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CHAPTER I

- AN OVERVIEW OF THE STUDY

Introduction

"An organization comes into being when there are persons (1) able

v ’,td communicate with each other (2) who are willing to contribute action

v_ (3) to accomplish a common purpose” (Barnmard, 1938:82). Consequently,

the three basic elements that constitute an organization, according to
Barnard (1938:69), are communication, willingness to serve, and a common
purpose. Thus, it can be seen that communication and willingness to

serve or motivation to work are major components of organizations. How

these concepts are related, however, has not been studied, according to '

~.a review of ;he litefature.

Barnard (1938:69) éaw communication as a cohesive element which
serves to ¢ombineva common purpose or goal with williﬂgness ﬁo exert
"effort to thé organizatidns’ Vroom (1964:195) proposes that the level of
effort exe?ted by workers on their jobs is directly relatedbto both
"their preferences amongbperformance outcomes and their expectancies
concergiqg the consequences:of each level of effort on‘the attainment of
these butcoﬁes. Eariier,_Béfnard (i938:84) recognized the preSeqce of
levels of willingness to exert gffort in its variations of intensity,

and in its relationship to the accomplishment of organizational goals.

~ He further explains that:




(W)illingnesé tovcooperate, positive or negative, is the
expression of the net satisfactions or dissatisfactions
‘experienced or anticipated by each individual in
comparison with those experienced or anticipated through
alternative opportunities. (p. 85)
‘ bowns and Hagen (1977:64) suggested that the communica;ion system in an
vorganizatibﬁ is a muiti;diménsionalvconstruct which in;ludes-thev
pérticipants' satisfaction with seVen‘factofs Qf-communication. These
’vfactors; according to bowns and Hagen (l977:66—67), are dréahizational.

:perspeétive,_personal feedback, organizational integration,
. cémmunicatioﬁ with Superiors,:coﬁmuniéation climéte, horizontal
.communication‘and media quality. Downs and Hazeﬁv(1977:72)'propose that
the effectiveness of anvorganization's communication system may be
analyzed by monitoring the satisfaction of employees with the»
communication system.

 >1'Consequent1y, there is reason toibelieve that tﬁere is a
relationship between communication énd work motivation. Cémmunicatiqn
‘has been found to be avyita1>e1ement in organizational behavior in that
‘iit serves as the major vehicle'for transmitting knowledge of goals'
(Futre11,>1975). Knowledge of goals facilitates the willingness of
‘workers to.eXertbeffort toward the accdmplishment of the goals of the
organization. Motivation‘to work has beenvfouﬁd to relaté to job
: pefformance (Porter'& Lawler, 1968), managerial behavior (House, 1970),
and to several othe; manégement procesées and organizational behaviors.

It seems reasonable to assume, therefore, that there is a”relationship

between satisfaction with communication and work motivation.




Stateﬁent of - the Problem

The brief overview of communication and motivation highlights the

probability that a relatibnShip exists between communication and work

motivation. Accordingly, the present study 1s designed to determine if

there’is_such a_reiationship; ‘The problem for the studybisi

There is a relationship between satisfaction with the
school communication system and teachers' work .
motivation.. ‘ : ' ’

' Thé subhypotheses are:

1.

2.

There is a felationship between teachers'
school pefspective; |
There is a relatidnsﬁip between teacﬁers'
persbnal feedback.‘

Thére is a reiationship betweén teachers'
school organizatiénai integration.
There:is a relationship between teachers'
commﬁnication with principal.

Theré is a relationship betweén teachers'
communication»élimate.

There ié_é relationship'between teachers'
horizontél commﬁnication.

There is a relationship between teachers'
media 4uality.

There is a relationship between teachers'

years of experience.

work motivation
work motivatioﬁ
work motiva;ion
work motivation
wdrk m;tivation

work motivation

work motivation

work motivation

andv

and

and

ahd

and

and

and

énd




9. There is a relationship between teachers' work motivation and
_size of school enrbllment. |

10. There is a relationship between teachers' work motivation and
teachers' job satisfaction.

11. There is a relationship between teacheré' work motivation and

teachers' level of satisfaction for the last six months.

Definition of Terms

Several terms are defined to assist with the understénding of their

usage throughout the study. They are:

Communication system. An officialiy established and approved

communication channel, Supplemented to some degreé by informal channels,
‘which gathers, disseminates, evaluates, and distributes information
within an organization.

Motivation to work. "a disposition, a determination, a readiness

or willingness to . use human and material resources in éctivities that
are likely to facilitate or enhance effective performance on one's job"
(Piou, 1979:4).

Inétrumentalitya The perceived degree of relationship one sees

between his level of performance and attaining personal goals.
Valence. The positive or negative importaﬁce one atfaches to the
events thaf occur on the job as leading to desired personal goals.
Expectancy. Tﬁe perceived degree of rélatibnship one sees.between

~ his level of effort and his level of performance.




Communication Satiéfaction.b A multidimensidqal construct composed
6f seven'faétors: school organizational perspective, personal feedback,
school'dfganizational integration, communication with priqcipal,
communication climate, ﬁorizqntal climaté, and media quality (See

Chapter III for a more detailed description.)

Significance of the Study

1f the preéent study subétantiates the hypothesis that>fhere_13 a
relationship between the school communication system and teacheré' work.
motivatign, the study will add to the body of knowledge in
adminiétrati?e theory. Additionally, it will decreaée the péucity of
infqrmation on work motivation in educational settings. ‘The study will
contribute to empirical evidence regarding the relationship between work

motivation and communication systems.

Organization of the Study

An introduction to the study and a brief 6verview 6f‘coﬁmunicationi
and work motivation are presented in Chapter I. In addition, thev
bproblem statement,‘definitiohsbof terms, and significance of the stﬁdy
are-included. |
| 'Chapter II is devoted to a review of related literature. The
chapter»is divided into two major sections; one on research on
communication and the other on research on motivation. A summary

concludes the chapter.



A detéiléd discussion of the methodology used in the study is
v'présentéd»in Chaptef ITI. Chapter IVbcontainS’aﬁ analysis of the
‘ results_pf the study.—:The final chapter, Chapter V, is devoted to a
summary of tﬁevstudy, a discussion of the findings, conclusidné, and

recommendations for future research.




CHAPTER II

REVIEW OF RELATED LITERATURE

The concepts of "communication” and "work motivation” have been the
vtheﬁe of much of thevresearch that has been cqﬁducted,in manégement
theory and organizational-behafior. Both of these concepts have béén»
investigated to ascertain their relationship to such management
processes as job‘satisfaction, job produqtivity and pérformance,
organizatiﬁnal structufe and leadership behavior. However, only one
stu&y was foﬁnd thét related soﬁe facet‘of commﬁnication tovwork
lmotivation. The majority of the studies coﬁcerning eithér communication
or work'motivation has: been conducted in bﬁsiness, indﬁstrial, and
governmental settings. Only a few reseércpers have used-educatibnal
settings for théirvstudigs; The review»of related literature is divided

into two major sections, communication and work motivation.

Communication

"Communication can be realistically viewed as the most fundamental

of all management activitieé, and as the core process of*o:ganizational
behavior” (Irelénd et al., 1978;3). Other theorists, Barnard_(1938:91)
and Simon (i957:154), agree with Ireland on the fundamental importance
of communication to-managemeﬁt activities and organizational behavior.
The review of literéture on communication will include‘research on

communication as it has related to such management processes as the flow




of communication, productivity and performance, job satisfaction and
conmunication npprehension.

Thé methods pf communicating information have been inveStigated 1n
an effort to»explain how information is»cnmmunicatedvand tn détermine"
wninh of the méthqu used are deemed nost appropriate and effettine.
bahl,(1954)'conducted‘threé experimental studies with collegé students;t
.bnsinessfworkers,:nnd industrial workers, respectively./.The'purpqse‘of
. tne'studies was to identify which one of fivg methods of communiCation,‘
' némely:FFOral only; nritten only, oral and writtén, bulletin boards, and

“the grapevine, was most effective within thevorganizations. Of the five

methods, Dahl (1954) found the oral and written methods of communication.

‘combined:to be the most effective~method.

Later, Level ©(1973) partially’replicated the'Dahl‘study and found
partial Support fqr the study. He found that even though the oral and
wtitten methods of communication combined were mnre effectiVe}most nf'_
the time, somé situationéydemnnded'that another‘procedure.be uéed. The
results of the research study showed thnt the nral'méthod was most
effeétive for managers to use when'reprimanding‘Subnrdinates and wnen
nandling &isputes, and the written méthod only worked‘best for
transmitting general information to wbrkers in organizations.

in additinn, the flow of information in organizatinns.has been
studied in terms of directionality. The:basic direntions in which
information may flnw in an»otganizatinn'are upﬁard, donnward, and
hnrizontal. In the early history of management theory mnst

organizations only considered the downward flow of information. Fayol




(1916), an early theorist, ﬁas one of the first writers to suggest that
vhorizontél communication be utilized in organizations. Previously,
manégers on the séme level of the hierarchical ladder were required to
send messages to the top of the ladder from whénce it was passed down to
» thekbther managers at that level. Once instituted,.the process of
hofizontal communication would speed up the communication process.

“In 1961, Landberger looked at the direction of communication flow.
He found that 31 percent of all communication in organization was by
this time taking place. between managers on the same step of the
organizational ladder. He favored horizontal communication for its
_spéed in disseminating information within the organization. Lahdberger
(1961) found support for Fayol's (1916) theory.

: Read (1962) investigated‘the upward flow of information; a
procedﬁfe Which had received little support by organizations‘in early
ménagement history. The research looked at interpersonal trust,
influence andymobility as(they affected upward communication. Read
(1962:5) predicted that the greater the influence the upwardly mobile
subordinate perceived thé superior to have, the greater would be the
- subordinate's tendency to withhold problem-related informatibn froﬁ such
a supérior or even to restrict it entirely. He contended thag the
bfedicted negative relationship between mobility and communication ﬁould
be conditioned or modified by the subordinate's trust in his superior's
motives aﬁd intentibns and by the subordinate's perception of his

superior's degree of influence.
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The‘study was conducted in three major 1hdﬁétria1 o£ganization§
ﬁith absampie‘of-Sz management supervisors and‘52 féSpéctive ‘
SUBofdiﬁates. He ﬁeasured trﬁsﬁ, mobility, and influence using the
~ interview method of data collection. ‘The results, obtaiﬂed by Pearson
’prodﬁét-mémeht correlation, generally supported the ma jor predictipn
' “tﬁaté in industrial hierarchies, mobility'aspi:ations'among subordinate
ekecutives is negatively :elated to acéurécy of upward communiéationg

"Read's (1962) study lends emphasis to ﬁhe crucial:importanée of
attitudinal factors in communicaiion. The fléw offupward communicaﬁion
méﬁ be distorted'dué to the attitudes of the subordinates responsible
"f§r transmitting the information. |

;Athénassiades (1973) élso examined the distortion of upward

commuﬁication;-ﬁbwever; he chose to test its:relationship to autonomy,
éuthority étructures; and subordinate ascendency. The saﬁple was chosen .
with differencés in séructure in mind. A policé department was selected
'becausg'itvwas considered as having an authority struétdfe and a schoql-»
 within é university because of its closenesé‘to an autonomoqs structure.
The fesearcher found, using Gordon's Personal Profile Inventory and
Maslow's Secufity—Insecufity Iﬁventofy aé instruments, that the -
" authority structure was more favoréble for the distortion of the ﬁpward
flow of information.while the autonpmouszstruéture ﬁrdduced 1ess
distortion. From the study it can be surmised that the leés formal the
structure the more>accurate the information will be that is transmitted

- upward in the organization.
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The 1egdership'behavior also,affecﬁs the upward flow of
information; according to Level and Johnson (1977). Théy élso used
Gdr&on's Personal P?ofile Inventory énd'in addition;‘they uéed.thé
Leadgrship Opiniop.Queétionnai:e} The task was £o have the subjects
‘read'two itéms of iﬁformafion,_one espeéialiy designed t@ilead to
‘diétortion and the second, in contrést, designed to avoid distortion.
The résearchers»fbund that certain pérsonalitieé‘tehd to distort
information according to théir'perceptions ofvthémselves. They also
found that supef§isbrs who were‘réted high in éonsiderétion'wouid tend'i'
to réceive more accﬁrate'informafioé than those réted_low ins
éoﬁsidefﬁtion.

Thé style of communication influences the effectiveneés of the
_,§Ommunicationbsystem and the worker's satisféction. kHaney (1964)
‘examined the relétionship between thg'flow-of tﬁe information aﬁd,’
satisfaction. He organized eighteen groups, each withva leader célled é
communicators ’Thercommunicétor described a task to the grodpywith his
'béck';o thém. .N§ verbal ‘interaction with the group was allowed; The
, grodp then reéponded to a questionnaife; A second description bf the
task Was'given‘whiéhvallowed for verbal interaction and the subjécts
respondedvto‘a secbndvquestionnaire; An analysié'of thé responses
showed that with interaction fhe participants were less,frustrafed;
morale increased; they were accurate in perfdrmiﬁg fhe taék; énd they .

. eipressed moré confidence."Tﬁerefore, there was support fﬁf the
 hypothesis that\bilateralvcommunication was mOfe effective thén lateral

' or one-way communication.
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Not only méy the flow of communication be'studied within a single

'orgahization but it has been examined to determine if it exists between

organizations. Czepiel's (1975) study focused on 1nterorganizational'

coﬁmunication and the diffusion of a major technological innovation. He

"sought to determine if there was an informal society within an industry..

If there was, he sought to determine its composition, use, and effects.

The researcher interviewed thirtyﬁone,persons from eighteen firms
#haf were adopting'a continuous casting:process in’tﬁe steel iqdustry;b
The highly-structured’interview obtained iﬁformation on(conta@ts in
other firms, requests for information fromvotber fifms, and the nature
of regulaf conﬁacts with othef firms. Sociograﬁs that were constructed
revealed the existence of social groups among firms. The findings also
showed that there were’difect formal contactS‘between decisionmakers in
different firms. Lower status individﬁals more often contactedvhigher
status iﬁdividuals. The results of this study‘shOW that individuals in
;thg same typevéf organization‘may be termed a sbciety or community
(Czepiel, 1975:18). It Wogld be reasongble to assume that educators, as
sﬁch, are a society or a community and that they, too, communicaﬁe with
Tother educators in otﬁer enviroﬁments; |

Some studies have been conducted to investigate the relétionship
"between cpmmuniéation and productivity. Among these étudies are those
by Migliore (1977) and Futrell (1975). Migliore (1977) conducted a
1ong—range study in indﬁstry to ascertain the effectivenesé of
"knowledge of results" as a.techniqﬁé for improving employee

productivity. Two experimentél studies were conduéted, each in three
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‘ stages. ‘During the first stage, worker's productivity was monitored and
- ranked. "Knowledge of results” techniques were gradually introduced
during Stage II, in the form of feedback and worker's productivity was
posted.  Full implementation of both "knowledge of results,” monitoring
of worker performanée were in process during Stage III, and monthly
group meetings for each level were being held. Personal contact with
supervisors was increased, and organized group activities were
conducted. . Productivity increased, according to Migliore (1977).

