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CHAPTERI
| ntroduction

General Overview

Supervisory management trainingisfundamental to successful
supervision. Studiesindicatethat inadequate supervisory training
contributes to consistent job dissatisfaction and declining opportunity to
motivate employeesin public and private agencies of varying sizes.1

Thefactors related to employee job satisfaction and motivation may
contribute to both the quality of management and achievement of
government program objectives. Research studies haveidentified a number
of significant factors associated with employee job satisfaction and
motivation. Such factorsinclude: salary, tenure, age, gender, organization
Ssize, organization structure, job level, organization policy and administration,
supervision, interpersonal relations, working conditions, status, job security,
achievement, recognition, the job itself, responsibility, and advancement. 2

Studiesindicatethat these factorsare part o the complex concepts of
motivation. Studies on supervisory training also suggest that supervisors are
seen by the subordinates as the organization, therefore, one should study how
the types of training received by supervisors largely contribute to employee
job satisfaction and motivation.

The Texas Department of Health runs more than one hundred health
programs. Generally thetypesd health programs range from promoting
health resources to prevention and treatment o health problems o the

citizensdf Texas. Itisalsoengaged inissuing categoriesof health related

l Seefor example, Frank Sherwood and Wallace Best. 1958; John Daresh, 1989.
2 Seefor example CharlesHarad, 1951; Herzberg, F., Mausner, B., and Snyderman,B.,
1959, and Rene Davis, 1992.
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licensesto qualified individuals, health facilities and organizations engaged

in procurement of public health. Therefore, a thorough training for
supervisors who conduct the processesas well as monitor the quality of these
health programsis expected.

Supervisorsar e expected to perform and accomplishthe program goals
effectively, but they must do thisthrough their employees. Therefore,
employeejob satisfaction as well as motivation is essentially the concern of
thesupervisor. Theresearcher hasidentified and selected three such
training typesand factors related to employee job satisfaction and motivation
for study.

Thisresearch detailsthe many different factors related to employeejob
satisfaction and motivation that may be applied under three types o
supervisory management training. The researcher believesit islegitimate to
inquire whether a particular type o supervisory management training hasa
logical relationship with employee job satisfaction and motivation. If thereis
a connection between supervisory management training and employee job
sati sfaction and motivation, then the organization should ensure that
supervisors havetraining. It isproblematicif there exists situationswhere
individuals who have received the training are being supervised by someone
who hasn't. Thiscouldlead to problemsaf satisfaction and motivation,
because the individual s who are being supervised may be able to see mistakes

that the supervisors are making.

Resear ch Purpose
The purpose dof this research is to describe three major types o
supervisory management training and factorsrelated to job satisfaction and

motivation. In addition, the perceptionsd supervisors about how each type
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d supervisory management training influences employee job satisfaction and

motivation in the Texas Department o Health are examined.
Conceptual Framework

This research describes three major types d supervisory management
training and also two consequencesd effective supervisory management
training: employee job satisfaction and motivation. Theliterature on
supervisory management training abounds with research findings of effective
curricula, however, reportson effectivenessconsist d expert opinion not
empirical evidence. Thefindingssuggest that curricula should focuson the
supervisory management functionsd planning, organizing, staffing,
directing, and controlling and their relation to thedaily job of the supervisor.
Inreality all d these functions are closdly interrelated and such a distinct
classification is scarcely discernible. However, such a presentation makes
possiblea more methodical, clear, and comprehensive analysis o the
managerial functions of a supervisor.

Sinceit isthesupervisor'sjob to get things done through the help o
others, the supervisor is necessarily concerned with the human aspects of
leadership. For thisreason, the researcher examinesthefactors related to
employeejob satisfaction and motivation. Thefactorsareinvolvedin
supervision asthe primary parts d a supervisory management training
conceptual framework.

This study addresses only fourteen of the many factorsrelated to job
satisfaction and motivation: organization policy and administration,
supervision, salary, interpersonal relation, working conditions, status, job
security, personal life, achievement, recognition, work itself, responsibility,

advancement, and growth.
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Thisresearch effort isgrounded in the expectation that different types

of supervisory management training influencethefactorsrelated to employee
job satisfaction and employeemotivation. Thisisadescriptive study. It will
not test any hypothesis.

The key concepts are: supervisory management training, employee job
satisfaction and employee motivation. The key concepts are very complex,
hence, they were categorized. Table 1.1 below summarizes the major

branches o supervisory management literature.

Table 1.1: Branchesof Supervisory Management Literature

Supervisory
M anagement Job _

_Training Satisfaction M otivation
ThreeMagor M aintenance M otivational
TvDes Factors Factors
Pre-Entry Education | Organization Policy | Achievement

and Recognition
In-Service Education | Administration Work |tself
(Formal) Supervision Responsibility
Salary Advancement
In-Service Training | Interpersonal Growth
(On-The-Job) Relations
Working Conditions
Status
Job Security
Personal Life
Report Structure

The chaptersthat follow include: areview of therelevant literature; a
discussion d theresearch setting (describingthe organization chosen for the
survey research); a methodology chapter which discussesat length the
survey research methodology and the advantages and disadvantages of the
survey method; achapter which contains an analysis of the results obtained,

and a chapter which summarizes the findings and draws conclusions.
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Thenext chapter istheliteraturereview. Thischapter describesthe

threetypes of supervisory management trainingand factorsrelated tojob
satisfaction and motivation. Thehistory and current issues of supervisory

management trainingarealsoreviewed.



CHAPTER 11

Literature Review

Overview of the Chapter

This chapter examines the key literature on supervisory management
training asit relatesto thefactorsfound to be associated with job satisfaction
and motivation in organizations. Literature on management trainingin
organization generally and the supervisory management trainingin
particular isexamined in order to evaluate current trends and needs of
supervisorswithin one particular sector o employment. The evaluation of
current trends and needsisgeared toward effectiveness and efficiency
management in relation to employee job satisfaction and motivation.

Supervisory management training of both government and private
organizations has received increasing attention from the public, professional
and academic circles. Much of the literature on supervision and management
focuses on employee job satisfaction and motivation. Theresearch largely
analyzes the organizational and environmental factorsthat are associated
with successful and unsuccessful performance. |t also develops evidenceto
support theoretical models which predict the success of supervision.

This chapter also surveystheimportant writingsin three major types
of supervisory management training in relation to job satisfaction and
motivation. The author examines theliterature to discover the basic
elements of job satisfaction and motivation and to categorize the major
elements. The chapter defines supervision and reviews the pertinent

literature regardingits usefulness in effective management in the workplace.



What isSupervison
Definitions

Supervision isaterm that encompasses a variety of formal or informal
efforts in which supervisors seek to improve employee performance aswell as
to accomplish the organization's goals. Frank Sherwood and Wallace Best
(1958: vii) describesupervision as a "function of the administrative official,
also to supervise is to oversee people.” Other scholars offer similar definition
about what comprises supervision. Such as:
John Daresh(1989: 21) defines supervision as:

The process of overseeing the ability of peopleto meet the goals

o the organization in which they work. A key feature of this

definition isits suggestion that supervision needsto be

understood as a process, and not as a specific professional role.

Itisalso related to the concept of proactive supervision that

serves as thefoundation... that concept simply holdsthat the

best supervision is based on a set of fundamental valuesand

assumptions possessed by theindividual servingina

supervisory capacity.

Daresh emphasizesthat although supervision does not attempt to
create professional roles, it isone d the most critical levelsin any
organization, sinceit involves the supervision of peopleand day-to-day
operations. It may be recognized that regardless of the technical specialties
or particular organizational conditions that may exist, there are also some
managerial aspects which are common to every supervisory position.

Joseph F. Michlitseh(1992: 21) defines managerial supervision as"an
interaction between ahelper and receiver, which isinfluenced by the needs,
wants, values, feelings, thoughts and overall perceptionsof each party." The
future holds an ever-increasing challenge for supervisors, however,
organi zations seem to have not kept pace of progress and change. Consensus

opinion suggests that the purpose of supervision isto manage people to meet



thegoals o the organizations for which they work.3 Theliterature on
supervision examines approaches to successful management. It finds that
successful managers are capable, knowledgeable and broadly trained. In
other words they are supervisors who are able to manage their departments

competently and efficiently.

Wha isTraining

Training occursin a great variety of ways. Much of it, of course, will be
informal. At theformal level there are several different programs with which
supervisors should have familiarity. Theliterature defines training. Major
viewsaresuch as:
Sherwood and Best (1958: 231) state that:

Three definitions areintegrated to form therequisite o training:
The process to aid employees to increase his skills or knowledge
that must be intimately related either to the work engaged or
assigned.

Process of aiding employees to gain effectivenessin their present
or future work through development of appropriate habits,
skills, knowledge, and attitudes.

The concept of aiding employeein the process of increasing his
competence.

Goldstein, Irwin (1986: 3) states:

...trainingisthe systematic acquisition of skills, rules, concepts,
or attitudes that result inimproved performance in another
environment.

Goldstein emphasizesthat trainingis an effort done to improve
performancein a certain environment. Traininglooksat the courses of action

that will enhance knowledge, skills, and ability aswell as human relationsin

3 Seefor example, Sherwood and Best, 1958; and Daresh, 1989.



an ever-increasing professional activity. Sherwood and Best concur with
Goldstein'sdefinition. In other words, both sets of authors posit that training
isaform of process on which future organizational goals to be accomplished

are designed.

Needsand Pur posesfor Training

Theliterature offers many needs and purposes for supervisory
training. Training of supervisors may not be successfully implemented
without adequate planning. The literature indicates that approaches to
training begin with determining what needs are to be learned, for example,
communication techniques, and organizing works.4:
James Gardner (1980: 8-9, 24) maintains:

...T he supervisor's pattern o activities, include those techniques
of communication which will work for any supervisor, such as
organization o material, repetition, emphasis, playback, and
other proven means of avoiding miscommunication (pp. 8-9).

The emphasis should be on the supervisor's use d information to
clarify the roleand status of employees and to assist them in
carrying out their assigned tasks with skill and within the rules

(p. 24).

Other authorsfocuson the purpose of training of supervisors. The
literature alsoindicatesthat training programsfocus on present needs of
supervisorsin order to meet future problemsand challenges. For example,
improved computer techniques, training skills, problem solving techniques,
and interviewing techniques usually result in the greatest payoff.5
Donald Kirkpatrick (1967: 23-24)indicates:

... If a new computer or a new tape-controlled machineis being
introduced into a company, supervisors should understand the

4 Seefor example, James Gardner, 1980.
5 Seefor example, Donald Kirkpatrick, 1967 and Martin Broadwell, 1972.
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basic principles and features o such equipment so that they may
do their jobs better. Improved knowledge, skillsand attitudesin
thisarea usually result in the greatest payoff.

