The Ceremonial Side Of
Training — Of What Value
To First-Line Supervisors?

a case study involving job attitudes and job satisfaction

In an earlier article Belasco and
Tricel emphasized that although
the Dbenefits from supervisory
training in many cases may be sus-
pect, training is worthwhile be-
cause of the many unintended
“ceremonial” side benefits. After a
series of interviews with super-
visors, Belasco and Trice reported:
“ .. over and over again, super-
visors told us, ‘I may mot have
learned anything new, but I feel
mauch better about my job since I
went to the training.”’

Is this merely a condescending
expression made for the benefit of
the interviewers, or is it an honest
feeling of inner satisfaction? Do
such things as recognition given
for being selected for training, re-
ceiving certificates for satisfactory
completion of the program and
publicizing this accomplishment in
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the company organ fulfill some of
the first-line supervisor’s esteem
needs — and is this reflected in a
measured increase in job satisfac-
tion? If so, management has an ef-
fective tool available for rewarding
first-line supervisors.

The first-line supervisor in our
industrial society has long been a
source of perplexity for manage-
ment in business and industry. The
position of first-line supervisor has
traditionally been designated as
one to which the hourly worker
could aspire, but too low in the
management hierarchy to interest
many persons with college educa-
tions. Consequently, through the
years management has looked on
the first-line supervisor as a “ne-
cessary liability” and has devoted
relatively little effort to develop
him or her as a respected member
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of the management team.

Production supervisors of today
have lost functional authority in
such areas as engineering, person-
nel, production planning and quali-
ty control. They have acquired
new obligations, however, with
every loss. As obligations have in-
creased, authority has diminished
— a classic example of multiple re-
sponsibilities, limited authority,
high accountability, and very ob-
vious visibility when they fail to
meet standards set for each re-
sponsibility.

University-Sponsored
Training Programs
Even with all these perplexi-
ties, the supervisor remains inval-
uable to the organization — the in-
dispensable link between upper
management and the work force.
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Surfacing evidence suggests that
top management is beginning to
appreciate the supervisor’s quan-
dary and to recognize the position
as important and vital to the man-
agement team. Specialized man-
agement training, often involving
enrollment of the supervisor in
university-sponsored training acti-
vities, is one method being used to
show this appreciation. To the
first-line supervisor, who has been
subjected to constant pressure
from both superiors and subordin-
ates, this act of positive recogni-
tion is comparable to discovering
an oasis in the desert.

Lack of Evaluative Techniqhes

Training programs present man-
agement with a dilemma, how-
ever. Accustomed to closely
scrutinizing expenditures for a sat-
isfactory return on. investment,
management finds itself with few
tools to answer the question — is
the training worthwhile? Blumen-
feld and Crane argued that “the
evaluation of training is weak be-
cause management is (erroneous-
ly) reluctant to ‘waste time’ testing
something that it has convinced it-
self is good.”3

Perhaps one plausible explana-
tion for this lack of evaluative in-
terest is that many training pro-
grams are individually oriented
with no specific objectives and are
not necessarily part of an overall
organizational strategy of change.
The major assumption of individ-
ually oriented training is that, if
the individual supervisor can be
equipped with human relations,
conceptual and administrative
skills through training, then even-
tually this acquisition of skills will
have a favorable impact on the or-
ganization’s performance and ef-
fectiveness.4 :

However, if organizational
change is the objective, then indi-
vidually oriented training would
not be effective in producing this
change, as Knowles® has pointed
out. A more effective approach is
the Organizational Development

(OD) strategy which generates an
organizational climate based on
social-science principles for diag-
nosing and coping with inade-
quacies in interpersonal, group,
and intergroup behavior.® Train-
ing, designed to meet specific
measurable objectives as part of
this strategy, could be evaluated.
Since training in many cases is in-
dividually oriented, management
has not felt an urgency for an im-
mediate measurement of accom-
plishment.

Ceremonial Side

Whether or not supervisory
training results in improved per-

.formance has been, and is, a sub-

jeet for much more extensive re-
search. Although management
may lean intuitively to either side
of the paradox, appreciation for
the ceremonial side of training
seems to be increasing. However,
this phenomena would seem to
have greater impact if the super-
visor were selected to attend a uni-
versity-sponsored training activity
in preference to a company-spon-
sored, in-house training program.
The completion of a universi-
ty-type training should provide
greater recognition, thus enhane-
ing the prestige of the supervisor.

Therefore, it would be of inter-
est to measure the impact of selec-
tion for and satisfactory comple-
tion of a training activity sponsor-
ed by a prestigious university.
Specifically, can the “ceremonial
side” of training be quantitatively
evaluated? Does the satisfactory
completion of a training program
result in increased job satisfaction?

In an effort to answer these
questions, a study was conducted
to determine the value of the
“ceremonial” aspect of training,
using 56 first-line supervisors from
one textile company. The objec-
tives of the study were
two-fold . . . to determine whe-
ther job satisfaction of the super-
visor was increased by: (1) the rec-
ognition received upon being se-
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lected to attend a university-spon-
sored management development
training program; and (2) the sat-
isfactory completion of this train-
ing activity. The act of recognition
included a personal letter, signed
by the general manager and sent
to the supervisor at home, notify-
ing the supervisor of his or her se-
lection for university training. An
attractive certificate was awarded
upon completion of the training
program.
Why Job Satisfaction?

Job satisfaction has always been
of intense interest to the manage-
ment of industrial organizations.
Most of this interest in the past has
been based on the belief that
changes in attitude toward the job
will be reflected through increased
productivity and an improved
profit-and-loss statement.

