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SYNOPSIS
This research into management motivation, in the Naéional
. Coal Board, indicatgs motivation differences between identifiable grohps.
The motivation factors established by Professor F. Herzberg are used as
the bases of comparison of gréups composed on the basis of age, salary
leQel; organisational level, professional tréining and number of dependents.

The technique of Management by Objectives is applied by the
organisation as a motivational tool, and its value is assessed.

A review of the subject literature is made, including academic
and research based theories. In addition a review is made of practical
applications of "job enrichment",

The research was carried out in an Area organisation of the
National Coal Board, using a structured interview techpique involving
tﬁe completion of a standard questionnaire, leading to a quantified reply
for each individual. Staﬁistiqal.ﬁypothe;is testing is used to determine
significant differences between the groubs.

The }esearch concludes that all the motivatorannd hygiene
factors specified by Herzberg are represented amongst the personnel
examined, but in varyling stréngths. Knowledge of these variances can
provide guidance when seeking to motivate personnel. For.example; the
under 45 year olds are most susceptible to the advancement, possibility

of grdwth and achievement moti#aﬁors; the older personnel are more

Iy

responsive to the repognition of achievement and work itself.
As far as the use of "MBO" is concerned, appraisal interviews
are not giving rise to many significant dissatisfactions, nor are they
gstimulating motivation to work., The potenfialbcontribution of the technique
is geing lost.
| Success criteria for the research are specified in the

introduction of the work, and subsequéntly examined, !
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Ae. INTROOLUCTION

1, Definition of the Subject

The principal subject area involved in this project is thaf of
motivation, Some people work hardér than othoers, some less hard, Why is
this? Are some people idle by nature, whilst others cannot prevent themselves
from working? Alternatively are there underlying causes which account for
these differences? \

In comparatively recent times the behavioural scicnces have been
developed. The fundamental assumption lying behind behavioural science
research is that, except for certain automatic behaviour, (e.g. breathing,
blinking, etc.), all behaviour is caused. People respond to certain stimuli
in different ways. It may be more accurate to say that, in general, people
respond similarly to similar stimuli, but the strength of reaction varies with
the individual, considerably influenced by his personal characteristics and
previous learninge.

The concept of motivation refers to this reaction strength, implying
that underlying behaviour one finds a '"push", or a "motive", or 'want'", or
"need", or 'drive'.

The three principle theorists in the field of motivation are Maslow,
Herzberg and Vroom. (RUFS. 1, 2, 3 & h).A Whilst the works of all three have
much to commend them, the author has singled out, for practical use, those of
Frederick Herzberg,.

Herzberg and others (REF. 5) have performed considerable practical
rescarch ih support of the original hypothesis. In general, research has
been concentrated on professional people rather thon the shop floor. For this
reason, plus an intluitive appreciation of the value of the theory, the author
feels that Herzberg's findings are'pérticularly applicable to this research.

This project does not seek to yalidate Herzberg's findings but,

rather, accepts them and utilises them to form a basis for research.



In recent years "Managemgnt by Objectives" has emerged as one of
the most popular techniques employed by organisations to improve management
effectiveness. The aim of the technique is to better "fit" the goals of the
individual with those of the organisation, to make them more compatible. -

In so doing, it is considered that the individual's work for the organisation
better fulfils its needs, and the increased satisfaction for the individual,
from doing a better job, further increases his motivation to work.

» As far as this project is concerned it is not possible to perform
an "attitude to work" survey, before and after the introduction of MBO,
because the technique has been in use for some time in the organisation
investigated. As a '"second best" measure the research seeks to determine
theAattitudes of individuals to MBO. The a;sumption is made that the
population invesfigated is capgble of appreciating tangible benefits of the
techniques, in terms of improved work performance. Therefore their attitudes
to the use of such techniques should provide a measure of the value of MBO.

In common with all organisntions there are considerable differences
in circumstances ofrindividuals (e.g. age, pay, job, dependents and training).
An attempt is made to analyse results so as to identify significant
motivational differences with individual's cicumstances.

2. Scope and Significance

All organisations are composed of people, who perform the functians
necessary for it to remain a viable entity. No organisation opera£es in
isolation; all are affected by their external environment. In some way,
all organisations have competitors. Their performance must be close to that
of Lheir competitors if they are to survive.

Performance is a function of technology, opportuqity and human
endeavour. The latter makes up the dynamic element of performance, for without

it, technologyy cannot advance and opportunities are missed. 7Thus, an

individual's motivation to work is a vital element in the success of any



organisatiun. In so far as an organisation's employees are as motivated as
Lthose of ils competitors, the organisation will survive. In so far as their
motivation is greater they will prosper.,

For some time, companies in the U,S.A, have been interested in the
application of motivation theory, and this interest is growing in the U.K.
Any company that ignores the available knowledge in this field is running a
high risk of failure. The chances are #hat competitors, armed with superior
knowledge, will make advances, and thus:cause the contraction and ultimate
extinction of the organisation.

Management makes up the nervous system of the corpor#te body.
Without an efficienl nervous system, the entity experiences difficulty in
unified efforts, and is unlikely to survive in the face of superior
opposition. 7The motivation of management then, is particularly importani to
a firm's well-being,

At present few organisations wculd claim to be particularly
successful in motivaling management. Success tends to be random, and more
associated with fortune than planning and control. There is considerable
scope for a deliberate and professional approach to motivation, based on the
findings of behavioural science.

%. Objectives

a) The principal objectives of the research are, to reach useful
conclusions on an aspect of the collaborating establishments organisation,
and to provide a beneficial training, to the author, in the solution of
practical management problems. The research should form a sound basis for
the dgafting of this thesis, desiéncd to satisfy the requirements of the
C.N.A.A. tor the degree of Master of Philosophy.

b) The specific objectives are:~

i) To suggest ways in which the organisation researched,, can

improve the motivation to work of its employces, allowing for individual
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differcnces.,

ii) To determine the value of the existing formal technique,
Management by Objectives, as a means of improving the motivation to work
of employees.

c) Success criteria :-

. 1) Positive practical suggestions are concluded from the research.
ii) Significant differences in motivation needs of individuals,
with differing circumstances, are detected.
iii) Acceptance of the thesis by the C.N.A.A. as satisfying their
standards for the award of the degree of Master of Philosophy.
iv) Implementation of the findings by the collaborating
establishment.,
v) Improvement in the author's performance at work upon
completion of the rescarch,
4, Constraints

In order that the research can proceed and responses be forth-
coming, it is necessary that the method and questions be acceptable to all
participants. Inevitably this constrains the range of questions and methods
that can be employed.

The author has limited knowledge and experience of the subject area
involved and this is a major constraint on the research, even though
specialist knowledge is available in the Management Studies Department of
Sheffield Polytechnic. It is probable that superior knowledge and techniques
are available than those used, but this is of no moment if they are not
unearthed by the author.

The findings of Herzberg on the work motivation of other work
groups are accepted for use. Ideally the motivator/hygiene factors for the
organisation sampled should have been determined independently, using

Herzberg's method. The acceptance of his range of factors limits responses



to them, It is possible that other factors are responsible for the
motivation and demotivation of the work group examined.

The management stratum selected is limited in size to the North
Derbyshire Area of‘the N.C.B., The result is that sample sizes available
for research are rclatively small,

Se General Information

a) Organisation examined

The organisation examined is the North Derbyshire Area of the
National Coal Bourd, with headgquarters at Bolsover, near Chesterfield. The
Arca is one of 13 cmployed by the N.C.H. in its coal production sector. On
average iAreas are designed to have a production capacity of approximately
9 million tons per annum of coal at a productivity rate of approximately
k5 cwts. per man per shift. The North Derbyshire Area currently has a
budgetted capacity of 7.8 million tons per annum, at a productivity rate of
60.2 cwis. per man per shift. The Area's favourable productivity record
is offset by the relatively low proceeds received for its products. The
Arca is workingAa relatively old coalfield and is reduced to production
from poorer auality seams of coal than were formerly available,

In recent years the Area's production capacity has reduced through
closure of exhausted collieries. Output is currently stable, but must
continue to decline in 4 - 5 years time. The effects of closures, and the
fact that most collicries have short lives compared with those in neighbouring
Arcas has resulted in the average age of employces being relatively high.

There are twelve operating collieries in the Area producing
annual tonnages ranging from 250,000 to 1,500,000 plus, with manpower
complements from,apsproximately, 300 to 2’000.

Historically the organisation relies on autocratic leadership,
but is making great efforts to develop more participation in order to improve

the comiitment of eumployces to its objectives, and thus improve performance.



Conditions of employment of staff are relatively good and have
shown improvement in recent years. In most cases they are comparable with
those provided in other local industriese.

A map of the Area, showing the locations of production and other
facilities is produced as Appendix I. As can be ajpreciated, despite its
large overall geographical size, operations are concentrated in a compact
area, centred on Bolsover, Some of the communication problems, formerly
associated wilh operations in the Ilkestoh/ﬂeanor area have been eliminated
by colliery closures for exhaustion of reserves.

A formal organisntion chart for the Area is presented in Appendix II.

b) Personnel Selected

. The personnel sclected for investigations are all heads of
department ‘sections at Area level, or department heads at colliery level.
These segments of middle management are selected for their activitices being
rel;tively functional, as opposed to general supervisory or policy selting.
They are directly responsible for the performance of tangible tasks, and
their work efforts directly and immedicstely affect the performance of the
organisation.

All section heads of departments are interviewed (a total of 22),

but only departmental heads at two collieries (a total of 11).



B. PROJECT SELECTION

1., Constraints

a) The prime influence on the selection of the subject for the
project is the author's opinion that he couid most bonofit from the tackling
of a problem in an area in which he hés little or no previous experience.

This opinion is reinforced by the belief that the principle objective with
respect to a rescarch project for a M. Phil. award, should be the improvement
of the researcher's wo;k performance., There seems little practical value

in pursuing a problem area in which the author can gain experience in the
course of his usual job.

b) The subject area selected, however, should not be so far divorced
from the author's operating field as to be of extremely low praétical value
in thé future. The implication of this seems to be that .the subject should
bé of a general nature, common to all segments of the organisation.

c) If a problem is to be meaningful, its solution should be of
practical value to the organisation. Text book problems are unlikely to
elicit the maximum co-operation of the organisation and individﬁal participants.
Maximum co-operation is only likely to be forthcoming where participants
perceive benefits that may accrue to them from the rescarches In addition,

a .text book study could not provide the author with the personal
satisfaction for which he feels a need. The expenditure of so much time and
effort should leéd to knowledge of some practical value.

Summarising thése points into three principle criteria for selection:-

Criterion 1; The problem should be a subject area in which the
author's previous experienée has becen limited.

Criterion 2; The subject should be of a general management nature,
in an area not too rcmote from those in which the author is likely to be
involved in his work situation,

Criterion 3; The solving of the problem should be perceived as

having some practical utility to the organisation.



2, Alternatives

The three criteria specified above eliminate problems of a
technical engineering, production conirol or planning nature. Possible
subject arecas are therefore:-

a) Marketing management

b) Financial management

c) Personnel management

The decision of the general subject area among these fhree
alternatives is largely a matter for personal prefercnce, for the organisation
faces a number of significant problems in all of them. Lord Robens (Ref. 6),
however, identifies the principle problem area facing the coal industry, (and
indeed industry in general), as that of "hﬁman engincering". The potential
work performance improvements are greater from this area, than from likely
technical advances. In addition capital expenditure to‘achievcbsuch
improvements is likely to be minimal, Indeed if advances in this area are

achieved, then advances in other fields should follow as a natural consequence.

3e Specific Problem Areca

Having selected personnel management as the gencral subject to be
investigated, it remains to identify a specific problem arca and, beyond that,
a problem per se.

In the opinion of Tom Lupton (Ref., 7), ifl personnel management is to
survive as anything other than an administrative aid to management, it must
apply the findings of behavioural science to the industrial situation.

For many years cash incentives, or threats of sanctions have been
used in attempts to improve work performance. The success, or otherwise, of
such methods is open to debate, but there is considerable evidence to suggest
that the effects of such methods tend to be short lived, and expensive in

terms of [inance and supervisory cffort,
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One answer to improving work performance, which lies within the
influence of managers is the creatién of a working envitonment, both
physical and mental, ih which the individual desires to work, without the
necd for cash incentives or threats.

An individual may be highly motivated to work and be highly
productive, but if his efforts are not directed towards key objectives of
the organisation, then much effort will, in effect, be dissipated. Therefore,
not only is the problem of inciting work activity, but also one of directing
any resultiant activity towards organisational goals. The N.C.B. has accepted
M.B.0. as a management tool to achieve this latter point,

Properly applied, M«B.0. techniques are likely to increase the
motivation of participants, by creating greater involvement of individuals
in organisation affairs. A more significant contribution, however, is
likely to be the improvement in effectiveness of work activity, by improvement
of the direction of work efforts.

The problems selected to satisfy, as near as possible, all
requirenents is "the motivation of managers'!, or more specifically ''the
determination of the principle factors in the motivation (or demotivation)

of managers within the North Derbyshire Area of the National Coal Board#,



ce LITERATURE REVIEW

1. Introduction

Motivation is probably, potentially, the area of behavioural
scicnce in which the application of current theories could most benefit work
organisations and their employees. A motive, by definition, as a determinant
of behaviour, is a féctor that incites the organism into volﬁntary action,

(as opposed to involuntary or reflex actions).

With the increasing size of organisations, and increasing specialis-
ation, it is common to find individuals with drab, uﬁinteresting jobs, whose
main preoccupations appear to be the end of the working day and monetary
reward at the end of the working week. Not only does the individual suffer,
but so does the organisation from reduced work performances.

Motivation is a term which implies three things; need, the objectives
or goal to satisfy that need, and the behaviour required to achieve the goal.
In the last 20‘- 30 years a number of notable psychologists and manégenmnt
thinkers have made contributions to the understanding of motivation. Foremost
among them are Maslow, Herzberg and Vroom. Othér significant contributions
have been made by McGregor, Argyris, Lawler and Porter, Opsahl and Dunnette,
Likert.

This review attempts to outline the ideas of the foremost thinkers,
and to reconcile their individual contributions. Further reviews of the
literature concerning research based in this field and industrial éxperiences.
are presecnted.

2. Theorieé
a) "Scientific Management" - (Refs 24)

Around the turn of the century, F.¥, Taylor (Ref: 25) was
influential in the founding of the "scientific management!" movement.

His principles involved the scientific evaluation of the movements

to perform a given task, in order to determine '"the one best way". Having



determined the '"one best way" he proposed piecework incentives as a means to
motivating emﬁloyees to perform.

Scientific management emphasises threg chafacteristics of a
successful work organisationj efficientj, staﬁdardisétion of jobs, aﬂd
discipline and hicrarchial'éuthority.v

Its principles have been developed to cover tool design and plant
layout. However, "the conception of man is not faf removed from that'of an
automaton, whose performance can be imﬁroved by the application of logical
engineering principles and simple economic incentives." (Ref; 24, pp 16)

Expérience has shown' that sciéﬁtific management dbes not always
work. The problem isvfhebhuman factof, "that cdﬁplex; elusive, emotional;
social, and sometimes non-rational being, whose behéviours comprise the
substance of the organisation." It is apparepyvthat there is a discrepancy
between the tradiiional thecory and'the'éctuditbehQVibﬁr of orgénisétions;
between the way orgaﬁisations should,Wbrk;énd’the way they do work. The
Hawthorne research (Ref: 26) made it clear that socio-psychological
principles of behaviour appertain to the work situation,

b)  Abraham H. Maslow - "The Hierarchy gf'Needs" ~(Ref: 1)

Probably the most widely accepted theory of human needs is that of
Abraham Maslow, who developed a hierarchial structure. Maslow says that the
human being is not born with a complete set of needs. Like any other animal,
he is dominated at birth by the need to survive. VHe must -eat, drink, rest
and defecate., Until these needs are relatively well met and no longer require
all a>man's energies, the second and higher order of needs, the safety néeds,
assume no importance. Safety needs include security and order in the
environment as well as the physical security of the individual. The young
child spends a great deal of time asking questions in an attempt to |

categorise and give structure to the environment around him.
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Once he feels safe, and perceives a coherent structure in his
environment, the third, and again higher lefel of need will begin to
preoccupy him. This is the need for love and "belongingness'", for intense
and affectionate relationships with othef individuals, and for membership of
groups whose beliefs and attitudes he can share;»

When this need is being satisfied the esteem need can emerge,
increasing the individual's appetite for success, self respect, and the respect
of otherse.

When survival is assuréd, when the world begins to make sense, when
love and comradeship have been found andbhé is conscious of his own worth,
the individual is free to express his own potential, and to exercise his
capabilities, The need to "self actualise" is the most mature need of alle
(See Appendix 4 for Maslow's hieraréhy of ﬁeed;).

Maslow says that certain needs'take.precedence over others if both
are unsatisfied at the'same time. For examble, "the ambitious man who is
lost in the desert‘pgys attention to his thir;t, not his ambition". (Ref: 11,
pe2u). |

The lower order necds are the prime determinants of behaviour where
higher ones are also present. When lower order needs are satisfied higher
ones méy become behaviour determinants,

Man is a perpetually needful dnimalf The satisfaction of these
needs is not totally mutually exclusive, but there is a tendency for this. At
any one point in time a person is usually partially satisfied and partially
unsatisfied in all of his needs. The hierarchy is, however, usually observable
in an increasing percentage of non-satisfaction as we go up the hierarchy.

In general, needs only eﬁerge when more prepotent needs have been
gratified. Needs cease to play an active determining role as soon as they
are gratified - a satisfied need is not a motivator. "The perfectly healthy,
nofmal, for{unate man has no sex needs orvhdnger negds, or needs for safety,

or for love, or for prestige, or seclf esteem, cxcept in moments of quickly



passing threat."

In Western societies, the physical needs tend to be readily satisfied
and job securily is becoming less of a pre-occupation with employees. It can,
therefore, be expected that higher order needs (social, esteem, and self
fulfilment) are, and will increasingly become, important in determining the
strategy that managers adopt towards their employees,.
¢) Frederick Herzberg - "The Motivation-Hygiene Theory!" - (Refs: 2, 3)

Herzberg's investigations into industrial mental health, have
resulied in the formulation of a general theory of mental health, and a
specific application to job attitudes that have bearing on aspects of
industrial work behaviour,

“The Motivdtion—“ygiene theory of job attitudes began with a depth
interview study of mbre than two hdndred engipeers and accountants, representing
Pittsburgh industry (Ref: 2) The respondents were asked about events they had
experienced at work, which had resul'ed in, either their feeling exceptionally
happy or exceptionally unhappy, with their jobs.

Review and analysis of the results sﬁggested that the factors involved
in producing job satisfaction are separate and distinct from those factors
1ending to job dissatisfaction. Since different factors have to be considered
for satisfaction and dissatisfaction, it follows that the two feelings are
not the obverse of one another. The oppositevof job satisfaction is no job
satisfaction not job dissatisfaction,

Appendix 5 reproduces the compafison of satisfiers and dissatisfiers
as presented in Ref: 2. The factors on the right describe man's rclationship
to what he does {job content). Those on the left describe the situation
in which he performs (job context) The satisfiers relate to what a man does,
whilst dissatisfiers relate to the situation in which he does ite.

In Appendix 5(b), the length of each box represents the frequency

of occurrence of the factor. The width of the box indicates the duration



of the feeling of satisfaction or dissatisfaction. A short duration of
feelihg may be not more than two wecks, whilst a long one may last a
number of years.

Herzberg calls these two distinct sels of factors, affecting human
behaviour, ﬁotivation and hygiene factors.

Improvement in the job context serves primarily, to alleviate
continued dissatisfaction and contributes only minimally to job satisfaction.
Contextual factors are environmental and essentially preventative, and for
this reason Herzberg termed them "hygicne'" factors on the medical analogy.

Content factors play a major role in generating satisfaction and,
when they are present in a job its performance tends to be improved. For
thié reason.Herzberg termed them "motivators'.:

Motivators are derived from’theknature of the job, from within the
job. Hygiene factors are distinct from the job itself, that is they come
from‘without. This content/context relationship is illustrated in éppendix 6.

The motivation factors refer to the‘psychological needs of the
ipdividual which, when satigfied;_legd'to positive work performance. When
unsatisfied they have little effect on performance. There are six such
factors: ACHIEVEHEN?, RECOGNITION OF ACHIZVEMENT, ADVANCEMENT, RIESPONSIBILITY,
WORK ITSELF, POSSTBILITY OF GROWTH.V

Hygiene factors serve tlo reduée work performance when unsatisfied.
When satisfied they have little effect on normal performance levels. These
factors include: COMPANY POLICY & ADMINISTRATION, SUPHRVISION, INTERPERSONAL
RELATIONS WITH SUPERIORS, PLEERS AND SUBORDINATES, STATUS, RUMUNERATION,
SECCRITY, PERSONAL LIFE, WORIKING CUNDITIONS.

An illustration of the effect of motivators and hygiene factors on
work performance is to be seen in Appendix 7.

Of the ten hygiene factoré listed, "cémpany policy & adminiétrntion"
is the‘singlc most important factor in determining bad feelings about a

job. Of the motivators, "responsibility", '"work itself!" and "advancement!



have the most lasting effects on job attitudes. "Achievément", and "recognition"
are the most frequent causes of job satisfaction.

The significiance of this theory can be seen in the traditional
approach to industrial relations, which have stressed the importance of
"hygiene". Whilst such attention to hygiene is important, for without it the
organisation suffers frgm unhappy personnel, the error lies in assuming
that prevention will unleash positive attitudes add return increased
Productivity, lower absence, etc. One deduction of the theory is that the
effect of improve& hygiene lasts for only a short time. Man's hygiene needs
are recurrent and ultimately know no bounds. |

To be more specific concerning the meaning of the factoré listed by
Herzﬁerg, the following explanations are-preswnted.