Martin Broadwell (1972: 90) states:

... biggest mistakes supervisors new and old makeisto assume
that trainingisan adjunct to their regular job, something they
do only when they have plenty of time and nothing else to do.
An attitude like thisindicates that the supervisor really doesn't
understand hisjob very well, sincethereal function of the
supervisor isto get work done through other people. The
supervisor will do well to learn how to train othersif he expects
to succeed as a supervisor. Trainingisa skill and like any other
skill it must be learned.

Apparently the call for supervisory trainingwas heard, at least in
some quarters, because many researchers and texts have attempted to
develop new practices and techniques. Professional knowledge and technical
skillsin planning, organizing, directing and controlling were required for
effective supervision. In aconsensual statement, Louise Umundo (1980: 8-
10) said "in order to be effective, supervisors must have the skills to influence
peoplein a positive way for mutual benefit to employees and the
organization."

Theliteratureidentified three major categories. pre-entry education,
in-service (formal) education, and in-service (on-the-job)training.
Supervisory trainingis particularly useful in allocating responsibilities
among supervisors. Theissue of what the purpose o this training should be
has more divergent answersthan any other issue addressed by the

definitions.
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Typesd Trai ni ng
Theliterature offersmany variations on what comprises types of
supervisory training. Most classify training as: Pre-Entry Education, In-
Service Education and In-Service Training (on-the-job). Such classic
definitions as:
Sherwood and Best (1958: 234) state that:

PreEntry Education istheeducation acquired through formal
school environment (high school/college). Thisinvolvesthat
portion of education which may be given an individual up to
high school diplomaand undergraduate degree levelsin
contemplation of entering a specific occupation prior to
employment.

| n-Ser vice Education is the training received within
employment in a regular educational institution (Classroom
lectures and coaching) usually for degree purposesor for a
profession.

I n-ServiceTraining (on-the-job) isthat portion of post-entry
education designed to improve performanceor to prepare for a
specificjob or duties within the employment.

Nicholson Alexander et al. identified Pre-Entry Education as Pre-Service, In-
Service Education as In-Service and In-Service Training as Continuing

Education.
Nicholson Alexander et al. (1976: 81-83) suggest the following

definitions:

Pre-ServiceEducation isthetraining offered in collegesor
universities according to standards established for training by
the profession. In thisarea the collaboration of schoolsand
associations is sought.

I n-ServiceEducation istheresponsibility of the employer who
may offer it directly, contract to have it offered, or subsidize the
individual in hisown pursuit of thelearning.

ContinuingEducation is the responsibility of the individual,
but making it possibleis a responsibility shared by all interested

parties.
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John Daresh(1989: 252) views In-Service Education as "activities directed

toward remediating a perceived lack of skills and understanding.” Irwin
Goldstein(1986: 12-13)in a succinct synthesis states that:

training programs exist within organizations... the dynamics of
training systems must include the realization that one of the
first places to which many new employeesin an organization are
sent isa training program.

Consensus seems to exist that the purpose of supervisory trainingisto
maximize the ability of an organization to achieve or meet its goals.6 The
supervisory trainingjobisnot easy. Robert P. Cort(1956: 92) maintains
that "getting across ideas makes up more than 50 percent of the working day
of most executives and supervisors, because these people must accomplish
things through others."

Cort emphasizes that supervisory training does not attempt to
establish permanent ideas which future supervisors ought to practice.7 |deas
can only be established in the present. Supervisory traininglooks at the
acceptable courses of action that are open for smooth and result-oriented

organization management.

PreEntry Education

I nthe last decade there has been a tremendousincreasein the number
of in-service education opportunities, both on and off the job. Theincreased
tendency of the educational institutions to offer courses which serve a
practical government agency purposeis part of thelarger trendin the United
Statesin which adults are seeking more educational opportunities.
Douglas Mayo and Philip DuBois( 1987: 4-5) states:

6 Seefor example, Sherweod and Best, 1958; Alexander et al., 1976; and Dar esh, 1989.
7 Seefor example, Cort, Robert. How to get an idea acr oss, 1956.
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The educated person has developed skills that are generally
useful: reading, writing, arithmetic, and perhaps more
specialized abilities.

Education does not necessarily seek a practical or applied end;
acquisition of knowledgefor itsown sakeisa legitimategoal of
education, but not of training.

Alexander et al. suggest that more peopleare undergoing thetraditional
processes (pre-service, in-service and continuing education) toward achieving
professional level. However, the processes indicate that thisisjust the
beginning.® Pre-service (entry level) education isthetraining offered in
collegesor universitiesin the area of desired profession before employment.
Sherwood and Best concurred that pre-entry education involves the education
acquired by theindividual before being accepted as an employee.® Authorsd
articlesand textsindicate that theinitial educationis intended to expose the
individual to the theoretical aspectsd the professional career coursesat the
undergraduate degreelevel. Researchers have not gone so far asto study the
involvement of the employersin theimplementation of pre-entry education,
but many works have studied in-service education. For example, the
National Center for Education Statistics, with the cooperation of the National
Teacher Corps, madethe decision toinaugurate a seriesd studiesin in-

service teacher education. 1¢

I Nn-Service Education (formal)

In-service education involves learning. The literature onin-service
education dealslargely with the training to enhance employees' ability to
perform on the job. Such training most scholarssuggest may meet the

development of a skill and promoting learningfor a definite purpose.

8 Seefor example, Alexander et al ., 1976.

9 Seefa example, Sherwood and Best, 1958.

10 Seefor example, Nicholson, Alexander; Bruce, Joyce; Parker,Donald; and Waterman,
Floyd, 1976.
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Sherwood and Best (1958: 234) describe in-service education as"training

received after employment in a regular educational institution mostly for
degree purposes.” Theliterature offers many viewson what comprises in-
service education. Mgjor viewssuch as:

Nicholson Alexander et al. (1976: 2, 9) state:

In-Service Education, whether explicitly or implicitly is assumed
to be a matter of college courses or similar undertakings to
achieve certain professional level.

Job-embedded-in-service education may be the most basic and
most obvioustraining an employee could receive toincrease his
or her skills and knowledge toward career profession.

John Daresh (1989: 252) states:

| n-Service Education is perceived as something doneto peopleto
fix them, isinfact necessary and appropriate i n some settings
and isan entirely positive process.

Daresh emphasizes that in-service education does not attempt tofix
people. Job training can only be madein the present. In-serviceeducation
looksat the courses that are open inthefuture for improvement of both the
employee skills and the organization'sactivities.

Consensus seems to exist that the purpose o in-service education isto
increase an employee's skills and knowledge and maximize the ability of an
organization to survive by focusingits actionsand allowing it to adapt tothe
rapidly changing external and internal environment."* Although the authors
of the articlesand texts argue that in-service education improves the
performance of employees, they also suggest that an alternative existsto a

direct job training program such asin-service training or on-the-jobtraining.

11 geefor example, Sherwood and Best, 1958; Nicholson Alexander et al., 1976; John
Dar esh. 1989.
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| N-ServiceTraining (On-the-Job)

An organization, whether public or private, exists and grows because it
provides the community with worthwhile goods or services the community
sees as worthwhile. To do thisefficiently, the organization must function at
an optimum level of productivity. In-servicetraining by increasing employee
skill levels can enhance this collectiveeffort. Theliterature gives many
variations on what constitutesin-service training or on-the-job training.
Irwin Goldstein (1986: 3) states:

[In-Serviceltraining programs are planned to produce a more
considerate foreman or a more competent technician in working
environments. ...theschool environment is designed to enable
foremen to read books. In some cases, such ason-the-job
training, theinstructional environment isalmost identical to the
actual job environment. In other instances, such as a classroom
lecture, ...thelearning environment isfar removed from the job
situation. ...in both circumstances effective training stemsfrom
alearning atmosphere systematically designed to produce
changesin the working environment.

Authors o several well known texts suggest the need for continuing
training and education to meet the pace of changing modern technologies,
such as, computerization of public sector's essential services. Supervisors
who manage in the world of changing technology would have to learn the
processes unique to government and would have to develop the web of
relationshipsfor effectiveness. Training may be used to accelerate learning
and for speeding acquisition d the on-the-job experience and networks that
allow learner skillsto be put to effectiveuse.12 Theauthorsarguethat
formal educationisnot really capable of developing managers or supervisors.
Organization should not expect aformal education program alone to produce

future supervisors and subordinates. They should also continually pursue

12 seefor example, Douglas Maye and Philip DuBois, 1987; Goldstein | rwi n, 1986.
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on-thejob training. 13 The authorsindicate that achieving this result

requires a comprehensive systems approach that can best be provided by an
effective educational program in conjunction with in-service or on-the-job

training. 14

Trend and Effect of Supervisory Training

Training can becomea functional part of the organization by helpingto
improve productivity. The performance of an employeeisthe responsibility of
the supervisor. This performance may reflect in part the supervisor's interest
In trainingand ability asa trainer. Poor employee performance may be the
result of inadequacies of the supervision. For example, if the supervisor does
not understand the rules which govern employee compensation, errors may
be made. Thiscan lead toadditional interpersonal problems between the
supervisor and supervisee. Hence, supervisory training in managerial
functions such as promotion, hiring, as well asfiringis very important.

Gardner(1980: 149) states, "theissue of performance often boilsdown
to one motivation." Broadwell(1972: 49) in agreement with Gardner states,
"motivationis probably the single most important aspect of the supervisor's
job." Theo Haimann and Raymond Hilgert(1977: 2, 4, 52) in asuccinct
synthesis state:

The single most all-inclusive aspect of a supervisor's jobisthe
management of people. Supervisors must understand employee
motivation and develop approaches which will motivate
employees to perform their work to thefullest of their
capabilities.

Y ounger employees tend to possess attitudes and outlookswhich
often are quitedifferent from those possessed by older

13 See for exanpl e, Theo Haimann and Raynond Hilgert, 1977.
14 |phid.
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supervisors. Many supervisorswill continue to be confronted
with the so-called generation gap for theforeseeable future.

... many individuals entering the labor force who have had
considerable formal education, but their formal education has
not prepared them with a specificskill or talent that isdirectly
applicable to the job market.

However, organizations can play important roles in aiding prospective
supervisors to make employee'sduties meaningful. Theauthors contend that
to the employee, the supervisor isthe organization. Theauthorsindicatethat
changing technology, technological advancement, automation, and the
computer will continue to have an important impact upon supervisory
management. The supervisor will have to be better educated in the broadest
sense of the word to prepare employees, both technologically and
psychologically for change. 15

I n addition, supervisors may control opportunities on the job through
the assignments they make and thefeedback they giveto subordinates. For
exampl e, supervisors should delegate as much authority asthe employees
need to carry out assignments. Many employeeswill bewilling to accept
additional duties, challenges, and opportunitiesto contribute if the supervisor
allows them the necessary authority to carry out these duties.1€ Y et
supervisors may be afraid to give employees additional authority, since they
may fear that employees will make decisions or do things which could
embarrass or hurt the supervisor or the departmental operations.1? By
utilizing questions, discussion, signals, or cluesto feedback, supervisors may
determine whether or not the employees understand their job assignments,18

hence supervisors assumethis part of the employeelearning process. When

15 Seefor example, Theo Haimann and Raymond Hilgert, 1977, p. 5.
16 |pid.
17 |bid.
18 |pid.



done well employee's knowledge, abilities, and skillsare enhanced. In
summary, employeework opportunities are mediated through supervisor
feedback and the assessment of employees performance.

