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ABSTRACT
CAUSAL MODELING OF ORGANIZATIONAL COMMITMENT
Karin E. Klenke-Hamel |
0ld Dominion University
Director: Dr. Michael J. Kavanagh

This research was designed to develep a model of
organizational commitment by establishing a causal network
between three characteristics of the individual, work
motivation, tenure, and job satisfaction, two organiza-
tional/structural variables, decentralization and
formalization, and two job characteristics, the core job
dimensions and job stress as determinants of commitment. 1In
addition, this research was also intended to explcre the
role éf mental health within the proposed construct system.

The proposed model was tested on five samples, a
subsample of male and female employees, a female blue and
white collar subsample and a male white collar sample.
Successive iterations of a peth analytic technique indicated
that across the five occupational categories was the most
important determinant of organizational commitment.
However, if the facets of job satisfaction were examined
more closely, important differences became apparent. Both
blue <collar and professional '~ women feported that
satisfaction with supervision -determined, in part, their

identification with organizational goals. Blue collar and
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CHAPTER 1

INTRODUCTION

One of the most frequent complaints heard recently from
theorists and practitioners alike is that the values of
employees, particularly, in terms of 1loyalty to the
organization, have changed considerably. Commenting on the
changing values of the American worker, vYankelovich (1979)
cited the following statistics: in the 1960s approximately
59 percent of employed Americans considered their work a
source of personal fulfillment; now the total is fewer than
25 percent. Moreover, in the 1958s, 58 percent believed
that "hard work always pays off"; now only 43 percent hold
this belief. Finally, today only 13 percent of working
Americans find@ their work truly meaningful and more
important to them than their leisure time activities. This
change in values implies a shift from the Protestant ethic
to what many refer to now as the "leisure ethic"® accqrdihg
to which employees seem to be more critically examining the
personal costs/benefits of their .“;upremacy of work
rhilosophies” (Gavin, 1877). Similarly, with respect to
commitment, managers are expressing their concern with lack
of employee commitment.

Organizational commitment has beeh used synonymously
with terms such as organizational loyalty, professional
commitment, organiﬁatibnal attraction, and role commitment

without clearly differentiating these related constructs
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(Stevens, Beyer & Trice, 1978). Other researchers (e.g.
Schein, 197¢) have viewed commitmént as a dimension of
organizational effectiveness, or see it as the willingness
of an employee to exert high levels of effort on behalf of
the organization, and an acceptance of its major goals and
values (e.g. Porter, 1968). still others such as Kanter
(1968) define organizational commitment as the willingness
of social actors to give energy to the organizaticen, as an
affective attachment to the goals and values of the
organization (Buchanan, 1974) or a normative attitude based
on values and expectations of loyalty and duty (Weiner &
Yardi, 1989).

From a theoretical perspective, many of the early
conceptualizatidns of organizational commitment were derived
from exchange theory. domans {1958), for instance;
considered commitment in terms of the bargaining or exchange
relationships between the employee and the organization; the
more favorable the exchange in terms of costs and henefits
from the employee's point of view, the greater his or her
commitment to the system. Similarly, Becker (1960)
redefined the simple exchange paradigm by introduqing the
concept of side bets or the investment quality of
organizational participation. According to Becker, the more
an employee has invested into the organization, and the more
he or she could lose by leaving, the greater the personal

commitment toe the organization. Implicit in this version of

Ede

exchange theory is the idea that as investments or side bets
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accumulate, tﬁe attractiveness of other ofganization; or
occupations declines in comparison.

Sheldon (1971), in an attempt to provide evidence on
the concept of side bets proposed by Becker, studied Ph.D.
scientists in a large private laboratory. She departed from
the assumption that scientist's commitment would follow
their investments in the organization which was defined as
age, position, and length of service. Although all of these
factors were associated with commitment, an unexpected
interaction between length of service and position emerged
such that for younger employees, those occupying middle-
level positions were less committed than those in higher or
lower positions. Nevertheless all scientists were highly
committed after ten years of service regardless of position.

Sheldon (1971, p. 145) hypothesized that investments
lead to commitment in the following manner: the employee
makes decisions at various points of his or her career
regarding whether to remain or to leave the organization.
Unanticipated consequences follow from these decisions,
including the consequence that alternative employment
options become less feasible. The individual may even be
unaware of the extent to which his or her previous decision,
including decisions by default, have affected the present
position until a career decision is required. At that time,
if the person has investments in the organization, he or she
may have no choice but identify with the organization,

thereby becoming committed to the organization. Thus,
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investments can be thought of, as Kanter (1968) suggested,
as contributions whereby present participation is tied to
continued membership in the organization. As the prcpensity
to remain with a given company increases as a function of
the worker's growing commiément, the person's social
identity becomes tied to that of the organization (Scholl,
1281).

‘March and Simon (1958) postulated in their model of
employee turnover that the propensity of an individual to
leave the organization is primarily influenced by his or her
satisfaction with the job (see research hypothesis 19 in
Chapter 2). Briefly stated, since a more detailed review of
thé relationship between satisfaction and commitment _is
presented in Chapter 2, the greater the individual's
satisfaction with the' job, the 1lesser the propensity to
search for alternative jobs. Although March and Simor found
that the satisfaction (or the motivation to withdraw from
the organization) factor held for both voluntary turnover
and absenteeism, the question of a critical level on the
satisfaction-dissatisfaction scale at which job holders
commence to scan alternative options has not been
sufficiently considered. In addition to the satisfaction
factor, the March and Simon model also predicts that the
greater the number of perceived extra-organizational
alternatives, the greater the employee's propensity to

leave.



Most of "the researchers quoted abqve conceived of
commitment as involving some psycholoéical bond between the
employee and the organization. Sometimes this psychological
bond is equated with the employee's identification with the
goals of the organization as the employee perceives them.
Ball, Schneider and Nygren (197¢) stated that the
organizational identification ié the process by which the
goals of the oréanization and those of the individual become
congruent and integrated. Consequently, a positive
relationship can be expected between organizational
identification and individual commitment to organizational
goals, a hypothesis which was supported by their data.

These various attempts at defining the concept of
organizational commitment clearly indicate that despite the
extensive research on the topic, a comprehensive definition
of the concept does not exist nor does a model of the
commitment process which incorporates divergent points of
view (Scholi, 1981). However, although no widely agreed
upon definition is accepted, most researchers pontend that
organizations value loyalty and dedication of their members
because presumably the more committed employees are to an
organization, the more productive and satisfied they are.
Furthermore, committed employees stay on the job longer and
are willing to make ©personal sacrifices for the
organization. Moore ({1965) suggested that a committed
employee is important to the organization because (a) he or

she requires less supervision and performs better than a
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noncommitted .employee and (b) the employee behaves more
predictably in crisis situations and other situationé
requiring individual decision making.

According to Scholl (1981), two clearly divergent
schools of thought may be distinguished in the current
literature on organizational commitment. The first approach
which has been labeled the rational or attitudinal school
(Porter, Steers, Mowday & Boulian, 1974; Steers, 1977)
considers commitment as an employee attitude or a set of
behavioral intentions such as the desire to remain with the
organization whereas the second school of thought, variously
referred to as the behavioral or irrational school, views
commitment as a force tying the individual to a specific
organization (Becker, 196#). The behavioral school uses the
concept of investment to explain membership and, in doing
so, implicitly defines commitment as &a type of force
directing individual behavior. This approach, according to
Scholl, has utility in that commitment, viewed as a
motivating force, acgquires predictive and explanatory power
it does not have when defined as a set of behavioral
intentions. As a result of these divergent conceptual-
izations, commitment, while a complex facet of organiza-
tional behavior, is only partially explained by existing
theories.

Yet despite the lack of consensus regarding the
conceptualization of organizational commitment, few

researchers and practitioners alike question the importance
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of commitment with réspect to critical work related
outcomes. For example, evidence has consistently.suggested
that organizational commitment is an important predictor of
employee turnover (Koch & Steers, 1978; Porter, Crampon &
Smith, 1976; Steers, 1977). Moreover, the findings by
Mowday, Porter and Dubin (1974) indicated that highly
~committed employees may perform better than less committed
employees. Finally Porter et al. (1974) reported that
organizational commitment was a better predictor of eventual
turnover across several time periods than were measures of
satisfaction with various facets of the job.

