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Ab"tract 

Motivation of Secondary School Teachere: 

An Application of the Job Characterietice Theory 

Better educated people want more meanIngful and 

challenging jobs. Improving teacher motivation should be a 

continUlng concern of educational administrators. therefore, 

the general purpose of the study was to dssess the 

motivation for a sample of anglophone school teachers uSIng 

the complete "Job Characterlstics Model" deSIgned by Hackman 

and Oldham (1980). 

l This study is based on a voluntary sample of full-time 

teachers from two anglophone secondary schools members of 

the Lakeshore Teachers AssociatIon (LTA). Of a possIble 

theoretical population of 156 teachers. 93 usable 

questionnaires from which analysis could be drawn were 

returned. The "Job Diagnostic Survey" was the tool used to 

obtain the data from the teachers. One-way analysis of 

variance was used to identify significant between the means 

of respondents grouped by demographlC variables. 

The findings revealed that the schools were very 

homogeneous. In the core Job characterIstIcs. autonomy was 

the most important motivating factor for teachers. followed 

by task significance. skill varlety. feedback from the Job 
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and lastly task IdentIty. In the critIcal psychological 

states. experienced meanlngful of the work was the highest 

degree. followed by experlenced responsiblllty for outcomes 

of the work. and knowledge of results of the work 

activities. Other dimensions revealed that dealing with 

others had a relatlvely high score. followed closely by 

InternaI work motivation. an outcome factor of the theory. 

and flnally that feedback from agents was the lowest score. 

The motivating potential score of 174. out of a possible 

343. reflected the overall potential of a job to foster 

internaI work motivation on the part of the teacher. This 

MPS was higher than the American professional norm of 154 

and the National norm of 128. 

The author recommends that similar motivation studles 

of a wider scope be undertaken so that comparisons might be 

made and more 119ht shed on a complex but challenging topic. 



Resume 

La Motivation de. Enseignant.(e.) au Niveau Secondaire: 

Une Application de la Theorie de Caracteristiques de. Emploie. 

De nos jours, les gens mi8ux Instruits ont besoln 

d'emplois plus significatIfs et offrant des défIs. Les 

gestionnaires de l'éducatIon se dOIvent de toujours essayer 

d'améliorer la motIvation des enseignants. C'est la raIson 

pour laquelle cette étude avait pour objectIf d'examIner la 

motivatIon des enseIgnants en prenant comme base théorIque " 

Le Modele relatif aux CaracteristIqUeS des EmplOIS" élabore 

par Hackman et Oldham (1980). 

Les enseignants a temps plein de deux écoles 

anglophones du nIveau secondaire de la CommIssion Scolaire 

du Lakeshore avaIt été ChOISi pour cette étude. Il s'agisdit 
1 

donc d'un echantillon volontaIre restreignant anlSI la \1 

generalisation des résultats. L'étude fut menee aupres de 

quatre-vingt treize (93) enseignants. "L'Etude DIagnostique 

de l'EmplOI", instrument recommendé par les auteurs, a été 

menée en vue d'obtenir des données. Une analyse de varIance 

a sens unique a été utilIsée pour IdentIfIer les differences 

significatIves entre les moyennes obtenues par les 
J / 

repondants groupes selon les varIables démographIques. 
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L'étude a révélé que les deux écoles etaIent tres 

homogene~ Dans les caracterlstlqUeS de l'emploI. l'autonomle 

étalt le facteur le plus motlvant pour les enSelgnants, on 

trouvaIt e~ sUlte la SlgnIflcatlon de la tache. la varieté 

des hablll.tés. le feedback de l'emplol, et en tout dernier 

lleu l'IdentIflcatlon à la tache. Les etats psychologlques 

ont demontre que le sentlment d'un travall valorlsant étalt 

le plus motIvant. ensulte le sentlment de responsablllté a 
l'egard de son travaIl et flnalement la connaIssance des 

résultats de son travaIl. Parmi les autres dlmenslons. le 

feedback des superIeurs et des collegues étaIt Important. 

alnsl que la motIvatIon lntrInSeque. et le feedback des 

superIeurs et des collegues. Le potentIel de motlvatlon des 

enSelgnants (MPS), ayant un total posslble de 343. étalt de 

174. un nl.veau de motlvatlon quelque peu plus elevé que les 

normes AmerIcaInes de 154 et de 128. 

L'auteur recommende que des études semblables. malS de 

plus grande envergure. SOIent entreprlses afIn de pOUVOIr 

faIre de plus amples comparaIsons et ainSI apporter des 

eclalrcissements sur un sUjet si Important e~ complexe. 
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Chapter 1 

Introduction 

For the past two decades, there has been an 

unmistakable upsurge of activities sponsored by teacher 

organizatlons world wide aimed at gaining legal and social 

recognition of teaching as a profession. Quebec, Canada, is 

no exception but the dec l inlng enrolment and the 

implementatlon of the new reglme pedagOgIque, accompanled by 

various modifications ln teacher assignments has made the 

task more difficult. ExamIning the present eXlstlng 

situation, the Minlstry of Education InSIsta that the 

education provided for Quebec chlldren i9 lntended to foster 

the optimum possible development of aIl dImensIons of the 

person. Much research supports the student's motlvatlonal 

potential to attain thlS goal but little research appear~ ln 

literature relating to what motlvates thelr classroom leader 

-the teacher. 

In 1939, Peter Drucker wrote "We know nothlng about 

motivation. AlI we can do lS wrlte books about It" (Royal 

Bank of Canada. 1980). This emphaslzes Just how complex and 

inscrutable are the motives of flesh-and-blood people ln the - work field today. Concern wlth how people teel about thelr 
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jobs is of relatively recent origin. Bendix (1956. p. 294) 

best summarlzed the evolution in manageriai thinking by 

noting that the "faliure to treat workers as human beings 

came to be regarded as the cause of low morale, poor 

craftsmanshlp. unresponsiveness. and confusion". The bulk of 

the research on motivation Initially concentrated on trying 

to determine the existence of various drive or need states 

and\or their influence on behavior (Campbell et al. 1970. p. 

358) . 

Before the industrlal revolutlon "motivation" took the 

form of fear of phYSICal, financial, or social punishment. 

However, as manufacturlng processes became more complex. 

large-scale factorles emerged which destroyed many of the 

social and exchange relationships existlng under the "home 

industries", or "putting-out", system of smali manufacturing 

(Steers and Porter. 1975. p. 15). Before 1930. studies 

concentrated on the physlcal surroundings of the worker and 

how they could be Improved. From the 1930 onward. interest 

increased in trYlng to Iearn about the thoughts, feelings. 

and attitudes of people that motlvate them to work. Three 

reasons underlay this Increased concern about job attitudes 

and the motivation to work. First. social critics were 

prodding society to pay. more attention to individuals and 

their feelIngs. The second reason for focusing on job 

l 
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attitudes was the increasing awareness of managers that Jobs 

were changing and that greater discret ion and responsiblllty 

would be needed from workers. A thlrd reason for the 

attention to the worker attitudes in the United States ln 

the 1930's was renewed vitality of labor unionlsm at that 

time (Bass et al .• 1981. pp.53-54). 

Once it was realized that employee motIvatIon had a 

bearing on productivity studies around 1936 focused on the 

field of business administration and management. Inltlally. 

the bulk of the research concentrated on trYlng to determine 

the existence of varlOUS drive or needs states and/or their 

influence on behavior (Bass et al .. 1981. p. 74). The 

purpose of these studies and sorne more of the recent work 

has been to create a match between employee and task in 

order to maximize production (Pastor and Erlandson. 1982. p. 

172) . 

The importance of motIvatIon in educatIon lS not a new 

concept. Teachers expect to be treated falrly. to receive 

support from the school board and theIr admInIstratIon. to 

have frIendly interpersonal relationships. and to work ln 

pleasant working conditIons. Teachers and admlnlstrators 

have dlfferent needs which vary according to age. sex. and 

professional role. The almost unlversal failure of 
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administrators. board members and citizens to recognize 

these different needs helps to explain educational rigidity. 

faculty dropout. and increased teacher mllitancy. When 

teachers dre denied opportunities for motivation expression. 

not only are valuable human resources wasted but students 

are denled Important opportunities for self-actualizatlon 

(Trust y anl Sergiovanni. 1966. p. 116). 

It is interestlng to note that most of the teacher 

achievement-centered stories involved Iess concrete evidence 

of actual success and more sensing and feeling by teachers 

that students have been reached and were presumably affected 

i~l some positive way (Sergiovanni. 1967). Lortle (1969-1975) 

demonstrated. using his own and others' research. that 

teachers draw their satisfaction and motivation primarlly 

from intrlnslc rewards tled to the act of teachlng itself 

(p.119). As Lortie (1975) remlnds us. teachers want to 

teach. Other satisfaction factors include recognItion. work 

itself. responslbility and advancement. On the other hand. 

factors of dlssatlsfaction involve poor salary conditions. 

the Impossiblilty of growth. the problems of interpersonal 

relations with subordinates. peers and superlors. the lack 

of status. the energy consumed ln supervision. board POllCY 

and admInistration. poor WOrklng conditions. the lack of 

personal life and job security. Factors which accounted for 
1 

1 
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high attitudes of teachers were related to the work !tself 

while factors which accounted for low attItudes of teachers 

are related to the condItions or envIronment of work. 

Sergiovanni and Carver (1980) acknowledged that 

motivation is an Important word to educators. As It applies 

to students, motivation has received consIderable attention 

in the preparatIon programs of teachers and as an Integral 

component of curriculum development. Yet with aIl of the 

emphasis on motivation for students, educators have tended 

to overlook the topic of motivation as It relates to 

professional workers (p. 81). The recent emphasls on 

professional burnout and increaslng demands for Improved 

student performance have Intensifjed teacher motivation 

(Matthews and Holmes, 1982, p. 22). 

Teach1ng is the process of causing knowledge, gU1d1ng 

studies, imparting knowledge, and instructing. It demands 

integrity, honesty, spiritualIty, perfection, confIdence, 

competence and caring. It lS a llfe-way through which 

students learn to become that which they choose to be. A 

study by Atkinson (1958) demonstrated that one may be 

strongly motivated to complete a task but though motlvated, 

how does one find the intensity to follow through? Later 

research in achievement motivation (AtkInson. 1983) suggests 
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of situation and that the kInd of people. the 

combInat ion of these define an order of points along the 

continuum of intensity of motivation. 

Atkinson in 1983 further noted that we know that people 

are more or less strongly motivated to engage in the task 

dependIng upon the interactIon of their own motivational 

characteristlcs and the Incentlve character of the 

situatIon. Individuals dIffer greatly in motivation because 

there are so many components of motivatIon ln terms of which 

they can differ. Many teachers want to work and are both 

Interested in an·..l capable of making a Signlficant 

contrIbution to their school system. They seek personal 

fulfliiment and self-actualization through thelr work. 

IncentIve plans such as diff~rentiated staffing plans, 

career ladder plans, mentor and master teacher program were 

intended to motlvate prospective and experienced teachers 

Seeklng to Increase variety and responsibility in their 

work. These plans have raised more problems and failed to 

meet the apeclfied goals Intended by the organization. 

Today we are trying to operate our schools aa if the 

teachers ln them possess an InfinIte capacity for coping 

with more and more demanda on indIvidual time and energy 

(Groves, 1984, p. 33). Although teaching lS demanding work 
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requiring creativity, it is repetitive. DesPlte the varlet y 

of classroom challenges, one year can look very much llke 

the next. Teachers often report that the y are dlscouraged by 

work that promises the same responsiblllties on the tlrst 

and last days of thelr careers (Moore, 1986, p. 99). 

Research stresses that the hest teachers stay ln teachlng 

because of lntrinsic rewards, they may be forced to leave 

hecause of poor salarIes or wOrklng conditIons. There lS a 

living human behind that title of teacher. He or she works 

hest under certain types of educatlonal structure as a proud 

and professional human helng. Our teachers will cherlsh the 

gifts of teaching ln dIrect ratIo to the amounts of freedom 

and authority they are glven. Efforts to retaln outstanding 

teachers should focus on ensuring that they can do thelr 

work without disruption or flnancial hardshlp.More research 

is urgently needed as the exhausted teacher syndrome has 

become the rule rather than the exception, especlally ln the 

case of the creative and imaginatIve teacher. Unless a 

remedy lS found, there lS a distinct posslblllty that the 

whole school system may fall apart (Groves, 1984, p. 32-33). 
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Statement of the Problem 

Many theories of motIvation have been used to explaln 

the different aspects of neens. desires and eXP~ctancies of 

workers. Public interest in educatlon has been energized by 

a multitude of natIonal reports. provincial studles and 

media commentaries but little empirIcal research has been 

done on the motivatlng potentlal of the secondary school 

teacher. It has become clear that classroom teachers are 

prIme targets for much of the blame for the lack of 

excellence on the student's part. The public also expects 

excellence from its teachers but too often llmlted human. 

materlal and financlal resources. coupled by restrIctIve 

admInistrative support reqUIre a great deal of motivation if 

school teachers are to be encouraged to fulfill their 

responsibilitles effectively and efficlently. Recent 

research related to satIsfaction and motivatIon in educatIon 

has provided much needed understanding but further research 

is still needed. 

In our attempt to further research teachers' motivation 

the following questions evolve: 

r Should teacher motivation be further encouraged? 
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Can in tact the Job characteristics model be useful ln 

understandlng secondary school teachers' motIvatIon? 

This can be answered through a dIagnostIc study of the 

motivatlng potential of the secondary school teacher. Some 

of the more recent work ln the area of motIvatIon has been 

on its relatIonshlp to Job deSIgn. The psychological study 

of motivation is thought to be hlghly related to the Job 

characteristics. Miskel suggested the posslblllty of uSIng 

the job characterlstics the ory to study the motIvatIon of 

teacher, therefore following his sUggestIon (1982) to use 

better motlvational theories, thlS study delves ln the 

posslbllity of uSIng the job characterlstlcs theory to study 

the motIvatIon of teachers. The purpose of thls study lS 

twofold: 

First, to conduct a diagnostIc survey to assess the 

motivating potential of the secondary school teachers. 

Secondly, to evaluate the results ln an attempt to 

identIfy the job characteristics which lead to motIvatIon 

and greater job enJoyment. 
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Re •• arch Questions 

1. Which are the job characteristics which motivate 

teachers? 

2. Do the psychological states. the motlvating potential 

score. the internal work motivatIon, the feedback from 

agents and dealing wlth others matter to teachers? 

3. Do the means vary when the respondents are grouped on the 

basis of the demographic dImensIons? 

SiRoiticaoce of the studY 

TheorIes of motivation have made an important 

contribution to the understanding of organizatlons and the 

actual work of the indIvidual pertormlng within the 

organlzation. The theories have stimulated further research 

in the area of motIvation and its relationships with job 

deSIgn and its content. Serglovanni and Carver (1980) noted 

that motivatIon factors. beIng intrinsIc, are assoclated 

with the work itself and provlde people wlth opportunities 

( 
for psychologlCal success. Hyglene factors, being extrinsic. 

are assoclated wIth the condItions of work and provide 
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people with relief from phYSICal and psychologlCal 

discomfort. Today's teachers expect more from thelr Jobs ln 

the way of extrinsic and lntrlnsic rewards. The need to 

understand the Job characterlstlcs and to assess tnese 

rewards and thelr Importance may be vItal. 

This study is Signlficant as It is the first to be 

conducted in education, wlth secondary teachers, uSlng the 

Job Characteristics Model. 

Secondly, it will provide knowledge on motIvatIon of 

the secondary school teachers through diagnostIc research. 

Thirdly, as a result of the dlagnostlc research. It 

will attempt to identify the jOb character1st1cs Wh1Ch lead 

to motivation and greater job enJoyment for teachers. 

Fourthly, it may provide admin1strators w1th valuable 

information WhlCh could enable them to provlde a better 

workplace for the teacher. 

Finally, it 15 an appllcation of one of the most recent 

theories of motivation (Hackman and Oldham, 1976; 

the study of secondary school teachers. 

1980) to 
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Organization of the Study 

Chapter two, "RevIew of Literature", recapItulates 

Vlews and fIndIngS concernlng teachers, the human being 

behInd the title. It aiso provides a description of a number 

of thecrIes of motIvatIon. Emphasis is placed on Job 

CharacteristIcs theory, since it is highly Signlflcant to 

this research. A reVIew 01 sorne of the relevant research is 

brIefIy presented at the end of the chapter. 

Chapter three "Methodology" descrIbes the sampIe, the 

dIagnostIc Instrument, the data collectlon, the data 

analYSIS, and the llmltations and consIderatIons. 

Chapter four "Analysis of FIndings" reports and 

analyzes the findings of the data coilected. 

Chapter five "Conclusions and Implications" offers a 

summary of the fIndings. Questlons and recommendations for 

future research are considered and presented. 
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Chapter 2 

Review of Literature 

Introduction 

The concept of motIvatIon, as it applles to bUSIness, 

has been widely researched since the 1930's. Herzberg (1968) 

reports a steady rlse in research from one study between 

1920 to 1924 perlod to slxty-seven studies between 1950 to 

1954. The development of the most popular theorles of 

motIvation therefore Origlnated in the 1940's ana the 

1950's. White (1959) belleved that one Important thrust of 

human motivatIon is gettlng to know what the world lS llke, 

shaping that world, and gettlng that which Olle wants from 

it. Gellerman (1963) stated that "The first and the most 

Important thlng to be sa id about motIves lS that everybody 

has a lot of them and that nobody has qUlte the same mIxture 

as anyone else". He also suggested that there are people 

"Who work chiefly for money. others who work Chlefly for 

securlty and stIll others who work because the y enJoy lt: 

there are even thosa who work Chlefly because they wouldn't 

know what to do with themselves otherWlse" (p. 175). 
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The term" satisfactIon" is not to be confused in our 

Ilterature. Smith and Kendall (1963) propose that job 

satisfactIon lS a function of the perceived characterlstlcs 

of a job in relation to an IndIvidual's frafue of reference. 

