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ABSTRACT

OCCUPATIONAL AND ORGANIZATIONAL DETERMINANTS
OF BEHAVIOR AT WORK

By

Catherine Begnoche Smith

This dissertation examines the role that organiza-
tional and occupational variables play in determining the
importance individuals attribute to their work involvement
and their corresponding level of behavioral dedication to
work.

After reviewing the literature concerning work
motivations, work settings and organizational structures,
several propositions were presented for empirical assessment.
These propositions centered around the thesis that perceived
potential for reward at work directly affects individuals'
levels of self-investment in work, which in turn determines
extent of dedication to work. Furthermore, the greater the
Perceived potential for reward at work, the greater the
pProbability that workers will quit only to enter more
rewarding jobs. Those lacking self-investment in work were
expected to quit for random, non-career reasons. Tying
these ideas into research on organizational and occupational

factors, the general propositions were modified to suggest



# sone aspects of fc
ience upon workers 'P

The study used
“ieleentary and se

£z occzpational categ

23 could be compas

niizational records
;:;:siticn-testing.

In adapting the
i elucation €xploye

t"; [3S

~ L dig teachers ;
< e, According to
S eyhing

< ehibit Sreater .

U Vith:
TN Rdsl

= thoge Categq,



Catherine Begnoche Smith

that some aspects of formal structure should have great
influence upon workers' perceptions of reward potential.

The study used a sample of teachers and principals
in 53 elementary and secondary schools in Michigan so that
four occupational categories in a range of organizational
settings could be compared and contrasted. Survey data and
organizational records were used as sources of data for
proposition-testing.

In adapting the general propositions to the case of
public education employees, it appeared that principals and
secondary personnel faced a more advantageous reward struc-
ture than did teachers in general or elementary personnel of
any type. According to the propositions, then, principals
should exhibit greater self-investment in work than teachers
and, within those categories, secondary personnel should
have higher self-investment in work than elementary per-
sonnel, with related differences in level of dedication
to work. Intra-occupationally, the propositions suggested
that schools with higher scores on hierarchy, specializa-
tion, use of universalistic criteria of evaluation and
lower scores on centralization of authority should encourage
greater self-investment and dedication in their employees.

The propositions relating perceived potential for
reward at work to both self—ipvestment in work and dedica-
tion received considerable support from the data comparing
the four occupational groups. However, intra-occupational

analysis discriminating very finely among organizational
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Catherine Begnoche Smith

patterns produced weaker and less consistent support for
the propositions. Whether the intra-occupational differ-
ences were simply too small to show much effect can only

be answered by further research. Since it proved impossible
to infer bases for job-leaving, the apparent differences in
mobility patterns could not adequately test the relevant
propositions. The propositions received indirect support
from the fact that several competing explanations of work
behavior were tested simultaneously and found lacking.
Neither sex of worker, age of worker nor level of job
satisfaction explained patterns of variation in self-
investment or dedication to work as well as the structural
explanation, although age was related to participation in
union activity.

This research makes a contribution to the subject
of work motivation by showing that bureaucratic organization
does not necessarily discourage involvement in work, even
for professional workers. This study tested a new perspec-
tive on the bases of variations in work behavior, rather
than relying on the problematic and unconvincing theories
offered by researchers concerned with the impact of job
satisfaction or variations in human relations techniques.
Instead, this disser;ation offers a more complete explica-
tion of the process of involvement in work and presents
evidence that the structure of opportunity at work, as
shaped by occupational and organizational factors, may have

major consequences for worker perceptions and behavior.
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CHAPTER I

INTRODUCTION TO THE RESEARCH PROBLEM

Work has been an inescapable and central activity
throughout the history of mankind. Only during the last
century, however, has there been much interest in or
attempted systematic explanation of the social aspects of
work. In recent decades, we have witnessed an increasing
effort on the part of social scientists concerned with
classifications of types of work and explanations of
individual differences in work behavior. For instance, the
recent concern over the problems of professional workers
in bureaucratic settings provides clear evidence that the
sociology of work, which attempts to integrate occupational,
organizational and individual variables, has so far failed
to provide consistent and logical explanations of worker
behavior.

In looking at the progression of dominant research
ideas and assumptions in the area of work, we see two major
assumptions underlying most modern attempts to explain
worker behavior. The first assumption is that certain

structural conditions and managerial principles maximize
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job satisfaction, need satisfaction or morale of workers.
According to the second assumption, differences in satisfac-
tion levels explain variations in such things as worker
performance, absenteeism, quitting and interest in work.

One further assumption has been that females and female
occupations are characterized by lower performance and
dedication levels and that structural differences have little
impact on female behavior. The major research concern,
stemming directly from these assumptions, focused upon those
structural and managerial conditions that are most satisfy-
ing for male workers. There has been little attempt to
validate any of the assumptions and thus very little interest
in comparison of males and females in the same occupations
and even less interest in the possibility of establishing
any non-attitudinal explanation of work behavior.

This dissertation lies within the general tradition
of the sociology of work in its emphasis upon structural
variables affecting workers. However, this study diverges
from the traditional perspective in two major ways: by
directly focusing upon behavioral dependent variables,
irrespective of satisfaction levels and by considering
variations in structural conditions in more than one occupa-
tional category and for both males and females.

The questions whose answers will be attempted in
this dissertation are: "Are members of one occupation
gsimilar in behavior even in very different organizational

environments?" and, even more importantly, "Do structural
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variables predict behavioral patterns of workers irrespec-
tive of satisfaction levels, sex or age of workers?"

The theoretical basis for this study lies in three
broad areas of sociological research. From social psychology,
the dissertation depends upon exchange theories regarding
the importance of possible and actual rewards as a basis
for continued involvement of individuals in an activity
area. The symbolic interactionist concepts of self-esteem
and reference groups are also important elements of this
dissertation.

