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ORGANIZATIONAL GOALS AS DETERMIMGNTS OF

LOWER MANAGEMENT JOB SATISFACTION

Abstract

Questionnaire basad data from 47 Indlan corporat ions indigcated
interesting causal 1inkages between the goals of top management and
the level of job satisfactlon of the relatively lowsr level of managew
mertt v isep=uis variouys job factorss Three hypotheses were assessed,
namely, that each goal different ially affects t’,tﬁe various facets of
lower management job satisfaction, that gosls differ in their patterns
of affects on lawar menagement job satisfaction, and that goals differ

on the extent of impact on lcower managemznt job satisfactions The data

broadly supported tho hypotheses, Implieations of tho findings for

organizat ion theory and management practicu ar disoussede Hypothases

omgroing from the study aro statode
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ORGANIZATIONAL GOALS_AS_DETERMINANTS. OF L JER SANAGEMENT J0B
SATISFACTION,

INTRODUCT ION

This paper presents alpionecring explovation of the -ausal 1lin=-
kages between organizational goals and job satisfaction at lower mana—
gement levels. The findings are based on » samplc of nmeasiv 50 Indian
corparations. The unit of analysis is the organizat ion, not the indi-
vidual manager. The major hypothesis tested is that operstional orga-
-nizational goais will vary in their impact on various facets of louer
management job satiéfaction. An attompt has been made to identify
causal linkages between organizational goals and lower luovel job satis-
factions For this purposc, data arc presented on the relationships
bétwean prior period operational top managrment goals and current per iod
sat isfaction level of various dimensions of lower managumontts job sat is-

fact ion.

Following the rise of thc human relations movemen:t in industry
in theo thirties and forties, job sctisfaction hecans a major focus of
research in the developed countrios (Cacrold, 19733 Baker, 16745 Lockey
1976; Thurman, 1977; Wasver, 1977), Locke, for instencn, reported over
three thousand studies by 1972, The concern, howsver, was with producti-
vity rather then with satisfaction (Herzberg stal, 19573 Lock:, 1976Y.
The expectation of wuman rclations researchers was that satisfied workers

would also be productive workers {Carroll, 1973). In other words, under



the norm of reciprocity, satisfied werkers would remard the orgenizat ion
with grester commitment to work, which would translate into =icher pro-
duct ivity and efficiency. While the causal link frnm Jjob catisfact ion
to producktivity never came to be firmly cstabl ished (Ketzell, 19573
Vrpom, 19643 Portser and Lawler, 1968), job satisfactisn suill retelined
considerable strategic value for stud=nis of organizatisn. Associations
were found betwgen job satisfaction and rAtes of turmover =nd abssntesism
{Brayfisld and Crockett, 19553 Herzberg et al, 19573 Hul in 18685 VYroom,
1964; Sinha,.‘!Q'M; Locke, 19763 Koch and Steers, 1978). Satisfied em-
ployeas may be less prene to leave the orgen ization or to remain absent,
Job satisfaction has also been linked to phvsical and mental health,
longevity, and guality of life (Herzberé et al, 1957; Paluore, 1969
Burke, 1965=70;: Sales, 1969; Sales and House, 19771; Gechman and Ni.ener,r
1975; Wauk - Lipinsci, 1977} Also, job satisfaction may te an internal
gopdwill variable. Saztisfied staf’ may more likely :tand by the prgan is-
zation in its dark hours than dissatisfiec st “f. Finally, satisfied
employees may be less inclined to report crisvances (Lorte. 1976), and
join or support hostile unions,

fis India amd other developing countires ‘h&ustriﬂisa, the same
-poncerns that elevated job satisfacticn to preeminence in the developed
countries a generation or more back, namely, possible Link with higher
productivity, lcu absentezism and turnover, mental ﬁealth, and loyalty
to the ufganizaticn, are being exporienced also in the develecping coun—
tries. Hence the great popularity of job satisfaction research In coun-

tries like India, A reecent survey of organizational behaviour work in



India during tho 1970-1979 decade indicates toat stud ias of job satis-
faetion, mot ivation, job enrichment, job inuoluemar;t, etc., account for
over aver 25 ner cont of all organization beheviour studios {(Ganash, 1981).
As developing countries snt up larger and moro complex gnturprises and
institutions, human relations issucs, including Jjob satisfacticu, are
likely to gain in prominoncec becausc of management inexper ience in hande
ling large bursaucraciss, complex technologiss, and divcrse mor-k forces,
Rlﬁhough earl ier studies tended to focus on worker job satisfa
ctio.n, two relatively later trends secem to be towards providing contin-
gency explanations for job satisfaction (Vroom, 1964; Dowar and Uerbel,
1979), and on studying the satisfaction of managers and white collar
staff (Blauner, 1960). Contingency studies of job satisfection secek
to explain observed job satisfaction in terms of a host of organizat ipnal
factors such as the naturc of the task (e.g. Lawler and Hall, 1970), the
structure of tho srganization (ec.g. Meltzer and Salter, 19623 Porter and
Lawler, 1965; Carpenter, 19713 Cummings and B 'ger, 1976; Picrce, 1979);
its roward structure (Shrivastava and Dave, 1975); the size of the orga—
nization (e.o0. Talacchi, 1960; Beer, 1964); the hiorarchical lcvel of
the staff (Porter, 1962, 196303 Porter and Lavlor, 1365: Cummings and
El Salmi, 19703 Szilagyi, 1977); thc technology of the organization
{e.ge Trist and Bemforth, 1951: Walker and Guest, 1952; Lodahl, 1964;
Inkson and Simpson, 1975; Rousseau, 1979): orgenizational =limate and
culture (e.gs Friendlander and Margul ies, )1969; Slocum cnd Topichak,
1972; Simonetti and Weitz, 1972; Postonjec and Singh, 182Y: and thsg
nature of the organizational rele ar occupztion (2.9 Cusnotte, Camp~

boll, and Hakel, 18673 Armstrong, 1971; Srivastave, 1974),



Tho basic premisz is that employec jou satisfaction ic not
merely a function of the style of sypervision, as bolloved by human
relaters (Likert, 19613 Ghisclli apd Wyatt, 1972; Aiken, ot =1, 1972
Szilagyi ot al, 1977; Keller and Szilagyi, 1978, ctcs) but also, like
most pther organizational phenomensz, o Tanctian of underlying -rgeniza-—
t ional eontingencies or durashle arronosmonts 1ike technolonys organi-
zational structure and form of role differentiation, task environment
of the organization, type of organization, its goals; and so farth
(Yooduard, 195683 Thompson, 19673 Hall ot al, 1967; Puch et al, 19693
Parraw, 19703 Khandwalla, 19724 Aldrich, 1979),

Menager ial Job Satisfact ion

Students of -rganization have nlsa been increasinglv noting the
importance of the job satisfaction of managers and white collar stafy
(Schultz, 19643 Portcr, 1965: Lahiri and Srivestava, 19673 Ravi Kumar
znd Harigopaly 19783 Kumar ot al, 1981; Pestonjcc and Singh 1982). These
personnel play signif icent decision making ond roscurce allssetive roles
in the arganization, and their satisfacticn cannat bo talkun for granted.
Indeed, thcir sgtisfaction may be crucial for implonenting the declisions
of higher management {Gruenfeld and Foltman, 1967) and for off-riive

.cnprdination af @nter-dapartmentsl activities, not to nention competent
and conscientious discharge of farmally assioned rosponsinpilities (Lawler
and Porter, 1967Y. Tho farther (in supervision distance} thosc personnel
are from top managenent, the morec crucial mey the sat icifaction of those
personnGl be in ensuring that thoir beheviour is congruont with organie
zational reguirements visuslised by top menagemsnt. Thﬁa, mznagerial job
sat isfaction may be a significant organization integretion veriable (Lauw-

rence and Lorsch, 1967)e



Shared status, Pressuresy and aspirations, » well as work
interdependence; moy lead to horizontal commnication processes among
members of an organizational stratum, leadinc, in turn; te shared beliefs
about worke~related motives and sat isfact ions (Salanzik and Ffeffer, 19?8).
It may also iead to what Crozief (1964) has called strats isolat ion, the
‘teéndency of hor izontal staff 1ayérs in bureaucracigs to develop internal
cohesion and alienation fram the rest of the organization, especially
from upper and lower staff layers. The reported job satisfaction of a
manggement stratum (and its determinants) may be of considerable intsrest
both from the standpoint of social inTormation proecessing models of
organization (Salancik and Pfaffer, 1978} and models of bureaucrat ic
&ysfunctiun (Crozier, 1964). Both point to the importance of studying
the properties of layers of the arganizat ion,

Organization Goals

Scholars have begun to note the impact of top menagement actions
en the jJob satisfaction of those lower in the hierarchy (Ruch, 1978-79;
Field and Ridanhour, 1975; Futrell, 1976)e G:als of top managoment may
be especially interesting in their intended snd unintended sffects on
lowsr managerial job satisfaction. The lower level manager, too distant
Prom the top to identify with the goals of top management, but hankaering
to be a top level exccutive some days is o crucial slement in the manage-
rial hierarchy (Rpplebaum, 1977 Couchy, 1978). He carriés the burden
of implementing policies he has not shaped nor fully identifies with orp
even understands. But hs must conscient iously execute them i® he wants

to rise in the organization. His strong need for upward mebility is
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more often than not frustrated becauss of the pyramisial shace of the
--afgénizatinnal hierarehy (increasincly Iimited peomat lon oponortun it ies
as one obes up in the organizatioﬁ), ano M= often is the first tg bear
the brunt of the alisnation of workers =nd first line supervisors, Thus,
the job satisfaction of lower managsrs is especially woln-z-%7. kg Eap
managemant goals and personnel policies.

