
sons is not satisfactory to him, he will continue the imaginative process
until he ®"finds®™ a behavicr he can perfora which he believes will draw
4 satisfactory response from the other. At this point he acts overtly.
The other person then goes tln'ough the same anticipatery phases before
nmwmnawuﬁmawmm'aromotmﬂn
first pereen wmh is satisfastory fer his own purposes. These antici-
patery phases mo;yo Mtino of tho other persen's Inhmduf in
respense to ene's om behavior; in order to enhance the accuracy of
prediction it 1-mgomt¢vhwmnnthrn¢hthqu¢£tb
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other persen (te take the role of the other, in Mead's phrase) and to
estimate one's omm effect wpon Mim. - ‘Thus, an cbjective view of ome-
self enters inte the antieipatory phase of interactionm as a fundamnental _
element in predicting the other porscn ‘s bebavier. Acowrate prediction
requires aceurate estimatiem of how cmeself is pereeived by ether per-
sonse In the ceurse ef interasction with varieus porsons who share
similar expectatioms ef him, the individwal's concept of self tends
to approach an acoerd with the expectatiens which the ethers have of
him. This emablés him to modify his behavier to meet the expectations
of the Ma and, it the same time, to derive from the interaction
responses from ethers which tend to satisfy his oma desires. (It is
relevant to nete, at this peint, that the interaction process and the
eonourrent development ef the self concept of the individwal may modify
his motivations as well as his role behavicr.)

The ability of group members to predict the behaviors of the
persns with whem they interact is so important for the attaimment
of their goals that a premium is placed upon confarmity to expectatiocus.
The complete absence of predictable behavier among a group of persons
with whom an individwal interacts would represent an intolersble situ-
ation for him 1f the intersetiom were the key to certain goals which
he desires. Consequently, we can pestulate that there is a positive
(although small) amount of moral ecmpoment assesiated with all exXpec~

tatiens of behavier.
When an individual's role behavior deviates from the ecommon

expectations of his belavior varicus social pressures may be exerted
to encourage his comformity. The stremger the moral cesmponent of the
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expectatiens, hypothetisally speaking, the greater will be the soeial
pressures which are applied te the deviating individual. Amd the greater
the deviatien; wp %0 a peint, the greater will be the social pressures
on him. 21/ The particular pressures which may be successful in en-
souraging conformity of a deviating individwal depend wpon the satis-
factioens which the deviant realises n- group interactiem. If these
satisfactions are subject te the control of group membders, conformity
my be encouraged by withholding the deviating individual 's access to
them wntil he revises his behavier in conformity with the shared
expectations. |

A significant question which this discussiocn raises is, Under
what comditiens do the expectations of a person’s behavier fail te
modify his behavier? Ome answer is fousd in the persen's motivatiea
for his interastion with the expectors. If the imteraction is net
instrumental to the individual for attaining goals and values which
he considers especially desirable, or if group members have no control
over his access to his goals and values, them there is neither reason
for him to belave in a predictable mammer nor is there a basis for
the group to exert pressure on him to conform.

The ccaverse of this statement provides us with a lead in
selecting criterien populatioms appropriate for the investigatien
of the individual's role. ‘l'hm groups of persoms with whom imter-
action is instrwmental to the individwal fer satisfastions er who

2 Support for this hypothesis is found in Lecn Festinger's
¢t invelving communication pressures exerted om opiniem deviants
in small groups. Ses his article, "Infermal Communications in Small |
Groups,® in Harold Guetskow, ed., Oreups, Leadership, and Men (Pittsburgs
Carnegie Press, 1951).
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can contrel kis acsess to satisfactiems are relevant criterion pepu-
lations. 3uch a group is described by the tera “reference group.®
22/ It is cemceivadle that a growp in which an individwl has member-
ship and which an investigater erdimarily would assume to be an
appropriate oriterien pepulatien for establishing his reole astwally
exerts little inflmence over the individmal's behavior. It is the
individual's referense groups which are the relevant groups in which
to measure his rele.

Perceptual precssses.—iven in the event that an individwal
finds it impertant $o0 conform te the expectations which a group of
persons share with respest to his behavior, he will be seriocusly
handieapped if he dees net have a relatively accurate perception of
what the expectations are. Ordinarily he can learn their expectaticams
in the course of intersstion with them and from the pressures which
are exerted en him if he deviates from the expectatiens. Nereever,
he may leara the expectations other pecple have of him (especially
with respest to the mcral componeat) through swregates of the cultwre.
Under seme ciroumstances an individual may be isclated from the requisite
kind of interactien with group members or may be unable to take ad-
vantage ef cwes provided him evea though he is not isolated from
interaction. Or else he may net have had sufficient er proper com-
municaticn with the cultural surrogates.

ct. T M. l‘ﬂ-b:‘?. 2_"&0’ PPe 225-227. Newcomd do-
fines reference group in the following way: ©“If a person's attitudes
are influenced by a set of norms which he assumes that he shares
with other individuals, those individuals constitute for him a
referedce growpe.
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If an individual misperceives the expestatiems which others
ho:l.d.ot,nc,mﬁ,-po_emcg conforn to the expectations (exoept
by chamgce) no matter how geod are his intentioms. ,

The sonfermity m ig «~Bringing together several elements
of theory which we have discussed in comnection with the confermity
or lack of eonformity of role behavier to the role, we can eomstrust
& paradiga to account fer certain eenditiems under which am individual 's
role behavier can be expected teo correspond to his role as desoribed
by members of a criterion populatien. |

In order for an individual's role behavier te eorrespond to
the expectatiems of a eriterion population (exsept by chance), he must
ﬁnu correct perception of the position he is assumed to be occupying
at a given moment and a correct perception of the role associated with
this positiom. In addition, the individual must be motivated to ecowpy
this position, and he must be motivated to eonform to the associated
role as he perceives it. A discrepancy betweea role and rele behavior
may be acccunted for by the absence of any ens or more of the require-
mente~-by inappropriate pereeptiocns or motivations with respect either
to pesition er rele. 23/

Rele sonflist.——A complisatiag factor eaters the parediga des-
eribed above when an individual is motivated to conform to the expectatiens
of two mmoat eriterien populations whose expectatiens are conflieting.
As we pointed eut earlier the groups may be in cenflict with respest te