Again, the question of performanceiscentral. Douglas McGregor
(McGregor, 1957: 11), espoused the typical industrial organization offersfew
opportunities for the satisfaction of ego needs to peopleat lower levelsin the
hierarchy . McGregor actually criticized organizations' common approach to
managing employees, "management by direction and control — whether
implemented with the hard, the soft, or the firm but fair approach - fails
under today's conditions to provide effectivemotivation of human effort
toward organizational objectives."19 Peopletoday are accustomed to being
directed, manipulated, controlled in organization and to finding satisfaction
for their social, egotistic and self-fulfillment needs away from thejob
(McGregor, 1957: 16).

Haimann and Hilgert contend that "the things which tend to motivate
people more positively today are primary related to their images of
themselves."20 Haimann and Hilgert's statement seems to agree with
McGregor's finding. Thismay result in supervisorsfindingthemselvesin a
situation where their employeesonly "half listen" to what has been said in
the job assignment process.2!

Again, employees may become so busy and preoccupied with their own
thoughts that they tend to give attention only to thoseideas they want to
hear and to select only those parts of the communication which they can

readily use.22 |n addition, the actions of employeesmay indicate lack of job

19 Seefor example, Douglas McGregor, 1957, p. 14).

20 Seefor example, Theo Hai nann and Ramond Hilgert, 1977.
21 |pid.

22 |bid.
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satisfaction, and also may constitute serious barriersto supervisors' efforts to

accomplish organization goals.

Job Satisfaction
Definition

A magjor problem in areview of job satisfaction literature isto define
precisely the term "Job Satisfaction." Each researcher seems to examine only
alimited aspect of the concept. Hence, variable definitions incorporate
elements o the conceptswith which the author works most easily. For
example, Michael Beer uses “job attitudes" to define job satisfaction, while
Ivancevich, J.M. and Donnelly, J.H. use "work role" to define job satisfaction.
Unfortunately, the differing semantic approaches and conceptual ideas make
it difficult to compare the results o the variousstudies. Nevertheless,
considerable progress has been madein defining job satisfaction. The
literature shows that definitions vary somewhat from one work to another,
but there appears to be general agreement that job satisfactionis an effective
reaction to a job that results from the actual outcomeswith thosethat are
desired. Somedefinitions that are consistent with this view are as follows:

In the discussion of definitions, Victor H. Vroom (1964: 99-105) states:
"job satisfaction and job attitudesare used interchangeably since both refer to
the effectiveorientation of theindividual toward the work role heis
occupying.” Michael Beer (1964: 34) defined job satisfaction as: "the attitude
o workers toward the company, their job, their fellow workers and other
psychological objectsin the work environment." Lofquist, L.H. and Davis,
R.W. (1969: 53) noted that satisfaction: "isa function of the correspondence
between the reinforcer system of the work environment and the individual's

needs." lvancevich,JM. and Donnelly, J.H. (1968: 172) defined job
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satisfaction as"thefavorable viewpoint d the worker toward thework role he

presently occupies.” Locke, E.A. (1976: 1300) stated that job satisfaction can
be viewed as"a pleasurable or positive emotional state resulting from the
appraisal of one'sjob or job experiences."

The above authors' statements attempt to define "job satisfaction,” yet,
depending on the measure used, one single person may score two very
different levels of satisfaction asa result of the way job satisfaction is
operationalized and conceptualized. Further research will depend to a great

extent on developing a commonly accepted system of definitions.

History of Study of Job Satisfaction

The study of job satisfaction is not a recent phenomenon. |t can
perhaps be said to have begunin earnest with thefamous Hawthorne studies
of the 1920's (Elton Mayo, 1920). Since the Hawthorne studiesthere has
been an enormous output o work on the nature and causes of job satisfaction.
For example, a comparative analysis of job satisfaction amongworkers within
a selected unit of a public residential facility of Austin State School under
Texas Department of Mental Health and Mental Retardation (MHMR) i s one
o therecent studies.23

Edwin A. Locke (1969: 309) estimated that the number of studies
might exceed four thousand. Sincethen, of course, a great many more
studies have been published. Despite thisvast output, many workersare
dissatisfied with the progress that has been made in understanding job
satisfaction. Despite the tremendous amount of information available,
nothingstill causes so much controversy asdoes the question of the nature of

job satisfaction.

23 seefor example, Li sa Sands, 1990, Applied Research Project.
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Thetraditional model of job satisfaction isthat it consistsdf the total

body d feelings that an individual hasabout hisor her job. Thefeelingsare
comprised o the influences of job satisfaction which Frederick Herzberget al.
(1954: 60} listed as. the achievement, recognition, work itself, responsibility,
advancement, salary, growth, interpersonal relations, supervision, company
policy and administration, working conditions, personal life and job security.
Where the influences give risetofeelings o satisfaction the individual isjob
satisfied, where they giverise to feelings of dissatisfaction theindividual is
job dissatisfied.24

However, studies show that what makes a job satisfying or
unsatisfying does not depend only on the nature of the job, but on the
expectations that individuals have of what their job should provide. J.R
Hackman and E.E. Lawler, (1971: 278) maintained that jobs which are high
on the core dimensions such as administration, should be motivating only to
individuals who are desirousd theintrinsicrewardsthat thejob provides,
namely, higher order needs satisfactions.

Individuals who acquire high administration positions may become
accustomed to directing, manipulating and controlling people in organization.
Hence, they aredesirous of theintrinsic rewards that will provide them with
higher order needs satisfactions.

| n addition, MeGregor's criticism of organizations' common approach to
managing employees, "management by direction and control" seemsto
support Hackman and Lawler's findings. However, employees may be
expected to perform their jobsin line with the direction, manipulation and

control o their ego needs.

24 Seefor example, Frederick Herzberg, Benard Mausner, Barbar a Bloch Snyderman, The
Motivationto Work, 1969, pp. 59-84. John Wiley & Sons, New York.



The matching of an employee's expectations to a particular job has 22

been emphasized in many studies. Thisisknown as "expectancy theory."

E.A. Locke (1969: 320), an advocate of expectancy theory, points out that:

empirically, values and expectations often coincide, because
most peoplevalueonly that in which they have some reasonable
chance of attaining, but when values and expectancies are
separated experimentally, itisfound that values and
expectations determine satisfaction. One might well be satisfied
by an unexpected promotion, an unexpected risein salary, and
one might be dissatisfied with an expected dismisgal.25

Studi es proposing expectancy theory usually regard overall job
satisfaction as a function of satisfaction with the various elements of the job.
Researchers concur that the factors causing increase and decreasein
satisfaction have separate and distinct causes. Such factorsinclude the
intrinsic nature of the job and achievement as mentioned earlier. Other
factors associated with job satisfaction, such as pay and supervision, if
deficient, lead to employee being less satisfied. This theory isassociated with
Frederick Herzberg and is commonly known as the two-factor theory of job
satisfaction. Thiswill bedealt with later i n thischapter.

Thestudies of job satisfaction have not only shown positive
relationship in terms of job change, they have highlighted the effect of job
satisfaction on the matters of economicimportance, such as performance,
absenteeism and turnover. The relationship between employee job

satisfaction and performanceis a complex one.

Related Factor sInfluencing Job Satisfaction
A number of determinants of job satisfaction have beenidentified in

theliteraturereview. Many researchers have pointed to thesignificant

25 See for example, Locke, E.A., 1969.



influence of demographic characteristicssuch as age, gender, and tenure.26

Others have emphasized theimpact of structural characteristics, including
the extent of formalized control and participation in decision making. 27

Daniel J. Brass (1985: 217) indicated that: "task characteristics such
asextent of job variety, analyzability and interdependence could themselves
be the strongest predictors of work attitudes, including job satisfactionin
different contexts." For example, the outcomesof computerization research
have signaled the need to consider the effects that new technology (or
computerization) may have on employeeattitudes and performance, including
satisfaction,28 T.A. Ghani and A.R. Al-Meer contend that the "computer has
greater impact on individuals performing high uncertainty task and found to
enrich job satisfaction and to gain insight into the nature and complexity of
thetask."?® John Chalykoff and Thomas Kochan (1989, p. 328) seem to
concur with Ghani and Al-Meer's contention indicating that the "computer is
likely to become more prevalent in the workplace and, thus, central to
understanding contemporary employee response towork." Aspectsrelatingto
environmental certainty/uncertainty and aspects of performance have also
been considered to beimportant determinants of work attitudes and job
satisfaction.30

Related factorsinfluencing job satisfaction abound in literatures with
minor or no variation. Major views such as:

CharlesF. Harad (1951: 105) identified factors related to job satisfaction as:

Poor wages, poor working conditions, not adapted to job, gossip,
supervision, advancement and work injuries.

26 Seefor example, Michad Kacmer and Gerald Ferris, 1989.

27 Seefor example, Oldham & Hackman, 1981, Packard, 1989.

28 Seefor example, Ghani & Rahim, 1989; Chalykoff and Kochan, 1989.
29 |hid.

30 Seefor example, Petty, M.M.; McGee, GW. and Cavender,J.W.,1984.



F. Herzberg, B. Mausner, and B. Snyderman, (1959: 60) listed thesefactors:

Achievement, recognition, work itself, responsibility,
advancement, salary, growth, interpersonal relations,
supervision, status, company policy and administration, working
conditions, personal life, and job security.

Rene V. Dawis, (1992: 76) enumerated twenty reinforcer statements used in
measures of job satisfaction as:

Ability, utilization, achievement, activity, advancement,
authority, company policy and practices, compensation, co-
workers, creativity, independence, moral values, recognition,
responsibility, security, social service, socia status, supervision
(human relations and technical), working conditions, and
variety.

Theframeworksadf analysis used by each of the above authorsisan
attempt to explain job satisfaction in terms of basic psychological theories.
The researchers examined rel ations between expressed job satisfaction and
factors such assalary, working conditions, supervision, organization's policy
and administration, interpersonal relations, status, job security and personal
life. Charles Harad recommends that supervisors note (for each employee)
when one of thesefactors, salary, working conditions, supervision,
organization's policy and administration, interpersonal relations, status, job
security and personal life becomes a concern. |n addition, they should record
how the issue was resolved and the steps they took to reach the solution. In
thisway the supervisor will be able to amveinstantly at the method that
worksfor each type of dissatisfaction and may be able to foresee and head off

others.3t

31 see for example, Harad, Charles, 1951.



