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PBEFACE

This report was prepared under Grant 92-26-72-35 from the Manpower Administra-
tion of the U.8. Department of Labor. Investigators undertaking such projects under
Government sponsorship are encouraged to express their own judgments. Interpreta
ticns or viewpoints stated in this document do net necessarily represent the official
position or policy of the Department of Labor.

Much cf the hitherto unpublished data presented ir this report was collected in two
national surveys of workers sponsored by the Employment Standards Administration,
U.S. Department of Labor.

The authors are particularly indebted to Dr. Floreuce. Casey, of the Manpower
Administration’s Office of Research and Development, for helping to prepare this
report. The advice and criticism of Dr. Casey, Dr. Howard Rosen, Director of that
office, and their colleagues were not only invaluable but made the preparation of the
manuscript a perscnally rewarding experience for the authors.

Robert P, Quinn
Graham L. Staines
Margaret R, McCrellough
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INTRODUCTION

Not so many years ago, concein with the work-
related attitudes of Americans was confined almost
exclusively to management publications, couises in
industrial psychology, and a few scholarly books and
journals. In the past year or two, however, these
attitudes have become & major topic of public dis-
cussion, as well as a growing concern of management
and, to a lesser extent, government and organized labor.
Part of this increasing concern stems from the belief—
perhaps more widely publicized than well-documented
statistically—that the “mood” of the American work
force is changing and that well-tried solutions are no
longer adequate for many newly emerging problems
confronting workers and their employers.

Although current discussions of woikers’ attitudes
focus on job dissatisfaction and are peppered with such
terms as “the blue-collar blues” and *‘the dehumaniza-
tion of work,” far greater interest has centered over the
years on the less voguish concept of job satisfaction.
Research concerned explicitly with job satisfaction dates
back as far as Hoppock’s 1935 community survey of

working adults.! That it continues at a steady rate is '

evident in the results of a recent literature search
conducted by the American Psychological Association
which revealed that 556 reports concerning job satisfac-
tion were published between 1967 and 1972. According
to Edwin Locke, 3,350 articles, books, and dissertations
have been published on the topic to date.?

This report reviews some of the major research on job
satisfaction that has been conducted in the past 40

! Robert Hoppock, Job Satisfaction (New York: Harper,
1935). :

2 This estimate, plus the report of the American Psychological
Association’s literature search, may be found in Edwin Locke's
“The Nature and Consequences of Job Satisfaction,”” which will
appear in Marvin Dunnette’ Handbook of Organizational
Peychology (New York: Rand McNally, in press).
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years. It will provide the reader with some of the
informational tools necessary for understanding current
or future discussions of job satisfaction and related
questions. '

The information is presented in five major sections
that deal with the following topics: National trends.in
job satisfaction; demographic and occupational distribu-
tions of job satisfaction; motivational assumptions about
what Americans look for in their jobs; the implications
of job satisfaction or dissatisfaction for workers, em-
ployers, and society at large; and experiments to
improve working conditions. Each section is introduced
by a series of questions dealt with in the body of that
section.

Some of the more significant observations in the
report are summarized below:

1. In spite of public speculation to the contrary,
there is no conclusive evidence of a widespread,
dramatic decline in job satisfaction. Reanalysis of
15 national surveys conducted since 1958
indicates that here has not been any significant
decrease i= overall levels of job satisfaction over
the last decade.

2. Job satisfaction among blacks and other
minority groups has been consistently lower than
that of whites, but has fluctuzt>1 as much as 13
percent in the past 11 years. These changes do not
correspond to any consistent pattern and are most .
probably due to sampling error.

3. Younger workers are less satisfied with their

- jobs than older workers, but this has been true for
the past 15 years. Therefore, the much-discvs=ed
large recent decline in job satisfaction of ycunger
workers has not been substantiated.

4. Among occupational categories, professional-
technical workers, managers, officials, and pro-



prietors register thehighest levels of job satisfac-
tion, while operatives and nonfarm laborers
register the lowest. Nondomestic service workers
and clerical workers are also among the relatively-
dissatisfied, a factor of potential importance since
these workers represent a growing sector of the
labor force.

5. Women workers, by and large, are about as con-
tented with their jobs as are men. But it appears
that women workers with one or more children
under 6 years of age in their houseliolds are
significantly less satisfied than are either women
without preschoolers in the household or male
workers in general.

6. Among workers without a college degree, there
is littl2 relatiunship between educational level and
job satisfaction. Those with college degrees, how-
ever, have high levels of job satisfaction. Sur-
prisingly low levels of satisfaction are registered by
workers with some college educaticn but no de-
gree.
7. When asked to identify the individual facets of
the job which were of greatest importance to
them, most workers in a national sample gave high
ratings to the availability of the resources needed
to perform well and to the challenge of their jobs
and lower ratings to financial rewards and “com-
fort” factors. Blue-collar workers, however, tended
to consider pay more significant than the challenge
of the job, while women workers were somewhat
more interested in “‘comfort” than were men.
Because the “average” American worker ap-
pears to seek many things simultaneously (e.g.,
good pay, interesiing work) from each job, there
may be no one way to increase job satisfaction.

8. A long list of job-related stresses have been
impiécated in various types of physi.al and mental

illnesses, indicating that expressions of job dis-
satisfaction may be viewed as an important early
warning system to both employees and employers.

9, There is no convincing evidence of the existence
of a direct cause-effect relationship between job
satisfaction and productivity. In reality, the
contribution of job satisfaction to productivity is
probably indirect and more likely to be reflected
in reductions on the “cost” side of the corporate
ledger ilhan 1n increases on the output side. These
indirect benefits are associated with reductions in
turnover, absenteeism, alcohol and drug abuse,
sabotage and theft—all of which have been linked
to some degree with job dissatisfaction.

10. Most receiit experiments concemning such
currently disputed matters as the impact on
workers’ attitudes of changing work schedules and
job redesign have been conducted and evaluated
too unscientifically to permit any reliable estima-
tion of their success.

The apparent absence of any marked national trend
may indicate to some that job dissatisfaction is not a
problem for American workers. Most of the findings
listed above, however, point to the existence of one or
more job-related problems affecting satisfaction levels.
And the problems, many of which defied solution for
decades, can be linked to identifiable occupational,
demographic, and income groups. Action to improve the
satisfaction level of American workers has lagged,
partially because attention has been focused on measure-
ment of a presumed “national trend.” This report
attempts to dir~t attention to research which, instead
of indicating a “national trend,” points to a multiplicity
of trends, problems, and possibilities. The report offers
the reader a picture of what is known and what is not
known about job satisfaction.



NATIONAL TRENDS IN JOB SATISFACTION,
1958-73

. ' Has the average level of overall job satisfaction changed in the last 15 years?
Have there been any trends in job satisfaction among major segments of the work

force?

in jobs?

Have levels of job satisfaction kept pace in recent years with presumed improvements

The job satisfaction of the American work force has
nevar been measured as systematically o: as continually
as have wages, hours, employment, or unemployment. It
is, in fact, only as part of recent efforts to develop
“social indicators” or to monitor the “quality of life”
that any repeated measurement of job satisfaction has
oven been considered. Virtually all of the thousands of
earlier measurements of job satisfaction have been
circumscribed by their application to very unique
populations of workers or by the tendency of most
investigators to develop their own job satisfaction
measurcs. The number of measures that have been used
repeatedly and that have even modestly respectable
credentials is small.

It is nevertheless possible to obtain some idea about

national trends in ovesall job satisfaction by comparing
the results. of seven national surveys of workers
conducted since 1958 by three organizations: The
National Opinion Research Center and the Survey
Research Centers of the Universities of Michigan and
California. All surveys asked essentially the same single
job satisfaction question, “All in all, how satisfied are
you with your job?”’ The seven surveys and the specific
phrasing and coding of the question used are described
in appendix A. Appendix B discusses some limitations of
such single-question measures.

