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INTRODUCTION

Recently there has been a areat deal of interest in oreganizational
survey research (Dunham & Smith, 1979; Taylor & Rowers, 1972). Schiller
(1979) nointed out that organizational surveys are usually
questionnaires filled out bv emnlovees to obtain information about their
current level of satisfaction with their jobs and the organization.
However, Hackman and Oldham (1975, 1976) used questionnaires to measure
“perceived job characteristics" for the purnose of redaesigning jobs, and
Litwin and Stringer (1968) used auestionnaires to assess "oraanizational
climate," which they hypothesized to have a sienificant influence on
emplovee motivation,  Thus, oraanizational survevs have been used to
ohtain information about a variéty of oraanizational variebles in

addition to iob satisfaction.

Most researchers claim that the results of organizational surveys
can bg used to ocuide manacers in the development 0of new proarams which
will lead to a variety of desirable outcomes for the nroanization, such
as 1imnroved emnliovee performance, improved satisfaction, reduced
turnover, and fewer carievances. For examnle, the results of a studv in
a midwestern bank showed an exnected direct cost savinas of $L7,664 from
a .5 standard deviation increase in iob satisfactien (Mirvis 2 Lawler,

1277). On the other hand, however, sound +theory and explicit

—
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definitions of the orcanizational variables which cause satisfaction,

motivation, and performance seem to be lackina,

Nne ourpose of this oroject was to explain that "emplovee
attitude" is a qeneric term relevant to the expressed or implied theory
and goals of most organizational surveys currently used 1in industrv.
That 1s, oraanizational surveys are usually used to find out how
emplovees think, feel, and expect to behave in respect to their jobs.
Job satisfaction, job motivation, and perceived joh charcteristics can
all bhe considered specific kinds of emplovee attitudes. Whenever
emplovees are aiven auestionnaires and are reaquested to nrovide other
+than factual dinformation, the auestionnaire is heine used <o obtain
information ahout their attitudes, The second purnose of this project
was to investinate by means of a thorouch review of the research
literature the nature of the numerous variables typicallv measured on
areanizational auestionnaires, and then +o develon a nlausihle cause and
effect model of oraanizational variahles and empnloveas' reactions to

them,

Refore continuing this discussion, however, [ will noint out some
of the reasons for the current heinhtened interest ir emplovee at*itudes

and oraanizational survevs,

Ongoina social and economic develonments have made emplovee

attitudes a topic of foremost concern 4o manacerent in the 199N,
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Yankelovich (1979) wrote about the chanaing expectations of "new breed
workers," for whom the old-fashioned carrot-and-stick approach to
motivation, money and success beinag the carrot-and threat of economic
insecurity the stick, no longer works as well as in the past. The
traditional work values and symbois of success no loncer fulfill their
needs for npsychological well-being, self-esteem, and individual
sel f-worth, They are 1looking for somethine mre and something
different. Yankelovich propnsed that perhaps no cuestion will dominate
+he workplace more in the 1980s than how to revamp incentives to make

them 3 hetter match for the work motivation of the new hreed,

An increasina demand for interestina and challenaina jobs and less
demand for "secure" johs s éharacteristic of new breed workers, Thev
are more concerned ahout nsychié rewards and less concerned about
financial security. They want recoanition for individual achievements,
less depersonalization, and more freedom and sav in what aoes on at the
worknlace. They want to believe that they are makino a centribution to

the "aood society."

For new hreed workers family 1ife and leisure time activities take
on more imnortance in comparison to work. A naid iInh s seen nnlv as
nroviding freedom and Jindependence and nossihlv the owportunitv to
explore one's own nersonal "lifestyle." Tn +the 'msycholooy of
entitlement" that dominates their thinkina a iob is not a orivilece hut
a riaht, In a sense thev are askina for full eninyrent as well as full

emnl ovrment.,



Parallelina the current changes in workers' expectations is a
heightened societal interest in the "aualitv-of-work-1ife," which
connotes neople's feelinas ahout work in ruch the same way as the
"nuality of 1ife" is used to descrihe one's reaction to 1ife in general
(Landy & Trumbo, 1979, n. 3R7), One auality-cf-vork-life issue is the
role work plays in the total framework of people's Jives, Since people
spend nearly 50% or more of their wakina hours at work, many social
advocates believe that it should contribute meaninqgfully in some way to
their lives., That is, work should he more than simply putting in eicht

hours a day and collectino a pavcheck.

Traditional aquality-of-work-1ife dissues regardina the nprhysical
reauirements of work are still of concern tocdav. Kerr (L977) noted that
workers are increasinaly reﬁectinnl"bad jobs" which reauire undesirahle
physical, routiﬁe, or dirtv work. However, he also noted that there are
nossibly no  inherentlv bad jobs, hut rather only the way npeonle are

+reated make them had.

For many orcanizations, aqualitv-of-work-1{fe means exnlorina the
nse nof opmnrtunitvy, recoanition, nparticipation, and  rewards fpr
emnloyees to optimize their invnlvement and contribution 0o wort (Kerr &
Rosow, 1979}, The noal is to net workers to accent orenanizational coals
as individual ones, 1in short, to derive 11ifa satisfaction from ioh
satisfaction. At  the same time, however, ortanizations have also

started to recoanize the nrohlems of occcunationazl stress armona those



necnle  who  become  excessively involved their work, These
auality-of-work-1ife issues add to the attention orcanizations must aive

to emplovee attitudes today.

Concerns about changing worker expectations and
quality-of-work-1ife are takinc nlace within the context cf a serious
decline in oroductivity in the United States. DNuring the last decade
the rate of increase 1in productivity has fallen cdramatically to 1.8
nercent per year from the 3.2 percent per year of the twenty year period
following Yorld War II (Kerr, 1972), Oraanizations have jncreased their
focusing on human factors in the productivity enuation to increase both
individual and oraanizational outnut throuch more effective use of human
resources (Xerr & DPosow, 1070}, Management has recomnized that
ermplovees contribute imnortant know-how and ingenmuity to increase
output, reduce waste, and maintain procduct quality. Emnlovee-manacement
cooneration 1is a necessity, which renuires extensive ingenuity and
attention to emplovees' attitudes. Thus, oraoanizations need to balarce
the quality-of-work-1ife motivations with their reguirerents for

efficiencv and productivity.

flark Xerr (1979) pointed out that the challenaces nf todav are
inherentlv no more difficult than those of the past, and nossihlv less
sn, and we are better eauipped with knowledre and institutional
structures to meet them. Havino met these challennes, the United States
will hayve the most nproductive and  satisfied workfnrce  since

industrializatinn hecan,
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A theoretical overview on the meanina of different kinds of
emnlovee attitudes is nresented 1in the next section. The following
section gcoes into an in-depth review of job satisfaction research,
includina the satisfaction-performance controversy. The next Ffour
sectioné on leadership, Jjob desiqn, climate, and svstems theory
renresent different wavs on "how to" create favorahle emplovee
attitudes. Then in the next section the results of a field studv are
nresented, The field study was a typical examnle of how the princinles
and concents of employee attitude surveys could be anplied in a
nractical situation. Finally, 1in the 1last section the theories and
results of the fijeld study are synthesized and seme aemneral conclusions

are drawn,



KEY CONCEPTS ABOUT WORK ATTITUDES

It is easy to speak alihly ahout “"worker attitude" as thouch it
were some uniform oOr agareaate property as worker age or take-home nav
(vatzell, 1979), Actuallyv, however, there are rmany different kinds of
work attitudes, 311 which hold different meaning for different
individuals. For example, some researchers consider iob attitudes as
synonymous with job satisfaction, to nthers work attitudes have more to
do with wort motivation. As should hecome ouite evident, 1in the past
there has bheen considerahle ambiquitv surroundina the meanine of
different kinds of work attitudes. Therefore, 11 will he helnful to
discuss some ocenerally accepted definitions of key attitudinal terms and

concents,

Attitude Theory

This section deals with a current theoretical rpersnective on
attitudes in neneral with specific examnles nf worv attitudes. It will
help nrovide denth for understandina the farmation, chance, and

sianificance of emniovees' attitudes toward their work.

An attitude vrepresents a nperson's coinlex set of heliefs,
feelinas, and hehavioral intentions with resnect to some ohiect, nerson,

issue, or event (Fishhein & Ajzen, 1975; DNunkam 2 Smith, 1079),
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Attitude objects can he very snecific, such as one's desk at work or
one's supervisor, or they can he very aeneral, such as a whole company
or organization. Recardless of the level of object specificity, every
attitude has three basic components: affective, coonitive, and conative
{or behavioral intention). It is 1important to distincuish among these

three different components.

The affective component refers to a person's feelings toward and
evaluation of the attitude object. Adjectives like aood-bad,
1ike9xahdaan, and others with similar positive or nenative evaluative
connotations describe one's affective orientation. The affective

comnonent is the feelina nart of an attitude.

The coanitive component denotes one's knowledee, oninions,
heliefs, and thouahts about the attitude ohject. It ds important to
note that the cognitive element is based on npercevtual reality, which
does not necessarily reflect obiective realitv. Throuah nerceptual
nrocesses, nenple have a tendency to distort new information to make it
consistent with or "fit" with what thev already helieve. This tendency

makes attitudes verv resistant to change and somefimes hard to explain,

The conative commonent refers to one's hehavinral intentions and
actions with resnect to the nresence of the attitiude object. Roth the
coanitive and affective componen*s influence the bhehavioral comnonent.

For example, vou are likelv *o 1interact socially with someone vou like
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hut not with someone vou dislike. Cne very simple hahavioral intention

is apnroach or avoidance.

Thus, attitudes are made up of affect (feelings, evaluations),
cognition (heliefs, thoughts), and conation (hehavioral intentions).
‘that various tvpes of attitudes have in common is that thev are covert
mental representations, they have an evaluative or emational asnect, and
thev are assumed to 1influence behavior. Revond  these general
characteristics, it is possihle to distinouish awone several different

¥inds of work attitudes.

Kinds gf_Work Attitudes

Katzell (1979) identified three mainr classes of work attitudes,
which are somewhat hut not completelv separable from one another.  They
nertained to (1) how important a rerson's work is to him or her, called
"job involverent"; (2) what 3 person wants, neerds, or expects from a

ioh, termed 'work values"; and (3) how stronaly a merson likes or

dislikes a Jjob, called "joh satisfaction." Imn arddition, iob
motivation” and "morale" are two other important Vinds of work attitudes
which are distinauishable from the other three. FEach of these kinds of

work attitudes is discussed in detail below.
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Work Values
A work value 1is what a person consciously or subconsciously
desires, wants, or seeks to attain from a job. Values have two
attributes: content or what is valued or wanted; and intensitv or how
much it is wanted or valued (Locke, 1976). Cood pay, benefits, and a

chance to learn new skills are a few thinas most people value in a job.

Work wvalues are important hecause they represent sources of
emplovee satisfaction and motivation. Managers need to keep abreast of
current work values so that the money +*hey spend is spent on proorams
and benefits that are conaruent with workers' wants and desires, As
alreadv noted, new hreed workers tend to value nsychic rewards more than
nlder workers who seemed to focus more intently on the financial rewards
of work, Thus, at least <for .new breed workers, dntarestina and
meaninaful work could possihlv stimulate as much™ or more satisfaction

than nonetary navnffs,

York values are aenerallv mejsured in terms of "how imnortant”
various aspects of jobs are to workers, For examele, “onan {1070)
reauester ermlovees *to rate how important (8 diffarent ssnects in their

work situation were tolthem, 7 beina  "verv dimportant” and 1 heina "not
important.” Tvpe of work one does, co-workers' morale and cooneration,
corpany reputation, npromotion fairness, npay and benefits, and workina
conditions were viewed by most emnlovee arouns as "wery important."
Company nublications, recreation rnroararms, ard the manacerent club were

viewed as "not imnortant” bv most emplovees,
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The results also indicated slight differences across emnloyee
aroups, similar to differences found hv other researchers (e.g.,
Hoppock, 1935; Katzell, 1279),  For the hourly (bluecollar) workers ,
financial considerations headed their 1list, <comnared to salaried
employees who rated pay sixth and managerial employees who did not even
rate nay in the top ten most important asnmects. Tynically, interestinn
work and a chance to develon new skills are rated nnst important hy
white-collar workers, whereas economic considerations are are rated most
important by hlue-collar workers. These differences in work values also

tended to parallel differences in educational level.

These results sucaested that the meore education and skills peopnle
have the more interestino and challenainag their work will have-to be in
order to satisfy them. Peonle nrohably will not be satisfied doing
tasks which reouire considerahly less skill than they nossess,
Furthermore, if a jiob does not meet emnlovees' exnectations and values,
they will ook for other alternatives and eventually find another ioh

alsewhere (Mobley, 1077),

It is irmportant to note that emnloyees' values mav chanae as a

»

result of their exneriences on the ioh. For examnle, in Ponan's study,
the aspects nresented on the importance auestionnaire represented work
niceties and henefits, but when the emplnovees were given the npportunity

to write-in what was on their minds, theyv mentioned thinos 1ike those

shown in Table 1, Thus, while reople miaght henin a inh exnectina acod



12
nav and henefits, etc., manacement intearity, oersonnel practices, and
other factors mav hecnme more salient to them as a result of experience
on the job, Thus,a persons' work values are the result of hoth what
they desire and what is available in the work situation. PResearchers
should use in-depth interviews and careful observations to identify
important worker values other than the ones 1listed on standardized

nuestionnaires.

Ancther way to consider worker values 1is in terms of oceneral
personality characteristics or traits of dindividuals rather than in
terms of specific thinas thev want from work. For examnle, npeonle
differ in the extent to which they helieve in the the Protestant llore
E+thic (see Tahle 2). Acdherence to the Protestant liort Ethic in a wav
conld he considered something that a person expects at work, 0One who

adheres stronaly to it would probably desire and expect the ornortunity

to work hard and to do aond work. They micht alsn exnect others to do
the same. Other similar opersonality characteristics (values) which

miaht influence peoples' work hehavior are aceneral asmiration level and

need for achievement (Litwin & S*ringer, 1068).

In summary, values are what neople want, desire, or need, and even
thouah peonle might have a fairlv cood idea of what their work values
Are when thev start a job, those values are likely *o chanoe 3s a result
of exrerience in the actual joh situation. Furthermnre, values differ

with one's socio-economic status. I[f a Job is dincomnatible with



TARLE 1

Cateaories of Employees' Vritten-In Corments

28.5% Management: intearity, talent utilization, communications,
union-manacement. relations, effectiveness, responsi-

hility-authority balance, contract enaineeers.

25.6% Personnel nolicy and practices: aeneral inenuities,
promotion onportunities and fairness, adherence to
rules, performance evaluation, overtime, trainina
and education, transfers or shift changes,

racial discrimination, and layoff nnlicies.
18.7% Tanaible rewards: pay, benefits and services.

14.9% Uork environment: housekeening, work conditions, plant
security, safety, suopport operations, interdepartment
cooperation, job security, recoanition for ¢ood work,

environmental ly derived status.
3.0% Joh itself: intrinsic job satisfaction, paper work involved,

9.,2% Miscellaneous comments: neneral satisfaction, oninion survev.

Source: Ronan (1970a, p. 197).



TABLE 2

Protestant Yark Ethic Scale

1. When the workday is finished, a person should foraet

his job and enjoy himself.
2. Hard work makes a man a hetter person.

3. The principal purpose of a man's joh is to provide him

with a means for enjoyina his free time.
4, Yasting time is as bad as wastina moneyv.

5. Whenever possihle a person should relax and accept life

as it is.

f. A good indication of a man's worth is how well he does

his job.

7. If all other things (nav, hours, benefits, etc.) are
eaual, it is hetter to have a job with a 1nt of

responsibility rather than one with 1ittle responsihility.

. Peonle who "do thinas the easy wav" are the smart nnes.

Items are rated on a six point scale from "disanree comnletelv” to
"aaree completely", Items 2, &, 6, 7 form the "Protestant Cthic"
scale, and items 1, 3, 5, R form the "non-Protestant Cthic" scale.
Source: Motowidlo et al., 1275, n., 101,
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workers' wvalues, they will 1look for alternatives and if anv are
available they will leave. Manacement needs tn use dingenuity to
identify kev worker values and to develop ways to meet those values at
the workplace. Values are also important because they form the basis

for other work attitudes, narticularlv satisfaction and motivation.

Job Satisfaction

Job satisfaction is probably the most freauently mentioned kind of
job attitude. The term job satisfaction is often used as a generic tem
for all types of job attiudes; however, this usace is entirely improner
and misleadina. Actually, tre concept inh satisfaction, as formally
defined, refers to a specific tvpe of job attiturde with rather narrow
breadth.

Joh satisfaction 1is "a pleasurable or nositive emoticnal state
resultina from the anpraisal of one's Jjob or joh exneriences" (Locke,
1076, n. 1200), Mumerous other researchers (Athanasiou, 1069; Korman,
Greenhaus, & Radin 1277; Motowidlo, Dowell, Honn, "oarman, Johnson, 2
Dunnette,1976; Vroom, 19A64) also aareed that satisfaction refers to an
affective emotional orientation toward one's iob or job exneriences.
Nyite simnly, one could describe ioh satisfactinn 25 the extent to which
a neople 1li¥e or dislike their iohs. Peonle are satisfied if thev
express happiness or fulfillment when they talk about their iobs; they
are dissatisfied if thev exnress feelinns of unbarniness aor frustration
(Motowidlo et al., 1976)., In terms o€ attitude tkaory, ioh satisfaction
({

refers nrimarily to the affective {feelina) comnonent.
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Values are important to satisfaction, hecause neople are satisfied

when they have obtained desired rewards, and when treir needs and values
have been satisfied. They are relatively more satisfied with a aiven
outcome if it matches or exceeds in desirability what they expected to
obtain according to their orior exneriences or frame of reference
(Motowidlo et al., 1976). That is, they are satisfied when a job meets

or is conqgruent with their imnortant values.

A areat deal of research has been done on Jiob satisfaction, and
controversy and amhiaquity surround it. Therefore, a whnle chanter is
devoted to the review of this important research area later on. For
now, it is important to note that job satisfaction is just one kind of
job attitude, which essentially refers to how much veonle like or

dislike their ijobs.

tlork Motivation

It is nproverbial wisdom that job performance is a function of
ability times motivation {Landy & Trumho, 1080, n, 258), Nnce emplovees
are trained for a iob and are aqiven the onnortunity to practice it,
théir nroficiency to do the job reaches an asvmptotic preak. Peyond this
noint, further improvements or decrements in performance are duye mostly
fo variations in effort or motivation. In other words, "given that a
neonle have the ability to do something, whethey nor rot thev do it and
how vicorously and persistentlv thev do it denend on their motivation"

(Motowidlo et al., 197F, n.4),



Litwin and Strincer (1968) explained that

In business, motivational lanquage is used to describe the
behavior and productivity of emniovees and managers. The term
'motivation' is often used as a svnonym for productivity or as
a description of the eneraetic hehavior desired bv manacement.
People are 'motivated™ it they are doind or exceedind what 1s
expected of them (pn. 7).

Thus, we usually dinfer one's level of motivation <from one's hehavior.
In terms of attitude theory, motivation refers onrimarily to the the

hehavioral component.

Motivation s an attitude because it represents a conscious
decisinn on the part of the ernloyee. It is the extent to which a
nersan s willina to work, to exnend effort toward meeting work
ohiectives. In terms of expectancy-value theory (Vroom, 10f4), neople
are motivated to perform acts which they expect %o result in desired
nutcomes. For example, if a persoﬁ values rromotions and gettina ahead,
and heljeves that doing aood werk and beina productive is the way to qet
ahead, then he or she will he motivated to do cood work, Thus, the
relationship bheftween work values and motivation is obvinus, people seek
out and trv (are motivated) to ohtain the thinaos thev value or desire.

Peonle are satisfied when thev actually obtain the thinns they value.

In terms of eauity theory (see Motowidlo et al., 1276), neople are
notivated to reduce feelinas of discomfort or inequity which result when
thev perceive their ratio of innuts to outputs as different from that of
a referent other. If rewards l(e.q., pay, recoanition) are distributed

unfairly, peonle will he motivated to reduce the inenuity throuch some
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means, perhaps hv decreasina outnut. Practically speakinag, then,
managers should distrihute rewards for anod work fairly, according to
the knowledqe, skills, ahilities, and effort peonle contribute to their

jobs.

As alreadv noted, one way to measure motivation is hv observation
nf performance on the job. For when ohservations are not feasible or
when another measure is desired, Patchen (1965) developed a brief four
item auestionnaire to measure work motivation (see Table 3), Tre
nuestionnaire is used to measure motivation from a neneral standpoint,
usually shown by ageneral devotion of enerav %o joh tasks. Patchen noted

that question one, "clock watchina," is a acod measure of job alienation
or the opposite of ‘devotina eneray to work., The other cuestions for the
most nart are self-renort measures ‘0of behaviors which are indicative of
motivation.

For some anplications Patchen's oauestionnaire mnight be rather
transoarent and susceptihle to a sncial desirabiltv resnonse hias, i.e.,
emnlovees minht have a tendencv to respond in a way tn amive them a kiah
motivation score in nrcder to nlease their hoss. Thusg, for some research
nurnoses, a more sonhisticated rmeasure of mptivatien, such as one hased

on the exnectancv-value theerv (see Ivancevich, Szilaovi, 2 “allace,

1877, n. 37) will he neecded,



TARLE 3

Joh Motivation Index

1. On most days on your job, how often does time seem to
Araa for vou?

(1)  About half the day or more
(2)" About one-third of the dav
(3)" About one-auarter of the dav
{4)" About one-eighth of the day
(5)__Time never seems to drag

2. Some people are completely involved in their job- they
are absorbed in it night and day. For other people, their joh
is simply one of several interests. How involved dn you feel
in your joh?

(1) Very little involved: my other interests are more
T ahsorbing

{(2) Slightly involved

(3)7 Moderately involved; my ioh and my other interests
T are equally absorhina to me

(4)  Strongly involved

(8)" Verv stronaly involved; my work is the most
T absorhina interest in my life

3. How often do vou do some extra work for vour job which
isn't really reauired of you?

{58) Almnst every day

(A1) Several *times a week

(3)" Ahout once a week

(2)" Dnce every few weeks

(1) About once a month or less

4, Uould you sav you work harder, less hard, or about +the same
as other peonle doina vour tvpe of work at {name nf ornanization)?

(8) Much harder than most others

()7 A little harder than most others

(3)7 About the same as most others

{(2)7 A 1ittle less hard than most others

(1) Much less hard than most others
Three separate scales have heen used: 1+2, 2+4  or 1+72+244,
Source: Patchen (1965, p. 27),
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In summarv, motivation 1is an attitude because it is directly
related to one's values and it is a conscious decision about the amount
of effort to put 1into one's work. Job motivation is also directly
linked to Jjob performance and productivity, and so it is of utmost
imnortance to management. The important qoal for management is *to keep
emplovees motivated toward the achievement of orcanizational anals and
ohiectives. They can do that by keepina track of dmportant empnloyee
values and tryina to nrovide work incentives to match those values in a
fair and eauitable manner. Motivation is measurable with aquestionnaires

or through observation of on the job behavior,

Job Involvement

Job involvement pertains to how important work 1is to a3 nerson.
Lohdal and Keiner (1365) +ried to ﬁeve1on an instrument 4o measure "the
dearee to which a person's work affects his self-esteem,” that is "the
dearee to which a person is identified psvcholonqically with his work, or
the importance of work in his total self-imaae" (n, 24)., This notion of
Job involvement comes conceptually close to work motivatien in a qenera!
sense; not specific motivation to nerform the corponent fasks of ore's
job, bhut the motivation to nerform one's ioh when broadly conceived as

an intecral nart of one's 1ife (Motowidlo et al., 1274, n, B8R},

Perhans the most fundamental attitude toward work is whether a
nerson wants to work at all. On one side, are nemnle who view work as

an evil necessitv that interferes with other dinterss*s and activities.
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Alternativelv, for "workaholics," work is evervthina, and it can easily
aet out of hand, occupyina inordinate amounts of time, often to the
detriment of those around such individuals and eventually to the
individuals themselves (Landy & Trumbo, 1920). Thus, there is a need to

find the proper balance hetween under and over joh involvement.

Katzell {1079)  pointed out, traditionally, in findustrialized
societies, a person's work role has been nerceived as central to his or
her entire persona - who the person is has been defined pretty much by
what he or she does for a livine. However, in the near future, one of
the key nrohlems confronting our civilization will he how *o reconcile
the social and psycholoqical reaquirements of working with its lessenina
economic necessity. Thus, to some extent job involvewent is a social

issue as well as an orcanizational "issue.

The short form of the job involvement scale, shown in Tahle 4,
helns to illustrate the meanina of the concent. As one can see, it
refers to how important work is to a person in commarison to to other
asrects of the nerson's life. As was noted, Jiob irvelvemant might he
Tower amona new hreed workers, since thev tend to ermbasize their own
nersenal lifestvles awav from work, The joh involuvement scale couYH
also he useﬁ to see how well manacers are doina at bYeening their
subordinates involved in their work, NTne miaht expect work that reets
workers' dimnortant needs and values also would result +in high Jjoh

involvement.
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TABLE 4

Short-Form Joh Involvement Scalsz

1. The maior satisfaction in my 1ife comes from my Job.

2. The most important things that hanpen to me involve mv work.
3. I'm really a perfectionist ahout my work,

4, 1 live eat and hreath my iob.

5. I am very much personaliy involved in my work.

6. Most thinas inmy 1ife are more important than my work,

Items are scored on a 2-point scale, "stronagly aaree” to "stronoly
disaaree." Source: Motowidlo et al., 197A, p. 98],



Morale
Motowidlo et al. (1976) noted that a creat deal of terminolonical
confusion enshrouds "morale," at least among psychologists, For some
morale means essentially the same thina as joh satisfaction. However,
based on the comhined writinas of psvchologists and military authors,
Motowidlo summarized the meanina of morale as follaws:
A high morale aroun is cohesive with hich levels of espirit de
corps and unit pride, It has a clearly defined goal tn which
its members are totally committed. They persist tenaciously,
undaunted in the face of even the areatest advarsity. They
sense that they are advancina toward their o0oals and are
honeful of reaching them, They clina to ideals like
natriotism, bhonor, and lovalty which are bound un somehow in
the orour's geal. The qroup members are cheerful even in the
most trvina conditions which they shrua off with satiric
laughter. They are contented, free from worries or doubts,
nerform bravely, and are contemntuous of danger, Disciplired

and self-confident, thev willinoly sacrifice thamselves for
the welfare of the aroun (p. 48).