From occupational research, this study uses descrip-
tions of occupational differences in rewards, mobility and
arbiters of work roles and some recent attempts to relate
these variables. The third area of theoretical concern,
formal organizations, is the source of several ideas that
suggest a framework for occupational differences in oppor-
tunities and for intra-occupational differences based upon
characteristics of focal organizations. Theories of bureau-
cracy, involving variables such as hierafchy, centralization
and specialization suggest variations in the types of
constraints upon workers and point to the importance of
systematic variation of both occupation and organizational
setting.

while using these elements of conventional sociolo-
gical research, this dissertation proposes very different
types of relationships'among the variables than those found

in typical research in the sociology of work. The most



izortant area of d:
dreaucratic organi:
ns2arch ermphasizes
#ative effects (s
“nhauser, 1965).
This disse;
2208s i the bu;

=2 worker behavi.

e

~#I5) by perpyt.
o

energy in

ler

S t0 concer t

N
caa

SO

o Datig ‘
< ‘:cns f

Sas Our foc
‘*:teh <



important area of difference centers around the effects of
bureaucratic organization upon employees. Most contemporary
research emphasizes the existence of negative effects of
bureaucracy and attempts to explicate the reasons for such
negative effects (see Blauner, 1964; Scott, 1965; or
Kornhauser, 1965).

This dissertation, however, proposes that several
elements in the bureaucratic model may have positive effects
upon worker behavior and self-esteem, even for professional
workers, by permitting greater potential rewards for invest-
ment of energy in work-role performance and by permitting
workers to concentrate energy in areas appropriate to their
training. I suggest that nonbureaucratic situations are less
likely to offer these advantages to workers. I do not
expect, however, that the relationship between bureaucratic
structure and worker dedication will be linear and positive;
rather, it seems likely that some elements of bureaucrati-
zation will, up to some maximum point, encourage dedication
on the part of workers. 1In the interest of simplicity,
propositions will be stated in linear terms.

Fifty-three public elementary and secondary schools
in five large Michigan school districts comprise the sample
of organizations studied. Bureaucratization at both the
district and the school level.will be analyzed. From the
many occupations whose members are employed in these organ-
izations four focal occupations were chosen for study:

elementary and secondary teachers and principals. Data
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from organizational records, employee surveys and state of
Michigan records are used to study the questions raised in
this dissertation.

This study offers both theoretical and practical
contributions to the existing literature on work and on
education. First, I expect to clarify the impact that
various organizational conditions make upon the professional
behavior and the perceptions of teachers and principals. A
byproduct of this particular focus will be a test of the
validity of the occupational distinctions made between the
elementary and secondary levels in education. Furthermore,
I hope to identify the relative importance of district and
of school structural variables and of student compositional
variables upon teacher and principal responses. Finally,
this dissertation will attempt to identify the actual impor-
tance of individual variables such as age and sex as factors

underlying worker behavior and adherence to occupational

norms.

Outline of the Chapters

The research shall be presented as follows:
Chapter 1I contains the literature relevant to the research
qQuestion, the derivation of the propositions and the con-
Crete research hypotheses.

Chapter III contains a description of the logic of
the Tesearch design, the sites and sample characteristics.

The . . . « s
TAationale for measuring the variables, the statistics
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used and the analysis procedure are also discussed. Chapters
IV through VII present data and analysis, while Chapter VIII
concludes the dissertation with a summary and ideas for

future research.
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CHAPTER II1

REVIEW OF THE LITERATURE AND DEVELOPMENT

OF PROPOSITIONS

Introduction

The organizational structure of public education has
been undergoing radical change in recent years with the
implications of new laws and new organizational tasks
finally being felt at the local level. Population shifts
and district consolidation have interacted with increasing
specialization of school personnel and with recently success-
ful attempts at collective bargaining to create very dif-
ferent organizational patterns and problems than previously
seen in the United States.

One effect of these recent changes is the creation
of a more heterogeneous population of school structures and
of school personnel, even within school districts of similar
size and locale. These facts present a prime opportunity
for the study of occupational members across organizational
settings. Most research concerning the effects of structure

upon workers has considered either occupational variation



dlome or else organiz
%iined classes like
twever, takes advant
gation to examine
tnal and organizatj

*reptions of worke)



alone or else organizational variation within broadly
defined classes like "professional." This dissertation,
however, takes advantage of cumulative changes in public
education to examine systematically both specific occupa-
tional and organizational determinants of behavior and

perceptions of workers.

The Job Satisfaction--Morale Hypotheses

During the last few decades, social scientists have
devoted much time and effort to the study of workers and
their jobs in an attempt to discover the determinants of
effective performance. There has been no abatement of
interest on the topic in recent years, largely because the
net accumulation of hundreds of studies (1500 by 1957--
Herzberg, et al., 1957) has failed to produce any consistent,
logical explanation for phenomena such as job satisfaction,
performance levels and efforts, turnover rates or intensity
of interest in work.

Any review of the literature on the subject of job
satisfaction (for example, see Herzberg, 1957 or Vroom,
1964) shows that the most common working assumption in such
studies has been the idea that workers' job satisfaction or
morale directly leads to similar levels of productivity and
dedication to work.

FPor instance, in one specific test of the idea that
satisfaction promotes greater productivity, Katz, Maccoby

and Morse studied employees of an insurance company.
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Comparing highly productive and less productive sections,
they found no difference in type or level of mean satisfac-
tion of workers (1950). Katz, et al., then replicated the
study using employees of a railroad company and establishing
results very similar to those of the first study (1951).
Likert, however, in attempting to rescue job satisfaction

as an important variable underlying worker behavior, dis-
missed results like those of Katz et al. with the suggestion
that the level of skill required to perform the job is an
important intervening variable, such that satisfaction and
performance will be more strongly related in highly skilled
jobs (1961). Vroom's review of the empirical evidence for
this proposition, however, showed that the differences
observed across skill levels usually are very small, although
in the direction predicted by Likert (1964).

Further evidence that seriously damaged the credi-
bility of the satisfaction-morale explanation of worker
behavior was evaluated in a recent Department of Labor
monograph. This review of research results showed that job
satisfaction appears to affect turnover, absenteeism and
sabotage but not productivity level (1974). Both Parnes
(1971) and Mangione (1972) have offered considerable
evidence regarding the negative relationship between satis-
faction levels and turnover rates. The relationship of
satisfaction and absenteeism is somewhat less clear (see
Katz and Kahn, 1965 and Ingham, 1970). It appears, however,

that the naive assumption that satisfied workers will be
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better in every way may require further specification and
analysis.