Satisfaction at work re~ùlts when the indlvidual can fulfill 

his personal needs and goals through the performance of his 

assigned tasks. A particular job condition can be a 

satisfier or dissatisfier. Satisfaction is then an attitude 

by which motivation is reached. 

At the MOSt general level. motivation refers to a 

( process governing indlvidual choices among different forms 

of voluntary activities (Vroom, 1964). Motivation involves 

the dIrectIon of behavior, the strength of response. and the 

perslstence of behavior (Campbell & Associates, 1970). It 

conslsts of three basic components that activate, direct. 

and sustain human behavior. It lS a sort of hedonism of the 

future (Steers & Porter, 1975). It also dIrects or channels 

behavior; that IS, it provides a goal orientation. In 

educatIon, the concept is not a new one but teacher 

motIvatIon has not been suffIciently consldered. Serglovanni 

and Carver (1980) mentioned that motivation is an important 

word to educators. It is eaSIer for the individual to claim 

{ 
that suc cess and posItive feelIngS are the result of his or 

her own achlevements (motIvation factors) and that 
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dissatisfaction does not arise trom the person's own 

inadequacies but is caused by another person or by the 

surrounding conditlons(hygiene factors) (Bass et al., 1981). 

Individual motivation can be viewed as a function of a 

person's perception that hIS or her increased performance 

will resuit ln certain rewards WhlCh wlll help attaln 

personal goals. Needs also change over a perlod of tlme, and 

what motivates individuals at one perlod of llfe may be 

drastically different at another time. People enter the 

formaI work structure with a multlplicity of needs; some are 

high and sorne are low in their need for achlevement, 

affiliation. and power; some are mature Indlvlduals, and 

others are extremely dependent. From thlS aggregate, an 

enterprise must flnd the means by which It can motlvate 

individuals to achieve and perform on the job (Bass et al .• 

1981. p. 74). 

Motivation can be described as a complex process by 

which job satisfaction is obtalned. Hoy & Mlskel (1982) 

defined motivation as the complex forces, drives, needs, 

tension states, or other mechanlsms that start and malntaln 

voluntary activity toward the achievement of personal goals. 

Most psychologists according to Wlodkowski (1985) use the 

word m.,tivation "to describe those processes that can arouse 
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and instigate behavior. give dlrection or purpose to 

behavior. continue to dllow behavior to persist. and lead to 

chOOSlng or preferring a particular behavior". Although the 

research by Johnson (1986) is far from conclusive. it 

suggests that the best way to motivate teachers and to 

design effectlve lncentives pollcies have yet to be learned. 

The review of literature attempts to summarize the 

related views and theories related to motivation. It is an 

attempt to ldentify the theory which will offer the best 

diagnostic means to indicate the motivation of teachers. 

( 

Thlorils of Motivation 
\ 

" J 

Nlld Hilrorchy Thlory 

Maslow's Need Hierarchy theory (1943) included the five 

baslc need levels in the hierarchy. On the first level. they 

are Identifled as five physiological needs which consist of 

the fundamental blOlogical functions of the human organism 

such as the need for clothing. food and shelter. The safety 

and security needs show the desire for a peaceful and stable 

society and the absence from pain. threatening circumstances 

or illness. The social drive considers relationship. 

( 
belonging. love and social needs. all being important 

l 
j 
j 

J 
\ 
1 
~ 
! , 
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elements in modern society. The next levei reflects the 

esteem needs. Most people have the des 1re to be highly 

regarded by others and to obtain self-respect for 

themselves. Maslow identifles achlevement. competence. 

status, and recognition as satlsfiers to esteem needs. The 

fifth level is that of seif-actuallzation, and seIf-

fulfillment. Indiv1duals wIll becorne dlscontent and restless 

unless they do what they are best sUlted for. Two postulates 

can be drawn from this theory. the fundamental belng that 

higher-level needs become activated as lower-level needs 

become satlsfied. The second reveals that the needs that 

indivlduals pursue are univeraal and are arranged in a 

hierarchy. 

Porter (1961) modlfied the hierarchy theory to Include 

autonomy needs, which 1 ie between esteem and self-

actualization needs. Porter claims that needs such as those 

for authority, independent thought and actIon. and 

participation are logically dIstinct from more common esteem 

items such as the need for prestige. Porter's studles were 

an attempt to operatlonalize Maslow's concept of need 

hierarchy ln order to investIgate how managers percelved the 

psychological characteristics of their Jobs. Porter (1962) 

developed the Need SatisfactIon Questionnaire (NSQ) to test 

Maslow's theory. It has Slnce been modifled for use ln 
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apeclfic organizational aettinga, includlng schools (Truaty 

& Serglovanni, 1966, PP. 168-180). In an earller atudy, they 

had reported that the largest deficienciea for profeaaional 

educators were satisfying esteem, autonomy, and self

actualization needs. The NSQ questionnaire deslgned mainly 

to investigate satisfaction and not motivation will be 

disregarded for the purpoaes of the present atudy. 

Beer (1966) concluded from a study of female clerks in 

an insurance company that the Maslow model was open to 

question as a theory of human motivation. However he did 

find the model to be a fairly rellable way of measuring the 

priority need of workers. In a longitudinal study, Hall and 

Hougaim (1968) collected data from managers over a flve year 

perlod to test Maslow's theory. They conducted thlS study at 

the Amerlcan Telephone and Telegraph Co. (AT&T) in which 

lndlvidual attitudes, need satisfactions and strengtha were 

measured through annual intervlews. Over the five year time 

span, they found Ilttle data to support the theory. Maslow 

(1968, p.27) himself offered little empirical support for 

his orlginal propositIons and, in fact, argued that his 

theory was primarilY a framework for future research. 

Alderfer (1969) had been able to partially test the 

need hlerarchy concept by using cross-sectlonal data. His 
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approach was to correlate indlVidual needs satIsfaction with 

need strength both within and across needs levels. He was 

amongst the group who found little data to support the 

Maslow need hierarchy concept. Alderfer ln collaboratIon 

with Schneider (1973) reaffirmed that Maslow's theoryof 

personality development was difflcult to put into operatIon 

in an organlzational settIng. They showed that wIth 

correlational analyses of worker's responses about theIr 

needs. needs tend to cluster lnto three rather than fIve 

areas: existence (safety and securlty). relatedness (love 

and affectlon). and growth (esteem and f3elf-actual izatIon) . 

Wahba & Bridwell (1973; 1976) agreed that Maslow's 

model presents an Interesting paradox: the theory IS wIdely 

accepted. but little research evidence eXIsts to support it. 

In fact. the findIngS of a number of studles do not support 

the fundamenlal assumptions of a hierarchy of prepotency 

while others have found modest support. Furthermore. It is 

not clear whether Maslow'R prOPOSItIons have been 

operationalized adequately nor whethe]" they are applIcable 

to employees in an organizational settIng. 

Biranda (1978) reported on a study conducted a year 

earlier of 330 educators employed by the Calgary. Alberta 

public school system. HIS fIndings on prepotency dlffer from 



20 

the levels of need operation for educators he had reported 

ln an earlier study conducted with Rochester-s educators. 

The 1977 study reveals that esteem still appears as a 

dominant are a of perceived need deficiency but it is rlvaled 

by important Increases ln perceived need deflciencles at the 

self-actuallzation levei and security level. He concluded 

that changes ln the work demands of educators and ln the 

work enVlronment may be contributors to these increases in 

securlty needs. Goldsberrey et al. (1978) wlth Biranda 

(1978) palnted a dark portrait of teacher Job satlsfactlon. 

Thelr IllInois study showed substantial increases ln the 

social, esteem, autonomy, and self-actualization areas of 

perceived need deficiency but not in securlty. They 

concluded that teachers remain fairly hopeful, that teachers 

are able to differentiate between conditions they face in 

their own particular Jobs and the general climate facing the 

teachlng professIons as a whole with the former apparently 

being better partlcular conditions than latter. 

Williams (1978) in a further study attempted to 

integrate Maslow's theory into the day-by-day problems of 

teacher motivatIon outllning the Implicatlons for 

administrators and teacher organizations. He concluded that 

{ 
teachers are more likely to be motivated by activitles and 

incentives which wIll move them to a higher level of 
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satisfactIon (P. 94). Another study conducted by Chlsholm 

and her colleagues concentrated on admlnlstrators shOWlng 

that these exhlbit fewer need deflclencles than teachers ln 

aIl five subscales: security, SOCIal, esteem, autonomyand 

self-actualization (Chisholm et al., 1980). 

In a more recent investIgatIon, Anderson and Iwanlckl's 

(1984) findings are supportlve of Trusty's and Serglovanni's 

where they reported the largest def lC iencles for 

profesSlonal educators were satls!:Ylng esteem, autonomy and 

self-actuallzation needs. However, the later study Indlcated 

a relatively large Increase in the deflclency for securlty 

needs so they concluded that teachers' lack of self-esteem 

represents the largest source of need deflClenCy for them. 

The need hierarchy the ory speculates that the hlgher 

level needs contlnually motivate and should be consldered as 

a means for understanding variatIons that exist from teacher 

to teacher rather than generalizlng for everyone. In 

schools, teachers need to feel important as persons and as 

recognized, respected and competent professionais. School 

executives should be concerned with findlng out at what 

levels teachers see themselves ln the hierarchy ladder. 

Knowing the levels of prepotency of teachers is Important 

because It does not make sense to motlvate at the autonomy 
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level if teachers are insecure or to motivate at the 

securlty level when they seek autonomy. Sergiovanni & Carver 

(1980, p.85) noted that inexperienced school executlves 

often overestlmate the operatlng-need level of teachers and 

"scare them off" wlth ultrapart1c1patory 

arum nistrat 10n. 

se l f-actua IlZ ing 

BaS1Cally, when the theory 18 operatlonalized into 

practlce 1t t~nds to underestimate indlvidual differences 

among workers, overestimate the prepotency feature 

suggests that a person is not motlvated at a higher 

which 

level 

unless sat1sfled at lower levels, and oversimplify the 

concept of need satIsfactlon. Maslow's character1zation of 

human needs IS derived primarily from hlS own clinical 

experlence8 and he dId not 1ntend to propose a mot:,vational 

recipe for administrative use, but rather a general 

framework for analYSls perhaps more akIn to PhllosophY than 

psychology. Maslow was speaking of needs as a whole and 

humanklnd in general (Sergiovanni & Carver. 1980. p. 92-93). 

Overall. attempts to establish evidence of Maslow's 

h1erarchy have failed. Maslow's theory has been more 

interesting and more pOPular than true. Nevertheless. his 

theory and hIS efforts to apply h1S theory to life sparked 

the "human potential movement" which ln turn 1nfluenced the 



'-' 

23 

organizational development (Bass et al., 1981). Maslow 

clearly explalned that lndlvldual dlfferences affect hlS 

theory, yet hlS mode 1 frequently lS Interpreted too rlgIdly. 

A second misconception lS that one need must be entirely 

satisfled before the next level of need emerges (Hoy & 

Mlskel, 1987, P. 180). 

Two conclusions appear reasonable. Flrst, the need 

hierarchy theory is somewhat useful in understandlng human 

motivation, although the debate concernlng the nurnber of 

need levels and thelr order of gratlflcation lS not yet 

flnished. Second, since the data are so seant and based on a 

considerable extenslon questionnalre such as the NSQ, 

Maslow's the ory may be more powerful and robust than the 

research testlng lt (Hoy & Mlskel, 1987, pp. 181-182). 

Therefore, methods must he developed to satlsfy more fully 

the hlgher-level needs of teachers. 

Motivational-ijygiene Th'ory 

Herzberg and his colleagues' theory of motlvatlon 

(1959) has been varlously termed the two-factor theory, the 

dual-factor theory and the motivational-hyglene theory. ThlS 

the ory is based partially on a study of lndustrlal employee 

motivation to work. Intervlews conducted wlth ~03 
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accountants and engineers from the greater Pittsburgh are a 

focused on each person's descrlption of events experienced 

at work that had resulted in elther a marked improvement or 

a Signlficant reductlon ln job satlsfactlon. The behavloral 

Impllcatlons of this theory are to be considered distlnct 

entitles. Extrlnsic factors may prevent the onset of job 

dlssatlsfactlon while Intrlnsic factors tend to Increase job 

satisfactlon. 

Smlth and Kendall (1963) have shown that a worker may 

dlslike sorne aspects of his Job. yet stlll thlnk It lS 

( acceptable. They propose that Job satisfaction IS a functlon 

of the perceived characterlstlcs of a Job in relation to an 

Indivldual's frame of reference. A partlcular Job condition 

can therefore be a satlsfler or dissatlsfler. Vroom (1964) 

ln revlewlng the theory argued that the storytelling 

critlcal-lncident method and In-depth Intervlew methods 

accounted for the assoclations found by Herzberg et al. 

argued that other methods are requIred to adequately test 

the theory. "It lS ... possible that obtalned differences 

between stated sources of satlsfactlon and dlssatisfaction 

stem from defenslve processes wlthln the Individual 

respondent." Pers ons may be more likelY to attribute the 

f 
causes of satlsfactlon to their own achlevements and 

.. 
accomplishments on the job. On the other hand. they may be 
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more llkely to attribute thelr dlssatlsfactlon not to 

personal inadequaCles or deficlencles. but to factors ln the 

work environment; I.e., obstacles presented by company 

policies or supervIsIon" (Vroom, 1964, P. 129). 

The orIginal study has also been crltlclzed by Ewen 

(1964) because he too found that It contalns no measure ot 

overall satisfactIon. Mallnovsky and Barry (1965) reported 

that it lS possIble that correlatIons between motlvator 

items and between hyglene Items ln the evaluatlons of 

factors resulted from response-set effects and the tendency 

of the workers to respond ln the same manner to llke-worded 

statements. Freldldnder (1966, p. 143) found that no data 

are presented by Herzberg to Indlcate a dIrect relatlonshlp 

between IncIdents involvlng intrinSlC Job characterlstlcs 

and incIdents containing self-reports of Increased Job 

performance. 

Vroom (1966) summarized many arguments succlnctIy when 

he discussed the adnnnistrative ImplIcatIon of the 

distinction between recall of satlsfYIng events and actual 

observatIon of motivated behavior. He, as many of hlS 

colleagues, argued that the satlsflers are also motivators, 

that those job content condItions WhlCh produce a hlgh level 

of satisfactIon aiso motivate the person to perform 
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effectIvely on hlS Job (p. 11). Wernimont (1966) found 

sItuatIons ln WhlCh hyglene factors were associated with Job 

satIsfactIon. WhI tsett and Wlslow (1967 ) supported 

Herzberg's PosItIon whlle House and WIgdor (1967) seriously 

questloned the research methodology of the theory. Dunnette. 

Campbell and Hakel (1967) believe this theory to be grossly 

cversimp 11 f ied; they concludlJ 

dissartlfaction can resIde in 

context. or both JOlntly. The 

that satisfaction or 

the Job content. or Job 

most important crtticIsm 

Involves the utlllzatlon of Herzberg's categorization 

procedure to measure job dImensIons, the satisflers and 

hyglene factors. The cOdlng IS not completely determlned by 

the ratIng system ana the data. but requlreS, in addi tlon. 

Interpretation by the rater. If the subject merely describes 

the supervlsor's behavlor, an evaluatlon by the rater lS 

aiso necessary. 

Serglovanni (1967) conducted a study. based on 

Herzberg's theory, with teachers and administrators 

respectivelY. Several differences between industrial and 

educatlonal groups were noted but the basic Herzberg 

conclusion was upheid. In the educatlonal setting. employees 

tend to assoclate one set of factors with Job satIsfaction 

and a different set with Job dissatlsfaction. Herzberg 

(1968) concentrated on the psychological person ln terms of 
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how the job affects basic needs. His work had a tremendous 

impact on stimulating thought. research and experlmentatlon 

on motivation in the actual workplace as compared to the 

preVlOUS research conducted ln laboratory settlngs. He 

advanced a theory that was sImple to grasp, based on sorne 

empirical data. and offered speclfic actIon recommendatlons 

for managers to improve employee motlvatlonal levels. 

Sergiovanni (1969) studied teachers and concluded that: 

"Achlevement. reCognitIon. and responslblllty were factors 

which contributed ... to teacher satIsfactIon." He aiso fc~lt 

that Job satIsfaction reInforced behavlor and motIvatIon of 

performance. In the empIrlcal sense, the Herzberg's theory 

has been only concerned wIth Job satIsfactIon and 

dissatisfactlon and not with Job behavior (Campbell et al., 

1970. p. 381). Herzberg postulated the eXIstence of two 

classes of work motivators. The f!rst beIng extrInSIC or 

hygiene factors such as pay. or salary Increase~ technical 

superVision. or haVlng a competent superlor; the human 

relations quality of supervIsion; company 

administration; wor}nng conditIons, or 

POIICY and 

physlcal 

surroundings; and job securlty Secondly. he referred to 

intrinsic or motlvation factors such as achlevement, or 

completing an important task successfully; recognltlon. or 

being singled out for pralse; responslblllty for one's own 



28 

or other's work: advancement or changing status through 

promotIon (Campbell et al .• 1970. P. 354). Sorne articles by 

Backrnan (1971) strongly supported Herzberg's views and 

Armstrong (1971) reported more on the fact that job factor 

Importance lS llnked Wlth occupatlonal level. 

In Saskatchewan. Wickstrom (1973) carrying out his 

study of Engllsh teachers' satisfaction found that 

Herzberg's OrigInal sixteen factors were adequate. He 

discovered that all factors exhiblted a bI-polar nature. 

belng consldered important ln 10% or more of both 

categories. Locke (1975) noted that what we need 15 to push 

ahead to discover how employees actually make choices among 

real alternatlves (pP. 457-480). It is suggested that a 

slmpler model proposing that effort and performance are each 

Influenced by a long list of varlables be utillzed. A more 

workable model could be constructed after variables are 

l.ientlfied as more or less Important. Lortle's work (1975) 

ln teacher characterlstics also Ylelds valuable insights 

Into teacher needs and satlsfaction. One of hlS assumptions 

postulates that because extrlnsic and auxlllary rewards in 

teachlng show Ilttle change over time. they do not act as 

motivators. Teachers' major source of satisfaction cornes 

, from IntrlnS1C or PSYChlC rewards. Again. this bolsters the 

... posltlon that teachers are motivated by higher order 
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(intrinsic) needs (P. 174). 

