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CHAPTER ONE 
LITERATURE REVIEW 

Job satisfaction is important to both employers and 

employees, and communication between superiors and their sub

ordinates is a fundamental step in achieving job satisfaction 

Furthermore, the one-to-one relationship established between 

superiors and subordinates is important in determining the 

climate of an organization which, in turn, influences job 

satisfaction. This thesis will propose a study to examine 

the relationship between superior-subordinate communication 

in the evaluation interview and job satisfaction. First, an 

overview of communication in organizations will be presented 

followed by the subordinate and superior characteristics 

which determine the success or failure of communication pat

terns. In the next section, the relationship between these 

characteristics and job satisfaction will be examined. Since 

job satisfaction is dependent on climate, that issue will 

then be considered, showing how supportive or defensive cli

mates are created by one-to-one interaction between superiors 

and subordinates. The final phase of this thesis will be to 

examine the importance of climate in the evaluation inter

view. This chapter will conclude with a hypothesis state

ment regarding job satisfaction and the evaluation interview. 



Communication 

Communication may be formally defined as "any process 

whereby decisional premises are transmitted from one member 

of an organization to another" and takes place upward, down

ward, and laterally throughout the organization (Simons, 1976, 

pp. 154-5). Ellis (1976) proposed that communication is a 

tool for the manager to use rather than an end in itself and 

that it is a means of influencing behavior or of being influ

enced. Communication has also been defined as an active pro

cess which is achieved by active interest and encouragement 

by management, as well as good listening skills (Vogel, 1976). 

In summary, communication is a tool used to transmitt infor

mation from one person to another in order to influence 

behavior or to be influenced and is achieved by active inter

est and good listening skills. Communication occurring upward 

and downward is particularly important in the evaluation 

interview, and the active interest of the interviewer, encour

agement by management and the good listening skills used by 

all concerned are essential to create an atmosphere where the 

climate is supportive and where job satisfaction can be maxi

mized. 

Function of Communication in Organizations 

Organizations are becoming more and more concerned with 

the concepts of quality of communication, perceptions of 



relationships, and satisfaction with organizational life 

(Goldhaber, 1979). Simons summarized the importance of 

communication asserting that without communication there 

can be no organization because there is no possibility of 

the group influencing the behavior of the individual or of 

the individual influencing the behavior of the group. Fur

thermore, not only is communication essential to an organi

zation, but availability of particular techniques of commun

ication can determine the way decision-making functions can 

and should be distributed throughout the organization. 

Factors of survival for an organization--effectiveness 

and efficiency--depend on an effective communication system 

(Barnard, 1976). Barnard (1976) further asserted that auth

ority depends on a cooperative personal attitude of individ

uals which cannot be maintained without a system of communi

cation. The goal of this system is to influence or bring 

about a change in behavior. Ellis (1976) argued that com

munication is useful in influencing behavior and bringing 

about organizational goals. 

The function of communication in organizations can be 

summarized by a prominent view of organizational communica

tion: If communication is good, an organization's perfor

mance and overall effectiveness will also be good; if commun

ication is bad, however, an organization is likely to have 

problems (Goldhaber 1979). 
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General Problems with Communication 

There are many problems organizations can encounter if 

communication within the organization is poor. Barnard 

(1976) listed four major problems: (1) Communication that 

cannot be complied with will be disobeyed or disregarded; 

(2) Communication believed by the recipient to be incompat

ible with the purpose of the organization as he or she under

stands it cannot be accepted; (3) Communication believed to 

involve a burden which destroys the net advantage served by 

the connection with the organization will be disobeyed; and 

(4) Communication that cannot be understood can have no 

authority--it has no meaning until it is interpreted, 

Schein (1972) supported Barnard's statement that commun

ication has no meaning until it is interpreted by arguing that 

successful coping with changing internal and external environ

ments requires the ability to take in and communicate infor

mation reliably and validly. Simons (1976) proposed that 

this is best achieved when the person best fitted to make a 

decision is also the person to carry out the decision. In 

most instances, however, information must be transmitted 

from center to center where information is combined, decisions 

are carried out at ultimate points, and confusion is more 

likely to result. 

There are other problems relating to communication includ

ing interaction and overload. Goldhaber (1979) asserted that 

physical distance and limited opportunities for interaction 



between management and subordinates may damage the quality 

of relationships and decrease the effectiveness of communi

cation. Overload, discussed by Rogers and Rogers (1976), 

concerns getting too much information. They argued that 

research has shown that less restricted communication flows 

may cause more problems than they solve. Therefore, infor

mation should be condensed to prevent overload and should 

be designed to reach only those locations where it is most 

needed. A basic function of organizational structure should 

be to restrict communication flows, thus decreasing the prob

lem of information overload (Rogers & Rogers, 1976). 

A final problem of communication concerns motivation. 

According to Walton (1976), people fail to communicate with 

superiors or subordinates because they do not want to commun

icate or because of lack of motivation rather than because 

they do not know how to communicate or because the channels 

are not clear. Channels of communication, however, are an 

important aspect of communication. 

Channels of Communication 

Communication can be either written or oral, formal or 

informal. There are many factors to be considered concern

ing the various combinations including weight given communi

cation, purposes and limits of various types of communica

tion, and how relationships of members effect communication. 

Other aspects considered are the "grapevine" and the impor

tance of different forms of communication in an organization 



The source of communication and the way it is presented 

will determine how much consideration the recipient gives 

the communication (Simons, 1976). If formal channels are 

maintained, authority can enhance the effect, whereas unsoli

cited information or advice may be given little or no atten

tion. Simons (1976) proposed that the form of communication 

is also a major consideration in the weight given communica

tion. In some cases, formal authority may be sufficient to 

induce proper compliance with the superior, but usually com

munication must reason, plead, and persuade as well as order 

if it is to be effective. A final point made by Simons (1976) 

is that weight of communication applies in upward as well as 

downward transmi 11a1. 

Written Communication 

Goldhaber (1979) suggested that written channels of com

munication are used far less and for fewer specific purposes 

than are oral channels. He further asserted that too many 

organizations rely too heavily on vnritten methods of down

ward communication (such as manuals, films, newsletters, etc.) 

when personal contact and face-to-face communication would 

be more influential. Additionally, communication overload 

is often enhanced when using written communication: When 

too many written memos, letters, and announcements are made 

daily, they are often thrown away before they are read. 

Simons (1976) supported Goldhaber's position asserting that 



the poorest method of communicating operational procedures 

is to rely solely on written instructions and manuals. 

