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ABSTRACT

A great deal of literature concerning work, play and
job satisfaction is summarized and integrated. The author discusses a
number of different conceptions of what work actually is and
concludes that, according to all definitions, work is an instrumental
activity with only extrinsic satisfactions. It is his contention,
however, that work may have intrinsically rewarding aspects. Play 1is
viewed very broadly as: (1) intrinsically rewarding; (2) an activity
which includes information search, skill training, and repetitious
practice; and (3) a form of learning and rehearsal. The author
prefers not to see work and play as mutually exclusive activities,
vut to view them as complementary components of al’ activities. On
this basis, a model for vocational counseling 1= proposed, which
seaks to evaluate jobs on the relative deyrees of extrinsic and
intrinsic satisfaction which they can provide, and to determine which
individunals would "fit" with what kinds of ijobs, utilizing the
extrinsic/intrinsic satisfaction dimensions. (TL)
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SATISFACTION

H, 1. “Ev’

The Cntaria tnstitute for Studies in Education

Work

in contamporary wWestern culture work is commonly portrayed as a
necessary evil., It was forced upon us when Adam and Eve were driven
out of ine Garden of Cden and wers Told that they must sarn their bread
by the sweat of their brows. Work is a necessity because the harsh
realities of our biological existence force us 1O iabour to provide
the hasic reauiremants of life and, if we desire more than those - and
who is not motivated todav o acquire more +han mere subsistence -
we must work long and hard. Work is also portraved in our culture as
evil because Adsm, and so all mankird, was disobedient and work is The
expiation of our quilt feelings for Jdisobediencs. More realistically,
work is imposed upon us and like all impositions is therefore resented.

Work has not always been viewed as a necessary evil. AT
different times throuah the ages it has been variousty interpretfed.
The Greeks and Romans, for example, caw i+ as evil but with the avail-
anility of slaves, were able to reject if as unnecessary for free men.
With The rise of Christianity and especially under the infiuence of
the Protestant ethic an attempt was made +o remove the stigma of evil-
ness and fo represent work as a loving obligation to a divine being.
vYet, *+hings that are necessary seem rarely To be viewed as good and

aradually, with the rise of capitalism and the misery of sweat shop
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"in a social democracy, after The t rst was eliminated, the

last alone would remain =2fficacious. Love of occupation,
althouon it occazionally accompanies and cheers every sort
ot labour could never induce man originally to undervake
arduous and uninteresting tasks, nor persevaere in them if
by chance or waywardness scch tasks had been once under-
faken. eclination can never bhe the general motive for
the work now imposed on the masses.' (p. 34).

Vroom ton ponders the reasons that make people work and con=
cludes:
. They provide waaes to the role cccupant in return for his

services.

Z, They reauire from the roles occupant the expenditure of mental
or physical ensrqgy.
3, Thay permit the role occupant to contribute to the production

of agoods or services.
4. They permit or require of the role occupant social interaction

with other persons.
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They define, at feast in part, the social status of *the role
occupant. (Yroom, (964; p. %0).
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Menninger (1964) in a basic textbook used in most vocational
quidance courses In America suggests that "to the psychiatrist work is
an essential activity of the mentally healthy person, a mature person.”
He argues that work satisfies many psychological needs which cannot be
met easily in other ways. These include an outlet for hostile or
aggressive drives and job satisfactions derived from the worthwhileness
of work, pleasant personal relations with other workers, a chance to
be a member of the team, and the satisfaction associated with allegiance
with a superior being.

Commor in all of these definitions is one feature - that work is
an activity of which the goal is the production of something and whose
satisfactions are derived from objects or situations extrinsic to the
nature of the task. For example, although Vroom argued that one goal
of work is the exertion of physical energy, this goal is not intrinsi-
cally bound to the characteristics of the activity itself.

Thus work seems not to be intrinsically rewarding. Rather, the
rewards of work are to be sought in its products, in the creation of an
object cr event that in turn reinforces the worker. The reinforcement
may be obtained by selling the product, by displaying it fo others, or
by the receipt of rewards for having produced something. The rewards
may be financial gain, status, prestige, security or even a feeling of

" weariness. Thus the laborer on a preduction line is working, as is the
surgeon who performs an operation, the artist who sells his work, the
academician who publishes his research findings and the teacher who

submits a year-end repcrt on his students' progress.




In this sense an activity is pleasurable to the extent that
the anticipated reward is pleasurable. If a painter expects to sell
the painting he is working on, he enjoys the anticipation of the pleasure
he will derive from the receipt and disbursement of the money, and the
prestige and fame that may follow its sale.

