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AB S TRAC T  

This p aper t akes t h� position t ha t  an imp o r t ant outcome 

o f  o r g ani z a tional a ctivity is the satisfaction enjoyed by its members. 

I t  rep o r t s  a fiel d study o f  the rel a t ionships between a g r o up st ruc-

t ur al concep t ( o r g anicity) , the higher-o r der need satisfa c t ions o f  

g r oup members and individual differences in personali t y  t r aits. 

Individual satisfac tion t ends to rise with in c re asing o rg�n�city. 

The t ask variable , "innovativeness", whi ch is a close c o r r el a t e  o f  

o r g anicit y ,  d oes no t enter ap p rec iably int o this rel a tionship . 

The resp onses o f  individuals t o  r ela tively o r g ani c and mec hanist i c  

g r o up st ruc t ures a re media ted by personali ty t r ait - t ype and t r ai t -

streng t h. O r g anic g r oup s t ruc ture is viewed as a p o tent ial 

"mo tiva t o r "  o f  people wit h  st r ong asser t ive needs. 

* * * * * * 
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IN TR ODU C TION 

Stud ies o f  o r g an i z ati ona l structure in relati on to task and 

te chno l o gy var i ab les have usua l ly s_trg_ssed organ;L.zationaL ef :t�_c,J::i _ve-

n,_e-&a--ai3--the -''-ou-t-G-ome 11 .variab lg _ __ �n the c o nt ingency relatio nship. Fo r 

instance , Lawrence and L o rsch ( 1967) show that a h i gh degree o f  

.d i f ferentiation and integr ati on is asso c i ated with hi gh ef f ec tiveness 

f o r  o r g ani z at i ons whi ch have to dea l with d iverse and c hangeful 

env i r onments . Burns and Sta lker ( 196 1) show that o r g a n i c  mana gement 
---·----- ---

systems a re mo re e f fective in deal ing w ith envir onments whi ch demand 

techn i c a l  innovati on . 

The persona l satisf a c t i o ns o f  ind ividual members o f  the o r g an-

i z at i o n  c o nstitute another m ajo r outc ome var i ab le whi c h  receives 

r ather less attent i o n . O f  c ourse ,  the matter o f  emp l oy ee satis-

f a ct i o n  has not b een neg lected in other c ontexts . W orker a l ienat i o n  

i n  industr i a l  settings has been w o r r ied ab out f o r over a century 

( e . g .  Marx , 1844) ; job satisf a ct i o n  and jo b per f o rm ance inter a cti ons 

have b een stud ied �xtensively (Bray f i e l d  & C r o ckett , 1955) ; motivati on 

and job enr i c hment are rec o gn i z ed as c o ntr ibuting to m o r a le in 

industry ( Her z b er g ,  1966) , and as p arti cul a r l y  imp or tant on the thres-

ho l d  o f  the p ost- industr i a l  er a ( Davis , 1971) . 

Theoreti c a l ly , ef fectiveness and satisf a�ti on are equ a l ly 

interesting . P r a ct i c a l ly , e f fectiveness is d i rectly essenti a l  to 

o r g an i z at i o n a l  surviva l ,  and owes its p r i o r ity to that f a ct; however , 

the impo rtance of persona l satis f a ct i o n  is i n c reas ing ly re c o gni z ed i n  

a g r ow in& emphas is on mo r a le and the qua l ity o f  l i fe in wo rk and 
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enipl oyment. Where st ru c t ur al var i ab les a re be ing examined an d the 

t ask-st ruc t ure rel a t i on is studied, i t  is reasonable, therefore, t o  

ask the quest i on: How do the o rganizat i on members l i ke these d i ffer• 

ences ? O r ,  mo re p re c isel y: How do st ruc tur al var i ables and task-

st ruc t ure inter a c t i ons affec t the need-sa t isfa c t i ons o f  ind ivi dual 

memb ers of t he o r g an i z a t i o n ?  

Me ad ows ( 1976) has examined the rel a t i onsh i p  between innovat ive 

t asks and o r g an i c st ruct ure in small work g r oup set t ings. The 

p resent a r t i cle is concerne d  w i th the effe c t s  o f  these va r i ab les on 

the need -s a t is fa c t i o ns o f  indivi dual g r oup memb ers in the s ame 

se tt ings. 

The F i rst Hypo thesis 

S t a r t ing fr om the p remise tha t  need-sa t isfa c t i o n is an a d ap t ive 

resp onse o f  a o r g an ism t o  i t s  envi r onment, i t  foll ows that those needs 

are sat isfied that find answer ing o p p o r tun i t ies in the env i r onment. 

The d i fferen t  o p p o r t uni t ies o ffered by g r oups d i f fer ing in struc ture 

al o n g  an o r gan i c - mechanist i c  d imens i on c o ul d  there fo re be expec t e d  

t� resul t i n  d i f ferent �eg rees o f  sat isfa c t i on o f  t he var i ous needs . 

The_E��r a t ional measur es of this st ruc t u r al d imens i o n  ( " o r g an i c i t y ") 

rep resent a) the p a r t ic i pa t i on and infl uenc e  o f  g r oup members in 

�dec is ions c o n��r ning the g r o up and b) the ���r ing o f  r oles, t asks 

and resp o nsib il i t ies acr o ss the g r o up membersh i p  ( Mea d o ws, 1976) . 

These st ruc t u r al cha r a c ter ist i cs o f  the g r o up ,  c o ns i dered as env i r on­

men t al c h a r a c ter ist i cs t o  the ind ivi dual member, woul d  appear t o  o f fer 

o p p o r tuni t ies t o  ful fil those c l asses o f  nee ds wh i c h  Masl ow ( 1954) 
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ca l ls "higher o r d e r " ,  and whi ch A l d e r fe r  ( 1972) c a l ls " g r owth nee ds ". 

These n e eds r e quir e  for their fu l fi l lment su ch fac t o rs as the 

"mo tiva t o rs" d es c rib e d  by He r zb e r g  ( 1966) ; e. g. , o p p o r tuni ties f o r  

p e rs o na l r e c o gnition , achievement , a dvanc emen t , g r owt h ,  r esp o nsibi li t y  

and p a r ticipa tion in the so lving o f  p r o b lems . 

struc tur e c ou l d  __ be e�pect.ed to c;rn.k91J.XJ!&e and facilit at e the fu l fi l l-
�·_ ... , . . ... , .  -· '·· - - -··-____.o··""'"'-·-�----

- . . 

�ent o f  highex or d e r  nee ds b y  ;:\1 1 wembers of the g:rn\lt>. 

st ruc t ur e_ , __ �-�- the o the r end of the s cale , _  .wll:i,l e  o_f:fe ring a ciegr e e  o f  

st abili t y  and c e r t aint y , tends t o  r est ric t the opportunity fo r g r ow t h  

a n d  p ar ticip a tion t o  only a veFy s elect few. 

