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ABSTRACT

In this thesis a study is made of the cognitive processes
and maps by which managers, in interaction with each other,
perceive and organize stimuli related to the functions which
they fulfil in the organizations involved. An attempt is made
to analyze and explore, via a systems approach and complementary
action frame of reference, the mnature and structure of
role-perceptions which top level functional managers have of
each other. These 7role perceptions are viewed from the

framework of middle-range organization theory.

It is hypothesized that managers will simplify their
perceptual worlds by reducing a large number of stimuli to a
simple evaluative structure and that <certain axes of
differentiation, which further affect this evaluative structure,

may be identified.

The hypotheses are derived from the interest of the author in
the perceptual categories which managers wuse naturally in
assessing each other, the structure of these categories, and the

effects of role.

In order to answer the questions posed, data was collected
from 90 of the most senior functional and general managers in 10
randomly selected medium-sized South African industrial
companies. The data was obtained by means of a specifically
devised 10 x 40 Repertory grid (Kelly, 1955) and semi-structured
interviews. Holzbach’s (1974) version of French and Raven’s
(1968) bases of power instruments was used for supplementary

interpretation of the data.

The repertory grids of 90 managers (36 000 observations)

were compared on a hypothetico-deductive basis against a model
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quasi-consensus grid of identical dimensions, to test for the
effects of perceptual mediation in terms of persomnal construct

and implicit personality theories.

Thereafter the effects of role and organizational decision-
making as axes of differentiation were explored on the basis of
the phenomenological viewpoint that managers have certain
models, theories or cognitive maps which affect perception and

therefore behaviour.

Results derived from the above two approaches were analyzed
using the appropriate theoretical frameworks and mnultivariate
statistical analytical techniques. Comment is also made on the
significance of such 1levels of analysis for organizational

theory.

- ii -



DECLARATION

I declare that this thesis is my own,
unaided work, except as acknowledged.
It is being submitted for the degree of
Doctor of Philosophy in the University
of the Witwatersrand, Johannesburg. It
has not been submitted before for any

degree or examination in any other

University.

r¢47 day of Q«fwtwsl.

- iii -



ACKNOWLEDGEMENTS

I wish to express my gratitude to:

Professor K.F. Mauer, Head of the Department of Psychology
of the University of South Africa for his detailed and attentive
supervision of this thesis.

Professor G.F. Jacobs, Dean of the Graduate School of
Business Administration, University of the Witwatersrand, for
his interest and encouragement.

Mr. Tony Pace for introducing me to an understanding of the
complexities of the Ingrid suite of computer programmes.

Dr. Alan Lawrence of the Chamber of Mines Research
Laboratories for permission to use the Ingrid programmes.

Mr. Kevin Clarke of the Department of Computer Science of
the University of the Witwatersrand, for assisting me in the
development of additional programmes to analyze the data.

Mr. Peter Pirow, of the Graduate School of Business
Administration, University of the Witwatersrand, for assistance
in computer system problems and time devoted to discussions on
statistical issues.

The managers in the 10 companies who gave so much of their
valuable time to the interviews and completion of measuring
instruments.

Sue Kovalsky and Lucille Scheurenberg, librarians of the
Graduate School of Business Administration, University of the
Witwatersrand for their assistance in obtaining references.

Miss A.I. Murray and Mrs. J. 0O’Sullivan for typing the
draft and the final copy, and Mr. Trevor Mabote for printing the
thesis.

Daphne, my wife, for proof reading the thesis and for the

many hours of assistance in the technical production thereof.

- iy -



This thesis is dedicated to Bess, Claude,
Daphne, Ian and Dianne for the many months of
familial deprivation endured as members of

ny role-set.



TABLE OF CONTENTS

CHAPTER 1

ORGANIZATIONAL ANALYSIS

1.1

1.2

Introduction 00000000000 0000 800000000000 CRCOOICEES

Levels of

anaIYSiS G40 00RO EISOIGEIOLILOEOOERSIOEBNSINOSOEORTOETS

1.2.1

The behaviour of the individual .ececeee

1.2.2 The behaviour of the group

1.2.3 The complex organization «eevesecccesss

1.3 Historico—analytical analySiS «ecseesceccccssssccs

1.4

1.5

1.6

1.3.1
1.3.2
1.3.3
1.3.4

Developmental approach eeeesececcsscscs
Classical SchoOl +eescescasecccscsnsses

Neo-classical sSchool secevcsssssossscsens

MOdern SChOOl eP s 8 P00 0000000080008 se

Frameworks for analysisS ceeescsecccsanscoccccscns

1.4.1
1.4.2
1.4.3
1.4.4

Systems theory P8 0 0% 0 0 ¢ O OO DO PSSO eE eSS
Structural analysis es.eececccvcccscccces
The action frame of reference eececeses

COHStrUCt theory 90 6encess0es s st

An integﬁation 9600 00N S0L0000SPISISIESIROIOEBOEOINOIENNOEILTS

The study

1.6.1
1.6.2

1.6.3

0000000000000 eRLPIOLIIBOERSSEOICGCEOIOSOIESIPROSIOESES

The research questions cecececscccvcess

The scope and significance of the

Study 9 2 00000 0PSSO ERISIOETOEILEISIOEBNOETSYS

Overview of the sStudy ececeovecsoccconas

-yvi -

10
10

12

12
15
16
18

20
20
23
27
29
30

33

35

35
36



CHAPTER 2

2.1

2.2

2.3

2.4

CHAPTER

3.1

ROLE PERCEPTION IN ORGANIZATION

Introduction ® 9 060606000 0000000800060000000600800000e08

The Concept Of role 8 00 09000 IOL LIS 00P00000008000PC

2.2.1
2.2.2
2.2.3
2.2.4
2.2.5
2.2.6
2.2.7
2.2.8

Role behaviour sesecescssscsscsssccssas
Role differentiation eeeececsscesscesssce
The process of role-sending eeececccccs
The received role ceeccecscsacsssscsces
Role~taking eecessscccsssccssssencssces
StAtUS eevesvescoscsvseosvessssscsasssoes
PoSition ecsccesccsssccsecscssscscensns

Role—conflict and role-ambiguity eeecces

NormS and Values © 8500060008000 8800000000900000008se0

Perception

3

2.4.1
2.4.2
2.4.3
2.4.4

9000000000000 00000000080600608006060000000T"

The perceptual ProceSS ccescssccccsscas
Person perception eesseccescoccsssscscns
Role perception secscecssccccessevscses

Perception and personal construct

theory 200000 0000000000000 00000008000080

IMPLICIT PERSONALITY THEORY

Introduction 9000855000095 0000000060000Ce008000O0C6CDSIEOGE

- vii -

37

39

44
45
48
50
52
53
54
55

57

59

60

66
69

71

73



3.2

3.3

3.4

3.5

3.6

3.7

3.8

CHAPTER 4

4.1

4.2

Implicit personality theory ececeececsccsvessecs

3.2'1

Traits and behaviour

Research findings eceeececccscocssacecocs

S0 s s00 s 00000000000 PRPIEE

Personal construct theory scesscsccccccsccscsns

3.4.0
3.4.1
3.4.2
3.4.3
3.4.4
3.4.5
3.4.6
3.4.7.
3.4.8
3.4.9
3.4.10
3.4.11

Fundamental postulate eecessscsccnccss

Corollary
Corollary
Corollary
Corollary
Corollary
Corollary
Corollary
Corollary

W ® N O U B W N

Corollary
Corollary 10
Corollary 11

LRI AR S A S B IR B BN BB I BB IR B I Y

0000000000000 0000000000

S0 900000800 RCSOOLRSOEBLIOOETSTTPSESN

e 0000000t 0ss0R 000

® 90000800000 00000000000es 0

S 9000008000000 008000000e00

o e ss0 0 s00 eGP IEIRNOEBIOLDIE

Development of construct SYSLEMS eesscacesscsscs

Role

000000099000 20PN L0CLEISLNLELNSOENIOIOSIRNENIODREOEDS

ReCEnt research 9000000000 e0s0eRRP OSSOSO INRPPOIBLOIITOTYS

From individuality to s0cialitV seecceescescncas

IMAGE

Introduction seeseee

@00 00 sse0 00000000t BIROIRTEDS

73.

76.

81.

82.

84.
84.
85.
85.
86.
86.
86.
87.
87.
88.
88.
88.

90.

92'

92.

94.

99

Inage as used in marketing seceeveececccennseces 102

- viii -



4.3

4.4

4.5

4.6

CHAPTER

5.1

5.2

5.3

5.4

5.5

5.6

Inmage as used in the study of international
relations 20 0 995 000 00 00080 IOOCOOPEODN VPO SIDNISOEDN ¢SS

Inmage as used in organizational analysis eeeees

Image and phenomenology esececccceccccccscscans

Conclusion 000000000 0000000000 SEBRIBIOROGSCCESE

HYPOTHESES, DESIGN, METHODOLOGY

Introduction © 9 0060080000000 0000 000000000000 csanry

Hypothesis generation eeececcescsvescssccsecanee

The principal research questions seecevsccsccesscs

The principal research hypotheses eeecceccccesse

The research desSign eesececsecccccscsvocsccsssss

5.5.1 The conceptual design eeeeececessccocccesns

5-5-2 The measuring instruments ecesecesccecacoe

5.5.2.1 The 10 x 40 major repertory grid

5.5.2.2 French and Raven’s Bases of Power
instrument (Holzbach) eeeecsces

5.5.2.3 The semi=-structured interview ..

5.5.2.4 Biographical instruments seceee.

5.5.3 The Sample 000000000000 0000000000s0000e0s

Methodology 0 0500206000600 0008 0020000000800 cs000

- ix -

103

104

110

112

114

114

117

118

119

121
124

124

126

127

127

129

133



CHAPTER 6

6.2

6.3

CHAPTER 7

7.1

7.2

DATA ANALYSIS TECHNIQUES

Introduction S 8 0 08000000 ESENSLIOEILEEIERIBONREEEORSTTSS

The measurement of social Structure eeeceeccesscas

6.201 Rank Order © 060 0000000 0PRBLOONOCEOGIEOINBRROIINCEOEREOETDS

6.2.2 The S0C10Zram eseescscssescoscsscsssessses

6.2.3 Multivariate analysSisS cescesvcesssccsccsss

6.2.3.1
6.2.3.2
6.2.3.3
6.2.3.4
6.2.3.5

6.2.3.6
6.2.3.7

Factor analysis escececsccccescees
Components analysisS seceececcssces
The analysis of a single grid ..
The analysis of multiple grids .

The analysis of random or
quasi—grids OO 00 060 0 82D O SV OEOOPOOOTS

Cluster analysSis eeeesccsssvcces

Multidimensional scaling eeseecee

The behavioural measures and their correlates cees

6.3.1 Cognitive complexity/simplicity eecevseces

6.3.2 Measures of response EYTOTr seeecocsossssse

6.3.3 Relationships between constructs and
elements in nmultidimensional space seceees

ANALYSIS OF DATA

Introduction 0000608090 08000000000000s00000s0esbEDPOE

Analysis Of data ®©0 80000000000 BARSTERTOSOSRDBCRTS

140

142

142
143
144

149
152
156
157

158
170
171

177

177
179

180

181

183



7.3

CHAPTER 8

8.1

8.2

7.2.1 Hypothetico—deductive sececeececsesssvcesss

7.2.2 Exploratory—descriptive ceecececcecsccsscnss

7.2.2.1
7.2.2.2

7.2.2.3

7.2.2.4

7.2.2.5

7.2.2.6

7.2.2.7

The consensus grid seeessssssccss

An example of extreme cognitive
Simplicity ® 0 08 00 00 000 6O S9N O

An exanmple of extreme cognitive
complexity L LK B BN R B S BN B BE BE BE N R B B N N NN A AN )

Examples of central or modal
responses ® 0 0 5 06 000 0B OO SL O S e O NS

Consensus grids of the individual
companies 49 5 68658800 TRHOEEIOEOPSEDS

Multidimensional scaling maps of
individual managers ececececesces

The bases of power instrument ...

Conclusion 209 5 00 0000000000000 0000 000Nl PSIEIEOERERNIOLN

DISCUSSION OF RESULTS

Analysis and testing of hypotheses .escecssssccesss

Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis

QO ~N o W

Hypothesis

LR R A N N N NN RN NN NN RN E RN ENEE N
S S0 S0 P00 P OPCPNCEOCEEIOBOENNSERNOENINSIESEOEOSIEBTTEES
0 000020060505 0000080 0000000000800 sss0ss0
000 0000000000 LLIEISIOOELOOELIEESIIEEORSETTS
9 00 0000000000000 000000000000ss0000OOBSITIDE
(R RN NN NENEE NN RN I I AR I ]
9 00 00t 0000 R0 sERECREtS RO OSSR AES

Verification of fundamental postulate and certain

CorOllaries 202 000000000800 0000 0008000000000 080006DS

Fundamental postulate © 600000000 P P00 0PSSO EIOGIRIOSIOGERTOENTS

Corollary 2.
Corollary 3.

Individual coro0llary eeenccescescssns

Organization corollary eseceecccceses

-xi -,

183
195

202

206

210

216

216

228
237

240

241

241
242
242
243
244
244
264
245

245

245
246
246



8.3

CHAPTER 9

9.1

9.2

9.3

9.4

9.5

Corollary 4.
Corollary 6.
Corollary 7.
Corollary 1l.

Dichotomy corollary 0 80600000 s 0o 00
Range corollary ® 9 0 000 008 O EP SO et
Experience corollary eecesceccsceesce

Sociality corollary esiececesscoccasne

Complementality cOrollary cececeoscsscscscsossccssons

The within—company construct SYSLEmS eeessecssossss

SUMMARY AND CONCLUSIONS

Introduction 989 00000000 0080060000000000000s00s000000

Individual consStruct SYSLEMS eseccescscessssvsessscss

Group COHStruct Systems @8 000000000800 0s000 000000080

The personnel function eecescevsssscecssscscscscsses

COnCluSionS 00 80000000 P 0L IPL SO0 PSPELOEEBOERSOBNISETIES

APPENDICES 88 0000600000060 0000000 2080800806800 09 00000000800 TC

REFERENCES ® 85 9000000080000 0P008000000000000000000¢0000sse

- xii -

246
247
247
248
248

249

253

254

256

256

260

262

399



Figure

Figure
Figure
Figure
Figure
Figure

Figure

Figure
Figure

Figure

Figure
Figure
Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

1.1

1.2

1.3

1.4

1.5

1.6

l.7

2.1

2'2

3.1

5.1

5.2

5.3

5.4

5.5

5.5

6.1

6.2

6.3

6.4

a)

b)

LIST OF FIGURES

Relationship between individual, group
and Organization e 0000 s sess0se et ecsens0erS

An individual’s 1ife SPAN seeessscsccssosoccnce

Differentiation of managerial role-set ceecesss

Evolution and revolution as organizations grow.

The evolution of organization theory +ssvsvess

Levels of organization eeesvecscesccsscscccses

Continuum of languages for describing
organizational reality «ceesesecssenssscssescsss

The role episode as depicted by Katz and Kahn .

Size constancy in perception of an object «.s..

Distribution of correlation coefficients
in assessment centre ratingsS seeecsescvsscsccscs

Perceptual organization of a stimulus field ..

Ordering Of ConStl‘UCtS e s0 000000000 eBOELDLE

The rOle-Set S 00600 00000000000 P0000000000000s00

Six levels of decision-—making and eleven
job grades ® 9 8 0 9 50 00 08T B OB OO P ST SO OPOSE LSOO

Measured real-world model of the way in
which managers construe their role=seteseeesecss

Synthetic model of the way in which role-
construing would take place in absence of
perceptual mediation secececcsccscsccscsccscncan

Classification of multivariate proceedures
(Cooley & LONNES) cecessssscsvrccescoccsnconnce

A classification of multivariate methods

(Sheth)

500000000000 000000000Ps00s0000sREOGESETSTIOS

Alternative ways of assembling grids «ecececece

Random grid plot for one grid : components

1 and 2

500 0 9P L0000 EELCEPLPNOENNOGOISEININORIROENOESSEOSDS

- xiii -

Page

19

22

31
52

63

78
120
120

121

i22

128

128

147

148

157

160



Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure

6.5

6.6

6.7 )

6.8

6.9

6.10

6.11

6.12

7.1

7.2

7.3

7.4

7.5

7.6

7.7

7.8

Random grid plot for onme grid : components

2 and 3 © 5 8 0 00000082000 ELLLLLNVEGSIONISNIOEOIEOESTSIOTE

Random grid plot for one grid : components

l and 3 SO R 000 S LRNOIIILLELOECLOIERNOITIOIOEOIOLEINOIEPIOIOEPROEDPOSIOEOEUERS

The dispersion of 10 elements in construct
space : components 1 and 2 «eeeccescccosssccnss

The dispersion of 10 elements in construct
space : components 2 and 3 cececcessceccsssccses

The dispersion of 10 elements in construct
space : components 1 and 3 ceocceiconiencnnoons

Multidimensional scaling map of one manager :
components 1 and 2 seceeccssccscscescscsasccnas

Multidimensional scaling map of one manager :
components 2 and 3 cccsscccccesscncsscssrsnnsne

Multidimensional scaling map of one manager :
Components l and 3 Seersssse et tesss st st sb e

Conparison of the distributions of the measured
and randomly generated grids «scccscccscscccscns

The consensus grid for 90 managers : components

1 and 2 P90 0 PO LPELLIISIOCONOILINIOOLERIOIOLIOIOGREOEOIPIPLOIOIOEOODNRDTS

The consensus grid for 90 managers ; components

l and 3 006008000000 00000000000CeRPEIENSOIRROSIEOETSLES

The consensus grid for 90 managers : components

2 and 3 B 00RO PP L 0SSP L0ESPNSLOILEIGEIEPNENSEOOOIEOETS

The individual grid or cognitive map of a
nanager exhibiting extreme cognitive
sinplicity : components !l and 2ececesccsscccsccss

The individual grid or cognitive map of a
manager exhibiting extreme cognitive
simplicity : components 1l and 3 .ccececocscccne

The individual grid or cognitive map of a
manager exhibiting extreme cognitive
simplicity : components 2 and 3 .ccevecesccsvees

The individual grid or cognitive map of a

manager exhibiting a high degree of cognitive
complexity : components 1 and 2 .cceccccocsacas

-xiv -

Page
161

162

163

164

165

166

167

168

192

202

203

204

206

207

208

210



Figure
Figure
Figure

Figure
Figure
Figure
Figure
Figure

Figure
Figure
Figure
Figure
Figure

Figure
Figure
Figure

Figure

Figure

7.9

7.10

7.11

7.12

7.13

7.16

7.17

7.18

7. 19

7.20

7.21

7.22

7.23

7.24

7.25

7.26

Individual grid or cognitive map of a

manager exhibiting a high degree of cognitive
Complexity H Components 1 and 3 tescesssss e
Individual grid or cognitive map of a

manager exhibiting a high degree of cognitive
complexity : components 2 and 3 cesesevsccesscs
Graphical representation of comparison between
distributions of correlation coefficients for
managers B09 and C05 9 0 0 00 808 0O S OO LSO LTSN OGS NSPSDS

The consensus grid for 9 managers (a role-set)
in company A : components 1 and 2 cceecsccccsce

The consensus grid for 9 managers (a role-set)
in company B : components 1 and 2 sseevcecoccne

The consensus grid for 9 managers in company
C : components 1 and 2 .scceessccosecssesnccsanss

The consensus grid for 9 managers in company
D : conponents 1 and 2 «ccceeccccsncscccssossnns

The consensus grid for 9 managers in company
E : conponents 1 and 2 .ccecessccccessascscsasse

The consensus grid for 9 managers in company F .
The consensus grid for 9 managers in company G .
The consensus grid for 9 managers in company H .
The consensus grid for 9 managers in company I .
The consensus grid for 9 managers in company J .
The distribution of elements in construct

space of the 90 managers as seen by their

respective role—sets PR A A A A A A A N I I N NN RN )

The personnel director at the E band level in
10 different companies ecsceecoscosccscsvscsosansee

The personnel director at the E band level
perceived "as he ideally ought to be" .eeceeces

The marketing manager at the E band level
in 10 different companies seseccsscsssccccscnss

The financial manager at the E band level
in 10 different companies sceecsccsscscccacccas

- XV -

Page

211
212

214
216
217
218
219

220
221
222
223
224
225
226
227
228

229

230



Figure

Figure

Figure

Figure

Figure

Figure

7.27

7.28

7.29

7.30

7.31

7.32

The production manager at the E band level
in 10 different companies e.eeesssscsessaseesss 231

The personnel manager at the D band level
in 10 different compani€s cesesvecvcsvsneseccses 232

The sales manager at the D band level
in 10 different companies ececeescecscssssseassss 233

The financial accountant at the D band level
in 10 different companies eecececessccecsccccccss 234

The production manager at the D band level
in 10 different Companies eceeesss0c00000es0 00 235

The managing director at the F decision band

level 900600500600 060008600006000800600e0900060000600600060 236

- xvi -



Table

Table

Table

Table

Table

Table

Table

Table

Table

Table

Table

Table

Table

Table

5.1

6.1

7.1

7.2

7.3

7.4

7.6

7.7

7.8

7.9

7.10

7.11

7.12

7. 13

LIST OF TABLES

Descriptive summary of participating companies ...
Properties of 100 random grids eececoveccscscccss

A comparison of the bias and variability of
measured and quasi-grids eecescecevccccscccccccns

A comparison of the principal components of
measured and quasi-grids ceccecessrccccsosronsone

Comparison of principal components of random and
measured grids ® 0 00 8 00 &S OO0 S S OO HL PPN OO O NGO SGN S

Comparison of the distributions of correlation
coefficients for measured and quasi-grids eeececes

Construct and element loadings for consensus
grid for 90 managers on component 1 cecesocesssss

Construct and element loadings for consensus
grid for 90 managers on component 2 ceecevccccscs

Construct and element loadings for consensus
grid for 90 nmanagers on component 3 ..ecceccccccss

The component space of manager CO 5 cececcocscsss
The component space of manager BO 9 .eeeeevecsnce
Comparison of the distribution of correlation
coefficients between the 40 constructs used by

managers CO5 and BO9 ..oeveccccecccccasnanncasanaas

Loadings on components for French and Raven’s
Bases of Power ® 0 0 5 5 060t O0 O S OD O LOINOSEeS SO sPe s

Rotation of axes : Direct quartimin factor
pattern matrix ® D 0P P BSOSO PO OO0 DO OD PSS NEOSe OSSO PEEDS

- xvii -

Page

132

169

185

186

189

191

196

199

200

205

209

213

238

239



Appendix

Appendix
Appendix
Appendix
Appendix
Appendix
Appendix

Appendix

LIST OF APPENDICES

Letter to senior executive of companies

in Sample ecececevecssssccscsscccsscccccssscnncs
10 x 40 Major Repertory Grid secesesessecanssass
Holzbach’s Bases of Power Instrument - seescecsce
Seni-structured interview csececccccsscccencsns
Biographical variableS eessceveccocccscscscscse
Individual grid analysis for manager BO9 ......
Gridav analysis conducted for company B ...cese

Consensus grid for 90 managers eeeecessccccones

- xviii -

262

263

278

288

289

291

323

361



CHAPTER 1

1.1.

ORGANIZATIONAL ANALYSIS

Introduction

One of the major conceptual tasks in the area of
Organizational Behaviour is to inter-relate data at different
levels of analysis: individual, group, organization and
environment. A number of theorists have argued that
organizational systems are primarily the outcome of the wvalues,

theories, and models of human nature held by managers.

In the final analysis each manager’s behavior
will be determined by his underlying theory of
organizational behavior, so it is essential
for him to understand the different results
achieved by different models of organizational
behavior (Davis, 1968, p.38).

According to Schein (1965) managers make assumptions about
people in organization. Whether the managers are aware of these
assumptions or not, they operate as models 1in terms of which
they decide how to deal with superiors, peers and subordinates.
Management effectiveness will depend on the degree to which the
manager’s assumptions "fit empirical reality". Schein develops
outlines from basic models or viewpoints held of man in organ-
ization: rational-economic man, social man, self-actualizing

man and complex man.

Limerick (1976) points out that there are different funda-
mental images and assumptions held about the basic matter of
organizations (activities, groups, or individuals) "the
boundaries of membership, and the goals, processes and
relationships which give the organization identity" (p.60).
Speaking from a sociological point of view, Inkeles (1964)

maintains that each sociologist '"carries in his head one or



more models of society and man which greatly influence what he
looks for, what he sees and what he does with his observations
by way of fitting them, along with other facts, into a large
scheme of explanation" (p.28). He also points out that every
scientist holds some general conception of the realm in which
he is working, some mental picture of "how it is put together

and how it works" (p.28).

Sociologists, - particularly Gouldner (1954) and Weber
(1964), concentrate on the factors which shape the structure of
organizations and the roles which are played out within themes
such as a division of labour and the administrative procedures

for authority and control.

The industrial psychologists and the human relations
theorists concern themselves chiefly with the problems of the
individual in his efforts to adapt to the physical environment
and to technical, administrative and social pulls and
pressures. By experiment and observation they have sought ways
to equate efficiency with human satisfaction. The theorists of
formal organizations such as Fayol (1949) and Urwick (1943) try
to derive from the experience of managers some principles of
practical wuse for those who have to design and maintain

organizations.

There is, however, a growing awareness that to work within
the constraints of managerial language is a severe deterrent to
understanding. Pugh (1966) makes the following assertion
about industrial psychology:-

Their (those in the field of industrial
psychology) overwhelming limitation is that
almost without exception they have defined
their work in terms of management problems, not
psychological ones, and this has turned them
from scientists into applied scientists or
technologistse.ss It is no criticism to be an
applied scientist if there is some science
to apply. But applied psychology is a



contradiction in terms because there is yet no
coherent body of acceptable theory and data
which can be drawn upon and applied once we
get beyond the level of learning of perceptual
and motor skills (p.243).

Working largely -independently, research workers at the
Tavistock Institute have gone further than most in building a
framework which can bind together the various psychological
and sociological theories of organizatiomns. Rice (1963), a
member of the Tavistock Group, elaborates a conceptual frame-
work which, as he says, "relates individuals, groups and
institutions to each other in one coherent system" (p.l). The
framework proposed by Rice represents the organization as a
series of encapsulated, significant environments. (See Figure
1.1 below).
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_INCIVIDUALS
IN GRCOUPS

— gy w—  om—
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/

Figure l.1l
Relationship between individual, group and organization
(Adapted from Rice, 1963)



The individual member of an organization has his internal
world and an external world which includes the other
individuals with whom he constantly interacts on the job.
This working group is a significant environment for the
individual, in which he seeks satisfactory relationships.
This group, too, has its own internal life, which comprises
the complex of interpersonal relationships, influenced by
shared or discrepant norms of behaviour, common or conflicting
beliefs and attitudes. A sub-unit of a large organization
might include many such groups, and its internal system is
described by the relationship between them. Its environment

consists of other sub-units and the organization as a whole.

Since the organizational participant is, however, unable
to cope with the large number of complex organizational cues,
he reduces the stimuli so that he can deal with them more
effectively. The result is a simplified model of the

organization.

Field theory is also applicable to the concept of
organization. Lewin’s (1951) 1lifespace includes the
personality region and the environmental region. The
environmental region corresponds with the individual’s

organization map.

Figure 1.2 represents an individual’s 1lifespace. The
personality region (P) is surrounded by various organization
map regions (rl,..rn). The regions are sub-divisions
within organization space which are important in explaining
the individual’s behaviour at a given time. For example, the
individual’s perception of the authority and reward structures

are considered possible regions in an organization map.

Regions are also described by Lewin in terms of
differentiation. Two types of differentiation can be noted.
First there 1is differentiation of regions (e.g. r}, Ty,

ceee rn) within organization (environmental) space. That is,



an individual may have only one, or many different regions
(e.g. his role, reward structure, sociometric structure, goal
structure) within his map. Secondly there is differentiation
within regions. For example, an individual’s perception of
the authority structure (one region) may vary from a limited
vertical picture to a complex horizontal and vertical
representation. A high differentiator in this analysis is
defined as a person who  has greater within-region
differentiations in more regions than a low differentiator
(Goodman, 1968).

Figure 1.2
An individual’s life-space

In this dissertation the primary axis of differentiation
chosen for analysis 1is the horizontal differentiation of
departments in medium sized  South African industrial
companies. The vertical axis of differentiation 1is the
complexity of decision-making as measured by Paterson’s

(1972) model of deciéion-making. (Figure 1.3).
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Differentiation of Managerial Role-set

Harbison & Myers (1959) in a study of management
throughout the industrial world conclude that ~advancing
industrialization = leads to  more advanced models of
organizational behaviour. A number of syntheses of
organization models has been attempted by various theorists,
e.g. Davis (1968), Harbison & Myers (1959), Moberg & Koch
(1975) and Schein (1965). In general these models follow an
historico-analytic viewpoint ranging from classical wviews of

organization to more modern contingency views.

It is possible to view organizations, and their component
groups and individuals, along many axes of differentiation in
a manner analogous to Lewin’s (1935) concept of personality as
a multi-layered system, or Kelly’s (1955) nulti-dimensional
Personal Construct Theory. In the final analysis, a model 1is
however only as valuable as the extent to which it may be used

for meaningful analysis and discourse. Descriptions of the



classical model can be found in the works of American and
European authors such as Fayol (1949), Taylor (1911), Tolstoy
(1938), and Urwick (1943). Expositions of more modern
theories are given by Hicks & Gullett (1975) and Luthans
(1977), and contingency viewpoints are developed among others
by Lorsch (1976) and Moberg & Koch (1975).

These "models" of organization operate as frames of
reference through which participants and the public view
organizational relationships and problems. Fox (1966) points
out that the importance of a frame of reference is clear: "It
determines judgement which in turn determines subsequent
behaviour" (p.2). Several conceptual contributors have noted
the significance of organization perceptions and image, but
have not proceeded beyond rudimentary theory building. In

this context Thompson (1967) has noted:

The image presented by the organization, more-
over 1is not one image but a variety of images;
for the various elements contribute differently
to the organization and Thave different
interests to be satisfied through the relation-
ship. We would expect them to be especially
interested in the capacity of the organization
to satisfy whatever interests they believe will
be important to their futures. Thus the complex
organization is constantly being assessed by a
variety of assessors each inclined to employ a
different kind of yardstick; and these are often
incompatible (p.88).

Even though models may vary and, as Thompson points out
above, are often incompatible, such models are indispensable
to scientific work. It is not always possible to distinguish

precisely between a scientific model and a scientific theory.

The terms are often used interchangeably. In this study
the concept of model is used in the manner in which Inkeles
(1964) sees the term, i.e. model refers to a '"rather general

image of the main outline of some major phenomenon, including
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certain leading ideas about the nature of the units involved

and the pattern of these relationships" (p.28).

A systematic theory is a set of logically interrelated
propositions, all of which pertain to connections between at
least two variables.

A scientific theory is a deductive system in
which observable consequences logically follow
from the conjunction of observed facts with
the set of fundamental hypotheses in the
system (Braithwaite, 1953, p.22).

Levels of Analysis

The term behavioural science as applied to management
came into popular use in 1951 as a shorthand description for
a Ford Foundation programme on individual behaviocur and human
relations. The term became further embedded in management
writing with the establishment of the Foundation for Research
on Human Behavior in the USA in 1952. The goals of the
Foundation were to promote support for behavioural research

in business, government and other organizations (Berelson,
1963). N

"The behavioral science approach to the study of manage-
ment may be broadly described as the study of observable and
verifiable human behavior in organizations' (Filley, House &
Kerr, 1976, p.16). The approach is focused on the issue of
human behaviour, follows scientific methodology and draws on
a number of related fields such as psychology, sociology,

anthropology and economics.

The discipline of organizational behaviour itself is
relatively vyoung. Organizational psychology, a new multi-
disciplinary research field that views organizations as
curiosities deserving of research, and which is therefore as
much concerned with the nature of systems and the nature of

human decision-making as with any applied problems, emerged



in the early 1960’s. In contrast to other approaches,
this behavioural view centres more specifically on
people and their inter-actions in organization.
Administrators and students are challenged to
understand non-rational as well as rational, and
informal as well as formal, aspects of organizational

behaviour.
As it has evolved since the early 1950’s,
behavioural science research can be classified in terms

of three levels of analysis:

1.2.1 The behaviour of the individual

Research in this domain has been typically concern-—
ed with such topics as personality, motivation,
attitude, leadership and interpersonal dynamics. This
perspective has led to an intensified interest in human
behaviour as it is influenced by organizational pro-
perties,and in organizations as they have been

influenced by the behaviour of their members.

Argyris (1974) however, has argued that only two
levels of analysis, individual (micro) and organ-

izational (macro) are inappropriate:

Individuals and social systems are
independent of each other in trivial
ways. Certainly it is true that any
given individual may come and go, but
the system exists. The system will
exist as long as the individuals in it
behave according to 1its requirements
(p.118).

Argyris seems to be saying that individuals make
up the organizations and must therefore be the basis
for understanding organizations. He argues that it may

be inadequate to state that one can study organizations



1.2.2

1.2.3

as wholes if one elects to ignore the critical parts of
organization. According to  Argyris, individual
behaviour, small group behaviour and inter-group
behaviour represent important parts that help create the
whole. He believes that the only viable and reasonable
way to study behaviour in organizations is to look at
the micro level of analysis. On this point Miller and
Rice (1967) conclude: "Any theory of organization
requires therefore not only a theory of systems of
activities and their boundaries, but also a theory of
human behaviour” (p.l4). Wolfe (1968), on the other
hand, argues that approaches like that of Argyris’
provide a very limited perspective on behaviour in

organizations.

Wolfe (1968) maintains that the complexity of formal
organizations poses problems in their study. One cannot
study an organization by breaking it dowm. The whole
is more than the sum of the parts. It is the interaction
of the parts with each other and with the complex of
which they are a part that constitutes organizations.
An organization is a dynamic field which should be
studied as a Gestalt. To change one part is to change
interaction among other parts and to change the whole.
One cannot understand the whole by dealing with the

parts in isolation.

The behaviour of the group

Earlier research in this area was conceantrated on
small experimental groups in laboratory settings.
Topics which were examined included norms, roles,
interaction patterns, conflict, emergent leadership,

problem~solving and decision-making.

The complex organization

At this level the total organization is analysed as

an institutional whole. The organization is examined in

- 10 -



relation to other total organizations, in relation to
its own sub-systems and the interactions occurring

within its own units and sub-systems.

Initially these three levels of analysis were
pursued with little overlap or co-ordination by
psychologists, social psychologists and sociologists
respectively; however, they have since become areas of
common concern for management researchers who adopt a

behavioural science approach.

Organization is defined as a system of inter-

personal relations ...

Individuals are differentiated in terms of
authority, status, and role with the result
that personal interaction is prescribed or
structured. Anticipated reactions tend to
occur, while ambiguity and spontaneity are
decreased (Presthus, 1953, p.50).

Few segments of society have engaged in organizing
more intensively than business. The reason is clear.
Business is largely dependent upon what organization
offers. Business needs a system of relationships among
functions; it needs stability, continuity, and predict-
ability in its 1internal activities and external

contactse.

Weick (1969) maintains that his book does not tell
the reader what organizations are, for the very simple
reason that '"organizations and their environments change
so rapidly that it is unrealistic to show what they are
like now, because that’s not the way they’re going to be

later" (p.l)

Weick (1965) puts forward the view that if one is

going to learn about organizations, it is not necessary

- 11 -



for one to assume immediately that they are complex.

"The currently opular term complex organizations
P p 4

conveys more information about organization theorists
than about organization" (p.204). Instead, Weick (1969)

maintains that:

There are processes which create, main-
tain and dissolve social collectivities,
that these processes constitute the work
of organizing, and that the ways in
which these processes are continuously
executed are the organization (p.l).

Thus 1if one wants to learn something about an
organization, one might lock for  "interlocked
behaviors that are embedded in conditionally related
processes'" (p.l). Weick is of the opinion that careful
observation, description and summary of the above
features would lead to a clearer understanding of the

concept of organization.