The survey data can be supplemented to a limited
extent by satisfaction data obtained from eight national
Gallup polls. Gallup’s question, “On the whole, would
you say that you are satisfied or dissatisfied with the
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work you do?” was asked once in 1963, once in 1965,
twice in 1966, once in 1969, twice in 1971, and once in
1973.! The Gallup surveys have one advantage over the
others in that the wording of the question did not vary
from year to year. The major limitation of the Gallup
data, however, is that the satisfaction question was asked
of all people sampled, not only those who worked for
pay, but the unemployed, housewives, retired people,
and students a; well—in other words, all people willing
to comment on any “work” they did. Some adjustment
is therefore required in the Gallup data if they are to be
used to document any longitudinal trends in job
satisfaction or to be ccmpared with data obtained from
the research center surveys. Because the Gallup surveys
did not identify subjects according to pay status, the
data could not be reanalyzed to yield descriptive.
statistics on those who work for pay.? To get data on
this group, the Gallup survey results were reanalyzed
using a restricted sample—males, aged 21 through 65-a
large portion of whom work for pay.®

The percentages of workers in the seven research
center surveys reporting that they were satisfied with

}Not rcported here are 1948 Gallup data based on a different
satisfaction question. Moreover, 1948 is too far removed from
the nearest year in which releveat data are available (1958) to
define any trend.

3 Gallup’s 1973 survey is a possible exception.

3 According to the 1973 Manpower Report of the President,
Statistical Appendix, pp. 129, 131, (Washington: U.S. Govern-
ment Print'ng Office, 1973) the civilian labor force participation
among males of these ages was about 91 percent in 1972.
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their jobs are shown in the unshaded bars of figure 1.
Spanning a 15-year period from 1958 to the present,*
the surveys show that jou satisfaction for the working
population as a whole increased between 1962 and 1964
and has remaiaed high over the last 9 years.’

The shaded bars of figure 1, based on the same
surveys, are restricted to men, 21 through 65 years old,
and -show the same trend that appears in the full
samples—an increase in job satisfaction between 1962
and 1964, followed by no change. Figure 2 shows the
percentages of satisfied workers in the eight Gallup
surveys conducted since 1963. Like those depicted in
the shaded bars in figure 1, the percentages are restricted
to men, ages 21 through 65, and are computed with
“don’t know™ answers excluded from their bases. When

" confined in this way to a more appropriate sample
containing a large percentage of wage earners, the Gallup

data confirm the conclusions offered by the other
surveys: There has been no substantial change in overall
levels of job satisfaction over the last decade. Even the

. 4percent decline between 1969 and 1973 evident in the

Gallup data is almost equalled by a 3-percent change
over a 3-week period in 1966.

On the other hand, a trend is detectable in the Gailup
data when “don’t know” is treated as a “legitimate”
answer and included in each percentage base.® Thus
computed (and restricting the Gallup data to men ages
21 through 65), there was a decline in the level of overall
job satisfaction of 7 percent between 1969 and 1973.7
Lest this trend be accepted too readily, however, it
should be remembered that, even in the case of the
restricted sample, about 10 percent of those polled were
nonworking men (including, for example, some full-time
college students, early retirees, the unemployed, and
those who for one reason or another were out of the
labor force). Moreover, the trend observable in the
Gallup data does not result exclusively from a changing
number of workers saying they were “satisfied”” oy
“dissatisfied.” Part of it results from an increasing
proportion of people responding “don’t know.”® And it

4 For estimated sampling errors, see appendix C.
$Except for a dip in 1969 that remains to be explained.
5 This is the way the Gallup data are generally reported.
7The percentage of “satisfied” workers each year, given this
base of computation on this restricted Gallup sample of men
aged 21 through 65, is as follows:
196388 percent (N = 1,484)
196584 percent (N = 1,385)
1966 (two polis)—-90 percent and 86 percent (respec-
tively, N’s = 1,404, 1,386)
. 1969—89 percent (N = 609)
1971 (two polls)—-86 percent and 85 percent (respectively
‘ N’s = 530, 565)
1973-82 percent (N = 566)

Q
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is impossible to tell whether this latter increase comes
principally from those who were employed or from
those who were not employed.

Offseiting Trends?

The lack of any consistent change in overall job
satisfaction during the last decade may mask a number
of offsetting trends. It may be, for example, that
members of one segment of the work force (eg.,
women) have become less satisfied, but that this trend
has been offset by an increase in job satisfaction among
another segment (e.g., men). Appendix D, based on
seven national surveys, shows trends in job satisfaction
for workers distinguished by race, education, age, and
sex.

Since the bulk of the work force is white, the time
trends in job satisfaction for whites parallel those of the
work force as a whole—an increase between 1962 and
1964, and no change thereafter. The job satisfaction of
blacks and other minority groups fluctuated as much as
13 percent during the same period (from a low of 76 in
1962 to a high of 89 in 1971), but the changes
correspond to no consistent pattern and are within the
limits of sampling error.

Although educational categories may no longer carry
the same meaning in 1973 as they did in 1958, it is
nevertheless possible to exz-iine longitudinal changes in
job satisfaction of workers with different levels of
educational achievement. Largely because of small sub-
sample sizes, insufficient information is available for
workers with no education. For two other educational
categories—workers with some college training but nc
degree and those who have graduated from college—
changes in job satisfaction since 1962 show no readily
interpretable pattern and are within the range of
sampling error. For those with a grade school, high
school, or postgraduate education, job satisfaction in- E

3 With “don’t know” answers included in Gallup’s percentage
bases, the difference between 1969 and 1973 was 7 percent (89
percent satisfied in 1969 minus 82 percent satisfied in 1973).
With ‘“don’t know” answers excluded, the difference was 4
percent (92 percent in 1969 minus 88 percent in 1973). Both of
these differences are statistically significant when their standard
errors. are estimated on the (incorrect) assumption of simple
random sampling. Neither verifies the often-quoted 10-percent
decline in Gallup’s 1969-1973 ‘“job™ satisfaction data. The
10-percent estimate probably results from the failure to under-
stand that Gallup’s satisfaction data, as usually reported, includes
glomost as many people who do not ‘““work” for pay as those who



crcased between 1962 and 1964 and has not changed
since.

Although not all the studies reported in appendix D
employed the same age categories, some comparisons
among changes in job satisfaction within particular age
groups are still possible. Between 1962 and 1964 there
was an increase in job satisfaction among workere of all
ages, an increase that was purticularly pronounced
among workers under 30. After 1964 there was no
evidence of any consistent or statistically significant
change in job satisfaction for any of the age categories.
The much-talked-about decline in ile job satisfaction of
younger workers over the last decade is thercfore not
substantiated by the seven national surveys reviewed.’
Younger workers today are indeed less satisfied. with
their jobs than older workers, but an identical situation
existed a decade ago. (See also table 4.)

Because recent political crosscurrents have focused
upon many of the inequities and unusual problems that
women face at work, one might suspect that they would
register decreasing job satisfaction over the last few
years. Instead, the longitudinal trend in job satisfaction
among women is sim‘lar to that among men.

There is no evidence, therefore, that the lack of
change in overall job satisfaction for th: population at
large during the last decade is the product of offsetting
changes in job satisfaction among different de-
mographically defined scgments of the work force. It is,
of course, possible that such offsetting trends might have
been observed had changes in job satisfaciion been

examined among workers who were in various oc- -

cupational categories, who worked under particular
conditions, or who shared particular combinations of
demographic and occupaticnal characteristics. Un-
fortunately, the seven surveys reviewed do not permit
this examination. In addition, their reliance upon single-
question measures of overall job satisfaction rules out
examining still another type of offsetting trend. It may
be, for example, that satisfaction with some aspects of
jobs has increased over the last decade while satisfaction
with other aspects has declined, yielding no net change

in overall satisfaction. While this is a plausible scenario,

its verification requires access to time-series data that
span the last decade and are based upon measures of
satisfaction with particular aspects of jobs (e.g., pay,

®Even if the trends among younger workers reported in
appendix D had been statistically significant, they would stiil not
indicate a consistent decline in job satisfaction among the young
during the last decade.
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hours, supervision, etc.). Collection of such data has
begun only within the last few years.'©

Trends in Job

Improvement

The increase in job satisfaction, terminating in 1964,
is possibly attributable to a steady increase in the

* positive features of the “average” job. Moreover, there

has been a comsistent movement into occupations
associated with high job satisfaction and a general
decline in employment in some of the least liked
occupations.

