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FOREWORD

High levels of motivation, job satiafaction, and morale are important
to ths Army for the recruiting, retention, and career productivity of
high-quality personnel. The present report is the first of several to
result from a research prcject designed to search for, develop, evaluate,
and refire ways of understanding and measuring the work motivation,
job satisfaction, and productivity of individual soldiers. The project
was accomplished jointly by personnel of the Army Research Institute for
the Behavioral and Social Sciences (ARI) and Personnel Decisions, Inc.,
under contract DAHC 19-73-C-0025., The Contracting Officer's Technical
Representative was Dr. D, Bruce Bell of the Individual Training and Skill
Evaluation Technical Area, ARI, Work was done in response to Army
Project 20762717A767, Techniques for Increasing Soldier Productivity."

Techm{cal Director
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CHAPTER 1

INTRODUCT ION

With the change to an all-volunteer Army, problems in the areas of
recruiting, turnover, znd productivity take on an added urgency a3d a
sharper focus. To grapple with such problems, commanders have tradition=
2lly appealed to concepts of motivation, satisfaction, and morale. Often
thare seems tc be an assumption that If ouly “e couid raise the level of
motivation, satisfaction, and morale among his troops, the commander
would greatly facilitate recruitment of high caiiber personnel and retain
them as productive soldiers in fulfilling careers.

But the question is this: Exactly how dces one go about increasing
motivation, satisfaction, and morale in the Army? There is no clear con-
sensus on precisely what to do to Improve these things. We cannct even
set out to gather the kind of knowledje we need to answer that question
until we are prepared for a second, more basic question: How can one
mezsure motivation, satisfaction, and morale accurately enough tu know
when to try for improvement, when improvement has been achieved, and the
effects of improvement? We cannot answer these questions until we answer
a stil! more basic question: Exactly what are these things to be measured
and improved, these things called motivation, satisfaction, and morale?

Purpose

This report addresses, first, the need to arrive at a clear understanding
of the conceptual! underpinnings of motivation, satisfaction, and morale
and, second, the question of how to measure these constructs in the Army.

In Section |, we review the major theorles and constructs that have been
developed with respect to each of these three terms. We start with the
working assumpticn that they refer to three different kinds of phenomena--
that it makes conceptual and practical sense to define them differently.
Besides providing a -~ ‘-¢ptual understanding, we also hope to establish a
foundat: 'n for furthe: research into the development of insiLruments
measuring motiv tion, satisfaction, and morale, and of ways to> Improve
these things systematically in the Army.

In Section 11, we present the results of our efforts to extract from both
published and unpublished literature those instruments developed as

measures of motivation, satisfaction, and morale at the work place. We
discuss what we could learn of the development and use of thesse instruments,
try to ascertain the extent e¢ach reliably and vaildly measures what it
purports to measure, and evaluate these Instruments according to how
practically usef.l they are,




Scope

We did not begin this review with the quixotic intent of covering every-
thiny ever written about motivation, satisfaction, and morale. Rather we
planned to focus only on those theories, concepts, an4 instruments most
likely to be usefully applied in the context of the Army.

For the theory section, this me2ant that we would ;estrict our scope to
theories and studies which had apparent relevance for the behavior of
people in formal organizations. We do not dlscuss the formulations of

many of the personality theorists, clinical psychologists, or psycho=
analysts whose writings have not been specifically tiec down to behavior

at the work place. Nor do we examine in ahy depth the motivational theories
and findings of experimental psychclogists whose research seems too basic
for ready transposition and use in explaining and predicting specific work-
related behaviors. We do review theories and concepts either that have
been developed or frequently used in the context of human work-related
behavior or that seem directly relevant to such theories and can readily

be integrated with them.

For the measurement section, w: began by scanning titles In a wide array
of professional journals for articles that seemed likely to report the
development or use of pertinaent Instruments. We examined articles from as
far back as twenty years--or more in journals that were particularly rich
in relevant reports--and also noted references to other articles that
might be useful. Amcny the journals Included in this phase of our litera-
ture review are the following:

. American Journal of Sociology

. American 5ociological Review

. Educational and Psychological Measurement
. Human Relations

. Journal of Applied Psychology

. Journal of Vocationa) Behavior

. Occupational Psychology

. Organizational Behavior and Human Performance
. Personnel Journal

. Personnel Practice Bulletin

. Personnel Psychology

. Soclometry

Often we fuund references to articles in other journals, which we followed
up where possible. To obtain copies of the instruments themselves o: of
articles that looked promising but were noci readily available, we wrote
directly to the authors and usually recelved thelr cooperation.

We followed other avenues to published material a; well. We scanned
issues of Psychological Abstracts for the past several years and supple-
mented this with a computer search of titles In the psychological literature




through the Psychological Abstracts Direct Access Terminal Services
developed by the American Psychological Association. Having gone through
these procedures, we are reasonably confident that we have at least
exposed ourselves to most of the published literature relevant to this
review.

In addition, we took steps to unearth pertinent urpublished literature.
We sent a form letter to members of Division 4 (industrial/Organizationa’
Psychology) of the American Psychological Association, asking for nomina-
tions of Industrial organizations whom we might contact for in-house
reports of instruments used to measure motivatlon, satisfaction, and
morale. From the many nominations we received, we surveyed a subset of
those that appeared most likely to have conducted instrumentation studies
in this area. Also, we received reports of studies done in military
organizations In Canada and Australla. To obtain additional technical
reports, we tapped the resources of the Defense Documentation Center,

the National Technical Information Service, and the Smithsonian Sclence
Inforiation Exchange.

By this time we were deluged with material. S’ince we could not possibly
include every single repo.t, we paid particular attention to those that:

}. Reported instrumentation studies of motivation, satisfaction,
and morale, which are methodologically sound

2. Described the construction, use, rellability, validity, or other
psychometric properties of instruments purportedly measuring these
constructs

3. Reported studies conducted In organizatlions similar to the
U. S. Army

4. Described Instruments most likely to be applicable in the U. S.
Army

5. Illustrated a set of studies which have obtained similar results.

In both theoretical and instrumentation literatures, we struggled with
i11-defined terms, loose conceptualizations, and methodological difficulties
that rendered some of the reported results well-nigh uninterpretable. This
is not to imply that all the material we found was tainted by these charac-
teristics. To the contrary, many authors reporied carefully concelved and
well-executed studies undertaken with the kind of scientific rigor and
precision required for significant contributions to the field. We were
impressed, however, with the general lack of cohesiveness, profusion of
different definitions for the same terms, lack of definitions for some
terms, and failure on the part of many investigators to consider carefully
what their predecessors had done befcre launching research of their own.




SECTION I+ THEORY

CHAPTER Z

MOTIVATION: THEORETICAL PERSPECTIVE

The term 'motivation'' is used to explain the direction, energlization, and
persistence of behavior. We often refer to some kind of motivational
construct when we try to explain why a person performs one particular
behavior of a set of possible alternative behaviors, the vigor with which
he performs that behavior, and how long he sticks with it (Campbell,
Dunnette, Lawler, & Weick, 1970). Wher we have already observed an
individual performing some particular behavior, we infer that he possesses
the required abllity to perform it and that he would be able to do so
again. Therefore, wien we see him on subsequent occasions performing the
same behavior at different levels of Intensity or for varying durations of
time or when we see him performing a different behavior entirely, we Infer
that some motivational determinants are operative to account for these
differences. (0f course, we assume that gross environmental cond!tions
inhibiting or faclilitating the performance of the behavior are constant.
When, for instance, we see a person reading in a quiet library but not
while driving his car, we are not likely to explain this behavioral dif-
ference solely in terms of his motivation.) Glven that a person is able
to do something, whether or not he does It and how vigorously and per-
sistently he does it, depend on his motivation.

Many theoretical formulations have been developed to account for the
direction, energization, and persistence of work-related behavior. Some
focus on the content of motivation and seek to specify factors in the
individual, his environment, or his behavior as he interacts with his
environment that Influence motivational parameters governing his behavior.
They attempt to answer the question: What Is it that motivates pecple?
Other theories spell out the expectancy and equity processes by which

these content factors influence behavior. They try to answer the quastion:
How do environmenta! factors and individual needs determine behavior?

In making this distinction between content and process theories, we follow
other authors who have reviewed the motivation literature (Campbell,
Dunnette, Lawler, & Weick, 1970; Miner & Dachler, 1973; Campbell &
Pritchard, in press). Although the distinction Is a useful device for
classifying and organizing theories in a review, it should not be pushad
too far, because the difference between content and process theories is
more one of degree than kind. That is, although content theor!es empha-
size the 'what'' of motivation, they also at least suggest some form cof
process as weli. And although process theories emphasize the '‘how'' of
motivation, they also Include ccntent elemends.




Overview

Content motivational theories, like those of Murray (1938), Maslow (1954),
and Herzberg (1966}, state that there are classes of environmental stimuli,
individual needs, or kinds of behaviors that have motivational properties

in that they impel individuals to perform rcertain behaviors with varying
degrees of vigor and persistence. That is, people will behave in certaln
ways to approach some kinds of environmental stimuli and avoid others,
satisfy their needs, and have an oppertunity to perform consummatory
hehaviors. Content motivation theories describe different ways of classi-
fying these content factors and different explanations for their motivational
properties,

Content factors play an important role in both axpectancy process and equity
process theorles. It is the 'outcome' concept in the process theories that
includes this notlon of motivation content. According to expectancy
theories, motivation to perform a behavior depends on expectancy that the
behavior will lead tc certain outcomes (1ike pay, recognition, feelings of
growth and seif-actualization, and other ''content' factors) and on the
valence or desirabliity of the outcomes. The valence of an outcome !like
pay is largely determined by how instrumental it is for attaining other
outcomes like good housing and community status. The valence of an outcome
like task achievement, however, is largely determined by its expectancy,

as well as by whether the person attributes success and task achievement

to luck, effort, task difficulty or ability. The probability that a

person will perform a specified act or behavior is directly related to

the sum of the products of valence times expectancy for all sallent
outcomes that he perceives as resulting from that act.

Content factors, or ‘''outcomes,' play @ somewhat different role In equlty
theory. According to equity theory, a person will perform certain acts

to reduce feellags of inequlity arlsing from his perception tnat nis ratlo
of outcomes/inputs s d'Fferant from the ratlo of outcomes/inputs of a
referent other, Although the theory mokes similar predictions about what
a person will do to reduce ineguity in both Instances where the outcomes
are irequitably high and when they are Inequitably low, empirical research
suggests that at least for pay as an outcome, equlty predictions are more
likely to he borne out for underpayment (when outcomes are tco low) than
they are for overpayment {when outcomes are too high).

content: Theories of Metlivaticn

Many savants, philosophers, theologians, and psychologists have proposed
lists of environmental factors, individual factors, and behaviors as
suggestions of what motivates peopie. We limit our consideration to
lists proposed by three skilled behavicral scientists, Murray {1938),
Masi~w (1954), and Herzberg (1966),




Murray's Psychogenic Needs

After intensively studying a small number of individuals with & battery of
questionnaires, interviews, and specially designed psychological tests,
Henry A. Murray (1938) proposed a list of what he called ‘'psychogenic
needs’’ or social motives. They have greatly influenced subsequent
theoriziny about the human personality and have spawned such instruments
as the TAT and Edwards Personal Preference Schedule (Edwards, 1959).

Murray's list of twenty social motives includes needs such as are listed
below:

.'Achievement--accomplishing something difficult; manipulating
physical objects, hunans, and ideas; overcoming obstacles; excelling.

. Dominance=-controlling one's human environment; persuading;
commanding; prohibiting.

+ Nurturance--giving sympathy to and gratifying the needs of helpless
others.

. Order--putting things in order; organizing.

. Play--acting for "fun" with no further purpose; relaxing from
stress; participating in playful activities.

Murray's list appears to be an attempt to specify needs that all people have
to varying degrees. In principle, we should be able to predict that a per-
son high on certain of these needs would perform the kinds of behaviors
included under them and would be motivated by any opportunity to do so. A
perscn high on 'play" would be motivated by opportunities to engaze in
playful activities, while another, high on ''order,' would be motivated by
opportunities to organize. Lists of needs as general as Murray's may have
profound impact in clinical, counseling, and ''pure research' settings, but
behavicrs, environmental referents, and individual factors are not defined
with enough precision to measure or increase the motivation, satisfaction,
and morale of individuals in formal organizations like the Army.

Maslow's ileed Hierarchy

Based on his extensive clinical experience, Maslow (1954) proposed a
hierarchy of five general need categories:

|. Physiological needs. To eat, drink,breathe, rest, and be sheltered
or protected from the elements.

2. Safety needs. To have stability, security, protection, structure,
order, law, and freedom from fear, anxiety, and chaos.




3. Social needs. To belong, to be accepted by his fellows, and to
give and recelve friendship and love (McGregor, 1967).

L. Ego needs. These arc of twn kinds: a) those related to man's
self-esteem--his needs for se!f-confidence, independence, achievement,
competence, and knowledge; and b) those related to his reputation--needs
for status, recognition, appreciation, and respect from his fellows
(McGregor, 1967).

5. Self-actualization. Although difficult to define, Maslow writes
that it is related to the fact that ''the individual is doing what he,
individually, is fitted for," 'what a man can be, he must be. He must be
true tc his own nature (Maslow, 1954, p. 48)." McGregor interprets Maslow
by calling these ''. . . the needs for self-fulfillment. These are the
needs for realizing one's own potentialities, for continued self-develop-
ment, for being creative in the broadest sense of that term (1967, p. 27f)."

Maslow suggests that these five kinds of needs are hierarchical: i{f the
lower-order needs like physiological and safety are not satisfied, the
higher-order needs, such as self-esteem and self-actualization, are less
likely to motivate behavior. Hall & Nougaim (1293) attempted to test
Maslow's hierarchical rotion In a study with 49 management level employees
at ATsT. Each year for 5 years, the subjects' motives were assessed by
means of 3-hour interviews conducted by consulting psychologists. Protocols
of these interviews were coded and scored for need strength or importance
(from low to strong concern) and for extent of satis’action (from over-
satisfied tc highly dissatisfied) in four of Maslow's needs {omitting the
physiologli:al category). !f Maslow Is correct in proposing a hierarchy of
needs, Hal! and Nougaim should have found that, within any glven year,
there should be a positive correlation between satisfaction of needs at one
level and need strengih at the next highest level. Also, from year to
year, changes In satisfaction at one level should bz positively correlated
with changes in need strength at the next highest level. And managers who
after 5 years are more successful in terms of salary should have highe~
self-actualization need strength than less successful managers. Whilz
correlations were indeed positive (.05 to .23), they were not high enough
to offer much support for Maslow's hlerarchy, particularly since the
gene.al trend was for need strength at any one level to correlate mest
highly with satisfaction at the same level. Other studies, such as Lawler
and Suttiy (1972) and Aiderfer (1968), have also failed to support Maslow's
hierarchy.

Locks (in press) criticizes Maslow's theory on a number of other grounds.
He points out that there Is yet no proof that Maslow's needs (above the
physiological level, are In faict needs governing behavior. Also, he
argues that Maslow's definiticns of needs, such as self-actuzlization,
are unintelligible ard sometimes logically self-contradiczory. The
utility of Maslow's need hierarchy in measuring and improving iotivation
in the Army is, therefore, a matter of conjecture.
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Herzberg's Two-Facior Theory

Herzberg and his coileagues (Herzberg, Mausner, & Snyderman, 1959; Herzberg,
1966) interviewed two hurdred engineers and accountants representing a
cross-section of Pittsburgh industry about job attitudes. They obtained
information about occasions when the engineers felt exceptionaliy good and
exceptionally bad toward their jobs. They asked about the causes of these
feelings and their effect on job performance, personal relationships, and
sense of well-being. A'so, the interviewers tried to determine what

brought these extremely positive or negative feelings back down to their
"typical' levels.

These interview protocols suggested to the irterviewers five major factors
that seemed associated with job satisfaction and five others associated with
Job dissatisfaction., Satisfaction factors were achievement, recognition,
work itself, responsibility, and advancement; Herzberg termed them
"motivators'' and interpreted them as motivating people to exert greater
effort and perform at higher levels. Dissatisfaction factors Included
company policy and edministration, supervision, salary, interpersonal
relations, and working ccaditions; they were called "hygiene' factors

and seemed related to enrvironmental elements which prevent job dissatis-
faction but have little positive effect on job attitudes.

Since this original study (Herzberg et al., 1959), several otners with
similar methodologies were carried out., Also many othe: studies with
different methodologies were done to test the two-factor theory. These
studies have been extensively reviewead elsewhere (e.g., House & Wigdor,
1967; Whitsett & Winslow, i967). There is not yet yeneral agreement on
the status of the theory or even on the acceptability of many of the
studies that were done to test it. We explore this issue furthar in
Chapter 3 (Satisfaction: Theoretical Perspective) of this report. For
now, the maln point we are trying to make is that the two sets of tactors
--""hyglene' and '""motivator''--that emerged from the original study can be
thought of as potential motivators. But the main thrust of Herzberg's
theory Is not to explain motivation as we define it (i.e,, the direction,
energization, and persisterce of behavior) but rather to explain changes
in job satisfaction (Campbell & Pritchard, in press).

Summary and Evajuation-of Content Theories

The formulations proposed by Murray (1938), Maslow (1954), and Herzberg
(1966) are among the most frequently cited motivation content theories in
the organizational literature. There are obvious differences among the
three theorles. Murray's list of 'psychogenic needs' is a set of broad
behaviorally defined traits; Maslow's hlerarchical needs are also broad in
scope, but defined more as categories of needs; Herzberg's ''two-factors''
of motivation and nygiene have more apparent relevance for job related
motivation because they were developed in formal organizations pertinent
in the context of work.
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Although it is important to get a handle on the motivational content fac-
tors that impact behavior in the Army, the three most currently prominent
content theories are not likeiy ic be useful in this rega“d since their
lists of cortent factors seem too broadly defired to be directly applic-
able ir the Arny, These lists should pernaps be used to guide further
efforts at determining the most important motivational content factors

in the Army For example, a useful exercise would be to define in spe-
cific terms exactly what Murrav's needs or Maslow's needs or Hervbherg's
factors mean in the Army. Specifically in what sense might soldiers dis-
play a need for '"achievement' or '‘dominance''; how would they express
physiological needs, ego needs, or self-actualization needs and what en-
vironmental factors ir the Army might bear on these; precisely how do we
translate ""hygiene'' factors like working conditions and company policy

and administration or "motivator' factors like achievemert and recognition
into terms relevant for the Army? Instead of using these three theories
directly, an alterrative approach is Lo generate a list of motivation
content factors for the Army from scratch, o. from possibilities suggested
by the existing theories. In any case, we need a more piecise formula-
tion of the content factors which impact the direction, vigor, and per-
sisterce of behavior in the unique organizational configuration of the
Army and research toward this end should result in a sounder understanding
of motivation in the Army.

Process Theories of Motivation: Expectancy

The two major types of process theories of motivation are expectanc,
theories and equicy theories. Flirst we discuss expectancy theories=-
theories which ma.ntain that behavior is determined in part by a person's
beliefs about the likelihood of behavior leading to various desirable or
undesirable consequences. Later In this chapter, we review equity the-
ories, which are also primarily prouess formulations but which differ from
expectancy theories in that they emphasize not beliefs about relationships
between behavior and desirable or undesirable consequences. but rather
feelings of equity or inequity from perceptions that what one puts into
his job is relatively greater than, equal to, or less than what he gets
out of It.

Expectancy theories differ slightly in definitions of major terms. They
also differ in what they regard as outcomes. Depending on the nature of
the outcome and on certain other theoretical assumptions, they also differ
in the nature of the relationship posited between expectancy and perfor-
mance. According to some theories, performan:e is maximum at maximum
expectancy whereas according to other theurles, performance is maximum ac¢
intermediate expectancy.

In this discussion, conceptual and theoretical issues are emphasized more
than empirical studies done to test these, beccuse a careful review of
all the empirical studies is beyond the scope of this report (for reviews
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of the emoirical literature, :ee Campbell et al., 1970; Campbeil &
Pritchard, in press; Lawler, 197); Miner & Dachler, 1973; Mobley, 1971;
Vroom, 1964; and Weiner, 1972). Sowe empirical studies are cited for
each of the theories we discuss, but our concern is to outline major
types of expectancy theories dealt with in the 'iterature and then to
provide a representative sample of the reseaich frequently cited in sup-
port of each theory.

We place a major emphasis on Vroom's theory because expectancy theory is
becoming more and more visible in the literature, and becal.e Vroom's
theory is the precursor to several varlations that actempt to improve on
his basic model. Among the more prominent theorists who have propounced
expectancy models similar in many respects tc Vroom's are Graen (1969),
Porter & Lawler (1968), and Campbell, Dunnette, Lawler, ¢ Weick (1870).

Vroom's Theory

Vroom (1964) articulated the most frequently cited expectancy inecry of
werk motivation. His cognitive model follows in the tradition established
by such psychologists as Lewin (1938) and Tolman (1959) and uses *he

three najor concepts ot valence, expectancy, and force.

Valence Is defined as the affective orientation toward some particular
outcome. An outcome has positive valence when a purson wants tc attain
it and negative valence when he prefers not to attain the outcome. Some
outcomes are preferre? or not preferred because of themselves. Fond, for
instance, is intrinsically valued by a hungry person. There are many
other outcomes, however, that have poslitive or negative valence according
to whether they are instrumental to other outcomes with positive or nega-
tive valence. Thus, instrumentality, according to Vranm, relates one
outcome to another. It is like a correlation coerfficient, varying from
+! Indicating that the second outcome will certainly occur if the first
one does ta -1 indicating that the second outcome will aefinitely not
occur 1f the first one does.

Valence Is clarified by what Vroom lists as ways to measure and manipulat
it. The kinds of events an individual considers positively valent might
be measured directly from his verbal reports of preferred outcomes or
indirectly from his responses on projective instruments like the TAT.
Another mecsure of valence is the extent tc which an outcome strengthens
or weakens a response tendency; outcomes that strengthen are positively
valent and those that weaken are negatively valent. The vigor of a con-
summatory response like eating reflects how valent are outccmes like food,
A final measure is the amount of time required for a person to choose
between two cutcomes. The longer the declsion time, the less the diffar-
ence In valence.

@
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To manipulate the valence of an outcome, one night communicate informa-
tion about how desirable it is; deprive the individual of a physically
required outcome or provide him with incentive representing the desired

outcome; or associate an outcome with aiready esiablished rewards and
punishments.

Vroon defines expectancy as the individual's belief tha some particular
outcome will probably follow some behavicr. These beliefs can vary from
subjective certainty that the outcome will follow the bekavior (subjec-
tive probability is 1.0) to certainty that it will not (subjective
probability is 0.0).

Verbal reports are one way to measure expectahcy. Another is to observe
how much ¢f onz valued ovtcome a person is willing to risk lasing in
order to win another 2utcome. The 'ower n2 bets on winning, the less

his subjective expectancy that the outcome regresented by winning will
occur.

To manipulate a person's expectancles, one might alter the objective
probability of an ocutcomz or communicate to him what the probability is.
Vroom also notes that expec:ancies can be manipulated by altering the

proportion of number of times outcome follows an act to number ot times
It does not.

Force is a directional concept representing the resultant combination of
valence and expectancy. It is used In the Lewinian sense: a field of
forces which vary In direction and magnitude cause behavior.

With these definitions of vaisnce, expectancy, and ferce, Vrcom formu-

lates two propositions which essentially constitute the body of his
theory:

Proposition 1. The valence of ar outcome to a perscn is & mono-
tonically iIncreasing function of the algebraic sum of the products
of the valences of all other outcomes and his conceptions of its
Instrumentality for the attainment of these other outcomes {p. 17).

Proposition 2. The force on a person to perform an act is a mono-
tonically increasing function of the algebraic sum of che products
of the valences of all outcomes and the strength of his expec-

tancies that the act will be followed by the attalnment of these
outcomes (p. 18).

Vroom states that an individual possesses different!al preferences
(valences) for Job-related outcomes (such as pay, praise, security) and
the net valence of each is a functicn of his perception of its correlaticn
with other differertially preferred cutcomes. An individual's tendencles
toward various Jok-related actions (such 3s taking a joh, working hard,
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stdying on a jcb or leaving it) depend on subjective beliefs (expectan-
cies) that they will or will not lead to various valued outcomes. Pro-
pensity toward action demands both roderate to hign valences for outcomes
(i.e., he wants those cutcomes’ and moderate to high expectancies “nat
his actions will indeed lead tc tnose outcomes. For any given cutcome
or ret of outcomes, his level of effort increases directly with his ex-
pectancy that such effort will indeed lead to attaining the outcome or
outcomes. Thus, maximum effort and job performance should occur when o
worker perceives tnat attaining a valued job goal (.utcome: is maximally
likely (high expectancy).

Vroom interprets over five hundred studies as supporting hypotheses
derived from his model regarding occupational choice, job satisfaction,
and level of job parformance. For example, his theory predicts that a
person will choose an occupation that he perceives as most instrumental

to obtaining other valued outcomes. Vroom (1964, pp. 78-79) deccribes

an unpublished study in which he had students state which occupation they
would choose to enter and then rank five other occupations in order of
preference. Also, they rated outcomes like having authority over others
and high social status in terms of how desirable they were and the degrees
to whick they would likely be obtained in each of the six occupations
ctasen and ranked. Vroom found that the mean correlation (mean across

all the outcomes) between the desirability and instrumentality ravings

was highest for the chosen wccupation (r = .45) and progressively decreased
to the lowest ranked occupation {(r = -.0L), Thus, the chosen occupation
and the ones most preferred were also regarded as more instrumental to
attaining valued job outcomes, ¢ finding In agreement with the model.

Another prediction derived from the model Is that high performance is

more likely when it is perceived as instrumental to attaining valued job
outcomes. Vroom cites the classic Georgopolous, Mahoney, & Jones (1957)
study of over six hundred employees Iin an appliance factory. Georgopolous
et al. measured by questionnaire how instrumental high and low levels of
performance were perceived as aitaining the presumably valued outcomes

of making more money In the long run, yetiing along well with the work
group, and heing promoted to a h.gier salary rete. Thev found that workers
who teported high productivity 2s instrumental to these outcomes tended

to be higher perrormers as measured by self-ratings of productivity. This
result agrees with Vroom's model.

;LUE%E:S Thecrx

fivaen {1969 tried to improve on Vroom's model by specifying more exactly
the construct Vroom rather loosely referred to as outcowmes and by avold-
ing the use of unnecessary and excessive meaning in terms borrowed from
the vocabulary of Lewinian fleld theory. Both of these shortcomings were
to some extent avoided through the use of role concepts. Graen deflnes

a work roie as a coherent set of behaviors which an organization expects
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a member to perform. "Effective performer,' ''manager,' and '‘group member'
are evamples of work roles. Whether or not a person is performing in
accordance with any particular role can, presumably, be determined by
ccamparing his behavior to standards of role performance which may be

e ther explicitly or implicitly stated.

araen next Jdefines three classes of outcomes that result from the success-
ful performance of wor< roles. One ciass Is internally mediated by the
""effective performer' nimself and involves intrinsic rewards such as
feelings of achievement after having accomplished some self-valued task.
A second class of role outcomes are externally mediated by some powerful
agent such as the supervisor who controls such things as pay or promotlon
to induce compiiance with organizationally expected work roles. There

is a third class of cutcomes that comes automatically with the work role.
Status in the community is an outcome often associated with the role ''top
executive.'" Unlike the other cl-sses, it is not 'dispensed' in discrete
chunks but rather is something continuously encountered as long as the
role is maintained.

Grarn posits that an individual is differertially attracted to some out-
comes. and not others. The net attraction of a work role such as ''effec-
tive performer'' depends on the sum of many outcomes that may folluw the
role and the degree to which the role Is perceived as instrumental to
attaining these outcomes.

Porter's and Lawler's Theory

Porter & Lawler (1968) propose that the amount of effort exerted toward
job performance depends on how much a persor. prefers likely outcones of
effective performance (''value of reward') and how likely he believes
these outcomes follow the exertion of effort ("effort-reward probability')
His perceivad likelihood that reward follows effort in turn dep2ids on

his beliefs about the probability that pervormance will follow effort and
the probability chat reward will follow performance. Thus, effort is a
multiplicative function of reward value times effort-performance proba-
bility times performance-reward probabil!ty.

Whether the expenditure of effort does in fact result in effective per-
formance depends on the person's abilitles and traits required for per-
formance of the relevant job tasks and on his self-perceived ''role' or
beliefs about what kinds of behaviors he must perform in order t> be
effective.

Following performance, the person may receive Instrinsic rewards likz
feelings of achlevement contingent on his perceptions of I . own perfor-
mance or extrinsic rewards such as pay contingent on others' perceptions
of his performance. The reliability with which rewards follow perrormance
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in the person's experienr~ nfiuences his perceived effori-reward proba~
bility and his effort ieve.. The pevson compares his rewards with what
he imagines is equitable uncer the clrcumstances. If he regar’ obtained
rews ds as equitable, he will experience satisfaction. The more satis=~
factlion he experiences following a reward, tke more he values it. Thus,

satisfaction influences percelved value of reward, a determinant of
effort expend!ture.

The Campbell, vunnette, Lawler, and Weick Theory

A third variant of the basic expectarcy mode! presented by Vroom has be=
proposed by Campbell, Dunnette, Lawler, & Welck (1470). In their "hybrid
expectancy mode.,’’ they acknowledge the need for more explicitly defined
performance goals and discuss task goals In this ccntext as belng estab-
l.shed ¢ither externally by the {individual's) work group or internally

by tre indiviaual himself. Production quotas, quality standards, and time
limits for projects are listed as examples of task goals.

:ampbell et al. then define two ievels of outcomes that can Tollow per-
formance. First-level outcomes are directly contingent on effective
serformance resulting In accomplishment of task goals. External first-
level outcomes are simlilar to the notlon of extrinsic rewards; they in-
:lude things !ike job security, pay, and promotion mediated externally
iy the organizatlion. Internally mediated first-level outcomes are medi-
‘ted by the individual himself, contingent on reaching task gouals. They
nclude what we listed earlier as Intrinsic rewards; namely, feelings of
chievement and growth. Second-leve.! outcomes, things such as housing,

vod, community status, and freedom from anxiety, follow the attalnment
f first-level outcomes.

t Is interesting *uv .ote that what is a second-level outcome In a

Ivilian indusirial organization may bea a first-level outcome ir the Army.
>using, for instance, is a second-level outcome in civilian organizations
3cause a worker pays for it with money which he earns as a first-level
stcome., In the Army, however, housing is not always paid for by the
ldier, but rather is ofcten a first-level outcome contingent on enlist-

:nt into the Army. Thus, housing could conceivabiy be a first-level out-
wme motivating people to join the Army.

mpbell et al. emphasize in their model 2 distinction betwzen "'Expectancy
‘" an indivicual's perceived probabliity of accomplishiny his task, and
rpectancy |0,'" his percelved probability that task accomplishment will
sult in obtaining rewards. HIs decision to exert some particular level
etfort on a task depends on all three of these variables: Expectancy |,
pectancy I, and Valence for relevant first-level outcomes.
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Empirical Support for Expectancy Theories Based on Vroom's Model

It should be apparent that Vroom's (1964) original formulation of expec-
tancy thecry has undergone a number of modifications, but the veriations
on his model do not alter the relationships he proposed between valence,
expectancy, and performance. The basic tenet of this tradition, that
the product of valence times expectancy is directly and causally related
to level of performance, has been tested in a number of studies. Falrly
extensive reviews have been written by Campbell, Dunnette, Lawler, &
Weick (1970), Mobley (1971), Hereman & Schwab (1972), and Campbell &
Pritchard (in press). These rcviews usually conclude that the essentlal
hypotheses of Vroom's model are empirically supported, at least to some
degree. Two studies are described below to provide the gereral flavor of
this research,

Hackman & Porter (1968) derived a list of 14 outcomes which female tele-
phone service representatives thought would be consequences of 'working
hard.' Some were ''time will seem to go faster,'" ''the employee Is more
likely to receive thanks ard gratitude from her customers,'' and ''the
emp'oyee is likely to receive @ promotion more quickly.!" The researchers
corstructed a questionnaire which asked: a) how likely was it that these
outcomes would follow hard work (i.e., cxpectancy); and, b) how desirable
were these outcomes (i.e., valence). A -wtivation score was computed for
each subject, In accordince with expectanc, theory, as the sum across the
14 outcomes of the products of expectancy times valence. Tnis motivation
measuie correjated .40 (p<.01) with a composite cricerion of work effec-
tiveness, in support of expectancy theory.

Mobley (1971) conducted a field study in two manufacturing organizations
empioying semi-skilled workers. (ne plant was on an hourly pay plan

while the other was on an incentive system., With Interviews and q estion-
naires, the researchers derived a list of 45 outcomes that seemed salient
in both plants. They then div.ded performance Into discrete levels and
had subjects indicate, Tfor each level, thelr expectancies of obtaining the
outcomes, Mobley found that the product of expectancies times instrumen-
talities times valences correlated .30 with performance, in support of
expectancy theory,

Othar studies could also be cited as supporting hyyotheses derlved from
expectancy theory. Porter & tawler (1968), Lawler & Porter (1967), and
Pritchard & Sanders (1973) found that erffort expenditure was positively
related to valenze. Further, Lawler & Porter (1967), Shuster, Clark, &
Rogers (1971), pitzer (1964), and Jorgenson, Dunnette, & Pritchard (1971}
found that effort tends to increase with increasing expectancy.

it seems that performance is maximum when expectancy and valence are also
maximum, Othe kinds of expectancy formulations such as propounded by
Locke and Atkinson seem, at first, to indicate different relationships
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between expectancy and performance, but their a priori assumptions are
sufficiently different from each other and from the Vroom type of :xpec-
tancy theories that they are not necessarily in conflict.

Locke's Theory: Intentions and Goais

Locke and his associates (e.g., Locke, 1968; Locke, Bryan, & Kendall,
1968; Locke, Cartledge, & Knerr, 1970) emphasize the effect of a person's
intentions and subjective goals on performance. Their model of ''task
motivation'' has the following key features (Locke, Cartledge, & Knerr,

1968, p. 135):

1. The most immediate direct motivational determinant of task
performence is the individual's goal or Intention.

2. External incentives affect action through their effects on
the individual's goals and intentions.

3. Affective reactions are the result of evaluations, which con-
sist of estimating the relationship between the existents (e.g., incen-
tives, persons, actions, outcomes, etc.) that one perceives and one's
values or value standards.

Ir a long series of laboratory experiments, Locke et al. found support

for their hypothesis that the effect of rewards such as monetary Incen-
tives and knowledge of results alters a person's intentions regarding task
goal achievement. Intentions were shown to be related to both rewards and
performance, but when Intentions were held constant, there was littie
demorstrable relationship between rewards and performance.

0f greater relevance are findings from similar experiments that difficult
goals accepted by the individual lead to higher levels of performance chan
easy goals. In one study (Locke, Bryan, & Kendall, 1968), 127 paid sub-
jects, undergraduates at the Unlversity of Maryland, were required to llst
possible uses for a common object such as a cardboard box. Perfermance

on the task was Indexed as the number 2f uses that were produced. The
experimenters introduced a series of =xperimental manipulations (for in-
stance, they offered varying amounts of money as Incentlve for high per-
formance), had the subjects work at the task, and after the experiment
administered a ''goal-description questionnaire' to measure what tne sub-
jects' performance goals were during the experiment. Locke et al. found

that subjects who reported the highest goals were also the highest per-
formers.

Locke's model seems to make predictions exactly opposite to those made by
Vroom. Since higher levels of performance are associated with more diffi-
cult goals, apparently Locke would predict that maximum performance is
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associated with minimum expectancy. However, the proviso that the goal
must be accepted by the individual before Locke's relationship applies
throws a different light on the matter. It is not at all clear that a
person who accepts and is committed to a difficult goal has a lower
expectancy of achieving it in the same sense that a person who simply
knows that his goal is objectively improbable has a low expectancy. Thus,
althcugh Locke's research seems at first to contradict the relationship
posited between expectancy and performance by Vroom's model, his stipula~
tion that the difficult goals be accepted renders his concept of qoal
Jifficulty not necessarily the inverse equivalent of Vroom's concept of
expectancy.

Atkinson's Theory of Achievement Motivation

Atkinson (196k4) suggests that the net tendency to approach an achievement-
relsted goal is the sum of hope of success (Tg) and fear of fallure (Taf).
Hope of success is determined by the product of general motive for success
(Mg) (this i< an individual differences variable called ''need for achieve-
ment'') times the perceived probabllity of success at the task (Pg) times
incentive value of success (l4). Incentive value of success is assumed to
be an inverse function of probability of success; that is, it is assumed
that the only determinant of preference for task completion is task diffi-
culty. The more difficult the task, the greater the presumed satisfaction
to be derived from accorplishing It (IS = |-Pg). Similarly, fear of
failure Is a product of motive to avoid faliure (Mpf) times probability of
failure (Pf) times incentive value of fallure {If). Atkinson assumes that
the probabilities of success and fallure summate to unity; thus, Pg + P§ = 1.
Therefore, the net or resultant tendency (TA) to approach an achlevement
goal can be expressed as follows (from Weiner, 1972):

Ta = Ts + (-TaF)
. . which expands to:

Tp = (Mg x Pg x Ig) = (Mpp x Pg x i)
. . which reduces to:

TA = (Ms - MaF) [Ps x (1-Ps)].

The most relevant implicarion of Atkinson's model is the prediction it

makes of the relationship between expectancy (of success) and performance.
Weiner (1972, p. 204) shows how the assumption that Incentive value of
success (or valence of task accomplishment) is an Inverse function cf proba-
bility of success (or expectancy) and leads to the prediction that, for
individuals in whom the motive for success is greater than the motive to
avoid failure, maximum performance should occur when probability of success
is .5.
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Atkinson (1958) has shown empirical support f.r his model in a study in
which college women competed on an arithmetic task and a clerical task
(drawing X's in circles) for money. The subjects were told that money
would be given to those performing in the top 1/20, 1/3, 1/2 or 3/4 of
their respective groups. He found that performance was highest when they
were told that the top half of their group would get the money (when the
objective probability of success was .5).

Atkinsen's model seems to be at odds with Vroom's and Locke's theories.
But since the main thrust of his theory is on task achievement as the
relevant outcome, his theory may not be comparable to expectancy theories
described earlier. Lawler (1970) suggested that Atkinson's model may
apply to situations where intrinsic rewards like feelings of achievement
and growth are salient while Vroom's model holds for extrinsic rewards.
Thus, Atkinson's proposed curvilinear relationship between expectancy and
performance (maximum performance at intermediate levels of expectancy)
does not contradict either the relationship posited by Lc.ke between goal
difficulty and performance for those who accept their performance goals or
the relationship posited by Vroom between expectancy of desired outcomes
and performance.

Weiner's Attribution Theory

Weiner's (1972) general “attributional model of action' sugg:sts that in
achievement related situations (and possibly in other situations as well),
task stimuli result in anticipations about probable causal determinants

of success and failure. These causal cognitions to some extent determine
heliefs (expectancies) about likelihood of success and also "affective
anticipations'" (valence) of task success. The expectancies and valences
then determine behavior which in turn results in some outcome. The outcome
is evaluated, it causes an affective rcsponse (like satisfaction), and
determines beliefs about the likelihood of success at future similar tasks.

Weiner postulztes four perceived causes of success and failure: ability,
effort, task difficulty and luck. His model suggests that a person's
valence for task cuccess is determined by whether he perceives success to
be caused by internal factors or external ones. Thus, if he attributes
task success to ability or effory (internal), valence of success is higher
than if he attributes task success to task difficulty and luck (external).
The model also suggests that changes in the perceived probability of suc-
cess (expectancy) following an achievement outcome depend on whether the
persoun perceives success tc be determined by stable or variable factors.
If he attributes success to ability and task difficulty (stable), he is
more likely to alter his expectancy of success at future similar tasks
than if he attributes success to effort and luck (variable).
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Most of the research done to test hypctheses derived from attribution
theory has beenr conducted in laboratory experiments in academic settings
with elementary school, high school, and college students (Weiner, 1972;
Weiner & Kukla, 1970; Weiner, Heckhausen, Meyer, & Cook, 1972). In one
study, for example (reported in Weiner, Heckhausen, Meyer, & Cook, 1972),
the subjects were 63 boys in the fifth and sixth grades. They completed
the Intellectual Achievement Responsibility Scale (I1AR), a self-report
inventory yielding scores intended as measures of the tendencies to
ascribe:; a) success tu »ffort, b) failure to a lack of effert, c) success
to ability, and d) failure to a lack of ability. Subjects then worked on
achievement related tasks (line-tracing puzzles), some of which were im-
possible to accomplish, Subjects were told that if they succeeded, they
were to help themselves to as many poker chips as they thought they de-
served, but if they failed, they were to give back as many poker chips

as they felt they should. Weiner et al. found that subjects who, according
to the AR, avtribute success to effort and who do not attribute failure
© 2 jack of effort, took relatively more chips after a success (rewarded
themse!ves more) and returned relatively fewer chips aflter a failure
(punished themselves less). The investigators interpret this result as
supparting the attribution model: 'The data indicate the attributions

of success and failure to effort mediate between achievement outcomes

and relative rewards and punishments for achievement behavior (Weiner

vt al., 1972, pp. 242-243)."

Weiner's model is essentially an elaboration ard modification of Atkinsor's
achievement model. We'l.er p.onoses that valence for task success is d: ter-
mined by more than ,ust probability of success; both valence and expectancy
of goal achievement are partially determined by whether the individual
attributes success to his ability, effort, expenditure, level of task diffi-
culty, ¢ just plain luck.

Summary and Evaluation of Expec-ancy Process Theories

The various concepts of expectancy and valence--the major ingredients of
an expectancy theory of motivation--and the naiure of the outcomes are
stmmarized celov:

Vroom:

Qutcomes--not defined except as ‘'states of na:ure''; include job
related things like pay, praise, and job security.

Expectancy--the perceived probability trnat a desired or undesireq
outcome will follow an act; determined ncstly by the objective probability.

Vaience--affective orientation toward an outcome; determineu by the
perceived instrumentality of an outcome for other outcomes.
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Graen:

Qutcomes=--effective job performance is an implicit outcome, since it
plays a major part in Graen's notion of expectancy (see below); role
outcomes that follow acts meeting the requirements of work roles:

a) internally mediated; e.g., feelings of growth and achievement;

b) externally mediated by a powerful agent; e.g., pay and promotion;
c) externally mediated but not dispensed; e.g., status.

Expectancy--not extensively discussed by Graen, but operationalized
as the perceived probability that increased effort leads to more effective
job performance.

Valence~-valence of work role 1s a function of the attractiveness of

the role outcomes and how instrumental \in Vroom's sense) it is to
attaining the outcomes.

»

Porter and Lawler:

Outcomes--job related rewards that are either intrinsic (feelings of
achievement and growth) or extrinsic (pay and recognition).

Expectancy--the perceived probability that eftort leads to rewards;
consists of two components:

a) perceived effort--performance probability;

b) perceived performance reward probability; partially determined by
past experience of obtaining rewards after performing well.

Valence--value of reward; partially determined by how much satisfac-
tion was experienced in the past following receipt of rewards.

Campbell, Dunnette, Lawler, and Weick:

OQutcomes--first-level outcomes are contingent on effective performance
resulting in accomplishment of task goals; external, first-level outcomes
include pay and promotion; internal, first-level outcomes include feelings
of achievement and growth; second-level outcomes follow from attainment of
first-level outcomes and include housing, food and community status.

Expectancy--of two kinds:
a) Expectancy I--the perceived probability that effort expenditure

results in task accomplishment;

b) Expectancy |l--perceived probability that task accomplishment
results in obtaining rewards.

Valence--valence of first-level outcomes depends upon their inst:umen-

talicy for second-level outcomes and on the attractiveness of the second-
level outcomes.
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Locke:
Qutcomes--not specified, but perhaps simply ''performance level' is
the relevant cutcome.

Expectancy--goal difficulty, which Locke has equated to the inverse
of "probabiiity of reaching the goal' (expectancy) as expressed by
Atkinson (Locke, 1963).

Valence--not specified, but perhaps implied in the notion that task
goals nust be accepted. That is, ''goal acceptance'' Implies that goal
achievement has positive valence.