Althouah this definition of of morale sounds somewhat Tike an eath
for indoctrinating marine cadets, it does have aspects which would be
desirahle amona an ornanization's wor¥ force. It also shows that the
concept of morale has considerahly more meaning than simply another way
to sav iob satisfaction. 'orale seems *to bhe a veryr comnlex concent
which consists of at least three different facets: notivation (aoals,
determination, nersistence, tenacity, nroaress)y, satisfaction
(cheerfulness, contentment, freedom from worrv, satisfaction of nhvsical
needs for food, water, rest, eatc.), and arnup cohesiveness (solidarity,
cooneration, self-sacrifice far the aroun, esnirit - Ae  corns,

*raditions).
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Yorale, oper se, hecause of i+ts complexity, would he difficult

study in a research project, but it could be studied in its component
parts. As for identifving level of morale, followino a round tahle
discussion, Xurt Lewin, Rensis Likert, and other noteables said "Good
morale is shown by stamina with which neonle stand up under nunishment
and by the energy with which they strive %o realize their ideals. Poor
morale is evidenced by those who can't take it and who bhecome easily

discouraged and disillusioned" (see Motowidlo et al., 1978, n. 50).

1t seems evident that an organization or a work unit with cood
morale would have a areat desire to achieve and maintain hich quality
and auantity performance. Perhaps high morale renresents the ultimate

in favorable work attitudes,.

Summary

In surmmary, attitudes are complex mental vrenresentations of
thouahts, feelings, and action tendencies with respect to some ohject,
in this case, aenerally, work., There are numerous different kinds of
work attitudes all which have slinhtly different implications for
nroductivity and auality-of-work-11fe, It is wuseful *o keen these
different Yinds of iob attitudes meaninefully distinct and separate
hecause of *their different implications. Howewver, all kinds of inb
attitudes are related in trat they all have affective, coanitive, and
hehavioral comnonents. A survey will have different emphases or values,

satisfaction, or motivation denendinc on its purposes.
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The various kinds of job attitudes have heen the focus nf numerous
research nroiects at both the orcanizational and sncietal level, The
research usually pertained the determinants and consequences of the
different kinds of attitudes. For most organizations *he goal has heen
to create hich merale, hich motivation, hioh satisfaction, and hiak job
involvement, bhecause they lead to high productivity and a satisfied and
stahle workforce. At the societal level the aim has heen 10 find the
optimal balance amonc  the different kinds of inb attitudes which leads
to the optimal oaqualitv-o€ work-1ife, ‘Mow that the di€ferent kinds of
work attitudes have heen defined, the followine chapters focus on a more
in den*h analysis intn the nature and particularly the deterrinants of

ioh attitudes, especially ich satisfaction and motivation,



JOB SATISFACTION RESEARCH

Perhans no other area of research 1in industrial organizational
psvcholoay received as rmuch attention and dinterest from the 1930s
throuah the mid 1970s as the nature and causes of Joh satisfaction.
Locke (1976) estimated that by 1976 there were over 2,350 articles or

dissertations on the tonic,

In reviewina the literature on job satisfaction (Athanasiou, 1969;
Herzbera, 1968; Kimmel, 1969; Korman, Greenhaus, & Radin, 1277; Mirvis %
Lawler, 1977; Schwah & Cumminas, 197N; Wernimont, Toren, & Xapel, 1970},
one thina seemed perfectlv clear, Jjob satisfaction has heen used as a
catchall concent for all different kinds of job attitures. Seldom was
an adenuate distinction made amona jobh satisfactien and other tyres of
job attitudes such as motivation or morale. Any studv with reference to
job attitudes of any sort was automatically cateaorized as a study on
job satisfaction. In this section some of +the maicr studies and
theorias which 1led un to the ambiauitvy surroundino the meanina of iob
satisfaction are reviewerd, and thep a clearer and mare lorical anoroach

+o0 joh satisfaction research is nronosed.
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The Satisfaction-Performance Controversy

Py far, the mnst research and theoretical interest in Jjob
satisfaction has been 1in the hvpothesized connections hetween 3iob
satisfaction and job performance (Schwah & Cummings, 1970); One
well-known and freauentlv discredited hypothesis is that iob

satisfaction leads to or causes job performance, or in other words, "a
happy worker is a bproductive worker." This hvnothesis bkas a Tono
history with roots as far bhack as the Hawthorne studies, which took

nlace hetween 1927 and 1932 in the Yestern Electric nlant in Chicaao.

The Hawthorne Studies

In a series of studies at the Hawthorne plant, Mayo and his
associates adopted the experimental methodolooy used by  their
nredecessors, Taylor and Gilhreth, ' the efficiency engineers. That is,
thev measured workers' output, manipulated some aspect of their working
situation, such as lichting, temmerature, or noise TJevel, and then

measurerd output again to see if it had increased.(1)

In a classic studv, the experimenters only nretended to chanae the
illumination bv replacina 1iqhtrhu1bs with other 1ight bulbs of the same
intensity, but the workers exnressed nleasure with the "increased
illumination"” and continued to increase their output. The experimenters
then refined their experiments and hecan to  Focus on npossihle
confoundina variables such as fatinue., They intraduced work breaks, a

(1) The material for this section was acanted from Ximmel (19A60) and
Landy and Trumbho (1920, n., 392),
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shorter workday, and a shorter workweel,. The researchers were startled
tn find that almost anv manipulation that thev undertook with a group of
female assemblv line workers vresulted 1in heichtened productivity.
Although this interpretation has been severely criticized, after talkinn
with the workers !layo came *n the conclusion that the primary factor
influencing the results was the "attitudes"” of the participants in the

experiment toward each other and toward the exneriment itself.

Human Relations Movement (1940-1960)

The Hawthorne studies g¢ave birth to the human relations moverment
(Rass & Rarrett, 1981, p.57). Schwadb and Cummings (1970) explained,
human relations might be described as an attemp* to increase
nroductivity by satisfyina the needs of emnlovees. Farly human
relationists veiwed the morale-nrodiuctivity relationshin aquite simply:

hicher morale would lead to improved productivity.(?2)

“immel (1969) nointed out that by the middle and 1late 1950s the
study of job _attitudes and their effects on performance had hecome the

the dominant concern of the human relations experts. The passion of the

(2) During the human relations period was when researchers firs* started
to nealect the Adistinctions hetween Aifferent Utinds of work
attitudes. Particularly, morale and iob attitudes in aeneral were
simply considered as svnonvms for joh satisfaction. The vreader
should recognize this as idincorrect and misleading. However,
throughout the remainder of this section the concents are used
interchanneahblv as they were in most writinas at that time and even
sti11 are used sometimes *tndav. This should demonstrate some of the
nrohlams and arhiauity which were created.

The reader interested in a more in denth discussion of bhuman
relations theory should see Maier (10R2), "“Princinles of Human
Pelations.”
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day was to prove that iob satisfaction did improve productivity. The
management consultants, or human relations experts as thev were called,
were determined to solve all of their employers' problems by increasina
workers' Jjob satisfaction. Few and far hetween were studies which
suqaested morale, hanpiness or job satisfaction were worthy ends in and

of themselves,

Three extensive 1literature reviews (Rrayfield & Crocket, 1955;
Herzbera, Mausner, Peterson, & Canwell, 1957; VYroom, 1864) indicated the
failure of the research that attempted to show that job satisfaction
caused joh performance. For example, Vroom summarized data from 20
studies in which one or more measures of Jjob satisfaction were
correlated with one or more criteria of performance. For all  the
studies, the median correlation hetween satisfaction and nerformance was
.14 with a rance of -.31 to +.86, He concluded that there was no simple
relationship between satisfaction and nperformance. Furthermaore, he
s*ated that the extent to which a worker is satisfied with his work and
the extent to which he is motivated +*o perform in it can be defined

independently of one another hoth conceptually and operationallv.

Herzhera et al. (1657} listed over 1000 references, and examined
ioh attitude studies under various hreadings of inh rAissatisfaction,
affects of iob attitudes, supervision of Jjob attitudes, vocationa)
selection and iob at*titudes, and mental health 1in industry. The

nroblems associated with inexnlicit definitions of various kinds of iob
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attitudes were evident in this review. They concluded after a thorouch
review that positive job attitudes are a tremendous asset to industry
hecause of the uneauivocal evidence of the relation of attitudes to
turnover and absenteeism. However, they did not claim that Jjob
attitudes as thev had heen measured showed anv consistent relationship

to on the job performance.

The most significant aspect of these reviews was that trevy hecan
to cast douht on the before unquestioned notion of the human relations
movement, that job satisfactinn necessarily caused high job performance.
They also recoanized the critical 1importance of explicitly definina the
meanina of Adifferent attitudinal concepts in Ffuture research, The
nurerous concenptions and different wmeasuring devices used made the
nrevious studies very difficult to'compare. Furthermore, thevy surfaced
several methadoloaical issues, such as the reliability of the attitude
and the performance measures, which had heen seldom auestioned, and the
use of indivicdual versus Aroun average scores in analvses. VYroom also
cautioned that most studies were correlational and reminded researchers
that correlation does not 1imply cause and effect. In short, these
reviews changed the direction of future Job attitude studies. Thev
hrogcht un critical issues and nromoted the need for more complex and

sonphisticated theorizina and research on iobh attitucdes.

It appears as t*thouch Herzhera's Two-Factor Theorv was oricinally

nroposed as an  answer to the call for theories to take accnunt of the
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more complex relationships between job attitudes and job performance.
However, as Schwah and Cummings (1970) stated, it was only a slichtly
more sorhisticated version of the satisfaction causes performance

hypothesis.

Herzberg's Motivation-Hygiene Theory

The motivation-hvgiene (or two-factor)  theory of Jjoh attitudes
(Herzherg, Mausner, # Snyderman, 1959; Herzhera, 1968) explains joh
satisfaction and thus (indirectly) motivation of people to work. In a
study with 200 enaineers and consultants Herzbera had emplovees respond
to the following statements:

a) "NDescribe, in detail, a job exnerience that made vou feel

exceptionally ocood about vour joh," and

h) "Describe, in detail, a ﬁoh experience that made you feel

excentionallv bad about vour job,"

On the hasis of the resnonses collected using this nrocedure, Herzhero
reached the following +wo conclusions:

1. There were some conditions of the joh which onerated prirmarilv to
dissatisfy emplovees when thev were not nresent. However, the
prasence of these conditions did not necessarily motivate
emplavees to contribute extra effort, Herzhern called these
conditions "maintenance" or "hyaiene" factors, since thev wara
necessary tn maintain a level of at least no dissatisfaction,

The dissatisfaction-avoidance or hvaiene Factors and  their

explanations were:
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a) Companv nolicy and administration - adeaquacyv of companv

organization and management, lines o©f communication,
accountability, and authority;

b) Supervision - competency or technical ahility, willinaness to
teach or deleqgate responsibility, fairness, knowledae of jobh,
etc.;

c) Internersonal relations (with superiors, with subordinates,

with peers) - refers to explicit interaction between emnlovee
and someone else. "Sociontechnical" interactions involve those
in nerformance of the job, and "social" interactions involve
cnffee hreaks, lunch, recreation;

d) Salarv - wages, increases, or unmet expectations;

e) Personal 1ife - job factors that affect nersonal life, so long

as they influence the way'a person feels about the jeb, e.a.
relacation to an area where the nerson was unhanov;
£) Status - indications of s*atus per se, e.n,, carneted office,
company car, access to "special" dinine area; and
a) Securitv - nhjective sians of securitv, e.a., fenure, compnany
stability,
There were other joh conditions which, 1f nresent, onperated to
build high levels of jnoh satisfaction and motivation. Fowever,
if these conditions were not present, thevy did not nrove hichly
dissatisfvina., These factors, which Herzbera called motivators

were:
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a) Achievement - npersonal satisfaction of completing a iob,
solving a problem, seeina the results of one's work;

h) Recoanition - in terms of a ioh well done or personal

accomplishrent;

c) York itself - positive or negative aspects of the job content;

the job is interestina or horing, varied or routine, creative
or stultifvina, easy or difficult, challencina or
nondemandi nc;

d) Pesponsihility - refers tn emplovee's contrnl over his own

joh, or responsibility for the work of others;

e) Advancement - actual chanae in upward status;

f) Growth - learnina new skills with greater possibi?it& of
advancement, either for immediate or future arnwth,

Thus, accordina to Herzhera, the factors involved in nroducing job
satisfaction (and motivation) were senarate and distinct from the
factors that led to Jjob dissatisfacticen. The onnosite of job
satisfaction was no Jobh satisfaction; and the onposite of iob

——

Aissatisfactinn was no ioh Aissatisfaction.

Accordina to Herzhera, the hyaiene and motivator factors were
related to  twn different buman needs. 0One set of needs stemed from
neonle's animal nature - the bujlt-in drive to avoid pain and other
hinloaical drives Tike huncer. The other set of needs related tn their

unioye ahilitvy *n Aachieve and throuah achievement tn exnerience

P

L
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nsycholoqicaf arowth, Accordine to‘Herzberg, onlv the nsvcholoaical
growth needs satisfied and motivated emnlovees tn hiagk Tevels of job
nerformance. The stimuli for the arowth needs were tasks that induced
arowth; in the industrial setting they were the job content or motivator
factors. Tre stimuli inducine nain-avoidance were hygiene factors,

which were found in the job environment.

Criticisms of Herzbera's Theory. Althouch Herzbera may have never

stated his theorv nuite so simply, many researchers have internreted it
to mean that satisfaction on the job is -essentiallv equivalent to
motivation on the job, which no different than the human relations view
+that a hapny worker is a productive worker. Consequently, researchers
who were interested in the two-factor theary made very little
Aistinction between studies of rmotivation and studies of jdh
satisfaction. They simply assumed that nositive feelinas toward the
motivator factors were indicative of both motivation and satisfacticon.
However, as pnointed out 1in the nrevious section, motivation and

satisfaction are two different kinds of work attitudes,

Herniront, Toren, and KXapell (1970) studied the nractical and
theoretical differences hetween Jjobh motivation eand job satisfactien.
They noted that much of the research Tliterature that nurrorted to
measure ioh motivation used nuestions remarkahlv similar to those used
in studies nf doh satisfaction. Thev prenared a list of 17 variahles

{sea Tahle 5) thouaht to ke important on technical emplovees' iobs and
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then reaquested employees to rank the variables twice: once according to
their importance "in making you want to put extra effort into your job,"
and once accerdina to the importance of the variahles in contrihutina to

qreater personal satisfaction on the jobh.

The resul*ts indicated that, in the emnlovees' view, the 17
variables did not have the same 1irmportance in contributina to their
satisfaction on the iob as to their motivation to work. The first six
variables 1listed in Table & appeared to have more importance in
contributing to increased effort than to personal satisfaction. The
last five variahles (13 throuch 17) apppeared to have more imnortance in
cﬁntributinq to personal satisfaction as compared to their effects on
job effort. Yariables seven through twelve showed 1ittle or no
Aifference in their importance to effort or satisfaction., ‘ernimont ot
al., concluded it was idincorrect to assume hiah Jlevels of motivation

necessarily accompanv hich levels of satisfaction.

According to the two-factor theory, the the motivator factoers

aused both satisfaction and motivation. Darhans it would he nmore

e}

usefyl to nroneose that some some iob  factors are imnortant for
satisfaction, cthers are imnortant for motivation, and some  are
imnnrtant for hoth satisfaction and motivation. Pather than considerinc
ioh satisfaction as two continua, nne from dissatisfaction *o no
dissatisfaction and the other from no satisfaction to satisfaction, we

should think in terms of the +wo separate constructs, satisfaction and



TABLE &

Variables for Cormparison of Satisfaction and Motivation

1. ¥nowina what mv supervisor exnects of me.
2. Having a capable and knowledaable sunervisor.

3. Reinc resnonsible {and accountahle) for all or nearly all aspects
of my job assianments.

4, Being kept informed about things which affect my work,
5. Reina faced with a difficult challenge in my job.

f. Havina the opportunity to take nart in decisions which affect mv
work.

7. Reinag rewarded for aood work with a promotional onnortunity.

R, Havina a cood working environment; Lab facilities, services,
assistants, etc.

9, Reing rewarded for cond work with extra monev pavments.
10, Doing the %ind of work which I 1ike %o do.

11. Having the opnortunity to develop a scientific or technical
reputation.

12, Yorking for a companv with a oood public and technical
reputation.

12, Beina aiven full credit for a cond idea or suneestion.

14, Yorkina in a geocranhical location nossessed of desirable
recreational, cultural, and educational facilities.

18, Getting along with the peonle with whom 1 vork,
16. Reina nraised for a job well done,

17. Havina accomplished a lot, according tn my own standards
standards for accomnlishments,

Source: Yernimont, Toren, and Kapell (1977, n, OR),
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‘'motivation. This would avoid the problem of equatino satisfaction with
notivation. However, even if Herzbherqg were to relabel his factors as
sugrested here, there has heen minimal evidence +to sugnest that his
original dichotomization of the variables most imnortant for each was

appronriate.

For example, in a related studv Dunnette, Camnbell, and Hakel
(1067) found that achievemént, resnponsihility, and recoonition were
nerceived as contributina hoth to satisfaction and dissatisfaction.
Thus, *thevy found considerable overlap hefween thg joh conditicns that
caused jobh satisfaction and dissatistfaction. Furthemore, as Yernimont
et 31.\ found and as will be pointed out in later sections, supervision
and communication patterns have heen shown to have a creat effect on
motivation and nerformance. In He}zberg's theorv, these factors were

reduced to "hvaiene factors."

In summarv, Herzhera's theorv has heen widely received and anplied
hy manaqgers, but the theory per se has not received a areat deal of
empirical support. It was very heuristic in its time, but a hetter
theorv is needed to take account of the differences hetween satisfaction
and  motivation and the vrelationshins of those tn jobh nerformance.
Porter and Lawler (1962) pronnsed an interestine mndel to take account
of some of the prohlems with nrevious ioh satisfaction research, In
their theorv, satisfaction is the result nf rather than the cause of joh

nerformance.
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porter and Lawler's Model

Lawler and Porter (1967) and Porter and Lawler (1968) hypothesized
that job satisfaction, ratker than causing job performance, as had heen
previously assumed, is caused bv it. They noted that in VYroom's (1964)
review of studies on the satisfaction-performance relationship, 20 out
nof 23 correlations between these two variahles were positive. Hence,
thev said we should not aqlibly accept view that satisfaction and

performance are unrelated.

Porter and Lawler derived their ideas from earlier research on the
nath-goal or instrumentality theory of work motivation (Georconolous,
Mahoney, & Jones, 1957; Vroom, 1964). Briefly, according to nath-goal
theory, people are motivated to do thinas which they feel have a hinh
nrobahility of leadina to rewards which they value. For exarnle, if a
nerson sees hiah nroductivity as a path leadina to the attainment of one
or more personal aqoals, that worker will tend to he a hiah producer.
Conversely, if low productivity is seen as a nath to the attainment of

aoals, Tow production will result (Landy & Trumbo, 1920),

Yroom, usinn a onath-anal theory of motivation, had nointed out
*that satisfaction and nerformance were caused by auite different things:
"Individuals are satisfied with their jobs to the extent to which their
jobs nrovide them with what thev desire, and thav perform affectivelv in
them to the extent effective nerformance leads to *the attainment of what

they desire" (Lawler 2 Porter, 1067, n, 24},



Thus, Lawler and Porter arcued that:

If we assume, as seems reasonable in terms of motivation
theory, that rewards cause satisfaction, and that in some
cases nerformance nroduces rewards, then it is possible that
the relationship between satisfaction and performance comes
ahout throuah the action of a third variable - rewards.
Rrieflv stated, aocod nerformance may lead to rewards, which in
turn lead to satisfaction (p. 35).

The diacrammatic model in Fiocure 1 shows that the most direct
linkace bas performance as the causal and satisfaction as the dependent
variable. That relationshin is mediated nonly hy intrinsic and extrinsic
rewards, and the nerceived eauity of those rewards. The model suqagests
that generally low performance-satisfaction relationshins obhserved in
nrevious empirical research may result from rewards, particularly
extrinsic rewards, which are often not closely tied ¢to nerformance.
This 1is because even though an brganization may have a nalicy of
rewardino merit, rerformance is difficult to measure, and in dispensing
extrinsic rewards 1ike pay, manv other factors are freaquentlv taken into
consideration. Intrinsic rawards, howaver, are given to the individual
oy himgel®  “for noqd nerformance, Thus, . they are Tikelv g he more
directly related *n coed performance. Thus, individuals' satisfaction
is 3 functior nf hoth the numher and arount nf  rewards they receive as
well as what thev perceive 0 he a fair level nf reward. Individuals
can be satisfied with a small amount nf reward i€ thev feel that it is a

fair amount for +heir job (Lawler % Porter, 1047},
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Source: Landv and Trumbo (1920, p. 24%),

Figure 1: Porter and Lawler's Model of Satisfaction and Performance
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The imnlications for managers discussed bhy Porter and Lawler were

that if a strono positive relationship between satisfaction and
nerformance existed, one would assume that the orcanization effectively
distributed differential extrinsic rewards based on performance. In
addition, the relationship indicated that the organization nrovided jobs
that allowed ¥nr satisfaction of intrinsic rewards. Finallv, since
"satisfaction was necativelv related teo turrover and ahsenteeism, the
noorer performers rather than the better ones were showina hinh
ahsenteeism and aunitting. Thus, in conclusion, it was desirable for
orcanizations to develop a strona relationship between satisfaction and

nerformance.

Summary for Satisfaction-Performance Controversy

In the final aralysis, the hypothesis that inb satisfaction causes
job perfarmance was perbaps an over interpretation of the results of the
Hawthorne studies hy the human relationists. Leocke (127R) ncted that
the term "attitude" as the Hawthorne researchers used i+, referred to
more than iust satisfaction, 1+ dincluded the workers' view of
manacement, of the economic situation of the time, and treir own
hvnathegses ahout  the purnnse of the exneriment. In shtart the most
siani€icant implication of the Hawthorne studies was *hat now workers
Were seen as active particinants in the work oprocess, and researchers
felt  imnelled to take account of their motives and a*titudes in
attemntina to predict and imnrove nroductivity and efficiency and reduce

turnover (Kimmel, 1969},
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Herzbera's Two-Factor Theorv of satisfaction and motivation was a
heuristic advancement bevond the simple statement that job satisfaction
causes Jjob performance; however, the theory was essentially only a
sliaghtly more sophisticated statement of the same nld hypothesis. Py
hypothesizing that the same joh factors caused satisfaction. as
motivation, Herzhera ran into the problem of eaunating satisfaction with
motivation. The theory counld be restated so that one set of job
conditions were important for job satisfaction and another set were
important for job motivation, but there has been very 1ittle evidence

that Herzbera's dichotomization of job factors was exactly correct.

Pased on the path-coal theory of motivation, Porter and Lawler
came unp with a model which adequately distinauished hetween motivation
and satisfaction and accounted for the complex relationships bhetween
these two variables. Accordinc to their t*theorvy, the relationshins
between satisfaction and nerformance are explainable in terms of a third
variable, rewards. Essentially, emnlovees are satisfied when thev
receive rewards which they desire and rerceive as fair. !'hen rewards
are not continaent on nerformance or are not fair, emnlcvees will he
dissatisfied, and they will not be productive bhecause thev will not

perceive that their desired rewards are availahle for good nerformance,.

As numerous researchers have nointed out (Atkanasiou, 1269; Vroom,
1064), +the relativelv simnle dichotomy of attitude Ffactors into

satisfaction and motivation components dis a verv wseful distincticn.
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Motivation implies a willinaness to work or put forth effort on the job;
satisfaction implies a positive emcticnal state which mav he totally
unrelated to productivitv. UYorkers may like their job simply because it

is a "nice place to be," or even because they are not expected to work
too hard or to do too much. Schwab and Cummings (1970) explained, when
satisfaction and motivation are treated separatelv as dependent
variables, they are complexly related to a number of other variables.
To the extent these other variables differentiallvy affect satisfaction
and  vperformance, thev  become potential moderators of the
satisfaction-performance relationship. After a thorouach review of the
literature thev concluded:
‘e are frankly pessimistic about the value of armv ardditional
satisfaction-performance theorizing at *his time, The
theoretically inclined miaht do hetter to work on a theorv of
satisfaction or a theory of oerformance. Such conceots are
clearly compTex enough +to Jjustify <their own theories.
Prematurely focusing on the relationshipns hetween the two has

nrobably helned obscure the fact that we know so little about
the structure and determinants of each (p. 4?20),

Thus, ‘the nuestions for the researcher hecome: Yihat are the
variables that Tead tn joh satisfaction? UWhich ones lead to motivation
{or nerformance)? And which ones influence hoth in the same or onnosite
~directions? For example, nressure for performance micht influence hoth
satisfaction and motivation %o perform, but not in tke same fashion., As
job nressure increases, job satisfaction nrohahlv decreases irresnective
of concomitant variation in performance. Frnlovee nerformance,
alternativelv, micht increase up to a noint with increased inb nressure

and then taner off (Triandis, 195%), Thus, other variahles hesides



a4
rewards could influence both satisfaction and nerformance. The aonal

should be to identify the variables that are most imnortant for each.

