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Introduction 
Sytemic properties of organizarions can haue an 

impact on many aspects of the work situarion. Un- 

fortuna+, because of pr»hlcms inhereni in re- 
scarch in this area, we srill know~ r&tively little 
atmut the ways in which orgmizational properti& such 
as thc mwall style of management affect cmplo~:ees 
at difl.erenr hicrar<:hical lev&. Past research has 
shown organizational variables to affect employee 
responses, but there are many shol-tcomings in this 
research. For example, only a narrow range of 
rmployee responses have been considered, interac- 
tions among predictms are often ignored, and Ix- 
haviwal responses (as opposed to attitudes) have 
seldom been studied (Berger & Cummings, lYi9). 
This st.udy focoses on the extent to which wganiza- 
tional charactrristir:s chape employees’ perceptions, 
at~tirudes, and behaviors. 

Operationalizations uf organizational variables 
have usually relied on employees’ prrceptions only. 
Penley and Hawkins (1985) measured perceptions 
uf organizational communication. rannenbaum 
(1974) used graphs uf perceived organizational con- 
t.rol, and Drexler (1977). Joyce and Sloan,, (1984), 



and ‘lewman (19i5) used measures uf perceived 
organizational climate, ta name but a fcw. 
Operationalilations other than rhrough employee 
perceptions are the exceprions rather than the rule 
If we are to understand what Cactors in work organi- 
zations aff?ct employees the use of measures uf 
organizational properties obtained from sour~:cs 
other than employee perceptions is imperatiw 

‘l-he present study examines the relationship be- 
tween 0rgaICzations’ managcrial styles and 
employee responses in ways tbat parCall\; sidesrep 
some of rhese flaws. hianagerial styles are defined 
as the prevailing managerial philosophics of the 
organizarion. The term does not refer to the man- 
agerial philosophies or act.ions of individual super- 
vison (which can he termed leadership styles 
more appropiateh; Bass, 1981). Rather, rhr rerm 
refers to the overarching beliefs and values that 
guide the organization’s design and t.unctioning. 
Although individual managers may vary in t.hcir 
bel¡& and behaviors, rhere is often rclatively grea- 
ter consistcncy in these variables within an organi- 
zation than betwwn organizations. 

We expect managerial styles to have srxne impact 
on perwptions, attitudes, andbehaviors. Obviously, 
rhese variables arr also affected by orher rnacro-or- 
ganizarional pt-operties (Rcrgcr & Cummings, 
1979). Organizational sirr, technology, and indus- 
ty typr are rhree factor-s oftrn merltioned in this 
regard (Talacchi, 1960; Inghatq 1’370: Kimhcrly. 
1976; Rousseau. 1957). In exploring the rffc<:ts uf 
managetial styles, it is imporlant ta control for these 
factors thar mlghl othewise confound any observed 
relationships. The present study is designcd tu do 
this. 

Many organiration rheorists (Argyris, 1970: 
Likert, 1961, 1967) have argued that participa& 
management is almo% a universal good. It has been 
noted (Srarhuck, 1983), hnwrvcr, that aher 
theorists have argued that the most effective t.ype 
of managemenrapproach varies acrocs seuings and 
peoplc, r.g., the contingcnq approach of Lawrence 
and Larsch (1969). Consistentwith thiscontingency 
approach, a natural selrction view of orga&ations 
argues rhat nrganirations’ managcment appt-oaches 
are dctermined by the organizarions’ environrnerrt 

Method 
Data wrc collected in 195 ? from tww orguiza- 

tions th;u manufacture automotive acwssories in 



small towns of a midwestern .4merican state. These 
data are a subsample of- a larger set of data and 
were selected tor study because they Lwe thc u- 
niquc charxtcristics necessar\- to answer the ques- 
tions in the present study. Organiration A 
employed about 400 people, used a participative 
or dcmocratic: nranagcment apprr>a<-h and had im- 
plemented a modilied Scanlon-rrpe plan (~hr m<rd- 
ifi<:atirms wnt~rred un tailoring the Scanlon plan to 
the pxticular dictates of organization 4). Work 
gr~rups in organizat~ion .4 participawd in derisions 
concerning work methods and policies that affected 
their own work lives, and there was a profit-sharing 
honus plan. The Scanlon plan had been im- 
plur~:ntcd in this r)rganizäti(m in 195‘2. Wrinklci in 
the installation of a profit-sharing plan had bccn 
smoothrd out long before the inception of this 
stttd~. <>rganiutirm H hxi n traditiunal managrrial 
style. It etnploued aboa MIO peoplc ant1 was un- 
ionized. This organization emphasized hierarchical 
authority. and cmplo~ccs had lirtlr dire<-t input on 
matt~ers affrcting theil-rvork. The two organirations 
were similar in technology (mass productil,n assem- 
hly linrs). size (sewral hundred employees). indus- 
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try (automotive supply), and geographic region 
(midwetern Unitrd Stares), but they wel-e different 
in managerial styles. 

