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ABSTRACT 

The research project detailed in this study was 

designed to investigate the following: (1) whether career 

ladder development plans in two school districts in Southern 

Arizona have had an effect on teachers' perceptions of their 

work and (b) the efficacy of the theory hypothesized in the 

Job Characteristics Model (Hackman and Oldham, 1976). The 

study specifically tests the propositions in the model for 

teachers on a career ladder. By way of contrast, the 

relationships in the model are also examined for teachers 

who are not on a career ladder. 

Pearson product moment correlations and stepwise 

regression procedures were used to examine the utility of 

the theory's use in education and the differences between 

teachers who were on a career ladder and those who were not. 

The results of the statistical analysis showed support 

for the major relationships of the Job Characteristics Model 

(Hackman and Oldham, 1976) for the total sample of teachers 

surveyed. Furthermore, the results indicated the following: 

1. Teachers on a career ladder plan indicated a 

stronger correlation between skill variety 

and experienced meaningfulness in their work 

than teachers not participating on a career 

ladder plan. 



2. In general, the perceived job characteristics 

for teachers on a career ladder showed a 

stronger association with model-specified 

critical psychological states than for 

teachers off a career ladder. 

3. The relationships between autonomy and task 

identity with their corresponding critical 

psychological states were not significant for 

teachers on or off a career ladder. 

4. When teachers were examined by years of 

teaching experience, significant differences 

were found among the components of the 

theory. 

5. In general, the perceived job characteristics 

were not strongly associated with model

specified critical psychological states for 

teachers with 0-1, 1-2, 3-4, or 5-6 years of 

experience on a career ladder. 

14 

Future research needs to examine the relationships 

purported to exist in the Job Characteristics Model (Hackman 

and Oldham, 1976) with a larger sample of teachers to 

establish further the theory's utility in education. Future 

studies should include observations into the relationships 

of the theory within the context of a single school or 

district for a more in-depth analysis. 



CHAPTER 1 

THE PROBLEM 

Background of the study 

15 

Educational policy makers in the united states have 

encountered strong public criticism regarding the quality of 

teachers and student achievement. Programs that prepare 

teachers for the public schools have been criticized for a 

lack of adequate standards and for poor subject-matter 

preparation (National Commission on Excellence in Education, 

1983). Therefore, a myriad of recommendations and a variety 

of points of view have been generated for restructuring 

schools to remedy this situation. Among them, are included 

site based management (Guthrie, 1986; Lindelow, 1981), 

schools of choice (Raywid, 1982), curriculum reorganization 

that promotes greater collaboration (Sizer, 1984) and 

cultural transformation (Sarason, 1982). Reports by the 

carnegie Forum (1986) and the Holmes Group (1986) argue that 

improvement in the quality of instruction is dependent on 

addressing problems in teacher preparation and the teaching 

profession. 

Simultaneously, reports by the Task Force on Education 

for Economic Growth, 1983, indicate that opportunities in 

business and other professions have reduced the number of 
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candidates from which school districts can select. This 

situation has created a need, according to some policy 

makers and educators, for a career structure that provides a 

degree of mobility for teachers (National Commission for 

Excellence in Education, 1983: Carnegie Forum, 1986: Holmes 

Group, 1986: Bacharach and Conley, 1986: Rosenholtz and 

Smylie,1984). Furthermore, Lortie suggests that the 

"unstaged careers of teachers deprive them of cycles of 

effort, attainment, and renewed ambition and the prospect of 

major status gains in the classroom" (1975, p.99). 

Many of those advocating changes in career structures 

for teachers proposed changes in teachers' roles as 

recruitment, retention, and performance incentives 

(Bacharach and Conley, 1986: Hart, 1980: Rosenholtz and 

Smylie, 1984). Hart (1990, p. 33) suggests that, "work 

redesign" literature from the management sciences, 

provides a source of information on work structures and the 

factors that influence their effects." Three rationales 

support this approach to school reform. 

1. Restructuring will improve education by 

attracting and retaining a higher proportion 

of the most academically talented young 

people to teaching careers. 



2. Access to new roles and additional earning 

power will motivate teachers to perform 

better (Cornett, 1988; Jacobs, 1981). 

3. New structures for teaching and learning can 

better meet the needs of students (Carnegie 

commission, 1986; Holmes Group, 1986; 

Rosenholtz and Smylie, 1984). 

17 

The underlying assumption is that policy makers recognize 

that workers must have opportunities to develop themselves 

and must have a sense of career movement (Bacharach and 

Conley, 1986). In addition, Bacharach and Conley (1986) 

suggest that a genuine career development system, concerned 

with the development of professionals, would have as its 

primary concern continuing opportunities for expansion of 

teacher skills. 

Today, thirty-three states are experimenting to varying 

degrees with some form of teacher incentive payor career 

ladder plan based on teacher performance and additional 

responsibility (Cornett, 1988). These attempts at 

restructuring the teaching profession are designed to 

address the perceived decline in the morale of the teachers 

and student academic achievement. 

outstanding among the features of career ladder plans 

are a series of steps or levels, each requiring successively 

greater degrees of competence and responsibility (Hart, 



1990). Predetermined criteria are established for 

advancement from one step to the next, and evaluation 

procedures are used to govern this advancement. 

18 

Lerman (1990) indicates that most career ladders have 

three to five steps. Furthermore, they carry with them 

enlarged job responsibilities such as curriculum development 

and mentoring new or unsatisfactorily performing teachers. 

"Increased salaries under these plans are not viewed as 

bonuses but as a necessary adjunct to the expanded 

responsibilities and work time" (Lerman, 1990, p. 96). 

Career ladder plans typically have been advocated because it 

is assumed that they furnish higher salaries for teachers 

who deserve them. In addition, it has been wideiy hoped 

that career ladder plans will encourage talented individuals 

to become teachers and to remain in the profession (Carnegie 

Forum, 1986). Particularly notable among the assumptions 

supporting career ladder programs has been the belief that 

evaluation-based salary and status differentiations will 

enhance teachers' motivation by transforming teaching into a 

rewarding and attractive career (Carnegie Forum, 1986). 

statement of the Problem 

Hundreds of millions of dollars are being spent, and 

hundreds of thousands of teachers and school administrators 

are part of state and local career ladder programs to reward 

teachers and administrators for doing a better job or taking 
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on additional responsibilities in schools (Cornett, 1987). 

Results from the u.s. Department of Education's School and 

Staffing Survey of 1988 showed that about 300,000 of the 

nation's 2.2 million public school teachers were receiving 

incentive pay in career ladder programs. About 10 percent 

were receiving incentive pay for additional 

responsibilities; less than 3 percent were estimated to be 

receiving group merit bonuses. When surveyed teachers were 

asked whether they favored incentive programs, about 70 

percent favored career ladder programs, 64 percent favored 

group merit, and 53 percent favored individual merit pay 

(Cornett, 1990). While attempting to restructure the 

profession, the states are being confronted with'many 

complex questions and problems in determining the successes 

and failures of the massive experiment taking place. 

A considerable investment has been made in implementing 

and evaluating the career ladder concept in Arizona. The 

results of the Arizona Career Ladder Research and Evaluation 

Project (Packard, 1990) suggest that the Arizona Career 

Ladder Program, with time and experience, is making 

considerable progress toward meeting its developmental 

goals. The expansion of teachers' roles, as well as the 

existence of performance-based differences in status and 

salary, have been shown to have a positive effect on student 

achievement. 



"A perspective on work organization in the management 

sciences known as work redesign provides a helpful 

theoretical model for understanding the potential impacts 

and providing insight into emerging outcomes of this 

structural reform" (Hart, 1990, p. 2). Hart suggests that 

applying a work redesign conceptualization of education to 

an analysis of career plans is useful for three reasons: 

1. stereotypical and ambiguous constructs of 

career ladders, merit pay, and other teacher 

incentives isolated from their specific work 

and reward features obfuscate the potential 

impacts of restructuring on recruitment and 

retention goals and on teaching and learning 

in schools. 

2. Work redesign is a broad conceptual approach 

that makes teaching reform comparable to 

research and practice in other work settings; 

and 

3. Work redesign provides a structural and 

social framework with the complexity 

necessary to examine the human work context 

in which all education reform must prosper or 

perish (p. 24). 

20 

Based on these concepts, the research project detailed 

in this study was designed to ascertain whether career 
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development plans in two school districts in southern 

Arizona have had an effect on teachers' perceptions of their 

work. A second purpose was to investigate the efficacy of a 

theory, the Job Characteristics Model (Hackman and Oldham, 

1976), for studies in education. The study specifically 

tests the propositions in the model for teachers on a career 

ladder. By way of contrast, the relationships in the model 

are also examined for teachers who are not on a career 

ladder. 

Theoretical Orientation: The Job Characteristics Model 

The Job Characteristics Model developed by Hackman and 

Oldham (1976) is presented as the approach guidi~g th~ 

present investigation. Much of the subsequent research on 

work redesign tests, replicates, and expands on this model 

(Henderson, 1987: Hackman and Oldham, 1980: Hart, 1990). 

The theory builds specifically on the work of Herzberg 

(1959) concerning individual needs regarding work and on 

similar research by Turner and Lawrence (1965). The model 

assumes that individual motivation to perform is a function 

of the fit between workers' needs and their jobs. The 

purpose of job redesign, therefore, is to build into work 

situations attributes that motivate employee to perform 

well. 

The model posits the existence of five "core" job 

characteristics (see Figure 1) in the settings studied: 
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Figure 1. The Job Characteristics Model of Work Motivation. 
From Work Redesign by J. R. Hackman and G. R. 
Oldham, 1980. Reading, MA: Addison-Wesley, p. 
90. 
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Task Identity 
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skill variety (when the job requires a variety of 

activities), task identity (when the job requires the 

completion of a "whole" and complete task), task 

significance (the degree to which the job has an impact on 

others), autonomy (the degree to which the job provides 

discretion to the individual in carrying out the work), and 

feedback (when the job itself provides information about the 

individual's performance). Hackman and Oldham (1980) 

propose that when these characteristics are present in a 

person's job, his or her feelings will be closely tied to 

performance. Because this feeling is rewarding, the 

individual is motivated to continue performing well in order 

to obtain these important intrinsic rewards. 

According to the theory (see Figure 1), the five core 

job dimensions affect three psychological states: 

experienced meaningfulness (the individual must perceive his 

or her work as worthwhile or important by some system of 

values held), experienced responsibility (the individual 

must believe that he or she personally is accountable for 

the outcomes of efforts) and knowledge of results (the 

individual must be able to determine, on some fairly regular 

basis, whether or not the outcomes of his or her work are 

satisfactory). This relationship has been tested and 

supported by numerous researchers (e.g., Hackman and Oldham, 

1975; Brief and Aldag, 1976; Helphingstine, Head and 
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Sorenson, 1981; Hunt, Head, and Sorenson, 1982; Snyder, Head 

and Sorensen, 1982; Hackman and Oldham, 1978; and Bhagat and 

Chassie, 1980). Limited support was also provided by Evans, 

Kiggundu, and House, 1979). 

Three of the job characteristics--skill variety, task 

identity, and task significance--cumulatively determine 

meaningfulness. Autonomy, a fourth job characteristic, is 

associated with feelings of responsibility. Feedback, the 

final job characteristic, is associated with knowledge of 

results. These core job dimensions elicit the psychological 

states of employees and allow the jobs to be objectively 

measured as a basis for redesign. Together, the 

psychological states are viewed as leading to high internal 

work motivation, high-quality work performance, and high 

satisfaction with work (Hackman and Oldham, 1976). 

Underlying the Job Characteristics Model is the 

assumption that employees' perceptions of their jobs, rather 

than objective characteristics themselves, have a greater 

influence on affective and behavioral outcomes of jobs. 

This assumption is reflected in the model's 

operationalization in that participants are asked to 

describe their jobs on items in five job-dimension scales. 

The accuracy of workers' perceptions and the validity of the 

measurement strategy have been investigated in studies by 

correlating employees' responses on job characteristics 



scales with data obtained on identical scales given to 

supervisors and observers, e.g., Hackman and Lawler (1971) 

and Hackman and Oldham (1975). 

Significance of the Study 
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As suggested earlier, the restructuring of teachers' 

work with career ladder systems is currently one of many 

proposals for achieving excellence in education. In 

thirty-three states, a variety of plans costing hundreds of 

millions of dollars have been proposed to attract, retain, 

and motivate teachers in hopes of improving student learning 

(Cornett, 1984). 

Proponents of reform efforts reason that current ways 

of organizing schools are not necessarily best suited to the 

demands placed on modern education systems and that for 

various reasons, teaching lacks appeal for many talented and 

motivated people. Increasing this appeal and exploring new 

designs of work could create a better work force and improve 

schooling (Carnegie Commission, 1986; Holmes Group, 1986; 

Rosenholtz, 1987; Rosenholtz and smylie, 1984). 

In 1986 the Arizona legislature established a five-year 

Career Ladder pilot Program. The pilot program approved and 

funded locally designed programs with guidelines requiring 

that specific areas be addressed in the plans. Guidelines 

for projects included procedures that emphasized 

professional advancement, plans for program evaluation, a 
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compensation system based on a completely restructured 

salary schedule, and a method for measuring improvements in 

student achievement (Fimbres, 1989; Packard, 1990). The 

pilot projects were evaluated and monitored by the center 

for Excellence in Education at Northern Arizona University 

in Flagstaff. 

Herein lies part of the significance of this study and 

as suggested by other similar investigations (e.g., Fimbres, 

1989: Bierlein, 1987). Should statewide expansion be a 

consideration by the legislature? Should additional funds 

be provided by the state? The answers to these questions 

are contingent upon the assumption that structural change 

will ultimately improve teaching and learning and should, 

therefore, be examined thoroughly to determine its impact on 

school systems. Further, this study is significant in its 

intent to bring greater specificity and definition to 

current discussions of career ladders by examining these 

systems within the context of a job redesign theory. It 

addresses the possibility that conceptualization of a career 

ladder within the context of a job redesign theory, used 

only on a limited basis in educational settings, may 

facilitate understanding of school districts' attempts to 

implement career ladders. The components of the job 

redesign theory used in this study are believed to be a 

major factor in determining both employee motivation and 



satisfaction (Porter and Lawler, 1968; Hackman and Oldham, 

1976; Hall, 1976). 

27 

Finally, the significance of this study and similar 

investigations on career ladders in Arizona (e.g., Fimbres, 

1989; Bierlein, 1987; Packard, 1989) lies in providing 

information to school systems and policy makers that they 

may use to make decisions based on documented theory and 

research. 

In summary, the significance of this study is found in 

its intent to serve three purposes. First, the results of 

this study will add to the emerging body of knowledge 

related to career ladder projects and district attempts to 

restructure teachers' work. Second, the study contributes 

to the validation of a job redesign theory in an educational 

setting. Third, armed with this information, state policy 

makers may have a basis on which to reexamine and refine 

existing career ladder programs. 

Summary and Overview 

The dominant concerns about education in the recent 

past have centered on the quality of teachers and teaching. 

The career ladder concept is one suggested approach proposed 

by those who are concerned about recruiting and retaining 

qualified teachers and improving their performance. The 

purposes of this research project are to examine the effect, 

if any, of two career ladder plans in southern Arizona on 
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teachers' perceptions about their jobs and to determine the 

efficacy of a job redesign theory for studies in education. 

In summary, this study provides a practical test of Hackman 

and Oldham's (1980) Job Characteristics Model, which 

specifies the relationship between five core job 

characteristics (autonomy, skill variety, task identity, 

task significance, and feedback from job) and employee 

outcomes (e.g., satisfaction). By examining relationships 

in the model for teachers who are not on a career ladder 

this study compares career ladder and non career ladder 

teachers on their perceptions of work redesign. 

The review of literature in Chapter 2 presents 

representative studies in psychology and business of the Job 

Characteristics Model and specific issues concerning 

research based on the model. It also documents the limited 

research in education that has used the theory. 

Chapter 3 provides a discussion of the methods used in 

this research for collecting and analyzing data on the 

possible effects of career ladder plans on teachers' 

perceptions about their jobs and on their performance 

motivation contrasted with teachers not on a career ladder 

plan. The chapter also details procedures for testing the 

efficacy of the Job Characteristics Model for studies of the 

teaching profession. Chapter 4 presents the results of the 

investigation. Discussion of the findings and conclusions 



based on the research literature and analysis constitute 

Chapter 5, as do several recommendations about future 

research on career ladders and with teachers utilizing the 

Job Characteristics Model. 
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CHAPTER 2 

LITERATURE REVIEW 
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This chapter presents a review of the relevant 

literature. Drawing from Henderson (1987) and Harder 

(1983), this chapter is organized into four sections. The 

first section discusses the Job Characteristics Model, 

related and supportive research, and operationalization and 

related issues in applying the model to research and job 

redesign efforts. The second section discusses related 

research and issues in applying the model to research and 

job redesign efforts. specifically, this sectiori will 

review replications of the original research utilizing the 

Job Characteristics Model, methodological issues such as 

dimensionality of the models components, objectivity of 

subjects participating in research on the model, and 

relationships among components of the model and the 

influence of moderating factors. The third section discusses 

research on the Job Characteristics Model in educational 

settings. The fourth section discusses the relationship of 

reviewed literature to the present study. The final section 

is a brief summary of the literature reviewed in this 

chapter. 
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The Job Characteristics Model of Work Motivation 

The beginning work on the job characteristics theory 

was performed by Turner and Lawrence (1965). They developed 

operational measures of six characteristics of jobs that 

they predicted were positively related to workers' 

satisfaction and attendance. The six factors included 

variety, autonomy, required interaction, optional 

interaction, knowledge and skill required, and 

responsibility. Their model also included factors such as 

satisfaction with supervision and individual characteristics 

such as age as moderators of the relationships between task 

scope and workers' responses. 

Hackman and Lawler (1971) based their conceptualization 

of the interaction between job characteristics and 

individual differences primarily on the work of Turner and 

Lawrence (1965). Hackman and Lawler suggested two 

assumptions underlie the question of how the motivation of 

individuals can be enhanced through the design of their 

work. 

1. Individuals will probably work harder if they 

believe their efforts will result in 

obtaining an outcome they value. 

2. Satisfaction of higher-order needs is more 

likely to motivate individuals than 



lower-order needs, which tend to be satisfied 

on a more frequent basis. 
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During the investigation leading to the Job 

Characteristics Model, Hackman and Lawler (1971) developed a 

framework to test their theory empirically. This framework 

testing their research held that four core characteristics 

of jobs (skill variety, task significance, autonomy, and 

feedback) combined with three psychological states 

(experienced meaningfulness, sense of responsibility, and 

knowledge of performance) to influence outcomes in four 

areas (internal job motivation, satisfaction, performance, 

and attendance). The framework also predicted a moderating 

role for higher-order need satisfaction and several context 

satisfactions between the characteristics and outcomes (see 

Figure 1). To measure whether the components of the model 

were valid, they devised a survey instrument adapted from 

Turner and Lawrence (1965). 

Examining data collected from 208 telephone company 

employees who performed 13 different jobs and 62 

supervisors, Hackman and Lawler found SUbstantial support 

for their theory. They determined that when individuals 

perceived their jobs as high in skill variety, autonomy, 

task identity, and feedback, they reported high levels of 

intrinsic motivation as well as all of the outcomes 

measured. The moderating role of higher-order need strength 
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was investigated in the study by partitioning the sample 

into thirds on the basis of the measure of this variable and 

comparing the correlations between core characteristics and 

outcomes for the top and bottom groups. A moderating effect 

was thus discovered for growth-need strength between 

outcomes and variety, autonomy, and feedback, but not task 

identity. Also, a significant association with outcomes was 

found for the four characteristics in combination. 

During the 1970s a variety of other researchers became 

interested in trying to conceptualize and measure the 

differences in how individuals responded to complex jobs. 

Based on the research reported in the literature (Oldham, 

1976; Brief and Aldag, 1975; Robey, 1974; Shepard, 1970; 

Wanous, 1974), Hackman and Lawler (1976) developed and 

investigated an extended version of the Job Characteristics 

Model. According to the model, five core job 

characteristics influence three psychological states. The 

characteristics were defined by Hackman and Oldham (1976, p. 

78) as follows: 

Skill Variety: The degree to which a job requires 

a variety of different activities in carrying out 

the work, which involve the use of a number of 

different skills and talents of the person. 



Task Identity: The degree to which the job 

requires completion of a "whole" and identifiable 

piece of work; that is, doing a job from beginning 

to end with a visible outcome. 

Task Significance: The degree to which the job 

has a sUbstantial impact on the lives or work of 

other people, whether in the immediate 

organization or in the external environment. 

Autonomy: The degree to which the job provides 

sUbstantial freedom, independence and discretion 

to the individual in scheduling the work and in 

determining the procedures to be used in carrying 

it out. 

Feedback: The degree to which carrying out the 

work activities required by the job results in the 

individual obtaining direct and clear information 

about the effectiveness of his or her performance. 
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Hackman and Oldham developed a formula for the five job 

characteristics called the Motivating Potential Score (MPS). 

This equation reflects the relationship between job 

characteristics and psychological states as influences in 

workers' responses to jobs. The formula as presented in the 

theory is 
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(SV + TI + TS) 

MPS equals 3 x AU x FBK 

Skill variety, task identity, and task significance 

influence experienced meaningfulness of the work. Autonomy 

is the job characteristic that influences experienced 

responsibility, and feedback provides knowledge of results 

of the work. Hackman and Oldham (1976) defined the 

psychological states as follows: 

Experienced Meaningfulness of the Work: The 

degree to which the individual experiences the job 

as one which is generally meaningful, valuable, 

and worthwhile. 

Experienced Responsibility: The degree to which 

the individual feels personally accountable and 

responsible for the results of the work he or she 

does. 

Knowledge of Results: The.degree to which the 

individual knows and understands, on a continuous 

basis, how effectively he or she is performing the 

job. 

The model presumes that the three critical 

psychological states have a causal influence on intrinsic 

performance motivation and other outcome. The model also 
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postulates that employee growth-need strength moderates the 

relationship between core job dimensions and work outcomes. 

The effect of growth-need strength may be between job 

characteristics with psychological states and/or between 

psychological states and.work outcomes (Hackman and Oldham, 

1976). 

Tests of the Job Characteristic Model 

The Job Characteristics Model postulates that job 

characteristics affect critical psychological states which, 

in turn, affect the work outcomes. This section of the 

review examines findings on these relationships. The Job 

Characteristics Model was initially tested by Ha?kman and 

Oldham with data collected from 658 workers who worked in 62 

different jobs in seven organizations (1975, 1976). The 

results of the study provided strong support for the basic 

relationships between the job characteristics and the 

outcome measures as predicted by the model. In addition, 

sUbstantial support was found for the proposition that job 

dimensionality and the MPS related positively and 

significantly to measures of the critical psychological 

states and outcomes as specified by the model. Finally, 

support was found for the proposition that individual 

growth-need strength moderates other model-specified 

relationships and that "the moderating effect occurs both at 

the link between the job dimensions and the psychological 



states, and at the link between the psychological states, 

and the outcome variables" (p. 258). 
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Brief and Aldag (1975) carried out a constructive 

replication of Hackman and Lawler's (1971) research. Brief 

and Aldag found that job characteristics correlated 

significantly with outcomes, except for the task 

identity-internal motivation correlation, thus confirming 

the model. Their data also supported the previous finding 

that jobs perceived as high in all four core dimensions are 

associated with maximum responses to the work outcomes. 