According to Ste ers & Porter (1975. p.S8) ln dOIng so. 

Herzberg forced organizatlons to examIne closely a number of 

possible mIsconceptions concernlng motIvatIon. These authors 

state that the the ory has been Instrumental to both 

industrIal managers and psychologlsts who have Installed 

management traInIng and WorkIng-motIvatlon programs. 

However. the necessity for InterpretatIons of the data by a 

rater may lead to contamInatIon of the dimensIons so 

derived. Second and closelY related to the first 

methodolo91cal problem. is the Inadequate operatlonal 

definitions utillzed by Herzberg and assoclates to identify 

satisfiers and dissatisflers (Steers & Porter. 1975. P. 105-

107). If the dual-factor theory were correct. we should 

expect highly satisfled people to be highlY motivated and to 

proriuce more. 

There seems to be general agreement among most 

researchers that the effect of satIsfaction on worker 

motivation and productivlty depends on situatlonai varIables 

yet to be explicated by future research (Steers & Porter, 

1975. pp. 109-110). Buchanan (1979) reported that Herzberg 

tended to use the terms "Job satisfaction" and "motIvatIon" 

synonymously. implYlng that job performance of the motIvator 
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seeker who has found what he or she is looklng for will be 

better either than that of one who has not, or that of a 

mere hyglene seeker.Mlner (1980) observed that when 

motlvator elements are present in work, positIve feelings as 

weIl as Improved performance will result. The hyglene 

factors can lmprove dissatisfaction and slightly improve 

performance. 

Toupin et al. , ( 1980) , baSlng their study on 

Herzberg's work, researched the teacher's conception of an 

ideal work environment ln the elementary, secondary, public 

and prlvate French schools from across the province of 

Quebec. They reported 57% of French-speaking respondents 

listed the possibility for promotion as a factor in their 

overall job satisfaction. 

The Herzberg theory has stimulated a great deal of 

argument and consIderable research activity. The most 

meaningful conclusion that we can draw is that the theory 

has now served its purpose and should be laid aside. 

Expectancy Theory 

Vroom (1964) modified and popularized the expectancy 

theory which presents a complex view of individuals in 
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organizations. Steers ~nd Porter (1975, p. 79) support the 

the ory and conclude that it provides a comprehensIve 

framework for dealing wIth complex employee behavIor. They 

state that if a person wanting to perform weIl does not teel 

that ~is effort will result in good performance, he wIll 

have no motivation to perform weIl. They belleve that thlS 

theory is 

motivation. 

a promlsing approach to understandIng work 

Vroom saw individual motivation as a function of a 

person's perception that his Increased performance wIll 

result in certain rewards WhlCh wIll help hlm attaln 

personal goals (Sergiovanni & Carver, 1980, p. 124). 

Individual values and attitudes combined with envIronmental 

aspects such as role expectations and OrganIzatIonal 

climate, were found to influence bchavior. In thlS theory, 

job satisfaction is derived from perfonmance. SatIsfactIon 

from achlevement, recognition, and responsIbility are earned 

as a result of accomplishlng work (Serglovannl & Carver, 

1980). Miskel, Bloom and McDonald (1980) deSlgned measures 

to test the theory and they came UP wIth four pOInts WhlCh 

should he kept in mInd when uSlng the theory. They found 

that expectancy motIvatIon of teachers was consIstently 

related to teacher job satIsfactIon, student attitudes 

toward school, and perceived school effectIveness. The force 
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of motivation in an expectancy model has been demonstrated 

to be posltively correlated with job satisfaction. effort, 

and performance ln a variety of settings. 

ln a study of teachers in secondary schools and higher 

education. Mlskel, DeFrain and Wllcox (1980) related the 

force of motivation to job satisfaction and perceived job 

~erfonmance. Graham (1980) while working wlth college 

students. found moderate to high support for the ability of 

expectancy theory to predict their satisfaction, 

participatIon in activities, and achievement. Miner (1980) 

agreed that the the ory would be useful in providing 

understandlng to work motivation. 

Hoy and Miskel (1987) describe the three concepts, 

valence (V). instrurnentality (1), and expectancy (E), which 

combine to make this theory. Valence is the strength of a 

person's desire for a particular reward. FeellngS of 

competence. autonomy. reCOgnition, accompllshment, and 

creativity represent valued work outcomes for educators. 

Instrumentality refers to the perceived probabllity that an 

incentlve with a valence wIll be forthcoming after a given 

levei of performance or achievement. Instrumentality might 

be hlgh when teachers think that high student achievement in 
f , thelr classroom lS likely to result in public recognition of 
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their teaching ability. Expectancy is the extent to WhlCh an 

individual believes that a given level of actlvlty wIll 

result in a specified level of goal accomplishment. For 

example. lf teachers feel that a high probabllity exists of 

improving student achievement by increasing their own 

efforts. then educators have a high expectancy level (Hoy & 

Miskel. 1987, p. 188). There is a multIPlIcative 

relatlonship and when expectancy. instrumentality. or 

valence falls to zero. effort becomes zero. According to Hoy 

& Miskel (1987) expectancy motivation is an Important factor 

in effort and performance. but other factors in the 

environment are also important contributors (P. 190). 

A frequent criticism of the the ory lS the comblnatlon 

of the three components in a multipllcatlve fashlon. Another 

criticism is that it overemphaslzes linearity. It assumes 

that when expectancy. valence. or lnstrumentallty Increases. 

then the motivation force becomes greater. The role of 

rationality. with the notion that Indivlduals neither have 

the capacity to consider aIl alternatlves nor select the 

best alternatives when deciding how to act. IS aise 

overemphasIzed. It is believed that, even though questions 

and criticisms surround this theory. with carefully deslgned 

studles. expectancy theory can make valuable contrIbutIons 

to educational admInistration (Hoy & Miskel, 1987, p. 193). 
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Goal Theory 

Drucker 

application 

(1954) introduced this 

as originally conceived 

theory. 

by 
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management by objectives (M.B.O.) which was 

The major 

Drucker was 

based on 

Maslow' s higher-order needs and Herzberg's motivator 

factors. Many evaluation systems for school personnel are 

modificatIons of a management by objectives technique 

(M.B.O.). It refers to the process by which administrators 

or teachers jointly define common goals in terms of expected 

outcomes. This technJque assumes that If employees are given 

Increased responsibllity for developing goals in relatIon to 

organizational goals, autonomy in achieving them, and method 

for evaluatlng their achievement, they wIll work harder and 

he more effective in thelr Job. Yet, this technique often 

ignores the addltional factors which Influence performance, 

and does not explain the process by WhlCh it affects 

performance. 

Raia (1965. 1966), and Carroll and Tosi (1973) 

conflrmed that greater care should he given to Insure that 

the fInal goal-settlng pro~ram design is consistent with 

existing knowledge concerning the performance implicatIons 

of ~he various task-goal attributes. Latham & Yukl (1975) 

showed that the evidence from field studies does indicate 

that goal theory is valid for describing employee hehavior 
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in organizations such as schools (pP. 824-845). 

Locke and his associates are generally recognlzed for 

the renewed interest in goal theory. It became. ln the 

1970·s. a valuable analytic and practlcal tool for 

educational administration (Hoy & Miskel. 1982. p. 193). 

Goal theory is applied in several important school practices 

as it is a cognitive process approach of work motlvatlon. 

The basic postulate of the theory is that intentIons to 

achieve a goal constitute the prlmary motlvatlng force 

behind work behavlor (Hoy & MIskel. 1980 pp. 193-194). 

Specific performance goals elicit a hlgher level of 

performance than general goals such as telling Indlvlduals 

to do their best. The more difflcult the performance goal. 

the more effort will be inltiated if the Indivldual accepts 

it. This holds true even If the goal lS so difflcult that 

virtually no one can achieve it. Locke (1980) further notes 

that the most fundamental effect of goals on mental or 

physical actions is to direct thought and overt behavlor to 

one end rather than another. 

The greatest deflCiency is the fallure of the the ory to 

specifY what determines goal acceptance and commltment. The 

processes of how goals are approached needs elaboratlon. 

Another weakness is that the me~hanisms that explain how 
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goal acceptance. goal difficulty. and other variables 

combine to determlne effort are not fully developed. A third 

problem reveals that the theory lS better for predlcting 

outcomes for simple jobs with concrete rcsults. but is less 

effective when taeks are complex. 

Much remains to be learned about the theory's processes 

and applicatIons for administrative practice in industrial 

and even more so in educational organizations. It is not 

understood how various attributes ln a goal-setting program 

affect an individual's motivational force to perform. More 

work lS needed to test the applicabil1ty of motivational 

modele to the goal-setting environment. 
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Job Characterietice Tb_ory 

This applied approach combines and unifIes Maslow's 

need fulfillment theory of motivation. Herzberg's concern 

for job redesign and intrinsic motivation. and Vroom's 

expectancy the ory into a theory of job deSIgn made popular 

during the late 1970's and early 1980's (Hoy & MIskel. 

1982). This theory has its roots ln a major study by Turner 

& Lawrence (1965). and by Hackman & Lawler (1971). Ploneer 

work of Blood & Hulin (1965). and by Hackman & Oldham (1975. 

1976) provlded valuable refinements to the theory. Turner & 

Lawrence ascertained the relationshlps between certaIn 

objective attributes of the jobs and employees' reactIon to 

their work. They measured job characterlstlcs by develoPlng 

operational measures of seven dimensions: motor varlet y, 

object varlet y, autonomy. required Interactlon, optlonal 

interaction. 

responsibility. 

knowledge and skill requlred. and 

Turner & Lawrence (1965) found that these task 

attributes were sufficiently interrelated to comblne and 

they developed a summary measure called the "ReqUlsite Task 

Attribute Index" (RTA Index). Objectlve task characterlstlcs 

were measured with supervisory ratlngs for 47 job 

classifications in 11 companies under an assumptIon of 
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homogeneity within job classifications. The assumption of 

homogeneity simplIfies measurement of objective task 

characteristlcs. but it 19 only valid if the companies 

studied have rigorou9 job classification systems. Many 

Organlzatlons are unlikelY to have carefully defined job 

classifications and duties (Roberts & Glick. 1981. P. 194). 

Hackman and Lawler (1971) provided evidence that job 

characteristics can directly affect employee attItudes and 

behavlor at work. Employees with hlgh measured needs for 

growth responded more positively to complex jobs than did 

( employees low in growth need stren~th. In a study of 

telephone company jobs they focused on four job 

characteristlcs: variety. task identity, autonomy. and job-

based feedback. Data was collected from 208 employees and 62 

supervisors who worked in 13 dlfferent jobs. The authors 

predicted that if these characteristlcs were present ln a 

job, favorable ~nd positive reinforcement (internal-

IntrInslc motivation) would result for the jobholders 

encouraging them to contInue good performances. 

Hack~man and Oldham (1975.1976. 1980) revising the 

previous flndlngS developed a conceptual framework for their 

theory (FIgUre 1). 

( 
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FIGURE 1: The Complete Job Characteristics Model 

(Hackman & Oldham 1980. p. 90). 
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The basic idea they propose was to build into jobs 

those attributes and outcomes that create conditions for 

hlgh Internal work motivation, hlgh "growth" satisfaction. 

and high work effectlveness. The authors examlned these 

basic conditlons that promote motlvation and satisfaction 

and then worked backwards to determine how these condltions 

could be created. 

The internaI work motivation refers to the degree to 

which an individual is self-motlvated and experlences 

positive internaI feelings when performing effectlvely on 

the job. A person experlences PositIve internaI feelIngs 

when working effectively on the Job. and negatlve internaI 

feelings when dOIng poorly. 

Growth satisfaction is the degree to which an 

Individual is satisfled with opportunities for growth on the 

job; for example, "The amount of personal growth and 

development l get ln dOlng my Job". 

High generai satisfaction is an overaii measure of the 

degree to which the employee is satlsfied and happy with the 

job. 

Work effectiveness lnc\udes both the quality and the 
f 
'1 . quantity of the goods or services produced. When a job is 
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high in motivatlng potential, people perform weIl and 

produce high-quality work. If work is extremely routlne &nd 

repetitive employees may resort to dysfunctlonal behaviors 

such as daydreaming or sleeping, taking unnecessary breaks, 

demandlng the supervisors' help or restrlctlng output. The 

individual's attendance at work may decllne. It 16 expected 

that when jobs are motivationally improved, empIoyees will 

flnd the workplace more attractlve and will want to come to 

work more regularly. Therefore personal outcomes, work 

effectlveness, and attendance at work are a number of other 

personal and organizational outcomes that are often 

associated wlth motivating Jobs. These are aiso outcomes 

that may be affected when the motivatlonal structure of work 

is changed (Hackman & Oldham, 1980, p. 89). 

The motivating potential of the Job. the internaI 

motivation, growth satisfactIon and the general satIsfaction 

combine to represent the personal outcomes. Indlvlduals 

given the opportunlties to experlence these outcomes express 

relatlvely high general satisfaction. 

The Job Characterlstlcs Model (FIgUre 1) contalns three 

psychological states. They are mentloned as three key 

conditions which when present medlate between the core Job 

dimensions and the outcomes of the work: 

• 
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Flrst. the experienced meaningfulness of the work is 

the degree to which a person must have knowledge of the 

results of hlS or her work. The person has basis for feeling 

good about having do ne weIl or unhappy about doing poorly. 

Secondly. the experienced responsibility for work 

outcomes refers to the degree to which a person must 

experlence responsibility for the results of the work. 

belleving that he or she is personally accountable for the 

work outcomes. The pers on can feel personally proud when the 

job is done weIl or sad when it is not. 

Finally. the knowledge of the results is the degree to 

WhlCh the person must experience the work as meaningful. as 

somethlng that "counts" ln one's own system of values 

(Hackman & Oldham. 1975; p. 162. 1976; p. 256-257; 1980. p. 

72). InternaI work motivation is unlikelY to develop if the 

work is seen as trIvial. These three factors labeled 

"crltical psychological states" need to be present for 

strong Jnternal work motivatIon to develop and persist. 

The flve core Job characterlstlcs (Flgure 1) foster the 

emergence of the psychological states. Three core 

characteristics -skill variety. task identity and task 

signlflcance- cont~ibute to the experienced meaningfulness 

1 
j 
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of work. Hackman and Oldham (1980, p. 78) descrIbe them: 

Skill variety is the degree to which a job requlreS a 

variety of different actIvities in carrYlng out the work, 

involving the use of a number of different skills and 

talents of the person. 

Task identity is the degree to which a job requlres 

completlon of a "whole" and identifiable Plece of work, that 

is. doing a job from begInnIng to end wlth a vIsible 

outcome. 

Task slgnificance is the degree to which the job has a 

substantial impact on the llves of other people. whether 

those people are in the immedlate organizatlon or ln the 

world at large. 

Autonomy. the fourth characterlstlc of jobs that 

creates feelIngS of personal respon91billty for the work. 19 

noted as the degree to which the Job provides substantlal 

freedom. independence. and dIscretion to the Indlvidual ln 

scheduling the work and in determlnlng the procedures to be 

used in carrying it out. 

Job Feedback. the last characteristlc affecting 
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dIrectly knowledge of results, is the degree to which 

carrying out the work activIties required by the job 

provides the Individual with direct and clear information 

about the effectiveness of his or her performance. 

The flve characteristIcs were combined into a single 

Index called motivating potential score (Figure 2) that 

reflects the overall potential of a Job to foster Internal 

work motIvatIon on the part of Job incumbents. A job high in 

motlvating potential must be high on at least one (and 

hopefully more) of the three characteristIcs that prompt 

experlenced meaningfulness. and high on both autonomy and 

feedback as weIL, thereby creating conditIons that toster 

all three of the crItical psychologlcal states (Hackrnan & 

Oldham, 1980, p.81). 

The Motivatlng Potentlal Score (MPS) lS defined as: 

Skill + 
varlet Y 

FIgUre 2: MPS 

Task + 
Identity 
3 

Task 
significance 

X Autonomy X Job 
Feedback 

ThIS MPS formula (FIg. 2) indicates that a very low 

score on either autonomy or feedback will reduce the overall 

MPS of the Job very substantially. On the other hand. a low 

.' 
\ 
1 , 

. 
î , 
l , . , 
~ 
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score on one of the three job characterlstlcs that 

contribute to experienced meaningfulness cannot serlously 

compromIse the overall motivating potential of a Job. The 

lowest possible MPS for a Job lS 1 and the hlghest possIble 

is 343 (7 cubed). 

Hackman & Oldham (1980) reallzed that there are many 

attributes of people that affect how they respond to thelr 

work but they are far too numerous to reVlew. Three factors 

identifled as "moderators" are presented in FIgUre 1: 

First. knowledge and skill refers to the concept that 

when a job IS low ln motlvatlng potential, then InternaI 

motivatIon wIll be low. and one's feelIngs wIll not be 

affected much by how well one does. But If a Job 18 hlgh ln 

motivating potential. then good performance will be hlghly 

reinforClng and poor performance wIll lead to unhappy 

feelings (Hackman & Oldham. 1980. p. 82). 

Secondly, growth need strength (GNS) indlcates that 

sorne people have strong needs for personal accompllshment. 

for learning, and for developing themselves beyond the 

present situatIon they are now in. Growth need strength may 

affect how people react to their jobs at two dlfferent 

points in the model shown above. The first llnk specIfies 
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that people with high growth need strength wIll experlence 

the psychological states more strongly when their objectIve 

job lS hlgh ln MPS than will their low growth need strength 

counterparts. And the second link means that indlviduals 

wlth high growth need strength will respond more positively 

to the psychologlCal states, when the y are present, than 

WIll low growth need lndlviduals (Hackman & Oldham, 1980, p. 

85) . 