The r e fo r e� i t  is p r o p os e d  t ha t , 

Hypo t hesis N o. 1 :  �r oup m emb e r  satisf a c tion is p osit ive ly 

c o r r e l a t e d  with g r o up o r g anicitY) 
S ome r e c ent r es ea r ch in the a r e a  o f  job sa tisfac tion and 

o r g aniz ationa l " c lima t e " , whi le no t dir e c t ly r e f e r ab l e  to o r g anic 

st ruc tur e , l en ds g ene r a l  sup p o r t  t o  the ab ove p r o p osition ,  ( Litwin 

& S t ring e r , 1968; Ge o r g e  & Bisho p ,  197 1; Hackman & Lawl e r , 1971; 

P ri t c ha r d  & Kar asick , 1973) . O r g anic s t ru c tur e has b een shown t o  

b e  st r on g l y  asso cia t ecl with innovativeness o f  t ask , in the sam e samp l e  

a s  used in t his study; ther e fo r e , the t ask variab l e , t o o , is a pass-

ib l e  d e t er minant o f  s a t isfa c tion and shou l d  b e  c o n t r o l l e d  fo r in t es t -

in g t h e  ab o ve hyp o t hesis. 
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The P r ob lem o f  Individual Differences 

Implicit in the ab o ve a r gumen t is the no tion t ha t  need-fulfi l -

ment , while dependent upon the oppo r tunities offered , wi l l  a lso depend 

on the streng ths of the needs t hemselves . Ha ckman and L awler ( 1971) 

studied job cha r a c teristics and higher o r der need fulfilment among 

wo rkers in a te lephone c o mp any . Their study 

"pred i c t ed and found that when jobs are high o n  the four 
c o re dimensio ns, emp l oyees who are desirous o f  higher o r der 
need sa tisfa c tion t end t o  have higher mo tiva tion , and 
have h�gh jo b satisfa c tion . . . " 

This re c o gnizes the fac t  tha t individua ls differ in the na ture and 

st reng t hs of their needs. Specifi c a l ly , Ha ckman and Lawler found 

t ha t  t here was a st r ong c o r re l a tion between an employee's satisfa c tion 

wit h  opp o r tunit ies t o  use his ski l ls and abilities and the
�

variab les 

of job va rie t y  and aut onomy , pr ovi ded tha t the emp l oyee haL repor ted 

a s t rong need fo r self- a c tu a li z a t io n . However , fo r emp l oyees re-

por ting a lesser need for self- a c tua li z a t ion , the c o r re l a tion was 

no t evident. 

Al derfer ( 1972) , in t he development of his ERG theo r y ,  asso cia t es 

" g r owth s a t isf a c tion" wi th " chr oni c  g r owth desires" , in " cha l lengin g  

dis c retionary set tings ". Tha t is , t he sa tisfa c tion of higher o r der 

needs ( g r owth) . depends upon a persona lit y variab le ( c hroni c  desire) ; 

and the c o r re l a tion b e tween t he two h o l ds only under cer t ain envir on-

ment a l  c onditions ( set t ing) . The idea of a cha l lengin g  disc retionary 

se t ting is c oncep t ua l ly akin to the " enriche d "  job ( H a c kman & L awler , 

1971) and t o  t he o r g anic s t ruc t ure c o r re l a t e ,  innova tiveness o f  t ask 

( Burns & St a lker , 1961; Mea d ows , 1976) . 
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The un derlying questi o n  is: What kind o f  perso n resp onds 

f avourab ly to organ ic gro up structure , an d what kind to mechan ist ic 

gro up structure ? According to the ab ove research , individual d i f f -

erences in needs are a key f acto r  in determin ing satisf act i o n  un der 

d i f ferent con d it i ons. H owever , the me asures o f  d i f f erences i n  des ire 

f or satisf act i o n  are conceptu a l ly b oun d rather closely to the measures 

o f  nee d  f u l filment. When i n d iv i dual d i f f erences are expressed i n  

terms o f  chron ic growth desires , or desire f or higher order need 

sat isfact i o n , the prop osit i on that satisf act i o n  in a given s ituati o n  

depends up o n  these d i f ferences ap pears somewhat tauto l ogica l. 

Person a l ity V ar i ab les 

The genera l  f orm o f  the in d iv i du a l  d i f ference hyp othesis is that 

satisf act i o n  in o rgan ic groups is co ntingent up o n  the ind ivi dua l memb er 

hav ing suitable perso n a l ity tra its . In order to ref ine and test this 

. hyp o thesis , o p erat i o n a l  measures o f  person a l ity traits are needed. 

There is no f irm prece dent f or sel ecting these measures. Recent 

research o n  organ i z ati o ns h as numerous instances of tra it measurement ,  

b ut the meth o ds vary wi dely an d witho ut p attern. For example , 

Schutz ( 195 8) , Gui l f ord ( 1959) , Vro o m  (1960) , P orter a n d  Henry ( 196 4) , 

Pym ( 1965) , B ass ( 1967) , Zale z n ik ( 1970) , George and B ishap (1971) , 

Hackman and Law ler ( 1971) an d H ackman an d O l dham (1975) have all co n­

s i dered perso n a l ity tra�ts in rel ati ons to var i o us o rgan i z at i o n a l  

variab les. Stud ies of creative and innovative i n d ivi dua ls have a lso 

centered on the assessment o f  perso n a l ity; e. g. , C atte l l  ( 196 3) , 

Ro e ( 1964 ) , Huds o n  ( 1967) , Stein ( 196 8) , Peake (1969) , an d de Wo ot 

et. a l . ( 1971) . 
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T o  qua l i fy as o p era t i o n a l  variab les in a s tudy o f  indiv i dual 

need f ul f i lmen t in smal l  work groups , perso na l i ty measures must have 

three characterist ics: 

a) they must b e  concep t ua l ly re levan t t o  the f ul f i lmen t 

o f  needs in a work group s i tu a t i on; 

b) t hey must be operat i on a l ly d is t inct f rom t he measure-

men t o f  need -sat isf action; i . e . , n o t  simp ly a measure 

o f  " desire" f or sat isf act i o n  o f  the same "need " who se 

fu l f i lmen t is bein g me asured; 

c) t he me tho ds of me asuremen t must be app l icab le in 

ord inary workd�y s i t ua t i o ns. Pro l onged or deep 

in terven t i on a t  t he workp l ace inhib i t s  research 

access and may b i as t he d a t a . 

Jud g in g  f r om the research ref erred t o  ab ove ,  the most d i f f icu l t  

cri teri on t o  meet i s  the l ast - t o  avo i d  t ime-consum in g  me tho ds , or 

metho ds which in tru de emb arrassing or i ncon gruous ques t i ons in t o  the 

c onven t i o n a l  work s i t u a t i o n. Als o , w i t h  t hose " tr a i t s "  which have 

b een derived st a t ist ica l ly ,  by f ac t o r  analyt ic met ho ds , i t  can be. 

d i f f icul t  t o  est aol ish concep tua l relevance . 