Organizational goals are intsrnal forces that impel the organi-
zation to strive in certain ways. For example, an organization with a
brofit goal is ons that is trying to increase prof ite through increasing
sales or reducing costs or diverst ifying or modernising its plant or
increasing affabiency through an incentive system, stc, Althouah formal
or statad goals have some value as action legitimising cherters (Khandwalla,
19773 ch. 10), operational goals may instead heve major behavioural con—
Bequences for the organization {March and Simon, 1958; Simon, 19643 Cyert
and March, 1963; Perrow, 1970). Onerational goAals r v or may not eoincide
with formel goals. Very fow of the long list f gosls statod in memoranda
of asspriations are ever pursued, and oparatisnal goals such =8 markst domi~-
nance or customer goodwill are seldom 1isted in thes. memitatdces

It has baen srgued that only individuzls have goals, not collecti-
vities (Simon, 1960; Cyert and March, 1963). However, organizational
Quals may be amergant consensus phenomena arising out of the interactisns
and powar plays of important decision makers in the organizat ion (Cyert
and Marchy 19635 Thompson and McEwen, 19583 Child, 1872) and the organiza~
tion's interactions with its operat ing env ironment (Thompson and MecEwen,

19585 Child and Kieser, 1981), In the formation of organizationel coals,



o
the goals of the top management (the cnief executive and his immediate
subordinates) tend to play a decisive role owing to the hisrarchical
nature of most formel orgenizstions (Sczunders and Tuogle, 1979-80).

Bperat ionally, therefors, it may, as a first apnroximation, be appro-
pr¥ate to treat the ocals of top management as the operetionsl ~aals of
organizations, especially of hierzrciically -perated erganizatione
{Khandwalla, 1977% ch.10).

Organizet ional gosls may have a pervasive influence on grganize—
tional 1ife throuch the ppsration pf goal-means hierarchies (5imon, 1964).
Boals tend to trigosr search for a series of means for achieving them-
gdaclslons and resource allocative actions that may alter the content of
jabs, role relatianships, working conditions, the definition of “good"
performance, senctions and rewards, operatinc policies and procedufes,
and so.f’orth, that may te important detsrminants of the job satisfaction
of subordinate levsl managers and employees,

Organizations may pursue a variety of c-als (Perrow, 1970; Chri-
stensen et al, 1976; S=unders asnd Tuggle, 1975-80). For instance, orga-
nizations may not only pursue such indicators of performance as prof ifa-
bility, growthsand efficiency,; but also such svstem goais as institutis-
nalising a more professionalised or participative mode of cecision making;
output and D!_'Itput characterist ic gpals such as producing goods or servicas
of high aqual ity legitimisaticn aoals such as serving urgent social needs
and otherwise securing a desirable public imans, stc. These different
noals may not necessarily be pursusd uUith equal urgency (Cyert and March,
19633 Dent, 1955; England znd Les, 1971; Khendwalla, 19771 ch.10)e Diffe-
rent goals may trigger different orgerizational cansequences hocause of
differing end-means higrarchies, and this may have differ ing impacts on

various zspects of managerial job satisfaction.



HYPOTHESES

R goal is likely to be puréuad~by complnox ond—maans hierarchics,
Fof exampley, tho pursuit of growth may trigger a wide vorioty of actions
such as diversification, expansion, product innovation, morc ngaress ive
marketing and sclling, etce Thesc variecgatod sctions mey imetly that thé
lower managers' satisfaction with somc aspocts of their jobs may increase;
with others it may declino; and with still others, it may remain unchanged.
Hernces
1. An organizational goal will tond to have varying impacts on the

different aspects of lower men-gcmont job satisfaction. It will

tend to raise satisfaction vis—a~vis some dimensions and lowsr it

Vis-a—vis some nthor dimensions of lower management job satisfacte—

ione

Goals pursued by top management arc likely to diffcr significantly
in their end-moans hierarchiss. For instance, the goal of greater pro-
fitability may require very different actions as comoared to the goal of
a bettef public image.  The former, for instance, may Lmply the orpani-
zation concentrating on only highly profitable venturosg the latter may
imply sacrifice of profitability, by taking up socirslly significant ven-
fures that may be of marginal profitability. Thus, the pattcens of the
impacts of difforent goals on constitucnts of Lower managechent job satis-
faction will tend to differ.
Hances

2e Organizat iovnal nosls will tend to differ ir tacir oettorns of

effocts on lower managomont job sobtisfact ione.



Ggals of top maneqoument may J177-2 o0 o much 2F o o7fuck thoy
have on managerial job sabtisfaction. Ssoc goris, such as -~ faster rate
of crganizational growth ar a more profossional ised managameat of bhe
organization may =zffect lowcr managument jub setisfaction moes potontly
by ooening up promotion oprortunitics, making jobs moro chollonging, or
improving the organization's decision support systoms, Othors, such as
serving national prioritics or building custamer loyalty to tho sorgani-
zation may have morc indirect, and therefors less potent, effects on
most lower level manageors.

Hence

3 Top management goals will tend te differ on the extont of their

impact on lower management job satisf{action,

Ta summarisae, the three hypostheses arguc that an npcretional orga-
nizational goal (that is, = goal aof top management) will tond to affect
the differcnt facots af lower managoment job satisfaction uncqually; th-t
organizational goals will differ in thoir patterns of Impact on lower
management job satisfactiong and that they will also differ  in the
wagnitude of their impact on lowor management job sat isfact ion,

FETHOD

. Two quoskionnaires were usced £t gather tho dats reported in this
paper.1 One was labplled Top Mancgoment 8 Questisanairc {(Top B for short)
and was used to gather s wide ramac of strategic management data such as
the operating goals of top management, the aperating business envirsnment
sf thp enterpriss, constraints faced by tho onrganization, ctoe The secend
questioﬁnaire was labellod Juninr and Middle Management Juast innnairg(J-M

far short), 2nd was used to gather informatisn on prioritivs and job
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eat isfact ion Uf lower level manasers, motivational ol imate {Pareek, 1@79)
in their departments, stce The Tap B was sought to be completed by top
level executives {chisf executive and those reporting to him or her), who
had been with the organization for at laosst 3 years and were¢ well acgquain-
ted with the information sought in the questionnaire. The 3~ questionnaire
was soucht to be completed by persons below the departmental head level,
and who had at least 2 years supervisorcy or‘managerial responsibil ities

in the company {senior managers were expressly requesked 0ot to complete
the questionnaire). Both Top B and 341 questionnaires were tg be completed
anonymously. The study was part of an effort to investigate Indian mana=—
gement practices (Khandwalla, 1980),

For data gathering, thoss compan ies whose chief executives had
agreed to participate in the study were requested to nominate a szniar
person whe would get the gquestionnzires completeds Depending upon the
8ize of the enterprise, tuwo to four Top B questionnaires and or more ten
J-f questionnaires wers spught from each ente rises 0On an average about
. two Top B questionnaires and ten 3~ quest Lonnaires werc received., For
sach snterprise, top'managemant noal scores were.computed by averaging
scores of all the Tap B reSpondents; Similarly, since the unit of ana-
lysis was the organization, not the manager, all the J-M guestionrnaires
from an organization were avoraged to secure the Job satisfaction score
at middle and lower managoment level (lower managsment for short)s The
quost ionnaires were complcted and returnod in paostage paid. self addre—
sscd envelopes attached to each questionnairoe It is wstimated that