ThirdlY, Hackman & Oldham (1980) expect that 

individuals experiencing "Context" satisfactions are 

( individuals who are relatively satlsfied wlth pay, job 
: 

securlty, co-workers, and supervisors, wIll resrond 
1 

more 1 

positively to enrlched and challenging Jobs than indlviduals 

who are dlssatisfled with these aspects of the work context. 

And If Indivlduals who are satlsfied wlth the work context 

also have relatlvelY strong growlh need strength, then a 

very high level of internaI work motivation would be 

expected. 

Knowledge and skill, growth need strength and "context" 

satIsfactIons are the three characterlstics of people which 

the authors have selected to moderate hypotheslzed 

relationships. Three psychologlCal states combine to assure 

( 
hlgh InternaI work motIvation, high "growth" satIsfaction, 
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h19h general Job satisfaction and hlgh work effectiveness. 

These important elements JOln to make work successful and 

enjoyable but moderators act as the variables WhlCh may 

change the environment and the working conditlons. 

Research results are far from concluslve but accOrdlng 

to Hackman & Oldham (1980) each of these factors may affect 

the responses of a person to a Job. but they become 

especially significant when they occur ln comblnation. The 

negative personal results and work outcomes would be 

predicted when the lndlvldual lS only marglnally competent 

to perform the work. has low needs for personal growth at 

work and is highly dissatisfled wlth one or more aspects of 

the work content. On the other hand. the outcomes should be 

benefici~l If the indivldual i9 competent to carry out the 

work required by a complex. challenglng task, has strong 

needs for personal growth and lS well satlsfled wlth the 

work content. 

The theory that is proposed speclfles the condltlon 

under which lndivlduals will btecome internally motivated to 

perform effectively on their Jobs (Hackman & Oldham. 1976). 

The Job Characteristics Model examines lndlvldual responses 

to jobs as a function of Job <=haracterlstlcs moderated by 

individual characterlstlcs. TIle lnteractlon of Job and 
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indlvidual characterlstlcs determines job responses. The 

model states that task characteristics-Job response 

relatlons are moderated by the job incumbent's needs 

(Roberts & GlICk. 1981). It provides measures and gUldellnes 

that can be used in dlagnosing and implementing Job redesign 

for professlonal employees. 

A number of researchers have noted people with hlgh 

growth need strength (GNS) respond more Posltlvely to Jobs 

high ln motlvatlng potential than do Indlviduals with weaker 

GNS. These studles employed static c0rrelat1ons between Job 

characterlstlcs and outcome measures (Hackman & Lawler. 

1971; Brief & Aldag. 1975; Hackman & Oldham. 1976; Oldham. 

1976; Slms & SZllagYl; Zlerden. 1975). Seeborg (1976) and 

Rousseau (1977) concluded that a person's perception of his 

or her Job lS no doubt caused by that Indlvldual 's other 

react10ns to the work and the organizatlon. Research was 

conducted w1th 201 employees ln a large metropolitan bank. 

In general. the results show that changes in Job 

characterlst1cs do affect employee reactlons to the1r work 

as pred1cted. Employees on Jobs that increased ln mot1vating 

potentlal galned in InternaI work motivation and growth 

satlsfaction; the reverse was true for employees whose Jobs 

deterlorated ln motivational potent1al; and little change 

was obtalned for employees whose work was redesigned in a 
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way that minimallY altered the MPS of their Jobs (Hackman. 

Pierce & Wolfe, 1978. p. 301). WhIle results of some 

investigations provlde inferentlal support for thls 

proposition. there have been no studles in WhlCh measured 

need for personal growth has been shown to vary dlrectly 

with changes in job characterlstlcs (Hackman. PIerce & 

Wolfe, 1978, P. 291). 

Certain critIcisms have been made of thlS theory. 

Reviews by Plerce & Dunham, 1976; Steers & Mowday, 1977; 

Roberts & Glick, 1981; Aldag, Barr & Brlef, 1981; Stone, 

1986, have argued that most of the aVdIlable data ln the 

area of job design cannot serve as a valld basis for 

assesslng the ObjectIve characterlstlcs and Indlvldual 

responses. The avallabl~ emPlrlcal research suggests that 

task design often has a POSItIve relatIonshlp wIth varlous 

worker responses. Nelther the measurement of task deSIgn nor 

the theoretlcal Integration lS complete. The boundarles of 

task deslgn-reSponse relatIonshlps have not yet been 

completely ldentlfled (Pierce & Dunham, 1976. p.93). 

Hackman & Oldham. in a test of the Job characterlstlcs 

model, obtained data from 658 employees Worklng ln 62 

different jobs in seven organizatlons. The Jobs were h19hly 

heterogeneous and included blue collar, whIte collar, and 
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professlonal work (Hackman & Oldham, 1976, p. 259). Other 

studies have falled to support the model and tend to suggest 

smaller numbers of dImensions than are predlcted by the 

model. Sklll variety, task significance, and job autonomy 

might be part of one dimenslon because of hlgh possible 

cross-factor amongst the items of these dimensIons Dunham, 

1976; Dunham et al., 1977; Champoux, 1978; Frled & Ferris, 

1986). A few studles have focused directly on the issue of 

whether the psychologlcal states medlate the relationships 

between the core Job dimensions and crlterlon varlables 

(Hackman & Oldham, 1976; Arnold & House, 1980). The results 

of these studles provided indlrect InformatIon th!'ough 

correlatlonal data on the relatlonshlps between 

psychologlCal states and work outcomes. 

O'ReIlly, Parlette & Bloom (1980) Indlcated that 

personal factors such as age, income, tenure in the unit, 

father's incorne, 

profession affect 

educa t i on or attItudes 

how employees perceive 

towards 

their 

characterlstics. Roberts & GlICk (1981) suggested 

stronger relatlonshlps would be obtained between 

one"s 

task 

that 

Job 

characterlstics and critlcal psychologlCal states than 

between critlcal paychological states and psychological and 

or personal outcomes. 
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Caldwell & O'Reilly (1982) indicated that the level of 

job satisfaction affects percept10ns of Job characterIstlcs. 

It has falled to conduct sufficlently comprehensIve and 

systematic reviews and analyses of the data concernlng 

different components of the Job characterlstlc model. None 

of these reviews has provlded a comprehenslve summary of the 

mode 1 as a whole and aIl of the pubilshed reVlews on Job 

characterlstics research are narratIve ln nature a tact 

which can lead to vague or erroneous conclusIons. These 

results led the researchers to conclude that perceptIons of 

task characteristics vary wlth the employee's frame of 

reference and Job attltudes. They reported that most of the 

data trom studies of job characteristlcs are correlatlonal 

in nature, derived trom a single questlonnaire (P. 288-289). 

In educatlon, Pastor and Erlandson (1982), whIle not 

testlng the overall theory. appear to be the tlrst authors 

to have used part of the Instrument WhlCh goes wlth the 

theory with a sample of secondary school teachers. MIskel 

(1982) found no other studles that tested the model ln 

educational settlngS (P. 79). Serglovannl and Carver (1980, 

p. 126). Miskel (1982, P. 79), and Barnabe (1987, p.331) are 

the sole authors. accOrdlng to our knowledge, who have 

discussed the theory of job characterlstlcs by Hackman and 

Oldham (Barnabe, 1988). Since then Robertson (1988) looked 
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at the Job character1stics of the school pr1ncipal. The 

f1ndlngs of h1S study ind1cate that there IS defln1tely room 

for the school pr1ncipal's Job to be Slgn1f1cantly improved 

ln an effort to 1ncrease the motivat1onal potent1al, and 

consequently the qualityof the school pr1ncipal's work1ng 

life. 

Th1S reV1ew clearly indicates that little research has 

been conducted in the f1eld of teacher motivat1on using the 

Job character1stics theory. The need for teacher motIvat10n 

research ln aIl our school exists yet more emphasls and t1me 

have been devoted to Job sat1sfactIon. Acknowledglng the 

above cr1tlclsms we can st1ll apply the Job characterist1cs 

theory to research ln teacher motIvat10n since researchers 

Pierce & Dunham (1976) stated that the latest and most 

complete refinement of an Instrument to measure task 

characterlst1cs may be found in the Job D1agnost1c Survey of 

Hackman & Oldham. Some of the more recent work in the area 

of motivatIon has been on Its relationship w1th Job deS1gn 

and following Miskel's suggestion to use better 

motlvatlonai theor1es (1982, P. 81), thls study wlll assess 

the motIvatIon factors of hlgh school teachers by using the 

Job Characteristics Theory. 
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Chapter 3 

MethodolOiY and Procedure 

The Sample 

This study is based on a voluntary sample of full-tlme 

teachers, from two anglophone hlgh schools, members of the 

Lakeshore Teachers AssociatIon (LTA) of Quebec, Canada. From 

a possIble theoretlcal population of 156 teachers, 95 

returned the questIonnaire (61% return rate). AlI but two 

questionnairds presented usable data. These two were, 

therefore. disregarded leaving 93 qUestlonnalres from WhICh 

analysis could be drawn. 

The researcher, being a full-tlme teacher at one of the 

institutions, took every possible precaution to retaln each 

respondent's anonYmlty. Each school provided the author wlth 

a list of their full-time teachers. WOrkIng with one IlSt at 

a time, a student-teacher volunteered to aSSIgn a random 

number to each of the teachers and to dlstrlbute the 

corresponding questionnaire ln each teacher's malI box. The 

questionnaires were collected by another teacher and then 

returned to the author. 
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Table 1 1ndicates the breakdown of returns and 

representation by high schools have been identified 

arbitrarily. School A was given 73 questionnaires and 

returned 54 (58.7%) a higher return than school B who 

rece1ved 83 and returned onlY 38 (41.3%). 

SCHOOL 

A 

B 

TOTAL 

TABLE 1 

REPRESENTATION BY HIGH SCHOOL 

NUMBER OF QUEST. : 
DI STR l BUTED RETURNED 

73 

83 

156 

54 

38 

93* 

*93 USABLE QUESTIONNAIRES 

PERCENT 
OF SAMPLE 

58.7 

41.3 

100.0 

Table 2 shows that 35 (37.6%) of the respondents were 

female, while 58 (62.4%) were male. This table 1S not 

1nd1cat1ve of the actual schools' gender distribution. 

School A has 47 male and 24 female teachers wh1le school B 

has 49 male and 35 female teachers. 



.' 

" 

.. 

TABLE 2 

DISTRIBUTION BY GENDER FOR 
SAMPLE OF SCHOOL TEACHERS 

GENDER 

FEMALE 

MALE 

TOTAL 

NUMBER 

35 

58 

93 

PERCENT 

37.6 

62.4 

100.0 
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In Table 3. twenty-nine (31.6%) school teachers were 39 

years of age and under. whlle slxty-three (68.4%) were 40 

~ears of age and over. An lnterestlng pOInt to note was that 

only 3 respondents were between the age of 20 and 29. ThlS 

manlfest that there has been very little " new blood" 

entering the schools' system. 

Table 3 

DISTRIBUTION BY AGE FOR 
SAMPLE OF SCHOOL TEACHERS 

AGE IN YEARS NUMBER PERCENT 

20-29 3 3.3 

30-39 26 28.3 

40-49 29 31. 5 

50+ 34 36.9 

TOTAL 92* 100.0 

*MISSING CASES -1 
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Table 4 revealed that the distribution by years of 

teachlng experience ln education shows that thlrty-seven 

(40.3%) of the respondents had 16 or less years of 

experlence. and flfty-five 59.7%) had seventeen or more 

years of experience. 

TABLE 4 

DISTRIBUTION BY YEARS OF 
TEACHING EXPERIENCE FOR 
SAMPLE OF SCHOOL TEACHERS 

YEARS OF 
EXPERIENCE 

1-4 

5-8 

9-12 

13-16 

17-20 

21-24 

25+ 

TOTAL 

NUMBER PERCENT 

8 8.7 

3 3.3 

11 12.0 

15 16.3 

21 22.8 

13 14.1 

21 22.8 

92* 100.0 

*MISSING CASES =1 
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Table 5 presents the distribution by years of teachlng 

experlence with LTA Indlcates that forty-seven (51.1%) of 

the respondents had 16 or less years of experlence. and 

forty-five (48.9%) had 17 or more years of experlence. 

TABLE 5 

DISTRIBUTION BY YEARS OF 
TEACHING EXPERIENCE WITH LTA FOR 

SAMPLE OF SCHOOL TEACHERS 

YEARS OF 
EXPERIENCE 

1 

1-4 

5-8 

9-12 

13-16 

17-20 

21-24 

25+ 

TOTAL 

NUMBER 

8 

12 

2 

8 

17 

22 

13 

10 

92* 

PERCENT 

8.7 

13.0 

2.2 

8.7 

18.5 

23.9 

14.1 

10.9 

100.0 

*MISSING CASES-1 
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The dIstribution by level of education ln Table 6 

Indicates that one (1.1%) had received a diploma, fort y-

elght (52.2%) had a bachelor's degree. forty-two (45.7%) had 

a master's degree, and only one (1.1%) had obtalned their 

doctorate's degree. 

TABLE 6 

DISTRIBUTION BY LEVEL OF 
EDUCATION FOR SAMPLE OF 

SCHOOL TEACHERS 

LEV EL OF 
EDUCATION 

DIPLOMA 

BACHELOR 

MASTER 

DOCTORATE 

TOTAL 

NUMBER 

1 

48 

42 

1 

92* 

PERCENT 

1.1 

52.2 

45.7 

1.1 

100.0 

*MISSING CASES-l 

1nerefore. the sample of respondents had a higher male 

representatlon (62.4%), only 3.3% ~f teachers were 29 or 

under. that 81% had eleven years of experience or more. that 

67.4% had more than thlrteen years of experlence wlth LTA 

and that 46.7% had obtalned more schooling than the requlred 

bachelor's degree. 
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DiagnQltic Inltrument 

The Job Diagnostic Survey (JDS) (AppendIX A) was the 

data collectIon instrument for thIS study because It lS the 

measurement tool proposed by the authors of the Job 

Characterlstics Theory. The JDB was also selected SInce It 

represents the most comprehensIve Instrument for the 

measurement of Job characterlstIcs and It was constructed by 

the authors to tap dImensIons in the Job Characterlstlcs 

Madel (Hackman & Oldham. 1974. 1975. 1976. 1980). 

The Job DIagnostIc Survey (JDS) Itself has undergone 

three major revIsIons over a two year developmental perlod. 

In Its various forms. lt has been taken by over 1.500 

indivlduals worklng on more than 100 dlfferent Jobs ln about 

15 dlfferent organlzations. ReVJSIOnS of the Instrument 

were based on bath psychometrlc and substantIve 

conslderatlons (Hackman & Oldham. 1975, p. 161). JDS has 

been used extenslvely ln research and change proJects over 

the last few yeèrs. Further data were obtalned and complled 

from 6930 employees who worked on a wlde varlet Y of Jobs ln 

56 organlzatlons throughout the UnIted States. The means and 

standard deviatlons provlde a relatlvely stable set of 

standards for use ln Interpretlng JDS dIagnostIc results 

(Hackman & Oldham, 1980. p. 317. p. 106). 
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the Job Characterlstics Theory 

measures 21 Jobs dImensIons of WhlCh 19 are part of the 

present study. These dImensIons cover each major class of 

variables ln the as descrlbed ln the previous chapter. Two 

concepts ln the theory are not assessed by the JDS: the 

level of employee knowledge and skill, and employee work 

effectiveness. These factors are IdloSyncratic to particular 

work settlngs, and therefore defy meaningful measurement 

across organlzatlons (Hackman & Oldham, 1980, p. 103). Two 

supplementary dlmenslons which have been helpful in 

understandlng Jobs and employee reactlons to them are 

descrlbed as: 

Flrst, feedback from agents, lS the degree to which the 

employee rece~ves clear Informatlon about hlS or her 

performance from superVlsors or from co-workers. 1 t 

supplements Informatlon about the feedback from the Job 

Itself and the effectIveness of hlS or her performance. 

Secondly, deallng wIth others. deflnes the degree to 

WhlCh the job requlres the employee to work closely wIth 

other people ln order to carry out the work activltles. 

Indlvldual growth need strength Ylelded two separate 

measures: The first, "would like format" where respondents 



r 
r. 

61 

are asked to indicate how much they would llke to have a 

number of specifled condItions present ln thelr Jobs sorne of 

WhlCh focus on growth-relevant aspects of the work; the 

other "Job chOlce format" where respondents show thelr 

relatIve preference for jobs. The would llke format was 

measured on a ten (10) pOInt scale WhlCh was transposed to a 

seven (7) pOInt scale durlng analYSls. Most of the JDS Items 

are expressed on a seven (7) pOInt scale. where 1 was Low 

and 7 was hlgh. The Instrument measures a number of Job 

characterlstics that have been shown to affect the work 

motIvatIon and satIsfactIon of Job holders. It provldes the 

overall motlvatlng potentlai f3core (MPS) of a Job. as 

descrlbed ln the preVlOUS chapter, ranglng from l to 343 (7 

cubed) . 

Hackman and Oldham (1980. P. 303-304) suggested 

cautIons in the use of JDS: 

1- Job characterlstIcs, as measured by the JDS, are not 

independent of one another. We should be careful not to 

overlnterpret JDS scores for any sIngle Job characterlstlc 

consldered aione. Often when a Job lS hlgh ln one 

characterlstlc It lS also hlgh ln others. 

2- It lS Just as good emPITICally. and usually better 
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slmply to add UP the scores of the five motlvatlng job 

characterlstics to get an overall estimate of the motlvatlng 

potentlal of a Job. rather than to use more complex formula 

for the motlvatlng potential score <MPS). 

3- The valldlty of some JDS scales remains 

unestabllshed. Whlle lt lS to the credIt of the Instrument 

that It dlscrimlnates weIl between jobs. It takes many 

research studles relatlng a concept to other variables to 

flrmly establlsh the meaning of that concept. 

( 4- The 9urvey warns that there lS a relatIve ease wlth 

WhlCh respondents who are so lnclined can "fake" thelr 

scores. dellberately dlstortlng thelr answers to JDS Items. 