Satisfaction as a Dependent Variahle

A somewhat different way to studv job satisfaction has been to
identify the effects of specific job factors on job satisfactinn solely
as a dependent variable. In this tvpe of research job satisfactior ic
considered of value in 1its own riacht, not onlv in relation to its
effects on productivityv., This tyne of research is\consistent with the
aualitv-of-work-1ife advocates whn consider joh satisfaction as much of
a riaht as the richt to a qond jobh. Furthermore, joh satisfaction is of
value in 1its own riagkt because it has been related to hreart disease,
mental illness, and life satisfaction in ceneral (Locke, 1978). Thus,
some researchers have considered joE satisfaction anart from motivation

or nerformance hecause it is of value in its own riaht,

Hoppnock's Studies

Around the same time as the Hawthorne studiss, Rohert Hopnock
(192% hegan +to wuyse +the survev research aprroach %o stpdv Job
satisfaction, He was nrimarilv interested in studvinn job satisfaction
concentually without beine narticularly concerned with chanaine worker
hehavior or improvement of productivity, Kis interests were collectino
normative data and the assessment of social chanae in relation to iob

satisfaction,
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For example, Hoppock was perhaps the first to note the relation
hetween satisfaction and occupational status, The mean score on his job
satisfaction scale (see Table f) was 474, Unskilled manual workers
scored 401, semiskilled 483, skilled and white-collar E10, sub
nrofessional and lower level managerment 542, and prefessional and upper

manacement 560 (Pobinson, Athanasiou, & Head, 17260},

Mote how Hoppock's auestionnaire conforms to the definition of job
satisfaction as an evaluative, emotional, feeling kind of work attitude.
Also, how one feels ahout changing johs is considered as indicative of
jobh satisfaction. His auestionnaire nprovides a unidimensional measure
of jiob satisfaction without reference to which snecific aspects of the
joh cause it. This tvpe of annroach to measuring job stisfaction is
narticularly useful for social research or to just ohtain oeneral
satisfaction 1indicators over time, Another way to consider job
satisfaction as a dependent variable is to identifv the specific sources
nf ioh satisfaction on the idoh., This has heen the most <ynical

apnronach.
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TABLE 6

Hoppock's {1935) Job Satisfaction Cuestionnaire

1. Choose ONE of the following statements which hest tells how well
vou like your iob.

hate it

dislike it

don't like it

am indifferent to it

1ike it

am enthusiastic about it

Tove it

—

Pl el g g pd d

NEEEEN

2. Check one of the following to show HOW "UCH OF THE TIME vou feel
satisfied with vour job:
A1l of the time
“Most of the time
TA qood deal of the time
T About hal€ of the time
" Dccasionally
~Seldom
~ Hever

2. Check the OME of the followine which hest *ells how vou feel about
chanaina vour job: ,

_I would auit this job a*t once if I could net anythina else to Ao
would take almost any other job in which [ could earn as much
as I am earninc now
would like to change hoth my job and my occuvation
wonld J1ike to exchance my present job for another ok in the
same line of work
am not eacer to change my jobh but would dn so iF [ could net a
hetter job
cannot think of any jnbhs for which I would exchange mine
would not exchanoe my joh for any other

L4

4, Check one of the following to show how vou think vou compare with
with other peonle:
Mo one likes his job hetter than I 1ike mine
1 like mv iob much hetter than most peonle like theirs
1 like mv ioh hetter than most people like theirs
"1 Tike rv inh ahout as well as most peonle like theirs
1 dislike mv job more than most peonle dislike thairs
"1 dislike mv iob much mare than mos* neorle Aislike theirs
::jwv one dislikes his iob more than I dislike mine

Fach ifem is scored 1 throuah 7 or (100-700),
Source: PRobinson, Athanasion, and Head (1989, o, 121},
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Sources of Job Satisfaction

For most research nurposes job satisfaction is usuallv considered
a multidimensional construct, and tke dirmensions or job factors that
show up in a'most 2all dob satisfaction studies are supervision,
co-workers, pay and benefits, the work itself, workino conditions, and
nremotion onnortunities, These factnrs renresent the most common thinas
that people look for, desire, or expect from a job, and how well a
person 1ikes his or her job depends on the discrepancy bhetween what
individuals want or cesire (job values) and what the joh delivers, or at
least what the person thinks the joh delivers (Locke, 107R). If the
job provides whatrthe nerson wants then he or she will bhe satisfied, bhut

if it does not then he or she will he dissatisfied,

fne qoa’ of manv job satisfaction researchers has heen te identify
tke irmportant sources of jeh satisfaction. Althouah Herzhero's thecrv
{see nrevicus section) had some serious flaws, 1t did ornvide a fairly
nond description of *the kinds of Jab factors that might onrovide
satisfaction if present on the job, Locke (19768) also made a 1ist of
the typical dimensions of Jjob satisfaction studied hy nrevious
inves+ticators. Thev were:

1. York: includina intrinsic interest, variety, opnortunitv “or
learnina, difficulty, amount, chances for success, control over
pace and methods, etc.

2. Pav: including amount, fairness or eauity, methad of naymen+t,

o

etc.
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3. Promotions: includina ornortunities for, fairness of, basis for,
etc.
4, PRecoanition: including nraise for accomplishment, credit for
viork done, criticism, etc.
§. Renefits: such as pension, medical, annual  leave, naid
vacations, etc.

. VMorking conditions: such as hours, rest nauses, equipment,

temperature, ventilation, humiditv, location, nbkvsical lavout,
etc.

7. Supervision: includina supervisory style and influence;
technical, human relations, and administrative skill, etc.

R, fo-workers: includina competence, helpfulness, and friendliness,
etc.

a9, Company and manaacepent: includina concern for the emplovee as

well as pav and henefits,

Locke (107R) noted that this classification of job dimensions

nixed two different levels of analysis, ramelv, events or conditions

(the first six elements in the above list) and agents (the last three
elements in the above 1ist). Since everv event or condition is
nt+timatelv caused by sormeone or somethino, and since everv aaent is
Tited or disliked for havina done (or failed to do} somethine, a lnnmical
tvre of analvsis miaht involve a consideration of not enlv ewents and
acents <ceparately, hut 3lso the interaction hetween them, This

pvent/acent distinction seems verv useful for the study of ather ftvpes
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of job attitudes as well as jéb satisfaction. A acal for a study on
emplovees' attitudes micht be to identify which acents emplovees
pnerceive as responsible for which events and conditigns and which events

or conditions affect which outcomes, such as satisfaction, motivation,

or performance.

Measurement of Job Satisfaction

Mumerous job satisfaction measurement instruments are available
for use by aqualified researchers. fne thina researchers nmust %eep in
mind when making a decision about which instrument o use is that all
nuestionnaires about work are not necessarily joh satisfaction scales.
The researcher who is primarily interested in job satisfaction should
select a measure which conforms with the definition of job satisfaction
discussed earlier, The researcher whn 1is interested in attitudes

related to motivation and performance would use different measures,

Another thina researchers must consider 1is whether to use a
unidimensional or mul tidimensional measure of satisfaction. As already
nointed out, a unidimensional scale mav bhe appronriate for social
research and operhans some ornanizational aplications, but  job
satisfaction is usually considered to he multidimensional and the most

norylar measures of job satisfaction are also myltidimensional.

The Job Descrintion Index (JDI) s a neoular inh satisfaction

instrument which has o0ood scale nronerties and has heen recormended hy
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manv sources (e.q., Nobinson et al., 1969). However, the JDI consists
of only five job cateaories: supervision, work itself, nenple, pay, and
nromotions, and the response 2lternatives are only one or two worﬁ
evaluative nhrases to which the emnlovee resconds aares or disagree.
thile the JDNI provides a rmeasure of satisfaction with these job factors,
the information about "what" snecific aspects of the ioh factors cause
satisfaction is vervy limited. For practical apnlications, then, the JDI
would not nprovide the operations manager with a qreat deal of
information to take action on. The JDI miaht be more useful as a
Adependent variable in nure research applications. The JD1 is availahle

from numerous sources, Pobinson et al. (19A9, p, 1N7), *o name one.

The Minnesota Satisfaction Cues*ionnaire (MS0) consists of items
that refer to reinforcers in the work environment. The resnondent
indicates bhow satisfiet he or she is with each reirforcer on a
five-point scale, from "verv dissatisfied" to "verv satisfied.” Twenty

different scales or ioh cateonries are measured with the 'S0 [see Tahle

AR
Nn the NS0 3 Adistinction is made bhetween intrinsic satisfactionn,
which is +the result nf rewards that the individual aives *to himself,
(e.n., ability utilization, achievement, creativity, responsihility,
social status, etc.), and extrinsic satisfaction, whick is the result of
rewards that somebody else aives *0 the nrerson le.n., arvancement,

comnanvy  nolicies and practices, compensation,  recocnition,  and



TABLE 7

Scales on the Minnesota Satisfaction CQuestionnaire

1. Ability utilization., The chance to do some thing that makes
use of mv apiitties,

2. Achievement, The feeling of accomplishment I get from the joh.

3, Activity. Peina ahle to keep busy all the time,

4, Advancement. The chances for advancement on this joh.

5. Authoritv, The chance to tell other neonle what to ro.

6. Company nolicies and practices. The wav company nolicies are
nut 1nto practice.

7. Comnensation. 'v pav and the amount of work I do.

£, Co-wor¥ers. The way my co-workers aet alona with each other,

9. Creativity. The chance to trv my own methods of doinag the joh,

10.Independence. The chance to work alone on the inb,

11.Moral values. Reina ahle to do things that don't co acainst
my conscience,

12.Pecoonition, The praise I aet for Aoina a qood ioh,

12.Pesnonsihility. The freedom to use mv own judnement.

14.Security. The way my iob provides for steady emplovment.

4

15.S0cial service. The chance to Ao thinas for ather neople,

18.80cial status. The chance to be "somehodv" in *he cormunitv.

17.Supervision-human relatinns., The wav mv hoss handles his men.

12 .Sunervision-technical. The competence of my sunervisor in
makina decisions.

18 Variety., The chance to do different thinaos from tire to time.

20 Morkina conditions, The workina conditions.

Sonrce:  ‘'leiss, Nawis, fnaland, and Lofauist (1967 n, 13,

51
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supervision). The intrinsic-extrinsic satisfaction distinction kas been
made by npumerous theorists, and the MSD provides a very aood instrument
for measurina joh satisfaction and keeping this distinction clear. The
MSe would bhe verv useful for testina hynotheses about different
conseauences of intrinsic versus extrinsic satisfaction, such as could

he aenerated from Porter and Lawler's model (see Fiaure 1),

The MSQ also provides a 1ot of information tkat a manacer could
use to make chances in the worknlace in order to improve job
satisfaction. It provides more specific information than the JDI and
therefore it is recommended rather than the JDI. The ™SO is available
in both a 100 item lona form and a 20 item short form (see Yeiss et al.,

1967).

It is possihle that no published joh satisfaction scale will meet
the needs for a particular proiect, and so the researcher mav want to
develon his own scale. In which case, the instruments iscussed here
and numerous other published scales (see Rohinson et al., 1069} are
available to heln nenerate ideas. Nne thina that is irpnrtant for all
job satisfaction studies is that +he measurement instrument used should
conform  to the definition aof ioh satisfaction as an affactive,
emnotional, feelina with respect *o one's iobh. fthey mreasures will
reflect some otrer kind of joh attitude. ONther considerations ahout the
measurement‘o‘ Joh satisfactinn and inh attitudes in reneral will he
nresanted in the followina sections of *his paner, They Aeal arimarily

with theories ahout how *o create favnrahle attitudes in =ha worknlace.



JOB DESIGN

A

The previous sections have poninted out that the nature of the
study of iob attitudes denends *o a areat extent on the snecific
nurnposes of  the study, In some cases Jjob satisfaction and
quality-of-work-1ife issues may he the major concern, whereas in other
cases the major concern mav have to do with motivation and improving
nroductivity. In either case the auestion for the researcher or the
manacer is, Yhat are the determinants nof satisfaction, motivation, and
nerformance? This section, and those that follow it deal with different
theories on how to create favorable attitudes toward work, This section
deals with the motivation and satisfaction of emnlovees through the

desian of work itself,

Job Enrichment

ﬁeSDite several flaws in the two-factor theory, the literature is
full of studies that show Job enrichment, i.e., the practical
annlication of the two-factor theorv in the work settina, worvs (Aldac ?
Rrief, 1070), Jnh enrichment is 3 strateav of iob vredasion which is
used to imorove nerformance and satisfaction bv byildina more challance,
responsihility, authoritv, and recooniticn into jobs, d.e., building
"motivators" into ihe work.  The nrincinles of iob enrichment and the

motivators involved are shown in Tahle 2, The hasic idea 5 riving the

[y}
[O%]
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worker more resnonsibility for settinag coals and more responsibility for
the excellence of the finished oroduct. Herzherg emnhasized the

importance of changing and structurinn the content of the joh itself to

huild in the motivators, and he cautioned against only givinga the

workers a "sense of" or "feeling of" responsibility.

Ford and Rorcotta (1970) were concerned with bhow the various
concents of job enrichment were related to emplbyees' attitudes toward
the "work itself." In a series of studies they factor analyzed
auestionnaire data and identified eiaht clusters of emnlovees' attitudes
related to joh enrichment. The nrovisional names of these clusters were
as follows:

1. The work itself is interesting

2. The joh is not wasteful of time and effort

3. VYeed for more freedom in nlanning the iob

4, Having reasonable sav on how *he job is done

5. The ijoh provides opportunities

A. The job orovides feedbhach

7. The iob is too closelv supervised
2, The job is not worth puttirg effnrt into it
ford and Roraotta noted that subsequent research needs *0 fncus on which
clusters of emnlnvees' attitudes are most subject to channe throuch the

enrichment of work.
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Principles of Joh Enrichment

)

principle

Motivator involved

A. Pemovina some controls while

retaining accountability

r, Increasinag the accountability of
individuals for their own work

. Giving a person a comnlete and
natural unit of work (module,
division, and so on)

N, Granting additional authority
tn an employee in his activity;
inh freedom

F. Making perindic reports directly
available to the worker himself
rather than to the sunervisor

F. Introducina new and more dif€i-
cult tasks not nreviouslv handled

fi. Assianina individuals specific
ar snecialized tasks, enahlina
them to hecome experts.

Pesnonsibility and personal
achievement
Responsibility and recngnition

Pesnonsibilityv, achievement,
and recoonition

Resnonsibility, achievement,
and recognition

Internal recoonition

Growth and learnine

Nesnonsihilitvy, arowth, and
arvancemant

Source: Herzhera (1077, n, 122},
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The clusters of attitudes that Ford and Borcotta found pertained

to the "work itself' and were not linked to any snecific acent or person
in the job situation. It wonld he useful to learn who was responsible
for creating the conditions associated with enricked jobs and what kinds
of thines thev could do to enrich Jjohs. fOne would expect that the
sunervisor plaved a kev role 1in job enrichment. Furthemore, the
clusters of attitudes were similar to some dimensiens on the MSD, e.q.,
Incdependence, Resnonsibilitv, and Sunervision-human relations. Perhaps
job enrichment was mostly associated with intrinsic satisfaction and
less with the npractices and procedures associated with performance and
accomnlishment of oroanizational coals and chiectives. Yoreover, i€
enriched jobs created intrinsic challenae btut no achieverent thev micht
also create frustration. There is a need to focus more on the nractices
and nrocedures asscociated with performance as well as satisfaction.
Another recent joh desian strateay nrovides a further dndication as to
which iob characteristics are critical for bhich levels of motivation and

satisfaction., It is discussed helow.

The Job Characteristics Model of Task Desian

Hackman and Nldham (1975, 107R) develoned a model tn describe the
relationshins hetween Jjob characteristics and individual resnonses to
work, At the most aeneral level, five "core" jcb characteristics are
seen as promptina three critical nsvchnlonical states wkich, in turn,
Tead to a number of heneficial nersonal and  wor’ outcomes,

Specifically, Hackman and 014ham nronosed that hich intermal motivation,
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hiah work satisfaction, high quality performance, and low absenteeism

and turnover are obtained when three "critical psycholocical states" are

nresent for an emplovee. The three psychological states are:

a)

c)

Experienced !"eaninafulness of the York. The dedree to which the

individual experiences the job as one which is agenerally,
neanineful, valuable, and worthwhile;

Exnerienced Nesponsihility for York Outcomes. The degree to which

the individual feels personally accountahle and resronsible for
the results of the work he or she does;

Knowledce of Results. The dearee to which the individual knows and

understands, on a continuous basis, how effectively he or she is

nerforminag on the job.

Experienced meaninafulness of the work is enhanced by three of the

core job characteristics. Thevy are:

a)

b)

c)

Skil11 VYariety. The dearce to which a job recuires a variety of

different activities in carrvino out the work, which involve the
use of a number of different skills and talents of +the nerson.

Task Identitv., The dearee t0o which the joh resuires the comnletion

of a "whole" and identifiahle niece of worv; *ha+t is, Aoing a ioh
from beainnine to end with a visible outcome.

Task Sianificance. The dearee to which the job has a subhstantial

impact on the 1lives or work of other people, whether in the

immediate oraanization or in the external enviroment,
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rxperienced responsibility for the work is increased when a job is hiah
on autonomy. Autonomv is defined as follows:

d) Autonomy. The decree to which the Jjoh provides substantial
freedom, independence, and discretion to the individual in
scheduling the work and in determining the procedures to be used
in carryina it out.

And knowledge of results is increased when a job is hiah on feedback.
Feedback is defined as follows:

e) Feedback. The dearee to which carrving out the work activities
reauired hy the job results in the individual obtainina direct and
clear information about the effectiveness of his or her
nerformance.

Hackman and Oldham postulaterd an Jindividual experiences nositive affect
+o0 the extent that he learns (knowledae of results) that he personally
(responsibility) has performed well on a task that he cares about (task
meaninafulness). This nositive affect is reinforcina to the individual,
and serves as an incentive for him to continue to try to perform well in

the future.

The 1inks hetween the jobh dimensions and the psvcholoaical states,
and hetween the psvcholoaical states and the outcomes, are rmoderated hv
emplovee arowth need strenath (GHS), Peorle who streonoly value and
Aesire prersonal feelinas of accomnlishment and arowth should resnand
verv nositively to a job hiah on the core dirmensions; indiyiduals who do

not value personal arowth and accornlistment may find such johs anxiety
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arousina and may be uncomfortablv "stretched" by them., However, in a
test of the theorv Hackman and O0ldham (1976) found that emoloyees with
high CMS did respond more favorahly to Jjobs with high motivating
notential as measured by the presence of the core characteristics, but
even emplovees with low GNS responded favorahly to Jjobs with hiach
mntivatine notential. This suagests that jobs hich on the core
dimensions could have positive effects on rnost emnlovees, recardless of

GMS.

The Job Diagnostic Survev (JNS) is an instrument desianed
specifically to measure all of the variables in the ioh characteristics
model (see Hackman & Lawler, 1971 for the complete nauestionnaire).
In1ike job satisfaction cuestionnaires which assess emplovees' positive
or neqative affect toward their iob experiences, the JDS has emnloyees
describe the axtent to which they nperceive the core job characteristics
to he present on their iob. These measures of ‘"percejved Jjob
cEaracteristics“ can then bhe correlated separately with measures of

satisfaction, motivation, nerformance, or other work outcormes.

Dunham and Smith (1979, n. 21) noted that this apnroach allows a
crude kind of cause and effect analvsis. They nointed cut that it is
useful *o develop a core auestionnaire of evaluative (satisfaction tvpe)
items and *o supplement the core with descritive (Jjob characteristics
*vpe) Jtems, The responses nade to the descrintive items can provide

insiahts into reasons for a hiah level of satisfaction or
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dissatisfaction in a aiven group. Unfortunately, however, they noted
+hat evaluative and descrintive items are not as independent as
researchers might hope. For example, employees who dislike their
supervisor (evaluative) are also more 1likely to deny that he or she

conducts performance reviews reaqularly (descrintive).

This distinction between descriptive and evaluative items is verv
nseful and it paralells the distinction hetween the evaluative and
-
coonitive components of and attitude. The measures of the core Jjob
characteristics on the JDS are good examnles of descriptive type jtems.,
Thev reauest emplovees to respond 1in terms of "how often" thevy get
feedhack or "how much" variety they have on their jobs rather than "how
satisfied" +hey are with those characteristics. Althounh these items
are not independent of evaluations, they do provide more accurate
descriptions of the job characteristics *than ourely evaluative items.

Thev also »nrovide a manacer with more useful information for chancipn

Johs *tn irmprove satisfaction and/or motivation.

Criticismslgf the Job Characteristics Model

The JCM is a2 narsimonious theory for linkina various concents of
iob characteristics, motivation, and satisfaction into a2 seocuence of
causal, intervenina, and outcome variahles. However, *he theory has
been recentlv criticized on several orounds. In a recent review article
Noherts and Glick (19R1) criticized *+he literature on the inb

characteristics anproach to ioh desinn hecavse three kinds of relations
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are often inanpropriately assurmed to he isomorphic: within-person

relations, among perceptions of tasks and of other attitudinal and

hehavioral characteristics of the individual; nerson-situation

retations, 1inking dindependently assessed characteristics of Jjobs or
situations with characteristics of individuals; and situational
relations, which involve only the characteristics of thé objective jobs
or situations that are invariant across people. They arcued that the
job desian literature dis primarily concerned with nerson-situation

relations, but studies fail to distinauish hetween perceptual and

.

ohjective tasks. They contend that a qood theorv in this area should
simul+aneously model situational (taxonomic), within-nerson
(coanitive-consistency), and  person-situation (task-incumhent and

anvi ronment-1incumbent) relations.

Another theme in their critiocue was the nroblem of common method

variance. In tests of the job characteristics model (e.q., Hackman &
Mdham, 197A) the core joh dimesions, GMS, psvchological states internal
motivatinn, and satisfaction were all measured on aquestionnaires with
similar response fromats. Thus, all the correlations amona the
variahles in the model mav have heen inflated hy cormon method variance,
Thev racommended more concern ahout convercept and discriminant validity
- especially din situational ar person-situation studies, These
criticisms were all directed nrimarily  toward the norohlems associated
with the nonindenendence of evaluative and descrintive items, and future

research will need *o address this nroblem further,
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Another prohlem with the JOS instrument dinvolves the construct
validity of the scale used to measure intrinsic motivation, an outcome
variahle. Hackman and Lawler (1971) used the followina three items to
measure intrinsic motivation: a) I feel a creat deal of npersonal
satisfaction when I do my job well; b) Doina my joh well increases mv
self-esteem; and ¢) I feel bad when I do my job roorly. PRy defirition
these are measures of achievement satisfaction, not motivation. Perhaps
the concent of dintrinsic motivation has Tittle value and measures 1ike
patchen's (1965) aquestionnaire (see Tahle 3) would nrovide a hetter
dependent measure in this tvpe of research. Korman, et al, {1977} also
auestioned the appropriateness of the nuestionnaire used to wmeasure
ermlovee GNS, which is based on Maslow's need hirerarchvy theorvy {see

Aldan & Rrjaf, 16879, p, 90 for a recent version of the auestionnaire).

The tasts of the theorv also had problems with lack nof reliahility
in nerformance measures. Hactman and 0ldham (1076) used supervicors'
ratinas of aquantity and auality of nperformance and effort nn the ioh,
Mso, they pointed out some of the nroverhial problems they had with
absentee data. Ohviously, hetter, more objective measures of dioh
nerformance and other work outcomes are needed to validate oyestinnnaire

data.

In the JCY Hackman and 0ldham focused on the content of the igh
itself, hut *there 1is c<ome evidence that thevy should acdd other

situational factors into it. For example, Aldaa and Prief (127°) noted
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+hat if there is much dissatisfaction with extrinsic factors such as nay
or supnervision, it s unlikely that emplovees will nplace a areat
emphasis on job characteristics. 0ldham, Hackman, and Pearce (197F)
found that emnlovees who were satisfied with extrinsic factors
(includina pay, security, co-workers, and supervision) showed
sicnificant positive relationships between the level of enriched
characteristics of their Jjobs and internal work metivation and
performance. For emnloyees who were dissatisfied with the extrinsic
factors, relationshins were recularly weaker., Thus, iob desian may he a
viable alternative only when there is alreadv a relatively high level of

satisfaction, and it miaht not work verv well as a corrective stratecy,

In summary, the Job Characteristics Model is nresently the most
nopular approach to iob redesiqn., * The idea of measurine "nerceived joh
characteristics” has advantaces over only neasuring satisfaction or
motivation per  se. It provides a means for didentifyina the
relationships of specific aspects of diohs *0o separate measures of
Aifferent kinds of work attitudes and outcomes, oprovided of course that
reliahle and valid measures of the variahles are availahle. The
recommendations made hv Poberts and Glick (1921) alona with workina on
better measures of work outcomes should facilitate further developments

in iob desian research.

The JCYM model has elements whkich are vervy similar tn  the

nrincinles of inb enrichment and the clusters of ioh att+itudes found by
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Ford and Bornotta. For example, "“task meaninafulness" 1is similar to
"interesting work" and ‘“experienced vresnonsibility" 1is similar to
"having freedom to do the joh." Conseaquently, nvperhaps the theory
explains intrinsic satisfaction on the job but does not explain the
nractices and procedures associated with the accomnlishment of nonals and
who is responsihle for those orocedures. The next sectien deals briefly
with theories of leacershin and its likelv effects on different kinds of

work attitudes.



LEADERSHIP THEORIES

The sunervisor (or leader) mediates the relationshin between the
worker and the work environment. Therefore, it is extremely imnortant
to take account of the role of the leader when considerinc how to
motivate erployees and provide for their satisfaction on at work.
Probahlv no other asnect of the work situation has a areater influence
on work motjvation and satisfaction <than the superviser. Two theories
nf coverino somewhat different perspectives are discusser in this
section: !"cGregor's Theory Y¥-Theorv Y and a review of the behavioral

theories of leadership.

McGregor's Theory X-Theory Y

In the Human Side of fnterprise, Mcfiremor (1%A0) oresented some
innovative nerspectives on the manacement of human resources. According
to McGrecor, "Man is a wantina animal and as soon as one of his needs is
satisfied another one takes its place... Man continuously nuts effort -

worts, if vou please, *n satisfvy those needs" (n. 2f€).

Accordina  to V'cGrecor, the needs of greatest sianificance to
manacement and to man hirmself are the eaoistic needs and thev are of two

Vinds:



f5

a) Those that relate to one's self-esteem: needs for self-respect

and self-confidence, for autonomy, for achievement, for competence
for knowledae;

b) Those that relate to one's reputation: needs for status, for

recognition, for appreciation, for the deserved resnect of one's

fellows (p. 38).

Thus, throuah work man seeks to satisfy needs for self-resrect and
to aain the respect of his fellows. Althouah manacement cannot directly
nrovide such satisfactions for emnlovees, thev can create conditions
such that they are encouraged to and enabled to seek *hem. McGreaor's
views encompass two Aifferent imaaces of workers and ways in which they

can be mananed,

Theory X
Underlyina the Theory X approach to manaaement are *hree
assurmtions about human nature:

a) The averase human being has a inherent dislike of wort and will
avoid it if he can.

h) Recause of this human characteristic of dislike of work, nrost
neonle must bhe coerced, controlled, Adirected, threatened with
punishment to  net them to nut forth adecuate effort *oward the
achieverent of ornanizational objectives.

c) The averaae human beina prefers to be directed, wishes to avoid

responsihility, wants securitv above all (n. 33).
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Theory X provides a very unflattering image of human nature
(Schultz, 1978}, It is incompatible with current values of new breed
worker, who desire more freedom and challenae and to feel wuseful in
their work, Actually, people are reduced to desirinn only security and
shunnina responsibhility only after thev have been confronted with
authoritative, dictatinag, and  demandina  leaders; only  after
authoritative Jleadership has depressed them and deflated their

sel f-worth,

Theory Y

The assumptions which lead to favorable attitudes and hich effort
and verformance on the 3iob are called the Theorv Y anproach to
manaanement., The assummtions of Theory Y manacers are:

a) The averace human bheina Aoes not inherently dislike work,.
Nenendina on controllable conditions, work may he a source of
satisfaction (and will he voluntarilv nerformed) or a source of
punishment (and will be avoided i€ possihle).

b) External control and threat of nunihment are not the onlv means
for hrinaing ahout effort toward oraanizational ohiectives. !Man
will exercise self-direction and self-control in the service of
obiectives *o which he is committed.

c) Commitment to obiectives 1is a function of the rewards associated
with their achievement. The most sianificant of such rewards,
e.a., satisfaction of eao and self-actualization neers can te
Airect nroducts of  effort directed toward orrnanizational

nhiectives,
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d) The average human being learns, under proper conditions, not only
to accept but to sesek responsibility. Avoidance of
responsibility, lack of ambition, and emphasis on security are
generally conseauences of experience, not dinherent  human
charateristics.

e) The capacity to exercise a relativelv high degree of imagination,
ingenuity, and creativity in the solution of organizational
problems is widely, not narrowly, distributed in the population.

f) Under the conditions of modern industrial life, the intellectual
potentialities of the average human beina are only npartially

utilized (p. 47).