The importance of organizational commitment with
respect to work related outcomes is probably best
illustrated by 'the lifetime commitment in Japanese work
organizations which is central to the social organizétion of
Japanese companies and supported by the belief in "the £firm
as one family." The Japanese model of lifetime commitment
predicts minimal interorganizational mobility since men (the
model does not apply to women) enter organizations after
completing school, with the expectation that they will
remain in the organization until retirement at age 55 (Marsh
& Mannari, 1971). The basic meaning of lifetime commitment
is that there is a tightly reciprocal set of obligations
between the company and the employee; the company will not
discharge the employee except in most extreme circumstances,
and the employee, in return, will not quit the company for

employment elsewhere. As a result of this lifetime
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commitment, Japanese workers tend to have a greater sense of
loyalty to their employing organization than their Americaﬁ
counterparts. Abegglen (1958), for example, stressed a
deeper level of commitment to the employing firm, culturally
distinctive for Japan and stated that the worker, whether
laborer or manager, is bound to remain in the organization's
employ, despite potential economic advantages associated
with job transfers. 1In this view, the worker considers it
morally right to stay with the company, regardless of how
much status enhancement or satisfaction the organization
provides over the- years (Tairi, 1962). According to
Abegglen (1958), the cause of this lifetime commitment in
industry is that in Japan loyalty to the group and with it
an interchange of responsibilities and a system of shared
obligations take the place of the economic basis of
employment (p. 17). Numerous studies of Japanese
organizations (e.g. Cole, 1971; Marsh & Mannari, 1971; 1972;
1976) have émphasized lifetime commitment to organizational
norms and values as avdistinctively Japanese factor in the
life cycle of Japanese organizations. Loyalty 1is, of
course, rewarded by the organization over the years by an
accumulation of pay increases, bohus and fringe benefits,
paid vacations, promotions; and in general by a steadily
advancing status in the company (Marsh & Mannari, 1971).

The only currently existing approximation of & model of
organizational commitment was proposed by Steers (1977) who

attempted to 1link a set of hypothesized antecedents with



empirically validated outcomes (e.g. attendance, retention)
of commitment. The antecedents were grouped into three
categories: (1) personal characteristics such as age,
education, or need cf achievement; {2) job characteristics
to include job challenge and opportunities for social
interactions; and (3) work experiences based on group
attitudes toward the organization, trust, or the realization
of personal expectations during the employee's tenure in the
organization. Although no attempt wés made to establish
causal relationships among these antecedents and outcomes,
it was reported that the three classes of antecedents
related significantly to commitment. Howevef, as Steers
(1977) noted, since few studies have taken a systematic or
comprehensive approach, the findinés from research on
commitment have not been cumulative or conceptually woven
into a theoretical framework that ‘can be applied to
different organizations.

The purpose of this research was to develop a
comprehensive model of commitment. The apprcach used
combines empirical research on the topic with recent
findings from research and theory in the areas of work
design (Hackman & Oldham, 1976; Hackman & Suttle, 1977) and
job stress (McLean, 1979; Cooper & Payne, 1979) while at the
same time incorporating individual and organizational
concomitants of commitment into a framework of causal
relationships. As Farrell & Rusbult (1981) pointed out,

most research on commitment has either explored the
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relationship‘ among various individual predictors of
commitment such as age, education or tenure or has exaﬁined
the impact of one or more theoretical constructs such as
side bets on commitment (e.g. Buchanan, 1974; Aranya &
Jacobson, 1975; Pfeffer & Lawler, 198¢) without developing a
general theory of the causes of commitment.

The primary goals of this research are twofold:

a. to delineate a theoretical model of commitment by
identifying a set of causal interrelations among
individual, job, and organizational variables

b. to test the proposed model on male and female
employees in a variety of occupational and

organizational settings.

This research contributes to the present understandiné
of organizational commitment in a number of important ways.
First, the theoretical framework has been enlarged by
”incorporating both job characteristics and job related
stress into the causél model. The job characteristic model
developed by Hackman & Oldham (1976) specifies the
relationships between core job dimensions and psychological
states (experienced meaningfulness of the work, experienced
responsibiliﬁy for the outcome of work and knowleldge of the
results of work activities). The model postulates thét.an
individual experiences positive affect to the extent that he
or she learns (knowledge of results) that he or she has

personally performed well on a task (experienced
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responsibility) he or she cares about (experienced
meaningfulness) (Hackman & Oldham, 1976, pp. 255-256).
Furthermore, of the five job characteristics, three, namely
skill wvariety, taék identity and task significance, are
hypothesized to combine additively to determine the
psychological meaningfulness of the job. The Jjob
characteristic of autonomy, on the other hand, 1s predicted
to prompt the employee's feelings of personal responsibility
for the work outcome while the job characteristic of
feedback is hypothesized to foster knowledge of results (p.
257) .

The job characteristic model has made significant
contributions not only because it summarizes and integrates
a large body of research but, more importantly, because it
specifies the main features of jobs which affect incumbents{
attitudes and behavior. The model predicts, for instance,
that jobs high on the five core dimensions lead to greater
job satisfaction, higher internal work motivation, and lowgr
levels of abseﬁteeism and turnover. These predictions have
been largely supported by empirical research (0ldham, 1976).

Despite the obvious importance of the construct of job
characteristics, a number of methodological, analytic, and
substantive issues regarding the overall validity of the
model have been raised (Arnold & House, 1980). While the
existing evidence suggests that the core dimensions do
indeegd affect work related outcomes through the

psychological states, some of the job characteristics,
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particularly autonomy, appear in some inVestigationé to
affect psychological states other than those specified by
the model (Wwall, Clegg & Jackson, 1978). 1In addition, the
model does rather poorly in predicting performance.

Psychometrically, the model has its own dragons to
slay. Thus far, dnly one convergent study of the task
characteristics has been conducted which assumed that
convergence was demonstrated by using different kinds of
raters (Jenkins, Nadler & Lawler, 1975) . Furthérmore,
1ittle attention has been paid to the applicabiilty of the
model to workiny women and blue collar manual workers of
either sex. The model has essentially been developed and
validated on males drawn from relatively homogeneous ‘job
families; 1little is known about the importance of the core
dimensions for female workers, especially across diverse job
categories.

Corresponding to the restricted scope of samples and
job families are analytical procedures which are also rather
restricted in scope. As Jackson, Paul & Wall (1981) pointed
out, analytical procedures for fitting moderator effects
(such as growth needs) have relied almost exclusively on the
selection of groups high and low on the hypothesized
moderator variable and then compared the magnitude of the
correlations between independent and dependent variables of
interest or have employed stepwise regression techniques to
capture the moderator effect. Both prqcedures are

notoriously subject to bias.
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Finally, ‘some research (e.g. Dunham, 1976; Oldham,
1977) has suggested that environmental, non-~task variables
which act as moderatcrs have not as yet been well documented
and have not been fitted to the job characteristic model.
Taken together, the available evidence suggests that neither
theoretical integration, nor as will be shown in Chapter 3,
the measurement of the job characteristics is complete.
Therefore, a secondary aim of this research was to extend
the job characteristic model by (a) building structural/-
organizational elements intoc the model, and (b) exploring
the role of mental health within the general framework of
the model. Finally, the present research represents an
attempt to cross validate the model using three female
samples from divergent occupational categories including
professional, white, and blue collar women.

The second major contribution of the causal modei
developed here involves in the inclusion of Job stress
(which is discussed in Chapter 2) as an integral part of the
commitment process. Thus, although the model constitutes a
new approach to studyving commitment, the theoretical
constructs upon which it rests including the core Jjob
dimeﬁsions and job related stress are firmly grounded in
traditional organizational literature.

Finally, at a macro level, this research may also be
viewed as an attempt at applied theory building since it
integrated research from areas which have not been linked

conceptually in the past. The theory of organizational
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commitment proposed in the causal model here utilized
constructs germane to industrial/organizational psychoiogy
and put them together in a set of regression equations (path
model). The proposed theory is best described as eclectic
since it employs behavioral concepts such as extrinsic
reinforcement as well as cognitive ones (e.g. Jjob
satisfaction as a met expectancy).

The qualiﬁy of any applied theory which purports to
entangle an empirical puzzle hinges, of course, on its
utility to yield reasonably accurate predictions.
Traditionally, theories have frequently been ineffective in
guiding behavioral applications because they operate on the
ideal of "what should be" rather than on reality of "what
is" (Boehm, 1980). As a result, practitioners have often
discounted what thecrists have proposed because the concepts
and propositions of the theorist do not fit the
practitioner's reality. Applied theories, on the other
hand, which by definition must make contact with reality,
provide an opportunity for cross-fertilization in both the
real world and theory generated research. As Dubin (1976)
suggested, hore applied theories are needed which are aimed
at making behavioral science findings more organizationally
applicable. It is with this call for more applied theories

in mind that this research was designed and undertaken.
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CHAPTER 2

ORGANIZATIONAL COMMITMENT: A CONCEPTUAL MODEL
Organizational commitment is concerned with the extent
to which employees identify with organizational goals, value
organizaticnal membership and intend to work hard to attain
the overall organizational mission (Porter, Steers, Mowday &
Boulian, 1974; Steers, 1977). As indicated in the intro-
duction, commitment has been viewed in. two ways in the

iiterature. Staw (1977) distinguished between attitudinal

and behavicral commitment. Attitudinal commitment is viewed

from the definitional perspective offered above, i.e.
commitment is a function of the extent to which employees
identify with the organizationAand wish to remain a member.
The second way of conceptualizing commitment 1s. termed
behavioral commitment which is seen as a process by which
people make irrevocable decisions that they cannot "back
out" of the organization without extreme difficulty.

