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ABSTRACT

ORGANIZATIONAL SOCIAL RESPONSES AND

THE QUALITY OF WORK AND LIFE:

AN INVENTORY OF ACTIVITIES AND OUTCOMES

BY

Rich Strand

A four dimensional categorical model of organiza-

tional social responses affecting quality of work and

life is proposed. The literature on facets of quality

of life, work, and social responsibility is content

analyzed resulting in a proposed inventory of quality

of work and life activities and outcomes.

The inventory was preliminarily tested by

organizational psychologists and behaviorists in an

item placement task. Results of the content analyses

of the literature and the expert item placanent task

supported the categorical model and inventory. The

findings were used to develop a survey which was

completed by 144 executives of large private organiza-

tions.

The executives' self-reported organizatonal commit-

ments and effectiveness in quality of life and work were

analyzed by cluster and factor analyses, correlations

with related variables and descriptive statistics.
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Cluster and factor analyses of quality of life and work

items indicated: (1) the empirical structure paralleled

similar constructs of the hypothesized categories but

not actual item content; (2) executives perceive greater

differences among constituent outcome items than organi-

zational activity items which contain a general human

relations quality of work factor; and (3) a higher-order

factor analysis of the clusters resulted in four

higher-order organizational responsiveness constructs--

resource exchanges with constituents and employees, and

maintenance of social structures and physical resources.

Convergent and divergent correlational analyses

indicated: (1) clusters were related, although not

consistently, to single item measures and number of

relevant specialists, and (2) organizational characteris-

tics and their economic and social environments were

related to quality of life and work commitments.

Descriptive results included: (1) organizations

were generally least committed and effective to sharing

authority and control with workers yet reported rela-

tively high commitment to gaining employee trust and

identification with the organization; and (2) service

industries generally reported higher commitments to

quality of work and to quality of life concerns beyond

directly related business activities such as community

activities, whereas manufacturing organizations limited
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commitments to related business concerns such as pollution

control. The major findings are summarized and directions

for future research are suggested.



To Linda

ii



ACKNOWLEDGMENTS

My years at Michigan State University have been filled with very

rewarding experiences as well as challenging times professionally and

personally. I wish to thank those who have shared the good experiences

with me and who have helped me to grow professionally and personally.

I am very thankful to Dr. Ralph Levine, chairperson of my

dissertation committee, who has exposed me to many new views and who

has helped give me direction. Ralph has been there when I needed him,

and has always based his advice and judgements on my professionalism

and well-being.

My gratitude also goes to Dr. Neal Schmitt who introduced me to

graduate school and whose modesty and hard professional work I can

only try to emulate. To Dr. Benjamin Schneider I thank for both his

pats on the back and his kicks in the pants. My thanks go out to

Dr. Frederick Wickert for our collaborative work and his encouragement

of disciplined writing.

My development and growth would not have been so great if it were

not for the many competent persons I have worked with outside of the

Psychology Department. Special thanks to Dr. Michael Moore in Labor

and Industrial Relations, whose professionalism and support has given

me guidance. My appreciation also goes to Dr. Robert Davis in Learning

iii



and Evaluation Services who has given respect to my ideas and who has

given meaning to collaborative creativity. I also thank Dr. John Fry

for the many skills in training I have received and for my exposure

to consulting.

My most sincere appreciation goes to my parents who have always

respected my independence and encouraged my development. Their support

and uncompromising love has given me great security and self-respect

‘without which none of this would have been possible.

My greatest debt belongs to my love, Linda.

iv



TABLE OF CONTENTS

LIST OF TABLES O O O O O O O O O O O O O O O O O I O O 0

LIST OF FIGURES . . . . . . . . . . . . . .

LIST OF APPENDICES O O O O O O O O O O O O O D O O O O .

INTRODUCTION 0 O O O O O O O O O O O O O O O O O O O O O

Categorical Model of Organizational Social Activities

and Their Human Outcomes . . . . . . . . . . . . .

BaSic MOdel. O O O O O O O O O O O O O O O O O O 0

Complete Categorical Model . . . . . . . . . . . .

Identification of Organizational Social Activities

Their Human Outcomes . . . . . . . . . . . . . . .

Quality of Life Indicators . . . . . . . . . . . .

Quality of Work Life Indicators. . . . . . . . . .

Corporate Social Responsibility Assessment . . . .

Proposed Contents of Organizational Activities and

Outcomes Model . . . . . . . . . . . . . . . . . .

Purpose. . . . . . . . . . . . . . . . . . . . . .

METHOD. . . . . . . . . . . . . . . . . . . . . . . . .

Procedures . . . . . . . . . . . . . . . . . . . .

Instrumentation. . . . . . . . . . . . . . . . . .

Alternative Measures. . . . . . . . . . . . .

Sample . . . . . . . . . . . . . . . . . . . . . .

Respondents . . . . . . . . . . . . . . . .

Page

ix

xi

xii

14

17

20

32

54

54

58

59

62

64



RESULTS AND DISCUSSION. . . . . . . . . . . . . . . . . . . . . .1 67

Study 1: Expert Placement Survey. . . . . . . . . . . . . . 69

Study 2: Quality of Work and Life Inventory . . . . . . . . 74

Primary Analysis. . . . . . . . . . . . . . . . . . . . . 74

A Priori Multiple Groups Analysis. . . . . . . . . . 75

Activity items. . . . . . . . . . . . . . . . 76

Human outcomes. . . . . . . . . . . . . . . . 81

Summary of multiple groups analysis . . . . . 85

Empirical Structure of the Inventory . . . . . . . . 87

Factor Analysis of Total Inventory. . . . . . 88

Quality of Work Factoral Structure. . . . . . 90

Quality of Life Factoral Structure. . . . . . 94

Cluster Analyses. . . . . . . . . . . . . . . 96

Correlations Among Empirically—Derived

Clmters. O O O O O O O O O O O O O O O O 0 O 101

Higher-Order Factor Analyses of Clusters. . . 108

Parallelism Between Empirically-Derived

and Conceptually—Derived Clusters . . . . . . 113

Construct Validity of Empirically-Derived Clusters . 115

Correlates Among Clusters and Alternative

Measures. . . . . . . . . . . . . . . . . . . 116

Single items. . . . . . . . . . . . . 117

Specialists . . . . . . . . . . . . . 120

Quality of Work and Life and Organizational/

Environmental Characteristics . . . . . . . . 122

Secondary Analysis: Inventory Profile Analysis . . . . . 130

Commitment of Manufacturing and Service Industries . 130

vi.



Commitment—Effectiveness Comparisons. . . . . . . . 136

comtmnts O 0 O O O O O 0 O O O O O O O O O 141

Effectiveness. . . . . . . . . . . . . . . . 142

Discrepancies. . . . . . . . . . . . . . . . 143

High discrepancies . . . . . . . . . . . . . 145

Cluster discrepancies. . . . . . . . . . . . 147

SUMMARY. . . . . . . . . . . . . . .'. . . . . . . . . . . . . . 153

The Model . . . . . . . . . . . . . . . . . . . . . 153

Literature Analysis . . . . . . . . . . . . . . . . 154

Expert Placement Task . . . . . . . . . . . . . . . 158

Inventory Analysis. . . . . . . . . . . . . . . . . 159

A priori analysis. . . . . . . . . . . . . . 159

Blind structural analysis. . . . . . . . . . 160

Construct validity . . . . . . . . . . . . . 164

Secondary Analysis. . . . . . . . . . . . . . . . . 167

Overall Conclusions . . . . . . . . . . . . . . . . 169

Future Research . . . . . . . . . . . . . . . . . . 171

REFERENCES . . . . . . . . . . . . . . . . . . . . . . . . . . . 175

APPENDICES O O O O O O O O O O O O O O O O O O O O I O O O O O 0 188

vii



LIST OF TABLES

Table Page

1. Basic Model of Human Outcomes and Experiences Which

Satisfy Human Needs and Goals . . . . . . . . . . . . . 11

2. Content Analysis of Literature on Quality of Life

Facets. O C C O O O O O O O O O O O O O I O O O O O O O 29

3. Content Analysis of Literature on Quality of

work Facets O O O O O O O O O O O O O I O O O O O O O O 37

4. Content Analysis of Literature on Corporate Social

Responsibility Facets . . . . . . . . . . . . . . . . . 46

5. Proposed Contents of Categorical Model of Organizational

Social Responsiveness . . . . . . . . . . . . . . . . . 53

6. Breakdown of Inventory Respondents by Industry

and P081tion. O O O O O I O O O O O O O O O O O O O O O 65

7. Outline of Steps in Research Process. . . . . . . . . . . 68

8. Expert Placement of Quality of Work and Life Items

in A Priori Categories. . . . . . . . . . . . . . . . . 71

9. Percent Agreement Between Hypothesized and Expert

Placement of Items Within Categories. . . . . . . . . . 73

10. Correlations Among Organizational Activity Items

and Hypothesized Clusters . . . . . . . . . . . . . . . 77

11. Correlations Among Constituent Outcome Items

and Hypothesized Clusters . . . . . . . . . . . . . . . 82

12. Final Clusters in Quality of Work Inventory . . . . . . . 99

13. Final Clusters in Quality of Life Inventory . . . . . . . 100

14. Correlations Among Empirically Derived Quality

of Work and Life Clusters . . . . . . . . . . . . . . . 102

viii



Table Page

15. Factor Analysis of Empirically-Derived Quality of

Life and Work Clusters . . . . . . . . . 1 . . . . . . 110

l6. Correlations Among Quality of Work and Life Clusters

and Single Item Measures . . . . . . . . . . . . . . . 118

17. Correlations Among Quality of Work and Life Clusters

and Specialists in Organization. . . . . . . . . . . . 121

18. Correlations Among Quality of Work and Life Clusters

and Organizational/Environmental Characteristics . . . 123

19. Correlations Among Quality of Work and Life and Other

Management Social Responses and Organizational

Characteristics. . . . . . . . . . . . . . . . . . . . 127

20. High Commitment - Effectiveness Discrepancy Score

Items for Service and Manufacturing Industries . . . . 146

21. High Average Commitment - Effectiveness Discrepancy

Items by Industry Type . . . . . . . . . . . . . . . . 148

22. Average Category Discrepancy Scores Between Reported

Commitment and Effectiveness by Industry Type. . . . . 150

ix



LIST OF FIGURES

Figure Page

1. Process of Organizational Effects on Quality of

Life 0 O O O O O O O O O O O C O I O O I O O O O O O O 6

2. Complete Categorical Model of Organizational Social

Responsiveness O O O O O O O C O O O O O O O O O O O O 17

3. Accumulative Percent of Variance Accounted for by

Factors in Total Data Set. . . . . . . . . . . . . . . 91

4. Average Commitment Responses of Manufacturing and

Service Industries to Quality of Work Activities . . . 132

5. Average Commitment Responses of Manufacturing and

Service Industries to Quality of Life Activities . . . 133

6. Average Commitment Responses of Manufacturing and

Service Industries to Quality of Work Experiences. . . 134

7. Average Commitment Responses of Manufacturing and

Service Industries to Quality of Life Experiences. . . 135

8. Average Commitment and Effectiveness Responses of

A11 Respondents on Quality of Work Activities. . . . . 137

9. Average Commitment and Effectiveness Responses of

A11 Respondents on Quality of Life Activities. . . . . 133

10. Average Commitment and Effectiveness Responses of

All Respondents on Quality of Work Experiences . . . . 139

11. Average Commitment and Effectiveness Responses of

A11 Respondents on Quality of Life Experiences . . . . 140



LIST OF APPENDICES

Appendix Page

A. Quality of Work and Life: A Diagnostic Survey . . . . 191



INTRODUCTION

The quality of organizational responses to social

change and demands is increasingly realized as an integral

part of organizational behavior. The question, though,

of the degree to which organizational social responsive-

ness is considered a subset of the role of private organi-

zations in society is of considerable debate. For

example, Milton Friedman (1960) argues that organizational

social responses which do not relate to normal business

operations or the productivity and profit of the enter-

prise should not be in the domain of organizational

behavior. Others argue from an open systems perspective

that organizations maintain continuity of resource inputs

through gaining legitimacy in the environment (Parsons,

1960). {One source of this legitimacy is being socially

responsive to relevant coalitions and society in general.

In this latter perspective, organizational social res-

ponsiveness is related to business concerns in general

and in the long run improves the productivity and profit-

ability of the company; Q$\

Although the debate will no doubt continue,lorgani-

zations are exposed to a social environment which is

changing and redefining the role of the organization

within society:\\As a semi—rational coordination of

/



a set of activities and people, organizations are pres-

sured into modifying and enlarging their goals to

encompass non-economic aspects of the quality of life

of its constituents. As an environmentally adaptive

system, organizations are in need of developmentally

becoming more responsive to the needs and goals of a

society which supplies the organizations with their

resource inputs and absorbs the organizations' outputs.

In general, this new and changing role of organizations

is a movement towards holding organizations responsible

for their effects on society and for being responsive

toward the needs and goals of other coalitions and

individuals with which they interact.

Organizational social responsiveness is a specific

reply to the three major questions revolving around the

concept of organizational effectiveness: effectiveness

of what, for whom, and what are the effects as well as

the causes?1/Specifically, organizational social res-

ponsivenesskzovers the study of the effects of an organi-

zation on the quality of life of its employees and

society in general as determined by the relative fulfill-//

ment of human needs and goals caused by organizational \

activities and conditions}

KT—The majority of the conceptual literature on

organizational social responsiveness defines the con-

cept as organizational activities or outcomes which



are motivated beyond profit making (Davis, 1960; Back—

man, 1975) and economic and legal requirements (McGuire,

1963), or consist of voluntary activities (Menus and

Wallish, 1972) as well as economic and legal activities

(Steiner, 1975), or in terms of responsiveness toward

a number of social problems (Hay, Gray, and Gates, 1976)

and the broader social system (Bells and Walton, 1961i]

Attempts to integrate these definitions and develop

typologies of organizational social responsiveness have

mostly adopted a hierarchy of responsibilities or

responsiveness. For example, an approach developed by

the Committee for Economic Development in 1971 defined

organizational social responsibilities in terms of three

concentric circles. The innermost responsibilities are

economic, the intermediate responsibilities include a

sensitivity to social values, and the outermost social

responsibilities are directed at amorphous and emerging

issues in which business should be actively involved

to improve the social environment. Sethi (1975) adopts

these three hierarchical levels in his approach and

further defines the levels as stages: the first stage

consists of social obligations which are responses to

market and legal constraints, the second stage consists

of social responsibilities which are responses to pre-

vailing current social norms and expectations, and the

third stage is social responsiveness which consists



of behaviors derived from the long term role of business

in a dynamic social system.

As a newly formed field of study, these develop-

ments lay the foundations for the conceptual and opera-

tional definition of organizational social responsiveness}

Two major directions for the field of organizational

social responsiveness are additionally suggested. First,

a framework is needed for the systematic study of the

causal processes and dynamics which explain and predict

organizational social responses. Specifically, the

focus should be on the development and testing of

components of process and systems models of the inter-

relationships among the major variables which define

the inputs, throughputs, outputs, and feedbacks in the

process of organizations responding and adapting to the

social environment. The second suggested major direction

of the field is the development of normative models

of organizational social behaviors and the human needs

and goals which are affected by such behaviors. [If

manipulation of organizational behaviors toward humanis-

tic ends is desired, then a comprehensive understanding

is necessary of the causal dynamics between organizational

activities and their human effects or outcomes which

constitute the quality of lifef)

The focus of this dissertation is directed at the

second suggested direction of the field of organizational



social responsiveness--the development of a model of

organizational activities and their human outcomes.

Specifically, a static model of categories of organi-

zational social responsiveness activities and their human

outcomes is proposed. The proposed categorical model

will then be used to review the literature on facets

of quality of life and quality of work life. The litera-

ture review will then be used to develop an inventory

of organizational social activities and their human

outcomes. The purpose of this study is to empirically

test the proposed structure of the categorical model

and the proposed inventory of organizational activities .

and human outcomes.

Categorical Model of Organizational

SociaI Activities and

Their Human'Outcomes

The study of organizational social activities and

their human outcomes should include an elaboration of

the process of how organizations affect the quality of

life. Figure l is an elaboration of such a process.

The organization sets policies and takes initiatives

based on its established goals, resources, and con-

straints. Organizational activities and conditions,

whether intended, anticipated, known or unknown result

from these policy and initiative directives. The

organizational activities and conditions lead to certain
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outcomes and experiences for major constitutents of the

organization. For example, the working conditions in

an organization can influence the physical health of

the employees, and the organization's fair employment

hiring and promotion activities influence the extent

of equal opportunity experienced in society. These out-

comes and experiences for constituents either fulfill

or fail to fulfill the needs and goals of the constituents.

The extent of need and goal fulfillment relative to

aspirations and expectations of the constituent members

leads to feelings of satisfaction or dissatisfaction

of the constituents with the organization. This process

is not completely closed; there are a number of

exogenous variables which moderate the relationships

and affect the variables. For example, employee compe-

tence moderates the relationship between organizational

policies and actual organizational activities. Also,

the extent of need and goal fulfillment for the organi-

zation's constituents is additionally affected by the

constituents' eXperiences outside of their contact with

the organization. The causal sequence fromeorganizational

policies and initiatives to the quality of life of

organizational constituents, though, is principally

accounted for by the path diagram depicted in Figure 1.

In general, organizational social responsiveness

is defined as the type and extent of effects that



organizational activities and conditions have on the

quality of life of various constituent groups such as

society in general and the organization's employees.

:Both quality of life and quality of work life are

defined in terms of the relative fulfillment and

satisfaction of the universe of human goals and needs

for the constituent groups. The fulfillment and satis-

faction of human goals and needs is defined by the

extent to which outcomes and experiences sought through

these goals and needs by individuals and collectives

exist in desired frequency and intensity. Hence, any

study of organizational social responsiveness should

start with an identification of the relevant constituents

affected by the organization and the constituents' goals

and needs. [The next step would be an identification

of all the organization's activities and conditions which

affect the constituents' goals and needs;/ The purpose

of the content model of organizational social responsive-

ness is to develop a framework for the identification

of both the constituents' goals and needs and the organi-

zation's activities and conditions which affect these

goals and needs of the constituents, and to allow further

research in the causal dynamics between organizational

activities and their human outcomes.



Basic Model
 

What is desired is a set of categories of human

needs and goals which are exhaustive and mutually exclu-

sive. Montgomery (1975) proposes a set of "canonical

goals" in order to operationalize the utilitarian prin-

ciple of the greatest good to the greatest number of

people. A two-by-two categorization scheme is proposed

by Montgomery. The first dimension is comprised of

individual and group goals to reflect the evolutionary

requirement that man be selfish enough to insure his

own survival and altruistic enough to insure the survival

of the species. The other dimension is comprised of

material and spiritual levels "to reflect physiological

and cultural requirements of life." The crossing of

the two dimensions and their levels results in four

categories of quality of life-~provision of material

goods and physical services, quality of the material

environment, freedom and self fulfillment for the

individual, and retributive and distributive justice.

There are two primary weaknesses of the Montgomery

model. First, the concept of a spiritual life is vague

and non-operational. The second weakness is a failure

to distinguish between a social life and a psychological

life of an individual. The proposed categorical model

in this study is based on Montgomery's model with one

major change. The "spiritual" level is further broken
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down into "social" and "psychological". The result

is a three-by-two model with six categories.

The general universe of human needs and goals

can be defined in terms of six categories as labelled

in Table 1. These needs and goals are defined in terms

of outcomes and experiences desired by individuals and

collectives. The categorization scheme of human needs

and goals is thus based on the properties of the out-

comes and experiences desired by individuals and the

collectives they form. There are two basic properties

of these need and goal outcomes or experiences--the sphere

or source of the outcome or experience and the unit of

reception of the outcome or experience. These two

properties are referred to as dimensions of desired

outcomes and experiences.

The first dimension of outcomes directed at the

fulfillment of human goals and needs is the sphere or

source of the outcomes. The three major levels of source

outcomes are physical, social, and psychological. This

trichotomy of outcomes accounts for a number of needs

and goals which are realized through the outcomes.

Alderfer's (1972) three basic needs, existence, related-

ness, and growth, parallel the trichotomy of outcome

source. In addition, the physical, social, and psycho-

logical outcomes sources correspond to Allardt's (1973)

three welfare dimensions, namely, having, loving, and
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Table 1. Basic Model of Human Outcomes and Experiences Which Satisfy

Human Needs and Goals.

Unit of Outcome Reception

 

 

 

 
 

Individual Collective

Material Physical
PhYSical Provisions Environment

Source

Social Social

0f Social Interaction Integration

Outcome

.1 :J

Psychological Interindividual

Psychological Development Consistency
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being. It is recognized that physical and social out-

comes are felt or experienced internally or psychologi-

cally by the individual such as by the sensation of

satiation, security, or social esteem. The source,

though, of the outcomes, which affect these psychological

sensations are external. Internal or psychological

source outcomes on the other hand, are those outcomes

which are both generated internally or psychologically

and are experienced or felt psychologically.

