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AN ABSTRAC"r OF THE DISSERTATION OF Mark Ao Beymer for the Doctor of 

Philosophy in Urban studies presented April 21, 1989. 

Title: Self-Concept Competency of National Aeronautics and Space Ad

ministration Research and Developuent Managers. 

APPROVED BY THE MtMBillS OF THE DISSERTATION COMMI'ITEE: 

Little research has been accomplished exploring the self-concepts 

of scientists and engineers working in research and developnent or

ganizations. Mahoney believes that idealized misconceptions of scien

tists threatens the very foundations of scientific kno1. ... lcdge because the 

scientists, or manager of scientists, is rrost deceived who is "self" 
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deceived. This research investigates seventeen hypotheses relating to 

the self-concepts of high performing, mid-level technical managers 

enployed in the National Aeronautics and Space Administration (NASA) ~ 

Boyatzis has stated that "true" managarent competencies are 

characteristics of a manager which differentiate superior from average 

and below average perfOl'llBIlCe. Boyatzis, however, treats a manager's 

self-image (self-concept) as a "threshold" rather than a "real" c0m

petency. Lafferty's research, which has measured relationships between 

several lifestyle (self-concept) variables and corresponding organiza

tional behavior, has found that performance differences between average 

and high perfonning managers are asscciated with di£ferences in self

ooncept construction. The researcher PI"Op)se6 to treat variations in 

self-concept ~ts from managers as indications of their relative 

management conpetency. This research does not directly observe or 

measure management behavior but provides original normative data on the 

self-concept conq;:etencies of scientific and engineering managers working 

in an urban research and developlent organization (NASA.). 

The level 1: Life style Inventory, developed by Lafferty, was ad

ministered to high perfonning, mid-level managers (118 aerospace techni

cal and 43 non-technical) fran nine major Research and Space Flight Cen

ters, and the agency Headquarters, attending a Management Education 

Program. Measurement of 16 self-concept. and 4 biographical variables 

were conpared and contrasted with self-concept measurements accomplished 

by Lafferty on samples of engineers, supervisors and mid-level managers. 

The first ten hypotheses evaluated differences in means between 

the test groups for the self-concept variables: NASA tec;!hnical managers 
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tested significantly higher than Lafferty supervisors and mid-level 

managers in the helpfulness, achievement, competence (perfectionism), 

affiliation, and self-actualize orientations. NASA technical managers 

were also significantly greater than Lafferty's mid-level managers in 

their dependence orientations. NASA technical managers have sig-

nificantly less satisfaction conce.rn and affiliation orientation than 

NASA. non-technical managers. NASA technical managers had similar self

concept profiles to the engineers tested by Lafferty. 

Hypotheses Eleven through Thirteen found no self-concept profile 

similarities between NASA technical managers and three strain groups 

tested by Lafferty--individuals reporting symptoms of depression, ulcPIs 

and high blood pressure, respectively. 

Hypothesis Fourteen found that there was significantly greater 

achievement notivation in NASA technical managers higher that the mean 

age than in N1'..8A technical managers with less than the mean age. 

Hypothesis Fifteen fotmd no significant associations between NASA tech

nical m:ma.gers with higher and lower mean tenure and measurements of 

lifestyle variables. Significantly nore satisfaction concern, helpful

ness and achievement orientations were found in managers with greater 

than mean time-in-grade and experience than in managers with less than 

mean ti.me-in-grade and experience (8ypJtheses Sixteen and Seventeen). 

Three major conclusions are reached. 

1. NASA technical managers exhibit an unusual degree of satis

faction when coopared with other supervisors and mid-level 

managers and a self-actualizing management style. 
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2. The self-concept characteristics of high perfectionism and 

dependence in NASA technical managers should be studied fur

ther, based on Ccoke and Rousseau I s findings that high 

measurements in these variables are associated with a greater 

number of symptoms of strain and Lafferty' s findings concern

ing associations between high measurements of these variables 

and disfunctional managerial behavior. 

3. Evidence is provided researchers, like Garfield, that while 

management experience nay be significantly associated with 

self-concept increases in achievement and helpfulness orien

tations, the self-concept aSSWllptions of these managers may 

preclude them from significant increases in their se1£

actualization. 
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CHAPTER I 

IN'],RODUC'l'ION 

GENERAL STA'l'EMf:NT OF THE PROBLEM 

The hypothetical const.ruct=., self-concept, has often 

been utilized by personality theorists to explain 

individual's behavior {Drude 1972, p. U. Epstein (1973. po 

407) has elegantly described a self-concept as the self

system hypothesis, or self-theory, a person has of himself 

(herself). As the conceptual hypothesis one has of himself 

largely determines a person's behavior. a person's self

concept has a major influence in his/her job performance in 

work organiza tions. 

Little empirical n~search, however, has been performed 

defining the self-concepts of managers operating in a 

research and development (R & D) organization or in a 

government bureaucracy. The transformation of scientists 

and engineers into technical managers is understood to be 

important process involving a change in the self-concepts of 

these employees (Bay ton and Chapman 1972). Further r it is 

argued that managers in government bureaucracies have sub

stantially different self-concepts than managers in 

private-sector organizations (Rhinehart, et ale 1969). 
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This is a study of the self-concepts of high perform

ing scientific and engineering managers in a federal govern

ment R&D organization. Research on the self-concepts of 

these R&D managers should provide needed baseline data 

the psychological attributes of contemporary managers in 

important sector of our technical, urban society. 'l'his in

formation should be useful in appraising managers' self

concept competencies which influence individual and collec

tive performance in both government and private sector R&D 

organizations.. An increased understanding of self-concepL 

competency should assist in defining intervention strategies 

for organization design and management development programs 

within technical organizations. 

Labels commonly associated with the theoretical con

struct of self include: self-concept, self-perception, 

self-disclosure, self-acceptance. self-esteem, self-image, 

sel-£-regard, and self understanding. These labels have fre-

quently been used interchangeably with overlapping con-

struction. Further, self-concept is related to several 

other psychological constructions such as identity, ego

development, and ego-ideal (Noppe 1979, p. 3). Despite the 

various labels or theoretical p~radi9ms used, similar themes 

<i.e., identification with others, self-evaluation, body 

image, continuity in time, and a subjective sense of unique

ness) are often used as descriptors of this construct. 
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Theoretical differences aris(.~ in whelhct, t.he fieJ r is 

viewed as a slrllctun:! or a process. "Trait" theories, which 

treat the self as a structure, may reslI,1 t in perceiving be

havior as H;tahil i.zed when I.hen:! arc chiln~lillq ele"u~nt:s. 

"Process" theories, which discuss the self as a changing 

ganizer inhuman motivation. aLti tudes. and personraliLy may 

de-emphasize the stable elements or "hp.ing." 

UulLBch and Deutsch (1961, p. 9) describe the rela

tionship between a genera I represenl.at ion of phenolilena in 

sci.entists' paradi~lms or srd f and 1:11t'~ir world views (PepTwl' 

1942). 'l'hey conclude that the relative structural sLabl I ity 

emphasis on proce!'>s in it !'>cientisL's use of !'>elf-concept 

is related to his (or her) pCl'ception of t.he relative st,'1IC

tural or process dimensions in his (or her) wo,'ld vjew. 'l'llf~ 

key question is "not whether the 5~.! ( nr ., sel [-concept 

isLs. buL ,'"I.lU!!' il.!'! !-iuiLilhil ity ill-> illl ope,'al.ionid I:OIl!'li:"'H!t 

subject to empirical validation" (Noppf:.' 1979. p. 11. 

Several Lheori5ts hav(~ made effective use o[ a !'lei[-concept 

in areas affecting the study of management. 

Super (el al., 1963) sets forth the theo,'y thaI: 

occupational preference represents a translation of onc's 

self-concept into vocational terms. From thiFl theol'Y. 

Starishevsky and Hatlin (Super. ct: al. 1963) develop a model 

which predicts thaI: the relative attt".,ctivene!'ls of 

cupation is a [unction of the degn:"!e of similarity between a 

person's self-concept and his concept of Lhe occupation. 
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Siggers (1971) uses the Super formulation to develop a 

rationale proposing that perception of an occupational role 

may vary with the perception of an individual's occupational 

self-concept, which is considered a product of the genet~ic 

personality characteristics and the experiential development 

of a person. Sigger' s resea rch is supported by interesting 

findings which suggest that the dynamic pattern of matura

tion, supported by a continually developing skill reper

toire, influences not only career choices made, but also 

provides for the interpretation of the function of the 

"self-in-occupational-role." The study concludes that 

career selection, which may demonstrate an appropriate 

sequence of the vocational development process, does not 

necessari ly predict appropriate role performance in terms of 

the profession or, those associated with it. lIowever, com

patibility between self-concept and a manager's role may 

result from the process of interactional adjustment between 

the two dimensions. Role definition and self-concept reside 

subjectively within the individual. It cannot be stated 

that enough flexibility within either the individual or the 

work assignment exists to assure congruence between these 

factors. An important suggestion made by Siggers is that 

the operational exploration of self-concept be extended 

beyond career selection and used to consider the ongoing in

teraction process of adjustment and modification between the 

self and the organizational role of the individual. 
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Boyatzis' (1982, pp. 29-33) theory of management be

havior describes the importance of a "threshold" self

concept competency in a manager's job behavior (perfor

mance). His research demonstrates that where observed be

havior of a management competency exists, an underlying 

self-concept ("self-image") of competency assists in the 

selection of actions to be taken. The aggregated self

concepts of an organization's managers both interact and ef

fect work behavior in the everyday operation and produc

tivity of an organization. 

Lafferty (1980, p. 3) and Schutz 11984, pp. 109-138) 

assert that there are self-concept orientations which are 

indicators of an individual's competence to manage, since 

they intervene in his behavior. Lafferty provides substan

tial research on the self-concepts ("lifestyle 

orientations") of the general population and several occupa

tional groups--including engineers and managers. Research 

has also been accomplished on various self-concept profiles 

which are associated with debilitating physical symptoms of 

stress and strain (Cooke and Rousseau 1982a). 

A preliminary comparison between Lafferty's samples of 

engineers and his samples of managerial groups (executives, 

mid-level managers, and supervisors), as well as his general 

population sample, reveal several significant differences 

between the sample groups. La£ferty submits that these dif

ferences in self-concept orientations between the groups as-
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sist in explaining important differences in their member' s 

behavior (job performance) and in the probability of some 

debilitating physical symptoms emerging in members of these 

respective groups. 

Research defining the self-concept competencies of an 

organization's management should assist key-level decision 

makers to be be more informed on lhe consequences of their 

three alternative courses of action when assessing manage

ment performance, those three being: 

1. Doing nothing; 

2. Engaging in the behavioral modification of 

their managers; or, 

3. Engaging in changes to organizational design. 

Executives tasked with improving the performance of or

ganizations have to make the crucial decisi.ons of hOt>1 to jn

tervene in these organizations by using one of these three 

actions. If decision makers know the existing self-concept 

competencies of an organizations' managers and understand 

the relationship between self-concepL competencies and 

managerial behavior, then executives are able to make in

formed decisions on the relative risk of investment and 

return in pl-oductivity of either changing the existing com

petencies of their managers (and corresponding management 

behavior) redesigning organizational structures to obtain 

the maximum benefit of management behaviors which presently 

exist from existing competencies T or doing nothing at all. 
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Decision makers who have no valid information either the 

existing or the desired (ideal) self-concepts of its or

ganizations' managers do not have the very basic evidence 

which to begin a decision analysis between alt.ernatives of 

intervention strategies. This dissertation should provide 

useful information to decision makers charged with managing 

R&D organizations by researching the existing self-concept: 

competencies of high-performing. technical managers in the 

case of the National Aeronautics and Space Administration. 

STUDY METHODOLOGY 

Sample 

As the principal investigator is employed by the Na-

tional Aeronautic and Space Administration (NASA), exce}-

lent opportunity exists to study the self-concepts of high 

performing government R&D managers within this agency. 

NASA has a technical mission and several research and 

development centers located across the country with manage

ment positions in aerospace engineering and other scientific 

areas of related specialization. While obtaining data from 

such a busy and geographically dispersed population ini

tially seems difficult. the researcher discovered that a 

two-week Management Education Program (MEP) is held four 

times a year at Wallops Island. Virginia. These occasions 

provide opportunity for research using a purposive sample. 
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The managers attending the MEP program, while not 

dom in selection, provide a representative sample of the 

agency's high-performing, mid-Ieve 1 managers. 1. Nanagers 

(GM-14/15) \..,ho have, as a reslll1~ of their prcv_ious high pCI'-

formance, been competitively identified as "high potential" 

for promotion to positions of increased management respon-

sibilities are nominated by these Centers to pAxticipate in 

the two-week program. These NASA managers can generall y be 

described as mid-level, although some first-level super-

visors and project managers attend the program. Each claRR 

contains 20-35 attendees, and each Center's number of at-

tendees equa Is approx imatel y its proportion of the agency' s 

total mid-level (grade 14/15) management positions. 

For this research, all attendees of the six MEP 

classes presented between June, 1985, and June, 1986, were 

administered a self-concept instrument and asked summary 

biographical questions. 2 Respondents were then classified 

into one of two sample groups: technical <technical, en-

gineering, project, program, research, and other technical 

management functions) and non-technical (administrative r 

~Sample representation is descrihed in the Sample Sec
tion of Chapter Four. 

2The flight explosion of the Space Shuttle Challenger 
on January 28, 1986, and the deaths of the seven crewmembers 
occurred after the commencement of the study. A brief 
description of the controls inil:iill:ed by the researcher to 
determine any potential effects of the accident on the sub
jects is described in the Problems Encountered section of 
Chapter Four. 
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resource. and other non-technical man<'lgement functions). 

The data from the technica.l managers' group (R & D Managers) 

were compared and contrasted with the non-technical 

managers' group i'lnd data from six research samples from pre

vious work done by Lafferty (1980, pp. 48-49; Cannarsa 

1988): engineers. supervisors. mid-level managers, 

depressed individuals. individuals experiencing ulcers, and 

individuals with high blood pressure. 

The Lafferty engineering sample provides excellent 

comparative dat:a on sel (-concepts since the experience of 

this group best approximates the pre-supervisory experience 

of the NASA managers. No equivalent research sample for 

scientists is known to exist. Many NASA technical managerB 

have an engineering education and journeymen level work ex

perience and NASA technical managers who do not have en

gineering backgrounds at least have a more similar academic 

training and work experience with the Lafferty engineers 

than with any other known sample group. 

The Lafferty supervisors' and managers' sClmples are 

important comparative groups for self-concept since most 

NASA GM 14/15s also have experience as a first-level super

visor, and many have made the organizational transition to 

being a mid-level manager. The Lafferty managers' group is 

probably the largest comparative group for determining nor

mative relationships between NASA managers' self-concepts 
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and the self-concepts of a sizeable sampling of existing 

mid-level managers. 

10 

Finally, research has found support for hypotheses 

linking self-concept. with symptoms of strain (Cooke and 

Rousseau 1983a; Cooke, et al. 1985). A research value could 

be obtained by comparing the self-concepts of NASA managers 

with the self-concepts of these groups' respondents. The 

question arises whether R&D managers demonstrate, as a 

group, any relationship between debilitating strain and 

self-concepts. This will be tested by contrasting NASA 

technical managers with three groups with debilitating 

illnesses--depressed individuals; individuals experiencing 

ulcers; and, individuals with high blood pressure. 

Instrument 

While many excellent instruments are avaj lable to 

measure self-concept, the Levell: Life Styles Inventory 

Self-Description was selected for several reasons a Engag

ing the NASA management group in the research and obtai.ning 

the support of the management trainers responsible for the 

MEP curriculum required the use of an instrument which could 

be easily administered, required a minimum amount of program 

time, and had a high degree of face validity when reporting 

results to the subjects a In addition to meeting these 

criteria, the Life Styles Inventory instrument possesses the 

advantage of having associated with it an excellent 
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videotape for explanatory use with subjects, in which the 

diagnostic model is presented by the developer. Dr. J. 

Clayton Lafferty. While not exhausting all the important 

construct dimensions of self-concept, some very important 

self-concept variables relating to management performance, 

can be measured and analyzed. This will be discussed fur

ther in Chapter Four. 

11 

Participant responses to the Life Styles Inventory 

Self-Description form the data base of this study. The 

Lifestyles Inventory circumplex model (Conte and Plutchik 

1981) was developed from a confluent approach toward per

sonality theory and research (Leary 1957; Freedman. et al. 

1951: McClelland, et al. 1953: Rogers 1961; Sullivan 1953). 

The twelve lifestyles included in this model are described 

in Table I (Cooke and Rousseau 1982a, pp. 8-9). The Life 

styles I Inventory instrument (Lafferty 1973) assumes that 

the words individuals use to describe themselves are espe

cially revealing about their self-concepts. When people use 

a number of the same type of words to define themselves they 

reveal a pattern of thinking which reflects a specific 

self-concept (lifestyle orientation). Each lifestyle indi

cates a different dimension of the individual's self-concept 

based in the relative strength of underlying motivational 

needs (concerns). 

As Conte and Plutchik (1981, pp. 701-703) suggest, a 

circumplex model can be a valid approach for representing 
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Life Style 

1. mm!tic-

2. Affiliative 

l. Approval 

4. Conventional 

5. Dependence 

6. Avoidance 

7. oppositional 

8. Power 

8. Competitive 

10. competence 

ii. Achievettellt 

12. Self-
actualizing 

TABLE I 

DESCRIPTION OF THE TWELVE I.IFESTYLES 
FROM THE LI FE STYLES INVENTORY 

Description 

">s!d on the a~~ullption that people are basically good and 
II~I resPQod ettactivelI in coop~rative setting~. 'I'~is,style 

~L~~~~ti~~ZiKo 1; r~:U~a t~e:h~ir~ J~Xs ff~~~ 1~~II:~ds ai~~s ~i~~ort. 
Smd on needs for fricn~iy re/ation~hlps and a ifid~ circle of 
fraends. peo!:,ie elh1bltth~ t~IS stpe are coope~attvef !jarll, 
t~l:Ia~~e~l~~~~: lhey share heu fee lngs with an are nend y 

Based oq it (:~n!,:ern for being ae~eptcd by others. Apl1rova!
oriented individuals try to be nLee" and to b~ Iikeii by other 
~m~~itt~~! lelld to agree with others and to 0 things to 

~~!e~n~~rt ~~eo~c~~Wo~s wma~5o~~e e~h: S~~~~~I;f D~[curity. 
;~~~~~~h~!~ ba!up:~t~y~!~:~~g ru~es anl meeting the 

:a~e1e O~B a w~nc~~n o~o~o~~i~h~~rifr~:ta~i,a nOfiy~~~!le~ij~n~gy~her 
~b~Sgi;~!tStfi~~i~Ie t~i~~naent peopte loof ~o others [or dmdion 