Steers and Porter (1979) argued that from the
behavioral perspective, employees become committed to
certain courses of action (such as joining an organization)
and incur "sunk costs" that make it difficult to take
alternative courses of action. For example, a blue-collar
employee who undergoes a four-year apprenticeship program to
become a skilled electrician and collects incremental wages
and seniority in the process may find that the sunk costs in

time, seniority and wage level vcommit” him or her to the
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organization in the sense that the person cannot afford to
go elsewhere. 1In contrast to the attitudinal approach, the
behavioral conceptualization of organizational commitment

makes no assumptions abcut an employee's agreement with

organizational goals and values, nor does it impily a
willingness on part of the employee to work hard to assure
the attainment of organizatonal goals.

As Staw suggested, the rational or attitudinal model of
commitment takes the general form of expectancy theory,
according to which employee behaviors are the results of
valued rewards, whereas the behavioral school treats
expectancy and commitment as independent behavior-
stabilizing forces. Nevertheless, the two approaches to
organizational commitment, attitudinal and behavioral, are
not necessarily conflicting, but cec-~exist. That is,
employees become attached to the organization as a result of
past choices (behavioral commitment); however, behavicral
commitment does not guarantee a high level of attitudinal
commitment. On the other .hand, employees may identify
strongly with organizational goals and values (attitudinal
commitment) witheout being necessarily determined to remain
with the organization.

The distinction between behavioral and attitudinal
commitment as well as the various psychological views
offered in Chapter 1 seems to be compatible with managerial

requisites of loyalty and commitment.
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A slightly different perspective on commitment was
developed by sociologists who are more interested in
conflicting commitmente and multiple role orientations of
individuals in organizations. For example, Schoenherr and
Greeley (1974) stressed role commitment as a process wuich
links a person to a position in a social system.
Sociologists suggest that involvement in one organization is
partly a function of 1involvements in other organizations
(i.e. family, work group, etc.). ' In general, however,
sociologists' wviews are quite similar to those . of
psychologists who are, by and large, concerned with the
employee's willingness to leave or stay with the
organization (Hrebiniak & Alutto, 1972).

The purpose of this chapter is to describe a
model of organizational commitment in view of the fact that
current conceptions of commitment are too restrictive
because they imply that commitment is relevant to
organizations mainly because committed employees tend to
stay with the organization.

Since observation by itself does not reveal ordered
relationships among empirical phenomena, models are usefuil
tools for examining muitiple relationships within a set of
variables. Although a fairly wide range of variables may
affect.organizational commitment, the constructs making up
this model were selected based upon the following criteria:
(a) the independent and dependent variables were backed by

theoretical developments; (b) for each construct explicit
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operational éefinitions existed which were used fairly
consistently in the literature and (c) at least some
relationships between the constructs were tested in
propositional form in previous research which allowed for a
rather straightforward integrative logic to be used in the
development of the model.

The proposed model, schematized in Figure 1, is
comprised of three sets of antecedents which will be
discussed in detail: (1) a set of individual variables to
inclulde an employee's motivation to work, Jjob tenure, and
job satisfaction which constitute the first stage of the
model; (2) a set of organizational—structural variables
represented by decentralization and formalization making up
étage two; and (3) a set of Job characteristics (stage
three), which may, in turn, be viewed as falling into two
categories: (a) positively valued Jjob facets such as
autonomy on the job, task variety and feedback from
supervisor, and (b) a negatively experienced Job

characteristic, job stress.

Insert Figure 1 about here

The specific constructs representing individual,
organizational and Jjob characteristics which are
hypothesized to determine organizational commitment are

operationally defined in Table 1.
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SCHEMATIC MODEL OF ORGANIZATIONAL. COMMITMENT

PERSONAL CHARACTERISTICS
- JOB TENURE

- MOTIVATION TO WORK

- JOB SATISFACTION

FIGURE 1

ORGANIZATIONAL
CHARACTERISTICS

JOB CHARACTERISTICS
- AUTONOMY

- TASK VARIETY

- TASK IDENTITY

- TASK SIGNIFICANCE
- FEEDBACK

JOB-RELATED STRESS

-~ WORK OVERLOAD

-ROLE CONFLICT

-ROLE AMBIGUITY

-SKILL UNDER UTILIZATION

MENTAL HEALTH

- DECENTRALIZATION
- FORMALIZATION

ORGANIZATIONAL
COMMITMENT
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Insert Table 1 about here

In the discﬁssion of the theoretical model, the
empirical literature concerning the-proposed.constructs and
their interrelationships 1is reviewed in this chapter in
conjunction with the central hypotheses of this research to
provide the foundation for thé full path model of

organizational . commitment depicted in Figure 2.

Insert Figure 2 about here

The full path model derived f£rom the theories and empirical

findings discussed below is best described as a multistage,

multivariate model compriséd of a group of individual

characteristics (stage 1 - motivation to work, Jjob tenure

and job satisfaction})}, ftwo organizational/structural

variables (Stage 2 - decentralization and formalization),

two specific aspects of the job (stage 3 - task

characteristics and job stress) and the criterion variable
organizational commitment). Mental health is embodied in
the model for ekploratbry purposes.

To facilitate the understanding of the temporél
arrangement of the construct‘variables in_Figure 2, each
hypéthesis is presénted'as a bivariate relationship between

a pair of exogenous variables (i.e. the relationship
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Takble 1

Operational Definitions of Construct

Exogenous Variables

X3

Motivation to work (MTW): The extent to which

salient individual needs are satisfied by the job.

Job Tenure (JBT): The 1length of time the

individual has been employed on the present job.

Decentralization (DEC): The degree to which power

and authority are extended throughout the
organizational hierarchy and the extent to which
employees are granted participation in work
planning and organizational decision-making.

Formalization (FOR): The extent to which work

activities are specified and regulated by officisl
rules and standard operating procedures and
policies.

Job Characteristics (JC): The extent to which the

employee perceives that the job provides certain
positive aspects such as autonomy or feedback.

Job~Related Stress (JRS): The extent to which the

employee perceives an imbalance between demands
arising from characteristics of the Jjob and the

individual's perceived capability to respond.
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X7 Job Sétisfaction (JS): The degree to which_ the
employee derives a pleasurable or positive
emotional state resulting from the appraisal of
one's job or job experiences (Locke, 1976, p.
1399) . |

X8 Mental Health (MH): The degree to which the

employee is free of disabling conditions.
II. Endogenous Variables

X Organizational Commitment (OC): The degree to

9
which the employee identifies with and is involved

in a particular organization.
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between job terure and job satisfaction), an exogenous and
an endogenous variable (i.e. the relationship betweeﬁ job
stress and organizational commitment). After stating the
résearch hypothesis for each bivariate relationship,
relevant theory(ies) and empirical findings bearing upon the
two variables are reviewed. At the end of the discussion of
each construct variable, the hypothesis is restated in view
of the litefature presented regarding the constructs
encompassed by the model.

After the theoretical foundations have been 1laid in
this chapter, the discussion will proceed to the description
of the measures of the construct variableé and their
psychometric characteristics which will appear in
conjunction with the methodology employed in this research
(Chapter 3). The actual test of the model on five samples
appears in Chapter 4 in the diséussion of the results while
the final .chapter explores a number of alternative

interpretations of the findings and their implications.

Hypotheses and Rationales
Work is an important source of need £fulfillment for

many people. Traditionally, work motivation (Xl) has been

interpreted from two central and ofteﬁ competing
perspectives. The first assumes a predominantly extrinsic
metivation to work while the second invests work mainly with
intrinsic meaning. Those who maintain an extrinsic value

orientation view work principally in terms of its
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instrumental character. That is, work supposedly possesses
very little value in and of itself but rather serves és a
means to certain ends that are not necessarily work related.
Among these ends are financial security, a comfortable
material standard of 1living, access to leisure activities,
and social status both at the workplace and within the
community. Those who invest work primarily with intrinsic
motivation regard iﬁ not as a burden to be borne for its
instrumental nature but as a central integrating principle
of one's individual and social being (Andrisiani, 1978}.