Even a cursory review of research findings regard-
ing work behavior raises very basic questions about the
social-psychological and structural bases of worker behavior.
What makes workers happy? An even more critical question
may be: Why have social scientists assumed that happiness
affects behavior at work?

A great number of contradictory ideas and fragments
of data can be cited in attempting to explain the widespread
acceptance of these assumptions.

In answering the first question, concerning the
factors underlying job satisfaction, one of the most firmly
established research findings is that job level, in a
hierarchical sense, has a great effect upon stated satisfac-
tion with work (see Gurin et al., 1960, as an example).
Attempting to explain that fact, some researchers have sug-
gested that differences in work roles and situses (such as
differences in complexity, status, pay, type of work, pro-
motion possibilities, autonomy, etc.) are basically hier-
archical in distribution and that these are critical deter-
minants of job satisfaction. Supporting this argument, Katz
cited the dissatisfying effect of repetitiveness of work
(1954) , which is more often a characteristic of jobs low in
a hierarchy. Walker and Guest studied the effects upon
workers of mechanical pacing of work and control of only a

few basic operations and found that both variables produced
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dissatisfaction and both occurred mainly at low hierarchical
levels (1962). Attempts to make low-level jobs more like
higher level positions, by changing some aspects of job
structure, have appeared to make employees somewhat happier
(see Guest, 1957, and Lawler, 1969).

Evidence from other sources suggests that use of
workers' abilities, opportunity for self-expression and
overall mental health appear to be hierarchically related
and to affect satisfaction levels. Promotional opportuni-
ties and history also affect satisfaction but are less clearly
linked to position in the hierarchy (Brophy, 1959; Vroom,
1962; Kornhauser, 1965; Morse, 1953; and Spector, 1956).

Whether one explains satisfaction levels in terms
of the fulfillment of psychological needs, the opportunity
for status-improvement or purely extrinsic factors like pay
and conditions, each of these appears related to the hier-
archical level of the job. But while this statement shows
some progress has been made in identifying factors respon-
sible for satisfaction levels, much less progress has been
made in establishing the importance of satisfaction as a
predictor of behavioral phenomena. Vroom, for instance,
summarized an extensive body of literature describing bases
of job satisfaction but found that this literature had
identified no general effects attributable to satisfaction
(1964). In particular, the assumption that job satisfaction
would promote worker performance efforts has failed to

receive general empirical support. One might question the
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bases for this assumption, though--is there any logical
basis for expecting satisfaction to be reflected in per-
formance?

One might just as reasonably propose that satisfac-
tion is only a hairbreadth from satiation, which probably
would not stimulate efforts to improve performance. This
perspective, that satisfaction is an ineffective basis for
stimulating productivity, is a basic concern of several
researchers, notably Argyris, Vroom and Faunce. They sug-
gest that workers require stimulation and the potential for
meeting personal needs through work, in order to be moti-
vated to expend much energy at work. From this perspective,
income, status, peer approval and sensitive supervisors
(all considered important by mainstream management theorists),
not provide adequate incentive for worker dedication. Some
rewards may even be a source of further alienation by divert-
ing attention away from the characteristics of the job
itself, producing what Seeman has called "self-estrangement"--
a lack of involvement or interest in work itself. Israel
suggested that such alienation produces in workers a concen-
tration on time--how much time it takes to do a job, how
quickly time flies, and so forth (1971). Thus a worker may
be satisfied with the physical conditions and rewards of
the job without developing any interest or involvement in
the substance of the work. Only if the work stimulates

interest would one expect performance levels to be affected,
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since improved performance may require more time, more
concentration and less clock-watching.

Carrying the criticism of the conventional approach
further, even the apparent strengths and contributions of
job-satisfaction research may be illusionary. For instance,
it appears that job satisfaction is related to turnover
rates since several studies have cited correlations between
the two. However, uncritical acceptance of this relation-
ship requires one to assert that the specific case of job
satisfaction and propensity to quit is unlike the more general
relationship of personal satisfaction and likelihood of
disengaging from any social relationship. The general rule
was suggested by Thibaut and Kelley, who pointed out that
individuals do continue their involvement in low satisfac-
tion situations if the degree of satisfaction in the current
situation is larger than anticipated levels in perceived
alternative situations (1959). Thus, some qualification of
the observed correlation between job satisfaction and turn-
over may be required. Dissatisfaction alone may not be
enough to produce job-leaving. And, conversely, job leaving
cannot be attributed only to low satisfaction. Many surveys
during the last decade have established that 89 to 92 percent
of American workers say they are satisfied with their jobs
(Gallup polls and others cited in Department of Labor,
1974). Labor statistics show the monthly turnover rate

hovers around 2.1 percent per month--about 25 percent per

year.
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The'impqrtance of perceptions regarding the poten-
tial for satisfaction in alternative job situations as a
factor ugdérlying qguit rates has been supported by economists
concerned with intérindustry'Variations in quitting. In a
study of manufacturing workers, Armknecht and Early found
that changes in the availability of jobs have been the major
discernible factor in the fluctuations in the quit rate of
an industry (1972). This corroborates earlier research in
British industries (Behrend, 1953). Since most workers
cannot simply quif but must instead try to change jobs, the
importance of dissatisfaction as a basis for the decision to
quit, suggested by Parnes and Mangione, must be qualified by
consideration of the worker's perception of the current labor
market conditions. Possibly workers start organizing
rational explanations, in terms of dissatisfactions, once
they have started looking for another job. This possibility
suggests that the correlations found by both Parnes and
Mangione are not meaningful and that the supposed relation-
ship between dissatisfaction and turnover may be spurious.
Many more workers perform routine, alienating ‘tasks but see
no chance at improving their job situation; hence they do
not bother to organize ideas about dissatisfaction. I
expect that only those workers who define their current
positions as temporary or soon ended are willing to tell
researchers_about major sources of dissatisfaction or to

give negative overall evaluations of the current job.
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To restate the major criticism of the popular
assumption that low job satisfaction causes high turnover
rates, research evidence suggests that over 80 percent of
the variation in rates of turnover over time can be
accounted for by fluctuations in the business cycle that
determine the difficulty of finding a new job (Department
of Labor, 1974). One must ask whether the concern for
finding the right job or the interesting job that workers
expressed during the sixties might not reflect the tight
labor supply in many areas. The structure of opportunity,
in terms of labor market conditions, appears to have a
great effect on quit-rates; it remains to be seen whether
any aspects of organizational structure have an equally
potent effect upon inter-organizational variations in quit-
rates of each occupational group.