Futrell (1975) also conducted a study to look at worker performance
~and communication. He conducted a field study in a marketing
~organization to study the salesmen's perceived goal clérity and job
performance. Significant results were found using canonical analysis to
_examine the relationship of goal clarity and job performance, and
.Chi-square to determine whether the two sets of variables were
biﬁdependent of each other. Futrell (1975) reported a canonical
” correlation of .295 which showed nine percent of the variance of .
performance to be associatéd with the variation of goal clarity. He
concluded from the study that

...}(T)he salesman who perceives that he 1is clear on what

is expected of him by his superiors, who perceives that

he 1is clear on the relative importance of the goals

expected by his superior, and who perceives that he

receives feedback from his superior on how well he is

performing his tasks, tends to have a relatively good

attitude toward his job and tends to be willing to expend

a relatively high amount of effort toward accomplishing

his tasks.

According to these studies, the assumption is supported that

- communication tends to affect productivity, performance and feedback.
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Communication can be examined in another manner. Timm (1978)
investigated the communication system using it as a reward system. He

set up a system of communication, using un{versity students, which would

be rewérding if it were supporting and positive,‘and non-rewarding if it

~ were negative and harshly critical. fhe hypothesis for the study was
_fhat subjects who perceived the supervisor's communication style as'
négativé_&ould'féte.the supervisor,léwer‘on the rating scaie used aftef
each session. Timm (1978) cbncluded that his hypothesis was supportea
since:thefe was a tenﬁeﬁcy for the supervisors Whp communicated
negatively and hafshly to be rated lower than those who were éupportive
andvpositive. Commuhicator's style showed some effectv0n~the‘ |
pa:ticipants' ratings of their éupervisors.

| Goldman (1979) used a sample of 310 members of the Air Force to
study ieaderéhipvcomﬁtnication style,vgroup fesponse, and
problem-solving effectiveness. Twovinstruments wefe utilized, the Groﬁp

: Leéder Behavior Index and the Systems Analysis of Group Effects. Three

‘styles of leader communication produced the following results: (1) the =

téchnicalksfyie’was the most éfféctive style ofxleaderéhip in proBlem-
_-sdiviﬁg gfoups; (2) the‘greater the group problem-solving effectiveﬁess,
the‘greater‘the leader's interaction with group members,v(3) thebgreater
the leader's fﬁlfillment of his expected role, thevmorg_positivé wefé
group ﬁembers"percgptions of their own roles apd thé gée of sﬁecialized
skills. Leadership communicatipn_style affected the grbup's

problem-solving effectiveness. The other styles, formalland informai;
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were not as effective for problem solving. The attractiveﬁess of the
communicator's style also had an effect on the communication system.

Three independent studies were conducted by Nbrton and Pettigrew
.(1977) to investigate the relationship Between attfaCtidn and

~communicator style. They defined communicator style in terms of nine

indépendent variables: dominant, open, dramatic, relaxed, contentious,

_ animated, friendly, attentive, and impressionFleaving. The first study
was designed to measure the strength of the relationship between the
communicator style variables and attraction. The instruménts used were
an attraction measure and a communicator style measure. Participants
responded first, to how the subject was and, second, tobhow he should be
ideally. Using Hostelling's T2 statistic the researchers found that the
communicator style variables in the mean vector differed significéntly
across the two conditions (T2 = 42.1; F(6, 90) = 6.7; p < .01l). The
mean vectors for the style variables aléo differed acrosé the two -
conditions (Ts2s = 67.2; F(6, 90) = 10.6; p < .0l).

In the sécond study the communicator style variablesbwere reduced
from nine fo four for the purpose of assessing the predictive
relationship between the individual style variables and attraction. The
same questionnaire was used. Multiple regression analysis.showed that
36 percent of the total variance was attributed to "friendly," 22

il

‘percent to "attention,” and 16 percent to "relaxed.”
The final study represented an extension of the second study. The
- subjects evaluated the target persons without knowing their style, while

they had knowledge of the target person's style in Study II. Norton and
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Pettigrew (1977) concluded from their research thét the dominant/bpen
style df communication was the most attractive of all categories; that
certain communicator style variables appear to be strong co—variatiohs
of attraction variables, and that attentive, friendly, and relaxed are
pfedicﬁors of attraction. It can be inferred that the more attréctive
the communicator's style, the more effective the communication system.
| The satisfaction of workers with their jobs may be influenced by
their peréeptions of the communication system as evidenced by the
studies conducted by Area (1978), Félcione/(1974), Downs andkﬂazen
(1977), and Falcione (1977). The étudy conducted by Area (1978)
investigated the level of communication and communication satisfaction.
He related communication satisfaction to such concepts as production,
maintenance, 1nnovétion, flexibility, directionality, and the types of
message channels. Subjects preferred the informal channels to the
fbrmal channels. Another finding was that the highér the level of
- communication the more positive the subjects were toward productivity,
maintenance, innovation, flekibility, and directionélity. Area (1978)
concluded that the higher the level of communication the more satisfied
were the subjects.

Falcione (1974) studied the relationship between |
superordinate/subordinate communication and worker satisfaction. The
: subordinétes tended to be more satisfiedehen their relationship with
"~ their superior included their participation in décisibﬁmaking, and
communication reciprocity. |

Downs and Hazen (1977) conducted a factor analytic study of

communication satisfaction which included both the concepts- job
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satisfaction and communication. They defined the term "communication
satisfaction” aé "a unidimensional,_generalized fgeling ﬁhich an
employée has toward his total communication environment” (Downs & Hazen,
1977:64).

The hypothesié for the study was to determine how individual
combonents of commuﬁication satisfégtion relate to job satisfaction.
Downs and Hazen (1977:72) found that some of the dimensions of
»c0mmunicétion that interact positively with job satisfaction were
peféonal feedback, relation with supervisor, and communication climate.

Falcione et al. (1977) sought to détérmine the role of a wide
vafiety of variables, including communication beha?ior and qémmunication
uprbpensity, on job satisfaction. Théy used the foilowing instruments:
‘Job Descripfioﬁ Index, Personal Report of Communication Appréhension
Test, Mchoskey, Richmond, and Daly's homophily measure, a’measqre of
supervision credibility and several other measures which they.d?ew up
- from their previous writings. The instruments were administered to 211
employees of a‘lérge fedéral research establishﬁent and t9 189
glementary and éecondary teachers. ’Among the results obtained was a‘
correlation of‘.78 between communication quality and éatisféction with
subervisor. Félcione et al. (1977:373) stated that "supervisor
»satisfactioq appears to be most.cloSely associafed’with perceived
communication behavior.”

The interaction of individuals in an organization, the supervisor's’

leadership style, and the formal and informal structures of an
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organization contributé fo Organizatioﬁal climate. Some researchers
suggest that organizational climate affects the communication system of
~an organization. Ireland et al. (1978) prdp;sgd that tﬁree‘types of
‘organizational climate-—power-motivated, affiliation-oriented, and
achievement;oriehted influence the development of tﬁo types of
communication climate; i.e., the défensive and Ehe supportive. Théy
suggested_that power-motivated organizationglrclimate would lead fo a
.ﬂefensive communication climate. A supportive climate would develop
“under an achievement—oriented organizational climate. Either a

' defensive or a supportive communication ciimate would develop under an

affiliation-oriented organizational climate. No empirical testing was

reported in the article as support for these propositions.

Helwig (1971) looked at organizational climate and the frequency of N

: principal;teacher coﬁmunications. He suggested that in times of
conflict, principals and teachers would communicate more. He measuted
the number of contacts using the Principal‘s daté sheet and correlated
these scores with scores from the Occupational Climate Deécription'
Questionnaire. Helwig's results showed Rs of .21, .28, and .31 which'
‘ revealed a low correlation, insignifitant at the .05 level of accepfance
on one-tailed test.

| Huddleston (1975)‘investigated occupational climate, principal's
leadership'behavior.aﬁd‘reciprocal communiéation. The‘reciprocal
v communication was measured by how efficiently the principals and
teéchers could verbally resolve a definite communication task Qith,

- visual sighting of the task prohibited. He did not find a positive and
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nor a significant correlation between the ﬁrincipals' perceived
leadership behavior, as measured by the Leédership Opinipn
Questionnairé, nor reciprocal cpmmunicatioﬁs between teachefs and
principals; nor did he find a positive relationship Between occupational
climate and the reciprocal communications between teachers and
principals.

Staton?Spicer and Bassett (1977) suggest that teachers have

concerns about communication. They conducted a study to identify these

concerns and to determine differences in the concerns of three groups:
prospective teachers, student teachers, and inservice teachers. .The

components of communication that they looked at were concerns related to

self, task, and impact of communicating on others. Inservice teachers -

- expressed more concerns about how they communicated than did prospective
and student teachers. The communication concerns expressed by the
teachers in answer to the question "When you are thinking about your

teaching and communication, what are your concerns?” were.content:

analyzed. The responses fell under three categories: (1) concern about

self as a communicator; (2) concern about task of éommunicating; and (3)
concern about the impact of communiéating on others. Hence, teachers
are éoncerned about their problems in communicating and its effect when
communicating with others.

Barnard (1938) suggested that the goals of an organization should
~ be known and accepted in order for organization to be effective.
Surles' (1975) study focusedbon‘tﬁis concern. Surles (1975)
investigated the relationship be;ween the impact of agreement and

disagreement with organizational goals and the impact of agreement or
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disagreement with organizational roles for the 1ower.participants in one

>organization.‘ He used stepwise regressiop analysis to determine the
correlation.between communication of goals and roles, énd joblindicators
of job stress, economic strain, psychomatic étrain, job sgtisfaction;
job absence, and job performance. Among Surles"(1975) findings were:
(1) job absences were somewhat related to undersﬁanding of treatment of
adﬁinisfrative géals of the organization; (2) lower participants |
expressed job stress and strain when they misunderstodd the treétment
goals of the organization; and (3) lower participants who»disagreed ﬁith
: organizatibnallgoals and roles experienced more job stress, economic
strain, and psychosomatic straiﬁ. Sufles' étudy supported his |
'hypothesis that treatment gbals and roles and custodial gogls.and roles
have diffefing effects on members of an organization and that a lack of
kn&Wledge of and agreement‘with the goals ofjthe organizatién may lead
to .problems in the organization.

Other problems in the organizatién may stem from the employment of
individuals who are apprehensive toward communicating with othe:s. The
amount‘of communication needed varies in different otcﬁpatibns. Some .
occupations réquire vast amounts of communication while othefs require
little communicatibn. In choosing an occupation an individual Should
consider the amount of his communication épprehension, or the
apprehension he has about iﬁferpersonal commuﬁication. Dalyvand
McCraskey (1975) ﬁypothésized that communicatién appreﬁensidn affects
both the perceivéd‘desirabiiity of a numbér.of occupations and the

actual job choice made by subjects.
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The subjects were 196 undergréduéte students. The instruments used

to collect the data weré the Personal Report of Communication

: v ) ;

Apprehension, an author-constructed measure which allowed gubjects to.
rate 31 OCCupatiéns, and a short-answer item on choseﬁ occupation apd
vits commﬁnicationbrequirement.

| Occupations weré classified into high and low éategories and high
énd low communication apprehensions were identified. Analysis of
‘variance was used to check the validity of the high~ and
low-communication requirements classification of the occupations and to
determine whether cdmmunication apprehension level produced a main |
.effect or interacted‘with occupatioﬁ level to affect perceived
commuﬁicétion requirements of occupations. .

Results indicated that neither communication apprehension nor the
intéraction of occupation and communication apprehension had a
significant impact on berceived éommunication requirements, nor'did
communigation apprehension produce a main effecf. Thus, Daly and
McCraskey'(1975:310) founq support for the hypotheses that (1) low
vcommuniéétion‘apprehensiVes perceive occupations reﬁuiring more
communication as more desiraBle than occupations requiring lessf
véommunication, and (2) high apprehensives select océupatioﬁs they
perceive as requiring less communication than.fhbse éeleCted by low
apprehénsives.'

Within ail organizations{ individuals are gommunicatingbat an
informal level in what is called the informal system or grapevine. The

informal communication system complements the formal communication
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system. Barnard (1938:224) sees the informal system as essential to
“communication in formal orgénizations and furthér suggests that
executives maintain the informal executive o;ganization as an essential
meané of commﬁnicatipn. The functions of the informal communication
System, agc0rding to Barnard (1938:225), are to communicate intangibie
_facts, opinidns, suggestions, suspicioné, to reduce formal decisions and .
promote-desirablevinfluences. Thus, the informal.communication system
can be viewed as a viﬁal part of an‘orgénization.
The informal communication system has been investigated to

‘ascertain its value, influence, mode of operation, and interacfion
pétterns. Newstron et al. (1974) studied the influenée and value of the
 informa1 communication system within the organization. They utilized
;he semantic differential technique to quantitatively méasure 341 |
managets and white collar employees' perceptiqns of the grapeviné in
their organization. The participants rep:eseﬁfed_164 organizatiéns from
' governmgnt; military, health services, education, businesé, and
industry. - The-tabglations of the disfribution of responsesireveéled
that: (1) 53 percent of the respondents viewed the grapevine as a
bﬁegative factor in the orgaﬁization;’(Z) the value of the grapevine was
viewed as.positive by 27 percent;'(3) the value of the.grapevine was
viewed as neutyal by 20 percent; and (4) 38 percent viewed its strength
as‘neutral. The grapevine, overall, was viewed negatively by the
| ménagers and white collar employees; however; it is ever present in all

- .organizations.
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\

Davis (1953) analyzed the mode by which the informal communication

system transmitted information throughout the organization. He looked
at a manufacturing company of 67 people to learn from each communication

recipient how‘hé first received a given piece of information. Among the

grapevine characteristics the four most éignificant’were: (1) speed of

ftransmissionj (2) degree of selectivity; (3) locale of opcration; and

| 4) relation_to formal organization. Davis (1953) found fonr different
- wayskof visualizing the informal communication chain: the single

_ strand, the gossip'chain, the probabilityvchain, and the cluster chain.
:Tne cluster chain was found to be the predominant chain in the compony.

