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CHAPTER | THE RESEARCH PROBLEM

Theoretical Considerations

-

Since the study of Hoppock In 1935 a great de;l of attention has been
shown In the analysli of job saflsfaction of workers and personnel In a
varlety of situations within organisations. This concern has Important
theoretlical and pragmetic conslderations.,

Theoretically, satisfactlion Is linked to the more general problem of
explaining social system persistence and exlstence. The soclolcgist In
Interested to address himself to at [east fwo questions: what were the
conditlions under which the sccial system emerged; and under vhet condltions
Is 17 maintained as a viable systen? [t Is the latier question which has
particularly concerned the functicnallist tradition for the last century.
The functionalists - from Durkhelm to Parsons - appllied the analoay of
blological organlsations to thelir explanation of soclal phenomena. They
mainfained that even as the biological system has a certain degree of
functional interdependence and responsiveness to the external environment
so too the scclal system can be seen as generating structure in response to
certain functional problems. They argued, at least Implicitly, that the
soclal system was more or less functionally analogous to a biological organism.
Héwever there are severe |imitations to this argument. Nagel (1¢51)
has argued that any functionza!l analysis must satisfy flve criteria: system
boundaries are fo be specified; the embedding environment must be isolated;
the system elements must be specifled; the necessary conditions or the
system requiraments must be understocd; and finally a geal state or criteirlon

neads to be estabiished. I[n biological organisms +these conditions are
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relatively easily met. The organism Is clearly specifiable. Organisms for
the most part have clearly clearly designated states which elther ares or are
not malntained. In most cases therefore it is possible to specify with a

high degree of accuracy certain components of the crcanism and its varicus
states. "In consequence. since the system and the state can be clearly
defined In bliology, It Is Inteliligible to ask, and seek an answer by way of
experimental enquiry,, whether and by what mechanisms, System S Is maintained
in State G".

These comments raise the question that has been with soclology since
Durkheim and anthropology since Mal Inowskl and Radcliffe-Browne. !s The
biologlcal model appropriate to soclological analysis? The answer is In the
negative. The reasons Include the ex post facto nature of much functional
znalysis where the existence of an Item Is taken to Indicate Its functicnal
necesslty; insocial systems it Is very much more difflicult Yo establish
functional reqilrements; criterla for systen maintenance are also evasive
(although this Is a problem more for socletal than organisational analysis).
The latter problem also contributes to the inapproprliateness of coicepis such
as equilibrium and homeostasis when applied to social systems. Both of these
concepts are based on the assumption that a soclal sysiem cannot change Ifs
structure. Biological organisms have a set genetic code which sets certein [Imits
on the activity of the organism and hence riglidly restricts the possibilities
of adaptation. The malntenance of such a system Is fixed so that any
disturbance will be sufficient fo mobilise certaln aspects of the organism fo
return It fto Its previous state of well being. This Is clearly not applicatle
to soclal systems. In the first place it makes [11tle senss to think of &

dynzmic changing system such o5 a social system refurning to a particular siate
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even if I+ could, 1In the second place, social systems can change both their
criterton states and functions (within certain broad {imits). In this respect
the soclal system can be highly adaptive, Is usually negentroplc and There

Is no rigld prescription cf structural [imitations.

These comments are intimately related to 2 further {imitation of the
blological model - a limitation central fo the theoretical focus of the present
study. The social scientlst, unlike nis blologist colleague, cannot fake the
maintenance of the system for granted. One major difference between biclogicai
and soclal systems as that the latter depends on the voilticns of the actors
(or elements) within the system, [t canncl be assumed that the system will
function adequately and will automatically satisfy certain requisites. There
Is no scclal Instinct system. Failure to recognise the latter inevitably leads
a theorist llke Durkhelm Into the faliacy of the teleology of the syster. One
great failure then of the blological modei has been to distract the theorist
away from asking why actors behave as they do. A satisfactory theory must
not only glve consideration to emergent properties of the system, but fo
the reason why the actors In the system act In such a way that the system Is
malntained.

