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Preface

The purpose of this thesis is to satisfy part of the requirements
for a Master of Science degree in Systems Management from the Air Force
Institute of Technology. Additionally, it provided an opportunity for
me to study the complex but intensely interesting area of work motivae
tion., Not surprisingly, this research seemed to develop more questions
than it was able to answer.

I express my sincere appreciation to those who contributed sugges-
tions, interest, and encouragement for this study., Special thanks are
due my advisor Major Edward J., Dunne, and also my second reader Major
Saul Young. Valuable assistance was also received from Major Charles
McNichols for the use and interpretation of his clustering algorithm,

Finally, a particular mention of gratitude is due my wife June,
not only for expertly typing this thesis in countless drafts, but also

for continuous support and encouragement throughout this experience.

Paul F. Daspit
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r (. Abstract
| 5 \jT ;
‘{ he primary objective of this research was a comprehensive model

of work motivation, performance, and satisfaction based on contemporary
theories of work motivation and models of job design. General motivation
theories and specific theories of work motivation and job design were re=-
viewed and compared in terms of their explanation of the process and con=-
tent of work motivation. The Porter-Lawler expectancy model of work moti-
L vation was selected as a framework on which to develop a comprehensive
model. f The proposed model expanded the Porter-Lawler model by (1) re-

placing intrinsic and extrinsic work system outcomes with job property,

R

interaction feature, and organization policy outcome clusters; (2) adding
psychological states as mediators between work system outcomes and job

z facet satisfactions and between work system outcomes and effort-outcame
expectancies; and (3) distinguishingrbetween performance-related gnd_

‘f}' membership-related job facet satisfaction.,._% Ne‘{f\ ?(H:%/

,‘ Empirical data were analyzed to investigate the work outcome cluster
hypothesis., Self-reported work factor relative importance measures for
13 work factors from 76 civilian and 50 military employees of three account-

a ing and finance work centers at four USAF bases were analyzed. Results of
cluster and factor analyses indicated moderate support for the clustering
hypothesis.

Additional correlation and regression analyses supported the hypoth=
esis that job property work factor amounts were better predictors of over-
all job satisfaction than interaction features or organization policy vare
iables. No support was found for the hypothesis that interaction features

Cﬁ) were better predictors of overall job satisfaction than organization policy




f variables. Results of te-tests for hypothesized high and low satisfaction

b’

et ll subgroups failed tuv support the general hypothesis thav self-reported
éﬁ work factor relative importance was an effective moderator of the work
Lf \Taggfr amount = overall job satisfaction relationship.

It was concluded that the proposed model requires further testing

and refinement before specific implications can be made. However, the

. proposed model is considered a necessary and significant first step to=
- ward understanding the complex and dynamic interrelationships present
in the work system that impact motivation, performance, and satisfaction.
‘ v
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AN INTEGRATION OF CONTEMPORARY THEORIES
OF WORK MOTIVATION: A PROPOSED MODEL AND
PARTIAL TEST WITH IMPLICATIONS FOR JOB DESIGN

I. Introduction

Work, one's job, is a central element in the lives of most adults.
In many cases, it is a major contributor to one's identity, self-esteem,
desire to achieve, economic self-sufficiency, status, family stebility,
and social interaction. In genéral, it is often a primary means of
personal evaluation,

Interaction between the employee (values, needs, perceptions, and
goals), the workplace (technical and social environments), and the organ=-
ization (goals, structure, and standards) is complex, multi-dimensional,
and dynamic. This interaction has been studied and researched by hundreds
of management theorists, union and government leaders, industrial engineers,
psychologists, soclologists, and other behavioral scientists in scores of
ways and with increasing frequency.

; Of particular interest in the immediate past has been the evolution
of the idea that human needs and values significantly impact job motiva=
tion, productivity, and satisfaction, Traditionally, jobs have been
designed or engineered for efficiency without.taking into account the
effect of such designs on the worker, The job engineering approach to
job design, based on Taylor's (1911) scientific management, seeks to
make jobs more efficient by improving work methods, tools, and task
structure through time-and-motion studies, routinization, task division,
and production standards. When human needs and values are considered, it
is apparent that the job engineering approach to job design is wanting.
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Another approach to job design - job enrichment/enlargement -
attempts to correct the existing imbalance inherent in traditional job
design. In contrast to simplified, standardized, and specialized jobs,
an enriched/enlarged job is complex, challenging, and broad in scope,
giving the worker duties that require a higher level of skill and

responsibility.