Ita is assumed rhar the macro “management style” 
concept should bc rrlated to the natnre of individual 
jobs, consistent 14th the assumptions »f what Old- 
ham and Hackman (lY81) called the ‘)ob modifica- 
tion framework.” The researchers’ .judgment that 
the two companies dift&ed in managerial stylc was 
deueloped during a 2.vear period of conract with 
t~he companies while domg research there. The ob- 
serution that organization A was more participa- 
rive in its managerial style than organization R was 
also confirmcd by reports of independent observers 
trained to rate the jobs in [he two organizations (see 
Jenkins, Nadler, Lawler, & Cammann, 1975 for the 
training and observaion procedures). Thus, both 
the researchers’ subjective impression gained from 
more long-term qualitative observations and 
trained observcrs’ ratings based on short-term 
quantitative observations led to the samc conclu- 
sion. The observers’ ratings r>n scales related to par- 
ticipaivr mmagement styles are shown in Tablc 1. 

“Srvrn-point response scale rirh poinrs 1. 3. and 7 having Iab& that are parallel toa 
similar (hut self-repnrt) ifcm in Hackman and Oldbam (1980). 
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Sarnple 

Al1 supervisors and a samplingof nonsupervisors 
from both organizations were asked fo participate 
in the study. A response rate of i1.4%; in organica- 
tion A yielded an analysis sample of 120, including 
29 supervisors. A response rate of 63.6% in organi- 
zation B yielded an analysis sample of 124, includ- 
ing ten supervisors. 

An examination of dcmographic characteristics 
nf the samples from the two organizatiorl shows 
them to be quite similar: the average age of respon- 
dents was 36 y.ears in organization A and 53 yrars 
in organization B, the average yean of education 
was 11.8 and 10.7 in organizations A and B, respec- 
tively, 72% of ernployees from organization A and 
67% from organizarion B were males, and 98% of 
emplovees from organization A and 90% from «I‘- 
ganization B wrre white. ?husl any observeddiffeer- 
ence between the two organization is not likely fo 
be attributable to majar difl&ences in the demo-. 
graphic charactcristics of thc sample. 

Measures 

Data on three types of variables, perceptual, at- 
titudinal, and behavioral, were obtained. Perceptual 
and attitudinal data were ohtained through struc- 
tured interviews conducted in the respondents’ 
hnmes. Behavioral data u-ere obrained through a 
search of t~hc companies’ pcrsonnel records. Data 
collection strategies are described in dctail in Survey 
Research Ccnter (19fi). 

Information on three perceptual variables was 
obtained: job ambiguitv (the degree fo which the 
rcspondent perwiued h&herjob expectations to be 
unclcar), job overload (the degree ro which the re- 
spondent perceivcd his/her.job cxpectations io ex- 
ceed time or skills available to him/herL and under- 
utilization of skills (the degree ro which the respon- 
dent perceived himself/herself to haue valued skills 
and abiliries that were not used in the job). Informa- 
tion on the consrruction and the psychometric prop- 
erties of these three measures is provided in Gupta 
and Beehr (1979). l-he three prrceptual variables 
are often considered measures ofjob stress (Beehr 
& Ncwnan. 1978). 

Three nt/ik~Iinal varinblci were also mcxsurrd 
in the study: job invnlvement. a om-itcm measuw 
taken from Patchen (1965). a fine-item facet-free 
j8b satisfaction me;~sure taken from Quinn and 
Shepard (1974), and job search intent, a ene-itrm 
measure of the intention to look for- a nrw job in 
the ncxt year (Quinn 8; Shepard. 1974). 

Fin&, three behavioral rneasum wwc alro 
used. Pr& absences r&rred fo thc frequency of 
absences during the monrh preceding the inrcrview. 
Subsequent absenws wferred to the averagr frr- 
queoc\: of absences per month for- the 6 months 
subsequent to thr intrrview. Voluntary turnover 
referred Tao whether or not the respondrnt tcrm- 
nated voluntarily from thc organization dwing thr 
18 months following the intcrview. These hc- 
havioral measures were obtained from p~:tsonnel 
recordsl and are described in greaterdctail inGupta 
;ind Beehr (1979). 