The requiremen t f or co ncep t ua l  relevance t o  need - fu l f i lmen t lea ds 

t o  tha t b ranch o f  person a l i ty t heory whi ch uses need struct ure as t he 

b asis o f  cl assi f ica t i on .  F o r  inst ance , 

" ( Tr a i t s) are mo di viven d i , u l t ima t ely deriving t he ir s i gn i f icance 

f ro m  t he ro le they p l ay in advanc in g ad ap t io n  wi thin , and mastery 

o f , t he person a l  enviro nmen t . "  ( A l lp or t , 1937) . 
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Henry Murray shared this concep t i o n  of  perso n a l ity tra its. 

Using interviews , p rojective techn i ques an d questionna ir�s , Murray 

an d his co-wo rkers b u i lt up a taxonomy o f  needs and tra its b ased on 

the l o ng term systematic observation o f  a l arge number o f  sub jects 

(Murray ,  19 3 8 ) . The questi o n n aires they designed - care f u l ly honed 

�ga inst cl i n ic a l  ob servat i ons an d projective tests over a number o f  

ye ars - are mo dels o f  co nc iseness and subtlety. The concep ts an d 

c l asses o f  perso n a l ity traits they devel o p ed have grown out o f  the 

intel lectu a l  con frontati on o f  researcher w ith subject. The names o f  

the needs and tra its , an d the tests an d quest i ons set to capture them , 

a l l  have a ring of fami liar rea l ity. Murray's terms: needs f or 

Ab asement , B l amavo i d ance , Def erence , Dom inance , etc. , hard ly need to 

be exp l a ine d  or def ine d .  Whi le they d o  p erhap s l ack the o b jectivity 

o f  devel o p ment and the hard-edged statistic a l  va l i d ity o f ,  f o r  examp le , 

C atte l l ' s  16 f act ors , their f ace va l i d ity an d conceptu a l  suitab i l ity 

to work group s ituat i ons reco mmen d them as a starting poi nt f or this 

study. 

In b r ief , f ive tra its were selected , f ro m  the typ o l ogy o f  twenty , 

as b eing p art icularly re levant to need fu l f i lment un der organic or 

mechan ist ic con d iti o ns: the needs f o r  dom inance (n Dom) , def erence 

( nDef) , autonomy ( nAut) , achievement· ( nAch) , an d understan d ing ( nUn d) . 

nDom - the need to in f luence an d d i rect the act i o ns o f  o thers 

nDef - the need to sub mit to the lea dersh i p  and d irecti o n  o f  others . 

nAut - the need to be f ree o f  ru les , regu lati ons , co nventi ons and 
the d ictates o f  others. 

nAch - the need f or person a l  accomp l ishment of d i f f icult or sub­
stanti a l  p ieces o f  wo rk. 

nUn d - the need to ref lect , co nceptua l i ze and d iscuss i deas. 
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The ef f ects of the a b ove f ive person a l ity variab les on the inter­

action b etween group organic ity artd ind iv i dual satisfaction are pre­

d icted in the fol low ing set of hypotheses: 

Hypothesis No . 2 

a) The positive corre lation of satis f action with organicity 

w i l l  increase as nAut increases; b ecau�e the structura l  

char acteristics associated w ith organic ity provi de 

opportun ities for sel f - contro l and participat ion in decisions . 

b )  The positive corre lation o f  satisf action with org a n icity 

w i l l  increase as nUn d increases; b ecause org an ic ity provi des 

opportun ities f or psycho logica l growth an d learn ing . 

c) T he posit ive corre lation of sat is f action with org�n icity 

w i l l  decrease as nDef increases , b ecause·mechartist ic 

structure ( low organic ity) prov ides opportun ities f or sub -

m ission an d sub servience. 

d) No pred ict ion is ma de with respect to n Dom; the opportun ities 

f or domination are prob ab l y  strongest in mechan istic groups , 

b ut on l y  f or those with authority; opportun ity to in f luence 

others is more w i d espread in organ ic groups. 

e) No pre d iction is made with respect to n�ch; the mechan istic 

group cou l d  be an ef f icient vehicle for person a l  achievement 

f or certain f avourab l y  placed i n d ividua ls; however , the 

opportun ities are more w idespread in organ ic groups . 

To test the hypotheses stated so f ar� operation a l  measures o f  the 

fol lowing vari a b les are requ ire d: 

Organic ity of group structure 

Innovativeness o f  group t ask 

In d iv i dua l satisf action o f  group members 

The f ive person a l ity tra its 
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In the next two sect ions , the research site and sample and the 

measurements taken are described . 

Research S ite an d Sample 

The tota l  samp le consists of 9 3  ind ivi dua ls in 24 groups , ranging 

in s i z e  f rom three to f ive memb ers. Membership.included a working 

leader in most cases , b ut no supervisors who ha d resp onsib i l ity f or 

other groups. The groups a l l  worked in techn ica l research and /or 

devel opment organ i z ations; 17 of the groups (69 members) work in the 

research d ivision and the development d iv ision of a very large cor-

p orat ion in the te lecommun ications industry in the U . K. Seven of 

the groups (24 members) work in the development l a b orator ies o f  a 

med ium s i zed chemica l  f irm in C an a d a. T asks range from a dvanced 

scienti f ic research , through product deve lop men t an d technic a l  service , 

to routine c lerical an d drawing o f f ice work. The samp les from the 

two organ i z ations are highly �im i l ar ,  b oth in the n ature o f  the job s 

and organ i z ations invo lved, an d in the d istribut ion o f  scores in the 

m�asured data. The d ata f rom the two sources were therefore poo led 

an d treated as one samp le. 

The Measurements 

1. Organ ic ity of Group Structure 

Derived f rom the organ ic-mechan istic concept ion of organ i z ation 

structure ( Burns & Sta lker , 1961; Meadows , 1975) , organ ic ity is an 

operat ion a l  measure of group structure b ased on p ercep tions reported 

b y  group memb ers. The dimension consists of n ine sca led items , 

whose scores are a d ded an d averaged across the group. 
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I tems refer spec i f ica l ly t o : 

i) sub-d ivisive or in tegrat ive ways of a l l oca t ing work 
w i thin t he gro up . 

0 i i) 

i i i) 

iv) 

v) 

vi) 

v i i) 

vi i i) 

ix) 

in d iv i du a l  iso l a t ion or team o r ien t a t i on t o  d ivision 
o f  l ab our in the group. 

re l i ance on ab stract rules or s i tua t i on a l  f ac t o rs in 
a l l oca t ing t asks and ro les. 

c lear-cut or b lurred ro le b oun d a� ies. 

cen tra l i z a t ion or d i f fusion o f  in f luence in t he group. 

n o rm f or d ownward commun ica t i on is instruct i ons and 
o rders , E.£ in f ormat i o n  an d advice. 

restricted or f ree access t o  in f luence o n  gro up dec is i o ns. 

restricted or f ree access t o  vo icing d isagreemen t. 

restric ted or f ree access t o  cr i t ic a l  ro le regard ing 
o ther memb ers. 