Oral Communication 

Even though Simons (1976) argued that organizations 

should not rely solely on v/ritten instructions, he also recog

nized the limits of oral communication. He proposed that to 

a certain degree, the system of formal authority creates the 

presumption that oral communication will take place primarily 

between individuals and their immediate supervisors or sub

ordinates. These, however, are never exclusive channels of 

communication. Formal systems of communication (which Simons 

defined as those channels of communication which have been 

consciously and deliberately established) are soon supple

mented by equally important informal networks of communica

tion which are based on social relations within the organiza

tion. No matter how complete a formal system of communica

tion an organization has it will always be supplemented by 

informal channels through which v/ill flow information, advice 

and even orders (Simons, 1976). 

Informal Communication 

Simons (1976) asserted that an informal communication 

system is generally built around the social relationships of 

members. "Natural leaders" often play a role in organizations 

which are not always reflected in the organizational chart, 

and these individuals may develop informal communication 



systems as a means of increasing their own power and influ

ence in the organization. These informal communication sys

tems are often called "grapevines" and probably play a con

structive role in most organizations (Simons, 1976). Simons 

(1976) did note, however, disadvantages of the grapevine: 

(1) It discourages frankness because confidential remarks 

may be spread; and (2) Information is often inaccurate. 

Goldhaber (1979) disagreed with the second disadvantage pro

posed by Simons arguing that research has shown the grapevine 

to be both fast and accurate. The advantages of the grape

vine noted by Simons (1976) include the following: (1) It 

transmits information not thought to be transmitted formally; 

and (2) It serves as a barometer of "public opinion" in organ

izations. The grapevine is a fact of life in all organiza

tions, and the wise manager should admit it exists, gain from 

its advantages, and recognize its limitations (Goldhaber, 

1979). However useful the grapevine is, it needs to be sup

plemented by other channels of communication (Simons, 1976). 

Although both written and oral forms of communication 

are essential in an organization, it appears that oral com

munication is the most important. Goldhaber (1979) proposed 

that informal, face-to-face communication serves an important 

coordinating function in organizations as compared to a limited 

amount carried out through formal, written forms. He also 

added that conflict resolution appears to depend on the oppor

tunity for face-to-face interaction and may not be accomplished 



through any other means, Harris and Cronen (1979) found 

that face-to-face talk was considered "personal concern," 

while a written memo was considered "cold." Regarding for

mal and informal forms of communication, Marrett, Hage and 

Aiken (1976) suggested that they occur simultaneously rather 

than being alternate forms of communication. Therefore, 

there is no "better" form. The same is true for written and 

oral communication--both forms of communication are impor

tant in an organization. All forms--formal, informal, writ

ten, and oral--should be developed so that one is not empha

sized more than another or that one is not neglected if com

munication is to be the most effective it can be within an 

organization. 

Communication Patterns 

The written, oral, formal and informal channels of 

communication flow through communication patterns. There 

are three major patterns of communication within an organi

zation: horizontal, upward, and downv7ard. Horizontal 

communication flows from peer to peer, upward communication 

flows from subordinate to superior, and downward communi

cation flows from superior to subordinate. 

Horizontal Communication 

Although studies on upward and downward communication 

have been done for several years, horizontal communication 

has been recognized for a shorter length of time than either 
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of the other forms of communication (Kirokawa, 1979). Gold

haber (1979) defined horizontal communication as being that 

which is used for coordination, problem solving, conflict 

resolution, and information sharing. According to Hirokav/a 

(1979), horizontal communication generally involves lateral 

flows of information among people on the same organizational 

level and of relatively equal status. Horizontal communi

cation is related to job satisfaction since peer relation

ships are important in determining organization climate. 

However, upward and downward communication appear to be more 

important when considering the relationship between super

iors and subordinates. 

Upward Communication 

Upward communication is used for asking questions, pro

viding feedback, and making suggestions. It improves morale 

and employee attitude (Goldhaber, 1979). Hirokawa (1979) 

added that upward communication consists generally of reports, 

ideas, opinions, suggestions, complaints, grievances, gripes, 

and even rumors which flow from subordinate to superior. Fur

thermore, he suggested that it is a means for management to 

receive feedback regarding relative success of messages sent 

down previously; it can stimulate employees to participate 

in forming policies for their departments and facilitates 

acceptance of those policies; it allows subordinates to offer 

opinions and suggestions; and it provides a means for top 

management to receive information concerning the organization. 
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Gold'naber (1979) reported that the International Commun

ication Association (ICA) found that as workers became less 

satisfied with their jobs, they used--or wished to use--upward 

communication channels for grievances, correction of inade

quate instructions, and monitoring of their activities. This 

finding, he stated, runs counter to the assumption that 

increased upward communication leads to increased satisfac

tion. In order to encourage upward communication for reasons 

other than job dissatisfaction, Goldhaber (1979) suggested 

that the most effective method to encourage upward communi

cation is sympathetic listening, both outside the workplace 

and within the department. Furthermore, he asserted that of 

all communication relationships, that with the immediate 

supervisor is perhaps the most important because he or she 

is the primary link with the organization and acts as the 

direct mediator of rewards. 

Although upward communication is important to enable 

employees to communicate with their supervisors, Goldhaber 

(1979) found that the desire to send information is much 

lower than the desire to receive information. In spite of 

the generally positive relationships found between perceived 

system openness and satisfaction, several researchers have 

found weak or negative correlations between the amount of 

upward communication and job satisfaction (Goldhaber, 1978; 

Roberts & O'Reilly, 1974). 
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Downward Communication 

Downward communication is the means of disseminating 

instruction, praise, and evaluation within an organization. 

Hirokawa (1979) described the function of downward communi

cation in two important ways: (1) It allows managers to 

exercise their authority within the hierarchical structure 

of organizations (directives, commands and other authority-

related commands); and (2) It provides superiors with a 

means of disseminating information to subordinates. 

Problems tend to occur when supervisors withhold infor

mation for one of the following reasons. First, they may 

not realize their subordinates' needs for information. This 

occurs frequently in large organizations mainly because of 

lack of sufficient consideration to the needs of downward 

transmission of information other than orders. Second, infor

mation may be withheld because of a superior's need to main

tain authority over subordinates. This is usually a symptom 

of an incompetent and insecure executive (Simons, 1976). 

