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PREFACE 

The author firmly believes that any research, in order to have 

meaning and value, must be viewed in·the context of an entire situa­

tion. Judgments regarding the validity of specific research findings 

should be made only after the findings have been studied in relation 

to an entire body of knowledge in a particular area. 

The subject of investigation for this study involves a segment 

of human relations. An understanding of the entire field of human 

relations is ess ential for justification of the findings which relate 

to the particular segment. 

The area of human relations of concern in this s tudy involves a 

theory often called "participative decisi_on making." It is a theory 

which is dependent upon other closely related areas. Motivation, satis­

faction and other factors which are prevalent in personal fulfillment 

are important things to consider in relation to the theory. Because of 

interdependence, one must relate research concerning participative 

decision making to other areas of human relations which have been 

explored by behavioral scientists. 

Communication is one means which individuals often use for per­

sonal fulfillment of psychological needs. A situation structured by 

organization allows management to communicate with subordinates . Sub­

ordinates, however, frequently find it difficult to communicate effec­

tively with superiors. 

iii 
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Human wants and needs are difficult to satisfy when communica­

tion barriers exist. Thus basic problems arise when upward flow of 

information is restricted. It is therefore becoming increasingly im­

portant that management become aware of the psychological factors which 

determine all human activities. 
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CHAPrER I 

INTRODUCTION 

Management has been aware of the need f or participative or group 

procedures for years. Recently, however, increasing emphasis has been 

placed on the value of such methods of management. Two studies have 

been selected for mention here as representative of many conducted in 

the past. 

Probably the first research findings in the area of human rela­

tions were those which resulted from a study conducted in 1924 at the 

Hawthorne Plant of Western Electric Company. Re�ard.less of physical 

variables introduced, productivity rose. Elton Mayo concluded that 

productivity was not a function of physical variables, but rather, was 

the result of the production workers'increased motivation which re­

sulted from investigators demonstrating an interest in the workers and 

their jobs. The human relations findings were serendipitous, however, 

inasmuch as the intent of the investigators was to determine the rela­

tion between pl ant illumination and productivity of the workers.1 A 

recent investigation conducted at Tennessee Valley Authority (TVA) sug­

gests that greater attention should be directed toward satisfying the 

social, egoistic and self-fulfillment needs of the employee, possibly 

1 Anonymous, "Famous First: Workers Can-Be A Team, Too: 
Hawthorne Workers;" 'Business Week (May 25, 1963), p. 49. 



by increasing the opportunity for individual employees to participate 

directly i n  decision making.2 

One contemporary individual concerned with human relationships, 

W. Phillips Davison, has stated that "• • •  all human actions and re­

actions, including changes in attitude and knowl edge, are in some way 

directed toward the satisfaction of wants or needs. "3 

The desire to satisfy needs and wants undoubtedly prompted 

2 

early men to "band" together for mutual benefit. Thus, man has uncon­

sciously indicated that group participation is necessary for the bene­

fit of each i ndividual concerned. Participation is constructive effort, 

mental as well as physical,  solicited from everyone. Each i ndividual 

has the opportuni ty and feels the obligation to work for the best inter-

ests of the group. These sam� wants and needs most likely convi nced 

man that he must suppress certain individual acti vities so that the 

groups which were formed could function harmoniously. The complex 

social -structure of modern man developed from relatively small and un­

compl icated social groups. However complex the social structure has 

2 Arthur A. Thompson, "Employee Participation In Decision 
Making: The TVA Experience, " Public Personnel Review, Vol. 28 No. 2 :  
87 (Apr il 1967). 

3 W. Phillips Davison, "On The Effects of Communicati on, " i n  
Lewis Anthony Dexter and David Manning White, eds. , People, Society, 
and Mass Communications (New York: The Free Press of Glencoe, 1964), 
p:-7� 

4 George P. Shultz, "Worker Participation in Production Prob­
lems: Experience with the "Scanlon Plan, " in  Elizabeth Marting, Dorothy 
MacDonald and Juliet H. Halford, eds., Management and Its People (New 
York: American Management Association, Inc. , 1965), p.--rg8. 
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become in society today, it has not been without design, planned inte­

gration and development of need-satisfying components. A. H. Maslow, 

Brandeis University, stated that man has a hierarchy of needs, and as 

the needs of one level become fulfilled, man seek s satisfaction at the 

next need level in the hierarchy. Following are the needs which Mas low 

believed man is always attempting to satisfy.5 

1.  Physiological needs. These are the needs for food, water, 
air, shelter, rest, exercise, and so on required to sat­
isfy biological demands of the human organism. 

2. Safety needs. These are the needs to be free from fear 
of deprivation, danger and threat, on the job and off., 

3. Social needs. These are the needs people have for 
gregariousness and social interaction. Men like to group 
together for many purposes of life. They need to ass o­
ciate, to belong, to accept and to be accepted, to love 
and to be loved. 

4. Ego needs. These are the needs for reputation, s elf­
res pect, and s elf-esteem. Men need to feel competent and 
knowledgeable. They need respect, recognition and status . 

5. Self-actualization needs. These are the needs for the 
realization of individual potential, the liberation of 
creative talents , the widest possible use of abilities 
and ·aptitudes--in short, for personal fulfillment. 

The social groups mentioned by Maslow are significant determi­

nants in the formation of various institutional organizations. Some of 

these include political, economic, military and religio�s s tructures. 

Of the various institutional structures noted, the primary concern of 

5 Arthur H. Kuriloff, "An Experiment in Management--Putting 
Theory Y to the Test," in Marting, MacDonald and Halford, pp. 312 -13. 

I 
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this study is the industrial organization, an important representative 

of economic ins titutions. Of all possible industrial organizations in 

which to investigate decis ion making, the author has chosen the print­

ing industry. 

In political, relig�ous and other institutions of s ociety, indi­

viduals are recognized and permitted to express themselves. Industry, 

however tardy in granting s imilar freedom to individuals, is now ex­

periencing a basic change away from autocratic and arbitrary vagaries 

of the past toward democratic decision making. 6 Increas ingly, man has 

become discontent with industry and has earnestly attempted to fulfill 

his wants and needs through self-expression. Employees who become dis­

satisfied with their work environment and challenge the formal organi­

zation are fighting to satisfy_ needs they now consider crucial. "They 

are fight ing to get new needs satisfied-�needs that the old control 

system did not recognize."? Failure to recognize an employee's desire 

for s elf-expression may result in disunity, lack of cooperation and 

failure to conform to organizational goals. Workers may s eek social 

satisfaction to fulfill the needs which are not s atisfied in the work 

environment. Often social satisfaction of the s elf-fulfillment needs 

are sought in places and times which interfere with the job.8 Thus, 

6 P. E. Slater and W. G. Bennis, 11Democracy Is Inevit able, " 
Harvard Business Review, Vol. 42: 53 (March 1964). 

7 Clare W. Graves, "Deterioration of Work Standards, " Harvard 
Business Review, Vol. 44: 119 (September-October 1966). 

8 John M. Pfiffner, The Supervision of Personnel (New York, 
N. Y. : Prentice-Hall� Inc. , 1951), p. 131. 



problems may develop unless.management realizes the needs and wants of 

its personnel. 

The above paragraphs are an attempt to emphasize the importance 

of recognizing the psychological wants and needs of workers in an 

industrial organization. Decision making, which is the problem of 

primary concern, is involved in an employee's psychological 

satisfacti on. 

5 

"Decision making can be defined as the selection, based on some 

criteria, of one behavior alternative from two or more possible alter­

natives. 119 Decision making is a basic principle used by the management 

of industrial firms. This principle of management has been used as the 

primary means of accomplishing the goals of the firm, both long and 

short range, and has gone unchallenged and unmodified until recently. 

Industrial management has traditi�nally been authoritative in 

nature. Authoritative management, termed "Theory X" by Douglas 

McGregor, operates under the f ollowing assumptions: 10 

1 .  Human beings are inherently lazy and will shun work if 
they can. 

2. People must be directed, controlled and moti vated by fear 
of punishment or deprivation to impel them to work as the 
company requires. 

3. The average human being prefers to be directed, wishes to 
avoid responsibility, has relatively little ambition, and 
wants security above all. 

9 George R. Terry, Principles of Management (Homewood, 
Illinois: Richard D. Irwin, Inc. , 1964)-, PP• 107-8. 

10  Kuriloff, p. 311. 

I 
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This traditional concept is based on the philosophy of economic 

man as presented by Adam Smith in his famous !h.£ Wealth Of Nations. 

Smith's philosophy that man exchanges time for money in the industrial 

situation appears to be synonymous with the precepts of "Theory X." 

Many of the management principles developed during the period 

in which the economic-man philosophy thrived are still applied to the 

methods and techniques of modern industry. The same principles of 

management are applied to the organization of computerized tasks which, 

in the past, were performed by men. 

Not only have the methods and means of production changed, the 

basic attitudes of society and the working population have also under­

gone a basic change. According to P. H. Irwin and F. W. Langham, Jr. 

It • • • the traditional patterns of managing are not adequate to cope 

with.change factors in our swiftly developing world, and bold methods 

are called for. 011 Individuals no longer complacently· accept direc­

tives and commands. Many individual s today believe that they should 

be given the opportunity to, at least in part, make decisions about 

those problems which will ultimately affect them. They contend that 

many management principles are no longer applicable in today's society. 

"Increased living standards and education level tend to stimulate in­

dividual thinking and cause people to yearn to guide their own 

11 P. H. Irwin and F. W� Langham, Jr. , "Change Seekers; 
Management of Change, 11 Harvard Business Review, Vol. 44: 81 (January 
1966). 
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lives--and know that it is right to do so. u12 It appears logical to 

assume that management principles are in ne ed of modification and-up­

dating if they are to conform to the altered needs and wants of 

society. Satisfaction of the physiological needs of man caused indus­

trial structure to develop. Today physiological needs have become 

secondary because they have been largely satiated. Irwin and Langham 

claimed that the basic needs--food, shelter, clothing--of the entire 

work force are already satisfied. Therefore,- attempts to motivate 

employees through satisfaction of these phys iological needs is not 

likely to be successful. The appeal must be to satisfy the higher 

needs--those in the areas of security, social interaction, and recogni­

tion and dignity.13 Updated management principles may-serve as the 

mechanism for fulfilling the higher level of needs and altering the 

entire industrial structure. 

As Albert F. Watters stated, "today, with his sense of intel­

lectual independence and his consciousness of the significance of his 

own competence, initiative, and freedom, the individual man rebels at 

being denied full opportunity to participate in decisions affecting his 

d t. ..14 own es iny • • •  This basic shift in attitude from unquestioning 

12 Richard S. White, ttindividual Free dom In An Age Of Automa­
tion, " Advanced Management Journal, Vol. 33 No. 2: 16 (April 1968). 

13 Irwin and Langham, p. 84. 

14 Albert F. Watters, "Management and Motivation: Releasing 
Human.Potential, " in Marting, Ma,cDonald and Halford, p. 295. 

I 
I 
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obedience and submission to a realization of the value of each indi­

vidual is the result of a �umber of factors. Probably the primary 

factor contributing to the attitude change is the increasingly higher 

education level of the populace. "Today, just about 2 out of 3 workers 

in the 25 to 34 age group--people who have more or less obtained the 

education <¥1d training necessary  for beginning a career--have a high 

school education or better. By 1975, 3 out of 4 workers in this age 

group will be s imilarly equipped. "15 

Contributions of social scientists have made it clear that 

" •  • • autocratic leadership is based on beliefs and attitudes that 

have become increasingly at variance with what we know about human 

behavior. 016 A major revision of the antiquated management techniques 

in use today needs to be given.s erious cons ideration. The continued 

existence of the firm as it presently functions may d epend on s uch ac­

tion initiated by management. Indeed "survival ;_-;r industrial firm!!I 

may depend on extremely wise decis ions of management. 1117 Perhaps the 

most wise decision would be to adapt the firm to the present needs of 

society. If the firm's structure and operation can no longer satisfy 

the needs and wants of those involved in its operation, it may very 

well become the useless object of a changed society. Rejection of 

1 5  Bureau of Labor Statistics, Occu)ational Outlook Handbook 
(United States Department of Labor, 1966-67 ,  P• 19. 

16 Joseph A. Raffaele, "Automation and the Coming Diffus ion of 
Power.in Industry," in Marting, .MacDonald and Halford, p. 363. 

1 7  Anonymous,. "Management in Graphic Arts, " Graphic Arts 
Progress ,  Vol. 12 No. 5: 1 (September-October 1965). 
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autocrati c  t echni ques by management, o r  r ej ect ion of the firm and i n­

dust rial structure by society appear to be the alternat i ves from whi ch 

a choi ce must be made.  

Management can make the principle of decision making co nform 

close ly to t he needs of the society. This is only one principle , and 

at best will only partially fulfi ll the needs,  but it can make an im­

portant cont ribution in s olving ·the problem.  One recent variation of 

the principle of decision maki ng t hat has developed and has alr eady 

been  ment ioned is  k nown as " participative decisio n mak.ing. n This deci­

sion maki ng technique is an int egral part of  McGr egor ' s  "Theory Y. "  

"Theory Y, holds, firs t  of all, that people do not like or dis­

like work inherent ly , but rathe r develop an att itude toward it bas ed on 

their experiences with  it . 018 This statement is i n  direct opposit io n  

to the principle of "Theory X" and would ·i ndicate, backed by behavioral 

research, t hat the basi c beli ef upon which some management pri nciples 

were developed has become a fault y foundat ion on which to build ade­

quat e principles . 

McGregor placed authoritat ive techniques into e ven greater dis­

reput e by challenging the basic precepts upon which authoritati ve man­

agement has developed. McGr egor stat e d  that "Theory Y" operates under 

the fallowing assumpt i.ons : 19 

1.  The e xpendit ure of physical and menta1 effort in work is 
as nat ural as play or rest . 

· 18 Saul W. Gel lerman, Motivation and Pr od uct ivity (New York : 
American Management Ass ociat io n, Inc. , 1963), p. 87 . 

19 Kuriloff, P•  312 .  

I 
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2 .  Ext ernal control and t he threat o f  punishment are not 
the only means o f  induc ing people to  work toward organ­
i zat ional goals. Man will exercise self-direc tion and 
self-control in the service of obj ec tives to  which he is 
committed. 

3. Committment to obj ectives is a funct ion of t he rewards 
associat ed with their ac hievement. 

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

5 .  The capac it y  for exercising a relative ly high degree of 
imagination, ingenuity and creativity in solving organ­
izational problems is widely, no t narrowly, distributed 
in the population. 

6 .  Under the c onditions of modern industrial l ife, the in­
tell ectual po tent ialities of  t he average human being are 
only partially ut ilized. 

10 

The list of  assumptions upon wh ich "Theo ry Y" operates beco mes 

more creditable when the human needs which Maslow presented earlier are 

considered. Maslow stated that the present authoritative management 

techniques satisfy the hierarc hy of human n eeds as follows: 20 

1. Physiologic al needs • • • • • • • • • • • • • • • • •  85% 
·2. · Safety needs • • • • • • • • • • • • • • • • • • • • • • • • 70% 
3. Social needs • • • • • • • • • • • • • • • • • • • • • • • •  50-� 
4. Ego needs • • • • • • • • • • • • • • • • • • • • • • • • • • • L�O% 
5. Self-ac tualizatio n needs • • • • • • • • • • • •  10% 

The figures present ed by Maslow indic ate· t hat authoritati ve management 

has been unable to s atisfy t he highest level of  needs. 

"Theory yn is a t echnique which proposes to "tap" the higher 

l evels of the need hierarchy. As previously stat ed, when t hose needs 

20 Kuriloff, P• 313. 



at the lower end of the hierarchy become sati sfied, or nearly satis ­

fied, m an  seeks to satisfy  the next higher nee d. 