™

about a third to a half of the oxcoutives cligiblse for completing the
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two questionnzires completed them. Companies Trom which less than

five J-M guestionnaires were received were d: leted from data analysis,

Mpasurement of Cosls

& modern srganization, with so many stakcholders, would have to
pursue a variety of goals representing their interests (Khandwalla,
1977: chea10Y. A good deal of research also sugoests that organizations,
including business enterprises, pursue mtltiple goals (Cyert and ¥arch,
19635 Dent, 1959; England and Leey 1971)« For enterprises, besides the
wsual goal of profitabil ity, sales growth and increase in market share are
important (Baumol, 1967; Starbuck, 19653 Porter, 1980). Preceding ques—
tionnaire data gathering, a year's interviews with Indian entPepreneurs,
managers, consultants, trade and industry association represantatives,
gtc. {Khandualla, 1980) indicated additional operational goals of mana—
gements, such as arresting-decline, stabil ising performance, developing
their organization through professionalisation, and buildinc a good
internal and external image. In the contcoxt of the primacy of the state
in India, its regulatory apparatus in tho industrisl sectory, and the
general developmental milicu, better raletions with tha seveorament and
assist ing devclopmont by ontoring into high priority industry arcas wero
also freaguently mentioned goalse

Data on twclvc top hanagcmunt geals ara prosentos in this papere
For convenience, thesc are divided into scveral groupss financial per—
formance goals {higher profitability and stabilisation of *lnencial per-
formance); grauth goals (incroasc in- growth ratc of eales, increase in

market share)s; oxternal rclations goals (a botter public iuage, nreater
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pustomer loyalty, and better relatione with government}; orpanizational
development gcais {greater professional isetion of management, highser erm
ployes morale, higher operating efficiency, and greater supervisory and
managerial skills); and social responsibility goals {mecting national
prioritiss to a greater extent}., The foregoing is a wider zo2l set than
that normally 'studisd by Westarn scholars {Dont, 1959; England and Lee,
1971) and it seeks to capture most of the impulses and espirations drie
ving msnagoments in a developing, turbulent, end stato regulation as well
as private enterprise orisnted political economy.

Rn organizationsl geal tends tec gensrats new action when it is
saliont {Marcch and 5imon 19583 Cyert and Mtarch, 1963}s A goal is opo-
rational ar salient when it is svoked by a discrepancy betusen aspira=
tions and achievement. 1t is when profits ars below oxpectations that
managemcrnt is 1ikoly to toke action, whioh throuch end-means hieparchies
may affoet the job satisfaction of lower lovel manegurs. Thus, Lo capture
sal ishce oy oporationality of a goal,_ the rosp ndents wore asked bto rats
the impcrtanece ©o the top manzgemont of securing a subsbontial increasg
over past achisvement vis-a—-vis the goal.2

Since top managoment goals, policies, ctoe, are likoly to be im-
poertant enusat ive influencas on organizational behaviour lower down in
thc arganization {S imon, 19260},' infarmat ioh on the aparating goals of top
management three years prior to the date of administration of the questio-
nnaire was sought, On grounds of antocedence, causal inference would be
surer if past top management goels correlated with current lower manage-
ment job satisfaction, The top manageoment opersting goals were moasured
an S paint 553193.3 In this study, the relationships betueen prst goals

‘and current lower managoment job satisfaction are prosonteds
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Measurement_of Lower Management Job Sabtisfact ion

For estimating lowecr managemont job sciisfaction, tws sets of
scales in tho 3-M questionnmaire wero utiliseds One sct of four point
sgales measurod the importance the manager gave to varinsus job rolated
factors, were he to considor taking a now j:JI:;fL This way, an attempt
was made to got at the weightago heo assigned tz cach jnb satisfeaction
factor rolatively uncontaminated by his past oxperience in his present
job {Blauner, 1960)s The second set of S-point SGalassssught to measure
his present noed fulfilment vis~a-vis cach job factor (Morse, ﬁ953;
Katzell, 19643 Porter, 19Eb), To arrive at the jub satisfaction scoroe
of oach manager for each job factor; the current nced fulfilment vis—a-vis
the factor was multiplicdlby the weightage given to the fastor (Sarvasuar
Rao, 1974). Since this procedurc leads to highly skewed distributians,6
the positive square root of the product was taken as the measure of factor=-
rplated job satisfaction., As discloscd parlior, all responses from an
arganizat ion were averaged to secure the lowar management level job saot is-

faction score for tho organizatisn for sach factnre Tho thesrotical

range of scorss was from 1.0 to 4.5.

The choice of job Factors was guided not only by nrovinun aon-
ceptual isat ions of human needs, especially in work situatinns (Maslow,
1954; Herzberg, 1968; Porter, 1963 a 3 Alderfer, 1972) but also by feed-
back from some middle managers during intervicws. Two factors of parti-
cular importance in India appeared to bc socinl prostigo of the aréani—
zat ion, and altruism, the opportunity to serve sacicty. Eoth those items,

tapping the ascriptive character of Indian socisty and =ls: iIs tradition
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of detachad service reinforced by Gandhi, wer . included in the final
sgt of job factors. In all, Fourteen factors wers aséembled, grouped
broadly under the following categoricss
Te Growth and achievement, consisting of sanse of éhallsnge and
worthuhile accompl ishment, opportunity for personal growth and develop-
ment, opportunity for taking initiative, and appreciation of supsriors
for good work.
24 Power, status, and autonony, consisting of decision making authgw
rity, opportunity for promotion, Jjob freedom, obportunity to influence
the decisions of superiors, and social prestige of the job.
3 Interpersonal relations, consisting of considerate boss and cope
genial ecolleagues,
4, Rltruism, consisting of opportunity to serve society,
Se "Existence® factors, consisting of job security and pay and perks.
SAMPLE

The sample was 47 Indian enterprisés tliat were studied as part
of a much larger effort to understand better Indian indigenous modes of
management (Khandwalla, 1980). UWhile most of the enterprises were pri-
vate sectnr companies, a sizeable numher of publ ic sector enterprises
were also included. Their size distribution, industry aff il iation, and
other pertinent data are given in Table 1.

Although "past§ operational top-management geals data ware
auéilabla for 72 organizations, and lowsr management Jjob satisfaction
data were available for 62 organizations, data for both sets of Var ige

bles were available for anly 47 enterprises.
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The averags size of the companies in 1980 was over Rs.400 millions ($50m.)

in annual sales, but the spread was very larqge. About 20% had sales of
Rs,50 million or lass while about the same number had sales of sver
Rs,1000 millionss The industry affiliation was aisa quite diverse, with
sizeable numbers of consumer gocds, producer goods, machinery, and engi-
neering unitss About 85% of the companics werc in the private sactnr,
while 15% were public enterprises or in the joint Sector. A number of
large business houses were ropresented in the samplos The sample was,
therefore, quite diverse in terms of size, product, and ownership pattcrn,
;3-3 that ths findings of the study may be fairly representative of the cop-

porate sector in India,

{Table 1 about here)
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DATA_AND ANALYSIS

lgans, Standard Deviatiops, and Intor: srelatinns

O A L W W Bt el e N W .

Table 2 presents the means and~standard devimtions of top mana-
gement goals as well as of lower nanagoment ltems »f job satisfaction.
The gnal scores ranged from a low of 3,15 { inereasad meot 0t of notisnel
prioritiecs) to 4,25 (higher profitability), the theoretiesl range being
1e0 to S.D? Highor grouwth ratc was also protty importent at 4.03 uhlle
several of the arganizatiaon dcvclopmont goals (a more pr3f05alnnallsad
management, highor cmployce morale, groater supervisory and managerial
skillS) wers relatiunly'loss impgrtnnt; It wuld seem that profits and

sal ient

grawth are the primaryfgoals of Indisn corparate managements while sneial
responsibil ity and orgenizatisn devclopment may, in gene:nl, be somswhat
secindary. The primacy of the traditions} entreprencurial goerls of pro—
fitabil ity and growth augure well for rap id esconomic growthy the much
lower salience of national priorities does not augur well for tha kind
of development espoused by the government, T% . relatively low sal iencs
of organizational development may partly be attributable to complacency

about organizational effectivensess induced by seller:c market conditions

in many Indian industries.

