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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 to 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,

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyannwy.manaraa.com



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.
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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 situations
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
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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 findings 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). in 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
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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 from the theories and eﬁpirical'
findings discussed below is best described as a multistage,
.multivariate model compriséd of a group of individual
characteristics (stage 1 - mptivation to work; job #enure
.and job satisfaction), ftwo .organizational/structural
variables (Stage 2 - decentralization and formalization),
'two.‘specific aspects of .thé job (stage 3 - task
characterisfics and job stress) and the criterion variable
organizational commitment). Mental health is embodied in
the model for eXploratbry 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

awpairofexogenous variables (i.e. the relationship
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Takble 1

Operational Definitions of Construct

I. Exogenous Variables

Xl 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.

X. 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.

X, Formalization (FOR): The extent to which work

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

X5 Job Characteristics (JC): The extent to which the

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

X6 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 Jjob 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 professiogal,
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,
wan£ 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 frustrate the
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 (Xz), 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 ihterpretations have been suggested to accounf
_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 VsS. 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_effe;£;w6£~
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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dissaﬁisfactioh with increasing tenure to the frustration of
the worker at seeing others promoted to manage;ial
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.
IWhile 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,
spécified rules and norms, and written recorded
administrative procedures. Gordon (1969; 197@a; 1971), for
éxample, derived the bureaucratic orientation construct
directly from the structural schema of Méx vWebér to
vencompass four behavicral categories: self-subordinatiocn
(e.g. willingness on part of the employee to have. decisions
made by higher authority), impersonalization, rule
conformity, and traditionalism. According to Gordon (1970b)
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 theAbureaucratic 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
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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 contradictery 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)

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyanw.manaraa.com



43

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
(1581) 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 (1247), 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. In 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, creétivity 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, 1981), it 1is 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

EoX
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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

Reproduced with permission of the copyright owner. Further reproduction prohibited without permissionyz\w\w.manaraa.com



55

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 man& job redesign studies—-in the field as well
. 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 qf‘pércéived iob-v
stress (XG),-the lower thé‘organizationél commitmeht
(Xg) -

This.hypothesis debarts from the assdmption thét job
’étress is an aversive>‘experienée - which ‘thé employeév is
likel)rlto remédiate,‘  The,'degree .of aversiveﬂess may
manifest itself directiy in the. propehsity "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 sttess, 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 desigﬁated 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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Table 3

The Causal Model of Organizational Commitment

Propositions

1. The greater the individual's motivation 1x>'work, the
stronger his or her commitment to the employing
organization.

2. The greater an enployee's motivation to work, the
greater his or her sense of psychological well being.

3. The stronger an individual's motivation to work, the
greater his or her job satisfaction.

4. The greater the 1ength' of service 1in the employing
organization, the greater the commitment.

5 The longer the employee's job tenure, the greater his
or her job satisfaction.

6. The greater the employee's participation in
organizational decision-making, the stronger  the
attachment to the organization.

7. The greater the degree of individual participation in
organizational decisions, the greater the sense of
psychological well-being. '

8. The greater the 1individual's participation in
organizational decision-making, the greater his or her
job satisfaction.

9. The greater the individual's participation in
‘organizational decision-making, the lower perceived
job-related stress.

19. The ogreater the individual's participation in
organizational decision-making, the greater the
perceptions of positively valued job characteristics.

11. The greater the degree of formalization within the
organization, the higher the individual's

organizational commitment.
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Table 3 (continued)

Propositions

12. The greater the degree of formalization within the

organization, the 1lcwer the level of perceived job
stress. '

13. The greater the employee's perceptions of positively
valued jeb characteristics, the greater the
organizational commitment.

14. The dgreater the employee's perceptions of positively
valued job characteristics, the greater the sense of
psychological well-being.

15. The greater the employee's perceptions of positively
valued job characteristics, the higher the degree of
job satisfaction.

16. The greater the employee's perceptions of positively
valued job characteristics, the lower the degree of job
related stress.

17. The higher the degree of perceived Jjob stress, the
lower the organizational commitment.

18. The higher the degree of perceived Jjob stress, the
poorer the employee's mental health.-

19. The greater the degree of job satisfaction, the greater
the commitment to the employing organization.

20. The greater the degree of job satisfaction, the greater
the sense of psychological well-being..

21. Organizational commitment and mental health are
positively related.
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Tgble 4

Hypotheses Summary Table

Hypothesis - . Predicted Bivariate . Direction
Relationship ‘
Hy ; X Xg B ' T
H, - X1Xg S
Hy o XXy +
‘ By T XXy S +
H5 '_ XX, o o
| H  XgXg o +
HT Coxgxg
H8 o X3Xg : +
Hg X3Xg | -
Hig X3Xg | S
Hyp . | XyXg : | Lt
By, XgXe o -
Hy3 E X5Xg S
Hiq - XgXg o R
Hyg ' XsXg s
Hig | B XeXg o -
Hyo - _ o x6x9 ‘ o _ T
Hg XgXg : : -
Hyig .x7x9 - e S
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Table 4 (continued)

Hypothesis Predicted Bivariate © Direction
Relationship
HZﬂ X7X8 +
H21 X8X9 +
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Before discussing the methodology and proposed measures
in the following chapter, three cavea£s seem to be in order.
First; the proposed model constitutes only a first
approximation of an integrated model of organizétional
commitment. Under no circumstances does the author wish to
claim that the proposed temporal arrangement represents the
best or only way to order the variables that is consistent
with previous research. The model is based on my
interpretation of existing empirical findings and represents
the "all reasonable- path approach" to hypothesis testing
suggested by Hage (1972). Equally acceptable models
including non-recursive models as well as models containing.
unanalyzed correlations or correlated_disturbances (Werts,
Linn & Joereskog,‘1973) ére entirely conceivable.

Second, because of the note of caution voiced in the
first caveat, specification error is almost always a
potential threat to the integrity of any structural model
(Deegan, 1974; Specht, 1975). However,.specification errors
no longer represent an unsurmountable obstacle in techniques
of causal inferences. Deegan (1974) developed a typology of
specification errors including hypothesized structural
models which incorrectly omit’ variables and outlined a
strategy for making causal inferences that is} based on
knowledge of the effects of model specification efror.

Finally, it should be noted that all of the variables
are operationalized according to employee perceptions which

are collected by their responses to the instruments

-
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representing fhe construct measures. Since no 'object;ve'
measures from company records seemed approp;iate or
available for the constructs of interest, the entire model
essentially represents the ‘employee's point of view. As
such, p-p cofrelatiohs are to be exﬁected. Ideally,  in
addition to the employee, other individuals (supervisor, co-
worker) would also characterize the job on the predetermined
variables. .As Kavanagh, Hurst and Rose (1981) noted, based
on the use of what Scott (1977) termed person-—person or p-p
correlations, such ‘correlations méy be distorted dhe to
common method bias. Inevitably, jobs can be perceived and
characterized along multlple dimensions, and the choice of
dimensions used may affect what is being observed. As Weick
(1977) pointed out, to the extent that job dlmen51ons are
cognitively constructed and behaviorally enacted, additional
data would be of value. However, few organizations afford
the researcher this 1luxury since they do not exist as
research laboratories for the convenience of the behavioral

scientist.

ot
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CHAPTER 3

METHODOLOGY

Samples
Three organizations, two government agencies and a
state university in the Southeast participated 1in this
research yielding five samples which were distributed along
a continuum ranéing from professional to blue collar workers

(see Figure 3).

Insert Figure 3 about here

A total of 1525 surveys were distributed throughout the
three organiéations of‘ which 676 or 44.32 percent were
returned which, in turn, yielded a total ofv 628 (92.89
percent) of usable copies. The distribution of the returned

questionnaires is presented in Table 5.

Insert Table 5 ébout here

The Norfolk Naval Shipyard (NNSY) is the iargest'
shipyard in the world exclusiyely devoted to surface ship
and submarine repair and errhaul. It is the -largest
employer in the geographic area with over 10,000 employees

in a broad range of occupation.  Participants for this

ol

Reproduced with permission of the copyright owner. Further reproduction prohibited without permissionyz\w\w.manaraa.com



z =z | z &
®» 2 g 5L 3
~ O c;g S 5
=
m
n
1%2)
o
Z
> .
P
wn
>
<
o
=
T m -
— mn D
zZ X m Zz o O C
IIQ "3 m
® o 2 @ o )
le rC_:_J o Zm
r— '—_';b.)
b =z
* (-
C
<
w
r
C
m
o)
o
ﬁ
B 1
z
3 = g
~ -2
[ 2 I ¢

(=]
O

Reproduced with permission of the copyright:owner. Further reproduction prohibited without permissionyyanwy.manaraa.com



| TABLE 5. S
ORGANIZATIONAL COMMITMENT SURVEYS RETURNED

SAMPLE | # OF SURVEYS # OF SURVEYS % OF SURVEYS # OF (USABLE
SITE DISTRIBUTED RETURNED RETURNED SURVEYS
NNSY @ 500 198 3960% . 150

(F) . _ o
opby ¢ 161 70 L347% 70 |
(F) | I

NARF/ @ 864 408 L22% 408

TOTAL .,

(M/F)

b*Trp 6 6 10000% &

MP 156 86 5512% 86
MW 300 189 6300% | 189
FW 183 88 4808% | 88
LFB 219 - . 39 1780% 39,

TOTAL 1525 676 O LA32% 628 or 92.89%

%NNSY = NORFOLK NAVAL SHIPYARD
ODU =0LD DOMINION UNIVERSITY
NARF= NAVAL AIR WORK FACILITY

b*EP=FEMALE PROFESSIONAL; MP=MALE PROFESSIONAL; MW=MALE WHITE COLLAR; FW=FEMALE WHITE:

FB=FEMALE BLUE COLLAR

70
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5urvey were drawn from shipyard's apprenticeship program
which combines <c¢lassroom instruction with on—the;job
traiﬁing to prepare women (and men) for nontraditional jobs
such as riggers, welders, and boilermakers (see Appendix D
for a description of the shipyard's apprenticeship program).
The apprenticeship program lasts four years during which the
trainee receives pay while learning the skills necessary to
practice the selected trade. Upon completion of the four-
year term, the apprentice is advanced to the existing rate
of journeyperson in the selectéd trade. Overall, the
apprenticeship program compares favorably in terms of career
potential with the more traditional clerical positions in

NNSY (see Table 6).

Insert Table 6 about here

Of the 5808 surveys distributed at' the NNSY, 198 or'
39.60 percent were returned which resulted in 145 usable
copiles. The shipyard had the lowest response rate of the
sponsoring orgénizations which was, in part, due to the fact
that the EEO office which handled the distribution of the
questionnaires insisﬁed upon return of 'the surveys to the
apprentice's immediate supervisor via a rather rigid routing
system. Pefhaps respondeﬁts were reluctant to participate
because turning the questionnaire'in to the immediate

supervisor was seen as insufficient protection of anonymity.
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CLLRICAL , . APPRENTICE
HOURLY .  ANNUAL . 4 Table 6 ) HOURLY  ANNUAT,
GRADE RATE  SALARY : MAXIMUM CAREER POTENTIAL GRADE ._RATE  SALARY

, . , CLERICAL VS APPRENTICE PROGRAM .

GS-3 4.92 10,235 . January 1982 . Wr-1 5.44 11,315
_ _ . o WI-2 5.8l 12,085
GS=4 - 5.2 11,490 | Wr-3  6.17 12,835
C$-5 6.18 12,854 | | o . WI-4  6.54 13,603
| | A . | WI-5  6.91 14,373
GS-6 6.89 14,328 WT-6 7.27 15,272
WI-7 7.64 15,891
WI-8  8.00 16,640
WG-10  8.37 17,410

GROUP

SUPER-
SECRETARY Mmmmwwwwwv
(GS-6) ‘
SHOP .
: . SUPER-
. . , _ INTENDENT
p . . : (6S-12/13)
. - SUPERVISORY ENGINEERING.
CLERK . - _ TECHNICIAN (GS-11/12)
SECRETARY . : : SUPERVISORY PRODUCTION
(GS-5) : CONTROLLER (GS-11/12)

GENERAL FOREMAN (WS-12)

ENGINEERING TECHNICIAN (GS-11/12)
PRODUCTION CONTROLLER (GS-9/10)
FOREMAN (WS-10/11)

CLERK-TYPIST
SECRETARY
(Gs-4)

PLANNER & ESTIMATORS
SHIP PROGRESSMAN
SHIP SCHEDULER
SHIP SURVEYOR (WD-08)

INSPECTORS, WORK LEADER (WL-12) .,

SHOP PLANNER (WD-06
CLERK, CLERK-TYPIST (D-06)

SECRETARY . .
(GS-3)

_JOURNEYMAN (WG-10)

Clerical positions at best peak out at the GS-6 level. Apprentice Program prepares journeyman for unlimited
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The Naval Air Rework Facility (NARF} was the second
participating organization. The NARF performs a compiete
range of rework and repair/modification of aircraft,
engines, missiles and support equipment involving some of
the most advanced airborne weapon systems.

A total of 864 surveys were_distribﬁfed of which 498 or
47.22 percent completed and usable questionnaires were
returned. Orgénizational distribution took place through
the NARF's public relations office. O0f the cooperating
organizations, NARF had the highest response rate due to the
fact that the administration gave the author numerous
opportunities to present this project at various levels of
the organizational hierarchy. A presentation for the
commanding officer led to the endorsement by  the captain
(see Appendix B) énd coverage in the NARF newsletter
generated organizationwide‘visibility (see Appendix C).

Finally, the third sample was procured from female
faculty members of é state.univers}ty. Questionnaires were
sent to all 161 female faculty mémbers listed in the 0l4
Dominion University's (ODU) difectory; seventy or 43.47
percent of the surveys were returned after two follow-up
memoranda through campus mail. |

For the final analyses, 571 cases were selected
consisting of 145 female blue collar workers drawn from
NNSY. The 39 female blue collar employees from NARF were
not included in the analysis in an attempt to reduce

interorganizational variance. For the same reason, the six
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female professionals from NARF were not combihed with the
female faculty sample, resulting in a total of 78 fe.male
professionals. The final occupational categories consisted
of: 145 blue collar women from NNSY, 70 faculty women from
ODU, 84 professional men, 186 male white collar emplbyees,'
and 86 female white collar workers all drawn from NARF. The
female white collar employees were primarily drawn from
clerical staff while the white collar males held technical
jobs.
Procedure

' Each'survey packet (see Appendix A) contained a cover
letter delineating the rationale and purpose of this
research and instructions followed by a set of standardized
instrUments measuring the research variabiés discussed
below.

In the cover letter, it.was pointed out that there were
no right or wrong responses to any of the items and
participants were encouraged not to dwell excessively on any
particular item. In addition, respondents were assured that
answers to all questions of the survey would be treated
anonymously and. confidentially and that names would not be
associated with the data.' The entire survey took 30 to 35
minutes to complete..

The general instructions described the rating process
based on a seven point scale used throughout the survey.
However, since the wording of the anchors varied somewhat

from one section of the survey to another, each scale was

-
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preceded by 1its own response scale using the anchors
appropriate for that scale.

| Finally, the packet included an official endorsement
provided by the sponsoring organization (see Appendix E).
Interested respondents were offered a personal summary of
the results if they indicated their interest by writing
"copy of results requested” at the end of the survey and
filling their name and address in the space provided. At
both government installations management requeéted that the
author present the research findings.in a series of meetings
at the departmental and divisional levels as well as for the
advisory boards of both facilities.

The Organizational Commitment Survey packet was
distributed by the author.throughlcampus>mail to the.faéulty
sample. At NARF and NNSY, the distribution was handled by
centralized offices because both organizations requested
clearing and approval of a number of .internal agencies
including EEO, labor reiations_ and a number of specific

unions and administrative officers of certain departments.
Research Variables

Demographics

Biographic/demographic information pertaining to sex,
age, education, marital status, income,.and schooling,
number of children, number of children under six, and job

tenure was collected. Of these biographical indicators,
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some have been associated with organizational commitment.
Hurdis (1976), for instance, argued that familial
responsibilities reduce labor commitment of married womén
compared to those of other marital groups. Thus, it seems
reasonable to predict that women with considerable extra-
organizational résponsibilities as measured by the number
and presence oﬁ young children in the fémily, will show less
commitment to organizational goals than women who can devote
most of their time and energy to the job.

Historically, the presence of young children has been
the strongest impediment to the employment of their mothers
(Smith, 1979). Sweet. (1974) found that the relationship
between maternal employment and the age of the youngest
child was approximately 1linear from age two to age twelve
with about a two percent rise in labor force barticipation
with each year of increase in the age of the youngest child.
Similarly, Cohen, Rea, and Lerman (1978) reported that the
presence of a child under six years of age had the largest
effect on women's labor force participatioﬁ of any of the
variables in their model of employment of married women.

Likewise, marital status can also affect people's
commitment to their employing érganization resulting in a
decreased salience of organizational investments. Alutto et
al. (1971) found that single respondents were more likely
than their married counterparts to be favofably disposed to

alternative employment situations.
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Demographic variables such as age or number of children
weré not included in the structural model because thé§ do
not indicate the means by which they produce variations in
organizational commitment. . Price (1977, p. 24), in his
study of turnover, made a distinction between correlates and
variables which he called determinants. Determinants are
analytical variables which are believed to produce
variations in the dependent variable. Price argued that if
the correct determinants are included in the model, the
correlates (age, education, 1length §f service, etc.) will
not add significant explained variance. Age illustrates
this easily. Some of the literature reviewed (e.g. Aranya &
Johnson, 1975) supports a negative relationship between
commitmént and age; younger employees are usually less
committed to the organization than older employees. Age per
se, however, does not explain how the younger age produces a
lower commitment. The answer to the "how" question must be
found in the variables depicted in the structural model.
Younger employees, for instance, may not identify with the
organization because they have 1little opportunity to
participate in decision making or have Jjobs that offer
little opportunity. Not incorporating deﬁographic variables
into the model, however, does not mean that these
demographic correlates of commitment will be ignored,
especially since it is possible to make an indirect check on
the model by estimating the influence of demographic
correlates after the causal detefminants have.beenvincluded

(Alwin & Hauser, 1974).
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Motivation to Work

The first construct variable in the model is motivatioﬂ
to work. To measure respondents' need strength, a shortened
version of the Need Satisfaction Questionnaire developed by
Porter (1962) was used which éssesses all of Maslow's need
levels (security needs, esteem needs, and éelf—actualization
needs) with the exception of physiological needs which are
assumed to be relatively .satisfied for employed men and
women. Respondents were asked to indicate how important
eight job related needs (e.g. the amount of prestige
experienced from the job) were.

Porter's instrument is not intended to test Maslow's
theory, per se, but is typically wused to examine the
relationships between need fulfillmént, dissatisfaction and
their impoftance to various organiiafional characteristics
(Alderfer, 1972). 1Initially developed to measure managerial
motivation, Porter (1962) saw the assessment of eﬁployee
motivation to work as a means of determining his or her

psychological £it with the job.

Decentralization

Hage and Aiken (1967; 1969) defined_centralization as
the extent to which power is distributed among social
positions in organizations. In their research the authors

" stated .that centralization is | comprised of two
subconstructs: concentration of decisions as measured by -

the participation in decision making subscale and
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concentration of authority measufed. by the hierarchy of
authority subscale (Dewar, whetten & Boje, 1988). |

The combined decentralization/hierarchy of authority
scale consists of nine items. Four. items are used to
collect information about organizational decision making
(e.g. how frequently do Yyou participate in decisions
regarding thé adoption of new policies?) resulting in an
index of actual participation. The remaining five items are
used to gather information about work decisions (e.g. I have
to ask my boss before I do almost anything). In view of the
fact that centralization is often discussed as if there were
no differences in decisions, thé distinction between

. organizational decisions (participation in decision'making
subscale) and work decisions (hierarchy of authority
subscale) is a welcome refinement with respect to the
conceptualization centra1ization—decentralization.

A shortened version consisting of four decentralization
jtems was used in this research. Dewar's et al. (19849)
examination of the reliability and validity of the Aiken and
Haée (1967; 1969) scales: jndicated that the reliability
coefficients ranged from very good (alpha = .70 to .85) to
excelleﬁt (alpha = < .85) and that both sets of scales
appear to have high degrees of convergent and discriminant
validity suggesting‘that they seem to measure the constructs
for which they are intended. Nevertheless, there was room
for minor improvement of these two scales, particularly the

elimination of inconsistent referents ("I," "we," "a

&5
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person,"” "people in general," "the employee") and .the
somewhat confusing scoring system. A high degree of'
centralization on the subscale of participatory
organizational decision making is indicated by a low score
while a high degree of centralization of authority is
indicated by a high score. Both of these problems were
rectified by slight modifications in the wordings of the
items and by adopting a uniform seven point scale to measure

both subconstructs.

Formalization

Extensive research on formalization has been conducted
by Aiken and Hage (1967; 1969) as well as by Pugh, Hickson
and their colleagues (1968) at the University of Aston in
Britain. Both groups approach the concept of formalization

= differently. Hage and Aiken (1969) define formalization in
terms. of the importance of rules. They staté:‘

giving orders is onlyléne method for creating a

unified organizational effort. An organization.

could not continue for very long if each operation

required a decision from those who have

_ responsibility to make them. brganizations daily
guidelines for their'operations; these guidelines

‘are furnished by rules, the repository of bastj |

experience (p. 98).

The. 15-item formalization scale yields five separate

indices which 4definé five subconstructsé (l)' job
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codification (e.g. how things are done around here is pretty
much up to the person doing the work); (2) rule observatioﬁ
(e.g. employees are constantly checked for rule violations);
(3) rule manual (e.g. theré is no ruies manual); (4) Job
descriptions (e.g. there is a complete description for my
job); and (5) specificity of job descriptions (e.g. going
through the proper channels is constantly stressed).
Individual scores are summed across the subconstructs to
obtain an overéll index of formalization. Although the test
developers reported no ranges of means >for the five
subscales, the higher the means, the higher the degree of
formalization. Reported reliabilities ranged from .76 to
.85. The shortened version useé heré consisted of the five
job specificity items.

Validity results with respect to the fofmalization
scale have been quite consistent. Hage and Aiken (1969)
predicted a poSitive relationship between routine work and
fofmalization; that is, the more routine the -work, 'the
greater the degree of formalization. Significant
relationships were reported between rdutiné work on the one
hand, and rule manual, Jjob descfiption4and specificity of
job description on the other. The_remaining two subscales
(job codification and rulie observation) .produced
nonsignificant relationships with routine work. As Dewar et
al. (19889) ﬁoted, not all formalization construcﬁs appear to
have high degrees of convergeht and discriminant'validity.

Part of the problem seems to be a _function of the poor
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logical fit vbetween the content of the item and the
definition of the subconstruct. For example, Jjob
codification was defined as "thevdegree to which the Jjob
descriptions are specified.” However, only one of five
items measuring this construct dealt specifically with rules
about the job. |

The second‘approach to the measurement of formalization
(Inkson, Pugh, & Hickson, 1978) defines formalization as the .
"extent to which rules; procedures, instructiohs, and
communications are written." On.this scale, the information
can be collected fhfough interviews or questionnaires. The
instrument assesses the availability' of various types of
organizational docurﬁents such as contracts of employment,
organization charté, written statements of policies, étc.

Taken together, these twe measures proyide an adequate
index of formalization; The Inkson et .al. apprcach has the
advantage of relying on the use of documents and interviews,
a needed addition to‘the self-report method dictated by the
Aiken and Hage scale. However, because of logisﬁical'
problems and security stipulations'required by two of the
participating organizations, the Aiken and Hage scale was
employed in this research to minimizeAintra-organizational

disruptions and facilitate the data collection process.

Job Characteristics

The Job Characteristic Survey (JDS) (Hackman & Oldham,

1976) is the most widely used measure in the assessment of
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the ‘core job dimensions embodied in the job characteristic
model. Subsequent to the development of this instruméntL
however, some factor analytic studies have questioned the
dimensionality of the JDS. .anham {(1976) reported that a
single factor solution accounted for the explained variance
in a study of 3619 employees of a. large merchandising
corporation. Other solutions were examined but Dunham
concluded that .they provided 1little support for the £five
dimensions proposed by Hackman and Oldham. Dunham, Aldag
and Brief (1977) analyzed JDS data from five different
organizations that were divided into 2@ subsamples and
concluded that for different samples two, three, four, or
five factor solutions may be appropriate. These data
suggest that the five factor solution cannot be assumed
unless empirically determined for a particular sample.

