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ABSTRACT

The Job Characteristics Model is widely accepted as a conceptual tool for addressing problems
related to employee demotivation, dissatisfaction and marginal performance. The validity of the Job
Characteristics Model (Hackman & Oldham, 1980) was assessed by reviewing relevant studies of
the model. The review and evaluation are based on studies testing the variables and the
relationships between the variables as contained in the model.

The reviewed evidence confirmed that the dimensionality of the job characteristics is best
represented by the five-factor solution as proposed by the model. The subjective self-report
measures of the five job characteristics as formulated by the theory and measured by the revised
Job Diagnostic Survey (JDS) were also supported. No evidence was found for the multiplicative
Motivating Potential Score (MPS), and as a result the use of a simple additive index of job
complexity is recommended as the predictor of personal and work outcomes. Strong empirical
support emerged for the relationships between the job characteristics and the personal outcomes.
Much weaker relationships between the job characteristics and the work outcomes, however,
materialized. Results failed to support the mediating effect of psychological states on the job
characteristics/outcomes relationships as specified by the model. The postulated relationships
between job characteristics and psychological states were also not confirmed by empirical
evidence. The role of growth-need strength, knowledge and skill, and work environment
characteristics, as moderators of the relationships between job characteristics and psychological
states, as well as of the relationships between psychological states and personal and work
outcomes, was seriously questioned.

A more parsimonious Job Characteristics Model is consequently suggested and a commensurate
revision of the JDS proposed. The construct life functioning was extrapolated from prior research
conclusions and recommendations, and included in the revised model as a moderator of the
relationships between the independent and dependent variables. The revised Job Characteristics
Model proposes internal work motivation, general job satisfaction and growth satisfaction as
dependent variables and the five job characteristics (skill variety, task identity, task significance,
autonomy, and feedback) as independent variables. Furthermore, the revised model postulates
that the presence of the five job characteristics determines the experience of the three personal
outcomes. The effectiveness of this revision of the Job Characteristics Model was tested
empirically by determining:

(a) whether significant amounts of variance in the dependent variables were due to the
job characteristics, and

(b) whether life functioning a=unted for significant amounts of outcome variance
beyond the influence of the job characteristics.

A systematic stratified random sample of 201 employees positioned in organized commerce and
industry in the greater Cape Town area was drawn. Respondents provided data based on two
questionnaires, namely the revised JDS and the Ufe FU"lctioning Questionnaire (LFQ). Trained
field-workers conducted structured interviews with respondents whereby the JDS was completed
for each employee and respondents afterwards completed the LFQ themselves.

Hierarchical multiple regression analyses of the data confirmed strong support for the relationships
between the job characteristics and the personal outcomes. Ufe functioning, however, did not
account for significant amounts of outcome variance beyond the influence of the job
characteristics, and is thus not a comprehensive moderator of the relationships in the revised Job
Characteristics Model. The implications of the study for management and human resource
practitioners are discussed and a human sciences technology for job enrichment interventions is
presented as a priority in order to address contemporary management issues in the workplace
related to employee demotivation, dissatisfaction and marginal performance.
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IRl1UU:nCN

1.1 INl1ULCnCN AN) BI\CI(G[UN) '10 'l1lE~

Hurren resources nanage:rent can re succinctly descr:ilied as the process thro.1gh

which an opt:irrum fit is achieved between the enployee, joo, organization, and

errv.i..ronrren so that enployees reach their desired level of satisfaction and

perfomence and the cn:ganization rreets its goals (Hall & Goodale, 1986, cited

in Gerl:Jer, Nel & Van Dyk, 1998: 11). Increasingly, human reswrces rranagerent

is being recognized as the nost vital practice of any oJ:ganization in order

that blsiness goals and ccnpetitive advantage be achieved (Nee, Hollenbeck,

Gerllart & Wright, 1997: 6). Managing people is a central cancern of every

!TBIlager in every organization (Milkovich & Boudreau, 1997: 9). In lllJst cases,

corporate armual reports state that people are an organization I s lllJSt irrportant

asset (Barney & Wright, 1998: 31). As the senior human reswrces rranager of

Toyota states:

People are behind cur success. Machines donI t have new ideas , solve

problems, or grasp opportunities. Only people who are involved and

thinking can lIEke a difference.... But heM people are utilized and

involved varies widely f= one carpany to another. 'The WOIkforce gives

any carpany its true ccnpetitive edge (Dessler, 1997: 18).

Rapid changes are currently occurring in the field of human res=es

TIBIJagaTent. Trends like technological innovation, glcbalization and the shift

fran rrenufacturing j<i:ls to service joos are m:xiifying the ways in which

oJ:ganizations need to re rrenaged. 'These trends irrpact upon the rranagerent: of

hum:m reswrces as j<i:ls in tunl require ~t, in the fonn of delegated

decision rrak:i:ng, rather than autocratic, reE'':rictive supervisory practices

(Dessler, 1997: 12-13; 312). Kruger, Srnit and le Roux (1996: 249) regard it as

unacceptable to re an autocratic !TBIlager and to harrper the creativity of the

wo:t:kforce. They :Eurtherrrore underscore the irrportance of rrotivating enployees

and encouraging them to make decisions and take responsibility in the

workplace .

FurtherrrDre, these trends necessitate a rrulti-skilled worker able to rreet the

changing datEIlds of j<i:ls, the nature of which I'-CW require a broader skills

repertoire than previaJEly. (A case in point is the carp.1ter literacy nr:M
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require:i of a disparate nultitude of enployees.)

Managers and worlrers alike are thus el<periencin.3" rapid changes in the dsrEnds

posed by their respective jobs. Organizational bebavioor is presently in a

state of transfomation and erployees are voicing their distress and grievances

collectively in order to establish and protect their rights and interests. 'The

resultant alienation of wm:kers frc:m their jobs indicates that the work

experience of workers does not fulfil their needs and eJ<pect:a.tions and

cont:r:ib1tes anly rrarg:iIJallY to the leading of a rnean:ingful life. 'There is thus

a grcMing gap between the work behaviour of erployees and the way in which they

are expected to perform by their erployers.

Ge:dJer, et al. (:1998: 8) regard poor work rrotivation and job dissatisfaction

as significant plights in I!EIlY 8alth African organizations. 'These syrrptCIl'S are

mmifestations of specific hurrEn res=es problE!lE existing in 8alth African

workplaces, the serioosness of which warrants attention and inteIVel1tion

(Ge:dJer, Nel & Van Dyk, 1995: 536-537). 'These lnJrcan rescurces problE!lE include

inter alia lCM labour prcxfu.ctivity, labour unrest and strikes, as well as

high absenteeism and laboor tt=over. 8alth Africa's lnJrcan resCJUrCes problem:;

are, in part, due to job alienation and worlrers' dissatisfaction with their

quality of work life, includ:iI1g lack of reco;;nition, uninteresting work, poor

relationships with colleagues, isolation because of wo:rking on their own, and a

lack of rreaningfulness because enployees el<perience no sense of fulfilrrent frc:m

the goads they prcrluce or frc:m the services they render (GerlJer, et al.,

:1995: 283). 'Ibis creates a misfit between workers and jobs and places a premium

on using appropriate methods to establish and rraintain a rrotivated and

satisfied wo:rkf=e.