lIased on qeeds for self-bhtlle. feelings of luilt andlQr low self
isteell and.Gelf-et~Lqey. F/?op,e.orientad 9wara avoId~nt'!.stal away 
o[g:r~~nfhct and eClSlon SItuations an shIft responsIbl lty 0 

~~~~~iH9~~tdS e~p[~ r~~~:tln~e~3~~~~ill t~d s~:~N~glr:~3gnition. 
inguisItlve. rOpOlntout flailS. and to be gener .. ! y critical. 

~:~t!~y f~~~t~e~~ndi~~rvi~u~f~ gg~er 
of Bltuationsandt.obe 

~~f~~t~a to~~~~ ~grap!ht~~n t~ar~t~r~t[fiei~a~~g~~e~f' seI~~~~~~~a~~ 
~jr~~~1re¥g~~~~~~~sln~~r~o~~~~~:~ and measurIng their success in terms 

Basedona 
gaininq ~at 
LsassQclilt 
recognitiDn 

Dased on a ieed to 10 tbingG well. ~eogle.orient~d to~ard ac~ipvement 
~~a ~~~~~ntas~~dtt~te~~~v~h~lt~:;r~g.a!l LhonG an ent USlastlC, 

B~sed on concerns for meeting on~'s olin goals and f2r elperiem:ing 
hfe q.nd grOWIng., Self-actualiZl~g indiViduals pre~er qnaWv.over 
~~:~~~~~: i:~e r~i~~~ H~~s~~v~~mr rgtl t:~t~aU~~8 a[~at o~~e \i~ot :~~~yable. 

12 
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personality structure (i.e., self-concept) when two opposing 

personality variables are oriented one-hundred-eighty de

grees apart in contrast to another set of two opposing per

sonality variables represented perpendicular from the first 

set. The twelve lifestyles variables depicted around the 

circumference of the I.afferty circumplex in Figure 1 (Cooke 

and Rousseau 1982a, p. 6) I therefore, approximate self

concept mixtures of four underlying motivational concerns 

(Lafferty 1980, p. 6). 

The two sets of motivational concerns underlying the 

Lafferty lifestyles often have been the subject of manage-

ment research and literature (Rosen and Weaver 1960, Porter 

1962; 1963a; 1963b; 1963c, Edel 1966, Herrick 1968~ Boeyens 

and de Jager 1982, and Blake and Mouton 1985). These 

motivational conc«=;:~ns (needs) are very important parts of an 

individual's self-concept construction. 

The first set of two contrasting motives has been 

defined by Maslow (.1954) ~ and described on the inventory 

"security" or "satisfaction" concerns. Managers with high 

security concern tend to have an underlying self-concept 

motivation preoccupied with protecting the self from ill

ness or injury~ privation of status. or food and shelter. 

They typically avoid taking the risks which are usually an 

essential part of a manager's role. In contrast those 

managers with high satisfaction concern have an underlying 

self-concept motivation preoccupied with seeking satisfying 
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~ .. 'the Life Styles Inventory Circtmplex 
(Adapted from Cooke and Rousseau 1982a) 

14 
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experiences for the self and they are potentialy capable of 

experiencing an appreciation for the pursuit of this concern 

by others. This satisfaction concern can generally be 

verted into organizationally constructive behavior, risk-

taking behavior which is congruent with an organization' s 

mission and objectives. 

The second set of two contrasting moli Yes has been 

defined by Blake and Mouton (1964). and described on the in-

ventory "people" and "task" Managers with high 

people concern tend to have under ly iog sel f -concept 

motivation which requires a high degree of communication 

feedback and/or personal associatjon with others. 

individuals have a preoccupation with the value of 

These 

"persons. TI In contrast, those managers with h.igh ~!"'!dcrl:yii·'y 

task concern in their self-concepts find that it is the ac

complishment of objectives which provide an important iden

tifying element for the self. Managers may find this 

gratification through seeking individual or organizational 

objectives and goals, but it is by obtaining meaningful ele

ments of the mission, rather than by associating with 

others, that the task-oriented manager finds gratification. 

The Lifestyles Inventory is depicted in Appendix A 

(Figures 2 and 3) and discussed further in Chapter IV. The 

circumplex profiles of the Lafferty samples are depicted in 

Appendix B (Figures 4-7). 
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Hypotheses 

The seventeen research hypotheses are categorized into 

seven groups of tests: Satisfaction Variables; Security 

Val-iables; Task Variables; People Variables; Self

actualization Variable; Strain Related Variables; and, 

Biographical Relationships. 

Satisfaction Variables. Herzberg (1966) has submitted 

that high satisfaction concern is preferred in the self

concepts of all employees, not only managers. Managers with 

a high satisfaction concern are believed to be potentially 

more motivated in their sel i-concepts to attempt a sol ut.ion 

integra-ling the task and people conflicts inherent.. in 

managerial work and to concentrate on seeking out solutions 

to those problems which do not satisfy employees and/or key 

level managers (Lafferty 1980). since NASA is primarily a 

technical organization with a greater number of management 

jobs in technical units of organization. it is believed that 

NASA technical managers should demonstrate a greater satis

faction concern than NASA non-technical managers, whose 

career paths may be more restricted within the agency and. 

therefore, less satisfying. A significantly higher satis

faction concern score by NASA technical managers. when com

pared with the NASA non-technical managers r should indicate 

high performing NASA R&D managers have a stronger sat is-



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

faction motivational need in their self-concept than high 

performing NASA non-technical managers have in their self-

concept construction. 

17 

Further, the research of I.lafferty (1980. pp. 11-12) and 

Herzberg (1966) has found associations between the 

humanistic-helpful self-concept orientation in managers and 

in their performance. Managers with a helpful self-concept 

orientation tend to train and develop employees and motivate 

people with support, positive feedback, and involvement 

through informal team interaction. While emphasis on team-

work and helpfulness are an integral part of the NASA 

philosophy, commonly stated through management communica

tion. does helpfulness score higher in the self-concept 

reports of technical managers where career advancement 

rewards for this ~ehavior may be more likely? Is the NASA 

helpfulness orientation stronger among R&D managers than 

among engineers, supervisors or managers in general? A sig-

nificantly higher humanistic-helpful lifestyle score by NASA 

technical managers, when compared to other groups, should 

indicate high performing NASA R&D managers have a stronger 

helpfulness orientation in their self-concept than NASA 

non-technical managers or Lafferty engineers, supervisors 

and managers have in their self-concept construction. 

The research of Lafferty (1980, pp. 31-32) and McClel

land (et aL 1953, 1976) provides evidence of the importance 

of an achievement orientation in the self-concepts of 
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managers. Achievement oriented managers tend to motivate 

others by encouraging them to set and achieve challenging. 

yet reachable, goals while remaining very effective in 

problem analysis. and in receiving events "objectively" and 

"accurately." While a great deal of emphasis is placed upon 

"excellence" within the NASA technical organizations 

directly involved in the pursuit of scientific and engineer-

ing R&D programs, do stronger achievement orientations 

ist within the self-concepts of NASA technical managers. 

where recognition and promotion may be rewarded as they per-

form the more direct functions? A significantly higher 

achievement lifestyle SLore by NASA technical managers, when 

compared with other groups, should indicate high performing 

NASA R&D managers have a greater achievement orientation 

in their self-co,:cept than NASA non-technical managers or 

Lafferty engineers, supervisors, or managers have in their 

self-concept construction. 

The first three null hypotheses 

1. There is no significant difference between 
the mean satisfaction concern self-concept 
score of the NASA technical managers and the 
NASA non-technical managers' mean satisfac
tion concern self-concept score. 

2. There is no significant difference between 
the mean humanistic-helpful lifestyle self
concept score of the NASA technical managers 
and the NASA non-technical managers I or the 
Lafferty engineers', supervisors' or mid
level managers I mean humanistic-helpful life
style self-concept scores. 

3. There is no signif icant difference between 
the mean achievement lifestyle self-concept 
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score of the NASA technica 1 managers and the 
NASA non-technical managers' or the Lafferty 
engineers', supervisors' or mid-level managers' 
mean achievement lifestyle self-concept scareso 

Security variables. In contrast to satisfaction 

cerns, self-concept security concerns are believed by 

researchers to be more negative in their effect on both the 

performance of employees and managers. Security 

are understood to focus human thought and energy on protect-

ing the status quo and not constructive adaptation to 

change or problem solving. Much discussion has been 

provided on the security orientations of the bureaucratic 

cultures found in large government and private organiza-

tionso While NASA had a reputation of being "less 

bureaucratic" than other federal agencies during the early 

years following their organization in 1958, throughout t,he 

"man-on-the-moon" programs, another generation of both 

managers and programs has come to replace the earlier ones 

and the agency is now thirty years old. since much of the 

NASA mission responsibility rests upon technical managers, 

are there any indications that there are unusually high 

security concerns within these managers? A significantly 

higher NASA technical manager's security concern score, 

when compared wi th NASA non-technical managers, would appear 

to indicate high performing government R&D managers have a 

stronger security orientation in their self-concepts than 

--------- --------------
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NASA non-technical managers have in their self-concept 

struction. 

According to Lafferty <1980, pp. 19-20), a dependency 

orientation in self-concept is believed to be especially a 

liability to management. Dependent managers may be ex-

tremely compliant and over-appreciative of attention from 

people in authority. 'l'his style indicates a need to avoid 

threatening situations or challenging others. since there 

would appear to be a great deal of contemporary dependency 

by NASA on both Congress for funds and contractor groups for 

innovative R&D technical proposals, are there any indica-

tions of an unusually high degree of dependency on the part 

of NASA technical managers? A significantly higher depend-

ency lifestyle score by NASA technical managers, when cam-

pared to other gr.~ups, should indicate high performing NASA 

R&D managers have a stronger dependency orientation in 

their self-concepts than NASA non-technical managers or Laf-

ferty engineers, supervisors or managers have in their 

self-concept construction. 

4. There is no significant difference between 
the mean security concern self-concept score 
of the NASA technical managers and the NASA 
non-technical managers' mean security concern 
self-concept score. 

5. There is no significant difference between 
the mean NASA technical managers' dependent 
lifestyle self-concept score and the NASA 
non-technical managers' or the Lafferty 
engineers', supervisors', or mid-level 
managers 1 mean dependent lifesty 1 e self
concept scores. 
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Task variables. Much has been written in management 

literature about the importance of task functions in or

ganizations (Drucker 1954; Carrol] & Tosi 1973). Organiza

tions t,;ohich havp a low Lil~k ori('nLat.inn within thejl" manage

ment cultures generally find that they have lower produc

tivity. While the importance of task is emphasized by 

NASA's top management. the question arises: Are task 

cerns more important in the self-concepts of the NASA tech

nical managers than in the self-concepts of the NASA non

technical managers? No significantly higher or lower task 

concern score by NASA technical managers. when compared to 

the NASA non-technical managers, should indicate high per

forming government R&D managers have no stronger task 

motivation in their self-concept than NASA non-technical 

managers have in their sel f-concept construction. 

'!'he value of a competence self-concept orientation is 

not equally affirmed by all management scholars. Some 

scholars like Hall (1980b). Shtogren (1980). Anthony (1981) 

and Boyatzis (1982), emphasize the importance of com

petencies. Lafferty <1980. pp. 29-30) .. on the other hand. 

values competence but sees dangers inherent in a manager's 

pursuit of competence. According to Lafferty a manager who 

pursues competency is likely to reject emotional types of 

communication and seek task abi 1 i ty (not excel] ence) as the 

best source of security and satisfaction. He may rigidly 

enhance his position by developing a narrow-minded pursuit 
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of a task. Any past failure may result in self-blame, be-

his internal standards may be too high for any human 

being to reach. Does the emphasis on excellence within the 

NASA technical management result in any indications of an 

unusually high degree of competence orientation? A 5ig-

nificantly lower competence lifestyle score, when compared 

to other groups, should indicate high performing NASA R&D 

managers have a lower degree of "competence" orientation in 

their self-concept than NASA non-technical managers, Laf-

ferty engineers, supervisors or managers have in their 

self-concept construction. 

6. There is no si90if icant difference between 
the mean task concern sel f-concept score of 
the NASA technical managers and the NASA 
non-technical managers I mean task concern 
self-concept score. 

7. There'·'is no significant difference betwtOen 
the mean competence lifestyle self-concept 
score of the NASA technical managers and the 
NASA non-technical managers I or the Lafferty 
engineers I, supervisors' or mid-level 
managers' mean competence lifestyle self
concept scores. 

People variables. While the importance of people 

has been emphasized by a number of scholars (McGre90r 

1960; Blake and Mouton 1985), most scholars are quick to 

point out that limits must be set to the expression of these 

concerns in organizations. Managers with high people self-

concept concerns may not be able to function without obtain-

ing approval from the "last dissenting individual" or may 
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not be able to change from conventional thinking. Do NASA 

managers evidence any unusually high people self-concept 

concerns? A significantly higher people concern seore, when 

compared to NASA non-technical managers, should indicate 

high performing NASA R&D managers have a stronger people 

motivation in their self-concept than NASA non-technical 

managers have in their self-concept construction. 

A people concern lifestyle that has gained attention 

in management science is that of an affiliation orientation. 

Lafferty has found that managers with high affiliation 

orientations tend to rely on good feelings and evidences of 

friendship as measures of group performance and management 

effectiveness. Conflict is avoided and signs of disagree-

ment or dissatisfaction are likely to be overcome with kind-

and praise. ,Performance evalu<=ltion and the definition 

of organizational objective are often difficult for managers 

with a high need in this DtJ the self-concepts of NASA 

technical managers carry a higher need for affi1iat:ion than 

other groups? A significantly higher score in affiliation 

lifestyle by NASA technical managers, when compared to other 

groups, should indicate high performing NASA R&D managers 

have a stronger affiliation orientation in their self-

concept than NASA non-technical managers, Lafferty en-

gineers. supervisors and managers have in their self-concept 

construction. 

8. There is no significant difference between 
the mean people concern self-concept score of 
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the NASA .technical managers and the NASA 
technica 1 managers' mean peopl e concern 
self-concept score. 

9. There is no significant difference between 
the mean affiliation lifestyle self-concept 
score of the NASA technical managers and the 
non-technical managers I or the Lafferty 
engineers', supervisors' or mid-level 
managers' mean affiliation lifestyle self
concept scores. 

24 

Self-actualization variable. The integration of task 

and people concerns is believed critically important to 

management by many scholars (Blake and Mouton 1985; Hall 

1974a, 1974b. 1960a) Further, it is believed essential that 

managers find ways to self-actualize in order to enhance io-

dividual and, thus, organizational performance (Maslow 1965; 

Garfield 1986). Lafferty (1980) believes that managers par-

ticularly effective in integrating task and people concerns 

in organizations will demonstrate higher self-actualization 

scores on the instrument. Do NASA technical managers indi-

cate higher self-actualization orientations? Due to the 

highly technical nature of the agency's mission, it would 

appear that NASA technical managers might have more oppor-

tunity to self-actualize than non-technical managers. A 

significantly higher self-actualize lifestyle score by NASA. 

technical managers, when compared to other groups, should 

indicate that high performing NASA R&D managers have a 

stronger self-actualize orientation in their self-concept 

than NASA non-technical managers, Lafferty engineers. super-
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visors and managers have in their sel [-construct construc-

tions. 

10. There is no significant difference between 
the mean self-actualize lifestyle self
concept score of the NASA technical managers 
and the NASA non-technical managers I or the 
Lafferty engineers', supervisors' or mid
level managers' mean self-actualize lifestyle 
self-concept scores. 

25 

strain Related Variables. The next set of hypotheses 

compares the lifestyle self-concept profile scores of NASA 

technical managers with debi 1 itating illness self-concept 

profile scores of three Lafferty samples. While it is not 

considered probable that NASA technical managers a group 

should reveal any tendencies typical of the self-concepts 

associated with these stress illnesses, it is believed im-

portant to measure and understand the significant dif-

ferences which separate the NASA profile from the strain 

profiles of these three groups. Strong relationships be-

tween an achievement orientation t individual performance, 

organization performance, and reduced cases of depression. 

heart attacks and ulcers have been found, but there 

other characteristics of each illness profile which needs to 

be compared with the NASA technical managers' sample. 

Lafferty's (Cannarsa 198B) profile of a depressed per-

(Chapter Five, Table XIV) reveals unusually high ap-

proval and dependent orientations. Mean scores in the op-

positional lifestyle exceed the seventy-fifth percentile and 
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mean scores in the avoidance lifestyle reaches the ninet:ieth 

percentile. In contrast to these lifestyles; other 

depressed person lifestyle scores are typically well below 

the mean. Scores by NASA technical managers similar to the 

typical lifestyle scores for depressed persons would indi

cate a self-concept construction which may be susceptible to 

depression. 

The research on ulcers indicates that they can be 

created by recurring and sustained feelings of helplessness. 

Lafferty's (Cannarsa 1988) profile of a high-risk ulcer vic

tim (Chapter Five, Table XV) indicates a power orientation 

and competence 1 ifesty Ie score which exceeds the 

seventieth percentile of all respondents. The high 

on two opposite lifestyles of the circumplex model 

(competence and conventiona I) indicati ve of strong 

self-defeating thought. Scores by NASA technical managers 

similar to the lifestyle for victims of ulcers would 

indicate a self-concept which may be susceptible to ulcers. 

In contrast, Lafferty' s (Cannarsa 1988) typical 

profi Ie of a high-risk coronary victim, those with high 

blood pressure (Chapter five, Table XVI), depict again a 

high percentage of respondents with a competence 1 ifesty Ie 

exceeding a mean of seventy-five percentile, as well as high 

means in most other lifestyles, excepting self-actualize, 

helpfulness and affiliative lifestyles. Scores by NASA 

technical managers similar to the lifestyle scores for coro-
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nary victims would indicate a self-concept construction 

which Illay be susceptible to coronary illness. 

The null hypotheses for these tests are: 

11. There is no significant difference between 
the rank order of the NASA technical mana
gers' general popUlation percentiles of their 
twelve lifestyle means and the rank order of 
of the Lafferty depressed individuals 
sample's general population percentiles of 
their twelve lifestyle means. 

12. There is no significant difference between 
the rank order of the NASA technical mana
gers' general population percentiles of their 
twelve lifestyle means and the rank order of 
the Lafferty ulcer victim sample's general 
popUlation percentile of their twelve life
style means. 

13. There is no significant differpnce between 
the rank order of the NASA technical mana
gers' general population percentiles of their 
twelve lifestyle means and the rank order of 
the Lafferty high blood pressure sample' s 
general population percent:] les of their 
twelve lifestyle means. 

Biographical Relationship. The final set of four 

27 

hypotheses compares the association between the NASA techni-

cal managers' biographical variables and their 

concern/life-styles self-concept variables. The number of 

biographical variables was limited in the study in order to 

accommodate the program time available for respondents to 

complete both the instrument and questionnaire. Biographi-

cal variables were selected by agency training program 

management after considering which attributes of the 
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managers' employment history might provide a 5igni£ icanl in-

fluence on the life style variable tests. 

While the association of sex with the self-concept 

variables are examined, no hypotheses were der.ived for test-

ing these associations. This is due to an expected low num-

ber of female managers, a generational phenomena. Future 

studies should contain increased female participation and 

provide better research opportunities on this relationship. 

If higher, or lower, levels of a concern or lifestyle 

artifacts of a NASA R&D manager's age .. tenure, years 

in grade or management experience, than significant dif-

ferences should be indicated between the means of lifestyle 

variables from two groups--groups consisting of managers 

respectively higher and lower than the means for each of 

these biographical. variables. The knowledge of any existing 

relationships should be useful for program managers in 

determining the alternative courses of action previously 

mentioned on page 6. 

14. The mean concern or lifestyle scores for NASA 
technical managers older than the mean age is 
not significantly higher or lower than the 
respective mean concern or lifestyle scores 
for NASA technical managers younger than the 
mean age. 

15. The mean concern or lifestyle scores for NASA 
technical managers with greater than the mean 
number of years tenure is not significantly 
higher or lower than the respective mean con
cern or lifestyle scores for NASA technical 
managers with less than the mean number of 
years tenure. 
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16 e The mean concern or 1 ifesty Ie scores for NASA 
technical managers with greater than the mean 
number of years time in grade is not sig
nificantly higber or lower than the respective 
mean concern or lifestyle for NASA technical 
managers with less than the mean number of years 
time in grade. 

17. The mean concern or lifestyle scores for NASA 
technical managers with greater than the mean 
number of years management experience is not 
significantly higher or lower than the respec
tive mean concern or lifestyle for NASA techni
cal managers with less than the mean number of 
years management experience. 

RESEARCH SUMMARY 

In Chapter 1;, difficulties in the theoretica 1 uSP. 

and application of a self-concept construction are described 

and brief summaries of several applications of related and 

effective self-concept research in areas affecting manage-

roent science are ··set forth. The lack of scientific research 

the self-concept competency of government R&D managers 

is explained. It is argued that research the self-

concepts of NASA R&D managers should be useful in deter-

mining intervention strategies for organizational design and 

management development programs. This is followed by an 

overview of the NASA sample construction and a description 

of the Lafferty Levell: Lifestyles Inventory Self-

Description instrument used to measure self-concepts in the 

study group. Finally, seventeen hypotheses are stated which 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

attempt to develop a more definitive understanding of the 

existing self-concepts in high performing R&D managers. 
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Chapter II consists of a review of the literature on 

self-concepts, including the antecedents, scientific 

development, empirical research in theories leading to an 

application of self-concept in management practice. At the 

conclusion of the chapter a definition of self-concept is 

set forward for operational use. 

Chapter III consists of an overview of existing 

literature pertaining to self-concept and management theory. 

The derivation and definition of self-concept competency is 

explained. The final section summarizes the questions about 

the self-concept competency of R&D managers which arise 

froID a review of the literature. 

(;!hapter IV describes in detail the specific research 

design, including a further discussion of the sample selec

tion, instrument, methods and procedures and problems en

countered. 

Chapter V describes the reeul ts of the data analysis 

conducted in the testing of the research hypotheses. 

Chapter VI discusses the reaul ts of the research as 

they relate to management theory and practice in government 

research and development organizations, particularly with 

relation to management and organizational development and to 

organizational design. 
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Chapter VII provides a summary of the study and 

specific conclusions regarding management and self-concept 

competency_ It also includes general conclusions and recom

mendations for addilionill areas of research. 
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CHAPTER II 

TilE LITERATURE OF SELF-CONCEPT 

This chapter sets forth a review of important contribu-

tions to the literature on self-concept under the following 

four categories: 

1. Historical antecedents to the scientific study of 

the self-concept in Western thought:1 

2. Origins of self-concept in the sciences; 

3. Empirical research on the self: and. 

4. Definition of self-,=oncepL 

These contributions are fundamental to an understanding of 

literature on the relationship between management and self-

concepts, which will be reviewed in Chapter III. 

HISTORICAL ANTECEDENTS OF SELF-CONCEPT IN WESTERN THOUGHT 

Much of the literature containing information about 

how ancient man viewed the idea of "self" has not survived 

the carelessness of time. What has survived about men's 

conceptualizations of their selves is often reviewed and 

1Ancient mythologies and literature include a cogni
tive portrayal of the self-concepts of men as well as an 
emotional basis (Barbour 1974; Douglas 1973). It is not 
within the scope of this literature review to provide an 
exhaustive. anthropological study of ancient self-concepts. 
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analyzed in the humanities.:.! Pre-empirical literature 

reveals the emergence of "self" concepts which came to be 

absorbed into the theoretical paradigms (Kuhn 1970) of 

modern scientific research. 

The most important early Western 1 iterature contains 

the thoughts of the classical Greek philosophers--Socrates 

and Aristotle. Socrates in dialogue with his students 

taught, "know thyself." He explained that "there are many 

ways in which the ignorance of sel f may be shown .•• in money, 

in attractiveness, and in virtues" (Plato c355 h.c.e.). 

Aristotle noted that "the mind is thinkable in exactly the 

same manner as other objects are" (c330 b.c.p..). These 

Greek scholars provided an early humanistic rationale for 

self-knowledge. 

In contrast to many humanistic philosophers, yet 

similar to other middle-eastern cultures, Hebrew thinkers 

generally viewed the self as a conscious entity, distinct 

from the physical body, sometimes as an immortal "soul. "3 

This entity could come under the immediate and occasionally 

prolonged control of external self entities--supernatural 

"spirits," including the Spirit of God, who would compel the 

"possessed" individual to perform certain thoughts and ac-

tions. These supernatural spirits were oft.en viewed as 

2An excellent example of humanities research on the 
subject is the study of ideas on mans' "perfectibility" by 
Passmore (1970). 

3Ezekiel 18. 

------- ~ -- - - ---
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irrational in their effects on the individual,4 but not al

ways. "Wisdom." a rational, competent spirit is viewed 

actively controlling the thoughts and deeds of reflectlve 

individuals to their benefit..5 

The early Christian sect believed that the Spirit of 

the resurrected "Son of God," Jesus, possessed the "selves" 

of "believers." Disciples of Jesus were encouraged to be 

transformed with a new mind. s and to experience a spiritual 

possession or "new birth" of God's self in their souls. 7 

This new mind is that of an immortal, competent and virtuous 

"servant" self, as distinct from the naturally "sinful," 

incompet(,~nt. human self.a Vo'lriri.t:ion!"l of Lhe Christian 

self-concept have predominated in Western religious culture 

and thought until the present time. 

The literature of Rome and the p.arly midd.1e ages em

phasized the rational basis of the human self. Epictetus 

observed that the rational faeul ty of man is unique among 

human faculties in making possible a right judgment of 

one 1 S own appearance (c125). Aurelius believed rationality 

made it possible for a soul to "see" itself, and to make of 

itself what it chooses (C175). The Christian scholar Augus-

41 Samuel 16: 14. 

5Proverbs. 

6Romans 12:1-3; I Corjnthians 2:10-16. 

71 John 3:5-8; Ephesians 4 and 5. 

sGalatians 5: 16-26 
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tine speculated on the importance of a rational self by ob-

serving that: 

.•. human nature loves the knowledge of its exis
tence so much that it would prefer La grieve in a 

mind than be glad in madness (Augustine c426). 

By the end of the medieval period, the rational 

still considered imporLant to understanding of the self, 

but questions persisted as to how a rationa 1 understands 

that his self exists. Aquinas believed that the first thing 

understood by a person's intellect is its own action of 

derstanding. He argued that the intellect does not know it-

self by its essence but by its action (c1273). 'l'he action 

of t.he intellect was reaffirmed as an essential part of the 

self. 

It became a lesson to kings and scholars that self-

knowledge was the starting point of leadership effective-

Machiavelli (1513), the shrewd fifteenth-century 

author and statesman, believed to attempt to lead without 

first having a knowledge of self was foolhardy and sure to 

bring disaster and defeat. But for the common :to pursue 

understanding of his self was also considered foolish and 

of value. 

The Renaissance and Reformation brought new stimul i to 

to explore their potential and to develop new self 

theories. These conceptualizations still largely required a 

social legitimization by either an institutional church or 
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by a state authority. Perhaps no figure in history had 

greater influence toward the individual' s development of 

self knowledge than Montaigne. The Frenchman dryly observed 

that, "A man who knows himself will never mistake another 

man's work for his own." He believed that no description 

was more difficul t, nor of any more util ity, than one' s sel f 

description. He noted that custom prevents men from doing 

this and deplored the attempts by others to divert him. He 

derided the argument that it is only appropriate for great 

and fa mOllS men to write about themselves. He submitted that 

he was not setting forth his self-description "statute" 

but rather as a means to his own sel f-improvement. Mon-

taigne wrote that if the world finds fault_ that he speaks 

too much of himself, he finds fault that they do not think 

of themselves at all (1588). MonLaigne's boldness seemed to 

bring forth an abundance of literature on the self during 

the Enl ightenment of the seventeenth and eighteenth cen-

turies. 

The British Sir Francis Bacon emphasized the diversity 

of self-knowledge. He thought that men ought to consider 

their own abilities and natures impartially. particularly in 

consideration of the following self-knowledges: 

1- How their nature compares with that of the the 
times. 

2. How their nature compares with the professions. 
3. How their nature compares with their competitors. 
4. How their nature compares with their friends. 
5. How their nature sets an example (Bacon 1605) • 
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He confidently exclaimed, "The knowledge of ourselves has 

many branches" (Bacon 1605). 
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Thomas Hobbes' observation on the importance of 

motivation to the understanding of the self is a milestone 

of scholarship. He declared that we may discover men' s mo-

tives by comparing them wit:h motives and distin-

guishing all circumstances by which the cases may come to be 

altered (1651). 

Oescarte had a different dilemma in attempting to un

derstand a concept of himself which resulted in the rethink

ing of the 1 imi ts of man' 5 rationa Ii ty. He considered that 

he might possess no senses and that his body, figure, exten

sion and places were possibly fictions of the mind. If this 

considered true. how could anything be perceived aR 

true? The answer for Descarte was by the action of bo Id I y 

asserting the postulate that his self exists. "r think, 

therefore I am." The very facL that he doubted, and there

fore thought, meant that he must exist (1641). 

Locke, writing at the end of the seventeenth century 

believed that Descarte's question of man I s rationality could 

be answered differently. He argued against those who 

believed that men have native ideas and original character 

stamped upon their minds from their very first being. '1'0 

Locke, men arrived at birth with a blank slate (tabula rasa) 

on the knowledge of the world but knew of their own exis

tence by intuition. "I think, I reason, I feel pleasure and 
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pain: can any of these things be more evjdent to me than my 

own existence" (Locke 1690). To Locke self-knowledge was a 

different form of knowledge than that knowledge of other 

things perceived through the actions of sensation. 

The idea of the human self was elusive to David Hurne. 

For my part, when I enter most intimately into what 
I call myself, I always stumble on some particular 
perception or other, of heat or cold, light or shade. 
love or hatred. pain or pleasure. I never can catch 
myself at any time without a perception, and never 

observe anything but the perception (Hume 1740). 

Despite his difficulty with defining the human self, Burne 

believed man to be by nature a social being. This implied 

to him that the human had ~ sex instinct which in.itiate~ the 

social process, develops through feel ings and emot ions, and 

finally comes under control of the rational. Hurne came 

nearer to modern psychological sociology than any other man 

prior to the nineteenth century. 

Jean Rousseau (1755) emphasized the comparison of 

species in his comments on the human self. The repeated 

relevance of various beings to men, and of men to men. gave 

~·ise in the human mind to the perception of certain rela-

tions between them. He noted that these relations are often 

expressed by the terms great. small. strong. weak. swift, 

slow, fearful. bold. etc. Man compared his specie to the 

other animals and found it to be the "highest" order. 

preparing the way for roan I s assumption of pre-eminence 

individual. 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

39 

To Emmanuel Kant the Enl ightenment was man's emergence 

from his self-inflicted immaturity--from his reliance on ex-

ternal authorities and reluctance to use his own reason. 9 

He asked how man's self can have an internal intuition of 

itself? To the philosopher, Kant, the consciousness of self 

was the simple representation of the "ego." In contrast to 

Locke, Kant believed the form of self knowledge lay in the 

original constitution of the mind. The mind looks at every-

thing through its form of intuition and biologically con-

structed categories of thought. Man I s self conception is 

therefore ordered by the natural slruct:ure of this thought 

processes due to the nervous circuitry of the brain. The 

mind is no helpless tabula rasa but a positive agent, 

reconstructing man's self-experience as it arrives (1781). 

Few ideas in history have had the impact of Charles 

Darwin's evolutionary approach to naLure (1859). In all 

disciplines, including that pertaining to self theory, his 

approach to the evolution of specie provided new criteria 

for thought. The popular catchwords of Darwinism, "struggle 

for existence" and "survival of the fittest," when applied 

to the life of in society, seemed to suggest that nature 

would provide that those with the most competitive self con-

cepts would win, and that this process would lead to con-

tinuing improvement. To wi 11 iam Sumner, just as survival 

9Emmanuel Kant. Beantwortung der frage: was ist 
aufklarung? Berlinische monatsschrift. Berlin. Gesammelte 
Schriften, 1784, VIII, p. 35. Quoted in Brown (1968). 
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was the resul t of strength, success was the reward of 

virtue. Competition is a natural law as universal the 

law of gravitation (1934), and a law which men ignore only 

to their own peril. Competency was important for the law of 

the survival of the fittest could have no meaning unless 

men's selves and bodies are presumed unequal. This perspec-

tive was to provide an important fOllndation for management 

science as it originated in the late nineteenth and early 

twentieth century. 

[,'rederich Nietzsche (1089) believed the ultimate test 

of a 5elf--of a man, of a group, or of a species--is 

biological energy, capacity and power. The goal of human 

society should be the development of finer and stronger in-

dividuals with superior self-concepts. Nietzsche failed to 

recognize the value i.n social im:;t.incts. He believed that 

the self theories of "supermen" must be reinforced by exter-

nal philosophies of egotism and individualistic impulses 

(Durant 1962). Nietzsche himself died insane. 

The poet Robert Burns (1897) summarized the 

curiosity about the self in writing a poem about observing 

the twitching and squi.rming of a gentee 1 woman in church 

responding to the sensations of an undetected louse crawling 

her body. 

o wad some Power the giftie gie us 
to see ourselves as it hers see us! 
It wad frae monie a blunder free us, 
an foolish notion. 
What airs in dress an • gai t wad lea' e us. 
an ev t n devotion! 

~~~~-~----
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The evidence of antecedent literature provides an 

completed mosaic on the history of the self-concept. No 

unified structure or process of the self emerges. Further, 

a strict scientific method had yet to be appl led in the 

analysis of men's self theories. But these early writings, 

and others, provide much of the stimulus and ideas that the 

newly developing behavioral sciences 

construe lion of the se 1 r -concept. 

in the theoretical 

ORIGINS OF SELF-CONCEPT IN TilE SCIENCES 

The science of Psychology developed jn the nineb~enth 

century as a child of philosophy and medic:ine • .l. O Early 

psychology can be divided into two distinguishably different 

groups--personality theorists1.1 and the experimental 

psychologists~ who tended at first to pursue a "stimulus

response" model of of investl.gating human behavior. It was 

clear that early experimental psychology had little to say 

about the problems of interest to personal i ty theorists who 

in turn had little interest in the problems of importance to 

the experiment psychologists. Both schools were largely in

debted to Darwin's scientific influence and developed their 

own empirical rigor (Hall and Lindzey 1970, pp. 12-13). 

From experimental psychology, learning theorists in par-

.:L°'l'he experimental physiology branch of medicine. 

:l..:l..Early personality theorists were largely clinicians. 
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ticular grew to join personal ity theorists in the study of 

the self 6 This is not to imply that modern self theory has 

not been influenced by an understanding of behavioralist 

researche 

Consistent with the critical scientific thought of the 

times, many early behavioral psychologists questioned the 

existence of a human self, fearing that the term was an ar-

tifact of the ancient mythological understanding of the soul 

and spiritual possession a Stephenson (1953) took issue with 

the behavioralist' s doubt over the existence of a human self 

and on the value of psychological research on the subject .. 

He argued that an individual could think and talk about him-

self just as he thinks and talks about other things. 

Stephenson believed that self-reflections are as much a part 

of behavior as anything else the individual does. 'rhe rela-

tive importance of the conscious and unconscious constrnc-

tion of the self had been an ancient debate12 and it emerged 

again as an issue in the study of the human Rpsyche" 

(psychology' and in studies of human society and organiza-

tion (i.e., sociology, etc.) (Wylie 1961. pp. 1-5). 

Theories of the Unconscious structure of the Self 

On the issue of self construction. Freud supported the 

importance of the unconscious determinants of behavior. 

12In early writings this issue was discussed in terms of 
the relative rationality or irrationality of man. 
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Freud believed that the unconscious is the true psychic 

reality; in its inner nature just as much unknown to 

the reality of the external world, and it is just as imper-

fectly communicated to us by the data of our consciousness 

as in the external world by the reports of our sense organs 

(Freud 1900). Psychoanalysis is first learned on oneself, 

through a systematic study of one's own personality, avoid-

ing "self n perceptions and studying disturbances and disin-

tigrations of the e90.13 

Freud observed that there are people in whom the men-

tal faculties of self-criticism and conscience rank excep-

tually pronounced. The facu! ties unconscious and uncon-

8ciously produce guilt effects of the greatest importance 

which influence behavior and men's conscious ideas about 

themsel ves. Freud I s emphasis on the study of the uncon-

scious determinants of the self led to a new understanding 

of being human (Hall and Lindzey 1970, pp. 29-77). 

Like Hume, Freud believed in the importance of the 

sexual drive which is a,"major impulse and must be controlled 

by the ego system of the self. An evaluation of the ego's 

ability to control sexual disturbances toward disintegration 

of the self was a major thrust of Freud's research. 

Freud also initiated much research on the nature of 

personality "identification. n Identification can be defined 

1:3To Freud, the self is equal to the interaction between 
the id, ego, and superego systems. 
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as the incorporation of the qualities of an external object 

into one's self.~4 A person who identifies with another 

person will begin to resemble that person in his (or her) 

thought and behavior. A child who identifies with his 

parent \-Ji11 assimilate the characteristics of his parent. 

According to Freud. the tendency to copy and imitate persons 

is an important factor in molding the self and for him there 

five different processes (Hall 1954, pp. 74-78): 

1. Narcissistic Identification: One's self love 

identifies with other persons who have similar 

physical or mental characteristics as the self 

has and one r S sel f begins to take 

thoughts and behavior generalized from these 

other persons. 

2. Goal-Oriented Identification: One's self iden

tifies with the goal of another person resulting 

in an increasing generalization by the self to 

the characteristics of this other person in the 

process of pursuing the common goal. 

3. Object-Loss Identification: One's self attempts 

to "recover" a lost loved person by making 

himself/herself like the other person. 

4. Authority Identification: One's self identifies 

with an authority figure and one's thoughts and 

~4usually a person. 
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behavior begins to match the authority figure 

out of fear rather than love. 

5. Eat~ Identification: A primitive desire to 

eat something in order to be like that eaten. LiS 

Identification "constructs" the self by producing 

resemblances between a person and other people. To Freud, 

the motive force for identification. aside from the narcis-

tic variety. is provided by frustration, inadequacy and 

anxiety (feelings of incompetence) in order to maintain 

mastery of ideas tending to disintegrate the self. 

Erik Erikson, in the neo-Freudian tradition, em-

phasized self identity. Self identtty emerges from all 

those unconscious experiences in which a temporary diffusion 

of self-concept was successfully contained by a renewed and 

more realistic self-definition and social recognition. 

Erikson describes a series of eight biologically and 80-

cially ordered crises and stages which must be resolved by 

the self in his her lifetime in order to maintain a heal-

thy int.egration of self (1950). It. is important to under-

stand that Erikson is asserting that this is a largely un-

conscious process, or that the individual is not engaged in 

a conscious. rational analysis. He points out that under 

stress man is capable of taking on a regressive. even 

punitive self-concept. Further, he believes that environ-

1!5A native hunter eats the heart of a lion in order to 
become as brave as a lion. A Christian takes the wafer and 
wine to become like Jesus (Hall 1954. p. 78). 
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mental conditions of smoldering guilt and open violence of

ten threaten all human ad~ptedness or competence. Erikson 

has pointed out that case histories in counseling rarely 

take into account <'\ pat.ient's 1 ife work. He points out t.hi'lt 

even in the most gifted minds. experience mURI: validate 

verifiable fact~ by way of a mut.ual reinforcement wj thin it 

unified world image. 1f5 Erikson found himself studying 1:hp 

lives of reI igious j nnavators that border areas whp.re 

neurotic and existential conflict meet and where the self 

struggJes for conscious <=lwareneSR of a new self t.heory 

11915, pp. 98-109).'1.7 

Theories of the Conscious structure of the Self 

In contrast to Freud. wi 11 iam JameR (1890) asserted 

that the central part of the self i.s felt. The entire fp.el

ing of the self was on". of bodily activities. Th". ex

perience of sel f and "not !'Ie] C" can on ly be known through 

reflection on sensual data. It is only through the exertion 

of its own powers that the mind become aware of j ts exis

tence. At a certain age the child bp.gins to identify ob

jects as "me" or tlmine. It James hel ieved this is the chj] d' s 

first awareness of having a self, and is preliminary to a 

child's development. of a "social n self through his evaJuil

tion of other selves. 

115See al so Frankl (1963). 

17Gandhi and Luther. 
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as there are individuals who carry an image of him in 
their mind •.. he has as many different social selves 
as there are distinct groups of persons about whose 
opinion he cares (James 1970, p. 374). 
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If the "me" is understood as the object, then the 11 1" 

is that portion of the person that does the viewing--the 

subject. The "I" and "me" achieve a quali ty of consistency 

from day to day and connectedness [rom role to role. Taken 

together they function to determine the feeling of the self 

that the individual has (James 1970, p. 374). 

To Charles Cooley <1970, pp. 81-135), the self-

identity of each person awaits one's feeling of control over 

the immediate environment. This self-identity is an endur-

ing creation which reaches a position from which one can, to 

a degree, imagine how he or she appears to others. The 

child begins to anticipate the actions and thoughts of 

others. 

Cooley's theory of child development led to his theory 

of the "looking glass self" (1970, pp. 211-263). This 

theory encompassed three dimensions: 

1. People make a self-presentation and try to im-

agine the impression formed of themselves by 

other persons. 

2. People imagine a judgment of their sel(-

presentation. 

3. People experience an emotional reaction to this 

reflected evaluation. 
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Two implications of Cooley's theory made an impression 

on George Herbert Mead--selectivity and reflectivity. Mead, 

recognized as the founder of the symbolic interactionist 

school of theory, bel ieved that each person reacts selec

tively to his environment giving each insight a slightly 

different perspective (Adler and Adler 1980, pp. 30-34). We 

also employ our reflective nature to continually engage in 

an internal dialogue, plotting out possible scenarios and 

courses of actions that can be modified or revised at any 

time but which reBul t in some form of social action. Mead 

rejected the simple "stimulus-response" formula of be

haviorism for a nstimulus-organization-response" model. 

Like Dewey (1922), he believed that learned symbols of the 

self--that is, self-images--were very important in determin

ing what individuals do. One could say that individuals who 

have been taught to think of themselves as "tough" and 

"agressive" will do tough and agressive things. 

Phenomenologists are more concerned with the ways in 

which individuals consciously construct a personal meaning 

of things. They see the social wor ld as made up of many 

more individual constructions than do t.he symbolic interac

tionists who emphasize the ways in which significant others 

influence individuals to share symbols and, therefore, com

mon patterns of action (Douglas. et al 1980. pp. 17-18). 

Berger and Luckmann (1966) describe a three step phenomeno

logical process in the development of the conscious self. 
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1. External ization: The sel f I S nature is expressed 

to activity resulting in social forms and pat-

terns. 

2. Obiectivation: Human activity is expressed to 

the self in a form that confronts the actor as 

objective or apart from himself. 

3. Internalization: The objective world is incor-

porated into the self' s consciousness in the 

process of socialization. 

Theories of the Holistic structure of the Self 

Carl Jung believed the self unifies the conscious and 

unconscious aspects of personality holding all the self"s 

systems together. The self I s desire for unity motivates 

man's behavior and causes him to search for wholeness. To 

assist man there are unconscious symbols, which he in-

her its biologically, which assist him in unifying the 

self .. .1.B At the center o.f Jung's theory of the self (l953) 

are three pairs of important and opposing self at~tributes. 

A person ~ s self may be described as somewhere between the 

two relative ends of the continuum of each pair (O'Brien 

1985):10 

:l.Bmandala symbol (Jung, et al. 1964). See also Levi
Strauss (1963a; 1963b), Eliade (1961) and Neumann (l954) • 

.1.9Jungian self-concept theory is often represented in 
contemporary psychology through Temperament Theory (Myers 
1962, 1980; Keirsey and Bates 1984). 
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1. Extroversion/Introversion: The introvert is 

ref lective on experience (relatively conscious) 

while the extrovert in unreflective and action 

oriented (acting without consciousness). 

2. Sensation/Intuition: The sensing person is a 

systematic, detail conscious literal. The in-

tuiting person has insights, sees future pos-

sibilities in an effort to get the big picture, 

without conscious thought of the details or ele-

ments of the system. 

3. Thinking/Peeling: Once information is obtained, 

the thinking person is logical and objective. 

The feeling person makes judgments from 

conscious set of values and standards. 

Another important development in holistic self theory 

the development of literature on "life styles." To Ad-

ler (1931) the style of life is the principle of organiza-

tion by which the individual self functions and the "whole" 

that commands the parts. Adler believed that men's selves 

shared the common goal of superiority20 but that there are 

many ways of pursuing this goal. An intellectual has one 

style of life and an athlete anoLher. All of an indivi-

2°Adler's idea of superiority in humans should be com
pared and contrasted with modern Biosocial Theories of Ag
gression emphasizing biological responses to population den
sity as manifested by humans through territoriality and 
hierarchy (Van den Berghe 1974). 
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dual's behavior flows from their style of life and one per-

ceives. learns, and retains what is congruent with this life 

style. ignoring everything else. The style of Ijfe is a 

compensation for a particular inferiority (incompetence). 