Yet one would argue that there is usually some pleasure in
the performance of a task. Shimmin (1966) argues that while work is
often assumed to be neither pleasurable nor self-rewarding, it should
not be viewed simply as something people do not like doing. The teacher
may enjoy his interchange with his pupils and the writer the creative
involvement in his paper. While this may be less apparent with the
laborer on the production line, It is not entirely untrue. One can find
many blue collar workers who enjoy their labor and not merely the rewards
they derive from their jobs.

Thus it must be granted thut activities may have intrinsically
rewarding aspects. There may be characteristics in £n experience that

may make its doing pleasurable in and of itself.

Play

Such characteristics are usually inhered in activities which
we subsume under the rubric of play. Play might be defined as those
activities which work is not - recreafi@n, amusement, hobbies, leisure
and other voluntary fun activities.

A number of psychologists and sociologists have attempted to




define the concept of play or have offered criteria that playful behavior
would meet. The definitions are not, of course, congruent and some
criteria include activities that others would not. Buf, as with defini=
tions of work, there are common features in many of tThe expositions.
Valentine (1942), for example, defined play as "any activity which is
carried out entirely for its own sake." Piaget (1951) listed a number

of generally accepted criteria defining play as an end in itself, a-
spontaneous activity and one carried on for pleasure. Margaret Mead
(1950) in a discussion of work and play described work as an activity
"that is purposeful and directed towards ends that lie outside that
activity" in contrast with the self-rewarding character of play.

In all of these definitions play seems fo be characterized as
spontaneous, i.e. an act the reward for which is intrinsic to the acti-
vity itself, But to relegate the definition of act to spontaneity is
to abfogafe one's responsibility to scientific investigation and compre-
hension. For spontaneity can be traced back in time and anchored down
to a reaction to an instigatory stimulus with no biclcgically important
consequence, or as Schlossberg (1947) puf it, "seems useless in the eyes
of an observer'.

The motivation for play is derived from stimuli which directly
atioct the cent -al nervous system. Following theoretical formulations
by éer!yne (1960, 1968), play cen be defined as one type of response to ‘
situsrisns characterized by high levels of ambiquity, complexity,

induce a moderate level of uncertainty, response conflict, physiological

imbalance and neural tension in the body.
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This formulation would be in aareement with Cohen (i953) who
suanrated that it is appropriate fo Think of a composite work-play
continuum on which a aiven activity can be placed according to The
extent +o which it displavs several characteristics.

Althouah evary activity includes Loth work and play components
the proportion of each may vary. HNew, ambiauous and complex tasks are
composed of a large ptoportion of interesting elements. But uncertainty
aradual ly decreases with repetition and competence and tasks tend to
become redundant, stereotyped, mundane and tedious. The proportion of
play in an activity decreases and *the proportion of work increases. The
continuation of an activity thus becomas more dependent upon extrinsic
rewards.  Hf the status, economic or poewer reward is sufficient, activities
mav be continued even when thev have become almost exclusively work,
aithoush they may be regarded as berina, unpleasant, uniinteresting and
tedious.

Youna children are permitted to pursue activities motivated fo
a areat extent by intrinsic rewards. They can therefore afford o
abandon an activity when its intrinsic motivation has diminished. The
process of education is, at least in some part, directed to the ftraining
of children to remain with activities after the infrinsic rewards are
reduced. Sueh training is carried on under the quise of developing a
mature and responsible attitude to life. In school children are faught
+hat work comes before play and that extrinsic rewards are of greater
conseauence than intrinsic satisfactions.

Neff, in his book Work and Human Behavior (Neff, [968) arques

+hat "woik is not at all a natural human activity." Human beings must

learn to become.workers and the necessary skills are taught during the

9



educational process. He feels that a "work personality" must be formed.

This personality is willing fo carry on activities whose basic objectives
are instrumental - the production of something. The formation of such
a personality requires the shaping of an individual who is willing to

accept restrictions on his free movement from activity to activity and
the compulsions of stability, endurance and responsibility for the sake
of extrinsic rewards. The successful graduate of the educational system
has learned how to work, has chosen a career and is ready to undertake

a job.

Job Satisfaction

The term job usually refers to an individual piece of work
done in the course of one's occupation or trade. As such it is anti-
thetical to game which is seen és a non-job occupation. But jobs and
games'have both intrinsic and extrinsic components. Both jobs and games
refer to activities that extend over a period of time, have elements of
repetition and may include one or more related activities.