(Table 2 about here)



17

As against the theoretical rangé of 1.0 to 4,5, the job satisfaw
ction items exhibit a range from 2.8 (opportunity o serve society) to
3.5 (sense of challenge and worthwhile accompl ishment), Although tBs
range Seems small, the small standard deviations, ranning around o by
imply statistisally significant differences between the means ~f gugh
relativaly high satisfaction items as scnse of challenge, initiative
opportunity, job security, congenial boss, and growth opportunity and
such relatively law satisfaction itsms as opportunity to serve society,
opportunity to influence supuriore, and opportunity for pramotion. On
' fhe whole it would appear that lower level corporats management is lcess
satisfied vis~a~vis its power and status necds and its altruistic needs
than other needs, especially its grawth and achisvement nezods. The
implication may be that at 1lower managocment lovels jobs ev: axciting
Dut unglamorous, This relatively low social and organizational vis ib i
lity of lowecr managemont Jobs may be a source of ali-nation from the orga-
nizat ion,

Tho product moment intercorrelations of top goals (Table 3) indi-
cato several features, Firstly, tho predominance of pesitive intop—
correlat ions suggests a strong contagion effect among thesc goals - the
Lendency for manageoment aspirations in differsnt arses to go up or down
together, It would scem that an optimistic or ambitious management may
strive harder on a broad range of fronts, whilc a pessimistic or passive
managemcnt may set low sights on a broad front, Although sot coffects can
also artifactually produce this picture, the range of correlations, from

~«16 to +.70 rules out cxplanation only in terms of set effacts, The
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picture that emérges is not of relatively loosely coupled oporational
goals attcndeﬁ to sequentially by docision makors {March and Simon,

19585 Cyert and March, 1963), but rather, of interconnected goals, with
the salience of one geal triggering the salience of numsrous other gnais;
This may possibly be because of perceived snd=means rolztlonstips emong
these goals {e.qs the saliencs of profitabil ity making manacement think
of stepping up the growth rate to real ise nigher profits, and this in
turn leading to the salience of erganizational development to cope with
higher growth, ctc.!, Seéogdly, goals seem to differ in their central ity -
some goals may be more richly connected than others. Far instanece, in-
creaBed mesting of national priorities {goal 12} is significantly corre-
‘lataed with only five other goals; on the other handy, more profecssionaw
lisad menagement {qoel 8) and higher operating efficiency {goal 10) are
both significantly correlated with all other sleven goals, Thirdly, most
classes of goal seem toiba highly interconnscted intocrnally. For instance,
the two growth goals are correlated o4 (versy- averaging a correlation of
«3 with the uther.ten.goals), the three external relations goals have

an average internal intercorrslation of .5 {versus an averago of <3 with
the rest), and ths four crganization devclopm:nt goals have an average
internal intercorrelation of .6 {versus ,3 with the other goals), On the
other hand, the two financial performancec goals are corrolated only o3

Lversus o3 with the rost)..

- {Teble ¥ ebout hors)
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The product moment intercorrelations of job satisfaetion itoms
{Table 4) also indicate = fairly strong contzgion fagtor, vary ing centra-—
lity, and generally higher connectivity within a class of itoms than
acpoSs classess Only 3 out of 91 correlations raported in Table 4 wers
nogative, and as many as 58 wore statistically significeni. Th. corroe
lations, however, do show a large range, from ~.05 to »74; ruling out
set offects as the sole or even prodominant cause of obscrvasd interrclae
tionships. The average internal intercorrelation for the four growth
and achievement itcms was noarly «6 {versus nabout o3 with the rest of
the 10 items); that of pouer itoms was about .3 {abeut the same with
the romaining 9 items); ef intorporsonal itoms wes .6 {vereus less than
«3 with the rest); and of "existence" items was about .5 {versus a shada
over .2 with the rest). The most nighly interconnected items app eared
to be three growth items, namely, opportunity for personal development,
opportunity for initigtive, and superiors' apprecic:ion Tor mood work,

P

pcial prestige
p

L

and also an interperspnal item, congenial co’ eaguns.
of the job was also interconnected surprisincly wells The relat ively
isolated items appeared to be congenial bossi the two Mexistence™ factors,
job seecurity and remunerations opportunity to serve society; and oppor—
tunity for promotion. It would appear that the so=called intrinsic
motivators {Herzberg, 1968}, such as jiob challenge, opportunity for
growth and initiative, and recognition for good work, may be particularly
important elements of the contagion factor vis-a-vis contentment witﬁ

the job, while the so—~called sxtrinsic factors - boss, security, pay,

etc., may be much less so, In other words, managements that are able to
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Pturn on" the staff (Khandwalla, 1981}, may be abie to real isec large
unanticipated gains in terms of erployo: satisfaction vis—a~vis even
extrinsic factors, while managements that concentrate mainly on extris
nsic factors of job satisfaction possibily Fzil to tap the contagion
effect, from the perspective of lower mznagemant job seti.f olinn Lo ing
an impertent integration variable {Lawrense end lorschy 1967), the en—

phasis by management on intrinsic motivetors may be of considersble ime—

portanca.

(Table 4 about here)

Correlations of Past Goals with Current Lower Management Job Satisfaction

o

Table 5 presents the product moment correlations of past top goals
~ith lower maragement current job sctisfacticn. Some patierns are immee
diately obviouss
Te tach goal seems to vary considerably in its correlations with job
satisfaction items. For instance, profitabil 'ty'*s oorrelations range
from —e11 to ,38; of markst share-Fram —a”1 to +47; of customer loyalty
from ~s16 to .57: of professional isaticn from =«25 to «42. and so forths
The range of correlations for the twelve goals averaged 50 corrsiation
po ints, ranging from relative lows of 35 and 37 correlation points for
better public image and better relations with governmant raspectively,
to relative highs of 73 and 67 correlation points respectively for grea-

ter customer loyalty and greater managemsnt proafessional isaticn,
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2 Several gsals seom to Vary considerably in their patterns of
impact on lower management job satisfasction. For instanca, =&ll the
correlations of higher sales qrowth and botter public image are posi-—
tives all but four of the corroiations of incrozsed mecting of nat ional
prinrities are negative,

3a There apparently are differing impacts of goals en Tower Manag =
ment job setisfaction. The summated correlation points of each goal
with the 14 items of job satisfaction, ignoring signs, ranged from:
lows of 172, 182, and 185 for national priorities, efficiency, and
performance stabilisation, to 434 for custamer loyalty and Z68 for
sales growth,

de Each item of job satisfaction seems to be affected differentially
by the top goalse Ffor instance, for sense of chal lenge and worthwhile
accompl ishment, the correlat ions with the 12 top goals range from =, 19
to 4313 for decision making authority, from .12 to « 495 Tor nurturant
bossy; from =419 to 21, and so forth. The variation averaged 45 corre-
lation points across the 14 Job satisfaction items, ranging from relative
lows of 34, 34, .and 35 correlation points for sociel service ocpportu-
nity, job autonomy, and opportunity to influence superior resonectively,
to highs of 62 and 58 correlation points for opportundity ‘sroLoooonal
growth and promotion opportunity respectively.

5. Items of job satisfaction seem to differ in the pattaern of in-
fluence of goals on them. For instance, correlations of ocpportunity
for taking initistive with the twelve quals arc =11 positive; all bug

two correlations of nurturant boss with the twelve goals are negativa,



22

Indeed, all but 5 of the 48 correlations of *he four growih and achiesve-~
mant items of satisfaction are_positiue, all but 6 of the 60 cerrelations
of the five power items are positive, and all but 2 items of the 24 corre—~
lations of the two Mexistence" items are pocitive. In contrast, all but
8 of the 24 correlations of the two interpersonal items are negative,

and all but four of the 12 correlations of sgecial seruicé oppartunity

are negative. Thus, by and large, lower management satisfastion con—
cerning growth and achievement opportunities, power, status, autonomy,
Job seeurity, and pay, etce, may be positively influenced by corporate
management ambitiousness, whils satisfaction with interpersonal relations
and ppportunity for altruism may be negatively influened by it.

Be The impact on job satisfaction items of top goals seems to vary
considerably., The summited ecorrelation points { ignaring signsY rangod
from lows of 102, 124, and 132 respectively for social sarvice opportu-
nity, congsnial colleagues, and nurturant boss to highs of 4p6, 365, 338,
and 336 respectively for decision making auth-rity, promotion opportunity,
opportunity for taking initiative, and opportunity foar perssnal growth
land developments Thus, tap management goals may affoct the qrowth and
power need satisfactions of lower managemont far more strongly than

thuir altruistic and affiliative needs.