Hirokawa (19 79) contended that the most consistent problem 

with downward communication concerns the accuracy and ade

quacy of information reaching lower levels of the organiza

tion. All patterns of communication--horizontal, upward, 

and downward--are forms which written and oral, formal and 

informal communication take. The success or failure of these 

forms of communication are also contingent upon characteris

tics of subordinates and superiors. 
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Subordinate Role in the Communication Process 

The success or failure of communication in organizations 

is dependent upon many factors. In order to better under

stand some of these factors, an examination of (1) Maslow's 

Hierarchy of Needs, and (2) communication competence will 

now be presented. 

Maslow's Hierarchy of Needs 

No paper researching the area of subordinate character

istics would be complete without mentioning Maslow's Hier

archy of Needs (Maslow, 1968) . The following section con

cerning Maslow's hierarchy is taken from Meyers and Meyers 

(1982, pp. 144-145). 

There are five levels of needs in Maslow's hierarchy: 

physiological needs, safety needs, social needs, esteem 

needs, and self-actualization needs. Physiological needs 

include the basic necessities of life: Food, water, and air 

are examples. Safety needs are one step above physiological 

needs and, from an organizational viex<rpoint, include the need 

for job security and a steady or increasing income. Social 

needs are those such as companionship, belonging, acceptance, 

and friendship. Esteem needs consist of two elements: (1) 

the need for self-esteem which includes self-confidence, 

self-respect, and feelings of competence, achievement and 

independence; and (2) the need for esteem from others, char

acterized by a desire for recognition, status, appreciation, 

and prestige. In most organizations, esteem needs cannot be 
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met at lower level jobs. The final step in Maslow's hier

archy is the need for self-actualization. This includes 

the realization of one's potential, self-fulfillment, and 

creative expression. 

According to Meyers and Meyers (1982), Maslow's theory 

of the hierarchy of needs is based on two assumptions: 

1. People all have basic needs which are arranged in 
a hierarchy of importance. People can devote ener
gies to one level of needs only when those below 
have been satisfied. 

2. Only unsatisfied needs can motivate behavior. 

An understanding of Maslow's hierarchy will aid the under

standing of the following factors which influence subordinate 

behavior. 

Subordinate Characteristics that Influence Behavior 

There are many characteristics that influence subordin

ate behavior which, in turn, influence the communication flow 

betx\7een subordinate and superior. Goldhaber (1979) asserted 

that a person's feelings of identity and membership in an 

organization are strongly affected by involvement, commitment 

and satisfaction with the practices, policies and goals of 

the organization. Regarding these goals, Simons (1976) 

added that the behavior of an individual in the organization 

is oriented towards two types of goals: organizational goals 

and personal goals. He further stated that these two sets 

of goals are not always mutually inclusive. 

An individual's age and experience can also affect his 

or her attitude and perception of organizations. According 
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to Barnard (1976), if people know what to do from previous 

experience and work on the basis of habit and acquired skill, 

a minimum of communication is required. Additionally, indi

viduals who are accustomed to working together may also develop 

a special language which cuts down communication time. 

Employee experience may be particularly relevant to job 

satisfaction, Goldhaber (1979) suggested that once shared 

understanding has been established, there may be a lower 

frequency of highly effective interaction in contrast to 

recently established relationships which may require high 

levels of frequent communication. An ICA audit found that 

younger employees tended to be more dissatisfied with their 

jobs than their older counterparts (Goldhaber, 1979). They 

believed this may have been due to expectations from the 

groups studied as well as the fact that the job relationships 

were newer than they were for older employees. 

Another factor that can influence subordinate behavior 

is an individual's perception. Goldhaber (1979) asserted 

that an individual's perception of basic issues (Are members 

satisfied with superiors, coworkers and subordinates as sourc

es of information? How important are these sources? Are 

they trusted? Are they open to communication?) of an organi

zation will influence that individual's behavior in the organ

ization. He further suggested that, in general, while most 

individuals receive adequate information relevant to their 

immediate work situation, they perceive that they receive 
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very little information regarding overall policies or factors 

affecting the organization as a whole. In addition, employ

ees seem to receive less than adequate information regarding 

reasons for changes or innovations, the relative performance 

of their organizations or department, opportunities for 

advancement, and the financial health of the organization 

(Goldhaber, 1979). With an understanding of Maslow's hier

archy and consideration of various factors which influence 

subordinate behavior, let us now examine how these two areas 

relate to communicative competence. 

Communicative Competence 

There are three levels of communicative competence: 

minimal, satisfactory, and optimal (Harris & Cronen, 1979). 

Each level denotes the individual's relationship to the larger 

system, and an individual may be at one level in one setting 

while at another level in another setting, such as during 

meetings and while on coffee break (Harris & Cronen, 1979). 

Harris and Cronen (1979) described minimally, satisfactorily 

and optimally competent people as follows: 

Minimally Competent: A minimally competent person is 
one who is characterized by having a knowledge of only 
those rules necessary for the routine performance of the 
current job assignment. This person accepts existing 
rules and does not participate in forming new rules. 

Satisfactorily Competent: A satisfactorily competent 
person is one who seeks out the rule« of the organiza
tion and then internalizes them as his or her own. 
This person knows how the rules fit into the master 
contract of the organization and may even participate 
in making new rules. 
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Optimally Competent: An optimally competent person is 
one who views the organization from the "outside." This 
person not only knows the rules of the organization in 
perspective of the master contract, but can also per
ceive alternatives to those rules and assess the likely 
consequences of each. He or she can also detect con
tradictions and ambiguities in rule structure and is 
a necessary agent for social creativity. When opti
mally competent members suggest research programs or 
courses, nonoptimally competent members may regard the 
ideas as naive and/or idealistic and cause the propos
als to be defeated. 

Minimally, satisfactorily, and optimally competent persons 

m.ay be either subordinates or superiors. In addition to 

communication competence, there are other characteristics 

that are important factors for superiors' communicative 

skills. 

Superior's Role in the Communication Process 

As a superior is either minimally, satisfactorily or 

optimally competent, so his or her needs may fall into one 

or more of Maslow's categories. There are additional char

acteristics which play an important role in a superior's 

ability to communicate. They include the subordinate's per

ception of the superior and the information available as 

well as specific characteristics of the superior. 

Goldhaber (1979) stated that perceptions of openness, 

honesty, trustworthiness, influence, understanding and com

petence have been studied concerning superior-subordinate 

rlationships, peer relationships, and relationships in gen

eral. The results showed that how an individual perceives 

the quality of the relationship and the quality of communica

tion has a great impact on the individual's satisfaction and 
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involvement with the organization. He further asserted 

that an individual perceives the communication climate to 

be favorable when superiors are thought to be onen and 

responsive, willing to interact, sensitive to emotions, 

skilled in communication and are trustworthy. When these 

conditions exist members have positive feelings about their 

own involvement, their ability to influence the organiza

tion, and their overall satisfaction with the system increas

es . 