The most sianificant assumptions from Theory Y for motivation of
new breed workers are two and three: "Man will execise self-direction
in service of ohjectives to which he is committed" and "Cormitment to
objectives is a function of the rewards associated with their
attainment," especially the eqoistic rewards. People desire work which
contributes to their individual feelings of self-worth and irmportance.
It is sometimes astonishing how little it takes to make neonle feel
wanted, challenned, and needed and useful in their work. The treatmant
of employees beaoins with the oproper assumntions on the nart of
management. At least with the nroper assumptions about *human nature,
rmanagers “ave a chance to treat empnlovees in a desirable manner.
Although authoritative, dictaterial, and demandinag leadershin mayv have

short-run pavonffs for the emnlover, in the lona-run poor attitudes, low
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productivity, avoidance of work, and high turnover are the 1likely

results of that type of management.

Principle of Integration

According to McGreqor, the central princinle of organization which
derives from Theory X is that of direction and control through the
exercise of authority - what has been called “"the scalar nrinciple.”
The central principle which derives from Theory Y is that of
inteqration: the creation of conditions such that the members of the
orcanization can achieve their own qoals best by directing their efforts
toward the success of the enterprise. The concept of integration and
self-control carries the implication that the organization will be more
affective in achievina its economic obiectives if adjustments are made,

in significant ways, to the needs and goals of its members.

"cGreoor discussed several technicues a manacer can use to
facilitate intearation which include a) wmutual process coal setting
hetween subordinate and manager, b) sel f-aporaisal of progress toward
objectives, c¢) manacement development, d) the Scanlon plan, and f)
face-to-facework aroups. One important aspect of all these techniques
is that the manaqer acts as a resource person rather than to direct and
control work. McGregor said that the Scanlon plan which stresed
ultimate participation and rewards for cost reduction was the ultimate
approach to intearation. Actually, !McGredor says that “the limits on

human collaboration in the oraanizational set*ing are not the limits of
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human nature but of management's ingenuity in discovering how to realize

the potential represented in its human resources" (p. 4).

In surmmary, McGregor broucht up the idea that people can actually
satisfy impnortant eqoistic needs under the proper conditinns at werk.
His ideas have been widely accepted and apnlied in oraanizations. Some
ideas about implementation of Theorvy Y are hrouaght up throughout the
following sections, especially in the section on Likert's princinle of

sunportive relationshins.

Behavioral Theory of Leadership

Researchers who advocated behavioral thecries of Tleadershin

focused on what 1eaders.gg in their leadershinp roles. On the basis of

extensive auestionnaire studies leadershin hehaviors have been arouped
into twn basic dimensions defined as follows:

a) Consideration includes hehavior indicating mutual trust, resrect,

and a certain warmth and raponort hetween the supervisor and his
aroun, This does not mean that this dimension reflects

superficial "pat-on-the-back, first name calling” kind of human
relations behavior. This dimension seems to emnhasize a deeper
concern for aroun nrembers' needs, and includes such hehavior as
allowinc subordinates more particination in decision makina and
encouraging more two-wav communication.

h} Structure includes behavior in which the supervisor oroanizes and

defines aroup activities and his relation to the oroup, Thus, he
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defines the role he expects each member tc assume, assians tasks,
plans ahead, establishes ways of gettina things done, and pushes
for production. This dimension seems to emphasize overt attempts

to achieve orqanizational coals (Landy & Trumbo, 1980, p. 438).

The Leadership Behavior Description Questionnaire (LBDO) s used
to measure subordinates' perceptions of "leadership style" with respect
to consideration and structure (see Fleishman, 1957). Generally, the
most effective leaders score high on both the consideration and
initiating structure scales, althouch some studies suacest that
effectiveness depends on other factors, e.q., technoloqv. Other
research has shown that a leader high on structure and low on
consideration creates an undesirable situation, and so consideration is

the hest leader style (Ivancevich et al., 1977, n. 2921).

In presentation of the path-coal theory of leader-effectiveness
House (1971) discussed the following four typical leadership styles:

1. Directive leadership. Provides explicit expectations to

subordinates. Provides specific work related oauidance to

suhordinates. Maintains definite standards of nerformance.

N

. Supportive leadership. Nemonstrates concern for the well-being

of subordinates. Treats subordinates as ecuals.

3. Particirative leadershin. Consults subordinates and asks for

suaacestions. Considers suhordinates' suggestions in decision

makina,
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4, Achievement-oriented leadershion. Sets challengina  goals.

Stresses performance improverment. Expresses confidence 1in

subordinates’ ability to meet challenaing aoals.

An advantage of the behavioral theories of leadership is that they
indicate some behaviors 1leaders can take to motivate and satisfy their
subordinates. That is the behavioral theories deal with behaviors that
will satisfv subordinate's intrinsic needs as well as behaviors that
will lead to getting the work done. The breakdown of leadership
hehaviors into four cateqories (directive, supportive, participative,
and achievement oriented) provides mere dinformation to suoervisors who
are interested in chanaing their leadership stvle than the two
Aimensions (consideration and structure). The leader should 1learn to

use all four styles of manacement intermixed.

The theories discussed in the next chapters deal with a broad
perspective of attitudes and orcanizations. They take into account more
factors than just satisfaction, Jjob desian, or leadershin behavior
alone. Instead all of these factors are considered together in a

"systems" view of organizational attitudes and hehavior.



ORGANIZATIONAL CLIMATE THEORY

Definition of Organizational Climate

Litwin and Stringer(3) introduced the concept "organizational
climate" to link McClelland and Atkinson's theory of human motivation ¢
the behavior of individuals in organizations. As used in their
research, "the term organizational climate refers to a set of measurable
properties of the work environment, perceived directly or indirectly by
the people who live and work in that enviromment and assumed to
influence their behavior" (p. 1). In other words, "organizational
climate is a concept describing the subjective nature or auality of the
organizational environment. Its properties can he perceived or
experienced by members of the organization and reported by them on an

appropriate questionnaire” (p. 187)

According to Litwin and Stringer, numerous earlier organizational

theories focused on the objective features of oraanizations, such as the

technolnay, the ornanizational structure, the decision-making processes,
and so forth. They reasoned, however, that the members' perceptions of

and subjective responses to the orcanizational environment have the

areatest influence on their motivation and behavior. In other words,

R - — D - - - - -

(2) The material for this chapter was adapted from "Motivation and
Organizational Climate", bv G. H. Litwin and R. H. Stringer, 1962,

73
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peop1es' subjective experiences are not totally describable in terms of
huyt are only indirectly related to the ohjective characteristics gn the
organizational environment, Furthermore, 1in terms of motivation and
hehavior, subjective experience 1is more dimportant than objective
reality. Therefore, the organizational climate model was intrecduced as
a subjective intervening variable, mediating between the objective

orcganizational system and the aroused motivational tendencies.

Oraanizational climate, then, refers to what Poberts and Glick

(1991) called within-person relations or nerceptions of the environment.

In terms nf attitude theory oraanizational climate refers primarily to
the cognitive component, what the person bhelieves about the
oraanizational environment. Litwin and Strincer attemnted to identify
the major dimensions along which neople nerceive or classifv climates.
Refore discussing those, however, I will present the model of human

notivation that they were trying to link to organizational environments.

Model of Human Motivation

The bhasic principles of human motivation which climate theorvy
soucht to exnlain were as follows. "A person's aroused motivation *o
hehave in a particular way is said +to depend on the strenacth ... of his
motives, and on two kinds of nperceptions of the situation: his

expectancies of anal attainment and the Jincentive values he attaches *o

the aoals presented" (i.e., Aroused Motivation "otive Strenath X

Expectancy of Goal Attainment X Perceived Yalue of the Goal) (n. 12).
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Hotives are conceived here as disnositions to strive for general

and often internalized goals. They are presumably acquired in childhood
and are vrelatively enduring and stable over periods of time.
Expectancies and incentive values depend on the person's experience in
specific situations like the one he now confronts, and they change as
the nperson moves from one situation to another or as the situation

jtself is altered (p. 12).

Climate theory was developed in an attempt to explain three
"motives" or "needs" which had heen shown by McClelland and others to he
important determinants of performance and success in business., Thev
were:

a) Heed for achievement- defined as the need to excel in relation to

competitive or internalized standards. A nerson hiagh in need for
achievement (nAch) Tikes situations in which he takes personal
responsibility for findina solutions to problems. Responsibility
allows him to c¢et npersonal achievemeﬁt satisfaction from the
successful outcome. He also has the tendency to set moderate
achievement goals and to take calculated risks. The morderate risk
situation simultaneously maximizes his exnectancy of success and
the incentive value associated with that success. Finally, the
neonle with a strona concern for achievement want concrete
Feedback on how they are doing.

h) Yeed for power- defined as the need for control and influence over

others. People with a strona need for nower (nPower) usually
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attemnt to influence others directly - bv makinag sucgestions, by
giving their opinions and evaluations, and by tryina to talk
others into things. They seek positions of leadershio in groun
activities; whether they become leaders or are seen only as
dominating individuals depends on other attributes such as ability
and sociability.

c) Heed for affilistion- defined as the need for warm, friendly,

relationships. People with strong affiliation needs (nAff) think
about friendly, companionate relationships they wonld like to
have. Since they want others to like them, thev are 1likely to pay
attention to the feelings of others. In aroup meetinas they make
efforts to establish friendly relationships, often by aareeine or

aiving emotional supnort.

The Climate Model

The ageneral factors which infiuence orcanizational climate and its
consenuences for the organization are summarized 1in the model in Fiqure
2. The oraanization system features are seen as generatinn an
orcanizational climate, which in turn arouses (or sunpresses) narticular
notivational tendencies. The natterns of motivated hehavior that result
are seen as determining a variety of conseauences for the oreanization,
including  nroductivity, satisfaction, retention (or  turnover),
adaptability, and reputation. The imnortance of the feedback cvcles is

also noted schematicallv.
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Dimensions of Organizational Climate

Throughout their research, Litwin and Stinger worked toward
jsolating the most important dimensions of organizational c¢limate and
their influence on aroused motivation tendencies. The exact dimensions
and the aquestionnaire items which they used to measure them changed
slightly as their research prooressed, and so did the hypothesized
effects on nmotivation. Generally speaking, however, the important
dimensions and their expected effects on aroused motivation tendencies
can be described as follows.

1. Structure- defined as the feelina that employees have about the
constraints in the group, how many rules, reculations, and formal
procedures there are; 1is .there an emphasis on "red tape" and
goina throuah channels, or 1is there a loose and informal
atmosphere?

An  excessive amount of  structure is related to
authoritarianism, j.e., strincent authoritv-based values and
hehavior by persons with authority. Excessive structure and
constraint acts to reduce either the challenne of the joh or the
perceived worth of succeedinc at the Jjob., Thus, it does not
arouse nAch, but it does arouse nPower, particularly where there
is competition for recoanition or status. Rv the statements used
to measure structure, it appeared that some dearee of structure
was necessary to achieve any effectiveness at all. That is, the
complete absence of structure would not arouse nAch or nPower,

hut rather frustration.
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Responsibility- the extent to which individuals are expected to

and encouraned to take personal vresponsibility and emphasis is
aiven to individual accountability.

Meed for achievement 1is nurtured 1in a climate that allows
individuals to assume a aqgood deal of responsibilitv. If the
climate of responsibility is such that status differentiation is
made salient rather than emphasizing freedom and feedhack aspects
of personal responsibility, then nPower may also be induced hy
this dimension.

Reward- the feelina of being rewarded for a job well done
emphasizine positive rewards rather than punishments; the
nerceived fairness of the pay and promotion policies.

A climate oriented toward aivina reward, rather than dealine
out nunishment, s more 1likely to arouse expectancies of
achievement and affiliation and reduce expectancies of the fear
of failure. A nerformance-hbased reward climate arouses nAch.
Newarrds for excellent nvperformance and fair appraisal of all
nerformance stimulate individuals hiagh in nAch to strive for
these rewards as symbols of their success. The individual hiah
in nAff will bhe stimulated by this climate to the extent he
nerceives that his strivinas will lead to warm, close,
interpersonal relationships. fGeneralized apnroval, like
friendliness will not arouse nAch; it must he performance based.
The perceived emnhasis on reward vs. punishment Js intimately

related to the dearee of warmth and sunvort,



4.

a0
Eiﬁﬁ? the sense of riskiness and challenge in the job and.
organization; is there an emphasis on takina calculated risks or
is playing it safe the hest way to operate.

Climates that allow and emphasize moderate, calculated risk
taking will arouse nAch. Climates that tend to stress a
conservative approach to tasks will frustrate and weaken nAch.
This dimension has no effect on nAff or nPower.

Warmth- the feeling of general good fellowship that prevails in
the work group atmosphere; the emphasis on heinc well-liked; the
nrevalence of friendly and informal social aroups.

This dimension is nositively related to the development of
nAff. Uarmth and friendliness may reduce work-related anxieties,
but there 1is no bhasis to hvnothesize that a iocular, friendly
environment will arnuse nAch. It is wunrelated to power
motivation,

Sunport- the perceived helpfulness of the manaaers and other
emplovees in the aroun; emphasis on mutual support from above
and below.

Supnort and encouragement reduce the salience of fear of
failure and increase the salience of achievement motivation and
achievement oriented activity. This dimensinn is also nositively
related to nAff.

Standards- the perceived irmportance of implicit and explicit
ooals and performance standards; the emnhasis on doing a cnod
Jeb; the challenge represented in personal and croup qoals. This

dimension could be called high performance standards.
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Hiah performance standards are related to the arousal of nAch
and stimulation of achievement related needs. The theory of
achievement motivation is built around the notion of achievement
relative to a standard of excellence, and it should be expected
that the level of standards that are set would be an important
determinant of aroused nAch. Mo direct effect on nPower or nAff
is expected. However, in a climate of warmth and friendliness,
rewards and approval, a person with hich nAff might respond

favorably in order to please their fellow workers or boss.

Conflict- the feeling that managers and other workers want to

hear different opinions; the emphasis placed on agettina problems
out in the open, rather than smoothing them over or ignorino
them. Is conflict between individuals tolerated or accepted, or
is there an emphasis on coopération at anv cost?

Confrontation and conflict may serve to arouse nAch 1in many
wavs. First, direct confrontation and conflict tend to increase
flow of relevant information. Therefore, achievement aoals can
he clarified. Confrontation and conflict may increase promntness
and concreteness of performance feedhack., The alternatives for
action and the obstacles to achievement are often made exnlicit,
and the individual can better judae how well he is doinc.

Confrontation and conflict would tend to threaten stability of
warm, friendly relationshins and would recduce arousal of nAff.
Tolerance for conflict will arcuse nPower only when status and

influence are related to the abijlity to deal with and confront
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éonf]icts. Generally, persons with hich nPower seek
confrontation as a means of influencina others.

a9, Identity- the feelina that you belong to a company and you are a
valuable memher of a working team; the importance placed on this
kind of spirit; emphasis 1is given to cooperation and qetting
alona well.

Individuals high in nAff will resnond positively to an
environment that emphasizes aroup cohesiveness and loyalty. Such
an environmment tends to emphasize the need for close
interpersonal relationshios. 'Mutual support should be hich, and
affiliative cues should be widesnread.

Indirectly, groun identity would arouse nAch. It is the agroup
itself which is important to the affiliative individual, hut it
is the ao0al or the norm oé the aroup that is important +to the
high achiever, If the identification were centered around an
achievement aqoal - a goal that the achieving individual helieved
could be best attained through aroun action - then he would
respond favorablv to an emphasis on aroun identity. Thus, to
arouse nAch the c¢limate should combine didentity with hich

standards,

Litwin and Strincer also reviewed some research on the effects of
feedback on aroun internmersonal relations, such as trust and openness.
They found that emphasizing oaroup loyalty and oaroup aoals (i.e.,

nrovidina only aroun feedhack as to how the whole naroun was roina)
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jncreased group identity and led %o improved performance, less concern
about personal rewards, more nrutual trust, and less strain in
interpersonal relations. Deemphasizing oroup aonals (ajvina individual
feedback only) led to more withdrawal from personal interaction, less
desire to achieve a aqood score, and less mutual trust. “Yhen both
nersonal and group aoals were emphasized (when there was feedback as to
how the aroup was doinn and how individuals were doing), there was
areatest increase in personal performance, internersonal sensitivity was
increased, and task orcanization was most prevalent. Thus, feedback
appeared to he an important determinant of croup cohesiveness and aroup

and individual performance. Feedback was also stressed in the JCi%,

Management of Climate

An dimportant distinction was made between motive, which is a

relatively stable personality characteristic, and aroused motivation,

which 1is a situationally influenced action tendency (p. 25). The
situationally aroused motivational tendency mav or may not "fit" a
nerson's dominant motive or need pattern. It is possible for a nerson
with a strong nAff to find himself in an achievement-oriented climate.
The ideal climate is where there is a qood fit hetween the demand of the
tasl and the rotives of the individual. In which case the ideal climate
would emphasize those dimensions which arcuse the motive 1in cuestion.
Therefore, managers must attempt to match the needs of +heir
subordinates with the various tast demands, However, this individual

approach to motivation is time consumine and very difficult to manane
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offectively. Therefore, the entire organizational climate must become

the focus of management actions.

The capacity to influence climate is perhaps the most powerful
leverace point in the entire management system. Litwin and Strincer
recommended five phases for controlling climate:

1. Phase one: Deciding what kind of climate is most aporopriate
(given the nature of your workers and the jobs to be done).
2. Phase two: Assessing the present climate.
3. Phase three: Analyzinc the "climate gap" and establisking a nlan
to reach the ideal climate.
4, Phase four: Takina cencrete steps to improve climate.

5. Phase five: Evaluating vour effectiveness 1in terms of your

action plans and {redirecting your clirate emphasis).

For the second phase, the manacer can develop  special
nuyestionnaires tailored to his objectives and the specific oroanization.
The questionnaire Litwin and Stringer (196R, p. 204) developed can serve
as a quideline. Additionally, careful observations and 1in-denth
interviews will help d{dentify the specfic concerns which should be

included on the auestionnaire.

Through aralysis of the climate survey and comparison of the ideal
climate with the here and now situation, the nature and size of the
"climate aap" can be determined. The specific asrects of the climate

7an then hecome the focus of action nlannino,
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Litwin and Strincer described four brcad action alternatives
availahle to managers to control the organizational climate:
1. Spatial arrangement changes.
2. Changes in job goal specifications.
3. Changes in ccmmunication/reporting patterns.
4, Changes in leadership style.
A brief statement of the behavioral and c¢limate effects from various

action alternatives are outlined in Table 9.

It was pointed out that the most important determinant of climate
seems to be the leadership style utilized by the managers or informal
Teaders. The emphasis a leaders nut on adherence to rules, the kind of
goals and standards they set, and pérhaps most important, the nature of
their informal relationships and cdﬁmunications with subordinates, have
a very areat impact on the climate. There are two asnects of leacdership
which were found to he most important. The first involves the manager's
ability to recoonize and reward excellent performance. The second
aspect involves what Litwin and Stringcer called "coachine". Coaching is
the extent to which a manaaer works with his neople on the ijob (or in
*he field) to solve nroblems and encouraae more effective aoal-directed
behavior, Coachina tends to lead to a climate characterized bv very

hiah support and team sonirit,

Litwin and Stringer listed some aereral cguidelines for creatine
different tvpes of climate. They are:

To create an achievement oriented climate:
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Actijon Alternatives for Controlling Climate

m

Anticipated Anticipated Effects
Category Action Alternatives  Behavioral Effects on Climate
Spatial Put people close Interaction and Increase in
Arrangements together cohesion Warmth, Sup-.
port, Identity
Put work part-  Task-related Increase in Sup-
ners close interaction rt, Identity,
together esponsibility
Determined by  Interaction Increase in Struc.
status within status ture, Responsi.
levels bility
Jols> and Goal Deﬁned 2221 duties Constram( i t;:ed ) Increase in Struc.
pecifications in i stereo ture
behavior Decrease in
Warmth,
_ Responsibility
Delegate overall Individuality of Increase in Re-
responsibility work activity: -sponsibility,
and allow Risk
individual job Decrease in
ing Structure
Set and rm:;rb Mutual tjggal— Inmbi:; Re-
goals periodi orien sponsibility,
cally activity (of Standards,
managers and Reward,
subordinates) Support
Communication/ Establish formal Constrained - Increase in Struc-
Reporting channels and (stereotyped) ture
Patterns procedures behavior and Decrease in
decreased Warmth,
interaction Support
Maintain Manager- Increase in Sup-
informal subordinate port, Reward,
contact interaction Identity
and informa-
tion sharing
Leadership Recognize and  Increase in Increase in
Style reward quality of Reward,
excellent output Standards
performance
Provide coach- Manager- Increase in
ing- subordinate Support,
problem Standards,
solving Reward
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a) amphasize personal responsihility
b)Y allow calculated risks and innovation
c¢) give recognition and reward for excellent performance
A} create the 1impression that the idindividual is part of an
outstanding and successful team
e) have a moderate degree of structure.
Achievement oriented climates are aqood for sales, encineerira, or
orcanizations interested in rapid qrowth. They create excitement about
nersonal goals and accomplishment.
To create an affiliative climate:
a) allow the development of close warm relationships
h) nrovide considerable support and encouraqement for the individual
c) provide considerable freedom and very Tlittle structure or
constraint
d) aive the individual the feelinn that he is an accepted memher of a
family or aroup.
Affiliation-oriented climates are aood for counseling centers, or neonle
responsible for coordinating the efforts of others. Some dearee of
affiliation is needed 1in larce, comnlex orcanizations where close
coordination and inteqration of different functions is rénuired.
To create a nower-oriented climate:
a) nrovide considerable structure (in the form of rules, nrocedures,
etc.)
h) allow individuals to obtain nositions of responsihility,

authority, and hiagh status
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c) encourage the use of formal authority as a basis for resolving
conflict and disagreement.

rower-oriented climates are reasonably apnropriate for very hierachical

organizations (such as the military) and for organizations where work is

hiahly routine and repetitive (as in manv manufacturing oraanizations).

Finally, it is important to make periodic assessments of changes
in organizational climate. This assessment allows the manager to track
the develonment of certain climate characteristics and evaluate the the
effectiveness of attempts he has made to influence and chance climate.
Litwin and Strincer pointed nut that it is just as important to he aware
of the ornmanizational climate as it is to bhe aware of inventory,

proiected sales, cash flow, and available financial resources.

Summary

Litwin and Stringer presented a different nerspective from most of
the other theorists discussed so far. Herzhera, McGreqor, and to some
extent Hackman and Oldham viewed peonle as motivated oprimarily by
intrinsic, ecoistic needs. They pronosed that satisfaction of intrinsic
needs was associated with hich jcb satisfaction and hiah motivation to
nerform on the joh., Alternativelv, Litwin and Strincer emnhasized the
sionificance of +the external climate on neoprle's "arnused motivation"
tendencies. Thev acknowledaned that opeonle had their own intinsic
"motives", hut they nroposed that the envirommentally “aroused

motivation" had the most influence on their behavior, in other words,
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rather than viewing people as motivated by intrinsic needs and values,
Litwin and Stringer hvpothesized that the norms and epectations
nortrayed by the organizational climate determined one's level of
motivation on the job. Similarly, Moos (1973) referred to this latter
perspective in tems of the influence of the "psychosocial environment”
on behavior. According to his view, each individual has input into the
nsvchosocial characteristics of the environment, but 1in general the
aaaregated climate characteristics have a areater influence on any
individual than he or she has on the overall climate. Thus Litwin and
Stringer shifted away from the emnhasis on individual intrinsic needs
and values to the influence of the external climate on arocused

motivation and behavior.

Climate theory 1is consistent with the aqgeneral noticn of the
influence of emplovees' attitudes on behavior, Their subhiective
nerceptions as measured on a climate questionnaire reflect auite simply
the coanitive component of an attitude. That is, the responses on the
auestionnaire represent their beliefs, thoughts, and opinions about the
characteristics of the environment. In Climate Theory it is clear that
the measures represent subjective perceptions of the characteristics in
the environment, and these nerceptions are at least indirectly related

to the objective characteristics of the situation.

Climate Theory also is related to leadership theories. BRecause of

the 1leader's position he or she has control over the climate to a
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areater extent than his or her subordinates. One would exnect as Litwin
and Strinaer hypothesized, different leadershp styles e.q., supportive,
participativé, achievement, and directive would create different
expectations and values for incumbents. For example, directive
leadership alone might lead to a climate with a Tlot of structure.
Achieverent leadershio micht lead to a climate of high standards and so

on. Some aspects of leadership are built into Climate Theory.

The Climate Theory has not been well received hy some researchers.
For example, Guion (1973) said "orcanizational climate is undoubtedlv
important, but it seems to be one of the fuzziest concepts to come along
in a long time." He said that clmate was no different than satisfaction
or employee attitudes in general. ‘However, one can reason from the
above discussion that Climate Theor& is considerably more comprehensive
and contributes a different perspective than satisfaction or attitudes
alone. Furthermore, there is a arowina amount of literature on the
influence of the '"psychosocial characteristics" of environments on
hehavior (Moos, 1972). Thus, Climate Theory is useful and will prohably

continue to receive researchers' attention in the future.

Nne sinnificant contribution of climate theorists was the various
dimensions of climate they identified, several which *had not heen
consicdered 1in previous Job satisfaction research, e.a. standards,
conflict, and risk. Furthermore, they dealt thev made specific

hvpotheses about the effects of leadership style, iob desion, and other
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practices on three types of motivation, nAch, nAff, and n Power, which
had been shown to be important for performance and success in business.
Thus, the theory was well researched., Climate Theory was particularly
useful because it shifted away from the 1importance of only job
satisfaction and placed more emphasis on motivation and performance.
Likert's Systems Theory which is presented in the next chapter gces into
even more detail about the kinds of practices and procedures leaders can

use to create favorahle attitudes amona their subordinates.



LIKERT'S SYSTEMS OF ORGANIZATIOM

The System 1-4 Continuum

Likert(4) proposed that any management or human orcanizational
system can he measured and described in terms of well defined variables.
The focal variable in Likert's theory was the System 1 to System 4
continuum. This variable pertained to the motive sources used by an
oraanization, the manner in which these motive sources are utilized, and
the maanitude of effective motivation created amona the organization's

memhers.

In System 1 oraanizaticns the principle notive sources used are
security and econonic motives. These motives are utilized through fear,
threats, punishment, and occasional rewards. The results for the
orcanization are hostile attitudes among members, 1ittle coonerative
tearmwork, distortion of information, and the nresence of an informal
system with agoals counter to the formal orcanization. Rriefly, a Svstem
1 orcanization attemnts to motivate hv fear and nuniskment which results

in hostile motives and attitudes and restriction of outpnt among

members.