Work motivation is conceptualized here in the Maslowian
sense including both intrinsic as well as extrinsic needs.
Maslow's (1943) well-known approach is based on the idea of
prepotency of needs which refers to the urgency of
satisfaction. Basic to the theory is.the thesis that needs
at the bottom of the hierarchy are imperative in their
demands. Only when the lower order needs are satisfied, do
higher order needs become important.

Although the empirical findings testing all or parts of
Maslow's propositions are rather discouraging (e.g. Wahba &
Bridwell, 1973), Maslow's approach was chosen because it
represents fhe first clear statement that management needs
to recognize the importance of higher order needs. In
addition, the theory implies that employees will be at
different levels of the hierarchy at different times; that
is, what will motivate one employee may not work with

another. This latter aspect of the theory encourages the
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assessment of individual differences which are important for
this research since male and female as well as professiohal,
white collar and blue collar employees were compared.

The early literature on work motivation (e.g. Herzberg
et al., 1957) reported that intrinsic facets of the Jjob were
more important to men than women. However, subsequent
studies (e.g. Centers & Bugental, 1966; Singer, 1974)
indicated that hales and females shared similar preferences
with respect to intrinsic and extrinsic job factors. While
it is difficult to determine whether the conflicting
findings are due to the different populations sampled, the
various methodologies employed or a real change (i.e. the
increased participation of women in the workforce did
generate more similarities and reduced differences),
virtually none of the studies on sex differences in work
motivation contreolled for the fact that women have
traditionally been concentrated in low level Jjobs which, by
their very nature, offer little intrinsic motivation.

As a construct, motivation to work is the first
variable in the proposed causal network which is not only
predicted to partially determine organizational commitment
but also be significantly related to Jjob satisfaction and
psychological well being. More specifically, the following

causal relationships are hypothesized:
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Hypothesis 1l: The greater the employee's motivation to
work (Xl), the stronger the person's commitment to the

employing organization (Xg).

The concept of work motivation partially rests on the
premise that men and women participate in organizations to
fulfill personal needs. Organizations, on the other hand,
want to be assured of a certain degree of employee
attachment or preferably commitment. Because of this
interaction between the worker and the organization,
motivation is presumed to result from the correspondence
between the needs of the individual and the characteristics
of the job or the job situation (Salancik & Pfeffer, 1877).
As a result, many theories of motivation, including Maslow's
approach, fall into the category of need satisfaction
models. The model predicts that employees with higher order
needs which if satisfied by the present job will exhibit
higher 1levels of commitment than individuals who are

motivated solely by lower order needs.

Hypothesis 2: The greater an employee's motivation to
work (Xl), the greater his or her sense of

psychological well being (X8).

Satisfaction of intrinsic as well as extrinsic needs is
predicted to be positively related to mental health.
Maslow's theory of a need hierarchy assumes that people seek

to gratify their needs in an ascending order of complexity
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and abstraction. Presumably jobs which frustratezthe
expression and fulfillment of higher order needs generate
anxiety and tension in the job holder failing to motivate
the person to perform well. Alternately, employees whose
needs are not satisfied by the job may withdraw and 1if
acceptable alternatives are available may guit as a

consequence of -their frustration.

Hypothesis 3: The stronger an jndividual's motivation
to work (Xl), the greater his or her job satisfaction

(X7).

As Locke (1969; 1974) stated, Jjob satisfaction and
dissatisfaction are a function of the perceived relationship
petween what an employee wants from his or her job and what
the individual perceives it . as offering. Conceptually,
overall job satisfaction has been viewed as an employee's
evaluative reaction to a job that is determined by combining
evaluative reactions to specific facets of the job. This
definition of Job satisfaction is shared by a number of
investigators (e.g. Locke, 1969; 1976; Wanous & Lawler,
1973; Quinn & Mangione, 1973).

For the purpose of this research it was predicted that
individuals with stroﬁger higher order needs are more
satisfied in their current job than employees with lower
levels of work motivaton. This hypothesis was predicated on

the assumption that jndividuals with strong higher order
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needs which are not satisfied by their current job tend not
to remain in such a job.

The second variable in the model involves the length of

service in the employing organization. The organizational

literature is replete with studies demonstrating a 1linear
relationship between job attitudes and tenure (and/or age)
(e.g. Stevens, Beyer & Trice, 1978). With respect to
organizational commitment and Jjob satisfaction, the

following hypotheses are rendered:

Hypothesis 4: The greater the length of service in the
employing organization (X2), the greater the commitment

(Xg)'

Tenure has been‘reliably related to commitment. For
example, Hall, Schneider and Nygren (197¢) hypothesized and
found that organizational commitment increased as a functicn
of time and devotion to a pivotal oréanizational goal. For
every group in this study, job tenure in the U.S. Forest
Service was associated with an increase in identification
with the employing organization and increasing importance of
such identification. Similarly, Sheldon (1971; see Chaptef
1) found that employees with longer 1length of service
(defined as teﬁ years or more with the same orgénization)
were committed regardless of position whereas yohnger
employees 1in both higher and lower positions were more

committed than those at the middle level.
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Several interpretations have been suggested to account

for the relationship between tenure and organizational

commitment. March and Simon (1958), for insfance, used the
concept of specialization as an intervening variable. The
longer the length of service, the greater an emplbyee's
degree of specialization. As time goes by, an employee's
expertise becomes increasingly specific to his or her
current organization and although the individual may become
more and more indispensable to that organization, he or she
is actually becoming less employable (i.e. more dispensable
to other organizations).

Other research (e.g. Organ & Greene, 1974b) interpreted
the relationship between tenure and commitment as a function
of the development of confidence, competence and control on
part of the -employee. Organ and Greene (1974b), for
instance, looked at increased tenure among senior scientists

and engineers who reported a desire to stay with the

" organization once they felt in control of the work

situation. while the relationship between tenure and
organizational commitment seems to firmly established
empirically on a variety of theoretical grounds, differences
acroés samples are predictable. For example, despite the
steadily increasing number of women in‘the labor force, it
was predicted that for the apprbpriate comparison groups
(white collar women vs. white collar men), women had less
tenure, on the average, than their male counterparts. .The

availability of comparisons between males and females within
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a given occupational category (although Jjob level among
white collar workers could not be controlled for in this
research, see Chapter 3) as well as comparisons across
occupational categories provided some insight with respect

to sex differences in tenure.

Hypothesis 5: The longer the employee's job tenure

(X the greater his or her job satisfaction (X7).

o) s

Wwild and Dawson (1972) found job satisfaction to he
positively related to both age and tenure. However, the
relationship between job satisfaction and tenure is by no
means clear. Some evidence from research on seniority and
age suggests a curvilinear relaéionship (high satisfaction
among young and old workers, low satisfaction among middle
aged workers) or even av relationship of increasing
satisfaction with age and tenure. Lawler (1973) suggested
that the tendency of satisfaction to be high among older,
long term employees seems to be produced by the_effeétéwéfm
selective turnover and the development of realistic
expectations about what the job has to offer.

Still other research (e.g. Gibson & Klein, 1970) showed
a decrased in satisfaction with increased tenure which the
authors attributed to the realization that the rewards of
the job are not going to be as great as expected. The

_Gibson and Klein study was based on a sample of blue collar

workers and the authors attributed the increase in

-
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dissaéisfactioh with increasing tenure to the frustration of
the worker at seeing others promoted to managerial
positions. Many of' these promotions were perceived as
favoritism resulting in the acculturation of a we-they value
system in the company.

The complex relationship between tenure and Jjob
satisfaction i§ further complicated by the sex of the
worker. Hunt and Saul (1975) reported that overall Jjob
satisfaction was found tc be more strongly associated with
tenure for males than for females. In fact, there was no
evidence of a relationship of any kind between length of
service and job satisfaction in women. Depending upon the
sex of the worker and particular satisfaction criterion
used, company tenure can have a positive or negative
relationship with job satisfaction.

It can be argued that the type of sample used in the
various investigations may account for the confliéting
findings of previous studies. A number of researchers have
found important differences between the needs, expectations
and work orientations of different types of workers. These
motivational differences may influence the relationships
between age, tenure on the one hand, and job satisfaction on
the other. Research is needed which compares the age-

satisfaction and tenure-satisfaction relationships obtained

for workers at different occupational 1levels, different
levels within the organization and with different patterns

of needs and expectations. Since this research is based on
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data collected from multiple organizational settings, it is
hoped that the results will shed 1light on some of these
issues.

