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they list the following six reasons:1

"One reason (that job satisfaction is
important) stems quite simply from
certain value judgments. People

spend a sizeable proportion of their
waking lives in the work environment.
From any minimally humanitarian point
of view, we would want that portion of
their lives to be more or less pleas-—
ant, agreeable, and fulfilling."

"A second reason for attaching so much
importance to job satisfaction is its
relationship to mental health. In the
realm of our subjective inner worlds,
discontent about specific parts of our
lives tend to have a 'spillover' effect
and to color our outlook even upon other-
wise unrelated portions of our life space.
Dissatisfaction with one's job seems to
have an especially volatile spillover

"Evidence also points to a relationship
between job satisfaction and physical
health. According to one study (Palmore,
1969) people who like their work are likely
to live longer . . . chronic dissatisfaction
with work represents a form of stress, and
stress does eventually take its toll on the

"People who feel positively about their
work life are more apt to voice favorable
sentiments about the organization to the
community at large. This represents a
public relations function in the best

"In addition, people who like their job
are easier to 'live with' inside the

organization as well as outside it. A
chronically upset person--whether it be
boss, co-worker, or subordinate--makes
organizational life more vexatious for
those who have to interact with him or

Clay Hamner and Dennis W. Organ, Organizational

1.
2.

effect."
3.

organism."
4,

sense . . ."
5.

her."
ly.

Behavior:

An Applied Psychological Approach (Dallas:

Business Publications, Inc., 1978) pp. 215-16.
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6. "Finally . . . higher job satisfaction
tends to reduce absenteeism and turnover.
These are not abstractions—--they are
calculable cost; and in some industries
they represent the most significant
portion of variable labor costs."

The assumption that organization structure is an
appropriate variable in the investigation of employee job
satisfaction has been questioned on several occasions. Some
authors have suggested that structural variables serve only
as surrogates for individual characteristics, such as age,
level of education, etc., which really form the basis for
the relationship with job satisfaction.1 In an effort to
determine if these contentions are true, several groups of
researchers have approached the problem of trying to decide
which of the the two groubs of variables has the most effect
on job satisfaction.

Herman and Hulin (1972)vtested 307 managerial
employees of a midwestern manufacturing plant and found that
while both structural variables and demographic character-
istics accounted for significant portions of the variance in
the job satisfaction levels of employees, structural

variables consistently accounted for a large percentage.2

lFor instance see F. Herzberg, B. Mausner, R. O.
Peterson, and Dora F. Capwell, Job Attitudes: Review of
Research and Opinion (Pittsburgh: Psychological Service
of Pittsburgh, 1957); Shoukey D. Saleh and Jay L. Otis,
"Age and Level of Job Satisfaction," Personnel Psychology
(Winter, 1964): 425-30; and Raymond E. Bernberg, ''Socio-
psychological Factors in Industrial Morale: III, Relation
of Age to Morale,' Personnel Psychology (Autumn, 1954):
395-99.

2Jeanne B. Herman and Charles L. Hulin, "Studying
Organizational Attitudes from Individual and Organizational
Frames of Reference,'" Organizational Behavior and Human
Performance 8 (1972): 84-108.
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Herman, Dunham and Hulin (1975) collected data from
all 392 employees of a printing plant and found that when
they compared the demographic and organizational structure
indices, "the organizational-structure indices accounted for
practically all the predictable variance in employee

1
responses." They concluded by saying that:

It seems that employees adapt to their work

environment. They evaluate their working

conditions in a manner consistent with the

other people in their immediate work group,

no matter what their personal evaluation,

based solely on their demographic back-

ground, might be. The characteristics of

the situation appear to be exert%ng primary

control over employee responses.

Further support for dominance of structural variables
over demographic characteristics in accounting for the
difference in job satisfaction levels among employees, has

3
been offered by O'Reilly and Roberts (1975). In a study
involving 578 officers and enlisted men in a naval unit, the
researchers found a strong relationship between structural
variables and job satisfaction, but a very weak relationship

between individual characteristics and job satisfaction.

Their findings led them to suggest '"that one's affective

1Jeanne B. Herman, Randall B. Dunham, and Charles
L. Hulin, "Organizational Structure, Demographic Charac-
teristics, and Employee Responses.'" Organizational
Behavior and Human Performance 13 (1975): 206-32.

21pid., p. 230.