Some indirect evidence of improvements in jobs may
also be noted:

—Real wages and fringe benefits have been in-
creasing for many years.

—There is more Federal and State legislation
protecting workers against abuses and attempting
to assure them safe and decent working condi-
tions.

—~Some jobs have become increasingly automated
and computerized. Evidence suggests that job
satisfaction increases as automation provides
workers with machines over which they have
control. FHowever, when partial automation
introduces machines that control the worker
rather than the reverse, workers view themselves as
human extensions of their machines and ‘heir jcb
satisfaction may drop accordingly.!?

—Management has become more “employee
centered” and involved with. those behavicral
sciences that pertain to work. Ever increasing
numbers of managers are receiving sensitivity
training or are engaged in organizational develop-
ment programs featuring some attention to
employees’ needs. Some of the major firms in the
country have instituted programs intended to

ftumanize”’ the work of their employees.

'9Two examples are the 1969-70 Survey of Working
Conditions and the 1972-73 Quality of Employment Survey.
Melvin Kohn of the U.S. Department of Health, Education, and
Welfare is currently conducting a 10-year followup of the
National Opinion Research Center's 1964 survey sample. These
surveys are described in appendix A.

1 Robert Blauner, Alienation and Freedom: The Factory
Worker and His Job (Chicago: University of Chicago Press,
1964).



Strikingly, however, such improvements no longer
appear to be having an impact on national job satisfac-
tion trends. It may be, of course, that estimates of
aggregate job satisfaction cannot rise much above 90
percent satisfied measured by the single questions
cited in appendix A. Another possibility is that such

factors as worker expectations are counteracting the
effects of improvements in the quality of employment.
In any event, aggregate levels of job satisfaction no
longer continue to rise in the fashion that a more
objective study of work environments might lead one to
expect.



DISTRIBUTION OF JOB SATISFACTION
IN THE WORK FORCE

Which major segments of the work force are most or least satisfied with their jobs?
What implication does the current demographic and occupational distribution of job
satisfaction have for future levels of job satisfaction?

A picture of the demographic and occupational
distributions of job satisfaction in the work force is
provided by the seven national surveys of workers
referred to in the preceding section. For purposes of this
discussion, the focal point is the most recent such survey
available—the 1972-73 Quality of Employment Survey,
data for which were collected from a national probabil-
ity sample of workers early in 1973.' The extent to
which the results of this survey are consistent with
previous research can be evaluated by comparing them
with those of six other earlier national surveys.® All six
surveys had roughly comparable single-question
measures of job satisfaction (appendix A).> Pre-1973
survey comparisons are, therefore, available from 1958
(men only), 1962, 1964 (two surveys, one of which was
based on men only), 1969, and 1971. Another source of
comparison is the longitudinal study of the labor force
undertaken by Herbert Pames and his colleagues. While
based on national probability samples, Pames’ data were
obtained not from samples of the working population as
a whole but from samples of four subpcpulations
defined by age and sex and were based on a single job
satisfaction question.

! The survey was conducted by the Survey Research Center
of the University of Michigan under contract with the Employ-
ment Standards Administration, U.S. Department of Labor.

2 These surveys are described in appendix A.

3The 1969 and 1973 surveys also shared a considerably more
reliable 28-question measure.
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Occupation

Among occupational categories, professional-
technical workers and managers, officials, and pro-
prietors register the highest levels of job satisfaction
(table 1).* Workers in these occupations are also more
satisfied than others with the financial aspects of the
work and the amount of che'lenge their jobs offer.
Those workars registering the least satisfaction are
operatives and nonfarm laborers.

A generally similar occupational distribution of job
satisfaction was observed in Pames’ 1966 national survey
of men 45 through 59 years old.” When the occupations
listed in table 1 were ranked in decreasing order of the
overall satisfaction of workers in each and a comparable
ranking was made of occupations in Pames’ 1966 data,®
the correlation between the two ranks was .90. Ac-
cording to the report of the 1966 data:

* Relevant statistical information pertaining to table 1 is
presented in appendix E, This appendix also shows the distribu-
tion of job satisfaction according to some demographic and
occupational categories not discussed in the text. The appendix
further shows the distribution not only in overall job satisfac-
tion, but satisfaction with regard to two general aspects of the
job: Financial rewards and challerge.

SHerbert Parnes, Belton Fleisher, Robert C. Miljus, and Ruth
Spitz, The Pre-Retirement Years: A Longitudinal Study of ihe
Labor Market Experience of Men (Washington: U.S. Govern-
ment Printing Office, 1970), vol. 1, p. 209.

$The latter rankings were based on the percentages of
“satisfied’’ workers as indicated by a sinyle-question measure.



E

TABLE 1. MEAN JOB SATISFACTION BY MAJOR
OCCUPATICNAL GROUP
Mean job
QOccupational group' satisfaction?

Professional and technical (N=323) ....... 25
Managers, officials, and

proprietors (N=319) .........c.cvuy 19
Sales(N=112) . ......0 v iinnninnnn 11
Craftsmen and foremen (N=270) ......... 8
Service workers, except private

housechold (N=238) ............... -11
Clerical (N=364) ............0vuu.nn -14
Operatives (N==379) ................. -35
Nonfarm laborers N=72) ............. -42

1 The following categories have been omitted due to small
numbers of cases: Farmers and farm managers, farm laborers,
and pnvate household workers.

¥Mean values in tables 1-5 are based on a 28-question
measure of overall job satisfaction. A higher numeric score
indicates greater job satisfaction. The mean of this measure in
1973 was ~2; its standard deviation was 84. See appendiX E for
further relevant statistical information.

SOURCE: 1972-73 Quality of Employment Survey.

Among white men, the professional, managerial, and sales
occupational categories have the largest proportions of highly
satisifed workers—over two-thirds in each case. Clerical workers,
craftsmen, service workers, and farmers fall into a middle
category, with between 51 and 56 percent of their members
expressing high satisfaction. Operative~ and both farm and
nonfarm laborers are the only categories with under 50 percent
reporting high satisfaction (about 46 percent). Among black
men, the pattern is roughly similar, except that farmers and farm
managers have the smallest proportion of highly satisfied
workers—-43 percent and 30 percent, respectively.

The 1966 data indicated, moreover, that an observed
7-percent difference in satisfaction between white and
black men was largely accounted for by differences in
the occupational distribution of the two groups and
especially by the lower job satisfaction among black
than among white farmers and farm laborers.

Pames’ data based on women 30 to 44 years of age
indicated that the white women most satisfied with their
jobs were those in professional, managerial, clerical,
sales, and nondomestic service occupations.” Domestic

THerbert Parnes, John Shea, Ruth Spitz, and Frederick
Zeller, Dual Careers: A Longitudinal Study of the Labor Market

Experience of Women (Washington: U.S. Government Printing
Office, 1970), vol. 1, p. 161.

Q

RIC

Aruitoxt provided by Eic:

service workers, farmworkers, and blue-collar workers
were somewhat less satisfied.

There is one hopeful note for the future in these
observed occupational distributions of job satisfaction.
Workers in some of the less satisfying occupations, such
as domestic service, constitute a decreasing proportion
of the labor force. On the other hand, the proportion of
nondomestic service workers is increasing. While this
may augur future increases in job satisfaction among
women, especially black women, it augurs less well for
men, for whom service occupations are among the less
satisfying oneu.

Sex

Considering the large wage gap between men and
women and the overrepresentation of women in lower
status occupations, it is surprising that sex differences in
overall job satisfaction have not been consistently
observed. Moreover, even the few differences that have
been observed are small.

