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Preface f?

This study was inspired by six years of exposure to the work
environment characterizing tactical fighter maintenance organiza-
tions. This research effort was designed to identify those as-
pects of the work and work environment which are most closely
associated with and predictive of job attitudes and career intent. :?
Hopefully, the study results will provide some insight into the |
determinants of job satisfaction that will be of use to Air Force
management personnel in determining the direction and nature of
future Air Force "people" policies. Additionally, the author
hopes that the review of management thought and theory, their
application to the Air Force work environment, and the insights

presented in this paper will prove beneficial to lower level super-

visors who are truly interested in their people and who would like
to see them stay on for a career in the Air Force.

The majority of the observations and conclusions are logically
derived from the data analysis using generally accepted statistical
procedures. In some situations, the author has deviated from pure
observation and strict mathematical interpretation of the analysis
results; however, he has tried to identify these occurrences with
such warnings as "in the opinion of the author", "the author hy-
pothesizes", etc. Any errors accompanying these speculations are
most likely philosophical in nature, and they result from the
author's false perceptions developed over the six years of expo-
sure to the aircraft maintenance personnel's work environment.
Therefore, I accept full liability for any and all errors which

may have resulted from personal bias.
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Abstract

) y
“2 This study investigates the job attitudes of enlisted

maintenance personnel (FMS and OMS) serving in aATactical Air /4
Command ;fighter aircraft maintenance complex. The overall ob-
o N

jective of the study was to determine if a job enrichment
e 1pDrE D ,

program might-hold potential for improvingjindividual motiva-

G

tion and organizational effectiveness. @hé‘gnalysis consisted

of measuring job satisfaction levels, using the Hoppock job

satisfaction measure, and measuring satisfaction with the var-

ious dimensions of the work and work environment, using the /7 7 "/Cﬁdum

*Job Diagnostic Survey‘{geveloped by Hackman and Oldham.

» Compared with sample populations (11l ranks and enlisted

only) drawn from the total Air Force pcpulation, the study group

¢ degree of job satisfaction. Data‘analysis

7y
indicates that work environment factors are most highly associ-

exhibited a %lower

ated with the dissatisfaction displayed. Overall, growth satis-
faction (2 measure of how much challenge a job provides, oppor-

tunity for accomplishment, potential to exercise responsibility,

and potential for personal growth and development) was found to
be the primary determinant of job satisfaction for this study
group.waemographic variables were found to be of little impor-
tance in determining job satisfaction.

Career intent disclosures of the maintenance personnel sur-
veyed show that only 25 percent of the individuals definitely
plan to remain in the Air Force. Forty-three (43) percent of
the individuals who did not express definite positive career in-
tent listed their job as the major factor effecting their deci-

sion. Expressed career intent was found to be influenced by

X




job satisfaction and the perceived satisfaction with the work %
environment factors. Low job satisfaction mean scores and the et
lack of personnel commitment to a military career coupled with

analysis of these dimensions appear to indicate that the work ;

environment is problematic.

Diagnostic analysis of the work itself indicates that an

all-inclusive job enrichment program is unwarranted in either
maintenance organization. Autonomy within the OMS activities

is the only dimension which appears to be a deficient area.

xi
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A STUDY OF JOB CHARACTERISTICS AND JOB ATTITUDES
AT A TACTICAL AIR COMMAND FIGHTER

AIRCRAFT MAINTENANCE COMPLEX

I. INTRODUCTION

Military people have received several well earned pay
raises in the last eight years. However, we firmly
believe that monetary incentives in themselves will
not achieve our goals--the ultimate key is job sat-
isfaction. We know we must provide opportunity and
challenge for our young people. Each member needs

to feel that he is afforded the chance to contribute
to the best of his ability.

Former Secretary of the Air Force,

Robert C. Seamans, Jr. ("Attracting and
Keeping the People We Need”, 1972).

STATEMENT OF THE PROBLEM

Human resources are the United States Air Force's most
valuable assets. With respect to these valuable resources,
the Air Force faces two major challenges. The immediate chal-
lenge is one of managing and motivating individuals to do
better and more efficient work in a time of austere budgets.
More long run in nature is the challenge to build a highly
professional force characterized by stability, motivation,
efficiency, and dedication to mission objectives at all levels
of command. To successfully execute these challenges, the
Air Force must be able to attract quality personnel and to

retain a higher percentage of these personnel than is the case

today.




Before the Air Force can effectively meet either the
immediate or long range challenge, an indepth analysis of
human behavior must be performed in an attempt to determine
what motivates individuals and what provides individual job
satisfaction. With implementation of an all-volunteer force
concept, the Air Force can no longer expect "unlimited" sub-
stitution of people into the system. Instead, the Air Force
must recruit and retain top talent by maintaining an attractive
organizational climate and by providing jobs that are chal-
lenging and meaningful within the context of present day values.

In March 1975, the Air Force Management Improvement Group
(AFMIG) was established and was given the task of making "...
a good service better; by examining the organization and man-
agement of the Air Force as they relate to or impact on the
human resource; and by developing initiatives which enhance
both the quality of leadership in the Air Force and the well-
being of Air Force people" (Ellis, 1975). Studies conducted by
this group have addressed job satisfaction in the Air Force in
a broad sense; however, no studies have been conducted which
specifically address job satisfaction and career intent within
.the Air Force maintenance career field (Murphy, 1977). This
particular job was selected for study because it is one where
a retention problem appears to exist (See Table I) and because
AF/DPXHMM personnel expressed a strong desire to have satis-
faction information for maintenance career field personnel.

Several factors may account for the reduced reenlistment

rates. First, the general economic climate of the Nation can

ol Tl S S g ) e i
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significantly influence reenlistment rates. When jobs are |
s plentiful and pay is high in the civilian market, a decline !
in reenlistment rates can be anticipated. Within the past
five years, measurements have been made comparing military
with civilian pay, and military pay scales (based on an eight

hour, five day work week) have been found to be quite compet-

itive with civilian pay scales. The author hypothesizes that

pay is a significant factor in reenlistment decisions not from

the standpoint of comparable pay for comparable work, but from
the standpoint of overtime requirements (12 hour work days)
with no increase in compensation. A second influential factor
is changing social values. The author hypothesizes that
people are now less receptive to the traditional authoritarian
management of the military, and therefore seek more personal

satisfaction from the work and work environment.

Table I 4

Comparative Reenlistment Statistics

Through
2nd Qtr
Reenlistment Rates FY 76 FT 77 FY 77
TAC 1st Term 40.8 30.7 35.9
f ‘Maintenance 2nd Term 59 .7 387 63.7
Career Field Career 96.1 97.5 94.1
AF-Wide lst Term 46.1 45.5 49.5
Maintenance 2nd Term 66.1 727 72.3
Career Field Career 92.2 95.4 96.6
TAC lst Term 33.4 35.6 34.6
All AFSCs 2nd Term 5745 36.4 6l.2
Career 95.4 96.2 93.1
AF-Wide lst Term Sl 38.1 46.1
All AFSCs 2nd Term 67.4 73.9 T2
Career 91.1 94.7 95.3

Source: Hgq TAC/DPPC, Langley AFB, VA
AFMPC/DPMMAR, Randolph AFB, TX
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Civilian industry accomodations to these changing social
values tend to make civilian jobs more attractive alternatives
to military service. An example of an accomodation by private
industry to changing values has been job redesign. This practice
has enhanced employee motivation and job satisfaction, increased
proauctivity and efficiency, and improved retention rates. The
author believes that application of this industry experience to
maintenance jobs in the Air Force will help alleviate current
personnel and cost problems. Therefore, this study is designed
to investigate how these principles of motivation and job enrich-

ment can be applied to the maintenance career field.