Quality of Working Life
In order to have not only a definition of job enrichment, but also
some perspective, it is necessary to examine the broader concept of the
quality of working life. Because of the different groups interested in
working life quality (workers, unions, management, industrial psycho-
logists, and government representatives), there is no well-accepted or
well-developed definition of the term quality of working life (QWL).
Herrick and Maccoby (1975) refer to QWL as the humanizing of work
using the four principles of gecurity (health, safety, income, and
future employment), equity (compensation commensurate with contribution
to the value of the product, profit sharing, and compensation on the
basis of skills and knowledge developed), individuation (stimulating
development of craftsmanship, autonomy, and learning), and democracy
participatory management and worker controi).
These four principles = security, equity, individuation
(craftsmanship, autonomy, and learning), and democracy =
together describe a system that is constructed to optimize
the worker's well-=being and correspondingly, that of society.
Such a system would develop in the worker a sense of hope,
activeness, and productiveness, alleviat symptoms of
discontent, mental illness, and despair. (Herrick and
Maccoby, 1975:66)

Walton (1975) proposes eight conceptual categories relating to QWL,
interrelated to each other and to productivity., Although not necessarily

applicable to all workers/workgroups equally, they provide a framework of




the salient features that together make up the quality of working life.
The eight categories are:

1. Adequate and Fair Compensation - does QWL meet the socially de-
termined standards of sufficiency or the subjective standard of the re=-

cipient?

2. Safe and Healthy Working Conditions.
3. Opportunity to Use and Develop Human Capacities - worker autonomy,

development and use of multiple skills, availability of information to
enhance worker perspective, whole task involvement planning as well as

implementing.

k. (_)ggortuhitz for Continued Growth and Security - personal develop-

ment, organizational and career advancement, employment and income security.

5. Social Integration of the Work Organization - freedom from prej-

udice, egalitarianism, mobility, supportive groups, and interpersonal open=
ess.

6. Constitutionalism in Work Organizations - privacy, free speech,
equity, and due process.

7. Work and the Total Life Space - balanced role of work with leisure
time, family, and community.’

8. Social Relevance of Work Life - commnity responsibility.

It is apparent that considerable overlap exists between the four
principles of Herrick and Maccoby, and Walton's eight categories, but most
importantly, it is obvious that the job enrichment approach to job design
is a subset of the much broader QWL concept. Efforts to impr:re the quality
of working life are seen as closely related to organizational development
programs, whereas the focus of job enrichment is primarily on the content

and structure of the worker=job relationship. Additional development of
this focus will be dealt with in a later section,.
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Quality of Air Force Life

In March 1975, the Air Force Management Information Group (AFMIG)
was created at the direction of the A;r Force Chief of Staff. The
charter given to AFMIG was:

to make a good service better; by examining the
organization and management of the Air Force as
they relate to or impact on the human resource;
and by developing initiatives which enhance both
the quality of leadership in the Air Force and
the well-being of Air Force people. (Ellis, 1975)

A primary tool used by AFMIG to carry out its charter was a 1SQ+

question Quality of Air Force Life (QOAFL) survey. Two QOAFL surveys

have been administered, one in 1975 and one also in 1977. The instru-
ments include questions covering general and specific quality of life
information, job satisfaction, and career intent. Quality of Air Force
Life Indicators (QOAFLI) cover nine areas; economic standard, economic
security, free time, work, lesadership/supervision, equity, personal
growth, personal standing, and health (Military Testing Conference,
1975:421),

It is difficult to say just what impact the QOAFL studies have or
have not had on the decisions made by Air Force leaders over the past
three years. From an optimistic viewpoint, it might be suggested that
various personnel programs have been directly aff;cted by the findings.
Some of these programs include the restructuring of enlisted ranks into
the "three=-tier" formation to improve lines of authority and responsibil-
ity, the division of grade EL into Senior Airman and Sergeant, expansion
of race relations program into human relations program, reduction of the
number of military moves, and giving members more say in future assign=-
ments (Callander, 1976). 1In addition, an Air Force civilian information
crossfeed program has been initiated with the goal of improving the




military-civilian employee relationship (Informed Civilian Workforce,
1977).

The establishment of AFMIG and the use of surveys to gain insights
into the quality of life and work in the Air Force reflects the importance
of and concern for human resource management. One particularly pervasive
human resource topic, in both the public and private sectors, is the topic
of job design.