11 

Money and job security have been use d  as m ot ivat ors in the past , 

but these  needs have been, to a great degree, s atisfi ed. Money and 

similar bene fits no longer serve as motivators .  Psychologist s tell us  

that satisfied needs are not motivators for actions. "To the hard­

headed bus ine ssman all this {_need satisfacti on and motivati o� may ap­

pear to be an ideali s tic sop to coddle the work force. Our point is 

t hat management has fre quent ly failed to recognize that people ' s  needs 

shift  upwards  as t heir lower needs are s atisfied . 1 121 The e conomic man 

philosophy of the aut horitati ve met hod has become obs olete. No longer 

will economic rewards alone provide the motivation they have in the 

past. "According to Maslow, once the basic human wants have bee n  sat­

isfi ed, the next to come into play are th·e needs  for s elf-actualization, 

self-expre s s ion and self-e steem. "22 

Purpose Of The Study 

There have been a number of studies conducted i n  recent years 

regarding "Theory Y" an d  the various segments of this theory. For e x­

ample, res earch has been done to determine whi ch personality traits a 

succes sful emp loyee -center.ed s upervisor pos se s se s  that the unsucce s sful 

supervis or does n ot. Studies relating to the employee have been 

21 Irwin and Langham,  pp. 84-5. 

22 Chris Argyri s ,  "Employee Apathy and Noninvolvement--The 
Hous e That Management Built?" in Mart ing, MacDonald and Hal fo rd,  p. 302 . 

I 
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conducted to determine why some workers are motivated by participative 

- techniques whereas others are not. Such studies have been primarily 

c oncerned with the int ernal characteristics of the individuals in­

volved in  the participative work situat ion. 

Ot her studies have been conducted which attempt to determine re­

lationships between  the internalized needs and wants of the individual 

and external factors. Many of the studies in this area deal with 

group dynamics, job characteristics, work environment, and the rela­

tionships between  such factors as individual goal s and corpo rate goals. 

The purpose of this study is to help close a research gap. To 

the best knowledge of the author, there have been no studies done which 

attempt to determine the relationship between the education l evel of 

employee s and the degree to wh�ch they are p ermitted to participate in 

decision making. The author believes that as the l evel of education 

increases, the individual expects to have a greater degree of responsi­

bility . for planning and altering the activities and environment which 

directly affect him. Not only  do the individual workmen want to plan 

and make decisions relating to such matters, but it seems reasonable to 

assume that management people would have confidenc e  in a well-educated 

workman to make 11good" decisions. Confidence in the judgment and abil­

ity of a well-educated worker would be the probable result of the high 

value placed on education in this society. 

All people possess the hierarchy of needs which were presented 

by Maslow. However, i t  is t he contention of the author that th e 

higher the e ducation of t he individual , the greater is his desire to 
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_ in the .American societ y the more highly educated people have been . able 

to fulfill their lower level needs .  One of the p rimary advantages of 

11participative decision making" is its ability to fulfill  the higher 

level needs such as self-actualization, ego needs , self-expression and 

self-esteem. As the average l evel of worker education increases , man­

agement undoubted ly permits worker participation on increasingly im­

portant decisions. This is not to say that management realizes this 

trend. It may be that management unknowingly accepts a better­

educated worker ' s  j udgments and suggestions on decisions of importance 

to the company. 

Based on the above reasoning, the working hypothesis of this 

study is that a positive correlation exists between the average educa­

tion level of employees and the degree to· which management perm its 

participation, particularly regarding decisions of increasing impor­

tance to the company. 

Literature Review 

Many of the early advocates of partic ipative management tech­

niques were impressed with the success of the system rat her than the 

structure itself. They s aw it improve worker satisfaction and motiva­

tion and pragmatically concluded that it was a good system. Some in­

dividuals of this bent even suggested that "the more participative 

management is, the better it is supposed to be. "23 

23 Anonymous , "Everyone  Wants A Hand In ( Part icipative) Man­
agement, " Business Week, ( April 9 ,  1966), p. 89. 

2 1 a 9 s g  .'SOUTH Dt'\;,OTA STATE PN -'/1::�: �TY UBR"A�Y, 
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In recent yea:rs _however, social scientists and psychologists 

have begun to ask why participative management operates successfully. 

What causes this system to produce results that the traditional sys­

t em has not been able to attain? Analysis of the ele ments of this 

syste m which diffe r  from the traditional system is beginning to pro­

duce interesting answers to such questions. 

Advocat e s  who once held "the more participation, the better, " 

are being forced to review their position. S tudy of individual needs 

in relation to organizations has made it e vide nt . that incongruency may 

de velop between individual needs and the organizational climate . If 

the individual needs freedom to make his own decisions but the organi­

zation is highly formalized, or when workers need to be directed, but 

the organizat ion is highly democratic, unexpected c onsequences may 

24 result. 

Other studies have concentrated upon the work group and its · 

relatio� to the supervisor. One study concluded that the effective­

ness of democratic leadership depends greatly upon the interdependence 

of the work group and restraints on interaction between supervisors 

and subordinate s. This conclusion was made after discovering that the 

small work group which had a high degree of interaction between em­

ployees, and between employees and supervisors had p ositive attitudes 

24 Harry Diamond, "Implications of the Behavioral Sciences for 
Management," Public Personnel Review, Vol . 28 No. 1 :  27 (January 
1967). 
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toward equalitarian leaders. Large work groups where the interac ti on 

was restricted had positive attitudes toward authorit�ian leaders .25 

Thus it has been shown that not only do worker needs and organizational 

structure determine if the democratic system will function to produce 

satisfaction, but also work-group size and its relation to the super­

visor's leadership style partially form the worker's attitude toward 

the democratic s ystem. 

Individuals within work groups have personality characteris­

tics which affect the success of the democratic system. Victor H.  

Vroom, University of Michigan, conducted a study to determine the ef­

fects of participat ion o n  people with specific personality character­

istics. Data from Vroom ' s  study indicate that persons with a low 

level of authoritar ian need and a high level of independence need are 

favorably affected by opportunities to participate in making decisions 

relating to their jobs. People with high authoritarian needs and low 

independence needs are not affected by the opportunity to partici-

26 pate. In a follow-up study conducted by Vroo m and Floyd C. Mann, a 

slightly different conclus ion was forthcoming. This study also indi­

cated that the attitudes of persons high in need for independence and 

low in authoritarianism were most favorably affected by "participative 

decision making. " The findings of this study, however ,  further 

25 Victor H. Vroom and Floyd C.  Mann, "Leader Authoritarianism 
and Employee Attitudes," Personnel Psychology, Vol. 13 No. 2 :  125 
(Summer 196 0) . 

26 Victor H. Vroom , "S ome Personality Determinants of the 
Effects of Participat ion, u Journal of Social Psycho logy, Vol. 59: 324 
(November 1959). 

/ 
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indicated t hat this group was also most negatively affected by lack of 

t. . t .  27 par 1c1.pa i on. 

the fi rst study. 

This characteristic factor h ad not been evident in 

Research c onducted b y  Paul Lawrence and Arthur N. Turner at the 

Harvard Business School discove red a relationship between the size of 

the c ity in which a company is situated and the degree to whic h em­

ployees seek participation. S mall-town workers seek more participation, 

whereas c ity workers "find more simple tasks less stress-produc ing and 

more satisfying. 1 128 This researc h indicates that. in a large city, par­

ticipation may be viewed as a 1 1dissatisfier" rather than a "satisfier. " 

Many of the research pr ograms designed to determine whic h fac­

tors promote employee satisfaction have been paralleled by studies con­

cerning motivation of employee s in relation to participation. One of 

the �rguments which has been directed at ·participative techniques is 

that most workers have neither the desire nor the capability to meet 

the ch�llenge.29 This c harge has been refuted b y  advocates of partici­

pation in various ways. One rather c ommon c ounter to this charge is 

that the traditional management system has forced employees to bec ome 

dependent and apathetic . "Research findings of the behavioral sciences 

indicate • • •  that an excess of detailed r ules and regulations to meet 

every c ontingency, detailed supervision, stifles initiative and 

27 Vroom and Mann, P• 135. 

28 Robert C. Albrook, "Participative Management: Time For A 
Sec ond Look, " Fortune, (.May 1 967), P • 197. 

29 Raymond E. Miles, "Human Relatio ns or Human Resources?" 
Harvard Business Review, Vol. 43: 160 (Jul y 1965 ) .  



17 

individual growth, and innovative solutions to problems ,  and promotes 

dependency.030 The farther down the hierarchical structure one goes, 

the more rules and regulations are present to direct e mployees. 

Paul A. Vatter, of Harvard Bus iness School's Advanced Management Pro­

gra.� , found that the farther down in the ranks of the subordinates one 

goes, t he more c onservative the subo rdinates bec ome regarding willing­

ness to take risks when c ompany money is involved in  the decisions 

being made .31 Vatter c ontended that this c onservativeness occurs be­

cause of the i ncre as ing restrictions o n  the employee as one proceeds 

down the "hie rarchic al ladder. " Elimination of the restrict ions and 

rules which direct the activities of the lower ranks of subo rdi nates 

would permit them to become more self-directed. Douglas McGrego r  of 

Massachusetts Institute of Technology stated that , "if peopl e have a 

hand i n  setting targets for themselves, t
°
he y'll set good targets, and 

they'll see that what's go od for the c ompany c an also be  good for 

them. 1 132 Clare Grave s of Union College in Schenectady , New York did 

not agree. On the basis of limited samplings, Graves c oncluded t hat 

over half the people in the United States are not "eager beaver" work ­

ers and many  n ever will be.33 

30 Diamond, p. 26. 

31 Anonymous, "How To Make Better Dec isions," Nation's 
Business, Vol. 54: 58 (January 1966). 

32 Watters, P •  296 . 

33 Albrook, P •  170 . 
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The trend cµnong social scient ists is in favor of McGregor ' s 

philosophy , however. Perhaps because the sampling was limited, Graves 

did not obtain accurat e re sult s  from his investigat ion. nsocial sci­

ent is ts now take the view t hat poor performance on the job is due more 

to lack of involv ement than to laziness or incompet ence."34 "Rensis 

Likert, of t he University of Michigan, also maintains that employees . 

would not be indifferent and apat het ic if they had more influence on 

t he decisions t hat affec t them, and a sense of ident ific at ion with both 

t he problems and the solut ions. 1135 St udy of a large shoe manufact urer 

t ended to raise a quest ion about job satisfaction and workers becoming 

more involved in t heir work when they are permit t ed t o  set t heir own 

goals. It was found that employees in the shoe fact ory were more sat­

isfied wit h t heir j obs when a computer system was inst alled and t hei r 

jobs ·were made more rigid and the y were n·ot able t o  plan their work.36 

No general c onclusions c an be drawn from this . study however, inasmuch 

as it applies to only one c ompany. 

Concern about t he effec tiveness of decisions under various or­

ganizational sit uations has also produced experimental evidence which 

indicates that part icipative t echni ques are not always best. Dean C. 

Bar nlund c onduc t ed an expe riment to compare the performance of indi­

viduals working alone, under majorit y rule, and as members of 

34 Watters, P • 295 .  

35 Watt ers, P •  296. 

36 H .  C. Lee, 1 1Do Workers Really Want Flexibilit y on The Job? , u 

Personnel, Vol. 42 No� 2: 74 (March-April 1965). 
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discussion groups; on a complex int ellectual task. Discussion gr oups 

were found to be significantly superior to the other two experimental 

groups in making superior decisions. "As a result of discussion ,  ex­

perimental groups obtained mean scores that were significantly hi gher , 

at the .01 level, than "superior" members of the same groups were able 

to attain through individual effort. u37 George R. Terry, however, 

stated that when the group has little knowledge or background in the 

subject area, or the issue is of an emer gency nature , the individual 

approach is probably superior. 38 Research at Massac husetts Instit ute 

of Technology (MIT)  relat ing to organization and communication reveals 

that "for simple tasks under stat ic conditions, an autocratic central­

ized structure,  such as has character ized most industrial organiza­

tions in the pas t, is quicker ,  ne ate r, and more efficient." But con­

c l usions from this research also indicate d  that for adaptabil it y  to 

c hanging conditions, for "rapid acceptance · of a new ide a, "  for "flexi­

bility in dealing wit h  novel problems, generally high morale and 

loyalt y • • •  the more egalitarian or decent ralized type see ms to work 

better. 1139 Harold J. Leavit t, a social psychologist at Stanford Uni­

versity, agrees wit h  the MIT group. He stated  that the group or par­

ticipative style works best where there is a continuous nee d  to change 

37 Dean C. Barnlund, t tA Comparative Study of Individual , Maj or­
ity, and Group Judgment, " Journal of Abnormal Social Psycholog;r, Vol . 
58 :  56-9 ( 1959) • 

. 38 Terry,  p. 115. 

39 Slater and Benn is, p. 53. 
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4o 
and adapt. Chri.s Argyris beli eves that "no one man seems to be able 

to have all the knowledge necessary to  make an effecti ve decision." 

Group parti cipation becomes essential when increasingly complex in­

formation is being fed in for effective decisi on making.41 

Investigation regarding management ' s  attitude toward participa­

tion has revealed t hat stat ements  about the desirability of sharing 

information and allowing employees to participate in decisi on mak ing 

do coincide with their belief in the lack of ability of subordinates 

to funct ion in a participat ive situation .  The results of a study b y  

Allen R. Solem ,  University of Maryland, indicate that a superior who 

reserves to himself the aut hority to  make final decisi ons does not 

expect res ults to be as satisfactory when he delegates full responsi­

bility for the decision t o  a subordinate. 42 Ot her studies have also 

been done which support this finding regarding managem ent's lack of 

confidence in a subordinate' s  ability. A study by Haire, Ghiselli and 

Potter, at the University of California, indicated t hat managers who 

appear to accept such concepts as the desi rability  of sharing infor­

mation with employees, allowing workers to participate in �ecision 

making, and increasing t he amount of employee self-control, have, 

J nevertheless, litt le respect for the average individual's capacity for 

40 Albrook , P • 170. 

41 Chris Argyris, "Interpersonal Barriers To Decision Making, " 
Harvard Business Review, Vol. 1+-4: . 95 (March 1966) . 

42 Allen R • . Solem, uAn Evaluation Of Two Att itudinal Ap­
proaches To Delegation, Journal of Applied Psychology, Vol. 42: 38 
(1958). 
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leadership and ini_tiative. 43 A group of Cali fornia researc hers found 

t hat 87 per cent of the managers questioned felt that employees per­

formed best when they were given responsibility and opportunity for 

dec ision making. About 50 per c ent of the managers who held this 

opinion, however, felt that few workers were c apable of  self-leadership 

and control and mus t be told in detai1.44 A plan developed by Dr .  Paul 

Pigors, Massachus etts Institute of Technology, Sloan School of Manage­

ment, may be a technique which will make managers more willing to ac­

cept subord inat es as capable participative dec is ion  makers .  The plan, 

called the "incident process method, " involves the use of an incident 

which precipitates a dec ision.  Through situations which are us ed for 

learning purposes,  the trainee proves to himself the value of a nd 

profit from group discussion.45 

Experienc es at the Tennessee Val ley Authority ( TVA) in regard to 

"participative dec is ion making" are examples o f  the effects of sub-­

scribing to the new technique and then not implementing the sys tem 

co mpletely. TVA has pioneered in the democratic approach to personnel 

management, but rec ent investigations indicated t he degr ee to which 

dissatisfaction c an occur if complete partic ipation is not us ed . Only  

43 Raymond E.  }Idles, "Theories of Managing : Conflicting At ti­
tudes Among Managers and Their Bos ses, " Personnel, Vol.  41 No . 2: 55  
(March-April 196lt ) . 

44 Miles, ttTheories of Managing," p. 55 . 

45 Paul Pigors , "They Teach Business How -To Make Dec isi ons , " 
Busi ness �' (September 18 , 1965) P• 72 . 
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10 per cent of the 12 , 000 employees were directly involved in decision 

making. The other 90 per cent were part icipat ing through their union 

off icials . Productivity began to drop and the rate of j ob dissatisfac­

tion increased to  18 .9 per cent. This investigation noted that 12 to 

13 per cent has been determined t o  be the normal leve l of employee job 

dissatisfaction. The c onclusion was that indirect participation through 

union off icials resulted in employees feeling  t hat they were no t ac­

cepted as part of the decision group and their c ontributions to the 

group were perceived as mean ingless. Those 1 0  per cent who were di­

rectly involved in decision mak ing felt that their c ontributions and 

suggestions were meaningful and they showed no dissatisfaction.46 

46 Thompson, p. 82-8. 

I 
I 
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CHAPI'ER II 

MErHODOLOGY 

The first pr ocedure used in the investigat ion of this subject 

was a syst emat ic review of the pertinent literature available. Peri­

odical guides s uch as: S ocial Science and Humanit ies I ndex, Business 

Periodicals Index, Reader's Guide t o  Periodical Literature and Applied 

Science and Technology Index , as well as the Psycho logical Abstracts 

and S ociological Abstracts were reviewed. Before 1950 , references to 

literat ure concerning "participative decision making1 1  were not common. 