(Table 5 about here}
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TESTS OF_HYPOTHESES

The three hvpothoses advanced earlisr were that each tap qosl
will have 2 varyino impact on different aspects nf lower managoment
job satisfactinon, thet thers will be inter-goal differences in their
patterns of impact on lower mznagement Job satisfaction, znd that the
top goals will vary on their agverall impact on lowzr managcment job
sat isfact ion., Results of the attempt to tost the null hypotheses of
erch  goal's unvarying impact, of goals having identical patterns of
impact, and of goals having the samc degree of impact, are presented

below,

e " A -

-ﬂypothejis 12 _Eoalls Varying Impact pn Job Satisfaction Itcms

For assessing the first hypothesis, it would bo useful to have
- measure of dispersion of the affoct of 2 past top gozl on the vapious
aspects of current lower management iob satisfactions. & convaonient
measure may be the standard deviation of tho goal's eor-elations with
the fourteen job satisfaction itoms. THo larger the stondard dev iation,
the greater the variation in the gosnl's impact an difforont dimensions
of job satisfaction, Table 6, column presents these stendnard deviations
for all the twelve goals, Since the null hypothesis was zern standard
deviatian {no difference in impact), whother nr not sach standard devia-
tion was statistically different from zero was ostimatod bnsed on the
estimated variance of the twelve standard devictions., A11 the standard
deviations reported in Table 6 were found to bs statisticallv different

from zeroe
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Another way to test the first hypothosis is to ident ify stat ise

tically significant diffsrsnces in correlations of each top goél with

the job satisfaction itoms., Even ono such differcnce betwesn any tuo
correlations per goal would constituts suppart for the hypothosiss For
instance, higher profitebility correlatod .01 with sonse of challonge

and 436 with personal growth (see Table 5)e Since the difference (.36 ~e(01}
is statistically significant at p & -05, thors would be support for tho
hypothesis visea-uis the prafitability goal, Sinceg, however, per goal
there are 14C2 or 91 paired comparisons of cnrrelatiﬁns with job satis-—
faction items, atatistically significant difference in a naiz of correla-
tions may accur by sheer chance, As a decision rule, therefore, the
hypothesis was deemed to be supported for = goal if there were more

than 5§ pairs in which the correlations of job satisfaction items with

the top goal were statistically significantly different { p € «05Y.
‘Table 6 shows the number of statisticelly diffarent cnrrelapion pairs

for each goal, For all the goals except bet*-» public image (goal 5),
the number of such correlations was much in excess of 5, and in the case
of seven goals, over 15, Thus, the null hypothesis of uniform impact

of each top goal on various facets of lower m nonenent 09 satisfaction
may be rejecteds It is noteworthy that ali four organizational develop=
ment goals had a relatively strong differential impact, suggesting that
professional isat ion, training, etce, may have =meay unintendsd conse-
guences for the job satisfaction of lower level manzgemcnt, For instance,
while they may increase satisfaction with growth nceds, thoy may arouss

expoctations in supsriors of better performance by subordinctses, and of
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greater support from supericrs in suborginatsa, If thesc arc not fui-
filled, they may give rise to interpersonsl dissatisfactions. Greater
sustomer loyalty, market sherc, and profitability were the other three
goal® with relatively strnhg differential impacts. The selicnce of

these thres goals probably subjscts the orgenization to wide ranging

stresses and strains, due to emphasis on marketing orientutmn, oxpan-
sion, aggressive competition, cost control, ctoes so that herc again,
while they may open up growbh opportunities at icwer levels, thay may

also create interpocrsonal tensions,.

(Toble 6 about hore)

Hypnthosis Nuzber 2 3 Distinctive Lapents of Gonlds_on Jdob Sotlols

et B e T A ————— P

Fon ~siazain & n=gand hypnthasis of inter—goal ciifi“erences in
patterns of impact en job sstisfaction items, significant ¢ifferences in
correlations betuwsen those of a goal with each job satisfacticn itom and
those of other goals with the corresponding job satisfaction item were
countade Sinuc this wrmrired 11 X 14 = 154 paired comparisons of gorre-
lations {per goal) of which say S% would be significantly diffcrent by
chance alone, 2 goal was said to have a distinctive pattsrn if ot least
8 statistically significant differences vere found. As z2n example of the
procedure, consider the correlations of prof itabil ity with the 14 job
satisfaction i{:ems. The first correlation of 01, reported in Table 5,
is betwesn profitability and satisfaction from a challonginc job. This

correlation of 01 was compared successively with the corralations of
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other goals with satisfactinn from lab challenges and the number of
satistically sigrificant (p $.05) differencecs counted {thuro was
anly ane such diffarence, uwith that of correletion of eyst-nce loyalty
and job challengo}e Next, tho 7n::rralat ion of profitabil ity wikh perso-
nal growth satisfaction was comnarod uwith tho remaining olov-n norrelo-
tions under tho personzl growth column in Table 5, ond tho number of
statist ically sionificant differences idontified, ond s2 on far aach
correlation of pr::—f“itabil ity and job satisfaction itoms shown in Table Sl
The number of statistically significantly difforent esreol-tions across
tho 14 satisfaction itoms wers agorogeied, and this was tho "score" for
prof itability. The higher this score tho moro distinctiva the impact of
profitabil ity on different espoccts of lower management job satisfaction,
This procedure was followed for each goals Table 7 shous the distinctive-

noss score of each goal.
{Tabla 7 about horc)

Bs Table 7 shows, all but one goal havo a distinctive impact on
lowes mapagemont job satisfactisn., Thz moast distinctives ‘npact is that
of nmational prisritios, followsd at considurable distanco by customer
layalty and sales growthe Public image doos not appoar to have 2 distin-
ctive i.rﬁpact, whilo omployee morole, opernrbting Df'fiﬂiﬁ:nc;‘,- and manage-
rinl skills -~ thres of tha four organizatinn dsvelopmort goals - appoar
to have only marginally distinctive impact. The second null hypothesis,

tos, may beo rejected.
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Although tho null bhypothesis mey be rojoctoed, how strong is the

suppoarct for the altornztc hypothosis? An =t apt was mde to assess the

o

support for the hypathesis by transposing the matrix of cgrrﬁlatinns in
Tabla 5 and subjecting it to principal companents »~nalysic, By this
process, qaoals tather fhen job satisfaction itoms would Ined <n the
emergont factars. If onch goal had a porfectly unique imprct on job
satisfact ion itoms, thore would be 12 Fnct“rs,.@nu gorrnep-rding £q
cnch g2al. At ic nther oxtrems, if tho gonls hed idontiCﬂl prttorns
of impacts, a single factor would omorge. Thus, the lsrger the number
nf factors the greateor the support for tho hypothaesis of uaisue impact
of sach agoal.

The principle components z2nalysis of the transpased matrix aof
correlations in Table 5 yiolded 2 factors {with cigen wveiuce »f 1 and
sver)e The first Factor occomnted for 72% of the varience, wiilo the
second factor accounted for anly 9% of the varisnce. The T7indings suggost
quite a substantial similarity in the effect of corperats go-ls on lower
management job satisfaction, so that while the null hypeth:sis of identi-
cal impact of goals may be rejected, the support for ths sltnrnote hpr;
thesis of distinctive impact has only very madest supporte. Orthogonal
rotation Welarified® the tuwn factorss The go2ls of higher sales growth,
public image, prafgsasisnal management, eff lciecncy, employss skills, and
nat ional prioritics loaded more heavily on the first factor {compared
to the second factor) indicating thet thesc goals mey havs @ rather
similar impzct on various faccts of lower management job sctisfoction,
The gnalség;tter profitapility, porformence stabilisaticn, nneketr share,

customer loyalty, governmental relations, and employee worale hed hichor
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loadings an ic sceand factor, indicating not anly that those may
have a similar impact on various dimensions of lower managoment job
satisfaction, but that their pattern af impact may diffzsr foom that
of the first group of goals,

Hypothesis 3 3 Differpntial Impocts of Gaals on Lower Manae mint_Satisfa-

gtion

In order to assess the impact o7 guals on job satis’action, step=
wise regressions were run on each job satisfaction item. Table 8 reperts
the variance explained by each goals It also shous the range of varilance
explained for each job satisfaction item, and the total variance in each
item explained by the 12 goals {last 2 rows). Three past top goals were
the largest predictors of current lower management Job satisfaction:
greater customer loyY®a ty, hHigher sales growth rate, and greater meeting
of natlienal priorities. Customer loyalty was the largsst predictor for
9 out of 14 job satisfaction items. Sales growth and naticn=l priori-
ties were the number one predictors for only 1 satisfaction itam-aach,
but they were the number 2 predictors for fou. others. Professional isa-
tion of management was the number one predictor for two itoms. 1t is
remarkable that customer loyalty wes the major predictor for mast of the
growth and power items but mot for interpersonal or élt:umsm items,. ES
tional prioritises had a smaller but mowz cven impact ecrss Lhe satise
faction items, Employee morale, markct share, and goum:nmgntal relations
appeared to have the smallest impacts, |

As far as the hypothesis is concerned, thore app-avs fair support

for differential impects of goals on satisfaction items, Th- range of
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variance explained by the goals varicd considerably for most job sabis—
faci?ion itomss Only for the twe interpcrsonal items and altruism was

it below 10%. The satisfaction items with the largest rannne of impacts
were promotion, authority, recoonition for good work, gmowth, initiative
opportunity, and job freedoms In other words, the areas of grouth and
pouer had relatively extreme impacts of goalsy ranoing from many ooals

with minimum impact te a few with very sizeable impact.