2 8".!'!1 authors have proposed an additional conditiom to
aceount Tor discrepancies between rele and rele behavior--individuals!
lack of aptitude for role-taking. See, for example, Theodore R. Sardinm,
'contribut:l.m to Role~taking Theory: I. Hypnotic Bebavior,* Psycho-

logical Review, LVII (September, 1950) pp. 255-270. -
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social rels, imterpersenasl role, or the moral component of rele, If

the expectatioms of the eriterion populaticms are sweh that an individual
in conferming to cne set ef expectatiens deviates frem the other set

of expectations and vise versa, he will find himself in the sitwation

of expesing himself teo secial Pressures and deprivatien of certain satie~
factiocns whichever set of expectatiemns he conferms to. The situationm
leads to a type of psyeholegieal experiemse of semflict which Newsemd
deseribes as "multiple appeals with threats.” 2/ The individwal is
confreonted with two e mere courses of astion, "any eme of which carries
both appeal and threat.” Newocomb asserts that the individual will
resolve the psychological comflict aceording to the way "in which he
strikes a bﬁhnco between the ﬂn-ut- and apﬁul. in each possible
course of action.® |

If the individual is not noti.vatod to conform to the expectations
otmofthoeritorimm]aum-tht;iatoqy, if there is neither
an appeal for him to conform ner a threat to him if he does not enferm-—
then the structural situatiom of role conflict will not be internalised
by him as a psychological experience of eonnict. From a phencasnoclogical
point of view, the raole cemflict does not exist for him.

Beycad this, it is possible that an individusl will perceive
inaccurately the expectations of either or both of the criterion popu~
lations W“ though be is iotivatod to centm‘ te the expectatiens of
both, His imaccurate weqrueﬁ may be such that he believes there
is no ecomflict where, in fact, there is.

R e S

_zy Te Mo lmub, op. 9_1&0, Pe 3é63.
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The other types of rele conflict which we Mave peinted eut in
the eourse of this chapter raise similar complicatiens in the paradigm.
!h.aﬁpumctruhtdenﬂhtlmmltuﬁﬁlamm- -
teriom population between social role and interpersomal rele, between
the antiecipatien component and the meral eomponsnt, and within the moral
component, In the evant that an individual whe is exposed to these
structural conflicts either does not perceive them as cemflicting or
is ‘n.t motivated to conform to both sets of expectatiocns in the variows
pairs, he will not experience psycholegical confliet.

Rele Theory and the Problems of Feremen

We are now propu-od to ro-m-nn the theoretical approuhu
of Reethligberger, Gardner and Whyte, and Wray on the basis of ocur
development of role theory. Our purpose in this sectiem is to trans-
late the authors' analyses of foremen's problems into role comcepts in
order to illuminate their contestable assumptiens,

Roethlisberger and Moore.--Rosthlisberger asserts that the
problems of foremen arise from their peculiar position betwsen two
types of social organisation with conflicting ideclogies or, in terme
of role theory, with conflicting expectations of foremen's belavior,
Management demands that foremen behave according to the logic of cost
and efficiency while the foremen's subordinates demand that they behave
according to the logic or sentiments.

If there are, in fact, conflicting expectations of foremen's
behavior between mamagement and the workers in any givea situationm,
this does not lead autamatically te a subjective experience of role
conflict on the part of all foremen. Roethlisberger and Moore
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anticipate this in their discussiens of foremea's motivatiens and
loyalties. Roethlisberger states that first line supervisers are
sericusly cemcerned with advamcemsnt, and since advancement is eon-
trolled by management (and especially the feremen's immediate swperiors),
the expestations of mamagement are of comsiderable impertance to them.
That is t0 say, foremsn are motivated to comform to the expectations

of their superiors in mansgement.

Advancement alsoc depends wpom the level of proeductien the fore-
men are able to maintain in their shops, a condition which is cemtrolled
by the amount of cooperation their subordimates afford them. Thus,
foremen are motivated to conform to the expectations of the workers
if for no other reason than eonformity's instrwsental importance for
their advancement. But Moore proposes that by virtue of foremen's
past experience as werkers and their clese acquaintance with workers
and their problems, foremen feel loyal to the workers as well as to
management. That is to say, both workers and management represeant
reference groups for foremen.

If we do not grant Roethlisberger's assumptions that g fore-
men are concerned with their advancement or that all foremen recognise
the contrel which workers exercise over their opportunities for advance-
ment (if, in fact, they do in all cases), or if we do not grant Moere's
assumption that workers constitute a reference group for all feremen,
we are able to understand cases of foremen who do not experience role
conflict despite the fact that they are in a situation of potential
conflict. In addition, we cannot uncritically assume that foremen
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are amare of the conflicting nature of the managemsnt ‘s and the workers!
expectations of their behavior. If the perceptions of some foremen are
inaccurate with respect te the expectations of either group, even in

the event that the expectations actually conflict, they will net experi-
ence confliet,

Boothnsburm suggests an additional formulation of the causes
of foremen's difficulties by positing a discrepancy between wbat the
foreman's position "is® and what it ®ought to be.” As he develeps it,
the analysis corresponds to a type of role confliet within maageaent
between the moral compoment and the anticipation component of expec-
tations of foremen--between management's idealisation of the foreman's
role and the real structure within which -n;-nt' expects the foremen
to behave.

It is possible that some foremen, at least, are totally unaware
of the ideal expectations of mamagement with respesct to their behavior.
We have a feeling from reading Roethlisberger and Wray (who suggests a
formmlation similar to Roethlisberger's) that management's idealisation
is more obvious to the authors than to industrial foremen themselves—
that this idealisation is expressed primarily in writings on industrial
management which foremen are unlikely to read. But even if feremen
pPerceive the conflioting expectations, they may be motivated neither
to perform the behaviors ideslised by mamagement nor to avoid por-
forming the real functiens of the job. |

Gardner and Whyte.-~The forsulation which Gardner and Whyte
Present 1s based on an important assumptien concerning the motivations
of personnsel of industrial wnits--that all personnel (inelwding first
line supervisors) are highly motivated to maintain and enhance their




111

status. Ths authors desoribe variocus eonditions in om industry
which, on the basis of this assumption, confront foremen with considerable
diff:l.cglty in their position.