(Re fer t o  the author; f o r  ac tual quest i o nna ire i t ems. The ques t i o n-

n a ire is f i l led out b y  the i n t erviewer in the c ourse of  a priva t e , 

semi-struct ured in terview) . 

The comb ined construct represen ts the sharing o f  ro les , t asks 

an d res10nsib ilities across the group , the sup p ort iveness o f  co mmun i -

ca t i on and the vo ice o f  members i n  decisions co ncern ing the gro up .  

The i t ems are scored on f ive-p o in t  sca les f r o m  min imum ( 1) t o  maximum 

(5) organ ic i ty. The gro up score is the sum· o f  the in d iv i du a l  scores 

o f  the group memb ers , d ivided by the number o f  members. The mean 

sco re f or the 28 groups is 2. 96 ( 1-5 sca le) , w i th a s t an d ard dev i a t i o n  

o f  0 . 5 1. In t er- i tem correl a t i on is h igh (rel i ab i l i ty coef f icien t , 

ct = 0.9) . 

Organ ic i t y  is here def i ne d  as a group var i ab le . The ques t i on 

m ight b e  asked , whether o ne m ight a l terna t ively use the i nd i v i du a l  

scores i n  exp l or ing the i n t erac t i on w i t h  sa t isf ac t i o n  a n d  o ther 
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individu a l  variab les. It is interesting to n ote that the resu lts 

o f  sd�oing are essentia l ly the same as rep orted bel ow for the group 

•1ariab le. 

2. Satisf action 

Satisfaction of an in dividu a l  gro up member in his work is 

measured o peratio n a l ly in terms o f  the sel f-rep orted degree o f  ful -

filment o f  certain " higher- order " needs. The instrument is a d apted 

f rom the Porter (1962) questionnaire. Resp o n d ents are asked to in dicate 

o n  two sep arate 7 p oint sca les , 

a) the amount of a certain (desirable) characteristic 
actua l ly present in their job� and 

b) the amount the resp o n d ent f eels their o ught to be. 

Satisf actio n  is measured through the discrep ancy between the two 

sco res , (rr minus a); a sma l l  discrep ancy represents high s a t is f action. 

The instrument used here co nsists of seven such items , describing 

different characteristics conceptua l ly relevant to the " higher - order "  

n�eds (Mas l o w , 1954) . These are 

i) 

ii) 

iii) 

iv) 

v) 

vi) 

vii) 

the op p ortunity for person a l  growth and deve l o p ment 

the fee ling o f  sel f- f ul filment 

the feeling o f  sel f -esteem 

the o p p ortunity to have a say in what the gro up d oes 
and how .  

the feeling o f  b eing "in the kn o w ". 

the o p p ortunity for in depen d en t  thought an d actio n 

the fee ling o f  worthwhile accomp lishment . 
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The sco res o b t a ined are numeric a l  d i s s at i s f a ction scores, (i.e., 
��-����. --

d iscrep anc ies in need-fulf i lment) , an d therefo r e  lead to negative 

co r re l at i o ns un der the hy p o t heses .  This is co�pensated for through-

out t he p a per b y  s imp ly reversing t he s i gns of correlation coefficients 

where t he va r i ab le is l ab el led "sati sfaction"" T"he items scoreG ,,_re, 

in f act , quite hi ghly c o r re lated with each other a n d  show little or 

n o  t en dency t o  clust er int o sep a r ate factors. Table 1 shows the 

co r relat i o n  mat r ix . Rather than attempt to distinguish among differ-

en t need cat eg o r ies ( se l f-actua lization, autonomy, etc.) it seemu 

advisab le t o  comb ine the seven items into a general dissatisfaction 

score. The maximum p ossib le sco re on any one item is 6 (i.e. 7-1), 

an d the minimum p ossib le is zero. Thus, the p o s sib le range of the 

comb ined sco res is 4 2  ( i . e. 7 X 6) t o  zero. The actual mean score 

was 7 .9 ( n•93), with a st and ard devi ation of 6.8; the range was 0 to 

37. Thus , t he d ist r ib ution is skewed quite strongly , the "tail" 

cons ist in g o f  a re l at ively f ew scattered scores representing very 

hig h  d issa t isfact i on . 

3. Perso n a l it y  T r a it s  (NeedsL 

Mur r ay (1938) used f ive sep ar ate questionna{re schedules in 

me asu r i n g  nDom , n Ach , nUn d, nAut and nDef. From each of these 

schedules , f our suit ab le it ems were selected. These 20 items were 

a r r an ged in r an d om sequence on a questionnaire. Each item 

f o rm o f  a st atement ,· in t he f i rst�pemson singular� to which the sut-

ject is asked t o  rec o r d  an a g r ee-disagree response using a five po�0 •. 

sca le. 

e . g. In matters o f  conduct I confo rm t o  custom 

1 2 3 4 5 

Agree D isag ree 



Item 1 

1 * 

2 

3 

4 

5 

6 

7 

n = 9 3  

decimal 

TABLE 1 

Satisfactio n: Inter -item 
C orrelation Coef ficients 

2 3 4 5 

47 3 8  57 42 
* 71 42 41 

* 35 47 
* 49 

* 

p < .  001 

points omitted. 

6 7 

42 44 

49 54 

51 34 

59 49 

46 45 
* 41 

* 
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The conten t s  of t he i t ems a re summa r i zed in T ab le 2, and the i tems 

a re reproduced in fu l l  in t he Append ix. 

Responden ts completed t he quest i on n a ire in t h e  course of t he 

same private in terviews w i t h  t h e  resea r c her a t  wh i ch t h e  o t her va r i ables 

were scored . S c ores were inverted so t h a t  a h igher s core on the s c a le 

refle c ted a h i g her need-st reng t h  or tr a i t  st ren g t h. 

Pr in c ipa l componen ts an a l ys is of the 20 i t ems , w i t h  var imax 

rot a t ion, produce d the fac t ors and i t em- load i n gs summa r i z ed in Tab le 2. 

Two i tems were e l imina ted ( nos. 1 and 1 8 ) ;  in each c ase t here appeared 

t o  b e  a seman t i c  prob lem wh i c h  cou l d  h ave i n t erfered w i t h  the response. 

" I  seek t he advi ce of o l der men and fo l low i t "  was observed to d is-

con cer t some sub je c t s , pa r t i cul a r ly fema les. " I  am l og i c a l  and c o-

heren t  in  my t hinking " appears to have t ri ggered a " modest y "  response. 