1.3 Historico-analytical analysis

1.3.1

Developmental approach

Greiner (1972) wviews work organization as moving
through five distinct phases of development. Each phase
contains a relatively calm period that he calls an evol-
utionary phase, which ends with a management crisis
marked by a substantial amount of internal turmoil.
Greiner maintains that, since each phase 1is strongly
influenced by the previous one, a knowledge of the
history of the organization can aid management in

determining its future.
Greiner identifies a number of crises that occur at

different stages in the growth of the organization.

These are shown in Figure 1.4 overleaf. The first
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crisis 1is one of leadership. As the company grows in
size and complexity the need for greater efficiency
cannot be achieved through informal systems or channels
of communication. This crisis of leadership may lead to
the founders’ relinquishing some of their power to a
professional manager and/or to the installation of more
"scientific" management systems and procedures. The
second major crisis is one of autonomy. The directive
management techniques which enabled the organization to
grow become Ineffective as the organization becomes more
complex and diverse. According to Greiner, lower-~level
supervisors are more knowledgeable and demand more
responsibility in decision-making powers. Resolution of
this crisis may be accomplished by the relinquishing of
some authority by powerful top managers, leading to a

greater degree of power equalization.

PHASE 1 PHASE 2 PHASE 3 PHASE ¢ PHASE S

S Crisis of?
\
=  Evolution stages N

YA Revolution stages

Large

4 Crisis of
REDTAPR A

X

. 5. Growth through
3. Crisis of COLLABORATION
CONTRCL

\ 4 Growth through
COORDINATION

2 Crisis of \

ADTONOMY\

Size of orpanization

3. Crowth through
DELECATION

1. Crisis of

LEADER\SH"P 2. Growth through
X DIRECTION

Small
\1, Crowth through
CREATIVITY

Young Mature
Age of organizaticn

Figure 1.4
From L. Greiner. Evolution and Revolution as

"organizations grow (1972, p.4l).
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The third crisis revolves around issues of control.
Having allowed and encouraged the decentralization of
authority and its delegation to divisional managers, the
top executives may feel that they are losing control
over a highly diversified operation. Divisional
managers want to run their own operations without
co—ordinating plans, money, technology or human
resources with the '"rest" of the organization. Special
techniques of co-ordination go a long way towards the

resolution of this problem.

The fourth crisis is one of bureaucracy. The newly
implemented systems of co-ordination prove useful for
achieving growth and more co-ordinated efforts by line
managers, but a lack of confidence begins to develop
between line and staff and between head office and the
divisional operators. Procedures and well-defined
policies tend to supersede problem—solving and effective
decision-making. However, the organization has actually
become too large and complex to be managed through
formal systems and procedures. The solution to the ''red
tape" crisis is collaboration, which involves more flex-
ible and more behavioural approaches to the problems of

managing a large organization.

The developmental approach to the study of organ-
ization concerns itself with the micro, meso and macro
levels of analysis. At the micro level the focus is on

the individual, in particular personality.
The development of human personality can be

hypothesized to follow the directions and dimensions

outlined below. It is hypothesized that human beings:
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- tend to develop from a state of passivity as infants
to a state of increasing activity as adults. This
is what Erikson (1950) has <called self-initiative
and Bronfenbrenner (1951) has called self-
determination; ‘

- tend to develop from a state of dependence upon
others as infants to a state of relative independence
as adults. Relative independence is the ability to
"stand on one’s own two feet" and simultaneocusly to
acknowledge healthy dependencies. It is characterized
by the liberation of the individual from his childhood
determiners of behaviour (e.g. family) and developing
his own set of behavioural determiners (White, 1952);

- tend to develop from being capable of behaving only in a
few ways as infants to being capable of behaving in many
different ways as adults (Lewin, 1935; Kounin, 1943);

- tend to develop from erratic, casual, shallow quickly-
dropped interests as infants to having deeper interests
as adults. The mature state is characterized by an
endless series of challenges, where the reward comes
from doing something for its own sake. The tendency is
to analyse and study phenomena in this full-blown
wholeness, complexity and depth (White, 1952);

- tend to develop from having a short time-perspective
(i.e. the present largely determines behaviour) as
infants to a much longer time perspective as adults;

- tend to develop from being in a subordinate position in
the family and society as infants to aspiring to occupy
an equal and/or superordinate position in society
(Argyris, 1960).

In the domain of cognitive development, Grant (1969) has
clearly demonstrated the effect of education and
urbanization on intellectual performance and the effect of
education in bringing about a change in the organization of

mental abilities.

Inkeles and Smith (1974) have closely examined
attitudinal modernity in Thighly individualized, highly
industrialized and highly education-oriented social

settings.
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1.3.2

In these developmental studies, the effect of
education, work and the working environment on psychological

functioning in general has been investigated.

Classical school

The classical model deals almost exclusively with the
anatomy of the formal organization, and classical theorists
have tended to ignore the human element in organization or,
perhaps to state it more correctly, tended to emphasize
formal non-human aspects. Mooney and Reiley (1931), for
example, felt that an efficient formal organization based on
sound principles would function to the maximum benefit of

all concerned.

Where attention was devoted to man by classical
theorists there was a fundamental assumption that man is
lazy, untrustworthy and works only for money. The resulting
organizational design suggested by this assumption has been
of the bureaucratic variety, and the motivational
presuppositions of classical theory still underlie much
modern  "incentive" theory and associated wmodes of

compensating performance (Opsahl & Dunnette, 1966).

If any criticism 1s to be levelled at classical
doctrine it would be at its Utopian approach, in that the
classicists over—estimated man’s ability to achieve

perfection in the art and science of organizing.

Classical theory had as its pillars the recognition of
objectives, the division of labour, scalor and functional

processes, structure and span of control.



1.3.3

Neo=-classical school

The prime distinction between classical and neo-
classical scholars is the neo-classicists’ recognition
of the need for the modification of classical doctrine
to accommodate the complexities of human interactions

and the social needs of individuals in organizations.

The human relations approach was born out of a
reaction to the formal classical approach. It focussed
on elements in the organization which were of little or
no concern in the classical approach. Mayo (1933) is
generally recognized as a father of the school; Davis
(1962) indirectly and Lewin (1951) most directly also

contributed much to its initiation.

Above all, the human relations school emphasized
the role of communication, participation and leadership.
The following are the distinguishing features of organ-

ization according to the neo-classical school:
- The basic element of organization = is the
individual.

- Individuals join and are joined to form sub-groups
within an organization on the basis of propinquity,

mutual functional interests, authoritative
relationships, co-ordinative pressures and social
action.

-~ Members normally belong to more than one sub-group
(both formal and informal) and interact with each
other within each group.

- Members of one sub-group also interact with members
of other sub-groups.

- Members of sub—-groups are bound together by common
objectives.

= The totality of all sub-groups is bound together by
common objectives.

~ The organization interacts with other major groups
(for example, society, customers, vendors and
competitors).



1.3.4

- A formal organization is guided in its action by an
underlying philosophy =~ a system of policies,
principles, and procedures - implemented by sound
leadership practices.

- To be sound, an organization must, in the long run
achieve the values desired by its members and by
other organizations interacting with it.

The above conclusions indicate that organization
theory is made up of a highly complicated set of inter-
dependent relationships, a fact emphasized by the
systems viewpoint in the so-called modern doctrine or

school.

Modern school

The modern school of thought is composed of many
segments, each emphasizing its own area of interest.
Typical contributors are Argyris (1957), Beer (1961),
Haire (1959), Homans (1950), Likert (196l1), and March &
Simon (1958).

Modern school researchers make use of both quanti-
tative and behavioural sciences to examine people at
work. - However, modern organization '"theory" is still

evolving and is hence difficult to evaluate.

Modern organization theory tends to look at an
organization as a system made up of the individual, the
formal structure, the informal organization, status and
role patterns and the environment. The thrust of this

approach is "

...the study of a system based on a method
of analysis involving the simultaneous variations of

mutually dependent variables" (Scott, 1962, p.3).

In modern organization '"theory", writers consider
significant aspects of the organization that were not
seriously considered by either classical or neoclassical
writers. Included among these are strategic parts of
the system; the nature of their mutual dependency;
processes in the system that link the parts together and

facilitate the adjustment to each other;
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goals set by the system; and research tools that should

be used to study the system.

Some writers of the modern school have been highly
critical of much of the work of previous management
writers because of "...a great disparity between

hypotheses and evidence" (March & Simon, 1958, p.5).

The evolution of organization theory is depicted in

Figure l.5.

CLASSICAL
ORGANIZATION
THEORY - 1930%

NEO-CLASSICAL DEVELOPMENT OF
ORGANIZATION THEORY RE-EVALUATION AND MID-RANGE‘CONTKNGENCY

1930-1950% SYNTHESIS 1960-1970% THEGRY

“MODERN"
QRGANTZATION THEORY
1950- 1960~

Figure 1.5

The evolution of organization theory

It is true that much that has been developed in the
management field has not to date been subjected to
empirical wverification. Some reason exists for this
state of affairs but the organization is so complex and
dynamic and subject to the 1interaction of so many
interdependent variables that it is very difficult to

isolate one factor for analysis and measurement.
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Collecting evidence under the rigorous controls of
laboratory experimentation is not the only means of
testing hypotheses; other acceptable means are through
data that have stood the pragmatic test of time and
through those that are supplied by expert testimony.

Many examples of conflict between the interests of
micro and macro units can be seen. Generalizations,
descriptions or prescriptions valid for a particular
level of analysis, may or may not be valid for another.
A comprehensive understanding of organizations requires
an understanding of factors appropriate to each unit or
level and of the inter-relationships between units and

levels.

1.4 Frameworks for analysis

1.4.1 Systems theory

Viewed as natural systems, organizations are com—
posed of an inter-related series of processes. It is
the inter-relationship and the process, rather than some
or other separate aspect, which constitutes the object
of study in the systems approach. A second important
tenet of general systems theory is the emphasis on the
similarity of the processes occurring in many different

- types of relationships. Whether one is dealing with a
machine, an organism, or an organization one can analyse
the system in terms of the supply of resources "input”,
a conversion process "throughput' and the production of
an object or objects "output". A third important tenet
of systems theory concerns the point that organizations
are composed of a set of interdependent parts. Each
part of an organization contributes to and receives

something from the whole.
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The individual, the small group, and the large
group are seen as progressively more complex manifest-
ations of a basic structured principle. Each can be
described in terms of an internal world, an external
environment and a boundary function which controls

transactions between what is inside and what is outside.

Boulding (1956) has extended the application of
systems theory to the study of organizations by
examining various levels of organization. In a
hierarchy of organizational systems he conceptualizes
human organizations as being relatively  highly

advanced. (Figure 1.6).

Depending on one’s viewpoint, however, one may
debate the superordinacy given by Boulding to human
organization (9th level) over and above biological
systems (7th and 8th levels for animal and man respect-
ively) as biochemical physiology and genetic processes

have a level of complexity yet to be unravelled.
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FIGURE 1.6

Levels of organisation.

System level

Description or characterisation

Examples

l'

2.

3.

5.

6.

9.

lO.

Static
structure

Simple

dynamic

Cybernetic

Elemental
interaction

Open system

Genetic~-
societal

Animal

Human

Human organ-

izations

Transcen=-
dental

Normative or descriptive models of

things, events and concepts.

Predetermined or necessary motions

Possess the ability to modify
itself or seek or maintain a
condition.

Fundamental

Simple self-maintenance with
capacity to reproduce and
ability to accept input, trans-
form that input and produce
output.

Division and specialization of
labour among cellsj;each part or
cell aggregation mutually
dependent.

Possess specialized information

receivers (eyes,ears,nose),complex

nervous systems and a brain.

Intelligence,self-reflexivity,time
reference,adaptability,control of
environment to certain extent,tool-
making,language,cultural heritage.

Organizations of two or more
people.

In pursuit of ultimate and perhaps

elusive knowledge, truths and
aesthetics.

Road maps. Organ-—
ization charts.

Clocks. Standard
operating
procedures.

Heating system with
thermostatic
control.Management
using standard cost
control system.

Chemical reaction

Germs.
Body cells.

Botanical
plants.

Cats, dogs,
horses, cows.

Man.

Corporations.Social
clubs.Athletic
teams

Religious groups
Philosophical
orders. Abstract
thought

Adapted from: Boulding, K.E.
a science.
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1.4.2

Structural analysis

Structural analysis proceeds from the recognition
that the organization is a system. The identification
of elements of the system depends on the level of
analysis and on what may be termed perspective. Levels
of analysis are wusually thought of in terms of a
macro-—micro continuum. One 1level of analysis takes
entire organizations as its basic unit, while another

uses individuals in the organization.

Depending on the investigator’s perspective, it is
possible to have different structural interpretations of
the same thing. For wmost firms, for example, one can
speak of their ‘financial structure, the structure of
their work tasks, their market structure or even between
organizations, their industry structure. It is perhaps
misleading therefore to refer to 'the structure of an
organization'". All organizations possess structure, but
a particular representation of structure always

presumes some perspective and level of analysis.

Any structure consists not only of elements but of
relationships between elements. Relationships are
simply forms of interaction or combination. They may be
specified in many different ways, both quantitatively
and qualitatively. Logical properties such as

transitivity or symmetry may be attributed to them.

The above viewpoint approaches structure from the
perspective of people in the organization. The unit of
analysis is the person and the relationships are the
social bonds between people (the social structure of the

organization).
Two types of relationships between people 1in an

organization may be distinguished. On the one hand

there is the formal organization characterized by the
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1.4.2.1

organization chart, including lines of authority, work
related communication and succession relationships.
Formal documents specify these relationships often in
the form of job descriptions, position charters, and
promotional routes. On the other hand there is the
informal organization, where links not specified by the
organizational chart are made Dbetween individuals.
Casual communication, status, power, trust, liking or

disliking are all aspects of the informal organization.

Formal organization

The emphasis in theory and practice here has
typically been on the development of measures of various
aspects of formal structure and the attempt to relate
these to environmental factors, effectiveness or to each

other.

Durkheim (1947) popularized Smith’s (1776) concept
of the "division of labour". This concept refers to the
division of task activities between people in the
organization. Fayol (1949) also contributed to this

notion with his "functions of management'.

Research in the last two decades has continued to
emphasize the importance of functional divisious.
Pugh, Hickson, Hinings and Turner (1968) used a
measure of functional specialization based on whether
each of a set of activities assumed to be common to all
organizations is or is not performed by one or more
people full-time. Hage and Aiken (1967) employed a
measure of professional activity to reflect the extent
of each person’s occupational specialization. Blau and
Schoenherr (1971) have used as a measure of structure
the number of positions and sub-units. Gross
classifications have been employed by Porter and Lawler

(1965) in which organizations have been characterized
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1.4.2.2

as being centralized or decentralized 1in terms of
decision-making and as having either "tall" or "flat"
structures. The structural dimension of interest in

this study was that of authority between people.

Traditional theorists were concerned with span of
control and the number of levels in the organizational
hierarchy. Research has also concentrated on the depth
of hierarchy (Evan, 1963; Pugh et al., 1968). Research
has concentrated on the dimensions of functional
specialization, hierarchical depth and physical
location. Blau (1970) has hinted at the
socio-psychological importance of structural analysis in
this statement : "... the fact that mnembers of a
collectivity are differentiated on the basis of several
independent dimensions 1is the foundation of the
collectivity’s social structure” (p.203). The classic
study of Lawrence and Lorsch (1967) has examined the

psychological basis of differentiation.

Informal organization

In their pioneering work, Roethlisberger and
Dickson (1939) recognized that human interaction is not
confined to the bounds of formal organization = the
human relations school. The pattern formed by these
more socially determined interpersonal relations is
usually referred to as informal organization structure.
Students of both psychology and sociology have, of
course, made an effort to understand these interpersonal
relations. Organization theorists have relied heavily

on this work.

Research strategies in this area range from
ranking~and-rating scales through sociogram techniques
to more recent multi-dimensional scaling. Sociometry,

as this body of research is often referred to, has been
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devoted to developing better, less intricate methods of
describing group structure. The conventional strategy
has been to view sociometric data in terms of
"linkages". In the sociogram people are represented as
points which either are or are not linked together
depending on the existence of a relationship. There is
no implication, however, about the distance between
points as 1s necessarily the <case with the two-
dimensional sociogram. -With multi-dimensional scaling
on the other hand, matrix theory may be employed in the
analysis of relationships. Cast in metric terms the
existence of linkages is given by the elements of an

n X m matrix.

The conceptual grid is a pre-mathematical
representation of an individual’s psych-
ological space, and it is designed to set
the stage for a mathematical analysis of
that space. As we see 1it, {1t 1is
essentially multi-dimensional in
character (Kelly, 1955, p.304).

In terms of the interpoint-distance model of multi-
dimensional scaling, two people judged to be similar in
personality would be considered to be close together in
a nulti-dimensional space and two people judged dis-
similar would be considered far apart. The multi-
dimensional scaling procedure involves obtaining a set
of inter-person distances and converting it to a matrix
of scaled products which is then factored to obtain a
matrix F. This matrix F is analogous to the factor
matrix of multiple factor amalysis; its rank corresponds
to the dimensionality of the space and its elements to
the projections of the personalities (stimuli) on a set
of orthogonal axes placed at the centroid of the points.
A more detailed account of these procedures may be found

in Torgerson (1958) or in Messick and Abelson (1956).
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1.4.3

The action frame of reference

Common to most of the above theories or models of
organization  has been an exogenous or inter-
organizational approach. The basic problem is, however,
that few attempts have been made to develop a model of
organization constructed by the individual from within
the organization, i.e. from an endogenous or

intraorganizational level.

Sociologists, in particular Berger (1966), Berger
and Luckmann (1966), Cicourel (1964), Cohen (1968), and
Schutz (1964) have advocated that an action approach be
used to study this problem. In a critical study of
organization theory, Krupp (1961) implies that the
systems model, just as much as goal models, involves
examining organizations from the point of view of the
executive. The environment for instance 1is to be
considered only in as much as it affects the problems of
the organization, which is to say the problems of those
with authority. Moreover, in seeking to explain what
actually happens in organizations in terms bf a series
of impersonal processes (e.g. homeostasis), it directs

attention away from purposive action.

Two apparently opposed ways of viewing organization
have been suggested. The systems approach dealt with in
l.4.1, stresses the way in which the action of the parts
is structured by the systems need for stability and
goal-consensus, and emphasizes the process of inte-
gration and adaptation. The alternative approach,
stemming mainly from a sociological framework of action,
argues that organizations are 'merely the ever-changing
product of the self-interested actions of their members"
(Silverman, 1970, p.39). Silverman maintains that while
behaviour may be viewed as a reflection of organiz-
izational structure and its problems, it may be argued

that:
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It is equally as wvalid to suggest that an
organization itself 1is the outcome of the
interaction of motivated people attempting
to resolve their own problems (p.126).

Two of the major propositions of the action
- approach concern differences in the orders of subject
matter dealt with in the natural and social sciences,
and the fact that explanations of human actions must
take account of the meanings which those concerned
assign to their acts : the manner in which the everyday
world is socially constructed yet perceived as real and

routine.

According to Parsons (1951), action occurs not as a
response to an observable stimulus but as a product of a
"system of expectations'" (p.l130) arising out of the
actor’s past experiences and defining his participation

of the probable reaction of others to his act.

The action frame of reference, in emphasizing that
action derives from the meanings that men attach to
their own and each others acts, argues that man is
constrained by the way in which he socially constructs
his reality. Silverman (1970) comments : "On the one
hand, it seems, society makes man, on the other, man
makes society" (p.l4l). He further postulates that the
action frame of reference and previously formulated
exogenous or systems approaches would appear to be

complementary to each other.

Social action theories are generally concerned with
explanations in terms of interpersonal human action.
Weber (1964) defined action as "all human behavior when
and insofar as the acting individual attaches a

subjective meaning to it" (p.88).

- 28 -



l.4.4.

l.4.4.1

l.4,4,2

Construct theory

Two significant features of construct theory make
it particularly suitable as a framework for analysis for
this study. Firstly the theory was deliberately stated
in very abstract terms to avoid the limitations of a
particular time and culture. Bannister and Fransella
(1974) point out that construct theory is an attempt to

build a theory with a very wide range of convenience "

a
theory not tied to one particular concept-phenomenon”
{(p.16). Secondly, the theory is deliberately
content~-free. It is the user of the theory who has to
supply a content of which the theory might make sense.
Kelly (1955) sought to make his theory comprehensive
enough to serve the purposes of those with very

different issues in mind.

The theory relies on two main notions : Antici-
pation (or sometimes prediction) and construct. A
construct is a particular kind of category. It 1is
particular in that it is unique to the person using it.
The theory regards man as a categorizing animdl and
demonstrates that a person tends to react to other
people and objects (organizations) depending on how he

has categorized them.

The formal structure of personal construct theory.

The formal tenets of the theory are to be found in
the statement of a fundamental postulate and eleven
corollaries which elaborate on this postulate. These

are discussed in detail in Chapter 3.

The development of construct systems

According to Kelly (1955) people interpret and
re-interpret themselves and their situations. Construct

theory is based wupon this fundamental idea that "

a
person’s psychological processes are channelled by the

ways in which he successively construes events'" (p.46).
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1.5 An integration

It is possible to view organizations and their
component groups and individuals along a number of axes
of differentiation in a manner analogous to Lewin’s
(1935) concept of the personality as a multi-layered
system or Kelly’s (1955) mnulti-dimensional personal
construct theory. In the final analysis a model is only
as valuable as its contribution to meaningful analysis

and discourse.

Insight into concepts and functioning of organ-
ization is related to the fit between language of
analysis and description and the type of organizational

phenomenon under investigatiom.

Daft and Wiginton (1979) point out that natural
language may be more powerful than mathematical
language for understanding many organization processes.
They propose that "high variety language is needed to
make significant  statements about complex human
organizations. The vastness and complexity of high
variety language 1is what makes it powerful for
describing complex systems" (p.182). They propose a
continuum of language forms which may be wused to

describe organizational processes (Figure 1.7).

Special purpose mathematically-based languages tend
to be more precise but low in variety (precise) and thus
limit research to simple, quantifiable variables and
linear relationships. Non-verbal communication (such as
music and art) at the other end of the continuum tend to
be high in variety and are more ambiguous, but can
communicate ideas which cannot be verbalized.
Variations of natural language make up the centre part
of the continuum. Daft and Wiginton point out that the

arrangement in Figure 1.7 is tentative and simple.

_30_



>

Nonverbal

N

by

Special
purpose
language

High
variety
(ambiguous)

Low
variety
(precise)

Art (music, painting)

e

Nonverbal expression (body
language)

Poetry

TR

General verbal expression

Jargon

Linguistic variables (semantic

[ e

differential, Likert scale)

Computer language

Probability theory

P

Analytical mathematics

Figure 1.7

Continuum of Languages for Describing

Organizational Reality

(Daft and Wiginton 1978, p.18l1).
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Boundaries are not discrete since the wvarious forms of
"

language "typically blend into the nearest alternatives
(p.182).

Daft and Wiginton’s viewpoints may be related to
Silverman’s (1970) proposition that the social and
natural sciences deal with an entirely different order
of subject matter. "While the canons of rigour and
scepticism apply to both, one should not expect their
perspective to be the same" (p.126). Daft and Wiginton
(1979). propose that 1insight into organizational
behaviour arises from the appropriate fit between the
language of description and organizational reality.

They continue:

High variety language is needed to make
significant statements about complex
human organizations... Special
purpose languages have been constrained
by design so that they do not contain
adequate variety and depth of meaning
for this purpose, and thus would appear
inadequate (p.182).

Daft and Wiginton’s concepts may further be related
to Kelly’s (1955) construct theory and perception
theory as they are in Chapter 3.

The human mind <can summarize and - abstract
information to form coherent wholes. According to Daft

and Wiginton:

Organization participants carry highly
complex and intelligent means-ends maps
about organizational relationships in
their memories (p.184).
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1.6

Kelly’s (1955) theory postulates that individuals
filter percepts through relatively fixed channels or
sets of perceptual constructs. This notion in a simpler
form can be related to Broadbent’s (1958) '"filter
theory" and Tolman’s (1948) concept of a 'cognitive
map". The concept may be further elaborated, as it is

in Chapter 4, into the concept of image.

The studz

Reference has been made on a number of occasions in
this chapter to terms used by organization theorists
such as a manager’s "underlying theory of organizational
behavior" (Davis, 1968, p.38); "mental picture"
(Inkeles, 1964, p.28); the "image presented by an organ-—
ization" (Thompson, 1967, p.88); "organizational
participants carry complex means-ends maps about
organizational relationships in their memories" (Daft &
Wiginton, 1979, p.184). Simon (1952) proposes that
there 1is a 1link between social and psychological

concepts in this area:

The limit of human understanding in the
presence of complex social structure
leads  human beings to construct
simplified maps (i.e. theories or
models) of the social system in which
they are acting, and to behave as
though the maps were reality (p.1l135).

This study, in an attempt to examine a manager’s
organization map, builds specifically on systems
viewpoints (Boulding, 1956; Katz & Kahn, 1978; Lewin,
1951; and von Bertalanffy, 1962) which demonstrate the
differentiated and inter-related aspects of

organizations.

- 33 -



Positions 1in organization are differentiated in
terms of authority, power, status and role, with the
result that personal interaction tends to be prescribed
or "structured". Differences can be perceived too in
terms of the cognitive and emotional orientations of
different functional specialists (Lawrence & Lorsch,
1967).

In this study an attempt is made to analyse and
explore via a complementary action frame of reference,
the nature and structure of the role-perceptions which
the top level functional managers - D, E and F bands,
(Paterson, 1972) have of each other. These role
perceptions are viewed from the framework  of

middle-range organization theory.

While being in line with the ethos of middle-range
theory in part, this study is also in part exploratory-

descriptive.

It is assumed in this study as 1is done by Frost and
Hayes (1980) that:

Those models of organization. which
reflect a concern with subjective
phenomenoclogical interactive and
inductive approaches to describing and
understanding organization alert us to
the "eye of the beholder" and thus the
role of the organization member in
determining the content of organization
(p.355).

This viewpoint is congruent with the action frame

of reference, perception theory, implicit personality

"theory" and the concept of image.
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1.6.1

1.6.2

The research questions

The principal research questions are:

l.6.1.1 What constructs (dimensions) do role-occupants
(senior managers) in interaction with each
other in organization typically wuse in

evaluating each other?

1.6.1.2 Does the integration of such constructs occur
in any meaningful way or patterm, i.e. what are
the cognitive structures or perceptual maps
which make up the phenomenological world of
organizational participants and which thereby

define the content of organization?

1.6.1.3 Do the perceptions of the role occupants in
marketing, production, finance and personnel
differ din terms of the primary factor

structures identified?

The scope and significance of the study

In order to answer the above questions, data was
collected from 90 of the most senior functional and
general managers in 10 medium~sized South African

industrial companies.

Data was collected by means of a 10 x 40 repertory

grid (Kelly 1955) and semi-structured interviews.

‘Holzbach’s (1974) version of French and Raven’s (1968)

bases of power instruments was used for supplementary

interpretation of the data.
The repertory grids of 90 managers (36 000

observations) were compared on a hypothetico-deductive

basis against a model quasi-consensus grid of identical
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1.6.3

dimensions with the grids of the 90 managers to test
for effects of perceptual mediation in terms of personal

construct and implicit personality theories.

Thereafter the effects of role, and organizational
decision making level as an axis of differentiation,
were explored on the basis of the phenomenological view
point that managers have certain models, theories or
cognitive maps of organization which affect perception

and therefore behaviour.

Results derived from the above two approaches were
analyzed using the appropriate analytical frameworks and
comment was made on the significance of the findings for
organizational analysis. An attempt was made not to be

prescriptive in this dissertation.

Overview of the study

This study is organized into eight chapters. The
different levels of organizational analysis, frameworks
for organizational analysis, the purpose, scope and
significance and overview of the study are presented in
Chapter 1I. The concepts of role and perception are
presented in Chapter 2 under the heading '"Role-
Perception". '"Implicit personality theory" (Chapter 3)

deals with aspects of interpersonal perception and in

‘particular with personal construct theory. Chapter 4

reflects the more holistic concept of "Image" and its
use in organizational behaviour, marketing and
international relatiomns. In Chapter 5 the hypotheses
are derived, the research design discussed and the
methodology put forward. The multivariate and other
statistical techniques used for analysing the data are
discussed in Chapter 6. 1In Chapter 7 the empirical data
are presented and analysed and interpreted. Chapter 8
contains the discussion of the data. In the summary,

Chapter 9, the study is evaluated and concluded.
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CHAPTER 2

ROLE PERCEPTION IN ORGANIZATION

«e«s and who are you?

Alice: I - I hardly know sir, just at present - at
least I know who I was when 1 got up this
morning, but I think I must have been
changed several times since then.

Lewis Carroll

Introduction

In years past, the mind-body problem was a leading topic
for philosophical discussion. For a large proportion of
philosophers and psychologists the tenability of the mind-body
model depended on discovering the precise locus of the meeting
of the two. The contemporary person-organization—environment
dilemma has prompted a similar search for a conceptual meeting
point for social structural forces and individual perscnalistic
forces. To a large extent the central concept most satisfactory
for analysing, debating and prescribing action at the latter
interface is that of role. Katz and Kahn (1966) see the concept

of role as:

The major means for linking the individual
and organizational levels of research and
theory. It is at once the building block
of social systems and the summation of the
requirements with which the system con-
fronts the individual member. Indeed it
has been touted for a generation as the
example of a concept uniquely fitted to
social-psychological investigation and
theory (p.197).

An analysis of the literature on the concept of role
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reveals a body of knowledge, theory, and empirical research, in

addition to a particular perspective and language.

In essence, the role theorists assume, as do players in the
theatre, that performance results from the social prescription
and behaviour of others, and that individual wvariations in
performance are expressed within the framework created by these

factors.

All the world‘s a stage
And all the men and women merely
players;
They have their exits and their
entrances,
And one man in his time plays many
parts ...
W. Shakespeare
"As You Like It".

Katz and Kahn (1978) in their analysis of organizations
enumerate roles, norms and values as being the major components
of social systems. They maintain that the social psychological
bases of social systems comprise the role behaviour of members,
the norms prescribing and sanctioning these behaviours, and the
values in which norms are embedded. According to Katz and Kahn
roles are descriptive of specific forms of behaviour associated

with given positions. They develop from task requirements.

In essence Katz and Kahn’s model emphasizes the high
degree of inter-dependence of organizational variables like
rank, role, position within the structure, role expectations,
perception of such expectations, coping patterns in response to
perceived conflict and role effectiveness. The implication of
their model is that organizational influences are largely
limited to the specific sub-group with whom the member has
contact. The overlapping role-set model constitutes a trend

towards systems-level concepts.
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2.2

The concept of role

Miller and Rice (1967) use the term role to refer to 'the
activities that the individual contributes to a particular
activity system and to the inter-relations involved in carrying

out those activities" (p.40).

Sarbin (1969) defines role as "a patterned sequence of
learned actions or deeds performed by a person in an inter-

action situation" (p.225).

The term role is used to describe specific forms of
behaviour associated with given tasks; roles develop
spontaneously from task requirements. In their organizational
form roles are standardized patterns of behaviour required of
all persons playing specific parts in a given functional
relationship, regardless of personal wishes or inter—personal
obligations, and irrelevant to the functional relationships.
(Katz & Kahn, 1978).

The individual is treated as being at the intersection of
a set of roles which devolve upon him in consequence of the
positions he occupies in a variety of status systems. However,
such a statement 1is incomplete, since an individual 1is more
than the sum of compartmentalized roles. He is an integrated
and coherent whole. Therefore, an added concept employed in
role theory is that of "personality". Whereas role refers to
uniformities 1in the behaviour of different - individuals
occupying the same status, personality broadly refers to

uniformities in the behaviour of one individual.

Katz and Kahn (1978) believe that roles are found in
their purest form when they are most completely divorced from
the personalities of role incumbents and from any specific
motivational tie which could encuﬁber the role relationship.
Such a puristic concept of role 1is wuseful for academic

analysis. However in real life, the final enactment of role
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involves personality. McDavid and Harari (1974) regard the
concept of role as I'"global ...incorporating all of the
dimensions that might describe one’s pattern of Dbehavior
within a social organization" (p.282). They continue "...the
content of a particular role may be described in terms of many

different qualities" (p.282).

McDavid and Harari regard the pattern of behaviour that
constitutes a role as a product of the circumstances defining
a position and the components of the personality of the
individual occupying that position. They point out too that
the role displayed by one person in a particular position may
differ considerably from that displayed by another in the same
position. On this point McDavid and Harari (1974) point out:
"But the two are interdependent and group dynamicists have
concluded that one cannot fully separate the effects of
personality and of position as determinants of role behavior"
(p.284).

Turner (1962) believes that the many valid criticisms of
the more static and over-determining conception of roles are
due to the dominance of Linton’s (1936) view of role and the
use of an oversimplified model of role functioning. Viewing
role~playing and role-taking, however, as processes, Turner
maintains that there is more to the concept and that a dynamic
view of role adds novel elements to the notion of social
interaction. Instead of postulating the initial existence of
distinct, identifiable roles he posits a tendency to create
and modify conceptions of self and other roles as an inter-
active orienting process. Since actors behave as if there
were roles = although roles actually exist only in varying
degrees of definitiveness and consistency - the actors attempt
to define them and make them explicit, thereby in effect
creating them and modifying them as they proceed. The key to

role~taking according to Turmer (1962) 1s the wmorphogenic
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propensity "to shape the phenomenal world into roles" (p.22).

Role interaction is a tentative process of reciprocal
responding between self and other, challenging or reinforcing
one’s conception of the role of the other, and consequently
stabilizing or modifying one’s own role as a product of this
essentially feedback-testing transaction. The conventional view
of roles which emphasizes a prescribed conmplementarity of
expectations thus gives way to a view of role-taking as a
process of devising a performance on the basis of an imputed
"other" role, with an important part being played by cognitive
processes of inference-testing. Turner views as a central
feature of role-taking the process of discovering and creating
"consistent" wholes out of behaviour, of devising a pattern that
will cope effectively with various types of relevant others and
meet some recognizable criteria of consistency. Such a
conception supports the view held by Turner of "institutional

morphogenesis" (1962, p.22).

Whenever the social structure is such that many individuals
characteristically act from the perspective of two given roles
simultaneously, there tends to emerge a single role which

encompasses the action.

Pointing out the implications for formal organizational
role-playing, Turner argues that the formal role is primarily a
"skeleton" of rules which evoke and set into motion the fuller
roles built up and "more or less consensually validated in the

above ways" (p.26).

The purposes and actions of role incumbents constitute
unifying elements in role genesis and maintenance, and hence
role-taking must be seen to involve a great deal of selective
perception of other behaviour and differential emphasis in the

elaboration of the role pattern.
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This selection process operates on the great variety of
elements in the situation of relevant objects and other-
behaviours which could become recognized components in a consis-
tent role pattern. Not all combinations of behaviour and object
relations can be classified into a single role: there must be
criteria by which actors come to verify or wvalidate the
construction of a number of elements into a comnsistent role.
This verification stems from two sources: "internal validation"
of the interaction itself, and '"external validation". The
former hinges on successful prediction or anticipation of
relevant other behaviour in the total role-set, and hence on the
existence of role-patterns whereby coherent selection of

behaviours judged to constitute a consistent role can be made.

Gross, Mason and McEachern (1958), in a study of the school
superintendent role, found that i) incumbency in this role
actually involved a great deal of choice behaviour in selecting
among the alternative interpretations and behaviours deemed
possible and appropriate, and ii) that the consistency and
coherence of an incumbent’s behaviour could be seen only in
terms of the total role as an accommodation to the correlative
other roles of school board members, teachers and parents, with
which the superintendent was required to interact
simultaneously. They posit that a '"system model" as against a
"position-centric model", involves the important inclusion of

the inter- relationships among the counter positions.

A position can be completely described only by describing
the total system of positions and relationships of which it 1is
a part. In other words, in a system of interdependent parts, a
change in any relationship will have an effect on all other
relationships and the positions can be described only by the

relationships.