To address these problem:;, tJ:ade mJion lear..ers, govennent officials and

corporate executives are tending towards wmkplace refOJ:llE entx:died in what is

ctrrrently known as work hurrEnization, or alternatively, as the new ilJdustrial

relations or quality of work life (<;;WL). Anretrang (:1996: 389) reccmrends that

irrp:roverEl1.tS in organizational effectiveness and the gaining of a carpetitive

edge are best achieved by altering pecple rrenage:rErlt practices fron a "control"

to a "quality of wo:rking life" strategy a:irrEd at satisfying the organization's

goals and sirrultanea.lSly supporting the developrent of its people. According to

MLrvis and Iawler (1983, cited in Kerp, 1994: 176) a quality of work life

st..."'Cl.tegy requires a <;;WL enviroorrEnt that:
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(a) draws, develcps and prarotes etployees;

(b) provides woIkers with jcb enric:hm=nt;

(c) provides OflfXJrtunities for participatmy rranagarent;

(d) espouses fair treatrralt and lends itself to a safe and secure wo:rX

experience;

(e) strives for equitable carpensation and benefits with accarpanying stable

enployrrEIlt .

A quality of woJ:k life strategy is based on the asSUllPtions that erployees

support what they help to create, that they strive to rreke a pcsitive

contribution to organizational goals, and that they are resp::lrlSible when

treated as rrature adults (Karp, 1994: 175).

Creating a synthesis of erployers' and erployees' goals to foster m::>tivation,

satisfaction and wo:rX performance is becaning a key practice of contetp:mn:y

hurran re=es uanagerent. Jcb redesign has been pu:posed as a hurran sciences

technology to address the prd:llen of derotivation, dissatisfaction and rrarginal

performance in the wo:r:kplace. Hackrran (1980: 445), Amstroog (1996: 388) as

well as GerlJer, et al. (1998: 232) regard jcb redesign as a rrethod to :irrprove

the quality of erployees' woJ:k life. Jcb redesign teclmology can be utilized as

a hurran resarrces strategy to structure jobs in such a way that they pcssess a

greater motivational and satisfaction value in order to meet both

OIgaIlizational and woJ:ker cbjectives sirrvltanea.Jsly. Jcb redesign can thus be

erployed to effect optirral woJ:ker-jcb fit by enriching specific elerEl1ts, or

characteristics, of jobs.

1.2 mIEF AaIUlI' OF 'lEE BISl(RICAL~ OF JtB RElESlGN 'IBEllUES

Over the years, as IIBna.gem2Ilt science relating to jcb redesign has developed,

it has given rise to vari= teclmologies a:irre-1 at prcducing solutions to the

woJ:ker-jcb fit (or misfit) prd:llen, thus alleviating hurran resa.rrces prd:llens

by increasing the perfomance, m::>tivation and satisfaction of woJ:kers. In the

early 1900s 'Iaylor bad a trererx:!a.Is irrpact on industrial society thrcugh the

advent of the scientific IIBna.gem2Ilt approach which viewed wo:r.kers pn:ely as

eeananic entities. 'Iaylorism is regarded as a IlEIlagerent approach which SCllght

to detennilJe, scientifically, the best rretbcds for perfonning a task, and for

selecting, training and motivating erployees. 'Iaylorism saw productivity

increase initially, !::ut authoritarian woJ:k milieus and fragrrented jobs bred

resistance and discontent, and the principles of 'Iaylorism were ultill'Eltely
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COl1demed as being inhurrene (Walters, 1975: 1.6; Stoner & Freenan, 1.992: 33).

'!be inadequacies of 'Iaylor's approach gave rise, in the 1930s, to the hulran

relations school which addressed worlrers I recognition and social needs by

focusing on inteJ:PerSCXlal and graJP dynamics. However, this rranagarent approach

cane to be regarded as ro less rranipulative than 'Iay1orism because both

strategies aimed at securing w<JI:ker c:arpJ ; ance to rranagarent authority.

M3nagers atte:rpted to notivate and keep woJ:kers satisfied by rraking than feel

inportant and useful. Attention centred on the functioning of srrall graJPS, a

sensitivity towards wmkers, and on sharpening the interpersonal skills of

mmagers. TIle basic ingredient that was, however, rot addressed, was an attarpt

to enhance the nature of the jcb itself (Steers & Porter, 1991.: 1.7).

Herzberg (1968) then heralderl in a new, hurranistic rranagarent approach by

prtpJSlllg a set of factors , closely related to the intrinsic nature and content

of the woIk done, that tend to notivate pecple to irrp=ve their perfonrence,

thus resulting in :increased jcb satisfaction. TIle basic premise of this

approach holds that fundanEntal charJges in the nature of the jcb are required

if the experience of wrn:k is to be conducive to worker trotivation and

satisfaction.

TIle 1970s and 1980s produced a mmi:Jer of larrlrarlc studies which elaborated on

Herzberg I s philosophy. The latest approach to understanding worker-job

relationships is known as the job characteristics theo:t:y. This theo:t:y has

subsequently been eti:xxlied in the Job OJaracterstics M:Xlel (HacknEn & Oldbam,

1980), which is considered the nan: ;nf]u€"x:;a' m:Del. guiding research on the

nature, or characteristics, of jobs (Johns, Xie & Fang, 1.992: 658). "TIle UDSt

well lmown and widely discussed theo:ry of job re-design is the Jcb

OJaracteristics M:Jdel of Hackrlan and his colle:l.gues" (Kelly, 1.992: 754). TIle

Joo OJaracteristics M:Xlel atterpts to provide a systeratic exposition of heM

the interaction between the nature of the job (that is, the job

characteristics), the nature of the jcb envirt:mEnt, and the nature of the

WOI:ker influences the trotivation, satisfaction and effectiveness of the worker.

