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similarity was that job challenge was the single most important predictor

of job satisfaction for both the civilian and military samples. A major
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The job satisfaction levels of 149 Air Force Social

Work Officers were studied. Various organizational, job-

related, and personal characteristics which could have an

effect on job satisfaction or dissatisfaction were measured

by using the Professional Satisfaction Inventory originally

developed by Jayaratne and Chess (1982) to study the job

satisfaction and job stress of a sample of members of the

National Association of Social Workers. A modified form

of the Jayaratne and Chess survey questionnaire was mailed

to Air Force Social Work Officers at their duty locations

around the world. The social work officers (N=149) were

found to be generally satisfied with their job roles in

the Air Force. The sample was composed predominantly of

white male social workers who were generally between the

ages of 30 and 40. All had at least a Masters Degree in

Social Work. Hypotheses dealing with the relationships
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between professional isolation and job satisfaction,

organizational size and job satisfaction, age and job

satisfaction, and marital status Pd job satisfaction were

not confirmed and the null hypotheses were not rejected.

Hypotheses dealing with relationships between the geo-

graphical location of the assignment and job satisfaction,

role conflict and job satisfaction, gender and job satis-

faction, and military rank and job satisfaction were con-

firmed and the null hypotheses rejected. Significant
0I

differences were found between the job satisfaction scores

of male and female social work officers with the males

reporting higher satisfaction scores. Male social work

officers also had higher scores on job challenge than did

their female counterparts. Regression analysis revealed

that job challenge, job comfort, and the package of finan-

cial rewards were significant predictors of overall job

satisfaction for this sample. Some comparisons with the

results of the Jayaratne and Chess (1982) study were made

using the results obtained from the military sample. In

these comparisons, a major similarity was that job chal-

lenge was the single most important predictor of job

satisfaction for both the civilian and military samples.

A major difference was that while Jayaratne and Chess (1982)

found no significant differences in overall job satisfaction
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scores of males and females, there was a significant dif-

ference on this measure between male and female social work

officers in the Air Force.
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CHAPTER 1

INTRODUCTION

There are many aspects to the practice of social

work. In its traditional form social work has been con-

ccrned with society and its problems. Health, education,

housing, employment, and income maintenance are examples.

Social workers have worked in schools, medical settings,

community programs, social planning, industrial and labor

settings. In recent decades a small number of social work

professionals have worked in the military services. While

much has been written about the more traditional social

work settings, the literature and research concerning

social work in the military services is still sparse.

Other professions such as medicine and nursing

have longer histories of involvement with the military.

The beginnings of social work in the military services

can be traced back to the late 1950's and early 60's.

Since those days the profession has steadily enhanced its

role, both in impact and in numbers, in the services.

This is especially so in the two branches that employ the

vast majority of military social work officers - the U.S.

Air Force and the U.S. Army.
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When one compares the histories, traditions, and

values of the military and social work, differences quickly

become apparent. These differences impact upon the social

work profession within the military. Traditionally, the

military officer has been viewed as a manager of the poten-

tial for legitimized violence. This potential is inherent

in the mission which society imposes on its military

institutions. Professional social work officers, for whom

violence is not a professional value, face the same con-

flicts as do other professions in the military such as

medicine, nursing, and the chaplaincy. The focus of the

first section of this study will be on the value differ-

ences between the military and social work and some of the

job satisfaction issues which surface when social workers

choose a military career.

STATEMENT OF THE PROBLEM

This study focuses on the job satisfaction of Air6!
Force Social Work Officers. It attempts to better under-

stand what are the various organizational, job-related,

and personal factors which have an effect on the overall

level of job satisfaction among these social work officers.

It is based on a study conducted of social workers in the

civilian sector and will attempt to make some comparisons

between the social workers in two sectors of our society -

the military and the civilian.

1
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RESEARCH QUESTIONS

The questions for which this study will seek some

of the answers are:

Question 1: What are the levels of job satisfac-

tion among social work officers in the Air Force?

Question 2: Which elements of the organizational

structure contribute to job satisfaction or dissa-

tisfaction?

Question 3: What effect does the geographical

location of the social work officer's assignment

have on the level of job satisfaction? Specifi-

cally, are assignments in the United States related

differently to job satisfaction than are assign-

ments in overseas areas?

Question 4: Does the number of social workers

assigned to an Air Force base contribute to job

satisfaction or dissatisfaction? How does the

presence or absence of other mental health profes-

sionals impact on job satisfaction or dissatisfac-

tion?

Question 5: What effect do personal or individual

characteristics such as age, gender, marital status,

or military rank have on job satisfaction or dis-

satisfaction?

Question 6: How does the perception of role con-
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flict by the Air Force Social Work Officer influ-

ence the level of job satisfaction or dissatisfac-

tion?

These questions are the source for the five hypoth-

eses which are stated in Chapter III.

SUMMARY OF PROCEDURES

In order to achieve the objectives of this study,

survey questionnaires were mailed to 206 social work

officers in the Air Force. The data from these question-

naires was collected and coded in order that the statisti-

cal analyses could be performed. The analyses of the data

was accomplished by using the various statistical tech-

niques described in Chapter III.

BACKGROUND

The Military as a Society and an Organization

In this day and age, military organizations have

taken on an importance that cannot be overstressed. Cur-

rent society and politics have been greatly influenced by

military institutions. The military has been influenced

by society. "The military is a corporate part of the

social structure, yet it is a separate entity." (Spindler,

1948:83). The personnel who are part of the military

bring with them the attitudes and behavioral patterns of

ii i iSi - il . -
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the society-at-large. In the modern era the individual

can be both physically and psychologically separated from

the civilian community, although this is less so since the

advent of the all-volunteer force which has not stressed

the actual separation between the two sectors. There is

presently a much freer movement of personnel and attitudes

across the military/civilian boundary. Elements of that

separation still remain, however.

The separation from civilian society is consciously
promoted by the command, which always restricts the
new recruit to the post for the first few weeks in
order to speed the process of assimilation which
eventually results in his finding the satisfaction
of needs within the military unit." (Spindler,
1948:84)

This places the military in the position of a sub-

society or sub-culture. This is due to two factors.

First, the military is part of the larger society and, as

such, the cultural patterns and values of the civilian

society are projected into the military society. Secondly,

the military maintains a separation from the larger society

and has developed its own form of self-sufficiency. This

points out... "both the self-sufficient, separative ten-

dencies and the inclusion within and subordination to the

larger society and its culture." (Spindler, 1948:84)

The demarcation between the military and the civil-

ian sectors can be quite sharp. The military has major

distinguishing features. Freeman (1948) described some of
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them. First, the military exists at all because society

has decided that it should. In theory, a military insti-

tution is not at all essential to the beginning of a

society. In actual practice, however, it does seem to be

related to the continued existence of that same society.

Second, the military organization is a highly stratified

one in which the hierarchy of grade and class exist.

Following from this are the elements of power, authority,

status, and privilege. Third, as previously noted, the

specialized role of the military, its mission, its self-

sufficient posture, its traditions, and the transient

nature of its personnel due to the frequent changes of

assignment, all contribute to the separation of the mili-

tary from the larger society. Fourth, there is a loss of

individuality in the military due to the processes of

discipline and regimentation. Fifth, the organization of

the military is highly decentralized, yet has a strong

system of control from the top. Commanding others, while

being commanded by others, provides an organizational glue

which holds the structure together. Sixth, the military

has a certain unpredictability of function which is depen-

dent on whether there is a war, emergency, or a state of

peace. Finally, and perhaps most important, military

personnel work in a bureaucracy which places severe re-

strictions on personal options. If unhappy, the military

person simply cannot decide to quit. While this provides
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the organization with a certain stability and permanence

among personnel, it also carries with it the risk of

inhibiting the personnel and creating a disaffection which

has a negative impact on the organization.

Brotz and Wilson (1946) also described the military

organization and its structure. They see the military as

a hierarchy of command. There is a subletting of power.

Each officer is expected to know his or her personnel as

well as possible. While this subletting of power is

designed to facilitate personal control, it also can lead

to abuses of that same power. The military uses uniform

and ordered procedures. While providing for organizational

consistency, the tendency exists to shift responsibility

because the regulations don't always specify who is respon-

sible. The self-contained nature of the military allows

it to maintain its own internal functioning. The myriad

of duties which arise cause role changes for the officers

involved who must often shift from disciplinarian to

advice-giver to record-keeper. Finally, despite the

intimacy of military life, individuals can become isolated

within the group. The impersonal manner used in managing

larger numbers of people can lead to anonymity. Yet,

these same forces are the ones necessary to create a uni-

fied combat unit.
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It is this feeling of identification, of 'we-ness,'
that provides one motivation for endurance of hard-
ship and the constant threat of injury or death in
combat. Men do not fight, in most cases, for
abstractions. The universal drive is very simple.
'I can't let the guys down.' (Spindler, 1948:84)

Janowitz (1960) proposed a different model of the

military as an organization and society. He feels that

the nature of complex organizations necessitates that the

military be integrated with the civilian society and not

isolated from it. This certainly provides for a more

effective civilian control which is part of our political

philosophy. The model which posits separation of the

military from the civilian sector relies heavily on the

President following through on the will of the people, on

the traditional checks and balances working effectively,

and on an effective chain of command. Janowitz's model,

however, allows for a lessening of the sharp distinction

between the military and civilian institutions. Direct

contact between the two communities takes place. Military

personnel maintain their identity as civilians who are

currently in the military services. The advent of the

all-volunteer force hastened this change and, as will be

seen later in this paper, brought about changes in the

manner in which military personnel are managed in their

job roles.

The military is a large-scale organization. In
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order to administer such an organization, the bureaucratic

system seems to be inevitable. Max Weber (1946) addressed

this point when he wrote "... military discipline and

technical training can be normally and fully developed, at

least to its modern high level, only in the bureaucratic army."

(p. 222). In the classical bureaucracy authority originates

in a central office. It then flows through a series of

integrated offices according to a specified set of rules.

The authority, however, resides in the office held, not in

the person who holds it. This is the essential element of

the military bureaucracy. The organization of general

staffs, different military commands, and the distribution

of responsibility and authority in the units of command,

all fit well into the overall structure of a bureaucratic

system. It is through this structure of rank, responsi-

bility, authority, and privilege that the hierarchy of

status in the military develops. It is maintained by the

time-honored rituals and traditions and, at times, by the

actual separation of officers and enlisted personnel.

The military has enhanced the characteristics of the

classic bureaucracy and provided a special emphasis which

heightens the element of status.

All of this seems directly related to the efficient

management of the large scale military organization. It

provides for the element of predictability in the organiza-

tion. Weber (1946) put it this way:

.. .. . . ..0 . . . . ± . . . . . .
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The calculability of behavior is of paramount
importance in military operations, as in economic
administration in a capitalistic economy, because
it dehumanizes relationships, thus eliminating
from official business, love, hatred, and all
purely personal, irrational, and emotional elements
which escape calculation. (p. 216)

It is on this calculability of behavior that the

military system of discipline is based. The military

bureaucracy helps to achieve this. This is a two-edged

sword. It can lead to the rigidity and formalized proce-

dures which so often result in the "red-tape syndrome."

It also is the source of the disciplined behavior that

prompts the cooperation among personnel which leads to the

accomplishment of mission requirements under the adverse

conditions of battle. Thus, while individualism is re-

pressed, the "we-ness" of the cohesive military unit is

emphasized.

The Military as a Profession

The career military officer has been historically

regarded as a professional. This carries with it a legi-

timation through expertise which is based on specialized

training, some type of certification as a professional, a

significant level of occupational autonomy, and a service

orientation. Janowitz (1977) addressed these points:

The concept of profession (and of professionalism)
continues... to apply to the military because it
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implies (a) a high level of skills (higher than
for an occupation); (b) an important degree of
self-regulation; and (c) a strong element of cor-
porate cohesion. (p. 52)

As with other professions, the military as its own

value system. This has generally been accepted by both the

critics (Mills, 1956) and the supporters of the military

(Janowitz, 1960; Moskos, 1970). The distinctiveness of

this value system is based on the nature of the military

and its functions. The military officer is considered to

be a professional in the management of violence. He is

part of an organizational system, legitimized by society's

fiat, which has the capacity to commit, and deal with the

consequences of, large-scale, legitimate, collective

violence. "The perspective of the military man is based

on the willingness as well as the capacity to eliminate

dysfunctional elements from the social (or organizational)

system's environment (if so defined by legitimate authori-

ties)." (Bachman et al., 1977:106-107)

This belief system is fostered by a number of pro-

cesses. Abrahamsson (1972) has identified some of them.

They are:

(1) self-selection through initial interest or
motivation; (2) screening procedures used by the
military; (3) continuous selection and retention
within the profession; and (4) professional
socialization and training. (p. 75)

Historically, based on such processes, the military
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officer corps has developed its professional role. It has

carried out this role in the institutional bureaucracy.

However, in recent years, the institutional nature of the

military, which has been almost automatically accepted, has

begun to be questioned. Moskos (1976) pointed out that

such concepts as profession and calling have been tradi-

tionally associated with the military.

It does imply a sacred mission, legitimation
through institutional values, a high level of de-
votion to the tasks of office, communion with
others in the calling, and a reward system based
not as much on salary as on a life-style appro-
priate to the social position of the calling, i.e.
on deference rather than remuneration. (Bachman
et.al., 1977:152).

Such quasi-monastic concepts have traditionally

been associated with monastic institutions. Gabriel (1979)

related this distinction to the military. He distinguished

between corporative bureaucratic structures and entrepre-

nurial bureaucracies. In his judgement the military is

undergoing a transformation from a corporative bureaucratic

structure to a largely entreprenurial one. Entreprenurial

bureaucracies place their values on the product produced,

whereas corporative bureaucracies formulate procedures

and norms that are valued in and for themselves more than

for any contribution they make. Entreprenurial bureau-

cracies stress the ethics of self-interest in both an

organizational and individual sense, whereas corporative

. .. . . . .. .I , | m .. . . . . . . . . . .
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bureaucracies stress the ethic of community interest.

d.Iividuals employed in entreprenurial bureaucracies do so

because it is in their perceived self-interest to do so.

This translates into more money, rewards, prestige, larger

offices, and similar inducements. Thus, entreprenurial

bureaucracies stress the attainment of material rewards

while corporative ones have a marked tendency to define

their rewards in psychological or ritual terms often ex-

pressed as a recognition of contributions made by the

individual to the community which is served.

The military has over the years held strongly to

a corporative value system.

Clearly in corporative bureaucracies, such as the
officer corps, one may be expected to behave in a
manner which is consistent with accepted values
but which would be regarded by the entrepreneur as
highly dysfunctional in that material self-interest
is not served. (Gabriel, 1979:91)

A similar distinction has been made by Charles

Moskos, Jr. (1977). He sees the current trend in the

military as shifting from an institutional (corporative)

format to an occupational (entreprenurial) format.

An institution is legitimated in terms of values
and norms, i.e., a purpose transcending individual
self-interest in favor of a presumed higher good.
Members of an institution are often viewed as fol-
lowing a calling; they generally regard them-
selves as being different or apart from the broader
society and are so regarded by others. To the
degree one's institutional membership is congruent
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with notions of self-sacrifice and dedication, it
will usually enjoy esteem from the larger community.
Although remuneration may not be comparable to what
one might expect in the economy of the marketplace,
this is often compensated for by an array of social
benefits associated with an institutional format as
well as psychic income. (Moskos, 1977:42)

This institutional value system has pervaded the

military for many years. The milieu of the service acade-

mies and other military educational programs is often

similar to monastic settings. Some are now questioning

whether the all-volunteer force has not brought with it,

or possibly been brought about, by a shift to an occupa-

tional model.

An occupation is legitimated in terms of the
marketplace, i.e., prevailing monetary rewards for
equivalent competencies. In a modern industrial
society employees usually enjoy some voice in the
determination of appropriate salary and work con-
ditions. Such rights are counterbalanced by
responsibilities to meet contractual obligations.
The occupational model implies priority of self-
interest rather than that of the employing organ-
ization. (Moskos, 1977:43).

While in the civilian professions, personnel are

often compensated for their expertise, compensation in the

military is a function of rank and seniority. Historically,

the military has attempted to avoid the occupational model

since it sets up an employer-employge relationship that

does not always fit well with the traditional military

values. If carried to its logical conclusion, the person-

nel in the military should be unionized as they are in some
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of the Western European countries. The occupational model

has made inroads into the military institution. Certain

professions, such as physicians, receive extra compensation

for their non-military skills. Unfortunately, social work

is not in that enviable position within the military organ-

ization.

Janowitz (1977) also addressed this trend. While

he agreed with it in some ways, he did not see it as an

either/or situation.

The military profession is undergoing long-term
transformation which involves increased penetra-
tion by other professions and institutions. In
1960, I described these trends as those of the
civilianization of the military, as they converged
more and more with civilian professions. The end
of this convergence is being reached, but we are
not there yet. One of the essential characteris-
tics of this convergence is the introduction of
more and more contractual relations between the
officer and the state.

However, it must be recognized that we are not
dealing with a "zero sum" game. The military can
and must participate in the larger and at the same
time maintain its relative autonomy, specialized
competence, and crucial element of group cohesion.
(Janowitz, 1977:53)

Stahl et al (1978) argue that to hold Moskos' model

to a rigid interpretation would amount to a zero-sum game.

...one might posit that the acquisition of civilian
skills by the military comes only at the exoense
of the heroic warrior role and the traditional
values. Therefore, it would be a contradiction to
expect a highlyskilled technician, engineer, or
surgeon to also be a loyal, self-sacrificing

• .. .
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military person in the traditional sense. The two
are simply not compatible: an individual can not
be 'high institution' and 'high occupation.' (p.
258)

In their research, however, they conclude that it

is possible to be both highly committed to the military in

the institutional sense, agreeing with its norms and

values, and at the same time being concerned with such

things as equity for the individual, technical expertise,

and rights which are counterbalanced by obligations.

Bachman et al (1977) trace the transforming of the

military from a calling to an occupation to three trends.

The first is a changing technology of warfare that
makes civilian populations as vulnerable to attack
as frontline troops, and thus has socialized the
danger of war and reduced the unique liability and
sacrifice of armed forces personnel. (Lasswell,
1941)

As the technology of warfare has become both more
destructive and more complex, the nature.. .of jobs
in the military has come to approximate jobs in
civilian enterprise (e.g. Biderman, 1967). Thus,
at the same time that the unique liability of the
military orgarization in the time of war is de-
creasing, so is the uniqueness of the tasks per-
formed within that organization.

The third trend is the growing tendency for makers
of military personnel policy to treat soldiering
as equivalent to a civilian job. (Moskos, 1975).
...(T)he conditions of working in the armed forces
as a uniformed member of the service have increas-
ingly come to resemble the employment conditions
of a civilian occupation. (p. 153)

The third trend appears to be the one which has had

the most significant impact on this transition. It has
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been primarily since the advent of the all-volunteer force

that policy makers have treated military work roles as

basically equivalent to civilian occupations. The U.S.

President's Commission on an All-Voluntary Armed Force

(1970) recommended that military compensation be based on

a salary system which is similar to that found in civilian

industry. Lateral hiring of trained civilian personnel

into the military was suggested. In general, it was recom-

mended that the all-voluntary forces compete with industry

for the quality personnel which were required.

In the past there were discrepancies and economic

disadvantages for the military when compared to the civil-

ian sector. These were viewed as being partially offset,

however, by the benefits package provided by the military.

These generally included the housing allowance, health

care for dependents, educational benefits, commissaries,

and post or base exchanges.

Among the latent functions of this pattern of com-
pensation were: support of the military occupation
as a calling rather than simply an occupation,
maintenance of the military installation as a com-
munity, enhancement of the fraternal nature of the
military organization, legitimation of the military
as a social institution, and incentive for the
citizen to serve as a soldier and fulfill a right
and responsibility of citizenship. (Bachman et al,
1977:20)

With the movement toward the equalization of the

military and civilian jobs has come the consequent reduc-



18

tion of the benefits package which has been part of the

implied contract in the past. This has led to an increased

level of dissatisfaction with the newer policies.

In sum, the conditions of working for the armed
forces as a uniformed member of the service have
increasingly come to resemble the employment con-
ditions of the civilian occupation. Whether by
design, intuition, or accident, the makers of
military personnel policy have sought to compete
with commerce and industry for citizen-workers
by making military employment increasingly similar
to civilian employment. (Bachman, 1977:22)

Social Work as a Profession

Professional social work had its origins in the

voluntary associations which undertook to criticize and re-

form the institutions which were then known as "charities

and corrections." What began as a religiously motivated

movement became the "scientific philanthropy" movement.

Two currents developed in society which influenced

the growth of social work as a profession. One was the

growing spirit of professionalism in the labor force in

general. The other was a popular interest in science and

scientific psychology. Engineering and technical schools,

medical schools, schools for teachers, business schools,

journalism schools and similar developments in other pro-

fessions took place. Social work followed along the same

track attempting to identify itself as a profess . In

addition, lawyers, physicians and clergyman had been
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traditionally held to high ethical standards as profes-

sionals because they assisted vulnerable people who were

making serious decisions while these people were often in

a state of personal crisis. Since they worked with people

in similar situations, social workers developed a profes-

sional ethic and a spirit of service became an important

part of professional development.

As it grew, social work found itself closely allied

to the institutional bureaucracies of the times. They were

settings in which "casework" could be applied. The courts

were the forum for probation officers; medical social

workers in hospitals assisted patients and their families;

truant officers and visiting teachers assisted students and

their families in the schools; and aftercare for patients

in the mental hospitals was the role of the psychiatric

social worker.

The drive to develop a unified and coherent pro-
fession was difficult in the face of diverse
specializations and interests. Leaders in the
field sought to define a core technology, a
"nuclear skill" in Lubove's terms, that would at
once provide a model of practice for workers in
various settings and serve as a basis for a dis-
tinctive professional expertise. Social casework,
as is well known, became that nuclear skill, the
focal point around which the profession would
forge its identity. (Patti, 1983:2)

From this professionalization process arose the

basic value system which has been at the core of the social

work profession over the years. This same value system has
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brought the profession into conflict at times with the

institutional bureaucracies with which social work inter-

acts.

Florence Hollis, in her classic text, enumerated

some of these values.

Casework is characterized.. .by its direct concern
for the well-being of the individual. It is not
primarily an organ of social control, designed to
bring the individual into conformity with society
and thus rid it of the social hazard presented by
the discontented, unsatisfied, rebellious indivi-
dual. On the contrary, case work came into being
as a response to the needs of human beings for
protection against social and natural deprivations
and catastrophes.. .This emphasis upon the innate
worth of the individual is an extremely important,
fundamental characteristic of casework. (Hollis,
1964:12)

From this basic tenet flow two others which the

profession espouses in its interaction with clients -

acceptance and self-determination.

By acceptance we mean the maintaining of an atti-
tude of warm good will toward the client whether
or not his way of behaving is socially acceptable
and whether or not it is to the worker's personal
liking.

... Self-determination is perhaps not too felicitous
a term; it is too absolute in its implications.
What we really mean by this concept is that self-
direction, the right to make his own choices, is a
highly valued attribute of the individual. The
more he can make his own decisions and direct his
own life the better, and the less the caseworker
tries to take over these responsibilities the bet-
ter. (Hollis, 1964:13)

In general, then, flowing from these values is the
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understanding that each person is considered to be impor-

tant and of inestimable value. The familiar ideas of un-

condemning attitudes, congruence, confidentiality, and

respect are all part of this value set. They are part and

parcel of the social worker's daily practice. Implementing

them is not always easy. The military, as noted earlier,

tends to perceive individuals as members of a group. In-

dividuality and self-determination are not highly valued.

It is at crossroads such as this that the values of the

profession of social work and the military profession meet

and come into conflict.

Social Work and Bureaucracies

Both professions and bureaucracies are conseauences

of similar forces. They are expressions of general trends

toward division of labor and specialization that character-

ize complex societies.

Organizational theories have pointed out that even

small agencies tend to be organized along the lines of

classic bureaucracies. This has implications for the pro-

fessional social worker since conflicts between organiza-

tional and professional norms often arise. This may be

less a problem of some personal conflict with authority

than a role conflict between bureaucracy and professional-

ism.

While not all professions find themselves committed
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to bureaucratic organizations, most social work is provided

through such organizations. This points up the fact that

there are consequences to the association between the

social work profession and the agency or bureaucracy in-

volved. There are certain administrative requirements with

which the social work profession can be compatible. Most

administrative bureaucracies foster an impersonality which

social work can find compatible with its norm of regarding

the client with a certain detachment which allows the

social worker to keep personal feelings out of the profes-

sional relationship. Often the goals of both the social

worker and the agency spring from similar humanitarian

value systems. In many ways, then, the social worker per-

forms tasks which both sanction the profession's values

and the agency's goals.

Not all features of the bureaucracy and the pro-

fession are complementary, however. One of these situa-

tions can occur when the professional's needs for mastery

of technical skills and dedicated service come into con-

flict with the agency's needs to use scarce professional

resources to the best advantage of the organization. The

best possible use of human and other resources with short-

term goals in mind might well be at variance with the

professional's goals. In most cases strains of this type

can be worked out to the tolerable satisfaction of both

0_
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parties. Nonetheless, these strains do often give rise to

role conflicts.

Vinter (1959) identified some types of role con-

flict that arise in such circumstances.

A pervasive type of role conflict arises from dis-
crepancies between agencies' limited service goals
(the 'function' of each agency) and the profes-
sion's relatively unlimited commitments. As an
agency employee, the social worker must often re-
fuse service because the prospective client's needs
do not assume the form appropriate to a given
agency: ... Some of this conflict is expressed in
staff dissatisfaction with 'restrictive' agency
policies, and is partially relieved by heavy empha-
sis on referrals and by attempts to expand the
service jurisdictions of agencies...

A second type of role conflict is generated by dis-
crepancies between specific agency goals and pro-
fessional values. Social workers tend to concen-
trate in agencies whose means and ends are most
compatible with the profession's codes and stand-
ards, and thus avoid those where major incongrui-
ties are perceived. ...Workers are sometimes
required to perform tasks not perceived as commen-
surate with their training and professional images:
they may experience constraints in the full utili-
zation of core technical skills, or find little
organizational support for their distinctive values
and practices...

Another type of conflict between professional and
agency role demands is that arising from inherent
differences between the administrative structure
and the professional culture. The profession
values skill rather than procedure, and service
rather than routines. The agency, in contrast,
interposes a variety of requirements relevant to
the operation of a complex organization. Records
must be written, files maintained, requisitions
prepared and routed, directives adhered to, and so
on. (p. 250-251)

Conflict can also arise as a result of agency size,
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Thomas (1959) studied agency size as related to the work-

er's role.

Enlarging the size of the staff generally presents
greater requirements for coordination and control.
More supervisors are needed with added workers; at
some point it becomes necessary to introduce a
division head or 'supervisor of supervisors.'
Direct positive relationships have been found be-
tween the number of employees and the number of
vertical ranks in comparable welfare units. (p. 39)

Obviously, this extension of the chain of command

in the organization can create communication problems.