The library research served t wo funct ions . First, it provided 

a background of information which assisted t he aut hor in conducting 

t he original research which was performed. Second,  it provided a list 

of sources on t he subj ect which may be used by investigat ors conduct ing 

subsequent research in this general area. 

The mail questionnaire t echnique was chosen as t he m ethod for 

conducting t he original research because it was the most advant ageous 

method available when all t he prohibitive factors of ot her techniques 

were considered . With t he use of t his t echnique, a widely dispersed 

geographic sample could be cont acted at small cost. The t im e  fact or 

· was another element which made t he mail questionnaire method espe­

cially attractive. A great number of companies could be contacted 

simultaneously, t hus gaining the maximum number o-f cont act s in t he 

minimum amount of time. 
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Two disti nct populations were surveyed to obtain info rmation  for 

the s tudy. One population consisted of com mercial printing companies , 

the other was composed of advertising agencies. Although the research 

was designed to study the printing industry, advertising agenci es were 

used as a control group for s peci fic  variables which were to be ana­

lyzed. Of prime im portance were variables such as the education level 

and the age and s ex dis tribution of em ployees, although variables of  

secondar y importance were also of  concern. Comparison of prevalent 

management attitudes in each of the two populations in relation to em­

ployee competence is an example of one seco ndary variable considered in 

this investigation. The attitudes of  the two groups were solicited for 

possible significant differences in belief whi ch could be of importance 

to the study. 

Dun and Bradstreet's Million Do llar Directory, 1968 edition, was 

consul ted in order to compile a mailing list for the questionnai res . 

From the industrial classification, all commercial printi ng companies 

listed were chosen as the printi ng population. Only those companies 

with at least $1 million annual gross sales were listed in the direc­

tory. Sales volume was believed t o  be an important characteri stic 

which could be used as the criterion for the lower limit s  of  accept­

abi lity for the sample because it was beli eved that smaller companies 

would be unable to provide the information which the quest ionnaires 

sought. 

Consulting the directory also i ncreased th� probability that 

only those compani es which were classified as "large" companies in the 

I 
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printing industry wo uld be chosen . George A. Mattson, managing direc­

tor of Printing I ndustries of Americ a, Inc. (PIA) , s tated in a letter 

to t he author, April 25 , 1968 , 47 that t here are 38 , 000 printing plants 

in the Unit ed States. Of the 38 , 000 plants , 81 per cent have fewer 

48 than 20 employees. Only 7 , 220 printing plants , or 19 per cent of the 

38,000, have 20 or more employees. Of these 7 , 220 plants , onl y  278 had 

the Sl million gross annual s ales required for inclusion in the inves­

tigation. It is thus obvious tha� the printing population of concern 

in t his investigation was a minor : : J  of all printing plants in t he 

United States. 

Dun and Bradstreet' s Million Dol lar Direct ory was used as t he 

source for information regarding the population composed of printing 

firms for a number of reasons. Classification of t he fi rms by s ales 

volume of course simplified the task of compiling t he mailing list . 

Also, t he direct ory made available a geographically representative 

population. The ratio of companies in any specific region will appear 

in an equivalent ratio if representativeness is assumed in the random 

sample. This factor was believed to eliminate the possibility of any 

variable which may be unique to a specific region. Another advanta­

geous characteristic of the directory was t he current nature of t he 

information which was presented. This was the most recent listing 

available of firms situated wit hin the United States. 

47 A copy of . the letter from Matt son has been reproduced for 
reference in Appendix I. 

48 George A. Mattson (letter to  the author) . 

( 
I 
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Commercial print ing companies were select ed  because it was be­

lieve d that resear ch relat ing t o  " participative decis ion makingt t  in the 

printing i ndustry would be most appropriate t o  t hat group. This as­

sumpt ion appeared  logical because of the type of  work pe:r· formed by such 

companies • . Work performe d by commercial print ing companies requires 

individual planning and organiz ing for each new j ob .  It is entire ly 

poss ible that no two jobs will require the same processes and task per­

formance.  Russe ll Thorndike concluded from resear ch t hat as t he range 

of poss ible respo ns es increases, the superiority of group over individ-

al d . . • 49 u ecisi ons increases .  . . • Repeated studies in group dynamics 

have demonstrated  the superior thinking ability of an average group 

over an average single individual, in problems involving e ither crea­

t ive abilit y or judgment, or both. n50 A large degree of coo peration 

between empl oyees , and employees and manage ment is essential in inter­

mittent, j ob-lo t manufacturing concerns ,  which category includes com­

mercial printing plants.  Management has generalized knowledge and 

workers have spe cific knowledge of t he jobs which they perform. For 

t his reason the worker can provide a valuable assist to management' s 

discovering ways of improving processes, reducing waste and increasing 

efficiency.51 Prin ting companies that are e ngaged in producing 

49 Harry F.  Stalder, "Creative Problem Solving: Individual, 
Group, or Bot h?" Personnel, Vol. 41 No. 6 :  29 (November-December 1964) . 

50 Stalder , p. 29. 

51 Irving Knickerbocker and Douglas McGre gor, "Union-Manageme nt 
Cooperation: A Psychological Analysis , "  in Marting, MacDonald and 
Halfor d, p. 129. 

) 
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individual orders,· each order stipulating varying specifications, are 

commonly classified as commercial printing estab lishments. Because 

employee cooperation is essential in this type of o rganization, it 

appears that decision making at the lower levels of the organization 

would b e  of immediate concern. Flow of information throughout all 

levels of �he organization would improve if the employees were to be­

come more involv ed in the actions which are of immediate concern to 

them . The f eeling of greater involvement would probably also improve 

t he accuracy of information, which is important to the effectiveness of 

decisions. 

Advertising agencies were chosen as the second population prima­

rily because of the control they would provide with regard to the vari­

ables present in this investigation. The average education level of 

advettising agency employees was assumed to be highe·r t han that of com­

mercial printing industry employees. This assumption was based on 

library research and personal discussion with individuals familiar with 

t he internal operati on of advertising agencies. Because research is 

conducted by advertising agencies to a greater degree than is true in 

printing companies, the ratio of college-educated personnel should b e  

higher in advertising agencies. 

A second reason for the selection of adve rtising agencies was 

the similarity of organization structure, methods of work-flow and 

other internal operations between advertising agencies and printing 

companies. Because of the characteri stics common· to t he two groups 

selected, it was believed t hat greater confidence _could be placed in 
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the results and c onclusi ons of this research. Groups with basic simi­

larities can be compared  more satisfactorily than can dissimilar 

groups. The similarity of the factors of concern in this investiga­

ti on should p rovide a more m eaningful insight into the functioning of 

both groups. For exampl e,  the average education level of employees of 

each group, when compared to the degree to which "participative deci­

sion making" is present in each, would be more meaningful than if dis­

similar groups were c ompared. 

Selection of the populatio n c omposed of advertising agencies was 

made by consulting the February 26, 1968 i ssue of Advertising Age. This 

periodical published a list of advertising agencies classifie d into 

groups based on the total dollar  vol ume of billing. The editors of 

Advertising Age stated that t o  the best of their knowledge,  all agen­

c ies which had a total billing of more than $5, 000, 000 were l isted.52 

It  can be assumed  therefor e,  that the entire population of advertising 

agencies billing $10 , 000 , 000 and more  are represented in the test 

group. 

Advertising agencies which bill ed $10 1 000 ,_000 or more were 

selected for us e in the study. The advertising agencies in this cate­

gory were believed to have a total number of employees in each company 

which was comparable to the printing companies with $1 million gross 

sal es which were selec ted for the investigation.  This c onclusion was 

52 Anonymous, "Profiles of U. s .  Agencies :  Their Billings, 
Income, New Accounts , Media Used,  Total Employees, " Advertising Age, 
(February 26 , 1968) , p.  31 .  

I 
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reached after comparing the two sources from which the po pulations wer e  

drawn. Both sources contained the total number of people employed by 

those companies listed. It was believed that similarity with regard to 

the number of persons employed by the two test groups would further en­

hance the value of the results obtained from the research. 

Addrepses of the advertising agencies selected were obtained 

·rrom the 1967 edition of � Standard Directory of Advertising Agencies. 

The two popul ations each rec eived two separate mailings. 

The first questionnaire for commercial printing companies can be 

found in Appendix A. The first quest ionnaire for advertising agenc ies 

can be found in Append ix B. These two questionnaires are ac tually one, 

with necessary modifications. Both forms of this questionnaire were 

designed to elicit the same types of responses. Variation in the word­

ing of  the questions and instructions was necess ary · for adaptation to 

the two specific types of respondents. For example, the questionnaires 

which were sent to advertising agencies referred to the workmen as non­

management employees. The questionnaires which were sent to commercial 

printing companies referred to workmen as foremen and subordinates. The 

main concern was to construct the questions in such a way that both the 

commercial printing companies and the advertising agencies would be 

answering the same questions, and the questions would also be stated 

in  a context which was meaningful to the specifi c respondent. 

A general pur pose of the first questionnaire was to determine 

the b�liefs of high-level manage�ent about certain factors whic h were 

related to their organizations and business operations in general. 
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This was important becaus e i t  would indicate significant trends in t he 

indus try which would provide direction when construction of the materi­

al for t he s econd mailing was undertaken. 

Another general function which t he first questionnaire s erved 

was t o  elicit i nformation concerning the variables relat ed to the in­

ves tigation. After library research and personal disc ussion wit h indi­

viduals, a list was made of t he variables which could have significant 

effect s on decision making. These variab les were incorporat ed into 

stat ements ,  about which respondents were asked to indicate t heir atti­

tudes . Also, t he res pondents were asked to state any fact ors which 

they believed c ould s ignificantly affec t decision making. The purpos e 

of t his request was t o  discover variables which were considered im­

portant by management personnel, but which had not been dis covered 

when the library research was conducted. 

Because  t he questionnaires which were sent to each of t he two 

experiment al groups were designed to e licit t he same information, t he 

purpose of each question will be stat ed for the com mercial printing 

questionnaire only. Thus , question one of t he commercial printing com­

pany questionnaire will have exact ly the same s t atem ent of purpos e as 

question one for the advertising agency questionnaire. Any variation 

between the int ent of the questions for the two experimental groups 

will be stated where the explanation of purpose is given for eac h 

specific questi on. 

The first questionnaire was constructed and a pretest was con­

ducted on March 11, 1968. The 20 respondents in the pret est group were 

I 
I 
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juniors, seniors and some graduate students enrolled in a printing man­

agement course entit led Plant Administrat ion at Sout h Dakota State Uni­

versity, Brookings, Sout h Dakota. 

Concern regarding cont ent as well as construct validit y were t he 

primary reasons for pretesting t he quest ionnaire. For t hese reasons, 

subject s in t he pret est group were asked to complete t he questionnaire 

wit hout receiving any furt her interpretati on of t he questions. When 

subject s had complet ed t he pret est quest ionnaire, t hey were inst ructed 

to indicat e any questions t hey believed were difficult t o  answer be­

cause of sent ence const ruct ion. If t hey believed t hat t he fixed alter­

native cat egories were inadequat e, t hey were i nst ruct ed t o  indicat e 

which answer t hey t hought was most appropriat e. This procedure was 

valuable because it decreased t he possibilit y t hat ·an alternat ive t o  

certai n  quest ions would be omitted. 

The pret est result s indicat ed t hat some emphasis was necessary 

on t he inst ructions for completing t he questionnaire. Many pretest 

respondent s indicat ed t hat t hey were confused about t he "level" of 

deci sions referred to  in t he question: ·· S.re. To insure proper int er­

pret ation , t he inst ructions given at the t op of t he questionnaire were 

underscored and capitalized. It was felt t hat t he respondent ' s  att en­

tion would be aroused by t his procedure and t hat t he probabilit y of 

reading t he inst ructions would be enhanced. 

A random sample of 100 was drawn from t he population of commer­

cial print ing companies. The randomizati on was accomplished by refer-

ring t o  a table of random numbers. The t otal population from which 

t he random sample was select ed consisted of 278 companies. 



The entire population of 110 advertising agencies was used as 

the second group which would receive the first que stionnaire. 
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Each resp ondent in b oth groups received a questionnaire accom­

panied b y  a cover letter and a pre-addres sed, stamped, return envelope. 

The complete letter can.be found in Appendix C. 

The cover letter introduced the author, b ut altho ugh recipients 

were told that the resear ch topic was decision making, the specific 

topic of the researc h was not state d because it was believed the at­

titude s which were solicited would be s ubject to ·re spondent bias if the 

relatively controversial theo ry of participative techniques was men­

tioned. It was stated that information from those involved in decision 

making was e s sential for additional research to be conducte d for this 

study. By stating the importance of the information pos se s sed b y  those 

presently involve d in decision making, it was believe d  that the re­

spondents would be come m ore concerned and attempt to an swer  the que s­

tions as competently as  poss ible.  

The letter stated that a questionnaire an d pre-addre s sed, 

stamped  enve lope were included for the convenience of the respondent. 

The anonymity of the questionnaire was emphasize d. Reas surance in the 

confidentiality of the respon se s  was thought to be a way to increase 

the rate of return and also decrease the bias which is always a prob­

lem to cons ider in attitude-research. 

Each letter was addre s sed to the pre s ident of the company con­

tacte d with the reque st that if the respondent would rather have s ome­

one else  complete the questionnaire, to please forward it to that 
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indiv idual or inform the author of his name and address. This empha­

sized to the respondent the significance of the information to the 

author and his willingness to make another contact if necess ary to 

obtain the informati on. It a lso indi rect ly implie d that the author 

realize d the value of the respondent' s time. 

Finall y, the pot ential value of the research for those in­

volved in dec ision making was mentioned. The respondent was briefl y 

thanke d  for his time and considerat ion in completing the enclose d 

questionnaire . 

The first mailing was March 27, 1968. Responses incorporate d , 

into the s t udy were accepted  until May 10, 1968. Data from respond­

ent returns received after that date were not us e d. 

Forty-six of the 100 commercial printing companies init ially 

contacted returne d  the questionnaire. This represent ed  a 46 per cent 

return. Of the 110 advertising agencie s c·ontacte d, 50 returne d the · 

questionnaire , a 45 .45 per cent ret urn. Two hundre d  and ten contacts 

were made with the first mai ling. Ninet y-six returns were received  for 

an overall 45 .71 per cent return. 

Questions 1 and 2 were intended to dete rmine what the respond­

ents believe d was the re lation between age and decision-making abil­

ity. Age was bel ieved  to be a variable which could have significant 

effects on the research pertaining to decision making. Que stion 1 

asked if the respondent believe d the age of persons making decisions 

was i�portant. If the response to question 1 was "yes, 1 1 the respond­

ent was referred to quest ion 2. The second questi on asked the 



respondent to indicate which 10-year age c ategory he believed to be 

the prime age for persons makin g decisions. There were eight age 

classifications from which to make a choice. It was believed that 10-

year increments would provide information whic h could indicate trends 

of thought among the respondents. 

Question 3 was an attempt to determine the attitude of respond­

ents concerning the relation of decision-making act ivity to the sex of 

those making the decisions. It was believed that if prejudice existed, 

the degree to which either of the sexes w a s  permitted to participate 

in decision making activities would be affected. It was important that 

attitudes regarding sex prejudice be evident. If the ratio of women 

in a specific industry is high, and the degree to which "participative 

decision makingt t  is implemented is low, . it may be assumed that prej u­

dice is a significant factor. 

Questions 4 ,  5, 6 and 7 were attempts t o  elicit information re­

garding education in relation to decision making or the decision maker. 

The questions were stated in a manner which would make attitudes of the 

respondent evident. Question 4 solicited a " yes" or "no" answer in re­

gard to the respondent's attitude toward the amount of formal educa­

tion which he believed was important for a decision maker to possess . 

The dichotomous nature of the question was important because of the 

significance of determining attitude direction. Respondents indica­

ting a tt ye�" answer to question 4 were referred to the next question. 

Question 5 was an attempt to solicit' a more specific answer regarding , 

formal education. Respondents were asked to select, from four 
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alternatives ,  whic h level of formal education they believed to be best . 