The questIonnaIre was therefore anonymous to protect the 

conf ldent la Il ty of the respondent and to encourage 

truthfulness. 

5- The Instrument is not approprlate for use ln 

dlagnoSlng the Jobs of single lndlvlduals. The Instrument 

was constructed so that the rellabllltles of the Job 

characterlstlc measures would be fully satlsfactory when the 

responses of flve or more Indlviduals who work on the same 

Job are averaged. 
( 

{ 

i 
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Careful and appropriate applIcatIons of JDS should 

result in a useful and informative dIagnostIc tool. The JDS 

was slightly modlfied for the purposes of thlS study. 

Data Collection 

The prIncIpal of each school was contacted personally 

requesting permISSIon to conduct the survey ln thelr school. 

A letter outllning the Intent and the procedures was 

provlded as both prIncIPals requlred theIr school councll's 

permISSIon (AppendlX B). Once the approval was granted. each 

respondent recelved a letter Informlng them that thelr 

prIncipal and school councll had approved the survey and 

that they would soon be recelving the qUestIonnaIre 

(Appendix C). Soon after. each teacher recelved a package 

contalnlng the followlng Items: 

1- A coverlng letter (Appendlx D) WhICh explalned the 

study. why they had been chosen. an expianatlon of the 

ethIcal concerns. the name and place to return the 

qUestIonnaIre and the request for theIr co-operatIon. 

2- The qUestIonnaIre. "Job DIagnostIc Survey" (Appendlx 
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A) ln a booklet form. 

3- The consent forro WhlCh 

anOnymlty (AppendlX E). 
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also guaranteed thelr 

The questionnaires were distrlbuted at each school and 

the comp!eted ones returned ln the board's InternaI malI 

service to a third party teacher. Returns were monltored 

using the COdlng system lncorporated lnto the questIonnaIre. 

A letter (Appendlx F) was forwarded to aIl the 

respondents two weeks after each questIonnaIre was 

dlstrlbuted. thIS letter thanked those who had completed It 

and reminded the others of the Importance of thelr return. A 

week later a personallzed note was posted ln the respective 

teachers' lunch room, serving as a further remInder. 

Doto Anolysie 

A reVlew of the raw data 

two (2) of the nInety-flVe 

lmproperly completed or not 

prlor to analYSlS showed that 

(95) qUestIonnaIres had been 

fliled. Nlnety-three (93) 

qUestIonnaIres were therefore used ln thls study. The 

calculatlons were done wlth the ald of STATPAC avallable at 
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McGill UniversIty. Frequency distrIbutIons were generated to 

Identify independent dimensIons: representatlon by h19h 

school. gender. age. years of teachIng experlence. years of 

teachIng experience wIth LTA and level of educatIon (Tables 

1 to 6). Scores for the nIneteen (19) Job dImensIons 

measured by the JDS were calculated uSIng the amerIcan 

scorlng key provided by Hackman & Oldham (1980. p. 303-306). 

The Indlvlduals results were tabulated to produce means and 

standard devlatlons for the sample and for lndlvldual 

independent dImensIons wIthIn each clasSIfIcatIon. These 

scores can then be compared wIth the approprlate AmerIcan 

norms provided by Hackman & Oldham (1980. P. 317). 

In order to IdentIfy the relationshlps wlthln grouplngs 

or between levels of Independent dImenSIons wIth relatIon to 

a dependent dImenSIon a one-way analYSls of varIance was 

conducted. The one-way analYSls of varIance permltted the 

comparison of two or more means ln order to establlsh 

significant dIfferences between them. A statlstlcally 

signiflcant F-value at the p(0.05 level of SlgnIflCance 

indicated that there was eVldence suggestIng a dIfference 

between the means. The F-test reqUlreS that the probabI1Ity 

of obtalning a glVen F-value be determIned by comparlng It 

to a sampling diAtributlon of F based on two values for 

degrees of freedom assoclated wlth the numerator and the 
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denominator ln the F-ratio. This allows the dlfferences 

among the mean scores for the sample to be evaluated 

relatIve to any overlap ln the sample distribution (Hinkle 

et al., 1979, p. 244-262). 

Limitation. and consideration. 

The population chosen for this study was Ilmlted to two 

publIC anglophone schools ln the Lakeshore School Board. In 

the past few years, engllSh teaching establIshments have 

endured a turbulent perlod due to the change ln government 

and have suffered an enormous drop ln enrollment but these 

two schools have lately shown stabillty and even an increase 

on both teacher and pUPIl populatIon. The teacher population 

of these two school represents more than half of the LTA's 

entire high school teacher population. 

As an exploratory study based on the expectatlons and 

perceptIons of voluntary partIcipants the results are 

sUbjectIve and the findings must be interpreted wlth 

cautIon. Indeed, even when used for its Intended purposes. 

speCIal care should be taken to ensure that respondents 

belleve that their own best interests will be served If the 

data they provlde accurately reflect the objective 
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characteristics of the jobs and thelr personal reactlons to 

them (Hackman & Oldham. 1980. P. 314). 

Further limitatlons and conslderatlons beyond those 

already mentioned are: 

1- The selection of two anglophone publIC hlgh scnools 

prevented generalization related to their respectIve school 

board as weIl as other school boards. 

2- The questionnaire method was consldered approprlate 

as it is an efficlent tool to collect data wlth relatIve 

sase. within a reasonable time frame and at modest monetary 

costs. 

3- Vaild responses depend on the ciarity of the 

1 
qUestIons and linguistic competency of the respondents. 

4- The ;'lestIonnalre may contain tOPICS that may not be 

appropriate to a particular sltuation or settlng. 

AlI lImItatIons and consIderatIons assoclated wlth thlS 

study were carefully cogitated as the results were 

interpreted. 
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Chapter 4 

Analysis and Finding8 

Introduction 

In thls chapter the data collected will be presented 

and analyzed. An analysis of the demographlC dImensions of 

the sample will be presented. 

The research questions will be addressed through the 

( one-way analysis of variance. Consideration will only be 

given to signifIcant dIfferences wIthin groUplngs or between 

levels of Independent dImensIons. The research revealed only 

fIve dimenSIons where slgnifIcant differences were 

indlcated. lt seems that these dImensIons matter the most. 

even though It may appear to teachers that other dimensIons 

WhlCh matter to them are present ln thelr work. 

The one-way analysis of varIance of JDS scores for school 

teachers byage, gender. as weIl as by name of the school 

for all Independent variables dld not reveal any signIflcant 

differences, so they wIll not be presented. 
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~findinqe relatinq to the fir~t reeearch queetion 

1. Which are the job characteristics WhlCh motlvate 

teachers? 

Hackman and Oldham (1980) descrlbe 5 core Job 

characteristlcs as Sklll varlety. task Identlty. task 

signifIcance. autonomyand feedback from Job. The tlrst 

three contribute to the experlenced meanlngfulness of the 

work. autonomy contrlbutes to experlenced responsiblllty for 

outcomes of the work whlle the last. feedback from the Job. 

contributes to knowledge of results of the work actlvltles. 

In an effort to assess the job characterlstlcs WhlCh 

motivate teachers Table 7 shows the means and standard 

deviatlons for the Job characterlstIcs for our total sample 

of Lakeshore school teacher3. the AmerIcan means and 

deviatlons llsted under the professlonal or technlcal 

category. (the word technical has been dlSregarded ln the 

above table for the purposes of thlS study). Thlrdly. It 

only shows the American means for the natIonal average Slnce 

the standard devlations were not provlded by the orIgInal 

authors. 

There was no attempt to test SlgnIfIcant dlfferences ln 
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thI3 ~nalYSIS but the raw data (Teble 7) indIcate that most 

of ~he dImen~lons were hlgher than the professlonal norms 

and\or the natIonal averages. According to Hackman & Oldham 

(1980) the hlgher the score of the dimensIons the more 

important it becomes for the Incumbents. Autonomy (6.0) was 

the highest Quebec mean and was therefore Important to the 

teachers whIle task IdentIty (4.8) the lowesc. was slightly 

lower than the professlonal but higher than the natIonal 

AmerIcan norm. Task IdentIty was identIfied a problematlc 

area that matters most to teachers. 

MEANS AND STANDARD DEVIATIONS FOR TOTAL SAMPLE OF 
SCHOOL TEACHERS AND AMERICAN NORMATIVE DATA 

FOR CORE JOB CHARACTERISTICS 

SAMPLE: QC. SCH. TtACHERSl NOR": PROFESSIONAL** NA TI ONAl ~V.lU 

JO& DIMENSIONS 

~Ql ~H~BACT~Rl~Il~§ 
SKlLL VARIETY: 

TASK lOENTlTY: 

TAS~ SI&NIFICANCE: 

Alll0NOIIY: 

F~EDBACl FROh JOB: 

QUEBEC SCHOOL lEACHERS:93 
II HACkMA~' OLDHAM 1980, p. 317 
US HAO,HAN " OLDHAM 198u, p. Il15 

MEAN 

5.b 

4.8 

5.8 

6.0 

5.3 

5.0. MEAN 5.0. MEAN 5.0. 

0.99 5.4 1.00 4.7 

1.5 5.1 1.20 4.7 

Lu 5.6 0.95 5.5 

I).B5 5.4 1.00 4.9 

1. u3 5.1 1.10 4.9 
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Tbe findin;s relating ta th. second re.earch question 

2. Do the psychologlCal states, the motlvatlng potentlal 

score, the internal work motIvatIon, the feedback from 

agents and deallng wlth others matter to teachers? 

71 

Hackman & Oldham (1980) descrlbed these dImensIons; the 

three psychological states as experlenced meanlngful work, 

experlenced responslblilty for outcomes of the work, and 

knowledge of the actual results of the work actlvltles. The 

two related core characterlstlcs, were not ln thelr theory 

but were aiso measured, the flrst belng "feedback from 

agents" to supplement InformatIon on feedback from the Job, 

the other "deallng wlth others" to provlde InformatIon to 

what extent the Job lS Interconnected Wl th other Jobs. "Then 

someone has a nlce sense of accompllshment or feels good 

about themselves and what they are prOdUClng, chIS state of 

affalrs lS termed InternaI motIvatIon. It appears that 

strong internaI work motivatIon WIll develop and perslst on 

the Job when aIl three of the psychologlCal states are 

present. 

There was no attempt to test slgnlflcant dlfferences ln 

this analysis but the raw data (Table 8) Indlcate that the 

lowest score IS feedback from agents (3.4), and the second 
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lowest IS knowledge of results (4.9). These, respectively, 

appear to matter most to teachers. The hlghest score, 

deallng wlth others (5.8), 19 the same as the professional 

norm and Sllghtly h1gher than the natIonal average. 

TABLE 8 

MEANS AND STANDARD DEVIATIONS FOR TOTAL SAMPLE OF 
SCHOOL TEACHERS AND AMERICAN NORMATIVE DATA 

FOR PSYCHOLOGICAL STATES AND 
OTHER DIMENSIONS 

SAHPLE: QC. 5CH. TEACHERS • NOR": PPOFE5SI0NAl •• NAHONAL AV. m 

JOB DIHENSIONS MEAN 

Ç~!TIÇ8~ ~~ï~HQ· ~I~I~: 
EXPERIENCE MEANINGFUL WORK: 

EXPERIENCE RESPONSIBILITv: 

KNOWLED6E OF kESULTS: 

Qll1EBS 
FEEDBAC~ FROI! AGENTS: 

DEALING WITH OTHERS: 

INTERNAL MOR~ MOTIVATION: 

QUE BEC SCHOOL TEACHERS=93 
li HACKMAN" OLDHAH 1980, o. 317 
•• i HACKMHN ~ OLDHAM 19BO, p. 105 

5.b 

5.5 

4.9 

3.4 

5.8 

5. 7 

S.D. 

.B9 

.79 

.96 

1.41 

1.24 

.70 

liE AN S. Ii. l'lEAN l'lEAN 5.0. 

5.4 .B7 5.2 

5.8 .72 5.5 

5.0 .99 5.0 

4.2 1.40 4.1 

5.8 .96 5.6 

5.8 .65 5.6 
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The JDS provided the motivatlng potentlal score (MPS) 

to assess whether the respondents. regardless of how they 

feit personally about thelr Job. percelved the Job of school 

teacher as havlng the potentlal ta motlvate them. The MPS lS 

a comblnatlon of the flve characterlstlcs Into a sIngle 

index that reflects the overall potentlal of a Job to toster 

InternaI work motIvatIon on the part of the lncumbents. 

The MPS of the sample group of 174 pOInts. out of a 

possIble 343. was hlgher than the AmerIcan professlonal norm 

(154) reported ln Table 9. ThIS Indlcated that the school 

teachers' Job provided an slightly above average potentlal 

ta motivate them. 

TABLE 9 

MEANS AND STANDARD DEVIATIONS FOR TOTAL SAMPLE OF 
SCHOOL TEACHERS AND AMERICAN NORMATIVE DATA FOR 

"MOTIVATING POTENTIAL SCORE" 

SAMPLE: QC. ~CH. ïfACHERS* NORM: PROFESSIONAL.' NATlO~HL AV.lU 

QUTCOMES MEAN 

MOTIVATING POTENTI~L SCORE 

• QUEBEC SCHOOL TEACHER5=93 
il HACKHAN ~ OLDHAM 1980, p. 317 
la. HACrMAN & OLDHAM 198U, p. lu5 

S.D. 

174 

MEAN S.ll. MEAN 5.0. 

b5 154 55 128 
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The findings relating to the third research question 

3. Do the respondents vary on the basls of the demographlC 

dimenSIons? 

Table 10 shows the means related to years of experlence 

wlth LTA. Sklll variety WhlCh lS the degree to which a job 

requires a varlet y of dlfferent activitles ln carrying out 

the work showed the lowest score for respondents who had 5 

to 8 years and the highest degree for respondents who had 1 

to 4 years of teachlng experlence wIth LTA. If the target 

. .. Job's scores are less than one standard devIatlon away from 

the normatIve mean, thlS suggests that an InSlgnlflcant 

dIfference between the two scores may eXlst. If the target 

score lS (plus or mInus) two or more standard devIatlons 

from the focal norm, it suggests that the target job lS 

qUIte dlscrepant from the normatIve base. For example, 

assume that a target teachIng Job has a task SlgnlflCance 

score of 2.10 and thlS score lS more than two standard 

devIatIons away from the reported mean, thlS may suggests 

that action to lmprove the task SignlflCance of the job 

might be approprlate (Hackman & Oldham, 1980, P. 316). 

Slgnificant dlfferences were found between the 

followlng group means. Teachers with less than a year of 
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exper1ence w1th LTA percelved that they had less s)<111 

varlet y ln thelr Job than the teachers who had 1 to 4 years 

of experlence (p( .01). Sklll varlet y was Iess for the 

teachers who had 9 to 12 years. and those who had 21 to 24 

years (p(. 05). Teachers wlth 1 to 4 years of experlence 

with LTA percelved that they had more Sklll varlet Y ln thelr 

Job than the teachers who had 5 to 8 years (p< .01) and more 

than the teachers who had 13-16 years (p< .05). Teachers 

with 5 to 8 years of experlence wlt.h LTA percelved that they 

had Iess Sklil variety ln thelr Job than the groups of 

teachers who had more than 9 years of experlence (p<.05). 

Table 11 indlcates that the only s1gn1f1cant dImenS10n 

for the "context sat Isfact 10ns" WciS sat lsfact Ion W1 th Job 

securlty. The lowest mean was experienced by the employees 

who had been teachlng with the board for 1 to 4 years (3.45) 

wh1le the highest was with teachers of 25 and more years 

(5.95) . 

There were Slgnlficant dlfferences between the 

following group means. Teachers wlth less than a year of 

experlence with LTA percelved that they had less 

satisfactIon wlth their Job securlty than the teachers who 

had 9 to 12 years. and the groups who had more than 17 years 

of experlence (p( .05). 
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TABLE la 

ONE-WAY ANALYSIS OF VARIANCE OF JDS SCORES 
BY YEARS OF EXPERIENCE WITH LTA FOR 

"SKILL VARIETY" 

VEARS OF E~PERIENCE 
ilITfi UA 

NO. "EAN 

CORE JOB CHARACTERISTICS 
'SnLL VARIETY' 

S.D. NO. OF RESPONDENTS 
------------------------------------------------------------------------
LESS THAN 1 yEAR 4.87 0.68& 8 

1-4 b.19 0.783 12 

5-8 3.83 1.655 2 

9-12 5.95 li. 864 8 

13-16 5.42 0.779 17 

17-20 5.5u 1.072 22 

21-24 5.89 1I.918 13 

25+ 5.7b 1.134 10 
---------------------------------------------~--~----------------------
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In Table 11. teachers with 1 to 4 years of experience 

~Tith LTA perceived that they had less satisfaction with 

thelr job securlty than the teachers who had 9 to 12 years 

(p( . 01). less than those who had 13 to 16 years (p( . 05) • 

and less than the groups of teachers who had more than 17 

years (p( . 01) . 
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TABLE 11 

ONE-WAY ANALYSIS OF VARIANCE OF JDS SCORES 
BY YEARS OF TEACHING EXPERIENCE WITH LTA 

FOR "SATISFACTION WITH JOB SECURITY" 

YEARS OF EXPERIENCE ·CONTE~T SA1ISFACTIONS· 
WITIi LTA ·SATISFACTION WITH JOB SECURiTY' 

-----------------------------------------------------------------------
NO. MEAN S.D. NO. OF RESPONDENT5 

-----------------------------------------------------------------------
LESS THAN l VEAR 3.b2 2.280 8 

1-4 3.45 2.13b 12 

5-8 3.50 3.53b 2 

9-12 5.87 0.694 B 

13-1b 5.11 1.485 17 

17-20 5.15 1.bOb 22 

21-24 5.50 1.907 12 

25+ 5.95 1.301 10 
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The other "context satIsfactions", satIsfactIon wIth 

pay, compensation, co-workers, and supervisors dld not show 

any SlgnIfIcant dIfferences but Hackman & Oldham (1980, 

p.86) remInd us that Indlvlduais who are relatively 

satIsfled wIth the above satIsfactIons wIll respond more 

posltlvely to enrIched and challenglng Jobs than IndIvlduals 

who are dIssatIsfIed wlth these aspects of the work context. 

