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Abstract

The broad objective of this study was to examine the nature and causes

of job satisfaction. This was pursued through a literature review of the

more popular theories and models pertaining to job satisfaction. Included -

in the review are summaries of Maslow's and Alderfer's need hierarchy
theories, achievemert motivation theory, Herzberg's motivation-hygiene
theory, expectancy theory, job characteristics theories, discrepancy
theory, equity theory, and studies relating to the clustering of facet
satisfactions.

The specific objective of this research was to test the efficacy of
a three cluster model of facet satisfactions. This was accomplished
through a survey which was completed by 267 Air Force officers attending
Squadron Officer School and Air Command and Staff College.

Conclusions reached by the study were that for Air Force officers in
the ranks of captain and major:

1. Job satisfaction is higher for older officers who have more time
in the service.

2. There is no evidence of a relationship between education level
and job satisfaction.

3. Non-rated officers are more satisfied with their jobs than rated
officers.

4, Work environment facet satisfactions are interpreted by employees
to form three clusters: job properties, interaction features, and organ-
ization policy variables.

5. The three clusters of facet satisfactions vary in importance to
overall job satisfaction with job properties being most important and

organization policies being least important.
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JOB SATISFACTION: LITERATURE REVIEW AND EMPIRICAL |

TEST OF A JOB FACET SATISFACTIONS MODEL

I Introduction

In our quest for a better environment, we must always
remember that the most important part of the quality
of 1ife is the quality of work, and the new need for
Job satisfaction is the key to the quality of work.

President Richard M. Nixon
Labor Day Address |
September 6, 1971 |

Background

Job satisfaction probably has received more attention than any other
aspect of industrial psychology. In 1976 Locke conservatively estimated é
the number of published articles and dissertations on the subject of job
satisfaction to be at least 3,350 (Locke, 1976:1297). Since then, of
course, a great many more studies have been published. Consideration of
the amount of effort expended on the study of job satisfaction immediately
brings to mind the question: "What is it that makes job satisfaction so
important?" A very brief historical note provides the answer.

During the early part of this century, the scientific management
theory proposed by Frederick W. Taylor (1911) dominated the study of work
behavior, This theory implicitly assumed that workers who received the
highest possible earnings with the least amount of fatigue would be
satisfied and productive (Locke, 1976:1298). Consequently, the majority

of research was conducted on physical working conditions and the effects

of rest periods.




In the 1920's Elton Mayo and his associates conducted extensive J
studies at the Hawthorne plant of the Western Electric Company in Cicero, \
I1linois (Roethlisberger and Dixon, 1939). These now famous "Hawthorne

studies" began with the scientific management type research question:

What is the effect of illumination on productivity? However, when the

workers failed to respond in any consistent manner, the Hawthorne

researchers shifted their emphasis to the study of worker attitudes. )
After years of study, the researchers arrived at the (then) radical con-
clusions that workers have feelings which affect their work behavior and

that the way workers perceive objective reality may be more important in

understanding behavior than the facts of objective reality (Landy and |
Trumbo, 1976:341). This marked the beginning of what has become known %
as the "human relations" school of management which has generated intense '
interest in job satisfaction. @
The human relations school of thought de-emphasized the importance
of economic rewards in favor of the social aspects of the work environ-
ment. The roles of the informal work group and supervisory practices in
workers' contentment became the central issues in organizational behavior.
The function of the industrial psychologist was seen as improving the
happiness of the worker. The implicit assumption was that the satisfied
worker produces more (Gruneberg, 1976:x). "In fact human relations
might be described as an attempt to increase productivity by satisfying
the needs of employees" (Vroom, 1964:181).
Through the 1930's and 1940's the human relations school dominated
the field of industrial psychology. Consequently, many studies during
that time were predicated on the assumption that high job satisfaction

led to effective job performance. Most individual studies failed to




support this tenet, but it was not until 1955 when Brayfield and Crockett
published a systematic review of the empirical data that the assumption
was finally laid to rest (Porter and Lawler, 1968:121-2).