3Charles A. O'Reilly and Karlene H. Roberts,
"Individual Difference in Personality, Position in the
Organization, and Job Satisfaction," Organizational
Behavior and Human Performance 14 (1975): 144-50.
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responses to work are predominantly associated with organiza-
tional characteristics rather than individual ones.”l

If one accepts the assumptions that job satisfaction
is a desirable state and that the structure of the organiza-
tion affects the level of individual job satisfaction, then
there are other justifications for the current study. First,
there have been relatively few studies dealing with the
interaction effect of several structural variables on the
job satisfaction level of organization members. Secondly,
the research that has been done has not been done within the
retail merchandising area. 1In fact, to this writer's knowl-
edge, there has not been any serious research concerning the
relationship of job satisfaction to organization structural
variables specifically aimed at the retail merchandising
industry since Worthy's 1950 study.2 A third justification
is that the literature indicates that a good deal of
controversy still exists concerning the individual effects
that the several structure variables have on job satisfaction.
It is quite possible that these differences still exist
simply because the researchers may have taken a naive
approach to the problem and neglected to consider other
structural variables that were also present.

The final justification for the current study, and

perhaps the most significant, is the fact that nearly all

libid., pp. 148-9.

2James C. Worthy, "Organizational Structure and
Employee Morale,'" American Sociological Review 15:2 (1950):
169-79,
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of the frequently cited research concerning the relationship
between organization structural variables and employee job
satisfaction has been done using a testing instrument that
has recently received a great deal of criticism. The instru-
ment in question is the Porter Need Satisfaction Questionnaire
(PNSQ), developed by Lyman W. Porter for use in his research
during the early 1960's and adopted for use by many other
researchers since then.1 In fact, the PNSQ was so widely
adopted by other researchers that it has been suggested that
possibly much of the mutually supporting research on job
‘satisfaction '"'may do little more than demonstrate a results-
method dependency.”2
The PNSQ is an instrument which measures need satis-

faction based on a slightly modified version of Abraham

Maslow's need hierarchy theory.3 The instrument consists of

1The Porter Need Satisfaction Questionnaire (PNSQ) has
been widely used in satisfaction research since 1960. 1In
research on tall vs. flat organizations the list includes:
Porter and Lawler (1964); Porter and Siegel (1965); and
Carpenter (1971). 1In research on large vs. small organiza-
tions the list includes: Porter (1963c); Strauser, Ivancevich,
and Lyon (1969); and Cummings and El1 Salmi (1970). 1In research
on organizational levels the list includes: Porter (1961);
Haire, Ghiselli, and Porter (1963); Cummings and E1 Salmi
(1970); Barbee (1972); and Leach (1974). 1In research concern-
ing the interaction of organizational variables the list
includes: Porter and Lawler (1964); Porter and Siegel (1965);
E1l Salmi and Cummings (1968); and Lyon, Ivancevich and Donnelly
(1971).

2Jeanne B. Herman and Charles L. Hulin, '"Managerial
Satisfactions and Organizational Roles: An Investigation of
Porter's Need Deficiency Scales,' Journal of Applied
Psychology 57 (1973): 118-24,. :

3A. H. Maslow, Motivation and Personality, New York,
Harper and Row, 1970.




thirteen items designed to measure need satisfaction and need
importance in each of five areas: security, social, esteemn,
autonomy, and self-actualization. For each of the thirteen
items in the questionnaire, the respondents are asked to

1

answer three questions:

a. How much of the characteristic is there now
connected with your management position?

b. How much of the characteristic do you think
should be connected with your management
position?

c. How important is this position characteristic
to you?

The questions are scored on a seven point scale, with
a score of one indicating a minimum score and a score of
seven indicating a maximum score. An example of a typical
item in the PNSQ looks like this:

1. The feeling of self-esteem a person gets from
being in my management position:

(Min.) (Max.)
a. How much is there now? 1234567
b. How much should there be? 1234567
c. How important is this tome? 1 2 3 4 56 7

The degree of perceived need deficiency (dissatis-
faction) for each of the items on the questionnaire is
calculated by subtracting the value of answer (a) from the
value of answer (b). Porter made the assumption that the
smaller the deficiency (or '"d") score, the smaller the degree
of dissatisfaction or the greater the degree of job satis-

faction.

1L. W. Porter, "A Study of Perceived Job Satisfactions
in Bottom Middle Management Jobs," Journal of Applied '
Psychology 45 (1961): 1-10.