If a child is physically weak his thinking style will be one 

to produce physical strength. If a child is dull it will he 

to achieve intelleclua 1 superiority (Hall and Lindzey 1970. 

p. 126). 

Goldstein (1939) believed that a normal, healthy or-

ganism is one where "self-actualization" comes from within, 

overcoming the disturbances arising out of its conflict with 

the environment. Actualization expressions are the 

petent performances of the organism in managing the environ-

ment. Abraham Maslow was inf 1 uenced by Goldstein in his 

research on the healthy self. Maslow believed man's inner 

nature is not strong and overpowering like the instincts of 

animals, but weak and delicate. It is easily overcome by 

habit, cuI tural pressure and hostile attitudes. But given 

permission by the environment, man's self may press toward 

its actualization (1968). 

Carl Rogers (1961, pp. 225-270) argued that a person 

cannot actualize himself unless he is able to discriminate 

between progressive and regressive ways of behaving • .21. 

2:LKeirsey and Bates (1984, po 60) state that after 
lower order needs are satisfied, not all individuals seek 
self-actualization. Only persons with intuitive-feeling 
temperaments, comprising about 12% percent of the U.S. 
population, can be motivated to seek sel f-actual ization. 
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There is no inner voice that informs him which is the for

ward or correct path. Man I s needs may evoke appropriate be

havior even though the needs are not consciously symbolized 

or experienced. If self and experience are incongruent, 

then man I s unconscious may work at cross purposes to defeat 

a motive's subsystem to actualize the self. HUman ex

perience at any given time constitutes t.he phenomenal field 

only known to the person himself. How the individual be

haves depends on this phenomenal field (subjective :reality). 

The phenomenal field at the time of behavior is made up of 

conscious (symbolized) and unconscious (unsymbolized) ex

periences. A man's self may discriminate and react to 

experience not symbolized, frustrating his attempts to 

tualize around a symbolized goal. Further, some perception 

may remain untested, or inadequately tested by the self, 

causing the man to behave inappropriately (Rogers 1959). 

Rogers created a strong argument for the importance of un

derstanding the development of perceptions (cognitjons). 

It became increasing clear that learning theories could make 

important contributions to understanding how an individual 

comes to think about himself. 

Theories of Cognitive Learning by the Self 

Jean Piaget (1965) believed the maturational develop

ment of the self is through a series of cognitive stages re

quiring a sequence of certain social and sensual experiences 
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(Pulaski 1971; Beard 1972). For Piaget, adaption is the 

sence of both biological and intellectual functioning. In 

contrast to Darwin's meaning of the "survival of the 

fittest," Piaget's meaning implies more than just survival. 

piaget teaches that man modifies the environment to his own 

ends. An essential part of man's biological inheritance is 

a mode of intellectual functioning which develops in stages 

and tends to be relatively constant for long periods of 

time, perhaps nearly a lifetime. This funct_ioning is 

characterized by the self's ability to organize the myriad 

of sensations and experiences encountered into some kind of 

order. The self adapts to his/her environment by means of 

the dual and continuous processes of assimilation and accom

modation. 

Piaget believed that accomodation is the outgoing 

process of changing a person's mental schemata (structures 

of perceiving, understanding and thinking about the world 

and oneself) in order to adapt to new experiences. It is 

the process of accomodation by which a person improves his 

schemata (i. e., child, adul t, scientist). Al though some de

gree of accomodation goes on constantly, schemata tend ·to be 

relatively stable. 

Even more common than accornodation is the process of 

assimilation where everything we experience is interpreted 

in the light of what we already know and believe. The mean 

ing of a stimulus is determined by the existing schemata 
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which a person uses to recognize and interpret it. This 

modification of the stimulus into a part of a person's total 

cognitive world is what Piaget meAns by assimi latian. 

when a schemata is stable and can easily assimilate 

new experiences, a state of equilibrium exists. If ac

comodation occurs, so that a new schemata can assimilate in

congruent experiences, the new equilibrium is established 

with the intention of better adaptation (Block, 1982). 

Cognitive-development theories of the self have 

arisen, influenced by Piaget. which make the following 

sumptions (Kohlberg 1969, pp. 348-349): 

1. Human development involves basic transformation 

of perceptions which must be explained by the 

whole systems of internal relations. 

2. HUman development of perception (cognitive 

structure) is the result of processes of inter

action between the structure of the organism and 

the structure of the environment. rather than 

being the direct result of maturation Q!: the 

direct result of learning. 

3. Perceptions are always structures (schemata) of 

action. 

4. The direction of development of cognitive struc

ture is toward greater equilibrium in the 

organism-environment interaction. 
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5. Affective development and functioning and cogni

tive development and functioning are not dis

tinct domains. They are parallel, representing 

different perspectives and contexts in defining 

structural change. 

6. There is a fundamental unity of personality or

ganization termed the ego, or the self. Various 

strands of social development (i.e., psycho

sexual, moral, etc.) are united by their common 

reference to a single concept of self in a 

single social world. Social development is the 

structuring of the (1) concept of self, (2) in 

its relationship to its concepts of other 

people, and (3) conceived as being in a common 

social world with social norms and rules. 

7. Social cognition always involves the awareness 

that the other is in some way like the self, and 

that the other knows or is responsive to the 

self in a system of symbiotic expectations. 

8. The direction of self development is toward 

equilibrium or reciprocity between the self's 

actions and those of others. 

Theories On the Systemic Structure of the Self 

To Allport (1961) it is the system of personality 

traits rather than the self-concept that is important to 
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man's ego involvement. He believed there iF; no self-concept 

that acts as an entity distinct from personality traits. 

Epstein submits that a self-conc(;'pt is in reality a 

self-theory. It is a theory LliaL Ih(' individual lias unin

tentionally constructed about hims~lf as an expedencing, 

functioning person, and it lS ~<.!.!.J::_gLi!.-_!:~Xg~1..<;If'~.L~h~QLY.....1:'Il!X~~J! 

he maintains with res~his ent.i.!~_~~g.g.!!,Lt!57J!_r:a!' 

experiences. There are major postulate systems for the 

operation of the world, the operation of the self, and for 

their interaction (Epstein 1973, p. 407). Self-theory has a 

conceptual purpose for optimizing the pleasure/pain balance 

of the individual over the course of a lifetime. Two other 

functions. which are related to the first. are to maximize 

the level of self-esteem and to organize the data of ex

perience in a manner Lhat Ciln bf~ dp.alt with effectively. 

'1'0 Epstein it is important why invalid self-theories 

not self-correcting. One reason is t.hat individuals 

der sLress protect their existing organization of self

theory by avoiding attempts to assimilate incongruent infor

mation. Another reason a self-theory may not be correcting 

is because of unconscious repression. If an individual has 

learned to reduce his anxiety by failing to make certain ob

servations or to use certain symbols with their respective 

meanings to identify his actions, he has eliminated himself 

from having experiences that could correct his faulty con

cepts (Epstein 1973, p. 409). 
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Epstein maintains that recognizing that an 

individual's self-t.heory, like any other theory. is a 

hierarchically organized problem-so 1 vi ng conceptua 1 system, 

explains its total disorganization when a foundational pos

tulate is invalidated. Once it is understood that a self

theory is necessary to function. and that any theory is bet

ter than none, it becomes apparent why people desperately 

defend unreal istic concepts or val ues. 

EMPIRICAL RESEl\RCH ON THE SELF 

The empirical study of self-concept is impeded by two 

major issues. The first issue concerns the failure of a 

comprehensive, consistent statement defining the nature of 

the self-concept (Nappe 1979, p. 2). The second issue con

cerns the general lack of theoretica 1. integration in the 

scientific study of the self (Wylie 1961. pp. 2-5). Regard-

less of these obstacles, several empirical studies the 

self have emerged which have a significant bearing this 

research. An understanding of thei r importance is fundamen

tal to exploring the literature on the self-concept in 

management science, and further research on self-concept. 

Cognitive Development Research 

Most cognitive developmental research has used children 

adolescents as subjects. A most important research 

relating to self-concept was completed by Illene Nappe 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

(1979, pp. 115-119) who examined the effects of age and 

levels of cognitive development on the self-concept. The 

unexpected findings incl uded: 
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1. Subjects described themselvefl predominantly in 

terms of their social roles, relationships, and 

interpersonal feelings, regardlefls of age or 

cognitive level. 

2. Cognitive disequalibrium between developmental 

stages did not result in a measurable decline in 

self-esteem. 

3. Self-concept (theory) is highly related to and 

influenced by social interaction, age and sex 

indicating that a careful consideration of the 

symbol ic interaction perspective is j n order. 

4. Self-concepL h:; best studied [rom a multifaceted 

framework. Mul tipIe self-concept instruments 

are recommended to overcome several measurement 

problems. 

Self-Actualization Research 

As described earlier, Maslow viewed the actualization 

of the self in an organismic paradigro--the active self, 

precarious linked to and limited by the environment. 

Maslow's often used theoretical model proposed fi ve levels 

of basic needs common to all humans. According to Maslow 

(1954>, the need levels emerge in a hierarchical order, the 
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lower needs being satisfied to some extent before the higher 

needs begin to emerge. Maslow proposed that human needs 

emerge in the following order. from lower to higher: 

physiological, safety, love (belonging), self-esteem--to the 

highest need, self-actualization. Validation studies, such 

as that completed by Harbaugh (1972), have had several im

portant findings affecting this important model of the 

self's motivation. Harbaugh found no support for an esteem 

level apart from the belonging and self-act.ualization need 

levels. Four additional findings were confirmed as a result 

of Harbaugh' s analysis: 

1. The higher the occupat:ional level, the greater 

the about the higher levels of hierarchy 

needs. 

2. The greater the income the greater the concern 

about the higher levels of hierarchy needs. 

3. The higher the level of education the greater 

the about the higher levels of hierarchy 

needs. 

4. Urban backgrounds tend to be associated with 

concern about the higher levels of needs of the 

hierarchy while rural background tended to be 

associated with the lower levels of hierarchy 

needs. 

Mathes and Edwards (1978) found that Maslow's hierar

chical theory of motivation should be modified to include 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

60 

only two or three levels. Security was shown to be a pre

requisite to self-actualization, while belongingness and es

teem were shown not to be essential prerequisites. These 

finding, together with others (Alderfer 1972; Mitchell and 

Moudgill 1976), would seem to indicate that self

actualization needs emerge, with or without the satis£acUon 

of belong ingness and self-esteem needs, when physiological 

and security needs are satisfied. 

Phenomenological Research 

Several findings derived by Donald Taylor (1953) in a. 

series of phenomenological studies are significant for an 

understanding of the self-concept. 

1. The self-concept remains relatively stabl e over 

time intervals up to 7 1/2 months. 

2. Immediate changes in the external environment do 

not usually immediately alter the self-concept 

significantly. 

3. Stability of self-concept fOI" college and adult 

populations may differ significantly. 

4. Traumatic or euphoric experiences may alter t.he 

se I f -concept. 

5. Repeated self-description appears to increase 

the consistency of the self-concept. 

6. Consistency of self-concept bears a small posi

tive relationship to positive self-concept. 
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7. Repeated self-introspection tends to result in 

reorganization of the self-concept. 

8. Most persons have positive self -concepts. 

Symbolic Interaction Research 

A group af symbolic interac'tionist studies have 

evaluated the congruence (similarity) between an 

individual's self-perceptions and the way he believes him

self perceived by others. A number of these studies have 

shown that the perceived reactions of olhers La one's self 

is closer to one's self-concept than are the actual 

61 

tions to the self by others (Miyamota and Dornbusch 1956; 

Sherwood 1965; Quarantelli and Cooper 1966; Walhood and 

Klopfer 1971; Orpen and Bush 1974l. The minimal associa

tions between self-perceptions and oLhers' actual evalua

tions reveal thai.;. people do not accurately perceive others' 

opinions of them and that these opinions either minimally 

inf 1 uenee self-judgments or curvilinearly related (Reese 

1961). Since these studies reported no change over time or 

direction of influence, it is impossible to assess causality 

(Shrauger and Schoeneman 1979, p. 558). 

The most sophisticated symboiic-interactionalist 

research remains a study by Manis (Shrauger and Schoeneman 

1979, p. 559). His most significant finding was that the 

subjects final self-ratings were more similar to other's 

initial ratings of them than to their own initial self-
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were no more similar to the subject I s initial self

perceptions than were their first ratings. 
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This suggests that other's impressions were nol sub

stantially influenced by a subject's initial self

evaluation. The subject's self-perceptions changed in the 

direction of a friend I s initial jUdgments of them, but only 

when the designated friend had initially described them more 

favorably than subjects had described themselves (Manis 

1955) • 

Self-Disclosure Research 

Sidney Jourard (1964, p. 5) has maintained that unless 

a person makes himself knuwn to others one cannot know his 

own self. Jourard suggests that people censor their be

havior and disclosures in order to construct in the mind of 

the other person a concept of themse] ves which they want 

him/her to have. This type of disclosure can lead to self

alienation or construction of a false self-system (Laing 

1962. pp. 73-74) 0 In their research Jourard and Lasakow 

(1958) found: 

1. Men do not disclose as much about themselves as 

2. Married subjects disclose most to spouses. 

3. Subjects tended to disclose more about them

selves to people who resembled them in various 
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ways than to people who differed from them. The 

target person in self-disclosure is perceived by 

the subject as similar to the discloser's self. 

DEFINITION OF SEJ .. F-CONCEPT 

The human self-concept has been variously defined in 

scientific research but the idea of a self-concept struc

tured from the various hypotheses one constructs about him

self (herself) is most persuasive. The self-concept, there

fore, becomes a self-theory consisting of various hypotheses 

which an individual continually tests and examines in social 

interaction with other people (Epst.ein 1973, p. 407) and 

which range widely in content and scope (Nappe 1979, pp. 

115-119). The characteristics of this self-theory include 

(Epstein 1973): 

1. The sel [ is a sUbsystem of internally consis

tent, hierarchically organized concepts con

tained within a larger and more elaborate con

ceptual system. 

2. The self contains different empirical selves, 

such as an intellectual sel f. social self, 

psychological self and physical self. 

3. The self is a dynamic construction that changes 

with experience. It appears to adapt to en

vironmental change and demonstrates a tendency 

to assimilate increasing amounts of information, 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

64 

thereby manifesting something like a growth 

principle. It 1 S construction is characteristi

cally more "integrative" than "jntegrated" 

(Pepper 1942. Hilgard 1949; Block 1982). 

4. The self is constructed out of experience, par

ticularly out of everyday interpersonal 

relationships with significant others with whom 

the sel-f interacts regularly. 

5. It is a functional requirement. for a person that 

the construction of the self-concept remain 

ganized. Threats to organization resul t in 

anxiety and attempts to defend the self against 

threats. If the defense is unsuccessful, stress 

increases to the ultimate result of disorganiza

tion. 

6. There is a basic motivation for self-esteem 

which strongly relates to the construction of 

the sel f-system. 

7. The self-concept has at least two basic func-

tions: 

The self theorizes the dala of experience, 

particularly interpersonal interaction, into 

a predictable series of events. 

b. The self organizes attempts to fulfill needs 

while avoiding disapproval and anxiety. 
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While the self-concept has an unconscious dimension, 

which can be difficult for science to evaluate and explain, 

it is clear that an analysis of an i ndi vidual's conscious 

thought orientation (perceptions) can be useful in defining 

an important part of the individual's self-concept--that 

part which substantially affec1:s his behavior. The 

responses to questions about an person's conscious self

concept can also be useful in determining some of t.he under

lying motivational--and often unconscious--determinants of a 

person's behavior (Levine 1960; Cook and Lafferty 1981). 

Management researchers have only recently become generally 

aware of the value of this knowledge in the development of 

theory associating the self-concepts which a manager ac

tually possesses with management behavior--either high per

forming or otherwise. Theories evaluating the association 

between managers' self-concept and performance are useful in 

explaining both why managers behave in a certain manner and 

under what. circumstances managees may modify their behavior. 
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CEIi'\PTER III 

THE LITERATURE CONCERNING THE SELF-CONCEPTS OF MANAGERS 

IN RESEARCH AND DEVEWPMENT ORGANIZATIONS 

The first section of this chapter will evaluate self-

concept in the literature of management theory and practice 

leading to a definil:-ion of self-concept competency. Follow-

ing this study, the second section of the chapter will 

provide a statement ident:ify Ing some of the questi.ons which 

arise concerning the self-concepL competenc ies o( H lie D 

managers which the present research will explore. The final 

section will summarize the present study on thp.: Be] f -Concept 

competency of Nl\SA 'J'echilicFlJ Managers. 

SELF-CONCEPT IN MANAGEMENT THEORY AND PRACTICE 

The role of the self-concept in management theory antI 

practice has not been firmly established in professional 

literature. Generally, a substantial argument has been 

maintained by many notable scholars and practitioners that 

employer has no business with a man's personality. 

Employment is a specific contract calling for 
specific performance, and for nothing 
else ••. Management and manager development deal with 
the skills people need_.. They should concern 
themsel ves with change in behavior 1 ikely to make a 
man more effective. They do not deal with who a 
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man is--that is, with his personality or his emotional 
dynamics •.• Attempts to change a man's personality are 
bound to fail in any event. By the time a man comes to 
work his personality is set. The task is not to change 
his personality. but to enable him to ••• perform ••• 
(Drucker 1973. p. 3). 

This statement reflects the traditional view on defin-

ing and utilizing studies of the self in the area of manage-

ment development. Prior to the 19608 much research was 

directed to the skills or behaviors required in a manager's 

role but little study was given to how a manager perceived 

himself. or how a manager felt about his activity. 

Research in the last twenty-five years, however, has 

indicated that not all elements of the adult self fi.xed 

and incapable of change, nor is it necessarily in the inter-

est of organizations to insulate their managers from under-

standing the important elements of their self-concepl:s. 

nT-Group" and other management development activi ties 

emerged during these years providing organizational leaders 

an opportunity to examine their feelings, attitudes, and 

motivations at personalit~y levels underlying the public 

skill level of performance. 

Occupa-t:ional Preference3.. 

Oppenheimer (1964) found no support for a hypothesis 

stating that cognitively complex people have a higher degree 

of similarity between their self-concepts and their occupa-

tional preferences than cognitively simple people. This 

3..See also Super's theory in Chapter One, pages 3-4. 
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final finding suggests thaI: cognitively (:!omplex peoplt' 

not more accurate than cognitively simple people in trans

lating their self-concepts and in formulating occupationa 1 

preferences for management. 

Dare (1970) uti1 ized Super's theory in researching 

managers from a medium sized company and found: 
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L The greater the agreement beb ... een a self-concept 

measure and a required self measure (measurement 

of a manager's role requirements), the greater 

the job satisfaction. 

2. The greater the agreement between a self-concept 

and an ideal self meaSlll"e, the gn>;ai:er 

the job satisfaction. 

3. The greater the agreement between a required 

self measure and an idea 1 sel f measure, the 

greater the job satisfaction. 

These findings indicate the importance of organiza

tional role expectations (required self measures) and stan

dards of competency (ideal self) to the manager in the emer

gence of self-concept satisfaction. 

Motivation 

Self-concept motives like power, prestige, adventure, 

need for accomplishment, security, status and professional 

excellence were recogni7.ed but given little systematic 

treatment in the classical management writings of Barnard 
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(1938), Gordon (1945), Henry: (1948) and Griffin (1949)8 

Cummings and Elsalmi (1968) noted that the subject of 

managerial motivation received increased attention subse-

quent to 1959. beginning wi'th t:he research of Porter. 
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Porter's research (1962, 1963a) conflicted with Rosen 

and Weaver's earlier finding (1960) regarding the motiva

tional similarity between managerial levels. He found that 

a researcher must consider the type of human need. as well 

as a manager's level, in order to obtain a systematic under

standing of motivation in a manager' s self-concept. Modify-

ing the Maslow model to include a need for autonomy, exist

ing between the self-esteem and self-actualization levels. 

Porter concluded that higher-level managers perceived more 

need fulfillment than did those of lower levels, regardless 

of age. While higher-level managers perceived more fulfill

ment of the higher-ordered needs (autonomy and self

actualization). lower-level managers got more fulfillment of 

the lower-level needs (security and social). Middle 

managers arrayed themselves between the two levels. 

Herrick (1968) in his research of government managers 

using Maslow's theory found that, contrary to expectation, 

higher graded managers perceived a greater importance of so

cial needs than did lower graded managers, and that older 

managers perceived socia 1 needs as more important than 

younger managers. 
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Charles Garfield (1986) found in his study of self

actualizers that at times managers were prevented from ac

tualizing because of a focus on security needs. On other 

occasions, managers were prevented £ rom gaining satisfaction 

of their higher order needs because they had powerful 

cognitive image of peak performance, no role model--or even 

the language to give the image an outline--drawing them 

toward the future. Further, it is important to successful 

managers that they accllt"ately inventory personal strengths. 

Peak performing managers are only casually concerned with a 

general assessment. What they are most int.erested in is how 

their strengths fit with the demands of their work and their 

organization. He believes the difference between peak per-

forming managers and average managers much smaller than 

most people believe, but that it is a self-concept dif

ference that makes all the difference. 

Maccoby (1976) argues that Maslow's theory is par

ticularly misleading about motivation and its relation to 

work. According to Maccoby, Maslow's psychology--and that 

of most management theorists--has no place for the real ex

perience of corporate life. Mas low's "Eupsychian Manage

ment" (1965) ends up supporting the values of hierarchy, 

mechanistic thought, idealization of success, and careerism. 

Maslow's highest ideal of self-actualization is asocial, ex

clusively concerned with limitless individual expressive

ness. 1'0 Haccoby, Piaget· s research (1965) has demonstrated 
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that moral development. overcoming egocentrism and gaining a 

sense of reciprocity with olhers is essential to the intel

lectual development of the competent sel f. 

Herzberg's motivation-hygiene (two factor) theory 

(1966) presented an al ternative motivational model to 

Maslow's or Porter's hierarchies of needs, but evidence that 

the two factor theory is an over-simplified model of the 

world has accumulated (Dunnette 1955; Rosen 1963; Fried

lunder 1963. 1964; Gordon 1965: Centers and Bugental 1966; 

Burke 1966; Wernimoul 1966; Ewen. et al. 1966; Graen 1966a, 

1966b. Lahiri and Srivastra 1966; Dunnette. et al. 1967; 

Henrichs and Mischkind 1967; Wolf 1967; Hulin and smith 

1967; House and Wigdor 1967; whitsett and Winslow 1967; 

Lindsay, et al. 1967). Generally, the evidence indicates 

that motivalors and hygjenes are neiLher unidimensional 

independent, that either type of factor can produce job 

satisfaction or job dissatisfaction and that self factors 

are generally more strongly related to both overall job 

satisfaction and overall job dissatisfaction than the en

vironmental factors (Cummings and Elsalmi 1968). Elsalmi 

(1968) found that both job context and job content factors 

contribute to feel ings of job satisfaction and job dissatis

faction. Two factor theory remains only a partial explana

tion of self-concept motivation in managers or employees 

(Snyder and Ferguson 1976). 
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Recent management research in motivation and the 

self-concept has focused attention on achievement. Veraff, 

et al. (1960) and Meyer, et al. (1961) discovered that when 

compared La other employees in various occupations, managers 

scored significantly higher in achievement motivation than 

other employees. Manager's needs for affiliation and power 

also varied with occupational status. 

MCClelland's (1965) theory of motivation acquisition 

proposes that the more an individual can perceive and ex-

perience a newly conceptualized motive as an improvement in 

his self-image, the more the motive is likely to influence 

future thoughts and aclions. fo'urlher. changes in motives 

likely to occur if the setting dramatizes the im-

partance of self-study and lifts it out of the routine of 

everyday life. It is also important that changes in mot.ives 

likely to occur and persist if the new motive is a 

sign of membership in a new reference group. 

Proactivity 

Ralph Stogdill (1981) and Bernard Bass in their excel-

lent study of leadership found that of the many traits and 

factors associated with a leader's self, one must partic-

ipate. 2 Both the knowledge of an individual's self-

28ass has provided new editions of stogdill's book. 
The second finding fundamental to the scope of this research 
was that to remain acceptable to others as a leader. one 
must exhibit behavior interpreted by others as competent. 
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concept, which defines his proactive need for interaction 

with others, and a knowledge of the organizational effects 

of variances in the quantity and quality of participation 

are important to understanding the context of interpersonal 

needs. Seventy-four percent of the key-level managers sur

veyed in a study of cross cultural settings (Japan, Great 

Britain. United States) by Blake and Mouton (1968) reported

that breakdowns in interpersona 1 communications were the 

greatest barrier to corporate "excellence." 

130yatzis (1982, pp. 71-79) assessed managers' proac

tivity using the MeBer and Company Picture story Exercise 3 

which provided him with self-concept scores. He found that 

proactivity was significantly related to managerial perfor

mance, but in a curvilinear manner. A comparison of groups 

with t-tests indicated that superior and poor managers had 

significantly higher self-concept proactivity scores than 

did average managers. Further, publ ic sector managers had 

significantly higher self-concept proactivity scores than 

did private sector managers. Among public sector managers, 

superior and poor performers had higher self-concept proac

tivity scores than did average performers at near sig

nificant levels. 

Boyatzis interpreted this to suggest that certain poor 

managers, with self-concepts high in proactivity, may take 

initiative and instigate activity often that it may be 

3Thematic Apperception Test form (Murray 1938). 
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inappropriate at times. They also might be doing it in such 

a manner as to violate organizational norms. While they may 

have high self-concept proactivity, they may be so action 

oriented to taking initiat.ive that their performance suf-

fers. It would appear that trait 1 evels of high magnitude 

self-concept proactivity are not enough to assure adequate 

performance. The self must be mot:ivaled to obtain and main-

tain a quali-tat.ive dimension in interpersonal communication, 

in additional to the quantitative. 

Hal! (1974a) administered The Personal Relations Sur-

~ (Hall and Williams 1967) to corporate managers (above 

the first line supervisory level). 'j~he results indicated 

that managers reported a significant ly greater preference 

for obtaining information than they do for disclosing infor-

mation. He concluded that this tendency suggests i'l low 

level of interpersonal trust and willingness to lake inter-

personal risks, coupled with an inordinate desire for struc-

ture. Hall also found that managers arc most willing to 

deal openly and candidly with others when they have 

authority advantage. This is noticeably present in their 

dealings with superiors where they were least open in 

providing information. A general pattern of facade4. was 

found where managers are preoccupied with acquiring informa-

4.See also Goffman (1959; 1961. 1963; 1971. 1974). 
Goffman views the self-concept as defined by an individual's 
perception others' behavior toward himself (herself). 
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1955; Luft 1969; Hall 1974a). 
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Hall (1974a) continued in his research to explore the 

self's use of exposure and feedback relative to management 

style (Blake and Mouton 1964). Significantly. he found that 

the maximum balance and magnitude of exposure and feedback 

associated with a management style conceptually in

tegrating a task and people self-concept orientation. Hall 

believes his data confirms the contentions of BJake and 

Mouton that how a manager perceives his interpersonal com

munication is an important facet of a manager' style of ac

tivity. 

In a follow-up study using The Personal Relations 8ur

~, Hall (1974b) tested for the presence of security and 

reciproci ty inf I uences in a manager' s communication. The 

results of the study provide evidence supporting the belief 

that it is a sense of personal security in a manager' s 

self-concept, rather than feelings of trust, as earlier 

bel ieved. \-Jhich governs the use of both exposure and feed

back. Hall cone luded tha t cur rent management practices 

to model and magnify the importance of security rather 

than the utility of trust. Further. the results of the 

reciprocity hypothesis test confirmed that subordin.o!.t:es do 

tend to mirror behaviors which managers have used in relat

ing to them (Hall 1974b). 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

76 

Management Role 

Robert Merton (1957) used the terms "cosmopol itan" and 

"local" to describe the latent social roles of different 

types of community leaders. Gouldner (1957, 1958) in his 

studies of American organizations evaluated evidence of two 

latent social identities derived from the definitions set 

forth by Merton: 

1. Cosmopolitans: Those individuals with a self-

concept low loyal ty to the employing or-

ganization, high on commitment to speciaJ ized 

skills, and likely to use an outside referenC"!e 

group orienlalion (j .0.., professional organiza

tion, etc.). 

2. Locals: Those individuals with a self-concept 

high on loyalty to the organization, Iowan com

mitment to specialized role skills, and likely 

to use an inside reference group orientation. 

It was noted that the new scientifically based profes

sions, including many technical management roles, are ex

pected to be cosmopolitan in their orientation, that is, to 

have loyal ties which "cut across" local istic or national 

groupings. When modern managers are contrasted with ordi

nary workers, the managers are characterized by a greater 

concern for efficiency and less concern for the social 

structure. Gouldner (1958) argues that every social system, 

including the modern organization, requires that its members 
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have some degree of loyalty to it as.a distinctive social 

structure. His research demons trated that a member I s in

hibition of expertise by loyalty considerations is a vari

able changing with the extent of the threat to which 

ganization is exposed, real or perceived. 

Leadership Identification 

77 

Michael Maccoby studied corporate managers in an at

tempt to understand their self-concepts. Using methods 

developed in collaboration with Erich Fromm (Fromm and Mac

co by 1970), he found four types of self-concepts which he 

believes are common in large corporations (Maccoby 1976). 

According to Maccoby. each type of sel [-concept has .its 

respective strengths and weaknesses: 

1. Craftsman: Motivated to build products of high 

quality, interested in the process of making 

something. As a leader, he is a master builder 

and paternalistic master of ilpprentices. His 

weakness is a self-concept perfect:ionisrn 

and he often fails to develop the organizational 

skills necessary for cooperative teamwork. 

2. Jungle Fighter: Motivated to experience life 

and work a battle where winners destroy the 

losers. He is brave and protective to his 

"family" and ruthless toward competitors. His 
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common weakness is his dominating attitude which 

drives away independent subordinates. s 

3. Company Man: Motivated to service and institu-

ticn building, he is concerned with the human 

side of the company, committed to corporate in-

tegrity and controlling incompetent subor-

dinates. His common weakness is that under 

pressure he may become too fearful and conserva-

tive. 

4. Gamesman: Motivated to t..ake calculated risks he 

thrives on competition and is fascinated by 

techniques and new methods. He is a fai.r and 

team player. His common weakness is his rash-

ness, his tendency to create a fantasy world, to 

lie and to manipulate. 

Maccoby expresses concern that a modern self-

development ethic is needed incorporating new ideals. not 

just at the top, but at all levels of organizations. 

Autocommunication 

Lotman (1977) identified two types of communication, 

which distinguish cultural groups or cuI tures to varying de-

grees. The first type is the traditional sender-receiver 

mode of transferring information. The second mode of com-

munication is not directed to another person at all. but is 

SReference the discussion of William Sumner in His
torical Antecedents... in Chapter Two. 
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directed to a sender's self-concept. Lotrnan terms this 

second mode autocommunication. The phenomenon of com

municating to oneself is a self-structuring process that 

produces "mythic" information i.e. r the symbols and shared 

images that form the nucleus of any cuI ture) • Examples of 

this information processing are diary writing, auto

biographies and monologues. 

BarnIund (1971) argues in his intrapersonal communica

tions model that the diary writer, while writing in his 

diary, is in fact cueing himself at the same time. 

Similarly, when a manager is writing a memo, he is both in

forming the other person and "cuei ng" himsel f r or effecting 

change or reinforcement in his sel f-concept. This occurs of 

course, not only by means of memorandums but also by other 

means of communication (i.e •• verbal) as well. In this 

autocommunication system a qualitative change takes place in 

the person or persons receiving the communication, which 

leads to the enhancement of the receiver's self-concept 

to similar self-concepts of others in the group. This 

change may lead to a displacement of context and thus an in

terjection of a code transforming the original message into 

a new one. A particularly strong message may result in a 

major reconstruction of the sel f-concept. 

The self-concept from a Chief Executive officer (CEO) 

from planning managers may send a strategic. long-range 

planning message to other members of management in order to 
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be implemented. But a secondary, often unconscious, purpose 

may be to enhance the CEO's self-concept, or that of the in

itiating managers or of the corporate "image." If one reads 

the corporate long-range planning report and understands it 

as a planning report he uses the first code (mode). If one 

starts feeling great about it and relates to it in his 

present context, then he is using a second code (mode). 