Achievement; e.g. successful completion of a job, solution of a
problem, vindication and seeing the results of one's work. The greater the
demand on the individual's ability the greater the satisfaction and motivation
effect of success,.

Recognition of achievement; The recognising body may be almost anyone;
a supervisor, a collcégue, a client, a friend or even the general public. It
is important, however, that recognition be  perceived as being sincere,

Work itself; The intrinsic interest derived from a job can have
positive motivating effects. The richer the interest derived from a job,
the greater the effocté.

Responsibility; Factors relating to responsibility and authority are
included in this category. A wide gap between authority and responsibility is
indicative of poor management, and may be included under the hygiene factor
f'company policy and administratibn".'

Advancement 3 This factor includes informal as well as formal
promotions within the organisation. It includes the reward of an employece

with a position or job that he aspires to, which does not necessarily involve
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elevation in the hierardical structure of the organisation {i.e.
promotion).

Possibility of growth: This is a factor derived from a job
which necessitates that job providing scopeAfor future advancement towards
personal goals. Ior example a job may provide for education and training,
thereby enlarging the abilities of the individual, and making him eligible
for a job which he previously could not have been considered.

Supervision: This factor is particularly concerned with the
competence or incompetence of a supervisor, and the fairness or unfairness
of supervision.

Company policy and administration: This category includes the
suitability and fairness of company p8licies as perceived by the employee.
1t is concerned with the adequacy of the organisation and managecment
particularly where personnel policies are involved.

Working conditions: This category is concerned with the physical
working conditions, the amount of work, and the facilities available for
work. To eliminate the effect of this factor on performance does not
necessitate a superb working environment and the best tools, etc., but
rather that the conditions be as good as management could be reasonably
expected to provide.

Interpersonal relations: The stale of personal relationships
experienced with peers, subordinates and superiors can significantly
depress performance where unsatisfactory. Whilst management can influence
all three types of relationship, management policy can particularly affect
the subordinate/superior relationship.

Status: This category refers to any matter concerned with status
in an individuals attitude to his work. Whilst the need for status may

vary with individuals, all hold in common personal notions of their position
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in the organisation, Where this notion is formally, or informally,

perceived as being changed, then performance can be affected negatively.

Job security: Anything concerned with the security of employment
is included. This factor includes situations where, even though security
of employment is guaranteed, the individual's standing in the company
hierarchy may be threatened. Feelings of impermanence or instability can
lead to negative performance reactions.

Salary: Feelings of inequity or lack of reward for work
performance or unfulfilled expectation can lead to reduced performances.

All aspects of remuneration, such as company car, travel allowances,
free meals and other perquisites ére included along with straight monetary
rewards. Whilst "carrots" may lead to short term increases in performance,
they are npt permanent in their motivational effects, and repéatedly large
doses of "carrot!! become necessary to méintain stimulation,

 Personal Life: Where any aspect of a job interferes adversely with
and individual's personal life this maf be reflected in reduced work
periormance. For example, where work demands kcep the individual away from o
home or make him so tired as to be unable to attend social events, or where
tiredne;s leads to arguments and anti-social behaviour,

Herzberg's research was designed to test the hypothesis that man
has:two sets of needs; a neced as an animal to avoid pain and survive, and
his need to grow psychologically. Results suggest that hygiene factors are
associated with job dissatisfaction because of a need to avoid unpleasantness
(cef. pain); they fail to provide for positive_satisfactoré because they
do not possess the characteristics necessary for giving an individual a
sense of growith. Motivators are associated with job satisfaction in that
they provide for tho_basic need for psychologiégl growth, UGrowtﬁ” depeﬁds-

upon achievement in tasks that have meaning to the individual.



- 18 -

Hygiene factors may also be termed maintenance factors which
better describes their utility in maintaining, at best, normal levels of
work motivation. As in engineering, poor '"maintenance" results in '"breakdowns",
improved "maintenance”" reduces the number of 'breakdowns" and, thereby, improves
output, but only to normal levels. Innovation and improvement of techniques
and equipment are necessary to boost performance further. The alternative is
to motivate the work force using "motivators'.

d) Victor H. Vroom - "The Path-Goal Hypothesis" (Refs: 4 & 21)

Vroom's work is an extension of proposals originaliy made by Lewin
(Ref. 44), which he named as "Field Theory"

Vroom défines motivation a;?"a précess governing choices made by
persons or lower organisms amongst alternative forms of voluntary activities".

He hypothesises that if one can sce that achieveﬁen£ of a éompany
goal, (a first level outcome), helps to é;hieve»a personal 9051 (a éeéond
levelloutcome), then one is likély t6 be ﬁighl& mo£i§ate&~t§ Qérk fo;.company
gpnléo |

He proposeé four concepts to account for motivation differenées;
valency, expectancy, instrumentality, and force.

"Walency!" is the strength of an individual's desire for a particular
outcome, and is positive when he prefers achieving the outcome to not achieving
it.

"Instrumentality" is the extent to which a first level outcome is
scen as leading to a second level outcome.

"Expectancy!" is the degree to which he believes an outcome to be
probable., it can be described in terms of its strength; certainty that an
action leads to the outcome gives an expectancy of 1; certainty that it will
not so lead gives an expectancy of O.

Valencies and expoectancies combine in making a choice between

alternative courscs for action. The concept of "force" is used to describe
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the connection between valency and expectancy. It is assumed that a person's
behaviour is a result of a field of forces, each of which has direction and
magnitude. Pcople choose from amongst alternative actions corresponding to
the greatest positive force. According to Vroom, force is a function of
valency and expectancy, i.e. F - f(£.V, E)

Where F = forcej V = Valency; E = Expectancy

It should be noted that an action with high valency will.not be
attempted if its expectancy is zero, because there will be no resulting '"force".

For example, a person may have an extremely stroné desire for
promotion, (high valency), but be absplutely certain that he cannot achieve
it, (zero expectancy). Thefefore, hi;‘desire forlpromotion does not affect
the actions that he takes in his work., ”

The higher the ekpectancy, the gfeéter the effect of valency on
the force generated. Thus, in the above &xample, if the person had a 95%
expectancy of his ability to achieve promofion, then the majority of his
actions will be influenced by his desire for it.

Vroom's hypothesis has considerable standing amongst eminent
management psychologists. Lewin & Vroom have attempted to develop a set
of concepts which allow accurate description of individual cases within
the framework of original laws. Thevissue of individual differences in
motivation does, however, arise as a problem,

The hypothesis has the advantage that the component determinants
of work effort are idlentified in such a way that a measured, scientific
approach can be recadily applied to validation researches,

A possible disadvantage is that the concepts may be difficult
tolundgrstand quickly and may appear academic and nebulous to the busy

practising manager.,
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e) C, Argyris - "Immaturity-Maturity Theory" - (Ref: 16)

This theory makes the analogy of the maturing child with a person

in a new work situation. It implies that everybody starts a job in an

!
immature state. The new, inexperienced man tends to be passive, dependent
on others for guidance and assistance, has very limited skills, has erratic
and shallow interests, takes a short term view of life, feels subordinate
even to equals, and has a lack of awareness of himself, Given sufficient
opportunity and freedom of actions, the individual matures so as to become
active in his attitudeé, independent, in possession of a range of skills and
deeper, stronger interests., He also dévelops a longer term view, feels equal
or even superior to others, and an awareness and control over self,

His development from immaturity to maturity depends very %argely
on the restrictions imposéd on him by the organisation. Iﬁvhighly restrictivg
organisations, employees tend to behave like immature people, and a theory X
approach scems the only way to get them to perform. Conversgly, in a free
but demanding work environment, the individual matures and responds to a
theory Y approach (Ref.; 16).

The process of improving motivation takes time. An overnight change
of management approach from "Theory X" to "Theory Y" is unlikely to bring
overnight improvements in results. 1In fact, results may be adverse initially,
as people unused to responsibility and used to direction adjust to the
changed circumstance, and progress from immaturity to maturity.

g) Douglas M. McGregor - "Theory X and Theory Y" - (Ref: 15)

McGr@ggor distinguishes between two types of attitudes and beliefs
that have implications for the motivation of employees. The propositions
and beliefs expressed by "Theory X" determine the majority of conventional

muanagement structures and managerial policies.
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Theory X:=-

a) Work is inherently distasteful to people.

b) Feople are not ambitious; have littlce desire for responsibility
and préfer to be directed. |

c) People have little capacity for creativity in solving
organisational problems,

d) Motivation occurs only at the physiolbgical and security
levels.

e) People must be closely controlled and often coerced to achieve
organisational objectives.

Management, guided by the above assumptions, conceives of a range
of possible approaches between two extremes, "hard" or "soft". In the "hara"
approach worker behaviour is controlled by coercion, close supervision, and
rules and regulations. In the "soft" approach management is permissive,
satisfying worker demands, developing harmony. The idea being to make workers
mallecable and open to management direction. Both extreme approaches have
their problems. The former leads to counter forces in'ihe form of militancy,
restricted output, antagonism and sabotage. The latter to abdicatién of
management, and indifferent performance, with individuals taking advantage of
permissive bosses. The currently popular theme of "firm but fair' is an
attempt to compromise between the two extremes.

The emergent_findings of the social sciences tend to challenge the
Theory X set of beliefs. Whilst industrial behaviour is often observed to
be in line with Theory X conceptions, social scientists believe that this
behaviour is not a consequence of man's inherent nature but, rather,va
consequence of the nature of industrial organisations and management

philosophy.
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Further the nature of industrial organisations and managcment
pﬁilosophy is a function of industrial and social history,.

Considering the theory of motivation "the hierarchy of necds"
éxpressed by Maslow, modern Western society has progressed beyond the time
when the lower order needs (physiological & safety) were determinants of
behaviour. In less affluent times the means of satis{ying these needs could
be provided or with-held by management. This method known as ''the carrot and
stick! appreach, is effective in controlling behaviour only so long as the
individual is struggling for subsistence.

The satisfaction of low order needs has deprived management of the
ability to use as motivators the devicés on which conventional theory felies:-
rewards, incentives or threats. Management by direction and control, whetﬁer
"hard") "soft" or "firm but fair", fails today to provide effedtive motifation
of human effort because such methods are ineffective ih motivating people whose
physiological and safety needs are reasonably satisfied and whose social, ego
and self fulfilment needs are predominant,

. "Theory Y" is a set of assumptions, postulated by McGregor, about
huhaﬁ ﬁatﬁre which provide a basis for an alternative management approach.

McGrcggr states his "theory Y" assumptions as:-

1. Management is responsible for organising the elements of
prod&ctivg enterprise - money, materials, equipment, people ~ in the interest
of eébhbhic ends.

‘2. People are not by nature passive or resistant to organisational
needs. They have become so as a result‘of experience in organisations.

3. The motivation, the potential for development, the capacity for
assuming responsibility, the readiness to direct bechaviour toward organisational
goals ére,all present in people. Management does not put them there. It is a
responsibility of management to miake it possible for people to recognise and

develop these humnn characieristics for themsclves,
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h. The essential task of management is to arrange organisational
conditions and melhods of opcration so that people can achieve their own goals
best by directing their own efforts toward organisational objectives."

These assumptions are fundamentally in contradiction of traditional
management beliefs. The adoption of management policies in line with "theory Y"
necessitatés a change in the role of management from dircction and éontrol, to
encouragement, guidance and self control of employees, McGregor does not
advocate an overnight change for any organisation but, rather a gradual shift
in managementts emphasis. In this way "shock" effects of the change, on
individualsblong conditioned to dircction, can be avoided. The change should
be 1ikened to the chunge in a child frqm:total dependence to independence., A
child must be allowed to grow up slowly and at his oﬁn‘speed; likewise for a
maturing organisation.

g) Rensis Likert - "New Patterns of lManagement! - (Ref: 23)

Likert points out that whilst the principles of "Scientific Nﬁndgement”
have lead té substantial improvements in industrial efficiency, they have done
so at tﬁe expense of the indifidual as a human being. The fundamental cause
of the adVQfse reactions produced by scientific management is the assumption
that all persons are simple economic men; that it is only necessary to buy‘his
‘time for him to perform willingly as instructed.

Behavioural research provide considefable understanding of the forces
affecting human behaviour in the work situation, and the manner in which these
forces can be used io reinforce rather than confiict with one another. In
certain circumstnnces the application of scientific management leads to
situations where the motivation to "not work" is greater than the motivation
to worke.

bLikert proposes that "all attempts to ;nfluence the behaviour of

subordinates in an organisation should be of such a nature that there is a

maximum probability that the subordinates will react favouravly". He goes



on to state the following principle: "Any attempt to produce a change in an
organisation will work best when the people whose behaviour needs changing

want themselves to change. An attempted change, therefore, will work bettef
when management creates a situation in which people can see the possibility and
desirabiiity of change and even initiate the change, rather than merely being
ordered to change." Thus persons will work harder when they can see the
opportunity to do so and can re;ognise the desirability of doing so.

Likert' identifies supervision as the key to changing the organisation
in such a way as to promote positive work attitudes and thence motivation. He
proposes that supervisors should be encouraged to discuss operations with
their subordinates and to share responsibilitieﬁ and decision making with them
In a word he advocates "involvement" of employees in the planning and control
of operétions, thereby establishing management cqntrbl by the more palatable
means of individual and working group self control; "Thié érinciple indicates
that an organiéation will perform more étfecti?ely when it functions as a
network of integrated and co-ordinated teams, each of which has a high team
spirit, high performance goals related to its part of the totai job, favourable
attitudes toward its supervision and management, and confidence and trust in
them. These teams are knit into an integrated and co-ordinated organisation
by supervisors, managers and wtaff, who hold overlapping memberships in two
or more teams or groups." (Ref: 20, pp 373)

Likert proposes that the ke& to improvement in organisational
performance derives from the adoption of his organisational principle of
"overlapping! work groups,

| Motivation improvement derives from "involvement" and group team
_spitit, and cohesion of purpose is achieved by "overlapping" of group member-
ship., Improved two way communication as a result of change of supervisory
style permits co-ordination of individual groups to achieve the overall
organisational objectives. Thus the motivational advantages of small involved

working groups, are utilised. At the same time, efforts are directed towards



overall, as opposed Lo divergent group objectives.

Likert states that (Ref: 20 @p 374) "The available research findings
indicate . . . that high group loyalty, coupled with high producfion goals in
the work group, result in high productivity, accompanied by high job satisfaction
and a féeling of working under little pressure'.

Significantly, Likert does not decry the importance of the economic
motive inAimproving work performance, buéi rather, seeks to put it in pers-
pective as only one of a number of important factors in determining performance.
All motives yielding co~operative and favourable attitudes should be utilised
fully. The_powerful motivational forces stemming from the economic motive can
be blﬁntéd, or neutralised, by conflicting group goals and attitudes, which may
restrict the quantity or quality of output. Participation and involvement are
his suggested method of rationalising group and company objectives, and thereby
getting full benefit from technology aﬁd "gcientific management',

h) Moti?ation by Monetary Reward
| It is generally agreed that monéyvis'ihe majof mephaniSm for rewarding

and modifying beﬁavionr in indugtfy, but litiléfisfkn6wn aboﬁ£ihow it works.
Whiisfl%hé relevant literature is voluminous, much more has‘been written than
ié'éhtﬁaliy known aﬁd supported by fundaﬁental.research.

| Frederick Taylor was largely responsible for the interest in money as
a motivational tool, but his concept of man as a simple economic being was
brbugﬁt,into doubt by the Western Electric studies of Elton Mayo (Ref: 2v)e.
The$e studies stressed man's ego and social needs, and factors other than pay
were éméhasised as the reasons why men work. Whilst much credance is given to
these'finAings, in practice money remains?the single most dominant means used
to modify‘human behaviour at work.

"Various theoretical speculations have been advanced to account for
the behavioural effects of money. For Brown (Ref: 28) monéy is a means
of_reduting anxiety, an association of lack of money with deprivation and

threats to security. This suggestion is not in conflict with Herzberg's



proposal (Ref: 3) that money serves to reduce or avoid feelings of unfairness,
and hence dissatisfaction, but does not itself create feelings of satisfaction.
Brown and llerzberg's propositions support the view that money is primarily a
means of satisfying the lower order needs as identified by Maslow.

)

Gellerman (Ref: 29) suggests that "a man's reaction to money
summiarises his biography to date; his early economic environment, his competence
training, the various non-financial motives that he has acruired, and his
current financial status.” A more general proposition is thai the motivational
effect of money varies widely depending upon the job situation, the historical
background of the job, and the individual employees' life experience.

Incentive payments can meet with a wide variation of success in
motivating a work force. Incentives can be applied on an individual or a
group hasis depending upon the situation, ;Individual incentives can be socially
devisive in a work group, and thereby lead to negative motivational effects.
Equally, Campbell (Ref: 30) has produced evidence to suggest that individual
output dec;casés as the size of the working group increases, and that this is
a result of workers having less knowledge of the relationship between their
individual effort and consequcnt reward. Georgeopoulos et al (Ref: 22) found
that workers who perceived high productivity as a mecans to increased earnings
performed most effectively., They empahsised, however, the importance of the
workers' clear understanding of the relationship between performance and reward.

Whyte (Ref: 31) found thit there are three other soufces of reward,
other than money itsclf, in a piecework situation; more interest in work,
escape from management pressure, and more control over one's own time.

Eyuitable payment theory: Adams (Ref: 32), Homans (Ref: 33),

Jaques (Ref: 34) and others (Refs: 35, 36, 37) have independently advanced
similar theories on the concept of "enuiteble payment'. This notion proposes
that qmbloyeen seek an eyuitable return for their work contribution. Any

significant inenuity between their perceived reward and contribution results
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in a psychologicalvtension, The tension produced is in proportion to the
perceived inequity, and there is a resultant drive, to_restore‘"equify", which
is proportional in strength to the tension produced. A'simplified expression
of the theory is:-

Work Oubht

Compensation

Where compensation is a sum of all job dependent rewards and may include pay,
status, job interest, personal relations and other factors, individually
weighted according to theéir perceived importance. |

This theory gives a useful concept to explain the variations in work
input, related to any changes in "compensation'" within the total work situation.
It indicates that company policy shoudd be directed to increase perceived
- "compensation", thereby inducing individuals to increase output to restore
equilibrium.

Jaques empahsised the importance of relative equitéble payment ¢
He supports the view that an equitable payment system should be a differentiall
one, but that the differentials must be perceived by employées to be
equitable if dissatisfactions are to be avoided.. The trend in recent years
to increased knowledge of the earnings éf others, gives greater importance to-
this view,

Opsahl and Dunnette (Ref. 27) suggest an explanation for the fact that
many surveys of people's feelings about money have indicated that they rank
pay quite low in the important features of their job; a finding that is in

conflict with the behaviours of many individuals in industry, who are quite
vt oo

NSO

significantly influenced by opportunities to obtain extra mSﬁies. Protestant

ethics hold that the selfish craving for money is antisocial, and people can
dissipate their feelings of guilt, deriving from their prizing money highly, by

assigning it’a relaiively low position in their stated value hierarchy. This

view can serve to reconcile the widely held, intuitive, view (of money“aé the

1
PR



predominant, motivating force in the work situation), with the evidence suggested
by various rescarchers (including flerzberg) for its secondary role amongst
relatively affluent workers. If we accept that research.based findings

are likely to be more reliable than intuitively held ones, then we cannot be

too ready to dismiss the suggestion that pay, whilst a significant factor,

is not necessarily the predominant one, in explaining why people work.

3« The Job Enrichment Concept

The rationalisation of work, particularly manual work, has been a
continuing trend since the work of Gilbreth and others, in America, sixty
years ago. There is little doubt that specialisation and simplification of work
has been an important rcason for the increases in productivity,, and in standards
of living enjoyed by all industrialised countries over this period. Nevertheless
over ihe past foriy yecars, many writers have suggested that work rationalisation
may have certain detrimental effects.

Such authors argue, and it has become increasingly accepted, that’
highly rationalisced work is incapable of providing any satisfaction for the
worker who, és a result, tolerates rather than ensoys his work. It is suggested
that lack of job satisfaction is detrimental to productivity. Enrichment of
jobs has, thgrefore, been advocated in place of continued job rationalisation.

| Uhions and managements, fer’many years have been, and are, predominantly
interestgd.in matters of Yhygiene", Most arguments arise concerning pay,
security of employment, cffects of work on personal life, (unsocial hours),
status and supervision. Rarely do arguments arise concerning lack of
responsibility, recognition of achievement, opportunity for advancement, etc.
Thesé~are less tangjble and, traditionally, a union's function is t& improve
the conditions of service of the individual.,

There is a parallel.here with ﬁWOmen's Liberation". The fact that
wives may be well fed, shod and otherwise well cared for physically, does not
guaranfée their mental state of wellrboing. Similarly with people in the work

situntion.
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The significance of Herzberg's argument to industrial relations can
be seen in the fact that often industrial conflict is to be found in jobs where
work is highly specialised and repetitive., Where little demandis made on the
individual's abilities other than to perform simple repetitive tasks. Hence
the traditional militancy of the car industry. Whilst the underlying problem
may well be one of lack of motivation, the arguments manifest themselves around
hygiene, (pay, canteen conditions, overbearing supervisors).

| The idea of job enrichment has become associated with the name of
Herzberg. 1In fact, both the concept and practise of job enrichment predate
him and, ironically, he rejected the idea as impractical in his original book
(Ref: 2)., He has subsequently become a convert to what his fﬁllowers,
disciples and interpreters have found in his work, Aﬁd his original research
effectively, and dramétically highlights the casé for job enrichment, should it
be feasible.