When this theoretical observation Is related to the school or any other
organisation It can be seen that a theory of the persistence of the organisaticn
Is not only contingent on the adequate functioning of Intra-organisational
sﬁbsysfems but on the teleology of the actors within them, It Is with respect
to this problem which prompted Homan's famous critlque of functionallism., Desplfte
many weaknesses in his argument, Homans dces argue that at base a theory of
ary scclal system le contingent on an adequate theory of actor motivation. [t
Is not oniy necessary fo know why the system (or organisation 'acts' as i doss),

but Is also necessery (though not sufflicient) to know why the actors act as
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they do.

Job satisfaction is Integraily related to the explanation of motivation
for It can be argued that satisfacticn boih results from and Is a form of
motivation strategic to continued actor irvclvement In the social system. [t
Is therefore maintained that a good theory of a social system depends on a
satlisfactory theory of worker movivation. [f It can be shown that worker
satisfaction depends on a pariticular set of conditions being satisfled, then
i+ may be partially evident why an actor is motlvated to continue In or withdraw
from an organisaton., Theoretically, then, job satisfaction (and the
organisational conditions which contribute to It) Is concerned with cne of the
most fundamental matters In organisation theory In particular and scclal
theory In gereral,

By the same token I+ may be also evident wvhy studles of job saticfectlon
are of pragmatic interest, The conditicns wiiich lead to the understanding
of why Indlviduals are motivated to stay or withdraw from an actlvity {(such
as teaching) are also sufficlent fo enable the executive or the enployer to
know why and under what conditions he can retain staff and ma}nfaln a viable
organisation, [ndeed he can alsc gauge how well the present system is providing

sufficient mctivation for the continued (active) participation of Its members.

Teacher Satisfaction in an Organisational Context.

Despite the above argument very little attention has been given
to the school as an organisation and those conditions which might contribute
or detract from sysiem persistence. Banks([1268) has maintalned that the
soclological analysis of the schocl is In I1s infancy and Bldwell{[965) asserted
that no theories of the schcol as an organisation had been developed. Yet

it cannot bz assumed that the school functicns in an ldeatlcal menrer
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to other organisations where theoretical and emplrical study Is more advanced.
Hornsteln, Callahan, Fisch and Benedict({968) folliow Miles by arguing that

a school is different In at least three ways to non-people processing
organisations. Flirstly, It does not appear to have any clear goals by which
Its performance may be evaluated. it Is not known whether its success should
be gauged by the number of Its graduates who enter university, who are
satlisfied, or who get the pbs they want. Secondly, teachers perform thelr
tasks by and large out of the vision of thelr peers and supervisors. Moreover
evaluation of their teaching and organisational abllity Is Infrequent. Thircly,
teachers have a good dea: of autonomy and freedom In the pursuance of “Their
dutlies. They are able to exercise a good deal of discretion in the subject
matter they teach and in the means they chcose to teach 1t. One other
Important difference botween the school and other organisetions relates To
research actlivities. The field of organisaticrnal research in gencral Is vasT
but the majorlty of such studies have elther focussed on cllents cutside the
organisation or the staff within It, The school on the other hand not ohiy

has staff within it, but part of Its clienfefe Is also con?aiéed in the
organisation. Soclological analysis of the social system of the school therefere
can be concerned not only with staff but with pupils. [ndeed Inspectior of
Figure |:l Indicates that analyses of schools and the Interactive behaviour
within them can focus on nine possible areas.

The cells off the dlagonal represent the possibllity of giving attention
to Interactive relations between the major groups In the school - the staff,
the ancillary staff, and the pupils. But there are also researchpossibilitles
on the nature of Interactive relationships within the groupings (those cells on
the diagonal). However the focus of attentlon in eariier research has not been

spread evenly fthroughout these areas. Of all the nine possibie areas of focus



6.