The most recent school of management thought is referred to by many
as the "human resources" model. This philosophy views humans as being
motivated and satisfied by a complex set of interrelated factors which
stem from numerous wants, desires, and needs. Basic to the human resources
school are several assumptions about the nature of people. First, it is
assumed that people want to contribute on the job. Second, it is assumed
that many kinds of work are actually enjoyable. Jobs which are high in
variety, autonomy, responsibility, and so on, are seen as being meaning-
ful and leading to high motivation. Third, the model asserts that employees
are capable of making significant and rational decisions concerning their
work and that the organization 1s best served by allowing employees to
have more latitude in decision making. Finally, it is assumed that by
a2llowing employees to have more self-control in their work and by provid-
ing more meaningful tasks, the level of job satisfaction will be increased
(Steers and Porter, 1975:17-20).

It is apparent from the assumptions listed above that the human
resources school sees people as being internally motivated by jobs which
provide them opportunities to make significant contributions. The model
further asserts that the same factors which lead to high motivation and
performance also lead to high job satisfaction. However, there is no
assertion that the more satisfied worker necessarily will be more
productive.

Even though researchers now generally agree that job satisfaction is

not the cause of high performance, the relationship between satisfaction




and performance continues to be of interest. Lawler and Porter (1967;
Porter and Lawler, 1968) have suggested that the direction of causation

is from performance to satisfaction. In other words, high performance
leads to job satisfaction. This view has received moderate empirical
support. However, the most salient conclusion reached by many researchers
i1s that the satisfaction-performance relationship is more complex than

one causes the other and yet it is not understood (Greene, 1972;

Vroom, 1964:186).

During the last 30 years job satisfaction research has broadened
into many areas of employee attitudes and the work environment. Usually
the studies have not been theoretically oriented, but have been corre-
lational type investigations of job satisfaction with factors such as
age, sex, education, job level, absenteeism, etc. These more recent
studies indicate that organizational psychologists are now studying job
satisfaction not as a purely economic concern of industry, but simply
because they are interested in finding its nature and causes. This
approach is congruent with the recent interest in the quality of 1life
since job satisfaction is generally accepted as being a critical factor
in the quality of working life. "What happens to people during the work
day has profound effects both on the individual employee's life and on
socliety as a whole, and thus these events cannot be ignored if the quality
of 1ife in a society is to be high" (Lawler, 1973:63).

An extensive government study conducted during the early 1970's
concluded: "Because work is central to the lives of so many Americans,
either the absence of work or employment in meaningless work is creating
an increasingly intolerable situation" (Special Task Force, H.E.W.,

1973:1186). The Task Force report suggests repeatedly that the way to
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combat meagingless work is to redesign jobs to increase workers' job

satisfaction. "“The main conclusion is that the very high personal and

social costs of unsatisfying work should be avoided through the redesign
of work" (Special Task Force, H.E.W., 1973:194; emphasis in the original).
In addition to the importance job satisfaction plays in the overall
quality of life, many specific factors have been shown to be related to
job satisfaction. Numerous studies have concluded that job satisfaction
influences absenteeism and turnover (Dachler and Schneider, 1978; Lawler,
1970:225; Porter and Steers, 1973; Smith 1977; Steers and Rhodes, 1978;
Vroom, 1964:175-8). Many researchers have found job satisfaction to be
significantly correlated with such varied outcomes as life satisfaction,
self-esteem, depression, psychosomatic illness symptoms, work-related

fatigue, work-related accident rates, physiological disfunctions like

ulcers and heart disease, work-related use of narcotic drugs, and on-the-
job destructive behavior such as theft and sabotage (Landy and Trumbo,

1976:359-62; Locke, 1976:1328-34; Seashore and Taber, 1975:359-60; {
Vroom, 1964:175-87). It is obvious from this list that the motivation

to study job satisfaction is still very strong.

Purpose of this Study (Daspit, 1978:70-92)

This research is a follow-up to a thesis written by Captain Paul i
Daspit, Air Force Institute of Technology section GSM-78S. Captain
Dasplt performed an extensive literature search and integrated the
popular contemporary theories of work motivation into a comprehensive
work motivation model. The purpose of this research is to more deeply
investigate one aspect of Daspit's model and to empirically test that
part of the model.

Daspit's model is patterned after the expectancy model proposed by




Porter and Lawler (1968); however Daspit expanded the model significantly
to account for the motivational factors explained by the various other
theories.

This research will focus on one specific area of Daspit's model: the
work environment facet satisfactions. Daspit based his model on the premise
that there are two levels of job satisfaction: facet satisfaction and over-
all satisfaction. The overall satisfaction is a weighted sum or product or
some other aggregation of the facet satisfactions resulting from different
aspects of the work. Examples of facet satisfactions are satisfaction with
pay, working conditions, status, and autonomy. As the examples demonstrate,
facet satisfactions result from job performance related outcomes as well
as organization membership related situations.