Job enrichment refers to the restructuring of jobs to increase
responsﬁbility, and mental. demands so that, for instahce, operators are taking
decisions that were formerly the prerogative of supervisors., If the content of
an employee's job holds no interest for him, then he can hardly be expected to
take an interest in it, If it pro#ides no scope for responsibility, then he
cannot be expected to act responsibly., If it provideé him with little or no
control or influence over his actions and environment, then he will seek to
recover some control in ways that may be damaging to the enterprise; by
restrictive practices, restriction of ouput, and taking satisfaction from
sabotaging and defeating procedures through which management seeks to
exercise control over him., If his job holds no interest for him, then it is
hardly surprising if he regards his work, and everything associated with it,
with hostility and resignatiop; an aspect of his life to be endured  in order
that he can begin to live outside work.

The importance of hygiene factors should not be underestimated.



- On the contrary, pay for instance is manifestly important in any employee's
mind. However, in the absence of intrinsic interest from the job itself,
other factors such as pay, take on greater importance. For example, in jobs
where the intrinsic interest is high (e.g. nursing), pay only becomes a
problem when, as has happened, it becomgs so poor as to make standards of
living intolerable.

If pay is low, or the system of payment is unjust, if working
conditions are dirty, unsafe and uncomfortable; if personal relationships
are poor, etc., then dissatisfaction is likely to result, reducing work
performanqe. Removing such sources of dissatisfaction succeeds only in
raising motivation and performance from the low level to which they have
beeﬁ depressed, to a neutral level ofvinStru@ental compliance.

 Eﬁp1oyees hgve a right to ggbectfforking conditions to be as safe,'
clean and hgman as possible, If thgy_ére not.:then they are properly
aﬁéﬁiéééé.l If»the sourcelbf;griQVancé~is renovéd, then it is properly taken‘,
for é;anted. Thus, in situations ofvideal physical and social working |
copéitions, the best that can be expected ig‘tﬁat employees will be relafively
coéﬁénf,éﬁd Will;dO'Wbat is required of them Without regentment. though
Wiéﬁoﬁt;interest and involvement.

_;'7T§ raise interest, involvement, motivations and performance above
this9i§§éi it is neceésary to providé jobs that are rich in recognition,
responﬁibility, advancement and interest. Where such rewards are not
natura;li.Qenerated by the jobs, then it is necessary to restructure them to
injéct ihtefest and meaning by job enrichment. {Ref. 38)

i ) Jéb enrichment should bé distinguished from two other concepis;
job~fotatioﬁ and job enlargement. Both may be part of a programme of job
eh;ichﬁent, but cannot, themselves, go far enough to fully satisfy the
redﬁirgments demanded by job enrichment.

Job rotation refers to the practice of changing people from one

job to another within a work group so that, although the individual jobs



remain devoid of interest and personal demands, at least they experience
some variety and relief from the roubine, in doing a number of différent
3ob8.

| Job enlargement refers to the horizontal extension of jobs, so

that, although the individual tasks require no greater skill, the employee

experiences some variety in his work.

45 Industrial Experiences of Job Enrichment

The persu#sive arguments for job enrichment have induced a number
of companies to attempt to apply it; principles. The e*periencg has been
,wide‘in terms of job and industry t&pe, andvsuccess hasgimilarly been varied,
a) Volvo (Ref. 39) |

Labour turnover at Volvo's, at its wofst, was 52%. buring'the
industrial unrest which ;wept Sweden in 1969, management concluded that the
1ahgur force's attitude was the weakKest pqrt of their organisation, and that
fh§ ag§emb1y line method of building cars.cﬁuld be improved on, At this time
1ab¢ﬁr turnover was funning at 33% per annum, and one in seveh of émﬁloyees )
were employed as covér for absenteeiém. |

| Volvo Management consider that mucﬁ of industrial unrest and
apsenggeism is associated with the monotony and impersonal nature of
trﬁdi;iqﬁal assembly line work. They decided to build a new factory at
Kﬁlm@r,‘iﬁ Sweden, planned to enter production during 197k.
| In this new factory, traditional assembly line work, where individual

peftdrm simple repetitive tasks, is to be abandoned. The 600 employees are
to‘b§ dLvided into small work tqqns of 15 to 25 men each. Eéch team is to
b; tp£ponsib1e for the assehbly qffa complete section of a caf, and are to
6§¢;ﬂise how the work isvdoné and by whom. Teams are fo'be encsﬁraged to
f;{a£é.jobs in order that each member betqmes familiar with every aspect of
fﬁérfé;m's operation, Each team‘is'té be autonomous and allowed fo control

itkaqwh’work pace.



In addition to enriching jobs, by providing more scope foé
motivation factors, 'hygieno' has also been carefully considered in the
design of the new factory. For instance each team's work area is to‘face
an outer wall which is to be extensmively glaéed, and is to have its own
entrance, changing room and rest area.

It is hoped that the experiment will achieve a greater sense of
identification with the product, a ﬁaﬁpier working environment, and improve
job sétisfaction by introducing elements of job interest and responsibility.
The objective, hopefully; is to reduce costs by reducing tufnover and
absehteeism and at the same time improving production efficiency.

Volvo already have practicgl experience of job enrichment at
Lundby, a plant which employs 1,000 men. Here the experiment has been
carried further, by involving work teams in régular'meetings with tﬁeir
super§iéor and management to‘discuss jpbvprobléms;.job'improvements, and
the working environment.

b) Philips (Ref. 38)

The nature of the work performed by Philip's employees was
fragmented, being that typical of assembly lines. Tasks were simple and
repetitive, with a high degree of supervision. Quality control was a
separéte‘function from production and, in general, management was
autﬁoritarian in style.

Philip's management recognised that changing educational and
sociél values had changed the needs,.capacities, and expectations of the
wérk force. These were incongruent with th¢ Jjobs and tasksvoffered by the
company .

The company ﬁblicy of deceéiraliséd @anagement meant that a standarq
ﬁiQQramme of change wés impractida;’and inconsistent. iThé initial stage of
thé exercise was aimed at improved fhygiene' and was consisfentlylapplied

acfdss the whole organisation (noise reduction, better ventilation, better
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canteens, and better social facilitiea) The intention of this stage being
to demonstrate management's intetest in improving working conditions.

The secénd stage was directed at job enrichment proper. The
decentralisation policy meant that a wide va;iety of initiatives were taken,
varying from simple job rotation to sincere attempts at job enrichment in its
fullest sense.

Examples of joﬁ enrichment include one in which 100 operatives on
a traditional assembly line with 5-10_second>job cycles were reorgansied
into small, relatively autonomous product teams. The groups took over many
of the responsibilities>of supervisors, inépectors, maintenance and service
departments, and organised their own deployment to suit the individual
differencés of the group memhers. 7The results were marked in terms of the
quantity and quality of output.

| | Overall, some initiatives resulted in striking improvements in
quality and output, as well as increaseﬁ job satisfaction as expressed in
terms of labour turnover, absenteeism and attitudes towards management.
Others produced disappointing results.

Philip's concluded that the degree of change possible is related
to the influence of the most senior man interested. They experienced most
probléms amongst middle management and supervisors, which was to be expected

.sincevthe schemes,.usually, involved a reduction of supervisory and manage-
ment staff. The problems arose principally with placement of those
individuals who were dnsuitable for "sideways promotions",

c) paul/Robertson Studies of I.C.I. (Ref. 38 & 4O)

| These studies involved a number of occupational groups: - sales
repreéentatives, experimental officegé, production and engineering foremen,
design engineers, draughtsmen, toolsetters, process operators, fitters and

operatives,



In each case, small ecxperimental groups were set up, and jobs
were restructured to inject more responsibility, descretion and autonomy.
The changes in performance and job satisfaction were measured and related
to those of the control groups, who were subject to no change, but selected
to match the experihental groups in both composition and circumstances.

The changes in people's jobs were expressed in terms of opportunities
rather than demands. The boundaries of the jpbs were made flexible and it
was always possible for the individual to continue to do the job that he had
always done and to ignore the new task opportunities. Thuskthe changes
allowed for a variation in response from the individuals according to their
differences.

The study concluded that : it is rare to encounter a job where
some enrichment is not practicable; the findings are applicable to all
employees, but potential gains from performance improvements on the shop
floor are greatest.

In all cases the performance of the experimental groups exceeded
those of the corresponding control groups, thereby indicating the motivating
potential of job enrichment.

d) A.T. & T (Ref, 38)

This series of studies, in the American Telephone and Telegraph
Company, was similar to those of Paul & Robertson at I.C.I.

One example of job enrichment was in the process of wiring up the
telecommunications frames. Three separate stages were involved in the original
organisation; taking orders and design specifications, frame wiring, and
circuit testing.

The change involved integrating the separate job components.

Firstly, the wiring and testing processes were integrated and the responsibility
for the completed work given to the new work group. Later the group was

put in contact with the customer and performed the full range of tasks, from
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feceipt of order to deliveryof goods.

This was a remarkably successful application, Previously the
wiring team had been a source of much trouble - low output, 50% missed
completion dates, faulty work, and a catalogue of grievances expressed
through the trade union. After the change, orders were met on time, faulty
work was virtually eliminated, and the number of grievances fell sharplye.

e) Petrochemical Operatives (Ref.‘38)

In this case job enrichment was not.consciously pursued, but was
spontaneoﬁsly brought about through the)pursuit of other 6bjectives.

Thg company was pursuing productivity inéreaseé via collective
bargaining with the employees. Thefagreement soughi a reduction in manning,
greater flexibility in the range of tasks carried out, a simplification
of the grading system, a reduction in seniority rules, a stable 40 hour week
with no overtime or additional payments; The men, in exchange, received
staff conditions of employment, with a salary, full pay when sick, and an
end to clocking in. The agreement carried a no redundancy guarantee.

Initially there was fierce resistance to the agreement,
occggioned largely by feelings of insecurity, and it was only concluded when
the men'achieved the major sharevof the savings that would accruee.

| Nine months after the agreements' implementation there had been a
compléfe change. A majority favoured the agreement and their attitudes
toﬁa}d it were in.direct opposition to those originally expresséd (See App.8)

The reasons consciously expressed by the employees for their
satisfaction with the agreement, 9 months after itsintroduction, indicate
the predominant role of motivation in providing the satisfaction. The
significant contribution of "more pay" cannot be ignored however.

It is important to impress that this case was not a job

enrichment exercise, and in no way could results be said to be éffected by
théfreéearchers zeal for job enrichme;t. Job enrichmgnt was spontaneous

and incidental to an agreement between management and men, the primary



objectives of which were reduced manning and greater flexibility in
deployment., .
f) The Nylon Spinners (Ref. 41)

This case refers to an agreement reached at I.C.I's nylon
spinning plant at Gloucester.

The technology of the industry is more akin to assembly line work
than the continuous process work of the oil refining industri. 80% of
.the workers had felt the job to be monotonous before the agreement, and
complained of going home tired and listless (as a result of monotony, not
hard work).

The workers appeared to be overwhelmingly 'hygiene seekers'. The
initial attraction of the agreement ééached was increased pay, but a major
factor in the agreement was that workers were closely involved in the design‘
of the changes made. The principle changes were aimed at reorganising
jobs in order to improve efficiency and interest, and thg exefcise was
consciously designed to bring about job enrichment.

. The original situation, of»Simple‘jobs performed by closely
supervised individuals, was changed for one where work groups were made
responsible for a group of machines, and a supervisory level was eliminated.

A drop of 25% in manning was eventually achieved without any
painful encounters. Management noted how the work groups devised intricate
patierns of job sharing and rotation, which kept both themselves and
machines working in ways that would have been impossible to impose from
above.

75% of the workers, after the change, felt more satisfied with
their job and found it more interesting. Prior to the change, few had

thought that any improvement, other than increased pay, would accrue from

the agreement,



5. Accounting for Individual Difference (Ref. 45)

The weakness in the Job Enrichment concept as expressed by such
as Herzberg is in the sweeping generality of its assumptions. Hulin (Ref. 45)
indicates that a wide range of behavioural response to job enrichment has
been experienced, He suggests that variations in responsé can be related
to individual difference within the following framework:-

"a) Work role outcomes are valued to the extent fhat such outcomes
meet the needs, aspirations or desires of the worker.

b) All workers do not have the same needs, aspirations and desires.

c) To the extent that jébé can be engineered so as to provide
for the needs, aspirations and desires of individuals, these jobs will be
sa}isf&ing for these individuals.,

d) Workers will adopt a particular work role if'the adoptioniof
such a roll will lead to desired outcomes."

These sﬁatements indicate that any individual may be motivated by
more than one job characteristic, and that individuals can differ greatly in
terms of what job characteristics are motivating them. Hulin‘suggests that
josslshould be designed from the viewpoint that individuals are mqtivated
by differént job characteristios, and that motivation is a complicated
problem which cannot be solved by job enrichment alone.

6. The Role of "Management by Objectives! in Job Enrichment

B ‘The organisation researched uses '"MBO" as a tool for stimulating
manageéént's performance, and this technique is, therefore, discussed here.

-~ Drucker's philosophy (Ref. 10) for improving management performance
is'tdveﬁéourage people to control their own work to a large extent, by
invéivisé them in objective setting for their key tasks. In this way
peopié'“drive" themselves, and thé setting of high, but achievable targets,

tends to be a natural derivative,



Essentially, the system involves each unit of an organisation
in the setting of its particular objectives within the boundaries of an
overall company objective. When the objectives are agreed the key tasks
necessary to their achievement are identified, and departments and individ-
uals set their own performance‘targets congsistent with their key tasks.
This simple description does the technique an injustice, because it
does not convey the underlying philosophy. Even as described here, "MBOY
is an excellent communications device for conveying the company's
direction and purpose, and the contribution required of each of its parts.
The trouble is that if the philosophy is misunderstood it becomes a
device for telling people what thgy must achieve without rggard to
circumstances, and thus easily degenerates into management by results.

Applied with an undersfanding of human needs, particularly the
need tb achieve, '"MBO" is one of the best vehicles for stimulating manage-
ment performance.

The setting of clear objectives provides specific criteria
against which achievement can be measured. Therefore '"MBO" is likely to

encourage feelings of achievement and the encouragement to performance

that goes with it. Similarly, the organisation must recognise achievement,
The danger occurs when objectives are set impossibly high. Although, as
pointed out by Drucker, objectives should be high to "build motivation',
they must also be realistically achievable, It is unlikely that a
significant number of employees will wholly achieve objectives set at the
upper limits of "achievability", and this point shoﬁld be recognised by
the individual and his boss when reviewing performance.

The philosophy of "MBO" implies a greater degree of self
determination for the individual in his work situation. (Greater autonomy
should result in greater satisfaction_with the job itself; Hence '""MBO" can

contribute to the "'work itself'" motivator.



Greater autonomy implies greater responsibility of individuals
for their performance. Provided that sufficient authority accompanies
this enhanced responsibility, and that adequate resources are available
for performance, then "MBO" should contribute to the "responsibility"
motivator,

By setting criteria against which individualts performance can
be judged, the technique facilitates the selection of successful managers
for promotion. Provided that this is not carried to the point where
individuals are promoted to their level of incompetence, then the organisation
and individual benefit., 1In addition, by méking it clear that promotion
can be "earned" by performance not "blue eyes", then.individuals should
respond to the "advancement" motivator,

The improvement in two-way communication between the man and his
boss, that accompanies the implementation of "MBO" facilitates the
identification of significant hygiene factors. Appropriate action to satisfy,
or at least minimise the detrimental effects of hygiene factors is then
possible. LExpenditure of effort and money in their satisfaétion is
minimised by more accurate identification, and the consequent elimination
of the necessity to act on "hunch',

7. Discussion and Conclusions

In the employment situation management controls some of the
goals, (money, security, status, etc) sought by the employee, and defines
the behaviour, (in terms of job performance), that is expected of the
employee if he is to achieve these goals. But the employee is almost
invariably striving for satisfaction of more than one need at a time, and
his behaviour is directed to providing maximum possible satisfaction of
all his needs.,

Thus, in order to motivate a man, it is essential to create a

situation, or to provide incentives, which will allow him to maximise the



satisfaction of, not one or a few, but all of his needs. The first step
is to understand the kinds of need he has.

Maslow's hierarchy of needs is probably the most widely accepted
theory of human nceds. The normal human adult is subject to all five levels
of needs identified by Maslow. This individual goes to work with all five
levels of need and will attempt to satisfy them all, given»opportunity, gt
Qork or through work. In order to motivate them, a manager must be prepared
to acknowledge the existence of all five levels.

Herzberg has provided a good understanding of how these needs
operate in a work situation, Puttinngaslow and Herzbery together, it is
clear that thg hygiene factors are the industrial expression of the first
three leyels of the need hierarchy, and the motivators are the upper two.
The reai importance of Herzberg's research is not éhat it demonstrates the
existence of all five levels of need in a work situation, but that it
provides insight into how they operate, and where changes have to be made
if we are to motivate employees.

In the past, very little formal attention was paid to motivators
as a means of influencing employee's performance and attitudes. This
is perhaps because the absence of motivators in a job does not produce
complaint - only apathy, and lack of interest and initiative. These are
all‘too easily attributable to the "personality'" of the employee, and all
fo frequently lead to his being written off as lazy or irresponsible. It
is very difficult to behave responsibly if you do not have any responsibility
or to know the satisfaction of achievement if you are given no opportunity
to fail., If managers want more than just a fair days work, if they want
workers!' commitment, enthusiamm and initiative, they must be prepared to
pass on responsibility, and assume that it will be accepted responsibly.

Most modern theories assume the potential commitment df employees,

reachable via trust, involvement and responsibility. McGregor's
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“fTheofy Y" fundamentally contradicts traditional mahagement beliefs, and
indicates a change in the role of management from direction and control,
to encouragement, guidance and self control of employees.

Likert's work has shown‘tha£, in certain circumstances, the
app;icafion of scientific management leads to situations where the
motivation to "nol work" is greater than that to work. He recommends more
éelévairection and control of Qo;king groups and individual employees,
fbllqwing a changing role ofvsupérvision. His argumént carries considerable
esteém. Participation is a vitéi'ﬁérf of a modern organisétion, where
beha§i6ur i; not controlled by the survival need, but rather by ego and self
ful;i;lﬁgnt needs.

Argyris attempts to gqcount partielly for individual difference.
Agaiﬁ; he récommends a management policy of encouraging self control and
dirgc{ipn. A wérk environment whiFh doeé not unduly restrict employees
behh;;our,lleads to a mature, respénsible work force capable of more:
initidtivé, reduiring a minimum of management assistance or direction. He
wa?ﬁé-thaf the éhort term resulfs;,of»a change to a more liberal manage-
meﬁiqgﬁyle, are likely to be advecrse. Patience is required, whilst the
ong#ﬁiﬁétibn matures and adjusts to the changed circumstancesf
S Lewin and Vroom have éttémpted to develop a set of concepts which
aiibqifor individual differences.>thilst these concepts may attract
ééaaémiﬁs, they may be difficultlfo understand quickly to those who wish to
'pﬁﬁi; them practically. This thndry is consequently of less practical
batﬁr;;£ioﬁ, than the ideas of others such as McGregor and Herzberg which
afé ﬁére readily understood and translatable into practical actions.

Herzberg's theory for motivatiop hinges on the link between
wgf&héétisf&ction (or diSSaiisf&ction), and performance. ' This link,
j;iﬁﬁgg§h~intuitively held to exist was not tested by him ih his original

Qo}k;‘,Practical applications of job enrichment have lcad to some measure




of confirmation of such a link, as indicated by performance improvements
following deliberate actions designed to increase work satisfaction,

| " The implications of Maslow's theory for modern Western society
(where pecople, in general, are wéll housed, fed, secure, loved and are able
to find esteem), is that the only remaining unsatisfied need is that of
"gself actualisation'", Organisation should, therefore, allow greater
individual freedom of action, pcrmit£ing them to delineate their own jobs
in iine with their abilities and needs. The alternative seems to be a
socicty where lower order needs are deliberately thwarted, and where
gratification is linked to work performance. Manifestly the creation of
this t;pe of society is outwith the mangger's control, and foreign to the
priﬁciples of Western culture. The manager must operate in the social
environment appertaining at any specific time,

Exp~rience has shown that financial incentives, whiist they can
be effective, often create as many problems as they solve énd are not the
oﬁiy means of motivating a work force. They séem, at best, to be of short
term effect, with thé job cnrichmént concept providing the potential of
long term, and continuous, performahce improvementse.

The value of job enrichment has been demonstrated in a number
ofiindustrial applications, but continues to be regarded with suspicion by
tréditionalists.

“ Hulin has indicated the need to recognise the significance of
individual difference in motivation. In particular he has emphasized
the effects of socio-demographic variables. The research pursued in this
projects seeks to identify differences in motivation factors between
individualse. Proposals for individual difference include:- age, rank,
earnings, professional training, and domestic circumstances,
| The experimentally derived findings of I, Herzberg idenﬁify useful
métiyation factors, and this rescarch uses them as the basis for motivation

assessment .



D. METHODS

1. Questionnaire Desigﬂ

Questionnaire design is ; fine art, but there are rules of thumb’
thgt ﬁéy bé followed:=-
| The most common errors arise in connection with the types of
question asked, the férm and wording of the questions, the sequencing of the

questions, and the lay out of the questionnaire.