MAJOR SOCIAL GROUPS WITHIN THE SCHOOL

Teeching staff Anclilary steff Pupils
Teaching staff
Ancillary staff
Puplls
Flgure 1:1 Potentlial Areas of Scciologlcal Focus in the School

the bulk of attention has been paid 1o pupii relations (Coleman,96{;
Stinchcombe, 1958), and teacher-pupil relations. Greenberger and Sorensoa (1970}
state that '"among many studles of the schcol as a soclial system, invesfiéaflons
of the student group and the values that characterisz It are zbundani",
They concur with Bidwel 1(1965) In his staiement that "rescarchers have concen-
trated on the student scclety lgnoring the teacher collcague group and The
modes of Inteqgration of these two components of the school's small socliety .
We need to know what form the teacher society may take and how well Integrated
I+ tends to be..." | —

in respect to the preceding argument !t Is maintained that we cannot
necessarily assume that organisations which are people processing wili have
the same Internal structural characteristics as those which are product
processing. Secondly, It is obvious that careful analytic and empirical attention
Is required with respect to school staff behavicur, [t !s necessary to know
what features of the staff behaviour In the organisation contribute to the
maintenance of the system as a whole.

These comments ralse a serles of questicns. For example, 1T might be
asked whet groupings or networks characterise 2 schoc! (or other organisation

staff for that matter), and how such grouplngs are siretifled. Who are the

staff who are central In one or other of the nets and To what extent doos
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centrality In one Imply centrality in another? Moreover, what are the
implications of being centra! or marginal in one or another net? This
study focusses on these questions by givina particular attention to the
nsture of staff Interactive relations and “heir Implications. [t does
so within the context of a wider goal of building an empirical model of
system mainfenancét%slng the Indicators of job satisfaction and staff
retention, In so doing it Is Intended to coniribute both to our
understanding of the role of steff relations in organisations and thelr
effects on the persistence of those organisatobns.

While teacher satisfaction studies are to be reviewed in the follewing
chspter, attentlon Is drawn here to four major l[imitations of such studles
which have stimulated the form of the present study. Flrsily, studles In
this field have concentrated either on the structure of jcb satisfactlen per
se {Coughlan, (970}, or on the endeaveur tfo identlfy personal or positional
attributes related to satisfaction or lack of It (Trusty and Sergiovanni,[966],
The studies reviewed did not attempt to develop the constellatlion of ralated
variables Into a theory or theoretical model, although they did perform a
vafluable function by pointing out varliables which could be part of such a
theory. A second limitation has been the mode of statistical analysis used
In earlier research. While Coughlan (1970) and the Purdue Questionnalre(l969)
form Important exceptions, most research has elther used a unitary one cuestion
measure, and/or has followed that with a series of cross-tabular analyses.
However [t has become clear that job satisfaction has a multi-factorial structure.
And while the crosstabular analyses are valuable in the Inltial working of the
data they do suffer from the the disadvantages of most non-parametric statistlcs -
they cannet handle many verizbles simultanecusly (without a very large sampleld,

they glve no indlcation of the amount of variance accounted for In the
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dependent variabies, or a measure of error. In addition they often fall to use
ordinal and Interval level data characteristics that add to the strength of
the prediction. A third disadvantage of the current [lterature is the absence
of attentlon io the structural effects of the organisation on the satisfaction
and retentionof teachers. Although there is at least one exception to this
asserfloﬁsno linkage has been made between the theoretical demands of
understanding system persistence and the prectical research activities of
scholars In this field. Yet 1t has been argued that a satisfactory thecry of
an organisation such as the school Is cont:ngent on the interaction of fhe
structural effects of the Institution and the volitlons of the actors in it. A
fallure therefore to account for various organisational effects on teacher
satlsfaction is a fallure fo prest some empirical evidence to supplemant

a wlder theoretical perspective . Furthermore, neglect of atfenilon o the
satisfaction and retention effects of organicational characteristics has at
least implied that Job satisfaction Is an education system characteristic
contingent on such things as personal and professional attributes and opzarates
desplte particular Instifutional attributes. Flnally, the bulk of job
satisfaction ctudies have been carried out In North America, However, even

as |1 cannot be assumed that satlsfaction does not vary from one organlisation
to another, It cannot be assumed that North American findings hold 1n New
Zealand. There appears, for Instance, to be an important difference In the
soclal class systems Inthe U.S.A, and New Zealand, and Inasmuch as Job
satlisfaction Is contingent on class, it will be subject to varyling national
class structures, Moreover the promotion and administrative features of

U.S. secondary education systems alsoc vary from thelr New Zealand counterparts
and |1 might be expected that These too will have an effect on the satisfaction

siructures of feachers.
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In summary, this sectlon hnas developed the thesis That there are
Important deflciencies In our understanding of staff Interactive relations
In organlsations (and the school in particular), In cur understanding of job
satlsfactlon, and in our awareness of what implications these features of
organisational theory have for the viability of this form of social systen.