The four categories of possible responses were develope d s o  that a re­

lation b etween grade s chool, high school, college and advanced col lege 

educational activities was evident. Question 6 was necessary because  

the time in  which a pers on received an education was a potential ly 

significant factor. Questi on 6 was an attempt to determine attitude 

direction. It is clos ely related to question 7 ,  which is intended to 

increase the knowledge relating to the time element. If question 6 was 

answered "yes , 1 1  ques tion 7 requested that the respondent indicate the 

time period he believed was best in which to have been formally edu­

cated. Anothe r important factor which question 7 s erved was to show 

any pos sible bias between the response given in question 2 and that 

given in question 7 .  It was b�lieved that respondent bias would be­

c ome • discernible to the author if the age category marked in question 

2 was related to the response category checked in question 7 .  In ot her 

words, ·if question 2 was marked in the space next to the "50-59° cate­

gory, and question 7 was marked in the blank next to the "1921-1940 1 1  

category, it would indicate that the respondent had answered the ques­

tion from a personal e xperience bias. 

Question 8 was included to discover management's attitudes re­

garding the · importance of general knowledge of organizational opera­

tions. It was believed that general knowledge of the entire operation 

was essential for a decision maker to perform hi s  duties.  Also, it was 

believed that if "participative decisi on making"- was bein g used by an 

organization, workers would need to have information c oncerning the 



entire organization available to t hem. The attempt here was to det er­

mine if the management of t he companies in the populat ion sample were 

in agreement with this belief. · If management did not all ow product ion 

workers to have access to general company informat ion, or if manage­

ment did not b elieve product ion workers were knowledgeable enough of 

t he overall operat ion, it was believed that the degree of "participa� 

tive decision making" perm itt ed would be drastical ly reduced. 

Quest ion 9 was similar to the preceding quest ion because its 

- purpose was to obtain a general indication of management at tit ude. This 

quest ion was primarily used as a sensing gauge which would enable the 

aut hor t o  gain some degree of underst anding with regard to the present 

thoughts and beliefs of management t oward the concept of part icipat ion 

in decision making. A general quest ion was believed to have the pot en­

tial of solicit ing a less biased answer than if t he - quest ion ha.d re­

ferred specifically to participat ive management. This is a concept of 

current discussion and argument and it was thought to be a pot ent ially 

loaded quest io n. 

Quest ion 10 was included because it was believed that management 

must be willing to take risks if it is to implement new met hods or sys­

tems of control , including such innovations as tt participative decision 

making." An individual unwilling to accept risk when faced wit h  change 

could be  expected t o  resist change. Therefore, if management was found 

to regard risk taking as bad, it was felt that t his attitude could re­

tard the implementat ion of "participative decision making." 

\. 
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Question 11 was an open-end questio n. The p urpose of this ques­

tion was to d iscover any personal characte ristics which the respondents 

believed were important for a decision maker to possess .  It was hoped 

that unaided recall would elicit characteristics which respondents be­

lieved to b e  clos ely related to decision making. The potential value 

of the characteristics listed was that they would produce variables 

which the author had failed to realize might affect decision making. 

Question 12 was included to determine the attitude of management 

with reg�d to the ability of production workers to assist in decisions 

which are important to an e ntire organization. It was thought that de­

cisions concerning equipme nt purchas e, methods of production and simi­

lar matters could be important areas in which production workers and 

foremen could make cont ributions if the y  were consulted. Response  

categories were constructed in such a way that intens ity as well as 

direction of respondents ' attitudes could be determined. The inten� 

sity was believe d  importan� because const ruction of the second mailing 

piece would be related to management's hostilit y or acceptance of par­

ticipative decisions relating to equipme nt purchas e and production 

methods. The open-end s ection of question  12 was include d  because it 

was important to understand the general trend of thought which pre­

vailed among respondents with regard to the reason such an att itude was 

held. 

Question 13 was similar to question 12 in that categories of 

respo�se were  constructed to determine intens it y - of attitude and an 

open-end s ection was included. Question 13 was an att empt to determine 



the respondent' s attitude intensity regarding the free fl ow of informa­

t ion of concern to the entire organization. There was beli eved to be 

a relation between willingness  to consult workmen  and willingness to 

communicate with workmen.  For this reason questi on 12 was important. 

It would appear that without access  to informati on pertinent to the 

decisions men tioned in question 12, foreme n and production workers 

would be severely restricted in their ability to contribute to thos e 

decisions. 

Advertising agencies received the same co ver lett e r  that was 

sent to the printing companies.  The ques tionnaire which advertising 

agencies received was the same as that received by printing companies 

with the foll owing c hanges .  

Preliminary ins tructions on the advertis ing agency questionnaire 

were worded s omewhat differently. Decision making in  this question­

naire referred to selection of suppl iers ,  work-flow and determination 

of deadlines .  These decisions were belie ved to be of equal importance 

to those menti oned in the printing company ques tionnaire. 

Ques tions 12 and 13 were similar in  content to the printing com­

pany questionnai re. However, production workers and foremen were re ­

ferred to as non-management empl oyees  in the advertising agency ques­

tionnaire . The persons referred to were presumed to be at the s ame 

levels of t he hierarchical structure as f oreme n and producti on work­

ers in printing c ompani es.  The advertising agency questionnaire may be 

found _ in . complete form in Appendix B. 

. I 
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The second mailing was composed of four e nclosures;  a cover let­

ter, questionnaire, attitude scale and a pre-addressed, stamped, return 

envelope. Unlike the first questionnaire, which sought attitudes, the 

second questionnaire was basically seeking specific facts regarding the 

respondent's company. The attitude scale which was incl uded in the 

second mai ling was an attempt to determine how much participation was 

actually permitted within the companies contacted. 

The questionnaire was pretested on May 6, 1968 by members of the 

faculty_ and a group of graduate students enrolled in printing manage­

ment at South Dakota State University ,  Brookings, South Dakota. Of 

primary concern was construct validity. The construction of the sen­

tences and the alternatives listed for responses were discussed and re­

vision of the questionnaire was made taking into consideration the per­

tinent criticisms of the pretest members. 

The attitude scale was also presented to the pretest group on the · 

same date as the questionnaire . Of primary concern was organizing the 

statements on the scale into a specific sequence. This was necessary 

because the atti�ude scale developed was based on the Guttman technique. 

Statement sequence is one of the criteria which Guttman scaling re­

quires. It is essential that non-error be greater than error when  con­

sidering the order in which the statements are presented.53 Another 

important purpose of  the pretest was to insure that statements on the 

53 Allen L. Edwards, Techniques of Attitude Scale Construction 
(New York: Appleton-Century-Crofts, Inc.�1957), p.  181. 
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attitude scale s ent to commercial printing companies would b e  of equal 

importance to the s tatements on the scale developed for advertising 

agencies . The development of two scales was necessary because the 

types of decisions made in the two organizations were too diverse to 

permit sending the same scale to both groups. Copies of the two scales 

may be referred to in complete form in Appendix E for commercial print­

ing companies or Appendix F for advertising agencies . The order of t he 

stat ement s is random on the scales. The correct order is dis cussed in 

Chapter III.  

The s econd mailing was made on May 20, 1968. Returns were ac­

cepted until June 10 ,  1968 which was the cut-off date for the second 

mailing. 

Respondents contacted for the firs t mailing were contacted for 

the second mailing  also. In other �ords,' the population of 110 adver­

tising agencies and the random sample of 100 commercial printing com­

panies used in the firs t mailing . were retained for the second mailing. 

Thus , the attitudes indicated on the first questionnaire could be com­

pared to re.s ponses  to the s econd ques tionnaire. Any problem which 

might aris e with regard to the comparability of  the data between adver­

tising agencies and commercial printing companies was thus eliminated. 

Twenty-eight of the 100 commercial printing companies receiving 

the second m ailing responded. This represented a 28 per cent return. 

However, one respondent did not complete the questionnaire and two did 

not complet e all of the attitude. scale. These returns were not used. 

Of the 110 advertis ing agencies contact ed, 30 retur ned t he attitude 

I 
I 
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scale and q uestionnaire for a 27 .3  per cent return. Three respondents 

did not mark all of the at tit ude statements . Therefore, these  returns 

were not us ed. Two hundred and ten cont acts were made with the s econd 

mailing; 58 returns were received for an overall 27 . 62 per cent ret urn.  

The second quest ionnaire was primarily an informat ion-gathering 

device. The quest ionnai re sent to comm ercial print ing compani es may be 

found in Appendix G. The questionnaire included in the s econd mailing 

which was sent to advertising agencies may be found in Appendix H. 

Bo th forms of the quest ionnaire included in the second mailing were de­

s igned to e licit the same information. Variation between the two forms 

of the questionnai re was basically a matt er of_ word usage. 

Question 1 asked t he respondent t o  indicate how many men and 

women were employed by the firm. It was st ipulat ed that only non­

management employees in advertising agenc.ies were o·f concern. I t  was 

believed that the ratio of women to men employed by advertising agenci es 

was higher than for commercial print ing companies. 

Question 1 was included for two reasons . First, management 

people indicated in quest ion 3 of the first questionnaire (Appendix A 

and B) that they believed men were better decision makers than women. 

It was believed this attitude could have an effe ct on the degree to 

which "participative decision making" was perm itted  if a high number 

of women were involved. S econd, it was ant icipated that the ratio of 

female e mployees i n  advertising agencies would be greater than that 

prese�t in commercial print ing companies. 
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No data had been previously compiled which indicated the aver­

age age of production workers and foremen in the type . of commerci�l 

printing companies included in · this investigation. Question 2 was in­

cluded to obtain this information. It was included in the question­

naire s ent to advert ising agencies for the same reason. Average age 

was necessary for determining if the attitude of management solicited 

in question 2 of the first ques tionnaire (Appendi x A and B) was re­

lated to the actual age of employees . Comparison of the average age of 

employees from each group would also become poss ible upon obtaining 

this information. 

Six age categories were presented and res pondents were asked to 

indicate the category which most nearly repres ented the average age of 

workers employed in their firms . Alternat ives were in ten- year incre­

ments. Informat ion obtained from this question could be compared to 

the response made to question 2 of the first questionnaire. 

Question 3 was included to obtain information about the average 

education level of employees in both samples. This was necessary be­

cause no information had been compiled previously concerning education 

level of employees in  specific size firms in the two indus tri es 

surveyed. 

The alternatives offered were in year groupings of grade school, 

high school, college and post graduate. These groupings were offered 

because this would facilitate comparison of the information obtai ned 

from this questi onnaire with question 5 of the first questionnaire. 

Question 4 was included to determ ine what effect management 

believed group decis ion making had on -the risks r elating to decisions. 

I 



· "Part icipative. decision makingn is a group process an d  it is important 

to understand management's pos it ion re garding risk in relation to 

group and individual processes .  

This question also gave ins ight into management ' s  attitude re­

garding ris k in relation to question 1 0  of the first questionnaire. 

Respondents . indicated in the first questionnaire that those confront- ed 

with decisions should regard risk as good. Question 4 of the second 

q uestionnaire was intended to uncover management attitudes about risk 

trucin g �hen another factor, group process es, was introduced. Four al­

ternatives were presented to determine if the respondents believed 

group action increased, decreased or did not affect the risks involved 

in decision mak ing. The fourth alternative was included for respond­

ents who did not believe risk was a factor of concern in  group decision 

making activity . 

No attitude s cale was available which would produce the desired 

results.  A s cale was therefore developed which was adaptable to this 

investigation. A scale was needed which would indicate the point on a 

continuum at which attitudes change. The Guttman s cale was a technique 

that served this purpose. A Guttman scale is a tool d es igned to be 

us ed on individuals rather than groups. Because the attitude change 

was desired for groups, this scale in its original form was not 

applicable. 

The first variation from standard Guttman techni que included im­

pleme�tation of a proj ective technique. t 10nly when the s ocial atmos ­

phere is free from felt or actual pr�ssures toward conformity might we 

' '  
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expect to obtain evidence about a person's at ti tude s  by means of di­

rect questi oning. "54 
Social pressure toward conformity was believed to 

be present with regard to the theory of human relati ons and participa­

ti on which was the central focus of this study. Therefore , the respond­

ents were asked to mark the statements on the scale i n  term s  of what 

they thought was the bel ief of most people in thei r i ndustry. It has 

been found that people wi ll respond to questions if  they beli eve that 

they are answe ring not on the basi s of their own belief, but rather on 

the bas�s of what they think othe rs believe. The concept of what a 

person believes he is ,  is determined by what he thinks Qthers believe 

he is.55 This is e specially true when the statement presented has 

social pressure directing the re sponse made. Research indicates that a 

pers on is unable to answer any question regarding attitudes except from 

his personal experiences and values. Thus, the attitude he has formed 

is what he thinks others feel  towar d a "psychological object. " 

Normally, s tatements in a Guttman scale are organized along a 

continuum fro m  least to mos t  favorable toward a stated "psychological 

object."56 This,  however, did not fulfi ll the requirements of the in­

vestigation. Therefore, the statements were organized along a con­

tinuum of least to most important decisi ons. The scale state ments are 

arranged i n  random order when presented to respondents. This procedure 

54 Edwards, p. 3 ._ 

55 Gellerman, P •  185. 

56 Edwards, p. 176.  

/ 



was followed for . the s cale used in this s tudy. No "psychological ob ­

ject" was clearl y present. The implied "psychological obj ect" was 

"participative decision making, " but respondents were not aware that 

"participative deci sion making" was , in reality , what they were indi­

cating by their responses on the s cale. A true Guttman scale speci f­

ically states the "psychological object" to which the attitude state­

ments refer.57 T he s cale, constructed in this manner, would yield a 

point at which they, themselves , rather than others in their industry, 

do not permit certain levels of. decisions to be made by production 

workers and foremen. 

The fin al deviation from the construction of a true Guttman 

s cale was the extent to which it was perfected. A Guttman scale i s  

normally pretested with a grou:p of about 100 individuals.58 The s cale 

is then perfected by anal yzing the results of the pretest and placing 

all attitude statements in  the proper sequence along a unidimensional 

continuum.  The revised scale is  then presented to  another group to de­

termine i f  the proper sequence of s tatements has been ob tained. For 

purposes of this investigati on, the results of the pretest were con­

sidered adequate. The pretes t  group, in terms of true Guttman scaling, 

would be the advertising agencies and commercial printing companies. 

After the cut-off points had been established it was possible to deter­

mine with an adequate degree of accuracy i n  whic h order the attitude 

57 Edwards , P •  177 • 

58 Edwards , p. 179 .  
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statements should appear. If the results of the pretest analys is indi­

cated that the non-error in scaling was great er than the error, the 

data would be usable. In other words, if more attitude statements were 

in proper sequenc e than improper s equence, the levels at which "par­

ticipative dec ision making" occurs could be determined. 

The second mailing, the attitude scale and questionnaire, was 

accompanied by a cover letter. The complete letter can be referred to 

in Appendix D. 

The cover letter briefly introduced the author and stated that 

decision making techniques was the topic of a thesis being written. A 

general statement of the topic was believed to be a better method than 

stating that "partic ipative decision makingt t  was the topic of the 

thesis. It was believed that respondent bias would be eliminated to a 

greater degree i f  the exact title were not included in the letter. 

Res pondents were reminded of the ques tionnaire they rec eived in 

March and were asked to give their assistance in providing the informa­

tion necessary to complete the investigatio n. 

Reference to the list of 15  statements on the attitude scale was 

made and respondents were asked to mark the statements agree or dis­

agree, according to thei r reaction to eac h  statement. The i mportance 

of indicating their response  to the statements regarding what was cur­

rently done in their industry was emphasized. 

The information requested in the ques tionnai re was mentioned and 

it was stated that no company ' s name would be us ed in the thesis. This 

was necessary because the information solicited c_onc erned the individual 

I 
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firm . It was believed that the respondents would more readily provide 

the reques ted information if  their company ' s  name was not related t o  

the informati on supplied. The pers on t o  whom the mailing was made was 

asked to refer the letter to another person in his firm i f  he would 

rather s omeone else completed the enclosures .  

Appreciation for returning the enclosures i n  the self-addressed, 

s tamped, return envelope was indicated and the r espondent was thanked 

for his time and considerati on. 

Method of Analysis 

Chi-square was s elected as the stat istical tool for analyzing 

the data obtained from the mai l survey. Thi s too l was selected bec ause 

of the non-parametric, discrete nature of the data. Figures obtained 

from chi-square analysis are found on a t�ble of expected frequencies 

and a level of  s ignificanca-. i s  thus determined. Computation of all 

chi-square problems was facili tated through computer use. 