(a) The Type of Question Asked

‘The most common errors afe the inclusion of uhanswerablevquestionS’
anéytpe exclusions of questions that should be answered; Each question should
bevéhééked to see that it is necesséry for the research objecf&ves, although
oné‘ofgtwo unnecessary questions mdy be.inc;uded to start the interview on a
goqézﬁhéis. For a written questionnaire, multiple choice and yes/no questions
shaﬁlﬂ!bé used rather than open-ended oﬁeé)'

(b) Form and Wording

One usually has the option of closed or open ended questionse The
choieeﬁpétween them affects the thoughtfulness of responses, the costs of
intég%iéﬁihg, and the quality of the subsequent analysis. The designer'should
stri}éif&é éimple, direct, unbiased and unambiguous wording,

“(e)  Sequence of Questions

The lead questions should'create interest. Open ended questions
are"ﬁéuélly better here. Difficult or personal questions éhould be used
to§é£§§ the end of the interview in order not to provoke an emotional reaction
thafiﬁéf bias the answers given to subsequent questions, The body of neutral
quéstiéns should be asked in as logical an order as possible, to avoid

.confééﬁqn, Classification data on the individual are usually asked.for last,

‘becahgé,they tend to be less interesting and of a personal nature.

(d) Layout of the Questionnaire

Questionnaires to be seen by the respondent should have an
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attractive and professional appearance. They should provide sufficient
room for ease of answering by respondents, and analyéis by editorse.
The questionnaire used in this researchvis designed in consideration
of thése criteria and, as far as possible, attempts to satisfy them.

26 Stétistical Hypothesis Testing'(Refs. 17, 18, 19)

Statistics is a branch of scientific methodology. It deals with
the collection, classification, description, and interpretation of data
obtained by the conduct of surveys>éhd experiments, Its essential purpose is
to draw inferences about the numerical properties of populations. The term
'population' is here used in its statistical sense, which is more generél
than that of every day language, and is used to describe the total number 9f
people, things or measurements under scrutiny. The statistician is concernéd

»with properties that are déscriptivé_of the group or aggregaﬁion itself, rather
thah'pr¢perties of particular members.

‘Usually a 'population' is too large to make the investigation of
all its individual parts practicable, aﬁd a sample.of the whole 'population?
is investigated instead. Inferences are then made about the whole population
based upon the results of the investigations on the sample.

Sigﬁificance,-or hypothesis testing, allows an inveétigator to
take account of sampling errors when making inferences ffom sample results
‘about.fhe whole population. Characteristically these methods are used when
two samples are taken from two populations, in ordef to see whether the two
populations differ. It is extremely unlikély that statistics from two graups
of samples will prove to be identical. This does not necessarily mean, however,
that thg two populations represented are different. Chance can play a part
and must be accounted for; The error that can arise by chance between the
statistics of the sémple and those of the whole population is called the
sampling error. If the difference between two sample means is so large
compaféd with the sampling errors that it could not reasonably be attributed

to the chuance effects of those errors, it is said to be statistically significant



A number of significance tests are available, but that known as
"chi square" (x?) is selected for this work. This test is not as precise
as some others. Since the nature of responses to questions is very subjectivey"
in that attempts have been made to score subjective judgments, it is not
applicable to use a more precise test. Such a test could well be rendered
meaningless in view of the proximate nature of.the reéults obtained. The
actual-fest applied is a modified version of the standafd "chi‘sguare" test,
in that the expected value used is takeq to Be the mean of the values from
both samples. |

3. Choice of Data Collection Procedure

(a) Type of Data

vResearch'data collection tends to consume a greatkdealgof time and
it is not unusual to find that it already‘exists from some previous reseérch.
‘Data of £his type is known as sedondary data. In fhis instance no trace could
be foqﬁd Qf ény suitable existing data. Therefore, if_became necessary to

colle¢t‘data for the first time - primary data.

(b)  Alternative Methods
- .In éeneral, primary data can be obtained in threevways, i.é.
obserqtﬁdn, experiments or surveys.‘
| (1) Observation:.‘

Observation of behaviour may take place using T.V. or cine
camerés,»d; the naked eye. It avoids the problem of biased response in the
obsef}gd5;bu£ does not avoid bias in the observer.

| | The method is costly and unsuited to attitude reseérch.
it reVeAIE little tangible information about the observed's state of mind or
hotives; It is, therefore, unswitable for this research.
(ii) Experiments:
One of the major weaknesses of the observation method is

that there is little or no control over the behaviour or environment being
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observed. Behaviour is observed in its natural setting with all the unique
and uncontrollable factors that may attend it. |

The experimental method consists of introducing selected stimuli
into a controlled environment and systematically varying them, and observing
responses. The purpose of control is to eliminate competing hypothesis
which might also explain the observed phenomena,

This method is imhractical for use in the circumstances attending
this rescarch, inexperience in psychological/behaviour interpretation of the
author; lack of facilities and opportunity to conduct such experiments, need
to cause minimum disruption to normal work of the organisation, doubts that
meaniﬁgful results can be obtained in such an artificial situation.

(iii) Surveys

The most common method used is that of surveys. Compared with |
other techniques it yields a broader range of information and is effective
for a greater number of research problems. The design of the survey method
is the major step in any survey. If dé;ign is wrong, then all results are.

meaningless,

(b) Design of Survey

The researcherAmust decide amongst survey methods, reséarch
instruments and sampling plans. Decisions amongst these thfee elements
constituté his research strateby. | |

(i) Survey methods

There are three principle types of survey method, telephone
interview, mail questionnaire, and personal interview, Each has advantages
and disadvantages over the other two.

Telephone interviews produce a greater rate of response than mail
questionnaires, but a less rate than for personal interviews. They are,
however, less time consuming than the latter. They have the same advantages

over a mail questionnaire as a personal interview in that some freedom of
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questioning and pursuit in depth of specific pbints is possible. In addition
it is possible to ensure that all interviewers interpret questions in the
same way. The disadvantages of telephone interview; are that they are limited
to people within convenient reach of a phoné, and may suffer from bias with
people who disiike using phones, and the interviews tend to be limited to a
short‘duration, as people are often reluctant to hold lengthy telephone
coﬁversations. |

The mail questionnaire is the best way to reach people who would
not give pefsonal interviews or who might be biaded by interviewvers, and is
theyleast expensive method. Itbhas the disadvantage of requiring very
carefully worded questions to avoid misinterpretation, and responses tend to
be slow with a high failure rate overall.

' The personal interview is the most versatile of the three methods.
The interviewer can ask a greater variety of quéstions and can supplement
the interview with personal observati;ns. In research where personal
feeliﬁpé are involved.it-is a better wéy of creéting trust between the
reSeéréﬂéf and participant, whigh is especiglly iméor;antvwhére anonymity
is imﬁ&rﬁaﬁt."Where questions asked ﬁay'be subjected to a cohgiderable
ranééﬂbfiéifferent interpretations, i£ is possible to enlarge on questions
to ;ﬁgQ;éythat‘a commoa meaning iéiimpartedvto all interviewers. The cost of
persgﬁﬁl iqterviewing fends to be ﬁigh in terms of the skill training, and
skiii,;équired of the interviewer, espeéially Where unstructured interviews

arerﬁéhfpfmed. This problem is reduced when a structured interview technique

is uﬁed@éwﬁere questions are pre-determined, and require definite answers,
whicﬁréAnnOt be subject to interviewer bias in interpretation,

f;"At first the author wished to use a mail questionnaire to survey
a wia§ s§mp1e of the population involved, to.include individuals, i.e. N.C.B.

Are;ﬁ other than North Derbyshire. This was to be followed by a smaller
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sample of personal interviews, at which the author would pursue factors
identified by the mail questionnaire. It proved impossible to obtain
authority to extend the research beyond the North Derbyéhire Area, The

method subsequently selécted was a structured'personal interview.

(ii) Research Instruments“

The research instrument is chiefly influenced by the type of
information sought and the method by which itis to be gathered. A short
questionnaire is most appropriate for a telephone interview, whilst a one
or two page, attrattively printed questionnaire is more appropriate for
mailing. A long objective éuestionnairé or a set of psychological tests
may be used in personal interviewing.

The instrument selected was a six bage answer pamphlet for a two
page questionnaire. Questions were kept separaté from answers, being
verbally imparted by the author,

(iii) Sampling Plans

A sampling plan answers three queétions: Who is to be surveyed?
How many are to be surveyed? How are they to be selected.

In general, the larger the sample the more reliable is the
information, but samples of only 1% of the population can give reliable
results with a good sampling procedure., Furthermore, the research objective
may not be to determine accurate information, but merely to discern trends
and general attitudes. and often small samples will suffice. This applies
in this instance, where it is desired to discern such trends and attitudes,
from an estimated sample of 25-40 (depending'upon response),

To make an accurate estimation of population chafactéristics,

a ramdom séﬁple should be drawn. Everybody, in the total population,
shoﬁld have an equal chance of being:selected for the survey.. Ultimately
random sampling tends to be more costly than other methods. First of all a

sburpe of names and locations for the whole population must be found, and a

’
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sample extracted therefrom by a random sampling technique. The interviewer
must be prepared to travel anywhere to‘find the chosen subjects, and to call
back many times, if necessary, to ensqré that all chosen subjects are
interviewed.

Quota sampling is a more suitable technique for the purposes here
involved, because it is less costly in terms of time and effort, and is
sufficiently accurate for these purposes. Where research is undertaken on a
fixed time-table with limited resources, it is better to expend most of the
available time‘and effort on bettef questionnaire design. Bias from the
latter source can be far more meaningfui than that from a nqn-random sample.

(d) Chosen Data Collection Procedure

i The procedure chosen for data collection is as follows:-
‘(i) A survey using structured personal interviews.
o (4i) »Responses to questions‘to”be written by the respondent on
a standard reply shéet, designed for the purﬁose. An example of such a reply
sheet . is shpyn in Appendix 9.
_(iii) The administration of the procedure to be designed so as to
providéuénéhymity to individual responses, |

+ (e)  Mechanics of Implementation of Data Collection Procedure

The procedure to be followed is as follows:-

fi) Introductory letter from Area Director to proposed
partiéipants. The letterbemphasises that participation in the project is
volunf&f§, and that the information provided will be recorded and processed
in sﬁch a Qay as to ensure anonymity of respondents.

(ii) Arrangement of interviews by Mr. D.J. Allsop, Head of
Recrui#mentvand Training, between willing participants and the author,.

(iii) Structured personal interviews conducted with the author

posing the questions, and the interviewer entering his replies on the
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standard»questionnaire reply sheets (Appendix 9)
(iv) The completed questionnaire reply sheefs to be forwarded
with no reference to identityw to Mr. Allsop.
(v) All replies feturned to be retained by Mr. Allsop until all
received, thereupon they are to be passed on to the author for analysis.v
(iv) The questionnairebﬁsed to be identical and not to include
ques£ions directly relating to the interviewees identity.
This procedure was faithfully followed, and anonymity of responses

was successfully achieved.

L, éggeemenf of Data Collection Procedure
vThé procedure chosen, and the mechanics of implementation had to
be agreed with two bodies, firstly with the North Derbyshire Agea of the
N.C.B. and, secondly, with the trade union representing the population from which
the'gaméle was to be drawn. |

(a) With North Derbyshire Area

The original research proposals involved a widely distributed question-
naire, fqllowed by a limited number of depth interviews, based upon the findings
of the preceding questionnaires.

| In order to obtain a sufficiently large sample on which to base a
mail questionnaire, it is desirable to exténd enquiries beyond North Derbyshire.
Permission for this was sought but refused by the Area Director. No specific
reason was given. |

The questionnaire as originally designed, involved responses from
an émployee and his boss. This approach would have allowed a cross check of
interpersonal feelings, an estimate of the subordinates actual exhibited
motivation in terms of a rank order, and cross checks on factors iﬁvolved in
the interview with the employee.

Such a study could have provided valuable knowledge of the extent

to which hygiene factors and motivations felt by subordinates are justified
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§y actqal circumstances. The estimate of motivation rank order would give
some idea of whether motivations or'hygiéﬁe‘factérs are currently operative
;in the individuals work situation, -

The "boss" section of this proposed questionnaire is exhibited in
Apbendix 10. The system devised for response was such that subordihate and
"bossﬂvrep}ies would arrive in the same envelope, but in such a way that
neithgfiygul@ see the others reply.v In‘addition it would also be impossible
fo'iéentify;individuals once again:anonyﬁity was achieved. |

| The Area Director expressedfhis disapproval‘of this technique.

"y a@vnot:happy about.the concept of cpntrol that you wish to establish b&vask-
ing §n of?iciél‘s shperior tO'comment‘bﬁ his 'motivation characteristics'";
In.,;iéﬁ of this, this paft of the resea;ch was éubsequently droﬁped, ahd the
authgr'resolved to rely wholly on the direct résponses_of‘individuals concerned.

Agreement was, subsequentiy reached, with the Nofth Derbyshire Afea
to éondﬁct a seriés of personal interviéws, using a structdredvquestionnaire
wifh se1e¢ted individuals, with the-providibn that agreement must be reached
with;fhe:tradé union (Bfitish Association of Colliery Management) concerned.

(b) With the British Association of Colliery Management

- 'B.A.,C.M, is a union formed to protect and forward the interests
of mgnﬁgémcnf employees in the British Coal Mining Industries. The

association has a number of regional organising secretaries, employed full

timé;??The interests of local N.C.B. Arcas are looked after by part time
offigiais; working to the regional secretary.

S The Area Director initially undertook to clear the matter personally
with‘A‘t‘hé regional official, with whom he normally has meetings on an
appppﬁimétely monthly basis. With'mpre bressing matters to take up their
fimésfiﬁé“subject téok a low_priority and agreement ;as not reached at this

levely Mr. Allsop (Head of Recruitment and Training) was delegated o clear -

‘ théfhaiteh with the B.A.C.M. regional secretary. Agreément itself proved to
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be a relatively simple matter, with the assurance of anonymity, and the

voluntary nature of participation,

5. ‘Choice of Individuals for Interview

| The stratum of management selected for interview is that of‘bfanch
heads of departmentslat Areallevel ang the equivalent stratum at Coliiéry'
level.,

The Area strétum is selecte&,because this level where each official
performs a job requiring a tangible coﬁtribufion, over which the indi&iduals
have céntro; and for which they have ¢irect'résponsibility. Above this level
management becomgs.more concgrnea with poliéy'formulation, strategic ahd~
tacticalvplanning, etc. Below this level, Area Management becomes highl&
functionsl, but with a less than overali view of Area operations. At this
levei #he actual defailed plans and cﬁntrol of pléns for operations aré
formulated. It is, therefore, upon thekeffoft and‘effectiVéness of these
people, that successful "doing" depe;ds.

At Colliery level, the management stratum selected, despite being
lower‘in:the overall hierarchy of the N.C.B. organisation, occupies a sfmilar
positiﬁn to that of the Area officials. Each member of this stratum is
respopsible for the organisation and performance of a specific section of a
Colliefy's operations,

The two strata selected are such that all employees have demonstrated
some'cﬁreer success in management, This fact implies that these people should
be capable of a high rate of work motivation which is a desirable aspect for
this fesearch.

The stratum at Area level is of such a size, in terms of members of
personhe1 that all could.and shqqld be interviewed. Time permitted this,.
but the sample at coilié}j level is négessariiy smaller. The greater ' |
geographic dispersion of individuals, ahd the g;eat demands made on the time of

individuals, made it necessary to confine the investigation to officials at
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two collieries.
A total of 22 officials at Area level and 11 at coiliery were -
selected for invitation to participate. A high réte of response was
anticipated_and, indeed, necessary if sampks were not to become meaningiessly

small.,

6. The Questions

A copy of the list of questions as asked is exhibited iﬁ Appendix 11.
The followjng discuséion explains thebreason for individual questions.

The questions directly assogiated with motivation are those
number 2 - 18 and are based on Herzberg's motivation and hygiene factofs,
thése specifically with "Managemgnt bnybjectivés"; 19 - 23, aﬁd those for -
classjfication'purpqses 24 - 28. |
Question 1

This question is primarily intended to stimulate interést in
respondents, but is also linked to question 17 concerning the individdal(S'
ratind of his current salary., It is intendedtto pgt respondent's mindé in
the night perspective,:by demanding a cbnsciqus answer to, what is to most‘
peopig, if takgn seriously, a difficult?qu§s£ioﬁ€ In‘answering this question
the ré#ﬁondent must consider a wide range of différent aspects of kis job.
He isi thérefofe, better prepared to ansQer the more specific questions which
follgw.]ﬂfhe question demands a more pertinant ansvér than it would under
noémﬁl‘éifcgmstances, since most of the individﬁals questioned had just
received’a substantial salary increase from a general réview agreed between
the N.C.B. and B.A.C.M. This increase followed closely the annual increment
review tﬁat is a standard feature of N.C.B. conditions of service.

: ]

‘Any estimates, therefore, of a substantial nature should serve
as a;meésure of an individual's dissatisfaction with his current salary.
Quesiﬁch:z

Again this question, is intended, together with question 3, to
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stimulate interest. Upon reflection, however, certain people might have
bitter feelings about a failure to be apéointed to a job, and this arousal
of negative feelings so egrly in the iﬁterview could bias subsequent
responsess,

Assuming that most people make at least one job applicatiqn per.
year, thig question is an indicatbr of the recent achievement of individuals.
Question 3 |

’ Tﬁis duestion does not ébpi& tb all.resﬁonde6£s, only those who
failed to be appointed to the last joﬁ.for which they applied. This
question, if answered positively, is an indicator of_the individuals'egq
with'respect to his ability to do a job.; A person who considers that he
céuld'do a better job than the persoh‘appointed to do it, is likely to
have gitier feelings about the matter. He is liKely to suffer a loss of
faithvih company pdlicy and édministratibn, which being a hygiene factor:
will depress his cﬁrrent work performance. |
Question L

This question is,intended to be a measure of a persons feelings
of a;hievement in his job performance. A rating of five is indicative of
a neutral effoct of this motivator, whilst greater than five is a measure
of thé motivétors positive effects in improving the individual's work
peffofmancé. A score of less than five, indicates some lack of achievement
andipossible negative effects. Some hygiene factors, such as company policy
and administration or supervision is likely to be present, especially if
thevindividual feels that either of these are responsible for his lack of
achievement in his work.

Question 5
This question provides a measure of the strength of the "work

itself" motivator. A score of 5 is taken as being neutral. Scores greater
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than 5 indicate the strength of this motivator. A score of less than 5
indicates no motivational strength of this factor and is scored O.

This question also provides a measure of the general feeling of
satisfaction or dissatisfaction of employees (i.e. the relative sfrength'of
motivators and hygiené factors).
Question 6 ’

| The "possibility of growth'" is one of Herzberg's motivators; and
this qpestion seeks to measure an individuals feelingé about the possibility
of growth of his work in particular via promotion. 'This motivator cannot
‘operate in a ""dead-end" job, Whilst‘few of the jobs considered can actually
be reggrded as "dead-ends" with no contribution to the poséibility of
future growth the actual situatioﬁ does‘not heceséarily coincide with that
perceived by the individual., It is the latter image (perceived) rather
thdn the actual that is most important as f#r as the effect on the individual
is cbnce?néd. Hence it is necensaryvto measure the situation as perceived by
individuals; rather than from an assessmeﬁt of the value (re. growth) of the ¢
job itself,

A score of three is taken to be indicative of a neutral effect.

Few people Qould rate their prospects of promotion as zero; there must be a
gliqmgr of hope. However, a 'low' score is likely to be neutral in its
effects on job performance. A score greater than three is a measure of the
strength of the motivator. A score of three or less is indicative of
neutral or slightly negative effects on performance.

ngstion i

An individual who has a strong desire for promotion is likely to
work at a rate which isvenhanced by this factor. If, however, he sees his
ambition being baulked‘or at risk by lack of promotion prospects (indicated
by question 6), the enhanced rate will be_reducéd by an appropriate amount,

Zero is taken as a neutral score, and the score must be multiplied by a
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' factor lying between O and 1, depending upon the score in question 6. The
result is a measure of the strength of Herzberg's "advancement' motivator.

Question 8
Q

WAchievement! in job performance is an important motivator, but an
important reinforcement of this feeling is provided by its recégnition.
Particularly recognition by people who have the power and influence to’
advance the individuals career. QRecognition of achievement by one's boss
is, therefére, a particularly important motivator.

If one considers, that the boss has an opinion of one's performance
of 'satisfactory' then this cannot be taken as indicative of positive
recognition. A score of 5 is, therefbre, taken as being neutral, with
higher scores providing a measure of motivating effects. Lower scores are
indicative of the absence of this motivator, and possibly the presence of
the "supervision" hygiene factor. Negative scores are added to the '"super-
vision" hygiene scores. |

Questions 9 & 10

The responsibility attached to jobs can vafy widely. The more

importantginfluence on individuals, howevef, is the responsibiiity felt
by them. Even a dustman can feel that he carries a great responsibility
for:public health. These qﬁestions seek to measure the responsibility
felt by individuals with regard to their jobs. This measure isvassumed to
be,indiéative of the strength of'Herzbérg‘s Uresponsibility" motivator. A
neutrai score is indicated by zero.

| Question 10 modifies the score in the light of the individuals
preferenée for responsibility in his job. If a person feels that he would
like to have more responsibility in the future, then this indicates that
this motivator has a particularly strong effect on him, and his score is
addedito by a factor of 1., If he would prefer less responsibility then

his score is subtracted by a factor of 1 because this indicates that this
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motivator holds less importance to him, and is likely to be of less effect,
A preference for the same amount of responsibility does not affect the
score given in question G,
Question 11
A supervisor's competence is an important factor in an individual's
feelings about his job. Herzberg's hygiene factor "supervision - technical"
corresponds to this factor. This questidn was intended to'provide4$‘direct
measure qf;the strength of this hygiene faptor. Affer discussions with the
Head ofiéiaff Recruitment and ffaining it was decided to omit this question
on tﬁe‘gfounds that it could prove to be unduly offensive, and may make
participants wary of the questionnaire. Connotations of "Bingrother" could
be‘implied. The score for this factor is, therefore, arrived at by a
combination pf negative'scores from_questipps L apd 8.. |
Queéfigﬁvié
.‘:dIhterpersonal relations play a part in the performance of jobs.