The Scope of the Present Research

Within the theoretical context outlired iIn the first section this study
simulataneously addresses the lIssue of teacher staf{ interaction networks and
their place In a vider theoretical model of teacher satisfaction 2nd retenticn,
The study has the following general charactericstics.

Firstly, 1% develops a muiti-factorial job satlisfaction scale on “he
basls of social exchange and role set theoretical corsiderations, with
particular noie to the satisfactions a teacher derives from the members of
his role set. Sccondly, I+ analyses flve staff Interaction nets on the
basis of Information provided by staff members on their usuai staff contacts
on varlous pretexts. Together with a number of other professional and
organisational attributes of teachers, the Interaction nets are then bulif
Into an empirical model which endeavours to explaln presiige satisfaction
and Job retentlon. In so doing the study feakes advantage of recent statistical
advances In the field of path analysis. Techniques which enable nominal and
and ordinal data to be incorporated Into such models enable a very powerful
technique to be made avallable for use with variables which are usually
considered Inappropriate for parametric analyses. The careful use of path
analysis enables one at once to analyse who are In the centfre of what nets, but
also to gauge the effects of the latter while holding a number of other variables

constant. Although it does have the disadvantages of any llnear additive
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kind statistic, 1t does enable an emplrical test of a theoretical model
together with the tracing of direct and Indirect eftects of any Independent
variable In the model.

The study has a number of [imitations. Firstly, It Is making use of
a relatively small and homogenecus sample of secondary teachers. Conslderable
caution must therefore be exercised In the generalisability of the findings.
A second [imitation of the study is concerned with the nature of the job
satisfaction measure. The latter concentrates almost exclusively on extrinsic
and socliofogical elements of satisfaction and Ignores Intrinsic and more
psychologicaily oriented variables. Agaln however the factorial simiiarity
of this measure to recent measures reported in the |Herature (Coughlan,{970)
glves some confidence In the validity of the Instrument 1f the purposefully
biased nature of the content Is kept In mind. A third !Imitatlon concerns the |
Inferactlon networks. For reasons noted In Chapter [V, the analysis of these
networks dces not go beyend the least squares based analysis of staff members
who are at the centre of nets. Fourthly, this study concerns itseif only with
the most powerful of the five job satisfactlion factors - pres}lge satisfactlion,
I+ does so on the grounds that it was considered more theoretically and empirically
frultful to perform a detailed analysis on one job satisfaction critericn, than
to do a superficial analysis of all five criteria by merely noting significant
correlations between variables. This form of analysis (Rosenberg,{968) which
Is characteristic of many studies Inthis and other areas may be very misleadlng,
as at least one finding in this study Indicates. Accordingly, the more Intensive
analysls of one critferlon variable Is preferred to the more superficial analysis
of several, A firal [Imitation has to do wlth the statistical treatment., Path
analysls Is a very powerful means of ®esting an empirical theoretical model when

the causal ordering of the variables has preceded ihe quantification of the
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model, [t Is not to be taken as a means for deciding on the ordering of
variables. In addition 1t does not handle intercction effects, and the
models developed In this study are recursive.

In summary, this study is concerned with: firstly, the conditlions under
which actors In social systems such as an organisation are satisfled and
retalned; secondly, It focusses on the structure of teacher interaction
networks and thelr Implications for system malntenance; and thirdly, it
relates these and other variables Inte a theoretical model, which Is In turn
the basis for a mathematical mode! for the explanation of centrallty and system
maintenance. This study Is therefore submitted as a theoretlical contribution
to the persistence of organisaticnal social systems, and as a pragmatic

contribution to the problem of staff retention,
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