Finally, from their analysis, Brief and Aldag concluded that 

higher-order need strength acts as a moderating variable 

(mostly in the expected direction) except for relationships 

involving task identity. with respect to higher-order need 

strength, they concluded that a strong case was made for the 

moderating effects of higher-order need strength, but the 

study's results may have indicated a more complex 

relationship. In another study, Brief and Aldag (1976) 

collected data from two samples, one a group of correction 

officers and the other a group of employees working in a 

manufacturing firm. They discovered significant, positive 

correlations for all but three cases in the two samples. 

Conley (1983), who surveyed 110 Air Force officers 

using an abbreviated version of the JOS, found that 



1. The perceived job characteristics were 

strongly associated with the model-specified 

critical psychological states and had a 

predictive effect on the critical states 

(task identity was the only job 

characteristic that was not a significant 

predictor of the corresponding critical 

state). 

2. The three psychological states related to 

satisfaction and motivation, and only 

experienced meaningfulness was a significant 

predictor when all three critical 

psychological states were combined. 

3. The critical psychological states had a 

predictive effect on internal motivation and 

satisfaction. 

Helphingstine, Head, and Sorensen (1981) administered 

the JOS to 24 industrial engineers. The results of their 

investigation also provided support for the predictions in 

Hackman and Oldham's model and indicated the following. 

1. The expected relationship between job 

characteristics and the variables of internal 

work motivation and satisfaction with growth 

opportunities was supported. 
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2. The expected relationship of Motivating 

Potential Score to general satisfaction was 

not supported. 

3. The moderating variables appeared to have 

little or no influence. 

4. The relationship of individual job 

characteristics and the outcome variables 

indicated that variety of skill, autonomy, 

and feedback were most associated with 

satisfaction with growth opportunities. 
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Hackman, Pearce, and Wolfe (1978) collected data from 

clerical workers before and after their jobs were changed by 

technological innovations in the workplace. For'some, jobs 

were enriched, and for others they were not. still others 

were unaffected by the changes. Results showed that general 

satisfaction, growth satisfaction, and internal motivation 

were affected by changes in job characteristics. In 

addition, it appeared that for low GNS employees, 

performance tended to improve when their jobs were 

simplified, and for high GNS individuals, the reverse was 

true: "performance gets better when the job gets better, 

and worsens when the motivating potential of the job 

decreases" (p. 300). specifically, "employees on jobs that 

increased in motivating potential gained in internal work 

motivation and growth satisfaction: the reverse was true for 
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employees whose jobs deteriorated in motivating potential; 

and little change was obtained for employees whose work was 

redesigned in a way that minimally altered the MPS of their 

jobs" (p. 300). 

Bhagat and Chassie (1980) examined changes in job 

characteristics for employees in an aircraft aviation 

manufacturing company. In an effort to reduce utility 

costs, the company underwent a planned change from a five to 

a four-day work week. Measures of job characteristics and 

outcome variables were collected before and after the 

change. The results of the study supported the tenets of 

the Job Characteristics Model as specified by Hackman and 

Oldham (1976). Specifically, the findings of this study 

were as follows. 

1. Employees who underwent enrichment in their 

jobs displayed significantly higher general 

satisfaction, growth satisfaction, and 

internal work motivation and experienced 

increased meaningfulness and responsibility 

for work. The reverse was true for 

individuals whose jobs were not enriched, and 

little difference was found for individuals 

whose work was not adjusted. 

2. Changes in job characteristics had no 

significant effect on the growth-need 



strength of employees. "The general trend of 

results lend strong credence to the 

"motivation through work itself" theme 

generated by Hackman and his associates" 

(Bhagat and Chassie, 1980 p. 311). 
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Evans et ale (1979) tested the overall relationship 

among the MPS and selected outcomes (internal motivation and 

satisfaction) with 343 line supervisors and managers in an 

automobile assembly plant. Analysis revealed significant 

relationships between the job dimensions and personal 

outcomes, with the exception of skill variety, which showed 

a weak relationship. Furthermore, the moderator effect of 

growth-need strength, to the extent tested, showed weak but 

supportive relationships. This is similar to the findings 

by Brief and Aldag (1975) but contrary to those of Wanous 

(1974), who found strong support for GNS. Although their 

data were less than fully consistent with predictions, the 

authors concluded that the core job characteristics might 

vary in importance across work situations, thus possibly 

accounting for the inconsistencies observed. 

Wall, Cleg, and Jackson (1978) evaluated the Job 

Characteristics Model in two ways. First, they examined the 

extent to which the original findings were replicated with a 

relatively homogeneous group of shop-floor workers as 

contrasted to a large and extremely heterogeneous sample of 
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individuals and jobs studied by Hackman and Lawler (1971). 

Second, a more stringent analysis (path analysis), in 

addition to correlations and stepwise multiple regression, 

was utilized with the researchers data and with data from 

Hackman and Oldham's original study. Analysis with 

zero-order correlation and stepwise multiple regression 

techniques produced strong support for data obtained in 

their study and Hackman and Oldham's original study. 

However, the authors concluded that their use of path 

analysis "called into question the adequacy of the Job 

Characteristics Model as a full explanation of both sets of 

findings" (p. 194). 

Salancik and Pfeffer (1978) suggested that social 

information processing (SIP) theory explained the 

methodological problems in need-satisfaction models, and 

specifically those encountered in the Job Characteristics 

Model. This theory is based on the premise that work 

perceptions are shaped by the social environment rather than 

characteristics of the objective situation. The theory goes 

on to identify three sources for an individual's attitude or 

need statements (Hart, 1990, p. 44): 

1. Individual perceptions and judgments of the 

desirability of the job setting, 

2. Information from the social context about 

appropriate attitudes, and 



3. Self-perception moderated by characteristics 

explaining past behavior. 

Therefore, they contend, to design jobs that purport to 

satisfy the needs of individuals is a difficult if not 

unattainable objective. 
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Furthermore, according to Salancik and Pfeffer (1978), 

a close examination of the model indicated that as 

formulated it is almost impossible to refute. That is, a 

taxonomy of job characteristics has the effect of orienting 

one only to the list which represents the theoretical 

orientations and procedures of the individual who developed 

it (priming effect). Methodological problems arise because 

individuals who are surveyed using the Job Characteristics 

model are contaminated by "priming effects" and "simple 

method variance." The authors' review of over eighty 

studies of need satisfaction, including those of the Job 

Characteristics Model, indicate that they seldom explain 

more than 10 percent of the variance, and the amount of 

variance in job satisfaction explained almost never exceeded 

40 percent. Specifically, the amount of explained variances 

in Hackman and Oldham's (1976) model was as follows: 

general job satisfaction, 15.2 percent; level of intrinsic 

motivation, 10.2 percent; quantity of performance, 1.7 

percent; quality of performance, 2.9 percent; and job 

involvement, 5.8 percent. The highest amount of explained 
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variance in all the specific satisfaction items was, for the 

relationship between job autonomy and satisfaction 38.4 

percent. These results were closely replicated in a study 

by Brief and Aldag (1975). 

Methodological concerns were also noted by Roberts and 

Glick (1981), who reviewed the development of the job 

characteristics approach of Hackman and Lawler (1971) and of 

Hackman and Oldham (1976) to task design and evaluated 

subsequent research relevant to those models. The authors 

concluded that theoretical, analytical, and operational 

problems with the model were as follows: (1) lack of a 

clear distinction among within-person, person-situation, and 

situational relations in the job characteristics'model and 

(2) research on the problems with common method variance in 

independent and dependent variables. Jackson, Paul, and 

Wall (1981) attempted to avoid problems of variance when 

they investigated the status of higher-order need strength 

as a moderator of the relationship between job 

characteristics and employees' attitudes towards their jobs. 

To accomplish this, higher-order need strength was measured 

separately from, as well as in conjunction with, the 

independent and dependent variables. That is, subjects were 

asked to complete the JDS twice during the year. Jackson et 

ale concluded that lithe findings support those from less 

methodologically stringent studies in demonstrating that 



higher-order need strength moderates the relationships 

between job scope and general job satisfaction" (p. 6). 
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Furthermore, the conceptual consistency of the five 

core job characteristics in the model was critiqued by 

Walsh, Taber, and Beehr (1980) and by Wall, Cleg, and 

Jackson (1978). Walsh et ale suggested that task identity 

may be dependent on autonomy, not separate from it. That 

is, task identity may be a summary of an individual's 

evaluation of the meaningfulness of the job rather than his 

or her perception of the ability to complete a whole piece 

of work. Wall et ale found that when considered 

collectively, the psychological states were confirmed, but 

at a more specific level each of the psychological states 

had a different status within the model. They concluded 

that meaning had an important causal role and that knowledge 

of results was not significant. Responsibility fell 

somewhere between the two. Therefore, the authors stated 

that the model as currently structured was not fully 

consistent with Hackman and Oldham's (1976) original 

findings, could not be considered valid, and required 

further testing. 

Most research on the Job Characteristics Model has 

focused only on limited portions of the model (Hart, 1990) 

and "often consists of multiple, often contradictory 

variations of the theory (Loher, Noe, Moeller, and 
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Fitzgerald, 1985, p. 280). Joreskog (1973) suggested that 

confirmatory structural equations modeling and analysis 

might provide a solution to these problems by testing 

various interpretations of the Hackman and Oldham (1976) 

model. Further, structural equations analysis could model 

all of the causal links of the Hackman and Oldham model 

simultaneously. Hogan and Martell (1987), utilizing 

structural equations modeling, found that all but one of the 

model-specified relationships (the influence of experienced 

responsibility on satisfaction) were significant. However, 

task significance, task identity, skill variety, and working 

through meaningfulness and knowledge of results explained 

over 75 percent of the variance in satisfaction.' 

Dimensionality of the Job Characteristics 

When the Job Characteristics Model is operationalized 

with the Job Diagnostic Survey (JDS), investigators assume 

that the five job characteristics contribute separately to 

work outcomes (Pierce and Dunham, 1976). To test this 

assumption Hackman and Oldham (1975) computed within-scale 

correlations as well as between-scale correlations for each 

characteristic. They suggested that there was no reason to 

expect that the job characteristics would be completely 

independent and that a moderate amount of correlation was 

acceptable as long as this fact was accounted for in scores 

of jobs on a given characteristic. The median of diagonal 
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correlations of the five job characteristics ranged from .12 

to .19. 

utilizing the same procedure, Oldham (1976) collected 

data from 60 employees and 4 supervisors to test the 

independence of the five job characteristics. The 

relationships between the job characteristics ranged from 

.10 to .49. Oldham concluded that since only a few 

correlations were moderately strong, the five dimensions 

were sufficiently independent to warrant maintaining them as 

variables in the analysis of data. 

umstot, Bell and Mitchell (1976) experimentally tested 

the Job Characteristics Model and compared it to a test of 

Lock's (196B) theory of goal setting. In their analysis 

they intercorrelated the five core task dimensions in the 

same manner as Hackman and Oldham to ascertain the degree to 

which they were independent. All of the correlations were 

.40 or below except the correlation between autonomy and 

task significance (.61). The researchers concluded that the 

five characteristics were sufficiently independent of one 

another to conduct their analysis. 

In the investigation by Evans et ale (1979) described 

earlier, a partial test and extension of the Job 

Characteristics Model was conducted (see p. 26). The 

uncorrected intercorrelations were all low, and only five 

were significant at the .05 level. The correlations among 
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the six core dimensions showed a median correlation of .23, 

which was identical to that of earlier researchers. When 

corrected for the range restriction found in the study's 

sample as compared to the Hackman and Oldham (1976) sample, 

the median rose to .32. Additional support for 

dimensionality was provided by Brief and Aldag (1976) who 

found a moderate average correlation between dimensions of 

.38. 

Other researchers have used factor analysis to 

investigate the dimensionality issue. Dunham (1976) 

investigated finding the most appropriate model for 

combining the elements of task design by testing 

dimensionality using factor analysis. His sample included 

3610 employees of a large corporation. Dunham's research 

failed to confirm the Job Characteristics Model's 

hypothesized five-factor solution. In a follow-up study by 

Dunham, Aldag, and Brief (1977), 20 widely varied samples of 

workers consisting of 5,945 subjects responded to the core 

characteristics items from the Job Diagnostic Survey. The 

authors concluded that the underlying dimensionality 

generated by the Job Diagnostic Survey was not consistent 

across samples. Based on 20 samples, "it appeared that in 

most, but not in all cases a less than five dimensional 

representation would be most parsimonious" (p. 222). 

Furthermore, the authors found that the exact 
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five-dimensional structure was replicated in only two cases. 

Finally, the researchers concluded that "all users of the 

JDS should empirically examine the underlying dimensionality 

for each and every sample" (p. 409). 

Pokorney, Gilmore and Beehr (1980) collected data from 

employees of a large insurance company located throughout 

the united states and Canada. The empirical dimensionality 

of job characteristics across various levels of jobs 

appeared moderately stable and somewhat consistent with the 

five a priori dimensions of Hackman and Oldham (1976). 

However, the authors suggest that if Dunham et al.'s 

assumptions regarding testing the underlying dimensionality 

of every sample are valid, the five dimensions obtained in 

their research may be specific to the sample. Therefore, 

the five dimensions may have resulted from the individual 

characteristics of the particular sample or job and not 

necessarily because of Hackman and Oldham's a priori five 

dimensions of job characteristics. 

o'Reilly, Parlette and Bloom (1980) administered the 

JDS to 76 public health nurses to examine the extent to 

which variations in the perceptions of job characteristics 

were associated with perceptual biases reflecting 

individuals' frame of references and general job attitudes. 

Their results indicated a five-factor solution with clean 

loadings for feedback, task identity, and autonomy but with 
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some cross loadings between skill variety and task 

significance. They concluded that the a priori five-factor 

solution was sufficiently strong to use in their analysis. 

Green, Armenakis, Marbert and Bedeian (1979) tested the 

dimensionality of the job characteristics with factor 

analysis for 114 southeastern textile workers. They found 

that the dimensions of Hackman and Oldham (1975) were not 

supported but that the results did confirm Dunham et al.'s 

(1977) findings that the factor structure of the JDS is 

highly dependent on the idiosyncratic characteristics of the 

respondents. The researchers concluded that item format and 

content were difficult for poor readers and that this may 

have been a confounding factor in interpreting the results 

in an applied setting. 

Abdel-Halim (1979) collected data from a sample of 89 

managerial and professional personnel to examine the 

moderating effects of individual growth need strength (GNS). 

In conjunction with their study they tested the 

dimensionality of the job characteristics scales. A 

principal components factor analysis with oblique rotation 

using only the 15 items from the JDS scales included in MPS 

found all five a priori dimensions emerging cleanly and 

completely. 

Rosseau (1977) tested the dimensionality of job 

characteristics in a study of 201 employees from 13 northern 
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California organizations. The author concluded that a 

number of the job characteristics in a six-factor solution 

were far from independent of each other. Skill variety and 

learning formed one factor, as did dealing with others and 

task significance, and task significance and feedback from 

the job. Rosseau stated that "the results of the factor 

analysis of job characteristics items indicate that the 

dimensionality of the job characteristics is more complex 

than previously assumed. The six-factor solution describes 

the underlying structure of the job characteristics as an 

interdependent set of dimensions" (p. 38). 

In a study by Harvey, Billings, and Nilan (1985) two 

additional factors were introduced into each model: a 

negative wording method factor and a three-anchor method 

factor. The introduction of the method factors 

significantly improved the fit of both factor models with 

the negative wording factor providing the most consistent 

improvement. To test the explanations provided by Harvey et 

al. (1985), Idaszak and Drasgow (1987) re-analyzed a 

subsample of the Oldham et al. (1979) study and found that a 

six-factor solution provided the best fit with all the 

negative wording items loading on a single factor. The 

results were confirmed using an independent sample. 



52 

Perceptions of Workers 

A basic tenet of the Job Characteristics Model is that 

workers react to perceptions they have of the 

characteristics of their jobs. Several researchers (e.g., 

Aldag, Barr, and Brief, 1981; O'Reilly et al., 1980; Schwab 

and cummings, 1976) have challenged the reliance on 

perceptual measures in job redesign research. However, 

Hackman and Lawler (1971) found significant convergence in 

descriptions of jobs between workers and their supervisors. 

Oldham (1976) surveyed 60 employees and 4 supervisors 

in the accounting division of a large midwestern 

manufacturing organization and focused on employees who 

worked in nine different jobs. He found a median 

correlation of .50 between assessments of job 

characteristics by employees and supervisors. The 

SUbstantial correlations that resulted led Oldham to 

conclude that employees supplied a "generally nondistorted 

description" of job characteristics (p. 563). 

Hackman et al. (1978) also tested the objectivity of 

workers' descriptions with a procedure identical to Hackman 

and Oldham (1975) and Oldham (1976) which correlated mean 

supervisory assessments with mean employee assessments. 

They found a moderate level of agreement between supervisors 

and employees about the job characteristics. 
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Four studies have explored this issue further, two 

using JDS and two using other measures. Using the JDS, 

Kiggundu (1980) obtained job-dimension ratings from 

employees and from both supervisors and employee-nominated 

workers using the Job Rating Form (JRF). He then calculated 

the correlations between job dimensions, psychological 

states, and job outcomes for each group separately. He 

found similar patterns of correlations among the three 

groups with the strength of the correlations decreasing from 

the incumbents to the co-workers to the supervisors. 

Pokorney et ale (1980) used factor analysis to compare 

the factor structures of the job-dimension measures of the 

JDS' with the factor structure of its companion instrument 

for supervisors, the JRF. They found that five-factor 

solutions were best for both the JDS and the JRF data from 

their sample and agreed in number with the a priori 

dimensionality of those instruments as described by Hackman 

and Oldham (1986). Pokorney et ale concluded that the 

factor structures for both the JDS and the JRF from their 

sample were moderately consistent with Hackman and Oldham's 

a priori dimensions (identical or autonomy, task 

identification, and feedback) and generally similar to each 

other. 

Griffin (1981) conducted a longitudinal study using the 

Job Characteristics Inventory to assess the stability of 
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perceptions of work over time. The results suggested that 

employees' perceptions of their tasks were fairly stable 

over short time intervals. Griffin also concluded that the 

linkage between task perceptions and reactions to those 

perceptions was not stable, even over a relatively short 

time interval 

using structural equation models (Jenkins, Glick, and 

Gupta,1983) found that perceived and observed job dimensions 

had similar relationships with outcome measures. The 

authors concluded that their findings were directly opposed 

to the criticisms of job-characteristics research by Roberts 

and Glick (1981), who contended that "many of its 

conclusions may be questioned on the basis of common method 

variance in independent and dependent variables" (p. 197), 

and consistent with the Job Characteristics Model (Hackman 

and Oldham, 1986) and the social information framework 

(Sa1ancik and Pfeffer, 1978). 

Research on the Job Characteristics Model in Education 

The explanatory power of the model in studies of 

teaching has not yet been well established. Harder (1982) 

attempted to expand the genera1izabi1ity of the model to the 

teaching profession and to expand the model itself to better 

explain the reactions of low-GNS employees to their jobs. 

The results of the study indicated the following. 



1. Pearson correlations between job 

characteristics and outcomes and between 

psychological states and outcomes (general 

satisfaction, growth satisfaction, and 

internal work motivation) were all positive 

and significant. 

2. Relative to the mediating effect of the 

psychological states on the job 

characteristics-outcomes relationships, it 

was found that each psychological state 

explained the variance in each outcome and 

contributed significantly to at least one 

outcome, thereby supporting the need to 

include all three psychological states in the 

model. 

3. The model was supported when teachers were 

considered as an employment group, since 

positive and significant relationships did 

exist between job characteristics, 

psychological states, and outcomes. 
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In a study similar to the current investigation, 

Henderson (1987) examined the influence of the North 

Carolina Career Development Plan on teachers' motivation and 

perceptions of their work. The results of the study were as 

follows. 



1. strong associations among the specific job 

dimensions and psychological states 

postulated by the model to be closely related 

were not fully supported. consistent with 

the model, feedback had the strongest 

relationship of the job dimension variables 

to knowledge of results. 

2. With the exception of task identity, the job 

characteristics correlated strongly with the 

outcome measures (internal motivation and 

growth satisfaction). One speculation by 

Henderson about the lack of association 

between task identity and internal work 

motivation was that it may have been a 

manifestation of problems in applying the 

concept to the work of teachers. 

3. strong correlations were found between the 

psychological states and internal work 

motivation. 

4. Participants in a career development plan 

perceived greater skill variety in their work 

than non-participants. 
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Relationship of Reviewed Literature To The Present study 

One purpose of this review has been to describe how 

researchers in applied and industrial psychology in a broad 
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range of settings have stringently subjected the Job 

Characteristics Model to analysis. The results of the 

review provide general support for the model's propositions. 

A second purpose was to describe how a limited number of 

researchers in educational settings have subjected the model 

to data-based analysis. The results of the review in 

educational settings also provide general support for the 

models propositions but with substantially fewer studies and 

ample room for investigating variations of new task 

structures (i.e., career ladder plans). 

In studies by Harder and Henderson (1983, 1987) 

reviewed in the literature, the following relationships in 

the Job Characteristics Model were found to be weak or 

questionable. 

1. The relationships between specific job 

characteristics and specific psychological 

states were found to be weak or inconsistent 

with the model as specified by Hackman and 

Oldham (1976). 

2. Task identity did not correlate strongly with 

the outcome measures. 

Barring these problems, the model appears useful for 

analyzing teachers' perceptions of their work and has 

sufficient support in the private sector and education 

literature. Therefore, for the purpose of this study, the 



58 

weaknesses found in the relationship between job 

characteristics and psychological states, the relationship 

between task identity and outcomes, the dimensionality of 

the job characteristics, and the function of GNS in the 

model are not sufficiently significant, as reported in the 

literature, to preclude its use in the current investigation 

with teachers. 

As reported in the review of literature by Henderson 

(1987), participants in a career ladder plan perceived 

greater skill variety in their work than non-participants, 

and no other differences between the career and non-career 

ladder groups were found on the job dimensions. 

Furthermore, Henderson reported that the higher level of 

perceived skill variety could have been caused as a result 

of problems with internal scale consistency or simply as a 

result of teacher responsibilities increasing while on the 

ladder. Herein lies a major rationale for extending 

Henderson's investigation. First, career ladder plans in 

Arizona are not homogeneous, and sUbstantial differences 

exist between the career ladders investigated in this study 

and the career ladder plan in North Carolina. For example, 

the career ladder plans investigated in this study do not 

necessarily predict an increase in responsibility as 

teachers progress through a ladder as is the case in North 

Carolina. Further, the ladders under investigation here 



primarily emphasize professional development with only 

moderate numbers of opportunities for increased levels of 

responsibility at the highest levels of the ladders. 
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Second, at the time of Henderson's study, no teacher had 

been promoted to Career Level II, and teachers had held 

Career Level I for less than a year. Teachers involved in 

the current investigation have a broader range of experience 

on career ladders, including a sizable number of teachers 

having reached the highest levels of each of the ladders 

under investigation. Therefore, given that the career 

ladder plan investigated by Henderson was in relatively 

early stages of implementation, the present study will 

expand upon it by examining teachers with more experience on 

the ladder, specifically those who have reached the highest 

status levels. 