Atkinson:
Outcomes--task achievement; feelings of pride and shame.

Expectancy--percelved probability of succeeding, which equals one
minus the perceived probability of failing; determined mostly by the
objective probabilities of success and failure and also, to some extent,
by need for achievement.

Valence--"incentive value of success'' assumed to be an inverse
function of probabiiity of success; ''incentive value of failure' assumed
to be equal to probability of failure minus one (Weiner, 1972, p. 201).

Weiner:
Qutcomes-~task achievement; feelings of pride and shane.

Expectancy--perceived probability of task success; determined by
whether success is attributed to stable factors (ability and task
difficulty) or variable fuciors (effort and luck).

Valence--"'affective anticipations'' of task success; determined by
whether success is attributed to internal factors (ability and effort) or
external factors (task difficulty and luck).

These seven theories share the notion that level of effort exerted toward
performing some behavior is a function of desirability of outcome and
strengtn of conviction that the desired outcome will follow the behavior.
The theorists also specify, to some extent, the determinants of valence
and expectancy, at least the environmental and situational determinants.
Altiough the role of individual differences can be readily read into most
of these formulations, not all the theorists spell cut exactly how
individuel differences variables impact valence and expectancy. People
do differ 1n terms of how valent certain outcomes are for them: some are
interested in pay, some in promotion. Internal outcomes like feelings of
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growth and accomplishment might be most salient for some people, while
for others, external outcomes like pay and promotion might be all that
matters.

Perhaps it is less obvious that individual differences could also have a
strong impact on expectancy of attaining outcomes. Conceivably, people
differ according to their general expectancies of attaining desirable or
undesirable outcomes. Atkinson (1956) suggests that people high in need
for achievement (an individual differences variable) generally tend to
have subjective expectancies of task success that are higher than the
objective probabilities of success. Lawler (1971) proposes that self-
esteem (a person's ''general beliefs about his ability to cope with and
control his environment (p. 107)") infiuences his expectancy of zchieving
a particular level of performance (task achievement). #otowidlo, Loehr,
& Dunnette (1972) also suggest that self-esteem might be an impurtant
determinant of expectancy. They argue that a person's expectancy of
attaining a desired outcome depends both on trait factors like self:
esteem and on ''state' factors which include situational cues providing
information about the objective probability of success or failure.
Furthermore, Motowidlo et al. suggest that the relationship between
expecancy of success and motivation may differ according to whether
trait or state components are more prominent In the indlvidual's
subjective expectancy of succeeding. Mctowidlo et al. found some
indications that when a person's expectancy is determined primarily by
situational cues (tralt components), his motivation and performarce are
maximum at Iintermediate levels of expectancy, but when expectancy is
determined mostly by trait factors, performance is maximum at the
highest levels of expectancy.

The theories set forth by Vroom, Graen, Porter & Lawler, and Campbell et
al. all make similar predictions about the relationships between
expectancy, valence, and motivation; namely, that motivation is a multi-
plicative function of valence times expectancy and that the amount of
effort exerted will be maximum when both expectancy and valence are
max | mum,

While these four theories apparently assume that expectancy and valence
are independent, Atkinson's theory, which deals mostly with task
achievement and feelings of success, failure, pride, and shanme as the
saliernt outcomes, assumes that the valences of these outcomes are
inversely ralated to the expectancies associated with them. Accordingly,
when tnese outcomes are sallent (instead of the more external outcomes
like pay, pronotion, etc.), motivation and effort will be maximum wher
both valence and expectancy are at intermediate levels. Weiner amends
Atkinson's theciry somewhat by proposing that the valences of these
outcomes are determined not only by thelr expectoncies but also by
whether the person attributes task success to ability and effort or to
luck and task difficulty. Also, Weiner argues that the expectancies of
these outcomes are influenced by whether the person attributes success to
ability and task difficulty or to effort and luck.
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Locke adds a new dimension by proposing that if a goal has been accepted--
that is, if a person intends tc *ry for the goal-~the more difficult the
goal, the higher the level of motivation, e.rort, and, hence, perfoimance.
This is not necessarily contradictory with the theoretical relationships
outlined in previous paragraphs, if we read ''outcome' fur ‘‘goal'’ and
assume that the probability that a person will accept a goal (i.e.,

decide to try to reach the outcome), depends on the goal's valence and
expectancy for him. The greater the product of goal valence times gual
exoectancy, the greater tne likelihood that he wili accept the goal

Process Theories of Motivation: Equity

A second majcr type of motivational process discussed in the literature
is the cognitive process underlying feelings of =zquity or inequity that
result from comparisons of what one gave to a social exchange situation
(input) with what one got from it (outcome) further compared to similar
irputs and outcomes of others. Concepts from equity theory have been
used to explain a wide range of phenomena in social sltuations. A recent
reviev by Walster, Berscheid. & Walster (i973) on the role of equity
theory in exploitive, philanthropic, and intimate sccial relationships
indicates the versatility and nearly universal applicability of equity
concepts in the area of social behavior,

The most relevant applization of equity theory Is in the employment
situation, which, like exploitive, philanthropic, and intimate situations,
can also be studied in terms of social excharge and resultant feelings of
equity or inequity. Employees have perceptions of their work-related
outcomes, like pay, recogniticn, and status, and also of zheir work~
related inputs, like job effort, aptitude, and personal sacrifices which
they make in order to be on the job eight hours per day. They zlso have
perceptions of otners' work-related outcomes and Inputs. 7he central
notion in equity theory is that a person feels distress when he perceives
his own ratio of outcomes/inputs to be different from (and hence,
inequitable relative to) the ratio of outcomes/ inputs for another person
and is motivated to reduce these feelings. In the employment situation,
this means that the worker might respond in ways that would affect his
job performance.

In the early 1960's four equity theory formulations were proposed (Adams,
1963a, 1965; Homans, 1961; Jaques, 1961; Patchen, 1961). Since, as Vroom
(1964) points out, the aifferences among these four theories are not
really great enough to be readily testable, we restrict our discussion to
Adams' (1963a, 1965) theory which has pbeen most completeiy articulated and
which has generated the most research. After briefly reviewing Adams'
theoretical formulations, some of the mary related empirical studies done
in formal work organizatiuns are examined. In this section, we place a
somewhat heavier emphasis cn the empirical work than we did in our
discussior of expectancy process formulations, because many of the terms
in equity theory are more broadly conc:ptualized than the terms in
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expectancy theory, and a close examination of how investigators have
operationalized equity concepts in the study of work-related behavior may
lead to a better understanding of the relevance of equity theory for
behavior in the U. S. Army.

Adams' Equity Theory

Adams (1963a, 1965) suggests that inequity exists for a person when he
perceives that the ratio of his outcomes to his I[nputs in some setting is
not equal to the outcome/input ratio of some referent other person. He
defines these terms:

Person: the person who is doing the perceiving and comparing.
Other: a referent individual Person Is using for comparison,

Inputs: things of value a person perceives himself contributing to
a situation {e.g., effort, skills).

outcomes: things of value a person perceives himself getting out of
a sltuation,

Thus, when Person's outcome/input ratio is perceived as not equal to
referent Other's outcome/input ratio, Person feels lnequity which results
in anxiety, anger, or general uneasiness.

Adams (1963a) goes on to outline some predictions that equity theory would
make about how people respond to inequity in certain conditions:

. Ferson may increase hi: inputs if they are low relative to Other's
Inputs and to his own outcomes.

. Person may decrease his Inputs If they are high relative to Other's
inputs and to his own cutcomes.

. Person may increase his outcomes If they are low relative to
Other's outcomes and to his own Ipputs.

. Person may decrease his outcomes if they are nigh relative to
Other's outcomes and to his own inputs.

. Person may ''leave the field'" if he experiences inequity of any type.

. Person may psychologically distort his inputs and outcomes,
increasing or decreasing them as required.

. Person may increase, decrease, or distort the Inputs and outcomes of
Others, or force Other to leave the field.

. Person may change nis referent Other when inequity exists.
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Empirical Support for Equity Theory

Many investigators have applied equity theory in studies of how people
react to feelings of inequity resulting frcm perceptions that they are
being paid too much or too little (see Lawler, 1971, for a recent review).
Such studies make the assumption that pay is a major outcome for

employees and consequently overpayment or underpayment causes feelings of
inequity. For overpayment conditions in a piece-rate payment plan, equity
theory predicts Person will slow down his rate of production and increase
the quality of his output. For overpayment in an hourly plan, he will
Increase productivity. When underpaid in a plece-rate plan, Person will
direct effort toward faster production with lower quality. When underpaid
in an hourly plan, he will sim~'y work less hard. The theory also
predicts that Person might utilize cognitive processes (e.g., rationalizing)
to reduce the inequity he perceives.

Adams & Rosenbaum (1962) report a pair of experimental studies which dealt
with questions of overpayment. In one experiment, subjects were paid by
the hour to conduct interviews. The experimental group of subjects was
led to belleve that they were urderqualified as interviewers but that they
would be pald as much as the more highly qualified people. The controli
group was treated as though they were well qualified and would be paid
accordingly. Adams and Rosenbaum predicted that the overpald group
would conduct more interviews than the equitably pald group in order to
reduce the Inequity. This prediction was confirmed.

in thelr other expariment, both hourly and plece-rate situations were
introduced. Feelings of inequity were induced in the same way as in the
first experiment. Here the investligators feel equity theory was even more
strongly supported. Results of the first experiment were replicated in
that overpaic subjects conducted more interviews than equitably paid
interviewers. In the plece-rate condition, equlity theory predicts that
overpaid subjects will conduct fewer interviews so that their Input/
ouicome ratio Is balanced (low/low) relative to their perceptions of %he
control group's ratio (high/high). This predlction was conflrmed.
Subjects who were led to belleve that they were being overpaid conducted
significantly fewer interviews In the piece-rate condition.

A study by Adams (1963b) also investigated the effects of overpayment but
took both quantity and guality as dep3i:ndent variables of interest. The
quantity measure was the number of interviews completed and the quality
measure was the amount of information collectea. Subjects were paid by
the Interview and, as was suggested earlier, equity theory predicts
quality of work should ircrease !n v fh overpald piece-work condition.

The experimenters made subjects feel ' hat they were elther quaiified or
unqualified for conducting these open-ended interviews. U.der these
conditions the overpaid group corducted higher quality Interviews
(measured by number of pieces of information ellcited by interviewers from
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each interviewee;. Also, the experimental group's interviewers conducted
fewer interviews, which confirmed another prediction for the overpaid
piece-rate condition.

Pritchard (1969) arques that self-esteem plays a contaminating role in
experimental equity theory research on overpayme.at. He states that making
subjects feel underqualified for their job may lowe. their self-estcem.
Then some of the results could be explained by their efforts to raise
self-esteem, and equity notions might not play a role at all.

Andrews (1967) was the first investigator to design an overnayment
experiment which manipulated outcomes rather than inputs. He assigned
subjects to one of six different conditions. There were two tasks avail-
able: an interesting task of interviewing students and a dull task of
checking pages of data. For each task there was an under-, equitable,
and overpaid condition. .Jnderpaid subjects were paid 15 cents per piece;
equitable, 20 cents; overpaid, 30 cents. Through an independent check,
the experimenter determined that these three rates of pay and the two
interest levels were perceived as intended.

Andrews (1967) found no significant differences in either quality or
quantity between the interesting and dull tasks. This seems to contradict
what equity theory would predict. However, Pritchard (1969) points out
that Weick's (1964) work with task attractiveness allows for an alternate
explanation in terms of equity theory. Weick found tha: subjects worked
harder on a comparatively unattractive task and also reported it more
enjoyable than one would predict looking at only the objective attrac-
tiveness of the task. Thus, Pritchard suggests that equity theory could
explain Andrews' results if one assumes that subjects cognitively manipu-
lated task attractiveness rather than reacting to the task's face value.

Results from Andrews' underpayment condition seemed to support under-
payment equity predictions. However, the overpayment equity prediction

was not clearly supported. That is, quantity for both tasks was greater

for underpaid subjects than for equitably paid subjects, and the overpaid
group produced less than the equitably paid group. However, the differences
were not large and as Pritchard (1969) points out, the difference in quality
between the underpaid and equitably oaid group was considerably larger than
the difference between overpaid and equitably paid. Other more recent
studies {e.g., Lawler, 1968; Moore, 1968; Weiner, 1970) have also found

that equity theory is onlv weakly supported in the overpayment condition
when overpaid subjects' qualifications are not threatened by the experimenter.

Another r-oblem with equity theory research is that experimental effects
micht be quite transitory. Lawler, Koplin, Young, & Fadem (1968) designed
an experiment which dealt with reactions to inequity over a longer period
of time than sver before considered. Lawler et al. recruited people from
the community surrounding a major university. Experimenters randomly
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divided these sub,:cts into overpaid or equitably paid groups and had them
conduct open-ended interviews during three 2-hour periods separated by at
ieast 1 day. Quantity and quality measures were toeken during each phase
of the experiment. This experiment also investigated the possibilityv that
subjects' need for money might override equitv considerations.

Recuits showed time effects to be significant for beth quantity and quaiity
of output in the overpaid group. Ovcrpaid subjects produced fewer inter-
views during the first period than did the equitably paid subjects as
predicted. However, during the zzcond and third periods there were no
significant differences betweern the over- and equitably paid group in

terms of either quantity or quality. Lawler et al. also correiated sub-
jects' need for monev with their quantity measure and found thar overpaid
group correlations for tne threez periods were .51, .71, and .70, respec-
tively. These results suggest that need for money is an important
determinant of productivity, especially after an initial woiking period.

Pritchard, Dunnctte, & Jorgerson (1972) also did a longitudinal study to
avoid some of the difficulties often inherent in one-shot, laboratory
experiments conductec within the framework of a 1- or 2-hour experinental
task. They hired 253 male, college students to work in a simulated company
4-1/2 hours per day for 7 days. Thc subjects were made to believe that
they were indeed working for a real-1ife organization (the experiment

took place over spring vacation), and the investigators took pains to

avoid any evidence of a psychology experiment. Subjects were paid either
on an hourly basis or on an incentive system related to quantitv of output.
They werc made to feel either overpaid, equitably paid, or underpaid. The
investigators induced these feelings of inequi*y or equity by man.pulating
subjects' perceptions of outcomes:

. Overpaynent--Subjects were told on their first day at work that
an error had been made in the flyer that advertised tire jobs. The wages
specified were too high, hut since the error was the comvany's fault, the
company agreed to pay tie cverly high wages.

2. Equity--Subjects were told nothing about any errors in the flyer
but were simply paid the wages advertised.

3. \Underpay lent--Subjects were told that the flyer erred in speci-
fying low wages, but since they tacitly agreed to the wages by respcinding
to the flyer, they would get paid at the incorrectly adverti,ed rates even
though other college students were being paid mere for performing the sane
job.

After the tinird work day, subjectis paid on the hourly system were switched
to the incentive system and those on the incentive systen were put on the
hourly systcm., But subjects stayed in their original cverpavment, equity,
or underpayment corditions. .
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Resuits showed that performance means in the experimentally induced equity
conditions were not sufficiently different to reach commonly accepted
levels of statistical significance. However, further analyses of the
effects of '"'maturally occurring inequity' or consequence: of the switch
from one pay system to another (e.g., a subject who was a high performer
on the hourly plan and then switched to the incentive plan would feel
overpaid because he would now gei{ more money for the same level of per-
formance) did support predictions of equity theory. Of the subjects who
were first on the incentive lan and then switched to the hourly plan,
those who felt underpaid after the switch {high performers before the
switch) dropped the most in performance level, while those who felt over-
paid (low performers before the switch) dropped the least.

Summary and Evaluation of Equity Process Theories

As articulated by Adams (1963a, 1965), equity theory states that people

are motivated to reduce feelings of inequity that result when they perceive
their outcome/input ratios are different from the outcome/input ratios of
referent others. In formal organizations, this theory has been tested
extensively with pay as the major input factor of concern. In cond:tiuns
of underpayment, these studies provide support for equity theory. There

is empirical evidence that when Person feels he is being underpaid compared
to Other or Others, he changes hls behavior to maximize outcomes, if possible
{e.g., increasing productivity in a piece-rate situation). If underpaid
Person is working in an hourly pay condition, he will most likely lower his
output to reduce his fe-lings of inequity.

How equity theory works in an overpayment situation is less clear,
Motivation to lessen inequity seems weak when one perceives that he has
been overpaid. It now appears that over a period of time longer than a
single, short-teim experiment, effects of inequity due to perceived over-
payment will be minimal. Pritchard (1969) zlso hypothesizes that feelings
of Inequity should only occur when Person and Other are in a relatively
intimat: exchange relationship (i.e., when Person is often confrontcd by
the relatively underpaid Other). Pritchard points out that close rela-
tionships of this kind probably seldem occur in the real working world
where relationships are likely to be on the impersonal end of an intimate-
impersonal continuum. Overall, feelings of inequity due to perceived
overpayment are probably not of much practical importance.

0f course, thers are other sodcaiic'ly important outcome factors besides

pay tnat should be considered. In (e Army, for instance, critical out-
comes mignt include such things as recognition from officers, opportunities
for promotion, more lecave time, and 30 on. |t s important to know whether

the findings of equity studies done with pay can be generalized to these
other kinds of outcomes.
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As !t stands, equity theory has many weak points in terms of its ability
tc predict human behavior. For example, the theory does not take into
account different modes of inequity reduction due to different values of
inputs end/or outcomes, or different choices of referent Others. One
study (Lawler & O'Gara, 1967) which did investigate individual differences
suggests that they do in fact have implications. Lawler and 0'Gara found
tnat in an underpaid piece-rate condition subjects who scored high on the
Responsibility scale of the California Psychological Inventory (CPI) did
not lower the quality of thei: output (interviews) as much as persons who
scored lower along tne scale. In another study, Tornow (1971) suggests
that people differ in terms of what they perceive as inpu*s or outcomes.
He developed an instrument to measure these individual differences and
found that they moderate the main effects of over-reward and under-reward
on level of performance. Further studies of the role of individual dif-
ferences in equity effects will probably suggest that their careful
specification will improve the predictive power of equity theory.

The concept of ''referent other' in equity theory also n:eds more researcn
attention., For example, the following questions remain unanswered: Do
referent Others change for a rorson from situation to situation? Can the
self (or idea) self) be an Other? What are the determinants of the choice
of a referent Other? To advence equity theory it will be important to

have a means of identifying beforehand who will be a Person's referent
Other in a particular situation. This is crucial because in identifying

ar rcnultable situation ir advance, we will need to know the comparison
individual Parsen wili be using. Both individual difference and situa-
tional variables will nead to be studied here. Some further issues In

this area have been raised. Weick (1965) hes considered the problem of
ider:tifying raferent Others and propused that the closer Person and Other
are in terms of inputs and outcomes, the more imbalanced will a difference
in their input/outcome ratios scem. Also, Weick (1966) has suggested that
the ‘'social isolate' Person will be more likely to use an internal frame

of reference and thus wve to align his oun inputs and outcomes rather than
moving to align his input/outcome ratio with hin perception of someone
else's ratio. Finally, Weick {1966} discusses the possihle impact of ar
‘‘expanded work setting'' on ineauity resolutions. He points out that inputs
an' ~utcomes may ccme from areas cutside Perscn's work situation. Research

5i10:. 4 -2 done to Investigate thess and wther questions pertaining to
refercnt Nthers,
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CHAPTER 3

SATISFACTION: THEORETICAL PERSPECTIVE

As used in the context of formal organizations, the term '"job satisfaction
generally refers to varying feelings of positive or negative affect that a
person has about different aspects of his job. We infer that a person is
satisfied if he expresses feelings of happiness or fulfillment when talking
about his job; we infer he is dissatisfied if he expresses feelings of
unbappiness or frustration.

In this chapter, theoretical formulations of satisfaction are reviewed. We
first consider theoretical efforts to explain the determinants Gf job-
related satisfaction, then discuss some conceptual models that deal more
generally with the notion of satisfaction, and finally review some of the
literature on the consequences of satisfaction for organizationally relevant
factors like performance and turnover. The intent of this chapter is not

a comprchensive review of all studies, conceptual and empirical, done in
the broad domain of job-related satisfaction. Our hope, rather, is to
provide a summary of the major conceptual issues that support a sound
understanding of satisfaction and its implications for performance and
furfillment in formal organizations.

Overview

Researchers who study the causes or determinants of job satisfaction

usually emphasize the individual's needs, elements in his job environment,

or his interactions with environment. |f individual needs are emphasized,
sets of needs are identified &s fulfilled to varying degrees in different
individuals. The environmental approach focuses on factors in the indi-
vidual's job situation as determinants of his level of satisfaction.

herzberg and his associates (1959; Heizberg, 1966) organized these
environmental causes into the Two~Factor Theory. Other researchers studied
separate environmental factors like supervision, pay, promotions, co-workers,
and work content not integraied into a unified model.

Since both incividual needs and environmental elements can influence
feelings of sa isfaction, probably the most useful approach is to focus on
them simulta.eously and to consider the individual/environment interaction
as the indiviaual satisfies his needs with available environmental
reinforcers. This approach is central in the Theory of Work Adjustment
which maintains that feelings of satisfaction depend on the degree of
correspondence between an individual's needs (what he wants from his
eivironment) and available environmental reinforcers (what he can get from
his environment).
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Much of the empirical and theoretical research in the area of job
satisfaction is guided by three distinct, global models of what constitutes
satisfaction and what constructs are required to cope conceptually with

the major issues surrounding job satisfaction. One of these models, the
need fulfillment model (exemplified by the Theory of Work Adjustment),
holds that people have positive or negative feelings about their job
situation depending on environmental elements available to fill their
needs. The equity model is another prevalent conceptual framework, and it
maintains that job satisfaction is a function of the degree of match between
artual level of a worker's job rewards and perceived equitable level of
rewards. A third model, the frame of reference model, departs from the
other two mogels in that it focuses not on the individual's desires and
needs, but on the discrepancy between the perceived characteristics of his
job and some external standard of comparison.

Each of these three models shows some utility for the study of job
satisfaction. None by itself is cleaily superior to the others. Feelings
of need fulfillment, equity, and the individual's frame of reference all
contribute to his level of job satisfaction. Further theoretical research
might fruitfully be applied to the integration and synthesis or these
three conceptual frameworks.

it is important to ask about consequences as well as causes of job
satisfaction. The research addressed to consequences deals mostly with
the impact of job satisfaction on five general indices of organizational
functioning: accident rates, grievance rates, absenteeism, turnover, and
productivity. Of these, turnover (voluntary withdrawal from the
organization; termination of employment) is most consistently related to
levels of satisfaction and dissatisfaction. Absenteeism and grievances
also show some relationship with satisfaction, but not as much or as
consistencly as turnover. Some researchers now seem to favor considering
accidents and productivity as determinants rather than as consequences,
the fcrmerly popular view

Determinants of Job Satisfaction

In constructing theories about what determines job satisfaction, theori:t.
generally focus on causai factors criginating from either the individual,
the environmeat, or <he interaction between individual and environment.
Interest in the individual focuses on needs and desires. Interest in the
environment is aimed at job aspects such as leadership or supervision,
waues, promotion, co-workers, ana the content of work itself. The focus on
individual~environment interaction concerns the correspondence between the
individual's needs or desires and the presence of environmental charac-
teristics conducive 1o need satisfaction.
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The Individual

Two theories used as a basis for focusing on the individual as the
determinant of job satisfaction are Maslow's Need Hierarchy Theory (1954)
and Alderfer's Existence, Relatedness, and Growth (ERG) Theory (1969;
1972). Maslow's theory was originally conceived as a theory of motivation,
but others have used it to study job satisfaction (Porter, 1961, 1962,
1963; Beer, 1966, 1568). Since Maslow's theory was discussed in Chapter 2
of this report, it is not reviewed again here. Alderfer's ERG theory was
developed expressly for the purpose of understanding the relationship
between the degree of need satisfaction and the resuiting strength of the
desire to satisfy that need. The notion of need, therefore, has
implications for both motivation and satisfaction: people are motivated to
act in ways that result in need gratification; they experience feelings of
satisfaction when their needs are gratified.

Alderfer (1969, 1972) presents his Existence, Relatedness, and Growth (ERG)
Theory as an alternative to Maslow's Need Hierarcny Theory. ERG Theory
assumes that an individual has three major needs at core which he strives
to meet. Each need is defined in terms of the target of gratification
efforcs. The needs and their gratification targets are listed below:

1. Existence Needs. The targets for these needs are material
substances, and the process is simply getting enough. Examples are focd,
water, pay, fringe benefits, and good working conditions. The basic
characteristic of targets for existence needs involves the idea that ''when
the substances are scarce, the process quickly becomes 'win-lose,' and one
person's gain is correlated with another's loss (Alderfer, 1972, p. !2)."

2. Relatedness Meeds. Targets are significant others (persons or

groups), and the process invelves the mutual sharing of thoughts and
feelings. Example targets are family, friends, superiors, co-workers, and
subordinates. The basic characteristic is that these require mutual
sharing, which contrasts with the characteristic of existence needs.
Alderfer notes that the outcome in satisfying relatedness needs may not
always be a positive affectual state for both or either person. He
considers the mutual exchange by expression of anger and host!lity iust as
impcrtant as expression of warmth and closeness. ‘

-

3. Growth Necds. Targets are environmental settings, and the process
involves the individual making creative or productive effects on himself
and the environment., 'Satisfaction of growth needs comes from a person
engaging problems which call upon him to utilize his capacities fuliy and
may include requiring him to develop additionai capacities. . . Thus
satisfaction ¢f growth needs depends on a person finding the opportunities
to be ?hat ne is most fully and to become what he can (Alderfer, 1969,

p. 147)."
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Included in ERG Theory is the basic hypothesis of interchangeability or
transferability within and between need categories. Within need classes,
an individual directs his efforts toward other targets if one or more
desirable targets are not accessible. An example is an individual's
desire to obtain more pay if he experiences pcor working conditions.

Between need categories, Alderfer assumes that two cycies of transfer
occur: a cycle between existence and relatedness nceds, and a cycle
between relatedness and growth needs. According tu this portion of the
theory, a person frustrated in satisfying relatedness needs will turn back
to existence needs and seek greater material gratification. A similar
process was hypothesized in the cycle between relatedness and growth
needs. Alderfer assumes that most individuals are located in one of these
two cycles.

A quasi-hierarchical arrangement of need categories results when the more a
person's existence needs are satisfied, the more he strives to satisfy
relatedness needs, and the more his relatedness needs are satisfiasd, the
more he tries to satisfy growth needs. Moreover, Alderfer suggests that
when growth needs directed toward one target are satisfied, efforts will be
directed toward anothe. target. In effect then, cven though a person's
growth needs in some areas are satisfied, he will continue to try to
satisfy growth needs in other areas.

Alderfer (1969) empirically compared ERG Theory with Maslow's Need

Hierarchy Theory. He administered questionnaire.; designed to measure the
categories of Maslow's hierarchy (items taken from Porter, 1962; Beer,

1966) and the categories of ERG Theory, to 110 employees in a bank,
representing all job levels below vice-president. He found !ittle support
for Maslow's proposition that needs are arranged in a hierarchy of
prepotence or dominance. But the results did t nd to .upport ERG Theory's
hypotheses of transferability or replaceability. Examples of the hypotheses
that were supported are:

1. The less ''respect from co-workers' is satisf’'ed, the more '‘respect
fromn superiors' will be desired.

2. The less '‘respect from co-workers' is satisfied, the more it will
be desired,

3. The less growth needs are satisfied, the more ''respect from
co-workers and superiors' wiii be desired.

4. The less “'respect from superiors' is satisfied, the more pay and
fringe benefits will be desired.
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The two need theories discussed in this section--Maslow's and Alderfer's--
are examples of theories that focus on the state of individual needs as
primary determinants of satisfaction. According to this general approach,
one should identify sets of needs that are fulfilled to varying degrees in
different individuals. Maslow's (1954} *heory is widely known and often
cited in the literature of human work motivation and satisfaction. It has
not, however, been well supported by empirical research. Alderfer's
(1969, 1972) theory is newer and somewhat less well known. Although there
is some evidence in support cf Alderfer's formulations, the theory is yet
too relatively untested, and we do not yet know the extert of its utility
or applicability in explaining satisfaction at the work place.

The Environment

A second way to lcok at the determinants of job-related satisfaction is to
focus on elements in the person's environment as potential causes cr his
positive or negative feelings about his overall job situation. Of the two
such approaches we discuss in this section, one--that of Herzberg and his
associates--represents an attempt to integrate theoretically the dimensions
and aspects of the overall job situation into a comprehensive theory, The
other approach is one that simply considers each of a set of potentially
important environmental determinants separately with no real effort to
irtegrate them into a single, coheren’. theoretical framework.

Herzberg's Two-Factor Theory (Herzberg et al., 1959; Herzberg, 1966) which
was discussed in Chapter 2 (Motivation: Theoretical Perspective) is
currently a highly controversial theory which proposes two classes of

¢ 'vironmental factors--motivator and nygiene--as determinants of job-
related satisfaction and dissatisfaction, The motivator or satisfaciion
factors include achievement, recognition, work itself, responsibility, and
advancement. The hygiene or dissatisfaction factors inciude company policy
and administration, supervisicn, salary, interpersonal relations, and
vorking conditions. in Chapter 2 we briefly described the original study
~onducted by Herzberg et al. (1959) which suggested these two sets of
factors. Herzberg (1966) concludes from this and subsequent research that
factors involved in producing job dissatisfaction are separate and distinct
from the factors conducive to job satisfaction. Herzberg proposes that the
opposite of job satisfaction is nut dissatisfaction, but rather no job
satisfaction; similarly, the opposite of job dissatisfaction is no job
dissatisfaction, not satisfaction with one's job.

An extensive amount of research has been stimulated by the Two-Factor
Theory. Two comprehensive reviews that take opposing positinns have been
published (House & Wigdor, 1967; Wr' sett & Winslow, 1967). Their major
point of conflict is the methodology of studying Herzberg's theory. House
& Wigdor (1967) argue that the Two-Factor Theory is only supported when the
original, critical incident classification method is used, which, they
suggest, takes advantage of an individual's defensive bias. This defensive

°




-~

35.

bias manifests itself in the critical incident classification method by the
individual's attribution of satisfying events to intrinsic fectors, factors
which the individual may influence, and the attribution of dissatisfying
events to extrinsic factors, factors over which the indivicual has no
control. In this manner the individual is responsible for satisfying
events, but the environment or others are responsible for dissatisfying
events. Studies using other methodologies, Q sorts and Q analyses, forced
choice, and ratings do not support the independence of the two factors
(Wernimont, 1966; Dunnette, Campbell, & Hakel, 1967). The dat. fiom these
studies indicate that the same factor may cause satisfacltion in one
indtvidual and dissatisfaction in another or either satisfaction or
dissatisfaction in the same individual.

Whitsett & Winslow (1967) are very critical of the studies which have not
supported the Two-Factor Theory, citing methodological fiaws in each.
Recent studies designed to correct tnese methodological fiaws have,
however, also failed to find support for the motivator-hygiene dichotomy
(Hulin & Waters, 1971 Schneider & Locke, 1971; Waters & Waters, 1972).

In summary, Herzberg's Two-Factor Theory has not received compelling
support. Criticisms of the theory include the arguments that the critical
incident methodology is susceptible to defensive bias, and that when using
other methods, the indepeadence of the factors relating to satisfaction and
dissatisfaction is typically not found. To its credit, the theory's wide
popularity among lay people has led to new and fruitfui research emphases
on issues surrounding the notion of "work itself,'" and the Two-Factor
Theory has sparked a burgeoning literature in job enlargement and job
enrichment. But we must conclude that at this point its theoretical
propositicns do not adequately account for data generated by the theory,
and that other theoretical models should be developed. The distinction
between intrinsic factors (achievement, recognition, responsibility, etc.)
and extrinsic factors (supervision, salary, working conditions, etc.) made
by Herzberg seems to be a promising point of departure for the development
of new theories.

A second approach to studying environmental determinants of job-related
satisfaction is to consider separately each of a set c¢f potentially
important environmental factors and to evaluate their likely impact on a
person's feelings about his overall job situation. Five such factors that
seem to crop up again and again in the literature are supervision, pay,
promotions, co-workers, and the job itsel’ (e.g., Smith, Kendall & Hulin,
16969). Accordingly, each is discussed in turn.

Supervision. Leadership or supervisory styie is discussed in the
literature in terms of three major dimensions: ''consideration' (a style
characterized by friendship, trust, respect, and warmth), "initiating
structure' (emphasis on the organization and definition of group
activities), and "participative decision making' (giving subordinates major
responsibility for decisions regarding the performance of their work)
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(Campbell, Dunnette, Lawler, & Weick, 1970). Of these, consideration is
most consistently found irelated to subordinates' feelings of satisfaction
or dissatisfaction, and there is some evidence that participative decision-
making may impact subordinate satisfaction as well,

Studies by Halpin & Winer (1957), Halpin (1957), Seeman (1957), and Likert
(1961) found positive relationships between a leader's consideration
behavior and subordinates' job satisfaction. However, these studies are
correlational and therefore do not necessarily indicate the direction of
causation. Vroom (1964), for exaniple, argues that superiors may display a
greater degree of consideration for subordinates who appear satisfied and
accepting of them,

There is also some evidence that suggests a positive relationship butween
jub satisfaction and participative decision-making or the degree to which
suhcrdinates are permitted to influence decision-making (Baumgariel, 195b;
Jacchsan, 1951; Morse, 1953; Morse & Reimer, 1556). Campbell et al. (1970)
suggest nossible explanaticns for this relationship by listing several
rewards wi,ich a subordinate may incur through participation:

1. Participation adds variety to his job.

2. He may rcoceive recognition and the chance to be more visible to
hic superiors.

3. He learns more about the intricacies of the firm and is better
informed when he performs his own assignment.

k. Needs for autonomy and independence are satisfied to a greater
extent than they may be on rthe job.

Vroom (1959, 1960) found that the effects of participation in decision-
making on satisfacticn may be moderated by subordinates' need for
independence and tendencies towara outhoritarianism. He found that amount
of partic pation was most positively associated with job satisfaction for
individua.. high in reed for indepenaence and low in authoritarianism, and
least pos. cively related to satisfaction for thosz low in need for
independence and high in authoritarianism. Under all conditions of need
for independence and authoritarianism, pariicipation improved job
satistaction, the difference was in the dearee of improvement. Therefore,

although participation may, in general, be positively related to satisfaction,

individual differences in subordinate personality will affect the degree of
relationship.

Pay. Lawler (1971) summarized most of the resea-ch relating pay to
satisfaction., |In his book he reviews two theories of the relatinnship
between pay and satisfaction, discrepancy theory and =quity theory.
Discrepancy theory views satisfaction toc be a function cf the
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correspondencs between the amount of pay possessed and the amount desired.
Equity theory postulates that satisfaction is a function of the
correspondence between an individual's perception of his own inputs
(experience, education, effort, abiiity) and outcomes (pay), and his
perceptions of the inputs and outcomes of other individuals.

Patchen (1961) and Pritchard, Dunnette, & Jorgenson (1972) provided support
for the equity notion of the relationship between amount of pay and
satisfaction, Those equitably rewarded (eaquity being objectively defined
by experimental manipulations) we:e more satisfird with their job than
those who were underrvwarded relative to others. A study of managerial job
satisfaction by Lawler & Porter (1963) also supports the equity view. In a
study cf two thousand maragers, they found that w~hen level of pay is held
constant, job satisfaction is negatively correlated with managerial level.
With managerial level held constant, a positive relationship between pay
and satisfaction was found (the greater the amouat of pay, the greater the
satisfaction). Locke (in press) argues that the discrepancy theory and
equity theory are not opposing theories; rather, discrepancy theory
presents a model of the relationship between pay and satisfaction (the how),
and equity theory provides content for the discrepancy theory (the what).
In other words, equ!ty theory and discrepancy theory are two different
levels of explanation, not opposing theories.

Promotion. The relationship betw2en promotions and job satisfaction is
ccmplex. A promotion to a higher level in an organization typically
involves significant charges ir supervision, pay, co-woikers, and the
content of work itself. This discussion will be limited to the relationship
between promotiona! opportunities and job satisfaction.

Morse (1953), using data from a utility company, found & positive
relationship between perceptions of promotional opportunities and
satisfaction; the more an individual sees that he has a good chance for a
promotion, the greater his satisfaction. Sirota (1959) found a negative
relationship between promotiona' frustration (a measure of how soon an
individual expected a promotion, subtracted from a measure of how soon the
individual would Tike a prorction) and satisfaction. Both of these
studies support the notion that satisfaction is associited with the
individual's perception that he has opportunities for promotion.

Co-workers. |f an individual's interaction with his cc-workers is
rewarding, he should be reiatively more satisfied with his overall job
situation. Yet industrial/organizational psychology has not directed much
research into the relationship between job satisfaction and the
characteristics of co-workers. 5ocial nsychologists have studied in the
laboratory the relationship between group characteristics and member
satisfaction with participation in the group. These characteristics are
similarity of attitudes, acceptance of the individual by the group, and
goal interdependence.
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Newcomb (1956) hypothesized that group interaction would be more rewarding
for members of the group when they have similar attitudes. Newcomb (1956,
1361) found significant correlations between similarity of attitudes and
the d=gree of attractior to otner members of the group. Attraction to
other members may be interpreted as a measure of the degree to which
interaction is rewarding to the participants in the group.

Bellows (1949) suggested that the degree to which an employee is accepted
by his co-workers (degr:e he is considered an important part cf the group)
may largely determine job satisfaction. Van Zelst (1951), in a study of
construction workers, found a substantial correlation between an individual
"interpersuna! desirabiiity' (the degree to which an individual is liked)
as measured by rdatings made by his co-workers and his level of job
satisfaction. Zalesnik, Christenson, & Roetalisberger (1956) and Jackson
{1959) found the same positive relationships.

Interdependence of goals of the work group have also been hypothesized to
affect satisfaction. Jones & Vroom {19A4) studied the effects of goa
interdependence in the laboratory with two-man work groups. One group
(high goal interdependence) was told they would both receive an incentive
if their combined performance exceeded the average for other groups.
Another group (low goal interdependence) was told they would receive an
incentive if their individual performance exceeded that of their partner.
The results indicated that individuals in the high goal interdependence
condition were more satisfied with their performance than the individuals
in the low goal interdependence condition. Vroom (1964) stresses that
individual differences in needs (needs for independence, affiliation,
recognition, security) and work group characteristics probably interact to
determine the effects work group characteristics have on satisfaction.

In summary, the evidence suggests that the characteristics of the
indivicual's co-workers and the work group situation (similarity of
attitudes, acceptance, goal interdependence) may affect his job satis-
faction. |t seems reasonable that individual differences may moderate
these relationships, but no evidence directed to this point has yet been
presenteu,

Work content. The content of worx (variety, challenge, responsibility,
autonomy, and tasks performed; is considered by many to be one of the most
important determinants of job satisfaction (Herzberg, Mausner & Snyderman,
1959, Ford, 1969; Maher, 197}). Much of the job enrichment movemen: is
built upon this premise. Although many elements of work coritent are found
to be related to job satisfaction, in some cases, worker characteristics
seem to moderate tne effects of these elements.

The variety of tasks performed is, in most cases, positively related to
job satisfaction (Walker & Guest, 1952; Baldamus, 19%1; Mann & Hoffman,
i960). Kennedy & O'Neil (1958), however, found »0 relationship between
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variety and satisfaction. Vroom & Maier (1961), in attempting to reconcile
these discordant findings, hypothesize that it is the performance of a
variety of tasks forming a meaningful, unified whole which produces
satisfaction, not just the performance of a number of unrelated tasks. In
the Kennedy & 0'Neil (i1958) study in which variety was not related to
satisfaction, the tasks performed were unrelated, while in the studies

that found variety related to satisfaction, the tasks were unified and
related to a single goal.

Measured intelligence is found to moderate the ei. .cts of varietv of tasks
on worker satisfaction. Studies by Wyatt, Fraser, & Stock (1929) ard
Reynolds $i95]) indicate that workers with low measured intelligence are
more satisfied with highly repetitive jobs than high intelligence workers
performing the same repetitive jobs.

The individual's percepticn that his job offers him the opportunicy to use
his skills and abilities is also linked to job satisfaction (Brophy, 1959;
Kornhauser, 1965; Vroom, 1962). These studies found positive correiations
between job satisfaction and individual's ratings of the degree his job
utilized his abilities. Job level apparently affects this relationship.
Studies by Centers (1948), Morse & Weiss (1955), and Lyman (1955) show
that the importance attributed to opportunity to use one's abilities
increases as job level increases.

Hulin & Blood (1968) and Hulin (1971) argue that not all individuals value
occuoational achievement, the intrinsic value of haid work, or the
attainment of responsible positions, based on evidence from studies by
Turner & Lawrence (1965), Kilbridge (1960), and Blood & Hulin (1967).
Turner & Lawrence (1965) concluded that cultural differences associated
with living ‘n small towns versus large cities are related to a worker's
job satisfaction., Their results indicate that for workers living in small
towns, the more an individual's job is characterized by variety, complexity,
responsibility, and authority, the higher the individuil's job satisfaction.
For city workers, however, these job characteristics were not related to
higher job satisfaction. Kilbridge (1960), in a study of assemvly line
workers employed by a factory in a large city, found that 5! percent
preferred a smaller job involving less variety and complexity, 37 percent
were indifferent, and only 12 percent preferred an enlarged job involving
more variety, complexity, responsibility. Research by Blood & Hulin
(1967) compared the correlation between j~b level (an index of job
variety, complexity, responsibility) and job satisfaction for individuals
living in large, industrialized communities with large slum areas, and
individuals llving in small communities with a low standard of living and
few slums. There was a positive correlation betw:zen job satisfaction and
job level foi those living in small communities, but nu relationsaip was
found between these two variables for those workers living in large
communities.
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Studies by Friedman ¢ Havighurst (1962) and Morse & Weiss (1955) suggest
that workers in lower occupational levels view work only as a means to earn
a living or to keep busy, while higher level workers view work as a means
of fulfilling higher order needs Jike esteem, autonomy, and self-
actualization.

In summary, individual differences must be considered in evaluating the
effects of work content on job satisfaction. Not all workers value the
same work content elements. Therefore, the content of work will have
different relationships to job satisiacti . for different individuals.

S-mmary: Environmental determinants of job satisfaction. Environmental
factors do influence job satisfaction. In the area of supervision, the
leader's consideration end the worker's opportunity to participate in
decision-making correiate with job satisfaction. The amount of pay and
perceived opportunity for promotions relate to worker satisfaction. Job
tisfaction relates to the structure of the work group (competition
versus cooperation to gain rewards), as well as to characteristics of the
individual's cc-workers. Another element which influences job satisfaction
and which is currently receiving a great deal of research attention is the
con.ent of the work itself; that is, thes variety and complexity of tasks,
the responsibility, and the authority associated with the individual's job.

in the developmeiit of his Two-Factor Theory, Herzberg sought to build a
theoretical framework by which the influence of job situation factors on
satisfaction and dissatisfaction could be explained. At this point, we
conclude that his theory is not capable of integrating the available data
and that other theoretical models should be developed.

In considering the relationship between some environmental factors and job
satisfaction (i.e., supervision, co-workers, and work content;, some
individual differences variables (needs for independence, affiliation,
responsibility, intelligence, authoritarianism, cultural differences)

have been hypothesized to affect the relationship. The discussion of
theories focusing ¢n the individual and those focusing on the environment
have buth indicated that to understand the determinants of job satisfaction
one must focus on the individual and his enviroiment simultaneously.

The Individual-Environment Interaction

The third approach to viewing the determinants of job satisfaction is to
focus on the interaction between individual and environment. The most
comprehensive interactive theory of job satisfaction is the Theory of Work
Adjustment (Dawis, Lofquist,& Weiss, 1968),

There are three components in this theory: the reinforcer system of the
work environment (i.e., the rewards available from the job), the individual's
needs (i.e., what the individual d sires to obtain in the work environment),
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and the individuai's abilities. According to the Theory of Work Adjustment,
satisfaction is a functicn of the match between the reinforcer system of

the work environment and the individual's needs, provided ithat the indi-
vidual's abilities correspond with the atility requiremenis of the work
environment .