I n related research James Koch and Richard Steers (1978: 119-128) 25
applied similar job satisfaction measuresincluding: "supervision, co-workers,
work, pay, and promotion." Kochand Steers's research focused on job
attachment, satisfaction and turnover. They found a directly opposite
relationship between job attachment and turnover. By considering the job
satisfaction measures, Koch and Steersfound a significant evidence of the
rel ationship between the satisfaction with co-workers and with the work
itself to turnover.32

Theliteratureindicated that sex of worker (male-female)leadership,
organizational size, worker needs and expectation and organizational
structure differentials in job satisfaction have someinteresting, but
unresolved aspects.33 Beer (1964: 40) notes that general satisfaction was
found to be "low in divisions of a company which had alarge proportion of
male workers." Part o the problem of sex differencesin job satisfaction
studies wasinterpreted by Ivancevich and Donnelly (1968: 174) aslinked to
the differential treatment of women and men with identical credentials.
Besides studying an absolute sex differential, some researchers have focused
on other male-femalework differences. Inastudy o blue-collar workers,
Maurice Kilbridge (1961: 27)found that, "males have a higher turnover rate
than females, but women have a higher absentee rate."

Most studiesindicate that older people are generally more satisfied
with their jobs. William Form and James Geschwender (1962: 235) found
that, "workersover 40 years of age are significantly more satisfied than those
under 40 years." Another researcher also predicted that as workers grow

older they begin to accept their lot in lifeand adjust their sights accordingly,

32 Seefor example, Koch, Jamesand Steer, Richard, 1978.
33 Seefor example, Michae Beer, 1964; Ivancevich,J.M.and Donnelly, J.H. 1968; Form,
William and James Geschwender, 1962.
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while their occupational goals become situational.34 Earlier studiesfound

that people who begin working at a high level of satisfaction, become
increasingly less satisfied through the next years, and after hitting a low
point becomeincreasingly more satisfied again.35 Haimann(1977. 2) posit
that younger employees tend to possess attitudes and outl ooks which often
are quitedifferent from those possessed by older employees. Many
supervisors Will continue to be confronted with the so-called " generation gap"
for the foreseeable future. Geschwender(1962: 236) concluded that other
variablesrelating to increased satisfaction area general function of adult
socialization and areinterrelated through the variable o age.

Closdly related to ageisthe tenure or length of service with an
organization. Studiesindicate that with advancing age increased tenure
seems to correlate with higher job satisfaction. This view was expressed by
Form and Geschwender(1962: 235) when they found that workers with ten
or more years of tenure were significantly more satisfied than those with less.
Alderfer, Clayton(1967: 450) found that with increasing seniority, workers
are significantly more satisfied with their pay and opportunity to use their
skillsand abilities. Theindication from these findingsshow that the
researchers are in agreement that thelonger the workers have been on the
job, the more they know what to expect and the better their equilibrium
adjustment can be made.

In the case o the relation between organizational size and job
satisfaction, Beer(1964: 35) found, "an inverse relation between size and
satisfaction." There are many intervening variables such as organizational

structure, leadership and worker needs, expectations which qualify this

34 Seefor example, Festinger, Leon, 1957, A Theory of Cognitive Dissonance.
85 Seefor example, Ivancevich, J. Mand Donnelly, J. H1968.
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relation.3¢ Porter(1963. 396) examined the size o work groups as opposed to

thesizedf the overall organization and noted:

Increasing the size of the total organization, and thereby
achieving the technical advantages df |arge scale organization,
will not necessarily tend to reduce the job satisfaction and
morale of employees, aslong asinter-organizational unitsare
kept small.

| t seems obviousfrom common sense that a person with a high salary
will be more satisfied than a person with alow salary. Beer(1964: 40) and
Form and Geschwender ( 1962: 235) havereferred to this simple positive
correlation. Other researchers, however, have viewed this relation ina much
more complex and much less obvious manner. Although salary isimportant
to some degree, there seem to be other factors which are significantly more
important to the employee and override considerations of salary. Redeffer,
Frederick L.(1964: 63-64) in the studies d teacher morale found that:

Personnel policiesand practice rather than salary levelsare the
key to high or low morale among teachers... although salary
levels areimportant to teachers, money is not the primary
determinant o good, or poor teacher-administrator-school board
relations... crucial importance of productive interpersonal
relationshipsand effectivestaff communication in any
organizational setting.

Organizational structureisanother interesting area. One aspect o
thisisthe amount o freedom and flexibility employees havein relation to the
methods they must use and the task they must accomplish. Lee, H C(1965:
74) notes:

Theflourishingschool of participative management is, in fact,
predicted on the belief that thereis a positiverelation between
the level d work satisfaction and the amount of freedom,
flexibility, and control over work methods that employees are
allowed.

36 Seefor example, Michael Beer, 1964, Organization Size and Job Satisfaction.
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Lee'sstudy, however, indicated that after the installation of a computer

system in another company, although the work environment became more
rigid and workers had less control and freedom over their work, expressed
satisfaction increased. Lee(1965: 77) notes that part of the explanation he
proposed was that the computer installation increased interdepartmental
communication.

Another aspect d the organizational structure which has been widely
studied by industrial psychologistscentersaround supervisor-subordinate
rel ationships.

Vroom, Victor H. (1964: 112) notesthat:

Consideration o subordinates on the part of a supervisor results
in high level of satisfaction whichin turn,isreflected in
relatively low turnover rates, grievances, and absences.

Barrett, R.S. (1964: 15)states:

Belief on theincumbent's part that heand his supervisor agree
on how the work should be doneisan important determiner of
his attitudes toward him.

Barrett indicates that the consensus between the subordinate and the
supervisor is another source o satisfaction, thereby concurring with Vroom's
findings. All of thisevidence seemstoindicate that thereisan important
Interrel ationship between the employees, their individual work role, and the
ultimate function of their work organization.

Vroom (1964: 129-130) and others point out that, joblevel isreally a
complex variable and includes a number of empirically related but
conceptually different properties such as higher pay, more freedom, and less
physical effort. The degree d employee job satisfaction ismeasured with
array of needs. For example, need for recognition, achievement,

advancement, growth and security.
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Lisa Sands (1990: 17) study on job satisfactionis based on "Herzberg's

theory of motivation." The research measured employees degree o
satisfaction with regard to Herzberg's hygienefactors. Salary, company
policy, supervision, interpersonal relations, and security; Motivation factors:
advancement, recognition, achievement, work itself, responsibility and
growth. The study compared the direct care staff and non-direct care staff of
Austin State School using all the hygienefactors. The resultsindicate
significant differencesbetween facets for which respondents expressed the

greatest and least satisfaction.

Rd ationship Between Job Satisfaction and Performance

Studiesindicate that the relationship between job satisfaction and
performance have yielded discrepant results. Porter and Lawler suggest that
satisfaction or dissatisfaction with job may not affect the employee's
performance directly, rather, it reflects the degree to which the organization
Is properly rewarding the employee. They found that if the organization
actively and visibly rewardsits workersin proportion to their quality of
performance, then higher satisfaction should be more closaly related to higher
performance. Porter and Lawler (1968: 120) note that:

The earlier assumptions about theeffects d high levelsaf job
satisfaction were greatly oversimplified,if not clearly incorrect.
Any view that because a worker is satisfied, he must be a highly
productive performer isobvioudy naive. Thefirst lesson to be
learned is not that job satisfaction is aninconsequential
variable, but rather itsrelationship to performanceis more
complex than previoudy recognized.

Prior to Porter and Lawler (1968)study, Edward Lawler (1967: 4-5) had
concluded that information was needed on how employeesfelt rewards could
be obtained in their organizations. Lawler further noted that combined with

job satisfaction data, thisinformation could lead to aclearer understanding o



the "motivational state" o the organization in relation to performance
effectiveness.

Lawler and Porter'sstudy o "The Effect of Performance on Job
Satisfaction” (1967b: 23-24) found rewards as a mediating variable between
job performance and job satisfaction. They discussed these findingsinterms
o motivationtheory: good performance may lead to rewards, which in turn

|ead to satisfaction.

M otivation
Cefinition

The term "motivation" is apparently common at all levelsd human
endeavor. Martin Broadwell (1979: 127) defines motivation as some kind of
drive or impulse that causes an employeeto do ajob. Motivation pervades
every aspect o employee performance and behavior. Assuch, thesubject
cannot be divorced from the supervisor'ssubstantive activities. Theo
Haimann (1989: 292) refersto motivation asa great importance to managers
becaused itsimpact on performance. Haimann defines motivation as:

The process affecting theinner needsor drivesthat arouses,
moves, energizes, directs, channels, and sustains human
behavior.

Haimann's definition concurred with Broadwell's. Both emphasize that
human needs are very essential to appropriate human behavior.

In an experimental study a human motivation and performance,
Edwin A. Locke and Judith F. Bryan, (1967: 123) suggest waysto effectively
motivate employees. They suggest using previousself-individual
achievements o the employee as the base goal. Then employees should be
encouraged to surpass previouslevels o performance. The researchers posit

that this prevents thefrustration of attempting an impossiblegoal which
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could betheresult of random selection. It ishigh enough to stimulate

interest and desire, and in the end such a procedure leads to higher output

and higher satisfaction.

Employee M ativation in Public Organization

Employee motivation may be understood as an individual's
predisposition to respond to motives grounded primarily or uniquely in public
institutions and agencies. The motivational characteristics of government
employees have drawn the attention of scholars dating to the beginning of the
field of public administration. The concern that employees’ motivation affect
the quality and content of job outputsisequally long. The most prominent
stream of research on employee motivation historically hasfocused on
attitudes of employees and various superiors toward government
employment.

Steven Kelman(1987: 91-92) posed the question: What are the
distinctive advantages that might draw people to government? One of his
answerswas that public servants are drawn to government to participatein
the formulation of good public policy. Although Kelman associated an
individual'sdesire to participate i n the formulation of good organization
policy with the norm of organization spirit, but may likely appeal to many
employeesin morerational terms. Kelman positsthat participationin the
process of policy formulation can reinforce an individual'simage of self
importance and agreater realization of self emanatesfrom skillful and
devoted exercise of social duties.37

Anthony Downg 1967: 85) argued that somecivil servants are

motivated by "commitment to a public program because of personal

37 Seefor example, Steven Keman, 1987.
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identification," with the program. George Frederickson and David Hart

(1985: 547) argued that one d the primary reasons why American public
administration has had difficulty coping in recent yearsisitsexcessive and
uncritical reliance upon the values o businessadministration. "Careerism"
has displaced idealism, as a guide for bureaucratic behavior. Frederickson
and Hart noted that the primary inducement for peoplein an organizationis
advancement.