PURPOSES OF THIS STUDY

This study has several interrelated purposes. First, an
attempt will be made to synthesize the most widely accepted
and employed motivation, job satisfaction, and job enrichment
theories and principles. A review of the voluminous body of
literature written on these subject areas has led the author
to select Maslow's, Argyris', McGregor's, Herzberg's, Vroom's,
and Hackman and Oldham's theories as being those most rele-
vant for this study.

A second purpose is to analyze the stated principles of
motivation and job enrichment, and to investigate the possi-
bility of applying these principles to the maintenance tech-

nician career field. Specific objectives are to determine




which work/work environment factors are most likely to enhance
motivation and enrichment potential, and to determine the rela-
tive degree of association between job satisfaction/career
intent and each identified variable. These factors will be
used to determine if job enrichment can be applied within the
constraint of current USAF maintenance policy. Analysis will
not be limited to these factors alone but will consider the
nature and complexity of the specific job.

Assuming that a need for job redesign will be indicated
and is feasible, a third purpose is forwarded. This purpose
is to make recommendations regarding what changes might be
effected in order to promote more effective use of USAF main-
tenance technicians‘ talents. These recommendations will be
based solely on the analysis of the sample populations per-
ceptual disclosures.

Finally, since no job satisfaction studies have been
conducted on the aircraft maintenance career field, this study
will establish baseline measurements for the various job di-
mensions. This information may be useful in evaluating effects
of any future changes in maintenance concepts and/or organi-

zational job definitions.

SCOPE
The purpose of this research is to investigate job
attitudes of personnel currently performing duty within the
aircraft maintenance career field. Although the author hy-

pothesizes that similar results are attainable from maintenance

aclieuia i




organizations Air Force wide, this study is based solely on
job attitude data collected within a Tactical Air Command ~J
Fighter Wing maintenance complex. An attempt will be made to
present those factors and recommendations that would have the
widest applicability in all tactical fighter units.

This study will address those elements of job satisfaction
which can be achieved through job redesign and improvements
within the work environment. This pragmatic approach to job
enrichment is aimed at providing tools which will aid super-
visors in motivating their personnel and increasing the satis-
faction which these individuals derive from their daily tasks.

No attempt is made to formulate and forward an entirely new

maintenance concept. If the results indicate a need for such

a major reorganization, recommendations for such a program will
be made for Air Force planners' future use. The intent of this
thesis is to propose changes which can be made within the
framework of the current maintenance concept and still promote
personnel motivation and individual .job satisfaction.

Job satisfaction theory as synthesized by Hackman and
Oldham provides the framework within which this analysis is
made. However, this study is for descriptive and recommend-
atory purposes and is not intended to prove or disprove any

motivation or job satisfaction theory.




ASSUMPTIONS

The imperfect nature of this type of research combined
with the lack of total information about the selected sample
population require that certain assumptions be made. Although
these assumptions may limit and condition the research results
and conclusions, they are necessary and are not considered to
adversely affect the research findings.

General. The assumptions which apply to the overall con-
duct of this study are as follows:

1. The underlying assumption for this study is that the
principles of motivation and job enrichment apply equally to
jobs within the Air Force as they do within the civilian insti-
tutions in which they were developed. This assumption is given
support by the results of the Air Force study New View, publish-
ed in 1967, as well as by experience recently gained at Air
Logistics Center at Ogden, Utah.

2. There exists withir the Air Force, and more specifi-
cally within the maintenance career field, a need to identify
motivational dimensions which may influence job performance
levels.

3. The work and work environment dimensions examined in
this study are vital to individual job satisfaction and self-
actualization. Although this listing is not exhaustive, the

chosen dimensions are significantly predictive and influential

in determining job satisfaction.




|
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4. While trend data would make this study more valuable,
} the collection of data on a one time basis can still be use- ~J
i fully analyzed. |
5. The Air Force will continue to train maintenance per-
] sonnel to the same level of proficiency and job diversification
in the future as it does now.

Methodology. The assumptions which condition the method-

ology used in this study are as follows:

1. The methodology employed by the author provides an
effective and validated method of identifying and ranking moti-
vational dimensions.

2. The researcher assumes that the survey instrument
which is composed of the Job Diagnostic Survey (Hackman and
Oldham, 1974a:63-73) and the Hoppock Job Satisfaction Blank,
as modified for use in the USAF work environments (Manley,

1976) is a valid instrument for measuring job satisfaction

levels within the USAF maintenance complexes. Changes to the

i original Hoppock Job Satisfaction stems are so minor that va-

; lidity, based on over forty years of use, is upheld (Manley,

* et al, 1976).

| 3. The reliabilities of the JDS scales are more than
satisfactory since the instrument was used to obtain average
scores of groups of more than five individuals who work on the
same job (Hackman and Oldham, 1975:169). Reliabilities for

each JDS scale are given in Appendix "C", "Job Diagnostic Survey
Validity".

} 4, The sample responses are unbiased. )




—

5. The guarantee of anonymity and the impersonal nature
of the questionnaire preclude most defensive reactions. That
is, the survey methodology encourages the participants to re~
spond according to the way they really feel instead of answering
in the way they think they are supposed to feel.

Sample Populaticn. The following assumptions are made

about the characteristic behavior of the sample population:

1. The total sample population follows a normal distri-
bution.

2. Basic to this research is the assumption that despite
individual perculiarities, taken as an aggregate group, men are
very similar. That is, while maintaining individualism, men
display "common features” in their behaviors and activities.
The researcher assumes that when randomly sampled, a sample
size N > 200 provides an objective cross-sectional analysis of
the work and the work environment necessary to establish these
"common features".

3. Man's needs and associated need satisfiers are rela-
tively universal. Stated simply, man will exercise self-
direction and self-control in the service of objectives to
which he is committed.

4., All respondents tend to strive for self-actualization
and fulfillment.

5. Each respondent used his individual perceptions to
provide honest responses to all questions involving attitude
and work environment aspects. Since the JDS provides the

respondent an opportunity to describe both existing and desired




characteristics of his/her job, the researcher assumes that |
the responses describing existing work conditions are not
influenced by the individual's perceptions of the "ideal"
work environment.

Statistical Analysis. All assumptions which condition

the statistical analyses are included in Chapter IV within the

discussion of each statistical procedure used in the study.

LIMITATIONS

As with most research efforts, there are limitations that i
must be considered and understood before any meaningful gen-
eralizations and/or conclusions may be formulated from the
results. Probably the most constraining factor is the nature
of the survey instrument. The questionnaire is highly struc-
tured which limits the scope of the data obtained to specific
aspects. Any functional reiationships that can not be measured ﬂ
in terms of the specific dimensions tapped are ignored.

This study is based on the responses to a gquestionnaire

designed to measure the overall job satisfaction/dissatisfaction
for each individual and the degree of satisfaction that each
individual experiences with the various job factors defined by
Hackman and Oldham (See Appendix "A"). Although the list of

job factors considered is quite extensive, there still remains
the possibility that there are some "untested" job factors

that could "reflect"” job satisfaction/dissatisfaction better
than those chosen for the study. . When the results of this

study are restricted to "explaining" Hackman and Oldham's job
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satisfaction theory as it applies to Air Force maintenance
organizations, the effect of this limitation is minimized.
However, if the results of this study are used to hypothesize
new job satisfaction theories or if the results are extrapolated
to "untested" dimensions, serious deficiencies may result.

Since this study involves people in a fairly flexible
environment, the element of time can greatly affect the results
and conclusions formulated from the study. People's percep-
tions about their jobs and their work environment can change
drastically within a short period of time. Due to the guarantee
of respondent anonymity, no additional or clarifying data are
available to document possible changes in job satisfaction/dis-
satisfaction levels or changes in the ranking of job sa;isfaction/
dissatisfaction determinants. If this limitation was relaxed, a
better insight into personal job satisfaction might be obtained.