Summary 

Reviewed in this chapter were the basic relationships 

within the Job Characteristics Model. Generally, there is 

support that the predicted relationships of the model are 

valid. Items measuring the various components of the model 

appear to be independent and reliable, and employees' 

perceptions of their jobs seem accurate when compared with 

supervisory ratings. 

In this chapter limited evidence was presented 

regarding the direct application of Hackman and Oldham's 
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(1976) model to the teaching profession and specifically to 

the impact of career ladder plans on teachers' work. It 

appears from the literature review that the Job 

Characteristics Model, operationalized by means of the Job 

Diagnostic Survey, may be useful in analyzing teachers' 

perceptions of their work and its impact on their internal 

motivation and general satisfaction. 



CHAPTER 3 

RESEARCH DESIGN 
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In this chapter, the data collection instruments and 

procedures are discussed. The research sample of teachers 

is described. This chapter also includes the hypotheses and 

exploratory questions employed in this study. 

The Job Diagnostic Survey 

This section focuses on the measurement of perceived 

job characteristics, critical psychological states, and work 

outcomes. The data collection instrument is found in 

Appendix A. The Job Diagnostic Survey (JDS) was chosen to 

measure these variables because the survey has been used in 

empirical tests (see Chapter 2) of Hackman and Oldham's 

(1976) theory and in investigations of organizational change 

in education (Gorsuch, 1977; Harder, 1982; Henderson, 1987). 

The Job Diagnostic Survey (Hackman and Oldham, 1975) 

contains a measure for each component of the Job 

Characteristics Model for employees working at any given 

job. with a direct connection to the Turner and Lawrence 

Job Attitude Survey (1965), the first version of the Job 

Diagnostic Survey (JDS) was tested and constructed in 1971 

(Hackman and Lawler). Subsequent to this study, the Job 

Characteristics Model was revised slightly; alterations were 
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made to the JDS to accommodate theoretical revisions. In 

the original test of the JDS (Hackman and Oldham, 1975), 658 

employees working in 62 different jobs in seven 

organizations completed the survey. Participants included 

blue collar, white collar, and professional personnel from 

the East, southeast, and Midwest and represented rural and 

urban settings. Fifty-nine percent of the participants were 

male, with the median age reported to be 29 years. 

Education level ranged from grade school only to graduate 

degrees. Hackman and Oldham describe in general terms the 

development of the instrument as follows: 

Revisions of the instrument were based on both 
psychometric and SUbstantive considerations. On 
the one hand, items were added, deleted, and 
altered to maximize scale reliabilities and the 
empirical discrimination among scales. At the 
same time, however, efforts were made to keep the 
content of the items tapping a given construct as 
heterogeneous as possible, to maximize the 
SUbstantive "richness" of the measures. 
Throughout the development of the JDS, analyses 
were conducted to assess the validity of the 
theory on which the instrument is based--and the 
findings were used to revise and refine the theory 
simultaneously with the improvement of the 
instrument itself (1975, p. 161). 

The variables are measured on scales ranging from 1 to 

7. For the perceived job characteristics, 1 represents 

"this is not accurate," and 7 is "this is accurate." For 

the critical psychological states and work outcomes, 1 

represents "disagree strongly," and 7 is "agree strongly." 

Responses for all measures were collected using the 



seven-point Likert-type format, except for the measure of 

Growth Need strength for which responses on a five-point 

Likert-type system were transformed arithmetically to a 

seven-point scale for consistency and comparability. 
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The five job characteristics (skill variety, task 

identity, task significance, autonomy, and feedback) each 

were measured with scales of three items each. The scales 

measuring the psychological states had different lengths. 

Experienced meaningfulness and knowledge of results were 

each assessed with four-item scales, and experienced 

responsibility was measured with six items. outcomes 

included internal motivation, which was six items in length; 

general satisfaction, which was assessed with five-item 

scales; and growth satisfaction, which was four items in 

length. 

The following paragraphs will describe the variables 

that were assessed by the JDS. 

Perceived Job Characteristics 

Five job characteristics were measured: Skill Variety, 

Task Identity, Task Significance, Autonomy, and Feedback 

From the Job Itself. 

Skill Variety. Skill variety is defined as the extent 

to which a job requires a variety of different activities 

involving the use of a number of different skills and 



64 

talents to accomplish the work. This was assessed using the 

following three items: 

1. My job has variety, that is, it requires me 

to do many things, a variety of skills and 

talents. 

2. The job requires me to use a number of 

complex or high level skills. 

3. The job is quite simple and repetitive. 

(reverse scored) 

Task Identity. Task identity is defined as the degree 

to which the job requires completion of a "whole" and 

identifiable piece of work--that is, doing a job from 

beginning to end with a visible outcome. This was measured 

by the following three items: 

1. My job involves doing a "whole" and 

identifiable piece of work. That is, my job 

is a complete piece of work that has an 

obvious beginning and end. 

2. The job is arranged so that I do not have the 

chance to do an entire piece of work from the 

beginning to end. (reverse scored) 

3. The job provides me the chance to finish 

completely the pieces of work I begin. 

Task significance. Task significance is defined as the 

degree to which the job has substantial impact on the lives 
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of other people whether in the immediate organization or in 

the external environment. The three items related to this 

category are 

1. My job is significant or important, that is, 

the results of my work significantly affect 

the lives or well-being of other people. 

2. This job is one where a lot of other people 

can be affected by how well the work gets 

done. 

3. The job itself is not very significant or 

important in the broader scheme of things. 

(reverse scored) 

Autonomy. Autonomy is defined as the degree to which 

the job provides sUbstantial freedom, independence, and 

discretion to the employee in scheduling the work and in 

determining the procedures to be used in carrying it out. 

The three items related to this category are 

1. I have autonomy, that is, I am allowed to 

decide on my own how to go about doing the 

work. 

2. The job denies me any chance to use my 

personal initiative or judgment in carrying 

out the work. (reverse scored) 



3. The job gives me considerable opportunity for 

independence and freedom in how I do the 

work. 

66 

Feedback From the Job Itself. This is defined as the 

degree to which carrying out the work activities required by 

the job results in the employee obtaining direct and clear 

information about the effectiveness of his or her 

performance. This is measured by the following three items: 

1. The job I am doing provides me with 

information about my work performance. That 

is, the work itself provides feedback about 

how well I am doing--aside from any feedback 

co-workers or supervisors provide. 

2. Just doing the work required by the job 

provides many chances for me to figure out 

how well I am doing. 

3. The job itself provides very few clues about 

whether or not I am performing well. 

critical Psychological states 

Three critical psychological states were assessed: 

Experienced Meaningfulness of the Work, Experienced 

Responsibility for Work outcomes, and Knowledge of the 

Actual Results of the Work Activities. 

Experienced Meaningfulness of the Work. This is the 

degree to which the employee experiences the job as one 



which is generally meaningful, valuable, and worthwhile. 

This variable is measured by the following four items: 

1. Most of the things I have to do in this job 

seems useless or trivial. (reverse scored) 

2. The work I do in this job is very meaningful 

to me. 

3. Most people in this job find the work very 

meaningful. 

4. Most people in this job feel that the work is 

useless or trivial. (reverse scored) 
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Experienced Responsibility for Work outcomes. This is 

the degree to which the employee feels personally 

responsible for the results of the work he or she does. The 

six items related to this category are 

1. It's hard, on this job, for me to care very 

much about whether or not the work gets done 

right. (reverse scored) 

2. I feel a very high degree of personal 

responsibility for the work I do on this job. 

3. I feel I should personally take the credit or 

blame for the results of my work on this job. 

4. Whether or not this job gets done right is 

clearly my responsibility. 

5. Most people on this job feel a great deal of 

personal responsibility for the work they do. 



6. Most people on this job feel that whether or 

not the job gets done right is clearly their 

own responsibility. 
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Knowledge of the Actual Results of the Work Activities. 

This is the degree to which the employee knows and 

understands, on a continuous basis, how effectively he or 

she is performing on the job. The four items related to 

this category are 

1. I usually know whether or not my work is 

satisfactory on this job. 

2. I often have trouble figuring out whether I'm 

doing well or poorly on this job. (reverse 

scored) 

3. Most people on this job have a pretty good 

idea of how well they are performing their 

work. 

4. Most people on this job have trouble figuring 

out whether they are doing a good job or a 

bad job. 

Personal Work outcomes 

Three work outcomes were measured: General 

Satisfaction, Internal Work Motivation, and Growth 

Satisfaction. 
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General satisfaction. This is an overall measure of 

the degree to which the employee is happy and satisfied with 

the job. This was assessed using the following five items: 

1. Generally speaking, I am very satisfied with 

this job. 

2. I frequently think of quitting this job or 

asking for a transfer. (reverse scored) 

3. I am generally satisfied with the kind of 

work I do in this job. 

4. Most people on this job are very satisfied 

with the job. 

5. People on this job often think of quitting. 

(reverse scored) 

Internal Work Motivation. Internal work motivation is 

defined as the degree to which the employee is self

motivated to perform effectively on the job. When high 

internal motivation is present, feelings are closely tied to 

job performance. The six items related to this work outcome 

are 

1. My opinion of myself goes up when I do this 

job well. 

2. I feel a great sense of personal satisfaction 

when I do this job well. 

3. I feel bad and unhappy when I discover that I 

have performed poorly on this job. 



4. My own feelings generally are not affected 

much one way or the other by how well I do on 

this job. (reverse scored) 

5. Most people on this job feel a great sense of 

personal satisfaction when they do the job 

well. 

6. Most people on this job feel bad or unhappy 

when they find that they have performed the 

work poorly. 
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Growth satisfaction. Growth satisfaction is defined as 

the degree to which "job holders have enriched opportunities 

for personal learning and growth at work" (p. 89). The four 

items related to this outcome are 

1. The amount of personal growth and development 

I get in doing my job. 

2. The feeling of worthwhile accomplishment I 

get from doing my job. 

3. The amount of independent thought and action 

I can exercise in my job. 

4. The amount of challenge in my job. 

Sample 

Selection of the Sample 

Beginning in the school year 1984-1985, fifteen school 

systems in Arizona implemented the State's Career 
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Development pilot Program Teachers. Two of the original 

fifteen school systems were used in this study. The two 

districts varied considerably in size, per pupil 

expenditure, ethnic make-up, and socioeconomic range. The 

students in one of the districts in the study were largely 

lower to middle class and had a moderately large mix of 

ethnic backgrounds. The students in the other district were 

from largely middle- to upper-class families and had a 

smaller composition of ethnic backgrounds. 

After securing the cooperation of the two school 

districts in two Southern Arizona school districts in the 

Tucson metropolitan area, one hundred sixty-nine teachers 

were surveyed. Three elementary schools were selected from 

each of the districts. 

Since one of the goals of this study was to collect 

data from as many teachers as possible and since the 

majority of the teaching staff in each school were surveyed 

in a single session, no sampling procedures were employed. 

Demographic Characteristics 

Demographic information was collected by means of a 

section added to the Job Diagnostic Survey. Respondents 

were asked to check appropriate spaces for their gender, age 

(categories included under 20, 20-29, 30-39, 40-49, 50-59, 

60 or over), education (B.A. only, B.A. and graduate work, 

M.A., M.A. and graduate work), current position (Teacher K-3 
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or 4-6, counselor, special education teacher, librarian, 

other), total years as a teacher (1-3, 4-7, 8-15, 16-25, 

over 25), career ladder participation (on or off), number of 

years on the career ladder (0-1, 1-2, 3-4, 5-6, 7-8, 9 or 

more), current level on the ladder, and number of years on 

each level. 

The sample contained 21 males and 148 females. 

Forty-four percent of the sample were 30 to 39 years of age, 

and forty-four percent of the sample were split evenly 

between 20 to 29 or 40 to 49 years of age. 

Sixty percent of the sample were on a career ladder, 

and 40 percent of the sample were not. Eighty-one percent 

of the sample on a career ladder were 20 to 39 years of age, 

in contrast to 58 percent of the sample who were 20 to 39 

years of age off a career ladder. Thirty-five percent of 

the sample on a career ladder were 30 to 39 years old, in 

contrast to 60 percent of the sample off a career ladder who 

were 20 to 29 years of age. 

Data Collection 

Data were collected from teachers in eight schools 

across two school districts. Some participated in career 

ladder programs and some did not. For the purposes of this 

study, teachers who were in their first or second year of 

employment in either of the school districts were defined as 

non-career ladder participants. Both school districts refer 



to the first two years of service as entry or pre-entry 

level for their Career Ladder plans. In addition, 

relatively few district teachers beyond their first or 

second year of teaching chose not to participate in the 

Career Ladder programs. Those who declined were also 

classified as non-career ladder participants, while all 

other teachers classified themselves as career ladder 

participants. 
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with the permission of the Assistant superintendents, 

Superintendents and local principals, the JDS was 

administered to the certified staff of each school in 

faculty meetings. For the purposes of this study, teachers 

were defined as all certified personnel in the school whose 

primary responsibility was teaching students. Excluded were 

assistant principals, principals, and other administrators. 

The Job Diagnostic Survey was administered to the staff 

of each school on a day selected by the school principal in 

conjunction with the researcher. Guidelines for using the 

JDS (Hackman and Oldham 1980, p. 307) were followed during 

survey administration. The instrument was completed by all 

subjects in thirty minutes or less. 

Data Analysis 

The surveys were collected, and data were coded and 

prepared for analysis. The purpose of the analysis was to 

examine relationships among components of the Job 



Characteristics Model and to compare relationships for 

teachers on the Career Ladder versus those off the career 

ladder. Analysis was also planned to investigate the 

effects of demographic variables on the components of the 

Job Characteristics Model for teachers who were on the 

Career Ladder and for those who were not. 

Desi,gn 
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The topics considered in the research questions 

suggested that correlation and regression should be used to 

analyze the data. Isaac and Michael (1971) indicated that 

the purpose of a correlational design is to investigate the 

extent to which variations in one factor correspond with 

variations in one or more other factors based on correlation 

coefficients. The correlational design permits one to 

measure the relative effect of a great number of variables 

and their interrelationships simultaneously (Borg and Gall, 

1979). In addition, the correlation coefficient by its very 

nature demonstrates a degree of significance over the entire 

range of two or more variables. 

stepwise regression analysis was also used to analyze 

hypothesized research questions. Regression analysis is a 

method of analyzing the variance of a dependent variable by 

analyzing information about several independent variables. 

Data obtained through administration of the Job 

Diagnostic Survey were processed on the University of 



Arizona's Vax computer, using a version of the statistical 

Package for the Social Sciences, SPSS-x (SPSS, 1986). 

Standard computer output including descriptive statistics, 

Pearson product-moment correlations, and basic regression 

statistics were generated for analysis. 

The remainder of this section contains an account of 

the hypotheses posed in this study. 

Research Questions and Hypotheses 
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In this section, operational hypotheses are presented 

following each research question. The first research 

question is designed to confirm the actual propositions in 

Hackman and Oldham's (1976) job characteristics model. The 

second research question is designed to investigate the 

differences between teachers on a career ladder, and by way 

of contrast, off a career ladder through the relationships 

within Hackman and Oldham's model. 

Three other research questions are designed to 

investigate matters related to this study's purpose. These 

questions address the effect of the length of time teachers 

spend on a career ladder and the effect of the length of 

teaching experience on career ladder participation or 

non-participation. These questions are examined through the 

propositions in Hackman and Oldham's (1976) job 

characteristics model. 



Research Question 1 

To what extent do the perceived job characteristics, 

critical psychological states, and work outcomes relate to 

each other as specified in Hackman and Oldham's (1976) 

model? 
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Hackman and Oldham's (1976) model, shown in Figure 1 

(in Chapter 1), indicates that perceptions of the job 

characteristics allow the individual to experience three 

critical psychological states. These critical states are 

experienced meaningfulness of the work, experienced 

responsibility for outcomes of the work, and knowledge of 

the actual results of the work. The model posits that 

individuals perceive their work as meaningful if they 

utilize a variety of skills (skill variety); a "whole" and 

identifiable piece of work (task identity); and tasks that 

have a sUbstantial impact on the lives of other people, 

whether those people are in the organization or not (task 

significance). In addition, if an employee's job provides 

substantial freedom, independence, and discretion to the 

individual in scheduling and determining procedures to be 

used in carrying it out (autonomy), they will feel 

personally accountable for the work outcomes 

(responsibility). Finally, it is necessary for the job to 

provide direct and clear information about the effectiveness 

of the incumbent's performance (feedback from the job), so 



that a sense of how he or she is doing can be perceived 

(knowledge of results). The presence of these critical 

psychological states affects three personal and work 

outcomes. In this study, the outcomes of internal 

motivation, general satisfaction and growth satisfaction, 

specified by Hackman and Oldham's (1976) model were 

utilized. To test these theoretical propositions, the 

following operational hypotheses were formed. 

Hypothesis 1A. The zero-order correlations 
between each of the perceived job characteristic 
scores and scores on each of the model-specified 
critical psychological state variables will be 
significant. 

Hypothesis lB. When combined in a regression 
equation, the model-specified job characteristics 
will be significant predictors of the 
corresponding critical psychological states. 

Hypothesis lC. 
between scores 
states and the 
significant. 

The zero-order correlations 
on the critical psychological 
work outcome scores will be 

Hypothesis 10. When combined in a regression 
equation, the model-specified critical 
psychological states will be significant 
predictors of each of the corresponding work 
outcomes. 

Hypothesis lEo The zero-order correlations 
between scores on the job characteristics and the 
work outcome scores will be significant. 

Research Ouestion 2 

Five hypotheses were developed to investigate the 

nature of the relationships predicted by Hackman and 
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Oldham's (1976) model for teachers on a career ladder and 

for teachers off a career ladder. 

Hypothesis 2A. The zero-order correlations 
between each of the perceived job characteristic 
scores and scores on each of the model-specified 
critical psychological state variables will be 
significant for teachers on a career ladder plan. 
This will be tested separately for teachers off a 
career ladder plan. 

Hypothesis 2B. When combined in a regression 
equation, the model-specified job characteristics 
will be significant predictors of the 
corresponding critical psychological states for 
teachers on a career ladder. This will be tested 
separately for teachers off a career ladder. 

Hypothesis 2C. The zero-order correlations 
between scores on the critical psychological 
states and work outcome scores will be significant 
for teachers on a career ladder plan. This 
hypothesis will be tested separately for teachers 
off a career ladder. 

Hypothesis 2D. When combined in a regression 
equation, the model-specified critical 
psychological states will be significant 
predictors of each of the corresponding work 
outcomes for teachers on a career ladder. This 
hypothesis will be tested separately for teachers 
off a career ladder. 

Hypothesis 2E. The zero-order correlations 
between scores on the job characteristics and the 
work outcome scores will be significant for 
teachers on a career ladder. This hypothesis will 
be tested separately for teachers off a career 
ladder. 

Exploratory Research Question 1 

To what extent does the number of years on the career 

ladder affect the relationships among perceived job 
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characteristics, psychological states, and work outcomes as 

specified in Hackman and Oldham's (1976) model? 

Hypothesis E1A. The zero-order correlations 
between scores on the job characteristics scores 
and outcome scores on each of the model-specified 
critical psychological state variables will be 
positive and significant. This hypothesis will be 
tested separately for four different groups of 
teachers by time spent on the career ladder. 

Hypothesis E1B. When combined in a regression 
equation, the model-specified job characteristics 
will be significant predictors of the 
corresponding critical psychological states. This 
hypothesis will be tested separately for four 
different groups of teachers by time spent on the 
career ladder. 

Hypothesis E1C. The zero-order correlations 
between scores on the critical psychological 
states and the work outcomes will be significant. 
This hypothesis will be tested separately for four 
different groups of teachers by time spent on the 
career ladder. 

Exploratory Research Question 2 

To what extent do the years of teaching experience 

affect the relationship among job characteristics, 

psychological states, and work outcomes for teachers as 

specified by Hackman and Oldham's (1976) model for teachers 

on and off a career ladder? 

Hypothesis E2A. The zero-order correlations 
between each of the perceived job characteristic 
scores and scores on each of the model-specified 
critical psychological state variables will be 
significant. This will be tested separately for 
four different categories of teaching experience 
for teachers on and off a career ladder. 

Hypothesis E2B. When combined in a regression 
equation, the model-specified job characteristics 



will be significant predictors of the 
corresponding critical psychological states. This 
hypothesis will be tested separately for four 
different categories of teaching experience and 
for teachers on and off a career ladder. 

Hypothesis E2C. The zero-order correlations 
between scores on the critical psychological 
states and the work outcomes will be significant. 
This hypothesis will be tested separately for four 
different categories of teaching experience and 
for teachers on and off a career ladder. 

Hypothesis E2D. The zero-order correlations 
between scores on the job characteristics and the 
work outcomes will be significant. This 
hypothesis will be tested separately for four 
different categories of teaching experience and 
for teachers on and off the career ladder. 
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CHAPTER 4 

PRESENTATION AND ANALYSIS OF DATA 

This chapter will describe the results of statistical 

analyses of the hypotheses generated from the research 

questions posed in Chapter 3. Chapter 5 will discuss in 

depth the meaning of the statistical analyses within the 

context of the hypotheses guiding this study. 
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The first section presents the results for the two 

central research questions. The first research question 

addresses the predicted relationships in Hackman and 

Oldham's (1976) job characteristics model. The second 

research question deals with the predicted relationships in 

the job characteristics model for teachers on and off a 

career ladder. After each research question is described, 

the research hypotheses are given. This is followed by the 

results and a statement about the strength of support for 

the hypotheses. 

The second section of this chapter presents the results 

concerning the exploratory research questions. The final 

section presents a summary of these results. 

Central Research Questions 

Scales on the Job Diagnostic Survey (JDS) measured each 

of the job characteristics, psychological states, outcomes, 
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and moderating variables as prescribed in the Job 

Characteristics Model using a seven-point Likert scale. 

Scores for each component were calculated as the average of 

the individual's responses on all items of a scale. 

Standard deviations and ranges were computed for the 

measures for the sample as a whole (Table 1) and separately 

for teachers on a career ladder (Table 2) and off a career 

ladder (Table 3). 

Research Ouestion 1 

Research Question 1 is concerned with the extent to 

which the perceived job characteristics, critical 

psychological states, and personal work outcomes relate to 

each other as specified in Hackman and Oldham's (1976) 

model. 

Table 1 shows the means and standard deviations for the 

teachers and for a nationwide sample of 

professional-technical workers on the job characteristics, 

critical psychological states, and work outcomes. The means 

and standard deviations for the professional-technical 

workers were reported by Hackman and Oldham (1980), who 

obtained normative data from a sample of over 6,000 workers 

employed in various organizations throughout the united 

states. Therefore, the normative data obtained by Hackman 

and Oldham can be used as a basis for comparison for the 

sample of teachers in this study. An obtained score of less 



Table 1. Descriptive statistics for the unsorted sample 

Professional 
Technical8 

Variable n Mean S.D. Range Mean S.D. 

