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The relationship between job satisfaction (or morale)) rewards or outccmes,

-and job performance has generated interest for at least four decades now, and

research in this:area does not appear to be waning. 1In spite of muth- time
and energy, (and journal pages), little fconcluSive' evidence has come forth.
As early as 1932, a review of the literature by Kornhauser and Sharp
t &

\
[(1932) found a0 sigﬂlficant relatlon between satisfaction and performance.

”

\'h

Nevertheless, researchi-on the issue continued. Katz and Heyman (1947) found
" that morale and job satfg?ZEEton were highly correlated to productivity in
. U. S. shipyards during World War II. Shortly after, Katz et al., (1950)
founq\that job satisfaction correlated positively with high and low levels of
:\gﬁggectivlty but @as not related to th middle‘renges of productivity.
During the fifties, Ash (1954), Mitzner and Mann (1953) and Weitz and
/. Nichols (1953) concluded that job satisfaction was related to certain aspects
' of productivity; yet, Gadel and Kreidt (1953) end Morse (1953) claim the two
;ariables are not necessarily related. In a major review, Brayfield ane ‘
-Croq‘ett (1955) cencluded “ithere is little evidence<in the available literature
- that employee attitudes bear any simple--or, for that matter, appreciable-~

. . ) '
relationship to performance on the job" (p. 396).

- 'h<\

1y The author is grateful to Professor George Graen and Takao Minami .

. for the use of part of their data. I am also thankful to Robert Atkin tor
- ~ . .

his comments on this paper.
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In spite of this negative conclusion, Herzberg, Madsner, Peterson, and

= — —P _

Capwell (1957) renewed interest in the issue wﬁEﬁ_tﬁeir review concluded that

,___________Jjuumiia,fxeqnentJﬂdJEHKEQJJ_;hat positive job attitudes are favorable to

A I L LN - .-

S U U ) PO

increased'productivity. The relationship is not absolgte, but there are
enough data to justify attention to attitudes as a factor in improving the

worker's output" (p. 103). Approaching the issue from a different persﬁective,
. tin

¥

Vroom (1964) argued that there existed emall, but positive relationships be-

“tween these two controversial yariables (median correlation of..14). \\\\__\\ ‘
Much of the research cited, except Vroom (1964), appears to be‘an outgrowth

of the 'human relations' movement, which gained prominance during the 1930'8;

A major/tgget\;f his approach suggested that higher morale leads to increased

productivity, and ‘uEh of the research effort apbears to have been directed

'

.\at supporting ‘this position.’ ' . s %
Dui'ing the fifties, a second major approach attempted to relate satisfactiﬁ
and performance through moderators (Saunders, 1956; Ghiselli, 1960). A variant
//// considered satisfaction aed‘performance as joi;:\independept or dependent
variables reiatedtto some 'third' variable. Researchers ha;:‘made use ef nu-
merous moderators or.'third'lvariables. Several of these are noted in Tabie 1.

A third major movement advocated that performance”feids to satisfaction. Q§\§)

Pdorter and Lawler (1968) were instrumental in popularizingithis approach.,

Their model, simply stated, says that "good.performahce may lead to rewards, .
which in turn lead to satisfaction; this formulation then wou}d say that satig-

v

faction, rather than causing performance, as was previously aﬁsumed, is caused

by it" (1968, p. 23). : i CLt

| . 2. For a more thorough discussion of the studies utilizing these variables,

the reader is directed to Schwab and Cummings (1970).
| . T . . v 4

~ 4
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Table 1

G 3

| -

Some MbderétdrS‘?r:Third~Varia51esuwﬁich,Have Been;iéiated"ééi‘;:;"

T

*

. ~

"sgtfsfacﬁiea—and—Befformagge**

P

~’

Study

~

March and Simgn (1958)

f:_’f Triandis (1959)

Harding and Bottenberg (1961)

Katzell et al.(1961)

Cawis et al. (1968)

Korman (1968, 1970)

Carlson (1969)

poll and Gunderson (£969)
iSiegel and Bowen (1971)
Huber (1971)

Landy (1971)

Slocum (1970, 1971)°

¥ ThirdeQEIéBfés

.