The main distinction between jobs and games lies in the moti-
vation for their performance: jcbé are mainly instrumental, extrinsi-
cally motivated and directed towards the creation of a product. Work
constitutes therefore a high ﬁropcr+icn of the activities in a job.
Games are mainly, but not entirely, intrinsically ﬁcfivaféd. Games
can also be prestiglious.  Doing a job well is extrinsically rewarding;
i+ can also be.pleasfng. 7

Job satisfaction is derivable both from the activity itself
and from the anticipation of the rewards to be obtained upon its comple-

+ion. Hertzberg attemptéd to separate out +hese two constituents of a:ij
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(Harvrbera, 199%6). ile arqued That each job has motivaticnal and hyalenic
components.  The former include achievement. racognition, work itselif,
responsibility and advancement. Hertrberg arqued that the existence of
motivational characteristics in a job provided saticfaction and their

rnon-existence did not cause dissatisfaction, but merely a lack of satis-
faction. Under the headina of hygienic components, he included company
policy and administration, supervision. salary, interpersonal relations
{supervision) and working conditions. Hygienic characteristlics were
said to affect the degree of dissalisfaction with the job., Thus, a
hiah salary would not cause satisfaction, but merely reduce dissatisfac-
Tion.

Hertzbera may have been extreme in dichotomizing job character-
istics into two tvypes and treating them as orthogonal facters. It is
true that the hygienic factors are extrinsic to the activity and so do
not prmv%de satisfaction to fthe individuai during the performance of
a task, But the anticipation of the reward (e.q., money) may be satis-
fying. One may take pleasure not only in doing a job well but also in
expecting that one may qel paid well. Morsover, some of the factors
that Hertzberg Indluded under the heading of motivational, such as
responsibitity and advancement, could not be inciuded in the task--
intrinsic definition, for thelr reward, delivered fo the worker in The
form of recognition, advancement, efc., is not Iinherent in the nature
of the task itself.

Jobs differ in the initial proportion of intrinsic and extrin-
sic motivational components. These differences may, in part, be due to
the flexibility and amount of structure built Into them by the employer

or by the previous cccupants. A job description is usualiy a poor
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exposition of these retationships and knowledge of thea nroportion of the
intrinsic component is aenerally transmitted by word of mouth, usuaily
from other emplovees in the organization. Thus a prospactive employee
may ask how mdch freedom to Ydo your own Thing” there is on +he job, or
"how much does the boss ride you?" Thes~ questions are mainly directed
to ascertainina the amount of flexibility existent in The job that
would allow scope for interest and nersonal growth,

Cne miaht expect that iobs with less potential for intrinsic
satisfaction would be desianed to yield greater extrinsic reward - higher
salary, status, etc., but the reverse is often the case. Blue collar
jobs that provide little satisfrotion in their accomplishment are often
poorly salaried and of low status. Their main source of satisfaction
may be, as Menninqer stated, that they leave the worker exhausted.
Realizing this, workers organize into unions and demand increases in
extrinsic reinforcement. They insist on higher salaries and more task-
extrinsic benefits such as pensions, medical care, shorter hours and
longer vacations, for these reinforcements are easily pinpointed and
described in contracts. They are also measurable and distributabtle
scross all employees in a company. They are also easier for the employer
to deliver.

Recently there has been a move by workers to demand fthat jobs
be restructured to provide greater inferest. Unions are demanding that
jobs be made less boring and repetitious. Gains of fhis kind are as
rewarding to workers as is additional material reinforcement.

in an attempt to describe & utopian society, Skinner, in
Walden 11 (Skinner, 1962) proposed a credit system which would make it

possible to evaluate jobs in terms of the willingness of members of The
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society to undertake it. In his utcpia unpleasant jobs, like cleaning
sewers, would have a hiah value, i.e., receive more tabor-credits than
more nleasant jobs. On the other hand, working in The f lower aardens
would have a low oxtrinsic pav-off because it is so desirable, vielding
as i+ does much areater intrinsic satisfaction. Skinner pointed ou”
that aovernments make some jobs, such as soldiering appear very honor-
abie Uﬂd‘deﬁiFEDIG to attrast volunteecrs. By raising the level of
extrinsic rewards, such as status and prestige, fThey facilitate recruit-
ment te that service. FPrivate oraanizations also exaggerate the status
or prestiae of some jobs which have low intrinsic payoff and for which
they do not wish to pav hiah salaries by providing uniforms or titles
for their personnel.

Eventually the tevel of intrinsic motivation in every activity
is reduced *o zero. All activities, if carried on long enough, become
repetitious, boring and routine. Usually activities are abandoned before
they hecome boring, but if the extrinsic rewards are sufficiently great,
activities may be carried on even after most or all of their intrinsic
motivation is qone. Such activities may then ve perceived as hateful,
and what is hated is the failure of the work to pravide intrinsic reward.
Such work is then merely tolerated and any satisfaction derived is In
anticipation of future rewards.