To summarize Turner’s views, organizations may provide a

normative framework prescribing roles to be played, thus
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assuring the required division of labour and minimizing the
costs of exploratory role-set behaviour. The actual role-
transactions that occur, however, generate a more or less
coherent and stable working compromise between ideal
prescriptions and a flexible role-making process; between the
structural demands of others and the requirements of one’s own
purposes and sentiments. This conception of role-relations as
"fully interactive" rather than merely conforming, contributes
to the recent trends "to subordinate normative to functional
processes in accounting for societal integration" (Turner, 1962,
p.38) by emphasizing the complex adaptive interdependence of
actors and actions in what one can see as an essentially

morphogenic process.

Roles are undoubtedly sociél phenomena. They are not only
external '"demands", but they are also dynamic dinteractional
processes. Through their identity implications roles become
operationally integral to individual personality. Roles do more

than link the individual and the social - they unite them.

Social organizations represent the clearest development of
a pattern of interlocking roles. The roles in a social organ-—
ization represent prescribed or standardized frameworks of
activity. The network of standardized role~behaviour
constitutes the formal structure of an organization. A fully
formalized role-system, then, is one in which the roles defining
the expected interdependent behaviour of incumbents of system
positions are explicitly formulated and sanctions are employed
to enforce the roles. Formalization or standardization of
role-performance is a matter of degree, but the individual in
the organization has less freedom to transform his role to
coincide with the expression of his personality than in other

social settings.
Other contributors to role-theory have been Bales (1970),
Banton (1965), Kelly (1955), Merton (1957), Newcomb (1950),

Sarbin and Allen (1968), and Shibutani (1961).
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Kelly (1955), in introducing the concept of role, puts
forward the following definition:

In terms of the theory of personal
constructs, a role 1is a psychological
process based upon the role-player’s
construction of aspects of the construct-
ion systems of those with whom he attempts
to join in a social enterprise. In less
precise but more familiar language, a role
is an ongoing pattern of behavior that
follows from a person’s understanding of
how the others who are associated with him
in his task think. In idiomatic language,
a role is a position that one can play in a
certain team without even waiting for the
signals (pp.97 - 98).

Kellyv(l955) thought so strongly that role-theory and personal-
construct theory were intimately related that he wrote:
"personal-construct theory might have been called role-theory"
(p.179).

2.2.1 Role behaviour

Role behaviour refers to the behaviour resulting
from the repeated actions of one person as he interacts
with the repetitive actions of others. This set of
inter~dependent behaviours constitutes a social system or
sub-system and 1is a constant total pattern in which

people play their parts:

The basic criterion, then, for studying
role-behavior 1is to identify the relevant
social system and locate the recurring
events that fit together in converting some
input into an output. This can be done by
ascertaining the role—expectations of a
given set of related offices since such
expectations are main elements in maintain-
ing the role-system and inducing the
required role~behavior (Katz & Kahn, 1978,

p.189).
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2.2.2

Role differentiation

Most of one’s life is spent in interaction with
other people. In organizations much of such interaction
is co—~ordinated in terms of the role-sets defined by the

structure of the organization itself.

Social systems lack the fixed physical structure of
biological and other physical systems. Social systems
have structure, but it is a structure of events rather
than physical parts. As such it is a structure insepar-

able from the functions of the system.

Durkheim (1947) has observed that in primitive
societies social integration was based on a common value
system. With little division of labour and few sub-
systems, there was a solidarity based on a collective
conscience or a common morality manifested by all
societal members and appropriate to all situations. With
a highly differentiated social structure containing many
sub—-systems there 1is less of a simple universal moral
code, and societal integration is based more on normative

practices and role interdependence.

Modern man has learned to accommodate
himself to a world increasingly organized.
The trend toward ever more explicit and
consciously drawn relationships so profound
and sweeping, 1s marked by depth no less
than by extension (Seidenburg, 1951, p.l).

Through its organization an enterprise assigns
activities to roles and roles to individuals and groups;
but the enterprise cannot always predetermine the

consequential role-sets.

In any organization one can locate each individual
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in the total set of ongoing relationships and behaviour

comprising the organization.

In the language of role-~theory, every person occupies
positions within a number of status systems which may be

represented on a multi-dimensional map.

According to Katz and Kahn (1978) the key concept for
doing this is office by which is meant a particular point in
organizational space; space in turn is defined in terms of a
structure of inter-related offices and the pattern of
activities associated with them. Office 1is essentially a
relational concept, defining each position in terms of its
relationship to others and to the system as a whole.
Associated with each office is a set of activities or
expected behaviour. These activities constitute the role to
be performed, at least approximately, by any person who

occupies that office.

Each office in an organization is
directly related to certain others,
less directly to still others and only
remotely related to some offices in
the organization. The closeness of
such relationships is defined by the
work flow and technology of the
organization, and by the 1lines of
authority (Katz & Kahn, 1978, p.188).

Some of the reasons for intense organizational activity
are found in the fundamental transitions which revolutionized
Western society, changing it from a rural culture, to a
culture based on technology, industry and urbanization. From
these changes a way of 1life emerged characterized by the

proximity to and dependency of people on each other.
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Proximity and dependency, as conditions
of social 1life, harbour the threats of
human conflict, capricious and anti-
social behavior, instability of human
relations and  uncertainty about the
nature of the social structure with its
concomitant roles (Scott, 1961, p.7).

A formal organization comes into existence when two
or more people agree to act in concert with a view to
attaining a goal or goals. Division of 1labour or
specialization of functions, a unique characteristic of
formal organization, takes place and if properly managed
leads to 1increased efficiency and output. Formal
organizations become departmentalized for the sake of
order, efficiency and effectiveness and functional
specialization; departmentalization brings about a need
for the role differentiation on the part of the
individual. However, essential collaboration between
sub-units is often hampered by such compartmentalization.
Such organization designs often lead to competition and
conflict between groups which could better co-operate in
working toward organization-wide goals. Blake & Mouton
(1964) point out that when contacts between two groups
are competitive and mutually frustrating, mnegative
stereotypes of other functional groups can develop

quickly.

In recognition of such intergroup conflict, Blake,
Shepard and Mouton (1964) have noted that "effective
management of intergroup relations is a dimension of
management that requires more analysis, more theory and
more skills than has been traditional in industrial life™
(p.10). They further suggest that organizational
survival and success depend upon how well management
understands and copes with a wide spectrum of
assumptions, attitudes and orientations toward intergroup

relations.
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Weick (1969) has suggested that dissimilarities
among individuals in an organization are in themselves
among the primary causes of structural alignment (which
is usually associated with authority differences) in an

organization.

Even though the  organization is composed of
different structural units which evolve by a process of
differentiation, there exists a very real collective
force that exhibits itself as '"company policy" or
organizational thinking. This leads to the point that

once a structure is formed people try to preserve it.

Formalization or standardization of role performance
is a matter of degree, but in organizations individuals
have less freedom to transform their roles to coincide
with the expression of their personalities than in other

social settings.

The process of role-sending

All members of a person’s role-set depend on that
person’s performance in some fashion; they are rewarded
by it, judged in terms of it, or require it to perform
their own tasks. Because they have a stake i1in that
person’s performance they develop beliefs and attitudes
about what he should and should not do as part of the
role. Such prescriptions and proscriptions held by
members of the role-set are designated role expectations.
In the aggregate they define the role or behaviour
expected of the person who holds it. The role expectat-
ions held for a certain person by a member of his or her
role-set will reflect that member’s conception of the
office and its requirements, modified in some degree by

the member’s impressions of the abilities and personality
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of the office holder.

The content of role expectations consists mainly of
preferences with respect to specific acts, things the
person should do or avoid doing. Role expectations may
also refer to personal characteristics or style, ideas
about what the person should be, should think or should
believe. Role expectations are by no means restricted to
the job description as it might be given by the head of
the organization or prepared by some specialist 1in
personnel work although these individuals are 1likely to
be influential members of the role-sets of many persons
in the organization. Role expectations for a given
office (and its occupant) exist in the minds of members
of its role-set and represent standards in terms of which
they evaluate the occupant’s performance. The
expectations do not remain in the minds of members of the
role-set however. They tend to be communicated or "sent"
to the focal person. Moreover, the numerous acts that
make up the process of role-sending are not merely
informational. They are attempts at influence, directed
at the focal person and intended to bring about

conformity to the expectations of the senders.

As a communicative and influential process, acts of
role-sending can be characterized in terms of any of the
dimensions appropriate to the measurement of commun-
ication and influence. Some of the more important ones
proposed by Gross, Mason and McEachern (1958) include
sign (prescriptive or proscriptive), magnitude (strength
of the influence attempt), specificity (extent to which
the expected behaviours are made concrete and detailed),
intensity (extent to which the focal person is allowed
freedom of choice in complying or refusing compliance)
and range of conditions under which compliance is

intended.
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2.2.4 The received role

"Each individual responds to the organization in terms of
his or her perceptions of it, a subjective or psycho-
logical '"organization" that may differ in various ways
from the actual organization" (Katz & Kahn, 1978,
p.192).

For each person in an organization there is not only
a sent role <consisting of the influential and
communicative acts of the appropriate role-set; there is
also a received-role, consisting of that person’s
perceptions and cognitions of what was sent. How closely
the received role corresponds with the sent role is an
empirical question for each focal person and set of role-
senders and will depend on properties of the senders, the
focal person, the substantive content of the sent

expectations, and the clarity of the communication.

It is by means of the sent role that the organ-
ization communicates to each of its members the do’s and
don’ts associated with his or her office. It is the
received role, however, that influences each member’s
behaviour and which is the immediate source of his or her

motivation for role-performance.

When sent role—expectations are seen by the focal
person as contrived or coercive, they may arouse strong
resistance forces that lead to outcomes different from or

even opposite to the expected behaviour.

Every person is subject to a variety of psycho-
logical forces in addition to those stimulated by
pressures from the role-set in the work situation.
Role-sendings from that set are only a partial

determinant of the person’s behaviour on the job.
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Additional sources of influence in role-taking are
the objectives in personal properties of the situation
itself. The taking of roles may be aided by the nature
of the task and the person’s experience of the individual

with respect to similar tasks.

People can be conditioned to play their roles by
cues other than those of the communicated expectations
from other system members. Nevertheless, in most organ-
izations, role~behaviour is largely dependent on role-

sending.

Schein (1965) points out the kinds of expectations
which members of the role-set hold, the manner in which
they attempt to influence the focal person, his percep-
tion of their expectations, his feelings and reactions to
these and his attempts to cope with related or organ-
izational factors, personality factors and with inter-
personal factors which characterize the relationship

between the role occupied and the focal person.

The individual acquires a set of values and expect-
ations about his or her own behaviour and abilities,
about the nature of human organizations and the
conditions of membership in them. As Miller (1963), Dai
(1955) and others have observed, the person has an
occupational self-identity and is motivated to behave in
ways that affirm and enhance his valued attributes. The
individual comes to the job in a state of role-readiness,
a state that includes the acceptance of legitimate
authority and compliance with its requests, a compliance
that for many people extends to acts that they do not
understand and that may violate many of their own values.
Milgram’s (1965) finding that two-thirds of the adult
subjects in an experiment obeyed an instruction to

administer what they believed to be electrical shocks
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2.2.5

of several hundred volts to groaning and protesting
victims only highlights the phenomenon of compliance in
role-behaviour. The concepts role—-expectations, sent
role, received role and role-behaviour can be thought of

as constituting a sequence or role episode.

Role-taking

Role-sending and role-behaviour can be concept-
ualized as events in an ongoing and interdependent
cyclical process. This process is affected by séveral
additional or contextual factors - individwal, dinter-
personal and organizational. The role episode and its

context are shown in Figure 2.1 below.
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Figure 2.1

The role episode as depicted by Katz and Kahn
(1978, p.196).

This emphasis on the controlling power of one’s
immediate social environment - past and preéent -
reflects a doctrine of limited social determinism. The
behaviour of the individual is examined in terms of how

it is shaped by the demands and rules of others, by their

- 52 =



2.2.6

sanctions for his conforming and non-conforming behaviour
and by the individual’s own understanding and conception
of what his behaviour should be (Biddle & Thomas, 1966,
pPe4).

Status

In 1936 Linton proposed a classic distinction
between status (position) and role. A status, as
distinct from the individual who may occupy it, is simply
a collection of rights and duties ... A role represents
the dynamic aspect of a status. The individual is
socially assigned to a status and occupies it in relation
to other statuses. When he puts the rights and duties
which constitute the status into effect he is performing
a role. Role and status are quite inseparable and the
distinction between them 1s only of academic interest.
There are no roles without statuses or statuses without

roles (Linton, 1936, pp.113 - 114),

Roles become more complex when they require the
focal person to be involved in two or more sub-systems,
since each is likely to have its own priorities and to
some degree its own sub-culture. The crossing of sub-
system boundaries may be physically required of the focal
persons themselves or it may consist of the co-ordination
of persons whose roles are located in different organiz-

ational sub-systems.
When people are asked to name members of their
role—sets, the responses sometimes include friends and

union officers, husbands and wives.

The inclusion of multiple activities and multiple

sub-system involvements is increasingly evident as one
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2.2.7

moves up the hierarchy in most large organizations. A
supervisor is, for example, a member of two sub-systems -

the managerial structure and the unit supervised.

The organizational role system thus denotes the
system of institutionalized expectations about the likely
action of others without which social 1life cannot
proceed. It expresses the rules of the game, which all
groups tend to accept for the time being, either because
they feel that they can do nothing to alter them or, more
importantly, because of the rewards which stable group
relations offer to all those concerned. Organizations
are not, therefore, as Crozier (1964) and Burns (1961,
1966) have pointed out, merely systemé of power. But it
is also true that the values of actors are involved to a
greater or lesser extent in any particular role system.
They may, therefore, be more or less continuously
involved in seeking to maintain or to alter the rules of

the game (Silverman, 1970).

Position

The term position 1is wused to designate the
particular slot, or niche, within the structural organ-
ization of a group occupied by a particular individual,
and it therefore refers to the configuration of
situational or contextual expectations that influence his

behaviour.

By utilizing the term position in this
manner, the term role is reserved for
the functional behavior displayed by an
individual in a particular position as
a product of the interaction between
his own personality and the situational
position he occupies.

(McDavid & Harari, 1968, p.268).

"A position 1is a cognitive organization of role-

expectations" (Sarbin, 1969, p.225).
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2.2.8

Mead (1934) developed the concept of role-taking as
central to his analysis of role. An allied concept
"taking the role of the other” posits that not only must
the person take into account the role of the other in
formulating his own actions; the role-performances and
the judgements made about such performances serve as
building blocks for construing the self (Sarbin, 1977,
p.15).

Kelly made use of the concept of role. His usage
reflected the  essential difference between personal

construct theory and role-theory, namely, the locus of

concern. Personal construct theory is concerned with the

contemporary version of what goes on in the interval
between the presentation of a stimulus and the verbal or
motoric acts. Role-theory is concerned with actions of
persons in social situations. Personal construct
theorists in common with other cognitive theorists of
the 1950‘s and 1960’s tried to explicate the conditions
of knowing. It evolved from the central concerns of
mentalist philosophers and psychologists. Role-theory
has tried to explicate “the conditions for action.
Kelly’s prototype is the scientist; the role-theory
prototype is the actor (Sarbin, 1977, p.17).

Role-conflict and role—ambiguity

Organizational roles have been identified as points
of linkage and also as principal sources of conflict
between individuals and organizations by Cyert and
MacCrimmon (1963), Hunt (1967), Gross, Mason and
McEachern (1958) and Kahn, Wolfe, Quinn, Snoek and
Rosenthal (1964). Rizzo, House and Lirtzman (1970)
identified four Dbasic inter-related types of role-
conflict, all based on perceptions of inconsistent
demands: (i) intersender conflict - when inconsistent

demands are made on the role incumbent by one or more
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role-senders; (ii) inter-role conflict - when a person
holds two or more positions simultaneously; (iii) intra-
sender conflict - when the availability of time,
resources, and capabilities of the individual are
incongruent with the role-behaviour expected and (iv)
person~role conflict =~ when the role incumbent’s internal
standards or values and the defined role-behaviour are

incompatible.

Role-ambiguity (Lyons, 1971) may result if position
incumbents lack adequate role-relevant information as
when information is restricted or when role-—expectations
are not clearly defined. Rizzo, House and Lirtzman
(1970) argued that role-ambiguity was related to the
predictability of responses to one’s behaviour and the

clarity of behavioural requirements or expectations.

Role-conflict and ambiguity may occur in two ways.
In the first case it may occur as a property of the
social structure where, in fact, the sent roles from
role-set members exert pressures for various mutually
exclusive behaviours on the part of the focal person.
Role-ambiguity exists where the sent role—expectations
lack sufficient clarity to be translated into behaviour
by the focal person. The second variety of role-conflict
occurs at the perceptual 1level and may or may not
correspond with an actual state of affairs. Thus the
focal person may not perceive conflict when it actually
exists or he may perceive it when it does not exist or he

may perceive it where it does indeed exist.

Kahn, Wolfe, Quinn, Snoek and Rosenthal (1964)
hypothesized that the degree of structural and perceived
role-conflict varies as a function of several enduring
organizational and personal characteristics. For
example, organizational positions vary in their

vulnerability to conflicting expectations. Typically,
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2.3

the less structured and explicit the job requirement the
closer the position 1is to the boundary of the organ-—
ization, and the 1larger the number of Dbosses,
subordinates, and equals associated with a given
position, the greater is the 1likelihood that role-
conflict will vary with such personalistic dispositions
as needs for recognition, tolerance of ambiguity,

neurotic achievement, or real achievement.

The theories and data of Kahn et al. (1964) and the
Gross et al. (1958) study have led to a serious challenge
of many old and static notions of organizational
behaviour. These researchers have demonstrated crucial
functions of personalistic dispositions as mediators
between formal system requirements and individual
outcomes. In other words, neither can stand alone as a
comprehensive  explanation of human  behaviour in
organizations. Kahn et al. clearly show that the
organizational locus of emotional maladjustment can occur
anywvhere in an organization and 1is not mnecessarily
restricted to unskilled or low-level workers. Employee
activities apparently depend on the nature of the
organization, the nature of the job and the nature of the

person.

Norms and values

Norms refer to the expected behaviour required by a
group system and have an "ought" or "must'" quality. Katz
and Kahn (1978) use the terms "norms" and '"values'" to
refer to the "common beliefs of an evaluative type which

constitute a coherent inter-related syndrome" (p.385).

That the operator of a drill press should get blank
stock from the man to his left, should drill holes in 240
pieces of such stock each hour, and should put the

completed pieces on a moving belt at his right, are
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examples of role-requirements. Norms reinforce the role-
requirements. The statement that all members of the organ-
ization shall follow to the letter the work instructions of

their superiors or be penalized for insubordination is a norm.

Roles, norms and values differ also with regard to degree
of abstraction. There are relatively few problems concerning
understanding what the role-requirements are in most systems
because of their specificity. Though the norms are often
verbalized and sanction the role-—expectations, there are aspects
of norms which are stated in sufficiently general terms as to

lead to varying interpretations.

Roles, norms and values thus differ both with regard to
generality and with regard to the type of justification mobil-
ised to sanction behaviour. At the level of role-behaviour it
is simply a matter of expectancy about task performance; at the
level of norms it is a matter of following the legitimate
requirements of the system; at the level of values it is a

matter of realising higher moral demands.

Roles, norms and values thus furnish three inter-related

bases for the integration of social systems:

(i) People are tied together because of the
functional, interdependence of the roles they
play... because the requirements of different
roles are inter-related, people who perform them
are bound together in interaction and, as a
result of this interaction achieve a degree of
integration; (ii) the normative requirements for
these roles add an additional cohesive element;
for example, the worker not only plays his part
in the interdependent chain of activities but he
accepts the norms about doing a satisfactory
job, and (iii) finally the values centering
about the objectives of the system furnish

another source for integration (Xatz & Kahn,
1978, p.44),.
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Organizations have an elaborate formal role pattern in
which the division of labour results in a functional

specificity of roles.

The person in a social system who plays a role is
subject to the demands of that role when acting in many of

the ways he does.

Norms are the general expectations of a
demand character for all role incumbents of
a system or sub-system. Values are the
more generalized ideological justifications
and aspirations (Katz & Kahn, 1978, p.43).

Perception

The world in which one functions is a spatial world
containing many different objects, each with a variety of
attributes. As a vast amount of experimentation has shown,
these perceptual attributes do not correspond exactly with
the physical dimensions and properties of the object. The
attributes may vary widely, depending on the stimulus
context in which they occur. Thus the apparent size, shape
or colour of an object depend partly upon its immediate
surroundings. In addition there is a tendency toward the
preservation of constancy in the perceived size, shape and
colour of an object despite major changes in, for example,

its location and illumination.

The dynamic properties of movement and change give
life to the static world of objects. Joining these
influences brings one closer to the living realities of the
perceived worlds which are the expressive and affective
properties which one sees in objects and events. Such
expressive and affective properties include sensuous and

aesthetic attributes of perceived "causality" and "power'".

Finally and indispensably, there is continuous inter-~

action among the different impressions received from the
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various senses which leads to a wunified ©perceptual

experience of objects and events.

The first step in the study of perception is to
describe technically the immediate experience of the
physical world in which one  lives. This kind of
description of one’s immediate experience is known as

.phenomenology.

2.4,1 The perceptual process
Hastorf, Schneider and Polefka (1970) attempt

to answer the question: How does a human being
create a coherent perceptual world out of chaotic
physical impingements? They summarize the major

findings on perception as follows:

l. The world of experience has structure.
2. The world of experience has stability.

3. The world of experience is meaningful.
(pp.4 - 9)

2.4.1.1 Structure
The process whereby we gain knowledge of
others 1is a complex one, as are the stimulil
themselves. It is not surprising, therefore, that
psychologists have concentrated their efforts on
exploring less complex phenomena such as perception

of size, shape and distance.

In the initial stages of investigation of
perceptual phenomena the focus was on defining the
nature of the physical stimuli which directly cause
experience., In time the search was extended to the
more subtle exploration of the role played by the
perceiver himself in determining his experiences. In
addition to his unique sensory nervous system, his

past experience and motivational state were seen to
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have an impact on how these stimuli were processed.
Contemporary research on perception emphasizes the
joint contributions of the physical stimulus and of
the individual to his knowledge of the world. Hastorf
et al. point out that a number of philosophers and
psychologists have conceived of the translation
process by the sensory apparatus in perception as an
essentially passive one, completely determined by the
physical proportion of the stimulus and by the
structure of the receptors and sensory nervous system.
Protagonists of this view point conceive of our
sensory apparatus as working somewhat 1like a high
speed translation device. Basically physical
impingements are verified and the proper experience
attribute is read out. The popularity of the passive
recording view of perception may be ascribed to the

immediacy of our experience.

Our experiences are immediate and
they feel direct. These feelings led
to the belief that the translation
process must be automatic and built-
in (Hastorf, Schneider & Polefka,
1970, p.4).

The main argument against this position stems
from the fact that our experience of the world is
highly selective. From a vast number of impinging
stimuli we are aware only of certain objects and
certain attributes of the objects. Experiments with
the figure/ground phenomenon illustrate this very well
as does the work done by Broadbent (1958) -~ the
"filter theory" of perception.

The ideas of perceptual filtering, summation,

interpretation and structuring have been put forward

by a number of theorists including Boulding (1956),
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James and Jones (1974), Mahoney (1977), and Hastorf et
al (1970).

When analysing the perception of objects, we find
that the stimuli produced by objects vary as a
function of the conditions under which they are
perceived. This is also true of people as stimuli. A
further complicating factor in person perception is,
however, that behaviour is dynamic rather than static.
It is ever-changing and must be carved up into umits
in order that we may define the stimulus. One of the
major ways 1in which we categorize our ongoing
behaviour into distinct wunits is by taking into
account behavioural effects. The individual does
something and we observe its effect. In essence, the
first level of coding in person perception consists of
grouping together acts and effects to create

manageable perceptual units.

Jones and Young (1972) conceive of social

structure in the following terms:

Our concept of interpersonal perception
implies that each individual in a social
field has an internal representation of
the other members in the field, with the
individual positioned somewhere in the
representation. This is his own
personal "social environment" (p.108)

One of the most salient features of the person’s
participation in structuring his experiential world is

the categorizing process. The individual extracts

stimuli from the world and forces them into a set of
categories. The categories which one uses are derived
from one’s past history and are dependent on language

and cultural background.
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Ittelson, Proshansky, Rivlin and Winkel (1974)
have suggésted that the individual organizes specific
perceptions of the environment into a cognitive map

that guides future predictions and behaviour.

Stability

One’s world of experience also . demonstrates
properties of stability. There is a certain
"constancy" aspect to one’s experience. Irrespective
of marked changes in proximal stimuli, one experiences
the phenomena of the world in a stable way. One
processas incoming information to produce stability in
one’s world of experience. One seeks invariance by
perceiving as constant those aspects of the physical
world which are most enduring (for example, size, shape
and colour) even though information one has about

objects may change markedly.

A person moving about in a room is perceived to
remain the same height to the perceiver although the
height of the person’s image on the retina varies.
Some form of "modification' occurs between the stimulus
and the final perception. This modification depends on
the ability of the individual to reduce the amount of
variance wvhich exists between the "real” and '"known"
and 1is influenced by factors such as distance and

incident illumination.

b«
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Figure 2.2

Size constancy in perception of an object

- 63 -



The following equation represents the process and

relationships involved in the above diagram:

Distal size
~OX i - = kX Irmhe—
Proximal size 1stance

(Hastorf et al. 1970, p.7)

Considerable amounts of information are required
in applying relatiomships such as the  ahove: for
example, the physical size of the object, distance,

and illumination.

It would appear that processes analogous to those
involved in the constancies of perception are involved
in one’s experience of other people. We search to

perceive the invariant properties of other people.

In perceiving attributes of another
person, we focus not on his behavior,
which is ever changing, but on more
invariant characteristics, namely, his
intents and purposes.  Since these
invariant properties cannot be perceived
directly, our search for invariance is
centered on discovering functional
relationships Dbetween behavior—-effect
sequences, Wwhich are observable and
intentions which are not (Hastorf et al.,
1970, p.l13).

The scientist searches for invariance in order to
understand and to predict the world. Perceivers also
~seek to understand and to predict the world in order
that they may behave in it to their advantage. The
perceptual act can be said to generate a prediction
that one can use as a basis for action. The goal in
both cases is predictability of the environment and
the means to the goal 1s the specification of causal

relationships.
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One property of the organism, as an information
processor, is that he possesses a linguistic coding
system which possesses a set of implicative relation-
ships. The impinging stimuli provide the raw material;
the organism, with the aid of language, produces the
meaning. The organism exists in time. He has a past
and he anticipates the future. Past experience,
language, and present motivational state or goals for
the future influence one’s perceptions of the present.
One’s past learning has a significant influence on
perception, but it always operates within a framework
of purposive activity. The rules one applies are
derived from experience and are selected by the

purposes one is trying to accomplish.

Meaning

Meaning exists or 1s facilitated when structure
and stability occur. One tends to perceive persons as
causal agents with intentions and it is on perception
of others’ intentionality that one is led to organize
the behaviour of others into '"intent-act-effect"”
segments which form perceptual units (Hastorf et al.
1970, ‘p.ll). Meaning 1is alsoc derived from the fact
that other people are similar to each other and also to

one’s self.

A behaviour is familiar not only in that one has
seen it before but alse in that it implies other
behaviours. Implicit personality theories, the assumed
correlations between traits, are generalizations from
behaviour one may have observed in one’s self and a few
other persons. Once one has acquired these theories,
one can then apply them as a general rule. The process

is identical to that which produces group stereotypes.
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2.4,2

One’s impression of another person is also a form
of stereotype. One abstracts certain aspects of this
behaviour, organizes them around certain dispositioms,
and then develops a picture of the person. This
process permits the development of meaning in one’s
experience of other persons. It can also restrict
one’s awareness of some of another person’s behaviour.
Group and individual stereotypes create meaning and
stability. They may, however, do so at the risk of

inaccuracy.

Jones and Thibaut (1958) point out that the
perceiver in any social situation will act in such a
way as to reduce the need for information to sustain
interaction. The perceiver adopts '"simplifying
strategies" in his interactions ‘with others. ‘They
maintain that these strategies are in the service of

cognitive and emotional economy.

Attneave (1954) puts forward the point that a
major function of the perceptual machinery 1is to
describe or encode incoming information in a form more
economical than that in which it impinges on the

receptors.

The particular semantic framework in terms of
which an individual structures his inferences about
interpersonal events is obviously a <crucial and

suitable focus for detailed empirical study.

Person perception

Analysis will reveal that person objects
differ from other objects in an  individual’s

field and are especially important in determining



behaviour because they have among other character-
istics, the properties of mobility, capriciousness, and
unpredictability; because they are perceived to have
power qualities - to provide rewards and threaten
punishment; because they are perceived as sensitive and

reciprocally reactive (Krech & Crutchfield, 1948).

Dornbusch, Hastorf, Richardson, Muzzy and Vreeland
(1965) in a study of inter-personal perception found
that the dimensions used depended much more on who was

perceiving than on who was being perceived.

Freedman, Sears and Carlsmith (1978) point out
that "each of wus carries around some theory ~of
personality that helps us form coherent impressions of
other people" (p.91). They further state that
sometimes this '"theory" is rather commonly shared, for
example, a warm person is also generous. "But it may
also be quite unique to the specific perceiver" (p.92)
as in the Dornbusch study quoted above or in terms of

Kelly‘s (1955) personal construct theory.

Bruner and Tagiuri (1954) have reviewed the
earlier studies relating to person perception and have
raised a number of pertinent questions about the way in
which one organizes one’s judgement of other people.
They conceive of individuals’ expectancies that certain
traits go together within other people in terms of the
subjects’ '"naive, implicit theories of personality"
(p.649). Following Bruner and Tagiuri’s review and
the paper by Crombach (1955), it has become customary
to describe the kinds of perceptual inferences revealed
by Asch’s (1946) experiments in terms of a subject’s
implicit personality theory - his expectancies about
the way in which characteristics are inter-related

within other people. Sarbin, Taft and Bailey (1960)
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have discussed this in terms of a "perceived postulate

system" (p.20).

Tagiuri (1965) points out that person perception
is essentially different in that the similarity between
perceived and perceiver is greater than in any other

instance:

Banal as this may seem, it has far
reaching consequences. The most obvious
one of these 1s that the perceiver is
probably maximally inclined and able to
use his own experience in perceiving or
judging or interfering in another’s
state or intentions. ...Whatever it is
called, it is critical in the sense that
the perceiver’s repertory of categor-
ising responses is somehow 1limited by
his own personal or vicarious experience
as a person (p.xi).

It is interesting to compare Tagiuri’s use of the
phrase 'repertory of categorising responses'" with

Kelly’s (1955) personal construct theory.

In dealing with person perception, we
are concerned with it as it occurs in
the 1layman as a process affecting
ordinary human interaction, and not with
the person as an object to be diagnosed
by the expert. We are interested, as
Heider puts it, in '"naive psychology"
rather than in psycho-~diagnosis (p.xii).

The stimuli in person perception have various
levels of integration, from simple physical variables
(for example, size, speed, frequency), to complex
configurations. The layman uses a kind of shorthand
for particular event packages. He may culturally
"inherit" the integration such as K through language;
hence it is very difficult for him to be

"self-conscious" about component processes.
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2.4.3

According to Tagiuri the perceiver 1is selectively
tuned to perceive certain events in preference to
certain others; and when the task is ambiguous enough,
as complex events can often be, he will select and

interpret the evidence accordingly.

Role~perception

When one discovers that a person 1is a union
leader, a student activist or a social scientist, one’s
frame of reference for these types of roles immediately
calls up an entire network of expectations that may be
automatically applied as representing characteristics

of the person.

One may even go to the extreme of ignoring or
distorting information about the person which does not
fit into one’s personal frame of reference. "...We
mentally force the individual 1into one of our
categories because of our mind’s inability to handle an
infinite number of images. As a result, we may miss

"

much of who the person is ..." (Hellriegel & Slocum,
1974, p.261).

The perception of roles is an organized response
of a person to stimuli in a social context (Sarbin,
1969). Role perception may be thought of as a sequence
of behaviours in which the perceptual response is the
first part of a social act : the silent naming or
locating the position of the other from observed action
or inferred qualities which serves to locate the
position of the self. The second part of the social
response is the motoric response, the role enactment in
which the actor performs actions appropriate to his

location of the positions of self and other.

McDavid and Harari (1968) define perceived role as
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"the perception of behavior associated with a

particular position in a social organization" (p.268).

The building blocks of role perception, of course,

are the overt .acts of others. These acts may be

defined as everything the other does. This includes
his gross skeletal movements, his verbal behaviour,

and what he wears.

The term perceived role is defined as '"the

perception of behavior associated with a particular
position in a social organization" (McDavid & Harari

1968, p.268).

A perceived role is the stabilized perception of a
group member’s behaviour, as perceived either by

himself or by others within the group.

A number of researchers have found that work
environment perceptions differ across roles and
organizational positions (Adams, laker & Hulin, 1977;

Johnston, 1974; Stone & Porter, 1975).

Newman (1975) has concluded that different roles
are subject to different experiences and that
positional differences are more important than personal
characteristics in the development of an individual’s
perceptual-cognitive map of the organizational

situation.

When a social system ceases to function there is
no longer an identifiable structure. It is difficult
for us to view social systems as structures of events
because of our needs for more concrete and simple ways
of conceptualising the world. Hence we identify the

buildings, the technological equipment and the people
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2.4.4

they contain, as the structure of the organization.

Weick (1969) maintains that in the process of
organizing, all organizations attempt to stabilise
themselves by removing uncertainty from the
environment. This is done through the perceptions of
the members of the organization. The perception of
salient features in the environment 'create" the

environment to which the organization must adapt.

The removal of wuncertainty from this ‘'created
environment" is viewed as a two-stage process.
Firstly, the uncertainty must be identified. Something
that is unknown or unperceived cannot be dealt with.
The second step is actually to remove the uncertainty.
This is done by application of three organizational
processes : enactment, selection and retention. The
process of enactment creates the information with which
the organization must deal. The important distinction
here again 1is that the human being <creates the
environment to which the system then adapts. This
point is important, obviocusly, because the 'real
environment" and the enacted or perceived environment
may be dissimilar, but organizations react to the

enacted environment.

Perception and personal construct theory

Personal construct theory is based on the assump-
tion that all men may be thought of as '"scientists'" in
the sense that each is concerned with the prediction
and control of his environment. Each individual
develops his own personal repertoire of constructs by
means of which he structures (interprets, conceptual-
ises) his world and tries to anticipate events.
According to Bannister (1962) these constructs may be

thought of as the elements of a system by means
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of which the individual codifies his experience.

Bannister (1962) continues:

"Implicit in the theory is the notion
that an individual does not respond to
the "real" situation x (whatever real
might mean) but to situation x as he
sees it. In turn his interpretation of
situation x will be a function of his
current construing system" (p.l04),

This viewpoint can be directly related to the
phenomenological view (that man reacts to his world in
terms of his umique perception thereof) and to action
theory. One of the major propositions of action theory
is that explanations of human actions must take
cognizance of the meanings which those concerned assign
to their acts: "... the manner in which the everyday
world is socially constructed yet perceived as real and

routine" (Silverman, 1970, p.127).

According to Parsons (1951), action occurs not as
a response to an observable stimulus but as a product
of a system of expectations arising out of the actor’s
past experiences and defining his participation of the
probable reaction of others to his act. The action
frame of reference argues that man is constrained by
the way in which he socially constructs his reality.
"On the one hand, it seems, society makes man, or on
the other, man makes society" (Silverman, 1970,

p.l41).
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CHAPTER 3

3.1

3.2.

IMPLICIT PERSONALITY THEORY

A theory of organization can be no better than
the assumptions it makes about human personality.

(Lichtman & Hunt, 1971, p.271).

Introduction

One forms impressions of others even on making brief
observations of them or on hearing a brief description of some
of their characteristics. One’s impressions are verbalized in
terms of traits such as helpful, submissive, arrogant,
friendly. These impressions are immediate and omne is unaware
of the processes involved in inferences about others. These
impressions are meaningful and organized; one classifies a
person according to his behavioural tendencies or traits. One
knows the person in the sense of being aware of his/her traits
and being prepared to predict other traits or behavioural
tendencies which one has not observed. Though the individual
is wunique he shares certain combinations of qualities with

other individuals one has known.