Down's (1967) also argues that the desire to serve the public interest is
essentially altruistic even when the publicinterest isconceived asan
individual's personal opinion. A desireto servethe publicinterest isonly one

value integral to the construct o public service motivation.

Related Factor sInfluencing M ctivation

A number of factorshave been previoudly identified (seeJob
Satisfaction). Theo Haimann and Raymond Hilgert (1977: 52) emphatically
state:

Supervisors must understand employee motivation and develop
approaches which will motivate employeesto perform their work
tothefullest of their capabilities.

William Fechter and Rene Horowitz (1988: 18)state:

Theroled theindustrial supervisor in the 1990s will be one of
|leadership. The supervisor will influence employees to produce
by creating an environment in which they are part of the team.
Thistype d leadership includes managing but isleadership by
influence, not by control.

Haimann and Hilgert indicate that employeesare concerned with the means
by which they are motivated. For example, a supervisor could use job
assignments as motivational factors. Their notions coincidewith the
statement of Fechter and Horowitz. They suggest that "influencing" isa

supervisory function by which the supervisor influences actions from
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subordinates to produce, by creating a teamwork environment, the

accomplishment of organizational objectives.38 Hence, "influencing” tendsto
be the process supervisors use to achieve goal-directed action from
subordinates and colleagues in the organization. Theliteratureindicates
that only by appropriately influencingand supervising the employeeswill the
supervisor be abletoinstill in them this motivation to work energetically on
thejob and at the same timeto find personal satisfaction.

Among thelist of factorsrelated to job satisfaction isthejob itself. The
literature review indicates that "the job" also can provide employees with the
satisfaction he or she needsto be noti vated. Findingsalso indicate that
employees want a chance to succeed for recognition, to advance, and to feel
that he or sheis making contributions to the organization's progress.

Frederick Herzberg's(1966:. 127) "Two-Factor Theory" of managerial
motivation demonstrated that many things which management and
supervisors have traditionally believed would motivate employees serve
primarily to satisfy or dissatisfy them, rather than toreally motivate their
performance. Herzbergindicatesthat several factorsare involved. The
factor which employees find most objectionable are organization policiesand
administration. Also, lack of good supervision, both in the technical and
human rel ations sense, poor working conditions, and inadequate payment of
wages and fringe benefitsare cited. Herzberg noted the two-factor

motivation-hygiene theory in Table2 1

38 Seefor example, Haiman, Theo and Hilgert, Raymond, 1977; Fechter,William and
Horowitz, Rene, 1988.
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Table2.1: Two-Factor Moativation - Hygiene (maintenance) Theory

Hygiene Factors M otivation Factors

1. The Organization's policy 1 Achievement

and administration
2. Supervision 2. Recognition
3. Salary 3. Thework itself
4. Interpersonal relations 4. Responsibility
5. Working Conditions 5. Advancement
6. Status 6. Growth
7. Job Security
8. Personal Life

Herzberg further explained that where these kinds of factors are
negative or lacking, employees will be unhappy and dissatisfied. Also, even
where these items are positive and proper, they do not tend to motivate
employeesstrongly. He asserted that this does not mean that these factors
areunimportant. They are very important, but they areonly astartin
achieving positive employee motivation. Asindicated earlier, the things
which tend to motivate employees more positively today are primarily related
to their images of themselves. Opportunities for advancement, greater
responsibility, promotion, growth, achievement, and interesting work,
consistently are identified asthekinds o factors which make work enjoyable,

challenging, meaningful and interesting.

Summar y o Employee M dtivation Resear ch | ssues

Effective supervisory trainingiscritically important to the
development of good employees. Asa result, the planning, theimplementing
and the eventual evaluation of typesd training are particularly important
responsibilities for the practitioner of pro-active supervision whose ultimate

goal is always to make employees more effective. Influencing employeesis
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the managerial function in which the supervisor creates a climate that

enables subordinates to find as much satisfaction as possible while getting
thejob done. Theinfluencingfunction is particularly concerned with
behavioral response and interpersonal relations. Only by appropriately
influencing will the supervisor instill in the department's employeesthe
motivation to go about their jobswith enthusiasm and also to find personal
fulfillment of their needs. Therefore, it isnecessary for supervisors to
understand basic motivational processes.

These needs eventually stimulate the formation of goalsthat motivate
employeesto take certain actions. Supervision is management of people. The
degree o effective supervisory management in an organization may be
measured with the types of supervisory management training the supervisors
have acquired. Thismay also reflect in employee's performances.

Supervisors obvioudly learn through different typesof training what needs
that may satisfy and/or motivate employees in an organization. Motivation,
however, not only i s caused by unmet needs, but alsoislargely influenced by
an individual's perceptions, values, attitudes, and entire personality. If a
goal isnot attained, however, conflict often setsin. Thisisbecause action
that does not succeed resultsin blocked satisfaction, frustration, and anxiety.

It isthe supervisor's duty to minimize frustrating situations, especially
if these result from a conflict between individual and organizational goals. In
work environment variousfactorsinfluence the realization of an employee's
expectations. Some of these factors are merely satisfiers and nonsatisfiers.39
Employees' needs are determined by the factors that motivate them in their
work organization. Itisnatural toexpect theliterature of management to be

full of generalizations about human motivation. In thischapter, the

39 Seefor example, Frederick Her zberg, 1966, Wark and Natur e of Man.
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researcher looked briefly at the basic theories of motivation. Frederick

Herzberg's classical "two-factor” theory establishes two areas. maintenance
factors, which are necessary to increase job satisfaction; and motivational
factors, the higher needs by which workers can be effectively motivated.
Supervisors can apply these theories according to their own concept of the
nature of man. Todo thisit may be necessary for supervisors to undergo
adequate supervisory management training processes tofitintothe

sophisticated government bureaucracy.

Chapter Summary

Thischapter has reviewed the nature of research in the field of
supervisory management training through the theory of practice distinction.
Theliterature hasrevealed the source of, and the persistent interest in the
theory-practicesupervision. Current analyses, even though representative of
the positive perspective, decry inadequate supervisory management training
in work environment.

From the literature, the concepts of "supervision,” types of supervisory
management training and definitions are examined. They form the basis of
an analytic approach to descriptive research. Employee job satisfaction and
motivation are examined. From the examination, threetypes of supervisory
management training areanalyzed. | naddition, factors related to employee
job satisfaction and motivation are reviewed with respect to the concepts of
"supervision." Both job satisfaction and employee motivation contribute to
job performance and areinfluenced by "supervision."

From these foundations and through the further operationalization of
these concepts in a subsequent chapter, a framework is constructed with

which to describe the relationship between supervisory trai ning and
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employeejob satisfaction and motivation at the Texas Department of Health.

The next chapter discusses the setting in which thisresearch takesplace. A

description of the Texas Department of Health is provided.
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CHAPTER III

Resear ch Setting

Brief History of Texas Department of Health (TDH)

The purpose o thischapter i sto describethe research setting. This
chapter will give a brief history of Texas Department of Health and also
describe the organizational structure/changes. Somelegislative and
administrative changesin the law occurred within the department in recent
time. Therefore, theinformation contained in this and subsequent chapters
presents a snapshot o the organizational structure and changesthat
occurred in 1993 as mandated by the legislature.

The Texas Department of Health, according to the employee's
handbook (1992), was established in 1879 with the appointment of a State
Health Officer. The duty of the State Health Officer wasto execute all the
requirements of the Texas Quarantine Act. The Texas Department of Health
Is the successor to the Texas Quarantine Department created by the
legislaturein 1891. In 1903, the name was changed to Texas Department of
Public Health and Vital Statistics. Between 1903 and 1975, the Texas
Department of Health adopted different namesincluding Texas State
Department of Health in 1909 and subsequently, Texas Department of
Health Resources. Finally, in 1977, the Agency's name was changed to Texas
Department o Health (TDH).

According to the handbook, each of those name changes reflected
important enlargements of the scopeand purpose of the State's Public Health
Agency. The Texas Department o Health bears the responsibility for
coordinating and developing all of the Health Resourcesof Texas. The
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essential purpose of the agency is"To Promote and Protect the Health of the

Public,"38 essentially the citizens of the State of Texas.
Organization Structure

The Texas Department of Health operates under the direction of the
Board of Governorswhich is appointed by the Governor of the State of Texas.
The six member board works directly with the Commissioner of Health. The
Commissioner of Health also is appointed by the State Governor, as the Chief
Executive of the Agency. Thereareseveral programs associated with the
Health Department. The Executive Organizational Chart, Appendix A, gives
a clear view of the functional structure of the Texas Department of Health.
Within these hierarchies aredifferent bureaus. Each bureau hasseveral
divisions which function under itsauspices. There are about twenty-five
bureaus and more than one-hundred divisions. All the bureausand divisions
have their own separate organizational chartsfrom which their basic duties
are operationalized.

The Texas Department of Health (TDH) isone of the largest state
agenciesin Texas with approximately 5,000 employees. With a better
understanding of the complexity of the TDH organizational structure, the
researcher provides a clearer picture of the survey research study. The Texas
Department of Health's mission isto "promote and protect the health of the
people of Texas," a mission which it has continued to accomplish over one
hundred different programs spread across the entire state. The alphabetical
program listing, Appendix B, reveals the names and types of the various
programes.

The number of bureaus, divisionsand programsin the department

have increased within the past two years. Having selected the respondents

38 Seefor example, TexasHealth Bulletin, October - November 1993.
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from the organizational chartsdf several bureausand divisionsthe

researcher estimatesthe ratio of supervisiontostaff to be 1:7. Thereare
different types of employee training programsthat exist in the Texas
Department of Health. For example, the computer (technical) skill training
program is based on the needs of a particular program. Thetechnical skill
program is not offered to employees as may be needed, but as may be

required.

Supervisory

Training programs exist in the Texas Department of Health through
the on-the-job processes. Most d thetrainingisbased on the employee's
length of time on the job with a minimum regard to thelevels of education
and area d specialization of the training participants. Seminar and
workshop sessions also form part of these processes. 1 n addition, the
department has other educational opportunities availablefor its employees.
The education tuition reimbursement isone of the opportunities. However,
reimbursement isnot tied to a particular training and/or course attached to
this educational opportunity. Theonly criterion isthat the training and/or
courses undertaken should help toimprove employee skills and/or
performanceson thejob. The department views supervisory management
training asa productive and effective method to achieveitsgoals. Hencethe
Texas Department of Health Commissioner'sTask Force on Human
Resources proposed that "a core curriculum o supervisory training must be
completed by all new supervisors within three months o their assuming
supervisory responsibilitiesand within 12 months by all existing

supervisors."3?

39 Commissioner'sTask Forceon Human Resour ces, Administrateive Update, May 1994, p. 27



Or ganizational Changes

Recent changes have taken placein theagency. As part o the
legislatively mandated changesin 1993, among health and human services
agencies, purchased health services, vendor drugs, county indigent health
care, disproportionate share, medical transportation and EPSDT (ahealth
screening program for children) were transferred to Texas Department of
Health from the Department of Human Services (DHS). All the genetics
screening and counseling previously at Mental Health and Mental
Retardation (MHMR) were transferred to Texas Department of Health.