The remain i n g  1 8  i t ems loaded ma i n l y  on fa ctors cor respond ing t o  t he 

or i g i n a l  Mur r ay t r a i ts .  There are some obvious d is c r epanc ies and 

weaknesses in t he fac t ors , but i t  was dec i ded t o  s t ay w i t h  t he f i ve 

va r ia b les selec ted an d to leave improvemen t of the i nst rumen t to l a ter 

stud ies. 

(TABLE 2 ab out here) 

Item scores were t herefore aver a ged for each va r i able and d ivi ded 

by the numb er of i tems ( 3  or 4) . The means and s t an d a r d  dev i a t ions 

of t he scores for t he f i ve var i ables, over 93 subjec ts , a re given i n  

Tab le 3. 



ttem 

nDef 
-.- 1. 

nDom 

nAut 

nAch 

nUn d 

2 .  
3 .  
4 .  

5 .  
6 • 

7. 

8 . 

9 . 

10. 

11 . 

1 2 .  

1 3. 

14 . 

15. 

16. 

17 . 

1 8 .  
19 . 
20 . 

TAB LE 2 

Person a li t y  V ariab les 
F a c t or An a lysis 

(V arimax Rot a tion) 

fo l low advice of ol der 
men 

I 

c onform t o  cu&t om 
follow instru c t ions 
put self in b a ck groun d 

-52 
- 22 

inf luen ce others 
enjoy dire c t in g  o thers 
usua l ly make t he decis­
ions 
argue the po�n t vigour­
ously 

disin c line d  t o  fol low 
dic t ates 
dislikes subservien t 
position 
disre g ard rules tha t 
hamper 
avoid situa tions ( con­
ven tion a l) 

re l ax on l y  when t ask 
c ompleted 
set diffi cu l t  goa ls for 
self 
fee l spirit of com­
petition 
nee d  to a c complish 

enjoy deb a ting t he 

20 

( 11) 

(14) 

61 

69 

issues 20 
logic a l, coherent thinker 
value exa c t  con cep t s  
enjoy ref le c tion an d 
specu l a t ion 

Decim a l  point s  omi t t ed. 

II 

21 

44 
60 

59 

41 

2 3  

59 

F a ctor 

III 

22 

64 

61 

2 3  
4 3  

F a ctor loadin gs less t han 20 omi t ted, except for weak 
loa din gs on in ten ded f a c t ors ( in par�n t hesis) . 

IV 

-20 

25 

53 

20 

59 
(05) 

34 

4 8  

v 

( 05) 
25 
74 
5 2  

- 2 3 

21 



Trait 

nDom 

nAut 

nAch 

nUnd 

nDef 

TABLE 3 

Mean 

3.51 

2. 7 3  

3. 2 3  

3.6 8 

3. 41 

S . D .  

0.6 7 

0 . 6 3  

0 . 8 3 

0 . 55 

0 . 60 



- 14 -

(TABLE 3 about here) 

4. Innovativeness of Task 

This variable was found (Meadows , 1976 ) to be strongly correlated 

fith organicity of group structure: (r • 0 . 7 5 ,  n = 2 8) . Therefore , 
I 

its possible involvement in the organicity-satisfaction relationship 

must be considered. 

Innovativeness of task is measured in terms of individual per-

ceptions of factors associated with a requirement for innovative 

behaviour in the group . The questionnaire has 1 5  items . Seven 

items refer to external factors , including 

i) the group's clients - do they change much? - do the 
t hings they require change much? 

ii) the technology - its rate of change . 

iii) the general "turbulence" of the environment . 

Eight items refer to internal factors of two kinds: 

iv) a routine-variety distinction 

v) "press" for innovative behaviour in the group . 

The variable is scored on a five point scale from minimum ( 1) 

change , variety , press, etc . , to maximum ( 5) . Individual scores are 

averaged across each group to obtain a group innovativeness score . 

The mean score for this sample is 2 . 7 8 (n = 2 8) and the standard 

deviation is 0 . 7 1 .  
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RE SUL T S  

1 .  Satisfaction and Organicity 

Correlation analysis of the data on organicity and satisfaction 

offers a convenient way of testing the first hypothesis . Howev·er, 

there are two possible complications which must be provided for: 
1 

a) a major correlate of organicity in the sample is innovative-

ness of task . It is, of course, conceivable that the true 

interaction is between satisfaction and innovativeness, rather 

than satisfaction and organcity .  This proposition is tested 

hy comparing the partial correlation coefficients ( Table 4) . 

b) the satisfaction data are based on a discrepancy measure-

ment in need fulfilment . The di st rib ut ion of raw scores tends 

to be concentrated at one end of the scale, with a substantial 

"tail" in the other direction . While this skewness does not 

necessarily rule out the assumption of normality (implied in 

correlation analysis) , it does suggest that an alternative 

method of analysis be used for confirmation . To this end, 

frequency distributions of satisfaction scores were compared in 

organic versus mechanistic groups, using the chi-square statist�c 

to test the significance of differences ( Table 5 ) . 

The Pearson product-moment coefficients describing the correlation 

of satisfaction with organicity, and satisfaction with innovativeness, 

are shown in Table 4. 

(TABLE 4 about here) 



TABLE 4 

Satisfaction Correlations 

(Pearson r; n m 93) 

• 

Organicit;¥:, Innovativeness 

Zero Order 
(df=91 ) 

First Order, 
Control for 
Innovativeness 

(df=90 ) 
First 0:1-der, 
Control for 
Organicity 

(dfa90) 

0 . 37 

0.20 

TABLE 5 

. Satisfaction with Organicity 
. , .

. 
(Frequency Table) 

Organicit;r 

Satisfaction: High (,.3.0) Low 

High 20 13 

Medium 19 11 

Low 8 22 -
n• 47 46 

Chi square = 10.2 
p < .002 

0.32 

0.05 

(<3.0) 

(33) 

(30) 

{30) 
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The coefficient r = 0.3 7  (n = 9 3) , while not very strong, is 

quite considerable and is statistically significant (p < . 00 1) .  

The partial coefficients iridicate that the effect of innovativeness 

on satisfaction is minor, and that organicity is definitely the 

dominant factor . that is, H1pothesis No . 1 is well supported . 

As an alternative method of analysis, the sample was trichoto­

miz ed with respect to the sat isf act ion scores C'high", �-�medium" and 

"low") , and dichotomized with respect to group organicity scores 

("high"-and "low") . The frequency distribution of the 9 3  cases 

among these six cells is summarized in Table 5. 

( TABLE 5 about here) 

The difference between the high and low columns is significant, 

and it indicates that, in groups high in organicity, members are 

more frequently well-satisfied and less frequently ill -satisfied 

than in groups low in organicity .  That is, organic groups are more 

satisfying than mechanistic groups . This analysis confirms the 

correlation analysis in support of Hypothesis No . 1. 

i. Personalify, Satisfaction and Organicity 

The personality hypotheses propose that the above interaction 

will be different, in strength if not in direction, at high and low 

degrees of need strength: nDom, nAch, nUnd, nAut, nDef . The 

correlation coefficients calculated for dichotomous samples are shown 

in Table 6 .  