 Davis (1953:47) stated that ". . . the predominnnt flow of
'infornation for evencs of general interest‘was between the four large
areas of production% saleé, finance, andvoffice rather thnn within
- themf" He recommendéd that managers increase the number of liaison-
individnals; recognize that some persons are isolated from communication

‘ chains; and that further research be condncted'on the transmission of

infofmation.through the grapevine.

A partial replication of Davis (1953) study was conducted by Sutter

and Porter (1968). The major concern of their investigation was co test
nhether communications role behavior is a function of certainv |
péréonalify charactériStics‘of individuals. 'Sutter and Porter (1968)
uSed a regional tax office of a stéte government for their sample.
Davis' (1953) "ECCO Analysis” method was utiliied to study the flow‘of
information through che grapovine. The ECCO is an instrnment which was

deyised to study and record the communication patterns within
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'orgénizations. Bass' Orientétion Inventory was administered to all
respondents after the final céllectibn of the grapevine data. The
résultsvshowed tﬁat the predominant flow of information took place
'within,'rather than between, functional grodps; 71 percent of those
employees wﬁo functioned as liaison individuals Aid so regardless of the
degree of task relevance of the information going through the grapevine;
and.thatrthe'liaisons were relatively more integéction oriented, the
vdeéd—enders more task-oriented, and the isolates more self oriente& |
(Sutter & Porter; 1968:227-228). Sutter and Porter's (1968) findings
differed from Davis' (1953) findings in that the predominant flow of
infdrmafion took place within, rather than between, groups and in that
most liaison individuals functioned as such regardless of the type of
itém paésing through the grapevine. Sutter and Porter suggest‘that
‘personality drientation affects the role behavior of an individual in
the grapevine network.

Most of the studies on the informal communication system have Eeen
cdnduéted as field studies of single-shift eight—hour—workday
situations. Rudolph (1973) investigated the possibility of basig
'siﬁilaritiesvexisting between intra-shift and inter-shift coﬁmunidation
pafterns. He selected a specific toll unit of a major company of 124
'émbloyees, representing eight levels of the organization. Davis' ECCO
,Analysis was the instrument used to collect the data. Twelve différent
information episodes were employed to trace the flow of information

- 'within the organization. Some of Rudolph's (1973:20) findings were:




25.

(1) Informal infofmation flow was found to ekiét predominétely
between»wofk groups rather than within them;

(2) Iﬁformal infbfmatipn was found to be accurate 80 perceht»of
the time.

(3) There ﬁas a significant difference in the amount of informal
information flowing downward and horizontally from the amount
flowing upwafd.v -

.(4) There was a significant difference in the aﬁount of informal
information received. |

(5) A curvilinear rélationship was found to exist between levels
of the organization and the amouﬁt of informal information
received.

| Among Rudplph's (1973) conclﬁsions was the idea_thét different

organizational environments produce different communication béhavior.
‘The deve1opment of theory in organizational communication ﬁas

usually focused on thé formal channels of communication. Melcher and

"Biller (1967) worked toward é theory on channel selection, focusing on

determining when the use of formal or informal chénnels or some |

‘combination thereof contributes to the effectiveness of the

administration. - They also sought to detgrmine when_verbal, written, or

some combination of these méthods facilitafe an administrator's |

‘effectiveness when using the formal and informal networks.

Melcher and Biilér (1967:41) noted an absence of theory in the area
 of determining alternative chénnels and methods of using channels. ' The

theory, they propose, suggests that a manager is faced with alternative
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methods and channels in his operation and must evaluate the usefulness
of the formal and informgl chénnels of information and the written or
oral methods of :ransﬁitting_information. His effectiveness 1s affected
by several factors: |
- (1) How quickly he‘familiarizes himéélf with the orientation of
his superiors, subordinafes, and members in other
departments.
“(2) The extent to which he integrates himself'into the social
system, and
(3) His awareness of the functional aspects of the alternative
channels.
Awéreness‘of these factors, and‘completé information on channels and
methods will facilitate the manager's best usagé of the communication
system.‘ |
Summary. Evidence has been presented to support the belief that
communication is a viable coﬁponent,of organizations. Research has
shown that the communication system within organizatibns affects the
organizational behavior. The communication system has been related to
job productivity and performance, job satisfaction; oécupatioﬁél
preferences, leadership behavior and the flow of information. Each of"
these management processes has been shown to have an effect on the
operation of organizations. Alfhough the number of studies. included

which were conducted in educational settings was small the research
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reviewed in the section can be related to communication in educational

organizations.

Work Motivation

The research that has been conducted to investigate work motivation
.and management processes in educational settings haé been sparse. The
majority of research in the area has been limited to business, industry,
and government. However, basic similarities exist to the extent that
research in business, industry, and government has been generally
related to research in educational organizations. This section will
include‘research on‘ﬁork motivation and ménagement processes such as job
productivity and performance, job satisfaction, and leadership
behavior.

The most prevalent means of investigating work motivation has been
the expectanéy model of work motivation. The basic idea of the model is
that an individual's behavior is a function of the degree to which the
behavior is iﬁst:umental for the attainment of some outc§meé, and the
individual's evaluation of these outcomes (Tolman, 1932; Lewin, 1935).
It waé first introduced in an organizational context by Georgopoulos,
Mahdﬁey and Jones (1957) and Vroom (1964). Georgopoulos et. al. (1957)
used the path goal approach which proposes that a worker will be a high
producer if he sees high productivity as a path leading to the
attainment of hisbpérsonal goals. Conversely, if a worker sees low
pfoductivity as a path leading to his persoﬁal goals he will tend to be

a low producer. Thus, the type of producer a worker chooses to be is
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based on its instrumentality or path to his personal goals. The
researchers chose three particular goals for the participants: getting
along with others, more money in the long run, and promotion to a higher
pay base.

The sample was a group of workers in a large appliance company.

' Twp.types of questionnaires were used; one to ascertain how instrumental
high productivity is seen for attaining certain job-related goals; and
the other to investigate how instrumentél low productivity is seen fot
achieving the‘same goals. Productivity was measpred by the workers'
reports of their average productivity level.

The findings supported the hypothesié of the study. It wasbfound
that a worker who sees high (low) productivity as a path to the
attainment.of his goals will be a high (low) producer.

Vroom's (1964) model of expectancy thedry built on that of Tolman
(1932), Lewin (1935) and Georgopoulos, Mahoney and Jones (1957).
Actually, Vroom (1964) proposed two models: a valence of outcome model
and a job performance model. However, all models that resulted from
variations and ‘elaborations of the models have three basic elements:
expectancy, valence, and instrumentality. Expectancy refers to the
perceived degree of relationsﬁip betweep one's level of effort and his
level of performaﬁce. Valence refers to the positive or negative
importance one attache§ to the events that occur on the job as leading
to job outcomes. Instrumentality refers to the perceived degree of
relationship one sees between his level of performance and attaining job

outcomes.
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‘Vroom's (1964) model implies that people choose among alternative

work—reiated actions in a manner which optimiies their expected valence.

That ié, fqr each action people multibly their perceived valences qf all
possible outcomés, and finally choose the action with the highest
summation. |

One of the first research teams to use the expectancy model, as
proposed by Vroom (1964), was Galbraith and Cummings (1967). The‘stUdy
was desigﬁed to operationalize and test two components §f the model,
namely, valence and instrumentality, thought to be useful in explaining
productivity vériations aﬁong operative workers. ‘Galbraith and Cummings
(1967) modified the Vroom model by distinguishing between first- and
second-level outcomes. First—level outcomes are defined as those
outcomes which havé valence that the investigator is interested in
predicting; such as performance‘on the job. Second-le?el outcomes are
those outcomes actually expected by the individual to result from
first—-level outcomes.

The researchers compared the valence of specific extrinsic fewards
on'performanée, (money, group acceptance, fringe benefits, promotions,
and supervisory supportiveness). Thebsubjects were 32 workers in a
lafge ﬁeavy equipment mahufacturing company. Their productivity was
independent and ample opportunity existed for variancé in the subject's_
performance. ProductiVity, valence, ability, instrumentality, and ego
involvement weré the,coﬁcep;s that were measured. The most significant

set of variables were arrived at by means of regression analysis.
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The results showed that the most significant variables were the
interaction between valence and instrumentality for supportive behavibr'
én the part of the supervisor and that high pgrformance was instrumen;al
to groub rejection among the subjects. The results feVealed a multiple
correlation of 0.56, meaning that one-third éf the varignce was
explained by the significant variables in the model.

The results also revealed that valence of group acceptance and of

.pay is significant when modified by second—-level outcomes and that

valence of pay and supervisory supportiveness, in joint interaction with

ability and second-level outcomes were also significant. Thus, group
acceptance; pay, and supervisory supportiveness affect the performance
of employees in organizations and can be viewed as work motivators.

Lawler and Porter (1967), using the expectahcy model, predicted
that the more maﬁagers feel that significant rewards are tied to the
amount of éffort they direct toward their job performance, the mbre
effort they will expend in performing their job effectively. The
significant rewards tested were pay, promotion, érestige, security,
autonomy, friendship, and opportunities to use skills and abilities.

Data were obtained by questionnaire from 154 managers in'fiﬁe
organizations of various types. The result, obtained by éorrelation,
was an r of .70 (p < .01) for the relationship between effort and
performance. The performance-related items were effort, high
ptoductivity, and job performance.

The Lawler and Porter (1967) study shows that pay, promotion,:

prestige, security, autonomy, friendship, and opportunities to use
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skills and abilities serve as motivators to increase job performance.
However, when studied separately, pay has not always been found to
'affect performance.

Pritchard and DeLeo (1973), in a later study, looked at the
relationship between job outcome and pay. vThe researéhers also tested»
the multiplicative relationship between valence of_job—outcomes and
performance—outcome instrumentality. The multiplicative process 15
calculated by multiplying tﬁe valence of each outcome by its |
instrumentality and adding the productsQ The resulting score is then
cbrrelatéd with performance and/or effort.

The hypothésis for the study proposed that the greater the pay, the
greater the valence of pay. The high-low instrumentality variable was

operationalized as piece-rate payment and hourly payment, respectively.

The valence variable was different amounts of pay, which the researchers

manipulated.
College students were used as subjects and were obtained through
advertising for part-time clerical help. The task assigned to the

participants was to transform catalogue numbers by adding digits and

* then looking up the transformed numbers in a special sales catalogue.

The results did not support the predictions. Both the high and low

instrumentality subjects exerted the exact amount of effort needed to

earn the same amount of pay under both conditions. As can be seen from

‘the study, pay does not always serve as a motivator for job

performance.
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Pay as a motivator to influence organizational performance was also

“examined by Schwab and Dyer (1973). The subjects for the study were 124

incentive-paid blue collar workers. Hourly averages over a 5-week

period were used to measure levels of productivity. Measured

~ perceptions of valence, instrumentality, and expectancy were obtained by

- questionnaire. Compensation was the sole second-level outcome. The

hypotheses were only partially supported. Valence of\compensatioﬁ and
expectancy were found to be related to performance but instrumentality
was not related to performance.

In an effort to understand what factors motivate people to work on

'jobs.in organizations, researchers have lodked at still other concepts.

Lawler (1968) tésted the causal baéis bf the relationship between
expectancy attitudes and job performance. Ihe researchers were seeking
to éscertain whether expeétancy attitﬁdes actually caused job
performance.

Fifty-five managers from social 'service agencies took part in the
study; Each participant responded to a short questionnaire and each

participant was ranked by both his superiors and his peers. The process

was repeated one year later.

The results of the study were generally sﬁpportive. The expectancy
attitudes of the participants at the time of the first questionnaire
predicted the performance of the participants one year later. Lawlér
(1968) concluded that expectancy attitudes cause performénce.

Effort has also been found to relate to performance. Hackman and

- Porter (1968) investigated effort or how hard employees ‘work on their
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jbbs and how effective their work is as a result. The researchers
obtained three kinds of information from the employees: (1) a list df
outcomes which they expect to obtain as a result of working hard onv;he
jobs (2) aﬁ estimate of the level of certainty they have that the
outcomes will, in fact, be obtained as a result of working hard; and (3)
~an estimate of fhe degree to which they like 6r dislike the outcomes.
The expectancy model used was "force equals expectanéy times valence.”
Eighty-two female ;elephone employees responded to~qﬁestionnaires
seeking information on expectancy and valence; Work effectiveness was
measured by job involvement, effort; error rate, and sales data.
The expectancy theory predictor of how hard the subjects would work
 on'the job correlated with work effectiveness (r = +40). Only two of
the expeéténcy theory of work motivation components, expectancy and
valehcg; were used in tﬁe‘studyf
Not many of the studies reviewed tested the entire expectancy
model, expectancy, valence, and instrumentality.  Most studies test one
or two of the components. Pritchard and Sanders (1973) propdsed to test
the entire model,_éxpectancy, valence, and instrumentality, using the
effort formula: effort = E (V‘I) or effort equals expectahcy times the

sum of valence times instrumentality.

The sample was composed of 70 male and 76 female postal employees,

who were being trained to sort mail. The employees and supervisors
generated potential outcomes that could result from successful
completion of the program. Measures of valence were obtained using a

Likert-type instrument to rate the outcomes; instrumentality scores were
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obtéined'by éstimating the chances fhat completing the prbgram would
lead to the job‘outcomés; and expectancy scores werevobtained by
-pfobabiiity estimates bf.effort leading to job QutcOmés.

Analysis:of the.datq revealed that the complete”médel is a fairly
v good predicfor of self-reported effort even though the>proportion of
'variance accqunted for was small.‘ Valence wés the sihgle best predict§rb
of effort.

| Several of the researchers using the expectancj theory investigated

‘multiple,variables either separately or combined and they aléo uséd ﬁore “
than oﬁe.of the expectancy models. An example of this pfocedure is the
' s;ﬁdy conducted by Mitchell and Albright (1972) in which the? looked at
.satisfaction, effort, performance, and retention using é job . |
satisfaétioﬁ,moael and avjob_performance model. |

Fifty-one navéi aviation officers participated in the study. They
-‘respondéd to two instrﬁments, the Navy's CO/XO Rating Form and the )
VOfficer Attitude Questionnaire. The CO/X0 is used by - commanding
officers and exeéutive officeré to evaluate the naval officgr's effort
and perfdrmance. The Officér Attitude Questionnaire ﬁeasuredvthe kéy
‘variables of the expectancy model of work motivation, eXpécfancy, and
"'instrumenfality.
| The‘anélysis of the data reveaiéd that satisfaction is moré related
vtO‘intrinsic outcomes than’to extrinsié outcomes. The correlation
~ between satisfaction with one's position and retention was 0.65 (p <
.01)_while safisfaction with the Navy was correlated bnly 0.49 (p <'.01)

with retention. The jbb satisfaction model produced strénger support
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for predicting work motivation than did the job performance model.
There was disagreement between self-rated and superior-rated effort.
The correlation was .30 (p < .05). Mitchell and Albright (1972:19)
suggested that satisfaction and retention can be predicted very well
from. job satisfaction model and that in order to increase retention the
Navy should seek to increase intrinsic outcomes.