A minor limitation which may affect this research effort
stems from the use of questionnaires in general. Many tines,
individuals are barraged with questionnaires, but they seldom
see written results nor experience any favorable changes in
organizational policies and/or procedures. As a result, indi-
viduals are reluctant to participate, or they employ a "game-
like" response pattern which yields unreliable data. 1In an
attempt to minimize this behavior, the researcher personally
administered the survey, briefed the survey population on the
purpose of the study and the methodology used in the study, and
assured all respondents that they would have access to the study

results and recommendations.

1l
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A limitation which could impair the validity and the use-
fulness of the collected‘;ata is that the JDS is readily fakable
(Hackman and Oldharpp, 1974a:36). However, since the instrument
was not administered for job selection or replacement purposes,
and since responses will be held in the strictest confidence,
the researche; assumes that this effect is negligible. i

Although the author believes that man's needs are universal,

the unique mission of the Air Force places different demands upon

its personnel. Even though this study encompasses all the jobs

within the FMS and OMS complexes, the researcher realizes that not
all jobs lend themselves to job enrichment. To the extent that
job designs are tied directly to expensive or complex equipment,
little in the way of meaningful job exchange can occur. How-

ever, all work aspects of the maintenance operation are investi-

gated in an attempt to formulate as broad a job enrichment pro-
gram as possible. Another limiting factor in formulating a job
enrichment program is that not all people want their jobs enriched
(Penzer, 1973:22). Some people will always prefer jobs that do
not require any emotional or mental commitment to the job envi-
ronment.

Although this study was based on the data collected in only
one maintenance complex, the discussion will occasionally be in
general terms since the work environment of the maintenance
personnel are very similar in all organizations by location and
type of operation; e.g., combat or training; southeast or south-
west. The author attempts to differentiate between work envi-

ronment and geographical environment factors and to present
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those work environment factors that would have the widest
applicability in all tactical fighter units. The researcher
anticipates that many of the findings will have applicability
to other Air Force jobs; however, one must realize that ad-
justments may be required in these cases.

Numerous theories have been forwarded regarding the deter-
minants of job satisfaction; however, no one theory has proven
to be more effective in quantifying job satisfaction levels
than another. Although there are volumes of information on
job satisfaction, there are so many combinations of variables
which can be used to measure job satisfaction levels that it is
impossible to compare empirical results. Even when the same
theory is used in several studies, differences in the survey

population, the survey technique, the instrument construct, and

methods of analysis make it difficult to compare/contrast results

unless the researcher has complete knowledge of the circumstances

surrounding each study. This is to say that there is no true
baseline from which to judge job satisfaction levels. There-
fore, one can not make definitive statements about job satis-
faction scores. Thé researcher can only make completely valid
comparative evaluations between scores which were obtained under
the same conditions.

One final limitation results from using Hoppock's general
job satisfaction blank and the various stems used in the JDS to
measure job satisfaction (Appendix "A", Section 3, Numbers 2, 4,

and 6). Job satisfaction, being a subjective "feeling", is not
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readily quantifiable on an absolute scale. Since each partic-
ipant responded according to his own feeling of satisfaction,

there is no way to judge the relative job satisfaction between
two individuals or any two groupings of the sample population

members. This to say that an individual who has a job satis-

faction index of 15 may conceivably be more satisfied in some

absolute sense than a respondent who has a job satisfaction

index of 25.

SUMMARY
To remain effective, the Air Force must recruit highly

qualified young people and do everything possible to encourage

bbb S

them to make the Air Force a career. More specifically, the

Air Force must create a working environment that will not only

attract but will also retain good aircraft maintenance techni-
cians, or the flying mission will be placed in jeopardy. To
meet this challenge, supervisors at all levels of command must

show each individual respect, recognize his individual needs

and aspirations, and allow him to develop his capabilities. To
5 attain this objective, emphasis must be placed on a thorough
examination of the field of human relations. Focus of this
examination must be on the ways that supervisors can achieve i

higher levels of motivation and increase job satisfaction for

their people, and at the same time increase output through
better utilization of available personnel. This study was

designed to meet these challenges as they apply to the aircraft

maintenance technician career field.
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II. MAN, MOTIVATION, AND WORK

The release of human potential, the enhancement of
individual liberty, the liberation of the human
spirit--those are the deepest and truest goals to

be conceived by the hearts and minds of the American
people.

John Gardner (Sharbaugh, 1971:416)

This chapter examines some of the thought which attempts
to explain the relationship that must exist between the worker
and his job in order to produce job satisfaction. Maslow's
theoretical "hierarchy of prepotency" provides an insight into
the needs and need strengths of the individual; McGregor's and
Argyris' theories of man, when extrapolated to the management
arena, provide the concept of a "proper" organizational environ-
ment. This "proper" environment affords the individual the
opportunity to simultaneously contribute to the fulfillment of
both his own higher level needs and the organization's goals.
However, if the individual is to accomplish this, he must be
motivated. How does this motivation occur? The motivation
and job design theories of Herzberg and Hackman and Oldham

suggest an avenue of approach to this problem.

BACKGROUND OF JOB DESIGN THEORY

In order for one to view present-day behavioral theory
in proper perspective, it is necessary to review the contri-
butions made by the classical and human relations theorists.
Historically, the beginning of creative job structuring dates

back to the 1800's when industrial management was concerned
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primarily with how much physical work a man could perform in
a specified period of time (Smith, 1968:478). To meet the
conditions of an untrained, uneducated labor force, jobs were
siﬁplified to the "nth" degree so that they could be learned
quickly and workers could perform their tasks effectively.
Man was looked upon as a "tool of production" and physical
demands on these "tools" became the most important factor in
job design.

Classical Theory. 1In the early 1900's, the first exten-

sive investigation into the ties between the worker and his
work was performed by Frederick W. Taylor, the "father of modern
management" (George, 1968:143). Taylor's work evolved into the
development of the "scientific management" school which concen-
trated on the physical aspects of the work and contended that
workers were motivated only by monetary rewards (Porter, et al,
1975:275-276) .

Taylor's approach to management laid the groundwork for
the highly rational classical theories. Taylor's approach is
characterized by four basic principles: (1) development of the
"best" method for each task, (2) scientific selection and train-
ing of workmen for each task, (3) development of a close working
relationship between managers and workers with an equal distxi-
bution of work between each "party", and (4) development o% a
healthy monetary incentive program designed to increase produc-
tion through worker motivation (Taylor, 1911:36). Classical

theory which evolved from Taylor's principles can be summarized

~
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as "....employees were motivated to work by money and other
economic things and there was no logical reason, therefore, for
raising wages above the subsistence level. The practice of
human relations was a matter of establishing a wage which could

allow the necessities of life and the replenishment of the work

force" (Sanford, 1973:25).

Throughout the early 1900's, improvements in productivity
E and economic performance were stressed by extending design
studies to the instruments of production, i.e. tools, equip-
ment, and work space; yet, the human element of production was
ignored. Although significant advances had been made in the
physical aspects of productiop, the early 1930's were charac-
terized by low productive ouﬁput and severe employee morale
problems. Factors which contributed to these outcomes were the
growth in education and the non-stimulating jobs accompanying
the advent of automation (Porter, et al, 1975:278). For all |
the gains that industry received from the application of scien-
tific management theories, the changes in people and the changes
in technology indicated that managers needed to take another
look at the design of jobs. The interest in employees and job
design signalled the beginning of the "human relations" era in
which emphasis was placed on the role of the human element in
the work plan.