Analyses 

The effects of- managerial styles and supervisor 
status oo employ~e perwptions and attitudcs were 
analyzed with 2 x 2 analyses of variar~ce. Inspectinn 
of the data wvealed thar there was ver? lirtle VW 
iance among supervisors’ absenteeism and volu~l- 
tary turnover levels. Analyes of absenteeism ;mrl 
tornovel- mere thcrcforc resrl-icted to t-test 01~ differ- 
ences hetween thc two organi&rms for nonsuper- 
visors «nIy. 

Results 

Perceptions 

Rcsults of the two-way analyses of variance on 
employee perccptions are shown in Table II. !vfan- 
agerial st+e had main effeus on two percept~ions, 
job ove!-load and underutilization of skillr. For both 
variables, thc organization with themore traditional 
managerial style (organization B) was perceived as 
having a greatcr leve1 of these perceived stl-essors. 
Supervisory status had a main effect on underutili- 
cation of skills, with nonsupervisors repolting more 
of thir characteristic in their own work. Manaycrial 
st.yle and supervisory status interacted in predicting 
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.job ambiguity 2nd job overload. Figures 1 and 2 
show that for both inrcractions, nonsupervisurs’ 
perceptions were more negative, the there was gre- 
ater ambiguity and overload, than supervisors’ per- 
ceptions in the traditional organization (trrguizn- 
tion B). but the rwerse was true in the democratic 
»rga”izatio” (organizltion A). 

Attitudes 

Kestdts of the two-way analyses of variance on 
employee attitudes are also shown in’rable II. Man- 
agerial style had main effects on all threejob related 
attitudes job satisfaction, job involvement, and job 
search inrent. In each case, the denrocratic style of 
organization A was related to more positiw at- 
titudes, Le., greater satisfaction, #ratu involve- 
ment, and lower job search intent. Supervisory 
status had a main cffect. on rmployees’ job involve- 
ment, with supervisors reporting more i&olvement 
in their work t.han nonsupe~isors. Sone of the 
interaction terms reached signifianw. 

Behaviors 

Table III shows rhe results of I-tee of thc re- 
larionships between managerial styles and 
e~nplo>;cc bchaviors among nonsupervisors. Non- 
superwsors had higher rata of. prior absenteeism. 
subsequent absenteeism, and voluntay turnover 
under the hierarchical than under thc participative 
nranagerial style. 

Discussion 

One consistent finding in the present study is 
that work-related attitudes, behaviors, and percep- 
tions are more favorable amor~g employees (espe- 
cially thr rank-and-file employees) in the organiza- 
tion using a more participative or democratic man- 
agerial style than among employees in thr tradi- 
tional> hierarchical organization. Although indi- 
vidual emplovees may react somewhat differently 
within thr san& org&ation, thel-e are average dif- 
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Attitudes 
Job satisfxrion 

Supervisorystatus (-4) 
Managerial style (~8) 
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lobinvolvement 
Supervisory stau (A) 
Managerial style (B) 
A x B 
Error 

Job search intent 
Supervisury status(A) 
Managrrial style (B) 
AXB 
Error 

ferences in these reactions that are predictable from 
thc organization’s management style. These results 
corroborate the view that a democratic managerial 
philosophy makes the workplace attracriw tu rank- 
and-file employees. 
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The sigriticant inreractions detected through the 
nw-way analysrs OC variant:c lead to qualificarions 
of rhis virw. Two pcrceptions (job ambiguiry and 
job overload). but none of rhe attitudes and be- 
haviors, shrnved significant interactiorrs between 



Lower-level employecs react favorahly to participa- 
tion; higher-level employees see their jobs as more 
ambiguous and werloaded. .4 possible interpreta- 
tion of this is that it may require murh more skill 
(or at lea% a different kind of skill) to supervise in 
a “dcm»cratic” organization than in an organizatiun 
where management and labor have a more dear-cut 
legal relationship with each other and domains of 
power and rcsponsihility fur each group are clearly 
specitied. This argument is supported by the prub- 

. 
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lems ohswved among firstline supervisors in %zw 
design” participative »rganizati<ms ([enkins gi 
Gupra, 1985; Lawler, 1978; W’alton Xr Schlesinger, 
1979). 

