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ABSTRACT

The pace at which education in general, and university in particular, deteriorates
in Nigeriais aarming; the fal in standard of education and the poor quality of graduates
of each level is disheartening. The educationa system seems to be collapsing and going
abys - with uncertainty, insecurity and confuson enveloping the entire operational
sphere.  And the university academics seems disillusoned and disenchanted; their
morale affected and increase absenteeism and labour turnover become the order. These
certainly donot call for efficient performance, meaningful achievement and consequent
development of education. The unfortunate Stuation is generally roped on poor
management, undue political interference and, above all, poor conditions of service to
ensure effective motivation for performance.

It is in the light of the above scenerio that this research was undertaken - to
understand the why of the down-turn trends in university education and, above all, the
seemingly negative job attitude of the academics. The research hypothesized that lack
of job satisfaction and motivation of the academic daff informed the poor job attitude,
performance, productivity and consequent poor output - in research, publications and
human development.

The research findings include:

1 That the academic work were intrinsically enriched with capacity for realizing
higher order needs for potential development, achievement, recognition.
responsibility and advancement;

2. That the academics have affective cognitive tendency towards their profession

and therefore have desire to develop sdf and the university;

Vil



3. That the inhibiting factor to realising academics saf and university objectives
were extrinsic satisfaction borne by poor conditions of service and operational
tools/materials, these were now the academics dominant needs;

4. That the deprivation of these needs afect their value expectations and cause job
dissatisfaction leading to low morale, absenteeism, poor performance, and
turnover;

5. The research findly noted that an intrinscally and extrinsically satisfied

academics will not only exert and deploy his tallents and ability, but also seek scope and

challenges to express potentials for high performance and productivity - not only for
self but also for unversity development. Unless, of course, he/she is a mediocre, an
opportunist or hygiene seeker.

Lack of appreciating the fact that workers needs and value expectations changes
with time and circumstances and does affect their job attitude, satisfaction, performance
and productivity - contributes to university incapacity to achieve its set objectives. The
research recommended constant survey of academics job satisfaction in relation to
peformance; adequate and prompt payment of salary/allowances, adequate and effective
teaching/research facilities, adequate university funding; and, indeed, good |leadership
that ensure good |abour-management relationship for reasonable integration, leading to
productive and creative collaboration towards mutual objectives and collective

responsibility.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

Successive Nigerian government seems to see education as a social (welfare)

services to the citizenry. Education is not vigorously pursued as a vital and dynamic
sector that determines all spheres of development and, indeed, the life blood of national
survival. It is therefore not surprising that lipstick services or cosmetic commitment is
paid on education by past Nigeria governments, and the effective management and
dynamic approach to its development, of course, Jeaves much to be desired. This was
even more apparant during the military administration - as most of the academic

industrial conflicts were more rampant and confrontational then.

The fundamental purpose of education deteriorates to becoming an institution of
learning how to read and write and seems designed to prepare the mind as a ticket to
acquiring wealth (not knowledge) and to divorce the mind from collective (community)
progress and national development, to individuahstic (parochial’ interest. It becomes,
what Mahd: (1997) describes, as institution

...turning out loafers, parasites and individuals whose attitudes to work and to the
society have fallen far below expectation.

And Chief S.O. Adebo (in Sani, 1994) describes university graduates as “Intellectual
Robots”. That “what is coming out of our universities 1s not satisfactory at all. They
are indolent in public life, they don't think and teach themselves. What we are
producing are intellectual robots”.

The educationists, in general. who could change the svstem for the better have

been subdued and left confused, under-nourished and poveny-ridden. They ure busied



with how to meet their physiological and security needs, their morale, dedication and
commitment have been crippled, and absenteeism, turnover (academic brain-drain) and
nonchalant attitude is the order in our universiiy in particular and the education sector
as a whole. The educators, who were to develop character, initiative and aility of the
youth of this country, so that they may be reliable, useful and intelligent i~ the rapidly
changing life and circumstances of the work, are themselves disorganised, dislodged and
in disary to understand their primary responsibility. They have been consciously or
unconsciously incapacitated to moulding and instilling sound moral value and
developing the vouths; they lack the necessary tools, the motivation and satisfaction to
efficiently discharge their responsibility, and indeed operate in a systern that is fast
collapsing and going abyss, with uncertainty, insecurity and confusion enveloping the
entire operational spectrum.  This certainly do not call for efficient performance,
meaningful achievement and consequent development.

University is a distinctive social organisation, one that is and needs to be
perceived as different from any organisation (Army division, government agency, or
business organisations). It is among the most potent instruments by which our national
aspirations can be fulfilled. An NUC 1963 Annual Report (in Ike, 1979), stated that
“..anvestment in education is more than a social overhead, it is the very bedrock upon
which all economic, social and politcal development must rest”.

This may informed why Nigerian universities were once favoured autonomous
institutions in the 1960s to 1970s. During this period, university appointments
commanded so much prestige that to be introduced as a university lecturer, for example,
meant so much in terms of status and provided a psychological satisfaction of prestige
or ego needs - which acted as tremendous morale booster. The university operated for

their staff a salary structure and conditions of service peculiar to themselves and



different from those applicable in the rest of the public services. This, according to

Cookey Report,1981 (in Okpapi (1986);

provide the necessary flexibility and attraction to prospective
emplovees within and outside the country, and in these circumstances the
universities attracted the best brains and were able to retain their devoted
service.

Furthermore, Okpapi noted, though there were competition both from lower
institutions and other sectors of the Nigerian economy, “the university had upper hand
because it attracted better financial remunerations and better conditions of service”. So,
why the down tumn? Is the management pattern faulty, is it the fund starvation or is it
the inadequacy or poor quality and quantity of its human and material resources? Why
the frequent crises so much so that even non-academic (worst still, military) Sole
Administrators were appointed by government to man the “Ivory Tower”. To some, the
situation convey insult and provocation and is a risk, as it can undermine the university
autonomy and could deliver it to its enemies or damage its capacity to evoke the
imagination, stamina and free commitment that are essential for original learning and
thinking.

The former Head of State, General A. Abubakar (1999), also observed that the
crises in the universities in recent years have made them to abandone their primary
objective of provididing high quality, regular and liberal courses of instructions. That
”..reports on threat, strikes and violent demonstrations have over-shadowed reports on
relevant research projects being executed, the planning of seminars and workshops and
of central and departmental libraries being current in their collection of books and
journals. To compound matters, universities communities were riven with unedifving
disputes which attracted negative external interests, thus valuable resources and energies
were grifted away”.

He stated that universities, as incubators for high level manpower supply, bear a heavy

responsibility for the development of our nation i the interest of present and future



generations. Therefore, he implpored, university administrators and a.cademics should
deploy their energies and intellect appropriately for meaningful achievement and
development.

The rernote causes of university degeneration, Okpapi (ibid) said, evolve from
its harmonisation with the test of the public service - in salary, fringe benefits and other
conditions of service by the Udoji (1974} Public Service Review Commission and
Williarns Review Panel. The university lost a lot of independence, operational facilities
and good condition of services - which were.stirm_llants to academics industriousness,
dedication, and, indeed, source of job satisfaction. The situation was a great disservice
to the university system and the cause of great dissatisfaction and alienation among
university staff. The hanmonization act turned the universities into one of the most
disadvantaged segments of the harmonized public services.

The resultant effect cause disillusionment and disenchantment among university
staff, affect morale, cause absenteeism and increase tumover. It, indeed, reduced the
lustre of university employments to prospective employees, The situation "led to a
worsening recruitment problems of the universities which thereafter recorded high
percentages of shortfalls in staff recruitment. This fact, remains to-date, because the
university system not only lose able, competent and skill intellectual/professional staff,
it also fail to attract qualified staff except mediocre or those who use the university as
a temporary work place while awaiting better alternative in the future. The situation
crippled the university from its former glory and, indeed, distinctive nature,

The university is now like a lame-dog - the intellectual vibrancy, freedom of
academic and research expression, fearless and objective crificism, etc. have all give way

to humility before constituted authority - for fear of intimidation, victimization and or



suppression, The university has bezn rendered almost totally dependent upon and
subservient to the government; and this fact expose it to undue external interference and
control. The cherished principles of institutional autonomy and academic freedom,
Professc: H. Qluwasanmi, (in the Scholar, 1997) said;

... suffered more brazen violations as Sole Administrators were appointed
#nd V.Cs. imposed to mann the affairs of universities. ... the lost of
academic freedom to publicly and freely express research findings, to
objectively criticise and proffer suggestions on national issues are seen
as antagonistic and sabotage 10 government operations. Staff ego and
achievement needs were thus muzzled.  Democratic academics
operational procedures were crippled the power to admit students, hire
and fire staff, and the determination of mode of advancement are solely
the affairs of Sole Administrators.

Therefore, fear of job insecurity, intimidation and lack of freedom of expression
all affect morale, performance and increased turmover. And S.A. Aluko {in Okpapi.
ibid) noted that

... the best brain are running away from the country’s universities because of

frustration, unattractive conditions of service and financial constraints, which
could no longer make universities carry out the knowledge requirement of the

country. (That)

... the university system will collapse not because of poor remuneration (but)...

that the universities, having lost their lustre, purpose and leaning, and stripped

of almost all their conventional attractions, have become a big extension of a

government ministry. so staff don't see why they should lose pay and lose

freedom also.

Okpapi (ibid), discovered that most of the labour tumover in Ahmadu Bello
University were employee-motivated, caused by workers dissatisfaction with the
university’s personnel policies and practices, and reinforced by, what he called "greener
green”, or beftter jobs alternative outside the university., However, with economic

recession, poor standard of living, and high level of unemployment in the country today,

workers' (academics in particular) reaction to job dissatisfaction may be expressed more



in terms of absenteeism, indifferent attitude to university objective, private practices,
sale of academic materials, and general struggle for private business to meet economic
ends. Their central needs would seems shifted to physiological and security needs
because of the prevailing econom: : reahty. These are great source of distraction from
primary (academic) responsibility, and affect quality of end-products - i.e. manpower
needs and the knowledge (research) requirement for socio-economic and technological
development of this country. This fact can make the country perpetually subjugated and
subservient to the intellectually, techno-scientifically and economically developed
nations. We shall remain a dumping ground for their end-products (person, product and
knowledge).

There is therefore the urgent need to address the situation and find solution to
the incessant problems bedeviling education in general and university in particular, This
is necessary to enhance their viability and effectiveness, and, indeed, serve not impair
the work of the scholar and student. For the academic scholars desired freedom and
conducive atmosphere for learning and research. And the university academics are the
vital element not only for achieving university operational obiectives, but also for
developing and ensuring corporate existence of the university. The university academics
the effective change agent, needed to make university organisation to begin 1o become
ever relevant in this dynamic, sophisticated and competitive world. Hence, their proper
management, effective motivation, efficient utilisation and better performance for

university development cannot be over-emphasised.



1.2 Statement of the problem

The general attitude of the a;cademics towards their jéb should be of great
concem 1o the university management in particular and the nation as a whole. Every
organisation, no matter its operational webb strives to effectively utilise its persunnel
in order to get the best out of them, to ensure productivity and the reaijisation of
corporate objectives. However, understanding and influencing the human behaviour
require knowledge of human needs. Most psychologists are in agreement that human
behaviour is not completely disorganised and without motivation. The human
personality is composed of multiple elements that are related to effect some degree of
apparent balance. These elements, according to Flippo (1980), are categorised by
psychologists as “phisiological, social and egoistic”, and which changes with time and
circumstances.  Conscious or unconscious needs set up in an individual certain tension
that stimulate behaviour to relief those tensions. And when needs cannot be satisfied
in any manner, Flippo concluded, "tension are not relieved, and the result is frustration,
and this can be expressed through aggression, regression, fixation and resignation”,

The feeling an individual may have that his important needs are satisfied by the
work he does determine ';he worker's morale and industriousness. That one express a
tavourabie attitude towards. his jobs indicate level of satisfaction - hence the desire to
stay on, perform and develop both self and, by extension, the organisation. That a job
fulfills the individual dominant needs and values, then the job will be satisfying; and
underlying this feeling is the believe that one will not be_bener or more easily satisfied
in comparable jobs. |

Therefore, job satisfaction can have significant effect on and does influence an

individual job attitude. However, the extent to which the job fulfils needs and is



consistent with individual expectations and values, determines the level of satisfaction
and commitment, And the extent to which this can be sustained for high performance
and productivity depends on the motivating force effectiveness, and, indeed, how
management understand and effect the changing nature of human needs (as often
influenced by environmental dynamics).