TIle Job Q1aracteristics M:rlel, as an iImovation in the mmagerEIl.t of hulran

resoorces, spaIked a plethora of inteII1~tional research. I.oca1 research, too,

has establ ; sbe'i the applicability of the llDdel for use in SCuth African

mganizations (Boonzaier & Boonzaier, 1994). This led to the acceptance of the
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Job Olaracteristics M:Jdel as a canceptual basis for addressiIlg prob~Ems related

to perfomance, notivatian and satisfaction, ani utilizing tile aceatpanying Job

Diagnostic SUrvey (JDS) as a rranagenent too~ to:

(a) diagnose jobs considered for redesign in o:rder to estab~ish their current

capacity for stilllulating motivation, satisfaction aIJd effective work

perf=;

(b) :i.dent.ify those specific job characteristics that ar:e rrost in need of

enrichlrent, based on the diagnosis in (a) above;

(c) assess tile IreadiIJess" of enp~oyees to respond positi~y to irrproved jobs;

(d) irrplerent action steps for redesigning jobs and enriching specific job

chaIacteristics;

(e) ~uate the effects of job redesign interventions on the rrotivation,

satisfaction and effectiveness of enp~oyees.

Hurran sciences techno~ogy relating to the Job Olaracteristics M:Xlel has thus

been utilized to address notivation, satisfaction and perfonrance problems

caused primrrily by shortccmings inherent in the nature of the job itself.

1.3 GTOOSMff OF '1ml'oE

This section provides a set of definitions to serve as a prel:i.miIlaJ:y

clarificstion of te= used in this dissertation. Where the ensuing te= ar:e

used, the following explanations arPly:

* External aIViL.li.eil dJaJ:acteristic: Influences c:utside the organization

which are part of tile individual' s to~ life E!l!perience and which thus

influence wrn:k behaviror, for exarrple: narital status, friendships, family

relationships and financial natters (Fried & Ferris, 1987: 3ll).

* Himm sciences tectmo1OJ.Y: '!he practices an:' llEthods of doing, Ill3k:ing and

irrplaren.tinJ based on burran sciences theoIy in orOer to inprove quality of

life (Prinsloo, 1993: 4-6).

* Himmisu· 'Ihe school of tbalght in psycbology which views peqil.e in an

optimistic light and focuses on self-direction, growth and

self-actualization, an:l. where erphasis is p~aced on tile present and the

future rather than on tile past (Nevid, Rathus & Greene, 1997: 18).
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* Jab chaJ:acteristics: Those components of a task which detennine the

llDtivation and satisfaction potential of a task, naIrely skill variety, task

identity, task significance, autOIlOl'¥, and feedback, as defined individually

and included in section 2.2.3.2.

* Jd> 0Jaracterist:ic M:rlel: The Hackrran and Oldham (1.980: 90) m::del which

explains WOIk behaviarr as the result of the relationships between job

characteristics, wo:rker characteristics and work enviromEnt characteristics.

This 1!Ddel is expl.ained carprehensively in section 2.2.3.2.

* Jab :redesign: Those activities related to changing specific jabs =

interrelated job systEm3 f= the p.u:pose of :i.rrproving the quality of workers'

job experiences as well as their WOIk-rel.ated productivity (Al:m3t=Jg, 1996:

379) .

* Li£e fllnctimirq: The overall functioning of the individual. in all the

darains of her/his life, being a function of the interaction between the

characteristics of the person and her/his total enviromEnt (Van Zyl, 1986:

46-48) .

* ",Peta! or variable: A qualitative = g.JaI1titative variable which exerts an

influence on the relationship between an independent and a dependent

variable and which will account f= significant arromts of variance in the

dependent variable beyond the contr:il:utian of the independent variable (Baron

& Kenny, 1986: 1174).

* M:Jtivatim: The degree to which an arplc;lyee is self pLUlpted to perform

effectively an the job; that is, the arplc;lyee experiences positive internal

feelings when wo:r:kiLIg effectively an the job, and negative internal feelirgs

when doing poorly (Hacknan & Oldham, 1974: 6). When a person carries cut a

task because (s)be enjoys it, then this person can be regarded as llDtivated.

MJl (1.990: 20) di.stll1guishes rrotivation fLun noverent, and regards noverent

as the process by which arpl~ are rroved fran behin:i (e.g. with threats)

or fron the f=t (e.g. with incentives) .

* Parsinxmy. parsiDnJioos: The principle that the best theoretical rrodel

arrong all satisfactory m::dels is that with the least Illllli:Jer of parameters
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necessary to accamt for the facts. Hence, m:Jre generally, the pri=iple

which asserts that if it is possible to explain a phenarerJan equally

adeg1.Jately in a nurri:ler of different ways, then the sirrplest of explanations

(in tenrs of the IDJrrber of variables or pLt:p:lSitions) shalld be selected

(Rose & SUllivan, 1996: 244).

* Qua1ity of won life (QNL): Levine, Thylor and Davis (1984: 81.-1.04)

identify the follcming seven significant predictors of ~, as reported by 64

Delphi panel treTbers representing 3250 enployees:

- degree to which superiors treat errployees with respect and display

confidence in tlJeir abilities;

- variety in daily work rrotine;

- aI!DlIlt of challenge in work;

- the degree to which present work leads to gooi future work cpportunities;

- self-esteem;

- eKtent to mich life cutside of work affects life at wol:k; and

- the eKtent to which work contril::utes to society.

According to Gerl:Jer, et al. (1.998: 230-231.), quality of wol:k life ccnprises

the followin::J eight CXIlp:ll1eI1tS:

- sufficient and fair carpensation;

- safe and healthy wo:ddng conditions;

- clevelcp!EIlt of htman resources;

-:- Security and growth in the organization;

- social interaction;

- constitutionalisation in the work enviramEnt;

- total nlebensra:umn; that is to say, a balance between an enployee' s wo:ddng

tirre and his or her family life; and

- social relevance of the joo.

* satisfaetjrn: The overall degree to which an enployee is satisfied and

happy with the joo as well as the degree to which an illdividual is satisfied

with q;:p:;rtunities for growth in the job (Hackrran & Oldham, 1974: 6).

* WOrlc behaviour: The behaviour of the worker in the work en:vi=Jrrent,

earpri.sing both wrn:k am persaoal cutCOlES, including wrn:k effectiveness,

internal rrotivation, satisfaction with the joo in general, and satisfaction

with cpportunities for growth as defined sepaJ:atelY by HacknEn and Oldham
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(1980: 89-94) and elabo:rated upon in section 2.2.3.2.

* Work enviLe" nle' et characteristiCS: Those characteristics in the job

env.iramEnt which influence 'IJOIk behavioor, rorrely satisfaction with pay,

seaIrity, co-WOJ::kers, and supervisors, as stipllated by HacknEn and Oldham

(1980: 86) and elabo:tated upon in section 2.2.3.2 and section 3.3.2.2.