Sims, Szilagyi, and Keller (1976) adapted items from
the Hackman and 0ldham scale and developed the Job
Characteristics Inventory (JCI) which consists of 33 items
with reliabilities ranging from .62 to .8¢. Comparing the
JDS and JCI, Pierce and Dunham (1976) reported that the
internal consistency for the JCI was siightly higher than
for the JDS, a predictable result given the greater number
of items per subscale on the JCI. Moreover, an oblique
factor rotation confirmed the four a priori dimensions
(variety, autonomy, feedback, and task identity) of the JCI
but not the JDS. Although Sims et al. (1976) claim that

they presented evidence for convergent and discriminant
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valdity, this evidence is somewhat tenuous in the absence of
variables other than the task charactéristics, i.e. "the
authors failed to include independent observations of tasks
and consequently the discriminant/convergent matrix reflects
a considerable amount of method variance. Although the JCI
was employed in this research because it appears to be a
psychometrically slightly'superior instrument, the question
of dimensionality has to be empirically demonstrated for
each jobh sample under study. Dimensionality, as in the case

of the JDS, is to some extent a function of sample.

Job-Related Stress

Because of the controversy over the use of the term
stress (e.g. Beehr & Newman, 1978; Mason, 1975a; Mason,
1975b; Selye, 1975) Kavanagh, Hurst and Rose's (1981)
definition of job stress as a perceived imbalance between a
demand arising from a job or organizational characteristic
(a stressor) such as work overload and the person's
perceived capability to respond was adopted for the purpose
of this research. The measure that most closely
approximates this definition of stress is a questionnaire
developed by the Michigan group (Caplan, Cobb, French, van
Harrison & Pinneau, 1975). In this research, a shortened
version of the Caplan et al. scale was employed using four
of the most frequently used a priori dimensions; .These
included (1) overload (e.g. how often does your job require

you to work very fast?) which in several studies by the
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Michigan groﬁp has been found to produce numerous
psychological and physiological strains such as job
dissatisfaction, increased smoking, and elevated cholesterol
all of which are risk factors in heart disease; (2) role
conflict (e.g. how often do persons equal in rank and
authority over you ask you to do things which conflict?);
(3) role ambiguity (e.g. how often are you clear on what
your Jjob responsibilities are?), a dimension which is
associated with job dissatisfaction as well as threats to
mental and physical well being; (4)V underutilization of
abilities (e.g. how often can you use the skills from you
previous training?). The range of reliabilities for these’
stress subscales ranges from .75 to .86 and validities were

demonstrated in previous studies (Caplan et al., 1975).

Job Satisfacticn

Levels of Jjob satisfaction were assessed using the
short form of the Minnesota Satisfaction Questionnaire (MSQ)
composed of 2@ items most closely correlated with the 20
scales making up the long form (Weiss, Davis, England &
ALofquist, 1267) . The item content covers the following
faceﬁs of Jjob satisfaction: ability wutilization,
achievement, activity, authority, compensation, co-worker,
creativity, independence, recognition, social status,
supervision, variety, and working condition. The MSQ
measures intrinsic, extrinsic, and general job satisfaction.

For the intrinsic scale, the coefficients ranged from .84 to
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.91; for the extrinsic scale from .77.to .9?; and for.thé

general satisfaction scale the coefficients varied from .87

to .92.

Mental Health

A shortened 2@0-item version of Goldberg's (1972)
General Health ‘Questionnaire (GHQ) was embloyed to assess
the tendency toward psychiatric disturbance. The GHQ, a
self-administered screening device, is concerned with two
sets of symptoms: the ability to carry out one's nérmal
functions and the appearance of new symptoms of a
distressing nature. The instrument has been described
(Goldberg & Hillier, 1979) as comprising a set of questions
which form a "lowest common multiple® of symptoms which can
be encountered in the various differentiated syndromes of
mental disorders. As the authors stated, the purpose of the
GHQ as a screening device is to identify potential cases,
leaving the task of identifying actual cases to the
pSychiatric interview (Goldberg, 1972). Overall, the item
content focuses on here and now situations and 1little
attention is paid to how the individual has felt or behaved
in the past.

‘The original measure resulted in a 6f-item version with
the "best" 30, 28, and 12 items for use with respondents
whose time is at a premium. Psychometric evidence indicates
that the test-retest coefficients (six months apart) range

from .75 to .90 for various groups of patients; split-half
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reliability was found to be .95. The results of a
validation study which correlated GHQ scores Qith
independent overall clinical assessments yielded a
coefficient of .8¢. 1In addition, the GHQ has been validated
as an effective guide to minor psychiatric morbidity in the
general population (e.g. Henderson, Duncan-Jones, Byrne,
Scott & Adock, 1979) and has been found to have substantial
convergent validity with other measures of psychiatric
disturbance (e.g. Finlay4Jones & Murphy, 1979). For
example, Liff (1981) who used the' CHQ with a sample of
female factory workers reported that three factors were
significantly associated with high GHQ scores (indicative of
psychological disturbance). These were whether a woman
worked £ull or part time, the extent to which the household
was dependent on her wages, and her feelings about thé job.
Stafford, Jackson & Banks (198¢) obtained CHQ scores
from young British respondents who had left school because
of low academic qualifications. A substantial correlation
was observed between employment status and the GHQ measure
of morbidity, i.e. employed male and female youngsters had
significantly lower GHQ scores. Similarly, Finlay-Jones and
Murphy (1979) used the 6@g-item form of.the GHQ and found
that single unemployed women showed significantly greater
psychiatric morbidity than single women who were enployed.
In both studies paid employment proved to be a éignificant

predictor of psychological well being.
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Organizational Commitment

Recently, Mowday et al. (1979) deveioped the lS—item
Organizational Commitment Questionnaire (0CQ) to provide a
fairly constant indicator of employee commitment for most
working populations based upon multiple and diverse samples.
Factor analysis performed to examine the homogeneity of the
0CQ items with respect to the construct they purport to
measure resulted in a single factor solution supporting
Mowday's et al. (1979) conclusion that the 0CQ is measuring
a single dnderlying attitude construct.

Table 7 summarizes the construct measures used.

Insert Table 7 about here

Structural Modeling

Causal models using path analysis techniques and
structural equation modeling are being increaéingly utilized
in industrial/organizational research since behavioral
scientists are becoming more and more aware of the éap
between theories on the one hand, and research techniques on
the other. The structural or causal modeling épproach, also
referred to as path analysis, offers a systematic way out of
this impasse. Indeed,‘there are those who argue that path
analysié has emerged as one of the most powerful heuristic

tools in the social sciences (e.g. Schumm, Southerly &

Figley, 1988) because causal modeling provides a systematic
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Summary of Instrumentation: Construct Measures and Representative Items

CONSTRUCT MEASURE # of SAMPLE ITEMS
ITEMS

1. Motiwvation to 20wx Need Strength 8 The opportunity for personal
Questionnaire growth
(Porter, 1962)

2. Decentralization Decentralization 4 How frequently do you

: Scale (Hage & participate in the decision to

Aiken, 1969) hire new staff?

3. Formalization Formalization 8 Whatever situation arises, we
Scale (Aiken & have procedures to follow in
Hage, 1969) dealing with it

4, Job Characteristics Job Characteristics 33 The amount of variety on my Jjob

Inventory (JCI)
(Sims et al., 1976)
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CONSTRUCT

MEASURE # of SAMPLE ITEMS
ITEMS
5. Job-Related Stress Job Stress 13 How often does your woc leave

6. Job Satisfaction

7. Mental mmmwwv

8. Organizational
Commitment

Questionnaire
(Caplan et al.,
1975)

Minnesota 29
Satisfaction
Questionnaire (MSQ)
(Weiss et al., 1967)

General Health 20
Questionnaire

(GHQ)

(Goldberg, 1977)

Organizational 15
Commitment
Questionnaire

(CCQ) (Mowday et

al., 1979)

you with little time to get
things done?

The chance for advancement on

‘this job

I am getting edgy and bad-
tempered

I would accept almost any type
of job assignment in order to
keep working for this
organization
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way. of building block upon block so that theories can become
cumulative and alternative explénations that are not‘
consistent with the data can be rejected. A sampling of
feéent applications attes_tiﬁg to the increasing popularity
bf path analysis includes the sﬁudy of Jjob satisfaction
(Kalleberg, 1974; Ruch, 1979), educational and occupational
_aspirations (Rosen ‘& Aneshensel, 1978), lsalesmen's-
compensation perceptions (Oliver, 1977), psychélogicai
success in work organiza‘tions (Griffih, 1977), the
psychological effects .of occupational .conditions on woéaen
(Miller.et al., 198¢) and turnover (Miller & Price, 1981)..
Essentially path analysis reférs to the process' of (1)
:constructing‘ a causal quél using struc;tural equation
téchniques; (2) estimating the path coefficients from the
data, and (3) testing the model (Duncan, 1966; Asher, 1976;
Kenny, 1979). It is a ‘procedure for systemafically
combining the use of partial and multiple éofrelation to
study thé causal relations among 'a set of antecedehts
(independent or éxogenous variables and dependent (or
endogenous variables, i.e. to be explained by the model)
variable(s) at different points in fhe model.
when causal models ére ‘used in t.:heory'building ‘and
system avnalysis, as is the case in this research, the goal‘
is to .define a set of equations which, in some sense,
coriespond to actual calusal processes in the real world,_'
i.e. one seeks‘ a set of equa.ti.ons whiéh permit predictions

of how a change in any one variable in the systém‘affé'cts
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the values of the other variables in the system. Once a

causal model has been constructed and the structural
equations corresponding to the hypothesized linkages have
been defined, the parameteré of the model which represent
the causal impact that variableshhave on one another, can be
estimated and the model can be tested. The resulting path
coefficients derived from the regression equations reflect
the relative contribution to explained variation of fhe
dependent variable(s).

The theory of organizational commitment as specified
(1) constructing a éausal model using structural equation
this model was translated into structural equations which
considered all the relevant constructs simultaneously making
their bivariate relationships explicit. Most users of path
analysis recommend that a competing theory be specified at
the same time since a test of cémpeting theories can only be
made when one theory can be represented as part of another,
i.e. the path diagrams are identical except that certain
paths can be taken as known, usually zero (Bentler, 1981, p.
425) .

The first phase of the structural modeling process, the
actual construction of the model, was described in Chapter
2. As indicated in the discussion of the hypotheses stated
above, the model may be viewed as a three stage model
comprised of three groups of exogenous variables: (1)
individual characteristics A(X(1) . X(2), X(?); (2)

organizational variables (X(3) and X(4); job characteristics
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(X(5) and X(6) which are predicted to be significant
determinants of X(8) and X(9). The disturbances associated
with X(8) and X(9) are disturbance terms which include
elements such as measurement error or the effects of other,
unmeasured causes on the endogenous variables (James. &
Jones, 1980). Ordinarily disturbances are concelved as
having been brought about by variables that have been
omitted from the theoretical system.

Methodologically, path anaiysis requires a number of
basic assumptions. First, the. total wvariation of the
endogenous variables is assumed to be determined by a linear
combination of the variables in the model. In models 1in
which variation of an endogenous variable is not determined
by prior exogenous, measured variables, a residual variéble,
which is assumed to be uncorrelated with the set of
constructs immediateiy determining the variable under
consideration, is introduced to éccount for the variance of
the endogenous variable(s) not . explained by measured
variables (Asher, 1976).

Path analysis also assumes relatively low correlations
amohg predictors (Feldman, 1975; Kenny, 1979).' While the
exogenous variables in a particular causal system may be
correlated among themselves, their intercorrelations are not
explained by the model. The exogenous variables are assumed
to be outside the causal syétem and represent the crucial
operatioﬁal requirements for . analyzing the system

empirically. The thorny problem with multicollinearity is
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that if two of more exogenous variables are correlated, then
the correlation between the exogenous variables can make a
contribution to the correlation between the endogenous
variables.

Blalock (1971) argued that multicellinearity should be
tolerated when despite its presence each variable in the

~collinear set . adds significant causal ihformation. The
general point of this argument is that if multicollinearity
cannot be sufficieﬁtly eliminated, little is to be gained by
trying to remove it by the introduction of one or more
relevant variables.

Finally, data for path analytic techniques must meet
all the multivariate regression assumptions and it is
assumed that the effects among variables are linear and
additive.

The utility of path analysis as a model building and
interpretive tool lies in its power to decompose the
bivariate correlations into direct and indirect effects..
The direct effect of 6ne variable on another is simply that
part of its total effect which cannot be transmitted via
intervening variables. In other words, it is the effect

"which remains when intervening variables have been held
constant. Indirect effect, on the other hand, are those
effects of a variable's total effect which are transmitted
or mediated by §ariab1es specified as intervening between
the cause and effect. 1Indirect effects indicate the extent

to which a given effect occurs because the manipulation of
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the antecedent variable of interest leads to changes in
other variables which, in turn, influence the dependent
variable(s). The total effect of each variable causally
prior to organizational commitment and mental health, then,
is decomposed into direct and indirect effects through
variables that intervene between the exogenous and
endogenous variables.

Estimation of the path coefficients represents the
second step in path analytic procedures. Path coefficients
are most usefully interpreted by’ comparing the relative
magnitude of the coefficients within the same model based on
the assumption that a change in one variable produced .a
specified change in another.

| In sum, then, the structural -equation modeling
techniques are statistical procedures that allow estimating
the direct and indirect effects of a set of variables for
which causal ordering is hypothesized with non-experimental
data has definite advantages including the emphasis on
explanation rather than description (Strotz & Wold, 1971)
and a pattern of interpretatﬁons that makes explicit the
rationale and assumptions underlying the analytic procedures
while simultaneously forcing the discussion of results to be
at leést internally consistent (Duncan, 1966) . If nothing
else, such an approach forces the investigator to plaée

primary concern on theoretical and conceptual issues.
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CHAPTER 4

RESULTS AND DISCUSSION

The £findings from this research naturally £fall into
five secfions. The first section covers the resulfs derived
from the factor analyses of the exogenous ‘and endogenous
variables. Iq Section 1wo, the reliabilities for the
factored scales are reported. The third section presents
the results of the initial path analyses for the two
endogenous variables for the five samples, Section Four
summarizes  two successive ‘iterations of path analyses to
trim the model after the deletion of nonsignificant paths.
The last section is intended to pull together the findings

from all the analyses.

Factor Analyses

In the first phase of the anélyses, the dimensionality
of each scale as applied to the present total sample was
examined in a series of factor analyses. These analyses
were performed for two primary reasons: (a) to
independently confirm the factor structure of previously
estabiished scales for this study, and (b) to derive the
factor structure of those scales for which no £factor
léadings were located in .the published iiterature.
Factor analysis using a principal axis solution with the
square of the multiple correlafions as estimates of

communalities in the diagonals was used to. find the most
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reasonable waylof reducing the number of items which made up
each scale. All initial factor extractions used the Kaiser
criterion (eigenvalue greater than or equal to 1) as the
rule-of-thumb relying on the default option available with
SPSS. Multifactorial scales were rotated using varimax
rotation to the final solution. The factor analyses as well

. as the subsequent reliabilities were based on the total

sample of N = 571 comprised of the subsamples described in
Chapter 3.

Porter's (1952) eight-item need satisfaction
QUestionnaire yielded a single factor solution. Items

measuring higher order needs (e.g. thé feeling of self-
fulfillment a person gets from being in my Job poéition)
showed uniformly higher factor loadings than the two items
measuring lower motives to work (e.g. the feelings of
security in my job). The factor structure of the need
satisfaction questionnaire indicated that the one factor
solution reflects a single construct of higher order needs.
According to Hage and Aiken (1969) the centralization/-
decentralization scale has two subconstructs: (a) the
concentration of decisions referring to resource
distribution of policy formation, the indicator being the
participation of decision-making scale, and (b) the
concentration of decisions; referring to the performance of
tasks, the indicator being the hierarchy of authority scaie.
These tWQ.factors were derived from the full scale which
consists oﬁ four 'decentralization and five hierarchy of

authority. items.
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Factor analysis of the shortened version used in this -
research showed a one factor solution. The first 'four
items, which measure participation in various types of
organizational decisions (e.g. adoption of new policies,
hiring new staff) accounted for 96.1 percent of the common
variance. The fifth item, an indicator of the hierarchy of
authority sca;e, was dropped from subsequent analyses
because of low factor loading.

The formalization scale yielded a two factor soluti§n.
However, because of unclear item loadings, the first three
items which supposedly measure two different subconstructs
(job codification and rule observation) were excluded in
subsequent analyses.

Extracting factors from the Job Characteristic
Inventory (JCI) resulted in a seven factor solution
consisting of the following factors: friendship
opportunities, which loaded oh six items réther than five as
in most published research. The additional item (# 24) led
to a reinterpretation of this factor as social aspects of
the job for this' sémple. The second factor extracted,
feedback, was originally defined by seven items. Two items
werebdeleted after this analysis because they had factor
loadings on all factors. The third JCI factor, variety, was
split into two factors, one of which was defined by two
items loading on variety per se, while the second factor was
defined by items loading on a factor "which was labeled

~ repetition (e.g. to what extent are your Jjob duties
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repetitious?). The remaining factor 1loadings, task
significance, autonomy, and task identity were consistent
with previous research; consequently, these subscales were
retained in their original form in the subsequent analyses.

Factor analysis of the shortened 13-item Caplan et al.
job stress questionnaire resulted in a three factor solution
(underutilizatipn of abilities, workload, and role conflict)
compared to the four factor solution of the full scale (same
factors as above plué role ambiguity). The three role
ambiguity items had ambiguous factor 1loadings across all
three factors (and as shown in Table 9, no internal
consistency) and were therefore deleted.

Past factor analytic studies of the Mihnesota
Satisfaction Questionnaire (e.g. Weiss et al., 1967;
Ivancevich, Matteson & Preston, 1982) consistently revealed
a three factor (intrinsic, extrinsic, and general job
safisfaction) solution for the 2@0-item instrument. In the
factor analysis performed here, four factors were extracted.
The first factor on which six items loaded, turned out to'be
a method factor which revolved around the term "“the chance
to" (e.g. the chance to work alone on the job, the chance to
be somebody in the community). Instead of loading.on the
general satisfaction factor, a sizable proportion of items-
had loadings on this method factor.A This factor was deleted
from further analyses. |

The remaining three factors were made up of three items

loading on satisfaction with supervision, two items with
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loadings on pay/promotion satisfaction, and two with
loadings on a factor that was labeled satisfaction with the
ability to usé independent judgment on the job. The first:
two factors,‘ although small, correspond to the extrinsic
factor typically extracted from the MSQ. The final factor,
satisfaction with the freedom to use independent judément on
the job, approximates the intrinsic factor. The remaining
items had ambiguous loadings, split across factors or were
not substantial. Consequently they were deleted for  the
final scale. |
Since the faétor loadings of Goldberg's (1972) General
Health Questionnaire (GHQ) have not been reported in the
literature, the primary purpose of factoring this scale was
to determine the £factor sffucture of the GHOQ. The}first
factor in thé matrix indicated a social desirability factor
(e.g. I feel easy to.get along with other people) rather
than a mental health.factor. Of the remaining items with
substantial loadings, three items defined a general mental
health facﬁor, four items loaded on a factor measuring:
depressive tendencies while: three additional items loaded on
~a factor deséribing somatic complaints. As in the case of
the scales factor analyzed above,.items with nonsubstantial
- loadings wére deleted.
Factoring the «final‘ scale, the Organizational
Commitment Questionnaire (0CQ) resulted in two factors which
were simila; to the solution obtained by deday et al.

(1979) as shown inATable 8. Because of the similarity in
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factor structufe in the original and present research, the
nine positiveiy scored items were retained for the remaiﬁder
of the analyses. Mowday et al. recommended the use of thé
shortened version (positively worded jtems) based on their
findings that the percentage of common variance explained by
the second factor (negatively scored items) ranged from 2.4
to 15.5, while the percentage of variance explained by the
first factor accounted for 83.2 to 92.6 percent for the
various samplés in the test development study. Since this
factor analysis yielded similarvresults (Factor 1 accounted
for 90.4 percent of the variance, Factor 2 for 9.6 percent)
- the decision was made to base thé remaining.analyses on the

shortened version of the 0CQ.

Insert Table 8 about here

Nevertheless, it shouid be noted that the factor
structure of the 0CQ does not seem to be as clear as when
reported in the original results. Although Mowday et al.
(Mowday, 1982) favor the one factor solution, concerns about
the nature of the second factor have emerged. Because of
the fact that the items loading on Factor 2 are reverse-
scored while none of the reverse-scored items are ;oaded'on‘
Factor 1, it is possible that Factor 2 is not a substantive
factor but resulted £from an aftifact of measurement.
Although it is possible that such an artifact cohtributed to

the separation of factors, Angle and Perry (1981) suggested
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Table 8

Rotated Factor Loadings from Factor Analysis for the

Organizational Commitment Questionnaire

102

Original Research¥*

Present Research

| |
Item I P
_ 609) | (N = 571)
_ |
_ | _ _
| Factors** | Factors
_ |
| | | | |
| 1 | 2 | 1 | 2 |
! | _ | I
| | | _ |
1. I am willing to put in a great deal of _ | | | |
effort beyond that normally expected | | | | |
in order to help this organization be _ _ _ _ |
successful. | .67 | | .53 | |
| | | | |
2. I talk up this organization to my | | ! | |
friends as a great organization to work | ! | I _
for. _ e 712 _ .34 _ .76 _ _
| | I | I
3. I feel very little loyalty to this | | | | !
_ | .34 | X |
| | | l |

organization.
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Table 8 (continued)

| |
Item | Original Research* | Present Research
| (N = 600) o (N = 571)
| | . :
| |
I Pactors*#* | Factors
| I
_ _ _ | |
_ 1 _ 2 _ 1 [ 2 _
_ | R | |
4. I would accept almost any type of job | | | I |
assignment in order to keep working for | ! ! I |
this organization. | .39 | | .39 | |
_ _ | | |
5. I find that my values and the | | | [ |
organization's values are very similar. | .66 | | .65 | |
A _ | | I |
6. I am proud to tell others that I am I | I | |
part of this organization. | .75 | .35 | .79 | .36 I
_ _ | I |
7. I could just as well be working for a I | | | I
different organization as long as the I | S | |
type of work was similar. ] | .40 | | .45 I
| I _ [ |
8. This organization really inspires the I | [ | |
very best in me in the way of job | I | | |
performance. | .55 | .50 | .62 | .40 [
_ | _ | _
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Table 8 (continued)

Item

Original Research¥*

(N

600)

Present Research

(N

571)

Factors*#*

Factors

104

H&.

1l1.

HN.

13.

It would take very little change in my
present circumstances to cause me to
leave this organization.

I am extremely glad that I chose this
organization to work for over others I
was considering at the time I joined.

There's not too much to be gained by
sticking with this organization
indefinitely.

Often, I find it difficult to agree
with this organization's policies

on important matters relating to its
employees.

I really care about the fate of this
organization.

.mm

.34

.62

.54

.55

.63

«37

—— — - — —— — — — — S— S o S ot bt e G A it it et Gt et (i St ) it St et W

.60

.60

.46

.39

.73

.49
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Table 8 (continued)

[ |
Item | Original Research* | Present Research
_ (N = 6060) | (N = 571)
I |
_ |
] Factors*# | Factors
_ |
_ I | | |
| 1 | 2 | 1 | 2 |
: , | | | | |
14. For me this is the best of all possible | | I | !
organizations for which to work. | .61 ] .45 | .63 ! .59
_ | . [ | I |
15. Deciding to work for this organization _ _ [ | |
was a definite mistake on my part. | .49 | .58 ! | .54
_ _ | | _
| | | _ |
_ | | [ |
% Variance | 92.6 | 2.4 | 9¢0.4 | 9.6 ]
[ [ - | [
Eigenvalue _ 6.30 | .50 | 5.96 | @9.63 |
| I | I |

*Mowday, Personal Communication, June, 1982
**0Only factor loadings above .30 are shown

***Reverse-scored items
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that two conceptually distinct clusters of items exist which
appear to differentiate between respondents!' commitmené to.
the goals of the organization and the commitment to retain
their organizational membership. While beyond the scope of
this research, it seems obvious that the stability of the
factor structure of the CGCQ requires further assessment and
cross validation.