Based on research by Katz and Van Maanen (1977), Daspit further
divided the work environment facet satisfactions into three segments: job
property, interaction features, and organization policies. Job property
satisfactions, the first segment, are intrinsic to the individual; that is
they are administered by the individual to himself. The interaction feature
and organization policy satisfactions are extrinsic to the individual; they
are awarded to the individual by the organization or other external agent.

The three clusters of facet satisfactions are the result of identically
clustered job outcomes which are mediated through psychological states.

For example, the job property outcomes such as task variety, challenging
work, responsibility, and autonomy lead to the psychological states of
experienced task meaningfulness, experienced task responsibility, and
experienced job/task challenge and variety. These psychological states in
turn lead to the facet job property satisfactions. The level of satisfac-

tion is determined by the individual's perceptions of the equitableness,




or fairness, of the outcomes received. Simply stated, job outcomes as
experienced (or perceived) by the individual result in job satisfaction
to the extent that the individual perceives the outcomes to be equitable.

The three clusters of outcomes which lead to facet satisfactions are;

Job Properties - Task Variety

Challenging Work

Responsibility

Creativity

Achievement of Internalized Goals

Independence (Autonomy)

Ability Utilization

Task Significance

Performance Feedback (from the work itself)
i Closure or Cor ,leteness of the Job

Interaction
Features - Participation
Performance Feedback (from clients, co-workers
or supervisors)
Colleague Assistance
Supervision
Recognition (from clients, co-workers or
3 supervisors)
Other Workgroup Relations
Organization
; Policy - Compensation (amount, equity and practices) |
Promotion (fairness and opportunity) f
Advancement ;
Training I

Fringe Benefits §
Hiring and Staffing i

Based on the preceding discussion, the broad objective of this study I3
is to investigate the nature and causes of job satisfaction. This objec- 5
i tive is pursued primarily through the literature review which follows in 4
| Chapter II. The specific subobjectives of this study are to gather data

and test six hypotheses relating to job satisfaction. Several fairly
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standard hypotheses are examined, but the primary emphasis of this study

is on testing Daspit's three cluster model of facet satisfaction. Since

detailed theoretical development of each hypothesis is in Chapter III,

they are simply 1listed here.




Hi: Job satisfaction increases with age, longevity, and rank,
H2: Job satisfaction decreases with education level.
H3: Job satisfaction differs with aeronautical rating.

H4: Objective work environment outcomes are interpreted
by employees to form three clusters: job properties,
interaction features, and organization policy variables.

H5: Work environment facet satisfactions are interpreted
by employees to form three clusters: job properties,
interaction features, and organization policy variables.

H6: The three clusters of facet satisfactions vary in
importance to overall job satisfaction with job
properties being most important and organization
policies least important.

Limitations

The 1limitations to this study are the following:

(1) The study is limited by the extent of the literature review.
Due to the voluminous amount of data on job satisfaction, total coverage
is impossible. The more popular theories of the nature and causes of job
satisfaction are covered thoroughly.

(2) The study is limited by the sample selected for the empirical
test. The sample consists of a randomly selected portion of the students
in a Squadron Officer School class and an Air Command and Staff College
class. The Squadron Officer School sample is representative of Air Force
Jjunior officers. However, the Air Command and Staff College sample
represents a select few of the more "successful" senior captains and
majors in the Air Force. The generalizability of the results of the
hypotheses tests is limited to the portion of Air Force officers repre-
sented by the sample.

The next chapter contains a review of the literature relating to

Jjob satisfaction.
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IT Literature Review: The Nature and Causes of Job Satisfaction
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As mentioned in the previous chapter, much of the research on job
satisfaction has not been based on strong theoretical statements. In
fact, almost all the theory available on job satisfaction is the result
of theoretical studies on worker motivation. In many of the motivation
theories, satisfaction is an explicit outcome of designing the job to
motivate the employees. In other theories satisfaction implicitly fol-
lows from need fulfillment or the satisfaction of primary drives.

Prior to the literature review, a section is devoted to defining

several of the terms used throughout this thesis.