Perceived joh ambiguitv and job overload mere 
the only variables for which the managerial stylei 
supervisory status interactions were signiíicant and 
therefore warrant furrhercomment. These percep- 
Uons have been relatecl to job stress and strain in 
previous research (Beehr & Newmarl. 1978; Brief, 
Schuler, & Van Sell. 1981; lvancevich 8r Matteson, 
1980). 11 is appropriate fo surmise rhat traditional, 
hierarchical, unionircd organization may producr 
a morc stressful work environment. for rank-and- 
~flle employees and thc non-unionired, democratic 
management may produce a relatively more stress- 
ful wnrk environment for managers. Since no mea- 
sures of employee heallh wer~ used in our study. 
however, these differential stress effects are px- 
sented here ptimarily as hypotheses for futurc re- 
search. 

Of course, aher explanations of »UV results are 
possible. For example. it may be that the specific 
location of the two plants created communityVw- 
rural differences in at.titudes which, in toro, stimu- 
lated differences in employee responses observed 
in our study. In other words. cultural difference 
may intervene in the relationship beween manage- 
rial sryles and employee responses. Our data do not 
permit us to explore or to reject this explanation. 
But its applicability to our study is rendered doubt- 
ful for severa1 rcasons. Both organirations wrre in 
small towns in the same state, and the dcmographic 
constiuaion uf Ihe samples was similar, weakening 
t.he cultural differences argument. Similarities in 
size, technology, sud indusq type furlher rendc~ 
rhcse variables less relevanr as porenrial inrerveners. 
Moreover, wports of employees and independem 
observas contirmed our objecrive assessment of the 
relative level of participation in the two organiza- 
tions. As notrd above, organizarion A vas seen as 
significantly more participadve by both obsewzrs 
and employees. The consistencp of the findings ac- 
ross employee responses (attitudea, behaviors, and 
perceprions) also increases r:onfidence iI Ihe likeli- 
hood that differences in managerial styles, and not 
dillèrences in cultural attirudes, are respansihle for 
the ohserved diffetencrs. 

.Although the results suggest that managerial 
styles may afSect employees, we still do nor know 
precisely which tàctors within managerial sryles are 
particularly salient in this regard. The design of the 
study precludes an unambiguous resolution of this 
issue, since the organizations differed from each 
aher in more than r>ne way. The participative man- 
agerial sryle consisted of somewhat autonomous 
work gmoups. a Scanlon-rype profi-sharing plan, 
and lxk OC a union for rank-and-fllc employecs. 
Even so, some logical iIlferences are possihlc. Ir is 
likely that managerial stules, as reflectad in attitudrs 
and behaviors toward rank-and-file employws. af- 
fect the way employees respond m thcir jobs and 
their employers. 14:~ <:ould even argue that~ democ- 
ratic mx~gerial attitudes arr more likrly IO leadt~ 
the adoption of pro’&sharing plans for employees, 
and that a participariue approach is likely ~1 wducr 
the possibility of unioniration. In other wol-ds, par- 
ticipat.ive managcment, profit-sharing, and non-UII- 
ionizaion in some wdys may represent a “<:luster” 
of managerial philosophics, a syndrome that. taken 
in 1010, affccls employee responses. 111 t~hr real 
worlrl, therr may be II tcrldency for ~hese <harac- 
teristics tu covary, making it difficult fo discntangle 
their unique cffects in fi.zld sertings. In ~IIJ~CZZ, 
future rrxarch should considw the posslblhry of 
the rxiswnce uf such a syndrome of managerial 
philosophies. 

In crmclusion; the presenr study shrws that rhc 
pert:cptions. attitudes, and behaviors of employees 
rnay he affccwd hy marrageri;tt styles whr:n organi- 
zatillnal structure, size, and technology are held 
constant. ‘TIre study shows further thar marlagerial 
and nonmanagwial employees’ perwptions of joh 
strcssors ma\- be differcmially influenced by wadi- 
tional 1:s. democratic organizational srylcs. Futurc 
rcsearch stcps that follow logically Irom rhcse re- 
sutts iwlude longitudinal investigations ol the cf- 
fects of changrs in particular managcrial!«rganir3- 
tional stytes, inwstigations that~ include mcasures 
ol emptoyee health fo test ,>ur sti-css hypothesrs. 
investigat’ions of the effeas of managrrial sryles ac- 
ross industry types. size. and technology. and inves- 
tigations that dewrminr thr specitic <:omponrnt\ ol 
managerial styles rhat have thc gwatrst cffects on 
CTTIpll>\~~CT 
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