The second dimension of human outcomes and experi-

ences describe the basic unit of reception or impact

of outcomes. The two levels of this dimension are the

individual and the collective as defined by the consitu-

ent group under consideration. Outcomes which can be

received by the individual person and which do not have

any necessary direct effect on other individuals comprise

the level of the individual receptor. On the other hand,

those outcomes which when administered affect the group

or collective goals or needs form the level of outcomes

received by the collective. This distinction readily

acknowledges that there exist human goals and needs for

the betterment and survival of the group, society, and

species beyond those needs and goals of the individual.

The two dimensions of outcomes together form six

categories of outcomes which satisfy human needs and

goals. The matrix of the six categories are depicted
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in Table l. The category, Material Provisions, describes

the cell of the matrix produced by the combination of

physical source outcomes and the individual receptor

outcomes. The contents of this category essentially

provides individuals with needed and desired outcomes

from their interactions with the physical spheres of

their lives. The crossing of individual receptor with

social source outcomes is characterized by the category

of Social Interactions. These outcomes emanate from

the interpersonal and social involvements of individuals.

The combination of individual receptor outcomes with

psychological source outcomes comprises the category

of outcomes called Psychological Development. These

outcomes fulfill the needs and goals that the individual

desires from the experiential psychological self. The

crossing of the collective receptor of the outcomes with

the physical source of outcomes is described by the

Physical Environment category of outcomes. These out-

comes are experienced by sets of individuals in a

collective in the physical world. The category of out-

comes which are developed in the collective and which

emanate from a social source form the Social Integration

outcomes. The Social Integration outcomes establish

the group of individuals as a collective on the basis

of shared goals, norms, and values. The last category

develops from.the intersection of the collective receptor
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of outcomes and the psychological source of outcomes

and is labeled Interindividual Consistency. These out-

comes maintain and promote interactions among individuals

based on consistencies between individuals within and

between various collectives. Interindividual

Consistency outcomes include but are not limited to

equity, individual and group rights, justice, and demo-

cratic processes. The six categories of outcomes can

be applied to any system and form the basis for analysis

of the system's effect on human goals and needs.

Complete Categorical Model
 

A

l

LAAs noted earlier, there are two major areas of

organizational social responsiveness. One area is the

effects of organizational activities on the quality of

work life of its employeesd The second area is the

effects of the organization's activities on the quality

of life in society in general. In the context of organi-

zational social responsiveness, the two dimensional model

of human need and goal outcomes can be further expanded

by a third dimension. This third dimension is labelled

impacted-group and has two levels, the employees ofthe.;’

organization and society in general: At thistoint we

can define quality of work life and quality of life as

the current satisfaction and fulfillment of the six

categories of outcomes for employees and members of
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society respectively. The number of levels of the

impacted-group dimension can be further broken down

depending upon the system under study and the depth of

the analysis. At this stage of model building only two

levels are chosen, employees and society in general.

Each level of the impacted group dimension defines the

collective in the receptor dimension in the model.

As noted earlier,[the purpose of the content model/—

. . . . . . l

is to aSSist in the systematic and comprehenSive identi-K

\.
\l

fication of those outcomes and experiences desired by </)..~ ”'

a constituent group and individuals and the organiza- ‘

tional activities and conditions which affect those outz

comes and needs;) For each constituent group identified

or defined, the various outcomes and experiences desired

by the given group would be identified for each of the

six catgories. Subsequently, the organizational activi-

ties and conditions which affect these outcomes and

experiences would be identified for each of the six

categories. For example, if employees are the con—

stituent group of concern, and the analysis has pro-

ceded to Psychological Development, the desired out-

comes and experiences such as self-control and self-

esteem would first be identified. For each of these

employee outcomes or experiences the relevant organiza-

tional activities and conditions would be identified,

such as the extent of job enrichment and career
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advancement opportunities. The process of identifica—

tion of desired outcomes and experiences for each

constituent group would continue through all six cate-

gories in Table l. The results would be an inventory

of desired outcomes and experiences for each constituent

group in each of the six categories and an inventory

of organizational activities and conditions which affect

the desired outcomes and experiences. Hence, the fourth

and last dimension of the complete categorical model

is called causal sequence which has two levels, organiza-

tional activities and constituent outcomes.

The complete categorical model is thus composed

of four dimensions. The first dimension is the source

of the outcome and has three levels--physical, social,

and psychological. The second dimension is labelled

receptor and is composed of an individual level and the

collective level. These first two dimensions comprise

the basic six category model described earlier. The

third dimension is the impacted group, which describes

the different constituent groups under analysis. In

this study only two impacted groups are referred to--

employees and society-in-general. The fourth and last

dimension is the causal sequence between organizational

activities and conditions and their resulting human

outcomes and experiences.

Figure 2 diagrams the complete categorical model.
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The four dimensions and their levels form 24 categories--

12 quality of work life and 12 quality of life. Each

of these 12 categories are then broken down into six cate-

gories of organizational activities and six categories

of human outcomes.

Identification of Organizational Social

Activities and Their Human Outcomes

JOrganizations affect their constituents' need and

goal satisfactions by implementing activities and creating

conditions as a result of their policy formulations and

program initiatives. These activities and conditions

result in certain outcomes and experiences for the

constituents. The consequence of these outcomes and

experiences is the fulfillment or lack of fulfillment

of the needs and goals the constituents possess.

An important direction for research in this area\

\ 'I'
. I

is the analysis of the relationships between organiza- \f 49'
\‘v-v

tional activities and conditions on the one hand and/f.

human outcomes and experiences on the other. The/17

complexities of these relationships are no doubt

immense. Organizational activities in any one realm

will no doubt affect a number of different types of

outcomes for a number of constituent groups. The study

of open systems in a number of fields has made this

conclusion obvious. In order to grapple with these
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complexities it is necessary to develop a framework for

analysis. Such a framework must be based on the

properties of the organizational activities and condi-

tions, their resulting human outcomes and experiences,

and the constituents involved.'XThewprimarygpurpgse of.

this thesis is to develop and empirically evaluate

a static model of the properties of organizational ,

activities and their human outcomes. Such a model would

lay a groundwork for the conceptual development and

empirical investigation of generalizations concerning

causal relations among organizational activities and

human outcomes over time and across constituent groups.

The proposed model is based on four dimensions which

depict the major properties of the phenomena under

study--organizational social responses. The first two

dimensions are based on the properties of human outcomes

and experiences. The first property is the phenomeno-

logical source or sphere of the outcome, which has three

levels: physical, social, and psychological. The

second property of human outcomes is the unit of

reception, which has two levels: the individual and

the collective. The third dimension of the model is

the impacted group or the constituent group affected

by the organizational activities and conditions. For

reasons of simplicity only two levels of this dimen-

sion are considered at this time: employees and society
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in general. The fourth dimension of the model concerns

the causal sequence between organizational social policy

and the quality of human life. There are two main causal

sequences of interest: the resulting organizational

activities and conditions and the subsequent human out-

comes and experiences.

The specific areas of investigation of this research

is the validation of the proposed four dimensional model

and the contents of the model. Results of the research

should indicate possible modifications for the static

model and future directions for research in the study

of the causal relations between organizational activities

and human outcomes.

The proposed static model is hypothesized to

descriptively account for and subsume previous empirical

and theoretical notions concerning the relations between

organizational activities and human outcomes. That is,

I

ffhe model can descriptively explain ideas and findings

in such field; as quality of work life, job satisfaction,

quality of life, and corporate social responsibility.

Indeed, the model is intended to integrate such fields

and subsume them. Furthermore, the development of the

contents of the static model should be based on develop-

ments in all these fields. The purpose of this chapter

is to develop the contents of the static model of

organizational activities and human outcomes using
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developments in these diverse fields of study.

The first section of this chapter will review

the major studies in the area of quality of life. The

purpose of this subsection will be to identify the major

elements and factors of quality of life. The second

section will review the major studies in the field of

quality of work life and job satisfaction. The third

section.will concentrate on studies in the field of

corporate social responsibility. The intent of this

third section will be to help identify those organiza-

tional activities and human outcomes which are relevant

to both employees and society-in-general. The fourth

and last subsection of this chapter will integrate these

three research fields and propose the full contents of

the static model based on the literature reviews.

Quality of Life Indicators

Recently material well being has fallen into dis-

favor as the major index of quality of life. Campbell

et a1. (1976) have noted a gradual but consistent decline

in reported levels of satisfaction in the U.S. from 1957

to 1972 at the same time that economic and social indica-

tors went up. Liu (1975) reports that dissatisfaction

with the quality of life in the U.S. tends to rise more

than proportionally with real per capital income and

technological advancement. Some researchers claim that

this decrease in satisfaction results from declines in
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other non-economic areas of life. Hobbs (1971) believes

that economic growth has led to mixed blessings, some

of which include pollution, crime, over-crowding, and

disharmony in human relations. Sheldon and Moore

(1968) believe that economic expansion and urbanization

have produced serious social strains. These perspectives

are examples of the view that quality of life is

composed of a number of components of life with material

well-being as only one aspect. Some cross cultural

and cross regional studies, though, show that economic

conditions are not correlated with self reports of well-

being. Cantril (1965), in his now classical study of

quality of life in a large number of countries, found

that although there is a weak relationship between income

and satisfaction within nations, there are no consistent

significant differences in life satisfaction across

countries even,with the large average income differences

between countries such as Egypt and West Germany and

Nigeria and Japan. Schneider (1975) found no signifi-

cant correlation between the economic characteristics

of American cities and measures of life satisfaction.

Economic conditions seem to be little related to

reports of satisfaction and where there may exist such

a relationship it is probably due to comparisons to some

reference group (Easterlin, 1974).

Attempts to define quality of life have been
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numerous and often conflicting. Most researchers

agree that the concept is multidimensional and complex

(Levi and Anderson, 1975; McGranahan et al., 1975;

and Steelman and Evans, 1976). Campbell et al. (1976)

believe that the concept is a "vague and ethereal entity"

and Dalkey et a1. (1972) express that the concept is

used usually as a mere slogan. The Environmental Pro-

tection Agency (1973) states that the concept suffers

from a lack of consensus of definition. The response

of most researchers is to acknowledge the state of confu-

sion of the concept and then go on to operationalize

and measure it (Dalkey et al., 1972).

There are, however, a number of writers who attempt

to directly define quality of life. Gitter and Mostofsky

(1975) define quality of life as a set of conditions

of a person's day to day life. Campbell et a1. (1976)

describe it as the perceived discrepancy between aspira-

tions and achievements. McCall (1975) concludes that

a person will be satisfied depending on the extent to

which his basic needs and major wants are fulfilled.

Coleman (1975) observes that quality of life is the

amount of happiness, comfort, satisfaction, and general

living condition in a person's life. Liu (1975) defines

it as a subjective name for the well-being of people

and the environment they live in. A number of researchers

define quality of life as the composition of a number
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of partial satisfactions with aspects of their lives.

Humphrey (1967) states that high quality of life infers

high standards in one's actions, attitudes toward life

and people, concern for others, and the best use of one's

time, talent, and abilities. Campbell and Converse

(1975) define it as a composite measure of physical,

mental, and social well-being as perceived by each

individual, and of happiness, satisfaction, and gratifi-

cation.

A large amount of the current research in quality

of life measures the concept by asking respondents to

rate their perceived happiness or satisfaction with a

number of aspects or domains of their lives such as

neighborhood, family, house, and work (Abrams, 1973;

Andrews and Withey, 1976; Andrews and Crandall, 1975;

Harwood, 1976; Rodgers and Converse, 1975; Liu, 1975;

Wilson, 1969; and Dalkey et a1. 1972). There are a num-

ber of disagreements with this approach. McCall (1975)

states that quality of life is not a sum of happiness

of life domains but is the existence of necessary

conditions for happiness. Basing his argument on

measurement theory, Bunge (1975) states that an indicator

is a symptom of some condition and is just one component

of a vector which points to some condition of something.

Bunge then states that a measure of a construct is not

an operational definition but is a hypothesis which needs
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theory and empirical validation. Although Bunge fails to

provide a theory that explains the concept of quality

of life, he indicates a need for research on the psycho-

logical nature of well-being.

Research is just beginning on the psychological

nature of well-being. A few interesting results have

been found on the nature of self-reported well-being.

Bradburn (1969) found two independent measures of

affect, positive affect and negative affect. Using his

"affective balance" scale, Bradburn found that reports

of negative affect were uncorrelated with reports of

positive affect. He concludes that happiness is the

combination of the absence of negative affect and the

presence of positive affect. Another interesting result

of research in self reported happiness is Campbell et

al.'s (1976) finding that self reported happiness is

correlated negatively with age, and self reported satis-

faction positively with age. The researchers conclude

that there are two aspects involved in reports of well

being, affective and cognitive. Cognition is tapped

by satisfaction measures and affect by measures of

happiness. Thus younger people are happy but dissatis-

fied because they feel good about their lives but think

worse of it. Campbell concludes that the human

experience of well being is better defined as three

aspects, affect, satisfaction, and stress.
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Shin and Johnson (1978) formulated a number of

theoretical positions on avowed happiness and then

attempted to empirically determine their predictive

contribution to overall happiness. Eliminating two

historical definitions of happiness, namely, the

hedonistic model of short term moods of gaiety and

elation and to be happy with or about something, the

researchers state that happiness includes all human

needs, interests, tastes and demands, and a harmonious

combination of these elements. Shin and Johnson (1978)

then identify four main sources of happiness. The first

is having certain things that give passive pleasures.

This source is materialistic and is historically related

to the idea of Epicurean ideals. The second source,

developed from the ideas of utilitarians, is the satis-

faction of desire that emanates from needs and wants.

The third source,developed from Aristotle's eudaimonia,

is from creative activity and the fulfillment of one's

capacity. A fourth source of happiness originates in

an individual's comparisons with other persons and past

experiences. Using a multiple regression procedure,

only the first two sources were found to be related to

overall happiness. The four happiness sources are of

particular interest because they relate to the four

of the six categories in this study. The materialistic

and need fulfillment sources relate to the Provisional
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and Environmental outcome categories. The creative

activities and fulfillment of one's capacities corres-

pond to the Individual Development category. Lastly,

the social comparisons correspond to the Interindividual

Consistency category.

The above brief excursion into possible psycho-

logical processes of self-reported happiness demonstrate

that the researcher cannot take for granted that there

exist congruence in varying individual reactions,

including cognitive and affective, to the environment.

The nature of these psychological reactions is of high

research priority. However, it is the connection

between the physical and social environment and the

individual which is the primary concern in the study

of quality of life. A number of theorists (Campbell,

Converse, and Rodgers, 1976; Andrews and Withey, 1976;

Strumpell, 1976; Land, 1975) develop conceptual models

of quality of life around the Lewinian notion that

behavior is a consequence of the environment and the

individual. For example, Campbell et al.'s model is

a causal sequence from the objective attribute, the

perceived attribute, the evaluated attribute, and finally

domain satisfaction. Once a model of‘this sort is

developed, the next step for the researchers is the

development of a list of quality of life factors, indi-

cators, or components (Environmental Protection Agency,
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1973).

Ayers (1972) states that there are four sets of

classification criteria for the development of categorical

models. They are: the classification be unambiguous;

all possible cases be covered; the number of classes

be small enough to manipulate but large enough to permit

detail; and an entity must be homogenous within a class

but differentiate from entities from other categories.

The primary means, in the literature, of developing

categories is the researchers' own reflections on the

domains of life, which may include family, work, community,

etc. The primary problem.with this approach is that

each of these domains contribute to different outcomes

sought by individuals.. Quality of life does not

necessarily develop from satisfaction with these domains

but instead is derived from the universe of human out-

comes which are generated from these domains. A person

may report total satisfaction with family life even

though he may have next to none because he obtains his

desired outcomes from other life domains. This study

proposes that quality of life is derived from the

existence of a number of outcomes an individual desires,

the intensity of the outcomes present, and the aspira-

tion and importance levels of these outcomes. The human

outcomes may emanate from domains of living, such as

family and work, but it is the human outcomes which
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lead to satisfactions and happiness. Hence, a model

of quality of life should be based on human outcomes

and experiences and not domains of life.

The domains of life are conditions through which

an individual obtains desired outcomes. Each domain

of life may be instrumental for any combination of the

six basic categories of human need and goal outcomes.

Each domain, though, principally provides for outcomes

in one of the categories. For example, recreation.may

provide principally for Individual Development category,

government for Interindividual Consistency, health ser—

vices for Provisional outcomes, and land use for Environ-

mental outcomes. A number of these "life domain areas"

and their principal category of outcomes which they

provide for are listed in Table 2. These factors, cate—

gories, or domains are developed by a number of

researchers for the purpose of developing indicators

of quality of life (Andrews and Withey, 1976; Dalkey

et al., 1972; Flax, 1972; Abrams, 1973; Anderson, 1978)

or for policy decisions (U.S. Department of H.E.W.,

1969; Report of the White House Conference on Youth,

1971; E.P.A. Fellows, 1973; Economic Council of Canada,

1971; OECD, 1973; Goals for America, 1960). Table 2

includes those studies and others and indicates their

stated uses and their method of construction.

After an examination of Table 2 it is fairly
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evident that the quality of life factors and elements

developed in the literature can be content analyzed in

terms of the two basic dimensions of‘the static model

and their levels. The 6 categories of the static model,

which define the primary domains of human outcomcs and

experiences, indicate where various theoreticians and

writers place their emphasis in defining quality of

life. Comparisons across authors indicate where there

is redundancy and where lack of attention has existed.

The review of the quality of life literature

and the content analysis suggests that the first two

dimensions of the static model descriptively accounts

for human outcomes and experiences in the realm of

society in general. The next section turns the focus

of attention to those organizational activities and

human outcomes relevant to employees.

Quality of Work

Li e Indicators

The development and research of the quality of

 

work life concept has to a great extent paralleled the

work on quality of life. Like quality of life, the

literature on quality of work life is in disagreement

on an acceptable definition and is diffuse and noninte-

grated. Seemingly, both concepts have risen from a need

to incorporate noneconomic factors in evaluating and

understanding the relationship of the individual to the
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society or the organization. The term "quality of

working life" was introduced by Louis Davis in the

late 1960's to refer to the relationship between the

worker and his working environment as‘a whole. This

aim has continued to flourish; the identification of

all the organizational and individual variables which

affect the quality of the individual's experience with- -

in the organization is the primary objective of the

research on quality of work life.

Quality of work life has been defined using

different sets of outcomes for different relevant groups.

Unions think of quality of work life in terms of job

availability and security, application of the principle

of seniority, equality of treatment, high rates of

pay, safe and healthy work conditions, short hours of

work and justice in the workplace. Management sees

__

it as a tool to increase productivity. ”Government

perceives it as primarily an economic issue with impli-

cation for training and safety and health. Workers,

whose inputs to defining quality of work life has

probably had the least effect, define it in a variety

of ways and are concerned with a wide range of human

outcomes. And lastly, researchers criticize the lack

of attention to the interactions of the individual and

the organization, the intrinsic outcomes, and the con-

text of the larger society (e.g., Davis, 1977).
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There are three broad types of definitions of

quality of work life adopted by researchers in the area.

The first type of definition is the extent and quality

of certain conditions existing in the work place.

Possibly the most comprehensive list of conditions

has been developed by Walton (1974): adequate and fair

compensation, safe and healthy environment, development

of human capabilities, growth and security, social inte-

gration, constitutionalism, total life space, and social

relevance. A second type of definition of quality of

work life is the extent to which the work environment

satisfies individuals' basic needs. This view is

generally taken by organizational psychologists such

as Lawler (1975) and Hackman and Suttle (1977). The

third type of definition of quality of work life relates

to the cognitive and affective reactions of individuals

within the work place.

Probably the best workable definition of quality

of work life incorporates organizational conditions,

need satisfaction, and self reported contentment and

any interactions of the three. Tihe definition of quality

of work life used in this study's proposed model is the

extent and quality of existing conditions within organi-

zations that provide for outcomes which satisfy human

needs and goals relative to the expectations and aspira-

tions of individuals and the collective.
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There haVe been numerous studies of organizational

conditions and changes under the rubric of Organizational

Development. One typology of organizational innovations

directed at quality of work life is outlined by Kuper

(1977). Kuper lists the following as major experiments

in United States and Europe: flexitime, job enrichment,

participative management, autonomous work groups, and

labor/management committees. Cummings and Mallory (1977)

outline the major quality of work life efforts in the

following categories: autonomous work groups, job

restructuring, participative management, organization-

wide change, organizational behavior modification, flexi-

ble working hours, and Scanlon Plan. These two lists

are highly similar and indicate agreement on the major

quality of work life efforts.