Smaller military organizations in which the social worker

is assigned can allow a more direct access to other pro-

fessionals and to the hospital commander. Word of mouth

then becomes a workable vehicle for sharing problems and

decisions. Not so in larger organizations. Here the

social worker is faced with a more formal (and often for-

midable) structure and greater distance between profes-

sional personnel. Administrators can become remote. While

a degree of subunit informaility can remain, interunit

rivalry can begin to develop. The larger organization,

then, in some respects can be a different place for the

social worker to work when compared to the smaller organi-

zational setting. Not all professionals cope well with

these differences. If the job conditions are found to be

unsatisfactory, staff morale and productivity can suffer.

If left unchanged, such conditions become the fertile around
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which gives rise to personnel turnover. If the military

is indeed shifting to an occupational model, such factors

must be examined and personnel policies adjusted to meet

different needs. The needs of the contemporary profes-

sional in the military service may not be well met by

referring back to the traditional ethic of "duty, honor,

country" which served well in the era of the corporative

institutional military.

The structure of the authority system typically

takes the form of a hierarchical ordering of personnel

into official positions. Everyone is a subordinate to

someone else, and superior to others. Each person has a

different responsibility and there are levels of authority

inherent in each position. The structure of the bureau-

cracy, then, gives rise to rules and regulations.

An agency's official system of politics, rules,
and procedures comprises another dimension of its
authority structure. This system establishes pat-
terns of expectations that direct and prescribe
staff members' activities. Furthermore, the offi-
cial structure becomes elaborated and supplemented
with informal patterns: work norms develop and
persist, subordinates in one department are granted
more discretion than in another, or warm and
friendly relations rather than cool formality exist
between administrative levels. (Vinter, 1959:380)

Role strain can also develop when the traditional

non-authoritative approach of the social worker comes up

against the exercise of authority and control in a rigidly

structureed bureaucracy. While the organization may have
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need for increased administrative control, professional

staff may resist.

While traditional health and welfare agencies take

into account these needs of the social worker, it must be

remembered that military organizations have different

perspectives than these agencies and thus may not be as

responsive. Self-determination runs counter to the tradi-

tion of discipline and obedience. Individualism runs

counter to anonymity as found in the military. Autonomy

runs counter to the military system of control. Self-

determination runs counter to the military's prohibition

against "quitting" if the service member becomes dissatis-

fied with the organization or job role. All of this means

that the management of professionals in the contemporary

military must take into account a number of factors which,

in the past, the services did not have to address.

The Management of Professionals in Organizations

Within the military, professional social workers

work in units which compare favorably with professional

service organizations (PSO) in the civilian sector. PSOs

possess characteristics which, if not recognized, can be-

come the source of management headaches.

All PSOs have to rely on non-professional personnel

in order to handle the day-to-day routine operations of

the organization. Traditional management techniques that
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work effectively with non-professionals may well not pro-

duce the same results with the professional staff.

Professionals normally hold positions and function

in jobs that are highly enriched. This has a direct rela-

tionship to the high level of education which they possess.

There are also high status needs and demands for higher

earnings among professionals. As a consequence, the pro-

fessionals normally possess a higher degree of power in the

organization. With power often come problems of control

of that power. Within any organization, including the

military, this can lead to organization-professional con-

flict.

Certain psychological factors assume a major role

in the structure of need satisfactions of professionals.

If one considers Maslow's need hierarchy, self-esteem and

self-actualization seem to be major motivators of profes-

sionals. Their enriched jobs have the following character-

istics:

1. Variety in assigned tasks.

2. Employee autonomy and discretion in task per-

formance.

3. Feedback with regard to performance.

4. Completion of a whole and identifiable piece of

work that can be associated with the service ren-

dered. (Fitzsimmons and Sullivan, 1982:222-228)
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The actual services are provided, in most cases, by

the professional staff and this provides thea with their

power base within the organization. The skills and exper-

tise they possess cannot easily be replaced. This forms

the basis for the professionalization process. Freidson

(1973) defines it as follows:

.a process by which an organized occupation,
usually but not always by virtue of making a claim
to special esoteric competence, and to concern for
the quality of its work and its benefits to society,
obtains the exclusive right to perform a particu-
lar kind of work, control training for and access
to it, and control the right of determining and
evaluating the way the work is performed. (p. 22)

The power of professionals, then, stems from two

sources. First, they tend to involve themselves in func-

tions that are somewhat uncertain because of both the

complicated nature of their knowledge base and the very

nature of the activities which they undertake (Nilson, 1979).

Second, the state or the organization provides some degree

of legitimation by providing the profession with a leqally

exclusive right to the provision of the services them-

selves. The power to regulate itself and prohibit encroach-

ment into its domain by other professional groups is also

part of this process. (Freidson, 1970)

The policy-makers and managers of organizations

which rely heavily on professionals for service delivery,

regardless of whether the organization is military or
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civilian, must learn how to keep the potential for profes-

sional-organizational conflict to a minimum.

The twentieth century has been a period of dynamic
change for organizations in every field: business,
government, military, educational, religious, and
medical. (Reemzits, 1972:77)

When such changes occur, the requirements for the

professionals also change. In this case there has been a

shift in the working environment for many professionals.

In the past the norm for professionals was the independent

practice. What has been happening with increasing fre-

quency is that professionals have brought their services

to the structured organizations. This amalgamation did not

occur without the expected adjustment reactions. "There

is a necessary conflict between organizational and profes-

sional goals." (Elliott, 1972:99)

Professionals place a high degree of importance

on their autonomy and without such autonomy would feel that

their ability to function effectively in the organization

would be greatly diminished. Organizations have a need to

control the behaviors of their employees. Balancing these

conflicting drives can be problematic. Some degree of pro-

fessional autonomy needs to be tolerated.

At too low a level of autonomy the professionals
become parochial 'company men'; at too high a
level their autonomy threatens loyalty to the or-
ganization to the extent that the organization's
survival is at state. (Katz, 1968:167)
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Others, however, do not perceive the conflict be-

tween t! e two as reaching crisis proportions autonomati-

cally.

(S)uch a conflict may be more imaginary than real
if it is recognized that both bureaucratization and
professionalism are alternative mechanisms of con-
trol. Through bureaucratization, the organization
relies on task specification, routinization, and
formalization of procedures to set limits on staff
performance. Through professionalism, the organ-
ization relies on internalized professional stand-
ards and norms to set such limits. (Hasenfeld,
1983:163)

Given those opposing drives, the management style

of the organization assumes as increasingly important role.

In the military, as in the civilian sector, the old tradi-

tional autocratic style of management would seem to herald

problems when attempting to deal with the professional

employee. The management and policy levels must take into

account the strong ego needs of professionals. High needs

for such factors as achievement, responsibility, power,

success, and material rewards also enter into the picture.

The manner in which the organization exercises its

authority has a direct impact on the professionals input

into the decision-making process. McGregor (1960) described
the range of the exercise of authority.

At one end of the range the exercise of authority

in the decision-making process is almost complete
and participation is negligible. At the other end
of the range the exercise of authority is relative-
ly small and participation is maximum. (p. 126)
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Rensis Likert addressed the same concept when he

described management styles as four systems on a continuum:

1. the exploitative-authoritarian style

2. the benevolent-authoritarian style

3. the consultative style

4. the participatory style. (Likert, 1967:46)

Chris Argyris (1955) addressed the same issue:

0 Studies show that participative management tends
to (1) increase the degree of 'we' feeling or
cohesiveness that participants have with their
organization; (2) provide the participants with
an overall organizational point of view instead of
the more traditional 'now' departmental point of
view; (3) decrease the amount of conflict, hos-
tility and cut-throat competition of participants;
(4) increase individual's understanding of each
other, which leads to increased tolerance and
patience toward others; (5) increase the indivi-
dual's free expression of his personality, which
results in an employee who sticks with the organ-
ization because he (i.e., his personality) needs
the gratifying experiences he finds while working
there; and (6) develop a 'work climate' as a re-
sult of the other tendencies, in which the sub-
ordinates find opportunity to be more creative and
to come up with the ideas beneficial to the organ-
ization. (p. 1-7)

All of this suggests that the professional social

worker in the military organization would function best
0

under a participatory style of management. This, however,

is not the traditional way in which the military does

things. The exploitative-authoritarian style has been the
0

norm. In some instances the benevolent-authoritarian style

0
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has been used. If the military, in this era of the shift

to an occupational model, is going to obtain the maximum

productiveness from professional personnel, then increasing

awareness of and sensitivity to the work setting and the

level of job satisfaction of the professional personnel

will benefit both the individual and the organization.



CHAPTER II

THEORETICAL FOUNDATIONS OF THE STUDY AND

RELATED RESEARCH

The military, just as other organizations in recent

years, has had to face the economic realities of budget

constraints. The result has been the well-known solution

of "more or less." The foreseeable future does not indi-

cate any change in this policy approach. Emphasis on the

job satisfaction of the military social work officer then,

can tend to take on added importance in this economic

environment. The various influences which affect job

satisfaction, the morale and attitudes of the military

social work officer need to be studied to determine what

can be done to help accomplish "more for less."

Within the area of job satisfaction studies Sarata

(1974) indicated that less than 20 scientific studies of

job satisfaction within the human services occupations had

been completed. Of these, the majority involved the nurs-

ing profession. Even fewer studies examining the job

satisfaction of workers in the mental health field were

found. Within this occupational category, the number of

studies which examined the job satisfaction of military

33
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social work officers was practically non-existent.

Studying the military social work officer as an

occupational group brings with it some problems. One can-

not merely transfer the findings of industry, where most of

the job satisfaction studies have taken place, to those of

the human service settings. Goals, policies, organizational

structures, and the service delivered, to name a few, are

different in the human services. When one adds the unique

traditions, organizational structure, and mission of the

military organization, a specialized entity emerges which

may have qualities different from those of the manufactur-

ing bureaucracy, or even the service oriented organizations

in industry.

If the military organizational system is not re-

sponsive to the needs of the military social work officer,

the quality of service will be limited and obstacles will

be imposed in the process of attempting to achieve "more

with less." In addition, mental health professionals often

have been known to neglect their own work needs in the

process of trying to meet the needs of their clients.

Therefore, maximizing staff morale requires a greater under-

standing of the military social work officers' attitudes

toward their work, and other personal and organizational

factors that influence job satisfaction.

Nord (1977) discusses some common assumptions that

often form the basis of our knowledge of job satisfaction.
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He asserts that the influences of the prevailing social,

political, and economic values in the nature of work have

been overlooked. The individualistic potential of workers

has been emphasized to the detriment of the cooperative

aspect. Organizations, because of their scarce resources

and the power struggles which take place over utilization

of these resources, often foster competing interests and

conflicts. Military organizations share in these job

pressures. This may limit the degree to which any military

organization is able to provide the milieu which provides

optimum levels of job satisfaction for its members.

Nord (1977) then proceeds to discuss some of the

weaknesses of previous studies of job satisfaction. (1) He

feels we have limited ourselves to an incomplete and biased

set of dependent variables, citing such traditional manaae-

ment goals as reducing turnover, increasing productivity,

or overcoming resistance to change. (2) Studies have

failed to recognize that organizations often lack the

motivation to study ways to increase job satisfaction and

may well be oriented to maintaining the status quo.

(3) The quality of the product (or service) produced can

often have a significant impact on the worker's job satis-

faction, yet this often is not considered in studies.

(4) More attention needs to be given to such basic satis-

factions such is income, job security, supervisor-worker
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relationships, and the like. (5) The importance of work-

er's feelings of power and control need to be addressed in

relationship to job satisfaction. This study will attempt

to take into consideration these and other sources of the

job satisfaction of military social workers, specifically

Air Force Social Work Officers.

CONCEPTUAL FRAMEWORK OF THE STUDY

Examining some of the theories on human motivation

will help develop the basic framework of this study and

provide a better understanding of job satisfaction and job

dissatisfaction.

Abraham Maslow (1954) formulated a well-known

theory of human motivation. He developed his theory based

on the hierarchy of worker needs. Workers have levels of

needs and, according to Maslow, only unsatisfied needs

can motivate the worker to increase productivity. These

needs, beginninq with the basic ones, are: (1) physioloqi-

cal needs including hunger, thirst, sleep; (2) safety and

security needs composed of protecting self and lifestyle;

(3) needs for belongingness and love; (4) self-esteem

needs including the need for self-approval and prestige;

and (5) self-actualization needs which are composed of

the needs to realize one's potentials. As the worker

satisfies one level of these needs, another level comes to

0 . .
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the fore to again exercise control of the worker's life.

In the normal situation, the worker is assumed to be in a

condition of partial fulfillment of some needs and at the

same time a corresponding partial unfulfillment of other

needs exists. As the worker fulfills some of the self-

esteem needs, for example, feeling- such as self-confidence,

adequacy, worth, and usefulness develop and lead to an

increased level of productivity. Conversely, obstructing

this level of need and the accompanying feelings produces

the negative feelings of inferiority, lack of confidence,

and uselessness. On the job these feelings can be the

difference between the worker feeling satisfied or dissat-

isfied which, in turn, can have an impact on productivity

and the quality of work produced.

There are some implications here for human service

workers in general, and AFSWOs in particular. Research

needs to determine just where in the need scale the mili-

tary organization may have failed to meet the needs of the

AFSWO. If very low pay and thus a low standard of living

is, for example, a major concern, then attempting to in-

crease self-actualizing opportunities on the job may prove

unsuccessful since Maslow's theory argues that until the

lower level needs are met, the higher order needs will not

be motivators. Presumably then, the organizational needs

of the Air Force will be better met if the AFSWOs lower
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needs are met adequately so that the higher level needs

can become dominant. The positive, growth-producing as-

pects of the therapy role can be effectively thwarted if

the Air Force places unusual demands on the AFSWO to satis-

fy the organizations procedural needs to do things the

"military way."

Frederick Herzberg (1966) formulated a two-factor

motivation-hygiene theory. Stated simply, Herzberg con-

tends that the factors which produce job satisfaction are

separate and distinct from those which produce job dissat-

isfaction. This distinction is based on the assumption

that man has two fundamental sets of needs: the need to

avoid pain and the need to grow psychologically. He deter-

mined from his research that there are certain character-

istics of the job situation that are consistently related

to job satisfaction. These factors, intrinsic to the job

itself, include such items as achievement, recognition,

the nature of the work itself, responsibility, and advance-

ment, and are known as motivators. Conversely, Herzberg

postulated that factors which are more related to the work

environment are more responsible for the avoidance of

dissatisfaction. These hygiene factors, which are all

extrinsic to the job itself, include such factors as com-

pany policy, administration, supervision, interpersonal

relationships, working conditions, salary, status, and
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job security. From his research Herzberg concluded that

the absence of motivating factors leads to non-satisfaction

which he considered to be distinct from dissatisfaction.

The presence of hygiene factors leads to avoidance of

dissatisfaction which is distinct from job satisfaction.

Herzberg's theory has been the source of consider-

able controversy. A number of authors have reviewed this

theory and have conducted research reporting findings that

conflict with those of Herzberg. (Burke, 1966; Carroll,

1969; Dunnette, Campbell, and Hakel, 1967; House and

Wigdon, 1967; Porter, 1966). Smith and Cranny (1968)

summarize the conflicting views when they indicate that

Herzberg deserves credit for emphasizing the basic multi-

dimensionality of satisfaction. The preponderance of

recent evidence, however, is against his two-factor theory

because it oversimplifies a complex reality. These authors

adopt the traditional concept of satisfaction which assumes

that the same job dimension is able to produce either job

satisfaction or dissatisfaction. The presence of both

motivators and hygiene factors are able to contribute to

employee satisfaction while the absence of these motivator

and hygiene factors can lead to dissatisfaction. In

general, they hold that high levels of the factor produce

satisfaction whereas low levels produce dissatisfaction.

It can be hypothesized that rewards, either internal
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to the person or externally provided by the organization,

are what attract the person to the job. Thus, the degree

to which the organization can meet the needs can produce

either satisfaction or dissatisfaction. This could explain

why some AFSWOs while involved in activities such as psy-

chotherapy and consultation which would produce positive

feelings, often do not because other organizational factors

such as policies, procedures, and lack of peer and super-

visory support, interfere with the worker feeling satisfied

on the job.

McGregor (1960) developed a view of human motiva-

tion which sees man from two distinct perspectives. One

is negative, Theory X, and the other is positive, Theory Y.

Based on research conducted on the way in which managers

interacted with their employees, he proposed that in Theory

X, the typical human being has an inherent dislike for

work, while in Theory Y the typical worker will willingly

expend physical and mental effort at work in the same way

that he/she does while engaged in other activities such as

play or relaxation. The Theory X manager then feels that

since workers tend to avoid work, workers have to be di-

rected, coerced, controlled, and even threatened to get

them to put forth the effort necessary to meet the organ-

ization's needs. The Theory Y manager, conversely, views

employees as self-directed and self-controlled. Workers
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will willingly commit themselves to make the effort neces-

sary to achieve the organization's goals. In fact, they

often use imaginative and creative means to achieve these

ends. The perception of the employees which the manager

brings to the managerial role affects the manner in which

the employees are treated which, in turn, can directly

affect employee satisfaction. McGregor's Theory X seems to

correspond to Maslow's (1954) lower level needs for physio-

logical and security needs whereas Theory Y seems more

closely related to the self-esteem and self-actualization

needs.

Victor Vroom's (1964) conception of motivation is

based on the worker's psychological needs which influence

the worker in choosing from different voluntary responses.

He studied three variables: (1) the choices made by work-

ers amond their work roles; (2) the degree of satisfaction

attained in the work role chosen; and (3) the level of

performance in the work role chosen. He studied the effect

of motivational variables on the worker's behavior in their

work roles and the effects of the work roles on the moti-

vational variables. He states that jobs which let the

worker exercise responsibility and initiative allow that

worker to use and develop these higher order needs. These

job roles provide more ego satisfaction than those that

thwart the worker's higher order needs and concentrate on

IJ
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the organizational goals which may be more related to the

lower level needs such as efficiency and procedure. Self-

esteem is an important aspect of job satisfaction. Vroom

suggests that because of these possible conflicts, the

conditions which determine the worker's level of job

satisfaction are not necessarily identical with those which

determine the level of job performance. Some job condi-

tions produce high satisfaction and low performance while

other job conditions produce low satisfaction and high

performance. Others produce high levels in both satisfac-

tion and performance or, conversely, low satisfaction and

low performance. Self-esteem seems to be an important

ingredient in the worker's job satisfaction and perfor-

mance.

These theories do not provide one conclusive model

upon which to base research. They do, however, point out

that thinking on job satisfaction must include the refine-

ment which includes both the worker's internal needs as

well as the external conditions of the job environment

itself. While no one theory here is most appropriate for

research in the human services field, consideration of the

different aspects of these theories should allow the Air

Force policy-makers to better determine just which aspects

of the AFSWO's job and the organizational milieu influence

job satisfaction.

. . . .. . ... i6l l i l I I I I I l I i I I I I
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JOB SATISFACTION RESEARCH

Over the years numerous studies on job satisfaction

have been undertaken, yet no overall conclusive answers

seem to have resulted. Our understanding of job satisfac-

tion is still incomplete. Considerable confusion still

exists as to whether job satisfaction results solely from

the individual's attitudes, (the subjective element), from

aspects of the job itself, (the objective component), or

whether it results from some interaction between the worker

and the job itself.

Another difficult issue here is the possible rela-

tionship between job satisfaction and job performance and

productivity. Are they causally related? Brayfield and

Crockett (1955) showed how the assumption that there was

such a causal relationship formed the foundation for some

of the early research. However, Locke (1970) pointed out

the opposite:

There is no necessary relationship between overall
job satisfaction and subsequent production. First,
the fact that an individual likes his job says
nothing about why he likes it. He may like it be-
cause the work interests him (despite his lack of
ability) or because he likes his co-workers. In
other words, high satisfaction may be caused by
factors other than high production. (p. 495)

Just how these two factors are related certainly is not -et

clear. They do seem, however, to have some relationship

that is so complex in nature tht t nt " t :e3r1v

-0 , n n n n , , n rm u n m• .. . . . . . . . . . - . . . . . .. . . . . .
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understood. The following research studies on job satis-

faction are divided into two basic groupings: (1) those

studying the characteristics of the individual, and

(2) those studying the characteristics of the job itself.

CHARACTERISTICS OF THE INDIVIDUAL

Age

A number of studies indicate a general increase in

the level of job satisfaction with increase in age.

(Benge and Copell, 1947; Hoppock, 1960). Much empirical

research has found that either a positive linear or a

U-shaped curvilinear relationship exists between the age of

employees and employees' levels of job satisfaction.

Herzberg, Mausner, Peterson, and Copwell (1951) suggested

as a result of their research that a U-shaped curvilinear

relF-ionship exists between age of workers and workers'

levels of satisfaction. They based this conclusion on an

extensive review of the literature and examination of the

data involved. This applied to both managerial and blue-

collar workers in the studies. Satisfaction appeared to be

higher for yoinger employees immediately after employment

began. After the first few years on the job, satisfaction

dropped significantly, but then slowly rose again as the

worcers stayed with the job. They also found the same

relationship between length of tenure and job satisfaction.

* . . . . . . . ... .. . ... . . _
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Gibson and Klein (1970) focused their research on

the main relationship between age, tenure, and job satis-

faction. They sampled blue-collar workers in two manufac-

turing firms. The results suggested the existence of a

positive linear correlation between age and satisfaction,

as well as satisfaction with such factors as pay, super-

vision, and a more positive view of co-workers. Klein

(1969) found that in older workers the main predictors of

overall job satisfaction were worker-manager and peer

relationships. These relationships appeared not to be

related to the job satisfaction of younger workers. Per-

ceptions of job opportunities, and salary issues were more

strongly correlated to the overall job satisfaction of

younger workers.

Bernberg (1954) investigated age and satisfaction

while controlling for tenure of service and supported the

finding of a positive linear relationship between age and

job satisfaction. He discovered that there were signifi-

cant differences which were attributed to age when tenure

was controlled. Bernberg provided no speculation - to

"why" this relationship existed. Wild and Dawson (1972)

* also found a significant positive relationship between age

and job satisfaction and also found this had an effect on

attitudes toward pay, supervision, physical surroundings,

and peer relations.

Other studies have reached somewhat different

. . .. . ..S. ... .
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conclusions about the relationship between age and the

level of job satisfaction. Weaver (1974) for instance,

found that there was no consistent pattern of association

between the age of the worker and the level of job satis-

faction.

In contradistinction to the U-shaped curvilinear

relationship found by Herzberg, et al. (1957), Hulin and

Smith (1964; 1965) expressed doubt about the U-shaped rela-

tionship. They concluded that the positive linear

relationship they found was probably due to the individual's

ability to better adjust their expectations to what the job

milieu is able to provide. The closer the worker's expec-

tations are to the actual return, the higher the level of

satisfaction. Also, increased age may well be related to

longer tenure and this may allow the individual to more

accurately predict and then avoid the sources of frustra-

tion. This congruence of expectation with return, while

assumed to be the cause, has yet to be proven, however,

Saleh and Otis (1964) also found a curvilinear

relationship between age and job satisfaction. From their

research they concluded that positive increments in job

satisfaction occur up to the pre-retirement years and then

the level of job satisfaction begins to decrease. They

cite two possible explanations for this pattern. First,

channels for continued self-actualization may become

blocked by reduced future opportunities. Access within
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the organization to such opportunities that could provide

fulfillment for achievement, recognition, advancement, and

skill growth needs could become blocked. Feelings of use-

lessness and alienation may result. Changes and problems

with physical health, usually associated with aging, may

also play a role. Second, job pressures, which the pre-

retirement worker was able to previously manage, now cannot

be handled so easily. Also, the older employee may be

looking back to what appears to be the "good old days"

and this may have an effect on how the older worker's re-

sponded to questions about their current level of job

satisfaction.

Other authors have reached more mixed results.

Laurence (1972) studied male officials in mid-management

positions in different industrial/mining organizations.

He found that when the conditions of employment, duties,

and responsibilities were basically similar, differences

in age did make a difference in attitudes and perceptions

between older and younger workers about factors related to

their jobs. The author suggests that factors associated

with age, such as education and ambition, could have

contributed to the results. He cautioned that there is no

evidence to suggest that the workers "mellowed" as they

aged. He suggests that the intolerance of the younger

workers may have reflected their less tolerant views of
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the activities of higher management. This also suggests

that the perception of the organization changes as the

worker moves up in the organizational structure.

Clearly, the literature shows that some type of

relationship exists between age and level of satisfaction,

but the precise nature of the relationship is not clear.

This raises questions about the AFSWOs studied in this

research. The relatively early "retirement" of military

officers and their switching to new careers in the civilian

sector may have an impact on the age-job satisfaction rela-

tionship different from those in some of the studies

reviewed.

Education

Increasingly technical and complex societies and

organizations, emphasis is being placed on the need for

more highly educated persons in the work force. Education

has often been associated with the age factor in studies.

Some authors have found that the relationship between the

educational level of workers and their level of job satis-

faction is equivocal at best. (Saleh, 1954; Suehr, 1962;

Vollmer and Kinney, 1955). Fournet, Distefano, and Pryer

(1966) have suggested that the factor of education may well

be confounded by age. Weaver (1974) found little important

variation among reports of job satisfaction at different

levels of education.
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Others have found that the position within the

organization has more impact on the worker's job satisfac-

tion than does the educational level of the worker involved.

O'Reilly and Roberts (1975) studied a sample of Navy offi-

cers and enlisted personnel in a high technology aviation

unit. They did not intend to directly test individual

differences as single predictors of job satisfaction,

but were more interested in the differential relationships

between individual and organizational variables with job

satisfaction. Their results indicated that there was no

strong relationship among job attitudes and the individual

traits of the worker. There were, however, significant

relationships between job attitudes and structural charac-

teristics of the organization. Individual traits were

shown to be strongly related to the organizational varia-

bles and not directly related to job satisfaction. They

speculate that individual traits may predict the level of

position attainment within the organization and that once

in these positions, the characteristics of the position

itself appear to determine the workers affective response

to the job. Herman, Dunham, and Hulin (1975) reached a

similar conclusion that the employee's frame of reference,

which they conclude is formed by the immediate work setting,

is the primary influence which acts on the workers percep-

tion of job satisfaction. Bergmann (1981) similarly con-
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cluded that the hierarchical level of the employee had the

most pervasive effect on job satisfaction, whether consid-

ered on its own or when considered in terms of the

differential findings between the levels in individual

characteristics such as education or age. Bergmann specu-

lates that the education of higher level managers influences

their attitudes toward other satisfaction variables. Being

at the top changes their perspective. It is still, how-

ever, not clear whether getting to the top is the result of

age, education, both, or neither.

Klein and Maher (1966) studied the relationship

of educational level and satisfaction with pay. They

hypothesized that the college educated workers would actu-

ally be less satisfied with their salaries than were the

non-college educated workers. They theorized that satis-

faction with pay is largely a function of expectation and

that if the perceptions of pay possibilities were controlled,

the differences between college and non-college educated

workers would disappear. They found that higher levels of

education were associated with relative dissatisfaction

with pay. The major predictors for satisfaction with pay

appeared to be the expectations of what salary the worker

felt he would get internally as opposed to what he could

get externally. The college-educated worker was more

optimistic about the external opportunities, but less
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optimistic about internal opportunities, when compared to

the non-college educated worker. They caution that one

should not be quick to assume that these findings indicate

that higher levels of educazion lead to higher perceived

self-worth which then relates to the study's findings.

