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Introduction

Two decades of research on quality of working life have produced a considerable body of

knowledge on the relationships between job content and working conditions on the one hand

and workers' attitudes and behavioral responses on the other hand (e.g. O'Reilly, 1991;

Ilgen and Hollenbeck, 1991). A large number of studies has dealt with the Job Characte-

ristics Model by Hackman and Oldham (1975, 1976, 1980). Reviews of these studies have

been published by Aldag, Barr and Brief (1981) and Roberts and Glick (1981). A series of

meta-analytic studies was undertaken by Loher et al. (1985), Spector (1985), Stone (1986),

and Fried and Ferris (1987). Other studies have focused on factors accounting for job

satisfaction, commitment, involvement, absenteeism and turnover (Koslowsky, 1991;

Koslowsky, Caspy and Lazar, 1991; Lance, 1991; Mathieu and Farr, 1991).

The recent literature reveals a number of general tendencies. It has e.g. been found that

work satisfaction and other outcome variables make up a pattern of workers' responses in

which a high degree of satisfaction is associated with positive attitudes towards the organiz-

ation, a high degree of commitment, a low tendency towards turnover etc. (e.g. Shore and

Martin, 1989; Koslowsky, 1991; Lance, 1991; Blegen, 1993). Several studies report a

negative relationship between stress and satisfaction, implying that higher levels of stress are

associated with less satisfaction (e.g. Sekaran, 1989; Jamal, 1990). Among the major pre-

dictors of work satisfaction are the job characteristics autonomy, skill variety and feedback

from the job (Fried and Ferris, 1987). Career opportunities and social relationships with

colleagues and supervisors are reported to be good predictors of satisfaction and turnover as

well.



The literature also shows disagreement among researchers about antecedents of work
outcomes. These inconsistencies are usually explained on the basis of inethodological

insufficiencies. With regard to the Job Diagnostic Survey, the most frequently used

instrument, such factors have been discussed as: the wording and directionality of the items

(Harvey, Billings, and Nidal, 1985; Idaszak and Drasgow, 1987; Kulik, Oldham, and

Langner, 1988), the response formats of the items (Green et al., 1979), the order of the

items (Spector and Michaels, 1983), and insufficient scale discrimination and reliability (e.g.

Youngblood, 1984). Similar criticism has been phrased with regard to the Job Descriptive

Index (Buckley, Carraher and Cote, 1992). Taber and Taylor (1990) have pointed at the

influence of sampling error due to small sample sizes. One may also follow another line of

explanation, though, and interpret some of the discrepancies in terms of the real differences

between the samples studied with respect to organizational characteristics, features of the

work situation, and individual characteristics. Some evidence supporting this approach has

been given by Dunham, Aldag 8c Brief (1977) who found different numbers of job factors

for subsamples composed of workers in different jobs. Fried and Ferris (1986) in their meta-

analytic study, which involved over 6,000 subjects, noted some unique characteristics of

their samples as well. For instance: managers, educated workers and young workers showed

the five-factor structure supposed by Hackman and Oldham (1980), while older workers and

less-educated workers did not. Dunham (1977) found moderating effects of the function a

person has in the organization on reactions to job characteristics.

In our view the same general model may apply differently to different samples (cf. Ten

Horn 8r. Roe, 1992). Some variables may differentiate stronger in particular samples, and

therefore take a more dominant position in producing outcomes. Differences in the work

situations covered by the sample are likely to generate such effects. E.g. in an organizational

setting which offers much variation in autonomy one would expect to find a stronger effect

of autonomy than in organizations where autonomy is very low for all people. In the latter

case autonomy could be considered to take a latent position, which could become manifest if

organizational change would expand the room for autonomy. Similarly, one could argue that

for workers whose socialization has emphasized obedience rather than exploiting autonomy,

the room for autonomy offered by the job will have little influence, unless the workers start

to appreciate and use the room for autonomy that is there. This line of reasoning implies that
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one would expect differences in correlational patterns between studies on quality of work

which express different organizational and social realities.

Aim of this study

The present study addresses quality of work in a societal context that is markedly different

from those reported in the literature, i.e. post-socialist Bulgaria. Given the difference in

organizational settings, working conditions, peoples' attitudes, and differences in societal

background variables, we expect to find some unique features that deviate from commonly

observed patterns. Our first aim in this study is to describe such features. Although we have

certain hypotheses in mind, our major objective is to develop a model of quality of work for

workers and managers in Bulgarian industry during the phase of transition from a socialist

society with a plan-based economy to a democratic society with a market-oriented economy.

Thus, this study will describe a number of situational factors, a number of outcome

variables, and the relationships between them for a sample of workers and a sample of

managers. A more extensive analysis of the results for workers has been given by Zinovie-

va, Ten Horn and Roe (1993).

The conceptual model of our study is based on an extension and modification of the Job

Characteristics Model by Hackman and Oldham (1976), proposed by Ten Horn in his

dissertation (Ten Horn, 1983; also Ten Horn, 1984). In addition to a revised set of job

characteristics, it includes a some aspects of social climate at work, and opportunities to

satisfy personal needs at work. The needs concerned are those described by Maslow (1954).