This is very often what happens tb an organizational plan: 

it is written and read to make the organizational managers 

and planners feel like heroes and seers. Plans may be 

pleted to affirm one's self-concept to oneself as well as to 

others and to initiate the feeling of how well things are 

organized. The planner or strategist may in fact be only 

"surfing" or riding on the wave of trial-and-error ac

tivities and events in the environment. He may not really 

be in total control or implementing his plan. He just hangs 

on because events overtake him swiftly regardless of the 

substance of his plans (Broms and Gahmberg 1983, p. 490). A 

plan is made for the nonrational (unconscious) part of 

managers and employees as well as for the rational part, and 

the manager sometimes intuitively knows that. 6 

Ethnicity 

Watson (1974) studied black and white managers who 

selected from organizational members of the Fortune 

6See also the double-loop theory of Argyris (1977). 
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Directory. Participating organizations randomly selected a 

black manager and then selected a white manager to be a sub

ject in a control group according to the following criteria: 

age. type of work, level of education and tenure. In order 

to evaluate the self-concept, an instrument was used to 

provide a self-concept score, self-acceptance score, an 

ideal self-concept score and a divergence score (difference 

between self-concept and ideal self-concept). The Thematic 

Apperception Test was used to measure levels of achievement 

motivation. Results revealed no significant differences be

tween the two ffiandgerial groups on any of the four scores 

obtained from the tests. Watson concluded that black 

managers, when otherwise qualified, should be assigned to 

management roles. 

Herrick (1968) studied managers (grade 11 and above) 

in ten executive departments of the Federal Government 

employed in Washington D. C. Hypotheses were related to 

civil service grade, age of the organization, sex, level of 

the posjtion holder, age of the manager, and tenure. Among 

his findings was that female managers perceive a greater 

deficiency in the fulfillment of social needs than do their 

male counterparts. 

Davidson and Cooper (1983) discovered that women 

managers are experiencing significantly more stress manifes-
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tat ions than, are male managers and infer that this is a 

result of conflict in their perception of job and family 

roles affecting their self-concepts. 

Adult Maturation 

02 

Levinson (1978) studied men, including business 

managers, in an attempt to distinguish stages of adulthood, 

similar to the research of Sheehy (1974). The central theme 

of Levinson is that every male experiences four overlapping 

and sequentia 1 childhood and adolescence (ages 0-22); 

early adulthood (ages 17-45); middle adulthood (ages 40-65); 

and later adulthood (ages 60+). Within the sequence of 

these eras are "periods." alternating between "transitions" 

and "structures. It Levinson specifically studied business 

managers and attempted to document their changes in self

concepts which he believes are interrelated with 

transi tions and periods of increased ambigui ty about the 

value of their achievement motivation and the value of the 

specif ic work they have been managing (1978). Cain (1979) 

has suggested several major weaknesses in IJevinson' s study, 

however it is important that Levinson has attempted to docu

ment the self-concept schemata transitions in managers 

they age and relate them to environmental interactions, in-

eluding the workplace. 

Howard and Bray (1980) examined data from the Bell 

System's Longitudinal Management Progress Study which f01-
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lowed college graduates hired into management and non

college graduates hired for non-management jobs but promoted 

into management before the age of 32. Mid-l ife was a 

crisis in self-concept to only a minority of participants, 

apparently because the majority of participants experienced 

a gradual increase in incongruity between their self-concept 

and their managerial role and that whatever crisis may have 

occurred had likely been bridged much earlier, perhaps by 

adapt ion as early as the eighth year after employment, when 

a cumulative total of forty percent of the graduates had 

left the company to obtain other employment (Howard and Bray 

1980 I. 

Self-Concept Competency 

While the study of job compet.cncjes (including manage-

ment competencies) is in employee development and 

performance evaluation programs. "self-concept competency" 

is a term used in the present research to describe a par

ticular type of competency often described as important by 

other researchers. but not specifically defined by this term 

in their research. A discussion of the background of the 

study of self-concept as a job competency is important to 

understanding its application in the present research. The 

two leaders in research relating to self-concept as a job 

(management) competence are Boyatzis (1982) and Lafferty 

119801. 
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A job competency is "an underlying characteristic of a 

person which results in effective and/or superior perfor

mance in a job (Klemp 1980)." Boyatzis (1982) research into 

the job competencies of managers has been representative of 

recent management theory which has realized the importance 

of the relationship between self-concept and performance. 

Performance, or specific behavior, is the manifestation of a 

specific competency in the context of the demands and re

quirements of a specific job and particular organizational 

environment (White 1959). To define a management com

petency, therefore, one must determine what behaviors were 

and their place in a system and sequence of performance and 

what the results or effects were and what the intent or 

meaning of the behavior and results by managers performing 

these behaviors were tBoyatzis 1982~ p. 22). 

It is through such a definition that the concept of a 

management competency represents a true ability. A 

manager's set of competencies reflect what he or she can do, 

not necessarily what he or she does all the time regardless 

of the situation and setting. Boyatzis submits that there 

is evidence that indicates that possession of management 

competencies precedes and leads to effective andlor superior 

performance in that job. The individual possessing these 

characteristics mayor may not know they exist and, in this 

sense, they may be unconscious. 
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Boyatzis believes that to have a full understanding of 

what a person brings to a managerial position, one must be 

able to conceptually distinguish among types and levels of 

competencies. He describes a manager's generic knowledge, 

motives, traits, self-concepts, or skills essential to per-

forming a job threshold competencies. Threshold 

petencies essential to performing a job but are not 

causally relate.} to superior job performance. They are, 

therefore, different levels of competencies. On the other 

hand, those characteristics that differentiate superior per

formance from average and poor performance are competencies 

in a different sense--they are types of skills required in 

the functional and situational demands of specific jobs. It 

is important to Boyatzis that researchers understand that 

for a competency to exist there must be a demand for it from 

the environment (organization). At that time, the levels of 

threshold competencies, including the level of the self

concept, will together, interactively, determine the rela

tively high or low performance by the manager of whom the 

response is required. 

Lafferty (1980, p. 4) theorizes his research on 

management competency differently. His model accepts the 

self-concept as a "level" of management competency, but as a 

uniquely important one--since in his research differences in 

lifesty les (self-concept competencies) are associated with 

differences in management performance. Lafferty has con-
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eluded, through his extensive study in organizational and 

management development, that the collective life style 

profiles of an organization I s managers appear to be related 

to the organization's ability to solve problems, initiate 

change, and perform effectively. 

The self-concept construclion of Lafferty departs from 

Maslow (1954) and other need theorists (Porter 1962, 1963a; 

Alderfer 1972; Mitchell and Moudgill 1976; Mathes and Ed

wards 1978) in two important ways: 

1. Twelve lifestyles are presumed to adequately 

reflect the complex nature of human behavior and 

thought (Me Clelland 1965: McGregor ]960; Rogers 

1961; Sullivan 1953). These lifestyles are as

sociated with Maslow's needs but, in some cases, 

a particular need is associated with two or 

three distinct styles. 

2. Lifestyles not hypothesized in a 11 cases to 

be ordered in a hierarchical manner but expected 

to be positively or negatively related to one 

another because of their strong links to needs 

that are clearly hierarchically ordered and in

compatible. 

Research by Lafferty on three levels of management 

(supervisors, mid-level managers, and key-level managers) 

has theorized and measured associations between management 

lifestyles and management behaviors (1980, p. 44): 
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1. Supervisors: ••• displaying a strong concern for 
security with respect to both people and task. 
Their primary style is Dependency, which is typi
cal of the supervisory role. Other characteris
tics common to this organizational level inc] ude 
high Conventionality (they lend. to work by the 
book); high Avoidance (they may find it difficult 
to order former work peers to do a job); high Op
position (a defense against the need to be close 
to people); and high Power (they frequently have 
to throw their weight around) ••• They need to win 
but they a 1 so want to be accepted. 

2. Mid-level Managers: ••• are still rather high in 
the people security quadrant, but have lower 
task-security needs. Their primary style is still 
Dependency (along with Avoidance), but it is not 
as pronounced as in the supervisors _ Power and 
opposition styles are lower, and larger extensions 
in the Self-Actualizing, Humanistic-Helpful and 
Affiliative styles are evident. 

3. Key-level Managers: overalL H .upper level 
managers (have) a good balance of people-oriented 
and task-oriented thinking. Their primary style 
of Affiliative is well above average, along witl:> 
their back-ups in SIP-If-Actualizing and 
Humanistic-Helpful. Dep"-~ndency and Power 
decreases considerably for these people. 

Recent research on the self-concept, like that 

tributed by Boyatzis and Lafferty, have led many 

psychologists working personnel issues to recognize that, 

"the self-concept and self-reports have again assumed a 

centrally important role in psychological research and 

theory" (Levine 1980). The question appears to be how to 

understand and use the relationship bebJeen sel i-concept and 

competence. should self-concept be perceived as a threshold 

competency, or level of another more visible behavior? 

should seJ f-concept be perceived as a separate competency, 
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uniquely important and distinct from other competencies? 

This researcher finds the arguments of Lafferty persuasive 

and hypothesizes the self-concept as a competency whose 

structural subsystem can be partially defined by instrurnen-

tation. Part of the subsystem structure {lifestyles) 

also be understood as self-concept "competencies," in a sub-

ordinate sense, or styles of thinking about the self which 

are associated with individual and organizational perfor-

The profile of lifestyle competencies provides an 

overall indication of a manager's "self-concept competency." 

SELF-CONCEPTS OF MANAGERS IN RESEARCH 
AND UEVI..:J,OPMHNT ORGJ\N] 7.NrIONS 

Bay ton and Chapman found that the salient motivations 

of most scientists and engineers working as managers were 

substantially different frolll those of most specialists 

<1972, pp. 7-9). Their research also indicated that in-

dividuals who reject the managerial value system. are likely 

to be poor performance risks if assigned management roles. 

Bernice Eiduson (1962, pp. 149-189) set forth several 

self-concept "types" of scientists and engineers based on 

her research. 

1. Scientist Discoverer 

2. Scientist G(~nius 

3. Gentleman Scientist 

4. Successful Scient i st. 

----------
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While these self-constructions may motivate a scientists 

research activity they may also carry beliefs (hypotheses) 

which limit his or her competency to perform management be-

haviors. Specialists may believe that if a man or 

is a "real" scientist, tied up with the main goals of 

science, o1:her functjons are of lesser value and their 

self-concept rejects administra ti ve duties. Eiduson 

believes scientific mores often lead to an inability to 

engage in management activity~ 

It appears as if those special ists who do attempt to 

transition into management often make several erroneous as-

sumptions based on their experience. 

The basic assumption is that having been in 
research, the research manager "knows" research 
people and will know how to manage them. The 
second assumption is that human behavior is anar
chic and chaotic and impervious to systematic un
derstanding; the behavior of scientists being 
especially chaotic and pecul iar. Third. research 
management assumes that the organizational environ
ment consists only of facilities, salary scales. 
and merit and achievement awards. Fourth .. research 
management assumes that tempering its authority 
with friendly informality of a "happy family" 
variety contributes to a colleague system. Fifth. 
research management assumes that defining its 
method of supervisory selection as "naLural leader
ship" will avoid organizational rigidity and con
tribute to flexibility. The fact that all of these 
assumptions are fallacious is not without its im
pact on strain in the laboratory (research) or
ganization (Marcson 1960. p. 9). 

It is clear to some researchers (Eiduson 1962. pp. 

189-197; Mahoney 1974. pp. 6-9) that there has been an im-

plicit research norm excluding the scientist or engineer 
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from study. As long as this norm exists men can continue to 

spin half-truths of "storybook" scientists without too much 

fear of challenge. Mahoney <1974, pp. 12-13) declared that 

as long as scholars avoid studying scientists, researchi.ng 

the psychological or social factors influencing their be

haviors, they will remain self-deceived. lie believes that 

the idealized misconceptions of the scientist threatens the 

very foundation of scientific knowledge because the scien

tist, or manager of scientists, is most deceived who is 

"self" deceived. The final section of this Chapter provides 

a statement concerning questions which arise about the 

self-concept competency of Ni\Sl\ technical R&D managP.rs 

from a reading of self-concept literature. No research has 

been published which evaluates the self-concept competencies 

of R&D managers and seeks answers to these questions. 

satisfaction Competencies 

Satisfaction needs should reflect a positive, and 

desirable, motivation of managers, as theorized by Maslow 

(1968). The greater the satisfaction needs expressed by R & 

o managers, the greater the self-concept potential for 

focusing thought on behaviors which are useful to organiza

tions and healthy for managers (Porter 1962, 1963a; Alderfer 

1972; Mitchell and Mougdill 1976; Mathes and Edwards 1978; 

Lafferty 1980).7 How does the satisfaction concern of NASA 

7See •.• Holistic structure of the Self (Chapter Two). 
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R&D managers compare with that of the NASA non-technical 

managers working in the same organizations, particularly if 

these technical managers are in the majority of positions 

which are both critical to NASA achieving its mission and 

the majority of growth-oriented positions from which the ex

ecutives of the future wi.ll be selected? How does it com

pare with the satisfaction concerns of engineers, first

level supervisors and mid-level managers in general? Low 

levels of technical manager satisfaction may indicate the 

need for decision makers to study this problem further 

within the agency, particularly with respect to the existing 

"required selves" and "ideal selves" of agency managers.a 

By many accounts, the achievement motivation of an 

organization I s managers is important, both with respect to 

the individual health of these managers and, therefore, a 

high level of activity (Cooke and Rousseau 1982a). and to 

the organization's ability to solve a greater number of com

plex tasks in a reduced time period (Veroff, et al. 1960; 

Meyer, et al. 1961; MCClelland 1965; Lafferty 1980).9 How 

does achievement competency (motivation) in the self

concepts of NASA R&D managers compa re wi th achievement 

competency in non-technical managers from the same organiza

tion and with the achievement competency of engineers, 

first-level supervisors, and mid-managers in general? Low 

aSee Motivation (Chapter Three). 

9See achievement in Motivation (Chapter Three). 
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levels of aG-.~:i.3 ..... e~ent competency may provide decision makers 

with an indication that they need further research on agency 

hiring procedures, work-force socialization, or management 

selection procedures • .1.0 

Helpfulness is often encouraged as an ideal of be-

havlor for all levels of employees in NASA but sometimes 

there is also a more cynical attitude expressed at the 

operating level that one must "help oneself" first in order 

to recieve promotions and monetary reward. compromising the 

more altruistic approach to sharing technical assistance in 

a technical organization. There is much management Iltera-

ture which emphasizes the need in technica 1 organizations to 

build helpfulness and mutual trust (Gouldner 1957, 1958; 

Glaser 1965; Schein, et al 1965; Tagiuri 1965). How does 

helpfulness compet.ency (motivation) in the self-concepts of 

NASA R&D managers compare with helpfulness competency in 

the self-concepts of non-technical managers from the same 

organization and with the helpfulness competency of en-

gineers, first-level supervisors, and mid-level managers in-

general? Low levels of helpfulness competency may indicate 

the need for decision makers to consider interventions to 

raise existing levels of helpfulness. 1 :t. 

10Low levels of achievement motivation in agency 
managers might be particularly dangerous in agency strategic 
planning efforts. See Autocommunication (Chapter Three). 

11Low levels of helpfulness motivation in agency 
managers might indicate a "jungle fighter" approach to chal
lenges. See Leadership Identification (Chapter Three). 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

93 

Security Competencies 

Security needs should reflect a negative and un-

desirable motivation of managers, as theorized by Maslow 

(1968). The greater the security need expressed by R&D 

managers f the greater the self-concept potential for 

detracting thought from behaviors which are useful to 

ganizations toward thought on self preservation and be-

haviors which may have a more destructive effect on the 1n-

teraction of its employees (Porter 1962 f 1963a; Alderfer 

1972; Mitchell and Mougdill 1976; Mathes and Edwards 1978; 

Lafferty 1980). How does the security concern of NASA R&D 

managers compare with that of the NASA non-technical 

managers working in the same organizations. particularly if 

these technical managers are in the majority of positions 

which are both critical to NASA achieving its mission and 

the majority of growth-oriented posi1:ions, from which the 

executives of the future will be selected? How does it com-

pare with the security needs of engineers, first-level su-

pervisors and mid-level managers in general? Relatively 

high security needs should provide decision makers with an 

indication that the}:' need to consider further research into 

the background, socialization, and practices of agency 

managers • .1.2 

12High levels of security motivation in managers might 
indicate "jungle fighter" or "company man" approaches to 
challenges. See Leadership Identification (Chapter Three). 
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Managers with high dependency needs are not viewed to 

be as effective in their organization application of manage-

ment competencies (Lafferty 1980. pp. 19-20). High depend-

ency needs are generally believed to be deficiencies in 

managerial self-concept competencies. How does the depend-

ency competency of NASA R&D managers compare with the de-

pendency competency of NASA non-technica 1 managers from the 

same organization and with the dependency competencies of 

engineers. first-level supervisors and mid-level managers in 

general? As with security, high levels of dependency should 

provide decision makers with a reason to research the back-

ground. socialization. and practices of agency managers. 13 

Task Competencies 

Task needs moti vate managers towards the completion of 

goals and objectives, as theorized by Blake and Mouton 

(l964a). The greater the task need expressed by R&D 

managers, the greater the self-concept potential for direct-

ing thought toward behaviors which are oriented toward the 

completion of organizational goals and objectives. How does 

the task need of NASA R&D managers compare with that of 

the NASA non-technical managers working in the same or-

13High levels of dependency motivation in managers 
might indicate a high degree of codependency (Kerr 1988, pp. 
40-52), or an excessively "local" self-concept r with an ex
cessive amount of inside reference group orientation. See 
Management Role (Chapter Three). It might also be normative 
for R&D managers. if their is a high level of risk in the 
organization I s environment. 
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ganizations, particularly if these technical managers are in 

the majority of positions which are both critical to NASA 

achieving its mission and the majority of growth-oriented 

posi tions, from which the executives of the future will be 

selected? How does it compare with the task need of en-

gineers. first-level supervisors and mid-level managers in 

general? Unusually low or high <combined with low people 

motivation) task motivation should indicate to decision 

makers the need for further research on the agency hiring 

practices, work force socialization. and management selec-

tion procedure. 14 

Paradoxically, managers with high "competency" needs 

not viewed to be effective in their organization ap-

plication of management competencies (Lafferty 1980. pp. 

29-30). High competency needs are generally believed to be 

deficiencies in managerial self-concept competencies, be-

cause they con-ceptually "individualize" behavior and tend 

to detract from the social aspects of performance. How do 

the competency needs of NASA R&D managers compare with the 

competency needs of NASA non-technical managers from the 

same organization and with the competency needs of en-

gineers; first-levelsupervisors and mid-level managers in 

~4Unusually high scores might indicate an excessive 
"cosmopolitan" approach to management, with an excessively 
high orientation to outside reference groups and low loyalty 
to organizations. Unusually low scores might indicate the 
reverse situation with an excessively high loyalty to or
ganization and low outside reference group loyalty. See 
Management Role (Chapter Three). 
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general? High competency needs might indicate a need for 

decision makers to research agency managers "ideal self" 

measures to determine if there is a need for intervention. ~s 

People Competencies 

People needs motivate managers towards affiliation 

with other people, conformity and the satisfaction of other 

peoples needs, as theorized by Blake and Mouton (1964a). 

The greater the people need expressed by R&D managers. the 

greater the self-concept potent'ial for di reeting thought 

toward behaviors which are oriented toward affiliation wilh 

other people, conformity and the satisfaction of other 

people's needs. How does the people concern of NASA R&D 

managers compare with that of the NASA non-technical 

managers working in the same organizations, particularly if 

these technical managers are in the majority of positions 

which are both critical to NASA achieving its mission and 

the majority of growth-oriented positions, from which the 

executives of the future will be selected? How does it com

pare with the people need of engineers, first-level super

visors and mid-level managers in general? Excessively hi:;h-

people concern might indicate that decision-makers should 

research agency hiring procedures, work force socialization. 

or management selection practices.1-6 

1SSee Occupational Preference (Chapter Three). 

16See also Blake and Mouton (1985). 
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Managers with high affiliation needs are viewed to be 

effective in their organization application of management 

competencies (Lafferty 1980). Paradoxically, an extremely 

high affiliation need is generally believed by Lafferty 

(1980) to be a deficiency in managerial self-concept 

petencies, because it may compromise performance by 

prioritizing affiliation at the expense of task. How does 

the affiliation competency of NASA R&D managers compare 

with the affliation competency of NASA non-technical 

managers from the same organization and with the" affiliation 

competencies of engineers, first-level supervisors and mid-

level managers in general? Excessively low needs to af-

filiate might indicate that decision makers need to evaluate 

agency hiring procedures. work force socialization or 

management selection practices • .1.7 

Self-Actualization Competency 

The needs for self-actualization should reflect a 

positive. and desirable. motivation of managers. as 

theorized by Maslow (1968). The greater the actualization 

needs expressed by R&D managers. the greater the self-

concept potential for focusing thought on behaviors which 

integrate people and task concerns and are useful to or-

.1.'7High affiliation motivation may indicate a healthy 
proactivity but it may indicate also a major problem if 
there is not a significant quality to the activity (See 
Proactivity (Chapter Three). High scores might also indi
cate an excessive "cosmopolitan" managerial orientation. 
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ganizations and healthy for managers (ParLer 1962, 1963a; 

Alderfer 1972; Hall 1974a, 1974b; Mitchell and Mougdill 

1976; Mathes and Edwards 1978; Lafferty 1980; Garfield 

1906). lIow does Lhe aclual ization need of NASA R&D 

managers compare with that of the NASA non-technical 

managers working in the same organizations, particularly if 

these technical managers are in the majority of positions 

which are both critical to NASA achieving its mission and 

the majority of growth-oriented positions from which the ex-

ecutives of the future will be selected? How does it corn-

pare with the actualization needs of engineers, first-level 

supervisors and mid-level managers in general? Low levels 

of self-actualization might indicate decision makers need to 

review work force socialization and management training and 

practices. 1.6 

Relationship of Managers' Self-Concepts to Strain 

The resul ts of Holmes I and Rahe I s research (1967) in-

dicated that the experiencing of several life events in a 

relatively short period of time is associated with 

physiological illness, especially during the year succeeding 

the events. These researchers hypothesized that a person 

exposed to many potentially stressful situations, loses the 

1. 6 See Theories of the Holist.ic Structure of the Self 
(Chapter Two); Self-Actualization Research (Chapter Two); 
Motivation (Chapter Three); and, Proactivity (Chapter 
Three) • See especially Garfield (1986). 
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necessary energy to respond, and a medical illness arises. 

They concluded that a strong interrelationship exists be

tween stress and illness. In reviewing the research of 

Ilolmes and RaE:. Lafferty hypothesized that self-concept ha~ 

an even more significant effect on illness previously 

believed. 

Subsequent research has found support for hypotheses 

linking self-concept with symptoms of strain (Cooke and 

Rousseau 1982a; Cooke, et a1. 1985). For most of the 

strains measured, the five personal orientations of self

image, locus of control, interpersonal orientation, goal 

orientation and time orientation explained a greater percent 

of the variance than did age and income (Cooke, et al. 

1985). These resul ts provided support for the hypothesis 

that different self-concepts lead to different symptoms of 

strain. Among the other findings was that self-image 

found to have a significant relationship with medical 

problems. The implication are two-fold. First, models of 

stress and strain should consider the possibility that self

concepts have direct effects on individuals' health and well 

being. Second, different self-concepts are likely to be 

systematically related to different symptoms of strain. 

The question arises, "Is there a significant relation

ship between the self-concepts of NASA R&D managers and 

the self concepts of respondents reporting symptoms of three 

recently researched illnessess--depression, ulcers and high 
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blood pressure?" High associations between respondents 

showing symptoms of strain and NASA managers should indicate 

a need for decision makers to research fut"ther the hiring 

procedures, work force socialization and management selec

tion practices . .19 

Self-Concept and Biographical Experience 

Most researchers submit that the experience of in

dividuals changes their self-concepts to a degree (Taylor 

1953; Jourard 1964; Epstein 1973), although at least one, 

Manis (1955), suggests that this change may be limited in 

its direction. 20 Both Boyatzis (1982) and Lafferty (1980) 

submit that the differences in experience for managers are 

critical with regard to the relationships between seJ f

concept and performance. Is age, years of management ex

perience, or years of employment at NASA associated with 

changes in lifestyle preferences in the self-concepts of 

NASA R&D r:tanagers? Significant associations between life

styles and these biographical measures should demonstrate 

that there are changes in the managers' self-concepts which 

are related to aging, specific work experiences, from as

sociation with cohorts, or from historical circumstances. 

~9See Phenomenological Research (Chapter Two)" 

20See Symbolic Interaction Research (Chapter Two). 
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SELF CONCEPT COMPETENCY OF NASA MANAGERS 

The understanding of the association between self-

concept and behavior (individua 1 per[ormance) is an impor-

tant one for decision makers, consultants and mid-level 

managers involved with NASA organizational performance. Im-

provements (changes) of behavior from average to high per-

forming by managers appears to be preceded by changes in 

self-concept structure (lifestyles). Since changes to these 

lifestyles <motivational hypotheses) more likely, if a 

manager can perceive and experience them as an improvement 

(competency) in his self-image, and since this new self-

concept hypothesis will more likely be tested if the setting 

(management development) dramatizes the importance of self-

study,21 it is believed that the approach used in this 

research has merit by calling attention to the existing 

structure of agency high performing managers' sel f-concept 

competency, and that this baseline structure can be used in 

planning required interventions. 

This research is organized to evaluate the hypotheses 

that NASA technical managers have about themselves with the 

intention of determining the existing se] f-concept 

petency structure. The research does not directly observe 

or measure management behavior but rather leaves this 

evaluation to other researchers. The focus of this study is 

21See Motivation (Chapter Three). See especially 
McClelland (1965). 
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on measuring the self-concepts of NASA technical managers, 

and in measuring differences between them and normative 

engineers'; supervisors I, and mid-level managers' self

concepts (Lafferty's samples), where associations between 

measurements and behavior have been previously hypothesized 

and researched. 'rhe self-concepts of NASA technical 

managers are also compared with the NASA non-technical 

managers' self-concepts. Further, the technical managers' 

self-concept is examined for indications of strain. And, 

finally, older and younger, mOre tenured and less tenured 

and more experienced and less experienced managers are 

tested for differences in 1 ifesty Ie scores to determine 

sociations between biographical measurements and self

concept. 
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CHAPTER IV 

RESEARCH llESIGN 

Chapter IV discusses the technical approach to this 

study. Four general areas of the approach are discussed: 

Sampler Instrument, Procedures and Methods, and Problems En

countered. The research design is then summarized. 

SAMPLE 

This research has at its core the understanding of 

self-concept competency in high performing NASA technical 

managers. Approximately 1900 of the 2570 total NASA grade 

GM 14/15 managers are aerospace technical (AST) managers. 

They are employed at nine major sites in the United states 

(Table II). These AST managers may also view themselves as 

possessing engineering, project, program, resource, research 

or other role responsibilities in addition to their techni

cal identity (Table III). 

"High Performing" R&D managers are defined as those 

AST Managers receiving formal performance appraisal scores 

in the top 50% of their peer group, as evaluated by their 

managers. 

Anticipated administrative problems in conducting a 

random sampling reaul ted in a decision to pursue a purposive 
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TABLE II 

SAMPLE CONSTRUCTION BY NASA CENTER 

CENTER 

Headquarters 

Ames 
Research Center 

Goddard Space 
Flight Center 

Jet Propulsion 
Laboratory* 

Johnson 
Space Center 

Kennedy 
Space Center 

Langley 
Research Center 

Lewis 
Research Center 

Marshall Space 
Flight Center 

Stennis 
Flight Center** 

TOTAL 

9/30/85 9/30/85 
ASSIGNED PERCENTAGE 
GM 14/155 GM 14/155 

263 10.2 

160 6.2 

472 18.4 

487 19.0 

278 10.8 

216 8.4 

257 10.0 

421 16.4 

16 .6 

2570 100.0 

*Employs no NASA GM-14/15s .. 

SAMPLE 
SAMPLE PERCENTAGE 

GM 14/158 GM 14/158 

25 15.4 

14 8.6 

20 12.3 

10 6.2 

24 14.8 

17 10.5 

15 9.3 

16 9.9 

17 10.5 

2.5 

162 100.0 

**National Space Test Laboratory at the time of data col
lection. 

Civil Service totals taken from The Civil Service Work 
Force published by the NASA Personnel Analysis and Evalua
tion Office .. NASA Headquarters, Washington, DC. 1985 
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TABLE III 

<nIPl\lIDIlN OF Sl\MPLIlS Sl'IJIlIID 

Nl\SA S1\IIPIE 

( PERCENrl\GE) 

FUN=ON TECHNICAL NOOrECBNICAL TOrAL 

TECHNICAL 12 0 12 
(7.5%) (0.0%) (7.5%) 

ENGINEIlIUNG 38 0 38 
(23.6%) (0.0%) (23.6%) 

PRillECT~ 28 0 28 
(17.4%) (0.0%) (17.4%) PROORl\M_ 

21 0 21 
(13.0%) 10.0%) (13.0%) 

l\I:MINISTRATIVE 0 22 22 
(0.0%) (13.7%) (13.7%) 

RESOURCE 1 12 13 
(.6%) (7.5%) (8.1%) 

RESE1\RCH 16 0 16 
(9.9%) 10.0%) (9.9%) 

OTHER 2 9 11 
(1.2%) (5.6%) (6.8%) 

118 43 161 
(73.3%) (26.7%) (100%) 

NllMBER OF MISSING OBSERVATIONS = 1 

IAFFFR1'Y El\mNI!FllS 52 

IAFFFR1'Y SIJPmtVIOCIlS 496 

IAFFFR1'Y MID-LEVEL - 4500 
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sample for investigation. These anticipated problems io-

elude: 

1. Identifying the population of high performing 

agency managers to sample. Performance is 

generally reviewed and rated annually and the 

results of performance revjcw~ are maintained at 

each of the nine NASA Centers subject to Privacy 

Act considerations ,1 Further, the gains and 

losses of managers due to hirings, promotions. 

resignations and retirements resul t in a sub-

stantial research challenge to identify just who 

the universe of high performing managers might 

be at any single point in time, without at least 

a critical delay effecting the sampling process. 

2. Obtaining a saU sfactory return rate for com-

pleted instruments. Costs involved to identify 

the sample' s composition and to require the sub-

jects' presence in at least nine geographically 

dispersed survey sites. in order to brief the 

subjects and gain their cooperation. are 

prohibi tive 0 Distributing the instrument wi th-

out a briefing but with a letter of explanation 

not projected to obtain an adequate return 

rate, given the time constraints of such a busy 

1public Law 93-579 r "The Privacy Act of 1974" (5 
U.S.C. 522A). 
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and diverse group of subjects. Similar surveys 

have not yielded satisfactory return rates. 

In similar circumstances purposive sampling is recommended 

(Babbie 1973. pp. 106-107). 

Purposive Sample 

The decision not to randomize and to uncompl icate the 

design by using the available source of subjects is not 

without costs. This limits the investigator's ability to 

strictly generalize findings beyond the spf~l~ific sample 

studied. The investigator is unable to estimate the degree 

of departure from representation (sampl iog error). However, 

the nonprobability sample is appropriate in similar situa-

tions where expense is prohibitive. Bailey (1978, p. 83) 

states: 

The advanLage of purposive sampling is that Lhe 
researcher can use his or her skill and prior knowledge 
to choose respondents. For example, he or she may seek 
the "average American housewife n or the nall-American 
boy. " ••• Another ploy is to seek deviant cases rather 
than average respondentR, in order to see what makes 
them depart from the norm. 