Skill Variety 167 6.38 .69 3.67 5.4 1.00 

Task Identity 164 5.16 1.24 5.67 5.1 1.20 

Task Significance 167 6.54 .64 2.67 5.6 .95 

Autonomy 167 5.88 .80 4.33 5.4 1.00 

Feedback 164 5.70 .99 5.00 5.1 1.10 

Experienced Meaningfulness 166 5.21 .40 3.00 5.4 .87 

Experienced Responsibility 165 6.21 .54 3.17 5.8 .72 

Knowledge of Results 166 5.56 .89 4.25 5.0 .99 

Internal Work Motivation 165 6.28 .45 2.17 5.8 .65 

Growth satisfaction 166 5.52 .84 3.60 4.9 .99 

8The professional-technical category is one of six occupational categories from a 
sample of 6930 workers. 

The exact N for each specific category was not reported (Hackman & Oldham, 1980) 

co 
w 



Table 2. Descriptive statistics for subjects on a career ladder 

variable n Mean S.D. 

Skill Variety 101 6.41 .69 

Task Identity 99 5.16 1.17 

Task Significance 101 6.55 .64 

Autonomy 101 5.93 .81 

Feedback 99 5.70 .96 

Experienced Meaningfulness 102 5.20 .45 

Experienced Responsibility 101 6.27 .50 

Knowledge of Results 102 5.58 .92 

Internal Work Motivation 101 6.39 .44 

Growth satisfaction 102 6.19 .62 

General satisfaction 102 5.49 .89 

Range 

3.00 

5.33 

2.67 

4.33 

4.00 

3.00 

2.33 

4.25 

2.17 

3.00 

3.6 

co 
or::. 



Table 3. Descriptive statistics for subjects off a career ladder 

Variable n Mean S.D. 

Skill Variety 66 6.34 .73 

Task Identity 65 5.11 1.34 

Task Significance 66 6.51 .66 

Autonomy 66 5.80 .77 

Feedback 65 5.70 1.06 

Experienced Meaningfulness 64 5.25 .32 

Experienced Responsibility 64 6.12 .58 

Knowledge of Results 64 5.52 .85 

Internal Work Motivation 64 6.22 .47 

Growth Satisfaction 66 6.10 .59 

General Satisfaction 64 5.56 .74 

Range 

3.67 

5.67 

2.67 

4.00 

5.00 

1.50 

3.17 

3.75 

2.17 

2.75 

3.2 

00 
lJ1 
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than one standard deviation from the normative mean may 

indicate an insignificant difference between the two means 

(Hackman and Oldham, 1980). Tables 1-3 show that all of the 

means from the sample of teachers as a total group and for 

teachers on and off a career ladder fall within one standard 

deviation of the mean of the normative group for 

professional-technical workers. 

Further examination of the means for the sample as a 

whole on the five job characteristics in Table 1 revealed 

that teachers achieved means higher than the conceptual mean 

(theoretical mean of 4.0 for each scale) for skill variety, 

task identity, task significance, autonomy, and feedback. 

Standard deviations for the job characteristic scales ranged 

from .644 to 1.238. Examinations of teachers' responses on 

the scales measuring psychological states also exceeded 

their conceptual means for the sample as a whole. Standard 

deviations for the psychological states scales ranged from 

.401 to .890. Further review indicated that the mean scores 

for outcomes, internal motivation, general satisfaction, and 

satisfaction with growth were greater than their conceptual 

means as whole. 

An examination of the means for the sample of teachers 

on and off the career ladder for the five job 

characteristics shown in Tables 2 and 3 indicated that they 

exceeded their conceptual means for both groups. Further 



87 

review indicated that teachers on a career ladder had higher 

means than teachers off a career ladder in skill variety, 

task identity, task significance, and autonomy. Standard 

deviations ranged from .635 to 1.171 for teachers on a 

career ladder and from .662 to 1.343 for teachers not on a 

career ladder. 

For the psychological states, the means of both groups 

exceeded the conceptual means. Scores for teachers on a 

career ladder, on average, were higher than teachers off a 

career ladder for experienced responsibility and knowledge 

of results. Standard deviations ranged from .445 to .919 

for teachers on a career ladder and from .320 to .848 for 

teachers off a career ladder. 

Scores for the outcomes also exceeded the theoretical 

mean for both groups of teachers, with scores for teachers 

on a career ladder, on average, higher than scores for 

teachers not on a career ladder for internal motivation and 

satisfaction with growth. Standard deviations for teachers 

on a career ladder ranged from .440 to .893 and from .465 to 

.741 for teachers off a career ladder. 

In the following paragraphs, results will be given for 

the five hypotheses designed to test the relationships in 

Hackman and Oldham's (1976) model. 



The research hypothesis for H1A is 

The zero-order correlations between each of the 
perceived job characteristic scores and scores on 
each of the model-specified critical psychological 
state variables will be significant. 
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For this hypothesis, the model-specified correlates are 

experienced meaningfulness with skill variety, task 

identity, and task significance: experienced responsibility 

with autonomy, and knowledge of results with feedback. 

Table 4 shows that the correlations between experienced 

meaningfulness and skill variety (.21) and experienced 

meaningfulness and task significance (.16) are significant 

beyond the .05 level of confidence. However, the 

correlations between experienced meaningfulness and task 

identity and between experienced responsibility and autonomy 

are not significant. The correlation between knowledge of 

results and feedback (.50) is significant beyond the .001 

level of confidence. Therefore, three of the five 

hypothesized correlations are significant, thus indicating 

moderated support for the hypothesis. 

Of the correlations that are not specified by the 

model, five of ten do not achieve statistical significance. 

However, the correlations between skill variety and 

experienced responsibility, skill variety and knowledge of 

results, task identity and experienced responsibility, and 

task identity and knowledge of results (.17, .19, .17, .17, 

respectively) are significant beyond the .05 level of 
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Table 4. Correlations of job characteristics with model
specified psychological states for all teachersa 

Job 
Characteristics 

Skill variety 

Task Identity 

Task Significance 

Autonomy 

Feedback 

a N = 166 

Meaning 

[ .21]** 

[-.09] 

[ .16] 

.12 

.13 

Psychological states 

Responsibility 

.17* 

.17* 

.33*** 

[.06] 

.09 

Knowledge of 
Results 

.19* 

.17* 

.15 

.14 

[.50]*** 

Bracketed correlations indicate the model-specified 
correlations 

*p < .05 
**p < .01 

***p < .001 
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confidence, while the correlation between task significance 

and experienced responsibility (.33) is significant beyond 

the .001 level of confidence. 

Given the above relationships, it is now of interest to 

examine the predictive power of these variables. 

specifically, is experienced meaningfulness predicted by 

task identity, skill variety, and task significance? Is 

experienced responsibility predicted by autonomy, and is 

knowledge of results predicted by feedback? 

The research hypothesis for HIB is 

When combined in a regression equation, the 
model-specified job characteristics will be 
significant predictors of the corresponding 
critical psychological states. 

A forward stepwise regression was completed to 

determine which model-specified job characteristics remain 

significant predictors of the corresponding critical 

psychological states when all three are entered in a 

regression equation. For support of the job characteristics 

model and acceptance of the hypothesis in question, each job 

characteristic entering the regression equation during 

stepwise procedures should correspond to the model-predicted 

contributors to each psychological state. 

Table 5 presents the order of stepwise entry of each 

job characteristic into the regression equations utilizing 

each psychological state as a dependent variable. This part 

of the analysis entered the three variables of skill 



Table 5. stepwise regressions predicting the critical psychological states 
from the job characteristics for all teachers' 

Psychological 
state 

Experienced Meaningfulness 

Experienced Responsibility 

Knowledge of Results 

N = 166 

*p < .05 
***p < .001 

step # 

1 

2 

3 

1 

2 

1 

Job Characteristics Beta R2 

Skill Variety .20** .04 

Task significance .32** .10 

Feedback .49*** .24 

\D 
I-' 
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variety, task significance, and task identity to predict 

experienced meaningfulness. The data show that only skill 

variety is selected and remains a significant predictor of 

experienced meaningfulness (R2 = .04, B = .2). Task 

identity and task significance do not contribute 

significantly to the explained variance of experienced 

meaningfulness, contrary to the relationships specified by 

Hackman and Oldham's (1976) model. In the next part of the 

analysis, autonomy is entered into a regression equation to 

predict experienced responsibility. The data show that 

autonomy is not selected and therefore is not a significant 

predictor of experienced responsibility, also contrary to 

the relationships specified by the model. However, in the 

part of the analysis entering feedback into the regression 

equation to predict knowledge of results, the data indicate 

that feedback is a significant predictor of knowledge of 

results (R2 
= .24, B = .49). Therefore, two of the 

hypothesized relationships are significant, thus indicating 

moderate support for the hypothesis. Of the relationships 

not specified by Hackman and Oldham's model, the data 

indicate that task significance is a significant predictor 

of experienced responsibility (R2 = .10, B = .32). 

The preceding hypothesis focused on the relationships 

between job characteristics and critical psychological 

states. The questions are now directed toward the 



relationship between the critical psychological states and 

work outcomes. 

The research hypothesis for H1B is 

The zero-order correlations between scores on the 
critical psychological states and the work outcome 
scores (general satisfaction, internal motivation, 
and growth satisfaction) will be significant. 

The significance of these relationships was tested by 

computing the zero-order correlations of the critical 

psychological states with general satisfaction, internal 

motivation, and growth satisfaction. Table 6 shows that 

experienced meaningfulness is significantly related to all 

three work outcomes, general satisfaction (.24), internal 
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work motivation (.20), and growth satisfaction (.20) beyond 

the .01 level of confidence. Knowledge of results is 

significantly related to two work outcomes, general 

satisfaction (.49) and growth satisfaction (.40), both 

beyond the .001 level of confidence. Finally, experienced 

responsibility is significantly related to two work 

outcomes, internal work motivation (.39) beyond the .001 

level of confidence and growth satisfaction (.25) beyond the 

.01 level of confidence. Therefore, seven of the nine 

hypothesized relationships are significant, indicating 

strong support for the hypothesis. 

Given the significant correlations between the critical 

psychological states and work outcomes, it is of interest to 

investigate the predictive power of these variables. 



Table 6. Correlations of critical psychological states with model
specified work outcomes for all teachersa 

Psychological states 

Experienced Meaningfulness 

Experienced Responsibility 

Knowledge of Results 

a N = 166 

*p < .05 
**p < .01 

***p < .001 

Work outcomes 

General Internal Work Growth 
Satisfaction Motivation satisfaction 

.24** .20** .20** 

.01 .39*** .25** 

.49*** .07** .40*** 

\D 

"'" 



Specifically, are experienced meaningfulness, experienced 

responsibility, and knowledge of results predictive of the 

work outcomes? 

The research hypothesis for H1C is 

When combined in a regression equation, the 
model-specified critical psychological states will 
be significant predictors of each of the 
corresponding work outcomes. 

Table 7 presents the order of stepwise entry of each 

psychological state into the regression equations. 

Specifically, this part of the analysis entered the three 
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critical psychological states of experienced meaningfulness, 

experienced responsibility, and knowledge of results into a 

regression equation with each of the three outcomes, 

internal motivation, general satisfaction, and growth 

satisfaction. For support of the job characteristics model 

and acceptance of the hypothesis in question, each 

psychological state entering the regression equation during 

stepwise procedures should correspond to a model-specified 

work outcome. 

The results for Table 7 show that knowledge of results 

is a significant predictor of growth satisfaction (R2 = .25, 

B = .40) and general satisfaction (R2 = .49, B = .49) 

Explained responsibility (R2 = .20, B = .20) contributes 

secondarily to the explained variance of growth satisfaction 

and is the primary contributor (R2 = .39, B = .39) of 

internal motivation. Experienced meaningfulness (R2 
= .27, 
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Table 7. stepwise regressions of work outcome scores 
predicting tpe critical psychological states for 
all teachers 

Psychological 
states step # 

Growth satisfaction 

Gen. satisfaction 

Internal Motivation 

N = 166 

*p < .05 
**p < .01 

***p < .001 

1 

2 

1 

2 

1 

Psychological state Beta 

Knowledge of Results .402*** .16 

Responsibility .21** .20 

Knowledge of Results .49*** .24 

Meaning .19** .27 

Responsibility .40*** .15 



B = .47) contributes secondarily to the explained variance 

of general satisfaction. Thus, five of nine hypothesized 
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predictors of work outcomes are significant, providing only 

moderate support for the hypothesis. 

The results for Table 7 show that knowledge of results 

is the strongest predictor of the work outcomes, 

contributing significantly to the explained variance of two 

work outcomes, and that experienced meaningfulness is the 

weakest predictor of work outcomes, contributing secondarily 

to only one work outcome. 

The preceding hypothesis examined the predictive power 

of the critical psychological states on work outcomes. The 

questions are now directed toward the relationship between 

the job characteristics and work outcomes. 

The research hypothesis for H1D is 

The zero-order correlations between scores on the 
job characteristic and the work outcome scores 
(general satisfaction, internal motivation, and 
growth satisfaction) will be significant. 

The significance of these relationships was tested by 

computing the zero-order correlations of the job 

characteristics with general satisfaction, internal 

motivation, and growth satisfaction. Table 8 shows that 

three of the job characteristics, autonomy, task 

significance, and feedback, each had two significant 

correlations with work outcomes. First, the correlations 

between autonomy and general satisfaction and between 
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Table 8. Correlations of job characteristics with work 
outcomes for all teachersB 

Work outcomes 

Job General Internal Work 
Characteristics satisfaction Motivation 

Skill Variety .12 .13 

Task Identity .13 -.04 

Task Significance .09 .26** 

Autonomy .23** -.04 

Feedback .20** -.03 

B N = 166 

*p < .05 
**p < .01 

***p < .001 

Growth 
satisfaction 

.34** 

.14 

.40 

.25** 

.40*** 
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autonomy and growth satisfaction (.23, .25, respectively) 

are significant beyond the .01 level of confidence. Second, 

the correlations between feedback and general satisfaction 

and between feedback and growth satisfaction (.20, .40, 

respectively) are significant beyond the .05 level of 

confidence. Third, the correlations between task 

significance and internal motivation and between task 

significance and growth satisfaction are significant beyond 

the .01 level of confidence. Finally, the correlation 

between skill variety and growth satisfaction (.34) is 

significant beyond the .001 level. The correlations between 

task identity and the three work outcomes are not 

significant. Therefore, seven of the fifteen hypothesized 

relationships are significant, indicating moderate support 

for the hypothesis. 

The data in Table 8 also show that the correlations 

between growth satisfaction and skill variety, task 

significance, autonomy, and feedback (.34, .14, .39, .24, 

.40, respectively) are all significant beyond the .01 level 

of confidence. The data also show that the correlation 

between internal motivation and task significance (.26) is 

significant beyond the .05 level of confidence and that the 

correlations between general satisfaction and autonomy (.23) 

and between general satisfaction and feedback (.20) are 

significant beyond the .05 level of confidence. 
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Research Question 2 

A major purpose of this study was to determine whether 

the basic premises and relationships specified by Hackman 

and Oldham's (1976) model are affected by teachers 

participation on a career ladder. 

In the following paragraphs, results are given for five 

hypotheses that were designed to test the relationships in 

Hackman and Oldham's (1976) model for teachers on and off a 

career ladder. 

The research hypothesis for H2A is 

The zero-order correlations between each of the 
perceived job characteristic scores and the scores 
on each of the model-specified critical 
psychological state variables will be significant 
for teachers on a career ladder. This will be 
tested separately for teachers off a career ladder 
plan. 

For this hypothesis, the model-specified correlates are 

experienced meaningfulness with skill variety, task 

identity, and task significance; experienced responsibility 

with autonomy, and knowledge of results with feedback. 

Table 9 presents the results for teachers on a career 

ladder. The results show that the correlation between 

experienced meaningfulness and skill variety (.23) is 

significant beyond the .05 level of confidence. The 

correlation between knowledge of results and feedback (.53) 

is significant at the .01 level of confidence. However, the 

correlations between task identity and experienced 
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Table 9. Correlations of job characteristics with critical 
psychological states for teachers on a career 
laddera 

Psychological states 

Job Knowledge 
Characteristics Meaning Responsibility Results 

Skill Variety [ .23]* .14 .27** 

Task Identity [-.04] .19 .09 

Task significance [ .18] .32** .15 

Autonomy .08 [.06] .07 

Feedback .14 .11 [.53]*** 

a N = 100 

Bracketed correlations indicate the model-specified 
correlations 

*p < .05 
**p < .01 

***p < .001 

of 
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meaningfulness and between task significance and experienced 

meaningfulness are not significant. Furthermore, the 

correlation between autonomy and experienced responsibility 

is not significant. Therefore, only two of the five 

hypothesized correlations are significant, indicating 

moderate support for the hypothesis. 

Of the correlations that are not specified by the 

model, the correlation between task significance and 

responsibility (.32) is significant beyond the .01 level of 

confidence. 

Table 10 presents the results for teachers who are off 

a career ladder. The results show that the correlations 

between skill variety and experienced meaningfulness, task 

significance and experienced meaningfulness, and task 

identity and experienced meaningfulness are not significant. 

Nor is the correlation between autonomy and experienced 

responsibility significant. However, the correlation 

between feedback and knowledge of results (.46) is 

significant beyond the .01 level of confidence. One 

significant hypothesized relationship indicates weak support 

for the hypothesis. 

Given the above relationships, it is now of interest to 

examine the predictive power of these variables. 

Specifically, is experienced meaningfulness predicted by 

task identity, skill variety, and task significance for 
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Table 10. Correlations of job characteristics with critical 
psychological states for teachers off a Career 
Laddera 

Psychological states 

Job Knowledge 
Characteristics Meaning Responsibility Results 

Skill Variety [ .19] .19 .06 

Task Identity [-.17] .14 .29* 

Task significance [ .12] .33** .14 

Autonomy .22 [ .03] .26* 

Feedback .11 .08 [.46]** 

a N = 64 

Bracketed correlations indicate the model-specified 
correlations 

*p < .05 
**p < .01 

***p < .001 

of 



104 

teachers on a career ladder? Are the preceding 

relationships significant for teachers off a career ladder? 

Is experienced responsibility predicted by autonomy, and is 

knowledge of results predicted by feedback for teachers on a 

career ladder? Are the preceding relationships significant 

for teachers off a career ladder? 

The research hypothesis for H2B is 

When combined in a regression equation, the 
model-specified job characteristics will be 
significant predictors of the corresponding 
critical psychological states for teachers on a 
career ladder. This hypothesis will be tested 
separately for teachers off a career ladder. 

For support of the job characteristics model and 

acceptance of the hypothesis in question, each job 

characteristic entering the regression equation during 

stepwise procedures should correspond to the model-predicted 

contributors to each psychological state. 

Table 11 presents the order of stepwise entry of each 

job characteristic into the regression equation, utilizing 

each psychological state as a dependent variable for 

teachers on the career ladder. The data show that only 

skill variety is selected and remains a significant 
2 predictor of experienced meaningfulness (R = .04, B = .22). 

Task identity and task significance do not contribute 

significantly to the explained variance of their 

model-specified relationships with experienced 

meaningfulness. However, in this part of the analysis, 



Table 11. Stepwise regressions predicting the critical psychological states 
from the job characteristics for teachers on the career ladders 

Psychological 
state Step # 

Experienced Meaningfulness 1 

2 

3 

Experienced Responsibility 1 

Knowledge of Results 

S N = 100 

*p < .05 
**p < .01 

***p < .001 

2 

1 

Job Characteristics Beta R2 

Skill variety .22* .05 

Task Significance .32** .10 

Feedback .52*** .27 

I-' 
o 
tn 
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entering feedback into the regression equation to predict 

knowledge of results, the data indicate that feedback is a 

significant predictor of knowledge of results (R2 = .27, B = 

.52). Of the relationships not specified by the model, the 

data further indicate that skill variety remains as a 

significant predictor of knowledge of results (R2 = .30, B = 

.18), though the model specifies that skill variety should 

be a predictor of experienced meaningfulness. The data 

indicates that the entry of skill variety into the 

regression equation as a predictor of knowledge of results 

is significant (F Change = 4.45, significance of F Change = 

.04). The data also show that task significance remains in 

the equation as a significant predictor of experienced 

responsibility (R2 = .10, B = .32) (autonomy is the 

predictor of experienced responsibility). In summary, the 

data indicate only moderate support for the hypothesis. 

For support of the job characteristics model for 

teachers off a career ladder and acceptance of the 

hypothesis in question, each job characteristic entering the 

regression equation during stepwise procedures should 

correspond to the model-predicted contributors of each 

critical psychological state. Table 12 presents the order 

of stepwise entry of each job characteristic into the 

regression equation, utilizing each psychological state as a 

dependent variable for teachers off a career ladder. The 



Table 12. stepwise regressions predicting the critical psychological 
states from the job characteristics for teachers off a 
career laddera 

Psychological 
state step # Job Characteristics 

Experienced Meaningfulness 1 

2 

3 

Beta R2 

Experienced Responsibility 1 Task Significance .33** .11 

Knowledge of Results 

a N = 64 

*p < .05 
***p < .001 

2 

1 Feedback .46*** .21 

~ 
o 
-..J 
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data show that none of the job characteristics is a 

significant predictor of experienced meaningfulness. 

However, feedback remains in the equation as a significant 

predictor of knowledge of results (R2 = .20, B = .46). 

Further, the data indicate that task identity remains a 

significant predictor of knowledge of results (R2 = .26, B = 

.23), though the model specifies that task identity should 

be a predictor of experienced meaningfulness. The entry of 

task identity into the equation as a predictor of knowledge 

of results is significant (F Change = 4.36, Significance of 

F Change = .04). Finally, the data show that task 

significance remains in the equation as a significant 

predictor of experienced responsibility and is the primary 
2 predictor of experienced responsibility (R = .11, B = .33). 

In summary, the data indicate weak support for the 

hypothesis. 

The preceding hypothesis focused on the relationships 

between job characteristics and critical psychological 

states. Attention is now directed toward the relationship 

between critical psychological states and work outcomes. 

The research hypothesis for H2C is 

The zero-order correlations between scores on the 
critical psychological states and the work 
outcomes scores (general satisfaction, internal 
motivation, and growth satisfaction) will be 
significant for teachers on a career ladder plan. 
This will be tested separately for teachers off a 
career ladder. 
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The significance of these relationships was tested by 

computing the zero-order correlations of the critical 

psychological states with general satisfaction, internal 

motivation, and growth satisfaction for teachers on a career 

ladder. The data in Table 13 show that the correlations 

between experienced meaningfulness and general satisfaction 

and between experienced meaningfulness and internal 

motivation (.20, .29, respectively) are significant at the 

.05 level of confidence but that the correlation between 

experienced meaningfulness and growth satisfaction is not 

significant. The data also indicate that the correlations 

between experienced responsibility and internal motivation 

and between experienced responsibility and growth 

satisfaction (.40, .31, respectively) are significant beyond 

the .01 level of confidence but that the correlation between 

experienced responsibility and general satisfaction is not 

significant. Finally, the results show that the 

correlations between knowledge of results and general 

satisfaction and between knowledge of results and growth 

satisfaction (.54, .43, respectively) are significant beyond 

the .001 level of confidence but that the correlation 

between knowledge of results and general satisfaction is not 

significant. Therefore, the data reported in Table 13 show 

that six of the nine hypothesized relationships are 

significant, providing moderate support for the hypothesis. 