Rather than accepting the traditional assumption
that certain organizational features, such as elements of
bureaucracy or formality, inevitably produce dissatisfaction
and high turnover, a more productive study requires the
integration of ideas from mainstream social psychology with
recent developments in the analysis of organizational and
occupational structure, in an effort to establish some

structural bases for worker concern with job performance.

Exchange Theory and Dedication to Work

If one considers work just one of the many areas of

activity in which individuals expend energy, it is
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appropriate to apply to the sociology of work some more
general ideas that exchange theorists use to explain
behavior in general. One explanation of the processes,
calculations and decisions required for an individual to
enter into, continue or break off involvement in some
activity or interaction was offered by Homans and further
explicated by Blau and by current research on problems of
equity.

Homans proposed that individuals engage in activi-
ties in order to achieve desired ends and that the intensity
of the goal-directed behavior depends upon the desirability
and likelihood of achieving the goal. He suggested that
persons who feel they are over-rewarded will respond by
increasing attention and effort to bring into balance this
awkward situation, while those who feel underrewarded wil}
be angry and less likely to devote attention and effort to
the situation (1961). The exact conditions under which
principles of equity are called into play, the size of dif-
ferences from expectations necessary to change an actor's
activity pattern and the importance of perceptions of
alternative rewards from competing involvements have been
investigated by a number of researchers and propositions
regarding this entire phenomenon have been systematized by
Adams (1965).

Many theorists concerned with work behavior have
used exchange or equity-type assumptions regarding human

motivation (such as the early idea that increasing pay
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would increase productivity of workers) but, until recently,
few sociologists consistently acknowledged the similarity
between work behavior and other exchange-based behavior.

When one analyzes the relationship between employee
and employer, the exchange process involves costs to the
worker, such as time and energy expended at work, and costs
to the employer, such as salary, benefits and training. 1In
the exchange, the costs of one become the rewards of the
other. In analyzing these exchanges between employee and
employer, one asks how much cost each protagonist must
assume in order to induce the other to continue interacting.
Most research investigating this type of exchange has con-
tinued to rely upon individualistic assessments of rewards
and costs alone or, from the opposite perspective, ha§
treated all workers as one group facing exchange partners
in the form of more or less bureaucratic structures.

Recently, however, Faunce proposed a fresh explana-
tion of differences in levels of self-investment in work,
borrowing heavily from ideas suggested by researchers who
explored the idea that workers are not wqually dedicated to
work. Vroom and Dubin each brought to the study of work
motivation some consideration of the place work has in the
context of the individual's whole life, an idea sadly
lacking in traditional studies of job satisfaction.

Faunce, Vroom and Dubin each were concerned with
workers' statements about the importance of work to the

self, ego or identity and each expected that such statements
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would be corroborated by actual behavioral variations at
work. These three writers differ from the typical job-
satisfaction or morale researchers in their recognition that
satisfaction is meaningless if the activity or situation is
not important to the satisfied individual. When work is
meaningless and automatic, one's performance may not be
critical to identity or self-esteem but one may still report
satisfaction with work. In one discussion of this problem,
Schacter et al. pointed out that assembly line workers
typically say they are satisfied with their jobs and that
this is possible because the assembly line operation
"quickly becomes a peripheral, almost automatized or stereo-
typed pattern of behavior like walking" (1961). Because the
work is so repetitious and automatic, it does not intrude on
the individual's identity or demand much besides time. For
the same reasons, satisfaction or the lack of it is unlikely
to affect one's automatic performance very much. From the
perspective offered by Vroom, by Faunce and a few others, only
when work is lesé automatic and more important to self-
evaluation does a worker become concerned about performance.
Faunce, for instance, suggested that people invest
time and energy in those areas of life where success and
consequent high self-esteem are expected (1968, 1972).
From this perspective, workers who devote great amounts of
time and energy to their work, even to the neglect of other
roles, are those who see work as a major source of self-

esteem and who value strongly a favorable self-image.
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Faunce suggested that white-collar work in general and
prestigious occupations in particular are likely to be
characterized by greater self-investment on the part of
workers than are other occupations. This suggestion fits
with earlier evidence that worker alienation decreases,

as hierarchical level and status of work increases (Blauner,
1960).

The ideas elaborated by Faunce are logical exten-
sions of the literature symbolic interactionists have pro-
duced regarding the concept of self-esteem. Rosenberg
(1968) suggested that people select values, friends and
situations (such as occupations) which permit maximization
of self-esteem. Manis (1951) found that one's evaluation of
self depends largely upon perceptions of evaluations made by
significant others. The best way to maximize self-esteem,
then, would be to concentrate time and energy in activities
that demonstrate to others one's ability, while minimizing
efforts in areas of incompetence (see Zaleznick, et al.,
1970 for an example). Once central features of identity
are chosen, individuals seem to be relatively impervious to
inadequacies of performance in areas peripheral to this
identity (one interpretation of Waisanen, 1962).

Only if work has been established as important to
one's self-esteem will expectations of success or failure
at work be important determinants of behavior. But since
the structure of work determines the visibility of individual

performance, the likelihood of recognition (flattery, pay
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raise, promotion, etc.) and the difficulty of good perfor-
mance (hence of rewards too), workers' initial investment in
work should be determined by perceptions of the structure of
work.

If this hypothesis is correct, the observed relation-
ship between status level of work and extent of alienation or
dedication of workers suggests that most workers make a
fairly realistic appraisal of the likely return on invest-
ments in different types of work. Thus the typical non-
involvement of unskilled workers represents a socially
rational decision to withhold energy from an area of life
that offers little chance for individual recognition,
challenge or reward (also see Chinoy, 1955).