IndivIduals who are satlsfled wIth the work context also 

have relatIvely strong growth need strength, and expect a 

very high level of internaI motIvatIon. 
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Table 12 indicates how the respondents with the loweet 

score (2.62) on satlsfactIon wIth the job security had 

recently JOlned the professIon. The hlghest (5.90) was 

reached by teachers wIth 25 and more years of teaching 

experlence. 

There were significant differences between the 

following group means. Teachers with 1 to 4 years of 

teaching experience percelved that they had less 

satisfaction wlth Job security than the teachers who had 13 

to 20 years (p< .001); less than the teachers who had 21 to 

24 years (p< .01); and less with the teachers who had 25 

years and more (p< .000). Teachers wIth 5 to 8 years of 

teachIng eXperl(::nce percelved that they had less 

satisfactIon wlth Job securlty than the group of teachers 

who had 13 to 24 years of teachlng experlence (p< .05) and 

less than the teachers who had more than 25 years (p< .01). 

Hackman & Oldham (1980, P. 86) noted that how satlsfled 

peop le are wi th aspects of the work "context" may affect 

thelr wllllngneSS or abIlity to take advantage of th~ 

opportunltles for personal accompllshment provided. 

f -.. 
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TABLE 12 

ONE WAY ANALYSIS OF VARIANCE OF JDS SCORES 
BY YEARS OF TEACHING EXPERIENCE FOR 

"SATISFACTION WITH JOB SECURITY" 

YEARS OF EXPERIENCE 'CONTENT SATISFACTIONS· 
W 1 TH ANY BQARD ·SATISFACTION WITH JOB SECURITY' 

------------------------.-----.-.------------------------------------.-
NO. I1EAN S.D. NO. OF RESPONDENTS 

--------.-------------------.------------------------.-----------------
LESS if1AN 1 YEAR 2.b2 1. 7u5 8 

5-8 2.bb 2.887 3 

9-12 4.n 1. 752 1\ 

13-lb 5.30 l.b34 15 

17-2u 5.u9 1. 7uO 21 

21-24 5.00 1.871 13 

25+ 5.90 1.242 20 
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Table 13 indicates that the lowest mean reported for 

"feedback from agents", Wh1Ch lS the degree to WhlCh the 

employee recelves clear informatIon about hlS or her 

performance from supervisors or from co-workers. was for 

respondents with 9 to 12 years of teachlng experlence (2.08) 

and the highest was 13 to 16 years (4.16). There were 

significant dlfferences between the fo llowlng groups. 

Teachers with 9 to 12 years of experlence percelved that 

they had less feedback from agents than the folloWlng groups 

of teachers: 1 to 4 years (p( .OOl): 13 to 16 years (P<.Ol): 
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17 to 20 years (p< .001); 21 to 24 years (p( .01); and for 

teachers wlth more than 25 years (p(. 05). Teachers Wl th 13 

to 16 years of experlence perceived that they had more 

feedback from agents than the teachers who had 21 to 24 

years (p( . 01). Teachers Wl th 21 to 24 years of experience 

percelved that they had Iess feedback from agents than the 

teachers who had 25 years and more (p( .05). 

TABLE 13 

ONE WAY ANALYSIS OF VARIANCE OF JDS SCORERS 
BY YEARS OF TEACH 1 NG EXPER 1 ENCE FOR 

"FEEDBACK FROM AGENTS" 

YEARS OF nPERIENCE 
WI TH ANY BOARD 

NO. 

1-4 

5-8 

9-12 

13-16 

17-20 

21-24 

25+ 

MEAN 

3.93 

2.77 

2.08 

4.16 

3.48 

2.76 

3.87 

A RELATED CORE CHARACTERISTICS 
·FEEDBAC~ FRO~ AGENTS' 

S.D. NO. OF RESPONDENTS 

1.022 8 

O.B3b 3 

0.BB2 11 

1.456 15 

1.396 21 

1.314 13 

1.393 21 

Table 14 Indlcates that respondents with 1 to 4 years 

of experience had the lowest GNS score (4.61) or the needs 

for personal accompllshments. for learning. and for 
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developing themselves beyond where they are now. They may 

not recognize the existence of opportunities provided. or 

may not value them. or may even find them threatening and 

balk at belng "pushed" or stretched too far by thelr work 

(Hackman & Oldham, 1980, p.85). Respondents wlth 17 to 20 

years of experience Indicated the hlghest level of GNS 

(5.64) . 

There were Slgnlflcant dlfferences between the 

following group means. Teachers with 1 to 4 years of 

experience perceived that they had less (GNS) than the 

groups of teachers between 13 to 20 years (p( .05). Teachers 

with 17 to 20 years of experience percelved that they had 

more GNS than the teachers who had 21 to 24 years (p( .05). 

Table 15 indlcated that male respondents had a sl19htly 

higher level of feedback from agents. There was a 

signiflcant difference between the following group means. 

Female teachers percelved that they had less feedback trom 

the agents th an the male respondents (p( .05). Teachers 

appear to feel that they are not receIvlng InformatIon from 

supervisors or from co-workers about hiS or her performance 

enough of the time. ThIS lS not to say that they would or 

would not like to recelve any more. The answer to thlS 

qUestIon would have to be further reviewed. 
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TABLE 14 

ONE-WAY ANALYSIS OF VARIANCE OF JDS SCORES 
BY YEARS OF TEACHING EXPERIENCE POR 

"GROWTH NEED STRENGTH" 

YEARS OF EXPERIENCE 
WITH ANY BOARD 

NO. l'lEAN 

l'IODERA TOR 
R6ROiHH NEEIJ STRENGTH" 

S.D. NO. OF RESPONDENTS 
-----------------------------------------------------------------------

1-4 4.b1 1. 713 8 

5-11 5.00 0.553 3 

9-12 5.29 u.b13 11 

L,)-16 5.36 0.794 15 

17-2u 5.b4 ü.b3u 21 

21-24 4.87 0.735 13 

25+ 5.1b 0.525 21 

TABLE 15 

ONE-WAY ANALYSIS OF VARIANCE OF JDS SCORES FOR 
MALE AND FEMALE SCHOOL TEACHERS FOR 

"FEEDBACK FROM AGENTS" 

RE5PONDENT5 

GE ND ER hEAN 

FEMALE 3.00 

MALE 3.bB 

A RELATEû CûRE CHARACïERI5TICS 
uFEEDBACK FROM AGENTS' 

5.0. NO. O~ RESPONDENTS 

1.380 34 

1.409 511 

82 
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the data and 

of secondary 

school teachers. In an attempt to assess teacher motIvatIon. 

the research qUestIons have been addressed and lt would 

appear that some of the dImenSIons ln the Job 

Characteristjcs Model matter Sllghtly to teachers whlle 

others matter greatly. One-way analYSIS of varIance of JDS 

scores included are: years of experlence with LTA for Sklll 

varlet y and for satIsfaction wlth Job securlty: years of 

experlence for satIsfactIon wIth Job 

from agents. and for growth need 

securIty. for feedback 

strength; for male and 

female school teachers for feedback from agents. A summary 

of the flndings wIll be presented ln the next chapter. 
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ChApter 5 

SummAry, Implications and Conclusions 

Introduction 

There have been many changes in our culture, our 

attItudes, and our technology. Numerous studles showed that 

much tlme and effort have been devoted to analyze and 

explore the amount and kInd of motivatIon that a ChIld needs 

in order to learn. Today's society requires a highly 

motivated teacher who can teach while dlsplaying creatIve, 

and innovative behavlors. AsSesslng and imprOVIng teacher 

motivation has become a continuing concern of educatlonal 

leaders. Therefore the purpose of this study was to assess 

the motivation for a group of school teachers uSlng the "Job 

Characteristics Model" and the "Job DiagnostIc 

presented by Hackman & Oldham (1980). 

Survey 

The voluntary sample conslsted of secondary school 

teachers in anglophone schools in the Lakeshore school 

board. A one-way analysis of variance was used to IdentIfy 

the Signlficant differences between the means of respondents 

grouped by demographic variables. 
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Summory of the Findinga 

Three questlons served as guide for thlS study: 

1. WhlCh are the job characteristlcs which motivate 

teachers? 

2. Do the psychological states, the motlvating potentlal 

score, the internal work motivation, the feedback from 

agents and dealing with others matter to teachers? 

~ 1 

3. Do the respondents vary on the basis of the demographlc 

\ dimensions? 

Based on remarks from Hackman & Oldham (1980), the 

folloWlng findings and observatlons were made for the 

research questions: 

The first question as it relates to core Job 

characterlstlcs Indlcated autonomy as the highest score for 

school teachers, followed by task SlgnlflCance, SkIll 

varlet y, feedback from the job and lastly task identity. It 

would appear that teachers of the study could possibly 

attain the greatest level of motivation when their job 
r , provlded substantial freedom, Independence, discretion in 
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class scheduling. and ln determlnlng the procedures to be 

used. Then. teachers seemed to thlnk that It was 

motivationally important that their job had a substantlal 

impact on the lives of other people. followed by the fact 

that their Job ln carrying out the work. required a varlet y 

of different activitles WhlCh Involved the use of a number 

of different skills and talents. The next dImenSIon WhlCh 

mattered most motlvatlonally to teachers looked at how 

carrying out the work actIvItIes requIred by the Job 

provided them with direct and clear InformatIon about the 

effectIveness of their performance. The least motlvatlng 
, 

characteristlc was related to the fact that very often they 

did not find theIr work meanIngful Slnce they were not 

responsible for each of their students as a "whole." 

In question two. of the critIcal psychologlCal states. 

experience meanIngful work was the hIghest degree. followed 

by experlence of responsiblllty. and knowledge of results. 

It would appear that teachers percelve that they are 

responsible for their work. that lt "counts". and serves a 

purpose. Then. teachers seem to percelve that they were 

personally ~ccountable for the work outcomes. Thelr own 

initiatives or efforts could have made them personally proud 

when they dId weIl or sad when they dId not. Apparently. It 

did not seem to matter as much to teachers whether they knew 
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If they performed well or poorly. Hackman & Oldham (1980) 

mentioned that It appeared necessary for all three of these 

psychologlCal states to be present for strong InternaI work 

motIvatIon to develop and persist. Therefore, it could be 

concluded that the teachers in the study had relat .. vely hIgh 

lnternal motivatIon but there was sti 11 room for 

Improvement. 

The other dimensIons revealed dealing with others as a 

relatIvely h19h score, followed closely by InternaI work 

motivation and finally was feedback from agents wlth the 

{ lowest score of all. The results would indIcate that It is 

important for teachers that their Job requires that they 

work closely with adrnInIstrators and other teachers. They 

would appear to have had more personal responslbility for 

successes and failures that occur on the job and were more 

wIllIng to accept personal accountability for the outcomes 

of theIr work. Feedback from agents was not in theIr Job 

WhICh could have been an indication that the teachers may 

want sorne -so It matters to them. Kno'\o11edge of the results 

of one's work lS affected directly by the amount of feedback 

the person recelves from dOlng the work and secondly by 

feedback from the agents. 

The MPS score of 174, out of a possible 343, was higher 
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than the American professional or technlcal florrn of 154. The 

teachers' job were high on at least one of the three 

characteristics WhlCh prompt experlenced meanlngfulness, and 

high on both autonomy and feedback as weIl, thereby creatIng 

conditIons that foster all three of the crltlcal 

psychological states (Hackman & Oldham, 1980, p. 81). 

The third question revealed that the respondents varled 

on the basis of sorne dem0graphlC dImensions. Those reported 

were Sklll varlet y, satIsfaction with Job securlty, feedback 

from agents, and growth need strength. The only slgnlflcant 

differences revealed were wl:h years of teachlng experlence, 

years of teachlng experience wlth LTA, dnd gender. Age. sex 

of the respondents and name of the school where they taught 

did not prove to be Signlficantly dlfferent. 

Implications 

As a direct result of the study conducted wlth the Job 

Characteristics Theory and looking at teacher motIvatIon ln 

the two schools of the Lakeshore school board, It lS 

apparent that there is room for Improvement. In an effort to 

Increase the motlvatlng potentlal for the school teachers 

and offer them a better worklng place, varlOUS ImplIcatIons 
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may posslbly be presented to asslst the admlnistrators. The 

problem of motlvating staff lS complex and no easy solutions 

applIcable to the teachers and their tasks have been 

developed. It lS recommended that future research could 

lnclude more schools ln the board. or a further study be 

done to compare the motivatIon of elementary school teachers 

wlth the study conducted at the secondary level. 

The values of our SocIety have become increaSlngly 

unstable and the raPld change ln what people believe has 

become the norm. People of aIl ages now have ditflculty ln 

deCldlng what lS really worthwhlle ln Ilfe. People now 

deSlre a fuller sampllng of Ilfe and dlstrlbute thelr waking 

hours among numerous at-work and away-from-work Interests. A 

greater dlverslty of recreational activitles can posslbly 

mean a decrease ln the amount of effort available for the 

Job. 

Grant (1982) reported that Protestant work ethic has 

foundered and stumbled ln recent years. Fewer Indivlduals 

belleve that ha rd work is the mark of a righteous person. 

Fewer believe that aIl good automatlcally cornes to those who 

work hard. People are nct taking great prlde in their work. 

Hard work and quality indlvldual output are no longer wldely 

vlewed as synonymous with personal success. For employees to 
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be motlvated, they must receive valuable ou~comes for h19h 

effort and rewards must have hl9h values. 

The rise of unIons, Increased OrganIzatlonal Slze, and 

increased specializatlon may have decreased the employee's 

identIfication with the ~ducational system. The absence of a 

sense of obligation to the professIon may reduce motIvatIon. 

Teachers lacking loyalty may not Internally accept 

educational goals whIle teachers wlth hl9h loyalty may feel 

commltment to these goals as the y feel they owe a faIr day's 

work for a faIr day's wage and that the school deserves 

their best effort. 

Hackman & Oldham (1971) observed that the Job must 

allow a worl~er to feel personally responslble for a 

meaningful portIon of his work (autonomy), provlde outcomes 

WhlCh are IntrInslCally meaningful or otherwlse experlenced 

as worthwhile (task identity and varlet y) , and provlde 

feedback about performance effectlveness (responsiblllty). 

In the study of the flve Job cnaracterlstlcs of the theory, 

prIncIpals must reCOgnlZe that the teachers consldered 

autonomy as the most Important dimensIon of thelr Job, then 

came task slgnificance, skill varlet y, feedback from the 

job, and task Identity. The admlnlstrators must contInue to 

allow and encourage teachers to exerCIse autonomy ln maklng 



( 

( 

( 

91 

deClSlons, to lnc:r~ase indlvidual responsibillty ln 

develoPlng and l.mplementlng teaching programs, and to 

develop professlonal ski lls. 

As Scott (966) recommended today It is also probably 

advIsable that aœmn1strators permi t some moderate leve 1 of 

varlet y Slmp 1 y to keep the teachers from beIng bored WI th 

hls or her work so that once thlS is achieved, experlenced 

meanIngfulness of the work could possibly vary directly with 

the amount of task Identity present. A report lssued by the 

U.S. Department of Health. Educatlon. and Welfare (1973) 

supported that long-term work on sImple. routIne tasks can 

reduce an lndIvidual's deSlre for personal growth and 

deve 1 opment . 

and 

Teachers have often 

responslbllity as 

regarded achlevement. reCOgnitlon 

hl9h attItude sequences and 

admlnistrators must encourage these aspects to foster and 

grow. Teachers must be glven the opportunity to show what 

they can do. Their efforts must be recognized and rewarded 

to the extont that this is possIble wlthl.n the system. It 

cornes down to treatlng people wlth respect for their 

Indlvlduall ty and conslderatlon for theIr feel ings. It means 

carlng about others. about thelr personal well-being. It 

means glving them a chance to ohow what they can do even lf 
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that lS somet1mes Inconvenlent. It means encoUraglng and 

helping them to meet thelr full potertlal ln thelr careers. 

If a person 1 s work per se adds to h1S or her happ lness. then 

the job in Itself becomes the ultlmate motlvator. The 

admlnistrators should attract the keenest m1nds. the flnest 

personalltles. and the most humane people. 

Sorne authors Including M11bourn. Jr. (1980) bf.l1 eve 

that money lS a means to attract. hold. and motlvate 

employees toward organlzational obJectlves. Money has the 

abllity to help sat1sfy human needs at several levels. Money 

seems to matter to those who don 1 t have 1 t or ta Il short of 

personal goals. Johnson (1986) states that the best teachers 

stay in teachlng because of IntrlnSlC rewards. although they 

may be forced to leave because of poor salarles or WOrklng 

condltlons. At sorne unlversitles where professors' salarles 

are published, the morale and motlvatlonal level of many 

reach the low point of the year when thelr pay lS prlnted ln 

the paper. Then, It may be advlsable for aIl admlnlstrators 

not to make salarles of Indivlduals known. The study 

revealed that l t lS important to teachers but l t dld not 

offer any slgni f lcant dl fferences W1 thln and between the 

groups. 

Other ~onsideratlons for the admlnlstrators connected 
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wlth the study, may be that they want to contInue theIr 

staff's opportunlty of setting the1r own goals. of deslgning 

tasks WhlCh are more Interestlng. Admlnistrators could 

encourage teQch~rs to partlclPate ln the declslon making 

process which glves them a greater latitude ln the way they 

do theIr Job, and to take part ln more professlonal 

development traInIng so they can Increase thelr professlonal 

competence. 

Conclusions 

The two secondary schools ln the study proved to be 

homogeneous ln many respects and as a result revealed only a 

few slgnlflcant dlfferences descrlbed earl1er. Creatlng a 

cllmate WhlCh wIll Inspire teachers to achieve above the 

fullest extent of thelr capabillties lS a problem shared by 

many admlnlstrators who are concerned that the teachers 

reach thelr full potentlal. It lS hlghly probable that the 

obtalned results ln the study were due to the high 

organlzatlonal cllmate of the schools. 