(4) The mraterial for this chanter was adapted nprimarily  from tun
sources: Likert 2 Likert, '"Mew MYavs of Manacina Conflict," 1°76;
and 0, G. Powers, "Svstems af Oreranization," 1274,

n2
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Alternatively, Systém 4 organizations recoanize and attempt to use
members' desire to achieve a sense of personal worth and importance.
Fconomic motives are satisfied through a group planned compenstion
svstem.  Group participation is used in setting qoals, improving work
methods, and appraising proaress. There 1is full vrecocnition for
accomnlishment, and there is opportunity for free responsible hehavior
in achieving established qoals. The results for the orcanization
include strongly favorable attitudes, substantial cooperative teamwork,
accurate upward communication, and the coals of the formal and informal
svstem are one and the same. Generally, in System 4 orranizations all
social systems support efforts to achieve oracanizational gqoals. The
organization utilizes supportive treatment and involvement to motivate
memhers, which results in favorahle attitudes and cocperative,
responsible hehavior toward the achomn1ishment of organizational aoals

and ohijectives.

Cause and Effect Mature of Systems

Bowers explained that in Likert's conceptualization of the human
orcanizational svstem 1is the notion of a flow of events from causal
conditions, throuch interveninc nrocesses %o end results, Livert
nointed cut that

The causal variables are independent variables that can he
altered directlv by an ornanization and its manaaement and
that, in turn, determine the course of developments within the
organization and the results achieved by that erecanization,
The neneral level of of business conditions, for exarnle,
althouch an independent variabhle, 1is not viewed as a causal
variahle since the manaaement of a particular enterprise
ordinarily can do 1ittle about it. Causal variahles include
the  structure of the orranization, and mananement's



objectives, policies, decisions, husiness and Tleadership
strategies, skills, and behaviors.

The intervening variables vreflect the internal state,
health, and performance canahilities of the oraoanization, e.c.
the loyalties, attitudes, motivation, performance coals, and
perceptions of all nremhers and their collective canacity for
effective action, interaction, communication, and decision
making.

The end-result variables ara the dependent variahles which
»aflect the achievements of the orcanization, such as  its
nroductivity, costs, scran loss, earninas, and services
rendered (Likert & Likert, p. 4A).

Two basic causal characteristics are agiven preeminent status in
Likert's theory: 1) the basic structure and climate of expectations,
roles, policies, and practices of the orcanization, and 2) 1leadershin

hehavior. These are described in detail bhelow.

Structure and Climate

According to Likert, the basic building blocks of oraanizational
structure areA face-to-face workarouns, consistina of supervisors and
those subordinates immediately responsihle to them., The structure
consists mos*t basically of a structure of aroups, linked toeether by
overlapping membershins into a nyramid throuah which the work flows.
A1 oroups are essential; all are characterized by the same bhasic
nrocesses that make them function either well or noorly. Jy the scape
of their authority and resnronsihility, however, the arouns nearer the
top of the pyramid have a areater effect unon the conditions within
which arouns nearer its hase must work than the latter have unon the

former,
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In addition to the basic structure of multiple overlapping groups,

other "organizational climate" conditions are described in terms of the
extent to which information flows freely and accurately in all
directions, the degree to which there is coordination among separate
operations and units, the deqree to which there is a participative
decision-making structure, and the extent to which the motivational
forces are positive and mutually reinforcing, as opposed to negative and
conflicting. Bowers pointed out that the use of the term organizational
climate differs from that of other writers in the field, who mean by it
the general or emotional "tone" which exists throughout the
organization. The characteristics denoted within the present usage are
not feelings but practices, and they are somewhat different from one
aroup to another within the organization. Groups within the same
department will experience slight differences among themselves in
organizational climate. Much greater differences will exist among
aroups who come from different departments or who are at different
levels in the organization, and very great differences will occur for

groups drawn from different organizations.

Leadershig

Within any group, a sequence is set in motion by the behavior of
the group's supervisor. The supervisor's actions toward subordinates
set the tone for their behavior toward one another and for their
performance on the job. Effective supervisors accomplish throuah their

behavior the building of aroups oriented toward cooperative
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accomplishment of the task or mission. In contrast, d{neffective
supervisors set in motion through their actions patterns of behavior

which detract from, or depress, that performance.

Managerial behavior, although primarily a causal variable itself,
is determined in part by the climate of the organizational conditions.
In most situations, the organizational climate and the 7leaders'own
characteristics make separate inputs to behavior, and the result is some
combination of their thrust. It should be emphasized, however, that
each is a separately 1limiting factor: this is especially true for
organizational climate. For example, policies which prohibit or
discourage the holding of group meetings have a profound, and
detrimental effect upon subordinate managers' abiliﬁy to employ aroup
methods of supervision. They can 5150 scarcely maintain high standards
of performance against objectives that are inherently unreasonable,
unattainable, or unclear. In part managers' behavior is determmined by
factors specific to them as persons, such as the information which they
have acquired over time about what is effective or anprooriate, their
skills in actually engaging in a particular form of behavior, and their

values,

Peer Leadership and Group Processes

Somewhat subseauent to these two causal factors of organizational
climate and managerial behavior, vet antecedent to intervenina processes

per se, is the behavior of peer subordinates toward one another. Like
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managers' behavior, the behavior of subordinates is in part caused by
the organizational climate in which they all live, and in part by their
expectations, skills, and values. 1In part, however, their behavior is
caused by the managers' behavior, either as a reflection of the way in

which managers deal with subordinates, or as a reaction to it.

From these causal and semicausal events the basic processes of the
group are formed. Some of the important group processes include, the
extent to which the group plans together, coordinates their efforts,
makes good decisions, solves problems, and shares information are all

influenced by neer leadership.

First Level Qutcomes and End Results

Between the intervening grbup processes and hard performance
results is a class of outcomes that iélpartly intervenina and partly
results 1in its own right. These outcomes are measures of health,
satisfaction, and personnel performance, such as manpower turnover,
grievance rate, absence rate and the like. End results are output rate,

operating costs, quality of product service, and ultimately earnings.

The flow of events from one set of characteristics to another is
diagrammed in Table 10. Questionnaire items used to measure each of
these causal and semicausal variables are shown in Table 11. The
sianificance of the cause and effect nature of the System and of the
items to measure the variables will become obvious as the principles of

the theory are covered in more detail in the following sections.
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Diagram of Organizational System Flow of Events

98

Causal Semi-Causal Intervening First level End
variables Variables Variables Outcecmes Results
Structural

variables Group processes System 1-4 Qutput
Overlapping Peer group Planning, continuum, rate
groups, leadership Decisions,

Organization- Sharing infor- Heal th, Operating
al climate mation, Satis- costs
Leadership Confidence and faction,

Supportive trust, etc. Personnel Quality
tehavior, performance of oro-
Soal duct
emphasis,

Heln with Earnings
work,,

Teambuilding




TABLE 11

Items to Measure Causal and Semicausal Variables

CAUSAL VARIABLES
Supervisory (Managerial) Leadership
Support: Friendly, pays attention to what you are saying,
1istens to subordinates' problems.

Team buildina: Encourages subordinates to work together as a

team, encouraqges exchange of opinions and ideas.

Goal emphasis: Encourages best effort, maintains high standards.

Help with work: Shows ways to do a better job, helps subordin-

ates plan, organize and schedule, offers new ideas, solutions to
problems.
Organizational Climate

Communication flow: Subordinates know what's going on, superiors

are receptive, subordinates are given information to do jobs well.

Descision-making practices: Subordinates are involved in settina

qgoals, decisions are made at levels of accurate information, persons
affected by decisions are asked for their ideas, know-how of people
of all levels is used.

Concern for persons: The organization is interested in the

individual's welfare, tries to improve workina conditions, oraanizes
work activities sensibly.

Influence on department: From lower level supervisors and from

emplovees who have no subordinates.

Technological adequacy: Improved methods are quickly adopted,

equipment and resources are well managed.



100
Motivation: Differences and disagreements are accepted and
worked throuah, people in the organization work hard for money,
promotions, job satisfaction, and to meet hiah expectations from
others and are encouraged to do so by policies, working conditions,
and people.
INTERVENING VARIABLES
Peer Leadership

Support: Friendly, pays attention to what others are sayina,

listens to others' problems.

Goal emphasis: Encourages best efforts, maintains high standards

Help with work: Shows ways to do a better job, helps others

plan, organize and schedule, group shares with each other new ideas,
solutions to problems.
Group Process
Plannina together, coordinating efforts.
"“akina good decisions, solving problems.
Sharing information.
Hanting to meet objectives.
Having confidence and trust in other members.
Ability to meet unusual work demands.
Satisfaction
With other workers, suneriors, jobs, this oraanization as comnared
with others, pnay, progress in this oraganization up to now, chances

for cettina ahead in the future.

Source: Likert and Likert (1976, p. 73-74).
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Essential Characteristics of Effective Systems

Description of System 4

Rasically, Likert found that managers who achieve the highest
production, lowest cost and most financially successful operations use
management principles which differ significantly from those used by
managers who achieve below-average productivity, costs, and earnings.
The basic principles used by the highest-producing managers have been
integrated into a general organizational system called System 4, It is
described as follows:

The human organization of a System 4 fimm 1is made up of
interlocking work groups with a high dearee of group loyalty
among the members and favorable attitudes and trust among
peers, superiors, and subordinates. Consideration for others
and relatively high level of skill in personal interaction,
aroup problem solving, and other group functions are also
present, These skills permit effective participation in
decisions on common nroblems. Participation is used Tor
example, to establish organizational objectives which are a
satisfactory intearation of all the needs and desires of all
the members in the organization and of persons functionally
related to it. Members of the organization are highly
motivated to achieve the orcanization's goals. High levels of
reciprocal influence occur, and high levels of total
coordinated influence are achjeved in the organization.
Communication is efficient and effective. There is a flow
from one part of the oraganization to another of all relevant
information important for each decision and action. The
leadership in the organization has developed a highly
effective social system for interaction, problem solving,
mutual influence, and organizational achievement. This
Teadership is technically competent and holds hiah performance
goals (Likert & Likert, 1976, p.16).

This description of System 4 illustrates what Likert called an

interaction-influence network. The interaction influence network refers

to both the structure of the oraanization and interaction processes by
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which it functions. These processes include all those dealing with
leadership, communication, control, decision-making, and goal-setting.
The variables that make up the interaction-influence network are causal
of the motivational sources tapped by an organization. As already
noted, these make up the climate variables which are related to

structure and leadership.

The 1important organizational characteristics of System 1 and
System 4 are contrasted in Table 12. As shown, the Svstem 1
organization was called the "Exploitative Authoritative" orsanization.
This system hoards control and direction at the very top of the
organization, decisions are made at the top, and orders are issued.
Although there is some downward communication, these communications are
received with hesitancy and susp{cion by subordinates. Mistrust is
prevalent and control and responsibility for organizational goals is

felt only at the top.

System 4 1is termed the "Participative Group" system. In this
system decisions are made throughout the organization. Goals are
established by aroup participation, except in emergencies, and for this
reason are accepted both overtly and covertly. Information flows freely
upward, downward, and laterally, and there exist practically no forces

to filter communication. The interpersonal climate is one of trust.
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TABLE 12

Profile of System 1 and System 4 Characteristics

System 1: Exploitative
Authoritative

System 4: Participative
Group

T. Leadership process

includes no perceived confidence
and trust. Subordinates do not
feel free to discuss job prob-
lems with their superiors.

2. Communication process

is such that information flows
downward and tends to be dis-
torted, inaccurate, and viewed
with suspicion by subordinates.

3. Interaction-influence
process is minimal and almost
always with fear and distrust;
subordinates have 1ittle effect
on departmental goals, methods,
and activities.

4. Decision-making process
occurs only by the supervisor
or at higher levels; subordi-
nates are rarely involved in
decisions that affect their
work; decision makers are often
unaware of problems at lower
levels.

5. Goal-setting process
is in the form of orders
issued.

6. Control process is
centralized at the too and
emphasizes fixing blame for
mistakes.

i. Leadership process

includes perceived confidence and
trust between superiors and subor-
dinates on all matters. Subordinates
feel free to discuss job related
problems with their superiors who in
turn solicit their ideas and opinions

2. Communication process

is such that information flows freely
throughout the oraanization-upward,
downward, and laterally. The infor-
mation is accurate and undistorted.

3. Interaction-influence
process is extensive and fri-

endly with a hiah degree of trust and

confidence; subordinates and super-
visors have a great deal of influence
on qoals, methods, and activities of
of their units.

4. Decision-making process

occurs by group participation and
usually by conscensus; subordi-
nates are almost always involved in
decisions which affect their work;
decision makers are quite aware of
problems at lower levels.,

5. Goal-settina process,
except 1n emergencies, is in the form
of group participation.

6. Control process is

dispersed throuahout the organiza-
tion and emphasizes self-control and
problem solvina.

dource:

Adapted from Ivancevich et al. (1977, p. 352).
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Likert presented a questionnaire for the measurement of these
organizational charactristics (see Likert & Likert, 1976, p. 28-32).
Thus, one can use questionnaires to assess all the variables in Likert's
Systems Theory. In order to use the information collected with
questionnaires to change or develop a system toward the ideal System 4
from some other level it is necessary to consider some of the causal and

semi-causal variables in more detaifl.

The Principle of Supportive Relationships

The effectiveness of an interaction-influence network depends upon
the adequacy of 1its structure and interaction ©processes. The
interactions occurring within a.network are profoundly affected by the
leadership provided. Leadership, conseauently, 1is of major importance
in building and operating higﬁ1y effective interaction-influence

networks.

System 4 leadership differs in dimportant respects from the
leadership reguired by other systems. The most fundamental of all
System 4 leadership principles is the princinle of supportive
relationships which is stated as follows:

The leadership and other processes of the organization must be
such as to ensure a maximum probability that in all
interactions and all relationships with the organization, all
members will, in the 1ight of their background, values, and
expectations, view the experience as supportive and one which
builds and maintains their sense of personal worth and
importance (Likert & Likert, p. 108).
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Likert pointed out that there 1is a substantial and arowing body of
research findings demonstrating that the application of this leadership
principle yields favorable attitudes and highly motivated cooperative

behavior and helps an organization achieve its goals effectively.

Bowers pointed out five things that supportive leaders do:

1. Supportive supervisors are basically friendly and unpretentious
neonle. They are fim when firmness is called for, but not
threatening or hostile. They talk with subordinates, 1listen
closely and patiently to what they have to say, and make
themselves available when needed.

2. Supportive supervisors demonstrate by their behavior that they
are interested in their subordinates as human beinas, not simply
as hands useful for gettind work done, or impersonal cogs in a
machine. They show that they are senstive to their subordinates'
feelings, mindful of their needs and interests, and concerned
with helping them solve their problems.

3. Supportive supervisors seek involvement of their subordinates in
issues affecting the latter's work lives.

4, Supoortive supervisors show that they have trust and confidence
in the integrity, ability, and motives of their subordinates.
They demonstrate by their behavior that they have confidence that
their subordinates can do their jobs successfully. They exercise
aeneral, rather than close, supervision and thev share
information with their subordinates that will add to the latter's

understanding of events which affect them.
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5. Supportive supervisors are careful to provide praise and
recognition for a job well done. To the extent that they err,
they do so on the side of commission rather than omission, since
they are probably aware that deserved recognition builds newer

and higher levels of aspiration.

Likert pointed out that it is not enough for leaders to believe
genuinely that they are reacting in a supportive manner. The principle
nf supportive relationships is being applied only when the persons with
whom leaders are dealing see the 1leaders' behavior as contributing to
their sense of personal worth and importance. A particularly effective
step in gettina an accurate picture of leaders' behavior and reactions
of others to it is to obtain cuantitative measurements of the leaders'
behavior as perceived by their subordinates usinag the profile of

leadership hehavior acuestionnaire (see Likert & Likert, 1976, p. 112).

The questionnaire is used to measure behaviors which reflect the
use of the princiole of supportive relationships. After administering
it to subordinates the results can he used to provide feedback to the
leader. Supportive discussion by the aroup of these data about what can
be done to bring about improvement can be of great value in assisting
the leader and the members to improve. A similar scale can he used to
get feedback on the nature of interactions amona the members of the
group themselves and this information can 1lead to improvina qroup

interaction as well,
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The principle of supportive relationships embodies a highly
jmportant concept about hgman behavior, i.e., all persons have a strong,
inherited desire or motive to achieve and maintain a sense of personal
self-worth and importance. All people want appreciation, recognition,
influence, a feeling of accomplishment, and a feeling that people who
are important to them believe in them and respect them. A11 people
want to feel that they have a place in the world. This desire appears

to be universal (Bowers, p. 4).

Thus, to motivate its members, an orqanization must provide
opportunities for accomplishment, fulfillment, satisfaction, and
pleasure in the attainmment of organizational objectives. A11 members
must feel that the organization's objectives are important, that its
mission is of genuine significance.- They must also feel that their own
job contributes in an important manner to the oraanization's attaining
its objectives. They should view their job as challengina, meaninaful
and important. This idea 1is very similar to the notion of "task

meaningfulness” in Hackman and Oldham's job characteristics model.

Leaders must recoanize and understand this basic human desire for
personal worth and importance in order to behave in ways consistent with
the principle of supportive relationships. Leaders must have basic
faith in people and a generous attitude toward others. They‘cannot deal
onenly and supportively with others unless they have confidence and

trust in others' abilities, judgement, and integrity. They must believe
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that people fundamentally and inherently are decent and trustworthy and
will behave that way when given <the opportunity and encouragement to do
so. Clearly, this view is totally compatible with the assumptions about
human nature in McGregor's ‘“principle of integration” and Theory Y

approach to management.

Importance of High Performance Goals

Likert pointed out that the principle of supportive relationships
does not mean that leaders should simply "be nice to people and let them
relax and take 1t easy." People who are not expected to do much will
assume that others view them as weak, incompetent, and inferior. This
is eqo-deflating and contrary to the oprinciple of supoortive

relationships.

High aspirations for the attainment of excellence are an imnortant
aspect of the leaders' job. Leaders must create a personal and
organizational 1image that encourages excellence. Leaders must have
expectations of superior accomplishment for themselves as well as for
others. This is one of the most effective procedures for helping
subordinates accomnlish difficult tasks and, in the bprocess of doing so,
acauire 1increased competence and self-confidence. This is seen by
subordinates as a vote of confidence 1in their abilities. The hoss's
belief in them makes them willing to undertake with confidence more and

more difficult assignments.



109

Bowers pointed out that enthusiasm of high performance goals is
different from punitive pressure. Subordinates want to be stimulated
and helped but not nagged. Moreover, care must he taken not to
encourage the setting of goals that are unreasonably high. Finally,
effective supervisors help to encourage high performance goals by

reciprocation and setting a good example.

The Central Role of the Work Group

Another characteristic of System 4 which has already been
discussed to some extent is its heavy reliance upon problem-solving by
highly effective face-to-face work groups. The powerful emotionél,
motivational, and interactional phenomena of a group profoundly affect
both 1its determination to do group tasks well and its capacity for
productive problem-solving. Successful problem-solving requires a high

level of group loyalty and cooperative attitudes and behavior.

Leaders can help to build and maintain their aroups as effective,
cooperative, problem-solving units by skillfully applying the principle
of supoortive re1ationships and other relevant System 4 principles at
every stenp throughout the intellectual problem-solving process. If the
principles are applied skillfully by 1leaders and members in the
interactions which occur during intellectual problem-solving, the
cooperative attitudes and behavior among the aroup members will be
increased or maintained at a high level. Friendliness, confidence and

trust, attraction to the qroup, and similar reactions will arow in
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response to the supportive treatment each member experiences from the

Jeader and colleagues (Likert & Likert, p. 132).

To the extent that the group is positive, rewarding, reassuring
and stimulating, it will be attractive to its members. They will
develop a closeness, cohesiveness, confidence and trust that will result
in pride in their group and lovalty %o its aims and objectives. Under
these conditions values that seem important to the group will carry
greater 1ikelihood of acceptance by individué1 members, who will be more
highly motivated, not only to ahide by these values, but to achieve the
important goals of the group. Because of these processes, the values of
the group are more likely to represent a satisfactory inteqration of the

members' values and needs.

It is assummed, of course, that with these conditions that the
aroup has been in existence for a sufficient period of time to have
developed "well-established working relationships" amona all of its
members. Irrespective of the level of interpersonal sensitivities and
aroup skills, present at the onset among its members, each group must
develop over time the confidence, trust, loyalty and favorable attitudes
which characterize highly effective workgroups. Members must come to
know each other well enough to know the meaning of communications coming
to them from others. FEach person must Tlearn his or her own role and
that of every person to whom he or she must relate. There appears,

according to Likert, no fully acceptable substitute for time together



111
for developing these close bonds. Members of System 4 organizations
seek to help one another, and their motivation and capacity to cooperate
become substantial as their workina relationships are firmly established

(Likert & Likert, p. 49).

Thus, groups are a valuable management resource. As Likert
stated, management will make full use of the potential capacities of its
human resources only when each person in an organization is a member of
one or more effectively functioning work groups that have a high dearee
of aroup loyalty, effective skills of interaction, and high performance
goals. Supportive behavior helps establish effective groups and both
supportive behavior and group membership can help satisfy 1important

human needs for esteem and personal worth.

The Role of Participative Decision Making

Another important aspect of System 4 organizations, which qoes
hand in hand with the central role of the work group, 1is participative
decision making. The basis of participative decision making dis that
well-niagh all persons have a need to feel that they are contributing
members of some entity larger than themselves, to accomplish something
meaninoful, to do a good job, and to be recognized for it. When
organizations permit those who must do a job to settle on a way of doing
it that meets their personal needs, motivational forces felt by
employees alian themselves in ways which help to huild a drive toward

meeting the organizational objective. For self-fulfillment, peonle need
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and appreciate, having a voice in deciding those issues closely related

+o their work lives.

The elements of participation consist of (a) aroup, rather than
person-to-person, methods of supervision, (b) the open flow of
information 1in all directions (with immunity from ridicule or
vindictiveness), and (c) the ability of all parties to exercise a
measure of influence over outcomes.

Supervisors attempting to follow a participative pattern
typically present to their groups in regular staff meetings
problems which face them collectively, and before any decision
has been made about it, they encourage all views, make their
own views available without presenting them in such a way as
to override others, and develop those processes which result
in the nooling of all relevant information. From this they
help the group to develop an integrative solution to the
problem at hand, one to which 2all are willing to commit
themselves (Rowers, p. 22).
As a general rule, at each level the problems considered should be those

for which the supervisor has responsibility.

Through participative decision makinag, the supervisor structures
and guides events so that all the relevant information 1is made
available, and the best possible decisions are made. This is in
contrast to the supervisors electing to make the decision themselves,

which almost certainaly means that it is based on limited information.

Rowers pointed out that:

When all persons in a aroup feel responsible for that aroup's
success and have the ability to influence events, the aroup's
success 1is more likely than when the reverse exists.
Furthermore, participation results in widely dispersed control
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throughout the organization. Persons at all levels of high
performing organizations feel that they have and do have, more
say and influence over what goes on in their departments or

units than do persons at those same levels in organizations
that perform poorly (p. 27).

Thus, participative decision making motivates employees because it
gives them a stake in the successful performance of the aroup and the
organization. It provides them with ownership of the problem. However,
motivational consequences alone are not at issue. It 1is in addition,
the simple error proneness of the autocratic system which presents
itself to be judged, because the prerogative of deciding things
unilaterally carries with it the privilege of being far more often

wrong.

The Communication Process

The flow of information throughout the organization is critical to
its effective functioning. Bowers pointed out that most organizations
highly value downward communication, but that they have relatively
1ittle concern about upward flow of information. He suggested, however,
that it is critical for the organization to concern itself with the flow
of information upward, laterally, and downward. Some of the principles
which encourage this type of communication were already discussed, e.qg.
emphasis on developing effective face-to-face work groups and

participative decision makina and problem solving,
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Moreover, like downward communication, communication upward is
1ikely to be enhanced where there is created within the organization, a
climate which encourages it. It is important that the organization
demonstrate by its pronouncements, policies, and by the behavior of its
managers at all levels, that it actively seeks the inputs and views of
those at lower levels. Downplaying status distinctions ajds this
process, as does encouraqing openness and expression of diveraent views.
An ability to accept and cope constructively with criticism from one's
subordinates also helps. The manager who can do this is likely to be
narticipative. The participative stance is 1ikely to improve downward

communication as well.

It is important to note Jjust as individuals and groups have an
effect on communication, so does fhe flow of communication affect the
aroups which make up this system. A11 the -aroups need pertinant
information about the relationships of their tasks to operations in the
other parts of the system in order to perform those tasks effectively.
Upper level gqroups cannot make effective decisions if denied the
information pertinant to those decisions stored in the experience and

heads of persons at lower levels.

Reyond these things, an oraganization by sharina information with
its membership, says to the individual members that it trusts and
respects them, In doing so, it enhances their motivation to accomplish
the objectives because it adds to, rather than detracts from, their

Toyalty to the organizatidn and their identification with it,
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Coordination and the Linking-Pin Function

This principle of effective organizational funtionina has been
alluded to several times already, but it deserves more explicit
explanation at this point, 1{.e., 1linkage (coordination) appears to be
hest where the organization consists of a meaninafully intearated
network of overlapping aqroups. Linkage primarily means that in a
complex organization the efforts of one subsegment of the organization
supplement or compliment, and do not counteract or confound, those of
another. The linking-pin function is similar to what Lawrence and
Lorsch (1969) refered to as "integration," the aquality of collaboration
that exists among departments that are required to achieve unity of

effort by the demands of the environment.

The purpose of 1linkage is fo keep those operations which are
functionally distinct, but interdependent, in gear with one another.
The channels of 1linkage are often lateral, rather than vertical, and
operate ordinarily without an authority base. The foreman who
encounters a difficulty caused by a unit responsible to another command
chain often simply goes to his counterpart in the other unit. The two
of them settle on a decision which solves the nroblem. Apnlication of

the concept of multiple overlapping groups facilitates this process.

When an organization consists of multinle overlapping groups, all
neonle above the bottom tier and helow the top tier helono to more than

one garoup. They are simultaneously superiors of the group helow and
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subordinates in the aroup above. The more participative the groups are,
the more members are able to influence peers and superiors in directions
which square both with the facts of the real situation and with the
needs which their subordinates' feel. At the same time group members
have greater real influence with their subordinates, greater credibility
with them, and more "in the bank™ wupon which to draw. They are
therefore bhetter able to align their commitments to the requirements
which their superiors have established. A1l groups, superiors, and
subordinates, have through their common membership, greater positive

impact on the others.

One important requirement is that the qroups must be such that
genuine upward influence is possible. When supervisors, who by their
membership are linking pins in the ‘system, have the ability to influence
their own superiors within the upper aroups, 1linkage is possible and
likely. If they lack that ability, 1little linkage will occur. Their
efforts to build committed aroups among their subordinates will falter
because of a demonstrated inability on their part to deliver from the

larger organization in a way that will meet their subordinates' needs.

The overlapping group structure is an important part of the System
4 organization. Systems 1, 2, and 3 utilize person-to-person rather
than aroup-to-group relationships. A few organizations lack any
structure at all, that ds they are like amphorous masses and are very

ineffective. Likert called this type of an orcanization System 0.