One basic assumption of the proposed explanation of
dedication and alienation is that occupational choice is not
perfectly free. Assembly line workers are lacking in oppor-
tunity for involvement in work, rather than lacking in need
for self esteem or in ambition. According to this model,
the personal characteristics of workers are considered much
less important than structure of work in determining the
usual level of self-investment in work for members of each
occupation. Probably, if individuals currently working in
high status occupation, devoting much time and effort to
work, were to start their careers again, this time in an
assembly line, they too would exhibit, on the average,

little investment of concern or interest in their work.
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The exchange assumptions underlying this model are
reiterated in Faunce's suggestion that, even for very
successful people, self-investment is likely to decrease
if there is little likelihood of future return on self-
investment (1972). Thus people approaching retirement,
female workers and minority members may perceive little
opportunity for returns no matter what level of status
already attained. I expect that structural limitations on
future returns will be more important than personal idio-
syncracies or past experiences in predicting self-
investment levels.

Partial empirical support for these hypotheses was
offered by Sofer, who argued that advancement was of over-
whelming concern to the middle-level British managers he
studied (1970). In attempting to explain this phenomenon,
Sofer, like Faunce, pointed to the literature on self-
esteem maintenance, suggesting that, to bolster his self-
esteem, a manager needs some movement along a gradient
indicated by others and accepted by himself as appropriate
for a person of his capabilities. Sofer suggested that
colleagues and superiors were used as reference groups
whose standards of success required career advancement in
terms of status, pay and power (also see Tannenbaum, 1974).

In summing up the status of the self-investment
idea, there are several reasons for continuing in this vein
rather than the traditional job-satisfaction area. Since

the propositions Faunce advanced are derived from theory
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and research on self-esteem, exchange relations and equity,
since they make sense within that perspective and since

they help to make sense out of the few established facts
concerning sources of job satisfaction, this explanation of
self-investment strategy seems to be worthy of further
refinement and testing. While Faunce's explanation of self-
investment shares many points in common with Vroom's analysis
of ego-involvement and with Dubin's work on Central Life
Interests of workers, Faunce's explanation of the phenomenon
of worker dedication more clearly expresses the importance
of social structural variables, particularly occupational
and ecological variables, as determinants of worker percep-
tions and reactions and more strongly emphasizes the social
nature of the standards used and goals sought by individuals
making various self-investment decisions.

Both Faunce's self-investment approach and the
earlier explanations of Dubin and Vroom offer more promising
possibilities than a simple explanation that certain jobs or
supervisory styles provide greater worker satisfaction (as
Herzberg suggested). In fact, Dubin (and Orzack, who used
his ideas) never asked if work was satisfying on its own.
Instead, the emphasis was placed upon the importance of
work in the context of ones' life, as a source of satisfac-
tion for personal goals. By contrast, it appears that
traditional job-satisfaction studies have confused a satis-
factory job with a satisfying one (for instance, see Herz-

berg, et al., 1959). Even when there is little basis for
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worker complaint, a job may not call forth personal commit-
ment or offer a means of satisfying needs for mastery,
achievement (that Vroom postulated) or self-esteem (that
Faunce, following Maslow, 1954, found crucial). Workers

may consider such jobs quite satisfactory, even if commit-
ment and energy-expenditure are held to minimum levels. No
wonder Vroom's review of the literature showed, overall,
only a .14 correlation between satisfaction and performance
(1964)! In contrast, the propositions offered by Faunce,
drawing partly on the work of Vroom and Dubin, made a
valuable contribution by refocusing attention on the central
question--what makes people see work as an important area of
life--rather than asking what makes workers say they are
happy.

Despite the usefulness of the work by Dubin, Vroom
and Faunce, one problem that still remains is the concentra-
tion upon workers' feelings and attitudes as dependent
variables. While purely attitudinal studies have been very
popular in the research on work and organizations, there
have been very serious charges regarding the meaning and
usefulness of the concept "attitude" itself. In most social
research, in fact, DeFleur and Westie (1963) and Blumer
(1955) have suggested that attitude studies tell little
about the relation of attitude to action. As an alterna-
tive, Blumer proposed that researchers concentrate on the
self-interaction process in which individuals define and

select aspects of activities that affect later actions.



“wever, DeFleur and

acxable of reachin

tizination Blumer's

In searching
“& st consider bo:
®en that one att
Htuztion makes sens
Ziectiong., Perhaps
titudes, per se,
%ton of the situy;
istie Sugsesteq, o:

‘1‘5“Presumab ly s

<ging definition:

n
2 “luge
( CCuny, .
::i‘t: atlonal
o



24

However, DeFleur and Westie contended that humans may be
incapable of reaching the degree of introspection and dis-
crimination Blumer's suggestions require.

In searching for an alternative to attitude studies,
one must consider both types of criticism. Blumer's sug-
gestion that one attempt to understand the individual's
situation makes sense--but so do DeFleur and Westie's
objections. Perhaps the answer is to eliminate concern for
attitudes, per se, without forgetting that individual per-
ception of the situation shapes behavior. As DeFleur and
Westie suggested, one cannot have an attitude about every-
thing--presumably some behavior at least depends upon
changing definitions of situations, rather than stable
enduring tendencies and preference. The importance of
inserting a construct such as attitude between perceptions
of the situation and behavior seems negligible. Thus
Faunce's and Vroom's propositions suggest the social-
psychological bases on which people base definitions of
situations. Traditional job-satisfaction studies, on the
other hand, offer no illumination of the principles under
which people operate in defining their situations and offer
no reason why the definition of a situation as "satisfac-
tory" should have an effect upon behavior.

A more productive research program, then, might
attempt to include objective descriptions of work struc-
ture (occupational and organizational variables), a des-

cription by the worker of the structure of his job and
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career and their place in the structure of his life and
also some measures of his work behavior--performance level,
effort expended, time devoted to work.