A 1957 review of previous research failed to uncover
a clear indication of any consistent sex difference in job
satisfaction.® This review was, however, based upon
samples of workers that were not representative of the
total work force. Since that time, five national surveys
have been conducted that are capable of contrasting the
joh satisfaction of men and women.!® The differences
between the percentages of men and women “satisfied”
with their jobs, based on a smgle-question job satisfac-
tion measure were:

1962-3 percent difference, with men more
satisfied

1964—3 percent difference, with women more
satisfied

1969—7 percent difference, with men more satis-
fied

19712 percent difference, withh women more
satisfied

8«Among black women the ordering of occupations was
‘roughly similar’ except that the rank orde-s were reversed
between those in clerical or sales jobs and those in nondomestic
service and between farm and domestic service workers.” Dual
Careers, vol. 1, p. 181.
9Fredem:k Herzberg, Bernard Mausner, Richard Peterson,
and Dora Capwell, Job Attitudes: Review of Research and
Opinion (Pittsburgh: Psychological Services of Pittsburgh, 1957).
%For detalls of these surveys and the pezcentages reported
relevant to sex differences, see appendixes A and D.
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1973-2 percent difference, with men more satis-
fied!!

Where sex differences in job satisfaction have occurred
they were slight, and only intermittently were they
statistically significant. The differences changed from
year to year and from survey to survey according to no
obvious pzttern that can be explained historically (e.g.,
in terms of women becoming progressively more dissatis-
fied with their jobs) or in terms of methodological
differences among the surveys reviewed.

An appreciable sex difference in job satisfaction is
evident, however, when the presence of preschool
children in the worker’s household is considered. Ac-
cording to table 2, women with one or more children
under 6 years old in the household are significantly less
satisfied with their jobs than are women without such
children. They are also less satisfied than male workers
in general, regardless of whether or not there are
preschoolers in a man’s household. There are two
possible explanations of this which remain to be
investigated. First, women with preschoolers living with
them may have poorer paying and otherwise less
desirable -jobs than those without preschoolers. Second,
the dual roles of worker and child-rearer may create
problems relating to time, schedules, physical stamina,
and payment for child care which are serious enough to
decrease the attractiveness of jobs that women without
children might otherwise find satisfying.

Education

The distribution of job satisfaction by educational
level is more interesting for what it does not show than
for what it does. It does not show that for each
increment in education there is a corresponding payoff
in terms of increased job satisfaction. The expectation
that this would be so is based on the assumption that the
higher one’s educational level, the greater are one’s
chances of securing a desired and hence presumably
satisfying job. Several studies in the last few years have

11 The 1969 and 1973 surveys are, respectively, the 1969-70
Survey of Working Conditions and the 1972-73 Quality of
Employment Survey. Although the d2ta reported here are based
upon a single-question measure of job satisfaction, the two
survey’s common 28-question measure provided equally in-
consistent results: In the 1969 survey women were significantly
less satisfied than men; in 1973 there was no significant
difference between men and women in overall job satisfaction.
See appendix E.
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TABLE 2. MEAN JOB SATISFACTION BY SEX
AND PRESENCE OR ABSENCE OF PRESCHOOL-
AGE CHILDREN IN HOUSEHOLD

Mean job
Subsample satisfaction’

Men with no children under 6 ycars

old in household (N=949) ............ 3
Men with one or more children under

6 years old in household (N=386) ....... -8
Women with no children under 6 years

’ old in household (N=641) ............. -2

Wonien with one or more children under

6 years old in household (N=177) ....... -18

A higher numeric score indicates greater job satisfaction. The
mean of this measure was -2; its standard deviation was 84.
SOURCE: The 1972-73 Quality of Employment Survey.

provided indications (some of them highly contested)
that this assumption is either oversimplified or wrong.

Table 3 shows that the association between educa-
tional level and job satisfaction is distinctly nonlinear—
that is, each increment in educaticn is not necessarily
matched by a corresponding increase in job satisfaction.
Among workers with less than a college degree there is
no linear relationship between educational level and job
satisfaction. A sizable and statistically significant in-
crease in job satisfaction occurs, however, among
workers with college degrees. Six other national surveys
(see tables in appendix D) not only concur in their
failure to identify a linear relationship between educa-
tional level and job satisfaction but suggest a pair of
more tantalizing ideas: (1) Job satisfaction is likely to be
lowest among workers with “intermediate” levels of
education; (2) this “intermediate” level may have shifted
upward over the last decade or so—from having a high
school education to having “some college” ~ducation
but no degree.

Age

11

Age and job satisfaction are, according to table 4,
very closely associated. Moreover, the 1972-73 Quality
of Employment Survey (appendix E) found that, among
eight demographic and occupaiional characteristics
examined, age was about equal to major occupational



TABLE 3. MEAN JOB SATISFACTION BY
HIGHEST LEVEL OF EDUCATION COMPLETED
Mean job
Education satisfaction’
8 years or less (N=242) .. .vevnvnnnnnnn. -2
Some high school N=305) ............. ~-10
High school diploma (N=826) ........... ~7
Gome college (N=449) ................ -8
College degree or more (N=327) . . ... ..... 24

' A higher numeric score indicates greater job satisfaction.
The mean of this measure in 1973 was ~2; its standard deviation
was 84, See appendix E for further relevant statistical informa-
tion. ’

SOURCE: 1972-73 Quality of Employment Survey.

group in terms of the strength of its association with job
satisfaction. Younger workers are significantly more
dissatisfied than older ones not only with their jobs in
general but with the financial rewards and challenges
their jobs provide. Moreover, the biggest gap among the
age groups involves those aged 16 through 29, who are
appreciably less satisfied than older people.

TABLE 4. MEAN JOB SATISF/.CTION BY AGE
Age | Job satisfaction®
1620 (N=175) oo vveeeeannns, -41
2129 (N=584) ... ..virnnnnn.. -27
3044 (NZ657) o voeveennn .. 10
45-54 (N=443) ... .i............ 9

S550rolder(N=292) ............. 23

' A higher numeric scure indicates greater job satisfaction.
The mean of this measure was —2; its standard deviation was 84.
See appendix E for further relevant statistical information.

SOURCE: 1972-73 Quality of Employment Survey.

Several national surveys confirm this association
between age and job satisfaction (appendix D). In all of
them the workers most satisfied with their jobs were 50
or older. Those least satisfied were workers under 30.
The most consistently replicated age difference in these
surveys was between workers who were 30 years old or
more and those who were younger than 30.
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Much interest is currently centered on young
workers, enlivening the current debate about changing
life styles, characteristics of the *“now’ generation of
workers, the “decline of the Protestant ethic,” etc.
Social trends over the last few years are often considered
best embodied in the attitudes of youth, which ai»
regarded not only as epitomizing such past changes but
as anticipating changes to com:. Although it is tempting
to infer from the differing levels of job satisfaction
among younger and older workers the existence of a
“generation gap,” a growing alienation of young
workers, or support for the assertion that “the kids
today aren’t what they used to be,” no inference about
changes over time can be made from such data. While
the relative dissatisfaction of younger workers is
consistent with a number of hypothetical scenarios
about what has been happening to workers’ needs and
attitudes, it in no way confirms any such scenario.
Younger workers have been consistently less satisfied
than their elders for the last 15 years and, probably,

even earlier than that.
‘The tenuous nature of generalizations about “‘genera-

tion gaps” or related longitudinal trends seems all the
more apparent when a far simpler explanation is
considered—that older workers, especially in the case of
men, are more satisfied with their jobs than younger
workers simply because they have better jobs. In an
achievement-orizsnted society, the “best” jobs are
reserved for those who can perform them best. Generally
such performance depends on a worker’s job experience,
accrued skills, and demonstrated competence in related
jobs. While this may not he true in all cases, certainly a
job candidate’s previous background and experience
weigh heavily in the deliberations of those who will
promote him or her to a “better” job. Younger workers

Jlack sufficient background to qualify them for the best

jobs around. In addition, the fact that our society, like
most others, places a high value on seniority increases
the probability that better jobs will go to workers over
30. “Beginners” in every sense of the word, younger
workers are confined in consequence to positions that-
are often less than wholly satisfying.