Job Design

The two approaches to job design (engineering and enrichment/enlarge-
ment) mentioned previously are congruent with the definition of job design
proposed by Davis:

The area of job design is complex and multidimensional

involving organizational, technical, and personal dimen=
sions. Job design may be conceived as the organization
of the content of a job to satisfy the technical-organ-

izational requirements of the person performing the work.
(Davis, 1957:305)

The implication of the above definition is that a "total economic
cost" concept must be used to include the multidimensional character of
Job design, This concept should include both short and long term con=
sideration of engineering, organizational, social, psychclogical, and
physiological effects (costs).

Although the ultimate goal of most work improvement efforts are, for
the most part, similar, there are various operational approaches which,
taken as a whole, characterize the state of job design. Among them are
job rotation, job enlargement, job enrichment, work simplification, and
the "planedo=control" concept of work (Rush, 1971).

Briefly, job rotation implements programmed movement from one task
to another. Ideally, the different tasks would require diverse worker

skills, thereby promoting skill learning as well as occupational flexibil-
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ity. The desired results are increased interest in and knowledge of the
job by the worker.

Job enlargement attempts to collect several related tasks (not
necessarily requiring different skills) to expand the scope of the job.
The intent here is to decrease boredom and increase job challenge by
handling a larger part of the operation.

Job enrichment, in its narrowest definition, strives to increase
the difficulty of the tasks by demanding more of the worker's capabil-
ities. Specifically, more involvement in the "managing" and "controlling"
of the job is given to the worker, appealing to his desire for more res-
ponsibility and accountability. This is also the approach taken by the
"Plan=-Do=-Control" method of work as its name implies.

Finally, the work simplification approach removes unnecessary or
duplicated tasks from the work process. Results hoped for are improved
methods and logical and efficient sequences as well as a more visible
and natural work unit promoting worker=-job identity.

Although the above treatment of job rotation, enlargement, enrich-
ment "Plan=Do=-Control", and work simplification has been brief, it is
apparent that the difference between them is not critical. In addition,
these "labels" of job design reflect more of the implementation aspects
than conceptual foundations.

From another viewpoint, four theoretical approaches to job design
are suggested (Activation Thepry, Motivation=Hygiene Theory, Socio=Tech=
nical Syateha Theory, and Job Characteristics Theory), which to some
extent overlap, but are also complementary (Hackmam & Oldham, 1976).

A brief explanation of each will suffice at this point as a more detailed

treatment is contained in Chapter II.
Activation Theory focuses on how job design can minimize the neg-




ative consequence of work that is highly routine and repetitive.
Motivator-Hygiene Theory examines ways that the content of the work can
be changed to provide new or increased opportunities for positive and
reinforcing motivation, satisfaction, and productivity. The socio-
technical systems approach to job design deals with ways that the social
and technical aspects of the workplace can be changed to simultaneously
enrich both the content and context of the work. And, finally, the Job
Characteristics Theory focuses on objective characteristics of jobs and
ways in which worker differences affect the relationship between those
objective characteristics and desired outcomes such as high productivity,
satisfaction, and job involvement.

The issue of individual differences among workers is receiving an
increased amount of attention in job design programs. Obviously, not
all jobs are suited to all people. However, the conceptual cﬁnrseness
reflected by that statement is inadequate when designing and implementing
work redesign programs. What is required are vastly improved and articulate
methods to fit people to jobs and jobs to people. :

This job=worker congruence can be conceptualized as a two=-way inter-
action between resources and demands of both the worker and the job (see
Figure I-1). The knowledge and skill of the worker (a resource) sstisfies
the job requirements (a demand), while the job provides opportunities for
personal satisfaction (a resource) of the individual worker's needs and
goals (a demand). Increasing this congruence should be the goel of job
design programs.

Another way in which to visualize the impact that worker differences
have on the job design process and/or program success is shown in Figure
I-2, The individual desirability (ID) dimension represents those indi-
vidual differences which affect job enrichment/job design programs.




Resources Demands
Personal knowledge Individual values,
Worker and skills. needs, aspirations,
and goals.
<.
Opportunities for Job and
Job personal satisfaction Organizational
and valued rewards. Requirements.

Figure I-1. Congruence Between Job and Worker.
(Hackman and Suttle, 1977: 115)

Structural opportunity (SO) dimension represents the strictly technical
aspects surrounding a job or group of jobs such as the production process/
sequence, plant layout, and finished product volume requirements. The
economic feasibility (EF) dimension represents both long and short term
economies resulting from job design efforts. The EF dimension should
account for all resource development and utilization, including human
resources.