The Department of Human Services (DHS) gained the long term care
programs from the Texas Department of Health (TDH) asa result of the
changes. Effective September 1, 1993, the number of public health regions of
the TDH Agency increased from eight (8) to eleven (11). See Appendix C.
According to Texas health Bulletin of October — November 1993, the change
IS meant to promote better delivery of state services by establishing uniform
regional boundaries and numbersfor all health and human services.

Certain typesof changes require, asa condition of meeting the health
needs o the people of Texasaswell asto streamline the Health and Human
Services programs. Such currently valid changes are conclusive for effective
management. A final overall noteisthat effective management isrequired
for standard and traditional supervisory management training. The method

used to address thisresearch question isdiscussed in Chapter IV,
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CHAPTER IV

Resear ch M ethodology

This applied research project i s a descriptive study utilizing survey
research to collect data. The expectationsaf the survey instrument are
discussed in thischapter. Thischapter also defines the study population.
The study was limited to an analysis o the influences of three major types of
training received by seventy supervisors toward thefactorsrelated to
employee job satisfaction and motivation.

Discussion on survey research and the reason why survey research was
chosen asthe data collection method are also presented. Survey researchis
appropriate to the research purpose asit alowsfor getting the perceptions of
supervisors, and to summarize these perceptions over a large group of people
(Babbie, 1992: 262). Thelimited amount of time available to complete the

project also makes survey research appropriate.

Job Satisfaction

Job sati sfaction conceptwas operationalized through alist o eight
statements representing eight factorsrelated to employee job satisfaction. These
factorsare found in the supervisory management training literature. The
respondents’ responses to the questions represent their attitude to each o the
corresponding supervisory management training concepts. The respondents
were asked to indicate whether they strongly agree, agree, don't know, disagree
or strongly disagreefor each o the three major typesaf training. The responses

were assigned numerical measures asshown in Table4. 1
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Table41

Numerical Measures

Strongly Agree (SA) 2
Agree (A)

Don't Know (DK) 0
Disagree (D) -1
Strongly Disagree (SD) -2

The questions sought to distinguish differencesin the degree of employee
job satisfaction for each typed supervisory management training. Although not
explicitly stated, it iswidely known that thereare varying degreesd status
between supervisory positionsin the Texas Department d Health. Despitethese
differences, variation in the overall measures d factorsrelated to employee job
satisfactionfor pre-entry education, in-service (formal) education and in-service

(on-the-job)training were observed.

Motivation

The motivation concept was operationalized through alist of six
statements representing six factorsrelated to employee motivation. These
statements are also found in the supervisory management training literature.
Again, therespondents' responsesto the questions represent their attitude
toward each o the corresponding supervisory management trainingconcept. As
stated before, they were asked to indicate whether they strongly agree, agree,
don't know, disagreeor strongly disagreefor each d the three mgjor typesd
training. They were assigned the same numerical measures as shown in Table

4.1.
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The questions a so sought to distinguish between the differencesin the

degreed employee motivation on each type of supervisory management
training. Variationin theoverall measures o factorsrelated to employee
motivation for pre-entry education, in-senrice (formal) education and in-senrice
(on-the-job) training were obsenred.

Population and Sampling Fr ane

There are about twenty-five bureaus and more than one hundred
divisionsin Texas Department of Health (TDH). The bureaus are located at
the TDH head officein Austin. Some divisions arelocated acrossthe entire
state. Togather information representing these bureaus and divisions, the
survey focuses on head office of the Texas Department of Health at Austin. A
self-administered questionnaire was utilized to obtain information. The level
of measurement wasordinal. Theunit of analysesareindividuals
(supervisors)in different divisions of the bureaus. A list of 70 supervisors
was obtained from the department directory as well as bureau's and divisions
organizational charts.

An official letter requesting permission to conduct the survey research
aswell asto distribute and receive questionnaires through the Texas
Department d Health inter-office mailing system was submitted to the
Deputy Commissioner of Health (See Appendix F). Theletter also contains
the purpose o the research and thereasons why it is necessary for the
researcher to complete the project. Onemgor reasonisthatitisa partial
fulfillment to a Master d Public Administration Degree at Southwest Texas
State University. An approval was given by the Deputy Commissioner for

Programs, Carol S. Danielson August 10, 1994.
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Digtribution of the Survey | nstruments

Thesurvey questionnaires were distributed to 70 supervisors. An
option was to mail the questionnaires to supervisors at their home addresses.
Inter-office mail was deemed faster and was assumed to improve therate of
response. A cover letter wasattached to the questionnaireidentifying the
researcher, explaining the purpose of the research and requesting a response
by a specificdate. A self-addressed envelope was enclosed in each
letter/questionnaire to increasetheresponserate. The surveys were sent out
on September 15, 1994. The respondents were given 5 weeks to return the
survey. They were asked to return the survey by October 21, 1994. By this
date, 37 respondentsreturned their questionnaires. Theresearcher did not
find it necessary to send out a follow up survey. Thiswasduetoaninitial

response of 53 percent.

The Survey | ngtrument

Thesurvey instrument included theitemsidentified through the
literature review and the researcher's personal knowledge of the topic. The
survey itemsweredivided into three parts:
Job Satisfaction and Motivation: Questionsrelevant to thefactors
identified through the literature review under job satisfaction and motivation
were asked on each o the threetypes o supervisory management training.
Both job satisfaction and motivation were measured in scale. They
incorporated each of the elements of employee job satisfaction and motivation
that wasdiscussed in theliterature. See Appendix D. The survey layout is
the Likert measurement (ordinal) survey designed to reveal thelevelsd the

impact on employeesfrom the influences.
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Background I nformation: This contains questions of a personal nature.

The information was used solely to group supervisorsin order to determine if
any relationshipsexist between respondents who exhibit similaritiesin their
answers.

Supervisory Management Training Open Response: Therespondents
were allowed the opportunity to express any opinion they may have regarding
the Supervisory Management Trainingin their bureaus, divisionsor TDH in

general that was, but not included assurvey items.

Analysisa Data

Upon return, the survey questionnaireswere analyzed using
descriptive secondary methods. The sample means were obtained. The
means were computed and used to describe perception of supervisors at the
TexasDepartment o Health.

There were eight questionsfor job satisfaction. Each individual was
given 5 possible responses of strongly agree, agree, don't know, disagree, and
strongly disagree. They were coded from 2, strongly agreeto -2, strongly
disagree, hence, the 8item scale incorporated the 8 elements of employee
satisfaction; organization policy and administration, supervision, salary,
interpersonal relations, working conditions, status, job security and personal
life. The job satisfaction scale ranged from of 16 to- 16 (whichis?2 and -2
multiplied by the 8 items respectively).

Sx questionsfor motivation were also given 5 possible responses of
strongly agree, agree, don't know, disagree, and strongly disagree. They were
coded from 2, strongly agree to -2 strongly disagree. The6 item scale
incorporated the 6 elements of employee motivation, achievement,

recognition, work itself, responsibility, advancement and growth. The scale
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hasa maximum value of 12 (2x 6items) and a minimum value of =12 (-2 x 6

items).

Strengthsand Weaknessesof Survey

Survey research hasits strengthsand weaknesses. Babbie (1992: 278-
282) suggests that survey research is"especially appropriate for making
descriptive studies o large populations.” Babbie alsoindicates that the
survey is"flexiblein amount of questions asked, strongon reliability, and
easy to replicate. The standardization o the data collected allowsfor
generalization using survey research method (Babbie, 1992). These
conditions apply to this study because thisisa descriptive study and the
number of supervisors at Texas Department of Health is quite large.

Babbie al so suggests that survey research has the weakness of
"being somewhat artificial and potentially superficial in the coverage of
topicsand thereby weak on validity." Itisdifficult togain afull sense
of social processesin their natural settings through the use of survey.
The attitudes of respondents may be affected by virtue of having been
asked questions through the user of surveys. The weaknesses were
aleviated with by adding a section for comments. Commentsreflect a
richer set of experiences, perceptions and attitudes than closed ended
guestionnaire items alone. Thefindingsd the survey research are

presented in Chapter V.



Chapter V
Findings

Thisresearch project describes the perceptions o supervisors about
how three major typesaof supervisory management traininginfluencejob
satisfaction and motivation in Texas Department of Health. The raw scores
for each element of job satisfaction and motivation are summarized in
Appendix D. Thethree major supervisory management training studied are
listed i n theleft-hand column o thetable. Thefourteen categories o factors
studied arelisted horizontally under job satisfaction and motivation.

Major initial findings of this review are that employee job satisfaction
and motivation is predicated on a sound supervisory management training
program. Training o supervisorsisa continuing process dependent upon the
initial formal or informal education received by supervisors and the training
needs/requirements. The training considered most valuable is conducted on

an in-senice (on-the-job) basis.

Respondents Background I nfor mation

Thissection of the survey contains questions of a personal nature. The
information was solely used to group supervisors in order to describethe
respondents. The survey results indicate a high level o education among the
respondente. Almost 70 percent had completed college and almost a third
had graduate training (see Table 5.1).
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Table6.1
RespondentsEducation
(N=37)
Education Number | Percent

High school graduates 2 5.4
Some college 5 13.5
College graduates 14 37.0
Graduate training 12 32.4
Not answering 4 10.8

Total 37 100

There were 4 respondents in salary grade level between 10-12, 25 were
on salary gradelevel 13 and above. Thisrepresented 68 percent. Finally, 8
(22%) respondents did not indicate their salary grade level.

Respondentsin thefirst-level supervisory position were 11.(30
percent). Second level were 17 (46 percent). Third level or higher were5 (14
percent). Four (11percent) respondents did not indicatetheir level of
supervision.

Twenty 54 percent respondents indicated that they had not received
frequent on-the-job training. Onethird (33 percent) had received frequent
on-the-job training. Five respondents (14 percent) did not indicate whether
they received frequent on-the-job training or not.

Twenty-two respondents attended between 1-3 management training
sessionsin thelast two years. Thisnumber represents 59 percent; 7

respondents (19 percent) attended between 46 management training
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sessionsin the last two years; 6 respondents (17 percent) attended over six

management training sessionsin thelast two yearswhile 1 respondent (3
percent) voluntarily indicated "none." Four respondentsdid not give any
indication representing 10.81 percent.

The respondentstenurein their current position seemed fairly evenly
divided between short and long. I1n all, 3 respondents (8 percent) said they
have been employed in their current positionsfor oneyear or less;, 13
respondents (35 percent) indicated 1-3 yearslength of current position; 9
respondents (24 percent) have been in current positionsfor 4-6 yearsand 8
respondents (22 percent) said they have been employed intheir current
position for over 6 yearswhile 4 respondents (11percent) did not respond to
the question.