Unfortunately, researchers in the sociology of
work have failed to adequately conceptualize the type of
activity pattern in which workers can express high ego-
involvement or self-investment in work. Even the litera-
ture on scientists and professionals, in which statements
about alienation and commitment abound, gives little evidence
of concern for specific behavioral indicators of commitment.
Researchers feel they have done enough if they can point to
the presence or absence of professional attitudes (as in
Hall, 1968). The main alternative evidence of commitment
that is used in such studies is a measure of individual
success or failure, as evaluated by other experts (as in
Pelz and Andrews, 1966). But commitment does not necessarily
imply success that can be evaluated by outsiders. Some of
the scientists studied by Pelz and Andrews, for example,
may have been rated more successful because they were more
brilliant. Perhaps brilliance plus commitment to work
would have produced even more spectacular success!

The sole behavioral indicator of commitment that
has been used or suggested is time-budgeting. Too often,
however, the actual accounting is left solely to the sub-
ject so that grossly inaccurate estimates are likely.
Such estimates may actually reflect imagined norms within

an occupation, producing consistent over-estimation in
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some occupations and perhaps, in less prestigious occupa-
tions, tendencies to underestimate actual time spent on
work. (Equity theory may help to explain such patterns of
misperception.) While no other behavioral variable may

make a good basis for interoccupational comparison, it

might be wise to consider as well some variables that are
intra-occupationally specific. The kind and extent of
commitment activity possible may depend upon the complexity
of skills and the obscurity of knowledge called for at work.
Is there any kind of activity assembly-line workers can do,
beyond basic job requirements, that could be considered
evidence of dedication? 1Is it possible for such workers to
be dedicated to a career (requiring change of occupation)
but impossible for them to exhibit devotion to low skill
work? Perhaps the whole notion of dedication to work, with
its connotations of ego-involvement and self-investment,

may be applicable only to work involving some minimum levels
of complexity and thought. Faunce, however, suggests that
danger may be an alternative to skill as an arena for dedi-
cation in some occupations. Thus, a courageous daredevil
may be committed to work because he enjoys the exhiliration
and status his style of behavior brings (1972). Whether
some alternative to skill and knowledge is possible in every
occupation is undetermined as yet. This project will con-
sider only a few occupations that offer recognizable channels

for worker dedication.
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In attempting to avoid the pitfalls of attitudinal
research while investigating some ideas derived from Faunce
and Vroom, this dissertation uses observations from the
literature on organizational and occupational structure as
a basis for predicting inter- and intra-occupational differ-
ences in worker behavior. Similarities and differences in
structural patterns, rather than occupational labels, will
be emphasized. Definitions of the work situation and tradi-
tional attitude scales will be compared to behavioral
patterns characteristic of structural type to assess the
importance of both perception and attitude as intervening

variables.

General Propositions

Definitions

A. Self-investment: a process through which the

degree of social encounters upon self-esteem
becomes differentially distributed among social
roles (see Faunce, 1972). Indicators of area
of self-investment include use of various
standards of performance, use of various refer-
ence groups.

B. Rewards: intrinsic or extrinsically derived
gains from activity, perceived by individual to
be contingent on own behavior, within limits

imposed by structure (such as rules).
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C. Dedication to work: efforts to perform the work

role well. "Well" is determined subjectively,
based upon reference group standards. Indicators
include low absenteeism, preparation for work in
free time, extra time and attention devoted to
work (or improving work situation) beyond that
formally required for employment.

D. Purposive mobility orientation: Career planning

strategy aimed at moves to more rewarding jobs;
random, geographic and affiliative factors are

unimportant in decision to quit or stay.

Propositions

Given that an individual believes rewards crucial to
self-esteem are contingent upon own efforts, then

l. +tperceived potential for reward at work-~
tself-investment in work.

2. +*self-investment in work> 4P (dedication to work
roles).
a. +tperceived potential for reward at work-~

+P (dedication to work).

3. #tdedication to work+ 4P (decision to quit is
based on mobility orientation).
a. +self-investment to work+ +P (decision to

quit based on mobility orientation).
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b. +tperceived potential for reward at work-
tp (decision to quit is based on mobility
orientation).

4. If occupational and/or organizational structure
make purposive career orientation impossible to
achieve (or to continue achieving), tself-
investment in work+ tattempt to change structure

of work (such as through unionization).

Thus attempts to change structure may be equivalent
to dedication activity. Furthermore, it appears that per-
ceived potential for reward at work includes perceptions
regarding likely success of attempts to change structure.
Thus,

a. *tperceived success of change efforts-+

4p (continued self-investment in work).

Organizational Settings

Since most work today takes place in some formal
organizational setting, the characteristics of such
organizations are important aspects of work environments.
When researchers attempt to classify such environments,
the first step is usually the labelling of the organiza-
tion as bureaucratic or nonbureaucratic, followed by an
assessment of the impact of the bureaucratic phenomenon
(such as Scott, 1966). Despite the long tradition of

handling bureaucratization as a unidimensional, dichotomous
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variable, new evidence suggests that the elements Weber
included in the bureaucratic ideal type may not always
covary. Even intuitively, some elements seem more critical
than others.

Weber suggested that the basic elements of rational
organization included: the existence of rules, specified
spheres of competence, delegation of authority, hierarchy,
rationality derived from specialized training, separation
of administration from ownership and written records (1947,
pp. 330-2). 1In describing the condition of officeholders
in an ideal bureaucracy, Weber proposed that they would be
personally free, organized in hierarchy, have clearly defined
competencies, freely contract to fill their offices, be
selected because of technical qualifications, earn fixed
salaries related to rank, be protected from arbitrary
termination, and be promoted only according to seniority or
achievement.

Although Weber's concentration on ideal types led
many researchers to treat bureaucracy as a dichotomous
variable, recent writers have shown that the pure type
Weber described can be separated into elements that are
primarily bureaucratic and elements more accurately des-
cribed as rational (such as impersonality and technical
competence--see Udy, 1959 and Stinchcombe, 1959). In fact,
Hall's research led him to suggest that Udy and Stinchcombe
did not go far enough in describing bureaucratic reality,

since Hall found little concomitant variation among the
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dimensions of bureaucracy (1963. Further research relevant
to these ideas is found in Pugh, et al., 1968; Bell, 1967;
Montagna, 1968; Blau, 1966; Hickson, 1969 and others. The
controversy regarding bases for organizational patterns
includes: Perrow, 1967; Woodward, 1965; Mansfield, 1973;
Reiman, 1973 and Pugh et al., 1968).