Whé?iéf.sogial, or sociotechnical, suéh relatioﬁs can significanfly affect
an indifidﬁéi's attifﬁde’té wofk. This;quéstibn seeks to measure the
éf%%éﬁié;nés; of ihterpersonél relatioﬁs Qith the individual's immediate
on;;f;ﬁ;ﬁhé.former's work pérformance.

n‘vﬁﬁtii fating of satiéféctory implies with most people thaf relations
aréqﬁéitgli:that they oughf to be. Therefofe, this rating is taken to be
sliéﬁ@l&‘negative, and the neutral point corresponds to a rating of 6., Scores
lééé;fhén 6, then, measure the strength of this hygiene factor. Scores
grééfér than 6 indicate that the situation is such that the relationship is
not'édvérsely affecting performance.
Queﬁﬁfbhﬁ13

o iH'this question relates to the same area as question 12, but in

parti Qfaryseeks to measure the effedt of interpersonal relations between
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the individual and his work colleagues, other than his immediate boss. The
network point ﬁnd scoring are on the same basis as in questionvlz.
Question 14

. Herzberg's hygiene factors "working conditions" actually includes
a range of environmental characteristics other than an individuals office.
However, in order to obtain a standard measure of this factor the rating.
of the accommodation is common to all those interviewed, and all spend a
bsizable proportion of their time at work in the same,

.Again a rating of satiéfﬁétory is takén tovbe jndic&tivékof
slightiy negative feelings, and a score of 6 is taken té\be the neutrél
point. A score oflless_than 6 is ﬁaken to be a measuregof the strength
of this hygiene factor, whilst a score greater than_6 ié regarded as being
of neutrél Qalue as regards work performance.,

Question 15

All individuals feel some need for status, and have some expectations
of the status that should be provided by their job. A score of 5 or
greater is taken to be neutral in effect on ﬁerforménce, whilst one of
less than 5 is indicative of the strength of the hygiene factor,
Question 16

As far as this segment of the N.C.B. organisation company policy
and administration are représented by the Area Board,ﬂthe Direcior's
Committee. Many people s«e very little qf,this Committee's performance,
but all are subject to its decisions. Therefore, all are likely to have
some feélings on the subject, since their future job prospects and security
can be very much dependent upon this Committee's performance, and the
quality of its decisions. A rating of satisfactory is not indicative of
the state of affairs that leads to completely neutral feelings on the part
of individuals influenced by this committee's performance, and is, therefore

taken to be slightly negative in its effects. The neutral point is taken
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to be a score of 7, equivalen¥ to a subjective’judgement of "good", since
individuals with personal career aspirations are likely to demand a high
standard of performance of such an influential body.b.Scores of less than

7 are taken to be a measure of the strength of this hygiene factor,

Question 17 .

n"Salary" is one of Herzberg's hygiene factors. If an indifidual
recéives ai'least as much money as he feels that his job and performance
deserve then his work performance is unaffected. If,however, he receives
substantially less, then this is likely to affect his performancé. A rating
- of 5, cofresponding to "satisfactory" ;s_taken to be the neutrai peint, and
score of less than this is a measure of the strength 6f this hygiene factor.
Question. 18

The final hygiene factor coﬁsidered is that of job security.
Nobody could realistically feel their position to be totally secure, even
in an industry offering employment as stable and'seéure as that of the N.C.B,,
because chance occurrences can always totally change‘a situation (e.ge.
accident causing ;ncapacity); Therefore, the neutral point is taken to be
equivalent to a sdore of 2. Scores'greater thén this are a measﬁre of‘

increasihg insecurity of feelings about the job,

Questions 1§, 20 & 21
| These guestions’are the first three of five relating to the
appliéatibn of '""Management by Objectiveé" Qithin'the N.C.B. organisation.
Avfactor, fundamental to the "M.B.O"vphilosophy is the involvement
anq parti€ipation of individuals in the setting of their objectiyes. Without
beiﬁg‘éble to influence the objectives.set, individuals ére likely to feel
lessbqumitment to their achievement. |
Commitment to perforhance of objectivew is the principal
objeﬁtiveiof "M,B,0" for the company's employees, It is likely to be a

function of two things, the degree of influence that the individual has in
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the setting of objectives and thé practical achievability of them. If
objectives are thrust upon employees they are likely to feel relatively uncom-
mitted to their achievement. Similarly if objectives are seen to be
unrealistic or out of practical reach, commithent will flag. This lattef
point applies even where individuais have set their own objectives. 1If in
his enthusiasm the individual has set unrealistic goals, then subsequent
realisation of the situa?ion is likely to dampen his ardbur. Indications
in psychological research have shown that,»left to themselves, individuals’
tend to éet high performance tafge£s for»themselves. The role oflthe
organisation in objective setting, then should be to temper an individuals
ardour with realism. In the feverse éaée, where an individual is ultra |
conservative and fealistic, the organisation should seek to temper his
defensivengés with some enthusiasm.

Question 19 is an indicator of the correctness of application of

Ralnch bt e h Ao e

MBO and a measure of this factor's affect on;iAAiQiduailégé;itmen{. A
minimum standard of 50% influence on the part 6f ihdividuals should be arrived
at, Question 21 is a measure of the effect of realism on individual
commitment . .A';core of leés than 5 is a measure of an effect to reducing
commi tment. | |

Question 20 is a direct measure of an individual's‘commitment,
and is used with questions 19 and 20, which attempt to account for shortfalls
in cémmitment, below the 100% level (score 10).
(uestion 22 |

A simple measure of the effectiveness of "MBO" as applied by the
N.C.B,, in improving job performance is to ask expericnée participants their
opinion of its effectj&eness in resﬁebt of  their performance. The
attractiveness of the principles ;nvolved is likely to bias results, such
that an average score rates "MBO" as improving the performance of the
orgahjsatioﬁ. Anything less than a score of +2 then, should be taken as

indicating no significant change,
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Question 23

Performance appraisal ié a critical stage in the applica{ion of
'‘MBOY', If high objectives tend to be set, then 100 achievement is not
likely to be forthcoming. Therefore, it is easy for suéh an intérview to
deteriorate into a negative criticism session. All "kicks" with no "bats" is
likely to have detrimental effects on job performance, and this question scores
as a measure of the correctness of application of performance appraisal, as
a means of obtaining}fpture performance improvements. It also serves as a
measure of the hygicne factor - "supervision - technical, since the boss'
perceived competence is likely‘vefy much to be indicated by his appraisal
of the subordinate.

Questions 24-28

Serve as the bases for classification of results, upon which

comparisons can be made. These are discussed in the next section.

7 Bases of Comparison
| The author selected bases of comparison based upon his own feelings

as to where significant differences in the population, with respect to
motivation, are likely to be found. Five bases are used, which are as
follon:- |

(a)_ The Jevcj of the stratum in the hierarchy of the organisatiéh.
Both fhé sfrata selected, one at Area level, and one at colliery level,
perforﬁ similar "doing"voriented functions. However, there are likely to
be differences in facﬁors affecting job performance, poorly accounted for
by agé and salary differences and the greater progress towards maximum
potentiél of the former group, as recognised by their level in the hirearchy.

tb) Age is chosen as a basis of comparison on its own. The divigion
in gr;ups is taken at the 45 years of age level. Two groups are then set up,
those less than, and those greater than 45 years_old, giving a 50/50 split

of thé numbers intcerviewed,



(c) The third basis of comparison ié that of salary ranges. Those
carning less then £,,000 p.a. and those more than £4,000 p.a. forming two
groups,

.The actual choice of the salary division is meaningful pnly in
respect of the general salary conditions applicable at the time of the
interview, with recent inflation, and correspondipg upward salary trends,
this level is now erroneous. It was, however, cofrect at the time of
interviews, and the application of an appfopriate inflation féctor would
render it equally so today.

(d) The author suspects that a considerable influence on the
motivator/hygiéne pattern is exerted by the number of people financially
dependent upon a man's income. This, then forms the basis of-the forth
coﬁparison. Those individuals witﬁ léss than 3 peopleAdependentkon_their
income (i.c. mainly man and wife only, with no depehdent children), and
those with three or more dependent upon their income.

(e) The final classification is based on the individual's professional
training. Previous experience, particularly in the training years is
likely to influence a person's attitutdes and kence his feelings towards his
wdrk; Those with technical training of an engineering natureb(including
surveyor)kform one category. The remainder, the majority of who have had a
more liberal education, and have undergone mainl& "white collar" training,

form the second group.



E. RESULTS

1e Trial Research

Before the data1colledtionvtéchnique was applied to the populatibn
selecteé for investigation, a trial was carried out on a small sample of
people from backgrounds similar to those of people in the mainvreseérchvgroup.
The objective of this trial was to deéermine the main sources of amﬁiguity and
confﬁsion in the questionnaire, and also to profide some trial data to
determine any snags that may arise. A numbeerf questions were médified as
a result of this trial. The numbers iﬂvolved, however, were insufficient for

any meaningful conclusions to be made from the data.

2. The Interviews

| All interviews were conducted in private, but most were intgrrupted
at some stage by telephone or other callers. This tendency. was particularly
common at collieries. However, since the interruptions were general to
the ﬁody of intefvieWS, any bias of the results from this source should be
common to all, and therefore, should not affect comparisons of-different
groups.

The time taken to'conduﬁt interviews Qaried betwgen 15 énd-SOi
minufés, erendinb upon the intercgt shown in the research, and the
delibefation taken in answering quesﬁions.

A majorify of participantsvseemed interested in the research
and expressed a desire to see the final resulté.

N A number of the questions caused some difficulty in answering
This usually aroée for one df two reasons; the écope of the question being
such §s>to require a number of factors to be considered before the final
answer gjven_or the interviewee being unsure of thec meaning of the question,
The questiohs which seemed to cause particular difficulty were:-

Question 1. A number of factors have to be weighed here - proximity of



previous increment, the rates for similgr jobs inside and outside the
industry, contribution in cash terms of job performance, (and iﬁ other‘nqn—
measurable terms). Many of the participants also seemed to wrestle with
their conscience and with the need to free themselves froh previous standards.
Question.lﬁ. This question posed some deliberation amongst participants.
The judgement of the performance of the Area board, whose power and
influence is considerable, may have been seen as somewhat threatening,
particularly since the research had initially been introduced to them by
the scnior member of that board. Hesitancy was soon overcome, however, by
a reassurance of the anonymity of results,
Question 20. A number of people had difficulty in perceiving the difference
between this question and question 21. A short explanation by thé author
served to dispel the difficulty. |

One person was unable to reply‘to any of the questions on management
by objectives because hc had no experience of it. Nine others Qere unable to
reply to question 23, on performance.appraisal, because théy had no
expericnce of it, and were working with spe;ific objectives for the first time.

3. . Data Presentation

Appendices 13 - 18 contain the data collected. 'Appepdix 13 gives
a breakdowﬁ of numbers of peoplé in the.various categories used for
comparison purposes. It confirms a number of expectations; one that area
personnel tend to be older than those at collieries (20% of colliery
personnel over 45 'years compared with 67% of area personnel); a second
expectation was that the colliery personnel would be substantially lower
paide (This is,supported by the fact that none of the colliery personnel
interviewed earned over £4,000 p.a., whilst 61% of the area personnel did
~earn such amounts.)
A third expectation was that colliery personnel would tend to have

more dependants (associated with age groups). Again this is supported by
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the fact thnt'90% of collicry personnel have one or more children compared
with 67% for arca personnel.

Appendices 14, 15, 16, 17 and 18 present the data analysed on the
five comparison bases: - organisationai level (colliery or area), age (under
45 or over 45), salary (over or under £4,000 p.a.), number of dependants
upon income (two corresponding, usually, to man plus wife, one to the man
alone, any number grecater than two representing children or other dependants ,
and professional training (engineers and surveyors tend to have had a training
more closely tied to colliery operatiéns and have more experience in line
functions. Others tend to have a more liberal education, less tied to the
coal industry, and have little line management experience),

Appendix 19 uses a "chi square" significance test to determine
significant differences in the results. It should be noted that the
significance decision for '"salary shortfall" is not based Qn‘a "chi square'
test Put more simply on a rule of thumb decision level ~ if the differehce
between means is greater Fhan £50, then the difference‘is significant.

bLe Data Analysis and Findings

a) Motivators

i) In Geperal

An analysis of the motijators and hygiene factors for colliery and
arca personnel shows that all are significantly different.

"Achievement", '"Responsibility", "Advancement!" and "the Possibility
of Growth'" are stronger amongst colliery personnel, whilst "Recognition"
and "Work Itself" are stronger amongst Area persohnélf

Certain hypothesesare drawn about each factor, baséd on the
author's knowledge and»experience, and compared with the results.
ii) Advancement

First a hypothgsis is proposed: - Area personnel are less

ambitious than those at colliery level. This is a function of gréater age,
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fewer dependanis, existing advancement to a substantial level in the
organisation, and a substantial salary level.

This hypothesis is supported by the lower mean score for advancement
amongst Area compared with colliery personnel (3.12 c.fe %4.20); by the lower
score for the over 45's compared with the under 45's (2.97 c.f. 4.61); by
the lower score for those éarning over £4,000 per annum compared with thpse
earning less than £4,000 p.a. (2.96 c.f. 3.90); by the lower score for those
with 2 or less pcople dependant upon their income (including themselves)
compared with those with 3 or more dependants (2.58 c.f. 3.83).

Furthermore, the score for this motvator is higher aﬁongst
engineers/survcyors than amongst other professionally trained personnel.
Explaﬁations for this could be that a higher proportion of the younger colliery
staffs are represented amongst the engincer/surveyor .category; also the
structure of the N.C.B's organisation is such that there are greater
opportunities for advancemcnt for engineers than other categories. This
latter point is reflected in the types of person entering the industry in
other categories; knowing the opportﬁnities to be less, their expectations
are less, and hence the emphasis that they place on advancement. That is
not to say that their ambition is low, however, only that it is less tﬂén
amongst the engineers,

The encouragement of the "advancement!" motivator should be pursued
amongst the younger engineers with fqmilies, particularly at colliery level.

Older personnel are not as susceptible to this motivator and great
efforts should not be wasted on them in encouraging it.

iii) Possibility of Growth

The coal indusiry is one of the older basic industries and its
image is not too attractive, compared with its competitors, to young
professionally trained people. The least that the organisation can do is

to ensure that its young personnel are presented with prospects of personal
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growth within the organisation. If it is doing this, then the younger
personnel will feel this ﬁotvator stronger than the older ones. This is
s0, and is supported by the scores for the under and over 45 year olds
(respectively 2.43 and 1.36).

Hypothesis: -~ The possibility of growth is perceived as greater by colliery
than Area personnel. This is a function of age, profressional traininé
and number of dependants.

This is supported by the results: the score féf colliery personnel
is higher than for Area (2.60 c.f. 1.56); that for the under 45's is greater
than the over 45's (2,43 c.f. 1.36); that for engineers/surveyors is g;eater
than for other professionals (2.45 c.f. 1.00); and that for 3 or more
dependants is greater than for 2 or less, (2.19 cofe 1.1k).

This motivator is similar to advancement and one could expect, as
is the case, the results to be similar,

This motivator should be encouraged amongst the younger colliery
personnel with families.

Older, non-engincering personnecl at Area level are less susceptible
to it. Tﬁe differcnce in its strength between different salary groups
ié less marked than with other factors, but nevertheless, it tends to be
stronger amongsf the lower salary groups.
iv) Recognition

| The difference between all classification categories for this
‘motivator are all isgnificant (per "chi square" tést).

Hypothesis: (1) Recognition is more important to men with no
family left at home, other than a wife. DBecause ego satisfaction by his
family is less, and becnuse his behaviour is less reinforced at home, he comes
to rely upon his work for these satisfactions,

(2) This, again, is a function of age, and should also be reflected by the

results for organisalional level, and salary.
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This hypothesis is reinforced by the results: - the score for
the over /45's is greater than for under 45's (4.50 ~ 3.14); that for two
or less dependants is greater than for three or more (5.57 cefe 3.14), whi&h
is particularly marked; the score is also greater for colliery than Area
staffs (4,00 cef. 3.30), and the over £4,000 salaries than under (k.73 c.f.
3.06).

One could expect the'doers'", the engineers, to be more in need
of recognition than other professions. Yet because this class tends to be
younger, earn less than £4,000, and work at colliery level, the above analysis
would point to its being highly improbable, However, the results do bear
out that the score is higher for engineers than others (4.00 c.f. 3.30),
which makes the fact all the more remarkable.

This motivator is most important to Area personnel, and to the
older engipeeré. The younger engineers at colligry level are less
susceptible to it;

v)  Achievement

With the exception of the age élassification, all differences are
statically significant.,

Hypothesis: (1) The young feel a greater need for achievement.
Greater idealism as expressed in the young has need for satisfdction in
achievement. Therefore "achievement!" is stronger in the young than old.
(2) Also, engineers deal with more tangible measures of performance than
other professions in this organisation, hence their needkfor "échieVement"
is greater. |

The first hypothesis should be reflected not only in "age" but
also in the groups whose age plays a pronounced part in the split (i.e.
organisational level, salary level, number of dependants.)

The results demonstrate that hypothesis (1) is founded on some

substance: the under 45's have a higher score than the over 45's (4.50 c.f.
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14,00); colliery personnel have a higher score than Area (4.50 cof. %4.17);
and those with more dependanis have the higher score (4,28 c.f. ho1l), although
the statistical test indicates this to be of no statistical significance.

A counter indicator, however, arises with regard to salary; the
higher salaried, which one would expect to be associated with the older age
' groups, have a higher score than those less well remunerated (4.73 c.f. 4.00).
This can be accounted for by the fact that engineers scored higher than
other professions, and a number of the Area engineers are amongst the
higher salaried group.

Achievement holds the greatest hold on the younger personnel, in
particular engineers. It continues to re#ain its hold on the latter proféssion
with increasing age.

vi) Vork Itself

The results of the apalyses of salary, and number of dependents
are not statistically significant.

Hypothesis: - The people who no longer.desire or see prospects of
promotion are likely to be more dependant upon other motivators. In
particular they are likely to seek satisfaction from work itself. To be
more specific, one would expect Area personnel to be more reliant on this
motivator than those at collieries, also the older more so than the younger
those with fewest dependents more so than those with sizable families.

Also, to hold to the converse of the expectations for "advancément”, one would
expect engineers to have less need of this motivator than other professions.

With the exception of fhe "number of dependants'" expectations
(the results of which are not statistically of significant difference (4.48
c.f. 4.45)), these expectations are borne out by the results:- Area staff
score higher than colliery (4.84 c.f. 3.70); the over 45's higher than the
under 45's (5.00 c.f. 3.86); the higher salaried higher than the lower

salaried (4,46 c.f. h.41) this difference not being of statistical significance;



71
and "other'" professions score higher than engincers/surveyors (5.30 co.f.
h.00).
"Work Itself" has stronger effects on older personnel in
professions other than engineering, particularly at Area level. There is
no significance in differences according to salary or numbers of dependants.

vii) Résponsibility ¥

The results of analysis by "numbers of dependants" are not
statistically significant.

Hypothesis: Those personnel who have becn most closely associated
with line management, or actually part of the line, are most susceptible to
the "responsibility" motivator.

The results do not hold completely to expectations in all reépects.
With regard to organisational level and professional training they do, however;
colliery personncl score higher than Area (8.60 c.f. 8.16; and engineers, a
class which includes line management at colliery level and Area personnel
with line experience, score higher than other professions (8.45 c.f. 8.10)

One would expect colliery staff's higher score to be reflected
by a similar trend in the 'age' and 'salary' analyses. This is not soj;
the over 45t's score higher than the under 45's (8.65 c.f. 8.07); and the
"over"£4,000 p.a." score higher than the "under £4,000 p.ae" (8.46 cef. 7.9%).
This can be explained by the high score of the "engineers" category, who
contéin several people over 45 years old and earning more than £4,000 pe.ae.

The "responsibility" motivator is strongef among colliery staffs
in the "engineer/surveyor" category. It is also stronger in higher age
groups than amongst younger people; certainly the older group expressed
feeling more responsibility. This latter classification correlates with
higher income levels. In general, this motivator is strongest amongst
those categories that bear most practical responsibility in the organiséfion

near or actual line managers, and the old (and better paid) executives, who



72
have advanced Lo leovels of greater responsibility,

b) Hygiene Factors

i) Working conditions

All analysis results are statistically significant.

Hypothesis: '"Working Conditions" hold most importance for those
who work in the worst condiiions. Colliery offices are inferior in most
respgcts to those at Area, particulafiy ét the older collieries, (like the
ones included in the investigations). Therefore, colliery staffs are more
conscious of inferior working conditions than Area personnel,

This is supported by the results., quliery scores are higher
than Areq scores (5.00 c.fe 2.61). This is reinforced by the scores for age
(under 45's - 4,65 c.f. over 45'5 - 2.,43); for salary (under £4,000 p.a. -
4,23 co.f. over £4,000 p.as. = 2.27); for numbers of dependants (3 or more
dependants = 415 cefe 1.43 for those with 2 or less). Since all colliery
personnel come into the engineer/surveyor category éne would also expect
this category to score higher than other professioﬁs, and the results
demonstrate this (3.84 - 2.80).

The "working conditions" hygiene factor is strongly felt at
collicry level, as reflected by the personnel's score for their office
accommodation., The company can do little to influence underground'working
coﬁditions, but could improve office accommodation. The score suggest that
it should give consideration to the matter.