Hoy & Mlskel (1987) described Organlzatlonal cllmate as 

a broad term that refers to teachers' perceptIons of the 

general work enVIronment of the school; It is Influenced by 
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by the 

personalltles 

leadershIP. It 

of partIcIPants. and organlzatlonal 

lS a broad concept that denotes members' 

shàred perceptIons of tone or character of the workplace; It 

lS a set of InternaI characterlstlcs that dlstlngUlShes one 

school from another and Influences the behavlor of people ln 

school. 

The two s~hools probably have slmllar shared values. a 

high degree of thrust and esprIt, and low dlSengagement. 

This may suggest a cllmate ln WhlCh both the prIncIPal and 

faculty are genUlne ln thelr behaVlor. The teachers probably 

work weIl together and seem committed to the task at hand. 

Teachers are more than llkelY not burdened wlth paperwork, 

are not supervlsed closely. nor boggled 

rules and regUlatlons. The schools 

down by a myrlad ot 

are probably not 

preoccuPled exclUSIVely wlth elther task achlevement or 

social needs satIsfactIon, but rather both emerge freely and 

without coerClon. Hackman & Oldham (1980) mentloned that the 

respondents ln this sItuatIon should respond eagerly and 

Positlvely to the opportunitles provlded by enrlched work. 

The obtalned results of the study may be related to the 

organlzational culture of the schools. Concern for the 

culture of the work group lS not a new concept and ln order 
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to better understand motIvatIon in the schools It was 

revlewed. OrganIzatlonal culture (Hoy & MIskel. 1987) is 

typlcally deflned ln terms of shared orientations that hold 

the unIt together and glve It a dIstInctIve identlty. It is 

another attempt to get at the feel. sense. atmosphere. 

character. 

that what 

study and 

or Image of an Olganlzatlon. It 

lS shared by the teachers ln the 

probably in thelr board. 

PhIlosophIes. perspectIves, bellefs. 

may be probable 

schoo l s of the 

Norms. values. 

expectatlons. 

attItudes. mythe. or ceremonIes are very slmIlar. 

SUPPoSlng that the organlzatlonal cllmate and culture 

were slmllar ln both schools. It may be possIble that the 

prIncIPals ln the study have a slmIlar leadershIP style. 

Numerous deflnltlons have been glven for leadership but 

Stogdill (1950) descrIbed It as the process of InfluencIng 

the actIvItIes of an organlzed group ~oward goal settIng and 

goal achlevement. He (1948) classifled the personal factors 

assoclated wIth leadershIP as capacIty (Intelligence. 

alertness. verbal facIllty. 

achlevement (scholarshlp. 

orlglnallty. 

knowledge. 

Judgment) • 

athletic 

accompllshments), responslblllty (dependabIllty. InItIatIve. 

persIstence. aggreSSlveness. self-confIdence. desIre to 

excel). partIcIPatIon (açtIvlty. socIabIllty. cooperatIon. 

adaptabIllty. humor). and status (socioeconomlc positIon). 
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The concept of leadershIP Implies that there are 

followers but the SI tuatlon:=3 under WhlCh dlfferent groups 

and lndlvlduals w~ll follow vary conslderably. LeadershIP 

depends on the 

characteristics of the 

situatlon. It may 

PosItIon. behavlor. and personal 

leader and\or the character of the 

have aiso been possIble that the 

department heads dlsplayed simIIar leader~hlP stYles. The 

most su-=cessful leaders are always those who pay most 

attentlon to the people who follow them. If a leader cares 

about what happens to hls\her followers. hls\her followers 

WIll care about what happens to hlm 

Canada). It is lmportant for leaders 

(The Royal Bank of 

to remember that the 

teacher works best under certaIn types of educatlonal 

structure as a proud and professionai human belng. 

Admlnlstrators who make a serlOUS effort to understand 

their teachers become better-motivated themselves. because 

t~ey come closer to fulfllllng thelr own ego and self

expreSSIon needs in the process. MotIvatIon must. ln facto 

work two ways because superlors must be open to thelr 

subordinates' Influence if they expect the subordinates to 

be open to theirs. The cross-motivatIon that cornes from 

healthy superior-subordinate relatlonshlps gives rlse to an 

ideal working climate. not only for the people directly 

concerned. but for the organizatlon as a whole (The Royal 
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Bank of Canada). 

Numerous researchers have shown that people, from 

newborn infants to mature adults, seek out occasions to 

explore and manipulate their environments and to gain a 

sense of efficacy by testing and using their skill (Kagan, 

1972; and White, 1959). The curriculum prescribed by the 

MInistry of Education contains compulsory and optional 

objectives. It should be adapted for various aspects of 

enrichment, personal ization, and teaching approaches 

appropriate to the school populatIon served. The school 

board needs to make every possible effort to preserve and 

renew the effectlveness and efficlenCy of both teachers and 

adrnlnlstrators to make the most of their years of experience 

and their wisdom. Spitzer (1980) recommended various ways to 

motlvate the teachers and achieve these goals. 

Every school has complex relationshlps, power, 

structures and traditIons. The needs and interests of 

students are at the heart of teachers' work but teachers are 

not full-t Ime PSycl'lolo9Ists, soc i al workers, pol ice 

offlcers, annual currlculum revisers, computerized geniuses, 

or duplicatlng clerks as they are asked to he. rt reqUlres 

bondless energy, enthusiasm, knowledge, skill, 
( .. understandlng, a sense of humor and above aIl, time (Groves, 
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1984). The best ways to motivate teachers for sustalned and 

improved work are apparently a complicated puzzle and have 

yet to be learned. 
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SECTION ONE 

This part of the questionnaire as~s you to descrlbe your Job as 
ObJectlvely as you cano 

Pl ease dD not use thl s part of the quest 1 onn.;\} re to show how much you 
ll~e or dlsll~e your Job. Questlons about that will come later. Instead~ 

try to ma~e your description as accurate and as objective dS you 
posslbly cano 

A sample question IS glven below 

A. Ta whc?t e::tent does your Job reqLl1re U,at you wor~ wlth mechanlcal 
equlpment '"'1 

1 

Very 1lttle~ the Job 
requlres almost no 
contact wlth rnechanlcal 
equlpment of any Ilnd 

4 

Moderately 

5 6 7 

Very much~ the Job 
requl res al most 
constant wor~ wlth 
mechanlcal equlpment 

You are to clrcle the number WhlCh IS the most accurate description of 
your Job. 

If fc.lr e::ample VOLlr Job reqUlres yOLt to l'lod wlth mechamcal eqUlplllent a 
good deal of the tlme - but also requlres sorne paperworl - )OU mlght 
clrcle the number SI:'. as done ln triE e::ample above. 

Once these lnstructlons are clear please turn the page and begln. 
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JOB DIAGNOSTIC SURVEY 
(Modlfled) 

rhlS questlonnë.\lr-e lS a modlfled JDS. Sorne changes have been 

mad~ to the cr-Iglnal questIonnaIre so that lt IS better-

sUlted ta the -fJeld of educatIon. lhe orIgInal JDS was 

df-'vf-·jopf'd ël.S f.1;, ... rt ot i'l 't'elle UnlVp.r-s,lty stuCJy of Jobs and how 

Url thE:' fUlJOWlflg pages yuu wll1 flnd severel cllttt:'t"ent ~'lnds 

of questIons about your- Job. Speclflc InstructIons ar-e glven 

ë:<'l t.he start Di eacrl sectIon. F-'lease r-ead them car-efully. Il. 

should ta~e no more than ~5 mJnutes to complete the entlre 

questlnnnënrp. F'lease Oll')ve thr-ough It qUIC~ Iy. 

The questIons eFe deslgned to obtaln your- per-cepllons of 

}'uur Job and yOLW reacllons ta Il.. 

ltlel'"e al e no 'lI lek qLl8stlons. Your- IndlVlduc:ll answers WIll 

b8 ~ep'l compl~tely confIdentIel. Please answer- each Item as 

hcnestIy and fr-an~ Iy as posslbJe. 

Thank Vou for your cooperation 

1 

.,.. 
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SECTION ONE 

This part of the questionnaire as~s you to descrlbe your Job as 
obJectlvely as you cano 

Ple~se do not use thlS part of the questionnaIre to show how much you 
l1~.e or dlsl1~e your Job. Oueshons about that wlll conie later. Instead, 
try ta ma~e your description as accurate and as obJectlve as you 
posslbly cano 

A sample question 15 glven below 

A. To what e::tent does your Job requ1 re that you wor ~ Wl th mecham cal 
eqLl1 pment .., 

1 

Very Ilttle; the Job 
requlres almost no 
contact w1th mechanlcal 
equlpment of any ~lnd 

--' 4 

Moderately 

6 7 

Very much; the Job 
requlres almost 
constant wor~ w1th 
mechanlcal equlpment 

You are to clrcle the number Whlch 15 the most accurate description of 
your Job. 

If far e::ample YOLIr Job reCIL\lres you to wod wlth mechamcal eqUlpment a 
good deal of the tlme - but also requlres sorne paperwor~ - you mlQht 
c1rc.le the number 51::, as done ln the e::ample above. 

Once these Instructions are clear please turn the page and beg1n. 
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1. 10 what e::tent does your Job reqLl1re you to wod' closely w1th other 
people (elther " c ll en t5" 01'" people ln related Jobs ln your organl
~at1on) ,., 

,., -
Ver-y Ilttle; dea11ng 
wlth other people 1S 
nct at 03.11 necessary 
1 n dOl n9 m}-' Job 

-~. 4 

Moderatel y; 
some deall ng 
WI th others 
1 s nec:essary 

5 6 7 

Very muc:h; deal1ng 
wlth other people 
1S an absolutely 
essentlal and 
crUCIal part of 
dOl ng the Job 

How much autan orny 15 there 1 n your Job ';' That 1 s, to what e::tent 
doE'S your Job perml t yOLl to dec 1 de on your m<Jn how to go about 
dOlng youl'" wod ,., 

Vet- y Il t t 1 e; the Job 
glve me almost no 
":Cl y" about ha~J and 
when the worl 15 done 

-.... 4 5 

Moderate autonomy; 
Illany thl ngs are 
standardl:ed and 
not under my 
control but 1 can 
male some decls10ns 
about t\<e worl 

6 7 

Very much; the Job 
glves me almast 
complete responsl
blilty for deC:ldlng 
how and when the 
wor-I 1 s done 

-:'. ID what e}!tent does YOLU- Job lnvolve dOlng a whole and IdentItlable 
plect? of wot-I .... That is, 15 the Job a complete plece of wod that 
ri"..,. <in Ob\lOUS beglnrnng ana end'" Ur 15 It only a smëll part part 
of the overall plece ci worl. WhlCh 15 tlnlshed by other people 

My Job 15 only a tlny 
part ai the overall plEce 
of wod; the resLll ts of 
any actlvltles cannot be 
seen ln the fInal product 
or Set-VIce 

4 5 

My Job lS a modera
te-sl:ed ~chun~" of 
wor~; my own c:ontrl
but 1 on can be seen 
1 n the fInal outc:ome 

.":1 

6 7 

My Job lnvolves 
dOlng the whole 
pl ece of work, from 
5tart ta fInIsh; 
the result of any 
actlvltles are seen 
lr' the -t 1 nal 
product or serVIce 

-

..... 
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4. How much vanety lS there ln your Job .... lhat 15, to what e::tent 
does the Job requlre you ta do many dlfferent thlngs at wor~, uSlng 
a vànety a~ your s~ 11ls and talents ' . 

Very llttle~ the job 
requlres me to do the 
same routlne thlngs 
over and over agaln 

.,. 
.' 4 

Moderate van et\' 

7 

Very n,uch. the Job 
requlres me ta do 
n,ar,y dl f terer,t 
thlngs uSlng a 
n LlfTtb el ot dlftE'rent 
sI 111s and talents 

5. ln general, how §1Jlnlflcant or Important lS )tour jClU~' That IS, 
are the results of your \IIori. ll~ely to slgnltlc.antly atfect the 
lives or well-belng of other people ~, 

1 

Not very slgnlflcant: 
the outcomes of my wor~ 

are nDt ll~ely to have 
important effects on 
other people 

4 

Moderately 
SI gm fl cant 

5 6 7 

Hlghly slgnlflcant. 
the outcomes of my 
work can affect 
other people ln 
very Important ways 

6. Ta wh2t e::tent do supenors or CO-~IOrl ers let yOll 1 now how weIl 
fOU are dOlng your Job ~ 

r', 
~ 

'ver, Il t t le: peop l e 
almost never let me 
knO\'I ho\'J weIl 1 am 
dOlng 

-.' 4 c; 
.J 

1'10dm-a+.E'1 y; 
sometl mes peopl e 
may glve me 
teec.!bac~; other 
tl mes they may 
not 

6 7 

VetO,' muer" 
super lors or c.o
wor~ers provlde me 
wlth almost cons
tant feedbac~ about 
how weIll affi dOlng 

7. 10 what e::tent does dOlng the 1Gb ltself pI-ovide yOLl Wltr, lntonna
tlon ",bout yc.w- worl performanCE: " That 15, does the ac. tuaI ~JOrl 

ltse1f provlde clues about how you are dOlng-aslde trom an~ 
"feedbad Il co-wor ~ ers or supervl sors may pro\'l de ~, 

1 

Very 11 ttl e: the job 
Itself 15 set Llp 50 
could worl forever 
wlthout flndlng out 
how weIl 1 am dOlng 

4 

Moderately; 
sometlmes dOlng the 
Job provldes 
feedbacl to me; 
sometlmes lt does 
not 

4 

6 7 

Very much; the Job 
15 set Llp so that 1 
get aimost constant 
feedbac~ as 1 wor~ 
about how weIl 1 am 
dOlng 
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SECTION TWO 

Llsted below are a number of statements WhlCh could be used ta descrlbe 
a .lob. 

You arp ta 1 ncll cate wr.ether each statement 1 s an accurate or an 
lnaccurate descrlptlon of your Job. 

Once aga1n, please try ta be as obJectlve as you can ln decldlng how 
accurate1y each statement descrlbes your Job - regardles5 of whether you 
11le or d1s11~e your Job. 

Wnte a nLl/TIbet- ln the bIanl beslde each statement. based on the 
fo11 OWI ng scai e: 

HON accurate 15 the statement ln desCrIblnq your lOb? 

1 4 

Very 
lnaccurate 

Mostly 
lnaccurate 

511ghtly 
lnaccurate 

Uncertaln 

5 

S11ghtly 
accurate 

6 

Mostl y 
accur ate 

7 

Very 
accurate 

8. The JOb requlres me ta use a numbet- of comple:: or hlÇlh-level 
s1111s. 

9. The Job requlres a lot of cooperatlve worl wlth other people. 

ll). The _lob 1 S arranged so that 1 do not have the chance to do 
an entlre plece of worl from beglnnlng to end. 

11. Just dOlng the worl requlred by the Job provldes many chances 
for me to fIgure out how weIl 1 am dOlng. 

l~. The Job lS qUlte sImple and repetltlve. 

1~. The Job can be done adequate1y by a persan worllng alone -
wlthout talllng or c:hec:llng wlth other people. 

14. The supervlsors and co-worlers on thlS Job almost never 
9 1 V8 me any lOf eedbac:1 1\ about how well 1 am dOl ng 1 n my worl. 

15. ThIS .lob 15 one where a lot of other people can be affected 
by how weIl the worl gets done. 

l 
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16. lhe Job denles me any chance to use my personal InItIatIve Dr 

Judgment ln carrylng out the l'lori. 

17. SLlpervlsors often let me 1 now how weIl thlnl 1 am perfornung 
the Job. 

18. The Job provldes me the chance to completely tlnl~h the 
plec:es of work 1 begln. 

19. lhe Job Itself provldes very few clues about whether or not 1 
am performlng weil. 

:"(1. The Job 91 ves me conSl derable oPpo/-tunl ty fOI- Indeoendence 
and treedom ln how 1 do the worl • 

:1. The Job 1 tself 1 S not very SI gm h cant or 1 mport.ant ln the 
broader scheme of thlngs. 

SECTION THREE 

Now please lndlcate how you personally feel about your Job. 

Each of the statements below 1S somethlng that a person mlght say about 
hlS or her Job. You are to Indlcate your own personal feelIngs about 
your Job by mar: Ing how much you agree wlth each of the statements. 

Wnte a numbet- ln the blanl far each statement. based on thls scale: 

How much do you agree wlth the statement " 

Dlsagree 
strongly 

-, 
.<.. 

Dlsagree 

5 6 

lJlsagree 
sllghtl y 

7 

4 

I~eutral 

It's hard. on thlS Job. for me to care ~ery much about 
whether or not the worl gets done rlght. 

:3. My opInIon of myself goes UP when 1 do thls Job weIl. 

:4. Generally speallng. 1 am very satlsfled wlth thls Job. 

:5. Most of the thlngs 1 have to do on thlS Job sees useless 
or tn VI al. 

26. 1 usually Inow whether or not my wor~ lS satlsfactory on thlS 
Job. 
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~7. 1 feel a great sense of personal satlsfactlon when 1 do thl5 
Job wei 1. 

:8. 

:.0. 

_, _1. 

The wor lIdo on ttu s Job 1 s very /TIeanl ngful to me. 

1 feel a very hlgh degree of personal responslblilty for 
the wod 1 do on thls Job. 

1 frequently thln~ of qLllttlng thls Job. 

fee] bad and unhappy when 1 d15cover that 1 have performed 
poorly on thlS Job. 

1 oiten have trouble flgurlng Dut whether I"m dOlng weil or 
poorly on thlS Job. 

1 teel I should personally ta~e the credIt Dr blame for the 
resul ts of my wot-I on thl S Job. 

:A. 1 anl generall y Siltl c:hed wlth the ~ lrld of worl 1 do ln thlS 
Job. 

:.5. l'ly own feell ngs genet-aIl y are not aH ected mLlch one wav or 
the other by how weil 1 do on thls Job. 

~6. Wh ether or not thlS Job gets done rlght 1S clearly my 
respons1blllty. 