* Worker characteristics: This firstly refers to the work-related

characteristics of the arployee, rorrely the person's psychological states,

grcMth-needs and knowledge ani skill, as contained in the Job Qla:racteristics

M::rlel (Kulik, Oldham & Hackrran, 1987: 282-283) and defined individually in

Section 2.2.3.2 and Section 3.3.2.1. secondly, the tenn includes the

nan-wmk characteristics of the iIldividual, such as interests in activities

E!lct:enJa1 to the work situation, as referred to in section 3.5.2.

1.4 m:EIDt~

When addressing motivation, satisfaction and perforrrence prcblems in the

worl<place, l1unEn resa=es p:ractitianers and rranagers require hurran sciences

technology which entails, firstly, a parsirrcnious theoretical m:Jdel that

specifies when WOJ::kers will be lIDtivated to perfonn effectively and experience

job satisfaction; secondly, an accompanying diagnostic instrurrent(s) to

diagnose the status quo of a specified job or group of jobs; and thirdly,

action steps for the rranagerent of change.

The Job Qla:racteristics M::rlel of Hackrran and Oldham (1980: 90) stirtulated in

excess of 200 erpiriCaJ. studies (Rerm & VanJenberg, 1995: 279) testing the

validity of the variables and the relationships between variables in the rrodel.

These studies focused pr:inariJ.y on evaluating arrl criticizing specific facets

of the rrodel. The Job Characteristics M::rlel areJ:ged as an internationally

accepted rrodel of job redesign, possessing proven usefulness. Nevertheless,

distinct and limiting Shortcomings were also revealed. '!he acamulated

erpirical evidence has, hcMever, to date, not prcxJuced research efforts to

actually revise the Job Qla:racteristics M::rlel per se.

The core prdJlen which this st:lJCl¥ addresses revolves around the lack of

erpirical ref:i.r1aIEnt of the Job QJa...."'O.Cteristics M::rlel. 'I1rus, a revision of the

Job Characteristics M::rlel as such, consolidating segrrent:ed prior research

conclusions and :recarxren:Etions, is needed in order to functionally equip
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managers and human resources practitioners alike to rranage satisfaction,

lIDtivation ani perfonrance problEm3 in mganizatians =re effectively.

1.5 fU<fQi8 OF '.IBE SIWY

'!he overall p.n:pose of this study is to revise the Job Characteristics M::xJel

ani to test a proposed refinenEnt of the m:xlel errpiricallY .

1.6 CI3JK:TIVES 1\N} ","ID I. OF '.IBE SIIDY

'!he specific research objectives earprise:

1.6.1 Cbieetive 1

To examine errpirical evidence relating to the validity of the individual

variables ani the relationships between variables as postulated by the Job

Cbaracteristics M:rlel in cn:der to fomulate s!=tcaniIJgs of the m:Jdel.

1.6.2 Cbiective 2

To propose refinements to the Job Characteristics M::xJel based on its

shortcomings and the recanrerDatians for future research as rEfX)Lted in

evaluative studies of the m:Jdel in cn:der to establish a =re discriminating ani

parsirn:Jnious Job C1laraeteristics M::xJel.

1.6.3 <bjective 3

To examine, errpirically, the effectiveness of this revision of the Job

Cbaracteristics M:rlel. The revised m:Jdel proposes the three personal rotCarES

(internal work lIDtivation, general job satisfaction ani gn:mth satisfaction) as

depeOOent variables am the five job characteristics (skill variety, task.

identity, task significance, autOIlCX!¥, ani feedback) as independent variables.

'!he presence of the five joo cbaraeteristics determines the experience of the

three personal outcanes. Furthennore, the revised model pn:poses life

functian:iIJg as a m:rlerator of the relationships between the job characteristics

ani the personal rotCCIlES.

'!he following llEtbrrlol ogy was arployed to achieve the set objectives of the

study:

Firstly, an extensive study of the literature was urxlertaken. IDeal ani

international research regardiIJg the Joo C1laracteristics M::xJel was reviewed. A

nulti-disciplinary approach was adopted whereby literature fran the darains of

industrial psycholcgy, ITEIJag6!EIlt, hurrEn resarrces mma.getEllt, psychology ani
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:industrial social wmk was consulted. 'Ihis resulted in the carpilatian of a

synoptic history of job redesign theories, placing in perspective the

develcprent of the variables ani processes contained in the Job C11aracteristics

M:x'lel. 'l11e m::del ani its historical develc::prent are set rot in Chapter 2.

'l11e literature study :Eurthemore provided arpirical evidence relating to the

testing of the validity of the variables ani the relatianships between

variables of the Job C11aracteristics M:rlel. Shortcanings of the trroel cwld be

fomulated and a ref:inerent of the m::del proposed. 'l11e aforBrelltianed arpirical

evidence, evinced deficiencies ani the ensuing recamendatians for irrp:roverents

to the trroel are discussed in Chapter 3.

Secondly, an empirical study employing questionnaires and structured

intervie<.I1S was conducted anong 201. raOOanly selected workers in organized

carrrerce ani industry in the greater cape Town area to test this revisian of

the Job OJaracteristics McXIel. Based an the prqlOSitians cantained in the

revised model (see aforementioned Objective 3),· the following research

Q!lestians were addressed:

(a) Do the job characteristics accamt for significant arrounts of variance in

the personal rotccmes?

(b) Does life functioning contribute significantly to the revised Job

O:Jaracteristic McXIel' s explanatory pc:Mer beyond the influence of the job

characteristics?

'l11e following research hypotheses were cansidered:

(a) '!he job characteristics acca.mt for significant arramts of variance in the

personal rotccmes.

(b) Life functioning acca.mts for significant arramts of variance in the

personal rotccmes beyond the influence of thE' job characteristics.

'l11e corresp:::n:xli null hypotheses were fOLlllllated as follcms:

Null 1JYpJt.hesi s 1.

'l11e job characteristics do not acca.mt for significant arrounts of variance in

the personal rotccmes.

Null hYPJthesis 2

Life ftmctianing does not =t for significant arramts of variance in the

personal rotccmes beyond the influence of the job characteristics.
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'!he two IrEaSUring mst:rurrEnts used were arreOOed f= of the Job Diagnostic

Survey (JDS) of HackrrEn and Oldham (1980), and the Heirnler Scale of SOcial

Flmctianing (HSSF) as cant.ained in Van Zyl (1986). Participation was voluntaJ:y

and participants re:rained ~. Responses were processed by arploying

hierarchical nultiple regression procedures.

In this rrermer the null hypotheses were tested arpirically. The rrethodology of

the study and the ensui:r:g results are reported in O1apters 4 and 5, while the

practical implications of the findings for mmagerent, hunan reSOJICeS

practitioners and for future research are addressed in Chapter 6.