At the second stage of the model, structural-

organizational variables were drawn into the causal network

which generate a new set of hypotheses. Alutto, Hrebiniak
and Alonso (1978) concluded that organizational commitment
cannot be understood as a purely social-psychological
phenomenon, contrary to earlier assumptions (e.g. Ritzer &
Trice, 1969). Rather, commitmeﬂ£~ to orgénizations. {and
occupations) appears to have impo;tant structural
concomitants which must be taken into account.

Numerous scholars have attempted to describe
empirically the underlying dimensions of organizationél
structure. Although many researchers have used .Weber'é
(1947} basic model of bureaucracy, their findings have been

somewhat at variance with respect to the ‘structural

components” which define the dimensions of a bureaucracy.

While there seems to be agreement among the  various
theorists that three of the main dimensions of structure are
complexity, formélization and centralization, there is soﬁé
disagreement as to whether control strategies such as
centralization or formalizati&n are part of one -structure
type or are separate, independent dimensions (Child, 1972).
This disagreement is due to the fact that there are
researchers (e.g. Hall, 1962) who have relied heavily on a

unidimensional interpretation of the Weberian construct of
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bureaucracy.‘ According to this intepretation,‘ increasing
degrees. of spécialization of labor, centralization of
authority, formalization and standardization of activities
mean increésing degrees of structure or bureaucratization
(Reimann, 1973).

Ih contrast, there are other researchers (e.qg.
Blackburn, 1982) who argued for a multidimensional
description of structure based on'WeBer{s (1947):original

conceptualization of the "ideal" bureaucracy organized

around such principles as cleafly defined hierarchy,

specified rules and norms, and written recorded
administrative procedures. Gordon (1969; 197@a; 1971), for
example, derived the bureaucratic orientation construct

directly from the structural schema of Max Weber to

encompass four behavicral categories: self-subordination

(e.g. willingness on part of the employee to have. decisions
made by higher authority), impersonalization, rule
conformity, and traditionalism. According to Gordon (197¢b)
the military services which typically stress obedience to
authority, a high degree of specializaﬁion, acceptance of
expert jddgment, formality of relationships, strict
adherence to regulations and strong' organizational
identification épproximate theAbureadcratic model most
closely. In hié own work, Gordon'-used ’the..concept_ of
bureaucracy .not only to descfibe' organizational
characteristics but also as a peréonality cbnstruct which

reflects a commitment to the set of attitudes, wvalues. and
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behaviors that are characteristically fostered and rewarded
by and in bureaucratic organizations (Gordon, 197¢b).
Reiman (1974) ccncluded that with respect to the aimensionél
variety of structure that "the differences ameng research
studies demonstrate that the existence of underlying and
perhaps universal dimensions of structure 1is an open
question" (p.‘ 598). In other words, as Ford and

Schellenberg (1982) suggested, the choice of structure'may

" be a functicn of the decision makers' cognitive and

motivational orientation and their ability to implement the
chosen structure.

Probably one of the most frequently investigated
structural dimensions is .centralization/decentralization
which has been a focal tenet in management ideology since
the human relations movement. Participatory management or
decentralization is, in part, the result of the missionary
efforts of pioneers such as McGregcr and Likert and has been
reinforced by advocates «f the ofganizational development
movement as well as proponents of job enrichment, autonomdus
work groups and quality of werk life reforms.

The centralization/decentralization dimension is a
measure of the distribution of power within the
organization. According to ﬁage and Aiken (19692), the fewer
subunits (individuals) participate -in decision—making and
the fewer the areas of decision-making in which they are
involved, the more centralized the organization.

Centralized organizations with powef resting . with a few



36

individuals tend toward the status quo because their power
enables them to protect their own interests and to Qeto
changes that are likely to threaten them (Scott & Mitchell,
1976}).

However, if organizations grow large ard complex enough
that management cannot centrally control all the information
necessary for decisions, then the obvious solution is to
make the decision-making power more widespread. It is
generally assumed that decentralization improves decision-
making in organizations because it allows a variety of views
to emerge from -different occupational grdups and permits
subordinates to contribute important information to the
decision in question. This varietvy of opinion can lead to
conflict, but also to a successful resolution of conflict
and to problem soclving. Moreover; 1in decentralized
organizations decisions can be better implemented because
workers know better what they are required to do, teamwork
is facilitated and resistance to change reduced (Strauss,
1982).

The decentralized design 1is, however, seldom fully
implemented since complex organizations cannot operate as a
purely participative decision-making system. More typically
certain categories of decisions are delegated to
decentralized units such as those responsible for production
control, personnel or some aspect of marketing while
decisions over major capital expenditures and the evaluation

of key management personnel are usually retained by central
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authorities in the organization. Breaking down the
organization into semi-autonomous decision-making units'was
clearly demonstrat2d by one of the sponsoring organiZations
(see Chapter 3) which delegated decisions regafding the
quality of repair work on highly sophisticated missiles and
airborne weapon systems to a subunit, the division of
quality assurance.

Opportunities for perticipation in decision making have
been correlated not only with other structural factors such
as size but also affect employee attitudes and/or
motivation. The following hypothéses link decentralization
with organizational commitment as well as with some of the

exogenous variables.

Hypothesis 6: The greater the employee's participation
in organizational decision-making ({decentralization)
(X3),~the stronger the attachment to the organization
(Xg).

Lowin (1969), in his review on participative decision-

making (PDM) contrasted PDM with the more conventicnal

" hierarchical mode of operations in which decision and action

functions are segregated in the authority structure (p. 69).
In contrast, under participative decision-making, the very
persons who arrive at decisions are also the ones to execute
those decisions. Consequently, as Lowin argued,

managers and subordinates are .caught up in the subgoals of
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the organization and are motivated to perform at a high
level. In Lewin's analysis participative decision—making
contributes to motive satisfaction of employees at all
levels of the organizational hierarchy and to organizational
goal attainment. Since the demands of the-organization and
the needs of its members are simultaneouslyvmet with
participative decision-making, the decentralized
organization is.able to perpetuate itself.

How structural vafiations affect organizational
commitment has been examined in two studies. Stevens et al.
(1978) found that four structural variables ~ organization
size, union presence, span of control, and centralization of
authority were unrelated to commitment. Morris and Steers
(198¢), on the other hand, included functional dependence,
perceptions of decentralization and formalization as
structural variables and found several statistically
significant correlations between organizational commitment
and these wvariables. Previous work by Porter, Lawler and
Hackman (1975) may provide an explanation for these
seemingly contradictory findings. These authors suggested
that employee attitudes and behaviors (i.e. commitment) are
morevdirectly influenced by structural elements which are
relatively proximal to the work of the individual such as
decentralization or work group size. The more distal
structural elements such as size of the organization may not

directly affect the worker.
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The conflicting results regarding the relationship
between decentralizaticn and commitment may also be
interpreted from a measurement perspective. AS Fordhand and
Gilmef (1964) noted, the theoretical conceptions of the
relationship between organizational properties and
individual behaviors and/or attitudes often emphasize the
role of perception or organizational properties as
intérvening variables. Measures based on perceptions,
although they may have theoretical meaning in their own
right, usually confound characteristics of the individual
and ‘the organization. As Sells (1963) has pointed out,
analyses of the interaction between the individual and the
organization, require independent identification of the
Qariation in each. To the extent that different researchers
rely upon different measures; i.e. subjective/perceptual
self-report inventories versus objective observation or even
systematically manipulate organizational properties,
different outcomes in studies examining organization
structure and employee attitudes and behaviors are to be
expected. The distinction between subjective/perceptual
versus cobjective measures and the pctential consequences for
the model stemming from the use of perceptual measures will
be reiterated in Chapter 3 in conjunctioh with the

methodology.
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Hypothesis 7: The greater the employee's participation
in organizational decision-making (X3), the greater the

sense of psychological well-being (XS)'

This hypothesis is based on earlier findings reported
by Ivancevich and Donelly (1975) who found a positive
relationship between decentralization and mental health in a
study of salesﬁen in flat organizations who reported lower
levels of anxiety than their counterparts in tall
organizations. This study, designed as exploratory field
research, examined the relationship between organizational
structure and psychological well being (as measured by an
anxiety~stress index) and suggested that there are distinct
differences in the way employees in a flat organization
perceive and respond to their joﬁs when compared to

employees in tall organizations. .

Hypothesis 8: The greater the employee's participation
in organizational decision-making (X3), the greater his

or her job satisfaction (X7).

