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1. Introduction

The changes that are taking place in the countries of Eastern-Europe since the breakdown of the

totalitarian communist regimes in 1989-1990 seem to have profound impacts on work

organizations and working people. The introduction of the 'logic of the market' (Oechslin,

1991) is bringing a new management approach, oriented towards competition in all spheres of

activity, and optimization of performance in terms of productivity, speed and quality. This

brings along a change of organizational practices and new principles for personnel management

(Roe, 1992). The abandoning of the policy principles of 'guaranteed labour' and 'full

employment' have lead to the establishment of a labour market and a loosening of labour

relations in terms of duration and content of labour contracts (cf. Boeri 8c Keese, 1992).

Moreover, the breakdown of former power structures is leading to new ways of decision making

and changing relationships hetween managers and workers.

It should be noted that the transition takes place in a top-down manner, being forced upon
organizations and workers by the political system. The process of transition is disorderly and
unpredictable. Several changes take place at the same time, old institutions are destructed
without being replaced by new ones, and plans for renewal are counteracted by efforts to
conserve ur restore old practices. Meanwhile organizations are affected by the economic crisis
and the measures taken against it. All this makes the transition highly complex, produces
conflicts and contradictions, and creates a high degree of uncertainty (Petkov, 1991).

It is evident that the stage of transition, and the emergence of a new, post-socialist society
confront people in work organizations with many new demands. These demands relate to the
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introduction of novel organizational practices, the tultïlment of work related roles, the execution

of work tasks, and career behaviour, as well as ro the general process of organizational and

individual change. At the side of the workers a change in work motivation and behaviour

patterns seems to be called for, as it may be assumed that old patterns will no longer be

adequate. There exist, however, diverging ideas about the state of motivation and the behavioral

reaction patterns that have been produced by the so-called 'socialist' society. In fact, one can

raise two hypotheses about the societal intluence on human beings that have rather different

implications for the behaviour under conditions of social change.

The first hypothesis assumes that the previous conditions in Eastern European countries have

affected human personality, and particularly work related values and work motivation. In this

context it can be asserted that the former system has disseminated different social values and

norms, and that child rearing practices have produced a ditferent type of morale, much more

egalitarian in nature and less oriented towards individual prominence than in the West. A typical

'socialist' pattern of work motivation, characterized by such aspects as low involvement,

obedience, and lack of initiative may have developed among workers. Bures (1992) referring

to Czechoslovakia points at the lack of feedback on performance in the previous system. Poor

performance was punished, but good performance was not valuated. This would have produced

low achievement motivation, low levels of aspiration, and a minimization of effort expenditure.

Bures speaks also about a low level of self-identity. In fact, he assumes that distinct motivational

patterns, or 'motivational stereotypes' have been produced, that should be identified by

psychological research. Frese (1992) in an empirical study observed that workers from East-

Germany showed a rejection of 'control', i.e. a retusal to take responsibility for their own work

setting. They were much less inclined to 'take initiative' with regard to their work than workers

from West-Germany. In addition, the individual's lack of control over his life and the low

standard of living may have articulated specific needs, like the need for security and physical

comfort (cf. Tzenova 8c Dalbokova, 1992). The overall result may have been a'collapse of

motivation' i.e. a reduction in the breadth of the motivational spectrum (Zinovieva et al., 1992).

The second hypothesis assumes that the situational conditions of the past have not had any

significant impact on people's personalities. Personality traits, as well as values and motives

may have remained the same, while only outer behaviour patterns have changed. In such a way

people may have adapted to society at the behavioral level only. In this context one can refer
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to the existence of a'double' world of private and public life, each with a separate set of

standards and behaviours, that has been assumed to be typical for the 'socialist' society.

According to this hypothesis the structure of work motivation would be the same as in other

societies, while the behavioral reaction patterns might be typical for the specific environment.

2. Aim and method of the study

Aim. In order to understand peoples behaviour during the process of transition, and to support

changes at the organizational and individual level, it is important to know how workers in

Eastern European countries are motivated and how they react to various aspects of the work

environment. There is, however, a serious lack of empirical information on these subjects.

Therefore we have started a project that aims at investigating work motivation and reactions to

work during the process of transition in some Eastern European countries. We will try to find

out which motivational and behavioral patterns currently prevail and how they are affected by

the present transition. In doing this our intention is to assess which of the two hypotheses

mentioned before is more likely to be correct. The study that we report on will involve Bulgaria

and Hungary (possibly also the Czech Republic), and cover a period of 2 years. The present

paper deals only with Bulgaria at the initial stage of the transition period (early 1992).