1.7 :IMRRrnKE OF 'IBB S'IIDY

'!he following reasons confinn the irrportance of the study:

(a) So.1th Africa needs h.I.mm sciences technology to address the critical hunan

resources problems related to denotivatian, rrergilJal perforrrance and

dissatisfaction. Failure to address these problEml will render it near

irrpossible for camerce and industJ:y to supply efficiently the gocx:Js and

services urgently required by local lIElIkets. IIJcal carpanies will also not

be in a pcsition to ccnpete for an international. lIElIket share, tlD.J.s

perpetuating an inward-looking ecorJar¥.

(b) Qrganizations and rranagers are legally bamd by the constitution which

affords W01:kers specific rights and privileges; for exanple the right to

fair treatrrent in the woIkplace. A shortage of hunan sciences technology

currently exists to cater effectively for the needs and aspirations of the

llBjOrity of~. OJrrent technology relating to the Job C1Jaracteristics

Model does have proven capabilities, rot at present with cancanitant

shortccmings .

(c) The high level of WOIker militancy and the frustration of arployees with

arployers and governrrent who do not conside~ their needs (for exarrple the

need for a rrean:iIJgful joo), breed WOIker dissatisfaction and alienation,

and 1:x:lde poorly for ecananic growth in general.

(d) The govennent I S goal of acceptable quality of life for all necessitates

technology develcp!EIlt to enhance both the wrn:k and non-wrn:k experiences of

arployees.

1.8 BllSIC ASS(JolPI'I(:NS OF 'IBB S'IIDY AN) A CIN:'EPItJM,~ RR IDWl

0CJ::IHm 'lE:lN)[.OOY Rl!SFARQI

'!he study assures the basic philosophies of the hunan resoorees m::del as
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espa.1S€d by Steers and Porter (1.991.: 1.8-1.9) as a point of departure when

researching or using the Job OJaIacteristics M:Jdel, nanely:

(a) In addition to the basic needs for belonging and respect,~ do not

J:e3aJ:d =tk as :inherently distasteful, and woold like to cantrilllte to

rreaningful goals which they have helped to establish.

(b) M:lSt wrn:kers can exercise far rrore creativity, responsible self-direction

and self-control than their present jobs deran:i and these unused skills

represent untapped, wasted hum3n resarrces.

(c) It is the responsibility of nanagers to learn hO<l to rra.ke best use of

these reservoirs of talent. An env:irorJrrent !Tl.lSt be created in which

=tkers can cantriJ::ute their full range of capabilities.

(d) Managers shoold encaJrage the full participation of e:rployees in enriching

the characteristics of their own jobs; they shoold focus on dem:x:ratizing

the wo:rKplace, seek:illg to broaden the areas over which workers exercise

se1.f-direction and self-control as they develcp and display greater

ccnpetence .

, (e) Managers shoold give the necessary Sl.lf!lOIt, or SUHJOrt systars shccld be

created, to enhance the total life functioning of wmkers.

The basic premise illlderlying these assurq:Jtians is that :Eurx:lamental changes in

the nature of jobs woold :inp:rove e:rployees' experience of woIk and be conducive

to worker motivation, satisfaction and effective performance. The Job

Qlaracteristics M:x3el rerains the llOst influencial n'cdel guiding research on

job redesign as a strategy for enhancing motivated woIk perfonnance and job

satisfaction (Johns, Xie & Fang, 1.992: 658; Boanzaier, 1.995: 7).

One of the goals of hurran sciences research relating to woIk, is to develcp

technology ai.ne:i at sustainable solutions to organizational prcblars in respect

of derotivation, dissatisfaction and nm:ginal perfonnance. The phenarena of

motivation, satisfaction and perfonnance are characterized by specific factors

which cause or energize related woIk behaviarr, factors which d:irect: or

channel this behaviour, and influences which na;nta;n or sustain woIk

behavioor (Stoner & Freeran, 1.992: 440). The variros theories of motivation and

satisfaction focus differently on the factors which cause, channel, and sustain

behaviarr. These theories are based on cancept:ual frarrEwoI:ks which guide theory

development, and thus hum3n sciences technology research, and ultinately

influence nanagers in nrmaging woI:kers.
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Acco:rding to the f:raI!8l1OIk of Porter and Miles (cited in Steers & Porter, 1991.:

20-24), as adopted in this study, a carprehensive theory of rrotivated worl:

perfonrance and satisfaction should focus on three sets of variables which

constitute the WOJ::k situation:

(a) OIaJ:acteristics of the jcb: the focus here is on what the worker does at

work. Factors such as the significance of the task, the variety of

activities required to do the job, and the extent of autOIlal¥ allcmed, all

influence the rrotivation, perfonrance and satisfaction experienced by the

e:tployee.

(b) 0IaJ:acteristic of the wU1xet:: in this instance the focus is on what the

arployee brings to the WOJ::k situation. The interests, attitudes and needs

of worl:ers operate as worl:er characteristics in determining the level of

rrotivated worl: perfonrance and satisfaction.

(c) 0IaJ:acteristic of the TolOI:k envi.:v.lleil: this set of variables relates

primarily to what happens to the enployee at worl:. The quality of

supervision and type of incentives, for exarrple, ca.Il.d dranatically affect

the rrotivation, satisfaction and perfo=e of worl:ers.

This conceptual frarrewrn:k serves valuably as:

(a) a vehicle for organizing ideas related to rrotivated worl: perfo=e and

job satisfaction in the WOIkplace; and

(b) a frame of reference against which theories of rrotivation, satisfaction and

worl: perfonrance can :t:ej~ in teI!l5 of their ability to deal adequately

with all relevant factors which enexgize, direct and sustain behavic:ur at

worl:.

within this rrutivariate fraIreworlc it is not only inportant to focus on several

key factors which relate to rrotivation, satisfaction and perfo=e, wt also

to view these factors in inte=ction with rme another within a system

perspective. 'Ihus the entire systen of forces operating on the arployee rrust :t:e
considered before worl:er rrotivation, satisfaction and perfo=e can be

adequately unde--rstocd and constructively rranaged to the benefit of worl:er and

rn:gan:ization alike.

1.9 lELIMITATICN OF TIlE SIUJY

This study focuses on the inte=ction between the characteristics of the job,

the :iIJdividual, and the worl: and nan-worl: enviramEnt: in determining the level
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of work llDtivation and job satisfaction of workers. The study does not directly

address the rork performmce and prcXIuctivity of workers. The rrea.surenent of

rork perforrrance and prcrluct.ivity are not free fron controversy, and iIxlices of

productivity, especially, suffer fron questionable validity (Maller, 1.988: 23).

These and other work outcome dependent variables (for example, work

effectiveness) are gene:r:ally not specifically defiIJe:i by theOJ:y as these

factors are generally unique to particular rork settiIlgs. The develcp:rent of

such work mtcarE rreasures for a specific work setting wo.Ild fall within the

scope of a separate dissertation.