Area staffs are more satisfied by their working conditions (a
score of 2 represents their being satisfied), and little benefit is to be
derived, in general, from improvements here.
ii) Status )
All analysis results proved to be sfatistically significant.
Hypothesis: Personnel in positions of lower rank in the hierarchy

of ‘the organisation feel more lack of satisfoaction of this hygicne factor.
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In practical terms this means that one expects colliery personnel
to feel more lack than Area personnel. This is verified by the results: -
colliery scoring higher than Area (1.30 c.f. 0.22). The other results also
reinforce this finding; the younger staff scoring higher than older ones
(1.22 c.f. 0), the over 4515 feeling no lack of status at all. The lower
salaried group scored higher than the higher salaried (0.77 c.f. 0.22), the
1341 dependants gréup scoring higher than the "2-" group (0.81 c.f. 0),
the latter feeling no lack of status. A further noteworthy finding is .that
enginecers feel more lack than other professions, who feel no lack at a11_(0.95
c.fe 0)e In fact the Area "cher" profession members feel no lack of status.

'Engineers and colliery staffs feel some lgck of status. Continuing
the trend to the recognition of collieries as the "sharp-end! of the organisation
and further decentralisation of decision making through involvement should
serve to correct this matter,

It is significant that the "other" professions, corresponding to
tstaff' rather than 'line' functions feel no lack of satisfaction of their
status needs.,

Age increase correlates with advancement in the ranks of the organise
ation, and thus status needs are increasingly satisfied with age. These
needs, however, seem to be generally well satisfied, since scores tend to be
low,.

iii) Inter-Personal Relations ~ With Boss & Collcagues

All analysis results show differences of statistical significance.

llypothesis: Young people, being less experienced and less tied
‘to the organisation are likely to be more forthrighg in their views.
Therefore, adverse inter-personal relations with their bosses are more
common, With thé increasing dependancy on the organisation that comes with
increasing age, and greater diplomacy that comes with experience, the older

personnel have better personal relations with their bosses.
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This hypothesis is substantiated by the results, althoggh it
was rare to find anybody who considers themselves to have particularly bad
rcelations with their boss. The under 45's score higher than the older
personnel (0.43 c.f. O).

The tradition of outspokenness, commonly‘found at colliery level,
also leads to more adverse relations and this is supported by the fact that
colliery staffs and engineers score higher than, respectively; Area staff
and 'other' professions, (0.6 and 0.33 c.f. O and O).

It seems significant that none of the Area staff, over 45's, over
£4,000 p.a. salaried, or those with 2 or less dependants, had any fecling
of adverse inter-personal relations,

The same pattern is followéd in the inter-personal relations with
colleagues, where even fewer adverse relationships were perceived fo exist
than with the superior subordinate relationship.

Poor inter-personal relationships do exist but are relatively
few. Such relationships are most common amongst the younger, colliery staffs.

iv)  Company Policy and Administration

All analysis results show differences of statistical significance.
Hypothesis: Younger people are more»critical of the job performance
of others., Anxiety about their own aspirations enlarges their perception of
othér people's mistakes that impinge on their career prospects. Therefore,
dissatisfaction with "company policy and administration', as expressed by
feelings about the performance of the Area board, is greatest amongst
young personncl,y whose advancement in rank has, hitherto, been limited.
Thié hypothesis is supported by the results for age and salary,
the latter being indicative of limited advancement, The under 45's score
‘is 1472 compared with 0,86 for the over 45's; the under £4,000 p.a. group

score is 1.65 compared with 0.73 for the over £4,000 p.a. group. Of further
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significance is the score of those with 3 or more dependants (1.53), compared
with 0457 for those with 2 or less. This is indicative of greater anxiety
on the part of those with greater domestic responsibilitiese.

Considering the trend in other analyses, thc fact that ‘other!
professions scored more than enginegrs (1,40 cofe 1.22) is all the more
significant, This is indicative possibly on a feeling amongst 'other!
professions that company policy is over influenced by 'engineers', and that
their representatives do not carry sufficient weight.

Dissatisfaction with company policy and administration is greatest
amongst younger men of relatively low rank in the organisation, Of further
significance is the“dissatisfaction felt amongst professions other than
engineers. In general, however, employees are satisfied with the performance

of the Area board,
v) Salary

All the analysis results show differences of statistical
significance.

Hypothesis: The younger men with greatest domestic commitments,
and currently earning relatively low salaries, express most dissatisfaction
with salary..

The rcsultsvsﬁbport this view; the under 45's are more dissatisfied
with saiary,than the over 45's (1.72 co.f. 0.86); the lower salaried more
dissatisfied than-the higher salaried, (1.18 c;f. 1.00); the "34+" dependants
more_@issatigfied than the "2-" dependants, (1.10 c.f. 1.00).

iﬁ further support aré the results for colliery/Area, and
engineers/others,

Salary.digsatisféction is greatest amongst those cufrently earning

the lower salaries, and with greatest domestic commitments,

vi) = Job Security

 ”A11 the analysds results show differences of statistical significance.
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Hypothesis: Feelings of insccurity with employment are greatest
amongst the older personnel, particularly those over 55, beyond which age,
premature retiremenis were becoming increasingly common, *

The results support this proposal, the over 45's score is
significantly double that of the under 45's (1.00 c.f. 0.50).

Of unexpected significance is the greater insecurity felt by
'other!' professions compared with engineers. Possibly this is related to
their functions being predominantly 'service! and therefore feelings that
come to the crunch, they are more dispensable than engineers, in what is
a predominantly production oriented industry.

The older personnel suffer most from this hygiene factor, with
engincers feeling little insecurity in comparison with other professions.
In general, however, personnel feel sécure in their employmenf.

c) Management by Objectives

i) Commitment shortfall and influence or objecti?e setting

Hypothesis: The degree of commitment to achievement of objectives
is a function of the influence that the individual had in the setting of

his objectives.,

* . Footnote

Since the survey, a change in company policy, occasioned by
the changed energy supply situation, means that early ements and
redundancies are rarer. This change would presumably be reflected in

changes in answers to questions on job security,
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A comparison of the results for "commitment shortfall", (a measure
of by how much an indivi@ual is less than wholy committed) and influence |
shows this Lo be so; colliery staffs expressed less commitment (greater
commitment shortfall) than Arca staffs, (2,70 c.f. 2.53), and also donsiderecd
that their influence in objective setting was less (3.80 cef. 5.06)e There
is a similar lining up of results for age, salary, number od dependants and
professional training.

Expressed in absolute terms, aiming at 100% commitment to
objectives, there is a significant shortfall in commitment., However, if one
considers the overall mean score (2.5§), which corresponds to a subjective
judgement of "high commitment", then thc position is good. Similarly for
influence in objective setting; the overall mean score ofk3.34 corresponds
to a 67% contributioh in objective setting on the part of the individual
concerned.

Commitment to objectives is associatéd with the amount of influence
allowed the individual on their setting. Commitment is generally high amongst
the group studied, but engineers are significantly less committed than
other professions. A majority of those interviewed expressed, without
volition, some lack of commitment caused by the interaction and inter-
dependence of their performancé, and achievements, with other members of
the orgaﬁisatioh.

ii) Achievability

This term is used to describe the '"probability of achievement"
of objectives.

Hypothesis: In jobs where the objectives have to be couched in
broad and general tcrms, the achievability is less., That is the shortfall frém
subjective certainty of achievement is grcater., Jobs at colliery level, and
for engincers tend to be easier for the setting of specific objectives,

being more associated with measurable results (tons of coul produced, cost
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of maintenance, etc). If the hypothesis is to be substantiated the
scores for achievability shortfall should be lower for colliery than Area
personnei, and lower for engineers than other professions.

The results in fact support this; Area scores being significantly
higher than those for collieries, (2,82 c.f. 2.30), and engineers' lower
than other professions, (2.53 c.f. 2.80).

>‘ In jobs where'objectives are set in specific terms the probability
of achievement is felt to be greater. This is important in that if
objectives are too broad, then the probability of achievement is much
reduced, the commitment to them is likely to be less, and the objectiveé
themselves become meaningless.‘

Attempts must be made to be more specific in the.setting of
objectives, particularly amongst Area aﬁd non-engineering personnel. Key
tasks must be iddntified for all, and distinguished from "desirable" tasks of
secondary importance.

iii) Effectiveness

This term is used to describe the effectiveness of MBO asva means
of improving individuél performances.

Hypothesis - (1) Those people.with objectives couched in specific
terms feel that the technique (MBO) is more effective'in improving management
performance. (2) Younger peéple are more receptive to new methods and
change. MBO may not be new in principle but its formal application is.
Therefore, the younger personnel feel that it is more effective than older
personnel.

These proposals are given substance by the results, Colliery scores
are higher than Arca scores (2.90 c.fe. 2.06) which supportsvthe first
hypothesis. The second hypothesis is supported by Lhe score for the under
45's being greater than for the over 45's (2.50 c.f. 2.25), and the score for
those with "34+" dependants being greater than for those with "2-“, (2.68 c.f.

1.57).
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Younger personncl feel more strongly that MBO is an effective
means of improving their performance. Where objectives are readily se£
in specific terms, the feeling is stronger that the technique is effective.
Endeﬁvour io set objectives in more specific terms for other personnel
will improve the effectiveness of the technique im improving work
performance.

iv) Appraisal

Appraisal of performance is a vital stage in the application
of MBO. If criticism of performance is too liberal then individuals are
likely to feel hurt, and feel that they are being unfairly deéalt with.

Thus tﬁe "sﬁpervision? hygiene factor is likely to lead to réduced performance,
The appraisal interview is also an ideal occasion for recognition of
performance achievements, and encduragement‘of aspirations for advancement.
These latter two are motivators and can lead to improved performance.
Constructive criticism is necessary if individuals are to éontinue to

improve, but is better if it comes from the individual himself.

If appraisal interviews are being correctly performed, then
individuals should fecel that, at least, they are not unfair,‘indicating
ithat hygicne is being satisfied. If weli conducted, such interviews should
- inspire individuals to better performance, by stimulating the recognition
or "growth'" motivators. |

The results indicate that, in general, interviews are felt
to be fnir; and little resentment was noted at the questionnaire interviews.
An overall mean score of 2;37 indicates this feeling for fairness, but
variations between different groups are significantly different. 1In
particﬁlar the under 45's feel the interviews to be iess fair than older
personnel (1.64 c.f. 3.86), and those with 341 deperidants are similarly

different from those with "2-", (2.00 c.f. %4.25). This fact is possibly
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related to decreasing sensitivity with increasing age.

Appraisal interviews are being conducted in a satisfactory manner,
but some improvement may be derived from greater stimulation of motivators
(recognition and growth) and less of hygiene factors (supervision and job
security). 1In practical terms this implies more praise of work achievements,
vand indications of advancement rewards, and less criticism, particularly
of a negative type, with fewer threats to job security (implicit or explicit).
The younger personne1 are being less stimulated by these interviews, and
may well be more sensitive to criticism, hence efforts would be betier

expehded on this group of employees.



81

Fe CONCLUSION

1, Summary of Discussion

This rescarch into motivation and the application of 'MBO' in an
Area organisation of the National Coal Board, has identified significant
differences between identifiable segments of the population examined. Using
the factors established by Prof. F. Herzberg, comparisons of these factors
have been made and a number of significant differences indicated.

'MBO* has ecmerged, in recent years, as one of the most popular
techniques employed to improve management effectiveness. There seems little
.point.in continuing to use the technique if a significant number of those
subject to it, feel that it does not fulfill its purpose, or that it is
being incorrectly applied.” A common misapplication is the use of the
technique principally as a means of holding individuals accountable for
their performance, by specifying objectives against which performance can
subsequently be measured. The philosophy behind the technique is to encourage
self direction and control of managers within the organisation, rather than
relying on supcriors fon detailed instructions. To establish this,
individuals must be highly committed to their objectives, and this is
achieved by allowing them:to be involved in and influence the setting of
their objectives. It is commonly found that indiQiduals setting their own
objéctives, tend to set particularly demanding ones, Whilst this is desirable
if objectives are set so high as to make substantial achievement of them
impéssible, then individuals are likely to lose commitment to them and follow
different goals. One function of the organisation in objective setting is
to ensure that objectives are realistic,

The value of 'MBO' is, therfore, assessed using five measures;
the iﬁ?;uence of the individual in setting his objectives, tke achievability
of hisiquectives, his commitment to his objectives, his feelings about

appraisal interviews, and his feelings about the effectiveness of 'MBO' in
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improving his performance.
'MBO' can play a significant part in the stimulation of motivators
or hygiene factor, and its effectiveﬁess may be judged on these standards.

2. Summary of findings

a) Motivators
1) Advancement: Younger personnel are most susceptible to this
motivator, particulafly those employed at colliery level.
ii) Possibility of Growth: The over 45 year old employees, particularly
at Area level, feel less strongly abéut this motivator than the under 45
year olds at colliery level.
iii) Recognition: This motivator is most important to Area personnel,
particularly engineers over 45 years old. The yonger colliery staffs are
less susceptible to it.
iv) Achievement: This motivator has its greatest hold on the under 45
year olds, particularly engineers. Its hold on engincers is retained with
increasing age.
) Work Itself: This has stronger effects on the over 45 year olds in
professions other than engineering.
vi) Responsibility: Personnel who have been, or who are currently
part of line management are most susceptible to this motivator. Alsp the
older executives who have advanced to levels of greater responsibility, are
more susceptible than younger peréonnel. |

b) Hygiene Factors

i) Working Conditions: This factor is most strongly felt at colliery
level, where a significant number are dissatisfied with their office
acqommodation.

ii) Status: LEngineers and colliery staffs feel some little dissatis-
faction with their status., Other professions expressed ho feelings of

dissatisfaction from this hygiene factor,
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iii) Inter-personal Relations: Poor relalions do exist, but are
relatively few. Such relationships are most commonly found amongst the
younger staff at colliery level.
iv) Company Policy and Administration: In general, employees are
satisfied with the performance of the senior Area officials. Such dissatis-
faction that exists is greatest among younger men of relatively low rank in the
organisntion; and is stronger amongst 'other' professions thén engineers.
v) Salary: Dissatisfaction with saiaries is greatest amongst those
currently earning the lower salaries, and with the greatest domestic
commitments.
vi) Job Security: In genecral, personnel feel little insecurity in
their employment. The older employees suffer most from this hygiene factor,
with engineer's feeling less insecurity than other professions.

c) Management by Objectives

i) Commitment and Influence: In general, commitment is high in the
group studied, but engineers feel less committed than others., Commitment
to objectives is associatéd withbthe amount of influence allowed the
individual in objective setting.

A view was commonly expressed, without any prompting from the
author, that they felt some lack of commitment caused by the interdependence
of their performance with that of other members of the organisation.

ii) Achievability: Where.specific objectives can readily be, and

are set, achievability is considered to be greater. Wherevobjectives are set
in more general terms achievability is less, and commitment tends to be less.
iii) Effectiveness: The under 45's feel more strongly thét 'MBO' is an
effective means of improving their performance. Where objectives are

readily set in specific terms, the feeling is stronger that the technique

is effective and worthwhile, -
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iv) Appraisal: Appraisal interviews are being conducted in a
satisfactory manner, as far as minimising hygiene effects is concerned.
However, some improvement may be derived from greater stimulation of -
motivators, and less of hygiene factors.

3 Recommendat ions

a) All the motivators and hygiene factors specified by Profl Herzberg
are repfesented amongst the population, but in varying stréngths. Knowledge
of these variances can provide guidance when seeking to motivate pérsonnel
or to avoid or satiate hygiene factors,

b) The under 45 year olds are most susceptible to the advancement ,
possibility of growth and achievement motivators. The older employees are
more responsive to the recognition of achievement, and work itself.

Action on these findings should involve the stimulation of
realistic promotion hopes in younger employees, who should have realistic
but demanding objectives for their work performance. The older personnel
should be more frequently complimented on their achievement, or at least
favourable comments passed. They should be made to feel that their
performance is vﬁlued, and is a vital part of the overall performance of
the organisation.,

<) Personnel who bear the most responsibility for productive
organigational performance are more responsive than others to the

responsibility motivator. A maj@rity of the under 45's expressed a desire

i

for greater responsibility in the future, thus prpviding a means of
further motivating them.

Further responsibility should be given to those expressing a
desire for it, and to those already performing 'line! management duties.
The effect of greater responsibility on non engineers at Area level is
unlikely to increase motivation conspicuously, and need not be pursued

extensively,
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d) Engincers do not lose their nced for achievement with age, and their
work should be such as to allow them to continue to make tangible achicvements
as they advance in rank. They should be permitted to pursue ideas of their
own, for in accomplishing these ends their general motivation to work is
increased.

e) Colliery staffs suffer more strongly from adverse working conditions.
Whilst little can be done to improve underground conditions, much could be
done Lo improve office accommodation, which currently is a source of muﬁh
dissatisfaction,

Little dissatisfaction is felt about offices at Area level, and
little benefit is to be derived from improvements here.

f) Status needs are most unsatisfied among younger personnel at
colliery level, and no dissatisfaction at all was detected amongst professions
6ther than engineers. Many employeces feel that the status of unit engineers,
undermanagers and surveyors has decreased in recent years, and it is these
pecople who experience the dissatisfaction. The trend to allowing greater
autonomy for collieries can go some way to correcting this, but something
can also be done by the Board itself to increasingly recognise the vital
importance of this management level to overall pgrformance.

g) Such dissatisfaction as exists with the Area Board is felt by the
younger staffs at collieries. Criticism of decisions taken at Board level
are often accompanied by incomplcte knowledge of the facts attached to the
situation, - More could be'doné to improve communication of policy decisions,
and present the reasoning behind them. Ideally this communication should be
two way, allowing individuals to express views and possibly influence the
courses of action subscquently decided upon.

h). Salary dissatisfactions are greater among personnel with most need
for money, and those who have the least supply of it. The_present system

whareby the hjgheripaid tend to get larger incremecnts than the lower paid.
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does little to improve this situation. Consideration should be given to
an individual's domestic situation when deciding upon salary increases, and
if bonus' are to be awarded they can be most effectivé if awarded to those
in greatest nced,

i) Insecurity of job tensure felt by older personnel is associated
‘with increases of premature retirements. Whilst it must be recognised that,
in a contracting industry, such retirements are preferable to widespread red-
undancies, they can lead to adverse effects on performance of persons who
perceive that they might be subject to such action. Consﬁltations Qith
individuals, and agreement of terms should not be prolonged. "Sounding
out" techniques of people's attitudes to early retirement can only enhance
feelings of insecurity, and prolong the prcess involved. Having decided
upon the action necessary the Board should use the "sword" rather than the
"Chinese water torture'.

Where individuals are in the age '"danger" zone with regard to
premature retirement, those who the company wishes to retain‘should be
reassured in positive terms, to squash insecurity that they may feel, and
rumours that they might hear.

J) Lack of commitment to objectives is often associated with the
interdependence of individual performances. Most key tasks are combined
efforts and individuals are mutually dependent. Consideration should be
given to a system where group goals are set for meaningful combinations of
personnel. Individual objective setting should then be done on a group
basis rather than a'boss-subordinate basis as now. The group should define
itSvown objectives, allocate key tasks and hold indiVidual members accountéble
for their performance. |

Before such groups can perform fhis function effectively they may
need some experience of "sensitivity" or "T-Qroup" training, in order that

inhibitions are disposed of and an effective work team built. This can only
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be achieved when individuals have a realistic image of the abilities and
limitations of individual team members,

k) Some reservation about the effectiveness of 'MBO!' is felt among
older employees, especially where objectives are difficult to specify in
precise terms. If attempts at objective setting can only lead to broad and
general definitions, then it is probably not worthwhile to go to the trouble
of the exercise. The organisation should demand that such broad objectives
be made more specific or not be set at alls The older personnel, particularly
could benefit from further training in the application and potential contri-
bution of the technique., Efforts should be made to put over the 'MBO'
philosophy and dispell the emphasis placed on its use as a means of better
accountability.

1) Whilst appraisal interviews are not currently giving rise to many
significant dissatisfactions, neither are they providing the stimulus
to motivation that they can potentially achieve. There seems a reluctance in
the industry to recognise or praise any performance other than an outstanding
one, whereas criticism is more readily imparted. Where praise is given it is
often perceived as forced or insincere. |

The potential motivation that can derive from sincere recognition
of performance is being lost. If attitudes are to change then the example
must be set starting from Board level, with greater recognition and
appreciation expressed of earnest endeavours, whether or not outstandingly
successful in terms of the results that thcy achieve.

b, Significance of recommendations

The majority of rccommendations made apply to all groups of the
population investigated, but special emphasis is made on the groups from
which attention can lead to maximum benefit,

v

All personnel should be encouraged to find satisfaction in their

work, by allowing them greater freedom of actions, and greater influence in
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the setting of objectives. In this way the "achievement!" and "work itself"
motivators can be greater stimulated.

It should be recognised that the generalisations drawn apply to
sectional heads of department at Area level, and to departmental hecads at
colliery, only. It cannot necessarily be inferred that the findings apply
cqually to more junior or senior officials within ithe Area organisation or,
indeed, to officials in similar positions in other Arcas of the N.C.B's
organisation., Whilst such inferences are not improbable-fhey cannot be
wholly justified without further research,

The motivation of an organisation's employees is fundamental to its
success and survival, and the motivation of management is partic¢ularly vital.

This project has sought to make some small contribution to‘our
knowledge in this field. Some of the findings may well appeal to be biased
by the author's opinions, but a sincere atfcmpt has been made to interpret
the results in an objective manner.‘

There are, however, many gaps in our knowledge, which can only be
bridged at present by personal opinion,

5. Recommendations for Further Research

The inexperience of the author, and its limitation to the North
Derbyshire Area, leave much to be desired of the project as a complete’
piece of work.