( TABLE 6 about here) 



TABLE 6 

Organ ic ity, Sat isfact ion 
by Need- Strength 

(Pearson r) 

Need-Strength 
Tra it 

nDom 

nAch 

nAut 

nUnd 

nDef 

H igh 

4 5  

4 4  

5 3  

40 

4 1  

Decimal po ints omitted . 

TABLE 7 

(n=) 

( 4 3) 

( 4 5) 

( 32) 

( 5 3) 

( 3 4) 

Need- Strength , Sat isfact ion 
by Organ ic ity 

(Pearson:r) 

Low 

32 

29 

29 

39 

3 8  

Organ icity 

Tra it H igh ( 3 . 0) 
n= 47 

* 
nDom +2 4 

nAch -02 

nAut + 1 3  

nUnd 00 

nDef - 19 

* 
p < . 10 ( Two-tailed) 

Dec imal po ints omitted . 

(n=) 

( 50) 

( 4 8) 

(61) 

( 40) 

( 59) 

Low ( 3 . 0) 
n=46 

- 17 
* 

- 42 
* 

- 3 3  
* 

-2 4 

-02 
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These results show that the interaction of organicity with 

satisfaction is stronger and more positive at high levels of nDom, 

nAch and nAut than at lower levels of these three traits . In the cases 

of nUnd and nDef , differences are less substantial . Statistically 

speaking, even the largest difference in r-values in Table 6 (nAut) 

iust fails the test of significance at the p = .05 confidence level . 

An alternative way of looking at the data is to examine how 

satisfaction varies with need strength , comparing organic with mechan -

istic groups . (see Table 7). 

( TABLE 7 about here) 

These results show that , among the more organic groups (organ­

icity ) 3.0) , reported satisfaction tends to increase with need strength 

for nDom and nAut; no interaction is apparent with nAch and nUnd; 

with nDef there is a tendency to decrease in satisfaction as need-

strength increases . Among the relatively mechanistic groups 

(organicity( 3.0) the picture is very different; for nDom, nAut , nAch 

and nUnd , satisfaction actually tends to decrease as need-strength 

increases . Again , nDef is the exception , with no appreciable inter-

a�tion . That is , mechanistic conditions appear to actually frustrate 

the more assertive needs . Organic groups , on the other hand , appear 

to offer some opportunity to satisfy stronger needs for dominance and 

autonomy . 

The above correlation analyses support the proposition that the 

personality variables measured do influence the interaction of personal 

satisfaction with organicity of group structure . However , the 

correlations are not very strong , and the dichotomous samples are not 
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large . Moreover· , the assumptions of no�mality , homoscedasticity , 

etc . of correlation analysis are tried rather by the nature of the 

data - e . g . , the satisfaction data are heavily skewed . For this reason 

the data were further analysed in the following way: Each of the 

variables was dichotomized; separation points were chosen to provide 

reasonably well balanced "cells". Comparisons were made of the 

distribution of cases between "high" and "low" need-strength for each 

of the five personality variables . A non-parametric statistic (chi-

square) was used to evaluate the comparisons . 

analysis are summarized in Tables 8 to 11. 

The results of this 

Table 8 shows the interaction of individual satisfaction with 

group organicity for individuals with, on the left (a) high nDom , 

and on the ri-gn!b'. (b) low nDom . The association is seen to be positive 

and significant for (a) and neutral for (b) . Similar tables were 

constructed for the other personality variables; in the interests 

of space saving the essential statistics only are presented in Table 

9 . 

( TABLE S 8 A ND 9 about here) 

From this , one concludes that individuals who report higher 

rieed-strength in nDom , nAch , nAut and nUnd are more responsive to 

organic-mechanistic differences , and are more likely to report satis­

faction in organic conditions and dissatisfaction in mechanistic 

(i . e . low organicity) conditiona . Individuals who report lower 

need -strengths in these variables appear to be relatively indifferent 

to the organic-mechanistic dimension in group structure . 



High 
Sat is. 

12!! 

TABLE 8 

Satisfaction with Organicity 

at high & low nDom. 

(Freguency Table ) 

a) Hirh nDom 
n=42) 

b) Low :nDom 
(n=Sl) 

Organioit;y Or�anioitl_ 

High 

17 

·5 

22 

Chi 

Low High -
5 High 

Sa.tis. 
15 Low -
20 

sq.= ll.5 

p .(_ .01 

TABLE 9 

Satisfaction with Organioity 

by Need Strength 

(Chi square values) 

14 

11 
-
25 

Chi 

Trait Need Strength 

High 

nDorn 11.5** 

nAoh 5 ·4* 

·nUnd 6.7** 

nAut 6.7** 

nDef 0.58 

all associations are positive 

* p=.02 
** p(.01 

Low -
.01 

.04 

.42 

.17 

5.9* 

� 
' 15 ' 
t 
' 

' 11 ' 
t 
• 

26 

sq.= .01 
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In the case of t he need nDef , the reverse is true . Individuals 

who express a lo•er degree of nDef have a strong positive r�sponse to 

organlcity, while those who express a higher degree of nDef do not . 

This analysis tells us whether a high or low need-strength affects 

the individual's differential satisfaction between high and low organ -

icity in group structure. However , it does not tell us whether , for 

instance , a high degree of nAch is associated with high satisfaction 

under organic conditions , or low satisfaction under m�chanistic 

conditions , or both. This distinction is accomplished by re-arranging 

the tables , using the same frequency data , as shown in Tables 10 and 1 1. 

{TABLE S 10 and 11 about here) 

Table 10 shows the interaction of satisfaction with need-strength 

for the trait variable nDom , at two levels of organicity of structure . 

On the left (a) , the association is seen to be positive in the relatively 

organic sample; on the right (b) , negative in the relatively mechanistic 

sample . The statistics are significant at the .10 and . 05 confidence 

levels , respectively . Corresponding interactions for the other variables 

are summarized in Table 11 . Negative associations appear to be the 

�ule , except for nDom under organic conditions and nDef under mechanistic 

conditions . 

Thus , we can also conclude that the dominant effect is the dis­

satisfaction of individuals having high need-strengths under relatively 

mechanistic conditions . This applies to all the personality variables 

except nDef , which shows increasing satisfaction with need -strength .  

Under organic conditions , this relationship between sat�sfaction and 

need-strength is virtually eliminated , and, in the cases of nDom and 



a) 

High 

Sat is . 

Low 

TABLE 10. 