None of the respondents who returned their questionnairesis under
the age d 25. Four respondents are between 25-35years of age. There are
19 (51 percent) respondents who are between the ages d 35—45 yearswhile
10 respondents (27 percent) are over 45yearsaof age. Again, 4 respondents
(11 percent) abstained from indicating their age. This question was optional.

Another optional question was the respondents' gender. Even though
optional, 15 respondents(41percent) are male, while 18 (49 percent) are
female. There were 4 (11percent) abstains.

Race was an optional question also, but 28 respondents are White
representing 76 percent d the total of 37 questionnairesreturned. Only one
respondent i sBlack and oneis American Indian/Alaskan, representing
2percent respectively. Thereare 2 Hispanic respondents (6 percent) while 4
(Ilpercent) abstained from indicating their race.
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Summary of RespondentsBackground | nfor mation

This section of thesurvey questionnairedid not constitute a major role
of theresearchissues, but it standsto represent the demography and
characteristics of categories of supervisors employed at Texas Department of
Health. 1t may also serveasa quick review or study that may attract the
Interest of the top management and the Human Resources Division o the
Texas Department of Health.

For the most part the respondentswere white males. Most had held
their position between 1 and 6 years. They also tended to be over 35years
old. In addition, most had not received frequent on the job supervisory

training.

Results

Theresults of the study are organized around two concepts relevant to
effective "supervision," employee job satisfaction and motivation. The
researcher sought to determine the expressed overall degree of job
satisfaction with regard to eight job satisfaction and six motivation factors.
Each respondent was asked to rate each training typeability to enhance
employee motivation and job satisfaction. The scores obtained are recorded
asordinal data.

Basically, thisstudy examined the relationship between the types of
supervisory training and job satisfaction and motivation. Theresult of the
survey issummarizedin Tables5.2 and 5.3. For the most part theresults
were disappointing. The sample meansclustered around "neutral" impact.
Nevertheless, the respondents believed that in-service (on-the-job) training

contributed the most to employee motivation and job satisfaction.
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Suprisingly, therespondentsindicated that pre-entry education actually had

aslight negative influence on employee job satisfaction.

Table6.2
Job Satisfaction M ean-Score
Training Type Overall Score Mean Score
Pre-Entry Education —47 -1.27
In-Service (Formal)
Education 32 .86
In-Service (on-the-job)
Training 124 3.35
Table5.3
M otivation M ean-Scor e
Training Type Overall Score M ean Score
Pre-Entry Education 1 .03
In-Service (Formal)
Education 67 1.81
In-Service (on-the-job)
Training 121 3.73

The"job satisfaction and Motivation" overall score for each type of
trainingisthe summation o the score for each of thefactors related to
employee job satisfaction and motivation asshownin Appendix D. The
researcher must emphasize that the numbersare very close to the center.
Figure 5.1 and 5.2 show the mean score for both job satisfaction and
motivation. Figure 5.1 summarizesthe maximum score of 16 to a minimum
score df —16 for job satisfaction. Figure 5.1 also summarizes the maximum

scored 12 to minimum score of =12 for motivation.
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Figures.1

Job Satisfaction Mean Score Scale
(not to scale)

-1.27 0 .86 3.35 16

Figureb.2

M otivation M ean Scor e Scale
(not to scale)

0 03 181 3.23 12

Both the job satisfaction and motivation indicate that the overall

picture of the respondents do not feel very strongly one way or the other.

However, the summary rankings of the types o supervisory management

training that influenced job satisfaction and motivation areshownin Table

5.4 below:

Table5.4
Summary Ranki ng

Job Satisfaction M otivation
In-Service (On-the-job) | In-Service (on-the-jab)
Training Training
In-Service (formal) In-Service (formal)
Education Education

Re-Entry Education

Pre-Entry Education
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Theresultsindicate that in-service (on-the-job) training seems to be

the most likely to contribute to employeejob satisfaction and motivation. The
next isin-service (formal) education. Finally, supervisors think that pre-
entry education might not be helpful. Thisstudy seems to support the
recommendation of the Texas Department of Health - Commissioner's Task
Force on Human Resources which proposed compulsory and systematic

supervisory training for all new and existing supervisors.

Open Response

Thissection of the survey questionnaire allowed the respondents to
express any opinion they have regarding the supervisory management
training in their respective divisions. The comments section of the
guestionnairefrom the respondentsseems toindicate that there are problems
with supervisory training at Texas Department of Health. The respondents'
comments are reproduced without any changes. See Appendix F. The next

chapter VI summarized aswell as offered recommendations of the research

findings.



o6

CHAPTERVI
Summary and Recommendation

Summary

The study described inthe preceding chapters was designed to
understand the perceptions o supervisors about how three major types of
supervisory management training influence the factorsfound to be related to
employee job satisfaction and motivation. The basic premise underlying this
approach was that public sector supervisors' effortsto improve employee job
satisfaction and motivation must be based upon empirical foundations of
management traininginorder to most effectively utilize limited resources.

After reviewing the literature on supervisory management training as
well asjob satisfaction and motivation, the researcher came to a conclusion
that most of the supervisory management training has been based on the
amount of satisfaction and the extent of motivation an employee received
under supervision. lronically, most o the research studies have been
conducted on small groups of workersin particular work settings. A specified
public sector department maintained this tradition.

As noted in Chapter 11, however, some theoretically-guided attempts
have been made to assess academic contents of the types of supervisory
management training programs. Because df the presence o the definitive
information, the study undertaken was descriptive in nature, and was
intended to be part of an organizational assessment to identify factors
needing supervisory attention. The researcher was seeking resultsfor a
particular agency because d alarge variety of programsit runs. Assuch, the

researcher was not greatly concerned in generalizing the research findings.
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Testing of means to determine significant differences was not

performed, hence scores must be interpreted relatively. The evidence
suggests that two out of the three types o supervisory management training;
in-service (on-the-job) training and in-service (formal) education lead to some

degree of benefits to employee job satisfaction and motivation.

Recommendations

The appropriateness of any type of supervisory management training
dependson the weight of the needs, the advantages and the expectancy of the
supervisors. Thetypes o supervisory management training that are most
beneficial tojob satisfaction also are beneficial to motivation. They are
ranked, first, in-service (on-the-job) training, second, in-service (formal)
education, and third, pre-entry education.

The next and most crucial step in specifying supervisory training needs
Isto reduce the functions to statements of activities. That is, the agency
must define the specific proceduresthe supervisors must engage in, and
engage in skillfully to discharge the functions effectively. These activities, as
the agency defines them, becomethe groundsfor training. They are, in effect,
the scriptsfor the various supervisory roles.

Even though the subordinates may bein the position to know the
weaknesses and needs d their supervisors, they are not often asked to
determine those needs. Many supervisors would not liketheidea of their
subordinates being asked for such information. Thereisneed for a pre-
supervisory development program. Job competency profilesfor first time
supervisory positionsform the basisfor the identification of candidatesfor
this program. The program must aim to develop a thorough grounding in the

supervisory role and in three vocational work areas, a three week on-the-job
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|earning assignment will give exposure to the work areas; a one week

seminar on the supervisory role and on basic management, administrative
and leadership skills and finally, subsequent job assignments have to be
provided for successful program participants.

In conclusion, the overall resultsdf thisapplied research provide
directions for determining an appropriate supervisory management training
program. Theliterature review does not determine any one training that
will meet all the needs d the supervisor. Although the present study is
unable to test any hypothesis, future research could explore the possibility of
using job satisfaction and motivation as independent variables and types of

employee training as dependent variabl es.
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Texas Department of Health
Executive Organizational Chart
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Texas Department of Health
Regional HeadquartersMap
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Regional map takes on new look
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APPENDIX D

Raw Scoresfor Each Element of
Job Satisfaction and M otivation
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Survey Questionnaire
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SOUTHWEST TEXAS STATE UNIVERSITY
601 University Drive
San Marcos, Texas 78666

Departnent of Political Science
Dear Texas Departnent of Health enployee:

You have been selected to voluntarily participate in a research
study which will exam ne t he perceptions of supervisors on how each
ty%e of Supervisory Managenent Training(SMT) i nfluences enpl oyees'

job satisfaction and notivation in the Texas Department of Health.

This survey research is a requirenent for the conpletion of a
Mister's Degree in Public Adm nistration at Sout hwest Texas State
University(SWTSU). This study and the attached survey renain
| ndependent of the Texas Departnent of Health. No one except
faculty menbers of Sout hwest Texas State University will ever see
your responses.

The purpose of this survey isto obtain information regarding your
perceptions of the Supervisory Management Training in your Bureaus
and/or Divisions. \Wen results of this survey are tabulated and
published, readers will not be able to identify any specific
I ndividual. The survey results will be viewed in terms of overal

perception. Please DO NOT sign, or in any way identify vourself on
the survey.

The survey contains Twenty-three(23) itens. Part |. contains
fourteen(14) itens which examne your attitude and opinion in
fundanental aspects of Supervisory Managenent Training(sSMT). Part
II. contains nine(9) items requesting background information.
Finally, Part III. provides you an opportunity to express your
opi ni on regardi ng Supervisory Minagenent Training(SMT).

The Deputy Conm ssioner for Prograns has approved using the inter-
office mailing systemto returnthe conpleted survey. I'n order for
me to neet the deadline for the Research Project, pleasereturnthe
conpl eted questionnaire with the enclosed sel f-addressed envel ope
before Cctober 21, 1994,

| f you have any questions regarding this survey, please contact me
at (512)918-0744. Thank you I n advance for your participation and
cooper ati on.

FRANCLS | BEZLM, Jr.
Vendor Management Di Vi Si on
Bureau of Nutrition Services
Shoal Creek Bl vd.

Austin, Texas

(512) 406- 0777, Ex 203
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For the purpose of responding to the enclosed questionnaire:

PreEntry Educationis defined as: The education acquired through formal school
environment (High School/College). Thisinvolvesthat portion of education which
may be given an individual up to high school diploma and/or undergraduate degree
in contemplation of entering a specific occupation.

I n-Service( For nal ) Education is defined as: Thetraining received with
employment in a regular educational institution usually for particular degrees
and/or for a particular profession (Post Bachelors).

I n-Service(On-The-Job)Trai ni ng isdefined as: The portion of post-entry
education designed to improve performance or to prepare for a specific job
assignment or duties within the employment.

Thissurvey is designed to gather information regarding the perception of
supervisors on how threetypes of Supervisory Management Training (SMT)
influence the factors related to Employee Job Satisfaction (EJS) and Employee
Motivation (EM) in day-to-day management to achieve organization goals.