This field of knowledge has potentially grecat contributions to malic,
and an exLenSion of the research to other work groups, and parts of the
organisatidn can yicld much useful information. Modifications to the
technique and questions are desirable, but should not prove to be very onerou::.

Further rescarch would be better performed by trained sociologists.

6. Success Criteria Examined

These sriteria were originally specified in the introduction

of the report under "Ohjectives'',
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i) Positive practical suggestions are concluded from the research.
ii) Significant differences in the motivation needs of individuals
with differenl circumstances are detected.

The author considers that the project has satisfied these criteria
at least partially. The remaining three criteria await the findings of
assessment, the opinions of his employer, and the future performance of thé
authoy

7 In Conclusion

The author wishes to express his appreciation for the co-operation
of the North Derbyshire Area of the N.C.B. which made this project possible.
In particular thanks are extended to Mr. R.B. Dunn, (formerly
Arca Virector) for his assistance and interest, Mr. D.J. Allsop (formerly
llead of Recruitméut and Training) fér his interest, advice and invaluable
assistance, and to all who participated in the research and presentation of

the report.
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APPENDIX 3.

PROCESS OF ‘MBO WITHIN THE ORGANISATION

MODEL OF THE
—atll-
COMPANY REVIEW & ) UNIT DEPARTMENTAL AGREEMENT OF PERFORMANCE . COMPANY
OPPORTUNITIES RESTATEMENT OBJECTIVES | _1& SECTIONAL ——— INDIIDUAL & PROCRESS
& RESOURCES, OF CORPORATE ) OBJECTIVES ’ MANAGER'S PERFORMANCE " TOWARDS
. ’ PLAN - OBJECTIVES REVIEW REALISTIC
OBJECTIVES.
2. DEVELOPMENT
& MOTIVATION
OF EMPLOYEES
INPUT PROCESS OUuTPUT

_-——._—-.——-Y—-—-—————

IS N




SELF ACTUALIZATION
e.g. Desire for Self fulfilment

ESTEEM NEEDS
e.g. Success, Self respect
BELONGINGNESS AND LOVE NEEDS
eg. Affection, Identification
~ SAFETY NEEDS
eg. Security, Order

PHYSIOLOGICAL NEEDS
eg. Hunger. Thirst

Maslow's hierarchy of needs




, Negative . | Positive
-80 60 40

Achi'evement
Rec:)gnition
Wori< itself
Res;lnonsibility
Advancement
Grov'vth

bons oo [omm e e ] o o - — ——

60 80

Co‘mpany Policy and Agministratlon
Supervision :
Rz?lations witlh Supervisor
Work Conditions '
Sz:ilary
R?lations wit'h Equals
Personal Factors
Rélations wi.t'h Subordinates
Status
Sécurity

I o = - ]

69%|
|

Herzberg's findings: ‘context’ factors, such as mongy, alleviate dissatisfaction, but ‘content® factors motivate

roe o epme




vompanson of Satisfiers and Dissatisficrs

Company Policy and Admintstration

[ —

!

Supervision-Technical

Salary

Interpersonal Relations-Supv,
[

Working Conditions

| | at—

0

Percentage Frequency . Percentage Frequency
Low High
40 30 20 10 0 10 20 30 40
. 1
Adnovuncnl
| - rosovne.0 gy
Recognition’
| RN ] BTSN A SRR 1 5
‘ Work Itself ' .
(-
Key j
o T
‘y. :“f s?:::::l:rﬁm Respmshility
,gr“h' ong duration
Long duration
greater than short duration,
Advancement

Reproduced wilh permission from F. Herzherg et al. Tlxc Motication to Work,
John Wiley and Sons, New York, 1059,




APPENDIX 6

STATUS

COMPANY POLICY SECURITY
RESPONSIBILIT
DVANC ENT womc
/ ITSELF

PERSONAL YHE INTERPERSONAL
LIFE JOB RELATIONS
/7
PECOGNITION' GROWTH
Acmsveuenr
WORKING CONDITIONS SUPERVISION

REMUNERATION

ILLUSTRATION OF CONTENT CONTEXT RELATIONSHIP

0




APPENDIX 7.

| e :
EFFECTIVENESS OF WORK

|

.\

ANIUOAH V' 40 123443

INIL

- Jo BB} £

YOLVAILOW ¥ 40 133443

—

{LNINIACUdNI MO‘TS]__
SSAN3AILD3S4 43 AUOM TIWNYON

ILLUSTRATION OF EFFECT OF MOTIVATORS AND
HYGIENE FACTORS ON WORK PERFORMANCE

“




APPENDIX 8

CLASSIFICATION REASON °/c
Achievement More opportunity to use ability 33
Job Itself Work more interesting 20
Growth More opportunity to learn different jobs 13
Responsibility More responsibility . 3
Advancement Promotion’ sysicms better 15
Motivators 84
Remuneration ‘More money 30
Security Wages scchrc 5
Working Environment Clocking ended 5
{WOrking team bigger | 3

Cor;pany Policy Incomes policy good for low paid worker 3
| Company; competitive position | 3

' 49

Hygiene

PETROCHEMICAL OPERATIVES:

REASONS FOR FAVOURING AGREEMENT



'APPENDIX 9.

MASLOW & :HE.RZBERG

——==— MOTIVATORS

Actuqliz’otion |

Esteem

Affil iq‘t ion

Security

l
l
l
l
[
l
l
|
|
I
|

Physiological

HYGIENE FACTORS -n———{ -
I

SUPERIMPOSITION OF iHERZBERG'S MOTIVATORS AND HYGIENE
'FACTORS ON MASLOWS HIERARCHY OF NEEDS.




APPENDIX 10 ‘
APPENDIX 10 t : B R
Original Quostionnaire- Section io be completed by~iﬁmediate
Bosses of Priucipla Roépondonts.

l. ~ How do you rate your subord;nate‘s motRation for work.'

(Nurk on the aculo).‘

10 8 6 k... T2 o
: High- . [ - . low :
Very iligh . _ - Very Low .
Lxceptlonally : : R .7' L>Ind£ffqrentV o f7.:' :.f Lxceptaonally
. ulgh | : ‘ . ) . - s . ] ..k'.. . ‘ .,1, . . ..‘. Low
- 2«. Do you cpnaidér.tha§;hejisgsatisfied,*inigenéfd1,LwitH 
his work.?" .
Yes |- | .+ (Tick appropriate bex)
S 1w .
DON'T
KNOW
3 " If no, do you ‘consider that any of the follow1ng factors
‘play & major part in his dxssatlsfactxon ?
a). Your superyzsxon | - ' (Tzck approprzate box)

b) His éalar§

~¢) His working conditions

.d) His work colleagues

" @). N.C.B. Policies

f) Senior Management

g) Any other factors.
(Please state)
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k4, How do you rate the chances of his being promoted -

within the next 12 months ?

o

19 . s . ¢ ' & _ : 2

4 . '\ 1 N - |

. : e g /
Vory Good . ///

‘Unlikely VA .. No Chauce

tood . Unl gﬂ!ly
’ S : Fair '
5 Would you recommend him for immediate promotion if the . .

opbortunity arose'7 (Based solely on pis pefaonal‘

abilities and not on any need you may ha#é'of his ‘

services)

YES - (Tick as appropriate) -
NO
DON'T KNOW

6. ' . Are you satisfied, in general, with his work ?
YES . (Tick as appropriate)
NO
DON'T KNOW

7 . Is he aware of your opinioq of his work ?

YES - (Tick as appropriate)

NO

DON'T KNOW




APPENDIX 10 (Cont'd)

APPENDIX 10 (Contl)

8. bDoon he soem inclivned to accaptance of increased-

responsibility in the future ?

YES (Tick as appropriate)’
NO | |
DON'T KNOW

9. . What do you consider ufe his prinqiplé personal.goé;s

. in life, with respect to his-employment ?

(Number appropriate boxes in rank order)

PROMOTION

STATUS

- FREEDOM OF ACTION

| TO BE HELD IN BSTEEM BY HIS FELLOWS

A LARGE SALARY

INCREASED LEISULE

"ANY OTHERS ( PLLASE STATE) '

10. . Do you consider that he seriously.expects to achieve

his principle goals ?

YES

NO

DON'T KNOW

(Tick as appropriate)
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Copy of questions as asked in the personal interviews, (For reply
sheets see Appendik 8) |
1. Conaidering the value of yourijob perfonmanée, how much do -
you think that your next salary increment should be if it were |
next month? Your answer should not necessarily bg Telated to
standard practice, and there are no upper limits‘to the figure
that You quote, Insert jour figure in the box prévideda |
2, Were you successful in béing'uppointed to the'i#st Jjodb
for which you applied?-- Tick.the &pprobriatg box. | | |
3. it you yere‘npt succ?ssful,‘doﬁyoh cSpsider @hgt>you'
could have done a better job than‘thoﬁpeison appointedf;
.Tick‘the appropriate box, . ' : |
4, - ﬁo§ do'xgg rate the way in~whichiy0u“are‘¢perf6rmipg your
~pre§ent job? | V

Many of the‘following questions, like this one, involve you
in rating you} feeiings‘or opihion about ;ohe mntter;  Ajsca1e
is provided, graded from O - 10, alongside whiéh are marked
appropriatevsubjectivg judgeﬁents for your guidance,. Your
rating may be anywhere on‘the sca)e?'and it is not necessary for it
to coincide exactly vith a number or subjective judéément. | A ﬂjék |
or mark at the appropriate part oflthe §c#1e should be'used.
5, .‘Rate your satisfaction with your present joﬁ.
6, How would you rate your»chancés of promptioﬁ within4the next
‘_12 ﬁonths? Pfomotion.mﬁy include any job that you voulﬁ régard as

representing promotion, and may be inside or outside the industry.

T .How do you rate the strength‘of your Qesife for promo}ion?
8. | How do vou feel that your immedide boss rates yéur Jjob
~performance?

9. How do you rate the fespﬁnsihi;ity of vour job?  In other

vords, how much responsibility do‘you,feél veighing upon you?
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11, How do you rate the job competence of your immediate hoss” .

12, How do you rate your personal work relations with your -

immediate boss? |
13, How do you rate yéur personal work rélations with your work

colleagues?  The latter term includes all persons with whom you
come in comntnct in thevcourse of your woyk. excluding your

immediate boss, |

14, How do you rate your office accqmmod#tion?

15, How do you rate the status that you derive from your job,
vvithin the organisatioﬁ? Note : Everybody has some need for B
st&tusvfrom their job, even if it were zero. If the siatﬁs
that you desire eéuals thaﬁ that you feel you need, then the
score would be 5, If it were greater -than your needs, then
the score would be greater than 5, and vice versa,

16, How do you rate thejob done by seniof managemehtias a team?
Your judggmentbshould not be overweinhed by personal likes ﬁr'
dislikes, but rgther be’baseﬁ on feelinps about'their cgmﬁined
pérformunca. ,Bveﬁ if you consider that you are not in close
ienough céhtnct witb them to.make-a fai:w;sséssﬁent 6( actﬁni_per
performance, you will have some feelings on the sﬁbject, and &ﬁur
. answer should be based upon these, | " | |
17. Considering the value of the vork,thgt you actuqlly dé,‘how.
do you rate your salary? | | . |
18,  How do you rate the chances of'you;'beiﬁg dohoted,-sdcke&.
- or re£ired vithin‘the next‘twel;e monfhs?

Befbre.prbceedjng with the following questions, it is nedéssary’
to gscer£ain‘from participants, whether 6r nof fhey are in paésession
of personal nbjeétives, set under the‘applica{ion of "Managemen§~by'

Objectives" for the current year, or were in possession of the same

for the previous year,



available, to questions 19, 20 and 21,
19,a) How do you rate the influence thatbyou have had 6n the
setting of your objectives for ;’.lm qxnl'x;(vnt yoar?
or b) lHow do you rate tim intluonce that you had on the sa(ting
-of your objectives last yn#r? |
At one extreme the answers could be that your objectivgs
were thrust upon you and that you hnd'ho opportunity to alter or
modify them in ahy way: At the other extreﬁé‘you,wou;d have
. determined your own objéctivés,.which.wé;e accepted by your boss
without any change or modification. A'Inbetween the'two.ext£eme$
are various comﬁinations of influence or the,objectives_sef by
the two parties'involved; youriboss and'yourselfo
20.a) How do you'rate your personal,feeling‘df commitment.té
achieving your objectives £his yeax?
or b) How do you rate the commitment that you felt,towards the
achie&ement of your objectives last yearf' |
21,a) How do you rate your chances of échie#ing yoﬁruobjectives'
this year? | | |
or b) Illow successful were you in achiéving_&our objectives_laét
year ?
22, How do you feel that '"Management by Objectivés" affects your1
job performance, with respect to the way that you would perform in
its absence? | |
23, How -do you rate the appraisal of your performance last year
as expressed at your m&nagement development ihterview with your béss?
The following questions are for classification purposes,

'~

a4, Is your office situated at Area or at a Colliery? Tick the

appropriate box.

25, Please indicate the range in which yoﬁr salary lies. Tick .

the appropriate box,
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26, Please indicate the range in which your age lies. Tick
the appropriate box,

27, How many people are dependent upon your income, including
yvourself? Tick the appropriate box.

28, Would you class your professional training as mainly

technical, administrative or other? Tick the appropriate box.
% . .
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Area

Colliery |

20 25 30 35 40 45 $0 55 50 65

2000 2500 3000 3500 4000 4500 5000 5500 6000

Technical

Administrative

Other
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APPENDIX 13

ANALYSIS OF CUNIARISON BASES BY COLLIERY AND AREA

BASIS COLLIERY AREA
le Uver 45 Years Old -2 12 .
Under " " " 8 6 e
e O\'er EIA,OOO Pello - o) 11
Under £4,000 p.a. 10 7
3« 2 or Less Dependents 1 6
3 or More Dependents 9 12
L, Training:
éngineer/Surveyors 10 8 ‘
Others 0 10

Of those earning over £4,000 pesae, 6 had more than 2 dependeﬁts..

n " “under*

" "’

1 oom nog o
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: ANALYSIS OF RESULTS BY ORGANISATIONAL LEVEL,

a) MOTIVATORS
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ANALYSTS OF_RESULTS Y ORGANISATIONAL LENBL.
(R)_HYGIENE FAUTORS

HYG T ENE : RATINGS
]"~“”l‘()” b e s v ‘ N SRR e - . ‘ o Rt _.‘..-4-_
Colliery TotalMean Aven - Totul Mean
} .
L) Minter- 10,0,0,2,2,2,0, : 0,0,0,0,0,0,0,
persounl . 10,0,0, A : ' 0,9,0,0,0,0,0,
relations - : 0,0,0,0, .
hoss" e :
i 6 | 0.6 0| 0.0
(i1} "Inter- | 0,0,0,0,0,2,0, 0,0,0,0,0,0,0,
pervsonal 0,0,0, 0,0,0,0,0,0,0,
relulions - l 0,0,0,0, ' .
colleapgues", |
; 2 | 0.2 0] 0.0
s e —r—on sa o e n -._..:. —mm e em s e et eew e s b [y e 4 e , - ’
(1i1)"Working l2,2,4,2,10,6,0, ' 0,3,0,2,0,2,2,6,
conditions ;10’2,6, ' 2,4,6,6,0,6,2,0,
' 0,6, : i
. o ! |
| 50 | 5.04 , 47 | 2.61
(X° = 84.19) 3
(iv) "Status” | 9,0,2,4,0,2,4,0, 4,0,0,0,0,0,0,0, b
' o,1, 0,90,0,0,0,0,0,0, !
! 0,0,
13 | 1.3 | 4] 0.2
| S
: - - %"'“’**- R i +
v) g , . - |
g OO I I PSP EA
Adminis- 0 o, ULy
tration” ‘ ’ | I
‘ : 14 [ 1.40 i 22 | 1.22
(x° = 25.70) (X = 84.19) |
——} e |
(Vi)"Salnry" 1,0,2,4,1,2,4,0, 231’21010901071;{.
4,0, Z,0,0,0,0,0,0,Q,i
2,0
} e ]
i
18 | 1-80 f 12 ! o.61
. | '
. !
(x* - 27-97) (X2 = 15.84) ! ;
(vii) "Job 5+0,1,0,0,0,0,2, , },0,0,1,0,0,0,3,i |
Security" 0,0, 0,0,1,1,1,0,5,0, | l
- 10,0, l
8 10.80 ' 15.1 0°83
.
!
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Analysis of.'Results by Organisational Level -

¢) "Management b¥ Objectives'

RATINGS
SR
"Influence” 0 [3,3,5,7,5,4,4, 1, 1,1,3,1,3,3,5,3,
: 3,3, | 6,3,3,3,1,4,6,2,
| 38 4, 52
! _
o t
3.80 . . : 3+06
; | ‘ |
- i et ;
" ) ! ' )
Commi tment 3,3,1,1,3,3,3,5,! i 1,2;113)2:5:3!1)“’
Shortfall’ |3,2 : - ;3,3,4,2,3,3,3,3,@ i
27 | 1 : (431
o : | | |
. 2,70 o la.s3
s ‘ : VT 1 :
(iii) 3,1,3,1’2,3,3,3,'! 1,4,3,3,3,4,3,3,; !
“Achievability'| 1s3+ . 3,5,3,2,3,1,3,3,| = !
i I !
i \ -l
: 2,30 % 2,82
! H
. i ’ —F _! e o
(iv) ' | ! !
"MBO . 8,4,5,2,6.2,0,2,{ p10’318:5y110t05 |
Erfectiveness | 0,0, 29 ! 3,4,0,7,0,0,2,0, | 33
| | :
P o
| l'2,00 ' 12,06 |
. ; i { ' , ‘
i (\') i f ! ’ E— “’r ,;
| “performance | 3,4,2,3,1,0,2,5,i E §—4,4;o,4,0,3,4, i 3
Appraisal’ | 2. 2z P 4,44, -1 23 I
) i P : | i
i }2.44% i i 2,30
o N
i i ]

Analysis of Results by Organisational Level - d) Salary Shoxrtfall

g me mm e e

[P

f "Salney ! ' = ' :

Yoo [200,100,0,100, 250, 300,150,250, i
Shortrall” | 120,250,90,650, | . 175,300,150, 100, :

100,250, ' 1860 | 500,165,145,100,, ; |

o ! | 1150,180,500,120,. 1 ;

g 186 | 400,250 ' 4185 i

i N * | 233 j

. { ! I . ‘ ]
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Totil Mean

MOTIVATORS

OVER 45
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RATINGS

UNDER 45

- -

. ANALYSIS OF RESULTS BY AGE,

MOTTIVATOR
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FACTORS

(B) HYGIENE

RATINGS

ANALYSER OF RESULTS By AGE

2.43
0.86
0.79

TothMeun

12
11

| 34

45

- Over

0.43

>O.14
4.65 :
1.36

TotalMean

6

65
19

45

'der

bt s a4 ceren e

6,6,6,2,3,0,2,
4,4,10,0,6,10,6,

D
.

HYG 11NI
PACTOR

roelations -
"

(1) "tnter-

personal

hows

relations -
colleasrues”,

(V) "Compnny
Policy and

(iv) "Status"
Adminis~

personal

conditiong"

tration"
(vi)"Salary"

(ii) "Inter-

Security”

(1ii)"Working

1.00

14
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Analysis of Results by Age - c) Management by Objectives

RATINGS
, o o _ SRR -
FACTOR Under 45 Totat Mvun} Over 45 ITotal] Mean
S S SV S N PR (R «...,..--.......,....‘..t..........-;.._...-..~... e e e - -
(i) " ' P | !
"Intluence 1,2,4,4,5,7,5,4,5 ' (3,3,5,1,3,6,3,4, |
1,1,1,3,3,4, | 45 13,3,3,2,6. {45
| ; ! ‘ ; :
i 3,22 i 3446
i i :
(i1) ? A :
"Commitment 1,1,3,2,2,3,2,5, l !1,3’313:313:53315 .
shortfal1" |33 1,3,3,1, 133 138,1,4,3,2, - L 37
; : |
? !
i | 2,36, i 12,85
|
' [ R G S
(1i1). 1:3:4:3:3;1»3:3:; 3,3,1,3,3,2,3,4,
"Achievnbi_lity' 3,3,3,1,1,4, . 3 36 3,3,1,3,3. ) 35
! 2,57 269
i .
e e ] e ..f_"iu“ j Lo e
(iv) 2,2,0,0,0,5,5,0, | 2,2,0,0,7,1,3,0,1 |
"MBO - : o,0,2,6,8,5, 35 5,0,0,7, 27 )
Effectivencss’
!
' 2,50 g 2425
() ‘ _
"Pexjformance -4,3,0,4,2,2,0, 4,4,4,4,4,2,5.,
Appraisal’ 3,1,3,4. , 18 1 ' : 27
1064 3486
Analysis of Results by Age - d) Salary Shortfall
" -.."—._..—. .‘. . A...--..-: - . - . ‘. FEr !. . .. . R L LT e——
~Salavy ., 120,400,250, 100, | 100, 500,500, 150,
- Shorttall 650, 90,250,120,100, 115,180,150,250,
0,100, 175,300,159, 300,250,100, 200,
) |2705 | 193 | 250, 165, 3240 232
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a)

ANALYSIS OF RESULTS BY SALARY,

MOTIVATOR
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ANALYSTS OF_RESULDS 1Y SALARY - _
() HYGLENE FACTORS

HYG LENE RATINGS e
Under £3,000 p.ajrotalMean [Over .C%,OOO p.8. [TotalMean
() "later- 10,0,0,2,2,2,0,0,1 | |0,0,0,0,0,0,0, 0,
personal 0,0,0,0, 0,0,0 0, . ©10,0,0,
relntions - Ov v - , )
boss » | e|o.3s | o| o
(ii) "Inter- /0,0,0,0,2,0,0,0,Q "{0,0,0,0,0,0, 0 o,
personal 0,9,9,0,0,0,0,0, 0,0,0,
relations = ' ‘ )
colleagues", 2 10.12( 0 0
gy
A
(iii)"\i()l‘kil\;: 6'2,6’2,2,6,2’6, 2’0,0,0,2 2 O 6,
conditions" |0,2,4,2,10,6,0, 4,346, I
6,10 - . _
72 (4023 0 las |2.27
s
' 0,0,0,0,0,0,0,0 0,0,0,0,0,0,0,0
(1‘,) "St t ~ll At Bt A Bt At At B LA Al At Bt Al Bl Al |
#ts 10,0,1,0,4,2,0,4, 0,0,4,
0,2, o .
13 10.77 ' . 4 |0.28
(v) "Company (8,0,0,0,0,0,4,0, 0,0,0,4,0,0,0,0,
Policy and ,0,0,4,6,2,0,0, 0,0,4,
Admini s— 2.
tration”
28 11.651 . 8 10.73
S
(vi)'satary" p,0,0,4,0,0,0,2, 0,1,2,0,0,0,0,2,
: 0, 0,0,4,2,1,4,1, 2,2,2,
20 [1.18 11 1.00
b(,"ii\ "',‘OU 1,0,3,0,1,0,0,1,0, s,0,0,1,0,0,3,0,
Security" h,1,0,0,0,0,0,0, 0,0,0,
' | !
12 PaT | ‘ 9 |o.82
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.