{Table B about here)
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SUMFARY AND DISCUSSION

The paper, based on data frem 47 Indian corporations,
repcrts an exploratory study <f the way top manegement goals
affect lewer management job satisfaction. The unit : f ana-
lysis is the organizaticn, n~t the individual resp:. aient,
The study pfesents relatirnships between pri.r perisd top
management gcals and later pericd lower management j-b satis-
facticn., In this study, because of the antecedence - f the
presumed causal variables (tcp management grals), ceusgsl in-
ferences may be made more ccnfidently than in studies in which
the "cause” and “"effect® variables are measured frr the same
‘time pericd, creating difficulties in sttributing crusality.
The study is <ne of a few where relationships are scught bet-
ween variables at twc distinet levels of management, Desides,
the variables were measured through different questionnaires,
thus minimising the spuri-us ccvariticn that often creeps in
when all the variables being related are measurec by the same
respondent.

The effect cf twelve pricr pericd cperaticnal *cp mana-
gement gnals cn focurteen items cof current lower me-iagcoment
jcb satisfaction was studied. The twelve geals were, for
ccnvenience, classified intc financizl performance, growth,
external relations, and crgamizaticnal develcpment geels,
The importance cf these goals tc cerperate top management
was rated by c¢ne cr more tcp level respendents. hultiple
regponses were averaged te secure the scores forrthe enter-

prise., Since a corporate gcal is likely to be salient when
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there is a substantial gap between management agpiraticns and
current achievement, operaticnally the varicus goals were mea~
sured by having the respondents rate the impcrtance cf signi-
ficantly higher performance on each goal. The fourteen lower
manager's job satisfaction itemes were classified intc these
relating to his grcwth and achievement needs, power, status,
and autonomy needs, interperscnal relatiohs-needs, altruistic
needs, and “"existance" needs. Data were secured frem middle
and lower level mahagers, and job satisfaction data from =11
the respondents from an enterprise'were averaged'to secure
the enterprisefs sccres fpr lewer manageirent satisfactions
cn the 14 items., Job satisfaction for each item was weighted
by the importance assigned by the respondents to the pertinent
job factor. |

The enterpreneurial gcals cof higher profitability and
sales growth appeared to be more important to Indian eorperate
managements than the developmental gcals of increased meeting
of national pricrities or greater management professionalism
or efficiency. Lower manégements reported greater satisfaction
with personal grewth and achievement needs than power needs
and altruistic needs, suggesting that lewer management ccr-
pcraté Jobs in India may be perceived tc be exciting but of
relatively modest status, and alsc of only mcdest gocial re-
levance,

Beth goals and jeob satisfaction items seemed to be

subject tc a strong contagion factor. Some top management
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goale, pafticularly greater professionalisation of menagement
and higher operating efficiency, may trigger a contagicn of
higher aspiraticns vis-a-vis other goals cf corpcrate mana-
gement, This mey be much less possible for other‘goals, sucﬁ
as increased meeting of national priorities, The data indica-
ted complex linkages between goals., Similarly, some-items
of job satisfaction, particularly the personal growth and
achievement items, may trigger a contagion of job satisfaction
vig-a-vis other job factors more strongly than otherg, such as
the opportunity to serve society, the opportunity for prcmo-
tion, and the two "existence" itemeg. Thus, those top manage-
ments that concéntrate on increasing the satisfaction of
lower managers with resgpect to opportunities for perscnal
growth and worthwhile achievement, may reap a bonus of higher
satisfaction of lower staff vis-a-vis many other job factors.
Given that organizational goals differ on the instru-
mental action needed to achieve them, and that instrumental
action initiated by top management affects tasks, working re-
lationships, rewards, and communication processés at lower
management levels, three hypotheses were propesed, The first
postulated that each goal will tend to affect lower management
job satisfactﬁon factors differentially. The second pcstulated
that organizational goals tend to differ from one ancther in
the way they affect lower management job satisfaction. The

third argued that organizational goals tend to differ on “the
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magnitude of their impact on lower menagement job satisfact-~
ion. The null hypotheses c¢f these three were assessed, and
rejected cn the basis cof the various cerrelational, regressicn,
and factor analytic tests performed on the data. A coutious
interpretation of suppcrt for the three hypctheges seemed
warranted.

The major serendipitous finding of the study was that
top management goals tend to affect growth, power, and "exisgt-
gnce" related job satisfactions of lower management positively
gut interperscnal and altruistic need satisfactions negatively.
Among goals, the ones with the largest (and mostly positive)
impact on lower management job satisfaction appeared to be
greater customer loyalty (suggestive of the salience of market-
ing orientation in management) and higher rate of sales growth,
suggestive of the salience of entrepreneurial crientation. In
India; as in the U,S, (Peters and Watermen, 1982) an aggressive,
customer service oriented management he'h generate high levels
of staff loyalty. The reasons may be that such a management
tends to favour innovation to meet the special needs of custo-
mers, emphasises building lasting internal human relationships
for greater organizational integration in meeting external
pressures, and sets high standards of performance that provide
a sense of challenge to the staff, Salience of organization
development goals, especially professionalisation, geemed to

have a highly varied effect, affecting some aspects of job
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safisfaction, particularly those related to growth and power
factors, positively, and several others, particularly those
related tc interpersonal relztions and altruism, negatively.
It may be that the pursuit of crganizational development gcals
may enrich lower management jobs, but may also raise unreali-
stic interpersonal expectations con the part of both supericrs
and subordinates, An‘mteresting prédicticn éuggested by this
study is that commitment to the practice of OD may, contrary
to the expectations of OD practitioners, lead to greater inter-
"personal conflict at lower levelé of management, Salience of
national priorities generally had a negative impact on lower
management job satisfaction possibly because in Indian condi-
tions this goal often implies lower level managers having to
work at thankless tasks in facilities deficient environments,
The findings of this study may have implications for
both'danégement practice and organization theory. Since job
satisfaction may be an index of how integrated an individual
or a group is with the organizaticn, and since this integra-
tion has implications for organizational health, effectiveness,
etc., the finding that management goals can have sizeable in-
fluence on lower management job satisfaction is itself of
significance., Even more significant is the finding that goals
can differentially affect job satisfaction. Greater aware-
ness of the links between organizafional geals and facets of

lower level job satisfaction should make for more appropriate
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selection of top management goals and/or better sclecticn of
means for achieving goals. For instance, a stronger merketing
and growth orientation may be preferred not only in its own
fight, but also because of the bonus it may yield in terms of
higher job satisfaction at lower management 1evelé. salience
of national priorities seems to affect lower management job
satisfaction ﬁegafively. That does not necessarily mean that
this goml needs to be abandoned. More innovative means by
which this goal can be achieved may néed to be developed so
as to minimise its dysfunctionality for lower management job
satisfaction. Particularly significant formnagement practice
may be the bonus job satisfaction to be reaped by activating
and satisfying the growth and worthwhile achievement needs of
lower managers, Challenging corporate targets, stress on an
exalted or unique mission for the crganization, concretisation
of personal targets by some form of management by objectives,
strong efforts to communicate corporate goals to the managerial
rank-and-file, performance review .meetings of managers, forma-
tion of fask forces of lower managers for specific urgent tasks,
and so forth (Khandwalla, 1981) may be the practical steps top
management could take to increase the personal growth related
job satisfaction of lower managers,

The findings of thewstudy may be especially relevant
for those organizations with difficult sccial and developriental

missions but limited cepacity to motivate managers by pecunizary
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méans. Maﬁy public sector organizations in both the develop~
ing and the deﬁeloped countries, as well as many institutions
and voluntary agencies, may be in this situation., For them,
motivation of lower levei ﬁanagers by choosing ahd pursuiﬁg
an appropriétely diverse and cHallenging goal set may be an
alternative worth exploring. Severel case studiesg in India
(Khandwalla, 1982) concerning state owned enterprises indi-
cate the poténtiai of this tool of motivation and job satis-
faction.