'!his study considers the interrelationships between the characteristics of

jobs, iIxlividuals and rork and nan-rork envi=m=nts, and work llDtivation and

job satisfaction at a specific t:ine. The effects of inpl€!lEIl.ted changes in

variables (for exarrple the jc:b characteristics) did not receive attention.

Another un3ddressed question revolves arouni the extent to which the pattems

of interrelationships am:::JIB the specified variables are stable or unstable over

long pericrls of tinE.

'!his study focuses prinarily on revl.S:UJg the Job OJaracteristics M:xlel as a

conceptual basis to address denotivation and dissatisfaction prdJlems and does

not itself attarpt to test arpirically the validity of the existing Job

OJaracteristics M:x:lel. The Jc:b OJaJ:acteristics M:.xlel has already been shown to

be functiCl!lal within the So..1th African tusiness envi=m=nt (Boonzaier &

Eoanzaier, 1.994).

'!he inplications of the revised Job Ch3racteristics M:x:lel will be discussed,

but no attenpt is made to test empirically any facet of management

interventions eranating fran the use of the Job OJaracteristics M:xlel and

accaq;Janyi.ng JDS in industry. By proposing and t:esting a ref:inarent of the Job

OJaracteristics M:x:lel, the study is exploratory in nature and does not atterpt

to generalize findings to any statistical pc:pilation.

'Ib the extent that the study suggests a crnbination of strategies, which it

draws from more than one disdp] ine, to renedy prcbI.ems with regard to

motivation and satisfaction, it can be viewed as a rrulti-disciplina:ry

cont:ingency awroaeh. In addressing its prcbI.en statarent, the study rrakes a

contril::uticn to the science of focusing on pe<ple and their behaviarr in work

envirarnEnts; that is, a contril:ution to the field of industrial psychology.
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1.10 cmmIII1l'ICN OF THE SIWY

'!he mrin caotrihltion of tlris :research is:

(a) 'Ib revise the Jab OJaracteristics M:xJel and thereby test the relationships

between the variables depicted in Figure 1.1.

(b) 'Ib not only effect a theoretical ref:inatEnt of the Jab Qlaraeteristics

Mxlel, rot to provide practical huaEn sciences technology guidelines to

bllllan reso.rrces practitiaoers and rranagers regard:in;J the st.ructurin.:J of

tasks in cmJer to provide an enriched job envircmEnt.

(c) 'Ib present to nanagers eTpirical evidence of the mganization's interest in

attendi.n3 to IlOt only grievances related to the nature of jebs and the WOI:k

enviror:lnEnt, rot also to the nan-wmk probleT5 and fnlSuatians of WOJ:Xers.

Job chaJ;acteristics Work behayioor
Skill variety Internal WOI:k llDtivation
Task identity ....
Task significance

,
"

,
General jab satisfaction

AutCl!1C"J1¥
Feedback Growth satisfaction

Life functiClrliIl!
Worker characteristics

t
Enviu l! )IP! It

characteristics

Figure 1 .1 A revision of the Job C1Jaracteristics M:xJel
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2.1 INllOXX:l'ICN

In 1994, Swth Africa un:Jerwent a relatively peaceful political transfonration

which, anongst other things, raised considerable expectations of a better

quality of life for especially the previoosly disadvantaged comunities

(Boonzaier, 1995: 6). Inproved health services, hrosing, education and a stable

i.ncarE are desired by the pcp.Ilace rot are expensive, and Swth Africa is a

poor ecananic perfonrer carpared to newly industrialized camtries. Schwab,

Porter, Sachs, Warner and Ievinson (1999: 196) in:licate, in 'Ibe G1cbi1

o i1ie!jti~ Rf:pCIrt, the gross darEstic product (GDP) of 8aJ.th Africa as

$ll6,5 billion and the per capita gross dcrrestic product (per capita GDP) as

$2 720. A per capita GDP of $1.0 000 is considered the ecananic develcprent

milestone for newly industrialized CCllIDtries. 'ID exacerl:ate Swth Africa's poor

econanic perforrrsnee, the cu=ent ecananic growth rate of 3% and pc:pD.ation

grcmth rate of 2,5% effectively neutralize any growth in per capita GDP. In

fact, Swth Africa experienced a per capita GDP :irrpJverishrcent of ~,4% (Schwab,

et al., 1999: ~96).

Despite Swth Africa's mineral and natural resoorces, there is sirrply not

enoogh wealth cu=ently generated in the <:amtJ:y to affOId all the services

that its pecple desire. An ecananic transfontatian is thus required in o:rder to

fulfil the dream3 of the nation. An ecananic vision of dalbliIB the per capita

GDP to $5 500 in the next ten years, given an annual pcp.Ilation growth rate of

2,5%, is feasible, considering 8aJ.th Africa's carparative advantages in mineral

and natural resources, infrastructure, tectmological capabilities and

carpetitive spirit. In 1995, carpared to its ele'lffi fell= rreri:ler states of the

Swthe= African Develcp:!Ent Comunity (SAOC) - Angola, Botswana, Iesotho,

Malawi, Mauritius, Mozambique, Namibia, Swaziland, Tanzania, zarrtlia and

Z:i.rrbabwe - Swth Africa's per capita GDP was rrore than twice that of Mauritius,

which held the secarl p:lSition (1'1ros, SCott & Scott, 1996: 50). However, the

per capita GDP of Mauritius subsequently increased sharply to $3 402 (Schwab,

et al., 1999: U2), thereby overtaking 8aJ.th Africa, whose per capita GDP in

fact drq:fled.

Swth Africa's industries are also far fron beiIB glcbally carpetitive. 'Ibe
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Glcb!l 0 ,,{et itive::ESS Report: (Schwab, et al., 1999: 11.) ranks 8alth Africa

47th out of a total of 59 ca.mtries including, :inter alia, Taiwan, Mexico,

India, Brazil ani Russia. MJre :inportantly, South Africa is rated last (out of

59 camtries) with :regani to the extent to which human resa.rrces assist

organizational CCIl{Ietitiveness. Poor 6!ployee rrotivation, satisfaction ani

perfonrance; the questiooable CCIl{Ietence of rranagers; poor labour regulations;

a high unarploynent rate; the iDeffectiveness of the police force; poor hirillg

and firing practices; and low custarer satisfaction feature as praninent

liabilities on the national CCIl{Ietitiveness balance sheet of South Africa.

This situation co=elates st=Jgly with the GIdBl 1ldVcmt:age of Scur-b Africa

Project: Rep:n:t (1995) sul:mitted to the National Econanic Fomm by the MJnitor

CuLf'Cl!IY. Details of this report were presented to CabiDet by the Trade and

Indust:Iy Minister who proceeded to focus on the causes of J:::usiness failure an:i

8alth Africa I s poor econanic perfonrance. 'The reasons cited were cranyism,

trade protectionism, isolation, lack of healthy clarEstic catpetition between

carpanies, poor labour rranagarent, ootdated J:::usiDess processes, b..u:ea:ucracy,

racism, crirre, ani rninirral strategic plarming.