Some Projections

What does the distribution of job satisfaction among
major segments of the American labor force suggest for
future levels of job satisfaciion among American
workers?



Projected changes in the occupational composition of
the work force over the next drcade indicte that fewer
workers in . the future will be in “less satisfying”
occupations. Altn, according to estirnates in the 1973
Manpower Report of the President, a growing propor-
tion of the labor force will consist of women workers,
while increasing numbers of young workers of both
sexes will be seeking their first jobs between now and
1985. Meanwhile, the average level of education among
those employed or seeking work will continue to rise.

Can these young, well-educated workers anticipate
finding jobs that will make the best use of their skills,
securing some degree of job satisfaction as a result? The
data in table 5 suggest that at present many such

H

workers are not thus employed and that a sizable
percentage have more education than they fes] that their
jobs require. The most conspicuously underemployed
group by this standard is a growing one in the work
force—workers with some ccllege education but without
a college degree. Their situation is a difficult one. On the
one hand, their college experience may have altered their
occupational desires in the same way that it often does
for college graduates. They lack, however, the necessary
credential—a college degree—for securing employment
suitable for a college-trained person. Among workers
under 30 this situation is characterized by strikingly low
job satisfaction—roughly equal to that expressed by
laborers and operatives.

TABLE 5. UNDEREMPLOYMENT AND JOB SATISFACTION, BY AGE AND EDUCATIONAL LEVEL

(Whites only)
Percentage of workers
who report they have Mean job
Subsample more education than satisfaction!
_their jobs require
WORKERS 21-29 YEARS OLD
" High school education or less (N=174) . .......... 35.6 -5
Somecollege (N=60) . .....coiveeinevanennen 65.0 -43
College degree ormore (N=43) ...........c.c. .. 349 -1
WORKERS 30 YEARS OLD OR OLDER
High school education or less (N=689) ........... 27.3 9
Some college (N=150) . .......cvvveuunnononn 49.3 .24
College degree ormore (N=144) . ... ............ 29.1 31

! This measure of overall job satisfaction is the same as that
used in tables 1 through 4, related footnotes, and appendixes.
The data in this table were based on the 1969-70 Survey of
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WHAT AMERICAN WORKERS WANT
FRCM THEIR JOBS

man”*?

assign to particular aspects of work?

What aspects of their jobs are most important to American workers?
How realistic are the stereotypes of “‘the economic man” and “the self-actualizing

How do major segments of the work force differ in terms of the importance . they

Programs and policies intended to improve the
conditions under which “people work, effect better
job-worker matches, or alter the behavior of workers are
necessarily based on assumptions about what American
workers want from their jobs. In spite of the command-
ing importance of establishing a solid data base for such
assumptions, popular stereotypes or commonsense
notions of human behavior often prevail in their
formulation. )

There are better ways, however, of inferring which
facets of their jobs (e.g., pay, supervision, hours,
interesting work, etc.) are most important to workers.
The most persuasive involves the prior specification of
some desired outcome {e.g., increased job satisfaction,
reduced absenteeism, etc.). A job facet that may inhibit
achievement of this goal is then altered experimentally,
and its importance is measured by the amount of change
that is effected in the outcome. A variation of this
experimental approach involves identifying the associa-
tion between a desired outcome and quality of employ-
ment with regard to a job facet. For example, quality of
supervision may be identified as “important” to the
extent that it is associated with productivity or job
satisfaction.

Since such approaches as these have generally
confined themselves to the investigation of one job facet
at a time, they have contributed little to the understand-
ing of the relative importance of different job aspects.
Most available information concerning the relative
importance of job facets comes from studies wherein

Aruitoxt provided by Eic:
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workers were asked to rate or rank job facets in terms of
how important they are in an “ideal” or desired job.
Importance ratings or rankings have several limitations,

among them being their susceptibility to social desir-

ability and subtle variations in question phrasing.'
Moreover, they tend in most investigations to be

positively correlated with satisfaction ratings of the same .

facets. Sixteen studies of importance ratings of job
facets conducted prior to 1957 were yeviewed by
Frederick Herzberg and his colleagues.? Four years later,
Edward Lawler reviewed 49 studies, including some
already covered in Herzberg’s review, in order to
determine the importance ratings of pay relative to other
job facets. The results of the two research reviews were
inconsistent with regard to the rank assigned to pay.
According to Lawler, the 49 studies:

.. give pay a much higher rank than the sixth place assigned to
it by Herzberg et al. In fact, its average rank is closer to third
than the sixth, and 27 percent of the studies found that pay
ranks first in importance among job facets. The data also show
that there is indeed substantial variance .a the importance of
pay, since it varies in rank from ninth to first. Thus, the results
of this literature review lead to conclusions that are the reverse
of those reached by Herzberg et al. 3

! For additicnal criticisms of the rating or ranking proce-
dures, see Edward Lawler III, “What Do Employees Reaily
Want?” presented at the 1973 annual convention of the Amer-
ican Psychological Association, Montreal, Canada.

Herzberg, et al., op. cit.

3Edward Lawler 111, Pay and Organizational Effectiveness: A

Psychological View (New York: McGraw-Hill, 1971), p. 39.
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TABLE 6. PERCENTAGE OF WORKERS RA’I‘ING JOB FACETS AS “VERY IMPORTANT” TO THEM

All White-collar | Blue-collar
Job facet workets workers workers?
(N=1500)" (N=730)* (N=685)'
RESOURCE.
I receive enough help and equipment to get thejobdone ................ 68.4 64.5 71.9
I'have enough information to get the jobdone .................... ... 68.1 674 68.5
My respongibilities are clearly defined . ..........ccii ittty 61.2 57.6 64.6
My supervisor is competentindoinghisjob ......... .. .. . oo 61.1 59.7 630
FINANCIAL REWARDS
The Pay iS00 . v v v v vttt ittt it st ta et annasonsassnns 642 574 72.5
The job security iSood .. .. .. ittt it i i i i i e e 62.5 54.2 7L.5
My fringe benefitsaregood . ....... ... ... il i i e 50.6 39.7 62.4
CHALLENGE
The workisinteresting ... ......cciiiiiiit it iiniernennnooans 730 78.5 68.2
Ihave enough authority todomyjob ........... it i, 65.6 66.8 63.5
I have an opportunity to develop my special abilities ................... 63.3 69.4 57.2
I can see the resultsof my work ............ e et i e e e 61.7 60.0 63.8
Iam given a chance to do thethingsIdobest ..................... ... 543 540 55.0
I am given a lot of freedom to decide how Idomywork ................. 529 56.4 49.8
The problems I am asked to solveareiaedenough . .......... ..o v 304 31.2 29.3
RELATIONS WITH COWORKERS
My coworkers are friendly and helpfut . ........ ... ... i, 63.4 60.9 67.0
Iam given a lot of chancestomakefriends ................ ... .. ... 44.0 39.3 48.6
COMFORT
I'have enough time to get thejobdone ............... PPN 544 41.7 60.3
The hoursaregood ............ ettt et et e e e 50.8 41.0 61.6
Travel to and from work isconvenient .. ... ... ...ttt etiiin s 46.2 424 49.7
Physical surroundings are DIEASANL . . « .+« v e e st it 40.2 32.3 478
I am free from conflicting demands that other people makeofme .......... 33.1 258 400
I can forget about my personal problems . .......... . i 30.8 26.5 353 .
I am not asked to do excessive amountsof work .......... .. ool 23.0 15.7 295
! Base' N’ vary slightly from row to row due to nonresponse TFarmworkers have been excluded.
to individual questions. SOURCE: 1969-70 Survey of Working Conditions.
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Some of the inconsistencies among studies reviewed
by Lawler may be attributed to sampling differences,
since most of the studies cited were based on data
provided by workers in particular firras or particular
occupations. In the 1969-70 Survey of Working Condi-
tions,* however, importance ratings of 23 job facets
were obtained from a national probability sample of
.American workers. The percentages of all workers
sampled who rated each facet as ‘“very important” are
shown in the first column of table 6.