Research soon voided this
theory and is appropriately
summed up by Smith, Kendall, and
Hulin as follows: “We feel that it is
unlikely that any simple relation-
ship between satisfaction and pro-
ductivity will be found generally.
No really substantial, reliable, or
general correlation between satis-
faction and productivity has been
established. (See Brayfield &
Crockett, 1955; Herzberg, Maus-
uer, Peterson, and Capwell, 1957;

1966; Vroom, 1964; and Smith and
Cranny, 1968, for reviews.)”7

Although a comprehensive
treatment of job satisfaction and
its potential relationship with pro-
ductivity is beyond the scope of
this study, improved attitude to-
ward the job is considered a legiti-
mate goal in itself. Based on the
results of a 13-year study by the
Center for the Study of Aging and
Human Development at Duke Uni-
versity, Dr. Erdman Palmore de-
termined two apparent keys to
longevity — satisfaction in one’s
work and general happiness. Thus,
it would appear that job satisfac-
tion is important not only on the
job but also in the pattern of gen-
eral happiness.

The Job Description Index
(JDI), a measuring instrument de-
Vel%ped by Smith, Kendall and Hu-
lin,” was selected in this study for
its reliability, validity, -ease of
scoring, acceptance to both the
management and employees of the
subject.company, and its ability to
index several dimensions of job
satisfaction. This instrument mea-
sures satisfaction over five areas of
a job: the work itself, the supervi-
sion, the coworkers, the pay and
the opportunities for promotion on
the job.

The Method
The Pretest-Posttest Control

Group design was used in the
study. The 56 first-line supervisors
were alphabetized and then, using
random tables, were divided into
an experimental group and a con-
trol group. (The company had a
total of 68 first-line supervisors;
but after eliminating those facing
imminent retirement, those on va-
cation and those temporarily
working elsewhere, 56 subjects re-
mained.) Figure 1 depicts the se-
quence and time frame of the tests
and events of the study.

The first objective was to deter-
mine whether job satisfaction of
the first-line supervisor was in-
creased by the recognition he or
she received upon being selected
to attend a university-sponsored
training activity (Event # 1 in Fig-
ure 1). The two-tailed ¢ test for a
difference between two inde-
pendent gain-score means (Test #2
minus Test #1 in Figure 1) was
used to determine whether the
performance of the experimental
group exceeded that of the control

group.
Table 1 presents the gain-score

means (X), the standard deviation
(SD), and the ¢ values for the ma-
jor dependent variables. Since the
gain scores could be positive or
negative, the mean of the gain

scores (X) was shown as positive
or negative. The t value was also

Kahn, 1960; Opsahl and Dunnette,

FIGURE 1.

THE SEQUENCE AND TIME FRAME OF THE TESTS AND EVENTS OF THE STUDY

Test Event Test Event Test
#1 #1 #2 #2 #3
2 Weeks —%k—  2Weeks . 4 Weeks —_—l— 2Weeks
JDi given Letter of JDlI given Training program JDI given
to all 56 recognition to all 56 completed by to all 56
supervisors sent to the supervisors, experimental supervisors,
experimental experimental group of 28 experimental
group of 28 and control supervisors and control
supervisors groups groups
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shown as positive or negative since
the control group gain scores could
exceed the experimental group
gain scores.

The second objective was to
assess any increase in job satisfac-
tion of the first-line supervisor up-
on satisfactory completion of the
training activity (Event #2 in Fig-
ure 1). The two-tailed ¢ test for a
difference between gain-score
means (Test #3 minus Test #1 in
Figure 1) was used to determine
whether the performance of the
experimental group exceeded that
of the control group.

The Findings

A measure of job satisfaction re-
sulting from the “act of selection”
(objective #1) indicated no statisti-
cally significant change either in
overall job satisfaction or in any
component area of work, supervi-
sion, promotion, pay and people.
These results suggest that the “act
of recognition” did not sufficiently
influence feelings that would be re-
flected in significantly improved
attitudes toward the job. Although
both experimental and control
groups experienced an increase in
job satisfaction, this increase could
probably be attributed to the Haw-
thorne Effect . . . heightened mo-
tivation resulting from being
singled out by the organization for
special attention and considera-
tion.

In determining whether job sat-
isfaction improved upon the satis-
factory completion of a university-
sponsored training program, again
no statistically significant im-
provement resulted from the
training. However, overall job sat-
isfaction increased substantially as
reflected in the ¢ value of +1.09
with the greatest increase in the
component areas of supervision
(+1.63) and promotion (+1.86).

One might conclude that com-
pleting the training program in-
creased the supervisor’s apprecia-
tion for his or her position and was
expressed as an improvement in
the supervision component of the

JDI. These same supervisors,
when compared with the control
group, were much more satisfied
with their promotional chances
(+1.86) but much less satisfied
with their pay (-1.27). Again, reali-
zation of job importance could have
resulted in a better feeling toward
the company regarding opportuni-
ties for advancement; yet, this
new-found sense of prestige and
importance also gave rise to the
feeling that they were underpaid
for these responsibilities.

The results of this study indieat-
ed that merely being selected for
university training did not suffi-
ciently influence job attitudes to
reflect significantly improved job
satisfaction. On the other hand,
the satisfactory completion of the
training program did result in im-
proved job satisfaction, with im-
proved attitudes in the areas of
promotional chances and supervi-
sion.

In this study the training pro-
gram, although conducted by uni-
versity faculty, was held at the
company location. If this same ex-
perimental group of supervisors
had been selected to attend a
week-long training activity on a
university campus, the recognition
impact of the “act of selection” may
have been reflected in a greater
degree of improvement in job sat-
isfaction. Upon returning to the
job after satisfactorily completing
the training program, the supervi-
sor may have possessed a greater
degree of self-confidence, self-im-
portance, and pride that should re-
sult in improved job satisfaction or
possibly in a higher measurement
of self-esteem. (USEGHED
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