Table 13. Correlations of critical psychological states with work 
outcomes for teachers on a career laddera 

Work outcomes 

Psychological states General 
satisfaction 

Experienced Meaningfulness .24** 

Experienced Responsibility .04 

Knowledge of Results .54*** 

a N = 166 

*p < .05 
**p < .01 

***p < .001 

Internal Work 
Motivation 

.30** 

.40*** 

.16 

Growth 
satisfaction 

.17 

.31** 

.43*** 

I-' 
I-' 
o 
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The significance of the relationships in the preceding 

hypothesis was also examined for teachers off a career 

ladder by computing zero-order correlations of the critical 

psychological states with internal motivation, general 

satisfaction, and growth satisfaction. The data in Table 14 

show that the correlations between experienced 

meaningfulness and general satisfaction and between 

experienced meaningfulness and growth satisfaction (.32, 

.28, respectively) are significant beyond the .05 level of 

confidence but that the correlation between experienced 

meaningfulness and internal motivation is not significant. 

The data also show that the correlation between experienced 

responsibility and internal motivation (.36) is significant 

beyond the .01 level of confidence but that the correlations 

between experienced responsibility and general satisfaction 

and between experienced responsibility and growth 

satisfaction are not significant. Finally, the data show 

that the correlations between knowledge of results and 

general satisfaction and between knowledge of results and 

growth satisfaction (.38, .34, respectively) are significant 

beyond the .01 level of confidence but that the correlation 

between knowledge of results and internal motivation is not 

significant. The results in Table 14 show that five of nine 

correlations are significant; therefore, the data provide 

moderate support for the hypothesis. 



Table 14. Correlations of critical psychological states with work outcomes 
for teachers not on a career laddera 

Work outcomes 

Psychological states General 
Satisfaction 

Experienced Meaningfulness .32* 

Experienced Responsibility - .03 

Knowledge of Results .38** 

a N = 64 

*p < .05 
**p < .01 

***p < .001 

Internal Work 
Motivation 

.77 

.36** 

- .07 

Growth 
Satisfaction 

.28* 

.15 

.34** 

I-' 
I-' 
!\J 
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Given the significant correlations between the critical 

psychological states and work outcomes, it is of interest to 

investigate the predictive power of these variables. 

Specifically, are experienced meaningfulness, experienced 

responsibility, and knowledge of results predictive of the 

work outcomes? 

The research hypothesis for H20 is 

When combined in a regression equation, the 
model-specified critical psychological states will 
be significant predictors of each of the 
corresponding work outcomes for teachers on a 
career ladder. This hypothesis will be tested 
separately for teachers off a career ladder. 

Table 15 presents the order of stepwise entry of each 

psychological state into the regression equations. For 

support of the job characteristics model and acceptance of 

the hypothesis in question, each psychological state 

entering the regression equation during stepwise regression 

should correspond to a model-specified work outcome for 

teachers on a career ladder. By way of contrast the 

hypothesis will be tested for teachers off a career ladder. 

The results in Table 15 for teachers on a career ladder 

show that knowledge of results is a significant predictor of 
2 . 

growth satisfaction (R = .18, B = .42) and a significant 

predictor of general satisfaction (R2 = .29, B = .54). 

Explained responsibility (R2 = .25, B = .26) contributes 

secondarily to growth satisfaction and is the primary 

contributor (R2 = .40, B = .40) to internal motivation. 



Table 15. stepwise regressions predicting the critical 
psychological states on the work outcome for 
teachers on a career ladders 

Work 
outcome 

Growth satisfaction 

Gen. satisfaction 

Internal Motivation 

a N = 100 

**p < .01 
***p < .001 

step 

1 

2 

1 

1 

# Psychological state Beta 

Knowledge of Results .42*** 

Responsibility .26** 

Knowledge of Results .54*** 

Responsibility .40*** 
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R2 

.18 

.25 

.29 

.16 
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Explained meaningfulness does not contribute to the 

explained variance of any of the work outcomes. Therefore, 

four of the nine hypothesized relationships are significant, 

providing moderate support for the hypothesis. 

Table 16 presents the order of stepwise entry of each 

psychological state into the regression equations for 

teachers off a career ladder. For support of the job 

characteristics model and acceptance of the hypothesis in 

question, each psychological state entering the regression 

equation during stepwise regression procedures should 

correspond to at least one work outcome. 

The results in Table 16 show that knowledge of results 

is a significant predictor of growth satisfaction (R2 = .11, 

B = .34) and general satisfaction (R2 = .15, B = .38). 

Explained responsibility (R2 = .36, B = .36) is a 

significant predictor of internal motivation. Experienced 

meaningfulness is a significant predictor of growth 

satisfaction (R2 = .45, B = .35) and general satisfaction 

(R2 = .26, B = .39). Therefore, five of the nine 

hypothesized relationships are significant, indicating 

moderate support for the hypothesis. 

The preceding hypothesis focused on the relationships 

between critical psychological states and work outcomes. 

The questions are now directed toward the relationship 

between the job characteristics and work outcomes. 
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Table 16. stepwise regressions predicting the work outcomes 
from the critical psychological states for teachers 
off a career laddera 

Work 
outcome step # 

Growth satisfaction 

Gen. satisfaction 

Internal Motivation 

a N = 64 

*p < .05 
**p < .01 

***p < .001 

1 

2 

1 

2 

1 

Psychological state Beta 

Knowledge of Results .34** .11 

Meaning .45* .20 

Knowledge of Results .38** .15 

Meaning .33** .26 

Responsibility .36** .13 



The research hypothesis for H2E is 

The zero-order correlations between scores on the 
job characteristics and the work outcomes scores 
(internal motivation, general satisfaction, and 
growth satisfaction) will be significant for 
teachers on a career ladder. This hypothesis will 
be tested separately for teachers off a career 
ladder. 
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The significance of these relationships was tested by 

computing the zero-order correlations of the five job 

characteristics with internal motivation, general 

satisfaction, and growth satisfaction. The data in Table 17 

show that the correlations between task significance and 

internal work motivation (.31) and between task significance 

and growth satisfaction (.38) are significant beyond the .01 

level of confidence. The correlations between autonomy and 

general satisfaction (.26) and between autonomy and growth 

satisfaction are significant beyond the .05 level of 

confidence of the remaining job characteristics, each has 

one correlation that reaches statistical significance. The 

correlation between skill variety and growth satisfaction 

(.33), between task identity and growth satisfaction and 

between feedback and growth satisfaction are significant 

beyond the .05 level of confidence. Therefore, five of 

fifteen hypothesized correlations are significant, 

indicating weak support for the hypothesis. 

The significance of the relationships in the hypothesis 

was examined for teachers off a career ladder. The results 



Table 17. Correlations of job characteristics with work 
outcomes for teachers on a career laddera 

Work outcomes 

Job General Internal Growth 
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Characteristics Satisfaction Work Motivation satisfaction 

Skill Variety 

Task Identity 

Task significance 

Autonomy 

Feedback 

a N = 64 

*p < .05 
**p < .01 

***p < .001 

.18 

.16 

.08 

.26 

.19 

.14 .33** 

- .05 .25 

.31** .38** 

- .06 .22* 

.02 .36** 
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in Table 18 show that the correlation between skill variety 

and growth satisfaction (.35), between task significance and 

growth satisfaction (.42), between autonomy and growth 

satisfaction (.28), and between feedback and growth 

satisfaction are significant beyond the .05 level of 

confidence. consequently, four of fifteen hypothesized 

correlations are significant, showing weak support for the 

hypothesis. 

Summary of Results for Research Questions 1 and 2 

This section summarizes the results from the central 

research questions. Table 19 was constructed to summarize 

the results regarding the relationships among the perceived 

job characteristics, critical psychological states, and work 

outcomes. 

Tables 20-21 were designed to summarize the results 

concerning the relationships among the perceived job 

characteristics, critical psychological states, and work 

outcomes for teachers on and off a career ladder. 

The results from the research questions can be 

summarized as follows: 

1. In general, the perceived job characteristics 

had a moderately strong association with the 

model-specified critical psychological 

states. Skill variety and task significance 

were strongly associated with their 
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Table 18. Correlations of job characteristics with the work 
outcomes for teachers not on a career ladder 

Work outcomes 

Job General Internal Growth 
Characteristics satisfaction Work Motivation satisfaction 

Skill Variety 

Task Identity 

Task Significance 

Autonomy 

Feedback 

a N = 64 

*p < .05 
**p < .01 

***p < .001 

.01 

.10 

.13 

.19 

.22 

.12 .35** 

- .03 - .01 

.18 .42** 

- .04 .28 

- .08 .47* 



Table 19. Summary table of the relationships among perceived job characteristics, 
critical psychological states and work outcomes for all teachers in the 
sample 

Psychological States Work Outcomes 

Job Characteristics 
Experienced Experienced Knowledge Internal General Growth 
Meaningfulness Responsibility of Results Motivation Satisfaction Satisfaction 

Skill variety 
Task identity 
Task significance 
Autonomy 
Feedback 

Psychological states 

Experienced meaningfulness 
Experienced responsibility 
Knowledge of results 

Both 
None 
None 
None 
Both 

Corr 
None 
Both 
None 
None 

Corr 
Corr 
None 
None 
Both 

None 
None 
Corr 
Corr 
Corr 

Both 
Both 
Corr 

None 
None 
None 
None 
None 

Both 
None 
Both 

aBoth means that both the correlation coefficient and regression coefficient were significant 

Corr 
None 
None 
None 
Corr 

Corr 
Both 
Both 

bNone means that neither the correlation coefficient nor the regression coefficient were significant 

cCorr means only the correlation coefficient was significant 

I-' 
rv 
I-' 



Table 20. Summary table of the relationships among perceived job characteristics, 
critical psychological states and work outcomes for all teachers on a 
career ladder 

Job Characteristics 

Skill variety 
Task identity 
Task significance 
Autonomy 
Feedback 

Experienced 
Meaningfulness 

Both 
None 
None 
None 
None 

Psychological states 

Experienced meaningfulness 
Experienced responsibility 
Knowledge of results 

Psychological States Work Outcomes 
Experienced Knowledge Internal General Growth 
Responsibility of Results Motivation Satisfaction Satisfaction 

None 
None 
Both 
None 
None 

Corr 
None 
None 
None 
Both 

None 
None 
Corr 
None 
None 

Corr 
Both 
None 

None 
None 
None 
None 
None 

Corr 
None 
Both 

Corr 
None 
Corr 
Corr 
Corr 

None 
Both 
Both 

aBoth means that both the correlation coefficient and regression coefficient were significant 

bNone means that neither the correlation coefficient nor the regression coefficient were significant 

cCorr means only the correlation coefficient was significant 

I-' 
t\J 
t\J 



Table 21. Summary table of the relationships among perceived job characteristics, 
critical psychological states and work outcomes for all teachers off a 
career ladder 

Psychological States Work Outcomes 
Experienced Experienced Knowledge Internal General Growth 

Job Characteristics Meaningfulness Responsibility of Results Motivation Satisfaction 
Satisfaction 

Skill variety None None None None None Corr 
Task identity None None Corr None None None 
Task significance None Both None None None Corr 
Autonomy None None Corr None None None 
Feedback None None Both None None None 

Psychological states 

Experienced meaningfulness None Both Both 
Experienced responsibility Both None None 
Knowledge of results None Both Both 

8 Both means that both the correlation coefficient and regression coefficient were significant 

bNone means that neither the correlation coefficient nor the regression coefficient were significant 

cCorr means only the correlation coefficient was significant 

I-' 

'" w 



corresponding critical psychological state, 

experienced meaningfulness. Task identity 

and autonomy were not strongly associated 

with their corresponding critical 

psychological states (experienced 

meaningfulness and experienced 

responsibility, respectively). In addition, 

feedback was strongly associated with its 

corresponding critical psychological state 

(knowledge of results). Of the relationships 

not specified by the model, the data 

indicated a strong association between task 

significance and experienced responsibility. 

2. The job characteristics had a moderately 

strong predictive effect on the critical 

psychological states. Skill variety was the 

only job characteristic that was a 

significant predictor of its corresponding 

critical psychological state (experienced 

meaningfulness). In addition, feedback was a 

significant predictor of its corresponding 

critical psychological state (knowledge of 

results). Of the relationships not specified 

by the model, task significance was a 
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significant predictor of experienced 

responsibility. 

3. When the three critical psychological states 

were entered into a regression model, all 

three were found to be significant predictors 

of the work outcomes. However, the strongest 

associations were between two critical 

psychological states (knowledge of results 

and experienced responsibility) and the work 

outcomes. Experienced meaningfulness was 

only a secondary predictor of one work 

outcome (general satisfaction) and therefore 

had the weakest predictive power of the three 

critical psychological states. 

4. The five job characteristics were found to 

have a moderately strong association with the 

three work outcomes. Task identity was the 

only job characteristic that was not 

significantly related to at least two of the 

three work outcomes. In addition, the 

strongest association between the job 

characteristics and the work outcomes was 

found between four of the job characteristics 

(skill variety, task significance, autonomy, 

and feedback) and growth satisfaction. 
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5. In general, the perceived job characteristics 

for teachers on a career ladder showed a 

stronger association with the model-specified 

critical psychological states than for 

teachers off a career ladder. The only 

consistent results between teachers on and 

off a career ladder were for the relationship 

between the job characteristics and the 

model-specified psychological states. This 

relationship was found between feedback and 

knowledge of results. Furthermore, the 

results show that the correlation between 

skill variety and experienced meaningfulness 

is significant for teachers on a career 

ladder but not for teachers off a career 

ladder. The relationships between autonomy 

and task identity with their corresponding 

critical psychological states were not 

significant for teachers on or off a career 

ladder. 

6. The job characteristics generally had a 

stronger predictive effect on the critical 

psychological states for teachers on a. career 

ladder than for teachers off a career ladder. 

For teachers on a career ladder, skill 
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variety was a significant predictor of its 

corresponding critical psychological state 

(experienced meaningfulness), and feedback 

was a significant predictor of its 

corresponding psychological state (knowledge 

of results). For teachers off a career 

ladder, only feedback was a significant 

predictor of its corresponding critical 

psychological state (knowledge of results). 

7. The five job characteristics were found to 

have moderately strong associations with 

internal motivation, general satisfaction, 

and growth satisfaction for teachers on and 

off a career ladder. 

8. Three critical psychological states were 

generally found to have a moderately strong 

predictive effect on the work outcomes for 

teachers on and off a career ladder. 

Experienced meaningfulness was the only 

critical psychological state that did not 

have a predictive effect of the work outcomes 

for teachers on a career ladder, but it did 

have a predictive effect on work outcomes for 

teachers off a career ladder. 
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9. In general, the five job characteristics were 

found to have a weak association with 

internal motivation, general satisfaction, 

and growth satisfaction for teachers on and 

off a career ladder. Furthermore, the 

association between the job characteristics 

and work outcomes is weaker than the 

associations between the critical 

psychological states and the work outcomes. 

Exploratory Research Questions 
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The previous research questions tested the 

relationships in Hackman and Oldham's (1976) Job 

Characteristics Model. In addition, the relationships of 

the model were tested for teachers on a career ladder. By 

way of contrast, the relationships of the model were tested 

for teachers off a career ladder. 

Given the relationships reported for the hypotheses of 

Research Questions 1 and 2, the following paragraphs examine 

the results of three related questions. First, does the 

length of time on a career ladder affect the relationships 

in Hackman and Oldham's (1976) model? Second, does the 

length of teaching experience of teachers on a career ladder 

affect the relationships in the model? Third, by way of 

contrast, does the length of teaching experience of teachers 
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off a career ladder affect the relationships in Hackman and 

Oldham's model? 

Exploratory Research Question 1 

This question is concerned with the effect of the 

amount of time teachers are on a career ladder on the 

relationships in Hackman and Oldham's (1976) Job 

Characteristics Model. In this section, five hypotheses are 

addressed, each exploring the relationships within the model 

for teachers in four categories: 0-1, 1-2, 3-4 and 5-6 

years of experience on a career ladder. Following a 

discussion of each hypothesis, the results are summarized. 

The research question for E1A is 

The zero-order correlations between each of the 
perceived job characteristics scores and scores on 
each of the model-specified critical psychological 
state variables will be significant for teachers 
with 0-1, 1-2, 3-4, and 5-6 years on a career 
ladder. 

Table 22 shows the following relationships. 

0-1 Years on a Career Ladder: 

The correlations between experienced meaningfulness and 

skill variety, experienced meaningfulness and task identity, 

and experienced meaningfulness and task significance are not 

significant. The correlation between experienced 

responsibility and autonomy is also not significant. 

However, the correlation between knowledge of results and 

feedback (.43) is significant beyond the .05 level of 
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Table 22. Correlations of job characteristics with the 
critical psychological states for teachers with 0-
1, 1-2, 3-4, and 5-6 years of experience on a 
career ladder8 

Job Characteristics 

0-1 yrs 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

1-2 yrs 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

3-4 yrs 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

5-6 yrs 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

aN ... 109 

Psychological States 

Experienced Experienced Knowledge of 
Meaningfulness Responsibility Results 

.13] .30 .15 

.00] .05 .26 

.10] .40* - .05 
- .29 .03] .12 

.OS - .15 [ .43]* 

[ .41] .14 .42 
[-.09] .37 .09 
[ .1S] .6S** .11 

.19 .6S** - .OS 

.41 .17 [ .61]* 

[ .29] .OS .24 
[ - .02] .36* .16 

[ .43]** .34* .25 
.14 [ - .03] .OS 
.13 .12 [ .61] ** 

[ .19] .20 .00 
[- .45] - .OS - .36 
[- .4S] - .02 - .27 

.43 .40] .OS 

.26 .44 [ . 3S] 

Bracketed correlations indicate the model-specified correlations 

*p < .05 
**p < .01 

***p < .001 
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confidence. Of the correlations not specified by the model, 

the correlation between experienced responsibility and task 

significance (.39) is significant beyond the .05 level of 

confidence. Significance of one of five hypothesized 

relationships, indicates weak support for the hypothesis. 

1-2 Years on a Career Ladder: 

The correlations between experienced meaningfulness and 

skill variety, experienced meaningfulness and task identity, 

and experienced meaningfulness and task significance are not 

significant. The correlation between experienced 

responsibility and autonomy is not significant. However, 

the correlation between knowledge of results and feedback 

(.61) is significant beyond the .05 level of confidence. Of 

the relationships not specified by the model, the 

correlation between experienced responsibility and task 

significance (.68) is significant beyond the .05 level of 

confidence. Therefore, one of the five hypothesized 

relationships is significant, indicating weak support for 

the hypothesis. 

3-4 Years on a Career Ladder: 

The correlations between experienced meaningfulness and 

skill variety and between experienced meaningfulness and 

task identity are not significant. The correlation between 

experienced responsibility and autonomy is also not 

significant. However, the correlation between experienced 



meaningfulness and task significance (.43) is significant 

beyond the .01 level of confidence, and the correlation 

between knowledge of results and feedback (.60) is 

significant beyond the .001 level of confidence. Of the 

relationships not specified by the model, the correlation 

between experienced responsibility and task significance 

(.34) is significant beyond the .05 level of confidence. 

Therefore, two of the five hypothesized relationships are 

significant, indicating weak to moderate support for the 

hypothesis. 

5-6 Years on a Career Ladder: 

132 

The correlations between experienced meaningfulness and 

skill variety and between experienced meaningfulness and 

task identity are not significant. In addition, the 

correlations between experienced responsibility and autonomy 

and between knowledge of results and feedback are not 

significant beyond the .05 level. Since none of the 

relationships are significant, rejection of the hypothesis 

is indicated. 

The research question for EIB is: 

When combined in a regression equation, the 
model-specified job characteristics will be 
significant predictors of the corresponding 
critical psychological states. 

Table 23 presents the order of stepwise entry of each 

job characteristic into the regression equations utilizing 



Table 23. stepwise regression predicting the critical psychological states 
from the job characteristics for teachers fith 0-1, 1-2, 3-4, and 
5-6 years of experience on a career ladder 

Psychological states 

0-18 

Meaning 
Knowledge of Results 
Responsibility 

8 N = 33 

1-2b 

Meaning 
Knowledge of Results 
Responsibi~ity 

N = 15 

3-4C 

Meaning 
Knowledge of Results 
Responsibility 

5-6d 

Meaning 

C N = 43 

Knowledge of Results 
Respons ibi} ity 

N = 18 

I N = 109 *p < .05 

step# Job Characteristics 

1 
1 Feedback from job 
1 Task significance 

1 
1 Feedback from job 
1 Task significance 

1 Task significance 
1 Feedback from job 
1 Task identity 
2 Task significance 

1 Task significance 
1 
1 

**p < .01 *** p<. 001 

Beta 

.43* 

.39* 

.58* 

.70** 

.41** 

.61*** 

.36* 

.35* 

.48* 

R2 

.18 

.16 

.33 

.49 

.17 

.37 

.13 

.23 

.23 

I-' 
w 
w 



each of the critical psychological states as dependent 

variable. The results are as follows: 

0-1 Years on a Career Ladder: 
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Skill variety, task identity, and task significance are 

not significant predictors of experienced meaningfulness, 

and autonomy is not a significant predictor of experienced 

responsibility. However, feedback is a significant 

predictor of knowledge of results (R2 = .18, B = .43). Of 

the relationships not predicted by the model, task 

significance is a significant predictor of experienced 

responsibility (R2 = .16, B = .39). Therefore, one of the 

hypothesized relationships is significant, indicating weak 

support for the hypothesis. 

1-2 years on a Career Ladder: 

Skill variety, task identity, and task significance are 

not significant predictors of experienced meaningfulness, 

and autonomy is not a significant predictor of experienced 

responsibility. However, feedback is a significant 

predictor of knowledge of results (R2 = .33, B = .58). Of 

the relationships that are not predicted by the model, task 

significance is a significant predictor of experienced 

responsibility (R2 
= .49, B = .70). Therefore, one of the 

hypothesized relationships is significant, indicating weak 

support for the hypothesis. 
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3-4 years on a Career Ladder: 

Skill variety and task identity are not significant 

predictors of experienced meaningfulness. However, task 

significance is a significant predictor of experienced 

meaningfulness (R2 = .17, B = .41). Feedback is a 

significant predictor of knowledge of results (R2 = .37, B = 

.61). Of the relationships that are not predicted by the 

model, task identity is a significant predictor of 

experienced responsibility (R2 = .13, B = .36), and task 

significance is a significant predictor of experienced 

responsibility. Therefore, two of the hypothesized 

relationships are significant, indicating weak support for 

the hypothesis. 

5-6 years on a Career Ladder: 

Skill variety and task identity are not predictors of 

experienced meaningfulness. However, task significance is a 

significant predictor of experienced meaningfulness (R2 = 

.23, B = - .48). Autonomy is not a predictor of experienced 

responsibility, and feedback is not a predictor of knowledge 

of results. Therefore, one of the hypothesized 

relationships is significant, indicating weak support for 

the hypothesis. 

The research question for E1C is 

The zero-order correlations between scores on the 
critical psychological states and the work 
outcomes scores (internal motivation, general 
satisfaction, and growth satisfaction) will be 



significant for teachers with 0-1, 1-2, 3-4, and 
5-6 years of experience on a career ladder. 