One such ecndition discussed by Gardner and Whyte is the peculi-
arity of the soccial structure in which perscnnsl are more concerned with
their superiors than with their swbordimates, with the result that com-
mnicatien between foremen and their superiors is imadequate. In terms
of role theory, lack of cammunication restricts the foremen's eppertunity
acourately to perseive the expectations of behavier held by persomns upon
whom they depend for satisfactions (in this case, for advancement in the
supervisary hierarehy). The absense of cues increases the possibility
that the foremen may ot eonfarm to expectaticns in a situatien in which
conformity is instrumental to their attaimment of an important goal.

Three postulates are involved in this analysis: (1) that fore-
men are primarily concerned with enhancement of status (or some similar
metivation over which superiors have control), (2) that foremen uni-
formly perceive their superiers to exercise control over access to
their goals, and (3) that foremen have no adequate means of learning
about their superiors' expectaticns of them outside of direct communi-
cation. If any ef these postulates fail to hold for particular foremen,
we camot prediet that the structural pitut:len of inadequate commmication
with their supsriors will be a problem for them.

Other structural conditiens which Gardmer and Whyte assert lead
to difficulties for foremen--limited opportunities for advancement and
lack of a pay differential between foremen and workers, for example—
involve similar postulates concerning the motivatiocns and perceptiocns
of foremen., If we can show that the dominant motivation of foremen
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utmtwﬂqdimtdtmrdod\ucmutotmtumu”m
show that foremem's perception ef sweh conditions as the limited
advancement oppertunities and the lasek of pay differemtials vary from
one fereman te ancther, a may is opuodtoaocoqnt fer the abesence of
difficulty which eertain foremem experienes in their Job.

Finally, Gardner and Whyte prepose that foremen im present-
day industry have lest ecatrol over the facters on which enhancement
of their status depends, especially those factors which now cam bo»
controlled by feremen's subordimates. The anthors phrase this im
terns of foremen's loss of authority. Fer the most part Gardner and
ihyte's formmlation is identical to cme of Rosthlisberger's and we
need not repeat eur analysis of it in terms of role theory (see pp.
108-109, above).

Wray.~-One formmlation of Wray's concerning the conditions
underlying the problems confronting foremen is similar to Rosthlis-
berger 's account of the "ought to be® and "is® of the foreman's role
which we havq also amlysed in a previcus passage (see p. 110, abeve).
Wray suggests that foremem are troubled by the disparity between social
norms and social reality or, in the words of foremen, the disparity
~ between "what management says we are and the way we are treated.”

We translated this into role concepts as a conflict between the moral
and the anticipation components of expectatiens held by the management
criterion populatien. ¥We will not repeat eur analysis of the conditions
under which this role conflict may or may not result in psychological
conflict for foremen. |

But Wray also proposes that foremen's problems stem from the
fact that changes in industrial organisation have redefined the functi
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of foremen, and in the course of these changes they have lost most of
their former desision-making powers. Wray presumes that foremen uni-
versally are motivated to take a large part in the decision-making
functions of industrial concerns. If, however, there are variations
among foremea in the extent to which the power to make decisions consti-
tutes a major desideratum or in the extemt to which they are amare of
their loss of decision-making power, we can expect variations in the
degree to which foremen feel at a psychological level that their
position is difficult,

Conelusiocn

In the first sectien of this chapter we cutlined a theory of
roles permitting an articulation between structural and behavioral
orders of phencmena. We were loot concerned with discovering in what
way structural situations of role conflict beceme intermalised by
individuals as psychological comnflict. In the second section, we
re-exanined varicus formulations which have been presented as accounting
for foremen's psychological experience of diffioulty in their puitiu,
Our purpose was to point ocut, from the standpoint of role thecry, the
assumptions which must be made if the authors wish to extrapolate
findings om the structural level to conclusions conceraing the pay-
chological experiences of the ccoupamts of the foremsn's position.
These assumptiocns must be regarded as hypotheses subject to empirical
investigation if we are to account for the .rolo belavior or psycho-
logical reactions of the feremean.

We do not necessarily doudbt all of the assumptions which we
have pointed out in the writings of the authors. Certain of them
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almost éertainly are valide For example, it is quite unlikely that
there would be much variation among foremen in the extent to which
they perceive management as one controlling factor in their chancesA
for advancement. But we are confronted in the industrial plant with
the stubborn fact that only about one-half of the foremen actually
believe they are "in the middle" between workers and management, If
all foremen felt they were in the middle, we would not be confronted
so critically with the necessity of examing the assumptions under-
lying the authors! analyses. We believe that role theory provides
us with a systematic way of isolating the assumptions and of ordering
them for empirical investigation.




CHAPTER VIX

CONSEQUENCES OF ROLE CONFLICT AMONG
INDUSTRIAL FOREMEN
The students of industrial sociology whose writings we have
reviewed in this thesis all follow essentially the same line of argu-
ment. First, they assert that there are uniformities :-n-‘ present-
day industrial organisatioms and their perscunel as a functiem of
which there is a uniformity ameng first line supervisors in industry
with respect to their tnlhg;ht they are in the middle between
workers and management, Second, they imply, and occasiamally state
explicitly, that the supervisors' feelings of being in the middle
create insecurity, discontent, and unrest among them which provide
the peychological foundation supporting the social movement of fore-
men's unionisation. The wark of these writers is directed primarily
toward accounting for the uniformities of present-day industrial
organisations which lead to psychological experiences of being in
the middle as compared with the structure of industrial concerns in
earlier periocds. 7The remainder of their arguments rest fer the most
pert upon assumptions: that the motivatiomal and perceptual character-
isties of foremen are constant, that the structural uniformities inter-
act with the emstant charactiéﬁf‘:l.c'a of the personnel to create feelings
of being in the middle, and that the resulting uniformity of feeling
in the middle among foromen leads autamatically to insecurity and dies-

content.
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4 We are in no position to contest on an empirical basis the
conclusions reached hy the authors. The data which we use are drawn
from a survey of only one industry which may well be atypical in the
American scene, but we can raise questions concerning the reasoning
from which the conclusions stem,

We have presented in the preceding chapter certain theoretical
considerations relating to the inadequacy of assuming that structural
Situations of role conflict necessarily result in psychological exper-
iences of conflict among individuals exposed to the situations. Only
when the proper motivational and perceptual processes exist among the
individnals may we expect them to internalisze the conflicts, The athors
partly anticipate this objection to their arguments by postulating
certain uniformities of motivation among the personnel as, for example,
the desire to enhance status (the desire for advancement) s or the desire
for a greater scope of anthority (the desire to take part in major
decision-making functions). But they neglect to consider the possi-
bility that the structural situations of conflict may be "inaccurately"
perceived—that the personnel are unaware of the incongruities of the
structure in which they perform their jobs.