Human Relations Theory. Whereas the scientific manage-

ment movement sought to increase productivity by rationalizing

it, the human relations movement sought to increase productivity
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by "humanizing" it (Filley and House, 1969:17-19). It was
during this period that most of the principles of modern man-
agement thought and theory developed (Porter, et al, 1975:22).

Human relations theory as it is known today is considered
to have begun in 1927, with the Hawthorne studies which shifted
the focus of human relations from an economic emphasis to a
socic-psychological emphasis. These studies demonstrated the
importance of "worker attitudes and sentiments in determining
the results of a change in a job situation"” (Filley and House,
1969:21). Classical theory held that "a physical change di-~
rected toward greater efficiency would automatically bring about
the desired result"; however, the Hawthorne studies indicated
that "workers react to change in terms of the meaning change
has for them" (Filley and House, 1969:21) That is, employee
productivity would increase only if changes in human relation-
ships within the organization produced, or were perceived to
produce, greater social and psychological satisfaction. There-
fore, the practical prdblem of the human relation theorists was
to determine how social and psycholoéical satisfaction could be
enhanced.

Attempts to increase social satisfaction took many diverse
approaches ranging from advocating greater socialization on and
off the job to increasing employee services and benefits. Many
of the theorists of this period held that the key to increased
productivity was "participative" management. It was held that

worker participation in managerial decision activities would

18
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result in greater need satisfaction which in turn would result

in better performance and higher productivity (Sanford; 1973:35).
Although the basic assumptions of the human relations
approach were valid, there was a wide divergence between theory
and practice. Two serious misconceptions accompanied implemen-
tation of the concepts, the first being that the objective of !
human relations programs was to make the employees "happy".
The second was that a "happy" group is always productive and that
the "happiness" is attained through "participative" management.
The Hawthorne studies demonstrated that "good" management can
not capitalize on making a work group happy and reap high pro- ;
ductivity, but instead they must seek a balance between morale
and efficiency that provides the best combination of the two
(Filley and House, 1969:22). Happiness, and need satisfaction,
and the entity of which it is a part - job satisfaction - are
not the same. Employee happiness and satisfaction can be inde-
pendent of productivity or performance. Furthermore, partici-
pation must be aimed at achieving something worthwhile if job
satisfaction and productivity are to complement each other.
Participation programs designed to make the worker feel useful q
and an important part of the overall effort will only serve as
a "lubricant which oils away resistance to formal authority"
L (Sanford, 1973:35-36). W

Probably the most significant contribution of the Hawthorne

studies to the human relations movement was a realization that
"a human solution requires human data and human tools" (Filley

and House, 1969:23). It was this interest in human data that

spurred the behavioral scientists into action.
19




BEHAVIORAL (MODERN MANAGEMENT) THEORY

In contrast to the classical and human relations theories
which proposed that the primary motivators of man are respec-
tively money and "happiness", the behavioralists hcld that
workers are motivated by the desire to satisfy a diversity of
needs and that monetary incentives can only satisfy the "lower"
level needs in this need hierarchy. Many theories have been
advanced which attempt to explain the source and operation of
these motivational forces; however, the author believes that
the work of McGregor, Argyris, Maslow, and Herzberg most di-
rectly account for these intrinsic motivational forces.

McGregor's Theory "X"/Theory "Y" addresses the effect of
leadership style on individual behavior within an organization.
Individual motivation is greatly affected by how one is treated
within the organization; the treatment within the organization
follows directly from whether a manager holds Theory "X" or
Theory "Y" assumptions about his people (Porter, et al, 1975:
36). Argyris' work addresses the conflict between man and or-
ganization with emphasis centering on the lack of congfuency
between the needs of healthy employees (independence) and those
of the formal organization (dependence). Maslow's contribution
was to describe a hierarchy of human needs which runs the gamut
from basic physical drives (thirst, hunger, safety) to higher
order psychological needs (self-esteem, self accomplishment).
According to him, as one level of the hierarchy is reasonably
satisfied, the next level becomes the more potent motivator

(Porter, et al, 1975:42-43). Herzberg's theory, drawing
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heavily upon Maslow's hierarchy of needs, was designed to deter-

mine the kinds of things which make people happy and satisfied
on their jobs or unhappy and dissatisfied, and relates these
factors to the fulfillment of individual needs. The author
believes that each of these theories is relevant to the air-
craft maintenance technicians' work and work environment.

Organizational Structure and Motivation (Argyris' Theory).

In 1957, Chris Argyris published Personality and Organization in

which he defined the effects of the formal organization on human
behavior. The framework for this analysis was the "immaturity-
maturity" theory of human behavior which has as its basic tenet,
"from infancy to adulthood, there is a tendency for the 'healthy'
personality to develop along a continuum from immaturity to matu-
rity by moving from being passive to being active; by moving from
dependence to independence; by growing from a lack of awareness
of self to awareness and control over self" (Argyris, 1959:50).
Argyris contends that the basic properties of the formal organi-
zation tend to keep individuals immature and mediate against
self-actualization (Wren, 1972:446).

The total Air Force environment is characterized by a for-
mal organizational structure. According to Air Force Manual
25-1,

USAF Management Process (1964:12):
The basic principles underlying the structural
organization are: unity of command, span of control,
homogenous assignment, and assignment of responsi-

bility with accompanying delegation of authority.
Although this is not a hard and fast rule, equally
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applicable to all situations, in the vast majority
of structures these principles of organization are
vital to the development of a strong, workable
organization.

Whereas Air Force management views these principles of manage-
ment as necessary and sufficient for effective and efficient
operation, personnel often perceive these principles as a source
of conflict of interests. This conflict of interest arises from
the incongruence between the needs of the organization and its
people. Argyris proposes that this conflict and incongruency
is seated in four basic properties of the formal organization.
First, task specialization limits individual initiative,
provides little opportunity for expression of one's abilities,
and inhibits self-actualization which is desired by a healthy
personality. Second, the chain of command assumes that concen-
tration of power and authority at the top of the hierarchy of
authoritcy is necessary and sufficient for effective and efficient
operation of an organization. The incentive and control systems
of this structural arrangement make the individual dependent
upon and passive toward the leader. Third, the unity-of-direction
principle can produce problems if the individual is not permitted
to participate in goal setting or defining methods of attaining
stated objectives. Finally, the span-of-control limits the
amount of self-control and reduces the time perspective of
people at the bottom of the chain-of-command. Reduction in
span-of-control facilitates closer control, which presupposes
individual immaturity (Wren, 1972:447). Based on his research,

Argyris proposed that the formal organization creates feelings
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of failure and frustration, short time perspective, and con-
flict within a healthy individual. Defensive reactions stemming
from these feelings and nonfulfillment of individual needs can
range from regression, aggression, noninvolvement, and restricted
output, to removal from the conflict situation (Argyris, 1957:77).
Management, faced with the reactions of the worker, also
reacts by using more autocratic, directive leadership, by tight-
ening organizational controls, and by adopting a pseudo-human
relations approach designed to rationalize the work situation

instead of trying to eliminate the causes of employee discontent

| (Wren, 1972:447-448).

Argyris' work was not aimed at removal of the management
controls which characterize the formal organization, but his
writings were directed toward proper administration of manage-
ment controls, and designing organizational activities so that
there was goal congruence between management and the individual.
Argyris' proposal for attaining goal congruence considered job

enlargement, participative management, dispersal of responsi-

bility, and "reality-centered” leadership. By increasing the
number of tasks performed, an individual is given a greater
opportunity to use more of his abilities and is given a greater
sense of power and control over his work. Employee centered
management reduces dependence and submissiveness which aids

the individual in achieving self-actualization while furthering
the goals of the organization. Challenge through responsibility

and reliance on employee self-direction and self-control are
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considered prerequisites for organizational design. Argyris
contends that "...through awareness, understanding, and modi-
fication of organizational practices that the healthy individual
can be nurtured in a healthy organization and that both can
achieve their goals and needs. Harmony...is not sweetness and
light but the maturation of people in enlightened organizations"
(Wren, 1972:448).

