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Problem

The concept of job involvement has received much empirical and theoretical

attention in the last 15 years. A thorough review of twer 70 such papers

appeared in 1977 (Rabinowitz and Hall 1977). Several authors (Huszczo, 1978;

Cummings and Bigelow, 1976; Lawler and Hall, 1970; ant' Weissenberg and

Guenfeld, 1968) have specifically addressed the issue or the conceptual

independence of job involvement, job satisfaction, and intrinsic motivation.

All have basically concluded that although these varicbles do correlate with

each other, there is sufficient evidence of conceptual independence and this

is generalizable to quite divergent samples. Surprisingly none of the research

has systematically investigated what correlates these three concepts share.

This study has two purposes: 1.) to establish which variables distinguish

these concepts and which they have in common, and 2.) to establish that

although job involvement, satisfaction and motivation may be conceptually

independent, job involvement is more akin to the concept of motivation than

that of satisfaction.

Procedure

Fifty students in a class on research methods were trained in survey

administration and asked to administer a job attitudes survey to 10 subjects

each. Eliminating returns with my missing data, a 414 subject sample

resulted. The sample contained 94 general and skilled laborers (Blue-Collar),

117 sales and/or clerical workers (LoN,White Collar), and 203 managers and/or

professionals (High White Collar). The data on the demographic variables
0
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eve evidence that the_sample was reasonably representative of the community

from which the data was gathered. The survey instrument was designed to

include measures of the self-perception variables listed in the above men-

tioned studies. Thus, five demographic variables (Sex, Age, Seniority,

Job Classification Level, and Educational Level), three general self estimates

(of satisfaction motivation and performance levels), all five of Porter's

(1962) Need Satisfaction meastires (both the dissatisfaction levels and the

importance levels were calculated) and four other commonly used scales (Job

Involvement, amount of participative decision making allowed, intrinsic

motivation and identification with the company (see Ruh, White and Wood,

1975) comprised the survey. Correlations were calculated between each of

these variables and the measures of the three focus concepts of this paper

(Satisfaction, Motivation and Job Involvement). In order to determine

whether any significant differences existed between r
12

's and r
13

's when

both r's are based on the same sample of N cases, McNemar (1969) suggests

using a t-test where:

t

(r12 - r
13

) 3) (1 4 r23)

12(1 I"'112
- 2.423

This was used to determine which bivariate correlationr distinguished the

three focus variables. Finally, three separate stlp-wise multiple regression

equations were established with criterion variablei of satisfaction, moti-

vation and job involvement respectively. An F-test (see McNemar, 1969) viz

calculated to determine when an additional step failed to significantly

improve (p <:.01) the equation.

Results

Table 1 presents the correlations between each of the predictor variables

and each of the three focus variables. The results confirm numerous findings

of correlations between the variables used here. Sex and dissatisfaction with
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social needs did not correlate significantly with any of the focus variables.

Dissatisfaction with security needs did not correlate significantly with

job involvement and educational level and importance of security needs did

not correlate with job satisfaction. These findings are also conLIstent

with previous literature (see Rabinowitz and Hall, 1977). The correlations

with job involvement differed significantly from those with job satisfaction

on 12 of the possible 19 comparison variables. It differed significantly

from those th motivation an only 5 of these. This analysis indicates

that thejonly times job involvement differs more significantly from motive-

tion than fromsatisfaction was on its correlates with performance and with

dissatisfaction with autonomy needs. Furthermore, job involvement has

significantly higher correlation lath motivation (r = .66) than with job

satisfaction (r = .55). One should also note that all three concepts are

clearly intercorrelated.