Implicit personality theory

Bruner and Tagiuri (1954) introduced the term 'naive,
implicit personality theory" (p.649) to explain the phenomenon
that perceivers assume relations among attributes of people.
The "theory" was characterized as implicit because a person’s
trait categories are inferred from his descriptions and
expectations about individuals and groups rather than from his
statements as a formal theory. It was considered unlikely by
Bruner and Tagiuri that an individual could make many of his
categories and beliefs explicit or could organize the basic
elements into a formal and parsimoniously stated theory of
personality. The word 'maive" also subsequently termed

"common sense" or "lay" was used to distinguish such theories
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from formal theories of personality.

The individual’s imﬁlicit personality theory assumes
central importance in Kelly’s (1955) theory of personality.
According to Kelly, the process of social learning involves
generating personal constructs which serve as dimensions along
which others are categorized. The individual and his social
world are revealed in the way he describes others with
reference to these personal constructs. The covariation among
personal constructs is one manifestation of the individual’s

organization of his social world.

The psychological phenomena referred to by  implicit
personality theorists are also of central interest to personal
construct theorists. Although the range of personal construct
theory is not limited to interpersonal perception, much of the
explication of the theory as well as the actual empirical work
is in terms of how a person views himself and others as

psychological beings.

Two primary areas of study may be distinguished in the notion
of implicit personality theory. On the one hand there are
researchers who see person perception and particularly
impression formation as being very much 1like concept
formation, (for example, Bruner, Shapiro & Tagiuri, 1958, and
Wishner, 1960), and on the other hand researchers who have
been primarily concerned with an analysis of linguistic
factors in judgement, (for example, D’Andrade, 1965, and
Osgood, 1962).

Thorndike (1920) coined the term "halo effect'" to describe the
constant error observed in raters’ perceptions of other people
which resulted in spuriously high intercorrelations between
ratings on various traits. Newcombe (1931) referred to
"logical error" and Asch (1946) referred to the concept of
"centrality". Furthermore, quite similar ideas were being
developed about the same time by Cronbach (1955), Jones
(1954), Steiner (1954) and Kelly (1955). Subsequently Hays
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(1958) "trait inference, Bruner, Shapiro and Tagiuri (1958)
"causal texture" and Berman and Kenny (1976) 'correlation

bias", have added to knowledge in the area.

The common linkage between these concepts is the
assumption that each individual, in forming impressions of
others, has expectations of certain traits going together.

Bruner and Tagiuri (1954) point out:

Study - of the inferential relations
between attributes of personality is
necessary if we are to understand common
sense personality theory and the way in
which certain forms of knowledge about
another person  come to inf luence
drastically the total impression formed
(p.649).

Early investigators viewed trait intercorrelations as
an undesirable social perceptual bias that should be
eliminated from psychological studies. They neglected the
possibility that these assumed trait intercorrelations could
be of functional value for the individual in enabling him to
organize his social world. Thus, on the basis of the
knowledge that another person possesses one characteristic,
the individual can infer the presence of other
characteristics. Since information about other people is
limited, trait intercorrelations permit the individual to
predict and anticipate other people’s Dbehaviour, An
alternative explanation may be provided by examining the work
of Broadbent (1958), Bruner, Goodnow and Austin (1956), and
Tolman (1948).

What is involved when one person forms an impression of
another? Events that had previously been termed errors or
distortions of accuracy are now looked at as important
underlying processes that must be understood in their own

right.

Since ratings of other people are used extensively in

behavioural and educational research and practice, not to
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mention letters of recommendation and job performance, an
understanding of the phenomenon is essential. One cannot

simply disregard rating biases.

Asch (1946) suggested two general models of impression
formation. A simple additive model predicts that the final
impression 1is based on the sum of the impressions of the
individual traits possessed by the stimulus person. A variant
of the same model suggests that the quality of the final
impression also affects the quality of each trait. For
example, if the final impression is favourable, each trait
will also tend to be seen as favourable. Asch preferred a
second model which states that traits are immediately
organized to form a whole or Gestalt. Thus each trait affects
each of the others and the final impression is a dynamic one,
not easily predictable from the individual traits taken
separately. The final impression is more than the sum of its

parts.

3.2.1 Research findings
Thorndike (1920) found that when flight commanders

rated aviation cadets, intelligence correlated ,51 with
physique, ,58 with leadership, and ,64 with character.
Thorndike believed that these correlations were all
higher than reality and too similar because
intelligence and character and intelligence and
leadership should give about three times as close a
relationship as intelligence and physique. Newcomb
(1931) found that when counsellors rated boys at a
summer camp on 26 Dbehavioural traits the mean
intercorrelation was ,49 whereas direct behavioural
observation on the same traits yielded a mean of,lé4.

Newcombe concluded that:

The close relation between traits which
is evident in the ratings may,
therefore, be presumed to spring from
logical presuppositions in the minds of
the raters, rather than from actual

behaviors (p.228).
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Dornbusch, Hastorf, Richardson, Muzzy =~ and
Vreeland, (1965) in a study of children in a summer
camp, found that the dimensions used in evaluating
others depended much more on who was perceiving than on

who was being perceived.

Asch (1946) asked individuals to make inferences
about others on the basis of several descriptive
traits. He found that traits were combined in
consistent ways, and that certain traits were central
in determining one’s impression of others; they seemed
to bear a large responsibility <for organizing the
impression his subjects had formed. Analysis of the
data indicated that favourable traits were assigned to

"Warm"

persons and unfavourable traits were asigned to
"cold" persons. Similar research was conducted by

Kelley (1950).

Results of Mensch and Wishner’s (1947) replication
of Asch’s study, using a larger and more representative
group of judges, were essentially in agreement with

those of Asch.

Wishner, (1960) on the basis of his findings, however,
disputed Asch’s Gestalt interpretation of impression

formation and offered instead an atomistic model.

In a critical analysis of Asch’s experimental
procedure, Luchins (1948) pointed out the artificiality

of the situation stating that:

Neither experimentally nor empirically,
was the transition made from his
experimental situations to life
situations, from trait names to human
actions, nowhere in the report was there
shown the relevancy of the experimental

procedures to more natural judgements
(p.319).
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Cogill (1975) in a study of assessment centres
demonstrated the relevance in a field setting by
showing that there was a high degree of
intercorrelation between the dimensions rated in an
assessment centre. In a 26 x 26 matrix of
correlations, 314 were found to be significant whereas,
on the basis of chance, one would expect only 6 to have
occurred. These trends emerged even though the raters
on these assessment centres had undergone extensive
training in behavioural science rating techniques and
had been exposed to theory concerning the properties of
the normal curve and the distribution of abilities.
Similar results were found by Lever (1976) in a
replication of Cogill’s study. Figure 3.1 below gives
the distribution of correlations found in the Cogill

study.
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Figure 3.1

Distribution of correlation coefficients in assessment

centre ratings.
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Bruner, Shapiro and Tagiuri (1958) were
specifically interested 1in the inferences subjects
would draw from knowing a stimulus person is
intelligent and independent, and . considerate or
inconsiderate. For example, given that intelligent
people are seen as clever, efficient, and not
submissive and inconsiderate and unintelligent people
are thought to be aggressive, boastful, and
discourteous, what could one predict about an
intelligent, inconsiderate person? Bruner et al were
able to show that inferences drawn from double traits
are predictable from knowledge of the inference drawm
from individual traits. Intelligent people were seen
to be as moderately aggressive and unintelligent people
as highly aggressive; an intelligent inconsiderate
person is also perceived as aggressive. What occurs
when the stimulus traits conflict, for example, what is
an intelligent inconsiderate person? He is seen to be
somewhat responsible and this finding turns out to be
predictable on the basis of the strength with which
each stimulus trait elicits its inference. In this
case, intelligence elicits responsibility more strongly

than lack of consideration elicits irresponsibility.

A number of studies have shown that groups of
raters differ in the magnitude and direction of the
associations they implicitly assume among traits.
These differences among raters seem to go far beyond
any identifiable stimuli coming from the persons being
judged and seem to be attributable to differences in
the raters’ implicit personality theories (Gage &
Cronbach, 1955).

Norman (1963) and Passini and Norman (1966)
conducted a series of studies which had far-reaching
implications. In the earlier study done by Norman on
peer ratings it was observed that the numbers and kinds

of dimensions of judgement were very similar for
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subjects who had lived together for three years in a
fraternity and for those who had had prolonged and
intimate contact. It was Norman’s initial view that he
had isolated some basic dimensions of personality.
Passini and Norman (1966), however, raised the
possibility that those results could be reflecting
perceptual tendencies of the raters instead of real
dimensions of the stimulus persons’ personalities.
They asked subjects to rate people they didn’t know but
who were in the same room with them and the ratings
used were highly similar to those made by subjects in
the earlier Norman (1963) study. More recently Hakel
(1969) has found similar results using the Bruner et al
(1958) trait implication procedure. Passini and Norman
(1966) argued that since the same dimensions of
judgement seem to arise whether the perceivers know the
stimulus person or not, it is reasonable to argue that
the dimensions of perception are implicit in the
perceiver., This research supports the contention in
the realm of person perception (as was shown for
physical‘object perception) that the perceiver plays a

ma jor role in organizing his perceptual world.

Norman (1963) is primarily interested in how the
perceiver organizes his perceptions of others, and his
research says something about the way culture
socializes people to perceive others., It is not
implied from this research that implicit personality
theory is used in every situation by every individual
for all possible traits. The generalized implicit
personality theory is an  abstraction of many
individuals’ theories and this theory may not be used
completely by any one perceiver. Some perceivers may
have theories which vary somewhat from the general

theory.
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3.3

One not only has implicit personality theories;

one also has well-formulated implicit group personality

theories or stereotypes. Research in stereotyping has
an obvious relationship to implicit personality theory.
Hastorf, Schneider and Polefka (1970) point out that
stereotyping 1s a type of implicit personality theory
and that race can be viewed as a central trait in
stereotyping. Brigham (1971) has reviewed the
literature in this field and has concluded that race is

a powerful cue in trait attribution.

Traits and behaviour

~In most studies of implicit personality theory use has
been made of traits. This may be largely an historical
accident resulting from the importance of traits in
personality theory and personality assessment research and
from the fact that much of the early research in the field was
stimulated by Asch’s impression—formation research where

traits had been used merely as a convenience.

Schneider (1973) points out that we have "little or no
hard evidence on what the natural units of person cognition
are" (p.306). He also maintains that we have no evidence to
demonstrate whether and when perceivers feel comfortable with
personality traits as opposed to more behavioural wunits.
Schneider makes a distinction between behaviour, trait
language and typology by describing someone as "not being able
to look another in the eye'", "he’s shy", and '"he’s
introverted", respectively. He argues that as 1long as
personality research provides perceivers with categories of
explanation it «can never answer the question of which

categories are "naturally" used by perceivers.
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3.4

There have been few studies on the relationship between
behaviours and traits. The primary concern of attribution
research (Hastorf, Schneider and Polefka 1970) has been
with conditions which allow one to separate situational‘and
personal causality, but there may simply be behaviours which
are thought to be "revealing" in and of themselves. Nail
biting implies nervousness for many perceivers.
Psycho-analytical personality theorists have suggested
classes of behaviour which ought to imply certain broad
personality syndromes. There has been little research,
however, into the relatively stable inferential relationships

between behaviour and traits.

Personal construct theory

Kelly (1955) developed a theory of personality which is
unique among personality theories. His theory may be claimed
to be the most psychological of all theories in that it is
almost entirely cognitive. Although, in his theory, he pays
practically no attention to learning, emotions, motivation
needs or behaviour, all of them are encompassed and subsumed
as aspects or elements of the total personality controlled by
the constructs which serve as dimensions along which others
are categorized. Kelly held the following viewpoint of
theory:

A theory may be considered a way of binding
together a multitude of facts so that one
may comprehend them all at once. When the
theory enables us to make reasonably precise
predictions, one may call it scientific ...
or anticipation of daily events, while not
scientifically precise, nevertheless
surrounds our lives with an aura of meaning
«+s A theory provides a basis for an active
approach to life, not merely a comfortable
armchair from which to contemplate its
vicissitudes with detached complaiscence.
(1955, pp.18-19).

It should be noted that Levy (1970) makes a strong case

against the term '"theories of personality'", on the grounds
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that what we currently call theories of personality are too
loosely structured to qualify as theories and that theories of
personality are unlikely ever to be achieved because of the
extraordinarily wide range of phenomena encompassed by the
term. He believes that it is possible to develop theories
about different aspects of personality, "ways of thinking
about human behavior that are the basis for the development of
a variety of methods of scientific research. into  these

phenomena and theories about them" (Levy, 1970, p.89).

Bruner (1956) referred to Kelly’s work as the greatest
single contribution to the theory of personality functioning
of the decade ending in 1958. For Kelly, the person is only
constituted in relation to others: '"constructs are available
through interaction with others and obtain their meaning in
the context of that interaction as well as through their more
general and socially determined I;resuppositions" (Stringer &

Bannister, 1979, p.xiv).

Kelly’s use of the term '"to construe' means to interpret,
to understand, to deduce or to explain. Personal constructs
are an individual’s conclusions about or interpretations of
life. Kelly developed the view that life is not so much a
matter of objective events as it is of what one makes of those

events.

Construing is a social psychological act both through its
necessary reliance on widely shared understandings and through
its power to modify relations. If users of the repertory grid
have sometimes treated the interpretation of constructs as
problematic ('"what do his constructs really mean'?) it has
been because they have failed to appreciate these points

(Stringer & Bannister, 1979).

A key assumption held by Kelly was that man is forward-

looking and proceeds in an anticipatory mode. Conversation
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(of which construct elicitation 1is a highly formalized
example) can be considered as anticipatory talking and
listening. An individual’s contribution to the conversation
is both in anticipation of the other’s reaction to what has
been said and in anticipation of what will thereby be revealed
of the other’s construct system. If each is mutually
reinforcing (Kelly’s definition of social psychological
process) the two forms of anticipation are interdependent.
The succession of anticipation carries forward the evolving

relationship.

According to Kelly (1955), the formation of an
impression of an individual’s 'personality" is not simply a
matter of characterizing his or her behaviour on the basis of
one’s own personal constructs. It also involves making
inferences about the psychological processes of the other.
Kelly’s sociality corollary asserts that 'to the extent that
one person construes the construction processes of another he
may play a role in a social process involving the other"

(Kelly, 1970, p.22).

Kelly put forward the theory that an individual’s
behaviour develops out of his construction and anticipation of
events. He proposes a formal statement of his theory in terms
of a fundamental postulate and 1l corollaries; a reflection of

his background training in mathematics (Kelly, 1955, pp46~60).

3.4.0 Fundamental postulate :

A person’s processes are psychologically channelised by
the ways in which he anticipates events.

A person’s processes do not operate in a chaotic

or vrandom manner but rather within a system of
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3.4.1

3.4.2

3.4.3

flexible, modifiable, but restrictive pathways that

constitute a network.

Corollary I.

Construction corollary : a person anticipates
events by construing their replications.

Every event one experiences in 1life makes an
impression on one. One is not necessarily aware of
this impression, but it does allow one to control one’s
future to a certain extent. Given the same or a
similar experience, one is equipped to cope with it, in
view of what one knows of the previous experience. All
people do not react to experiences in the same way.
Each person draws what he requires from the experience
and uses the knowledge to anticipate future events.
His impression is unique. Compare the constructs of a
doctor and a traffic officer at the scene of a serious

accident during rush hour.

Corollary 2.

Individual corollary : persons differ from each
other in their construction of events.

Each person is unique in his interpretation of
events since he is uniquely associated with the event
or object. The situation consists of him, as the
central figure on the one hand, and the event or object
being experienced on the other. Each other person who
experiences the same event or object is caught up in
just such a unique situation - different, because that
which he draws from the experience fulfils his

requirements, and his alone.

Corollary 3.

Organization corollary : each person
characteristically evolves for his convenience in
anticipating events, a construction system embracing
ordinal relationships between constructs.



3.4.4

Some constructs are more important than others.
Higher order constructs may subsume lower order
constructs. = According to Kelly, the hierarchy is an
ordinal one and there are several ways in which the

same constructs may relate to each other.

EXTROVERT ¢ INTROVERT

LIKES , DISLIKES : TALKS A——TALKS A
PARTIES PARTIES LOT LITTLE

Depending on the relative importance each individual
attaches to each construct, a person will chose one or
the other of the two alternatives available to him from
the construct he sees relevant to the situation at hand
in terms of his general purpose to make sense and fit

into the stream of life.

Corollary 4,

Dichotomy corollary : a person’s construction
systen is composed of a finite number of
dichotomous constructs.

Each person uses a limited set of constructs,
unique to himself. Each construct consists of a pair
of opposites. When one experiences someone as
powerful, one contrasts powerful with weak or not
powerful. Each construct involves a contrast. The
construer classifies someone as powerful as a
replication of something he has seen before, in so far
as the stimulus person is similar to some other person.
In Kelly’s view, it is impossible to see a similarity
without at the same time having in mind a contrast.
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3.4.5 Corollary 5.

Choice corollary : a person chooses for himself
that alternative in a dichotomized comstruct through
which he anticipates the greater possibility for the
elaboration of his system.

According to Kelly, human beings strive to
anticipate events accurately in order to predict and
control their futures. A way in which we can improve
our ability to anticipate  events is to extend and
define the construct systems of those with whom we
interact. Kelly ©believed that people value a
particular pole of a construct not the specific

elements or events subsumed under that pole.

3.4,6 Corollary 6.

Range corollary : a construct is convenient for
the anticipation of a finite range of events only.

It is obvious that a particular construct cannot
be used for every categorization. Each construct is
limited in the extent to which it can be used, for
example, "happy" can effectively describe a child,
less effectively a book, but not a table. In order
to derive meaning from a construct it is imperative

to know its contrast : right-left.

3.4.7 Corollary 7.

Experience corollary : a person’s constructiom
system is composed of a finite number of dichotomous
constructs.

A person does not use the same set of constructs
forever. He learns from experience, Where his
constructs have failed him in his predictions, he can
reconstrue. The process of learning 1leads to a
constant revision of comstructs, abandoning of obsolete
ones, incorporation of more significant ones. Compare,
for example, constructs used by a first year student
with those used by the managing director of a large

firm.



3.4.8

3.4.9

3.4.10

Corollary 8.

Modulation corollary : the variation in a person’s
construct system is limited by the permeability of the
constructs within whose range of convenience the
variants lie.

As a person learns from experience and thus
revises his constructs, this revision takes place
within a framework, which uniquely belongs to each
person. A construct is permeable if it can be applied
to new events not yet experienced or construed within

its framework.

Corollary 9.

Fragmentation corollary : a person may
successfully employ a variety of construction
sub-systems which are inferentially incompatible with
each other.

Persons need not be consistent over time in
employing their construction systems provided the
inconsistencies are understandable in 1light of the
modulation corollary. All changes must take place
within a larger system but they need not be
particularly precise. For example, examine a person’s

definition of what constitutes an act of aggression.

Corollary 10.

Commonality corollary : to the extent that one
person employs a construction of experience which is
similar to that employed by another, his processes are
psychologically similar to those of the other person.

Two people are psychologically similar as a
result of the way in which they construe their
experiences, and not as a result of their actual

experiences’ being similar.
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3.4.11 Corollary 1l

Sociality corollary : to the extent that one
person construes the construction processes of
another, he may play a role in a social process
involving the other person.

This corollary states that one must be able to
construe another’s point of view in order to relate
role—wise to that person. Thus Kelly proposes that
each individual develops his own system of cognitive
dimensions for interpreting and anticipating behaviour

- his own as well as that of others.

As Schneider (1973) notes, this system of

interpersonal constructs can be viewed as an implicit

personality theory.

There 1is now ample evidence that individuals
exhibit stable idiosyncratic preferences for using
particular sets of <constructs in characterizing
themselves and other persons (Bonarius, 1965; Fager,
1954: Fjeld & Landfield, 1961; Hunt, 1951; Isaacson &
Landfield, 1965; Landfield, 1965; Oswalt, 18-974),

For Kelly, the person 1is only constituted in
relations with others. Constructs evolve through
interaction with others and obtain their meaning in
the context of interaction as well as through their
more general and socially determined pre-suppositions.
Despite the way in which the repertory grid technique
has often been used, construct elicitation is not
intended, in terms of the theory of personal
constructs, simply as a means of access to what is
private and unique to the individual; nor should it be
thought of as merely tapping into the templates or
verbal labels that an individual uses. Llanguage and
construing are not separable. Construct elicitation
is considered to be an act of communication which is

made possible by its basis in a shared reality. The
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sense which can be given to forms of construing (and
these may equally well be non-verbal as verbal) rests
partly on general pre-suppositions which are
understood by the communicating parties and partly on
the meaning which is created within the particular

relational context of the communication.

3.5 Development of construct systems

Salmon (1970) considers the increasing degree of
organization, in terms of superordinancy of a system, to be

one of the major developmental aspects of construct systems.

Educational growth is not the accumul-
ation of more and more pieces of
information, but the development of an
increasingly complex structure for
organizing and inter-relating ideas
(Bannister & Fransella, 1974, p.88).

Bannister and Fransella (1974) point out that there is
regrettably little evidence as to the specific processes
that take place during the hierarchical development of
construct systems. Little (1968) has shown that children
move from using physicalistic constructs to using
psychological ones. Brierley (1967) has shown that one’s
psychological constructs increase in complexity with age.
There is, however, a great deal to be learned about the ways
in which constructs change with time, in organization, in

permeability, in form and in content.

Bannister (1965) has shown that people tend to tighten
the relationship between constructs when they experience

validation and loosen when invalidated.

Runkel and Damrin (1961) showed that teachers’ college
students who were at the beginning of their training were
using a multiplicity of loosely related dimensions in terms

of which they viewed children. Half-way through this

- 90 -



training, students had narrowed down their view to a simple
and tight view using only a few dimensions in terms of which
they viewed children. Towards the end of their training
students had again loosened their sub=-systems. Success as a
teacher was related to the distance moved from
loose—to-tight—-to~loose rather than being solely one or the

other.

Grids applied to subjects aged 6, 9, 13 and 17,
indicate that with increasing age, more constructs are used;
there is somewhat more equal elaboration of both poles of
each construct and there is recognition of more shades of

grey (Applebee, 1976).

The effect of training has shown that a student group,
as opposed to its instructors, used more concrete description

constructs such as age, sex and profession (Lifschitz, 1974).

In the youngest age groups studied so far -~ eight and

younger - appearance and role constructs are used more often

than either behaviour or personality constructs. At
intermediate ages — from eight to ten - behaviour constructs
are used most frequently. During puberty and early

adolescence, from twelve to fifteen, the use of personality
constructs increases dramatically, and by mid-adolescence,
they are the most prevalent of all. Girls tend to employ more
personality constructs than boys at every age surveyed in
these studies. Barratt (1977, p.351) also indicates that, as
children mature, their social construing becomes ''more
adequately descriptive, less 1likely to involve a personal
frame of reference of greater '"depth'", and of increasing
discriminatory potential ... (and) girls are generally
precocious with respect to these transformations'". Thus from
this standpoint of personal construct theory, social
development involves systematic transformations in both the
structure and content (Bannister & Mair, 1968) of

interpersonal construct systems. A progressive increase in



3.6

3.7

terms of the number of different constructs that are used to
describe people, that is, complexity, is accompanied by a
gradual shift of emphasis from a primary concern with
appearance, social roles and behaviour to a predominant
interest in personality. As Duck (1973) suggests, this
process may reflect a general change from viewing others
mainly in terms of "stereotypes" to a greater "individuation"

and "differentiation" of them as persons.
Role

The concept of role has been discussed in Chapter 2.
Salmon (1970) notes that there is a close parallel between
Kelly’s elaboration of the implications of the sociality
corollary and Caﬁeron's (1947) role-theory in that both of
these approaches to the study of interpersonal relations
emphasize understanding the outlooks of other persons. For
instance, Cameron (1947) contends that "the less practised a
person is in sharing the perspectives of others the less
opportunity he will have of finding out how different from

himself other persons can be" (p.l67).

Skill in inferring differences between people in terms
of the structure and content of these personal construct
systems allows one to make a variety of distinctions between
their personalities, and it may play a major role in the

formation and development of role-relationships.
Landfield (1971) notes that according to Kelly:

The critical factor in the development
of productive role interaction or
sociality lies in the ability of one or
both participants in a dyadic
relationship to subsume the points of
view of the other person (p.7)

Recent research

Thomas (1977) argues that this form of sociality depends
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upon one being able to hold similar and elaborate sets of
related constructs simultaneously in one’s mind, comparing
them, and locating common areas of reference. It is possible
that the more constructs an individual is able to bring to
bear on social interaction ("cognitive complexity"), the
better position he is in to construe it from several different
perspectives at once and to make inferences about the points
of view of the other persomns involved (Adams-Webber, 1969,
p.706). In support of this hypothesis, Olson and Partington
(1977) found evidence that:

An individual’s ability to reconcile
simultaneous perspectives in an
interaction is directly related to the
complexity of organization of the
constructs by which he structured his
world (p.l4).

The index of "cognitive complexity' employed by Olson and
Partington also correlates with accuracy in making inferences

about the personal constructs of other people.

Kelly’s model of interpersonal relations implies that the
probability that one person will be able to understand the
constructions of another, should increase with the degree of
similarity between their personal construct systems. As
Eiser and Stroebe (1972) note, "the commonality and sociality
corollaries, taken together, predict, among other things, that
individuals who are cognitively similar will be able to
communicate more effectively with each other" (p.206). On the
other hand, Kelly  Thimself (1955, p.99) claims that
"commonality can exist between two people who are in contact
with each other without either of them being able to
understand the other well enough to engage in a social process
with him". Thus, according to Kelly, commonality is not a
sufficient condition for sociality. He does allow, however,

that "commonality between construction systems may make it
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more likely that omne construction system can subsume part of

another”" (Kelly, 1955, p.99)

It has been demonstrated by researchers in a series of
recent studies (Duck, 1973, 1975, 1977; Duck and Spencer, 1972)
that this is indeed the case. These researchers have found
repeatedly that friends typically exhibit more similarity in
terms of elicited constructs than do pairs of individuals who
are unot friends. Stringer and Bannister (1979, p.202), and
Crockett and Meisel (1974, p.290) point out that interpersonal
construct systems develop out of the perceivers’ experience
with other people and with socially shared interpretations of

people’s behaviour.

Duck (1973) puts forward his own "filter hypothesis",
which implies that, as the basis of a role-relationship
expands, there will be a progressive shift of interest away
from factual information to a greater concern with
understanding one another’s psychological processes, that is,

"sociality".

"From individuality to sociality"

Within the framework of personal construct theory, an
explicit model of interpersonal relations has been derived
from the Individuality, Commonality and Sociality Corollaries.
Researchers, concentrating on these three principles, have
shown that people tend to rely on particular comstructs to
interpret their social environment ("individuality™) and that
they can then form more definite and complex constructs. Thus,
it is hardly surprising that persons choose as friends other

people who employ the same constructs as themselves,
There is now considerable evidence that this form of
commonality facilitates the development of role-relationship

in general, that is, "sociality".

Probably the most interesting research stemming from
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Kelly‘s theory has been the work of sociality, that is, the
ability of people to play roles with respect to each other.
There is in Sechrest’s (1963) view, a good chance that more
intensive investigation of the relationships between people
and the = way those relationships relate to personality
construct systems would have been highly beneficial. Here is
an area in which Kelly’s ideas might be elaborated into
spheres of group relationships and perhaps even international
understanding. The Americans, for example, tend to apply the
construct: "freedom - slavery" to a great many governmental
actions, while Russia may view the same actions in terms of
"order -~ chaos" (Smith 1976). Perhaps it should not be
surprising that the two countries disagree so strongly on so

many issues.

There has been a tendency to view personal construct
psychology, if dealing with relations at all, as relevant only
to dyadic interaction. According to Stringer and Bannister
(1979) the attention given to the therapist-client relation is
partly responsible. In addition, it is maintained that the
repertory grid has often been taken as providing information
about a set of dyadic relations. Although group processes
have rarely been examined through personal constructs there
is, in principle, no reason why they should not be. A group
could be considered as a semi-connected lattice of relations,

constituted through the procedure outlined above.

A collective or group construct system
could be construed by an individual or a
group in a manner analogous to the
construing of one person by another.
Equally, the process of construing would
constitute the individual-group, or inter-
group relation (Stringer and Bannister,
1979, p.xv).

The only valid test of whether two individuals have
similar constructions of experience is for them to explore
each other’s constructs in detail and in depth and to agree

what is shared (Thomas, 1979, p.58).
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Perhaps if personal construct psychology is properly to
serve the needs of social investigation a "complementality
corollary” should also be added to Kelly’s original system.
According to Thomas (1979) it might be framed as follows:

Complementality Corollary : When people
share in a common pool of events
including each other, but by virtue of
their position sample these events
differently, their constructions of
experience will develop to complement
each other, This complementation will
produce a social system which exhibits
greater complexity of stable organ-
ization than exists in the construction
of any individual contributing to it
(p.66).

Thomas (1979) = maintains that the complementality
corollary serves to link commonality to the other social
corollaries. This corollary allows the concepts of
"organization and institution to be introduced into the
personal construct psychology approach to soclal systems"

(Pf66)'

Repertory grid techniques must be
expanded to include complementality.
The form of the grid must not only
contain the possibility of identifying
commonality between the constructions
of experience, one person to another,
but the sum of the grids from the
members of a group should reveal
system properties not contained in the
grids of any one (Thomas, 1979, p.66).

The research which has been considered so far has a
distinctively idiographic character in the sense that it
involves eliciting personal constructs from each subject
individually. This emphasis is dictated by the basic logic of
the Individuality Corollary. Bonarius (1965) notes, ''the
research has shown convincingly that the individuval prefers to

express himself and to describe others by using his own
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personal constructs" (p.26). This general approach to the
understanding of "social perception" has not precluded the
formulation of  so-called "nomothetic" generalizations
concerning the way in which psychological construing develops.
There is now considerable evidence that, as children mature,
(as mentioned on p.91), they employ progressively more
"psychological'™ constructs in describing persons, that is,
constructs which refer to personality traits and other

psychological characteristics.

Researchers (Barrat, 1976, 1977; Brierley, 1967; Duck,
1975; Little, 1968; and Scarlett, Press and Brockett, 1971),
have shown consistently that there is a decrease with age in
the relative frequency of usage of constructs which refer to
people’s appearance (for example, "she is tall"), social roles
(for example, "Bill fights a 1lot"), while there 1is a
corresponding increase in the use of personality constructs

(for example, "Mary is quite shy").

An analysis of political construing is proposed by Du
Preez (1972) in his examination of the constructs used in
South African parliamentary debate. He shows how, in debate
in the South African parliament, parties have used
superordinate constructs which are not directly relatable.
The Nationalist Party has centred its reaction to particular
concerns and events around the construct: "survival-non=-
survival”™ for the White race (in both cultural and physical
sense). The United Party was, during its existence, largely
trying to make sense of policies and proposals in terms of a
"cost-effectiveness, economics" construct while others have
been talking in "moral-humanitarian" terms. Du Preez shows
how "the facts" for each group were determined by their modes
of construction. In addition to analyzing change over a
period of twenty years (for example, the Nationalist change
from a "racial" to a "national" mode of construction) Du Preez
has shown that there was a clash between these political

groupings that cannot be resolved in a 1logical debating



sense. The very superordinate constructs of the debate
(their constructs of 'the nature of identity" occupy

different "universes of discourse" (Stringer & Bannister,
1979, p.25).
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CHAPTER 4

I MAGE

The essence of man is not an abstraction
inherent in each particular individual. The
real nature of man is the totality of social
relations (Marx, 1964, p.68).

Introduction

Image is a concept that has been used for a number of
years to describe the psychological meanings attached by
consumers to objects such as products, brands and companies,

and by laymen to nations, organizations and countries.

The role of image in economic activities and other areas
of man’s interest has been discussed by Boulding (1956).
Boulding theorized that the behaviour of a human being is not
directed by mere knowledge and information but is the product
of the images that a man perceives. He argues that we
function or react, not in response to what 1is true, but to
what we believe to be true. He asserts further that we use
subjective values and knowledge to mediate between ourselves

and the world around us.

The human mind can handle only a certain number of
complex situations and stimuli; therefore, it attempts to
over—-simplify circumstances and thus abstracts only a few
meanings that appear salient. Boulding uses the example of
combining all of the traits of a nation into a simple cartoon
character such as "John Bull" (England) or "Uncle Sam" (United
States). These simple symbolic images are used to summarize a

vast complexity of values and meanings. By personalizing
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these symbols or objects, an avenue for interaction with them
is allowed. Hence grounds are found by humans to continue to
either like or to dislike these symbols in a manner similar to
liking or disliking a person. Boulding believes that the
concept of image is an important variable in the functioning

of human behaviour:

The first proposition of this work ...is that
behavior depends on the image ...the image is
built up as a result of all past experience
of the possessor of the image (Boulding
1956, p.6).

Images serve as screens for the selective reception of
new messages, and they often control the perception and
interpretation of those messages that are not completely
ignored, rejected or repressed. At the same time, however,
new messages sometimes change the images that the individual
already holds as well as the images held in the common culture

and communication system of a community.

The broader concept of image can be directly linked with
Kelly’s (1955) theory of personal constructs. Since man
cannot handle all the incoming signals, he simplifies his
perceptual world. According to Kelly, his "construction" of
the social world takes place through relatively few perceptual
channels or constructs. For Kelly a person is constituted
only in relation to others: "constructs are available through
interaction with others and obtain their meaning in the
context of that interaction as well as through their more
general and socially determined pre-suppositions” (Stringer &

Bannister, 1979, p xiv).
There is now a large amount of evidence that individuals

do have stable idiosyncratic preferences for using particular

sets of constructs in characterizing themselves and other
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persons (Bonarius, 1965; Fager, 1954; Fjeld & Landfield, 1961;
Isaacson & lLandfield, 1965; Landfield, 1965; Oswalt, 1974).

Since such processes can be shown to be operative and
the mechanisms have been hypothesized to exist in the
reticular activating system of the brain (Schultz, 1965), it
is reasonable to assume that they play a role in determining
the nature of the image which an individual has of an object,
company, or a department or division within a company. If the
incoming signals are filtered and integrated in some
structured way it may be reasonably assumed that this process

will play a role in determining the resultant image.

Image can be seen as a joint product of the character-
istics of the object and the characteristics of the perceiver.
One can use the same descriptive dimensions to characterize
the image and the object and therefore move more readily from
the nature of the object to the perception of the beholder.
It thus Dbecomes possible to integrate within the same
conceptual scheme, for exampie, the public image of an
organization and the images of the organization held by its

members.

Martineau (1957) has referred to the concept of image as:
"the total set of attitudes, the halo of psychological
meanings, the association of feelings, the indelibly written

messages over and above bare physical qualities" (p.l46).

Kelman (1965) has defined an image as 'the organized
representation of an object in an individual’s cognitive
system ...it is the individual’s conception of it, associated
with his memories, expectations, generalized beliefs and the
like" (p.24). This definition resembles Lippman’s (1954)
discussion of the formation of pictures in one’s head, or

"stereotypes" in order to impart meanings to things.
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Image as used in marketing

Martineau refers to the corporate image as "a kind of
stereotype...oversimplification...people are continually
acting toward the company on the basis of imagery - not on the

basis of facts and figures" (1960, p.ll).

Arons (1961) has proposed a definition of "store image"
in conjunction with his study of how television viewing
influences perceived "store image'". He stated that image was
1

a complex of  meanings and relationships serving to

characterize the store for people ..." (p.l).

Gardner and Levy (1955), also working in the field of
marketing, emphasize that an image involves more than the
literal or functional meaning of an object. In one of their
early statements on the subject, for example, they note that a
newspaper means more to its readers than the various

attributes of its production.