Scalogram analysis was performed on the two forms of the atti­

tude scale. This analysi s produces a coefficient of reproducibility 

which indicates the degree of accuracy of s tatement s equence along a 

unidi mensional continuum. 
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RESULTS AND FINDINGS 

First �uestionnaire §ent to Commercial 
Printing Companies 
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Question 1 asked responde nts to indicate whether they  believed 

the age of persons making decisions was important. Forty-five respond­

ents answered this question. Twenty-four, or 53.3 per c ent, of the re­

spondents answered " yes ; "  twenty-one, or 46 . 7 per cent, answered "no. " 

Respondents answering "yes" to question 1 were re queste d to an­

swer question 2, which asked which of eight 10-year age groupings re­

spondents belie ved was the prime age for pers ons m·aking decisions. 

Some respondents marked more than one of the age ca_tegories pres ented. 

When this occurred, each category marked was tallied as one response.  

Thirteen respondents selected more than one category, making the total 

response to-this question 37 rather than 24. The "under  20" and 1 120-

29" age cat e gories each received one respons e, or 2.7 pe r cent of the 

total. Age c ategory "30�39" was marked by 14, or 37.9  per cent, of the 

respondents. Eleven, or 29.7 per cent, of the respondents indicated 

age category "4o-49; " · seven, or 18. 9 per cent, marked 1150-59 , " and one 

marked each of the top three age categories, "60-69 , "  1 170-79" and 

" over 79. n 

Questi on 3 asked respondents to indicate whether they believed 

"men" ' or "women" were able to make the best decisions. A third alter­

native of "men and women equal" was included for those who did not 

I 
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believe s ex was relevant to deci sion- making ability. This question was 

answered by 45 respondents . Thi rty-one, or 68 . 9 per cent, thought that 

"ment t  made the best decisions ; fourteen, or 31. 1 per cent, thought that 

men and women were equal, an d  none felt women to be superior decisi on 

makers. 

Question 4 asked respondents to indicate whether they believed 

t he amount of formal education to be i mportant in decision making. Of 

45 respondents, 68 . 9  per cent (31) answered "yes ," and 31. 1 per cent 

(14 )  answered "no." 

Respondents who answered "no" to ques tion 4 were requested to 

omit questions 5, 6 and 7 .  Three respondents who answered ques tion 4 

" yes t t  did not answer ques tion 5 ,  making total response 28 rather than 

31 . 

Question 5 asked respondents to indicate the number of years of 

formal education they believed to be best.- Categories offered were· 

grade school, high s chool, college and post-graduate. No res pondents 

marked the 1 11-8 1 1  years category, and only one marked the "9-12 1 1  cate­

gory. Twenty, or 71 . 4  per cent, marked "13-16 , "  and seven, or 25 per 

cent, indicated "more" formal educ ation was best. 

Question 6 asked respondents if they bel ieved the time i n  whi ch 

a decision maker recei ved his formal education was important. Of the 

30 respondents who answered thi s question·, 54 . 8  per cent, ( 17 )  ans wered 

" yes," and 45 .2  per cent (14) said "no. "  Those who answered this ques­

tion ttno" were asked to omit question 7 .  
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Question 7 asked respondents to indicate which of four time 

periods for for mal education was the best--"1901-1920, 1 1  1 11921-1940, "  

u1941-196o t t  or "1961-present. " One respondent circled two of these 

categories, making a total of 18 responses rather than 17. No re­

spondents indicated  "1901-1920" as the best time-period, and only two, 

or 11.1 per cent, marked tt1921-1940. 1 1  Five, or 27 . 8  per cent, marked 

111941-1960, " and 11, or 61. 1 per cent, marked "1961-present" as the 

best period. 

Question 8 asked the respondent to indicate whether he believed 

it was important for a decision maker  to have general knowledge of the 

organization in which he was employed. Forty-two, or 93. 3  per cent of 

the 45 respondents answered "yes , " whe reas only three, or 6 .7 per cent, 

said " no. " 

Question 9 asked respondents whether a person should seek infor­

mation and help from subordinates when making decisions. All 45 re­

spondents answered "yest t  to this question. 

Question 1 0  asked respondents to indicate their bel ief regarding 

one' s willingness to take risks  when confronted with a decision. 

1 1Good, " 1 1bad1 1  or "other" were the response categories provided. Risk­

taking was considered " good" by 88. 6  per  cent (39 ) of the 45 respond­

ents answering this question. No respondents said risk-taking was 

nbad, " and only five, or 11.4 per cent, selected the "other" category. 

Of these five respondents, two said that the willingness to take risk 

depen�ed on the amount of money involved, and three said that risk 

should be reduced as much as possible before t he deci sion is made. 

I 
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Question 11 asked res pondents t o  list what they thought were 

the most desirable characteristics for persons involved in decision 

making to have. Following is a list of common responses. 

Characteristic 

Number of Respondents 
Indicating this 
Characteristic 

Knowledge • • • • • • • • • • • • • • • • •  10 
S elf-c onfidence • • • • • • • • • • • • • •  10 
Integrity . • • • • • • • • • • • • • • • • 8 
Judgment • • • • • • • • • • • • • • • • • • 6 
Intelligence • • • • • • • • • • • • • • • • 5 
Experience • • • • • • • • • • • • • • • • • 5 
Thoroughnes s • • • • • • • • • • • • • • • • 5 
Courage • • • • • • • • • • • • • • • • • • 5 
Objectivity • • • • • • • • • • • • • • • • 5 
1'o gic • • • • • • • • • • • • • • • • • • • 5 
Th'lotional Maturity . • • • • • • • • • • • • 4 
Common Sense • • • • • • . • • • • • • • • • • 3 
Leadership. • • • • • • • • • • • • • • • • 3 
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Questi on 12 asked res po�dent s to indicate how frequently they 

thought workm en should assist management with decisions relating to 

such factors as equipment purchase and methods of produc tion. Response 

categories were "always, " "usually , " "sometimes" and ttnever. " Forty­

three respondents answered this question. Eight, 18.6 per c ent, marked 

na1ways; " twenty, 46 .5  per cent, marked "usual ly; t t  and fifteen, 34 . 9  

per cent, indicated "sometimes." No respondents marked the "never'' 

category. Twelve respondents commented on the choic e they  had made b y  

saying that workers have better knowledge of the immediate situation 

and therefore are often capable of assisting manage ment with dec is ions. 

Question 13 asked respondents to indicate to what degree com­

pany information should be  made available to employees. The cate­

gories of response were "always, " 1 1 usually, u " sometimes" and "never." 
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Six, or 13. 3  per · cent, answered "always, " 16, or 35.6 per cent, an­

swered " usually; t t  18, or 40 per cent, answered " sometimes," and five ,  

or 11. 1 per cent, said e mployees should "never" be given information 

which concerns the entire firm. 

First Quest ionnaire Sent to Advertising Agencies 

Question 1 ,  the importance of age of persons making decisions, 

brought a response of 50 . S ixty per cent (30) of the respondents said 

age was i mportant and 40 per cent (20)  said it was not. 

Question 21 prime age for pers ons making decisions, elicited 51 

rather than 30 re spons es because some respondents marked more than one 

of the age categories. No respondents chose the "under 20n age cate­

gory, and only two marked the "20-29" category. Twelve, or 23. 5  per 

cent, marked "30-39; " 23, or 45. 1  per cent, marked n4o_49. "  Eleven, or 

21. 6  per cent, marked "50-59, " and three, or 5.8 per cent, marked "60-

69 . "  No respondents marked either the 1 170-79" or nover 79" c ategories. 

Question 3 ,  " men" or t twomen" as decision makers, was answered by 

50 responde nts. Fifty-six per cent (28)  indicated that "men" make the 

best decisions, and 44 per cent (22) thought men and women were equal 

in this ability. No  respondents indicated that "women" make the best 

decisions. 

Question 4, the importance of formal education, also brought 50 

responses. Thirty-seven, or 74 per cent, felt that the amount of for-

mal education was important, and 13, or 26 per cent, said it was not. 

Question 5, best amount of formal education, brought answers 

only in the college and post-graduate categories. Sixteen,  or 

. \ 
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43. 2  per cent, said "13-16" years were best, and 21, or 56. 8 per cent, 

said more than 16. 

Question 6 ,  importance of the time formal education was re­

ceived was answered by 36 firms . Twenty, or 55.6 per cent, said time 

was important, and 16, or 44 . 4 ,  said it was not. Those answering this 

·ques tion "no" were asked to omit question 7 . 

Ques tion 7, which time-period was bes t for formal education, 

brought 21 respons es rather than 20 because one respondent chose two 

categories. No respondents indi cated "1901-1920" as the bes t time­

period in which to have been educated. Two, or 9.5 per cent, marked 

"1921-1940; t t  five, 23. 8  per cent, marked "1941-1960, 1 1  and fourteen, 

66.? per cent, marked "1961-pres ent . tt 

Question 8 ,  importance of decision makers having general know l­

edge . of the organization, was answered by 49 respondents.  Forty-five, 

91. 8  per cent, said s uch knowledge was important and four, 8 . 2  per c ent, 

said it was not. 

Question 9,  whet her a person should seek informat ion from sub­

o rdinates when makin g  decisions , was also answered by 49 respondents. 

Ninety-eight per cent ( 48 )  said " yes , " and 2 per cent (1) s aid ttno. " 

Question 10, whether risk-taking is good or bad, was answered by 

49 respondents .  Forty-five, 91. 8 per cent, said that risk was "good; " 

one, 2.1 per cent, s aid that risk was "bad, " and three, 6. 1 per cent, 

selected the "other" category. Nine respondents added that some risk 

is always  present and necessary in decision  making. 



Ques ti on 11, m ost desi rable characterist i cs for a decision 

maker, eli cited the following lis t  of commo n  respons es . 

Characteri s ti cs 

Knowledge • . . . • • • • 
Courage . • . • • • . . . 
Experience • . . . . • • • 
Judgment • . . . • . • • • 
Integrity . . • • . . • • 
Objectivity . • . • • • . 
Intelligence • . . . . • • 
Innovat iveness • . . • • • 
Self-Confi dence . • • • • 
Analytical Abi lity . . • . 
Thoroughness • • . . . • • 
Insight • • • • • . . . • 
Common Sense • • • . . • . 
Pat ience . . . • • • . . . . 
Inquisi ti veness . • • • • 
Communicati on Ski ll . . • 

• • • . . 
• . . • • 
. • • . . 
. • • • • 
• • • • . 
• • • • • 
• • . • . 
• • • • • 
• • • . • 
• • • . . 
. • . . • 
• . • • . 
. . • • • 
. • • . . 
• • • • . 
. . . . . 

Number of Res·pondents 
Indicati ng this 
Charact eri s ti c  

. • . • 14 
• . • • 13 
. . • • 12 
• . . . 12 
• . . • 12 
• • • • 10 
. • . • 8 
. • . • 8 
. . • • 8 
• . . • 8 
• . . . 6 
. . . • 6 
• . . • 6 
• • • • 4 
. • • • 3 
• . . • 3 

Ques tion 12 , attitude toward the frequency with which workmen 

should ass is t  with decisions  relating to selection of s uppliers and 

determinati on of  work flow, brought 50 responses. Six, 12  per cent, 

marked "always; " twenty-five, 50 per cent, marked "usually ; t t  seventeen, 

34 per cent, indicated " sometimes,"  and two, 4 per cent, marked 

"never. " Thirteen respondents sai d  that employees have a more imme­

diate knowledge of the situat ion t han does management. 

Quest ion 13, degre·e to which company  i nformation should be made 

available to employees, was answered by 50 respondents. Fourteen per 

cent (7)  answered "always ; u 30 per cent (15 ) i ndicat ed "us ual ly ; "  48 

per cent ( 24 )  s aid " s ometim es, t' and 8 per cent (4 )  answered ttnever. " 

Table 1 represents the result s of chi-square analysis performed 

on correspon ding  questions of the first questionnai re s ent t o  



55 

advert ising agencies and _ commercial printing companies.  Thirt een chi­

square c omputat ions were run _t o  det ermine if the difference between t he 

respons es of  the advertising agencies and t he comm ercial print ing com­

panies was significant. 

TABLE l 

Chi�Square Values Obtained From Analysis Of Corresponding 
Quest ions Of The First Quest ionnaire Sent To Advert ising 

Agencies And  Commercial Print ing Companies 

Value Needed 
Quest ion d. f. Value .05 .01 

Level of 
Significance 

1 l o.42908 3.841 6. 635 N . S .  

2 ? 7.57583 14.067 18.475 N . S .  

, 3 l 1.67180 3.841• 6 . 635 N .S . 

4 l 0.30413 3. 841 6 . 635 N .S . 

5 .  2 7.33898 5.991 9.210 .05 

6 l 0.00346 3. 81tl 6 . 635 N.S . 

7 2 0 . 13000 5 .991 9 .210 N .S . 

8 l 0.07623 3. 841 6.635 N .S .  

9 l 0 .92824 3. 841 6. 635 N . S .  

10 2 1. 66456 5.991 9.210 N.S . 

11 11 4.50793 19. 675. 24 . 725 N . S .  

12 3 2.45328 7. 815 ll . 3L�5 N . S. 

13 3 0.81654 7. 815 11 . 345 N.S. 



Although no statistically significant difference was found on 12 

of the 13 questions, question 5, concerning the amount of formal educa­

tion deemed best, was found to be significant at the .05 level of c on­

fidenc e. The statistical results indicate that 95 times out of 100 

advertising agencies would be expected to place a hi gher value on more 

education than would printing c ompanies. Onl y five times out of 100 

would the difference in response be · a chance occurrenc e. 

S ec ond Questionnaire Sent To Commerc ial 
Printing Companies  

Question 1 asked respondents to indicate the nwnber of "male" 

and "female" foremen and production workers employed by the organiza­

tion. The number of males and females employed by all 27 respondents 

was added, and an overall ratio was determined--10, 723 males to 7, 322 

·females, or 1. 47/1. 

Question 2 asked respondents to chec k one of six 10-year age 

groups which would approximate the average age of employees referred to 

in questi on 1. The ten-year age categories were: "20-29 ,"  "30-39, "  

t t40-49, " "50-59, " "60-69" and 1 170-79• " Twenty-five respondents an­

swered this question. One respondent circled two of the ten-year cate­

gories, making the total response 26. Two respondents, 7.7 per cent, 

marked "20-2 9 ; "  seven, 26. 9 per cent, marked "30-39 ; "  fifteen, 57 .7  

per cent marked 040-49," and two, 7.7 per cent, marked "50-59 •" No 

respondents marked either of the la.st two categories. 

Question 3 asked respondents to mark the ··c ategory which most 

nearly approxi mated the average number of years of formal educati on of 
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production workers and foremen employed by their organization . The 

categories presented were "l-8, 1 1  "9-12 , " "13-16" and "more than 16 . 1 1 

Twenty-six respondents an swered this question. Twenty-five, or 96 .2  

per cent, marked "9-12 , " and only one, or 3 . 8  per cent, marked "13-16. " 

No respondents marked either the first or last category. 

Question 4 asked respondents to indicate the effects of group 

decisi ons on the factor of risk in relation to individual decision 

making. The four response categories were "increases," "decreases ," 

"stays the same" and "risk is not a fac tor of primary concern." Of 

the 26 respondents answering this question, 26 .9  per cent ( 7 ) said 

·group decision making "increases" risk, and 42.3 per cent ( 11 )  said 

groups "decrease" risk. No respondent s beli eved that group decisions 

did not affect risk , but 30.8  per cent (8) did not believe risk was a 

£actor. 

Second Questionnaire Sent To Advertising Agencies 

Question 1 ,  nu mber of "male'' and "female" non-management people 

employed, produced an overall ratio of 3, 142 males to 3, 221 females, or 

. 98/1 for 29 advertising agencies respondi ng. 

Question 2,  average age of employees, produced a response of 29 

rather than 28 becaus e  one respondent circled two of the ten-year cate­

gories. Eight, or 27. 6  per cent, marked the "20-29 1 1  year category, 19 , 

or 65 .5  per cent, marked "30-39, " and two, or 6. 9 per cent, marked 

"40-49" as the average age of  employees .  No respondents mar ked the 

last t hree categories. 
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Ques tion 3 ,  average years of formal education of non-management 

employees , elicited 23, or 76 .6 per cent, responses for the "13-16" 

year cat egory and seven,  or 23.3 per cent for the "9-121 1  year cate­

gory. Neither the ttl-8" nor 1 1more than 161 1 year categories received 

any response. 