Meinert (1975) studied some qualities of profes-

sions and related them to social workers and their job

satisfaction. Professions are described as including the

ability to meet community needs, occupational skills

oriented to a body of knowledge, the sanction of the com-

munity to practice, autonomous decision-making, and

adequate financial rewards. The author states that while

social workers do not normally receive as high a monetary

reward as other professionals, it is assumed that they

derive at least symbolic satisfaction from their profes-

sional roles and activities. The author sampled members

(N = 305) of the St. Louis Chapter of the National Associa-

tion of Social Workers (NASW) . The social workers were

categorized into two groups. First, the highly profession-

ally anchored social worker (HPASW) had a master's degree

in social work, was accredited by the Academy of Certified

Social Workers (ACSW), earned salaries above the median

for social workers with comparable years of experience,

and engaged in autonomous, non-supervised practice. Low

professionally anchored social workers (LPASW) did not
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possess these characteristics. The author hypothesized

that HPASWs, because of their high anchorage to features

associated with professions, would display high satisfac-

tion scores and LPASWs, low scores. The author states both

hypotheses were statistically accepted, but provided no

actual corroborating data.

One can assume that the advanced degree possessed

by the HPASWs had some impact on their perceptions of their

professional status and corresponding satisfaction scores.

The previous literature review indicates that educational

level has a questionable, if not actual negative relation-

ship to job satisfaction in most studies. At the current

time, the AF Social Work program has a very high percentage

of social workers with a Master's degree (approximately

85%) and a much smaller percentage of social workers with

a doctoral degree (approximately 15%). In the AF system,

the doctoral degree opens up opportunities not usually

available to masters degree social workers such as director

of alcohol rehabilitation programs, assignments of a hiqhly

sensitive nature, or staff positions attached to the Sur-

geon Generals office. The AFSWO with a doctoral degree, at

present, also has less of an opportunity to receive the

less desirable assignments. Consequently, this issue needs

to be studied to see if having a doctoral degree is asso-

ciated with increased level of satisfaction due to the



53

improved opportunities, or if it actually produces lower

satisfaction levels because of such factors as increased

expectations of the AFSWO not being met by the authorita-

tive bureaucracy of the military system.

Marital Status

There are comparatively few studies which examine

the influence of marital status on the relationship between

specific job attitudes and overall job satisfaction. wild
and Dawson (1972) studied 2543 female workers in the

United Kingdom and data on age, marital status, and length

of service were correlated to features of the job such as

the work itself, supervision, training, wages, peer rela-

tionships, management and the physical conditions of the

job itself. They found that both age and marital status

had significant effects on the relationship between job

attitudes and job satisfaction. They affect the relation-

ship of such variables as pay, supervision, physical work-

ing conditions, and social peer relationships with job

satisfaction. In another study, Herman, Dunham, and Hulin

(1975) found that workers with similar demographic varia-

bles in their backgrounds tended to perceive different

aspects of their jobs in similar fashion. But, in their

study, marital status did not directly affect job satisfac-

tion.
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However, other studies seemed to find a more con-

clusive relationship. Fanshel (1976) used NASW membership

data to examine the employment patterns of male and female

social workers. He studied the types of employment, mari-

tal status, and salary differences. In references to

marital status, he found that administrative positions were

more often held by married men than married women, and that

this same relationship held for men even when compared to

single women with no family responsibilities. In general,

males also earned more money and dominated the administra-

tive positions.

Tropman (1968) addressed the issue of marital sta-

tus directly, but only studied married female social

workers who had children and who worked in Cook County,

Illinois. No male comparison group was used. He was pri-

marily interested in whether the married status of these

women was in any way related to feelings of role conflict.

He suggested that the women studied experienced relatively

little role conflict and that 65% stated they experienced

no such conflict. He suggests that these women may have

had a service orientation to their professional role,

rather than a purely intellectual orientation. He feels

that for the service oriented female social worker "there

may be a greater degree of 'role substitutability' between

the wife and mother role and the work role than is the

0 . . . . I I I I I I . . i . . .. . . .. . . . . .
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case for the intellectually oriented woman." (p. 665)

Additionally, he points out that this may be the case be-

cause the service oriented female is carrying out at work

the more traditional roles assigned to women in our cul-

ture. This is not the case for the intellectually oriented

female who may find family and career to be at odds. In-

stead of the ccilescence of home and work roles, the author

suggests this woman may seek from work a different set of

satisfactions than those fulfilled at home. The boundaries

between the two roles may be less permeable and conflict

may result. This has importance in examining the marital

status of females in the predominantly male AF military

organization and attempting to determine if married female

AFSWOs have different attitudes toward aspects of their

jobs and job satisfaction in general than do their unmar-

ried counterparts.

Gender

In and of itself, gender does not seem to be di- 5

rectly related to either high or low levels of job

satisfaction. Buy many researchers have looked at the

gender issue as related to an overall pattern of factors S

that do have an impact on job satisfaction levels. The

constellation of factors which are related to gender

include such items as job level, opportunities for cromo- S

S
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tion, and salary.

In many ways the findings of previous research are

equivocal, if not contradictory. Peck (1936) concluded

that female teachers were not as well adjusted as male

teachers, but Chase (1951) found women teachers to be more

satisfied than their male counterparts. Cole (1940) found

women to be less satisfied with their jobs while Benge

(1944) and Stockford and Kunze (1950) found women to be

more satisfied.

Generally, it could be expected that women would

display lower levels of job satisfaction than men because

of the generally lower levels of the jobs females hold,

their lower pay, and reduced promotional opportunities.

There is also the question of the traditional roles which

society assigns to both males and females. Men in the

military are fulfilling a role society expects of them.

Women in these same positions are filling a less familiar

role. Gender, then, can be related to the pattern of role

stresses experienced by males and females in the same job

positions which in turn can affect the respective levels

of job satisfaction.

Hulin and Smith (1964), studied data from four

industrial plants and found that female workers tended to

be less satisfied with their jobs than were males. The

authors suggest that gender per se is probably not the

0_
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crucial factor, but the constellation of gender related

factors quch as pay, job level, and promotion opportunities

may well account fr-r the differences. They do suggest that

if the gender related items are controlled, there may not

be significant differences in job satisfaction.

Saleh and Hyde (1969) addressed the same gender

issue when they studied the intrinsic and extrinsic orien-

tations of 600 workers. They based their study on the work

of Herzberg (1966), Maslow (1954), and McGregor (1960) who

emphasized the importance of intrinsic factors in contri-

buting to worker job satisfaction. Intrinsic components

refer to job content factors such as achievement, respon-

sibility, and skill growth. Extrinsic components refer to

job factors such as working conditions, salary, job

security, and peer relationships. The authors contend

that an orientation to one or the other relates to the ful-

fillment of a different set of needs. Intrinsic orienta-

tion relates to needs for growth and self-actualization

and extrinsic orientation to the physioloaical and security

needs. The authors contend that all individuals will seek

to fulfill the highest level needs that motivate them.

While some will be motivated to fulfill higher order needs,

others, because of situational variables, will be forced

to concentrate on lower order needs. They hypothesized

that those who are intrinsically oriented will show hi-iher
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levels of job satisfaction than those who are extrinsically

oriented. Their results supported the hypothesis. Over-

all, the dominant orientation for man was intrinsic while

that for women was extrinsic. It seems probable that women,

who often fill lower level positions, had less intrinsic

stimulation on the job whereas men who usually held the

iikgher level positions had more intrinsic stimulation on

the job and that this led to the different results.

This result would be in keeping with the findings

of researchers such as Fanshel (1976) who studied NASW

membership of male and female soc'al workers and found that

men dominated the administrative positions and earned

higher salaries.

Kravetz (1976) studied sexism factors in social

work. He found that men exerted the greatest influence in

areas of social work most consistent with traditional male

roles such as community organization and social work

administration, whereas women stayed in casework positions

which are often more closely associated with traditional

female roles. Female social workers, experiencing con-

flicts because of family and job roles, were often penal-

ized in areas of both salary and career advancement. Male

social workers were over-represented in social work educa-

tion programs with 55% of full-time faculty, 63% of full

and associate professorships, and 88 of deanshins of
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accredited graduate schools of social work being held by

males.

When Tropmann (1968) studied married professional

female social workers, those who had been promoted to

high-level administrative positions sometimes experienced

psychological conflicts between job and wife/mother roles

that were severe enough to cause them to abandon their

careers. The author speculates that this could be the case

because these women found it easier to give up their work

roles in their conflict situations than it would be to give

up the roles of wife and/or mother. Women who are career

oriented often avoid marriage and/or child-rearing. In

both cases, these women pay a high price for their deci-

sion. Chafetz (1972) addresses the same gender issues and

the obstacles faced by female social workers in the career

structure and concludes that the professionalization of

social work in effect "defeminized" it, making it more

intellectual, rational, scientific, and administrative.

In general, the author contends that professionalization

gave social work more "male" qualities allowing males to

dominate it.

Jayaratne and Chess (1982), studied a national

sample of social workers (N = 541). Variables in their

study included workload, comfort, challenge, financial re-

wards, promotional opportunities, role conflict and role
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ambiguity. Emphasis was placed on gender differences.

They found that male and female social workers appear to

have different frames of reference when evaluating their

jobs, although in absolute terms they expressed generally

similar degrees of satisfaction on the job. Female social

workers were significantly less satisfied with job comfort,

financial rewards, and workload than their male counter-

parts. The two best predictors of job satisfaction for

male social workers were job challenge and financial re-

wards whereas for female social workers they were job chal-

lenge and promotional opportunities. Marital status

emerged as a significant predictor of job satisfaction for

females, but not for males. The authors suggest that in

future research, the existence of different frames of

reference among males and females be considered when

studying job satisfaction.

Job Level

A The extensive body of literature available on job

satisfaction has usually identified the determinants of

job satisfaction as either the worker's individual charac-

teristics or the organization's structural characteristics.

But, since organizations are human systems, the interaction

of people filling positions in the organization can interact

to have an influence on the perception of job satisfaction.

-- n I i i n-S.. . . . . . .. . . . . .. . .
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Within that frame of reference, researchers found

that people in similar positions in the organization per-

ceived their task experiences in similar ways. (Herman,

Dunham and Hulin, 1975) These same authors found from

their research that employees who held similar positions

in the organizational structure reported similar levels of

satisfaction with such factors as pay, work itself, and

supervision. This seems to suggest that each level of the

organization provides different types of experiences and

that this differential pattern is distributed across the

organization. From their research they concluded that

factors related to the structural characteristics of the

organization and the employee's position in the organiza-

tion are more highly related to the employee's occupational

perceptions that are the employee's individual character-

istics such as age or education. They suggest that the

primary frame of reference the employee uses to evaluate

the job experience is the immediate work setting and that

this is related to the employee's apparent ability and

willingness to adapt to different work environments in

different levels of the organization. Herman and Hulin

(1972) and O'Reilly and Roberts (1975) reached similar

conclusions in their research.

Bergmann's study (1981) which investigated both

individual and structural characteristics as related to
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job satisfaction provided evidence that the hierarchical

level had the most pervasive effect on job satisfaction,

whether by itself, or when considered in terms of differ-

ential findings between levels on individual characteris-

tics such as age or education. He also found that higher

order needs such as personal progress and development

rather than lower order needs such as pay or supervision

were the strongest predictors of overall satisfaction.

He also noted that top-level managers frequently appear to

be more satisfied than their middle and lower level counter-

parts. He does suggest, however, that this may be due to

the different perceptions which managers have from their

organizational perspective and the fact that, due to their

age and education, they may feel more of their higher order

needs are being met than do their younger, less educated

counterparts.

Generally research has shown that job satisfaction

increases as job level progresses. (Gurin, Veroff, and

Feld, 1960) Porter (1962) reported that those in lower

management positions were more dissatisfied than managers

in top level positions. He suggested that this might be

due to the greater ego satisfaction, higher pay, status,

self-direction, and increased responsibility and authority

inherent in the top level positions. Porter (1963) also

noted that when management level was taken into account,
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there was no simple relation between size of the organiza-

tion and job satisfaction whereas the size of the

organization had little apparent effect on the relation

between organization level and satisfaction: higher level

managers perceive greater need satisfaction from their

jobs than do lower level managers, regardless of the size

of the organization.

The types of needs which are fulfilled at different

levels have an influence on the workers evaluation of the

job. Higher level managers seem generally more satisfied

with their jobs. Cummings and El Salmi (1970) reported

that need fulfillment deficiencies tended to increase at

successively lower levels in the management hierarchy with

the largest perceived deficiencies being found in the

higher order needs such as autonomy nd self-actualization.

Porter and Henry (1964) had previously found that at each

higher level of management employees placed increasing

emphasis on inner-directed as opposed to outer-directed

traits of the employee. These inner-directed traits would

correspond to the higher order needs reviewed in some of

the previously mentioned research.

Saleh and Hyde (1969), in a previously noted study,

had examined job satisfaction and its relationship to

intrinsic or extrinsic orientation on the part of the

employee. Their results supported the hypothesis that
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intrinsically oriented employees would show higher levels

of job satisfaction than extrinsically oriented employees.

It appears that higher level jobs tend to fulfill more

higher order needs which in turn allows the hiaher level

employee to experience higher levels of job satisfaction.

Among AFSWOs, it should follow that higher ranking AFSWOs

should express more job satisfaction because of the pre-

viously mentioned factors.

Length of Service (Tenure)

In studying the factors which influence the income

expectations of workers, Ganguli (1957) found income was

the most important aspect of the job relating to satisfac-

tion and that in this study a substantial number of workers

were actually dissatisfied with their pay. He found that

in reference to aspirations, the dissatisfied workers dis-

played a pattern in which the more they earned, the more

they wanted to make. But another important factor, tenure,

was influencing the satisfaction level of workers. The

author found that expectations in reference to income in-

creased with the length of tenure. Also, he found that the

worker's age was less a determinant of level of income

aspiration than was tenure. Admittedly, it is difficult

at times to separate the effects of increase of age from

those of tenure on the job since both increase simultane-

ously.
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Wild and Dawson (1972) studied the influence of a

number of biographical variables in reference to the over-

all job satisfaction of some female workers. They found

that both age and marital status had significant effects

on the relationship to job satisfaction. They also found

that with increasing length of service the relationship

between job satisfaction and attitudes toward self-

actualization, training, physical effort, and work condi-

tions decreased while the relationship with attitudes

toward pay increased. In a later study, Carnall and Wild

(1974) extended the results of the previous study to both

male and female workers and found basically the same re-

sults, namely, that age, marital status, and tenure had

significant effects on the importance of many job attitudes

in reference to overall job satisfaction.

In previously discussed research, a number of

authors studied the effects of tenure, as well as other

variables, on job satisfaction. Herzberg, Mausner,

Peterson, and Capwell (1957) reviewed the literature

available and found that the relationship between tenure

and satisfaction was U-shaped. Hulin and Smith (1964)

found that tenure and age had distinct effects on job satis-

faction. They suggested that this may be the result of the

individual's ability to adjust his/her expectations to that

which the work setting is probably able to provide. In

effect, employees can adjust to basically undesirable work:
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conditions by lowering their expectations of what the

environment will provide. They also suggest that employees

may start at a low level of satisfaction and then proceed

to a neutral state. Saleh and Otis (1964) found positive

increments in satisfaction up to the pre-retirement years,

at which point the level of satisfaction began to decrease.

They sive two possible reasons for this effect. First,

channels by which self-actualization needs could previously

be met were now blocked. Second, mounting job pressures

were more difficult to cope with than they were in pre-

vious years.

Gibson and Klein (1970) focused their study on the

main relationships of tenure and age in reference to job

satisfaction. They found a positive linear relationship

between age and job satisfaction, but negative linear rela-

tionship between tenure and satisfaction. They offer some

speculations about why tenure is negatively related to job

satisfaction. It is possible that as people begin their

careers, they may have high expectations of what the

organization will provide. In the early period of the

career feelings remain basically positive, but then the

realization sets in that the job environment and organiza-

tion probably will not be able to fulfill their original

expectations and dissatisfaction begins to occur. There

may also be an acculturation process which occurs when

people with positive attitudes come to an environment that
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has a "we/they" culture between management and non-

management (or possibly middle vs. upper-level management).

Finally, they suggest that as people remain in the organ-

ization over a period of years, they see peers pass them

in the promotion system and perceptions of favoritism or

unfairness may result.

AFSWOs may well display some of these same pat-

terns. But some organizational factors in the AF may

produce different results. The pattern described by Saleh

and Otis (1964) may or may not hold with AFSWOs. While

their study examined pre-retirement which really was

associated with the end of the total working career, many

AFSWOs, because of the current military retirement system,

are able to "retire" at ages from the early 40's to 50's

and thereby actually take up a new career in the civilian

sector. There certainly is concern about the fairness of

the officer promotion system in the AF and pass-overs for

promotion are not unusual. They may help to provide

satisfaction patterns among AFSWOs that are similar to the

results found by Gibson and Klein (1970). Also, the

military's ability to meet the needs of the younger AFSWOs

may not meet the AFSWOs own expectations. However, as one

accultrates to the system, gets promoted, assumes more

responsibility, and gains authority, the U-shaped pattern

of Herzbert et al. (1951) may be found.
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Locus of Control

Social learning theory (Rotter, 1960) has provided

the general theoretical background for this factor. In

general, it holds that a reinforcement acts to strengthen

the expectancy that a particular behavior or event will be

followed by that reinforcement in the future. Once built

up, failure of the reinforcement to occur reduces an

extinguishes the expectancy. When the reinforcement is

seen as not contingent upon the subject's own behavior, its

occurence will not increase the expectancy as much as when

it is seen as contingent. Conversely, its non-occurence

will not reduce an expectancy as much as when it is seen as

contingent. McClelland (1961) suggested that people who

are high in the need for achievement in all probability

will have some belief that their own ability or skill

helped determine the outcome of events. Phares (1962)

found that subjects who had an internal orientation and

who feel that they have some control of their situation

were more likely to exhibit perceptual behavior that better

enabled them to cope with potentially threatening situa-

tions than subjects who feel that chance or other non-

controllable forces determine the outcome of their efforts.

Rotter (1966) studied the effects of rewards as

reinforcement on preceding behavior depends in part on

whether the person perceives the reward as continQent on



,41

69

his/her own behavior or as independent of it. Persons

may also differ in their generalized expectancies for in-

ternal versus external control of reinforcement. An event

regarded by some persons as a reward or reinforcement may

be perceived differently by others. One of the determi-

nants of this response is the degree to which a person

feels that the reward follows from, or is contingent upon,

his/her own behavior versus the degree to which he/she

feels the reward is controlled by forces outside himself/

herself and could occur independently of his/her own ac-

tions. This forms the distinction between Rotter's con-

cepts of external control and internal control.

Those at the internal end of the scale have been

found to show more overt strivings for achievement than

those who felt little control over their environment.

Internally oriented people, if they perceive that it is to

their advantage to conform, may do so consciously and

willingly without yielding -ny sense of control. It is

only where it might be clearly to their disadvantage that

they would resist conformity pressures. In general he

concludes that people who have a strong belief that they

can control their own destiny are likely to (a) be more

alert to those aspects of the environment which provide

useful information for future behavior; (b) takes steps to

imorove the environmental condition; (c) place greater

value on skill or achievement reinforcements and te
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generally more concerned with their abilities and failures;

and (d) be resistive to subtle attempts to influence them.

Sims and Szilagyi (1976) investigated the auestion

of how characteristics of the individual moderated the

relationship between perceptions of job characteristics and

employee expectancies, satisfaction, and performance. They

studied how the effect of higher order needs, locus of

control, and occupational level moderated these relation-

ships. While higher order needs and job level were signi-

ficant moderators of job characteristic relationships,

locus of control was found to have no moderating effect on

these relationships.

The AF, being a highly bureaucratic organization

which uses numerous regulations to structure the effective

functioning of the various parts of the organization, would

seem to better meet the needs of externally oriented per-

sons. Persons with a strong internal orientation could

possibly have difficulties dealing with the external con-

trols and thereby react with lower levels of job satisfac-

tion in early years, but with higher levels in later

career years as the person adapts to the military organiza-

tion and learns how to effectively manipulate the

organization to meet their own individual needs.
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CHARACTERISTICS OF THE JOB

Supervision

At first thought, the assumption could be made that

the worker would derive some satisfaction or dissatisfac-

tion on the job as a result of the interaction with the

supervisor. Such an assumption, however, is not supported

by the data from research studies. In general, no signifi-

cant relationships have been discovered between the

supervisory behavior and the worker's level of job satis-

faction. (Nealy and Blood, 1968; Zander and Quinn, 1962;

Pelz, 1952)

In one study Kermish and Kushin (1979) a problem

of high turnover in a county welfare department was examin-

ed. Employees who left the agency were asked to state in

writing the reasons for doing so. Reasons people gave for

accepting the job in the first place were humanitarian

considerations, a desire to acquire skills in working with

people in need, and financial needs. Reasons cited for

leaving the agency in order of frequency were overwhelminc

job demands, poor morale in the agency, inability to help

clients adequately, poor supervision, low level of sup7,ort

from the administration, and little opportunity to be

creative and use initiative.
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accepting the job in the first place were humanitarian

considerations, a desire to acquire skills in working with
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from the administration, and little opportunity to be
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Organizational Size

There are numerous elements of the organizational

structure that can have an impact on an employee's atti-

tudes and the perception of job satisfaction levels.

Factors such as communication, job differentiation, span

of control, and coordination have been examined in other

research. The primary emphasis of the research reviewed

here will be on the size of the total organization and the

organizational subunit.

Much of the research on organization size has

concentrated on attempting to determine the optimum size of

subunits in organizations that lead to the best levels of

job satisfaction. These studies generally reach a similar

conclusion, namely, that smaller work units seem to be

associated with higher morale and greater job satisfaction.

Worthy (1950) found that size was definitely one of the

more important factors related to the employee's percep-

tions about the job. Smaller work units were associated

with higher morale and larger work units were associated

with lower morale. Viteles (1953) concluded that smaller

sized work groups produced better attitudes among workers.

A similar conclusion was reached by Strauss and Sayles

(1960).

Porter (1963) studied the size of the company as

related to the employee's need fulfillment and found that

.-. .' - * . * 4 * , % -. % * .* -!
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at lower levels of management the managers in smaller

companies were more satisfied than the managers of large

companies. However, at higher levels of management, mana-

gers in large companies were more satisfied than their

counterparts in smaller companies. Porter suggests that

there may be an interaction effect of job level in the

size of the organization in relation to the employee's

attitudes. He speculates that workers at the bottom of

large organizations have a much larger organization super-

structure and more people above them than do similar

workers in a smaller company. In effect, there are more

bosses above the worker in the larger company and the

worker has less influence within the organization than does

the worker in the smaller company. On the other hand, a

high level manager in a larger organization controls more

people than a similar manager in a smaller organization and

thus has more influence on the work environment. He fur-

ther suggests that there may be a dividing line somewhere

in the middle management area where the advantaqes offered

by larger organizations begin to outweigh the obvious

disadvantages and that greater material, financial, and

personnel responsibility rewards of the larger organization

may provide higher levels of satisfaction.

Talacchi (1960) studied the impact of organiza-

tional size upon the level of employee satisfaction. In

"-
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general, the results indicated that the size of the organ-

ization, mediated by division of labor and status differ-

entiations, did have a significant effect on the employees'

level of job satisfaction. He found that the larger the

organization, the lower the level of satisfaction. He

speculates that individuals with higher morale may for some

reason prefer to go to smaller organizations while indivi-

duals with lower morale may prefer to go to larger

organizations. Possibly, as subunit size increases, it is

possible that it becomes more difficult to maintain high

cohesiveness and good communications. Task specialization

may also be more prevalent. All of these may lead to

higher levels of dissatisfaction. Total organizational

size also may have an effect on the attitudes of workers.

Larger subunits may have disadvantages in large organiza-

tions, but it could also have advantaces as long as the

subunits within the larger organizations are kept relatively

small. They suggest that the subunit/total organization

distinction must be kept in mind due to the possibility

that the effects of one may be confounded by the effects of

the other.

Peer Support

There are other sources of satisfaction on the job

than merely those related to aspects of the job itself.

JA..
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The social aspect of the job environment has been studied.

Macoby (1975) noted that such factors as union activities

and social relationships can provide some of the satisfac-

tion for many employees. The work group provides a source

of identification, a way to fuifill interpersonal and

friendship needs and thus leads to increased levels of job

satisfaction. (Zalesznik, Christenson, and Roethlisberger,

1958)

Cobb (1975) focused his work on the role of the

social support system on the job. He breaks down the con-

cept of social support into three basic categories. First,

there is information which leads the person to believe

that he/she is cared for and loved. This is transmitted

in intimate situations which involve mutual trust. Second,

there is information which leads the person to believe that

he/she is esteemed and valued. This is most effectively

proclaimed in public and leads the individual to esteem

himself/herself and reaffirm the sense of personal worth.

Third, there is information which leads the person to

believe that he/she belongs to a network of communication

and mutual obligation. This is a common and shared pheno-

menon in which everyone in the network is aware that every

other member also knows it.

Cobb believes that this type of social support

helps the person to cope with the exigencies of daily

living. Since such social support is part of the person's
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developmental milieu, one should not expect to see a direct

impact from it. However, it does influence the person in

an indirect manner by moderating the impact of significant

events in the person's life pattern. There is no reason

to perceive of such social support as a panacea, but social

support is an important element in the person's overall

functioning and could well be one of the important factors

that influence the employee's overall perception of satis-

faction with the job.

In this dissertation, Cobb's concept of social

support will form the basis for this author's concept of

professional isolation. Since many AFSWOs practice in

either geographically isolated situations, or in assign-

ments where the AFSWO is the only professional social

worker/mental health professional on the base, a lack of

professional peer support, (professional isolation) may

prove to be a factor which negatively impacts on the AFSWOs

overall perception of job satisfaction.

Wasserman (1971) studied professional social

workers in a bureaucracy and noted that one of the com-

plaints that was voiced was the lack of group meetings with

supervisors to discuss case problems. Apparently, they

felt there were sufficient meetings to discuss administra-

tive policies and procedures. The social workers studied

generally felt that their supervisors were not competent
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or helpful. The author concluded that the bureaucratic

system stimulated and reinforced a type of defensive

behavior among the professional social workers instead of

a more positive coping behavior. This indirect lack of

administrative and agency support kept the workers off-

balance. As caseloads, rules, regulations, and procedures

frequently changed, the workers experienced increasing

instability and insecurity on the job. Wasserman stresses

a need for informal groups in the work setting of such

bureaucracies. Such groups serve two supportive functions:

(1) they become the focal point for expressing complaints

about the organization, and (2) they form one of the most

important social systems for providing emotional support

for workers and a sense of mutuality among them.