Part I: EMPLOYEE JOB SATISFACTION and MOTIVATION

Part | of thissurvey isdesigned to gather information regarding your attitude and
opinion concerning employees job satisfaction and motivation. It consists of two (2)
brief sections.
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Section 1: Job Satisfaction

This section deals with elements o job satisfaction. Please respond to each
statement by placing an "X" in the box that best representsyour attitude to each of
the corresponding Supervisory Management Training concept. Indicate whether
you strongly agree (SA), Agree (A), Don't Know (DK), Disagree (D), or Strongly
Disagree (SD) for each of thethreetypes o training.

. Training enables supervisorsto
communicate organizational policy
and administrativeinitiative.

. Training emphasizessupervision
as management of people.

. Training focuses on the importance
d salary on employeejob
satisfaction.

. Training specifies activities
involving relatively interpersonal
procedures.

. Supervisors' efforts to secure safe
working conditionsincrease
through training.

. Training providesample
opportunitiesfor supervisors to
better prepare employeesfor
upward status.

. Training provides supervisors the
information base for organizational
stability which reflected in some
objective way on employees' job
security.

. Training enables supervisors to
deal with personal life situations
that affect employees feelings
about thejob.

Pre-Entry
Education

In-Service
(Formal)
Education

In-Service
(on-the-job)
Training

SAADKDS

SAADKDS

SA ADK D SD

000O0O

Qoo

Qoo

anoaoaaoAaQ

000O0O

000O0O

Qooaaq

Qoo

Qaaaa

000O0O

000O0OO0O0OOOO0OO

000O0O

000O0O

000O0O

000O0O

0O00O0O

Qaoaba

Qaoaaa

QaadQ

aaoaani

Qoo

Qooaoaan

000O0O
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Section 22 Motivation

This section dealswith elements of emﬁl oyee motivation. Please respond to
each statement by placing an "X" in the box that best representsyour attitude to
each of the corresponding Supervisory Management Training concept. Indicate
whether you Strongly Agree (SA), Agree (A), Don't Know (DK), Disagree (D), or
Strongly Disagree (SD) for each type of training.

In-Service In-Service
Pre-Entry (Formal) (on-the-job)
Education Education Training

SAADKD SDSA ADKD SD SA A DK DSD

1. Training enablessupervisorsto
analyze employees
achievement in the job. QOQOQQuooaaoanj@aaaq

2. Training emphasizes the importanc
o recognition of employees
accomplishment in order to give
credit for work done and criticism
or blame. 0O0O0O0O0O0OpOOOOOIOOOOO

by

3. Through training, supervisors
know that the source of good or
bad feelings about work itself isto
give employees opportunity to
carry throughanentireoperation |0 Q0O QIQOQ00QQOQ0OO00

4. Trainingreveals the sequence of
events in which employees derived
satisfaction from being given
responsibilitiesfor their own work
or for the work o othersand the
authority needed to carry out the
job responsibilities. DO0O00DoQQaaooooaq

5. Trainingenables supervisors to
developinterest in employees
training and self-development as
preparation for eventual upward

change or promotional
advancement. QQOO0|joooQOijooo0aao




Section 2. Motivation = continued

6. Trainingemphasizesthat
employees growth largely depends
on supervisor s consider able

attention to developingtheir skill
levels.

73

In-Service In-Service
Pre-Entry (Formal) (on-the-job)
Education Education Training
SAADEKED SDSA A DK D SD SA A DE DSD
QaQoaaaiaaQajaaaaa
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Part 1T BACKGROUNDI NFORVATI ON

This section of the survey contains questionsd a personal nature. The
information will be used solely to group supervisorsin order to determine if any
relationships exist between respondents who exhibit similaritiesin their answers.

Please circle the appropriateletter to indicate your response.

1 Whatisyour highest level of formal education?

Less than high school
High school graduate
Some college
Collegegraduate
Graduate training

a2 0oL

2. What isyour grade level?

Salary Group 1-3

Salary Group4-5

Salary Group6-7

Salary Group 8-9

Salary Group 10-12

Salary Group 13 and above

D0 oo

3. What group best fitsyour situation?

a. First-level Supervisor
b. Second-level Supervisor
c. Third-level Supervisor or Higher

4. | receive frequent on-the-job training.

a. No
b. Yes(please specify)

5. How many management training sessions have you attended in the last 2 years?

a 1-3
bh. 4- 6
C over6



. How long have you been employed in your current position?

Oneyear or less
1-3years
4-6years
Over 6 years

o0 oo

. What isyour age? (optional)

a. Under 25
b. 25-35
c. 36-45
d. Over 45

. What isyour sex? (optional)

a. Male
b. Female

. What isyour race? (optional)

White

Black

Hispanic

American Indian/Alaskan
Asian/Pacific | slander

oo oTp
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Part I1I: SUPERVISORY MANAGEMENT TRAINING OPEN RESPONSE

Part III o thissurvey isto alow you an opportunity to express any opinion you may
have regarding the Supervisory Management Trainingin your division. Y ou may
use asmuch or aslittle space asyou desire.

iE paper.




APPENDIX F

Some Supervisory Management Training
Reproduced Open Responsesfrom Respondents
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"Trainingis not scheduled on a routine basis;, new supervisors, or new to the
department, need to be scheduled into a pre-designated set of courses. These need
toinclude, but not be limited to, evaluation system, sexual harassment, how to deal
with difficult employees, time management, and budget. All of these affect the
morale and management of subordinates."

"Promotion into supervisor position isoften based on length of service and not
on supervisory ability or training."

"Trainingisspecified by job classification to a master lest which is updated
on an infrequent basis. Trainingis based on position and grade with little regard
for specific job function. Training at higher levelsisbased on who paysfor the
course, not on the need for theindividual to betrained. TDH training courses are
valid and alow for greater understanding of the organizational structure. However,
at the Branch Chief level we are not given the authority commensurate to our
responsibility. Pay isanother factor —when Branch Chiefsarethe samegrade as
subordinates, we truly have a problem — responsibility vs. pay scale.”

"Not consistently applied in my division nor within the Health Department.
Upper management does not choose to attend training which hampers ability of 1st
and 2nd line supervisors to effect change/improvements. High level (i.e., quality)
courses needed in collaboration/mediation skills."

"An excellent mix of workshops, seminars and conferences are available and
the bureau has been very generous in providing education and training
opportunities.”

"l have not had any supervisory or management training hereat TDH."

"This division offers|ots of opportunities for training. | have attended a week
long management training and have attended seminars offered by SWIU. | have
also had the opportunity to decline one workshop due to conflicts. | have been
encouraged to assist my employees in their own career development.”

"l have found the supervisory management training to be minimal. The
individuals put i n supervisory positions are often selected based on their technical
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abilities. Often, they havelittle, if any supervisory experience. Theindividualsare
then expected to succeed in their new positions with little supervisory training. We
haveinthelast year or two started offering more courses, but they are sporadic and
are usually offered to current supervisors. They arerarely offered to new
supervisors to help prepare them for future positions.”

"For the most part, thereis an absence of management trainingin the
department, with the exception of some ] training. Perhapsthe worse effect of
thislack of training isevidenced by many of our bureaus, divisions, and even
associateships being run by physicians with little or no management skills resulting
from no management training. TDHneedsto either train theseindividuals or shift
managerial responsibility toindividuals who have had extensive management

training and experience."



APPENDIX G

L etter sto Deputy Commissoner for
Programs/Responses
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TEXAS DEPARTMENT OF REALTEH

Austin, Texas
INTER-OPPICE

TO: David R Smth, MD
Commissioner of Health

THRU: Deputy Comm ssi oner for Prograns
Associal@lCorm__Lfox-Realth Care Dev.
7: Chtief, Bureau of Nutrition Services
Pireeter, LAWM Division
Wk Program Specialist III, LAVM Div.
~5 Managerment Auditor II, LAVM Div.

FROM: Francis C 1Ibezim, Jr.
DATE| July 11, 1994
SUBJECT| . Request and Perm ssion: Applied Research Project

This letter is a formal and official request to conduct an Applied
Research Project in the Texas Departnent of Health. | amcurrently
a graduat e student at Sout hweet Texas State University, san Marcos.

This survey research study is a requirement for the conpletion of
a Master's Degree in Public Admnistration at SWTsSU. The purpose is
to obtain information regarding supervisory nanagers' perceptions
of types of supervisory training programs as t %X affect their
enpl oyees' | ob satisfaction and notivation in TDE Agency.

To neet the required percent of returns of research questionnaires,

1 am also requesting your permssion to distribute and receive
these questionnaires “through inter-office nmails. The surve
research is also a required credit hour course offered in the Fa

senmester, 1994.

If you have any question regarding this surve¥, pl ease contact ne
at 312)406-07 7 or (512)918-0744. Thank you for your cooperation
i n advance.

Sincerely
%)na’oél e
rancis IBézim, Jr., Vendor Conpliance Speciali st

Local Agency & Vendor Managenent
49'3{ wnt fo Aer

Bureau of Nutrition Services
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TEIAS DEPARTMENT OF HEALTH
Aust I n, Texas

INTER-OPPICE
TO: Deputy Comm ssioner for Prograns
FROM: Francis C 1Ibezim, Jr.
DATE: July 26, 1994
SUBJECT: Request and Perm ssion: Applied Research Project

Lpr'RRONSE (e YPHE: "SSSto ATTTER0ATS el OREZELAD Arltflect/OUA
second step is to prepare An Applied Research Prospectus (on the
research topic). This prospectus nust include: preferably ny place
of work (Governnent ency) were survey questionnaires wll be
conducted, the research design, the methodol ogy, and conpletion

Eggg)schedule (must be within the fall senester August-Decenber,

The prospectus nust be submtted to SWI Gaduate Commttee by
August 10, 1994. The conmittee (Readers) will reviewthe prospectus
for approval and permission to register for the course wll be

granted at that tine.

Your approval will be very much appreciated. Definitely, | will be
very glad to send you the approved prospectus which will contain
your request. | will also attach any survey questionnaire prepared
and as may be edited by the Applied Research Proctor. Thanks for

your assi stance.
Sincerely

Ffancis Ibezim, Jr., Vendor Conpliance Speci ali st

Local Agency & Vendor Management
Bureau of Nutrition Services



'ﬁﬁﬁ IJJEPARTMENT CF HPM

INTER-OFFICE

TO: Frances Ibezim, Jr.
Vendor Compliance Specidist
Bureau of Nutrition Services

FROM: Eric Dixon
Office of the Deputy Commissioner for Programs

DATE: Augus 10, 194
SUBJECT: Approvd of Applied Research Project

P+r our phone conversation, Deputy Commissioner Carol Daniels has granted you
preliminary approva to begin your applied research project. Subsequent approval is
contingent upon your submittal of the items requested by Carol Danielsin h a note attached
to your memo of July 11, 1994. Thoseitemsinclude survey, research design, and time of
completion. You stated in your July 26, memo you would ¢ hgppy to submit this material
in your gpproved prospectus. Thank you and good luck with your project.
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