As Lawler and Porter (1967), observed,

lndividﬁals are satisfied with their jobs 1o the extent to which their jobs

provide them with what they desire, and they perform effectively in them

to the extent that effective performance leads to the attainment of what

they desire,

Flippo (1980} also stated that, a management approach, where workers needs are

attended

... tend to decrease accidents, absenteeism, turnover and operating errors,

while simultaneously raising morale, quality and productivity. At

minimum, such approach should prevent undesirable behaviour such as

sabotage, slow-down, insubordination, strikes, and the use of drugs and
alcohol on the job.

Thus, behaviour is a process of adjusting to certain human needs and the goal
of this adjustment process is satisfaction. The more satisfied a worker, the more
favourable or positive attitudes he express and develops towards his job. And when
need cannot be satisfied or is deprived or thwarted, this leads to maladjustment. And
McGregor (1966) noted that “...people deprived of opportunities to satisfy at work the
needs which are important to them now, behaves with indolence, passivity, resistance -
to change, lack of responsibility, willingness to follow the demagogue, and make
unreasonable demand for economic benefits”.

The above muy inform the academics informal group {ASUL resistance and or

persistent strive for change to better the lots of its members. And similarly, the



passivity of the individual academics -~ resigning to fzith, expressing indifference and
nonchalant attitude and or seemingly marking time for better opportunity.

Thus, the deplerably poor conditions of service, lack of capacity to achieve,
develop, partake in majo: decision making and, indeed, determined the character and
operational focus of the university, the imposition of leadership and, indeed, undue
government interference with university intemal operations - have affected the university
traditiongl role, cherished values and its corporate objectives. The almost constant trade
disputes and strikes in our universities negate the principle and the very basis for
establishing university; it affects standard, quality and put paid to university ideals and
reputable status. The effect of academics withdrawal and indifference to university
normn and value expectations can be seen in character of the students - demonstration,
examination malpractice, cultism, moral degradation and, indeed, the desperate desire
to acquire certificates and not knowledge.

The aforementioned scenerio culminated into the need to understand these
retrogressive trends in our universities, the negative job attitudes, high level of
absenteeism, turnover and poar performance due to dissatisfaction. This is not only to
better the situation through effective personnel management that ensure job satisfaction,
motivation and condusive atmosphere for high performance and optimum productivity.

For, as Lawler and Porter (ihid) stated,

... if job dissatisfaction could be reduced, the human brake on production

could be removed and tumed into a force that would increase

performance.

The present study was therefore to investigate the effcct_ of job satisfaction and
motivation on university academic staff performance - noting such intrinsic job

satisfying variables as capacity to develop, achieve, be recognize, have responsibility and



future advancement alongside the love for academic work itself (factors Herzberb, 1959,
considered as "strong determinants of job satisfaction ... and of greater importance for
lasting change of attiiudes”; the prevailing atti.udinal disposition of the academics
towards university sarvival and development; aad, indeed. understand the dominam
needs and value expectations of A B.U. academic staff and the effective integration of

these values by the management to achieving university set objectives,

13 i bjectives of the Study

The aim of this research is to understand, appreciate and relate the various
human needs, postulated by Abraham Maslow, and Frederick Herzberg Motivating
Factors - to determine job attitude and effects on performance of the Academic Staff
of A.B.U. The objectives entails

a) To determine which human need variables has significant effect on

academic job performance;

b) To evaluate the factor(s) that contribute to academics job dissatisfaction.

c) To examine the factor(s) that motivate and sustain academics job
performance;

d) To provide suggestions and make appropriate recommendations

to ensuring the academics positive job attitude and high performance for

university development.

14 Hypothesis

The following hypotheses were proposed to guiding the research process. Thar:

10



a) job satisfaction does reduce and alleviate problems of absent:eism and labout
turnover;

b) a job satisfied academic with canacity for potential development, achievement,
recognition, responsibility and advancement will display positive job attitude and

high performance.

1.5 Research Metbodology

To identify the general issues and gather data relevant to the research, the

Pl

following research methods for social science were used:

1.5.1 Method of Data Collection:
a) Pri urce, ta
To gather original and current data for the research, the researcher administered
structured questionnaires on a representative sample of the academic staff of A.B.U.
The structured questionnaire method was strongly influenced by the fact that it
yields more information, in the light of available limited resources, and also found most
suitable not only for its flexibility in research population coverage, forl facilitating
contact and allowing anonymity for respondent expression, but also give the researcher
capacity to structure relevant questions to elicit necessary information to test the
hypotheses in response to the research question. It is also easy to complete by the
respondents, takes lesser time, is more objective and easy to tabulate and analyse.
Whilst, the open-ended questions are often difficult to answer objectively and could

make respondents reluctant to respond promptly. Also, qit-is difficulr to interpret,

surnmarize, tabulate and analyse.

11



The questionnaire consisted of 31 structured questions, each of which  had

guided answers from where respon lents chose the most  considered appropriate.

b)

1.5.2

thus:

a)

b)

Secondary Source of Data

The secondary source of m“rmation the research used were drawn from such

print materials as official university records, bulletins, ragazines, newspapers,

journals, theses/dissertation: and general published and vnpublished books.

Tools of Data Analysis:

a) li esign

This involve taking any portion of a population or universe as a representative
of & population or universe as a representative of the whole. Thus, in
understanding a research of this nature where the population s relatively large,
sampling becomes imperative. In the distribution of questionnaire,
representativeness was a primary objective. Respondents were therefore
randomly selected using the stratified sampling technique, and atleast not less
than 20 questionnaires were sent to each Faculty/Institute - for the academics
responses.

b) Statistical Tools Used

The descriptive statistical tools were used in analysing the data obtained, and

the data obtained were tabulated. using simple percentages, where necessary. for
easy comprehension and analysis; and
the information gathered. discussed, and conclusions reached were limited 1o the

data studied.



16 Scope and Limitation of the Study

By the nature of this research, understanding the effect of jcb satisfaction on
academic staff i)erfonnance in developing A.B.U., one should use the system approach.
to organisation development analysis. Thus, our analysis will contain tle main variables
that form organisation element and how they affects its development - viz, people, task,
structure, technology and environment. These elements, according to the system
theorists, Lucy (1991) said, “forms and determines organisation operational pattern,
scope and development. And to analyse these elements within the context of
organisation performance and dévelopment would require different sets of questionnaire,
sampling and more elaborate theoretical analysis. This would not only render the
research work unwieldy but will also require enormous financial resources and time.
It therefore become imperative to namrow the research scope to one but fundamental
element in organisation -~ i.e. the human element, the personnel, who are the foundation,
the very basis for and determinant of organisation formation, operation, survival, growth
and development. |

The research focus is also confined to personnel motivation and job satisfaction,
its effect on performance and on achieving organisation objectives. Further, the
questionnaire sampling and study is limited to the academic staff of A.B.U). The

research scope also covers the period between 1985 and 1999 - when the university

academics had trying moments of their industrial relations.

1.7  Significance of the Study
University is a distinctive social organisation, it symbolizes the extent of

educational attainment of a country, the apex for intellectual exertion, and entails the

13



coupling of teaching and research, the offering of a diversity of programme up to the
most advanced stages of systematic learning and the implicit cornmitment to humane
ideals and scholarly interests that cross the boundaries of government. University is the
bedrock for planning, attaining and developing the much desired so . io-cultural progress,
economic growth, political integration, techno-scientific advanceu.2nt, and indeed, hold
the touch for national development. It is an institution designed to develop the
manpower requirement necessary to propel the affairs of a nation. It exist in large
measure to support, facilitate and give recognition to both existing and new scholarship.
However the pace at \;vhich education in general, and university in particular,
deteriorates in Nigeria is alarming. The fall in standard of education and the poor
quality of graduates of each level is disheartening. The need 1o, therefore. understand,
appreciate, address and redress the situation becomes paramount and of significant
impaortance.

This research will first be a source of systematised knowledge and social
principles on personnel management. This is to ensure less guess and more accurate
prediction of human behaviour in an industrial organisation. Notwithstanding the fact
that the human factor is extremely hard to delimit, yet every act need not to be
completely surprising (as known relationship or causal acts exists over time between
management and resulting reaction from employees). Therefore, through better
understanding of the human nature, there should be less of taking on faith or use of
thumb to more proof of operating results. This way, personnel could be utilised for
productive purpose and corporate objective.

To this effect, the research will not only be of immense value to the general

manning of corporate personnel but also the overall importance for understanding the
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human element in organisation (his norm, value, needs and aspirations) and ensure
effective management and efficient operations for achieving collective objectives.
Also, if personnel management is to obtain and retain the status of a legitimate
management field and profession, resea-ch must provide the foundation. Therefore,
constant systematic and purposive investigation of facts on personnel management
cannot be over-emphasized. The research will thus add to the bunch of scholarly
research on personnel management, expose the intricacies involved in job attitude and,
indeed, the dynamism of personne] administraticn in a world that is also dynamic. The
research findings will also stimulate further investigation in personnel dministration.
The research also provide a base for university management to understand the
importance, appreciate the value expectations and tolerate the academics desire for better
conditions of service, effective and efficient operational tools, psychological growth and
self-development for better contribution to universify progress and development. For
the more job satisfied and motivated a worker is, the more dedicated and positive-

minded he may be towards his job, and the likely high performance capacity.

1.8 Basic Assumption

The study is based on the following assumption:
That the best qualified academics were employed in the university service.
Therefore, the study does not concem itself with the calibre (quality) of

academic staff and mode of their employment.
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1.9 Structural Organisation of the Stud

The study is organised based on serial chapterisation and information contained
in each chapter are as follows:

Chapter one: This discusses general background of the study, and the statement
of the problem discuss the core base of the research, job satisfaction. Others are the aim
and objectives of the study, its significance, scope and limitation, the research
hypotheses and, indeed, research methodology.

Chapter two: This consist of the literature review and operational conceptual
framework. It discusses the various scholars, intellectuals and administrative theorists
submissions on job satisfaction and motivation. Chapter three discusses the
historical background, structural organisational formation and operational pattern and
general discussion of case study, Ahmadu Bello University, Zaria.

Chapter four entails data presentation, analysis and discussion. It tested the
research hypotheses, presented and analysed the findings and made general discussions.

Chapter five is the final or concluding part of the research presentation. It gives
the research summary and conclusion, and the researcher suggestions and

recommendations based on findings.
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2.1

CHAPTER TWO

LITERATURE REVIEW AND CONCEPTUAL FRAMEWORK

Literature Review

Irrespective of the diverse nature of an organisation goals, organisation strives

for profitability, growth and survival in the environment. It must therefore pursue two

separate but related goals outlined by Miner (1970)

(a)

(b)

Productivity or Task Goal - The whole operational procedures to attaming stated
goals of the organ.

Maintenance Goal - maintaining the organisation as an on-going unit in the face
of internal and external pressures and stress.

To achieve these goals, organisation must make adequate arrangement for

carrying out the following system functions which, according to Parsons {1960),

constitute four functional imperatives for the survival of social systems. These are, in

relation to the university as a social system,

(a)

(b)

Adaptation Function - the procurement of human & material resources as input
into the university as a system and the establishment, maintenance and
furtherance of a favourable environment for the system both for its survival and
in dealing with other systems in the larger environment - adapting to changing
situations and circumstances.

Goal Attainment function - achieving operational goal and objectives and
ensuring effective management and efficient production of useful out
put/products through effective teaching. efficient research faciliates and

opportunities and provision of community and national service for developient.