This explanation describes the present study. In 

reality the researcher is examining the MEP subjects to find 

the self-concept competency of the "all-American NASA tech-

nical manager," or, in this case, the average of the "high 

performing NASA technical managers," to determine where 

self -concepts of technical managers depart from the self-

concepts of "high performing non-technical managers" from 
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gineers. first-level supervisors and mid-level managers' 

self-concepts. Since departures from Bc:'!l [-concept 
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have been associated with corresponding changes of manage

ment behavior in other studies. this data may now be useful 

to predict associated behaviors of NASA managers. Since 

this behavior may be more or less effective or productive in 

management. it may be viewed competency. 'l'he norm (or. 

more precisely, norms) will be Lafferty's samples of en

gineers. supervisors and mid-level managers and NASA's high 

performing non-technical managers taken from the same MEP 

classes (Table III). 

The selection of manag~rs 1:0 attend the MEP program is 

accomplished competitively by NASA Centers. Each Center is 

assigned a number of spaces approximillely proportionilte to 

its number of eligible managers (Table II). At each Center 

a Board of Executives determines attendence from among 

eligible managers nominated by their Directors. The reputa

tion of a manager for contributing to the Center's mission, 

along tl1ith his Director's recommendation, is weighed in the 

selection process. Since a relatively small percentage of 

those nominated selected to attend, it assures the 

stated criteria of "high potential" for promotion to posi

tions of increased management responsibility is met. "High 

performance" is, therefore, a necessary but not a sufficient 

criteria for determining promotion. At the supervisory and 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

109 

middle-management level many positions have a marked con

tribution to Center performance but do not possess the 

"breadth" of exposure to certain agency issues which would 

qualify the incumbent for positions of increased grade. An 

incumbent may be a "high performing" manager but not have 

opportunity to attend the MEP and gain entrance to the 

sample due to the specialized nature of his position. 

It should be noted that the Jet Propulsion Laboratory ~ 

while possessing no Grade 14/15 managers, comprises 6.2% of 

the sample. Further, while NASA Headquarters has a higher 

than proportionate representation, Goddard, Johnson and Mar

shall have a lower than proportionate respresentation. 

Nevertheless, the sample approximates the population tar

geted for the study group. 

At a minimum, it can be det.ermj ned that the tests 

remain statistically inferential for examining differences 

between the structures of self-concept competency in high 

potential (high performing) NASA technical managers and the 

high performing non-technical managers attending the NASA 

MEP, during 1985-86 where the entire populations was 

veyed during the study period and with the general samples 

of Lafferty engineers, supervisors and mid-level managers. 

In summary, there is explanatory strength in measuring 

subjects from this purposive sample of NASA R&D managers 

to determine their differences from subjects in the other 

representative samples. While non-probability sampling 
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limits the primary researcher from strictly generalizing the 

resul ts to all NASA high performing R&D or government high 

performing R&D managers, it will provide useful informa

tion which can be of value to the federal government for un

derstanding a valuable human resource~ 

As non-probability sampling does not prov~de the 

researcher with information 

of size at first appears of 

sampl ing error, the question 

consequence a Yet one might 

argue that if one could obtain the measures of a oon

probability sample consisting of 90% of the population would 

it not carry a high degree of expectation for explanation, 

especially if certain controls would assure that no known 

group of deviants is unmeasured.. A.n understanding of an 

adequate sample size as if it were a probabil lty sample 

would appear to be prudent and informative for evaluating 

the size of the existing sample. 

The NASA population of 2570 grade 14/15 managers in 

1985 consisted of 1925 technical and 645 non-technical 

managers. A preliminary estimation of the technical to non

technical manager ratio of NASA managers was made at 3: 1. 

To assure at least the large sample requirement of 30 for 

the smallest cell (nontechnical managers), a minimum sample 

of 120 was estimated. Increasing the predicted cell size of 

the non-technical managers from 30 to 40 provides sig-
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ificant additional confidence (Warwick and J .. inger 1975, pp. 

69-107). The total target size of the NASA managers' sample 

was, therefore, set at 160. The total of 162 managers ac

tually surveyed consisted of 118 technical managers and 43 

non-technical managers (With manager not reporting). 

INSTRUMEN'r 

Issues relating to the validity and reliability of the 

instrument form two of the three bases for determinati on of 

the instrument I s suitability. The final suitability issue 

relates to the administration of the instrument. 

Validity 

The semantical root of the word "validity" is the same 

as that of the word "value. II and both words are derived from 

a root term meaning strength. The validity of a measurement 

consists in "what" one is able to accomplish with it. This 

"what" rests on the context of a measurement's use. 

Validity is not determined soley by an instrument and a 

scale of measurement, nor by the intrinsic nature of the 

magnitude being measured. A researcher must consider the 

inquiring functions which the measurement is intended to 

perform. The fundamental question of validity is always 

whether the measures have been derived so that they can 

serve effectively as a means to the given end. The usual 

characterization of measurement validity is that it measures 
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what it purports to measure. Basically, this is determined 

in all research designs in two important and related ways 

(Kaplan 1964, pp. 198-199): 

1. Definitions 

2. Empirical Connections 

Following a discussion of these determinants, the ~ontex:t_ 

inval ved in the instrument I s appl ication wi 11 be discussed. 

Definitions. 

Self-concept: 'l'he self theory of an individual's men

tal construction of himself (herself), which is comprised of 

"concepts of self" ranging widely in content and scope (See 

Self-Concept at the end of Chapter Two). 

Lifestyles: A combination of motivations (values), 

leading to attitudes. and then to behaviors that have 

quences for the individual's perception (orientation) of his 

(her) relations to the environment (cooke and Lafferty 1981, 

pp. 3-5). They are "hypotheses" about the self which the 

individual constructs for functioning. 

Motivations: Primary forces aimed at satisfying human 

needs. Once needs satisfied, they no longer motivate, 

and other needs emerge with their corresponding motivations. 

Most human behavior has the purpose of satisfying needs as 

expressed in motivation. Values are prioritized motiva

tions which carry a relative strength in the lifestyle 
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depending on the relative strength of the underlying need 

{RaUlS. et al. 1966). 

Physiological Strain: The symptom array of dysfunc

tional human organismic responses to genetic, lifestyle and 

environmental causative factors (Cooke and Rousseau 1982b). 

Competency: The adaptive fitness for a human to do 

what needs to be done in order to deal with the environment 

(Hall 1980, p. 34). This implies that the more competent 

is, the more able one is to interact effectively with 

the social and physical surroundings (White 1959; Block 

1982) • 

Manag~i2.Lf_~~~~~n_£Y~ An underlying charaeleristic 

of a person which results in effective and/or superior per

formance in a management job (Klemp 1980). 

Manager' 5 Sel f-Concept Competency: The profi Ie of the 

self-concept construction of a manager's hypotheses of him

self (herself), which enables him (her) to do what needs to 

be done in organizations in order to deal effectively with 

the organizations' internal and external environment. It 

contains different dynamic lifestyle orientations, con

structed from interpersonal experience. which are a combina

tion of the manager's values. Measurement of this com

petency indicates: 

1. A. manager's organization of the data of ex

perience, particularly that of interpersonal in-
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teraction, which he (she) uses to predict action 

and reaction in the environment. 

2. A manager's attempts to fulfill needs while 

avoiding disapproval and anxiety. 

Empirical Connections~ 1'he construction of the Life

Style I Inventory has been introduced in Chapters I and 

II!.2 The twelve lifestyles defined by Lafferty (1980, pp. 

11-34) are viewed as a combination of values contributing 

to the construction of a self-concept. 

Maslow's distinction between lower-order needs and 

higher-order needs (1954) provide the basis for the iden

tification of two general types of lifestyle concerns-

"security" and "satisfaction." The security lifestyles 

conventional, dependence, oppositional, avoidance. and 

power. The satisfaction lifestyles are humanistic-helpful. 

affiliative. competence. achievement. and self-actualizing. 

The remaining two life-styles--approval and competetitive--

motivated by both security and satisfaction concerns. 

Blake and Mouton' s distinction between task and people 

orientations (1964), Stogdill's (1963) distinction between 

initiating structure and consideration, and Katz's tet al. 

1959) distinction between production-centered and eroployee

centered behavior. provide the basi~ for the identification 

of two additional types of lifestyle concerns--"task" and 

2Chapter One, pp 8-13; Chapter Three, pp 75-77. 
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"peopl e." The task 1 ifesty 1 es are opposl tional, power, 

petitive, competence, and achievement. The people lifestyles 

are dependence, conventional, approval, affiliative, and 

humanistic-helpful. 'rhe self-actualizing lifestyle is 

viewed as an integration of task and people concerns and the 

avoidance lifestyle is seen lifestyle without an in-

tegration of tas~ and people needs. 

There are several important aspects of the framework 

underlying the relations between the Ii.festyles (Lafferty 

1981, pp. 10-11). 

1. Individual self-concepts are expected to have 

attributes of more than one life-style and these 

multiple lifestyles interact in positive and 

negative ways. 

2. The twelve lifestyles are expected to cluster 

into the four general groups of concerns consis

tent with their respective underlying needs and 

values. 

3. Some of the lifestyles are expected to be posi

tively interrelated. others are expected to be 

negatively interrelated. and yet others are 

pected to be relatively independent of one 

another in their interactions within the self-

concept. 

The lifestyles instrument was designed to maximize 

content validity (Cooke and Lafferty 1981. p. 3) by sub-
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stantially representing the concepts about which the 

theorized descriptions of the lifestyles were to be made 

(Bohrnstedt 1970, p. 91). Each lifestyle was conceptually 

stratified into its major structures to reflect the ways in 

which orientations (or closely-related variables) were 

defined in existing literature. Multiple terms were genera

ted to capture the "shades of meaning" associated with each 

strata. Finally, potential terms were pretested in counsel

ing settings to identify those items which best reflected 

the structure of the orientations (lifestyles) being 

measured (Cooke and Lafferty 1981. p. 13). 

rt was determined by Lafferty that twenty items 

(single words or short phrases no more than seven words in 

length) were needed to adequately measure each of the] ife

styles and to reflect the various me<1nings attached to each 

concept. These words and phrases are developed to measure 

the lifestyles in terms of either attitudes. behaviors. or 

reactions (i.e., the perceived reactions of other people to 

the respondent or the respondent' s reactions to others). It 

is expected that these twenty items reflect subdomains of 

self-concept stratification within each lifestyles. For ex

ample. the self-concept subdomains for an achievement style 

include the interest in understanding why things happen. 

pursuit of self-set goals and accomplishing goals well. The 

i terns used to each self-concept orientation were 

also intended to vary in intensity. For exampJe, the 
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achievement lifestyle includes the relatively moderate item 

"enjoys a challenge." as well as the relatively extreme item 

"enjoys difficul t tasks." Subsequent research has revealed 

the instrument possesses a continuum of intensity for each 

of the twelve dimensions (Lafferty, et a1. 1980, p. 11) 0 

Respondents are asked to write the number "2" next to 

a term if it is "strongly like you (most of the time)," the 

number "1" if it is "like you quite often," a "0" if it 

is "essentially unlike you. II The self-concept instrument 

design requires 240 responses (20 terms times 12 lifestyles) 

be selected. Forms which can be scored and interpreted in

clude no missing data. Each of the twelve lifestyle vari

ables, therefore, may vary from 0 to 40 on its index. Each 

of the four motivational concern variables may vary from 0 

to 200 on its index. 

Results of the construct validity studies revealed 

(Cooke and Lafferty 1981. pp. 20-24): 

1. Strong positive correlations were found between 

lifestyles close to one another on the clock. 

With few exceptions, the magnitude of the posi

tive correlations decreases as the "clock" dis

tance between lifestyles increases. 

2. Lifestyles strongly associated with higher-order 

needs correlate negatively with those strongly 

associated with lower-order needs. Importantly, 

the achievement, self -actua 1 izing, and humanis-
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tic styles correlate negatively with the 

avoidance style. 

U.8 

3. Some of the correlations beween the 1 i£est:yl es 

on the "people" side of the clock and those on 

the "task" side of the clock are close to zero. 

Many of these correlations, however, are posi

tive and significant. although lower than that 

of the correlations between lifestyles that are 

less distant from one another. 

Since the lifestyles were not hypothesized to be or

thogonal, and multiple measures of all twelve lifestyles 

were not currently available to generate a matrix (Campbell 

and Fiske 1959), a modified and less rigorous strategy than 

factor analysis was initially used to determine convergent 

and discriminant validity. Correlations were computed be

tween each of the 240 terms on the instrument and the twelve 

lifestyle' measurements. Correlations of each term to the 

twelve indices were then compared to find if the item 

lated more strongly with its own index than with any of the 

other eleven indices. A majority (91.3%) of the terms 

correlated most strongly with their own lifestyle indices. 

Later analysis, attempting to explore the underlying 

factor structure of the instrument, found that in contrast 

to the four quadrants conceptualized by Lafferty. three fac

tors could be generated which together explained a total of 

72% of the common variance in the I ifestyles (cooke and 
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Rousseau 1982b. p. 4). The first factor is characterized by 

high factor loadings for approval, conventional, dependent. 

and avoidance lifestyles (25.6% of the common variance). 

This factor ref lected orientation toward people and 

security. The second factor is defined by high loadings for 

achievement. self-actualizing. humanistic/ helpful, and af

filiative (24.8% of the common variance). The second factor 

reflected a satisfaction orientation combining people and 

task concern. The third factor is characterized by high 

loadings for oppositional, power, competitive, and com

petence (21.6% of the common variance). The third factor 

reflects a task and security 

Ware (et al. 1985) subsequently tested the factor 

structure of the instrument in order to examine this dis

crepancy between Lafferty's theory and Cooke and Rousseau' g 

findings. In contrast to the principal components methods 

used by Cooke and Rousseau (1982, p. 25), a principal-axis 

factor analysis was used to generate the factor matrix fol

lowed by varimax and oblique rotations. If a similar factor 

pattern was uncovered when varying both the populations of 

participants and the methods of extraction, then greater 

confidence could be placed on the generality of the 

inventory's factory structure. Principal axis j salsa 

believed by the researchers to be a appropriate tech-

nique, given the types of variables used in the study. 

Principal axis techniques do not make the assuption of 
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error-free measurement and produce more conservative (i.e., 

lower) loadings. Principal axis analysis does not mix 

and unique variance (Ware, et a1. 1985, p. 966). 

The Ware analysis produced three factors, similar to 

Cooke and Rousseau, using the Kaiser criterion but four 

clear factors, similar to that theorized by Lafferty, using 

Cattell's scree test (Catlell 1966). Research has indicated 

that the Kaiser criterion occasionally underestimates the 

correct number of factors (Gorsuch 1983). According to Cat

tell t the Kaiser criterion is in error five times as often 

as the scree test (Cattell 1978). Child (1973) has deter-

mined 1:hat the Kaiser criterion is most appropriate with be

tween 20 and 50 variables. but is prone to underextraction 

with less than twenty variables. Ware (et al. 1985. p. 

966-968) found that Lafferty' s four-factor solution was 

statistically significant. 

In assessment center c ri terion val idi ty studies. the 

promotability of 26 line managers was predicted by consider

ing their achievement, self-actual izing, and humanistic

helpful scores. In 82% of the cases, results ~Jere predict

able when compared with the judgements that a three-person 

professional assessment team made on the basis of inter

views. tests of intelligence and observation of managerial 

skills (Lafferty 1971, pp. 25-28). 

Morris (1980) placed 108 managers with oppositional. 

approval, and dependence 1 ifesty les into teams to compete in 
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a simulation against 102 managers with achievement, self

actualizing, and humanistic-helpful styles who were also 

placed into teams. As predicted, the latter teams were sig

nificantly more 1 ikely than the former to cooperate, pool 

resources, and perform effectively demonstrating support for 

a" criterion validity. 

Lifestyles are theorized to be related to physiologi

cal strain for two reasons. First, certain lifestyles are 

believed to reflect ftstress within the system," which the 

subject "bring "s with him" to the situation" (McGrath 1976, 

p. 1369). Security-oriented self-concept orientations in 

particular believed representative of this type of 

stress and may be directly related to strain. Second, 

people reporting different lifestyles are likely to react 

differently to the same stressful situations as a result of 

their different self-concept orientations. satisfaction 

self-concept orientations are expected to reduce the nega

tive effects of stressful environmental effects and security 

self-concept orientations are expected to increase these ef

fects. To summarize. the satisfaction lifestyles should 

.correlate negatively, and the security lifestyles posi

tively, with the frequency of medical problems reported by 

respondents. The results indicated that two security orien

tations (avoidance and oppositional), and one satisfaction 

orientation (competence) are positively related to strain. 

and one satisfaction orientation (self-actualizing) 
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and one security orientation (conventional) are negatively 

related to medical problems (Cooke and Lafferty 1981). 

While more research is needed. recent research has provided 

strong indications of relationships between self-concept and 

symptoms of strain. 

Contextual Application. The fundamental question 

remains whether the measures have been derived so that they 

serve effectively as a means to the end of understanding 

the sel f-concepts of high performing government R&D 

managers. This researcher bel ieves that the instrument is 

an excellent one, adequate for the project, but not without 

limitations. Certainly, the structure of t:he human 5e1f

concept consists of more dimensions than the twelve life-

style and four underlying concern dimeilsions measured by 

this instrument. Further, additional criterion validitation 

studies are needed to be completed, and published, relating 

the scores on this instrument to performance ratings as

signed employees and, in particular, technical managers. 

Despite these shortcomings, this instrument has many 

strengths for appl ication in research on R&D managers. 

Its construction, with dimensions widely discussed in 

management research, appears to have strong validity for 

measuring the self-concept structure it claims to measure. 

The basic circumplex model gives it an ease of interpreta

tion or utility (Conte and Plutchik 1981), particularly with 
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regard to identifying the self hypotheses which relate to a 

manager's work environment, duties, and interpersonal style. 

Reliability 

Reliability is the consistency of the instrument's 

ability to measure (Bailey 1978, p. 61). EImers and Laf

ferty (1980) tested the internal reliability of the LeveJ~ 

Life Styles Instrument. Using a sample of 354 persons 

responding to Level I in 1970, a split-half technique was 

employed using the Spearmann-Brown ReI labi I i ty Formula" and 

the Spearmann-Brown Correction Formula (Kerlinger 1973. p. 

451). The Spearmann-Brown Reliability produced a range of 

corrected reliability coefficients from a low of .9003 

(power lifestyle) to a high of .9541 (oppositional 

lifestyle). The average reliability coefficient was .9232. 

and all lifestyles are well above the accepted range. 

Administration 

The consjderation given to the selection of the in

strument from an administrative perspective has been 

mentioned. 3 As the Management Education Program requires 

the use of an instrument that permits attendees. as both 

subjects and clients. to reflect upon their self-concepts 

while reviewing data provided to them during the seminar on 

management competencies and organizational cl imate. the 

principal researcher proposed this instrument to the NASA 

3Chapter One. pp 6-8. 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

124 

Management Education Program training staff. They reviewed 

the instrument and accepted it for the dual use of both 

management research and management development. The ease of 

administration and scoring, perceived face validity and ex

planatory videotape and handbook accompanying the instrument 

were all factors in this selection. 

PROCEDURES AND METHODS 

The design of the research is Ex Post Facto'" wh ich has 

three inherent limitations (Kerlinger 1973, p. 390): 

1. The inability to manipulate independent vari

abIes. 

2. The lack of power to randomize. 

3. The risk of improper interpretation. 

Nevertheless, quasi-experimental design is often es-

sential to research in the social and management sciences 

due to the inability of the researcher to effect extensive 

experimental controls. When guided by adequate hypotheses, 

the results of ex post facto research should be useful since 

the experimenter does have control over measurement of the 

dependent variable fot- a posttest (Bailey 1978, pp. 209-

210). In this self-concept research, lifestyle and 

self-concept competency variables are theorized as dependent 

in their origination yet may, jn turn. act as independent 

variables in other research. Self-concept variables are 

4 quas i-experimental. 
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considered the result of a combination of genetic and 

socialization factors which in a manager's self-concept 

petency, or incompetency, have an independent effect on 

ganizational climate and decision-making. 

Procedures 
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During the initial day at the MEP, instructions 

provided to the subjects on completing the Lifestyles I In

ventory by the MEP management training staff. No mention of 

the research is made in the instructions. Subjects are ad

vised: 

1. 'I'hat all results will be held confidential. 

2. '1'0 complete the instrument as honestly as pos

sible. 

3. That they will receive feedback on the results. 

After completion, subjects score their own instruments 

with the included instructions and with assistance provided 

by the MEP management training staff. Subjects are then 

provided feedback the Lafferty Lifesty les model and as-

sistance is given by the MEP staff to each subject on inter

preting their scores. Subjects are instructed to relain 

their results for future comparison and reflection with 

other organizational data to be provided during the MEP ses

sions. As the MEP nears completion. subjects are informed 

by the staff of the research project. The twelve lifestyles 

along with other test results and biographical infor-



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

126 

matian, is then requested to be copied by respondents onto a 

summary sheet. Providing this information is strictly 

voluntary and no names are requested. While only one sub

ject elected not to respond, one hundred fifty two cases 

obtained with complete data. One-hundred fifty eight 

subjects had enough data to clearly define them into a 

sample and include data for hypotheses t~esting. 1'he 

pleted summary form was photocopied by the MEP staff and 

mailed to the primary researcher. 

Upon receipt, the primary researcher assigned a sub

ject number to each summary form and entered the resul ts 

into a Statistical Package for the Social Science (SPSS) 

computer data file. Information on the data file 

verified against the data on the summary forms by subject 

number prior to running any statistical tests. The data 

file is then used with the various SPSS programs requested 

by the primary researcher for hypotheses testing. The com

parative Lafferty samples profiles are reported in Appendix 

B (Figures 4-7). NASA technical manager's and NASA non

technical managers self-concept profiles are derived and 

reported in Apf?endix C (Figures 8-9). 

Methods 

The eighteen hypotheses making up this research 

defined in Chapter I (pages 14-27). These hypotheses 

categorized into seven groups for analysis: Satisfaction 
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Variables; Security Variables; Task Variables; People Vari

ables; Self-actualize Variables; Strain related Variables; 

and, Biographical Relationships. 

The first five groups are evaluated, using standard 

tests for an analysis of two means, comparing the NASA tech

nical managers' sample means with the NASA non-technical 

managers' sample and, in turn, the Lafferty engineers'. su

pervisors' and mid-level managers' sample means. Acceptance 

and rejection regions for z-tests at .05 level of sig

nificance are defined for each hypothesis and evaluated. 

The results are reported in Chapter Five. 

The sixth group. strain Related Variables, is 

evaluated using Kendall's nonparametric "coefficient of 

concordance. n This test is particularly suited to an 

evaluation of the relative agreement or association in the 

lifestyle variables scores of the NASA technical managers' 

sample and the scores of the three Lafferty strain Related 

Samples--those of individuals experiencing depression, ul

cers and high blood pressure. The raw score of each life

style is converted to a percentile of the general population 

sample and these percentiles are rank ordered within each 

test sample. The coefficient of concordance, W. expresses 

the average agreement, on a scale from .00 to 1.00. between 

the ranks. W can be expressed as the ratio between the 

"between-groups" (or ranks) sum of squares and the "total" 

sum of squares of a complete analysis of variance of the 
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ranks. If there were no association whatever between the 

two respective test groups, then the rank-order caeff icient 

of correlation should be near zero. On the other hand, if 

there is agreement between the two test groups, then the 

coefficient should be significantly different from zero 

(Kerlinger 1973, pp. 292-295). To evaluate the significance 

of W, Kendaiis F ratio test is used, which is significant at 

the .01 level (Kendall 1948). The results of these tests 

are also reported in chapter Five. 

The seventh group, Biographical Relationships, is 

evaluated by dividing the scores for each biographical vari

able into two groups: (1) those reporting higher than the 

means of the biographical variables measured (age, tenure, 

years in grade, management experience); and, (2) those 

reporting lower than these same means. The technical 

managers' mean scores for concern and lifestyle variable are 

then tested between the high and low groups for each of the 

four biographical variables. Acceptance and rejection 

regions for z-tests at • 05 level of significance are defined 

for each hypothesis and evaluated. The results are also 

reported in Chapter Five. 

PROBLEMS ENCOUNTERED 

Four problems became apparent in the conduct of the 

research. The first problem relates to biographical vari

ables, the second to the 51-L accident, the third to the 
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Lafferty samples and the final problem to tests of statisti

cal significance. Each problem was satisfactorily resolved 

and an brief summary of each resolution follows. 

Biographical Variables 

It Boon became apparent that whiie the biographical 

section of the pre-existing summary sheet used to compile 

biographical data had several limitations, the primary 

researcher was restricted from making changes due to his 

ganizational distance from the MEP program operations. Time 

review constraints stated by the MEP staff meant that in or

der to maintain their cooperation, changes to the existing 

form should be minimized. Since many of the other elements 

of the MEP were undergoing simultaneous change, there was 

little time remaining by the staff to focus on extensive 

revision of the summary form. 

Of particular concern to the primary researcher was: 

1. The lack of specific educational background in

formation. 

2. The lack of Aerospace Technician background in

formation. 

3. The lack of information on specific level of 

management assignment. 

4. The lack of specific information 

subject performance in R&D work. 

history of 
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5. The lack of clear descriptions for functional 

areas listed on the summary form. 

130 

The first four deficiencies listed above result in a 

reduced abi1 ity to explain resul ts. This additional infor

mation would be valuable but is not necessary to the 

of the design. The final problem requires the researcher to 

use special care in the coding of the functional area infor

mation, as reported by subjects, to assure correct data 

entry. None of these flaws in themselves, nor is t:he ac

cumulation. considered fata}. 

Traditionally, program, project, engineering, res@-arch 

and technical areas have been management assignments for 

aerospace technicians, and therefore R&D. Accordingly, 

any indication of this responsibility resulted in an assign

ment to the technical manager' s sampl e. An indication of 

resource or administrative functions, without one of the 

five technical categories being indicated, resulted in an 

assignment to the nontechnical manager's sample. Each sum

mary form \.,.here "other" is indicated was reviewed and a 

judgement decision made to assignment. Generally, these 

indications were such non-technical management fields as 

legislative affairs or procurement. 

While the definitions were less expl icit than the 

researcher desired, each NASA function carries with it a 

generally accepted meaning within the agency cultural 

vocabulary and this meaning was used by the researcher. 
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Mission 51-L Accident 

The accident, which occurred midway in the study, 

raised the question of its immediate effect on the subjects. 

But as the confidentiality of the subjects was an issue. no 

suitable means existed to retest the initial group for ef

fects. Differences between the pre 51-L and post 51-L 

groups were measured, however, but there were no significant 

differences between the two groups attributable to the acci

dent and the resul ta are not reported. The main research 

concern by NASA management was that irresponsible research r 

conducted without a valid statistical basis, might lead to a 

public misunderstanding of the organization's management. 

Since the research was not designed to test for these types 

of considerations, there are no conclusions set forth 

regarding the association between NA.SA managers' self

concepts and the tragic Mission 51L. 

Lafferty Samples 

Information on the I.afferty supervisors' and mid-Ieve I 

managers' samples (Lafferty 1980, pp. 48-49) provides ade

quate information for a comparison of the descriptive 

statistics required. The initial Lafferty engineers' 

samples reported means and sample size but no standard 

deviation information. Further sample data was requested 

from Lafferty and provided by the Director of Product 

Development and Research r Human Synergistica, Dr. Jobn 
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Cannarsa {1988>. None of the I.afferty samples were random 

"in origin but ill 1 an" largp sampleR take-n from Lhr exLrnsiV0 

va 1 idi ty testing ini tiall y accompl ished across many or

ganizations and subsequent measurement has reinforced the 

description offered by these results. They provide t.hf:' best 

source of data for comparison with -Lhe NASA technical 

managers' sample and adequate descripti.on exists t.o he 

fident in results. 

statistical ~iRnifi9~nce 

As neither the NASA nor thp r.afff'!rl:y samplf>s are 

dorn in origin the question arises as to the methods to he 

used in defining the descriptive st.atistics. It is 

sary to explore the background and substance of rf"laLed 

guments. In the context of some who have interpreted 

Fisher's (1951) classical work, one who uses statistical 

tests on a population commits the serious error of over

generalization to possibly unknown but certainly inap-

propriate "other" circumst_ances. Wherever one can, by 

definition, provide only nonprobabilit.y samples then 

descriptive statistics are valid to the study of that "real" 

population. In contrast, when one has a probability 

(random) sample, those with inferentia.l statistical 

hypothesis tests are appropriate. 

'I'here is j nherent real ity to descriptive statistics 

(i.e., means, standard deviations, ranges) that di.rectly 
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sel ves provide anchors for perception and analysis. 
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However, statistics which portray concepts, such as 

covariance. have no such built in reference points for 

analysis. Using the example of a Pearson I s product-moment 

correlation coefficient of, for instance. -.83 lends itself 

only to the interpretation that there is an inverse associa

tion between two variables. How strong that association is 

depends on a point of reference which can be anywhere be

tween plus or minus 1.00. If one wishes to interpret the 

strength of the correlation portrayed by this statistic, a 

statistical hypothesis test is required, whether it is ex

ecuted or not. 

In comparing the NASA technical managers with the NASA 

non-technical managers and Lafferty samples, no difficulty 

is evident in hypotheses testing. The effect is to limit 

the hypotheses that can be tested between the NASA technical 

managers and Lafferty samples to the individual lifestyles. 

The total of the four concern variables (satisfaction, 

security, task, and people. could not be tested between 

these groups. As a result hypotheses were not set forth, 

al though the resul ts might prove interesting. 

While correlations between lifestyle/ concern vari

ables and biographical variables were derived, the 

researcher elected to derive hypotheses and test for dif

ferenc~s between the means reported by high and low groups 
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of managers for each biographical variables, as explained in 

the Methods section of Chapter Four. This is especially 

valid in this research since there is degree of inter-

nal relationship between the four biographical variables. 

The results between the high and low groups can easily be 

compared for each of -Lhe four biographical measures, to 

determine relative strength of between biographical vari

ables on their association with the 1 ifestyle and concern 

variables. Again the difficulty is not in testing the 

slated hypotheses, nor in finding adequate evidence, but 

rather in not being able to find additional data that would 

be rather interesting. 

SUMMl\HY OF RESEARCH DESIGN 

The design of the research is to obtain valid resul ts 

defining the self-concept competency of NASA technical 

manasers in comparison with NASA non-technical managers, en

gineers, supervisors, and mid-level managers. Uypotheses 

derived which are tested by three methods. 

The first ten hypotheses (1-10) are tested for sig

nificance by comparing the means of the NASA technical 

managers I lifestyles and concern variables with the means of 

the NASA non-technical managers I and Lafferty samples' life

style and concern variables (Significance = .05). Sig

nificant findings indicate important departures from other 
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concept competency, depending on the variable tested. 
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The second three hypotheses (11-13) are tested for 

significance by using Renda II's nonparametric coefficient of 

concordance to evaluate the similarity of rank order between 

the lifestyle percentiles of NASA technical managers and t.he 

rank order lifestyle percentiles of individuals experiencing 

three symptoms of strain. If significant differences be

tween the NASA technical managers and strain groups do not 

exist, then it is an indication that high numbers of NASA 

managers might be expected to evidence strain symptoms, par

ticularly in times of stress. 

The final four hypotheses (14-17) are tested for sig

nificance by breaking NASA technical managers I into two 

groups for each biographical variable at their respective 

NASA managers older and younger than mean age, 

greater and less than mean tenure, greater and less than 

mean years Grade 14/15 and greater and less than mean years 

experience as a manager are given standard tests for sig

nificance between the two respective groups. The resul ts 

provide data indicating how the self-concept competency of 

NASA technical managers associated with age, tenure, 

years experience at Grade 14/15 and management experience. 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

CIIAP'l'ER V 

HESUL'l'S 

TEST GROUPS 

As previous ly stated.1, the eighteen research 

hypotheses are categorized into seven groups of tests for 

reporting purposes: Satisfaction Variables; Security Vari

ables; Task Variables; People Variables; Self-Actualize 

Variable; strain Related Variables; and, Biographical 

Relationships, The resul ts of hypotheses testing are 

reported within this chapter. Testing completed on other 

lifestyle variables not included in the hypotheses testing 

is reported in Appendix D. 