-
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Importance of Technical Competence

The last important aspect of an effective system to be discussed
is the technical competence of leadership. Likert does not mean that
supervisors must necessarily personally have the greatest technical
knowledge of the work they supervise. In fact, he says very high
technical competence can even be a liability as people move up the
hierarchy. This is not to say that technical competence necessarily is
negatively related to managerial capability; it simply suggests that
there is not a perfect correspondence between personal technical
know-how and the ability to get technical resources to the locations
where they are needed and 1in the amounts and kinds required (Bowers,

p.75).

Likert described this aspect of supervisors' behavior in the
following way:
Leaders have adequate competence to handle the technical
problems faced by their group, or they see that access to this
technical knowledge is fully provided. This may involve
bringing in, as needed, technical or resource persons. Or
they may arrance to have technical training aiven to one or
more members of the group so that the group can have available

the necessary tehnical know-how when the aroup discusses a
nroblem and arrives at a solution (Bowers, p. 75).

Thus, highly effective managers make full use of technical
resources, but they do so in a manner that motivation is enhanced rather
than diminished, and favorable, cooperative attitudes are created rather
than destroyved. More specifically, they direct the work by seeing that

the work to be done 1is planned and scheduled, that subordinates are
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supnlied with materials and tools, that the work activities are
initiated, and by making sure that necessary technical information is
made available to them. They make certain.that subordinates are well
trained for their particular jobs, and endeavor to help subordinates
gain promotion by training them for jobs at the next level. This
involves giving them the relevant experience and coaching them whenever
the opportunity arises. They coach and assist employees whose

performance is below standard as well.

Summary

In summary, Likert made little direct reference to job
satisfaction per se. Instead his theory was directed more toward the
processes involved in Funning an effective orcanization. The key
aspects of the theory were "particibative aroup management" and the use
of questionnaires for obtaining quantitative measures of workers'
thoughts, feelings, and behaviors for feedback and organizational

development.

Systems Theory encompassed numerous principlies hrovaht out in the
nther theories discussed previouslv. Derhaps the most salient one was
the proposed motivational basis of behavior, man's desire for self-worth
and importance. McGreqor and Herzberg also hypothesized that man's
eqoistic needs were the ones of most significance to marnagement.
Hackman and 0lcdham also got at this noint in proposinc the irmportance of

“"experienced meaninafulness" of work in motivating and satisfying
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workers. The principles of leadership (see Table 11) overlapped
directly with the directive, supportive, participative, and achievement
oriented leadership stvles discussed in an earlier chapter.
Furthermore, the principles also enveloped several of the climate
dimensions in Litwin and Stringer's theory, such as high performance
standards, support, warmth, and group identity. Overall, Systems Theory
is a comprehensive theory of management and motivation. It provides
concensus on numerous principles 1in the other theories regarding

employee attitudes.

In terms of attitudes, Systems Theory dealt with employees'
perceptions of organizational variables, leadership, communication, etc.
Employees describe the perceived nature of the system on cuestionnaires.
The measurements are different froﬁ climate measures in that they are
usually tied to specific events and/or agents while climate theory
measures abstract feelings or tone not tied to any specific events or
conditions. For that reason, the descriptive measures of specific
practices and procedures are more useful for making improvements than

the climate measures.



FIELD STUDY

Background and Problem

The field study was done in a telephone company in South Chicago.
The purpose, in general, was to investigate employee-customer relations
and specifically to identify barriers to high quality customer service
as measured by company performance indexes. The problem was larae size
differences in the performance amona service representatives located in
different offices throuahout the division. This study focused on two
of fices (hereafter referred to as the “"target offices") because they had
consistently shown low performance, particularly on sales. The division
average sales index was 335.9 and the two tarcet offices were at 267.1

and 287.5. Their minimum objective was 300.0.

The service representatives received excellent trainine for all
aspects of their jobhs, and so it was proposed that they all had the
ability to do their jobs aﬁd the cause of the Tlow Sales performance in
the target offices was attitudinal in nature. The division manager
asserted that the service representatives in the tarqet offices had poor
attitudes about everything from race relations %o their sales
responsibilities, and so he commissioned the studv to learn the causes
of their apparent noor attitudes and what could be done to imnrove thenm.

Thus, the aeneral aim of the study was to develop and administer an

120
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emplovee attitude questionnaire in order to identify the job factors
that were important to service representatives and could be expected to
influence their attitudes and performance. The focus of the study was
on job factors that managers and supervisors bhad the authority to
control themselves so that they could use the survey results to make

changes geared toward performance imnrovement.

Description of Performance Indexes

The service representatives’ job required technical,
organizational, and telephone communication skills, as all their
contacts with customers were made over the telephane. They were
responsible for answering customers' questions about billinn, service,
and equipment; bill collections from delinquent customeré; and as
mentioned above for selling new' telephone equipment to customers.
Service representatives were expected to treat customers personally and

nrofessionally. Their motto was "quality and service."

The division manager kept records | on how well service
representatives performed their various responsihilities. For example,
observers listened 1in on samnles of service representatives' contacts
with customers and made ratinags on Quality of Contact Handlina (NCH), an
index of how natural, friendly, courteous, understandina, and helpful
they were durina the contacts. The Contact Yaiting Interval (CY1) was
the number of seconds customers had to wait on the telephone while

service representatives retrieved information from files. Their goal



122
was to minimize CWI. The Contacts Without Defects (CWD) was an index of
the correctness of information provided on orders, adeguacy of
arrangements made, and overall quality of customer handling. The Sales
index indicated the number and types of products service representatives

sold.

Research Design

The division in this study was divided into three districts, and
the districts were further subdivided into 12 geographically separated
offices. Each district was headed by a district manager and each office
was headed by an office manager. Within each office 20 to 50 service
representatives worked in aroups consisting of five to 10 service
representatives and a supervisor. In the whole division there were

approximately 450 service representatives in 48 work aroups.

The research design was correlational, consistina of correlations
between the performance indexes and service representatives' responses
to a job attitude aquestionnaire. The average of the performance ratinas
for three months, the month the attitude survey was administered and the
two months prior to that, were used as the criterion variables for this

study.

The QCH, CWI, and CWD indexes were averages computed over all the
service representatives in a aiven office, whereas the Sales index was

broken down by group averages within each office. Thus, the Sales index
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was available for approximately 48 groups whereas the other indexes were
available for 12 offices. For this study, the Sales index was the
primary criterion, and the agaroup was used as the oprimary unit of
analysis, because this provided the most observations for statistics. A
secondary analysis involved the correlations between the office level
performance indexes (QCH, CWI, CWD) and office averages on the attitude

questionnaire.

As already indicated, the basic purpose of this study was to
identify the job factors which influenced service representatives'
attitudes and job ' performance. It was expected that some job factors
were very important for their effects on job performance and other
factors were less important for job performance but more important for
job satisfaction. Specifica11y,‘ participative aroup approaches to
supervision e.g., using performance results for aroup feedback and using
the group to emnhasize nerformance improvement and problem solving were
expected to be associated with hiagh performance. Good »pay, working
conditions, and promotion opportunities were expected to be associated
more with job satisfaction. The goal was to develop a path diagram
showing the flow from causal variables to intervening variables and

finally to job performance and job satisfaction.
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Method

The first step in the research process involved the collection of
hackground information regarding the nature of the service
representatives' work and the problems they encountered in carrying out
their daily tasks. This was accomplished through interviews with the
division manager, his staff, and the district manager who was
responsible for the two target offices. Additional interviews were
conducted with office managers, supervisors, and service
representatives. A1l the interviews were open-ended allowina the
respondents to discuss their most salient problems, goals, opriorities,
likes and dislikes. An attemnt was made to interview a representative
sample of old and young, experienced and inexperienced service
representatives. In all, the division manager, the district manager,
two office managers, and 13 sérvice representatives were formally
interviewed, Except for a few additional informal interviews with
employees in other offices, all the interviews were with employees in
‘the target offices. In future research it would be better to interview

a representative sample of employees from all the of fices.

In the interview with the district manager, she mentioned that one
reason for the low Sales in the target offices was that the customers in
those areas were old-fashioned, hard-minded, and very difficult to sell
to. She also mentioned that the some of the service representatives in
those offices were old-timers and they Jjust were not motivated to sell,

hbecause selling was a new responsibility to them. On +the otker hand,
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the division manager said the Sales in the target offices had been
higher in the past and that they could show better results if they only

had better attitudes.

Some of the service representatives' most salient concerns
centered around the "Fads" schedule, which was a mechanized system for
determining the number of telephone lines that had to be open 1in each
office. Based on the number of incoming calls during the previous hour,
Fads automatically determined the number of service representatives who
had to be available to answer telephones for any given time period.
When managed well, the Fads schedule was supposed to make efficient use
of service representatives' time, but several of them complained that it
Timited their freedom and basically caused more headaches than it did
qood. Another concern was the "pressure to sell" which they said led to
cheating and lack of cooperation with other departments, such as
installation and repairs. Most of the service representatives expressed
satisfaction with their pay and the general working conditions. Some
concerns came un about the nature of supervision, but this was usually
with reference to specific supervisors rather than supervision in
general. Alonag with the material ffan the previous research, the
information collected from these interviews was used as content for the

attitude questionnaire items.
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Description of the Questionnaire

In addition to the interviews with the employees and the review of
the literature presented in the previous chapters, ideas for the content
of cuestionnaire items were derived from other popular auestionnaires
used in industry today. The Science Research Associates' Emnloyee
Attitude Survey (SRA, 1973),the Hospital Climate Survey (Carey, 1975),
Sears' Employee Attitude and Research Survey (Sears, 1978), and General
Motors' Organizational Description Questionnnaire (GMC, 1974), were all
reviewed for content and format dideas. Robinson, et al. {1979),
"Measures of Occupational Attitudes and Occupational Characteristics”
was also a good source of ideas for item content. The plan was to
factor analyze the questionnaire data to derive factors for later
analvses, but on the basis of all the above sources, items were written
to preliminarily assess the following content areas.

a) Job demands- work scheduling (Fads), sales pressure, amount of

work .

h) Problem solving- help from supervisor and co-workers in solving

prohlems fhat occur in the dajly work; holding meetinas to solve
nroblems.

c) Improvement emphasis- how often the supervisor and/or co-workers

came up with ideas of how to do the job bhetter.

d) Feedback and rewards- comnliments for good work, findina out how

you are doing on the job, constructive crticism.
e) Promotions- opportunities for and fairness of.

f) Teamwork- sharina information, solvina problems, team effort.
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g) Autonomy- takina action without supervisor's review, using your
own ideas.

h) Interdepartment cooperation- cooperation from other departments.

i) Job importance- contribution to company success and influencing

one's own pav level.

i) Satisfaction- overall satisfaction with job, satisfaction with pay

and working conditions.

The majority of the auestionnaire items and response scale formats
were written so that they would yvield descriptive information about the
various events and conditions in the job situation. For example, to the
auestion "Are you kept up to date on important chances that affect your
job?" the respondents indicated "how often"” (i.e. 1=ATmost always;
5=Almost never) that event ocurred. Fewer items dealt simnly with job
satisfaction, e.g. "Overall, how is I1linois Bell as a company to work

for?" (1=Verv good; 5=Very poor)}(5).

The items were arranged on the auestionnaire so that the flow was
interesting and smooth and so that items with similar response formats
were arouned together. A draft of the auestionnaire was pilot tested on

several service vrepresentatives to make sure that all the items were

(5) As shown here the high end of the response scale, 1i.e., "Almost
alwavs" was anchored with a 1 and the low end, i.e., "“Almost never"
was anchored with 5. This resulted in nenative correlations between
Sales and most of the attitude scales. In future research it would
he hetter to use response anchors so l=low and 5=hich, hecause
nositive correlations are intuitively easier to intepret than
neqative correlations.
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meaninaful and unambiguous and that it could be administered in a timely
manner. In all, the final questionnaire consisted of 63 items, 55 with
five-point response scales, five questions on demographic variables, one
auestion to identify group and office membership, and three open-ended
auestions for respondents to write in anything they wanted. The group
jdentification codes were vital because they were used to match the
auestionnaire responses with the group and office performance indexes.

A copy of the final questionnaire is included in Appendix A,

Administration of the Questionnaire

The questionnaires were administered to the service
representatives in all 12 offices durina a three week period in July
1979, Taylor and Bower's (1972) book, "Survey of Organizations" was
used as a guideline for administerihq them. A auestionnaire was placed
on each service representatives' desk in the morning hefore any of them
started working. Yhen they all convened for work, the project
coordinator briefly discussed the purpose of the questionnaire and read
instructions for filling it out. At this time annonymity and
confidentiality were emphasized, and the service representives were
insured that none of them would bhe identified nersonally, Then thev
completed the ouestionnaires and returned them in a sealed ballot-1ike
box. This procedure took less than 30 minutes. In nine offices the
nroject coordinator personally administered the auestionnaires. In the
other three offices the questionnaires and written instructions for its

administration were delivered to the office managers the day before
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administration was scheduled. The managers administered the
questionnaires the next morning, and the sealed box was picked up a few

hours later.

Results and Discussion

Summary of Return Rates and Demographic Characteristics

A1l the service representatives in the division, except for the
ones who were absent, on vacation, or away from the office for job
related reasons, had the onportunity to participate in the survey. The
actual number of auestionnaires administered and returned in each office
is shown in Table 13. The overall return rate was 67 nercent and the
rates from the different offices ranged from 44 to 78 vpercent. The
return rates from the tacet offices (offices 2 and 4) vere slightly but

not significantly lower than the overall rate.

The demographic characteristics of the service representatives who
returned aquestionnaires are summarized in Tahle 14, The averace Time In
Job was between five and 10 years. The majority were full-time, female
employees; only 11.4% were males. Seventy-five percent had Previous
Experience with another company. The average Aae was hetween 30 and 35

years, but more than 50% were 30 years or youncer.

Chi-square tests were computed to test for differences on the
democraphic variables across the twelve offices. Because so0 few

questionnaires returned and the problems created by empty cells in the



TABLE 13

Survey Return Rates

Number of Number of
Questionnaires Questionnaires Percent
Office Administered Returned Return Rate

1 50 30 0%

2 33 17 52%

3 50 23 46%

4 29 16 55%

5 40 31 78%

6 35 23 66%

7 50 35 70%

8 29 . 20 69%

9 37 27 733
10 18 8 44%
11 29 18 62%
12 31 22 71%
NA MA 20 MA
TOTALS 431 290 67%

Mote: The manacers administered the questionnaires in
offices 1, 3, & 9. The office identification was Mot
Available (MA) for twenty questionnaires because they

had missing or invalid identification codes.
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TABLE 14

Summary of Demographic Characteristics

TIME IN JOB

—————-  —— Sttt

1 Less than 1l year 73

2 1 to 5 years 88
3 6 to 10 years 68
4 11 to 15 years 34
5 OQOver 15 years 21
MA 6
SEX

M
1 Male 33
2 Female 246
MA 11
AGE

1 25 years or under 8R%

[RS]

26 to 30 years 71

3 31 to 35 years 46

>

36 to 45 years a0
5 46 to 55 years 21
6 56 vears or over 3

HA 21

3

25.2
30.3
23.4
11.7
7.2
2.1

R

11.4

84.8

3.8

30.3
24.5
15.9

13.8

CLASSIFICATION

N %
1 Full-time 267 92,1
2 Part-time 10 3.4

MA 3 2.8

PREVIOUS EXPERIEMCE

M 2

1 Yes 218 78.2
2 Mo g2 21.4
MA 10 3.4
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chi-square test, office 10 was omitted from these tests. Two
significant differences were found on Time in Job ( X" =106.2, df=40,
p<.001) and Age (% =71.65, df=50, p<.05). There were no significant

differences on the other demographic variables.

It was possible that these differences were related +to Sales and
the other performance indexes. This possibility was tested by computing
correlations between office averages on the demographic variables and
the performance indexes. There were significant correlations between
Time in Job and Sales (r (10) = -,66, p<.05), Time in Job and CWD (r
(10) = .67, p<.0l), and Time in Job and QCH (r {10) = -.57, p<.05).
Thus, it appeared that service representatives with more experience had
Tower Sales, lower QCH, and higher CWD. As one would expect, Age and

Time in Job were highly correlated, .77, n<.01.

An examination of the data revealed that the target office with
the lowest Sales (267.1) had the highest average Time in Job. Thus, the
district manager may have been partially correct in saying that the
service representatives in the target offices were old-timers and just
not motivated to sell. However, the other target office was less than
one standard deviation above the mean on Time in Job. These results
should be interpreted with caution, since broad categories rather than
exact measures were use for Time in Job, but still the results provided
some evidence that Sales were necqatively related to Time 1in Job.
Perhaps the aquestionnaire results provided some information on how to

overcome this possible barrier to high quality nerformance.
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Analysis and Interpretation of Attitude Data

Three pieces of information were computed for the interpretation
of the attitude data: 1) a factor analysis to identify the major themes
or dimensions in the data, 2) the mean and standard deviation for each
factor, and 3) the intercorrelations among the factors. The individual
item means and standard deviations were also used 1in interpreting some
of the overall factor means. As already noted, the focus of the study
was at the aroup level of functioning. However, for the factor analysis
it was necessary to maximize the number of respondents in relation to
the number of items factored, and so the data from all 290 service
representatives who returned auestionnaires were used 1in the factor
analysis. For subseauent analyses, group averages were computed for

each factor.

Factor Analysis. A principal factor analvsis with Varimax

rotation was used to identify the major dimensions represented in the 55
attitude items, Nther iterative factor analytic oprocedures and
rntations {e.q. obliaue) were examined, but they resulted in nearly the
sarme solutions, and so the principal factor analvsis was used because it
reauired tha fewest assumntions (Mie, Hull, Jenkins, Steinbrenner, &

Rent, 1075R),

The averaace sauared muyltiple correlation or communality estimate
hetween each item and all the other items as nredictors was .70 with a

ranae from .54 to .82, which indicated all the iterms were highly
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jnterrelated. The standardized alpha reliability coefficient for 195
respondents who had complete answers to all the questionnaire items was
.90, which also indicated the items were highly interrelated and that

the questionnaire had qood reliability.

The eigen values and the percent of variance accounted for by each
principal factor are shown in Table 15. With a cutoff at eigenvalues
equal to one, 15 factors were retained for rotatation. The first factor
accounted for 25.6% of the variance and then after a sharp drop in the
variance accounted for by the second factor, each subsequent factor
accounted for cradually decreasing variance. A1l tocether the 15
factors accounted for 65.9 percent of the variance 1in all the data,

which was considered a satisfactory solution.

The factor loadings or correlations between the items and the
factors are shown 1in Appendix B. Items were assigned tc factors with
which they correlated highest, except for item 29 which TVloaded .49 on
both factor éight and factor 13 and was included on both factors. The
preliminary factor names and the items that loaded on each factor are
shown in Anpendix C. The item mean and standard deviation are in the
narentheses following each item. Refore discussina the individual
factors I will present the factor means, standard deviations, and factor
intercorrelation matrix because these facilitated the interoretation of

the factors.
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TABLE 15

Factor Eigcenvalues and Percent of Variance Accounted For

Percent of Cumulative Percent
Factor Eigenvalue Yariance of Variance
1 14,09 25.6 25.6
2 2.86 5.2 30.8
3 2.36 4.3 35.1
4 2.11 3.8 39.0
5 1.87 3.4 42.4
6 1.83 3.3 45,7
7 1.62 2.9 43.6
b 1.46 . 2.6 51.3
9 1.37 2.5 53.8
10 1.24 2.2 56.0
11 1.18 2.1 58.2
12 1.13 2.1 60.2
13 1.09 2.0 62.2
14 1.04 1.9 64.1

15 1.00 1.8 65.9
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Computation of Group Factor Scores. The computation of the group

factor scores was as follows: First, the average was comnputed for each
aroup on each item, Then, the items assigned to each factor were summed
and divided by the number of items on the factor. Unit weiahting was
used and items with negative factor loadingas were reverse scored (1=5,
2=4, etc.) so that all the factor means were comparable on the same one

to five scale.

At the group level data for several cases were eliminated because
thay had missing or invalid aroup identification codes, no sales data
were available, or else less than three respondents were in the group.
A agroup size of three or more was considered sufficient tc provide
reliable group data. The mean number of peonle in the remaining aroups
was 5.7 with a range from three to hine. In all, 42 groups representing
240 service representatives were used for the group level analyses. The
data from these 42 aroups were used in the computation of the overall
factor means and standard deviations (see Table 16 and the factor

intercorrelation matrix (see Table 17).

Generally, low ratings on the item and factor means were favorable
and high ratines were unfavorable because the rating scales on the
auestionnaire were such that l=high and 5=1ow. Facters 11, 13, and 15

were neaative and so the reverse was true,



TABLE 16

Overall Factor Means and Standard Deviations

Standard
Factor Factor Name Mean Deviation M
1 Supervision 2.55 .47 42
2 General Satisfaction 2.75 .40 a2
3 Teamwork 2.91 A7 a2
4 Intergroup Relations 3.55 .45 az
5 Communication 2.75 .34 42
6 Promotion QCpportunities 3.38 .40 a2
7 Pay Satisfaction 2.80 .46 42
8 Fads/Autonomy 3.20 .47 a2
9 Working Conditions 2.8% .51 42
10 Job Carity 1.08 42 a2
11 Job Pressure(-) 1.77 .34 42
12 Say Over 0Objectives 3.70 .61 42
13 Amount of Work({-) 1.80 .45 a2
14 Job Importance 2.14 .36 42
15 Undeserved Praise(-) 3.68 .55 42
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TABLE 17

Factor Intercorrelation Matrix

128

1 2 3 4 5 6 7 R Q 10

1 Supv.

2 Satis. .51

3 Teamwork .50 .44

4 Grp. Rel. .35 .75 .35

5 Comm. .36 .57 .42 50

6 Promo. 40 .78 .32 .71 .49

7 Pay 19 .41 .22 .24 27 .22

8 Fads/Aut. .56 .73 .23 .53 .45 .59 .45

9 Ykg. Cond. .28 .30 .15 .20, .41 .30 .31 .43

10 Clarity 2% .10 .11 .07 .27 .18 .09 .20 .23

11 Pressure -.04 -,39 -,07 -.26 -.39 -.23 -.05 -.34 -.,20 .04

12 Say 090 22 .23 .15 20 .08 .10 .16 .01 -.,08

13 Workload -.33 -.32 .06 -.28 -.26 -.36 -.32 -.71 -.58 -.26

14 Import. .17 .33 .08 .24 .26 .30 .29 .33 .03 .15

15 Unfair 02 -.01 -.10 -.06 -.09 -.04 .07 DA - 13 01

Hote: r (df=40) > .29, p < .05 (Brunning & Kintz, 1968, n. 229).
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TABLE 18

Factor Intercorrelation Matrix {(continued)

11 12 13 14
11 Pressure
12 Say -.12
13 Workload .13 -.08
14 Import. -.28 -.01 -.13
15 Unfair -.36 -.15 -.13 -.03

Interpretation of Factors. Overall, the results of the factor

analysis were very meaninaful and interpretable, although a few factors
did not come out exactly as expected. The ditems dealing with
improvement emphasis and problem solving loaded on the Supervision,
Teamwork, and Communication factors rather than forming separate
factors. The items dealing with individual praise and constructive
criticism loaded on the Supervision factor rather than formino a
separate "rewards" factor. As might have been expected, Pay, Working
Conditions, and Promotion Opportunities formed separate factors rather
than loading together on the General Satisfaction factor. Two factors,
Say Over Objectives and Unfair Praise only had one item each. The data
are presented for these factors, but because of the low reliability of
just one item they should be interpreted very cautiously. Each factor
is discussed in more detail below taking into account the arard mean

(Table 16) and correlaticons with the other factors (Table 17).
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The Supervision factor encompassed several leadership principles
discussed in earlier chapters. By representing employees' concerns to
upper management supervisors showed support and concern for their
subordinates' well-being. Knowing when to let people work on their own
and when to give them a 1ittle extra help was characteristic of aeneral
rather than close supervision, and it also showed confidence in
employees' ability to do the job themselves as did supporting employees'
decisions on difficult customer contacts. By helping employees work out
problems in their daily work and showing them ways to do their jobs
better, supervisors set standards, provided expectations, and generally
helped get the work done. By gqivinag compliments for good work and
constructive criticism when needed supervisors showed sunport and
provided subordinates with feedback on what they did well and what they
needed to improve on. These Tleadership behaviors were necatively
related to the frequency of subordinates' thinking that they would work
better under a different supervisor. Thus, showing support, providing
expectations, helping with work, and providing feedback were all
associated with supervision and employees' satisfaction with

supervision.

The grand mean (1=high, S5=low) on Supervision was 2.55 which
indicated that service representatives thought their supervisors
generallv used good leadership oractices and that they were satisfied
with their supervision. Ratings on discussina ways to do the job hetter

(item 43) and influence on upper management (item 11) were sliahtly less
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favorable than ratings on the other 1items. Perhaps service
representatives desired more feedback at the individual level and a

1ittle more response to their concerns from upper management.

An examipation of the factor loadings for items 10 and 11 dealing
with representing concerns to upper manacement indicated that these
items loaded fairly high on the Intergroup Relations factor as well as
on the Supervision factor. Perhaps service representatives expected
management to work out problems with different departments, a problem
which was beyond service representatives' and possibly even supervisor:'
authority. They viewed the supervisor as responsible for interfacing

with management on this problem.

Supervision correlated signi?icant]y with General Satisfaction,
Teamwork, Interaroup Relations, Communication, Promotions,
Fads/Autonomv, and YWorkload. In terms of cause and effect Supervision
was more likely to cause more Teamwork, better Communication, smaller
perceived Workload, etc. than than the other way around. Thus,
leadership practices described on this acuestionnaire appeared to lead to

favorable attitudes toward numerous conditions in the work situation.

The General Satisfaction factor was named such bhecause the items

dealt with employees' gqeneral evaluations and feelings about their job
and company. Peciprecity was imnlied in that employees who viewed the

company as concerned for their welfare and hanpiness felt 1loval to the
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company and responsible for its success. Employees who felt good about
doing their jobs and qot to use their own ideas were generally satisfied
with their jobs and thought the company was a pretty good place to work.
The item dealina with thoughts about working for a different company was
included as a measure of propensitv to turnover. Its negative loading
on this factor supported the notion that satisfaction is negatively

related to turnover.

The grand mean on General Satisfaction, 2.75, was in the favorable
direction. The most favorable ratings were on 1loyalty toward the
company, responsibility for its success, feeling good about doing a job
well, and overall ratina of the company as a place to work. Ratings
were less favorahle on how much concern the company showed for
employees' welfares, overall satisfaction with the job, and onnortunities
to use one's own ideas. Perhaps the employees felt that overall the
comnany was a oretty aood nplace to work 1in comparison to other
companies, bhut a few specific changes could be made to make them even

more satisfied.