Satisfaction with Need Strength 
at high and low Organicity 

(Frequency Table) 

High Organicity b) 
(n= 4 7) 

nDom 

Low Organicity 
(n= 46) 

nDom 

High Low High Low 

1 7 

5 

Chi sq . 
p 

Trait 

nDom 

nAch 

nUnd 

nAut 

1 4  

1 1  

= 2 . 3 
... . 10 

High 

Satis . 

Low 

TABLE lJ, 

Satisfaction with Need 
Strength qy Otga

_
nicity 

(Chi square values) 

Organicity 
High Low 

2 . 3+ 4 . 9 

0 . 1 1 4 . 5  

0 . 08 3 . 9  

0 . 49 2 . 0 

5 

1 5  

Chi sq . 
p 

* 

* 

* 

nDef 0 . 76 1 . 0+ 

+ Associations are positive , (all 

others tend to be negative) . 

* p < . 05 

15 

1 1  

= 4o9 
.( . OS 
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nDef , actually reverses . 

In summary , the two methods of analysis used do tend to confirm 

and supplement each other , the second (frequency tables) approach 

producing somewhat clearer distinctions and no contradictions . In 

general , the conclusions are that 

a) individual satisfaction is associated 'with organicity 

of group struct ure for all the personality variables 

except nDef, for which organicity is associated rather 

with dissatisfaction . 

. b) dissatisfaction in mechanistic groups is associated 

with high need-strength in all of the needs tested 

except nDef . High need-strength does not , however, 

seem to be associated with satisfaction in organic 

groups, except that nDom shows a slight positive 

response and nDef a slight negative response . 
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C ONCLUSI ONS 

1 .  The correlation coefficients indicate that organ icity is positively 

associated with individual satisfaction and is therefore probably 

beneficial to it . The correlation coefficient is not very strong, 

but is statisticaily significant (r = . 37 , n = 93, p< . O Ol) . A 

comparison of the distributions of reported satisfaction in high 

and low organicity groups indicates the same association of 

organicity with satisfaction (chi-square • 10 . 2 , p = . 002) . The 

first hypothesis is therefore strongly supported . 

2. The proposition that the task variable, "innovativeness" , a close 

correlate of organicity ,  may be the environmental factor on which 

satisfaction depends, can be dismissed on the basis of the partial 

correlation coefficients . Organicity emerges as clearly the 

dominant factor of the two . 

3 .  The association of organicity and satisfaction is generally 

stronger among individuals who possess stronger needs . This 

means that the organic-mechanistic dimension of group structure 

is much more important to people who have strong personality 

traits of the kind involved here . 

4. The association of need-strength with dissatisfaction is stronger 

in the more mechanistic groups than in the more organic groups. 

That is , the effect of personality traits appears to be more 

"critical" in mechanistic groups . 

5. 
J \ 

Four the personality variables , nDom , nAut , nAch and nUnd , share 
�. 

a marked association with dissatisfaction in groups which lack 

organicity of structure . Of these four , nDom shows the most 
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positive response to high organi city. nDom is also the most 

internally consistent of the personality variahles in its 

operational measures (see Table 2) . The fifth variable , nDef , 

is the con ceptual inverse of nDom, and its responses to differences 

in organi city are correspondingly inverse. 

With referen ce to the five tentative components of Hypothesis 

No . 2, the following con clusions can be drawn: 

6. Hypothesis 2(a}: The satisfaction-organi city asso ciation is 

positive , and is stronger at higher levels of nAut . 

the hypothesis is supported (Table 9) . 

Therefore , 

7. Hypothesis 2 (b) : The satisfa ction-organi city asso ciation is 

8 .  

9 .  

positive , and is stronger at higher levels of nUnd . Therefore, 

the hypothesis is supported ( Table 9) . 

Hypothesis 2 ( c) : The satisfa ction-organi city asso ciation is 

mu ch stronger with low nDef individuals than with high nDef . 

It is apparent that less organic groups tend to satisfy high 

nDef better than more organic groups do. 

therefore, supported by the data . 

The hypothesis is , 

HYE.Q..thesis 2 (d) : The data indi cates that in creasing nDom tends 

to improve satisfa ction in organic groups and to in crease dis-

satisfa ction in me chanisti c groups . The relevant correlation 

coeffi cients are r = +. 2 4  (n = 4 7) ,  in the first instan ce, and 

r = -.17 (n = 46) , in the se cond. These coeffi cients , while 

small , are suffi ciently different to warrant some confiden ce. 

Therefore , the tentative hypothesis that nDom prefers the 

me chanistic trend is contradi cted . 



10. Hypothesfs 2(e}: High nA ch has a considerahle effe ct on the 

organi city-satisfaction asso ciation (Table 9}. Most of t his 

effe ct is in the more me chanisti c groups (Table 11} , where nA ch 

is negatively correlated with satisfaction. Table 7 shows a 

coeffi cient of r = -. 42 (n = 46) for the more mechanisti c groups , 

and r = -.02 (n = 47) for the more organi c groups . The results 

suggest an hypothesis that in creasing nA ch leads to in creasing 

frustration in relatively mechanisti c  groups, but not in organi c 

groups. 
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D ISCU S S ION 

This paper has argued that an imp ortant out c ome of organiz­

ational a ctivity is the satisfa cti on enj oyed by its members. It 

has set out t o  expl ore the relati on between group stru cture and 

individual satisfa cti on, taking int o a c c ount the p ossible c ontingent 

effe cts of a task variablej inn ovativeness, and of individual differ­

en ces in personality ·traits� 

The study has produ ced substantial eviden ce that organic 

stru cture is p ositively asso ciated with satisfa ction of the higher­

order needs, whereas mechanisti c stru cture is associated· rather 

with their frustration. That is, organi c gr oup stru cture is superi or 

t o  me chanistic f or fulfilling the psy ch ol ogi cal ne?ds of group 

members. This finding gives cause t o  modify the familiar contin-

gen cy model in whi ch organization stru ctural variables and task 

variables (e . g . ,  rate of change, complexity , techn ol ogy) intera ct 

in determining effectiveness. Burns & Stalker ( 1961) state clearly 

that a relatively me chanisti c management system is entirely 

appropriate f or a straightforward manufa cturing operation in stable 

c ommer cial and te chn ologi cal circumstan ces . H owever, the present 

, findings argue that , given a relatively simple and unchanging task, 

albeit suitable f or r outinizati on and programming on the engineer-

ing and administrative systems level, it is to the organizati on's 

advantage t o  f oster " organi c" relati onships among the pe ople inv olved . 



--- ------ ----

� 25 � 

Proponents of tILe s.ocio .... techn"ical sys:teJD. haye pointed .out th_e 

interdependence of social and technical fact or·s in work organization . 

Students of job design and industrial democracy, concentrating on the 

nexus of hun1an needs and technological e-xigencies, have developed 

the idea of desirable job characteristics or "psychological job 

� 
req u i rem en t s II (Engelstad' 19 70) n Ifowever' the present findings 
' 
�uggest that the interpersonal structural characteristics of the work 

group are the dominant source of satisfaction for the psychological 

re�uirements of its members . In this specific case , organic character-

istics are superior to mechanistic in fulfilling higher-order_ needs , 

regardless of the degree of innovativeness required in the task . 