Maslach (1976) has found that workers are prone to

less burnout if they actually express, analyze, and share

their personal feelings with their colleagues. They not

only get things off their chest, they can also receive

constructive feedback from others who understand and are

then able to develop new perspectives and understandings

about their relationship with their clients. The results

of this study also add the element of bureaucratic support

to the concept of professional isolation to be studied

.M later.
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Job Security

Job security among AFSWOs is a concern of some

significance. In all branches of the military in the

United States, the "up or out" policy is in force for offi-

cers. This policy demands that, in most cases, if an

officer is not promoted at the various selected year points

in the career, another opportunity is offered during the

next chronological year. If promotion is still denied,

the officer is usually required to leave the service.

Thus, regardless of the individual officer's desire to

remain in the service, the decisions of other unknown offi-

cers on promotion boards holds an important key to job

satisfaction. To an important degree, then, many officers

feel their promotability is in the hands of forces outside

of their control. This concern over job security, even

though it comes to the fore only at selected year points

in a career, (i.e. years 4, 11, 15), still carries with

it concerns for long-term job security as each one of the

year points is successfully passed. The impact this sys-

tem could have on job satisfaction is evident.

Research has demonstrated that worrying about one's

job security does have an effect on job satisfaction.

Gurin, Veroff, and Feld (1960) showed that dissatisfied

workers show a disproportionate concern for their job

security. In another study, Mann and Williams (1962)
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examined the attitudes of employees in an organization

which had just implemented a new data processing system.

The effects of introducing this new system included a

tightening of task structure in the office, increased risk

for individual jobs, an emphasis on understanding the

overall system, and a greater need for interaction among

the workers. The authors found that while the employees

felt more satisfied because they had more job responsi-

bility, an increased opportunity to learn new things, and

more task variety, they also felt less satisfied with

their jobs as a whole and expressed increased concern that

the computerized process was placing their jobs at risk.

Altimus and Tersine (1973) investigated the job

satisfaction of young blue collar workers and, considering

intrinsic job variables including job security, esteem,

autonomy, self-actualization, and total satisfaction,

found that the youngest workers were significantly less

satisfied than the older workers in only one of the areas,

job security.

On the other hand, O'Reilly and Roberts (1975),

in their study of U.S. Navy officers and enlisted personnel,

examined individual traits and structural job characteris-

tics as related to job satisfaction. Among the individual
traits studied were ability, personality traits, and

motivational traits. Among the motivational traits were
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occupational status, self-actualization, power over others,

high financial reward, and job security. Their results

indicated that there was no strong relationship among the

job attitudes and the individual traits, including job

security. Since the individual traits were, however,

shown to be strongly related to organizational variables

while unrelated to job satisfaction, the authors suggest

that individual traits may predict the attainment of organ-

" izational position and it is the structural characteristics

of the position once it is attained that may well deter-

mine the worker's affective response to the job itself.

Skills and Training

A work environment which allows the optimal devel-

ooment and use of skills and training has been shown to be

related to increased levels of job satisfaction. (Argyris,

1960) Kermish and Kushin (1969), in their study of county

welfare oersonnel, found that one of the reasons cited for

leaving the agency was that in-service training was

unsatisfactory and that a majority who left would have

considered staying on the job if there had been some

changes in the agency's policies and environment. Employees

also cited the lack of opportunity to use their own creati-

vity and initiative as one of their major complaints.

Wasserman (1979) also studied new social workers

*1
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in a public agency and noted that the organizational char-

acteristics of the agency tended to have more impact on

decision-making in reference to clients than the actual

skills and knowledge of the social workers. He exa-ned

the extent to which the professional practice of ial

work was determined by the knowledge and skills o he

social worker and to what extent it was determinec struc-

tural constraints of the organization, thereby reducing the

professional impact of these workers in their role with

their clients. He states that at least half of those in

the study felt frustrated by these organizational con-

straints which did not allow them to employ their knowledge

and skills. The author concluded that the knowledge and

skills acquired during their professional education often

was insufficient to meet the demands imposed by the organ-

izational constraints.

Steinman, Welch, and Comer (1978) state that there

is general agreement in the literature on public welfare

agency personnel regarding the inadequacy of their profes-

sional preparation. The professional status given to

social work often implies the possession of rather sophis-

ticated expertise, impartial inclination to apply that

expertise to cases, and the commitment to service. But

professional training is not always adequate and as such

can have a negative influence on the social workers
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capacities to do the job as well as the desire to do so.

Meinert's (1975) study of the professional satis-

faction of social workers examined their anchoraae to the

profession. High professionally anchored social workers

(HPASWs) who had advanced education (Master's Degree in

Social Work) and ACSW accreditation were found to have

higher satisfaction levels than the low professionall':

anchored social workers (LPASWs) who did not possess com-

mensurate academic and professional credentials.

Maslach (1978) states that research with 200 pro-

fessionals at work made it clear that social service

professionals need to have special training and preparation

for working closely with people. While certain technical

skills may be well developed, the ability to handle the

intense, continual interactions with clients, which often

are highly emotionally charged, often is not very well

developed and ultimately has a negative effect on the

worker's functioning on the job.

Income

There has been much popular opinion expressed that

income is a primary motivator of employees and seemingly

compensates for other deficiencies in the worker's job

environment. Research has not borne out that opinion.

Herzberg, Mausner, Peterson, and Capwell (1957) fcund that

V.
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pay was not the primary concern of employees. Job security

was the first concern.

The income factor has been associated with level

of education in some studies. Meinert (1975) stated that

in relation to monetary rewards, professionals are usually

compensated at generous levels. However, in some occupa-

tional groups such as social work, the level of income has

not been commensurate with other professional groups. The

author suggests that the belief is common that social

workers probably derive at least some amount of compensa-

tory symbolic gratification from their professional roles

.. and activities. The results of his study indicated that

*while social workers are satisfied to a relatively high

- . degree with their career choice, job performance, and role

-" -in the organization, they are only moderately satisfied

with their level of income and relatively dissatisfied with

the symbolic recognition by society and other professions.

These results appear to indicate that the popular view of

the compensatory role of the social work value system does

not always serve to moderate the professional social workers

aspirations for adequate financial reward.

O Klein and Maher (1966) hypothesized in their study

that higher education levels would result in lower levels

of satisfaction with salary level. Their results supported

* the hypothesis. First level managers who had a college

0
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level education were less satisfied with their pay than

were their less well-educated peers. They found that the

major predictors for satisfaction with pay were the expec-

tations of what the salary level would probably be in the

organization as opposed to what salary could be commanded

outside the organization. The higher educated managers

were more optimistic about the external possibilities and

less optimistic about the possibilities internally. The

authors do not speculate on whether the aspirations are

well-founded or if they could be part of a "grass is

greener" syndrome. Ganguli (1957) in his study found a

corroborating result when he concluded that for dissatis-

fied employees the present income level served as a frame

of reference by which aspirations were set so that it was

generally true among the workers he studied that the more

money they earned, the more they wanted. He also found

a positive correlation between the level of education and

the level of income the worker aspired to have. The more

educated the employee, the higher the aspiration.

Gender has been found to be related to the level

of income and subsequent satisfaction with the job. It

comes as no surprise that males, who hold the majority of

administrative level positions in the social work profes-

sion, generally earn higher levels of income than the

professional female social workers. (Fanshel, 1976)

I"2
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Voydanoff (1980) analyzed the relationship between

perceived intrinsic and extrinsic job characteristics and

overall job satisfaction. The author found some results

with gender implications. One of the major differences

found between male and female workers was that women placed

greater emphasis on financial perception of role strain

while men placed more emphasis on financial rewards and

promotion. The author suggests that this result is probably

related tothe fact that in most organizations women are

concentrated in the subordinate positions in the organiza-

tional structure while men occupy the higher level positions

for which good income and promotion are more important fac-

tors.

Jayaratne and Chess (1982) concluded from their

study of social workers that male and female social workers

may have different frames of reference when they evaluate

their jobs. They found that while both genders expressed

similar overall job satisfaction levels, females were sia-

nificantly less satisfied with job comfort, financial

rewards, and workload than the males. While job challenge

was a good predictor of job satisfaction for both males

and females, financial rewards was more a predictor for

males and promotional opportunities for females.

Stockford and Kunze (1950) found a similar pattern.

They concluded that men showed more sensitivity to money

issues than women did. They speculated that this could

*.
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have been due to the traditional male role as primary

income producer whereas women often provided the secondary

source of family income. They also found that the adjust-

ments an individual makes to a job are affected by the

starting wage. The wage rate helps form the initial mental

set about the organization and impacts on consequent atti-

tude formation. If dissatisfied with wages in the early

period of a job, this negative attitude often lasts long

past the time when the worker's wages exceed anything

earned before.

The implications of these findings are of interest

when studying AFSWOs. There are no differences in pay

based on gender in the military. Pay is directly related

to the rank of the individual so that all members in a

specific rank, male and female, receive the same pay.

Conceivably female AFSWOs should not express any signifi-

cantly different level of satisfaction with pay when com-

pared with their male counterparts. In reference to the

impact of educational level the question is also of

interest. In many settings, additional education level

produces increased income, but in the military people of

different educational levels often are in the same rank.

Will this produce dissatisfaction for those with higher

educational levels?

-p°
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Geographic Location

Numerous aspects of the job have been studied in

relationship to job satisfaction. Geographical location

of the job is not one of them. This factor is of more

importance in the military setting than it would be for the

traditional setting in which most social work in the civil-

ian sector takes place. Most civilian social work is

practiced in metropolitan areas in the United States.

The same is not true in the Air Force. There are numerous

Air Force bases located in geographically less populated

areas in the United States. Additionally, the overseas

assignments are often located in geographically isolated

settings and in cultures with which the AFSWO may not be

familiar. The impact of this geographical variable, then,

takes on importance in studying the job satisfaction of

AFSWOs.

Studies on the characteristics of the community on

job satisfaction are scarce. Vaydanoff (1980) examined the

impact of extrinsic factors on the level of job satisfac-

tion. The study used the distinction made by Herzberg,

Hausner, Peterson, and Capwell (1957) between extrinsic and

intrinsic characteristics of the job. But these studies

conceived of extrinsic factors as primarily those of the

immediate work environment, not the overall geographical

environment.
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Katzell, Barrett, and Parker (1961) and Cureton and

Katzell (1962) studied the possible use of community char-

acteristics as moderator variables which would moderate

the direction and strength of the relationship between job

satisfaction and some of the other variables such as job

performance, absences, and turnover. The data generally

indicated that average satisfaction scores and group pro-

ductivity were unrelated. There were actually negative

relationships between satisfaction, productivity, and such

community variables as city size. Satisfaction scores

turned out to be negatively related to the prosperity of

the community. Satisfaction with pay tended to be more

negatively related to the prosperity of the community than

did the other aspects of job satisfaction.

Hulin (1966) studied the effects of community

characteristics on job satisfaction and concluded that

there are generally significant and often sizable correla-

tions between job satisfaction and economic community

characteristics. He concludes that this appears to be

evidence that job satisfaction is a product of the discre-

pancies between expectations and actual experience on the

job and the frame of reference of the worker against which

the workers evaluate their present position and the alter-

natives open to them. Community characteristics serve as

part of this frame of reference. He concludes that

conceptualization of job satisfaction which do not include

S0
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recognition of the role played by frames of reference are

inadequate. Community and situational variables should not

be considered simply as nuisance or moderator variables,

but as variables having a direct effect on job satisfac-

tion.

Role Conflict

The AFSWO has a number of roles to fulfill in the

job setting. At one and the same time the AFSWO is a

military officer, a therapist, a consultant to other

departments and agencies on the base, a manager of family

advocacy programs and CHAP (Children Have a Potential) pro-

grams, a liaison person with civilian agencies which are

responsible for child advocacy and education programs.

The conflicts that can result from these roles competing

with each other are obvious.

Kahn, Wolfe, Quinn, Snoek, and Rosenthal (1964)

focused on the role strain associated with integrating the

various roles the social worker fills with the various

demands made by the organization. Usually the social

worker operates under the authority of laws, regulations,

and policies and in situations wherein the clients are not

seeking the social work services on a voluntary basis.

All of this can set up contradictory expectations which

the social worker is expected to fill to the satisfaction

of the organization, the client, and the social worker's
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own values. The result of these incompatible or barely

- -: compatible demands on the social worker is known as role

1P- conflict. While working under such conditions can often

lead to a number of physical and emotional symptoms, there

also is the negative effect on the social worker's perfor-

mance to consider. The overall pattern can lead to

increased levels of dissatisfaction with the job. Kahn

et al. (1964) also found that frequently in role conflict

situations, work overload is present in which there is the

perception that too much is to be done and it cannot be

handled within the constraints imposed by time and human

and physical resources. They differentiated between quali-

• .-- tative overload wherein duties are too difficult to com-

plete, and quantitative overload wherein there are too many

duties to take care of.

Some have found that tasks involving boundary

spanning activities should be more conducive to role con-

flict (Kahn et al, 1964). Other researchers found boundary-

spanning activities to be unrelated to role conflict. A

sample of managers and engineers showed no such relation-

ship, but a sample of supervisors in the same study did

show a significant relationship between boundary-spanning

- .activities and role conflict. (Keller, Szilagyi and

--". Holland, 1976) Green and Organ (1973), Lyons (1971), and

Rizzo, House, and Lintzman (1970) also concluded that there

• :-... ...-. ......-...-..-.. ....... ..... .- -- ..-_. ...,-:, o . .. ..- . - * , . . *. *. .* .. .-.... .,.. .. . . . . -. . . .. ,.
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were negative relationships between role conflict and job

satisfaction.

Some role conflict has been attributed to the

characteristics of certain jobs with the governmental sec-

tor. Rainey (1979) hypothesized that there is greater

vagueness and intangibleness of goals in government opera-

tions and that this could lead to middle managers having

higher levels of perceived role conflict. However, he

found no significant differences between government and

business managers. He concluded that performance in public

sector jobs might be more difficult to assess and the task

expectations of public sector jobs might inherently con-

flict, but apparently there were no role-related conflicts.

Johnson and Stinson (1975) tested military officers

and service personnel (95% male) to see if need for achieve-

ment and need for independence moderated the relationships

between role conflict, role ambiguity, and job satisfaction.

They found that different types of individuals responded

differently to role conflict and role ambiguity. Persons

.- with high need for achievement had the following charac-

teristics: (a) they are goal-oriented; (b) they placed

greater emphasis on accomplishing tasks as quickly as

possible; (c) they placed more emphasis on exerting their

best effort; and (d) they placed more emphasis on success

than on being self-content. They tended to be more

.. %
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dissatisfied if their situation was ambiguous since it

conflicted with their characteristics. High need for

independence individuals are characterized as basing their

actions on their own judgements and evaluations more than

the low-need-for independence persons. They expressed

less desire to be told what to do by persons with legiti-

mate authority. The authors concluded that they perceive

conflicting role demands as a limitation on opportunities

to exercise individual judgement.

Chafetz (1972) sees traditional cultural roles as

influencing American society to perceive women, even when

working, as still having the major responsibility for care

of home and children. These roles often prevent women from

attaining the higher occupational levels since they have to

contend with the competing demands of the professional

and home/child caring needs. The psychological conflict

resulting from this conflict of roles can impact negatively

on the woman's perceptions of career opportunities leading

to lower levels of perceived satisfaction.

SUMMARY

In this review of the literature, the writer has

examined the various factors which researchers have studied

in relationship to the level of job satisfaction of workers.

The literature generally indicates that job satisfaction
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is a multi-faceted concept composed of various specific

facets which are related to the characteristics of the

individual, the organization, and the job itself. The

literature also indicates that there is considerable ambi-

guity and inconclusiveness regarding how some of the facets

are related to job satisfaction, or in some instances,

whether they are related at all. Just about all of the

studies reviewed obtained their data from the workers by

using questionnaires and similar instruments. Some re-

searchers reviewed previously obtained data from other

studies to reach their conclusions.

There are some limitations in the literature re-

viewed. The use of the questionnaire tends to measure the

workers responses at a static moment in time. There appear

to have been no generally concerted efforts among

researchers to measure job satisfaction over a period of

time to see what changes may take place due to changes in

the person-organization-environment mix. This tends to

produce results that are static in nature and do not exai-

the dynamic aspects of job satisfaction levels. Admittedly,

much more time and effort would be needed to measure :ob

satisfaction over time and employee turnover and management

reluctance to submit their organizations to such on-aoino

study could be problematic.

Also the nature of the organizations and erI'.

studied provide some additional limitations. Yost

e .



94

satisfaction studies have taken place in industrial set-

tings using blue-collar employees. A much smaller percen-

tage used management employees in industry. Those which

used social work officers in the military are for all

practical purposes nil. There are differences of education,

perspective, and values among these different employees and

organizations which inhibit direct transferring of findings

from one to another. Some findings, therefore, must be

extrapolated and used with some caution when making any

comparisons.

0



CHAPTER TII

METHODOLOGY

This study was designed to examine some of the

relationships between the selected variables which the

literature review identified as having some relevance to

the job satisfaction of employees in bureaucratic organiza-

tions. The profession of social work and the United States

Air Force was used to analyze these relationships. The

pertinent literature has been reviewed and this has pro-

vided the framework for the development of the operational

procedures used to measure the study variables. The review

of previous research led to the development of a set of

hypotheses to be used in this study.

'-" RESEARCH DESIGN

Kerlinger (1964) states that "research design is

the plan, structure, and strategy of investigation con-

ceived so as to obtain answers to research questions and

to control variance." (p. 275) Each research project may

offer to the researcher several options or, based on the

unique needs of the study, a unique course of action. The

researcher is usually limited to the use of a specific

(95
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design which best addresses the objectives of the research

and best utilizes the resources and talents available.

Selltiz, Wrightsman, and Cook (1976) discussed

general groupings of the purposes of research and suggest

the following four:

1. To gain familiarity with a phenomenon or to

achieve new insiahts into it, often in order

to formulate a more precise research problem

or to develop hypotheses (exploratory research);

2. To portray accurately the characteristics of a

particular individual, situation, or group

(with or without specific initial hypotheses

about the nature of these characteristics)

(descriptive research);

3. To determine the frequency with which something

occurs or with which it is associated with

something else (usually, but not always, with

a specific initial hypothesis) (correlational

research);

4. To test a hypothesis of a causal relationship

between variables (experimental research).

(p. 90)

After reviewing the problem to be studied, the

purpose of the study and the nature of the variables
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involved, a correlational study which contained quantita-

tive-descriptive hypothesis testing was chosen. This job

satisfaction study of AFSWOs met the criteria for such a

.- study in that (1) it did not meet the requirements for an

experimental study because of the ex-post-facto study

situation in which the independent variables already existed

and were not amenable to experimental control; (2) the

variables to be studied were able to be measured quantita-

tively; and (3) a number of hypotheses would be tested in

the study. The hypotheses in this study predict the

direction of the relationships between the study variables.

The following variables were selected for this study.

INDEPE',TDENT W7ARIABLES

Professional Isolation vs. Peer Support: In many

Air Force assignments the AFSWO is the only social worker

and/or mental health professional assigned to a base. This

can be the result of either the limited size of the base or

the geographical location of the base. This aspect is

measured by responses to the questions: "Including your-

self, how many social workers are assigned to your base?"

and "How many other helping professionals (psychiatrists,

psychologists, and mental health professionals, not social

workers) are assigned to your base?" Professional isolation

will refer, then, to the absence on the base of either

- - . - ..- . . . ..... . . ....
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other social workers or mental health professionals with

which the AFSWO can identify and from which informal group

support can be obtained.

Organizational Size: Size will refer to two as-

pects of the organization. First, it will refer to the

number of active duty personnel assigned to the entire base

and will be measured by responses to the questions: "What

is the size of the base to which you are currently

assigned?" Respondents will check one of the appropriate

categories ranging from "less than 500" to "over 6000."

Second, size will also refer to the number of personnel

assigned to the particular subunit (i.e. hospital, clinic)

on the base to which the respondent is assigned. This

aspect will be measured by responses to the question:

'How many personnel work at the particular facility to

which you are assigned?" Respondents will check one cate-

gory ranging from "less than 25" to "more than 750."

Geographical Location of the Assignment: This will

refer to the actual location of the base and will differ-

entiate between duty locations in the United States and

those overseas. Data can be grouped into larger sets such

as Europe, the Pacific area, the United States, as well as

into specific areas such as states and countries.

Personal Factors: All AFSWOs must have at least a

Masters Degree from an accredited school of social work.
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A small percentage of them have Doctoral Degrees in social

work. This will be measured by asking the respondent to

list the highest level of formal education achieved. Also,

certain personal factors can influence, in as yet unknown

ways, the results of this study. It is possible that items

such as age, gender, marital status, military rank, and

years of military service could have an effect on the

responses regarding job satisfaction. A personal data sec-

tion of the questionnaire will be used to gather this data.

Role Conflict: This refers to the conflicting

demands that the AFSWO perceives as being present in the

job role due to the demands arising from both organizational

and professional needs. It will be measured by responses

". to a number of Questions such as: "On my job, I can't

satisfy everibody at the same time." A Likert-type scale

will be used to Quantify the responses.

DEPENDENT VARIABLES

Job Satisfaction: The literature indicates that

there are different ways to measure job satisfaction.

--. Beehr and Newman (1978) measured such facets as communica-

O tion processes, organizational consequences, and environ-

mental factors. Porter and Lawler (1965) measured span

of control, line vs. staff, organizational size and

O. centralized vs. decentralized decision-making as related

-°
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to job satisfaction.

Other authors concentrated on the individual.

O'Reilly and Roberts (1975) studied individual differences

in personality as related to job satisfaction. Carnall and

Wild (1974) studied biographical and employment variables

and overall job satisfaction. Caldwell and O'Reilly (1982)

studied the worker's perception of the task and its impact

on job satisfaction.

Fournet, Distefano and Pryer (1966) looked at both

the individual and organizational aspects of job satisfac-

tion. They measured individual characteristics such as

age, gender, and education, and organizational characteris-

tics such as management, supervisory style, and job secur-

ity.

In this study, job satisfaction of AFSWOs is assumed

to result not solely from purely personal characteristics

of the worker, or from characteristics of the job itself,

but from the interaction between the two. In this study,

then, job satisfaction will be measured by obtaining the

AFSWOs perception of his/her own global feelings about the

level of their own job satisfaction. This approach was

used by Quinn and Shepard (1974) and Jayaratne and Chess

(1982). Job satisfaction will be measured in this study

by respondent's answers to a global, job-facet-free ques-

tion which measures the AFSWO's overall perception of his/

--" • -- - • " .... . . . . . . . .. . . . . . . . . . .... . . . . . . . .. . . . . . . . . . . . . . .. ,.. . ." . "
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her own job satisfaction: "All in all, how satisfied

would you say you are with your job?" Responses will be

made on a 4 item Likert Scale from "very satisfied" to

"not at all satisfied."

HYPOTHESES

The review of the previous research and relevant

literature, in addition to the personal experiences of the

researcher as an Air Force Social Work Officer, led to the

formulation of the following hypotheses:

Hypotheses I

Professional isolation (as opposed to a profession-

al peer support condition) will decrease the level

of job satisfaction among AFSWOs.

Hypotheses II

The size of the organization subunit to which the

AFSWO is assigned will be inversely correlated to

the level of job satisfaction.

Hypotheses III

An overseas assignment (as opposed to one in the

United States) is likely to decrease the level of

job satisfaction.

4 oi
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Hypotheses IV

The AFSWOs perception of role conflict will be

inversely correlated to the level of job satisfac-

tion.

Hypotheses V

Because there are conflicting findings in past re-

search, it will be assumed that age, gender,

marital status, and military rank, will not be

significantly related to job satisfaction, and the

null hypotheses (no differences) are offered in

these instances.

DATA COLLECTION

The Sample

The study population selected for inclusion in this

research was composed of 196 of the 206 AFSWOs on active

duty at the time the questionnaire was mailed out. Ten

AFSWOs were deleted from the study by the researcher because

they had less than one year of actual experience in the

Air Force and it was determined that they had insufficient

experience within the system to provide informed responses.

The 196 AFSWOs studied, were assigned to various job roles,

in assignments throughout the world. Most were assigned

to operational AF bases, but a small number were in Air
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Force Institutes of Technology (AFIT) sponsored doctoral

education programs in civilian universities around the

country. At the operational bases, the AFSWOs work in

medical facilities ranging in size from out-patient clinics

with no beds for inpatient care, to a large 1000 bed medical

center having many medical specialties and capable of

caring for a large inpatient population. The AFSWOs studied

were assigned to USAF medical facilities in all major areas

of the world from the continental United States (CONUS), to

the Western Pacific (PACAF) and Western European areas

(USAFE). Of the total population of 206 AFSWOs, a sample

of 196 (95%) was included in this research.

Instrument

The survey questionnaire method was selected to

gather data because the study population was geographically

located throughout the world. Authorization to conduct the

survey and a survey control number, SCN 83-62, were

requested and received from the USAF (Appendix A) . Prior

to this study being initiated, the topic was discussed with

Colonel Stuart S. Myers, the Associate Chief for Social

Work, who agreed that the study topic had value for the

improved management of the AF social work program and

verbally endorsed the study. The questionnaire utilized

in this research consisted of the Professional Satisfaction
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Inventory. This instrument was developed, pre-tested,

and the validity and reliability were established by

Jayaratne and Chess (1982) for their survey of professional

social workers in the United States. The questionnaire was

used with their approaval (Appendix B) and was adapted to

the circumstances of the USAF by adding some questions

using objective indexes to measure the size of the base,

income, military rank, and the type of USAF setting which

best characterized the practice settings. A few items were

deleted from the original instrument because they had no

bearing on working conditions in the USAF. Such items in-

cluded questions relating to malpractice insurance and

private practice, and role ambiguity. The latter was de-

leted because from the researcher's experiences, the role

of the AFSWO is very clearly spelled out in the AF regula-

tions (AF Reg. 36-1) (Appendix C). The problem seems to

be one of role conflict. All other content of the original

instrument was kept intact as developed by Jayaratne and

Chess (1982).

Questionnaire Content

The questionnaire contained questions to gather

both demographic data and data regarding the perceptions

of the AFSWOs about aspects of their job role and work

environment (Appendix D).

.,J.

...
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Demographic data from the questionnaire focused on

the following aspects:

1. Location of assignment,

2. Size of the base and subunit,

3. Age,

4. Gender,

5. Military rank,

6. Years of military service,

7. Ethnic background,

8. Marital status,

9. Income,

10. Educational degree, and

11. Professional certification.

Perceptions about the actual job itself focused on

the following aspects:

1. Caseload,

2. Practice methods,

3. Character of work setting,

4. Peer support and professional isolation,

5. Job related issues such as challenge, comfort,

role conflict, financial reward, promotion

opportunity, and supervision,

6. Training programs,

.. . . . . . . . . . .
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7. Emotional responses including depression,

anxiety, irritability, and burnout.

8. Global perception of level of job satisfaction,

9. Locus of control (based on Rotter, 1966),

10. Somatic complaints,

11. Need levels (based on Maslow, 1954), and

12. Self-esteem.

Distribution of the Survey Instrument

The survey instrument was distributed to the 196

members of the research sample by first class mail on

September 23, 1983. The materials sent included a cover

* letter, the study instrument, a Privacy Act Statement,

a self-addressed, stamped envelope, and a stamped post-card

to be returned separately from the instrument so that the

researcher could keep accurate records of the respondents

without knowing which instrument was completed by which

individual. This allowed confidentiality of responses to

be maintained (Appendix F & G).