The factor loadinas indicated that the company's concern for the
welfare and happiness of employees (item 3) also loaded fairlv hiah on
the Supervision, Intergroup Relations, Promotions, and ‘orking
Conditions factors. Thus, all these factors appeared to contribute to
employees' overall job satisfaction and how much they nerceived the

company to be concerned ahout their welfare and happiness.
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General Satisfaction correlated significantly with 11 of the 14
other job factors. Logically, Teamwork, Communication, Pay, Promotions,
etc. caused satisfaction more than the other way earound; however,
having a satisfied work group may have facilitated Teamwork and
Communication. In other words it may have been easier to manage a
satisfied work aroup than a dissatisfied work oroup. Generally,
however, it was logical to consider General Satisfaction as dependent on

the other job factors.

The Teamwork factor was nearly the mirror image of the Supervision
factor with reagards to problem solving and improvement emphasis. It
represented the extent to which peers within work arouns worked together
as a team to solve job related problems and to find new ways to improve
their performance. It also represented Teamwork at the office level by
sharing ideas that improved performance in one aroup with the other

aroups in the office.

The grand mean, 2.91, indicated that employees "sometimes" worked
together as a team. "Most of the time" (2.1) they were helpful in
working out problems in the daily work but only "sometimes" (3.0)
discussed ways to improve their performance, shared ideas with other

grouns, and coordinated their efforts toward achieving objectives.

Tearmwork correlated sianificantly with Supervision, General

Satisfaction, Intergroup Relations, Communication, and Promoticns. It
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was considered an intervening variable, dependent on the extent
supervisors encouraged and facilitated it and at the same time a cause
of General Satifaction and perhaps Intergroup Relations. Again,
circularity in causation was likely in that a group that worked together
as a team may have made it easier to use group management techrniques,
hut generally Teamwork was most appropriately viewed as an intervening

variable.

The Interaroup Relations factor was desiagned to assess cooperation

between service representatives and other departments such as
installations and repairs. As it turned out, cooperation between
different groups within the same office also loaded on this factor.
Perhaps this factor actually measured how.openly conflicts between
employees in different units were'handled. This was similar to the

"conflict" dimension in Litwin and Stringer's (1968) Climate Theory.

The grand mean, 3.55, indicated that service representatives may
have been experiencina somé problems with Interaroup Relations.
Particularly, service representatives thouaht ©problems between
departments were "rarely" (3.6) faced openly and cleared up. Since the
item dealing with using the survev to make improvements in the job (item
55) loaded highest here, perhaps service representatives were saying
that this was one prohblem they honed would aet cleared up as a result of
the survey. However, they rated the chances that the survey would he

used to make actual improvements in their job "rather noor" (3.F).
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Intergroup Relations correlated significantly with Supervision,
General Satisfaction, Teamwork, Communication, Promotions, and
Fads/Autonomy. The supervisor was viewed as responsible for getting
things done about Intergroup Relations. Teamwork and Communication,
especially at the office level, should have facilitated Intergroup
Relations both within an office and between departments. In turn,
Intergroup Relations were viewed as causal of General Satisfaction and
perhaps how well the Fads schedule was organized. Thus, Interaroup
Relations was considered an intervening variable, dependent on
Supervision, Communication, and Teamwork, and in turn 1influencing

General Satisfaction and how the Fads schedule was organized.

The Communication factor represented the freaquency of using office

and group meetings to keep emp1oyées up to date on important chances,
discuss job related problems, and orovide feedback. Apparently, service
renresentatives regarded aroup and office level feedback as an
indication of how well they were doina individually (item 41). Item 43
dealina with discussina ways to do the job better loaded highest on the
Supervision factor but it also loaded quite hiah on this factor. Thus,
to some extent, this factor represented Communication at fhe office,

aroup, and individual level.

The grand mean, 2.75, indicated that employees thouaht this tvpe
of Communication was used "occassionallv." In ageneral, office meetinas

and office level feedback were used more than group meetings and
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individual feedback. Across the different offices, frequency ratinas on
this factor ranged from “quite often" (2.0) to less than "occasionally"
(3.3), which indicated some offices needed to use meetings and feedback
more freauently, especially since a half hour was set aside for meetings
each morning. That s, management recognized the value of group and
office meetinas and established company policies to facilitate holding

them.

In relation to Litwin and Stringer's (1968) findings regarding
feedback, emphasizing office level feedback should increase office
identity. However, emphasizing feedback and communication at atll
levels, office, aroup, and individual should maximize overall
effectiveness. (One requirement for meetings to increase effectiveness
is obviously that the content an& process of the communication be of
hiak quality. One suggestion is that meetings focus on job related

problems of concern to the peonle involved.

The Communication factor correlated sianificantly with
Supervision, General Satisfaction, Teamwork, Interaroup Relations,
Promotions, Fads/Autonomy, Yorkina Conditions, and Job Pressure. As in
Likert's Systems Theory, Communication was regarded as a causal
variable, and Supervision was viewed as the major determinant of the
extent of Communication. A1l the factors which correlated sianificantly
with Comunication represented notential topics for aroup discussions in

meetinas, depending on priorites and current concerns. For example, 3
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supervisor could use a group meeting to discuss problems and possible
solutions for Intergroup Relations. Furthermore, Communication appeared
to be one factor which was effective 1in reducing experienced Job
Pressure. Overall, using office meetings to provide feedback and
address job related problems represented a useful tool for employing

narticipative management practices.

The Promotion Opportunities factor indicated that service

representatives who thought the company tried to help them find out how
to advance in the company and that the promotional system made sure the
hest aqualified people got promoted also thought they bhad good
opportunities for promotion and were not uncertain about those
opportunities. That is, service representatives who thouaght the
promotional system was implementet fairly were also generally satisfied

with the system.

The agrand mean, 3.38, indicated that the service representatives
may have had some concerns about the promotion system. Their ratings
showed they thought the company less than "sometimes" (3.3) tried to
help them find out how to advance and the promotional system even less
frequently (3.5) made sure the best people agot promoted. Since openinags
were usually difficult to predict it was understandable that employees
felt somewhat uncertain of their personal opportunities for a promotion.
Service representatives average rating of their own onportunities for a

promotion from their present job was "so-so" (3.0).
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The Promotion Opportunities factor correlated significantly with
Supervision, General Satisfaction, Teamwork, Interagroup Relations,
Communication, Fads/Autonomy, Working Conditions, ‘UYorkload, and Job
Importance. The eaquity principle was useful for interpreting these
corelations. Perhaps the more job demands (Fads, Workload, and Job
Importance) and more nroblems (Intergroup Relations) on the job the more
service renresentatives felt entitled to good promotion opportunities.
Factors such as good Supervision and Teamwork could lessen job demands
and therefore compensate and 1lessen the importance of Promotion
Opportunities. One would also expect individual differences were
important with respect to Promotion Opportunities in that some people
sought promotions more agggressively than others, and ﬁromotion
Oppportunities were more immortant to them. However, since Promotions
were available to everyone it wés reasonable to assume that most
emp]oyées desired them. Low ratinas on this factor could have come from
resentment among workers who came to realize after several years of

experience that they were not 1ikly to ever aet promoted.

The Pay Satisfaction factor was relatively simple. [t measured

how satisfied employees were with their nay considering the skills and
effort they put into their job and considerina their pay compared to pay
for similar work in other companies. The auestions were desianed to see

if employees felt they received a fair and eauitable wace.
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The grand mean, 2.8, showed most employees rated their pay toward
the good side. As indicated in the interviews, pay did not appear to be

a major issue with the service representatives.

Pay correlated significantly with General Satisfaction,
Fads/Autonomy, Working Conditions, Workload, and Job Importance. Again,
the principle of equity was relevant to Pay Satisfaction. Employees may
have weighed job demands such as Fads, Yorkload, and Job Importance and
evaluated their wages in relation to these demands. Good Working
Conditions perhaps compensated for job demands to some extent and thus
lessened the amount of pay service representatives viewed as equitable.
.A1so, satisfaction with Pav should have contributed to General

Satisfaction with the job.

The Fads/Autonomv factor was centered on the mechanized system for

controlling the number of service representatives who were expected to
he available at any aiven time for answering telephones. The items
dealt with how much of the time the Fads schedule allowed workers to
schedule their work ahead of time and how much of the time there was
aood communication about the Fads schedule so that everyone agreed on
what the schedule was supposed to be. The Fads schedule was also
retated to Autonomy, or how much of the time service representatives
felt they could take action without detailed review and approval from
their supervisors. In an interview one women mentioned that hecause of

the Fads schedule she had to ask permission to co to the bathroom, she
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resented that. The Fads schedule was also related to workers' desire to

work in a different department.

The grand mean, 3.2, indicated the service representatives'
concern about the Fads schedule. Specifically, they thought it "rarely"
(3.7) allowed them to schedule their work ahead of time and consequently
they "quite often" (2.3) wished they could work 1in a different
department. Perhaps in respects unrelated to Fads, service
representatives felt that "most of the time" (2.3) they could take

action without detailed review and approval from their supervisors.

The Fads/Autonomy factor correlated significantly with
Supervision, Satisfaction, Interaroup Relations, Communication,
Promotions, Pay Satisfaction, Working Conditions, Job Pressure,
lorkload, and Job Importance. Clearly, Fads was related to the way
service representatives felt about almost all other aspects of their
jobs covered on the questionnaire. In terms of cause and effect, the
sunervisor was responsible for coordinating the Fads scheudle. Since
Fads had *o be coordinated among all the groups within an office, it was
a potential source of Interaroun conflicts. Fads correlated negatively
with Yorkload and Job Pressure, so when Fads worked well, experienced
Pressure and Workload were low, but when it worked poorly, experienced

Pressure and Workload increased.
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Perhaps one way to clear up problems with Fads was to use group

and or office meetings to discuss the schedule and to get the service
representatives involved along with supervisors in planning the
schedule. One would expect that the Fads schedule generally increased
job demands and therefore was related to what employees felt entitled to
in terms of Pay and Promotions. Finally, the functioning of Fads and
Autonomy on the job were related to General Statisfaction with the job.
Overall, the Fads schedule appeared to have major siagnificance 1in

relation to how service representatives viewed their jobs.

The Workina Conditions factor dealt with the overall physical

conditions of the immediate work area and the quality of eauipment
service representatives had to do their jobs. The agrand mean on this
factor was on the favorable side (2:85), although the workers ratina on
the conditions of the work area (2.60) was better than the rating on the
auality of equipment they had to do their job (3.0). In one office,
service representatives mentioned that they had been exnectina to get
push-button telephones to replace their dial phones for auite some time.
They felt that the new phones would facilatate their work, and they had

already been installed in several offices.

Working Conditions correlated significantly with General
Satisfaction, Communication, Promotions, Pay, Fads, Job Clarity, and
negatively with Workload. The factor loadings showed that item 54,

overall rating of the commpany as a place to work, and item 3, company's
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concern for employees' welfare and happiness also loaded fairly hiagh on
this factor. Thus, Working Conditions may have symbolized to employees
how much the company was concerned with their welfare. As mentioned
before, employees may have also viewed Yorkina Conditions among the

benefits associated with their job.

The Job Clarity factor pertained to how much of the time service
representatives were clear as to which objectives were important and
what was expected of them on their job. As the grand mean on the
factor, 1.98, showed, "most of the time" service representatives were
very clear what was expected of them. Job Clarity correlated
significantly with only one factor, Yorking Conditions, and there was no

clear explanation for this relationship.

The Job Pressure factor consisted of two items about the overall

amount of prassure felt on the job and the amount of pressure superiors
put on service representatives to meet Sales obhjectives. The mean
ratinas indicated that service representatives experienced "fairly much"

to a "great deal" (1.77) of Pressure on the job,

The correlations of all the job factors except 'orkload with Job
Pressure were negative and the correlations with General Satisfaction,
Communication, and Fads/Autonomy were sianificant. It appeared that
Job Pressure contributed negatively to General Satisfaction, but aood

Communication and Fads scheduling helned to reduce exnerienced Job
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Pressure. In interviews service representatives said that Job Pressure

was one of their major concerns.

The Say Over (Objectives factor was only one item dealing with how

much say service representatives had over what their objectives should
he. It was designed to measure mutual process goal setting, but since
only one item came out on the factor it was not gqiven much attention.
In future research more items should be added to explore this factor in

more depth.

The Yorkload factor dealt primarily with the amount of work a
person had to do on the job. The idea was that a person should have
enough work to keep busy most of the time but not so much work that he
or she felt overworked. The perceived “Workload appeared to be directly
related to the Fads schedule. Because of the skewed ratings (mean=1.2;
S.D.=.6) on the item regarding having enough work to keep busy (item 28)
and the negative 1loading of the Fads item (item 29), this factor
actually appered to represent the perceived extent of overwork. One
person wrote in "always" for his response to item 28 because the "almost

always" choice was not extreme enough.

The Tow mean rating, 1.80, on this factor indicated that "most of
the time" service representatives thought they were overworked, and this
was clnsely related to the Fads schedule. The negative correlations of

the 'Workload factor with the other factors also indicated that it
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represented the extent of experienced overwork,. It correlated
significantly with Supervision, Satisfaction, Promotion Opportunities,
Pay, Fads, and Working Conditions. Good Supervision and Fads scheduling
perhaps reduced the perceived Yorkload, and aood Promotion
Opportunities, Pay, and Working Conditions compensated for the heavy
Workload. In general, however, a heavier experienced Workload was

negatively related to General Satisfaction.

The Job Importance factor measured how nmuch service

representatives' tasks and responsibilities contibuted to overall
company profits and how much their base pay was related to how much
profit the company made. The idea was to see if service representatives
thought they could help increase company nrofits and thereby increase

their own pay by doina a good job. -

The item means indicated that service representatives thought
their job contributed "fairly much" to "a great deal" (1.7) to company
profits, and their base pay depended "some" (2.8) on how much profit the
company made. It apneared as though they aareed with the concept but

thought they contributed more than they expected to receive in return.

Job Importance correlated significantly with General Satisfaction,
Promotion Opportunities, and Fads/Autonomy. It appeared that acceptance
of this concent contributed to service representatives' General

Satisfaction. In terms of equity perhaps service representatives felt
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entitled to more Promotion Opportunities to the extent the viewed their
job as important to the overall success of the company, and the Fads
schedule made them believe their job was truly important. The factor

loadings indicated this factor was also related to Pay Satisfaction.

The Unfair Praise factor was only one item. It was supposed to

come out on a "rewards" factor that did not appear, and it did not load
on the Supervision factor with the other rewards items. Perhaps this

was a bad item and should have been eliminated during pilot testing.

Summary

Overall, the ratings were quite favorable. The average rating for
the whole scale, 2.77, wa:s on the favorable side. One nmust also-
acknowledae that employees will use an opportunity 1ike this to voice
their aripes. One can Took at these factors in terms of the most to
least favorable ratings as shown in Table 19. Generally, ratings below
three indicated factors that service representatives rated favorably,
ratings below three indicated factors they had some concerns about. The
kinds of things they had prohlems with appeared to center around factors
associated with increased pressure or stress on the job, e.a., Job
Pressure, ‘orkload, Interaroup Realtions, and Fads/Autonomy. Thus,
perhans the supervisor should focus on thinags that would help make the

work flow smoothly and free from Pressure.
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TABLE 19

Ranking of Job Factors from Most to Least Favorahle Ratings

Job Clarity 1.98
Job Imnortance 2.14
Supervision 2.55
General Satisfaction 2.75
Communication 2.75
Pay Satisfaction 2.80
Workina Conditions 2.85
Teamwork 2,91
Fads/Autonomy 3.20
Promotion Opportynities 3.38
Intergroup Relations 3.55
Work1oad 4.20

Job Pressure 4,23
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Relationship of Job Factors to Sales Performance

So far the discussion has been on the descrintion of the job
factors and the interrelationships amona them without any direct
reference to their relationship to on the job performance. The focus in
this section 1is on the correlations between the job factors and Sales
performance, which was measured idependently of the aquestionnaire data.
The correlation between each factor and the Sales criterion is shown in

Table 20,

Host of the correlations were negative because the rating scales
on the aquestionnaire were such that 1l=high and &=low. A1l the
correlations were in the expected direction except for Job Clarity, and
that was not significant. Sales correlated significantly with
Supervision, General Satisfaction, Teamwork, Interqroup Relations,
Communication, Job Pressure, and Say Over Objectives. The reliability
of Say Over Objectives, was auestionable because it consisted of only
one item. However, its correlation with Sales here indicated it may he
worthwhile to develop this factoer and examine it further in future
research, Generally, oaood Supervision, high Satisfaction, a lot of
Teamwork, cood Interaqoup Relations, aood Communication, and low Pressure
were associated with hich Sales performance. Thus, there was
considerable evidence that the kinds of conditions measured on the
attitude aquestionnaire were sianificantly related to on the Jjob

nerformance.



TABLE 20

Correlations of Job Factors with Sales Performance

Factor Mame r with Sales
Supervision -.30*
General Satisfaction -.41*
Teamwork -.40*
Intergroup Relations -.34*
Communication -.37*
Promotion Opportunities -.26
Pay Satisfaction -.17
Fads/Autonomy -.22
Workina Conditions -.19
Job Clarity 22
Job Pressure .34*
Say Qver Nbjectives -,33*
Hork1oad .00
Job Importance -.27
Unfair Praise .19

*p<.05, df=40
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As mentioned previously, one goal of this study was to develop a
plausible cause and effect model that managers could use to get ideas
about how to improve employees' on the job performance and job
satisfaction. That is, the aim was to treat job performance and ijob
satisfaction as separate job outcomes and then identify which job
factors were most important for each. The procedures and results of an

attempt to develop such a model are described below.

Proposed Cause and Effect Model

It is understood that correlation does not imnly causation, but by
making certain assumptions one can use correlation and path analytic
nrocedures to come up with plausible cause and effect explanations among
varaibles, Path analysis 1is primarily a method of decomposing and
interpreting linear relationships amonc a set of variables by assuming
that (1) a weak causal order among these variahles is known, and (2) the
relationships among the variables are causally closed (Mie, Hull,

Jenkins, Steinbrenner, & Bent, 1975).

Mie et al. defined the idea of causation in the following way. A
is a cause of B if and only if B can be chanaed by manipulating A and A
alone. Alone does not imply that all other causes of B are controlled
or held constant. A change in A alone will bring about changes in many
other variables that are affected by A, Chanages in other variables
induced by A may in turn affect B. These 1induced changes 1in other
variables should not be controlled or held constant when we examine the

effects of A on R,
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For examnle, say we are interested in the effects of the Fads
schedule on job satisfaction and we try to change the schedule so that
employees are more satisfied with it. The change in Fads might also
induce changes in Interqgroup Relations and experienced Job Pressure
which in turn miaht affect General Satisfaction. Simply then, in a path
analysis an attempt 1is made to take account for direct as well as

indirect effects on the variable in question.

Hie et al. went on to explain that the relationship between the
manipulated changes in A and the accompanying chanages in B must be a
Tinear function of the form B = cA where ¢ is a constant standing for
the magnitude of changes in B for a unit change in A, The coefficient
so measured is called the linear effect coeff%cient or simply the effect
coefficient. Given a rearession of Y on X, for example Y' = a + bX, the
rearession coefficient can be interpreted as an effect coefficient under
the assumptions of weak causal order and causal closure. If one
interprets the fegression coefficients as effect coefficients, then one

is performing a path analysis.

The aim here was to perform a path analysis usinag the job factors
from the aquestionnaire and the Sales performance results. The
assumption of weak causal orderino among the variables has heen alluded
to throuchout the description of the jnb factors and it is outlined
again in Table 21. The orderina is based on loaical and theoretical

arounds.
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TABLE 21

Causal Order Among Job Factors and Job Qutcomes

Causal Variables

Supervision
Communication

Semi-Causal Variables

Teamwork

Intergroup Relations
Fads/Autonomy

Job Carity

Intervening Variables

Job Pressure
York1oad
Job Importance

Outcome Yariables

Sales Performance
General Satisfaction
Pay Satisfaction
Promotion Opportunities

Working Conditions
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For example, 1in the majority of theories reviewed in the earlier
chapters, supervison was viewed as the key causal variable mediatina
between the organizational goals and objectives and dits employees.
Communication was the other key causal variable in Likert's Systems
Theory. In this situation Supervision and Communication were treated as
the key variables influencing employees' attitudes, and Supervision was
viewed as the major determinant of Communication patterns. In Likert's
theory supervision and communication were important because they set in
notion the basic aroup processes, which in this case were the
semi-causal variables Teamwork and Intergroup Relations. The Fads
schedule was also viewed as a semi-causal variable, dependent upon
Supervision and Communication and in turn influencing the intervening
variables Job Pressure, experienced Workload, and Job Importance. These
in turn influenced the outcore 'varaib1es, Sales Performance and
attitudes toward Pay, Working Conditions, Promotion Opportunities, and
General Satisfaction. Attitudes toward Pay, Promotions, and Yorkinag
Conditions are generally considered as separate facets of job
satisfaction and so they were viewed as dependent variables along with

General Satisfaction.

The two outcomes of most interest were Sales performance and
General Satisfaction, and so multiole regression analyses were done with
those as the dependent variables and the other job factors as
predictors. Althouah General Satisfaction correlated significantly with

Sales, it was not included as a predictor in the rearession model for
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Sales. The goal was to identify the predictors of joh performance and
job satisfaction separately and leave the problem of the relationship

hetween the two open for now.

The results of the regression analyses for Sales and General
Satisfaction are shown in Table 22. 0One can see that Teamwork and Job
Pressure were the best predictors of Sales Performance. Together they
accounted for 26% of the variance in Sales. The B-weights are
interpretable as the expected change in Sales for a unit Change in the
predictor. Actually, the interpretation of the sians on the B-weights
should be reversed because of the direction of the rating scales on the
auestionnaire. Theoretically, an increase of one unit in Teamwork would
brinq about a 31.9 point increase in Sales, and a decrease of one unit

in Job Pressure would lead to a 36.9 increase in Sales.

Attitudes toward Promotion Opportunities, Fads/Autonomy,
Intergroup Relations, Teamwork, Job Pressure, and Pay were the best
predictors of General Satisfaction. Again, the B-weaghts are directly
interpretable as the expected change in General Satisfaction per unit
change in the predictors, and the signs are all appropriate since all

the variables were measured on the same questionnaire.

The next step in the path analysis was to identifv which variables
had the most influence on the ones that were the best predictors of

Sales performance and General Satisfaction, that is to identify the best
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Rearession Analyses for Sales and Satisfaction

Dependent Variable:

Multiple R .51

R-sauare .26
F (2,39) 6.35*%
Pradictors
Teamwork

Job Pressure

Dependent Variable:
Multiple R .90
R-souare A1

F (6,35) 24.60%

Predictors
Promotions
Fads/Autonomy
interaroup Rel.
Teamwork

Job Pressure

Pay

*n<.05

SALES

B-weiaht

-31.90
36.90

B-wejght
.35
.22
.23
.13
.17
11

Df

1,39
1,39

GEMERAL SATISFACTIOM

Df
1,35
1,35
1,35
1,35
1,35
1,35

F

7.45%
5.12*

F
9.22%
5.61%
5.22%
3.52
3.23

2.15
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predictors'of Teamwork, Job Pressure, Fads/Autonomy, and Interaroup
Relations. The results of the rearession analyses using these variables
as the dependent measures and the other causal variables as predictors
are shown in Tables 23 and 24. To prevent the model from becoming too
complex, no attempt was made to identify the predictors of satisfaction
with Pay and Promotion Opportunities. The most 1ikley predictors of
these variables were discussed in the descriptions of the factors on

pages 143 & 145,

Controlling for the suppression effect of Fads/Autonomy,
Communication and Supervision accounted for 34% of the variance in
Teamwork. Thus, having a supervisor who encouraged groups to work
together as a team, providing feedback at the aroup and office level,
and holding aroup and office meetihqs to discuss job related problems
were conducive to Teamwork. The best predictors of Job Pressure were
Communication and the Fads/Autonomy  factor. Supervsion had a
suppression effect in predicting job Pressure. The only effect of
Supervision on Job Pressure appeared to be through its effects on

Communication and Fads/Autonomy.

Together Supervision and Communication accounted for 38% of the
variance in the Fads/Autonomy factor. Perhans wheﬁ group and office
meetings were used to discusss problems related to the Fads schedule the
supervisors were able to coordinate the schedule so that service

representatives could plan and schedule their work ahead of time.
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TABLE 23

Regression Analyses for Teamwork and Job Pressure

Dependent Variable: TEAMWORK
Multiple R .59
P-square .34

F (3,38) 6.63*

Predictors B-weight Df F

Supervision .50 1,38 9.47*

Communication .46 1,38 4,99%

Fads/Autonomy -.20 1,38 1.35
Nependent Variable: JOB PRESSURE

Multiple R .48

R-souare .23

F (3,38) 3.88*

Predictors R-weight Df F

Communication -.33 1,27 1,21*

Fads/Autonomy -.25 1,328 3.66

Supervision .20 1,30 252



TABLE 24

Regression Analyses for Interaroup Pelations and Fads

Dependent variable: FADS/AUTONOMY
Multinle R .62
R-souare .38

F (2,39) 11.96%

Predictors B-weight Df F

Supervision 45 1,39 11.26%*

Communication .39 1,39 4.47%
Dependent variable: INTERGROUP RELATIONS

Multinle R .53

P-square .28

F (2,39) 7.70*%

Predictors B-weight OF F

Communication .56 1,39 3.61%*

Supervision .19 1,39 1.89

p<.05
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Communication was the best predictor of Intergroup Relations, and
Supervision added about 3% to the amount of variance accounted for after
controlling for Communication. Interaroup Relations were probably
improved when problems with other groups or departments were discussed
in qroup and office meetinas. Thus, problems with Fads and Interaroup
Relations were good topics for supervisors or mananers to discuss in
grounp or office meetinas. These meetings would be expected to
facilitate Teamwork toward generating solutions for clearing un these

problems.

The results of the regressions and theoretical analyses were used
to develop the path diagrams shown in Figures 3 and 4. A separate
diagram was drawn for Sales performaﬁce and General Satisfaction, in
keening with the decision to wérk on separate theories of Job
performance and job satisfaction. However, one can see that some job
factors were important for both General Satisfaction and Sales
performance. Teamwork was somewhat more important in influencina Sales
than General Satisfaction, but it generally increased them both. High
job Pressure was associated with both low Sales and low General
Satisfaction. Similarly, Communication and Fads/Autonomy had the same
indirect influence on Sales performance and General Satisfaction.
Attitudes toward Pay, Promotion Opnortunities, and Interaroup Relations
were related to General Satisfaction, bhut they had little or no

influence on Sales rerformance.
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Teamwork

gy

Supervision-e;Communication-——-——————5>Pressure-—i:ia Sales Performance

(o)

Fads/Autonomy

Figure 3: Path Diagram for Sales Performance
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Teamwork

(=) General
Supervision—>Communication ————> Job Pressure —=X-»Satisfaction

\& ///ﬁ%i::ii////////ii//ﬂ
Fads/Autonomy Pay

Promotion Opp.