There is considerable disagreement among studies
(the 1969-70 Survey of Working Conditions included)
concerning the importance assigned to specific job
facets. Agreement is greater, however, with regard to the
general message contained in the data. This message
becomes clear when specific facets are grouped into
larger job areas and when the different ratings provided
by white-collar and blue-collar workers are examined
separately.

Preferences of a
National Sample

Table 6 assigns each job facet to one of five general
areas: Having adequate resources to do one’s work,
financial rewards, challenge, relations with coworkers,
and comfort.®

Although none of the five general aspects of the job
embodied in the five areas was conspicuously more
important to the total sample than the others, all four
job facets concerning resources appeared among the
most highly rated facets, and two of them, “I receive
enough help and equipment to get the job done” and “I
have enough information to get the job done,” were
respectively the second and third most important facets.
Adequate resources are vital for adequate job perform-
ance and, therefore, may be viewed not as ends in
themselves, but as instrumental to the procurement of
many economic and noneconomic occupational rewards.
Adequate job performance is, at least in principle, one

* Robert Quinn, Stanley Seashore, Robert Kahn, Thomas
Mangione, Douglas Campbell, Graham Staines, and Margaret

McCullough, Survey of Working Conditions, Document
2916-0001 (Washington: U.S. Government Printing Office,
1971).

% This assignment was based upon a factor analysis of
importance ratings. The factor analysis and data pertinent to its
replicability are avesilable in Robert Quinn and William Cobb,
Jt.’s What Workers Want: Factor Analyses of Importance Ratings
of Job Facets (Ann Arbor, Mich.: Survey -Research Center,
1971).
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determinant of income. Moreover, the intrinsic satisfac-
tion a worker obtains from his or her job is likely to be
quite limited if the work is not done well. Since resource
adequacy may be essential to workers with a variety of
motivational orientations toward their jobs, it emerges as
an aspect of the job that is of considerable importance
to most workers.

The ratings in the first column of table 6 indicate that
most of the job facets included in challenge were more

important to the total sample than those involving

comfort. In fact, comfort was the least important of all
five general aspects of the job. '

If most workers were primarily concerned with
receiving good pay for the expenditure of as little energy
as possible, the observed ratings of the comfort facets
would have been higher, since comfort generally
reflected a desire for a rather “soft,” undemanding, and
trouble-free job. Good pay was indeed of considerable
importance to workers, but at the same time they
desired jobs that were interesting and personally reward-
ing. Workers, in other words, were highly concerned
both with the economic and noneconomic aspects of
their jobs. Their noneconomic concerns, however, were
less with avoiding interesting, challenging employment
than with securing it.

The only motivational assumptions with which these
conclusions are basically inconsistent are extreme ones:
Those in the pure “economic man” tradition that regard
the worker as a hedonistic creature interested in obtain-
ing the greatest economic rewards with the least invest-
ment of effort; and those that, in their single-minded
emphasis upon the worker as a self-actualizing being,
occasionally lose sight of the fact that people do at times
work in order to eat. Most contemporary approaches to
the motivation of workers, even when tending to one of
these two extremes, grant that the worker is neither
motivated exclusively by economics nor likely to eschew
dollars in favor of noneconomic rewards. Such a
“mixed” motivational picture of American workers is

demonstrated by the ranking of job facets in table 6.

- White- and Blue-Collar

Preferences -

In order to assess how generally applicable these
conclusions are, it is useful to have some idea of the
extent to which major segments of the working popula-
tion differ in terms of what is important to them in their
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jobs. The second and third columns of table 6 show
importance ratings of job facets for white-collar and
blue-collar workers. The most conspicuous difference
between the two groups is in the general aspect of the
job rated as most important. For white-collar workers it
was challenge; for blue-collar workers it was financial
rewards. Resource adequacy was second in importance
for both groups, and comfort was last. In terms of
absolute percentages, blue-collar workers assigned higher
ratings than did white-collar ones to all general aspects
of the job save challenge.

Additional light is shed on white/blue-collar dif-
ferences by the consistently strong and well replicated
correlations of education with importance ratings.
Generally, better educated workers are more concemed
than others with having jobs that are challenging and
interesting. They are also less concemned than otheis
with relations with coworkers, pay, hours, physical
working conditions, fringe benefits, and job security.
Most of the collar-color differences decrease consider-
ably when educational level is held constant. The
question of whether it is educational level or collar color
that makes the critical difference remains to be an-
swered.

Preferences of Women

Workers

The only sex-related difference repeatedly found in
the importance workers assign to various job facets is the
tendency of women to express more concem than do
men with the socioemotional aspects of work. There is
also good evidence obtained from studies in both the
United States and the Soviet Union® that women may
be more concerned than men with the comfort aspects
of their jobs (e.g., pleasant and hygienic physical
surroundings, convenient hours, and good transportation

% A. Zdravomyslov, V. Rozhin, and V. Iadov, Man and His
Work (White Plains, N. Y.: International Arts and Sciences Press,
1967), p. 259.
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to and from work). Each of these two sex-related
differences is consistent with what is known about the
early socialization of boys -ad girls, but the all-too-
frequent inference drawn from these contrasts in work-
related attitudes (which are quite small to begin with) is
that women are less concerned than men with obtaining
interesting, self-developing work and in being promoted.
This inference is based on a specious, yet common kind
of “hydraulic” reasoning. It is often assumed that if
women (or men, for that matter) value one job facet
highly, they must do so at the expense of another aspect
of employment. Thus, if women are shown to be
concerned with socioemotional relationships at work, it
is assumed that they cannot be as concemed as men with
intellectual matters. This logic makes as little sensa for
women as it does for men.” Moreover, it ignores the
rather simple counterinterpretation that women may
express more interest in the socioemotional aspects of
work because their jobs require them to deal more
frequently with other people.

The importance ratings shown in table 6 are therefore
unrealistic in that the “average worker” to which they
pertain is a statistical composite pieced together from
many workers with different demographic and occupa-
tional characteristics. These different characteristics are
in tumn associated with differences in importance ratings.
It is easy, however, to exaggerate these differences.
Because blue-collar workers assign greater importance to
financial rewards and less importance to challeng?-than
do white-collar ones does 1.0t mean that blue-collar
workers are exclusively motivated by pay or white-collar
workers by interesting work. The inference that workers
are incapable of motivational complexities or of being -
attracted to work for more than a single reason is not
only patronizing in its assumption but is contradicted by
available data.

7 Additional data and discussion of this point are presented
by Joan Crowley, Teresa Levitin, and Robert Quinn, ‘“‘Seven
Deadly Half-Truths about the American Working Woman,”
Psychology Today, March 1973, p. 94. The data showed that, in
a national sample of workers, there was no sex-related difference
in preferences for ‘‘challenging’’ work where such work was
defined as that which was interesting and provided a worker with
opportunities to develop and. use special abilities. Men and
women were found to be equally dissatisfied with intellectually
undemanding jobs.



THE IMPORTANCE OF JOB SATISFACTION

health, and their off-the-job activities?

What is the relationship between job satisfaction and workers’ mental health, physncal

How is job satisfaction related to matters of interest to employers—productivity,
turnover, absenteeism, and counter-productive behavior?
What stake does society-at-large have in the job satisfaction of the work force?

Is dissatisfaction with the job in general or with
specific job facets important enough to justify the
investment of the time, money, and effort required to
reduce it—either for the working population at large
(which is generally satisfied) or for those who constitut=
the least satisfied segments of the work force? “Impor-
tance” is necessarily defined in relation to a particular
perspective or set of values, and its assessment must
respond to the questions, “Important to achieve what
ends?” or “Important to whom?” There are at least
three different perspectives from which the importance
of job satisfaction and job dissatisfaction may be
evaluated—that of employees, their employers, and
society in general.