Table 24 show the following relationships: 

0-1 Years on a Career Ladder: 
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The correlation between experienced responsibility and 

internal motivation (.53) is significant beyond the .01 

level of confidence. The correlation between knowledge of 

results and general satisfaction (.39) is significant beyond 

the .05 level of confidence. Therefore, two of the nine 

hypothesized correlations are significant, indicating weak 

support for the hypothesis. 

1-2 Years on a Career Ladder: 

The correlations between experienced meaningfulness and 

general satisfaction (.69), between experienced 

meaningfulness and internal motivation (.62), and between 

experienced meaningfulness and growth satisfaction (.64) are 

significant beyond the .01 level of confidence. The 

correlation between experienced meaningfulness and knowledge 

of results (.78) and feedback is significant beyond the .001 

level of confidence. Therefore, four of the nine 

hypothesized relationships are significant, indicating 

moderate support for the hypothesis. 

3-4 Years on a Career Ladder: 

The correlation between experienced meaningfulness and 

internal motivation (.50) is significant beyond the .01 

level of confidence. The correlations between experienced 



Table 24. Correlations of critical psychological states with work outcomes 
for teachers yith 0-1, 2-3, 4-5 and 6-7 years of experience on a 
career ladder 

Psychological states 

0-l
a 

Experienced Meaningfulness 
Experienced Responsibility 
Knowledge of Results 

a N = 33 

2-3b 

Experienced Meaningfulness 
Experienced Responsibility 
Knowledge of Re~ults 

N = 15 

4-5C 

Experienced Meaningfulness 
Experienced Responsibility 
Knowledge of Results 

C N = 43 

6-7d 

Experienced Meaningfulness 
Experienced Responsibility 
Knowledge of Re~ults 

N = 18 

1 N = 109 *p < .05 

Work outcomes 

General 
Satisfaction 

- .14 
.15 
.07 

.68** 

.12 

.79*** 

.24 

.07 

.51** 

.15 

.54* 

.58** 

**p < .01 

Internal Work 
Motivation 

.16 

.53** 

.08 

.62* 

.47 

.19 

.51** 

.48** 

.20 

- .15 
.09 
.21 

***p < .001 

Growth 
Satisfaction 

.07 
- .04 

.13 

.64** 

.19 

.47 

.20 

.36** 

.48** 

.02 

.20 

.43 

I-' 
w 
-..J 
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responsibility and internal motivation (.47) and between 

experienced responsibility and growth satisfaction (.36) are 

significant beyond the .05 level of confidence. The 

correlation between knowledge of results and general 

satisfaction (.51) and between knowledge of results and 

growth satisfaction (.49) are significant beyond the .01 

level of confidence. Therefore, five of the nine 

hypothesized correlations are significant, indicating 

moderate support for the hypothesis. 

5-6 Years on a Career Ladder: 

The correlation between experienced responsibility and 

general satisfaction (.54) is significant beyond the .05 

level of confidence. The correlation between knowledge of 

results and general satisfaction (.58) is significant beyond 

the .01 level of confidence. Therefore, two of the nine 

hypothesized correlations are significant, indicating weak 

support for the hypothesis. 

Exploratory Research Question 2 

This section is concerned with how teaching experience 

affects the relationships within the Hackman and Oldham 

(1976) model. Specifically, it examines the effect of 1-3, 

4-7, and 8-15 years of teaching experience on the 

relationships within Hackman and Oldham's model for teachers 

on a career ladder. By way of contrast, the effect of 1-3, 

4-7, and 8-15 years of teaching experience on the 
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relationship within Hackman and Oldham's model for teachers 

off a career ladder is also examined. 

The research hypothesis for E2A is 

The zero-order correlations between each of the 
perceived job characteristics scores and scores on 
each of the model-specified critical psychological 
state variables will be significant for teachers 
with 1-3, 4-7, and 8-15 years of teaching 
experience on a career ladder. This hypothesis 
will be tested separately for teachers off a 
career ladder. 

Table 25 shows the following results: 

For teachers with 1-3 years of teaching experience, the 

correlations between skill variety and experienced 

meaningfulness, between task identity and experienced 

meaningfulness, and between task significance and 

experienced meaningfulness are not significant. In 

addition, the correlation between autonomy and experienced 

responsibility is not significant. However, the correlation 

between feedback and knowledge of results (.71) is 

significant beyond the .01 level of confidence. Therefore, 

one hypothesized relationship is significant, indicating 

weak support for the hypothesis. 

For teachers with 4-7 years of teaching experience, the 

correlation between skill variety and experienced 

meaningfulness (.63) is significant beyond the .001 level of 

confidence. The correlations between task identity and 

experienced meaningfulness and between task significance and 

experienced meaningfulness are not significant. In 



Table 25. Correlations of job characteristics with the critical 
psychological states for teachers with 1-3, 4-7 and 1 
8-15 years of teaching experience on a career ladder 

Psychological states 
Job Characteristics Experienced Experienced Knowledge of 

Meaningfulness Responsibility Results 

1-3 yrsQ 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

b 4-7 yrs 
a N = 13 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback b 

N = 30 
8-15 yrsC 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

C N = 29 

1 N = 78 *p < .05 

[ .13] 
[ .19] 
[ .31] 
- .12 

.32 

[ .63] *** 
[-.09] 
[ .18] 

.10 

.52** 

[ .33] 
[ .02] 
[ .27] 

.24 

.23 

**p < .01 

.06 
-.12 
-.42 

[- .37] 
.13 

.10 

.40* 

.47** 
[ .15] 

.39* 

.10 

.19 

.29 
[- .21] 

.07 

***p < .001 

Bracketed correlations indicate the model-specified correlations 

.24 

.39 
-.01 

.18 
[.71] 

.52** 

.09* 

.09 

.25 
[.55] 

.03 

.06 

.30 
- .22 

[.43]* 

J-I 
~ 
o 
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addition, the correlation between autonomy and experienced 

responsibility is not significant. However, the correlation 

between feedback and knowledge of results (.55) is 

significant at the .01 level of confidence. Therefore, 

three hypothesized relationships are significant, indicating 

moderate support for the hypothesis. 

For teachers with 8-15 years of teaching experience, 

the correlations between skill variety and experienced 

meaningfulness, between task identity and experienced 

meaningfulness, and between task significance and 

experienced meaningfulness are not significant. In 

addition, the correlation between autonomy and experienced 

responsibility is not significant. However, the correlation 

between feedback and knowledge of results (.42) is 

significant beyond the .05 level of confidence. Therefore, 

one hypothesized relationship is significant, indicating 

weak support for the hypothesis. 

Table 26 shows the following results for teachers off a 

career ladder: 

For teachers with 1-3 years of teaching experience, the 

correlations between skill variety and experienced 

meaningfulness, between task identity and experienced 

meaningfulness, and between task significance and 

experienced meaningfulness are not significant. In 

addition, the correlations between autonomy and experienced 



Table 26. Correlations of job characteristics with critical 
psychological states for teachers with 1-3, 4-7 and 1 
8-15 years of teaching experience off a career ladder 

Job Characteristics 

1-3 yrsa 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

a N = 16 

4-7 yrsb 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback b 

N = 19 

8-15 yrsC 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

C N = 18 

Psychological states 

Experienced 
Meaningfulness 

[-.15] 
[ .09] 
[-.07] 
- .09 
- .21 

[-.06] 
[-.42] 
[ .15] 
- .01 
- .01 

[ .39] 
[- .13] 

[ .22] 
.32 
.23 

. Experienced 
Responsibility 

.22 

.58* 
- .05 

[- .24] 
.47 

.51* 

.01 

.43 
[.35] 

.15 

- .13 
.29 
.11 

[.23] 
.40 

I N = 60 *p < .05 **p < .01 ***p < .001 

Knowledge of 
Results 

.24 
- .29 

.23 

.45 
[ .51] 

- .30 
.51.* 

- .19 
.32 

[.32] 

.27 

.52* 

.70** 

.31 
[.66] 

Bracketed correlations indicate the model-specified correlations 
I-' 
~ 
I\J 
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responsibility and between feedback and knowledge of results 

are not significant. Therefore, none of the hypothesized 

relationships are significant, indicating rejection of the 

hypothesis. 

For teachers with 4-7 years of teaching experience, the 

correlations between skill variety and experienced 

meaningfulness, between task identity and experienced 

meaningfulness, and between task significance and 

experienced meaningfulness are not significant. In 

addition, the correlations between autonomy and experienced 

responsibility and between feedback and knowledge of results 

are not significant. Therefore, none of the hypothesized 

relationships are significant, indicating rejection of the 

hypothesis. 

For teachers with 8-15 years of teaching experience, 

the correlations between skill variety and experienced 

meaningfulness, between task identity and experienced 

meaningfulness, and between task significance and 

experienced meaningfulness are not significant. In 

addition, the correlation between autonomy and experienced 

responsibility is not significant. However, the correlation 

between feedback and knowledge of results (.66) is 

significant beyond the .01 level of confidence. Therefore, 

one hypothesized relationship is significant, indicating 

rejection of the hypothesis. 



The research hypothesis for E2B is: 

The zero-order correlations between scores on the 
critical psychological states and work outcomes 
scores (internal motivation, general satisfaction, 
and growth satisfaction) will be significant for 
teachers with 1-3, 4-7, and 8-15 years of teaching 
experience on a career ladder. This hypothesis 
will be tested separately for teachers off the 
career ladder. 

Table 27 shows the results for teachers on a career 

ladder as follows: 

For teachers with 1-3 years of teaching experience, 

none of the correlations among the critical psychological 
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states are significant. Therefore, none of the hypothesized 

relationships are significant, indicating rejection of the 

hypothesis. 

For teachers with 4-7 years of teaching experience, the 

correlation between experienced meaningfulness and general 

satisfaction (.49) is significant at the .01 level of 

confidence. The correlation between experienced 

responsibility and growth satisfaction (.53) is significant 

at the .01 level of confidence. The correlation between 

knowledge of results and general satisfaction (.66) and 

between knowledge of results and growth satisfaction (.49) 

are significant beyond the .01 level of confidence. 

Therefore, five of the nine hypothesized relationships are 

significant, indicating moderate support for the hypothesis. 

For teachers with 8-15 years of teaching experience, 

the correlation between knowledge of results and general 
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Table 27. Correlations of the critical psychological states 
with work outcomes for teachers with 1-3, 4-7, and 
8-15 Yfars of teaching experience on a career 
ladder 

Psychological 
states 
satifaction 

1-3 yrsa 

Meaning 
Responsibility 
Knowledge 

4-7 yrsb 
Meaning 
Responsibility 
Knowledge 

8-15 yrs c 

Meaning 
Responsibility 
Knowledge 

N = 78 

*p < .05 
**p < .01 

***p < .001 

a N = 13 

b N = 30 

C N = 29 

Work outcomes 

General Internal Work Growth 
satisfaction Motivation 

- .47 - .18 .46 
- .50 .01 - .16 

.46 .13 .01 

.49** .23 .66** 

.23 .28 .25 

.66*** .53** .49** 

.33 .16 .35 

.00 .50 .53 

.70*** .19 .33 
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satisfaction (.70) is significant at the .001 level of 

confidence, and the correlation between experienced 

responsibility and internal work motivation (.50) is 

significant beyond the .01 level of confidence. Therefore, 

two of the hypothesized relationships are significant, 

indicating weak support for the hypothesis. 

Table 28 shows correlations for teachers off a career 

ladder as follows: 

For teachers with 1-3 years of teaching experience, the 

correlation between knowledge of results and general 

satisfaction (.50) is significant beyond the .05 level of 

confidence. Therefore, one of the hypothesized 

relationships is significant, indicating weak support of the 

hypothesis. 

For teachers with 4-7 years of teaching experience, the 

correlations between the job characteristics and the work 

outcomes are not significant. Therefore, none of the 

hypothesized relationships are significant, indicating 

rejection of the hypothesis. 

For teachers with 8-15 years of teaching experience, 

the correlations are as follows. First, the correlation 

between knowledge of results and general satisfaction (.52) 

is significant beyond the .05 level of confidence. Second, 

the correlation between knowledge of results and growth 

satisfaction (.65) is significant at the .01 level of 
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Table 28. Correlations of the critical psychological states 
with work outcomes for teachers with 1-3, 4-7, and 
8-15 Yfars of teaching experience off a career 
ladder 

Psychological 
states 

1-3 a yrs 
Meaning 
Responsibility 
Knowledge 

4-7 yrs b 

Meaning 
Responsibility 
Knowledge 

8-15 yrsC 

Meaning 
Responsibility 
Knowledge 

N = 53 

*p < .05 
**p < .01 

***p < .001 

a N = 

b N = 

C N = 

Work outcomes 

General Internal Work Growth 
satisfaction Motivation satifaction 

.35 .25 .10 

.06 .07 - .35 

.50* - .35 .35 
16 

.09 .04 .06 
- .43 .54* - .17 

.40 - .13 .13 
19 

.49 .21 .42 

.19 .26 .51* 

.52* .06 .66** 
18 
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confidence; correlation between experienced responsibility 

and growth satisfaction (.50) is significant at the .05 

level of confidence. The correlation between experienced 

meaningfulness and general satisfaction (.49) is significant 

beyond the .05 level of confidence. Therefore, the data 

support four of the hypothesized relationships, indicating 

moderate support for the hypothesis. 

The research hypothesis for E2C is 

The zero-order correlations between scores on the 
job characteristics and the work outcomes scores 
(internal motivation, general satisfaction, and 
growth satisfaction) will be significant for 
teachers with 1-3, 4-7, and 8-15 years of teaching 
experience on a career ladder. This hypothesis 
will be tested separately for teachers off a 
career ladder. 

Table 29 shows the correlations for teachers on a 

career ladder as follows: 

For teachers with 1-3 years of teaching experience on a 

career ladder, zero of fifteen correlations between the job 

characteristics and outcomes are significant. Seven of the 

relationships are in a negative direction. Therefore, the 

data indicate rejection of the hypothesis. 

For teachers with 4-7 years of teaching experience on a 

career ladder, correlations between skill variety and 

general satisfaction (.48) and between skill variety and 

growth satisfaction (.47) are significant beyond the .01 

level of confidence. The correlations between task 

significance and internal motivation (.36) and between task 



Table 29. Correlations of job characteristics with work outcomes for 
teachers with 1-3'14-7 and 8-15 years of teaching experience 
on a career ladder 

Job Characteristics 

1-3 yrsa 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

a N = 13 

4-7 yrsb 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

b N = 30 

8-15 yrs c 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

C N = 29 

1 N = 72 *p < .05 

General 
satisfaction 

- .11 
- .27 
- .69 

.21 
- .09 

.48** 

.28 

.04 

.28 

.35 

.24 

.04 

.30 

.18 

.23 

**p < .01 

Work outcomes 
Internal Work 

Motivation 

.29 

.52 

.25 
- .12 
- .30 

.36* 
- .05 

.36* 

.03 

.38* 

- .10 
.00 
.34 

- .18 
- .15 

***p < .001 

Growth 
Satisfaction 

- .01 
- .17 

.01 

.40 
- .09 

.47** 

.25 

.49** 

.21 

.65** 

.34 

.10 

.54** 

.09 

.12 

I-' 
~ 
\0 
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significance and growth satisfaction are significant beyond 

the .05 and .01 levels of confidence, respectively. The 

correlations between feedback and general satisfaction (.38) 

and between feedback and growth satisfaction (.65) are 

significant beyond the .05 and .001 levels of confidence, 

respectively. Therefore, six of fifteen hypothesized 

relationships are significant, indicating moderate support 

for the hypothesis. 

For teachers with 8-15 years of teaching experience, 

the correlation between task significance and growth 

satisfaction (.54) is significant beyond the .01 level of 

confidence. Therefore, one of the fifteen hypothesized 

relationships is significant, indicating weak support for 

the hypothesis. 

Table 30 shows correlations for teachers off a career 

ladder as follows: 

For teachers with 1-3 years of teaching experience, the 

correlations between the job characteristics and work 

outcomes are not significant. Therefore, none of the 

hypothesized relationships are significant, indicating 

rejection of the hypothesis. 

For teachers with 4-7 years of teaching experience, the 

correlation between the job characteristics and work 

outcomes are not significant. Therefore, none of the 



Table 30. Correlations of job characteristics with work outcomes for 
teachers with 1-3, t-7 and 8-15 years of teaching experience 
off a career ladder 

Job Characteristics 

1-3 yrstJ 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

a N = 16 

4-7 yrsb 
Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback b 

N = 19 

8-15 yrsC 

Skill Variety 
Task Identity 
Task Significance 
Autonomy 
Feedback 

C N = 18 

I N = 53 *p < .05 

Work outcomes 

General 
Satisfaction 

.32 

.02 

.27 
- .16 

.10 

- .51 
.45 

- .15 
- .07 
- .05 

.24 

.28 

.45 

.45 

.41 

**p < .01 

Internal Work 
Motivation 

- .18 
.01 
.01 

- .16 
- .26 

.40 
- .11 

.29 

.32 

.41 

.18 

.08 

.18 
- .23 
- .12 

***p < .001 

Growth 
satisfaction 

- .31 
- .01 

.47 

.09 

.30 

.31 
- .01 

.40 

.09 

.22 

.50** 

.34 

.61** 

.42 

.72** 

I-' 
01 
I-' 



hypothesized relationships are significant, indicating 

rejection of the hypothesis. 

For teachers with 8-15 years of teaching experience, 

the correlations between skill variety and growth 
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satisfaction, between task significance and growth 

satisfaction, and between feedback and growth satisfaction 

(.50, .61, .72, respectively) are significant beyond the .05 

level of confidence. Therefore, three of the fifteen 

hypothesized relationships are significant, indicating weak 

support for the hypothesis. 

Summary of Results for Exploratory 
Research Questions 1 and 2 

This section summarizes the results of the exploratory 

research questions. Table 31 was designed to summarize the 

results concerning the relationships among the perceived job 

characteristics, critical psychological states, and work 

outcomes for teachers with 0-1, 2-3, 4-5, and 6-7 years of 

experience on a career ladder. 

Tables 32-33 were designed to summarize the results 

concerning the relationships among the perceived job 

characteristics, critical psychological states, and work 

outcomes for teachers on and off a career ladder with 1-3, 

4-7, and 8-15 years of teaching experience. 

The results from the exploratory research questions can 

be summarized as follows: 



Table 31. Summary Table of the relationships among perceived job 
characteristics, critical psychological states and work 
outcomes for teachers with 0-1, 1-2, 3-4 5-6 years on a 
career ladder 

Job Characteristics 

Skill variety 
Task identity 
Task significance 
Autonomy 
Feedback 

Psychological states 

Experienced meaningfulness 
Experienced responsibility 
Knowledge of results 

Psychological states 

Experienced 
Meaningfulness 

C 

Internal 
Motivation 

B,C 
A,C 

Experienced 
Responsibility 

C 
A,B,C 

Work outcomes 

Knowledge 
of Results 

A,B,C 

General Growth 
Satisfaction Satisfaction 

B B 
D C 

B,C,D C 

A = The correlation coefficient was significant for teachers with 1-3 years 
of teaching experience 

B = The correlation coefficient was significant for teachers with 4-7 years 
of teaching experience 

C = The correlation coefficient was significant for teachers with 8-15 years 
of teaching experience 

Blank = The correlation coefficients are not significant for any teacher 
with 1-3, 4-7 or 8-15 years of teaching experience 

I-' 
Ut 
W 



Table 32. Summary table of the relationships among perceived job characteristics, 
critical psychological states and work outcomes for teachers on a career 
ladder with 1-3, 4-7, and 8-15 years of teaching experience 

Psychological States Work Outcomes 

Job Characteristics 
Experienced 

Meaningfulness 

Skill variety 
Task identity 
Task significance 
Autonomy 
feedback 

Psychological states 

Experienced meaningfulness 
Experienced responsibility 
Knowledge of results 

B 

B 

B 

Experienced Knowledge Internal General Growth 
Responsibility of Results Motivation Satisfaction Satisfaction 

B 
B 

B 

B 

B 

A,B,C 

B 

B 

C 
B 

B 

B 

B,C 

B 

B,C 

B 

B 

B 

A - The correlation coefficient was significant for teachers with 1-3 years of teaching experience 

B The correlation coefficient was significant for teachers with 4-7 years of teaching experience 

C The correlation coefficient was significant for teachers with 8-15 years of teaching experience 

Blank - The correlation coefficients are not significant for any teacher with 1-3, 4-7 or 8-15 years 
of teaching experience 

I-' 
U1 
~ 



Table 33. Summary table of the relationships among perceived job characteristics, 
critical psychological states and work outcomes for teachers not on a 
career ladder with 1-3, 4-7, and 8-15 years of teaching experience 

Experienced 
Job Characteristics Meaningfulness 

Skill variety 
Task identity 
Task significance 
Autonomy 
feedback 

Psychological states 

Experienced meaningfulness 
Experienced responsibility 
Knowledge of results 

Psychological States Work Outcomes 

Experienced Knowledge Internal General Growth 
Responsibility of Results Motivation Satisfaction Satisfaction 

B 
A B 

B 
A,C 

C 

C 

C 

C 
C 

A - The correlation coefficient was significant for teachers with 1-3 years of teaching experience 

B The correlation coefficient was significant for teachers with 4-7 years of teaching experience 

C The correlation coefficient was significant for teachers with 8-15 years of teaching experience 

Blank = The correlation coefficients are not significant for any teacher with 1-3, 4-7 or 8-15 years 
of teaching experience 

I-' 
U1 
U1 



1. In general, the perceived job characteristics 

were not strongly associated with the 

model-specified critical psychological states 

for teachers with 0-1, 1-2, 3-4, or 5-6 years 

of experience on a career ladder. However, 

the correlation between feedback and 

knowledge of results was significant for 

teachers with 0-1, 1-2, and 3-4 years of 

experience on a career ladder. In addition, 

the association between task significance and 

experienced meaningfulness and between task 

significance and experienced responsibility 

was only significant for teachers with 3-4 

years of experience on a career ladder. 

2. In general, the job characteristics did not 

have a strong predictive effect on the 

critical psychological states. However, the 

predictive effect of the job characteristics 

was moderately stronger for teachers with 3-4 

years of experience. The predictive power of 

feedback on knowledge of results was 

consistently significant for teachers with 

0-1, 1-2, or 3-4 years of experience on a 

career ladder. Of the relationships not 

predicted by the model, task significance was 
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a significant predictor of experienced 

responsibility for teachers with 0-1, 1-2, 

3-4, and 5-6 years of experience on a career 

ladder. 

3. The three critical psychological states were 

found to relate weakly to internal 

motivation, general satisfaction, and growth 

satisfaction for teachers with 0-1 and 5-6 

years of experience on a career ladder. 

However, the three critical psychological 

states were found to be moderately related to 

internal motivation, general satisfaction, 

and growth satisfaction for teachers with 2-3 

and 3-4 years of experience on a career 

ladder. 

4. In general, the perceived job characteristics 

had a moderately strong association with the 

model-specified critical psychological states 

for teachers on a career ladder with 4-7 

years of teaching experience. However, the 

association for teachers with 1-3 and 8-15 

years of teaching experience on a career 

ladder was weak. The relationship between 

skill variety and experienced meaningfulness 

was significant only for teachers with 4-7 
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years of teaching experience. Further, the 

association between perceived feedback and 

knowledge of results is significant for 

teachers with 1-3, 4-7, and 8-15 years of 

teaching experience. 