Other relevant types of perceptions include perceptions 

of information available to organizational members (Is there 

an adequate amount of information received from sources on 

important topics? Is the information useful? Is there ade

quate feedback on information sent to the sources?). A final 

issue of perception, according to Goldhaber (1979), is that 

of the organization itself (How involved are members in 

decisions which affect them? Are goals and objectives under

stood? Are people supported and rewarded for their efforts? 

Is the system open to input from its members?). 

Goldhaber (1979) found that there were definite charac

teristics associated with superior behavior and subordinate 

job satisfaction. Some of the characteristics include praise 

from the boss, the boss understands subordinate's job, the 

boss is trusted, the boss is friendly, the boss is honest, 

and there is freedom to disagree with the boss. Other stud

ies cited by Goldhaber include characteristics concerning the 
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relationship between the superior and subordinate. These 

include giving subordinates a share in decision making, 

keeping them informed of true situations, remaining aware 

of the state of morale, being easily approachable, communi

cating effectively with subordinates, showing thoughtfulness 

and consideration of others, being willing to make changes, 

being willing to support subordinates even when they make 

mistakes, expressing appreciation to subordinates when they 

do a good job, and counseling, training, and developing sub

ordinates . 

Yaney (1975) described two factors which best predict 

a manager's success in different situations: initiating 

structure and consideration. Initiating structure includes 

the amount of control the leader has over each situation and 

what methods he or she uses to control these situations. 

Consideration refers to the personal concern managers have 

for their employees, including their individual needs, their 

relationships with fellow workers, and the amount of personal 

attention given each of them. 

Personal consideration on the part of supervisors is 

also considered important by Meyers and Meyers (1982). They 

reported that when a superior conveys a feeling of superior

ity over a subordinate it brings out that subordinate's 

defenses. They further asserted that an equal or shared 

relationship should be strived for by avoiding arrogance, 

aloofness, haughtiness, and condescension towards subordinates 
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In addition, although status and rank are unavoidable in an 

organization, a supervisor should strive to maintain dis

tance from subordinates without haughtiness or any implica

tion of being better or superior to lower-ranking employees. 

All of the foregoing positive characteristics help to increase 

job satisfaction for all members of an organization. 

Job Satisfaction 

Two basic aspects of job satisfaction will be discussed 

in the following section: (1) the importance of job satis

faction in terms of productivity and motivation; and (2) rele

vant factors contributing to job satisfaction. 

Importance of Job Satisfaction 

Productivity 

Although much research has been done concerning produc

tivity and job satisfaction, the results are still incon

clusive, Richmond, McCrosky, and Leonard (1982) proposed 

that at best it can only be stated that job satisfaction 

may increase productivity under some circumstances in some 

types of organizations, but that the reasons for this phenom

enon are unknown, Rogers and Rogers (1976) reported that 

organizational researchers at the Institute for Social Research 

at the University of Michigan were not able to prove that sat

isfied workers produced any more than dissatisfied workers. 

In fact, some of the highest producers were sometimes the 

lease satisfied. It was also found that styles of supervision 
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(such as showing a concern for subordinates as human beings) 

were the elements linked to production (Rogers & Rogers, 1976) 

Pryor and Mondy (1978) found positive correlation between 

productivity and mutual respect in organizations. They dis

covered that mutual respect for one another in the working 

environment is one of the most essential aspects of superior-

subordinate relationships for improving productivity. They 

further argued that if a superior does not truly respect the 

subordinate and his or her talents and abilities, then the 

superior will probably assign tasks that provide less than 

optimum self-fulfillment for the worker and underutilize 

his or her talents, thus decreasing productivity. Further

more, if the subordinate lacks respect for his or her super

ior, a maximum effort will probably not be made, again decreas

ing productivity. Pryor and Mondy (1978) concluded that in 

order to have improved productivity, there must be mutual 

respect between superior and subordinate--one-way respect is 

not sufficient. 

Motivation 

A stronger stand can be taken in regard to job satisfac

tion and motivation. Even though productivity may not suffer 

when workers are dissatisfied, those workers are still likely 

to suffer from other problems relating to absenteeism, job 

turnover, and motivation (Richmond et al, 1982). According 

to Hawkins and Preston (1982), however, no factors have yet 

been determined which indicate that communication behaviors 
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relate to increased motivation and job performance. They 

further proposed that as one person cannot "make" another 

person motivated, the best that can be done is to indirectly 

affect motives by manipulating the environment where the 

employee works. This can be done, they suggested, by managers 

who are willing to listen and be receptive to subordinates' 

ideas, problems, and concerns. Simply listening, however, 

is not enough (Hawkins & Preston, 1981). The manager must 

also be willing to respond to questions and problems and to 

discuss the followup of these questions and problems with the 

employees in order to obtain high levels of motivation. Wal

ton (1976) argued that motivation to communicate is depen

dent on the "reward structure," He concluded that people 

tend to be motivated to do things which are "worthwhile" or 

which lead to rewards. Increasing productivity and motiva

tion through job satisfaction can be accomplished through 

several methods. The most relevant of these are discussed 

in the following section. 

Factors Contributing to Job Satisfaction 

Most researchers conclude that: (1) Job satisfaction 

can be measured validly and reliably; (2) The work situation 

is more important than personality traits of the workers in 

determining job satisfaction; and (3) Social contacts within 

the job are important to job satisfaction (McLaughlin & 

Cheatham, 1977). Even though there has been substantial 

research concerning employee satisfaction, there is little 
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concensus as to the cause or nature of this satisfaction 

(Richmond et al,1982). Even without this concensus, however, 

several factors appear to contribute to job satisfaction 

within an organization: information flow, relationships, 

recognition and participation, role ambiguity, chance for 

advancement, feedback, and trust. 

Information Flow 

Research has shown that the quantity and quality of 

superior-subordinate transactions (which is the most common 

communicative situation within a work organization) play a 

most significant role in employee satisfaction (Goldhaber, 

1979). Goldhaber (1979) argued that an individual's percep

tion of an organization influences that person's behavior in 

the organization, and that there are basic issues involving 

the sources of communication (Are people satisfied with 

superiors, co-workers and subordinates as information sourc

es? Are these sources trusted? Are they open? Are they 

credible?). Other issues Goldhaber mentioned concern percep

tions of the information available to different organizational 

members (Is the important information received from different 

sources adequate? Is it useful? Is it timely? Is there 

sufficient feedback on information sent to various sources?). 