The Role of Theory "X"/Theory "Y" in Management. Manage-

ment of human resources is far from being an exact science. All
principles of management are based upon man's conceptions and
beliefs; therefore, managers and supervisors must operate on

the basis of certain assumptions about human nature and human
behavior. McGregor contends that these managerial assumptions
are all-important in determining the manager's style of oper-
ation (McGregor, 1968:35). Since the level of control is a func-
tion of managerial style, individual motivation and satisfaction
can be greatly influenced by managerial assumptions about man.
Traditional assumptions about human behavior are typified by
McGregor's Theory "X" which leads to tight control over the
employee at work.

The underlying assumption of Theory "X" is that individuals
have an inherent dislike for work. The average worker is viewed
as one who shuns responsibility, prefers to be led, exhibits
little if any ingenuity and ambition, and is adamantly opposed
to change. Therefore, if organizational goals are to be
achieved, management must constantly coerce, direct, and control

workers at all activity levels (Porter, et al, 1975:36).
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This kind of management is commonly described as "getting
things done through people; however, in reality it can be
described as "getting things done in spite of people". This
type of manager can be effective in the short term, but in
contemporary times with lower order needs basically satisfied,
he will experience high turnover in personnel. An alternative
approach to this often self-defeating type of management is
summn2d up in McGregor's Theory "Y" management concept.

Contrary to McGregor's Theory "X" is his Theory "Y" which
is based on the following assumptions (McGregor, 1968:48-56).

1. Expenditures of physical and mental effort by indi-
viduals is a natural act. Furthermore, assumption is made that
individual and organizational objectives are congruent.

2. The average worker's talents and potentials are only
partially utilized. Given the chance, individuals can and will
employ imaginative and creative methods in meeting personal and

organizational objectives.

3. Man will exercise self-direction and self-control in
the service of objectives to which he is committed.

Theory "Y" infers that there is nearly an unlimited poten-
tial in most pecple. 1Its presence is not a function of manage-
ment activities other than simply providing an outlet whereby
people are able to recognize and develop their potentials for
themselves. This entails providing individuals with increased
responsibility, greater delegation of authority, and opportuni-
ties to do demanding, challenging work. These ends are most
efficaciously reached through the job itself.

Although these sets of assumptions about human behavior
may appear to be exhaustive categories, McGregor conceived

them as the extremes of a continuum along which any individual
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may place himself at any given time. McGregor's thesis is not
that man exemplifies either Theory "X" or Theory "Y" assump-
tions in total. 1Instead, his implication is "...that to the
extent that one adopts and practices Theory "Y" assumptions,
the people with whom he interacts will exhibit motivated
behavior" (Maher, 1971:12).

Using these characterictics as a framework for analysis,
the author believes that traditional or Theory "X" assumptions
about human behavior are most prevalent in the style of leader-
ship, supervision, and direction experienced by the Air Force
member, especially at the lower levels in the hierarchial
structure. Any legal order given by an Air Force member in a
position of authority is backed-up by the threat of punishment

for non-compliance which is embodied in the Uniform Code of

Military Justice. Further, the Code itself is written in a
positive manner to compel persons to do certain things (such

as obey lawful orders) under threat of punishment for failure

to comply. The Air Force system of personnel evaluation (effec-
tiveness and performance reports) carries an inherent threat

of punishment for failure to measure up to an ambiguous standard
which is in the mind of the evaluator. Furthermore, in the
author's opinion, coercion and the threat of punishment is in-
herent in the class structure of the military rank system.
Whether the directive style of leadership is necessary to main-
tain discipline or developed because the services have been

manned largely by non-volunteers is not within the scope of
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this research. The writer intends to merely point out iés
possible implications to the concept of worker motivation and
satisfaction.

There are two possible explanations for the lack of moti-
vational force within the military structure. The first is that
the underlying assumptions of Theory "X" are valid and that
Air Force selection processes fail to screen out these types
of individuals. The second is that Theory "X" is true and the
highly defined and structured organizational policies and prac-
tices have not allowed full realization of individual potential.
The author believes that both factors are complementary in pro-
ducing an overall negative behavior pattern; however, he submits
that the latter factor is more relevant. Command elements tend
to view management in terms of disciplining for failure to
follow written procedures and practices, instead of reinforcing
efficient and effective performance.

According to Robert C. Miljus (1970:37), management prac-
titioners and behavioral researchers conclude that managers and
supervisors can no longer simply compel their subordinates to
perform in a desired manner and reap long-range benefits such
as retention. In the past, management has utilized authori-
tarian means to attain their objectives; however, changing
social values, more and better educational opportunities, and
a more receptive labor market have made negative motivational

methods obsolete.
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If the military organization is to remain an effective and

efficient operation, the management approach must be made more
flexible in order to deal with the better educated and more
independently minded workforce. Objectives and standards must
be maintained, but flexibility in procedures and methods must
be allowed.

If managers perceive the workforce in terms of Theory "X",
then their methods of management will be very structured and
limited in scope so as to exercise a high degree of control and
discipline. This method will generate little if any motivation
to perform and could adversely affect mission accomplishment.
On the other hand, employment of Theory "Y" assumptions will
most likely stimulate motivation resulting in more innovation,
greater resourcefulness, and more effective performance. A
Theory "Y" manager will most likely see his overall task as
being that of using his talents and position to create an envi-
ronment necessary for self-motivation and self-direction

(McGregor, 1969:11-12).

HUMAN NEEDS AND MOTIVATIONAL THECRY: BACKGROUND FOR JOB DESIGN

People come to an organization because they
expect it will satisfy some of their wants.
(Supplement to the Air Force Policy Letter
to Commanders, 1971:23)
Social scientists have long recognized that human needs
motivate human behavior (Porter, et al, 1975:40). Basic to the
understanding of human behavior within an organizational setting

is a knowledge of what an individual needs from that organization.

The traditional approach to describing human needs has been to
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define them in terms of material incentives such as money and
better living and working conditions. Although these factors
have a place in the Air Force's effort to motivate and retain
needed personnel, the answer lies primarily in the promotion of
human need satisfaction that will contribute to job satisfaction,
and thus to satisfaction with an Air Force career. If the USAF
is to play an effective role as a need satisfier, it is para-
mount that supervisors at all levels understand the psychological
needs of the individual. This discussion will look at the full
range of individual needs--concentrating primarily on those which

supply psychological compensation.

Maslow's Hierarchy and Motivaticn. McGregor and Argyris

explain differences in men in terms of behavioral characteristics
exhibited within the work area. Despite these widespread indi-
vidual differences, men display certain common characteristic
needs. Because of these observable common factors in human be-
havior, many attempts have been made to identify and classify
the needs which influence the level or intensity of individual
motivation to engage in some form of behavior (Porter, et al,
1975:42) . The idea that needs motivate behavior suggests that
people are motivated when they are dissatisfied with their cur-
rent state of existence. That is, they are pushed to engage in
some form of behavior because of some felt deficiency.

The most universally accepted statement about the nature
and workings of human needs has been forwarded by Maslow.
According to Maslow's basic theory, people have five broad

classes of needs (listed hierarchically): (1) physiological,

29




including hunger and thirst; (2) safety, both physiological and
psychological; (3) social or love; (4) self-esteem; and (5) self-
actualization, or the need to fulfill oneself (Porter, et al,
1975:42-43). The latter four categories comprise man's psycho-
social needs.