Present‘or anticipated state of
discontent

Pressure for production

Personality and biographical
variables

Urbanization

work adjustment

Self esteem

-~ Task success

Task popularity

Ability

Occupational group

Self-ésteem

Superior-subordinate similarity

Motivational type

'Management\level and need level

*%For a more complete list relating to patisfaction or perfgrménce

separately, see Schwab and

SR

Cummings (1970).
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The_rationale for their model is grounded in expectancy theory (Tolman,'

L932, LeWin, 1938 Georgopoulos, manonéy,

1 ‘1%!:’17“——-—~—-» - -

y—

v

Pnrter_andaLawler attempted’to eIIminate §ome*of—the—prob%ema—i hezenr in

-

to explain how satisfaction develops and how outcomes gain their valence,

>

and partially to explain how expectancies develop.

This model considers performance as a first level outcome ('act' in 5

Vroom's terminology), rewards Qeach with their respeétive valence and relation

t
to performance) as second level outcomes, and satisfaction a result of the

\ H

usefulness of the rewards in satisfying needs. The basic point to be made is

that satisfaction is seen as a depensent variable which should be related to

2
performance when the person sees performance related to valued outcomes.

Value of an outcome is determined by the®degree to which it satisfies needs

or by the degree of relationship perceived by the individual between outcomes
and satisfaction. satisfaction has only an indirect effect on performance

via a.feedback loop to expectancies. The major conclusion of interest reached |

B

by the authors was that performance and satisfaction were rélated (r = .32)

13

when performance was evaluated by supeniors. This effect was not observed N

:

for self-ratings of performance. The authors also found a significant re-

-

. L.
lationship between reward&‘and performance. One of the major problems with
the model is that it fails to account for other factors which may also lead

k'Y

to satisfaction (Schwab and Cummings, 1970), That is, oOther factors (.8,

I

4 .
seniority) may provide-a bgtter\?oad\to satisfaction than performance. For
. - ST e
s T —
example, Green and Organ’(1973) see ‘role compliafive' affecting both per form-

s N

ance evaluation and satisfaction. In their model, satisfaction would be a

result of both performance evaluation and role compliance.

expectancy theory by incorporating aspeCts‘or“equlty theory and;need theory- e -
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w_A_number of supporters of the performance causing satisfaction' re1atiod |
|

|

o LT — Ed

have emerged, Siegel and Bo_en‘ffﬂﬂiﬁ=tetfeé=ehe=£hnee maﬂg; gggglg described \ J
¥ :
aboveuand found strong support’for tnE‘?orter—and—Law;ef_mode] and little or- . .’“ -

- —— -

no support “for the others. Locﬁe‘(I9707““ut1Iizinthuman-values and;goals,—=»_;;“_Pw;;:;_

.
L4

rather than rewards as a moderator of satisfaction and performance, support

-~

the directionality of performance leading to sat?sfaction.. Nathanson and . v

) Becker (1973), in testing some of Locke's propositions, emphasize that satis-

v

' faction of performance can occur in the absence of one another for a number
‘ : 0

R

&

/?é reasons, but the two are only related when performance leads to the attain-
ment -of individuals’ important job values. Sutermeister (1971) proposedsa -

>

theoretical model whlch also éupports a strongér causal direction from per®

« formance to satisfaction. . ' . .

o

Recently, Wanous (1974) conducted a cross-lag study examining the relation-

aétion and petformance, but failed to discover any signifi-

een“the two conceptg’with conéurrent or lagged corre1ations.

ship between sati

cant relation be

Upon separating intrinsic‘and extrinsic satisfaction, he found some support

rmance causing intrinsic éatisfaction, whilé extrinsic satisfaction

R .
. -

for perfo

ppeared o bea possible dause of perfermance. . ,

/ In sp te of the continued research activity outlined above, several recent

. - . \ " ,

writers do not agree that there is any necessary re1at¥onship between the two .

-

concepts (Kuhn, et al,, 1971; Martiq‘ 1969; Cherington, Reitz, and Scott, '1971).

As a final note, Schwab and Cummings (1970) have statéd:éhat tgatisfaction

-

alone or together, are associated with a large number

4

y S

and performance studied

ees €vVen recent theoretical work has not aceounted for a sufficient .

* of covariates
A 3

number of the variables which may inf1uencthhe strength and perhaps even the

’ fd}r€§tion of the relationship between satisfaction and performance'’ (p. 428)
o~ 3 hamae I . .

A

~ » ' v
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Present research. The study reported here has several objectives ’ ’/f”QQQ
- T - [ — ! ‘
1) To)test the sat1sfactionfrewafa=performance*re%at % I

[y

—

. inference_rin_an attempt to Iend effﬁm-pvn—or—tast—dwbt—u?%

IR AN S Ve e T - —

- . .