Numerous researchers (e.g. Hackman & Lawler, 1971;
Argyris, 1973; Herman, Dunham & Hulin, 1975; Herman & Hulin,'
1972) noted the importance of structural factorslin job
satisfaction. TypicallyA centralized, bureaucratic
organizations require of fheir employees to perform Jjobs

without the opportunity to participate in decisions about
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them. Argyris.(1973), for instance, has argued that i; is
the bureaucratic structure which conflicts with the needs of’
the individual £for fuvlfillment, thereby contributing to
dissatisfaction. Herman and Hulin (1975) demonstrated that
structural characteristics accounted for a substantially
larger proportion of variance in workers' attitudes toward
the organization than did demographic characteristics. As
Table 2 indicates, job satisfaction and decentralization
have consistently shown significant correlations clustering

around the .35 level.

Insert Table 2 about here

Finally some data exists indicating that the formal
structure of the organization and the workers' position in
the hierarchy affect men's satisfaction with work but does
not significantly influence women's pérticipation. Miller
(1980), for instance, reported that men tended to be more
dissatisfied in larée, vertically organized firms than men
employed in smaller organizations with fewer supervisory
levels. For women, on the other hand, the correlations
between organizational structure and Jjob satisfaction were
insignificant.

Organizations with various types of bureaucratic
structures have a number of limitations which are likely to

affect job satisfaction. Flow of communications is one of
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Table 2
Correlations between Participation and Satisfaction

with Job and with Supervisor

Source Job - Supervisor
*k
Vroom (1968) r = .36,,
Smith and Tannenbaum (19€8) r = .55+
Bowers (1968) ‘ : r = .23,,
Tosi (1979) r = .44 _ o
Ritchie and Miles (1970) *% " F = 8.98
Patchen (1978)° ro= .22,
r = .24,, k&
Lischeron and ngl (1974) ¥ = .23 r = .35,,4
Falcione (1974) L = 23, .4
r = .32,
r = .21
**%x L = 147 kK
Mitchell, Smyser, and Weed F = 172.87 F = 79.77
(1975) -« '
Arvey and DeWhirst {1976) F = 19.1, : &
Abdel-Halim and Rowland (1976) r = .32 - r = ,54
Schuler (1976) F = 45.17

@ The first correlation is at the individual level (N = 888),
and the second is at the group level (N = 98).

b The correlations are with four separate questionnaire items
on participation. No correlation with a combined index 1is
reported.

Not significant at the .85 level.

* .
p < .065.

*k
p < .81,

% & %
T p < Lobl.

Adapted from Mohr (1982)
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them. Because of the hierarchal nature of more centraiized
organizations, people at the bottom often have difficulty
communicating with those higher up who are making decisioné
concerning their jobs. Because of the distance between the
top and the bottom of the organizational hierarchy,
communications are often delayed which adversely‘affects job
satisfaction.

Another problem in bureaucracies stems from the
assumption that informal relationships are of 1little
importance, so that employees can be moved from job to Jjob
as required. Similarly, it has also been argued that
bureaucratic structures demand excessive conformity and
allow inadequately for personal growth. .Since the emphasis
is on control and on the rigidity of formal rélationships,
the reality of informal relationships is often ignored
(Scott, Mitchell & Birnbaum, 1981). The assumption tha£
informal relationships are unimportant is unfortunate
because the informal dealings and relationships lwith co~-
workers are for many eﬁployees a major source of
satisfaction at work.

While much of the research on job satisfaction énd
organizational structure has focused on the low level jobs,
Porter and Lawler (1964) have examined the effects of
organizational structure' on managerial Jjob satisfaction.
They £found that drganizafions‘with flat, nqnhierarchal
structures provided greater sétisfaction in relatively small

organizations (under 5000 employees) but that there was no
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relatiohship for large organizations. These findings were-
supported by later.studies. Ivancevich and Donelly (1975),
for example, found salesmen in flat organizations to have
higher job satisfaction and to perform more effectively than
those in tall organizations. It seens .clear from the
available evidence that for smaller organizations, at least,
job sétisfaétion is greater where the organizational
structure is flat, bearing in mind that there are individual
differences in what satisfies people in their jobs.
Different organizational structures reportedly satisfy
different needs. Tall, bureaucratic structures,; in which
rules and procedures are formalized, are likely to.appeal
more to individuals who have strong security needs whereasA
flat structures provide greater satisfaction of higher order
needs. Gordonb (1978a) argued that the matching of
bureaucratically oriented individuals with centralized
structures is 1likely to reéult in increased vjob
satisfaction. Creative individuals, on the other hand, as
well as those who wish to take part. in the decision-making

process, are more likely to enjoy democratic structures.

Hypothesis 9: The greater the employee's participation
in organizational decision-making, (x3), the lower the

perceived job stress (XG)'

As Schuler (198¢) noted, there are few quali;ies of

organizational structure which have been examined in the
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stress research. Although no direct test of the effects of
decentralization on perceptions of job-related stress
exists, several conceptualizations of job stress (e.g. Beehr
& Newman, 1978; French & Caplan, 1973; French, Rogers &
Cobb, 1974) have identified organizational sources of
stress. Beehr and Newman (1978), for instance, include
organizational size, structure and climate as relevant
organizational characteristics contributing to job stress.
Similarly, Parasurman and Alutto (1981), in their
examination of organizational antecedents of stressors,
incorporated structural, intra-organizational factors such
as the degree of routinization and closeness to supervision
in their model. The latter variable corresponds to the
supervisory span of control used in the Morris and Steers
(198¢) investigation.

y:\ direct test of the relationship between
decentralization and Jjob stress was conducted by Margolis,
Kroes & Quinn (1974) who found that nonparticipation in
decisions about one's work was the most consistent and
significant predictor of strain and job related stress.
Working with a national representative sample of more than
l,4ﬂ¢ workers, the authors reported that nonparticipation
was significantly related to (1) overall poor physical
health; (2) escapist drinking; (3) depressed mood; (4) low
éelf esteem; (5) low job satisfaction; (6) low motivation to

work, and (7) intention to leave one's job.
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The general findings regarding perceived decentraliza-
tion or participatory decision-making consistently poinf to
increased employee involvement and attachment resuiting from
decentralization. Therefore, it was predicted that

participatory decision-making reduces job-related stress.

Hypothesis 10: The greater the enployee's
participation in organizational descision-making (X3),
the greater the perceptions of positively wvalued job

characteristics (XS).

One of the major deficiencies of the now voluminous
research on the job characteristics model outlined by
Backman and Oldham (1976) is the failure to examine the
relationship of task characteristics to their organizational
context (Roberts & Glick, 198l). Yet, as Oldham and Hackman
(1281) point out, the job characteristic framework provides
a conceptual model for understanding the relationship
between organization structure and employee reactions. The
authors argue that structural properties of the organization
influence employee reactiocns by shaping the characteristics
of their jobs. This view proposes that organizational
structure 'presses upon' Jjob characteristics, a notion
advanced earlier by Indik (1968) who noted that increasing
organizational size leads to increased specialization and

segmentation.
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A direct test of the relationship between structpral
characteristics and Jjob characteristics was provided by
Pierce and Dunham (1978b) who demonstrated that
formalization and centralization were significantly and
negatively correlated with employee descriptions of the
amount of autonomy, identity, feedback and variety
experienced in.their jobs. According to Oldham and Hackman
(1981) structural properties of an organization can affect
employee reactions both by attracting individuals who are
disposed to react to work in certain ways and also by
shaping the characteristics of the employee's job. In view
of these findings, a significant positive relationship
between decentralization and task characteristics 1is

predicted.

Hypothesis 11: The greater the degree of formalization

(X within the organization, the higher the indiv-

4)

idual's commitment (Xg).

Formalization is typically defined as the degree to
which rules and procedures within a system are specified or
adhered to (Pugh, Hickson, Hinnings & Turner, 1968). It
represents the extent to which jobs are governed by rules
and specific guidelines. This structural characteristic}of
organizations is typical of bureaucracies.