Maslow's primary contribution has been to establish a
"hierarchy of ngpotency" for these needs, implying that one
level of needs only becomes important after the levels beneath
it have been 1a;gely satisfied. Individuals are assumed to move
upward in the hierarchy as long as environmental factors do not
prevent him from satisfying lower-order needs (survival and
physical safety). Failure to satisfy a dominant need can cause
anxiety and frustration which leads to defensive behavior often
resulting in employee turnover (Katz, 1960:63).

Another important assumption of the theory suggests that
a satisfied need does not motivate (Porter, et al, 1975:43).
This statement should not be interpreted as meaning that the
more one has of something, the less he will be motivated to ob-
tain more of the item. It is only when total need satisfaction
is attained that motivation becomes a dormant factor (Cummings,
1973:25) .

Within the Air Force, realignment of pay scales in recent
years has essentially permitted all personnel to satisfy their
physiological needs. As a result of restructuring and stabi-
lizing of career fields and eligibility requirements, most per-
sonnel have been able to develop realistic security. Prime

emphasis on value engineering and safety programs have virtually
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made the Air Force a safe environment in which to work. As

such, organizational rewards such as money and the prospect of
increased job security (reinforcers which presumably satisfy
lower-order needs) most often do not motivate personnel to

greater organizational effort (Leadership in the Air Force, 1974:

3-9 and 3-10).

Although most people are able to fulfill their basic needs
of identifying with the organization, the volumes of checklists,
regulations, and policy procedures tend to stifle individual
innovation and motivation. McGregor states that most times man-
agement recognizes the importance of social needs but tends to
consider them a threat to the organization. He states that
this remains so although studies have demonstrated that the

tightly knit cohesive work groups are usually more effective than

an equal number of separate individuals in achieving organizational

goals. Because of management's fear of group hostility to its
own objectives, it often goes to extremes to control and direct
human efforts which are directly opposed to the natural group
tendencies of human beings. The consequence is that man's social
needs and perhaps his safety needs are thwarted, and he may be-
come resistant, antagonistic, and uncooperative toward organi-
zational objectives (McGregor, 1960:37-38). The only alterna-
tives are to be content with fulfillment of lower-order needs
or to seek outside involvement to fulfill their needs for
meaningful accomplishment. It is from this aspect that work
schedules could greatly influence need fulfillment and individ-

ual satisfaction.
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Maslow states that the need or desire for an objective
evaluation of self, for self-respect, or self-esteem, and for
esteem of others exists in all people within our society (with
a few pathological exceptions). These esteem needs can be
divided into two subsets. The first of the subsets is the

desire for strength, for achievement, for adequacy, for mastery

and competence, and for independence and freedom. The second

subset is the desire for reputation or prestige (respect from

other people), status, recognition, attention, importance, and
appreciation. Satisfaction of these needs leads to feelings
of self-confidence, worth, capability, and of being useful and
necessary in the world. On the other hand, thwarting of these
: needs produces feelings of inferiority, weakness, and of help-
lessness (Maslow, 1959:90~91). Within the hierarchy, the
esteem needs are of the greatest significance to management,
but they are most rarely satisfied. McGregor infers that the
typical organization offers few opportunities, at lower levels,

for satisfaction of these esteem needs. He also states that

the potential for fulfillment of these needs can exist at this
I level; however, the organizational patterns and practices of
f scientific management contribute much to the thwarting of
these esteem needs (McGregor, 1960:38).

The need for self-actualization is vague; however, it is
primarily viewed as the need to develop one's full potential.
This need is not readily apparent in most people because the

deprivation they experience with respect to lower-level needs
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diverts their energies into the struggle to satisfy those
needs, and self-actualization needs tend to remain dormant
(McGregor, 1960:39). Rigid organizational patterns, detailed
work instructions, and the routine nature of most jobs (as
currently designed) characterizes the maintenance technicians'
environment as one where this need is not actively pursued.

If the Air Force is to attain new levels of personnel
dedication, professionalism, productivity and job satisfaction,
avenues must be opened whereby individual motivation will be
stimulated and higher-order needs can be fulfilled. Argyris
(1957:76) asserts "that at all levels, particularly the lower
ones, healthy individuals will tend to have their self-
actualization blocked or inhibited because of the demands of
the formal organization"”; however, changes within the formal
structure could provide for fulfillment of the four lower
categories of needs.

Presently, various Air Force organizations are initiating
programs under the general concept of job enrichment aimed at
motivating individuals through job satisfaction. Within the
past two decades, many behavioral scientists and management
theorists have attempted to identify those work centered fac-
tors which motivate people and lead to job satisfaction.

While no single theory to date fully describes this complex
psychological phenomenon, the most popularized and most in-
fluential theory regarding work redesign has been the Herzberg
Two-Factor Theory of motivation and job satisfaction (Herzberg,

t al, 1959:13).
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Herzberg's Motivation-Hygiene Theory. The classic approach

to motivation, prior to Herzberg's Two-Factor Theory, was concerned
primarily with the work environment. Herzberg asserts that this 4
factor is necessary, but it is not sufficient, within itself, for
effective motivation. A more important set of factors which a

manager must consider is the work itself (Herzberg, 1959:40-45).

In essence, the theory proposes that the "motivators", those
factors conducive to employee satisfaction, are intrinsic to the
work itself and to the rewards that flow directly from performance
of that work. Furthermore, the most potent of these factors are .
those that fulfill higher-order needs by fostering a sense of per-
sonal growth and self-fulfillment (See Figure 1 for listing). Dis-
satisfaction, on the other hand, is seen as being caused by a sepa-

rate and distinct set of factors which are extrinsic to the work

itself (sSsee Figure 1l). These aspects of the work environment are ]
called “hygiene" factors and are most influential in satisfying
an individual's lower-order needs.

Although a sense of satisfaction may be experienced through
a sense of achievement only, Herzberg concluded that higher-levels
of satisfaction are experienced when achievement is accompanied by
recognition. Recognition which produces good feelings about the
job does not necessarily have to come from supervisors. Recogni-
tion from peers, "customers", or subordinates may be as effective
as that from one's supervisor. "Where recognition and achievement
are viewed as leading to possible growth, the chances are two-to-
one that there will be increased positive feelings toward the job"

(Filley and House, 1969:363-364).
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FIGURE 1

FACTORS AFFECTING JOB ATTITUDES

Environment Work Itself , ]
(Hygiene) (Motivators)

Organizational policies and Feeling of achievement

administration Pride in work accomplished
Supervisory style Recognition for accomplish-
Working conditions ment i
Interpersonal relations Increased job responsibility
Money, status symbols, security Opportunity for growth and

development

! (Herzberg, 1968:53)
2 (Hackman and Suttle, 1977:107)

The Motivation-Hygiene Theory asserts that job satisfaction
(motivation) and dissatisfaction are dichotomous. The opposite
of job satisfaction is not job dissatisfaction, but, rather, no

3 job satisfaction; and similarly, the opposite of job dissatisfac-

tion is not job satisfaction, but no job dissatisfaction (Herzberg,

1959:60). The significance of the distinction between these two

characteristic states are related to levels of performance.

T T

Figure 2 shows that there is a neutral or zero point in perform- L
ance levels when employees are neither satisfied nor dissatisfied

with their jobs. When an individual experiences this state, he 1

will perform at the minimal acceptable level necessary to maintain

his job and employment (Sanford, 1973:174).
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FIGURE 2

Relative Effects of the Motivation-Hygiene Factors
on Satisfaction-Dissatisfaction and Performance

Dissatisfaction Satisfaction
I Acceptable I
Low levels Performance High levels
of performance of performance
Achievement*
— Recognition*
= Work itself*
et Responsibility*

R S

*Company policy
and administration

*Supervision-~technical ==
%#521ary e

*Interpersonal relations =

——— Advancement*

*Working conditions

1 (sanford, 1973:179)

Job satisfaction and dissatisfaction are primarily affected

by different sets of factors,

and therefore, each has different

effects upon employee motivation and performance (see Figure 2).