In an ICA audit, it was discovered that employees receive 

and want to receive more information related to their immedi

ate job than information related to the organization as a 
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whole, but the highest correlations between the amount of 

information received and job satisfaction are foimd for 

those topics related to organization-wide concerns (Gold

haber, Porter, Yates & Lesniak, 1978). The same research 

reported that receiving information about topics related to 

the organization as a whole was more important to job satis

faction than receiving information about more personal, job-

related matters. It was also discovered that information 

about job-related matters produced low levels of satisfaction, 

while organization-wide information increased the level of 

satisfaction. 

Relationships 

In addition to tests concerning information flow, the 

ICA audit also considered relationships. According to these 

tests, the most important contributor to job satisfaction 

appears to be organizational communication relationships 

(Goldhaber et al, 1978). Richmond et al (1982) supported 

this statement by asserting that the satisfaction of both 

superiors and subordinates can be dependent on their communi

cative relationship. 

A number of variables affect interactions between sub

ordinates and superiors including the perception each has of 

the other, past experiences both with each other and in other 

situations, the nature of their relationship, the similarity 

of their backgrounds, the amount of trust between them, the 

skills used to create and exchange messages, and the total 
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personality of each (Goldhaber, 1979). Roberts and O'Reilly 

(1974) found that trust in one's superior is the most impor

tant element for an open, upward-directed communication, 

Baird and Diebolt (1976) discovered three variables 

relating to job satisfaction and relationships: (1) quality 

of relationship with the company; (2) quality of relationship 

with the supervisor; and (3) frequency of communication with 

the supervisor. They also found that the subordinate's per

ceived relationship with his or her immediate supervisor was 

positively related to the frequency with which he or she com

municated with the supervisor. Although there are many fac

tors needed for maximum job satisfaction including involve

ment, influence, input and freedom to disagree with superi

ors , an effective relationship with the immediate supervisor 

is the most important factor in job satisfaction (Goldhaber, 

1979) . 

Recognition and Participation 

Even though the flow of information and work relation

ships are important in the working atmosphere, they are not 

enough in themselves to create job satisfaction, A third 

aspect involves recognition and participation on the part of 

the subordinate (Goldhaber, 1979). Goldhaber (1979) dis

covered that an individual wants to be involved in a system 

where he or she can exert an influence and that the issue of 

recognition and caring includes how much input into superi

ors' decisions members have, support and reward members are 
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given for their efforts, and whether members are listened 

to with empathy. According to Goldhaber (1979), research 

shows that even though workers need attention, rewards, and 

frequent recognition from their organization, they get lit

tle of this encouragement and often behave in ways that pro

duce the opposite effect. Cash incentives are one means of 

recognition that have been used in some instances. Bourdon 

(1980) concluded, however, that plans to increase worker 

participation in organizations through the use of cash incen

tives did not appear to work any better than those without 

cash incentives. Employees were generally aware of the cash 

bonus plans but were unable to describe the relationship 

between their performance in the participation plan and the 

cash bonus. 

Role Ambiguity 

Dissatisfaction can also be caused by role ambiguity 

(Goldhaber, 1979), Browne and Nietzel (1952) found that 

agreement between superiors and subordinates about responsi

bility, authority, and delegation was positively related to 

morale. Furthermore, supervisors and subordinates whose per

ceptions of each other's job were in agreement showed higher 

morale than those who had differing perceptions. 

Advancement 

Few employees will stay satisfied with a job they think 

offers limited opportunity for advancement. Goldhaber (1979) 
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argued that they need to know more about the total system 

and how they fit into broader system objectives, and that 

career pathing is one way to deal with this problem. He 

explained that career pathing is a method where areas for 

advancement are identified for the employee, and the route to 

take to obtain this objective is explained. Furthermore, it 

is important for the supervisor to be willing to share infor

mation with the employee about how the organization is run, 

what its objectives are, and how advancement is tied to help

ing meet those objectives (Goldhaber, 1979). 

Feedback 

Another issue pertinent to job satisfaction is feedback. 

O'Reilly and Anderson (1980) proposed that feedback of infor

mation about performance is one of the most important forms 

of communication in an organization. (The form this feed

back takes in the evaluation interview will be further devel

oped in following sections). O'Reilly and Anderson (1980) 

further asserted that (1) only with this information can an 

individual adjust behavior and effort in order to improve 

his or her future performance, and (2) that the quantity of 

feedback is less important than its relevance and accuracy. 

When there is more feedback which is thought to be accurate, 

relevant and more developmental, job satisfaction appears to 

be higher. 
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Trust 

O'Reilly and Anderson (1980) also discussed the impor

tance of trust between superiors and subordinates and its 

relationship to feedback, Thev affirmed that if there is low 

trust between sender and receiver, accurate feedback may not 

be perceived as such and may not, therefore, be used. Addi

tionally, the accuracy of the information exchanged is impaired, 

The final aspect O'Reilly and Anderson (1980) considered was 

that accurate and relevant feedback is associated with perfor

mance only when the subordinate does not trust the superior. 

No significant relationship was found between feedback rele

vance and performance under conditions of high trust. 

Jablin (1979) reported that research indicated that in 

some instances interpersonal trust facilitated openness and 

understanding between subordinates and superiors, but in other 

circumstances it appeared to have no effect whatsoever. Lis

tening, however, is an important factor to consider. Accord

ing to Stephenson and D'Angelo (1973), when empathic listen

ing is used, the situation can be described as one where every

one wins. They further stated that avoiding evaluative lis

tening enhances openness and understanding which improves 

interpersonal relationships in general. All of the factors 

discussed in this section (information flow, relationships, 

recognition and participation, role ambiguity, advancement, 

feedback, and trust) are important determinants of job satis

faction and are closely related to organization climate. 
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Organization Climate 

It is difficult to determine whether the level of job 

satisfaction creates supportive or defensive climates, or 

if supportive or defensive climates influence job satisfac

tion. Regardless of which is the cause and which is the 

effect, it is obvious that the two areas are related. 

Organization climate is. defined as, "the state of its 

internal nature, as perceived by its members," (Rogers & 

Rogers, 1976, p. 76), and Gibb (1961) divided this climate 

into two categories: defensive and supportive. 