Furthermore, anyone can readily observe that
different papers generally have what we call
different personalities cee These
differences appear in many ways; selection of
news, handling of particular stories, choice
of editorial content. Thus they represent
complex systems of values and of judgements,
applied to the daily process of getting out a
paper (1955, p.35).

These deeper meanings ascribed to various marketing
objects are often referred to as the "personality" of the
object, and are best represented as the symbol of what that
object represents in society. Thus, a brand name is itself
considered a complex symbol representing a variety of ideas
and attributes, about which there is a body of associations

which it has acquired as a public object over time.

Companies spend many millions of rands (dollars) on

establishing, improving and promoting their '"corporate' and

- 102 -



4.3

brand images every year. There are many articles in marketing
and management journals to testify to this fact. Other
researchers who have worked in this area include Frost and

Braine (1967), Polovin (1975) and Polkinghorne (1976).

Image as used in the study of international relations

Kelman (1965) has attempted a socio-psychological
analysis of international behaviour. He focuses, in part,
upon how individuals view their own nation, other nations,
international systems and the relations between these groups.
The relevance of Kelman’s work to this study is his emphasis
on image research, using a nation as an image object and as a

reference group.

Kelman uses the term "image" to refer to the organized
representation of an object in an individual’s cognitive
system (p.24). The core of an image is regarded by Kelman to
be the perceived character of the object to which it refers -
the individual’s conception of what this object is like. 1In
his view, image is an inferred construct, however, rather than
a mere designation of the way the object is phenomenally

experienced.

Scott (1965) reviews personality factors and demographic
variables that are associated with the particular content and
structure of images held by individuals. He shows that by
studying the ways in which national and international images
fit into the personality and value structures of different
individuals and how these are distributed across different
subgroups of the population, it is possible to gain
considerable 1insight 1into the psychological and social

processes out of which such images typically develop.

Within the framework of cognitive theory Scott regards
the image of a nation (or of any other object) to constitute
"the totality of attributes that a person recognises (or

imagines) when he contemplates that nation' (p.72).
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Scott (1965) shows in his review of research in this area
that xenophobic attributes tend to be associated with feelings
of threat from the international environment and also with the
advocacy of international policiles that are competitively,
rather than co—operatively, orientated. Favourable
characteristics tend to be attributed to liked nations and
unfavourable characteristics to disliked nations. He
maintains that the relationships found reflect at least two
basic kinds of psychological processes: tendencies toward
cognitive balance, which involve differential perceptions and
affect within the same person, concerning the various nations,
objects that he recognises; and interperson differences in
tendency to be favourably or unfavourably disposed toward all

foreign natioms.

Image as used in organizational analysis

Ziller, Long, Romana and Reddy (1963) suggest that the
self-concept is more accurately described as the perception of
self in relation to significant others. They propose that
social stimuli are screened and translated into personal
meaning through crude topological mappings of the self in
relation to significant others (self-other schemes). In the
theory of self-other orientation it is proposed that a person
develops cognitive or  perceptual maps (images) while

continually making social comparisons with others.

While a person’s image of the world is unique to him, it
contains many assumptions shared by others because of common
experiences, background and purposes. In this regard, Berger
and Luckman (1966) have said that 'reality is socially

constructed" (p.l).

Sherif and Sherif’s (1966) social-psychological frame-
work for studying intergroup relations suggests that a new
member of a group acquires, in time, a conception of his place

in the existing scheme of things within the group. He learns

- 104 -



where his group stands in relation to other groups (the '"we" -
"they" distinction) and how he, as a member of his own group
should act towards members of other groups. Thus, by becoming
a member of a group, he acquires and develops a set of images
or stereotypes of other groups. These images of other groups
form the basis on which he and the members of his group behave

toward other groups.

Using one group as a reference group, individuals make
continual comparisons and contrasts with other groups. A
person’s group membership helps him to establish both
favourable and unfavourable images of his own group and of
other groups. Such group membership also helps to define the
superiority, equality or inferiority of his own group, a
definition which has consequences for both orientations
toward, and potential interaction with, other groups. This

may be compared with Rice’s Model of the organization.

The image of a company is the end result of a person’s
experiences, recollections and impressions of the company.
Spector (1961) defines the image of a company as "the sum
total of ©perceptions of the corporation’s personality

characteristics" (p.47).

A variety of factors tend to induce the development of
organizational images for organizational units. These images,
which tend to be shared by unit members, include such factors
as common experiences, shared information, role expectations,
commitments, interactions and general normative processes

within any organization.

A formal organization may be seen as a complex of
overlapping images developed by members of various
organizational sub-units to describe their own and other

units.
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Dividing an organization into sub-units often results in
sizeable variances in intergroup perceptions as a result of
differences in information received, sub-group activities and

organization-sets.

March and Simon (1958), with a particular interest in
decision making, explore some of the factors in sub-group goal

formation. They point out that:

- human rationality is so 1limited or bounded that no
individual can respond to anything as complex as the total
organizational environment;

- problems or sub-goals are therefore assigned to different
sub-groups and internalized by the sub-group members.
These sub—-group members tend to ignore the goals of other
sub-group’s and other facets of the goals of the whole

organization.

March and Simon also claim that there is a tendency for
members of a sub-group to evaluate their organizational
contribution only in terms of their sub—-group’s goals, even
when these are in conflict with the overall goals of the

organization.

March and Simon then identify three cognitive mechanisms
which reinforce this practice of selective perception and
sub~goal persistence. The first of these is located within
the individual decision maker. It 4is the tendency of
individuals to see things that are consistent with their
established frame of reference, while filtering out or
re-interpreting inconsistent information. The second
cognitive mechanism is located within members of the sub—group
where the content of in~group communication tends to generate
information that is compatible with the existing sub-group

perceptions. The third cognitive mechanism is in the task
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environment of the sub-group. Division of labour results in
selective exposure to differing task environments - a customer
environment for salesmen, a banker environment for finance

men.

Lawrence and Lorsch (1967) have also focused on the
orientation differences among formal departments. They use an
organization perspective which views the organization as an
open system, continually coping with the external demands of
its task environment. They assume that the environment of the
organization determines the character and degree of its
differentiation, and the mode of its integration. They
describe the internal relationships of members of the
organization as being influenced by the nature of the task
being performed, by the formal relationships, rewards and
controls, and by the existing ideas within the organization

about how a well accepted member should behave.

According to Lawrence and Lorsch these internal factors
must be integrated if ‘the organization is to perform
effectively. One of the concerns of Lawrence and Lorsch
is inter—-departmental differentiation. Using a cognitive
approach they define differentiation as "the difference in
cognitive and emotional orientation among managers in

different functional departments”™ (p.ll).

They suggest that managers in functional departments
performing different activities can be expected to differ in

goal, time and interpersonal orientation.

Furthermore, the formal organization structure will
typically differ ©between departments and between organ-
izations. Thus, it can be expected that "because members of
each department develop different interests and differing
points of wview, they often find it difficult to reach

agreement on integrated programs of action" (p.ll).
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The model building of Lawrence and Lorsch’s (1967)
involves considerable analysis of managers cognitive or

perceptual views of internal organizational matters.

Cartwright and Zander (1963), in working towards a
definition of groups and group membership, focused on
perception from the group members’ point of view; they
proposed that group members have a collective perception of

their unity.

Scott (1962) implied that, if people are exposed to a
common environment (in this case belonging to the same
organizational group), in certain respects their cognitive

structures would be expected to develop similarly.

Scott used the term ‘cognitive structure’ to refer to the
"individual’s phenomenological representation of himself and
the world - the set of ideas maintained by him and relatively
accessible to conscious awareness'" (p.87). Neisser (1967)
used the term to refer to "complex organized systems of stored
information" (p.286). These organized systems control
processes whereby stimuli are selected, reduced, stored,

recovered and used as a basis for behaviour.

The complexity component of an organizational image is
the number of facets or aspects of a group that are perceived
by its members. The complexity of self concerns the degree of
differentiation of the self-concept or, in Lewin’s terms, the
number of parts composing the whole. A measure of a cognitive
style closely associated with complexity is Rokeach’s (1960)

dogmatism scale.

Cognitive complexity-~simplicity can be seen as one basic
attribute of cognitive structure. Some individuals are said
to perceive objects (other persons, groups or nations) simply;

that is in terms of a few large, general, vaguely defined
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categories. More complex perceivers view objects in terms of
a large number of more precisely defined categories. Koenig
and King (1964) report that cognitive simplicity is positively
correlated with out-group stereotyping.. Scott (1962), using
-nations as objects, has reported that cognitive complexity was
positively related to cognitive flexibility (the ability to

reorganize categories).

In referring to structural attributes of cognition, Scott
uses the term '"differentiation" to refer to the number of

distinct cognitive elements or ideas.

In comparing cognitive and social structures, Scott
suggests that the property of differentiation can be applied
analogously to both systems. He further proposes that
differentiation can refer to the number of distinct ideas an
individual holds or to the degree of role specialization in

social structures.

Other writers have also concerned themselves with
differentiation and integration. Fayol (1949), Gulick (1937),
Mooney and Reiley (1931), Urwick (1943) concern themselves
with how best to divide the tasks of an organization and how
to obtain integration. In explaining differentiation
(division of labour), they emphasize dividing the organization
into departments or groups on the basis of specialized
knowledge. lLawrence and Lorsch, as part of a research study,
define differentiation '"as the state of segmentation of the
organizational system into sub-systems, each of which tends to
develop particular attributes in relation to the requirements

posed by its external environment" (1967, p.4).
It has been shown that complexity is one of the important

components of organizational images held by members of a group

(Hall, Haas & Johnson, 1967).
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Stagner (1956), investigated  union-management relations
using perceptions as a focus. He suggests that "a person’s
perception of issues involving union and management can be
predicted with fair accuracy simply by knowing his membership

in certain significant groups" (p.207).

Smith (1978) used repertory grids to evaluate the effects

of training in an organizational setting.

The above writers mention other case studies of
perceptual differences between such industrial groups as line
and staff, sales and manufacturing, engineering and

maintenance, headquarters and branch.

Image and phenomenology

The phenomenological approach is valuable for the study
of organizations for as, Litwin and Stringer (1963) have
observed, '"the realities of the organization are wunderstood
only as they are perceived by the members of the

organization' (p.42).

Phenomenologists believe that an individual’s
apprehension of objects and events, rather than the stimuli
themselves, 1is the most important determinant of human
behaviour. This approach assumes that a person behaves on the
basis of his perceptions of the world rather than because of

the stimuli themselves.

"Image" is closely related to Lewin’s fundamental concept
of "life space'", which is defined as "the totality of facts
which determine the behavior of an individual at a certain

moment"”" (Lewin, 1936, p.216).

Lewin (1936), an influential phenomenological psycholo-
gist, used topology to help explain individual behaviour.
Topology has been defined as the general science of spatial
relations which is based on the relationship between the
"part'" and the "whole".
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When one speaks of an image as an organized represent-—
ation of an object, one does not wish to imply that all images
are consistent and well defined. The term "organized" is
merely meant to convey that 1images have some coherent
structure, that there is at least some tendency to relate
different impressions of the object to each other so that they
form a unified whole. In other words, the image is not just
an accumulation of discrete components, but a grouping of
these components into a more efficient structure. This
implies that there will be some push toward consistency -
among the elements that constitute the image, as well as
between the cognitive and affective components. The degree of
consistency of 1images, however, 'can vary widely; the
representation of an object can be coherent and organized even

though it contains contradictions and ambiguities.

This leads us to a further qualification. Neither the
view that images have some coherent structure, nor the
emphasis on the perceived character of the object, is meant to
restrict definitions of images to conceptions that are clearly

articulated and conscious.

Many components of an image may be the products of direct
and indirect experiences that the individual cannot recall;
these components may be vague and incapable of verbalization,
but they may nonetheless play an important role in the
individual’s conception of the object and his behaviour toward
it. Thus one 1is interested mnot only in the individual’s
verbalizations about what the object is like, but also in the
conceptions of the object that are implicit in the ways in
which he relates himself to it. It follows that, in the
assessment of images, one would really want to supplement the
individual’s phenomenological descriptions of the object with
observations of (or questions about) his behaviour toward the

object by means of certain indirect devices. On the basis of
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4.6

these one can then make further inferences about the images

that govern his relationship to the object.
Conclusion

It is difficult to separate the notions of attitude and
image, especially since the same instruments have been used to
measure both. The literature on attitude theory and
measurement refers primarily to individual attitudes. For
example, Krech and Crutchfield (1948) define an attitude as
"an enduring organization of motivational, emotional,
perceptual and cognitive processes with respect to some aspect
of the individual’s world" (p.l52). When psychologists talk
of social attitudes they refer to the tendency of individuals

to respond in consistent fashion to social stimuli.

In selecting national and international images as one of
the two major foci of his study Kelman’s intention was not to
be restrictive, to use image in a very precise way that would
differentiate it sharply from such related concepts as
attitude and opinion; rather, the concept has been used in a
way which is broadly representative of the whole family of
attitudinal wvariables concerned with the conception that
individuals have of their own nations, of other nations, and
of the international system as a whole. Directly 1linked to
those conceptions are a variety of attitudes, opinions and
beliefs, with varying degrees of generality; for example,
general attitudes toward conciliation vs. belligerence 1in
international affairs, or to mnational sovereignty, or
international organization, and opinion on specific foreign

policy issues.

Image and attitude are wusually treated as intervening
variables. They are considered the mental states which
intervene between some external stimulus and the consumer’s

overt, manifest, or behavioural response.
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Organizational theory has few principles upon which there
is general agreement. Nevertheless, there exist certain
theoretical perspectives which are useful in the building of a
conceptual scheme or model for the study of organizational
images. Contributions to it originate in diverse disciplines
- anthropology, sociology, psychology, social psychology,

political science, and economics, amongst others.

Image is an aggregate concept, to be measured somehow by
combining the viewpoints of many. Meyers (1968), for example,
- has congidered an object’s public image to be measurable by
averaging the attitudes of a group of people toward the

object.

Image is also a relative concept. Images are not held
alone in a wvacuum, but take on meaning only in relation to
images of other objects. Images toward objects have been
measured by averaging attribute possession scores for each
object, weighted by an individual’s perceived utility for the
attributes (Rosenberg, 1956). Thus an 1image of a -single
object presumably can be measured. On the other hand, it may
be argued that images must be measured for several objects at
once to obtain meaningful information. The techniques of
multidimensional scaling emphasize the inter-relatedness of
objects and are therefore a logical choice for the measurement

of image.
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CHAPTER 5

5.2

HYPOTHESES, DESIGN, METHODOLOGY

" ...all sciences arise as refinements,

corrections of common sense'

(Oppenheimer, 1959, p.128).

Introduction

In this chapter the roles of hypotheses in scientific
research and theory building are discussed. The general
research questions of this study are then outlined and the
specific hypotheses which flow from these questions are
formulated. The research design is discussed in detail and the
way in which the design -was executed is discussed under the

heading '"Methodology".

Hypothesis generation

Hypotheses are often developed by researchers in the
process of investigating a particular field or problem. These
hypotheses may arise logically, either inductively or
deductively, but they may equally well arise out of intuitive
feelings or hunches which a researcher may have. Jung (1959)
has discussed in great depth the role of the subconscious in
problem—solving, indicating how, for example, dreams play a
role in the problem-~solving processes of the mind: Kekule
solved the shape of the benzene molecule after dreaming of a

snake shaped in the form of a hexagon.
Romer (1973) feels that scientific theories begin with an

act of imagination. Oppenheimer in a similar vein, maintains

"We may well say that all ideas that occur in common sense are
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fair as starting points, not guaranteed to work, but perfectly
valid as the material of the analogies with which we start"
(1959, p.134).

James (1896) defines an hypothesis as "... anything that
may be proposed to be one’s belief" (p.465). According to
James hypotheses can be classified according to the following

schema:

Category A

This categorization involves living or dead hypotheses., A
dead hypothesis might involve asking most Westerners to believe
in the Mahdi - a request which "... makes no electric
connection with (their) nature - it refuses to scintillate with
any credibility at all" (p.462). That same hypothesis might,
however, be a live hypothesis to an Arab - "it 1is among the
mind’s possibilities"™ (p.463). According to James the
essential point is that "... deadness and liveness in an
hypothesis are not intrinsic properties, but related to what

the individual thinks" (p. 463).

Category B

The choice in this category is between "momentous'" and
"trivial" hypotheses. James defines trivial as that '"wherein
the opportunity is not unique, ...the stake insignificant, or
when the decision is reversible if it later proves unwise"
(p.463).

Cawood (1977) in an excellent exposition of the nature of

hypotheses, proposes an extension of Category B into:

momentous - of major significance for the
world
important - significant to a particular

field of enquiry
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interesting — with some significance to some

researchers in a field

trivial - where even 1if confirmed the
hypothesis would be of
questionable wvalue to other

researchers.

If it 1is permissible to be prescriptive, then the
requirements of any hypothesis should be that it is a living
one, that it ought to be plausible and that it ought to have

some connection with the researcher’s interests.

An hypothesis need not be a forced option or a momentous
one. Very few hypotheses are momentous in terms of making an
advancement in science. Most hypotheses contribute to theory-—
building by way of being confirmatory. Cattell (1966) justly
maintains that the role of formal hypotheses is often, in fact,

magnified by text books.

Tukey (1969) points out that whilst confirmatory data-
analysis is important in the hypothetic-deductive sense, one

should be careful that it does not become mere sanctification.

We ought to try to calculate what will help
us most to try to understand our data, and
their indications. We ought not to be bound
by preconceived mnotions - or preconceived
analyses (Tukey, 1969, p.83).

Tukey puts forward a strong case for the role of

exploratory data analysis:-

In exploratory data analysis there can be no
substitute for flexibility, for adapting what
is calculated - and, we hope, plotted - both
to the needs of the situation and the clues
that the data have already provided (p.90).
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5.3

The hypotheses proposed in this thesis are living, since
they have real meaning to the researcher’s interests and they
are important since, in terms of middle-range organizational
theory, they apply to "limited ranges of data and consolidate
segregated hypotheses which may be available for consolidation
with other theories" (Weick, 1974, p.357). The hypotheses are
formally derived and are meant to be confirmatory; however, a

fair part of the work is also exploratory.

The hypotheses are derived from interest of the author in
the perceptual categories which managers naturally use in
assessing each other’s performance, the structure of these
categories, and the relationships which exist as a result of

role-perception in organization.

The principal research questions

- What constructs (dimensions) do role occupants
i.e. senior managers, in interaction with each other in
organizations, typically use in evaluating each other

as managers?

- Does the integration of such constructs occur in
any meaningful way or pattern, that is, what are the
cognitive structures or perceptual maps which make wup
the phenomenological world of organizational
participants and which thereby define much of the

content of the organization?

- Do the perceptions of the role-occupants in the
major functions, that is, marketing, production,
finance and personnel, differ in terms of the primary

factor structures identified?
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5.4 The principal research hypotheses

Hypothesis 1 -~ Whatever the constructs are that managers use in

the assessment of other managers, the patterning
of such constructs will be simplified into
relatively few (2 or 3) channels or filters. A
manager’s perceptual construction of the
interactive role-set (his cognitive map) will
display patterning or structure which simplifies
the total repertoire of evaluative dimensions

available to him.

'Hypothesis 2 - The factor structure which emerges from the

analysis of these constructs will display
characteristics of potency, empathy and

managerial competence.

Hypothesis 3 - The perception of managers in the functions

marketing, production, finance and personnel
will be relatively consistent in the companies
of a particular industrial sector in terms of
the level of decision—-making and in terms of the
strategic contingencies affecting resources at a

particular point in time.

Hypothesis 4 = In terms of the ''strategic contingencies theory"
g g

(Pfeffer & Salancik, 1978) of power-acquisition
the staff function of personnel management will
be perceived markedly differently from the other
functions. Personnel managers in the firms will
be perceived to be relatively low on the potency
dimension but relatively high on the empathy

dimension.

Hypothesis 5 -~ The staff function of accounting, particularly

at the D-band of decision-making (see 5.5.1)
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5.5

will also be perceived to have a weaker
power-base than the other functions at

equivalent levels.

Hypothesis 6 - Managers at the E-band decision-making level

will display cognitively more complex patterns
of perceptual structuring than those at the
D-band level.

Hypothesis 7 - Finance and production managers will be
perceived to be relatively high on the potency

dimension, but relatively low on empathy.

Hypothesis 8 - Finance and marketing will be perceived to be

relatively higher on the potency dimension than

production and personnel.

The Research Design

In this study an attempt is made to comprehend the
psychological processes by which managers, in interaction with
each other perceive and organize stimuli related to the

function’s which they fulfill in the organizations involved.

Researchers have shown in the area of both physical and
social perception that man has a general tendency to organize
perceptually any stimulus field. In this thesis an attempt is
made to examine the perceptual organization within a role-set
of managers who are constantly in interaction with each other

in an organizational setting.
It has been hypothesized that managers will simplify their

perceptual world by reducing a large number of stimuli to a

simple evaluative structure, as is depicted in Figure 5.1.
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CHANNELS

STIMULI

Figure 5.1

Perceptual organization of a stimulus field

It has been hypothesized further that the evaluative
dimensions utilized by managers may be identified, that some of
these dimensions will be used more frequently than others and
that, despite the availability of a fairly large repertoire of
dimensions, the structuring of relationships among these

dimensions will display some commonality or patterning
(Figure 5.2).

=

Perceptual structuring
Measuring instrument

Figure 5.2
Ordering of constructs (Model adapted from
Kerlinger, 1964)
- 120 -



In

developing the research design an attempt was made to

achieve goodness of fit between the theoretical background and

structure of the thesis and what was pragmatically possible to

achieve in field research.

The conceptual design

5.5.1
In the context of organization certain organ-
izational design wvariables, for example, level of
organization and role (function), will affect the
perception of managerial positions, serving to dilute
the effect of individual differences.
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- i i | i !
= = H i \
S é ! 1 |
) |
-l ] ! !
O~ | . . . . i
& ™, Personnel | Marketing ’ Finance t Production |
! ! ! X ? i i -
s 2 ! ' ; : ) ' |
s 1 !
b i : | !
:: ol ! ' I ‘
R = b = = | - - }- - - -} I |
a o | I ! f |
- = ,
Q. < | I
= < . ]
<Q t ! !
w o | ' . !
i R T _..T - - - -
| | | , r
Figure 5.3

The role-set
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Paterson (1972) has
model of organization which differentiates

vertical basis into six levels (Figure 5.4).

an organization

proposed a hierarchical decision-making

Band Kind Title Grade Sub-grade

F Policy Top management 11 Co-ordinating
10 Policy

E Programming Senior management 9 Co—ordinating
8 Programming

D Interpretive Middle management 7 Co-ordinating
6 Interpretive

C Routine Skilled 5 Co-ordinating
4 Routine

B Automatic Semi-skilled 3 Co-ordinating
2 Automatic

A Defined Unskilled 1 Defined

Figure 5.4

Six levels of decision-making and eleven job grades

DEFINITION OF BANDS

Band F - Policy-making decisions

Decisions framing policy are regarded as being superior

Band E - Programming decisions

Within the limits set by policy the execution is broadly

planned or programmed.
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Band D -~ Interpretive decisions

The 1limits of interpretive decisions are set by the
programme, plan or budget. The interpretive aspect comes from
the choice of a best decision out of a spectrum of possible
decisions, the 1limits of the spectrum being set by the
programme. These decisions often involve determining the best
use of available manpower and machines to achieve the targets

agreed upon in the programme.

Band C - Routine decisions

The rule having been set by the interpretive decisions,
execution begins. What is to be done has already been decided
and the next level of decision - routine - is the choice of the
way in which it is to be carried out. People taking these
decisions can decide which process to use. They know the

operations, that is, what to do, where and when.

Band B - Automatic Decisions

This involves work in which the processes are defined and
freedom of choice is restricted to the operations. Within the
constraints of the process - the "how" ~ the worker can decide
"where" and '"when" he carries out the operations that

constitute the process.

Band A -~ Defined decisions

The decisions can be defined and the worker is left with
little choice other than variation in control of the elements

of an operation.

The conceptual role-set model of Katz and Kahn (1978) discussed
in Chapter 3 (horizontal differentiation) was combined with
Paterson’s (1972) decision-making model (vertical differentiation)
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to form the entity of study; the role-set of managers at the D, E

and F levels of an organization.

The principal objective of this study is to examine the

cognitive processes and maps of managers in interaction with each

other.

5.5.2 The measuring instruments

5.5.2.1

Four main measuring instruments were used to examine

perception within the role-set:-

- A "Kellian" 10 x 40 Repertory Grid based on
constructs derived from 50 managers in 5
companies and 5 discussion groups and applied
to a sample of 90 managers - 10 companies x 9
managers (Appendix 2).

- Holzbachs (1974) version of French and Raven’s
{(1963) Bases of Power Instrument as a

supplementary analytical instrument (Appendix 3).

- Semi-structured interviews conducted with
managers in the above companies (Appendix 4).

- Biographical instrument (Appendix 5).

The 10 x 40 Major Repertory Grid

The Role Construct Repertory Test has been wused
extensively as an idiographic instrument by clinical
psychologists and has been used at the nomothetic level
by researchers applying the instrument in areas other
than the clinical domain. By reducing the subject’s
responses to a set of binary choices, Kelly 1laid the
foundation for nomothetic analysis of grids in which
subjects (elements) could be compared on common
dimensions (constructs). The reliability and validity
of the Repertory Grid have been the subject of
investigation by a large number of researchers. Vernon
(1964) and Fiske (1973), after surveying research in the

area, have concluded that there is a particularly close
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relationship between the Repertory Grid technique and
the area which it is designed to explore. Further
reviews on the use and significance of the technique
have also been conducted by Adams-Webber (1970),
Bannister and Mair (1968), Bonarius (1965), Crockett
.(1965) and Slater (1976). These researchers have
demonstrated variously that the reliability of the grid
ranges from 0,15 to 0,91 with a mean correlation across
the studies of O0,53. Slater (1972) argues that it is
debatable, at the nomothetic level whether it 1is
appropriate to use conventional psychometric techniques
to investigate the consistency and significance of
grids. Bavelas, Chan and Guihrie (1976) in one study
show that the grid technique does not necessarily meet
more rigorous criteria of wvalidity as defined by
Campbell and Fiske (1959). Yet Fiske (1973), as has
been mentioned, has praised the particularly close
relationship of this form of test to the personality

theory it is designed to explore.

The reliability of the particular grid (10 x 40)
developed for this study (described in 5.6) was
determined after the constructs had been derived and the
grid constructed. The grid was administered to 52 part-
time M.B.A. students of the Graduate School of Business
Administration of the University of the Witwatersrand.
These students were all managers functioning in business
organizations at similar levels and functions to those
who were eventually to be included in the final study.
Proportionately, there were more managers in the D band
in the test-retest reliability study than in the actual
study. However, it is virtually impossible to ask 50
senior managers in organizations to take part in a
reliability study. They just would not have the time.
The identical grid was re—administered to the same group
of students three weeks later, and the test-retest
reliability determined wusing Pearson’s r. The

consistency of the component measures were the focus of
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5.5.2.2

this study and were determined for the first four
components. These four components normally account for

some 807 of the variance.

COMPONENT r
1 0,78
2 0,80
3 0,76
4 0,58

Further characteristics of the instruments are discussed
in Chapter 6 under the heading: 6.3 "The behavioural

measures and their correlates".

Bases of Power Instrument

Holzbach’s (1974) Attributed Power Index was used in

its conventional form as a supplementary measuring

instrument to attempt to define more clearly the nature

of the first component often found to be concerned with
Potency (Osgood et al, 1957) Schein and Hall (1967),
Cogill (1975). This instrument has been documented and
previously validated by factorial techniques, (Holzbach
1974). Templar (1980) used the instrument in a study of
the effect of compensation as a power base and found it
had relatively high reliability coefficients for a
research instrument. The sub-scale correlations were
Expertise 0,82, Coercive 0,62, Reward 0,80, Legitimate
0,66, Identification 0,73.

In this study the format of the Holzbach instrument

was changed from that of its traditional one - Likert
type scale - to a semantic differential one to
correspond with the main Kellian grid format. The

results were not analyzed, however, within a Kellian
framework since the constructs had not been derived in
the same way, neither did the ©bipolar opposites
(ad jectives/phrases) necessarily  represent Kellian

constructs.
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5.5.2.3 Semi-Structured Interviews

These were also used as supplementary instruments to
aid in the interpretation of results obtained,
especially for analyzing marked deviations or anomalies
within the cognitive maps. This instrument was regarded
to be primarily descriptive in nature and no reliability

or validity data can be provided.

5.5.2.4 The biographical instrument

This information was <collected, primarily to
describe the sample and investigate on an exploratory-
descriptive basis the nature of relationships between
certain biographical variables and the phenomena being
investigated. This data was found to be useful in
explaining some "anomalies" in group (role-set)

perceptions.

The total set of behavioural observations derived from
Managers in each company for the Kelly Repertory Grid above is
3 600 and for 10 companies is 36 000. The number of measures of
psychological processes involved, based on the above data, is
considerable. Apart from the '"cognitive map" which may be
plotted showing the relative positioning of the role-incumbents,
a principal components analysis for each manager is derived, as
well as for each company. The measured real world model derived
is based on some 50 000 correlation co—-efficients. This model is

referred to as "the real world model" of measured grids.

This real world model is then tested against a synthetic or
quasi-model generated from random numbers (quasi or experimental
grids) for a sample of 90 grids of the same dimensions (10 x 40)
as those applied to the managers in the 10 companies in order to
determine the statistical validity of the real world model (Fig
5.5). This synthetic or quasi-model is based on the synthesis of
the relationships derived from some 70 200 correlatioms. The

logic underlying this model is described in Chapter 6.
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a) Measured real-world model of the way in which managers construe

their role-set.

b) Synthetic model of the way in which role-construction would

take place in the absence of perceptual mediation.

Figure 5.5

Measures of cognitive complexity, bias and
variability are also derived. The evaluation of the
above design is further enriched by interpreting data
derived from French and Raven’s (1963) Bases of Power
framework using the Holzbach (1974) Attributed Powver
Index as well as from semi-structured interviews
conducted with the managers concerning the personnel

management function in particular.
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5.5.3

The sample

The primary objective of this study is to examine
the cognitive maps of managers in interaction with each
other with particular reference to the personnel
function. It was thus necessary to define as the
universe of study a role-set of managers in interaction
with each other which included the personnel function.
In addition to the importance of having an interactive
role~set it has been shown in Chapter 3 that the
judgements of individuals of each other are more
accurate and subject to a higher degree of
differentiation when such people are in interaction with
each other. It is for the above reasons that role-sets
of managers who may be defined as the dominant coalition
were chosen as objects of study rather than managers
randomly selected from different firms but not in
interaction with each other. Since it is one of the
prime objectives of this study to examine the perception
of the personnel manager in relation to other managers
in an organization, companies in which these managers
worked were chosen using a set of random numbers applied
to members of the Institute of Personnel Management
(IPM). This list contained as of August 1979, 5 300
members. An attempt was made to obtain a listing of
companies from the Bureau for Market Research which was
more comprehensive than that of the IPM in terms of
overall companies. However, it was found that the 1list
did not indicate whether or not a particular company had
a personnel department. For this reason the IPM 1list
was chosen in preference to the Bureau for Market
Research. A limitation of the study could possibly be
in terms of the fact that the results could be
generalized only to companies which belonged to the IPM.
However, it is not differences in companies which is the

independent variable but differences among managers in
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different functions.

In order to define some limits to the study the

companies selected were limited in a number of ways

which could have bearing on an interpretation of the

results:-

5.5.3.1

5.5.3.2

Companies had to be industrial manufacturing
companies having the four major functions
namely personnel, production, finance and
marketing represented by at least two
organizational levels. It was reasoned that
service and other organizations could be
sufficiently different so as to affect the

underlying dynamics.

Company size was limited to companies
employing between 500 and 2 000 employees

(medium—-sized companies).

The organizational structure of companies in
this category is relatively mechanistic and
not complex. Where organizations employ less
than 500 employees, part of the organization
structure is often missing. Either there are
not two levels of the function and one person
performs both the D and E level functions or
one of the functions, for example, the
personnel function is performed by other
line-managers. Organizations employing more
than 2 000 employees are often structurally
more conplex, . with a number of people
performing each role at a particular level.
Limiting the company structures within the
above parameters would, it was reasoned,

serve to control the influence of certain
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5.5.3.3

extraneous variables on the independent

variables which were to be studied.

Companies were <chosen from the major
(Pretoria, Witwatersrand, Vereeniging) South
African industrial complex. There are no
variables within the domain of study which
could affect the structure of relationships
being examined differentially between the
chosen industrial complex and other
industrial complexes in South Africa. It
appears highly unlikely that living at the
coast, in Newcastle or Uitenhage would lead
to evaluative constructs or factor structures
among managers which would differ from those
in the Witwatersrand area. It could be
argued that persons who live at the coast or
in Newcastle possess personality character-
istics, attitudes or outlooks in life which
differ from those in Johannesburg. It is
argued, however, that these possible differ-
ences would not be detected amidst the
strength of the more dominant signals in the
system. It may also be contended that the
effect of other wvariables such as the
differing cultural mixes in a management team
may serve to confound the effect of any
possible regional differences. Finally, this
study is concerned with relative differences
or positions of managers in a role-set. If
geography 1is a differentiating independent
variable then its effect will not operate
differentially within a role-set, but across

role-sets.

An important economic consideration had to be
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taken into account as well. Each manager had
to be interviewed,in addition to completing a
questionnaire. Hence each of 90 managers was
visited at least twice, involving some 180
trips within the Pretoria-Witwatersrand-
Vereeniging complex. A number of
appointments were postponed, considerably
increasing the total number of trips
involved.

In randomly selecting 10 companies, 90
managers were included in the sample. The
behavioural characteristics and psychological
processes of these 90 managers were compared
firstly with a theoretical model to test for
statistical significance of the main
hypothesis. Thereafter the grids of the
managers and companies were examined on both
a comparative and an exploratory basis for

further structure and relationships.

5.5.3.4 Characteristics of the sample

The sample drawn possessed the following

characteristics as depicted in Table 5.1.

TABLE 5.1: Descriptive summary of participating companies.

Company Number of Geographical
employees location
A 733 ' VEREENIGING
B 1850 BOKSBURG
C 520 ISANDO
D 648 LUIPAARDSVLET
E 933 ISANDO
F 784 BENONI
G 957 SPRINGS
H 631 ELANDSFONTEIN
I 789 RANDBURG
J 1382 VEREENIGING
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5.6

Methodology

5.6.1

Generating the constructs

According to Kelly (1955) the method by which man
attempts to predict and control his environment to his
own comfort is through his thought processes. In other
words, experience of life, being an integral part of an
individual’s learning allows him to structure his
observations into a model of personal constructs which
are strong determinants of his ability to anticipate

future events.

The value of constructs lies primarily in their
predictive value in coping with  environmental
situations. However, a person will tend to broaden or
narrow the array of contexts in which he will use his
constructs when reacting to changes in the environment.
Constructs very importantly impose a limit on people’s
ability to interpret and regard things meaningfully.
Therefore predictions of people with respect to the
environment differ greatly in depth and complexity,
depending on their construct development. In short, a
construct leads to a prediction which, of course, may

or may not become a reality.

Constructs are highly integrative in nature. This
means that the measurement of an object on one
construct will have a strong effect on its meaningful
positioning on all the other constructs which come into
the picture. The term "picture" is very apt since it
reflects a mosaic of a person’s overall perception
towards a particular object and the constructs are the
pieces that make up the whole. Personal construct
theory underlies the use of the Kelly Repertory Grid

Technique.
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Use of the Kelly Grid eliminates the subjectivity
in selection of constructs as these are generated by
the respondents themselves. The technique does not

require a large sample for deriving the constructs.

Constructs were developed for this study by inter-
viewing 50 managers in the production, finance and
marketing functions from 10 different companies falling
within the sampling constraints defined wunder 5.5.3.
Each manager was interviewed and the constructs
elicited by the standard Kelly Repertory Grid

procedure.

5.6.1.1 Introduction

To put the respondent at‘ease; SAY:-

"The purpose of this study is to find out
how people in different functions see each
other, how observant they are in noting
differences between people in different
functions and how they describe these
people".