Although the SO and EF dimensions may not be independent (on some
issues they may be closely related), it is still useful to conceptualize
these dimensions in this way. All three dimensions must be considered if
Job design efforts are to amount to anything more than a "shotgun" approach
to organizational development. For example, both the SO and EF dimensions
could be high in a given situation, but if the ID dimension is low, a job

design program may likely be unsuccessful.

Job Design in the Air Force
To date, work redesign programs in the Air Force that follow the

Motivation-Hygiene Theory are most prevalent. Specifically, they are
known as Orthodox Job Enrichment (OJE) programs, a trademark of Herzberg
and Associates (Herzberg and Rafalko, 1975). Because of a number of suc-
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Figure I-2. Dimensions of Job Design Program Success.

cessful program implementations at one Air Logistics Center (ALC)

from 1974 to 1976, the OJE effort has been extended throughout the
entire Air Force Logistics Command (AFLC OJE Handbook, 1976). This

is by far the largest single Air Force (and possibly any) behavioral
science intervention. As of September, 1977, AFLC personnel strength
was 9,000 military and 82,000 civilian employees (Air Force Magazine,
1978:133). By March, 1978, over 10,000 employees (nearly all civilian)
were involved in job enrichment programs (Goldstein, 1978).

In addition to OJE, other job design programs are being initiated
in the Air Force, though primarily of an experimental nature, Incomplete
but encouraging results have been experienced from pilot projects wita
security policy, vehicle maintenance and operations; and personnel admine
istration units (Umstot, 1978).

Early Results

Implementation successes (in both the Air Force and private sector)
have confirmed the well-publicized potential of job enrichment. However,
as more programs have emerged, an increased number of failures or "non-
successes" have raised serious doubts about the universal application

of job design (and specifically job enrichment) as a tool for change




(Hackman, 1975). One reason suggested for the lack of continued success

is that some of the early theory ignored (or failed to explicitly consider)
the effect of individual differences on the job design process (Hackman,
Oldham, Janson, and Purdy, 1975). The implication is that not everyone

is equally motivated by the work itself or by the challenge of or identity
with a meaningful job. More specifically, complex, responsible, and ful=-
filling jobs might be a motivating incentive only for individuals who have
some desire for higher-order need satisfaction (advancement, growth, achieve-
ment), and only if that need-satisfaction can be associated with the job

(Nemiroff and Ford, 1976).

Problem Statement

Recent research in the area of job design centers around the pro-
position that success of a job design program is linked to the psycho=-
logical make-up of the worker. However, a substantial theor& explaining
the relationship between human behavior and job enrichment efforts is still
non-existent. One developing idea proposes that a concept of "growth need
strength" is instrumental in understanding the way in which psychological
needs affect worker response to enriched work (Hackman and Lawler, 1971).
Another emphasized the social dimension of behavior as an additional con-
straint on the job design process (Alderfer, 1972; Sims and Szilagyi,
1976; Hackman and Suttle, 1977). The focus of this research is on the
development of a comprehensive model of work motivation which addresses
the interrelationships in the work environment relevant to job design

efforts.

Research
The plan of this research is to examine and analyze job character-

istics - work motivation = work outcome relationships of job design
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theories. This analysis will include three major elements; 1) evaluation
of conceptual models of work motivation, 2) synthesis of a job character-
istics - motivation - satisfaction model, and 3) testing of the synthe-
sized model with empirical data.

Model Evaluation. Six conceptual models that explicitly examine the

way in which task design influences motivation, performance, and job sat-
isfaction will be reviewed. Each model will be evaluated in terms of
utility for understanding motivational processes and also in its ability
to indicate action required for job redesign. The six models are:

1) Motivator - Hygiene Theory,

2) Achievement Motivation Theory,

3) Activation Theory,

L) Socio-Technical Systems Theory,

5) Requisite Task Attributes Model,

6) Job Characteristics Model.

Model Synthesis. Based on the review of the six models listed above,
a comprehensive work motivation model will be proposed. Of particular
interest will be the inclusion of variables to model the effects of indi=-
vidual and situational differences.

Model Testing. The data which will be used to test the proposed
model were collected approximately three years before the writing of this
thesis (see following section for a description of the data). As a result,
there are some limitations to empirically testing the proposed model.
These limitations will be identified subsequent to the presentation of the

model.