The researcher waited approximately three weeks

before the second mailing was sent out. This period of

time was selected because there was a time lag getting the

instruments to and from some overseas locations. On Octo-

ber 17, 1983 the second mailing went out to non-respondents

(Appendix H). This included another instrument, a letter
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of appeal, a Privacy Act Statement, another post-card and

self-addressed envelope. On November 7, the final mailina

was sent to non-respondents and included a package similar

to the second mailing (Appendix I). The final response

rate included 151 responses out of a total sample of 196

(77%). Of these auestionnaires, two were unusable because

of insufficient data provided by the respondents. The

study used data from 149 of the 196 (76%) AFSWOs who re-

sponded to the survey.

Statistical Analysis

The nature of the study problem, the framework of

the study, and the design of this research study have dic-

tated the choice of the statistical procedures used in

analyzing the data.

The data obtained from the survey questionnaires

were coded and punched onto computer cards which then pro-

vided the medium for beginning the computer analysis of

the data. Correlational analysis was selected as the sta-

tistical procedure to be used to measure the strength of

association between the independent variables and the

dependent variables. Nachmias and Nachmias (1981) state

that the "... correlational design, often referred to as

the cross-sectional study, is perhaps the most predominant

design employed in survey research." (p. 123) Nie, Hall,

_ ___ - - '...-. *na t . . -A -A
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enkins, ~norenner, and Bent, in their introduction to

:orrelation analvss state that

... the correlation coefficients indicate the de-
gree to which variation (or change) in one variable
is related to variation (change) in another. A
correlation coefficient not only summarizes the
strength of association between a pair of variables
but also orovides an easy means for comparing the
strength of relationship between one pair of varia-
bles and a different pair." (D. 276-277)

Initially, the Frequencies subprogram of SPSS (1975)

was used to obtain the descriptive statistics such as the

mean, minimum, maximum, and standard deviation for the

study variables. A number of analyses were accomplished by

breaking down the data from an independent variable into

two groupings and then testing the differences between the

two means to determine whether they were equal or unequal.

To obtain these t-tests for the differences of means, the

T-Test subprogram of SPSS (1975) was used. In other in-

stances the data from an independent variable was broken

down into three levels to determine whether the treatment

means were equal or not. To accomplish this the One-Way

subprogram of SPSS (1975) was used. In cases where the

data was continuous over a range, and the data was interval

level, the Pearson Corr subprogram of SPSS (1975) was used.

This provided a numerical measure of the relationship (or

lack of one) between the two variables under consideration.

Finally, to study the simultaneous effect of a set of the
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* - independent variables on the dependent variable, the Re-

gression subprogram of SPSS (1975) was used to obtain the

correlational coefficients for the relationships between

the set of independent variables and the dependent varia-

ble. This produced a numerical measure of the relative

importance of the independent variables as predictors of

change in the dependent variable.

LIMITATIONS OF THE STUDY

There are three basic limitations to this type of

- study. First, the sample being tested is not being ran-

domly selected. There is a risk, therefore, of obtaining

a biased sample which could result, in this study, from a

low response rate to the mailed questionnaires. Self-

selection could effect the data, for example, if only those

AFSW'Os responded who had an over-riding interest in the

subject matter. Because of that danger, three separate

mailings were used to increase the response rate. Second,

the generalizations res.ilting from this study may have

limited applicability for other organizations which are not

similar to the USAF and to employees who may have different

. value systems than AFSWOs. Third, this study was limited

to USAF bases and AFSWOs in the continental United States

and overseas. As such, the generalizations of the study

may only inferentially apply to other military organizaticns

... . . . . . . . .
-_-- '°%7 *'_ __% - -



which have a different mission and structure or to other

organizations which do not have the same organizational

characteristics.

IMPLICATIONS FOR SOCIAL WORK

Since the social work profession plays an impor-

tant role in the mental health delivery system of the USAF,

a study examining the level of job satisfaction of the

AFSWOs and the facets of the job, organization, and envi-

ronment which have an effect on that level is important for

this sector of the profession. Studies which help the

profession of Air Force Social Work to better understand

the role of the AFSWO and the interaction with the overall

Air Force organization offer an improved data base for Air

Force social work program managers to improve the pelic s

used to manage the program and thus improve the effective-

ness of the Air Force Social Work program.



CHAPTER IV

RESULTS

DESCRIPTION OF THE SAMPLE

This chapter will focus first on the general charac-

teristics of the sample of Air Force Social Work Officers

(AFSWOs) who participated in the survey. The five study

hypotheses will then be evaluated by use of the appropriate

*[ statistical procedures.

Assignment

A total of 149 AFSWOs responded to the survey.

They were stationed at bases around the world. One hun-

dred and thirteen (67%) were assigned to bases in the

'-- United States (CONUS). Of the remainder, 29 (20%) were

* assigned to Europe (USAFE) and 7 (4%) were assigned to the

- - Orient (PACAF). Figure 4.1 presents this data graphically.

Most were assigned to seven major commands in the Air

Force (Figure 4.2).

Sex

As Figure 4.3 displays, 121 (81%) of the respon-

dents were male while 28 (19%) were female. Given the male

111
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FIGURE 4.1

LOCATION OF ASSIGNMENT
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FIGURE 4.2

-MAJOR USAF COMMAND ASSIGNMENTS
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USAFE: United States Air Forces Europe

ATC: Air Training Command

MAC: Military Airlift Command

SAC: Strategic Air Command

0TAC: Tactical Air Command

AFSC: Air Force Systems Command

PACAF: Pacific Air Forces
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FIGURE 4.3

GENDER OF RESPONDENTS
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dominance of the organization, this is not a surprising

distribution.

Size of Organizational Unit

Eighty-two (55%) reported that they worked in a

medical facility on the base in which 1 to 300 other medi-

cal personnel were assigned. Twenty-two (15%) reported

that they worked in medium sized facilities which had 301

to 500 personnel assigned and 45 (30%) worked in large

medical settings to which more than 500 personnel were

assigned (Figure 4.4).

Practice Setting

The majority, 102 (69%), reported that they worked

in mental health settings. The remainder, 47 (31%), indi-

cated that their job role was involved predominantly with

such problem areas as substance abuse, family advocacy,

corrections, and medical social work (Figure 4.5). It

should be pointed out that the majority who identified

mental health as their predominant area of practice are

also involved to a lesser degree in these other areas of

practice on a day-to-day basis.

Hours in the Work Week

O. One hundred and one (68%) worked between 45 and 55

0

• •. . .
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FIGURE 4.4

SIZE OF FACILITY AS MEASURED BY

NUMBER OF AIR FORCE PERSONNEL

ASSIGNED TO IT
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FIGURE 4.5

NATURE OF PRACTICE SETTING
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hours per week with the average work week consisting of

48.5 hours (Figure 4.6). Seventy-six (51%) worked more than

50 hours per week. As a whole, the respondents were work-

ing considerably longer than the normal 40 hour work week.

Caseload

Given the long hours they worked, it is not sur-

prising that 53 (36%) thought that their caseload was too

high. Nevertheless, the majority, 83 (56%) felt that their

caseload was about right and only 7 (5%) felt that it was

too low (Figure 4.7).

~Age

Most of the respondents were between the aaes of

30 and 40. Thirteen (9%) were under the acre of 30, 108

(72%) were between the ages of 30 and 40, and 28 (19') were

over the age of 40. The mean age of the respondents was

36 years (Figure 4.8).

Military Rank

Of those who responded, 101 (68%) were junior

officers (First Lieutenants and Captains) while 48 (32 )

were senior officers (Majors, Lieutenant Colonels, and

Colonels) (Figure 4.9).

N
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FIGURE 4.6

HOURS WORKED IN A TYPICAL WEEK
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FIGURE 4.7

OPINION ABOUT SIZE OF CASELOAD
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FIGURE 4.8

AGE OF RESPONDENTS
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FIGURE 4.9

MILITARY RANK OF RESPONDENTS
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Years of Commissioned Service

One hundred and seventeen (79%) had 1ss than

years of commissioned service as social .ork officers, 3C

(20%) had between 11 and 19 years of service, and onl:

2 (1%) had over 20 years of service (Figure 4.10). This

is indicative of the fact that social work within t.e Air

Force is a relatively new profession with 79 of the :ur-

rent corps having entered the Air Force within the last

10 years. The average length of service for the sample

was 7.4 years.

Ethnic Background

The corps is predominantly caucasian, with 134

(90%) claiming that heritage. Only 15 (10%) identified

themselves as being from the other five ethnic groups in

this study (Figure 4.11).

Marital Status

One hundred nineteen (39%) were married while 30

(20%) reported that they were either divorced, separated,

or never married at all. None identified themselves as

widowed (Figure 4.12).

Income

The mean income was apnroximately S32,500 -er year

• * . . - . . . .1. . . . .. . . .
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FIGURE 4.10

YEARS OF COMMISSIONED SERVICE AS AN

AIR FORCE OFFICER
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FIGURE 4.11

ETHNIC BACKGROUND OF RESPONDENTS

100
90%

90

80

70
% Of

Total 60
Sample

50

40 N=134

30
• . 20

S2% 2% 1 1%,4% (N=3) (N=3) (N=2) (N=l)

Cauca- Black Puerto Asian American Hispanic
sian Rican Indian

9

S

S

-.. ..

;: .'< . i . :.::: : : :. :. . . " .-, .- -



126

FIGURE 4.12

MARITAL STATUS OF RESPONDENTS
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with 89 (60%) reporting annual earnings between $25,000

and $35,000 (Figure 4.13).

Educational Level

In reference to their education, 126 (85%) possessed

a Master's Degree in Social W1ork. This high percentage is

the result of the Air Force requirement that all AFSWOs

possess such a degree before they can be commissioned as

AFSWOs. Twenty-three (15%) possessed a Doctoral Degree in

Social Work (Figure 4.14).

Professional Certification

Eighty-five (57%) indicated that they possessed pro-

fessional certification through the Academy of Certified

Social Workers (ACSW) (Figure 4.15). Sixty-four (43')

indicated that they did not possess ACSW certification.

Considering the increasing emphasis being olaced on such

certification by the Air Force, the number of non-ACSW

respondents seems to be quite high.

Professional Isolation

In the Air Force social work officers are often

assigned to bases where there are no other social workers.

In many of these situations there are also no other mental

health professionals such as psychiatrists, psychologists,

:* 1".
* '. -i ..:-'- .-. i .i - --.-.-- : " " " " " ' " " - • " " ' ' "' - - " " " . ..
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FIGURE 4.13

YEARLY INCOME OF RESPONDENTS
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FIGURE 4.14

EDUCATIONAL LEVEL OF RESPONDENTS
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FIGURE 4.15

PROFESSIONAL CERTIFICATION OF RESPONDENTS

IN THE ACADEMY OF CERTIFIED SOCIAL
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or psychiatric nurses on the base. Of the sample, 68

(46%) reported that they were the only social workers on

the base. Thirty-eight (26%) had no other professional

mental health peers in their support system (Figure 4.16).

Utilization of Time on the Job

On the average, respondents indicated that 53" of

their work time was spent in direct contact with clients.

Administrative duties involving paperwork, reports, etc.,

accounted for the next highest use of time, 17%. The re-

maining 30% of their time was distributed among such items

as travel, meetings, and other non-specified activities

(Figure 4.17).

Feelings of Success

The majority of the respondents, 146 (98%), felt

successful in their overall professional work. A slightly

smaller percentage, 140 (94%), felt successful in their

work with their clients (Figure 4.18). In both cases, a

very small percentage reported feeling unsuccessful either

in their profession or in their direct work with clients.

Job Stress

Often it is the work with clients that social work-

ers identify as the source of stress in their lives. In

6



:07

132

FIGURE 4.16

OTHER SOCIAL WORKERS AND MENTAL
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FIGURE 4.17

AVERACE PERCENT OF WORK WEEK SPENT

IN VARIOUS ACTIV1TIES
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this sample, 128 (86%) reported a great deal or at least

some job-related stress. Interestingly, only 62 (42%)

reported that this stress had any real impact on their

actual job performance (Figure 4.19). Eighty-seven (58%)

actually felt that the stress only impacted to a minimal

degree on their overall job functioning. It appears that

while the stress may be experienced personally, it does

not seem to transfer directly to the worker's performance.

Most Important Values

Social work as a profession depends on the quality

of the interaction between the social worker and the client.

Professionals should be more motivated by higher order

needs. Therefore, as might be expected, 118 (80%) of the

sample identified warm and lovina relationships, self-

respect, and a sense of accomplishment as their most impor-

tant values. Conversely, safety and security, and financial

security were identified as most important by only 30 (20%)

of the respondents (Figure 4.20). These values correspond

generally to Maslow's (1954) need hierarchy with warm and

loving relationships, self-respect, and sense of accom-

plishment corresponding to his higher order needs and

safety and security, and financial security values tending

toward the lower order needs.
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FIGURE 4.20

MOST IMPORTANT VALUES AS IDENTIFIED

BY RESPONDENTS
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Overall Satisfaction

A large majority, 130 (87%), report that they are

either somewhat satisfied or very satisfied with their

jobs as social work officers in the Air Force. Approxi-

mately the same number and percentage, 137 (92%), reported

*similar feelings of satisfaction with their life in general

(Figure 4.21). Those who are not satisfied with either

their jobs or their lives compose a very small percentage

of the sample.

Career Commitment

Given the fact that the great majority are satisfied

both with their work and their life in general, it is not

surprising that 130 (87%) report that they have no inten-

tion at this time of leaving their Air Force careers as

social work officers in the forseeable future (Fic-ure 4.22).

* Taken as a whole, this sample was comc osed primarily

of young, white, male social workers who possess a Master's

Degree in Social Work and who are members of the ACSW.

*, They are junior officers with an average of 7.4 years com-

missioned service in the Air Force. They are assigned

primarily to bases in the United States and work in smaller

size -red,,icil lacilities. 'ost snend Tbout 43 haours :ner
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FIGURE 4.22

PROBABILITY OF LEAVING (RESIGNING COMMISSION)

THE AIR FORCE WITHIN THE NEXT YEAR

AS IDENTIFIED BY RESPONDENTS
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week in m~ntal health settings and generally feel that

their caseload is about right, or maybe a little high.

Most are married and earn on the average about $32,500 per

year. Most work in a setting which provides professional

peer support but a significant number function alone.

They spend most of their time in direct contact with clients

and generally feel successful with their professional work.

While the job imposes some stress on them, they seem able

to override it and not allow it to impact negatively on

their job functioning. Higher order needs motivate them.

A great majority are satisfied both with their jobs in the

Air Force and their life in general. Consequently, their

career orientation in the Air Force is strong and very few

clan on leaving the service in the forseeable future. The-'

seem to be a generally well-adjusted group.

HYPOTHESIS I

This hypothesis held that the lack of another pro-

fessional social worker or of other mental health profes-

sionals on the base (termed "professional isolation")

would decrease the level of job satisfaction. For purposes

of analysis this hypothesis was tested using Subprogram

ONEWAY from the Statistical Package for the Social Sciences

(SPSS, 1975).

Responses from question 27, which asked how many

,.. . - -. -,. * . . ... . . . . .-. ... . . .. -. .. . . . .•,,. . . -,... .
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AFSWOs (including the respondent) there were on the base,

and question 28, which asked how many other mental health

professionals such as psychiatrists, psychologists, psy-

chiatric nurses (not including social workers) were on

the base, were used in this analysis. Three groupings

were formed. The first group was composed of those AFSWOs

who reported that they were the only social work officers

on the base and who also reported that there were no other

mental health professionals on the base. This is the

true professional isolation condition, commonly referred

to in the Air Force as the "lone ranger" assignment. The

second group was composed of those AFSWOs who reported

that they were the only social work officers on the base

and who also reported that there were other mental health

professionals on the base. The third group was composed

of those AFSWOs who reported that they were not the only

social work officers on the base and who also reported

that there were other mental health professionals on the

base. These last two groups composed the peer support

conditions.

The highest mean satisfaction scores were found

among those AFSWOs who were the only social work officers

assigned to the base, but who also had other mental health

professionals assigned to the base. These other profes-

sionals formed the peer support condition. The next

.....
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best mean satisfaction scores were reported by those

AFSWOs who were in the true professional isolation condi-

tion, the "lone rangers." The lowest mean satisfaction

scores were reported by those AFSWOs who had both other

social work officers and mental health professionals

assigned to the base (Table 4.1).

The statistical analysis indicated that there were

no statistically significant differences between the mean

satisfaction scores of these three groupings. The results

did not support the hypothesis. In fact, the data suggests

that the presence of other AFSWOs may have a somewhat nega-

tive impact on overall job satisfaction. This will be

discussed further in the next chapter.

HYPOTHESIS 2

This hypothesis held that the size of the organiza-

tional unit to which the AFSWO was assigned (as measured

by the number of medical personnel assigned to it) would be

inversely related to the level of overall job satisfaction.

The data relating to the number of personnel assigned to

the medical facility was recoded into three groupings to

correspond to small, medium, and large medical organiza-

tions. If the facility had 100 or less personnel assigned

to it, it was considered to be a small medical unit. If

there were between 101 and 500 personnel assigned, the unit
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TABLE 4.1

PROFESSIONAL ISOLATION AND

JOB SATISFACTION

TEST OF HYPOTHESIS 1:

Professional isolation (as opposed to the profes-

sional peer support condition) will decrease the

level of job satisfaction among AFSWOs.

Staff Assigned N Mean sd F Ratio p

One AFSWO and No 26 3.346 .745
Other Mental Health
Professionals (Lone
Rangers)

One AFSWO and Other 42 3.523 .740 .817 .443
Mental Health Pro-
fessionals

More Than One AFSWO 69 3.333 .834
and Other Mental
Health Professionals

Missing Data = 12

,-0

5- A I.I-' - - - ' .-[.II . . . . .
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was considered to be of medium size. If there were more

than 500 medical personnel assigned, it was considered a

large facility. Subprogram One-Way of SPSS (1975) was

used for the statistical analysis of this data. While the

mean job satisfaction scores showed an increase as the

size of the facility diminished, the analysis indicated

that there were no statistically significant differences

between the overall job satisfaction scores of the three

groups (Table 4.2). The results did not support the

hypothesis.

HYPOTHESIS 3

This hypothesis held that the location of the

assignment, namely, in the United States (including Alaska

and Hawaii) or overseas would have an impact on the overall

job satisfaction level. Specifically, it held that over-

seas assignments would decrease the level of job satisfac-

tion. For purposes of the analysis the data on assignment

location was recorded so that respondents who reported

being assigned to bases in the United States formed one

group and those who were assigned to bases overseas formed

the other group. Subprogram T-test from SPSS (1975) was

used for the analysis. The t-test results indicated that

there was a significant difference between the mean job

satisfaction scores of the two groups in the direction

. . . . . .
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TABLE 4.2

ORGANIZATIONAL SIZE AND JOB SATISFACTION

TEST OF HYPOTHESIS 2:

The size of the organizational unit to which the

AFSWO is assigned will be inversely correlated to

the level of job satisfaction.

Size of Unit (as Measured by Number of Personnel Assigned

to it)

N Mean sd F Ratio p

Less Than 100 28 3.500 .745

100 - 500 76 3.394 .749 .393 .675

More Than 501 45 3.333 .852

-- . "." . .. . ..". " . . . "
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predicted. Those assigned to bases in the United States

had significantly higher job satisfaction scores than those

assigned overseas. The difference was significant at the

.011 level (Table 4.3). The results confirmed the hypo-

thesis.

HYPOTHESIS 4

In this hypothesis the AFSWO's perception of the

amount of role conflict experienced on the job was held to

be inversely related to the overall level of job satisfac-

tion. Data on the amount of perceived role conflict ranged

from 4 (high role conflict) to 16 (low role conflict). For

purposes of analysis the Subprogram Pearson Corr:Pearson

Product-Moment Correlation Coefficients from SPSS (1975)

was used. Results indicated that there was a slightly

positive correlation between perception of role conflict

and overall job satisfaction (Table 4.4). While the

correlation was significant at the .001 level, the r of

.258 indicates that the correlation is not very strong and

that the perception of role conflict is relatively low.

The results do support the hypothesis.

HYPOTHESIS 5

This hypothesis held that certain personal factors

such as age, gender, marital status, and militar, rank 14

£1
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TABLE 4.3

LOCATION OF ASSIGNMENT AND JOB SATISFACTION

TEST OF HYPOTHESIS 3:

An overseas assignment (as opposed to one in the

United States) is likely to decrease the level of

job satisfaction.

Location of Assignment

N Mean sd T-Statistic o

United States 113 3.477 .733
2.31 .0i

Overseas 36 3.138 .867

*1"'i .., -.- .- .< ... > -. > .. ;->i .; .; i .- i -i- ... -<. '--..- • .-.'" ' " ,-" --.." .' _.' .'"" "" ' > -':'
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TABLE 4.4

ROLE CONFLICT AND JOB SATISFACTION

TEST OF HYPOTHESIS 4:

The AFSWO's perception of role conflict will be

inversely correlated to the level of job satisfac-

tion.

Role Conflict

N Range Mean sd R R2  p

High Low

149 4 to 16 9.000 2.917 .258 .067 .001*

*Significant at .001 level.

,I

"0. . "
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would not have any significant impact on the overall level

of job satisfaction (the null hypothesis). For purposes

of the analysis, each of these facets was treated separately

as a distinct hypothesis.

HYPOTHESIS 5(a): AGE AND JOB SATISFACTION

Age was recoded into three groupings. They con-

formed to 10 year periods in the career of the AFSWOs. The

traditional length of a military officer's career is focused

on the 20 year point since this is the length of service

required in order for the officer to qualify for a federal

pension upon retirement. Therefore, the age groupings

were divided into decades. The first grouping contained

those who were 24 to 34 years of age. Age 24 was the age

- . "of the youngest respondent. This grouping contained those

who were less than half way to their retirement. The

second grouping contained those who were 35 to 45 years of

age. They were more than half way to their retirement and

some were within a few years of retirement from the mili-

tary. The final grouping contained those who were 46 to

51 years of age. Age 51 was the age of the oldest respon-

dent. This group contained those who probably could

retire at any time they wanted, but had voluntarily chosen

to remain on active duty. The basic question here was

whether a significant difference existed in the levels of

-b satisfaction between those who ',ad a rclative±v ion,_

Si
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way to go to retirement, those who were, so to speak, in

the home stretch, and those who could have retired at their

own discretion, but chose to stay with the job. Subprogram

One-Way of SPSS (1975) was used for the analysis. While

the mean job satisfaction scores of the groups increased

as the length of service increased results of the analysis

revealed that the differences were not statistically siani-

ficant. Age apparently does not impact significantly on

the level of job satisfaction. The results supported the

null hypothesis (Table 4.5).

HYPOTHESIS 5(b): GENDER AND JOB SATISFACTION

Gender was tested using the Subprogram T-Test from

SPSS (1975). The results indicated that there was a signi-

ficant difference between the mean satisfaction scores of

the male and female AFSWOs. As might be expected in a pre-

[. dominantly male organization, the males had the higher job

satisfaction scores. The difference was significant at the

.004 level. The results did not confirm the null hypothe-

sis and in this case the null hypothesis was rejected

(Table 4.6).

HYPOTHESIS 5(c) : MARITAL STATUS AND JOB SATISFACTION

Since the focus of this question was whether or not

0 being married had an imnact on job satisfaction, the data

0 .-
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TABLE 4.5

AGE AND JOB SATISFACTION

TEST OF HYPOTHESIS 5a:

Age will not be significantly related to job satis-

faction.

AGE N MEAN sd F PATIO p

24 to 34 47 3.319 .810

35 to 45 94 3.414 .767 .600 .550

46 to 51 8 3.625 .744

-E0'4
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TABLE 4.6

GENDER AND JOB SATISFACTION

TEST OF HYPOTHESIS 5b:

Gender will not be significantly related to job

satisfaction.

GENDER N MEAN sd T-STATISTIC

Male 121 3.495 .697
2.76 .004

Female 28 2.964 .962

4°

-4y

I p i
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was recoded into two groupings. Those who were married

formed one group, and those who were not (i.e., divorced,

separated, never married) formed the second group. There

were no respondents who identified themselves as widowed.

Subprogram T-Test from SPSS (1975) was used for the analy-

sis. While the married group had a slightly higher mean

job satisfaction score than the unmarried group, the dif-

ference between the groups was not found to be statisti-

cally significant. The results confirmed the hypothesis

and the null hypothesis was maintained (Table 4.7).

HYPOTHESIS 5(d): MILITARY RANK AND JOB SATISFACTION

While military rank is part of the military organi-

zational structure, it was placed here under personal

facets since rank is considered to be an attribute of the

individual more than of the organization per se. For

purposes of analysis, the data was recoded into two groups,

junior officers (First Lieutenants and Captains) and senior

officers (Majors, Lieutenant Colonels and Colonels). ?his

division is based on the traditional military distinction

between the two groups of officers. Subprogram T-Test of

SPSS (1975) was used for the analysis. The t-test results

indicated that there was a sionificant difference between

the mean job satisfaction scores of senior officers and

junior officers with the senior officers having the hi-her
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TABLE 4.7

MARITAL STATUS AND JOB SATISFACTION

TEST OF HYPOTHESIS 5c:

Marital status will not be significantly related

to job satisfaction.

MARITAL STATUS N MEAN sd T-STATISTIC p

married 119 3.403 .744

not married 30 3.366 .809 .23 .409

02 .0

S ' 

'
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scores. The difference was sianificant at the .036 level

(Table 4.8). The old military dictum that "rank hath its

privileges" seems to be operative here and it appears that

as one rises in the organization as an AFSWO, the organiza-

"' " tion provides higher levels of satisfaction. The results

did not confirm the hypothesis and the null hypothesis was

rejected.

FURTHER ANALYSIS

In the previous study by Jayaratne and Chess (1982)

upon which this study is based, the authors performed two

other analyses of their data, a t-test for gender differ-

ences on selected job satisfaction measures and a multiple

rearession analysis. Their results and a comparison to

the results of this study will be discussed in the next

chapter. To obtain the results upon which the comparison

could be made, similar t-tests and a regression analysis

were performed.

0 Table 4.9 presents the mean scores, standard devia-

tions, and significance levels for the variables under con-

sideration by gender for both the current study and the

S. Jayaratne and Chess (1982) study. With the exception of

the measure on the promotion system, the male AFSWOs report

higher scores than their female counterparts on all mea-

sures. Male AFSWOs report a significantly higher level of

challenge on the job than do the females. It is apparent
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TABLE 4.8

• .. MILITARY RANK AND JOB SATISFACTION

TEST OF HYPOTHESIS 5d:

Military rank will not be significantly related to

job satisfaction.

MILITARY RANK N MEAN sd T-STATISTIC p

Lieutenant/ 101 3.316 .799
Captain -1.81 .036

Major/Lt. 48 3.562 .712
Colonel/

* Colonel

0

.