Sample. The sample consists of ]062 persons, including workers, lower and middle managers,

and staff personnel, from 17 industrial firms in Bulgaria. The tïrms are from branches such as

food, shoes, textiles, furniture, metal and medical equipment, in both urban and rural areas.

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

translation of the Delft Measurement Kit (Ten Horn 8c Roe, 1984; Ten Horn, 1989; Zinovieva,

1992). Several sets of variahles are measured: motivational variables (needs for growth, esteem,

social contacts, security, good physical conditions, income and career), situational variables (the

opportunity to meet the same needs in the work situation, joh characteristics and aspects of the

social climate at work), personal outcomes of the work (like job satisfaction, tendency to leave,

work involvement, work related stress), and personal attributes (like age and number of years

with the company). Analyses on the Dutch version have shown reliabilities that are adequate

for use at the group level. Coeftïcient alpha lies well beyond .60 for most scales, several above
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.80. For a number of relationships between situational characteristics and personal outcomes

significant validities have been found (Ten Horn, 1984). The instruments have proved to be

valuable in both research and consultancy settings. The psychometric qualities of the translated

version will be referred to helow.

Analysis. Data were analyzed with SPSS. We have calculated means and standard deviations on

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

were studied by means of factor analysis and Cronbach alpha-coefficient. Their interrelations

were studied by correlational analysis. For the analysis of behavioral reaction patterns, i.e. the

relationships between situational and personal outcome variables, we used a step-wise regression

analysis with a PIN of 0.01.

3. Fndinbs

In this paper we concentrate on the part of the data that pertain to motivation and behavioral

reaction patterns. We only report on the 715 workers in the sample leaving out clerical staff and

managers. The job level of this sub-sample ranges from unskilled to skilled. The education

ranges from primary school level to higher crafts training. The male-female distribution is fifty-

fifty.

First is the analysis of the questionnaire itself. Factor analysis and calculation of alpha's showed

that most of the scales have the same internal structure as in the Dutch samples. Most alpha's

appeared to be of a similar magnitude, while some were a bit lower. In some cases we had to

make two scales out of one. The items for job involvement, that form a single scale in the

Dutch version, split in two factors: centrality of work in life and involvement in the work itself.

Similarly, autonomy split into autonomy with regard to the execution of the work and autonomy

in the sense of freedom from interference by the organization (central planning, influence from

the boss, etc.). For organizational climate we found a factor that can be labelled 'closeness of

supervision' and climate in terms of the degree of consultation of workers. The opportunity of

the situation to fulfil security neecls revealed the factors 'job security' and 'predictability in the

work situation'. The variahle 'preferred leadership style' (which follows the X-Y distinction of
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McGregor) showed a factor related to the use of authority and one dealing with the amount of

delegation.

The results on motivation are given in Tahle 1. The table shows the strength of several needs

(including Maslow-needs), as well as the perceived opportunity to satisfy these needs offered

by he work situation.

Table 1: Means and standard-deviations of need strength and opportunity for need fulfilment

Need strength Opportunity for
need fulfilment

mean sd mean sd

Need for growth 6.33 1.93 6.37 2.49
Need for self esteem 6.30 1.84 7.38 1.83
Need for esteem from others 5.88 1.79 6.59 2.26
Need for social contacts 6.71 1.82 7.43 2.15
Need for belongingness 6.07 1.67 7.27 1.97
Need for security 5.80 1.41

job security 2.79 2.70
predictability 7.18 2.26

Physiological needs 5.38 1.63 5.04 1.64
Need for career opportunities 5.84 2.72 2.66 2.67
Need for a good income 7.07 3.13 2.69 2.25