18



(c ) lntegration function - effective integration of the diverse but interrelated and
interdependent institution’s complex parts to ensure coordination, cooperation and
solidarity through morale boosting and esprit de corp among the university
community, and

(d} Pattern maintenanceftension management function entails the maintenance of the
institutidnal values (such as academic freedom of intellectual exertion, expression
and association) provision of teaching and research facilities for intellectual
development, conducive work environment and organisational climate to boost
job satisfaction, morale, enhance productivity and individual achievements.
However, industrialisation has had a conditioning influence under which mankind

has leamned to accept certain values imposed upon him by the system. And not until the

work of F.W. Taylor (1856 - 1917) that organisation management become crystallize
into managen‘all theory of mativation.

Taylor (1911}, in his scientific management theory, observed that the main
obstacle to efficiency was the failure of managers to coordinate our control industrial
operations. He advocates for a systematic study of work methods, isolating various
elements of work and by measuring them on a cost and time basis, sought to eliminate
waste and decay. he emphasized on physical aspect of work environment and relates
management structure on functional lines, and sees planning and organising as effective
management function. He sees the employer-employees relationship as emphatically a
master-servant affairs, in which both parties aré predominantly economically motivated,

competitive and self-interested.
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Taylor’s submission sees motivation within the contest of money alone; that the
only reward people seek is money - the well - being of individual is measured purely
in economic terms. And the emplovee is obliged to either accept the work condition or
defect. This carrot and stick philosophy, devoid of social and psychological needs may
not work when applies to modern organisation. The assumptions about human needs and
behaviour as being dictated or determined by economic needs at work is not absolute.
Behaviour is always rational in the pursuit of maximum financial rewards.

Although Douglas McGregor (in Livy, 1988), supporting the scientific
managerment approach in his Theory X principle, said: "Management has sole
responsibility for organising men, money, material and machines in the pursuit of
profits. The activities aspirations and attitudes of people working in the organization
must therefore be modified to fit the organizational goals. (Because) people are basically
lazy, have an inherent dislike for work or responsibility and must, if necessary, be
coerced or punished. People are resistant to change and prefer to be led. All power of
direction and control should be vested in management who shall automatically decides
what is to be done, how 1s to be done and what is good for the employee”.

This, submission makes an employee a tool and subservient to the organisation
(and likened with machines) - with no feeling and capacity to achieve. He is alienated
from work process, with no initiation or party to any decision-making and, indeed, no
achievement except as may be directed by management. He is to be coordinated.
directed and controlled with little or no freedom of action and development.  This,
indeed, is not a healthy situation for the socio - psychological development and

emotional stability of the worker.
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Bryan (Ibid), discussing the limitation of money as source of motivation, said

"It may be asserted that people work for money, but this simplistic link between

work and money is deceptive. There is little evidence to suggest that paying

people more will automatically make them work harder. Nor can it be implied
that the only satisfaction derived from work are monerary.

Notwithstanding, however, money has remained a sensitive and crucial element
in the total reward-compensation package. Issues affecting work compensations are
capable of evoking very powerful emotions. Yet, most studies has proven that money
cannot motivate for higher performance in the long-nun,

And Lawler and Porter (1985) discussing Elton Mayo’s experiment, as a modern
dimension to motivate, ensure job satisfaction and increase performance, said that:

"Workers Performance would be more favourably influence by social factors in
the work environment and by changes in attitudes of supervisors (or
management)... people do not pursue financial ends blindly nor can their
behaviour be predicted and governed as perceived by the scientific management
approach.... employees satisfaction directly affects performance. For morale is
not an abstraction; rather, it is concrete in the sense that it directly affects the
quality and quantity of an individual's output, and employee morale reduces
turnover, cuts down absenteeism and tardiness; infact, it lifts production”.

This submission thus looked beyond the economic means are individual working
in isolation. The Hawthorn Effects shows that work is not an insular, but a group
activity; it is not just doing things but is a pattern of social and imerpersonal
relationships. It shows that the need for recognition, security and sense of belonging is
more important in determining morale and productivity than physical work conditions,

Notwithstanding the fact that organisation is but a static structure, functional or
operational only through the human elerment therein, thus informing the unique and
distinctive nature of this factor of production as fundamental to realizing corporate

objectives, - every organisation strives on how best to utilize its personnel in order to

get the best out of them and ensure increase productivity. Even the classical
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management theorists, whose emphasis is on structure, authority and control, sees the
importar.ce of human element in organization, and the need for their proper maintenance
and effective integration. Ngu (19935) pointed out that when Taylor talker of cooperation
or cordiil relationships between management and workers, that workmen should be
rewarded for hardwork and that workmen should be scientifically selected and trained,
“since training and development are essential elements of workers motivation in
organisations” - "all these vindicates Taylor and cannot be said to have ignored the
human size of work.”

Ngu (Ibid) also noted Henry Fayol submission on leadership morality as one of
the basic qualities for effective an efficient performance. That

"... Fayol two - way traffic approach to discipline, whereby the subordinate

obedience is predicated to the supervisor’s exhibit of good leadership qualities,

tilt towards humanism. His emphasis on adequate remuneration of workers,

equity, justice and fair-play as the cardinal guiding priniciples to managers, and

his cherished management style where initiative is encouraged and management

share their decision-making authority with subordinates (vis-a-vis) esprit de corps

principles - all underscored the human approach to management.

Ngu (Ibid) also noted the responses of other theorists like Elton Mayo, Rensis
Likert, Chris Agyris, etc on the importance of human element m organisation and their
motivation. While stating the role of individuals, infonmai groups. inter-group relations
and the formal group relationship within organisation, Mayo experiment indicated that
workers have both physiological and social needs which must be identified by
management for motivational purposes. That this process will increase the level of
efficiency and productivity and, by extension, ensure organization development. And
Likert principle of supportive relationship indicate that

“....subordinates react favourably to experience which are supportive of them and
which help them increase their sense of imponance and personai growth”,



While Argyris "believes that employees motivation is crucial for effective
management in organisation”.

Although, Ngu (Ibid) concluded, the needs of individual worker may be at
variance with the organisational goal and objectives, management cannot dispense with
the need “to strive to increase the type of climate that will permit the goals of the
organisation to be attained and... at the same time satisfy the psychological and social
needs of its personnel. "Effective management therefore is one that integrates the
workers needs with those of the organisation”. A process Chruden and Shermon (1965)
refer to as "organisation development” - which is based on the premise that human
resources demand equal if not greater attention than the physical resources.

The physical science has to a great extent, determine the best methods for the
utilization of the material factors of production; but is less successful in understanding
the human element - his reactions to things or forces that impinges on him within
organizational context out, indeed, influence his behavioural disposition. This is due to
the complex nature of mankind, the capacity to accurately predict his possible action or
determine his behaviour.

And as the organizations have goals to achieve so also do individual have needs
to meet. And there is often lack of congruity between the individual needs and the
demands of the formal organisation. And this often results in various organisational ills -
of failure, operational inefficiency, frustration, conflict absenteeism and labour turnover.
Argyris (1957) noted this organisation dilemma when he asked.

“How is it possible to create an organisation in which the individual may obtain

optimum expression and simultaneously, in which the organisation itself may
obtain optimum satisfaction of its demands”.

9
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That is, how can we balance the expectations of an organisation to achieve its
set objectives with the needs of the workers demanded to serve the organisation. Lack
of coming to terms or reaching equilibrium between the organisation and workers have,
overtimes, being source of job dissatisfaction and frustration among workers, and of
inefficiency and conflict in organisation. This is a testimony often said to be caused by
the failure of management to attain the much-needed healthy balance between workers
needs and organisation demands. And the understanding of the nature of man and his
behavour is a related issues of management and how it motivate its workers. The
| motivation theorists have since observed that human behaviour is a consequence of
action. As McGregar (1957), in respect of workers social needs deprivation, said

... when man's social needs (and perhaps his safety needs too) are thwarted, he

behaves in ways which tend to defeat organisational objectives. He becomes

resistant, antagonistic, uncooperative. But this behaviour is a consequence not a
cause.

Thus a man behaviour in organisation is informed by his wish, desire,
aspirations, values, etc. and indeed, the organisation response to these set of needs.
These needs are shrouded under the management concept of motivation which,
according to Sisk (1977), is the desire within an individual that stimulate him or her to
action. It is "...: the way in which urges, drives, desires, aspirations, striving or needs
influence the choice of alternatives in the behaviour of human beings”. Man is a wanting
animal and he engages in behaviour that conduces to the attainment of his desires. And
failure to attain his objectives resuits in frustration and malbehaviour or exhibit certain
behavioural disposition. Management, more often than not, has consciously or
unconsciously fail to fully identify man’s needs or determine how best to effect the
realization and integration of man’s needs within the organisation alongside organisation

purposes and objectives.



The Elton Mayo (1924} various experiences on effective management and
efficient utilization of the human beings in organisation were an importart landmark in
the development of behavioura! theory. Even for no other reason than looking beyond
the individual working in isolation and considering group or sub-group imeraction with
the physical and social environment alongside supervision - effects of which caused
positive changes in output and satisfaction, )

The experimental studies (The Hawthorne Experiment, 1924 - 27, and the others,
1927 - 32, wviz the Illumination_ _studies, 1927-32, the Relay Assembly, the Mica-
Splitting Test Rooms and the Bank Wiring Observation Room), sees organisations as
a social system, and all factors in a work situation are closely related and interactive.
Although the findings were equivocal, but has no controlled and rigours experimental
methodology. Yet a fundamental implication that emerge was that any selected group
of individual acquire kudos in ego-satisfaction which may have a positive effect on
performance. Mayo stated that other work conditions propounded by the findings
include:

....that work is not an insular but a group activity, work is not just doing things,
but a pattern of social and interpersonal relationships.

This means managers should understand the reasons why individual within social
groups behave as they do. “When opportunities to interact are increased, Bryan, ibid,
also noted, and men allowed to work alongside others whom perhaps themselves may
have chosen, turnover, labour cost and material cost all dropped”. This is because the
membership fevel motivation was being satisfied and higher needs became activated.
Moreso, McGregor ((bid) also said many studies have demonstrated that “the !ightlf
knit, cohesive work group may, under proper counditions, be far more effective than an

equal number of separate individuals in achieving organisational goals:”
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Therefore, the need for security, social relations, sense of belonging and
recognition are important in determining morale and productivity. Moreover, when
Informal Group (like ASUU) emerge in work situations and exercise social controls,
They set group norms and place limitation on any individual behaviour with.in the group
and its collaboration and cohesion can be facilitated, its action do have significant effect
on organisation development, as it has capacity to sway its members behavioural
disposition. And, in another dimension of detenmining the human behaviour in
organisation, Rose (1978), asserted that both scientific management approach (attributing
to man paramount drive of universal economism), and the human relation approach
{attributing to man universal sociability), ignores an employee's out-of-work experiences
and attachments. That

..o form of organisational behaviour can really be accounted for without

paying some attention to external factors, whether these are of social or

cultural origin or community affiliation. When man goes to work, he

does not leave part of himself at home. It may be wrong to segregate the

study of man at work from his total life environment.

Thus, socio-cultural affiliation or background do, indeed, affects the psychology
and behavioural disposition of worker - which he manifests in the course of his duties
and in group and intergroup relationship. This fact must therefore be consider in
understanding, appreciating and managing a wotker. Bass (1968}, supporting this fact
also said:

....to understand and predict a person’s behaviour.... It will often be

necessary to determine his cultural backgrour, his sociul class and

ethnic group, and the nature of the present situation, as well as his past
history, motivation and biclogical status.

That is, to manage a person and tailored him towards corporate objectives entails

the total understanding of his histo-biological and socio-cultural background alongside

his prevailing psychological state of mind. This fact may informed why, especially
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Africa, workers mostly demands for economic needs not only as influenced by poverty
and inflationary trends but also by socio-cultural and economic pressures of extended
family and brothers - keeper syndrome. Also confirming the socio-cultural effects on
human behaviour, Prof. T. Fashoyin (1980) (in Ngu, 1995), said

..In the Nigerian context, the culture of the people has an overriding

influence ... invariably, the worker carries with him this father and son

relationship to the work place, where work organisation is not based on

a paternalistic system

....the expatriate manager is often ignorant of these ciltural expectations of

workers and becomes rather insensitive, perhaps unconsciously, to their needs

and aspirations.