As far as organization theory is concerned, the study
supports the contingency view that organizational phenomena
(including job satisfaction) are importantly shaped by con-
textual variables like the organization's size, technoloegy,
business strategy, operating business environment (Child and
Kieser, 1981) - and top management goals. Thus, the job satis-
faction of a manager is not just a matter of his personality
or that of his boss or his position in the hierarchy, etc,
System variables like salient organizational goals may affect
it as much as these local variables, |

The study also extends the literature on unintended
'consequences of management actions. Scciologists have stu-
died several bureaucratic dysfunctions of management actions,
such as unintended alienation and interpersonal tension ste-
mming from maragement's desire for control threugh close su~- .
pervision (Selznick, 1943), poor coordination between depart--

ments following functional specialisation for greater efficiency
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(Merton, 1957), minimum acceptable beheviour following the
imposition of rules to standardise performance (Gouldner,
1954), and alienation and feelings of incompetence in the
rank-and-file due to excessive structuring of activities as
part of "proper” organizational design (Argyris, 1956). The
present study indicates soﬁe positive unintended conséquences
of top management aspirations, alerting researchers to both
positive‘and negative unintended consequences of management
initiatives.

The study has implications for the social information
processing view of job attitudes (Salancik and Pfeffer, 1978},
Saiahcick and Pfeffer have argued that job attitudes are stro-
ngly fashioned by communication processes within = group about
what its various members are experiencing. In other words,
Job satisfaction may be more a consensus phenomenon than a
matter of independently arrived at state of affect or cogni-
tion about satisfaction. To the extent that job satisfaction
scores for a level of management tap this consensus, then the
study uncovers some forces shaping this consensus. In other
words, the salient goals of management-through the actions
and signals initiated by these gozls - may be a significant
determinant of those forces that lead to a socially arrived
at cénsensus within a group about job related attitudes.

To the extent that lower management job satisfzction
is an indicator of organizational integration (Lawrence and

Lorsch, 1967), the study indicates that top management dyriamism



36

(as reflected in striving for improvement on many fronts) may
be a\powerful determinant of organizational integration, and
convesely, that management "satisficing” (i.e. aspirations
close to the status quo) may be a major cause of lowering
organizational integration. This may explein why large, in;
ternally differentiated public bureaucracies or monopcloid
enterprises that often need Yo "satisfice” vis-a-vig goals

as a price for coalitional maintenance (Cyert and March, 1963),
seem to get caught into a vicious cycle. The cycle is of
"satisficing” to keep various elements of the ruling coslition
pacified, lowered job satisfaction and organizationel integra-

tion thraugh absence of challenging operational organizational

goals, poorer organizational performance and lower orgeniza-

ticnal slack, greater intra-organizational conflict for rescur-

ces, and further "satisficing”. Ultimately, these organizé-
tions may end up as highly fragmented, politicalisged, "sick"

organizations (Khandwalla, 1981),

Finally, the following hypotheses suggested by the data
and the preceding discusgsion are offered as a spur to further
resgearch:

1. Operational organizationzl goals tend to evoke one ano-
ther, but they tend to vary in their capzcity to cvoke
other organizational grals. In particular, relatively
concrete operational goale like the growth and develop-

‘ ment of the organization, higher financial performance,

or stronger linkages with customers and other externzal
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stekeholders, may have greater evoking capacity than
relatively abstrezct goals like serving society mcre
effectively.

Aspects of job setisfaction tend to trigger one ano-
ther, but they tend to vary in their capacity to evoke
satisfaction vis-a-vis other asgpects. In particular,
satisfaction vis-a-vis the sc-called intrinsic job
factors suéh_as perscnal growth and develcpment or power
and status, may have greater eveocative capacity.than
satisfaction with the so-called extrinsic job factors
like pay, job security, or interpersona2l relationships.
The greater the salience of multiple organizestional
goals tc top management, the greater will tend te be

the job satisfaction of lower management levels vis-a-vis
growth, power, and security factors, but the lower will
tend to be their satisfaction vis-a-vis interpersonal
relationships at work.

The greater the salience of growth and customer goocdwill
goalé to top management, the higher will tend to be job
satisfaction a2t lower management levels.

The greater the salience of the organization develop-
ment goal to top management, the higher will tend to

be lower management satisfaction vis-a-vis perscnal
growth and power related job factors, but the lower

will tend to be satisfaction vis-a-vis interperscnal

relationships at work.
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The greater the saliénce of multiple organizational

goals to top management, the greater will tend to be
formal and informal interactions at lower management
levels resulting in the formation of consensus atti-

tudes towards work, the organigzation, and the manage-

" ment,

Given a large, horizontally ané vertically differen-
tiated organization, characterized by a marked power
and status hierarchy, much functional specialisation,
and distinctive departmental cultures, the higher the
salience of multiple organizational goals to tep mana-
gement, the greater will tend to be the integration of

lower management levels with the organization.
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Notes

The study was commissioned by Indian Institute of Mana-
gement Ahmedabad. Besides the author, FProfessor Udai
Pareek and ir, Frafull Anubhai were members of the re-
search team set up to investigate Indian indigenous mana-
gement practices,

The attempt was to assess the salience of & goal to top
management at a particular point, not to assess the in~
trinsic importance of the goal to top management, A goal,
such as survival, may be intrinsically very important,

but not salient if there is no threa? to the organization.
On the other hand, a goal may not be intrinsically very
important, such ag a good public image, but it may be
quite salient if unfavourable publicity about the organi-
zation has recently appeared in the media,

For measuring each goal, the follcwing scale was used:

1 = The top management is oppesed to this go=zl

2 = The top management does not actively pursue this goal

3 = The top management giveé only moderate importance to it
4 = The top management gives great (but not greatest) im-

portance tc thisg goal

n
i

The top management gives the greatest importance to

this goal,
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During pre-testing, cxcessive tendency to rate 3 on five
point scales for some of the importance of factor items
wes noticcd., BHence, in the finel version of the J-# gque-
stionnaire, four point scales werc used to messure the
importance of various job facters. In the scales, 1 =
Factor not important in choosing another job; 2 = Mcdera-
tely important 3 = Quite important; 4 = Factor extremely
important in chocsing another job.

BEach need satisfaction scale was anchored at the two ex-
tremes, and in several need satisfaction items the dire-

ctionality was roversed. Two typical scazles zre given

below:
Decision mrking Neeé not met 1 2 3 4 5 Need fully
autheority at a11 met

Oppcrtunities for Very zdequate 1 2 3 L 5 Too few
taking initiative

The negative scales were apprcpriately reversed for mee-
suring job satisfaction.

For given increéses in need importance and need satisfe-
ction, the increase in the latter's product is much grea-
ter at higher values of need importznce and need satis-
faction. E.g. the difference in job satisfac%ion of two
respondents, one who rates need importance and need satis-
fzction both at 3 and another who rates both at 4 is

(b x 4) - (3 x 3) = 7. On the other hand, had the former
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rated both at 1 anc the latter at 2, the difference
would have been (2 x 2) - (1 x 1) or only 3. By
taking the square roots of the products, this anomaly

disappears‘-

The effective theoretical range of goal salience was,
however, from a shade zbove 2.0 to 5.0 - see Note 3

above,
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TABLE 1

SRIPLE_ CHARACTERISTICS

N = 47 Indian Sompanics
Average annual ssles in 1980 Rs,
Standard deviation Ha,
Small to medium sized {updo Rs.50m. sales)
Medium to large (Rse51ms to Rs.250m.)
Very large (Rs.250 m. to Rs.1000m. )
Huge (over Rs.100Cm.}
Industry
Taxtiles
Other consumer goods {sugar, tea, cycles, otce)
Chemicals and pharmaceuticals
Producer goeds (metels, cement, rubber, etee )
Mach inery
Engineering and construction
Rutgmotive products
Miscellaneous
Sector
Private secter

Publ ic gector

428

553
19%

13%

8%
11%
1%
25%

13%

11%
8%

85%
15%

miil lon

millian



TABLE 2
MEANS AND_STANDRRD_DEVIATIONS DF FAST TOP MANAGEMENT,

GOALS AND _CURRENT LOWER WMANAGEMENT J08 5/.TISFACTION

Past (i,es3 years prior)