0t*-.
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TABLE 4.9

GENDER DIFFERENCES ON SELECTED VARIABLES

CURRENT STUDY JAYARATNE AND CHESS STUDY

DIMESION N MEAN ad T STATISTIC p N MEAN ad T-STATISTIC

Job
Satisfaction

male 121 3.495 .697 2.76 .004 216 1.8001 .762
Female 28 2.964 .962 297 1.913 .809 1.590

Challenge

Nale 121 20.016 3.212 2.08 .002 212 10.1511 2.962
Female 28 18.214 4.306 292 10.455 3.400 1.047

Comfort

male 121 18.786 4.457 211 15.3791 3.642
Femle 28 18.321 4.738 .47 .318 292 16.404 3,954 2.965

Financial
Rewards

male 121 10.041 1.635 213 5.7181 1.987
Female 28 9.785 1.969 .72 .237 295 6.224 2.309 2.579'

Role
Ambiguity

Male 215 8.126 3.056remale NO DATA AVAILABLE 300 7.753 2.851 1.418

Role
Conflict

Male 121 9.066 2.869 212 8.9481 2.864
Female 28 8.714 3.161 91 8.794 2.879 0.595

Workload

Male 216 8.2181 2.973
Female NO DATA AVAILABLE 298 7.503 3.067 2.639"

Promotion
System

Male 121 7.719 2.869 200 8.1751 2.275
Female 28 7.857 3.161 270 8.585 2.559 1.800

1 - Indicates Greater Satisfaction

p t .07
p C .01

*' pt .005

6-j6"

. . . . -
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that the female AFSWOs in this sample perceive their work

situation to be less satisfying than their male colleagues

do. These gender differences also occur on the measure of

overall job satisfaction.

In order to determine the effects of various pre-

dictors on job satisfaction, a standardized multiple

regression analysis was conducted. In the recression analy-

sis the same set of predictor variables were used which

Jayaratne and Chess (1982) used (Appendix J). The beta

weights, R2 , F ratio, and significance level were obtained

by use of the Multiple Regression Analysis: Subprogram

Regression of SPSS (1975). The stepwise order of inclusion

of the independent variables was determined by the degree

to which these variables contributed to the explained

variance. Table 4.10 presents the results of this analysis.

As a group these predictors had an r of .69 and accounted

for 48% of the explained variance. Job challenge is the

single most important predictor of job satisfaction and

explains 39, of the variance. In addition, the comfort of

the work setting and the overall pattern of financial

rewards emerge as statistically significant predictors of

job satisfaction and explain an additional 7% of the

variance. While in the Jayaratne and Chess (1982) study

the regression analysis was broken down by gender, this

type of analysis was not conducted in the current study

....................................
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TABLE 4.10

REGRESSION ANALYSIS OF JOB FACETS ON

JOB SATISFACTION

VARIABLE BETA R2  F o

Challenge .420 .386 27.573 .000*

Comfort .139 .435 2.588 .001*

Financial .131 .454 2.283 .029*
Reward

Promotion .118 .465 2.451 .105

Role .089 .472 1.372 .168
Conflict

Marital .065 .475 1.037 .358

Status

Caseload .040 .477 .323 .549

Feelings .031 .477 .175 .676
About Pay

* Significant at .05 level.

0.,

-•

"07

. * -o
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because the highly male dominated (N 121) sample left a

female N of only 28. Such a small female N made the use of

regression analysis with eight predictor variables statis-

tically inappropriate.

Finally, correlations were run on a number of

independent variables which, while included in the survey

instrument, were not directly used in the hypothesis test-

ing. They were explored to see if they did show any sta-

tistically significant relationships to job satisfaction.

The results are presented in Table 4.11. Subprogram

Pearson Corr. of SPSS (1975) was used in the analysis.

The first three variables in Table 4.11 focus on the

social support system which the worker has in the work

setting. The emotional support provided by co-workers on

the job was relatively high with a mean of 12.746. A

positive correlation of .45 indicates a moderately strong

relationship between this emotional support and the AFSWO's

job satisfaction. This was significant at the .Oul level.

An even stronger relationship was found between the

social support provided by interaction with co-workers on

the job. A moderately high level of social support was

found with a mean score of 9.536. The positive correlation

of .49 again indicates that a moderately strong relation-

ship exists between the support provided by social inter-

action on the job and the job satisfaction of the AFSWOs.

i.................
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The correlation was significant at the .001 l-vel.

The emotional support provided by the worker's

supervisor did not seem to have as strong an influence on

overall job satisfaction. The mean score for supervisory

support is not quite as high proportionately as that of the

other two support measures just reviewed. The positive

U correlation of .36 indicates a weaker relationship exists

between the support provided by the supervisor and overall

job satisfaction than is the case when the support of

co-workers is considered. This correlation is significant

at the .001 level.

Finally, the facet of locus of control was examined.

The military organization by all appearances relies heavily

on external control imposed by regulations and traditions.

One might expect that there would be a negative correlation

between internal locus of control and an organization which

relates heavily on external control. The results really do

not support such an assumption (Table 4.11). There is some

degree of positive correlation between locus of control,

*. which in this sample is tending toward the internal locus

(mean = 7.349), and job satisfaction with an R of .288.

This correlation is significant at the .001 level. Appar-

ently, the persons in this sample, even though they are

tending toward the internal locus on average, are able to

use such a locus to heip achieve levels of job satisfaction

for themselves.



CHAPTER V

DISCUSSION

DISCUSSION OF RESULTS

The AFSWOs who participated in this stud'.' were zre-

dominantly male (81%), caucasian (902], junior off:icrs in

the military ranks of First Lieutenant and Captain (68%).

The youngest was 24 years of age and the oldest 51 years of

age. The majority (76%) were assigned to bases in the

United States. They earned an average of S32,500 per year

and 80% of them were married. Since the Air Force recuires

that a commissioned social work officer possess at least

a master's degree in social work, the data reflects that

the ma]ority 85-) do possess such a degree an- zhat t"2

remaining 15' have either a Ph.D. or D.S..W'. in social work.

Fifty-seven percent claimed the ACSW professional certifi-

cation.

Generall.', this descrirtion :ortravs a rather nomo-

geneous group of relatively young professionals who are

white, married males and whose income and educational

credentials place them in the middle class of American

society. Since 87% expressed overall satisfaction with

their job role in the Air Force, it is not surprising that

164
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82% of them expressed a similar overall satisfaction with

their life in general (Figure 4.22).

Size of Organizational Unit

The majority (55%) indicated that they worked in

medical settings which had less than 300 medical personnel

assigned to them. This size facility is considered small

within the Air Force organization. Fifteen percent worked

in medical settings that had between 300 and 500 personnel

assigned to them. These are medium size facilities. The

remaining 30% reported working in large medical settings

which had more than 500 personnel assigned to them. The

majority, then, work in smaller medical settings which

generally correspond to the fact that most %ir Force bases

are of a size that a smaller medical facility is acle to

handle the medical program on the base. This also increases

the probability that the AFSWO will be in a professionally

isolated setting (Figure 4.14).

workload

The amount of time spent on the job and the workload

that they report indicates that the Air Force is getting

more than expected output from them. They report that on

the average 68% of them work between 45 to 55 hours per

week with the avera-T,_ work week consisting of approximatel

4 V
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48 hours (Figure 4.16). This is not an unexpected result

since often such activities as being-on-call, record-

keeping, and appointments require that extra time be given

to the job. Again, the fact that the Air Force considers

all of its personnel to be available for duty 24 hours per

dav influences the perception of the normal workweek and

leaves it a bit more open-ended than in the usual 40 hour

workweek. The "more for less" pattern seems to be working

here. Thirty-six percent of the respondents felt that

their caseloads were too high and this no doubt also adds

to the requirement to spend extra hours on the job to

complete other aspects of the job (Figure 4.17). Putting

all of this together, and considering that there is no

increased compensation for the extra time spent on the

lob, the fact that thE AESWOs in this samtLe still reoorted

general satisfaction with their jobs indicates that they

are a group who are apparently dedicated to their organiza-

tion and to the job they have chosen to Jo.

Job Stress

The extra hours spent at work and the workload re-

ported would seem to point toward and increased stress

level among the AFSWOs. In fact, 86% did indicate tat

they felt their job imposed at least some degrtee to a 7reat

deal of stress on them (2 i, ur 4. L . TC ,
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then, that they would also report that there were similar

degrees of negative impact on their job performance. Such,

however, is not the case. Surprisingly, only 42% felt

that the stress impacted in any substantial way on their

job performance. While this is no small percentage, it

must be compared with the fact that 58% reported that the

job stress did not substantially degrade their job perfor-

mance. While the stress is there, most have apparently

found adequate ways to deal with it. One could speculate

whether this is related to the relatively young mean age

(36 years) and the corresponding physical and psychological

resilience, or whether the close knit cohesion found in

the officers corps may account for this. That is a question

for further research.

Financial Issues

The social workers in this study placed some degree

of importance both on income and the entire package of

economic remuneration including such items as pay, job

security, and fringe benefits (Table 4.10). There seems

to be some discrepancy here with the findings of authors

such as Meinert (1975) who speculated that since social

. workers are not normally paid as well as other profes-

sionals, they compensate for this by deriving symbolic

satisfaction from their professional roles and activities.

,*O_
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This could be related to the changing attitudes among

social workers about the comparability of pay issue. It

is also possible that this is related to the Air Force

system in which pay is based on the rank of the person,

not on the professional role of the individual in the

organization. Thus, generally speaking, whether one is a

social worker, medical doctor, psychologist, chaplain,

lawyer, pilot, administrator, or any other role filled by

an officer, all officers in the same rank receive basically

the same pay. There are some special incentive payments

that medical doctors, pilots, and certain hard to obtain

specialties receive which the other officers do not. In

general, though, rank determines pay. Since the system

traditionally rewards pay in this manner, it is possible

that AFSWOs differ with their civilian counterparts on this

issue because a different expectation has developed within

the organization. On the other hand, the profession may

be developing its own sense of pay comparability with other

professions which is now beginning to come to the fore.

Peer Supoort

The emotional and social aspects of the job were

found to have a significant correlation with the worker's

job satisfaction (Table 4.11). The emotional support

provided by co-workers involves such items as being warm
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and friendly, listening attentively, showing approval, and

showing understanding. The same items were used to measure

the support provided by the supervisor. In addition, the

supervisor's support was also measured by whether expec-

tations were clear on the job, and whether the supervisor

was helpful in getting the job done. The social aspect of

the job was measured by the opportunity to make friends,

personal interest on the part of the co-workers, and the

friendliness of co-workers. Favorable levels of such

emotional and social support were found to be correlated

with increased levels of job satisfaction. The person-to-

person contacts in the work environment apparently were

important factors for these social workers. It also corre-

sponds with the finding that 34% of the sample reported

warm and friendly relationships were their most important

values (Figure 4.20). Previous research has identified

the social aspect of the job as a source of job satisfac-

tion for the worker (Macoby, 1975; Zaleznik et al., 1958;

Cobb, 1975; Maslach, 1976).

Locus of Control

On the average, the respondents tended toward an

internal locus of control (Table 4.11). This locus is

positively correlated to increased levels of job satisfac-

tion. Rotter (1960; 1966) and McClelland (1961) had
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previously concluded that persons with an internal locus

of control tended to be achievement oriented and were

better able to cope with life situations in general than

those who have an external locus. This may help to explain

why it is that the AFSWOs tended to have internal loci,

worked in an organization which uses a predominantly exter-

nal locus for its control, and yet these AFSWOs reported

being generally satisfied with their jobs. The internal

locus, instead of causing a great deal of friction with

the organization's philosophy, apparently has the opposite

effect. It seems that it allows these social work officers

to better cope with the organization because it makes them

more alert to the environment and allows them to draw on

their own internal resources to effectively deal with it.

It evidently allows them to take the necessary steps which

make the person-organization fit more compatible and helps

meet the needs of both.

Eighty-seven percent of the respondents expressed

overall satisfaction with their job role in the Air Force.

Correspondingly, 92% report being generally satisfied with

their life (Figure 4.21). This relates positively to the fact that

87% have no plans to leave the Air Force in the forseeable

future (Figure 4.22). Despite the demands of the job and

the organization, the Air Force holds sufficient profes-

sional appeal to keep the AFSWOs within the organization.

9 "-
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HYPOTHESES

This study was designed not only to describe some of

the characteristics of the social work corps in the Air

Force, but also to test some hypotheses related to the level

of job satisfaction. Since this study is very exploratory

in nature, zero order correlations were used in the hypo-

theses testing to obtain a basic level cf data. Further

research will take these basic findings and look into them

in greater detail and with controls as the dynamics of

this group of professional workers is better understood.

Hypothesis 1

This hypothesis stated that professional isolation

(as measured by the absence of other social workers or men-

tal health professionals on the base) would lead to decreased

job satisfaction. This hypothesis was not supported by the

results (Table 4.1). No significant differences in the mean

satisfaction scores were found. It is interesting to note

that those who reported being the only social work officers

on the base and who reported that there were other mental

health professionals on the base reported the highest satis-

faction scores. This seems to affirm some of the previous

research (Macoby, 1975; Cobb, 1975; Maslach, 1976). Contrary

to what had been hypothesized, the "long rangers" did not

have the lowest satisfaction scores. It was the AFSWOs who

reported both other social work officers and other mental

AL. °
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health professionals on the base who had the lowest satis-

faction scores. It appears that the presence of both of

these classes of professionals in one place at the same time

may result in the competition for the sharing of profes-

sional power and the "turf conflicts" that often result in

such settings. All of this may lead to decreased levels of

job satisfaction. Being the only social work officer on the

base and not having any other mental health professionals

assigned may have some drawbacks, but it apparently produces

higher levels of job satisfaction. True professional isola-

tion may be somewhat preferable to having too many other

mental health professionals around. The most satisfying

situation seems to involve being the only social work offi-

cer, but having the support of other mental health profes-

sionals to fall back on. This situation may provide the AFSWO

with the best of two worlds. Not only are there other pro-

fessionals present who form the necessary peer support con-

dition, but the AFSWO benefits from being the only social

work officer by having increased visibility, higher status,

increased importance in the organizational structure, and

the centralization of professional power in one person. This

is a question for further research.

Hypothesis 2

This hypothesis held that the size of the organiza-

tional unit to which the AFSWO was assigned (as measured by

-A *P -,I'
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the number of medical personnel assigned to it) would be

inversely related to the level of job satisfaction. Simply

put, the larger the organizational unit, the less job satis-

faction would be reported by the respondent and vice-versa.

There was considerable previous research to support the

hypothesis that smaller work units produce higher job satis-

faction (Worthy, 1950; Viteles, 1953; Porter, 1963; Talacchi,

1960). However, such was not the case in this study. The

hypothesis was not supported by the results (Table 4.2).

There were no statistically significant differences between

the mean satisfaction scores of the three groupings. Never-

theless, it is interesting to note that as the size of the

organization increased, the mean satisfaction scores did

decline. While there were some factors in the organization-

al settings which apparently led to slightly higher satis-

faction in smaller settings, it was not all that great and

apparently did not make much of a difference to these

AFSWOs.

Hypothesis 3

This hypothesis stated that location of the assign-

ment in the United States would be related to increased

job satisfaction whereas overseas assignments would be

related to decreased levels of job satisfaction. The rea-

sons for this is straightforward and uncomplicated. Over-

seas assignments do produce some rather positive benefits
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such as travel and new cultural experiences. On the other

hand, there are negative effects such as culture shock,

unreimbursed moving expenses, higher costs of living,

separation from either the nuclear or extended family, or

probably both, and the stresses imposed by the general

disruption of stable life patterns. All in all, the nega-

tives should outweigh the positives. Very little research

has been previously conducted directly on the impact of

the geographical location of the job and job satisfaction.

Most has centered on either the actual work environment

of the job (Herzberg et al., 1957), or such environmental

issues as city size (Katzell et al., 1961; Cureton and

Katzell, 1962), and community economics (Hulin, 1966).

The results from the current study confirmed the hypothesis

(Table 4.3). Those assigned to bases in the United States

had statistically significant higher mean job satisfaction

scores than their counterparts overseas. This indicates

that in some situations such as the military or other jobs

that involve significant job-related moves, the geographic

location should not be overlooked when studying the overall

level of job satisfaction.

Hypothesis 4

This hypothesis held that the amount of perceived

role conflict would be inversely related to the overall

-4
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level of job satisfaction. The job description of the Air

Force Clinical Social Worker as contained in Air Force

Regulation 36-1 (AFR 36-1) is contained in Appendix C.

Previous research has concluded that increased levels of

role conflict were associated with increased levels of job

dissatisfaction (Kahn et al., 1964; Rainey, 1979; Lyons,

1971). Additionally, Kahn et al. (1964) had found that

boundary spanning tasks in supervisory positions led to

increased perceptions of role conflict. AFR 36-1 does not

leave very much room for role ambiguity. However, as can

been inferred from the contents of the regulation, the

AFSWO is required to fulfill a number of roles both within

the medical organization and on the base at large. It is

as a result of these various duties which at times place

the social worker on the boundaries between the hospital and

other base organizations, the needs of the clients and the

needs of the Air Force, and the social worker's own needs

and those of others to whom he/she is responsible, that

role conflict can often emerge. This hypothesis was con-

formed by the results (Table 4.4). A relatively small

positive relationship was found between levels of role

conflict and levels of job satisfaction. The relationship

was significant at the .001 level. While at first thought

one might expect the relationship to be stronger, it is

possible that AFSWOs have learned to balance the needs of
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the organization, their clients, and themselves to the

degree that it does not impact as strongly on job satisfac-

tion as one would anticipate.

Hypothesis 5

This hypothesis stated that personal factors such

as age, gender, marital status, and military rank would not

have any statistically significant impact on job satisfac-

tion. The null hypothesis was proposed for these four

factors.

Hypothesis 5(a)

Some previous research had found a positive linear

relationship between age and the level of job satisfaction

(Benge and Copell, 1947; Gibsen and Klein, 1970; Bernberg,

1954). Other research had presented a more mixed picture

of the real relationship between these two variables

(Lawrence, 1972). The age groupings used to test this

hypothesis were discussed in the previous chaoter. In the

current study, the 20-year retirement point was assumed to

be the focus of the AFSWO's career plans. With that in

mind, it was thought that as the AFSWO progressed steadily

toward that 20-year point (at which time voluntary retire-

ment and military pension became important factors), the

level of job satisfaction would increase both for the

0q
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reasons just mentioned as well as the fact that the AFSWO

would have risen to higher levels of both rank and influence

*: in the organization. Once one reached the 20-year point,

it was assumed that those who stayed on active duty did so

because they enjoyed their position and job role and con-

sequently those over age 45 should have the highest levels

of job satisfaction. While the mean satisfaction scores

did increase in the direction predicted, the differences

between these three age groups were not found to be statis-

tically significant (Table 4.5). The results supported

the original hypothesis and the null hypothesis was main-

tained.

Hypothesis 5(b)

Previous research on gender and job satisfaction

had produced equivocal results at best (Peck, 1936; Chase,

1951; Cole, 1940; Stockford and Kunze, 1950). Some

authors have studied gender as it relates to the other

factors which then form the constellation of gender-related

items such as differentials in pay, job level, and oppor-

tunity (Hulin and Smith, 1964). Jayaratne and Chess (1982)

concluded from their study that gender, while it produced

no significant differences in overall job satisfaction, did

lead to different perspectives between the male and female

social workers about the sources of overall job satisfaction.

S21
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The results from this current study are compared to their

results. In this hypothesis gender was examined to see if

female social workers who work in a predominantly male

organization had any significantly different levels of job

satisfaction.

Due to the nature of the regulations and laws both

in the Air Force and in the federal government it was
assumed that there were no differentials in pay, job level,

or opportunity which could be attributed directly to

gender alone. This assumption was made because any such

purposeful discrimination within the Air Force organization

would be in direct conflict with federal legislation and

Air Force regulations. The results of the data did not

support the null hypothesis (Table 4.6). Gender was found

to be significantly related to differences in the mean job

satisfaction scores between the male and female AFSWOs.

As might be expected in a military organization that has a

male value system, a male history, and is still predomi-

nantly male in composition, males had the higher mean

satisfaction scores.

These results are different from those achieved by

Jayaratne and Chess (1982). In their study the overall

scores between the males and females were not significantly

different. It was the specific items which led to the

overall satisfaction which were different for males and
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females. In the current study there were significant

differences in the overall level of job satisfaction. This

is probably related to the fact that Jayaratne and Chess

(1982) used a national sample of members of the National

Association of Social Workers (NASW) which had a more

balanced ratio of males to females. Often in civilian

settings it is the male who practices social work in an

organization which employs more female social workers. In

the military, the picture is reversed and the females are

in the minority. Given the reversal of roles, the fact

that the females do not achieve as much job satisfaction

as the males in the Air Force is not very surprising. This

entire issue of gender differences and the influence of

such gender-specific organizations as the military needs

much further study.

Hypothesis 5(c)

Comparatively few studies have attempted to directly

examine the relationship of overall job satisfaction and

marital status. The few that have been conducted have

focused on marital status as related to females and their

job satisfaction (Wild and Dawson, 1972; Tropman, 1968).

One study found that there was no relationship between

marital status and job satisfaction (Herman et al., 1975).

*Marital status did not have any statistically significant

-,

%0



LI.,.. k. . -,. .] ....-. . . : " .m.- "-...... .. 1.- - - ': -i •:,.-' _" -

180

relationship to job satisfaction among AFSWOs, although

the married officers did have a slightly higher mean satis-

faction score (Table 4.7). The null hypothesis was

confirmed in reference to marital status.

Hypothesis 5(d)

This hypothesis held that military rank would not

have any significant impact on overall job satisfaction.

Rank was considered a personal facet because it was

bestowed on the individual and remained with that person.

Military rank as such was not found to have been studied

in previous job satisfaction research. A corrolary, job

level, was found to be related to job satisfaction in some

previous studies (Bergmann, 1981; Gurin et al., 1960;

Saleh and Hyde, 1969). However, it is not clear at all

that military rank is really the same as job level in an

organization. The results did not support the null

hypothesis (Table 4.8). Military rank was found to be

significantly related to overall job satisfaction with the

higher ranking officers having the higher mean job satis-

faction scores. Since higher rank usually allows the

officer to rise in the organizational hierarchy, these

findings do seem related to those that had previously found

positive relationships between higher job level and higher

job satisfaction (Gurin et al., 1960). One can surmise

d.
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that higher job levels tend to fulfill more higher order

needs and thereby produce higher job satisfaction (Cummings

and El Salmi, 1970; Saleh and Hyde, 1969; Porter, 1963).

It is possible that these findings also add weight to the

argument that military rank really should be considered

to be substantially the same concept as job level in a

civilian organization. There are other factors associated

with military rank, such as status in the organization,

increased responsibility, and organizational power that

may well be the actual forces leading to higher expressed

levels of job satisfaction. These were not directly

tested in this survey, but certainly need to be considered

in future job satisfaction research which involves mili-

tary officers.

COMPARISONS TO THE JAYARATNE AND CHESS (1982) STUDY

Jayaratne and Chess (1982) had conducted an analysis

of some of their data by gender. The results of their

study and of the current study are found in Table 4.9. As

can be seen, they found that generally civilian male social

workers had higher satisfaction scores than female social

workers. In their study there were no significant differ- II

ences by gender on the measure of overall job satisfaction.

They did report that female social workers had significantly

higher workloads and lower levels of comfort on the job. *d
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Females were also significantly less satisfied with finan-

cial rewards and promotional opportunities than the males.

In general, they concluded that the males and females in

their study had similar levels of overall job satisfaction,

but that there were different facets for each gender which

went into determining the overall job satisfaction. They

speculated that there may be different frames of reference

which are used by males and females in assessing their own

levels of job satisfaction. They suggested that this be

considered in future research.

Their suggestion was followed and in this current

study the same set of t-tests was conducted and the results

are found in Table 4.9 for comparison purposes. There

are some similarities and differences. The major differ-

ence is in the measure of overall job satisfaction. In the

current study there were significant differences in the

level of overall job satisfaction between male and female

AFSWOs. In the current study males were more satisfied.

The Air Force is an organization that is primarily male.

It has a male value system and a tradition of male domi-

nance. Even when one considers the societal changes of

recent years, female social workers apparently are still

experiencing more problems in the Air Force in having their

needs met by the organizational structure. Role stresses

associated with being female in a basically male setting

-*1°
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are probably part of this pattern.

Another difference is interesting. The female

social work officers had a slightly more positive attitude

toward the promotion system in the Air Force. The differ-

ence was not statistically significant but it may be saying

something about the Air Force system. Females in the

military may feel better about their promotion opportunities

because they may have a better chance at promotion in the

military than they might have in the civilian sector where

males have long held a substantial monopoly on the movement

to higher level positions in the organizational structure.

Even in this male dominated military system, females may

perceive that federal law and Air Force regulations give

them a better opportunity at promotion.

In order to determine the effects of various job

facets on job satisfaction, a standardized multiple regres-

sion was conducted. Originally, a comparison of the

regression analysis was planned with those which Jayaratne

and Chess (1982) had conducted. In their analyses they had

controlled for gender and marital status. Similar regres-

sion analyses were not feasible in the current study because

the data contained insufficient female and unmarried respon-

dents. The smaller than desireable N of these two groups

made use of the data with eight predictor variables in the

regression analysis statistically inappropriate and results

QI
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would not be reliable. Consequently, a regression analysis

*[ was conducted using the same predictors as Jayaratne and

"'-" Chess (1982) without controlling for either gender or

marital status. The results are found in Table 4.10. The

correlation matrix is found in Appendix K. The regression

. analyses of the Jayaratne and Chess study are found in

Appendix J.

The most important predictor of job satisfaction for

AFSWOs is the challenge of the job. This one variable

alone explains 39% of the variance. In addition, the com-

fort of the job setting and the financial rewards of the

job also emerge as statistically significant predictors,

if not highly substantive predictors. As a group, these

predictors account for 48% of the explained variance indi-

cating that this model does have some usefulness in explain-

ing the job satisfaction of AFSWOs.
..

Challenge measured items such as opportunities to

develop abilities, interesting work, freedom of decision on

the job, facing problems on the job that recuire signifi-

!-i . cant use of personal and professional abilities, and the

ability to see the results of one's work. In the Jayaratne

and Chess (1982) study, both male and female social workers

reported job challenge as the most important predictor of

job satisfaction. In their study it explained 41% of the

variance for males and 33% for the females. They soeculated
Ok
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that challenge substituted and compensated for the absence

of such factors as high pay, status, and prestige which

social work often experiences in relationship to other

professions. This may not be the case in the Air Force.

In the Air Force pay is based on rank, not profession.

Officers as a group have increased status within the organ-

ization. Prestige is difficult to measure, but it can be

assumed that medical officers have a reasonable amount of

prestige in the organization. The results from the current

study may be saying something else. Perhaps the work in

the Air Force, which is really more akin to industrial

social work, does provide the diversity, ability to in-

fluence outcomes, and ability to be creative which in turn

leads to the creative challenge of the job. This facet

needs to be studied in greater detail in order to find just

what it is that makes the job challenging.