18
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With this brief description of the PNSQ, it is now
possible to discuss some of the obvious criticisms of
the instrument. Nicholas Imparato, in a 1972 article,
presented perhaps the most comprehensive list of weaknesses
of the PNSQ.l Imparato started by questioning the structure
of the questions asked to each subject, particularly question
(b), which asked the subject to describe "How much of a
characteristic should be included in his job?'" Imparato
felt that it was possible the response to this question
"may index some pragmatic assessment of what can reasonably
be expected from the job and not, as intended, an evaluation

2 If this were the

of what is a fair reward for the job."
case, then the discrepancy scores would not be a true
indicator of dissatisfaction.

Another source of criticism by Imparato was the fact
that the questions of the PNSQ are generally very abstract
in nature and require a high level of conceptualism to
respond to them intelligently. He felt that because of the
high level of verbal sophistication required, the educational
level of the respondent could have a great deal to do with
the answer obtained.3

A third criticism is that '"the PNSQ regards discrepan-

cy scores of equal magnitudes as representing identical amounts

1Nicholas Imparato, "Relationship Between Porter's
Need Satisfaction Questionnaire and the Job Description
Index," Journal of Applied Psychology 56 (1972): 397-405.

21bid., p. 398.

31bid., p. 399.



1 That

of satisfaction throughout the range of scale values."
is, a subject who marks '"is there'" at five and ''should be"
at seven has the same score as a subject who marks "is there"
at one and "should be" at three. According to Porter's
explanation the two subjects would have the same level of
satisfaction. However, Imparato points out that there could
be some significance associated with the position of the rat-
ings on the seven point scale and that possibly the position
of the "d" score may be an important variable itself,
especially in determining the importance of the particular
need to the individual.2

Another criticism of the PNSQ pointed out by Imparato
is the fact that it does not seem to provide an equal oppor-
tunity for both satisfaction and dissatisfaction. Porter
assumes that the '"should be" rating will always be equal to
or greater than the "is there'" ratings. This means that an
"is there" rating of seven almost always results in a need
deficiency score of zero, while an "is there'" rating of one
can produce need deficiency throughout the six point range.
While one would expect Porter's assumptions to be the normal
state of affairs, this peculiarity does point out a
conceptual weakness in the instrument.3

Berger and Cummings, when discussing the prohlems

that the PNSQ presents when used as a measure of satisfaction,

11bid., p. 400.

2Ibid., p. 400.

3Ibid., p. 403.
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reached much the same conclusions as Imparato. The authors
sum up their discussion by saying:

Unfortunately, these problems with the PNSQ
affect many of the studies reviewed above.

In fact, well over one third of the studies
reviewed have used the PNSQ to measure need
fulfillment and need satisfaction. 1In the
most heavily researched area (hierarchical
level) over half the studies reviewed have
used the PNSQ. The general lack of reliabil-
ity and validity evidence on the PNSQ, com-
bined with the more consistent results found
with better developed measures of satisfaction
(e.g., Herman and Hulin, 1973) suggest that
the most parsimonious explanation of the -
inconsistencies between structural variables
and need satisfaction may simply be measure-
ment error.l

Further criticisms of the PNSQ have been offered by
Roberts, Walter, and Miles'(1971), Herman and Hulin (1972),
Wall and Payne (1973), and Herman and Hulin (1973).2 While
the criticisms of the PNSQ are not sufficient to nullify the
results that have been obtained using it, they are sufficient

to warrant further investigation using a different testing

instrument.

1Chris J. Berger and L. L. Cummings, "Organizational
Structure, Attitudes and Behaviors,'" in Research on
Organizational Behavior, ed. Barry M. Staw (New York: JAI
Press, 1978) p. 3.

°K. H. Roberts, G. A. Walter, and R. E. Miles, "A
Factor Analytic Study of Job Satisfaction Items Designed to
Measure Maslow Need Categories,'" Personnel Psychology 24
(1971): 205-20; Jeanne B. Herman and Charles H. Hulin,
"Studying Organizational Attitudes from Individual and
Organizational Frames of Reference,'" Organizational Behavior
and Human Performance 8 (1972): 84-108; Toby D. Wall and
Roy Payne, '"Are Deficiency Scores Deficient?" Journal of
Applied Psychology 58:3 (1973): 322-26; Jeanne B. Herman and
Charles L. Hulin, '"Managerial Satisfactions and Organizational
Roles: An Investigation of Porter's Need Deficiency Scales,"
Journal of Applied Psychology 57 (1973): 118-24.




Z2

Limitations

The current research effort is limited in several

respects with most of the limitations being a result of

sample design. Therefore, one must consider the following

when attempting to interpret the results of the study:

1.