‘ We can show empirical evidence from the analyses presented in
Chapters ITI, IV, and V indicating that neither the structural con—
ditions nor assistaa t foremen's percept:loné of the structural situations
are constant within the plant, despite what the writings of the authors
might lead us to believe. We concern ocurselves with this evidence in
the first section of the present chapter.

Beyond this, we can present empirical data from the industrial
study indicating that the subjective experience of being in the middle
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does not necessarily entail feelings of insecurity, discontent, or
unrest among the first line supervisors. The evidence which we have
at hand suggests that only a small proportion of those foremen who
report that they feel in the middle object strongly to their situation.
On the whole the conflict seems to be taken as a matter of course. A

discussion of this point will constitute the second section of this
chap‘ber.

Variations within the Plant

We can refer to the data presented in Chapters III, IV, and
V to demonstrate that there are variations among assistant foremen
within the plant not only with respect to the structural situations
to which they are exposed, but more importantly, with respect to the
foremen's porcept:loim of these structural situationms,

The survey materials have provided us with few opportuni-
ties to measure directly the structural situations which the authors
assert lead to feelings of being in the middle among the foremen.
There are, in fact, only three such tests, For each of these tests
we have camputed the proportion of all assistant foremen who are not
exposed to the presumably difficult situwation:

19% do not have subordinates who are non-econoamically motivated
(Table 5);

56% dn; not have superiors who are economically motivated (Table
T)3 ~

5L% of the workers serving under low-salaried foremen do receive
a rate of pay highly differentiated from their foremen
(Table 13). '
(Only in the last of these tests did we find significant support for

the authors! proposition that those persons who are exposed to the
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structural situation are more inclined to feel they are in the middle,)
These computations of marginal frequencies indicate that there are some
variations of structural situations within the plant.

Most of our tests of the propositions set forth by the industrial
Soclologists have had to be based upon foremen's perceptions of the situ-
ations which they face rather than objective measures of the situations,
This is due to the fact that the industrial. study was concerned primarily
with attitudinal, motivational, snd perceptual data obtained through
interviews with the personnel, Here again we can show sisable proportions
of assistant foremen who do not perceive themselves to be exposed to
the situations which the authors postulate as being difficult:

43% perceive workers to be economically motivated (Table 6);

82% pez)-ce:lve themselves to be part of higher management (Table
18);

ST% pu)'ceiva their bosses to be readily available to them (Table
11);

81% do not perceive their problems to stem from their workers
and do perceive the ¢ to be satisfied with production
in their shops (Table 1h);

62% do not perceive that the job has become harder (or easier)
because they have lost control or must share responsibility;
56% on second reasons (Table 15);

56% do)not perceive that shop stewards have more authority (Table
16);

66% perceive that they participate with their superiors in making
shop decisions (Table 17).

While we cannot consider foremen's perceptions to be an accurate account
of the structural conditions they face, the perceptions are the more
significant data for drawing conclusions concerning the effects of
the structural conditions upon the foremen's feelings or behavior,
We see from this computation that over half of the foremen in all




119

but one of our tests do not perceive themselves to be exposed to the
situations which the authors have proposed as being the cause of fore-
men's experience of being in the middle.

Each of the authors assumes a constancy of motivation among
industrial foremen; but the only test which we have been able to apply
here is with respect to Moore's assertion that the loyalties of fore-
men are subject to conflicting claims. In our test (Table 9) we find
that there is a relatively large proportion of assistant foremen, L7
per cent, who give no indication that their loyalties are divided be-
tween workers and management. |

‘He must exercise some caution in interpreting the percentage
figures lnppiiod above. They are, of course, derived omly rr.c- one
industrial concera at one peint in time. FMurther, they incorparate
rather arbitrary cutting-points whieh, in a few cases, discriminate
only between shadings of differences. Finally, we have tested only
those hypotheses for which we could find variations in structural
situations or in perceptions since complete uniformity would have
given us no chance to test their relationships to foremen's feelings
of being in the middle. Despite these restrictions, the variations
are large and they exist in hypotheses which are crucial to the authors'
formulations of the problems associated with the position of the fore-
man. ‘

Foremen's Acceptance of Their
Being in the Middle
At this point we can raise the >quo-t:lan of how seriocus an

effect feelings of being in the middle has upon first line supervisors!'
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satisfactions with their job., Do these feelings necessarily lead to
insecurity or discontent? The evidence from interviews with foremen
suggests that they do not.

Replies of foremen to the questions concerning their experiences
of being in the middle indicate that ; majority of those who do feel
they are in the middle recognize the situation as a legitimate aspect
of the foreman's position, The replies of those assistant foremen who
feel they are in the middle were coded according to their "acceptance"
or "rejection" of the situation (as we mentioned in Chapter II), and
we see that 57 per cent accept the situation as the way the foreman's
Job "is® or even as the way the job "ought to be" (Table 18). Only 23
per cent of those vhose responses could be e§d3d réjoct the situation;
and if we consider this figure in relation to all of the 250 first line
supervisors who were interviewed (whether or not they felt in the middle)
the proportion of assistant foremen who reject their situation of being
in the middle amounts to only 1l per cent. This does not provide a
very substantial support in the one industrial unit, at least, for
a social movement, if we follow the argument of the industrial soci-
clogists to which we referred at the beginning of this chapter,

The differences between the foremen who ;cccpt and those who
reject their situation of being in the middle are attested to by data
which we have presented in Chapter II in connection with the validity
of the dependent variable. In several analyses showing relationships
between measures of job difficulty on the one hand and the "in the

middle~-not in the middle™ as compared with "rejection of middle-acceptance

of middle"™ on the other hand we can Ssee a greater correlation between
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TABIE 18

PERCENTAGE DISTRIBUTION OF ASSISTANT FOREMEN WHO FEEL
- THEY ARE IN THE MYDDLE BY THEIR ACCEPTANCE (R
MCTIG or mn SITUATION