"When interacting with superiors,
subordinates and peers in the same function
or in different functions, one forms
judgements with regard to how they behave
in the work situation along different
behavioural dimensions, for example,
cautious or impulsive, energetic or
lethargic".

5.6.1.2 Triad groupings

From the set of 9 cards each entitled according
to one of the managerial roles, take three
cards, place them in a row - evenly - in front
of the respondent, and apart from the other

cards. Say:-
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Question 1.

"Please look at these three cards. I
would 1like you to tell me any way in
which two of these managers are similar
and yet different from the third in
your organization. It may be in any
way of which you can think".

Record construct on a recording grid in
respondent’s own words. Repeat procedure
until responses cease. Then choose three
other cards randomly and repeat procedure

until all cards are used up.

The following pictorial representation
indicates how constructs may emerge using the

above process:-

Marketing Mng. Production Mng. Personnel Mng.
;:;;:;;?V6§;;;:;:;;f Employeelorientated
Marketing Mng. Production Mng. Personnel Mng.
Taclless
Tactful
Marketing Mng. Production Mng. Personnel Mng.
Unscientific "\\\\\\EZIEﬁEIEZZ/////
Financial Mng. Production Mng. Personnel Mng.
Quantitatively Not quantitatively
orientated orientated
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5.6.2

The number of constructs elicited ranged
between 12 and 56 per manager. After a series
of interviews the constructs generated by the
Kelly Grid Analysis began to overlap. A
logical sample size for this part of the study
could not be fixed prior to the research
programme as it 1is impossible to foresee at
what stage new constructs would cease to
arise. It was found after 32 interviews that
no further constructs were being generated and
the remaining 13 interviews were conducted to
check whether this was true. No dissimilar
constructs arose from the latter. The results
of these interviews were kept for a frequency
analysis of the constructs. The 40 most

frequently occurring constructs were chosen on

a priori grounds for inclusion in the study.

Consideration was given to analysing the data
using the WORDS procedure of Iker and Klein
(1974). It was decided, however, that the
stripping process whereby prepositions, and
irrelevant parts of speech are removed from
the phrases may affect the semantics of the
constructs sufficiently to depart from the
underlying nature of personal constructs as
defined by Kelly (1955).

The list of constructs finally derived can be

found in Appendix 2.

Applying the measuring instruments

Once a company had been drawn as part of the
sample, the researcher approached either the personnel
manager or the managing director of the company for an

interview to discuss the feasibility of conducting the
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study by first, telephoning him personally and
secondly, by posting a letter (Appendix 1).

An appointment was then set up with the person
concerned and the detail of the project was discussed.
At this interview the researcher explained the nature
and objectives of the study and stressed the anonymity
of the data source, both from the point of view of the
company as well as that of the individual
participating managers. Any questions which were
raised were dealt with and the general agreement of
the senior executive was obtained from the company’s
point of view. The researcher had then to request the
Managing Director (in four cases, initially through
the Personnel Manager) to obtain the consent of the 8
managers reporting to him. It was essential that all
9 managers in the respective role-—sets agreed to
participate in the study in order to ensure its

Success.

Once the consensus of 9 managers in each of the 10
companies had been reached, the job titles of these
managers were obtained and entered on to the standard
format questionnaire (Appendix 1). The researcher
then arranged to distribute the questionnaires and
explain the nature and objectives of the study to each
participating manager. A time was set up for an
interview with each manager and a return date
established for the questionnaire which was completed

by the manager in his own time.

0f the 15 companies which were drawn, utilizing
the sampling strategy outlined in 5.5.3, four
companies decided not to participate. Reasons were
given in each case ! two were too busy to devote the

time, one was 'mot interested in research" and one was
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not prepared to participate unless the company could
obtain its own specific feedback. The researcher
explained to each company that only the overall
results for all companies could be fed back and that
anonymity could not be guaranteed if the company were
to receive its own results. This would have an effect
on the quality of the responses given. The reaction
of the senior executives and the top management team
to the study was varied but generally very positive.
Seven of the ten companies willingly participated, and
accepted both the content and process openly. Two of
the companies accepted the study but were highly
defensive, posed many questions and regarded the study
as highly secretive. In one company the managing
director was not partial towards the study but was
prepared to participate when his management team put

the case to the vote and outvoted him.

Data collection took 18 months in elapsed time
and presented some of the most interesting, and at
times, frustrating experiences. During the process of
data—gathering the researcher learned a great deal
about the companies concerned. Many postponed and
re—scheduled appointments were the difficult aspects
to deal with, but only in a single instance did the
researcher find a member of the sample particularly
unco-operative. In a few cases it took up to three
months to track down a particular member of a team,
but in each case these were very busy and hard-pressed

managers.

The data was coded, entered by computer terminal
into files and analysed as each company was completed.
Data was coded and entered in a manner which would

optimally facilitate the analysis which had to be
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performed in terms of the INGRID, GRIDAV and DELTA
programmes (Chapter 6) developed by Slater (1976) and
the SPSS package (Nie, Hull, Henkins, Steinbrenner and
Brent, 1975).
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CHAPTER 6

6.1

DATA ANALYSIS TECHNIQUES

The conceptual grid... 1is (therefore) a
premathematical representation of an
individual’s psychological space, and it is
designed to set the stage for a
mathematical analysis of that space. As
we see 1it, it is essentially multidimen-—
sional in character (Kelly 1955, p.304).

Introduction

In the present study organization structure is approached
from the perspective of the role—occupant (role player) in the
organization. The unit of analysis is the role-occupant and
the relations which are analyzed are expressed in terms of the
role perceptions among role-players in organization.

As discussed in Chapter 1, one level of organizational
analysis takes entire organizations as its basic unit whereas
another uses individuals in the organization. Perspective
usually has implications for the level of analysis adopted but
it is more general than this. Depending on the researcher’s
perspective, it 1is possible to have different structural
interpretations of the same thing. For most firms, for
example, we can speak of their financial structure, the
structure of their work tasks, their market structure, or even
‘between organizations, their industry structure. It is
misleading, therefore, to speak of '"the structure of an
organization", All organizations possess structure but a
particular characterization of structure always presumes some

perspective and level of analysis.
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Structure consists not only of the elements but of
relationships between elements as well. Relationships are
simply forms of interaction or combination. They may be
specified in many different ways, both quantitatively and
qualitatively. In whichever way these elements and relation-
ships are elaborated, they are both necessary for any

structural description of an organization.

Two types of relationships exist between people in an
organization. The formal organization, symbolized by the
organization chart, includes authority, work-related
communication and succession relationships. These relation-
ships are highly formalized and official in nature, especially
in the form of written documents such as organograms, job
descriptions, manpower succession plans. On the other hand,
the informal organization consists of interpersonal relation-
ships such as 1liking or disliking, casual communication,

power, trust and prestige.

The approach taken in research on the formal structure of
organization 1is well reflected in Blau’s (1970) statement that
"the fact that members of a collectivity are differentiated om
the basis of several independent dimensions is the foundation
of the collectivity’s social structure" (p.203). Although the
structural dimensions mentioned are defined in terms of

people, or positions which are people at a given point in

time, the level of analysis is wusually that of the
organization. Levels of differentiation are compared across
organizations. It is important to note, however, that if one
takes the individual as the wunit of analysis, people are
related to each other along these same dimensions within the

organization, and this is the formal structure.
Both formal and 1informal structure exist in an
organization at the same time. The thrust of most comparisons

of formal and informal structure, originating with Barnard’s
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(1938) work 1is that the formal exerts a dominant influence
over the informal. In fact, the informal is usually taken as
something of a residual category, representing all relation-
ships not accounted for by the formal structure. Greater
emphasis on either the formal or informal or subordination of
the informal side in this manner however, can be misleading.
It is far more reasonable to assume that over time the
informal will influence formal structure. If one focuses, for
example, on criterion variables, such as measures of job
performance, the most tenable hypotheses are clearly ones in

which both formal and informal structure have interactive

effects. Neither formal nor informal structure is really a

"type" of organization social structure but 1s rather a
description of various facets of that structure. The best
characterization of organization structure is one which omits
any rigid dichotomy between the formal and the informal. When
perceived from the perspective of the individual in the

organization it is assumed, as Weick (1969) does, that:

There are processes which create,
maintain and dissolve social
collectivities, that these processes
constitute the work of organizing and
that the ways in which these processes
are executed are the organization (p.l).

What is Dbeing emphasized is that the content of
organization, viewed from a phenomenological standpoint, is
what organizational participants experience, not necessarily

what managers or organization theorists define it to be.

The measurement of social structure.

6.2.1 Rank order.

In attempting to measure, analyze and interpret the
above phenomena the most common approach has been to
rank the members of a group or simply to categorize

them on some dimension such as status, leadership,
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6.2.2

control of resources, personality or ability. Rank
orders of individuals or groups of individuals on these
dimensions are then related to other variables.
However, such differentiations along single dimensions
are not highly structural in nature. They do not
represent the pattern of relationships between
individuals but, at most, are summary measures based on
this structure. Research conducted in the late 1960°s,
for example by Hollander and Julian (1968) advocated a
"transactional" approach that would emphasize the
exchange relationship between 1leaders and followers.
Gibb (1969) saw leadership as a concept applied to the
"interaction" of two or more people. Limerick (1970),
Bales (1950), and Paterson (1972) see leadership in
terms of facilitative behaviour which is distributed
throughout the group and which may be displayed by
persons playing different roles. Unfortunately such
thinking has been generally slow to replace the
prevalence of the ranking approach in organization

research.

The sociogram

Another earlier category or type of research in
this area is that of the relation: "A chooses B". This
approach received particular interest during Moreno’s
(1934) pioneering studies in institutional settings,

and led to the development of the sociogram.

The sociogram displays a picture of the group. A
ma jor problem with sociograms, however, is that they
are arbitrary. From a given set of data there is a
definite number of possible diagrams, many of which
could yield very different representations of group

structure.
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6.2.3.

If the interest in a study is on the codified formal
structure, research should be directed at relevant documents
and authoritative statements. Results should not, however,
automatically be assumed to apply to the actual social
structure, as frequently occurs in the comparative
literature. The locus of actual social structure can be
approached differently. Social structure exists both as the
shared perceptions that individuals have of people in their

organization and as patterns of interaction.

Multivariate analysis

Two  approaches to the analysis of behavioural
science data can be distinguished (Shepard, 1969). The
more traditional approach is orientated towards the
detection and statistical evaluation of patterns of a
given hypothesized form. The other is orientated toward
the problem of discovery of new patterns. The discovery
pattern is one of pattern recognition. The aim is to
uncover structure in the data. The approach is similar
to that adopted by Tukey (1969) mentioned in Chapter 5.
Shepard suggests that data analyses of this kind be matched
to the human abilities needed to comprehend them. He argues

that a visual mode of representation of the results would be

most effective.

The set of statistical techniques of which such a
methodology might be composed are cluster analysis, factor
analysis and multidimensional scaling. Recent developments
in multidimensional scaling offer a greater possibility of

truly revealing underlying social structure.
Shepard’s thinking is highly congruent with that of Daft

and Wiginton (1979) and is also the mode of approach adopted
in this study.
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In the theory of multidimensional scaling, social
structure may be described by way of a summarized
description of a large number of attributes or
variables. In the mathematical context, and consistent
with Osgood, Suci and Tannenbaum’s (1957) postulated
semantic space, each variable is represented by an axis
in multidimensional space, each such axis being
orthogonal to all other axes. Each respondent by way
of his evaluations of variables, is allocated a unique

position in the multdimensional space. More formally:

If p measurements have been made on
N - individuals, the test space model
represents each individual as a point in
a p-dimensional Cartesian space. The
p variates become the p orthogonal axes
spanning the space (each axis at right
angles to all the others). Each point
representing an individual has a
location determined by taking the p
scores for the individual as Cartesian
co-ordinates (Cooley & Lohnes, 1971,
p.8).

Raw data are presented in the form of a matrix of
dimensions: n columns (elements) by m rows
(variables). Since respondents are required to
evaluate a large number of variables and since these
variables require simultaneous analysis if they are to
be of use for valid inference, an analytical algorithm
is required that is capable of handling a large number
of variables simultaneously. Since bivariate
techniques are inadequate because only two variables
can be studied at a time, and thus possible important
relationships with other variables might be dis-
regarded, a method of multivariate data analysis 1is

required.

In general, multivariate analysis is a branch of
statistics concerned with analysing nultiple
measurements that have been made on one or several

samples of individuals.
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An important distinction which supports the use of
multivariate techniques is that the multiple variates are
considered in combination, as a system of measurement.
The basic assumption on which the mathematical model of
multivariate statistical procedures 1is based, is the

multivariate normal distribution.

There is a number of  multivariate techniques
available to the researcher, the ©particular choice
usually being dictated by the nature of the data base.

For instance:

Regression analysis is to be
differentiated from correlation
analysis in that the former assumes
fixed values for the predictor
(independent) variables, whereas
correlation analysis assumes that both
criterion (dependent) and predictor
variables are random variables. With
respect to objectives, in regression
the approach emphasizes prediction,
whereas in correlation it focuses on
measuring the  "strength" of the
(linear) relationship (Green & Tull,
1970, p.343).

A commonly accepted basis of classification 1is to

separate dependence models from interdependence , models.

Kendall (1957) has utilised a classification that
places each proéedure in a quadrant of a lattice depending
on how many sets of variables and how many populations are

included in the design. See Figure 6.1.

In dependence, one (or more) of the
variates 1is selected for wus by the
conditions of the problem and we require
to investigate the way in which it
depends on the other variates - the
so—called but badly-named "independent”
variates. The regression of one variate
on others or the variance analysis of a
set of yields in a factorial experiment
are of this type.
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In interdependence

the relationship

we are concerned
of wvariates

of a set

among themselves, mno one being selected
as special 1in the sense of a dependent
variate. The analysis of functional
relationships, correlation and component
analysis fall into this group. (Kendall,
1957, p.6).
Populations
One population Two or more populations
Principal components Multivariate analysis
Factor analysis of wvariance
Discriminant functions
Ql Q2
Q3 | Q4
Polynomial fit Multivariate covariance
Multiple correlation
Canonical correlation
Multiple partial cor-
relation
Figure 6.1

with

Classification of Multivariate Procedures

(Cooley & Lohnes, 1971, p.7)

An excellent and far more &escriptive summary of
multivariate classification has been designed as a
paradigm by Sheth (1971) adapted from Kendall (1968)
and is shown in Figure 6.2. The particular procedure
to be selected requirés an examination of Figure 6.2.
and a comparison with the data-type generated - in
this study by the grid. The grid by itself has no
dependent variable(s), hence one of the inter-
dependence methods will be required for analysis of

the data.
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- 891 -

All Multivariate
Methods

Are

Some of the

Variables Dependent
on Others?

o

Dependence Interdependence
Methods Methods

ow many
Variables
are

Depeéfigglff”’

Several
Are
They
etri
Multiple Multivariate Factor Cluster Metric
Regression Analysis of Analysis Analysis Multidimensional
Variance Scaling
r
Multiple Canonical Nonmetric Latent
Discriminate Analysis Scaling | Structure
Analysis Analysis

Figure 6.2
A Classification of Multivariate Methods
(Sheth, 1971, p.l15)



The seven point bipolar scale used in the grid has
been assumed to be of equal intervals, hence the data
base is assumed to be metric. The required technique
will therefore be a procedure that analyses
multivariate, interdependent metric data. Examination
of Figure 6.2 shows that the procedures available are:
factor analysis, cluster analysis, and/or metric

multidimensional scaling.

In factor analysis and cluster analysis no attempt
is made to separate variables in advance into criterion
and predictor sub-sets. In factor analysis one 1is
concerned with the whole dependence structure and the
possibility of summarizing the columns of the data
matrix by a smaller set of linear combinations of the
original variables. In cluster analysis, focus is on
the objects rather than the variables. "In this class
of techniques one attempts to partition the rows of the
data matrix into subsets consisting of objects that
closely resemble one another over the whole set of

variables" (Green & Tull, 1970, p.328).

6.2.3.1 Factor analysis

Since the substitution of a
reduced number of concepts and
laws (relations) for a vaster set
of particulars ('chaos") is the
aim of all science, factor
analysis 1is one of the most
direct, wuniversally applicable,
and representative of scientific
methods (Cattel, 1966, p.l175).

Factor analysis is a method for determining
the number and nature of the underlying
variables among large numbers of measures.
More succinctly, factor analysis is a method
for determining k underlying variables
(factors) from n sets of measures, k being less

than n.
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Factor analysis serves the cause
of scientific parsimony... A factor
is a construct, a hypothetical entity
that is assumed to underlie tests and
test performance {(Kerlinger, 1964,
p. 650).

To clarify the concept and illustrate the
rationale of factor identification, an
excellent illustrative example is provided by
Kerlinger (1964).

The most eminent of mathematicians and
behavioural science researchers have yet to
reach agreement on which is the most useful of
the factor analytical algorithms available and
their justified application to research. The
application of the technique to a large number
of variables from which ten or more factors may
be extracted 1is made possible only by the
advent of high speed computer data processing
techniques requiring extremely sophisticated

programming.

To summarize the procedure in the most
simplistic terms:

(1) A number of subjects is tested on a number
of wvariables.

(2) The raw scores are presented as a matrix
from which a correlation matrix is
computed.

(3) Scores are plotted in a multidimensional
space, the number of dimensions (and hence
orthogonal axes) being equal to the number
of variables.

(4) "Correlated" variables are grouped
together as factors by successively

reducing the dimensionality of the space.
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The final aspect of the factor analysis relies
on the judgement of the researcher. That 1is,
"he is presented with wvarious numbers of factors
and factor loadings, and 1is required to judge
which wvariables are relevant to the factors,
and ascertain the underlying meaning of the
particular variables that have been grouped

together. Formally:

The primary result of factor analysis
is a factor matrix F which contains
coefficients of relationship between
the original variables and the defined
factor variates. (These)... are called
factor loadings. The nature of the
derived factors can be interpreted or
inferred from examination of the nature
of wvariables most highly related to
each factor as contrasted with
variables not so related. Factor
scores are composite variables that
represent the status of individuals on
factor dimensions. (Overall & Klett,
1972, p.89).

It is important to stress that there is no
golden rule for deciding how many factors to
choose from a given set of factor analyses -
although there are several rules of thumb.
These include Kaiser’s (1974) "Little Jiffy 2" and
a Joreskog significance test (Joreskog, 1963).
Another is to consider the incremental wvalue of any
additional factor after, say, 75 per cent of the
variance is accounted for. However, it has been
argued that "proportion of variance accounted for"
has little real meaning in factor (as opposed to

components) analysis.

- 151 -



6.2.3.2,

There is no escaping the need to examine
the subjective psychological meaningfulness of
factor solutions, to determine the optimum
number of factors. The rules of thumb are
nothing more than rough guides., Indeed, it
could be argued that this subjectivity of
criteria is a powerful advantage offered by the

technique.

Components Analysis

Procedures used to factor-analyze a
correlation matrix can have each factor based
upon the correlations among the total set of
variables. The most widely used of this kind
of " procedure is that of principal factors.
Several characteristics make the principal
factor solution desirable as an initial set of
n factors. .= The Dbasic principal factor
procedure can be applied in different
situations to slightly different correlation
matrices. If it is applied to the correlation
matrix with wunities in the diagonal then

principal components result. Principal

component analysis involves the extraction of
principal factors from the component model.
The principal factors are extracted from the
correlation matrix with unities as diagonal
elements. The factors then give the best
least-squares fit to the entire correlation
matrix, and each succeeding factor accounts for
the maximum amount of the total correlation
matrix obtainable. Since the main diagonal is
unaltered, an attempt 1is made to wuse the
procedure to account for all the variance of
each variable and it is thus assumed that all

the variance is relevant.
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Principal components of the grid.

The matrix of deviations, D has, as for
the grid from which it was obtained, a row for
every construct and a column for every element.
D is a matrix with n rows and m columns. In every
row under every column there is an entry which is
a number expressing the difference between the
mean rating and the rating found for the element
on the construct concerned. It is positive if the
rating 1is above the mean for the element and
negative if below the mnean. The sum of the
entries in each row is 0.0 and the sum of the

squares of all the entries in all the rows is V.

In terms of Cartesian geometry the '
column of entries for an element
gives its location in a space vwhere
there' is an axis for every construct,
so the complete table defines the
dispersion of the elements as a
scatter of m  points in the
construct-space, which has n
dimensions (Slater 1972, p.l1l0).

The derived table can also be read row by
row and the entries for a construct allow it
to be located as a point in a space with an
axis for every element. The complete table
also defines the dispersion of the construct
as a scatter of n points in an m - dimensional

element space.
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Principal components analysis provides a
common co-ordinate system for the two
dispersions and thus establishes the

connection between the two techniques.

According to Slater (1972) the most important
advantage of the principal components analysis is
that the components form an ordered series, each
accounting for an independent part of the total

variation from the largest to the least.

In this respect principal
components analysis is unique.
No axes other than those of the
components can be used to
analyze the total variation in
this orderly way; any rotation
of the axes sacrifices the
advantage (Slater 1972, p.l10).

The scale which shows the greatest amount
of wvariation is the axis of the first
component . The amount of wvariation shown on
it is given by the LATENT ROOT which is a sum
of squares accounting for part of the total
variation, V, about the construct means. The
proportions in which the ratings for an
element on the constructs should be combined
to obtain its measurement on the scale of the
component are givemn by a set of coefficients,
one for each of the constructs, listed under
the heading CONSTRUCT VECTOR. The measure-
ments themselves are listed under the heading

ELEMENT LOADINGS.
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It is also possible to relate a component
directly to the elements and define it in
terms of an ELEMENT VECTOR from +which
CONSTRUCT LOADINGS can be derived.

A principal component is thus defined by
its latent root, its contruct vector and its

element vector.

The latent root is a single numerical quantity

which must be positive or zero; and the sum
of the latent roots of the components is equal

to X,

The construct vector is a set of coefficients,

one for each of the constructs. The
coefficients are normalized (the sum of their

squares equals 1,0).

The element vector is a normalized set of

coefficients in a similar manner.

The element loadings for a component can
be obtained from the element vector by
nultiplying the coefficients by the square
root of the latent root. Multiplying the
coefficients in the construct vector by the

same quantity gives the construct loadings.

Three or more components may be needed to
complete an exhaustive analysis of the
component space. However, it is wunusual to
find much variation left in an individual grid

after three components have been extracted.

Perhaps because people see the
world about them in a three
dimensional space their
construct systems extending
over the same range of
convenience do mnot usually
afford much more than three
dimensions for the relative
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6.2'3.3.

evaluation of one set of
elements, Osgood 1is deeply
committed to a particular
formulation of this opinion
that evaluative systems are
three dimensional (Slater
1972, p.l2).

The suitability of the technique as an aid in
achieving the stated objectives of this
dissertation becomes evident. An analytical
technique 1is required which will reduce the
large number of constructs to a few Dbasic
dimensions of psychological meaning. The
development of the grid culminates in a
theoretical multidimensional space. Component
analysis 1is a technique designed to collapse
precisely such a multidimensional space into a few
underlying related variables: the image dimensions

or cognitive map required.

Relevant segments of a series of programmes
written by Slater (1972), were utilized for
the analysis of data obtained from the grid
technique. Two programmes in the series were
rewritten, one by Mauer (1976), (GRIDAV) and one
by Cogill and Clarke (1980) (RANGRID). A new
programme (GRAPH PLOT) was also developed to plot
graphically the output from the above programmes
(Cogill and Clarke, 1980).

The analysis of a single grid -~ INGRID.

This programme which 1is central to the
whole package called GAP (Grid' Analysis
Package) (Chetwynd, 1974) is an adaptation of a
standard principal components analysis. In
addition to the principal component analysis the
programme gives information about the

relationships between the elements, between the
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6.2.3.4.

constructs and their interrelationships, and also
gives details on bias and variablity.

(Individual grid analyses were conducted for each

of the 90 managers.) The output 1lists the

analysis in detail and an example is provided in

Appendix 6.

The analysis of multiple grids - GRIDAV.

Slater’s (1972) SERIES rewritten by Mauer (1976).

Grids may be compared in several ways
depending on whether they are matched by
element, by construct, or by element and

construct.

Matched by construct

v

Matched by element

Not matched

Figure 6.3

Alternative ways of assembling

grids for analysis. (Slater 1976)

Grids which are mwatched by elements but
not by construct can be assembled lengthwise
(Figure 6.3), other alternatives excluded.
Similarly, grids matched only by construct can
be assembled sideways but not according to any

other alternative. Grids with no elements or
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6.2. 3.5.

constructs in common can only be compared in terms of
their formal properties, whereas grids matched by
both elements and constructs, as they are in this
study, can be compared in a three way array. Gridav
analyses were conducted for each of the 10 companies
as well as for the 10 combined. Gridav output for

company B is presented in Appendix 7.

The analysis of random or quasi grids - RANGRID,

Slater’s GRANNY (1972) rewritten by Cogill and
Clarke, (1980).

The results derived from grids will be a function of
the dimensionality of each grid or of each set with
identical characteristics. Hence very small grids
with few elements (m) and constructs (n) will lead to
simpler models or outcomes of the social construction
of a perceiver’s world. Large grids will lead to
more complex outcomes. This is because the number of

components derived is equal to ml.

Since each grid of given dimensionality has
characteristics of its own, any comparative
analytical or inferential processes will have to take
into account the distribution appropriate to a grid

or set of grids of similar dimensions.

Slater developed a programme to study the
properties of such arrays. This program has not been
available in South Africa and a similar version was

developed by Cogill and Clarke.

The programme generates n X m arrays of random
numbers and treats them as if they were grids with n
constructs and m elements. An abbreviated form of
the principal component analysis used in INGRID for

experimental grids is then applied.
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The Fortran Function RANF(X) is used to generate
series of random numbers (1l to 7) starting from a
seed. Although the series is predetermined by the
seed, the user cannot anticipate what it will be
before starting it, nor tell from its output up to

any point how it will continue thereafter.

The crucial aspect in the use of random or quasi
grids is that the researcher can be sure that '"the
processes 1involved in forming random grids are
independent of whatever psychological ©processes
generate the sets of numbers in experimental

grids"(Slater 1976, p.129).

Summary statistics of selected measures provided
by the INGRID and GRIDAV programmes are also

provided.

The output for 100 random grids depicting certain
aspects of the distribution and behaviour of the

grids is given in Table 6.1.

The output (polar co-~ordinates) of RANGRID can
also be wused as input for GRAPHPLOT to examine
visually the relationship of the elements to each
other. Such analysis is most useful in determining
whether or not the dimensionality of the grid itself
could have had any structural, biasing or artifactual

effect on the results produced.

Figures 6.4 to 6.6 are graphical plots obtained
from the random grid process for an individual grid
whereas Figures 6.7 to 6.9 represent the analysis of
90 random grids by the same process. Figures 6.10 to
6.12 are the graphs plotted for the first three

components for one manager from the study.
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FIGURE 6.4
Random grid plot for one grid: components 1 and 2. Note lack of
structure.
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Random grid plot for one grid: components 2 and 3.
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FIGURE 6.6

Random grid plot for onme grid: components 1 and 3.
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FIGURE 6.7
The dispersion of 10 elements in construct space: components 1l and
2. Note the complete lack of structure. The elements virtually
form a circle corresponding to the model proposed in Figure 5.5
(b), p.l28.
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FIGURE 6.9

The dispersion of 10 elements in construct space:
components 1 and 3.
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FIGURE 6,10
Multidimensional scaling map of one manager showing the effect of
perceptual structuring (comnstruing): components 1 and 2.
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FIGURE 6.11
Multidimensional scaling map of one manager showing the effect of
perceptual structuring (construing): components 1 and 3.
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FIGURE 6.12
Multidimensional scaling map of one manager showing the effect of
perceptual structuring (construing): components 2 and 3.
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BIAS

LOWEST
0,15

VARIABILITY 0,02

COMPONENT

O O~NOU W N -

LOWEST
16,11
14,43
11,76
10,00
8,71
7,29
5,69
3,43
2,59

CLASS INTERVAL

-1, 00
-0,84
-0,74
-0, 64
-0, 54
-0, 44
-0, 34
-0,24
-0, 14
-0, 04
0,06
0,16
0,26
0,36
0,46
0,56
0,66
0,76
0, 86
0,96

TO
TO
TO
T0
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO
TO

-0,85
-0,75
-0, 65
-0,55
-0, 45
-0,35
-0,25
-0,15
-0, 05
0,05
0,15
0,25
0,35
0,45
0,55
0,65
0,75
0, 85
0,95
1,00

TABLE 6

.l

PROPERTIES OF 100 GRIDS

HIGHEST

0,27
0,71

MEAN
0,21
0, 66

SIZE OF THE LATENT ROOTS

HIGHEST

24,11
19,71
16,78
14,50
12,43
10,34
9,23
7,43
5,95

CONSTRUCT CORRELATIONS

MEAN
19,69
16,88
14,35
12,29
10,49
8,72
7,44
5,88
0,19

FREQ
96
484
1135
2192
3520
4899
6403
7651
3326
8517
8351
7607
6447
4875
3607
2202
1143
458
85
2
TOTAL 78000
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PERCENT
0,12
0,62
1,46
2,81
4,51
6,28
8,21
9,81

10,67

10,92

10,71
9,75
8,27
6,25
4,62
2,82
1,47
0,59
0,11
0,00

SDEV
0,02
0,02

SDEV
1,64
1,04
0,96
0,85
0,67
0,67
0,71
0,74
0,76

% CUM
0,12
0,74
2,20
5,01
9,52

15,80
24,01
33,82
44,49
55,41
66,12
75,87
34,14
90,39
95,01
97,84
99, 30
99,89
99,99

100,00



6.2.3.6

Cluster analysis

The second major multivariate data analysis
technique which may be identified is that of
cluster analysis. The technique has as its
input requirement the same raw score matrix as
is used in the factor analytic algorithm. Each
respondent included in the sample is assigned a
unique position in a multidimensional Cartesian
space consistent with the respondent’s
evaluation of the variable. The assumption of
interdependency of variables also obtains,
hence the technique assumes that both criterion

and predictor variables are random variables.

The usage of the technique is to group together
respondents that show similarities in their
evaluations, and are thus assumed to be related
by some common factor(s). As stated by Sheth
(1971), in cluster analysis,''the objective is
to classify a population of entities into a
small number of mutually exclusive and
exhaustive groups based on the similarities of
profiles among entities" (p.l6).‘ The technique
is therefore a classification technique in the
field of numerical taxonomy that separates
objects into groups such that each object in a
given group displays a higher similarity to
other objects in its group than to objects in

any other group.
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6.2.3.7.

In cluster analysis the researcher will seek to
group associated repondents in such a way that
an image profile emerges of separate groups.
In the field of marketing the detail with which
customer groups may be defined is dependent on
the amount of information available about the

customers.,

Simplistically, the cluster analysis technique
examines the sample of responses for similarity
in evaluations, and groups together those
respondents that have submitted evaluations
that are similar, based on the variables on
which they were tested. The technique
therefore classified ‘"swarms" of objects
together as they appear in the multidimensional
space. Since it may become difficult to define
differences between clusters vwhere a large
number of variables are involved, the
dimensionality of the space may be reduced by
one of the factor analytic procedures - usually
by principal component analysis. Groups of
respondents will therefore be classified by the
similarity of certain basic image dimensions
which they associate with the concept domains
concerned. Originally cluster analysis was
used to assign variables to discrete groups.
Clustering respondents or objects 1is a more

recent development of the technique.

Multidimensional scaling.

The methodology for exploring organization
role~perception derives from a research
strategy involving the discovery of structural

characteristics from perceptual data. The
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approach is similar in spirit to that taken by
Jones and Young (1972).

OQur concept of interpersonal percep—
tion implies that each individual in
a social field has an internal
representation of the other members
in the field, with the individual
positioned somewhere in the represen-—
tation. This 1is his own personal
"social environment'. We will use
the term "social structure" to refer
to the pattern of this environment:
the systematic relationships among
the persons composing the structure
(p. 108).

Multidimensional scaling differs from simple

unidimensional scales in that people may be
located within a two-dimensional plane or a
space of even higher dimensionality. This
simultaneous representation in more than one
dimension offers a better chance of revealing
patterns of social structure. The core concept
in this representation 1is that of a metric

space (Green & Carmone, 1970).

A metric space is one for which there exists a
well defined distance function. Euclidean
distances are most common and are given by the

equation.
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Actually this function is a special case of a
more general function, the Minkowski r-metric,
so that there are several possible functions,
including the so-called city-block metric, in
which distance 1s the sum of the absolute
differences in the coordinates on each
dimension. Shepard (1969), however, suggests
that the Euclidean metric 1is quite robust.
Whatever the metric, structural relations are

represented as spatial distances.

The application of multidimensional scaling
starts with the selection of a set of
inter—-related entities. The basic input data
required for multidimensional scaling is a
number for each pair or set of entities,
reflecting how closely the two entities, or set
of entities, is related. Multidimensional
scaling 1is then used to provide as output a
geometric configuration of the entities in
which the interpoint distances correspond to
the empirical input wvalues of psychological

relatedness.

Scaling methods : There are three basic methods

of multidimensional scaling: (Green & Carmone,
1970):

- fully metric

- non-metric

- fully non—-metric

6.2.3.7.1 Fully metric methods

This set of methods (also called
linear or classical) is based on the
assumption that the input distances

are on an interval scale. The
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6.2.3.7.2

methods are used in a way whereby an
output configuration is sought with
interpoint distances that match the
input values up to a linear

transformation.

Non-metric methods

In utilizing this set of methods it
is assumed that the input distances
are on an ordinal scale but that the
output distances are on a ratio
scale (the dimensions of the output
configuration are on an interval
scale). Rosenberg and Sedlak (1972)
provide a dramatic example of the
power of non-metric methods develop-
ed by Shepard (1966). Shepard
showed that the reconstruction of a
known configuration from only the
rank order of the interpoint
distances 1is essentially perfect
with fifteen or more points and is
usually quite good with even fewer
points (Shepard, 1966). It is
argued by Rosenberg and Sedlak
(1972) that the reason for this is
that even the rank order of
distances contain enough metric
information under most conditions to

recover the original configuration.

Figure 6.8 shows, for example, the
mapping which was produced by one of
Kruskal’s (1967) non-metric
programmes when only the rank order

of the distances in Figure 6.8 was
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used as 1input. In psychological
research the assumption that input
data may be only ordinal is more
realistic than is the interval-scale
assumition required by linear

methods.

¢ SZATTLE

oCHICAGO | NEW  YORK
$an Franasco “OENVER " WASHINGTON
*L0S ANGEZLES
*DALLAS
SNEW ORLEANS

¢ Mtami

B MAP RECONSTRUCTED BY NONMETRIC MCS

*SEATTLE
*NEW YGRK

*CHICAGO,
*DENVER WASHINGTON
*SAN FRANCISCO

LOS ANGELES oy ag

*NEW ORLEANS
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San New
N.Y. Chicago Miami L.A. Franciscy Orleins Washingisa CSenver 3Jailes

N Y. 9

Cricags 318 9

Miai 1328 1338 Q

LA, . 2911 ase 2988 -3
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Senver las2 1043 2128 1139 1257 131 e7 Q

Callas 1649 855 1394 1421 79l 309 14l s b

Seattle 3028 23 g6 LN 356 a7 220 325 2222
Figure 6.8

Illustration of the power of non metric MDS where
only the rank order of distances between the
above cities were used. From: Rosenberg and
Sedlak (1972, p.240 - 241).
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6.2. 3. 7'3.

Fully non-metric

Both the input and output are
assumed to be non-metric, that is
the output is not a geometric
configuration but 6nly a rank order
of the entities on each of a set of
dimensions in turn (Bennett & Hays,
1960; Hays & Bennett, 1961). Non-
metric methods have not been used
extensively because they do not
utilize the advantage of the metric
information available in the input

data.

The analysis  procedures utilized in this

dissertation are classified by Shepard, Romney

and Nerlove (1972) as Multidimensional Scaling

of Profile Data.

A.

Rectangular matrix, Trows

correspond to n objects and
columns correspond to m
variables (or vice versa).