Tog Mianagement Goals

Finrneiel performance

1e Higher profitability

Z2e Parformance gtabil i~
sat ion

Growth

3. Higher growth rate
in sales

4o Growth in market share
Extarnal relat ions
S5« Batter public image

Bs Greater customar
Ioyalty

7« Better relations wikth
government

Orqanization develgpment

Be More professional ised
management

8, Higher esmployse morale

10+ Highor operating effil-
c iency

11+ Greater supervisory
and managerial skills
Sppial responsibil ity

12. Increased mesting of
natignal prioritiess

1TEMS
N =72
Mczn  Stdes Dove Lougr Management
ot Saf iofact ion
4425 o« 16 ltems
Crowth and aghie-
3,93 +85 vemant
1s Sense of cha=-
ilenge and
4403 79 worthuwhila
7,57 .80 . accompl ishmant
2e Opportunity for
personal growsh
3467 77 and development
3+ Opportunity for
Ja 66 « 97 taking initia-
tive
3450 «80 4. Superiarst
approe lat ion
for good work
Fower, status, and
3837 -0 autonony
3.54 8% 5. Decision making
suthor ity
3478 78 6e Dpportunity for
promot ion
355 77 7. Jdob fraeedom
B8+ Sppartunity to
influsnce sy-
.15 + 50 perior's deci

ginns

9. Spcial prestige

of organization

N = 62

Moan Std. Dev,

Intorpersonal rel. tions

10. Considerats and

helpful boss

ou es

Altiufsn
12+ Dpportunity to

sorve socicby

Hey istaonce® fastors

1Z. Job =sccurity
14, Poy, allowancos,

and other per-
quisites

11« Conoenial collea—

3450 035
3.31 .43
3,30 43
3,14 439
3.25 37
3.00 36
3420 43
2,92 54
2.2 .36
3e34  o45
3,22 34
2,79 42
T30 W45
310 45



TABLE 3

INTERCORRELATIONS OF ™ PAST " T0P MANRGEMENT

OPERATIONAL GOALS

N =72
2 4 5 6 7 g8 9 kiv 11 12

F inancial Per-
formance
1. Hicher pro~

Fitability 20% 24% o7# 24% 4% 7 20%  3gwk 474 0o -16
2+ Performance

stabil isa

tion 18 25%  SW% gk oo 9q 43%% T4 ns
G rowth
3« Higher sales

growth rate 43K SUME TOME L4HR TR 4GEE LIE 4R 1
4. Growth in

market share 25%  44%% 4386 ToWE 21 33k T eNE 45%%
External relations
5. Better public .

image 42k GO Tae zake oon 4T 16
6e Greater custo-

mer loyalty S1¥* 27% TRk Ioie 3% 12
7« Better rela-

tions with 7

governmant IEWE 4ot ZT1RX S KE it
Organization
development
Bs More profe-

ssional i-

sed manage-

ment 53%* poir G2k 25%
9. Higher anplo-

yee morale 53#¢ 5o 14
10. Higher opera-
©  ting efficiency oW 25%
11+ Greater super-

visory and mano-

gerial skills 3o
Sogial responsibil ity
12, Increased meeting of national priorities

*p & 05 (2taids) #* p € .91 (2 tails)

Notes

Decimals have been omitteds



TABLE 4

INTERCORRELATIONS OF LOWER MANAGENENT 305 SATISFACTION ITEMS

N = 62

Inter

Growth Pouvar Persenal Alt,

Existe
enge

2 3 ) 5 6 7 8 9 19 11

Growth and achie-
vement

1 Sense of cha~
llenge and
accompl ish- e *
ment 38 53 54 38 24 36 24 21 11 25 37

2+ Opportun ity
for persan al EVRYY ey AN ETRvY EYEYS ey W
developmant 74 62 36 51 42 43 34 25 83 36

3« Opportunity

for initia- T, * W% *% *

L
tive 62 36 49 28 44 33 27 36 33

44 Superiors!
appreciation #E e WE R * 2

*
for good work 45 56 35 39 46 14 32 47

Power, status,
and autonomy

Ss Decision mak- PV
ing authority 48 .48 19 18 20 24 11

6+ Opportunity
for promp- _ *
tion _ 31 23 20 «02 16 -13

*
7« Job fresdom 27 10 01 31 ~05

8+ Opportunity %o
influence supe- oy

* *
rior 38 09 28 26
. »
9+ Social prestige 43 29 42

Intergersonal relations

*k
10e Congenial boss 59 19
11. Congenial colleagues 30
Altruism

12. Opportunity to
sgrve spciety

MExistence®
13+ Job security
14, Pay and perks _
* p x .05 (2 tails) ® n < .01 {2 tails)

Notes Decimals have been omitted.

13

14

0é

o7

08

29

03
13

a7

14

=01
28
21

28

*3x
46
™

iR

16
27

22

"
46



Past Tap Gozls -

Financial performance

1.

Higher prafitabi-

1icy
2e FPeorformanco sta~
Bil isation
3, Hicher sales growth
4, Grouth in market

share
Extornal rolations
5. Better public imege
6o

Groeator customer
loyalty-

Better rolatinns
with gov te
Orocenizational develop-
nent ' '
8e More professionali-
szt ion '

Higher morale
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TABLE §

TUWC MEASURES OF QIFFERENTIAL EFFEET OF GIAL 3N U0B
SATISFACTION ITEMS

Top Gogl Standard daviation Correlation paire
of goal's corrolaw with stat ist ical
tions with gatis- difference

Finanecial porformance fact ion itoms

1. Higher profitabil ity 18 18

2, Pgorformance stabilisation «12 8

G rawth

3, Higher sales growth rate 12 10

4y Growth in market shars o317 28

External rslations

5. Better public image «10 2
6. Greaker customer loyalty 22 35

7. Better relations with , |
governmecnt s 12 10

Orgenizat ion development

8, More professionalised mane—

gamant } 18 26
8, Higher employec moralce +18 31
10s ' Highor operating efficiency e 14 16
e Greater managerial skills « 18 24

Social responsibi] ity

12« Inereascd meoting of natio-
nal priorities .12 3



TRELE 7

GGAL’S DISTINCTIVE IMPACT ON LOWER MANAGENMENT 308 SATISFACT ION

. . Coal's
 Top Goal Distinctivonoss Impact Scorg
Financial psrfaormanco
1e Highor profitability 12
2« Porformance stabilisation - 19
G rowth
3e Highor sales growth rato 24
4e Growth in market sharc 11
External relat ions
5« Bebter public image 13
6s OGreater custamer loyalty 3%
7+« Better relations with government 7
OrganiZat ion dovelopment
8, Moro profossionaliscd managemsnt 15
9, Higher employeo morale o
104 Higher operating coff iciancy 8
11, CGroator managorial skills 10
Sgcial responsibiliby
12+ Increoased mooting of pational prioritics 62

Noto: Scores below 8 indicate sbsence of distinctive impact.



Job 3atisfaction ltems-

Growth & Achievement Powsr and Status e Anterpersonal Altruism M"Existence®
1 2 3 & 5 6 7 8 9 10 11 T A I T
Chall- Gro- Inikia-Good Autho~ Promo~Free-Infl, Soci- MNice Nice co~ Serve so~Sccu- Pay,ste,.

enge wth tive work rity tion dowm on al Pre-bos® lleagues cisty rity
sups stige

Past Top Goals
Vinangial percformance

1. Profit - 6 1 1 1 1 1 2 2 1
7+ Stabilisat ion 2 2 2 Z 3 5 4 1 5
Erputh
3. Bales 4 5 11 & g 5 5 1 4 7 11 1
4o Market sharc 2 1 4 1 3 1
Extornal reletions
5. lmage ' ' S 1 1 1 & 1 2 & vi 4
64 Tustomer loyalty w20 19 21 25 32 17 12 1 1 1 11
7o Govt. rolations 1 ( 1 T 7 1 1 1
Orgenizational
development
8s Profoussionalism 1 3 1 2 10 1 1 7 1
9, Morale 1 1 2 1 2 3
10, Efficiency 3 5 ' 1 7 1 2 2
11. Skills - 8 3 1 1 3001 17 1 1 1
Secial respgnsibility
12. Nat priorities 5 N 2 3 L & 5 7 3 3 5
Range of variance
gg&gmed by 12 10 20 12 21 25 32 17 12 10 7 7 7 1" 1%
'_fp:tal'uariancn '
explained ty re-
gression 33 41 435 43 4o 49 26 29 29 28 24 19 28 33

Mogtes Peorcontage signs deletede Blank cells denote zeros.