Weiss, Dawis, Lofquist & Engiard {1966) list twenty cactegories which
individuals consider to some degree as important outcor.2s from work, and
which jobs provide to some degree to the individual. The twenty categories
with statements used to represent them when assessing their importance are:

1. Ability utilizatior: | could do something that makes use of my
abilities.

2, Achievement: The job would provide an opportunity for advancement.
3. Activity: | could be busy all the time.

L, Advancemert: The job would provide an opgnrtunity for advancement.
S. Authority: | could tell people what to do.

6. Lompany policizs and practices: Ti.e company wouic administer its
policies fairly.

7. Compensztion: My pay would compare with that of otker workers.

8. Co-workers: My co-workers would be easy tc make friends with.

9. Creativity: | could try out some of my own ideas.

10. Independence: | could work alone on the job.

11. Moral values: | could do the w,rk without feeling that it is morally
wrong.

12. R.cognition: | could get recognition for the work | do.

13. Responsibility: | could make decisions on my own.

14, Security: The job would provide for steady employment.
15, Social service: | could do things far other people.

16. Social staws: | could be “somebody" in the community.

17. Supervision-human relations: My boss would back up his men (with top
management) .
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18. Supervis on-technical: My bcss would train his men well.
19. Yariety: |1 could do something different everyday.
20. Working conditions: The job would have good working conditions,

Betz (1969) teste? the hypothesis that an individual's satisfaction with
his job is a functiu. of the correspondence between the reinforcer system
of the work environmenc and the individual's needs. Betz found positive
correlations between the auaree the reinforcer system (available rewards)
matched the individual's needs (desired rewards) and job satisfaction. The
need-reinforcer correspondence scires and the job satisfaction scores for a
group of subjects in a retail organization were dichotomized at the median
of each of the two distributions (i.e., *he need-reinforcer correspondence
d'stribution and the job satisfaction distilbution). According to the
Theory of Work Adjustment, the individuals faitling in the high half of the
correspondence distribution should also be in the high half of the
satisfaction distribution, while those low in correspondence should be low
in satisfaction, The results were 68 percent correct predictions for
cashiers and 73 percent correct for sales clerks, thus supporting the
Theory of Work Adjustment.,

Conceptual Models of Job Satisfaction

So far we have discussed three very different ways of conceptualizing
determinants of job-related satisfaction: as stemming from factors in the
individual, in his environment, or in his interaction with environment.
Within each of these three anproaches, the thecretical formulations
considered were aimed primarily at delineating the causes of positive and
negative feelings a person may have about his job situation., Somewhat mcre
global considerations guide and direct much of the empirical research
reviewed in the previous section; these more basic considerations invclve
the need fulfillment model, the equity model, and the frame of reference
model .

Need Fulfiliment Model

In simplified terms, the need fulfiliment model holds that people have
positive or negative feelings about their job situation to the extent that
elements in their job environment are available to gratify their needs.

One of the most fully articulated need fulfillment models is the Theory of
Work Adjustment discussed above to illustrate an approach that conceptual-
izes determinants of job-related satisfaction stemming from the interaction
between an individual (with his needs) and his Job environment {(with its
reinfoicers). Feelings of satisfaction depend largely on the degree of
correspondence between what an individual needs in his environment and what
the environment provides as reinforcers.
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There are twe variants of the general need fulfiliment model--a subtractive
model and a multiplicative mndel (Vroom, 1964). According to the
subtractive model, job satisfaction is a function of tF: discrepancy
between what an individual needs from his job (pay, pr.stige, security,
etc.) ond the oprortunity for relevant rewards in the work situation. For
example, according to this model an individual who wants $3.00 an hour and
receives 53.00 would be satisfied with his pay, but if he only receives
$2.50 he would be dissatisfied.

Vroom (1964) criticizes the subtractive model because it does not
differentiate between th2 contribution to overall satisfaction of an
important need which is satisfied, and a need which is satisfied but
unimportant to the individual. Vroom argues thac the satisfaction of an
individual's nee? for job security will have a greater effect on his overall
job satisfaction | ° job security is important to him than if it is
unimportant. The cubtractive model cannot deal adequately with cases like
the individsal who would like job security but for whom the satisfaction of
other needs such as independence and responsibility are more important.
This individual's satisfaction (or his decision to stay in his job) should
depend more on his obtaining an independent, responsible position than on
his obtaining job security.

The multiplicative model avoids this problem by including a third component:
the importance to the individual of satisfying the need. It assumes that
need satisfaction is a function of the prodt of (a) need importance,

times (b) the discrepancy between what an inuividual desires from his job
and outcomes frovided by the job. In this .odel, the importance of the

need weighs need satisfaction according to the Impact satisfaction of that
need has on overall job satisfaction.

Both mode's are supported empirically. HMorse (1953) and Kuhlen (1963)
support the subtractive model. In their studies the discrepancy scores
were positively correlated with measures of promotional opportunity (in

the former study) and overal) satisfaction (in the latter). Vroom (1960}
and Schaffer (1953) support the multiplicative model. In general, the
results of their studies indicate that the greater the relative strength of
the need (relative to other individuals in the sample), the greater the
positive correlation between a measure of the degree need is satisfied and
overall job satisfaction.

Wanous & Lawler (1972) compared measures derives from both the subtractive
and multiplicative models. Measures of satisfaction for each of twenty job
facets (esteem, g.owth, security, variety, pay, etc.) were obtained for
both models and then the mcasures were correlated with a direct measure of
satisfaction (i.e., '"How satisfied are you with the pay you receive?") for
each of the twenty facets. There was no difference over the twenty facets
in the correlation between the direct measure of satisfaction and the
measures derived from the two models (r = .44). Wanous and Lawler conclude,
along with Ewen (1967) and Mobley & Locke (i970), that need fulfillment
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(the subtractive model) reflects the impcrtance of a need and that
multiplying need fulfillment by need importance will not necessarily
improve predictive ability,

Equity Model

According to Equity Theory (Adams, 1963a), job satisfaction is a function
of the degree the level of job rewards matches the worker's perceived
equitable level of rewards. Vroom (1964) lists six conditions which,
through their interaction and combination, determine the level «f rewards
which thé individual perceives as equitable:

!. His beliefs concerning his qualifications (expericnce, education,
effort, skill, etc.)

2. His convictions that his qualifications merit reward (pay,
prestige, authority, security, etc.)

3. His beliefs concerning the degree to which he receives rewarding
outcomes from his job

4. His beliefs concerning the degree to which others receive
rewarding outcomes from their jobs

5. The extent he compares himself with cnese others (Vroom, 1964,
pp. 171-172).

The equity modei assumes that under conditions of perceived equity
(individual perceives his rewards relative to his inputs equal to rewards
others receive relative to their inputs) the individual experiences job
satisfaction, and that under conditions ot perceived inequity (overreward
or underreward relative to another) the individual experiences job
dissatisfaction. The results of a study by Pritchard, Dunnette &
Jorgeanson (1972) support this aypothesized relationship between equity and
job satisfaction. In this study individuals who were equitably paid were
more satisfied than individuals who were either underrewarded or
overrewarded,

Frame of Reference Model

The frame of reference model differs in that it focuses not on the
individual's desires, but on the discrepancy between the perceived
characteristics of his job and some external standard of comparison (Smith,
Kendal), & Hulin, 1969; Korman, 1971). This standard of comparison might be
alternatives to the present job, characteristics of previous jobs, or
opinion of a reference group which the individual respects. Different
perscns encountering the same objective job situation with different frames
of referencc may not only evaiuate the situation differently, but may select
different aspects of the job situation as pertinent to their evaluation.
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A study by Hulin (1966) supports this model. Hulin administered a measure
of job satisfaction to female clerical workers employed in three hundred
geographically dispersed catalogue order offices. Individuals' job
satisfaction scores were then correlated with indices of economic
environment (prosperity, unemployment, slums, farm productivity, and
general economic condition) of the communities. The results indicated that
environment did bear a significant relationship to job satisfaction. With
job conditions held constant, individuais living in prosperous communities
tended to be less satisfied with their jobs than those living in poor
communities. Katzell, Barrett & Parker (1961) in a study of warehouse
workers employed in a number of different locations reported similar
findings.

Organizational Consequences of Job Satisfaction

Aithough the major thrust of the theoretical and empirical research in the
area of Job-related satisfaction seems directed toward understanding what
determines positive or negative feelings sbout one's overall job

situation, a secondary research thrust, more empirical than theoretical,
seeks to specify the organizational consequences of job satisfaction. Even
if feelings of satisfaction or dissatisfaction were not related to any
objective Index of organizational effectiveness, the prevailing values in a
democratic soclety dictate a study of job-related satisfaction: it is
better that people feel satisfied than dissatisfied. But employee
satisfaction |s even more important for the organizational administrator
when it is related to things like accident rates, grievances, absenteelism,
turnover, and productivity which bear on the organization's efficiency,
effectiveness, and probability of survival. In this section we examine
some research in thils area in an effort to summarize the major findings
with respect to the impaci of job satisfaction and dissatisfaction on
indices of organizational functioning.

Accidents

What little research done on accidents involving personal injury and job
satisfactlon indicates in general that the occurrence of accidents is
negatively correlated with job satisfaction, if at all (Hill & Trist,
1953; Stagner, Flebbe & Wood, 1952; Fleishman, Harris & Burtt, 1955).
Hill & Trist (1953) interpret this ta indicate that an accident is a
mechanism which allows the worker to withdraw from a dissatisfying work
situation. Stagner et al. (1952) and Vroom (1964) take a more
conventional view, hypothesizing that accidents are a cause of
dissatisfaction,
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Grievances

A grievance is an individual's response to an unpleasant element in the
work situation, and ccnsequently, grievance rates sometimes are used as
operational definitions of satisfaction. However, there is little direct
data that relates frequency of grievances to job satisfaction. Some
indirect evidence exlsts. Fleishman & Harris (1962) found that high
grievance rates occurred in work groups with unpopular supervisors, a
condition associated with low job satisfaction (Halpin & Winer, 1957;
Halpin, 1957; Seeman, 1957; Likert, 1961). Ford (1969) ard Maher (1971)
prasent evidence that job enrichment, a program which generally leads to
increased job satisfaction, is accompanied by decreases in grizvances.
This evidence, although indirect, presents a basis for predicting that the
occurrence of grievances is negatively correlated with job satisfaction.

Absenteerism

Vroom (1964) reviews ten studies which indicate a low negative relationship
between job satlisfaction and frequency of absences. The nature of the
absenteeism measure has been found to influence the size and direction of
relationship (Kerr, Koppelmeir, & Sullivan, 1951; Metzner & Mann, 1953).

For example, a stronger negative relationship occurs when the absence
measure is either frequency of absence or number of unexcused absences,
rather than total days absent (a measure heav!ly influerced by long
illness). The predominant explanation of the ralationship between ahsences
and satisfaction {s that a dissatisfying work situation will cause the
individual to avold work whenever possible. Research using either a
measure of frequency or unexcused ahsences has generally found a negative
correlation between absenteeism and job satisfaction.

Turnover

Since feelings of job satisfaction are assumed to reflect how much a

person likes his present job, job satisfaction should be related to
turnover (voluntary withdrawal from the work organization). Reviews of
research investigating the relationship between satisfaction and turnover
found the higher the individual's job satisfaction, the lower the
probability he will qu” his job (Brayfield & Crockett, 1955; Vroom, 1964).
More recent studies co: irm these findings (Hulin, 1968; Waters & Roach,
1971; Taylor & Weiss, 1372). Turnover is one index of organizational
effectiveness consistently and unequivocally related to job satisfaction.

Productivity

Vroom (1964) reviews twenty studies nusreluting job satisfaction vith some
measure of performance or productivity (including those reviewed by
Brayfield & Crockett, 1955). Altnough most of the correlations reported
were positive, the median correlation was only .14, and Vroom suggests this
has little or no theoretical or prectical value.
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Porter & Lawler (1968) and Locke (1970), while not arguing that these
results have practical value, do believe that their consistency (mostly
positive correlations) indicates some theoretical importance. They argue
that productivity should be viewed not as a result of job satisfaction, but
rather as a cause of satisfaction. They agree with Vroom (1964) that there
is no simple relationship between performance (or productivity) and
satisfaction, and they hypothesize that when the receipt of valued rewards
is directly contingent upon high performance and the individual is capable
of high performance, job satisfaction wild be significantly related to
performance. Porter & Lawler (1968) and Locke (ir press) argue that the
small relationships found between satisfaction and performance could be

the result of the individual's perception that high performance will not
lead to obtaining valued rewards, or that rewards are not directly
contingent upon high performance. Therefore, job satisfaction may have
some theoretical relationship to performance, but in practice, the
relationship is so low that no practical utility for predicting job
performance is obtained. The notion that satisfaction is a result of
performance has intuitive appeal but is yet too new to have been
extensively tested.

Summary of Organizational Consequences

Of the five kinds of indices--accidents, grievances, absenteeism, turnove:,
and productivity--potentially reflecting organizational consequences of job
satisfaction, turnover is must consistently related to levels of job
satisfaction a.d dissatisfaction. Absenteeism and grievance rates also
show some relationship with job satisfaction, but not as much or as
consistently as turnover. Accident rates and productivity, indices which
in the past were viewed as consequences of job satisfaction, are now viewed
in some quarters as determinants of job satisfaction.
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CHAPTER 4

MORALE: THEORETICAL PERSPECTIVE

A great deal of terminological confusion enshrouds ''morale,' at least when
psychologists use the term. Tor example, Guion (1958), in remarks to a
psychological symposium on industrial morale, listed seven dif erent
commoniy used definitions, concluded none of them was adequate, and
proceeded to offer yet an eighth, which, he hastened to add, would probably
not please the other participants in the symposium. He was evidently
correct--they did not appear enthusiastic about his definition and in
subsequent papers they offeired definitions of their own. The glaring iack
of consensus among psychologists on a definition for morale is also
evident in some early writings published during World War (I and some
currently used textbooks of industrial psychology.

Without agreement on even a rough conceptual definition, there can hardly
be a weil-elaborated theory or a set of systematically collected data about
morale. To be sure, some psychologists have used the term in studies of
job s tisfaction and job attitudes. For those cases where morale was used
synonymousiy with satisfaction as defined previously, we incorporated the
data and findings into the satisfaction section of this report.

Since there are no coherent psychological theories of morale and no
extensive body of empirical literature researching morale, if morale means
something different from satisfaction, this chapter is both theory-free and
data-free. However, many writers have discussed morale conceptually in an
effort to come to a useful definition, but had no success at reaching a
happy consensus. Suspecting that psychologists might not use the word in
the same way as military authors, we sampled some of the voluminous
literature written by authors who discuss morale in the military context.
We found that they write about what they consider to be important aspects
and ingredients of morale, generally in an effort to explicate their
favorite definition. Also, they discuss determinants of morale and imply
that a commander who can successfully manipulate these determinants will be
blessed with troops of good morale. And finally, they list indicators of
morale--ways a commander ascertains the quality of his troops' morale. The
military literature, although often less formal and scientifically

rigorous than the psychological literature, provides valuable insights into
what morale means to military organizations.

Overview
The combined writings of psychologists and military authors on morale

suggest that a high-morale group is cohesive with high levels of esprit de
corps and unit pride., |t has a clearly defined goal to which its members
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are totally committed. They persist teraciously, undaunted in the face of
even the greatest adversity. They sense that they are advancing toward
their goais and are hopeful of reaching them. They cling to ideals like
patriotism, honor, and loyalty which are bound up somehow in the group's
goal. The group members are cheerful even in the most trying conditions
which they shrug off with satiric laughter. They are contented, fre¢ from
worries or doubts, perform bravely, and are contemptuous of danger.
Disciplined and self-confident, they willingly sacrifice themselves for the
welfare of the group.

The quality of their morale is determined by factors that impact their
physical well-veing; their pride in the military; cohesiveness of their
unit; strength of their ideological convictions; satisfactoriness of their
military careers; quality of their leadership; amount and nature of
information communicated to them; and some of their feelings such as self-
importance, achievement, and competence.

It is possible to ascertain the quality of morale by noting rates of
desertions, AWOLs, and requests for transfer; records of disciplinary
actions; degree of cheerfulness; hospital reports of illnesses and
accidents; general smartness of appearance; performance in jobs, marches,
battles, and athletic contests; and esprit de corps.

Morale is so general, pervasive, and complex that apparentily any mental
state which bears on a soldier's performance reflects his morale, anything
at all in his environment can affect his moraie, and any aspect of his
performance indicates quality of his morale.

A construct as general and complex as this is not likely to be readily
amenable to rigorous scientific analysis. |t probably expiains too much to
be heuristically useful and might be too internally complex to be
empirically workable.

It might be easier to conceptualize an explicitly multi-faceted construct--
or rather set of corstructs--depicting morale. For example, much of moraie
seems to consist essentially of motivatior (goals, determination,
persistence, tenacity, progress), sattsfaction (cheerfulness, contentment,
freedom frcm worry, satisfaction of physical neeas for food, water, rest,
etc.), and group cohesiveness (solidarity, cooperation, self-sacrifice for
the group, esprit de corps, traditions). A conceptual framework whiqh
includes these three distinct cons ructs and which gives some attention to
their interrelationships in the context of the Army probably provides a
tighter and more workable model than the loose conglomeration of informal
associations suggested by the commonly used definition: 'A state of mind
with r ference to confidence, courage, zeal, and the like, especially of a
number of persons associated in some enterprise, as troops {Munson, 1921,

p. 3)."
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Morale According to Psychologists

As a world crisis developed in the late 1930s, concern with the state of
American morale increased. The Society for the Psychological Study of
Social Issues (SPSSI) published a book and sponsored discussions which were
attended by prominent behavioral scientists propounding their views of
morale. One of these was a round-table discussion in which the participants
were R. Likert, G. Bateson, P. F. Lazarsfeld, K. Lewin, and G, Watson.
Summarizing the conclusions of this discussion, Watson (1942) writes that
"Good morale is shown by the stamina with which people stand up under
punishment and by the energy with which they strive to realize their
ideals. Poor morale is evidenced by those who can't take it and who

become easily discouraged and disillusioned (p. 30)." The discussants
decided that morale had five major components:

1. A clearly defined, positive goal: People need hope and something
to look forward to in crder to sustain high morale.

2. Togetherness and mutual support: People need to feel a sense of
common purpose with others in the group.

3. Knowledge of comm~n danger: High morale requires shared danger
which can arouse the individual and the group into a higher state of energy
mobilization (an aspect of morale).

L. Something each can do: There must be a conviction that it is
possible to overcome the danger and achieve the goal and that each
individual shares important tasks.

5. Approaching the goal: There must be a sense of progress toward
the goal.

In another meeting some twenty years later, a different group of
psychologists assecmbled to present papers on industrial morale (Guion,
1958). It was evident that although the participants were all ostensibly
discussing morale, they were all talking about somewhat different things.
Each seemed to have his own notions about morale, and none of their
definitions corresponded exactly to what the SPSS! round-table discussants
concluded about morale, although there was some overlap. Guion (1958)
attempted, not altogether successfully, to cut through the conceptual chaos
in the symposium by listing seven definitions he had come across: (1) the
absence of conflict, (2) a feeling of happiness,(3} good personal
adjustment, (4) ego-involvement in one's job, (5) cohesiveness of the
group, (8) collection of job related attitudes, (7) acceptance of the
group's goals. Not satisfied with these definitions, he offered his own:

Morale is the extent to which an individual's needs are satisfied
and the extent to which the individual perceives that satisfaction
as stemming from his total job situation {(Guion, 1958, p. 62).
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Other participants offered their own definitions:

Morale is an index of the extent to which the individual
perceives a probability of satisfying his own motives through
cooperation with the group (Stagner, 1958. p. 64).

Mcrale is a condition of congruent motivation among members
of a group, resulting in relatively high levels of energy
expenditure toward common goals having positive valence
(Katzell, 1958, p. 73)

in all these definitions, three factors are prominent. First, there is
the element of satisfaction. Morale connotes 'a feeling of happiness,'
'"the extent to which an individual's needs are satisfied," and a
“collection of job related attitudes.' Motivation, or some aspect of
motivation, is 2 second element shared by these definitions. 'A
condition of congruent motivation,' "high levels of energy expenditure,'
and '‘acceptance of the group's goals'' reflect the motivational component
and the emphasis on energization. The third major element of morale is
the group. It is the group's goals that must be accepted, it is through
cooperation with the group that one must perceive a probability of
satisfying his own motives, and it is toward common goals that behavior
is directed and energized.

Blum & Naylor (1968), in their recent textbook of industrial psychology,
argue vigorously that "although morale is related to job satisfaction, it
is not the same thing (p. 391)." They attempt to explicate morale by
emphasizing group and motivational aspects. It has four main determinants:
foremost is a feeling of togetherness. The other three are the need for a
goal, observable progress toward the goal, and specific, meaningful tasks
necessary for goal achievement distributed among the group members.

In line with their emphasis on cohesiveness, Blum and Naylor note that
sociometry is 2 technique which can be used to measure morale. By measuring
the extent to which members of a group tend to choose each other as 'best
workers,' ''the most fair-minded person,' or as scmething else with an
evaluatively positive connotation, one can dev~lop sociograms and compute

an index of the group's cohesiveness. And, of course, the greater a group's
cohesiveness, the greater Its morale, according to Blum and Naylor.

In their discussion of its determinants, Blum and Naylor imply that merale
has the fcllowing characteristics:

1. ft is tied directly to the group: for morale to be high, the
group must be cohesive.
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2. It is related to goals, and, hence, to motivation: for high
morale, the group must have a clearly defined goal that is unequivocably
unders tood.

3. It is related to motivation in another way as well: high morale
requires a sense of proqress toward the group goal. Cast into the language
of expectancy theory, we can translate ''sense of progress toward the goal'
to read '"'relatively high expectancy of a valued outcome.'

4, It is related to feelings that an individual has when working
toward the group goal: that the Individual's tasks should be meaningful
implies feelings of self-importance, achievement, competence, and
responsibility. Morale appears to include elements of job satisfaction or
feelings of satisfaction from the work itself.

Morale According to Military Authors

Napoleon reputedly said, ''In war, the morale is to the physical as three

is to one (Munson, 1921, p. 2)." Apparently, hardly any military commander
doubts that morale is a potent force in determining troop effectiveness.
""The maintenance of morale is recognized in military circles as the most
important single factor in war (p. 92),' writes Baynes (1967). Munson
(1921), a former Brigadier General on the General Staff, writes:

That their mental state, their will to do, their cooperative
effort, their morale--all of which are synonymous--bear a true
relation to their output, productivity, and the success of the
Joint undertaking, is so obvious and has been proven so often
as to require no supporting argument (p. 2).

To get a better flavor of morale as used in military organizations, we
appealed to authors like J. Baynes (1967), who wrote about morale in the
Second Scottish Rifles at the Battle of Neuve Chapelle, 1915: E. G.

Boring (1945), editor of Psychology for the Armed Services; J. T. MacCurdy
(1943), who lectured to British officers on personnel selection and
training; N. C. Meier (1943), author of Military Psychology; and E. L.
Munson (1921), who served as Brigadier General on the General Staff and as
Chief of the Morale Branch in the War Plans Division. There is enough
overlap among these authors that rather than review each one separately, we
draw from their pooled contributions in discussing the aspects, determ-
inants, and indicators of military morale.

Aspects of Military Morale

Munson (1921) offers a fairly representative definition of military morale:
""A state of mind with reference to confidence, courage, zeal, and the
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like, especially of a number of persons associated in some enterprise, as
troops (p. 3)." Military authors describe some facets of this complex
state of mind when they list the ingredients of morale:

Sense of advancing toward a worthwhile goal. There is a definad,
group goal which is seen as both worthwhile and attainable. The men know
their objectives and feel they are progressing toward them.

Exaltation of ideals. The group objectives represent strong ideals,
perhaps valued more than one's own life. Victory in a bactle, for
instance, may mean the preservation of freedom, democracy, and a way of
life. High morale is often associated with patriotism.

Determination to reach the goal. More than mere desire or will,
there is a fervent determination to reach objectives. The wil! to win is
reflected in higy levels of tenacity, persistence, staying power, and
fortitude.

Attitide toward adversity. Troops with nigh morale are reconciled
to ''scorning delights and living laboricus days,'' and tenacious in the
face of adversity, expressing an attitude of '"Pour it on, . . | can take
it. . . nothing can break me." They show a sense ~f humor under stress
and laugh at their miserable plights.

Contentment and satisfaction. They are free from discontent and
worry, and feel generally ebullient and cheerful.

Courage. High morale connotes both moral and physical courage. The
troops feel brave ard act bravely. They show a conrempt for danger,

Discipline. Troops with high morale are disciplined and self-
centrolled. They do not feel overly impulsive, rash, or self-indulgent.

Self-confldence. They have confidence in their units, themselves,
and their ability to win. They have self-respect.

Feelings of group cohesiveness. They feel accepted by and accepting
of their group which is characterized by solidarity, cooperation, mutual
support, teamwork, and togetherness. The group member is oriented toward
group welfare and would readily self-sacrifice for the group. He feels a
sense of esprit de corps and pride in its history, achievement, traditions,
ideals, and symbols.

Determinants of Miiitary Morale

Munson writes, '"Every physical thing entering into the environment of the
soldier, and the expressed state of mind of every persou with whom he
comes in contact, affects his morale (Munson, 1921, p. 51)." The long
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lists of determinants that he and the other mi.itary authors have
generated support his opinion:

Physical wel.are and subsistence. Morale is dependent on the
adequacy of clothing, food, water, warmth, rest, and shelter. Facilities
for cleaning, hygiene, medical care, physical fitness, laundry,
transportation, and housekeeping impact morale as do pay, insurance
allotments, pension schemes, and welfare services. Also, recreational
facilities such as athletics, movies, PX, clubs, library, reading, and
letterwriting facilities have an effect. And finally, the adequacy of
policies for visitors, leaves, passes, and furloughs are important. |

Pride in the Arev., Morale is affected by the many factors that
influence an individual's pride in the Army. Included are such factors as
training which fosters trust and esprit de corps; knowledge of the Army's<
military successes; martial music, formal ceremonies, and knowledge of
military traditions; and expressed attitudes of one's family, friends, and
the public at large toward the Army.

Unit cohesiveness. Interunit competition is one wey to develop
solidarity and improve morale. Another is to instiil a sense of pride in
the unit, its history, traditions, or identifying emblems.

Individual's ideology. Morale may vary according to the individual's
patriotism, sense of honor, sense of loyzlty to an ideologv defended by
the Army, and whether he feels a ''rightness of purpose' with respect to
the Army's overall objectives.

Task, job, and career satisfaction. Morale depends to some extent on
whether the individual is satisfied with his job, whetner he has been
piaced in a job suited to his abilities and interests, whether he feels
his work is important and meaningful, whether he can do well on his job
and receive recognition in the form of awards and letters of commendation,
whether his equipment is adequate, whether he has been well-trained for his
work, and whether he sees opportunities for promotion and advancement.

Leadership. Since the leader is in a position to manipulate many of
the determinants mentioned here, he may be the single most important
factor influencing morale,

News and information. Uncertainty is detrimental to morale; knowing
is facilitory. Morale is influenced by whether the individual can receive
news about the welfare of his family and friends, and about his own and
the enemy's positions and relative strengths., Thus, propaganda influences
morale, as well as the availability of communications through mail, press,
radio, and telephone. Although any news at all is better than nc news,
good news is obviously better than bad news.

#
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Miscellanecus feelings. Feelings of self-importance, self-respect,
achievement, confidence, and competence that come from performance on the
job and treatment by leaders and fellow group members have an impact on
morale.

Indicators of Military Morale

Authors who write about morale in the military generally mention a number
of ways for a commander to gauge troop morale. These indicators inc! e
hoth firsthand observation of the troops' cehaviors and more indirect signs
like administrative records of relevant behaviors:

Indications of desires to leave the unit or service. These are
administrative records of a unit's desertion rates, AWOL iates, and
requests for transfer. When these rates are low, morale is likely high.

Indicators of disciplinary action. High numbers of ccurts-martial,
civil arrests, and prisoners in the guardhouse are signs of low morale.

Signs of cheerfulness and high spirits. Evidence of singing,
jocularity, and wit indicate high morale. Satirizing prevailing miserable
conditions and showing cheerful determination to stick it out come what
may are signs that morale is high. In comfortable surroundings,
cheerfulness indicates high morale possibly because of the physical
satisfactions inherent in a comfortable environment, whereas in a
miserable, uncomfortable environment, cheerfuless indicates high morale
from a refusal to be demoralized.

Cccurrence of illness and accidents requiring hospitalization or
medical care. When the numbers of hospital repnrts, accidents and
illnesses, whether real, faked, or psychosomatic, are up, morale is said
to be down--for two reasons. First, low morale and its concoumitant
general apathy lead to slackness in hygiene, which in turn leads to
illness. Second, when morale is high, people are more reluctant to give
in to minor illnesses.

General smartness of appearance. The smar:ness of a man's personal
aopearance on and offt duty: his arooming, the smartness of his salutes,
the neatness of the barracks, and attention to liygiene, all indicate
quality >f morale.

Performance indicators. Where morale is low, men take little pride
in the performance of their duties. They are :loppy in understanding and
carrying out orders, they perform poorly in athletic ond training
competitions, or marches, and in battles. They are negligent about the
care of their equipment. They are reluctant to sacrifice for the group or
to accept responsibility.

Espri* de curps. When morale is high, men express pride in the history,
iraditions, and achleveiients of their units, They brag about their
accoimplishments and their units.
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CHAPTER 5

THEORETICAL SUMMARY AND INTEGRATION

In the preceding chapters of this -eport, we reviewed in some detail the
major conceptual and theoretical issues in the areas of job motivation,
satisfaction, and morale. Our hope was to obtain a clear understanding of
these constructs as the first step toward measuring them accurately

enough to facilitate and monitor future efforts for change ana imprcvement
in the Army.

This chapter takes a wider view. We recapitulate the major theoretical and
conceptual issues to get an overall flavor for the broader notions behind
motivation, satisfaction, and morale. After presenting reasonable
definitions and the general conceptual issues surrounding each term, we
examine briefly how each relatzs to the other--how the three constructs
compare and contrast.

Motivation

Motivation is a construct used tu explain the direction, vigor, and
persistence of behavior, which cannni be accounted for by ability or by
overwhelming demands or constraints imposed by the environment.

There are classes of environmental stimuli, individudl needs, axd
consummatory behaviors that motivate individuals tc perform certain
behaviors with varying degrees of vigor and persistence. That is, people
will approach some kinds of environmental stimuli and avcid others in
order to gratify their needs and have an opportunity to perform certain
kinds of consummatory behaviors.

These environmental stimuli, states of individual need gratificatio~r, and
consumnmatory behaviors--motivation content factors--vary according fo

how “esi—-able they are for different indi-.iduals un different occasions.
Whether and how much a particular motiv.tion outcome is desirable for a
particular individual depends on a large number of determining circumstances:

Prgyioys experience. One of the major determinants of outcome
valence for an individual is his previous experience with that outcome.
How much a person desire. an outcome can be influenced by how strongly he
enjoyed it in the past. Someone who had an unpleasant experience with
“travel in a foreign counzry" will not desire future travel opportunities.

Individual differences. Another major class of factors influencing
~utcome valence is Individual differences in the kinds of outcomes people
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generally prefer. For instance, perhaps because of early family
experiences, one individual may place a high value on recognition and
approval from authority figure:, while another individual might be
relatively indifferent to such approval. Then, for the first individual,
supervisory approval and recognition would be more desirable than it would
for the second.

Instrumentality. How much an individual desires to obtain an outcome
like pay can depend on how instrumental he thinks pay is for obtaining
other desired outcomes, such as PX commodities or entertainment. The more
he desires these other outcomes and the greater the connection he sees
between these other outcomes and pay, the more he will desire pay.

Attributions of success and failure. With outcomes related to
feelings of success and tack achievement, the desirability of an outcome
like military decoration may also depend on whether the person attributes
success to ability, effort. luck, cor task difficulty. If he believes that
task success and obtaining the decoration is mostly a matter of ability
and effort, he is more likeiy to desire It than if he believes it to
depend only on luck or task difficulty.

Expectancy. The desirability of outcomes that are intimately tied to
feelings of success and task achievement may be determined by a person's
prior expectancy of succeeding. For individuals with high needs for
achievemert, the desirability of outcomes like citations probably depends
to some degree on the prior expectancy of obtaining them. Citations that
are easy to get {high prior expectancy of success) are likely to be less
desirable and coveted than those that are hard to get (low prior expectancy).

One important process by which these outcomes or motivation content

factors influence behavior is the expectancy process. That is, different
people in different situations have varying beliefs about the likelihood
that a particular act will result in a particular outcome. These
expectancies, 11ke outcome desirabilities, also have multiple determinants:

Environmental cues. A person's expectancy of obtaining an outcome
such as accomplishment (some specified level of performance) after
exerting effort can depend on information from his environment about the
probability of achieving it. For example, a person's expectancy of being
named '‘top soldier of the month' will probably be higher if ten ''top
soldiers'' are to be chosen from his company than if only two are to be
chosen. Also, his expectancy of getting a pass as a reward for being ''top
soldier' shouid be higher if eight such passes will be handed out rather
than one.

Past experience. A person's past experiences in similar situations
also influence hls expectancies. For example, thc expectancy of getting a
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certain score on the rifle range is partially determined by the person's
previous experience with firing at targets. Also, the expectancy of
receiving an outcome like a word of praise from his superiors if he does
obtain a good score on the rifle rarge will be influenced by how consist-
ently he has received praise in the past.

Individual differences. A person's expectancy of ''task achievement'
or of a given level of performance following the exertion cf effort in a
particular situation may be partially determined by individual differences
like self-esteem or generalized feelings of competence and self-confidence.
People with higher levels of self-esteem may generally tend to expect to
succeed more than people with less self-esteem.

The expectancy motivation process involves the combining of the
desirabilities and expectancies of all outcomes that a person perceives as
relevant to a particular behavior. Thus, the probability that a person
will decide to perform a particular act (like shooting at a target on a
rifle range), how vigorously he performs (how hard he tries for a good
score), and how persistently he performs (how long he keeps on trying for
a good score) depend at least partly on the sum of the products of
desirability times expcctancy for all the outcomes he perceives as salient
in that situation,

A second motivational process by which outcomes can influence behavior is
the equity process: a persnn will perform certain acts or behaviors to
reduce feelings of irequity which arise from his perception that his ratio
of outcones (what he gets out of his job) to inputs (what he puts into it)
is different from the ratio of outcomes to inputs of someone else, The
stronger the feeling of inequity, the greater the motivatinn to reduce it.
Some of the major determ’nants of such feelings of inequity are:

Referent other. The degree of inequity an individual feels depends
on his choice of "referent other" with whom he compares his ratio of
outcomes/inputs. For instance, an enlisted person in the Army is likely
to feel more inequity if his referent others are civilian college students
(whom he might perceive as having relatively more ou*comes than inputs in
comparison to him), than if his referent others are (obless friends from a
slum section of his home town (whom he might perceive as having relatively
less outcomes than inputs in comparison to him).

Situational cues. Situational cues that communicate information
about his own outcomes and inputs, and about his referent others' outcomes
and inputs can also influence how much inequity a person feels. |(f an
enlisted man's referent others are his civilian friends who have littie
job training or formal education, he is likely to feel less inequity if he
reads in a newspaper that the unemployment rate is up and his civilian
friends cannot get jobs, than if he reads that the economy is booming and
there are plenty of good civilian jobs for all.
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Individual differences. People differ according to their perceptions
of things as inputs or as outcomes. For instance, ''responsibility' can be
viewed by some as an input but for others as an outcome. Since feelings
of inequity or equity result from perceptions of ratios of outcomes/inputs,
such fairly stable individual differences may impact how much inequity a
person feels.

These motivational processes (expectancy and equity) and content factors
(outcomes) play a major role in the likelihood that a person will decide
to pertorm a particular act, how much effort he intends to exert, how long
he intends to persist, and whether he will decide to accept & particular
goal and actually try for some specified level of performance or
achievement, Given that he is committed to a goal and intends to try for
it, the harder the (i.e., the loftier his performance aspirations), the
higher his actual level of performance is likely to be.

Job Satisfaction

Job satisfaction is a set of feelings of varying positive or negative
affect that a person has with respect to different aspects of his overall
job situation,

These positive or negative feelings are determined both »y factors in the
individual (his needs) and by factors in his job environment (rewards).
There are three somewhat differcnt wavs of conceptualizing how feelings of
satisfaction and dissatisfaction at the work place come about; that is, in
terms of a need fulfillment model, an equity model, and a frame of
reference mocel.

The need fulfillment model holds that feelings of satisfaction and
dissatisfaction depend on the extent to which elements in the job
environment are avallable to gratify people's needs. Such a model, which
considers individual and environmental factors simultaneously as
determinants of job satisfaction, seems more heuristically promising than
models that focus exclusively on individual factors or on environmenta!l
factors. The need fulfillment model predicts that enlisted men whose needs
correspond closely to environmental reinforcers available in the Army are
more likely to be satisfied with Army life. For example, the soldier who
both desires to exercise leadership functions and whose job affords the
opportunity to lead would probably be more satisfied with his job than a
soldier with the desire to lead but not the opportunity, or the
opportunity to lead but not the desire.

The frame of reference model differs from the need fulfillment model in
that it seeks to explain satisfaction not in terms of the match between
needs and reinforcers, but rather in terms of the match between an external
standard of comparison and availabie reinfcrcers., According to the frame
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of reference model, a sol'dier's job satisfaction depends on how he
evaluates his perceived job characteristics in comparison to his external
(external to his present job in the Army) standaras or frame of reference,
Thus, a soldier whose standards of comparison include a job he held prior
to joining the Army in which he had substantial responsibility and
decision-making authority would probably be less satisfied in a low level
Army job with very little decision-making power than would another soldier
whose previous jobs before joining the Army had very little decision-
making power.

In a sense, the equity model is a special case of the general frame of
reference model. The equity model suggests that a person's standard of
comparison is a referent other with whom the person compares ratios of job
inputs to job outcomes. Feelings of inequity, which result when the
person feels either underrewarded or overrewarded for his job inputs in
comparison to a referent other, lead to feelings of dissatisfaction. The
list of factors determining feelings of satisfaction or dissatisfactior in
the equity model parallels the list we presented earlier in discussing
motivational implications of equity formulations. These factors include
choice of referent other, situational cues about job Inputs and outcomes
of both the person and his referent other, and individual differences in
perceptions of jJob elements as inputs or outcomes. The greater a soldier's
feelings of inequity, as determined by these factors, the more likely he
Is to be dissatisfied.

Morale

The term ''morale'' as used in the military is an exceedingly complex
concept that seems to include wvoth notions of motivation and satisfaction
as well as group-related notions like cohesiveness. Since we lack a more
succinct and rigorous definition, let us define morale according tc what
military authors include as its aspects. Morale, then, is a state of mind
characterized by:

. Sense of advancing toward a worthwhile goal
. Exaltation of ideals
Determination to reach the goal
. Positive and adaptive attitudes toward adverse conditions
. Feelings of contentment and satisfaction
. Courage
. Discipline
. Self-confidence
Feelings of group cohesiveness.

According to military authors, this compliex state of mind has a large
number of determinants subsumed under the following general categories:
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. Physical welfare and subsis“ence

. Pride in the Army and the unit
. Unit cohesiveness

. Individual's ideology

. Job related satisfacticn

. Leadersnip

. News and information.

Theoretical Integration

The two censtructs, mocivation and satisfaction, both rely heavily on the
notion of outcome, and they both share concepts drawn from similar

theoretical perspectives.

To summarize the similarities and differences

between satisfaction and motivation, we list some simple parallels drawn
between the major theoretical issues previously discussed.

Mot.ivation
1. Outcomes

a. Pzople are motlivated to
obtain desired environmental
rewards.

b. People are motivated to
gratify thelr needs.

c. People are motivated to
rerform consummatory behaviors

2. Expectancy Theories

People are motivated %o
perform acts which they expect
to result in desired outcomes.

3. Equlty Theorles

People are motivated teo
reduce feelings of discorfort
or inequity which result when
they perceive their ratlo of
inputs/outcomes as different
from that of a referent other.

Satisfactlion
}. Outcomes

a. People are satisfied when
they have obtained desired
environmental rewards.

b. People are satisfied when
their needs are gratified.

c. People are satisfied during
and immediately after performing
consummatory behavior.

2. Frame of Reference Model

Pecple are relatively more
satisfied with a given outcome if
it matches or exceeds in desfira-

bility what they expected to obtain

according to their prior experi-
ences or frame of reference.

3. Equity Theories

People are dissatisfied when
they feel that their ratio of
inputs/outcomes Is inequitable
relative to the ratio of inputs/
outcomes of a referent other,
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The constructs of motivation and satisfaction are related, but they are
not conceptuslly identical. The primary emphasis of motivational concepts
is to explain the direction, vigor, and persistence of behavior--to
explain why people perform one behavior rather than another and why they
perform a given behavior as vigorously and persistently as they do. On
the other hand, the primary emphasis of job satisfaction concepts is to
explain feelings of varying positive or negative affect that people have
toward aspects of their overall job situation--to explain why people have
these feelings and how they are likely to express them in the context of
the formal work organization. People are motivated to perform some act
with some level of vigor and persistence. People are satisfied with
various aspects of their job situation. They experience feelings of
varying positive or negative affect when they think about their job
situation.

Although motivational concepts focus primarily on behavior whiie
satisfaction concepts focus mostly on feelings, there is also a feeling
aspect to motivational terms and a behaviorail aspect to job satisfaction.
It is the notion of valence in motivation theories th.* includes this
feeling aspect. Outcomes (whether conceptualized as states of need
gratification, as rewarding environmental stimuil, or as consummatory
behaviors) play a major role in motivational theories precisely because
they vary for different individuals according to their valences--according
to how desired they are. They are desired according to hcw mu<h
satisfaction a person anticipates he will feel when or if he has those
outcomes.,

However, a person may not necessarily experience as much satisfaction when
he actually has an outcome like promotion to a higher rank as he
anticipated. That Is, there is not necessarily a che-to-one correspondence
between valence and satisfaction. A person might find, for example, that
being a sergeant Is nut as satisfying as he expected or that it is much
better than he expected. In either case, the amount of satisfaction he
feels on being promoted will likely impact his valence for his next
promotion. Porter and Lawler (1968) make this theoretical link when they
suggest that a person's valence for a reward {outcome) is partially
determined by how much satisfaction he felt when he had that reward before.
Thus, although both valence and satisfaction connote feelings of varying
positive or negative affect, valence implies the affect {or satisfaction)
that Is anticipated, while satisfaction implies the affect that is

actually experienced.

The behavioral aspects of satisfaction concepts derive from the idea that
people who experience dissatisfaction will probably act to reduce these
feelings. Thus, if they are generally dissatisfted with their overall job
situation, they might submit grievances, avolid their jobs by absenteeism,
or terminate employment altogether. In other words, just as people are
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motivated to seek satisfying experiences (to obtain desired outcomes},
they are also motivated to avoid dissatisfying experiences (to avoid
undesirable outcomes).

As the term is used in the military, '"'morale' seems to differ from
motivation and satisfaction in that It is a much more encompassing
construct that includes components of both motivation and satisfaction, as
well as group-related notions like conesiveness. When a soldier is said
to have high morale, this suggests that he is strongly motivated to
achieve his goals which are in line with the Army's mission, that he is
relatively satisfied with his overall s{tuation, and that he feels a
strong sense of togetherness with the other members of his unit. There
are, of course, other elements included as well, such as a sense of
ideological commitment, a positive and adaptive attitude toward adversity,
and so on. Further theoretical research in the area of morale might
profitably move toward a conceptual tightening of the many informal and
loose concepts that military people have traditionally incorporated into
that broad construct.




6L,

SECTION 11 : MEASUREMENT

CHAPTER 6

MEASURES OF MOTIVATION

Motivation theories discussed in earlier chapters suggest implications

for how to measure motivation. |In this chapter, we examine some of these
specific implications which stem from expectancy and equity theories.

The thrust of this discussion is primarily tou explore alternative

methods which, according to prevailing theories of motivation, can be

used to measure work-related motivation. Then we discuss the wide varlety
of instruments that actually have been developed or used as measures of
motivation or some component of motivation.