Despite the ongoing debate on these issues, in this
dissertation, the various elements of the bureaucratic
model will be assessed and handled separately, with no
preconceptions regarding types of bureaucratic patterns
that might emerge. Among the advantages of this procedure
are the following:

1. It is possible that each of the elements of
bureaucracy may not have equal effects upon

worker behavior, so that hasty labelling of

organizations as bureaucratic or nonbureau-

cratic might mask actual effects of certain

elements.

2. At the same time that my basic propositions

are tested, the emerging pattern(s) of

bureaucratic elements may provide an indepen-

dent test of the dimensionality versus ideal

type controversy already mentioned.

The major disadvantage to the separate treatment of
the organizational variables is the added complexity of
analysis but the avoidance of loss of information makes

that seem an acceptable price.
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It must be noted that the dimensions studied will
not be limited to those Hall found critical. Particularly,
in this dissertation it will not be assumed that hierarchy
and centralization of decision-making are synonymous as
Hall assumed (1968). The observation that a given organi-
zation has few hierarchical levels and few managers does
not necessarily mean that authority is centralized (see
Blau, 1968 and Reiman, 1973 for evidence supporting this
statement). After ascertaining the characteristics of
each organization in the sample, I plan to consider the
effects of variations in the pattern of bureaucratization
upon behavior and perceptions of employees.

While an interest in the effects of work setting
upon individual attitudes and behavior is not new, most
writers concerned with this topic have assumed that
increasing size and complexity of work settings has made
work an alienating experience for most people (stemming
from Marx, as interpreted by Blauner, 1964; Seeman, 1967;
Israel, 1971), has decreased worker satisfaction (especi-
ally for professionals--see Scott's summary, 1966) and
thus, makes workers less willing to invest energy and
effort at work. The great concern with problems of pro-
fessionals employed in bureaucratic settings stems from
the supposition that the most idealized occupations in
modern society are incongruous with the ubiquitous bureau-
cracy of contemporary work settings. However, few writers

(notably, Hall and Blau, as previously mentioned) are
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careful to separate the various elements of bureaucracy in
their attempt to isolate the critical variable causing some
type of worker malaise (from non-professionalism to sabo-
tage). Worse, there has been little attempt to separate
organizational and occupational aspects of work.

Integrating pieces of evidence from a wide variety
of research efforts, I came to conclusions quite different
from the typical assumption that bureaucracy and favorable
worker behavior and attitudes are always inversely related.
Instead, I decided that each of the elements of bureaucracy
should be considered separately, unless there is overwhelming
evidence that a few dominant patterns of bureaucratization
can accomodate most formal organizations without loss of
critical information.

Looking at the elements of bureaucratization
separately, there is reason to believe that not all of
these elements contribute to worker alienation and lack of
commitment. For instance, Scott and Mitchell suggested
that both standardization and specialization of work may be
related in a curvilinear manner to worker satisfaction,
reasoning that lack of training and lack of knowledge about
requirements of work are as frustrating to workers as are
conditions that make work repetitive and boring, with satis-
faction (and hypothetical dedication) being maximized at
some point between these two extremes (1972).

One might expect that a similar relationship might

hold for the effects of formalization upon attitudes or
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involvement of workers. The existence of formal rules and
procedures may eliminate the necessity for close supervision
of workers, an oft-cited irritant, especially frustrating

to professional workers (Scott, 1966 summarizes this problem).

Greater technical expertise required of workers in
the ideal bureaucracy might also have positive effects on
worker performance and attitudes, making autonomy of workers
a logical organizational strategy.

The unwieldly hierarchy of authority that typifies
bureaucracy to most laymen is probably considered the most
destructive element of bureaucratic structure, either
because of conflicts between expert and administrative
authority (Scott, 1966) or because hierarchy supposedly
promotes close supervision and thus ritual conformity of
workers (refuted by Blauy, 1968 and 1955 and by Kohn, 1971).

If one looks at the hierarchy of authority from another
perspective, it seems likely that at least a moderate number
of higher positions open for worker career advancement would
probably have positive effects upon worker commitment and
dedication. Only if the ratio of upper to lower level posi-
tions in a career chain is so low that no significant propor-
tion of lower level employees are likely to move up would
one expect the height of the hierarchy to have little effect.
Some evidence for this idea was presented in a paper compar-
ing quit rates of several occupations in a large organiza-

tion. Both number of hierarchical levels and ratio of upper
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to lower positions were inversely related to occupational
quit rates (Smith, 1974).

Blau proposed one further reason why the size and
height of the organizational hierarchy may be important to
worker dedication. He suggested that the effectiveness of
non-administrative personnel may be severely limited if the
administrative component is not large enough and integrated
enough to handle the non-technical details of the organiza-
tion (see Blau, 1966; 1968).

Thus, for a number of reasons, I propose that the
level of bureaucratization of organizations is not directly
related to alienation and job-leaving, but rather encourages
commi tment and dedication to work. It is not suggested,
however, that this relationship will increase monotonically.
Instead, I expect that excessive bureaucratization might
reduce worker dedication--but so might insufficient levels
of bureaucratization. This research project will include

organizations varying in level of bureaucratization.

The Organization of Public Education

The public school system of this country would seem
to be an ideal setting for the study of both organizational
and occupational variations upon worker behavior since the
range of such structural variation is fairly broad and yet
there are basic similarities in the nature of work, back-
ground of workers and typical organizational form. Unfor-

tunately, descriptions of the typical features of school
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structure are largely based upon understanding of the legal
limits for such structure or upon descriptive work by
educators. Only recently has there been any attempt to
treat public schools as formal organizations amenable to
analytical classification and explanation. In one summary,
Bidwell points out that educators have failed to consider
organizational attributes of schools (1965). Instead,
educational researchers have been more interested in morale
and in inter-personal relationships (pupil--teacher or
principal--teacher), generally looking at schools from a
human relations perspective (for examples, see Griffiths,
1962; Gutzels and Guba, 1957).