SE.C"I 1 or~ F OUF: 

N~w ~lease Indicate how satls+1EO you are wlth each aspect of your Job 
115led belmJ. Llnce agènn. \'.wlte the appropnate numbet- ln the blanl 
beslde eac:h stë<tement. 

How satlsfled are you wlth thls aspect of yOLlr Job? 

1 

E:: tremel y 

..... 
"'-

D1ssatlsfled 
dl ssat 1 sfl ed 

5 

Sllghtly 
so:.üsfled 

--' 
Sllghtl y 
dl ssatl sfl ed 

6 

Sabshed 

7 

E.>: tremel y 
satl sfl ed 

~7. l he amount of Job secun ty l have. 

4 

t~eLltral 

38. The amount of pay and frlnge beneflts 1 recelve. 

7 
1 
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39. lhe amount of personal growth and develapment 1 get ln dOlng 
my -,ob. 

40. The people 1 tal~ ta and wor~ on my Job. 

41. The degree of respect and fair treatment l recelve trom my 
dlrect supervlsor. 

4~. The feeling of worthwhlle accampllshment 1 get from dOlng my 
-,ob. 

43. The chance to get to lnow other people whlle on the Job. 

44. The amount of support and gUidance 1 recel~e tram my superlOf 

45. The degree to WhlCh 1 am falrly pald tor what 1 contrlbute to 
thlS organl:atlon. 

46. The amount of Independent thought and action 1 can exerClse 
ln my Job. 

47. How secure thlngs look for me ln the future ln thlS 
organlzatlon. 

48. The chance ta help other people whlle at wor~. 

49. The amount of challenge ln my Job. 

50. The overall quallty of the supervIsion 1 recelve ln my WOf~. 

SECTlor~ FIVE 

Now please thln~ of the other people ln your organl:atlon who hold the 
same Job yOLI do. If no one has e:.actl y trie sa me Job as Vou, ttunl ot the 
Job WhlCh IS most slmllar ta yours. 

Please thln~ about how accurately each of the statements descrlbes the 
feelings ot those people about the Job. 

It 15 qUlte all rlght If your an5~jet-5 het-e are dlftet-ent trom Iolhen you 
descrlbed you own reactlons to the Job. Uften dlfferent people feel 
qUlte dlfferently about the same Job. 

8 

117 
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Unee agaln. wrlte a number ln the blanl for each statement. based on 
thl:' scale: 

Halo' Il,uch da yau ",gr!?E 1/111 th the statement ., 

1 -... ' 4 

IJlsagreE.
strongl y 

Dlsèlgree 
sllghtly 

NeLltral 

5 t.. 7 

Agree 
strongl y 

51. Most people on thls Job feel a great sense of personal satls
f acil on wh en they do the Job weIl. 

5:. Most people on thlS Job are very satlsfled wlth the Job. 

5-':.. ~ÎDSt peopl e on thls Job feel that the wor~' 15 L1sel ess Ot

tn V1 al. 

54. Most people on thlS Job tale a great desl of personal respon-
51 bill ty fot'" the "JOr~ they do. 

55. Most people on thls Job have a pretty good Ides of how weil 
thev are performlng thelr wcrl. 

~b. Most peop! e on thlS JOb t l nd the worf very meanl nghl1. 

5/. Most people on thlS Job teel that wnether or not the Job gets 
done rlght IS clearly thelr own responslblilty. 

58. Peopl e on thl S Job often thlnl of qLll ttl ng. 

5<-;'. Most peoole on ttus Job teel bad or Unrtappy wt\en trIe,! flnd 
that they have performed trie worf poori y • 

0 1'. ~Iost peoplE:' on HilS Job h.;lve trouble fi gunng OLlt whether 
tt'Iey on~ dOl ng a good or bad Job. 

9 

--

1 
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SECTION SIX 

Llsted below are a number of characterlstlcs WhlCh could be present on 
any Job. People dlffer about how much they would ll~e to have eaeh one 
present ln thelr own Jobs. We are Interested ln learnlng how mueh you 
personally would ll~e to have eaeh one present ln your Job. 

USlng the scale below, plesse lndleate the degree ta WhlCh you would 
Ille to have each characterlstlc present ln your Job. 

NOTE: lhe number- or, thlS scale at-e dlHerent from those used ln pr-eVIOLIS 
scales. 

4 5 6 7 8 9 lI) 

Would Ille havlng 
thlS only a moder-ate 
amount (01- less) 

Would hIe 
havlng thlS 
vet-y much 

Would ll~e havlng 
thls eHtremel y 
much 

61. Hlgh respect and fair treatment fr-üm my super-vlsor-. 

6:2. Stlffiulatlng and challenglng worl. 

6-:'. Ch",nces to e::el-Clse lndependent thought and aellon ln m'y Job. 

64. 

65. Very fr-Iendly co-wor-Iers. 

t:6. Opportunltles ta learn new thlngs tr-om my worl. 

67. High salar-y and good tr-Inge beneflts. 

68. Opportunltles to be creatIve and Imaginative ln my worl. 

69. OUlcl promotions. 

70. Opportunltles for- personal gr-owth and development ln my Job. 

71. A sense of worthwhlle accompllshment ln my wor~. 

l() 
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SECT ION SEV[:N 

Peopl~ dlfier ln the ~lnd5 ot Jobs they wauld most ll~e ta hold. The 
Questions ln thlS section glve you a chance to say Just what It IS about 
~ Jno th~t lS most Importent to you. 

For eê;\ch questIon, two dIfferent ~ In9s of lobs are bnefly 
cles:r-lbed. YOll .;we to Indlcate "Ituet! of the JOto~ Vou personall:i. 
,!"Quld pre!er - If you hac! ta ma~e a c:holce between them. 

III c<rlswer- 1 r,a eë<ch qUE-stl on. eS5.ume that Evet yttn no el se é.lbOL\l HIE Jobs 
15 th~ saniE'. Pey attentlon onl)' ta the crlaractenstlcs ac.tuallv llsted. 

JOB (., 

A Job requIrlng worl 
mechanlcal equlpment 
lTlost of the day 

1 

btrO"lg 1 \ 
pret er- A 

Sb ghtl Y 
prefer A 

., .... 

JOB B 

A Job requlrlng wor~ 
wlth other people most 
of the day 

4 

511 ghtl Y 
pt-efer B 

5 

5trongl y 
prefer El 

Ii you Ille worllng wlth people and worllng wlth equlpment equally weIl. 
you wouJd clrcle the number :, as has been done ln the e~ample. 

HE:tt" l~ ",nott-Iet e:::·rlplt:-. fh::.s .;sls tOt a harder chmce - belv'IEen 'tl'W 

Jot" I·JtU ct, t"lave some Ltndesl rctble features. 

il 
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JOB A 

A job requlrlng you to 
expose yourself to 
conslderable danger 

1 

Stt-ongl y 
preter A 

" L 

511ghtly 
preter A 

Neutral 
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JOB B 

A job located 2~) miles 
trom you!'" home and 
faPH 1 y 

4 

bl1ghtl) 
pl'"eter B 

Strongly 
pretET B 

If VOLI wauld ~llÇhtly pretE't- rlS~lng phV~lcal danger ta worllrlg -f",,- tro~1 

\,üLtr hüme. yCJ~\ wauld c.lrcle numbet- :.:, ë':;, rias beer. done HI thE' e::dmplc.·, 

EletOt-e corltlnLllng please be sure that you understano e:.actly how to do 
these questions, then contlnue. 

JOB A 

7:':. A JOb where the pay 
1 s very good 

-, -
Strongl v SllgMly 
preter A preter A 

JOB A 

~ -
1 _'. H JOb where you are 

often requlred to ma~e 
unportant declslons 

1 " L 

Strongly Sllghtly 
preter A prefer A 

3 

Neutr al 

~ 

.J 

Neutral 

1:. . .' 

JOB Et 

A job where there 15 

considerable opportunlty 
ta be creative and 
)nnov.;tlve 

4 

Sllghtly 
prefet- 1:: 

J(jEt 8 

Stronglv 
preter [; 

~ JOb wlth m.;nf pleasant 
people ta wor~ wlth 

4 

Sllghtl Y 
prefer I:: 

5 

Strongl'l 
pre" et- 1:. 
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JLJb H 

/4. A Job 1 n WI,l ch greatet 
responslbJl1tv 15 glven 
to those WIO do the best 
~lÜr 1 

~,t r ono l v 
rit e-t er H 

J lit-, H 

:'11 grltl y 
pt-efet- H 

;~. A Job ln an organl::atlon 
WhlCh l~ ln flnanClal trcub1e 
and mlght ha\e ta close down 
wlttun the year 

Strongly 
pre+ et Pt 

J Ut! A 

511 ghtl Y 
p-eter A 

16. ~ very routlne Job 

Strongly 
pr etet- A 

JLJB H 

Sllghtl Y 
pr-efer A 

n. A Job Wl th a supervl sor 
who lS otten very crltlcal 
of you and your worl ln 
tront of other people 

Stt-onCll V 

PI'"E't er A 
511 ghtl Y 
preter A 

~ 

-' 

Neutral 

Neutral 

--' 
Neutral 

Neutral 

1 "' -' 

JOB Et 

A Job ln Whlch greater 
responslblilty lS glven 
ta loyal Employees who 
have the most senl0rltv 

4 

Sllghtly 
pt-eter B 

JOB B 

5 

5tronglv 
preter 8 

A Job ln wh1ch vou are 
not allowed ta have anv 
Jay whatever ln how yeur 
wQt-1 1 s schedul ed. or 1 n 
the procedures ta be 
used ln carrylng It eut 

4 

S11grltly 
prefer B 

~10B B 

5 

Strongly 
pt-efer B 

A Job where YOUt

co-worlers are not very 
trJendiy 

4 

Sllghtlv 
prefer El 

JOB B 

Strongly 
prefer B 

R Job WhlCh prevents you 
trom uS1ng a number of 
51111s that Vou worled 
hat-d to develop 

4 

S11ghtl y 
prefer B 

5 

Strongl y 
preter El 
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JOB A 

78. A Job wlth a supervlsor 
who respect Vou and treats 
you fell r 1 y 

1 

Strongl y 
prefer A 

JOB A 

Sl1ghtl Y 
prefer H 

79. A Job where there IS a 
real chance you could 
be lald off 

1 

Strongl y 
prefer A 

JOtl A 

,.., -
Shghtly 
preter A 

8'J. A Job ln \'ltuch ther-e 15 
a real chanc~ for- Vou 
ta develop new 5fllls 

3 

Neutral 

.' 

Neutral 

and advance ln the organl=atlon 

1 

Strongl y 
fJt-efet- A 

JOB A 

Sllghtl y 
prefer- H 

81. A Job wlth Ilttle freedom 
and Independence ta do 

-, 
-' 

Neutral 

your wor~ ln the way you thlnf 
best 

1 

Str-ongl y 
pretet- A 

511 ghtl Y 
prefer- A 

Neutral 

14 
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JOB tl 

A Job WhlCh provldes 
constant oppor-tunltles 
tor you ta l~arn new and 
lnterestlng thlngs 

4 

Sll ghtl )' 
prefet- tI 

JuB I-i 

Strongly 
prefer El 

H Job wlth llttle chance 
ta do challenglng wor~ 

4 

Sl1 ghtl Y 
pt-efer El 

JOB El 

Strongly 
preter- B 

A Job WhlCh provldes 
lots Dt vacatIon time 
and an excellent frlnge 
benetlts oacfage 

Sllghtly 
prefet- El 

JOB B 

':J 

Strongly 
pr-et er l::t 

A Job where the wor~lng 
condltlons are paer 

4 

Sllghtl Y 
prefer El 

5 

Strongly 
prefer B 
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J[tl, li 

B:'. H Job ~n tri VPt
O 

" 

setlstYlna teamwor~ 

r, -
tl t r (lrl ç,1l ~' SllÇJhtly 
111 121 er h ~q-efer (-1 

J CH, h 

00'. (..., Jt:,b wtu ch offE·rs 
clr rlll crlsll enOE 

., -
5trongly Sil ghtl Y 
prefer A prefer A 

-'-' 
NeLltr a 1 

llttle 

--' 

Neutral 

SECllm~ EIGHT 

JOB El 

A Job WhlCh allows you 
ta use your s~llis and 
abllltles to the fullest 
e.-:;te.-nt 

4 5 

Sl1ghtly Strongl y 
prefer E: prefer E! 

JOE: B 

,., Job WhICh reqLll res 'y 0'_' h 

tt.1 be completel y Isolë<-
ted fram co-wor-~ en 

4 5 

Sllghtl y Stt-ong 1 y 
prefer- B pr-efer B 

Blogr?ohlCal Bac~ground 

84. ~re VOU m~]~ or ferna]e 

40 - 49; 50 ëmd more 

86. What lS the hlghest level of educatIon you have flnlshed ~ 

Bachelor's degree Maste.-r' S degt-ee 

Dùctorate's Degree 

8i. How man\ years of teachlng experlence dO yau have ' 

- 4 13 - 16 :':5 and more 

5 - 8 17 - :20 

• 
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88. What levels have you taughl ~ 

Prlm~ry l&lementaryl Secondar\, 

89. What 15 'the name of t.he schoel ln ,~hlch }OL\ are teachlng ~. 

90. How many yeat-5 of e:.perlence ln the actual orgamzatlon do you 
have ..... 

Less thEn l 

- 4 1:. - 16 25 and mar e 

5 - 8 17 - ~O 

THANt 'l'DU FOR 'l'OUR COOPERHT lOI~ 

lb 
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Appendix B 

MeGill University 

Administration and Policy Studies in Education 

March 21, 1988 

The principal 

Dear --------

In the near future, as a Masters student from 
McGill UnIversity. 1 will be conducting research for a 
thesis entitled: "MotivatIon in secondary public school 
teachers". Your permissIon to conduct the study is 
required to survey the teachers from your high school. 
They will be asked to complete a questionnaire 
concernlng numerous factors which influence their work. 

Please be assured that both the name 
school and the identlties of your teachers will 
confidential. The results will be used only 
thesis purposes. 

of your 
be kept 

for my 

Your cooperation 
greatly appreciated. 
regarding any aspects 
hesItate to contact me 

with this project would be 
Should you have any inquirleS 
of the research, please do not 

personallY or at 695-3214. 

RespectfullY yours 

Nicole Fournier(Miss) 
Graduate Student 
McGill University 
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Appendix C 

McGill University 

Administration and POlicy Studies in Education 

March 28. 1988 

The teacher 

Dear Partlcipant 

Withln the next few weeks you wlll be receiVlng a 
questionnaire from MCGlll University graduate student 
who is conducting research on factors WhlCh lnfluence 
your work. Your input is very important to thlS study. 
It is essential to this research to receive an adequate 
number of responses and 1 would appreclate you taking 
tlme out from your busy schedule to complete the 
questionnaire and return lt withln the shortest delay 
possible. 

Thanking yoU for your understanding and your 
valuable cooperation, 

Yours sincerely 

Signature of the prlnclpal 

127 
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Appendix D 

McGill University 

Administration and Policy Studies in Education 

April 11, 1988 

Memo: To the teacher 

From: M1SS Nicole Fournier 

Re: Questionnaire from McGill Unlversity 

Dear participant 

Vour prlncipal has kindly granted permission for 
me to survey teachers in your school concerning teacher 
motivatlon in their work as part of my research for my 
M.A. degree from McGill University. The information 
received will provide the prlmary data for my thesis 
entitled: "Motivation ln secondary public school 
teachers" . 

Vour valuable experlence as a teacher wlth the 
Lake~hore School Board wlll provide us with important 
lnfot .aat ion WhlCh wi Il contribute great l y to this study 
and to research on teacher motlvation. We would 
appreclate you taking the time to complete the enclosed 
questionnaire assurlng you that your responses will be 
kept confidentlal. 

In order to avoid any bias on the researcher's 
part, a third party will assign an identiflcation 
number to each teacher in your school. This person will 
gather the consent forms and the questionnaires and 
after verification will turn over the surveys to the 
reseacher. 
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We hope to start the analysls in the near future 
and we hope that you would return the questIonnaire by 
April 29, 1988 through the inter school malI to LInda 
Gendron at John Rennie High School. 

We appreciate the time and effort you took in 
completing the questionnaire. Your cooperation will 
make this study possible and should yoU have any 
questions please do not hesitate to contact me at 697-
3210. 

Respectfully yours 

NIcole Fournier(Mlss) 
Graduate student 
Dr. C. Barnabe 
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Appendix E 

McGill University 

Administration and Policy Studies in Education 

Declaration of Informed Consent 

l hereby consent to participate ln the research 
study on teacher motivation to be conducted ln the 
Spring of 1988. The purpose of the research and the 
procedures to be followed have been described to me an 
1 clearly understand my commitment. 

l agree to allow the information from my 
questlonnaire to be used in the research report on the 
understanding that my identi ty will be kept 
confldential. l also understand that it lS my 
prerogative ta wlthdraw from the study at anytime. 

Date Signature 

Thank vou to aIl partlclPants and 1 assure vou 
that the information 1 receive will be used strictly 
for the purposes of the research and that your identlty 
will not be revealed. 

Nlcole Fournier(Miss) 
Graduate Student 
McGi11 Unlversity 
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Appendix F 

McGill University 

Administration and Policy Studies in Education 

Apri l 30. 1988 

The Teacher 

Dear participant 

You recently received a qUestlonnalre entltled 
"Job Diaqnostlc Survey". 1 requested your assistance 
with my research and many of you have already been k1nd 
enough to complete It and have promptly returned 1(. 1 
would l iké to take tllls opportuni ty to thank you for 
both the time and effort you devoted th1s proJect. 

If you have not yet completed the questIonnaire, 1 
would urge you to take a few mInutes from your very 
busy schedule to do so as your co-operatIon and 
contribution IS vital to this study. 

Once completed. the questionnaIre can be returned 
in the inter school mai~ envelope to Linda Gendron's 
attention at J.R.H.S. 

Thank1ng you 

Nicole Fournler(Mlss) 
Graduate Student 
McGill UnIversity 