Participation in decision-making is another variable that is
considered tb be associated with increased production. Neider (1980)
looked at this association in her study of participation and expectancy
theory. The research hypothesized that:

¢« +s(P)roductivity increments will occur in work settings

which allow employees to participate in decisions

concerning how their work will be carried out and in

which valent outcomes are associated with good o

performance. Employee effort levels will increase when

employees are allowed to participate in decisions

concerning how their work will be carried out and in

which valent outcomes are associated with good

performance. (Neider, 1980:426)

The researcher used four stores in a large chain to investigate the

hypotheses. The categories measured were importance rankings of issues,

incentive attractiveness, manipulation checks, employee effort and

productivity or average hourly sales levels. The four stores that

participated in the experiment were identified as follows: Store A

was the control; Store B used incentives; Store C used

participation only;‘and Store D combined incentive and participation.
The results of the study showed that production increased in Store

D where employees participated in discussions about how to perform their

jobs and where they were able to earn incentives if their production
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increased. Six weeks later, Store A changed.to the combined incentive-
parficipation program and éroduction there increased. The mean
diffefence between the stores was found to be F (3, 90) - 3.55, p < .0l.
After the intervention stqpped, both Stores A and D'sbproductiOnb
decelerated. Neider (1980) contends that participative decision making
clarifies the -effort performance linkage of the expéctancy model of work
mbtivation. |
Decision making and its association with the expectancy theory has

beén investigated in an éducational setting. Piou (1979) looked ét

| decision making and feedback in elementary schools.' He»fbund a poéitive
correlation between the amount of decision making andvfegdbagk and

- teachers' work motivation.

Not only has the expectancy theory been used to predict effort,
performance and satisfaction, but it has also been Qsed to predict
leader Behavior. Nebeker and Mitchell (1974) testedbthe ability of
" expectancy theory to explain and predict leader behavior in a "real
life"” setting. More specifically, the reséarchers,hypoﬁhesiéed that a
leader's predicted behaviof'is positively associated with his
subordinate's descriptions of that behavior, his behavioral intentions,
and his self-reported behavior.

Two studies were conducted to test the hypothesis deveioped by
Nebeker and Mitchell (1974). 1In Study I three Névy aviation squadrons
served as the subjeéts. Questionnaires were designed to obtain:
information concerning expected values, behaviors, outcomes, and

instrumentality. The data showed a significantly positive but modest
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’relationship:between.expectancy theory predictions of leader bghaviér
-éredictor méésurés; The‘incluéion of both positive and negétive
.ogfcomes didvnOt strengtheh the model since they did not improve the
predictive power.with‘respeét to effort gnd performanég. prever, ﬁith
jéb satisfaction the correlatiohs were higher when negative'outcpmes
were includéd than fhey Qere when onlj positive outcomes Vere included.
Job satisfaction as a bredictor-was found to be statiStically
'Sigqifiéant in 12 of the 26 cases.
Féw researchersvhavé tested the expectancy model iﬁ educatiohal.
. settings. Among those were Mitchell and Nébeker;s (1973) stﬁdy which
:Was conducted to‘predict thé effort and perfbrmahcekof college students.
The job effort model of the expectancy Eheory oﬁ work motivation
ﬁropres that the amount of effort one exerts ié based on three factors:
(1) the degree to which effort is seen as leading to good performaﬁde,
4 (2)‘the degree to which good performance is instrumental for the
~attainment of some outcomes, and (3).the evaiuatibn of these outcomés-
Mitchell and Nebeker (1973) used both the job effort model and the’job
pefformancé model to determine which model was the most efféctiye aé a
prédictOr.b The job performance model proposes that performance can-bé
predicted by an effort times ability écore.‘
‘FThe subjects were 60 male undergréduate‘students. ‘Gradevpéint

‘averages were used to measure performanée; the ability score was ob-
tained from thé pre-collegé battery of tests; and‘effort was measured by

the number of hours spent on academic activities for the last qﬁarter.
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A list of outcomes were.solicited from the students. Valence was
measured by having the students rate the outcomes according to the
- degree to which they perceived that obtaining or maintaining a high
level of each ouﬁcome was important or pleasant to them. An estiﬁation
méde on a 7-point scale of the degree to which oﬁe felt that the time
‘one spent on academic activities would lead‘to good grades, was the
measure of expecténcy. Instrumentality was measured by an estimate of
‘the degree to which obtaining good gradés contributed to or detractéd
ffom the possibility of obtaining each outcome. The researchers also
ébtained measures of gttitude towafd perf@rmance, attitude towafd
effort, expectations of professors and peers, and émount of control over
one's time.

The analysis was>conducted,by both the additive and the
multiplicative methods. The study showed that étudents éerceive good .
grades as instrumental for obtaining outcomes that are not their most
vaiued outcomes.

The results of the job performance model showed no difference
betwéen the additive and the multiplicative procedures in predicting
performance. Of the measures of performaﬁce, only ability showed a
strong relationship (r = .57, p < .0l). Mitchell and Nebeker (1973:67)
found it interesting that "effort was unréiated to GPA."v The study
showed that ability was stronger in predicting high performance than was
.grade point average>and time spent on academic activities.

DeFrain (1979) and Miskel, DeFrain and Wilco# (1980) conducted

studies using such variables as central life interests, voluntarism, and
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job satisfaction. Defrain (1979)_iooked at college teachers' work
motivation, central life intérests, and voluntarisn as predictorsbof job
satisfaction and job performance.- She found strong support for.rhe
‘hypothesis that job satisfaction and job performance could be predicted
frdmythese variabléS.

Miskel, DeFrain, and Wilcox (1980) tested the predictive powers of
expectancy motivation theory as a cognitive process model. The allied
concepts nf central life interests,. voluntarism, and personél and
environmental characteristics were investigated in relation to job
satisfaction and job performance. Strong support was found again for
the hypothesis. |

Teacher‘motivation and its relationship to innovativeness and job
satisfaction was investigated by Zaremba (1979) using the expectancy
theory and social systems theory. The Herrick Motivation and Reward
Scale, the Kirton-Adaption-Innovation Inventory, and the Mendenhall Job
Satisfaction Questionnaire weré nsed to collect data from the total
teaching faculties of eight’senior high schools. The major findings
‘were that there was a significant relationship between the level of
teacher motivation and the level of teacher innovativeness, and the

vlevel of job satisfaction. As the 1eve170f teacher motivation increased
so did the levels of innovativeness and job satisfactidn,

The expectancy theory was utilized by Herrick (1974) to examine the
relationship of organizational structure to teacher motiration in
multiunit and non-multiunit elementary schools. The.sample included
fifteen teachers from each of 34 multiunit schools and 38 non-multiunit

schools. The major findings of the study included the fact that
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multiunit schools were less centralized, less stratified and had more
highly motivated teachers than non-multiunit schools and that school
size was a significant predictor of teacher motivation.

The relationship between teacher moti?ation and organizational
climate was examinéd by Suggs (1978). She investigated the
relationships between the teachers' self-perceived needs and teachers'
motivation orientations; betweeh the teachers' motivation orientationé
and the organizational climate of the building; and between the
organizational climate and teachers' self-perceived need levels.

The instruments used to collect.the data were: Shastrum's Personal
Orientation Inventory, Stern's Organizational‘CIimate Indéx,
Choiée-generator Scale, and a demographic questionnaire. The researcher
found that the majority of the subjects sougﬁt intrinsic rewards from
their work rather than extrinsic rewards; older teachers Qiew climate as
more supportive than younger teachers; and the subjects perceived their
organizational climate as below normal for maintenance of high
motivation. She also found that tﬁe’type of motivafion orientation of
the teacher was not significantly related to teachers' self-pérceived
needs nor to the teacher's perceptions of the organizational climate.

The expectancy theory of work motivation has been used‘to eiamine
the occupational preferences and chpices of individuals in educational
settings‘(Wanous, 1?72; Mitchell & Knudsen, 1973). "Occupational
preference refers to the attractiveness of an occupation to aﬁ
individual while occupational choice refers to the occupation one

desires to enter” (Wanous, 1972:152). Wanous (1972) hypothesized that
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students would tend to rate theilr most preferred occupation higher: than

their less preferred occupation in terms of the Valence x

Instrumentality measure. He also sought to determine how students would

compare the instrumentality of starting salary for thréé occupations to
data frqm three saiary surveys. Questioﬁnaires weré_used’to obtain
studeﬁts' perceptions of Qaience and instrumentality.

The studenté ranked five jobs on the bases of job éttractiveness
and six factors in terms of the importance to themselves. The
researchers concluded that the students perceived their own occupations,
as having the best Valence x Instrumentality, and>that students'
perceptions of starfing sélary and the survey data were positive. Sinée
the expectancyvtheéry is éonsidered a rational model of how individuals
develop preferences and make choices, Wanous (1972:154) considers
valenée and instrumentality concepts from the theory as useful in
understaﬁding‘occupational preference./

Mitchell and Knudsen (1973) investigated the occupational cholces
of students using the instrumentality theory and examinéd why certain
s;udents select business as an occupation. One hundred and six
.students, 53kpsychology majors and 53 business majors, respondéd to‘a
questionnaire which was designed to collect data on the following
variables: attitude toward business, occupational choice, evaluétion of
outcomes, instrumentalities, expectations of éthers, and ﬁotivation to
comply.v Business sfudents saw business as more instrumental for the
attainment of their goals than did psychology students. Business

students, as predicted, had more positively extrinsic outcomes than did
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pSYChology students. Mitchell and Knudsen (1973:49) concluded that
"business and psychology students differ in their attitu&es and
occupational choice not so much because of differences in values or
goals but in the way they perceive they can attain those goals.”

With the prolific researcﬁ in using the expectancy model of work:
mofivation have come studies which are designed to investigate the
resulting problems with the model. Three basic problems have been high-
lighted in the reviews of the literature by Behling and‘Stérke (1973),
Dahler and Mobley (1973), and House, Shapiro, and Wahba (1974). The '
problems are: (1) most studies fail to ﬁeasure all of the motivation
.variables according to the Vroom model; (2) a priori selectibn of a
‘1imited number of outcomes; and (3) failure to account for individual
ability as moderating the relationship betwéen motivational férce and
performance. Sheridan, Slocum, and Min (1975) sought to examine these
problems as they relate to worker's job performance.

The researchers collected data on expectancy, valence,

instrumentality, ability and performance from 138 incentive workers in a

~steel fabricating’plant. Relevant outcomes were solicifed from 30
w0rkers.v The data was collected by means of questionnaires using
Likert-type scales. Ability measures were obtained from the Army
General Classification Test, and productivity measures from the
comptroller's records for the previous two-week period.

The data analyéis indicated that the average correlation between
each worker's valence’and insﬁrumentality score over the 14 outcomes

ranged from —-.22 to .66, with the median correlation as .34 (p < .0l).
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Sixty—-eight percent of the workers had a positive correlation between

their vaience scoreskand their instrumentality scores. In an earlier
sﬁudy, Mitchell and Nebeker (1973) found ability had a significart
effect on performance. However, in this study Sheridan et al. (1975)
found that ability‘produced no significant effect on the expectancy |
model. Generally, fhe data supported the basic expectancy model and
motivational force correlated significantly with performance. The
highly motivated workers pérfofmed‘at the higher 1eve1.

Nor was strong support for adding the ability measure to the
expectancy model of work motivation found in Lawler and Suttle's: (1973)
study. They also used cross—lagged correlational anélysis and the time
factor to look at relationships between expectancy theory and job
behavior. Specifically, they sought to determine the relationship of
expectancy attitudes to effort and performance.

The sample consisted of 69 department managers in six retail
stores. A six-part questionnaire was administered. The questionnaire
contained items in expectancies, valences, and role perceptions.
Meaéures were obtained on ability from the Thurstone Test of Mentél
Alertness, and performance, self-ranked perfofmance, superior-ranked
performance, and objective sales data. Six months later‘one—half of fhe
group responded to the questionnaire again and one year later the other
half responded to the questionnaire again.

The highest cérreiations, +39 and .29 were found between the
measﬁres of motivation-and effort. None of the correlations were high

but the predicted relationships were present even though there was weak
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support. To some extent expectancies were found to cause effort, and
role perceptions were the best predictors of performance rankings.
There were significant correlations between job behavior and some of the
expectancy-type attitude measures.

The expectancy model of work motivation has‘been used to examine
the job expectancies of culturally advantaged and disadvantaged employee
groups concerning whether effective job performanee would lead to

certain job rewards and the relative importance or valences of these

rewards for the disadvntaged as compared to the advantaged group. ‘Arvey

and Mussio (1974) used a sample of 266 female clerical workers for civil

' service in a large city.

The culturally disadventaged and culturally advantaged groups were
isolated on the basis of the Environmental Participation Index, an
instrument which lists household possessions before age 16 and
activities perticipated in before age 18; and the number»of years‘of
schooling completed by one's father. A questionnaire was used to obtain
measures of‘valence and expectancy. The two groups were compared using
the t-test to celculate differences in ﬁeans. |

Significant differences were found between the disadvantaged and
the advantaged. The disadvantaged groﬁp indicated thet highrsalary;
steady and secure employment, praise and getting along with coworkers
were more Important to them, whereas the top three outcomes for the
advantaged group were use of abilities, accomplishment, and safe and
secure employment. Fifty percent of the disadvantaged did ﬁot eee

effective performance as leading to advancement, whereas 38 percent of
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the advantaged responded this way. The data also revealed that.the
cultufally disédvantaged had lower expectations on most of the
expectahcy ﬁeaéures.‘

The findings of the study replicated the findings of Slocum and
Strawsen (1971) thét soclal needs or lower order needs are the most
important feature of jobs for the disadvantaged. It also pinpoints the

applicability of the expectancy model of work motivation to

differentiating between the motivators for different cultural groups.

Several studies have been conducted which examine motivation in
ﬁgnners other than through the expectancy theory (Patton, 1974;
Krivonas, 1978). Patton (1974) used the Educational Work Components
Study, which merges Hertzberg's two-factor theory and Blum's security
factors. He did not find support for Argyris' model of motivation which
describes work behavior as operating along a continuum froﬁ infancy to 
adulthodd;'neither did he find a relationship between organizational
structure and work motivation.