Recently there has been some attempt to delineate
some aspects of the structure of public schools (such as
Anderson, 1967; Carlson, 1958 and Gross, 1962, among others).
One of the most comprehensive of the recent attempts to
explicate school structure and show the effects attributable
to structural variation is Corwin's study of 28 public high
schools (1969). He found that the size, specialization,
hierarchy, complexity and heterogeneity of staff character-
istic of the schools were positively related to incidence
of organizational conflict. This type of approach repre-
sents a significant advance from previous studies, typically
centered around attitudes of personnel alone.

Despite the amount of inter-school variation in
structure noted by Corwin (1969), Given (1969), Moeller
and Charters (1966) and a few others, there are a number of

similarities in school structures to be noted.
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TABLE l.--Organizational Dimensions: American Public

Education.

Dimension

Extent of Variation

Tenure of office

Separation of ownership
from administration.

Contracts specify salary

in money.

Written records

Technical competence
required for hiring

Hierarchy of offices
explicated

Universalistic criteria
for hiring, promotion

Division of work into
specialities.

Rules define procedures,

conditions and rewards

Orderly career movement
possible for staff.

Authority vested in
technically-qualified
officeholders.

Universal for teachers, after
probation. Short-term con-
tracts for principals and
administrators.

Universal.
Universal.

Universal (many records
required by law).

Universal (college courses
certify expertise).

Some hierarchy in all dis-
tricts but some schools and
districts have taller struc-
tures than others.

Legally required everywhere,
however, no uniform standards
for measuring achievement.

True in most high schools and
40 percent junior highs
(Corwin 1965) but not true in
rural and elementary schools
usually.

Every district has some rules
but there is great variation
in the content, complexity
and application of rules.

True in districts with elab-
orate hierarchies and special-
ist departments (Lortie,
1969).

Administrators usually have
teaching backgrounds; wide
variation in the levels at
which various decisions are
made.
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TABLE l.--Continued.

Dimension Extent of Variation

Nature of work All schools take custody of
minors in certain age ranges.
Some districts and schools
provide expensive auxiliary
services, socialization,
technical training or adult
education beyond basic legal
requirements.

Occupational Characteristics

Beyond differences in bureaucratization, organiza-
tions also differ in the number and type of occupations
whose members are required to carry out various aspects of
organizational tasks. Since the kind of technology used in
the organization shapes the nature of the work to be done as
well as the kind and extent of training required of various
categories of employees, it seems possible that the charac-
teristics of many occupations may be affected by the struc-
tures of organizations typically employing members of these
occupations.

Thompson, Avery and Carlson have thrown some light
on the relationship between occupations and work settings
in their explication of the bases along which occupations
vary (1962). They proposed that the main dimensions along
which occupations vary are career ceiling (early or late)
and major source of occupational definition, which could

be collegial or organizational. Combining these variables
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to form four basic occupational types, Thompson et al.
predicted that typical career patterns for each structural
type would be quite different, revolving around four basic
patterns--occupational commitment, organizational commit-
ment, both or neither. This approach offers a useful
static picture of occupational differences.

To comprehend the dynamics of career movement and
to understand the reasons why some occupations have late
ceilings, we can turn to another idea of Thompson's. He
proposed that the visibility of decision-making ability of
job incumbents is crucial to career movement within an
organization (1967). That idea has been advanced by Perrow
as well (1970). Two elements may be extracted from that
proposal: first, that some type of performance must be
visible to superiors or colleagues and must be evaluated
and, secondly, that the area of performance must be critical
and valuable to the evaluators. For instance, decision-
making may be a highly-valued, scarce resource to an organi-
zation or originality of ideas may be important to colleagues
but typing ability, for example, may be less valuable and
less scarce, even though it is observable to superiors.

It seems likely, then, that some occupations might
impart to members scarce and needed skills but that lack of
observation and evaluation of performance might produce an
early career ceiling for typical occupational members.

Other occupations may be concentrated in work settings where

observation and evaluation of skill are routine, even though
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the skills observed are less important to superiors or
colleagues. Organizational structure obviously can affect
typical career ceiling, since the formal structure determines
whose skills can be observed and evaluated by relevant
audiences. Lack of supervisory personnel suggests not only
the improbability of evaluation of some workers but also the
lack of possible positions to be offered as incentives for
dedication. These ideas receive some support from Woodward,
who showed that most top management personnel began their
careers in the occupation whose duties were most central to
organizational task success (1965, p. 220).

The structure of the work settings for some occupa-
tions, however, makes it difficult for work to be observed
by the desired evaluators. For example, much of the work
of MDs is observed only by patients with little knowledge
of medical standards just as much of the activity of profes-
sors is observed only by students who have little basis for
judging adequate performance and whose judgments may not be
very important to colleague-oriented professors. Medicine
and academic specialities offer members the possibility of
reaching an audience of colleagues and receiving rewards
by publishing in specialized journals. Many occupations
struggling to achieve professional status, with the impli-
cations of colleague-definition and specialized knowledge
not available to lay people (Goode, 1960), lack such forums
for assessing colleague performance and lack inter-

organizational measures of performance. (For example,
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public school teachers and nurses may read professional
journals but the contents are typically written by PhD or
MD specialists, not by other teachers or nurses; there is no
expectation that good performance of these occupational
roles includes publications that advance knowledge in the
field.)

While generalizations about the range and typical
pattern of occupational variables is valuable, it is impor-
tant to consider the effects that variations in organiza-
tional structure may have upon the place of employee members
of various occupations. Obviously, the role and visibility
of teachers in small rural schools may be very different from
those of their counterparts in huge urban schools. The scope
of activities required may vary, the number and positions of
evaluators may vary and the bases and rewards for good per-
formance may also vary. In order to talk about either occu-
pations or organizational structures as variables affecting
work behavior, dedication, attitudes, interaction patterns
or a great number of such dependent variables there must be
systematic variation of both structural variables. It can<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>