Question 4, effects of group decisions on risk, was answered· by 

29 respondents. Four, 13.8 per cent, said that group decision making 

"increases" risk; fourteen, 48 .3 per cent, said groups "decrease" risk; 

· three, 10 .3  per cent, believed that risk s tayed the same, and eight, 

27.6 per cent, did not believe risk was a factor. 

Table 2 s hows the results of chi-square analysis conducted on 

corresponding questions of the second questionnaire sent to adver­

t ising agencies and commercial printing companies. 

Ques­
t ion 

2 

3 

4 

TABLE 2 

Chi-Square Values Obtained From Analys is Of Cor responding 
· Ques tions Of The Second Questionnaire Sent To 

Commercial Pr inting Companies And 

d.f. 

3 

1 

· Advertising Agencies 

Value 

20.97839 

30. 15981 

-4.02652 

Value Needed 
.05 .01 . 001 

7.815 

3.841 

7.815 

11. 345 

6.635 

11. 345 

16 .268 

10.827 

16.268 

Level of 
Significance 

.001 

. 001 

N.S .  
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Responses.to questions 2 and 3 were found to be significant be­

yond the .001 leve l, but question 4 responses were not statistically 

s ignificant. 

Chi -square values derived from responses to question 2, which 

concerned the average age of employe es, indicate that the higher aver­

age age of commercial printing company employe es as opposed to the age 

of advertising age ncy employees was a true difference .  The probability 

that the se results would be  repeated if the same populations were sur­

ve yed again would be  well beyond 99.9 per cent. Thus the possibility 

of the difference between average age of print ing company and adver­

tising agency employees be ing a chance o ccurrence is extremely s light. 

The chi-square value obtained from analysis of question 3 was 

nearly five times larger than that needed for statistical significance 

at the "practical certainty, " or .01 leve·l of confidence. It was e ven 

considerably larger than needed for significance at the .001 level.  · 

There thus appe ars to be a highly significant difference between the 

average education level of non-management advertising agenc y employees 

and foremen, and subordinates employed b y  commercial printing companies 

surveyed for this study. 

Chi-square analysis of question 4 of the s econd questionnaire 

revealed n o  s ignificant difference betwee n  advertising agency and com­

mercial pri nting company respondents regarding the effects of group 

decision making on the ele ment of risk. 
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Anaiysis  Of Ot her Related  Questions 

The author s us pected that a relations hip existed between the de­

gree to whic h management thought subordinates s hould ass ist in ma.king 

decisions and t he amount of company information which management was 

will ing to make available to s ubordinates .  Chi-square analysis there­

fore was performed on ques tions 12 and 13 of  the first questionnaire 

sent to both commercial printing companies and advertising agencies .  

The results of this analys is are presented in  Tables 3 and 4 .  

TABLE. 3 

Chi-Square Value Obtained From Analysis Of Quest ions 12 And 13 
Of The First Questionnaire Sent To 

d. f. 

3 

Comme rcial Printing Companies 

Value 
Value Needed 

.05 . 01 

11. 345 

TABLE 4 

Level of 
Significance 

N.S. 

Chi-Square Value Obtained From Analysis Of Questions 12 And 13 
Of The First Questionnaire Sent To 

d. f. 
x2 

Value 

4 . 43871 

Advertising Agencies 

Value Needed 
.05 .01 

7.815 

Level of 
Significanc e 

N.S. 
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Chi-square analysis revealed no signi fi cant difference for 

either calculation at the . 01 or . 05 confidence levels. At the . 20 

c onfidence level, however, analysi s of questions 12 and 13 of t he first 

questionnaire sent to commercial printing companies revealed si gnifi­

cance , Advertising agency chi-square value was significant at the . 3 0  

level o f  confide nce for the same questions. 

Questi on 2 of the first questionnaire sent to both samples asked 

respondents to indicate the prime age for decision makers. Respons es 

to this question were analyzed, through the c hi-square method, for com­

parison or contrast with actual average age of foremen and subordinates 

employed by both commercial print ing companies and advertising agencies. 

\, Table 5 contains the results of chi-square analys is for commer­

cial prin ting companies, which . indicate that there is no_ significant 

diffe rence be tween t he age believed best for decision makers an d  the 

act ual average age of s ubordinates. 

d.f .  

5 

TABLE 5 

Chi-Square Value Of Question 2 Of The Firs t And Second 
Que stionnai re Sent To Commercial Print ing Companies 

(Act ual Average Age And Believed Bes t Age ) 

x2 

Value 

6.88176 

Value Needed 
.05 .01 

11. 070 15 .086 

Level of 
Significance 

N.S. 
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Table 6 c�ntains t he results of chi-square analysis for adver­

tising agency responses to question 2 on each questionnaire. This 

analysis revealed a difference which was significant bey ond the .001 

level of confidence. 

d. f. 

4 

TABLE 6 

Chi-Square Value Of Quest ion 2 Of The First And Second 
Questionnaire Sent To Advertising Agencies 
(Actual Average Age And Believed Best Age) 

x2 

Value 

33.28801 

Val ue Nee ded 
.05 .01 .001 

9.488 13 . 277 18. 465 

Level of 
Significance 

.001 

Table 7 shows the results of chi-square analysis performed on 

question � of the first questionnaire and question 3 of the second 

questionnaire sent to commercial printing c ompanies. Quest ion 5 asked 

respondents t o  indicate the number of years of formal educatio n the y 

believed was best for a decision maker to possess. Question 3 asked 

respondents to indi cat e the average number of years of  formal educa­

tion of the fore men and product ion workers emplo yed b y  their c om­

panies. Chi-square analysis o f  the responses t o  t hese questions re­

vealed a highly significant difference between these ages. The chi­

square value obtained was nearly· three and one-half times larger than 

needed at the .001· 1evel. 

I 
I 



TABLE 7 

Chi-Square Value Of Question 5 Of The First Questionnaire 
And Question 3 Of The Second Questionnaire Sent 

To Commerc ial Printing Companies 
(Actual Average Education Level 

And Believed Best Level ) 

Value Needed Level o f  
d. f. Value . 0 5  .01 . 001 Significance 

2 46 . 33377 5. 991 9.21 0 13. 815 .001 
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Table 8 contains res ul ts of c hi-square performed on the data re­

ceived from r esponses to the same two questions on  the questionnaire 

sent to advertising agencies. · In this group, too ,  the chi-square value 

obtained was significant beyond the . 001 level of confidenc e. 

d. f. 

2 

TABLE 8 

Chi-Square Value Of Question 5 Of The First 
Questionnaire And Question 3 Of The Second 
Questionnaire Sent To Advertising Agencies 

x2 

Value 

(Ac tual Average Education Level 
And Believed Best Level ) 

Value Needed Level of 
.05 .01 . 001 Significanc e 

28. 83984 5. 991 9. 210 13 . 815 .001 
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Analysis Of The Equality Of Attitude Sc ale Statements 

Chi-square analysis was performed on each of t he 15 st atements 

on t he attitude sc ales sent to commerc ial printing companies and adver­

t ising agencies. This was necessary t o  dete rmine if a significant dif­

ference exi sted between t he reaction t o  corresponding st atements pre­

sented t o  c ommercial printing company and advert ising agency respond­

ent s .  Five corresponding statements were found to be significantly 

different . Four were signific ant at the .05 level and one was signif­

icant at the .01 level of confidence. 

These results indicate t hat st atement 10 (Appendices E and F) 

was not c onsidered t o  be of equal import a.'"lc e by both groups . In fact, 

less t han one time in 100 would t his st atement be cons idered equal by 

both groups .  

Statements 5 ,  3, 13 and 14 were found to be significantly dif­

ferent at the .05 level of confidence . It c.a..'"1 t hus be assumed t hat 

stat ements 10, 5, 3, 13 and 14 are not of equal import ance to both 

commercial print ing companies and adve rtising agencies .  

The statement order presented in Table 9 is t hat order derived 

from t he responses to  the statements by commercial printing companies. 

The statements are arranged from least t o  most important decision 

stat ements.  The statement numbers presented in Table 9 can be found in 

Appendices E and F, and t he chi-square values presented are based on 

t he observed frequencies which can be found in t he agree -disagree 

blanks preceding each statement in the Appendices . 

I 



TABLE 9 

Chi-Square Values Obtained Fro m Analysis Of Corresponding 
Statements Of The Commercial Printing Co mpany 

S tatement 
Number* 

10 

4 

5 

11 

3 

13 

7 

1 

6 

8 

12 

2 

9 

14 

15 

And Advertising Agency Attitude Scales 

d. f. Value 

l 7.81468 

1 2.35659 

1 5.30734 

1 2.69638 

1 6. 79498 

1 5.03848 

1 0.07207 

1 1.52298 

1 3.17192 

1 3 . 62018 

1 1.76564 

1 0. 15112 

1 1.00254 

l 5.81104 

1 0.00678 

Value Needed 
.05 .01 

3 . 841 6. 635 

3. 841 6.635 

3. 841 6. 635 

3. 841 6. 635 

3. 841 6. 635 

3. 8Lt1 6. 635 

3. 841 6.635. 

3. 841 6. 635 

3.841 6.635 

3.841 6. 635 

3.841 6. 635 

3. 841 6. 635 

3 . 841 6. 635 

3.841 6. 635 

3.841 6. 635 

r r  

Level of 
S ignificance 

. 01 

- N . S .  

.05 

N . S .  

. 05 

. 05 

N . S .  

N.S.  

N.S. 

N . S . 

N.S. 

N.S. 

N . s . 

.05 

N.S. 

*statements are in the order which comme�cial printing com­
panies themselves indicated by their response to be ascendi ng o rder 
from least to most important. 
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Scalogram Analysis Of Attitud e Scales 

Scalogram analysis was pe rformed on each of the two attitude 

scales. The primary objective of this anal ysis was to give subsequent 

investigators an indication of the de gre e of accuracy to which the 

scales could be reconstructed. 

The attitude  statements presented on the scales in Appendices E 

and F are in  random order. Randomization of the statements was neces­

sary because a sequence of agree to disagree  statements might cause 

respondents to become aware of the sequential nature of the statements 

and to respond accordingly. A more accurate response can be obtained 

for e ach stat eme nt if statements are randomized. 

The responses were calculated and the stat�ments were arr anged 

in an order from the largest to the smallest number of agree responses. 

The order of statements for commercial pr_inting companie s, based on the 

frequency of most-to-least agree responses was:  10, 4 ,  5 ,  11, 3, 13, 

7 ,  1, 6 ,  8 ,  12, 2, 9, 14 and 15 . The frequency of responses to each of 

the statements on the commercial printing company scale can be found in 

Appendix E. The frequency of responses to e ach of the statements on 

the advertising agencies'scale can be found in Appendix F. 

The advertising agency scale statements were  also arranged in 

state ment order: 10, 4 ,  5, 11, 3 ,  13 � 7, 1, 6 ,  8 , 12, 9 ,  14 and 15, 

the same order as the commercial printing company attitude scale.  This 

was be1iev�d to be t he most objective method of arranging the state­

ments because the inyestigation was concerned primaril y  with commercial 

printing companies, and the author believed that his greater 



67 

familiarity �Tith printing establishments would make the commerc ial 

printing company scale a more accurate representation of the decis ions 

pertinent to that group. Based on the arrangement of the statements 

in the commercial printing company scale, a coefficient could b e  ob­

tained for each scale which would indicate the degree of accuracy with 

which each. scale could b e  reproduced. Thus, comparison of coeffi­

cients for the two scales would indicate the reproducibility of the ad­

vertising agency scale in relation to the commercial printing company 

scale. 

After placing the statements in the order of most-to-leas t agree 

responses, it was necessary to place the respondents on a continuum 

from those with the greatest number of agree responses, to those with 

the fewest number of agree responses. This was necessary to locate 

"cutt ing points" for the statements. 

Once "cutting points" had b een determined,  the total error 

could be computed and a coefficient of reproducibility calculated. 

This calculation was accomplished as follows: The total number of re-

- spondents was multiplied by the total number of scale statements . 

This produced the total number of possible responses. The total pos­

sible responses were divided into the total number of errors . This 

division produced a decimal number which, when subtracted from unity, 

yielded the coefficient of reproducibility.59 

Twenty-six commercial print ing com pany respondents completed the 

attitude sca!'e. Total pos sible responses were therefore 390, (15 

59 Edwards, pp. 182-83. 
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statements mult i�lie d  by 26 respondents. ) The total error was· 56 , 

which, when divided by 390 yields . 14. Thus, the coefficient of _ re­

producibilit y for the scale among a population of comm ercial printing 

. . 86 
60 

u companies is • • nity indicates a perfe ct scale. 

Twent y-seve n  advertising agency respondents complet ed the atti­

tude scale. Total possible responses were therefore 405, (15 state­

ments multiplied by 27 respondents. ) The tot al e rror comput ed was 72, 

which yi elds . 18 whe n  divided by 405. The coefficient of reproducibil­

ity for the advertising agency scale is t he refore . 82 .  

The mean number of  agree responses was calculat e d  for commercial 

printing company and advertising agency respondents. Advert ising agen­

cies had a mean agre e  respons e of 8.55. Commercial printing companies 

had a mean agree response of 7.99. Total possible agree responses was 

15 for e ach of t he groups ment ioned above. 

Co mparative Analysis Of Sel ect ed Respondents 
And Scale Stat ements  

The overall response to  t he att it ude scale obtained from commer­

cial print ing companies and advert ising agencies was compared t hrough 

60 Gutt man himself arbit rarily assumed that a coefficient of re­
producibility of at least . • 90  was necessary before an area  coul d be con­
sidered scalable.  See Samuel A. Stouffer, Louis Guttman, Edward Such­
man, Paul Lazarsfeld1 Shirley A. Star and John A. Clausen, Measure ment 
and Prediction { Princeton :  Princeton University Press, 1950) p. 77. 
Mildred Parten, in her Surveys, Poils, � Samples (New York: Harper & 
Brothers , 1950 ) ,  p. 197, indicates that coefficient s  of . 85 or more 
suffice in practice. Ot her researche rs have been able to use the 
Guttman t echnique effect ively wit h coefficients of . 80 or even . 75. 
See Allen L. Edwar ds and F. P. Kilpat rick, "Scale Anal ysis and t he 
Measurement of Social Att itudes, " Psychometrika, 13 : 99-114, and P. H. 
Kriedt and K. E. Clark, "Item Analysis versus Scal e Analysis" Journal 
£! Applied Psychology, 33: 114-121. 

I 
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the use of c hi-s.quare analysis. Because the attitude statements fo r 

each of the two scales had b een arranged in the same order for scalo­

gram analys is , combining the total response from both groups was pos­

s ible. This procedure yielded a total frequency of agree responses. 

The total agree responses subtracted from the total responses equals 

disagree respo nses. The two scales were then s eparated and the ob­

served frequenc ies of  agree and d isagree respo nses were compared.  

This procedure produc ed some revealing differences when c hi-square 

analysis was performed. 

As mentio ned earlier, 405 agree responses were indicated b y  ad­

verti sin g  agencies; 39 0  agree responses were indicated by commerc ial 

printing compan ies. This constitutes a combined agree respo nse of 795. 

When the two scales are separated, one wo uld expect  the frequenc y of  

agree responses to almost equally divide between the two scales. This 

would not be entirely true becaus e  there were 26 comm erc ial printing 

company respondents and 27 advertising agenc y respo ndents. It appears 

that advertis ing agenc ies had a slightly larger n umber of agree re-

- sponses than was expected, taking the difference in number of respond­

ents into account. Chi-square analysis revealed no s ignificant dif­

ference b etween the respo�ses made by commerc ial printing co mpany re­

spo ndents and advertising agency  respondents, however. 

Table 10 contains the results of chi-square performed on the 

total sc ale responses. The differenc e between advertising agenc y  and 

comme�c ial printing company response was not significant. 