This scenario reflects the critical current state of hum3n resources rranagerent

practices in South Africa, especially with regard to the datotivation,

dissatisfaction ani rrarginal perfonrance of I«lrkers in the wo:rkplace. 8alth

Africa, bcmever, of necessity requires a well-rranaged, rrotivated an:i satisfied

labour force in order to realize rapid and sustained econarric growth.

A need thus exists in Sroth Africa for the application of hurran sciences

technology in camerce and industry in order to irrprove the quality of

6!ployees' work experiences. Joo redesign is becaning increasingly p=inent in

8alth Africa as a strat~ for att6!pting to increase, sirrult.anea.lsly, the

productivity of the work perforrrance and the quality of the wmk experience of

6!ployees (Gerber, et al., 1998: 232). 'The term job redesign is used in

preference to the term job design as it signifies a departure fron the

datdnant, autoc:ratic paradigm which characterizes the status quo of human

resarrces IlElI:lafjeLEJl in Sroth Africa.

As the prd:Jlem statetEI1t of this study refers to a refinarEnt of the rrost

recent hurran sciences tec1=lcgy pertaining to joo redesign, Ila!lEly the Job
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QJaract:eristics M:rlel, it is app:ropriate at this tin:e to focus firstly on an

accamt of the historical develc:prent of praninent jcb redesign theories,

:i.ncorporatiIlg the classical, reo-classical and behaviarral science approaches

to jeb redesign.

secc:mly, attention will be di.rectei to the Jcb Q1aracteristics M:rlel and its

attemant theoretical statarertt:s as the m:xJem behaviarral science approach to

jcb redesign.

Lastly, the cooceptual frarrEwork of Porter and Miles (cited in Steers & Porter,

1991: 20-24) will be used as a frane of reference against which the different

historical jcb redesign theories will be judged in te= of t.be:ir ability to

deal adequately with all the relevant factors and proble:us which energize,

direct and sustain behavieur at woIk. 'Ibis frarcewoIk dictates, as LepoLted in

section 1.8, that a carprebensive theoLY of jcb Ledesign shalld focus on the

characteristics of the jcb, the characteristics of the WOJ:ker, as well as on

the characteristics of the woLk envi=1nEnt in OLder to aid researchers and

nanagers in attend.ll1g cq;prc:pri.ately to prcble:us pertaining to the rrotivation,

satisfaction and waLk perforrrance of e:rployees.

2.2.1 Classical jd> :telffi;gn tbecn;y

'!he waLk of Mam Smith (1776, cited in Stoner & Freem3n, 1992: 312) can be

regaLded as the first rrajor influence on classical job Ledesign practice. A key

idea featuring in his writings is the division of laba.Ir, which was regarded as

a method to establish rrore effective woIk perfOLTIEIlce. One of the oldest and

cleaLest illustrations of the application of division of J.a!:Ja.lr to job Ledesign

was offered by l\dam Smith (1850, cited in Hackrran & Oldbam, 1980: 47) in his

description of the pin-nak:ing process:

One !lEIl dLa:1JS wt the wire, another straightens it, a thinl cuts it, a

forth points it, a fifth grinds it at the tcp for receiving the head: to

!!Eke the head :requires two or three distinct cperations: to plt it on is a

pe0l1 jar :t:usiress, to whiten the pins is another; it is even a trade by

itself to plt than into the paper; and the inportant :t:usiness of rcakiIJg a

pin is, in this llBmler, divided into aba.rt eighteen distinct cperations,

which in sore llBIll.1£actories, are all perfOLlIEd bv distinct bands, tboJ.gh

in others the same rran will sOTEt.irres perfonn two or three of them.
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A later classicist, 'Iaylor (1911.), advocated two different f= of division of

labaJr, narrely that between rrenagarErJ.t and wo:rkers, and that between wo:rkers

tl:1er5elves. Managers were viewed as responsible for intellectual wmk, and

workers resp:msible for perfonning nanual work, with 110 OIIerlap existing

between the two.

The practical demonstrations and writirBs of 'Iaylor (1911.) hastened the

prqjLessian towards work sinplification. The rrost inpJrtant feature of 'Iaylor's

classical awroach is that it tcilt upon the principle of division of la1::o.Jr

and suggested that rrenagarErJ.t sballd eJ!Plicitly assure responsibility for the

redesign of jobs, and also exercise influence OIler the execution of wmk. Work

rrethcx:ls were to be established by rranagarent and not by wo:rkers. Vlo:rkers were

hired only to work and were to be explicity inforrred that they were not paid to

think.

Acc<mling to Stoner and FreenEn (1992: 31), 'Iaylor based his rrenagarErJ.t systan

on prcxfuction line tirre studies. UsirB t:iIre study as·· his base, be subdivided

each job into its carp:ments, and designed the quickest and IllJSt efficient

rrethcx:ls of performing each carp:ment, thereby establishing heM nuch workers

should be able to do with the current equiprEIlt and rreterials at hand.

Unnecessary movement was milrimized thraJgh careful analysis of the task

CXltp:mentS, and fatigue was reduced with judicioos rest periods. When the

single best ~ was detenn:ined, the worker was ~ssly fOLbidden to deviate

fran it.

Acc<mling to Steers and Porter (1991: 15), the classical approach rested upon

several assurrptions regarding the nature of hurran beings. Workers were viewed

as being lazy, dull, aimless, often dishonest, and also rrercenaLy. The only~

in which organizations coold get wo:rkers into factories and keep than there was

to pay a so-called "decent" wage. Taylor accepted that, for a price, wo:rkers

coold be balght to perform activities which they frond boring and had no

interest in. A differential pay rate systan was also prcposed wbereby llDre

productive wo:rkers were paid at a higher rate than their co-wo:rkers. This

higher rate of pay was carefully calculated based an the profit that wo.I1d

result fran the :increase in prcrluction. M3nagerS of the classical era, in their

quest for profits, thus also began lltXlifying the basic systan of remmeration.