Next in importance as a predictor was comfort. This

measured such items as travel, amounts of work, physical

surroundings, sufficient time to get the work done, freedom

from conflicting demands, and hours spent on the job.

These facets seem more closely related to lower order needs.

This may well indicate that the AFSWOs want both the inter-

nal challenge and the type of external setting which has

some level of comfort. It should be noted, however, that

comfort added only about 5% to the explained variance.

oJ
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This is a small amount in comparison to challenge.

The other significant predictor, financial reward,

measured such items as pay, job security, and fringe bene-

fits. In an organization in which officers are not segre-

gated by profession in matters of pay, it is understandable

that the AFSWOs would place emphasis on this facet. It is

possible that social workers in the civilian sector are

placing an increased emphasis on this facet. The results

of the Jayaratne and Chess (1982) study incidated that

financial rewards was a significant predictor for males,

but not females. Possibly, this is related to the tradi-

tional role of the "male as breadwinner." Females, on the

other hand, may have placed less emphasis on financial

rewards because of their traditional role as "second income

earners" in families. These gender differences need fur-

ther study.

In the current study, the five remaining predictors

were not found to contribute significantly to the explained

variance. This model leaves approximately 56% of the

variance unexplained. There are obviously some substantial

issues involved in the job satisfaction of AFSWOs which

were not directly addressed by the instrument used in this

study. There may be something in the "personality" or

environment of the organizational structure that accounts
.54

for this unexplained variance. This is fertile ground for

further research.
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CHAPTER VI

SUMMARY, LIMITATIONS, AND IMPLICATIONS

SUMMARY

This study was undertaken for the general purpose

of assessing the overall job satisfaction level of AFSWOs.

The instrument used to measure this job satisfaction as

well as the various facets involved in such satisfaction

was the Professional Satisfaction Inventory originally

developed by Jayaratne and Chess (1982) for their study

of the work satisfaction and job stress among professional

social workers in the United States. The instrument was

only slightly modified for use in the current study to meet

certain organizational and terminology needs of the Air

Force setting. In all substantive respects, however, it

remained unchanged. This approach was used in order to see

if any significant differences existed between Air Force

social workers and the civilian sample of social workers

used by Jayaratne and Chess (1982).

Because the sample was dispersed throughout the

world, the mailed questionnaire format was used. This in-

cluded an original mailing and then two separate mailings

which were sent to non-respondents. Confidentiality was
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maintained by using a postcard returned under separate

mailing to indicate that the questionnaire had been com-

pleted and mailed back. No identifying coding or informa-

tion was on the questionnaire itself.

The dependent variable, overall job satisfaction,

was measured by using a Likert scale which measured the

respondent's global perception of how satisfied he/she was

with his/her job as an Air Force Social Work Officer. The

independent variables were measured, for the most part,

in the same manner so that the social worker's perceptions

of various job, personal, and organizational facets were

examined.

Along with the general descriptive nature of this

study, five hypotheses were tested using t-tests, f-tests,

correlation, and standardized multiple regression.

CONCLUSIONS

Hypothesis 1

Professional isolation (as opposed to the profes-

sional peer support condition) will decrease the level of

job satisfaction among AFSWOs.

Results: There was no statistically significant

evidence to support the hypothesis. This held true under

conditions where the AFSWO was the only social worker on

the base and also in the situation where there were

.4, . .' , ,h , .T . . . . . . . .. . . ,. • . . . . . .. .. . . . . . . .
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other mental health professionals on the base.

Hypothesis 2

The size of the organizational unit to which the

AFSWO was assigned will be inversely related to the level

of job satisfaction.

Results: When the data was grouped into small,

medium, and large size medical facilities, no statistically

significant evidence was found to support the hypothesis

that organization size has any real impact on the level of

job satisfaction.

Hypothesis 3

An overseas assignment (as opposed to one in the

United States) is likely to decrease the level of job

satisfaction.

Results: The results of the statistical analysis

indicated that there was a significant difference between

the mean job satisfaction scores of those AFSWOs assigned

to bases in the United States and overseas. The difference

was in the direction predicted with those in the United

States having the higher mean satisfaction scores. The

hypothesis was confirmed.
*1-
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Hypothesis 4

The Air Force Social Work Officer's perception of

role conflict will be inversely related to the level of

job satisfaction.

Results: Statistically significant evidence was

found that the level of perceived role conflict did have

an effect on the level of job satisfaction. The data

revealed that there was a mild positive relationship

between role conflict and job satisfaction with lower

levels of role conflict being related to higher levels of

job satisfaction. The results confirmed the hypothesis.

Hypothesis 5

Personal factors such as age, gender, marital

status and military rank will not be significantly related

to job satisfaction scores (the null hypothesis).

Results: Age was divided into three groupings,

those with ten or less years service, those with 11 to 20

years of service, and those with more than 20 years of

service who could retire from the Air Force with full

pensions at their discretion. No statistically significant

evidence was found to support the relationship between age

and job satisfaction. There was no apparent relationship

and the null hypothesis was maintained.

Gender was found to have a statistically significant

relationship with the level of job satisfaction. The

0-*,
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males had higher overall mean job satisfaction scores than

their female counterparts. The null hypothesis was rejected

in this case.

Marital status was not found to be significantly

related to the level of job satisfaction. The null hypo-

thesis was confirmed in this case.

Military rank was found to be significantly related

to the level of job satisfaction. Senior officers (Majors,

Lieutenant Colonels, and Colonels) had higher mean satis-

faction scores than did the junior officers (First Lieute-

nants and Captains). The null hypothesis was rejected in

this case.

COMPARISON TO THE PREVIOUS STUDY

The evidence from this study was compared to that

from the Jayaratne and Chess (1982) study. The current

study found significant differences in the overall level of

job satisfaction and challenge on the job between the male

Oand female AFSWOs. In both cases the males had higher

mean satisfaction scores. In the previous study, males

and females did not have significantly different levels of

overall job satisfaction. They did, however, report sig-

nificant differences in comfort, financial rewards, work-

load, and the promotion system. In all cases the males in

their study had the higher mean scores on these items.

S.°
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The results of the multiple regression analysis

indicated job challenge was the best predictor of overall

job satisfaction followed by comfort of the work setting

and the entire package of financial rewards. Comparisons

of the current study with the previous one in which multi-

ple regression analysis was conducted while controlling

for gender and marital status was not feasible in the cur-

rent study because of insufficient female and unmarried N

to make the statistical results reliable.

IMPLICATIONS FOR POLICY DEVELOPMENT

The findings of this study bear directly on the

institutional-occupational model shift discussed in Chapter

1. Since it appears that the military is shifting toward

the occupational model, the study of job satisfaction of the

organization's personnel takes on greater importance because

the current personnel are bringing to their military roles

a different set of values and expectations about the work-

place itself and the significance of that work to their

healthy psychological functioning. Granted, there is no

direct evidence that increased job satisfaction leads to

any increases in productivity on the job. A strong case

can be made, however, that increased job satisfaction does

improve the quality of the product or service rendered.

AFSWOs ar- in a pred ominantly people-changinq role. The

.TI
',,~~. .. . . . . .. . . .....-.-..-.-.--. .-..-.. . :-:-.-.-.-!



-- .- ' . - --- -" .- 70 1 _.- ,- V .

193

more that the Air Force organization can do to increase the

job satisfaction of the personnel involved, presumably, the

people-changing process will be more effective. This, in

turn, may improve the overall level of functioning of the

Air Force at large.

Within this development, two study findings deserve

more study and follow-up. First, the concept of job chal-

lenge needs to be studied in greater detail. This one

factor proved to be the strongest predictor of overall job

satisfaction among AFSWOs. It also has gender implications

in that males reported higher levels of challenge than their

female counterparts. This is important. There is some-

thing in the role of Air Force social worker that challenges

people professionally. If the Air Force can zero in on

what it is, it can be effectively used to improve the job

satisfaction of those on active duty and to attract compe-

tent social workers to an Air Force career.

Second, gender needs to be studied more closely.

The general pattern that emerged in this study was that

female social work officers were less satisfied in just

about all aspects of their job role. This is not conducive

to overall effective functioning of the Air Force. Approx-

imately 20% of the active duty social workers are females.

Finding and reducing the sources of dissatisfaction for

these women can only have a positive effect on the overall
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functioning of the social work program and the effective-

ness of the social work corps to the overall Air Force

mission.

RECOMMENDATIONS FOR FUTURE RESEARCH

There is clear need for additional research efforts

to follow up on the results of this study. In addition

to exploring in further detail the facets used in this

study to better understand their relationship to job satis-

faction, future studies should attempt to identify the

facets which account for better than 50% of the variance

left unexplained by those in this study. Some recommenda-

tions for further study are as follows:

1. Some of the important variables in this study

need further investigation. Specifically, job

challenge needs to be investigated in further

detail since it had such a strong impact on job

satisfaction in both studies. The same can be

said for role conflict, and military rank as

related to job satisfaction.

2. The gender issue needs further examination. In

most civilian settings males work as social

workers in organizations often numerically domi-

nated by females. The opposite is the case in

the Air Force. Since females are a minority in



195

the Air Force Social Work Corps, this should be

investigated separately to try to identify

facets of the job that impact specifically on

female AFSWOs. Since female AFSWOs consider

job challenge to be important, further study is

necessary to determine whether subtle barriers

exist in the Air Force preventing women from

fully participating in the most challenging

assignments or tasks.

3. A similar study should be considered for social

workers in other branches of the military ser-

vices to see if similar results are achieved

across organizational boundaries. Since differ-

ent branches of the military have different

missions and organizational milieus, it would

be of interest to determine if such differences

are identified and if they have any influence

on the military social workers in these organi-

zations. In connection with this, it may be

that women, regardless of the branch of the

service they are in, may be less satisfied with

the military than males.

4. There is a need for some open-ended questions

in surveys such as this to allow respondent's

the opportunity to make more individualized

Y
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statements about the variables under study. This

might allow these variables to be studied in

greater detail using methods such as content

analysis.

LIMITATIONS OF THE STUDY

When evaluating the results of this study, certain

limitations need to be kept in mind.

1. The sample was limited to social workers in a

specific branch of the military, namely the Air

Force. In addition, the sample is composed

predominantly of white, male social work offi-

cers. The results should be generalized to

other non-Air Force or non-military settings

with considerable caution.

2. This sample was not randomly selected. It is

a sample of a pre-existing group although almost

all the special population was sampled. The

very fact that all respondents had voluntarily

chosen to enter the Air Force could have pro-

duced a sample that has a self-selection bias.

The same can be said for the fact that those

who choose to respond to the survey. The re-

sults may have been quite different for those

who did not choose to respond.

"'" •• - o° - • . . . . • . - . .
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3. The limited number of female and unmarried re-

spondents prevented the investigator from con-

ducting some of the statistical analyses which

were originally planned.

4. This is an ex post facto correlational study.

While it is able to show whether or not there

are any correlations between the independent

variables and the dependent variables, no

causal interpretations should be attempted since

the investigator had no prior control over the

independent variables.

5. The geographically dispersed nature of the

population makes the mailed survey method the

most practical one. However, such instruments

usually require simpler questions and do not

normally allow deeper investigation of the

respondent's answers. Survey methods such as

this one also only allow measurement of the

variables at a specific point in time. This

study is not able to measure any processes which

may be occuring over time and which might pro-

duce different results.

CONCLUDING STATEMENTS

This study forms a basis for further research. The
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investigator does not contend that all important factors

which influence the job satisfaction of AFSWOs have been

identified in this study. It is important to recognize

that the hypotheses tested in this study, as well as any

that may result directly from this study, are in need of

much more research. Hopefully, identification and under-

standing of the factors which go into raising the overall

level of job satisfaction will assist AFSWOs and their

program managers in the Air Force to improve the usefulness

of the Air Force Social Work Officer to their clients, the

Air Force community, and the overall mission of the Air

Force. It should be underscored that, in general, the

AFSWOs in this study were quite satisfied with their jobs.

The values of social workers, at least this self-selected

group of them, do not seem to be on a collision course with

the modern military organization.

6!
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*- OEPARTMENT OF THE AIR FORCE
NAOQUART9mS AIR FORCL MANlPOW20 AND PERSONNIL CtMM

RANOOLPM Ar litORcE sAs. ix 111s

1 AUG 1983
.ruw RPCYP

6.6AC' Request for Survey Approval (Capt Jablonski)

" AFIT/ED

1. The Study of Job Satistaction oi FLWZV*&i, : . ?-- C
Social Workers (AFSWO) questionnaire contains some well designed
questions that should allow you to obtain some interesting and
significant data in regards to professional isolation and level
of job satisfection among AFSWOs. After a review by both this
office and MPC/SG." this instrument has been approved for
administration. The survey control number USAF SCN 83-62
(expires 31 Oct 83) has been assigned and should be referenced In
all correspondence pertaining to the survey.

2. Questions regarding this matter may be directed to Sandra
Paulson. AUTOVON 487-2449. Rest of luck in your survey effort.

FOR THE COMMANDER

BERT KC. ITOGA. Lt Col. USA?
Chief. Research & Measurement Div
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'Uniw~rsr-o Oklahoma ar Nwrmw

CAMr. 1W Smw w. Pasrmn
March 29, 1983

Mr. Daniel W. Jablonski
11133-A Pinehurst Drive
-Austin. Texas 78747

Dear Mr. Jablonski:

Please excuse my delay in responding to your letter. I
wanted to discuss your request with the other two authors prior to
responding. I was able to do this at the recent meeting of the
Council on Social Work Education in Fort Worth. We are all
delighted with your interest and you have our permission to use
the instrument, and we stand ready to assist in any other way
possible.

Recently, I also discussed the matter with Cathy and suggested
that she have you call me 1405) 325-2821. The instrument is loaded
with scales most of which have been used in other national studies.
I'll give you the key to these scales when you call. The concep-
tual framework is a modification of the work done by Robert P. Quinn
and Graham L. Staines in their national studies of the Quality of
Eployment (see: The 1977 Qualty of Em oient Surve , Survey
Research Center, Tge Universito h main sources
of our approach was borrowed from Robert D. Caplan (see: Job
Demands and Worker Health, also of the Survey Research Center).

Our conceptual framework for studying job satisfaction and
burnout is contained (Chapter 9) in a recently published book by
Pergamon Press entitled Stress and Burnout in the Human Service
Professions (edited by Barry A. Farbr).

Looking forward to hearing from you.

Sincerely,

Wa A. s~s
Prof ssor

WAC: bb

A" Hall. 1005 JbHs Nt O .0Wff"A r2019 (405) 325-22
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AMR 36-1 At~nanasW27 1 Jaeusov 54 A27-27/25
AP5C 3131

OFFICER AIR FORCE SPECIALTY

CLINICAL SOCIAL WORKER

I. SPECIALTY SUMMARY

Explores the Ilasie personlity a~su MRi relationship to she develoPnun' of behsavioral patterns. mechanisms. and
symtom. Apisthe priacipls. knowledge. anid practic of professionsal social work in providing social diagnosis.

agausem reearh. cnsutaton.andprevrnii: ocil srvio prgras frindividluals, families. groups, and organizations
in the military commninty.

40 2. DUTIES AND RESPONSISILITIES

* a. Plerts. mnae s. andpwavir.- sociaawvsirrr sinti mmn aj eion wahih liaayasdcrvisn rnsoscrs. Providis consul-
heaWaA. unedicaL correcticnal CHA P and Chil Adoca-, tation on the social aspects of policies. p welures. and
and sy onaiveppriprssir profirsoatia inumaey amuaow, services to meadical staff. commnders. base agencies. volun-
Litilis social caework. individhuallpoisp /family thsni wss, major commands. and other inatallations of assip-
techniques. admnstaton. community organization, cow use. Administers asid even=e all assigned social servie
sultlon. smelinig. research. planning, and , ooa isated programs. Assists in or develops resources and social service
military and civilia health. educationi. and welfare serv Programs..
inassisting eligile esnnel Supervuses andsdirectssocial
work staff in preparing social historic& andl providing social C. Conidiwr eserc and training. Conductsand partici.
IsrVi within their levl of competance. Dewelops social pats in researchi appropriate to professional training andI
work staff training programs to emans uniformly hig expertse. Develops and maintains an active infornntaon
standards for the social service activities of technician program designed to apprise the community of their social
personnel. Assesses and plans for the social rnds of needs and rsources available to assist with these problemsu.
individuals, families, groups, and organizations in the Trains social work siudents in affiliation with a university
military community. graduate social work program, and engages in educationi

b. Coordinates serial a v activities and mnausuau and training of other profeisional medical personnel.

3. SPECIALTY QUALIFICATIONSI
a. Knwkdge. Knowledge of social aerviess polce, entry into this APS.

proeures., and mources u mandlatory.
b. Emirtion. Master's degree in social work from an c. Experience. A minimum of 24 months of professional

accredited graduate school of social work is mnandatory for social work experience is mandatory.

4. SPECIALTY DATA

a. GraS' Spread Second lieutenant through colonel. b. Arlaved DOD Ornvpartional Group: SH

204
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Inhtructiont,

The questionP In this survey Ore of two types and ore
straight forward in their construction. Post questions
san be answered by placing a check(%/) in the appropri:te
response boz. You can Ignore the nuabers in the boxes as
they are used only for coding purposes.

=aiupie,

24i. Whet Is your highest earned degree7 I "SW C2 PF.D/DSW

In this eoarle, If your highest earned de! - * west-r
In Sociol Work (MSV), you would place a check In the response
bozlabeled 1- or NSW.

Some questions will require a written reqponse. This Will
often be In the form of a number.

Examp]e ,

15. When did you receive your highest degree? Iq73 Year

if you received your MSw In 1973. you would place thnt
number In the blank space.

All responses are voluntary. Aopefully you will rerly tm all
questions and thereby Increase the usefulness of this dotZ.

After you finish,

As Indicated in the cover letter, please place the eneleted
questionnaire In the enclosed, self-addressed, vtsta;, ivelrro
and mail it back to me. Also, mail the enclosed posteari sei,r-
ately. This tells me you have completed and mailed tlie questnn-
noire and whether or not you Wish a copy of the findings. This
postcard Is also the procedure used to avoid sending follow-up
questionnaire* to people who have already responded.

Comuent '

I have provided a space at the end of this questionnaire for
any oomments you may wish to sake regarding this research and
this survey Instrument. Such coments will be helpful in Sr-
proving this Instrument and in assessing your needs and Inter-
onts in this research effort.

Thanks.

Daniel W. Ja6 or' i p
USA. ISV AiS? RM: A!':
Clinioal Social Wor~wr

- .
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fs?. a0 saoo qusotions Ob1t pour a.olsl~fm t.

LT. w hish Mtte ( 0untry. it Ove eas) are pm pI esnt)y aoea$I1dT

I To whiCh 0o0m a. you asigned?

. Oat 28 the 3130 Of the bose to Whi" you 0r Os urTntly OsslIned? ( CHKT ONLY 2U)

s mJn s 500 a] i.*a - 2.500 E D .,01 - 6,000

50 1.000 I 2.501 - ,.000 G3 on, 6,ooo

m3 many personnel ar% at L" m rtleulsT 1166iltt to whIgh p.. are aaatine4?

M 121 A Im, 2 101 - 300 501- 750

6 -10o 31 am50o T-Au 750

Wow heRare ar go" questions about yourself:

46 What is your 69? YARs

MALIFEMALEr

S What in Your 0oML E.L

f. Whet to yo5 ilitari yTek?

2. lsutenAnt captain m Llgutoznnt Colonel

lot Lieutenant M f1or E Colonel

Now nny years of oeasloisned warvsom 4o 7ou have a an Air parse aoold wOTksT? ______rJrke

. Now ny toal rors of alstawr srvic do you have? YEARS

9. What is your ethnic background:

ASIA-AMMCANPUERTO RIXCAN

0 m&r-/ARo-AER1CAN I OTHER

IQ,. ue yu currently:

~M2ED WIDOWED

0 SEPARATED/D1V0RED NVRKAIED

*1. Whet to yawr uz 1 Imome Feiu Job pOr TPor 1e?.O,. 1adXa?

M - m Im s ,000 25.00 - 430.000 01 635.001 - ,0.0Q0

$20.001 - 25.000 m 030.001 - 635.000 am yU 060.000

%
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3?. Consldering your education, knowledge, ability. experience. and how hard you work.
do you think you ate?
OVERPA D A OVKIPAI0 PAID hSOUf UNDERPAID INDERPPAID A
GREAT DEAL SOKEHNAT IGHT SOtEWNAT GLAT DEAL

21 What Is yoe ts-ily Inese beTere tlaes?

123 TRAM 120.000 03,oo - 6.0ooo ,5o. o,- o60.000

120,001 -130.000 060.001 - 850.000 OVER 660.000

34- What 10 your highest earned degree? In PNO/DSN

3%.. When did you receive your highest degree? YTEAR

I'L Are you a member of the Academy of Certified Social Workers (ACSW)?.

17. HoN many different social work positions including your current one have you held?

NUNS EA

L Mow long have you held your present Position (current 3ob title)?

YEARS

iews are sees questions about your job,

31 About hoa many hours per week do you work in a typical work week? HOU.RS

ZO What is your typical caseload (that is. the number of active cases) per month?

SIlT OF CASLOAD IF NO CASE.-Z;, - SNIP TC . 22

1L Do you consider this caselo&J to be too high, about right or too low?

0 TOO HIGH ID ABOUT RIGHT 9 TOO LOW

22. k'hich method of social work practice best characterizes your present work?
(CHrCi( ONLY ONE)

SCASEWORKE 9 SUPERVISI N

%. COUNITY ORGANIZATION 9 ADlMINISTRATION

0 GROUP WORK 9 OTER (SPECIFY)_____

21 Which one of the following settings best characterizes your current practice ltuation?

(CKERCKUNLY ONE)a) WMAL U*ALT toa? PROGRAM

* W MMML SOCIAL WOPK

PARTLY VIOIZWS E) IOf (SFE:IPT(__________

.,: mm ..., ,..,....,.... +.-,,,,o..
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oe Is there any group of people at your work piace that you think of a. your co-workers -
people whom you age just about every day end with whom you have to work closely in
order to do your lob well?

[ 00 [Skip to.f7

31S mout how many people are there In this work group? UtMEA

ft Now thinking about these co-workers. haw true Is it enerally that they...

A "ot
Very Somewhat Litt Is At All
True ?rue True True

a. are warm and friendly when you are
troubled about something? ED a] ED El

b. listen attentively to you when you
need to talk about something? E D a

5. show approval when you do something well? ED

d. show understanding when you are upset
or Irritable? E a] ED

1Z lmluding ,oe lf. how n n soaol Workers are assigned tU yr bgel

IL ftw many ether helping plrfessorls fpyehlastrmts. psychologlsts. and mental health
professieoml. -- t social Uekers.) ale assigned to your ese?

M Of your total work time in your agency last Week. Indicate approximately what

percents* of your time wes spent:

a. in direct contact with your clients (in person or phone)? PERCENT

b. in travel (to gm clients or other agency-related work)? PTRCEN
"

C. in direct contact with other agency staff (staff meetings.
supervisAon)? PERCEN,

d. In wot ith othelr bse or SomMuwity gaieS108 (planning)? PERCENT

a. In administrative duties (paperwork)? PERCENT

1. in other activities Istaff training, professional resding. etcJ? PEPX3=

TOTAL 100 PERCENT

301 Nov here are some statements that describe the work situation. Please Indicste ho'
true you feel each statement is of Your 2ob (CHEC ONE BOX PER STATEMENT).

A Not
Very Somewhat Little At All
True True True True

a. 1 an given a lot of chances to make friends. [ 0 0
b. The chances for promotion are good. [0 E0
c. I bove the opportunity to develop

my own special abilities.

d. Travel to and from work Is convenient.

a. I never eem to bave enough time to get
everything done on my job. D a G) 9

f. I so not asked to do excessive amounts Of work

.*. . ..
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A Not

Very Somewhat Little At All
TuUe ?Tu True True

V. The work Is Interesting. 9 9 9

b. The pay to good. 0 a]
A. I m given a lot of freedom to decide how to

do my am work.
. I W given a chance to do the things I do best. a 09

k. The job security Is good. 0 E D 0
1. The problems 2 so expected to solve are

hard enough. 0D 0 D 0]
P. On my job. I can't satisfy everybodyat the Sam time. . a] a 0D
a. my supervisor Is competent In doing his/her

job.ED D a] E
o. Ny fringe benefits are good. 0 0 0 0
p. The physical surroundings are pleasant. 0
q. I can :ee the results of my work. [ 0 0 M

r.I ca aogt about my personal problems. 9 M 9D E
a. 2 have enough time to got the job done. 9 0 E 0
t. I am free from the conflicting demands that

others make of me.a] D ID E
o. The hours are good. 0 0 a D

v.Promotion are handled fairly. 0D 0D 0D El
v. The people I work with take a personal

interest in me. ED M M D
x. I have too much work to do everything well. 0 0 E a
y. My employer is concerned about giving

everybody a chance to get ahead. G0 D E 0
X. To satisfy some people on my job, I have

to upset others. 0
as. The people I work with are friendly. 0 0 M E

31. Jr. thinking of your work this past year, High -

bow -Uld yow rate...

a. your ofwldaee the sublect matter
Inr - .OVf ., [p ete[]9

b. your enthusiasm about doing this
same wrk next year? [ 9 ID [

€. your colleagues in the agency on their

. fectiveness as social workers? El [ ] ] [
d. your mastery of the practice method(s)

relevant to your job? ! [

%... .
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3. Thinking about your performance lost year. how successful would you say you were in
your professional work?

wI sUCCESsTUL soImmIIAT sUCCSSFUL GCOiW"AT UISUCCZSSrUL VERY UNSUCCSSrUL

)3. Is there one particular person you think of as Your supervisor (someone directly
over you)

r-

0D 0E ED o ISkip to 0. ~
k. Now true Is it that this supervisor... (CHECK ONE BOX PER STAT1ENNT)

A Not
Very Somewhat Little At All

Tre True True True

a. Is warn and friendly when you are troubled

about something? 0 0D 0D 0
b. listens attentively to you when you

eed to talk &bout smething? M M
C. shows approval when you do something well? M E D

d. shows understanding when you ere upset
or irritable? ID E[

a. has clear expectations of you in your
job performance? In 0 0

f. is helpful to you in getting%.We job done? 0

3 I this supervisor a man or a women? M MAN WOP4.A

36. Is this supervisor;

ED MERI CAN INDIAN CII CANO/EXI CAN-AMERI CA

M ASIAM-AZRICAN E PUERTO RIC"

M SL.ACR/ATrO-VE.I CAN OTHER

'

% 37. Do you feel in any way discriminated aainst on your 3ot because of your race, age.
sex. or for other reasons? (CUrCK ONE BOX PER STATEMENT)

Feel This Way Feel This Way Never reel
Frequently Sormeties This Way

a. Age 0DI
b. Race D
c. sex I0 In
d. Other (specify) LID

0

....................
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)% e smin "emfestel seufte"eee or orkshops did VOW. attend last Fear (do pot
mfelledo por t £SlUJS SYSIIIS U0?hU#A&00 Or e=IMlG)t

nu945E3IF ON SKIp T 0.047

Me kmamny of theme meetsngs were#

Ca Intato _____ M~S? In-Gountly an_ mu

WE gmt-of -atate, ____UNWN G3 out-of-oemtry __ Yunai

I,_____ hes many defl&" of remureen id . obtain 1"m tin
bt the total Mostat of beee senfrome did this pmaaemmt sever?