2) To incorporate 1nterperson%1 rewards in addition to intrinsic
\’I

rewards in the" causa1 network.

e Ao

To examine supervisor and subordinate viewpoints to see if differ-

ential perceptions may affect the causal inference in (1)

\ * ¢

R Method R . .

v

"

Subjects ‘ : T C o

>  The subjects are 70 management trainees in’a large Japanese many acturing'
. r < N . 4, -

- firm, All‘are single and of the same race. These newcomers.have all been em-

ployed for less than one year; more specifically, at times 'one' and 'two', they

_(

were in the organization for six montha and- nine months respectively.

Three main job types are representéd in' the sample. research and develop-

ment, c1erica1 ‘and administrative, and. piant workers. None of the variables

J

. used 4n ‘this- study Were‘found'to differentiate between job‘typ#s’(callagher” 1974).

\

. . . . . / ¢
Instrdments’ . * 7 B ' /
- . ¢ ‘

i .

Three basic instruments have beenfemploye? to measure (1) performance, '

(2) satisfagtion, and (3) outcomes or rewards

’
.

Performance. Supervisors were asked tb rate each subordinate on 13 five-
|
point Likert scales, where ‘one' represents 'very poor and '£}ve represents

'excellent'|.. Principle axes factor e traction with squared multiple correla-
q .

417 ‘ ’

tion communality estimates was performed on" the 13 performance items yielding
-~ - '4( o

.one factor accounting’for 75,8 perce&t of the variance. Ihe ‘three items with

. {

‘d 'I .
the lowes loadings were discarded a&\‘the remaining ten items were summed to
: t S
form the érformanc evaluation composite gcore for each individual (Table 2).
J . -
0] ?

il .

the three existing approaches discussed Fove: N TTeTTEs

-

N
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- ' Table 2 . _
T ﬂL; ‘;:_;_;;”w;;_zggxﬁgfpaqgg_Factbr Aoadings - —— - ‘5
The thirteen origlnal perforimance items were 3ubjecced to Principlev
\\» . Axes\¥actot extraction with-squared multiple correlatioq communality
) . ~ estimates yielding one factor accounting for 75.8 percent of variance.
-4 ~ Y . \
N . . ’ .
Attributes <" Loeding
o 1- dEPehdability o-.-o-.-.-i-o-.----oo-;.;b-\--o-o.--o '-79} » "
- .Q - . * - / 4
23 -
2. alertness ..l)coooooo.ooooo.&l...0040..0.0...0..... 3, 069 1
, 3. . interpersonal competence iviesssesessossscssooesss .63
) 1'4‘ Plahning .’...l..N.l_ll‘:.’l.I‘ll.ll....l.ll...ll. 074;\ :
’ S. know-how and judgment ..oo-vo:o-ogoo-----..-.vo--‘.-; "-47 i .
N - . ’ ‘
o $6. present level of performance ...ecesscsescescscsce .72
; - . ’
7. interpersonal attraction ..e.iesececscscdoncsienens .75
3 , v !
8. expected level of performance ...eeeccceccscocsasce .65
' '“ 9. Over'all job Satisfaptionr cssssbesssssnsséndenese -50
L »
B 10, organizational commitment cessessesesssescsssssasie 49
- ’
PR ! ' N ‘- f?
Il. future success prediction--over-all c.cecsececcnce *51
‘ 12. future success predictlon--general MANALET eessoss 60"
. R ? —— 7 X , ‘)
13, future guccess prediction-staff specialist ......// .%8 , .
N .o ' / // .
’ . 5 ’ /
. . - //
- hd ’ /’ -
. L ,
- wft
, ot ‘// —
ey . * B . //,/'
o : /
— . ‘\ ly ./ g
. 4 / .
Q, : —_— s X ’
/. e »




( IR . * . .' ' . / ) »
Schiemann | o ' T page 8 | ‘ ‘ '

» Outcomes., Seventeen outcomes (rewards) were generated by discussion

ER— e - e e e P S ,

with the subjects during ear11er interview waves. The items were content : 47 )
|

_ amaltyzed by the”researchers*andf174items"revacururstered—to~the—workerSA*~Eachr—*7— -

T S e e = e = @A i = o s - e ]

7

V
item was rated on a five-pOLnt.Likert scale by both the focal person and his

- - L4
immediate superior. Of goncern was how much of a particular reward the.rater

believed the focal was receiving. The scale ranged from 'almost none', to

'a great deal'. ’

Principle axes factor extraction with squared'multiple correlgtion com-

munality'estimates was performed on the 17 ite@ﬁ;zielding.two discernable
Jae

factors.l The first factor account”d/fgr/53 4 percent of thé variance and

—

" the second factor accounted for 20.7 percent “(see Table 3. A Varimax rotation

.