One object with respect to one
of the wvariables. The row (or

column) of m measured values of
any object is considered to be
a profile characterizing that
object.

Examples: An  individual’s
subjective rating of each of n
stimuli with respect to each of
m attributes; the objective
scores on each of n tests of
each of m individuals; or the
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measured values of each of n companies or
nations with respect to each of m economic
variables.

In any of these examples, whether the rows are
regarded as the objects and the columns as the
variables or vice versa will depend upon the
interests of the investigator or wupon the
purposes of the investigation.

Model: The objects are represented as n
points (or vectors) in a space in such a way
that the profile associated with each object
varies according to some simple or orderly
rule with the position of that point in the
space. The precise nature of the assumed rule
depends upon the particular model.

In the standard factor-analytic model the
profile associated with a point 1is to be
approximated as a linear combination of a set
of basic profiles associated with the
reference axes and weighted (in the
combination) proportionally to the projection
of that point on each of those axes. In para-
metric mapping, on the other hand, the only
requirement is that the profile associated
with a point varies sufficiently smoothly with
its position (pp. 27 & 28).

6.3. The behavioural measures and their correlates

6.3.1

A measure of cognitive complexity/simplicity.

This is given by the explanation power of the first

component.

The most extensive initial use of repertory grids
outside the theoretical framework which Kelly developed
to surround the technique was the measurement of the

postulated dimension of cognitive complexity.

Jones (1954) was the first person to assess the
concept cognitive complexity to be measured by the
explanatory power of the first factor extracted from
the repertory grid and also by the number of factors

that could be derived from the grid.
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In the INGRID and GRIDAV analysis the explanatory
power of the first component is given by the percentage
of the total wvariation accounted for by the first
component. This figure is considered to be an inverse

measure of cognitive complexity.

Bieri (1955, 1961) has developed the concept within
the general context of personal construct theory and
defines cognitive complexity in terms of the

versatility of the individual’s construct system.

A system of constructs which
differentiates highly among
persons 1is considered to be
cognitively complex. A construct
which provides poor
differentiation among persons 1is
considered to be cognitively
simple in structure (Bieri 1961,p.263).

According to Chetwynd (1976) a number of
investigators has refined or broadened the definition
of cognitive complexity '"so that we mnow have many
different phenomena labelled cognitive complexity/
simplicity and many differing ways of measuring those
phenomena (for example, Crockett, 1965; Stringer, 1971;

Vannoy, 1965).

A number of correlates of cognitive complexity are
described by Bieri (1961) and Crockett (1965).
Crockett reviews the literature on definitions of
cognitive complexity and its effects on the formation
of impressions of others as well as methods of
measurement and some of the accompanying problems.
Crockett makes an important distinction between

cognitive differentiation and integration.
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Developmental and experiential differences have also
been shown to be important to the level of complexity. In
a study of adolescent boys, Hunt (1962) reported in
Chetwynd (1976) showed that cognitive complexity increases
with age. Signell (1966) confirmed this study. In the
experiential domain, Runkel and Damrin (1961) demonstrated
a U-shaped relationship between training and cognitive

complexity.

Chetwynd (1976) concludes that a great deal more
research will have to be done into the correlates of
cognitive complexity and that evidence has been provided
both for and against the hypothesis. It seems that no
research has to date been related to the work dome by the
above researchers into the domain of psychological
differentiation defined by Witkin, Dyk, Faterson,
Goodenough and Karp (1962).

In this study the size of the components is taken
simply as a measure of the extent to which managers will
channel or filter constructs into simple cognitive or

conceptual structures.

6.3.2. Measures of response error.

Bias - measure of the tendency of an informant
to respond by using only one end of the grading

scale (a measure of acquiescence).
Variability =~ a measure of the tendency of an

informant to respond by using the extremes of

the grading scale.
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6.3.3.

Relationships between constructs and elements in

three dimensions

The dispersion of all the functions of a grid in
the space of its three major components can be
represented diagramatically  using the polar
co—ordinates listed in the output of INGRID or
GRIDAV, The programme developed to achieve this
multidimensional scaling technique has been termed
GRAPHPLOT. All the graphical displays of the
relationships between constructs and elements in

Chapter 7 were derived using this programme.
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CHAPTER 7

ANALYSIS OF DATA

Currently many psychologists feel that
psychology should concern itself more
with ‘whole’ people. It should centre
more on ‘real human experience’. This
is comical in one sense - it is as if
sailors suddenly decided they.ought to
take an interest in ships.

(Bannister & Fransella, 1980, p.9)

Introduction

In order to understand social behaviour, one begins by
attempting to comprehend the psychological process by which man

perceives and organizes social stimuli.

A single behaviour can be mapped only simply, but a set of

behaviours can be mapped in several fashions.

However complex may be the mapping process, the meaning of
any human behaviour at the overt level is derived from its
mappings into a finite number of frameworks, and the frameworks
chosen represent a shared system of concepts common to the
culture of the mappers. In general, overt concepts involve no
assumptions about what is going on "inside" the actor, nor are
they dependent upon characteristics of the organization as a
supra—-individual entity. Overt mappings are direct, objective,
at a low level of abstraction, and require a minimum of

observation time.

Concepts of the overt system consist of direct mappings of
behavioural events into a finite set of frameworks. The type
of overt concept is specified by the choice of framework and
mapping rule. In general, overt concepts imply nothing other

than immediately evident qualities displayed by an actor.
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In contrast with concepts of the overt system, some
concepts describing behaviours apply to phenomena which one
presumes are taking place in the minds of actors and which
serve to mediate between stimulus events and output behaviour
for the individual. Such terms as attitude, motive, norm,
value, goal, expectation, cognitive dissonance, personal
construct system, among others, refer to hypothetical processes
which may be reflected in a number of differing behaviour types
depending upon the situation. Cognitive concepts are designed
to account for patterns of similar behaviour displayed by

persons and involve a variety of mentalistic connotations.

Words have no inner or inevitable meaning, but are devices
for communication. They are carriers both of meaning, feeling
and tone. The test of the acceptability of a word is very
simple. It 1is this: Is the word' or concept wuseful
in visualizing or mentally managing the world? The idea of a

personal construct passes this test.

It is a convenient and helpful way to visualize people’s
ideas about objects and phenomena in general. It lends itself
to measurement and analysis. A set of constructs can be
analysed, diagnosed and results can be measured, and cognitive
structures or maps may be derived from the intricate network of

relationships which are analyzed.

By cognitive map, in this study, one means simply the
mental structural representations that managers have in their
minds about other managers in organizational settings. These
mental pictures may come from direct or indirect experience.
They may be rational or irrational, they may depend on evidence
or hearsay, and they may appear in an infinite number of

patterns. This viewpoint is aptly summarized by Frost (1578).
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There is no such thing as the organization
in a "concrete social entity" sense, but
rather there are co-existing and frequently
conmpeting images of what the substance of
organization is at any point in time (p.355).

The object of the analysis of the data in this dissertation

is to examine the structure and meaning which may exist in the

socially construed world of managers.

The manager’s mind works with verbal codes which
summarize complex events and task-relevant
information (Daft & Wiginton, 1979, p.184).

In addition to examining the nature of individual personal

construct systems in this dissertation the researcher examines

group processes through personal constructs. The managerial

group is considered as a semi-connected lattice of relations.

A collective or group construct system could be
construed by an individual or a group in a
manner analogous to the construing of one person
by another. Equally the process of construing
would constitute the individual/group/ or inter-
group relation (Stringer & Bannister, 1979,
PeXV)e

7.2 Analysis of data

7.2.1

Hypothetico—deductive

Each of the 90 grids derived from the managers in the 10
companies was analysed wusing the INGRID programme
described in Chapter 6. The analysis of each grid
yielded a principal components analysis, a measure of
bias, a measure of variability and measures of construct

and component intercorrelations.

Angular distances between constructs and elements

expressed as cosines and polar co-ordinates were also
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derived for use in the role perception or cognitive map

part of the study.

As discussed in Chapter 6, an analysis of cognitive
structure is most effectively achieved by comparing the
overall measured or consensus grid with the multiple

random or quasi-grids.

Tables 7.1 to 7.4 are summaries of the essential
comparative features of the construct systems of the 90
individual managers in the study and the randomly

produced grids.

Bias, which is a measure of consistent extremeness
of responding either extremely high or extremely low,
ranges for the 90 measured grids, between a low of 0,17
and a high of 0,71 with a mean of 0,40 and a standard
deviation of 0,11. The comparative figures for 90
randomly generated grids are low 0,15, high 0,27, with a
mean of 0,21 and a standard deviation of 0,02 (Table
7.1).

It is apparent from an examination of the raw data
that there has been a tendency on the part of the
managers, wWhen rating the elements, to use the extremes
of the more positive poles of the continua rather than
the extremes of the negative ends. Although the
instructions given to the respondents specifically
stated that the full range of the scale be used,
managers nevertheless saw themselves in general terms as
being part of the top management in their respective
companies and tended to rate on the positive side of
neutral. Although this was the noted tendency,
examination of the raw data nevertheless reveals that
use was made of both ends of the continua in most cases.
Chetwynd (1976) points out that bias is very much higher

in the case of experimental grids than quasis.

- 184 -



TABLE 7.1

A comparison of the bias and variability of measured and
quasi-grids.

Properties of 90 measured grids

LOWEST HIGHEST MEAN SDEV
BIAS 0,17 0,71 0,40 0,11
VARIABILITY 0,23 0,77 0,46 0,10

Properties of 90 quasi-grids

LOWEST HIGHEST  MEAN  SDEV
BIAS 0,15 0,27 0,21 0,02
VARIABILITY 0,61 0,71 0,67 0,02

It is reasonable to assume therefore that there are
some psychological implications in this structural
measure which in this particular study may be attributed
to the fact that the top management team in each company
expectedly has at least some measure of self esteem.
This may be reinforced by an acquiescence in response
style. The degree of bias falls within the ranges
in work quoted by Chetwynd (1976) and was not extreme
enough in any individual grid from the sample of 90 to
warrant normalization of the data, an option allowed
for, if necessary, in the analysis of each grid.

Variability

A measure of the tendency of the managers to respond
by using extreme ends of the scale ranged from a low of
0,23 to a high of 0,78 with a mean of 0,46 and a

standard deviation of 0,10.

In her findings Chetwynd (1976) shows that the
variability of experimental grids'is slightly higher,
and this is borme out in this study when comparing the
mean variability for quasis 0,67 with that for the

experimental grids O, 46.
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Size of the latent roots

A comparison of the difference between measured and
quasi-grids is shown for the two distributions in terms
of the sizes of the latent roots (Table 7.2). The
measured distribution has a distinctly different pattern
of latent roots arising out of the principal components
analyses conducted on each grid. The mean contribution
of component 1 measured as a percentage contributed is
46,67% whereas for the quasi grid it is 19,64%. The
lowest value of component 1 for an individual manager
(29,73%) is higher than the highest (24,54%) obtained
randomly, clearly illustrating the effects of
perceptual construction or relationship among the

dimensions utilized by individual managers.

TABLE 7.2

A comparison of the principal components of measured and
quasi-grids.

Size of the latent roots for measured grids

COMPONENT LOWEST  HIGHEST MEAN SDEV
1 29,73 70,21 46,67 11,49
2 8, 60 26,96 18,39 4,83
3 5,79 17,62 11,77 3,53
4 3,45 10,39 7,62 1,70
5 2,50 7,90 5,33 1,38
6 1,86 6,51 4,20 1,34
7 1,38 4,66 2,88 0,69
3 0,95 3, 44 2,01 0,58
9 0,51 2,61 1,14 0,48

Size of the latent roots for quasi-grids

COMPONENT LOWEST  HIGHEST MEAN SDEV
1 16,11 24,54 19,64 1,67
2 14,43 19,71 16,86 1,08
3 11,74 16,78 14,34 0,98
4 10,00 14,50 12,30 0,87
5 8,71 12,43 10,48 0,74
6 7,29 10,34 8,78 0,68
7 5,69 9,23 7,47 0,71
8 3,43 7,43 5,90 0,76
9 2,59 5,95 4,22 0,79
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The mean contribution of variance on component 2 is
18,37% for the measured grid and 16,87% for the random
grid. Thereafter, from component 3 onwards the
relationships of the magnitude of means is reversed with
the quasi-grid means for successive components being

higher than those for measured grids.

An interesting feature of the characteristics of the
means is that, in the measured managerial sample, the
effect of the first two components is to '"remove" a
relatively large percentage of the variance (65%)
leaving only 35% of the variance for distribution among
the remaining seven components whereas the first two
components in the random grid sample account only for
36,5%2 1leaving 63,57 to be distributed among the
remaining seven components; hence the structural
reversal when comparing the results of the two sets of

principal component analyses.

The differences between means resulting from these
two samples were tested using Hotelling E? and
Mahalanobis D2 (Morrison 1967). Both Hotelling’s T2
and Mahalanobis’ 2? can be transformed to an F
statistic. The differences between means were compared
for the number of components contributing 90% of the
variance. The remaining components contributed only 10%
of the wvariance. Interpretation of these remaining

components is not possible.

In Table 7.3 the output for the separate t’s,
Hotelling’s _22, and Mahalanobis’ 2? is given. The
separately computed t’s for each set of means 1is
significant p <« ,005 for all comparisons of the
principal component 1 to 5. The Efs range from 2,88 on
component 2 to 31,34 for component 5. Component 1 which
contributes the largest portion of variance has on

comparison a t = 22,10.
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The multivariate D? (56,82); T2 (2557,19); F
(499,94) are computed for the overall comparison of the

set of means and are also significant p¢, 001.

A visual comparison of the differences in the nature
of the distributions of the components is also provided

on the right-hand side of Table 7.3.

The magnitude of the percentage of variance
contributed by the components also forms an interesting
base for comparison. For example, the lowest percentage
of variance on component 1 is still larger than the

highest of the random sample.

The null hypothesis that a particular grid or set of
grids is indistinguishable from an array of random
numbers needs to be considered. This is achieved by
comparing the output and behaviour of a set of 90
randomly generated grids with those of the 90 managers.
The programme RANGRID described in Chapter 6 was used to
compare the output derived from the consensus grid for

90 managers with the randomly generated grids.
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PAGE 2 COMPARISON OF RANDOM AND MEASURED GRIDS

DIFFERENCES AMONG GROUOUP MEANS USING ALL VARIABLES
FUR THE FOLLUWING GROWUPS

*E kb e ke Rk &

* MEASURED *

* RANDOM *

A& QKL EXT R NN

MAHALANOBIS D SQUARE 568264

HOTELLING T SOUUARE 2557.1921

F VALVE 499.9453 P VALUE
VEGREES OF FREEDUM Se 174 .

DIFFERENCES ON SINGLE VARIABLES

e EkAE Rk bW

0.000

* XX1 *¥ VARIABLE NUMBER 1 GROUP 1 MEASURED
ISR RSS2 MEAN 46.6670
STATISTICS P VAL VYE OF STD DEV 11.4843
SeEeMe 12106
T (SEPARATE) 2210 0.0 2.7 SAMPLE SIZE 90
T (PUOLED) 22.10 0.0 . 178 MAXIMUM 70.2100
MINIMUM 29,7300
F(FOR VARIANCES)
LEVENE LA R X2 0.062 o 178
RO ERERERK K ’
* XX2 * VARIABLE NUMBER 2 GROUP I NEASURED
*EERkERERR Rk MEAN 18.3700
STATISTICS P VALUE OF STD DEV 4.8350
SeE oMo 05097
T {SEPARATE) 2.60 0.005 97.86 SAMPLE SIZE 90
¥ (POOLED) 288 0.005 178 MAXEMUM 26,9600
MNINIMUM 8.6000
FIFOR VARI ANCES)
LEVENE shkek 0,075 1. 178
EREAREERRE RS ’
* XX3 * VARIABLE NUMBER 3 GROUP I MEASURED
PR ARRE SN MEAN 117709
STATISTICS P VALUE OF STL DEV 3.5328
SeEe Mo 0.3724
T (SEPARATE) -6 «65 0.000 102.6 SAMPLE SIZE 90
T (PUULED) ~6+6% 0.000 178 MAX I MUM 17.6200
NINIMUN 5.7900
FIFON VARI ANCES)
LEVENE (2 E 23] 0.073 t» 178

TABLE 7.3 Comparison of principal components on random and m
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PAGE 3 COMPARISON OF RANDOM ANO MEASURED GRIDS

DIFFERENCES ON SINGLE VARIABLES

hEBRkERK KSR &

* XX4 * VARIABLE NUMBER 4 GROUP 1 MEASURED 2 KANOOM 1 MEASUREDI(N= 90) 2 RANDOM {N=  90)
(2 RS2 SS2] ME AN T.6191 12.3010 X
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TABLE 7.3 (contd) Comparison of principal components on random and measured grids



TABLE 7.4

Comparison of distributions of correlation coefficients for

measured and quasi-grids.

Construct correlations for the measured grids of 90 managers

CLASS INTERVAL
-1,00 T0 -0,85
-0,84 TO -0,75
-0,74 10 -0,65
-0,64 TO -0,55
-0,54 TO =0,45
-0,46 TO -0,35
-0,34 TO -0,25
-0,24 TO =0,15
-0,14 TO -0,05
-0,06 TO 0,05

0,06 TO 0,15
0,16 TO 0,25
0,26 TO 0,35
0,36 TO 0,45
0,46 TO 0,55
0,56 1O 0,65
0,66 TO 0,75
0,76 TO 0,85
0,86 TO 1,00

FREQ
232
536
906

1475
1683
2117
2554
2860
3310
3890
4006
4719
5127
6079
6181
6329
6790
6153
4669
TOTAL 69616

Construct correlations for the 90

PERCENT
0,33
0,77
1,30
2,12
2,42
3,04
3,67
4,11
4,75
5,59
5,75
6,78
7,36
8,73
3,88
9,09
9,75
8,84
6,71

quasi-grids

CLASS INTERVAL
-1,00 T0 -0,85
-0, 84 TO -0,75
-0,74 TO ~0,65
-0, 64 TO -0,55
-0, 54 TO -0,45
-0, 44 TO -0,35
-0,34 TO -0,25
~0,24 TO -0,15
-0, 14 TO -0,05
-0, 04 TO 0,05
0,06 TO 0,15
0,16 TO 0,25
0,26 TO 0,35
0,36 TO 0,45
0,46 TO 0,55
0,56 TO 0,65
0,66 TO 0,75
0,76 TO 0,85
0,86 TO 1,00

FREQ
36
429
993
1998
3131
4409
5739
6907
7463
7678
7537
6854
5850
4399
3224
1977
1030
416
80
70200
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PERCENT
0,12
0,61
1,41
2,85
4,46
6,28
8,18
9,84

10,63

10, 94

10,74
9,76
8,33
6,27
4,59
2,82
1,47
0,59
0,11

CUM %
0,33
1,10
2,40
4,52
6,94
9,98

13,65
17,76
22,51
28,10
33,86
40, 63
48,00
56,73
65,61
74,70
84,45
93,29
100,00

CUM %
0,12
0,73
2,15
4,99
9,45

15,74
23,91
33,75
44,38
55,32
66,05
75,82
84,15
90, 42
95,01
97,83
99,29
99,89

100,00
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Construct Correlations

Of particular interest in this dissertation is the way in
which managers may construe their role relationships with other
managers. A measure of the degree to which constructs may be
related can be derived by an examination of the pattern of
interconstruct correlations. The overall comparison between
the two distributions of correlations is given in Table 7.4.
Figure 7.1 is a comparative graphical representation of the two

distributions.

The total number of construct correlations for the random
or quasi-grids (70 200) is the theoretical expected sum and
exceeds the sum of correlations (69 616) for the measured grids
of 90 managers. This is because, if there is any conmstruct in
the grid where every element has been given the same rating it
is discarded since there is no variation between the elements
on that construct. A message 'to this effect is printed out
detailing the relevant constructs which do not record any
variation between the elements. Due to this phenomenen certain
construct intercorrelations in the measurement of real grids
may be lost which would be highly unlikely in the case of
quasi-grids. This is borne out by the fact that the total
number of intercorrelations for the 90 quasi-grids equals the
theoretical sum. The number of correlations for the measured
grids of the 90 managers is 584 less than the theoretical
expected maximum of 70 200 (780 per 40 x 10 grid) This

represents 0,83% of the correlation coefficients.

The two distributions of correlation coefficients were
compared inferentially by means of aX 2 test. An overall
X 2 of 473 965 was obtained, which 1is statistically
significant pg 0,0001. The two distributions are compared in

Figure 7.1.
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Exploratory~descriptive

The overall consensus grid for 90 managers

Figures 7.2 to 7.4 represent the maps derived from
the multidimensional scaling process. These maps
represent the overall or consensus grid for the 90

managers in the 10 companies.

Table 7.6 to 7.8 depict the constructs arranged in

descending order by construct and by element for

components 1, 2 and 3.

Component 1

A large number of the constructs have a high loading
on component 1, The constructs, 1if interpretable
represent a general ability to manage. This general
ability to manage would, upon analysis of the data,
however, tend to be restricted to the line management

functions at the E and F levels of the organization.

The  Personnel and Accounting Functions 1load
negatively on this cluster of general management
constructs with the D levels of personnel and accounting

being the least related.

Constructs which either relate negatively or have
very low loadings on component 1 are far more strongly
related to either component 2 or component 3.

The construct loadings on component 1 do tend to
have a semantic connotation (or gestalt) of dynamism,

activity or power.

Power itself is a complex phenomenon and the bases
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of power as elaborated by French and Raven (1968) are
multidimensional involving: coercion, expertise, reward,
legitimization and identification. Among the constructs
which constitute the Kellian Repertory Grid constructed
for this study, elements of most of the above bases of

power may be discerned.
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TABLE 7.6

Construct and element loadings for consensus grid for 90 managers on

Rank
Order

~N o wn

(]

10
11
12
13
14
15
16

17
18
19
20
21
22
23
24
25
26
27
28
29

30

Construct

No.

29
9

40

26

2
38
12

37
23
34
18
39
15
17
35

3

14
27
21
22

32
30
36
19
20
10

13

component l.

Construct

Positive image
Sets high work standards and goals

Always finds ways of removing
obstacles

Held in high esteem
Formulates effective policy
Strong personality

Strong influence on general
management

Effective decision maker
Involved

Efficient

Thinks clearly

Dynamic

Good communicator
Productive

Strong impact

Competent in own technology or
profession

Has corporate views
Imaginative

Original

Effective

Good integrator

Forceful in views and convictions
Plans effectively

Powverful

Controls well

Organizes well

Demonstrates high energy level
Analytical

Reacts to problems before they
arise

Tactful
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Loading

0,95
0,94
0,92

0,92
0,92
0,92
0,91

0,91
0,91
0,91
0,90
0,89
0,89
0,88
0,38
0,87

0,87
0,86
0,86
0,86
0,86
0,85
0,84
0,84
0,81
0,81
0,30
0,78
0,73

0,66



TABLE 7.6.

(continued)

Construct and element loadings for consensus grid for 90 managers on

Rank Construct

Order No.
31 16
32 6
33 7
34 11
35 33
36 31
37 25
38 5
39 24
40 28

Managerial Role

Managing director
Financial director
Marketing director
Production director
Works manager
Personnel director
Sales manager
Personnel manager

Financial accountant

component 1.

Construct

Flexible

Decisive
Scientific
Not a risk taker

Quantitatively orientated

Unagressive

Concern for people

People orientated

Listens attentively

Considers other needs

Loading on component 1

2,1453
0,5738
0,5678
- 0,1766
- 0,3017
- 0,4054
- 0,6491
- 2,0071
- 2,5461

+ + +
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0,66
0,65
0,55
0,48
0,37
0,35
0,22
0,14
0,11
0,13

Paterson Band
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Component 2

The constructs which have high loadings on component 2 and
which have very low loadings on component 1 are given in Table 7.7.
The nature of these components, except possibly for the construct
"competent in own profession' all have the semantic connotation of

empathy or feeling for people.

The elements which load most highly on component 1 are the
personnel director and the personnel manager. ' The financial
director, sales manager and financial accountant have negligible
loadings whereas the loadings for the works manager, managing
director, production director and marketing director 1load

negatively on component 2.

The relatively high negative loading of the marketing director

on component 2 is somewhat surprising.

Persons fulfilling marketing roles are normally regarded as
highly outgoing sociable and friendly persons. However, it may be
in reality that marketing role—players are more product orientated
than people orientated and that they are interested in the people
as consumers of their products rather than in developing empathetic
inter—personal role relationships. The role expectations of
personnel and human resource managers are, however, those of

concern for people in general.
Component 3

The construct loadings on component 3 are given in Table 7.8.
The constructs are all concerned with scientific rigour, being well
organized, and analytical. By contrast the constructs which load
negatively on this component are "being flexible", '"taking risks"

and "being imaginative".
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TABLE 7.7

Construct and element loadings for consensus grid for 90 managers on

component 2.

Rank order No. Construct Loading
1 24 Listens attentively 0,92
2 5 People orientated 0,91
3 25 Concern for people 0,90
4 31 Unagressive 0,84
5 28 Considers others needs 0,80
6 33 Not quantitatively orientated 0,73
7 i3 Tactful 0,64
8 6 Undecisive 0,58
Managerial Role Loading on Component 2 Paterson Band
Personnel director + 1,4943 E
Personnel manager + 0,1315 D
Sales manager - 0,0166 D
Financial director - 0,4032 E
Financial accountant - 0,4558 D
Managing director - 0,4690 F
Marketing director - 0,6234 E
Works manager - 0,7360 D
Production director - 0,9461 E
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TABLE 7.8

Construct and element loadings for concensus grid for 90 managers on

component 3.

Rank order No. Construct Loading
1 7 Scientific 0,59
2 20 Analytical 0,45
3 33 Quantitatively orientated 0,42
4 36 Unagressive 0,42
5 18 Thinks clearly 0,42

Construct negative loadings

11 Takes risks 0,69

16 Flexible 0,59

14 Imaginative 0,46

27 Original 0,44
Managerial Role Loading on Component 3 Paterson Band

Financial director + 1,03 E
Financial accountant + 0,62 D
Production director + 0,50 E
Personnel director + 0,34 E
Managing director - 0,23 F
Works manager - 0,30 D
Personnel manager - 0,38 D
Marketing director - 0,84 E
Sales manager - 0,98 D
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The elements which load most highly on this component are the
financial director, financial accountant and production director,
whereas the marketing director and sales manager positions load
negatively. The findings on negative loadings have both high face
as well as high construct validity since one would not really
expect financial and production role incumbents to display, in
terms of their disciplines, characteristics of flexibility, risk-
taking and of being highly imaginative. The financial accountant
loads negatively on component 1. The high loading on 3 but low
loading on 1 suggest that he has the competence in his own
technology but does not have the opportunity or ability to
influence the other managers in the organization. In nine out of
ten companies studied, the accounting function was computerized,
suggesting that the financial accountant’s ability to influence
others is eroded still further and that his discipline is purely
related to technology with very little influence on others in his

role-set.

Some interesting features which were found to be interpretable
with respect to the relative positioning of the different role
occupants along the above three major components are illustrated in
the graphical plots or role perception matrices of the consensus

grid (Figures 7.2 to 7.4).

7.2.2.1 The consensus grid

The consensus grid showing the dispersion of the
managers in coustruct space is depicted in the following

3 figures (7.2 to 7.4).
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FIGURE 7.2

The consensus grid for 90 managers showing the managers’ (elements’)
positioning in comstruct space. The numbers around the perimeter
represent the constructs loading on the two main components.
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FIGURE 7.3

The consensus grid for 90 managers showing the relationships among
the managers in construct space for componments 1 and 3.
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The consensus grid for 90 managers showing the relationships among

the managers in construct space for components 2 and 3.
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7.2.2.2 Extreme cognitive simplicity

Manager CO5 in his social construction of the managerial
role-set in which he exists, displays an extremely simple
cognitive view of his organizational world as can be
discerned from Figures 7.5 to 7.7. The percentage of
variance by the first component for this manager is
70,217%. The overall table of percentages is given in
Table 7.9 below:

TABLE 7.9

The component space of manager CO5

Component Root A
1 28,09 70,21
2 3,83 9,60
3 3,08 7,72
4 1,38 3,45
5 1,24 3,11
6 0, 95 2,39
7 0,64 1,62
8 0,46 1,16
9 0,29 0,73

It is interesting to note that this manager was perceived in
the semi-structured interview data to have the least impact, power
and status of all managers in his role set. The pattern of inter-
construct correlations reveals that for this manager virtually
every construct is related to virtually every other construct.
Constructs which are judged in general to be cognitively separate
from others by other managers, for example the general differences
between constructs loading on factor 1 and factor 2, are not
perceived as being differentiated by this manager. In his
construing of his social world he combines the constructs into one

relatively simple cognitive map or picture of the world.
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FIGURE 7.5
The individual grid or cognitive map of a manager exhibiting
extreme cognitive simplicity: components 1 and 2., Almost all the
constructs load on component l.
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FIGURE 7.6

The individual grid or cognitive map of a manager exhibiting
extreme cognitive simplicity: components 1 and 3.
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FIGURE 7.7
The individual grid or cognitive map of a manager exhibiting
extreme cognitive simplicity: components 2 and 3.
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7.2.2.3 Extreme cognitive complexity

Manager BO9 in his social construction of the manage-
ment role set in which he exists, displays an extremely
complex cognitive view of his organizational world as may

be discerned from Figures 7.8 to 7.10.
The percentage of variance contributed by the first
component for manager BO9 is 30,267%. The overall table of

percentages is given in Table 7.10 below:

TABLE 7.10

The component space of manager BO9.

Component Root %
1 12,10 30,26
2 9,57 23,93
3 7,04 17,62
4 3,73 9,31
5 2,54 6,35
6 2,48 6,21
7 1,24 3,11
8 0,388 2,22
9 0,39 1,00

A comparison is made of the patterns of correlations
for the above two managers 1in Table 7.11 and in

Figure 7.11.

- 209 -



KEY TO THE MULTIDIMENSIONAL SCALTNG MAPS

9
F SANAGING DIRECOR]
]
IR 2 b3 s 4
E | PERSONNEL DIRECION [VARKEIING DISECION | FINANCIAL DIZECTCH [Z20DUCZI0H DIRECLON
i3 16 i 7 i3
D [PERSONNEL MARAGEE [SiIES YANAGEN  [FINANCIAL SCCOUFTARS WORKS MANAGED)
il (808; M8N-DIR CJ | GRID !

i
o o
4

v

B\
g,

COMPONENT 2

FIGURE 7.8
Individual grid or cognitive map of a manager exhibiting a high
degree of cognitive complexity: components 1 and 2. In contrast
with Figure 7.5 the dispersion of the constructs is widely
scattered around the perimeter of the circle.
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FIGURE 7.9
Individual grid or cognitive map of a manager exhibiting a high
degree of cognitive complexity: components 1 and 3.
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FIGURE 7.10

Individual grid or cognitive map of a manager exhibiting a high
degree of cognitive complexity: components 2 and 3.
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TABLE 7.11
Comparison of the distribution of correlations between the 40 constructs used
by manager CO5 (cognitively simple pattern) and by manager BO9 (cognitively
complex pattern).

Construct correlations. (C05)

CLASS INTERVAL FREQ PERCENT % cuM
-1,00 TO -0,85 9 1,15 1,15
-0,84  TO -0,75 18 2,31 3,46
-0,74  TO -0,65 24 3,08 6,54
-0,64  TO -0,55 12 1,54 8,08
-0,54  TO =0,45 10 1,28 9,36
-0,44  TO -0,35 4 0,51 9,87
-0,34  TO -0,25 15 1,92 11,79
-0,24  TO -0,15 10 1,28 13,08
-0,14  TO -0,05 11 1,41 14,49
-0,04  TO -0,05 16 2,05 16,54
0,06 TO 0,15 16 2,05 18,59
0,16 TO 0,25 19 2,44 21,03
0,26 TO 0,35 25 3,21 24,23
0,36 TO 0,45 39 5,00 29,23
0,46 TO 0,55 40 5,13 34,36
0,5 TO 0,65 81 10, 38 44,74
0,66 TO 0,85 121 15,51 60, 26
0,76 TO 0,85 178 22,82 83,08
0,86 TO 0,95 126 16,15 99,23
0,96 TO 1,00 6 0,77 100,00
TOTAL 780

Construct correlations. (B09)

CLASS INTERVAL FREQ PERCENT % CUM
-1,00 TO -0, 85 : 0 0,0 0,0
-0, 84 TO -0,75 0 0,0 0,0
-0,74 TO -0,65 10 1,28 1,28
-0, 64 TO -0, 55 28 3,59 4,87
-0, 54 TO -0,45 23 2,95 7,82
-0, 44 TO -0,35 33 4,23 12,05
-0, 34 TO -0,25 46 5,90 17,95
-0,24 TO -0,15 45 5,77 23,72
-0,14 TO -0,05 59 7,56 31,28
-0, 04 TO -0,05 65 3,33 39,62
0,06 TO 0,15 61 7,82 47,44
0,16 TO 0,25 61 7,82 55,26
0,26 TO 0,35 70 8,97 64,23
0,36 TO 0,45 79 10,13 74,36
0, 46 TO 0,55 63 3,08 82,44
0,56 TO 0,65 54 6,92 89,36
0, 66 TO 0,75 44 5,64 95,00
0,76 TO 0,85 24 3,08 98,08
0,86 TO 0,95 13 1,67 99,74
0,96 TO 1,00 2 0,26 100, 00
TOTAL 780



paas

e x @
— Q U - b —
e © = g fe———— =
o (7] e T
- = m
8- =
p— o
e s L e e S e ST .N o m 1Vl: .WJ
— = v o —
= N 0 > —
Al S
o = : "
S o £ R = = e
— C © s £ o s
G E o o to
— e = e o S o
= ©c O O O =
S - = ok
O & i o
w o ©
fe—s T o S
T S o e
e = = S
= = £ s _ :
T e ]
s TBCY H : =
e e [
=4
=
=]
=

\
MH
N

+ 30 +%

I
|
[
\
20 +,30 +40 +,30 +be 0

N =
- X
X

——— —— ey — S - Y

— + - e S e — N
B e e e e — z P
i e ITT T o= = S v
e s e — A=
—_— e = e = =
= T e e e e e = e o W
== 1 e [ e e = = e 3= e P
e e e e i oot s — *

T

. e O T S pene e —— = :
A o e ) e e T =
e e e e P e = = Ko P e e ==
— PR S — S—— S——— — |l.m! — ll.’.nrl b 1 °
s = = —— —— —— — s T v b
Tk ey ey 1 — L g et e 3 — et BESE P B

1= =i et e sl =
- —_—— - _ - ———— _— — — -— iy

e S e ey e o e e b = = T el r =

p—— =F

T e e e e s 3

-16 -~10

— P = == e =% o= = =
e s ot o ot | 3 = e
T — == t .