Accoptn.nco or Rejection ‘ Auiatm_f. Foreasn
Accepts situation-—-that is the
way foreman's Job should B cccccoccccccese ]5’
Accepts situation--that is the
fm‘. Job 1is ®0cssccccsecscescrsonse k2
Rejects .1mt1°n ©000c0000000000000000000000 23
Not ascertained cccccccecccccscoscecccccsccone 20
‘l'otll ©000000000000000000000000000800 100%

Number of foremen
) in the mlddle ceccevccccccccccconse (u7)
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the first and third measures than between the first and second measures.
That is to say, evidence that a foreman feels he is in the middle and
rejects the situation is more highly related to disliking his position,
insecurity in his position, and his feeling that the job is getting
harder than is the simple evidence that the foreman feels he is in

the middle, Measured by the contingency coefficient, the differences
in correlation between the two sets of data are shown in Table 19.1/

We can add one item of evidence to this material which shows
that foremen's feelings of being in the middle are not effective agents
in destroying their general satisfaction with their work for the company,
From responses to the question, "In general, how do you like working
for 2%, assistant foremen appear generally to have a high

level of satisfaction, No foreman indicated either that he was "more
dissatisfied than satisfied" nor that he was "very dissatisfied" 3 only
one per cent of the foremen were coded as "neutral, pro-con." Super-
visors were distributed rather equally on the satisfied side of a
five-point scale between "likes the company very mch, enthusiastic"
aa d "more satisfied than dissatisfied."

When we compare assistant foremen who feel they are in the
middle with those who feel they are not in the middle we find nearly

The contingency coefficients presented in Table 19 are

based on Tables 1, 2a, 2b, 3a, and 3b in Chapter II. Since we did
not show the cross~tabulation between acceptance-rejection of being
in the middle and evaluations of the job becoming harder-easier

in Chapter II, it is presented here as Table 20, It indicates that
assistant foremen who reject their situation of being in the middle
are more inclined to report that their job is becoming harder than
assistant foremen who accept their situation of being in the middle.
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TABIE 19

OF ASSOCIATION BETWEEN MEASURES OF JOB DIFFICULTY
AND FEELINGS OF BEING IN THE MIDDIE OR REJECTION
OF SITUATION OF BEING IN THE MIDDIE:
ASSISTANT FOREMEN

(Contingency Coefficients)

Measures of Job Difficulty In the Middle 2.13:- .113;‘!1:1:

Job is becoming harder
(nbl.. 1l and 20) e0c0csccsececoe 13 30

Dislikes position as ¢
representative (Tables 2a

‘M 2b) [ E XX R R X RN IR IR RN Y N .m | Oﬂ‘
Insecure in position (Tables
3a and 3b) %00000s00c0000000000 005 .lh

Dislikes company (Tables 21a
and 21b) 000000000000 000000000 00 - «20
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TABLE 20

ASSISTANT FOREMEN'S EVALUATIONS OF THEIR JOB BECOMING
HARDER OR EASIER BY THEIR ACCEPTANCE OR
- REJECTION OF BEING IN THE MIDDIE

.- Accepts Being " Rejects Being
Bvallution:ot the Job | :ln the M1dd] | 4n' the Middle

Foreman's job has become

harder 0000000000000 0000 000000 : 37 _ : 26

Foreman's job has becoms
“.1‘: 9000000000008 000000000000 17 1
Number of fOoremen cccceee sk 27

Chi-gquare = 8.04, 1 df
P= «005
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identical distributions (Table 21a). Those who feel they are in the
middle are no less enthusiastic about their work with the company than
foremen who do not feel they are in the middle,

But a significant relationship appears when we compare satis-
factions with the company among foremen who reject the situation of
being in the middle with foremen who accept their situation (Table
21b). In this case, as before, we find that foremen who reject being
in the middle are significantly more inclined to be unenthusiastic
about their work for the company than foremen who accept their situ-
ation as a legitimate aspect of their job, The difference in the
degree of asoclation between the two sets of data is also shown in
Table 19.

From these data which we have summarized it appears that the
critical factor which leads to insecurity among these foremen,
at least, is8 not merely the psychological experience of role conflict
but the rejection of the conflict as a legitimate aspect of the job
A substantial proportion of those supervisors who believe they are in
the middle between workers and management apparently have adjusted to
the conflict or perhaps find other satisfactions in the job which out-
weigh the disadvantages of feelings of conflict.

Information is available in the interview responses of foremen
which provides some indication of the way in which they coPe with their
situation of being in the middle, Foremen vwho replied that they felt
in the middle were asked further, "How does it work out in your case?"
or "How did you handle this situation of pleasing men and management?"

Table 22 shows the classification of the responses of foremen who
initially reported that they felt they were in the middle. The highe
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TABLE 2la

PERCENTAGE DISTRIBUTION OF ASSISTANT mamn's EXFERIENCES
OF BEING IN THE MITDIE BY THEIR LEVELS OF
SATISFACTION WITH THE COMPANY

Satisfaction = = B In the Middle Not in the Middle
Likes company very much, | B
enthusiastic oiooooooooooooooooo 58’ 56’
More satisfied than dissatis— |
fi" neutral, pro—con sececcccee hz Ll
TM [ X E X R RN NRENNNNN N X ] m’ m

Humber of foremen ceececcee . (93) A (121)

#Chi~-square = .01, 1 df
P «90

TABIE 21b

PERCENTAGE DISTRIBUTION OF ASSISTANT FOREMEN'S ACCEPTANCE
OR REJECTION OF BEING IN THE MIDDLE BY THEIR 1EVELS

OF SATISFACTION WITH THE COMPANY

| ’ Accepts Being |  Rejects Being
Satisfaction in the Middle in the Middle
likes company very much
enthusiastic oooooooo:oooooooooo 6115 h3$
More satisfied than dissatis-
fied, neutral, pro—-con cceccccecee 36 57
TM ......C....O.......f m’ m’
Number of foremen cccceccee (66) (28)

#Chi-square = 3.80, 1 df
p-.OS

#The statistical tests were computed on the basis of the raw
frequencies.
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FERCENTAGE DISTRIBUTION OF ASSISTANT FOREMEN WHO
FEEL THEY ARE IN THE MIDDIE BY THEIR MANMER
OF COPING WITH THE SITUATION