SATISFACTION VARIABLES TESTING 

Hypothesis One: satisfaction Concern 

The NASA non-technical managers' satisfaction 

concern (Table IV) is 5.6 raw point.s higher than the NASA 

technical managers' mean satisfaction concern. and testing 

established this difference as significant (.05). The means 

of both NASA groups are considerably higher than the 

of Lafferty supervisors and mid-level managers. The NASA 

.1See Hypotheses in Chapter One. 
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TIlBLErv 

TI:m' FOR HYlUl'HESIS ONE 

NASA Technical Mgrs. 117 
NASA Non-technical Mgrs. 41 
Lafferty Engineers 52 
Lafferty SUpervisors 496 
Lafferty Mid-Level Mgrs. 4500 

Mean 
Satisfaction S .. Da Variance 

138.47 
144.07 
137.80 
123.98 
121.42 

21.67 
19.15 

469.58 
366.62 

1. NULL HYParHESIS ONE: There is no significant difference between the 
mean satisfaction concern self-concept:. score of the NASA technical 
managers and the NASA non-technical managers I mean satisfaction con
cern self-concept score. 

2. ALTERNATE HYPOl'HESIS ONE: The mean satisfaction concern self-
concept score of the NASA technical managers is significantly dif
ferent from the NASA non-technical managers' mean satisfaction con
cern self-concept score. 

3. TEST: Z ::: -2.04 

4. REJECrION REmON: Significance = .05; z > 1.96; or (-1.96 

5. RESULTS: 

Rejected; NASA technical managers' mean satisfaction concern self
concept score is significantly lower from the NASA non-technical 
managers' mean satisfaction concern self-concept score. 
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technical managers I satisfaction mean is similar to the 

satisfaction score of the Lafferty engineers. 

The NASA technical managers I have a greater 

variance around their means than the NASA non-technical 

managers' scores. As the researcher is provided only the 
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Lafferty sample results (rather than the data), and Laf-

ferty does not summarize concern data in his test results 

for satisfaction, securi ty, task or people concern, standard 

deviations and tests of significance cannot be compared be

tween the NASA and Lafferty samples for these variables. 2 

In general. test resul ts demonstrate that there is a 

basic difference in satisfaction concern between the self

concepts of the NASA technical and non-technical managers. 

Technical managers demonstrate less satisfaction concern in 

their self-concepts than their non-technical counterparts. 

While significant contrasts between the NASA groups and the 

Lafferty groups cannot he tested, it is apparent that hoth 

NASA groups have greater satisfact.ion concern than the Laf

ferty groups. It is clear that the NASA non-technical 

managers' satisfaction is high for any test sample. 

Hypothesis Two: Humanistic Helpful Lifestyle 

Tests between the NASA technical managers' 

humanistic-helpfulness lifestyle mean and the NASA 

technical managers', Lafferty engineers'. Lafferty 

2See statistical Significance in Chapter Four. 
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supervisors', and Lafferty mid-level managers I humanistic

helpfulness lifestyles' means discovered significant dif

ferences between the NASA technical managers and two of the 

Lafferty groups (Table V). The mean of the NASA technical 

managers' Bcores is found to be significantly higher than 

the means of the Lafferty supervisors and mid-level 

managers' scores (.05). No significant differences are 

revealed in the tests between NASA technical managers and 

the NASA non-technical managers or Lafferty engineers. 

Standard deviation for the NASA technical managers 

scores is less from their mean than are the standard "devia

tions of the Lafferty supervisors and managers. This wou Id 

indicate that NASA technical managers are more uniform about 

their higher humanistic-helpful lifestyle mean than are the 

Lafferty supervisors and mid-level managers around their 

means. The NASA non-technical managers' standard deviation 

closely approximates that of the Lafferty engineers and both 

are nearly a half unit lower than the standard deviation of 

the NASA technica 1 managers I scores. 

These findings strongly suggest that NASA technical 

managers have an increased motivation towards helpfulness in 

their self-concepts than do the supervisors and mid-level 

managers tested by Lafferty. The means of the NASA techni

cal and non-technical managers' helpfulness lifestyles 

exceed the sixty-fifth percentile when compared with the 

Lafferty General Population Profile (Appendix B: Figure 4) 
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TABLE V 

TEST FOR BYlUl'HESIS 'DID 

~ 

NASA Technical Mgrs. 117 
NASA Non-technical Mgrs. 41 
Lafferty Engineers 52 
Lafferty SUpervisors 496 
Lafferty Mid-level Mgrs. 4500 

Mean 
Helpfulness 

29.55 
30.61 
30.70 
27.15 
26.63 

5.42 
4.99 
5.00 
6.83 
7.52 

29.38 
24.90 
25.00 
46.65 
56.55 
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1. NULL HYPOrHESIS TWO: There is no significant difference between the 
mean humanistic-helpful lifestyle self-concept score of the NASA 
technical managers and the: 

a. NASA non-technical managers', or the 
b. rafferty engineers' , 
c. supervisors', or 
d. mid-level managers' 

mean humanistic-helpful lifestyle self-concept scores. 

2. ALTERNATIVE HYPOTHESIS 'I.W): The mean humanistic-helpful lifestyle 
self-concept score of the NASA technical managers is significantly 
different from the NASA non-technical managers', or the Lafferty 
engineers I , supervisors', or mid-level managers I rrean humanistic
helpful lifestyle self-concept scores. 

3. TEST, 

z 0:; -1.14 
b. z 0::: -1~35 

z = +4.14 
d. z"" +5.73 

4. REJECI'ION REGION: Significance = .05; z> 1.96; or < -1.96 

5. RESULTS: 

Accepted; There is no signi£icant difference. 

b. Accepted; There is no significant difference. 

Rejected; NASA technical mmagers' mean humanistic-helpful 
lifestyle self-concept score is significantly higher than the 
mean Lafferty supervisors' humanistic-helpful lifestyle self
concept score. 

d~ Rejected; NASA technical managers' rean humanistic-helpful life 
style self-concept score is significantly higher than the mean 
Lafferty mid-level managers' humanistic-helpful lifestyle self
concept score. 
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and strongly confirm this as an identifying characteristic 

of NASA management, including R&D managers. It is higher, 

although not significantly so, than in the self-concepts of 

Lafferty Engineers. 

Interestingly, the humanisLie-helpful lifestyle 

characteristic is even stronger in the NASA non-technical 

managers' self-concepts than in Lhe self-concepts of Lheir 

technical counterparts (although this mean is not sig

nificantly higher). If the NASA technical manager has a 

self-concept motivation to be helpful, the NASA non

technical managers has an even greater motivation to be so. 

Hypothesis Three: Achievement Lifestyle 

The test between the NASA technical managers I achieve

ment lifestyle mean and the NASA non-technical managers', 

Lafferty engineers·, Lafferty supervisors' and Lafferty 

mid-level managers' achievement lifestyle means reveals sig

nificant differences between the same test groups that dif

fered in helpfulness (Table VI). NASA technical managers 

indicate even higher z scores when tested for achievement 

than for helpfulness against these groups. As with the 

humanistic-helpful lifestyle, test comparisons with the NASA 

non-technical managers and Lafferty engineers were not sig

nificant, although both NASA groups indicated higher means 

in achievement than in helpfulness .. 
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TlIBLE VI 

TESl' EOR HYPOl'HESIS THREE 

Mean 
n Achievement 

NASA Technical Mgrs.. 117 
NASA Non-technical Mgrs.. 41 
Lafferty Engineers 52 
Lafferty SUpervisors 496 
Lafferty Mid-level Mgrs. 4500 

31.04 
31.46 
30.50 
27~62 

26.27 

5.45 
5.04 
5.40 
8.29 
8.43 

29.70 
25.40 
29.16 
68.72 
71.06 
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1. NULL HYPOTHESIS THREE: There is no significant difference betw"een 
the achievement lifesty Ie self-concept. score of the NASA technical 
managers and the: 

a.. NASA non-technical managers' or the 
b.. Lafferty engineers I , 

c.. supervisors ", or 
d. mid-level managers' 

mean achievement lifestyle self-concept scores .. 

2. ALTERNATIVE HYPOl'HESIS THREE: The mean achievement lifestyle self
concept score of the NASA technical managers is significantly dif
ferent from the NASA non-technical managers ", or the lafferty 
engineers T, supervisors I, or mid-level managers I mean achievement 
lifesty Ie self-concept scores .. 

3. TEST: 

a. .45 
b. z = + .60 
c. z = +5.51 
d. z = +9 .. 35 

4. REJECl'ION REGION: Significance = .05: z> 1.96; or z( -1.96 

Accepted; There is no significant difference. 

h. Accepted; There is no significant difference. 

Rejected; NASA teclmical managers· mean achievement lifestyle 
self-concept score is significantly higher than the mean achieve
ment lifestyle self-concept score of the Lafferty supervisors. 

d. Rejected: NASA technical managers' mean achievement lifestyle 
self-concept score is significantly higher than the mean achieve
rrent lifestyle self-concept score of the Lafferty mid-level 
managers. 
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Again, standard deviations are relatively low for the 

NASA technical and non-technical managers when compared to 

the Lafferty supervisors and mid-level managers. They are 

also low when compared in achievement to the Lafferty 

General Population standard deviations (Appendix B: Figure 

4) • There is a tendency for the NASA technical and non

technical managers to be more uniform about their achieve

ment means than with the Lafferty supervisors and mid-level 

manager groups. NASA achievement standard deviations are 

similar to the those of the Lafferty Engineering group. 

High achievement in their self-concepts is found to be 

identifying characteristic of hoth the NASA technical and 

non-technical managers. As with helpfulness. the NASA non

technical manager has an even greater achievement lifestyle 

in his self-concept than his technical counterpart. 

Other Satisfaction Variables 

A complete list of satisfaction variables includes the 

competence, achievement, self-actualize, helpfulness, and 

affiliative lifestyles. The competence lifestyle is also a 

task concern variable and the affiliation lifestyle is also 

a people concern variable. 1.'hese lifestyles are reported 

with their respective alternative concern group. The self

actualize lifestyle is reported as a separate group. 
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SECURITY VARIABLES TESTING 

Hypothesis Four: Security Concern 

The security of the NASA technica 1 

managers is approximately two raw points higher than the 

of the NASA non-technical managers. The means of both 

NASA groups are considerably lower than the means of the 

Lafferty engineers and supervisors, and somewhat similar to 

the means of the Lafferty mid-level managers. Testing for a 

difference in security concern (Table VII) between the NASA 

technical managers and the NASA non-technical managers 

yielded no significant results (.05). 

The NASA non-technical managers vary less around their 

than do the NASA technical managers. Standard devia

tions and significance cannot he compared between the NASA 

and Lafferty samples for the reasons previously stated. 3 

Test results demonstrate that there is no basic dif

ference in security concern between the self-concepts of 

NASA technical and NASA non-technical managers. While sig

nificance between the NASA and the Lafferty groups cannot be 

tested, it is apparent that the NASA groups, similar to the 

Lafferty mid-level managers, are considerably less concerned 

about security than the Lafferty engineers or supervisors. 

3See statistical Significance in Chapter Four. 
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NASA Technical Mgrs. 
NASA Non-technical Mgrs. 
Lafferty Engineers 
Lafferty SUpervisors 
Lafferty Mid-level Mgrs 0 

Tl\BLE VII 

TEST EUR BYPOrHESIS FOUR 

117 
42 
52 

496 
4500 

Mean 
Security 

47.83 
45.71 
51.00 
50.05 
44.60 

S.D. 

20.62 
17.01 

425.18 
289.31 
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1. NULL HYPOTHESIS FOUR: There is no significant difference between the 
mean security concern self-concept. score of the NASA technical 
managers and the NASA non-technical managers' mean security concern 
self-concept score_ 

2. ALTERNATIVE HYPOTHESIS FOUR: The mean security concern self-concept 
score of the NASA technical managers is significantly different from 
the NASA non-tedmical managers' mean security concern self-concept 
score. 

Z "" + .65 

4. REJEC1'ION RIDlON; Significance"" .05; z > 1.96; or < -1.96 

5. RESULTS; 

l'.ccepted; There is no significant difference. 
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Hypothesis Five: Dependent Variable 

The NASA technical managers' dependent lifestyle is 

significantly greater (.05) in their self-concepts than in 

those of the Lafferty mid-level manager' self-concepts 

(Table VIII). Tests between the NASA technical managers' 

dependent lifestyle mean and the dependent lifestyle means 

of the other samples were not 5igni£ icant. 

NASA non-technical managers' scores indicate that they 

do not have quite the intensity of dependent lifestyle 

motivation than do the NASA technical managers. Both the 

NASA samples indicate less dependency than the Lafferty En

gineers but slightly more than the Lafferty Supervisors. 

NASA non-technical managers' scores demonstrate less 

deviation from their means than do the scores of the NASA 

technical managers. The variance of both groups is less 

than with the Lafferty samples. 

The dependent lifestyle motivation also appears to be 

identifying characteristic of the NASA technical and 

non-technical managers' self-concepts, when their lifestyle 

means are compared to those of the general population 

(Appendix B: Figure 4; Appendix C: Figures 8 and 9) and 

mid-level managers, although it is not as strong a defining 

indicator as the helpfulness and achievement lifestyles. 
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TABLE VIII 

TEST FOR. HnOl'HESIS FIVE 

NASA Tt:::elmical Mgrs. 117 
NASA Non-technical Mgrs. 41 
Lafferty Engineers 52 
lafferty SUpervisors 496 
Lafferty Mid-level Mgrs. 4500 

Mean 
Dependent 

15.20 
14.51 
16.10 
14.41 
11.57 

S.D. 

4.99 
4.56 
5.10 
6.08 
6.76 

25.90 
20.76 
26.01 
36.97 
45.70 
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1. NULL HYPOrHES!S FIVE: There is no significant difference between the 
mean NASA technical Managers I dependent lifesty Ie self-concept 
and the: 

NASA non-technical managers', or the 
b. lafferty engineers' , 

supervisors', or 
d. mid-level managers i 

mean dependent lifestyle self-concept scores. 

2. ALTERNATIVE HYPOrHESIS FIVE: The nean dependent lifestyle self-
concept score of the NASA technical managers is significantly dif
ferent from the NASA non-technical managers I, or the Lafferty 
engineers', supevisors', or mid-level managers I rrea.n dependent life
sty Ie self-concept. scores. 

3. TEST: 

a. z = + .81 
b. z = -1.07 
c. z:::: +1.49 
d. z:::: +7.72 

4. R&JECTION REGION: Significance = .05; z> 1.96; or z< -1.96 

5. RESULTS: 

Accepted; There is no significant difference. 

b. Accepted; There is no significant differel .... ce. 

Accepted; There is no significant difference. 

d. Rejected; NASA technical managers' mean dependent lifestyle 
self-concept score is significantly higher than the mean dependent 
lifestyle self-concept scor2 of the Lafferty mid-level managers. 
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Other Security Variables 

A complete list of security variables includes the 

conventional, dependent, avoidance, oppositional and power 

lifestyles (l~igllre 1). 'rhe conventional lifestyle is also a 

people concern variable and the power lifestyle is also a 

task concern variable and they are discussed in these 

respective lest group hypotheses reports. Tests were al so 

aecampl ished the avoidance and oppositional lifestyles 

(Appendix 0: Table XXIII). 

TASK VARIA8LES TESTING 

Hypothesis Six: Task Concern 

While NAS7\. non-technical managers demonstrate a 

slightly stronger task concern (Table IX) than NASA techni

cal managers. this difference is not considered significant 

(.05). Both groups' task means are similar to those 

of the Lafferty engineers and are considerably greater 

(approximately 6-10 raw points) than the task concern means 

of the Lafferty supervisors and mid-level managers 0 

NASA technical managers deviate less from their 

than do the NASA nontechnical managers. standard deviations 

and significance for the Lafferty groups cannot be obtained 

for the reasons previously stated. 4 

40See Statistical Significance in Chapter Four. 
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TABLE IX 

TEST FOR IIl!romESIS SIX 

Mean 
~ !! Task S.D. Variance 

NASA Technical Mgrs. 117 76.07 19.56 382.75 
NASA Non-technical Mgrs. 41 77.63 21.36 456.14 
Lafferty Engineers 52 76.80 
Lafferty SUpervisors 496 70.36 
Lafferty Mid-level Mgrs. 4500 67.25 

1. NOLL HYPOl'HESIS SIX: There is no significant difference between the 
mean task. concern self-concept score of the NASA technical managers 
and the NASA non-technical managers' mean task. concern self-concept. 
score. 

2. ALTERNATE HYPOl'HESIS SIX: The mean task concern self-concept score 
of the NASA technical managers is significantly different from the 
NASA non-technical managers' nean task concern self-concept score. 

3. TEST: z = - .41 

4. REJECTICfi RmION: Significance = .05; z> 1.96; or z < -1.96 

5. RESULTS: 

Accepted; There is no significant difference. 
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NASA technical and NASA nontechnical managers' self

concepts are not significantly different in their task 

orientation. Task concern in both NASA samples is con-

siderably less than for people This characteristic 

is shared in the self-concepts tested from the Lafferty 

samples. 

Hypothesis Seven: Competence Lifestyle 

NASA technical managers are significantly different 

(.05) from the Lafferty supervisors and mid-level managers 

groups when tested for the competence lifestyle (Table X). 

NASA technical managers demonstrate a much higher competence 

lifestyle mean than these groups; a s1 ightly higher com

petence lifestyle than the Lafferty engineers, and a lower 

competence lifestyle than the NASA non-technical managers. 

NASA technical and non-technical managers deviate less 

from their competence variable means than do the Lafferty 

supervisors and mid-leve] managers deviate, and more than 

the Lafferty engineers deviate. 

The competence lifestyle is also an identifying 

characteristic of the NASA technical and non-technical 

managers' sel f -concepts. Both of these groups exceed the 

Lafferty groups in demonstrating a competence motivation in 

their self-concepts. 
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Tl\BLE X 

TEST EOR HYPOrHESIS SEVEN 

Mean 
SaIro1e n ComPetence S .. D~ Variance 

NASA Tec'hnical r-"I9rs .. 117 19.81 5.40 29.19 
NASA Non-technical Mgrs .. 41 20.63 6.36 40.44 
Lafferty Engineers 52 18.70 4.90 24.01 
Lafferty Supervisors 496 18.11 6.68 44.62 
Lafferty Mid-level Mgrs .. 4500 17.85 7.31 53.44 

1. NULL HYPOl'HESIS SEVEN: There is no significant difference between 
the mean competence lifestyle self-concept score of the NASA techni
cal managers and the: 

NASA non-technical managers I, or the 
b. Lafferty engineers' , 
c. supervisors', or 
d. mid-level managers' 
-n:ean ~tence lifestyle self-concept scores .. 

2.. ALTERNATIVE HYPOI'HESIS SEVEN: The mean competence lifestyle self
concept score of the NASA technical managers is significantly dif
ferent from the W\SA non-technical managers' I or the lafferty 
engineers' , supervisors I, or mid-level managers I rrean dependent 
lifestyle self-concept scores. 

3. TESTS, 

a. z = - .80 
h. z = +1.32 
c. z = +2.93 
d. z = +3.84 

4. REJECTION REGION: Significance = .05; z> 1.96; or z( -1.96 

5. RESULTS, 

Accepted; There is no significant difference. 

b. Accepted; There is no significant dllference. 

Rejected; NASA technical managers I mean competence lifestyle 
self-concept score is significantly higher than the rrean com
petence lifestyle self-concept score of the Lafferty super
visors. 

d. Rejected; NASA technical managers' nea.n competence lifestyle 
self-concept score is significantly higher than the mean c0m

petence lifestyle self-concept score of the Lafferty super
visors. 
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other Task Variables 

A complete list of task variables includes the 

achievement. competence, competitive, power, and opposi

tional lifestyles (Figure 1). The achievement lifestyle is 

also a satisfaction concerr,' variable and the oppositional 

lifestyle is also a security concern variable. These vari-

abIes are discussed in the reports from their respective 

hypotheses testing groups. Tests were also completed on the 

competitive and oppositional lifestyle variables (Appendix 

0: Table XXIV). 

PEOPLE VARIABLES TESTING 

Hypothesis Eight: People Concern 

The NASA technical managers' people concern score is 

slightly more than two raw points lower than the NASA non

technical managers' score ('l'able XI), a difference which is 

not statistically significant (.05). The means of both 

groups are quite less than that of the Lafferty Engineers, 

and yet are considerably more than those means of the Laf

ferty supervisors and mid-level managers. 

NASA technical managers have a greater variance around 

their than the non-technical managers demonstrate. As 

before, the variance scores cannot be contrasted between the 

NASA and Lafferty groups. 5 

SSee Statistical Significance in Chapter Four. 
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=xr 
TEST FOR HYPOl'HESIS EIGHT 

Mean 
Sample !! ~ S.D. Variance 

NASA Technical Iv1grs. 117 100.70 17.80 316.83 
NASA Non-technical Mgrs. 41 102.32 16.76 280.92 
Lafferty Engineers 52 105.00 
Lafferty Supervisors 496 95.19 
lafferty Mid-Level ~.grs. 4500 90.47 

1. NULL HYPOl'HESIS EIGHT: There is no significant difference between 
the mean people concern self-concept score of the NASA technical 
managers and the NASA non-technical managers I mean people concern 
self-concept score. 

2. ALTEBNATIVE HYPOl'HESIS EIGHT: The mean people concern self
concept score of the NASA technical managers is significantly dif
ferent from t..l,e NASA non-technical managers I mean p?Ople concern 
self-concept score. 

Z '" - .52 3. 

4. REJECTION REGION: 

5. RESULTS~ 

Significance = .05; z) 1.96; or z < -1.96 

Accepted; There is no significant difference. 
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NASA technical and non-technical managers are similar 

in the people concern of their self-concepts. People con-

for each group of NASA managers' tested about 

133?0 of the task concern scores. demonstrating a relatively 

high scale orientation toward people. These people concern 

scores are about 70-75% of the satisfaction concern scores. 

and about 200+% of the security concern 

Hypothesis Nine: Affiliation Li£estyle 

A significant (. 05) difference was found to exist be

tween the NASA technical managers' and the NASA non

technical managers' and the Lafferty supervisors I and mid

level managers' affiliation lifestyle scores ('rable XII). 

The affiliation lifestyle score of the NASA technical 

managers was similar to that of the Lafferty engineers. The 

standard deviation of the NASA technical managers' scores 

was also similar to the standard deviation of the Lafferty 

engineers. It was less than the scores of the Lafferty su

pervisors and mid-level managers and greater than the stan

dard deviation of the NASA non-technical managers. 

While the affiliation lifestyle score of the NASA 

technical managers is significantly higher than those of the 

Lafferty supervisors and mid-level managers. it is sig

nificantly lower than that of the non-technical managers. 
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TABIB XII 

nsr FOR fJYlUl'Re;IS NINE 

Mean 
~ !! M[iliati<!! S.D. Va~ 

NASA Technical Mgrs .. 117 29.30 6.27 39.31 
NASA Non-technical Mgrs. 41 31.34 4.41 29.23 
Lafferty Engineers 52 29.80 6.20 38.44 
Lafferty SUpervisors 496 26.86 6.98 48.72 
Lafferty Mid-level Mgrs. 4500 27.10 7.21 51.98 

1. NULL H~PC1I'HESIS NINE: There is no significant difference between 
the mean affiliation lifestyle self-concept score of the Ni\Si\ 
technical managers and. the: 

a. NASA non-technical JlBnagers', or the 
b. Lafferty engineers' , 
c.. supervisors'. or 
d. mid-level managers' 

mean affil~tion lifestyle self-concept score. 

2. ALTERNATIVE HYPm'HESIS NINE: The mean affiliative lifestyle 
self-concept score of the NASA technical managers is significantly 
different from the NASA non-technical managers I • or the Lafferty 
engineers I , supervisors ", or mid-level managers' mean dependent 
lifestyle self-concept. scores. 

3. TESTS: 

a. z :. -2.00 
b. z = - .49 
c. Z = +4.14 
d. z = +3.79 

4. REJECl'lON RIDlON: Significance = .05; z) 1.96; or z( -1.96 

5. RESULTS: 

Rejected; NASA technical managers' mean affiliative life
style self-concept score is significantly lower than the 
mean affiliati ve Hfesty Ie self-concept score of the NASA 
nontechnical managers. 

b. Accepted; There is no signilicant dilference. 

Rejected; NASA technical managers' mean affiliative life
style self-concept score is significantly higher than the 
mean affiliative lifestyle self-concept score of the laf
ferty SIlfelVisors. 

d. Rejected; Rejected; NASA technical managers' mean affilia
tive lifestyle self-concept score i!'t signific-...antly highP.r 
than the mean affiliative lifestyle self-concept score of 
the Lafferty mid-level managers. 
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It is r however r another distinctive self-concept attribution 

of both NASA groups. 

other People variabJes 

A complete listing of people variables includes the 

humanistic-helpfulness, affiliation, approval, conventional. 

and dependent lifestyles (Figure 1). The humanistic

helpfulness lifestyle is also a satisfaction concern vari

able and the dependent lifestyle is also a security concern 

variable. Each of these lifestyles are reported in their 

alternative hypotheses testing group. Tests were also per

formed on the approval and conventional lifestyle variables 

(Appendix D: 'rable XXV). 

SEL}o~-AC1'UALIZE LIFESTYLE 

Hypothesis Ten: Self-Actualize f,ifestyle 

While the NASA technical managers' self-actualize 

lifestyle (Table XIII) not significantly different from 

the NASA non-technical and Lafferty engineers' self

actualize lifestyles, the tests were significant when 

trasted with the Lafferty supervisors and mid-level 

managers' self-actualization (.05). NASA technical managers 

have significantly higher self-actualization than the self

actual ization reported in the self-concepts of t.hese two 

groups. 
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TABLE XIII 

Mean 
!! Self-1lcbJalize S.D. 

NAS}\. Technical Mgrs. 117 28.77 6.14 37.64 
29.72 
34.81 
48.72 
51).10 

NASA Non-technical Mgrs. 41 30.02 5.45 
Lafferty Engineers 52 28.10 5.90 
Lafferty SUpervisors 496 24.24 6.98 
Lafferty Mid-level Mgrs. 4500 23.57 7.49 

1. NULL HYPOTHESIS TEN: There is no significant difference between 
the mean self-actualize lifestyle self-concept score of the NASA 
technical managers and the: 

NASA non-technical managers'. or the 
b. Lafferty engineers', 
c. supervisors', or 
d. mid-level rranagers' 
mean self-actualize lifestyle self-concept score. 

2. ALTERNATIVE HYPaI.'HESIS TEN: The mean self-actualize lifestyle 
score of the NASA technical managers is significantly different 
from the NASA non-technical managers', or the lafferty engineers'. 
supervisors', or mid-level managers' mean dependent lifestyle 
self-conc.....opt. scores. 

3. TESTS: 

a. z = -1.25 
b. z = + .68 
c. z = +7.08 
d. z = +9.12 

4. REJECrION REGION: Significance = .05; z) 1.96 or z< -1.96 

5. RESULTS: 

Accepted; There is no significant di£ference. 

b. Accepted; There is no significant difference. 

Rejected; NASA technical managers' self-actualize lifestyle 
self-concept score is significantly higher than the mean 
self-actualize lifestyle self-concept score of the Lafferty 
supervisors. 

d. Rejected; NASA technical managers' self-actualize lifestyle 
self-concept score is significantly higher than the mean 
self-actualize lifestyle self-concept score of the Lafferty 
mid-level managers. 
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NASA technical managers' self-actualize standard 

deviation is greater than those of the NASA non-technical 

managers and Lafferty engineers and le~s than those of the 

Lafferty supervisors and non-technical managers. 

It appears that both NASA managerial groups have been 

relatively successful in obtaining a self-concept integra

tion of task and people concerns and in pursuing satisfac

tion. While both scores are distinctive. it is the non

technical managers' self-actualize lifestyle which appears 

to be the most significant in its departure from the self

concepts of other groups, including those of the Lafferty 

general population samples (Appendix B: Figure 4). 

STRAIN RELATED VARIABLES 

Hypothesis Eleven: lJepressed Individuals 

Kendall's "coefficient of concordance" was computed, 

determining the relative agreement or association between 

the lifestyle variable scores of the NASA technical 

managers' lifestyle means and the means of the Lafferty 

sample of individuals who had reported a medical diagnosis 

of depression (Table XIV). This coefficient, W = 019. is 

quite low and statistically not significant at the .01 

level. It is apparent that there is little agreement be

tween the two groups of scores. 

A careful examination finds much to contrast between the 

lifestyle scores of NASA technical managers and those in-
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TABLE XIV 

TEST FOR HYPOTHESIS ELEVEN 

Depression Sample Tech. Mgrs. Sample 

Raw % Rank Raw % Rank 
Lifestyle Score/tilei Order Score/tile! Order 

1. Humanistic-
Helpful 9.0 11 (11) 29.55 68 (6) 

2. Affiliative 11.0 13 (9.5 ) 29.30 61 (9.5) 
3. Approval 13.0 67 (3) 11. 79 60 (11) 

4. Conventional 8.0 25 (5.5) 14.86 64 (8) 
5. Dependent 13.0 60 (4 ) 15.20 71 (3.5 ) 
6. Avoidance 15.0 90 (ll 5.38 52 (12 ) 
7. Oppositional 12.0 85 (2) 6.67 65 (7) 
8. Power 1.0 25 (5.5 ) 5.71 61 (9.5 ) 
9. Competitive 3.0 19 (7) 12.83 70 (5) 

10. Competence 5.0 13 (9.5 ) 19.81 74 (2 ) 
11. Achievement 11.0 14 (8) 31.04 71 (3.5 ) 
12. Self-

Actualize 5.0 (12) 28.77 78 (1) 

1. NULL HYPOTHESIS ELEVEN: There is no significant dif
ference between the rank order of the NASA technical 
managers I general population percentiles of their 
twelve lifestyle means and the rank order of the Laf
ferty depressed individuals sample's general population 
percentiles of their twelve lifestyle means. 

2. ALTERNATE HYPOTHESIS ELEVEN: The rank order of the 
NASA technical managers' general population percentiles 
of the twelve lifestyle means and the rank order of the 
Lafferty depressed individuals sample's general popula
tion percentiles of their twelve lifestyle means are 
significantly different. 

3. 

4. 

Vi' 0= .19; F 0= .23 

REJECTION REGION: Significance =; .01; F < 4.47 

5. RESULTS: Rejected; There is a significant difference 
between the two groups' rank ordered percentiles of 
their respective twelve lifestyle means. 
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dividuals experiencing depression. While the lifestyle 

scoring the highest percentile in the depression sample is 

avoidance, it is the lowest lifestyle percentile scored by 

NASA technical managers. In contrast. the highest lifestyle 

percentile scored by the NASA technical managers is self

actualize and this lifestyle is the lowest percentile scored 

by the depression sample. It is also noteworthy that the 

third ranked depression lifestyle, approval. is the eleventh 

lifestyle ordered by the NASA technical managers. Only in 

the affilialive, dependent and competitive lifestyles does 

there appear to be much agreement between the two groups. 

The null hypothesis is not confirmed. NASA technical 

managers, as a group, have little self-concept similarity 

with those individuals experiencing depression. 