Implications of Motivation Theories for Measurement

Before setting out to measure motivation, the investigator needs to
define clearly the particular behavior under consideration~-tc answer the
question: motivation to do what? There are many important benaviors
that people in the Army can be differentially motivated to perform,

such as:

. Working hard on the job

. Volunteering for a mission
. Reenlisting

. Obeying orders.

An obvious strategy for measuring motivation is to ask directly about it.
For example, the Investigator might ask: ''How much effort do you exert
on your Job?" or '"How hard do you usually work?"

Expectancy and equity theories suggest different strategies for measuring
motivation. Generally, the various components of motivation are measured
separately and then combined according to the principles set fcrth by
expectancy and equity formulations.

Implications from Expectancy Theories

After specifying the behavior or behaviors of interest, the investigator
then determines the salient outcomes. He needs, in effect, to determine
the motivation content factors most relevant for the particular behavio-
under consideration. The content factors or outcomes most relevant for
one behavior may not be particularly relevant for another. For instence,
the mos: relevant outcomes for a behavior like '‘working hard on the job'
might include a promotion, a word of praise from the supervisor, a feeling
of task accomplishment, and respect from fellow workers. On the other
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hand, the most relevant outcomes for a behavior like reenlisting might
include a reenlistment bonus and opportunities for travel.

From expectancy theories of motivation, we draw the implication that once
the behavior and set of salient outcomes have been defined, the next steps
measure the valences of the outcomes and the expectancies of attaining
them after performing the focal behavior.

To measure valence of an outcome, the investigator can ask an individual
either how desirable it is or how inctrumental it is for obtaining other
outcomes he values highly. For example, suppose the behavior under con-
sideration is working hard on the job and one of the salient outcomes is
promotion to a higher rank. To measure the valence of this outcome
directly, the investigator might simply ask, '"How desirable to you is a
promotion?' or "Hov much would you like a promotion?

The valence of promotion Is approached indirectly when the investigator
measures (a) its instrumentality by asking how it Is related to other
nutcomes such as status, responsibility for others, and a feeling of
power; and (b) the valences of the second-level outcomes by asking how
desired they are. Then the valence of promotion is computed as the sum
of the products of instrumentalities and valences over all the outcomes
determined relevant for the first-level outcome, promotion.

To measure expectancies, the investigator must ask in some manner what is
a person's subjective probability of attaining each of a set of (first-
level) outcomes if he performs the behavior under consideration. For
example, the investligator asks something like, '"What is the probability
that if you work hard you will get a promotion?'' He repeats this
question for each of the outcomes which, like promotion, are relevant for
the behavior, working hard.

For some kinds of behaviors, like working hard on the job, instead of
asking directly about the relationship betwsen exerting effort (working
hard) and first-level outcomes like a promotion, the investigator might
measure separately the two components of this expectancy relationship;
namely, the relationship betwean exerting effort and performing well, or
Fxnactancy | (e.g., "If you work hard, will your Job performance be

~4 standing?”), and the relationship between performing well and receiving
a promotion, or Expectancy || (e.g., "If your job performance is
outstanding, will you recelve a promotion?'). If the two kinds of
expectancies are measured separately, the investigator must subsequently
combine them, perhaps muitiplicatively, as indicated by the Porter and
Lawler (1968) model, to derive a measure of outcome expectancy.

Once the valences and expectancies relevant for a particular behavior
have bemn measured, the final index or measure of motivation is computed
as the sum of the products of valence times expectancy over all the
(first-level) outcomes. For an individua!, the gr2ater this index, the
more motivated he is to perform the behavior under consideration,
according to the general principles of expectancy theories.
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Implications from Equity Theories

Equity theorjes suggest a somewhat different approach to measuring
motivation. The Investigator measures what a person perceives as his
inputs, his outcomes, his referent other's inputs, and his referent other's
outcomes. Then, the final index reflects the difference between a person's
ratio of Inputs to outcomes and his referent other's ratio of inputs to
outcomes. The greater this difference, the greater the person's motivation
to reduce the resultant feelings of inequity.

The research on pay as an outcome suggests that a measure of perceived
inequity based on pay as the only outcome under consideration might

perhaps be usefully applied in the Army as a measure of motivation to
perform well on the job. As discussed in the theoretical chapters of this
report, in the hourly payment situation (like in the Army) the more
inequitably underpaid a person feels, the more likely he is to reduce his
level of effort and performance to reduce his perceived inputs and minimize
feelings of inequity. Thus, a measure of the difference between the ratio
of his referent other's job inputs/perceived pay and the ratio of his

referent other's job inputs/perceived pay reflects to some degree his
motivation to perform well on the job.

Motivatior Instruments in Use

The motivation instruments that are actually in use have only rarely been
developed from the kinds of theoretical considerations discussed above.
Their developmen: is more typically aimed at solving practical needs than
measuring a construct of motivation which would fit snugly in a thought-
fully elaborated nomological net. For this reason, there is a wide
variety of instruments designed and used as measures of work-related

mot {vation. The literature is replete with measures of both motivational
content and motivational process.

Content instruments include measures of:

l. Degree to which things and outcomes in the environment are
valued and desired by the individual.

2, Degree to which individuals have needs or motives to attain some
kinds of environmental things and cu*comes but not others.

3. Degree to which individuals hive interests in some kinds of
activities or preferences for performing some kinds of behavicrs over others,

Most process instruments derive from expectancy theory formulations,
usually of the type propounded by Vroom (1964) in his valence-
instrumentality-expectancy model. Such instruments measure an individual's
valence for specified outcomes and his expectancy of attaining them. They
generally yield an index which is often computed as the sum cver all
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outcomes of valence times expectancy and which represents the strength of
the individual's motivation to perform acts he thinks lead to the desirable
outcomes.

Besides these content and process instruments, there are several others
that are not products of an explicit content or process theoretical
orientation but which have been carefully constructed so that they might be
useful measures of job-related motivation. They include measures of
motivation broadly conceived as job motivation, job involvement, and
orientation toward the Protestant Ethic. Also, there are some interesting
physiological and behavioral instruments that may have some utility in
measuring motivation in formal organizations.

In the remainder of this chapter, we discuss each of these types of
motivation instruments in turn., We describe overall strategies used in
developing the measures, items and content of some of them, and some
empirical findings ob.ained with the instruments. Also, we attempt to
evaluate the constructs being measured, overall strategy of measurement,
and where appropriate, specific instruments themselves according to their
likely utility in the Army. For these evaluations, we consider the
conceptual and theoretical justification for meas:ring a construct as well
as empirical justifications based on such notions as reliability and
predictive, concurrent, face, content, and construct validities of
instruments purportedly measuring the construct. Hard evaluative data is
relatively scanty, however, and In most instances our evaluations must
carry the caveat that even a little additional data might alter our
judgments.

Measures of Motivation Content

Measures of motivation content can be thought of as mzasures of outcome
valence, whether outcomes are conceptualized as environmental rewards,
states cf need gratification, or consummatory behaviors. Many such
instruments seem to be measures of how much outcomes are desired by people
in general; they focus on the differences among outcomes for people in
general, Other instruments focus more on how people differ in how much
they desire certain outcomes; they measure differences among individuals'
needs and desires for certain outcomes.

Measures of Differences Among Outcomes

One type of instrument commonly used to measure motivational content
assesses the degree outcomes are positively or negatively valent for people
in general. Typically, an individual ranks, rates, or compares a specified
set of outcomes according to their relative valences for him personally or
according to his opinion about their relative valences for people in
general. In any case, the tester usually intends to determine how

outcomes differ among themselves, rather than how individuals differ in
their valences .ith respect to each outcome. That is, these instruments
usually yield an average valence per outcome instead of a statement of
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where one individual stands in comparison to others in an outcome's
valence for him. Although the instruments discussed in this section could
be used to measure individual differences in valence of outcomes--and they
are nccasionally used that way--more often they serve as mza-ures of the
outcomes themselves, of how positively or negatively valent they are for
people in qeneral.

Many instruments of this type were developed to meet a momentary need in a
particular industrial or military organization. As a result, there are
several instances of instruments used only once to answer a specific question.
There is little cumulative evidence, therefore, of their reliabilities and
validities,

Since there are a very large number of instruments measuring differences
among outcomes, we restrict our attention to those developed in a military
context and review instruments used in studies conducted by Githens (1966),
Shenk and Wilbourn (1971), Thomas (1970), Bialek and McNeil (1968), and
Datel and Legters (1971) There are, of course, many similar instruments
developed in civilian organizations. For a representative sample, the
recder is urged to see Gadel (1953), Gruenfeld (1962), Jurgenson (1947),
?osen)and Weaver (1960), Schwartz, Jenusaitis, and Stark (1966), and Wild
1970).

Githens (1966) asked 644 junior officers commissioned through the NROTC
Regular to complete a questionnaire measuring importance of Naval career
aspects or outcomes. The officers rated 25 outcomes on a five-point scale
from "extremely important' to ''not important at all'' such as:

. Good pay

. Travel

. Early retirement

. Feelings cf accomplishment.

The administrative instructions on the auestionnaire make It apparent that
it was valence Githens wanted to measure by means of these importance

ratings: ''For the items in the list below, please circle a letter to
indicate how important that item is to you personally as a vocational
reward.'" Respondents also indicated for each outcome how probable it was

in the Navy (its 'obtainabllity'') and whether the reward outcomes were
greater or more attainable in a Navy career as compared to civilian jobs.
Githens found that the fcllowing outcomes ware considered Important but not
readily obtainable in the Navy:

. Satisfactory home 1ife

. Tull use of abllities

. \lork under consistent and intelligent personnel policies
. Feelings of accomplishment

. Success through ability alone.
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As part of a larger study of relationships between Air Force officers'
attitudes and career decisions, Shenk & Wilbourn (1971) analyzed ratings of
23 career outcomes by importance and possibility of attainment in the Air
Force, such as:

. Adequate job security
. Have a say in what happens to you
. Obtain a good salary.

Ratings were made by 4,006 junior Air Force officers on a five-point scale
from ''not important at all' tc 'extremely important.'' They found little or
no relationship between importance of a reward and its perceived
attainability.

The same importance-possibility scale was administered by Thomas (1970) to
scientists and engineers in the Air Force. Responaents also rated their
intention cof making the Air Force a career on a five~point scale from
""definitely do not intend to make the Air Force a career' to 'definitely
plan to make the Air Force a career.'" Of che 23 career outcomes, importance
ratings on four were correlated at p<.0l with career intent. Possibility
ratings on ten of the same outcomes were also correlated with career intent.
Table 1 shows the correlations between the importance and possibility
ratings for each outcome and career intent. Thomas concludes that
importance (valence) ratings of these general outcomes are less predictive
of career intent than possibility ratings.

In another part of the questionnaire, respondents made similar importance-
possibility ratings on a set of relatively specific outcomes generated to

be particularly relevant for Air Force scient.sts an’ eng. ecrs. Table 2
shows the correlations between ratings on the specific outcomes .nd rated
career intent. Note that the correlations between importance or valence of
these specific outcomes and career intent are considerably higher than
between importance of the general cutcomes and career intent. In particular,
valence of two of the outcomes seemed very highly related to career intent:

. Achieve success as an Air Force officer: r=.56, n=499, p<.0l.

. Work under colleacue supervision (as opposed to authority
supervision): r=.42, n=499, p<.01.

These results suggest that valence of specific outcomes predicts career
intent better than valence of ygeneral outcomes.
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Table 1

Correlations Between Career In.ent and Ratings
of the Importance and Possibility of Attaining
General Job Rewards or Conditions

Correlation with Career Intent N
Job Reward or Condition Importance Possibility

Adequate Job securliy Al -1
Work under consistent and intelligent

personnel policies .02 .10
Have a say in what happens to you .14 .28k
Feel that you are accomplishing something .00 S 23k
Do a great deal of traveling -.04 -.07
Become proficient in specialized

type of work -.U5 21 %%
Be in a competitive situation .00 «25%%
Obtain &« good salary .02 L 22%%
Have a definite work schedule -.01 .02
Settle down in a certain area -, 26%* .06
Be promoted on the basis of ability .06 6%

‘ Spend a lot of time with my family -.0l -.02

Advance at a fairly rapid rate .02 .02
Be able to retire at an early age $ 22%% .00
Have competent supervisors .09 L 2b%k
Make a lot of money -.02 .01
Be given recognition for work well done 10 A1
Cocntinue flying? o ‘e
Do work which my wife and family can

be proud of BELL 2]k
Have prestige or social status KL ‘.
Keep very busy L13% AR
Frequeat change of duties .00 .09
Interesting and challenging work -.02 . 38x%

80m!tted due to cxcessive blanks.
*Significant at .u5 level.
*%Significant at .01 level.

Note: Reprinted from J. M, Thomas, Retention of scientists and

ergineers in the Air Force. Report No. AFHRL-TR-70-20. Personnel '
Research Division, Air Force iuman Resources Laboratory, Air Force

Svetems Command, Lackland Air Force Base, Texas, 1970.
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Correlations Between Career Intent and Ratings
of Importance and Possibility of Attaining
Specific Job Rewards or Conditions

Correlation with Career Intent

Job Reward or Condition Importance Possibility

Achieve success as a Scientist/Engineer - 2% L1185
Have freedom to formulate my own research ideas -, 5%  18%%
Corduct lopgitudinal or long-term research -.07 .07
Do research/engineering work only -.13% .08
Become a manager of other Scientists/Engineers , 19k L 15%
Do colieg2 teaching -.05 .04
Publish research in journals of my profassion -, 18%% . 20%%
Do predominantly pure or bas.c research = ] 7%% .02
Have funds readily avallable for my research -.09 .00
Work with recugnized and highly qualified

associates .00 « 20%%
Have freedom from organizational deadlines o7 -.06
See the results of my work applied in

practical situations g 18
Move up in my fleld without b .coming a

manager L .06
Maintain the strict research and work

standards of my profession -.08 L 20%%
Obtain more formal education -,09 .09
Solve concrete, practical problems faced by

my organization J21E% ITE
Work under colleague supervision (as opposed

to rank authoritv supervision) < G2%x .01
Be in a position to evaluate the work of other

Scientists/Enginsers A2 L22%%
Have access to co.plete reference material

sources -.02 N 7%
Achieve success as an Alr Force Officer .56%% 2%
Manage large-scale projects and contracts L2Tx% -.05
Do predominantly fleld or applled research 2% .00
Make a contribution to the advancement of

knowledge In my profession -.05 Q21 %k
Have acequate faclilitlies available -.02 .06
Receive technical guidance from associates

and supervisor -.12% J3hE
Make a significant contribution to the mission

of the Air Force as a Sclentist/Engineer L 25%%A 6%k

*Significant at .05 level.
**Significant at .01 level.

Note: Reprinted from J. M. Thomas, Retention of scientists and engineers
in the Alr Force. Report No. AFHRL-TR-70-20. Personnel Researih
bivision, Air Force Human Rescurces Laboratory, Air Force Systems Command,
Lackland Air Force Base, Texas, 1970.
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To assess natural reinforcers in Army Basic Combat Training which might be
used as incentives to motivate soldiers toward i{mp,oved performance and
proficiency, Bialek & McNeil (1968) had 62 trainees at Fort Ord sort 43
outcomes that might occur during BCT into seven categories from "'most
attractive'' to ''least attractive.'" Trainees were instructed to sort
outcomes according to what they thought most trainees woculd find most ard
least attractive. Two weeks later, another ~roup of trainees re-sorted vhe
same list of outcomes for the purpose of estimating item reliability.

The investigators found that 19 of the 43 cutcomes met their a priori

standards of reliability and low variability., Their criteria for selecting
these 19 Items were that:

1. ltem median could not differ between zdmin{strations by more than
.5 of a scale point.

2. Variatility of items (interquartile range or Q scores) between
administrations could not differ by more than 1.0 point.

3. Given conditions | and 2, items could not have an absolute (two
administrations combined) Q score greater than 2.6 (Blalex & McMeil,
1968, p. 4).

By these criteria, the three most attractive outcomes were:

. Speclal promotion in rank (E-2)
. Choice of future assignment
. Three extra leave days.

The three least attractive outcomes were:

. PT demonstrator for one week
. One month's supply of shoe polish
. One month's supply of Brasso.

It does seem possible, therefore, to generate a list of fairiy specific
outcomes which vary rellably among themselves in valenc: and for which
people agree on how positively or negatively valent they are. The Bialek
and McNell study also shows, however, that outcomes differ according *o
how reliably they are evaluated and how much people agree on the extent to
which they are positively or negatively valent. Therefore, it would be
prude.t for other investigators who hope to measure valence of ouftcomes to
demonstrate the reliability ar” inter-rater a reement for their measures.

Datel & Legters (1971) extended the Bialek and McNeil study by having 500
judges trained in Army 8asic Combat Training, Advanced Infanrtry Training,
and Combat Support Tralning rate how much they thought trainees liked each
of about 200 outcomes that might occur during trairing. The seven-point
rating scale was anchored at each point by a lengthy statement of degree of
affect whichh ranged from a maxinum of: “Trainees like th!s very much;
trainees would like to gee this take place more frequently; trainees would
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work harder If this happened oftener," to a minimum of: ''Trainees dislike
this very much; trainees would not like to see this take place at all;
trainees would try hard to avoid this.!" Some examples are:

. Having eight hours of sleep a night
. Listening to a radio

. Being told that he's done a good iob
. Having gocd chow.

Datel and Legters found that trainees were very consistent in their
respanses. Outcomes with similar content received similar ratings,
outcomes oppositely worded were rated at opposite ends of the scale, and
the trainees in the three different groups agreed highly on ratings for
the outcomes.

We turn now to instruments measuring importance of outcomes for something.
In such JInstruments, the respondent is asked to rate, rank, or compare
outcomes according to their importance for his satisfaction, dissatisfaction,
effort, or enlistment decision (into the military). These instructions
sometimes make it unclear whether the instrument Is tapping valence,
salience, or instrumentality of the outcomes. We Include such instruments
in thl, discussion of valence measures anyway, because some of them do seem
to be tapping valence. Keep in mind that some probably are measuring
valence of outcomes, but some may not be, and then it is difficult to
speclfy exactly what constructs they are measuring that are relevant for
motivation, job satisfaction, or morale.

Friedlander (1963, 1964, 1965a, 1965b, 1966) conducted a series of studies
of job satisfaction in which he used an instrument which typicaliy has the
respondent rate the degree of satisfaction for each of a set of job
characteristics or outcomes and then the degree to which each cutccme was
Important in contributing to feelings of satisfaction or dissatisfaction.
For example, with a sample of 1,468 white and blue collar civil service
employees, Friedlander (1965a) had respondents rate the following 14 job
characterlistics on "'how Important each of these things Is to your feeling
of satisfaction or dissatisfaction'':

. Performing challenging assigaments on my job

. Recelving recognition for a job well done

. Work requiring the use of my best abilities

. A feeling of achlevement in the work | am doing

. The working relationship | have with my supervisor

. Upportunity for promoticn on my job

. Management policies which affect the feelinys of the employees
. Werking with a supervisor who really knows his job

. A feeling of security in my job

. Opportunity for freedom on my job

. The working relationship | have with my co-workers

. Amount of responsiblility | have on my job

. A smooth and effizient work group

. Training and experience on the job that will help my growth.
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The ratings were made on a rfive-point scale from '"of extreme importance to
me' to "of no importance to me.'" White-collar employees rated outcomes
reflecting self-actualization and social environment as most important,
whereas blue-collar workers rated interpersonal comfort and security more
important.

Wernimont, Toren, & Kopell (1970) developed an instrument that requires
re.pondents to rate a list of 17 outcomes twice; once according to their
importance in '"making you want to put extra effort into doing your job"
and again according to their importance in contributing to greater personal
satisfaction on the job. Outcomes rated by 944 technical employees of a
business organization as most important for extra effort were:

. Doing the kind of work that one likes to do

. Being responsible (and accountable) for all or nearly all aspects
of one's job assignments

. Having the opportunity to take part in making decisions which
affect one's work.

The most Important outcomes rated as contributing to satisfaction were:

. Having accomplished a lot according to one's own standards
. Doing the kind of work that one |likes to do.

Several Investigators in the military have conducted surveys about
attitudes and motivations related to decisions to enlist, reenlist, or make
A career out of the military. We review some of these studies to
tllustrate the kinds of instruments typically used by these rese -shers to
measure importance of various classes of job and career outcomes in
impacting these decisions.

As part of a survey questionnaire administered to 1,415 Naval Fire Cunt |
Techniclans, Sharp & Katz (1969) included a 1ist of 27 career outcomes . ":h
instructions that respondents rate each of them nn a three-point scale (of
considerable Importance, of some importance, of no importance) according to
''the extent of its Importance (o you in reaching a decision on whether or
not to make a career of the Navy.'' The three outcomes rited overal} as
most important were:

. Freedom of personal life
. Chance to do the kind of work you like
. Your job and duty assighments.

The three outcomes rated least important were:

. Travel, adventure, new experien es
. Amount of social activities
. Retirement and survivors' benefits.

i
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Mullins, Massey, & Riederich (1968) administered a questionnaire to 449
basic alrmen (Air For:e), part of which was a list of 15 statements.
Respondents were tc ''select the two which were most important in your
decision to join the Air Force instead of some other branch of the service."
The most frequently endorsed statements were:

. | felt | could learn more in the Air Force (30.3% endorsed)
. The Alr Force offers a wider choice of assignments (11.0%).
. 1¥ 1 have to fight, |'d ratner not do it as a foot soldier (8.9%).

Deimel & Blakelock (1969) analyzed questionnaire data collected from 2,926
men applying for enlistment at Navy Recruiting Stations to learn about the
relative Impact of personal contacts, personal reasons, and Navy events on
decisions to enlist in the Navy. The category of reasons in the
questionnalre called ‘'personal reasons' Included things like:

. Desire for a Navy career
. Neaded a job
. To become more mature and self-reliant.

The applicants indicated the influence of each item on a six~point scale
from ''‘negative influence" to ''strong positive influence,' which included
rating categories for ''did not think about'' and ''don't know.'" The most
frequantly endorsed reasons were:

. Opportunity to get technical training (85% encorsed)
. Desire to travei (81%)
. Desire to serve country (70%).

There are clearly many strategies of measuring valence or importance of
outcomes, and many Instruments deriving from each strategy. Most of these
recuire respondents to make direct self-report estimates of the relative
valence or importance of job factors or outcomes. Opsah! & Dunnette (1966)
discuss three possibl~ reaspns why such self-reports of importance might
not yield trustworthy data: (1) people may be reluctant to report that
pay, for instance, |3 very important to them, because they might feel that
it is more soclally desirable to claim money is relatively unimportant in
comparison to more '‘acceptable'' factors like job autonomy or intrinsic job
satisfaction; (2) the reinforcement contingencies for actually obtaining
money are differcnt from those for simpiy saving one is motivated to attain
meney; and (3) some people are poor julges of what It is about their jobs
that attracts and hoids them.

Nealey (1972) reviews other shortcomings of direct measures of the
importance of job factors and summarizes his arguments by listing these
methodological requirements for good measures of Importance:

. Work factors, characteristics, or outcomes to be evaluated should
be specific and quantified,

. Respondents should be judging importance of outcomes in the specific
cgggcxt of their work organization iastead of from the point of view of a
"¢'rreral life set.'
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. Focus or referent for the importance judgments should be defined.
Judgments should be made on importance for something.

. Self-report techniques are less methodolo§ically adequate than
techniques relying on simplg verbal response.or behavior cbservation. For
example, judgments of ''preference'' between two outcomes are simpler and
more sound methodologically than judgments of ''degree of importance' for
each ouf.come.

. Judgments should be free from biases of social desirability or
motivation to fake or distort responses.

. Method should allow the assessment of a reliabllity estimate.

. Method should be appropriate for both tangible and intangible
outcome:.

With such methciological considerations In mind Nealey (1970) developed
what he call: a ''two-phase' method of measuring the importance of job
factors aboard a Navy destroyer. Three groups of Navy enlisted men,

thirty men per gioup, made paired comparison judgments first among types of
work, then among supervisore, and finally among sets of co-workers. Thus,
each group of men made preferences among palrs of outcomes In three lists
of paired comparisons. The first group made these judgments from the
standpoint of the perceived influence on reenllistment. They were to
""choose among job assignments (or supervisors or groups of co-workers) on
the basis of the effect they might have on your decision to re-enlist

(p. 61)." The second group made judgments from the standpoint of perceived
influence on productivity, and the third, perceived influence on job
satisfaction. To illustrate the type of items in these pai ed comparisons,
we list below some pairs of jobs. Respondents in the first group were
instructed: 'For each pair, check the job fo: which you would be more
likely to reenlist If you knew that you would have that job (p. 62).0

Boatswain's Mate Boi!er&an
Machinist's Mate Boatswaln's Mate
Machinist's Mate Boilerman

In this way seven jobs were palred with each other Ir ali combinations.

Then for phase |l of his meamurement strategy, Nealey had three other
groups of enlisted men on the same destroyer make preference judgments
among pairs of combinations of:

. Pay and supervisors

. Pay and types of work

. Pay and co-workers

. Supervisors and co-workers

. Types of work and co-workers

. Supervisors and types of work.
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That is, Mealey determined from analysis of phase | data which types of
work, which supervisors, and which sets of co-workers were ranked first,
fourth, and seventh and then developed che six scales listed above by
combining the top ranked type of work, for instance, with middle and

bottom ranked supervisors; the middle ranked type or work with top and
bottom ranked supervisors; and the bottom ranked type of work with top and
middle ranked.supervisors. For the '"pay' items, he used three levels
arbitrarily chosen to be equivalent to a 20 percent raise, 10 percent
raise, and present pay level, assuming the 20 percent ralse would have been
ranked higher than the 10 percent raise which in turn would have been
ranked higher than present pay level. At this point, therefore, Nealey had
six lists of combinations of pay, types of work, supervisors and co-workers,
with six combined stimull per list. From these lists, he constructed six
scales for paired comparison evaluations by pairing each combined stimulus
in a list with all other combined stimuli in the same 1ist. An example of
some of the 15 comparisons made using combinations of job assignments and
supervisors appears below with introductory instructionrs:

On the page below, combinations of job assignments and supervisors
are listed side by side in pairs. For each pair, check the
combination for which you would be more likely to reenlist if you
knew that you would have that combination (p. b64).

Bollerman Electronics Technician
Jones Jones

Gunner's Mate Gunner's Mate

Brown Smith

Electronics Technician Bol lerman

Brown Jones

In sum, Nealey's two-phase strategy is a method of measuring preferences
for different types of work, supervisors, and seis of co-workers considered
singly and then for combinations of pay levels, types of work, supervisors,
and sets of co-workers considered in pairs. These preferences are made by
different respondents from the standpoints of influence on reenlistment,
productivity, and job satisfaction.

Next, Nealey computed multiple regressions to predict preferences among the
combined job factors in phase || from the preference rankings of their
Individual constituents obtained In phase |. The beta weights in these
regression equations consti:ute Nealey's indices of "importance.! Thus, if
"'supervisors'’ had a high beta weight in multiple regression equations for
predicting preferences among conbinations of superviscrs plus type of work,
supervisors plus pay, and supervisors plLs sets of co-workers when all

these preferences are made from the standpoint of influence on reenlistment,
then supervisors would be considered an ''important' job factor for
reenlistment,
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Nealey (1970) found that type of work and pay were highly important in
determining reenlistment, production, and job satisfaction, while co-
workers and supervisors were less important. To estimate reliability,
Nealey counted the number of ''circular triads' (cases where A>B, B>C, but
C>A) in his ordinal scales and concluded there were few enough to warrant
the declaration that his scales of importance were highly transitive and
possessed at least ordiral scale properties.

In another study, Nealey (1972) measured the relative importarce of these
same job factors on four destroyers hy two methods: a twc-phase indirect
method similar to the one described above and a direct method ir which the
job aspects were simply rated on 1l-point scales of Importance. He

compared results obtained by these two measurement strategies anda found

that with the direct rating method, pay was the most important factor on all
four ships, but with the indirect two-phase method, the relative inportance
of the factors varied from ship to ship. Nealey concludes from this that
the direct method is less sensitive to specific situational influences.

Measures of Differences Among Individuals
in Their Desires, Needs, and Interests

The valence measures we discussed in the previous section are not frequently
used as measures of individual differences--they are more often used to
measure the differences in valence among outcomes, rather than the
differences among individuals in valence for a particular outcome. Although
they could be used to differentiate pe..le, they more typically are scored
such that individuals' responses for each outcome are averaged and

average scores thus obtained are compared to each other. This type of
information lets us say things like '"outcome A is more valued in general
than outcome B,'' rather than '"Jones values outcome A more than Smith does."

Instruments considered in this section are measures of individual
differences. They measure characteristics of people, rather than charac-
teristics of outcomes. They measure what an individual desires, what he
likes to do, and how much he desires and likes these things in comparison
to other people. They measure, in effect, the desires, needs, and
interests of individuals.

There are a number of ways that we can infer individuals' desires, needs,
and interests. We can use valence instruments of the type described in the
previous section to measure what outcomes are relatively more and less
valued by one person in comparison to other people and infer that the kinds
of outcomes highly valued constitute his desires or needs. We can group
these outcomes Into categories like intrinsic and extrinsic and infer from
the kinds of outcomes a person values the level of his intrinsic and
extrinsic needs relative to other pecple. Another approaczh is to have a
person describe himself according to adjectives or statements such as are
found in typical objective 'personality' questionnalres and infer from his
self-reported description the type and level of his needs. For instance,
if someone endorses adjectives like aggressive, dominant, und ambitious

but not timid, passive, or apathetic, we might infer that he has a higher
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need for power than another individual who endorsed the latter three
adjectives but not the former three. A projective personality measure
could alsc be used to infer need. Perhaps when the kinds of stories a
person tells in response to an ambiguous picture all deal with striving to
excel and meeting high standards and goals, we might infer he has a high
need for achievement. Also, statements about an individual's preferred
activities may be used to infer his interests. For example, if an
individual reports that he enjoys finding out how things work, dealing with
numbers, and reading the biographies of eminent scientists, we might infer
that he has an interest in science.

How Important Questionnaire. As part of his doctoral dissertation, Carlson
(1970) sought ''to examine the empirical meaning of individual differences
reflected in the exploratory measure of preferences for various job
characteristics and job circumstances (p. 29)." To this end, he developed
the ""How Important'' questionnaire, an instrument containing statements which
described 196 job characteristics and circumstances. The statements were
chosen to represent a wide variety of 'activities, types of people, inter-
action possibilities, work group characteristics, pnysical and quaiitative
aspects of the job environment, modes of behaving on the job, etc. (p. 38)."
Some are:

. Having pleasant work surroundings

. Having a secure job and income

. Werking for a company where people are treated as individuals

. Having a job title that one can be proud of

. Working with people who readily share helpful tips about their jobs.

While asking themselves the question ""How important is this job charac-
teristic to me?", respondents were to rate each statement on a seven-point
scale from 'critically important' to '"of little or no importance.' The
anchors were carefully defined; for instance, '"critically important' was
defined as "I feel this job characteristic would contribute something that
is essential and that | cannot do without in the best possible job for me,"
whiTe "of little or no Importance" was defined as "I feel this job charac-
teristic would contribute littie or nothing at all to the best possible job
for me." Two hundred and thirteen hourly-paid precision assembly men
working in the manufacturing department of a moderately large electronics
firm completed the questionnaire.

Factor analysis of their responses to the '"How Important'' questionnaire
yielded three general, two sub-general, and 14 group factors. The three
general factors are listed below with their two highest loading items:

Factor 1. Support: dependence on physical and social environment.

. Working with people who are friendly and helpful

. Doing a type of work which makes it possible for one to work
toyether cooperatively with other peopie.

Factor 2. Advantage in environmental returns.
. Having a job where one can make more money than in one's previous job
. Having pay as the major snurce c¢f satisfaction with one's job.
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Factor 3. Competence: mastery of job and environment,

. Being on a job that provides responsibility and pride in one's
workmanship

. Being in a position to help meet departmental objectives.

Considering these factors as ''scales,' Carlson computed estimates of
internal consistency reliability, which were in the 90's for the three
general factors. They appear, therefore, to be three reliable scales of
general needs.

Job Attitude Scale. The Job Attitude Scale (Saleh, 1971a) is a question-
naire consisting of 16 job-related statements, six representing the intrinsic
outcomes of achievement, recognition, nature of job, responsibility,
advancement, and possibility of growth, and ten representing the extrinsic
factors of salary, interpersonal relations (supervision), interpersonal
relations (subordinates), interpersonal relations {(peers), technical-
supervision, company policy and administration, working conditions, factors
in personal life, status, and security. Each statement is paired with all
the others for a total of 120 items. For each pair of statements,
respondents are Instructed to "indicate in each of the following items
whicli of the two factors will be more satisfying to you as you perform your
job.'" Examples of the pairs of statements follow:

(a) Seeing results of work
(b) Performing creative work

(a) Having a secure job
(b) Receiving a salary increase

(a) Receiving more responsibility
(b) Receiving advancement.

The questionnaire is scored by assigning one point whenever an item
representing ay intrinsic factor is chosen over a comparison extrinsic
item., Besides this ''general intrinsic score," the instrument yields a
separate score for each of the 16 job factors. A short form of the JAS is
available in which each of the six intrinsic items are paired witi each of
the ten extrinsic item; for a total of sixty paired comparisons. This
short form yields only a ''general intrinsic score.'" Mean intrinsic scores
on the short form were compared to mean intrinsic scores on the lona form
obtained from two groups of employees (n=32; n=22) of an a, pliance and
sheet-metal manufacturer (both groups took both forms in a counterbalanced
order 2 weeks apart). The means were not significantly different, indicating '
that the short-form might be an adequate substitute if only the general
intrinsic score”is required.

In a sample of 85 male managers aged 60 to 65, employed by 12 Cleveland
companies, Saleh (1964) found the splii-half reliability of the intrinsic
scale to be .94, Then, with a sample of 25 emplovees of a company
manufacturing appliances and sheet-metal products, Saleh (1971b) found the
test-retest reliability'(Z weeks between testings) to be .88.
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Saleh (1971a) administered the JAS and the California Psychological
Inventory (CP1) to 68 male public school teachers. Table 3 shows the
correlations obtained between the CP| scales and the general intrinsic
score from the JAS. "

An examination of the significant correlations of the JAS with the CP!
scales, dominance, :ociability, social presence, sense of well-being,
tolerance, achievement via conformance, and intellectual efficiency
suggests that the person with a high general intrinsic score might be
described thus: more poised, ascendent, and self-assured in social
situations than low intrinsic scorers; more permissive, accepting, and
non-judgmental of social beliefs and attitude; more clear thinking,
resourceful, well-informed, and oriented toward achievement in situations
requiring conformity to structure than low intrinsic scorers. Saleh also
reports that college students score higher than high school students and
that upper and middle managers score higher than supervisors or correction
officers. In sum, Saleh's JAS appears to be both a rellable (internal
consistency and test-retest) and to some extent valid (by the tenets of
construct validity) measure of intrinsic need.

Work Components Study. Based largely on the theoretical formulations of
Herzberg, Mausner, & Snyderman (l959¥, Borgatta (1967) anu Borgatta, Ford,
& Bohrnstedt (1968) developed the Work Component Study (WCS), a self-
report questionnaire which, in its revised form has 64 items distributed
among the seven scales listed below (Ford, Borgatta, & Bohrnstedt, 1969):

» Potential for personal challenge and development. ltems in this
scale appear to reflect the person's desire to do creative work, exerc.se
responsibllity, and be in situations emphasizing originality and ability.

. Responses to new demands. These items describe the person's
responsiveness to emergencies and changing job situations.

. Competitiveness desirability (and reward of success). ltems here
reflect the person's tendency to seek situations characterized by compe-
tition, emphasis on accomplishment, and the determination o’ salary by
merit,

. Tolerance for work pressure. Items in this scale reflect attitudes
toward heavy work loads which may require performance above and beyond the
call of duty.

. Conservative security. These items were intended to measure the
person's tendency to seek securfty and play it safe.
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Table 3

Between the General

Intrinsic Score of the JAS

and

Dominance

Capacity for Status
Sociability

Social Presence
Self-acceptance

Sanse of well-being
Responsibility
Socialization
Self-control

Tolerance

Good Impression
Communality

Arhievement via Conforma
Achievement via Independ
Intellectual Efficiency
Psychological -mindedness
Flexibility

Femininity

*p<.05; **p<.0l

CPl Scales

Males
N=68

¢ 25%
.22
.30%
L 32%%
-.02
3%
.15
-.05
~.12
.39%%
.22

nce L 2h%*
ence .22
hpxx
.20
.21
-.01

Note: Adapted from S. D. Saleh, Development of the Job
Attitude Scale (JAS). Mimeo, Department of Management

Sciences, University of

Waterloo, Waterloo, Onterio, 1971a.
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. Willingness to seek reward in spite of uncertainty versus avoidance
of uncertainty. These items ask such questions as '"'ls the person wiliing
to dc interesting work even though he might get fired easily?"

. Surround concern. This scale seems to measure degree of concern for
such "hygiene" factors as lighting, ventilation, co-workers, supervisors,
and the communitv at large.

The items in all these scales describe job situations which vary according
to their relat.ve attractiveness for different individuals. The
administrative instructions for completing the WCS ask respondents to
indicate how desirable they would consider a job ir which the sltuational
job factors described in the 64 items were prominent. In essence, by
asking respondents to indicate the relative desirability of various
specific job situations or outcomes, the WCS yields a measure of the
individual's desire or need for the seven classes of situations described
by the scales.

Ford, Borgatta, & Bohrnstedt (!969) administered the WCS to 869 male and
344 female college-level personnel hired during 1964 by Bell Telephone.
Internal consistency reliabiiities (Cronbach's alphas) for the scales and
interscale correlations are displayed in Table 4, Note that scale
reliabilities are moderately high, ranging from .66 to .83. Since several
of the interscale correlations are in the .40's and .50's, there may be
some doubt they are each measuring different or independent constructs.

In comparing employees with those terminated by the compary and with those
who quit the company, Ford et al. found few differences in WCS scores.
There is some indication of predictive validity for the WCS, however, in
that the individuals scoring highk cii the competitive desirability scale
were rated by the company as most quickly moving toward the third level of
management. The correlation between WCS Competitive Desirability and
estimates of number of years to reach the third level of management was
-.24 (N-390, p<.05).

Minnesota Importance Questionnaire. The original version of the Minnesota
Importance Questionnaire (MIQ) TWeiss, Dawis, England, & Lofquist, 196ua)
was a one hundred item instrument which measured twenty vocational needs

on a rating format with alternatives ranging from ‘'very important' to 'very
unimportant.' Vocational needs were defined as ''the Individual's preference
for different types of reinforcers in the environment, i.e., preferences

for those stimulus conditions in the environment which he perceives as
important to the maintenance of his behavior in the work environment (Weiss,
Dawis, Lofquist, & England, 1966, p. 11)." Although this instrument had
high internal consistency reliabilities (Weiss et al., 196%) and perhaps
some degree of construct validity (Weiss, Dawis, England, & Lofquist, 1964b),
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Table 4

Reliabilities and intercorrelations of WCS Scores

1 2 3 4 5 6 7

1. Potential ior personal challenge

and development .67 .39 Y J2h =00 13 .20

o7
2. Responsiveness to new demands 13 .66 52 62 -7 .32 07
&

3. Ccmpetitiveness desirability (and

reward of success) .50 .49 .70 .54 -2 43 -0

71
4k, Tolerance for work pressure .35 .55 52 J9  -.15 .35 -.06
LY
5. Conservative security -2 =23 -1 -.13 J4 0 -.30 .27
18

6. Willingness to seek reward in

spite of uncertainty vs.

avoldance of uncertainty .13 .23 .28 30 -.18 81 -.19

80
7. Surround concern A7 .05 .04 .01 20 -0F .83
- R

Note. Data above the main diagonal are for 869 male college hires; below the main
dlagonal for 344 female college hires. Cronbach's alphas are in the main diagonal,

Source: R. N. Ford et al. Usc »f the Work Components Study with college leve!
employees. Journal of Applied Psychoiogy, 1969, 53, 367-376. Copyright (1969)
by the American Psychologlcal Association. Reprinted by permission.
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it had major psychometric deficiencies-~scale intercorrelations were moder-
ately high and there was relatively little variance on the scale scores.

To overcome these deficiencies, the Likert rating format was revised into a
pair-comparison format. Each of the one hundred Likert items was first
correlated with its total scale score, and the one Item most highly
correlated with its total scale score was retained for inciusion in the
pair-comparison version. In this way, the following twenty irems were
chosen to represent the twenty scaies:

1. Ability utilization: | cou'd do something that makes use of my
abilities.

2, Achievement: 7The job could give me a feeling ofﬂaccomplishment.

3. Activity: | could be busy all the time.

4, Advancement: The job would provide an opportunity for advancement.
5. Agghority: | could tell people what to do.

6. Company policies and practices: The company would administer it.
policies fairly.

7. Compensation: My pay would compare well with that of other
workers.

8. Co-workers: My co-workers would be easy to make friends with.
9. Creativity: | could try out some of my owr ideas.
10. Independence: '| could work alone on the job.

I1. Moral values: | could do tine work without feeling that it is
morally wrong,

12. Recognition: | could get recognition from the work | do.
13. Responsibility: | could make decisions on my own.

it, Security: The job would provide for steady employment.
15. Social service: | could do things for other people.

16. Social status: | could be "somebody' in the community.

17. Supervision-humar relations: My boss would bick up his men with
top management).
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18. Supervision-technical: My bos: would train his men well.
19. Variety: | could do something different every uvay.
20. Working conditinns: The job would have good working conditions.

Each item is paired with all other items twice. For instance, item A is
paired with itcm B once as the first item in the pair and then again as the
second item. There are, accordingly, 380 pair-comparison items. The
respondent is inscructed to ''decide which statement of the pair is more
important to you in your ideal job." A scale score is then computed as the
number of times that the item representing the scale is preferred over all
othor items,

Weiss et al. (1966) report reliability and validity data obtained frem
questionnaires completed by 1,430 individuals in a variety of occupations:

. 240 janitors and maintenance men
. 324 assemblers an¢ machinists

. 226 office clerks

. 202 salesmen

. 384 engineers

. 54 in miscellaneous occupations.

koyt internal consistency reliability coefficients (Hoyt, 1941) for the
twenty scales range from .94 to .73. The median reliability coefficient

was .82 with 18 of the twenty coefficients .76 or larger. These
coefficients are large encugh to indicate that In general the pair-
comparison scales of the MIQ have at least adequate reliability as estimated
Lv an index of irternal consistency.

Inter-scale correlations range from .64 to -.36 with a median of -.02.
Since the median inter-scale correlation with the Likert rating format was
.50, the pair-comparison method does seem to have been successful in
improving the MIQ by reducing the degree of inter-scale correlatior. An
vrthoaonat toctor analysis of the pair-comparison scales using the Kaiser
criterion for numher of factors to extract (all factors whose eigenvalues
are greater than 1.0) yielded three factors which accnunted for 29 percent
of the total variance. But since approximately 82 percent of the variance
is reliable, as indicated by the mediaa reliability coefficient, over 50
percent of MIQ scale variance is reliable and specific. In other words,
the scales are reiiable and fairly independent.

Comparing relative scores across the occupational greups in their
development sample, Weiss et al. (1966) found that:

. Janitors-maintenance men obtained the highest m=ans on Activity,
Co-workers and |, dependence.

. Assemblers-machkinists had the highest means on Compensation,
Security, Varietv, and Working Conditions.
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. Office clerks scored highest on Advancement, Supervision-Technical,
and Company Policies and Practices.

. Salesmen had the highest means on Social Servir =und 3ocial Status.

. Engiu~ers obtained the highest means on Abili y Ytilization,
Achievement, Authority, Creativity, Moral Value-, Re. rnition, Responsibility,
and Supervision-Human Relations.

The investigators conclude from these tindings t:... =xtrinsic outcomes seem
more important for the two blue-collar groups (jan't>rs-maintenance men and
assemblers-machinists) and that intrinsic outcomes .re relatively mure
important for the higher level jols. Since such cccupationai differences
agree with common expectations about the kinds of =wards sought by those
in different cccupations, these results iend some construct validity to

the pair-comparison MIQ.