A good deal of research on quality of work has

centered around the development of categories of major

needs and goals which are satisfied at work. Some of

the major need theorists who are often cited include

Maslow (1954), Alderfer (1972), Erikson (1963), and

Herzberg (1957). Hackman and Oldham (1975) have

developed what they term "core job dimensions" which

affect critical psychological states. The core job

dimensions include skill variety, task identity, task

significance, autonomy, and feedback. The critical

psychological states include meaningfulness,
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responsibility, and knowledge of results. Burden (1975),

in a similar psychological approach to individual reaction

to jobs, lists the following psychological requirements

of a job: social support and recognition, demanding

job, feedback, able to learn, decision making, able to

relate to purpose, and desirable future. Table 3 includes

some other research on psychological needs satisfied

at the work place. Also included in Table 3 are some

of the major research and applications of work components

or outcomes which relate to quality of work life.

As in the previous section on quality of life,

the content analysis in this section supports the pro-

posed idea that the two dimensional model of human out-

comes and experiences descriptively accounts for the

research on factors and elements in the field of quality

of work life. A cursory look at Table 3 indicates where

authors in their field generally place emphasis and where

lack of attention exists. For example, a good deal of

attention of theoreticians and researchers is focused

on those organizational activities and human outcomes

relevant to the psychological experiences of the individual

such as in job enrichment, advancement opportunities,

self esteem, and self actualization. Less emphasis is

generally placed on the physical environment and the

social spheres of the workers' lives.

The next section is devoted to studies in the field
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of corporate social responsibility. This area of

research is more general than both quality of life and

quality of work life. Studies in this field will be

content analyzed in terms of organizational activities

and human outcomes for both society-in-general and

employees.

Corporate Social

Responsibility Assessment

 

The concept of corporate social assessment is

entwined with the definition of organizational social

responsiveness. The latter defines the domains of per-

formance upon which the audit attempts to measure. As

the areas of responsibility of the corporation are

continuously shifted so do the criteria of corporate

performance. Post (1975) states that the performance

of a corporation needs to be evaluated in the context

of its status in the environment. Status is the role

expectations of the corporation by the larger social

environment. These sets of role expectations of corpora-

tions within a society develop into models of corpora-

tion-society relationships. The models are: legal,

market, exploitation, techno—structure, and interpene-

trating systems (Post, 1975). In each model the

behaviors of an organization are evaluated by different

criteria. For example, if a corporation's status is

enveloped in a legal model then its adaptive behavior
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is evaluated by adherence to the rules of the game. If

the corporation exists under a market mode1,then perfor-

mance is measured in terms of its competitive behavior

(Post, 1975). As Sethi (1975) states, "a specific

action is more or less socially responsible only within

the framework of time, environment, and the nature of

the parties involved." Thus, the assessment of the

social performance of a corporation is based upon the

role of that corporation within society-~the valence

of the elements in the universe of outcomes depends on

the particular social system and organization.

As noted in the earlier chapters, the domain of

corporate social responsibility is expanding. This

domain of responsibility is increasing beyond the

corporation's traditional economic role to the contribu-

tions to the total "life space" of the individual.

Ackerman and Bauer (1976) state that "corporate respon-

siveness is a movement to make institutions more

responsive to human needs...it is a rebellion against

measuring progress predominantly in economic and

technical terms." This perspective is not meant to

imply that corporations have historically averted the

fulfillment of human needs but instead implies that

as the domain of outcomes sought shifts and expands.it

is the responsibility of the corporation to conform

to the changing human needs and goals. The Committee
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for Economic Development in 1971 stated that, "business

enterprises, in effect, are being asked to contribute

more to the quality of American life than just supplying

quantities of goods and services." Due to the greater

recognition of the corporation's wide range of impacts

on the quality of life and an expanding role of the

corporation within society, the social performance

assessment of an organization increasingly needs to be

based on an expanding domain of human needs and goals.

Despite the recency of the demand for corporate

social responsibility assessment and criticisms of the

scarcity of quality research in the area of the corporate

social audit there are a number of categorizations

or typologies of corporate social audits. Bauer and

Penn (1972) provide four categories of social audits.

One approach is to collect evidence that the corporation

is doing no social harm or is not under indictment by

a governmental body. A second category is to rely on

subjective impressions of knowledgeable and concerned

persons. The third approach is to select specific pro-

grams and areas of activity, and to descriptively review

them in detail. Examples of this third approach includes

the work of the Council on Economic Priorities on

assessing corporate performance in such areas as air

and water pollution, the Equal Employment Opportunity

Commission's work on assessing minority hiring and
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promotion, and the attitude survey method used by Blum

(1958) to measure progress in human relations. The

fourth approach is the development of sophisticated

quantitative measure of social responsibility. Acker-

man and Bauer point out three examples of this last

category of social audits. An example is Sater's (1972)

proposal to rate:organizations relevant to a number

of comparison groups on a number of dimensions of social

issues. A second example is Abt's (1972) social audit

which is a balance sheet of the company's current and

long term social assets and liabilities, and a state-

ment of the social gains and losses in the current year.

A more recent and extensive typology of social

audits is developed by Blake, Frederick, and Myers

(1976). Six types are described and examples are given.

Type I is called Social Balance Sheet and Income State-

ment which attempts to convert social benefits and

costs into dollar terms and to develop a social state-

ment paralleling a conventional financial statement.

Two examples are given: the Abt audit which intends

to measure all social benefits and costs and the

Linower audit which measures only voluntary expendi-

tures. Type II audit is called the Social Performance

audit which consists of research based studies of the

performance of selected companies in particular I

industries on areas of social or political concern such
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as pollution, minority personnel practices, and war

machinery. Two examples given are the work of the

Council on Economic Priorities and the Interfaith Center

on Corporate Responsibility.

The Type III audit is named the Macro-Micro Indi-

cator Audit which is a numerical assessment of company

social performance compared to a set of indicators

developed at national, regional, or local levels. A

framework of goals, criteria, and norms for the

general community is established at a macro level and

is used to compare with similar micro indicators of

individual companies. At the point of their writing,

the authors give only the proposed studies of Preston

and Post (1975), the work of the First National Bank

of Minneapolis, and the proposed work of the Urban

Strategy Center of the U.S. Chamber of Commerce (see

Table 4).

Type IV is called the Constituency Group Attitudes

Audit which attempts to measure preferences and attitudes

of groups or constituents which are affected by the

corporation's activities and policies in various areas

of social concern. The most comprehensive proposal of

this approach is by Shocker and Sethi (1975) who adapt

a marketing methodology approach of determining priorities

for corporate social actions through responses to profiles

of social action possibilities. Also a more recent
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study by Strand, Levine, and Montgomery (1981) assessed

the preferences of job seekers for entering organizations

based upon organizational personnel and social policies.

Type V audit is a category of Government Mandated

Audits which numerically assesses corporate performance

in mandated areas such as discrimination and pollution,

plus descriptions of practices, policies, and organiza—

tional characteristics. Agencies such as the Environ-

mental Protection Agency, the EEOC, and OSHA all use

this approach.

The last category of social audits, Type V1, is

called the Social Process/Program Management Audit and

is advocated, extensively described, and applied to a

number of organizations by Blake, Frederick and Myers

(1976). The Process/Program Managenent Audit is des-

cribed as a "quantitative, descriptive, and social

science analytical assessment of organizational per-

formanc; in selected programs having social signifi—

cance and impact." The auditors analyze the history

of a program, the process of program goal development,

the process of inputs-throughputs-outputs of the program,

and the process of evaluation. Two organizatons are

currently actively using the program mangement audit.

One is the Social Audit Research Group at the University

of Pittsburgh, and the second is the Bank of America.

Dierkes and Bauer (1973), in their attempts to
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delineate the major issues in assessing corporate social

accounting, believe that the concepts developed in social

auditing center around four basic dichotomies. Proposals

for social audits may be designed either irrespective

of their feasibility or for immediate applications.

Second, the audits may be for reporting to the public

or for internal decision making and enforcement of

policies. Thirdly, the social audits may either measure

the social impact of all business activities or focus

on a specific area, predominantly on a company's social

programs. And lastly, there are social accounting methods

that report social impacts exclusively in monetary terms,

and audits which also include nonfinancial measures.

According to Dierkes and Bauer most of the social audit

developments can be characterized by these dichotomies

and have not been integrated and cross fertilized.

The corporate social audits function to delineate

the major categories of corporate social activities.

As mentioned previously, these activities are directed

at both the organizations' employees and society in

general. The former activities constitute the organiza-

tion's quality of work life activities and the latter

activities define the quality of life concerns. Table 4

contains most of the major corporate social audits and

the areas of activities and impacts.

Inspection of Table 4 reveals a great deal of
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overlap between the organizational activities and condi-

tions identified in the literature on social audits and

those identified in the research fields of quality of

work life and quality of life. Very few of the social

audits, though, list organizational activities or human

outcomes in the domains of interpersonal interactions

and social integration for both employees and society-

in-general. A great deal of attention of the audits

is focused on material provisions, individual develop-

ment, and interindividual consistency for employees.

These same domains of human outcomes and organizational

activities are emphasized for society-in-general, but

in addition, physical environmental aspects are also

frequently mentioned, including pollution abatement and

conservation. These patterns may be indicative of

contemporary issues in the field.

The next and final section of this chapter will

propose the full contents of the static model of organi-

zational activities and their human outcomes. The

literature on quality of life, quality of work life,

and corporate social responsibility reviewed and briefly

summarized in Tables 2, 3, and 4 is the primary source

for the identification of the proposed elements.
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Proposed Contents of

Organizational Activities

and Human Outcomes Model

 

 

 

The approach of this study is an attempt to define

organizational social responsiveness in terms of the

total effect of organizational activities on the quality

of life of society and the quality of work life of

employees. Quality of work life and life is defined

as the intensity and frequency of activities and outcomes

which satisfy human needs and goals relative to ever-

changing expectations and aspirations. The universe

of possible outcomes which affect quality of life origi-

nate in the phenomenological existence of individuals

in the physical, social, and psychological spheres of

life. The purpose of the model is to define the major

properties of human outcomes and experiences, their

levels, and the resulting categories and elements of

the universe of human outcomes which affect the quality

of human experience and existence.

Once such a structure of human outcomes and

experiences is identified, the major elements of human

outcomes and experiences that are desired by individuals

and collectives in the culture of concern can be listed.

The value attached to the human needs as well as the

desired outcomes and experiences is relative to the

individual, the society, and the culture.

The four major dimensions of the model define the
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universal space of the activities and experienced out-

comes that affect quality of life and work. The first

dimension is the source of outcomes and has three levels,

physical, social, and psychological. These three sources

constitute the major spheres of life in which individuals

experience outcomes. The second dimension describes

the two receptors of outcomes, the individual and the

collective.(iThe individual level describes outcomes

which are directly received by the individual: whereas

collective outcomes affect the entire group directly

and only indirectly the individual. For example, the

total equity of a system is affected by any one element,

and intergroup relations are affected by the change

in any one person's perspective. In contrast, the health

of any person does not necessarily affect the health

of the collective (unless, of course, the illness was

environmentally caused, in which case the outcome is

collective and not individual). Hence the second

dimension of the universe of human outcomes describes

the principle of the initial receiver of the outcomes.

The source and receiver dimensions of outcomes

results in six major categories (Table l). The individ-

ually received categories of human outcomes are material

provisions, social interactions, and psychological

development. The collectively received outcomes are

physical environment, social integration, and
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interindividual consistency. These individual and

collective outcomes respectively correspond to the

physical, social and psychological sources of the

outcomes.

The third major dimension of outcomes is the

impacted group. The various levels of the impacted group

varies with the system under study. In respect to cor-

porate social responsiveness, the principal impacted

groups are the employees and society in general. Further

differentiation of these collectives is possible but

is considered impractical in this global study. The

levels chosen, though, for the impacted groups dimension

defines the collective level of the receptor dimension.

The fourth major dimension of the model depicts

the causal sequence between the activities of the organi-

zation and the outcomes which satisfy human needs and

goals. Although the number of levels of the causal

sequence may vary with the detail of analysis, practical

considerations for this study limits the levels to two.

The first level, labeled organizational activities, result

from the system outputs from the processing of perceptions

of the social environment and the given resources, manage-

ment values and goals, and the environmental-organiza-

tional context of the system. The second level describes

human outcomes and experiences which result from the

organizational activities and which fulfill human needs
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and goals directly.

The combination of the four dimensions results

in 24 categories of outcomes. These categories and their

representative elements are depicted in Table 5. The

contents of these categories are developed from the

research on quality of life in Table 2, quality of work

life in Table 3, and corporate social responsibility

in Table 4. Careful attention has been paid to the

criteria of inclusivity and exclusivity. The contents

of each category are for the most part comprehensive

yet non-overlapping.

Purpose

One of the primary research goals in the fields

of quality of work life and organizational social respon-

siveness is to identify and test generalizations con-

cerning the causal relationships between organizational

activities and human outcomes. In order to do so, it

has been stated that it is necessary to first build a

static model of the properties of human outcomes and

experiences and the organizational activities and

conditions which affect them. This static model has

been developed and described in the previous chapters

and sections. It is the purpose of this current

research to test the validity of the static model.
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Table 5. Propoaed Coateata of Categorical Model of Organizational Social Reaponaiveneaa
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METHOD

Procedures
 

The development and refinement of elements in

each of the theoretical clusters and the validation of

the hypothesized cluster structure follows three

methodological steps. First, after the theoretical

development of the cluster structure (i.e., the 24 cate-

gories), a comprehensive literature review of the

research in quality of life and social indicators

(Table 2), quality of work life and job satisfaction

(Table 3), and corporate social responsiveness (Table 4)

was content analyzed to determine (a) if the categorical

structure could account for the various elements and

domains of quality of life and work and organizational

activities in the literature, and (b) the various elements

in each categorical domain. The (a) task was found to

be successful, the various empirical and theoretical

facets of quality of life and work in the literature

consistently were categorized and indicated differences

in emphasis on the categories by the various studies.

Although this procedure lends only face validity to the

model, it does indicate that a relatively simple analy-

tical structure (4 dimensions) can account for twenty

years of conceptualization and empirical validation

54
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in interdisciplinary and diffuse areas of study. The

(b) task, identification of the items in each of the

conceptual categories, resulted in four major elements

in each of the categories as listed and described in

the previous chapter. The final list of 96 elements

was derived through content analyzing and subcatego-

rizing the elements from the literature in each of the

categories. The resulting four elements in each cate-

gory are thus based on exclusivity and comprehensiveness

and represent the basic universe of content (Guttman,

1944) of the categories.

The second step in testing the theoretical model

and the elements of the categories employed the use of

experts in the area of industrial and organizational

psychology and organizational behavior. A number of

these experts on the campus of Michigan State University

were sent a description of the four dimensional, 24 cate-

gory model of corporate social responses and a randomly

ordered list of the elements in the model identified

through the literature review. Each expert was asked

to write-in each element into a blank structural table

of the categories similar to Table 5. Each item was

analyzed in terms of the percentage agreement of raters

in the various category assignments. The most frequent

category mentioned for each firm indicated agreement

or disagreement with a priori category assignments.
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The degree of agreement indicated either a need for

rewording of the item or possible interdependence of

interrater agreement of the item placements, conceptual

validity of the model structure, and item wording and

content prior to implementation of more empirically

rigorous validation procedures. The expert placement

task is referred to as Study 1 in the results section.

After the contents of the model were identified

and preliminarily tested in the expert placement survey,

which is referred to as Study 1, a more empirically

rigorous study was initiated. Thus, the purpose of Study

2 was to validate the hypothesized cluster structure

using concepts developed in measurement theory. Measure-

ment theory deals with the relationship between the

theoretical constructs and the indicators or fallible

measures of these constructs. This relationship can

be cast, for example, in the language of cluster analysis

(Spearman, 1904) or congeneric tests (Joreskog, 1971,

1978). The transition from theoretical constructs to

empirical measures cannot be considered a process of

operationalization but rather a process of hypothesis

testing (Bunge, 1975). The differences between the

theoretical construct and the measure of the construct

is referred to as "error" which has two sources: random-

ness in a particular response and consistent idiosyn-

cracies in the respondents (Nunnally, 1978).
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The major constructs of the model are the social

responses of the organization toward six conceptual

categories for both quality of work life and quality

of life as differentiated by organizational activities/

conditions and outcomes/experiences which satisfy human

needs and goals. Each of these 24 theoretical constructs

are measured by four items. The sum or average of these

four items form the indices or scales of the constructs.

Specifically, it is hypothesized that the items within

each category sample the item domain (Tryon, 1939)

or the universe of content of each construct (Guttman,

1944). To the extent that these items within each

cluster share a common core, the unidimensionality

of the clusters and the validity of the theoretical

constructs and the model are tested (Nunnally, 1978).

It is assumed that the relationship between the items

and the constructs is linear (Guttman, 1944).

The cluster analytic approach (Tryon, 1939) used

in this study is based on testing a priori cluster struc-
 

tures through a particular cluster analytic procedure

called "oblique multiple groups factor analysis" (Gor-

such, 1974: Harmon, 1976; Nunnally, 1978; Hunter and

Gerbing, 1978). The purpose of the procedures is to

test the unidimensionality within the a priori clusters

through evaluation of the factor loadings, the correlations

of items and factors, and the correlations of the factors.
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The computer software package used to estimate these

parameters is PACKAGE (Hunter and Cohen, 1969). The

items within the hypothesized unidimensional cluster

were tested for internal consistency, parallelism

to other constructs, and homogeneity of content.

Instrumentation
 

The set of items that are cluster and factor

analyzed consist of the 96 quality of life and work

activities and experiences developed from the conceptual

model and the literature review and refined by the expert

placement survey. The items are listed in a copy of 1

the survey in Appendix A. Two responses were requested g

for each of the 96 items. On a five point Likert-type

scale, respondents were requested to indicate the extent

of their organization's: (1) commitment of resources

(money, persons) to the activity or experience, and

(2) effectiveness in implementing the activity. Since

extent of involvement and commitment to the activity

or experience is the primary dependent variable, the

commitment responses are used in the cluster and factor

analyses. The effectiveness responses are analyzed only

in terms of descriptive statistics. Specifically, average

discrepancies between commitment and effectiveness res-

ponses will be analyzed.

Nunnally (1978) states that there are three aspects
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of the process of scale development and validation: (l)

specifying the domain of items of the constructs, (2)

determining the extent the items in the specified domain

correlate and, (3) determining if one, some, or all

measures of such constructs act as though they measure

the construct. In this study, the first process was

carried out by the theoretical development of the model,

the content analysis of the literature, and the

analysis of expert agreement on the categorization of

the items. The second process was completed through

the evaluation of the unidimensionality, reliability

and factorial structure of the 96 items in the scales.

The third process, concerns the convergent validity of

the scales.

Alternative Measures
 

Campbell and Fiske (1959) indicate that construct

validity is demonstrated when alternative measures of

similar or related constructs correlate and the measures

of theoretically unrelated constructs do not correlate.

The former is referred to as convergent validity and

the latter as discriminant validity. Campbell and

Fiske propose a systematic approach to the evaluation

of convergent and discriminant validity through the

use of multitrait-multimethod matrix (MTMM) of correla-

tions.

Organizational social responsiveness to the quality
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of work life of employees has a number of implications

for employee affective, cognitive, and behavioral res-

ponses. Job satisfaction has been found to be related

to organizational and job conditions and outcomes (e.g.,

Herzberg et al., 1957; Porter, 1962; Vroom, 1964).

Employee turnover and job satisfaction have been con-

sistently found to be negatively related (Vroom, 1964;

Porter and Steers, 1973; and Locke, 1975). When there

are favorable job conditions and outcomes, absenteeism

is less likely to occur (Vroom, 1964; Hackman and Lawler,

1971; Porter and Steers, 1973). Other employee reactions

related to quality of work life include work stoppages,

strikes, accidents, and employee theft. All these

employee reactions indicate the extent of employee

withdrawal versus commitment (Porter et al., 1974;

and Steers, 1977). Thus, eight items will be used to

measure the construct of behavioral commitment to the

organization: the extent of absenteeism, tardiness,

turnover, work stoppages, accidents, strikes, employee

theft, and perceived employee satisfaction.

A number of alternative measures of corporate

social responsiveness toward society are also possible.

It is expected that organizational social responsiveness

is related to company performance ratings (Reiman, 1975);

that poor quality of social business practices may result

in consumer boycotts; that socially irresponsive behavior
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may result in the breaking of government regulations;

that poor social business practices will result in either

lawsuits or criminal investigations: and that consumer

complaints also indicate low corporate social responsive-

ness. These five behavioral reactions of societal

members are used to formulate another scale referred

to as constituent problems.

In addition to the 96 items of the principal indices

and the items requesting the extent of employee and con-

stituent problems, there are twelve items which directly

measure the six categories of quality of life in society

and the six quality of work categories. Also, there are

two global measures of corporate responsiveness toward

quality of work life and quality of life in society.