The opportunities to satisfy these needs were introduced by Ten Horn as he assumed that

they would broaden the range of situational facets studied and help to obtain a better

explanation of outcome variables. This was actually shown to be the case in the study by

Ten Horn (1983) which involved municipal workers and engineers. Thus, the model includes

three sets of situational characteristics, i.e.:

a) Job characteristics: identity, variety, autonomy regarding the context, autonomy

regarding the work itself, feedback, specialization, and standardization.
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b) Social climate at work, i.e. consultative climate, closeness of supervision, contacts

about the work, and informal contacts.

í;) Opportunities to satisfy needs in the work situation, i.e. needs for growth, need for

esteem by others, needs for belongingness, need for security (both job security and

predictability), need for good physical conditions. We also included needs for

income and career.

The outcome variables in the model are: job satisfaction, tendency to leave, and work

related stress.

We hypothesized that managers would in general report better working conditions than

workers. With regard to satisfaction, tendency to leave and stress no differences between the

two samples were expected. As for the relationships between the situational and outcome

variables no specific hypotheses were put forward. Yet, we expected that if situational

characteristics would show relationships to the outcome variables, the relationship would

generally be positive in the case of Satisfaction and negative in the case of Tendency to

leave and Stress. The only exception was Closeness of supervision, for which the opposite

was expected. We expected Satisfaction to be negatively related to Tendency to leave and

Stress, while the latter two variables would relate positively.

Method

Samples

The total sample of the research project consisted of 1062 persons, including workers, lower

and middle managers, and staff personnel, from 17 industrial firms in Bulgaria. The firms

were from branches such as food, shoes, textiles, furniture, metal and medical equipment, in

both urban and rural areas. The data were collected in the Spring of 1992. The data for this

total sample have been used for assessing the psychometric qualities of the instruments as

well as for the improvement of some of the scales. In the present study v~~e use two

subsamples, comprising workers (N-760) and managers (N-98).
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The major biographical characteristics of the samples are the following. For the sample of

workers the job level ranges from unskilled to skilled, while education ranges from primary

school level to higher vocational training. The male-female distribution is fifty-fifty.

Managers held positions ranging from lower level to top level. Education ranges from higher

vocational training to university education. The male-female distribution is in favour of inen:

60q .

Instruments

Data were collected by means of a structured questionnaire, i.e. a Bulgarian translation of

the Delft Measurement Kit (Ten Horn and Roe, 1986a; Ten Horn, 1989; Zinovieva, 1992).

The scales had been developed by Ten Horn (1983) who included items from the Job

Diagnostic Survey (Hackman and Oldham, 1975) and the work climate scales by Langdale

(1974). Among the instruments are scales for measuring the needs distinguished by Maslow

(1954) and the opportunity to satisfy these needs in the workplace. The opportunities for

having a good income and career are included as well. The same is true for some personal

attributes, like age, gender, and number of years with the company.

In the present study two sets of variables are analyzed. The first set consists of situational

variables that are supposed to define the quality of the work place, and therefore serve as

independent variables. These variables are: (a) Job characteristics, i.e. variety, autonomy

regarding context, autonomy regarding the work itself, and standardization. Task identity,

feedback and specialization were left out in this study because of insufficient alphas of the

scales; (b) Social climate at work, i.e. consultative climate, closeness of supervision,

contacts about the work', and informal contacts; (c) Opportunities to satisfy needs in the

work situation, i.e. needs for growth, need for esteem by others, needs for belongingness,

need for security (both job security and predictability), and need for good physical condi-

tions, needs for income and career. The second set of variables consist of three outcome

variables, i.e. job satisfaction, tendency to leave, and work related stress. The}~ serve as

dependent variables in this study.

' Work contacts is measured slightly different compared to the earlier study reported by
Zinovieva, Ten Horn 8c Roe (1983).
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The measures used in this study are listed in Tables 1 and 2 along with numbers of items
and Cronbach alphas (calculated on the total sample).

Analysis

Data were analyzed with SPSS-PC. We calculated means and standard deviations for all

variables, using a transformed scale that ranges from 1(lowest) to 10 (highest). Differences

in means were tested by t-tests. In the case of the situational variables a one-sided test was

performed because of the directionality of our hypothesis. For the outcome variables a two-

sided test was conducted. In both cases an alpha of .OS was used.

The relationships between situational (independent) and outcome (dependent) variables were

first analyzed by means of correlations. Consequently, path analysis was performed, using

LISREL-8 (Jdreskog and S~rbom, 1993). Path coefficients were estimated by the Maximum

Likelihood method. The analysis was performed in the following way. First, an initial path

model was developed on the basis of the conceptual model and the correlations found.

Observations concerning the work settings of workers and managers in Bulgarian industry

were also taken into account. LISREL was used to identify relationships with insignificant

path coefficients, or with coefficients having an incorrect sign. In a number of iterations

such relationships were deleted and a final path model was developed. The fit of all models

was evaluated in tenns of the Chi-squareldegrees of freedom ratio, the Goodness-of-Fit

Index (GFI), the Adjusted Goodness-of-Fit Index (AGFI) and the Root Mean Square

Residual (RMR).