Defensive Climate 

Defensive behavior is defined as, "that behavior which 

occurs when an individual perceives threat or anticipates 

threat in the group," (Gibb, 1961, p. 141). The following 

characteristics of climate set forth by Gibb (1961) and 

elaborated on by Goldhaber (1979, pp. 199-200) provide threat 

and, therefore, evoke defensiveness: 

1, Evaluation (passing judgment; blaming; praising; 
questioning standards, values, and motives); 

2, Control (trying to do something to another; attempt
ing to change an attitude or a behavior of another); 

3, Strategy (manipulating and tricking others); 

4, Neutrality (expressing lack of concern for another's 
welfare); 

5, Superiority (communicating an attitude of superior
ity in position, wealth, intellectual ability, and 
physical characteristics, arousing feelings of 
inadequacy in others); 



30 

6. Certainty (being dogmatic; needing to be right; 
wanting to win). 

When these characteristics are present, the climate of the 

organization will obviously be an unpleasant one. Boyd 

(1968) stated that any person, whether superior or subordin

ate, who is on the defensive can see no viewpoint other than 

his or her own. Frank (1982) carried this a step further 

by stating that when this defensive climate emerges it is 

generally caused by superiors and subordinates responding to 

problems by habitually evaluating and blaming. He addition

ally described the blame-centered/evaluation approach as one 

where blame is fixed on a person and the subordinate is 

viewed as being the "problem." When superiors blame and 

evaluate, subordinates feel threatened and insecure, and neg

ative evaluations are seen as direct attacks on their self-

concepts (Frank, 1982). The result of these evaluations can 

result in any one of the following: withdrawal, aggression, 

rationalization, projection, repression, or selective forget-

fulness, Defensiveness can also stop the flow of communica

tion, Stephenson and D'Angelo (19 73) found that evaluative 

statements evoked defensiveness within dyads. 

Meyers and Meyers (1982) discussed aspects of evaluation 

They asserted that evaluation, whether negative or positive, 

is still evaluation and often makes people feel uncomforta

ble. They further emphasized that it is better to describe 

than to evaluate and to make unvalued statements rather than 
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critical ones, Haimann and Hilgert (1972) supported this 

idea by affirming that negative evaluation usually illicits 

hostility from an employee: Criticisms should be presented 

without creating resentment and defensiveness. 

Climate strongly influences its members' behaviors 

(Rogers & Rogers, 1976), and the foregoing defensive char-

acteristics--evaluation, control, strategy, neutrality, 

superiority and certainty--are all causes of defensive cli

mates which will have a negative influence on both superior 

and subordinate behaviors and which seem likely to create 

job dissatisfaction. 

Supportive Climate 

Schein (1972, p. 126) stated that "successful coping 

requires an internal climate of support and freedom from 

threat, since being threatened undermines good communication, 

reduces flexibility, and stimulates self-protection rather 

than concern for the total system." Gibb (1961), as summar

ized and interpreted by Goldhaber (1979, pp. 199-200), 

described this climate of support and freedom from threat 

as having the following characteristics: 

1, Description (being nonjudgmental; asking questions 
for information; presenting feelings, events, per
ceptions, or processes without calling for or imply
ing change for the receiver); 

2. Problem Orientation (defining mutual problems and 
seeking solutions without inhibiting the receiver's 
goals, decisions, and progress); 
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3, Spoiitaneity (being free of deception; having no 
hidaen motives; being honest and straightforward); 

4, Equality (having mutual trust and respect; engaging 
in participative planning without influence of 
power, status, or appearance); 

5, Empathy (respecting the worth of the listener; 
identifying, sharing, and accepting his/her prob
lems, feelings, and values); 

6- Proyisionalism (being willing to exneriment with 
one s own behavior, attitudes, and ideas). 

In contrast to the blame-centered/evaluation approach 

which causes defensive climates, Frank (1982) presented the 

problem-centered approach in order to obtain a supportive 

climate which he suggested to be constituted primarily by 

respect and trust between superiors and subordinates. When 

using the problem-centered approach, the subordinate is seen 

as a valuable resource in identifying and solving problems 

rather than as a part of the problem. The superior tends 

to become non-evaluative of subordinates, a more supportive 

climate develops and more dependable information becomes 

available to attack the problem, Luthans and Kreitner (1975) 

suggested that in a supportive climate, the emphasis shifts 

from what is wrong with performance to what is right with 

performance. Once this has been accomplished, more positive 

consequences will follow. 

Supportive climates are essential for job satisfaction. 

W.C. Redding (Goldhaber, 1979, p. 200) summarized the impor

tance of a supportive climate with the following statement: 
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"The 'climate' of the organization is more crucial than are 

communication skills or techniques (taken by themselves) in 

creating an effective organization." Goldhaber (1979) fur

ther emphasized that the common element for achieving the 

improvement and maintenance of effective interpersonal rela

tionships is a supportive climate. Therefore, interpersonal 

relationships are dependent on supportive characteristics of 

description, problem orientation, spontaneity, equality, 

empathy, and provisionalism. 

Evaluation Interviews 

As job satisfaction is related to supportive climates, 

supportive climates are related to one-to-one relationships 

between superiors and subordinates. Luthans and Kreitner 

(1976) asserted that the attainment of a positive climate is 

a slow process achieved individual by individual. Haimann 

and Hilgert (19 72) added that regular, daily contact with 

employees is not a sufficient method for appraising employees. 

The employee wants a first-hand report on how he or she has 

been evaluated and may also have specific concerns to discuss 

with the supervisor that can best be discussed in a one-to-one 

situation. They further suggested that an appraisal should 

be made by the immediate supervisor since he or she knows 

the most about an employee's performance within the organiza

tion. Evaluation interviews can be a useful tool to enhance 

supportive climates and job satisfaction if managed properly. 
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Four aspects of evaluation interviews will be discussed in 

the following section: (1) the purpose of evaluation inter

views; (2) problems incurred in evaluation interviews; (3) 

preparation for evaluation interviews; and (4) methods used 

in evaluation interviews, 

Purpose of Evaluation Interviews 

Evaluation interviews can only serve a useful purpose 

if they are managed property, Meyers and Meyers (1982) 

asserted that most people want to know how they are progress

ing and will generally perform better if given a set of 

guidelines of what is expected of them and then told how well 

they are meeting those guidelines. Evaluation interviews can 

be designed to fulfill these objectives. Frank (1982) stated 

that the common objective of both superiors and subordinates 

in the evaluation interview is to improve the employee's per

formance. Haimann and Hilgert (1972) suggested that the 

employee's performance as well as the superior's performance 

may be enhanced. They further concluded that an employee's 

poor performance or failure to improve may be partly the fault 

of the supervisor. Therefore, if the superior's supervision 

is inadequate, a formal method of evaluation may benefit the 

superior and the subordinate. 