= =+ = —

| S—— - - c— e e— P S w— " SE—

5 = =
= = e = <9
1 ————— - 1‘4.

e e e = = P B heery e e e e i
e e e e L e E=T o e e e —_—

e e e SR = S

—r e = == — i —je

e e e, )
=S e e o T = o e e S e T B =

,.l e e e e r s nctan e e e e e e ey e P T X ST o U

o e e e e e e e e e sy e ez ey o, ey T T e

S = e = e e e e e e e e S T

R e e e R = = = = =z e e T S

e — — = T o s i o oy (g o ),
= e = R e e e e e e e R et g e =t )

“bho

-, 10

-




7.2.2.4

Central or modal responses

The patterns of social constructions of managers COl,
HO3, 1I0l, and DO6 are typical of the modal response
tendency for the sample under study. The cognitive
structures displayed by these managers are sufficiently
complex to reveal 1logical differentiation, yet not so
differentiated as to lack structural interpretation. The
table of component percentages for these four managers is

given below in Table 7.12:

TABLE 7.12

Component 1 Manager COl Manager HO3 Manager 102 Manager D06

O 0 N o0 1t »~ L N =

7.2.2.5

% % % %
46,35 46,21 50,10 47,89
20,25 17,03 17,95 20, 85
11,16 9,26 10,34 9,21

7,19 8,38 5,72 6,82
5,69 6,15 4,87 5,68
4,40 4,94 4,24 3,39
2,65 3,87 2,69 3,05
1,76 2,97 2,59 2,12
0,56 1,20 1,51 0,99

The individual companies A - J

The graphical plots of the ten separate companies are
given in Figures 7.12 to 7.21. The results for the ten

companies combined are illustrated in Figure 7.22.
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FIGURE 7.12
The consensus grid for 9 managers (a role-set) in company A
showing the portioning of the managers in construct space:
components 1 and 2.
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FIGURE 7.13
The consensus grid for 9 managers (a role-set) in company B
showing the positioning of the managers in construct space:
components 1 and 2.
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FIGURE 7.14
The consensus grid for the 9 managers
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FIGURE 7.16
The consensus grid for the 9 managers in company E.
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FIGURE 7.17
The consensus grid for the 9 managers in company F.
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FIGURE 7.18
The consensus grid for the 9 managers in company G.
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FIGURE 7.19
The consensus grid for the 9 managers in company H.
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The consensus grid for the 9 managers in company J.
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Figure 7.22

In Figure 22 it can be seen that a certain degree of vertical
differentiation (reading from right to left) has occurred in the
perception of managers in different roles. There appears to be a
clear lower limit to the F band decision-makers - the general
manager. However, 3 financial and 3 marketing directors are also in
this zone. In certain companies policy decisions are made by
E band managers in their role as members of the board. However,
these same managers often program the policy decisions and act in
their functional role at the E band level. There are 5 D band
nanagers out of 23 in the E band zone and 7 E band managers in the
D band zone. These differentiations are all along component one.
There is also clear differentiation along component two (vertical
axis) with the personnel functionaries being primarily in quadrant
four.
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FIGURE 7.23
The personnel manager (or director) at the E band level in 10
different companies (A - J) as perceived by his role-set.

In company A the personnel manager had previously been in
corporate planning. In company C the personnel manager was
promoted to the board of directors soon after the data had been
collected. The personnel manager in company F held an MBL degree
and left the company to take up a position in general managenment
with another company towards the end of the data collection in the

company.



FIGURE 7.24
The personnel manager (director) at the E decision band level

perceived "as he ideally ought to be" by role sets of managers in
10 different companies A - J.
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FIGURE 7.25
The marketing manager at the E band level in 10 different
companies (A - J) as perceived by his role set.
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FIGURE 7.26
The financial manager (or director) at the E band level as
perceived by his role set in 10 different companies A - J.

The financial manager of company F was in this company the
financial and administration manager and did not make decisions on
the source and application of funds. These were made at the group
level. He was considerably older than other financial managers
and was not considered to be particularly effective (interview
data).
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FIGURE 7.27
The production manager (director) at the E decision band level in
10 different companies as perceived by his role set.
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FIGURE 7.28
The personnel manager at the D band level in 10 different
companies as perceived by his role set.
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FIGURE 7.29
The sales manager at the D band level in 10 different companies as
perceived by his role set.
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FIGURE 7.30 .
The financial accountant at the D decision band level in 10
different companies as perceived by his role set.
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FIGURE 7.31
The production manager at the D decision band level in 10
different companies as perceived by his role-set.
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FIGURE 7.32
The managing director (decision band level F) in 10 different
companies (A = J) as perceived by his role-set.
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7.2.2.7

The bases of power instrument

In a study done by Cogill (1975) on assessment centre
results it was observed that a large proportion of
variance 1is accounted for by the first components in
managerial assessments., The assessment centre dimensions
which loaded on component 1 were concerned primarily with
dynamism, activity, power/potency. It was decided by the
researcher to include the Holzbach (1974) instruments to
determine whether there was any further differentiation of
the first component as may be inferred from the French and

Raven (1968) framework.

Table 7.12 depicts the results of the principal
components analysis of the Holzbach instrument. No clear
component structure has emerged since there is no pattern
in the loadings across the components corresponding to the

four sub—-scale measures.

Table 7.13 depicts the results of a factor rotation -

Direct Quartimin Factor Pattern which fails to reveal any

clear separation of the sub-scales of legitimate power,

reward power, coercive power, expert power or referent

pover.,
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ITEM COMPONENT

TABLE 7.12

Loadings on components for French and Ravens’ Bases of Power

COMPONENT COMPONENT COMPONENT COMPONENT SUB-SCALE

O 00 ~N O U W N

N N N N NN - b e e e ke e e e
UV~ WD = O W 0N YWY - O

1
s 77
» 96
» 83
» 80

2

,62
-,13
-, 44
-, 55

- 13
,05
~,08

3
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4

-,09
,02
-,21
,05

5
-,05
»21
,08
,01

Legitimate
Reward
Coercive
Referent
Legitimate
Legitimate
Coercive
Expert
Reward
Coercive
Referent
Referent
Reward
Coercive
Expert
Expert
Referent
Expert

Referent

" Expert

Coercive
Reward
Coercive
Reward

Reward



TABLE 7.13

ITEM COMPONENT COMPONENT COMPONENT COMPONENT COMPONENT SUB-SCALE
1 2 3 4 5

1 »29 543 »26 s34 »31 Legitimate
2 ,93 -,00 , 20 -,01 -,01 Reward

3 , 83 -,30 -,08 -,02 ,21 Coercive
4 ,78 -,33 -,17 ,18 ,04 Referent
5 -, 16 »13 ,05 1,02 ,06 Legitimate
6 »29 ,78 ,03 »25 »23 Legitimate
7 » 34 , 24 » 73 ,07 -,04 Coercive
8 , 67 22 s 15 ,33 , 04 Expert

9 ,90 ,35 s 11 ,01 ,11 Reward

10 -,23 -,05 »95 , 09 ,19 Coercive
11 , 60 -,26 ,13 526 , 24 Referent
12 , 66 -,23 ,14 , 20 ,23 Referent
13 »93 -, 17 »11 -,01 -,06 Reward

14 -,30 ,67 »35 -,31 ,26 Coercive
15 , 43 -,24 455 ,21 ~-,04 Expert

16 »32 , 06 ,21 567 -,07 Expert

17 246 -,23 s 27 , 46 ,00 Referent
18 , 50 26 357 ,18 -, 10 Expert

19 »58 -,21 3 24 »20 »27 Referent
20 s 56 -,05 »30 »33 ,02 Expert

21 -,23 593 -,05 5,16 -,07 Coercive
22 , 65 -,08 -,21 , 43 y12 Reward
23 -,01 ,01 -,01 -,04 1,00 Coercive
24 »99 -,04 ,06 -,02 ,09 Reward
25 92 ,21 -,25 »15 ,14 Reward

DIRECT QUARTIMIN FACTOR PATTERN MATRIX
1 2 3 4 5

1 1,00 - 19 »29 5 64 25

2 -, 19 1,00 420 ,08 ,16

3 »29 »20 1,00 »35 »25

4 » 64 ,08 »35 1,00 325

5 +25 »16 »25 »25 1,00

DIRECT QUARTIMIN FACTOR CORRELATION MATRIX
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7.3

Conclusion

The cognitive maps derived demonstrate clearly the existence
of perceptual structuring on the part of managers, both as
individuals and in their respective role-sets. The effect of the
process becomes even more vivid when one compares these cognitive
maps with Figures 6.4 to 6.9 which demonstrate the results that

would be obtained in the absence of any such perceptual mediation.

Simon (1952) remarked:

The limit of human understanding in the presence
of complex social structures leads human beings
to construct simplified maps (i.e. theories or
models) of the social system in which they are
acting, and to behave as though the maps were
reality (p.1135).

Empirical support for the existence of such maps in a defined

organizational setting, the role-set of the dominant coalition of

managers, has thus been provided in this dissertation.
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CHAPTER 8

DISCUSSION OF RESULTS

Although organizational policies and
structures may be elaborated separately from
their memberships, people populate and work
them, and the interplay of people and
structures defines the phenomena of
organization (Lichtman & Hunt, 1971, p.271).

Analysis and testing of the hypotheses

A perspective has been provided by the overall analysis of

the findings.

Hypothesis 1  Whatever the constructs are that managers use in
the assessment of other managers the patterning of such
constructs will be simplified into relatively few (2 or 3)
channels or filters. A manager’s perceptual construction of
the interactive role-set (his cognitive map) will display
patterning or structure which simplifies the total repertoire
of evaluative dimensions to him.

The principal components analyses conducted on each
manager’s grid showed that three major interpretable components
energed, the first accounting for an average of 46,677 of the
variance, the second an average of 18,37% and the third an
average of 11,77%. The consensus grid for all managers, which
combined their perceptual views of members within their
respective role-sets, displayed a similar structuring with the
first component accounting for 60,77% of the wvariance, the

second 17,727% and the third 9,557%.

The outcomes derived from these measured grids were
compared with the outcomes which would have been derived in the

absence of any perceptual structuring. Multiple t tests as

- 241 -



well as Hotelling’s multivariate T2 and Mahalanobis’ D?
were used to determine inferentially whether or not the
distributions could have arisen by chance. The null hypothesis
may therefore be rejected and the alternative research
hypothesis accepted, that is: A manager’s construction of the
interactive role-set (his cognitive map) will display
patterning or structure which simplifies the total repertoire

of evaluative dimensions available to him.

Hypothesis 2 The component structure which emerges from an
analysis of these constructs will display characteristics of
potency, empathy and managerial competence.

Analysis of component 1 indicates that, in fact, it is a
conmponent concerned with general management ability with a
preponderance of dynamism and power factors, that is potency.
The structure of the overal‘l component is, however, not such
that it could be termed power. According to French and Raven
(1968) it may be necessary to identify the wvarious bases of
power within this overall clustering of constructs. However,
an attempt to identify these differential power bases did not

reveal positive results in this study.

Component 2 has high loadings on 'people" and psycho-
logical processes as opposed to managerial role functions and

could be termed empathy.

Component 3 has relatively few constructs loading on it.
A visual inspection of the constructs loading on component 3

are nevertheless indicative of competence.

Hypothesis 3 The perception of managers in the functions
marketing, production, finance and personnel will be relatively
consistent in the companies of a particular industrial sector
in terms of the level of decision making.

The role perception matrix figure does display a
relatively high degree of role differentiation among the

functions and levels of the Paterson (1972) decision-band
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systen for the higher levels of production and marketing. In a
few cases where marked deviations from particular
role—expectations occur they can be explained by the interview
data. Absolute definition with clearly defined boundaries
would, in terms of the phenomena being investigated and the
nulti-dimensionality of the constructs, be somewhat unexpected.
Organizations are not represented by formally defined
organograms but may be considered as an aggregate of structures
with the informal at times dominating the formal. The amoebic
forms of the venn diagrams chosen to represent the function at
the respective levels are possibly more appropriate than the
formal organization charts typically wused by managers in

representing organizational phenomena.

Daft and Wiginton (1979) remark that, as the field of
organizational research moves toward richer conceptualizations
or organizations, such as social culture, organizational
researchers may have to reach out and utilize new forms of

expression.

Hypothesis 4 In terms of the strategic contingencies theory of
power~-acquisition (Pfeffer and Salancik, 1978) the staff
function of personnel mnanagement will be perceived markedly
differently from other functions.

This proposition holds true especially for the D-level of
the personnel function. In fact the overall lack of ability to
influence the resources of the organization at this level is
exceeded only by that of the accounting function at the
equivalent level. The position of the most senior personnel
functionary (E-level) is relatively lower than that of any of
the other E-level functions and is exceeded by the production
D-level role-occupants in general. In an overall judgement by
81 other managers it is their considered opinion
(role-expectation) that the personnel manager at the E-level

ideally ought to be positioned further along the dimensions

- 243 -



constituting component 1 and ought to be slightly less
emphathetic than he actually is.

Hypothesis 5 The staff function of accounting, particularly at
the D-band of decision making, will also be perceived to have a
weaker power base than the other functions at equivalent
levels.

The overall positioning of the accounting functionary at
the D-band level is relatively the lowest on component 1. This
may be for similar reasons to those discussed when discussing
hypothesis 4. 1In addition, however, there is a high degree of
variation in the responsibility accorded to financial managers
across organizations in this study. As pointed out previously,
the majority of companies in the study had also computerized
their accounting function and the true financial decisions,
which are more contingently related to various power bases,
are the responsibility of the financial manager at the E-level

of decision-making.

Hypothesis 6 Managers at the E-band decision-making level will
display cognitively more conplex patterns of perceptive
structuring than those at the D-band level.

This hypothesis, which was based on the premise that
managers at the E-Band level would have to be capable of a

higher degree of differentiation, was borne out.

Hypothesis 7 Finance and production managers will be perceived
to be relatively high on the potency dimension but relatively
low on empathy.

This hypothesis is difficult to test from the data since

it depends largely on the bases of power being considered.

Finance (E-level) managers emerged second to the managing
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director in terms of perceived overall managerial activity.
There was, however, no clear positioning of production managers
at the E-level. Production managers emerged relatively low in
comparison with other managers on empathy. Financial managers
at the E-level, contrary to the hypothesis, did not emerge low

on enpathy.

Hypothesis 8 Finance and marketing will be perceived to be
relatively higher on the potency dimension than production.

This research hypothesis may be accepted in terms of the

results depicted in Table 7.6 and Figure 7.2.

Verification of fundamental postulate and certain corollaries

~ Fundamental postulate

Kelly’s fundamental postulate (Chapter 3, p.84) is
substantially supported by the results of this thesis. A
person’s perceptual processes do not operate in a random manner
but rather within a system of flexible but restrictive pathways

that constitute a network.

Kelly (1955) used the term "to construe" to mean to
interpret, to understand, to deduce or to explain. According
to Kelly, personal constructs are an individual’s conclusions
or interpretations about life. Kelly developed the view that
life is not so much a matter of objective events as it is of
what one makes of those events. For Kelly, the person is only
constituted in relation to others and constructs are available
through interaction with others and obtain mneaning in the

context of that interaction.

According to Kelly, the formation of an impression of an
individual’s personality is not simply a nmatter of
characterizing his or her behaviour on the basis of one’s own

personal constructs. It also involves making inferences about
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the psychological processes of the other. Kelly proposed the
theory that an individual’s behaviour develops out of his
construction and anticipation of events. It has been
demonstrated in this thesis that "social construction” occurs
both through the processes of perceptual filtering and also

through the formation of simplified cognitive maps.
Although not specifically tested on a hypothetico-
deductive basis, a number of Kelly’s corollaries were also

confirmed:

~ Corollary 2. 1Individual corollary

It was found in this study that there were individual
differences among managers in their construing of social

structure.

- Corollary 3. Organization corollary

Although Hinkle’s (1965) technique of laddering was not
utilized in the elicitation of constructs from managers, it
was found that constructs such as '"positive image", "held in
high esteem", "formulates effective policy", tended to
emerge earlier in the interview situation than did
constructs such as "controls well", "organizes well", "plans
effectively". This could, however, also have been a
function of the fact that, in the process of eliciting
constructs, the subject became more discriminating in his

perceptions as the interviewer prompted for more constructs.

- Corollary 4. Dichotomy corollary

Each construct elicited by way of the Repertory Grid
technique elicited a pair of opposites. Each construct
involved a contrast. In line with Kelly’s theory the

construer (manager) classified someone as having a corporate
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or general managerial view as a replication of something he
has seen before. Critical incidents were often quoted and
encouraged by the interviewer in order to emphasize the

perception of behavioural events on the part of managers.

In Kelly’s view it 1is impossible to see similarity
without at the same time having a contrast in nind. The
constructs elicited all had contrasts — in nany cases direct
opposites, and in some cases semantically diametrically
opposed but not necessarily a negation of the alternate
pole, for example, "has corporate view - has specialist

view" or "people orientated - production orientated".

Corollary 6. Range corollary

The constructs elicited from managers were all within
the range of the objects being construed and the 90 managers
in the study did not omit to complete ratings on the basis

that particular constructs did not apply.

Corollary 7. Experience corollary

Within the domain of the elements under exanination,
that is the behaviour of other managers, individual managers
in the study did not display a maximum number of constructs
which they were able to utilize. The number of constructs
elicited ranged between 12 and 56. After a series of
interviews the constructs generated by the Repgrid technique

began to overlap.

The dynamics of the experience corollary could not be
analyzed in this study. In Kelly’s opinion a person does
not use the same set of constructs forever. The process of
learning leads to a constant revision of constructs, the
abandonment of the obsolete ones and the incorporation of

more significant ones.
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- Corollary 1ll. Sociality corollary

According to Kelly the formation of an impression of an
individual’s personality is not simply a matter of
characterizing his or her behaviour on the basis of one’s
own constructs. It also involves making inferences about
the psychological processes of others. Although managers in
this study displayed a wide range of individual differences
with respect to their construction patterns, they were

nevertheless able to relate, role-wise, to each other.

- Conplementality corollary (Chapter 3, p.96)

Thomas (1979) maintains that the complementality
corollary formulated by himself serves to link commonality

with the other social corollaries.

One of the most important analytical aspects of this
thesis has been to identify the commonality between the
constructions of experience among members of a group and to
reveal, by way of the consensus grid, analysis of system

properties.

In contrast with traditional work done within the Kellian
framework, which 1is primarily idiographic, this study is
essentially nomothetic. Within the domain of clinical
psychology most Repertory Grid studies, including disser-
tations, for example, those of Dresser (1964), and Topcu
(1976), have been idiographic in character. In a relatively
recent annotated bibliography Fransella and Bannister (1977)
illustrate the diversity of grid usage. However, no reference
is made to the personal construct systems of managers, neither
did the researcher encounter, in subsequent 1literature, work
done in this area, except for that done by Smith (1976). The
closest work, from an organizational behaviour point of view,
was found in the image area (Chapter 4) where the repertory

grid technique has been applied to elicit constructs. The
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8.3

subsequent analysis in these studies has, however, invariably

been of a semantic differential nature.

Extension of the grid technique in the managerial area at
a nomothetic level of analysis allows the concept of organ-
ization and institution to be introduced into the personal
construct psychology approach to social systems, as has been

noted by Thomas (1979).

Upon analysis of the constructs utilized by managers in
this study, it will be seen that the constructs are mainly
orientated toward what managers do, that is, behaviourally or
action orientated as opposed to personality orientated. This
is in contrast with the work quoted in Chapter 3, in which
researchers indicated that there is an increase in the use of
personality constructs with age. In this study such
developmental trends were not an object of study; nevertheless
it is noteworthy that the frequency of personality constructs
is lower than that concerning behaviour. It would appear that
this difference in the findings is not a negation of the
findings of other researchers but demonstrates clearly that
there are other contingencies involved, for example, the
elements themselves, the setting, and the particular question

posed when eliciting the constructs.

The within-conmpany construct systems

The within-company social construction of managers’
role-perceptions 1is reflected by the Figures 7.12 to 7.21

derived by a mnultidimensional scaling technique.

Overlays of 1individual role-incumbents across companies
are provided in Figures 7.23 to 7.32 to highlight these
role-perceptions.

There is a high degree of similarity among the ten
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companies when comparing components 1 and 2 with respect to the

;positions (elements) -of:

Managing Director
Financial Accountant
Financial Director
Personnel Director
Personnel Manager

The positions of sales manager and marketing manager, as
well as director of production, tend to be far more scattered
in terms of their relative positioning in different firms.
Examination of the percentage of variance contributed by each
element for the combined companies shows, however, that these
three positions are relatively low in terms of variance. The
conclusion which may be drawn is that although the positions
may vary across firms, the within-firm variation is relatively

low.

An overlay of the positions in the 10 companies reveals
sone degree of clustering according to Patersonian levels F, E
and D, as well as differentiation according to function: for
example, personnel (D-level), accounting (D-level), finance

(E-level) (Figure 7.22).

This interpretation is, of course only in two-dimensional
space. Yet a third orthogonal component exists (quantitative,
scientific, analytical) on which the -elements financial
director, production director and financial accountant have
relatively high loadings. Elements which load negatively on
this component are sales manager, marketing director and

personnel manager (Table 7.8).

Three positions on the overlay map are worthy of further
comment. The position marked 3 (financial director, company F)
though termed in the company "financial and administrative

manager' turned out (as determined from interview data) to be
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occupied by a manager performing primarily an administrative
function and that the source and application of funds were
primarily determined at corporate level. In effect, the
manager was performing a senior accounting function, although
designated by title and job grading level to be at the E-level.
The incumbent had been with the company for many years and is

close to retiring age.

The position marked 4 (manufacturing manager, company F)
was that of an incumbent who left the company whilst the study
was in progress in that company and was judged. by other

managers in the company to be most ineffective in all respects.

The relatively high degree of scatter of position No.2
(marketing director) may be explained by the varying power of
marketing in the companies in the sample. Although all the
companies were in the manufacturing industry, four were in
engineering and four in home products and consumer goods. The
marketing managers at E-level (marked 2) were not, however,
distributed according to the importance of marketing from a
consuner point of view. The two marketing managers rated
highest on component 1 were in companies producing goods for
the mining industry, whereas the marketing manager rated third
was in a company producing automotive batteries primarily for
the original conponent automotive industry. The industrial
narketing managers appear to have had slightly higher loadings
on component 1. Two marketing managers whose positions are
marked 2 in quadrant 2 are judged to be low on constructs
associated with empathy. The majority of marketing managers in
these companies (8 out of 10) had been technical product
managers before (five with engineering degrees) accounting for

the relatively lower position on dimension 2.
Production and marketing are two functions which at the
nore senlor (E) level could be major sources of heterogeneity

in this study. Although the sample was chosen to be as
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homogeneous as possible, differing technologies and market
environment effects did, nevertheless, have an influence on the

design of the companies.

Schepers and Grant (1969) found in their earlier studies
done on the structure of African intellect that heterogeneity
of samples had an important bearing on factor structure and

could, in fact, cause factor structure to collapse.

In this study the effects of the "collapsing" of factor
structure may be found in the percentage of wvariance accounted
for by the first component for individual managers (X = 48%) to
the percentage of variance accounted for by the first component

in the consensus grid for 90 nmanagers - 60,64%.

Interpretation of the perceptual space in more than tﬁree
dimensions on to the surface of a globe becomes increasingly
complex. Theoretically the space has as many dimensions as
there are constructs. The human nind is normally capable of
interpreting only in three dimensions. In this and other
nulti-dimensional scaling techniques there are theoretically an
infinite number of possible dimensions. As one proceeds beyond
three dimensions, however, the task becoges increasingly
complex, if not impossible. The fact that so much structure

has energed is in itself significant.



CHAPTER 9

9.1

SUMMARY AND CONCLUSIONS

It is probably no mere historical accident that
the word person, in its first meaning, is a mask.
+seIt 1is rather a recognition of the fact that
everyone is always and everywhere, more or less
consciously, playing a role... It is in these
roles that we know each other; it is in these
roles that we know ourselves (Park, 1950, p.249).

Introduction

Analysis of the empirical results in Chapter 7 revealed
that managers impose a certain order or structure on the social

world within which they exist.

The institutions in which one functions in society are the
products of human action and in their objectified form they
become part of the real world in which we live. Berger and
Luckman (1971) view this as a dialectical process in which
individuals are engaged collectively in construing this object-

ivity. This in turn shapes what individuals become.

People are continually construing their social worlds.
Through their interactions with each other social patterns are
gradually built and eventually a set of institutional arrange-
ments 1is established. Through continuai interactions the
arrangements previously constructed are gradually modified or

replaced.
The production of social structure is itself guided and
constrained by the context. The existing social structure is

an important constraint in the process and it often produces a
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9.2

social world which influences managers, constraining their

actions.

In this study it has been demonstrated that the above
phenomena are mnanifested in at least two ways. First,
managers, as do all human beings, simplify their social worlds
by construing their roles in a simplistic way, through a

selected number of "filters' or 'channels'.

The manager’s nind works with verbal codes
which summarize complex events and task-
relevant information (Daft & Wiginton, 1979,
p.184).

Secondly, representations in three-dimensional space by
means of multidimensional scaling techniques indicate the
effect of organizational factors such as structure and role

(function) which transcend personality differences.

Individual construct systems

In Table 7.2 it can be seen that although each manager in
the study had the opportunity to wutilize 40 different
constructs, there was such a high degree of association between
groups of these constructs, that 76,83%Z of the variance was
accounted for by the sum of the first three orthogonal
conponents. The first component or major cluster of comstructs
accounted for 46,67%Z of the variance. In an analysis of the
expected distribution of quasi-grids, a theoretically derived
nodel in which managers would not "psychologically channelize
events" (Kelly, 1955), the expected proportion of variance
accounted for by the first channel or filter would have been
only 19,64%. Separate t tests and an overall nultivariate
Hotelling’s I? and Mahalanobis”’ 2? were computed to
deternine whether the observed results could have been obtained
by chance. The research hypotheses set up were confirmed. The
structuring or perceptual filtering which did take place could

not have been attributed to chance.
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Exanination of Table 7.2 will reveal that that there were
individual differences among the 90 managers in the sample with
the lowest percentage of variance contributed by the £first

conponents being 19,737 and the highest 70,21%.

A comparison of the distribution of the correlation
coefficients for the measured quasi-grids and the resultant
X2-test reveal that the number of construct
inter—-correlations above the 0,65 level is well in excess of
that which may have been obtained by chance. Tables 7.6 to 7.8
are reflections of the three main components or 'channels"
which managers typically used in construing their social worlds

in this study.

In addition to confirming the results of studies on
inplicit personality theory conducted outside the managerial
domain (Chapter 3), the results of this study may serve to cast
further light on the way in which managers actually function in
organization as opposed to the way in which they ideally ought
to. The classical view held is that the manager organizes,
co-ordinates, plans and controls in a systematic manner.
Mintzberg (1975), however, suggests otherwise. On the basis of
his own research and that of others on the nature of managerial

work he concludes that in fact:-

- mnanagers are not reflective systematic planners. Study
after study has shown that "... their activities are
characterized by brevity, variety, and discontinuity and
that they are strongly oriented to action and dislike
reflective activities" (p.52). ’

- mnanagers do not utilize information from well sourced
conprehensive management information systems. He found in
fact that "managers strongly favour the verbal media -
namely telephone calls and meetings ... Managers seem to
cherish "soft" information especially gossip, hearsay and
speculation" (p.52).

Whilst these findings, taken from the context of

Mintzberg’s book, sound somewhat harsh, they are nevertheless
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9.3

9.4

generally not disputed by practising managers. The findings do
not necessarily reflect adversely upon managers from the point
of wview of value judgements but strongly emphasize man’s
limited capacity to process large quantities of information.
Whilst managers may have many evaluative constructs or

dimensions with different names, they do, either in terms of

implicit personality theory (Bruner & Tagiuri, 1954), trait

inference (Hays, 1958), or correlational bias (Berman & Kenny,
1976), have underlying theories of organizational behaviour
(Davis, 1968).

Group construct systems

In this study evidence was found for the existence of a
relatively well-defined set of group «constructs and the
patterning of group constructs giving the first empirical
evidence known to the researcher in favour of Thomas’ (1979)

comnonality corollary.

The individual company role construct maps (figures 7.12
to 7.21) as well as the consensus map for each of the ten
companies (figures 7.2 to 7.4) depict clearly the existence of
social structure. A synthesis of the positions of individual
role incumbents leads to a well-defined clustering of
particular role occupants defined in terms of the axes of

differentiation defined.

The personnel function

The relative position of the personnel managers has
already been highlighted in discussing hypothesis 4. The
personnel function and its institutionalised presence in the
personnel department often lack clear direction and purpose. A
research study done by Ritzer and Trice (1969) found for

exanmple:
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The role of the personnel department was not
clearly defined. There was a lack of clear
definition in management’s expectations of
the personnel management function... The
author of the report felt that the unclear
definition of personnel responsibilities was
the root of many of the problems found in the
personnel department. This lack of
definition applied to the purpose of the
personnel function, the relationship of the
personnel function to 1line management, and
the relationship to other departments on
personnel natters (p.65).

In this dissertation it has been shown by comparing the
perception of the E-Band personnel director with the
perception of what he ought to be like, that the two domains
are distinctly different. (Figures 7.22 and 7.23).

A plausible explanation of the relatively low positioning
of the personnel function along the first component reflecting
overall managerial ability is also related to the personnel
director’s relative incapability of exercising influence over
the attitudes and behaviour of other individuals or groups. In
order to exert influence a group or individual must possess or
control something, for example status, money, information,
knowledge, that is valued by and salient to those they wish to
inf luence. Power is a contingent, not an absolute, power

base.

Interview data collected in this study revealed that
E-level line managers perceived their personnel departments to
be primarily concerned with the technological aspects of the
function. Eight out of nine managing directors and 29 out of
36 E-level managers saw the main role of the personnel
function as the "appointment of the right people" (selection),
"training and handling liaison committees and other industrial
relations structures'". Only one managing director saw the role

of personnel in broader managerial terms:
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A major measure of the company’s success is
reflected in the bottom 1line (financial
statement). In order to achieve financial
objectives we have to optimize resources, and
people are one. The major role of the
personnel manager is to advise, set goals and
devise means of achieving goals that will
maximize the human resources of the company.
(Managing Director Company B, 1980)

Whenever managers interviewed in this study discussed
aspects of the personnel function in their own companies they
highlighted the inability of personnel managers to relate to
line management’s needs and perspectives. They were quoted as
being '"technically too specialized", '"too involved in psycho-
logical theory", "having insufficient strength of conviction",
"low impact™, '"having no or relatively low concern for

profit".

Ritzer and Trice (1969),in a study based purely on
interview data, found, in general, that personnel departments

were:

~ primarily passive - not initiators;

- defending the status quo rather than being creative and
attempting to exercise leadership;

- reacting to, rather than anticipating problems;

= not standing up to be counted;

= carrying out management decisions, but not helping to shape
management thinking;

- not business (profit) orientated;

- not prepared to take risks;

- lacking influence with management.
Also reporting from the U.S.A., Foulkes (1975, 1977)

reports on virtually identical perceptions of personnel

managers conducted in a wide range of business organizations.
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Legge (1978) reports that line management in Great

Britain:

- tends to have a confused, hazy and/or stereotyped perception
of the potential nature and scope of a personnel
department ‘s activities;

- at the mniddle and junior level in particular, tends to
consider that personnel departments are out of touch with

the kinds of problems and constraints which face them.

If one examines the constructs used by managers in
evaluating the personnel function in South African companies,
many similarities may be found with the basic interview data
above. However, from interview data of this dissertation both
managing directors and E level managers saw, unlike the British
researchers, that the greatest challenge facing personnel
management was that of industrial relations and that this was
one of the main areas in which they expected to find their
personnel departments functioning in the future. Blau (1964)
aptly summarizes expert power as a potential power base which
could well lead to an increase in the power and status as well

as general Dbusiness involvement of personnel managers.

By supplying services in demand to others, a
person establishes power over then. If he
regularly renders services they  cannot
readily obtain elsewhere, others becone
dependent on and obligated to him for these
services unless they in turn can supply
services to the former person that he needs.
The power of one individual over another thus
depends on the social alternatives or lack of
them available to the subjected individual
(p.118).

Recent events in the field of labour relations in South
Africa reinforce the need for expertise in industrial/labour

relations.
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9.5

Salancik and Pfeffer (1974) found that sub-units in an
organization acquire power to the extent that they provide
resources critical to the organization and that power affects
resource allocations within organizations in so far as the
resource is critical to the sub-units and scarce within the
organization. In this study it has been shown that there are
distinct differences in sub-unit power and that differentiation
occurs even within sub-units depending on the decision-making

level.

Salancik and Pfeffer (1974) point out that power in social
systems may be vertical or horizontal and that it may also be
interpersonal or 1involve relations Dbetween organizational
units. Unfortunately social science research has in the past
been dominated with a concern for vertical interpersonal power

- the influence of one person over another.

Perrow (1970) is, however, one writer who has criticized
this preoccupation with vertical power differentials and has
noted that it has created a lack of attention to the important
issue of power differences among sub-units in organizations.
He suggests that horizontal power is the means by which

interacting people obtain benefits for themselves.

In this dissertation it has been demonstrated clearly that
perceptual mediation does occur when managers perceive their
superiors, peers and subordinates. The two major sources of
influence in the perceptual processes of managers are, first,
cognitive structuring leading to a high degree of correlation
anong the constructs or evaluative dimensions being employed
and, secondly, the context of their functioning as reflected by

the role that the manager plays.
CONCLUSIONS

The major thesis has been that managers have certain

"cognitive maps" or structures which they use in interpreting
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their functional worlds and which therefore affect their

behaviour.

Many theorists, ranging from Tolman (1948) to Sipon
(1952), to Daft and Wiginton (1979) have referred to these

theories or models which managers hold about organization.

Empirical verification for the existence of these models,
in particular role sets, has been provided by way of a visual
representation of perceptual structuring derived fronm

nultidimensional scaling.

In this thesis the concept of role has been regarded as
central in the process of organizing and the concept has been

utilized as one of the major frameworks of analysis.

It is contended that the perspective and level of analysis
adopted are appropriate to models of organization which alert
one to the importance of the organization member in determining

the content of organization.

- 261 -



APPENDIX 1

T jversity of the Witwatersrand, Johannesburg
raduate School of Business Administration

t David's Place, Parktown, Johannesburg
al address P O Box 31170, Braamfontein 2017
lephone (011) 642-4771  Telegrams ‘Embark’

Interfunctional Perception in Organization - Ph.D. Research Study

I am presently conducting research on interfunctional and interpersonal
perception in organization (finance /marketing/personnel/production). The
results of this research programme should have considerable benefit not
only for the discipline of organizational behaviour, but also for the
different professions involved in these functions as well as for
individual companies who may use the results.

In terms of the sampling strategy your company has been selected for
inclusion in the study. Should you decline to participate (which I hope
you will not) another company will have to be selected.

The study involves a 60-minute interview and questionnaire (combined time)
with each of:

1. The senior co-ordinating executive of the major functions.
(General Manager or Managing Director)

B The senior manager of the functions : finance/marketing/personnel/
production.

3. An immediate subordinate of each of the managers in 2.

In return for the time given to me in gathering the above data, I shall
provide each participating company with a short report for management on
the results of the entire study.

Should you decide to participate in the study I would welcome an

opportunity to meet with you briefly to allow me to give you more details
or answer any questions which may arise.

C. J. COGILL

SENIOR LECTURER IN ORGANIZATIONAL BEHAVIOUR.

CJC/n
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APPENDIX 2

; The purpose of this research is to find out how people see others, how observant
. they are in noting differences between people and how they describe other
peop]e .

" When interacting with superiors, subordinates and peers in the same function or
" in different functions, one forms judgements with regard to how they behave in
- the work situation along different behavioural dimensions, e.g. cautious or
impulsive, energetic or lethargic.

© The list of dimensions below has been obtained from a representative sample of

- South African managers. This 1list contains the dimensions, which people in

organisation typically wuse in describing each others' behaviour. For each of

the persons in the positions specified on each page of the questionnaire,

. attempt to get a mental picture of that person in your mind. Think of the

. behavioural characteristics which that person typically displays and then rate
that person.

Please complete the rating for the nine role occupants on each dimension before
proceeding to the next dimension.

1. There are no right or wrong answers. We are only interested in relative
performance of the role incumbents along the behavioural dimension.

» 2. Feel free to use the entire range of the scale

(a) If the description is strongly characteristic of the person being rated
then place your tick at one end:

CAUTIOUS g 2 1 O 1 2 3 IMPULSIVE

Vo

or CAUTIOQUS 4 % & & B & AR IMPULSIVE

(b) If the description is quite closely related to the person, but not
strongly so:

CAUTIOUS § ®E & w4 g d IMPULSIVE

or CAUTIOUS TR IMPULSIVE

(c) If you feel the person is slightly more one than the other:

CAUTIOUS ¢t vt ¢ ¢ IMPULSIVE

or CAUTIOUS P8 3 8 s IMPULSIVE

(d) If the dimension is neither characteristic nor uncharacteristic of the
role occupant, place your tick in the centre block.

CAUTIOUS B B agfw w8 FE IMPULSIVE

3. Work at a fairly high speed: do not worry or puzzle over individual items -
it is your first reaction that is the most useful to us.

4. Be sure that you tick every scale : do not omit any.

5. Never put more than one check mark on a single scale.
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