Krivinos (1978) looked at the relationship between
intrinsic-extrinsic motivation and communication climate. Intrinsic
motivation refers to mo;ivation that is gratified in the process of the
activity, such as work itself; while extrinsic motivation reﬁers to
motivation that is gratified from the results/of the work.
Communication climate was composed of supportiveness, participative
decision making, tfust, confidence and credibility; bpenness and candor;

and emphasis on high performance goals.
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The major hypofﬁesis forrthé,study was that‘intrinsically motivatedv 
vsubordinates will perceive the communication élimate to be more ideal
‘than wili‘extfinsically ﬁoﬁivated sﬁbordinatess’ Thé‘sample for the
study was 27 subjects from one large ﬁanufactufing company and 38 from
 another large manufacturing‘company. An.Intrinsic-Exfrinsic Motivation
’Seéie and the Communication Climate'Questioﬁnaire were administered to
ﬁhé Sijects. The results showed that thg hypothesis was paréially |
Féubportéd since only\one of the six means, accuracy of downWardk
édmmuﬁication,‘showed significance. The~intrinsica11y motivated
~ subordinates did perceive more'acéuracy in'downward7communicatipﬁ thaﬁ
extrinsically moti§ated subordinates. Consequently, Krivonas (1978),-
considered tﬁe majorbhypothesis supéorted. |

Some researchers (Kopelman and Thémpson, 1976) have suggested“that
- other types ofvmodificatioﬁs will strengthen the expectancy model and
‘that higher correlation scores will result. fhey propose -that boundary
conditioﬁs be added when 1n§est1gating expectancy work motivation. The
researchers added five boﬁndary conditions: (1) time,.(Z)'initiai level
of criterion, (3) level of rewards, (4) task-specific ability, ahd (5)
organizational control system responsiveness.

‘-Kopelmaﬁ and ThqmpSOn (1976) view time as a viable boundary
condition iﬁ that it tékes time for motivational forces to work.
v»Ihitiallleve} of the criterion refers to the fact that all workers do
~ not énter,the job m;rket at the same level of pefformance. Level of‘
reward hés reference to which of the broadvt&pes of needs will motivate

- worker behavior. Task difficulty and ability should be considered as a
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combined concept. The degree of relationship between organizationally
ﬁediated rewards and individual job performance was considered-as‘ |
control system responsiVeﬁess. The expectancy model of work motivation
and job performance were examined with the addition of fhese boundary
conditions by the fesearchers,

The study was conducte&‘with 399 design and development engineers
~in three large companies. The follow-up study included 210 of the
original group. Performance Qas measured by supervisory rankings,
salary, organizational level, hours worked, and’self-rating of effort.
The researchefs used correlational and longitudinal,cofrelations to
analyze the data. Cross—lagged panel analysis was conducted over a
four-year period.

Among the findings were that expectancy theory pfedictions were
materially affected by a number of the boundery conditions. The
correlation score increased from .24 the first year to .45 the second
year, supporting the assumption that time affects scores; After
parcialing out initial cfiterion levels, initial static predictions of
salary and organizational levels the correlation score increasedkfroﬁ |
-.15 and -.04, respectively, to .48 and .28, respectively.
| The researchers found that the level of rewards affected the
coﬁcurrent validity of composite and'component expectancy theory
,prediceors- The other variables increased when the boundary conditions
-were considered. kopelman and Thompson's (1976) study added to the
expectancy model of work motivation in that they found that time does

affect the scores obtained in the study of the model. -
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In an effort to strengthen-the expectancy model in another manner,
Reinharth and Wahba (1976) proposed to add negative as well as positive
valences to the model.‘ They looked at job effort, job performance, and
job satisfaction. They hypothesized that all three concepts would be
. more highly correléted with the degree.to which an act is instrumental
to the attainment of valued outcomes and the avoidance of undesirable
outcomes than with the degree to which the act is perceived to lead only
to the attainment of valued outcomes.

Data were obtained by questionnaire from the sales force of three
industrial companies. Measures of valence of outcome, expectancy
instrumentality, effort expenditures, job performance, and job
satigsfaction were obtained. The findings provided no support for job
effort and job performance and subordinate's description of that
~ behavior.

Study II involved fifty supervisors in a large county government
public works department. The same questionnaire was édminisfered to
- them. The results again confirmed the hypothesis, and suggest ﬁhat
leader behavior tends to be under the control of the cognitive
expectations of the leader. Nebeker and Mitchell (1974:365) contend
that:

if we wish to understand why a leader chooses to behave

the way he does and how it might be possible to induce or

encourage more appropriate behaviors, we need to know the

leader's (a) perceived expectations that a behavior is

related to the attainment of outcomes and (b) the

evaluation of these outcomes.

James et al. (1977) examined psychological climate and an

expectancy model. They define psychological climate as:



49

‘the individual's internalized representations of

organizational conditions and interrelations among

organizational conditions, and reflects a cognitive

structure of perceived situational influences in the

situation. (James et al. 1977:230)

The researchers assumed that expectancy theory of work motivation is
affected 5y the climate of the situation and thus performance would be
_affected aé well.

James et al. (1977) divided ﬁhe study into two phases: Phase I to
report the intradomain analyses for VIE and psychological climaté; and
Phase II to'presenﬁ hypotheses and tests of such concerning the
vrelationéhips between VIE and psychological climate;

The data were obtained by mailed questionnaires from 544 ménagerial
employees in a health c;re program. A psychologigal climate |
questionnaire, and a VIE questionnaire were used to measure the
components. Statistical methods were used to test the reliability of
the psychological climate questionnaire and commonalities of .42 to .82
.Were found.

In Phase TII, psjchological climate covaried significantly with a

number of the variables representing a VIE model of work motivation.

- Summary of Related Literature

This chapter has presented a review of the major research on
communication and work motivation. The first section was devoted to
vfesearch relating éommunication to organizational bghavidr and
ﬁanagement processes. The second section concentrated on work

" motivation and the expectancy theory of work motivation research
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relative to the relationship of these two concepts to organizational
behavibr and management processes.

Empirical findings of thg review of rélatgd literature were:

(L) dral and writtén communication tends‘to be most effective most
of the time. | |

(2) Upﬁard commﬁnication may be distorted by leadership behaviof
and subordinate attitudes, and orgaﬁizational structure.

(3). Communicator style may influenge the effectiveness of the
communication system and workers' satisfaction.

(4) Knowledge of results, goals clarity and knowledge of roles may
increase productivity.

(5) The communication system may affect job satisfaction.

(6) The major communication concefns'of teachers about their own
communication are concerns about self as a communicator, the
task of communicating, and concerns about the impact of their
communicating on ofhers.

(7) The informal communication system may complement the formal
communication system in terms of its speed and accuracy.

(8) The expectancy theory of work motivation has been found to be
effeétive in predicting job productivity and performaﬁcé, job
satisfactioﬁ, and occupational preferences.

(9) Motivation to work may be affected by the communicatioﬁ

climate.




CHAPTER III

RESEARCH DESIGN AND METHODOLOGY

Introduction

This chapter describes in detail the population for the study, the

sample, the instruments used to collect the data, the data collection

procedure, and the data analysis plan. The study was designed to

investigate the relationship between the school communication system and

teachers' work motivation. The subquestions for the study were:

(1)

(2)

(3

(4)

(5)

(6)

(7)

What is the relationship between school perspective and

teachers' work motivation?

What is the relationship between school organizational

integration and teachers' work motivation?

‘What 1is the relationshiplbetween personal feedback and

teachers' work motivation?

What is the relationship between communication with

_principal and teachers' work motivation?

What is the relationship between the communication climate and

teachers' work motivation?

What is the relationship between horizontal communication and
teachers' work motivation?

What is the relationship between media quality and teachers'

work motivation?

51
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(8) What is the rela;ionship between tﬂe size of the school and
teachers' Work‘motivation? |
(9) What is the relationéhip between teaéﬁers' yearé of éxperience
and teachers' work motivation? |
(10) What ié ﬁhe relationship between teachers' job satisfaction
and teachers' work motivation? | | |
(11) What is the relationship between éhe teachers' level of
satisfaction forvthe last six months and teachers"work

‘motivation?

Population for the Study

',The'studylwas a descriptive ex posf facto study. According to
Kerlinggr (1973:392) ex post factq fesearch is appropriéte in that "the
most important social scientific and:educational research problems(dé
~ not lend themsel?eé to experimentation, although ﬁany of them do lend
themselves to cohtrolled inquiry of the ex post.facto kind.“, Thus; the
study was-designed to look atréxisting conditionsvand éséertain the

- relationship of variables whose manifestations had already occurred.

The sample wés chosen from the population of elementary teachers in

'thé‘Norfolk.Public Schools. rThe school district is 1§cated in a large
city in southeastern Virginia énd is‘considered an iﬁner—gity school
distriét. For,practicaiity and to meetbthe requirements of the Norfolk
"Public Schoblszeséarch Department, cluster sampling was used. |

‘A list of all the elementary schobls was obtained from the Norfolk

Public Schools Directory. A random sampling table was used to select




53

eleven schoo1s from a total of forty-one elementary schools. The size
of the sample was arrived at by using the National Education Association
.‘(1960) formula for small samples. A1l teachers in the selected schools

were included in the sample.

Operétibnal Definitions

Thegopérational definition for the school communication system is a
score on the Downs and Hazen (1971) Communication Satisfaction
' Quéstionnaire. Teachers' work motivation is operationally defined as a

score on the Téachers' Expectancy Work Mbtivation (Miskel, 1978).

Measuring Instruments

Two instruments were used in thehstud&: the Communication
Satisfaction Questionnaire and the Teachers Expectancy Work Motivation
Questionnaire. The’Communication‘Safisféction Questionﬁaire was
constructed in three stages by'Downs‘and Hazen (1977). Three pilogv
studies, a reviéw of the literature and a collection of critical

~ incidents served as a basis from which the first draft was constructed;

_After the first draft was administered to 225 managers and professibhals"

in universities, hospitals, the Army,'government ageﬁcies, and
businesses, it was factor analyzed apd item yalidity analysis were
calculated. Item validity analysis was used to détermine whether the
items differentiated between satisfied and dissatisfied workers.

The first draft was then refined an& administered to 410 managers
and professionals in four different types of organizations. Tﬁe final

draft was then correlated with a measure of job satisfaction. The
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correlation coefficients obtained'ranged from a low of .04 to a high of.

.67, withjmostvcofrelatidﬁs above 0.40.

The Communication Satisfaction Qﬁestionnaire is composed of

forty-two items and seven factors.v The response categories range from

very satisfied to very dissatisfied on a Likert—-type scale of one

through seven. The test—retest reliability of the instrument is 0.94.

The seven factors of the Communication SatisfactidnﬁQuéstionnaire

are described byjHoy and Miskel (1978:251—252) as follows:

1.

5.

6.

School Organizational Perspective. Items in this dimension

- reflect information relating to the overall functioning of the

school.

Personal Feedback. This’factor relates to personal achievement
and work and how they are recognized by the<school.

School Organizational Integration. Thisvreflects the
individual's satisfaction with the information that one
receives about the school and the immediate work environment.
Communication with Principal. These items fefer‘to two-way
communicatién with the principal. | |
Communication Climate. This broad factor reflects communica-

tion at the school and personal levels or the extent to which

communication motivates and stimulates workers to meet goals.

Horizontal Communication. This factor relates to formal and
informal éommunication among fellow employees.

Media Quality. This reflects the degree to which teachers
perceive‘the major forms of éommUnication (mémos,.publications)

as functioning effectively.
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The Communication Satisfaction Questionnaire was adapted to the
public school setting for this research effort. Two questions
pertaining to the relationship with the principal were added anditerms
were chaﬁged to reflect public school terminology. For .example, the
term "manager” was‘changed to "principal” and the term "company" was
changed to "school.”

The questionnaire was then administered to twenty-nine public
school teachers who were enrolled in a cléss in administration atva
iocal university. The teachers faught in both elementary and secondary
schools in areas surrounding the university. The questionnairé items
were analyzed for reliability of scales using Cronbach's alpha.
Reliability coefficients that were found between scales ranged from .76
to .88.

The Teachers Expectancy Work Motivation Questionnaire is composed
of eighteen items divided into three components:: expectancy, valence
and instrumentality. The items are measured on a Likert-type scéle
ranging from one through five. The expectancy component is composed of
three items on a five point scale ranging from "never" to "almost
always.” Seven items measure instrumentality on a scale ranging from
"strongly disagree" to "strongly agree,” also on a five point scale.
Valence is also on a five point scale but from "less important” to
"extremely important,” with eight i;ems."These compoﬁents are combined
into Vroom's (1964) force of motivation formula. The force of

motivation is stated as
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FM = EIIV
wﬁerev fM = force of motivation
E = Expectancy
1= Instfumentality

V= Valenee

The force on an individual to perform a particular act is calculated as
_ ﬁhe sum of the products of expectancy (the degree to which the
individual believes that the act will lead to desired performance) and
valence (the anticipated satisfaction associated.with the particular
dutcoﬁe) times instrumentality (the degree to which one's level of
effort leads to desired outcomes). The Teachers Expectancy Work
Motivation Questionnaire was‘designed to measure work motivation usiﬁg
Vfoom's (1964) force model which predicts the amount of effort an
individual exerts as determined by his motivetion to exert that effort.
Two questions were used to obtain the demographic information,
years of experience at the present school, and size of school
'enrollment. Finally, two questions were asked to obtain a general

response to job satisfaction.

Data Collection

Permission to conduct the study was obtained from.the Research
Division of Norfolk Public Schools. Afterwards, the Research Divisien
notified each of the principals of the eleven selected elementary
schools. Eech principal was contacted additionally by telephone; the

stuﬂy was discussed with them; and a request was made for their
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cooperation. As per request of the Research Division of Norfolk Public
Schools a copy of the instrument was sent to each principal.

A packet was prepared for each teacher listed as working in the
selected schools for the school year 1980-81l. The packet contained an
introductory letter requesting assistance and exéressing gratitude, the
questionnaife, and a self-addressed envelope. The questionnaifes weré
délivered to the eleven seiected schools énd a contact person (not the
principal) distributed the packets to the teachers. No identifying
information was included in the packets to insure confidentiality of the
participants. The questionnaires were returned to the contact person in
each school. The questionnaires were collected from‘each school ten

days later. A second collection was made five days later.

" Data Analysis

The questionnaires were counted upon receipt and screened for
missing data. - The responses were transferred to Opscan sheets for
computer analysis by SPSS. The frequencies were calculated both by item
and by factor.