The "hygiene" factors tend to

ance below acceptable levels;

affect dissatisfaction and perform-

whereas, the "motivators" tend to
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affect job satisfaction, motivation, and performance above accept-
able levels (Sanford, 1973:174-175).

The Motivation-Hygiene Theory does not necessarily igbly
that motivating factors are more important than the hygiene fac-
tors; it merely implies that the two sets of factors affect moti-
vation and performance in different ways and to different degrees.
One must realize that the "hygiene" factors are a priori in that
they must be adequately provided for before the satisfying factors
become effective determinants of job behavior. Unfortunately,
Herzberg contends, there is little effort on the‘part of manage-
ment to fccus on the higher order needs.

There has been and continues to be much criticism of
Herzberg's theory with most of it centering around the research
methodology and the general validity of the theory (House and
Wigdor, 1967:372-375). First, Vroom hypothesizes that defensive
behaviors of the respondents condition the sources of satisfac-
tion and dissatisfaction (Vroom, 1964:12). That is, people may
be more likely to attribute the causes of satisfaction to the}r
own achievements and accomplishments on the job. On the other
hand, they may be more likely to attribute their dissatisfaction
not to personal inadequacies but to factors in the work environ-
ment. The second criticism is that the theory is a gross over-
simplification of the true nature of employee motivation. Based
on their research, Dunnette, Campbell, and Hackel (1967;147)
conclude that motivator and hygiene factors serve both as

satisfiers and dissatisfiers.
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Although there are reservations about the universality of

Herzberg's Two-Factor Theory, there is consensus that the under-
lying tenets of the theory are basically valid (but not all in-
clusive) and that the structuring of the job itself may hold the
key to worker satisfaction. Although the theory is essentially
unverified, the Air Force's position is that the Two-Factor Theory
is a workable theory (New View, 1967) and is currently being
employed in numerous organizations. In the words of Evans (1970:
34), another critic of the theory, "... on the whole these sugges-
tions, provide useful guidelines for management action. Our
quarrel is not with these suggestions, but with the underlying
theoretical position, and the way in which it was derived."
Therefore, when applying the theory, managers should realize that
the theory is not a "cure-all, do-all" approach to their motiva-
tional problems.

Based upon his dual-factor theory of motivation, Herzberg
has postulated his prescription for a motivated work force. This

technique is termed job enrichment, and it will be discussed in

Chapter III, "Job Redesign: The Application of Motivation
Theory".

Vroom's "Expectancy Theory" Model of Motivation. Through-

out the past two decades, extensive research has been conducted
on organizational and job configuration in an attempt to stimu-
late productivity through worker motivation. Technological and
physical environment factors have been identified as major

determinants of effective organization and job design, and thus

they have received prime emphasis. However, recently the
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"social" or "human relations" environment has been researched i
in an effort to establish the effect of management personnel |
behavior on worker attitudes. These research findings have been
characterized by a series of shortfalls since they are based on
the assumption that all people react and behave in a common char-
acteristic way. From the standpoint of individual satisfaction,
researchers are finding that not all people view rewards in the
same manner, and that people react to stimuli differently based
on their individual preference ordering. Victor H. Vroom has
done extensive research on the motivational and need dimensions
resulting from individual differences, and he has forwarded the :
most commonly accepted model of individual motivation (Davis,
1972:60). Vroom's theory is basically ahistorical in form; how-
ever, it parallels the earlier work of Lewin (1938) and Tolman
(1930's) (Porter, et al, 1975:56).

Vroom's theory links motivation to the perceived desirability
of various outcomes; the probability of these outcomes occurring,
as perceived by the individual; and the individual's perception
of his ability to influence the outcomes. That is, an individual
exhibits preferences among the various outcomes which can be
influenced by his own actions, and that individual motivational
level is a function of both how much personzl value an outcome
holds and the degree to which the individual feels that he can
influence that particular outcome (Vroom, 1964:15-16). The
motivational relationship is expressed as:

Valence X Expectancy = Motivation
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Valence, the anticipated satisfaction, can be defined as the rela-
tive strength of individual preference for a given outcome when
grouped with all possible outcomes. Expectancy, the perceived
probability, is a measure of belief that a preferred outcome will
result from a chosen action. These two factors determine the rate
of response to engage in a given behavior (Davis, 1972:60).

Vroom points out that it is necessary that the valence of an
outcome to a person not be confused with the value of an outcome
to that person. "An individual may desire an object but derive
little satisfaction from its attainment--or he may strive to avoid
an object which he later finds to be quite satisfying. At any
time there may be a substantial discrepancy between the anticipated
satisfaction from an outcome (i.e., its valence) and the actual
satisfaction that it provides (i.e., its value)." (Vroom, 1964:15).

At first observation, the relationship between preference
patterns, value judgements, and behavior patterns appears very
simple. To better understand the interrelationships, it is neces-
sary to consider the concept of "instrumentality", the belief that
a particular initial outcome will or will not be followed by some
second level outcome. That is, the thought of valence applies to
both the first and the second level outcomes.

Expectancy is an action~-outcome relationship (a probability)
ranging from a zero measure indicating that there is no perceived
outcome for a given action to a value of one indicating that there
is a perceived outcome associated with a given action. Instru-
mentality, on the other hand, is an outcome-outcome relationship

(a correlation). Instrumentality can take on either positive or
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leads to a particular action. Theoretically, this action is di-

negative values ranging from minus one (-1), indicating a belief}
that only the second level outcome is for certain, to plus one
(+1), indicating that both first and second level outcomes are
possible and that attainment of the first level outcome is a
necessary and sufficient condition for the second level outcome
to occur (Vroom, 1964:15-18). Vroom's construct provided the basic
structure for Tuttle and Hazel's work on job satisfaction. Tuttle
and Hazel (1973:16) define job satisfaction in terms of valence
within the job and equal to the sum of all possible second level
outcomes experienced in a job times the instrumentality for each
individual outcome. That is, job satisfaction is a function of
all perceived job outcomes, good or bad, and the satisfaction
expected from each of the possible outcomes.

Vroom's motivational model (Figure 3) shows the relationship
between the basic theory concepts and the feeling of satisfaction
within the worker. Work and work environment factors which are
conducive to individual need fulfillment, complemented by congru-

ency between worker actions and outcomes, fosters motivation which

rected to satisfying goals which in turn provide individual satis-

faction.
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lFIGURE 3

A Diagram of Vroom's Motivational Model

VALENCE X EXPECTANCY

b

MOTIVATION

ACkaN
GOAL ATTAINMENT

SATISFACTION

1 pavis, 1972:61) 4

Based on the model, there are two ways that people can be
motivated. First, the positive value of the outcomes (valence) i

may be strengthened through better communication about the "true"

value of the outcomes or by actually increasing the outputs as a
result of increasing individual rewards. Second, it is necessary
that the outcome be made_more highly correlated with the work
activities. Either the actual probability of expected outcomes
must be increased or, in the absence of knowledge of the actual
outcome, communication (i.e., feedback) must be improved (Davis,
1972:60) .

Vroom's model is not a behavioral theory but one of moti-
vation only. Motivation will not enhance performance if ability

or role perceptions are inaccurate. What Vroom's model dccs is,

it explains how goals influence effort.