Definitions of Terms

Definitions of job satisfaction vary from the very simple "a feel-
ing which develops when you approach or anticipate approaching the job"
(Landy and Trumbo, 1976:361) to many paragraphs (or a chapter) filled
with complex psychological concepts. This section presents definitions
of several terms related to job satisfaction study, and a working defi-
nition of job satisfaction itself,

OQutcomes and Rewards. A job outcome is an object received or an
event perceived by an individual which results from some facet of the
work situation. This is a very troad term. Outcomes can be material
objects awarded by the employer such as money; non-material items awarded
by the employer such as rank; responses from interaction with co-workers
or clients; or internal "feelings" resulting from some aspect of the job,
for example, feelings of accomplishment or frustration., Outcomes can be
either valued or disvalued by the individual; for example, a rodeo cowboy

most likely values the pay and prestige that come from winning the bull

9




riding event, but he surely disvalues a broken arm which is also a pos-
sible outcome of that event.

Rewards are the desirable outcomes that result from the job or work
situation. The concept of rewards has received a great deal of attention
from researchers--one study systematically identified and categorized
1500 job rewards (Pritchard and Shaw, 1978). Often, when discussing Jjob
satisfaction, the term rewards is used almost exclusively. It should be
kept in mind, however, that the presence of disvalued outcomes is very
important to considerations of overall job satisfaction,

Intrinsic versus Extrinsic Outcomes. A major distinction which has

received widespread attention from researchers is the intrinsic-extrinsic
dichotomy. This distinction has been used in describing such things as
outcomes, motivations, values, and satisfactions. Additionally, researchers
have used the intrinsic-extrinsic differentiation when referring to indi-
vidual traits or states, when characterizing the work environment, and
when describing individual behavior (Broedling, 1977). The usage has
become so diverse that considerable confusion has resulted among psychol-
ogists as to the definitions of the terms and appropriate classification
of particular outcomes into intrinsic and extrinsic categories (Dyer and
Parker, 1975). 1In an effort to allay the confusion, Brief and Aldag
presented the following definitions:

An intrinsic work outcome is an object or event

received or experienced by a worker during or

following the completion of a set of task be-

haviors which is self- or task-mediated in that

the involvement of a source external to the

task-person situation is not required for deliv-

ery to take place...

An extrinsic work outcome is an object or event
received or experienced by a worker following
the completion of a set of task behaviors which

10




is dependent on a source external to the imme-

diate task-person situation for delivery to

take place (Brief and Aldag, 1977:497-8).
The operative part of these definitions is "source external to the task-
person situation." This term refers to "all environmental elements other
than the worker and the object or objects being processed by the worker"
(Brief and Aldag, 1977:497). The intrinsic-extrinsic distinction 1is
extremely important in several theories of job satisfaction.

Job Satisfaction. As mentioned above, the definitions of job sat-
isfaction vary from the simple to the complex. Based upon the foregoing
discussion of job outcomes and rewards, it is logical to begin by defin-
ing facet satisfactions.

Given that a job or work situation has a number of possible outcomes,
it follows that each outcome has the propensity to lead to satisfaction
or dissatisfaction. This leads to the concept of facet satisfactions:
an individual's affective response to the favorableness or unfavorable-
ness of specific facets of the job, such as pay, autonomy, task variety,
and co-worker interaction, The concept of (if not the specific term)
facet satisfactions is a part of many theories of job satisfaction
(cf. Hackman and Lawler, 1971; Hackman and Oldham, 1976; Herzberg,
Mausner, and Snyderman, 1959; Kalleberg, 1977; Lawler, 1973:74+; Smith,
Kendall, and Hulin, 1969; Vroom, 1964:102-3,279-80).

Overall job satisfaction can be formulated as some type of combin-
ation of facet satisfactions, for example, a weighted sum, average, or
product. It should be noted, however, that the relationship between
facet satisfactions and overall satisfaction is neither fully nor consist-

ently explained by such mathematical relationships. Conceptually, positive

facet satisfactions would lead to increased overall job satisfaction while

1




negative facet satisfactions would lead to decreased overall job satisfac-
tion. However, not all facet satisfactions are necessarily weighted
equally (Lawler, 1973:77-8; Wanous and Lawler, 1972).

Overall job satisfaction is, therefore, the overall affective orien-
tation an individual has toward his or her work situation, the "“pleasur-
able or positive emotional state resulting from the appraisal of one's
job or job experiences" (Locke, 1976:1300).

It is important to note that this definition places individual per-
ceptions in a preeminent position with respect to job satisfaction. An
individual's affective reactions are based on perceptions; these percep-
tions may or may not accurately reflect reality (Porter, Lawler, and
Hackman, 1975:24-5, 48-55).