The most striking result is, not surprisingly, the high value placed on a good salary and the

corresponding low score on the opportunity to satisfy this need. Also noteworthy is the low

score on job security. Both tïndings reflect the actual economic situation with low income levels

and uncertainties ahout the hrture oti one's joh. Apart from this, the work situation seems to

give a reasonable amount of opportunity to satisfy most needs. These data do not strike us as

remarkahly high or low, except for salary matters. (One might ask whether the results could

have been caused by a kind of response set or tendency towards social desirability. We did not

find any sign of this during the administration, nor in the pattern of correlations. It shou(d also

be noted that the number of questions and their ordering in the questionnaire make it rather

difficult for respondents to fake the answers consistently.)
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We also investigated the structural aspect of the needs. As part of the scales have a conceptual

relationship with Maslow's hierarchy of needs (Maslow, 1954; Ten Horn, 1984), we expected

their intercorrelations to show a simplex structure with the highest correlations along the

diagonal. This means that needs that are closer tu one another in terms of their theoretical

position in the hierarchy should show higher intercorrelations than needs that are farther apart

(see e.g. Ten Horn 8c Vastenhouw, 1975). This phenomenon can be observed in data from

several studies, although not all authors have referred to it explicitly (a.o. Beer, 1966; Alderfer,

1972; Ten Horn, 1984). Table 2 gives the results for the present sample.

Tahle 2: Correlations hetween the strength of Maslow-type need variables

I 2a 2b 3a 3b 4

1 Need for growth
2a Need for self-esteem .76
2b Need for esteem from others .73 .77
3a Need for social contacts .65 .68 .72
3b Need for belongingness .69 .70 .73 .76
4 Need for security .64 .69 .68 .65 .67
5 Physiological needs .40 .44 .43 .42 .45 .55

The structure of the matrix resemhles those ti~und in the stuclies mentioned and renders credence

to the idea that motivational structure in Bulgarian workers is not fundamentally different from

that found elsewhere.

Table 3 gives an overview of the findings on the personal outcomes: general job satisfaction,

tendency to leave, centrality of work in life, work involvement and stress as experienced by the

respondents.

Tahle 3: Means and standard-deviations of personal outcome variables

mean sd

General jub satisfaction 6.42 1.73
Tendency to leave 3.55 2.35
Centrality of wurk in life 7.06 2.27
Work involvement 8.48 1.96
Work related stress 6.53 2.43
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Job satisfaction is not as low as could he expected: more than a quarter of the respondents have

indicated to be very satisfied generally (scores 8, 9 or 10), and only 6qo very dissatisfied (scores

1,2 or 3). Most workers show a rather weak tendency to actively look for other work, or intend

to quit the company. The centrality of work in life is reported to be high, just like the

involvement in wurk. The amount of stress experienced as a result of the work appears to be

moderate.

Table 4 gives the results on the behavioral reaction patterns. It shows the factors that predict

the level of job satisfaction, tendency to leave, centrality of work in life, involvement in work

and feelings of stress. All entries in the table contribute significantly to the equation (without

shrinkage correction).

Tahle 4: Results uf step-wise regression analysis for personal outcome variables

Indepeiedent General satis-
variables faction

~ R f3

Deperldei~t vnrinbles
Tendency to Centrality Involvement Work related
leave of work in the work stress
ii R B i1 R B f1 R B !t R li

Opportunity for
. growth 1 .45 .24
. self-esteem 3 .52 .21 1 .39 -.23 4 .35 .17
. esteem by others
. social contacts
. belongingness
. security

job security
predictability

. physiol. condit. 4 .53 .13
Income
Career opportunities
Workload
Consult. climate 2 .49 .20
Closeness of

supervision
Span of control
Task identity
Variety
Specialization
Standardization
Autonomy over

work context
work itself

Feedback
Work contacts
Informal contacts
Deviations

2 .44 -.21

3 .47 .18

1 .23 .17 3 .24 .15

5 .36 -.12 2 .20 -.16
2 .31 .20

1 .14 -.14
3 .33 .11 4 .27 .12
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From the data it appears that the outcomes are predicted by different, though overlapping sets

of situational variables. General job satisfaction is best predicted by the opportunity for personal

growth and self esteem, and consultative climate on the one hand, and physiological conditions

on the other hand. The tendency to leave appears to be predicted by a lack of opportunity for

self-esteem and belongingness, as well as by job insecurity. Among the predictors of centrality

of work one tinds the opportunity for esteem from others, self-esteem, work load, and span of

control. Remarkably enough, career opportunities carries a negative weight. Involvement in the

work itself is predicted by the opportunity to obtain esteem from others, span of control, and

closeness of supervision, as well as by career opportunities. These latter two variables have

negative weights. Finally, work related stress is predicted by the opportunities for personal

growth and self-esteem, work related contacts, task identity, physiological conditions, and

consultative climate. Again, the latter two variables have negative weights.