Based on tﬁese factor analyses, the factor-based scales
presented in Table 9 were built by summing all the variables
with substantial 1loadings and ignoring the reﬁaining
variables with minor loadings. The rule of thumb typically
used in this context is to consider factor 1loadings less

than .39 as not substantial.

Insert Table ¢ about here

Kim and Mueller (1978) justify the practice of factor-
based scales construction by arguing that the factor
analytic model is often not expected to fit the data
completely because of (a) non-random measurement errors in
the vvariables, and (b) minor factors unspecified and
conceptually unrelated to the domain of interest may account
for some of the observed.correlation. Consequently(

there is a basis for not taking the specific
values obtained in a given factor solution ét

value. The conservative stance is to view
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Factor-Based Scales Derived From

Table 9

Factor Analyses

Construct Number of Factors Number of Alpha
Items (N =571)
1. Motivation to work 1. Need to work motive 8 .889
2. Decentralization l. Participation in 4 .838
organizational decision- :
making
3. Formalization 1. Job specificity 5 . 765
4. Job Characteristics 1. Feedback 4 . 845
_ 2. Variety 5 4490
3. Task Significance 2 .754
4. Autonomy 6 .800
) 5. Task Identity 3 .848
6. Social Aspects 6 .808
5. Job Related Stress 1. Work Load 5 .807
2. Role Conflict 2 .789
*3. Role Ambiguity -.076
4. Underutilization of abilities 4 .836

107
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Construct Number of Factors Number of Alpha
: _ : Items (N =571)
6. Job Satisfaction 1. Satisfaction with 2 +826
. supervision
2. Pay Satisfaction 2 .637
3. Satisfaction with freedom 2 850
to use independent judgment .
7. Mental Health 1. Social Desirability 5 +703
2. General Mental Health 2 670
3. Depression 2 .831
4. Somatic Complaints 3 .709
1. Organizational Commitment 9 .881

8. Organizational
© Commitment

*Thege factors were deleted from the final scales because of lack of internal

consistency
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the factor structure found by the factor
analysis as only suggested', indicating some

clustering in the data but no more (pp. 71-72).

The controversy over factor vs. fa‘ctor—-based scales may
be broached from both a statistical and a conceptual
perspective. .Statistically, the indeterminancyA of factor.
scales speaks for the construction of factor-based scales
since it may not be possible to identify exactily the common
factors from the variables because each variable also
contains a unique component which is inseparately mixed w1th
the common part of the variable (Harman, 1976). since the
most one can do is to obtain estimatcs of the values of
'common factors from the variables, there' 1s :always* some
1ndeterm1nancy associated with creating factors scales.
 Conceptually, the score resulting from allinear‘ combination
of factor scores (e.g. combining the .factvor bscorés of
autonomy, variety, feedback, friendship oppor.tunities;)' is
difficult to interpret. | - |

while there is some .concern with the eff1c1ency.of
simplé ‘summing as a means of rcpresenting information
contained in raw variables (e.g. Wang & S'taniey, 1970;
‘wainer, 1976), Kim and Mueller (1978.) c'oncluded‘ that both
,factof scales o'nd factor—based. scéles have'v alllegitimate
place 1n practical ‘research. ‘Furt‘hermore, since ‘-this
'research is concerned w1th‘e‘xamining‘ the relationships

. petween variables in a conceptual model of organizational
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commitment, it seems better to have measures of  the
variables that are more clear conceptually. |

Moreover, the correspondence between scale and the
underlying construct can be assessed by using the fidelity
coefficient. Drasgow and Miller (1982) recommend that 1f
the factor analytic model provides a reaSOnabie description
of the set of data being examined and if items can be
obtained that adequately assess the full breadth of a
construct, then a scale factor correlation may be used as a
quantitétive index of the scale-construct relation. The
fidelity coefficient which 'is typically éméller than the
validity coefficient (especially if items have substantive
loadings on several factors) reflects the validity of the
scale with respect to the underlying construct.

The tables for the factor analyses are included in

Appendix C as supplementary statistics.
Reliabilities

Estimates of internal consistenéy using Cronbach's
aléha ‘were computed for the 23 factors which define the
eight consﬁruct variables presented in Table 9. They rangea
from .889 for Porter's need‘satisfaction qﬁestionnaire to
-.607 for the role conflict measure of the Minnesota
Satisfaction Questionhairé. For the purpose of this.
research, internal consistency estimates of .78 or higher

were deemed satisfactory. Two measures did not meet the
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minimal standard of reliability: the variety subscale of
the JCI (alpha = .44¢) and the role conflict scale (alpﬁa =
'-.ﬂ77) from the job stress questionnaire. Consequently
these two scales were deleteld reducing the total number of
subscales to 21. The two remaining subscales with below
standard reliabilities, the pay/promotion satisfaction
factor from the MSQ (alpha = .637),and.the general mental
health factor from the GHQ (alpha = .670) were retained
because they are critical to some of the male/female and
occupational group comparisons germane to this research.
However, the strength of these comparisons must be tempefed
by the lower internal consistency of the measures‘involvea.
Overall, inspection of Table 9 shows that Cronbaéh's
. {see Table 9) alpha coefficients are within réasonable
limits, indicating acceptable reliabilities £for most
measures. However, ohe needs to remember that measuremént
error is always problematic in linear structural equation
anaiyses because the magnitude of the regression coefficieht
is underestimated in direct proportion to the amount of
error in the measurement of the independent variable.
Whenever possible, maximum likelihood confirmétory
factor analysis should be used to separate measurement error
from the indices of the principal constructs (see Joereskog,
1969, 197¢). This procedure requires that there be multiple
indicators of each concept. With such informatioﬁ, it is
possible to infer from the covariation of theAindicators the

degree to which each of them reflects the underlying
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constrﬁct they are hypothesized to measure and the extent to
which each reflects error. - Although multiple indicaéors.
existed for all of the constructs in the model, they would
have more than doubled the already lengthy survey; thereby,
increasing the already difficult task to find organizations

willing to participate in this research.
Path Analyses

Path analysis was employed to test the relationships
proposed in the discussion in Chapter 2. Elementary
discussions of the technique are presentéd in Kenny (1979)

- and Kerlinger and Pedhazur (1973, pPP. 3@5-331) which have
been briefly sumharized in Chapter 3. As indicated earlier,
essentially the existence of é hypothesized linkage between
an exogenous and an endogenous variable is represented by
the significance of the standardized partial regression
coefficient (i.e. the standardized beta weight or path
coefficient) which is obtained when a vériable in the model
is regressed on all variables hypothesized'to be antecedent
to it. ‘ Conversely, in the absence of a direct effect of

.exogenous on endogenous variables, the corresponding
regression coeffidient should not attain significance. To
facilitate the move through the models that follow, Table 18
summarizes the codes for the predictor variables employed in
the path analyses for easy referencing. As presented in

Table 1@, motivation, decentralization, formalization and.
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6rganization remained as single factor solutions. Based
upon the factor analyses presented above, the core
dimensions were measured by five factors (feedback, t;sk
significance, autonomy, task identity, social aspects of the
job), job stress by three factors (work load, role.conflict,
underutilization of abilities), job satisfaction by three
factors (supervision, pay/promotion and ability to use
independent jUdément satisfaction) and mental health by four
facters (social desirability, general mental health,

depression, somatic complaints).

Insert Téble 19 about here

Because this is a recursive model with unidirectional
paths, ordinary least square regression analysis can be used
to obtain the path estimates (James & Singh, 1978). Thus,
path analysis serves as a method for decomposing and
interpreting the linear relationships among the variables in
the recursive model by generating beta  coefficients
associated with given 1linkages according to the ordinary
least square method. |

Since the relative impbrtance of each construct in the
model is determined by the magnitude of Fhe path
coefficient, paths with beta weights lower than .65 were

considered nonsignificant and were deleted when an iterative

pos
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Table 10
Codes for Predictor Variables Employed

in the Path Analyses

Code Number of Variable in Model ' Descriptor

JBT 1 1 (JT) Job‘Tenure
JBT 2 (0oT) : Organizational
Tenure
MTW 3 Motivation to Work
DEC 4 _ Decentralization
.FOR 5 » Formalization
JcClI S ' Feedback
JCI , 7 Task Significance
JCI 8 Autonomy
JcI 9 Task Identity
JCI ' 10 Social Aspects of
’ - the Job
JRS 11 Work Load
JRS | ‘ 12 " Role Conflict
JRS 13 Underutilization of
Abilities
JO0S - 14 Supervisor
: : Satisfaction
JOSs , 15 Pay/Promotion

Satisfaction

JOs - 16 Satisfaction with
: Freedom to Use
Independent Judgment

- o
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Table 10 (continued)

Code - Number of Variable in Model Descriptor
MEH 17 Social Desirability
MEH 18 ‘ . General Mental

Health

MEH _ 19 v Depression
MEH 20 ' Somatic Complaints
ORC 21 Organizational
Commitment
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procedure was ‘used to trim the original model. Prediéted
hypotheses were considered supported when the standardized
path coefficients satisfied this criterion and in the
predicted direction. |

In order to determine for which of the subsamples the
path analyses provided a relatively "good" explanation for
the dependent variables and for which subsamples there was a
relatively "péér" explanation, two criteria were employed:
(a) the degree of congruence between the hypothesized model
and the obtained path coefficients; and (b) the powér of the:
model as measured by the relevant R2 yalue. for each
subsample which provides én estimate of the predictive power
of the antecedent variables in the proposed model of
organizational commitment; Both criteria are incorporated
in the discussion of the results.

Throughout the analyses, standardized path cqefficients
were used in making the comparisons of the factors leading
to organizational commitment and mental health in female and
male workers across occdpational groups. Kim and Mueller
(1276) asserted that intergroup comparisons can only be made
on the basis of unstanda;dized coefficients, unless it can
be shown that the variances of the variables among the
groups are equal in size. However, following the discussion.
of Hargen (1976), it is this author's position that for the
social psychological processes examined here, standardizéd
coefficients are to be preferred because the objective of

this research was not to establish causal relationships that
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are assumed to.be invariant from one population to another,
in which case the use of standardized coefficients 1is’
appropriate.

In order to systematize the results from the path
analyses, the presentation of these déta is divided 1into
four subsections. The first section summarizes the
significant p;edictor-criterion' relationships for the two
endogenous variables for the five different samples to
obtain an estimate of how the model "behaved" with each
sample. In the second‘ section, the results of the path
analyses are discussed in detail with respect to each
occupational . category. Section 3 briefly presents the
results of two successive iteratioos for theory trimming
purposes. Theory trimming pfoposed by Simon (1957) and
Blalock (1964; 1971; 1979) is a procedure for obtaining a
greater parsimony of fit. Deleting certain paths from the
model sets the corresponding péth coefficients to zero and
implies that the correlations between two variables ‘with
deleted paths can be explained by indirect effects only
(Heise, 1969). If the origiﬁal correlations among the

-variables can be <closely approximated through the
"regeneration" process using.only the relationships in the
more parsimonious model (i.e. some paths have been deleted),
one can conclude that the actual correlations in_the data
are consistent with the more parsimonious model (Kerlinger &

Pedhazur, 1973).
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Overview of the Results. In order to obtain an

overview of how adequately the proposed model explained_
organizational commitment and mental health fof the various
samples, the results for the two dependent variables were
abulated across the five subsamples prior to examining
subgroup differences. 1In order to assess initially which of
the predicted antecedents showed significant correlations
.with the two ehdogenous variables across samples, the global
construct variables upon which the hypotheses in Chaptér 2
(see Figure 2) were based served as a.referent. In othef
words, the constructé listed in the summary table (see Tablé
11) refer td the unitary construct variables as  they were
conceptualized prior to the factorvanalyses. .

With organizational commitment as the primary
criterion, ~Table 11 shows ﬁhat motivation to work was
significantly related to commitment for all samplés except
for the faculty women. Similarly, Jjob tenure was a
significant determinant of commitment for all samples except
blue collar women. The two organizational variables showed
somewhat moré variation across occupationél groups.
Decentralization was‘considered unimportant by both blue and
white collaf female samples, while formalization »had no
effect on the commitment of.female‘professionals. For both
male sampleé, on the other hénd, decentfalization had a
significant impact onvcommifment-but this effect.différed in
terms of its directionality."All of the remaining variébles

in the model, the job characteristiés, job stress, Jjob
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éatisfaction, and mental heélth were significantly
correlated with commitment with tﬁe exception of the core
job dimensions which made né contribution to the commitment
of blue collar employées. Héwever, és will be discussed in
the foilowing section, there were considerable variations in

these significant relationships across sample.

Insert Table 11 about here

Inspection of Table 11 indicates that the overall
findings conform to the theoretical expectations set forth
in Chapter 2 despite Qariations across samples and, >of
course, variatiohs in the n@gnitude of the associatioﬁs;
The more detailed breakdown of the relationships between
exogenous and endogenous ‘'variables follows in the next
section. | |

2. . .
s across samples, it is not surprising

Looking at the R
to notice that the male white coilar sample which
represented the largest 'subgrohp (N = 186) provided thé
"best" test of the model not only in terms of the

_ hypothesized model - path coefficient convergences but also
in terms of the ‘magnitude of the rR2. Since RZ is the
traditional critefion for eyaluatinéva regression equation;
it is generally thought that the larger the R?, the better
the model. While it would be rewarding to predict 100

percent of the variance, this is often not feasible or even
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Table 11
Hypothesized Model-Path Coefficient Convergences -

Criterion: Organizational Commitment

|

I |

I SAMPLES !

PREDICTOR | ' : |
|7 FBS ] FPO [ MPN [ MWN [ FWN |

| (N=145)] (N=78) | (N=84) | (N=186)] (N=86) |

I | | | ‘ i 1

| 2. I 2 | 2 | 2 | 2 |
|[R“=.4752|R“=.4967|R“=.5491|{R"=.5914|R"= 4527

| | | | i I

| | | | | |

1. Motivation | S* | NS** .| S ] s i S ]
to Work . | | | | ' |

| I | I ] |

2. Job Tenure | NS ] NS ] S | S | NS ]
| I | | I |

3. Decentral- | | ] | ] ' ]
ization | NS | S | s | S | NS |

| | I | | |

4. Formal- | | | | | |
" ization | s ] NS ] S l S ] S |
I | | | | |

5. Job Charac-—| | | ] | |
© teristics | NS | S i s | s | s. |
| | | | | |

6. Job Stress | S | S | S | S. | S |
: | | i | | !
7. Job Satis- | | ] | | |
.faction | S | S | S l S | ] i

| | | | | |

8. Mental | ] 1 ] | }
Health I s | s I S | s | S |

| i | | | i

*Significant

**Nonsignificant
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possible. Kenhy (1279) noted that many empirical phenomena

are not perfectly predictable in both theory and practice.

2 is desirable, the goal of causal modeling

b JECRS - . - . Ay P - > 2
ultimately is to test theory rather than to maximize R™.

Although a high R

Thus, with 59 percent of the variance accounted for and no
predictor variables dropping out, the proposed model
performed adequately; at least for the entire sample.

Subgroup Anaiyses.‘ The following results are based on

the 21 factor-based scales derived from the factor analyses.
For each subsample,.,the path énalyses are présented
separately for organizational commitment as the criterion
variable. Prior to the factor analyses, the predictions
were made from unitary constrﬁcts'(i.e. job characteristics
rather than: making specific hypotheses regarding the
iﬁdividual factors of feedbaék, task significance, autonomy,
task identity, and social aspects‘of the job). .Thus; for
the purpose of these subgroup analyses, a hypothesis wasbnoﬁ
considered subétantiated. If at least:one of the factors
defining the éonstruct showed a significant reléiionship
with the criterion. If more than one subconstruct wés
‘.significantly 'correlated 'with the outcéme variable, the
summary table for each subsamplé' which restates the
predicted bivariate relationship,' its 'directionality, and
the obtained path coefficient, shows the range of
correlations between a set of paths representingithe.same
construct and the dependent'variable. Fof examble, if all

three Jjob - satisfaction factors, ‘(satisfaCtion with
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supervisioh, bay/prdmotion and the opportunity to use
independent judgment on the job) correlated significantly’
with commitment; then the facfor with the lowest and the
factor with the highest correlation are reported in the
summary table. In some instances, both positive and
negative path coefficients were obtained for factors within
a multidimensiqnal éonstruct. In these cases, a +/- sign
was entered in the appropriate column of the table
indicating that the exact nature of the relationship reméins
questionable. Nonsignificant paths wére.deléted since the
postulated hypotheses failed to attain significance.

Organizational Commitment in Blue Collar Women (N =

'145).‘ As shown in Figure 4 and Table 12, of ‘the 2@
predictors, nine variables were found to have statistically
sigrnificant influence'on commitment (see Table ll)‘of female
blue coilar workers. As can be seen in Figure 4, job
satisfaction and mental health were the strongest
determinants (see Propositions 19 and 21 in Table 3). More
specifically, the major, internally consistent paths in the

~model were generatéd by the three Jjob satisfaction
variables,‘satisfaction with super%ision (p = .1069),
satisfaction with pay/promotion (p = .2194) and satisfaction
to use indebendent judgment on the. job (p = .2291). Blue -
collar women who were satisfied with the sﬁpervision they
received, the wages they earﬁed and the opportunities for
advancement available to them wére the ones who were host

committed. The third satisfaction factor, the ability to
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apply independent'judgment to the task at hand; actually had
the strongesf impact (p = .229i) among the satisfaétion
variables. This finding seems to contradict the stereotype
of blue collar work as routinized, unlikely to provide any

rewards for'the worker..

Insert Figure 4 about here

Insert TableAlz about here

Although Table 12 reports é pdsifiie overall
correlation between mental health and orgénizational
commitment, the actual .nature of the relationship between
these two variables is somewhat more ambiguous. Two of the
positive mental health factors; and especially the factor
representing overall‘psychological well being (GMH) had high
positive correlations with commitment. For Depression and
Somatic Complaints, high scores sugéestive of mental
disturbance resulfed in positive correlations with the

criterion.
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Table 12
Determinants of Organizational Commitment in
Blue Collar Women

(N = 145)

Hé Prgdic?ed in Direction Obtained Supported?
Bivariate Path
Relationship ~ Coefficient
Hy X, Xq + /- ?
H, X1 Xg + -.1092 YES#*
Hé X X, + +/- ?
H, X, Xg o NS NO
He X, Xg + : +/~ ?
He XXg + NS . NO
H, X3Xg + | 11%93  YES*
Hg X3X+ + .1173-.3986 YES
Hy X3X¢ - oD** NO
Hyg  XgXg +  .0831-.2492 YES
Hy, X, Xg + .9855  YES
Hy X)X ‘ + +/- ?
H, 5 XgXg + -.8715 | © NO
Hyg XcXg + 4y~ ?
Hys XgX, o .3746 YES
Hie XgXg . " - -.1782 . YES

| i

Reproduced with permission of the copyright owner. Further reproduction prohibited without permissionyz\w\w.manaraa.com



126

Table 12 (continued)

Predicted in Direction Obtained Supported?

Hy
Bivariate Path
Relationship S Coefficient
Hg XcXg - . +/- 2
H19 X7X9 o+ .2291 YES
Hyp X,Xg | + ot/ ?
B, XgXg o .3218 YES

*Tébles for all possible paths for each occupational group
are available from the author :

o ‘ .
Correlation was in the opposite direction that predicted
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Of the remainihg vafiablés, only motivation héd a rellati.vely
important influence on commitment as’ hyp.othesized. in
Proposition 1 (see Table 3). Since Porter's (1962) need
satisfaction questionnaire b.asically measures higher order
needs, the notion that blue collar workers, and vblue collar
women in particular, attach more importance to extrinsic
aspects of the job wés not supported for this blué collaz;
sample. This finding was reinforced by the fact that 6ne of
the core job dimensions, namely the opportunity i:o develop
- friendships on the job (FPO) and typically viéwed as an
extrinsic factor, had no impact on blue collar womeﬁ's
commitment. The women in this subsample were, in part,
committed because their jobs apparently satisfied some
intrinsic needs. 'All too often, it seems, we patronizingly
assume that only professionals have complex feelings about
their jobs and that they require more éhallenge and
gratification from their work than blue collar workeré.
Somewhat unexpectedly, none of the job characteristics
produced significant path coefficients. Fbur of the factors
resulted in nonsignificant paths while the effect of the
fifth factor, feedback; was very smail and in the opposite
direction. Finally, the overall contributions of
Iformalization and two of tbhe‘ stress factor.s, Qorkload and
the ability to utilize skills acquirecﬁ previously, were
minimal. The remaining variables, the two ténure 'factprs

and decentralization dropped out altogether.
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The picture that .emerges fof the blue collar women
indicates that the various facets of job satisfaction'are,
the single most important predictor of organizational
commitment. This finding is consistent with the fact that
blue coliar jobs offer attractive alternati&eé for women
because of the wages and benefits they provide. Beéause of
the shortage of well-paying jobs in occupations that.women
have traditiohally occupied, more women are drawn to the
skilled trades. In addition to the pay incentives, recent
government ‘regulations have also contributed to the
increasing number of "hard—hatted"_women. In the spring of
1978, for instance, the Office of Federal Contract
Coﬁpliance programs set goals and timetables for female
participation in federally fundéd construction projects
costing over $10,000. Ofvthese projects, women were
required to ‘make 'up 6.9 percent by April 1981 (Business
Week, 1978). A second regulation called for the
establishment of registered apprenticeship and training
programs with the attempt to enroll women in numbers equal
to half the proportion of women in the workforce. Since
women now make up 51 percent of the national labor force,
over 25 percent of individuals entering registered
apprenticeship programs would-be'women (Ledefer, 1979). -

Although womén in the skilled trades have fegistéred
significant gains in employheht, _they still represent va
small percentage (approximately 6 percent of skilled  trade

workers). Men's traditional domination of such jobs has in
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large part. occurred because of deep-rooted cultural
assumptions about women's lack of mechéﬁical aptitude'and
physical strength. Even today for women who have the
mechanical competence and physical prowess to perform blue
collar jobs, it is still difficult to penetrate the world of
the skilled trades because of the closed éhé;acter of many
of the trade unions. In addition, since the éttention of
the industriai/organizational and general 1literature
continues to émphésize the needs and problems faced by women
in the profession, the problenm 6f blue collar women are
vastly underrepresented in the literature.

Organizational Commitment in White Collar Women (N =

86) . The second Sample consisted of female white. collar
.workers mostly drawn from secretarial and other clerical
jobs. As depicted in Figure 5, for these women motivation
to work (p = .2625) was the 'strongest predictor of
organizational commitment.  InVcontrast to the Blue collar
women, organizatonal tenure did have a significant positive
impact on commitment while job tenure had a negative effect.
In other words, with increasing length of service in the
organization, but with fewef total number of years on the
job, the more committed to organizatibnal goals white collar
women became. This finding iﬁdicates' that white . collar
women who are tenﬁred in a given job accurateiyvperceive of
their chances for advancement within the organizétion as
decreasing, the longer they remain in the same jbb, The

work of Kanter (1977) suggests that workers today often find
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challenge and satisfaction'thfough a succession of‘similar
but qualitatively different jobs. For example, a key punch’
operator may develop elementary computer programming skills,
move into data analysis, and eventually"supervise an
information processing department. Such diversify, however,
has rareiy been captured in the design of most white collar

jobs.