Importance of Research
As previously stated, most of the job enrichment efforts in the USAF
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are based on the Motivator-Hygiene Theory of job satisfaction. Although
some successes have been documented, it is critical that knowledge of the
Job enrichment/job design process be expanded. This is especially true
in those areas not addressed by OJE - individual differences and organ-
izational impact on the job design process. This research is aimed at
expanding that body of knowledge.

Population and Sample
With regard to empirical data analysis, these research findings

will be directed specifically at the Accounting and Finance Career

Field, and in general to the entire Air Force military and civilian work
force. The sample was comprised of 76 civilian and 50 military employees
of three accounting and finance work centers at four Mid-western USAF
BASES (refer to Tables I-1 and I-2 for demographics). Participation in
the sruvey was voluntary, and in most cases, all members of a work center
were surveyed.

Data. The empirical data consists of job attitude responses collected
in July, 1975, by a former AFIT graduate student. The purpose in gather=-
ing the data ﬁgs to examine the relationships between reported job scope
(perceived degree of enrichment or enlargement) and reported job satisfac-
tion., No previous analysis of these data has been accomplished.

Work Center Description. A total of 11 work centers were surveyed,
four Military Pay sections, four Travel sections, and three Accounts Con=-
trol sections. A complete work center description has been included as
Appendix B, so a general description is appropriate here.

‘The Military Pay section provides customer service for the military

member in matters concerning pay. This service is primarily one of inter=-

face with the highly automated pay system (Joint Uniform Military Pay Sys=-
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TABIE I-1

(” Demographic Variables
Variable Classification ngzgieln
1 . Base 1 ) 35
2. e3
3e 32
L. 36
2. Work 1. Military Pay 58
Center 2. Travel Section 29
3. Accounts Control 39
- 3. Employee 1. Mlitary 50
. 2., Civilian 76
1 L. Sex 1. Male 65
2. Female 61
S« Number of 1. Zero ol
Levels 2. One 18
Supervised | 3. Two or more 14
6. Pay Grade 1. Military (E2 - E7) El %
2, Civilian (GS3 - GS13) GS5 *
!t. T. Age 1. Mlitary (18 = I1) 26 3¢
2., Civilian (19 = 61) L5
note: ¥median pay grade
¥#average age

tem - JUMPS), and source document processing and control.
v The Travel section provides service for payment, collection, and
fund accounting for permanent change of station (PCS) and temporary duty
(TDY) travel. In addition, leave data is extracted from travel vouchers
and is forwarded to Military Pay for JUMPS updating.
The Accounts Control section establishes and maintains the base=
level General Accounting System. This section also provides technical

support to other functions maintaining cost systems in addition to pro-
viding an internal audit and quality control function for Accounting and

Finance.

13

e — — - . e .

-




TABLE I-2

Tabulation of Selected Demographics

Mil Cive
Male L3/26.7 22/15.0 65/32.9
Female* 7/24 .1 L9/15.2 56/42.6
50/26.3 71/L5.1 121/37.L
Mil Civ
Levels ° 28/7 1L/45 | L2/52
Super=- 1 8/0 L/6 12/6
i 7/0 w3 | 173
b7 | 22750 | 65761
Pay
- Grad
Ml (@S or E) Civ
6/1 2
3/ 3 1/4
14/5 N 2/16
9/0 5 6/15
_17/0 6 2/11
1/0 7 2/%
9 1/2
11 2/1
12 L/0
13 2/0
L3/7 22/54

(number/
average age)

(male/female)

(male/female)

# missing cases = §
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Thesis Objectives

Two primary research objectives for this thesis are, (1) a synth-
esized model of work motivation, and (2) analysis of existing data to
test the validity of the proposed model.

Specific Objectives. Three specific objectives were established
for this study:

1. A synthesized model of motivation, performance, and satisfaction
resulting from the integration of contemporary theories of work motivation
and current models of job design, that improves the understanding of theor-
etical and practical implications of job design.

2. Analysis of an existing set of empirical data (previously dis-
cussed) based on the implications and hypotheses of the proposed model.

3. Evaluation of the results and findings related to objectives 1
and 2 in terms of their implication for job design programs in the Air Force.

Scope. This research did not constitute an attempt to support or
refute any specific theory of work motivation. Rather, the research was
based on a complementary synthesis of contemporary theory. Testing of
the model was limite