Additionally, included in the questionnaire are

items requesting the number of specialists in various

areas of quality of work life and quality of life. For,

example, the number of specialists at corporate head-

quarters in compensation, employee development, and

environmental pollution and conservation are requested.

Specialists in each of the 6 quality of work general

categories and 6 quality of life general categories are

requested. These items are listed in the survey in

Appendix A.

Other items in the survey include organizational
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characteristics such as assets, number of locations,

and number of employees. Organizational environmental

characteristics are measured by such items as percent

of sales to various markets and by items requesting the

respondent to indicate the extent of influence of various

constituent groups such as unions and consumers.

Also included in the survey is a list of organiza—

tional responses to constituent demands which include

coopting members of the constituent groups, lobbying,

and public relations.

Sample

The population for which the measurement instruments

in this study were designed is all large industrial and

nonindustrial companies or firms in the United States.

Previous research efforts which have identified this

same population have employed various sampling techniques.

Krishnan (1973), in a study of business philosophy,

used two samples: survey of subscribers to the Harvard

Business Review, and all manufacturing organizations

employing over 100 employees in a large midwestern

industrial area. Parket and Eilbert's (1975) study of

corporate social responsibility activities, sampled the

entire list of industrial firms in Fortune's list of
 

the top 500 industrial firms. The same investigators

(Eilbert and Parket, 1973), in a survey study of the

corporate responsibility officer, mailed questionnaires
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to 400 firms randomly selected from Forbes list of 798

biggest companies in the U.S. Buehler and Shetty (1976),

in a study of corporate responses to social change,

sampled all 1250 firms on Fortune's list of industrial
 

and nonindustrial firms. In a study of executive

opinions on social responsibility, Holmes (1976) used

a stratified random sample of the 500 largest industrial

firms and 50 largest nonindustrial firms in six categories.

Before deciding on a sampling approach for this

study, the sample size needed to be considered. (The

size of the sample influences the reliability of the

sample statistics as estimates of the population param-

eters. In an investigation of correlation matrices and

cluster structures as in this study, a sample size of

at least 100 and preferably 200 or more subjects is

desirable (Hunter and Gerbing, 1978). Given a target

of 200 subjects, then a return rate was estimated.

Parket and Eilbert (1973) had a return rate of 232,

Buehler and Shetty (1976) had 192, and Holmes (1976)

had 342. Buehler and Shetty (1976) analyzed the major

reasons for firms not responding. There were three major

reasons companies stated for nonresponse: (a) too costly

to complete, (b) company policy prohibits participation,

and (c) data not readily available. In a cover letter

sent along with the questionnaire in this study, these

three reasons for noncompliance were handled through
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three statements. First, anonymity and confidentiality

was emphasized. Second, the questionnaire was introduced

as a diagnostic feedback instrument as well as a research

tool. Third, no hard statistics were requested, only

the knowledgeable and informed perceptions of a qualified

high level executive. Given this approach, a modest

estimate of the return rate was around 25 to 30 percent.

in order to obtain a usable sample size of about 200,

750 firms were sent questionnaires.

Combining the requirements of mailing to 750 firms

and obtaining a representative sample, a sampling

approach was chosen similar to that used by Holmes (1976)

who received 192 usable returns. ”A stratified random

sample of Fortune's list of the 1000 largest industrial
 

firms and 50 nonindustrial firms in six categories was

used. A total of 450 industrial and 300 nonindustrial

firms were mailed the questionnaires. This approach

allowed further analyses by type of organizationg A

copy of the questionniare mailed to the executives is

in Appendix A.

Respondents
 

The survey instrument was mailed directly to the

CEO or president of the company who was requested to

forward the survey to an executive knowledgable of cor-

porate activities which affect employees and outside
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constituents or to complete the survey himself. A total

of 165 executives responded to the survey, giving a res-

ponse rate of 22 percent. Of these returns, 144 were

codable--a usable response rate of 19.3 percent. Table 6

contains a breakdown of the 144 respondents by position

and industry. The greatest number of respondents were

Senior Vice Presidents, who represented 28 percent of

the respondents, followed by Directors or General

Managers (16 percent), Vice Presidents (13 percent), and

Managers (13 percent). Chairpersons or Presidents repre-

sented eight percent of the identified respondents and

Project or District Managers, three percent. Nineteen

percent of the respondents' positions were not specified.

The relative frequency of respondents in the six

service industry classifications and one manufacturing

category were compared in order to test for the represen-

tatives of the responding sample. A significant X2 of

50.65 at the p .05 level was obtained. Manufacturing

type organizations had the least response rate (11.62)

and transportation the highest rate (402).

Of those reporting their department or division in

the organization, 82 percent were in personnel, human rela-

tions or resources, or a related departmentmsuch as person—

nel research or organization development. The remainder of

those reporting their department were in public relations,

corporate strategy, or a related department.
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RESULTS AND DISCUSSION

An outline of the results section is presented

in Table 7. Results are reported for two studies.

The first study consisted of the expert placement survey.

The placement survey requested a number of graduate

students and professors who are knowledgeable of organi-

zational behavior to place the 96 quality of work and

life activities and experiences into the 24 categories

of the model. The second study consisted of the analysis

of the Quality of Work and Life Inventory: A Diagnostic

Survey which was completed and returned by 144 corporate

executives.

Two results sections for the Inventory are presented.

The first or primary analysis contains three subsections.

The first subsection is the a priori multiple groups

analyses which attempted to validate the proposed

structure of the categorical model. The second subsection

of the primary analysis consists of exploratory factor

analyses of the inventory items and subsequent cluster

analysis based on the blind factor analyses. The third

subsection of the primary analysis consists of correla-

tional analyses of the clusters developed in the second

subsection and a number of related organizational and

environmental variables.



Table 7.

Study 1.

Study 2.

68

Outline of Steps in Research Process

Expert Placement Survey

Quality of Work and Life Inventory

A. Primary Analysis

1. A priori multiple groups analysis.

2. Exploratory factor and cluster analysis

3. Correlation analysis of clusters and related variables

B. Secondary Analysis

1. Comparisons of average commitment and effectiveness

responses of all respondents on quality of work

and life activities and experiences

2. Comparisons of average commitment responses of

manufacturing and service industries to quality

of work and life activities and experiences
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The secondary analysis of the inventory focuses

on the mean commitment and effectiveness responses of

the 144 executives to the 96 quality of life and work

items. The first subsection compares the average commit-

ment responses of manufacturing organizations with those

of service organizations. The second subsection of the

secondary analyses compares the average commitment res-

ponses of all respondents to the average self-reported

effectiveness rating. The results section is then

followed by a short summary.

Studyil: Expert Placement Survey

A number of MSU graduate students and professors

in organizational behavior and psychology were sent a

survey which requested them to place each of the 96 items

listed in Table 5 into the 24 categories as depicted

in Table 5. A total of 45 surveys were sent out--thirteen

surveys were returned. Three of the responses were

uncodable leaving ten codable responses-~a usable return

rate of 22 percent. The ten usable responses were from

three professors, three PhD level students, and four

master's level students. There were five responses from

the Psychology Department, four from Management and one

from Labor and Industrial Relations.

The analysis entailed the determination of the

most frequently mentioned category for each activity
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or outcome. Table 8 contains all the organizational

activities and outcomes listed according to their most

frequently mentioned category by the ten respondents.

Table 8 consists of 96 items and 24 categories.

The original a priori categorization scheme by this

researcher listed four items per category. There were

actually four different surveys, each with three items

per category used in the placement task and one item

per category used as an example. Hence, for any item

there were from seven to nine usable responses. The

relative frequency of each item's most often mentioned

category is in parentheses to the right of each item.

If there is a tie for the placement of an item, this

is indicated by a "t".

A doubleasterisk, "**”, next to an item indicates

that the most frequent placement of the item in the

24 categories is the same as the a priori or hypothesized

placement. A single asterisk, "*", indicated an agreement

with alriori placement if the distinction between A/C's
 

(activities and conditions) and O/E's (outcomes and

experiences)is relaxed (i.e. , considering only the six

QOWL categories and six QOL categories).

The percent of items in perfect agreement (i.e.,

in the 24 categories) with the a priori placement is

77 percent (74 of the 97 items). If one half of the

ties are not considered, then the agreement rate is
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71 percent. Collapsing across A/C's and O/E's the agree-

ment rate is 84 percent. The percent agreement for

only the QOWL items is 77 percent (37 of the 48 items),

and 77 percent for QOL items. For only the A/C items

the percent agreement is 71 percent, for the O/E items

it is 81 percent. This higher agreement rate in the

O/E items was expected because the model and a priori

item placement is based on a theory of outcomes and

experiences which fulfill human needs and goals.

Table 9 indicates the percent perfect agreement

within each of the six general categories between a priori

placement of the items in the 24 categories and the most

frequent respondent placement. The high degree of agree-

ment in the Material Provision, Psychological Develop-

ment, and Physical Environment categories perhaps suggests

that conceptual developments and mutual understanding

of these areas of quality of work and life concerns are

highly refined and well communicated in the field of

study. Whereas, conceptual refinement may not be as

great in the social spheres of Social Interaction and

Social Integration and in Interindividual Consistency.

The validity of these assertions, though, depends upon

the validity of the conceptual model and the a priori

placement.



Tdfle9. Percent Agreement Between Hypothesized and

Expert Placement of Items Within Categories
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Study 2: Quality of Work and Life Inventory

Analysis of the executive responses to the Quality

of Work and Life Inventory is in two parts. The primary

analysis is an attempt to validate the structure of the

categorical model. The secondary analysis focuses on

the mean responses of the executives in terms of their

organizations' commitment and effectiveness in the

quality of work and life activities and experiences.

PrimaryfAnalysis
 

The purpose of the primary analysis is to empiri-

cally validate the proposed content model. The first

subsection directly assesses the content model through

an a priori multiple groups analysis. Clusters or mul-

tiple groups are defined in terms of the categories of

the content model and their respective items. The

clusters are analyzed relative to internal consistency,

parallelism, and homogeneity. The second subsection

of the primary analysis is a blind empirical investi-

gation of the structure of the executives' perceptions

of their organizations' commitment to the various quality

of life and work activities and experiences. Blind

factor analyses and cluster analyses are used in this

investigation. The validity and interpretability of

these empirically-derived clusters will be analyzed

in the last subsection of the primary analysis.
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Correlations between the clusters and related variables

Stufln as number of specialists in various departments

and degree of influence of various constituent groups

will be analyzed.

A Priori Multiple

Groups Analysis

For purposes of testing the a priori structure

of the quality of work and life items, as depicted in

Table 5, a multiple groups analysis was performed using

the statistical program PACKAGE. Twenty-four groups

or clusters were defined as stipulated in Table 5, which

resulted in six quality of work organizational activity

clusters, six quality of life organizational activity

clusters, six quality of work employee outcome clusters,

and six quality of life constituent outcome clusters.

Each cluster was composed of four items.

If the empirical results fit the model perfectly

then each of the four items within a given cluster

would correlate highest with its respective cluster.

Also the alpha coefficients, which are measures of the

extent of the empirical relationships between items

within a cluster, would be very high. On this latter

issue the alpha coefficients were .67, .38, .72, .46,

.64 and .68 for the following respective quality of work

organizational activity clusters: Material Provisions,

Social Interactions, Individual Development, Physical
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Environment, Social Integration, and Interindividual

Consistency. For the same named quality of life activity

clusters for the alpha coefficients were .70, .65, .65,

.61, .53 and .77 respectively. For the same named

quality of work employee outcomes the alphas were .85,

.83, .89, .68, .88 and .83 respectively. And for the

same named quality of life constituent outcomes clusters

the coefficients were .78, .87, .71, .78, .81 and .85.

The organizational activity type clusters had low to

moderate coefficient alphas and the employee and con-

stituent outcome clusters had moderate to high alphas.

Although in both types of clusters the size of the alphas

were discouraging, the employee and constituent outcome

clusters were relatively high. Since the categorical

model was based on outcomes and experiences which ful-

fill individual and group needs and goals, this finding

is not surprising. Executives may perceive a very

different structure for the domain of organizational

activities than for constituent experiences. More will

be said on this later.

Activity items. Table 10 presents the correlations
 

between the 48 quality of work and life organizational

activity items and the 12 clusters they form, corrected

for attenuation. The correction for attenuation is

only for the unreliability of the cluster scores. The

correlations are similar to factor loadings derived in
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Table lCl- Correlationsl Among Organizational Activity Items and

Hypothesized Clusters.

 

 

 

 

 

  
  
   
    
  

QUALITY OF WORK QUALITY OF LIFE

CLUSTERS

ITEMS MAT SOC IND PHY SOC INT MAT SOC IND PH! SOC INT

PRO INT DEV ENV INC CON PRO INT DEV ENV INC CON

pay 60 77* 53 47 57 61 19 24 9 24 25 28

guar. cup. 43 57* 29 10 24 37 17 27 14 10 19 29

benefits 76 83* 68 43 55 64 14 22 14 20 27 31

services 54 78* 59 30 45 64 13 39 35 17 46 4O

soc. inter. 66* 65 51 ll 41 52 2 30 14 7 36 29

human tel. 60 65 82* 29 71 73 -ll 10 - 2 2 30 29

flexitine 57* 29 41 25 38 54 13 32 36 15 53 38

___1§___—2 14 69 33 5 30 l 6 39 - l 4

individuality 56 81* 69 2 71 65 6 l4 — 1 7 18 17

promotions 47 61* 54 32 56 52 - 5 10 1 6 14 12

enriched jobs 64 74* 61 37 67 66 19 20 29 22 43 41

training 60 85* 2° 26, 66 69 5 16 .18 3 29 33

esthetics 14 25 3 63* 17 10 34 - 3 9 62 12 8

then. safety 26 42 22 74* 31 2 34 22 29 32 28 25

human factors 7 17 6 56* 19 O 31 10 6 50 4 4

safety " 53* 2'; 11 71L 11 m s a 20 12 a;

group rewards 48 81* 70 39 63 58 - 2 10 0 7 17 28

a - -

2...: go-gn- é; a a 2g 32. 2g 9 .8 a a 18 a
351.;ch? so 84* 7o 47 5° 75 ll 23 1‘9 LJLJL,

rep. promo. 60 84* 7O 27 59 75 ll 2 14 8 44 53

equity 62 55 64* 28 60 47 14 23 18 19 36 27

A

margin. 32 2;. 22 :2 22 29 12 2L 3; 2L .19 m
techno. adv. 17 18 2 51 8 3 41 34 42 68* 33 27

service useful. 19 17 12 28 - l 22 68 7O 68 56 76*’ 61

resource effic. 17 15 4 42 - 1 ll 82* 46 48 67 55 56

employment 13 3 7 16 Q 15 4* 51 40 48 52 39

cool. comm. part4 35 36 17 19 14 29 42 67 54 48 77* 55

recr. contrib. 26 21 ll 17 7 14 35 41 54* 31 46 41

, 4 2 42 49* 3 36 29

::§;§:°:n;:?v 53 if 23 i6 10 ii 67 so 58 53 77* 52

science contrib. 7 22 - 4 51 6 2 43 13 32 59* 33 25

arts donat. 12 ll 10 - 3 - 1 13 47 65 69* 29 65 51

educ. donat. 15 6 8 10 - 5 18 49 65 94* 4O 74 51

consumer protec. 37 41 28 27 17 38 45 56 34 41 82* 72

commun. infra. l3 8 - 2 32 - 2 8 47 45 38 32 53* 36

structural asth. 38 39 24 20 12 30 52 66 52 33 73* 60

conservation 4 18 9 51 15 10 53 27 38 86* 51 35

pollution .123 22, 2, 72, 13 A, 2A .33 152 29

dev. country indab l 13 -10 22 2 ~ 2 27 ll 38 45* 17 26

gov'nt reg. 26 45 25 25 16 3O 36 55* 51 47 42 52

common. renewal 30 32 24 9 8 37 6O 76* 63 42 67 66

const. common. 42 54 41 33 29 53 46 62 61 53 66 79*

lobbying 28 35 18 18 21 27 51 49 63 44 72* 66

rep. ampl. 44 42 34 24 27 51 49 65 57 45 76* 73

constit. rel. 30 49 25 42 29 33 48 47 51 57 83* 56

minority bus. 46 45 32 22 26 53 54 64 66 53 83* 75            
 

1Correlations are corrected for cluster attenuation.

Highest cluster correlation of item.
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principal factor analysis with communalities. Also,

the item/cluster correlations are corrected for inclu-

sion of the item in the total cluster scores (Hunter and

Gerling, 1979). Table 11 is composed of the correla-

tions between the 48 quality of work and life employee

and constituent experience items and the 12 clusters

they form, corrected for attenuation. There was only

one item which correlated highest with a cluster outside

of the 12 in its respective activity or outcome type

clusters. The item was the chemical and biological

safety quality of work outcome item which correlated

highest (.68) with the Physical Environment quality

of work activity cluster.

Examination of the two tables reveals that all

the quality of work items and all the quality of life

items correlated highest with one of their respective

six quality of work or life clusters. Also, all the

outcome items correlated highest with one of the outcome

clusters, and all of the activity items with the activity

clusters with the one exception.

In the organizational activity items only 12 of

the 48 items correlated highest with their hypothesized

cluster. Four of these were quality of work items, eight

were quality of life items. On the other hand, 25 of

the 48 employee and constituent outcome items correlated
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highest with their respective hypothesized clusters.

Thirteen of these were quality of work items and 12 were

quality of life items.

It is evident that the activity items do not

empirically structure in a manner congruent with the

model. By chance alone, 12 items would be expected to

correlate highest with their hypothesized clusters. This

is especially true with the quality of work activities

where 4 items corresponded and by chance alone 6 would

be expected to correspond.

Further inspection of Table 10 suggests how execu-

tives may perceptually structure quality of work activi-

ties. All the Material Provision items, all the Indi-

vidual Development items, two of the Social Integration

items, and three of the Interindividual Consistency items

corelated highest with the social interaction cluster.

Two explanations are possible for this result. First,

there may be a general factor of quality of work activi-

ties as perceived by executives. This factor may be

determined by the first two items of the Social Inter-

action cluster, opportunity for social interactions

and human relations. It may be that quality of work

perceptions of executives have been shaped by socio-

technical theories and the human relations movement.

A second explanation is that since the alpha coefficient

for the Social Interaction cluster is small, there may
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be a greater amount of variance of the cluster to be

associated with. Generally, the larger the variance

of the cluster the greater the likelihood of larger corre-

lations. Of course, both explanations may have a combined

effect.

The human relations item correlated highest with

the Individual Development cluster. Also, all the

Individual Development items correlated highest with

the social interactions cluster. Analysis of the item-

item correlation matrix reveals that the human relations

item has the two highest item-item correlations. If

the Physical Environment cluster is not considered,

the human relations item has the highest average item-

cluster correlations. It does seem that a general human

relations factor may exist. If so, executive definitions

of human relations extends across Material Provisions,

Social Interactions, Individual Development, Social

Integration, and Interindividual Consistency. The original

conceptualization of human relations management as an

interpersonal process between manager and employee is

obviously not broad enough.

Other noticeable discrepancies between the model

and the empirical results include the following: blue

to white collar (class) promotions is more a function

of the concern for the Physical Environment. Participa-

tion is perceived more in terms of Individual Development
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than Social Integration. Also, equity of the reward

system is perceived to be more relevant to Individual

Development than Interindividual Consistency.

In terms of quality of life activities, there are

a number of discrepancies between the results and the

model. Technological advancements are more a function

of commitments to the Physical Environment than to

Material Provisions. Also scientific advancements are

more related to commitments to the Physical Environ-

ment than to Individual Development. On the other hand,

contributions to community infrastructures and company

structural esthetics are more related to the Social

Integration cluster than to the Physical Environment

cluster. None of the Social Integration items correlate

highest with the Social Integration cluster yet all the

Interindividual Consistency items correlate highest

with the Social Integration cluster. It may be that

activities directed toward Interindividual Consistency

are perceived to be for the purpose of Social Integration

as defined by the cluster's items and these Social Inte-

gration items are perceived as a function of other

quality of life clusters.

Human outcomes. As noted above, the multiple groups
 

results for the consituent outcome items depicted in

Table 11 confirm the hypothesized theoretical structure

to a greater extent than do the organizational activity
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Table 11. Correlations Among Constituent Outcone Itens and Hypothesized

Chi-Carl.

QUALITY O! 80!! QUALITY OF LII!