Insert Figure 5 about here

As in the case of the blue collar wohen, ofganiza—
tional-structural variables essentially had little efféct on
commitment since decentrélization produced a nonsignificant.
effect while formalization had a relatively small impact;

While basically none of the core dimensions contributed
to commitment among blue collar women, two of the core
dimensions had ‘a significant positive impact for white
collar women. The results for the JCI indicated that both
autonomy (AUT = p = .1500) and - the 6ppqrtunity to develop
social interactions througﬁ the jobv(FPO =.p = .,1387) were
important for commitment. Thé results with fespect to the
friendship‘factor imply thét white collar women may try to
compensate for the routinized task and low wages that
characterize clerical work by dsing - the job to satisfy
affiliative needs. o

of the three .job satisfaction variables, .two, pay

satisfaction (p = .1338) and satisfaction with the ability
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to use indepéndent judgment (p = .091¢), resulted in
significant correlations with organizational commitmént.
However, these correlations were considerably lower than
those for the blue collar women, partly'because of the fact
that two of the core dimensions, autonomy and £riendship
opportunities, were of greater importance than the
satisfaction variables.

The two significant correlations between Jjob stress
variables and commitment which were hypothesized 1in
Proposition 17 produced mixed results. As in the case of
the blue collar women, workload had a small but positive
effect on organizational attachment. However, in contrast
to the blue collar employees for the female clericalvsample,
role conflict made a significant negative contribution. The
emergence of role conflict as a significant predictor may be
accounted for by the fact that office relationships are
somewhat more complex than the more unilateral supervisor-—
blue collar worker relation. In the typical contemporary
office, workers are organized into functional units (i.e.
accounting, inventory control, etc.) and within units clerks
are further subdivided according to the tasks they perform.
In féct, one of the most striking features of "paper work"
in large organizations is the elaborate subdivision of tasks
and the extreme specializétion of the worker (Hilaael,
11975) . |

Finally, the results with respect to mental health as a

predictor of organizational commitment were consistent and
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in the predicted direction. The general mental health
factor which signals psychological adjustmenﬁ showea a.
positive relationship with commitment, whereas women with a
higher incidence of depressive and somafic stptoms reported
less commitment.

Table 13 summarizes the predicted relatioﬁships among
the remaining constructs for white collar women; The
hypothesized éofrelation between motivation to work and job
satisfaction was supported for two of the facets
(satisfaction with supervision, p = .1273) and satisfaction
with +the use of independent judgment (p = .0764). The
observed relationships between decentralization and the core
job dimensions indicated that the greater the opportunities
for participation, the greater the number of positively
experienced job characteristics. In other words, women in
this subsample reported that participation in decision-
making had a strong impact on the amount of feedback they
received (p = .4005), the extent to which they believed
their work made a significant contribution to the
organization as a whole (p = .5233), the degree of autonomy
provided by the job (p = .4714) and the social aspects of

the job (p = .2786).

Insert Table 13 about here
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Table 13
Determinants of Organizational Commitment in

White Collar Women

(N = 86)
H0 Prgdic?ed in Direction Obtained Supported?
Bivariate Path
Relationship Coefficient

Hl Xlx9 + 1125 YES
H, X, Xg + +/- ‘. ?
H3 X1X7 + .1314-.1334 YES
H, X,Xg + _ +/- ?
H5 X2X8 + +/- ?
H6 X3X9 + NS NO
B, X3Xg + 4= ?
Hg X3X, +  .8764-.1217 YES
H9 X3X6 - oD

ng X3X5 + «2432~.5233 YES
Hy, X4%q + 0773 YES
By, X Xe 4+ .1469-.2408 ~ YES
Hy 4 XcXg + +/- ?
Hy g XeXg B +/- ?
Hyg XeX, 4 - H/- 2
H16 X5X6‘ - | -.1218 YES
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Table 13 (continued)

Hy predicted 1n pitection Obtained Supported?
Bivariate : Path
Relationship : Coefficient
Hyq X6 - +/- < ?
H18 'XGXS' - +/- | ?
ng ‘ X7X9 ‘ + .%910-.1338 YES
Hzﬁ X7X8 | + +/- | | ?
H21 X8X9 + L1031~ YES

-.2671
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" The relationships. among thé mental heaith variablés and
the remaining constructs were either nonsignificanfior-
ambiguous. As in the case of the blue collar women, there
is no parallel in the 1literature discussing pink collar
workers or the less managerial, more skilled white collar
employees such as tﬁose engaged in secretariai work. Both
empirical research and theoretical treatments have failed to
include the white collar sphere of work despite the fact
that they are occupied by large numbers of women workers.
According - to " the Manpower Report of the President,‘ 11.7
million female clericél workers were éttached to the labor
force in 1975. |

Recent discussions of white collar work (e.g. Work in
America, 1973) imply that white collar work,:pérticulérly
clerical work, is becoming degraded, deskilled, and factory-
like. A federal task force reported:

secretaries, clerks. . . were once grateful
for having been spared the dehumanization of
the factory. . .they had higher status than
blue collar workers. But today the clerk

. « . is the typical American worker. . .
and such positions offer little in the way
of prestige. . . imparting to the clerical
worker the same'impersonality that blue

collar workers experience (p. 38).
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Although many routine clerical jobs such as tabulating
have been eliminated with the introduction of electronic
data processing, other routine jobs such as transporting
disks have been created."While the programming technology
calls for the design of new, skilled jobs, clerks are rarely
upgraded to fill these positions. Instead, professional and
téchnical workers; recruited from outside the organization,
are chosen who‘form a new, higher status group within the
office hierarchy (Hall, 1975). Consequehﬁly, the proportion
of 1ow—léve1 clerical jobs femainS‘the same. | ' |

Organizational Commitment in pProfessional Women. ’ As

Figure 6 indicates,' organizational commitment of
préfessional women was primarily determined .by four
multifactbrial constructs: tenure, Jjob satisfaction, job
stress and mental health. In the ensuing discussion, each

of these factors will be addressed.

Insert Figure 6 about here

Both tenure variables ' had 'a strong impact on the
commitment'of the faculty women in this sample. The path
linking organizational tenure ahd._commiﬁment (p = .2954)
reflects the reality of the importance of the .acaéemic
tenure system. Tenured‘facuity were more.comﬁitted to the
organization than faculty members still awaiting the end of

the traditional six-year probationary period. Since
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achieving tenﬁre and promotion ﬁakes time, it follows that
faculty women with greater 6rganizationa1 longevitybare aiso
more committed. Becker's (1968) concept of side bets was
certainly suppofted'for this sample, if one considers tenure
as a majér investment into an organization. |

In contrast to both blue collar and white collar women,
the motivational variable had no effect on commitment of
faculty women. Thié may indicate that women in presumably

' more prestigious positions may already have high self-esteem
and are able to wutilize their unique abilities in a
multitude of ways and are less .dependent ‘upon their
positions to fill their higher order needs.

Tﬁe two structural variables, decentralization and
formalization, had eithgr» no impact, or in xthe case of
decentralizétion a barely significant effect onA the
commitment of professional women (p = ,ﬂ548). It is
suggested here that these structural vériables are less
impoftant because faculty members typicallyf define their
position in the organizational hierarchy in terms of their.
standing in their resﬁective department rather than in. terms
of  the university as a whole. Other. possible
interpretations of Athe. lack of impact of organizational/
structural variables on women's commitment are offered in
the final chapter. |

As in the case of the two previous samples, Jjob
satisfactibﬁ made a major contribution to the commitment of

professional women. However, some interestiqg variations in
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the three satisfaction factors are worth noting. First,
satisfaction with supervision was the most important facet
for the faculty women (p i..384l). Although most faculty
members probably do not consider the chairperson as a
supervisor in the .same way blue collar and white collar
employees view their immediate supervisor, for most faculty
satisfaction with the 1leadership demonstrated by the
chairperson is an important source of overall Jjob
satisfaction. The second factor, ability to exercise
independent judgment (p = .2504) manifests itself in many
activities that characterize teaching on a college faculty:
experimentation . with different classroom techniques,
participation in faculty development'prOgrams, and, of
course, productivity in the three areas which definé
standards of performance for moét teaching faculty:
teaching, research, and community services. Moreover,
faculty satisfied in these areas are more likely to be
instrumental in contributing to the attainment of
departmental goals. vaen though academic freedom is highly
prized in institutions of higher 1learning, it is not
individuals working in isolation who establish goals and
measures of productivity (Uehling; 198¢). Rather, it is a
team of individuals organized around fogal areas of interest
within the domain of their specialization who share common
intellectual goals. Thus, it may be argued that.faculty
‘'satisfied with the chairperson's leédership and supervision

who are also free to exercise independent Jjudgment in a
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variety of centexts are likely to be committed to the
employing institution. In this case, commitment may either
be a direct outcome of job‘éatisfaction as defined here or
it may be mediated by each faculty member's individual
contribution to the accomplishmeﬁt of departmental Qoals in
key areas of academic activities. In contrast to the women
in the white "collar and blue collar categories, pay
satisfaction had no influence on the commitment of
professional women. This £finding is interesting in view of
the fact that faculty women see differential salary (the
mean earning for male faculty was $26,172; for female
$21,337 according to the Chronicle of Higher Education
(June, 1982) as a major source of inequity. Other
inequities seen include the treatment on tenure and
promotion decisions and the chance to participate on
important committees and in decision-making. Given these
facts, one would expect a significant positive correlation
between pay satisfaction and commitment such that the lower
the satisfaction with pay and promotional opportunities, the
lower the organizational commitment.

Of the three factors that define Jjob related stress,
only underutilization of prior skills and expertise was
significantly correlated with commitment (p = -.1635).
Women who felt.that their talents were underutilized were
also those who were less committed.

For this sample, as in the pievious two cases, the core

job dimensions did not influence commitment in accordance
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with the predictions. Four factors, feedback, social
aspects, autonomy and task identity did not have any net
effect. The fifth factor, task significance, had a small
effect indicating that faculty women who believed that their
work added significantly to the mission of the department or
the university, were more committed. The implications of
the role of the job characteristics model will be discussed
in the final éhapter.

Overall, the results‘with respect to mental health as a
predictor were again somewhat mixed. Although.the social
desirability subsca1e was positively related with commitment
(p = .1554), the presence  of depressive tendencies
correlated negatively indicating that the fewer the
depressive symptoms, the lower the employee's commitment.
The remaining factor, somatic complaints which also attained
signifitance was also negatively correlated and in the
predicted direction.

Among the remaining relationships which are presented
in Table 14, the results with respect to the Jjob
characﬁeristic model are unclear because the various JCI’
factors .produced both negative and positive relationships
with the remaining construct variables. An interesting
strong positive relationship between decentralization and
mental health was noted, supporting the basic prediction

between these two variables for this sample.
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Insert Table 14 about here

Taken together, four factors, fenure, job satisfaction,
job stress'defined as the lack of oppdrtunity to utilize
one's expertise and mental health were the strongest
predictors of organizational commitment for this sample.
The absence of a significant influence_of three of the major
constructs in the proposed model, decentralization (although
barely significant), formalization and motivation areb
‘discussed in Chapteris.

Looking across the blue,_white collar and professional
female samples, a nﬁmber of interesting similarities and
differences become apparent. Acrdss the three samples, Job
satisfaction as a global variable undoubtedly had the most
consistent and stable influence on commitment. However, if
we examine the facets of job setisfactioﬁ more closely,
important differences emerge. The blue collar and the
professxonal grouPS‘ of women both ’indicated that
satisfaction with superv151on by and large determlned their
identification with organ1zat1ona1 goals.- Blue collar and
white collar women, on the other hand, both indicated that
pay’satiefaction was iméortant for_them to become and remain
loyal to their employing organlzatlon. Finally; the only
facet of job satisfaction shared by all three occupational

groups was the ability to use 1ndependent judgment on the
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Table 14
Determinants of Organizational Commitment in

. Professional Women

(N = 70)

Hy . Prt_edic’e:ed in Direction Obtained Supported?
Bivariate Path
Relationship Coefficient

Hy X, Xq + .1227  YES

H, X, Xg 4+ | +/~ ?

H3 xlx7 4 .+ ‘ +/- ?

H, . X,Xg + .1227-.2954 YES

H5 X, Xg + +/- ?-

H X3X, + : .9548 YES

H, X3Xg +  .0847-.2506  ¥ES

Hg X3Xo + .¢686—.1947' YES

Hy X X - oD NO

H; 4 X3Xe o+ +/- ?

Hy XyXq + ' NS - NO

Hy, X, Xg s -0809-.3094 YES

H3 XcXg  ,» + L0713 YES

Hyg, XeXg , + | +/- ?

‘ Hls xsx7 -t E +/- ?

Hyg XgXg B - /- ?
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Table 14 (continued)

Hg Predicted in Direction Obtained Supported?
Bivariate " Path
Relationship : Coefficient
Hl7 sz9 - -.1635 . YES
H X X - ~J10820-
18 . 88 ~.1419 YES
ng X7X9 + .1554-,.3841 YES
H21 ' X8X9 + «3563-.1554 YES
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job. The impact on commitment of this factor was most
important for professional women, slightly less important
for blue collar womén and considerably less importaﬁt fof
white collar women.

The second factor shared by all female groups was job
stress, although there were variations among the stress
factors that .influenced commitment. Work load was
positively reiated to commitment for all three sampies with
pathycoefficients of comparable magnitude. In the absence
of underutilization of their skills, both blue collar and
professional reported greater commitment; however, stress
stemming from lack of wutilization of abilities did not
impact upon the commitment of white collar women. Finally,
the third stress factor, role conflict, was only significant
for white collar women. It suggested that role conflict may
be more likely to occur in the white collar group because of
the greater specialization of roles that make up a clerical
hierarchy.

Although important among the three groups of women, the
mental health factor showed the greatest amount of variation
since there was not a single factor which showed a
correlation in the same direction with commitment.

' On the remaining variables the samples were split. Job
tenure was significant for white and professional women, but
unimportant for the blue collar women; both blue éollar and
white collar women reported that satisfaction of their heed
to . work contributed to their commitment. However, this

factor was nonsignificant for professional women.
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Among the two structural variables, decentralization
essentially had no effect on any group. One possible
explanation is that the blue collar women in this sample
were so far removed from decision-making agents in the
organization that they never had any opportunity to
participate; the same interpretation may also apply to the
white collar women. Faculty women, on the other hand, may
participate a gfeat deal in decision-making processes at the
departmental 1level but typically have 1little impact on
university-wide decisions unless they are members of
university committees.

The results regarding the impact of the core Jjob
dimensions were perplexing. While characteristics of the
task had no relationship to professional women's commitment,
feedback showed a negative correlation with commitment among
blue collar women. For the white collar group, four 3job
dimensions were significant but two had negative
correlations with commitment. Further discussion of the
implications of these unsupported relationships with respect
to structural variables and the core dimensions follows in
Chapter 5.

Organizational Commitment in Professional Men (N = 84).

The major reason for including the two male samples was to
provide comparison groups for the test of the hypotheses.
Consequently, the presentation and discussion of the results
of the path analyses for the two male samples will focus on

the similarities and differences in commitment between the -
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male and female professional groups and the t#o white collar
samples with male and female representatioﬁ.

The results of the test of the full model on the male
professional group is presented in Figure 6. 1Inh contrast to‘
the three female samples, all of the globai constructs had
significant‘impact on the commitment of this group of méle
professionals, thus supporting the theory of commitment
proposed here. This finding was predictéble since the
theory was derived from previous research which, by “and
large, relied on male samples. In other wofds,Aacross the
three female samples, certain construct variables faiied to
attain significance. In the case of the blue éollar womeﬁ,
these were both tenure variables, decentralizétion and with
the exception of feedback, all JCI factors;‘for fhe white
collar women, decentralizatibn, autonomy from_the‘JCI andb
the satisfaction with supervision factor from:the MSQ, and
for the professional women, formalization, two JCI factors
(FEB and FPO), and the pay satisfaction factor. For the
professional men, on the other hand, all of the hypothesized
constructs correlated significantly with commitment although
some of these correlations were in the opposite{directibn

from the predictions.

Insert Figure 7 about here-

As was the case with the three female samples,. job

satisfaction measured by satisfaction with supervision (p =
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.2860) and pay‘satisfaction (p = .1570) combined played_the
major role in determining commitment. Somewhat surprisingly
for this group, however, satisfaction with independent
judgment was found to have no effect. Although both the
male engineers from NARF and the female faculty members from
ODU were labeled professionals, there were important
differences between the two groups both in vterms of the
‘employing organization (government service vs. state
university) and the nature of the Jjobs occupied by the men
and women in these two samples. As discussed in the last
chapter, engineering work is often ~associated with high
degrees of formalization which mnay preclude the use of
independent judgment whereas faculty positions are more
loosely structured.

Both tenure variables produced significant effects such
that organizational'tenure correlated negatively with
commitment (p = =-.2788) while job tenure correlated
positively (p = .1162). The negative relationship between’
organizational tenure and commitment may be a function of
this particular occupational group. The majority of
respondénts in this sample were engineers specialized in
various éreas such as aerospace, industrial and
environmental engineering employed in a government setting.
It seems plausible that these men were less willing to
remain Qith the organization, using intent to stay as an
index of commitment, because thg governmenf does not afford
engineers with 1long term experience the same 'financial

rewards.that private industry does.
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With respect to the motivational construct, the
findings, which showed a negative éorrelation between Qork
motivation and commitment (p = -.1297) were unexpected and
perplexing because they impiy that engineers whose higher
order needs are less satisfied, are more committéd. ‘This
finding suggests that engineers ideﬁtify with their
profession rather than with the employing organization.

In contfést to the professional women for whom
organizational/structural variables essentially had no
effect, both decentralization and formalization correlated
significantly with the commitment of professionai men. For
the decentralization variable, however, the effect was in
the opposite direction suggesting that the £fewer the
opportunities for participation, the greater the commitment.
It appears that the relationship between participatory
decision-making and organizational commitment for this group
was mediated by other, unobserved vafiables. For example,
it seems plausible to suggest that engineers do not like to
participate because the nature oﬁ their work 1is highly
individualized and they work very independently. The
results here imply that engineers like structure but do not
like participation.

Formalization, on the other hand, had the predicted
positive effect (p = .1885). In fact, comparing the
magnitude of the influence of formalization on commitment,

it was the largest for this sample of professional men.
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Among the core dimensions of the job, task significance
(p = .1369) and autonomy (p = .1184) had positive.effécts
while task identity (p = -.1197) correlated negatively with
commitment. The remaining two factors, feedback and social
interactions on the job were nonsignificant.

Finally, mental health again produced significant but
puzzling relationships with commitment. Two of the factors,
social desifability and general mental health were
positively correlated with commitment as predicted but so
was the presence of depressive tendencies which is opposite
to the predictions.

The interrelationships among the remaining construct
variables are summarized in Table 16. _Again, worthwhile
noting is the positive relationship between decentralization
and mental health which had also been noted for the female

sample.

Insert Table 15 about here

Organizational Commitment in White Collar Men (N =

186). The final sample of 186 white collar men occupying
ranks from GS 7 to 9 was selected as a reference group for a
two-way comparison with white collar females (GS 3 to 5) ahd
professional males drawn from the same organization. The
majority of the men in this subgroup were employed in
technical jobs such as quality assurance specialists or as

entry level supervisors.
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Table 15
Determinants of Organizatibnal Commitment in

Professional Men

(N = 84)
Hy ‘PrgdiEFed in Direction Obtained Supported?
Bivariate Path
Relationship Coefficient
Hl X1X9 + 0D NO
H2 Xlx8 + +/~ ?
Hy X, X + - oD NO
H4 X2X9 + _+/— ?
H5 X2X8 + | +/- ?
H6 X3X9 + ' OD o NO
H7 X3X8 + .65ﬁ4—.1124 YES
Hg X3X+ + oD NO
Hy X3X¢ - oD NO
Hlﬂ X3X5 | _ + .8235-.1757 YES
Hll X4X9 + .1804 _ YES
Hy, X X + oD 'NO
3 XsXg + /- ?
Hy, XcXg + , +/- ?
Hl5 XSX7 - : +/- ?
Hie XsXg - +/- ?

e
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Table 15 (continued)

H Predicted in Direction Obtaiﬁed Supported?
Bivariate o Path
Relationship ‘ Coefficient
Hig XeXg ot 4.{-/- .2
ng , X7X9-v R .1570-.2860 o YES
Hyo XeXg bt ?
H,, - XgXg . .+‘ | 4/ 2

er. Further reproduction prohibited without permissionyaw\w.manaraa.com




155

Overall, the model received the best suppoft when
tested on this white collar male sample, partly becausé of'
the fact that this was the.largest of the five samples and
partly because the men in this occupational group moét
closely resemble the "average worker."

Figure 8 indicates that job satisfaction was also a 
major determinant of commitment for this occupational group
with significéﬁt paths linking satisfaction with supervision
(p = .2126), satisfaction with pay and promotioﬁ (p = .1500)
and satisfaction with the use of independent judgmént (p =
-087500) tb organizationél. commitment. The second major
influence on commitment stemmed from motivation, in sharp.
contrést to the male professional group. White collar‘ment
with high 1levels of need satisfaction Qere the mbst
committed to organizational.goals and values. Comparing the
impact of the motivational variable between white collar and
professional men raises the question th‘one group of men is
committed because of need satisfacﬁioh while the other is
committed because of need deficiencies when both groups are
employed by the same organization. One ex?lanation is the
dual éllegiance which professional but not white collar

employees owe to both the organization and the profession.

Insert Figﬁre 8 about here

Among the tenure variables, only organizational tenure

had an appreciable effect on commitment, but the effect
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indicated that the shorter the length of service in the
organization, the greater the commitment. This finding'was
contrary to the predictions.

This sample of white <collar men was the only
occupational group for whom both decentralization (p =
.0727) and formalization (p = .1786) showed positive effects
on commitment that were in the predicted direction.
Similarly, witﬁ respect to job stress, this was the only
subsample for which overload had the hypothesized negative
effect (p = -.9761). Role conflict, on the other hand,'was
positively, rather than negatively «correlated with
commitment (p = .£958). The nature of the jobs held by the
professional and white collar men was vastly different‘and
accounts, at least in part, for the differentes observed
between these two groups.

Three predictions bearing upon the relationship between
mental health and organizational commitment were supported
for this group. Social desirability and general mental
health showed positive correlation (p = .1770 aﬁd p = .10985,
respectively) while tendencies toward depression had a
negative effect (p = -.1278). The final factor, presence of

somatic complaints correlated positively with commitment.

Insert Table 16 about here

Table 16, which summarizes the interrelationships among

the antecedents of commitment, shows a positive relationship
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Table 16
Determinants of Organizational Commitment in

white Collar Men

(N % 186)
Hg Prgdlc?ed in Direction Obtained Supported?
Bivariate Path
Relationship ‘ Coefficient
By O XyXg + .2006 | YES
"2 £ ' eeis vms
Hy XX+ ' + L6719 YES
H4 X2X9 ' + oD NO
H5 X2X8 + +/- ?
H6 X3X9 + L8727 YES
H7 X3X8 + NS . NO
'H8 X3X7 + .@574—.1297 YES
H9 X3X6 - : oD 2
ng X3X5 ' + .9512-.30862 _ YES
Hll X4X9 . .1786 YES
le X4X6 -+ NS NO
H13 X5X9 + +/- ?
Hig XeXg + _ +/- ?
By XeX - +/- ?
H16 X5X6 - ‘ +/~ ?

o
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Table 16 (continued)

Hg Predicted in Direction Obtained Supported?
Bivariate ’ Path
Relationship Coefficient
H18 X6x8 + +/- ?
HZ@ X7X8 + +/~- ?
- ?
H, | XgXg + +/ 2
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between motivation and Jjob satisfaction (p = .0719),
motivation and mental health (p = .1923), decentraliza;ion
and job satisfaction (p =..1297) and decentralization and

some of the job characteristics (p = .£#512 to .3862). The
remaining relationships are difficult to interpret; most of
this ambiguity regarding the interrelation can be attributed
to the JCI and CHQ which produced counterintuitive
correlations. | |
Comparing professional and white collar men working for
the same organization indicated that two job satisfaction
factors (satisfaction with supervision and satisfaction with
pay) had a major impact on organizational commitment in both
groups. The path coefficients for these two factors were
comparable in magnitude for professional and white collar
men and in both cases satisfaction with pay. Similarly,
formalization had an effect of similar magnitude in both
male groups. The .- second structural variable,
decentralization, while significant for both groups had
positive influence on the commitment of white collar ment
but negative impact upon professional men. These findings
suggest that the effects of decentralization at higher job
levels may be negative. One possible explanation of this

finding is that among professional men, the decentral-
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ization-organizational commitment relationship may be
mediated by role conflict in‘ the sense that participatidn
influences commitment negatively because it generates role
conflict.