Hypothesis Twelve: Individuals Expe-riencing Ulcers 

As with hypothesis eleven, the computed Kendall coeffi

cient, w, indicating the relationship between NASA technical 

managers and the Lafferty sample of individual s experienci ng 

ulcers was quite low (~39) and statistically not significant 

(Table XV). The highest ranked ulcer sample lifestyle is 

the competence lifestyle which is the second ranked life

style by NASA technical managers. The highest ranked NASA 

technical manager lifestyle is self-actualize which, in con

trast, is ranked eleventh by the ulcer sample. Power ap

pears as the second ranked ulcer sample 1 ifestyle and is 
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TABLE XV 

TEST FOR HYPOTHESIS TWELVE 

Ulcers Sample Tech. Mgrs. Sample 

Raw % Rank Raw % Rank 
Lifestyle Score/tile/Order Score/tile/Order 

1. Humanistic-
Helpful 28.0 58 (9) 29.55 66 (6) 

2. Affiliative 26.0 46 (12) 29.30 61 (9.5 ) 
3. Approval 13.0 67 (6) 11. 79 60 (11) 

4. Conventional 15.5 68 ( 5) 14.86 64 (8) 
5. Dependent 13.0 60 (8) 15.20 71 (3.5) 
6. Avoidance 7.0 69 ( 3.5) 5.38 58 (12) 
7. oppositional 6.0 62 (7) 6.67 65 (7) 
8. Power 7.5 72 ( 2) 5.71 61 (9.5 ) 
9. Competitive 12.5 69 (3.5) 12.83 70 (5 ) 

10. Competence 22.5 81 (1) 19.81 74 (2) 

11. Achievement 27.0 54 (10) 31.04 71 (3.5) 

12. Self-
Actualize 23.0 50 ( 11) 28.77 78 (1) 

1. NULL HYPOTHESIS TWELVE: There is no significant dif
ference between the rank order of the NASA technical 
managers' general population percentiles of their 
twelve lifestyle means and the rank order of the Laf
ferty ulcer victim sample's general popUlation percen
tiles of their twelve lifestyle means. 

2. ALTERNATE HYPOTHESIS ELEVEN: The rank order of the 
NASA technical managers I general population percentiles 
of their twelve lifestyle means and the rank order of 
the Lafferty ulcer victim sample I s general population 
percentiles of their twelve lifestyle means are sig
nificantly different. 

3. W = .39; F = .64 

4. REJECTION REGION: Significance = .01; F < 4.47 

5. RESULTS: Rejected; There is a significant difference 
between the two groups' rank order percentiles of their 
respective twelve lifestyle means. 
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ranked a low 9.5 (equal to affiliative) by the NASA techni-

cal managers. Besides competence, the two groups had rela-

tive agreement in the oppositional and competitive life-

styles. It is important to note that achievement ranks a 

low eleventh by individuals ~~xperiencing ulcers. 

The null hypothesis is not confirmed. An evaluation of 

the two groups finds little similarity between NASA techni

cal managers and the Lafferty sample of individuals 

periencing ulcers. 

Hypothesis Thirteen: Individuals with Higb Blood Pressure 

Kendall's coefficient of concordance was computed at .39 

for association between the samples of NASA technical 

managers and the Lafferty sample of individuals with high 

blood pressure (Table XVI). 'rhe leading percentile life-

style for the high blood pressure sample is, as with the ul-

cer sample, competence while this is the number two ranked 

NASA technical manager lifestyle percentile. The leading 

NASA technical manager lifestyle percentile is self-

actualize and this lifestyle ranked 11.5 and equal to help

fulness by the high blood pressure sample. The NASA techni

cal managers ranked helpfulness sixth by percentile. The 

high blood pressure sample ranked avoidance 3.5 (equal to 

the competitive lifestyle), while the NASA technical 

managers ranked avoidance twelfth. In addition to the corn-

petence lifestyle, there is relative agreement between ap-
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TABLE X"JI 

TEST FOR HYPOTHESIS THIRTEEN 

High Blood Pressure Sample TechG MgrsG Sample 
Raw % Rank Raw % Rank 

Li.festyle Score/tile/Order Score/tile/Order 

1. Humanistic-
Helpful 26.0 50 IlLS) 29.55 68 (6) 

2. Affiliative 26.0 71 (2) 29.30 61 19.5) 
3. Approval 11.0 58 (9.5 ) 11. 79 60 (11) 
4. Conventional 14.0 60 (7.5) 14.86 64 (8) 

5. Dependent 13.0 60 (7.5) 15.20 71 (3.5) 
6. Avoidance 7.0 69 (2.5) 5.38 58 (12) 
7. Oppositional 6.0 62 (6) 6.67 65 (7) 
8. Power 6.0 63 (5) 5.71 61 (9.5) 
9. Competitive 13.0 69 (3.5 ) 12.83 70 (5) 

10. Competence 21.5 79 (1) 19.81 74 (2) 
11. Achievement 28.0 58 (9.5 ) 31.04 71 (3.5) 
12. Self-

Actualize 23.0 50 (11.5) 28.77 78 (1) 

1.. NULL HYPOTHESIS ELEVEN: There is no significant dif
ference between the rank order of the NASA technical 
managers I general population percentiles of their 
twelve lifestyle means and the rank order of the Laf
ferty high blood pressure sample I s general population 
percentiles of their twelve lifestyle means. 

2.. ALTERNATE HYPOTHESIS ELEVEN: The rank order of the 
NASA technical managers' general population percentiles 
of their twelve lifestyle means and the rank order of 
the Lafferty High Blood Pressure general population 
percentiles of their twelve lifestyle means are sig
nificantly different. 

3. 

4. 

W " .38, F " .61 

REJECTION REGION: Significance '= .01; F < 4.47 

5. RESULTS: Rejected; There is a significant difference 
between the two groups' rank order percen
tiles of their respective twelve lifestyle 
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The null hypothesis is, therefore, not confirmed. OVer

all there is little similarity between the self-concepts of 

NASA managers and the self-concepts of individuals ex

periencing high blood pressure. 

IHOGRAPHICAL RELATIONSHIPS 

An initial comparison of biographical variables be

tween the NASA samples (Table XVII) discloses that the NASA 

technical managers' sample has a mean age of 47.39 years, or 

3.6 years above the mean age of 43.76 years characteristic 

of the NASA non-technical managers' sample. The mean tenure 

of NASA employment for the technical managers' sample is 

20.57 years, which is 5.36 years longer than NASA non

technical managers' sample (15.21 years). NASA technical 

managers I sample mean time in grade 14/15 is 8.49 years, or 

1.41 years longer than the mean of 7.08 years time in grade 

reported by the NASA nontechnical managers. The mean 

management experience of 9.61 years by the NASA technical 

managers also exceeds that of the NASA nontechnical 

managers' sample mean of 7.86 years by 1.75 years. A 

break-down of the sexual identity of the respective NASA 

sample members is reported in Table XVIII. 

As the focus of this study is on NASA technical 

managers, the following four hypotheses address the 
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Tl\BLE XVII 

""""Age 47.4 5.03 43.8 6.18 

**Tenure 20.6 6.02 15.2 8.07 

Years in Grade 8.4 5.88 7.1 5.66 

~~nt 
Experience 9.6 6.00 7.85 6.31 

"Significant difference tested between Nl\SA SOIlples (.05). 
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MALE 

TOTAL 

TECHNICAL 

107 

(70.4%) 

4 

(2.6%) 

111 

(73%) 

TABLE XVIII 

SEX OF NASA MANAGERS STUDIED 

FOPUlATION 

(PERCENTAGE) 

!\.UN-TECHNlCAL 

34 

(22.4%) 

(4.6%) 

41 

(27%) 

NUMBER OF MISSThTG OBSERVATIONS = 10 

TOTAL 

141 

(92.8%) 

11 

(7.2%) 

152 

(100%) 

166 
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relationship between the age, tenure, grade and management 

experience attributes characteristic of the technical 

managers studied and their respective scores on the self

concept variables. NhSA technical managers are divided at 

the mean year_s characteristic of each of the respective four 

biographical attributes into "less than mean" and "more than 

mean" samples. The means of each samples' respective Life

style and Concern variables are tested for each attribute 

using standard techniques for a comparison of two means. 

Hypothesis Fourteen: Age 

Lifestyle and concern variables were tested between 

"less than mean age" and "more than mean age" samples of 

NASA technical managers. The results are reported in Table 

XIX. It is apparent that while notable differences were 

identified between samples in the opposi tional I ifesty Ie. 

satisfaction concern. task concern and total concern, the 

only significant difference is in achievement (.05). 

The achievement motivation of NASA technical managers 

forty-eight years of age or older is 2.16 raw points higher 

than the achievement motivation of NASA technical managers 

forty-seven years of age or younger (z ::: 2.16). older NASA 

managers are more motivated toward achievement in their 

self-concepts than are younger NASA managers. While they 

tend to be more oppositional, have a higher insecurity, have 

a higher task concern and a higher total concern than 
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Tl\BLE XIX 

TEST EUR HYroI'HESIS FOURTEEN 

1. NULL HYPOTHESIS EDURTEEN: The mean concern or lifestyle scores 
for NASA technical managers older than the mean age is not 8ig
nifica"-ltly higher or lower than the respective mean concern or 
lifesty Ie scrores for NASA technical managers younger than the 
mean age~ 

2. ALTERNATE HYPOTHESIS FOURTEEN: There is no significant difference 
between the mean concern or lifesty Ie scores for NASA technical 
managers older than the mean age and those NASA technical managers 
younger than the mean age. 

3. TEST: Signilicance 0:: .05 (*Significant) 

4. REJECTION REGION: z )1.96; or z < -1.96 

AGE AGE 
LESS THAN MEAN MORE TPAN MEAN TEST 

(47 YRS OR LESS) (48 YRS OR MJRE) 

n = 56 n = 59 

VARIABLE MEl\N S.D. MEl\N S.D. 

Helpfulness 29.02 5.88 29.93 4.97 .89 
Affiliative 28.86 6.49 29.59 6.16 .62 
Approval 12.02 4.90 11.46 4.89 .61 
Conventional 14.59 5.46 15.31 4.81 .75 
Dependence 15.20 5.03 15.27 5.04 .07 
Avoidance 5.30 5.09 5.58 5.27 .29 
Ofp)sitional 6.05 5.14 7.34 5.63 1.29 
Power 5.36 4.64 6.00 4.90 .72 
Coopetitive 12.77 5.98 12.75 5.67 - .02 
Competence 19.73 5.62 Y f35 5.29 .12 
Achievement 29.82 6.22 31.98 4.34 2.16* 
Self-Actualize 28.18 6.82 29.15 5.45 .84 
Security 46.50 19.55 49.49 21.85 .77 
Satisfaction 135.61 24.60 140.51 18.42 1.20 
People 99.68 19.44 101.56 16.42 .55 
Task 73.73 20.57 77.92 18.74 1.14 
Total 206.89 38.41 214.20 32.48 1.09 
(All Lifestyles) 

5. RESULTS: Rejected; Older NASA technical manager's are sig-
nificantly more achievement oriented in their self-concepts than 
younger NASA technical managers. 
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motivation that they are most distinctive in their self

concepts. 

169 

The hypothesis is rejected. l'he older NASA technical 

managers' achievement lifestyle mean is significantly higher 

than the achievement lifestyle mean of the younger NASA 

technical managers. 

Hypothesis Fifteen: Tenure 

Lifestyle and concern variables were tested for "less 

than mean" tenure" and "more than mean tenure n groups of NASA 

technical managers and the results are reported in Table xx. 

While notable differences are found between the dependent, 

power, competitive, competence, achievement, self-actualize, 

people and task variables, when tested between managers with 

twenty years or less NASA tenure and managers with twenty

one years of tenure or more. none of these variables were 

found to be significant (.05).. Tests confirmed hypothesis 

fifteen that significant differences do not exist between 

NASA managers with more than mean tenure and NASA managers 

with less than mean tenure. 

Hypothesis sixteen: Years in Grade 14/15 

Lifestyle and concern variables were tested between 

NASA technical managers with "less than mean years in grade 

14/15" and those with "more than mean years in grade 14/15." 

The results are depicted in Table XXI .. Notable differences 
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TABLE XX 

TEST FOR HYPOl'HESIS FIFTEEN 

1. N[JLL lM?Ol'HESIS FIFTEEN: The mean concern or lifestyle scores for 
mBA technical managers with greater than the mean number of years 
tenure is not significantly higher or lower than the respective 
mean concern or lifesty Ie scores for NASA technical managers with 
less than the rrean rrumber of years tenure. 

2. ALTERNATE HYPOrHESIS FIFTEEN: There is no significant difference 
bebleen the mean concern or lifesty Ie scores for NASA technical 
managers with greater than the mean number of years tenure and 
those NASA technical managers with less than the mean number of 
years tenure. 

3. TEST: Significance::o .05 (*Significant) 

4. REJECrION REGION: z >1.96; or z<-1.96 

TENURE TENURE 
LESS TEIAN MEAN ><lRE THAN MElIN TEST 

(20 YRS OR LESS) (21 YRS OR ><lRE) 
n = 42 n = 74 

VllRIlIBLE MElIN S.D. MElIN S.D. 

Helpfulness 29.55 4.89 29.54 5.76 - .01 
Affiliati ve 30.38 5.71 28.58 6.49 -1.55 
Approval 12.05 4.50 11.66 5.13 - .00 
Conventional 15.05 5.59 14.77 4.94 - .27 
Dependence 15.88 5.13 14.82 4.93 1.08 
Avoidance 5.14 4.81 5.60 5.33 .48 
Of:p:lsitional 6.29 4.51 6.96 5.83 .69 
Power 4.86 3.40 6.24 5.30 1. 70 
Competitive 11.95 6.08 13.34 5.61 1.22 
Competence 18.60 6.00 20.58 4.92 1.82 
Achievement 30.05 6.20 31.65 4.95 1.43 
Self-Actualize 28.38 6.92 28.92 5.70 .43 
Security 47.21 18.48 48.39 21.91 .31 
Satisfaction 136.95 23.63 139.27 20.75 .65 
People 102.91 16.64 99.38 18.52 -1.05 
Task 71. 74 20.09 78.77 18.75 1.85 
Total 208.17 36.76 212.66 34.80 .64 
(All Lifestyles) 

5. RESULTS: l\ccepted; There is no significant difference between 
the groups with nore or less tenure. 
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TABLE XXI 

TESr FOR HYP<JrHESIS SIXTEEN 

1. NULL HYPOTHESIS SIXTEEN: The mean concern or lifesty Ie scores for 
NASA technical managers with greater than the mean number of years 
time in grade is not significantly higher or lower than the 
respective mean concern or lifestyle for NASA technical managers 
with less than the mean number of years time in grade. 

2. ALTERNATE HYPOl'HESIS SIXTEEN: There is no significant difference 
between the mean concern or lifesty Ie scores for NASA technical 
managers with greater than the mean years in grade and those NASA 
technical managers with less than the mean years in grade. 

3. TEST: Significance = .05 ("'Significant) 

4. REJECTION REGION: z )1.96; or z < -1.96 

Helpfulness 
Affiliative 
Approval 
Conventional 
Dependence 
Avoidance 
OppJsitional 
Power 
Competitive 
Competence 
Achieveme.n.t 
Self-Actualize 
Security 
Satisfaction 
People 
Task 
Total 
(All Lifestyles) 

YEARS IN GRADE 
LESS THAN MEAN 
(8 YRS OR LESS) 

n = 69 

28.48 
28.67 
12.06 
14.96 
15.35 
5.38 
6.49 
5.94 

13.25 
19.84 
30.17 
28.18 
48.12 

135.25 
99.51 
75.70 

206.67 

5.71 
6.31 
4.78 
5.52 
5.21 
4.90 
5.30 
5.02 
6.23 
5.76 
6.02 
6.62 

20.97 
23.77 
19.29 
21.76 
38.58 

YEARS IN GRADE 
l'YJRE THAN MEAN TEST 
(9 YRS OR MORE) 

n = 41 

31.42 
30.24 
11.24 
14.66 
14.90 
5.63 
6.68 
5.46 

12.17 
19.90 
32.44 
29.68 
47.34 

143.68 
102.46 
76.66 

214.44 

4.72 
6.42 
4.89 
4.68 
4.60 
5.61 
5.57 
4.46 
5.02 
5.19 
4.22 
5.56 

20.64 
18.55 
15.75 
16.42 
30.50 

2.94'" 
1.25 

- .86 
- .31 
- .47 

.24 

.18 
- .52 
- .99 

a06 
2.32* 
1.35 

- .19 
2.07* 

.87 

.26 

.87 

5. RESULTS: Rejected: NASA technical managers with more years in 
grade have significantly higher scores in helpfulness and achieve
ment lifestyle scores and in satisfaction concern then do NASA 
technical managers with less years in grade. 
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are found in affiliation and self-actualize variables, but 

significant differences are tested in humanistic

helpfulness, achievement and satisfaction va.riables bp.tween 

managers with less than eight years in grace- 14/15 and nine 

years or years in grade 14/15 (005). NASA managers 

with greater time in grade 14/15 have a significantly higher 

motivation to help and achieve in their self-concepts and a 

much higher overall satisfaction than those managers with 

less time in grade. 

The null hypothesis that significant differences do not 

exist between managers with less than mean time in grade 

14/15 and managers with more than mean time in these grades 

was not confirmed. NASA technical managers with more years 

in grades 14/15 have significantly higher helpfulness and 

achievement lifestyle orientations and significantly more 

satisfaction concern in their self-concepts than younger 

technical managers. 

Hypothesis Seventeen: Management Experience 

Lifestyle and concern variables were tested for NASA 

managers with "less than mean management experience" and 

those with "more than mean management experience," and the 

results reported in Table XXII. Notable differences are 

found in approval, dependent, competence, and task vari

ables, but humanistic-helpfulness, achievement, and satis

faction variables were found to be significantly different 
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TABLE XXII 

TEST Em BYPOTBF.SIS SEVENTEEN 

1. NULL HYPOl'HESIS SEVENTEEN: The mean concern or lifestyle scores 
for NASA technical managers with greater than the mean number of 
years management experience is not significantly higher or lower 
than the respective mean concern or lifestyle for NASA technical 
managers with less than the mean number of years management ex
perience .. 

2. ALTERNATE HYPOTHESIS SEVENTEEN: There is no significant dif
ference between the mean concern or lifestyle scores for NASA 
technical rranagers with greater than the mean management ex
perience and those NASA technical managers with less than the mean 
number of years management exp:rienceo 

3. TEST: Significance = .. 05; ("'Significant) 

4. RFJECI'ION ROOION: z >1.96; or z < -1.96 

Helpfulness 
Affiliative 
Approval 
Conventional 
Dependence 
Avoidance 
Opp:lsitional 
Power 
Competitive 
Competence 
Achievement 
Self-Actualize 
Security 
Satisfaction 
People 
Task 
Total 
(All Lifestyles) 

EXPERIENCE 
LESS THAN MEAN 
(9 YRS OR LESS) 

n = 64 

28.45 
28.89 
12.25 
15.22 
15.89 

5.33 
6.67 
5.34 

12.81 
19.27 
29.91 
28.23 
48.45 

134.75 
100.70 

74.00 
208.27 

S.D. 

5.20 
6.20 
5.06 
4.71 
5.18 
4.66 
5.14 
3.61 
5.15 
4.99 
5.99 
6.67 

18.98 
22.66 
17.26 
18.23 
34.77 

EXPERIENCE 
MJRE '!'HAN ME'AN TEST 

(10 YRS OR MOREl 
n = 50 

31.22 
29.84 
11.22 
14.56 
14.52 

5.46 
6.80 
6.04 

12.78 
20.72 
32.48 
29.26 
47.38 

143.52 
101.36 

78.82 
214.90 

4.88 
6.10 
4.77 
5.77 
4.72 
5.71 
5.74 
5.74 
6.63 
5.89 
4.40 
5.29 

23.03 
23.10 
18.22 
21.34 
36.73 

2.92' 
.04 

-loll 
- .65 
-1.47 

.l3 

.l3 

.75 

.02 
1.39 
2.65* 

.92 
- .26 

2.03'" 
.20 

1.28 
.98 

5. RESULTS: Rejected; NASA technical managers with more years 
mar.agernent e>q:erience have significantly higher scores in helpful
ness and achievement lifestyle scores and in satisfaction concern 
then do NASA. technical managers with less management experience. 
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between the two groups (.05). Experienced NASA managers 

were found to be significantly more helpful and achievement 

oriented in their self-concepts, with a much greater satis

faction concern than less experienced managers. 

The null hypothesis is not confirmed. NASA technical 

managers with more management experience have significantly 

more helpfulness and achievement lifestyle orientation and 

significantly more satisfaction concern than NASA technical 

managers with less management experience. 
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CHAPTER VI 

DISCUSSION OF RESUL'l'S 

This chapter discusses the resul ts of the study's 

hypotheses testing reported in Chapter Five. It is the 

researcher's intention to evaluate the NASA technical 

managers' structure of lifestyle and concern variables 

self-concept competencies. The objective is to extend the 

operational exploration of self-concept to include the ongo

ing process of adjustment and m"dj ficat ion between the self 

and tJ:te management role of the NASA Lechnical managers. 1 

This chapter is divided into two sections: 

1. NASA technica t managers' sel f-concept competencies 

2. Summary of Significant Research Findings 

NASA TECHNICAl, MANAGERS' SELF-CONCEPT COMPETENCIES 

A significant aetiological question arises as to the 

relative influences of genetic or environmental factors on 

sel f-concept structures. The importance of genetic factors 

on these human mental structures is not discounted by the 

researcher (Wilson 1978, Lumsden and Wilson 1981; Pia get 

1965). Where the present research addr('!'lsf'!;s aetiological 

questions, it is more concerned with the effects of aging 

1See General Statement of the Problem jn Chapter One. 
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and thE' environment on the adaptive competency of the self

concept structure (White 1959). If it can be discerned that 

NASA technical managers have different management self

concept compeLencies (i.e., help[uln~ss 01- achjevemenL) Lhan 

supervisors and mid-level managers in general, are these 

differences related to the effects of aging, the effects of 

cohort influences or the effects of period influences (Glenn 

1977) ? 

If the researcher could clearly determine that there 

is an association of the job with effects of aging on the 

managers I self-concepts, he might pursue the examinination 

of how incremental jncreases in helpfu.Lness and achievemenl. 

motivation emerge in self-concept structure with the 

biological effects of the managers' increase in age. 

Perhaps an increasing conscious or unconscious knowledge by 

aging managers of impending career" limits generally triggers 

more, rather than less, desire to help associates 

(organizations) achieve important institutional research. 

If the researcher could clearly determine that there 

is an association of the job with effects due to cohort in

fluences on the managers' self-concept.s, then he might 

pursue different implications. He might choose to explore 

how within NASA a particular group of individuals associated 

with unique programs, center assignments or education from 

specific engineering school have developed higher levels of 

helpfulness and achievement motivation than other cohorts. 
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Finally, if the researcher could clearly determine 

that there is an association of the job with effects due to 

period on the managers' self-concepts. he might pursue a 

third set of implications. He might choose to explore how 

the relationships between a generation of NASA managers, ex

posed to a certain pattern of economic. educational or cul

tural experiences, have responded in a unique way in help

fulness and achievement, different from a generation of NASA 

managers older or younger than the first. 

But such clear distinctions in the processes of self

definition requires extensive cohort analysis or lon

gitudinal study of a much grander scale than this research. 

examining the relationships between a broader array of 

biographical relationships over many careers. 'l'his kind of 

study is expensive and extremely difficult to pllrsue, 

usually requiring the dedication of a research team over a 

long period of time in complex and changing organizations. 

There remains, however, findings in the present: research 

which begin to define important relationships between a NASA 

technical managers' self-concept competencies and their in

fluences, The findings are better understood if a discus-

sion of the differences between the biographical of 

age, tenure, years in grade and management experience 

precedes the report. 

In a marked sense tenure. years in grade and manage

ment experience are all related to age. So it must be that 
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the relative strengths of each of tJ:tese four variables in 

association with lifestyle/concern variables are examined to 

determine the unique aspects of each. While tenure is 

defined as length of time an employee has worked for NASA, 

years in grade and management experience imply something 

different. 

Generally, the promotion to GS/GM-14 is considered a 

reward for continued high technical and professional perfor-

mance and leads to a more difficult level of work with an 

increasing scope of responsibil ities, technical 2.!: super

visory, in the dual career track system, which exists in 

NASA. Some new supervisors are GM-13s, however, most new 

supervisors receive their appointment concurrent with as-

signment to the GM-l4 level. But in a parallel track wi th 

them, new GS-14s (non-supervisors) still receive important 

rites of passage where scarce organizational positions, with 

a higher level of pay and increased project management 

responsibility, are assigned. These project roles may also 

lead from a non supervisory Gs-14 assignment to a supervisory 

or mid-level management GM-14 or GM-15 role. First-line 

pervisors and mid-level managers exist at both GM-14 and 

GM-15. As a result, respondents may report little dif-

ference in time measured between management experience and 

time in grade GS/GM 14-15 (Table XVI I) . 

An examination of the relative associations between 

biographical variables and self-concept competencies in NASA 
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technical managers provides interesting results. It should 

be remembered that. excepting the sections on strain vari

ables, significance in the meanE' testing is at p.1us or minus 

z -;: 1.96. The more deviance the z scores indicate outside 

these parameters. the more significance (.05) exists. 

It is also important to note that no groups of R&D 

mid-level managers or supervisors were tested by Lafferty. 

It is quite possible that R&D managers or supervisors in 

general. regardless of their employer. would score simiJarly 

to the NASA technical managers I pattern. both with respect 

to the structure of the competencies and with respect to as

sociations with the biographical variables. 

Satisfaction Competencies 

'rhe research finds that the helpful ness competency, 

recommended by Lafferty (1980), is significantly higher in 

the orientations of NASA technical managers than in super

visors (Table V: z = +4.14) and mid-level managers (Table 

V: z = +5.73) in general. Helpfulness for NASA technical 

managers scores only slightly less than the helpfulness 

reported by Lafferty's engineers (Table V: z '" -1.35). 

Evaluating helpfulness and its relationship to the 

biographical variables, one quickly determines that the 

sociation between the variable and age (Table XIX: 

+ .89) is well below that needed for significance and that in 

its association with tenure there is almost no relationship 
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at all (Table XX: z = -.01). In contrast. a highly sig

nificant association exists between the variable and years 

in grade (Table XXI: +2.94) and management experience 

(Table XXII: z = +2.92), where both relationships are 

nearly equal. In high performing NASA managers the high 

level of helpfulness competency is not significantly related 

to age or tenure in NASA, but rather is largely associated 

with years of management experience and time in grade. 

Evaluating achievement, again can determine that 

there is a significantly higher competency in NASA managers 

than in supervisors (Table VI: z = +5.51) and mid-level 

managers (Table VI: z= +9.35). The achievement orientation 

is not unlike that of the Lafferty engineers (Table VI: z = 

+e60). Further, there is no significant association between 

the lifestyle variable and measures of tenure (Table XX: 

= +1.43), although there is still a notably positive 

relationship. Age is marginally significant in its associa

tion with achievement (Table XIX: z = +2.16), and less sig

nificant than years in grade (Table XXI: z = +2.32) or 

management experience (Table XXII: z = +2.65). In high 

performing NASA technica 1 managers, achievement competency 

is strongly associated with management experience. 

While satisfaction concern cannot be tested between 

NASA technical managers and the Lafferty groups, due to 

Lafferty 1 s non-reporting of standard deviations, a simple 

comparison between the sum of the NASA satisfaction vari-
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ables' means and the Lafferty satisfaction variables' 

can be completed. The sum of the NASA technical managers' 

five satisfaction means (138.47) totalled slightly higher 

than the sum of the Lafferty engineers r respective 

(137.80). and considerably higher than the sums of the Laf

ferty supervisors' (123.98) and Lafferty mid-level managers I 

(121.42). This would appear to indicate that the NASA 

technical manager continues with a strong avera 1 ] satisfac

tion orientation. similar to that experi.€'nced by ~n9ineers 

in general. 

satisfaction concern in NASA technical managers is 

significantly associated with management: experience ('J'Clble 

XXII: z = +2.03) and years in grade ('l'able XXI: 

+2.07). Satisfaction concern is also positively related 

with age (Table XIX: z = +1.20), and has a small posjt.ive 

relationship with tenure (Table XX: z = +.65). 

These findings are important because they demonstrate 

that the general self-concept structure of sat.iBfaction com

petency within NASA technical managers is based on two of 

the lifestyles discovered by Lafferty in his research to 

make especially important contribul: ions to high per.formance 

by managers.:2 

What can be noted about satisfaction competency in the 

present study is tha t NASA technica 1 managers do not func

tion with the same self-concept structure as most super-

2See Self-Concept competency in Chapter Three. 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

182 

visors and mid-level managers. When compared to the large 

Lafferty samples, they have superior satisfaction concern, 

as demonstrated by their higher levels of achievement and 

helpfulness. This exceptional self orientation toward help-

iog and achieving is influenced by the duration of time 

spent as a member of the management team, and it is also 

reflected in its association with the NASA technical 

managers· years in grade.:;l To a lesser extent, age is posi-

tively associated with these variables, and significantly 

related to achievement. NASh tenure has very 1 ittle 

relationship with a NASA technical managers I satisfaction 

concern (Table XX: z = +.65). 

While NASA technical managers I satisfaction concern is 

higher than the Lafferty supervisors and mid-level managers' 

groups it is clearly significantly lower than that of the 

NASA non-technical managers (Table IV: ? = -2.04). 

§ecurity competencies 

The research finds dependent orientations are sig-

nificantly strong in the self-concepts of NASA technical 

managers. and much higher than in mid-level managers in 

general (Table VIII: +7.72). It is also clear that 

there is a sizeable, yet less than significant, difference 

3Competence and affiliation orientations are satisfac
tion variables discussed in following subsections under 
their respective alternative competencies: task and people. 
Also addressed in another subsection to follow is the unique 
relationship between satisfaction and self-actualizing. 
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managers and the mean scores of first line supervisors in 
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general (Table VIII: z = +1.49). A key to understanding 

the degree of this dependency is to evaluate the Lafferty 

sample of engineers. Here one may discern that the NASA 

technical managers have a lower mean than the Lafferty en

gineers, yet not significantly so (Table VIII: z = -1.07). 

While most NASA respondents function in true middle 

management roles, not all respondents have spent appreciable 

time in t.hese roles. I:~urther, previously impJ ied, since 

we have no comparative samples of R&D managers it is pos

sible that R&D managers in general demonstrate a 

similarity of dependency orientation to the NASA managers. 

An examination of the results with regard to the biographi

cal relationships is imperative. 

This is hard to evaluate as Lafferty gives no specific 

standard as to what score he feels that the dependency vari

able should be to demonstrate competency. In his videotaped 

lecture which accompanies the instrument for use in inter

preting the results. Lafferty suggests that he believes that 

the achievement lifestyle should be at least ten raw points 

higher than the dependency lifestyle score. NASA technical 

managers tested 15.84 points higher in achievement than in 

dependency (Tables VI and XVIII). But Lafferty does not 

state on what basis he makes this judgment. It is clear 

that Lafferty believes that it is unsatisfactorily high in 
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his testing of supervisors and managers, and that the NASA 

technical managers are higher than the Lafferty supervisors 

and significantly higher than the l.afferty mid-level 

managers. 

Dependence shows almost no association with age (Table 

XIX: z = +.07). a slight association with years in grade 

(Table XXI: -.47), more association with tenure (Table 

XX: z =0 +1.08), and the greatest association with years of 

management experience (Table XXII: z = -1.47). More 

management experience means less dependency orientation, yet 

not so much as to be significant between test groups (.05). 

As the management experience of NASi\. technical 

managers increases their dependency appears to diminish. It 

might be argued that, in contrast to other mid-level 

managers, this dependency is beneficial for NASA managers. 

Other high performing groups of R&D managers have yet to 

be tested. Yet this would seem a dangerous assumption 

without further study. The existing level of dependent 

orientation is higher for NASA technical managers than among 

mid-level managers in general and this is interpreted to 

have a negative effect on their potential for high perfor-

mance and, therefore, higher competency. 

When the sum of the NASA technical managers' five 

security concern variables 4 is compared with the sum of 

4while no hypotheses were constructed for the 
avoidance, oppositional, conventiona 1 and power lifest:y lea 
they were tested and will be discussed in the final Chapter. 
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security concern for the Lafferty variables, the NASA tech

nical managers' sum (47.82) lies between sum for the Laf

ferty engineers (51.00) and the sum of the Lafferty super-

visors (50.30), the one hand, and that of the Lafferty 

mid-level managers (44.59) on the other hand. 