Thus, psychologically a worker sees relationship with his organisation as a child
and parents affairs, where all his needs, aspirations and demands can be met and where
perhaps, he obeys as commanded, give his loyalty and become subservient to the
system.

Notwithstanding, however, it is generally noted that individuals have a range of
preferences among the outcomes they seek. Interest, response or action is not therefore
purely a psychological theory but incorporates ideas about decision theory - affected by
given situation or circumstances, and fundamentally based on individual assignment of
utility (value or valence). According to Vroom (1968) expectancy theory cognitive
model submission, people are purposeful, proactive and adaptably rational. That

Various outcomes acquire a valence (a degree of impontance, affective

orientation or preference), according to the way in which an individual

sees it as having power to attain certain satisfaction.

Thus the human mind is not irrational or unduly emotional, it is guarded towards
preferred, worthy or important needs preference; and rational choice is made from given

or available alternatives. Of course, individual, have some subjective assessment of the

expectancy (probahility belief), that given outcomes are feasible and can be achieved.
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For degrees of elasticity exist in the minds of individuals as to the strength of either
valence or expectancy. Supporting this fact, Heneman and Schwab (1372) stated that

....employees make a conscious ciioice among the available behaviour

alternatives or task goals. The attractiveness of each alternative depends

on the perceived probability that it will lead to valued and sausfy

outcomes. .

For example, an employee is more likely to select a difficult performance goal
or task himself more if he believes that his effort will result in attainment of the éoal
and this will conversely result in satisfaction or fulfilment of his needs. Essentially, two
ratios exist here in the mind of the individual - on one hand, effort and reward,; and, on
the other, effort and performance. Accordingly, therefore, an individual will move into
a state of equilibrium in balancing the two sets of ratios. Expectations, valencies,
choices, outcomes and instrumentalities or means provide a map for the individual
(subjectively and perhaps unconsciously) to plan how he or she will go about fulfilling
needs and achieving goals.

In addition to needs, a person’s job satisfaction is betieved to be detenmined by
expectations based on social compariscns. According to Adam’s Theory of Inequity,
examined and presented by Goodman and Friedman (1971), an employee compares his
pay and other job ocutcomes to those of other employees with similar job or with a
qualifications within or outside the organisation. An emplovee will perceive his job
outcomes to be equitable only if they are in the same ratio to his job inputs {(e.g
experience, effort, education, security}, as the ratio of outcomes and inputs for the
compared person(s). According to them

. and employee’s pay will usually be perceived as equitably low if
people with lower qualifications are receiving the same pay or if people

with equal qualifications are receiving more pay. Such inequity will

reduce a person's satisfaction with his job; and, if not corrected, may
result in the person's guitting or reducing his level of effort,
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This fact can be seen in several submission of ASUU on equity and fair
treatment in job analysis or evaluation. A lot of work comparisons were made both
among academicians in Nigeria and outside Nigeria (developed, developing and
underdeveloped countries alike), and between academicians and other sectors
(public/private) of the Nigeria economy. The obvious inequity is a grave concern for the
university development. For it has not only encouraged absenteeism, tardiness and
turnover (brain - drain) in Nigeria University but has indeed, affect performance and
productivity. Furthermore, the Adam's Theory postulateg.that inequity is a source of
tension, the greater the feeling of inequity the greater drive to reduce this tension.” Thus,
where there is inequity in work and pay, there is a high tendency for negative reaction
resulting from the maladjustment which, according to Flippo (Ihid),

...results when human needs are not attained, or are attained with great

difficulty, or are attained in manner not approves by society. It leads to

such behaviour as frequent changes in jobs, withdrawal, day dreaming,

jealously, desire for excessive attention... And when needs cannot be

satisfied in any manner, tensions are not relieved and the result is
frustration. And this can be expressed through aggression, regression,
fixation and resignation.

All Managers, Flippo (Ibid) suggested, should therefore, have the capacity to
understand and explain the behaviour of their subordinates in order to provide the basis
for such activities as performance evaluation and disciplinary action. Perhaps, the most
fundamental and useful global generalization is to recognized that there is reason for all
behaviour. Though a particular act may seem insane, the manager should search for the
logic behind such act. Most often than not, however, subordinate’s basic personality
traits is over-estimated than the influence of situational characteristics. In general, people

are seen as fundamental causes, too frequently, while the situational is allocated to little

influence as a cause of behavicur. As Robert (1980), vbserved.
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...Human behaviour in industrial organisation today is approximately what

management perceives it to be; it is not a consequence of human’s

inherent nature, rather it is the consequence of the nature of industrial
organisation, of management philosophy, policy and practice. And this
conventional management approach is based on the mistaken notions of

what is cause and what is effect.

He concluded that the best way to show the inadequacies of this mistaken
notions about an employee is, perhaps, to consider the subject matter of human nature
(his socio-psychology, values, norms are needs or aspirations) and motivation. This may
allow proper understanding, tolerance and effective management of the human resource
to achieving corporate objectives.

To this effect, management should concern itself with the integration of people
into a work situation, motivating them to work together cooperatively and productively.
In understanding the behaviour of human beings, Flippo Said, some knowledge of basic
needs is necessary. If their satisfaction can be effected in a manner that contributes to
organisation objectives, then interests have been integrated. The needs may be classified
as physiological social and egoistic, the goal of human behaviour is adjustment to need-
stimulated tensions in a way that will bring satisfaction. And when needs are frustrated,
employee behaviour becomes maiadjustment.

Thic fact ahont haman needs and motives, and the opportunities, (or lack of
them) for their expression in organisational life led to the fonmulation of McGregor's
theory Y (1960). The main theme of the theory are that man has a natural capacity for
creativity, imagination and intellectual development. Therefore, McGregor siated,

...(man) seeks scope to deploy his talents, and will expand considerable

energy in the pursuit of coals to which he is committed. (Hence) ... needs
to be motivated on a higher level than simple carrot and «ick philosophy.
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Thus, giving the opportunity, man has the capacity and enthusiasm to give his
best, work effectively and efficiemly and desires to develop his potential for greater
height und challenges and, indeed, for self and organisational development.

As Locke (1968) cognitive theory postulates also,

... employees seek and will perform at a higher level if they set specific hard

goals, or are given challenges, than if they set easy goals or do not consciously

set specific goals.

That giving employees specific hard goals or challenges to strive for will result
in better performance than asking employees to “do your best”. Also, in his recent study

of organisation;ll excellence, Bitter (1989), stated

....organisations with superior performance fend to motivate their people
by creating reward and motivation system that reinforce self-image.

That is, organisation characterised by superior performance create a climate
where the individual can be justly proud of their accomplishments;, and publicly
celebrating such achievements will provide recognition for performance. Thus, where
an academician is given an opportunity to develop his potential, intellectual ability and
capacity for free academic expression (in workshop, seminar and or conferences), this
will not only satisfy the individual social and egoistic needs value but also motivate for
even better performance. And this can, indeed, stimulate others to aspire for

achievement and recognition.

2.2 Money as a Motivation for Productivity

Theories of motivation generally imply vsing one of two basic approaches for
increasing employee performance; the first being the “extrinsic motivation” of employees
by means of an incentive programmme. There are different types of extrinsic rewards that

can be used; these include, supervisor's praise, company awards, promotion, worker -
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oriented superviston, etc. But the most common incentives is pay, which can take many
form - salary and wages, bonuses, social welfare allowances like housing, transport,
medical, insurance, tax relief, and so on. F

It may be asserted that people work for money, but this simple link between
work and money is deceptive. There is little evidence, Bryan (Ibid) observed, to suggest
that paying people most will automatically make themn work harder. Nor can it be
implied that the only satisfactions derived from work are monetary. The role whi!ch”
money, as a reward for work, plays as a motivator of human behaviour and.

Ak
performance, has been the subject of considerable research, debate an theorizing. But
H
over time, views have changed as to its relative importance.
Lawler (1971), in his research findings on using pay to motivate job
}

performance, dgscribes conditions under which pay incentives are most effective, and B
employed to elicit performance and satisfaction. He said that “under certain conditions
pay can be used to motivaté good performance”, that for pay plan to motivate peopl.e,é;l
it must
() create a belief among employees that good performance will lead to high

pay, ,

(b) contribute to the importance of pay;

(¢} minimize the perceive negative consequences of performing well; and

(d)  create conditions such that positive outcomes other than pay will be seen
to be related to good performance.

The required conditions are, however, deceptively simple in the sense that

establishing conditions is easier said than done. Moreover, the problem again is to what

extent is pay actually tied to performance in organisations, do employees feel that pay
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should be tied to performance and which of the ways of tying pay to performance lead
most directly to the establishment of the conditions that must exist if pay is to motivate
job performance? This is one crucial aspect affecting the academics in Nigeria
University - their job value and performance is inconsonance, incomparable, inconsi -tent
and inequity with their pay-package. The academics, Okpapi (1984), stated, not only
have the intellectual and professional ability but the potential to effectively and
efficiently manage and realized the university corporate objectives. Moreso, as an
institutional bedrock to achieving development, the academics are the key to socio-
cultural transformation, economic gro‘;vﬂl, political integration, techno-scientific
advancement and national development. They thus have the capacity to control,
influence and even direct their environment. Yet, Prof. Oluwasanmi (in The Scholars,
1997) said, they are paid starvation wages, quiet incommensurate (in equity) to their
job performance or, indeed, fundamental role in realizing national aspirations. Therefore,
that the academics stays - on the job, may imply that intrinsic job satisfaction plays
more influence and do determines the job attitudes and performance of the academics.

Hassan (1991), studying manpower development in University of Sokoto, said
it is noticeable that financial incentives are not necessarily the primary means of
drawing the best out of people. That “...individual workers are motivated by different
things apart from money. For many, especially academics, such inducements as high
position for achievement, opportunity to use ability and other fringe benefits takes
precedence over high wages - as long as ... wages are adequate to provide a decent
standard of living for the worker and his family...”

Furthermore, Prof, A. Abdullahi, 1981 (in Okpapi, ibid), highlighting the cause

of staff job dissatisfaction in A.B.U. said:
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...the staffing situation which continues to deteriorates not only because

of the general shortazes of locally available academics to adequately fill

in the needs of a rapidly expanding university system but also because

of the present concitions of service which make it more and more

difficult to retain.... or attract new recruits. Conditions of service here do

not exclusively meen salaries and personnel emoluments. To a good

academics, it also means the facilities and atmosphere which would make

effective teaching, research and service possible.

Thus the intrinsic aspect of job alongside the operational conditions do affects
job performance; and not necessarily the pay.

Undoubtedly, Sisk (1967) also said, the most widely used incentive 10 motivate
employees is money. However,

...the evidence is overwhelining that more money does not necessarily

mean greater productivity. Money has no intrinsic value, yet we

recognize the economic work of money in that it can be exchanged for

goods and setvices.

Also, Dowling and Sayles (1978) said the idea of using money as an inducement
to people to work harder is almost as old as money itself. For more than a century now,
people have been managed through the "punishment-rewards” system {carrot and stick
approach). However,

..the de-emphasize on money has reached its apparemt peak in the

hypothesis of the needs hierarchy developed by two noted social
psychologists - Maslow and Herzberg.

Notwithstanding the aforementioned assertions, however, thefe is a psychological
emotionally toned worth attached to money. The economic worth of money enables it
to serve as a means of satisfying the basic physiological and safety needs. Its
psychological value is that, for many persons, money may symbolize achievement,
success, prestige or power - a way of fulfilling the higher social needs. Moreso, in a

market economy (like Nigeria), work and pay are inseparable. As Bryan (Tbid) said.
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...without money, people cannot buy the goods and services necessary for

survival; they cannot advance in status in the eyes of their fellow men,

nor can they make material improvements in their standard of living.