- The means and standard deviations were calculated. Multiple
regression énalysis was used fo analyze the collective and‘separate
contributions of the seven factors of communication on the three factors
of teachers' work motivation. Additionally, multiple regression was
conducted using theAcombined’model of teéchefs' work motivation. The
multiplicative procedure was used to obtain the expectancy work motiva-
tion score for‘thevformula, FM = EIIV for the combined model, The .10

level of significance was used as a basis for establishing significance.



CHAPTER IV

PRESENTATION AND ANALYSIS OF DATA

Introduction

This'chapter is devoted to the;presenfation and analysis of the
data. ' The chépter is divided into several sections. In the 1ni;ial
section the sample and the variables are described. Additionally, the
demograpﬁic characteristics of the sample are presented. The results of
‘the computations of teachersf work motivation and the independent
variables follow. Results are pfesented for a secon& computation of the
data in which the combined model of teachers' work mot;vation was used.

Finally, a summary of the findings is given.

Description of the'Sample

The subjects for the study were 234 elementary teachers empioyed by
Norfolk Public Séhoqls during the sChdol year.1980—81. The origigél |
sample of 351 teachers was reduced‘by fifteen teachers, who had either
left the school district or had been transferred from one of the_éleven
randomly selected schools during the school year. Thus, a total %f 336
questionnaires were diétributed. Of the 336 questiénnaires 234 wére
returned, equailing\a response rate of 70 per cent. The sample was

considered representative of the elementary school population in Norfolk

Public Schools since the schools wefe randomly selected.
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Description of the Variables

The déscfibtivevanalysis,was based on data obtained through the
Cpmmunication Satisfaction Questionnaire and the Teaghers' Work
Motivation:Questionnaire,.copies of which are included in Appendix A.
The independent Qariables were the school communication system,
demographic variables, and job satisfaction variables. The dependent
Qariable was teachers' work motivation.

The variable school éommunination system consisted of seven
factors: (1) school perspective,‘(2).persona1 feedback, (3) school
organizational innegration, (4) communication with principal, (5)
communication climate, (6) horizontal communication, and (7) media
quality, The demographic variables were (1) yea;s»of experience at the
‘vpresent‘school and (2) the size of the échool enrollment. Two measures
_of job satisfaction were added, one an assessment of job satisfaction
and the other an assessment of the level of job satisfaction for the

iast six months. Finally, an open—ended question was included to allow
:for teachéf's input on suggested changes that could be made to increase
their satisfaction with the communication on their jobs.

The dependent variable teachers' work motivation consisted of three
factors, inétrumentality, valence, and expectancy. The three factors
constitute Vroqm's (1964) expectancy model of work motivation, FM=EIIV.

Frequencies and percentages were obtained fof the multiple

responses from the open-ended question. Multiple regreésion analysis
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was used to ascertain the relationship between the7indepeﬁdent-variables
.and the dependent variables. The .10 level of significance ﬁas uéed as
‘a basié for significance. A second analysis of.the data wasvconductéd
using multiple regression analysis to'ascertain the relationsﬁip.between
t§e iﬁdepeﬁdent variables and the combined model of teachers' work
‘ﬁotivatioh. The Statiéticél‘Paékagevar the Soéial'Sciehées (Nie et.

al., 1975) was used to perform the calculations.

Description of the Demographic Variables

\

The means and fhe standard deviations of data are presented in
‘Tablevl,for’descriptive purﬁoses. The ﬁinimum and maximum scores for
the combined model of teachers' work motivation, FM=EIIV, were 312 and
21;000. The possible range fbr the factors of the combined model were 7
tp 35 for instrumentality, 8 to 40 for valendé, aﬁd 3 to 15 for

expectancy.

The distributions of the demographic variable data are presentedvin’

| Téblgs 2 and 3. A brief‘examination of Table 2 shows that the iargestv
B peréentage’of the téacher; in the sample worked in their preseﬁt échdol
f:om one to five yearsiwhile,tﬁe smallest percentage had ﬁorked in their
present school less than dne year. Thirty—three or'lﬁ per»cent‘had
eleven or mqfe years of expériénce in their present school.

A brief examination of Table 3 revealed that the 1argest percentagé
of the teachefs (n;llsj worked in schools with enrollments of 501 ﬁo

1000 pupils. The smallest percentage of teachers, 7.7 per cent, worked
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Table 1

Means and Standard Deviations of the Variables‘

Variabie,

School Sample

Mean SD

Satisfaction-School -

Communication Variables _ - .
School Perspective 3.237 . 1.333
Personal Feedback 3.060 1.327 .

School Organizational Integration 2.822 - 1l.164

Communication with Principal 2.437 "~ 1.253

- Communication Climate 3.064 ‘1.335
Horizontal Communication 2.889 ‘1.1611
Media Quality 2.777 1.142
Job Satisfaction ’ 4.880 '1.812
Satisfaction Last Six Months 2.214 0.751

Dependent Variable :

Teachers' Work Motivation 10021.230 5075.395
Instrumentality 11.338 3.055
Valence 32.530 - 7.150 ¢

- Expectancy 25.081 4.899

N = 234




Distribution of Number of Years Worked
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Table 2

at Present School

Number of Years

Mumber of Teachers Per Cent
Less than one year 20 8.5
One year to five years 112 47.9
Six years to ten years 69 29.5
Eleven years and over 33 14.1
"~ Totals 234 100.0




Distribution of Teachers by School Enrollment
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Table 3

Séhool Enrollment Number of Teachers Per Cent
0 — 350 18 7.7
351 - 500 101 43.2
501 - 1000 115 49.1
Totals 234 100.0
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in schools with enrollments of 350 or less. The remaining 10l teachers

or 43 per cent worked in schools with enrollments of 351 to 500 pupils.

Descriptioﬁ of the Open-Ended Question

The resuits of the responses to the opeﬁ-ended question are
described in Table 4. The question‘asked was‘how conmunication could be
'éhanged to make the teachers more satisfied; The multiple respbnses
indicatéd‘tﬁat the largest ﬁumber of teachers (N=197) who responded were
concerned with information about salaries. They either were éoncerned
with information on salary negotiations or desirous that significant
others become aware of the imbact of low salaries.

Teacher input and decision making were mentioned by the'next
highest numBer of teachers. An example of the désire for input was the
statement that “centrél administration needs to iisten to teacher input
and be ﬁore'responsive fo problems of teachérs and staff.” In reference
to press coverage the respondents mentioned the desire to have the press
. cover accomplishments of the school diétrict in lieu of excessive
coverage of failures of the school district. The desire for small group
meetings was concerned with meetings with administrators in groups small
enough to discuss interesté common to only a few of‘the respondents.

The results of the open—ended questign’indicated that‘the
‘respondents were primarily coﬁcerned'with communication‘about salafies,

decision making, teacher input and supervisor—teacher relationships.
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Table 4

Frequencies and Percentages of Responses
On Recommended Changes for Improved
~ Satisfaction with Communication

on the Job

Responses Frequencies Per Cent?
Salary information 197 .94
Decision—making 180 .85
Supervisor—teacher ‘ 120 .57
Teacher input 101 ‘ .48
Accurate information 80 : .38
Community relations 15 ‘ ‘ .07
Small group meetings - 15 .07
Actions taken on : - '

disruptive students 8 <04
Press coverage 9 .04
Personnel vacancies C7 .03

(N=210)

8Note: Each item is the percentage of the total number of teachers who

responded to the open—ended question.
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The open—ended question pfovided for more in depth responses than were
‘possible with the Communication Satisfaction Questionnaire.

Multiple Regression Analysis of the Relationship Between the
Independent Variables and Teachers' Work Motivation

The SPSS subprogram REGRESSION was used to assess the relationship

 between the independent variables and teachers' work motivation. Three
separate regressions were condﬁcted,vone with each of the three factorgl
iﬁ teachers' work motivation with the seven factors of the school
communication system, the demographic variables and the job satisfaction
variables. |

For the variable 1nstrumentality, when all of the independent
variables were entered into the regression equation simultaneously, the
| overall F ratio was statistically significant (F=6.23, p < .10).‘ An
examination of Table 5 reveals that.all but one of the school
communication system factors were significantly related to
instrumentality. Tﬁe factors that were significant contributors.to the
regression were school perséective, personal feedback, communication
with principal, éommunicétion climate, horizontal communication and
ﬁedia quality. Only school organizational integration was'not a
significan£ contributor.

A further examination of Table 5 indicated that horizontal

communication was the highest contributor to instrumentality with a beta

coefficient of 0.32. The second highest beta coefficient found was for

communication climate ﬁith a beta coefficient of 0.26. Since all of the
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Relationship Between Instrumentality and
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Table 5

the Independent Variables

Variables B Beta F Ratio
School
' Perspective 1.0984 0.2149 3.88%
Personal :
Feedback 1.2111 0.2280 3.69%
School Organiza-
tional Integration 0.2595 0.0042 - 0.00
Communication with
Principal 1.0870 0.1784 2.94%
Communication
Climate 1.3569 0.2577 3.56%
Horizontal
© Communication 1.8808 0.3178 8.37%
Media .
‘Quality 1.4647 0.2382 4,01%
Job
Satisfaction 0.2558 0.0668 1.04
Six Months Level
of Satisfaction 0.3962 0.0607 0.87
Years of Experience
Present School 0.1878 0.0322 0.29
.Size of ' .
Enrollment 0.8712 0.011 0.03

*significant at p < .10
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significant factors had'positiﬁe‘regressionscoefficients it indicated
that high scores on instrumentality were associated with high scoresion

the school communication system.

For the variable valence when all of the independent variables were

entered into the régression eﬁuation éimultaneously, the overall F ratio
_Vwas statisticall& significant (F=9.46, p < .10). An examiﬁation of
Tabie 6 r§§eals'that,two of the communication factors were
significantiy related‘to‘valence. Thé factors that were significantb
contributors were horizontal communicafion and media quality; _For
valence, meédia quality was the highest éontributor wiﬁh‘a beta
coefficient of 0.38. Horizontal communication was the éecond‘highest
éontributor with a beta coefficient of 0.18. Since both'of‘the
significant factors had positive regreésion»coefficienté it indicated
ﬁhét high scores on valence were associated with high scores onv
horizontal communication aﬁd media quality. |

For the variable expectancy, when all of the iﬁdependent variables

were entered into the regression equation simultaneously, the overall F

ratio was statistically significant (F=9.24, P <,.10). An examination
of Tablev7 reveaied that one of the factors was related to‘expectancy;-
The factor that was a significant contributor was horizontal
'communication. Since horizontal communication had a positive regression
coefficient (0.22), it indicated that high scores on horizontal
’communication werehaésociated with high scores on expectancy. Ndne of

the other indepéndent variables were significant as shown in Table 7.




~ Results of,Multipie Regression Analysis of the
Relationship Between Valence and the School.
Communication System '

Table 6

,Vériables

‘Beta

B F Ratio
School
Perspective 0.3550 - 0.0475 0.214
Personal ' _
. Feedback -0.3217 -0.0415 0.137
School Organiza- ‘ :
tional Integration. 0.5270 0.0592 0.318
Communication with :
Principal 1.1126 0.1251 1.622
Horizontal : ’
Communication "~ 1.5805 0.1830 3.116%
Communication o ' o
Climate -1.5509 -0.2018 2.449
Media ' o
© Quality 3.3671 0.3751 11.169%
- Job ' . o ’
Satisfaction 0.3654 - 0.0654 1.117
. Six Months Level
of Satisfaction 0.8593 0.0902 2.151
Years of Experience ‘ ’
Present School 0.5462 0.0064 0.013
Size of : : o
Enrollment 0.4306 0.0380 0.448

‘*significant at p < .10
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Table 7

Results of Multiple Regression Analysis of the
Relationship Between Expectancy and
~ the School Communication System

Ratio

~ Variables . B Beta
School
Perspective 0.8655 0.0271 0.07
Personal ' :
Feedback 0.7573 0.0228 0.04
School Organiza-
tional Integration 0.5478 0.1442 1.87
- Communication with
Principal : 0.4958 0.1305 1.75
Communication :
Climate 0.3795 - 0.1156 0.80
Horizontal
_ Communication 0.8252 0.2236 4.62%
Media , o
Quality , 0.1076 0.0280 0.06
Job '
.. Satisfaction 0.1701 0.0713 1.32
Six Months Level :
of Satisfaction 0.7299 0.0179 0.08
Years of Experience
Present School 0.2356 0.0646 1.29
Size of
Enrollment 0.7597 0.0157 0.08

*significant at p < .10
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- Table 8

Results of Multiple Regression Analysis of the
Relationship Between the Combined Model of
Teachers' Work Motivation and the .
School Communication System

Variables : o B Beta F Ratio
School o o - '
Perspective 96.1076 0.0181 0.03
Personal . .
Feedback 317.6075 0.0577 . 0.27
School Organiza-— : . : . , :
~ tional Integration 523.9887 -~ 0.0830 . 0.62
Communication with ' '
Principal - 758.8249 0.1202 _ 1.50
Communication’ ,
. .Climate ' 543.2680 0.0996 , - 0.60
Horizontal ‘ ' - ’ S
Communication . 1448.777 0.2363 5.21%
Media ‘ ' . _
‘Quality ~ 301.2545 0.0472 ' 0.18
Job ) o ' ' _
© Satisfaction 536.2031 0.0150 0.07
Six Months Level : v ‘
- of Satisfaction 287.0316 0.1352 l 4,79%
Years of Experience ' o
Present School 339.8684 0.0424 0.48
Size of i . / o
Enrollment . ' 121.0984 0.0562 © 0.99

*significant at p < .10
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Additional Findings

The data were anaiyzed a second time using the combined modél of
teachers' work motivation, FM=EZIV. Multiple regression analysis was
used to assess the relationship between the combined model of teachers'
work motivation and the independent variables.

For the variabie teachers' work motivation, when all of the
ihdependent variables were entered into the‘regression equation
Simultaneously, the overall F ratio was statistically significant
(F=47.10; p < .10). An examination of Table 8 indicated that two of the
independent variables were significantly related to the combined model
of teachers' work motivation. The variables that were significant
contributors to the regression were hofizontal communication and level
of job satisfaction for the last six months. Horizontél communication
had the highest beﬁa coefficient at 0.24. The beta coefficient for
level of’job satisfaction for the last six months was 0.1l4. Since both
of the significant factors had positive'fegression cqefficients it
indicated that scores on horizontal coﬁmunication were assoclated with
high scores on the combingd model of teachers' work motivation and that
a higher level of job satisfaction for the last six months was
associated with a higher level of teachers' work motivation.