5. The perceived job characteristics had a weak 

association with the model-specified critical 

psychological states for teachers with 1-3, 

4-7, and 8-15 years of teaching experience 

off a career ladder. 

6. For teachers on a career ladder, the three 

critical psychological states had weak 

associations with internal motivation, 

general satisfaction, and growth satisfaction 

for teachers with 1-3 or 8-15 years of 

teaching experience but had a strong 

association for teachers with 4-7 years of 

teaching experience. For teachers with 4-7 

years of teaching experience, experienced 

meaningfulness was related to general 

satisfaction, and experienced responsibility 

was related to growth satisfaction. In 

addition, knowledge of results was related to 

general satisfaction, and knowledge of 

results was related to growth satisfaction. 
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7. For teachers off a career ladder, the three 

critical psychological states had a weak 

association with internal motivation, general 

satisfaction, and growth satisfaction for 

teachers with 1-3 and 4-7 years of teaching 

experience. However, the association for 

teachers with 8-15 years of teaching 

experience was moderately strong. 

8. For teachers on a career ladder, the five job 

characteristics had a weak association with 

internal motivation, general satisfaction, 

and growth satisfaction for teachers with 1-3 

and 8-15 years of teaching experience. 

However, the association for teachers with 

4-7 years of teaching experience was 

moderately strong. Teachers with 4-7 years 

of teaching experience had strong 

associations between skill variety and 

general satisfaction, skill variety and 

growth satisfaction, task significance and 

internal motivation, task significance and 

growth satisfaction, feedback and general 

satisfaction, and feedback and growth 

satisfaction. 
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9. For teachers off a career ladder, the five 

job characteristics had a weak association 

with internal motivation, general 

satisfaction, and growth satisfaction for 

teachers with 1-3, 4-7, and 8-15 years of 

teaching experience, although the association 

was slightly stronger for teachers with 8-15' 

years of teaching experience. 

Limitations of the study 
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The findings reported above should be interpreted with 

caution, due to the following reasons: 

1. Whenever large numbers of correlation 

coefficients are generated, many reach a 

prescribed level of significance by accident 

alone and must there be interpreted 

cautiously. That is, five out of 100 

correlation coefficients would be expected to 

"accidently" attain a significance of level 

of .05. 

2. In correlational research, one can not 

attribute causal explanations to observed 

correlations. Although a number of possible 

causal relationships will be suggested in an 

attempt to explain the results, conclusive 

causal inferences can not be made. 



3. Teachers were selected from only two school 

districts, thus affecting the 

generalizability of the findings. No attempt 

was made to select teachers randomly from the 

larger teacher population. 

4. Teachers in the two districts used in this 

study were not participating on identical 

career ladders, but were examined together as 

either on or off a career ladder. As a 

result, the reliability of teachers answers 

to the questions on the JDS may have been 

influenced as a result of this confounding 

variable. 
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In spite of these limitations and the need for caution 

in interpreting the results, conclusions can be drawn. 

These are discussed in Chapter 5, corresponding to the two 

central research questions and the two exploratory research 

questions. 
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CHAPTER 5 

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 

Many researchers in industry have focused their 

attention on the relationships between job redesign and 

worker satisfaction and productivity. Among the myriad of 

school restructuring proposals however, few have applied a 

job redesign conceptualization of teachers work to an 

analysis of career ladders. The job characteristics model 

developed by Hackman and Oldham (1975, 1976) continues to be 

one of the most comprehensive and widely used models at the 

present time in work redesign research. Therefore, this 

model was used as the framework and theoretical basis for 

this investigation. 

Hackman and Oldham (1976) hypothesized that five core 

job characteristics, skill variety, task identity, task 

significance, autonomy, and feedback (job), create three 

critical psychological states. In turn, these psychological 

states of experienced meaningfulness, experienced 

responsibility, and knowledge of results can lead to the 

three positive affective responses of general satisfaction, 

internal work motivation, and growth satisfaction. The 

model is depicted graphically in Figure 1 (p. 23). The key 

variables for this investigation were measured using the Job 
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Diagnostic Survey (JDS) developed by Hackman and Oldham 

(1975) in conjunction with their job characteristics model. 

The current investigation was designed to explore the 

efficacy of a theory, the job characteristics model (Hackman 

and Oldham, 1976), for studies in education. A second 

purpose was to ascertain the relationship in the model for 

teachers in two school districts in Southern Arizona. By 

way of contrast, the relationships in the model are also 

examined for teachers who are not on a career ladder. In 

addition, two exploratory questions were tested to determine 

whether the number of years on a career ladder or years of 

teaching experience affects the relationships presumed to 

exist in the job characteristics model. 

Research Question 1 

The results lend moderate support to the hypotheses 

related to Research Question 1 which examine the proposition 

that job characteristics are related to the model-specified 

critical psychological states. Teachers who reported skill 

variety, task significance, and feedback in their work 

experienced high levels of their corresponding critical 

psychological states. However, the results for the job 

characteristic of task identity (working on a "whole" and 

complete piece of work) were not supportive of the 

hypothesis. The finding that task identity was not related 

to experienced meaningfulness may be attributable to the 
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concept being too difficult to apply to the work of 

teachers, as suggested by Henderson (1987). Henderson 

states, "depending upon their points of view, teachers may 

conceive of a piece of work or identifiable task in terms of 

a lesson, period, day, unit, school year, or their student's 

school careers or lifetimes" (p. 100). In addition, the 

results for the job characteristic of autonomy (the degree 

of independence and discretion with work) were not 

supportive of the hypothesis. The finding that autonomy was 

not related with experienced responsibility may be 

attributable to teachers' perceptions that their impact on 

the lives of other people (task significance) is more 

strongly associated with feelings of personal accountability 

for their work. That is, teachers' feelings of 

responsibility and accountability are more related to their 

impact on students than on the independence they have in 

their jobs. Furthermore, teachers who have strong 

perceptions of autonomy in their work may simply have taken 

it for granted and, therefore, associate the significance of 

their work with an "internal" sense of accountability as 

opposed to a sense of accountability to some outside source. 

This finding is supported in the results since task 

significance was found to be strongly associated with 

experienced responsibility. 
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The expectation that the job characteristics relate to 

the critical psychological states was strongly supported. 

However, when all three job characteristics were entered 

into a stepwise regression model to predict the critical 

psychological states, only skill variety was a significant 

predictor of its corresponding critical psychological state 

experienced meaningfulness. Furthermore, neither autonomy 

nor task identity was a significant predictor of its 

corresponding critical psychological states, experienced 

responsibility and experienced meaningfulness, respectively. 

This finding is consistent with the previous findings and 

explanation regarding the lack of support for the 

hypothesized relationships between autonomy and experienced 

responsibility and task identity and experienced 

meaningfulness. 

The expectation that the three critical psychological 

states relate to the three work outcomes, internal 

motivation, general satisfaction, and growth satisfaction 

was supported. However, when all three critical 

psychological states were entered into a stepwise regression 

model to predict the three work outcomes, experienced 

responsibility and knowledge of results contributed more 

significantly to the three outcomes than experienced 

meaningfulness. These results indicated that experienced 



meaningfulness only significantly predicts in a secondary 

position to general satisfaction. 
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A possible explanation for this finding is that 

experienced meaningfulness corresponds more strongly to 

particular groups of teachers with the same length of 

teaching experience than to the sample as a whole. For 

example, knowledge of results (the degree to which a person 

knows how effectively he or she is performing) may be the 

most important variable for beginning teachers, more than 

experienced meaningfulness (work is seen as something 

important to their personal values and beliefs). This topic 

will be explored in the discussion of Exploratory Research 

Question 2, where the relationships in the model are 

examined for teachers by years of teaching experience. 

The expectation that the critical psychological states 

are related to the work outcomes, internal motivation, 

general satisfaction, and growth satisfaction, was 

moderately supported. 

The expectation that the job characteristics are 

related to work outcomes internal motivation, general 

satisfaction, and growth satisfaction was moderately 

supported. However, the results for the job characteristic 

of task identity (working on a "whole" and complete piece of 

work) were not supportive of the hypothesis. The finding 

that task identity was not related to internal motivation, 
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growth satisfaction, and general satisfaction is consistent 

with the previous findings that task identity was not 

related to its corresponding critical psychological state, 

experienced meaningfulness. 

As explained earlier, a possible explanation for this 

finding may be that teachers think of work or task as a 

lesson, period, day, unit, school year (Henderson, 1987). 

Without agreement on such terms as these, it may not be 

possible for teachers to identify the limits of the teaching 

task or the extent of their contributions to its completion. 

Furthermore, teachers in the sample varied more widely on 

their perceptions of this variable than any other. 

Research Question 2 

The results lend moderate support to the hypotheses 

related to Research Question 2 for teachers on a career 

ladder and moderate support for teachers off a career 

ladder. The proposition that job characteristics are 

related to the model-specified critical psychological states 

was also moderately supported for both teachers on and off a 

career ladder. Teachers on a career ladder who reported 

skill variety, feedback, and task significance in their jobs 

experienced high levels of the critical psychological 

states. However, the results for the job characteristic of 

task identity (working on a "whole" and complete piece of 

work) were not supportive. In addition, the results for the 
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job characteristic of autonomy (the degree of independence 

and discretion with work) were also not supportive of the 

hypothesis for teachers on a career ladder. 

The proposition that job characteristics are related to 

the model-specified critical psychological states for 

teachers off a career ladder was weakly supported. Teachers 

who had feedback in their work also experienced high levels 

of the corresponding psychological state. The results for 

the job characteristics of task identity, skill variety, 

task significance, and autonomy were not supportive of the 

hypothesis. 

A possible explanation for these findings is that the 

majority of teachers who are off of a career ladder have 

fewer years of teaching experience and as a group tend to 

place a higher value on feedback than any other job 

characteristic in the model. It may be that the job 

characteristics that correspond to the critical 

psychological state of meaningfulness are less important to 

teachers earlier in their career or newer to a school system 

(included in the off a career ladder group). Teachers who 

are less experienced may be less interested in work that 

stretches them any further (i.e., skill variety/ 

meaningfulness) and may be more interested in getting 

feedback and "surviving." In addition, teachers who are 

newer to the district and more experienced (and also off 
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a career ladder) may also be more interested in feedback 

about their performance relative to entering and orienting 

themselves to a new system, than to beginning immediately to 

design their work to "stretch" themselves (i.e., skill 

variety/meaning). 

The expectation that the job characteristics relate to 

the critical psychological states was moderately supported 

for teachers on a career ladder. When all five job 

characteristics were entered into a stepwise regression 

model to predict the critical psychological states, skill 

variety, feedback, and task significance were significant 

predictors of the critical psychological states. However, 

the results indicate that task identity and autonomy were 

not significant predictors of the critical psychological 

states. The finding that task identity was not a 

significant predictor of its corresponding psychological 

state, experienced meaningfulness, is consistent with the 

findings for the total sample of teachers in the study (see 

p. 64 for an explanation). The finding that autonomy was 

not a significant predictor of experienced responsibility is 

also consistent with previous findings for the total sample 

of teachers in the study. 

The expectation that job characteristics relate to the 

critical psychological states was moderately supported for 

teachers off a career ladder. When all five job 
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characteristics were entered into a stepwise regression 

model to predict the psychological states, only feedback was 

a significant predictors of the critical psychological 

states. 

The finding that skill variety predicts and is related 

to experienced meaningfulness for teachers on a career 

ladder but not for teachers off a career ladder may be 

attributable to the fact that as teachers progress from 

entry status to higher levels of a career ladder, the range 

of their expected level of responsibilities should increase. 

As suggested by Henderson (1987, p. 103), "though a causal 

claim is not justified, it may be that the jobs of teachers 

on a career ladder have been redesigned so that teachers' 

perceptions of skill variety tend to be enhanced." A second 

explanation may be that since most of the teachers off of a 

career ladder have less teaching experience, they may 

emphasize feedback rather than expanding the skills that are 

utilized in a variety of different and increasingly 

challenging activities (skill variety). 

The proposition that the critical psychological states 

are related to internal motivation, general satisfaction and 

growth satisfaction also received moderate support for 

teachers on and off a career ladder. That is, both teachers 

on and off a career ladder who had experienced 

meaningfulness, experienced responsibility and knowledge of 
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results generally experienced high levels of work outcomes. 

A possible e~planation for this finding is that more 

experienced teachers not participating on a career ladder 

may be influenced by the particular conditions of a 

specific school that enhance the relationship between the 

psychological states and work outcomes (see, for example, 

Rosenholtz, 1989; Conley, 1989). A second explanation may 

be that for beginning teachers not participating on a career 

ladder the focus of the districts' staff development 

programs and limited requirements for teachers in the 

earlier stages of their careers is appropriate. 

The expectation that the critical psychological states 

relate to internal motivation, general satisfaction, and 

growth satisfaction was supported with regression 

coefficients for teachers on and off a career ladder. That 

is, when all three critical psychological states 

(experienced meaningfulness, experienced responsibility, and 

knowledge of results) are combined in a stepwise regression 

model to predict the three work outcomes, the three critical 

psychological states contribute significantly to the 

prediction of the three work outcomes in a similar manner 

for teachers on and off a career ladder. This finding is 

consistent with the previous findings. 

The proposition that job characteristics are related to 

internal motivation, general satisfaction, and growth 
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satisfaction was weakly supported for teachers on and off a 

career ladder. The similarity in findings between teachers 

on and off a career ladder is also consistent with the 

previous two findings. However, as Hackman and Oldham 

(1980) noted, the weaker relationship between job 

characteristics and work outcomes in the current 

investigation than between the critical psychological states 

and the work outcomes is supported by their research on the 

job characteristics model. 

Exploratory Research Question 1 

The proposition that the job characteristics are 

related to the model-specified critical psychological states 

was weakly supported for teachers with 0-1, 1-2, and 5-6 

years of experience on a career ladder. This finding is 

consistent with the previous findings in Research Question 2 

and the explanation that the conditions in a particular 

school may have a stronger influence on the model-specified 

relationships for teachers than participation on a career 

ladder. Furthermore, the model-specified relationship for 

teachers with 3-4 years of experience on a career ladder 

indicated a slightly stronger relationship than the other 

groups because the relationship between task significance 

and the psychological states was supported. A possible 

explanation for this finding is that task significance (the 

degree to which a person perceives their job has sUbstantial 
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impact on the lives of others) may be more important to 

teachers in advanced stages of their careers who may have 

developed greater confidence in their skills and therefore 

go beyond feedback to placing greater importance on the 

impact of their job on others (task significance). This is 

contrast to the perceptions of beginning teachers for whom 

feedback is of primary importance. This explanation will be 

further explored in the next section, which examines the 

findings related to interactions between the components of 

the model and teachers with different amounts of teaching 

experience. 

The expectation that the critical psychological states 

would relate to the job characteristics for teachers with 

0-1, 1-2, and 5-6 years of experience on a career ladder was 

weakly supported when all three job characteristics were 

entered into a stepwise regression model to predict the 

critical psychological states. However, it was found that 

the hypothesized relationships for teachers with 3-4 years 

of experience were stronger than the hypothesized 

relationships between the critical psychological states and 

the job characteristics for teachers with 0-1, 1-2, and 5-6 

years on a career ladder, indicating moderate support for 

the relationship between the critical psychological states 

and the job characteristics as reported in the previous 

finding. This finding, consistent with previous findings, 
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may suggest that the lack of differentiation among teachers 

who have participated on a career ladder for different 

lengths of time may suggest that the working conditions in a 

specific school have a stronger influence on teachers' 

perceptions of their work than the requirements of a career 

ladder (see Rosenholtz, 1989). 

The proposition that the three critical psychological 

states are related to the three work outcomes (internal 

motivation, general satisfaction, and growth satisfaction) 

was weakly to moderately supported among the different age 

groups. Teachers with 0-1 and 5-6 years on a career ladder 

show low levels of association, and, teachers with 1-2 and 

3-4 years had slightly higher levels. These findings are 

consistent with the interpretations in the previous 

paragraphs and will be further explored in the next section, 

which discusses the effect of years of teaching experience 

on the relationships within the model. 

Exploratory Question 2 

The proposition that job characteristics are related to 

the model-specified critical psychological states for 

teachers on a career ladder was weakly supported for 

teachers with 1-3 and 8-15 years of teaching experience, but 

received greater support among teachers with 4-7 years of 

teaching experience. Teachers with 4-7 years of teaching 

experience who reported skill variety, feedback, and task 
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significance in their jobs experienced high levels of the 

critical psychological states. However, the results for the 

job characteristic of task identity were not supportive of 

the hypothesis, consistent with the findings reported in 

Research Question 1. In addition, the results for the job 

characteristic of autonomy were not supportive of the 

hypothesis. 

These findings are also consistent with the findings 

reported for research question one. One possible 

explanation, consistent with the previous findings, is that 

teachers may value the impact of their work on students 

(task significance) more than their independence (autonomy), 

which they may simply take for granted. A possible 

explanation for the importance of skill variety and 

experienced meaningfulness in the work of teachers with 4-7 

years of teaching experience may be that once mastered, 

teachers' work becomes routine, tedious, and monotonous 

unless there is further challenge that stretches their 

talents and skills. 

The proposition that the job characteristics are 

related to the model-specified critical psychological states 

of teachers off a career ladder was weakly supported for all 

teachers with 1-3, 4-7 and 8-15 years of teaching 

experience. However, teachers in all three groups who had 

feedback in their jobs experienced high levels of knowledge 
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of results, emphasizing the importance of feedback (job) to 

teachers at all levels of teaching experience, consistent 

with previous findings. 

The finding that the relationships for teachers off of 

a career ladder are weak should be interpreted with caution 

because the size of the sample for these teachers is 

substantially smaller than the size of the sample for 

teachers on a career ladder. In addition, the sample of 

teachers off of a career ladder consisted of a larger number 

of teachers in the early stages of their careers than later 

in their careers. However, there is the possibility that 

participation on a career ladder may influence teachers' 

perceptions of their work, an influence denied colleagues 

not participating on a career ladder. 

The expectation that the critical psychological states 

relate to internal motivation, general satisfaction, and 

growth satisfaction for teachers on a career ladder with 1-3 

and 8-15 years of teaching experience was weakly supported. 

However, the hypothesized relationships for the teachers 

with 4-7 years of teaching experience on a career ladder 

were moderately supported, consistent with previous 

explanations and findings. 

The expectation that the critical psychological states 

relate to internal motivation, general satisfaction, and 

growth satisfaction for teachers with 1-3, 4-7, and 8-15 



years off a career ladder was weakly supported. However, 

the results for the relationship between knowledge of 

results and the work outcomes was stronger for all three 

groups, in particular for teachers with 8-15 years of 

teaching experience, than the other relationships between 

work outcomes and the critical psychological states. 

177 

The finding that knowledge of results and work outcomes 

are strongly associated is not surprising. Interestingly, 

knowledge of results was especially important to teachers 

with 8-15 years of teaching experience off a career ladder 

which might be explained by the importance of feedback (job) 

for more experienced teachers who are newer to the school 

system. That is, more experienced teachers who are newer to 

the system (off a career ladder is equated with being new to 

the system) may find feedback from the job particularly 

important in order to determine how the feedback they 

receive from the job matches with the expectations of the 

system to which they are new and their level of success and 

"match" with the new system. 

The proposition that the job characteristics are 

related to the work outcomes, internal motivation, general 

satisfaction and growth satisfaction, for teachers on a 

career ladder with 1-3 and 8-15 years of teaching experience 

was weakly supported. However, the hypothesized 

relationships for teachers with 4-7 years of teaching 
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experience on a career ladder were moderately supported. 

Teachers with 4-7 years of teaching experience who had skill 

variety, task significance, and feedback in their jobs 

experienced higher levels of internal motivation and q~o~th 

satisfaction. This finding may be attributable to different 

perceptions of their work at this stage of their career as 

discussed in previous sections. A speculation about this 

explanation may be that a career ladder program supports or 

reinforces (or does not support or reinforce) the already 

existing perceptions of the teachers who are on a career 

ladder rather than "causing" the teachers' perceptions. 

Whether or not participation on a career ladder supports the 

expectations of teachers at different levels of their career 

remains open to question. The current findings indicate the 

kinds of differences associated with teachers with different 

levels of teaching experience on and off a career ladder, 

but one should not infer causality. 

The proposition that the job characteristics are 

related to the work outcomes for teachers off a career 

ladder with 1-3, 4-7, and 8-15 years of teaching experience 

was weakly supported. However, the results for teachers 

with 4-7 and 8-15 years of teaching experience indicated 

that teachers who had skill variety, task significance, and 

feedback in their jobs had higher levels of internal 

motivation and growth satisfaction. 



Implications and Recommendations for Further Research 

Implications for Policv and District 
Modification of Career Ladder Projects 

Over the past several years, the Arizona legislature 

179 

has allocated approximately $60 million to the state's 

career ladder system. According to an evaluation of the 

career ladder project in Arizona (Packard, 1990), teachers 

reported one of the greatest benefits of the ladder to be 

professional opportunities. From a work redesign 

perspective, however, one is left to speculate whether the 

actual design of teachers work has been influenced by the 

career ladder project or whether work redesign has been more 

a function of local efforts of schools and districts 

independent of the career ladder project. 

The results of the current study suggest that 

differences exist between how teachers participating and not 

participating on a career ladder perceive their work. 

However, one is left to speculate about whether the design 

of work for most teachers on career ladders has really 

changed much at all. Differences among teachers' 

perceptions could be a function of the specific school 

context, developmental level of the teacher, or numerous 

other factors. Has the structure of work for teachers in 

career ladder districts changed so that teachers have time 

to carryon a professional dialogue? Has the design of work 
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changed such that the responsibilities of beginning teachers 

are different from more experienced teachers as suggested by 

investigations of beginning teachers with a work redesign 

approach (e.g., Hart, 1990)? Close examination of the 

career ladder project in Arizona suggests that teachers are 

being given many opportunities for professional advancement, 

are being required to be more accountable for student 

achievement through sophisticated reporting systems, and are 

receiving higher salaries from career ladder projects. On 

the very highest levels of the ladder, some teachers' work 

may have changed owing to opportunities to give "feedback" 

to lower-level colleagues. In brief, if the legislature 

desires to attract, retain, and motivate high-quality 

teachers, then perhaps the guidelines and recommendations 

for career ladders need to focus on how work is being 

redesigned using a theoretical structure such as the Job 

Characteristics Model (Hackman and Oldham, 1980). 

The results of the current study indicate differences 

between how subgroups of teachers perceive their work. The 

Job Characteristics Model (Hackman and Oldham, 1980), 

therefore, may serve as a theoretical basis for groups of 

local teachers and administrators to begin a dialogue about 

the redesign of teachers' work. Discussions about the 

future redesign of career ladders may then be grounded in a 
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theory of human motivation and its application to the actual 

redesign of work. 

Recommendations 

Recommendations for further research resulting from 

this investigation focus on two major issues: those dealing 

with the theoretical model and those dealing with 

organizational practices. 