It is worthwhile to explicitly address what job satisfaction is not.
Sometimes the job attitudes of intrinsic motivation, involvement, and
satisfaction are treated as being one and the same. Intrinsic motivation,
however, relates to the affective force upon an employee to perform well
because of some subjective rewards or feelings that he or she expects to
receive or experience as a result of performing well (Lawler and Kall,
1970:306). Job or work involvement is the degree of psychological iden-
tification an individual has with his or her job or work organization.
"Involvement may be thought of as the degree to which the job situation
is central to the person and his identity" (Lawler and Hall, 1970:311).
These attitudes may well be correlated with job satisfaction; however
they are not the same (Cummings and Bigelow, 1976; Lawler and Hall, 1970).

The remainder of this chapter presents brief descriptions of several

of the more popular theories and models of job satisfaction.
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Need Fulfillment Theories

Many of the theories and models of job satisfaction (and motivation)
are based on the concept that "job satisfaction will vary directly with
the extent to which those needs of an individual which can be satisfied
are actually satisfied" (Schaffer, 1953:3). As a matter of fact, some
type of a need fulfillment model provides the theoretical framework for
most concepts of job satisfaction.

Generally speaking, the basic need fulfillment model is simple.
People are assumed to have needs, wants, or desires, The job is assumed
to have a number of characteristics which provide outcomes. If the job
incumbent perceives the job characteristics as fulfilling his or her needs,
the result is satisfaction with the job. Figure 1 illustrates this

simplified model.

Characteristics

Job
Attitudes

Need
Fulfillment

Outcomes

Figure 1. Simplified Need Fulfillment Model

Salancik and Pfeffer (1977) identify five general components of
need fulfillment models.

1. There is an assumption of causality which begins with the job
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and its characteristics. Job characteristics are considered the stimuli

which lead to an attitude in the person.

2‘

Attitudes are conceived of as reactions by people to their envi-

i
3
£

ronment. Authors differ about whether the reactions are affective or

cognitive, and there are differences about how the resulting attitudes

are manifested by individuals.

3.

Needs are conceptualized as relatively stable characteristics of 3

people. Many authors assert that need strengths change, for example,

Alderfer (1972) and Maslow(1954). However, according to Salancik and !

{
Pfeffer, the underlying assumption in need fulfillment theories is that

the needs themselves are fixed characteristics of individuals.

“-

Need satisfaction models generally take job characteristics to

be realities in the environment to which the individual responds. Some

e T o e e i

; theorists speak of perceived job characteristics, tut they do not propose

that job characteristics are social constructions--that is, created in
and for a particular social context.

5. The final component of need satisfaction models is the functional

relationship of needs, job characteristics, and attitudes. Many theorists

propose mathematical models to explain this functional relationship,

several of which are presented later in this chapter.

The theories presented in the remainder of this section are based on

the need fulfillment concept of job satisfaction. Some of these theories--

specifically Maslow's need hierarchy theory and Existence, Relatedness,

and Growth theory--simply identify the human needs which cause certain

behaviors and attitudes. Herzberg's motivator-hygiene theory and the

various job characteristics models offer prescriptions for designing jobs

for maximum employee satisfaction and motivation. The final theory

14
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reviewed in this section, expectancy theory, presents a detailed model of
the process by which employees are motivated and become satisfied. 1In
other words, expectancy theory describes how one decides to behave in
order to fulfill needs and experience satisfaction,

Maslow's Need Hierarchy Theory. One of the older and more popular

models of human behavior is Maslow's need hierarchy theory (Maslow, 1943;
1954; 1970). Maslow's theory is based on two fundamental premises. First,
humans are seen as being motivated by a desire to satisfy certain types of
needs. The theory asserts that people have five basic categories of needs:

1. Physiological needs, such as food, water, air;

2. Safety needs, such as freedom from harm;

3. Love or belongingness needs;

L4, Esteem needs, including the need for mastery and achievement and

v the need for recognition and approval of others; and

5. Self-actualization need which is defined as "the desire to become
more and more of what one is, to become everything that one is capable of
becoming" (Maslow, 1954:91-2).