Manner of Coping with Situation Assistant Foremsn
Has enocugh power to handle sita-
ation—own adjustaent ®0c0c00000000c00c000e 21%
A cuprmiu can be worked out ccccccecseccee 17
Men and stewards are willing to
help him work things out ®e0esccscveescsene . 13

Management helps him work things

“t ........Q......O.........Q............‘

] Situiion is 'lttm better eccescccccccccnee
Lets superior handle it oooooooooooooooooo;oo
Ko evidence of adjusting to the

situation 000000000000000000000000000000000 38
Total 0000000000000000000000000000000 100%

Number of foremen in the middle (117)
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proportion of assistant foremen who give evidence of adjusting to the
situation indicate that they draw upon their own resources s that they
have enough power to handle it, while the next highest proportion feel
that it is possible to work out a compromise between workers and mnage—
ments Generally speaking, the majority seems to believe that the demands
of workers and management are not so polariged nor so irrevocable that
an adjustment canmnot be made.

If we compare foremen who accept the situation as a legitimate
aspect of their job with foremen who reject their situation, we find
that a much larger proportion of foremen who reject the situation
give no evidence of having made an adjustment to it (Table 23).

Why is it that there are so few assistant foremen among those
who feel they are in the middle between workers axd management that
find their position a difficult one to occupy? We can only propose
here, without conclusive evidence, that many individuals in the indus-
trial plant who are willing to occupy the position of foreman have an
unusual tolerance for role conflict,

Nearly all of the foremen were promoted to their position from
the ranks of the workers (or stewards) and consequently had full
opportunity to learn about the difficulties of the position before
they accepted promotione If information from the contemporary workers
 and stewards is any guide, we see that very few of them want to be
foremen, During the interviews, workers and stewards were asked
if they would like to be a foreman; spproximately three-quarters of
them said no. The reasons they gave for not wanting the job centered
around such things as "do not like to handle people,®™ "too much
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TABIE 23

PERCENTAGE DISTRIBUTION OF FOREMEN'S ACCEPTANCE OR
REJECTION OF BEING IN THE MIDDIE BY EVIDENCE
OF THEIR ADJUSTMENT TO THE SITUATION

Accepts | Being Rejects Being

Adjustment to the Situatiom in the Middle in the Middle

!ﬁ.doncc of Idj‘lmt ey 7” 36’

No evidence of adjustaent ccecccccee 2l 6y
Total 00:00000000’0000000000 lw’ 100’
Number of foremen in
the m1ddle c.cecccccccccce (66) (28)
#Chi-square = 16.2“’ ldr
p=- «001

#The statistical test was computed on the basis of the raw
frequencies.
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responsibility-—grief, problems,® "difficult to satisfy management,”
*men hard to get along with,” and "have to please both men and manage-
ment-=criticized by both.” Thus, workers and stewards seem to recognise
the pressures which are associated with the foreman's position, and in
the event that one of them is pramoted to a foremanship he must feel
capable of adapting himself comfortably to the pressures and conflicts,
In octher words, there may well be a selective process operating in the
plant by which individuals who can tolerate role confliet are promoted

to and remain in the position of the foreman.,

Summary
In the course of this chapter we have cast coubt upon certain

assumptions that the previously reviewed industrial sociologists posit
s0 that they may extrapolate from their investigations concerning the
changing structure of industrial orﬁhiution to conclusions relating
to the effects of the organizaticnal structure wpon the psychological
conditions of the personnel involved. We have been restricted to data
drawn from a survey of only one industrial firm among many in the U.S.,
but our empirical analysis is supported by theoretical considerations
which lead us to doubt these assumptions (see Chapter VI).

The writers assume that there is a uniformity of structural
conditions within present—day industrial plants which lead necessarily
to experiences of being in the middle between workers and management
among first line supervisors exposed to these situations. We have
indicated that there may not be the degree of uniformity either in
the structural conditions or foremen's perceptions of these structural
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conditions which the authors believe to exist. Although our evidence
is slight, there is some reason to believe that there is not the uni-
formity of motivations among foremen that the writers postulate in
order to draw conclusions about the psychological experiences of fore—
men under conditions of role conflict. .

The tone of the writings of Roethlisberger, Moore, Gardner
and Whyte, and Wray :melies. that foremen's feelings of belng in the
middle represent unfortunate "social probleins " £hat they lead to
insecurity and anxiety among the first line supervisors of industrye.
The survey data cast considerable doubt on this conclusion by
suggesting that the reeling‘ of being in the middle is accepted by a
substantial proportion of foremen as 8 legitimate if not a desirable
aspect of the foreninn's jobe With few exceptions the first line super-
visors in the plant either failed to see the conflicts involved in
their job or had ways of adjusting to the conflicts while accepting
them as part of their jobe.




CHAPTER VIII
SUMMARY AND CONCLUSIONS

The attention of social scientists has been drawn to the
problemas confronting first line supervisors in American industry
within the last 15 years. This has been dus, in part, to the emer-
gence of these problems as a major political issue; but the problems
also have been atiractive to social scientists, and particularly in-
dustrial socioclogists, because of the clues they provide to basic
processes in hmman organisation and the relationship between organi-
sational structure and human behavior.

Industrial socioclogists have directed their otudj.oa of the
foreman's position tomard an understanding of the changes in managerial
structure over the last £ifty years which have culminated in feelings
among foremen that they are caught between pressures from management
and workers, In the course of their analyses, certain sociologists
(whose works we reviewed in Chapters III, IV, and V) make a mumber of
assumptions concerning the relationship between organizational structure
and the behavior of 1ndiv:l.éuah within the structure. Generally
speaking, they assume that most if not all industrial foremen do, in
fact, feel they are in the middle between workers and management,

They explain this presumed fact by an analysis of the structural
132
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conditions of industrisl concerns coupled with assumptions relating
to the existing motivations of the first line supervisors.

In this thesis we have been able to draw upon data collected
by the Survey Research Center of the University of Michigan to examine
the adequacy of the authors! assumptions in one large, contemporary
industrial unite The most immediate fact which we observed from re-
responses to systematic mterviews with first line supervisors is that
they did not uniformly feel they were in the middle between workers
and management, Only one-half of them replied in the affirmative
when they were asked if they ever had ‘the experience of standing
between the workers and management. (In Chapter II we presented
evidence indicating that the interview responses of foremen are valid
measures of their feelings and that the reliability of the coding
process to which the interview protocols were subjected is relatively
high.)