Theoretical Model Issues. The results of this study 

were generally supportive of Hackman and Oldham's (1980) 

model. This suggests that the model is generally applicable 

to this heterogeneous sample of teachers. The following 

recommendations are made regarding theoretical issues: 

1. The strong support found for task 

significance, skill variety, and feedback in 

applying the Job Characteristics Model 

(Hackman and Oldham, 1980) in education has 

implications for future research. The 

results suggest that not all of the job 

dimensions developed in industrial research 

apply in education. Future research may 

concentrate on understanding how teachers 

perceive and interpret these dimensions of 

their work and how these perceptions change 

through work redesign. More field-based 



methods would probably assist in these 

efforts. 

2. In spite of the general support for the Job 

Characteristics Model, future research could 

focus on revising specific relationships 

within the model. specifically, the concept 

of task identity might be revised to reflect 

better the work of professional teachers. 

3. A replication of the study might incorporate 

a larger sample of teachers to help establish 

the generalizability of the model and the 

patterns found for teachers and subgroups of 

teachers (e.g., level of experience, 

elementary versus secondary, etc.). A 

longitudinal study might capture the effect 

of changes in work redesign. 

4. Comparisons of schools and school districts 

with the Job Characteristics Model coupled 

with interviews of teachers might reveal 

valuable insights into effective redesign 

efforts and non-effective work redesign 

efforts. In addition, this might provide 

policy makers with a richer understanding of 

how individuals in educational settings, in 

contrast to industrial work settings, 
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interpret the components of the Job 

Characteristics Model. 

Organizational Practices Issues. The results of the 

study have three major implications for organizational 

practices: 

1. In future research, data could be collected 

from schools participating on a career ladder 

plan and schools not participating on a 

career ladder plan in order to investigate 

possible career ladder program effects. The 

inclusion of schools not on a career ladder 

plan would provide a more balanced group of 

teachers on a career ladder to compare with 

teachers not on a career ladder. 

2. A longitudinal study using multiple 

methodologies could track teachers undergoing 

work redesign. As suggested by Hart (1990, 

p. 62), "a variety of job perceptions 

(survey, interview, researcher observation) 

and quantitative outcomes can be measured." 

These more in-depth investigations could also 

be conducted for teachers at particular 

levels of a career ladder. Further, as noted 

by Hart (1990), such data can provide 

information about the powerful socialization 
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process that goes on in schools, particularly 

for novices and experienced "newcomers." 

3. In conclusion, principals and career ladder 

planners should find ways to help teachers 

make changes in the design of their work. 

The Job Characteristics Model is a useful 

tool for beginning a dialogue about work 

design and change within specific school 

contexts and perhaps as a device for 

interpreting changes that may occur as a 

result of the process. Within the 

complexities of school change, a dialogue 

about specific features of work redesign may 

ensure that changes will reflect the actual 

needs of teachers. 
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APPENDIX A 

JOB DIAGNOSTIC SURVEY 



Demographic Information 

Instructions: Select one Item per question which best describes you or your position. 

1. GENDER 

2. AGE 

3. EDUCATION 

(1) Male 

(1) __ under 20 
(2) __ 20-29 
(3) __ 30-39 

(1) __ Bachelor's degree only 

(2) Female 

(4) __ 40-49 
(5) __ 50-59 
(6) 60 or over 

(2) __ Bachelor's degree and graduate work 
(3) __ Master's degree 
(4) __ Master's degree and graduate work 

4. CURRENT POSITION 

(1) Teacher __ K-3 or 4-6 

(2) Counselor 
(3) Special Education 
(4) __ Librarian 
(5) __ Other, please specify _________ _ 

5. SCHOOL NUMBER ______ _ 
6. Number of Years total as a teacher In the profession: 

(1 )__ 1-3years 

(2)__ 4-7 years 

(3)__ 8-15 years 

(4)__ 16-25 years 

(5)__ Over 25 years 
7) Current Career Ladder Participation 

1) On the ladder __ 
2) Not on the ladder __ 

8) Number of years total as a teacher on the ladder (If applicable): 

1) __ 0-1 years 

2) __ 1-2 years 

3) __ 3-4 years 

4) __ 5·6 years 

5) __ 7-8 years 

6) __ 9 or more 
9) DISTRICT 

1) CFSD _ 2) F.W. _ 
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Demographic Information 
Page 2 

10) Current Level on the Career Ladder and number of years on each 
level: 

CFSP: 
Current Level 
(Place an X on 
current level 
only) 

1. Entry 

2. Level 1 

3. Level 2 

4. Level 3 

5. Level 4 

6. LevelS 

7. Level 6 

8. Other 

FLOWING WELLS; 
Current Level 
(Place an X on 
current level 
only) 
1. Entry 

2. Group 3 __ _ 

3. Group 2 __ _ 

4. Group 1 __ _ 

Number of years spent on 
each level and number of years 
spent on current level. 

Number of years spent on 
each level and number of years 
spent on current level. 
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JOB DIAGNOSTIC SURVEY 

This questionnaire was developed as part of a Yale University study of jobs and how people react to them. The 
questionnaire helps to determine how jobs can be beller designed. by obtaining information about how pcnple react to 
diHercnt kinds of jobs. 

On the following pages you will rind several dirrerent kinds of questions about your job. Specific instructions are !liven at 
the start of each section. Please read them carefully. II should take no more than 25 minutes to complete the entire 
questionnaire. Please move through it quickly. 

The questions are dcsi!lned to obtain youI' perceptions of your job and youI' reactions to iI. 

There nrc no trick que~tions. Your individual answers will be kept completely confidential. Please answer each item as 
honestly and frankly as possible. 

Thank you for your cooperation. 

SECTION ONE 

This part of the questionnaire asks you to describe your job. as objectively as you can. 

Plea~e do IInl us thi~ part of the questionnaire to show how much you like or dislike your job. Questions ahout that 
will come later. Instcml. try 10 makc your uescriptions as accurate and as objective as you possillly c:m. 

A sample question is given below. 

A. To what extent docs your job require you to work with mechanical equipment? 

1-------2-------J-------4-------s------~------7 
Very lillie: the job requires Moderately Very much: thc joll requires 
almost no contact with almost conslant work with 
mechanical equipment of mechanical equipment. 
any kind. 

You are 10 ci,.c1e the numhcr which is the most nccurnte description of your job. 

If. for example. your job rcquircs you to work with mechanical equipment a good deal of the time-but also requires 
somc papcrwork -you mighl circle the numller six. as was done in Ihe example abovc. 

If you do nOI unucrstand the~c instructions. please ask for assistance. If you do understand them. turn Ihe pane and hcgin. 
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1. To what extent does your job require you to work closely wilh olher people (either "clients," or people in related jobs in 
your own organization)'1 

1-------2-------3-------4-------5-------6-------7 
Very little: dealing with 
other people is not at all 
necessary in doing the job. 

Moderately: some dealing 
with others is necessary. 

Very much: dealing with 
other people is an absolutdy 
essential and crucial part of 
doing the job. 

2. How much allionomy is there in your job'! That is. to what extent does your job permit you to decide on your own how 
to go about doing the work'! 

1-------2-------3-------4-------5-------6-------7 
Very Iitth:: the job gives me 
almost no personal "say" 
about how and when the 
work is done:. 

Moderate autonomy: many 
things are standardized and 
not under my control. but 1 
can make some decisions 
about Ihe work. 

Ve:ry much: the job gives 
me ulmosl complc:te: rcspon· 
sibility for dc:ciding how 
and whe:n Ihe work is donc:. 

J. Til whal eXI\'nlllllcs yonr jnb involve doinG a "w/role "and identifiable pil!cC o!work?That is. is the job ~ eo~ph:,te piece 
of work thut has un obvious beginning and end'! Or is it only II small pari of 1111: overall piece: of wor!.. winch I~ 11I1I~III.:lllJy 
other people or by aUlomatic machines'! 

1-------2-------3-------4-------5-------6-------7 
My job is only a tiny part of 
the overall picce: of work: 
the: results or my activities 
cannot be se:e:n in the final 
product or ~e:rvice:. 

My job is a moderalc-sized 
"chunk M or the overall piece 
oC work: my own contribu
tion can be seen in Ihe final 
oUlcome. 

My job involve:s doing the 
whole piece of work. rrom 
slart to finish: the results or 
my activities are easily sec:n 
in Ihe final produci or 
service. 

4. How much vart'ety is there in your job'! ThaI is. 10 what extent dOllS the job require you to do many difrerent things at 
work, usinC u vurillly oC your skills and IUIc:OIS'/ 

1-------2-------3-------4-------5-------6-------7 
Very lilllll: Ihll jub rcquin:s Moderate yuriC:ly. Very much: Ihe: job requires 
mil to do the same ruuline lIle 10 du nmny difCereni 
Ihincs oVllr and uver aGain. lhinGs. usinC u number uC 

diCCc:rent skills and lalems. 

5, ',n general. ho~ significanl or ill/porlanl is your job'! Thai is. arc the results or your work likllly to siGniCicanlly afCc:ctlhe 
hycs ur well,belOC uC olhcr peoplll? 

1-------2-------3-------4-------5-------6-------7 
Not very significant: the Moderately significant. Highly significant: the 
outcomc:s oC my wurk arc oUlcumc:s of my work can 
nul likely to have impurtant aHeel other pcopll.: ill Vl.:ry 
eHccts on olhcr pcuple. important ways. 

6. To what e:xtcnt do managel's 'or co·workers let you know how well you arc dOing on your job? 

1-------2~------3-------4-------5-------6-------7 
Very little: pcople almost Moderately: somelimes Very much: managers or 
never let me: know how well people rna)' give me "reed· co'workers provide me with 
I am doing, buck": 01 her times they almost constunt "Ccedbuck" 

may not. about how we:lIl am doing. 
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7. To whal eXlenl does doinlltlr~ job its~l/provide you with information aboul your work performance? ThaI is. does the 
actuallVo,.k ;tslli/provide clues about how well you are doing-aside Crom any "Ceedback" cO'workers or supervisors 
may provide'! 

1-------2-------3-------4-------5-------6-------7 
Very lillie: the job itself is 
set up so I could work for' 
ever without finding out 
how weill am doing. 

- ..Moderately: sometimes 
doing the job provides 
"Ceedback"to me: some
times it docs not. 

SECTION TWO 

Li£ted below are a number of statements which could be used to describe a job. 

Very much: the job isset up 
so that I get almost constant 
"feedback" as I work about 
how weill am doing. 

You arc to indicate whc:ther each statement is an accuralll or an inaccuratll description of your job. 

Once again. please try to be as objective as you can in deciding how accurately each statement describes your job
regardlc:ss o{ whether you like or dislike your job. 

Write a number in the blank beside each statement. based on the rollowing scale: 

I 
Very 

Inaccurate 

2 
Mostly 

Inaccurate 

How accuralll is Ihll slaillmllni in d~scribing your job? 

3 
Slightly 

Inaccurate 

4 
Uncertain 

5 
Slightly 

Accurate 

___ I. The job requires me to usc a number oC complex or high·level skills. 

___ 2. The job requires a lot o{ cooperative work with other people. 

6 
Mostly 

Accurate 

7 
Very 

Accurate 

___ J. The job is arranged so that I do not have the chance to do an entire piece of work from beginning to end. 

___ 4. Just doing the work required by the job provides many chances ror me to figure out how well I am doing. 

___ 5. The job is quite simple and repetitive. 

___ 6. The job can be done adequately by a person working alone-without talking or checking with other people. 

___ 7. The supervisors and co·workerson this job almosl nllv~rgive me any "feedback" about how weill am doing 
in my work. ' 

___ 8. This job is one where a lot of other people can be a(fected by how well the work gets done. 

--_ 9. The job denies me any chance to use my personal initiative or judgment in carrying out the work. 

___ 10. Sup.:rvisors often let me know how well they think I am performing the job. 

___ 11. The job provides me the chance ,to c9mpl~tely finish the pieces of work 1 begin. 

___ 12. The job itself provid:s very few clues about whether or not lam performing well. 

___ 13. The: job gives me considerable opportunity for Independence and freedom in how I do the work. 

___ 14. The job itself is not very significant or Important in the broader scheme of things. 
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SECTION THREE 

Now please indicate how .1'011 persona/{v /eel about your job. 

ElIch of the stalements below is something Ihat a person might say about his or her job. You are to indicate your own 
personal /ee/illgs about your joll by marking how much you agree wilh each of the statements. 

Wrilc a number in the blank for each slatement, bnsed on Ihis scale: 

Di~a!lrce 
Strongly 

2 
Dis:lsrce 

How much do you agre/1 with the statement? 

J 
Disagree 
Slighlty 

4 
Neutral 

5 
Agree 

Slightly 

6 
Agree 

7 
AJ:rcc 

Strongly 

___ I. It·s hard, on this job. for me 10 care very much about whelher or notlhe work gets done righl. 

___ 2. My opinion of myself goes up when I do this job well. 

___ J. Generally speaking. I am very salisfied with Ihis job. 

___ 4. Most of the things I have 10 do on Ihis job seem useless or trivial. 

___ S. I usually know whelher or not my work is satisfactory on lliis job. 

___ 6. I fed a great sense of personal satisfaction when I do Ihis job well. 

--_ 7. The work I do on Ihis job is very meaningful to me. 

--- 8. I feel a very high degree of personal responsiblity for the work I do on this job. 

--_" 9."1 frequently think of quilling Ihis job., 

___ 10. I feel bad and unhappy when I discover Ihatl have performed poorly on this job. 

___ 11. I often have Irouble figuring out whelher I'm doing well or poorly on this job. 

___ 12. I feel I should personally lake the credit or blame Cor the results oC my work on this job. 

___ IJ. I am generally satisfied with Ihe kind or work I do In this job. 

___ 14. My own reelings generally arc not aUecled much one way or Ihe other by how weill do on this job. 

___ 15. Whether or not this job gelS done right Is clearly my responsibility. 

SECTION FOUR 

Now please indicate how satis{led you arc wilh each aspect of your job listed below. Once again wrilc Ihe appro-
priate number in Ihe blank beside each slalement. ' 

How satisfied are you with this aspect 0/ your job? 



I 
Extremely 

DiSSlllisCied 

2 
DiSSlltisCicd 

3 
Slightly 

DissatisCied 

___ I. The amount of job security I have. 

4 
Neutral 

___ 2. The amount of pay and fringe benefits I receive. 

5 
Slightly 
Satisfied 

_ J. ;rhe amount of personal growth and development I get in doing my job. 

___ 4. The people I talk to and work with on my job. 

___ S. The dl.!gree of respect and fair trellimentl receive from my boss. 

___ o. ,The feeling of worthwhile accomplishment I get from doing my job. 

___ 7. The chance to get to know other people while on the job. 

___ 8. The amount of support and guidance 1 receive from my supervisor. 

6 
SatisCied 

___ 9. The dc:gree to which I am fairly paid for what I contribute to this organization. 

___ ,0. The amount of independent thought and action I can exercise in my job. 

___ II. How secure things look for me in the future in this organization. 

___ 12. The chance to help other people while at work. 

__ IJ.lrhe amount of challenge in my job. 

___ 14. The overall quality of the supervision I receive in my work. 

SECTION FIVE 

7 
Extremely 
Satisfied 

Now please think of the other people in your organization who hold the same job you do. U no one has exactly the 
same job as you. think of the job which is most similar to yours. 

Please think about how accur,lIely each of the statements describes the feelinlls of those people about the job. 

" is 4ui1e: all rillht if your answers here arc different from when you described your OIVII rcactions to the job. Oftcn 
different people: feel quite differently about the same job. 

Once again. write a number in the blank {or each statement. based on this scale: 

1 
Disagree 
Strongly 

2 
Disagree 

How much do )'ou agree with the statement! 

3 
Disagree 
Slightly 

4 
Neulral 

5 
Agree 

Slightly 

6 
Agrcc 

7 
Agree 

Sirongly 

___ I. Most people on this job feel a 'great sense of personal satisfaction when they do the job well. 

__ 2. Mosl people on this job arc very satisfied with the job. 

___ 3. Most people on this job feel that the work is useless or trivial. 

___ 4. Most people on this job feel a great deal of personal responsibility for the work Ihey do. 

___ 5. Most people on this job have a pretty good idea of how well they arc performing their work. 
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_ 6. Most people on this job find the work very meaningful. 

___ 7. Most people on this job feci that whether or not the job geLS done right is clearly their own responsibility. 

___ 8. People on this job often think of quilling. 

--- 9. Most people on this job Ceel bad or unhappy when they find that they have performed the work poorly. 

___ 10. Most people on this job have trouble figuring out whether they arc doing a good or a bad job. 

SECTION SIX 

Listed below arc a number of characteristics which could be present on any job. People diCCer about how much they 
would like to have each one present in their own jobs. We arc interested in learning how much you personally would 
like to have each one presenl in your job. 

Using the scale below. please indicate the degree to which you would like to have each characteristic present in your job. 

NOTE: The numbers on Ihis scale are different from those used in previous scales. 

4 
Would like 
having this 
only a 
moderate 
amount 
(Ot h:ss) 

5 6 7 
Would like 
having this 
very much 

___ I. High respect and fair treatment Crom my supervisor. 

___ 2. Scimulating and challenging work. 

- __ J. Chances to exercise independent thought and action in my job. 

___ 4. Great job security. 

___ 5. Very friendly co·workers. 

___ 6. Opportunities to learn new things from my work. 

___ 7. High salary and good fringe benefiLS. 

--- 8. Opportunities to be creative and imaginative in my work. 

___ 9. Quick promotions. 

___ 10. Opportunities lor personal growth and development in my job. 

___ 11. A sense of worthwhile accomplishment in my work. 

8 9 10 
Would like 
having this 
extremely 
much 
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SECTION SEVEN 

People diC£c:r in the kinds of jobs Ihey would mosllike to hold. The questions in this section give you a chance 10 say just 
what it is about a job Ihat is most important to )Iou. 

For cach quastion. /IVa dif/arent kt'nds 0/ jobs are brt'e/{v described. You are to indicate which a/the jobs ,1'01/ 
persollall)l would prefer-if you had 10 make a choice between them 

In answc:ring each question. assume that everything else about the jobs is the same. Pay attenlion only to the 
chal"acici j~ljc~ aClually Ij~lcJ. 

Two examples arc: given below. 

JOB A JOBB . 
A job rcquiring work with mechani- A job requiring work wilh other 
cal equipment most of the day people most of the day 

1--------·-----2------------0------------4 -------------5 
Strongly Slightly Neutral Slightly Strongly 
Prefer A Prefer A Prefer B Prefer Il 

H you like working with people and workins with equipment equally well. you would circle the number J. as has been 
done in Ihe example. 

• • • • • 
Here is another example. This one asks Cor a harder choice-between two jobs which both have some undesirable 
features. 

JOB A JOBB 
A job requiring you to expose your- A job located 200 miles from your 
self to considerable physical danser. home and family. 

1------------(1)------------3-------------4-------------5 
Stwnllly Slishtly Neutral Slishtly Sironsly . 
Prefer A Prefer A Prefer IJ Prefc:r Ii 

H you would ~Ii!lhlly prefcr risking physical danger 10 workins far from your home. you would circle number 2. as has 
been done in the example. 

Please ask lor assistance t'/ )Iou do not understand exactly how to do (hl!se questt'ons. 

JOB A 

1. A job where the pay is very good. 

JOBB 

A job where there is considerable 
opportunity to be creative and 
innovative. 

1-------------2-------------3-------------4-------------5 
Strongly 
PrcCer A 

Slightly 
PrcCer A 

Neutral Slightly 
Prefer B 

Strongly 
Prefc:r IJ 
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JOB A 

2. A job where you are often required 
to make important decisions. 

JOBB 

A job with many pleasant people to 
work with. 

1-------------2-------------3-------------4-------------5 
Strongly 
Prefer A 

Slightly 
Prefer A 

3. A job in which greater responsibility 
is given to those who do the best 
work. 

Neutral Slightly 
Prefer B 

Strongly 
Prefer B 

A job in which greater responsibilily 
is given 10 loyal employees who have 
the most ~eniority. 

1-------------2-------------3-------------4-------------5 
Strongly 
Prefer A 

Slightly 
Prefer A 

4. A job in an organization which is in 
financiallrouble-and might have 10 
close down within the year. 

Neutral Slighily 
Prefer B 

Sirongly 
Prefer B 

A job in which you arc nOI allowed 
to have any say whalever in how 
your work is ~chellulcal. or in Ihe 
procedures 10 be used in carrying il 
out. 

1-------------2-------------3------~------4-------------5 
Strongly Slightly Neutral Slightly Strongly 
Prefer A Prefer A Prefer B Prefer B 

JOB A 

5. A very rouline job. 

JOBB 

A job where your co-workers are nol 
very friendly. 

1 ,------------2-------------3-------------4-------------5 
Sirongly 
Prefer A 

Slightly 
Prefer A 

6. A job with a supervisor who is often 
very crilical of you unll your work in 
front of olher people. 

Neutral Slightly 
Prefer 8 

Strongly 
Prefer 8 

A job which prevenls you from using 
a number of skills Ihal you worked 
hard to develop. 

1-------------2-------------3-------------4-------------5 
Strongly 
Prefer A 

Slightly 
PrcCerA 

7. A job wilh a supervisor who respecls 
you and IrealS you fairly. 

Neutral Slightly 
Prefer B 

Strongly 
Prefer B 

A job which provides conslanl 
opporlunities for you 10 learn new 
and intc:rc:slingthings. 

1-------------2-------------3-------------4-------------5 
Sirongly 
Prefer A 

Slightly 
Prefer A 

Neutral Slightly 
Prefer B 

Strongly 
PrcCer B 
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JOB A 

8. A job where there is a real chance 
you could be laid oll. 

JOBB 

A job with vel}' Iiltle chance to do 
challenging work. 

1-------------2-------------3-------------4-------------5 
Strongly 
Prefer A 

Slightly 
Prefer A 

9. A jo'.:i in which there is a real chance 
for you to dcvelop new skills and 
advance in the organization. 

Neutral Slightly 
Prefer B 

Strongly 
Prefer B 

A job which provides lots of vaca' 
tion time and an excellent fringe 
benefit package. 

1-------------2-------------3-------------4-------------5 
Strongly 
Prefer A 

Sliehtly 
Prefer A 

10. A job with lillIe freedom and 
independence to do your work in the 
way you think best. 

Neutral Slightly 
Prefer B 

Strongly 
Prefer B 

A job where the working conditions 
arc poor. 

1-------------2-------------3-------------4-------------5 
Stronely 
Prefer A 

JOB A 

Slightly 
Prr:Cer A 

II. A job wilh vel}' satisfying team· 
work. 

Neutral Slightly 
Prefer B 

JOBB 

Stronely 
Prefer 8 

A job which allows you to use your 
skills and abililies to the fullcst 
elltent. 

1-------------2-----------~-3-------------4-------------5 
Strongly 
Prefer A 

Slightly 
Prefer A 

12. A job which orrers lillie or no 
challt:nge. 

Neutral Slightly 
Prefer B 

Strongly 
Prefer 8 

A job which requires you to be 
completely isolatcd from co·workers. 

1-------------2-------------3-------------4-------------5 
Strongly 
Prcfcr A 

Sliehtly 
Prefer A 

Neutral Slightly 
Prefer 8 

Strongly 
Prefer 8 
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