This phenonemon is not uniaue to blue cellar workers.
Professionals and executives, regardless of productivity, insist on
annual increments. For every year +their jobs tend to become a little
less fun and a little more redundant. As the amounts of complexity and
uncertainty are reduced through increased rehearsal and gain in compe-

tence, as they become mundane, professionals and executives insist on
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replacina the diminish.no intrinsic character of their jobs with increased
crtrinsic reinforcemnent.

The speed at which jobs and other activities evolve into pure
work gepends in part on Tho charactorictics of the activity itself. Some
names and jobs seem To have a Hiah initia! level of complexity and ambi-
Auity, but are s00n structured, readiily mastered, and become repetitive
and boring aquickly. Others allow qreater scope for players and workers
to restructure their activities. Games and jobs +hat involve social
interchanne To a larqe dearee tend To remain exciting and interesting
lonaqer. For humans, the mast complex and unpredictable elements in
our environment, allow areatest scope for flexibility and learning
experiences.

Byt interpersonal type jobs also require The maximum degree
of flexibility and adapfability in a worker. They require him to be
tolerant of and to prefer stimulation with a high leve! of uncertainty
and 1o react competently in the presence of high levels of amuigquity.
This does not mean that he mu5+_abhar extrinsic reinforcement, but
rather that he must insist on activities with hiah infrinsically moti-
vating character.

Maslow (1954) ordered the various motivating forces into a
hierarchical structure, suggesting that extrinsic ftype needs such as
physical security and biological stability are responded to primarily
and only when these needs are quiescent are non-biclogical ar intrinsic
motivators dominant. Without questioning +he necessity of the hier-
archical structure one can stilil accept the premise of the simultaneous

existence of infrinsic and extrinsic forces within an individual.

People who work in close contact with the complex environments of other

14
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necple must somehow bG comewhat of a risk-taker or stimuius seeker.

,Jgh%_jnvgi naq a hiah cearee of intferpersonal contact often
allow the introduction of novelty 2nd ambiauity by the worker on the
job. Thév also tend to he hroad in scope and complex in nature so Théf
they allow the possibility of deveioping interests in particular aspects
of the job, in specialization. Such jobs can also permit restructuring
by different workers so that they may all be performing seemingly iden-
tical but actually not the same jobs.

A second factor that atfects the rate of evolvement of a job
to pure work must be souaht in the characteristics of the worker. Some
people are more capable of rejuver~ting and maintaining fun and interest
in a job. These pecple may have qreater sensitivity to irreqularities
and uncertainties in a situation. They may be able to ferret out subtle
auances in situations that seem homogeneous and therefore mundane 1o
others.

Desmond Morris (1269) suggested 2 number of ways that people
seem to react to boring environments. Among these are inventing novel
activities or variations on familiar activities, artificially magni fying
selected stimuli, and creating new problems +o be solved. While he was
concerned with exaqgerated emphasis on these activities and stressed
Theif unhealthy aspects, it must be recognized that moderate differences
in these characteristics can be found among normal people everywhere,
especially in their ability to generate variability on an everyday
level. tn fact, people who introduce novel arrangements of and new
wayvs of reacting to ordinary situations are sometimes said to be creative
and are fauded for their efforts.

Finally, some people are more motivated to work for extrinsic

rewards. They are not entirely urconcerned with intrinsic satisfaction
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and a sense of doina a ¢ifficult job well, but rather are motivated laraely
v money, status, power, etc. Haywood (1971) arqued that these people

tend *o oprefer jobs fthat are predominantiy work. ..e., safe, s*tructured

and mundane jobs. Such workers may allow any job to hecome mundane and
uninteresting. They may also be atfracted fo the structured elements
within a job and mav drift towards tha low intrinsically motivating
nortions thereof, leavina the exciving, and possibly insecure components

to ethers. Thus they may prefer repelitive, clearly defined activities,

such as shop clerking, to less structured, more variable but less secure

)]

activiting, like commission sales.

Modern vocational counseling tends still to be concerned with
Parson's (10087 three hroad activities, understanding the individual,
understanding the needs of the world of work and enmeshing the two.
However, +the determination of which ~haracteristics of the worker and
aspects of the work environment are important to be understood has
varied from time te time and from theory to theory. This model argues
that a vocational counselor should aisoségncern himself with the three
activities but should seek different measures. In The work environment
he should seek to identify the initial proportions of intrinsic and
extrinsic components of jobs. He should, in other words, not focus
most of his examination on the shape of the job, its job description,
but rather on its shapelessness, on its potential for flexibility.

The counselor shouid also concentrate on measuring the “lexi-
bility of the counselee, on his motivation to work in uncertain, fairly
unstructured jobs and on his ability to induce novelty info games and
Jjobs. Then, he should focus on enmesning flexible workers with shape-

fess jobs.
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