The concept has also been approached from a role

definitional perspective referring to the extent to which an
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employee's role is defined by various formal documents, such
as information booklets, organizational charts, policy
manuals and the like (Reimann, 1974). 1In either case, as a
strategy of control, formalizetion encompasses both the
existence of rules and procedures, whether or not they are
codified, and the degree of variation allowed therein (Ford
& Slocum, 1977). According to Weber (1947), formalization
is complementary to centralization in addition to
facilitating the administration of the organization.
Measures of formalization (Chapter 3) have been
attempted in a numbér of ways. For example, the number of
rules that apply to jobs have been counted as they are -found

in formal Jjob descriptions; rule manuals, or staff

~handbooks. Iin fact, the mere existence of such documents

suggests a relatively high degree of formalization.
Alternatively, one may count the number of rules and
regulations that operate in the organization as a whole.
These may be codified or unwritten as in the case of norms.
Hypothesis 11 is based on earlier findings by Organ and
Greene (1981) who found that formalization tends to provide
a basis for identification with the organization. In
addition, formalization has also been found to facilitate
access to rescurces, to lead tc a sense of greater autonomy
and pbwer (Seeman; 1971) and to reduce role ambiguity (Organ
& Greene, 1981). Morris and Steers (1988) hypothesized that
increased formalization may influence commitment to some

extent by facilitating both Jjob and role clarity. On the
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other hand, Haée and Aiken (1969) found that the greater the
degree of formalization, the lower the rate of initiatioh of
change; Rules and norms in their research were reported to
restrict not only behavior but also thinking, creativity and
initiative since they discourage better ways of doing
things. Furthermore, they make the organization more rigiad
and promote homogeneity among its subunits. Consequently
the implementation of change is made difficult, since even a
minor <change impacts on extensive portions of the
organization thereby requiring a reccdification of rules.
Thus regulations, rules and job descriptions serve to
stabilize the behavior of employees in an organization and
make it more predictable énd reliable. Obviously, a high
degree of formalization mitigates against change.

Although not germane to this research which predicts a
positive relationship between formalization and commitment,
it is worthwhile noting that a number of studies (e.g. Blau,
Heyderbrand & Stauffer, 1966; Child, 1972) showed that
organizations with centralized decision-making processes in
which top management tends to make most major decisions have
relatively few rules and standardized procedures.

Conversely, where the latter are numerous, top management

tends to delegate decision-making to lower hierarchical

levels.
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Hypothesis 12: The greater the degree of formalization
within the organization (X4), the lower the level of

perceived job stress (X6).

Since formalization reduces role ambigqity and
alienation and these two are a major source of stress (Organ
& Greene, 198;), it is predicted that it will reduce
perceptions of job-related stress. ‘Role ambiguity usually
reflects the absence of clarity about work objectives, about
the job requirements and the responsibilities about the job
and prospects about promotion (Kahn, 1281; Cooper &
Marshall, 1976). In addition, the single or multiple roles
which confront the individual may not be clearly articulated
in terms of behaviors or performance levels expected (Kahn,
Wolfe, Quinn, Snoek & Rosenthal, 1264). Experimental and
longitudinal studies of the effects of role amhiguity reveal
that 1lack of clarity about behavior expectations causes
lower jdb satisfaction, unfavorable attitudes toward role
senders, 1increased tension, anxiety, depression and
resentment (e.g. Caplan & Jones, 1975). In fact, Sharit and
Salvendy (1982) in their recent review of occupational
stress thaf if any one variable were to be singled out as
the predominant underlying source of occupational stress, it
would be uncertainty which manifests itself in the form of
job insecurity, task ambiguity or the effects of lack of
knowledge of results. On the other hand, organizations with

explicit policies and procedures can be expected'to'provide
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a working environment characterized by low levels of
uncertainty and turbulence which, in turn, have a positive
effect on employee reactions.

After the individual and organizational factors, at the
third stage of the model, two specific aspects of an
employee's job, namely the characteristics of the tasks
(summarized in the Jjob characteristic model) he or she is
required to pefform and the presence or absence of job-

’ /

related stress combine thereby completing the employee-job-

organization network.

Hypothesis 13: The greater the employee's perceptions

of positively valued job characteristics (X the

5) s

greater the organizational commitment (Xg).

Steers (1977) reported significant interrelationships
between measures of perceived job characteristics and
employee commitment. In addition, job characteristics may
further influence organizational commitment via Jjob stress
leading to increasedAcommitment because jobs high on the

core dimensions may reduce stress in the work environment.

Hypothesis 14: The greater the employee's perceptions
of positively valued job characteristics (x5), the

greater the sense of psychological well being (XS).

The relationship between ijob characteristics and mental

health has not been tested. Consequently, as stated
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earlier, the purpose of this hypothesis is to explore the
role of mental health within the general framework of‘the
job characteristic model. However, there is a growing body’
of evidence from studies in a variety of organizational
settings which suggests that occupational stress has been
increasingly implicated in the etiology of poor mental
nealth (Rose, Jenkins & Hurst, 1978; House, HMcMichael,
Wells, Kaplan .& Landerman, 1979). For example, Rose,
Jenkins and Hurst (1978) observed the emergence of
psychiatric symptoms in slightly over one half of a sample
of experienced air traffic controllers, a population which
is particularly at risk with respect of occupational stress.
Controllers who perceived their work environment negatively
and were dissatisfied with their work or the Federal
Aviation Association were much more likely to develop either
psychological disturbances or medical disorders. As the
authors noted, the controllers who showed health changes
were coﬁpetent but felt alienated from their work.

Since Hypothesis 14Ais not supported by éxisting
empirical deta, it should be considered exploratory in

nature.
Hypothesis 15: The greater the employee's peréeptions
of positively wvalued job characteristics (XS), the

higher the degree of job satisfaction (x7).

The Hackman and Lawler (1971) model suggests that job

satisfaction is a function of the presence or absence of
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positively valued task characteristics. The model implies
that task properties such as autonomy, feedback ané variety
provide for hthe satisfaction of higher order needs.
Individuals with higher order needs are predicted to be more
or less satisfied to the extent that jobs possess the
characteristics embodied in the model. This is what has
been found, although the amcunt of variance in job
satisfaction explained by job characteristics has varied.
Brief and Aldag (1975), for instance, reported that the
highest amount of variance explained in job satisfaction was
26 percent, which was variance explained by job autonomy in
both general and work_satisfaction. However, several of the
correlations were not statistically significant, and in most
cases, less than ten percent of variance was accounted for.
It is generally assumed that the relationship between
job characteristics and job satisfaction is unidirectional
with job perceptions affecting job satisfaction (Hackman &
Oldham, 1975; 1976; Steers & Mcwday, 1977). However, James
and Jones (1980) reported results which supported the
position that job characteristics and job satisfaction are
reciprocally related and argued that job satisfaction can be
viewed as a cause of job characteristics in so much as job
satisfaction predisposes the employee to construct and
maintain a psychological climate that is consistent with
existing 1levels of job satisfaction. It has been
hypothesized that individual differences in terms of needs

and expectations concerning jobs determine perceptions of
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job characteristics which in turn affect the 1level of

employees affective reactions to jobs (Hulin, 1971).

Hypothesis 16: The greater the ehployee's perceptions
of positively wvalued job characﬁeristics (XS), the

lower the degree of job related stress (X6).

In the many job redesign studies--in the field as well
as laboratery--no attempt has been made so far to link'the
job characteristic research with some of the findings from
stress research. Yet it has been known for decades that
repetitive jobs which allow the worker 1little autonomy or
task identity (e.g. traditional assembly work) are stressful
and detrimental to thé psychological well-being of the
worker (Kornhauser, 1965). Studies of job enlargement-job
enrichment (Hackman & Lawler, 1971; Janson, 1675) are

generally in agreement with this hypothesis.

Hypothesis 17: The greater the degree of perceived job

stress (X6), the 1lower the organizational commitment

(Xg) -

This'hypothesis departs from the assumption that job
stress is an aversive experience which the employee is
likely to remediate. The degree of aversiveness may
manifest itself directly in the propensity to leave the

organization. Thus, it is predicted that employees who
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experience relatively high levels of job related stress have
a low commitment to the organization because they are

considering alternative forms of employment.

Hypothesis 18: The higher the perceived job stress

(XG)' the poorer the employee's mental health (XS)’

Investigators have studied rather extensively the
relationship between Jjob stress and various Jjob related
variables such as performance, turnover, and absentesisn.
In addition, the Jjob characteristics are dimensions along
which stress can be measured. Absence of feedback, for
example, can bé thought of as a source of stress. Job
characteristics are only one of the many organizational
stressors which have been associated with mental health
outcomes. For example, Kavanagh, Hurst and Rose 7 (1981)
reported significant relationships between work
dissatisfaction and a variety of psychiatric symptoms such
as subjective distress, impulse control disturbance, alcohol
abuse and wage—-earner role disturbance. Similarly,
organizational roles which are characterized by excessive
demands, many responsibilities and overload correlate with
mental health symptomatology such as somatic complaints,
anxiety and depression (Kahn, 1981).