’ “f ~ o K
resulted in reasonably clear identification of the factors. The first dealt

with 'interpersonal relations with the. supervisor' and the second‘gealt with

- N .
.

job related rewards (intrinsic facton). Two items loading low on both factors
- v . "

an
e

were dropped. S

Satisfaction. Satisfaction y ’/;eaauréd with a global question: "How

satisfied are you with your erall job s:i.tuat;i.or’;?"\q A similar question was

asked of the focal's sy

'/

on a five-point Likert scale similar to that ment oned above €or Outcomes. y

ervisor regarding the focal ' The question was answered

L,

»

Procedure L g/ // ! .
- -- —— Time effect. It,@as believed that the besé:measure of change would be
SR :

/ ’ P
newcomers,}p’the org nizationy rather thdn established incumbents who have
, e /

glready attained a more stable role-exchange.‘ Newcomers should be in a higher

state of.fluz_in rélating to their role-set (Katz and Kahn, 1966; Graen, 1975).

L4
.

Causal inference. The issue of causality ig one of the prime concerns

P of scie&ce. In the social sciences, Cronbach (1959) differentiated the .

/

——scientific approach’ into two disciplipes which'atteppt to 'discovért 1n
. r} » ~ - *

.
. ' .- ,
— . Ve . 4
' . - \ .
' i ’ .
| . '
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Factor I:

- -

. / !
and 47 percent of the extracted variance.

-

b . . ‘ 2

- ) ’ ' '1 y/l ‘ ) -

ylelding two factorséigzignfing/fgr/ga.4 percent and 20.7 percent L.
N . . / . .

of the variance., The f ctors were then rotated orthogonally-to the ‘

Y i . ' . \ ‘ ¢ it
S ESchigmﬁnn /// . <L _page, 9 - ) S
- ' . * . .: * ! L 2 "
' ’ . .Table 3 .o/ . .
. ' 2 ) , %
. == — Outcome-Pactor=lkoadings=——-r —= = -—+ =T —— il
, ) , i . ACRE
y . ; / 3 - .

. - “Ifie geventeen QE -
— . — s |
T e e
S ﬁmrmxmnwuﬁywmm&mﬂ, ; y eatinates —

’

Zhe

.S

Varimax.criteripn’ yeilding two factors accounting for 53 percent °

6.

9.

- 16

10.

- * ) . .
JFactor IT: (20.7% -unrotated) Intrinsic factor

(53.4% unrotated) Interpersona factor I

! ’
-

-
0600 0000000000 OCSOESLSOLOEOESOESOELETLS SDY
N . . .

perfofmadcé feedback

’

consideratioh from supefviéor cesssesssssessdsessassne
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distinctly different ways. The experimental approach has a more convincigg

claim on causal relations; neverth—less, correiatiOnal ﬁsychologyrhas"attemptedfs-ef—e-77~

Athods for inferring causality. L N

One’technique developed to inferrthe Iikelihood ot csusaltty"

,
e D}

RN 1:gged panel correlation technique. Early use of.a similar t

ported by Lazarsfeld, et al, (1944). Many other authors have addressed 3,7
aspects of'this technique (Simon, 1954, 1956; Blalocr, 1962, 1964, 1969; Pelz

and Andrews, 1964 ; Campbeil and Stanley, 1963; Kenny, 1972). ) o ) -
4 . 7 v
Various criticisms and limitations of the model are enumerated by Rozelle

and Campbell (1969). Some 'recent uses of ‘the model have been by Andrews, }Q
Frank and Farris (1972) Lawler (1968), Lawler and Suttle (1972), and Wanous
1974
(1974).° . . |
The technidue works as follows: Data is gathered on ‘two variables at / b

two points in’ time, one’ lthen sets up a diagram as in Figure 1, and computes

the six correlatiSns denoted in the diagram. Correlations A and B relate the .
i t;o\zariables simultaneously at each time measurement (condurrent'correlations).
Correlations C_and D relate the stability of the measureg over time (test-

-

retest reliability). The correlations E and F represent relations of one

) .
;/ variable with the other |at the different time periods (cross-lagged correlations).