All of the firms participating in the study
are located in the southeastern United States.
It is possible, perhaps even probable, that
the data may contain some regional bias,.

A1l of the firms participating in the study
are part of the retail merchandising industry.
This fact is especially important if one is
tempted to extend the conclusions of this
study and apply them to employees in other
segments of the economy.

A1l of the firms participating in the study
are independent or "home owned firms.' This
fact would preclude making assumptions about
national chain operations or large retail
groups based on the results obtained here.

The study includes only organization size,
shape and level as structural variables.
While these three are the ones most often
used in previous studies, one could perhaps
make a case for including some other
structural variables.

Report Preview

The remainder of this report will consist of four

chapters.

Chapter II deals with the review of the literature

concerning the relationship between organization structural

variables and job satisfaction. The review will specifically

examine the research evidence concerning the relationship

between employee job satisfaction and organization shape,

organization size, and organization level. Additionally,
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the literature concerning the interaction effect that the
three structural variables have on satisfaction will be
reviewed.

Chapter III will discuss the methodology used during
this research effort. This chapter will explain how the
research sample was selected, will analyze the research
instrument, will present the variables under investigation
and the method of data collection, and will review the
statistical techniques used in the analysis.

Chapter IV will consist of a discussion of the results
and a presentation of the findings of the research effort.

Chapter V will be a summary chapter and will discuss

the conclusions and implications of the study.



CHAPTER TWO

REVIEW OF THE LITERATURE

The investigations into the effects that organiza-
tional structural variables have on the attitudes and
behavior of the members of the organization have produced
considerable research covering a myriad of relationships.
Among these many relationships have been some which are
related to the subject under investigation in this treatise.
Specifically, the review of the literature in this section
will deal with three organizational structural variables
and the effect that these variables have individually and
collectively on employee job satifaction. The structural
variables to be examined are organization shape (that is,
the degree to which an organization is either tall or flat),
total organization size, organizational level, and the

interaction effects of these three wvariables.

Tall vs. Flat Organizations

One of the first studies concerning the effects of
organizational shape on employee job satisfaction was
performed by James C. Worthy and the result reported in

1950.1 Worthy, in a study covering almost 100,000 employees

1James C. Worthy, "Organizational Structure and
Employee Morale,! American Sociological Review, 15:2 (1950):
1969-79.

24
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of the Sears Roebuck Company over a twelve year period,
concluded that flat organizations were generally superior

to tall organizations. Worthy stated his conclusions by
saying that "Flatter, less complex structures, with a
maximum of administrative decentralization, tend to create

a potential for improved attitudes, more effective super-
vision, and greater individual responsibility and initiative
among employees. Moreover, arrangements of this type encour-
age the development of individual self-expression and crea-
tivity which are so necessay to the personal satisfaction of
employees and which are an essential ingredient of the demo-

1 It should be noted that Worthy's

cratic way of life."
sample consisted almost entirely of non-management personnel
and that he never published his statistical data nor described
his method of analysis. Despite these limitations, Worthy's
conclusions remained virtually unchallenged for almost twelve
years and his views are still widely gquoted today.

The next significant step, in the investigation of the
effect of organizational shape on employee job satisfaction,
was taken by Meltzer and Salter in 1962.2 In a survey study
designed to test the degree of job satisfaction of 704 physi-

ologists employed in research organizations, Meltzer and

Salter found that there was generally an insignificant

l1pid., p. 179.

21,. Meltzer and J. Salter, "Organization Structure
and the Performance and Job Satisfaction of Physiologists,"
American Sociological Review 27 (1962): 351-62.
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relationship between the level of job satisfaction of the
employee and the shape of the organization. Their con-
clusions failed to confirm Worthy's view on the superiority
of flat organizations over tall structures. However, it
should be pointed out that the Meltzer and Salter sample
dealt with small organizations (their largest category being
fifty-one employees or more) and that their subjects were
drawn from the professional ranks.

In the early 1960's, Lyman W. Porter began a series
of studies on the effects of organization structural variables
and employee job satisfaction using the shape of the organiza-
tion as one of his independent variables. In a study con-
ducted by Porter and E. E. Lawler, the 1900 managers that
responded to their questionnaire were classified as being
employed in organizations having either tall, intermediate,
or flat structures.1 Using the PNSQ as their measuring
instrument, the authors reported their findings by stating,
"The results showed no clear over-all superiority of flat
over tall organizations in producing greater need satisfaction
among managers . . . A tall type of structure was associated
with greater satisfactions in the security and social need
areas, whereas a flat structure was associated with greater

satisfaction in the self-actualization need area."