Opportunities to satisfy higher order needs appear to be the best predictors of all outcome

variables. This is especially true for the opportunity to obtain self-esteem. Social conditions at

the work place, like wnsultative climate, closeness of supervision, and span of control are

somewhat less predictive. Striking is the role of the situation with regard to income. Although

the need for salary is high and the opportunity to satisfy this need is low, the latter variable

does not predict any of the outcomes. In addition, neither career opportunities, nor job

characteristics seem to play an important role in the definition of outcomes. As the variance of

these variables is relatively high, these tindings cannot be attributed to restriction of range.

4. Discussion

The results suggest an explanation that has to do with the existence of a certain independence

between the person and the organization. The picture that evolves is one in which the

organization is only a pla~e where people satisfy their needs, without having any clear

properties of its own. It is possible that people develop mechanisms to protect their personality

from the organization, to keep their motivational hierarchy in its initial order. This would be

in agreement with the hypothesis that they change their behaviour rather than their personality.

A finding that supports this interpretation is that career opportunities are negatively related to
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involvement, both in terms of centrality of work in life and involvement in work itself. This

means that the more involvecl workers perceive less career opportunities. What happens in the

situation of negative recognition for involvement: do people reduce involvement or do they

reduce the importance of career opportunities? While looking at tables 1 and 3 work

involvement does not seem to he affected (mean 8.48) at the same time, the need for career

opportunities shows a completely different level of strength (mean 5.84).

We are inclined to interpret these tïndings as a sign of denial the organization's means of

influence (especially income and career opportunities). A defense mechanism might exist which

prevents the individual from commitment to the organization, but keeps opportunities for

involvement in work, provided that there is no close control. It looks as if the people in the

organization work only for themselves - in order to satisfy their Ego-needs. This behavioral

reaction pattern could be identitïed as 'egocentrism in work', and be seen as a form of

detachment that bears some similarity with alienation (Blauner, 1964) and the instrumentality

of the 'affluent worker' (Goldthorpe et al., 1968). There is a difference, however. In the case

of alienation there is a detachment from work as a general activity (i.e. from the organization,

the work itself, and possibly the income), while instrumentality can be seen as detachment from

the organization and the work itself, but not from income. Egocentrism in work is best

described as detachment from the organization and the income hut not from the work itself.

Work may be perceived as a way of self-expression, of developing and maintaining one's

personal identity. This pattern can be considered as an adaptive behavioral response to a

situation in which the social organization is a threat to individuality and income is obtained

irrespective of performance.

5. Conclusion

To summarize, the tïndings from the present study, although limited to Bulgaria, cast doubt on

the popular view that human motivation can easily be changed by the social system. Even the

totalitarian 'socialist' system does not seem to have fundamentally atfected workers motivation

in the case of Bulgaria. Higher order needs seem to be as dominant in the motivational

hierarchy, and as signitïcant in determining outcomes, as in western countries. In any case, we

found no evidence for the assumption that the past conditions in Bulgaria have produced a
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motivational stereotype characterized by a low level of work involvement, lack of initiative,

obedience, etc. Thus we find no support for the hypothesis of durable personal change. The

second, behavioral adaptation, hypothesis seems more adequate, as we did find a global

behavioral reaction pattern that provides the workers with an adaptation to the specitïc demands

of the organizational environment. This pattern, identified as 'egocentrism in work' seems based

on a defensive mechanism that safeguards the worker's individuality. Of course, much more

research, covering other countries and changes over time, will be needed before a firm

conclusion on the validity of the hypotheses, and the implications for organizational change can

be drawn. Further research will also be needed for gaining a better understanding of the

'egocentric' reaction pattern. It would have to clarify the relationship with alienation and to

explore the existence of different reaction patterns among the workers.

For the present time, our tïnclings justify the expectation that the process of change in Eastern

Europe will not be hampered by a fundamentally inadequate pattern of motivation. People will

have to unlearn present reaction patterns, and to adopt new forms of behaviour, to be sure, and

this will be difficult enough. But we see no ground to assume that the motivational basis for

change in organizations is inadequate. On the contrary, provided that the process of

organizational change is carried out in an appropriate way, taking into account the workers

motivation, offering suftïcient learning opportunities, and providing appropriate rewards, a great

potential of success may be inferred.
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