Instrurents developed by Carlsoa (1970), Saleh *i%/1a), Borgatta (1967),

and Weiss et al. {1966), can be thought of as m:.sures that infer individual
d.fferences in needs or des'res from self-reports about the relative valences
or importances of outcones. A second major me:acd of inferring needs is

by the use of what are traditionaliy called "peisonality teste." These
instruments typically attempt to tap underlying need <tructure through more
indirect means. They ask the respondent to describe himself by selectively
endorsing appropriate self-descriptive adizctives or statements. Some are
projective measures and infer needs from responses to standardized,
ambiguous stimuli. And others infer needs »r interests from self-reports
regarding the kinds of activities an indiv.dual enjoys. Wz cannot in this
report review ali perscnality instruments that have at scme Lime or other
been used in formal work organizations bu discuss a few of them to provide
a flavor for what is available.

Self-Description Insentory. Ghiselli (13971) developed the $SDi as a measure
of abilities, personality traits, and motivational traits (nceds) that may
be related to effective managerial performance. The SDI consists of 64
pairs of self-descriptive adjectives with the adjectives in each pair
matched for social Jesirability. For 32 pairs, both adjectives are socialiy
desirable and the respundent checks tke one in each pair which is most
descriptive of him; for the other 32 pairs, both are undesirable and he is
Instructed to check the ore least descriptive of him. Examples of these
items follow:

In each of the pairs of words below, check the one you think most
describes you.

_capable _friendly realistic
d screte cheerful tactful

In each of the pairs of words below, check the one you think least
describes you,

shy shallow sly
lazy X stingy excitable
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Items were assigned tc the five motivaticn scaies in the SDI (need for
occupational status or achievement, self-actualization, power, high
financial reward, and job security) according to whether they distinguished
between one sample of undergraduates who reported they had a high need for
the kind of outcome indicated by the scale and another sample reporting a
low need.,

Ghiselli (1971) reports some validity for the scale, ''need for occupational
stacus,'" by demonstrating that mean scores on this scale vary with
occupational level. Table 5 shows that highest scores are obtained by
professional and upper management personnel (X=hk4.8), lowest by unskilled
workers (X=24.3), and mederate by foremen (X=33.1).

The scale measuring need for self-actualization correrated .41 with ratings
of self-actualization made on the basis of interview information collected
from 170 people in managemerit and high sales positions, Similar interview
ratings of strength of desire to ackieve high financial status correlated
.42 with the financial need scale. Thus, some construct validity can be
attributed to these scales.

Performance ratings ware made Ly the supervisors or superiors of 306 middle
managers, 111 line supervisors, and 238 line workers. Correlations between
these ratings and scores on the SDI motivation scales are presented in

Table 6. Note that in general need scores correlated more highly with
performance of middle managers than with the performance ratings of line
supervisors or line workers. The scales, therefore, seem to be concurrently
valid for middle managers but not for 1ine supervisors cr line workers.

Thematic Apperceotion Test. The TAT (Murray, 1943) is one of the better
known projective personality instruments that attempt to measure individual
differences in needs. It consists of twenty ambiguous pictures and requires
the respondent to reiate stories about the events seen in the pictures.

The stories are coded and scored for needs such as need for achievement,
affiliatior, and power. Although inter-coder reliability for the TAT seems
adequate (Atkinson, 1958), other estimates 6 reliability ‘ndicate that the
TAT may have psychometric deficiencies. Fcr example, test-retest relia-
bilities for TAT need achievement scores range from .78 to .26 (Cofer &
Appley, 1964, p. 723). Entwisle (1972) reviews several studies and
concludes that internal consistency reliabilities for such measures rarely
exceed .30 to .4G. The TAT has had only very limited use in formal work
organizations and very little, if any, evidence is available to indicate
that it is a valid measure of work-related needs.
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Table 5

Scores on the Need for Occupational
Status Scale of the SDI According
to Occupational Level

Standard Mean
Number Deviation Score

Professional personnei 57 24.8 Ly, 8
Upper managers 113 13.5 4%.8
Middle managers 177 18.1 50.9
Clerical workers 102 17.8 33.5
Foremen 157 22.5 33.1%
Skilled workers 64 18.5 30.0
Semisk:1led workers 69 18.4 27.1
Unskilled workers 3 18.2 24.3

Note: Adapted from E. E. Ghiselli. Explorations in managerial talent.
Pacific Palisades, Calif.: Goodyear Publishing Company, copyright 1971,
p. 135.
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Table 6

Correlations Between Performance
Ratings and SDI Need Scale Scoras
for Three Occupational Levels

Middle Line Line
Managers Supervisors Workers
N=306 N=111 N=238
Occupational status 34 .09 .02
Self-actualization ,26%% -.03 .05
Power .03 .13 -, 16%
Financial reward -.18% -.05 -.10
Security -.30%% -.05 - 1]

e

:‘:p< R 05; :':7‘:p< .01

Source: Adapted from E. E. Ghiselli. Explorations in managerial talent.
Pacific Palisades, Czlif.: Goodyear Publishing Company, copyright 1971,
p. 162,

Note: Correlation coefficients reported in this table were extrapolated
from a line greph in Ghisel!li (1971) and consequently may be l.accurate
at the second decimal place,
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Strong Vocational interest Blank. The SVIB measures interests common among
people within an occupation but different from those held by people in
other occupations usually entered by college students (Campbell, 1966,
1971). The men's form consists of 399 items of varying formats. The
respondent rates, ranks, or makes paired comparisons between a number of
occupations, school subjects, amusements, activities, and types of people
in terms of his Tiking or degree of interest ir them, He also rates
several se!f-descriptive words and phrases accarding to how characteristic
they are of him. Some examples of items appea below::

For each occupation (school subject, amusement, etc.) listed below,
indicate whether you would 1iks that kind of work or not.

actor ___2olgebra goif
___Mmilitary man chemistry going to church
psychologist philosophy poetry

Althouah male and female forms of the SVIB are p erently separate, with
different sets of items and scales, they are soon tc be combined into cne

form. However, different norms will likely be used for scoring purposes
(Campbe 11, 1974).

Amcag the occupational groups presently keyed on the SVIB are Dentist,
Biologist, Engineer, Army Officer, Air Force dificer, Farmer, Minister,

and Life Insurance Salesman. We describe the Army Officer scale to
illustrate the development oY ccales on the SVIB. A developmental sample
of 463 Army officeirs completed the SVIB, They were &all West Polnt
graduates, had an average of i years’ edperience with the military, and
had all been rated above average on Army Officer U(ficiency ratings. They
were mostly majors, lieutenant colonels, or colonels. Their responses to
the individual items in the SVIB were compared to those of a large sample
of "men In general,' men who were in a wide variaty of occupaticns, An
item was included for the Army Officer scale If the percentaye of ofticers
in the desvelopmental sample who endorsed It was differe’.t from the
percentage of ''men in general' who endorsed [t. Thus, items that were
endorsed more freguently by Army officers included architect, civil
engineer, judge, and auto racer; items that were endorsed less trequently
by officers included art galleries, sociciocy, bird waxching, and physiology.
Both kinds of ltems~-those endorsed moie frequontly .und those endorsed less
frequently by Army officcrs--were included ir the final scale, as long as
the difference !n enduorsement (differance between endorsement by Army
officers and men in general) was large enougk.

A considerable amount of regearch testifies to the reiiebility and validity
of the SVIB. For instance, Tyler (1965} cites studies showing that even
with an Interval of 22 years between testings, the median test-retest
reliability of scale scores for 228 people who were col’ege seniors when
first tested was .76. Thus, interests as measured by cne SVIB are
remarkably stable. And validation studles, focused largely on supporting
the following kinds of propoesitions, have also obtained Impressive success
(Tyler, 1965, p. 193;‘after Strong, 1943, p. 388):
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. Men continuing in occupation A obtain a higher interesi score in A
than in any cther onccupation.

. Men continuing in occupation A obtain a higher interesi score in it
than do men entering other occupations.

. Men continuing in occupation A obtain higher scores in A than do
men who change from A to another occupation.

. Men changing from occupation A to ocrupation B s-ore .igher in B
prior to the change than in any other occupation, including A.

In sum, the SVIB appears to be a reliable (test-retest) measure of the
similarity of a person's interests to those of individuals in various
occupational groups. Since it predicts fairly well whether a person is
likely to stay in a given occupation, it is invested with some degree of
validity as a measure of motivation to persist 1n an occupation.

Abrahams, Neumann, & Githens (1968a, 1968b; Githens, Abrahams, & Neumann,
1968) report the development and validation of an SVIB scale for selecting
NROTC applicants most likely to remain on active duty beyond the rinimum
obligated period, They administered the SVIB to all officers from NROT(
graduating classes of 1956 through 1961 still on active duty. In 1965,
item responses of officers who left immediately upon termination of the
obligated period were compared to responses of those who voluntarily
renained on active duty. These two groups differed by at least 10 percent
in their endorsements of 156 SVIB items, which were consequently selected
to form the ''retention scale.!" The point biserial correlation between
scores on the retention scale and membership in either the '‘retentee!' or
''"nonre'entee'' group was .58 (N=722, p<.01) for the developmental sample.
two cross-validation sampies, the correlation shrunk to .24 (N=599,

p .01) and .30 (N=412, p<.01). The l« g-range stabllity of a slightly
shorter version of this scale was estimated by correlating test and retest
scores for a groun of 152 high school students who took the SVIB again ten
years later and for another group of 171 college-bound high school seniors
who took the test agaln eight years later. Test-retest reliabilities for
the retention ..ale were .57 In the ten-year groun and .65 In the eight-
year group. The scale appears, therefore, to be a reliable and to some
extent valld measure cf interests relatea to the likellhood that a KROTC
commissioned officer wiil remaln on active duty beyond hls obligated period.

The Navy has also used SVI3 ictems to develop a scate for identifyiug
midshipmen most likely to disenroll volurtarily from che Naval Academy
during ''olebe summer," a nonacademic military tralning program (Abrahams,
Neumann, & Dann, 1969). T4 SVIB was administered to entering lasses of
1971 and 1972 at the Naval Academy. For the cla.s of 1972, SVIB item
rcsponsaes of 108 "motivational disenrollees' (people who volurtarily drop
out of the program for motivational reasons) ware compared to item responses
of the remaining 1,22t midshipmen. The two groups differed hy 1C percent or
more in thelr responses tu 75 SVI8 items, which were chosen to constitute
the ''Naval Academy Summer Disenrollment Scale.'' The biserial correlation
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of this scale for the developmental groups was .62 (N=1334, p<.0!). On
cross-validation with members of the 1971 Navai Academy class, the
ccrrelation was reduced to .36 (N=1162, p<.01). The scale is sufficiently
predictive of disenroliment that if used to select Naval Academy applicants,
the number of disenroliments could be rediccd approximately by half.

Expectancy-Valence Measures of Motivation Process

The general strategy in constructing an expectancy-valence instrur=nt ic to
generate a list of outcomes, have respondents indicate for each ovtcome its
valence and perceived expectancy of attainment, and then compute a
"motivation index' for each respondent as the sum across all outcomes of
salence times expectancy. It is this procedure of summing the products of
valence and expectancy that lies at the heart of expectancy-valence process
measurement, since according to expectancy theory, effort and performance
depend on the product of the two variables and either one by itself con
provide only an incomplete picture of an individual's level of motivation
to perform. We make this point to show why instruments discussed in the
motivational content sections of this report are not process measures even
though some do measure both valence and expectancy of outcomes. Recall
that the astrument that Thomas (1970) used, for example, required that
respondents rate both "importance’' (valence) and 'possibility" (expectancy)
for each outcome in the list. But he did not combine these two variables;
he only relat:d each one irndividually to the criterion, intention to
re-enlist. Thus, though his instrument seemed to have the raw ingredients
for an expectancy process measurc, Thomas and others who have used similar
instrumerts did not sum the products of valence and expectancy, and
consequently their instruments, or rather their use of thelr instruments,
falls short of the reguirements for an expectancy process measure.

We hope to provide a flavor for the general strategy of this type of
motivation measure by aescri%ing in some detail two instruments constructed
by Hackman & Porter (1968) a~d Mitchel & Albright (1972).

Hackman 5 Porter (1968) interviewed 24 women employed by a telephone
company as ''service representatives,'" a job involving both customer contact
and clerical activities, to generate a list of cutcomes or consequences of
working hard. Fourteen outcomes were mentioned by a* least three
Interviewees and were included In the expectancy questionnalre., Examples
are: (1) time will seem to go faster; {2) she is more likely to receive
thanks and gratitude from the customers; (3) she ir likely to receive
promotion(s) more quickly. Since there were few cutcomes reflecting
negative consequences, Hackman and Forter a.ued four additional outcomes
with a moderately negative tone.

A two-part questionnaire was constructes tu measure expectancies and
valences for the 18 outcomes, First, the respondent was to indicate on a
seven-point rating scale with aiternatives from ''not a% all truc" to ''very
true' how much she agreed that each outcome was In fact a consequence of
working hard. This set of ratings constituted the expectancy part of the
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measure. valence measures were obtained in the seccnd half of the

questionnaire where respondents rated the outcomes on a seven-point scale

from ''very bad'" to 'very good'' with ''neither good nor bad'" as a neutral
midpoint.

Eighty-two female representatives at the telephone company completed this
cuestionnaire. For each person, an expectancy motivation index was computed
as the sum across 18 outcomes of the products of the valence times
excectancy ratings. Hackman and Porter correlated this index with a number
of criterion variables, including supervisory ratings of jok involvement
and effort, supervisory assessments on the company's Empioyee Appraisal
Form, error rate, sales effectiveness, and a composite criterion which
consisted of the job involvement, error rate, and sales data: These
correlations are displayed in Table 7. Note that aimost all the
performance criteria are significantly correiated with the expectancy
motivation index. In particular, the corretation with the compusite
criterion is .40 (N=82, p<.01). Although these correlations are not
overwhelmingly large, they are certainly of sufficient magnitude to

suggest that the expectancy motivation instrument used here has considerable
validity for job performance criteria in this sample of individuals.

Mitchell & Alibright (1972) generated a list of outcomes for tlheir
expectancy process instrument by consulting the literature and drawing upcn
the prior work experiences and intuitions of Albright, a former nava)
ofticer. Thelr outcomes, for use with naval aviation officers, included
five intrinsic things such as ''feeling of self-esteem,' and ''feeling of
self-fulfillment," and seve: extrinsic things such as "authority,"
Yprestige,'" and "'salary." Fifty-one naval aviation officers rated these
outcome: for instrumentality and indicated on a seven-pcint scale ('not at
all true' to ‘'very true'') how much they ayraed that the outcome would
occur "if | do a gucd job in my present position.'' The valerce ratings
were made for each outcome on a seven-point s:ale in response to the
question "How important i3 this to me?'' Respondents also indicated their
expectancy that effort wouid lead to high performance by rating the amount
of effort required for good perfo:mance on a five-point scale with

alternatives ranging from "l only have to exert a slight amount of effort"
to ' have to work excremely hard."

The product across the 12 outcomes of valence times instrumertaiity times
expectancy of performance was computed for each respondent. This prcduct
correlated .26 (p .05) sith superior rated effort; .64 (p<.J1) with
self-rated etiori; .31 (p<.n5) with superior ra‘ed nerformance; and 19

(NS) with self-rated performance. Thus, this uxpectancy process instrument
is significantly related to .hree of tre four criteria and seems accordingly

to have some degree of validity as a measure of process expectancy
motivation,
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Table 7

Correlations between Hackman and
Porter's Expectarncy Motivation
Index and Job Performance Criteria

Supervisor's ratirgs of involvement and effort L 27%%
Employee Appraisai Form :
guality of wor'. . 06
quantity of work . 37%%
cooperativeness .13
judgment ,25%%
dependabillty . 36%*
initiative . 28%%
ebility to learn . 25%%
Error rate -.23%
Sales WA
Composite criterion Lo
*p<.05
*¥p< 01

Source. J. R. Hackman and L. W. Porter. Expectancy theory
predictions of work effectiveness. Organizational Behavior and
Human Performance, 1968, 3, pp. 417-h26.




96.

Measuras of General Work Motivation

So far In this chapter we have discussed instruments interpreted as measures
of the motivation content factors of outcome valence ard individual need,
and of the motivation process factor of expectancy times valence. These
instruments measure mctivation at a fairly molecular ievel--they measure
the components of motivation (valence, need, process). The instruments in
this section measure work motivation as a more globally conceived construct.
They are self-report measures of job mctivation conceptualized as ''‘general
devotion of cnergy to job tasks (Patchen, 1965; p. 26)'; 'job involvement'
or ''the degree to which a person is identified psychologically with his
work {(Lodahl & Kejner, 1965, p. 24)'"; and orientation toward the

"Protestant Ethic," a person's attitudes toward work In general rather than
toward his particular job (Wollack, Goodale, Wijting, & Smith, 1971;

Blood, 1963).

Job Motivation 'ndices. Patchen (1965) reports on three job Motivation

Indices intended to measure ''general devotion of energy to job tasks
(p. 26).'"" The three indices are constructed from the following four items:

1. On most days on yuur job, how often does time seem to drag for you?

(1) ___Avout half the day or more
(2} About one-third of the day
(3) ~ About one-quarter of the day
(4) T__Aoout one-eighth of the day
(5) __Time never seems to drag

2. Some people are completely involved in their jub--they are
absorbed in It night and day. For other people, their job is simply
one of several interests. How involved do you feel in your job?
(1) __Very little involved; my other interests are more absorbing
(2) —_Slightly involved
(3) tkﬁerately involved; my job anu my other interests are
equally absorbing to me
(4) ___strongly invoived
(5) ___Very strongly irvolved; my work is the most absorbirg
T interest in my !.fe

3. How often do you do some extra work for your job which isn't
really required of you?

(5) Almost every day

(4) ___Several times & week

(3) ___About once a week

(2) ~_Once every few weeks

(1) About once a month or less

4, Would you say you work harder, less harc, or about the sare as
other people doing your type of work at (name of organization)?

(5) ____Much harder than most others

(4) ~ A little harder than most others

(3) ___About the same as most others

(2) A 'ittle less hard than most others )

(1) 7 Much less hard than most others
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Index A consists of the first two items, Index B of all four items, and
Index C of the first three items.

Test-retest reliability (with 1 month between test administrations) for
Index A was .80 in a sample of 46 empluyees of an electronies company. The
average intur-item correlation for Index B (all four items) administered to
834 employees of the Tennessee Valley Authority (TVA) is .23, which
suggests that an internal consistency estimate (calculated from Formula
6.18 In Nurmally, 1967, ¢ 193) for the four iivems would be .54. This is
low for a reliability estimate but indicates mostly that the instrument,
with only four Items, Is rather short. If it were twice as long--with
eight items~-and if the average inter-item correlation were still .23, the
instrument would then have an internal consistency reliability of .70, an
estimate more in the acceptable range.

Patchen reports tha* the Job Motivation indices have some degree of
validity with respect to criteria of supervisory rankings (on '‘concern for
doing a good job''). absenter’" , and productive efficlency. In ten units
in the TVA, supervisors ran employees on their '"concern for doing a

good job.'" The median :zorr (ation In these units between supervisory
rankings and employec scores on Index A (the first two ltems) was .15,
Patchen riotes that the reasor these within-unit correlations cre low may be
that there was such a small amount of variance among employees in each unit
on the criteriun on which they were ranked and on their Index A scores.

The median correlation in six units of the electrical company between
simllar supervisory rankings and scores on !ndex B (all four items) was .35
(the median N was 12). The correlation between Index A and absenteeism was
computed for each of three units of the TVA. In an engineering division
Index A correlated -.08 (N=179, NS) with number of absences over the
preceding 1-year period; in a nonopera: ng steam plant, Index A correlated
-.16 (N=225, p<.05) with number of absences; and in an operating steam
plant, it correlated -.30 (N=152, p<.01) with absentee!sm. Tn the
electronics company, there was no relation between scores on Index B and
abser =eism tor female production workers. And for engineering personnel!l
in the electronics company, Index B was onl, weakly correlated with
absenteeism (r=-.20, N=17, N3).

Results of thesa studies in the TVA and the electronic company suggest that
the Job Motivation Indices yield scores that are fairly stable over time
(i.e., they have adequate test-retest reliability), but their internal-
consistency estimates are rather low, perhaps because there are so few

items In the instrument. There Is evidence that Index A and index B are
weakly related, in the expected direction, to criter’a of supervisory
rankings, absenteelsm, and productivity. These correlations are low, & ¢
only some reach acceptahble levels of statistical significance. Never-
theless, that they are consistently in the expected direction is an
indication they are at least to some extent vallid measures of ;ob motivation.

Job Involvement. Lodah! & Kejner (1965) tried to develop an instrument
that would measure ''the degree to which a person's work performance
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affects his self-esteem," that is, ''the degree to which a person is
identiiied psychologically with his work, or the importance of work in his
total self-image (p. 24)." This notion of job involvement comes concep-
tually close to work motivation in the general sense; not specific
motivation to perform the component tasks of one's job, but motivation to
perform one's job when broadly conceived s an intejral part of one's life.

Lodahl and Kejner started with a pool of 110 statements culled from
interview prctocols and already existing questionnaires or generated as
porentially tapping the construct of job involvement. Af%er eliminating
redundant items and items that 22 expert judges in the behavioral sciences
indicated had overly high Q values or were reflecting only moderate degrees
(neither high nor low job involvement) of job involvement, they were left
with forty items. The items were administered to 137 nursing personnel
with instructions to indicate how much they would endorse each as being
true about themselves on a four-point scale with alternatives ranging from
"'strongly agree'' to ''strongly disagree.'' Following item analysis and
factor analysis of their responses, twenty items were chosen for the final
scale by considering item-total correlation, communality, and factorial
clarity for each item. These twenty items constitute the long form of the
Job Involvement Scale; a short form consis.ing of six items loading highest
on the tirst principal component is also available. Since the short form
correlates .87 with the twenty-item form, it appears to be a reasonable
substitution when questionnalre space or testing time is at a premium. The
six short-form items are: (1) The major satisfaction in my life comes from
my job; (2) The most important things that happen to me involve my work;
(3) I'm really a perfectionist about my work; (4) | live, eat, and breathe
my Job; (5) | am very much involved personally in my work; (6) Mest things
In life are more Important than work.

Internal consistency reliability estimates (split-half, odd-even, with
Spearman-Brown corrections) for the twenty-item scale were computed with
tn.ee samples of respondents. With 137 nursing personnel working in a
large general hosp tal, it was .72; with 70 engineers In an advancad
development laboratory, .80; with 46 graduate students in business
administration who responded with respect to their '"job' as students, the
reliability estimate was .89. In another s*tudy, Schwyhart & Smith (1972)
computed a corrected spiit-haif estimate of .80 with a sample of 149
middle managers. Lodahl arJ Kejner found that the short six-item form had
an iaternal consistency reliability (split-half, odd-even, Spearman-Brown
correction) of .72 in their sample of nurses and engineers taken together.
These internal consistency estimates for the two forms cof the Job
Involvemert scale are rather low but perhaps marginally adequate for such
an instrument. Job involvement might be a multidimensional construct, and
we would not then expect it to reflect internally consistent attitudes.
Test retest coefficients would probably yield more meaningful reliability
estimates for the Instrument, but we know of no studies providing data on
this score.
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Lodahl & Kejner (1964) report findings lending some construct validity to
their Job Involvement scale. They interpret as 'plausible' from the
perspective of the meaning of their construct such findings as: Job
Involvement correlates with age for nursing personnel (r=.31, p<.05); for
engineers, it correlates with number of people contacted per day (r=.30),
necessity for working with others on one's job (r=.34), and satisfaction
with promotion fr=,38), supervision (r=.38) and people ‘r=.37) (correlations
significant beyond p<.01).* Additional evidence for the construct
validity of the Job Invclvement scale comes from a study by Weissenberg

& Gruenfeld (1968) who found that in a sample of 92 civil service
supervisors, Job Involvement correlated more highly with satisfaction with
intrinsic factors such as recognition, achievement, and work itself
(r=-.30, p<.01, people highly involved in their jobs are 'more satisfied).
than with satisfaction with extrinsic factors like security, salary, and
policies (r=~.18, NS).

We can, therefore, attribute at least some construct validity to the Job
Involvement scale. |Its correlation with variables like age, supervisory
ability, and satisfaction are in the expected direction if the scale is
really measuring the construct of job involvement. Internal consistency
estimates, although somewhat low, do seem adequate for such a multi-
d'mensional congstruct and scale. However, no evidence bearing on test-
retest rellability, which is more mearir ;ful in relation to a multi-
dimensional instrument, is available. And neither can we say much about
the validity >f the scale in regard to criteria such as productivity or
turnover, since such data is also not available. In sum, the Job
involvement scale appears to be a carefully constructed instrument
measuring a construct similar to general job motivation. There is at
least some evidence for its construct validity, but very little for its
predictive or concurrent validity with respect to productivity and turnover
criteria.

Survey of Work Values. Hopina to develop an instrument miasuring work
values, Wollack, Goodaie, Wijting, & Smith (197)) defined seven dimensions
relevant to the secularized interpretation of the Protestant Lthic: (1)
pride in work, (2) job involvement, (3) activity preference, (4) attitude
toward earnings, (5) social status of job, (6) upward striving, and (7)
responsibility to work. They wrote items representing attitudinal state-
ments that might be differentially endorsed by individuals who have these
work values to varying degrees. To determine whether their items would be

*Lodahl and Kejner at one point comment that high scores on their
scale Indicate low involvemert whereas low scores indicate high involvement,
but they Interpret the correlations they report as if the reverse were true.
For instance, they report the correlation with age as positive (r=.26) and
say, ''The oider nursing personnel tend to be more job involved.' We assume
they altered the signs of the correlation coefficients to facilitate the

reporting of thelr findings.
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perceived by others as reflecting these Protestant Ethic dimensions, they
had employees of a glass manufacturing company assign each item to one of
the defined dimensions according to their judgments of whether the item
seemed relevant. ltems that did not meet criteria of agreement among the
judges In allocation to the dimension were eliminated. Also, the
“Responsibility to work'' dimension was discarded, because its items failed
to meet the allocation criteria. Another sample of employees from the same
company scaled the items by rating them according to how much of the work
value represented by the relevant dimension each attitudinal item reflected.

wollack et al. (1971) continued with similar procedures until they
eventually had 67 items allocated to six of their original seven Protestant
Ethic dimensions, Some examples of tkeir final items appear below:

. A man should feel a sense of pride in his work.

. If the person can get away with it, he should try to work just a
little slower than the boss expects him to.

. A man should always be thinking of pulling himself up in the world
and should work hard with the hope of being promoted to a higher level job.

. A man should choose the job which pays the most.
. My friends would not think much of me If | did not have a good job.

In responding to these items, a person Indicates on a six-point scale
(9strongly agree" to ''strongly disagree') the extent of his endorsement or
agreement wlth each [tem,

In a sample of 495 workers in a glass manufacturing company working in a
variety of jobs ranging from unskilled laborer to management, and arother
sample of 356 government employeas, Wollack et al. computed Internal
consistency (alpha) estimates for the six Survey of Work Values (SWV)
scales. These alpha reliabilities ranged from .53 to .66, with a median of
.62. Test-retest rellabilities, with a 1-month interval, in a sample of
66 ewployees of a large insurance company ranged from .65 to .76 with a
median of .70. Both the internal consistency and test-retest estimates
seem to fall In the low but adequate range for an instrument like tire SWV
whose scales might be justifiably multidimensional. Obllique factor
analysis ylelded six factors accounting for 36 percent of the total
variance. These factors do not correspond to the scales determined by the
reallocation procedures, and Wollack et al. acknowleuge the posshbility
that SWY scales derlved from factor analytic techniques might prove to be
more useful. However, what rellability and validity coefficlients are
presently 3available have baen computed for the realiocation scales (i.e.,
status, activity, striving, earnings, pride, and Involverert).

vollack 2t al. report findings suggesting some construct validity for the
SWV. Discriminant function analyses .sing five occujational groups
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ranging frcm professional to unskilled show that weighted combinations of
the six scale scores can discriminate among occupational groups !n a way
that suggests occupations toward the professional end of the occupational
continuum seem to have stronger work or Protestant Ethic orientations than
occupations toward the unskilled end. Canonical regression analyses
indicate the scales seem related to demoaraphic variables like sex, race,
education, and urban versus rural background, thot have previously been
found assocliated with other measures of work values. There does not yet
seerm to be evidence showing how related the SWV scales are to criteria of
Job performance, satisfaction, or turnover indices.

Protastant Ethic Scale. Another instrument Intended to tap constructs

derived from secuiar notions of the Procestant Ethic is Blood's (1969)
short questionnaire of eight items expressing opinions about work in
general. The respondent rates his agreement with each item on a six-point
scale from '"disagree completely' to ''agree completely,'" The eight items
are: (1) When the workday Is finished, a person should forget his job and
enjoy himself; (2) Hard work makes a man a better person; (3) The nrinciple
purpose of a man's Job is to provide him with the means for enjoying his
free time; (4) Wasting time is as bad as wasting money; (5) Whenev:r
possible a person should relax and accept life as It is, rather than always
striving for unreachable goals:; (6) A good Indication of a man's worth is
how well he does his Job; (7) If al} other things (pay, hours, benefits,
etc.) are equal, it is better to have a job witih & lot of responsibility
rather than one with little recponsibility; (8) People who ''do things the
2asy way'' are the smart ones. The scale was completed by 420 a2irmen and
noncommissioned of ficers In the Alr Force. A factor analysis of their
responses ylelded two components: the posicively scored items (2, 4, 6,

7) loaded or the first component and the negatively scored itess (1, 3,

5, 8) loaded on the second. The eight items, therefore, can be scored to
yield tvy falrly independent scores reflecting what Blood cills ''pro-
Protestant Ethic' and "non-Protestant fthic.’

Biood found thav the '‘pro-Protestant Ethic' score correlated positively
with satisfaction as measured by the Job Tescription inventory (JDI)
{Smitn, Kendall, & Hulin, 1969) and Kunin's (1955) Faces S.ale. The ''non-
Protestant Ethle’ score currerated negatively with satisfaction., There is,
thus, some Sut lialted evidence for th» validity of Blood's instrument.

Ajrernative Techniques ir Measuring Work Motivation

By far the most common technique of measuring motivation or some component
of motivation is a self-report questionnaire. People fil! out these
gquestionnaires and indicate how desirable .ertain classes of events or jcb
outcomes are for them. Or they may be describing their personalogical
characteristics, Interests, or desires in self-report questionnaires
a.signed as measures of individual needs. Scme questionnaires require
indications of both relative desire for a set of job cutcomes and beliefs
about the probabiiity that the outcomes will occur following high levels ot
effort or performance. Other self-regort questionnaires have respondents
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indicate relative agreemcnt or disagreement with statenents reflecting
self-descriptive tendencies to expend energy on one's job, attitudes
toward Involvement with one's job. or attitudes toward work in general.

Other techniques are also possible, but very rarely used. In th:s section,
we describe instruments [llustrative of alternative techniques. We
describe Landy & Guion's (1970) instrument in which a person's motivation
is measured by peer ratings cf his behaviors that reflect varying levels
of motivation. Another possible technique is the physiological measure of
concentration of serum uric acid in one's hloodstream, with the assumption
that i:s concentration is celated to the level of a person's general
motivation level. A third technique we describe here involves observing
how long an individual will perform a specified physical exercise behavior
(step test) when told to do so until he feels like stopping.

Behavioral Scales of Work Motivation. Landy & Guion (1970) developed an
instrument to measure the work motivation of engineers. It consists of
seven behaviorally anchored scales completed by peers who rote their
fellow engineers on effort, ""how hard an individual works, not how well."

As the first stage In constructing this instrument, they held a series of
workshops in which two groups of organizational representatives (engineers
and personne! men familiar with the work) identified and defined broad
dimensions of work motivation. Workshop participants also developed
descriptions of high, moderate, and low levels of notivation on each
dimension and wrote descriptions of behavior (behavioral indidents)
representing each level. These descriptions, supplemented by others
written by psychologlists, made up a pool of 35 behaviora! incidents.

In the second stage, the same two groups assigned each incicent to a
dimenslon and rated it cocording to the degree of motivation it represented.
incidents were discarded at this point If there was insufficient agreement
on zssignment. A third group of judges--twenty professional engineers in a
sing e company--again rated Incidents according to the level of motivation
they reflectad, and incidents were discarded here if judges ''disagreed" on
their ratings; that Is, if the standard deviation of ratings (ratings could
vary from 0.0 to 2.0) for an item exceeded 0.4. A fourth group of 21
engineers from another company made similar ratings, except that scales
were anchored by one high and one low rated item as determined by the
previous groups.

This process ylelded seven scales of werk motivation, each anchored by five
to seven behavioral Incidents. The dimensions are listed below with their
highest and lowest rated anchoring incidents:

l. Team attitude
. Go out of his way to find information for a colleague
. Antegonize people because he will not accept suggestions
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2. Task concentration
. Take no notice of time when involved in a task
. Accept every invitationr for coffee even when involved in a task

3. Independence/Self-starter
. Ask for projects of his own
. Mark time while waiting for a piece of equipment to become
available.

4, Organizatlonal itdentification
. Sell his organization to anyone who seems interested in changing
jobs \
. Be last In and first out when it comes to attendance

5. Job curiosity
. Study the whole system even though he is only working on a
small part of it
. Make assumptions about a problem situation rather than seeking
answers

6. Persistence
. Keep whacking away at a problem until he achieves a solution
. Quit when he finds that a probiem of supposediy moderate
difficulty resists all initial attempts to solve it

7. Professional identification
. Belongs 1o or joins professional societlies
. Talk down the engineering profession

In completing these scales, a rater rates an engineer's work motivation by
indicating the point which best represents his behavioral description.

In an effort to determine inter-rater reliability for their scales, Landy

& Guion had two peers rate each of 19 chemical engineers working for a
glass manufacturing company. Inter-rater reliability fcir the seven scales
varied form .51 (task concentration) to .82 (persistence} with a median of
.71. Inter-scale correlations computed on a larger sample of engineers are
large enocugh to indicate that the scales are rot very independent. They
ranged from .11 to .70 with a median of .50.

In sum, the Landy & Guion instrument represents a careful and commendable
attempt to measure work motivation through behavioral observation. While
inter-rater reliabilities for the seven scales do seem adequate for such an
Instrument, high inter-scale correlations suggest the technique may not
have been successful in satisfactorily eiiminating svstematic halo or otler
response blas.

Serum Uric Acid Level. Rahe, Rubln, Arthur, & Clark (1968) report that
several studies have shown a reigtionship between levels of serum uric acid
and psychological, social, and behavioral varlables. integrating these
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findings, they describe the person with high levels of serum uric acid as
'"One who attacks current environmental demands with zest and apt:tude. He
characteristically performs well and often attains leadership pesitions.
He does not seem to be unduly put-upon by often substantial life demands;
indeed, he appears to thrive on them (p. 2875).' Rahe et al. (1968) and
others (e.g., Rubin, Rahe, Gundeison, & Clark, 1970; Rasch, Bird, Hamby, &
Burns, 1968) interpret such relationships by suggesting that concentration
of serum uric acid is somehow related to motivation. To the extent that
it is related, serum uric acid might be used as an index or measure of
motivation,

Rubin et al. (1970) tested the hypothesis that serum uric acid concentration
was related to motivation in a study with Navy underwater demolition team
(UDT) trainees. During the 16 weeks of a training course in underwater
demolition, Rubin et al. took a series of about 23 to 30 blood samples from
each of 32itrainees in the course. At the same t'me, trainees also
completed a short, four-item questionnalire which the authors report is a
measure of motivation. The four items, rated for agreement on a six-point
Likert scale, are: (1) | wish that | had walted a few months befure
starting UDT; (2) | have a better chance of passing the UDT course than
most volunteers; (3) UDT isn't what | expected It to be; and (4) Being in
the UDT progtam is the best thing that ever happened to me.

Intra-individual correlations between serum uric concentration and scores
on their questionnalre computed across the testing day. ranged from +.54 to
-.34. Thus, for some people, the correlation is positive, for others it is
negative., The inter-individual correlation computed on each testing day
ranged from .34 to -.63, indicating that on some days and under some
conditions the correlation is positive whereas on other days it is negative.
Other data from the same study suggest that serum uric acid levels -
increased when trainees were eagerly performing difficult tasks with an
apparent optiristic attitude and determination to succeed.

This and other studies along a similar vein yield very intriguing results.
At this point, however, we have only hints that uric acid level may be
related to motivation. This Is a very indirect measure and the lack of a
conceptual network articulating a theoretical linkage between motivation
and uric aclid puts a heavy onus on empirical findings for construct validity.
Since such findings are tenuous at best, hard!y any construct vilidity can
be attributed to the method, and pructical limitations make It unlikely
that serum uric acid level would be a userul Index of motivation among
Army enlistsd men, Mot the least of these is the low ''face valldity' such
a technique would have for Army decision-makers who would need to use
findings from a motlvacion survey to tuke administrative action. It is
difficuit to imagine, for exampla, that a general would decide to take
substantive actlons to improve motivation in a unit }f low motivation were
indicated only by low congentrations of uric aclid among his troops.

Step Test of Motivation to Excel. Another interesting alternative (o the

self-reort questionnalre is a technique used by Johnson (196S) as a
measure of Motivation to Excel 2mong Navy enlisted men in Stbmarine School.
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The apparatus consists of a 20-inch platform for the subject to step up

and down on. First, he steps up and down for 5 minutes at the rate of
thirty times per minute and then his pulse rate is counted. On the second
trial, he Is told simply to step up and down on the platfurm until he feels
like stopping. His Motivation to Excel Score (MES) Is computed as a
function of (a) his duration of exercise in the second trial and (b) his
pulse rate counted following the tirst trial. Johnson found that in a
sample of 83 Navy enlisted men attending Submarine School, the MES
correlated .23 (p<.05) with Aptitude for Sub School (ratings made by
sectior ieaders on pe,formance in nonacademic or motivational areas) after
the first week and .28 (p<.05) with sedond week ratings on Aptitude for Sub
School. To determine whe. her these relationships would hold up after
controlling for intelligence, they partialled out scores on a standard

Navy intelligence measure (the GCT) and found the correlations between MES
and week-1 and week-2 aptitudes slightly reduced to .20 and .25, respectively.

This presents Interesting new possibilities for the measurement of job-
related motivation, but again the practical limitation of face validity,

if nothing else, would render uniikely the chances of the technique being a
useful measure with Army enlisted men.

Summary of Motivation Instruments

1. Measures of Motivation Content

These include measures of how valent, valued, desirable, or important are
events, job characteristics, and job outcomes for people Iin general. They
vary primarily in terms of how specific the outcomes or events are;

whether they are rated, ranked, or pair-compared; and whether the ratings,
rankings, or palr-comparisons are made according to attractiveness,
preference, desirability, or Importance. Some of these are measures of
perceived Importance of outcomes for something, whether that ''something'' is
enlistment, reenlistment, effort, performance, satisfaction, or
dissatisfaction.

These instruments vary not only according to their Internal characteristics,
but also In terms.of their Intended use. Among the many possible uses are:

a. To assess valence of outcomes for people In general to estimate
their relative effectiveness as reinforcers or incentives. Datel &
Legters (i971) and Bialek & McNeil (1968) appeared to have such a purpose
when they measured attractiveness of Army training outcomes for eventual
use In a behavior modification program.

b. To test a theory like Herzberg's dualtfactor theory which
stipulates that some kinds of outcomes (intrinsic) determine (are
important for) satisfaction while other kinds of outcomes (extrinsic)
determine dissatisfaction.
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c. To compare def :ned groups of people on how they differentially
value certain kinds of outcones. It may be important to know, for instance,
that men place more importance than women on security, advancement, and
benefits, whereas women place more importance on type of work, co-workers,
supervisors, hours, and working conditions.

d. To determine what kinds of outcomes an arganization should
manipulate to maximize criteria such as satisfaction, performance, or
reenlistment. Perhaps, as healey (1972) suggests, so-e outcomes are
related to satisfaction but not to productivity or turnover,

There are probably other uses a:z well. The point is that evaluations of
specific instruments such as these shculd be made in the context of their
intended use. A va:ence instrument evaluated highly for estimating the
incentive value of outcomes as possible reinforcers may be useless for
testing propositions of dual-factor theory o+ for determinirg what
specific outcomes to vary to differentially impact job satisfaction,
productivity, and turnover.

How should the Army be measuring valence of outcomes? Although the %inds
of cons'uerations we mentioned earlier i~ply that there really is no one
best way for all purposes, perhaps it would be helpful to list scme
genera! guidelines we feel should be followed in developing valance
Instruments of practical utility in the Army.

. To ensure that outcomes are maximally relevant and meaningful to
those judging them, they should be generated by or elicited frem the
judges. Thus, Instead of speculating about what outcomes to list, the
investigator should somehow get the judges themselves to tell him.
Although conducting Interviews or 'seminar workshops'' is often a useful
way to obtaln the relevant outcomes, iarger samples can be reached by a
questionnalre method, perhaps cf the type that Olsor & Rae (1971) used.
They administered an open-ended questionnaire asking respondents to 1ist
five things they liked about the Army and five things disiiked.

. Once a tentative pool of outcomes has been generated, the investi-
gator may wish tc edit them before including them in a final list of
outcomes to be judged for valence. This editing should be done so the
outcomes are made falirly specific, perhaps ot as specific as the
outcomes used by Datel & Legters (1971) {e.g., 'one montn's supply of
Brasso'') but certalnly more specific than things like "security' or
“advancement.'!' Information abou“ valences of relatively specific cutcomes
is {ikely to be more useful for suggesting organizational actions or
policy changes intended to motivate personnel. Thomas {1970}, for instance,
found that valences of speciflc outcomes ~ere more highly corielated with
rated intentions of scientists and engineers in the Alr Force to reeniist
than valences of more general outcomes.

. Although direct self-report methods have some potential flaws such
as soclul desirability bias, they are likely more practical and workabie

A
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when there are large numbers of resrondent judges and many outcomes to be
judged. Nealey's (1970, 1972) twe phase method, while an interesting and
potentially useful technique, would likely be difficult to use for lorg
lists of outcomes. Other indirect methods which rely on content analysis
of free responses [such as the procedure used by Evans & Laseau (1950) in
which they analyzed the contents of letters written by General Motors
employees during a contest called '"My job and why | like it''] may be prone
to subjective error on the part of content arilyszers.

. Evaluating or }:ging outcomes according to how liked, attractive,
desired, valued, or preferred they are is probably better than evaluating
them according to how important they are. Evaluations of Importance may
be subject to ambiguity, and there may be confusion, If not downright
disagreement, amonz respondents about the meaning of "importance." Of
course, if the referent of importance--impurtance for what--is clearly
specified and if the investigator is more concerned about ultimately
relating responses to criteria like satisfaction, productivity, or
turnover, or abcut comparing the varlous relationships an outcome has with
each criterion, imprr-tance evaluations do appear more useful.

Other motivation cointent instruments measure individual needs, desires, or
interests. They are measures of individual differences and Infer need or
desire from preferred outcomes, self-descriptions on either objective or
projective personality tests, or self-descrip:icns of Interests. Heasures
of interests tap meinly an individual's preferences for certain kinds of
activities over others. Measures of differences among indiv’duals in their
needs, deslres, and Interests are summarized below:

How Important Questionnaire (Carlson, 1970}

Description: 196 job characte.istics and circumstances to be rated on
de¢ ee of {mportance, !ts thiece major factors or scales are ''Support:

Dependence on physical and social environment,' '"Advantage in environmental
returns,' and '"Competence: Mastery of job and environment.'

Samples and Settings: 213 assembly men in the manufacturing
department of a moderately large electronics firm.

Reliability: Internal-consistency estimates for the three factors or
scales were In the 90's.

Validity: Low to moderate relationships with siandardized tests of
abilitTes ané personality (nct nentioned in main body of text here) suggest
soné evidence for cornstruct validity.

Joh Attitude Scale (Saleh, 197la)

Desc-iption: 120 pair~-comparison items which reflect intrinsic and
ertrinsi. job outcomes. Yields primarily a “e~neral intrinsic score' as

well as scores for each type of intrinsic and extrinsic outcome.
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Samples and Settings: Hourly, clerical, and supervisory employees;
elderly male managers; mele pubiic school teachers; college undergraduate..