; *' Lawler (1968) and others suggest that if F> A =B > E, then there is T .
sreasonable evidenc - to #uggest that F'more likely has caused E than the reverse.
- *Rozelle and Campbe 1 (af69), however, argue‘that there are actually.four ° -y

’

s .
Y Py . - A

o hypotheses being teste ‘ (l) inereases-in variabfe X increase variable Y, and

« ,.

1

-
%

s in Y increase X and decreases .in Y decreage X; and’ -

«*

dgcreases in X decrease Y; (2} increases in'X_ decrease.Y and decreasea in X
increase Y; «(3) increasL

(4) increases in Y decr ase X and decreases in Y increase X.- Where we find

, We really have the joint effect of X increhsing Y

' i Ty1 u :

“and Y. decreasing x greater than the joint effect of Y increasing X and X

greater than r

l{llC decreasing Y. o 12 N . v

,




Figmg%li
ol

- ) ’

4 ° K
-
\\—
' : .t
page 11 ‘
o
& .
/ 14
. - & s
. - -
.
. . o
»
» . M A
. . .
PR
> -
. .
6
C -
-
W f
. <
.
E
(4
.
4+
.. q - A
* "a o - )
. B
.
-
. #
F .
v .
<7 .
L
N \ - ,
.
D . .
. 1)
Ld
. .
[ ] - .
. - \ s '
.
.

‘Ca\tf'ﬁ al model.

- -




-

Schiemann . . . Jpage 12
Another primary weakness in this techiique lies in the fact that the
method cannét rule out the possibility that é‘third variable causes the t;o <
varisbles undef étudy to covary differentially from time 'k' to time 'k + 17,
Dete#min;ng the optimal time lag between 'k' and 'k + 1' is an important
question, but .not asiseriOuslas might be inferred from other studies. For
. . ‘Epst processes un@qr’study,‘the effect should occur reasonab}y goon, and after
: that, only‘ree§d§al effect remains which will attenuate correlations. Second,
unless tﬁe hypéchgsized c;usal_relation is extremely high (thus accounting for
g\?ﬁjer portioh Sf‘thg'vafiance in the ‘caused' variable), o8her causal vari-
ables affecting the ';aused' variable will probably change qur time.
quther,‘as Kehny (1972) and others have.po%nteq out, the validity of
tﬁe inference drawn from cross-lag cotrelhtions is dependent upon a stationary
.. Sfactor structure u;derlying the variables in question, A necessary condition
’ for factor stability ié that the concurrent correlations be nearly equal‘

~
(i.e., rlel ?ﬁZYZ)' “When this condition ié not-met, as 1is the case with

gsome of the data reported below, inferences about causality must be made with
‘/

extreme caution.
! B

One final question pertaina to the. problem of the significance of the

difference between rlez and Teovl® Lawler’s (1968) criterion that rx1Y2

(Cr1v1 ™ Txzv2) 7 Tyl
correlations.are ‘treated as though they were develaped from independent

is probably too qeqk. On the ather hand, if these

{r samples, the appropriate test (Fisher s r to Z) is quite conservative, For

the present purposes, the strategy adopted w;ll be the latter, cognizant of’

-
Ve -

ts flaws. ‘o
r . e e .
' Results - ’ ‘ .

\]

Results are displayed in Figures 2 and 3.  Figure 3 shows the values

for self-ratings of satisfaction and outcomes (factors I and I1), and

' »

i4 - .
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satisfaction ====-- J464%---=-gatisfaction ‘
1™~ .374*
(a) . .438% 2628%a
I_/ 1 97% ) . & ‘
performance 75~----,586%-=---~ performance
: —_
Interpersonal Outcomes . Intringic Qutcomes
T . ) 5 )
outcome=-=-=---- .234tr ----- outcome
‘\. 101
®y .51 .185
L257° l
performance----- +586%----performance
3 ~ .
\
- t . ﬂ 1
outcome =====< 452%-ncceo outcome outcome====-- e234 =ooen outcome
~
-0050 l e
.219 144 (c) .059 .184
| <01 :
gatisfacttbn ----- +464%----gatisfaction satisfaction----.464%----gatigfaction
. & . * -
" [ M - RN
i -

Figuke 2. Supervigory-rated panel data.
This figure d;ﬁplays ¢cross-lagged pagel correlations for satisfaction (supervisor=-

‘rated), cutcome si;;,kisor-rateﬁ) and performance (supervisor-rated).
= p <,05).