The results from the multiple regression analyses are presented in Table 2

in a manner to indicate the relative importance of the predictors, of each of

the focus variables. Again it is obvious - that satisfaction, motivation and

job involvement are interrelated. Certain interesting differences also are

evident. Satisfaction with the higher order needs of esteem and self

realization explain significant variance in the general job satisfaction

Measure. The self-estimate of performance is an important predictor of

satisfaction and motivation but not job involvemmnt. Autonomy needs and

amount of allowed participation in decision making add important explained

variance in the equation for motivation but not for satisfaction or job

involvement. Furthermore, the variables of job classification level,

importance of Self realization, identification with the company's goals,

and age add to the explained variance of job involvement but not to the other

twOLequaiions, Finally, it should be noted that motivation (both the general

measure and the measure of intrinsic motivation) are relatively more important

predictors of job involvement than that of the satisfaction measures.
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Conclusions and Implications

Although previous research has concluded that satisfaction, motivation

and job involvement are three conceptually independent variables, this study

indicates some important overlaps as well. Lodahl and Kejner (1965) found

job satisfaction and job involvement to have roughly the same factorial content

but point out that "It would not be justified to conclude that job involvement

is the same as job satisfaction." (p. 32). Other studies have focussed on

the differences between job satisfaction and job involvement (Weissenberg

and Gruenfeld, 1968, Huszczo, 1978) while still others have used job involve-

ment items as measures of job satisfaction. The present study provides

evidence that job involvement is conceptually more akin to motivation than

satisfaction but all three are clearly interrelated.

A common feature of all three focus variables is their lack of relationship

with the satisfaction of lmwer order needs. This is convergent with a great

deal of previous literature and conforMs with Herzberg's Two-Factor Theory.

The differences between the three concepts are more a matter of degree than

kind. Perhaps the most outstanding differences the greater importance of

intrinsic motivation, identification with the company and job classification

level variables to our understanding of the job involvement concept. The

job classification level relationship with job involvement calls into question

some previous research findings (Cummings' and Bigelow, 1976; Lawler and'Hall,

1970.. Finally, the pattern of results in this study clearly shows a trend

that job involvement scores have more in common with motivation scores than

satisfaction scores. Future research is needed to substantiate these con-

clusions. It is recommended that such studies involve a sample with several

job levels represented and an instrument with a wider variety of measures

especially scales of versonality traits and values. Practically every study

in this area has used on l/ self report measures. Future studies should

attempt to include more objective measures.



Table 1

Simple r's with Criterion Variables
(N = 414)

'Sex

Age

(r.01, 400 =

Job Satisfaction

.13)

Motivation Level Job Involvement

.03

.28

-.03

.28

.05

.33

Seniority .19 .17 .22

Job Classification .273 .313 .421,2

Educational Level .103 .14 .231

Job Satisfaction X ° .693 .552

Motivation Level .69 X
..48J

.66,

Performance .42 .38c

Job Involvement .552 .661 X

Participation in Decisions .342.3 .461 .451

Intrinsic Motivation .;:62,3 .531,3 .621,2

Identification with Co. .3.3 .33 .421

Security Needs (2) .11, .14 .19,

Social Needs (I) .233 .30 .35'

Esteem Needs (I) .242'3 .341 .401

Autonomy Needs (I) .272,3 .391 .421

Self-Realization Needs (I) .292,3 .391 .461

(D) Security Needs -.233 -.16 -.081

(D) Social Needs -.09 -.12 -.10

(D) Esteem Needs -.33
3 -.25 -.171

(D) Autonomy Needs -4% -.37363 - .252

D) Self-Realization Needs -AO? -. -3.261'2

1This correlation differs significantly (p 4...01) from the correlation
between this variable and job satisfaction.

hhis correlation differs significantly (p < .01) from the correlation
between this variable and Motivation.

hhis correlation differs significantly (p ;:.01) from the correlation
between this variable and job involvement.
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Table 2,

0 Step-wise Multiple Regression Equation Results

Satis

Motiv 374.85**

Dest 21.6**

JINV 12.01**

D Self Re 6.01*

Perf 4.64*

Int. Motiv. 5.00*

Motiv F

Satis 374.65"

JINV 117.08*'

Perf 23.95**

PDM 13.07**

Int. Motiv. 7.85**

D Aut 7.01
**

Aat I 6.8o**

Sex 4.26*

JINV

Motiv. '222.16**

Int Motiv 89.29**

Job Class 34.18**

Satis 12.21**

Self Re I 7.82**

Ident 5.62*

Age 3.99*

R2 = .5382 R2 = .64974

Critical F1, 400 = 3.86 for p 4:.05 (4) and 6.70 for p x.01 (**)

R
2

= .60407
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