TABLE 10 

Chi-Square Value Obtained From  Analysis Of Total 
·R esponse To The Commercial Printing Company 

And Advertising Agency Attitude Scales 

Total Response 
To Both S cales d. f. Value 

Value Needed 
.05 . 01 

Level of 
S ignificance 

795 1 0. 14279 6. 635 N.S. 
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Chi-square analysis was performed in the same way on the five 

most important s tatements on each scale. These were tp.e statements 

which commercial printing companies had indicated . by their response to 

be the most  s erious decisions, hence the least likely to be subj ected 

to " participative decision making. " Total agree responses (commercial 

printing companies an d advertising agencies responses combined) were 

92. Separation of the responses to the two scales would yield an ex­

pected frequency of Lf6 for both the commercial printing companies and 

the advertisin•g agencies. Although the commercial printing companies 

indicated by their responses that questions 12, 2, 9 ,  14 and 15 were 

decision areas of  greate�t importance, only 26 agree r esponses among 

commercial print ers were observed for these five s tatements. Based on 

the same  order of statements , advertising agencies had an agree re­

sponse of 6 6. Thus , advertising agencies were far more participative 

in de9 isi on areas which commercial printing companies indicated were 

highly impor tant than were the printing companies themselves. 

I 
I 
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Table 11 indicat es t hat at t he .01 level, there is a signi fi­

cant difference between the response made by c ommercial printing c om­

pany and advertising agenc y respondents regarding t he five most impor­

tant decision stat ements. The value obtained was foun d  t o  be two 

times larger t han t hat needed for significanc e  at t he .001 level of 

confidence. 

TABLE 11 

Chi-Square Value Obtained From Analysis Of Commercial 
Print ing Company And Advertising Agenc y Responses 

To Statements 12 1 2 1 9 1 14 And 15 

Number of Re­
sponses t o  Stat e­
ments 12 , 2 ,  9 ,  
14 and 15 

Agree Disagree d. f. 

92 1 73 l 

Value 

Total: Agree and Disagree--265 

Value Needed Level of 
.05 .01 . 001 Significa nce  

3.841 6.635 10. 827 

Even t hose advertising agenc y respondents who were below average 

i n  t he number of agree responses were more participative in  t he five 

most import ant decision-stat ement areas than were t he below average 

commercial print ing company respondents. The number of agree respon­

ses from t hose below average in agree responses were t otaled for each 

group and added t ogether. This t otal was 15. An expect ed frequenc y 

of agree responses from each group would be 7.5. However, only one 
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commerc ial printing company respondent who was below the grou p average 

· agreed with any of the five mos t  important decision s tatements. Of 

the advert ising agency res pondents who were below average , 14 agree re­

sponses were indicated for the five mos t important de cision s tate ments. 

Therefore , based on commercial printing company ranking of s tate me nts , 

even thos e · adver tising agency respondents who were below average in 

their participativeness  agreed with a s ignificantly greater number of 

highly important decis ions than did the below ave rage comme rcial print­

ing company respondents. 

Tabl e 12 contains chi-square results which indicate that at the 

.Ol level , those advertising age ncy respondents who are below the 

group average in agr ee responses indicated a signi ficantl y greater ac­

ceptance of particip.ation than did commercial printing compan y respond­

ents who were below their group average i'n number of agree  responses.  

TABLE 12 

Chi-Square Value Obtaine d From Analys is Of Those Responde nts 
From Commercial Printing Companies And Advertising Age ncies 

With Below Average Number Of Agree  Res pons es 

Number of Re­
spons es to State­
ments 12 , 2 ,  9 ,  
14 and 15 

Agree Disagre e 

15 Bo 

d. f.  

1 

Total: Agree and Disagree- - 95 

Value 
Value Needed 
. 05 . 01 

3. 841 6.635 

Level of 
S ignificance · 

.01 

I 
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CHAPI'ER IV 

CONCLUSIONS 

Advertising agency and commercial printing company respondents 

both believed that the age of persons making decisions was important. 

The modal age groups for the two samples were different, however. More 

than 45 per cent of the advertising agency respondents indicated that 

they believed the best age to be "4o-49t 1  years, whereas nearly 38 per 

cent of the commercial printing company respondents believed "30-39" 

years was the best age for decision makers. An intere:5ting contrast 

exists between the average age of employees of each group and the age 

e ach believes best for decision makers. Although advertising _ agencies 

i ndic ated that they beli eved t t40-49" wa.s ·the best decision-making age 

group, the actual average age of their non-man agement employees was· 

1130-39•1. years in 65 per cent of the respondent agencies. On the other 

hand, commercial printing companies s aid the best age was "30-39" 

years , whereas the actual average age of their foremen and subordi­

nates was "40-49" years in 58 per cent of the respondent companies . 

Because the actual average age of non-management employees in 

advertising agencies was less than respondents deemed best for deci­

sion making, "participative decision makingn may have been retarded 

somewhat. · It may also be that the modal age of the responding manage­

ment personnel was u4o_49r t  and this fact biased the response. 



The average age of foremen and subordi nat es in commercial print ­

ing company respondents was 10 years great er t han the age which was be­

lieved best for decision making by a modality of resp ondent s. These 

c ommercial print ing company respondento may feel t hat older craft smen 

are not capable of , or do not want t o  be involved in dec ision making. 

Another possible explanati on is that many of t he management jobs today 

are filled by younger college-educat ed personnel and t he craft -t ype 

j obs are left t o  t he older print ers. This would  indicat e a bias simi­

lar t o  that which may have occurred among advert ising agency respond­

ent s .  Because the difference bet ween t he age believed best and t he 

average age of commercial print ing company employees was not stat ist i­

cally significant , however, perhaps management only perceives a dif­

ference. In both respondent groups , t he difference bet ween the be­

lieved best age and act ual age of employees may be a fact or which 

restricts t he degree of participat ion permitt ed in decision making. 

This may occur even though the believed best age and actual average 

age indicated by commercial print ing company and advert ising agency re­

spondent s  are reversed. 

It should be not ed, however, that regardless of bias, commer­

cial print ing companies do not permit employee part icipat ion in deci­

sion making t o  as great an ext ent as advert ising agencies. This fact , 

when compared t o  t he significant difference at t he . 001 level in ad­

vertising agencies and the non-significant difference in commercial 

print ing companies , regar ding the believe d b est decision age and the 

act ual age of employees, would indicat e that age is not a fact or of 



primary concern when considering the possibility of implementing 

"participative decision making. 1 1  
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Nearly three-fourths of the advertising agency and commercial 

printing company respondents agreed that the amount of formal educa­

tion a decision maker possessed was important. They disagreed, how­

ever, on the number of years which they believed was best. Advertis ing 

agency respondents unanimously agreed that 13 or more yea:rs o f  educa­

tion was best. Fifty-six per cent of this group believed that educa­

tion beyond a college degree made the best decision makers. Seventy­

one per cent of the commercial printing company  respondents indicated 

that "13-161 1  years of  formal education was best. 

Respondents were asked to indicate the average educational 

level of employees. Foremen and subordinates in co mmercial printing 

compqnies and non-management employees in advertising agencies were 

identified as t he gro ups of interest. Seventy-six per cent of  the ad­

vertising agency non-management employees were found to have "13-16" 

years of formal education. Ninety-six per cent of the commercial 

printing company foremen and subordinates had "9-12" years of formal 

education. Thus, both respondent gro ups indicated that about four 

years o f  education abo ve that which employees act ually had was best 

for a decision maker to possess. The number o f  years of formal educa­

tion  believed best and the actual education level of each emplo yee 

group was found to be significant at the .001 level of confidence. 

This would indicate that there is an important difference in each 

group between emplo yee education level and education l evel considered 

best for decision making. 



Perhaps management respondents would desire e mployees to have 

more educat ion than they possess regardless of  the groups surveyed • 

. The difference in actual education between the two samples may indi­

cate that advertis ing agenc ies have been aware of the value of educa­

tion for a longer time than have commerc ial printing companies. 

Although there was a significant difference between the believed 

best education level of decision makers and the education level of em­

ployees in each gr oup, advertising agencies were significantly more 

participative in decision making than c om merc ial printing c ompanies. 

This may be a result of c ommercial printing companie s  being more c on­

cerned than advertis ing agencies about the difference  in employee edu­

cation level and believed best educational level of decision makers. 

Or, it may indicate that the inc ongruency between the believed best 

level and the actual employee education level  is of little importance 

to either gr oup. Because the employee education level is higher in 

advertising agenc ies than in c ommercial printing c ompanies, perhaps 

advertis ing agency respondents do not perceive the difference  as being 

large, whereas, . it is perceived as a large difference  by the c ommercial 

printing c ompany respondents. Perhaps the restriction on " participa­

ti ve decision making" in c ommercial printing companies was a result of 

the greater importance these respondents placed on  formal education. 

More than 90 per cent of the advertising agency and c ommercial 

printing c ompany respondents believed that it was imp ortant for a deci­

sion maker to have a general knowledge of all facets of the organiza­

tion in whic h he was employed. Seventy-five per . cent of the respondents 

I 
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from each group ·believed that employees should be given access to in­

formation whi ch concerns the entire firm "usually" o r  "sometimes. "  

Only about 14 per cent of the respondents believed they should "always" 

have access to company information. This difference in t he amount of 

general information which respondents thought a decis ion maker should 

have and the amount they thought employees should have probably reduces 

the poss ibi lity of participation. Perhaps management does not feel 

that employees are capable of understandi ng company information which 

does not directly affect the employees . Or, management may be unwill­

ing to permit employees to demonstrate their potential regarding abil­

ity to contribute to the more important areas of company activity and 

thus withhold  company information so employees do not have the infor­

mation necessary for worthwhile contributions. If management does not 

believe company decisio ns are i n  the realm of employee acti vity, per­

haps management thinks it is a waste of employee time to have them re­

view information which does not directly affect their jobs. In any 

case, it would appear that if management does no t make company i nfor­

matio n available, . employees would be severely restricted i n  thei r 

ability to make useful contributions to decisions which affect the 

entire organization. 

Nearly 100 per cent of the respondents from both groups indi­

cated that when making decisio ns ,  a person should seek i nformation, 

help and a�sistance from s ubordi nates. However, o nly 12 per cent of 

the advertis ing agency respondents and 18 per cent o f  the commercial 

printi ng company respondents said  that non-management employees should 



"always" as sist  .management with decis ions concerning inventory, work­

flow and similar decision areas. This would. indicate that although 

management recognizes that employees poss es s  information which is 

valuable if good decisions are to be made, tho s e  s ame managers appear 

to be unwilling to permit employees to contribute .  

Abo�t 100 per cent of the re spondents in both samples viewed 

risk as nece ssary and good when making decisions. When the respond­

ents were asked to indicate how groups affect the ris k factor in deci­

sion making, 50 per cent of each respondent group said that group ac­

tion usually decreases the risk involved. These re spondents would be 

expected to be receptive to "participative decision making. " If groups 

decrease the ris k  of making a poor decision, it appears logical to as­

sume that management would become interested in participative tech­

niques if for no other reason than to make better decisions .  

I t  was thought that sex prejudice may be a factor which could 

cause management to retard the a�ount of participation in decis ion 

making. The respondents did indicate that there was a higher ratio of 

women to men in advertising agencies than in commercial printing com­

panie s. Thirteen per cent more advertis ing agency respo ndents than 

commercial printing company respondents indicated that men and women 

are equal in their ability to make adequate decisions .  This may be a 

result of women who have demonstrated their ability. No respondents 

thought women were superior, whereas many felt men were--prejudic e is 

apparent. There was found to be one . and one-half women per man in the 

advertising agencies surveyed. Perhaps becaus e  a large amount of the 
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work-load is carri ed by  women in t his indust ry ,  management has become 

more aware of their  abi lit y. 

It was found that at the .001 level of confi dence ,  advert isi ng 

agencies permitted  parti cipat ion more t han did commercial print ing 

firms on the fi ve most i mport ant decisions list ed on the att it ude 

scale. Even  those advertis ing agency respondents who were below the 

group average in the number of decision stat ement s to whi ch t hey  

agreed,  were more participati ve than t heir count erpart commercial 

printing company respondents. This was probably the result of greater 

confidence whi ch management placed in  the s uggest ions and opi nions of 

higher-e ducated  employees . 

Recommendat ions For Further St udy 

The author realizes that the fi ndings of this st udy are not 

conclusive and apply to  onl y  a s mall segment of t he printing and ad­

vert ising indust ries. The followi ng suggest ions for fu rthe r st udy may 

provide lat er invest i gators with i deas and helpful s uggestions which 

were problem areas i n  this study. 

An att it ude scale s uch as t hat used i n  this st udy is always 

subject to criti cism until it has been teste d  and retested  to i nsure 

its validit y. Much work. is yet to be done before a great degree of 

confidence can be placed in the results obtained from its use.  It 

would be e xcept ionally helpful i f  the scale st at e ments  were tested  

wit h  large groups of commercial - print ing company and advert ising 

agency respondents . Because no scale was apparent ly avail able 



which would  serve the needs of this study, perfection of this scale 

should be completed. 

Bo 

It woul d also be necessary to conduct the study  again because 

the low response rate raises some doubt about the validity of the re­

sults. No generalizations about the gro ups of interest in this study 

can be made until a larger per cent have responded. 

It may also be revealing to conduct the study again and code 

the responses. This would provide data concerning each respondent' s 

beliefs and facts relevant to that respondent's company. Thus , it 

would - be apparent if the same respondents had answered bot h mailings. 

This would probably prov ide more precise information regarding the 

respondent groups. 

Perhaps a similar study which compares some segment of the 

printing industry with a group other than advertising agencies may 

reveal some interesting facts. This would probably enhance the find­

i ngs of this study as well as s ubsequent investigations and make gen­

eralizations more dependable. 

Finally, in order to accept or reject the fin dings of this 

study, it will be necessary to conduct the study again because there 

has been no research done concerning the relation between education 

level and the degree to which "participat ive decisio n makin gn is 

implemented. 

Summary 

· The purpose· of this study was to determine if there wa.s a 

positive correlation between the level of employee educatio n and the 

I 
I 
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degree to which "participative decision makingt ' was implemented. There 

was found to be such a relationship. It appears that advertising 

agency respondents who are below average in their acceptance of parti c­

ipative t echniques are nevertheless more participat ive than are commer­

c ial printing company respondents who are below average in their group. 

The education leve l of advertising agency employees is approximately 

four years greater than that found among foremen and subordinates in 

responding commercial printing companies. Therefore, it appears that 

the more highly educated employee is accepted to a greater degree and 

is given more opportunity to.participate in decision making. 

(( 



APPENDIX A 

Followi ng is a copy of t he first ques tionnaire sent t o  commer­

cial printing companies. 

QUESTIONNAIRE 

82 

NOTE : WHEN "DECISION MAKING" IS MENTIONED IN THE FOLLOWING QUESTIONS , 
IT WILL REFER TO DECISIONS SUCH AS :  EQUIPMENT PURCHASE, MEI'H0DS 
OF PRODUCTION AND ANY OTHER SIMILAR DECISIONS YOU BELIEVE ARE OF 
EQUAL IMPORTANCE . 

1 .  Do you t hink the age o f  persons making decisions i s  important ? 

Yes ---

No ---

( I f  you answered No to question 1 ,  omi t question 2 )  

2. If you answered Yes to question 1, what do you believe is t he prime 
age of a person maki ng decisions? 

Under 20 ---

20 - 29 ---

30 - 39 --

40 - 49 ---

50 - 59 --

60 - 69  ---

70 - 79 --

Over 79 ---

3. Which of t he following are able to make the bes t decisions? (Please 
check one) 

Men ---

Women ---
Men and Women Equal ---

4 .  D o  you believe t he amo unt of formal education a decision maker pos­
sesses is important? 

Yes No ---

(If you ru�s wered No to question 4, omit questions 5 , 6 and ?) 

I 



5 . If you answered Yes to question 4 ,  how many years of formal educa­
tion do you believe is best? 

1 - 8 --- 13 - 16 

9 - 12 More ---

6 • . Do you feel the time in which (eg. 1800-1820 )  a decis ion maker re­
ceived his formal education is important? 

Yes No --- ---
( If you answered No to quest ion 6 ,  omit question 7)  

7 . If you answered Yes to question 6 ,  which of the following do you 
feel is the bes t period of years to have been formally educated? 

1901-1920 ---

1921-1940 

1941-196 0 --

1961-Present 

8. Do you believe it is important for a decis ion maker to have a 
general knowledge of all facets of the particular organization in 
which he is employed? 