CLUSTERS

HAT 80C TID Pl! 80C TIT HAT 80C IND PE! SOC TNT

$25!; 280 TIT D87 llV TIC can 830 TIT DEV ray TIC CON

safety 78* 6O 59 85 62 58 27 19 23 29 29 19

living std. 68 62 67 73* 56 50 33 27 33 40 26 28

econ. security 81* 62 62 75 62 56 35 22 24 29 31 23

health 77 75 77 84* 73 72 38 29 4O 35 35 41

trust 71 65 87* 74 84 79 36 32 39 4O 42 42

social north 68 91* 86 75 78 64 53 47 48 56 49 51

menber control 49 65* 63 60 57 60 52 51 55 61 49 58

social involv___ 6‘ * 65 7o 51 59 62 54. 52 53 61...

grouth 7 83* 71 81 78 36 31 37 36 38 36

self esteen 74 82 82 77 84* 72 39 38 40 43 41 41

stress 73 8O 86* 72 80 69 44 41 39 43 36 47

autonony 63 93* 72 74 71 56 48 58 57 5Q , "5.9.,

asthetic exp. 51 54 49 46 56 44 42 49 46 4O 43

phys. comfort 88* 8O 8O 77 78 75 43 38 44 4O 43 44

phys. security 77 64 59 85* 57 56 39 1 29 42 33 26

bio. safety 34 28 18 28 20 16— 15 23 ‘7 L-AL‘

org'nl involv. 64 72 78 65 83* 69 29 23 26 31 32 28

cohesiveness 70 77 81* 75 79 71 38 34 34 4O 27 41

cooperation 73 82 83* 71 82 74 39 33 41 4O 45 42

goals accept. 6O 74 73 60 * 37 28 41 40 38 40

demo. rights W 76 81* 724+ 45 35 7'7 48 49 52

justice 55 67 67 59 _ 65 72* 29 26 31 29 3O 38

equality 55 59 56 60 59 75* 31 23 30 33 41 37

W 49 61 .53—48.4.8“. ’6 31 36 ‘13 M

met. better. 40 53 44 46 36 36 61 60 70 66 73* 65

phys. safety 30 54 37 50 31 34 72 68 74 82* 68 77

econ. security 32 47 42 41 35 43 79 7O 84* 75 66 83

disease prev. 18 33 24 39 fig 59 65* 1 51 57

social «cu-"“27 T9 34 35 57"5‘8" so 68* so so 57 64

trust 29 57 50 45 36 32 82 82* 73 72 66 79

social ectiv. 20 48 33 29 23 29 79 86* 80 70 59 81

science adv. 18 19 13 32 13 11 36 35 33 53* 37 37

educ. adv. 35 51 46 .46 37 41 85 66 94* 66 74 79

cultural activ. 18 37 29 30 23 30 66 58 62 56 75* 64

freedom 28 60 45 4: 41 80* 7 61, 701 g; 1

col-In. esth.— 36 62 49 2 —§ 42 76* 2 76 59 69 75

phys. nobility 24 45 34 39 28 27 77* 66 66 69 56 72

resour e . 4 7 *

.,_, gnaw; 3,; ’5; 2% 2. 3 33 :2 23 n a. 2: a
cannon. rel. 5 —6'9 54 72 W ET

gov'nt tel. 38 54 41 41 36 44 70 55 78 63 88* 68

constit. rel. 31 57 45 43 39 48 8O 67 78 68 91* 75

internat'l rel. 13 3O 18 33 18 16 55 46 68* 57 35 51

equity 29 55 42 40 38 43 74 72 67 61 59 77*1

equity rights 32 52 41 35 31 36 76 74 84* 75 67 77

equal opport. 26 52 41 41 34 51 79 7O 79 72 65 81*

demo. involv. 25 60 48 45 40 47 84 77 89* 71 76 71         
   

*Correlations are corrected for cluster attenuation.

Highest cluster correlation of iten.
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items. More than half the outcome items correlate highest

with their hypothesized clusters. Those quality of work

outcome clusters with three or four items correlating

highest with their respective cluster include Social

Interactions, Individual Development and Interindividual

Consistency. The quality of life outcome clusters with

three or four items correlating highest with their

respective clusters include Social Interactions, Social

Integration, and Interindividual Consistency. The addition

of the social sphere of outcomes, which determines the

Social Interaction and Social Integration categories

in the model, to the basic Montgomery mode (1975) seems

to be supported. Additionally, the inclusion of the

Interindividual Consistency category as distinct from

Social Integration also is supported.

Inspection of the discrepancies between the

theoretical and empirical placement of individual

items lends some insight into the executives' percep-

tions of quality of work and life. In the realm of

quality of work, living standards and physical health

are perceived as more a function of the Physical Environ-

ment, as determined by its respective items, although

they correlate second highest with their Material Pro-

visions cluster. Trust, a hypothesized Social Interaction

item, and group cohesiveness and cooperation, both Social

Integration items, and democratic rights, an
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Interindividual Consistency item, all correlate highest

with Individual Development. It seems that executive

perception of individual development is a broad quality

of work factor. This seems to parallel the organizational

activity cluster results which indicate a general human

relations factor and the result that the human relations

item correlates highest with the Individual Development

cluster.

In terms of quality of life outcomes, the greatest

discrepancies between the model and the data are in

the Material Provisions and Individual Development clus-

ters. Only one of the Material Provisions items correlate

highest with the Material Provisions cluster, the other

three correlate highest with the three collectively

received clusters. Again, it may be that executive

perceptions are influenced more by domains of activities

than causal outcomes. Also, freedom, a hypothesized

Individual Development item, and community esthetics

and physical mobility, both Physical Environment items,

all correlate highest with the Material Provisions cluster.

Other quality of life outcome discrepancies include

the following: scientific advancement, a hypothesized

Individual Development item, is perceived as a Physical

Environment item; cultural activity is placed as a

Social Integration item and not an Individual Development

item; international relations is related more to Individual
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Development than Social Integration; and lastly, the

individual and group rights item is more a function of

Individual Development than Interindividual Consistency.

Summary of Multiple-Groups Analysis. In summary,

the a priori multiple groups analyses resulted in 1

four major findings. First, the outcome type items

empirically fit the model better than the activity type

items. Since the model is based on a theory of domains

of outcomes and experiences which fulfill human needs

and goals, there seems to be general support for the

theory behind the model.

The second major finding is that there seems to

be a general human relations factor in executive per-

ceptions of quality of work. This finding was supported

in both the activity type items and the outcome type

items. Further, in the organizational activity results

in Table 10, the fit between the model and the data for

the quality of life items was better than the fit for

the quality of work items. It may be that the influence

of socio-technical theories and human relations has been

so great that executives have lost some perceptual

discrimination ability and tend to fit most quality of

work activities under the rubric of human relations.

The third major finding is that in the outcome

and experience type items, for both quality of work and

life, there is considerable support for the additional
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inclusion of a social sphere or source of outcomes. The

Montgomery (1975) model was based on only the distinction

between the material and psychological realms of experi-

ence. Although one is tempted by such a clean dichotomy,

the idea that sources of need and goal satisfaction are

limited to an external physical world and internal psyche

misses the rich and fruitful experiences which emanate

from social interactions and group affliations and

identities.

The fourth major finding is that, in general, execu-

tive perceptions of quality of work and life are not

structured in terms of the model. It may be that either

executive constructs of quality of work and life are

not as sophisticated as the model or that they are con-

ditioned by practical purposes (e.g., along functional

departmental lines) and by overgeneralized theories of

quality of work.

In either case, the results of the data are limited

to these executive perceptions. The remainder of the

primary analysis section will focus on these socially

constructed realities of executives. The next sub-

section will explore and attempt to uncover these

executive reconstructions of quality of work and life

through factor analyses and blind multiple groups analy-

ses. The remainder of the primary analysis section will

focus on exploring the relationships between these
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perceived constructs of executives and a number of

environmental, organizational, and individual related

variables.

Empirical Structure of

Ehe Inventory
 

As described in the literature review in an earlier

section, the 96 items in the Quality of Work and Life

Inventory are based on the four dimensional 24 categorical

model depicted in Table 5. Preliminary testing of the

structure of the model has been carried out through:

(a) a content analysis of existing inventories of quality

of work and quality of life facets in the literature,

using the a priori categories of the model for the
 

content analysis; and (b) the expert placement survey,

which employed organizational behavior experts to inde-

pendently content analyze the preliminary set of 96

quality of work and life items developed from the

literature review, by using the a priori categories of
 

the model. Both of these procedures have been used to

develop and refine the 96 quality of work and life items,

and both have demonstrated some degree of conceptual

or face validity to the structure of the model.

In the previous section, the hypothesized structure

of the 96 items was tested more directly through a priori
 

multiple groups analysis. The results demonstrated that

corporate executives' perceptions of the structure of
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quality of work and life diverges to a large extent from

the structure proposed in the conceptual model. The

results of the a priori multiple groups analysis suggests,

to some extent, what these divergencies are and what

perceptual structure executives have of quality of work

and life. The purpose of this section is to further

explore and analyze the structure of executive perceptions

of quality of work and life through factor analysis and

blind multiple groups analysis.

The first part of this analysis focuses on exploring

the factorialstructure of the data by using principal

factor analyses with communalities and varimax rotation.

Principal factor analyses were performed in two steps.

First, the entire set of 96 quality of work and life

activities and outcomes was factor analyzed to determine

if the items factored into quality of work activities,

quality of work outcomes, quality of life activities,

and quality of life outcomes. Given this result, each

of the 24 item sets formed by these four factors were

further factor analyzed.

Factor Analysis of

TOtal Inventory
 

For the two factor solution in the factor analysis

of the entire 96 item data set, the first factor was

composed of primarily employee activity, employee

experience, and societal experience items. The factor
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had an eigenvalue of 20. The second factor primarily

contained manufacturing related items such as chemical

emissions, physical safety, and human factors and had

an eigenvalue of 11. The three factor solution separated

out the societal experience items from the first factor,

which is composed of employee activities and experiences,

although the societal activities items remained with

the manufacturing-related items. The eigenvalues for

the three factors were l4, l6, and 9 respectively.

The societal activities items, though, did factor out

of the manufacturing-related items in the four factor

solution. The eigenvalues in the four factor solution

were 14, 15, 9, and 6 respectively.

Not until the five factor solution did the factoral

structure of the data correspond to the a priori categories

of quality of life experiences, quality of work experiences,

quality of work activities, and quality of life activities.

The fifth factor, labeled manufacturing-related responsi-

bilities, was composed of the following items: chemical

emissions, human factors engineering, promotion from

blue to white collar jobs, work safety, scientific and

technological advancements, resource conservation, pollu-

tion reduction, and chemical exposures and biological

health. The eigenvalues for the five factors were l4,

l3, 8, 8, and 6 respectively.

Figure 3 depicts the accumulative percent of
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variance accounted for by the factors as they were entered

into the factor analytic solutions of the 96 item data

set. Ten factors had eigenvalues greater than 1. But

inspection of Figure 3 indicates that additional vari-

ance accounted for dropped off fairly rapidly after five

factors had been entered in. In the five factor solution,

the employee activities factor accounted for 8 percent

of the total variance, the employee's experiences factor

13 percent, the societal activities factor 8 percent,

the societal experiences factor 14 percent, and the

manufacturing-related factor 6 percent. The addition

of the sixth, seventh, and eighth factors each added

only 2 percent more variance accounted for, and the ninth

and tenth factors one percent each.

The five factor solution in the principal factor

analysis gave sufficient support for further separate

factoring of the employee activities, employee experi-

ences, societal activities, and societal experiences.

Each of the 24 item sets were subsequently submitted

to a principal factor analysis with communalities

and varimax rotation.

Quality of Work

Pactoral Structure

Activity items. The principal factor analysis
 

with varimax rotation of the 24 quality of work life

activity items resulted in three factors with eigenvalues
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greater than 1. The first factor accounted for 23 per-

cent of the total variance with 15 items having the

highest loading on it. The factor, labeled Human Resource

Utilization, correlated highest with the following items

in descending order of factor loadings: human relations,

acceptance of individuality, participative decision

making, training, two-way hierarchical communication,

communication of organizational goals, representative

promotion, equity of reward system, fringe benefits,

enriched jobs, promotions from within, work democracy,

pay, work esthetics and group rewards. The second

factor, labeled Individual Differences Accomodation,

accounted for 11 percent of the total variance, and

correlated highest with the following items in order of

factor loadings: flexitime, modifications of the work

place for the handicapped, employee personal services,

guaranteed employment, and opportunity for social inter-

actions. The third factor, labeled Physical Work Condi-

tions, accounted for 9 percent of the total variance,

and correlated highest with chemical emissions at work,

work safety, promotion from blue collar to white collar

jobs, human factors engineering, and biological healthful-

ness.

Outcome items. The 24 quality of work life employee
 

outcome items factored into two varimax factors with

eigenvalues greater than 1. Named, Employee Identification
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and Integration With Organization, the first factor

accounted for 24 percent of the total variance and con-

tained the following items which correlated highest with

the factor: equal opportunity, employee acceptance of

organizational goals, trust in management, personal

growth, feelings of equity and justice, employee self-

control, identification with organization's mission,

intergroup cooperation, feelings of competence,

democratic rights, stress reduction, equality for pro-

tected groups, work-group cohesiveness, feelings of

social acceptance, employee control over work-group,

cohesiveness, feelings of social acceptance, employee

control over work-group membership, and esthetic

experiences. The second employee outcome and experience

factor, called Physical and Economic Security of Employees,

accounted for 23 percent of the total variance. The

factor had the following items which loaded highest

with the factor: physical security, physical safety,

economic security, physical comfort, increased comfort,

increased standard of living, physical health, and social

involvements.

In summary of the principal components analysis

of both quality of work activities and experiences, the

following factors emerged as domains of quality of work

life: Human Resource Utilization, Individual Differences

Accomodation, Physical Work Conditions, Employee
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Identification and Integration With Organization, and

Physical and Economic Security.

Quality of Life

Factoral Structure

 

 

Activity items. The 24 societal activity items,
 

when submitted to a principal factor analysis with

varimax rotation factored into three factors with

eigenvalues greater than 1. The first factor, labeled

Constituent Integration Into Organization, accounted

for 19 percent of the total variance, and loaded highest

on the following items in order of factor loadings:

communication with constituents, consumer information,

constituent representation in organizational decision,

transactions with minority owned businesses, represen-

tative employment, stable employment, community renewal,

employee rewards for community activities, usefulness

of products, esthetics of structure, governmental lobby-

ing, and convenience of location for employees. The

second factor of the quality of life activity items

accounted for 14 percent of the variance of the items.

Named Organizational Philanthropy and Obligations, the

factor correlated highest with the following items:

donation to the arts, donations to higher education,

contributions to community recreation, government

regulations and maintaining levels of employment. The

third factor of organization societal activities
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accounted for an additional 12 percent of the variance,

was called Material Resource Utilization, and was

correlated highest with: pollution reduction, conserva-

tion,technological advancements, contributions to basic

science, material resource efficiency, contributionsfito

community infrastructure, and encouraging independence

and self sufficiency of developing countries.

Outcome items. The quality of life societal outcome
 

and experience items, when submitted to a principal factor

analysis with varimax rotation, factored into two factors

with eigenvalues greater than 1.0. The first factor

accounted for 30 percent of the total variance of the

24 items and was labeled Social Democratic Freedoms.

The factor was correlated highest with: free choice

in society, physical mobility, social activities, security

in community membership, economic security, disease pre-

vention, democratic involvement, feelings of membership

in society, physical safety, individual and group rights,

international relations, material resource preservation,

equal opportunity in society, and equity of rewards.

The second factor, called Organizational Relations With

Societal Groups, accounted for 26 percent of the variance

of the societal experience items, and was correlated

highest with: relations with the community, relations

with the government, relations with constituents,

material betterment of society, community cultural
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activities, community esthetics, educational advancements

in society, and social esteem of societal members.

In summary of the separate principal factor analy-

ses of the quality of life activities and quality of

life experiences, the following factors emerged as

dominant vectors in the data: Constituent Integration

in the Organization, Organizational Philanthropy and

Obligation, Material Resource Utilization, Social Democra-

tic Freedoms, and Organization Relations with Constituents.

Cluster Analyses

The results of the principal factor analyses for

the total data set and the four sets of 24 items were

used to generate an initial set of 10 clusters or scales.

The items for the initial clusters were very similar

to those that correlated highest with the 10 factors

listed in the previous section with a few exceptions.

The employee experience of freedom from chemical

emissions 'was added to the Internal Working Conditions

cluster. Also, the societal experience items, healthful-

ness of members of society and scientific advancement

items, were added to the organizational social activity

factor called Material Resource Utilization.

The alpha coefficients of the ten clusters ranged

from .75 to .95. Four alphas were less than .90 and

6 were equal to or greater than .90. The large size
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of these reliability coefficients indicates that the

clusters are not only unidimensional to a large extent

but also that the extent of measurement error is rela-

tively small (Hunter and Gerbing, 1976).

The unidimensionality of the clusters was tested

further by the criterion of parallelism, which states

that the items in a unidimensional cluster should have

similar patterns of correlations with (a) items in

other clusters, and (b) other traits (clusters). The

patterns of correlations of the items in one cluster

with those items within other clusters generally

supported the unidimensionality of the clusters.

For example, the correlations of the items in the

Individual Difference Accomodations cluster with the

item, communication with outside constituents, ranged

from .21 to .38, and with the item, freedom from chemical

exposures, from —.08 to .01. The pattern of correla-

tions from lowest to highest were very consistent.

A more clear test of parallelism and, subsequently,

unidimensionality was the size of the correlations of

the items with the cluster scores corrected for attenua-

tion. The corrections for attenuation were made using

only the reliability of the clusters. Only nine of the

96 items correlated higher with a cluster other than

the one cluster the particular item was assigned to.

Of these nine items, no one correlated with another
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cluster more than .07 than with its respective cluster.

Thus, the tests for parallelism supported, to a large

extent, the unidimensionality of the empirically derived

clusters.

Although the above internal and external consis-

tency tests supported the unidimensionality of the ten

clusters, further inspection of the correlations of

the items with their respective clusters, and the homo-

geneous wording of the items led to some breaking up of

the clusters. The Human Resource Utilization cluster

was divided into two subclusters. The division was

based on the meaning of the items, the correlations

between the items and the clusters, and the original

factor loadings of the items. The two subclusters

and their items are listed in Table 12 and are named

Human Resource Utilization and Comprehensive Reward System.

The only other cluster modification was the

division of the Constituent Integration Into the Organi-

zation cluster into two subclusters. The separation

of the clusters was based on the criteria listed above.

The two subclusters are labeled Constituent Communication

and Representation, and Organization-Community Integra-

tion.

The 12 revised clusters were resubmitted to a

cluster analysis using the statistical program called

PACKAGE. The cluster names and their coefficient alphas,
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Table 12. Final Clusters In Quality of Work Inventory.

 

 

 

Item Item

Cluster Names rilc1 nggggz. Names 1'1‘s

1. Comprehensive Reward System 4. Internal WOrk Conditions

(64 -.78) (at -.80)

fringe benefits .70 chemical exposures .87

pay .67 biological health .73

equity of rewards .66 work safety .68

enriched jobs .52 promotion from

esthetics .52 blue collar .66

promotion from within .50 hman factors .48

work democracy .48

group rewards .28 5. Emp1oyee Identification and

Integration With Orggization

2. Human Resource Utilization (d -. 95)

(at-.87) trust in management .84

human relations .80 personal growth .83

individuality . 74 intergroup coop. . 82

training .68 competency .82

2-way communication .67 stress reduction .81

goals communication .67 democratic rights .80

rep. promotion .67 employee self

partic. dec. mkg. .63 control .80

group cohesiveness .79

3. .Indiyidnal_nififgzgngg§ social acceptance .78

.Agggmgdagign, goals acceptance .77

(at .,75) identif. with goals .76

'modif. for handicapped .67 equal opportunity .69

personal services .63 equity and justice .69

social interactions .63 minority equalities .62

flexitime .62 control of group

guaranteed employment .50 ‘membership .61

esthetic experiences .54

6. Physical and Economic

Security

(0‘ -.91)

physical comfort .88

physical health .81

economic security .79

physical safety .78

physical security .75

increased standard

of living .67

social involvements .65

1

ri,c - correlation between item and true cluster score.
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Table1;L, Final Clusters In Quality of Life Inventory.

 

Item 1 Item

Cluster Names ri,c Cluster Names rilc

1. Organization-Community 4. Material Resource Utilization

Integration (It - . 81) pollution reduction . 72

(ct-.82) technological adv. .71

community renewal .73 contrib. to science .66

stable employment .70 conservation .63

usefulness of products .70 healthfulness of

envir. harmony of society .55

structures .65 resource efficiency .49

empl. rew. for comm. contrib. to comm.

participation .62 infrastructure .47

governmental lobbying .52 scientific adv. .47

conv. of location for independence of dev.

employee .50 nations .44

2. Relations with Constituents 5. Constituent Communication

(‘4 -. 91) and Representation

relations with community .84 (OC -.85)

relations with communication with

government .84 constituents .88

relations with consumer information .74

constituents .83 transactions with

material betterment .77 min. bus. .72

community esthetics .77 repres. employment .66

community cultural constit. rep. in

activity .72 decisions .63

educ. adv. in society .72

social esteem .58 6. Social Democratic Freedoms

(04 - . 94)

3. Or so i P thro involvement in dance. .82

(0‘ -.76) free choice in society .81

donations to arts .82 social activities .80

donations to education .79 feelings of societal

contribution to membership .79

community recreation .63 indiv. 8 group rights .78

promotion of regulation .55 security in commun.

maintaining employment .38 membership .78

economic security .78

physical safety .77

physical mobility .74

equal opportunity .74

equity of rewards .70

material resource

preservation .65

disease prevention .64

international

relations .56

1ri,c - correlation between item and cluster corrected for attenuation.
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as well as the clusters' respective items and their

items—-true cluster score correlations are listed in

Tables 12 and 13.