Results

Means and Standard deviations

The means and standard deviations of the situational variables in both samples are presented

in Table 1. Similar information on the outcome variables is given in Table 2. Significant

differences are indicated as well. The tables also provide information on the instruments

used, i.e. the number of items and coefficient alpha. It appears that the managers have

significantly higher scores than workers on job characteristics Variety and Autonomy

regarding context, and lower scores for Standardization. Moreover, they also score higher

on the climate factors Work contacts and Informal contacts, as well as on the opportunities
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to satisfy the needs for Growth, Esteem and Belongingness, and lower on the opportunity to

satisfy the need for Predictability. This is in accordance with our general hypothesis.

Contrary to what we expected there were significant differences in the outcome variables as

well, managers showing greater satisfaction, a lower tendency to leave and more stress.

Table 1: Means and Standard Deviations of Job Characteristics and Situational Characteris-

tics of Bulgarian Workers (N-715) and Managers (N-98) with t-tests for the Difference of

Means. Number of Items and Alphas for Scales.

WORKERS MANAGERS

Variables alpha m
Mean S.d. Mean S.d.

sign.

Job characteristics

Variety .44 2 6.74 2.66 8.14 2.18 ~`~`

Autonomy Context .54 4 4.37 2.08 6.20 2.42 ~`~`

Autonomy Work .53 5 7.12 1.68 7.44 1.49

Standardization .50 3 5.79 2.35 5.11 2.37 ~`

C[imate factors

Consultative Climate .70 7 5.43 1.75 6.03 1.70 ~`~`

Closeness of Supervision .43 4 5.38 1.81 5.18 1.85

Work Contacts .64 2 5.13 2.90 7.64 2.57 ~`~`

Informal Contacts .53 2 7.57 2.63 8.28 1.95 ~` ~`

Opportunity for needs

Growth .80 10 6.37 2.49 7.36 2.48 ~`~`

Esteem .73 10 6.59 2.26 7.56 2.28 ~`~

Belongingness .66 9 7.27 1.97 7.84 1.78 ~`

Job Security .41 3 4.65 1.58 4.58 2.59

Predictability .58 6 7.18 2.26 6.61 2.11 ~`

Physiological Needs .54 11 5.04 1.64 5.63 2.08 ~

Income .70 3 2.69 2.25 3.97 3.17 ~~

Career .74 5 2.66 2.67 3.23 3.23

~` p G.OS ~`~` p c.O1 (one-sided test)
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Table 2: Means and Standard Deviations of Outcome Variables of Bulgarian Workers

(N-715) and Managers (N-98) with t-tests for the Difference of Means. Number of Items
and Alphas for Scales.

WORKERS MANAGERS

Variables alpha m Mean S.d. Mean S.d. sign.

Satisfaction .63 4 6.42 1.73 7.10 1.63 ~`~`

Tendency to Leave .80 3 3.55 2.35 2.96 1.89 ~`
Stress .68 2 6.53 2.43 7.R5 1.9f ~~

p c.OS ~`~` p c.O1 (two-sided test)

The mean scores lie in the same range as has been found in research in the Netherlands (Ten

Horn, 1983, 1989). The means for Standardization are higher, while those for income and

opportunities to satisfy Physiological needs are lower. The scores for Satisfaction appear to

be rather positive in view of the actual working conditions to which the workers and

managers are exposed. Tendency to leave is relatively low, while Stress is rather high.

Correlations and Path Models

The correlations between the situational variables and the outcome variables are presented un

Table 3. Due to missing values the average number of observations for the Workers is N-

529, while that for the managers is N- 84.
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Table 3: Correlations of Situational Characteristics with Outcome Variables for Bulgarian

Workers (average N- 529) and Managers (average N- 84) .

WORKERS MANAGERS

Variables satisfac- satis-
leave stress leave stress

tion faction

Job characteristics

Variety .19~`~` -.11~ .22~`~` .20 -.04 .18

Autonomy Context .06 -.03 .02 .27~` -.14 .24~

Autonomy Work .21~`~ -.14~`~` .25~`~` .21 -.39~`~` .32~`

Standardization .10~` -.OS .03 -.09 .14 -.37~`~`

Climate factors

Consultative Climate .32~`~` -.19~`~` .03 .18 -.32~ .23

Closeness of Supervision -.17~`~` .13~` -.04 -.18 .28~` -.15

Work Contacts .17~`~` -.13~~` .19~~` .OS -.00 -.03

Informal Contacts .07 .04 -.OS -.10 .06 -.OS

Opportunitiesfor needs

Growth .45~`~` -.39~`~` .38~~` .39~~` -.50~`~` .38~`~

Esteem .41~`~` -.37~~ .31~`~` .46~`~` -.38~~ .36~`~`

Belongingness .30~`~` -.35~`~` .20~`~` .31~ -.33~`~` .21

Job Security .30~`~` -.31~`~` .19 .23 -.20 .19

Predictability .20~`~` -.27~`~` .13 .08 -.16 -.16

Physiological needs .20~`~` -.16~`~` -.11 -.03 .09 -.20

Income .24~`~` -.20~`~ .07 .12 -.23 .27~`

Career .24~`~` -.16~`~` .14 .16 -.07 -.O1

p c.O1~` ~` p G.001
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The tables show that job characteristics and climate variables correlate rather weakly with

outcome variables in both samples. The highest correlations are found for the opportunities

tu satisfy needs, more in particular the higher-order needs. It should be noted that the

correlation between Satisfaction and Stress is positive and that between Tendency to leave

and Stress negative, differently from what we expected. We will offer an explanation for this

result below. There are also some differences between the samples. E.g. Autonomy regard-

ing the context correlates positively with Satisfaction and Stress in the manager sample, but

has zero correlations in the worker sample. Standardization has a negative correlation with

Stress among the managers, and a weak positive correlation with Satisfaction in the Worker

sample. With the exception of Informal contacts, all climate variables correlate significantly

with Satisfaction in the worker sample, while in the manager sample the correlations of the

climate variables are low and mostly not significant. These and other differences will be

evaluated when discussing the path models.