The effects of tenure were split across the two groups.
White collar men reported that the huﬁber ofyears they had
been on the same job neéatively affected their commitment
while for the professional men this relationship was
reversed. Organizational tenure, on the other hand, had no
effect on commitment of ’white csllar employees but a
significantly negative effeét on the professional group.

For both groups, some JCI factors showed negative
relations with commitment while others correlated
positively. This situation repeated itself for the mental
health variable. |

The second relevant comparison to be made examines the
similarities and differences 1in organizational commitment
among white collar males and White collar females. Here,
some interesting differences were noted. First, 3job
satisfaction was the driving factor determining the
commitment of the men in this occupational category, while
motivation Was the most important factor - for women.
However, both men and women whecse higher ocrder needs were
satisfied showed greater commitment than men and women who
were satisfied with the.salaries they received. Thus, need
satisfaction was more important than pay satisfaction in

determining commitment. Finally, for both men and women in
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white collar jobs satisfaction with the ability to apply
independent thought to the task was equally important.

In the two white collar groups, decentralization was
important for the commitment of men but played no part in
the commitment of women. This aifferenCe between men and
womeh can be accounted for by differences in Job levels
across these two ‘samples since men occupied higher ranks
than the clerical women (GS 7 to 9 vs. GS 3 tov5), Thus,
any sex differences in the effect of decentralization
between white collar men and white collar women are probably
confounded by job level. - This interpretation received
earlier suppoit from Kavanagh and Halpern (1977) who noted
that once Jjob lével was controlled, differences in Jjob and
life satisfaction between men and women disappeared.

An examination of the impact of the JCI core job
dimensions on male and female white collar workers resulted
in a hgihly confusihg picture. Feedback had positive efféct
on women's commitment but negative influenqe on male
commitment with the organization. In the case of task
significance, the situation was reversed, since male
commitment  was significantly influenced by task
significance. Autonomy, which in all published research
correlated positively with employee attitudes and behavior,
had no effect on women while for the white collar men, it
correlated negatively with organizational commitment.
ﬁowever, most of the published research feported zero-order

correlations whereas in this research the hypotheses were
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tested with - 2zero-order correlations and partials
simultaneously. Unless these statistics are examined
simultaneously, their relative importance is difficult to
determine,. A similar effect was observed for the task
identity factor. However, the' nonsignificant effect
occurred among the men since w0men’s. commitment was
negatively affected by task identity; The last factor, the
social aspects. of the job, had a positive influence on
women's commitment but correlated negatively with men's.
Thus, across all samples, the job characteristic model
showed 1little predictability for any of the occupational
groups. The possible reasons’for fhe failure to obtain the
predicted ‘relationships between the JCI 'factors énd
commitment are discussed in the last chapter.

Overall, the model fit the results fér the male white
‘collar sample much better than it did the male professional
sample both in terms of the congruence between predictéd
relationships and observed path as well as in terms of
statistical power. As pointed out before, the amount.‘of
variance accounted for by the observed significant path
coefficients was .59 for this sample.

Oon the mental health factor, the relationships between
organizational commitment and general mental health and
depression were in the predicted direction for white collar
women a&and men. However, women with more somatic complaints
but men with fewer somatic complaints were the ones who were

committed. This sex difference seems to support the
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ste'reotype that somatic complaints are more consistent with
the female than the male role.

Mental Health Analyses. The second set of analyses 1in

this series of path analyses examined the role of mental
health within the context of the nomological net that
precedes it. In other words, this time, the remaining seven
anteéedents (JBT, MNTW, DEC, FOR, JC, JRS, JS) of the
original modél, ‘'which after the factor analyses are now
represented by 16Afactors, were regressed on the four
factors of the GHQ to determine the extent to which
individual, organizational, and Jjob <characteristics
contribute to variations in mental health. Because of the
complexity of the mental health varisable, and becausé of the
fact that at this point we are still dealing with 16
predictors and four outcome variables, the discussion will
focus only on the general health factor (GMH) extracted from
the GHQ. There are two primary reasons for singling 6ut
this factor. First, among the four GHQ factors, the. general
mental health factor most closely resembles an overall index
of mental adjustment. Although the item content of the
first factor, social desirability, is similar in content,
this ‘factor, as discussed in conjunction with the facator
analyses, measures social desirability as a response set
rather than mental health. Second, the two ;emaining
factors, depression and somatic complaints, behaved somewhat
inconsistently,'partly because of fhe fact that the item

content is dealing . with symptoms rather than with
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concomitants of mental health. The discussion which
follows, then, highlights the major findings with respéct to
the genéral mental health factor.

The results for the path analyses. for the general
mental health factor are presented in Figures 9 through 13.
As in the case of mental health as a predictot of
organizational commitment, general statements about mental
health as aﬁ oﬁtcome that have wvalidity across all
occupational groups are difficult to make. However, some
path coefficieﬁt patterns within a particular sample as well
as some trends acfoss samples are worthwhile noting. For
example, for four samples (blue collar, white collar, and
professional women and professional men), participation in
organizational decisions had a negative relétionship with
mental health. The three female samples and the nmale
professionals indicated that fewer opportunities for
participatory decision-making were more conducive to their
mental healfh than having responsibility for such decisions.
The strongest negative correlation between decentralization
and mental health. was observed among the blue collar women
(p = .2069), while for white collér men, decentralization
did not predict mental health at all.

A second . observation concerned the 'significaﬁt
correlations between job tenure for all samples except blue
collar women. For white collar females (p = -.3105),
professional women (p = -.§589) this relationship indicates
that with increasing number of years on the same job, mental

health tends to suffer.
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The second organizational/structural variable,
formalization, showed mixed results. For four sambles,
‘significant correlations between formalization and mental
health were obtained, however, the'directionality of these

correlations varied. Formalization showed a positive

influence on the mental health of blue collar women (p
.1221), white collar men (p = .2899), professionai men (p =
.0673) but dofrelated negatively with mental health for
white women (p = -.1758). For the female facuity‘sample, it
had no effect at all. The differences‘acrdss samples imply
that employees in different occupational categories perceive
the effects of formalization differentially. For some
workers, the presence of clearly defined rules and policies
may be comforting because it shifts the locus of
responsibility to higher authorities. This can have a
positive effect on mental health. On the other hahd, it is
equally conceivable that employees find rigidly enforéed
organizational policies and procedures frustrating and

- confining and experience negative health.symptoms as a
consequence.

The motivational variable had the predicted positive
impact only for white collar women (p = .1223)vand white
collar men (p = .1923). For blue collar women; professional
women and professional men; motivation Ato work was not
related to mental health. Since the two ‘whife collar
sampels were drawn from the same organization, unobserved
organization-specific factors may account for the positive

relationship with mental health in these two groups.
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Among the three facets of Job satisfac?ion,
satisfactién with supervision was positiVely related with
mental health for blue collar women (p = .2778) and white
collar women (p = .1659). For white collar and professional
women as well as for professional men, éatisfaction with
supervision had no impact on mental health. Pay
satisfaction was positively correlated with mental health iIn
white collar women (p = .0918), professional women (p =
.1229) and professional men (p = .2499). The 1impact of
pay/promotion satisfaction on -the mental health of the
faculty women is interesting in the ‘view of the fact that
this job facet did not correlate with organizational
commitment of female professionals. For white collar men,
pay satisfaction was nonsignificant, while for blue collar
women it was negatively correlated with mental health (p =
-.0881) .

Finally, as stated in the introduction, a secondary aim
of this research was to explore the impact of the JCI core
job dimensions on mental health. For the five occupational
groups sampled here, autonomy was positively related to
mental health in four samples: white collar women (p =~
.1637), blue collar women (p = .1747), male professionals (p
= .0567) and white collar males (p = .1797). For faculty
women, the effect of autonomy on mental health was
nonsignificant.

Feedback showed ©positive as well as negative

correlations with mental health. For female white collar
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employees (p = -;6662) and professional males (p = -.0939) .
the effect was negative, implying tha; the more feedback

these employees recei&ed, ‘the poorer their mental health

was. For the professional kwomen, on the other hand,

feedback had a strong positive effect on psychological well

being (p = .2068). In fact, it was the only JCI factor that

correlated significantly with mental health in the faculty

sample.

Task significance related positively with mental heaith
oniy for the two male samples with correlations of p = .1847
for professional males and p = .1423 for white collar males.
No effect of task significance on mental heélth was observed
for any of the female samples. ‘

Of the five JCI factors, task identity -produced the
most consistent correlation with mental health. Men and
women from four samples, white collar women (p = .1678),
blue collar women (p = .2315), professional men (p = .1288)
and white collar men. (p = .1797) reported that being able to
identify with the work they perform was beneficial for their
psychological well being.

Finally, social aspects of work contributed positively
to mental health in blue coliar women (p = .2091), white
collar women (p = .2657);‘white collar males, on the other
hand, indicated -that friendship opportunities on the job
were distressing (p = -.1098). For the .two professional
samples,; there was né relationship between social

interactions on the job and mental health.
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Insert Figures 9-13 about here

Taken together, the results regarding the mental health
variable strongly reinforce Kavanagh, Hurst and Rése's
(1981) recommendation to refrain from using self-report
measures in the'assessmgnt of mental health because they are
subject to serious distortion. Moreover,' rather than
treating mental health as a predictor, it may be more useful.‘

to use it as an outcome variable.

Theory Trimming

Heise (1969) in a much cited article, advocated that by
deleting nonsignificant paths in . a well identifiéd,
recursive system, it is possible to trim a theory down to a
more parsimonious version by running the regression over
again, retaining only those independen£ variables found to
be statistically and substantively significant. Deleting
certain paths from the.causal model sets the corresponding
path coefficients equal to zero and implies that the
correlation between the two variables with the deleted paths
can be explained by indirect effects only (Duncan, 1966).
If the original correlations among "the wvariables can be
closely approximated through a "regeneration" proéess using

only the relationships in the more parsimonious model (i.e.

- uas,
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~ some paths deieted), it can be concluded that the actual
correlations in the datavare consistent with the:more
parsimonioué model (Kerlinger & Pedhazur; 1973).' |
Two successive iterations oflpath analysis, run for the
purpose of identifying the most'parsimoniousvmodel of
organizatidnal commitment, resulted in the final models for
the female samples presented below. For the blue collar
women, a 13 prédictor model was the most parsimonious.
Comparing Figure 4 and 9, it was noted that after the
deletion of the two tenure variables and _motivation, the
overall pattern of significant paths remained the same,
although the magnitude of the beta weights for the remaining

significant paths as well as the disturbance term change.

Insert Figure. 14 about here

Trimming the model for white collar Qomen produced the
model depicted in Figure 10. Of the 15 predictors which
went into the eqdation, 14 remained significant while one of -
the mental health factors, somatic complaints,'.failed. té

obtain significance.

InsertﬂFigure 15 about here
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For the professional women, 12 bredictors,were used in
éath trimming which left 11 significant paths ’aftef. two
iterations. The barely significant relationship between

' organizational commitmeht and decentralization was no longer
significant. The results for this sample are shown in

Figure 11.

Insert Figure 16 about here

Since the trimming procedure for professional males and
white collar males did not résult in the deletion of any
paths, the path diagram; presented in Figures 7 and 8 mirror
the commitment process for the two male samples, despite the
fact that some changes in beta weights, multiple Rs and st
occurred.

-Tﬁe theory trimming -fechnique, as wused in this
research, was employed as a method of teéting a priori
céusai relationships rather than .finding a supposedly
"yalid" model by running a series of regression analyses and
throﬁing out nonsignificant paths. Since the model
presented here was fully specified a priori, the eétimétes
of the causal effects are appropriate (i.e. efficient and

‘unbiased - see Goldberger, 1964, p. 262). The more recent
extensions of theofy trimming ‘which. hiﬁge upon - the
development of confirmatory factor analysis estimation
proéedures (see Burt, 1974) should be used whenever

possible.
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Nevertheless, the procedure employed here questions the
validity of trimming on the basis of theoretical grounds..
Trimming a model, then, is trimming a theory; by the same
token, finding the best fitting statistical mod"ei implies
that the "best" theory has been generated in the process.
Needless to say that this argument fails to address the
issue of whether or not a path model is a theory. Path
models are derived from a priori logic and research in a
particular content area providing the researcher with causal
priorities among variables. However, even the more
sophisticated statistical procedures available today do not
answer the question whether or not a path model is a theory,
and if so, whether the trimming px;ocess resulnts in a new and
more realistic theory; The theory is a specification of the
underlying causal processes, hot a description of the
correlations between the variables. Thecry is explanation
rather than description (Hunter & éerbing, 1982) .-

Summary of the Results. Many of the results discussed

above are intriguing and some of their interpretations
rem_ain problematic. However, some general statements may
help to pull the findings into perspective. As suggested by
Table 17 one way of looking atv a summary is by comparing the
obtained significant paths across samples. Across all
occupational groups, job satisfaction had the most
consisten‘t influence on commitment. Howé-ver, if we examine
the facets of job satisfaction more closely, important

differences become apparent. Both blue collar and
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professional women. reported that satisfaction with
supérvision determined, in part, their identification 'witﬁ
organizational goals. Blue collar and white collar female
employees, on the other hand, indicated thét pay/promotion
satisfaction was important for them. The two male samples
shared satisfaction with supervision and pay but
satisfaction with the ability to use independent Jjudgment

was only important for white collar men.

Insert Table 17 about here

The second individual determinant of organizationél
commitment, tenure, was important for professional men and
wqmen as well as for white collar men. Work motivation, the
third individual characteristic, did not come into play for
the faculty women‘ but was negatively correlated with
commitment in male professionals.

The organizational/structural variables produced some
unexpected variations among men and women. After two
iterations, decentralization was no longer significantly
related to organizational commitment in women, but was
important for ‘both white collar and professional men.
Similarly, formalization, although relevant to commitment in

" white collar women had significantly gfégler importance for

the two male samples.

S
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Table 17
Number of Supported Hypothesized Model~-

Path Coefficient Congruences by Sample

BE I I |

Sample | Total Number | Construct | R2 |
| of | Supported i |

| Convergences | ' | ]

| I | |

| I | |

| | | |

FBS | 5 |Js, MEH, MTW, | 4752 }
] | FOR, JRS ] |

I - | |

FWN | 7 |MTW, JS, MEH, | .4527 |
| |gci, JRS, JBT,| |

! | FOR | |

| I | |

FPO | 5 |Js, JBT, MEH, | .4967 ]
| |JRS, DEC | |

| | | |

MPN | 8 1ds, MTW, MEH | .5491 ]
| ' jgc, FOR, JBT | ' |

| |JRS, DEC | |

I : | | I

- MW N | 8 |JS, MBT, MEH | .5914 [
] | FOR, MTW, JRS,| i

| |DEC, JCI | |

i | ]

i

*Constructs here refer to the eight global predictors of
organizational commitment depicted in Figure 2. For each
sample, they are listed in order of the magnitude of
correction coefficients. :
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The remainiﬁg variables, job stress, job dimensions,
and mental health suggest fhat the underlying theoretical
premises as well as their operational definitions in terms
of the measures most comm&nly used‘in industrial/organiza-
tional research be re—examihed to maximize the £fit between
current conceptuélizations of these constructs and personal
parameters which define the work life of most men and women.

Overall, the test of the model on the male sample,
although much smaller than the blue collar female sample,
resulted in a numerically greater number - of path
coefficients than were observed for any of the female
samples. Moreover, the model best fits the white collar
male sample which most closely approximates the "typical® or
"average" worker. This implies that the traditional
organizational variables may be most relevant and ﬁeaningful
for this occupational group. Different constructs, some of
which are explored in the conclusions may have to be
introduced to develop a better understanding of commitment
in workers who "deviate from the average." '~ The results
obtained here suggest that while global, macro-variables
such as formalization and decentralization are significant
determinants of commitment for men. For women, on the other
hand,' micro-variables such as job satisfaétion which are
more proximal to the employee, are more important in
determining commitment.

The purposé of including mentél health in this model of

organizational commitment as an outcome variable was to
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explore the kinds of organizational and job characteristics
that may determine the psychological well being of- the
employee. If organizational commitment is viewed as é
positive outcome of the quaiity of the work experience, the
concept can be reéarded 'as a factor contributing to
subjective well being at work (Cook & Wall, ). However, the
results from this research suggest that mental health may
also be treated as a predictor of organizational outcomes
such as commitment. In order to maximize the predictive
power of mental health as a predictor, the use of self-
report measures to define health status éhould be.abandoned
becausé such measures are subject to personal distortion.
As Kavanagh, Hurst & Rose (1981) noted, considering the
threatening nature of requiring a person to report a
negative health symptom as well as the inability of most lay
persons to correctly diagnose or recognize health
symptomatology, makes the use of self-report subjective
measures highly suspect. Inte;views conducted by trained
observers vyield much more reliable and valid indices of
mental health.

Before discussing the implications of this research for
both theory development and praqtice, a few comments with
respect to the analyses are.in order. First, as noted in
Chapter 3, no claim was made that the model presented here
is the only one consistent with the observed data. Second,
thé analyses employed here are dnly one method for examining

causal relationships. Different path analytic techniques
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such as maximﬁm likelihood estimation (Joereskog, 1973;
Joereskog & Goldberger, 1975; Joereskog & Soerbom, i978)
known as LISREL (Linear Structural Relationships). LISREL
can be utilized which represent major improvements over the
more traditional least sqdare methods if the appropriate
software is available. LISREL uniquely provides several
features: it gives "purified"” estimates of . the causal
processes which have been corrected for measurement error
(Maruyama & McGarvey, 1989), multiple ﬁactor analyses,
significance testing, ~correlated measurement  errors,
respecification of the first derivatives, and a sinultaneous
evaluation of measurement and causal model.

Ideally, causal models utilize longitudinal data to
assess the changes in the endogenous variable(s) over time.
Unless the measurement of causal processes has been
corrected error and has been followed over time, the
resulting causal estimates are not as pure as the researcher
would like for them to be. Céusal relations exist among
processes and events, not among nhmbers (Hunter & Gerbing,
1982).

As was briefly méntioned in Chapter 2, because of the
self-report employed 1in 'thié research, concern with
measurement cpntamination inevitably arises. The measures
of commitment and mental health may produce spurious
correlations with the predictor variables because they come
from the self-reports. The potential bias of perceptual

measures, particularly the extent to which they reflect
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informational and normative influences rather than objective
reality was demonstrated by O'Reilly, Parlette & Bloom
(1989) who reported the distorting effects of different
frames of reference on a perceptual measure of the 'core
dimensions. In addition, as Wilpert (1975) noted,
unfortunately the predominant use of guestionnaires in the
study of many attitudinal and cognitive factors precludes
insight into c;mtingent factors (such as technology) which
affect the outcome. Trying to maximize the quality of
measurement wh.ile interfacing with organizations and
accepting organizational realities (i.e. adjusting to the
time, number and types of employees an organization is
willing to volunteer for research purposes) remains one of
the most serious dilemmas for the applied researcher.
Finally, as pointed out before, this research, in
contrast to most of the published.data reviewed here which
used only sero—order correlations, approach hypotheses
testing by employing both zeroc-order correlation and‘partial

regression coefficient analyses simultaneously.

o et
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CHAPTER 5

CONCLUSIONS AND IMPLICATIONS -

The purpose of this research was to determine causal
relationships between individual, job, and ofganizational/—
structural'Qariables and organizational commitment and
mental health in an attempt to construct a comprehensive
model of the commiﬁment process.

The concept of commitment refers to attitudinal and
behavioral reactions to the characteristics of the employing
organization. Commitment is concernéd with feelings of
attachment to the goals and values of the organization, the
employee's relation to fhem and attachment to the
organizatioﬁ for its own sake rathér than its instrumental
value. 'As an attitudinal construct, commitmeht involves a
sense of identification with the organizational mission, a
feeling of immersion with organizational duties and
affection for the organiZatidn as a place to work énd_to
live (Buchanan, 1975). As suggested by Salancik (1977a;
1977b) and Steers (1977), an employee's sense of personal
responsbility and importance t& an organization are strong
concomitants of commitment.

As a behavioral construct, commitment involves the
intent to remain with the organization rather than looking
for alternate forms of empleyment, to work hard to achieve
the organizationalmission and to contribute through

performance to ofganizational effectiveness. The conceptual
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framework of organizational commitment proposed and adopted
here best fits the "organization behavior approach"
advocated by Staw (1977) since organizational commitmént was
defined and operationalized-at a macro level.

The results presented ‘in Chapter 4 are extensive and
complex and have many implications for theory development,
practice, and follow-up research. In accordance.with the
three Stage model proposed in Chapter 2, the implications of
this research are discussed at the three levels outlined by
the modei: individual, job, and organization. The
discourse that ensues evaluates the results within the
context of the existing literature and identifies areas in
which further research is needed. Overall, the model tésted
here fits the behavioral model of organizational commitment
proposed by Staw (1977), although it contains attitudinal
components. As noted in Chapter 2, the behavioral and
attitudinal models are not necessarily conflicting, but co-
exist.

Individual characteristics on organizational commitment
examined the effects of motivation, tenure, and jdb
satisfaction. Work ﬁotivation is highly valued by
organizations because it is assumed to be an important
component ofveffective job performance (Beehr;‘halsh &
Taber, 1976). Most of the research (bésed' on 2zero-order
correlations) on the relationship between motivation and
work related outcomes‘indicates that employees at the upper

jevels of the organization tend to be more motivated,
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involved, and interested in their jobs than those at lower
levels (Tannenbaum, 1974). Intrinsic motivation as measured
by Porter's (1962) need satisfaction guestionnaire Qas
relevant for blue collar, white collar women and white
collar men but correlated negatively with the commitment of
professional men and had no effect on the commitment of
professional women. For the professional groups the results
suggested that intrinsic needs are hot.so much satisfied by
the organization but‘rather the profeSsion. In other words,
with increasing professionalization of the professions the
locus of commitment tends to shift from the organizatioﬁ
onto the profession itself.

in addition, as the work of. vankelovich (1979) has
demonstrated that contemporary workers may be motivated by
needs other than those tappéd by Porter's instrument; Since
the early 1978's changing patterns of attitudes, values and
motives have been noted, especially among managers and
professionals (i.e. Miner, 1977; Howard & Bray, 1981) which
attest to a decline in managerial motivation. Apparently,
most of the'commonly used motivation scales do not reflect
these changes.

The results with réspect to tenure and job satisfactié
were discussed in detail. Overall, Jjob tenure vpredicted
organizational commitment better than organizational»ténure
which in many cases affected commitment negatively.  With
increasing tenure the employee realizes that his or her

opportunities for finding more attractive positions
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diminish. The results 1linking job satisfaction and
commitment were consistent with other research '(ecg,‘
salancik, 1977a; Steers & Porter, 1979; Chacko, 1982) which
has shown that employee satisfaction with the job enhances
organizational commitment.

Organization structure involves a numbér of different
elements, in .this case participatory decision-making and
formalization, which delineate how individuais, groups and
anits function (Child, 1972). It was hypothesized that
structure is a correlate of commitment because it is an
important source of infqrmation for the employee conveying
informétion about rules, procedures and policies. By
providing this type of information,'organizational structure
can reduce the amount of uncertainty faced by individuals or
work units (Miles, 19883} -

. Hypotheses 6 through 12 proposed a set of relatiohships
between organizational/structural variables on the one hand,
and commitment and mental health on the other. The most
important finding from this research was that structural
variables had little or no impact on commitment for any of
the female samples, but were significantly correlated with
men's commitment. Thus, this research implies that
hierarchical structures have different effects on men and
women.

However, what appears to be a ﬁsex difference“ may also
be consideréd a structﬁral phénomenon. »As Kanter (1982)

noted, women tend to be disadvantageously placed in the
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organization opportunity structure and, therefore, seem to
confirm the generalizations about "women's organiéational
behavior" (i.e. interpersonal relationships take preference
over more Jjob related aspeﬁts of work). "Yet, if men'are
poorly placed inv the opportunity structure, they tend to
behave in similar ways. For example, Dubin, Hedley &
Taveggia (1970) noted that blue collar men whose’work was
boring, repetitive, and unchallenging and whose chances of
mobility were low, developed little attachment to work
because work was not a "central life interest.”