The standard score coefficient alphas of the clus-

ters range from .75 to .94. The original Human Resource

Utilization cluster, which had an alpha of .90, was

divided into two subclusters which have alphas of .87

and .78. Also, the original Constituent Integration

into the Organization cluster, which had an alpha of

.90, was separated into two subclusters with resulting

alphas of .85 and .82. These results indicate that

the two cluster divisions decreased the reliability

of the clusters to a small extent. Given the increased

homogeneity, interpretability, and differentiation

of the clusters, though, the two divisions were concluded

to be an improvement in the restructuring of the data

set.

Correlations Among

Empirically-Derived

Qualit¥ of'Work and

Li e C usters

Table 14 contains the correlations among the 12

 

final quality of work and life clusters corrected for

attenuation (as listed in Tables 14 and 15). The full

correlation matrix is reproduced for full column or

row reference. Some correlations are actually higher

than the coefficient alphas, which demonstrated that
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Table 14. Correlations1 Among Empirically-Derived Quality of Work

and Life Clusters.

Clusters

Clusters Quality of Work Quality of Life

502 501 503 504 509 510 505] 506 501 508 512 511

502 c h 1 I '-o r ens v

Rezzrs Syste: 1.0 .95 .79 .19 .48 .36 .4; .32 .29 .10 .40 .26

501 Human

Resource .95 1.0 .65 .13 .53 .30 .43 .22 .08-:04 .29 .18

Utilization 1

503 Individual

Differences .79 .651.0 0 .36 .28 .60 .53 .34; .10 .49 .28

Accomodation

504 Internal Work .19 .13 0 1.0 .18 .23 .15 .09 .01 .79 .03 .16

Conditions

509 Em l. Ident.

5 integration .48 .53 .36 .18JaC) .87 .52 .48 .38 .28 .56 .52

510 Physical &

Econmc 036 .30 .28 .23 087 1.0 .43 .45 .45 .35 .49 .44

Security n.___“_.___n_1__.___._.1_ _.__“___.

505 Orz'n - Cemm- .47 .43 .60 .15 .52 .43 1.0 .89 .62 .45 .36 .19

Integration

506 Relations I
with Const. 032 022 053 009 .48 045' 0891.0 s85 .48 .37 .18

507 0r 'nl

Philanthropy .29 .08 .34 .01 .38 .45 .62 .85 1.0 .39 .37 .14

508 Material

Res. Utiliz. 010 -004 s10 .79 .28 s35 e45 048 .39100 .29 037

512 Const. Comm. ‘

& Repr. 040 .29 .49 .03 .56 049' .36 .37 .37 .29100 .85

511 Social Democr i

Freedoms 026 018 .28 016 .52 044‘ .19 .18 .14 s37 .85 1.0

l          
 

1Correlations are corrected for attenuation.
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the corrections for attenuation are dramatically larger

than the raw score correlations. For example, the

correlation between Comprehensive Reward System and

Individual Differences Accomodation clusters corrected

for attenuation is .79, whereas the raw score correla-

tion is .60.

The intercorrelations among the true cluster scores

indicate certain patterns of quality of work and quality

of life involvements different organizations engage in.

The discussion of these patterns is in three parts.

The intercorrelations among the quality of work life

clusters in the upper left quadrant are discussed first,

followed by the quality of life correlations in the lower

right quadrant, and lastly the correlation between the

quality of work life and quality of life clusters in

the lower left and upper right quadrants are discussed.

Quality of work

intercorrelations

 

The correlations among the quality of work life

clusters are all positive and greater than .25 with the

exception of the correlations between Internal Work

Conditions and all other quality of work life clusters.

This finding demonstrates that, across organizations,

organizational commitments towards such activities and

experiences as safety, health, and human factors

engineering are only weakly or not at all related to
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other quality of work life activities. Organizational

commitments towards items in other quality of work life

clusters, though, are generally all positively related.

This is especially true of the Comprehensive Reward

System cluster, which has the highest mean correlation

among other clusters. Thus, high organizational commit-

ments towards such activities as attractive fringe bene-

fits, competitive pay levels, equity of rewards and

enriched jobs are strongly associated with high commit-

ment to overall quality of work life.

The highest set of correlations is among the first

three quality of work life clusters - Comprehensive Reward

System, Human Resource Utilization, and Individual

Differences Accomodation. Although these three clusters

were developed from the quality of work activities set

of items, and hence share common method variance, their

high intercorrelations (.65, .79, .95) demonstrate

that organizations which generally pursue either compre-

hensive rewards for their employees, or full use of their

human resources, or accomodating differences among

individuals, are likely to be committed to the other

two quality of work set of activities.

Another notable high correlation is between Employee

Identification and Integration With the Organization

and Physical and Economic Security (r=.87). Organizations

which are committed to having employees who identify
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with the goals and mission of the organization, who

trust management, and develop within the organization,

are also likely to be committed to employee experiences

of physical and economic security. This is probably

especially true for those organizations which pursue

the activities in the Internal Work Conditions cluster,

which is correlated the highest with the Physical and

Economic Security cluster.

The finding that commitments to developing

organizationally-identifying employees and physically

and economically secure employees are strongly related

further clarifies the previously discussed finding

that organizations perceive employee-organization inte-

gration as a high priority problem area and at the same

time have relatively low commitments to sharing power

and control. It seems that organizations desire to gain

the hearts and minds of their employees through pri-

marily fostering employee experiences of physical and

economic security and not by sharing power and control

with them. This conclusion, though, must be tempered

by the finding that there is a moderate correlation

(r=.53) between the clusters, Employee Identification

and Integration and Human Resource Utilization. It

does seem that organizations which pursue organizationally

commited employees do, to some extent, desire to more

fully utilize their employees through two-way communica-

tion, training, participative decision making, human
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relations, and promoting individuality. In general,

though, it appears that organizations are more likely

to create physical and economic security for their

employees in order to develop employee commitment to

the organization.

Quality of life intercorrelations. The correla-

tions among the quality of life clusters in the lower

right quadrant of Table 14 are on the average smaller

and have less variance than the quality of work life

cluster intercorrelations.

The cluster which on the average correlates highest

with other quality of life clusters is the Relations

with Constituents cluster. This cluster contains items

which tend to be worded in general terms and are more

global in nature, such as relations with community and

relations with constituents.

The two clusters, Constituent Communication and

Representation and Social Democratic Freedoms, are very

highly correlated with each other and are correlated

relatively low with the other four quality of life clus-

ters. Since these two clusters are derived from

different item types, the former from activity type

items and the latter from experience type items, their

shared variance is derived from a strong association

between the self-reported commitments of organizations.

Organizations which are commited to such social freedoms
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as democratic involvement, free choice, individual rights,

and economic security, tend to pursue communication

links and joint representation with the community. Since

these activities are only weakly related with the other

quality of life clusters, they may represent a level of

social responsiveness born from a distinct phiIOSOphy

of social democracy.

Intercorrelations between quality of work and life

clusters. The correlations between the quality of work
 

clusters and the quality of life clusters, in the lower

left quadrant of Table 14, take on a wide range of values

(from -.05 to .79). The exceptions to this large dis-

persion of correlations are the moderate size correlations

between the quality of work clusters, Employee Identifi-

cation and Integration and Physical and Economic Security,

and all six of the quality of life clusters. These two

clusters tend to be most strongly and consistently related

to the quality of life clusters.

Although the quality of work cluster, Comprehensive

Reward System, is on average the strongest predictor

of other quality of work clusters, it is not the strongest

predictor of any one quality of life cluster. The Indi-

vidual Differences Accomodation quality of work cluster

is the best predictor of the highly intercorrelated

clusters of Organization - Community Integration and

Relations with Constituents. Hence, organizations which
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accomodate worker differences tend to be aware of the

impacts of their business on the community and desire

positive relations with the community and their consti-

tuents.

The highest correlation is between the Internal

Work Conditions cluster and the Material Resource

Utilization cluster (.79). This association is most

likely explained by common technological processes,

such as manufacturing. Whereas, though, Material

Resource Utilization is a very poor predictor of all

other quality of life factors, the Material Resource

Utilization cluster moderately predicts the last two

quality of work clusters, Employee Identification and

Physical and Economic Security. Hence, it seems that

Material Resource Utilization is a more general and

comprehensive social response of organizations which

are involved in manufacturing.

Higher-Order Factor

Analysis of Clusters

 

 

The examination of the correlations among the

empirically-derived quality of life and work clusters

suggested a number of patterns of organizational commit-

ments. The purpose of this subsection is to further

analyze these commitment patterns by factor analyzing

the six quality of work clusters and the six quality

of life clusters listed in Tables 12 and 13. The factor
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analysis is expected to distill higher order constructs

underlying the twelve clusters.

A principal factor analysis with varimax rotation

and communality estimates was performed on the twelve

quality of work and life clusters. The cluster scores

were calculated as raw score sums of their respective

items as listed in Table l2 and 13.

Four factors emerged with eigenvalues greater than

1.0. The factor loadings are listed in Table 15.

The first factor had an eigenvalue of 4.78 and

accounted for 39.82 of the total variance. The factor

was labeled Resource Exchanges with Constituents and

loaded highest with the following clusters--Organization/

Community Integration (community renewal, stable employ-

ment, usefulness of products, etc.), Organizational

Philanthropy (donations to arts, education, recreation,

etc.), and Constituent Communication and Representation

(consumer information, minority business, representative

employments, etc.).

The second factor had an eigenvalue of 1.77 and

accounted for an additional 14.72 of the total variance.

The factor was termed Maintenance of Social Structures

and loaded highest with Social Democratic Freedoms

(democracy, free choice, rights, etc.), Relations with

Constituents (community, government, cultural activities,

etc.), Employee Integration with Organization (trust,
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growth, cooperation), and Employee Physical and Economic

Security (comfort, health, security, etc.).

An additional 12.7 percent of the total variance

was accounted for by the third factor which had an

eigenvalue of 1.53. The factor correlated highest

with Comprehensive Reward System (benefits, pay, etc.),

Human Resource Utilization (human relations, individuality,

training, etc.), and Individual Differences Accomodation

(handicapped employment, personal services, flexitime,

etc.). The third factor was named Resource Exchanges

with Employees.

The fourth and last factor with an eigenvalue greater

than 1.0 (1.28) accounted for 10.6 percent of the variance

and was labeled Maintenance of Physical Resources. The

factor correlated highest with Internal Work Conditions

and Material Resource Utilization.

The Resource Exchanges with Constituents factor

was composed of primarily quality of life activities.

Also, the Resource Exchanges with Employees factor con-

sisted of mostly quality of work activities. The other

two factors, though, were composed of quality of work

and life activities and outcomes.

Of particular interest is the Maintenance of Social

Structures factor. Two quality of life clusters loaded

very highly on the factor and two quality of work factors
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moderately. The reason for the label given the factor

is as follows. The Social Democratic Freedoms concept is

basic to the capitalistic economic environment and the

Relations with Constituents factor is fundamental to

the organization's perceived legitimacy by other organized

power groups in society. It seems that positive relations

with societal power groups go hand in hand with promoting

Social Democratic Freedoms. Likewise, in the internal

organizational social environment (i.e., employees) the

development of employee integration into the organization

commitments is paralled by commitments to their physical

and economic security.

Given the overlapping of the quality of work and

life clusters in the higher-order factors there are a

number of relevant implications. First, quality of

work and life are not necessarily empirically distinct.

Commitments to maintaining social structures and physical

resources affect both quality of work and quality of

life concerns. Resource exchanges on the other hand

seem to be divisible in terms of whether the exchanges

are with constituents or employees. The second implica-

tion is that the concept of organizational social res-

ponsiveness can be split into four separate areas-~resource

exchanges with constituents and employees, and main-

tenance of social structures and physical resources.

The next subsection is the last of the primary
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analysis. The subsection focuses on the relationships

among the 12 clusters and other related organizational

and environmental variables. Before the correlational

analysis is presented, though, there is a brief discussion

of the conceptual parallelism between the empirically—

derived clusters and the original six categories of the

content model.

Parallelism Between

Empirically-Derived

and Conceptually-

Derived’Clusters

 

 

 

 

Quality of work and quality of life activities

and experiences were originally theorized to be each

conceptually structured in terms of six categories:

Material Provisions, Social Interactions, Individual

Development, Physical Environment, Social Integration,

and Interindividual Consistency. The content analysis

of the literature and the expert placement survey demon-

strated to a large extent the utility and conceptual

validity of the basic six category model. The empirical

analyses of the factor and cluster analytic structure

of the 96 quality of work and life items in the Inventory,

though, was not identical with the conceptual categories

and their domain of items.

The empirical structure of the data, though, does

not refute the utility nor the validity of the conceptual

model for two primary reasons. First, the conceptual
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model was instrumental in the development of the cluster

structure. The actual cluster domains listed in

Tables 12 and 13 were developed from a synthesis of the

"blind" factor analyses and the item domains of the

original conceptual categories. The final cluster

analytic structure is a product of the inductive-deductive

scientific process of theory development--empirical

testing-~and theory refinement. The second reason for

the empirical support of the utility of the original

model is manifested in the conceptual parallels between

the final six quality of work life clusters, the six

quality of life clusters, and the original categories

of the conceptual model. The Material Provisions category

is similar to the Reward System cluster for quality of

work life and the Organization-Community Integration

quality of life cluster. The second category of the

conceptual model, Social Interactions, parallels the

Human Resource Utilization and Relations With Constituents

empirically-derived clusters. The Individual Development

category is related to the Individual Differences

Accomodation quality of work cluster and the Organizational

Philanthropy quality of life cluster. The fourth cate-

gory, Physical Environment is very closely aligned with

Internal Work Conditions and Material Resource Utilization

clusters. Also, the Employee Identification and Integra-

tion quality of work cluster and the Organization-



115

Community Integration quality of life cluster coincide

with the Social Integration category. And lastly, the

Interindividual Consistency category of the original

conceptual model is very related to the Social Democratic

Freedoms quality of life cluster and somewhat related

to the Physical and Economic Security quality of work

factor.

Construct Validity of

Empirically-Derived Clusters

 

The primary results section of study, to this point,

has focused on the cluster and factor analytic structure

of the 96 quality of life and work items. The purpose

of the structural analysis was to investigate the internal

validity of the content model and its categorical con-

structs. The remainder of the primary analysis of the

inventory is devoted to examining the relationship be-

tween the twelve empirically-derived quality of work

and life clusters and a number of related organizational

variables such as number of specialists in various depart-

ments. The intent of this last subsection of the primary

analysis is to investigate the meaning and utility of

the 12 clusters as they relate to other organizational

phenomena, or in short, the construct validity of the

12 clusters.

The correlational analysis is in two parts. The

associations between the twelve clusters and two sets
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of alternative measures are investigated in the first

part. The alternative measures are single item measures

of the twelve original quality of work and life constructs

and the number of specialists in areas related to the

twelve constructs. The second part of the correlational

analysis examines the correlations between the twelve

clusters and organizational/environmental variables,

such as percent of sales to various customer types and

the self-reported influence of various constituent groups.

Correlates Among Clusters

and Alternative Measures

The original intention of this section of the results

was to test the convergent/divergent validity of the

category clusters as determined by the proposed model

of quality of work and life by using the multitrait-

multimethod procedure. Since the final quality of work

and life clusters, which were derived by factor and clus-

ter analytic analyses, are somewhat conceptually and

empirically different from the conceptual categories

of the model, the proposed alternative measures of the

original clusters are not measures of the same traits

or constructs as the empirically-derived clusters. Since,

though, the empirically-derived clusters are, to some

extent, parallel to those of the original model, the

alternative measures and related organizational variables

and their correlations with the empirically-derived
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clusters should give an indication of the utility and

conceptual meaning of the empirical clusters. In short,

the construct validity of the twelve final quality of

work and life clusters will be explored in this section

through analysis of their organizational correlates.

Single items. Tables 16 and 17 contain the correla-
 

tion coefficients between the twelve final quality of

work and life clusters and the single item measures of

the original twelve quality of work and life categories

and the number of specialists in areas related to the

original twelve categories.

If the original quality of work and life clusters

were used in Tables 16 and 17, it would be hypothesized

that the diagonal elements of the two sets of Table ele-

ments would be higher than the off-diagonal elements.

Since, though, the empirically-derived clusters are used

in the tables this hypothesized similar-trait relationship

is not expected to occur to a great extent. But, since

the empirical clusters are somewhat parallel to the

original clusters, the diagonal-off diagonal comparison

should given an indication of the conceptual meaning

of the final clusters.

In Table 16, almost all correlations are statis-

tically significant except for the correlations with

the Work Conditions cluster. The diagonal elements for

this cluster, though, are statistically significant.
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Single Item Measures.

Correlations Among Quality of Work and Life Clusters and
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The upper left hand quadrant contains the correla-

tions between the quality of work life clusters and single

items. The Reward System cluster is fairly highly correla-

ted with all the single item quality of work life commit-

ments, indicating further support for the generality

of purpose of the cluster. The Human Resources cluster

is more highly correlated with commimments to psychologi-

cal development and group cohesiveness, although all

corelations are significant and moderate in strength.

The Individual Differences Accomodation cluster is

noticeably more highly related with social interactions

and psychological development. As noted before, the

Work Conditions cluster is only correlated with its

respective single item measure, healthful environment.

The Employee-Organization Integration cluster is most

strongly associated with the expected single item of

group cohesiveness, and is also highly correlated with

psychological development. The last quality of work

cluster, Physical and Economic Security is moderately

correlated with all the quality of work life single

items.

The correlations between the quality of life clusters

and the quality of life single items are contained in

the lower right quadrant of Table 16. The diagonal

elements for the first two clusters are higher than the

off-diagonal elements, although somewhat less so for
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the Constituent Relations cluster. Philanthropy is only

significantly related with economic health and equity

and equality. Material resources, as expected, is most

highly correlated with healthful environment. Constit-

uent Communication, like Philanthropy, is most strongly

related to the economic-related single items. The

Social-Democratic Freedoms cluster is very strongly

associated with group cohesiveness, but is also fairly

highly associated with all other items, indicating the

strong predictive power it has as a quality of life factor.

Specialists. In Table 17, the correlatiors between
 

the clusters and number of specialists in related areas

are presented. In the quality of work life quadrant,

the number of specialists in social activities is

correlated the highest with all clusters except the

work conditions cluster, indicating the strong predictive

power of these specialists for quality of work life

commitments. The Physical and Economic Security cluster

is generally correlated with the various types of

specialists, which suggests the pervasiveness of physical

and economic security across specializations.

The correlations between the quality of life clusters

and specialists are contained in the lower right hand

quadrant. Philanthropy is significantly related to the

number of specialists in arts, culture, and science,

and minority employment and business. Concern for
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Specialists in Organisation.

compensation

social

activities

training and

development

work

conditions

ubitration

goal setting

equity and

equality

on. social

activities

arts. culture,

science

pollution and

conservation

constituent

relations

minority upl.

and business
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f

Material Resources is significantly correlated with

specialists in arts, culture and science and in

constituent relations. The Constituent Communication

cluster is related to specialists in pollution and

conservation and in constituent relations. No other

correlations are significant.

Quality of Work and Life

andVOrganization/Environ-

mental CharacteriStics

 

 

It is expected that the type of quality of work

and life concerns organizations have are related to the

economic and social environment of the organization.

The organization/environmental interface was measured

in two ways. Respondents were requested to indicate

the percent of sales or business their organization

transacts with wholesalers, government, public, retailers,

other industries, and their five largest customers.

In addition, respondents were asked to indicate the extent

to which their organization's activities were affected

by various societal elements and groups. The correla-

tions between the quality of work and life clusters

and the environmental items are presented in Table 18.

The organization's percentage of sales to whole-

salers was positively related to Work Conditions and

Material Resources, and negatively related to commitments

to Constituent Relations. The percent of sales to the
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Organizational]Environmental Characteristics.

2 of Sales To:

Wholesalers

Government

Public

Retailers

Industry

Five Largest

Customers

ggtent Affected

Consumers

Suppliers

Regulators

Employees

Media

Technology

Stockholders

Other

Industries

Environmental

Urban

Groups
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government is somewhat strongly related to commitments

to Work Conditions and significantly to Material

Resources. Sales to the public is negatively associated

with commitments to Work Conditions and Material Resources,

and positively to organizational commitments to Human

Resources, Employee-Organization Integration, and Con-

stituent Communication. Organization sales to other

industries is positively related to Work Conditions,

Material Resources, and Physical and Economic Security.