Research on job design has been done mainly on "blue-collar" 

jobs - the present research involves only "white -collar" jobs . The 

distinction between job structure and group structure , and between 

blue and white collar jobs could be clarified in future research by 

measuring both kinds of variable (group structure and job character-' 
istics) in the same groups, and b� including in the sample groups 

engaged in relatively unskilled manual work as well as in relatively 

skilled mental work. 

Beyond the generalization that group organicity is associated 

with individual member satisfaction, this study has set out to probe 

the question of individual differences . The measurement and analysis 

of individual traits and responses is strictly exploratory, and the 

data and conclusions are not sufficient basis to propound a strong 

theory about organic. structure, personality and satisfaction. However, 

personality traits proved to have significant effects on satisfaction 

in organic and mechanistic groups, and certain traits differed in both 
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the ma�nitude and the direction of these effects . Moreover , the 

results demonstrat� that personality traits can be systematically 

measur•erl with simple "field instruments". The instrument used here 

deserves refinement to improve its factor reliability and its con­

ceptual rangeo 

This paper h'as argued for group member satisfaction as a good in 

i.tself, ranking in importance with organizational effectiveness. 

Alternatively , one can argue the effectiveness of organic structure 

through its mo tivational potential. The relation of organicity and 

satisfaction is much stronger when the assertive needs (nDcim, nAch, 

nAut) are strong. Strong needs are associated, by definition , with 

potentially high motivation. Therefore, by acting as a vehicle for 

intrinsic rewards and the satisfaction of these strong , assertive needs, 

organic structure presents itself as a "motivator" in the full sense 

of the word. A person who is strongly motivated by, for instance, 

the need for achievement can obtain fulfilment of that need by working 

in an organic group9 but will suffer frustration of it by working in 

a mechanistic group. 

The proposition that organic group structure is valuable in 

idself, independently of its encouragement of innovation of performance 

in suitable contingencies, �s a challenging one . It is compatible 

with management philosophies such as Theory Y (McGregor, 1960) , and 

with developmental approaches such as job enrichment (Herzberg, 1966) . 

However, it carries the emphasis away from the work itself and leader-

ship styles, placing it on within-group structural relations. The 

principle underlying these propositions and theories is that the people 
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who constitute the membership of an organization all have , to some 

degrees needs for self-development , growth , control and self -actual-

ization, and that the opportunity to satisfy these needs is a source 

of ·motivation. The imp lication for management policy is that 

0mployers who use these approaches to job design, organization design 

1nd leadership are able to tap motivations , to t4e mutual benefit of 

I employee and organization . 

The results reported above stress the importance of a group 

structural variable and of individual differences in personality . 

They indicate that due attention to the interpersonal structure of 

work arrangements can enhance the motivation of persons with certain 

s:.:.rong traits . 

In a discourse on the evolution of industrial work systems , 

Alain Touraine identifies three historical stages: a manual skill 

or 11craftsman11 phase , a mechanization phase and a (future) automation 

Touraine observes that, in the last phase, 

"The rhythm and character of work is no longer determined 
by the nature of the product manufactured, or the machine 
utilized, or by the character of human effort, but by the 
way in which the work is organized • . • .  The new system of 
work, P.recisely because of its technology, is entirely 
so cial and organizational". 

( Touraine , 1962) 

The findings of the above research , by linking group structure 

and individual differences with the satisfaction of human needs in 

the work situation , give substance and support to the above idea . 

Job enrichment and similar task -design approaches inevitably come 
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uv against te chnologi cal barriers. As te chnology in creases in 

complexity and pervasiveness -- as automated control en croa ches on 

&reas of de cision making normally the preserve of skilled workers and 

managers the worker has in creasingly to seek hi� need-fulfilment 

through the organizational system to whi ch Touraine refers. Students 

oJf E�mployee satisfa ction and the quality of work:i;;ng life might , 

tlerefore� be advised to give more attention to the stru cture and 

process of work groups at all levels in organizations, both in con-

junction with task systems and for their own sake. 

While there obviously remains mu ch to be done to conf�rm and 

extend these findings� the guidan ce they offer for the improvement 

of organizational effe ctiveness and the quality of working life is 

an incentive for further work in the same dire ction. 
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APPENDIX 

Personali ty Trai t Que s tionnair e 

Th e  next twenty s ta t emen ts r ef er to a vari e ty of a t ti tud es and viewpoin ts .  
Pl eas e  indica t e  to wha t ex t e n t  each one a�r e es or disagr e es wi th your 
own at ti tud es and vi ews . 1 = s trongly agr e e , 5 = s trongly di sa gr e e . 

a) 

b) 

c) 

d )  

e) 

f) 

g) 

h) 

i) 

j )  

k) 

1) 

m) 

n) 

o) 

p) 

q )  

r) 

s) 

t) 

I o f t en s e ek th e advic e of old e r  men , and follow i t . 

I am disinclin ed to adop t a course of ac tion dic ta t ed 
by o th ers . 

I can enjoy re laxation whol eh ear t edly , only wh en i t  follows 
the successful compl e tion of a subs tan tial pi ece of work . 

In ma t t ers of conduct I conform to cus t om .  

I s e t  difficul t goals for myslef , which I try to r each . 

T usually influ ence o th ers mor e than th ey influenc e me . 

I am unabl e to do my best work wh en I am in a subs ervi en t 
po si tion . 

I e n j oy organizing or dir ec ting the ac tivi ti es of a group , 
a t eam, a club or a commi t t e e. 

l usually follow ins truc tions and do wha t is exp ec t ed 
of me . 

I e n j oy d eba ting wi th my fri ends th e rela tiv e values of 
various ,id eas and th eori es . 

I d is regard th e rules and r egula tions which hamper my 
fr e edom. 

I am rather logical and coh er e n t  in my thinking . 

I am capabl e of p ut ting myself in th e background and 
w orking with en thusiaBm for a p e rson I admir e .  

I f e el the spi ri t of comp e ti tion in mos t of my activi t 4 es 

I l ay gr ea t emphasi s on words and concep ts which exac tly 
expr e s s  my though t s . 

I f e el tha t  my futur e pea c e  and s el f -r esp ect d ep end on 
my a cc ompli shing some no tabl e pi ec e of work . 

I am u sually the one to mak e th e n eces sary d ecisions wh en 
I am wi th ano th er p erson . 

I try to avoid si tua tions where I am exp ec t ed to conform 
to conv en tional s tandards . 

I e n j oy r efl ec tion and specula tion almost as much as 
any thing . 

I argue my poin t  of vi ew vigo rously agains t  oth ers . 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 
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