The full correlation matrices on which path analysis was applied are reproduced in Appendix

1. The final path model for the workers is depicted in Figure 1, while the model for

managers is shown in Figure 2. The Goodness-of-Fit statistics are given in Table 4. It

appears that both models fit the data very well. The ratio of Chi-square to degrees of

freedom is well below the level suggested by Carmines and McIver (1981), i.e. three or

two. Both the GFI and the AGFI are very high, while the RMR is very low.
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Table 4: Goodness-of-Fit Statistics of the Path Models for Bulgarian Workers (average

N- 529) and Managers (average N- 84).

Sample Chi-square d.f. GFI AGFI RMR

WORKERS 28.77 12 .99 .95 0.023

MANAGERS 5.52 8 .98 .94 0.043

Figw~z 1. Path modtl of Quality of Work for Bulgarian Workezs

Opporninity
Growtá

Ogp ortz.initp
Este em
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Belongzngness
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Figure 1 shows that, on the whole, the opportunities to satisfy needs are better predictors

than the climate variables or job characteristics. With the exception of the need for Predicta-

bility, all needs play a role in the workers model. The opportunity to satisfy the Growth

needs appears to be the most powerful predictor in the sample of workers, having estimated

path coefficients of .32 for Stress and .30 for Satisfaction. Next in importance is the

opportunity to satisfy Physiological needs, which predicts Satisfaction (.12) and Stress (-

.17). Two climate variables are found to play a role, i.e. Consultative climate, which

predicts Satisfaction (.17) and Stress (-.12), and Work contacts, which predicts Stress (.15).

The only job characteristic which appears in the final model is Autonomy regarding the

work which has a path coe~cient of .12 in predicting Stress. Tendency to leave does indeed

depend on Satisfaction (-.50). In making up the model we have assumed that Stress might be

linked negatively to Tendency to leave, as stress may in fact be a response to reduced

possibilities to leave the organization. The path coefficient for this link is -.12.

Figrsre l. Paih model of Qualiry of Work for Bulganaa Ivlauar,~e-s
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For the managers (Figure 2) the strongest predictors are found among the opportunities to

satisfy needs, i.e. the needs for Growth and Esteem, and the job characteristics, i.e.

Autonomy regarding the work and Standardization. Here the most important variable is the

opportunity to satisfy the need for Esteem which predicts Satisfaction (.46) and Stress (.23).

Second in importance is Standardization which is associated with a lower level of stress (-

.31). Climate characteristics do not play a role in predicting the outcomes: no significant

relations are found for variables Consultative climate, Work contacts or Informal contacts.

Tendency to leave depends on Satisfaction (-.43) and Stress on Tendency to leave (-.29),

like is the case with the workers.

When comparing the models for workers and managers it is evident that in spite of the

similarity the two models differ in terms of their structure and the strength of relationships.

While the multiple correlations for the outcome variables are of comparable magnitude the

predictors in the manager sample are fewer and have higher path coefficients. The

managers' responses to the work situation depend mainly on the opportunities to satisfy

higher order needs and the job characteristics Autonomy in work and Standardization. In the

case of the workers all needs except the need for Predictability are relevant, together with a

few job and climate factors.

Discussion

When interpreting the mean scores with reference to the scale anchors, some peculiarities

show up. For workers one finds a high degree of autonomy, along with much room for

informal contacts. The other job characteristics and climate factors either weak of moderate.

This suggests a relative weakness of intrinsic job factors and poorly developed formal

relationships at work. The average level of such extrinsic factors as income and career

opportunities is very low, although there is considerable variation. As for the opportunities

to satisfy needs, one finds relatively high scores for predictability and belongingness, the

latter being in accordance with the findings on informal contacts. All this may be seen as a

reflection of the actual work situation [o which the workers in our sample are exposed: a

rather poor job content, physically straining working conditions, rather authoritarian

management styles, low security regarding employment and pay etc. Against the background
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of such conditions and the general economic crisis, which implies low income levels and

high unemployment, it is not surprising to find a low tendency to leave and a high level of

stress. What is remarkable, however, is that in spite of these conditions workers report a

reasonably high level of satisfaction, and that they perceive much opportunity for achieving

esteem at work, and even some opportunity for personal growth.

If one looks at the relationships with the outcome variables, one tinds that the opportunities

to satisfy these higher order needs are important sources of satisfaction (whereas the lack of

such opportunities seem to produce dissatisfaction). The room for gratifying physiological

needs and the presence of a consultative climate appear to determine satisfaction as well. But

the job characteristics and the other climate factors are conspicuously absent. This finding is

different from those found in studies on worker samples from Western countries.