Furthermore, money has consistently remained a sensitive and crucial element
in workers rewards, and issues affecting pay and the likes are all capable of evoking
very powerful emotions. One may notice that the number of industrial disputes are
largely expressed in terms of pay. Generally, however, the academics seems to bear with
an adequate and modest pay-package, enough to meet their basic physiological needs.
Otherwise, none may remain in the academic for a long time - perpetually earning below
their own graduates - not because of qualification, experience or ability, but because thg
academics chooses to remain in the academic. To them, with a modest pay-package, “the
academics desires a working atniosphere conducive for meeting their socio-psychological
satisfaction (of socialization, acceptability, recognition, potentials for achievement,
knowledge, self-fulfilment and development),” (Okpapi, Ibid, noted).

Herzberg (fbid) alsc noted that the discussion of money and motivatioﬁ should
not lead us to the conclusion that money is unimportant in the total process of
motivating employees; it is important. However, according to the two factor theory of
motivation, "money is a hygienic factor, not a motivator.” It can help sustain but not
necessarily increase production. That

Positive attitudes toward work arise from the job itself and function as

motivators. These incidents are associated with feelings of self-

improvement, achievement, and the desire for and the acceptance of

greater responsibility. The feeling generated are of a relatively long
duration and result in increased productivity.

Notwithstanding, in a developing country like Nigeria, Ngu (ibid) said, pay in
this environment, cannot be under-estimated in evoking strong emotional reaction. This

is due to the cultural pressure, economic demands, socio-political instability caused by
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the general state of high Izvel of unemployment, diseases and poverty that has become
a burden on the average Nigeria worker. Pay, indeed, do and can be effective motivation
to performance. This, of course, does not necessary means job satisfaction; he works to
fulfills his basic and fundamental needs for survival in an environment so volatile and

so demanding on the worker.

23 Job Enrichment and Workers Performance

Another approach for increasing employee motivation and job satisfaction is
through intrinsic reward or job enrichment. An employee who attempts to do a gooed job
because the work is interesting, challenging and fulfilling is said to be intrinsically
motivated. Job enrichmenf, according to Herzberg, et.al (1969) in a field research study,
on increasing worker's intrinsic motivation rather than his extrinsic motivation, said that
“jobs are enriched by providing more challenging and interesting tasks, more
responsibility and self-direction and the opportunity for achievement, advancement al.ld
psychological growth”. The research covered five field studies on effect of job
enrichment, the manner by which job can be enriched and the effects on employee
performance and job satisfaction.

Herzberg (Op Cit) noted that

...job enrichment seeks to improve both task efficiency and human
satisfaction by means of building into people’s jobs, quit specifically,
greater scope for personal achievement and its recognition, more
challenging and responsible work and more opportunity for individual
advancement and growth. :

Most cases of dissatisfaction at work, Bryan (ibid) observed stem from the

restriction of skill required, the repetitiveness of so many jobs, the relemless nature of



paced work, lack of freedom to make decisions, and the impersonality of organizations.
That

...satisfying work must provide some degree of challenge, discretion and

responsibility, opportunities to use skills and abilities, social contact and

variety.

Job enrichment and satisfaction evolved, in fact, in reaction to Taylorism and the
scientific management school which saw man as a servant to the machine. The
principle of scientific management, Bryan noted, are generally inappropriate to an
educated, sophisticated workforce (like the academics) operating in an increasingly
complex environment requiring a high degree of flexibility. Most approaches to job
enrichment embody changes in job content or the relationship between jobs. They
involve reshaping jobs physically and socially. It is a form of vertical expansion,
incorporating additional levels or skill, autonomy and responsibility. It adds dept to the
job; hence, jobs with higher skill content (as in the university) are more conducive to
job enrichment.

Individual reaction to job enrichment is as difficult to forecast in terms of
attitudes as it is in terms of performance. Those already genuinely interested in their
work develop real enthusiasm; for, as Herzberg, et.al (Ibid), said, not all people welcome
having their jobs enriched; certainly, however, when such changes are opportunities
rather than demands, there is no reason to fear an adverse reaction. If someone prefers
things the way they are, he merely keeps them the way they are by, for example,
continuing to refer matters to his Head of Department, Dean V.C. or supervisor, rather
than being independent initiator or decider. They added that:

In attitudes as well as in performance the existence of individual

differences is no bar to investigating the possibilities o1 job enrichment
for satisfaction and performance.
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They also observed from their findings that job enrichment does not necessarily
means nor inevitaoly lead to demands for higher pay or better conditions to match the
new responsibilities. The studies demonstrated that:

...when prosented with an opportunity for achievement, people either
achieve something or they do not: when allowed to develop, they either
respond o1 stay as they are. Whatever the result, it is self-contained
experience, a private encounter between a person and his task.

This is, unlike when the same person becomes annoyed by his poor working
conditions, worries about his status or security, or sees his neighbours enjoymng a higher
standard of living. The cause-effect relationship between hygiene and motivation
scarcely exists. Motivation is not the product of good hygiene, even if bad hygiene
sometimes leads to sabotage. Higher pay may temporarily buy more work, but it does
not buy commitment. Nor does commitment to a task, by itself, brings demand for better
hygiene. Of course, the necessary logistics (human and material resources) for effective
and efficient performance to realizing the task objectives must be put in place. For the
non-availability, inadequacy or obsoleteness can be frustrating and cause great

dissatisfaction.

Moreover, the research also observes that there is little evidence that the
workforce, infact, prostrates its commitment to a task. Although incentive bonuses
schemes, productivity bargaining and the like assiduously encourage such prostitution.
Exploration for management maneuver is freely available on the motivators dimension.
However, the motivator should not be used as an ahbi for the neglect of hygiene. The
fact that people become dedicated, industrious, and strive for greater achievement and
development but without a corresponding high logistic support and conducive
organisation climate - this achievement will certainly not hold tor Jong, there will be
reversion, due to dissatisfaction. If people are genuinely achieving more, taking more

responsibility and developing greater competence, that is no reason 1o take advantage
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of them for a short-term profit. And Okpapi (Ibid) noted that academics are ever
striving for higher achievement aid bear with the ever increasing challenges and
pressures on thern by the changing environmental demands, despite the starvation wages
paid, lack of academic freedom aid university operational autonomy, coupled with
inadeouate, obsolete or non availability of basic operational logistics (human/material
resources) all compounded to frustrate, dissatisfied and significantly affect performance,
Therefore, Herzberg, et.al (ibid), wamed that "Any tendency to exploitation on
management part could destroy the whole organisational process”. This thus informed
reason why the educational sector has detetiorates over-time.

On the effect of participation as a motivationa! tool, the studies observed
difference between participation and consultation. That, instead of passing responsibility
down the line and possibly loosing control, the manager consults his subordinates before
making a decision, involve them and make them feel part of the team. “Participation,
in this sense of consultation, Herzberg, said, is seen as a safe halfway house to job
enrichment, productive and satisfying to all concerned.” But in the specific context of
the management of subordinates, who is motivated by this kind of participation? It is
seemingly the person who needs second opinion to make the right decision (i.e the
manager). The subordinates, in this context of consultation, does not have the same
professional or work-inspired need for the encounter, for he does not live with the
responsibility for decisions. It is even doubtful if his “sense of involvement”, through
consultation, makes him feel good for long - because appeal on personal vanity wears
thin without more substance. And where the appeal (consultation) involves subordinate
profession staff, it is downright partronising - for the subordinate is paid to offer his
opinion anyway.

Thus, the difference between consultation and enrichment is obvious., consultalioh
does not give subordinate the chance for personal achievement which he can recognize

through involvement, it subtly denies him the exercise of responsibility which could lead
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to his development, however humbly, as an executive in his own right. Herzberg (Ibid),
describing this deceptive motivation tool, said
Far from being the best route to motivational change, this kind of
participation is 2 red herring. It is hygiene masquerading as a motivator,

diverting atten ion from the real problem. It may help to prevent
dissatisfaction for its psychological satisfaction but it does not motivate.

And it is this l: ck of effective participation of academics in the management of
university affairs that leads to alienation and, indeed, deprivation for achievement,
recognition, self - fulfillment and development. Acts that affect morale, can increase
turn-over or self-withdrawal from university operational objectives due to frustration.

Therefore, participation is the best route to motivational change only when it is
the act of management - no matter at what level of operation. And the test of its
geniuness is simple, it must be left to the subordinate to be the prime mover in
consultation on those topics where he carries personal responsibility. For the manager.
like the subordinate, the right to be consulted must be earned by trust in ability and
competence in giving help. Therein lies the only authority worth having. Not that where,
for example, university management simply seek opinion or professional and academic
advice, instead of delegating responsibility with commensurate authority to act.

The research studies also observed that job satisfaction gains is more manifest
in the long-term effect. “There is every reason to think that in the long-term attitudes
catch up with performance and that job enrichment initiates a steady prolonged
improvement in both,” Herzberg, Ibid.

The general effects of job enrichment and consequent development manifests
only if motivational change becomes a reality. And management becomes a service to
encourage, assist and reinforce achievement by employees - through task orgamzation
and task support. Herzberg (Ibid) stated that there are two complunentary criteria i tash

organisation:



(a) Tasks have to be authentic (legitimately recognized by and has impact on
organization management) - and the more opportunity given employees to
contribute to business objectives, the more effectively motivated they are likely
to be, and

(k) Tasks have to be motivated - the more employee task draw upon the motivators,
the more likely they are to produce an effective contribution to business
objectives.

While task support entails such factors as company policy and administration,
technical supervision, interpersonal relations, and working conditions - all of which have
to be pressed into the service of the motivators. Control of the job is achieved by
providing people with the tools of their trade, with the information they require, with
training as appropriate and with advice when sought.  Organizational development
process, according to Herzberg, entails diagnosing such problems as assessment of
individual abilities, potentials and needs - the effective management and efficient
utilisation of which ensure organisational growth and development.

On the assessment of employee’s job attitude, Herzberg said, most often than
not, this is done from risky and subjective judgement about personality. And subjective
judgement or assessment tend mostly to be static and people become categorised or
labeled, as McGregor (ibid) said, “management, suspecting informal group activities,
often goes to considerable lengths to control and direct human efforts in ways inimical
to the natural groupiness of human beings”. In order to overcome or avoid such
subjectivism, Herzberg suggest that:

..when tasks are organised to be as authentic and motivational as
possible, management receives a more accurate and a continuing
feedback on individual strengths and weaknesses, ability and potential.
Task support become a flexible instrument of management, responsive to
feedback, and allow more objective assessment.
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This means that the job itself is the prime vehicle of individual development (for
assessing his potential, ability, weakness and for motivating him for higher performance
and productivity), the motivations being the stimulator for effective and efficient
performai ce, while task support is the means by which management can influence it.
Developrrent is often seen far too much as something which can be imposed from
outside. Not surprising, this may informed the reasons in Nigeria why we pay lip
service to on-the-job training but go on running consultancy courses, as a refuge, we
speak seif-development but we are at a loss to know how to encourage it; we talk of
educational and national development, yet 'we pay cosmetic commitment to their
achievement. We desire more for technological transfer, foreign aid or external support
than self-reliance or inward development. We are thus prone to more of rhetoric than
action.

It can be postulated that self-development is likely to be most effective when the
task a person is engaged in is authentic and motivational and when, in doing it, he
receives understanding, imaginative and capable support. When these conditions are
met, Herzberg added, “the job itself becomes a true learning situation, its ingredients the
motivators. This can have positive impact on job satisfaction, performance and. indeed,
on individual cum organisational development.” He concluded that “... when employees
are highly motivated and their job interesting and challenging, they are able to tolerate
considerable dissatisfaction with peripheral factors...” This is like the academics who
bears with poor hygienic factors, especially salaries and allowances.

In another research conducted by Dr. M. Scott Myers (1984), at Texas Instrument
Company, USA, fundamental question and answers were made to understanding the
subject matter of motivation, job satisfaction and productivity. He asked and answered

questions that guide toward understanding these work concepts as
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What motivates employees to work effectively? A challenging job which allows
a feeling of achievement, responsibility, growth, advancement, enjoyment of
work itself, and earned recognition,

What dissatisfies workers? Mostly factors peripheral to the job - work rules,
lighting, coffee breaks, titles, seniority rights, wages, fringe benefits, policies and
the like.

When do workers become dissatisfied? When opportunities for meaningful
achievement are eliminated and they become sensitized to their environment and
begin to find fault.