\

" Summary of Findings

The overall results of multiple regressioh analysis as shown in

Table 9 showed that several significant relationships were found between
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various factors in the school communication system and teachers' work
motivation. All but one of the factors in the school communication
systems had a significant felationship with instrumentality. The
factors that rélated significantly were school perspective, peréonal
feedback, communication Qith principal, communication climate,‘
horizontal climate, and media quality. Oniy school organizationai
integration failed to reach the F ratio required for éignificance.

Two of the factoré in the school commﬁnicétion systems were found
to have'a sigﬁificant relationship with valence. They were horizontal
cdmmunication and valencé. Horizontal cbmmunicafion also had a
significant relationship with expectancy. .Consequen;iy, horizon£a1
communication was the only factor that had a significant relationship
with all of tﬁe factors in teachers' work motivation.

Two of the independent variables were found to rélate to teachers'
work motivation when the second analysis of the data was performéd. The
second analysis used the combined model of teachers' work motivation,
FM=EZIV. The two variables which were significantly related to ‘the
combined model of teachers' work motivation were horizontal

communication and level of satisfaction for the last six months.
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Table 9

Summary of Multiple Regression Analysis of the Relationship
‘ Between Satisfaction With The School Communication
System and Teachers' Work Motivation

- Years of Experience

Present School
Size of Enrollment

' Independent S
‘Variables Instrumentality Valence Expectancy
School Perspective X
Personal Feedback X
School Organizational
Integration
Communication with .
- Principal X
- Communication
- Climate X
Horizontal
Communication X X xa
"Media Quality X X
Job -Satisfaction - ‘
Six Months Level of
Job Satisfaction X X . xa

X means that there was a significant relationship.

. @There was a significant relationship with the combined model.




CHAPTER V

SUMMARY, CONCLUSIONS AND IMPLICATIONS

Introduction

The chapter is divided into several sections. The first section
presents the purpose of the study and the methods and procedures
utilized in the study. The second section is devoted to the discussion
of the findings, in which comparisons‘end contrasts are made with the
literature reviewed in Chapter 2, and explanations ef the findings are
presented. The final section in this chapter consists of the

implications and recommendations for further research.
Summary

Purpose of the Study. The purpose of the study was to ascertain

the relationship between the school communication System and teachers'
work motivation. The research questions which guided the study were:
1. What is the relationship between school perspective and
teachers' work motivation? |
2. What is the relationship between personal feedback and
teachers' work motivation?
3. What is the relationship between school organizational
integratiop and teachers' work motivation?
4. What is the relationship between the communieation with

principal and teachers' work motivation?
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What is the relationship between communication climate and

teachers' work motivation?

-What is the relationship between horizontal communication and

teachers' work motivation?

What is the relationship between media quality and teachers'
work motivation?

What is the relationship between job. satisfaction and teachers'
work motivation?

What is the relationship between the level of job satisfaétion
for the last six months and teachers' work motivation?

What is the relationship between years of experience in the
present schooi and teacheré' work motivation?

What is the relationship between the size of school enrollment

and teachers' work motivation?

A review of the literature indicéted a lack of studies which had

investigated the relationship between the school communication system

and teachers' work motivation. Nevertheless, a theoretical basis exists

which asserts that both of these concepts are essential to an effective

organization. As such, it was assumed that a relationship existed

between the school communication system and teachers' work motivation.

Most studies in organizational behavior address these concepts

separately in conjunction with other management prdcesses. Among the

motivation models,'the expectancy model has been the most used for these

investigations. Consequently, the study was designed to investigate the
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relationship between the school communication system and teachers'
work motivation.

Methods and Procedures. The sample for the study was composed of

234 elementary séhool teachers employed by Norfolk Public Schools. Data
was obtained through Downs and Hazens' (1978) Communication Satisfaction
Questiqnnaire, adapﬁed for educational settings, and Miskel's (1980)
‘ﬁTeachers' Work Motivation Questionnaire.‘ Additionally, demographic and
job satisfaction information was obtained from a series of questions.

Data were analyzed by means of multiple regressionvanalysis, using
the Statistical Package for the Social Sciences (Nie et. al. 1975) to
perform the calculations. The dependent variable was teachers' work
motivation which was composed of three factors, instrumentality, valence
and expectancy. The independen; variables were the seven factors of the
school communication system, two job satisfaction measures, years of
experience at the present school, and size of school enrollment. Three
regressions were performed, one with each of the three factors in
teachers' work motivation?—instrumentality, valence and expecténcy. The
multiple regression procedures tested the significance of the
relationship of each of the independent variables while controlling for
the effect of éll of the other independent variables. The F ratids for
each independent variable indicated whether the relationship between
teachers' work motivation and the independent vgriable was significant.
The .10 level of‘significande was used as a basis for establishing

significance.
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Discussion gf_Results

The research questions which guided the study were used as the
basis for the discussion of the results.
The significant telationéhip found between school perspective and

instrumedtality indicated that the teachers who gave a high rating to

- school perspective also rated instrumentality high. Instrumentality

referred to the relationship one sees between his level of pefformance
and attaining personal goals. School perspectives assessed the
teachers' satisfaction with the overall goals and policies of the
_school, the financial standing of the school, and changes within the
school. No significant relationships were found between school
perspecti&e and the two other factors in teachers' work motivation,
valence and expectancy.

The findings partially supported Barnard's (1938) éontention that
gnowledge,of purpose is essential to willingness to serve. Somewhat
related to the findings were the results revealed by Futrell (1975) and
Migliore (1977) who found a relationship between knowledge of goals and
performance.

The findings indicated that teachefs who rated personal feedback
high also rated instrumentality high. Personal feedback was not related
to valence nor to expectancy. The results were consistent with those
of Piou (1979) who -found a felationship between feedback and some
of the factors in teachers' work motivation. Piou (1979) found a

relationship between perseveration, preference, and professional
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identification and feedback but no relationship‘was found between
fantasy/utilities choice and feedback.

No significant relationships were found between school
organiéational integratidn and the three factors of teachers' work
motivation--instrumentality, valence, and expectancy. School
organizational integration referred to information about personnel news,
benéfits and pay. In order for personnel news to serve as a work
motivatoriit wbuld, of necessity, have to include examples of efforts by
personnel leading to desirable performance, performance by personnel
leading to desirable job outcomés, and examples of job outcomes that
were valuable to. teachers. Tﬁe results indicated that the personnel
news received by the teachers may not have been of this nature.

In reference to benefits and pay, one possible reason for the

failure to find a significant relationship may be that teachers receive

the same benefits and pay regardless of effort and performance beyond
the required amount for remaining on the job. As such, it is reasonable
to assume that their responsés were based on benefits and pay rather

; than on their satisfaction with the information received with reference
to benefits and pay.

A significant relationship was found between communication with
brincipal and instrumentality, indicating that the‘teaghers who rated
their communication with the principal high also rated instrumentaiity
high. In assess1ng>instrumentality, the relationshipvbetween one's
level of performance and one's probability of attaining job outcomes,

was referred to while in communication with principal the two-way
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communication with one‘s principal and the principal's sense of fairness
were‘assessed. |

The teachers sampled failed to see a rélationship'between
communication'with principal énd the two other factors in teachers' work
motivation—-valence and expectancy. In other words, valence, the
anticipated satisfaction from attaining job outcomes, and expectancy,
the relationship between one's 1e§e1‘of effort and one's performance,
were ﬁot seen as ;elated to communication with the prihcipél. One
possible explanation for these results may be that communication with
the principal did not include examples of desirable job outcomes; as
previously discussed. Evidently the teachers' greater concern at this
time was their communication with their supervisors, as noted from the
findings‘of the open-ended question. Although this relationship was not
asseséed in the study, it suggested that other supervisory personnel's
~ communication affected teachers' work motivation alsé.

Although no significant relationship was found between valence,
expectancy and communication climate, there was a significant
relationship between communication climate and instrumentality. These
findings were similat to those found by Krivinos (1978), who found a
relationship between communication climéte and intrinsic work |
motivation. The studies differed in that Krivinos (1978) investigated
WOrk motivation as intrinsic and extrinsic while the éxpeétancy work
motivation model uéed in this study does not differentiate work

‘motivation in that pérspective.
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A significantﬂrelationship was found between horizontal
communication and all of the factors in teachers' work motivation,
indicating that teachers who rated horizontal communication high rated
instrumentality, valence, and expectancy high also. These results
suppofted Barnardfs (1938) contention that the.informal system was vital
to communication and that communication was a necessary component for
willingness to sefve. |

Several explanations for these results seenm appropfiate. One
possible explanation for these results is fhat grade level chairmen and
helping teachers are chdsen on a rotational basis. Since the .

‘grade—-level chairman and the heiping teacher are considered neither
administrators ﬁor supervisors but regular teachers, the communication
betwegn them and the teachers could be considered horizontal.  Another
possibleiexplanation is that teachers probably consider the
communication among each other more appropriate for discussing methods
used, results obtained énd for coordinating work than such discussions
with superiors. Less distortion of information would be éxpected with
horizontal communication than with upward communication thus allowing
for freer discussions; however, the stﬁdy did not address this issue.

The significant relationship found between media quality and two of
the»facfors in teachers' work motivation-—instrumentality and
valence~indicated that teaéhers who rated media quality high also rated
instrumenfality an& valence high. As a result, onlyvexpectancy.did not
show a felationship with media quality. In that media-ﬁuality assessed

the conduct and organization of meetings and the quality of all written
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directives it may be considered written and oral communication. Thus,

support was found for Dahl's (1954) results which indicated that written

and oral communication were most effective in organizations.

The contents of the responses to the open—ended question included
suggestions which ﬁere not directly related to communication. These
results indicated that teachers were taking advantage of an opportunity
fo express their general dissatisfactions and not just dissatisfactions
related to the school cqmmunication system.

No significant relationship was found between job satisfaction and

any of the factors in teachers' work motivation. It is reasonable to

-assume that several factors accounted for the failure to find such a

relationship. One possible explanation may be the attempt to assess job

satisfaction through the use of one item. Significant relationships
were>found by Miskel et. al. (1980) and Zaremba (1979) using other more
complex job satisfaction measures.

Another possible explanation may be.that the teachers were
associating their general dissatisfaction with contract and salary
information at this time with their job'satisfaction.' Tﬁis general
dissatisfaction had been expressed a few days earlier by a vote to

strike by the local education association. ©Such general discontent

-could have had an impact on the responses to this item.

Similarly, the level of job satisfaction for the last six months,
which also did not have a significant relationship to teachers' work
motivation, may have been affected by the general dissatisfaction with

contract and salary. Furthermore, 41 per cent of the teachers had
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indicated that their level of job satisfaction had gone ‘down in the last
six mﬁnths. Additionally, the utilization of one item to assess the
level of job satisfaction for the last sig months may have again
affected the results obtained.

Contrary to the findings of Kopelman and Thompson (1976), no
significanﬁ relationship was found between the years of experience at
the present school and any of the factors in teachers' work motivation.
Kopelman and Thompson (1976) found that the amount of time an employeé
had been on the job was related to his work motivation. One possible
explanation for these results may have been contingent upbn the method
‘used in this study to categorize the years of experience on thé»present
job. The years were categorized into (1) less than one year, (2) one
year to five years, (3) six years to ten years and (4) eleven years or
over. Kopelman and Thompson (1976) looked at work motivation at only
two points: the initial motivational force to work and at the end of
tﬁe fourth year. Another possible explanation may be the total number
of years of éxperience as a teacher was confounding the results.

Similarly, the size of the school enrollment, which showed no
relationship to any of the facfors in teachers' workbmqtivation, may
also have been affected by categorization. The categorization used was
notbconsistent with the delineations of size of school enrollment used
by the school district. Two delineations separéted the small from the
lafger schools in the school district sampled. One was at the 450
student enrollment point which was used as the demarcation for

additional clerical help and the other was the 600 student enroliment
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point which was used as the demarcation for additional administrators.
The results of the study were contrary to Herrick's findings in which
school size was a significant predictor of teachers' work motivation in
both multiunit and nonmultiunit schools.

'The second analysis of the data, using the combined model of
teachers' work motivation, yielded similaf results as the analysis using
each factor. These results supported Mitchell's (1974) contention that
the separate factors in the expectancy model show as much association
with independent variables as the combined model shows. The similarity
was that horizontal communication wes related to all of the factors in
teachers' wofk motivation and to the combined model. Differences were
that the level of job satisfaction for the last six months was related
to the combined model but not to any of the factors when analyzed
separately. Additional differences were that several of the various
factors in the school communication and teachers' work motivation were
related. ,Six of the seven factors in the school communication system
were related»to instrumentality and media quelity was related to both
instrumentality and valence.

The overell results of the study were similar to the results found
in many of the work motivation studies using the expectancy fheoryf
Inetrumentality showed the strengest relationship to the independent
variables, with valence second and expectancy third. Furthermore, mnst
of the studies using the expectancy model have found significant
relationships with the management processes studied even though many ef

the correlations were low. Unlike most of the studies using the
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expectancy wdrk motivation model, no significant relationship was found
between all of the independent variables and teachers' work motivation.
The results tend to indicate that some unexplained variance existed
which has not as yet been identified.

Another possible explanation for the failure to find significance
between all of the factors in both the school communication system and
teachers' work motivation may be contingent upon organizational
incentives which differ in educational settings. It is reasonable to
assume that the job outcomes which were desirable for the teachers were
not readily available. If this assumption is true then all of the
components of teachers' work motivation were affected by a lack of

desirable job outcomes.
Conclusions

As a result of the findings arrived at from thebdata collected for

the study certain conclusions were formulated. The qonclusions are:

1. Teachers who are satisfied with the teacher to teacher formal
and informal communication in their schools are more highly
motivated to work than are teachers who are dissatisfied.

2. Teachers who are satisfied with the school organizational
perspective, pérsonal feedback, communication with the
principal communication climate, horizontal communicatioﬁ and
me&ia quality perceive ﬁhat their level of performance leads to

the attainment of personal goals.




86

3. Teachers who are satisfied with the quality of written
directives they receive and with the organization and conduct
~of faculty meetings anticipate satisfaction from the attainment
of personél goals. |

4. Teachers whose level of job satisfaction has gone up in the

last six months are more highly motivated to work.than are
teachers whose level of job satisfaction has gone down in the
last six months.

Like ﬁOSt research studies the conclusions of this study may be
generalized to those school districts which are similar in
organizational structure, size, and location and other variables. The
possibility exists that different results may have been obtained if the
schools sampled were not in:the same school district. The results may
have been influenced by the dissatisfaction expressed by’some of the

teachers relative to the local situation at that time.