In an earlier publication we have suggested that this result indicates a form of adaptation

stemming from the particular work conditions in late-Socialism, which we have called 'ego-

centrism at work' (Zinovieva, Ten Horn and Roe, 1993). We have referred to it as a form

of alienation in which workers have become isolated from the job and the social structure as

given by the formal organization, but have kept a form of individual involvement in their

work by looking for the gratification of personal needs. In this connection it is noteworthy

that some factors which one would expect to reduce stress, appear actually as stress

enhancers. Examples are the opportunity for growth, autonomy in work and work contacts.

Each of these factors may of course be associated with higher work demands, but one could

argue that they are particularly stressing for people who have chosen to strive for personal

rather than organizational goals at work. Another peculiar finding is the negative link

between stress and tendency to leave. We are inclined to interpret this as showing that

people who are actually thinking about leaving the firm because they are dissatisfied, experi-

ence less stress as they have given up their commitment and secluded themselves from the

work, while those who do not think about leaving are still fully exposed to stressors coming

from the work. (For this reason the link in the path models is from tendency to leave to

stress and not vice versa.)

For the managers relatively high scores are found for the job characteristics autonomy

regarding the work and variety, as well as for the climate variables work contacts and
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informal contacts. High scores are also found for the opportunities to satisfy the needs for
esteem and belongingness, like was the case for the workers, as well as for the opportunity

f~r growth. Income and career opportunities are rather low as well. Most of the differences

are significant and in the predicted direction. This means that even though at the moment of

our study the managers were facing great difficulties as their firms were facing major

restructuring, large scale lay-offs and liquidation, their work situation was generally better

than that of the workers. The fact that they were personally threatened with replacement or

dismissal as a consequence of the political reform - at the time of the study measures were

taken to disconnect former 'Nomenclatura' from the economic power in Bulgaria - is

reflected in the data, however. I.e. their career perspective and their opportunity to satisfy

the need for security are low, and unlike the other factors, not significantly different from

those of the workers. The managers' tendency to leave is very low indeed, even significantly

lower than among the workers, which can be attributed to the very low changes for finding

another job at that time.

A rather limited number of situational characteristics relate to the work outcomes in the case

of the managers. The fact that few significant correlations are found does to some degree

depend on the small sample size, but the level of correlation is rather weak as well, in many

cases. The best predictors of satisfaction, tendency to leave and stress are the opportunities

to satisfy higher order needs, with a leading position for esteem. The path model shows that

satisfaction and stress derive mainly from the opportunity for esteem and autonomy with

regard to the work context, while tendency to leave seems to be produced by lack of

opportunity for growth and lack of autonomy in work. The negative correlation between

standardization and stress could be understood from the fact that high degree of standardiz-

ation constrains managers in their possibilities to adapt to the dramatic change in the overall

economic situation.

Although the pattern is different from that of the workers in detail, we find a similarity in

that the gratification of personal needs plays a dominant role. We do not know to what

degree this could be considered as typical for people in managerial positions for whom job

characteristics and climate factors may be less important than for workers. But it seems to us

that the explanation in terms of 'ego-centrism' at work could also be applied here. This

would mean that, just as seems to be the case for the workers, the fulfilment of personal

15



goals has greater significance for managers in Bulgarian industry than the content of the job

or the social conditions at work. The opportunity to achieve esteem could be of even greater

importance for the managers because of the uncertainties produced by the political situation.

For them being in an environment which provides esteem, while accusations and proposals

for dismissal can be expected from the political sphere, may have been a basis for coping

and survival.

While the foregoing interpretation focuses on substantive matters, one might also look for

explanations of the results in methodological factors. The small size of the managers' sample

has already been mentioned. Although the effect seems limited when looking at the

magnitude of the correlation and path coefficients, it may have helped to reduce the number

of significant findings. Another factor, which could have had a similar effect is the low

alpha of several scales. Here it should be noted that the strongest relationships are found for

the scales that measure higher order needs. Yet, correlatíons of the magnitude that is typical

for organizational behavior studies are not likely to suffer much from the ceiling effect

imposed by alphas of around .50. Repeating the research in other samples and with more

reliable instruments can answer the question whether our substantive interpretation is

correct, and to what degree the results are caused by methodological weaknesses.

Irrespective of what further research will show, we can note that Ten Horn's (1983) assump-

tion that opportunities to satisfy personal needs contribute to the prediction of work

outcomes appears to be correct. In the present study, where job and climate factors appeared

to be not differentiating, we have found a dominant position for the higher order needs.

Earlier research (Ten Horn, 1983; Ten Horn 8c Roe, 1986b) has shown that in cases where

job characteristics and climate factors do play a more significant role, the opportunities to

satisfy various needs show substantial correlations with satisfaction, involvement, and

tendency to leave. They are typically between .35 and .60. Therefore we are apt to conclude

that these factors should be taken into account in subsequent research.
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Practical implications

To the degree that our findings give a valid picture of the attitudes of industrial workers and

managers in Bulgaria during the period of transition towards a democracy with a market

economy, they have certain practical implications for the management of change. Our data

show which factors are crucial and which factors are not relevant in the context of change.