.

According to Myer (ibid), motivational needs contain those factors directly

related to the job, while the maintenance needs are those factors peripheral to the job

itself. When the motivational needs of growth, achievement, responsibility and

recognition are not satisfied, employees seek satisfaction in the area of maintenance

needs. The relative importance of maintenance needs diminishes when motivational

needs are satisfied. Thus, Myers stated, management has two broad option:

(a)

{®)

Directing its efforts toward the satisfaction of motivational needs by designing
jobs having the capability of fulfilling those needs (intrinsic reward, through job
enrichment with capacity for challenge, achievement and recognition).

Directing its efforts towards the satisfaction of those needs peripheral to the job
itself (through extrinsic reward - better pay, conducive working atmosphere,
adequate and effective operational tools, humanistic policies, accommodating

supervision, etc.)

And Sisk (ibid), noted also that:

...when hygienic factors are absent or not present in sufficient quantity,
they function as dissatisfiers and can actually interfere with productivity.
However, when present they do not motivate personnel to great
productivity.
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24 Analysis of Submission on Job Satisfaction and Motivation by Abraham
Maslow and Frederick Herzberg

The study of motivation atternpts to answer the why of human behaviour, why
do people behave as they do, why are others productive and satisfied, and why are
others unproductive and dissatisfied? A motivated behaviour refer to behaviour having
three distinguishing characteristics: First, motivated behaviour must be sustained for a
long time, secondly, it must be directed towards the achievement of a goal and thirdly,
it must beheviour resulting from felts needs. The motivating forces of human behaviour
is often described as need, aspiration and desire, and the pro_ce-ss is such that, as a result
of perceived need tension or imbalance is created within the individual that leads to
activities intended to reduce the tension thus created.

There is probably no universal motivator for all mankind nor is there a single
motivating force for anyone individual. Needs are relative in their strength and it is not
necessary to satisfy a lower need fully before aspiring for a higher need as a motivator.
Needs are felt gradually and may become motivators along with the other needs, even
though the earlier needs are not completely satisfied. The complexity of motivation can
further be appreciated when one realized that the percentages of needs satisfaction and
the significant effect of each neced varies from time to time. Within a person, the
relative degree of satisfaction and the significance of each need vary. Other factors that
influence motivation include & person’s self-eviluation, expectations and interpretation
of one’s environment. That is, one’s value or work in the society, his worth expectations

and environmental situation (socio-cuttural and economic demands).



However, the most useful and widely quoted human needs, motivation and job
satisfaction analyses are those developed by Abraham Maslow’s Hierarchy of Needs
Theory - who recognizes five basic needs of man (physiological, safety, social ego and
self-actualisation needs); and Frederick Herzberg’s motivation-hygiene theory, which
focuses on such factors that leads to job satisfaction, he termed motivators, and those
that leads to job dissatisfaction, which he termed hygiene.

Abraham Maslow developed the theory that people are motivated by a desire to
satisfy specific groups of needs, and that they tend to satisfy their needs progressively,
starting with basic physiological needs and moving_ up through the hierarchy, viz:
Level 5 - Self-actualisation need for self-fulfilment and self-development
Level 4 - Esteem needs for respect, status and recognition
Level 3 - Affiliation needs for love, and acceptance by others
Level 2 - Security needs for protection against threats and danger
Level 1 - Physiological needs satisfaction for hunger, sleep, thirst,
clothing.

Part of the appeal of Maslow’s Needs Hierarchy theory is that it provides both
a theory of human motives by classifying basic human needs in a hierarchy, and theory
of human motivation that relates these needs to general behavour. As a theory of
motives or needs, Maslow proposed that basic needs are structured in a hierarchy of
prepotency and probability of appearance. He utilized the concepts of deprivation and
gratification to provide the dynamic forces that linked needs to general behavour. He
used the deprivation concept to establish “dominance” within his hierarchy of needs.
He postulated that deprivation or dissatisfaction of a need of high prepotency will lead

to the domination of this need over the organism’s personality.
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And following the satisfaction of a dominating need, the second element of the
dynamic force in Maslow's theory will then take precedence. Relative gratification of
a given need submerges and activates the next higher need in the hierarchy. The
activated need then dominates and organizes the individual's personality and capacitie..,
so that instead of being hunger obsessed he now becomes safety obsessed. Thus, this
process of deprivation - domination- gratification - activation continues until the
physiological, safety, social and esteem needs have all been gratified and the self-
actualization need becomes activated.

The exception to this theory, Maslow observed, is that long deprivation of a
given need may create a fixation for that need. And that higher needs may emerge not
after gratification, but rather after long deprivation, renunciation or suppression of lower
needs. He strongly emphasized that behaviour is multi-determined and multi-motivated.

In a research study, testing Maslow theory on deprivation/domination proposition,
Wahba and Bridwell (1973), said this terms means that “the higher the deprivation or
deficiency of a given need, the higher its importance, strength or desirability.
Deficiency is usually measured as the difference between what is expected and what is
attained”. The study describes needs gratificationfactivation process in two ways:

(a) Need satisfaction should be generally decreasing going up the Maslow need
hierarchy, and
(b) The higher the satisfaction with a given need:

i. the lower the importance of the need, and

i. the higher the importance of the need at the next level of the hierarchy.

And Bryan(ibid), stated that “...one of the revered conceptual models which

focuses on the satisfaction of human needs is that of Abraham Maslow (1968),
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postu]atiﬁg thaf man is basically a wanting animal whose life style is predominantly
directed towards satisfying various wants”. And that as each want becomes satéd, SO
a new one arises. From birth, an unending chain-reaction is set m motion. There is a
general development, from the seeking of satisfaction of basic life. needs, through a
series of level to the pursuif of satisfactions on higher intellectual, cultural and social
planes. Maslow, he added, thus sees man existence as a process of growth and
development shrouded into desire to meet basic physiological and fundamental
pS)Ifchological needs of life.

The neéd hierarchy is like a child development, from cradle to adultﬁoc;d, ie.
man desiring basic physiological and safety needs through love and esteem needs, and
to self-actualization needs - 1o develop one's skills, capacities and aptitudes to the full
, to search for knowledge, heauty and opportunities for creativity, to develop into a
whole or full manfwoman and derive satisfaction. Ho@evcr, Bryan also noted the two
basic ideas in the needs hierarchy: that “...first is prepotency; the idea that higher level
needs do not become operative until the rcspecﬁvc lower level needs have been satisfied.
Secondly, a satisfied need cannot be a motivator nor incite new goal-directed
behaviour”,

That is, a man cannot be motivated by offering him what he already has; indeed,
an unsatisfied need is much more likely to stimulate and call forth new behavour
patterns. Industrial organisation, therefore, should not only understand the psychology
of employees and appreciate this but also know that workers behavioural disposition is
influence by needs that changes with time and circumstan&s. Thus the man whose.
lower level needs are satisfied is not motivated to satisfy those needs any longer; they

practically do not exist. So when management ask, McGregor(ibid) noted, that “why
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aren't people mﬁre productive? We pay good wages, provide good working condifions,
have excellent fringe benefits and steady or secured employment. Yet people do not
seem to be willing to put forth more than minimum effort. The fact to this is that
management provision for these physiological and safety needs has shifted the
motivational emphasis of employees to the social and perhaps to the egoistic needs”.
And, he added, unless there are opportunities at work to satisfy these higher-level needs,
people will be deprived and their behaviour will reflect this deprivation.

Under such condition, if management éontinues to focus attention on already
satisfied needs, its efforts are bound to be ineffective, because the workers’ needs has
gone up to higher level needs. And when not provided, tﬁey will make insistent
demands for more money under these conditions, probably to provide limited satisfaction
for the deprived higher level needs. This thus goes to show that human needs is a
dynamic process, it changes with times and circumstances; and may not necessarily
follow the structured hierarchy postulated by Maslow. As Wahbi, et.al (ibid) also said,
“the most problematic aspect of Maslow's theory, however, is that dealing with the
concept of need itself. There is ample evidence that people seek objects and engage in
behaviour that are in nc way related to the satisfaction of needs”. This is because,
when a need is satisfied it ceases to be an effective means of influencing behaviour to
given objectives. Therefore, the dominant need ana value expectations of workers (like
the academician) should be understood, appreciated and address - not only to motivate
them for effective performance and ensure optimum productivity but also enhance their

job satistaction.
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In related research by Frederick Herzberg (1959) on job attitude, titled “Two-
Factor (Motivation-Hygiene) Study” - in which respondents were interviewed to identify
and report what they felt to be the critical incidents in their jobs which had given rise
to exceptionally good feelings and to exceptionally bad feelings. From the study, two
distinct sets of variables and related attitudes emerged. Aspects of work closely
associated with high levels of job satisfaction (he called ‘satisfiers’) differs from those
associated with low job satisfaction (labeled ‘dissatisfiers’). Herzberg identified an
apparent natural dichotomy in the influences at work which gave rise to satisfaction and
dissatisfaction. That there is an associational relationship and causal one respectively
between the elements of work concerned with the content of the job (i.e. the work itself,
responsibility, advancement, recognition and achievement therein) - which contains the
seed of personal satisfaction; and the element of work which concemed with the
peripheral or environment within which it operates (i.e. the company policy, styles of
supervision, salary levels, interpersonal relationship, and working conditions) - which
contains the seed of personal dissatisfaction.

From the findings, Herzberg said five factors stand out as strong determinants
of job satisfaction “achievement, recognition, work itself, responsibility and advancement
- the last three being of greater importance for lasting change of attitudes”. These
factors appeared infrequently when respondents described events that paralleled their job
dissatisfaction feelings. And recognition as satisfier here means that for achievement
and not as a public relations tools divorced from any accomplishment. Also, unlike the
satisfiers, the dissatisfiers consistently produced short-term changes in job attitudes; and
mainly includes company policy and administration, supervision, salary, interpersonal

relationships and working conditions.
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The two sets of factors have separate themes, one (satisfiers) seem to describe
man'’s relationship to what he does - his job content achievement on a tasks, recognition
for task achievement, professional advancement or growth in task capability. And the
central theme for the dissatisfiers are such factor: as the kind of administration and
supervision received in doing the job, the naturc of interpersonal relationships and
working conditions that surround the job and the effects of salary suggest the
distinction from the satisfier factors. Thus rather than describe man’s relationship to
what he does, the dissatisfiers describe his relationship to the context or peripheral or
environmeﬁt in which he does his job. Hence, one cluster of factors relates to what the
person does and the other to the situation in which he does it. The dissatisfiers
essentially describe the job environment and serve primarily to prevent job
dissatisfaction, while having little effect on positive job attitude - Herzberg also named
it hygiene factor (a medical analogy used to mean preventive). Conversely, Herzberg
added "the satisfier factors were named the motivators since other findings of the study
suggest that they are effective in motivating the individual to superior performance and
effort”. The pﬁncipal result of analysis of this study thus suggest that the hygiene or
maintenance events led to job dissatisfaction because of a need to avoid unpleasantness;
the motivator events led to job satisfaction because of a need for growth or elf-
actualization. At the psychological level, therefore, the two dimensions of job attitudes
reflected a two-dimensional need structure : one need system for the avoidance of
unpleasantness and a parallel need system for personal growth.

Bryan (ibid), describing the hygiene factors stated that: “work experiences related
1o the job context or environment can cause dissatisfaction because of the need 1o avoid

unpleasantness. It is therefore vital that they are maintained at adequate levels”.



Although, hygiene factors can be a potential source of dissatisfaction for hedonistic
reasons, as they do not provide at work outlet for man’s aspirations for growth, they
cannot hence be primary sources of job satisfaction. They sources of satisfaction, Bryan
noted are “derive from those factors which relate to the content of the job and work
itself”.

Herzberg (ibid), stated that a motivator seeker derive satisfaction and express
positive job attitudes in an intrinsically enriching or rewarding jobs. For this allow him
to express his potential, to achieve, to t_re recognized and, indeed, ensure his
psychological self-fulfilment and development. That a hygiene seeker, as opposed to
the motivator seeker, is motivated by the nature of the environment of his job rather
than by his tasks - he exploits and is satisfy with the job peripherals, or extrinsic
rewards and is not ambitious for psychological development.