As Kanter stated, the organizational structure
interpretation (e.g. differences in organizational behavior
among men and women are due to women's disadvantaged
‘placement in low mobility, low status Jobs) avoids the
"blame the victim" approach that locates explanations for
work behavior in dispositions of the individual; instead the
real villain may be the very nature of the organizational
hierarchy. Considering the analyses used, this research
implies that other variables are more critical to women. As
observed in this research, women pay much less attention to
broad organizational variables than they do to factors more
proximal to them.

Although the predicted positive relationship bétween
organizational structure and commitment was not sppported
for women, decentralization had a number of significant
correlations with some of the remaining construct variables.

For example, with the exception of the negative correlation

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyannwy.manaraa.com



i

192

between satifaction.with superv151on and decentralizatlon in
male professionals, participation in de0151on—mak1ng was
positively related to at least some facets of‘ijob
satisfaction. This effect was the strongest employees for
the faculty sample. This flndlng suggests. that at 1east for
the four samples, employees at various organlzational levels
who~have4a'“say“ with regard to either what happens in the
organization’generally or w1th regard to more gpecific
subjects such as task assignments are more satisfied with
their Jjobs.

The relationships'between decentraliiation and the
three stressors: work load, 'role 4 conflict} Aand
underutilization of abilities, were positive for most‘of the
observed correlations. In other wordsy theamore enployees
participated jn -~ the 'decision—making process, the greater
their workload, the more role coaflict they experlenced, but
also the greater the extent to which they could apply
previously acquired skllls-to their current jobs.

The effects of decent'allzatlon on mental health,
focusing onAthe general health factory showed that decision-
making had negative consequences for mental health, partl
because of the fact that it was perceived as stressful. Th
findings obtalned here 1mply that decentralization may nc
necessarily be “additives i.e. tpe' more participator
decision—mak1ng opportunltles an employee has, the more |

or»she wants. The opp051te, as observed here, is equal

'possible;ﬂif experience‘with‘decentrallzatlon is perceiv

CO
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as stressful; desire for further participation may decline.
The impact of decentralization on the streés and .mental
‘health variable suggests fhat examinétions_of participatory
decision-making in the traditional terms of productivity and
satisfaction (Locke & Schweiger, 1979) may be too narrowly
' focused. | |
Theory (e.g. Ford & Slocum, 1977; pugh et al., 1976)
suggests that participativé decisibn—making should be more
successful in smaller than in larger organizations because
in smalle;' organiiations communications are easier,
employees know more abaut.the organization:as a whole, and
the khowledge gap between the wbrker and management 1is
narrower. | If this argumenﬁ is correct, decentralization
should have had the largest effect on the faculty wbmen
because the uﬁiversity was the smallest of the participating
organizations. However, &s in other quantitative studies
(e.g. Tanﬁenbaum, Kovcis, Rosner, Vianello & Wieser, 1974),
this study.failed to support the relationship between size
and decentralization. |
| with regard to the second structuralﬂlvériable,
traditiohal views of formalization or the contrél .of job
acfivifies by administrative  rules and procedures, _assumed
that formalization increases comnmitment. Tﬁis assumption
' was supported for four. of the_sémples. .The'results for‘the
male professional and white collar grdups as well as for the
blue and white> collar .women indicated that fo;“these

occupations groups. fqrmalization indeed provided as basis

Reproduced with permission of the copyright owner. Further reproduction prohibited without permissionyz\w\w.manaraa.com



194

“for identifiéation with the organization. Thgl‘éffects' of
formalization were the strongest for the male pfofeséional'
sample, most likely due to- the fact that engineering work in
most organizations is associated with high 1levels of
administrative control. The findings are consistent with
Organ .and Greene (1981) who suggested that the positive
correlation between formalization and  organizational
identification in their rsémple of male engineers and
scientists can be . explained on the‘basié of "institutional
motivation" (Glaser, 1963), according to which formalization
serves to articulate the congruence betweén orgahizational
mission and professional goals. Engineers apparently 1like
structure which characterizes their training as well as the_
nature of their work. :

As poihtéd out in the introduction, this research
attempted to integrate findings from areas which have not
been 1linked conceptually in the pést, particularly in
relation to core job dimension, job stress and structure and-
to examine the role of mental health within the context of
these variables. The results showed that the overall
predictability of the core dimensions as measuréd by the JCI
as a major predictor of organizational commitment wefe
considerably lower than inferred_ from the 1itérature.
Clearly, the role of thé cére dimensions did ndt prove to be
as strong or consisten£ as presented in the hypotheses in
Chapter 2. Not .for. a single sample did all five core"

dimensions 'contributei'signifiéantly to commitment (or for
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that matter, any of the,other'variables). In fact, some JCI
factors behaved rather counterintuitively, as in the case of
negative correlations between feedback cnd commitment.
Again, as noted earlier, different analyses, i.e. Zero—order
correlations and partial regression coefficients uced here
account for some of the differences bétween these results
and other publiShed findings.

The poor..éerformance of the job characteristic quel
within the proposed nomological net can be accounted for by
.a number of methcdological shortcomings which have beguh to
appearv in the 1literature with a certain degrée of
consistency (e.g.v Roberts & Glick;' 1981; Hugh & House,
1989) . Salancik and Pfeffer ‘(1977), for instance,
hypothesized that the observéd correlations between jcb
characteristics and job attitudes such as satisfaction and
commitment may' not be . indicative of the true underlying
causal relationships betwéen theée variables but rathef may
be an artifact of the order in which. the wvariables are
measured. In most studies (inciuding this one) the core

" dimension measures precede the assessment of Jjob attifudes.
Consequently, it may be argued that information regarding
job 'characteristics is.vmade Salient to respondents
imﬁediately prior to being asked their reactions about their_
jobs. | | |

Other research has vquéstionéd.vthe directionality of
céusality assumed to exist between characteristics of the

job and job attitudes. . Two decades of -research. on job
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design have been generally based on vthe assumption that the
core dimensions a_ffect job attitydes rather than vice -cersa
(fe.gf Hackman & Oldham, 1976; Westley, 1979). Howevef,
Roberts and Glick's (1981) critical review of the job
characteristic médel demonstrated that conceptually as well
as substantively the evidence " for a unidirectional
relationship between job attitudes and the Jjob dimensions
does not support this assumption unequivocally. Rec.ently,
James and Jones (198fg) and Caldwell and O'Reilly (1984)
showed that affective responses'(i.e. job satisfaction)
result in differentiél perceptions of task characteristics
among satisfied and unsatisfied workers. Employees who felt
more satisfied also described théir jobs in more positive
terms .(i.e. offering greater opportunity, more feedback).
This research suggests that more sophisticated methodologies
such as reciprocal causal model be employed to re—exami‘ne
the relationship between the core dimensions and workers®
affective reactions to their jobs (and the organization).

Other criticisms of the job characteristic model have
addressed some of the psychometric problems that still beset
the measure, both JDS and JCI. Ferrat, Dunham and Pierce
{1981) who examined self-report measures of iob
characteristics and their relationship to a variety of
affective measures including the JCI and MSQ conclulded that
the two constructs, job characteristics and job
satisfaction, as they are currently operat‘ionalized,‘ cannot

be adequately discriminated from one another. The highest
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correlation observed in this research was .60 between
feedback and.satisfaction with supervision. Other reseafch
(e.g. Drasgow & Miller) that employed the fidelity
coefficient to demonstraté that not all JCI scores for the
various subscales can be used as 'if they are underlying
construct scores. These authors reported that only three
subscales (adtonomy, feedback, and friendship opportunities
had sufficiently high fidelity coefficients to 'provide
adequate measurement of their -associated constructs. The
remaining scales (task identity, task wvariety, and dealing
with others) yielded unsétisfaétory results and need more
work before they can be used as accurate representations of
the underlying constructs.

This research predicted that a substantial proportion
of variance in organizational commitment would be explained
by the core dimensions. Since this hypothesis was not
supported, this research challenges the construct validity
of the JCI because the Jjob characteristic model predicts
positive associations between workers' perceptions of their
jobs and affective responses which were not supported.
Thus, the conclusion that redesigning jobs to make them high
on the core dimensions lead to greater commitment cannot be

ruled out because of the. methodological and psychometric
problems that surround our current conceptualization and
measurement of the Jjob characteristics.

The findings of this research with regard to the stress

variables supported Levi's {(1972) and Cox's (1978) anaiyses
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of job stress which indicated that the condition of stress
may be viewed as being positive (by an opportunity) as well
as being negative (by a constraint or demand). Levi (1972.)
in his model of stress,' suggested that there may be
"desirable regions" from the standpoint of both subjective
and objective employee responses in which stress can have
positive effects. Four of the five samples in this research
reported that having to process a dgreater work load had a
positive impact on their commitment. Delineating these
"desiraable regions" is one of the major tasks confronting
the stress researcher. =~ Rather than always giving
definitions of stress a "bad name," the positive effects
need to be explored and incorporated in definitions of jéb
stress. Cox's (1978) interactional aefinition and model of
job stress.as a complex and dynamic system of transaction
between the person and the environment which draws froﬁ both
response-and stimulus-based definitions provides a
theoretical framework that accommodates both negative and
positive aspects of Jjob stress. The five stage model
identifies sources 6f demand stemming from both the person
and the environment, the persoh's perception of the demand
and his or her ability to cope with it. As Cox pointed ouf,
it is essential to realize that the important balance or
imbalance is not between demand and actual capability, but
between perceived demand and perceived capability. The
third stage is represented by the response to‘stress or the

coping strategies available to the person. The fourth stage
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is concerned with the consequences of the coping responses
while the fifth stage involves feedback, that is, it-
concerns the effectiveneés of the stress response in coping.
This multistage model can shccessfully predict the outcome
of positive aﬁd negative experiences with job stress.

The results showed that overall the proposed .mddel
vexplained” -organizational cqmmitment better forﬂmen than it
did for Qomen. ‘One possible explanation is fhat the model
omitted variables particulafly relevant to female
experiences at the work place. Rather than focusing on the

v : | traditional constructs embodied in this model, . it seems
reasonable to argue that organizatioﬁs which try to
accommodate women's multiple rbles‘ are - 1likely to have a
committed female membership. For examplé,' orgahiiapions
which assist women with child éare arréngements may be more
successful in building -commitment in female employees than -
companies which attempt to increase work mbtivation by
sending women to training seminars or providing them with
expense accounts. Similarly, cafeteria benefits which allow
employees to select benefit programs that most fit ‘the
family needs, may be more "committing" thén participaﬁory
decision-making. Yet, most corporaté behefit'progfams are
still designed to accommodate the single:income family
despite estimates that this famiiy type'now aqcounts only
for 20 percent of the U.S. labor forég. ' |

Another untapped factor which may enhance éomﬁitment is

the adoption of policies which‘allqw husbands and wives to
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be employed by the same company orsto share the same job.
Although nepotism is one of those sinister words that no one
likes to say aloud, being a corporate couple can havs
personal as well as orgasizational aanntages ‘wﬁich can
faciiitate organizational bsnding= One 'advantage‘ to the
organization is that both men and women may be particulariy
attracted to an image of a corporation that cares about its
employees and is family oriented. Gi&en thé large humber of
working coup}es and the variety,of living arrangements’
today, anti—nepotism' rules may be ‘no longer pérticularly
effective. Making both spouses!' ,emplbyées pﬁts the
organization in a _position of handling both careers with
some degree of parity which isvlikely_to result in positive
outcomes for the couple and the organization since the
inability to find joint employment can undermine loyalty and
cause dissatisfaction as well. |

- The absence of women from .most empirical studies of
commitment and the possible irrelevance of tfaditional
organizational concepts such as .décentralization - and
formalization.restrict the construct vaiidity of commitment»
to the "average" worker which was represented by the male
white collar worker. For this occupational group, as well
as for professional workers of both sexes, research is quite
diverse but research on skilled ahd ssmiskilléd workers and
blue collar workers isiamazingly'limited, MoreoVef;lstuBies
of professionals and managers reflect a'much‘bgdader cross

section of occupaticnal types, occupational settings and
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work related issues than do studies focusing on the
experiences of blue and white coliar WOrkers. For example,
the nature of clerical work has changéd profbundly sincé the
introduction of electronic data brocessing ‘as the latest
stage in automafion (Rico, 1967). with the iﬁtroduction of
the word processor and other technology, clerical tasks have
become externally structured and controlled rather than
being organized around mental abilities. Yet, the effects
of this technology on the nature of clerical work and the
workers have been insufficiently examined and ru; attempts-
have been made to reconcile contradictory conclusions
(Shephard, 1971; 1973). |

Similarly, despite the increase of women in the skilléd
trades, a moael of integrating women into the blue éollar
iield (or any male oriented occupation) has .yet to be
developed. The problem is further compounded by the fact
that little éttehtion has been paid to shifts in the overall
disﬁribution of occupations. ‘ Therev is a rich body. of
literature on the "organization man" and a sizable body of
research on the experiences of. men \and women WOrking in
'professional and managerial jobs,. but other Aaieas such as
the migration of women from pink to blue collar jobs are, by
‘and large ignored. | |

Clearly, 'theré are some significant gaps “in our
understahding of the preseht work force: . gaps reéulting
from our ‘failure to study  a .sufficient variety qu

occupational settings and from our failure to capture the
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diversity of ﬁob types within organizations. Consequently,

many generalizetions about the work experiences do net hold

water in a different work ‘context, with a different- set of
" workers,

Obviously, this research highlights- the needs for more
theory based comperisonsjof male and female‘organizational
behavior. Few . studies exist that compare attéchment 6f
organizational goals and values 'of hale and female
employees.‘ Nevertheless, it is widely believed that men and

- women differ in their attachments end that these differehces
are directly attribﬁteble to the types ef jobs available to
men and women. |

As was shewn in this research, employees in different
oecupations- are chafacterizeds by different . types of
commitment. Regardless cf occupational categery, however,
the term organlzatlona* seduetion (Lewicki, 1981) has been
suggested to describe the 5001allzatlon process 1nvolved in
developing commitment. - Overall,. the commltment model
proposed in this research suggests ‘that in order to
effectively seduce an employee, organizatione. need to
provide the worker which -5obs that minimiée'.their-
satisfaction and design jobs that are linked to lafger goals
and tallored to the skills of the employee while at the same
time appeallng and satisfying both intrinsic and extr1n51c
needs. .

From a theoreticallpefspecﬁive this research has shown

that the construct of organizational 'commitment requires.
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both theoretical as well as measurement refinement.
Presently,. most researchers view commitment as a ﬁnitary
construct although theré is quite a diversity of
definitions. Organizational‘commitment has been defined as
loyalty to social systems (Kanter, 1968), exchange in terms
of organizational inducements (March & Simon), thé binding
of an individual to behavioral acts (Kiesler,}'l97l) ;6r
behaviorally in terms on the employee's intent to stay with
the organization (Pdrter et al., 1974), to exert efﬁort on
behalf of the organization or to work hard to_'attain the
overall organizational mission.

This research, which attempted to expand the
nomological net of the commitmen;-conétruct, suggests that
the concepi of commitment be redefined to inclﬁde a typology
of commitment which 'incorporates not only attitudinal aﬁd
‘behavioral components but also cognitive elements which are
currently missing from conceptualizations §f organizational
commitment. Festinger's (1966) work suggested that people
develop attitudes consistent with their choices. When a
person 1is cohmitfed "to a choice such as hé&ing joined an
organization, he. or she, as cognitive dissdnance theory
predicts, will resolve inconsistenéies to producé attitudes
consistent with the choice. One cognitive element based oﬁ
.the emergent relationship between commitment and job stress
reported in this research is the 'cognitive' appraisal of
the emplc"ee.of a variety of organizétional factofs Such~as{

decentralization or job characteristics such as feedback.
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Furthermore, the relationship between commitment. and.
‘subsequent'performance needs to be built into the concéptual
framework. Steers and Porter (1979) reported that the major
benefit of highly committed employees lies in increased
attachment but not necessarily in increased performance.
The 1link betweeh‘commitment and performance needs to be ﬁére
clearly established for high levels of individual commitment

to contribute to effective organizational funcfioning.
CONCLUSIONS ..

In conclusiod, then, the present research was designed
to uncover caﬁsal relationships between organizaﬁional
commitment and mental health on tﬁe one hand, and a number
of individual, job and organizational variables.. What this
research accomplished most was to delineate a c&nceptual
framework for the study of commitment. Aithouéh the model
pfoposed here identified differenﬁial anteCedeﬁts - of
organizational commitment in male aqd female employees as
well as among employees across differeﬁt occupational
categories, ail of 'the hypothésized variables were
significant for at least one of the occupational categories
sémpled in this research; Since thefe' is hardly a .model
that can makimize accuracy, generality'and parsimony at the
same time, all one can hope tofacéomplish is to.develop a
model that "works" in the actual setting. iIn thié research

the model worked best for the .typical worker, traditionally
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defined as ‘the thte collar man.  For the remaining
occupational categories, further reseafeh is needed to
determine satisfyihg trade-offs between the wvalidity and the
utility of this model. |
The followihg. are the ‘highlights of this multi-
organizational, multisample résearch:
1. Examihing organization commitment with'
path analytic techniques indicates the
theories and antecedents of commitment
require further conceptual_developmént.
and refinement. .
2. The commitment model developed and
tested in this research éuggests dif-
ferent antecedents of commitment. for men
and women; Althopgh the model is quite
consistent with previous research and
fits the tw§ male samples, vériables‘are
~missing in the prediction of commitment
in'women based on the.model propoééd
here.
3. - The model behaves somewhat étrangely for
blue collar women; ciearly,.more‘research
is needed in this area. | “
4. 1In order to enhance organizationai
commitmenf, management needé to be sen-
sitive to ﬁhe'needs of men.and women

which, as this research has'shown, differ
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as well as to the needs of employees in
specific occupational ¢ategories (i.e.
blue collar vs. white collar vs. pro-

fessional employees}.
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Reference Notes
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O!id Dominion University ¢ (804) 440-3000 ° Norfolk, VA 23508
CLD DOMINION April 16, 1982 '
UNIVERSITY '

Dear Norfolk haval Shipyard Employee:

Research on women in the workforce has emerged as one of the nost exciting and
fruitful areas of scientific investigations. Over the last decade much has beer
learned about the progress of women in managerial jobs but women's entry into the
skilled trades, traditionally "men only" jobs, has received much less attention.
Today, through efforts of the govermnment as well as some private employers, women
are actively encouraged to consider entering a skilled area as a viable occupational

"alternative.

As a doctoral candidate in industrial organizational psychology, I am interest-
ed in studying the dynamics of organizational commitment of women and men in a vari-~
ety of orgenizational settings and need your help in this research effort. As mem-
bers of the blue collar workforce, only individuals like yourself can provide the
information to further our understanding of the needs of women in nontraditional
jobs. For that reason, I am particularly grateful to have the support of your com-
manding officer, Commandore Donohue in soliciting your cooperation in this research.

The enclosed survey contains a set of questionnaires which deals with various
aspects of your job. It will take 30 to 40 minutes of your time. Please take this
time and complete the attached gquestionnaires. Each section of the survey includes
instructions to aid you in completing it. Since there are no right or wrong an-
swers, I recommend that you do not dwell excessively on any particular item, even if
you encounter a gquestion or statement you have never really thought about before.

_ However, please give me your honest opinion. As you complete the survey, you may
rotice similarities among some of the items. There are- two reasons for this.
First, the same question may be asked in different ways in order to provide a more
reliable measure of your opinion. Second, different sections may address different
aspects of the same or similar aspects of your job. ' : :

Answers to all questions of the attached survey will be treated anonymously ant
completely confidentially. Your name will never be associated with this data ai:
upon completion of the data analysis, all records will be destroyed. If you ax¢
interested in receiving a copy of the results of this research, please write "copy
of results requested" in the right hand corner of the biographical information sec-
tion at the end of the survey and print your name and address below.

At the very end of the survey you find a form entitled "Informed Comsent." ]
would need your signature on this form since participation in this research is vol-
untary. however, you only need to sign your name next to "signature" and do not
have to fill in any of the other lines.

- 1 would be most‘happy to answer any questions‘you might have. Please feel fré&
to call me at 440-4452. I am most grateful for your assistance and your contribu-
tion to this research. ’ '

Sinéerely
Al %MA/I
' Karin Hamel

. _ ABD, Industrial/Crganizational
Kh/bms .4 : Psychology
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A2

Instructions

This survey is designed to identify factors which determine organization-
al commitment in working men and women. Please complete the attached question-
naires responding to each question or statement in terms of your present Jjob.
Since there are no right or wrong snswers to any of the items, please answer
them in the way that most accurately gives your opinion. Please do not omit
any section or item. :

Each rating will be made on a 7-point scale vhich will look like this:

1 T
| I

3 ]
1 ot
1 2 3 4 5 6 7
Minimum koderate . © Maximum

representing the amount or degree of certain aspects or characteristics of
your job. Low numbers represent low or minimum amounts, never or very little
of & given characteristic presently associated with your job. If you think
there is very little of a specific aspect in your current job, you would make
a rating of 1; if you think your job has a maximum of that characteristic, you |
would make a rating of 7; if you think there is a great deal of a given charac-
teristic in your ‘job, but not maximum, you would make a rating of six, and so
on. .

Each section of this survey is presented in the standard 7-point rating
form. HKowever, since the wording varies somewhat from one section to another,
each section is preceded -by its ouwn response scale to be used for your an-
swers. You will find a blank to the left of each question or statement.
Please write the number corresponding to your rating in the blank to the left
of each item. ’

Again, all of your answers will be held in strict confidence and you can
be assured that no one other than the principal investigator of this research
will ever see your responses.
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A4
Section Two

This part of the questionnaire asks you to describe some characterlstlcs of
your work place. Please respond to each question or statement as it applies
to the organlzatzon where you work.

e o o ot O e
T e o e o $20 s o s s e

Use this scale to respond to Questions 1-4

1 T 1 I -
! i i i ] } i
1 2 5 4 5 7 6 T
Never : Lbout half Alvays
' of the time .

1. How frequently do you partlclpate in the decision on the adoptlon of
new programs? .

2. How frequently do you partlclpate in decisions on the adoption of
new policies? :

3. how freéuently do you participate in the decision to hire new staff?

4. how frequently do you participate in decisions on promotions?

Use this scale to respond to statements 5-12

i i ] ] T 1 1
I 1 : i R 1 1 , 1

1 .2 3 4 5 - 6 7
Definitely . Somewhat’ Definitely
Irue

5. There can be little action taken here wuntil a supervisor approves a
decision. ,

6. How things are done here is left up to the person doing the work.
7. The employees here are constantly checked for rule violations.

8. ‘Wwhatever 51tuqt10n arises we have procedures to follow in dealing
with it.

9. Everyone has a specific job to do.
10. Going through the proper channels is constantly stressed.

1. This organization keeps written records of everyone's job perfor-
mance.

12. Wwe are to follow strict operating proceduies..‘
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A4
Section Two

to the

This part of the questionnaire asks you to describe some characteristics of
your work place.
organization where you work.

Please respond to each guestion or statement as it applies

Use this scale to respond to questions 1-4

l .
f | ! |

1 2 ) 4 _ 5 6 T
Mever ' About half ' Always
of the time o :

1.

how frequently do you participate in the decision on the adqbtionvof
new programs?

2. How frequently do you part1c1pate in dec1s1ons on the adoption of
new policies?

3 How freqﬁently do you participate in the decision to hire new staff?

4. How frequently do you participate in decisions on promotions?

Use this scale to respond to stateménts 5-12
|. T T T T T T
1 1 I ! i 1 S
! 2 3 4° 5 6 7 -
Definitely Somevhat : Definitely
True i

5. There can be little action taken here until a supervisor approves a
decision.

6. How things are done here is left up to the person doing the work.

7. The employees here are constantly checked fot rule violétions.

8. Whatever situation arises we have procedures to follow in dealing
with it.

‘9. Everyone has a specific job to do.