Frank (1982) argued that the most important aspect of 

the evaluation interview is the formulation of a plan to 

improve performance and the attainment of the employee's 
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commitment towards executing that plan, Boyd (1968) pre

sented two goals to be accomplished in the evaluation inter

view. First, the employee should be motivated to improve job 

performance or engage in self-development activities, and 

second, a deeper understanding between supervisor and subor

dinate should be created. Another important aspect of the 

evaluation interview is to give the employee more satisfaction 

from work, salary or pay rate (Frank, 1982). Haimann and Hil

gert (1972) concluded that periodic appraisals are important 

to assure the employee that the supervisor is interested in 

his or her development and improvement. Furthermore, they 

determined that this interest has a positive influence on the 

employee's morale and speculated that the evaluation inter

view assures the employee that his or her efforts are appre

ciated and not overlooked, Boyd (1968) summarized the impor

tance of the evaluation interview by affirming that if managed 

properly, it can benefit the superior, the subordinate, and 

the company. The superior learns to correct, adjust, and 

upgrade his or her department, and the subordinate gains a 

sense of direction and participation. All these factors are 

important in order for the evaluation interview to be useful. 

Problems Incurred in Evaluation Interviews 

Only properly managed evaluation interviews benefit the 

subordinate, the superior, and the company. In contrast, 

Haimann and Hilgert (1972) asserted that when they are poorly 
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managed, the evaluation interview can lead to hostility and 

misunderstanding, Stewart and Cash (1974) further supported 

this stand by asserting that the evaluation interview is a 

potentially emotional situation determined by the emotions 

that both the subordinate and the superior bring to the inter

view. The evaluative expressions made by the superior are 

a composite of his or her attitudes, values, experiences, 

and perceptions which determines the style of interviewing 

he or she uses. This leads to the conclusion that the style 

of interviewing used influences the climate of the interview. 

In order to minimize problems and encourage a supportive 

climate within the evaluation interviev7, certain preparations 

should be made. 

Preparation for Evaluation Interviews 

Preparation is essential for a successful evaluation 

interview. Frank (1982) determined that the more detailed 

planning done before the evaluation interview by the super

ior, the more influence he or she will have over the outcome 

of the interview. Boyd (1968) listed one of these steps of 

planning as removing all possible distractions (phone calls, 

interruptions, etc.) during the interview to protect the 

employee's feelings. Additionally, it is important for the 

superior to have specific objectives in mind before the inter

view begins (Boyd, 1968), Meyers andMeyers (1982) supported 

Boyd's idea of specific objectives by adding that a clear 
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statement of expectations is essential in the evaluation 

interview as well as a clear understanding by both the super

ior and the subordinate pertaining to what is supposed to be 

done and how progress is m.easured. Boyd (1968) also recom

mended two final preparations for the evaluation interview 

that the superior should make: (1) prepare subordinates in 

advance for the interview urging them to come to the inter

view prepared to share their ideas; and (2) take time to 

evaluate each interview. By analyzing each interview, the 

superior V7ill be able to see if the goals and objectives of 

the interview have been met and how the purpose for evalua

tion interviews can best be served. This evaluation process 

can also enable the superior to devise the best method to be 

used in future interviews. 

Methods Used in Evaluation Interviews 

Methods used in evaluation interviews can be either 

defensive or supportive. Obviously, a properly managed 

interview uses methods that create a supportive atmosphere 

and an improperly managed interview uses methods that create 

a defensive atmosphere. Many companies have limited or even 

totally abandoned evaluation interviews because of the moti

vation and performance problems aided or created by the 

anxiety and defensiveness stemming from the interviewing 

methods used (Stewart & Cash, 1974). Poor interviewing meth

ods can be caused by a superior v/ho does not realize the 

importance of evaluating performance and therefore conducts 
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the interview in an indifferent or routine manner (Haimann 

and Hilgert, 1972). Frank (1982) stated that when evaluat

ing performance the interviewer often makes statements which 

are likely to provoke defensiveness in the employee and 

result in a resistance to change. This would nullify the 

purpose of the evaluation interview which is to improve per

formance . 

In order to avoid defensiveness and anxiety in the eval

uation interview, a superior must be aware of different inter

viewing styles and must adopt the style that will facilitate 

the goals of the interview (Stewart & Cash, 1974). Haimann 

and Hilgert (1972) suggested two ways to create a supportive 

climate within the evaluation interview: First, the supervi

sor should initially refer to the progress which has been 

made, compliment the employee on achievements, and then pro

ceed to the areas that need improvement; Second, care should 

be taken, however, not to dilute the effectiveness of the 

evaluation interview by combining both praise and criticism. 

The employee should be fully aware of the areas where the 

weaknesses are as well as where his or her strengths are. Boyd 

(1968) supported this suggesting that the superior should 

always level with the employee. Deficiencies in performance 

should not be glossed over simply to gain positive results 

from the interview. He further stated that superiors should 

use objective measures of performance and use illustrations 

or examples to help both the superior and the subordinate 
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agree upon the meanings of words used in the interview like 

dependability, initiative, loyalty, and creativity. A final 

positive method suggested by Boyd (1968) is to emphasize the 

future rather than the past by encouraging the employee to 

help set goals for the next period. Frank (1982) concluded 

that employees should be allowed to summarize jointly agreed-

upon goals in the evaluation interview in his or her own 

words in order to increase ownership of and commitment to 

those goals. 

Haimann and Hilgert (1972) summarized the ultimate value 

of the evaluation interview as depending on the employee's j 

ability to recognize the need for self-improvement and on the i 

superior's ability to stimulate him or her to achieve this ; 
I 

goal. Alexander (1979) proposed that more conflict resolu- [ 

tion was found in dyads trained in Gibb's (1961) supportive- • 
I 

defensive climates than in those not trained. The relation- i 

ship between job satisfaction and climate carries into the 

relationship between superior and subordinate in the evalua

tion interview, and, thus, leads to the following hypothesis: 

H]^: Employees in evaluation interviews where the supervisor 
has been trained to use supportive types of communica
tion will report higher job satisfaction than will employ
ees in evaluation interviews where the supervisor was not 
so trained. 