Thus, it appears that several measures that might be undertaken on the basis of models

proven to be valid in the West are not likely to have the wanted effects in Bulgaria. This

particularly applies to the quality of work model by Hackman and Oldham (1980). Under

the conditions studied by us, efforts to bring more variety, feedback, significance, task

identity in the jobs of workers or managers, may well remain without effect on work out-

comes. Such measures might rather evoke resistance to change. Even improvements in

physical conditions at work would probably not produce impressive changes in satisfaction

or tendency to leave, nor would a substantial increase in the level of payment or career

opportunity have such effects. Endeavours to improve organizational climate on the basis of

a human relations model, that is to say, making a formal atmosphere more informal, and

changing the content of work contacts, might result in a reduction of stress but not necess-

arily in an increase of satisfaction.

In Bulgaria, in order to raise satisfaction and to make people stay in the company, one

would need to introduce more opportunities for personal growth, esteem and belongingness.

Workers not only have to be consulted, but must be personally involved. It would seem

appropriate to explain to them the goals of the organization and to make clear what they

could achieve themselves if sharing the goals, that is to say, to point to the opportunities for

personal growth that are present. Similarly, improvements in pay and career opportunities

would be more successful in combination with better opportunities to satisfy higher order

needs. Bulgarian workers do, of course, think about their payment but not as an important

source of satisfaction in relation with the work. Having meaningful goals to work for would

certainly produce satisfaction, even if the payment is not optimal.

With Bulgarian managers any change could be successful provided that they get personally

involved. It is likely that an offer to make them look more important than they previously
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were, giving considerable recognition to their personality and their capacities, would be

more effective in gaining their support for changes than an effort to 'buy' them.

The assumption that in Bulgaria changes are difficult to carry through because people have

been spoiled by the former Communist system, may seem correct to a certain degree. But it

should at the same time be recognized that in order to have success in implementing change,

one should try to involve people and pay attention to their individual needs. Doing this will

not have less success in Bulgaria than in western countries.

Conclusion

The present study has provided evidence for some unique features of quality of work life as

experienced by workers and managers in Bulgarian industry. Some peculiarities appeared in

our findings at the level of ineans (as compared to scale anchors). For instance, while the

mean for income is quite low the opportunities for satisfying higher order needs (such like

esteem, belongingness and personal growth) are perceived as relatively high. At the same

time, while the informal contacts seem to be very good, there is only a modest degree of

consultative climate. A large body of existing data (especially on the Hackman-Oldham

model) suggests that job characteristics such as variety and autonomy will be good predictors

of satisfaction. Other studies suggest that climate factors relate to satisfaction. Surprisingly,

onl}~ few of these variables were found to contribute to the explanation of satisfaction in our

samples. Autonomy appeared to be the only job characteristic which played a role in our

worker sample, but as a predictor of stress rather than of satisfaction. Consultative climate

appeared to be the single climate factor predicting satisfaction and (negatively) stress among

workers. In the sample of managers the only relevant job characteristics were found to be

the two facets of autonomy (regarding the work, and the context). Striking enough, income

and career opportunities, known to predict job satisfaction in other studies, did not play any

role as predictors of work outcomes.

Thus, the present samples show considerable differences in comparison with the other

samples described in the literature. It appears that opportunities to fulfil higher order needs

are the most important predictors of all outcome variables for workers. In an earlier
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publication (Zinovieva, Ten Horn and Roe, 1993) we have explained these findings as a

form of partial alienation from work called 'egocentrism in work' which may have been

caused by the working conditions under the former Communist system. This pattern is also

found, even somewhat more pronounced, among managers. Our study gives support to the

suggestion by Ten Horn (1983) that opportunities to satisfy needs should be taken into

account in the study of quality of work. The various need aspects, as originally distinguished

by Maslow (1954), do play an important role as predictors of satisfaction, tendency to leave

and stress.

As the observations in this study can be understood from the particular social and economic

background existing in Bulgaria at the time when this study was conducted, some support is

lended to the position that researchers in the field of organizational behaviour should be

open to the possibility that some variance in their iindings may derive from real differences

in the conditions studied rather than from methodological artifacts only.

This study has examined the situation at one particular period in time, i.e. the Spring of

1992. To what degree the patterns identified in this study will remain the same, and to what

degree they depend on the process of overall socio-economic change will have to appear

from future research.

19



References

Aldag, R.J., S.H. Barr and A.P. Brief (1981). Measurement of perceived task characteris-

tics. Psychological Bulletin, 90: 415-431.

Blegen, M.A. (1993). Nurses' job satisfaction: A meta-analysis of related variables. Nursing

Research, 42, (1): 36-41.

Buckley, M.R., S.M. Carraher and J.A. Cote (1992). Measurement issues concerning the

use of inventories of job satisfaction. Educational and Psychological Measurement,

52, (3): 529-543.

Carmines, E. and J. McIver (1981). Analyzing models with unobserved variables: Analysis

of covariance structures. In: G. Bohrnstedt and E. Borgatta (Eds.), Social measure-

ment: Current issues. Beverly Hills, Cal.: Sage.

Dunham, R.B. (1977). Reactions to job characteristics: moderating effects of the organiz-

ation. Academy of Management Journal, 20, 1: 42-65.

Dunham, R.B., J.R. Aldag and A.P. Brief (1977). Dimensionality of task design as

measured by the Job Diagnostic Survey. Academy of Management Journal, 20: 209-

223.

Green, S.B., A.A. Armenakis, L.B. Marbert and A.G. Bedeian (1979). An evakuation of

the response format and scale structure of the Job Diagnostic Survey. Human Rela-

tions, 32, (2): 181-188.