10. Going through the proper channels‘is constantly stressed.

11. This organization keeps written records of everyone's JOb perfor-
mance.

12.
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Section Two

This part of the questionnaire asks you to describe some characterlstlcs of
your work place. Please respond to each question or statement as it applles
to the organlzatlon where you work.

e e e s e ot e

Use this scale to respond to questions 1-4

T 1 1 1 i 't i ]

1 ] t ! [ v 1 1

[ 2 ) 4 5 6 1
Never - About half Aluays

e ~ of the time

1. how frequently do you partlclpate in the decision on the adoptlon of
new programs?

2. How frequently do you participate in decisions on the adoption of
new pclicies?

5. how irequently do you participate in the decision to hire new staff?

4. how frequently do you participate in decisions on promotions?

Use this scale to respond to statements 5-12

T T T T T T T
1 l ! 1 1 I I

1. 2 -3 4 5 6 7
Definitely Somewhat Definitely
True ' '

5. There can be little action taken here until a superv1<or approves a
d60181on. .

6. How things are done here is left up to the person doing the work.
7. The employees here are consténtly checked for rule violations.

8. hhatever situation arises we have procedures to follow in dealing
with it.

9. Everyone has a specific job to do.
10. Going through the proper channels is constantly stressed.

1t. This organization keeps written records of everyone's job perfor—
mance.

12. Wwe are to follow strict operating procedures.
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Section Three

This part of the questionnaire asks. you to describe your job as obgectlvely
as you can. Please do not use this part of the questionnaire to show hov
much you like or dislike your job. Instead, try to make your descrlptlon as
accurate and objective as you possibly can.

[P ——
[

Use this scale tobrespond to questions 1-11 in terms
of how well the item actually describes your job

Rkesponse Scale

T T I T T T T
i ] i 1 i : i i
1 2 3 4 5 ' 6 T
Very little N Moderate T ' : “Very great

extent ‘ : Ixtent Extent

1« 7o what extent do you flnd out how well you are d01ng on the Job as
you are working?

2. To what extent do you see projects or jobs through to completion?
%. To what extent are your job duties repetitious?

4. To what extent are you able to act. 1ndependent1y of your supervisor
in performing your job functions?

5. To what extent do you receive information from your supervisor on
your dob performance?

6. To what extent do you have the opportunlty to talk 1nformally with’
other employees while at work? ;

7. To what extént is dealing with other people a part of your job?

8. To what extent are the tdSkS "ou perform 1n a typical wor%: day
similar? ’

9. To what extent are you able to do your job independently'of others?
10. To what extent are the results of your work clearly'evident?

11. To what extent are the results of your work llkely to have 1mportant
- effects on other people? : :
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Use this scale to respond to statements 12-33%
in terms of how well it actually describes your job -

¥ ] T T ] T
| 3 ! 1 1 i

Ut~

1 2 45 6 7
Minimum : o Moderate . Maximum

Amount Amount » Anount

12. leedback from my supervisor on how well I'm doing.

—

13. Friendship from my co-workers.

——

14. CGpportunity to do a number of different tasks.

——

15. Freedom to do p?étty much what I want to do on m& job.
16. Opportgnity to find oﬁt how well I am doing on my Job.
u“____17.' Opportunity in my job to get to know other people.

15: Amount of variety in my job.

—19. :Cpportunity for independent thought and action.

20. Opportunity to complete work I start.

21. Significance of my job to the organization as a whoTe.

22. The feeling that I know whether I am periormlng my Job well or
poorly.

23. Gpportunity to develop close friendships in my job.
24. heeting with others in my work.

//////( 25. 1The control I have over the pace of my work.

_26. Cpportunity to do a Jjob from the beginning to the end (1 e., the
chance to do a whole job).

27 The extent of feedback I receive from individuals other than. my
superv1sor.

28. 'Impact of the quality of my work on others,

29. How much variety is there in your Job9

30. How much are you left on your own to do your own work?

31, how much opportunity is there to meet 1nd1v1duals whom you would
like to develop friendship with?

_32. How much of your job depends upon your ability to work with others?

33. How much of the work you are involved with is handled from beginning
to end by you?
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Section Four

The questions in this part of the questionnaire deal with different aspects
of your work. Please make sure that, your -answer is based on your job today.

- ———

Use the scale below to indicate”how often
‘these job aspects appear in your job

! S ! % | i .
1 2 -3 4 5 6 T
" hever : About half 7 Always
l of the time '

1. How often does your job require you to work very fast?

2. how often does your Jjob require-you to work veiy hard?

3. How often does your Job leave you with little time to get things
aone?

4. how .often is there a great deal to be done?
5. how often do you experience a large increase in work load?

6. How often do persons equal in rank and authorlty over you ask you to
do things which conflict?

7. How often do people whose requests should be met give you things to
do which confllct mlth other hork you have to do?

8. How often are you unclear on what your job responsibilities are?
9. How often can you predict what others will expect of you on the job?
10. How much of the time are your Job performance standards well defined?

11. How often does your gob let you use the skills and knowleaée you
.+ have learned in school or during training? -

12. how often are you given ‘a ‘chance to do the thlngs you know to do
best?

13. How often can you use the skllls from your prev1ous experience and
training? . -

i
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Section Five

Now please indicate how satisfied you are with each aspect of your present
job. Using the seven-point scale again, you are asked to indicatée the de-
gree of your satisfaction or dissatisfaction with each statement. Once

again, write the appropriate number in the "blank" beside each statement.

e s - G i e B e S

Kesponse Scale

1} i 1 ¥ T ] [}

i | ] i I ] o

1 .2 3 4 5 6 7
Completely Leutral Completely
Dissatisfied Satisfied

1. Being able to keep busy all fhe time.

2. The chance to work alone on the job.

3. The chance to do different things from time to time.

4. the chance to be "somebody" in the community.

. The way my boss handles his men.

6. The competénce of my supervisor in making decisions.

‘T Eeing able to do things that don't &0 against my conscience.
8. The way my job provides for steady employment.

9. The chance to do things for other people.

10. The change to‘tell peoplg what to do.

11. The chance to do-somethiﬁg that makes usé of m& abilities.
12. The way company policies are put iﬁto practiée.

13:_ My pay and the amount of work I d§.  .

. 14. The chance for advancement on this job.

____15. The freedom to use my own judgment.

16. The chance4tovtry m& own methods'ofHdoing‘the’job.

17. The working coﬁditions. |

18. The way my co-workers get along with each other.

19. The praise I get for doing a good job.

20. - The feeliﬁg of accomplishment I get from the job.
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Section Six

below are some statements about how people may feel. %hen you think about
yourself in your job, how muchk of the time do you feel this way?

Response Scale

T T - T

i i

4 5 6 -7
Rever About half Alvays
: of the time : .

-t
N
-

1{ I feel perfectly well and in good health.

2. I am able to concentraté on what I am doing.

%. I find myself waking early and unable to get back to sleep.
4. 1 feel too tired and.exhausted even to eat.

5. I lose much sleep over worry.

6. I feel full of energy.

To ’I manage to keep myself busy and occupied.

8. I tend to lose iﬁterest in my ordinary activities.
9. 1 manage as well as most people would in my.shoes.
105' Cn the whole I feel that I am doing thingslwell.A
11. I have been late getting'to work. |

12. I feel it easy to get on with other people.

1%. I feel capable of making décisions about things.
14. I feel I cannot overcome my difficulties.

15. I am getting edgy and bad-tempered.

16. I am able to face up to my problems.

17;' I feel unhappy and depressed. |

18. I am losing confidence in myself.

19. I find everything is getting on top of me.

20. 1 feel hopeful about my own future.
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Section Seven

Listed below are a series of opinions that individuals might have about the
company or organization for which they work. With respect to your own feel-
ings about the particular organization for which you work indicate the de-
" gree of your agreement or disagreement with each statement.

s e e g i A o S
- v e e b v o S vn o ot W

Response Scale

T T T T T
[ : ! 1 i i

1 ) 2 3 -4 5 ‘ 6 T
Strongly Somewhat o Strongly
Disagree Agrce Agree

1. I am willing to put in a great’deal of effort beyond that normally
expected in order to help this organization be successful.

[

2. I talk up this organization to my friends as a great organization to
work for. T

3. I feel very little loyalty to this organization.

'4. I would accept almost any type of job assignment in order to keép
working for this organization.

5. I fird that my values .and the organization's values are very similar.
6. I am proud to tell others that I am part of this organization.,

7. I could just as well be working for a dlfferent organlzatlon as long
as the type of work was similar.

8. This organlzatlon real ly inspires the very best in me in the way of
job performance. . o

9. It would take very little change in my present circumstances to
cause me to leave this organization. '

16." I am extremely glad that I chose this organlzatlon to work “for over
others I was considering at the time I joined. :

11. ‘There's not too much to be gained by sticking with this orgaﬁizatiop
indefinitely. '

12. Gften, 1 find it difficult to agree with this organlzatlon s pOll—
cies on important matiters relating to its employees. :

1%3. I really care about the fate of this organization.

14." For me this is the best of all possible organizations for whlch to
work. ‘

15. .+Deciding to 'work for this organization‘ﬁas a définite‘mistake on my
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Section Eight

Biographical Information

The following information is needed for data analyses only. ko attempt
will be made to identify individual respondents. :

hame of the organization:

Department:

Job Type: Professional
lanagerial
Technical

Clerical

Skilled Trade

Other (please specify)

Sex: Female kale

Years at present job:

How'long have you been in your present position, that is, your partidular
job where you wiork now?

less than 1 year
between 1 and % years
between 4 and 6 years
between 6 and 10 years
more than ten years

. Total years employed by present organization:

less than 1 year

between 1 and 3 years
betueen 4 and 6 years
between 6 and 10 years
more than ten years

Em'loyment:

|

Full time - Part time
Income:

less than $6,000 per year

between $6,000 and $10,000 per year
between $15,000 and $20,000 per year
between $20,000 and $25,000 per year
more than $25,000 per year '

Financial Dependence:

ky household is completely dependent upon my income.
Yes ‘ : No
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Years of schooling:

Grade school not completed
Grade school completed
high school not completed
high school completed

hHigh school completed plus other non-college training
(technical or trade school)
Some college

bachelors degree

Sonie graduate work
haster's degree

Advanced degree

|

|

Age: ‘ - harital Status:
Under 20 Single
between 20-24 Married
Between 25-3%4 Separated
Betveen %5-44 Divorced
Eetween 45-54 Viidowed
55 or older

Number of children: humber of children under age six:
one one
tuo two
three three
four four
more than four more than four

- an
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APPENDIX B
Endorsements By Participating Ogranizations
B 1 Letter fromthe Chairman (0DU)
B 2 Permission by the Commandore {NNSY)

B 3 Letter of support from the Commanding Officer (NARF)

B 4  Announcement of the Organizational Commitment Survey in !NARF Newsletter
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B 1

CLD DOMINION
UNIVERSITY

'Gid Dominion University o (804) 440-300C » Norfolk. VA 23508

Lear Faculiry hember:

Iis. karin L. Hawmel, a coctoral student in our Industrial/Urganizational
program and & tormer instructor on our faculily, 1s beyinming her aissertatiom -
research, the last step in earning her doctorate. Her dissertation requires
the cooperation of womwen irom three proiessions as subjects, ana she has cho-
sen Lo incorporste faculty irow here ai LLU as one ol tLhem. The task we are
requesting you to do is to complete a tive-page questionnaire that will re-
quire about U winutes of your time. lue number of questions that she is ask-
ing hias been reduced ss wuch as we think it cen be.

the dissertation rescarch that karin is conducting requires a large nuu~
ber oif subjects and there are barely enouph women on the 1acuity of VUL to
meet the requirewents of her study; su it is imporiant that virtually all o:
our women faculty participate ior her to include UbU wonen faculty as one of
ner protessional groups.  Thus, it is particularly important that all ol you
participate ii you possibly can. 1he only rewarus or incentives that we can
ofier you ure our gratitude, whatever pleasure you may fina irom completing
the guestionnaire, ana the plessure you wiil have from watching Karin receive
Ler goctorate at a future coumencement ana knowing that you played a signifi~
cant part in that accomplishuent of hers and ours.

sincerely,

) s ]}
e &7 "1‘! fk.
Leeyom { m ,

kaymoﬁb i+ Kirby, Chair
Lepartment ot Psychology

KhK/ bms

Old Dominion University is an affirmative action/equal opportunity institution.

e
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DEPARTMENT OF THE NAVY

NORFOLK NAVAL SHIPYARD
PORTSMOUTH. VIRGINIA 23709

248

29 July 1981

Ms. Karin Hamel

Department of Psychology
01ld Dominion University
Norfolk, Virginia 23508

Dear Ms. Hamel:

Your 14 July 1981 letter, outlining your research project to identify
job characteristics that hold psychological meaning for female workers,
expressed a desire to include a sample of blue collar women from the
shipyard. Such a project would be of interest to the shipyard. Research
efforts and findings should be coordinated through our Equal Employment
Opportunity Office, headed by Mr. John Ashby. Mr. Ashby or a member of
his. staff will contact you to coordinate this effort.

I am looking forward to your findings and analysis.

Yours truly,

N/

D. P. DONCHUE
Captain, USN
Shipyard Commander
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Naval Air Rework Facility, Norfolk, Va., June 4, 1982

Loyalty
studied

During the past few days, about
600 NARF employees have volun-
teered to participate in an
Organizational Commitment
Survey. This survey is being
conducted by Karin Hamel, an
Industrial Organizational
Psychology instructor at Old
Dominion University.

“As a doctoral candidate in
industrial organizational
psychology,” explained Hamel, I !
am interested in studying the
dynamics of organizational commit- |
ment of women and men in a variety '
of organizational settings.” |

Atthe weekly staff meeting, CAPT f
Billy McClellan, commanding l
officer, expressed the belief that her |
work is important and may prove to
be helpful in improving the quality
of life of NARF employees.

The objective of the survey is to
identify factors that contribute to
organizational loyalty and commit-
ment among men and women in a
variety of different occupations.

Participants in this survey are
reminded that all questionnaires are
due in the Public Affairs Office by
June 8.

'
j
]
1

e
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APPENDIX C

Supplementary Statistics

C 1 Factor Analysis - Motivation to Work Scale

C 2 Factor Analysis - Decentralization Scale

€ 3 Factor Analysis - Formalization Scale

C 4 Factor Analysis - Job Characteristic Inventory (JCI)

C5 Factor Analysis - Job Stress Questionnaire

C 6 Factor Analysis - Minneéoté Satisfaction Questionnaire

C 7 Factor Ana]ysis -.General Mental Health Questionnaire (GHQ)

C 8 Factor Analysis - Organizational Commitment Questionnaire (0CQ)

C9 | Factor Analysis - Organizational Commitment Questionnaire (0CQ) by
Mbwday et al. (1979); Mowday (1982), Personal

Communication
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C1

Factor Analysis of the Need Satisfaction Questionnaire

( N=571)
Item Factor 1
1 . . 0.7608
2 : ‘ 0.7982
3 0.7226
4 o N 0.7083
5 0.4613
6 : 0.8175
7 . 0.5768
8 o : 0.8229
% Variance _ 100.0
' ~Eigenvalue | _ 4.1304
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C2

Factor Analysis of the Decentralization Scale

(N=571)
Item ) Factorll
1 | 0.6245
2 o © 0.6808
3 0.5918
4 0.3841
5 : ' 0.0299
% Variance 100.0 o
Eigenvalué _ 2.3112
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S C3.

Factor Analysis of the Formalization Scale

(N=571)

Ttem v ' Factor 1 ‘  Factor 2 |
1 - -0.1158 0.5216
2 - 0.4888 -0.2705

3 1 0.6223 . 0.0482
3 0.5486 - 0.3045

5 0.6157  0.0096
6 0.5783 N 0.0956
7 0.8148 - -0.0806
% Variance 83.6 - o 16.4
Eigenvalue | 2.3179 . © 0.4560
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C 4

Factor Analysis of the Job Characteristic Inventory (JCI)

(N=571)

Item - - Factor 1  Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 Factor 7
1 51722 -.Hmmu. .4706 -.0206 ~ .1004 -.0552 -.0071
2 4887 2775 .0435 -.omﬂm | -.0987 =~ -.2802 .1338
3 .0446 4840  .2438 4138 -.0041 .2002 .2953
4 5316 .2527 -.1067 -.2146 | .0510 .3320 .0005
5 4705 -.2729 - 5777 .0017 .1702 - -.0203" .0448
6 3520 --.0490 -pmpmm | 1726 .1990 .0033 .0264
7 4797 -.0709 -.2273 . Luomw -.1073 .0472 .1652
8 .. .0656 4674 .2642 ..bmS 0119 L1797 2511
9 .3478 .3460 .0145 -.2234 .15685 .2130 -.0192

10 5317 .2255 .1834 .0092 -.2192 .0495 -.0353

11 L4651 .0184 .1044 .0388 -.4512 .1654 -.1955

12 5016 ©-.3300 .6067 -.0573 .1632 .0070 -.0017

13 .4950 .0267 -.0402 .3109 .0649 -.1176 ~.0786

14 | .mmuo. - -.2347 -.1466 - -.1057 -.1100 -.0463 .1362

Reproduced with permission of the copyright owner. Further reproduction prohibited without permissionyz\w\w.manaraa.com



15
16
17
18
19
20
21
22
23
24
25
26
28
29
30
31
32
‘ww
% Variance

Eigenvalue

.5058
6116

6037

.6279
.6877
.6388
.6154

.6557

5531
.5999
.4103
.6140
5153
.5996
5710
.4925
.5670
5663

1 53.3
9.3

.0841
.2324

1630

.4259
.0067

-.3765
0266

.0019
.0334
.1148
.2520
.5085

-.1196

4167
2514
1375
0523
3451
12.5
2.19

4  Continued

.2538
4759
.mmmn
.2409
.1423
.0284
.1071

.1921

.1476
.2417
.1194
.0002
.0246
.1836
1243
.2052
.1542
.0623

11.1

1.94

-.2183
-.0475

.2942

-.2138
-.2665
-.1051

.0540
.0136
L3738

.3146

-.0844

-.2211
10698
- 2322
- 2260
3688
2670
-.1999
9.0

1.58

.3396
.1407
.0745
.0980
1549
.0367
.3376
.0372
1775
.0692
2041
.0057
.1027
.1630
.0610
.2188
.1670
.0149

5.9

1.03

.2037
.0038
.0403

0253

.2234
.2780
.0851
.1260
.1097

.0144

.0040

.4458
0291
.0073
.2528
.1275
.0596
.2262
5.1
0.9

.0068

0335

.0335
2727
.0064
.0442
.1293
.0978
.1950
L0570
.0067
.0135
.1062
.2604
.1493
.1057
.0796
.0053
3.1
0.5
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C5

Factor Analysis Of the Job Stress Questionnaire

(N =571)
Item Factor 1 Factor 2 Factor 3
1 1837 1023 .2232
2 L2223 | - .2289 .2176
3 .0999 .0906 .1876
4 .2925 .2712 .2734
5 .1672 .1709 1466
6 -.1186 -.1262 -.0758
7 -.0520  -.0721 .0343
8 2011 -.2033  -.1960
9 o mse L2708 2407
10 | _ . .4207 4087  .3110
11 - 1.000 .7097 .5820
12 7097 1.000 6186
13 5820 .6186 1.000
% Variance : 29.7 20.9 8.4
Eigenvalue- - 3.86 2,73 1.09

niJ[;tJi:awCﬂ&IJEiU!ILn-Jil:DII
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C6

Factor Analysis of the Minnesota Satisfaction Questionnaire (MSQ)

(N=571)

Item Factor 1 Factor 2 Factor 3 Factor 4
1 4987 -.2246 -.1108 .2065
2 4281 -.1670 -.1634 .0809
3 5957 -.3316 0299  .2510
4 5637 1714 .0672 .2784
5 5930 5834 1886 .0012
6 6282 5530 -.2102 .1120
7 5314 0767 -.1461 - -.0444
8 .3421 1272 .0655 .0544
9 5557 - -.2302 -.0137 1616

10 4872 -.1779 .0659 0724

11 7125 -.2531 0739 .0849

12 6585 1967 1033 - .0202

13 .3890 .1581 5121 -.0626

4 5008 .1176 4799 -.0825

15 .7381 -.2042 -.1518 -.3336

16 6775 -.2722 - .1669 -.3958

17 5637 .1264 .0868 -.1341

18 4347 2171 -.0503 0524

19 650  .1960  -.0367 - .0543

20 171 -.1578 . .0089 -.0856
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C6 tontinued

Factor 1 Factor 2  Factor 3 Factor 4 -
% Variance 71.4 14.7 7.9 o 6.1
Eigenvalue 6.59 1.35 0.7 0.6
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c7

Factor Analysis of the General Health Questionnaire

(N=571)

Item Factor 1 Factor 2 Factor 3 Factor 4
1 -.4968 | -.0669 ~-.2552 .2764
2 - 5357 2136 -.1836 .2770
3 .2648 4436 - -.2854 -.1623
4 | 4157 .4930 - .2441 - .1566
5 5382 . .5109 -.2037 -.0897
6 -.4972 .1512 -.1899 L4074
7 -.4501 .2329 -.0443 .1436
8 157 .0746 .1315 -.1016
9 - .4485 .2106 .2919 -.0325

10 - .5925 .4059 2510 --.0429

11 .1238 .1317 0053 .1292

12 - .4066 .2331 1777 L0262

13 -.4712 3138 .3002  -.0474

14 4856 .0322 -.0549 .1293

15 .6431 .1044 .2268 .2059

16 -.3913 .1956 1595 - -.0409

17 . .7269 .1323 .2227 1779

18 6414 -.0193 .1133 .2152

19 .6910 .1379 1401 .3451

20 -.4012 . -.0219 -.0029 - .0835
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€ 7 Continued-

Factor 1 -.'Factor 2 Factor 3 Facter 5

% Variance : 64.5 16.7 9.9 . 8.9
Eigenvalue 5.06 1.30 0.77 0.69.
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c8

‘Factor Analysis of the Ogranizational Commitment Questionnaire (0CQ)

(N = 571)

Item o Fac1;or 1 Factor 2

1 .4985 -.2225

2 .7812 -.2234

3 .4131 .1024

4 .4658 -.0313

5 .6830 -.1674

6 .8440 -.1858

7 .3211 : .3190

8 .7322 ~ 0555

9 .5058 .1957

10 .7100 -.0461

11 | o 6760 .4095

12 L4812 : .2575

13 .5809 . -.2255

14 .7998 o 0225

15 : - ©.6858" - .1648

9 Variancé ' | 9.4 - 9.6
Eigenvalue - 5.96 - 0.63

ol LE W ZBLJLI
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c9
Table 5 ' T
Factor Analyses - Organizational Commitment Questionnaire (15 Item)
Telephone Company

Item Public Imployees ~ Bank Employees Employees
: (N=569) (N=411) (N=600)

Factor 1° Factor 2 Factor 1 Factor 2 Factor 1 Factor 2

1 - .76 .69 | , .67
2 .43 .53 .72 32 72 .34
3 15 .36 53 34
4 ' ‘ .39
5 40 67 ' .66 )
6 5649 .75 .32 .75 .35
7 .35 " 39 . .40
8 .44 4l 67 55 .50
9 60 .58 54
0 - .53 .38 . .5d 46 .55 .55
11 .62 . . 38 .53 .34 .63
12 as | .50 .37
13 60 . .62 .38 . .62
14 .49 .36 57 .36 .61 .45
15 .68 .37 .44 .49 49 .58
% Variance . 83.2 9.0 83.6 . 10.6 92.6 2.4
Eigen Value  6.28 = .68 5.99 .76 6.30 .50

S i
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C 9 Continued
Table 6

Factor Analyses - Organizational Commitment Questionnaire (9 Item)

Classified

Hospital University

Item Employces -~ Scientists § Engineers Employees
(N=376) (N=119) ~ (N=256)

Factor 1 - Factor 1 - Factor 2 E Factor 1
1 .66 S N £ TN
2 82 | .41 .57 . .68
3 .33 L .49
4 .68 : .55 .45 6
5 .83 .43 .57 | .71
6 73 .69 s
7 77 | 66 o .76
8 68 o .59 .74
9 .74 .73 ' BN &
E 4.51 3.59 .66 4.61

100.0 84.5 15.5 .. 100.0
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APPENDIX D

Miscellaneous

D 1 NNSY Apprenticeship Program

D 2 NARF Organizational Chart
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NORFOLK NAVAL SHIPYARD |
PORTSMOUTH, VIRGINIA . 266

APPRENTICE TRAINING AT THE NORFOLK NAVAL SHIPYARD

Earn while you learn. Enter the Naval Shipyard as an apprentice and in four years you
can become a skilled craftsman in one of approximately twenty trades included in the Apprentice
Training Program. From craftsman you may advance to.even higher level occupations as so many
former apprentices have.