Reliability:
1) Split-halr estimate is .94.

2) Test-retest estimate (2-week interval) is .88.

Validity: Correlations with CPI scores and comparisons between college
and nigh school students and between managers and superviso-s provide
moderately strong evidence for construct validity »7 the gencral intrinsic
scale.

Work Components Study (Borgatta, 1967)

Description: 6b items reflecting job situations to be rated for
desirability. There are seven scales of needs or types of desires.

Samples and Settings: Male and female college-level new hires in
tower level management positions.

Reliability: Internal consistency estimates for the seven scales

renge from .66 to .83.

Validity:

1) No differences were found between WCS scores of those who left at
the company's initiative and those who left at their own initiative.

2) Some evidence for validity in predicting performance for the
“competitive desirability' scale.

Minnesota Importance Questionnaire (Weiss et al., 1964)

Description: 380 pair-comparison items measuring perceived importance
of job outcomes. Yields scores on 20 job-related needs like '‘achievement,"
“"activity," and "authority,"

Samples and Settings: Janicors, maintcnance men, assemblers,
machinists, office clerke, salesmen, enginears, and represencatives of
miscellaneous ~cher occupations.

Reliability: Internal consistency estimates for the 20 scales range
from .73 to .94 with a median of .82.

Validity: Findings *1at extrinsic outcomes scem more important for
biue-¢ollar occupations, whereas intrinsic outcomes are more impcrtant for
engineers, provide some evidence for construct validity.

Self-Description Inventory (Ghiselli, 1971)

Description: 64 pairs of adjectives, one from each pair to be chosen
as most or least self-descriptive. Yields scores on following needs’
cccupational status, self-actualization, power, high financial reward,
and job security.
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Samples and Settings: Diverse occupational groups including managers;
clerks; foremen; skillec, semiskilled, and unskilled worke s; students.

Reiiabilifzz Little evidence for reliability available.

Validity:
1) Moderately strong evidence for construct validity:
a) "Need for occupational status'' distinguishes among
occupational groups presumed to differ on this need.
b) ''!Need for actualization' correlates .4l with interviewer's
ratings. ’
¢) '"Need for high financial reward" correlates .42 with
interviewer's ratings.
2) Moderately strong evidence of empirical validity for managers,
(correlations with rated performance) but no evidence of empirical
validity for line superviscrs or line workers.

Thematic Apperception Test (Atkinson, 1958)

Description: Respondent tells stories about 20 ambiguous pictures.
Yields scores on needs for achievement, power, affiliation, ard some
vihers as well.

Settings anc Sampies: A wide diversity cf samples and settings over
the many years of its use.

Reliability:
1. Test-retest estimates for nc:ad achievement range from .26 to .78.

2; !nterna' consistency estimates for need achievement rarcly exceed
.30 to .40 (Entwisle, 1972).

Jalidity: The voluminous literature on the TAT provides moderately
strong construct validity. Very little evidence is available to indicate
that it 5 significantly related to job behaviors in formal work
organizations.

Strong Vocatiohal Interest blank (Campbell, 1966, 1971)

Description: The respondent judges 299 items cf varying formats
azcording to whether he likes, dislikes, or is indifferent to them.

Yields scores Indicating how similar a person's interests are to those of
people working in various occupations.

Samples and Settings: Used with a wide diversity of samples but
predominantly with penple considering the type of occupations usually
entered by college graduates. Scalec have been .evelopea for Army Officers,
Air Force Officers, Navy Officers, and Mavy midshipmen.

Reliabllity:

“scales are very stable: median test-retest reliability even
with a 22-year interval has been estimated at .76.




110.

2) Navy Officc «:ention Scale has tcst-rete.t reliability estimated
at .57 (ten-year interval) and .65 (eight-year interval).

Validity:

1) Extensive research provides strong evidence that SVIB scales
predict persistence in an occupation.

2) Navy Officer Retention Scale has moderately strong avidence of
validity--cross-validatad correlations of .24 (N=599, p<.01) and .30
(N=412, p<.01) with reenlistrent.

3) A scale developed to predict voluntary disenroliment from the
Naval Academy's ''plebe summer'' has moderately sirong evidence of validity
--a cross~val idated correlation of .36 (N=1163, p<.Cl1) with disenrollnent.

2. Expectancy-Valence Measures of Motivation Prccess

These instruments require respondents to indicate how valent, desirable, or
important is each outcome in a list, and the perceived expectancy of
attaining it. A person's motivation score Is generally computed as the
sum, across outcomes, of valence times expectancy.

Studies concucted by Hackman & Porter (1968) and Mitchell & Albright (1972)
illustrate the kinds of results obtained with process expectancy motivation
Instruments. Althoygh the magnitude of correlations from such studies is
not earthshattering, the consistency with which they occur strongly
suggests that an instrument constructed such that [t ylelds a score
representing the sum of the prouucts of valence times expectancy for a
number of outcomes meaningful and relevant to the questionnaire
respondents, |s likely to be a valid measure of expectancy process

mot ivation.

3. Measure of G-neral Work Motivation

Instruments In this cateqory measure general work motivation by assessing
mot fvationa: «::.tudes toward one's job or toward work in general. They
usually purport to measure a more global conception of work motivation than
motivational content or motivational process instruments discussed
previously.

Job Motivation indices (Patchen, 1965)

Description: Four items intended to reflect ''general devotion of
energy to 155 tasks."

Samples and Settings: Employees of an slectronics company; employees
of tha Tennessee Valliey Authority.

Reiiabllltx: .
Test-retest estimate (one-month interval) for two of the items
is .80.
2) Internal-consistency esiimate for the four items is .54,




iti.

Validity: Scores on the indices are weakly related, in the expected
direction, to criteria of supervisory rankings on '‘concern for doing a good
job," absenteeism, and productive efficiency.

Job Involvement (Lodahl & Kejner, 1965)

Description: 20 items describing degrees of job Involvement. A
short=form, six-;tem scale which correlates .87 with the long form, is
also available.

Samples and Settings: Nursing personnel, engineers, graduate students
in business administration, and middie managers.

Reliability:
)~ Internal consistency estimates of the long form rznge from .72 to
.89, with a median of .80.

2} Internal consisiency of the short form Is estimated at .73.

Validity: Correlations in the 20's and 37's with variables like age,
supervisory abllity, and satisfacticy provide some evidence for construct
validity.

Survey of Work Values (Wollack et al., 1971)

Description: 67 items representing attitudes, along six dimensions,
toward a secularized interpretation of the Protestant Ethic.

Samples and Sattings: A wide variety of occupational groups including
government employaes and employees of a glass manufacturing company;
unskilled, semi-skilled, clericai, supervisory, professional, and
management employees.

Rellabllity:
IV internal consistency estimates for the six scales range from .53
to .66 with a median of .62.

2) ‘fest-retest estimates {(one-month Interval) range from .65 to .76
with a median of .70.

Validity: Dliscriminant function analyses showing that the six scales
can dTfferentlate among occupational groups and canonical regression
analyses showing relationships with variables like sex, race, and education
provide some evidence of construct velidity.

Protestant Fthic Scale {(Blood, 1967)

Description: Eight Items representing attlitudinal orientations toward
or sway from the Protestant Ethic.

Samples and Settinas: Alrimen and noncommissioned officers in the
Aiv Force,
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Validity: Positive correlations in the 20's with satisfaction
measures provide evidence of validity.

k. Alternative Techniques for Measuring Work-Related Motivation

We described thrse alternatives to the cummon self-report, self-descriptive
questionnaire, Although these are intriguing techniques which may
eventually prove useful, only the peer-behavioral-rating method (Landy &
Guion, 1970) is not limited ip Its present usefulness to the Army by the
practical prublem of face validity to the would-be user in the Army.
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CHAPTER 7

MEASURES OF JOB-RELATED SATISFACTION AND MORALE

This chapter first reviews specific implications of the theoretical
discussion of satisfaction and morale, and then instruments developed for
use when measuring these constructs. <

Implications of Theories of Satisfaction
and Morale for Measuvrement

Satisfaction

Before setting out to measure satisfaction, the investigator must clearly
def ine the particular outcome under consideration--or answer the question:
satisfaction with what? Obviously, there are many kinds of outcomes in
the Army that may be Important to consider with respect to an enlisted
person's feelings of satisfaction or dissatisfaction, such as:

The Army as a whole

The overall job situation
The work ltself

Supervision

Pay

Co-workers

Opportunities for promotion
The food 1, the mess hall
Recreativnal facilities.

e & e e o e e e o

The investigator could then adopt a direct measurement strategy and simply
ask how satisfied an Individual is with the outcomes urder consideration.
He might ask, for instance, '"How satisfied are you with the Army as a
whole?'' or, '"To what extent are you satisfled with your pay?"

The three majlor conceptual models of job satisfacticn reviewed In the
theoretical chapters--the need fulfilimsiit model, frame of reference model,
and equity model--suggest different kinds of implications for how to
measure satisfaction with outcomes such as these. In general, they
suggest different ways of measuring the component determinants of satis-
faction and how to combine the component measures to derive an Index of
satisfaccion.

Need fulfiliment model. This model suggests that satisfaction Is a function
of the flt vetween an individual's needs or desires and the availability

of environmental rewards to satisfy those needs. Accordingly, 1o measure
satisfactlon, the Investigator obtains a measure of how much ar individual
desires an outcome (or set of outcomes) and how much he percelves the
outcome in his environment, The difference of outcome desirability minus
outcome availabllity should correspond to how satisfled a person feels.

w—
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For example, to measure satisfaction with ‘'supervision' in the Army, the

investigator first asks a question like this: ''How desirable to you is it
to have a supervisor who considers your feelings when overseeing your
werk?' Then he asks: ''To what extent does your present supervisor

consider your feelings when overseeing your work?" The index of satis-
faction with supervision is computed as the individual's response to the
second q:2stion minus his response to the first. By computing the sum of
several such difference scores for a set of outcomes, the investigator is
theoretically measuring satisfaction in a more general sense--e.g.,
satisfaction with the individual's overall job situation (if all the
outcomes were job related), or satiifaction with the Army as a whole (if
they were all related generally to Army life).

The multiplicative version of the need fulfillment model suggests that
besides measuring outcome desirability and outcome availability, the
investigator shoutd also measure outcome importance. The difference of
desirability minus availability is multiplied by the importance of the
outcome to derive the final satisfaction index. Some researchers, however,
(e.g., Wanous and Lawler, 1972; Ewen, 1967; Mobley and Locke, 1970) have
found that using outcome importance in this way does not much improve the
simple subtractive need fulfillment index as a measure of satisfaction.

Frame of reference model, The frame of reference model focuses on the
degree of discrepancy an individual percelves between characteristics of
outcomes in his present environment and some external standards of
comparison. To measure satisfaction with a particular outcome, the
Investigator measures its perceived characteristics as the person presently
experiences it and Its perceived characceristics in the frame of reference
or comparison standards. He then computes a discrepancy score as the dif-
ference between these two component measures.

There are several different ways of conceptuaiizing the frame ¢f reference.
For instance, the frame of reference might be conceptualized as the
person's notion of ideal outcomes, ur outcomes he expected before joining
the Army, or outcomes he obtained in jobs before joining the Army.

instead of measuring separately characteristics of presently available

outcomes and characteristics of frame of reference outcomes, the investi-

gator might choose to measure the discrepancy between these directly by ’
asking:

. ""Are you getting as much pay as you feel you should be getting?"
(With ideal outcomes as the frame of reference)

. "Are you getting paid as much as you expected you would before you
joined the Army?" (With expected outcomes as the frame of reference)

. "Are you getting paid as, much in your job in the Army as you were
in your job before you joined the Armv?' (With previous jobs as the frame
of reference) —
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The frame of reference model is not limited to characteristics of outcomes
-hemseives as the dimensicn along which to order outcomes for the purposes
of comparison. That is, the investigatcr is not limited to measuring the
discrejancy between the amount of pay a person now receives and the amount
in his frame of reference, or the extent to which his supervisor is
cons'iderate and the extent of supervisory consideration in the frame of
reference. Instead of focusing on outccme characteristics (1ike amount of
pay, extent of supervisory consideration), the investigator might choose to
measure the relative value or desirability of present outcomes in comparison
to the value or desirability of outcomes in the frame of reference. For
example, he might measure frame of reference discrepancies by asking:

. '"How good or bad is your pay in comparison to what you think it
should be?" (With ideal outcomes as the frame of reference)

. ""How much better or worse is your pay than you expected it would be
nefore you joined the Army?"' (With expected outcomes as the frame of
reference)

. "How much better or worse is your pay in your present Army job than
it was in your jobs before Join!ng the Army?'"' (With previous jobs as the
frame of reference)

Equity model. The equity model of job satisfaction suggests that feelings
of dissatisfaction result when a person perceives his ratio of inputs/
outcomes inequitable (too high or too low) relative to the ratio of inputs/
outcomes of referent others. The implication s that to measure satis-
faction, the investigator should measure the person's perceptions of his
own lnputs. his own outcomes, his referent other's inputs, and his referent
other's cutcomes. The index of satisfaction would then be computed to
reflect the difference between a person's own ratio of inputs/outcomes and
his referent other's ratio.’

Like their implications for measuring motivation, Implications of equity
theories for measuring satisfaction are .ague on too many critical issues
to be immediately useful as the basis of a measure of satisfaction. In
particular, equity theories are vague about the specific dimensions along
which InpJts and outcomes are to be ordered, about how persons differ in
what they perceive as.inputs or as outcomes, about how to combine several
Inputs or several outcomes when computing the equity ratios, and about
precisely who 1s the person's referent othe..

Unlike need fulfillment models and frame of reference models, both of
which make readily apparent implications for measuring feelings of
satisfaction and dissati{sfaction, equity models, as presentiy formulated,
lack the conceptual specificity to be of much help as measures of
satisfaction.

Morale

The term “'morale,' as used by military authors, seems to conncte elements
of both satisfaction and motivation, as well as group related concepts like
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cohesiveness. Also, "'morale' suggests an ideological commitment to values
like patriotism, a sense of honor, courage, and a positive and adaptive
attitude toward adversity.

Morale is such a complicated construct with so many components that the
task of measuring all of them with self-report Instruments in the hope of
combining them somehow to derive a single index seems hopeless. The
investigator might try to measure satisfaction (but satisfaction with what
outcomes?), motivation (motivation to do what?), cohesiveness (in what
group? at the platcon level? company level? battailon level?). He
would be hard put to develop an accurate self-report measure of courage,
honor, patriotism, determination, willingness to self-sacrifice for the
group, or adaptive attitude toward adversity, all of which are important
camponents of morale. Unless further theoretical and conceptual work
defines the aspects of morale in more manageable terms, the investigator
is not likely to develop a practical, self-report measure of what military
people mean by ''morale' by trying to measure i.s components.

Of course, the investigator need not limit himself to self-report measures.
Military commanders have traditionally gauged the morale of their troops

by attending to Indicators 1lke AWOL and sick call rates. Also, they have
used behavioral signs like the smartness of troops when marching, how they
perform on thel- duty stations and In athletic contests, and whether they
express pride in their units. All these indicators of morale are
presumably apparent to observers who, by watching what troops do, should be
able to estim.te the level of their morale. The implication is that If he
were to classify these behavioral indicators of morale, the Invesiigater
might be able to !mprove the commander's traditional, Informal "indicator
measure'' of morale by designing instruments that helped the commander focus
more systematically on those aspects of the trocps' behaviors that most
reliably and validly reflect their morale.

The method of ‘'scaled expectations' (Smith & Kendall, 1963; Landy & Guion,
1970; Folgl, Hulin, & Blocd, 1971; Campbell, Dunnette, Arvey, & Hellervik,
1973) lends itself very well to the development of behavicral scales of
morale. This method has frequertly been used with considerable success

to develop sets of rating scales for job performance. To develop mcrale
scales by this method, the investigator follows a procedure similar to that
outlined below:

. He first conducts a series of seminars or workshops in which he
asks knowledgeable and experienced military personnel to relate ‘‘critical
incidents' of morale; that is, anecdotes or stories of occasions when they
saw a military unit or Individual do something that reflected some level of
morale--high, low, or average.

. After collecting a large number of such Incidents--usually, several
hundred-~the investigator edits them tc make them clearer and more succinct
and then develops behavioral categories reflecting the behavioral domain of
most of the incldents. MHe is guided by comments from workshop participants
who, while provoding behavioral incidents of morale, also have discussed
tentative categories for the incidents they provided.
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. The investigator then returns to the same werkshop participants who
provided the original Incidents and has them classify edited incidents
according to the categories he defired. Also, he asks them to rate each
inclident according to the level of morale--how high or low-~it depicted.

. Analyses of these categorizatléns and ratings of incidents reveals
which are "best'" in terms of how well participants agree on both categori-
zation and rating.

. After ldentifying the best incidents {''best'' means lowest standard
deviation of the rating and highest agreement on which category the
incident belongs in) the investigator has a second group of workshop
participants rate and classify the incidents to verify the ratings and
classifications of the first group.

. Then, the best incidents from these second workshops are used to
anchor various points along the final scales as defined by the behavioral
categories of morale.

To use such scales, the commander must decide which behavioral incident in
each scale or dimension most accurately describes the behavior of the unit
whose morale he is rating. Thus, the final morale scales closely represent
the particular behavioral dimensions of "morale' as the term is used in the
Army and facilitate the accurate observation and recording of morale-
related behavior.

Satisfaction and ttorale Instruments in Use

In the rest of this chapter, we review Instruments which seem to
measure job-related satisfaction. Some of these Instruments have, on
occasion, been called morale measures. For example, the SRA Attitude
Survey has been described as a measure of morale (Science Research
Associates, 1970), as has Scott's Semantic Differential ins:rument (Sco.t
§ Rowland, 1970). Since the content of these instruments sesms to reflect
mostly feelings of positive or negative affect toward aspects of the job
s!tuation, we discuss them as measures of satisfaction. There are prac-
tically no measures which reflect the complexity aid richness of morale as
the term seems to be used in the military. That is, we found no self-
report measures in which respondents could indicate both their satisfaction
and their motivations as well as their feelings of group cohesiveness,
pride, attitudes toward adversity, and the other components of mcrale as
discussed in Chapter 4,

Satlsfaction measures are classified according to two major categories:

1. Measures of overall satisfaction. These are tnstruments yielding
one index of something globally conceptualized as ''overall satisfaction."
Both single-item measures and multi-itcm scales have been developed to tap
this construct,

—




118.

2, Measures of satisfaction with specific facets of the job
situation. Among the many job facets typically included in such instruments
are pay, promotional opportunities, supervision, co-workers, job itself,
and company policies. This type of instrument yields a satisfaction index
for each job aspect it addresses and may provide scores for anywhere from
one to twenty scales. In some instruments, these are multi-item scales;
in others, each scale contains cnly one item,

Difference score measures are discussed as a particular type of multl-
item, facet measures. A relatively new development in satlisfaction
measurement, such instruments have respondents make at least two sets of
ratings, one describing the actual job situation surrcunding the respondent
and another indicating his preferred or ideal Job situation., The
difference Letween these two sets of ratings Is then assumed to reflect

his satisfaction., The less the difference between h'is preferred and actual
job situation, the greater hiv presuired level of satisfaction,

A commonly used type of single-item, facet instrument is what we term
“survey questionnaires.' We single these instruments out for special
attention because they raise different issues of reliability and validity.
These instruments are most typlcally analyzed item by Item. They are
commonly constructed and administered in-house by industria! and military
organizations when trying to measure attitudes of employees toward the
organization, thelir jobs, supervision, etc. They are used as diagnostic
insy.ruments--to provide management with information bearing on adminis-
trative action they should take to maximize organizationz] goals--more
often than as measures of satisfaction in a strictly conceptual sense.

Measures of Overall Satisfaction

Muiti-|tem Measures

Several Instruments measuring overall job satisfaction or satisfaction in
general are avallable. Multi-item scales tapping this construct generally
include items asking how the respondent feels about his job in general,
how he feels about some specific aspects of his job, how his job compares
to other jcbs, and sometimes, what are some of the charactaristics of his
job and overall job situation. Responses to these items are .ummed to
yield one score that represents overall satisfaction. To illustrate the
kinds of instruments constructed as measures of overall satisfaciion, we
review these frequently used Instruments: the Heppock (19.5) Job Satis-
faction Questionnaire; the Brayfield and Rothe (i95)) Job Satisfaction
Index; and the Kerr (1948) Tear Ballot. Another and more recent instrument,
the Survey of Organizations (Tav!or & Bowers 1972, also has a general
satisfaction scale which, however, seems intended more as a me:sure of
group than individual satisfaction.

Hoppock's Job Satisfaction Questionnaire. Perhaps the earliest measure of
Job satlsfaction, Hoppock's (1935) questionnaire consists o1 aine items,
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four of which are scored for general jobL satisfaction. Each item is sccred
from 106 for the response indicating minimum satisfaction to 700 for
maximum satisfaction. The satisfaction index is then computed as the
average of ali Item responses.

Using his questionnaire, Hoppock {1935) coliected satisfaction data from

88 percent. (N=309) of the working adult population of New Hope, Pennsylvania.
He computed a corrected split-half correlation for the four items as .93.

On the basis of this finding, it appears that his four-item scale has

fairly good inteina! consistency reliability.

Hoppock computed average satisfaction scores for the different occupational
categories in his sample and found that people with lower status jobs such
as unskilled and semiskilled workers scored lower un overall satisfaction
than managers and professional personnel. His results indicate that the
following occupation groupings could be ranked In increasing order of job
satisfaction: unskilled and manual workers; semiskilled workers, skilled
and white, collar workers; sub-professionals and lower management; and
professionals and upper management. Since other investigators have
subsequently derived similar conclusions from results obtained with other
satisfaction Instruments, Hoppock's inst,/ument seems to have scme degree of
construct validity.

Although Hoppock's Is perhaps one of the earliest measures of job satis-
faction, It Is still occasionally used todey. For example, Schletzer (1966)
found that in a sample of 185 graduates cf professional curricula like
medicine, law, and accounting, Roppock's scores correlated .83 with the
Brayfield and Rothe (1951) overall satisfaction instrument and .]5 with
Schletzer's Job Dimensions Inventory, another measure of overail
satisfaction. And Carlson (1969) found job satisfaction as measuied by

the Hoppock Questionnaive correlated .55 with a performance index in &
sample cf blue collar workers with a nigh degree of correspondence between
their ¢hilities and the requirements of thelr jobs. For blue cellar workers
with low abllity-job fit, the correlation was only -.06, Such findings
provide additional evidence in favor of the construct validity of Hoppock's
Instrument,

8rayfield-Rotte Job Satisfaction index. Brayfield & Rothe (1951) tried to
develop a measure of overall job satisfaction which could be used in a
wide varlety of jobs. Starting with a pool of 246 items, they had students
in a class on personnel psychology judge each item according to the degree
of satisfaction .t reflected. Items chosen for Inclusion in the final
instrument had Q values less than 2.0, were distributed along the entire
range of satisfaction, did not refer to specific Job aspects but rather
were gener-al in content, and were deemed acceptable by management
represcntatives. Eighteen items make up the questionnaire. Some examples
appear below:

. My job Is like a hobby t® me.
I am often bored with my job,
| definitely uislike wy work.
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Items are rated cn a five~point scale with alternatives ranging from
"'strongly agree' to ''stron,.y disagree.'" An overall job satisfaction
score is computed as the sum of the 18 ratings with a possible range of
from 18 to 9C.

With a sampie of 231 female clerical and secretarial employees, Brayfield
and Rothe report a corrected odd-even estimate of .87. In another study,
Brayfield, Wells, 8 Strate (1957) obtained a correcced odd-even estimate

of .90 for 41 male and .78 for 52 female civ'] service employees, suggesting
at least adequate internal consistency reliability.

Correlations between the Job Satisfaction Index and Hoppock's questionnaire
provide some evidence of construct valld'ty for both. Brayfield and

Rothe found this correlation to be .92 in a sample of 91 night school
students. As indicated earlier, Schletzer (1966) found that the Brayfield
and Rothe Instrument correlated .83 with the Hoppock Questionnaire In a
sample of 135 graduates of professional schools at the University of
Minnesota. Brayfieid, Wells, & Strate (1957) found that the Job Satis-
faction Index correlated .40 (Ne4), p<.01) with the SRA measure of satis-
faction for male civil service employees, but tha: the correlation,
although positive, was not significant for female civil service personnel
(r=.20, N=52, NS),.

A rezent study by Shepard (1970) provides further evidence for the construct
validity of the Brayfleld and Rothe measure. He compared mean satisfaction
scores obtalned by workers In jobs classifled bcforehand Into three levels
of "functlonal specialization': Automobile ascemblers (N=96) were in the
high speclalization category, oil refiner process control operators (Nw92)
In the medium speciallization category, and malntanznce craftsmen in an
automobile factory (M=117) in the low specializatlon category. Shepard
found that workers with the most specialized jobs obtained the lowest

scores on the Brayflield-Rothe questionnaire, whereas workers in the least
specialized jobs obta ned the highest scores. This agrees well with the
commonly held assumption that job satisfaction is negatively correlated with
degree of job specialization. Many people expect that workers who have
highly speclalize? jobs, such as most assembly line jobs, for instance,
would be bored and unfulfilled by their narrcw jobs and would express their
lack of fulfiilment as job dissatisfaction.

In sum, available evidence indicates that the Brayfield and Rothe instrument
is both reliable (internal consistency) and, according to tenets of
construct validicy, valid to at least some exient,

The Tear Ballot for Industiy. Kerr's Tear Ballot (1943, 1948) is another
early Instrument measuring overali job satisfaction. Kerr generated items
for his Instrument by scouring the psychological and perscnnel literature
and then had a panel of five industrial psychologists critically appraise
them, Finally, each word in each item was checked againit the Thorndike
word list to ensure that it was at a low vocabulary level. This process
resulted in ten items rated on five-point scales and an eleventh rated on a
seven-point scale.
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Respordents indicate their answers to each question by tearing the
questionnaire at the response they wish to make. Kerr argues that this
tearing method is superior to writing implements because of savings in
administration time by not having to distribute pencils and because
respondents are favorably impressed by the anonymity of not having to make
any written marks on the form.

Kerr (1948) reports corrected split-half reliability estimates computed on
eight samples of business and industrial employees: for seven male retail
office employees, .65; 86 female retai! clerks, .68; 20 male retail
supervisors, .68; 125 female factory workers, .73; 58 male retail clerks,
.76; 70 female retail office employees, .80; 13 female retail supervisors,
.80; 8 ship carpenters, .82. The median of these is .76. Speroff (1959)
administered Kerr's Tear Ballot to 36 factory workers and obtained a test-
retest (with I-week Inteival) raliability of .81. Thus, although the
internal consistency estimates seem somewhat low, the test-retest estimate
indicates an adequate level of reliability.

Kerr (1948) selected 98 wage earners at random off the street to fill out
his questionnaire and indicate both the totai time spent in the civilian
labor market and total number of jobs held during that time. He found a
correlation of .25 (N=98, p<.05) between total satisfaction score and
teriurereate (time In labor market divided by number of jobs). He argues
that at least some variance in job satisfaction is accounted for by stable
personality traits, independent of the person's present Job situation, and
that since an individual is likely to be as satisfied with one job as with
any other by this reasoning, his present levei of job satisfaction should
be related to his history of leaving previous jobs, From this point of
view, the correlation of .25 |s evidence for construct validity. The
correlations between individual items and job tenure rate ranged from .14
to .63 with a median of about .27. Speroff (1958) collected similar data
from 36 factory workers and found that the correlations between the items
and a criterion of job tenure rate ranged from .19 to .84 with a median ot
.43, With thic replication, we can be reasonably confident that there is
indeed a relationship between scores on Kerr's Tear Ballot and one's
history of job turnover. Whether a similar relationship exists for the
criterion of future job turnover s another matter, however.

A number of other studies that bear on construct validity of Kerr's Tear
Ballot can also be mentioned here. Van Zelst (1951) found that it
correlated .82 (p<.01) with average popularity rating In a sample of 66
construction workers. 2intz & Kerr (1951), studyin3j workers in a
manufacturing company, obtained a correlation of -.42 (N=53, p<.05) between
Tear Ballot scores and percent hearing loss, with age partiaied out.

Overall, Kerr's Tear Ballot dppears to have at leait adequate reliability
based on internal consistency and test-retest estimates. Several studies
hare related It to a wide array of criteria and report many substantial and
statistically significant rel2tionships. In particular, the Tear Ballot
seens related to the rate with which an Individual has changed jobs in

the pas*.
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Survey of Orgenizations. As part of their Survey of Organizations
questionnaire (Taylor & Bowers, 1972), rcsearchers at the Institute for
Social Research at the University of Michigan include seven items to measure
cverall satisfaction in organizations. The items, theee of which are

listed below, were selected, apparently, to tap the major ccmponents of

job satisfaction identified in previous empirical and theoretical work:

1. All in all, how satisfied are you with the persons in your wo:k
group?

2. All in all, how satisfied are you with your job?

3. Considering your skilis and the effort you put into the work, how
satisfied are you with your pay?

Respondents rate these items on a seven-goint scale with alternatives
ranging from ''very dissatisfied" to ''very satisfied.' Since group scores
on these seven items intercorrelate so highly, they are summed to yiéld
one overall giroup satisfaction score.

Mean scores on the satisfaction items collected from 749 work groups were
submitted to a cluster analysis which yielded an alpha coefficient for the
seven items of .87, an internal consistency estimate indicating adequate
reldability.

Evidence for construct validity of the satisfaction scale comes Trom
analysis of ''cross-lag' correlations between the satisfaction scale ana
other scales on the survey instrumant. In a cross~-lag anayysis, measures
of two things, say A and B are taken at time :'1" and then again at time
12." The foursets of resultant measurements (Measure A at time |, measure
A at time 2, measure B at time )}, and measure B at time 2) are inter-
correlated., Inference about direction of causality can be mace from the
pattern of intercorrelations. For example, if Al correlates very highly
with B2 but Bl Joes not correlate with A2, then one can infer that the
thing measured by A causes the thing measured by B more than the other way
around. |If the pattern of such correlations and inferred directions of
causality conform to theoretical expectations, the m~asures acquire
construct validity.

Taylor & Bowers (1972) report ceoss-lag correlations between the satis-
factlon scale and the organization climate scale of the Survey of
Organizations as computed from data gathered from a sample of 284 work
groups. Since thedr theory posits that satisfaction is a dependent
variable relative to organizaticn climice--meaning that climate theoret-
ically causes satlsfaction rather than vice versa--they need to show that
the correlatlon between climate at time | and satisfaction at cime 2 is
appreciably greater than the correlation between satisfact.on at time 1 and
climate at time 2. Table 8 displays these intercorrelations (which are
actually '"mean multiple zorrulation coefficients among domains for two
time points,'" p. 85). Note that’ the pattern of correlatiors conforms to
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theoretical expectation.. The correlation between climate st time 1 and
satisfaction at time 2 (.78} is significantly greater than the correlationr
between s3tisfactica at time 1 and climate at time 2 (.5C; significance of
the differerce in correlations: t=6.44, p<.001). Apparently, since these
analyses were 1one on data collected from Mall multiwave administrations
of 1969 edition of the Survey of Organizations,'" (p. 85) the interval
between time 1 and time 2 varies for different work groups in their sample.
We could not determine precisely what those time intervals were.

Taylor and Bowers alsc report findings bearing on the concurrent and pre-
dictive validities of the satisfaction scaie. Draving upon data accumulated
from longitudinal studies of urganizations (including plants, laboratories,
and sales regions) in 15 companies, they report correlations between group
satisfaction scores and organizational criteria of efficiency, produc.
quality, attandance, and human costs. The gist of these data is that satis-
faction as measured by the Survey of Organizaticns seems, overall, to be
significantly correlated regatively with direct labor costs, overtime labor
costs, absenteeism, and turnover. These relationships cons tute fairly
strong support for the validity of the instrument as a measure of group or
organizational satisfaction.

Single-item Measures

Robinson, Athanasiou, and Head (1969) point out that if only a gene-al,
overall —easure of satisfuction is required, a single-item ‘ndex mignt
serve cqually as well and with less administration time, than a scale of
several items {from four to twenty items in the scales discussed in the
previcus sec:ion). In fact, .ome researchers use single-item indices as
criteria with whicn to evaluzte or compare their multi-i“em scales. For
example, Smith, Kendal!, and Hulin (1969) report using a single-item 'Faces"
rating item (ciscussed bciow) in at least one of their studies val!idating
the Job Description Index. Wanous and Lawler (1972) also used a single-
item rating scale as one of the validating criteria in their study of
satisfaction meacurement. We review, in this section, some of the many
single-item, ove~-all job satisfaction indices used and hope to convey a
flavor for the variety of possibilities for such a medsure.

A single~item, overall rating index sometimes incluied in survey question-
nalres with military personnel follows (from Kirschner, Dry‘en, and
Hartman, 1970; and Cantrell, Hartmar, and Sims, 1967):

Following is a job-satisfaction rating scale. You are requested
to indicate your satisfaction with your present job by piacing
an "Xt in the box in frong of the statement that best describes
your present feelings about your present job. Statement "A'




E

Satisfaction | .78

Satisfaction 2 .78
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Table 8

Intercorrelations Between Satisfaction and Organization Climate
as Measured by the Survey of Organizations at Two Points in Time
(for all multi-wave administrations of th: 1969 edition of the
survey of Organications; N=284 Work Groups)

Organization
Climate !

Organization
Climate 2

Organization (Qrganization Satisfaction 1 Satisfaction 2
Climate | Climate 2
67 —
.50,
.88 .5¢ ————

Source.- ~Adapted fram J. C, Taylor and D. G. Bowers.
Survey of Organizations. Ann Arbor, Michigan:
University of Michigan, 1972, p. 86.
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represents a c¢omplete dislike for the job while statement ''0"
represents a complete satisfaction with it. The other state~
ments fal! in between these two extremes, Find the statement
that most nearly describes your feelings about your job and
place an "{" in the box in front of that statement. Mark an
UX" in oniy one 2f the boxes,

___A. This {s the single worst assignment that | have ever nad.
___B. One of two or three terrible assignments--all equally bad.
___C. A terrible assignment, but not the worst by any means.
D. A very bad assigrment.
—__ E. A bad assignment.
___ F. Poorer than the 7verage assignment.
___G. Almost as good as the average assignment.
___H. An average assignment
___l. Just a little better than the average assignment.
_J. Clearly better thaa average.
K. A good assignment,
—_ L. A very good assignment.
__ 4. An excellent assignment, but not quite superior.
___N. One of two or three superier assigiments | have had™~

all equally superior.
0. The single most superior assignment that | have ever had.

Analyzing survey data gathered from 2,122 malntenance personnel (airmen) in
twenty miiitary units in Europe, the Far East, and the continental United
States, Cantrell et al. (1967) compi:rd survey responses of those who checked
the five alternatives reflecting highest satisfaction on this index with the
res;onse of those indicating the five luwest. Their general findings were
that quality of supervisior seemcd a potent factor ir. determining level of
job satisfaction and that wives' attitudes toward the Alr Force were related
to the satisfaction reported by thc married airmen.

vanford, Steinkerchner, Cantreli, Trimbie, and Hartman (1971) used a some-
what less elaborate version of the index used by Cantrel! et al. (1967) and
Kirschner et al. (1970). Sanford et al. used a graphic rating scale anchored
at six points with numbers ranging from 0 to i5 in Increments ¢f three. Five
of the zix anchoring numbers were defined as follows \scale point 12 was not
defined):

0 3 [4 9 12 15
terrible a bad poorer vetter excellent
assignment  than the than the
average average

asslonment  assignment

They found that of the 737 Air Force sentrles in their sample, the majority
reported marked degrees of dissatisfaction. Most responses were at 6 or
less on the graphic rating scale.
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Another type of rating scale, less verbally demanding then others, simply
requires respondents to check one of six faces, each representing some
degrec of positive or negative affect or how he feels about his job. Three
of <he faces show varying degrees of happiness or positive affect and three
show unhappiness. The degrees of happiness and unhappiness are conveyed

by portraving different degrees of smiling and frowning, particularly
through the curvatures of the mouths and the characteristics of the eyes.
Kunin (1955) reports the original development of the ''faces!' reporting format.

Smith, Kendall, and Hulin (1969) administered the six-point ''faces' rating
scale and other measures of satisfaction (Job Description Index with various
response formats) to eighty employees of a farmers' cooperative to evaluate
different response formats on the JDI. Scores on the overall, single-item
faces scale corralcted .64 with an overall score derived from summing the
JOI scales.

As a by-product of the studies done to dev2lop and validate the JDI, Smith
et al. (1969) report correlations between the one-item faces scale and age,
rated performance, and absenteeism. Note in Table 9 that although these
correlations are low, three out of four are significant at p<.05 and all
are in the direction one might expect for a satisfaction measure.

Please note that most of the one-item, cverall satisfaction indices are
evaluative measures. They more or less directly ask for responses along
scme continuum of affect or satisfaction toward the job. For example,
they require respondents to Indicate directly how satisfied they are, how
good or bad their job assignments are, or which of a set of smiles and
scowls best represents thelr feelings toward their jobs. A few single-
item indices are more descriptive measuras. For instance, Gould (1372)
used as measures of overall satisfaction the following two single~item
indices:

| find my job: My job utilizes my talents and training:
1. extremely duli 1. not at all

. very dull 2. very little
. falrly dull 3. fairly well
. $SO-SO b, quite well
5

5

7

<

frirly interesting . very well
. very Interesting . exc.llently
. extremely interesting . perfectly

SNOMWY W N

Althcugh these items are not pu}ely descriptive in the sense of providing
objective descriptions of the respondents' working environment, they are
certainiy more descriptive than previously discussed singla-item measures
that asked for ratings on explicit scales of satisfaction, for example.

P
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Table 9

Correlations Between the Overall, One-ltem
Faces Scale and Age, Rated Performance
ana Absenteeism

Statistical

Sample (males) N r Significance
electronics

Age manufacturer 98 .22 .05
brass

Performance manufacturer 57 .26 NS
electronics

Performarce manufacturer L7 .39 .0l
electronics

Absenteeisin manufacturer 98 -,22 .05

Source .--Adupted from P. C. Smith, L. M, Kendail and C, L.
Hulin, The measurement of satisfaction In work and retirement.
Chicago: Rand McNally, 1963, p. 63.

NG, AT e = PR
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In analyzing responses of over one hundred thousand airmen in 97 difterent
""career ladders," Gould (1972) found substantial differences within and
hetween occupational groups on both items. These differences are not
systematic enough to suggest construct validity for the items as satis-
faction measures. Nevertheless, the iteus do illustrate how relatively
descriptive, single, overall satisfaction indices might be developed.

Measures of Facet Satisraction

Measures of facet satisfaction seem to be among the most widely used
measures of job-related satisfaction. The facets or scales included in
such instruments can be chosen on theoretical grounds of what dimensions
adequately cover the domain of job-related satisfaction. They can be
chosen on the basis of a literature review of previously used dimensions.
They ‘can be based on results of cluster or factor analytic techniques. Or
they can be chosen simply on the basis of what dimensions are of greatest
importance or interest in a glven situation, The instruments can have
either multi-item or singie-item scales. Items can be either evaluatively
or descriptively worded, and they can be scaled according to a variety of
formats including satisfaction-dissatisfaction, agree~disagree, smiling face-
frowning face, or other continua such as graphic rating scales with 0 to
100 percent at the end points or descriptively quantitative end points like
""no opportunity for achievement' to 'maximum opportunity for achievement.'
There are undoubted!y other major differences amo.'g these Instruments as
well, not to mention their reliaoilities, validities, reading level, and

s0 on,

Multi-]tem Measures of Facet Satisfaction

Job Description Index. The JDI Iis the culmination of the '"Cornell Studies
of Satisfactlions,' a program of research begun in 1959 as part of a more
extensive reseaich effort of retirement headed by Patricia Cain Smith
(Smith. =ndall, and Hulin, 1959). Smith ec al. set for themselves the
tasw of developing a measure of job-related satisfaction with the following
characterietics {Smith, 1967):

. Applicable to a wide range of job classifications and to people in
varying job levels

. Low reading leve!, so that even pocrly educated workers would have
no trouble understanding the questions

. Short, easily adminstered !n groups, and easily scorable

. Yielding a set of scores reflecting satisfaction in a number of
discriminable job areas (facats)

. Free from obvious biases such as .-a: i scence
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. Reliable from the point of view of both internal consistency and
stability over time

. Valid.

After reviewing the literature reporting factor analytic studies of job
satisfaction and analyzing their own preliminary categories, Smith et al.
decided on five racets or areas of satisfaction they wanted their instrument
to measure: satisfaction with work, pay, opportunities for promotion,
supervision, and co-workers. Since there is some evidence (Yuzuk, 1961)

that when an inventory consists of evaluatively worded items, much of the
variance can be attributed to one general factor (which would work to
preclude the emergence of a set of discriminable or relatively independent
job facet factors), they elected to use descriptively worded items instead.
After reviewing other Inventories, and appealing to their own common sense,
they generated a list of thirty to forty adjectives for each of the five
scales. Then they had 317 Cornell students and residents of Ithaca, New
York, indicate which adjectives in the five lists described the best and also
the worst job they ever had. Adjectives which did not discriminate betwecn
worst and best jobs--that is, which were not used more frequently to describe
either worst or best jobs--were eliminated since they probably did not repre-
sent Important characteristics for determining job satisfaction.

The final stage of their item selection procedure was to have a sample of
men from each of three companies and a sample of womea from two companies,
in a varlety of Job circumstances (the five sample sizes rangsd from 29 to
58) describe their present job in terms of the five lists of adjectives.
Smith et al. split each sample in half on the basis of tota' scores of each
of the five scales, into a satisfied half and & dissatisfied half. Only
those items which individually discriminated bezween these two halves (i.e.,
which were related to the total scale score) were retained.

The final version of the JDI consists of nine adjeciival or descriptive
items for the pay scale and for the promotion scale, and eighteen items in
each of the other three scales, for a total! of 72 items. The scales and
representative items are listed below:

i) Work 11) Supervision tii) - People
. fascinating . hard to pisase . boring
. creative . annoying . talk too much
. on your feet . around when needed . loyal
lv) Pay v) Promotions
. satisfactory profit sharing . opportunity somewhat limited
. Insecure . good chance for promotion

. highly paid . regular promotions
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When comp.eting the JDI, respondents describe their present jobs by checking
for each item "Y' (for yes) if the item describes the particuiar facet-scale

aspect of their job, '"N'' (for no) if the item does not descripe it, and "7
if the respondent cannot decide,

Estimates of internal consistency reliability were derived from responses
obtained from eighty male employees in two electronic plants. Corrected
split-half estimates for the five scales range from .80 for 'pay" to .88
for '"co-workers,' with a median of .86 (Smith et al., 1963). In a sample
of 45 employees in a farmers' cooperative, test-retest estimates, with a
3-vear interval between testing, range from .45 to .75.

Scale Intercorrelations, derived from a pocled, heterogeneous sample of

980 males in 21 plants, range from .28 to .42 with a median of .39. For

627 females, these intercorielations range from .16 to .52 w:.th a median

of .32, Although there is some intercorrelation among the five JDI scales,
the median amount cf variance in any one scale accounted for by another

scale is only appioximately !2 percent, while the median amount of reliabie
variance in a scale, based on internal consistency estimates, is approxi-
mately 74 percent. Thus, a median of approximately 50 percent of a scale's
variance Is both rellable and specific to that scale. These figures indicate
that the five JDI scales are reasonably independent and rellable.

Evidence for the construct validity of the JOI comes from more recent studies
in which JDI scores have been related to turnover indices, Hulin (1966)
administered it to 350 female clerical workers and found that scores for

26 of them who quit 5 months later were lower, particularly on the work,
promotions, co-workers, and supervision scales. Waters and Roach (1971)
found that in a sample of 160 nonsuperviscry, female employees in an
insurance company, termination during the year following JD! administration
correlated .24 (p<.01) with the satisfaction with work scale. None of the
other four JDI scales was correlated significantly with termination, however.
Frequency of absences during the year following JDI administration correlated
-.28 (p<.01) with the work scale and -.18 {p<.05) with satisfaction with
co~workers. Thus, at least some JDI scales significantly predict probability
of tarmination and number of absences.