SUMMARY
This chapter has provided an examination of the interrela-

tionships between man, work, and motivation that may lead to a

job satisfied individual. These concepts illustrate the nature

E of man and provide an insight into how he may be motivated by

and within the work environment. Man has insatiable needs, and

he will continually use his energy to satisfy these needs. Needs
interact with the environment to produce on-the-job wants which
both management and workers try to satisfy. Incongruency in
organizational goals and worker needs greatly influence on-the-
job performance. These wants vary from time to time, and an

f employee effectively "satisfies" them according to his perceptions
of reality rather than maximizing them. If the individual aspi-
rations are to be maximized, the tangible outcomes must coincide |
with the perceived outcomes, not only in content but also in prob- '
ability of occurrence. Furthermore, these wants are given di-

: rection and stimulus by the motivational and hygiene factors

existing within the work environment.

The Motivation-Hygiene concept has demonstrated that those
things which cause dissatisfaction, when eliminated, do not sig-
nificantly enhance job satisfaction, but rather only achieve the
absence of dissatisfaction. Therefore, to improve the work
environment and to enhance individual satisfaction, primary
attention must be given to the "motivators". Although there
are reservations about the universality of Herzberg's motiva-
tional concept, there is a consensus that structuring of the
job itself, based on the division of satisfaction/dissatisfaction

factors, may hold the key to worker satisfaction.
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Finally, it is evident that a supervisor manages his people

based on the way he perceives the nature of man. As a super-

visor, it is important to realize this phenomenon and discipline

one's self accordingly.

S
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III. JOB REDESIGN: THE APPLICATION OF MOTIVATION THEORY

The greatest motivation is achieved when the employee
perceives his work and output as having meaning, worth,
dignity, and status.

(Leon C. Megginson) (Sanford, 1973:381)

The employee must be provided more "power" over his

own work environment and therefore he must be given

responsibility, authority, and increased control over

the decision making that affects his immediate work

environment. (Argyris, 1972:70).

One element of industrial or service life that persists as
a major concern for management is the attention to productivity.
No matter what "state" an organization is in, management contin-
ually tries to draw a better return on its capital investments.
When viewed in terms of the human portion of the organization's
capital, management is faced with an ever constant problem, that
of employee motivation.

At the worker level, productivity difficulties have been
attributed to the practice of maximizing task specialization,
that is, attaining efficiency through the establishment of frac-
tionalized, repetitious, and programmed jobs. This type of job
design leads to dissatisfaction with the work performed and, by
and large, instills within the worker a just-get-by attitude
(Gallagher and Einhorn, 1976:358).

Recognition of these motivational problems in the late 1940's
led management away from specialization and an industrial engi=-
neering (time and motion) focus on job design toward an employ-

ment philosophy designed to elicit intrinsic rewards (i.e.,

feelings of self worth, accomplishment, and satisfaction) from
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the work effort. The new work-motivation viewpoint is manifested
in job redesign efforts commohly labeled as job enlargement. and
job enrichment.

This chapter describes these major job design approaches,
specifically those forwarded by Herzberg and Hackman, et al,
examines the motivational assumptions upon which these concepts
are based, and describes the processes involved in applying each
technique. Additionally, the implications of both theory and

practice which aid decisions of whether or not to implement a

job design program are discussed.

JOB DESIGN: AN OVERVIEW

Job design is defined as "the specification of the contents,
methods, and relationships of jobs in order to satisfy techno-
logical and organizational requirements as well as the social

and personal requirements of the job holders" (Rush, 1971:5).

Throughout the nineteenth and twentieth centuries, management
theory centered almost exclusively on the technological and or-
; ganizational requirements of business. However, the Hawthorne
studies begun in 1927 were instrumental in shifting the emphasis
toward research into the worker's social and ego-related needs

and to how the job environment can fulfill these needs.

This research has led to the evolution of two major types
| of job design efforts both aimed at engaging the motivational
forces of workers' egoistic needs through the establishment of
job characteristics which enhance intrinsic rewards. The first

category involves job enlargement, job extension, and job rotation.
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This design concentrates upon increasing employee motivation by
adding variety in tasks whereby related types of activities are
added to a central task (also commonly known as "horizontal
loading").

Closely related to the enlargement approach is job rotation.
This concept is designed to give a worker a broader perspective
of his activities in the overall operation and entails rotating
an employee through a series of supporting jobs centered around
a core job. The intended effect of this concept as with job
enlargement, is to enhance worker motivation by eliciting greater
intrinsic awards through a more varied and supposedly more inter-
esting job (Rush, 1971:13).

The second type job design, job enrichment, is aimed at
enhancing worker motivation by "...giving the worker more of a
say about what he is doing, including more responsibility for
deciding how to proceed, more responsibility for setting goals,
and more responsibility for the excellence of the completed prod-
uct" (Gooding, 1970:162). The intended motivational method is
to have the employee assume more of the planning and evaluation
aspects of his job. These types of activities raise the level
of difficulty and complexity of the job thereby providing chal-
lenge and growth potential; dimensions which are highly correlated
with satisfaction of higher order needs and worker productivity.

Although both job design concepts may enhance individual
motivation, the author concludes that the concept of job enrich-

ment is more inclusive in that it provides methods whereby higher
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order needs can be fulfilled while also attaining the objectives

of job enlargement and job rotation concepts. Therefore, the

discussion of job design theory is limited to job enrichment

E concepts.

PROPOSED BENEFITS OF JOB ENRICHMENT PROGRAMS

Applying job enrichment is basically the process cf providing
supplementary motivational aspects to a job in order to make the
work meaningful. Rather than merely increasing the size of the
job, job enrichment increases the scope and complexity by offering
greater responsibility and challenge, and the opportunity for
growth and achievement. The primary benefit which management

hopes to achieve through job enrichment is increased employee

motivation which in turn will increase the individual's produc-
tivity, satisfaction, and commitment to his job.

Job enrichment can also help bring the job up to the level
of challenge commensurate with the skill that was hired. One of

the most frequent worker complaints is that they are not being
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used to their full potential (Sheppard and Herrick, 1972:192).
Also, by enhancing the employee's capabilities and increasing

the scope of his responsibility, the supervisor is released from
many of the tasks which are not directly related to his role as
supervisor. Job enrichment is most applicable at the lower-level
jobs; however, introduction of such a program will most likely

% set off a chain reaction which would easily result in enrichment
of supervisory jobs, thereby releasing them so that they can
devote their time to matters of greater importance to the or-

ganization.
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An effective job enrichment program may also be a key factor
in helping solve the personnel retention problem. Studies on
worker motivation consistently indicate that personnel turnover
is inversely related to the amount of job satisfaction experienced.
The Air Force study, New View (1967:141l), showed that personnel
working in jobs characterized by only a few active motivational
factors are much more likely to have unfavorable career intentions
than people in jobs where the motivational factors are actively
employeé.

Unlike many of the areas of human relations in which research
and managerial practice have nbt developed specific methods and
techniques for applying the theory, somewhat systematic approaches
to the practical application of motivation theory have been de-
veloped. These job enriching techniques are manifested in three

basic guidelines for redesigning jobs.

BASIC GUIDELINES FOR ENRICHING JOBS

Dr. Herzberg, and other theorists, have validated three basic
guidelines for enriching jobs so that they provide motivation and
encourage top performance. These three guidelines, as enumerated
by H. Robert Sharbaugh, President of the Sun 0Oil Company (1971:
415) , are summarized below.

First, the theorists have established that workers are moti-
vated by jobs that provide challenge, growth, advancement, and
the opportunity to achieve. Therefore, 1f a worker is to become
motivated, the job should be designed such that the individual is
permitted to make maximum use of his skills and talents. The worker

should be given a module of work which has built-in personal
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