WHAT DOES AN APPRENTICE DO?

Works with an experienced mechanic who instructs "on-the-job", how to do, first the simpler
tasks in his trade and later the more complex. :

Attends the Shipyard Apprentice classes, at shipyard expense, to learn the mathematics,
sicence, language skills, drafting and blueprint reading which are necessary in practicing
the selected trade.

WHAT IS AN APPRENTICE PAID?

An apprentice normally works or attends class forty hours per week and receives pay for
forty hours at the following rates:

Apprentice (first year) $5.44 per hour , 5 August 1981
Apprentice (second year) $6.17 per hour
Apprentice (third year) . $6.91 per hour
Apprentice (fourth year) $7.64 per hour

Upon satisfactory completion of the four-year term, the apprentice is advanced to the
existing rate of journeymen in the selected trade.

HOW DOES ONE BECOME AN APPRENTICE?

Although no special experience or training is required, an applicant must show that they
possess the following traits:

A. Aptitude and interest for learning trade theory and practice.
B. Ability to follow directions in a shop; and,
C. Reliability and dependability.

All applicants will be required to take a written test which measures general aptitudes
including spelling, following oral directions, and proficiency in mathematics. This test
will require approximately 4% hours. Certain trades in the apprentice program require
applicants to show that they have the ability to understand and apply mathematiecs. The
mathematics portion of the written test provides applicants with a means to show that they
posses this ability. The notice of rating for applicants who meet the basic requirements
and show mathematics ability will be noted "mathematics eligibility." Mathematics eligibility
trades indicated by the * below:

IN WHAT TRADES CAN AN APPRENTICE BE TRAINED AT NNSY?

Air Conditioning © *Electrician (High Voltage) Painter
Equipment Mechanic ' *Electronics Mechanic *Patternmaker
‘Automotive Mechanic ' *Electroplater Pipefitter
Blacksmith ' . Equipment Mech. (Machinist Marine) Rigger
Boatbuilder Fabric Worker . #*Sheetmetal Mechanic
Boiler Plant Equipment Mechanic Heavy Mobile Equipment Mechanic Shipfitter
Boilermaker : _ , Insulator Shipwright
Coppersmith ‘ *Machinist , Wharfbuilder
*Electrical Equipment Repairer #Machinist (Maintenance) Welder
*Electrician *Industrial Electronics Control HWoodcrafter

' " Mechanic ‘ - - *Metals Inspector

Metals Fabricator
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NOTE: All trades designated with an asterisk (*) require math.
eligibility.

PUBLIC WORKS DEPARTMENT

Automotive Mechanic — Shop 02

The apprentice will be taught to overhaul and repalr engines, engine
- accessories, - power transmission systems, and other parts of
sutomobiles, gasoline powered trucks, buses, and similar equipment.
The apprentice will be trained in the operation and use of such as
bench lathes, grinding and seating equipment, clutch and gear puller
tools, as well as test equipment such as oscilloscopes, compression
gauges, special feeler and dial gauges. Work covers the overhaul of
front-and-rear end assemblies, power steering, braking mechanisns and
air conditioning, electrical, and hydraulic systems.

Boilermaker - Shop 03

The apprentice entering this trade will be taught to install, renew,
repair, and test any and all parts of pressure vessels such as boilers,
heat exchangers, condensers, oil and water tanks, and inter and after
coolers. He will learn to manufacture and install diesel englne
exhaust piping, mnufflers and silencers, engine and fireroom floors,
ladders and gratings. '

#glectrician — Shop 02

The apprentice entering this trade will be taught ‘to 1nstail, maintain
and repair electrical motors, wiring, and light and heavy electrical
machinery on weight handling, material handling, and construction

equipment. He will learn to imns tall and repasir transformers,
convertors, generators, switches, curcult breakers, Ttheostats, and
gimilar devices. He will also learm  to disassemble electrical

equipment, trace circuits, locate defects, clean and replace parts, and
renew wiring. :

*Electrician - Shop 07

The apprentice entering this trade will be taught to install, maintain,
and repair electrical wiring distribution systems, electrical coantrols,

electrically operated equipment oI -{nstruments, and light and heavy

machinery. He will Jlearn to maintain and repair circults assoclated

with buillding electrical wiring, panels, switchboards, intercom systems
and fire alarm systems. .

#glectrician (High Voltage) — Shop 03

The apprentice entering ‘this trade will be taught to control ar.a

e SND NNSY 12410/177 (7-79)
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operate electrical powver generating awu distributing cjuipment. He
will learn to operate and perform preventive maintenan.e on steam
deiven electric generators, electric driven air compressors, gstationary
and rotating substations, electrically driven watering and dewatering
equipment, emergency generators, . all electric motors, and test
instruments.

Heavy Mobile Equipment Mechanic — Shop 02

The apprentice entering this trade will be taught to overhaul and
repair various types of heavy duty mobile egquipnment, such as
bulldozers, cranes, locomotives, tractors, graders, and power shovels.
He will learn to disassemble diesel or gasoline engines as necessary
and 1inspect, repalr, or replace such parts as injection valves,
cylinder heads and sleéves, plstons, rings, connecting rods, bearings,
gaskets, and crankshafts. :

Insulator - Shop 07

The apprentice will be trained to insulate surfaces of pipes, ducts,
valves, fittings, boilers, turbines, refrigerator units and similar
structures. This {ncludes shaving or ghearing sections of 1insulation
in place with wire, metal straps, OT special tie lines. The apprentice
w11l also be trained to fabricate molded gections of insulation for
gpeclal parts by cutting various segments of jnsulation, fitting parts
together, and cementing them.

Boilerplant Equipment Mechanic — Shop 03

The appreuntice entering this trade will be taught to maintain,
overhaul, repair and {nstall boilers and thelr auxiliary equipment such
as fans, feed water pumps, oil burners, heat exchanges, air preheaters,
and controls. He will also learn to overhaul drydock equipment
including large pumping equipment, valves, calssons, and capstans, and
to repair and maintain turbogenerators and alr compressors.’

pipefitter — Shop 07

The apprentice entering this trade will be taught to lay out, cut,
bend, assemble and install pipefittings and fixturcs and to construct
end maintain piping systems such as heating, stean power, hot water
heating, hydraulic, high pressure alr and oil line systems. He will
also learn to locate jeaks or obstructions and repair them and test
various piping systems to determine conformance to gtandards.

Rigger — Shop 02
The apprentice in this trade is trained to select and attach hoisting

and. pulling geat for 1ifting, moving, and positioning heavy machines,
items or equipment, large structural parts and other heavy loads. He

sND NNSY 12410/177 (7-79)
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will 1learn to estigate welght and center gravity, plan weight
distribution and maneuver loadings. He will learn to direct operators-:
of cranes, and other weight handling equipment by standard signals, and
to devise means of wmoving and controlling the movement of heavy
equipment through narrow openings and in confined spaces. He will also
be taught to hang scaffolds and staging for other trades.

#Sheet Metal Mechanlc — Shop 07

The apprentice will be taught to lay out, fabricate, and install such -
things as round and square ducts for air conditioning and ventilation
systems; chain link fencing, angle iron used on enclosures and for
partitions in storage areas; electrical switch panels and boxes; and
will be taught to assemble and repair metal clothes -lockers, desks,
chairs, doors, steel windows, and blowers and fans. This work is
performed in conjunction with the maintenance of the buildings and
facilities of the shipyard.

Welder - Shop 07

The apprentice will be trained in various welding processes such as
oxyacetylene welding, coated electrode arc welding, inert gas arc
‘welding, submerged arc welding, spot welding and stud welding. The
apprentice will be trained to weld in a flat, vertical, and overhead
position, on structures such as sheet metal, pipes, boilers and
pressure vessels, plates and machinery. The apprentice will be trained
to lay out work from sketches, to select the most effective welding
sequence, and to set up welding equipment. The apprentice will also be
trained to operate gas cutting or electric arc cutting machinery.

Wharfbuilder - Shop 07

The apprentice entering this trade will be taught to construct,
maintain, and repair piers, wharves, moorings, gangways, and similar
docking facilities involving heavy timber construction work and driving
of piles. He will also learn to use winches, hoists, block and
tackles, and rollers to move, position, and hold heavy timbers.

Woodcraftsman - Shop 07

The apprentice will be trained to lay out, construct, and install such
wood 1tems as windows, doors, partitions, rafters, wooden staging,
platforms, floors, and wooden forms for concrete. In addition, the
apprentice will be trained in the repalring of furniture, cabinets, and
the prefabrication of many structures such as arches, hardwaod
pineling, display cases, and circular counters. This work involves the
shaping and joining of matched grain woods, the molding, and laminating
of materials. The apprentice will be trained in the operating and use
of wood working machinery such as hand saws, jig saws, planers,
jointers, molders and sanders.

SND NNSY 12410/177 (7-79)
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PRODUCTION DEPARTMENT

Air Conditioning Equipment Mechanic - Shop 56

The apprentice entering this trade will be trained to overhaul and
repalr various air conditioning and refrigeration compressors found

. aboard ship. They will be trained in retubing condensers, water
chillers and oil coolers and on the repair of various valves such as:
water regulating, thermal expansion and diaphragm valves. They will
assist in the shipboard installation of chilled water air conditioning
systems ranging 1in capacity to several hundred tons. The apprentice
will operate and test various shipboard air conditioning and
refrigeration systems, air dehydrators and galley equipment such as:
{ce machines, soft drin' dispensers and refrigerators.

Air Conditioning and Refrigeration ~ Shop 99

The apprentice entering this trade will be taught to instail, maintain,
and repair refrigeration and alr conditioning systems ranging in size
from 3 1/2 to 75 tons air conditioning units. Other types of units
used are 5 ton to 220 ton chill water units, 100 cubic feet chill and

" freeze boxes, water coolers, dehumidifiers, and heaters. He will be
taught the fundamentals of refrigeration, refrigerant controls,
refrigerants and their properties, heat loads and other aspects of air
conditioning and refrigeration. He will also 1install tempcrary
ventilatidn ducts to ships, buildings and submarines using insulated
ducts tanging in size from 4" to 16".

Blacksmith - Shop 11

The apprentice entering this trade will be taught to lay out metal to
be forged using blueprints, sample parts, tewmplates, sketches or verbal
fnstructions. He is taught to select the proper metal and cut it to
size by sawing, shearing or hacking. He is taught to work with the
furnace crew in bringing metal to appropriate forging temperature.
Using tongs and other instruments, he 1is taught to manipulate the
forged metal using power presses, hammer and various forging tools to
produce required dimensions and contours.

Boilermaker - Shop 41

The apprentice boilermaker will be taughi to modify, fabricate, repair,
assemble, {nstall, rip out, and test condensers, high pressure boilers,
and associated components in stationary powe: plants and on ships.
They will learn to devise and calculate patteras for {tems sach as main
ccmpulstion plants, anxiliary and heating boilers, steam pencraturs and
tanks. Apprentice bollermakers work from blusprints, spect fleations,
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mold loft templates and job orders to layout parts to be fabricated
from heavy metal. When necessary they make forms, jigs and templates.
Work 1is performed within the shop and aboard ships.

Coppersmith - Shoy 56

The apprentice entering this trade will be taught to lay out pipe
sections and fabricate speclal pipe fittings from sheet copper, brass,
copper nickel and other metals and alloys. He will learn to cut, bend,
and shape pipe sections using shop machine for both hot and cold
forming methods.

*Electrician ~ Shop 51

The apprentice entering this trade is taught to disassemble electrical
equipment, trace circuits and locate defects, - and renew wiring,
brushes, electrical connections and insulating parts. He will be
taught to lay safety devices, transformers, and recording instruments
on switchboards and panels. He will also learn, 1in connection with
ship repair and overhaul, to install and repair electrical cable and
wiring systems for ship's power, light, communications and control
circuits. He will be taught to run pover supply circuits to radio,
radar, sonar and gyro equipment and to test and inspect generators,
motors, ship's control equipment and manual-to-dial telephone systems.
He will learn to 1install switches, circuit breakers, regulators,
meters, relays and similar items.

*Electrician - Shop 99

The apprentice entering this trade will be taught to compute electrical
load and lighting requirements for overhaul work and to plan, install
and operate power digtribution and lighting equipment sufficlent to
meet these requirements. He will be taught to install and maintain
shore power to ships, including general purpose 440 VAC power and
special application power systems including DC power, 400 HZ and
4160 VAC power. He will 1learn to disassemble, test, troubleshoot,
repair and assemble generating equipment, power distrubution equipment,
including transformers, rectifiers, circuit breakers, switches, fuses,
mechanical connectors and cable. He will 1learn to install,
troubleshoot and repalr timekeeping systems, telephone and intercom
equlpment, alarm Systems, announcing systems and closed circuit
television surve’llance equipment.

*Electronics Mechanic (Maintenance) - Shop 06

An electronics mechanic (maintenance) performs a wide variety of
nonspeclalized work maintaining and repairing shipyard industrial
equlpment which wuses electronic control ecircuitry. Included are
willing machines, lathes, welding machines (fixed spot welders as well
43 portable arc welders), magnetic particle Inspection machines and
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automatlc sandblasting equipment. This may encompass circults
utilizing mechanical switches or digital logic components in computer
controlled machinery. {(Numerical Control Equipment); etc.

Ordinary electrical hand tools are used 1n the trade. Test equipment
guch as wulti-meters, logic probes, oscilloscopes and electronic
counters is used as required. A strong mathematics/physics background
and a high mechancial aptitude axe desired in persons applying for this
trade.-

#*plectronics Mechanic — Shop 67

The apprentice in this trade will be taught to solder, make up plugs
and connectors, find and change faulty electrical and electronic
components, read various kinds of prints, and to understand and apply
basic, intermediate, and advanced electronic theory. He will assist
mechanics and system mechanics in the ripout, installation, hookup,
repalr, and checkout of electronic and fire control systems and
equipuent {ncluding, but not 1imited to antennas, radars, missile
launchers, SONArs, electronic counter measures, inertial navigation
systems, BYTO compasses; communications, weapons directions equipment,
nuclear reactor {nstrumentation and controls, .and antisubmarine warfare
equipnent, and advance to leading these jobs himself. Some trade
requirements are the ability to climb tall ships masts, to 11ft and
carry heavy equipment, to install large and complex cabling systems, to
readily discern electrical color codes, to work in confined spaces, to
work around lethal voltages, and to work in highly classified security

areas.

#glectrical Equipment Repairer — Shop 06

Electrical Equipment Repairers test, troubleshoot, repair and overhaul
a varlety of electrical devices including control circuits for the
electrical equipment throughout the shipyard. They use test equipment
such as multi-meters and amp-probes. They refer to electrical
gschematics, diagrams, and blueprints 1in performing thetr daily work.
They will have a basic knowledge of electrical and electronic theory.
The work they perform will be in accordance with the standards set
forth by the National Electric Code. They recelve assignments from
their foreman and are expected to complete the assignment with a
minimum of supervision.

A strong mathematics/physics background 1is desired. Trade theory
classes will include electrical and electronic theory, motors and
generators, industrial equipment, and advance electricity and
electronics.

EléctroPIater - Shop 56

The apprentlce entering this trade will be trained 1in the procedures
for preparing material to be electro-plated such as grinding, use of
acid and caustic cleaning solutions and the masking of areas not to be
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plated. He/she will recelve training in basic electrical theory, the
mixing of plating solutionms, and specialized operations 1including
anodizing and engraving. Apprentice will be trained in the properties
and uses of electro-deposited metals such as gold, silver, platinum,
cadmjum, copper and zinc and will become familiar with the operation,
adjustment and maintenance of the electro-plating equipment.

*Machinist - Shops 06 & 31

The apprentice entering this trade will be taught to set up and operate
various machine tools including various types and sizes of lathes,
boring mills, shapers, planners precision grinding machines, and
specialized or multi-purposes machines related to these. He will learn
how to manufacture parts and items of equipment from raw stock of
different kinds of wmetals, metal alloys, and other materials. He will
learn to perform work involved in the mamufacture of castings,
forgings, weldments, and other fabrications througl the use of machine
tools and precision measuring instruments as calipers, verniers, and
micrometers. ' .

Equipment Mechanic —~ Shop 38

The apprentice entering this trade will be taught installation,
removal, alignment and repalr of ship's main propulsion machinery,
auxiliary engines, ordnance machinery, and such other ship®’s machinery
as elevators, catapults, cranes, pumps, fire fighting equipment. Work
assignments will include but not to be limited to submarines, surface
ships, shop work, diesel engine repair, and small boat mechanical work.
He will learn to perform on-site machining of parts and equipment
utilizing tools such as boring bars, portable milling machines,
drilling machines, and precision measuring instruments such as
calipers, verniers, and micrometers.

Molder - Shop 31

The apprentice entering this trade will be taught to construct sand
molds by various machine methods for use in making metal, malleable

. iron and steel castings. The skills training will include the
assembling of patterns and components parts and preparing molds by
packing or ramming suitable materials, such as sand or loam; around the
pattern. He will learn how to pour or to direct the pouring of molten
metal into mold, using knowledge of heat of metals to determine when to
pour and speed of pouring.

Painter - Shop 71

The apprentice entering this trade will be taught how to prepare wood
and metal surfaces for painting, also metal parts, equipment, intcriors
and exterlors of buildings, surfaces of vessnels, and other structures
using brushes, spray guns and other means of application. He will be
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taught how to wmix paints, base materials, thinners :nd plgments to
learn how to set up and adjust spray equipment or other power painting
equipment, including alr compressors. ‘

Insulator - Shop 56

The apprentice entering this trade will be taught the 1insulation of
pipes, valves, ducts, fittirys, boilers, tanks and similar structures
using materials such as cork and fiberglass. He will learn to saw and
cut insulation to fit structures, secure and cement it in place and to
cover with appropriate fabric, and sew joints and seams. He will be
taught toc fabricate molded section of imsulation for special parts by
cutting various segments of insulation with mitre box, fitting
different parts together and cementing then.

Pipefitter - Shop 56

The apprentice entering this trade will be taught to lay out piping
systems and sections aboard ship and plan their assembly in relation to
walls, obstructions, location of machinery and similar consideration.
He will learn to cut, bend, thread, and assemble pipe fittings, to make
various kinds of pressure tight Jjoints, to bore holes necessary to
permit passage of pipe and to install piping and supporting fixtures.
He will also have to secure and connect to plping systems various
fixtures such ag radiators, laundry and galley equipment, pumps and
- tanks.

Pipefitter - Shop 99

The plpefitter apprentice will learn to fabricate and repair piping
system components. Learn to select the proper types of valves and
fluid system control devices by their applications and characteristics.
He will learn to disassemble, inspect, repair and test various types of
valves; e.g. gate globe, pressure reducing, check butterfly. He will
be taught to measure, cut, thread, bend, soft solder, silver solder and
braze pipe. Operate shop equipment such as plpe cutter, threader,
drill press, grinder, abrasive saw, power hack saw, hydrostatic test
equipment, banding machine. He will learn to install, maintain, test
all types of portable hoses for temporary service air, water, steam for
ships and other shipyard crafts. The apprentice will learn to apply
sanitary and health regulations pertalning to potable water, sewage
disposal and waste water systems.

Rigger — Shop 72

The apprentice in this trade is trained to seilect and attach hoisting
and pulling gear for 1lifting, moving and positioning heavy machines,
items of equipment, large structural parts and other heavy loads. e
will learn to estimate weight and center gravity, plan welight
distribution and other weight handling equipment by standard signals,
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and to devise means of moving and controlling the movement of heavy
equipment through narrow openings and in confined spaces. He will also
learn to install and repair rigging on ships, such as small boat
handling gear and arresting gear and acquiring the skills necessary to
rig and hang scaffolds and stagings for use of various trades.

Fabric Worker - Shop 72

The apprentice entering this trade will be taught to lay out and cut
canvas and other materlial in order to fabricate awnings, sails, boat
canopies, weather and protective cloths and covers of all types for use
on decks, machinery, instruments and accessories. He will learn to
work from blueprints and specifications or work sketches in order to
lay out drawings and .material. He will learn to assemble sections,
form hems and fold and sew sections in order to resist wear at support
points. He will also work in grommets, metal fittings and fasteners.

*Sheetmetal ~ Shops 17 & 99

Apprentices entering this trade will be taught to shear, notch and
punch, drill, form and otherwise shape sheetmetal, using shears, rolls,
saws, forming machines and other metal fabricating machines. The
trainees learn to lay out the work from blueprints, sketches, and work
orders employling geometry and trigonometry to lay out flat forms which
will form required three dimensional shapes. Trainees will learn to
Join parts by riveting, bolting, screwing, spotwelding, soldering, and
various seams. Trainees will also learn to assemble, modify and/or
install sheet metal products such as: heating, air condition,
ventilation systems, file cabinets, desks, tables, and galley
equipment, bulkheads, and false ceilings.

Shipfitter - Shop 11

Shipfitter mechanics develop, lay out, fit, bolt, assemble, and erect
ferrous, nonferrous, exotic metal and plastic plate. They shape pipe
when used to form a part of a structual assembly in connection with
ship construction, alteration, and repair. They manufacture and
install interior and exterior 1items such as: bulwarks, catapult
structures, coamings, doors, foundations, gratings, hatches, hawse
pipes, Jjack rods, 1ladders, magazines, nmasts, kingposts, racks,
railings, sea chests, stancheons, stowages, tanks, ~trunks, yardarms,
and hull zincs. They repair and/or replace damaged ship structures and
fittings. They prepare surfaces for welding, burning, or riveting.
The work is accomplished using miscellaneous. hand, electric, or
pneumatic tools and precision toolg guch as: micrometers, depth
gauges, callpers, and transits for close tolerance work.

Shipwright - Shop 64

The apprentice entering this trade will be taught to builld supporting
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cradles for drydocking vessels. He wiix learn to position, build up,
and secure keel blocks, bilge blocks, and other structure: upon which
the vessel will rest.. He will also learn to pesition blocks and other
structures in relationship to frame lines so that weight of ship will
be evenly supported and distributed. He will 1learn to construct
staging for ship work and build temporary wood supports and shoring.

Welder - Shop 26

The apprentice welder performs welding tasks, upon certification, in
all current processes, (shielded metal-arc, gas metal-arc,
oxyacetylene, gas tungsten—arc) on various metal alloys (carbons
steels, high yield steels, stainless steels, aluminum, copper, and
nickel) generally under the guidance of a . journeyman welder or
instructor. Job training assignments will involve tasks on the
waterfront and the shop sites both indoors and outside.

Woodcraftsman — Shop 64

The apprentice entering this trade will be taught to assemble,  fit,
install, and repair wooden bulkheads, doors, paneling, berths, and
Jadders. He will learn to make tables, desks, chairs, cabinets, and
other items of wooden furniture. He will also 1install fiberglass
plastic, formica, and other types of thermal and accustic insulation. .
He will learn to operate various types of woodworking machinery and
hand and power tools.

Boatbuilder — Shop 64

The apprentice will learn to construct, modify, repair, and outfit wood
and plastic boats (except tug boats and barges) up to 10C feet in
length, and to manufacture, repalr, and modify all plastic components
for boats and shipboard systems. He will learn to develop molds for
mamufacturing new components; to fabricate canopies, ‘rudders, and
battery boxes, to mill components such as stems, keels, and engine
foundaticns. He will also be taught to construct suitable jigs and
fixtures from lofted molds and to assemble component parts of a boat,
to repair, overhaul, and salvage deteriorated or damaged components, to
{nsure that boats are watertight, to install and assist in installing
components such as engines, rudders, steering systems, and electrical
equipment, and to furnish wood surfaces.
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