DOLLhAS ftlCIN2T

63. Now her* art tiome questions about how people feel about themselves and their jrb.

Whnyou ttin abu gsa n . these days. how much of thetied
you feel this way? (a K OtDX A KNT)

Never Or A1 Good
Little Of some Of Part Of Most Of
The Time The Tim* The Time The Tlme

a. feel nervous? [0 a0 S 0
b. feel Irritated?00 0

*.c. feel jittery? 0D 0D 0E
d. feel calm? 0D ED 0
e. feel unhappy? ED ID D E0
f. feel good? ED El 0DE
g. feel angry? D 0D
h. feel depressed? E 00
1. feel fidgety? 0 00
1. feel blue? ED 0 ID a]

P7k. feel cheerful? D 0D ID 0
1. feel sad? 0D 0 0D D
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hzAhl in all. how satisfied would you say you are with your job?

viny SmISFiED acIrwNAT SATISFIED ow TM SATI ME 307 AT ALL SATISFzED

.)b vogs your job Involve direct contact with clients?

E I * skip toO. 0 6

sk move are some statements of job-gelsted feelns Peara each statement
carefully and decide how st you agree or&-isagree with each statement. Place
a check on the nwnber on the sc a that comes closest to Your feelings.

Strongly __ StronglyDiaagre A-g-- ree

a. 2 can easily understand how my clients 
0 -

feel about things. a ED ED D CD
b. I feel I treat some of my clients as if

they were persoal- objects. E ff El M
c. I deal very effectively vith the

problems of my clients. 1- [E [
d. 2 have become more callous toward

people since I took this job. El 0' 0D 2 2) 2)
a. I feel I am positively Influencingpeoples lives through mywor. Io Ir M ED
f. I feel that this job is hardening me

emotionally.M M 0 E ED D
g. 1 feel very energetic. [D 0 ) M [ D ED [D
h. I can easily create a relaxed atmosphere

with my clients. 2 ) 2 ) 2
1. 1 feel exhilarated after working closely

with my clients. ED [ a] M M ]
.I feel clients blae me for some of
their problems.ED i a ElE

% k. I have accomplished many worthwhile things
in this job. ED I a] D ED ID U

2. in my job. I deal with emotional problems

very calmly. E D 9 lI l9
a. I feel *burned-out" from my work. ED 2 [ E) ID [D ED
a. When I a. unsuccessful with a client.

it is usually my fault. 0 M 2) 2) U) [ D [
o. I don't really care what happens to some

clients. 0 ) ) ) ) )
5, Thinaing about the clients you served last ye r. hoi successful would you say you

were in your professiona-work?

E "RY SUCCESSFUL SOG€WA? suCCZSSW. SONMEWAT UNSUCCESSFUL WRY UNSUCCESSFrUL

12) -2 0 2)2

Sg!
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66. Taking everything Into consideration. how likely Is it that you will make a

genuine effort to ,eol your eessesem and 1eve the &It Pete. within the Aert Ve r?

VERY UxTiv0 SCHEMNA? LIRZLV PUT AT ALL LIKELY

47. Why to that? _V

Vskip to 0. .

aI. Pad each of the following pair. of statements. Please select the one statement of
each pair, which you more strongly believe to be the case as far as you are concerned.
Obvioualy. there are no right or wrong answers. (CHECK EITHER BOX 1 ON 2 IN EACH PAIR)

a. Without the right breaks, one cannot be an effective leader.
-OR--  

Capabli people who fail to become leaders have not taken advantage of
their opportunitias.

b. I have often found that what is going to happen will happen.
-OR-0 rusting to tate has never turned out as wall for me as making a

decision to take a definite course of action.

c. What happens to me is my own doing.
-OR-

-""3 Sometimes I feel I don't have enough control over the direction my life
I s taking.

a. K nowing the right people is important in deciding whether a person willget ahead.

-OR-0 People will get ahead in life if they have the goods and do a good job;
knowing the right people has nothing to do with it.

M. a any-of the unhappy things in people's lives are partly due to bad luck.-OR-

, People's misfortunes result fra the mistakes they make.

f0 When- I make pian. I a almost certain that I can make them work.

I It is not always wise to plan too far ahead because many things turn
9 out to be a matter of gOod or bad fortune anyway.

9. 0 In my case, getting what I want has little or nothing to do with luck.
-Oft-0 Many times, we might just as well decide what to do by flipping a coin.

h. 0 People who don't do well in life often work hard. but the breaks
just don't come their way.

] -OR-
Speople :Just don't use the breaks that come their way. If they

don't do well, it** their own fault.

S0] Nany times I feel that I have little influence over the things that
happen to me.

-OR-

It Is impossible for me to believe that chance or luck play an
Important role in my life.

S.

."..°
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. In the long rum. te bed thiags that happen to s are belanced by
the good uses.~-OR-

9M most Misfortunes are the result of lack of ability. Ignorance.
.- uia a. Osr all three.

i. a" most people do t realize the extent to which their lives are
controlled by accidental happenings.

?bar* really t8 oo such thing as 'luck.'

No, to a list of 2hysical conditions. Please check hot often each has happened to
you In the lot Year. (CxxCx OE sox PER STATmETc )

Often Sosetime Rarel

a. trouble breathing or shortness of breath? 9 9 9
b. poise In back or spine? 0 9 9
e. becoming very tired in a short time? 0 9 9
S. having trouble getting to elesp?

0. finding It difficult to get up In the morning? 9 9 9
9. find your heart pounding Or racing?

g. hands meting so that they feel damp and
clumy? M E

h. poor appetite? 0 E 9 E
i. spells of dizuiness?0 9 9
". having trouble staying asleep? U E9
k. having an sct stomach? 9 9] 9

. having headaches? a ] El

5 U0. isL all. b e ma sipmee usuld pa. my "ur 3ob lgese am ou?

& great DW1 dame Dee Very Uttle Sane it £11

nw51. m u sh lonld you amy thie Isems MMOta am vow mark pormsmnoe
in a e"tYe way?

& 4t Deal Bees g ee Vr Little Done At All

og52. re is a list of things that many people look for or vant out of life. Please study
the list carefully and indicate which one of then Is the ost important and whch on
of them to the least Important to you.

BUSE ug OF sMTrv a SECURZTY

MMS IMdmTANT E~DSR) I9 WM AND LoOVING D.ATIONSHIPS0NI WITH OTHREAS

LeST IIPOMRTAIT LU ( £) T.- 1 IssuR) mma szcm

' SVNSE or ACCOMPLlSHE"r

SK2
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53. Sere are some statements about how people feel. Scm people agree with them, others
disagree with them. Please indicate by placing a check In the appropriate bo
whether you strongly agree, agree soewhat. disagree somewhat. or strongly disagree
with the Itsm. (CHECK ONE a0m PER STATEMENT)

Strongly Agree Disagree Strongly
Agree Somewhat Somewhat Disagree

a. I feel that 2'. a person of worth, at
least on an equal basis with others. 03 ED D [

b. I feel that I hsve a nmber of good
qualities. [] 0 0

c. All in all. I an Inclined to feel that
I em a failure. [] 0 0

d. I am able to do things as well as most
other people. ED ED I El

a. I feel I do not have much to be proud of.

. I take a positive attitude toward myself. ED a] E
g. On the whole. I am satisfied with myself.

. I with I could have more respect for
my$elf.0 0 0

1. 1 certainly feel useless at times. 0 0 U D
. At times. I think I em no good at all. 0D 0 0 E

5b. Overall. how satisfied are you with your life these days?

VERy SATISTIED SOMEWHAT SATISFIED #OT TOO SATISFIED NOT AT ALL SATISFIED

55. Thank you very much for ompleting this questonnare. Please feel free to rite ary

€oments in the space below.

-''4

[..4

[..°
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Missing Values = Blank

Variable Question Item Description
Name Number and Name

IDl -- Respondent's ID

STCNT 1 State or Country of Assign-
ment

United States

001 Alabama
002 Alaska
003 Arizona
004 Arkansas
005 California
006 Colorado
007 Connecticut
008 Delaware
009 Dist. of Columbia
010 Florida
011 Georgia
012 Hawaii
013 Idaho
014 Illinois
015 Indiana
016 Iowa
017 Kansas
018 Kentucky
019 Louisiana
020 Maine
021 Maryland
022 Massachusetts
023 Massachusetts
024 Minnesota
025 Mississippi
026 Missouri
027 Montana
028 Nebraska
029 Nevada
030 New Hampshire
031 New Jersey
032 New Mexico
033 New York
034 North Carolina
035 North Dakota
036 Ohio
037 Oklahoma

219
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038 Oregon
039 Pennsylvania
040 Rhode Island
041 South Carolina
042 South Dakota
043 Tennessee
044 Texas
045 Utah
046 Vermont
047 Virginia
048 Washinaton
049 West Virginia
050 Wisconsin
051 Wyoming

Overseas

Europe (USAFF)

060 Great Britain
061 Greece
062 Italy

063 Netherlands
064 Portugal
065 Spain
066 Turkey
067 West Germany

Orient (PACAF)

070 Guam
071 Japan
072 Okinawa
073 Phillipines

074 South Korea

COMM la USAF Major Command to Which
Assigned

Major Air Force Commands

01 Tactical Air Command (TAC)
02 Strategic Air Command

(SAC)
03 Military Airlift Command

(MAC)
04 Air University (AU)
05 Air Training Command (ATC)* 
06 U.S. Air Forces Pacific

(PACAF)

* . .-. . . .. .
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07 Air Force Logistics
Command (AFLC)

08 U.S. Air Forces Europe
(USAFE)

09 U.S. Air Force Academy
(USAFA)

10 Alaskan Air Command (AAC)
11 Air Force Space Command

(AFSC)
12 Air Force Systems Command
13 Headquarters Air Force

Medical Service Command
(HQAFMSC)

BS 2 Size to Base to Which Assign-
ed, Range: 1 to 6

PAB 3 Personnel Assigned to the
Base Medical Facility
Range: 1 to 6

AGF 4 Respondent's Age

SFX 5 Respondent's Sex

RANK 6 Military Rank of Respondent
Range: 1 to 6

YC 7 Years of Commissioned Ser-
vice

TYS 8 Total Years of Military
Service

ETHN 9 Ethnicity of Respondent
Range: I to 7

MS 10 Marital Status of Respondent
Range: 1 to 4

PI 11 Personal Income of Respondent
Range: 1 to 6

FAP 12 Feelings About Pay*
Range: 1 to 4

Higher Score =Better Feelings

RM 13 Respondent's Family Income
Range: 1 to 6

* Reverse Coded
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HED 14 Highest Earned Degree

WDF 15 When Degree was Earned (Year)

ACSW 16 Respondent's Professional
Certification Through the
Academy of Certified Social
Workers*

NSWPH 17 Number of Social Work Posi-
tions Held in Career

TCP 18 Time Held Current Position
(Years)

HTW 19 Hours in a Typical Work Week

STCM 20 Size of Typical Caseload per
Month

CCR 21 Consider Caseload Right?

MOP 22 Method of Social Work Prac-
tice
Range: 1 to 6

PS 23 Setting of Current Practice
Range: 1 to 8

CW 24 Have Work Group (Co-Workers)?

NWG 25 Number in Work Group

CWWF 26a Co-Workers Warm and Friendly
CWLA 26b Co-Workers Listen Attentively
CWSA 26c Co-Workers Show Approval
CWSU 26d Co-Workers Show Understanding

SWOB 27 Social Workers on the Base

OHPOB 28 Other Mental Health Profes-
sionals on the Base

PTDC 29a % Time in Direct Client
Contact

PTT 29b % Time in Travel
PTCAS 29c % Time in Contact With

Agency Staff

* Reverse Coded
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PTBCA 29d % Time in Base/Community
Agencies

PTAD 29e % Time in Administrative
Duties

PTOA 29f % Time in Other Activities

CMF 30a Chance to Make Friends*
CPG 30b Changes for Promotion Good*
ODSA 30c Opportunity to Develop

Special Abilities*
TWC 30d Travel to Work Convenient*
NFT 30e Never Enough Time on Job
NAEAW 30f Not Asked to do Excessive

Amounts of Work*
WI 30g Work is Interesting*
PG 30h Pay is Good*
GFD 30i Given Freedom to Decide How

To Work*
CDB 30j Change to do Things I Like

Best*
JSG 30k Job Security is Good*
PESHE 301 Problems Expected to Solve

Are Hard Enough*
JCSFT 30m Can't Satisfy Everybody at

Same Time
SCJ 30n Supervisor is Competent in

Job*
FBG 30o Fringe Benefits Good*
PSP 30p Physical Surroundings Plea-

sant*
SRW 30q Can See Results of Work*
FPP 30r Can Forget Personal Problems*

CN1 Card Number 1

ID2 Respondent's ID

FTJD 30s Enough Time to Get Job Done*
FCD 30t Free From Conflicting De-

mands*
HG 30u Hours Are Good*
PHF 30v Promotions Handled Fairly*
PPI 30w People Take Personal Interest*
TWDW 30x Too Much Work to do Well
ECFC 30y Employer Concerned About

Giving Fair Chance*

* Reverse Coded
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SSOU 30z To Satisfy Some, Others
Upset

PWF 30aa People at Work Friendly*

KSM 31a Knowledge of Subject Matter*
ESW 31b Enthusiasm for Same Work

Next Year*
CE 31c Colleague's Effectiveness*
MPM 31d Mastery of Practice Method*
HSJP 32 How Successful in Profession-

al Work*

OPS 33 One Person as Supervisor

SWF 34a Supervisor Warm and Friendly*
SLA 34b Supervisor Listens Atten-

tively*
SSA 34c Supe-visor Shows Approval*
SSU 34d Supervisor Shows Understand-

ing*
SCF 34e Supervisor Has Clear Expec-

tations*
SHJD 34f Supervisor Helpful in Getting

Job Done*

SS 35 Supervisor's Sex

SF 36 Supervisor's Ethnicity

DAGF 37a Age Discrimination
DRACF 37b Race Discrimination
DSFX 37c Sex Discrimination
DOTHER 37d Other Type Discrimination

PCWA 38 Professional Conferences
Attended

MIS 39a How Many In-State
MOS 39b How Many Out-of-State
MIC 39c How Many In-Country
MOC 39d How Many Out-of-Country

DOLLS 40a Dollars Reimbursed
PERCR 40b % Reimbursed

FN 41a Feel Nervous*
FI 41b Feel Irritated*

* Peverse Coded
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FJ 41c Feel Jittery*
FC 41d Feel Calm
FUH 41e Feel Unhappy*
FG 41f Feel Good
FA 41g Feel Angry*
FD 41h Feel Depressed*
FY 41i Feel Fidgety*
FB 41j Feel Blue*
FCH 41K Feel Cheerful
FS 411 Feel Sad*

SWJ 42 Satisfaction With Job*

JIDCC 43 Job Involves Direct Client
Contact?

EUCL 44a Easily Understand How
Clients Feel

TCIO 44b Treat Some Clients as Imper-
sonal Objects*

DEPC 44c Deal Effectively with Prob-
lems of Clients

BMC 44d Become Callous With Job*
PIPL 44e Positively Influencing

People's Lives
JHF 44f Job is Hardening Me Emo-

tionally*
FE 44g Feel Energetic
ECRAC 44h Easily Create Relaxed Atmo-

sphere with Clients
EWC 44i Exhilarated by Work With

Clients
CBPM 44j Clients Blame me for Prob-

lems*
AWJ 44k Accomplished Worthwhile

Things on the Job
DWEP 441 Deal with Emotional Problems

Calmly
FBO 44m Feel Burned-Out*
WUCMF 44n When Unsuccessful with

Clients, It's My Fault*
DCHSC 44o Don't Care What Happens To

Some Clients*

HSJC 45 How Successful Are You on
Job With Clients*

LSNJ 46 How Likely That You Will
Leave the Service Next Year

* Reverse Coded
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RBTO 48a Right Breaks or Take Advan-
tage of Opportunities

WWMD 48b What Will Happen Will or
Make Decision to Take
Action

ODNC 48c My Own Doing or No Control
Over Direction of Life*

RPGJ 48d Knowing Right People or Do
Good Job

CN2 Card Number 2

.. ID3 -- Respondent's ID

* BLMM 48e Bad Luck or Mistakes Made
" PWMF 48f Make Plans Work or Matter

of Fortune*
LLFC 48g Little To Do With Luck or

Flip a Coin*
NBOF 48h No breaks of Own Fault
LINC 48i Little Influence Over Things

or Not Luck That Plays Role
BGLA 48j Bad Balanced By Good or

Lack of Ability
AHNL 48k Accidental Happenings or

No Such Thing as Luck

TB 49a Trouble Breathing
PB 49b Pains in Back
TST 49c Tired in Short Time
TGS 49d Trouble Getting to Sleep
DGUM 49e Difficult to Get Up in

Morning
HPR 49f Heart Pounding
HS 49g Hands Sweating
PA 49h Poor Appetite
SD 49i Dizzy Spells
TSA 49j Trouble Staying Asleep
US 49k Upset Stomach
H 491 Headaches

O SIBJ 50 Stress Imposed by Job

SIWP 51 Stress Impacts Work Perfor-
mance

O: * Reverse Coded
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MID 52a Most Important Dimension
LID 52b Least Important Dimension

FPW 53a Feel I'm A Person of Worth*FNGQ 53b Feel I Have a Number of Good
. 53cQualities*FF 53c Feel I'm a Failure
FDGAO 53d Feel I Do Things as Well as

Others*FNMPO 53e Feel Not Much To be Proud Of
TPATM 53f Take Positive Attitude

Toward Self*
SWM 53g Satisfied with Myself*W.IMR,4 53h Wish More Respect for SelfFUAT 53i Feel Useless at Times
NGAA 53j No Good At All

OSWL 54 Overall Satisfaction With
Life

CN3 Card Number 3

SUBSCALES

SC26 26 Emotional Support of Co-
Workers

*Score = total of 26a+b+c+d
Range: 4 to 16
Higher Score = more emotional

support
SC30CMF 30 Comfort

*Score = total of 30d+f+p+r+

s+t+u
Range: 7 to 28
Higher Score = greater com-

fort
V. SC30CEL 30 Challenge

*Score = total of 30c+g+i+j+0O." 
l+q

Range: 6 to 24
Higher Score = greater

challenge

*° * Reverse coded
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SC30FR 30 Financial Rewards
*Score = total of 30h+k+o
Range: 3 to 12
Higher Score = greater

financial rewards

SC30RWC 30 Social Relationship With .
Co-Workers

*Score = total of 30a+w+aa
Range: 3 to 12
Higher Score = better rela-

tionship

SC30PRCM 30 Promotions
*Score = total of 30b+v+y
Range: 3 to 12
Higher Score = better feel-

ings about the promotion
system

SC30RC 30 Role Conflict
*Score = total of 30e+m+x+z
Range: 4 to 16
Lower Score = higher role

conflict
SC30SUPC 30 Supervisory Competence

*Score = 30n
Range: I to 4
Higher Score = higher compe-

tence
SC34SFS 34 Supervisor Emotional Support

*Score = total of 34a+b+c+d+
e+ f

Range: 6 to 24
Higher Score = more supoort F

SC44IPRS 44 Impersonalization
*Score = total of 44b+d+f-4-o
Range: 4 to 28
Lower Score: more imper-sonalization

* e C
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SC44PACC 44 Personal Accomplishment
*Score = total of 44a+c+e+g+

h+i+k+l
Range: 8 to 56
Higher Score = more feeling

of accomplishment

SC44ATT 44 Attribution
*Score = total of 44j+n
Ranae: 2 to 14
Lower Score = more attribu-

tion of blame

SC41EWL 41 Emotional Wellness

*Score = total of 41a thru 1

Range: 12 to 48
Lower Score = more emotional
distress

SC48LOC 48 Locus of Control

*Score = total of 48a thru k

Recode: a, b, d, e, h, i,
j, k (1=0; 2=1)

Recode: c, f, q
(1=1; 2=0)

Range: 0 to 11
Higher Score = internal

locus of control

SC49PHWL 49 Physical Wellness
*Score = total of 49a thru 1

Range: 11 to 48
Lower Score = more physical

distress

SC53SF 53 Self-Esteem
*Score = total of 53a thru j
Recode: a, b, d, f, q
Range: 10 to 40
Higher Score = more self-

esteem

* Reverse Coded
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THE UNIVERSITY OF TEXAS AT AUSTIN
fLIIOUL OF &OLIAL WORK

AUITIN, T751* 78712

I am on an AFIT assignment at the University of Texas
as a doctoral candidate In social work. As my dissertation
topic I have chosen to examine the level of Job satisfaction
among the professional social work officers In the Air Force.
This study has the approval of the USAF (SCN 83-62).

The enclosed questionnaire asks questions about you. your
work environment, and your Job. It will take about 30 minutes
of your time to answer the questions. While I an fully aware
that this is a significant time connitment..! believe that.
you will find the questions Interesting and worthwhile.
I need to have completed questionnaires from everyone In
order to accurately assess the dimensions of our work role
in the Air Force and Its Impact on levels of job satisfao-
tion.

Your answers to all of the questions are. of course.
voluntary and will be kept strictly confidential. The
answers which you provide will be pooled with those of the

" -other respondents and no Identifying Information of any
kind will be used In the study results.

I would appreciate your completing the questionnaire
and returning It to me as quickly as possible. I have en-
closed a stamped, self-addressed envelope for this purpose.
There will be no way for me to identify any of the returned
questionnaires. I am asking you. therefore, to mail the
enclosed postcard to me separately so that I will know that
you have completed and returned the questionnaire. This
will help me save both tine and expense as I will be able
to determine who has not responded and then mail follow-up
questionnaires only to those people. There is also a place
on the postcard where you can Indicate whether you want to
receive a summary of the findings of this study. In a small
way sharing these findings about our profession will be my
way of saying *thanks" for your time and help.

Your answers are very Important to the goals of this

study. I really appreciate your assistance.

Sincerely

Daniel W. Ja ons i, Capt, USAF BSC
Clinical SOciaL*.rk er
Doctoral Candidate in Social Work

231
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APPENDIX G

PRIVACY STATEMENT

In accordance with AFR 12-35, paragraph 8, the following
information is provided as required by the Privacy Act of
1974:

a) Authority:

(1) 5 U.S.C. 301, Departmental Regulations, and/or

(2) 10 U.S.C. 8012, Secretary of the Air Force,
Powers, Duties, Delegation by Compensation; and/
or

(3) DOD Instruction 1100.13, 17 April 68, Surveys
of Department of Defense Personnel; and/or

b) Principal Purposes. The survey is being conducted to
collect information to be used in research aimed at
illuminating and providing inputs to the solution of
interest to the Air Force and/or DOD.

C) Routine Uses. The survey data will be converted to
information for use in research of management related
problems. Results of the research, based on the data
provided, will be included in a written master's
thesis or doctoral dissertation and may also be in-
cluded in published articles, reports, or texts.
Distribution of the results of the research, based on
the survey data, whether in written form or oresented
orally, will be unlimited.

d) Participation in this survey is entirely voluntary.

e) No adverse action of any kind may be taken against
any individual who elects not to participate in any
or all of this survey.

2[. 233
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THE UNIVERSITY OF TEXAS AT AUSTIN

SCHOOL OF SOCIAL WOIR
AUSTIN. TEXAS 79722

About a month ago I sent you a questionnaire which
I am using to gather data about our corps and which will
be used to complete my APIT sponsored doctoral disserta-
tion. To date, I have not received a response from you.
I realize that It Is possible that, if you did respond,
the letter has been lost in the postal system. If you did
previously respond, you can Ignore this package and discard
it. Let me say now, -thanXn" for your assistance. If, however,
you didn't get around to completing the questionnaire or
have lost It, I've enclosed another one. Please consider
taking some time to oomplete it.

Your answers will be voluntary and are strictly con-
fidential. All answers will be pooled with those of all
the other respondents and no Identifying Information of
any kind will be in the study results. I have enclosed a
stamped, self-addressed envelope for you to use In re-
turnirg the questionnaire to me. Since there will be no
way for me to know who has returned a questionnalre. I
have also enclosed a stamped. addressed postcard which
you can complete and return to me separate from the survey
questior.Alre. In this way I will be able to determine
who has completed and returned the questionnaire.

From past erperienoe I know just how hard it can be
to take the time to complete another questionnaire during
an already busy day. I understand and can only assure you
that your responses are very Import ant to this study.

Once again. -thanks" for taking the time to help
In completing this study. I hope in some way that it will
benefit all of us.

Sincerely.

• Daniel W. Jablonski, Capt. USAF

Clinical Social Worker
Doctoral Candidate in Social Work

2 3
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THE UNIVERSITY OF TEXAS AT AUSTIN
SCHOOL Of SOCIAL WORK

AUSTIN, ThZAS 787:2

A few weeks ago I sent you a follow-up survey package
which I am using to obtain data on the social work corps
In the Air Force. This data will be used to complete my
AFIT sponsored doctoral dissertation. To date, I still
have not received a response from you. If you have not
yet taken the time to complete the questionnaire. I am
asking that you take the time to do so. I assure you that
your responses are Important to this study and to the
response of the Air Force to the study results. It really
won't take that much time to complete.'

Keep In mind that this survey Is both confidential
and participation is voluntary. In no way will you be
i dentified as an Individual. All the data will be pooled
with that of the other respondents. After completing the
survey, please sign and return the enclosed postcard
separstely so that I will know you have completed the
questionnaire. Your questionnaire should be mailed sep-
arately In the enclosed stamped and addressed envelope.

I know from my own past experiences how many demands
our roles as social workers In the Air Force can make on
our limited time resources, But if we are to understand
In a better way the role and needs of Air Force social
workers, Information from persons such as you are of the
utmost Importance. Please consider completing the survey
questionnaire as soon as you can.

Sincerely,

0 Daniel W. Jablonski. 7apt. USAF
inical Social Worker

Doctoral :andidate in Social Work

237
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APPENDIX J

CORRELATES OF JOB SATISFACTION

Table 2

Regression Analysis of Job Facets on Job
Satisfaction by Gender

Males
Job Satisfaction Beta t-statistic

Income .01 0.087
Marital Status -.04 -0.679
Challenge .45 6.980***
Comfort .02 0.210 R = .74
Financial Rewards .22 3.623*** R2 = .55
Promotions .18 2.913**
Role Ambiguity .13 2.304*
Role Conflict .01 0.016
Workload .02 -0.277

Females

Income -.01 -0.007
Marital Status .10 2.043*
Challenge .38 6.415***
Comfort .10 1.403
Financial Rewards .06 0.972 R = .65
Promotions .20 3.501*-* R2 = .42
Role Ambiguity .06 1.015
Role Conflict .08 -1.104
Workload .09 1.340

*p .05
**p .005

***p .001
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