In sum, the JD! has been developed with meticulous attention to hoth
theoretical issues underlying satisfaction measurement and psychometric
issues such as item and scale characteristics, It is an easily administered,
easily scored instriment yielding five fairly independent satisfaction scores
in the job areas of pay, promotinn, work itself, supervision, and co-workers.
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Its items are at a low reading level and should be readily comprehensible
even to respondents with little formal education. At least two studies
have found that some of its scales have predictive validity with respect
to termination and absenteeism criteria for female employees., Reiiability
estimates based on internal consistency coefficients are also adequate.

Semantic Differential Scales. Scott (1967) developed a semantic differential
approach to measuring job satisfaction (he called it mcrale) which requires
a respondent to check a point on a continuum defined by a pair of polar
cpposites, to describe a specific facet of his job. Instead of checking
whether or not an adjective describes his pay, for example, Scott's approach
has the respondent check a point on the continuum defined by the adjective
and its opposite. Scott (1967) chose to include ''me at work'' as a primary
scale on his instrument and alsu, after reviewing the factor analytic
literature, the followirng scales:

. My opportunities VFor growth
. My job

. My supervisor

. Top management

. Lompary benefli:s

. My fellow workers

. My pay

. My working conditions.

Each scale had a number of pala--opprsite semantic differential items, from
75 for the ''me at work'' scale, to 25 f..r some of the others. The polar
opposites had a llst of quantifiers ranged between them so that the
respondent could Indicate the point on the continuum defined by the
oppos i tes that were most descriptive of his situation. For example, the
scale '"My Job' had the following three pairs of polar opposites:

oy §ouw d o9

o 3 @l the Other 3 o
1. routine varied
2. complex simple
3. bad | good

Respondents were instructed to regard the corcept (job facet) at the top
of the questionnaire page and check the appropriate point on each polar-
opposite cortinuum to describe the concept.
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After admiristering his instrument to a sample of 92 engineers, Scott
factor analyzed the responces for each concept (job facet) and found in
each case that a large proportion of common variance was accounted fcr by
an affective orientation toward the job facet. In a subsequent study,
Scott and Rowland (1970) found that similar factor structures emerged for
each of the nine scales in a sample of 262 male civil service employees of
a naval ammunition depot. Therefore, this methcd does seem to tap
evaluative dispositions--that is, satisfaction--toward faczats of the job
situation. Satisfaction scores are computed by summing a respondent's
scores on only those polar-opposite items found to load heavily on the
general evaluative or satisfaction factor (Cherrington, Reitz, & Scott, 1971).

Minnesota Satisfaction Questionnaire. The MSQ (Weiss, Dawis, England, &
Lofquist, 1967) was developed as a companion instrument of the Minnesota
Importance Questionnaire (MIQ). Earlier in this review, we interpreted the
MIQ as a measure of needs, inferred from assessing valence of possible job
outcomes or importance of these outcomes for the individual's potential
satisfaction. The MSQ measures actual or presently experienced satis-
facticn with the same nutcomes. The underlying conceptual d!fferences
between the MSQ and the MIQ nicely Illustrate the distinction between
valence and satisfaction: Satisfaction refers only to affect an individual
presently experiences with regard to some aspect of his job situation,
whercas valence reflects the degree and quality of affect he expects to
exnerience because he has either experienced similar affect in the past or
i{s presently experiencing it toward a particular aspect of his job. That
is, the MSQ measures presently experienced satisfaction, while the MIQ
measures anticipated or potentlial satisfaction by measuring needs inferred
from outcome valences.

The original MIQ, as noted previously, consisted of orz hundred Items

rated on a flve-point rating scale of importance. (This format for the MIQ
was later revised to a pair-comparison format to improve scaling
preperties.) The MSQ consists essentially of these same one hundred tems
rewritien as satisfaction items. There are twenty satisfaction scales,
five (tems per scdle. Like the MIQ items, the MSQ, according to a Flesch
count .f readability, is classified as ''very easy,' at the fifth grade
level, Its twenty scales, each with the item correlating highest with the
scale “core in a sample of 1,793 employed individuals, are:

1. Ability utilization. The chance to do something that makes use of
my abilities.

2. Achievement. The feeling of accomplishment | get from the job.
3. Activity., Being able to keep busy all the time.

4. Advancement. The changes for advancement on this job.
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5. Autkority. The chance to tell other people what to uo.

6. Company policies and practices. The way company policies are put
into practice. |

7. Ccapensation. My pay and the amount of work | do.

8. Co-workers. The way my co-workeis jet along with each other.
9. Creativity. The chance to try my own methods of doing the job.
10. Independence. The chance to work alone on the job.

11. Moral values. Being able to do things that don't go against my
conscience,

12, Ré;6gnitlon. The praise | get for doing a qood job.

13. Responsibility. The freedom to use my own judgment.

14, Security. The way my job provides for steady employment.

15, Soclial service. The chance to do things for other people.

16. Soclal status. The chance to be ''somebody' in the community.
17. Supervision--human relations. The way my boss handles his men.

18. Supervicion--tethnical. The competence of my supervisor in
making decisions.

19. Variety. The chance tu do different things from time to time.
20. Working conditions. The working conditions.

Respondents rate Items on a five-point scale with alternatives ranging from
'very dissatisfied' to ''very satisfied ' The MSQ yields a satisfaction
score for each scale plus a general satisfaction score computed as the sum
of each of the twenty items correlating highest with their respective
scales; that is, the items listed above.

A short form of the MSQ zonsists of the twenty items, one from each scale,
correlating highest with the twenty facet scales in the long forri. The
short form yields three satisfaction scores--intrinsic satisfaction,
extrinsic satisfaction, and tota! or general satisfaction. ltems were
assigned to the intrinsic and extrinsic scales of the short form according
to their loadings on two general factors (accounting for 39 percent of the
total variance) which emerged from a factor analysis of responses to twenty
items obtained from 1,460 men employed in a variety of occupations (Weiss,
Dawis, Lofquist, & England, 1966).
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Welss et al. (1967) report normative data on the long form of the MS5Q for
27 occupational groups including professional, technical, and managerial
occupations; clerical and sales occupations; szvvice occupations; and
miscellaneous categories. For each group, they present internal consistency
rellability estimates for each scale on the long iorm MSQ. Table 10 shows
the median internal consistency estimates. The median estimates {(medians
over all the normative groups) for the 21 scalcs range from .93 for '‘recog-
nition' to .78 for '‘responsibility." Most scales have median inteinal con-
sistency estimates in the 80's. Test-retest estimates with a l-week
interval, are available for a sample of 75 employed night school students.
These estimates ranged from .66 for ''co-workers'' to .91 for '"‘working condi-
tions,' and again., most estimates are in the 80's. In another sample of
115 persons employed in diverse nccupations, test-retest estimates were
computed with a 1-year interval retween testing. These estimates range
from .35 for "independence'" to .71 for "ability utilization" with a median
of .61. The MSQ scales seem, therefore, to be at least adequately reliable
from the perspective of Internal consistency and also sufficiently stable
over time to be ludged rellable from a test-retest perspective ¢s well.

There appears to pe evidence in support of the construct validity of
several of the long form MSQ scales. In one series of studies conducted to
test a major hypothesis dJderived from the Theory of Work Adjustment--that
satisfaction is a function of the fit between an individual's needs and the
reinfcrcement system of his job--Weiss e: al. (1964) predicted that people
identified as having both a high need and 2 high level of reinforcement in
a particular MSQ scale area would report more satisfaction in that area
than would people with a high need but a low level of reinforcement. The
MIQ was the neasure of & individual's needs in each of 16 areas, and the
MSQ the measure of his level of satisfaction in the same 16 areas. 7o
measure reinforcement level, they had five Ph.D. psychologists rank 19 job
categories (at least 33 individuals were in each job category) on each of
the 16 MIQ-MSQ scale areas for the amount of reinforcement the job would
provide in that arca. Then, for each scale area, Weiss et al. classified
individuals In their sample as having either high or low needs (measured by

the MIQ) and as recelving e!ther high or low levels of reinforcement from
their jobs,

An example of the kind of analysis they performed is shown in Table 11,
which displays means and variances in satisfaction scores for the "ability
utilization'" scale of the MSQ according to cross-classificarion of indi-
viduals by need and reinforcement level. Note in Table il that the high
neec, high reinforcement group scored sionificantly higher on satisfaction
with ability utilization than the high need, low reinforcement group
(F=69,25, p<.001), supporting the hypothesis derived from the Theory of
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Table 10

Estimates of Internal Consistency
and Stability Reliabilities for the
MSQ Long Form Scales

Mec - Stability Stability
Inter.. Estimates Estimates
Consistency One-week One-year
Scale Estimates N = 75 N =115
1. Ability utilization .91 .84 T
2, Achievement .84 .81 .62
3. Activity .86 .83 49
L, Advancement .93 .85 .67
5. Authority .85 .85 47
6. Compary policles and practices .90 .80 .61
7. Compensation .91 .79 .62
R. Co-workers .85 .66 .ho
| 9. Creativity .87 .87 .66
£, 10. Independence .85 .75 .35
X 11, Moral values .81 .83 .53
; 12, Recognition .93 .86 .69
13. Responsibility .7 .87 .61
14, Security .80 .70 .58
15. Soctial service .82 .84 .57
16. Social status .79 .80 .63
17. Supervision--human relations .89 .86 .66
18. Supervision--technical .86 .90 .68
19. Variety .86 .80 .69
20. Working conditions .89 .91 .69
21. General satisfaction .88 .89 .70

Source.--Adapted from D. J. Weiss et al. Manual for
the Minnesota Satisfaction Questionnaire. Minnesota
Studies in Vocational Rehabilitation: XXII. Work
Adjustment Project, Industrial Relations Center,

. University of Minnesota, Minneapolis, 1967,
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Work Adjustment. Findings similar to these provide evidence of construct
validity for seven of the 16 MSQ scales studied: namely, ability
utilization, advancement, variety, authority, achievement, creativity, and
respensibility (the first three scales received the strorgest support).

Additional evidence for the construct validity of MSQ scales comes from
studies indicating that it differentiates occupations in the same way that
previous research (e.g., Herzberg, Mausner, Peterson, & Capwell, 1957) has
shown that occupations differ in terms of level of job satisfaction--
professiona:s are relatively more satisfied than unskilled groups. Weiss
et 31. (1967) report that of the 25 crcupational groups in their sample:

. Fieid rapresentatives (who are high level management consultants)
scor.d highest on eight of the 20 MSQ facet scales.

. Teachers had che tighast means on seven other scales.

. Mangpers scored highest on frur scales.

. Licensed practical nurses scored highest on the remaining scale.
On the other hand:

. Housekeeping aides scored lowest on nine scales.

. Laborers ware lowest on seven scales.

. Small equipment operators were Towest on iwo scales.

. Part-time nurses, food sevvice workers, and toy assemblers scored
lowest on the remaining two scales.

In addition to these studies, there are other bits and pieces of evidence
which, in combination with the evidence prese:ted here, indicate rather
strong evidence for the construct valldity of the MSQ (long fo m).

The short, twenty-item form of the MSQ also appears both reilable and valid.
Internal consistency estimates for the three scores derived from it,
obtained from 1,723 people in seven occupational categories, are:

. Intrinsic satisfaction. For the different occupational ¢roups,
internal consis*ency estimates ranged from .84 to .9) with a median of .86,

. Extrinsic sat sfaction. Estimates ranged from .77 to .82 with a
median of .80,

. General sati-faction. Estimates ranged from .87 to .92 with a
median of .90.




Table N

Mean Satisfaction Scores on the

Ability Utilization Scale of the

MSQ, According to Need (MIQ) and
Reinforcement Level

Group N Mean Variance
1. MHigt need 203 18.6 35.27
2. Low need 285 17.8 15.16
3. High need, high reinforcement 120 21.0 17.32
b, High need, low reinforcement 83 15.1 4o.88
5. Low need, high re:nforcement 83 19.8 7.35
6. Low need, 1ow reinforcement 202 i€.9 15.94
7. High reinforcement 203 20.5 13.65
8. Lo reinforcement 28¢5 16.4 "23.76

Variance ratio
group | vs. group 2: f(202, 284) = 2.33 (p<.C1)

F-tests of mean differences
group 3 vs. group 4: F(1,201) = 69.24 (p<.001)
group 5 vs. group 6: F(1,283) = 41.80 (p<.001;
group - vs. group 6: F(1,283) = 8.24 (p<.01)
group ~ vs. group 3: F(1,486) = 102.S5 (p<.001)

Source.--C. J. Weiss et al. Construct Validation Studies
of the Minnesota Importance Questionnaire. Minneso.a

Studies in Vocatlonal Rehabliitation: XVIII. Industriai
Relations Center, Univers'ty of Mlianesota, Minneapolls,

1964, p. 31.
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Occupation group differences on the MSQ short form suggest some construct
validity. Ot the 25 or so occupational groups in their normative sample,
electronic assemblers scored lowest on the "intrinsic'' and ''general"
scales, anu assemblers (not electronic) scored lowest on the extrinsic
scale. Salesmen scored highest on all three scales. These resul*s agree
with previous research on cccupational differences in job satisfaction.

Generally, both the long and the short forms of the MSQ have been shown to
te reliable and valid measures of facets or comoonents of job satisfaciicn,
Current research is underway to try out additional scales on the long form
and to change the rating format from a ''very dissatisfled--very satisfied"
scale to a scale of '"not satisfied" to ''extremely satisfied," whicn seems
to have somewhat improved psychometric properties.

Triple Audit Ouinion Survey. Dawis & Weitzel (1971) list the following as
what they consider desirable features of measures of employee attitudes
{satisfaction):

. It should be a two-pronged measure of both ''satisfaction'' and
"importance."

. It should use a rating format as opposed to alternative formats
such as ranking or pair-comparisons.

. The rating scales should be one-sided, with the ''neutral point"
(i.e., "not satisfied") at one end and should have five rating alternatives.

. The instrument should be multidimensional (i.e., liave several
faczts) with a ''general' dimension included.

After arguing that these characteristics are indeed desirable in satisfaction
instruments, Dawis and Weitzel point out that their Triple Audit Opinion
Survey (TAOS) has these characteristics.

The TAOS is an instrument talior-fitted to the particular situation where
it is used. First, rasearchers irterview a sample of individuals to be
surveyed. Then, on the basis of the interviews, they decide on the most
appropriate set of scales to include In the main survey juestionnaire
administered to all employees. Fifty-eight areas or sc. es are presently
aval lable. twenty of them nearly identical to the twenty MSQ facet scales.
The typical tailor-fitted TAOS consists of about 25 scales rated for
satisfaction an? the same 25 scal~s with slightly reworded items rated for
importance. There are four items per scale. The survey includes a personal
data sheet and a free response section with three general, open-ended
questions,

Since twenty of the presently available 58 TAOS scales are very similar to
the MSQ-MIQ scales, previous remarks about the reliability and validity cf



139.

the MSQ and MIQ also apply to the parts of the TAOS that overlap with these
two instruments. Thus, the TADS scales in common with the other two
instruments have fairly good reliability and validity in general. Dawis &
Weitzel (1971) report internal consistency es'imates for the 58 scales
averaging in the 80's.

SRA Attitude Survev. The SRA Attitude Su-vey (Science Research Associates,
1970) was developed with the joint efforts of staff at the Industrial
Relations Center of the University of Chicago and Science Research
Assonciates. A se-ies of non-directive interviews with employees in a
variety of jobs and industrial settings suggested 14 job-related problem
areas or facets. These, along with a fifteenth dimension tapping reactions
to the survey instrument itselt, make up the maln body of survey, Each
dimension has a nurber of items, betweer two and elght, for a total of 78
items., items are brief statements describing either aspects of the job
situation (descriptive items) or affective reactions to the job aspects
(evaluative Items). Respondents indicate on a three-point rating scale,
with the alternatives 'agree,'" ''?," or ''disagree,' their extent of
agreement with each item. 1The survey ylelds a score for each of the 15
dimensions as well as a total score representing general or overall
satisfaction (Ash, 1954). Apparently. the survey is aiso sometimes scored
item by Item, providing percentages or frequenclies for the item response
alternatives. The 15 dimensions included in the survey and an filustrative
item for each are:

l. Job demands. There Is toc ch pressure on my job.

2. Work conditions. For my hind of job, the working conditions
are okay.

3. Pay. My pay is enough to live on comfortably.

|}

4. Employee benefits. The organization's benefit program s okay.

5. Friendliness and cooperaticn of fellow employees. The people |
work with help each other out when someone falls behind or gets in a
tight spot.

6. Supervisor-employee interpersonal relations. My supervisor gets
emplioyees to work together as a team.

7. Confidence in management. 1 have confidence in the falrness and
honesty of management.

8. Technical competence of supervision, My supervisor knows very
little about his job.

a9, Effectiveness of administration. This organization operates
efficiently and smoothly.




7t

140,

10. Adequacy of communication. You can say what you think around here.

11. Security of job and work relations. You can get fired around here
without much cause.

12. Status and recognition. |'m really doing something worthwhile
in my job.

13. ldentification with the company. | really feel part of this
organization,

i4, Opportunity for growth and advencement. | have little opportunity
to use my abilities in this organization,

15. Reactions to the inventory. Filling in this questionnaire is a
good way to let management know what employees think.

The Attitude Survey was administered to 134 employees for a central buying
department in a large merchandising organization. Test-retest correlations,
with a I-week interval, for the first 14 scalas (not including ''reactions

to the inventory') r-aged between .60 and .81 with a median of approxinately
.74, Most coefficients were in the 70's. In another sample of 65 line
manufacturing employees, test-retest estimates ranged from .52 to .85 with

a median of approximately .74 for the same 14 scales. Ninety-eight

salaried employees also completed the instrument, and test-retest estimates
for them were from .64 to .78 with a median of .75. Generally, then, test-
retest estimates for the 14 scales are in the 70's, with a median
consistently around .74 to .75. Since the SRA Attitude Survey is often

used as a group Instrument, reliability estimates computed on group scores
might also be userully noted. For groups of twenty individuals, test-retest
coefficients are all in the high 90's. Internal consistency estimates for
the 14 dimensions, computed on responses by 175 employees in a variety of
jobs in a steel container fabricating plant, ranged from .60 to .84 with a
median of .68 (Ash, 1954). With groups of up to five individuals, Ash
estimates internal consistencies to be in the high 80's.

Ash (1954) reports a study in which the survey scores of 38 employees in a
stee! fabricating plant were compared with results cf personal interviews
with the same employees. Interviews were rated by three judges on dimensions
represented in the attitude survey. Table 12 shows correlations between
judges' ratings based on iiaterviec./< and employees' responses on the SuA
Attitude Survey. Note in Table 12 that the correlations are all positive
and that they range from .28 to .80 with a median of approximately .59.

Ash 3lso reports that the Brayfield-Rothe scale of ovesrall satisfaction
correlated in the 30's (N=175) with many of the SRA scales and .48 with the
total (summed) SRA score. In another study, Brayfield et al. (1957) found
that the SRA total score correlated .40 (p<.01) with the Brayfield-Rothe
scale in a sample of 4] male civil service employees and .20 (NS) in a
sample of 53 female employees. These relationships with interview ratings
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and the Brayfield-Rothe scale suggest the SRA Attitude Survey has some
construct va:lidity.

The preceding discussion of the SRA Survey focused on the main body of the
instrument, the 14 job-facets dimensions. When applied in a particular
situation, the survey also includes provision for open-ended comments by
respondents and up to 21 specific additional items pertinent to the
organization being surveyed.

The SRA Attitude Survey has been widely used with personnel in a variety of
jobs and industrial settings. Norms are available for more than one
hundred thousand Individuals in over one hundred companies. This vast
amount of normative data is another strength of the SRA Attitude Survey.

Cureton's Satisfaction Questionnaire for Airmen. Cureton (1560) generated

a large pool of 1,275 prellminary ltems for his Airmen Satisfaction (he
called it morale) measure by searching the )iterature for potential! sources.
His 1,275 original items included items from the TAOS, SRA Attitude Survey,
Hoppock scale, several Navy, Army, and Air Force scales, scales used in
Industrial firms, and instruments reporied in journal articles and doctoral
dissertations. ltems were classified into categories according to their
content, and redundant items eliminated. After repeated editing and
purification, a final list of 167 items remained. Items are rated on five-
point scales with different response alternatives for the various items,
such as 'definiteiy yes" to ‘'definitely not," "strongly agree' to ''strongly
disagree,' and ''very well satisfied" to ''very dissatisfied." Through
cluster ard factor analytic techniques, Cureton extracted eight scales:

I. General Morale (25 itens). On the whole, how much charce do you
have in the Alr Force to show what you can do?

2, Satisfaction with the !mmediate Supervisor (12 items). My super-
visor is quick to take care of complaints brought to him by the men.

3. Satisfaction with the Alr Force as a Military Organization (7
items). One of the most important factors in preventing an all-out war in
the rext few years will be a strong Air Force.

4, Job Satisfaction (8 items}. My present job séits me better than
any other job | know of in the Alr Force.

S. Satisfaction with the Civilian Community and with the Attltudes
of Civilians toward Airmen (5 items), How well do the civilians near your
base get along with the alrmen?




Table 12

Correlations Between the SRA Attitude

Survey and Interview Ratings

l. Job Demands . . . . . . .
Il. Working Conditions . . . .

i, Pay

IV. Employee Benefits

V. Friendliness and Cooperation of Fellow

VI. Supervisor-Employee Relationships

Vil, Confidence in Management

Vill. Technical Competence of Supervision

e o 9+ ¢ s s

o« s s v e

IX. Effectiveness of Administration

X. Adequacy of Communication

Xt. Security of Job and Work Relations

Xti. Status ard Recognition . . . . . .

Xtit. identification with the Company

XiV. Opportunity for Growth and Advancement

& p<,05
ikt p<.°l

Source.~-P. Ash.

Personnel Psychology, 1954, 7, p. 343.

The SRA Employee: Inventory:

(N = 38)

. L Y}

Employees

statistical

142,

.. .38x
.. .58k
. . . 60%*
. . Tl
. .66%*
.. . 80**
.. L 75%%
. AL
. 61Kk
.. .36%
. .39*

35
. .28
S . 58x*
analysis.
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6. Satisfaction with the Air Force as a2 Whole (i.e., with Air Force
Life in General) {12 items). How secure is your future in the Air Force
compared with what it would be in civilian life?

7. Satisfaction with Management and Communication (12 items). How
much does the Air Force tell the men about new things which may affect their

jobs; such things as new planes, new equipment, new operating procedures,
and the like?

8. Satisfaction with the Unit and its Leadership (11 items). How
well do you think your unit is run?

0f the original 167 items, only 82 are scored, and ten of these are scored
on both the ''general morale'' scale and one other scale.

whitlock & Cureton (1960) administered these scales to another sample of
airmen--555 alrman with ranks below master sergeant from a number of bases
and In a number of job classifications., They found that except for the
scale, "'satisfaction with the Air Force as a military organization,' all
had satisfactory internal consistency reliability estimates. Four scales
had reliabilities above .80, one scale had a reliability of .70 (but with
only five items), and one scale, as noted above, had a rellability estimate
below .70, Excluding the ''general morale' scale, the other seven scales
have intercorrelations lower than their rellabilities, indicating that they
do have specific and reliable variance. The last threa scales (“Air Force
as a whole,' ‘'‘management and communication,' and ''unit and its leadership'!)
correlate highly enough with the ''general morale'' scale so that the weighted
sum of their scores (weighted 1.0, 1.0, and 0.5) constitute just as good a
measure of ''general morale'' as the ''general morale'' scale itself.

Whitlock & Cureton (1960) attempted to estimate the validity of their
scales by relating them to a variety of criteria. We briefly summarize
some of their findings below:

. Citations. On almost all scales, those who received at least one
citation during the previous year (N=86) reported higher levels of satis-
faction than those who did not receive citations (N=390). Only for the
"job satisfaction'' scale, however, is this difference statistically
significant (F=6.80, p<.01).

. Alrmen Performance Reports. Airmen with low rated performance
reports were less satisfied as indicated by the ''general morale' scale,
but this difference was not significant (N=295, F=1.46, NS). The authors
did not relate other scales to this criterion.

. Proficiencv Pay. The ''general morale' scale did not differentiate
those who received proficiency pay (N=14) from those who did not (N=465).
The authors did not relate other scales to this criterion,




14k,

. Injuries. Of the eight scales, only "Community'" was significantly
correlated with number of hospital visits for treatment of injuries
(r=.23, N=403, p<.01).

. Dispensary Visits. None of the eight scales was significantly
correlated (at p<.05) with number of dispensary visits during the previous
year.

. Disciplinary Actions. On six scales, those with at least some
disciplinary action during the past year (N=19) scored as rore satisfied
than those without disciplinary action (N=L47), but none of these differences
is significant at the level of p<.05.

. Job Performance (Supervisors' Ratings). All scales except "Community"
ccrrelated at better than the p<.0l level with rated pervormance,
but none of the correlations was greater than .20 (N=395).

. Rated Moraiec ‘Supervisors' Ratings). All scales except '"Community"
correlated at bettcr than the p<.0l level with rated morale, but none
correlated greater than .25 {N=395),

. Absences (Supervisors' Estimates;. Only the scale "Air Force as a
whole'' correlated significantly with estimated utbsences (r=.11, N=391,
p<.05), but since this is only one correlation out of elaht, it too can be
discounted.

. Compatibility of Work with Training. None of the scales differenti-
ated those who were assigned jobs for which they were trained (N=335) from
those who were not (N‘SS?.

. Performance Rankings. All scales except '"Community' correlated
significantly (p<.05) with performance rankings, but no correlation was
higher than .23.

. Milltary Rank. There was a highly significant tendency for men with
higher rank to report higher levels of satisfaction on the ''general morale'
scale (F=5,36, N=479, flve categories of ranks, p<.0005). The authors did
not relate other scales to this variable.

. Race. Blachs (N=45) report higher levels of satisfaction than
whites (#=435) on the ''general morale' scale (F=8.77, p<.005). The authers
did not relate other scales to this variable,

In general, Cureton's scales are related to some critaria used in his
study with alrmen, but relationships are not very large. Nevertheless,
they do indicate that the instrument has some degree of construct validity.
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Roach's Opinion Survey. Roach (1958) administered a 62-item opinion survey
to 2,072 employees working in a diverse range of jobs, from clerical posi-
tions to top management. Most respondents were female clerical workers.
Items in the survey were intended to cover the areas of supervision, com-
pensation, attitude toward the companies, and general issues. Most items
were rated on a five-point scale with alternatives from 'very well satis-
fied" to ''very dissatisfied.' A modified centroid factor analysis yielded
a general factor, & sub-generail factor, and ten group factors. Below we
list these 12 factors, each with the item most highly correlated with it:

I. General Attitude Factor. |If you had a friend looking for employ-
ment, how would you describe the companies as a place to work?- (.50)

2. General Attitude towara Supervision. (Almost all items that
concern immediate supervision load on this sub-general factor.)

3. Satisfaction with Job Standards. Do you feel that you know exactly

what is expected -of you? (.40)

k, Cunsideration of Supervisor. How well do you like your supervisor
as a person? (.40)

5. Work Load and Pressure. How do you feel about the amount of work
you have to do--not too much or too little? (.50)

6. Treatment as an indlvidual. How do you feel about things which
the companies do to make work more satisfying? (.60)

7. Pride in Company. How do you fzel in general about this company
as a company? (.43)

8. Satisfaction with Salary. What is your cpinion of the way jobs
are classified into salary grades? (.28)

9. Commurications. How do you feel about the adequacy of information
you get through the “official" sources (compared with ‘‘grapevine' sources)?

10. Intrinsic Job Satisfaction, How do you usually fee! about coming
to work in the morning? (.33)

11. Satisfaction with Progreass. How do you feel about the training
you have been given toward developing you for a higher job? (.31)

12, Satisfaction with Co-workers. In general, how do you like the
other people who work with you? (.47)

Presumably, these 12 factors and the items defining them can be used as
measures of facet satisfaction. We know of ro studies that have done this,
however, so we cannot discuss Roach's' Opinion Survey from the perspectives
of reliability or validity.

(.39)
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Job Satisfaction Inventory. Twery, Schmid, and Wrigley {1958) describe a
factor analytic strategy similar to the approach taken by Roach (1958).
They administered their Job Satisfaction Inventory to 467 aircraft and
engine jcurneymen mechanics in two Strategic Air Command bases and a
Training Command base. Their inventory consists of 2} items rated on a
five-point scale. A principal axes factor analysis (with squared
multiple correlations in diagonals) yielded the six fairly interpretable
factors listed below with their highest loading items:

1. General Attitude to the Job. | am entirely satisfied with my
job. (.72)

2. Satisfaction with Supervisor. My supervisor could use a lot more
training as a technician. (.85)

3. Satisfaction with Higher Echelon. Air Force red tape makes it
impossible for me to do a good job. (.80)

L, satisfaction with Living Conditions. | wish very much that |
could get away from this base. (.70)

5. Satisfaction with Co-workers. | like very much the men | work
with, (.62)

6. Variety in Job Duties. My job duties are boring and monotonous. (.32)

Again, we have no information regarding the rellability or validity of these
factors as satisfaction scales, so we cannot d!scuss their psychometric
properties.

Difference score instruments are a type of multi-item, facet measure of
satisfaction which generally require multiple ratings or rankings of various
facets of the work situation. There are basically three types of measures
which utilize the difference between two sets of ratings or rankings as an
index of satisfaction. These types are based on three different conceptual
models of satisfaction:

. Equity/frame of reference. This model focuses on the discrepancy
between ideai characteristics of outcomes and thelr actuail characteristics,
as the source of dissatisfaction. |f a gerson does not feel his outcomes
are all they should be according to his frame of reference (i.e., his con-
ception of ideal or "should be'" outcomes), he feels Inequity (though not
necessarily as a result of the same kind of processes discussed with respect
to social comparison equity theories [Adams; 1963a, 1965]}). Thus, the dif-
ference between a person's ratings of ''How much should there be?" and 'How
much Is there now?'' reflects his feelings of dissatisfaction.
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Pesire fulfillment, The desire fulfillment model stresses the
discrepancy between what a person desires in his job environment and what
he obtains from his environment Dissatisfaction is reflected in the
difference between ratings of '"How much would you like?'" and '""How much is
there now?"

Need fulfiliment, This approach differs from the desire ful-
fillment model in that ratings are made not on desirability and availability
of eavironmental vutcomes, but rather on importance and opportunity for
need gratificatior. Dissatisfaction is reflected, according to the need
fulfiliment approach, in the difference between ratings of 'How impcrtant
is this?'" and "How much opportunity is there to satisfy this?"

To illustrate types of instruments using the difference score approach, we
review one Instrument representative of each of the three conceptual models
of satisfaction. The equity/frame of reference model is represcnted by the
instzument constructed by Porter (1961), the desire fulfiilment mode! by a
guestionnaire constructed by Wanous and Lawler (1272), and the need fui-
fillment model by an instrument designed by Beer (1565).

Porter's Need Satisfaction Questionnalre. The most frequently used difference
score measure s Porter's Need Sat{sfaction Questionnaire (Porter, 1961).
Items included in this questionnaire were designed to represent Maslow's
(1954) classification of needs, with two exceptions: the questionnaire does
not include items relating to Maslow's physiological neec category because

It was assumed that within the population of managers, for whom the instru-
ment was designhea, these nceds were so adequately satisfied that items

would be regarded as irrelevant and unnecessary by manajerial! respondents; an-
other variation from Maslow's categorization is the inclusion of a separate
autonomy category, which in Meslow's conceptualization is included in the
esteem category. Also, two items are included which are not specific to

any one catecgory. The major need areas, each with a representative item,

are:

1. Security needs: The feeling of security in my management position.

2. Soclal needs: The opportunity, in my management position, to give
help to other people.

3. Esteem needs: The feeling of self-esteem a person gets from being
in my managewent position.

4, Autonomy needs: The authority connected with my management position.

f. Self-actualization needs: The oppostunity for persoins! arowth and
development in my management position.
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For each item, respondents are asked to answer three cuestiois (below) by
circling a number on a rating scale from | tc 7, low numbers indicating
minimum or low amounts and high numbers maximum or high amounts.

a. How much of the characteristic is there now connected with your
management position?

b. How much of the characteristic do you think should be connected
with your management position?

c. How important is this position characteristic to you?

These three questions follow each core item:

a. How much is there now min) ) 2 3 & &5 6 7 (max)
b. How much should there be 1 2 3 4 5 6 7
c. How Important is this tc me 1 2 3 4 5 6 7

An indiviZual's degree of satisfactior. is determined by subtracting his
rating on the ''is now' question from his rating on the 'should be' question.
The greater the difference, the more dissatisfied the individual is assumed
to be. Results can be analyzed on an item by item basis or by summing
across [tems within a category and dividing, by the number of items in the
category to obtain a need category score. The "How important is this to
me'' question Is not used in the calculation of an Individual's degree of
satisfaction.

Porter (1962) obtained responses on his questionnaire from 1,958 managers
in a nationwide sample of six thousand representing all levels of manage-
ment. Results indicated that the vertical location of managerial positions
is important in determining the degree of satisfaction of higher order
needs. For the needs, self-actualization, autonomy, and esteem, satis-
faction Increased at each higher level of management from first-level
foreman to presidents (p<.05?. There were no systematic differences in the
two lower need categories, securlty and social, This agrees with the
general assumption that as an individual obtains a position higher i1n the
managerlal hierarchy, he has more opportunity to obtain prestige, indepen-
d-.ace, and to do work which Is more gratifying. Mitchell (1970) in a study
.f eight hundred commissioned Air Force officers, using a variation of the
Porter questionnaire, also found that satisfaction Increases with rank
(p<.025). The agreement of this data with job satisfaction theory lends
some construct validity to this instrument,

Other support for its validity comes from a study by Porter and Lawler (1964)
which Investigated differences in need fulfillment of managers in tall (many
hierarchical levels) and flat (few hierarchical levels) organizations. Tall
structures were superior to flat structures in providing satisfaction of
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security and social needs, while flat structures were superior in providing
satisfaction of self-actualization needs. There were no significant dif-
ferences for esteem and autonomy needs. This evidence fits the common
belief that tall structures (the bureaucratic type of organization) orovide
greater security and that flat structures give individuals greater oppor-
tunity to utilize more of their abi'ities. The failure to find differences
in perceptions of autonomy in tall and flat organizations does provide
evidence contrary to popular belief, detracting from this scale's construct
validity.

In summary, although there is little evidence avgilable with respect to the
reliability of Porter's measure, for managerial samples, at least, it does
seem to have some constvuct validity. It is a widely used difference score
reasure illustrating our definition of the equ:ty/frame of reference orien-
tation and shows promise as a useful measure of feelings of satisfaction and
dissatisfaction.

The Wanous and Lavler Instrument. The Wanous and Lawler (1972) Instrumert
was designed to compare various conceptual models of satisfaction. It con-
tains 23 items reflecting facets of the work situation. Five representative
items are: (1) Self-esteem or respect, (2) "pportunity for growth, (3)
Prestige of job inside company, (%) Amount of close supervisicn, and (5)
Opportunity for independent thought.

Items are rated twice to ootain the desire fulfillment measure of satisfaction.
They are first rated on, '"How much of each quality or characteristic is
present on your job?'"' On a separate page they are also rated on, ''How much

of each quality or charac:2ristic would you like to be associated with your
job?" Both sets of ratimgs are made on seven-point rating scales.

An index of facet satisfaction is obtained by subtracting the rating of
"How much is present'' from the rating of '""How much would you like''; the
smaller the difference, the greater the assumed satisfaction. Overall job
satisfaction may be estimated by summing across the difference scores for
the 23 facets.

Wanous and Lawler (1972) administered their questiuanaire to 208 non-
managerial employees of a telephone company who worked on 13 jobs varying
In complexity and required skill level. Average inter-item correlations
were used as an index of reliability. The internal consistency estimate,
.28, Is low, as would be expected from a multifaceted instrument.

An overall score of desire fulfiliment was compared with a single-item
measure of satisfaction, ''Generally speaking, | am very satisfied with my
job." The correlation between the two was -.54 (the correlation is negative
because the desire fulfillment measure is an Index of dissatisfaction). Also,
desire fulfillment on each facet was correlated with a direct measure of
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satisfaction, '""How satisfied are you with this aspect of your job?" The
average correlation between facei desire fulfiliment and the direct measure
of facet satisfaction for the 23 facets was found to be ~-.44. This pre-
sents some evidence for the construct validity of t.e Wanous and Lawler
desire fulfillment measure, as ic does share some common variance \.ith
direct measures of satisfaction.

Beer's Preference Inventory and Job Inventory. Beer's Prefercnce Inventory
and Job Inventory (1966} include the same thirty items with some variations.
Items represent the same five categories derived by Porter (1961) from
Maslow's (1954) theory: security, social, esteem, auccnomy, and self-
actualization. BbBeer used judges to categorize items on the basis of
Maslov's definitions., Six items we-e selected to represent each category.
Thirty items are grouped on the questiornaire into six sets of five items
with each of the five categories represented within a set. The following

is an example of one set:

. The status my job gives me.

. Relative freedom from supervision.

. Being told what | am supposed to do and hoaw | am to do it.
. The opportunity to develop my fuli potential on the job.

. The opportunity to develop close friendships in my job.

Respondents rank the five items within each of the six sets twice. In the
Preference lnventory, the individual ranks items on the pasis of their
impcrtance to him. in the Job Inventory, he ranks each set of five items
in the order of the opportunity to satisfy them st work., The computed dis-
crepancy between these two sets of rankings makes up a need fulfillment,
difference score of satisfaction, according to our definitions presented
earlier,

The score for each reed category is obtained by rumming ranks assigned each
item representing the category. Two scores are obtained for each category,
one representing importance and one opportunity for satisfaction. The degree
of satisfaction exparienced by an individual within each need category Is
obtained by subtracting the opportunity for sctisfaction score for the
categery from the importance score. Job satisfaction is assumed to bs
reflected by a smali difference between the two scores.

Beer (1968) reports internal consistency reliabilities of each scale of the
Preference Inventory and the Job Inventory for 129 clerical employees. The
median reliabllity for the five scales of the Preference Inventory was
found to be .74 and .68 for the Job Inventory.

The instrument derives some construct validity from the relationship of its
items to Maslow's definitions. Beer (1966) also found that the scales
emerged as independent factors in a factor analysis.
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beer (1968) administered his questionnaire to 129 female clerical employees
of an insurance company whose jobs had been classified (using job titles
and company personnel) into high and low complexity jobs. Data indicated
that for this sample, job complexity does not inflrence need satisfaction.

Overall, Beer's two inventories have moderate iellability. The two inven-
tories do have some construct validity based on the construction of the
scales and factor analytic results.

Single-ltem Measures of Facat Satisfaction

A5 with measures of overall job related :atisfaction, measures of facet seat-
isfactior also come in single-item varieties. They typically include a set
of facets or dimensions of satisfaction but have only one item per scale.
Thu ., one cannot determine estimates of internal coisistency reliability

for these instruments. We revizw some of them to illustrate this type of
satisfaction instrument.

The ''faces' rating scaies of facet satisfaction are similar to the faces
scales of overall satisfaction, except that the refcrent being scaled for
satisfaction is a job facet such as '‘pay,' 'promotion,'' etc., rather than
‘““job in general.'" As used in the JDI studies (Locke, Smith, Kendall, Hulin,
and Miller, 1964; Smith et al., 1969), each scale meas' ~ing a JDI facet has
six faces pictorially depicting a range of expression from smiling to frown-
ing. Respondents check the face that best represents how they feel toward
each facet in their present job. Smith et al. (1969) found that the onc-
item faces scales correlated moderately well with the multi-item JDI scales.
In a sample of righty employees of a farmers' cooperative, correlations
between the single-item faces scales and the JDI scales are as follows tor
the five facets tapped by the JDI:

Satisfaction with . . .

Work .49
. Pay .50
. Promotions .69
. Supervision .63
. Co-workers 42

These correlations are statistically significant beyond the .01 lev~] of
probability. In addition, Smith et al. (1969) report that with a sampie of
52 male employees in a chemical plant, the faces '‘work'' scale correlated
.34 and the ''supervision' scale .47 with salary. These relationships sug-
gest that the single~item faces rating scales may be validly measuring sat-
isfaction with facets of the job situation.

The graphic rating scales used in the JDI vallidation studies are anchored at
the end points with labels ''0% satisfied'' and '"10uUs satisfled" and ter un-
labeled Intervals marked off between end points. For each JD! facet area,
respondents lundicate cn the horizontal line representing the continuum from
no satisfaction to tctal sctisfaction their own degree of satisfaction with
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the job facet. They make one such graphic rating for each of the five JDI
facets (Locke et ai., 1964). Smith et al. (1963) present correlations be-
tween single-item graphic scales and multi-item JD| scales obtained with

a sample of eighty employees of a farmers' cooperative:

Satisfaction with ., . .

. Work Ay

i ay 45
. Promotions 47
. Supervision .51
. Co~workers .13

Except for the '“co-workers'' scale, all graphlc scales correlate at better
than the .01 level of probablility with thelr JDI counterparts, providing
some degree of construct valldity for hoth the graphic scales and the JDI.

Both Dunham (1971) und Mackey and Totten (1969) used similar graphic rating
scales. In his study of perceptions of civil service employees regarding
their cereer progress, Dunham's questionnalre included one (single~item),
graphic rating scale for each of the flve job facets which Herzberg defined
as '"motivators'': achievement, recognition, job !nterest, responsibility,
and advancement. He also included a scale for job security. Each facet was
described with a brief paragraph. Respondents were instructed to place a
mark on the horizontal, unmarked, graphlc scales, thinking of the lines as
repressnting cortinua covering a range from 0 to 100 percent. One of the
five scales, the ''achievement'' scale, appsars below:

Achlievement: Organlizational positions provide varying opportuni-
tles for the Incumbent to make significant and self-satisfying
contributions to his organizatlon, his profassion, and to socioty.
One's opportunities to makec such contributions may be different
for each of the categories. However, please consider all three
cateyories in declding on your total opportunities for achieve-
ment In my job as follows:

No Opportunity Maximum Opportunlty
for Achlsvement for Achlevement

L -
' 1

These scaies are relatively more descriptive than evaluative; respondents
describe their jobs rather than feelings towaid their jobs. One could assume
that respondents describing thelr jobs as high on opportunity for achieve-
ment, recognition for accomplishments, job interest, advancement potential,
responsibility, and security would be more satisfled than other respondants.
This method, therefore, Illustrates another possibility for single-item
measures of facet satisfaction. ,
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A commonly used type of single-item facet instrument Is what we term "'sur-
vey questionnaires.'' Survey Instruments commonly administered in-house by
industrial and military organizations typlcally yield as many 'scores' as
they have items. Such Instruments are analyzed Item by item; each item Is
examined, usually, for the propcrtion or frequency of responses in each
response category. For example, a survey ltem might be one like this: '
like my work''==with three response alternatives, “agree,' '‘can't say,' or
""disagree.'" The researchers then compute the frequency or proportion of
response for each category, which miqght be 20 percent, 20 percent, and 60
percent, and report that most people surveysd ''disagree! with this item and
that, therefore, most disllke their work. Is this a measure of satisfac-
tion?, Perhaps some wouid argue that It Is, but with survey instruments
like this, the concern seems less to measure satisfaction as a construct
than to find out exactly what the items ask. For the item above, It seems
falrly clear that people who disagree llkely have lower job satisfaction
than people who agree. However, the researchers would probably place heav-
fer emphasis on ay Interpretation tled directly to the item content (and
say that the people surveyed seem to dis)ike their work) than on an infer-
ence about job satisfaction as an abstract cuncept.

Survey items are also often analyzed according to the mean (or median or
modal) response to each Item. This facilitates a comparison between
selected groups or organlzations surveyed. For instance, the mean response
to the item, 'l like my work'' by blue collar workers of a company might be
1.2 (where "'agree' is scored 3; 'can't say," 2; and "disagree," 1) indi-
cating that they dislike their work, whereas the mean response for manage-
meat personnel might be 2.7, indicating that they do )'ike their work. If
there Is sufficiently little variance associated with ecach of the means,
the researcher might report that there is a statistically significant dif-
serence between them; managers like thelir work more thar blue collar workers
0.