We have also shomn evidence (in Chapter VI) suggesting that
there is not the uniformity in the structural situations of the
organization nor the uniformity of foremen's perceptions of these
situations which would permit the authors to reach the unequivocal
conclusion from their arguments that all foremen in present-day in-
dustry-are affected by these conflict-inducing situations.

The fact that there are variatiohs within the industrial
plant with respect to both the dependent variable (foremen's sub-
Jective experiences of being in the middle) and the various independent
variables proposed by the authors allows us to test the degree to
vhich the hypothesized independent variables actually account for
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the variance of the dependent variable. Using the liberal probability
level of .10 as a criterion of statistical significance, we find that

seven of the fourteen empirical tests support the authors' hypotheses
while the other seven tests provide no support for the hypotheses,
It must be noted that in over half of our tests (eight of

fourteen) we have had to use measures based on foremen's perceptions

of the situations to which they are exposed rather than to objective
descriptions of the situations due to the nature of the survey
materials, The propositions which we have tested universally hypothe-
size relationships between the structural situations amd foremen's
subjective feelings without incorporating the inthvening variable
of forements perceptions of the situation, Our use of perceptual
variables should increase the possibility of finding supporting evi-
dence for the authors' propositions if the propositions are valid;
the reasoning behind this assertion is found in our development of
a theory of social roles (Chapter VI),. |
We developed a system of role concepts which .we believe will
allow us to designate the conditions under which difficulties in
structural situations, such as situations of role conflict, will be
internalized by .t.he persons exposed to them and experienced subjectively
as difficulties. One of these conditions is that the persons must
have an accurate perception of the situation—must accurately perceive
the conflicting expectations of two groups if the situation is one of
role conflict, |
Another condition is that the persons must be motivated to

conform to the expectations of both groups vhose expectations are in
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conflicte The authors take account of this condition in their formu-
lations of the> underlying causes of foremen's experiences of being in
the middle, But they do so by postulating that foremen, without any
ma jor exceptions, are motivated primarily to advance in the super-
visory hierarchy and that this motivation and/or related motivations
leads them to relate themselves strongly to the expectations of their
superiors and their subordinates, Although our empirical evidence is
small, it supports our contentiori that there is less uniformity in
" the basic motivations among industrial foremen than implied by the
authors; and it is upon the basis of these supposed uniformities of
motivation that the authors rest their conclusions concerning the
prevalence of feelings of conflict among first line supervisorse.

But even if we accept the implication of the industrial soci-
ologists that most if not all first line supervisors in the large,
industrial organizations of contemporary society feel théy are in the
middle, the data from the industrial plant make us wonder how serious
such feelings are in making the foremen generally insecure and discon-
tente We have presented evidence in Chapter VII which indicates that
the majority of those foremen who do feel they are in the middle accept
this situation as a legitimate component of the supervisor'!s job and
that only & relatively small proportion of foremen have not been able
to cope with the situation, This proportion is in the neighborhood
of ten per cent of 'aAll firsf. line supervisors in the plant——a rather
small number to support any implications that the foreman's plight
in industry is to be deplored.

We do not pretend that we can discredit the conclusions of

industrial socioclogists on the basis of a survey of one industrial
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unite Our purpose has been something else. We have attempted to
uncover the assumptions on which their conc].usions are based, Our
exhibits of empirical ;Sata, systematically collected from industrial
personnel, contribute to this end by demonstrating the need for analyses
at a more microsopic level than those of the industrial sociologists
whom we have discusseds By making use of a social psychological theory
of roles we have attempted to isclate certain critical assumptions
which the sociologists must posit in order to draw conclusions about
the psychological ey eriences of individuals from observétions of the
organizational structures in which they are found, We believe that

the theory of roles which we have dejeloped here is a fruitful way

of turning the assumptions into testable hypotheses which may be put

to empirical investigation for a more complete understanding of the
problems confronting first line supervisors in industrial organizations,
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Study 23

- FOREMAN QUESTIONNAIRE
About how long have you been foreman here at ?

What is your job called -~ are you hsad foreman or assistant fore-
man or is your job called something else?

What do you do on your job?

About how many men work under you?

What kind of work do most of the men under you do?

In general, how do you like working for _ ?

6a. What is there about it that you like?
6b. What is there about it that you don't like?
How many assistants do you have to help you?

What would you say are the most important things you as a foreman
have to do on your job?

8a. About what percent of your time do you spend on things that
have to do with people getting along together and what per-
cent on strictly production matters?

Of the foremen you know, what kind of person makes the best
foreman?

In general, would you say that the job of foreman has been getting
harder or easier since you have been there?

10a. Why is that?

How about ths men who work under you? Do they come to you with
their questions or do they go to somebody else?

1la. What kind of questions do they bring to you?

11b. What kind of questions do they bring to the stewards?

1llce Do you have the men help ydn make decisions about the shop?
1l1d. Can you give an example of wliat you mean?

Does the man you work under spend much time working with you or
are you pretty waéh on your own?
~ R AR LR T m

s
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Foreman Questionnaire Study 23

16.

17.

12a. How does that work ocut?

12b, Can you get to him when you have problems o is he a hard
man to reach? .

12c. Does the man you work under call you in when he has to make
decisions about the work or does he like to make most of

the decisions himself?
12d. How does that work out?

l12e¢. How much would you say that your boss is interested in
helping you with your problems? '

In your department, when you have contacts with the union, who is
it usually with - a group steward or chief steward or a divisional?

In some departments stewards are easy to get along with and in
others they are hard to get along withe How is it in your depart-

ment?

1llia. How do you mean?

In some departments foremen have most to say about what goes on
and in others the stewards do. How is it in your department?

15a. How do you mean?

What would you say are the most important things that a steward
does as a steward?

16a. How has the job of steward changed since you have imowm 1t?
16b. What do you think the job of steward should be?

Of the stewards you know, what kind of a person makss the best
steward?

17a. What are the things you judge a steward on?

17b. As far as you can tell, what are the things the union judges
a steward on?

17¢c. How do you mean?