Interpretation of the Herzberg thesis and ways in which it can be translated into
practice are probably just as important as the content of the theory itself. The two factor
theory hinges partly on the link between a factor and its durability or potency as a
source of satisfaction or dissatisfaction over time. For example, Herzberg study showed
that as far as monetary rewards are concerned, their powers of satisfaction were short-
lived, and in the long-run became impotent. One Payrise,,, he said, soon loses its
attraction and gives rise to desire for another. However, Ngu (1995), said "...irrespective
of the view expressed by Frederick Herzberg, in his hygiene-motivation theory, which
is not relevant to the workers in the less developed countries whose needs are still at the
base of Abraham Maslow’s pyramid of needs .. in these countries, workers
compensation ranks high among the various motivation factors”. Though salary and

allowances may be one of the major 1nwiivaiing factors in developing countries due to
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high level of poverty, diseases inflationary rate and social pressures, they are essentially
desirable to meet basic physiological and social needs; they are hygiene and not a
motivator to an ambitious achiever or for self-growth and development like the
academics. Although, the prevailing reality in Nigeria socio-economic situation calls
for money to makes both ends meet. Like McGregor (op.cit) said “money has only
limited value in satisfying many higher-level needs, it can become the focus of interest
if it is the only means available”.

In conclusion, it will be seen that the Herzberg motivators are related to the
content of the job whilst the hygiene factors are more related to the environment of the
work and not intrinsic to the job itself. According to Lucey (op.cit), Hygiene factors
are motivators are not opposite, the former if provided for, do not themselves induce
job satisfaction, they merely prevent dissatisfaction. While motivators must be present
to promote positive satisfaction. ”...hygiene factors are necessary 10 maintain production
but motivators are needed to increase output”.

Although there are some differences between Maslow’s and Herzberg approaches,
they both tend to assert that the individual’s performance in a job is influenced by basic
needs (necessary for maintaining performance).and higher order needs (needed to
improve performance). While Maslow theory shows that people’s needs vary and
changes with time and circumstances and lies on the premise of prepotency and
deprivation/gratification to ensure motivation for performance, Herzberg's work has led
to much modern interest in the design of job and to what is called job enrichment -
enriching job with motivators such as responsibility, achievement, growth and
development  alongside recognition - to ensure job satisfaction and improve

productivity.
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25 The t of Performance on Job Satisfaction

It was once a popular assumption that employees who are satisfied with their
jobs will be motivated to perform effectively, presumably, out of gratitude to the
organisation. In a research outcome conducted by Lawler E.E and Porter, L.W. (1967)
on "The Effect of Performance on Job satisfaction, a more sophisticated model of the
relationship between job satisfaction and job performance was proposed. According to
them, job satisfaction will be correlated with performance only when intrinsic and
extrinsic rewards are contingent upon performance.

Lawler and Pone; (Ibid), said the assumption that high job satisfaction leads to
high performance came to be popularly accepted - not onlv because it fit the value
system of the human relations movement but there also appeared to be some research
data to support this point. Noting Elton Mayo Western Electric Studies, the evidence
from the Relay Assembly Test Room showed a dramatic tendency for increased
employee productivity to be associated with an increase in job satisfaction. And in the
Bank Wiring Room, there was both production restriction and mediocre employee
morale. These two fact findings informed why both social scientists and manager
believed, Lawler and Porter (ibid) added, that “...if job dissatisfaction could be reduced,
the human brake on production could be removed and turned into a force that would
increase performance”.

Many literature have been written on the belief that high satisfaction will lead
to high performance. They observed that more than thirty studies have considered these
two variables; with many of the earlier studies implicitly assumed that a positive

relationship existed. But little attention was paid on why job satisfaction should lead



to higher performance; instead, they said, researchers content themselves with the
relationship between satisfaction and performance.

However, Brayfield A.H. and Crocket W.H. (1955) research discovered that
“little relationship exists between satisfaction and performance.” The research conclusion

states that

. there is little evidence in the available literature that employee attitudes
bear any simple or, for that matter, appreciable - relationship to
performance on the job.

But noted that job satisfaction did seem to be positively related to two other
kinds of employee behaviour (absenteeism and tummover). As Bryan (Ibid) also
confirmed, that

...Quite a lot of research has found positive links between labour turnover
and absenteeism.... both are strongly cormrelated because of their common
roots, i.e. they both tend to show a negative relationship with overall job
satisfaction.

Lawler and Porter (Ibid) however took a more optimistic view of the
evidence because, they observed,

..there is frequent evidence for the other suggested opinion that positive job
attitudes are favourable to increases productivity. The relationship is not
absolute, but there are enough data to justify attention to attitudes as a factor in
improving the worker’s output.

Of course, they stated, there was not the strong, pervasive relationship between
job satisfaction and productivity as had been suggested by muny of the early proponents
of the Human Relations.

The research postulated some research questions, in trying to analyse the two
organisation variables, viz: Should organisation systematically measure the level of
employee satisfaction? Is it impontant for an organization to try to improve entployee
job satisfaction? Is there theoretical reason for believing that job satisfaction should be

related te job behaviour and, if so, can it explain why this relationship exists.
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First, job satisfaction is important not only becaﬁse it is aséumed to inﬂuence
performance, but also more undoubtedly because of its strong cormrelations with
absenteeism as well as tumover. Accordingly, job satisfaction would seem to be an
important focus of organizations which wish to reduce absenteeism and turnover. This

being so, as confirmed by Georgopoulas, B.S., Mahoney, G.M and Jones, N.W. (1957),

that
....people are motivated to <o things which they feel have a high
probability of leading to rewards which they value. When a worker says
he is satisfied with his job, he is in effect saying that his needs ar
— satisfied as a result of having his job. "

Thus, path-goal theory which they used predict that high satisfaction will lead
to low tumover and absenteeism becaase the satisfied individual is motivated to go to
work where his important needs are satisfied. Similarly, Vroom, V.H (1964) using the
Pathgoal theory of motivation, also states that, though job satisfaction and job
performance are caused by quite different things,

.... job satisfaction is closely affect by the amounts of rewards that people
derive from their jobs and... level of performance is closely affected by
the basis of attainment of rewards.

Thus, he concluded, individuals are satisfied with their jobs to the extent to
which their jobs provide them with what they desire, and they perform effectively in
them to the extent that effective performance leads to the alnainment of what they desire,

Lawler and Porter, in their own submission said that, while satisfaction and
performance are caused by different things, they do bear some relationship to each other,
That:

...i.f rewards cause satisfaction and, in some cases, performance produces

rewards, then it is possible that the relationship found between

satisfaction and performance comes about through the action of a third
variable - rewards.

In other words, good performance may lead to rewards, which in tum lead to

satisfaction. In this formulation then, satisfaction, rather than cause performance, is
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caused by it (Performance). This thinking is further explained by the diagrammatical.

Theoretical model presented by Lawler and Porter.
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The Lawler and Porter Theoretical Model

The above model tries 1o show the relationship between performance and job
satisfaction, as submitted by Lawler and Porter (1967) research analysis. This model
first shows that performance leads to rewards, and distinguishes between two kinds of
reward and their connection to performance. The vary line between performance and
extrinsic rewards indicates that such rewards are likely to be imperfectly related to
performance. These organs normally controls rewards, as pay, promotion, status and
security, Maslow said, are often referred to as satisfying mainly lower level needs "The
connection is relatively weak because of the difficulty of trying extrinsic rewards
directly to performance,” Lawler & Porter said. Even where an organization have a
policy of rewarding merit, performance is difficult to measure, and w dispensing
rewards like pay many other factors are frequently taken into consideration

(quaiification, experience, achievement, contribution, etc), Lawler for example, discover
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low correlation between amount of salary and superiors evaluation for some middle and
lower level manager. Salaries paid was toth haphazard and inequitably distributed
compared with individual job evaluation (tzndencv of rule of thumb).

On the other hand, intrinsic (or internally mediated) rewards, given to the
individual by himself for good performance, are subject to fewer disturbing influences
and hence more likely to have direct relation to good performance. The intrinsic rewards
semi-wavy (almost straight) line connection in the model indicate high relation to
performance. Probably the best intrinsic reward is the feeling of worthwhile
accomplishment. For that matter, any of the rewards that satisfy self-actualization needs
or higher order growth needs are good examples of intrinsic rewards.

The model also shows that intrinsic and extrinsic rewards are not directly related
to job satisfaction, since the relationship is moderated by expected equitable rewards.
This variable refers to the level or amount of rewards that an individual feels he should
receive as the result of his job performance. Thus that an academics remain in his job
despite better opportunities (extrinsic rewards) indicate, probably, job satisfaction.
However, the extent to which he remain on the job, be dedicated and productive is
determined not only by motivating mechanism but also in particular, by his dominant
needs preference, which must be consistent with his expectations and values. The extent
to which their academic responsibility fulfills needs and is consistent with their
expectations and values determines the level of satisfaction and commitment, and,
indeed, the extent to which this can be sustained for high performance and productivity
depend on the motivating force effectiveness. Therefore, Lawler and Porter said.

...an individual's satisfaction is a function both of the number and amount
of the reward he receives as well as what he considers to be a fair level
of rewards. An individual can be satisfied with a small amount of reward
if he feels that it is a fair amount of reward for his job.
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environment, the academics cannot be treated like ordinary workers. They are the live-
wire and bed-rock upon which a nation survives. It is therefore, inappropriate to an
educated, sophisticated and ambitious work farce like the azademics, operating in an
increasingly complex and dynainic environment requiring high degree of. flexibility and
job enrichment to be treated iike tools or servants of the great machine, as postulated
by Taylorism. It is this man-reachine treatment on academics that affects their morale,
operational efficiency, increese absenteeism, turmover and low performance,

The research studies also assess the effect of effort on perfonnance, It states that
satisfaction is seen as a variable that is more directly dependent oﬁ performance than
on effort. Effort, ability factors and situational constraints are factors that determines
how effective an individual’s performance will be. Therefore, the research states:

...if we assume that satisfaction causes performance, then it would seem
logical that satisfaction should be more closely related to effort than to
performance.

That is, satisfaction should influence an individual’s performance by affecting his
metivation to perform effectively, and this presumably is better reflected through effort
than by job performance. Thus a satisfied worker may put extra effort to ensure
efficiency and high performance.

On the effect of intrinsic and extrinsic rewards, the research states that intrinsic
rewards that satisfy needs such as self-actualization are more likely to be related to
performance than are extrinsic rewards, which is given by someone and hence has
weaker relationship between their reception and performance. Thus “satisfaction should
be more closely related to performance for higher than for lower order needs”. From
the research data analysis table, there is a slight tendency for satisfaction of the higher
order needs to show higher comelation with performance than does satisfaction with

lower order needs. In particular, the highest correlations appear for self-actualisation
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which is, of course, the highest order need in the Maslow needs hierarchy. This is a
similitude of the academivians, whose priority needs ever is for self-achievement,
actualization and development - infact it is the key, the very basis for their survival,

maintenance and acceptance in the academic circle,

Pearson Correlations Between Performance and Satisfaction in Five Need Areas

NEEDS RANKINGS
Security 21
Social 23
Esteemn 24
Autonomy 18
Self-actualization 31

Source: Lawler and Porter Research ﬁndings, 1967

In conclusion, the research stated that data analysis are in agreement with the
model That:

(@) Significant relationships did appear between performance and job satisfaction

(b)  more importantly, the relationship between satisfaction and performance was
stronger than that typically found among blue-caller employees.

) That satisfaction was more closely related to performance than to effort; and
finally

{d) That the satisfaction of higher order needs would be most closely related to
performance.

Taken together, in summary, the research data offer encouraging support for the
propounded model and, in particular, for the assertion of the model that satisfaction can
best be thought of as depending on performance rather than causing it. That is, there
must be job performance then satisfaction determination, as influenced by rewards

(particularly intrinsic and extrinsic), and effort for higher performance. That being the
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case, "it becomes appropriate to be more concerned about which people and what kind

of needs are satisfied in the organization, rather than about how to maximize satisfaction

generally”. That is, the extent to which a worker can be made committed to his work

is through job satisfaction; the consistent and high performance of which ¢an be

sustained through not only understanding the changing nature of human needs (as

influenced by environmental dynamics), but also providing effective motivating

mechanism. For job satisfaction do not only have strong correlations to absenteeism and

labour tumover, but also do influence performance, as Lawler and Porter research

discovered.