1L. W. Porter and E. E. Lawler, "The Effects of Tall
vs. Flat Organization Structure on Managerial Job Satisfac-
tion," Personnel Psychology 17 (1964): 135-48.

2L. W. Porter and E. E. Lawler, "Properties of
Organization Structure in Relation to Job Attitudes and
Job Behavior," Psychological Bulletin 64:1 (1965): 23-51.
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Porter and Lawler further qualified their results by noting
that the size of the organization seemed to have some effect
on degree of employee satisfaction. When the data were seg-
mented so that subjects employed by companies having less than
five thousand employees formed one group and those employed
by companies having five thousand or more employees formed
another group, they found that the results differed from
the overall results. In the smaller companies job satisfac-
tion was ‘greater in organizations having flat structures,
while in those having more than five thousand employees the
reverse was true. Once again, the composition of the sample
is important in evaluating the results of the study. Porter
and Lawler's sample consisted entirely of management personnel
and was a randomly selected sample of managers at all levels
of the managerial hierarchy in many different companies.

In 1965, Porter and Siegel essentially replicated the
Porter and Lawler 1964 study, the difference being that the
subjects were an international sample of middle and upper-
level managerial personnel from thirteen oountries.1 The
results of this study generally agreed with the conclusions
of the Porter and Lawler effort. Porter and Siegel found
that overall there was no significant advantage for either
tall or flat structures in producing job satisfaction among

the three thousand subjects, but when the subjects were

11,. W. porter and J. Siegel, '"Relationships of Tall
and Flat Organization Structures to the Satisfaction of
Foreign Managers'" Personnel Psychology 18 (1965): 379-82.




segmented into those employed by companies having less than
five thousand employees and those employed by companies hav-
ing more than five thousand employees, the results were
slightly different. 1In the smaller companies flat struc-
tures once again produced higher job satisfaction levels
than did the tall structures, but in the large companies

the researchers found no significant difference between

flat and tall structure.

A 1970 study conducted by Ghiselli and Johnson ex-
amined the relationship between need satisfaction and organi-
zational success for 413 managers from a diverse group of
organizations. Using a "slightly shortened version" of the
Porter Need Satisfaction Questionnaire and classifying the
subjects as being members of either tall or flat organiza-
tions, the authors found that for higher order needs
(esteemn, autonomy,‘and self-actualization) the correlation
between need satisfaction and success was much higher for
flat organizations than for tall organizations. The authors
concluded by stating, '""The empirical findings of the present
investigation, then, support the hypothesis which was
advanced earlier, and provide some confirmation for Worthy's
(1950) position that flat organizations are superior to
tall ones in encouraging individuality.”1

In 1971, Carpenter reported on a study concerning

the relationship between organizational structure and the

1

Edwin E. Ghiselli and Douglas A. Johnson, ''Need
Satisfaction, Managerial Success, and Organizational
Structure,'" Personnel Psychology 23 (1970): 569-76.

28



perceived job satisfaction of classroom teachers.1 Carpenter
analyzed the job satisfaction levels of approximately 120
subjects classified as working for either tall, medium, or
flat organizations and concluded that '"formal organizational
factors did influence teacher job perceptions.”z He found
that subjects in flat organizations had higher levels of
job satisfaction than those in medium or tall organizations.
Although Carpenter's conclusions seemed to be consistent
with the views of Worthy as well as the findings of Porter
and Lawler and Porter and Siegel (for organizations having
less than 5000 employees), they may be questioned on one
point. Carpenter's findings were based on a relatively
small total sample of only 120 subjects, which seems even
smaller when you consider that this total was further
subdivided into the three organizational classifications
used in the study.

In 1975, Ivancevich and Donnelly reported on the
results of a study concerning the relationship between
organizational shape and the job satisfaction levels of

295 trade Salesmen,3 The salesmen were all employed by

lyarrell H. Carpenter, "Formal Organizational -
Structural Factors and Perceived Job Satisfaction of
Classroom Teachers," Administrative Science Quarterly
16 (1971): 460-65.

21pid., p. 463.

3John M. Ivancevich and James H. Donnell, Jr.,
"Relation of Organizational Structure to Job Satisfaction,
Anxiety-Stress, and Performance," Administrative Science
Quarterly 20 (1975): 272-80.
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