The relationship between job stress and an index of
mental health was first reported by Kornhauser (1965) who

studied the conditions of automobile workers in Detroit to
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job . characteristics which in turn affect the level ofb

employees affective reactions to jobs'(Hulin, 1971).
Hypothesis 16: The greater the empldyee's perceptions
of positively valued job characteristics (Xs), the

lower the degree. of job related stress (XG)'

In the many job redesign studies--in the field as well_r

. as 1aboratory——nd attempt has been made so far to link the

‘job characteristic research with some of the findings from

stress research. Yet it ﬁas.been known for decades that
repetitivé jobs which allow the worker iittle éutonbmy'or
task identity (e.g. traditional assembly work) areAstréssful
and detrimental to the péycholbgical well-being Qf. the

worker (Kornhauser,‘l965). Studies of job enlargément—job
enrichment (Hackman & Lawler, 1971; Janson, 1975) . are

generally in agreement with this hypofhesis.

Hypothesis 17: - The greater the degree of perceived job V
stress (XG)’ the lower thé‘organizationél commitment
(Xg) -

This.hypothesis departs from the assdmption that job

stress is an aversive experience which the employee is

likely to remediate. The degree .of aversiveness may

manifest itself directiy in the. propensity to leave the

A'organization, "Thus, it is__predicted that employees who
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experience relatively high levels of job related stress have
a low commitment to the organization because they are

considering alternative forms of employment.

Hypothesis 18: The higher the perceived job stress

(x6), the poorer the employee's mental health (XB)‘

Investigators have studied rather extensively the
relationship between job stress and various Jjob related
variables such as performance, turnover, and absenteeism.
In addition, the job characteristics are dimensions along
which stress can be measured. Absence of feedback, for
example, can be thought of as a source of stress. Job
characteristics are only one of the many organizational
stressors which have been associated with mental health
outcomes. For example, Kavanagh, ‘Hurst and Rose (1981)
reported significant relationships between work
dissatisfaction and a variety of psychiatric symptoms such
as subjective distress, impulse control disturbance, alcohol
abuse and wage-earner role disturbance. Similarly,
organizational roles which are characterized by excessive
demands, many responsibilities and overload correlate with
mental health symptomatology such as somatic complaints,
anxiety and depression (Kahn, 1981).

The relationship between job stress and an index of
mental health was first reported by Kornhauser (1965) who

studied the conditions of automobile workers in Detroit to
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determine the factors responsible for bhetter or poorer
mental health. Since 48 percent of the workers exhibited
some symptoms of mental health problers such as anxiety,
Kornhauser concluded that since job stress and mental health
are related, decreasing stress will increase mental health.
This conclusion has been substantiated for male workers.
However, given. the sparse research in this area, 1t |is
difficult to assess how far these findings apply to women
workers because (a) women tend to be concentrated in
different occupations than men and (b) because they carry
additional responsibilities deriving from their roles as
wives and mothers. Extra-organizational sources of stress
need tc be taken into account in assessing the stress—mental
health relationship among women as well as éommonly held
assumptions about women's motivations and attitudes need to

be more rigorously tested.

Hypcthesis 19: The greater the degree of job

satisfaction (X.,), the stronger the organizational

7

commitment (Xg).

The subjective appraisal of job experiencés involves
both the cognitive assessment of what the job offers and a
hierarchy of values that determines what isv sought from
enployment (Locke, 1969). Job satisfaction or dissatis-
faction can be the product of individual social and
psychological attributes as well as objective assessment of

job conditions.
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As with fenure, the findings on the relationship
between job satisfaction and sex are inconsistent. Some
studies have found females to be more satisfied than males,
some have found hales to be more satisfied than females,
some have found no differences (see Hulin & Smith, 1964).
The University of Michigan Survey Center, for example,
gathered nationwide data from 1969 to 1977 which indicated
that job satisfaction declined markedly during the eight
yearswand fewer workers felt their Jjobs were useful,
relevant to future productivity, or equal to their skills,
The authors (Staines & Quinn, 1979) observed that "the
decrease was about equally distributed among five areas--
comfort, challenge, financial rewards, resource adequacy,
and promotions--but was absent for the sixth, relations with
co-workers...Men reported greater declines in satisfaction
between 1969 to 1977 than did women.,.The decline was
virtually identical for white and black workers. Workers in
the higher skilled occupations (professional, technical and
managerial jobs) exhibited a smaller decline than aid those
in lower skilled occupations (p. 4). Daté from another
national survey (Quinn, Staines & McCullough (1974) revealed
that rising levels of job dissatisfaction among women are
becoming more and more prevalent as they enter or re—enter
the workforce in increasing numbers in pursuit of social-
psychological as well as economic rewards. To the extent
that women are less willing to accept second class status in

the labor market and have begun to scrutinize more closely
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the inequality and discrimination they face in the  job
market, they have allegedly become more dissatisfied with
their jobs.

| Hypothesis 19 is based on previous research (e.g.
Waters & Roach, 1979) which reported a significant
correlation between job satisfaction and the intention to
remain with tﬁe organization which is frequently used as an
operational definition of commitment. In addition, the work
of Mobley (1977) presented 2 causal ordering of job
satisfaction preceding commitment and the work of Schoenherr
& Greely (1974) on role commitment among American Catholic
priests is strongly suggestive of this ordering. No
literature thus far suggests the opposite causal ordering,
although this author is aware of possible reciprocal effects

between these two variables.

Hypothesis 20: The greater the degree of Jjob
satisfaction (X7), the greater the sense of

psychological well-being (Xg) -

As in the case of stfess, job dissatisfaction 1is
predicted to have a negative impact on mental health. The
classic investigation of the relationship between‘job
satisfaction and an index of mental health has been reported
by Kornhauser (1965) who studied the condition of automobile
workers in Detroit to determine the factors responsible for

better or poorer mental health. The results of this
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research indicated that 40 percent of the workers exhibited
some symptoms of mental health problems such as anxietf or
depression. Kornhauser concluded with the proposition that
since job satisfaction and mental health are related,
increasing job satisfaction will raise mental health.
Additional evidence for a relationship between Jjob
satisfaction and both physical and mental health comes from
a fifteen yeaf longitudinal study in which measures of
several physical and attitudinal variables were correlated
with a follow-up criterion designated the longevity quotient
which represented the ratio of 1life span following the
criginal physical examination to actuarial predictions of

life expectancy (Palmore, 1969). The results indicated that

~the initial measure of job satisfaction proved to be a

better predictor of longevity than either the initial
measure of physical health or the use of tobacco.
Similarly, French and Kaplan (1970) reported that job
satisfaction and mortality rates of coronary heart disease
correlated (r = -.49) across 18 occupational groups. These
results were substantiated by Sales and House (1971) who
found that low levels of job satisfaction were correlated
with high mortality rates.

Although it is clear that job satisfaction and mental
health are related, the exact relationship is not clear.
While this research postulates a significant positive
relationship, it may be possible that 1level of job

satisfaction and of mental health are mutually reinforcing
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so that a decline of either satisfaction or health can have
adverse effects on the other.
Hypothesis 21: Organizéfional commitment (X9) and

mental health (X8) are positively related.

The influence of work-related variables upon adjustment
outside the wérk situation has begn called ‘'spillover'
(Kornhauser, 1965). The spillover hypothesis suggests that
workers' experience on the job carry over into the non-work
arena, and possibly vice versa. The critical question
concerns the causal direction of the relationship between
work and non-work. Do the correlations support the causal
mechanisms according to which work affects family
relationships, leisure pursuits or other non-work
activities or does non-work affect work or is there a third
factor affecting both work and non-work? (Staines, 1982).

Since the 1literature on this complex issue is

contradictory and fails to rule out a vice versa (non-work

affecting work) relationship, (e.g. Iris & Barnett, 1972),

it is hypothesized that mental health predicts
organizational commitment., Meissner (1971) pointed out that
because the work environment lacks the flexibility and
malleability of non-work (workers rarely have the
opportunity to choose among Jjobs the way they select leisure
activities), it seems plausible to attribute the

correlations between work and non-work to the impact of work
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on non-work. However, as Kanter (1977) noted, family life
may make demands on work (especially for female workers)
which the work roie must accommodate, just as work may
require adjustments to famiiy life.

Tables 3 and 4 summarize the propositions presented

above.

Insert Tables 3 and 4 about here

As noted earlier in the discussion of individual
construct variables, the organizaticnal literature reports
sex differences with respect to some constructs encompassed
by the model. For example, despite the steadily increasing
number of women entering into the l1abor force, the general
notion of women as temporaryy intermittent workers persists.
It is a commonly held stereotype of working women, that they
are less concerned about career related outcomes and
professional growth than men are. A corollary of this
stereotype is the belief that an individual who is not
interested in getting ahead. on the Jjob will put forth the
individual effort that is acceptable and therefore will be
less committed to the employing organization. The model
described here is jntended to assess empirically the extent
to which the stereotype of the female worker as the less

committed employee is pbased in reality.
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