)

(2)

The research implications shows that

where a strong positive relationship exists in satisfaction - performance, it is
assumed that an organisation is effectively distributing differential extrinsic
rewards based on performance. Additionally also provides jobs that allow for the
satisfaction of higher order needs. Finally, the poorer performers, who cannot
withstand the challenges and organisation demands, rather than the better ones,
are quitting and showing high absentecism; since, as we know, satisfaction,
turnover and absenteeism are closely related.

And in organisation where satisfaction - performance are muzzled, rewards are
not being effectively related to performance, and absenteeism and turnover are
likely to be equally distributed among both good and poor performers. And
where satisfaction - performance bear a negative relationship to each other, here
absenteeism and turnover will be greatest among the best performers.
Furthermore, the poor performers would be getting more rewards than the good
performers - as the organization will be fill with mediocre and climbers-on or

Opportunists,
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That organizational effectiveness is encouraged by rewarding good performers,
and by restricting good turnover to poor performers, it may therefore be desirable
for organizations to develop a strong relationship between satisfaction and
performance. Hence, the less positive relationship between satisfaction and
performance in an organization, the less effective the organization will be
(ceteris paribus). 'I‘his__ a measure of the relarionship between satisfaction and
performance would be helpful diagnostic tool for examining organisation. The
study suggest proper maximization of the relationship between satisfaction and
performance, rather than satisfaction itself.

That a high general level of satisfaction of needs like self actualization may be
a sign of orgamization effectiveness. It will indicates, for instance, that most
employees have interesting and involving jobs and that they probably are
performing them well. And intrinsically interesting jobs has the advantage of
ensuring that good performance is rewarding in and of itself. And being
rewarded for good performance is likely to encourage further good performance.
Thus, the study observed, “measures of higher order need satisfaction may
provide good evidence of how effective organizations have been in creating
interesting and rewarding jobs and. therefore, indirect evidence of how
motivating the jobs themselves are.” Intrinsic rewards and satisfaction thus serves
to highlight the importance of including measures of higher needs satisfaction
in attitude surveys; than focusing most often on satisfaction with extrinsic
rewards‘ such as pay and promotion or social relations. Moreso, to an
academician, the higher level needs {for esteem and self-actualization, growth
and development) are primary and fﬁndamental 1o his professional survival and,
indeed, development.  These needs fulfilment gives him opportunity for

potentials expression, achievement, recognition, responsibility and advancement
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- factors which Herzberg (ibid) considers as strong determinants of job
satisfaction and of greaer importance for lasting positive change job attitudes

and performance.

2.7 1 Framework

Job satisfaction, according to Bryan (Ibid), is a feeling which individuals may
have that their important needs are sarisfied by the work they are doing.” As a result
they will express a favourable attitude to their jobs. It refers to an employee’s general
attitude toward his job; Wesley and Yukl (1975), said,”that a job fulfills the dominant
reeds and is consistent with a person’s expectations and values, then the job will be
satisfying.” And underlying this sentiments, Brvan (Ibid) noted, "will be a feeling that
one will not be better or more easily satisfied in comparable jobs”. Therefore the teeling
an individual may have that their important needs are satisfied by the work they are
doing determined the worker’s morale, level of commitment and or dedication. That one
expresses a favourable attitude towards his job indicates level of satistaction - the desire
to stay-on, perform and develop.

Although a person's job satisfaction and his work motivation are two distinc
variables; they are bound together in a complex network of relationships. There is. of
course, difference between the willingness and motivation to perform and the acceptable
levels of job satisfaction. Satisfaction is needs fultilment while motivation is a term
covering the instigation and direction of behaviour aims at satisfving the need.
Motivation embodies not only fulfilment of personal needs but also suitable rewards and
a mechanism by which various needs or wants may be attained determine the person’s
behaviour.

A number of characteristics of the job may be relevant to a person’s need
fulfillment and can, therefore, influence his job satisfaction.  Such charactenistics,
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Wesly and Yukl says, may include “pay ard benefits, supervision, working conditions,
the nature of the work itself, co-worker and company policies.” This thus informed why
an academician chooses to remain in the academic, notwithstanding socio-economic
deprivation o: inequity.

Hence, that an academic remain in his job, notwithstanding better opportunities outside
the academic career, indicates job satisfaction. However, the extent to which he remains
is determine not only by his dominant needs preferences, which must be consistent with
his expcctaticmé and values, but should also be stimulated and sustained by motivating
mgchanism. |

Motivation, Bryan (ibid), said "is the basis of all human activity, it is a force
which impels human beings to behave in a variety of ways”. The activity which results
from a motivated state is fueled by a drive to satisfy certain needs - which may be
biological or socio-psychological expectations (needs for affiliation, creativity and
achievement). It is a complex crientation to work and has affective, cognitive and
behavioural components.

Wexley and Yukl also observed a number of need categories useful for
explaining behaviour in organisations. That subsistence (physiological) needs may be
satisfied indirectly by job income; need for security by various features of the job that
protect an employee from physical harmn, loss of income (e.g. disability insurance),
unusual medical expenses (e.g. health insurance) or arbitrary dismissal (e.g. tenure,
seniority, grievance and appeal procedures). A person's social affiliation need may be
satisfied by friendly interaction with co-workers; need for esteem may be satisfied by
recognition from the organisation, supervisor praise, status symbols, and co-worker
respect. A person who has strong needs for competence and achievement will be
satisfied most by a job that is moderately difficult, challenging and provides frequent
performance feedback. And a person with a strong need for self-actuahization will be
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satisfied most by a job that allow capacity for creative expression, production or
performs a service that he believes is meaningful and that provides him with a sense of
self-fulfillment.

George (1991), said "job satisfaction is the favourableness or unfavourableness
with which employees view their work”. This brings out two things - one is the
employee’s expectation of the job, and the other is the rewards that the job provides.
Hunt (1978) describes job satisfaction as "part of life satisfaction”. He seems to
combined everything in the environment which gives an emplovee satisfaction - both
his immediate work and larger environmental effects, which influences his life pattern
and or behavioural disposition.

Locke (1969), defines job satisfaction as a situation in which a worker's job
fulfills what he values. It is, according to Simon and March (1958), “a worker's
willingness to remain with the organisation despite more favourable conditions or
inducement offered by other organisations”. This fundamental starement seems to reflect
an academics attitude towards his job. For job satisfaction within this context is a
positive or negative psychological feelings an individual has ahout his job. Where
individual feels positive about his job, he is satisfied, may develop positive job attitude
and, perhaps, enhance his performance. And where the individual feels negative about
his job, he is dissatisfied, and may display negative job attitude, which may reduce
performance. Job satisfaction thus determine an employee's behavioural disposition,
operational commitment and level of performance. It is a situation where a worker’s job
fulfills what he values; and feeling that he/she may not be better or more satisfied in
other related jobs.

Bryan (ibid) said work satisfaction must “provide some degree of challenge,
discretion and responsibility, opportunities to use skills and abilities, social contact and
variety”. And that to measure people’s job satisfaction is to
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...ask them to express an overall view and to itemize particular work aspects which
please or displease them. Basically, this is the way employee attitude surveys are
constructed.

That management’s irspiration might be to improv productivity, to improve the
quality of working life or to overcome some of the more overt manifestations of
dissatisfaction or poor moraie such as absenteeism or labour turnover. Management may
thus launch an attitude survey to identify possible sources of dissatisfaction so that
remedial action can be taken - such as improvement in pay, quality of supervision, work
mates, work methods, human and organization development, etc.

However, Cameron (1973), said job satisfaction does not guarantee high
performance; this is because “a job satisfied worker is not necessarily a good worker”.
That there is difference between the willingness and motivation to perform and
acceptable levels of job satisfaction. “Satisfaction 1s need fulfillment, while motivation
I a term covering the instigation and direction of behaviour aimed at satisfying the
need”. Motivation embodies not only fultilment of personal needs but also suitable
rewards and a mechanism by which various needs or want may be attained. Rewards
which are extrinsic to the job, such as wages and other monetary inducements constitute
part of the exchange between individual and employer. "Valuable and essential such a
trade-off may be, it does not make the worker love his work. He may be satisfied with
his pay but not with his job".

And Cameron (ibid), added that certain aspects of work are intrinsic. they
emanate from the work itself and give self-satisfaction. This may be in the application
of skills or craft, a feeling of commitment and responsibility, or pride in the work und
in high standards. That “a work that 1s shaped to fit the person - his human capacities
and inclinations and provide opportunities to hamess the energies of people performing

them can give satisfaction”. Yet, he added, “whilst there can still be no guarantee thu
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higher performance will ensue, badly designed jobs will almost certainly have adverse
effect”. This means that while motivation may increase a worker job performance, it
does not necessarily make him to love ni job. Conversely, a wcll desizned and
intrinsically rewarding job can guarantec job satisfaction and may invariably enhance

performance but not necessarily guarantez good work or ensure highe- performance.

And Herzberg (Ibid), noted that aspects of work which appeared to be closely
associated with high levels of job satisfaction, called “Satisfiers”, differed from those
associated with low job satisfaction called "Dissatisfiers”. That those work element
concermned with the content of the job contained the seeds of personal job satisfaction
(i.e. the work itself, responsibility, advancement, recogmition. challenge and
achievement). And those work elements which concerned with the context or
environment in which #t operates contain the seeds of personal dissatisfaction (i.e.
company policy, styles of upervision, salary, interpersonal relationships. and working
conditions - as they are subject to management control and manipulation) That “...work
experiences related to the job context or environment (labeled hy giene factors) can cause
dissatisfaction because of the need to avoid unpleasantness. It is theretore vital that thes
are maintained at adequate levels, ...and are source of dissatistaction because they do
not provide at work, outlets for man’s aspirations for growth, they cannot be primary

sources of job satisfaction”.

“The sources of satisfaction or outlets for self-actualization are denve from those
factors which relate to the content of the job itself (labeled monivators)”.

Thus, hygiene factors and motivators, though not opposite. have different ettect
on employee’ job attitudes. Hygiene tuctors, even if provided tor, do not themselves
induce job satisfaction, they merely prevent dissatisfaction. And Lucey (1991). stuted
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that “motivators must be present to promote positive satisfaction; ...that hygiene factors
are necessary to maintain production but motivators are needed to increase output”. Yet,
this is subject to the dominant needs of the employee at a point in time. For the
possibility that an employee’s need priorities change overtime and differ in focal needs
has considerable practical significance for designing jobs and incentive systems to
satisfy and motivate employees. Lucey also stated that “the universality of any
particular need category and the manner in which a person’s. needs interact to determined
behaviour have been the subject of considerable speculation”.

According tc; Maslow (1968), “when one need is more or less satisfied, another
higher level need becomes dominant. The consequence of this is that when a need is
satisfied it ceases to be a motivator”. He stated that people are motivated by a desire
to satisfy specific groups of needs and that they tend to satisfy their needs progressively,
in hierarchical order - from physiological basic human needs up the hierarchy to
psychological needs for self-fulfilment and development. Maslow submission have
cognitive appeal; obviously, a starving man is dominated by the need for food - to humn,
esteemn and recognition are unimportant in that time., However, there is doubt, Lucey
(1991), noted, whether people do infact move progressively up the hierarchy and
whether higher levels can ever be considered to be truly satistied. That "higher level
needs for esteem and status or self-fulfilment requires continual reinforcement”. Thus,
individual or group needs arises at different level of the hierarchy and at different point
in time - this is often determine by environmental dynamic (of changing time, trends
and circumstances).

It can therefore be noted that, while organisation have objective to achieve. the
human element therein have needs to fulfill. And until management recognizes these
needs and not only create room for their expression but also condition for their
fulfilment. This is a process. McGregor (ibid), stated, of “creating opportunities,
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