Security concern associations with biographical vari

ables are stril<ingly absent. Security concern has little 

relationship with management experience (Table XXVI: 

-26), years in grade (Table XXV: z:= -.19), and NASA tenure 

('I'able XXIV: z::: + .. 31) .. Only a slightly higher, and still 

insignificant, relationship exists between security 

concern and age (Table XXII [: +.77). The security 

of the NASA technical managers: self-concept construc

tion is not significantly higher than that of the NASA non

technLcal managers ('I'able VII: z '" +65). 

Task Competencies 

'I'he term "compeLence" competency. whiie semantically 

cumbersome, is used by the researcher to be consistent with 

both the US(;! of the term by Larrerty to label of the 

defined lifestyles and the use of the term by the management 

theory used as a foundation to this study (Boyatzis 1982; 

Hall 1982). Testing between groups disclosed a marked dif

ference bel:ween the NASA technical managers and the Lafferty 

supervisors and mid-level managers. NASA technical managers 

are significantly more competency motivated than supervisors 
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(']'able X: z '" +2.93) and mid-level managers (Table X: 

z '" +3.84) in general. NASA technical managers also have a 

higher motivation to be competent than engineers (Table X: 

z = +1.32) hut a lower motivation to be cornp~tent than NASA 

non-technical managers (Table X: z = -.80). 

This high degree of com!?etence orientation in the NASA 

technical managers is not associated to any marked degree 

with age (Table XIX: + .12) or years in grade (1'able 

XXI: z '" +.99). Competency is associated to the greatest. 

yet not significanL. degree with tenure (Table XX: 

+1.82) and. to a lesser extent. management experience 

{Table XXII: z =' +1.39. "Years tenure" has a Rmall. yet- im

portant. inf luence on competency and that the longer the 

service in NASA by a technical manager, the greater the 

motivation to be competent. 

Lafferty believes that too much drive for competency 

indicates a preoccupation with perfection and may be a proxy 

disclosing the tendency by managers to disregard the impor-

tance of team activity in organization. A real issue 

emerging from an analysis of this lifestyle is whether high 

levels of competency orientation in NASA technical managers 

motivatate true organizational excellence and performance 

within the agency (and other R&D organizations). This 

issue will be discllssed further in the final Chapter of this 

dissertation. 
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Comparison between levels of task concern for NASA. 

technical and non-technical managers yields no significant 

difference (Table IX: z = .-.41). When the sum of the NASA 

technical managers task variables' totaled 

(76.06) ~ this total is similar to the totals of the NASA 

non-technical managers (77.62) and the Lafferty engineers 

(76.80). These three groups have greatel· task concern than 

the Lafferty supervisors (70.69), and certainly the Lafferty 

mid level managers '67.25). 

Task in NASA technical managers is associated 

least with years in grade (Table XXI; +.26). It is io-

fluenced to a greater degree by age ('rable XIX: 

z = +1.14' and management experience (Table XXII: 

z = +1.28'. But the greatest influence on task concern is 

demonstrated by tenure where increased years in Ni\SA employ-

rnent is associated, to a near significant level (Table XX: 

z = +1.85), with increased task concern scores. 

Lafferty bel ieves that an unusually high task is 

generally negative in its' effects (1980). While high 

scores are viewed as a general indication of a problem, 

decision makers must differentiate between the lifestyle 

with great benefit (i.e., achievement)S and those four with 

5Achievement orientation has been discussed in this 
Chapter under Satisfaction Competencies. Oppositional, 
power, and competitiveness are also task variables. While 
no hypotheses were constructed for these variables they were 
tested and some implications will be discussed in the final 
Chapter. 
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organizational disfunctions (i.e., oppositional. power. 

competitiveness, and competence). If task concern scores 

become unusually high, :<!anagement should examine the or

ganizational rewards for this thinking. 

People competencies 

'fhe NASA technical managers' affUiation lifestyle 

are found to be similar to the Lafferty engineers 

{Table XII: -.491. This affiliation orientation is 

lBB 

significantly greater in NASA t.cr.hnica.l manager!';, howev~!r. 

than that in supervisors (1'able XII: z = +4.14) and mid-

level managers (Table XII: +3.79). In contrast. the 

affiliation orientation is significantly less in NASA tech

nical managers than in the of NASA nontechnical managers 

self-concept (Table XII: -2.00). The benefits of the 

affiliation lifestyle, as stated by Lafferty (1980), 

contributing to NASA from both groups of managerial 

employees. 

Affiliation lifestyle scores are not related to 

management experience (Table XXII: z = +.04) or age (Table 

XIX: z = + .62). stronger influences are indica Led by as

sociations with tenure (Table XXIV: z = -1.55) and years in 

grade (Table XXI: + 1.25) . It appears that the 

years a respondent experiences as an employee of NASA, the 

less he/she has a strong motivation to affiliate. 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

189 

NASA technical managers are not significantly dif-

ferent from NASA non-technical managers in their people con-

(Table XIII: z '" -.52). However, the total sum of the 

five people var.iables for the five groups seems to vary 

widely. The highest people concern is from the r.afferty 

gineers (105), followed by the NASA non-technica1 managers 

(102.31). In the middle are the NASA technical managers 

(100.70). Considerable lower people concern scores are re-

corded by the Lafferty supervisors (9S.19) and mid-level 

managers (90.47). 

People concern in NASA technical managers is not si9-

nificantly associated with age (Table XIX: Z ::: +.551, tenure 

(Table XX: z '" -1.05), years in grade (Table XXI: z::: +87) 

or management experience (Table XXII: z::: +.20). The 

greatest influence on a technical man03gers' people 

is tenure, where an inverse relationship is noted, and this 

association is not strong. 

Lafferty believes unusually high people concern 

scores, like unusually high task concern scores, are 

generally negative in their influence. He believes that 

positive lifestyle orientations (i.e., helpfulness, affilia-

tion) contribute to organizations 6 , while negative lifestyle 

6Helpfulness and dependent orientations have been dis
cussed in previous subsections under their respective alter
native competencies: satisfaction and security. Approval 
and conventional lifestyles are also people variables. 
While no hypotheses t ... ere constructed for these variables 
they were tested and some implications will be discussed in 
the final Chapter. 
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orientations (i.e., approval, conventional, dependent.) havp 

disfunclional qualities which detract from managerial per

formance (competency). 

Self-Actual ize Competency 

The difference in the self-actual ize competency be

tween the NASA technical managers and the r.afferty super-

visors (Table XIII: +7.08) and Lafferty mid-level 

managers (Table XIII: z = +9.12) is very pronounced. EVen 

the insignificant relationship between the NASA technical 

managers and the Lafferty engineers (Table XI I I: z = +.68) 

should not detract from the importance of this finding. Nor 

should another striking findin9r that despite the high 

totalled by the Ni\SA technical managers the NASA 

technical managers scored even higher (Table XIII: 

-1.25) Lhan thei.r technical counterparts. 

Significant associations between the self-actualize 

variable and biographical variables do not exist. While the 

relationships between the self-actualize orientation and age 

(Table XXIII: z = +.84), tenure (Table XXIV: z = +.43) and 

management experience (Table XXVI: +.92) are quite low, 

even the strongest relationship between self-actualize and a 

biographical variable, that association with years-in-grade 

(Table XXV: z = +1.35), is not significant. 

Supervisors and managers in general reveal a strong 

self-actualize competency jntegrating the positive, satisfy-
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iog attributes of the task and people concerns held by these 

employees relative to the general popUlation (Appendix B: 

Figures 6 and 7). When compared with the general population 

(Appendix B: Figure 41, the self-actualize competency of 

the NASA managers is strikingly significant (z = +11.52). 

Yet it is not possible to find an overpowering relationship 

with any of the biographical variables. ~i'hatever self

actualize competency exists on the part of NASA technical 

managers. seems to be an artifact of the technica 1 profes

sions. Further, while the people competency. helpfulness, 

varies with management experience (Table XXII: z = +2.92), 

and the task competency, achievement, vary with management 

experience (Table XXII: z = +2.65), the self-actualize com

petency, theoretically an integration of task and people 

concerns, shows little strength in its relationship with 

management experience (Table XXII: z = +.92). The question 

arises as to whether the theoretical construction of the 

variable proposed by Lafferty (1980), and supported by naIl 

(1980), is measuring an integration of task and people con

cerns or measuring something different--like a unique dimen

sion of the self-concept construction. 

strain pro.files 

Significant strain profile differences between the 

rank order of the NASA technical managers and three groups 

of individuals reporting the three respective symptoms are 
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tested using Kendall's nonparametric coefficient of 

dance. To be "not significant" (.01). the F score for the 

comparison between the the rank ordered groups must meet or 

exceed +4.47. The results of the tests for hypotheses 

eleven, twelve and thirteen found that significant dif

ferences exist between the NASA technical managers' seJf

concept construction and the self-concepts of individuals 

experiencing depression (Table XVII: F = +.23), ulcers 

(Table XVIII: F = +.64) and high blood pressure (Table XIX: 

F = +.61). While individual managers may have profiles 

which resemble those of the groups experiencing these 

symptoms, the collective self-concept construction of NASA 

technical managers has little in common with the self

concept constructions common in these strain groups. 

SUMMARY OF SIGNIFICAN"f RESF,l\RCII FINDINGS 

The following list of important findings from this 

study is set forward by the researcher. 

1. NASA technical managers are significantly more 

helpfulness oriented in their self-concept com

petency than are the Lafferty supervisors and 

mid-level managers. 

2. The helpfulness competency in NASA technical 

managers is not significantly different from 

NASA non-technical managers or Lafferty 

gineers. 
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managers is significantly associated with the 

managers' years-in-grade and management ex

perience. 
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4. NASA technical managers are significantly more 

achievement oriented in their self-concept com

petency than are the Lafferty supervisors and 

mid-level managers. 

NASA technical managers are not significantly 

achievement oriented in their self-concept 

competency than are the NASA non-technical 

managers or Lafferty eng ineers. 

6. The achievement competency in NASA technical 

managers is significantly associated with the 

managers' age, years-jn-grade and management ex

perience. 

7. NASA non-technical managers are significantly 

satisfied overall than NASA technical 

8. 

managers. 

Overall satisfaction in NASA technical 

managers is significantly associated with the 

managers r years-in-grade and management ex

perience. 

9. NASA technical managers have a significantly 

lower dependence competency (higher score) than 

Lafferty mid-level managers. 
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10. NASA technical managet's do not have a sig

nificantly different dependence competency than 

NASA non-technical managers or Lafferty super

visors and engineers. 

11. The dependence cornpet~ency in NASA technical 

managers is not significantly associated with 

the managers' age, tenure, years-in-grade or 

management experience. 

12. The security concern of the NASA technical 

managers is not significantly different that 

that of the NASA non-technical managers. 

13. The "competence" competency of the NASA techni

cal managers is significantly higher than the 

Lafferty supervisors and mid-level managers. 

14. 'l'he "competency" competency of the NASA techni

cal managers is not significantly different from 

the NASA non-technical manager or Lafferty en

gineer. 

15. "Competence" competence is not significantly as

sociated with the NASA technical managers' age, 

tenure. years-in-grade or management experi ence. 

16. Task concern in NASA technical managers is not 

significantly different than the task concern of 

NASA non-technicaI managen'l. 

17. Task concern in NASA technical managers is not 

significantly associated with the managers' age, 
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tenure, years-in-grade or management experience. 

Task concern is associated to near significant 

levels with the managers' tenure. 

18 Affiliation competency is significantly lower in 

NASA technical managers than in NASA non

technical managers. 

19. Affiliation compet.ency is significant~ly higher 

in NASA technical managers than in the Lafferty 

supervisors and mid-level managers. 

20. Affiliation competency of NASA technical 

managers is not significantly different from 

Lafferty engineers. 

21. The NASA technical managers' affiliation com

petency is not significantly association with 

the managers' age, tenure, years-in-grade or 

management experience. 

22. The NASA technical managers I people concern is 

not significantly different from that of the 

NASA non-technical managers. 

23. The NASA technical managers I people concern iR 

not significantly associated with the managers I 

age, tenure, years-in-grade or management ex

perience. This people concern is inversely as

sociated with tenure. 

24. The NASA technical managers' self-actual ize 

competency is significantly higher than the 
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Lafferty supervisors and mid-level managers' 

self-actualize compet~ency. 

25. The NASA technical managers' self-actual ize com

petency is not significantly different from the 

NASA non-technical managers or Lafferty en-

gineer. 

26. 'l'he NASA technical managers' self-actualize com

petency is not significantly associated with the 

managers' age, tenure, grade or management ex-

perience. 

27. The NASA technical managers' sel i-concept 

profile is significantly different from the 

self-concept profile of individuals experiencing 

depression. 

28. The NASA technical managers' self-concept 

profile is significantly different from the 

self-concept profile of individual s experiencing 

ulcers. 

29. The NASA techni~al managers' self-concept 

profile is significantly different from the 

self-c:oncept profile of individuals experiencing 

high blood pressure. 
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CHAPTER VII 

CONCLUSION 

The final chapter is divided into three sections in 

order to summarize the research. The first section~ 

Specific Conclusions, describes the importance of the find

ings in relationship to defining the self concept competency 

of NASA technical (Research and Development) managers. The 

second section, General Conclusions, proposes some issues 

which seem important to an undE'rstanding of the ongoing 

process of adjustment and modification between the self and 

the management role of NASA technical (Research and Develop

ment) managers and, H & !) managers in general. The final 

section, Recommendations for Research. suggests where addi

tional study is needed to further the understanding of the 

self-concept competency of research and development 

managers. 

SPECIFIC CONCLUSIONS 

The researcher believes that the high satisfaction 

concern demonstrated by NASA managers, indicate the normal 

competency standard required for high performance in the 

agenl:y. Where sustained, concentrated application of 

management skills is applied over the time periods required 
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to complete R&D programs/projects, it is essential that 

the managers' invol vement be sustained by strong satisfac

tion concern. This does not mean that individual high per-

forming managers may not significantly lower than this 

standard, but it does indicate that high performing NASA 

managers as a group appear to have a relatively high satis

faction concern, when compared to the largest existing 

samples of supervisors and mid-level managers available. A 

lower score by a NASA technical manager might be an indica

tion of either past performance problems or a problem which 

is emerging. The competency, achievement, self

actualization, helpfulness and affiliative lifest,yle scores, 

which together combine to define satisfaction concern, were 

each significantly high in the managers' tested, when com

pared to Lafferty's supervisors and mid-level managers, but 

not significantly different from Lafferty's engineers in any 

of the satisfaction lifestyles. NASA technical specialists 

may possess self-concept characteristics very similar to 

Lafferty's engineers and retain these characteristics, 

after appointment to managerial roJ es. But if this is true, 

there still are data supporting the probability of changes 

to the substructure of the NASA technical managers I self

concepts (Chapter Five: Tables XXI and XXII). The seLf

concepts of NASA technical managers demonstrate a strong 

positive association between satisfaction and years-in-grade 

and management experience. 
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The high performing NASA managers appear to 

demonstrate normal overall security concerns, but the de

pendence lifestyle is significantly higher than in 

Lafferty's mid-level managers (Chapter Five: Table VII!). 

The researcher is left with two alternatives in interpreting 

dependence competency: eilher high performing R&D techni

cal managers in NASA are required to have a higher depend-

orientation in order to succeed manager or NASA 

high performing managers retain a self-concept characteris

tic, typical of technical specialists. which might require 

intervention in order to improve manageria 1, and thus or

ganizational, performance. Avoidance 1 ifestyle scores of 

NASA technical managers indicated a significantly low 

when compared to Lafferty' s supervisors and mid-level 

managers (Appendix D: Table XXIII). The oppositional life

style mean of the NASA technical managers was tested mar

ginally significant and high when compared with the Lafferty 

mid-level managers (Appendix 0: Table XXIII). As with the 

security concern scores of the NASA technical managers', the 

avoidance and oppositional lifestyle scores are not sig

nificantly related to any biographical variable (Tables 

XIX-XXI I). The NASA technical manager does not appear to be 

overly preoccupied in his self-concept with security 

cerns when compared to the general supervisors and 

managerial samples tested. 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

200 

The task concern mean does appear to be high in NASA 

technical managers when compared to Lafferty's supervisors 

and mid-level manager groups. It is not associated with any 

biographical variable in the testing. The power lifesl~yJe 

variable is significantly lower in NASA technical managers 

than in the Lafferty supervisors and mid-level managers and 

the competitive lifestyle fs significantly higher in NASA 

technical managers than in the same bw Lafferty samples. 

A power orientation does not appear valued in accomplishing 

tasks, but a high degree of competitiveness appears ap-

propriate to NASA technical managers. As with the depend-

lifestyle, the high means of the compet..iLive lifestyle 

also require the researcher to makp. a decision as to the or-

ganizational utility of the self-concept structure to It & D 

managers and their organizations. Either it is of 

value than indicated by Lafferty, or it is an area which 

quires intervention in order to improve organi zational ef-

ficiency. The achievement mean is, of course, high as pre-

viously stated, but the high "competence" mean presents an 

interpretation dilemma for the researcher. Again, there 

would appear to be two "perfectionist"~ competency inter-

pretaLions possible for NASA technical managers. Either il: 

is a requirement to have high perfectionism in order to 

manage research and development or it is an indication 

that the NASA manager is overly concerned with perfection. 

~The author prefers the perfectionism label for the 
competence lifestyle (Cooke, et al. 1985). 



Reproduced with permission of the copyright owner.  Further reproduction prohibited without permission.

201 

and it is an area that might war rent intervention. This 

high competence mean by NASA managers is not significantly 

associated with age, tenure, time-in-grade or management ex

perience. NASA technical managers are s'lighlly more task 

oriented in their self-concepts than were the supervisors 

and mid-level managers tested by Lafferty. 

People concern by NASA technical managers d~t":s appear 

slightly higher than in the Lafferty's supervisors and mid-

level managers I samples. The mean people score of the NASA 

technical managers is not significantly associated with any 

of the biographical variables. Approval and conventional 

lifestyle means are not significantly different from the 

Lafferty supervisors and mid-level managers (Appendix D: 

Table XXV). These two lifestyles are also not associated 

with any of the biographical variables. The high scores of 

the helpfulness and affiliative lifestyles by NASA technical 

managers have been previously mentioned and contribute to 

their high people concern. The NASA technical managers' 

norm reveals a higher people competency in their sel f-

concepts than do the general samples of supervisors and 

mid-level managers tested. 

While the NASA technical managers demonstrated no sig-

nificant association with any of the strain profiles there 

are two interesting characteristics of the NASA technical 

managers' profile. First, it was previously mentioned that 

NASA technical managers demonstrated both significantly high 
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helpfulness and significantly high oppositional lifestyles. 

Lafferty has suggested, in his videotape interpreting 1 ife

style results, that comparatively high scores on lifestyles 

opposing each other the circumplex might give an indica-

tion of a tendency for disfunctional thinking and even 

physiological symptoms. He believes that possessing two 

logically opposite ideas in one's self-concept (i.e., one 

must help others and one must stand in opposition to them) 

is incongruent and that there might be a strain resul ti09 

from this thinking pattern which resul ts in such a symptom 

as a migraine headache. Second, resea reh has found that the 

frequency of physiological symptoms was significantly 

sociated with only two lifestyles--competency and 

dependency--both significantly high j n NASA technical 

managers. While the present study did not collect iniorm.)

tion on NASA technical managers' physical symptoms, it is 

possible that frequency of symptoms might be actually be 

present and higher in NASA technical managers than in other 

groups of respondents or managers, or that under stress NASA 

managers might demonstrate a higher than normal frequency of 

strain symptoms. 

To summarize. high performing NASA managers 

demonstrated a high degree of helpfulness, affiliation. de-

pendence, oppositional, competitiveness, "competence," 

achievement and self-actualization lifestyles in their 

self-concept competency. They also demonstrated a low de-
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gree of avoidance. Overall, they are very satisfaction 

orientedo This satisfaction in their self-concepts may be 

directly, and significantly, associated with a managers' 

years-in-grade and experience. 

GENERAL CONCLUSIONS 

Management Competency 

The design of this research was not longitudinal hut 

rather 162 high performing NASA technical managers were each 

administered one test during their attendence at an agency 

management development program. The results of contrasting 

these test measurements with the measurements of the large~t 

samples of engineers, supervisors and mid-level mc:lnagers 

available, Lafferty's samples, suggests a strong similarity 

between the self-concepts of NASA technical managers and 

those of the technical group (Lafferty engineers) tested. 

The design of the research does not provide data on what the 

structure of their self-concepts were at an earlier time 

when they were specialists, but the similarity with 

Lafferty's engineers cannot be disregarded. Do R&D 

managers remain similar to R&D special ists in their self

concepts, even after appointment to management roles? This 

finding would seem to be in contrast to the finding of 

Bay ton and Chapman (1972) which suggests that a change of 

role results in a change of self-perception. 
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Tagiuri (1965) tested three groups of employees 

(research managers, scientists and executives) in 1965 and 

the results indicated that the relative contrast in self-

concepts of each of these groups of individuals in research 

groups might create problems for organizations. Scientists 

may perceive the research manager as an executive and execu-

tives may perceive the research manager a scientist. 

Tagiuri bel ieves that the research manager may be an adapter 

and tends to behave somewhat more as a scientist when with 

the scientists and somewhat more as an executive when with 

the executives. This research ~ould seem to support the 

idea that the R&D manager, in the case of NASA, is closer 

in self-concept to the scientist that to the Executive. 

Hall <l9BOb. pp. 217-218) in describing the dif-

ferences in competency between managers and specialistR 

st.ates: 

.•• Managing, at its core, is an issue of values. 
Our managerial practices are but reflections of 
our favorite assumptions about work and our no
tions about the best pathways to its attainment. 
Therefore, a change from one level of managerial 
co:,npetence to a greater level of competence may 
well involve a change in personal values as well. 

This data. while not measuring the self-concepts of 

NASA technical specialists or NASA executives raises ques-

tions such if the NASA technical managers' self-concept 

competency is similar to that of NASA technician. does it 

create problems in working with the NASA executive? How 

dif£erent are the NASA executives' (technical and otherwise) 
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self-concepts from the self-concepts of the NASA managers? 

If there is no real change of self-concept competency in the 

transition from technical specialist to manager, does it 

mean that there is a diminished organizaLional performance 

which resul ts? Perhaps in an R&D environment, it is im

portant for the immediate leadership to retain a strong 

identity with the technical function and values. But 

perhaps it is important in R&D work to have important dif

ferences between the self-concept competencies of 

special ists and managers. 

Self -actual ization 

Both Lafferty (1980) and Hall (1980a) believe that 

self-actualization increases as managers' synthesize the 

needed skills to integrate task and people conf licls in 

organization and internalize their success to the self. 

Garfield (1986) bel ieves that barriers to self-actualizing 

exist where models of management self-concepts and behavior 

do not exist to provide a manager with the cognitive struc

ture used in orienting his goal-directed motivation and be

havior. 

Resul ts from this research do not provide support for 

theorizing a significant change in self-actualization. as a 

result of a technical managers' experience or time-in-grade, 

where the manager increases his ability to reconcile task 

and people conflicts (Chapter Five: Tables XXI and XXII). 
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While associations between these biographical variables and 

self-actualization in managers was positive in the NASA 

technical managers tested, the relationship \'IIa5 not nearly 

as st rong as the associations between the experience of the 

NASA technical managers and achievement and helpfulness 

(Tables XXI and XXII), those lifestyles bracketing self

actualization on the circumplex (Chapter One: Figure 1). 

It ''''QuId appear that while the NASA technical managers 

significantly more self-actualized than two comparison 

groups tested (Lafferty's supervisors and mid-level 

managers), the high self-actualization is only slightly 

greater in groups of more experienced managers, then it is 

in less experienced groups of managers. 

There are three possible explanations for the lack of 

significant difference between more and less experienced 

groups of managers. The first explanation would be that 

NASA specialists receive enough modeling from their manage

ment in the accompl ishment of tasks integrating task and 

people concerns that they have a high expectation for suc

cess and self-actualization mo1.:ivation from the very ap

pointment to their role, which increases only slightly 

the duration of their career as their expectations are ful

filled. 

The second explanation is to be found in temperament 

theory. Keirsey and Bates (1984) submit that a self

actualizing theorist or researcher attempting to find mean-
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in9 in the thought and behavior of others is the most un-

likely person to understand the temperament of others with 

respect to self-actualization . 

•• • The search for meaning as a necessary 
pilgrimage for all people is advanced by the NF 
(Intuitive-Feeling Type) in their writings. Very 
often the other types ••• are troubled by the 
thought that they ought to be pursuing these 
values, even if. somehow, the search for meaning 
and integrity does not beckon to them. This 
reluctance of 88 percent of the wor Id to join the 
search for self-actualization is a great source 
of mystification to the NFs. 2 

IL is possible that many NASA technical managers--like 

the majority of the general population studied by t<iersey 

and Bates--are of a temperament which does not really have 

the self-concept structural potential to self-actualize. 

This temperament might be derived by heredity. early en-

vironment, or, most likely, by an interaction between both. 

The theories of Lafferty, Hall and Garfield may only apply 

to a minority of R&D managers who have a self-concept 

theory which will allow them to test such new hypotheses 

about their selves (See Definition of Self-Concept in Chap-

ter Two). 

The third possibility is that Garfield (1986) is cor-

rect in his concern that not enough powerful role models ex-

ist in organization to provide "concrete" examples of 

cessful thought and behavior and that this lirn1t.s the NASA 

2The "type" name for those individuals with self
actualization potential is inserted by the writer in parens. 
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time and significantly increasing his self-actualization. 

whatever the reason it is apparent that self

actualization management style is significantly strong in 
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NASA technical managers and they find intrinsic value of 

the work. regardless of a role change in their It 

is a distinctive part of the NASA self-concept competency 

that NASA technical managers score higher than the compara

tive groups of supervisors and managers in their self

actualization. This is directly opposed to what Boeyens and 

de Jager (1982) propose is ideal for R&D employees. 

RECOMMENDA'rIONS FOR RESEARCH 

As suggested in the previous two sections. Borne impor

tant' questions concerning the self-concept competency or. 

technical managers cannot be answered without a large. 

well-designed longitudinal study. A study is needed which 

addresses not only self-concept competencies. but other 

management competencies not addressed in previous research 

within technical organizations as well (Hall 1980b; Boyatzis 

1982) • Such extensive research should also be associated 

with models currently employed on the agency I s culture and 

management practices. such as that accomplished in NASA by 

. Warner Burke (1987) and on other groups of Aerospace 

managers (including NASA Kennedy Space Center managers) 

pleted by Kinlaw (1987). This research should conf=ider 
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other dimensions of self-concept competency not addressed in 

this research (Schutz 1977; Myers 1980i Nappe 1979; and 

others) potentially important to the management of interper

sonal conflict in technical organizations (nil] 1977). 

Research this scale should include data with actual 

performance evaluations to provide additional measures of 

associations between self-concepts and behavior. The inclu

sion of this information. and the direct interview of super

visors would give additional assurance that the structure of 

competency for NASA technical managers rested on an adequate 

research framework. 

Such a study of t~chnical organi zations should con

sider the self-concept competency of managers independently 

and in association with other competencies. It is believed 

that well-designed research would find that a managers' 

self-concept structure is not merely a threshold competency 

(Boyatzis 1982), but is a competency whose structure can 

statistically be associated with higher and lower levels of 

performance, as suggested by Lafferty (1980). 

Finally, of particular interest in further research on 

understanding the self-concept competency of R & () managers 

would be studies on the dependence, "competence" and com

petitive orientations of these managers. A more comprehen

sive way of measuring self-actual ization in the self-concept 

and measurements over a managers' experience could also 

provide useful data. studies taken to measure self-
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concept should undertake to measure as much of the self

concept structure as possible, over time, and to associate 

these measurements with as many biographical indicators 

possible and with as many other management competencies 

(behaviors) as practicable. The study of the self-concept 

competency of managers in other areas, well as in 

research organizations, should provide useful comparisons 

for scholars, consultants and practitioners. 

Advice communicated by Eiduson (1962) and Mahoney 

(1974) recemmending the empirical study of scientists. en

gineers and their managers should be grasped. The norm ex

cluding the incumbents of these imporlant roles from study 

can only perpetuate half-truths and idealized misconceptions 

of technical employees. Research into the self-concepts of 

men and women working in R&D activities, and communication 

of the results, can assist in avoiding self-deception in 

science and its applications, facilitate the skills of guid

ing urban organizations toward producti vi ty and assist in 

the satisfaction of those who contribute to those ends. 
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TABLE XXIII 

Significance Tests: NASA Technical Mgrs and respective samples. 
Rejection Region: Sig. '" .05; z)1.96; or z( -1.96 

AvUIDANCE LIFESTYLE 

~ ~ l'".ean 

NASA Technical Mgrs. 117 5.38 
NASA Non-teclmical Mgrs. 42 4.58 
Lafferty Engineers 52 6.10 
Lafferty SUpervisors 496 7.07 
Lafferty Mid-level Mgrs. 4500 6.55 

OPPOS:rrIONM. LIFESTYLE 

NASA Technical Mgrs. 117 
NASA Non-technical Mgrs. 42 
Lafferty Engineers 52 
lafferty SUpervisors 496 
Lafferty Mid-level Mgrs. 4500 

6.67 
6.44 
8.30 
6.90 
5.66 

S.D. 

5.14 
3.46 
5.90 
5.31 
6.22 

5.37 
4.55 
5.40 
5.23 
5.35 

Significance 

z = +1.13 
z ;= - .85 
z = -3.12 
z = -2.43 

Siqn:ificance 

z = + .27 
z = -1.81 
Z = - .41 
z = +1.98 
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Tl\BLE XXIV 

Significance Tests: NASA Technical Mgrs and respective sanples. 
Rejection Region: Sig. = .05; z>1.96; or z( -1.96 

~ !! 

NASA Technical Mgr •• 117 
NASA Non-technical Mgrs. 42 
lafferty Engineers 52 
Lafferty SUpervisoIs 496 
Lafferty Mid-level Mgrs. 4500 

~ n 
NASA Technical Mgrs. Ii) 
NASA Non-technical Mgr.. 42 
Lafferty 1lngU1eers 52 
Lafferty SUpervisors 496 
Lafferty Mid-level Mgrs. 4500 

.-n 

12.83 
13.19 
13.30 
11.16 
10.76 

.-n 
5.71 
5.90 
6.00 
6.90 
6.71 

S.D • 

5.77 
6.89 
5.90 
6.14 
6.94 

S.D • 
4.70 
4.55 
5.60 
5.23 
5.84 

Significance 

z = - .32 
z = - .53 
z = +3.88 
z = +5.91 

z = - .23 
z = - .33 
z = -2.36 
z = -2.22 
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TABLE XXV 

amER PEOPLE VARIABLES: TFSl'S 

Significance Tests: NASA Technical Mgrs and respective samples. 
Rejection Region: Sig.:: .05; z>1.96; or z< -1.96 

APPROVAL LIFESTILE 

~ !! Mean S.D .. Significance 

NASA Technical Mgrse 117 11.79 4.87 
NASA Non-technical Mgrs. 42 11.58 5.01 z :: + .23 
Lafferty Engineers 52 13.90 5.60 z :: -2.37 
Lafferty Supervisors 496 11.67 5.48 z :: + .35 
Lafferty Mid-level Mgrs. 4500 11.06 5.37 z :: +1.62 

CONVENTIONl\L LIFESTYLE 

~ !! Mean S.D. Significance 

NASA Technical Mgrs. 117 14.86 5.14 
NASA Non-technical Mgrs. 42 14.26 5.29 z :: + .63 
Lafferty Engineers 52 14.50 4.40 z = + .46 
Lafferty SUpervisors 496 15.10 5.68 z :: - .44 
Lafferty Mid-level Mgrs. 4500 14.11 6.22 z :: +1.56 
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