From an Employee’s
Perspective

Physical Health

Growing interest in psychosomatic medicine has
opened up a new field of research in occupational health
which has focused attenticn on psychological factors
that may contribute to such conditions as coronary
heart disease, migraine, gastric ulcer, rheumatoid
arthritis, ulcerative colitis, certain skin diseases, and even

the common cold. Much more research is required to

determine why some workers succumb while others do

[Kc
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not. But to the extent that a disease has any psycho-
logical basis at all, it is likely to be a response to one or
more of the many social conditions that stimulate
psychological reactions, including the single activity in
which the majority of adults spend most of their waking
hours—work.

Although there are many psychological concepts
linking work to disease, among them lowered self-esteem
and repressed anger, the one receiving the greatest
current attention is social stress. It is unnecessary to
detail here the long list of social stresses, job-rel~ted or
not, that have been implicated in various types of
diseases. One example among many is the risk of
coronary heart disease associated with eight kinds of job
stress: Not knowing what is expected on the job;
conflicting demands from people with whom one works;
having too much work to do in the time available; having
work that requires more skills than one has; having poor
relations with one’s supervisor, subordinates, or other
coworkers; being unable to participate in decisions that
affect one’s work; being required to deal frequently with
people in other departments or who work for other
employers; and being responsible for other people at

work.! _
One of the more interesting studies relating work-

associated stress to coronary heart disease was done at

' John French, Jr., “Statement of Dr. John French,” Worker
Alienation, 1972:.Hearings Before the Subcommittee on Em-
ployment, Manpower, and Poverty (Washington: 92nd Cong. 2d
sess., U.S. Senate Committee on Labor and Public Welfare, June
25, 1972), Committee Print, pp. 36-41.



the Goddard Space Flight Center. The study showed that
management jobs carried higher risks of coronary heart
disease than did the jobs of engineers or scientists.
Whatever their assignment, the administrators at
Goddard, as a group, had higher pulse rates and blood
pressures, and smoked more, than the engineers and
scientists. Medical records revealed that administrators
had suffered almost three times as many heart attacks as
either the scientists or the engineers, and “the rise in
serum cholesterol, blood sugar, and blood pressure
among ground managers was much greater during
"manned space flights than during flights of unmanned
space satellites.”

Mental Health

There is an increasing body of evidence that work
may affect an employee’s mental health.

One early example of this evidence was offered by a
mid-1950’s study of automotive workers.®> Within each
skill level and among both younger and older workers,
those who éxpressed below-average job satisfaction were
also judged to have poorer mental health. Thus, 86
percent of the young, semiskilled workers who were
below average in job satisfaction .had relatively “poor”
mental health, as compared with 48 percent of those
above average in job satisfaction.

This should not be taken to mean that job dissatisfac-
tion in any way “causes” poor mental health; the
contention is simply that job dissatisfaction and poor
mexntal health may share a number of common work-
related sources. Some of these are summarized in a 1972
review prepared for the Department of Health, Educa-
tion, and Welfare:?

1. Working conditions: Exposure to health and
safety hazards and unpleasant working conditions;
the necessity to work fast and to expend a great
deal of physical effort; excessive or inconvenient
hours. '

2. The work itself: Lack of use of skills and
abilities; perception of one’s job as uninteresting;
repetitious work, especially on a constantly
moving assembly line; discrepancies between re-

3 walter McQuade, ‘‘What Stress Can Do to You,” Fortune,
January 1972, p. 134.

3 Arthur Kornhauser, Mental Health of the Industrial Worker
(New York: Wiley, 1965). Results of the study were published
considerably after collection of the data.

4 Stanislav Kasl, “Work and Msntal Health,” Work in America
(New Haven, Conn.: Yale University Press, 1973) pp. 11-12.

IToxt Provided by ERI

20

sources (time, training and skill, machinery, etc.)
and job demands.

3. Shift work: Fixed afternoon and rotating shifts,
which affect time-oriented body functions and
lead to difficulty in the performz.ice of activities
not associated with work, if these activities: are

the worker is on the shift.

.4. Supervision: Job demands that are unclear or
conflicting; close supervision and no autonomy;
lack of feedback from one’s supervisor.

5. Wages and promotions: Inadequate income;
promotional practices that are unfair or pro-
motional opportunities that are nonexistent.

Social Participation

There are three major competing arguments concern-
ing the effects of job satisfaction on a worker’s other life
roles or satisfaction with life in general.

—According to the spillover argument: Workers’
feelings about their jobs will generalize to other
life roles, with a dissatisfied worker for the most
part becoming a dissatisfied citizen (or possibly,
vice versa). This spillover argument would seem at
first to have some support in the often-
documented positive association, usually some-
what higher for men than for women, between job
satisfaction and life satisfaction. Caution should be
2xercised, however, in interpreting this association.
Since work represents a major part of a full-time
worker’s life, the two estimates of satisfaction
would naturally be expected to correlate substan-
tially even if no spillover occurred. It is like
correlating satisfaction wiath a whole object and
satisfaction with one of its major parts. Caution
also should be exercised in regarding the job’as the
causal factor in explaining associations between
dissatisfaction with a job and dissatisfaction in
other roles (mother, consumer, etc.). Spillover of
dissatisfaction with these other roles to the job is
an equally r lausible alternative interpretation.

A related argument is that dissatisfaction with
work and nonwork experiences reflect a general
disenchantment with life. or a diffuse social
malaise. Such disenchantment or malaise must,
however, start somewhere. Since work, and non-
work experiences, taken together, cover the.
totality of daily existence, this view is really a



variation on the spillover argument. Fundamental-
ly it suggests that disenchantments may set in on a
numher of fronts simultaneously, that these dis-
enchantments reinforce each other, and that the
result is a general malaise no single source of which
can be identified.

—According to the compensatory argument: Un-
able to -achieve psychological gratification from
their jobs, dissatisfied workers put their psycho-
logical investment in other roles and obtain com-
pensatory gratification from activities associated
with these roles. This argument would predict that
there would be negative correlations between
importance (and satisfaction) ratings of work and
nonwork activities. A few such negative correla-
tions h:ave indeed been found—but in locations far
from the American scene. In Kuwait, for example,
workers dissatisfied with their jobs tended to be
more active in leisure pursuits than those who
were relatively satisficd. Likewise, a study of
workers in the French town of Annecy reported
that workers who expressed satisfaction with work
attached less importance to certain semileisure
activities centered in the home.®

—~According to the segmentation argument: All life
is divided into several parts, each one representing
a different area of activity and interest. Each
segment is lived out more or less independently of
the others. Work is separated from leisure, produc-
tion from consumption, workplace from home—
and the attitudes developed in one setting have no
effect on attitudes in other settings.

The segmentation argument is a difficult one to
support empirically, since it requires proving that some-
thing—a connection between work-related and nonwork-
related attitudes and behaviors—does not exist. If a
study fails to support either the spillover or compen-
satory argument, the segmentation argument cannot be
the winner by default unless it can be conclusively
demonstrated that the failure to identify either a
positive or negative relationship between work and
nonwork cannot be attributed to inadequate measure-
ment or methodology. ’

Available evidence seems to favor the spillover argu-
ment but provides no hint as to whether attitudes

SK. Matthews and B. Abu-Luban, “Job Satisfaction and
Leisure Time Activity,” Sociology and Social Research, Yanuary
1959.