17d;' In g,éniral, what do ym th:lnk of the stewards in your depart-

m tcn., mtdo the men think of a steward who
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19. As far as you can remsmber, when was the last time yYou had any

dealings with the union - about how long ago?

19a. What kind of things were talked about?

150, Did you settle it in yowr shop or did it go higher?

19c. Were you satisfied with the way it came out?

19d. Is that the way things usually work out in your shop?

° 19e. (If no), How do things usually work out?

20. Some foremen feel their job is tough because they stand between
the workers and management. How does it work out in your case?

20a. (If R says things work out all right), Have you ever been in
a situation where you were trying to please management on
one hand and your men on the other?

2Cb. How did you handle this?

21l. 1In general, what do you think of the way that union and top manage-
ment get along here at ?

2la. ¥Who do you think of when you say "top management®?

- 21b. Do you think the way that union and top management get along
here is any different from what happens in other plants?

2lc. (If yes), How is it different?

2ld. As far as you can tell, have there been any changes lately
in the may that union and management get along here at ?

2le. (If yes), Wat are the changes?
21f. (If yes), What do you think of the changes?

21g. Do you think there will be any changes in the next couple
of months?

21k, (If yes), What do you think will happen?
21i. (If yes), How will this affect you?

22, Som2 things the company does can either help or hurt the union.
Do you think the company cares how what it does affects the union?

22a. How do you mesan?
140
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23. Some things the union does can either help or hurt the company,.
Do you think the union cares how what it does affects the company?
23a. How do you mean?

2h. 1In general, would you say that union and management here at
are usually pulling together for the same kinds of things or are
they working for different kinds of things?

2ha. What are the things that management wants most?

24b, What are the things that the union wants most?

2hc. Do you think that both union and management can get what
they want without getting in each other's way?

25. As far as you can tell, what do most of the men in your shop want
out of their jobs — what do they look for in their Jobs mainly?

25a. How do you think most of them feel abowt their jebs — are
they getting what they want from their jobs?

250, How do you mean?

26. How are most of the men in your department paid? On group piece:
or individual piece or straight time or what?

26a. What do you think the best way of having your men paid would
be?

266, Why is that?

27. Would you say that your department has mainly high seniority men
or low seniority men or what?

27a. In general, what do you think of the seniority system?
27b. What do you mean?

28, Now, how about production schedules. In general, do the men in your
shop have to work uader much pressure to meet production schedules?

29. In general, how satisfied is management with the production it is
getting in your shop? ' :

30. How about the men? Do you think the men in your shop feel they
are turning out about the right amount of work? .

30a. What do you think is the best way to get the right amoun
of production in your shop?

Ul
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31. Now, getting back to your job. (Refer to Q. 3), 1In general, how
do you like your job? ‘
3la. VWhy is that?

. 31b. How do your wages compare with those of most of the people
you know?

3lc. How much do you think you should be making?

31d. Is there any other job in the plant you would rather have?
3le. (If other), What would you rather be doing?

31f. (If other), Why would you rather do that?

31g. (If other), What do you think your chances are of getting
work like that? - ‘ .

32. In general, what are your plans? Would you like to stay on the
Job you have or do you have other plans?

32a. (Ii’ other), What are your plans?

33. If you had to advise a young fellow who was planning what to do,
would you tell him to go to wark for ?

33a. Why is that?

34, As far as you can tell, how do (thinga look in the next couple of
Years? Are we going to have good times or bad times or what?

35. How about ? What do you think is going to happen here
in the next couple of years?

35a. Why is that?

36. It got into a bad position, what do you think
you or the men could do to help out?

36a. Do you think you would do this?
36b, Do you think the nén would do this?
37. What are the toughest problems you have to meet as a foreman?
37a. Can you give an example of what you mean?
37b. How did you handle this?

38. Are there any other things about your job that we haven't talked
about that should be covered?

U2




SURVEY RESEARCH CENTER , Study -
UNIVERSITY OF MICHIGAN nn;dﬁ‘:g

BACKGROUND INFORMATION SHEET: (FOREMAN)

1. About how old are you? years
2. About how many years schooling do you have? years
3. (If "more than 9%) Did you graduate from high school?
Yes No
L.  (If "graduated from high school*), How much college training
have you? years

5. Are you married or single or divorced or separated or widowed?
6. (If anything but "single"), How many children have you?

7. How many people depend on you for support?

8. Do you have any relatives who work for now? Yes No

9. (If yes), How many relatives do you have who work for
now?
10. (If yes), Who are the réhtivu - are they your father or brother
or sister or what?
1l, Do you have any relatives who worked for in the past?
' Yeos No
12, Do you own your own hame? Yes No )
13, Are you a Veteran of World War I o World War II? Yes No
1. (If yes), Which war? I II

15. What is your religious protcronco?

16. Do you wori: days or do you work n.tghta? Days Nights

17. (If days), Have -::_ ;::f ::r::dtnj:.ghjf— m_,_lo _-B'i'e‘.
18. Do you have a trade? Are you a skﬂiod mechanic? Yes No
19, (If yes), What is your trade?
20. Have you every worked for any company besides ?
Yes No
21. (If yes), Were you a foreman there? . Yes No

3
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UNIVERSITY OF MICHIGAN May 1948

Background Information Sheet: (Foreman)

22, (If yes), How long have you worked other places besides

yrs.

23. Have you ever been laid off here at ?

2k, (If yes), How many times have you been laid off?

25. (If yes), What was the longest time you were laid off?

26. - (If yes), Were you laid off during the depression?

27. Have you ever changed jobs here at from one acpart-

ment to another? Yes No :

28, (If yes), How many times have you changed departments?

29. Have you ever been a foreman in another dspartaent? Yes No

30. What is your salary now? __per (gross) per
(take home)

31l. What was it when you first started with the campany? (Cross)
(take home)

32, What year did you start with the company?

33. How long were you with the company before you were made a foreman?
_yrse.

34. What was your job before you became a foreman?

35. Have you ever been a steward? Yes No
36. (If yes), Was that here at ?
37. (If yes), How long were you a steward? yrs.

38. What is your department number? (NOT CLOCK NUMBER)

39. (If respondent doesn't live in )» How far do you
travel to get to work? miles X

LO. Race: White Negro Other (What)
1Ll
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