Maslow states that to the extent that 2 need is unsatisfied, tensions
are produced within individuals which cause them to behave in manners
which lead to satisfaction of the needs and consequent reduction of the
tensions., Once a need is satisfied, it no longer produces tensions lead-

ing to behavior. In other words, "a satisfied need is not a motivator"

(Maslow, 1954:105). The one exception to the increased satisfaction-

decreased importance pattern is the self-actualization need. For this
need increased satisfaction leads to increased need strength: '"When we
examine people who are predominantly growth-motivated . . . gratification

breeds increased rather than decreased motivation, heightened rather than

15

L e AT T B A

. it “—1ﬂﬁﬂhﬁh-ﬁn-.n-hh-u-u--ﬂlhnuuﬂ.uiﬁﬂ...h.ﬂﬁ.ﬁﬂiﬂ‘dﬂ‘
oot i .




lessened excitement" (Maslow, 1968:30).

The second premise fundamental to Maslow's theory is that the five
needs are arranged in a hierarchy (from low to high as given above) such
that the higher needs are not motivating until the lower needs are satis-
fied. This implies that for a given individual at a given time, one class
of needs will be more salient than any other., Then, as those needs become
satisfied, needs at the next higher level will become stronger. (Figure 2
shows a model of Maslow's hierarchy of needs.) This prepotency concept
has a great deal of intuitive appeal, expecially when referring to the
lower level needs. Additionally, there is evidence from studies on star-
vation and thirst which strongly suggests that when the basic biological
existence needs are not satisfied, higher order needs do not come into

play (Keys, et al.,1950; Wolf, 1958).

Social
Needs
Safety
Needs
Physiological
Needs

Figure 2, Maslow's Hierarchy of Needs

Maslow suggests that a hierarchy of needs is a universal character-

istic of humans. However, he does specify that the five-step hierarchy

16

T R TR A

-n-u-uu---nh-i"*'-"*-""“‘“‘“""-.""-i..“"-““



named in the theory is not a rigidly fixed order that is the same for

? all individuals. Especially in the case of needs in the middle of the
hierarchy, the order may vary from person to person. Maslow further
specifies that movement up the hierarchy is a long term affair. In fact,
he speculates that the hierarchy may take an entire lifetime to unfold

(Maslow, 1970:20).

Alderfer's Existence, Relatedness, and Growth Theory. A second need

1 hierarchy theory which has received considerable attention is Alderfer's
Existence, Relatedness, and Growth (ERG) theory. This theory proposes
] three rather than five needs:
1. Existence needs include all the physiological and material needs;
2. Relatedness needs are needs for relationships with significant
other people; and

3. Growth needs are the needs which cause an individual to be

creative or productive (Alderfer, 1972:10-1).

Alderfer asserts that these needs are arranged in a hierarchy (from
low to high as given above) but he does not assign a prepotency to the
needs as Maslow does. ERG theory allows for all needs to be motivating
at the same time, and it allows for an individual to move up and down the
hierarchy readily as needs are satisfied or frustrated.

Other than the number of basic needs and the prepotency of lower
level needs, Alderfer's theory is very similar to Maslow's. The lower
level needs are seen as decreasing in importance as they are satisfied,
and 1ike Maslow's self-actualization need, Alderfer's growth need becomes
stronger as 1t is satisfied. Figure 3 shows the relationship of Alderfer's
and Maslow's theories.

Implications of the Need Hierarchy Theories. Maslow's and Alderfer's
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MASLOW ERG
CATEGORIES CATEGORIES
Physiological
Existence

Safety-Material

Safety-Interpersonal

Love (Belongingness) Relatedness

Esteem-Interpersonal

Esteem-Self-confirmed

Growth
Self-actualization

Figure 3. Comparison of Maslow and ERG Concepts
(Alderfer, 1972:25)
need hierarchy theories are applied to job satisfaction by assuming that
if outcomes from the job provide for fulfillment of the needs, the work
situation will be a satisfying experience. The hierarchical concept has
received a great deal of attention from organizational psychologists. If
the concept is valid, it can provide a valuable tool for predicting what
outcomes are likely to be important to employees. The hierarchy theories
suggest, for example, that if people "have tenure'" and their lower level
needs are satisfied, they will be more concerned with self-actualization
and growth. The theories further suggest that an organization can satisfy
employees' lower level needs, such as security, but it can not provide
enough growth and development to satisfy employees' higher order needs.
A number of empirical studies have been less than totally supportive
of the need hierarchy theories presented here. 1In a five year longitu-

dinal study, Hall and Nougaim (1968) found almost no support for Maslow's
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