And lastly, the percent of sales to the organization's

five largest customers is positively related to Work

Conditions and Material Resources.

The extent to which organizations report they are

affected by consumers is positively related to commit-

ments to Human Resources, Individual Differences Accomo-

dation, Community-Organization Integration, and Con-

stituent Communication, and is negatively correlated

with Work Conditions and Material Resources. The effect

of suppliers, though, is positively related to Work

Conditions and Material Resources. There is a positive

relation of regulator influences on Individual Differences

Accomodation, Employee-Organization Integration, and

Constituent Communication. The extent organizations

indicate they are affected by employees is significantly

associated with commitments to Reward System, Employee-

Organization Integration, and Constituent Communication.



The influence of the media on organizations is

associated with commitment to Individual Differences

Accomodation, Physical and Economic Security of employees,

Community-Organization Integration, and Constituent Re-

lations and Communication. Reported influence of tech-

nology is significantly correlated with commitments to

Work Conditions, Employee-Organization Integration,

Physical and Economic Security, Material Resource, and

Constituent Communication. Union influences seem to

be primarily on Work Conditions.

The extent to which the community is reported to

influence the organization is related to Reward System,

Individual Differences Accomodation, and Community-

Organization Integration, Relations, and Communication,

and Material Resources. Organizations which report

higher influences of other industries are more likely

to have higher levels of commitment to Employee-Organi-

zation Integration, Physical and Economic Security,

Community-Organization Integration, and Material Resources.

The extent to which environmentalists affect the organi-

zation is most strongly related to Work Conditions and

Material Resource usage. And lastly, the effect of urban

groups is most pervasive since it is significantly related

to all the quality of work and life concerns except Work

Conditions, Material Resource, and Social-Democratic

Freedoms.
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The pattern of correlations between the clusters

and the percentage of sales and influence of certain

groups indicate what types of organizations are associa-

ted with the various quality of life and work commit-

ments. The correlations also suggest why organizations

vary in the commitments. High percent sales to whole-

salers, for example, is associated with lower commit-

ments to constituent relations--these organizations

interact less with consumers and the community. Also

sales to the government is related to high commitments

to the maintenance of physical resources, which indicates

the influence of safety and environmental regulation.

And lastly, the influence of various constituent groups

is diverse.

Organizational characteristics. The correlations
 

among the clusters and a number of organizational charac—

teristics were measured two ways-~through additional

items in the executive survey listed in Appendix A

and objective measures such as return on equity listed

in 1980's Fortune magazine. In the executive survey,

ten items were used to form a management social values

scale, six items for an information dissemination on

social policies scale, six items for social auditing,

six items for human resource problems, and five items

for constituent problems.

The Management Social Values scale is correlated



Table 19. Correlations Among Quality of Work and Life Clusters and Other

Management Social Responses and Organizational

Characteristics.
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with all the quality of work and life clusters except

Work Conditions. This result indicates the ubiquity

of social values as an index of organizational social

values.

The Information Dissemination and Social Auditing

scales have the same pattern of correlations with the

quality of work and life scales as does the Social

Values. Thus, social values and social information

gathering and dissemination are generic variables or

indicators of organizational commitments to quality

of work and life.

Human Resource Problems are negatively related

to commitments to Human Resources, which supports the

efficacy of these type of quality of work activities.

The amount of constituent problems indicated by an

organization is positively related to the clusters

Employee-Organization Integration, Physical and Economic

Security, Community-Organization Integration, Constit-

uent Relations, Constituent Communication, and Social-

Democratic Freedom. Thus, organizations which experi-

ence constituent problems tend to be more committed

to building better relations and communication with its

constituents.

The remainder of Table 19 contains items concerning

demographic information of the organizations which

were obtained directly from the Fortune magazine. The
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amount of assets of an organization is related to

Individual Differences Accomodation and Constituent

Communication. It seems that larger/richer companies

are more likely to engage in these activities. The

number of employees and divisions in an organization

is not related to any of the quality of work and life.

clusters. The number of sites or locations the organi-

zation has is related to Work Conditions and Material

Resources.

The organizations' percentage of market share

in their major product line or service is related to

Reward System and Work Conditions quality of work

clusters and all quality of life factors except Constit-

uent Relations and Social-Democratic Freedoms. The

percentage of the work force unionized is related to

Work Conditions and Material Resources, which suggests

that union influence is primarily limited to manu-

facturers and specifically, conditions of the physical

environment. The return on equity of the organizations

in 1979, a measure of profit, is negatively related

to Individual Differences Accomodation and Constituent

Communications. Since these same factors were related

to assets, it may be that these activities are not

directly related to profit, but that the relation is

spurious due to the effect of assets.
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Secondary Analysis: Inventory

Profile Analysis

This section of the results focuses on the average

commitment and effectiveness self-reports of the corporate

executives to the 96 quality of life and work items on

the first four pages of the survey in Appendix A. Res-

pondents were requested to indicate for each item: (1)

the degree of commitment of their organization in terms

of resources and goals; and (2) the extent of organiza-

tional effectiveness in implementing the particular

activity or creating the particular constituent experi-

ence. Respondents were given a five-point Likert—type

scale for their responses (1-none, 2=low, 3-moderate,

4thigh, 5=very high).

There are two subsections to the secondary analy-

sis. Average self—reported commitments of manufacturing

organizations are compared to those of service industries

in the first subsection. The second subsection then

compares the average self-reported commitments of all

respondents to the average self-reported effectiveness

ratings on the 96 quality of life and work items.

Commitment of Manu-

facturing and Service

Industries

 

 

One means of describing the quality of work and

life priority areas of various industries is to compare

the average commitment scores on the different quality
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of work and life items. Figures 4, 5, 6, and 7 contain

profile lines of the average self-reported commitments

to the 96 quality of work and life items for service

industries and manufacturing industries. Disparities

between the two profile lines and also between the

percentage of respondents indicating the activity or

experience is not applicable to them suggest areas

of divergent interest for service and manufacturing

companies.

In general, service industries indicate greater

commitment to the various quality of work activities

and experiences. In particular, service industries report

on the average much higher commitment to employee personal

services, guaranteed employment, social interactions,

and employee training, whereas manufacturers place more

emphasis on work safety and health.

The patterns of quality of life concerns for service

and manufacturing industries, on the other hand, are

much more divergent. Service companies place more emphasis

on stable employment, convenience of company location,

consumer information, cultural philanthropy, structural

esthetics, constituent communication, community renewal,

and governmental lobbying. These quality of life activi-

ties are generally above and beyond normal business

operations. On the other hand, manufacturers indicate

higher priority on research and development, pollution
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reduction, conservation and recycling, and encouraging

self sufficiency of developing countries. These types

of quality of life concerns are more in line with.means

of carrying out normal business operations. Service

industries in their quality of life activities are hence

more likely to commit themselves to additional indi-

rectly-related business activities in the community,

whereas manufacturers are more likely to modify their

means of doing directly-related business activities in

society in general.

Commitment - Effective-

ness Comparisons
 

Figures 8, 9, 10, and 11 contain the average self-

reported organization commitment responses (represented

by a thick line) and the average self-reported effective-

ness ratings (represented by a thin line) for each or-

ganizational activity and constituent experience across

all respondents. The figures allow an examination of

the relative commitment priorities, self-reported effective-

ness, and a comparison between expressed commitment and

effectiveness for each organizational activity and con-

stituent experience averaged across all respondents.

The numbers next to the profile lines indicate the percent

of respondents who either gave no response to the item

or indicated that the item was not applicable to the

organization. These responses were not calculated in
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the profile lines.

Commitments. The highest average commitments
 

(greater than 3.9) for organizational activities which

affect employees (Figure 8) include the following: pay,

benefits, human relations, training, promotion, biologi—

cal safety, physical safety, reward system equity,

and representative promotion of employees in protected

groups. Employee experiences (Figure 10) given high

priority (greater than 3.9) are as follows: physical

.health, physical safety, trust in management, freedom

from slow acting chemical and biological dangers, feelings

of physical security, and equality of outcomes for

members of protected groups. These activities and

experiences represent the core of high commitment acti-

vities in personnel and human resources.

The highest average commitments (greater than 3.9)

for organizational activities which affect society in

general are as follows: product or service usefulness,

resource efficiency, stable employment, pollution reduc-

tion, and representative employment of protected groups.

Societal members' experiences given high priority (greater

than 3.9) by the organizations include community relations

in general and government relations in general. These

societal-directed activities and experiences represent

high priority quality of life concerns of organizations

in general.
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Effectiveness. In Figures 8, 9, 10, and ll, the
 

thin profile lines represent mean responses of all

organizations to the request for self-reports of .

effectiveness in implementing the activities or bringing

about the constituent experiences. The same five point

Likert-type scale was used (lsnone, 2=low, 3=moderate,

4=high, 5=very high).

Quality of work life activities given high average

effectiveness ratings (greater than 3.5) included fringe

benefits, promotion from within, biological safety, and

work safety. Quality of work life experiences which

were indicated as effectively brought about (greater

than 3.5) were limited to health and safety experiences--

feelings of physical safety and security, and freedom

from chemical and biological dangers.

0n the lower end of the self-reported effectiveness

scale, those quality of work life activities and experi-

ences indicated as being implemented ineffectively (less

than 2.5) were: enrichment of lower level jobs, use

of collective or group rewards, employee control over

membership in work groups, and employee feelings of

autonomy. These activities and experiences, though,

were generally given low levels of commitment. In

general, it seems that the responding organizations

believe they are most committed and successful in safety

and health aspects of quality of work life and least
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committed and successful in sharing authority and control

with lower level employees.

In terms of quality of life, the least success-

fully implemented activities and constituent experiences

(less than 2.5) are as follows: employee rewards for

community participation, encouraging independence and

self-sufficiency of developing countries, constituent

representation in major organizational decisions that

Iaffect their concern, social activities, and international

relations. These activities and constituent experiences

are also given low levels of commitment by the responding.

organizations.

Discrepancies. Comparisons of the difference or
 

spread between the two profile lines in Figures 8, 9,

10, and 11 allow an examination of quality of work

and life areas which are given high commitment relative

to the degree of self-reported effectiveness. These

items represent perceived problem areas for organiza-

tions.

Quality of work life activities and experiences

which have an average discrepancy between commitment

and effectiveness ratings greater than .5 include the

following: pay, human relations, training, communica-

tion of corporate goals to employees, two-way communica-

tion between highest and lowest levels in the organiza-

tion, reward system equity, promotion of employees in
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protected groups, employee trust in management, employee

identification with the organization, employee acceptance

of organizational goals, and equality of outcomes

for employees who are members of protected groups. Be-

sides the equal employment, compensation, and training

activities, executives perceive their greatest difficulty

with managing employees is in imbuing the employees with

a sense of trust and confidence in management and identi-

fication with the mission of the organization. These

same respondents that desire to gain the trust and

organizational spirit of their employees also, as indi-

cated earlier, are not committed to sharing authority

and control with their employers.

The quality of life organization activities and

constituent experiences which have a discrepancy of .5

units or more between stated commitment and effective-

ness are: resource efficiency, development of consumer

education, representative employment of protected

groups, transactions with minority owned businesses,

economic security of societal members, preservation

of material resources, and international relations.

These items indicate relative problem areas of organiza—

tional quality of life concerns.

The above findings concerning organizational activi-

ties and constituent experiences which have high commit-

ments relative to reported effectiveness may not
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generalize to all industry types. Certain types of

industry may be more effective or less committed to these

activities. Average discrepancies between stated commit-

ment and effectiveness for all 96 items were subsequently

disaggregated by industry type. Service type industries

(S.I.C. codes .40 to 67, N=92) were compared to manu-

facturing type industries (S.I.C. codes 20 to 39, N=52)

on items which had a discrepancy score of .7 or more

in either type of industry. Table 20 lists the high

discrepancy score items for service and manufacturing

industries.

In general, service type industries had higher

and more discrepancy scores greater than .70. Of the

items listed in Table 20, service industries reported

much greater difficulty compared to manufacturers in

reaching their commitments toward employee training

and cross functional cooperation. The data was further

disaggregated by industry type, as listed earlier in

this section, for the purpose of identifying crucial

quality of work and life concerns for each specific

type of industry.

High discrepancies. Table 21 is a list of quality
 

of work and life items which had discrepancy scores

greater than .75 in any one industry. Table 21 gives

an indication of high priority problem areas for certain

industries as demonstrated by a high discrepancy between
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Table 20. High Commitment-Effectiveness Discrepancy Score Items For

Service and Manufacturing Industries.

Discrepancy Score Discrepancy Score

  

For Service For Manufacturers

Item Industries Industries

Employee Training .70 .47

Representative Promotion of

Protected Groups .73 .61

Human Relations Management .75 ~ .57

Employee Trust in Management .73 .67

Cross-functional Cooperation .70 .33

Z-Way Heirarchical Communication .63 .71
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extent of self-reported commitment and effectiveness.

Human relations management and communication of the

corporate mission seem to be perceived problem areas

for insurance and retail companies. Training is

reported as a problem for these two types of companies

as well as for transportation, which also indicates

work safety and reward system equity to be of high

concern. Two-way hierarchical communication for insur-

ance, transportation, and banking companies have

extremely high discrepancy scores. Retailing, trans-

portation, and utilities all indicate problems with

implementing representative promotion programs. Trust

in management seems to be an acute problem with

utility and food companies. Transportation and banking

both report high discrepancies between commitment and

effectiveness in getting employees to identify with

their organization's mission and to accept the company's

goals. Insurance and bank companies report a problem

in getting their various departments to cooperate.

In reference to quality of life concerns, retail com-

panies report a problem in developing free choice and

expression in society: diversified financial companies

in maintaining equality of opportunity for all;\and

insurance companies in getting societal members to

participate in the democratic process.

Cluster discrepancies. To this point, the
 



 

 

Table 21.

Industry Type. 53

O

U . 'e a 50 e O

E- “swimweags
Quality of «.00 g E m i; 3 3 g a E: 8 c: u

WorkLife :5 E c: 3 a: E-i :3 an as. FR 313;?

Human Relations .68 .57 .75 .77* .921.69l.65 .71 .64 .55 .58

Training .62 .47 .70 .77’ .95 .771.59 .71 .27 .64 .43

Work Safety .33 .41 .27 0 .17 .854.“ 0 0 .55 .38

Com- Corp. .64 .67 .63 .85 .83 .62 .53 .57 .36 .45 .73

Mission

Z-Way *1 *1 i?

Communication :69 -71 ~69 -92 3.0 .77 .65 .79 .18 .64 .73

Reward System *

Equity .54 .51 .55 .62 .67 .77 .53 .43 .46 .55 .50

Representative J *

Promotion '69 '61 '73 -70 ~92 .85 .7715? .46 .45 .65

Trust In

Management e70 e67 073 .54 075 .62 100%064 073 1.2% .50

Identification * a

With Mission -55 ~51 ~53 ~54 .75 .92 .53 .79 .27 .64 .43

*

c’°’°'F““°‘1°nal .56 .33 .70 .77* .75 .54 .65 .86 .64 .36 .33
Cooperation

Acceptance of * 7 * .36 .46 .55

Org'n. Goals .58 .53 .62 .46 .75 .77 .47 . 9

*

Discrepancy score greater than .70.

Quality of Life .

Free Choice

. . .18 .64 .43
and Expression .36 .47 .30 .62 .831 15 12 0

Equality °f 4321.27 .45
Opportunity .40 .41 .40 .54 .50 .15 .24 O

mcrati“ .37 .41 .35 .85" .75 .73 .18 o .09 .73 .33
Involvement j _ 4

l
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High Average Commitment-Effectiveness Discrepancy Items By

 

 

  

 

 

  
 

 

 

           
 

 

 
 

    
 

         
 

Items in this table have a commitment-effectiveness

score of .70 in at least one industry type.
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discrepancy scores between average self-reported commit-

ment and effectiveness in areas of quality of work and

life have been presented for individual items only.

In order to gain a more general view of high priority

problem areas, the sum of the average discrepancy scores

for the four items within each of the 24 quality of

life and work categories listed in Table 5 were calcula-

ted. The sum of the four discrepancy scores in each

category in the a priori model are presented in Table

22 for the various types of industry. In Table 22,

for each industry type, the twelve categorical activity

discrepancy scores are very parallel to their respective

constituent experience discrepancy scores. For example,

in the first row of discrepancy scores, which repre-

sents all organizations, both the activity and experience

discrepancy scores for Individual Development, Social

Integration, and Interindividual Consistency quality

of work life categories are very similar and indicate

an agreement that these are high priority problem areas.

Also, the comparatively low scores for both the activity

and experience discrepancy scores for Social Interaction,

Individual Development, and Physical Environment quality

of life categories, indicates an agreement that these

are relatively low problem areas.

The sum of discrepancy scores within categories

that are greater than 2.0 are distinguished by an



Table 22 .

All

Organiz.

General

Manufact.

Service

Insurance

Retailing

Transport.

Utilities

Commercial

Banking

Diversified

Financial

Food

Products

Manufact.

144

52

92

13

12

13

29

14

11

11

41

(excludes food)
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Quality of Worl lity of Life

MAT soc IND pay IND PHY soc INT
PRO INT DEV ENV DEV §§!._1E§.QQN.

A1 .8 1.0 1.7 1.0 .4 .5 .6 1.1

E2 1.1 1.0 1.5 .9 1.0 .9 1.3 1.2

A . 1.0 1.6 1.1 .4 f .5 .5 .9

E 1.2 1.01.5 1.1 P.l .8 .7 P.1

A . 1.0 1.7 .9 .4 .5 .7 1.2

E 1.0 .9 1.5 .9 1.0 1.0 1.6 1.3

A 1.0 1.0 2.0* . . .5 .4 1.4

E 1.2 .7 1.8 . P.o 1.3 1.5 1.48

A .6 1.3 1.8 .5 . .3 .8 .1

E 1.8 1.3 1.9 .9 .2* 8.1 1.8 .3*

A 1.2 .8 2.1* 1.5 1.9 2.” 1.2 .5 .4 1.0 .8 .4

E 1.0 1.6 1.8 1.4 2.2* 1.5 1.2 .2 .5 1.2 1.2 .8

A . 1.0 1.7. 1.1 .5 1.8 .6 .4 .7 .9 1.0 1.5

E .9 .81.4 1.6 .9 1.6 .9 .7 .7 4.0 1.9 .7

A .4 1.0 1.4 .4 .9 1.0 o .3 o .5 .9

E o _ .4 1.3 .8* 1.4 .9 o .4 .4 1.6 o

A .1.3 .8 1.6 1.1t05 1.5 .3 0 .7 .4 .9 1&041

E .5 1.2 1.2 .5 .6 1.6 1.6 1.0 .8 4.2 .7 1.5

A .6 .6 8.7 1.1 2.6*1.3 .5 .4 .5 .2 .3 .9

E 1.5 2.0Hh.6 .9) 1.6 ;2.1* .7 .55 8.5 .o .9 .3

A .8 1.1 1.6 1.1 2.3*1.6 .7 .5 .4 .7 .5 1.0

E 1.1 .8 1.4 1.1 1.8 1.3 fl .9 .7 1.0 .7 .7 1.0

Average Category Discrepancy Scores Between Reported

Commitment and Effectiveness By Industry.

 

 

 

 

    
 

    

 

  
 

        
       

1 - Organizational Activity Type Items

2 5 Constituent Outcome and Experience Type Items

* - Discrepancy Score Greater Than or Equal to 2.0

r
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asterisk. These areas indicate very high problem

areas in that the average discrepancy scores for the

categories' respective four items is at least .5 units.

The most frequent category with discrepancy scores

greater than 2.0 units is the Social Integration quality

of work life category. This result supports the earlier

finding on individual item discrepancy scores, that

employee acceptance and identification with the organiza-

tions' goals and mission is the highest priority problem

area for private organizations in general.

The second most frequent problem area is the Inter-

individual Consistency quality of work life category.

Retail, transportation and food product industries all

show difficulty in implementing and bringing about equity

and equality of opportunity for their employees. This

finding is also supported by the high discrepancy scores

in the related category of Interindividual Consistency

in society for both insurance and retail companies.

Table 22 also allows a comparison of priority

problem areas within each industry. For example, banks

indicate little or no problem in Material Provisions,

Social Interactions and Physical Environment concerns

for their employees, but indicate difficulties in

employee development and organizational integration.

In addition, banks place relatively greater concern

on Material Provisions and Social Integration in their
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quality of life concerns than in Social Interaction

and the Physical Environment in society in general.



SUMMARY

The primary objectives of this study were (1)

to propose a model of human outcomes and experiences

which fulfill human needs and goals, (2) to expand

the model and develOp an inventory of organizational

social responses which affect the quality of work life

and the quality of life, and (3) to empirically vali-

date the model using expert opinions and executive

perceptions of their organizations' commitments. This

summary reviews the major findings, describes the over-

all conclusions, and offers four areas of future

research.