 (*/= p. <.01;
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performance ----=>--- :586% ~cw---- A;fefformance

Interpersonal Outcomes
]

h g
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outcome====-=-= o 1o4kecmvcman outcome
1\ .328% I )
1 t o
.267 439%

__-.390% - |
pe %ormance ----- «586%-=-=- performance

outcome==-=-=~-- o 1obyke=ue===outcome
l TNL475%
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satisfac;ion---- 628%~---gatisfaction

Y

Figure 3.

This figure displays cross-lagged panel

Intrinsic OQutcomes -

) » Tl * - TZ
N —_—
outcome====== .582?9?7----outcomed
h
®) 244
~ . 1
(c)

satfsfaction----.628*----satisfactiou

-

Self-rated panel data.

correlations for satisfattion (self-

. s
rated), outcomes (self-rated) and performance (supervisor-rated).
N . B Y * N

t = p < .QS).

(* = p.<.01;

b}
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. »

pefformance evaluation of the supervisor. Figure 2 represents all variables
supervisory rated. ’
FPirst, I will discuss the results in Figure 2, relating supervisory ratings.

1) Figure 2 shows a significant relationship (p < .05) between satisfac-

tion ana petformance for both ctos%-lags; however, the diffetencas between the

L]
[

two cross- 1ags using a Fisher's 7‘test is not significant. K |

.

2) Note the relationship between petformance and outcomes (see Figure
2b), The lagged correlations between Factor I (interpersonal rewards) and
. . - ' ]

perfol;ance are not significant; however, for Factor II (intrinsic rewards), -

there is a significant relationship between performance at time ‘one' ‘and

-

- outcomes at time 'two' (i.e., .257 is significant and 101 is not significant)

4
Thisrpatticular cross-f/g would meet Lawler's (1968) criterion for causal LT
b4

infetence. Use of Fishet 8 t-to-Z test suggests that the diffétence is not

.

~

significant.

-

3) The telationships between rewards (eitner Factors I or II) and satis-
. T,
faction exhiﬁit gg significant cottelati?p—at any cross (Pigure 2c). VYL
B ————
Second, in tutning to, the subordinates view (Figute 3), a Eifferent \

- o

1)7J§%tisfaction and performance are not signiffcant}y related either
Es

pattern of tesults may be noted, * -

concurrently or over time,

. - v
2) In looking at the Eglationsbip between outcomes and performance

' (ngyre 3b), one finds a significant relation between 'intrinsic' rewards at .
time 'one' and performance at .time 'two'; the reverse correlation (performance

leading to intrinsic rewards) is rot significant, The concurrent correlations s

and the test-retest reliabilities are stable. Again, this model would fit \

Lawler's criterion (1968), but does not zeach significance on Fisher's test.
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"3) Relating interpersonal rewards and pe;formance, both cross-lagged
correlations are significant, bug one is not significantly greater than the .
other.
] 4) 1In Ezgure 3c, one can see that satisfaction and both factors ,of the
rewards are significantly correlated (p < .0L) simultaneéusl} and at iagged
times, Thus, a definite relation\exists between satisfaction ;nd intek-

personal and intrinsic rewards, although the directioh of ;:ﬁtality, if any,

cannot be determined from this data.

"t

One further point deserves mention as well; both rewards (interpersonal
R :

. and intrinsic) have about the same correlation with satisfaction (475 and

.483). Thus,-it appears that "both factors relate abdut equally well to

-
"

; .
gsatisfaction. . % \\

Discussion

© L3

What perspectivé is the most accurate (supervisory or sélf-ratings) and
. what does this data lead us tg believe? From a motivational point of view,
If makes more sé;se to a;sumé thai'person X's cognitions relate to his energy.
Outpugfand‘conseqdéntly his subsequent performance (Vroom, 1964; Porter and
.Lawler, 1968) and affective reSponges'(Fishbein, 1967; Newman, 1974). That
c is, an individual can‘%ﬁly be motivated (assuming al";.:ognit:'ive ixtez:pret:at:ion)

by what he perceives, and not by what his 8u§ervisor or others percelve about

the objective situation. He responds to the outcomes he believes he}ggssizfs

-

and not those perceived by the supervisor. Unless the focal has been highly T
vocal,.the Supervisgi—éﬁbuld have even less of an idea about that foca}fs

\ satisfaction .than he doe¢s about the focal's rewards, since one's affective

‘i .

responses are, by définition, internal states (private experiences). Rewards,

on the other hand, are likely to be chianged by perceptual procesges only,

\ - -

- . »
3 < -
o

' ‘ - 18 .