Interaroup Relations

Figure 4: Path Diaaram for General Satisfaction
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The path diagrams illustrate that the work situation is a network

or system of interrelated variables and that chanaing any one variable
will have reverberations throughout the network. Although the path flow
“shown is unidirectional, an assumption required for path analysis, it is
aquite possihle that changes in the semi-causal variables in the middle
of the system would also influence the causal varables at the front of
the system. For example, an organizational chanage of the Fads schedule

could influence a supervisor's behavior on the job.

(ne can use the path diagrams and the rearession analyses to
calulate the expected change in an outcome variable from a unit change
in a causal variable as measured on the auestionnaire. To calculate the
expected change in Sales from an unit change in Sunervision, one would
simply use the R-weights from the'regression analyses to calculate the
intermediate expected effects on Teamwork and Job Pressure. The
correlation between Sunervision and Communication (.36) can be used as
an estimate of the effect cefficient. Thus, the expected effect of a
unit change in Supervision on Sales would be the sum of the effects of
Supervision on Teamwork and Job Pressure times their respective
R-weights for Sales. That is, the expected effect would he the direct
effect of Supervision on Teamwork (.50) plus the indirect effect on
Tearwork throuah Communication (.36)(.46) = .17, for a total expected
effect of .67. That times the B-weight for Teamwork on Sales
(.67)(31.9) = 21.4, aives the expected chance in Sales throuch Teamwork

for a unit chanage in Supervision,
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Similarly, the expected effect on Sales through Job Pressure is

the effect of Supervision on Pressure through Communication (.36)(.33) =
.12, plus the effect of Supervision on Pressure through Fads (.45)(.25)
= .11, plus the effect of Supervision on Pressure through the
Communication to Fads path (.36)%.39)(.25) = .04, for a total expected
effect of .27 on Pressure from a unit change in Supervision. That times
the B-weight of Pressure on Sales (.27)(36.9) = 10.0 yields the expected
effect on Sales through Pressure from a unit change in Supervision.
Thus, +the total expected effect on Sales is 21.4 + 10.0 = 31.4 from a
unit change in Supervision. Similarly, the expected effect on General
Satisfaction from a unit change in Supervision is .37. This analysis
illustrates the improvements in job satisfaction and job performance
that could be expected from application of the behaviors and practices

described on the questionnaire.

These rearession results and the calculations based on them should
be interpreted with caution. They require numerous assumptions.
Furthermore, Cohen and Cohen (1975) recommended that researchers keep a
ratio of 40 observations or cases per predictor variable in multiple
rearession analyses. The observations in this study had aood
reliability and were based on aroup mean scores, but only 42
observations were available. These results need to be crossvalidated

with more observations and in different situations.
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Analyses at the Office Level

As mentioned before, several performance indexes, 0CH, CWD, and
CWI, were available only at the office level, which meant an ¥ of 12
observations for analyses. Additionally, the averaace number of
"incidental” or unexcused absences was also available for each office.
Average ratings for each office on each job factor were computed for
analyses usina these performance indexes. The correlations between the
job factors and the performance indexes at the office level are shown in

Table 25.

Mone of the job factors correlated significantly with absences.
Perhaps the reason for this was that the number of unexcused absences
was only 1 or 2 per month in each office, and so there was very little
variance in the absence data. The 0OCH rating, the percentage of
customer contacts rated good or excellent, correlated significantly with
several job factors. Again, the interpretation of the sians on the
correlations should be reversed because of the rating scales on the
aquestionnaire. In aeneral, more favorable attitudes were associated

with higher QCH indexes at the office level.

Several job factors correlated siaonificantly with the CYD dndex
hut in the unexpected direction. That is, more favorahle attitudes were
associated with more defects in customer contacts. There was no obvious
explanation for these correlations, except they may have been an

artifact of the restricted rance in the index and the small number of
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TABLE 25

Correlations of Job Factors with Performance at Dffice Level

Factor Mame Absences OCH CcWD c41
Supervision .55 -.65 .76 -.N2
Gen. Satisfaction .37 -.69 .39 -.22
Teamwork .48 -.42 .55 -.57
Intergroup Rel. .54 -.57 .53 -.31
Communication .33 -.45 .64 -.34
Promotion Opp. .49 -.58 .38 -.32
Pay Satisfaction .25 -.77 .51 -.07
Fads/Autonomy .22 -.77 .39 .18
Working Cond. .05 -.75 .41 -.01
Job Clarity .26 -.24 -.13 .01
Job Pressure .40 .34 .01 .16
Say Over 0bj. .10 -.19 -.05 -.20
Yorkload -.21 .62 -.41 -.22
Job Importance .15 -.11 .35 -.25
Unfair Praise .13 .35 -.25 .28

r(10) > .58, p<.0S
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observations. A1l the indexes were above 92%. One other possiblity was
that the service representatives in the offices with more favorable
attitudes were making more customer contacts and therefore made more

errors .

Hone of the correlations with the CWI 1index were significant.
Apparently, other factors were more important than attitudes 1in

determining how long service representatives staved away from the phone.

Nverall, there was some evidence of validity of the questionnaire
measures on office level performance indexes, particularly with QCH.
However, due to the restricted range on some indexes and the small M

these analyses were only of secondary significance.

Feedback of Survey Results to Employees

One major purpose of the survey was to collect information that
could be used to make changes qeared toward performance improvement in
the different offices. This involved returnina the survey data to the
managers, supervisors, and service representatives. One major advantage
of the survey feedback process was that it stimulated the need for
change. (Often employees became comfortable with their usual ways of
doina  things and didn't look for new ways to do their Jjobs more
effectively. A strateqy that seemed very effective for stimulatina
change in this situation was to npnresent emplovees in each office with

the results of the survey in their office comnared +to the division
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averaae in graphic form (see Figures 5 and 6). Carey (1975) has used
similar graphs for reporting survey results. Figure 5 shows the profile
of job factor ratinas for the 1lowest performing office in the division,
and Figure 6 shows the profile for the highest performing office in the

division.

It is obvious that in the lowest performing office most of the job
factor ratings were below the division average and in the highest
performing office most of the job factor ratinags were above the division
average. In the Tow performing office graphic results were distributed
to all emplovees and they were encouraged discuss their reactions. That
is, the results were used to stimulate discussion about improvement. In
the hiagh performing office, the results were used as a hasis to give

recoanition and praise to emplovees for their outstanding performance.

In the low performing office it was verv important to present the
results in a supportive rather than threatening manner. A common coal
for everyone involved had been stressed throughout the survey process.
The goal was to create a situation where service representatives could -
feel qood about nroviding hioh quality service to customers. Thus,
hasically two aoals were involved, high quality job vperformance and
emplovees' job satisfaction. Service renresentatives aenerallv accepted

these as reasonable ¢oals.
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1 Division Averaqe

0~ — =0 Hiah Performance Office

Low Hiah
Supervision - - -
Satisfaction - - -
Teamwork - - -
Interaroup Rel. - - -
Communication - - -
Promotion Opp. - - -

Pay Satisfaction - -

Fads/Autonomy - -

Yorking Conditions - -

Job Clarity - -

Job Pressure(-) - -

Workload(-) - -

Job Importance - -

Low High

Figure 5: Profile for Hichest Performing O0ffice Compared to Division



D—————-7D Division Averages

O~——=-0 Low Performance Dffice

Supervision

Satisfaction

Teamwork

Intergroup Rel.

Communication

Promotion Opp.

Pay Satisfaction

Fads/Autonomy

Working Conditions

Job Clarity

Job Pressure(-)

Yorkload(-)

Job Importance

Fiaure 6: Profile

Low High

Low High

for Lowest Performine Office Compared to Division
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Essentially, the survey feedback process involved nutting into
practice some of the key concepts that had been measured on the
aquestionnaire, narmely Communication and Teamwork or the use of
information for feedhack and group problem solvina. The feedback\
process involved the emplovees in clarifying and expandina the issues
and concerns that had come up in the survey. They were also encouraged
to recormend dideas to clear up the concerns that arose. Emplovees'
participation in this process aave them ownership of the problems and

stimulated them to do whatever they could to make the situation better.

Dunham and Smith (1979) recommended that manaqers make 2 list of
what actions they can and will take, which actions thev can but will not
take and why, which actions will have +tfo be taken by managers ét a
higher 1eveT, and which actions w%?1 require the cooperation of bhoth
managers and employees. The actions taken in one target were simple and
straightforward. For example, the manager agreed to hold an office
meetina to discuss job related concerns at least once per week, Another
action was the formation of a committee to look into ways to imnrove the
Fads schedule. The aim was to qet more involvement of the service
representatives alona with the sunervisors in plannina the schedule.
The problem with cooperation from other departments was aoine to reauire
actions from higher management, although a committee was formed to make
neriodic inauiries and proaress reports on this nroblem., Thus, future
meetinas consisted of proaress reports on varjous Cconcerns and

discussion and nroblem sclving on new issues as they came up.
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The feedback process also provided training for supervisors on how

to conduct good group and office meetings. Thus, to the extent the
aquestionnaire contained ditems describina desirable behaviors and
practices it served a training function for supervisors. The survey
feedback process was an example of implementing participative management
practices and was a learning experience for everyone involved. The
biggest advantace was that it stimulated or "unfroze" the group and made
them ready for new developments. The next step was to plan a

follow-up survev to identify successful improvements.



SUMMARY AND CONCLUSIONS

The results of this study illustrated plausible cause and effect
relationships among job variables as measured on an employee attitude
questionnaire and employees' job performance and job satisfaction. The
most important causal variables for both satisfaction and performance
were supervision, communication, teamwork, autonomy, and job pressure.
Interaroup relations, pay, and promotion opportunities were important

for satisfaction but not for performance.

Specifically, high teamwork and low job pressure were associated
with high job performance and hiah job satisfaction. Teamwork meant,
simply, that members of work grodps worked together to help work out
nroblems that occurred in their daily activities, to discuss ways to
improve their performance, to share jdeas that helped them improve their
performance with other groups, and generally to plan and coordinate
their efforts toward achieving aroup objectives. Teamwork was increased

through good supervision and good communication.

Supervisors facilitated teamwork by encouraaing members of work
aroups to work toaether as a team, by showing support for their
subordinates' decisions, by helpina them work out »problems dn their

daily work, hy showing them ways tn do their jobs better, and by aivine

181
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compliments to workers for doing a good job. ‘/hen supervisors made use
of these helpful, problem solving behaviors, they set an example which
their subordinates followed in their own interactions with other members

of their work groups.

Supervisors also facilitated teamwork bv creatina the conditions
necessary for good communication. This simply involved bringing
employees tocether in group and office meetinas in order to provide
feedback on their job performance, to discuss job related problems, and
to keep them up to date on important changes that affected their jobs.
These aroup and office meetinas oprovided a semi-formal, structured
process whereby supervisors and coworkers shared information necessary

for the accomplishment of hiagh performance aoals.

Good communication through involvement of employees 1in fregquent,
work oriented group and office meetings alona with the supervisors' own
personal skills and behaviors were the keys for successfully maintaining
a productive and satisfied work aroup. Apart from its effect on
teamwork, good cormunication also led to low job pressure which in turn
led to high job performance and high job satisfaction. Furthermore,
cood communication was important for good interaroup relations and
emplovees' experienced autonomy on the Jjob., Group and office meetings
provided opportunities for emplovees to brina up and Adiscuss solutions
to problems that affected their work, e.a., the work schedule (Fads) and

conflicts with other units, thereby increasing their autonomy, reducing
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experienced job pressure, and ultimately improving job performance and

job satisfaction.

In addition to the variables discussed so far, employees'
satisfaction with their promotion opportunities was very dimportant for
their overall job satisfaction. However, 1in order to be fair,
promotions were awarded only to employees who showed exceptionally high
performance on the job. Thus, as Porter and Lawler (1968) proposed, one
way to maintain high satisfaction was to first achieve hidh performance,
hecause high performance led to promotion opportunities which in turn
led to satisfaction. Practically, then, it was prudent for supnervisors
to inform their subordinates that opromotions were available for
employees who showed consistently high performance and to do whatever
was necessary to help their subordinates maintain consistently high

performance on the job.

In the final analvsis, all the variables discussed so far as
important for employees' high job nerformance and high job satisfaction
were linked back to the bhehaviors and practices of the supervisor.
Thus, the supervisor was viewed as primarily responsible for cond
communication, teamwork, and keepina the work flow smooth and free from
barriers to hish quality performance. ?Poor work schedulina or excessive
intergroup conflicts blocked employees' attempts to do their work and
resulted in experienced pressure and dissatisfaction on the job. On the

other hand, good communication, teamwork, and a helpful, nroblem solvina
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attitude on the supervisor's part were the keys to high performance and
satisfaction. One would expect that implementing these nractices in a
work situation where they did not already exist would lead to numerous

henefits for the employees and the organization overall.

Future research should focus on methods to build better
supervision, communication, and teamwork into work situations where
improvement 1is needed. The survey feedback process usina oaraphic
displays comparina survey vresults from separate work units was
recommended as approach for starting the irmprovement process. The
survey feedback should be coordinated with structured supervisor
trainina in team buildina (see Patten, 1980), performance feedback,
effective communication, and problem snlvina using examples from the
actual work situation. Future reséarch should also further document the
the effects of chanaes in these job varibles on job performance, job
satisfaction, and intervening variables such as job pressure and
autonomy. The measure of autonomy used in future research should he

expanded from the one used on the cuestionnaire in this study,

One additional very siagnificant factor in this study was the
availability of reliable and obiective performance data. This data was
very useful for providing employee nperformance feedback, focusing
problem solvine activities on performance objectives, keepina teamwork
and communication directed toward work oriented obiectives, and Ffor

validatina the relationships of the oquestionnaire measures to. job
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performance. Development of similar performance measures would
facilitate the implementation of improvement proarams in other work

situations.
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Service Representative Job Survey

This survey is part of a project designed in conjunction with your
division manager to lesrn more about what service representatives think
gbout their jobs. The aim is to use the information to help provide a
situation where service representatives can feel good about delivering
high quality service to custamers.

For this study to be helpful in making improvements in your office
it is ipportant for you to answer each questim as thoughtfullv and
frankly as possible. This is not a test so there are no right or wrong
answers.

All reports include group averages only, so you can be assured that

individual service representatives will not be identified.




Instructions

Read the following questions and response choices carefully. Circle the
mumber under the lsbel which best describes how you feel about the question.

Circle only cne mumber for each question. Try to answer all the questions,
but if you dn't understand ane or den't think it applies to you, leave it

blank.

1. How much loyalty do you feel toward Illinois Bell?

2. How much of a responsibility do you feel for the future
success of Illinois Bell?

3. How much of a real interest do you think Illinois Bell
has for the welfare and happiness of its employees?

4. How much do you think service representatives' sales,
collectims, and service contribute to company profits?

5. How mach do you think the base pay for service repre- .
sentatives depends on how much profit the company makes?

6. All in all, how satisfied are you with your job?
7. Overall, how much pressure do you feel o your job?

8. How much pressure do your superiors put on you to meet
sales objectives?

9. How much say do you have over what your individual
objectives should be?

Read the new response choices carefully before continuing!

10. Does your supervisor try to represent your coicems
about your job to higher level management?

+ A Great Deal

Almost Always

1

v Fairly mich

Most of the Time

2

Some

+ A Little

Sanetimes

3

&

Rarely

4

v Almost None

w

Almost Never

Continue on the next page.



11.

14.

1ls.

17.

18.

19.

20.

24,

25.

Do you think your supervisor has influence on
higher level management decisions so that he/she can
represent your concerns effectively?

Does you supervisor know when to let people work on their
om and when to give them a little extra help?

When your supervisor takes over a difficult contact, does
he/she support the decision you've made on the customer's
case?

Is your supervisor helpful in working out problems that
occur in your daily work?

Does your supervisor encourage the members of your group
to work together as a team?

Is your supervisor helpful in showing you ways in which
you can do your job better?

Do your superiors campliment you when you've dome a |
good job?

Do same people in your group seem to get praise even when
they don't really deserve it?

Do your superiors try to look for good things to praise
instead of negative things to criticize?
Do you feel that any criticism you do get is constructive?

Are the people in your work group helpful with working out
problems that occur in your daily activities?

Do the members of your work group discuss ways to improve
their performance?

Does your group share ideas that helped them improve their
performance with other groups in the office?

Are problems between different work in your office
faced openly and cleared up rather than ''swept under the

rug" ?

Do the members of your work group plan together and co-
ordinate their efforts toward achieving group objectives?

Alnost Always

Most of the Time

Somet imeg

Rarely

Alnost Never

(¥ ]



26.

28.
29.

30.

3L.

32.

33.

34.

35.

36.

37.

38.

Are you clear as to which objectives the company feels
are important and those that it feels are less important?

Are you clear as to what is expected of you on your job?
Do you have enough work to keep you busy all the time?

Does the schedule for fads, closed key, and bresks allow
you to schedule your work ahead of time?

Do the supervisors in your office commmicate with each
other about the fads schedule so that they all agree on
who should be open and who should be closed?

Do you ever feel overworked on your job?

Does your job allow you to take action without detailed
review and approval fram your supervisor?

Are you kept up to date on important changes that affect
your job? ]

Does Illinois Bell try to help you find out how you can
advance in their company?

Does the company pramtional system make sure that the
best qualified people get pramoted?

DS you ever feel uncertain about what your chances for
promotion really are?

Do other departments cooperate when you need their help
to solve a problem?

Are problems between different departments faced openly
and cleared up rather than "swept under the rug'?

VRead the new respon.ée choices before continuing!

39.

How often does your office have meetings to discuss job
related problems?

Almost Always

[

Very Often

—

Most of the Time

[ ST N )

Quite Often

[

Sometimes

w

w

Occasionally w

w

Ratrely

S B N

Rarely

~

Almost Never

Uy

in

w

Almost Never

w



41.

42,

43,

45.

47.

How often does your group have meetings to discuss job
related problems?

How often do you get feedbck as to how well you are doing
on your job?

How often do you get feedback as to how your whole office
is doing?

Do you and
job better?

your supervisor discuss ways you can do your

Does your job give you a chance to use your own ideas?
How often do you feel good about doing your job well?

Have you ever thought that you might work better under
a different supervisor?

Have you ever wished that you could work in a different
department?

Have you ever thought that you would like to get a dif-
ferent job outside the telephone company completely?

the new response choices before continuing!

How would you rate your opportunities for a pramotion
from your present job?

Cansidering your skills and the amount of effort you put
into your job, how would you rate your pay?

How do you think your pay is compared to pay for similar
work in other companies?

How would you rate the overall physical conditions of
your immediate working area?

How would you rate the overall quality of the equipment
(telephones, copiers, etc.) you have to do your job?

Overall, how is Illinois Bell as a company to work for?

What are the chances that this survey will be used to make

improvements in your iob?

= Very Often

= Very Good

—

~  (Quite Often

N

N Quite Good

N

W Oceacionally

L 8o-s0

L

£ Rarely

™

+  Rather Poor

& Almost Never

w

Very Poor

wr



56. How long have you been a service representative?
1 TLess than 1 year 4 11 - 15 years
2 1 -5 years 5 Over 15 years
3 6 - 10 years
57. 1 Full-time 2 Part-time 3 Temporary Check if you work in a public office
58. Sex: 1 Male 2 Female
59. Have you ever worked for a company other than IBT? 1 Yes 2 No

60. Age: 1 25 years or under 4 36 to 45 years
2 26 to 30 years 5 46 to 55 years
3 31 to 35 years 6 56 years and over

61. To identify your particular work grouwp without identifying you personally, write
the first 5 digits of your sales code here.

62. Briefly list up to 3 procedures, policies, ete. that you think hinder you from
being more effective on your job. These are things you think cught to be changed.

1.

63. Briefly list up to 3 procedures, policies, etc. that you think are especially help-
ful in making you effective on your job. These are things you think should mot be
changed.

1.

64, Make any additional comments about this survey or about your job cn the back of
this page.
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FACTOR MAMES AND ITEMS ONM EACH FACTOR
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TARLE 26

Factor Hames ano Ytems on Each Factor

1 SUPERVISIOM

FACTCR
Loading
.64 10.
.52 11,
.73 12
.69 13.
.78 14,
.68 15,
.78 16.
.72 17.
.58 19,
.51 20.
.53 43,
46.

Does your supervisor try to represent your concerns about
your joh to higher level manacement? (M=2.8; SN=1.2)

Do you think your supervisor has enough influence on
higher level management decisions so that he/she can
represent your concerns effectively? (M=3.0; SD=1.1)

. Does your supervisor know when to let people work on their

own and when to give them a little extra help? (1=2.2;
$n=1.2)

hen your supervisor takes over a difficult contact, does
he/she support the decisicn you've made on the customer's
case? (M=2.4; SD=1.1)

I's your supervisor helpful in working out problems that
occur in your daily work? (M=2.1; SD=1.1)

Does your supervisor encourace the members of your aroup to
work together as a team? (M=2.2; SD=1.2)

Is your supervisor helpful in showing vou ways to do vour
job better? (M=2.5; SD=1.2)

Do your superiors compliment you when vou've done a nood
job? (M=2.5; SD=1.3)

Do vour superiors try to look for good things to praise
rather than neqgative things to criticize? (11=2.9; SD=1.2)

Do you feel that any crticism ydu do cet is constructive?
(M=2.4; SD=1.0)

Do you and your supervisor discuss ways you can do your
job better? (M=3.2; SD=1.1)

Have you ever thought that veu mioht work better under a
different supervisor? (1=3.8; SN=1.3)

FACTOR 2 GEMERAL SATISFACTION

.76

1.

How much loyalty do you feel toward I1linois Bell?



.41
A0
-.52

.56

FACTOR 3
.65

.85

.52

FACTOR 4

.53

204
(t=2.2; SD=1.0)

2. How rmuch of a responsibility do you feel for the future
success of I11inois Rell? (M=2.5; SD=1.1)

3. How much of a real ihterest do you think I11inois Bell has
for the welfare and hapiness of its employees? (=3.2; SD=
102)

6. A1l in a11; how satisfied are vou with your job? (11=2.9;
SD=1.1)

44, Does your job cive you a chance to use your own ideas?
(M=3.3; SD=1.1)

45, How often do you feel cood about doino your job well?
(M=2.4; SD=1.0)

48, Have vou ever thought that you would like to cet a job
outside the telephone company completly? (M=3.3; SD=1.4}

54. Overall, how is I11inois Bell as a Company to work for?
(M=2.4; SD=0.9)

TEANWORK

21. Are the peonle in your work group helpful in working out
problems that occur in vour daily activities? (M=2.1l; SD=
1.1)

22. Do the members of your work group discuss ways to improve
their performance? (M=3.0; SD=1.1)

23. Does your work aroup sharz ideas that helped thkem improve
their performance with otner groups in the office? (M=3.2;
SD=1.2)

25. Do the members of vour work group plan tocether and
coordinate their efforts toward achieving aroup objectives?
(M=3.1; SD=1.2)

INTERGROUP RELATIONS
24, Are problems between different work groups in your office
faced openly and cleared up rather than "swept under the
rug?" (M=3.3; SD=1.2)

37. Do other departments cooperate when you need their help
to solve a problem? (M=3.3; SD=1.0)



FACTOR 5
47

.75

.64

FACTOR 6

.65

.57

34,

55.

col

41.

42.
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Are problems between different departments faced openly
and cleared up rather than “swept under the rug?" (M=3.6;
SD=1.1)

llhat are the chances that this survey will be used to make
improvements in your job? (M=3.6; SD=1.1)

MUNICATION

Are you kept up to date on important changes that affect
your job? (M=2.2; SD=1.0)

How often does your office have meetings to discuss job
related prohlems? (M=2.2; SD=1.0)

How often does your group have meetinas to discuss job
related prohlems? (M=3.1; SD=1.0) .

How often do you get feedback as to how well you are doing
on your job? (11=3.2; SD=1.0)

How often do you get feedback as to how your whole office
is doing? (M=2.2; SD=0,8)

PROMOTION OPPORTUNITIES -

34.

35.

36.

‘19.

Does I1linois Rell try to help you find out how you can adv-
avance in their company? (M=3.,3; SN=1.2)

Does the company promotional system make sure that the hest
qualified people get promoted? (M=3.5; SD=1,1)

Do'you ever feel uncertain about what your onportunities
for promotion really are? (M=2.5; SD=1.1)

How would you rate your opportunities for a promotion from
your present job? (M=3.0; SD=1.1)

PAY SATISFACTIOM

50.

51.

Considering your skills and the amount'of effort you put
into your job, how would you rate vour pay? (!=2.8; SD=0.9)

How do you think vour pav is compared to pay for similar
similar work in other companies? {(N=2.7; SD=1.0}

FACTOR & FADS/AUTOHOMY
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.49 29. Does the schedule for fads, closed kev, and breaks allow
you to schedule your work ahead of time? (M=3.7 SD=1.2)

A1 30. Do the supervisors in your office communicate with each
other about the fads schedule so that they all aaree on who
should be open and who should be closed? (1=2.7; SD=1.3)

56 32. Does your job allow you to take action without detailed
review and approval from vour supervisor? (12.4; Sn=0.9)

-.44 47. Have you ever wished that you could work in a different
department? (M=2.3; SD=1.2)
FACTOR 9@ WORKING CONDITIONS

.79 52. How would you rate the overall phvsical conditiens of your
immediate working area? (1=2.6; SD=1.0)

.54 53. How would you rate the overall quality of the equipment
(telephones, copiers, etc.) yvou have to do your iob?
(M=3.0; SD=1.1)

FACTCR 10 JOE CLARITY

77 26. Are you clear as to which ohjectives the company feels are
important and those that it feels are iess important?
(M=2.2; SD=1.0)

.70 27. Are you clear as to what is eipected of you on your job?
(M=1.7; SD=0.8)

FACTOR 11 J0OB PRESSURE

.74 7. Overall, how much pressure do you feel on your jobh? {M=1.7;
SD=0.9)
.78 8. How much pressure do your superiors put on you to rmeet

sales objectives? (M=1.9; SD=1.0)

FACTOR 12 SAY OVER ORJECTIVES

.70 9. How much say do you have over what your individual objec-
tives should he? (M=3.7; SN=1.3)

FACTOR 13 UORKLOAD

80 28, Do you have encugh work to keep you husy all the time?
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(M=1.2; SD=0.6)

-.49 29. Does the schedule for fads, closed key, and breaks allow
you to schedule your work ahead of time? (M=3.7; S$D=1.2)

64 31. Do you ever feel overworked on your job? (M=2.1; SD=1.0)

FACTOR 14 JOB IVPORTANCE

.6 4, How much do you think service representatives' sales,
collections, and service contribute to company profits?
(M=1.5; SD=0.8)

.64 5. How much do you think the base pay for service representa-
tives depends on how much profit the ccmpanv makes? (M=2.2;
SD=1.3)

FACTOR 15 UNDESERYED PRAISE

.57 12, Do some people in vour group seem to get praise even when
they don't really deserve it? (M=3.7; SD=1.1)
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