The Model

The proposed basic model of human outcomes and

experiences is based on two properties of the outcomes--

the source or sphere and the unit of reception. The

source of outcomes are either physical, social,

or psychological. Reception units of the outcomes

are either individuals or collectives. The two proper-

ties are used as two dimensions of the model which

when crossed form six categories of human outcomes.

Individually received type outcomes are Material

Provisions, Social Interactions, and Psychological

153
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Development. Collectively received outcome categories

include Physical Environment, Social Integration,

and Interindividual Consistency.

Organizational social responses were further

modeled by the inclusion of two additional dimensions.

The causal sequence leading from organizational activi-

ties and conditions to human outcomes and experiences

formed the third dimension. And the fourth and final

dimension was the impacted group which was limited

to employees and society in general. The complete

model thus contained twenty-four categories--six

quality of work activities, six quality of work

experiences, six quality of life activities, and six

quality of life experiences.

LLEEEEEEEB Analysis

Lists of facets of quality of life and work

and corporate social responsibility from over fifty

studies in the past two decades were content analyzed

using the model. The content analysis of the

literature was used to test the face validity of the

model and to help identify the contents of the various

categories of the model.

Different categorical areas seemed to be explained

by the various studies. The following are some of the

better lists of facets for each of the six quality of
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life categories. The Dalkey (1968) study was analyzed

as having health, affluence, and security as Material

Provisions elements. Social Interaction facets

were very infrequently mentioned but included family,

friendship, and status. For the Psychological Develop-

ment category, Terleckyj's (1973) list containing

education, art, science and leisure was very represen-

tative. The Environmental Protection Agency Fellows

(1972) had the most comprehensive Physical Environ-

ment list which was divided in terms of the physical

environment (housing, transportation, esthetics,

etc.) and the natural environment (clean air and water,

noise; etc.). The EPA Fellows (1972) also had one of

the better list of Social Integration facets which

included community, social stability, and culture.

The last quality of life category was extensively

covered in the literature and best represented by the

Economic Council of Canada which listed basic freedom,

equality, electoral process, and group rights.

In reference to quality of work life there were

greater degrees of variance in emphasis across the

six categories. Material Provision elements were the

second most emphasized category next to Psychological

Development. A representative list included salary,

security, and employee benefits (Peay and Wernander,

1978). Dunnette et al.'s (1966) list of quality of
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work facets contained the following Social Interaction

facets: recognition, co-workers, and human relations

supervision. By far, the most represented category

was that of Psychological Development. Hackman and

Oldham's (1976) five core job characteristics-~skill

variety, task identity, task significance, autonomy,

and feedback--was the most comprehensive and theoreti-

cally impressive. I

The three collectively received quality of work

outcome categories were least emphasized. One possible

reason for the emphasis on individually received out-

comes in the quality of work literature is the strong

influence of psychologists. For example, Porter (1972)

explicitly stated that his list was based on Maslow's

theory of a hierarchy of needs. Analysis of the

collectively received human outcomes illustrates a major

deficiency in current quality of work constructs.

The only elements in the literature which were

placed in the Physical Environment category were work

safety and working conditions (Sheer, 1975). Social

Integration elements appeared in greater number in

later years. Sheer's (1975) list was very exceptional:

commitment, absence of apathy, involvement and influ-

ence, confidence in management, and union/management

relations. Interindividual Consistency elements also

did not appear on the lists until the mid 1970's.
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Two elements given by Davis (1977) subsumed all others--

equitable treatment and democracy at work.

The content analysis of corporate social respon-

sibility facets demonstrated the utility of the dis-

tinction between quality of life and quality of work life

as the two areas of organizational social responsiveness.

Although there was less emphasis on quality of work

life, all the facets could be placed in one of the

twelve categories. The analysis also suggested that

the social interaction and social integration categories

are distinct from the other categories. The most com-

prehensive lists are by McAdam (1973) and Carson and

Steiner (1974).

The content analysis also revealed two other major

deficiencies in the literature. First, there was no

standardized categorical scheme of quality of life

or work elements. Most methods for construction of

the lists were based on either the authors' percep-

tions, integration of a number of different perceptions,

or empirical analysis of items which originated from

the researchers' perceptions. The major contribution

of the proposed model is the proposition that there

exists certain properties of human outcomes and

experiences and that these properties form categories

which are generic to both quality of life and work.

Another deficiency in the literature is a clear
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lack of differentiation between organizational activities

or conditions and human outcomes and experiences. This

problem is symptomatic of the conspicuous absence of

clearly defined properties and dimensions. For example,

some lists of quality of work facets contain objective

elements such as amount of-authority and opportunity

for interactions and purely experiential elements such

as self-esteem and personal growth (Porter, 1962).

An exception to this is the explicit differentiation

by Hackman and Oldham (1976) between objective task

characteristics and resulting psychological states.

The proposed four dimensional model was an attempt

to apply this causal sequence between objective con-

ditions and human experiences to all areas of quality

of life and work.

Expert Placement Task

The content analysis of the literature was then

used to develop a proposed set of 96 elements for the

twenty-four categories of the model. Two studies were

implemented to test the model. Study 1 used the

responses of ten experts in organizational psychology

and behavior to place the 96 items in the twenty four

categories. Overall, 77 percent of the most frequent

placement of the items agreed with the hypothesized

placement of the items. The agreement rate with that
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hypothesized was greater in the human outcome items

(81 percent) than the organizational activity items

(71 percent)--which tends to support the proposition

of two properties underlying human outcomes and their

usefulness as a basis for model building. The

highest agreement rate between the experts and the

a priori placement was in the Material Provision,
 

Physical Environment, and Psychological Development

categories.

Inventory Analysis

Study 2 attempted to further validate the proposed

model through an analysis of the responses of 144 cor-

porate executives to the 96 quality of work and life

items and additional items. The primary analysis con-

sisted of cluster and factor analyses of the 96 items

and their correlations with related variables.

A priori analysis. There were four major findings
 

in the a priori multiple groups analysis. First, the
 

structure of the executive perceptions of their organie

zations' commitments fit the model better for the human

outcome items than the organizational activity item.

Only twelve of the forty eight organizational activity

items correlated highest with their respective hypoth-

esized clusters, whereas twenty five of the forty eight

human outcome items correlated highest with their
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respective clusters. The second finding was that a

general human relations factor in quality of work seemed

to be present. A total of thirteen of the twenty four

quality of work activities correlated highest with the

Social Interactions cluster which contained the items

human relations management and opportunity for social

interactions. The third finding of the multiple groups

analysis was that there existed general support for

the inclusion of a social level of human experiences

in the basic Montgomery (1975) model. In the quality

of work outcome items, three of the four hypothesized

Social Interaction items correlated highest with the

Social Interaction cluster, and in the quality of life

outcome items, all four of the Social Interaction items

correlated highest with that cluster. Also, three of

the four Social Integration quality of life outcome

items correlated highest with the Social Integration

cluster.

The fourth and last major finding of the a priori

multiple groups analysis was that executive perceptions

of their organization's commitments are not structured

in the same manner as that of the model. The alpha

coefficients were generally low to moderate and the

item/cluster correlations did not support the hypothe-

sized item placement.

Blind structural analysis. The purpose of the
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factor analysis and subsequent cluster analysis was to

investigate the structure of the executives' perceptions

of quality of life and work commitments. In the factor

analysis of all 96 items, five dominant factors emerged.

Four of the factors corresponded to the distinction

between quality of work activities, quality of work

experiences, quality of life activities, and quality

of life experiences. The fifth factor was related to

manufacturing processes.

The structuring of the entire data set in terms

. of the four major sets of categories of organizational

social responsiveness supported the procedure of further

factor analyzing each of the four sets of twenty four

items. The twenty four quality of work life items_

factored into three factors-vHuman Resources, Individual

Differences Accomodation, and Physical Work Conditions.

The quality of work life outcomes factored into Employee

Integration with the Organization and Physical and

Economic Security. The twenty four quality of life

activity items gave three factorSo-Constituent Inte-

gration Into the Organization, Organizational Philan-

thropy, and Material Resource Utilization. And lastly,

the quality of life outcomes resulted in two factors--

Social Democratic Freedoms and Organizational Constit-

uent Relations.

The highest loadings of the items with the factors
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were used to develop ten clusters which were then

cluster analyzed. The alpha coefficients of the clusters

ranged from .75 to .95, which were considered fairly

high. Only nine of the 96 items correlated higher with

a cluster other than their own respective clusters and

none of these were greater than .07 in difference. After

further inspection of the item/cluster correlations and

item content, two clusters were further subdivided.

The Human Resources cluster was divided into Human

Resource Utilization and Reward System subclusters. The

Constituent Integration Into the Organization cluster

was divided into Constituent Communication and Repre-

sentation and Organizational/Community Integration.

The patterns of correlation among the twelve

final clusters was investigated. A higher-order

factor analysis of the twelve clusters revealed four

factors with eigenvalues greater than 1.0. The four

factors were labelled Resource Exchanges with Constit-

uents, Maintenance of Social Structure, Resource

Exchanges with Employees, and Maintenance of Physical

Resources.

There were four major findings of the factor

analyses of the 96 items and the subsequent cluster

analysis. The first is that the twelve empirically

derived clusters conceptually paralleled the original

six quality of work categories and the six quality of
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life categories. The actual item contents, though, were

very much different. The second finding was additional

support for the inclusion of the Social Interaction and

Social Integration categories of the original model.

The Constituent Integration and Employee Integration

clusters emerged in the factor analyses and were suppor-

ted in the cluster analyses. The third finding was

that the quality of life commitment patterns of organi-

zations are not separate from their quality of work life

commitments and vice—versa. Two of the higher-order

factors were composed of quality of life End'work

clusters--Maintenance of Social Structures and Mainte-

nance of Physical Resources.

The fourth major finding of the factor and

cluster analyses dealt with the composition of the

higher-order Maintenance of Social Structures factor.

The two quality of life clusters which correlated

highest with the factor were Relations with Con-

stituents and Social Democratic Freedoms. The two

quality of work clusters which correlated highest with

the factor were Employee Integration into the Organiza-

tion and Physical and Economic'Security. Perhaps,

the development of positive relations with constituents

is perceived to be associated with commitments to social

and democratic freedoms and commitments to organiza-

tionally integrated employees is associated with
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developing the physical and economic security of the

employees. That is, positive constituent relations

are possibly promoted through granting freedoms, and

positive employee relations are promoted through

granting securities.

Construct validity. The third and last subsection

of the primary analysis attempted to explore the

organizational correlates of the twelve empirically-

derived quality of work and life clusters. Single

item measures of the original twelve categories of the

content model and number of specialists in areas related

to the twelve original categories were correlated with

the twelve empirically-derived clusters. Since the

clusters seemed to parallel the original categories

of the model, the correlations tested the validity

of the clusters as measures of the twelve quality of

life and work constructs.

Examination of the correlation matrices revealed

only partial support for the construct validity of the

clusters. In the single item/cluster matrix, only one

of the twelve diagonal elements (8 percent) was not

significant (Philanthropy with psychological development

in society) whereas twenty six of the 132 off diagonal

elements (20 percent) were not significant. In the

specialists/cluster matrix, four of the twelve diagonal

'elements (33 percent) were significant whereas only
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twenty three of the 132 off diagonal elements (17

percent) were statistically significant at p.<.01.

Also, the number of specialists in employee social

activities significantly correlated with five of the

six quality of work clusters and three of the six

quality of life clusters, which accounts for seven

of the twenty three significant off-diagonal corre-

lations.

Cluster correlates with other organizational

variables revealed a great deal about the organiza-

tions' varying patterns of commitments. The percent

of total sales to wholesalers was positively related

to commitments to Internal Work Conditions and Material

Resource utilization and negatively related to Con-

stituent Relations. Also percent sales to government

or five largest customers was positively related to

Internal Work Conditions and Material Resource Utiliza-

tion. Lastly, percent of total sales to the public

was negatively related to Internal Work Conditions

and Material Resource Utilization and positively

to Human Resources, Employee Integration, Community/

Organization Integration, and Constituent Communication

and Representation.

Self-reported degree of influence of various

constituent groups also helped explain the various

commitments. Of all groups, the influence of unions
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correlated with the least number of clusters--only

Internal Work Conditions. The influence of urban

groups was most pervasive--five of the six quality

of work and four of the six quality of life correla-

tions were significant. Influence of technology

was also pervasive (six significant correlations),

as was the influence of consumers (six significant,

but negative with Work Conditions and Material Re-

sources). The influence of environmentalists, the.

media, and stockholders significantly correlated with

five clusters. Stockholder influence, though, was

limited to quality of life commitments. The suppliers

and regulators correlated only with two and three

clusters respectively. Hence urban groups, technology,

consumers, the media, and stockholders had the most

pervasive effects and unions, regulators, and

suppliers the least effects.

The cluster correlations with other organiza-

tional variables included the following. The ten item

Management Social Values scale, and the Information

Dissemination and Social Audit scales were significantly

positively correlated with all twelve clusters, except

Work Conditions and Material Resources with the Social

Audit scale. The six item Human Resource Problems

scale was significantly correlated only with and nega-

tively to Human Resource Utilization. The Constituent
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Problems scale, though, was positively related to

Employee Integration and Employee Security and all

quality of life clusters except Material Resources

and Organizational Philanthropy. This last result

suggests that organizations with constituent problems

such as lawsuits and boycotts may not necessarily

attempt to buy off their constituent problems through

philanthropy.

Included in the cluster correlations with objec-

tive measures of organizational characteristics are

the following. Assets, a measure of size, was positively

correlated with Individual Differences Accomodation

and Constituent Communication and Representation which

suggests these are either expensive activities or best

suited for large companies. The number of employees

and divisions, though, were not correlated with any

of the clusters, which suggests that the wealth

explanation above is probably operating. Return on

equity in the 1970's, a measure of productivity,was

correlated near zero with all twelve clusters. Return

on equity for 1979, though, was negatively correlated

‘with Individual Differences Accomodation and Constituent

Communication and Representation.

Secondary Analysis

There were two major findings in the commitment
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comparisons between manufacturing and service organiza-

tions. First, service industries had greater quality

of work commitments except for Internal Work Conditions.

Second, the quality of life commitment patterns were

very divergent. Service industries were more committed

to activities which were not directly related to their

business concerns whereas manufacturing organization

commitments were generally limited to activities

directly related to their operations (e.g., pollution

reduction, minority employment).

The comparisons between self-reported commitments

and effectiveness across all respondents revealed two

major findings. First, in quality of work life, execu-

tives perceive that their greatest problems are in

Social Integration outcomes (e.g., employee commitment

and identity) but their lowest commitments are to the

hypothesized Social Integration activities (e.g.,

participation, two-way communication). This finding

supports the earlier suggested finding in the higher-

order factor analysis that organizations generally

attempt to develop employee commitment by fostering

economic security and not by sharing power and control.

The second major finding was that there are high per-

ceived problems with both implementing Interindividual

Consistency activities and bringing about their

hypothesized outcomes. Social integration and justice
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are the largest quality of work problems confronting

management.

Overall Conclusions

There are four overall conclusions in the total

study. First, the content model was very practical for

content analyzing the literature and developing the

inventory but did not fully account for the structure

of executive perceptions of their organizations'

commitments to quality of life and work. The four

dimensions, based on the properties of human outcomes

and experiences, was found to subsume all previous

models of quality of life, quality of work, and

corporate social responsibility. The fourth dimension,

the Impacted Group, generalized the basic model to,and

allowed parallel analysis of,quality of.work and quality

of life. The third dimension differentiated between

activities or conditions and outcomes or experiences

which added to the analysis of the literature and the

organizational commitments. The basic six category

model as defined by the first two dimensions, source

and receivor, was generally supported by the expertixen

placements and the conceptual parallelism with the struc-

ture of the executives' perceptions. In both studies,

the outcome type items fit the model better than the

activity type items as expected by the nature of the
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proposed properties of the model.

The second major finding was that the inclusion

of the social level in the source dimension, which

added the Social Interaction and Social Integration

categories, improved upon the basic four category

Montgomery (1975) model. The social categories

emerged andvmme supported in both the cluster and

factor analysis. Also, their inclusion greatly

improved the content analysis of the literature and

the profile analysis of organizational commitments.

The third major finding was that quality of

life commitment patterns are very much related to

the quality of work commitment patterns. The higher-

order factor analysis, for example, indicated that the

factors Maintenance of Social Structures and Main-

tenance of Physical Resources overlap quality of life

and work. Degree of commitments to constituent rela-

tions is associated with degree of commitments to

employee relations. Likewise, commitments to material

resources relate to work conditions commitments.

The last overall conclusion is that the manner

in which organizations commit themselves to the main-

tenance of social structures is very different with

constituents than with employees. For quality of

work life, commitments to employee/organization inte-

gration are most associated with commitments to
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improving the physical and economic security of employees.

Whereas for quality of life, commitments to constituent

relations are most related to commitments to social and

democratic freedoms. This finding was further supported

in the profile analysis. Organizations were highly

commited to social integration outcomes for their

employees but were less committed to the hypothesized

social integration-activities such as sharing power

and control. Instead, organizations seem to buy

employee commitment with physical and economic security.

Future Research
 

Four major future directions for research are

suggested. The two studies explored only the structure

of the quality of life and work perceptions of experts

in organizational psychology and those of executives of

large private organizations. The first suggested

research direction is to explore the perceptual quality

of life and work structure of employees and government

policy makers. Although a large number of the reviewed

studies have used these types of subjects, none have

done so with as complete a list of quality of work

and life elements or with a concisely formed a priori

model with stated preperties.

A second suggested direction for research on

the model is the development of objective measures
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and/or standardized measures of the proposed categories,

elements, and clusters. Standardization and objecti-

fying the constructs of the model would make longitudi-

nal analysis possible, improve comparisons between

organizations, and allow comparisons to other indices

developed in the literature.

Another important line of possible research is

the causal dynamics between organizational activities

and conditions and their resulting human outcomes

and experiences.

There are three postulated types of causal rela-

tions. The first are primary causal relations which

exist between respective categories of activities/

conditions and the outcomes/experiences. For example,

Material Provisional activities affect primarily

Material Provisional type outcomes and experiences.

More specifically, compensation and guaranteed employ—

ment activities affect primarily such outcomes or ex-

periences as material betterment and material security

of employees.

Then there are secondary effects of organizational

activities and conditions within each sphere (i.e.,

physical, social, and psychological) on the human out—

comes and experiences within the same sphere. For

example, some Material Provisional activities, such

as productivity of goods,may have certain effects on
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Physical Environmental outcomes, such as resource

preservation and biological healthfulness. Another

example would be the effects of Interindividual Con-

sistency activities, such as equality, on Psychological

Development outcomes, such as individuality. In other

words, secondary effects deal with the relationships

and tradeoffs between individual type outcomes and

collective type outcomes within respective levels of

the source dimension.

Lastly, there are tertiary effects of the activi-

ties on the outcomes. Tertiary effects result from

the accumulation of "low level" outcomes and experiences

and the fulfillment of their respective goals and

needs. For example, Maslow (1954) theorizes that there

are some progressive dynamics in the importance and

expectation levels of the different spheres of outcomes

within the individual level. Specifically, as material

needs and goals become fulfilled, social, and later,

psychological outcomes and experiences become more impor-

tant. Likewise, it can be hypothesized that these

dynamics exist within the collective level as well.

Furthermore, within the constituent group, collective

type outcomes may gain more importance as the individual

type needs and goals become fulfilled.

Once the full dynamics between organizational

activities and their human outcomes are understood then

optimization equations could be developed for quality
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of work and quality of life. That is, given any current

situation, a policy planner could request via a computer

terminal what the likely human outcomes are for different

courses of action. Also, the same programs could

suggest courses of action for some desired set of human

outcomes.

The fourth suggested major research direction

in the quality of life and work model is an exploration

of the individual psychological processes involved

between reception of human outcomes and need and goal

fulfillment. Two types of sets of variables may be

involved in explaining individual reactions to human

outcomes and experiences. The first set consists of

internal psychological states such as higher-order

need strength (e.g., Hackman and Oldham, 1976) and

value systems (Strand, Levine, and Montgomery, 1981).

The second set of variables which may moderate the

effects of human outcomes on individual reactions

are contextual variables. Social cues and social

comparison processes may affect individual reactions.

For example, Cantril's (1965) finding that the wealth

of a country is little or not at all related to reports

of satisfaction and Schneider's (1975) comparable

finding for American cities suggests that comparisons

to some reference group is the primary basis for

satisfaction reactions (Easterlin, 1974).
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Together, these future research directions would

help pave the way towards a greater understanding of the

structure and dynamics of quality of life and work and

make the concepts more operational. Knowledge gained

would improve policy makers' ability to assess value

systems and apply them to directing qualities of life

and work to desired ends.
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APPENDIX A

Quality of Work and Life Inventory:

A Diagnostic Survey
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