Implications

Theoretically, the regqlts of the study revea}ed that horizontal |
cbmmunicatioh is related to teachers' work motivation. Thus, it
presents partial support for Barnard's (1938) theory and to the‘theory
on communication. Additionally, the results showed that the expectancy
model of work motivation may be used in educational settings in that the
results obtained were similar to the results obtained in other settings.

The results also suggest implications for échodl admiﬁistrators.

In that horizontal communication was related to teachers' work
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'motivétion, the data suggests that schools with effective_horizontal'
communication will havé more highly motivated teacﬁers. The‘resultg
also suggest that those principals whose directives are written clearly
and whose meetings are well-organized will have.more highly motivated
teachers.b |

Further implications may be suggested for school boards. In tﬁat

the expectancy model has as its basis the choice of job outcomes, it

~ will seem desirable for school boards to increase valued job outcomes in

an effort to increase teachers' work motivation. Such positive job
outcomes as noted in the,iiterature for other organizations may include
incentives such as opportunities for pride, distinction, prestige,
promotions, increased pay, personal achievement and positive

advantages.

Recommendations

A research study, such as the present one only begins to address
the problems associated with the school coﬁmunication system and
teachers' work motivation. As such several qﬁestions were encountered
which could serve as impetus'for further research.

First, why was no relationship found between the school
communication system and teachers' work motivation? The theoretical
basis and similar studies suggestéd‘such a relationship exists. As a
result, it is recommended that the present study be replicated in

elementary and secondary schools in varied localities in that the
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conditions in the district studied might have been influenced by the

teachers' decision to strike.

Second, the étudy'showed horizontal»communication was related to
teachers' work motivation when the other factors in the school
communication system were held constant. Would similar findings result
if horizontal communication was used as the only variable in
relatiqnship’with teachers' work motivation? It is recommended that a
study be conducted to test the relationship'between horizontal
communicatiénband teachers' work motivation, using just the two
variables.

Third, what job outcomes do teachers' desire during this time and

.age?' The study implied that the job outcomes teachers in this sample

'desired,such as pay, were not available to them or that the desired job

outcomes were not given in this study. As a result, it is suggested
that a study be conducted using the job outcomes the teacheré initiate
to study teachers' work motivation.»

Mitchell and Biglaw (1973:453) suggested that participants generate
their own outcomes when using the expectancy work motivation model since
different outcomes may be relevant for different subjects.

Fourth, is there other variance in teachers' work motivation which
is not assessed using the Teachers' Work Motivation Questionnaire? It
is recommended that other measures of teachers' work motivation ﬁe
constructed which would attempt to identify this unknown variance.

Finally, why was no relationship found between cbmmunication with

the principal and teachers' work motivation? Some leadership studies -
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‘(House, 1971, Campbell, et al. 1970) have found that leadership behavior
‘is related to the behavior of the employees. 'It is recbmmended as a !
result of the'findings of this study that a study beﬁconducted to test
the felationship between leadershiﬁ behavior and teachers' wofk

motivation,
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INTRODUCTION.

iobs contributa o both our Job satisfaction and our sroductivity.
tions you have Zor i=mproving them.

We appreciate vour taring the t:me to complecte the Juestionnaire.
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_COMMUNICATION SATISFACTION AND WORK ‘MOTIVATION SURVEY

SSE=s

snould be able to compleze it in 10-15 zinutes.

Most of us assume that the guality and amount of communication in our

Through zn:is study
we hopa to find out how satisfactory Our cormunication praczices are and what sugges-

This section is designed for that furpose.

Hopefully, you

Youn answens z2az complelely ccniadentdad. 40 He as fazne cs wou wadh.

This <3 n0T a2.l28%-=your opandion {3 Lhe onlu 1{gni answexr.
00 VOT 3IGN YJUR NAME--we do nod wish T hnow wno you 212
will be zompined «nLC JACUPS 1€ 1LDOALang DuUPOs LS.

How satisfied are vou with your jot? {check one

1. Very digsacisfied

). Somewnat dissat:isi

2. Dissac:isfied

indiZferent

5. Somewnat satisfied

7. Vefy satisfied

Tae

inawens

In the past 6 months, what has happened to vour level of satisfaction? (check one)

1. Gone

|

3. Gone

-
2. Stayed the same

Zown

If the communicazion associated with vour ob could be changed in any way to maxe
you more satisfied, please indicate how.

How many years have you worked at your present school?

1.

-

What is the

Les
ly
5y
il
size
100
351
SO§

s than 1 year

ear to § years

ears to 10 yvears

years or over
of the enrollment in your school?
- 350

- 500

- 1000
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SECTION A, | ited below are seveial kinds 04 <ngoamation

15.
16.
17.
18.
19.

ofLen associated wilh a’person’s joo. ' Please
indicate how satisfied you 24e wiih fhe amount

and/oA qualitfy of each aind of Lndaama&40n,by

cincling UOUA answen.

Information about programs in my Job.
Personnel news.
Inicrmation about school policies and' goals.

Information apout how Ty work compares with others.

Information about how I am being evaluated.

Pecognizion of my efiorts.

Inisrmation about jrade level or subject area
dolicies and goals.

Infcrmaction apout the requirements of xy job.

Infcrmation about Jovernment action affecting m?
school.

Inicrmaction about. changes in your school.
Reports on how problems in my job z2re being handled.

Information about employee benefits and pay.

ormation akout the school's Zinancial standing.
nfcrmation about accomplishrents and/or failures
L

1
of the school.

SECTT

20.

21.

22.

23.

24.

ON B, Plicse <ndicaie now safisg<ed you 21e walh
“the jellowing. (Ciacle The appropaiate
numoea 2X the wght.|

Zxrtent to.which prinecisals know and undersctand the
problems faced by teachers.

Extent to which the school communication motivates
and stimulates an enthusiasm for meeting its goals.

Zxtent o which my principal listens and pays atten-
Tionh tO me.

Ixtent to which the people in my 'school have great
apility as cormunicators.

Extent to whica my grincipal cffers guidance for
solving )Job ‘reiatea problems.

(Continue on :=he back)

-

Very Satisfied

Satisfied

~

~

)

Sllthly Satisfied

w

“

o

Indifferent

wn

u

v

w

w

wow

v

w

w

w

Slightly Dissatisfied

Dissatistied

o

a

Very Dissatistied

<
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SECTION 8 !Continued)

25.

26.

7.

28.

29.

30.

3l.

32.

Extent o whicn the scnool s zcmmunication makes me
1dentiiy with it or feel a vizal part of :t.

Ixtent to wnich the school's publicart:ons are :nter-

esting and helpiful.

Zxtent to whilch my principal crusts me to periorm
@y Zucties.

Extent cto which I recaeive on time the wnrformation
seeded to do my job.

Ixtent o which conflicts are handled approor:ately
through proper communication channels.

£xtent to which the grapevine is acrive in our
scnool. . .

Extent o wnich my Principal 1s open to ideas.

Extent to which horizontal communication with other
employees is accurate and free-flowing.

Zxtent o which communicacion practices are adape-
acle to emergencies.

Zxtent to which my work group is compatible.
Extent to which our meetings are well-organized,

Extent to which the amount aof supervision given me
is about righc.

Zxtent to which written directives and repor:s are
clear and conc:ise. )

Extent o wnlch the attitudes toward sSmmunication
in the scnool are basically healchy. .

ZIxtent to wnich information ccmmunicaticn is active
and accurate.

Ixtent to which the amount of cormunication ia the’
school is about right.

tent to whica I know wnere I stand with my 2rin-
cipal.

Extent to which I relieve my principal :s fair in
making cdecisions.

Very Satisfied

re

satiafied

“

"~

"

)

Slightly Satisfied

w

w

(o

-

w

Indifferent

ur u

L w

w

u

w

w

w

w

w

Slightly Dissatisfied

o

LN

o

Very Dissatisfied

Dissatisfied
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SECTION C. Thia section <4 dze<igned o gather <nfoamation
200ul now sacully memoets {eel aooul Lhein so0s.
Please cincle vour answens.

Stronyly Disaygree

43.. High faculty initiative leads to the attainment of the
cdesired educacional objec:zives.

44. <Znergetic educators are not particuiarly successful cteachers.
> ) . :

-
45. Expending high levels of energy does not _ead o Commensur-
ate levels of student acnievemant.

46. Working as rnard as I can results in goal achievement.

47. Putting forzh a high degree of effort leads o a high level
of periosrrmance.

48. Incensive efforts by educators laads o high student achieve-
nents.

49. Good lob performance by a teacher requires 1arc work.

SECTION 9. Difjerent people wani dijgerent {hings iaom Ihe«r wonz,
; dere {3 a £:8Z 94 thangé Chal i :ducalon ould nave Imy
als dn her job. How impoatanf 4{s eacn 24 fhe <ollowang:
10 ‘'you? Plecse cencle youa cnswen.

50. daving positive relationships with studenzs.

51. The oppor:

Ty =0 develcp your skills and abilities.

52. The behavior of yvour students. ‘

53. Posizive feelings apout yourself as an educacor.

54. Xeeping student frustraction at a low level.

55. VYour students Acquit;hg an interest 1n the subject natter.
36. The chances Vou have to learn new thilngs.

37. The chances vou have z0 accomplish someching wortawhile.

SECTION E. Please indicate by cincling your answers’
how chfen <L 46 Ctrue for wou persomally <hal
the 4418% phrase Zzads o the second one

38. Hign expenditure of teacher energy = high studaent
achievement.

59. Hard work = joal achievement.

60. High expenditure of effort = high performance.

lcpyright--0r. Cecil “iskei (1977)

Sttonygly Ayree

- Disayree
Neutral
. Ayree

~
-~
wv

u

w

s

Less Impor-
Ltant
hoderately
Important
Important
Twportant
Extiemuly
Tmportant

Quite

~
o
-

~
w
-
w

N NN
uow

X

"~
T w»

v

Never
Sometimes
Seldom
often

~

w

-
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Blacksourg, Virginia

DIVISION OF ADMINISTRATIVE AND EDUCATIONAL SkRvicEs

May 29, 1981

Jear Co-worker:

I am conducting a study at Virginia Polytechnic Institute and State
University as partial fulfillment of the requirements for the doctoral
degree in education. In order to make this a worthwniie study, [ am

. requesting your cooperation and input.

) The Research Department of Norfolk Public Schools nas shown an
intarest in the topic and granted permission for the study to be conducted.
I wiil be investigating the school communication system and teacher work
motivation and will need your perceptions of this facet of our school
system in order to make it a worthwhile study.

I understand that time is a factor for you as it is also for me.
So piease complete the anclosed questionnaire immediately and return it
in the self-addressed envelope. Your individual scores will not be
identifiable in that I will be presenting grcup scores only. All informa-
tion received will be handled confidentially. B

Your contribution of time and consideration will be greatly appreciated
since the study cannot be done without your and my co-workers assistance.

Sincerely yours,

Susie R. Wilson

cc

COLLEGE OF EDUCATION

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERMTY
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May 11, 19381

Director of Research and Testing
Norfolk Public Schools

~Norfolk, Virginia 235901
Dear :

I am reguesting permission to conduct a study with
Norfolk Public Schools' teachers Zor partial fulfillment
of the requirements for the doctoral degree in =ducation.
The subject Of the study is "An Investigation of .the Rela-
tionship Between the School Communication System and
Teacher's Work Motivation."

A random sample of five elementary schools would be
made and all teachers in these schools would be asked to-

" participate. A questionnaire consisting of 53 items would
be mailed to the selected teachers. Information desired
would be gquestions concerning the perceptions of teachers
with regard to the school communicztion systems and ques-
tions related to teacher activities which imply work moti=-
vation. The information received will be treated confi-
dentially and professionally. '

If you would like further information please contact. :
me at or . Your consideration
will be kindly appreciated.

Sincerely vours,

Susie R. Wilson

SRW:ntm
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AN INVESTIGATION OF THE RELATTONSHIP BETWEEN
THE SCHOOL COMMUNICATION SYSTEM AND |
* TEACHERS' WORK MOTIVATION
by
'Susie‘Russéll Wilson
(ABSTRACT) |

Advisor: Dr. Glen I. Earthman

/

Tﬁe étudy was designed to investigate the rélationship between the
school cpmmunicétion system and teachers' work motivation. The
théoreticalrbaSis fér the study was Barnafd's (1938) contention that
cbmmunicatioh is a vital element in Organizations in that it serves as a
vehicle for transmitting knowledge of purpose and as such is necessary -
 for willingness to serve.

o Thé sample was composed of 234 elementary teachers from eleven
randomly selected schools in the Norfélk échool district. Downs' aﬁd
Hazen's (1978) Communication Satisfaction Questionnaire, adaptéd‘for
educationai settings was used to collect data on the school
éommunication system. The Teachers' Work Motivation Questionnaire
(Miskel, et. al. 1980), baséd on Vroon's expectancy‘work motivation
model, was used to gather déta on teachers' work motivation. Additibnal
questions ﬁere asked to obtain demographic data and job satiéf#ctioni
data. A 70 per cent return of questionnaires was receiﬁed.

Multiple regression analysis was used to determine the separate and

collective contributions of the independent variables to the dependent




variable. The independent Qafiables were the seven factors of the
school communication, two job satisfaction measures, years>of experience
at the present school, and size of school enrollment. The dependent
va;iable was teachers' work motivation which was composed of three
faétors, iﬁstrumentality, valence and expectancyf ‘Threebregressions
were éonducted, one with each of the factors in teachers' work
motivation. . Frequencies and means were obtained for the deﬁographic
variables.: |

' The results revealed that. there was a significant relationship
between fhe school communica;ion system and teachers' work motivation
in that some of various factbrs in both variables were significantly
related. A significant relationship was found between horizontal
communicatiéﬁ and all three of the factors in teachers' work
motivation--instrumentality, vélence and expectancy. Media quality’waé
related to two of the factors in teachers' work motivation—--
1nstrumentality and valence. All but one of the factors in the school
communicatibn gsystem were related to instrumentality.

A secqnd_analysiS'of the data using the,combined modelbof teachers'
work motivation revealed similar results. Horizontal communication and
_ level of satisfactlon for the last six months were related to téachers'
work motivation. v

Based on the results of fhe study, it was suggested that the study
bﬁe replicated ﬁo test the relationship between the school communication
system and téacheré' work motivation in secondary schools. :In'addition,

it was suggested that further research be conducted to test the



relationship between horizontal communication and teachers' work -
motivation. It was also suggested that édministrators interested in
develoﬁing higher levels of teacher work motivation advocate and.foster
hori%ontal communication and that school distri;ts increase.the number

of desirable job outcomes.
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