Yes No --- ---

9.  Should a pers on seek informat ion, assistance and help from subordi­
nates when making decisions? 

Yes No --- ---

10. Do you feel one's willingness to take risks when confronted with a 
decis ion is: 

Good 

Other ---

Bad __ _ 

(please explain) 
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11. What do you believe are the mo st advantageous characteris tics for 
persons i nvolved in decision making to possess : . 

Please List :  

12. Do you believe production workers ( foreman and below ) s hould 
ass is t  management in making decisions in such areas as equipment 
purchase, methods of production, level of inventory s tocked and 
similar matters of equal importance to a firm? 

Always --- Usually --- Sometimes --- Never ---

(Please explain) 

13. Do you believe information which con·cerns the entire firm should 
be made available to foremen and their subordinates? Example: 
Sales increases , per cent of profit increase over previous years ,  
etc. 

Always --- Usually ---

(Please explain) 

Sometimes --- Never ---

I 
I 



APPENDIX B 

Following is a copy of the first ques tionnaire sent to advertising 

agenci es .  

QUESTIONNAIRE 

NOTE : WHEN "DECISION MAKING" IS .MENTIONED IN THE FOLLOWING QUESTIONS 
IT WILL REFER TO DECISIONS SUCH AS : SELECTION OF SUPPLIERS, DE­
TERMINATION OF WORK FLOW, DETERMINATION OF DEADLIN£S AND ANY 
orHER DECISIONS YOU BELIEVE ARE OF EQUAL. IMPORTANCE . 

1. Do you think the age of persons making decis ions is important? 

Yes ---

No (' 

( If you answered No to questi on 1, omit quest ion 2) 

2 .  If you answered Yes to question 1, what do you believe is the pr ime 
,age of a person . maki ng decisions? 

Under 20 50 59 

20 - 29 6o - 69 

30 - 39 ?O - ?9 

40 - 49 Over 79 

3. Which of the foll owi ng are able to make the b est decisions ? 
(Please che ck one) 

Me n · ---
Women ---

Men and Women Equal ---

4 .  Do you believe the a�ount of formal education a decision maker pos­
sesses is impor tant? 

Yes No --- ---

( If you answered No to question 4,  omi t  que stions 5, 6 and 7) 
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5. If you answered Yes to question 4 ,  how many years of formal educa­
tion do you believe is best? 

l --- 13 - 16 --

9 - 12 More ---

6. Do you feel the time in which (-eg. 1800-1820) a decision maker re­
c eived his formal · education is important? 

Yes No --- ---

( If you answered No to question 6 ,  omit question 7 )  

7 .  If you answered Yes to question 6 ,  which of the following do you 
feel is the best period of years to have been formally educated? 

1901-1920 ---

1921-1940 

1941-1960 

1961-Present 

8. Do you believe it is important for a decision maker to have a 
general knowledge of all facets of the particular organization in 
which he is employed? 

Yes No --- ---
9. Should a person s eek information, ass is tance and help from s ubordi­

nates when making decisions? 

Yes No --- ---

10. Do you feel one's willingness to take risks when confronted with 
a decis ion is : 

Good --- Bad __ _ 

Other --- ( please explain) 

I 
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11. What do you believe are the most advantageous characteristics for 
persons involved in decision making to possess : 

Please List: 

12. Do you belie ve non-management employees should ass ist management 
in mak ing decisions in such areas as s election of suppliers ,  de­
termination of work flow, determination of deadlines and s imilar 
matters of equal import ance to a firm? 

Always --- Usually --- Sometimes --- Never ---

(Pleas e  explain) 

13. 'Do you believe information whi ch concerns the entire firm should 
be made avai lable to non-management employees ? Example: Sales 
increases, per cent of profit increas·e over previous years, etc. 

Always --- Usually --- S ometimes . --- Never ---
(Pleas e  explain) 



APPENDIX C 

Following is a copy of the cover letter which accompani ed the 

first mailing. 

March 27 , 1968 

Dear Sir: 
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As a graduate student in Printing Management at South Dakota State 
University, I have chosen decision making techniques as a thesis topic. 
Before extensive research can be performed it is necessary to elicit 
information from those involved in the process of decision making. 

Enclosed is a questionnaire which will give the necessctry information 
needed to proceed with the study. I would appreciate your returning 
the completed questionnaire in the accompanying seif-addressed, stamped 
envelope at your earliest convenience. The questionnaire is anonymous 
and no company's name will be used in any .way in this study. 

If you would rather have a.�ot her person in your organization handle 
this matter, please forward the questionnaire to that individual, or 
inform me of his name and address, so that I may contact him. 

It is my belief that a study of this type can have much value to those 
involved with decision making. I would appreciate your time and con­
sideration in completing the enclosed questionnaire. 

Yours truly , 

Richard J. Huff 

I 
I 



APPENDIX D 

Following is a copy of the cover lett er which accompanied the 

second mailing. 

May 14 , 1968 

Dear Sir: 

As a graduat e st ude nt in Printing Management at South Dakot a St at e 
Universit y ,  I am current ly involved in writing a thesis on decision 
making t echniques. 
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You received a questionnaire in the latt er part of Mar ch regarding this 
topic. I was very pleased with· the high response.  Once again , I need 
your assistance .  I would appreciat e your t ime and consideration  in 
complet ing the list of st at e ments and the brief questio nnaire which is 
enclosed. 

The enclosure which cont ains 15 stat ements should be marked, t o  t he best 
of your knowledge, eit her  agre e or disagree. I would like to e mphasize 
that t hese st at ements sho uld be marked acco rding to what is current ly 
done in t he indust ry. 

The questionnaire which is enclosed is concerned with info rmation re­
garding your firm. Your compan y ' s  name is not needed for this ques­
tionnaire and need not be included on any of the e nclosures. I would 
appreciate your ret urning the completed questionnaire and list of st at e­
ments in t he accompanying se lf-addressed s tamped e nvelope as s oon as 
possible. 

If you would rather have another person in your firm complet e t he en­
closed. questionnaire and list of stat ements,  please forward them t o  
that individual. 

Sincerely yours, 

Richard J. Huff 
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APPENDIX E 

Following is a copy of  the attitude s cale sent to commercial 

printing companies . The response frequencies are presented for each 

statement so that s calogram analysis- can be performed by later investi­

gators if they so desire. 

INSTRUCTI ONS 

Please i ndicate your answers to the following statements by 
placing a check (� ) on  one o f  the two lines preceding each statement. 
It is important th�t all statements be answered and be sure to make 
only one checkmark for each statement. 

For example, if you agree with the first statement, make a check 
(\/"') on  the l ine which is adj acent to statement one and directly be­
low the heading AGREE. If you do not agree with the first statement, 
mark the l ine  which is adj acent to statement one and d�rectly · below 
the heading DISAGREE . 

CONSIDER EACH OF THE FOLLOWING STATEMENTS IN THE CONTEXT OF 1tIBAT 
YOU BELIEVE IS USUALLY DONE IN COMMERCIAL PRINTING COMPANIES AT THE 
PRESENT TIME. 

AGREE DISAGREE 

15 11 

17 9 

9 17 

12 14 

STATEMENT_S 

1. Foremen and production workers cons ult with man­
- agement to determine when coffee breaks and lunch 
breaks will be taken. 

2. When problems such as excessive abs ence and turn­
ov er arise in a firm, foremen ,  production workers and 
management people work together in order to reduce o r  
alleviate the probl em. 

3. When new production methods are deemed neces­
sa:ry to meet market demands (Example: adding lithog­
raphy to a lett erpress firm) the new method is intro­
du·ced as a result of discussion between production · 
workers, foremen and m anagement. 

4. Foremen and production workers consult with man­
agement to determine down time schedules for machine 
repair and maintenance. 

I 



. AGREE DISAGREE 

22 4 

15 11 

21 

6 20 

17 9 

2 24 

6 20 

17 9 

25 1 

3 23 

19 7 

91 

5 . Foremen, production workers and management con­
fer with one another in order to reduce excessive 
sc rap loss and waste. 

6 .  In non-union plants when o vertime beco mes neces­
sary, production workers and foremen discuss the mat­
ter to determine which individuals will  receive the 
overtime work. 

7 .  Foremen and production workers consult with man­
agement when planning vac ation sc hedules. 

8. Foremen and production wo rkers determine the 
machine speed for each job. 

9 .  When problems with regard to work-flow are 
spotted and identi fied ( eg. bo ttle-necks, etc . ) ,  pro­
duction  wo rkers, foremen and managemen t work together 
to solve the work-flo,, problems. 

10. Foremen, production wo rkers and management to­
gether determine what is the best level of inventory 
to mai ntain in the firm's storeroom. 

11. . Fo remen, production _wo rkers and management dis­
cuss major equipment purc hases before such a purchase­
is made. 

12. Foremen and production workers dec ide when to make 
routine equipment adjustments. 

13. When the accident rate in . a firm is believed to 
be excessive, foremen, productio n workers and manage­
ment discuss safety policy and rules in o rder to im­
prove the safety program and thus reduce the acc ident 
rate. 

14. Foremen, production wo rkers and management to ­
gether decide which suppliers c an mos t  adequately meet 
the firm ' s  needs. 

15. When new production. efficienc y goals have been 
established, production· workers, foremen and manage­

, ment discuss the methods which will make it possible 
to attain these new goals. 
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APPENDIX F 

Fol lowing is a copy of the attitude scale s ent to advertisin g 

agencies . The response frequencies are presente d for each statement 

so that scalogram analys is can be performed by later investigators if 

they so des ire . 

INSTRUCTIONS 

Please indicate your answers to the following s tatements by 
placing a check (v-' ) on one of the two lines prece ding each statement. 
It is important that all s tatements be answere d  and be sure to make 
only one checkmark for each statement. 

For e xample,  if you agree with the firs t  statement, make a check 
(v--) on the line which is adj acent to statement one and d irectly be­
low the heading AGREE. If you do not agree with the first statement, 
mark the line which is adj acent to state ment one an d directly below 
the heading DISAGREE . r 

CONSIDER EACH OF THE FOLLOWING STATEMENTS IN THE CONTEXT OF WHAT 
YOU BELIEVE IS USUALLY DONE IN ADVERTISING AGENCIES AT THE PRESENT TIME. 

AGREE DISAGREE 

11 16 

19 8 

19 8 

7 20 

STATE!"!ENTS 

1 .  Non-management employees consult with management 
to de te rmine when coffee breaks and l unch breaks will 
be taken. 

2. When problems of excess ive absence and turnover  
arise in  a firm, non-management employees and manage­
ment peop le wo rk to gether in o rder to reduce or alle­
viate the problem. 

3 .  When new work techniques or pro duction metho ds 
are deemed ne cessary to mee t  market demands, the new  
metho d or technique is the result of dis cussion be­
tween management an d non-management employees. 

4. Non-management employees determine whe n  "house­
keeping" o r  maintenance is necessary  in individual 
departments . 

J 



AGREE DISAGREE 

15 12 

9 18 

21 6 

13 14 

21 6 

11 16 

12 15 

22 5 

20 7 

11 16 

20 7 

5 .  Non-management employees and management confer 
with each ot her in order to reduce excessive s crap 
loss and wast e. 
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6 .  When overtime becomes necessary , non-management 
employees discuss the matter with management to deter­
mine which individual will receive the overtime work. 

7 .  Non-management employees consult wit h management 
when planning vacat ion schedules. 

8 .  Non-management employees set t heir own work pace 
when det ermining how fast they can produce t he quality 
desired. 

9 .  When problems with regard t o  work- flow ar e  
spotted and ident ified (eg. bott le-necks develop , 
et c. ) ,  management and non-management employees work 
together t o  solve t he wo rk-flow problems. 

10. Management and non-management work together in 
order t o  det erm ine what is the best level of inventory 
to maint ain in t he firm ' s st oreroo m. 

11.- Management and non-management . employees discuss 
maj or purchases before th·e purchase is made. 

12. Non-management emplo·yees decide when rout ine 
equi pment adj ustments are needed o n  o ffice machines, 
product ion machines, et c. 

13. When the accident rat e in a firm is bel ieved to 
be excessive, management and non-management employees 
discuss safet y policy and rules in o rder t o  improve 
the safety program and t hus reduce the accident rat e. 

14 . Management and non-management employees decide 
toget her which suppliers can most adequat ely meet the 
firm ' s needs. 

15. When new product ion efficiency goals have been 
est ablished, management and non-management employees 
discuss t he met hods whic h will make it possible to 
att ain these new goals. 



APPENDIX G 

Following is a copy of the second questionnaire sent to commer­

cial printing companies. 

QUESTIONNAIRE 

l .  Approximately how man y  people ( Foremen and below) does your fi rm 
employ? 

Male ---

Fem ale ---

2. Approximately what is the average age of persons ( Foremen and be­
l ow) employed b y  your firm? 

___ 20-29 

__ 30-39 

40-49 ---

__ 50-59 

60-69 ---

70-79 ---

3 . Approximately what is the average education level of the people 
(Foremen and below) employed by your firm? (Number of years of 
formal education) 

1-8 ---

___ 9-12 

13-16 ---

More than 16 ---

4. When a group ( 3  or more people) makes a decision, rather than a 
single pers on, do you believe the risk of making an inadequate 
decision: 

Increases ---

Decreases ---

Stays the sam� ---

___ Risk is not a fact or of primary concern 

I 
I 



APPENDIX H 

Following is a c opy of the second questionnaire sent to adver­

tising agencies. 

QUESTIONNAIRE 
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1. Approximately how many non-management people does your firm employ? 

Male ---

Female ---

2. ·Approximately what is the average age of non-management persons em­
ployed by your firm? 

20-29 ---

-- 30-39 

40-49 ---

-- 50-59 

60-69 ---

-- 7 0-79 

3. Approximately what is the average education level of the non­
management people employed by your firm? 

1-8 ---

--- 9-12 

13-16 ---

More than 16 ---

4. When a group (3 or more people) makes a decision, rather than a 
single person, do you believe the risk of making an inadequate 
decision: 

Increases ---

Decreases ---

___ Stays the sam e 

___ Risk is not a factor of primary co ncern 
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APPENDIX I 

Following is a copy of the letter which the autho r received fro m  

George A .  Mattson, Managing Directo r of Prin ting Industries of America. 

Mr. Richard J. Huff 
Journalism Department 
South Dakota State Univers ity 
Brookings , South Da�ota 57006 

Dear Hr. Huff: 

April 25, 1968 

This is a follow-up of your letter to Mr. William A. Hammill dated 
April 11 1968 and his reply to you dated April 16 , 1968. 

First, I am in complete agreement with the statements made in the 
second paragraph of Mr. Hammill 's letter to you. This is to s ay ,  the 
overwhelming number of  foremen and production  super-V is ing personnel 
in the printing industry ar e  high schoo l graduates . In addition, hun­
dreds of these supervisory personnel have participated in a special­
ized LTF-PIA Foreman ' s  Management Training Pro gram o·ver the past fif­
teen years.  See enclosures relating to this program. 

With respect to participative decis ion making, it is significant that 
of the 38 , 000 printing plants , 81 percent have 20 or less employees . 
These plants function as either a sole proprieto rship or partners hip 
basis . This is to say that generally, the sole owner or partners 
"wear all the hats" and generally make all the decisions . There are 
exceptions in that in these small plants,  foremen are consulted in 
making decis io ns with respect to purchase of equipment, material and 
supplies. 

With respect to the medium (5 0 to 200 employees ) and la�ge plants (200 
and up) , supervisory personnel generally have respons ibilities fo r and 
control of safety, quality and production in that order. Sinc e they 
have these responsibilities , it necessarily follows that they exercise 
a high degree o f  decis ion making in.these three areas. 

Also , superviso ry personnel in the medium and large plant s have  much to 
say with respect to hiring, training and upgradi ng of  productio n  em­
ploye�s , s ubj ect to certain provisions of unio n c-o ntracts. 

I 



In our attempt to be of fur ther assistance, we are sending you under 
separate cover, the following: 

1. " The Foreman's Role in Getting the Job Done' 1 
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2. "Survey of the Foreman ' s  Job in the Lithographic Industry" 
with comments related thereto in a speech . the title of which 
is "Supervision in the Li tho graphic Industry"· 

3. The three part LTF-PIA Foreman-Management Training Program 

Finally, during my twenty-three years' experience in dealing with fore­
men and superintendents in the printing industry, I have, for the most 
part, learned to have a high regard for their managerial and technical 
abilities. 

GAM: 1sm 
Encs. 

Sincerely yours, 

George A. Mattson 
Yanaging Director 
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