Analysis of Results by Salary = ¢) Managerhent ﬁby Objéctives .

CRATINGS
FACTOR Under £3000 p.a, |Totul] Mean{Over £3,000 p,a. [Tot all Mean
(i) ) |
"Intluence” 1,2,4,4,9,7,5,4, 404o1r6‘:311;3:3_: :
- 1,3,3,1,3,5,3,3, | 54 3,6,2, 36
338 3+28
(ii) |
"Commitment. |{1,3,1,3,3,3,5,2, | 31,2,3,3, 1.13121’ 5
“ 1, ' .
Shortfall 3,2,3,2,3,4,3,3. | 4 8 . ¢
1275 2436
(1i1) . .
"Achievability' 4,3,1,3,3,3, 3,1,3,3,3,0,3, | |
1,4,1,2,3,8,3, 2,5,3,4. 0
3,1,3, 41 (2,57 . ‘ 2073
(iv)
"MBO ‘ 5'8"2'6’2’0’2’0’0' o 7,0,0,2,2,0,7,1, | .
|Erfectiveness” o,5f5,0,0,5,o. 40 | 2+50 3,05 22 | 2,20
(v) i : o
9performange 14,3,3,1,0,2,2,4, -4,4,4,4,4,4, 16
Appraisal’ 3,0,5,2, 29 - ' :
. 2+42 2967
Analysis of Results by Salary -~ d) Salary Shortfall
"Salary | 250,100, 145,200, 250, 300,250,150,
shortfall" |100,175,300,150, 180, 150, 500,500,
. | 100,0,100,120, 120,400,165, . [2965| 270
250,90, 650, 100, : _
(£) 250, 3080 | 181




RATINGS

SR, amtan samn e g orm(;_x:e

MYV IVATOR. 5 or less
Dopondents =~ [TotalMoun | Dependents

TotuJ&cnn

(1) : . :
| "Achievement” 0,8, 4, 4, 6, 4, | .
' ct e )20

- W .
S oo
- w
Tl B
. -
PN

Qoo w
-
"oNOoO N
-
o

. % W w

4, .

. . . i

. o 4+14 s 4, o . N IR

: ! . ) . |

o ’ . i

R et e LD S [P, . et o .

(i1) R .
"Work Itself" |0, 4,'4, 4,.6, 6,/ 31

.- -

b O
".,,

‘.

-
oM ®

-
Do .f
NS '

- -

4+43|6,.

'8
B. , 8'
. 4, 4, ) 6, 9 Wl
3,0, 4, ] 04| S
‘ ‘ . " laves| z.ﬁ
|

(i ‘» -"‘ B .'”' S e
"Possibility 0, 3, 1,0, 4,1, 8| o S R

-

-
-

-
)
-
(SR L
-
@O

-
-

[N e
OnhOO

| of Growth - . |0, " 1.
o o , S S 1eld

-
. O
-

’ p By Ny - \

» 0, O, 46
|29 j
, i

(iv) , :

'|"Advancement" 2‘1,-4‘5, 2, 2°1, : 207,0°6,4°5,4°5, ' . L

. - |8,.28, O°1, 18°6| - 1[6°0,0%7,5%'0,1°8, ' e '
R | 2¢583°0,3¢5,340;3%9, | | L
. 17+0,6%3,8°1,4°0, | 80%4 =

.- |4+9,48,6°8,0,0°3, - |3°83| - .

(v) ‘ . L
|"Recognition" . |0, 8, 7, 4, 8, 8, 4, 4, 4, 0, 4,5, :
: - 4. e 39 ) 2, 38, 0,0,0,0, o

' ' 5+67|6, 4, 8, 4, 4, 4, 66 :

8, 2, 0. 3°14 3

-

i feoiom e i e

(Vi)»- | k C >. I : - - PRI
"Responsi~ |7, 10, 10, 7, 10,| 59 {10,0,8,8,8,7,7,8) - | - v
bility. . . 8! 7. B ) 844 717:7091(1.1,10'8!l 174 .
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ANALYSTS OF RESULAS BY NUMBER OF DEPENDENTS.
. (B) HYGIENE PACTORS

HYG ) ENE ' RATINGS
T T I e M T i
: dependents TotalMean dependents TotalMean
(1) "lnter~ 0,0,0,0,0,0,0, 0,2,0,0,0,0,0,0,
personal o 2,0,0,0,0,0,0,0,
relations - | 2,0,0,0,0,
boges" ,
I 0t o0 6 | 0.29
g e
(i1) "Inter- 0,0,0,0,0,0,0, o 0,90,0,0,0,0,0,
pevsonal ‘ 0,0,9,9,0,2,0,0,
relations - L : ‘ 0,0,0,0,0,0,
colleaguos", : '
00 2 0.09
(iit)"working | 6,2,0,0,0,2,0, 2,6,3,4,6,2,10,
conditions" ' 6,0,6,10,2,4,2
. ’ 3 »
: 0,6,2,6,2,2,6
' 10 | 1+4] 87 4.15
(iv) "Status" | 0,0,0,0,0,0,0, 0,4,0,0,0,0,2,0,
: : 4,0,2,4,0,1,0,0,
0,0,.0,0,0,'
00 | 17| 0-8Y
V) "Company | 0,0,0,0,4,0,0, 0,4,0,0,0,0,2,0,
Policy and ' 0,2,6,4,0,0,6,0,
Adminis- 0,0,0,0,8,

tration"

(v)satnwy" | 0,4,1,2,0,0,0, 0,2,2,2,2,0,2,1,
' : 4)]72,4107070’1,

0,0,0,0,0,

7 | 1.0G 23 | 1.1¢
(vii) "Job ‘

Securvity" 3’0r0’0}‘vot39 5,0,0,0,0,0,0,0,
' 07030’0’1s5,0’1’
0’090’1!1’ : .

7 104 14 | 0.67
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Anolysis of‘Results by Number of Depcndents =

c) Mdnugument by Objectives

B _
| CRATINGS
s ‘2 or less - | ‘ l 3 or more 1
_thcton | Pependants  [total wewd popengenga: - [Tote] b
(i) o ) | ‘ . i
"I lucnee 1,3,3,6,2,3,95, _l }2,4,4,5,7,4,1,8,
o 13,1,3,5,3,3,4,4,| .
23 |1,1,3,6. 67
i . . ]
3+29' | | 336
i .
R
(ii) |
"Commitment [1,2,5,1,2,3,4, :3,3,3,3,3,2,3,3,
"o ~ ' 3312,3,3,1,3,
Shortfall ‘ 18 {2,5;1'2. 52
2057, 260
(1i1)
"Achievlibility' 1,2,4,3,4,1,3. 3,3,3,1,1,3,3,3,
. . S A 3,3,1,3,3,3,0,3,
18 2,5,3,4. 53
o - l2e57 2466
e —— SRS IPURUIY S SRR P —]
(iv) o . |
| "MBO R 0'7"1'30010’00‘ 5,8,2,6,2,0.2,5,!
Effectiveness’ 5,0,0,5,0,0,2,2,
o 11 0,7,0. 51
157 2+68
(v) . ‘ :
"performepﬁg 4,4,4,5, 3,3,1,0,2,2,3,0, .
Appraisal ' 17 2,~4,4,4,4,4. 28
4+25 200
Analysis of Results by No., of Dependents - d) Salary Shortfall .
"Snlury
Shortrall” | 145,200,250,300, 100,100,175,100,
| 250,150,150, 11445 0,100,120, 90,650
' 100,250,250, 300,
(£) 250, 150, 180, 500, | 169
500,500, 120, 400,
206 | 165 ' 222
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ANALYSIS OF RESULTS BY PROFESSIONAL TRAINING, 1) MOTIVATORS

. RATINGS , ,

WTIVATOR  [Engineerss 71T T T -WN“I___.__

: : ' Surveyors -~ [|TolalMean Others Totnd [Mean .

(1) : .

"Achievement” | 0,8,4,4,5,4,4, 4,6,6,1,4,4,2,4,

i 3,0,0,3,7,7,8, , 14,4, 39.

| 6,7,6,40 . 80 ' 3960,
| T | 4.45 '

| -

(1)

"Work Itself" 0,4,4,4,5,6,8,8,] - 14,4,6,4,8,8,4,8,

.~ |8,2,2,1,0,6,4,0, - 4,3, .| 53 :
4,6, - : 72  |5°30
| ! 4'“) - ' .
TR - N S i
_ T
(ii1) ‘ i P
"possibility ! 0,2,1,0,4,0,2,2, 0,3,2,0,2,2,0,0, ; L
-of Growth' 2,2,4,4,4,6,2,4, o,l. - 10| 1
5,0. | oae- ']1°00.
2445
i

(iv)

"Advancement" | 2°1, 4'5,5°0,2°8 0+3,4°8,5°0,0°7,

: 0¢6,4°5,1°8,3°0, 540,4°5,2°7,0°1,
3+5,3+0,3°9,7°0, 2+1,2°0, 27+2 :
63,8°1,4°0,49,(71°8 ' 2472

... . | 6°8,0. I <31 ;
(v)
"Recognition” | 0,8,8,8,4,4,5,3, 0,4,2,4,4,0,4,4, |
0,0,0,6,8,4,8,2, 4,7. 33 .
0,4, 72 330
~ |ae00 ' :

(vi) ‘ _ , :

"aesgonsibi- 7,10,10,7,10,8, 7,9,7,7,8,8,10,

lity 7,10,8,7,9,11,8, 7,8,10, 81
8,9,7,9,7. 1152 810

845 :
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ANALYS1 S HP RESULS BY PROFESS1ONAL TRAINING

ran e~ o Bt —

(R) 1YG LINI FACTORS

CuvGrENE | - . RATINGS ,
FaToR it Tl Rt P — A
“Others Totalpean | &1 SGTVOFQPS'TotuJMeun
(1) "lnter- .| 0,0,0,0,0,0,0, 0,0,2,0,0,0,0,
personnl - 0,0,0, © 9,2,0,0,0,0,0,
relations =} .- - : -1 0,2,0,04
boss" ' B I ‘ i 4 o
ol o | ] 6 (- 0.33
| (i1) "Inter- | -0,0,0,0,0,0,0, o 0,0,0,0,2,0,0,
. personal 1 0,0,0, .} -7 -} 0,0,0,0,0,0,0,
relations - : ) 0,0,0,0,
collenpues",
0 O .2_ 0.11
(111)Working | 010101646,2,6 °’:  1| 213,4,2,10,0,6,
?éndifionS" 6, 2', o o '. ‘;?5fé?é2’o'6’2’
©o | 28280 |69 | 3.84
(iv) "StatuSﬁ'.*O:QfOJO’Q)Q:O: g -0’010:0{4,2,4:2y970 
o i '0’0’0". T . ‘ . 0,0,0,0,4,0"1 ’Ol ’
. . O’Q’Of . .
oo} | a7]o0.95
(v) Il(vompu"), 0’0,0,8,0',0,0, 0,4,0’0’0,0,4,0,
Policy and | 6,0,0, ' | 9,2,4,0,0,2,6,0,
Adminis- , . v 0,0, ‘ 1
tration” e R . o : :
e ] 14 o] | 221,22
(Vi) "salary" 1,2,0,0; o 02, | - | .[4,1,2,0,0,0,0,2,
c 0 2, b ] 0,2,4,1,2,4,0,0,
‘ ' 0,1,
7 10.70 12 1.28
(Vil) "‘_‘,()b 0 0 3 1 o 0 1 O 3,0’0,'0,,0,0;0’0’
Security" : -
ced ‘Y ; 0 5, oo '0,0)5’_0’110)0’0!
| « 1,1,
10 {100 11 o6l
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Anolysis of Results by Professional Training c)'"MBO"'

| RATINGS
. —ste® ¢ creww o - . . B - mgineefs/ o e e enaem e o e e
FACTOR | OTHERS Totall Meim|.  Surveyors Totall Mean
(i) | | |
"Influence”  14,8,1,8,3,1,3,6, 1,3,3,2,3,5,4,5,
1,2. S 71405;3:'3t4:4;10
’ 30 3. ‘ J m
i 300 - - 4 353 |
(ii)
"Commitment | 3,3,3,1,3,2,3,1, 1,2,5,1,2,3,4,3,
Shortfall” | 1,3, N . 8,3,8,2,3,3,3,2,
: 22 B _ At
2020 ‘ 2482
(iii)
" {3,3,1,3,4,3,3,3 1,2,3,4,1,3,1,3
‘Achievnbilit [ Bl At Bl Bt Bt B J | Aadl Bt Bl Bl Soatt Bhalt Rt |
y 1,4, ‘ : , 3,3,3,3,0,3,2,5,
28 3, 43
280 1| 2e53.
(1iv) - , | ~
*MBO . 8,2,0,0,5,5,0,0, 0,7,1,0,0?0,6,2,
Effectiveness” | ©° 23 | 2,5,5,2,2,0,7,0.] 39
239 ol |2e44
(v) - : _
'"Performange 4,3,0,4,4. 15,3,1,2,2,3,0,2,
Appraisal S : : 15 ~4,4,4,4,4, 0
3+00 ' "1 231
Analysis of Results by Professional Training - d) Salary Shortfall
—— B T ——
¥ . | 250,300,150,250, 145,200, 100,100,
Shortfall 175, 300, 150, 100, 0, 100,120, 90,650,
500,165, 2340 (234 |100,250,250,150, (3705
®) 180,500, 120, 400, 206
250, :




APPENDIX

"CH1 Squar:' Significance Tests on Data

a) Analysis by Organisational Level

Values of 'CHI1 Sru_mre"
- Significant?
Tables Calculation
a) MOTIVATORS ,

(i) Achicvement RETV AN N 0016205 Yes
(11) Work ltself ALV SRR 0+163220 . Yes
(1ii1) Poss,of Growth BRALTR AR tK] 0° 30450 Yes
(iv) Advancuement. Q00393 0°*18870 Yes

(v) Recognition 0°00303 0+07086 Yes
(vi) Responsibility 000393 - 0°01249 Yes -
b) HYGIFNE FACTORS

(1) I-P.R, '-Boss - 0°00393 - 049350 . . ‘Yes
(ii) I-P.R.-Colleagues 0+00393 '0°3120 Yes
(iii) Working Conditions | 0O+°00393 0° 8950 Yes
(iv) Status 000393 1+0760 Yes

(v) Co.Policy & Admin, | 0’00393 0°01317 . Yes
(vi) Salary | 000303, © 068120 - Yes
(vii) Job Security . 0°00393 '0°01187 - Yes
c) M.B.O,

(i) Influence 0°00393 0+°08695- Yes
(ii) Comnitment - 0°00393 0+ 00606 Yes
(iii) Achievability 0°00393 0°05512 " Yes
" (iv) Effectiveness 0°00393 0°15640 Yes

(v) Appraisal 0+00393 0°00414 Yes
d) SALARY SHORTFALL No
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b) Analysis by Age

Values of 'l Squ:n'("'
Sipniticant?
Tublos d Catculation

n) MOTIVATORS

(i) Achicvement 4 IR IN 0* 204 Yos
(L) Work Ttselt LTS AN IR O 1:161 Yos
(i1i) vods,of Growth VOO0 3 0+ 2083 1 Yeos
Liv) Advancement’ OO0 0044686 - Yes

(v) lecognition V00303 02491 ‘Yes
(vi) Responsibility 0:00393 0+02062 Yes
b) HYGIFNE FACTORS

(i) I-P.R. -Boss | 000393 044405 ., | Yes.
(ii) I-P.R,-Collcagues 000393 - 0° 1400 '~ Yes
(iii) Working Conditions | 0¢00393 - 0°7157 Yes -
(iv) Status : 0+00393 1+2200 Yes

(v) Co.Policy & Admin, | 0°00393 0°+2868 ‘Yes
(vi) Salary 00303 . 0°1520 . Yes
(vii) Job Security 0°00393 0+ 1666 Yes
c) M.R,0,

(i) Influence 0:00393 0:008630° | = Yes
(ii) Commitment 0°+00393 1 0204660 . ‘Yes )
(iii) Achievability 0+00393 000274 No
(iv) Effectiveness 0°00393 0°+01316 | "Yes

(v) Appraisal. 0+00393 1°16050 : Yes
d) SALARY SHORTFALL .| ' No




c) Analysis by Salary Level APPENDIX 19 (Cont)

(Significance Level 0°95)

° " "y —I
Values of CH1 Square
. Signiticant?
Tables Calculation
a) MOTIVATORS »

(1) Achievement oL00B08 - | 00848 Yes
(1) Work Ttselt (OLIL NN 0°0002934 No,
(ii1) Poss,of Growth (ARIS P K Q01214 Yeos
(iv) Advancement . V0393 . 0+*1306 Yes

(v) Recognition 000393 03910 Yes
(vi) Responsibility 0-00393 | 0+01721 Yes
b) HYGIENE FACTORS

(i) I-P.R. -Boss 0400393 043135 - | Yes
" (ii) I-P.R.-Colleagues 0°00383 0°1044 ' Yes
(iii) Working Conditions | 0°*00393 0°582 ' Yes
(iv) Status 0+00393 - 0°221 " Yes

(v) Co.Policy & Admin, 000393 0°*337 Yes
(vi) Salary 0°02303 0:01488 Yes
(vii) Job Security 0°:00393 1 0+00867 Yes
C) M.B.O.

(1) Influence . 0°00393 0°00123 " No
(ii) Commitment 0°00393 0+2149 - Yas
(iii) Achiévability 0°+00393 000493 - Yes
(iv) Effectiveness - 0+00393 0°+02175 Yes

(v) Appraisal 0°00393 0°01416 Yes
d) SALARY SHORTFALL 0+00393 | 1910 Yes




d) Analysis by Number of Dependents

Values o "cut 'Squ:n‘(‘"

Sipni ticant?

d) SALARY SHORTFALL

Tublos Calculation
a) MOTIVATORS - . ‘
(i) Achievement 000393 0+003062 No
(ii) Work Jtself 000303 00003804 ‘No
(iti) Poss.of Growth OOQR03 0+ 35900 Yes
(iv) Advancement Q00393 026550 Yes’
(v) Recognition 0*003v3. 0968340 Yes
(vi) Responsibility 000393 0°001838 No
b) HYGIENE FACTORS
(i) I-P.R. -Boss 000393 024450 . Yes
(ii) I-P.R.-Colleagues |- 0*00393 0°07722 - Yes
(iii) Working Conditions | 0°00393 - 1+3275 Yes
(iv) Status 0+00393 046755 Yes
(v) Co.Policy & Admin, | 000393 0°4466 ‘Yes
| (vi) Salary 0°0)393 0°005422 Yes
(vii) Job Security - 0°00393 009194 Yes
c) M.B,O,
(i) Influence 0°00393 '0+000869 No
(ii) Commitment ‘ 000393 0+0001928 No
(iii) Achievability ! 0+00393 0°001712 No
(iv) Effectiveness 0°00393 0°29380 Yes
. (v) Appraisal 0+00393 143250 Yes
.No




e) Analysis by Professional Training

values of 'CHI Squarc" . .
. Signitficant?
Tables Calculation '
a) MOTIVATORS
(1) Achievement O304 0°03821 Yes
(i) Work ltself OO0 0°*20350 Yes
(Ltri) Poss,of Growth VOO 0°* 5880 Yes
(iv) Advancoment O QO3 0° 24260 " Yes
(v) Recognition O O0303 007085 " Yes
(vi) Responsibility 000393 0°00739 Yes
b) HYGIFNE FACTORS
(i) I-P.R. -Boss 0+00393 0-2785 Yes
(ii) 1-P.H,=-Collecagues 000393 0+0929 Yes
(iii) Working Conditions | 0°+00393 0-1641 Yes
(iv) Status _ 0+00393 0° 8000 Yes'
(v) Co.Policy & Admin, | 0°00393 0°01317 . Yes
(vi) Salary 0°09303 017830 Yes
(vii) Job Security 0°00393 0°10950 Yes
c) M.,B.O,
(i) Influence 000393 0+14280 Yes
(ii) Comnitment 000393 0°+07925 Yes
(iii) Achievability 0+00393 0°02395 Yes
(iv) Effcctiveness 0°00393 0°004203 Yes
(v) Appraisal 0:00393 0+11440 Yes
d) SALARY SHORTFALL No