Fried, Y. and G.R. Ferris (1986). The dimensionality of job characteristics: some neglected

issues. Journal of Applied Psychology, 71: 419-426.

Fried, Y. and G.R. Ferris (1987). The validity of job characteristics model: a review and

meta-analysis. Personnel Psychology, 40: 287-322.

Hackman, R.J. and G.R. Oldham (1975). Development of the job diagnostic Survey.

Journal of Applied Psychology, 60, 2: 159-170.

Hackman, R.J. and G.R. Oldham (1976). Motivation through the design of work: test of a

theory. Organizational Behaviour and Human Performance, 16: 259-279.

Hackman, R.J. and G.R. Oldham (1980). Work redesign. Addison-Wesley Publishing

Company, Reading: Massachusets.

Harvey, R.J., R.S. Billings and K.J. Nilan (1985). Confirmatory factor analysis of the Job

Diagnostic Survey: good news and bad news. Journal of Applied Psychology, 70: 461-

468.

20



Horn, L.A. ten (1983). Behoeften, Werksituatie en Arbeidsbeleving. [Dutch] [Needs, Work

Situation and Work Experience]. Dutch Efficiency Bureau: Pijnacker.

Horn, L.A. ten (1984). Job characteristics and job attitudes: the moderator effects of

individual needs. In: A.M. Koopman-Iwema 8r. R.A. Roe, Work and organizational

psychology. European perspectives. Lisse: Swets 8r. Zeitlinger, pp. 129-148.

Horn, L.A. ten (1989). Your work ... and what you think of it. Questionnaire for the

measurement of variables related to quality of jobs. Delft: Delfr University of

Technology, Faculty of Philosophy and Social Sciences.

Horn, L.A. ten and R.A. Roe (1992). Modelling in organizational diagnosis. In: Cl.

Lemoine (Ed.), Evaluation et Innovation dans [es Organisations. Issy-les-Moulineaux:

Editions d'Applications Psychologiques, ISBN 2-86491-087-X-1E09; pp. 149-156.

Horn, L.A. ten ór. Roe, R.A. (1986a). De Delftse meetdoos voor Ictivaliteit van arbeid:

oriërrtatie voor gebruikers. Delft: Delft University of Technology.

Horn, L.A. ten and R.A. Roe (1986b). Automation in public libraries. In: G. Debus and

H.W. Schroiff (Eds.), The psychology of work and organization. Amsterdam: Elsevier

Science Publishers; pp. 91-98.

Idaszak J.R., W.P. Bottom and F. Drasgow (1988). A test of the measurement equivalence

of the revised Job Diagnostic Survey: past problems and current solutions. Journal of

Applied Psychology, 73: 647-656.

Idaszak, J.R. and F. Drasgow (1987). A revision of the Job Diagnostic Survey: Elimination

of a measurement artifact. Journal of Applied Psychology, 72: 67-74.

Ilgen, D.R. and J.R. Hollenbeck (1991). The structure of work. In: M.D. Dunnette and

L.M. Hough (Eds.), Handbook of Industrial and Orgairizational Psychology. Palo

Alto: Consulting Psychologists Press, Vol. 2; pp. 165-207.

Jamal, M. (1990). Relationship of job stress and Type-A behavior to employees' job

satisfaction, organizational commitment, psychosomatic health problems, and turnover

motivation. Human Relations, 43, (8): 727-738.

Jhreskog, K.G. and D. Sdrbom (1993). LISREL-8.02. Chicago, Ill.: SSI.

Koslowsky, M. (1991). A longitudinal analysis of job satisfaction, commitment, and

intention to leave. Applied Psychology, 40, (4): 405-415.

Koslowksy, M., T. Caspy and M. Lazar (1991). Cause and effect explanations of job

satisfaction and commitment: The case of exchange commitment. Journal of Psychol-

ogy, 125, (2): 153-162.

21



Kulik, C.T., G.R. Oldham and P.H. Langner (1988). Measurement of job characteristics:

comparison of the original and the revised Job Diagnostic Survey. Journal of Applied

Psychology, 75: 462-466.

Lance, C.E. (1991). Evaluation of a structural model relating job satisfaction, organizational

commitment, and precursors to voluntary turnover. Multivariate Behavioral Research,

26, (1): 137-162.

Langdale, J.A. (1974). Assessment of work climates; the appropriateness of classical

management theory and human relations theory under varied contingencies. New

York: New York University (Doctoral Dissertation).

Loher, N.L., R.A. Noe, N.L. Moeller and M.P. Fitzgerald (1985). A meta-analysis of the

relation of job characteristics to job satisfaction. Journal of Applied Psychology, 67:

515-519.

Maslow, A.H. (1954). Motivation and Personality. New York: Harper 8z Row.

Mathieu, J.E. and J.L. Farr (1991). Further evidence for the discriminant validity of

measures of organizational commitment, job involvement, and job satisfaction. Journal

of Applied Psychology, 76, (1): 127-133.

O'Reilly, Ch.A. (1991). Organizational behaviour: Where we've been, where we're going.

Annual Review of Psychology, 42: 427-458.

Roberts K. and W. Glick (1981). The job characteristics approach to task design: A critical

review. Journal of Applied Psychology, 66: 193-218.