CHAPTER TWO 
METHODS 

Procedure 

Subjects 

Participants will be employees of Lanier Business Prod

ucts, Inc., which is an international company with its main 

business office in Atlanta, Georgia. It was started in 1934 

by two brothers. Hicks and Sartaine Lanier, In the past 48 

years, Lanier has grown from a small, two-person operation 

in Tennessee, to a thriving business operating in over 28 

states and 18 foreign countries and employing over 2,000 

sales representatives. Their gross sales for 1981 was over 

300 million dollars. Their employees are classified in one 

of the following categories: regional manager, division man

ager, district manager, sales manager, major systems repre

sentative, sales supervisor, national account executive, ver

tical account executive, sales representative, and sales 

trainee. 

Lanier Business Products, Inc. offices all have standard 

procedures regarding evaluation interviews. They are very 

structured with little flexibility within the framework of the 

interview. Each employee is interviewed every six months and 

uses a standardized form to list his or her objectives and 

goals to be met within that time frame. The supervisor's role 

is to discuss the goals and objectives set by the employee and 

40 
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to act as counselor to help the employee understand why some 

goals and objectives are not being met. Additionally, employ

ees are required to turn in a weekly activity analysis and a 

daily plan and activity sheet reporting their progress. 

Although the form of the evaluation interview is stand

ardized, the personal approach varies from supervisor to 

supervisor since there is no formal training of interviewers. 

The procedure for conducting this project will be to observe 

two male and two female supervisors counseling male and 

female employees during a twenty minute evaluation interview. 

A total of 40 employees will participate. Each subordinate 

will then be asked to respond to the Perceived Need Satis

faction Questionnaire (PNSQ) (Porter, 1962) to determine their 

level of job satisfaction. Two of the supervisors (one male 

and one female) will then be trained in techniques which cre

ate supportive and defensive climates. The other two super

visors will not be so trained. The same employees will then 

be interviewed by the same supervisors six months later and 

administered the PNSQ to determine if the training of super-

visors changes the satisfaction level of employees. 

Training in Supportive-Defensive Climates 

Training of supervisors will begin with an evaluation of 

the techniques they currently use; then they will be counseled 

in supportive interviewing techniques in an intensive eight-

hour seminar. During this time, role-played interviews will 

be taped so that each supervisor may analyze his or her own 
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techniques. Each role player will also give the supervisor 

feedback regarding emotions the supervisor evoked during the 

interview. Supervisors will be tested at the end of the 

seminar to determine their understanding of the techniques 

presented and practiced. 

Manipulation Check 

All interviewers will be videotaped, and two independent 

raters will determine from these tapes if each interviewer 

currently uses supportive or defensive interviewing tech

niques. Gibb's (1961) categories of behavior characteristic 

of supportive and defensive climates will be used to rate 

each interviewer (see Appendix A). 

Assessment of Job Satisfaction 

Porter's (1962) Perceived Need Satisfaction Questionnaire 

(PNSQ) will be used to determine employee satisfaction (see 

Appendix B). The PNSQ is based on Maslow's Needs Hierarchy 

and consists of 13 questions and 2 responses to each question. 

The first response is "How much of the characteristic is there 

now connected with your position?" and the second is "How 

much of the characteristic should be connected with your posi

tion?" The questions are answered by circling numbers ranging 

from one to seven, with one indicating low satisfaction and 

seven indicating high satisfaction. Porter (1962, p. 376) 

explained that the purpose of the PNSQ is to "investigate dif

ferences in perceived deficiencies in need fullfillment at 
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all levels of management . . . " The rank of the first ques

tion is subtracted from the rank of the second question to 

determine the difference between the two. The higher the 

difference in the numbers, the more dissatisfied the employee 

is with that need. 

Data Analysis 

The standardized alpha V7ill be computed for both the 

manipulation check items and the PNSQ to determine the reli

ability of each instrument. Analysis of variance will be 

employed to assess differences in levels of reported job sat

isfaction. The .05 level of significance will be required 

of all tests. 
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APPENDIX A: Gibb's Categories of Behavior Characteristic of 
Supportive and Defensive Climates 

Raters will respond to a seven point continuum bounded 

Strongly Agree and Strongly Disagree in response to the fol

lowing items: 

DEFENSIVE CLIMATES 

Evaluation 

Control 

Strategy 

Neutrality 

Superiority 

Certainty 

Strongly 
Agree 

1 

1 

1 

1 

1 

1 

2 

2 

2 

2 

2 

2 

3 

3 

3 

3 

3 

3 

4 

4 

4 

4 

4 

4 

5 

5 

5 

5 

5 

5 

Strongly 
Disagree 

6 

6 

6 

6 

6 

6 

7 

7 

7 

7 

7 

7 

SUPPORTIVE CLIMATES 

Description 

Problem orientation 

Spontaneity 

Empathy 

Equality 

Provisionalism 

1 

1 

1 

1 

1 

1 

2 

2 

2 

2 

2 

2 

3 

3 

3 

3 

3 

3 

4 

4 

4 

4 

4 

4 

5 

5 

5 

5 

5 

5 

6 

6 

6 

6 

6 

6 

7 

7 

7 

7 

7 

7 
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APPENDIX B: Perceived Need Satisfaction Questionnaire 

This questionnaire will be given to the participants 

being interviewed by the same supervisor at the beginning 

of the experiment and again six months later. 

This questionnaire concerns your feelings about the 
position you now hold. Listed below are several character
istics connected with your position. For each such charac
teristic you are asked to give two ratings: 

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

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

Answer these two questions for each statement by circling the 
number on the scale which most closely indicates your feeling 
about that statement. 

1. The feeling of security in my position: 

a. How much is there now? (min) 1 2 3 4 5 6 7 (max) 
b. How much should there be? 1 2 3 4 5 6 7 

2. The opportunity allowed by my position to give help to 
others: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

3. The opportunity allowed by my position to develop close 
friendships: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

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

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

5. The prestige of my position received from others in the 
company: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 
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6. The prestige of my position received from others outside 
the company: 

a. How much is there now? 1 2 3 4 5 6 7 

b. How much should there be? 1 2 3 4 5 6 7 

7. The authority connected with my position: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

8, The opportunity allowed by my position for independent 
thought and action: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

9, The opportunity allowed by my position for participation 
in setting company goals: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

10. The opportunity allowed by my position for participation 
in the determination of methods and procedures: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

11. The opportunity allowed by my position for personal 
growth and development: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 

12. The feeling of self-fulfillment a person gets from my 
position: 

a. How much is there now? 1 2 3 4 5 6 7 

b. How much should there be? 1 2 3 4 5 6 7 

13. The feeling of worthwhile accomplishment in my position: 

a. How much is there now? 1 2 3 4 5 6 7 
b. How much should there be? 1 2 3 4 5 6 7 