A najor difference between survey instruments and most other satisfaction
instrusents reviewed here is that survey Instruments are almost always

group measures., Instruments like the JDI and Brayfield-Rothe scale could

be used to mcasure satisfaction as a group characteristic (simply by com-
puting a mean score for the group), but they can also serve adequately to
measure an indlvidual's satisfaction. One could note an individual's scores
on JDI scales, compare them to appropriate norms, and make some inference
zbout h.y relative level of satisfaction more meaningfully than from his
"'score'' or response on a single survey item. (Perhaps we should note here
that single~item measures of overall or facet satisfaction discussed earlier
are also more appropriate as group than individue)l measures.) Thus, al-
though survey instruments can yield a great deal of detailed diaanostic
information about relative levels of group or organizational satisfaction,
this Information is relatively useless for actions at the individual level.
One cannot counsel an individual with information only about his responses
to items in a survey instrument,
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Since the concern when using survey instruments is less to measure a con-
struct like satisfaction than to know about attitudes or feelings toward
very narrowly defined content areas (such as parking facllities, medical
benefits program, and so on), the Issue of validity for these Instruments
takes o a somewhat different coloring from what we discussed In the con-
text of validity for other instruments. For example, one would not ordi-
narily expect en expressed attitude toward something as narrowly speciflc
as'tafeteria facilities" (a survey item) to be related to criteria of per-
formance, turncver, or absenteeism. Some survey items (e.g., ''| 1ike my
work!') do seem to be global enough to be conceptually related to such
criteria, but most ltems are much narrower in scope. One way to show valid-
ity for such narrowly defined Items (there are actually many ways; we de=
scribe only one) Is to show that responses change over time following &
change in the situation. For example, If pecple expressed a great deal of
dissatisfaction with cafeteria service at time 1, and if it were subse-
quently improved, we would expect people to express less dissatisfaction

at time 2 following the Improvement. This would constitute construct valid-
ity for the item.

Few researchers, however, have bothered to demonstrate this kind of valid-
ity for survey items. There seems to be such an overriding faith in the
content validity and face validity of survey Items that If ino change In
response were observed aftar a change in the situation, researchers would
probably be more likely to infer that the change in the situation had no
Impact on satisfaction with--or attitude toward--that situction, rather
thar that the item was not a valld measure.

The issue of reliability also gets somewhat clouded when applied to survey
items. Since responses to each ltem are analyzed as representing group
characteristics, the more individuals in the group whose responses get aver-
aged .or the group score, the more reliable the group score becomes. Aver-
aging over Individusls in effect ''washes out'' several potentlal sources of
error that creep into individual measures and decrease their rellabillity.
Cunnette (1966) discusses four such potential sources of error: (1) errors
due to inadequate sampling of content, (2) errors due to chance response
tendencies, (3) errors due to changes In the testing environment, (4) errors
due to changes in the person taxing ths test.

Only errors due to sampling of content are not at least partlally controlled .
In the process of averaging responses from several individuals to get a
group measure. Suppose we administer a survey item to five hundred people
In a variety of physical locations during the course of a week (they can't
al)l be tested at once). Assume that chznce response tendencles, testing
environments, and Individual differences (''changes'’ in the person) are ran-
domly distributed in our sampie. Then In averaging across the individuais,
errors tend to cancel each other so that they would be reflected not in the
mean of the response distribution (recall that the mean is often the statis-
tic which represents a group score on a survey item), but rather in its
variance. That Is, the greater the impact of the three major sources of
error, the greater the varliance around the group mean; but the mean itseif
is not affected.
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This line of reasoning leads to the conclusion that the reliability of a
survey item yielding a group mean Is largely dependent on the number of
individuals whose responses contribute to the mean. The larger the group,
the more stable or reilable its mean score on a survey |tem.

We have spelled out In some detail these considerations regarding the valid-
ity and reliability of survey instruments partly to explaln why hardly any-
one computes and reports the valldity or reliability of survey items and
partly to show why It may nct always be so cruclal to do so as it Is with
other kinds of satisfaction instruments. Reliability of survey items is
largely dependent on the number of people surveyed, so a researcher can
improve the rellability of a survey Instrument simply by administering it

to more people. Researchers seem to assume the face valldity and content
valldity of survey items perhaps more than Is justiflied. Since many survey
tems have been shown to discriminate meaningfully among groups (this must
be so in order for pollsters to report, for example, that Jjob attltudes of
women are different from those of men), they have some degree of construct
validity. But it would be prudent to examine construct validitles of sur-
vey items more systematically. |f one partlicular survey Instrument lIs
likely to be used repeatedly In a particular Industrial or military organiza-
tion, it would be well to examine |tems systematically to ensure that they
do indeed discriminate meaningfully among groups and are sensitive to changes
in the situation. Perhaps researchers, In practice, do tuke these steps.
However, results of such analyses are seldom if ever reported. It is par-
ticularly crucial to show that an Item has In the past been sensitive to
changes In the situation or discriminates among groups when reporting the
lack of difference In means between group scores. Unless a survey item has
previously been shown to have sone construct valldity, one could rot know
whether to interpret a null result as a failure co pick up a real difference
between groups or as a true lack of difference between groups.

Survey instruments used by Industrial and milicary organizations vary
according to number of items, [tem content, generality versus specificity
of ltem content, rating format, and several other parameters. |t does not
seem worthwhile to review them in detal!, because there is hardly any
data--about their reliabllities and validities, for Instance--by which to
evaluate them. The better surveys are those with simple, clear, unambigu-
ous items, at a reading leve! appropriate to the target population, and
written so as to encourage willing participation of respondents.

Relatively narrow survey ltems are often supplemented in such Instruments
with some combination of other instruments discussed in this review. They
may include a general satisfactlon scale, a set of facet scales, or single-
Item general or facet satisfaction indices. They may Include both descrip-
tive ana evaluative measures to assess both the characteristics of the
collective job situation and the mean affective reaction to It.

Sears Attitude Survey Program. The attitude survey program conducted by
Sears (Smith, 1962, 1963) Is a good illustration of how a carefully con-
structed, facet satisfaction Instrument can be supplemented by a set of
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narrow survey ltems, many of which are descriptive, to aid in diagnostic
interpretation. The questionnaire has 150 Items grouped lito these cate-
gories:

Supervision

Kind of work

Amount of work

Co-workers

Physical surroundings
Financlal rewards

Career future and security
Company Identification.

A set of '"core Items,' included In all administrations of the survey, taps
motivaticn and satisfaction with each area as Job facet scales. Thus,
meaningful comparlsons can Le made among the various organizational urits
at Sears or between different points In time for the same unit in a longl-
tudinal study. Then, other Items, survey ltems, are included whose content
varies depending on the particular unit or point In time being surveyed.
These specific content items are ussd to Interpret why satisfaction Iin a
particular unit Is high or low on any of the eight satisfaction scales,

This program seems to work very well at Sears. It successfully comblines

the need to compare levels of satisfaction In the many units of a large,
decentralized organization (which means that relatively broad satisfaction
measures should be used) with the need to pinpoint precisely the locus of
dissatisfaction in any one unit so that management can take appropriate
action to improve the sltuation. A similar survey program In the Army might
also be useful,

Summary of Satisfaction Measures

1. Measures of Overal) Satisfactlion

Hoppock Job Satisfaction Questionnaire (Hoppock, 1935)

Description: Four items rated on seven-polnt scales. The sum of
these four ratings constitutes the satisfaction score.

Samples and Settings: A wide variety of occupational levels have
completed the questionnaire, Including unskilled, semiskilled, skilled,
white collar, lower managemont, middlie management, professional, and upper
management.

Reliability: iInternal consistency rellabillity is estimated at .93.

Validity: Moderately strong evidence for construct validity:

a. Orders occupaticnal groups according to occupational status.
b. Correlates in the 70's and #0's with other measures of overall
satisfaction.
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Job Satisfaction Index (Brayfield and Rothe, 1951)

Description: Elghteen items rated on a five-point scale ('strongly
agree' to ''strongly disagree'') yield one overall summed satisfaction score.

Samples and Settings: Clerical and secretarial workers, graduates
of prcfessional schools, male and female civil service employees, factory
workers.

Reliability: Internal consistency estimates range from .78 to .90
with & median of approximately .87.

Validity: Evidence for construct valldity:

a. High correlations with other satisfaction instruments, notably
Hoppock's questionnaire.

b. Factory workers with the most functionally specialized (narrowest;
least ''enriched") jobs get lowest scores.

Tear Ballot (Kerr, 1948)

Description: TYen items rated on five-polnt scales.

Samples and Settings: A wide varlety of occupational groups Including
clerks, office employees, supervisors, carpenters, and factory workers.

Rellability:

a. Interna‘ consistency estimates range from .65 to .82 with a median
of .76.

b. Test-retest estimate (l-week duration) Is .8!.

Validity: Evidcnce for construct valldity:

a. Range of correlations betwsen the ten indlvidual ltems and rate of
past turnover is from .14 to .63 with a median of .27.

b. Total score correlation with an Individual's past job turnover is
.25.

c. Significant corralations with a number of other criteria, but not
always consistent or readlly interpretable.

Survey of Organizations (Taylor and Bowers, 1972)

Description: Seven items rated on a seven-point scale from ''very
dlssatis?leﬁ" to ''very satisfied" yleld one overall g-cup satisfaction score.

Samples and Settings: A variety of Industrial and business employees,
both salaried and nonsalaried.

Reliability: Internal consister:y estimate of .87.
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Validity:
a. Construct valldity. The satisfaction scale correlates with a

measure of organization climate In a way that suggests organization
climate causes satisfaction more than satisfaction causes climate.
b. Concurrent and predictive validities. Satisfaction correlates
significantly with organizational criteria of efficiency, absentee-
ism, and turnover.

2. Measures of Facet Satisfaction

Job Description Index (Smith et al., 1969)

Description: Seventy-two descriptive ltems distributed among five
scales measuring satisfaction with pay, promotions, work itself, co~
workers, and supervisian,

Samples_and Settings: The JDI has been used with people in a wide
range of job categories. It Is probably less appropriate for very high
level occupations such as top-level management or professional jobs.

Reliablility:

a. lnternai consistency estimates for the five scales range from
.80 to .88 with a median of .86.

b. Test-retest estimates (3-ysar interval) range from .45 to .75.

Validity: Some scales have correlated with termination and absen-
teelsm indices measured after JD| administration.

Semantic Differential Scales (Scott, 1967)

Description: From 25 to 75 semantic differential, polar-opposite
adjectives Eor rach of nine concepts or job facets. Only those polar-
opposites that load on an "affective' factor are used to derive satlsfac-
tion scores.

Samples and Settings: Engineers; male clvil service employees of
naval ammunition aepot,

Reliability and Validity: No information avallable.

Minnesota Satisfaction Questionnalre (Welss et al., 1967)

Description:

a. Long form: 100 items, 4 Items for each of 20 facet scales. Yields
20 facet scores plus an overall sat’sfaction score.

b. Short form: 20 items ylelding rcores for intrinsic satisfaction,
extrinsic satisfaction, and overall satistactlon.

Samples and Settings: The MSQ has been used with a very wide range of
occupational categeries and settings.
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Reliability:
a. Long form:
(1) Median internal consistency estimates range from .78 to .93
with a median of approximately .86.
(2) Test-retest estimates {1-week interval) range from .66 to .91
with a median of approximately .84.
(3) Test-retest estimates {I-year Interval) range from .35 to .7I
with a median of .61
b. Short form: Internal consis.ency estimates for the three scales
are generally in the 80's.

Validity:
a. Long form:

Construct validity:

(1) Seven of the 16 scales studied support hypotheses derived from
Work Adjustment Theory about the relationshlp between the fit
between need and reinforcement system on the one hand and
satisfaction on the other.

(2) The scales generally order occupations on satisfaction levels
similarly to the way occupatlons have been ordered according
to satisfaction in previous research.

b. Short form: Some evidence for construct valldity in the ordering
of occupations on the satisfaction scales.

Triple Audit Opinion Survey (Dawis and Weitzel, 1971)

Description: An extension of the MSQ and MiQ. After interviewing a
sample of those to be surveyed, the researchers decide on a subset of
approximately 25 scales, four ltems per scale (from a total set of 58
scales) to be included in thelr 'talior-fitted" survey.

Sampies and Settings: The TAOS has been used with a number of occu-
pational categorles.

Rellability and Validity: The ssales in common with the MIQ and MSQ
have adequate reliability and validity, but too little is known about the
other 38 scales to evaluate them,

SRA Attitude Survoy (Science Research Associates, 1970)

Description: Seventy-eight Items distributed among 14 job-related
dimensTons and a fifteenth dimension regarding reactions to the Inventory

ftself,

Samples_and Settings: Extensive normative datae is available for many
occupational categorles.
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Reliability:
a. Test-retest (l-week Interval) estimates for the 14 job-related

scales are lurgely In the 70's. For group scores, estimates are In
the high 90's for groups of 20 Individuals.

b. Internal consistency estimates for the 14 job-related scales
range from .60 to .84 with a median of .68.

Validity: Some evidence for construct valldity comes from studles
showing that the 14 Job-related scales correlate with such alternative
measures as:

a. Interview ratings of satisfaction~~in the 50's

b. Brayfield-Rothe scale--in the 30's,

Cureton's Satisfaction Questionnaire for Alrmen {(Cureton, 1960)

Description: Factor analytically derived Irnstrument with 72 items
distributed among eight dimensions.

Samples and Settings: Airmen below the rank of master sergeant.

Rellability: !nternal consistency estimates for the eight scales
range frof .65 to .92 with a median of approximately .85.

Validity: Construct validity derives from correlations between some
of the scales and such variables as cltations recalved, job performance
ratings, morale rctings, performance rankings, military rank, and race.

Roach's Opinlon Survey (Roach 1958) and Twery's et al. Satlsfsctlon
Inventory (Twery et al., 1958

Description: Both have factor analytically derived dimensicns, but
as far as we know have not been much used as scaled Instruments.

Porter Meed Satisfaction Questionnairs (Porter, 1961)

Description: Fifteen items rated twice on seven-point scales. A
difference score ls obtainad on each ltem by subtracting the rating of
"How much Is there now?'' from the rating of '‘How much should there be?"
Need satisfaction scores are obtained for flve need areas: securlity, soclai,

esteam, autonomy, and self-actuallzation, by averaging the difference scores
for the Items in each category.

Samples and Settings: All levels of managerial personnel, commissioned
Air Force officers, and a wide varlsty of hospital staff personnel.

Reliabllity: No estimates of rellability avallable.

Valldi ty: Evidence for construct valldity:
a. Expected differences In satisfaction for different levels of man-
agers and Alr Force offlcers.
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b. Greater satisfaction of(securlty needs In tall organizations
than flat organizations, greater satisfaction of self-actuallza-
tion needs in flat organizations than tall organizations.

c. Multiple correlation between overall satisfaction on the Pourter
questionnaire and the five scales of the JD! of .69.

Prefarence inventory and Job Inventory (Beer, 1966)

Description: Thirty items representing five need categories: secur-
ity, soclal, esteem, autonomy, and self-actualization. Items are arranged

In six sets of flve, each set containing one Item from each of the cate-
gories. The six sets of items are ranked twice, first on tne basis of

""the order of importance to you' (the Preference Inventory), and, second,

on the basis of ''the opportunity to satisfy them at work''(the Job Inventory).
Category scores on each Inventory are obtalned by summing the ranks assigned
each item in a category. Category need satisfaction is obtained by sub-
tracting the total rankings of Items In a category on the Preference inven-
tory from the total rankings of the same Items on the Job Inventory.

Sarples and Settings: Clerical workers In an Insurance company.

Rellability: Median internal consistency rellabilities of:
a. Preference Inventory: .74
b. Job Inventor,: .68

Valldity:

a. Content validity: Items selected on the basis of Maslow's defini-
tions of n-ad categories.

b. Construct validity: Scales emerge as independent factors in a
factor analysis of a large number of varlables.

Wanous and Lawler Desire Fulfiliment Measure (Wanous and Lawler, 12722

Description: Twenty-three Items representing different facets of the
work ;Tiﬁation, each rated twice on seven-point scales, first on '"How much
s present?' and, second, on "How much would you like?' The difference
score on each facet is obtained by subtracting the ''ls present'' rating from
the 'Would llke' rating. An overall satlsfaction score may be obtalned by
summing the difference scores for the 23 facets.

Samples and Settings: Non-mznagerial personnel of a telephone com-
pany working on 13 different jobs.

Rellability: Internal consistency rellability of the overall Instru-
ment of .2

Vallidity: Evidence for construct validity:
a. Correlation of the overall score on the Instrument with a single
item measuring general satisfaction of .54,
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k. Average correlation of the difference score on each facet with a
direct measure of satisfaction or each facet (How satisfied are you

with this aspect) of .44,

In addition to these multi-item Instruments, many Investigators have used
single-item measures of both overall and facet satisfacition. Such single-
item measures, particularly of facet satisfaction, can be very useful in
providing specific, diagnostic information. However, they are not often

studlied according to thelr reilabilities and validities.
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CHAPTER 8
SUMMARY "AND CONCLUSICHS

Theoretical Issues

Motivation

According to content theories of motivation, there exist classes of environ-
mental stimuli, individual needs, and consummatory behaviors with the capa-
city of motivating individuals to perform certain behaviors with varying
degrees of vigor and persistence. That is, people wil! behave in certain
ways to approach some kinds of environmental stimuli and avoid others,
gratify thelr needs, and have an opportunity to perform certain kinds of
consummatory behaviors. These environmental stimuli, states of individual
need gratification, and consummatory behaviors-~motivation content factors--
vary according to how desirable they are for different individuals on dif-
ferent occasions,

The prevailing motivation content theories--those of Murray (1938), Maslow
(1954), and Herzberg (1966)-~are not specific and comprehensive enough to
indicate precisely what are the important outcomes in the Army environment.
We need to know which outcomes are most sallent for motivating which par-
ticular behaviors under what kinds of circumstances and for what types of
soldiers. Obviously, this Is a highly complex issue. One way to attack it
would be through the blatantly empirical route of ''trying out" different
kinds of outcomes for a carefully specified behavior iike ''reenlisting."
For example, the researcher could test empirically each of a number of pos-
sible outcomes (1ike reenlistment bonus, increased educational opportuni-
ties, etc.) to see which work best In explaining and predicting the motiva-
tion to reenlist of specifled groups of enlisted men (e.g., different job,
ability, soclo-economic status, and age classifications) under specified
conditicns (e.g., statloned abroad versus stationed In the continental

U. S.). A number of investigators have studied the relative desirability
of outcomes for behaviors like performing well and reenlisting, but the
research emphasis should turn now to a closer look at how the importance of
such outcomes Is moderated by situational variakles and individual differ-
ences.

Expectancy thecrlies are one major body of motivation theories which seek to
explaln the process by which motivation content factors impact behavior.
Expectancy theories maintain that  :ople have expectancies about the like-
l1hood of obtaining desired or undesired outcomes as consequences of their
actions. The probabllity of a given action depends on the sum of the
products of desirability times expectancy for all outcomes sallent in that
situation.
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Expectancy theories of motivation have recently come under close scrutiny
by a number of authors (e.g., Campbell & Pritchard, in press; Miner &
Dachler, 1973; Heneman & Schwab, 1972; Mobley, 1971; Mitchell & Biglan,
1971; House & Wahba, 1972; and Wahba & House, undated). Besides the
logical, methodological, and empirical problems that these authors discuss,
one which we feel is particularly pertinent, especially for commanders who
hope to improve motivation with the help of concepts drawn from expectancy
theories, is this: What are the most powerful determlnants of expectan-
cies and valences? In particular, we need to know to what extent valences
and expectancies are determined by factors representing relatively stable,
individual differences~-which suggest strategies of recruiting, selection,
classification, and placement as ways to Improve expectancy motivation--
and to what extent they are determined by Immediate situational factors--

which suggest various strategies of altering the organizational environ-
mGnt'

A second theoretical process by nutcomes sald to influence behavior is the
equity process. According to equity theories, a person will perform cer-
tain acts to reduce feelings of Inequity which arise from his perception
that his ratio of outcomes (what he gets out of his job) to inputs (what

he puts into It) is different from the ratio of somecne else. The stronger
the feeling of inequity, the greater the motivation to reduce it.

Equity theories are vague about several issues which demand reso .tion
before they can be more fully and readlly applied to problems of measure-
ment and improvement of motivation and satlsfaction in the Army. Some
central issues previously discussed are:

. What particular behavior is motivated by feelings of inequlty under
what circumstances and for what types of individuals?

. How do individuals differ in their perceptions of inputs and out-
comes?

. How should we define 'Inputs' and ''outcomes'' to reducc the con-
fusing conceptual overlap among these terms?

. What determines who a given Individual's ''referent other' will be?

Investigators have already begun to address themselves to some of these
Issues, Further research along these llnes should pay additional dividends.

Job Satisfaction

Job satisfaction is a wet of feelings of varying positive or negative
affect that a person has with respect to different aspects of his overall
Job situation. These feelings are determined both by factors in the Indi-
vidual (his needs) and by factors in his job environment (rewards). There
are three somewhat different ways of conceptualizing how feellngs of
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catisfaction and dissatisfaction at the work place come about: that is,
in terms of need fulfiliment, equity, and frame of reference models.

The need fulfillment model holds that feelings of satisfaction and dis-
satisfaction depend on the extent to which elements In the job environment
are avallable to gratify people's needs. Such a model, which considers
individual and environmental factors simultaneously as de‘erminants of job
satisfaction, seems more heuristically promising than models focusing ex-
clusively ou indlvidual or environmental factors.

The frame of reference model differs from need fulfillment in that it seeks
to explain satisfaction nct in terms of match between needs and reinforcers,
but rather in terms of match between an external standard of comparison

and available reinforcers. Accordingly, a soldler's job satisfaction de-
pends on how he evaluates his pe-celved Job characteristics in comparison
to his external (external to his present job in the Army) standards or

frame of reference.

The equity model suggests that a person's standard of comparison is & refer-
ent other with whom the person compares ratios of job inputs to job out-
comes. Feelings of inequity, which result when the person feels either
underrewarded or overrewarded for his jub Inputs In comparison to a refer-
ei.t other, lead to feelings of dissatisfaction.

Morale

The term ''morale' as used by milltary authors Is an exceedingly complex
concept that seems to include both notions of motivation and satisfaction
os well as group-related notions like cohesiveness. Since we lack a more
succinct and rigorous definition, let us define morale according to what
military authors include as [ts aspects:

. Sense of advancing toward a worthwhile goal

. Exaltation of ideals

. Determination to reach the goal

. Positive and adaptive attitudes toward adverse conditions
« Feelings of contentment and satlisfaction

. Courage

. Discipline

. Self-confidence

. Feell.gs of group cohesiveness.

According to mil! ary authors, this complex state of mind has a large num-
ber of determinants subsumed under the follow!ng generzl categories:

Physical welfare and subsistence
Pride In the Army and the unit
Unit cohesiveness

Indlviduai's Ideology
Job-related satisfactlon
Leadership

News and Information.
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Morale is such a complex notion that It would probahly be be:ter to con-
ceptualize It in terms of its components rather than as a single, global,
and undifferentiated construct. This calls for a more preclse and rigor-
ous theoretical deveiopment of morale. !t would be good to develop a
"nomological net' of the principal components of what military people mean
by morale and conceptual interrelationships among them. |t would then be
possible to tie this nomological ret to measursment and change operations
by specifying how to observe and manipulate each of its components and

hew the experimental manipulation of one component Is llikely to impact
others.

Implications of Theory for Charge

A careful reading of theoretical issues reviewed Ir carlier chapters sug-
gests a number of practicel impliceclons for the kinds of actions a comman-
der might take to Improve motivation, satisfaction, and morale among his
troops. There Is, of course, a very extensive literature that deals more
directly with such practical considerations. in fact, much of the litera-
ture on leadership, training, personnel selection, compensation, organiza-
tional clivate, and orgunizational deve!opment, to name but a few areas

of industrial/organizational psychology, deals to some extent wi*h tech-
niques to improve motivation, satisfaction, and morale in formal work
organizations. A discussion of all this literature Is well beyond the scope
of this review. We point out in a general way on'y some Implicatiors for
change that derive from the theoretical and conceptual Issues.

Because these practical implications are drawn Yrom theoretical considera-
tions, chey should, of course, be varified by careful applied research and
fleld experimentation before being widely Implemented. Therefors, our
remarks in this ssctlon should not be construed as strong and firm recom-
mendations for practice, but rather as suggestions to be tri- v tested
before declared true. Some of the Implications we mention herv ..ay appear
somev.hat remote and may nct be feasible because of constraints and limita-
tions Imposed by the Army's organizational requirements. We hope, how-
ever, that they will stimulate further ideas for change and programs which
can realistically be applied to 1mprove motivation, satisfaction, and
merale In the Army.

Motivation

Expectancy theories. To motivate a particular behavior--to Increase the
probability that it will be perfurmed rather than some other behavior and
tnat it will be performed more vigorously and more persistently--the
commander should seck to maximize the <sum of the products of an indlvidual's
expectancies of attaining outcomes relevant for that benavior and the
valences of those outcomes for him.
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To increase the valence of outcomes, the commander can chocse from a
number of possible strategles, For Instance, he can make them more In-
strumental for other desired outcomes; assure that Individuals attribute
outcome attalnment to ability and effort; or recrult indlviduals, place,
and classify them according to whether they are predisposed to desire the
kinds of outcomes available. We discuss these strategies more fully below:

Instrumentality. Since how much an indlividual desires an outcome
like a promotion depends largely on how Instrimental e thinks It Is for
other outcoiies which the individual desires, the commander can Increase
its valence by making it more instrumental for other desired outcomes
such as status. The commander might take steps to assure, for example,
that status In the Army Is commensurate with rank and that a promotion to
a higher rank '‘automatically’ means a significant Increase in status. |In
additlion, the commaider should provide Information which shows the promo-
tions are !ndeed highly instrumenta) for status.

Attributicss of success énd fallure, Theoretically, an Individuel
will desire the military decoration [syiwui o7 success) more If he be-
lieves that attaining it Is a matter of effort and ability rather than luck
or other factors out of his control. The commander should accordingly
see that the deccration is rewarded only to the mosi deserving who through
their own actlions performed with sufficlent distinction to deserve It. The
individual should be made aware that people are decorated not because they
ar2 "lucky,' but because they exert a high level of effort and/or have a
great deal of ability,

Recruiting strategy. Because of recent previous expericnces and
because of more deeply 'ngralned Individual differences, people differ
according to the kinds of outcomes they desire and how much they desire
them. |f the commander can definc clearly and comprshensively enough the
particular outcomes which the Army can feasibly offer as rewards or Incen-
tives for various important behaviors, he might be able to devise a measure
of how much potential recruits desire these outcomes. !le should a.cept as
new recruits only those appllicants who desire outcoires avallable in the
Army or provice a cafeteria of outcomes that can be chosen to satisfy vari-
ous recru.ts' desires.

The commander also has available a number of strategies which should re-
sult in higher sxpectancies for deslred outcomes, He can increase a per-
son's chances of abtaining desired outcomes; provide information communi-
cating that object!ve probabilities are higher than the individual thought;
make the individual aware that obJective probabllities are higher bty having
him experience the outcomes more frequently; train Individuals to learn
skills which lcad tn kigher expectancies of some outcomes; or select new
recruits according tv abi'ity and per<onality characteristics related to
expectancies of deslred outcomes:




168.

Increasing the objective probzoilitles. One obvious way to increase

a person's expectancy of obtainirg a desired outcome like a promotion to

a higher rank Is to Increase the objective probability that people who
work hard and perform well will get promoted. This might be done, for
example, by increasing the number of upper rank positions available. There
are, of course, organizational constrédints on how many upper rank positions
the Army can have, Nevertheless, suci, a strategy might be feasible at
least to some extent for promotions and perhaps for cther outcomes as weli.

Communicating the objective probabilities. In some instances, people
might have expectancles of obtaining deslred outcomes that are too low
relative to objective probabilities of obtalning them. For instance, through
conversations with his pcers, a soldier might be led to belleve that his
chances of promotion within a certain perind of time are extremely low. |If
his expectancy is too low relative to the objective provability, his moti-
vation to perform behaviors ieading to promotion can be increassd by inform-
Ing him that the real probabl!lity Is higher than his own expectancy.

Experiencing the objective probabilities. For some kinds cf desired
outcomes, |ike praise and recognition from superiors, the zommander can
increase a person's expectancles by Increasing the number of times he ac-
tually experliences the outcomes. For example, a leadership training course
In which supervisors learn to give praise and recognition to subordinates
more frequently and consistently for effective jJob performance should cause
subordirates actually to receive praise more frequently and hence t. expect
it more frequently in the future. |In this way, his expectancy of receiving
praise from superiors would increase over time.

Tralning programs. Training programs which increase the level of
skills and ab!ilties a trainee consliders essential for effective performance
in his Job should have the effect of increasing his expectancy that If he
exerts effort, he will perform well--i.e., his Expectancy 1. Of course,
this presupposes that his job duties correspond to his training. If he has
been tralned for a job category different from his primary duty MOS, then
his training Is unlikely to Impact his Expectancy | or motivation to perform
well on his assigned job.

Recruiting strategy. Another way to increase expectanciss that troops
have for deslred outcomes is to select new recruits according to certaln
ability and personality character!stics related to expectancies. For in-
stance, people who are generally more self~confident about their abilitles
should have higher expectuncies of nbtaining desircd outcomes contingent on
exerting effort than p-ople with lower levels of self-confidence. A re-
cruit who, before joining the Army, nas a higher expectancy of being pro-
moted because of his generally higher level of self-confidence would likely
be relatively more motivated to perform behaviors that iead to promotion.

Equity theories. The major motivational tenet of equity theories is that
people are motivated to reduce feelings of Inequity which result when they
perceive that their ratio of outcomes/irputs is different from the ratio
of outcomes/inputs of a referent other.
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Even though some central concepts of equity formulations are only vaguely
articulated, they do suggest broad strategles different from those sug-
gested by expectancy theories of motivation. Very generally, the practi-
cal implication drawn from equity theory Is that to change motivat:.on, the
commander needs to change the petson's perception of his own ratio of
outcomes/inputs in relation to his perception of his referent other's
ratio of cutcomes/inputs.

To change the person's perception of his own ratio of outcomes/inputs, the
commander can adopt the following kinds of strategles: He can change the
person's outcomes objectively; change his Inputs objectively; change the
person's perceptions of his outcomes and/or inputs; or select recruits
according to stable individual differances in what they generally percelve
as lnputs and outcomes:

Changing the person's outcomes objectively. By changing what a per-
son gets out of his job--his outcomes--the commander can alter his ratlo
of outcomes to Inputs. A soldier who, for example, gets significantly
more (or less) pay than another soldier should theoretically experience
feelings of inequity to a different degree than the othear soldier, all
things (1lke percelved inputs and veferent other's outcomes and Inputs)
being equal.

Changing the person's inputs objectively. This Is a second general
and fairly obvious strategy for altering feelings of equity and inequity.
If job-related skills and abilities are Iimportant Input factors, the com-
mander can change feelings of inequity by taking steps to alter the level
of soidiers' job skills, A training program that improves job skills
viould be one means of altering Inputs and, consequently, feellrgs of in-
equity. Or, the commander could change such Inpputs by simply reassigning
a man to a job corresponding more closely to the job he was origlnally
trained for. A third way of changing input factors llke job skills and
abilitles is to institute a recrulting strategy which selects only those
applicants with high levels of skill gonsidered necessary for effective
performance on specified Army jobs., These three strategles--training, job
reassignment, and recrulting--offer the capabllity of increasing level of
input factors like skills and abilities required for effectiv: job per-
formance. Other things being equal, such changes in Inputs will result in
changes In feelirgs of equitv and lnequity.

Changing the person's perception of hls outcomes and inputs. Rather
than changing the person's actual outcomes and Inputs, the commander can
alter feelings of inequity by simply changing tihe peison's perception of
them. For exampie, a soldier might be elther misinformed or simply un-
aware of promotional opportunities, medical benefits, pension benefits,
and educational opportunities. By providing accurate informatinn about
such outcomes, the comnander should be able to change perceptions of out-
comes and hence feelings of Inequity.
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Recruiting strategy. Since people differ according to whether they
consider certain job elements as outcomes or Inputs, the commander can
alter feelings of inequity among soldiers by selecting new recruits who
tend to perceive certain specified job elements as inputs and certain others
as outcomes. For exampie, responsibility is a job element that some may
consider an Input and others an outcome. |If responsibility is indeed an
imporiant component in a given Army job, people who regard it as an Input
will have a ratio of outcomes/inputs different from the ratio of outcomes/
inputs of those who regard it as an outcome. Thus, by systematically
selecting one type of new recruit rather than another, the commander is
changing the feelings of inequity among soldiers on that job. By the same
token, of course, careful classi”ication and placement according to the
individual's abilities will also change feelings of inequity.

To change the person's perception of his referent other's ratio of outcomes/
inputs ‘~the second primary determinant of feelings of equity and inequity--
the commander also has a number of strategies avallable to him., He can
attemp” to change the referent other's actual outcomes or Inputs; the per-
son's perceptions of the referent other's outcomes and Inputs by providing
information about them: or the ldentlty of the referent other:

Changing the refereni other s actual outcomes or inputs objectively.
If the referent other is someone who Is accesslible to the commander, he may
be able to alter the referent other's outcomes and inputs by means similar
to those discussed for changing the person's own outcomes and inputs. Thus,
the commander can provide the referent other with greater or iesser levels
of Important outcomes. O he can train, reassign, or recruit referent others
in order to alter Inputs like Job skills and abllities.

Changing th~ person's perceptions of his referent other's outcomes and
inputs. Even if the referent other Is not directly accessible tc the com-
mander, he still has the option of altering the person's perception of the
referent other's outcomes and inputs. For example, If a soldier's reterent
other is a civilian friend back home, the comwander may provide the soldier
with Information giving him a more accurate plcture of the friend's out-
comes and inputs. Thus, news stories of the economic conditions back home,
the civilian jcb market, the cost of living, and so forth, should have an
impact on the way the soldier perceives his referent other's (i.e., his
¢ivitian friend's) outcomes and inputs.

Changing the ldentity of the referent other. Although it seems theo-
rectically feasible to change the identity ¢f a person's referent other--for
example, to have the soldier regard a friznd in the Army as his referent
other instead of a civilian friend back home--equity theories as presently
formulated are not clear enouch about what determines the referent other
for a3 given person In a given situation to suggest concrete and practical
ways for a commander to change the referent other's identity.
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The strategies we have Jjust briefly presented should result in changes In
feelings of equity or inequity. The commander should be careful, however,
lest his 2fforts to improve motivation through strategles implied by

equity formulations result in uil!ntended and perhaps dysfunctiona! conse-
quences. According to equity theories, the greater the feeling of Inequity,
the greater the motivation to do what is necessary to reduce it. But
equity theories do not clearly specify what a person will do to reduce these
feelings. For Instance, someone on piece-rate pay schedule who feels in-
equitably underpald will likely be motivated to increase productivity to
reduce feelings of inequity, but if on an hourly plan, he may decrease pro-
ductivity to reduce inequity. Thus, Increasing motivation by Increasing
feelings of Inequity may not always be In line with organizational goals.

In fact, to the contrary, It might often be better to decrease motivatlion
by decreasing inequity feelings.

Satisfaction

Theoretical and conceptual Issues In the area of job satisfaction also have
practical implications for organizational change. The three major con-
ceptual models of satisfaction--need fulfiliment, frame of reference, and
equity models--suggest somewhat different strategles the commander might
adopt to improve the level of satisfaction in his organization.

Need fulfillment model. The need fulfillment model suggests that satisfac-
tion Is a function of fit between an individual's need: or desires and
avallabllity of environmental rewards to satisfy those needs. To improve
satisfaction, this model! implies that the commander should try to maximize
degree of correspondence between Individuals' deslres and environmental
rewards. To some extent, the Army Is already using this approach by offer-
Ing such outcomes as unrit of cholce, station of choice, and guaranteed
training. This approach could be extended to include other outcomes as well,
such as occupation of choice and permanent assignment to a fixed location.

Three general strategies in line with the need fulfillment model are:

Change the environmental reward to correspond with desires of people In

that environnent; reassign people to different locations or environments
which provide rewards corresponding more closely to their desires; and
select new recrults who desire the environmental rewards generally available
in the Army.

Changing the environmental rewards. Thls strategy involves simply pro-
viding the kinds of rewards scldiers deslre. For example, In many instances
it might be possible to make alterations in pay schedules, promotion plans,
recreational facilities, housing, and so on, in accordance with expressed
deslres,

Reassigning to different environments. Instead of changing a person's
environment directly, it might be administratively more feasible to re-
assign or relocate certain individual to different environments. Thus,
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soldiers who want to travel might be stationed abroad and those who want
certain jobs might be reassigned to jobs of their cholce.

Selecting new recruits. A third strategy is to select new recruits
who indicate strong desires for the kinds of outcomes and environmental
rewards they are likely to receive in the Army This strategy in effect
would mean selecting new recrults according to the probability that they

will find a close fit between their deslres and avallable rewards--in the
Army.

Frame of reference model. This model suggests that a person's feelings of
satlsfaction or dissatisfaction depend on the degree of discrepancy he
perceives between characteristics of his present environment and some ex-
te-nal standards of comparison. Implied administrative strategles for
minimizing percelved discrepancies parallel the need fulfillment model:

Changing the environment. This strategy Involves changing the charac~
teristics of the soldier's environment to make it more similar to the
environment of his frame of reference. For Instance, if the frame of refer-
ence |s conceptualized as tne outcomes or environment a soldier expected
before he enlisted, the sommander miyght find It feasible to provide the

soidier with outcomes that come closer to what he expected or perhaps that
exceed what he expected.

Reassignment. The commarder might find It more feasible to reassign
or transfer the soldier to other environments (n the Army which are more
in line with his frame of reference.

Recruiting., A third strategy would be to recruit soldiers whose fraies
of reference ar: not discrepant from the environments and outcomes in the
Army.

Equity model., According to the equity model, people are dissatisfled when
tEey perceive thelr ratio of outcomes/Inputs to be inequitable relative to
the ratio of outcomes/inputs of a referent other. Implications of equity
formulations for changing satisfaction are not substantially different from
their imglications for changing motivation which were already discussed in
some detal!; we list them only briefly below:

. Changlr.g the person's outcomes objectively by providing gireater or
lesser levels of the outcomes

. Changing the person's Inputs objectively by traluing, reassignment,
or selective recruiting

. Changing the person's perception of hls Inputs and outcomes by com-
municating more accurate information about them

Sclectively recruiting soldiers according to stable tendexcles to
regard certaln job elements as outcomes and certa'n others as, inputs
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. Changing the referent other's outcomes and Inputs objectively

Changing the persun's perception of his referent other's outcomes
and inputs by providing more accurate Information about them

. Changing the identity of the referent othar.
Morale

Morale seems to be such an all-embracing concept that virtually anything in
the soldier's environment can Impact it., This implies that 'the commander
must face a bewildering variety of morale strategies. Since there are no
theorlies of morale articulated with sufficient precision to suggest a
readily apparent and manageable classification of administrative strategies
for improving moraie, we simply list below major categories of determinants
of morale. Administrative strategies will focus on changing these deter-
mlnants:

. Physical welfare and subsistence
Pride In the Army

Unit cohesiveness

Individual's ideology

Task, Job, and career satisfaction
Leadership

News and Information.

Categories of determinants are fleshed cut In greater detail in Chapter 4.

Measurement

Below we list instruments and methods discussed In Chapters 5 and 6 which
seem most likely to be useful as measuros of motivation, satisfaction, and
morale In the Army.

Motivation

1. A measure of motivationa' content which lists a set of fifty to one
hundred fairly specific job outcones and which requires the respondent to
rate each outcome first on a seven-point scale of desirability and then on
a seven-point scale of perceived probability of occurrence following high
levels of effort on the job. Ratings of desirability by themselves con-
stitute a measure of valince for outccmes which could be used either to as-
certain how desired the outcomes are by enlisted men in general or to infer
individual differences in needs or desires for the outcomes. In combinatlon
with expectancy ratings, desirability ratings yleld a motivation process
score for each Individuai computed as the sum across outcomes of valence
times expectancy,
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2. A measure of motivation content which llsts 25 to 50 broader out-
comes more relevant to the enlisted man's M0S, the Army, and the military
in general than to his specific job. The respondent rates these outcomes
on a seven-polnt scale of "how important'' they are (or were) for:

. His original enlistment decision
. His future decision to reenlist
. His level of job effort

His general job satisfactlon

. The Minnesota Importance Questlonnalre (Weiss et al., 1967). This
s a very well-constructed measure of a person's job-related needs on twenty
dimensions like '"ability utllization," "activity,' and "authority.'" Items
are at the sixth grade level of reading difficulty and consequently should
be readlly comprehensible to most enlisted men.

4. Patchen's (1965) Job Motivation Indices. The four Items In the Job
Motivation !'ndex have been shown to have adequate test-retest reliabllity
and at least some concurrent validity with respect to criteria of absentee-
ism and turnc »r. Since this is such a short instrument, it could be
supplemented by another brlef measure of general work motivation, Lodahl &
Kejner's six-item Job Involvement Questionnaire. Although little hard evi-
dence regarding Its test-retest rellabllity or validity is available, this
is a very carefully-constructed Instrument and it may prove useful, particu-
larly in conjunction with Patchen's Instrument.

Job Satisfaction

1. The Brayfield and Rothe (1951) Job Satisfaction Index. This !s a
widely used measure of job-related satisfaction suitable for a diverse
range of occupational groups.

2. The Survey of Organizatlions (Taylor and Bowers, 1972). The seven-
item satisfactior scale in this Instrument has adequate reliability and
construst valliaity as a measure of job-related satlsfaction of groups or
organizational units,

3. Minnesota Satisfaction Questionnalre (Weiss et al., 1967). The
MSQ is a carefully developed measure of satisfaction with twenty job facets.
The short form ylelds a total satlsfaction score as well as scores of sat-
isfaction with the Intrinsic and extrins:c aspects of the job situation.

4. Job Description Index (Smith et al., 1969). The JDI is a well-
known measure of satisfaction with five facets of the job situation--work
itself, pay, promoticns, supervision, and co-workers.

5. Cureton's (1960) Sa‘isfaction Questionnaire for Alrmen. This Is a
factor analytically derlved measure of satisfaction with seven aspetts of
the working environment in the Al Force as well as an eighth scale measuring
overall satisfaction or ''general morale.'' Since It was developad specifi-
cally for the military, the instrument should be readily amenable to adapta-
tion for use in the Army,
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6. Survey Technique. The attitude measurement program at Sears
(Smith, 1962, 1963) illustrates how a careful and systematic use of spe-
cific survey questions can provide 2 valuable diagnostic function for man-
agement, especially when supplemented with a set of well-developed evalua-
tive scales of satisfaction. A similar strategy is used with the Triple
Audit Opinion Survey (Dawis and Weitzel, 1971) and the SRA Attitude Survey
(Science Research Associates, 1970).

7. Difference Score Instrument (e.g., Wancus and Lawler, 1972). This
technique of measuring the discrepancy between desired outcomes and avall-
able outcomes, a relatively recent development in satisfactinn measurement,
shows considerable promise as an alternative to the more traditional ''direct
measures of satisiaction.

Morale
We found o instruments which measure the complexity and richness of morale
as the term is used by military authors. That Is, we fcund no self-report
measures in which respondents could indicate both their satisfaction and
motivation as well as feelings of group cohesiveness. pride, attitudes to-
ward adversity, and the other components of morale discussed in Chapter 4.

0f course, the Investigator need not limit himself to self-report measures.
Military commanders have traditionally gauged troop morale by attending to
Indicators like AWOL and sick call rates. Also, they have used behavioral
signs like the smartness of troops when marching, how they perform on their
duty stations and in athletic contests, and whetner they express pride In
thelr units. |f he were to classify these behavioral indicators of morale,
the investigator might be able to Improve the commander's traditional, (n-
formal '"indicator measure'' by designing instruments that helped tha comman=
der focus mora systematically on those aspects of troops' behaviors that
most reliably and validly reflect their morale. The method of ''scaled
expectations,' which we outlined in Chapter 7, appears to be well suited to
the development of such a behavioral measure of morale.
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