%J. Dumazedier and N. Latouche, “Work and Leisure in
French Sociology,” Industrial Relations, Februaty 1962.
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toward work generalize to other areas of life or vice
versa. According to one 1972 review of previous research
dealing with these arguments, there is little empirical
support for the compensatory view *... that lack of
satisfaction in one area of life is compensated for by
particularly strong enjoyment or satisfaction in
another.”” In addition, at least two studies provide
evidence of spillover. The study of the mental heaith of
automobile workers referred to earlier found that job
satisfaction was positively correlated with satisfaction
with family, home, leisure, and community.® Further
support for the spillover argument is ‘provided by the
results of Martin Meissner’s more recent study of 206
industrial workers in a Vancouver Island community.
This study, one of the best done to date on the spillover
and related arguments, suggested that attention should be
directed away from overall job satisfaction and directed
instead toward particular sources of dissatisfaction or
deprivation at work, examining each *“‘nonwork” activity
in terms of how relevant it is to each source of
dissatisfaction, Meissner’s study concentrated on two job
characteristics:

1. Technical constraints, such as being an ap-
pendage to a machine, that limit a worker’s
discretion over time, space, function, and co-
ordination of work.

2. Opportunities to talk to or deal with other
people at work. The results indicated that:

.. . experience with work of little discretionary potential
carries over into reduced participation in formally organ-
ized activities. Similarly, the experience of social inter-
action opportunities on the job carries over into greater
participation in voluntary associations...in both cases
[the results] correspond with the [spillover] hypothe-
sis. . .°

Meissner’s study is particularly instructive in sug-
gesting that, rather than seeking solely to determine
whether th= spillover or compensatory argument is
correct, emphasis should be placed instead on thc more
interesting questions of under what circumstances, with
regard to what specific attitudes and behaviors, and in
which segments of the labor force spillover, compensa-
tion, and segmentation are most common.

Even Meissner’s study shares with most others in this
area a tendency to psychologize matters too much. Tle

7Kasl, op. cit.
Kornhauser, op. cit.
?Martin Meissner, “The Long Arm of the Job: A Study of
work and Leisure,” Industrial Relations, 1971, p. 253,
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”“re:vaarch focus of these studies is usually the degree to
“which attitudes toward work influence attitudes toward

~ - other roles. What is commonly overlooked is that

" “attitudes toward -nonwork roles are oftvn contingent
upon the amount of money, time, energy, and other
resources available to a worker in nonwork roles. Severe
_ limitations on such resources are imposed when a

“worker: has an income that barely provides the basic
‘ necessities of life; works long hours each day; moon-

lights; spends- two hours each day going to and from
work; has a work schedule that isolates him or her from
the normal activities of family and friends; or is so wom
out, physically or psychologically, at the end of the
work day vhat participation in nonwork activities is a
burden.

.-Also commonly overlooked is the fact that many
full-time workers leave “work,” defined as paid employ-
ment, only to engage in the *“nonwork”” activity of being
wife and mother—an activity that for many other
women is a full-time *“job.” These “nonwork” activities
are often defined and treated implicitly ‘as “leisure time”
activities—a definition which, while comfortable for
male academics, may not be quite so agreeable to a work-
ing mother.

A Caveat

It should not be concluded irom ihe preceding
" discussion that it is necissarily in the best interests of
workers that 100 percent of them be satisfied with their
jobs 100 percent of the time. Complete. contentment
may - breed complacency, as well as an incapacily or

unwillingness to adjust to changing job demands. It

~ would be self-defeating, moreover, for ‘workers to be

-~ satisfied with jobs that are harmful to them. Dissatisfac-
*.-tion ‘can be a very adaptive reaction for workers in poor
workiing environments. It provides a stimulus for them

From an Employer s
Perspective

Should employers be concerned about #:& job satis-
faction of their employees?

Any attempt to create better or more satisfying
working conditions may icguire some renovation of a
firm’s ‘policies, organization, personnel practices, and

_perhaps even its equipment. These changes obviously

to attempt to remedy their situations through individual

or collective action. Failing this, job dissatisfaction may
stimulate them to-seek better employment elsewhere.
Some data of Herbert Parnes and his colleagues to be
presented later in this report indicate a higher rate of
. interfirm movement among dissatisfied workers than

g among others. Most workers who change jobs get raises
and, therefore, consider ‘moving advantageous. Em-
ployers consider job changing less desirable since they

. have to pay to hire replacements.
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cost money. Where the changes are simple palhatlves
(e.g., removirg time clocks, sending some supervisors to
a T-group), the costs are comparatively small. But where
the changes involve revamping of whole worker-machine -
systems (e.g., redesigning an assembly line), the cost may
be great, -and management can reasonably question
whether the results justify the expense.

Satisfaction and Performance

For many years, the supposed existence of a cause-
effect relationship between job satisfaction and job
performance was the principal argument used by social
scientists, management consultants, and . others to
convince employers to institute changes beneficial to
their employees. Some early studies seemed to support
the argument. A few experiments in job redesign (not
always well controlled or evaluated) produced an ap-
parent increasein both job satisfaction and productivity.
From such parallel increases, the inference was ¢vaw'm
that increased job satisfaction was somehow *‘causing”
the increased productivity.

However, a damper was put on efforts to show that
job satisfaction “causes” good performance by two
influential reviews of eurlier research. One evaluated 26
pre-1957 studies that attempted to estimate the associa-
tion between job- satisfaction and performance; the
review concluded that there was a small, frequent, but
not consistent positive association between the two. 10
The apparent coup de grace to much of this research
occurred in 1964 when a review of 20 previous studies
indicated that the association between ]ob satisfaction .
and performance is not very great. 1

! 9Herzberg, et al., op. cit.

!yictor Vroom, Work and Motivation (New York: Wiley,
1964). The median correlation between job satisfaction and
narformance  in the. 20 studies evaluated was only .14. As

influential as the reviews of Vroom and Herzberg, et al. was that -~

of Arthur Brayfield and Walter Crockett, “Empioyee Attitudes
;l;?; zamuployee Performance,” P.vychological Bulletin, 1955, pD.




In light of this failure to pinpoint any association
between job satisfaction and performance that is either
consistent or large enough to be useful, a reevaluation of
the relationship between job satisfaction and perform-

. ance has been undertaken in the last decade. The notion

that “all good things go together’ in matters of work has
virtually been scuttled, and thought and research have
been based un quite different assumptions.

The first is that job satisfaction may lead to better
performance only under certain conditions. The iden-
tification of these conditions has become a principal
concern of many of those interested in productivity and
performance on the job. For example, one condition
that may obscure or diminish the association beiween
job satisfaction and productivity is the degree to which
the pace of work is controlled. As an externally imposed
constraint associated with many jobs, particularly those
on assembly lines, the work pace may hold a worker’s
production constant regardless of attitude, motivation,
or emotional state. Two othe: conditions thought to
influence the association between job satisfaction and
performance are the level of skill required by the job and
the presence or absence of work-group norms favorable

"to production. For the most part, those suhgroups of

E

workers—occupational, demographic, or other—among
whom job.satisfaction might *“‘cause” increased perform-
ance remain to be identified.

The second new approach to the association between
job satisfaction and productivity simply reverses the
cause-effect relationship. According to many recent
thecries, good job performance leads to job satisfaction
rather than vice versa. When occupational rewards ace
based on a worker’s performance, it is argued, satisfac-
tion is dependent on performance. If a worker wants
higher pay, performs well in order to secure higher pay,
and is paid better as a result, the worker is likely to be
saiisfied as a consequence, not as a cause, of these events
and desires.!2

A third argument advances no cause-€ffect relation-
ship at all between job satisfaction and productivity. It
asserts that any observed associations between satisfac-
tion and productivity are explainable in terms of both
having been produced by the same conditions—good
supervision, for example.

!3white this example refers to pay, the approach is
applicable to any type of reward (e.g., prestige, being liked by
one’s coworkers, etc.). For a further discussion of this approach,
its variations, and some of its far-reaching practical implications,
see Lyman Porter and Edward Lawler 1II, Managerial Attitudes
and Performance {(Homewood, Hl: Irwin-Dorsey, 1968), or
Donald Schwab and Larry Cummings, “Theories of Performance
and Satisfaction: A Review,” Industrial Relations, 1970, pp.
408-430.
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In spite of its plausibility, another way in which job
satisfaction may conceivably affect 4« company’s produc-
tivity has seldom been discussed, although there is some
anecdot