e

’ - _._.,,vﬁ""“ﬂ“-




Schiemann ) page 17.
but do have their base in the environment. Thus, supervisoi’s rétiqg of ,
satisfaction may represent his own éognitive view of iééerrelatiodéﬁiﬁ'between

! N
performance-rewards-satisfactig;:*and perhaps other relevant variables, Im- N
N L4

plications are obviously different depending on what theoretical model (ex-

L ]
pectancy theory; equity theory; social exchange theory) we adhere to in ex- //,(////
: / \.
plaining motivation. Thus, what is being argued is that, to the extent that

the supervisor cannot tap his subordinate's petceptions accurately, his report

.

of the relationship between the thTee variables represents his cognitive

representation of how the three variables should be related. The subordinate's

’

view, on the other hand, represents a perceptual view which affects the be-

¢« - havioral and affective responses of the subordinate.
N ~ i

From the data xeported here, it appears that the supervisor does not use

his perceptions of subordinate outcomes in assessing satisfaction (there is

1

no relation between the two when supervisory rated). The supervisors also do

not report relationships between ratings of subordinate performance and inter-
N

personal rewards. Here, he may bé%sh ng the lgck of relationship he places

between performance and interpersénal rewards, or of coulse, a response set

repregenting his £ 1 expected role as a supervisor: unﬁiased judge who
administers equa;f::fi\;zzj\\EE\Is\ngE~organizat;onally sanctioned behavior
to favor one subordiAate over another. Dansereau, Graen, and Haga (1975) and
Cashman, Bansereau, Graen, and Ha;a (1975), howevér, have found clea; indica-

tions that superiors differentiate among their subordinates regarding inter-

personal rewards and resource allocation.3

'\. ‘ . ' X
Qnﬂthé—thEf/hand, the superior does report that higher performers f@ceive
/ . . . / ¢
. i' . Ny
o 3. This author also found signifjfant differences in interpersonal

f
rewards received by subordinates.

=
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&
more intringic rewards (many are job related or a part of the work)., It is

%
interesting to note that the supervisor reports performance tied to rewards ‘ “\

which are self-administered rather than to rewards which he administers. The
supervisor also reports a moderate relationship between wor%%%).i:jormancé and
satisfaction. ' 4 . '

. #

*~é&ferences. First, the subordinate relates satisfaction and outcomes. Intrinsic

P .

4Ff’ rewards are correlated higher with future performance than present, performance
P

The suboxdinate's view is distinctly different. There are two key dif-

@ is with future intrinsic rewards. Interpersonal rewards are also related sig-
nificantly to performance. Second, satisfaction and éerformance are not di-

rectly related from the subordinate's perspective. ?

It is interesting to look at the relationships in total (sée Pig.. 4).
The implications are that intrinsically rewarding jo?s will 1ead‘to better
performance. Interpersonal rewards may increaseigerformance evaluation and
they may be affected by performance evaluation. Boqa fbrms qf rewardscmay
lé;d to satisfactifn, and satisfaction“ﬁéx lead to mo:‘wggwards.

If: theset conclusions are appropriate, then management should be able
to increase overall performance and morale (used here.to mean collective

satisfaction) by incteasing the intrinsic rewards of the jobs.4 One potential

avenue for increased intrinsic rewards may be thfough job redesign (Ford, 1969;
i1
¢ « ' ? .

4. This does not necessarily imply that"éqriching' the jobs will have
the same effect on each individual worker. Such §apiab1es as 'hi order

need strength' (Hackman and Lawler, 1971), 'rural/urban’ (Turner and Lawrence,

‘.' \
1965), 'alienation from middle class norms' (Hulin and Blood, 1969) and others

have been shown‘ to moderate certain job dimensions and relevant dependent ut

variables (satisfaction and performance) for individual workers. N

20
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S » Focal's View ‘ . .
) ‘ intrigsic _ ' ' : i
. ' / outcomes\ . ' .
Ty .356 I .39 ’ ,
X - @483 , .
¢ R .660- 8o* = . . ‘
f
. 328__. o o4h3 2N
performance ! interpersonal satisfaction
— 39 —> . outcomes — 475~ yd
\ ' e
~ e
7 ? 1
~N | . yd
~ i
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\\extrinsic yd ; .