Sekaran, U. (1989). Paths to the job satisfaction of bank employees. Journal of Organiz-

ational Behavior, 10, (4): 347-359.

Shore, L.M. and H.J. Martin (1989). Job satisfaction and organizational commitment in

relation to work performance and turnover intentions. Human Relations, 42, (7):

625-638.

Spector P.E. (1985). Higher order need strength as a moderator of the job scope - employee

outcome relationship: a meta-analysis. Journal of Occupational Psychology, 58: 119-

127.

Spector, P.E. and C.E. Michaels (1983). Note on item order as an artifact in organizational

surveys. Journal of Occupational Psychology, 56: 35-36.

Stone, E.F. (1986). Job scope job satisfaction and job scope-job performance relationships.

In: E.A. Locke (Ed.), Generalizing from laboratory to field settings. Lexington, MA:

Lexington Books, pp. 189-206.

22



Taber, T.D. and E. Taylor (1990). A review and evaluation of the psychometric properties

of the Job Diagnostic Survey. Personnel Psychology, 43: 467-500.

Youngblood, S.A. (1984). Work, nonwork, and withdrawal. Journal of Applied Psychology,

69: 106-117.

Zinovieva, I.L. (1992). Vashata rabota ... kakvo mislite za neia. [Bulgarian] [Your work

and what do you think of it]. Sofia University, Sofia.

Zinovieva, I.L., L.A. ten Horn and R.A. Roe (1993). Work motivation in 'post-socialist'

industrial organizations. European Work and Organizational Psychologist, 3, (3): 251-

262.

23



Appendix 1: Correlation matrix for Workers (average N- 529)

Satisf

Leave
Stress
Income
Career
Growth
Esteem
Belong

JobSecurity
Predict
Physiol

Consult
Closeness
Variety
Standard
AuContex
AuWork
WrkCont
InfCont

1.00

-.56 1.00
.28 -.23 1.00
.24 -.20 .07 1.00
.24 -.16 .14 .25 1.00
.45 -.39 .38 .26 .36 1.00
.41 -.37 .31 .27 .28 .60 1.00
.30 -.35 .20 .21 .22 .46 .63 1.00
.30 -.31 .19 .29 .37 .39 .38 .23 1.00
.20 -.27 .13 .17 .16 .33 .34 .41 .22 1.00
.20 -.16 -.11 .19 .11 .11 .15 .13 .08 .16 1.00
.32 -.19 .03 .23 .18 .30 .34 .31 .24 .16 .11 1.00

-.17 .13 -.04 -.17 -.12 -.12 -.16 -.23 -.06 -.25 -.03 -.29 1.00
.19 -.11 .22 .04 .11 .30 .26 .l6 .12 -.13 -.02 .14 .02 1.00
.10 -.OS .03 .13 .OS .09 .14 .13 -.O1 .24 .06 .13 -.27 .00 1.00
.06 -.03 .02 .04 .08 .10 .14 -.tll .04 -.15 .00 .13 .06 .22 -.08 1.00
.21 -.14 .25 .19 .15 .39 .36 .31 .20 .15 .08 .22 -.06 .20 .03 .04 1.00
.17 -.13 .19 .18 .03 .12 .21 .18 .07 .O1 .07 .18 -.10 .21 .06 .09 .16 1.00
.07 .04 -.OS .04 .O1 .07 .OS .414 -.O1 -.04 .06 .16 .O1 .06 -.04 .13 .15 .04 1.00



Appendix 2: Correlation matrix for Managers (average N- 84)

Satisf 1.00

Leave -.57 1.00

Stress .30 -.42 1.00

Growth .39 -.50 .38 1.00

Esteem .46 -.38 .36 .56 1.00

Belong .32 -.33 .21 .41 .69 1.00

Predict .08 -.16 -.16 .23 .24 .37 1.00

JobSecurity .23 -.20 .20 .36 .42 .28 .22 1.00

Physiol -.03 .09 -.21 -.13 -.16 -.02 .18 -.O1 1.00

Income .12 -.23 .27 .23 .26 .18 -.O1 .21 -.09 1.00

Career .16 -.07 -.O1 .20 .26 .22 .09 .45 -.08 .15 1.00

Consult .18 -.32 .23 .29 .43 .42 .09 .22 -.02 .22 .04 1.00

Closenes -.18 .28 -.16 -.21 -.37 -.36 -.22 -.15 .25 -.19 -.19 -.48 1.00

InfCont -.10 .06 -.OS -.09 -.16 -.23 -.09 -.24 .13 -.03 -.19 -.13 -.03 1.00

Variety .20 -.04 .18 .37 .42 .09 .O1 .32 -.12 .19 .07 .25 -.03 -.03 1.00

Standard -.09 .14 -.37 -.15 -.07 -.09 .18 -.04 -.02 -.21 .07 .12 -.24 .04 -.OS 1.00

AuContex .27 -.14 .24 .25 .33 .15 -.31 .24 -.15 .24 .12 .38 -.10 -.10 .39 -.O1 1.00

AuWork .22 -.39 .32 .43 .42 .31 .07 .22 .00 .28 .12 .35 -.34 -.04 .12 -.06 .36 1.00

WrkCont .OS .00 -.04 .04 .15 .02 .OS .10 -.18 .21 .O1 .22 -.25 .10 .41 .14 .31 .16 1.00
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