. ‘ outcomes . 'y

-

Sdapervisor's View

interpersonal € ns < 497 ———— ,
Outcomes . ns >performance 374 7\Belt:i.sfact:i.on e
‘ .257° e
v 0475-'0,672*
/T~ intrinsic .
. /e outcomes '
. / g S/
- A
) v .
/ ;-
. . , ’ /
e Figure 4. Summary Data. ‘ " r

S , . S
This figure presents the variotﬁs concurrent and cross-Iag data in & summary
format. All values are's/i’gnif.icant at the ,01 level unless noted otherwise

.{(t = p< .05; ns = not significant). Single arrows indicate crosgs-lagged

ocrrelations; double arrows indica‘g concurrent correlations (first and second

>
-

correlaj:ions refer respectively to ty and t:2). )
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. K
Paul, Robertson, and Herzberg, 1969; ;ayler, 1969; Hackman and Lawler, 1971;

1
Hackman, 0ldham, Janson, and Purdy 1974) .-

§
Of further interest is the fact d&at~facalsﬁdo not regf t'a significant

iesain A

relationship between performance now d intrinsic réwards later; whereas, e

i
V4 o v
pérformance now is related to interpe sonal rewards lateilpgggiazdiiii///tial

relationship between the ‘two rewardi;gg/resﬁitants of performance might be

b

e .
explained by the fact thatffeceiving;interpersonal rewards is contingent upQn

*

erceptions of the supervisor and not upon the actual per-

i

the performance
Receiving intrinsic rewards, however, may be more dependent on /

acpdal performance, and consequently, focals may perceive less of a relation

between-performance evaluation by their supervisdr and the subsequent intr c

rewards received. ‘ *

-~

The other possible approach to increasing performance a1d satisfaction

e

would be through proper manipulation of interpersonal réwards (which are cor-

related with both satisfaction and performanc;;;ffThere are some ingications

‘that thiﬁ’second device for manipulating performance and satisfactipn may be

used quite frequently. Graen and Cas an. (1975), - for example, find that most
4 /

leaders very quickly differentia members of .their unit into 'in' and 'out' -

F o Y
group members (this is an in éx of the quality of leader-membef exchange).

The supervisor often do é not have the ability to change intrinsic reward -

within a short pericd of time; moreover, he may not, have the conFrolhoveg\\\“\

extrinsic rew /r 8 for numerous’ reasons, Thus &gerpersonal outgomes may \f_/

~

become an a/tractive mechanism for differentially rewarding selected subgroups

of subordinates. .

Finally, 1 would like to address the issue of method variance. \ne might

argue that the moderate correlations between outcomes and satisfaction (self-

rated) could be a resuilt gg.the measure (i.e., both rated by the same person) -

-7
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L , ’

. , “q !
instead of true variance. If this were the case, however, we would then expect

4 ’ - 7 e © ~
similar correlations between outcomes and gatisfaction when both are supervisor- .

0 ) g .
rated. Instead, we find no relation between these two, concepts. Thﬁs; I would _

consider measure variance mini?ii/ggjfhis rating situation, . | )

s
- N

.

udy are three-~fold,| First, this study shows -’

Imﬁlicatiggs-from this

) merit for the’inigjal zation and development of controlled '1n;::Ejjpona1 re~ .

,/,,,,,/,,,Jﬂ93h’L’5§’Z/;eans of linking satisfaction and pe formance. Thfs Outcome,<e1-
: ’ i nay be quite effective as a potential ’

though in'need of further research,.ina

' motivator of performance and source of satigfaction, Research relating to

the use of this reward and its causal relations is strongly recommended. N .
Second, the 8tudy, highlights the lack of awareness of the supervissr
as to how the subordinates view.the relatii;{between performance, outcomes,

- — e 2
and satisfaction. The subordinates report sgdo direct relation between perform-

;t\ : . . \ ’
ance and satisfaction, but do Yelate both interpersonal and intrinsic outcomes '
» 1Y *
to the two concepts. The supervisor does not ri&ate either reward to satis~
- ’ P
» *
{ faction and only intrinsic rewards.to performance. This naive view of the
‘ 1

—_— »

supervisor may be in.need of change. . .

Third, the performance causing satisfaction model was not supsfsntiated

-

although moderate evidence is presented fdr a correlational relationship be~
tween the two concepts moderated by intrinsic and interpersonal rewards.

FUrther, no causal relacionship was discovered supporting the ' human relations'

-

— _ rxeﬁkxﬁfggroach (i.e., satisfaction causing performance), It was apparent that Dther

e~ ~ ' - "

—~—

moderators\§5316~a199~ba_ggggsggrz_gg_gpre fully explain the rélationship be--
! 7/ . H .

’ . . 3
_,/ tween the two concepts: S ‘ :
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