But while jobs were nade llDre and llDre rwtine and specialized, IIEIJa.ga!alt

began prt:tiDg severe constraints an the :incentive systan, thereby limiting
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The general expectation of Taylor's awroach, or Taylorism, was that by

simplifying jobs, work could be executed !tOre efficiently; less-skilled

etployees woold be required; the control of llBIJagarent over production woold be

increased; an:i organizational p=fits wculd be enhanced. Initially Taylorism

did produce significant success, mt the uncarpnI!1i.sing sea..rch for efficiency

was reganled by llBI1Y 'iiho cane into contact with it as a depressing an:i

degrading rranage;rent style. Shortly after its pr.i=iples were applied to

production system>, it was discovered that the resulting tasks afforded the

task perfomer hardly any satisfaction. Other dysfunctional consequences of the

classical approach also began to rranifest in the workplace. Arn::lI:B the earliest

docurrent.ed instances of hurran prdJlem> resulting fran classical WODe redesign

are accamts of the repercussions of =tine, :repetitive tasks (Walker & Guest,

1952; Worthy, 1950). Highly :repetitive jobs were famd to diminish WOI:ker

alertness, to decrease sensitivity to sensmy iLplt, an:i, in llBI1Y cases, to

i.rrpair llLlScular co-ordination. Workers often inforrrally engaged in behavia.rrs

airred at camtering their feelings of boredan, such as daydreaming, chatting

with other workers, making frequent readjust:nents in their posture an:i

position, an:i finding excuses to take unnecessary breaks fran waDe. It becarre

clear that simple, routine, non-challenging wol:k led to high etployee

dissatisfaction, increased absenteeisn an:i laboor tunJDver, and to substantial

difficulties in effectively rranaging etployees working on a sirrplified job.

Intensive investigations of such jobs as bicycle chain assatbly, soap wrapping,

tobacco weighing aIXi packing, cartridge case assartlly, and phanraceutical

product packing were =rlucted (fuchanan, 1979: 15). '!be results canfinred the

dissatisfaction caused by repetitive wol:k an:i that increased prcxluctivitydid

not necessarily oc=.

Buchanan (1979: 14), ~, offers two points in mitigation of Taylor's wol:k.

First, Taylor's rrethods of analysing task a::nponents or characteristics were

admirable solutions to the prOOlE!'lE faced by J.\llErican industrial llBIJagarent at

the turn. of the cent:w::y. Mechanization and :in:!ustrialization were P=ceeding at

a rapid rate an:i there was a go::xi SUj;ply of irrmigrant 1atalr. These unskilled

and t.I!1OIga!lized inmigrcmts experienced language difficulties aIXi had little

CGlFacity or desire to exert self-control over their new WODe env:i.rt:nrents.

Taylor's methods showed American rrenagers heM laboor cculd be etployed

effectively. second, in~ these tecbniques of systeratically llBIlaging
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were to work, am provided a theoretical f:raIlEWOl:'k against which contradictory

ideas crold be fomulated and clari£ied. It was, however, clear that the

boredan and attendant =ter-pra.t.J.etive behaviwrs induced by division of

laba.lr rrore than offset these two beIlefits.

Attetpts to solve the probl6lE of llOl1Otony and boredan saw m:magers increasll1g

qJfXJLLunities to alter posture, as well as introducing spaced rest periods, joo

rotaticm., the braadcastll1g of nusic during WOIk, and grOJpll1g workers to

facilitate c:onversaticm.. [The cancept of broadcastll1g nusic during WOIk was

tested exper:i.IrEnta.y, am Qltplt was !!¥SteriooslY highest when nusic was

played f= 75 minutes in the middle of the wart: spell (Wyatt, Langdon & Stock,

1937, cited in Buchanan, 1979: 16).]

Buchanan (1979: 24) places these eff=ts by nanagerent to carbat the hurran

prd:ll6lE associated with divisicm. of laboor witlrin the basic fraI!l2OOrt: of a

theo:ry developed by Viteles in 1950. 'Ibis frarrewo:rk, presented in Figure 2.1,

represents the first step in the develc:p!EIlt of the j 00 redesign theories which

arerged in reaction to Tayl=ism.

PROBLEM

Task specializaticm. --> rronotany am boredan --> low cutplt and norale

SOLUI'ICN

Joo rotation and en1arge:rEnt --> variety --> increased cutplt and norale

Figure 2.1 Arg\.IrlEnts for joo rotation am enlargele!1t (Buchanan, 1979: 24)

Jcb enlargarent as a joo redesign strategy is defined as the recarbiIJation of

two = rrore separate jOOs into ale, thus lengtlJenirJg the total tirre to do the

work (walker & Guest, 1952: 151). 'Ibis thus increases the sccpe of the joo and

the range of tasks that the perscm. carries cut. 'Ihe joo is stnIcturally bigger

am gives the 6IIl1oyee greater variety. 'Ihe joo cycle is increased as there are

mmy tasks to be perfonred by the sarre wo:rker. Joo enlargetent changes the pace

of the work and its qJeration by reallocatll1g tasks and responsibilities, rot

it does not increase the carplexity = depth of the joo. Redesignll1g work by

en1aJ::ging jOOs is tiJus the apposite of task specializaticm.. A joo is redesigned
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to have rrany tasks for the 6!ployee to perfonn instead of dividillg jd:Js into

the fewest possible l1UI!tler of tasks per erployee. Enlarged jd:Js require langer

tra:in:ing pericXIs, ani joo satisfaction sha.J1d :increase because rrcnotany ani

boredan aIe reduced as the scope of the jd:> exparxjs.

Joo rotation is a strategy whereby variety at work is :increased by allCMing

workers to rrove fJ:an one set of tasks to another acOOIding to either a fixed

scbedu1e or an infomal arrangerent (Van Assen & Den Hertog, 1984: 907).

Jilttlloyees are thus trained on a wider variety of jd:Js, the advantage reing that

employees do not perform the same routine job every day. Managers,

additionally, have a neans of ccping with absenteeism ani labaJr tu=ver. TIle

disadvantage is that 6!ployees ca.lld perfo:rrn several boring and rrcnotaru:us jOOs

rather than one. TIle carpl.exity of the joo thus does not cbaIJge as erployees

are assigned to different jOOs requiring trore or less the sate levels of

skills.

Jab rotation and jd:> enlaxgBtent can be regaxded as relatively si.rcple solutions

to the detr:iIrental. effects which jd:> si.rcplification ani specialization were

axgued to have, rot were in actual. fact cancemed with the introduction of

changes to jd:Js ani can thus be viewed as joo redesign strategies (Forshaw,

1985: 18). Despite their si.rcplicity, the positive cutcarES yielded by joo

rotation and job enlargement projects included improved productivity,

bettenrent in quality of work perfcn:mance, :increased joo satisfaction, and

reduction in labaJr tu=ver (HardirB, 1931; COX & ShaJ:p, 1951; walker, 1950;

navis & Canter, 1956).

Qxrlllsim

Classical. joo redesign themy initially focused on the role of rrenetaxy

incentives as a neans to enhance WOI:Xer trothation and satisfaction. Task

spec; aJ; zation was intn:rluced in canjtmction with these rrenetaxy incentives in

order to establish projuctive work perfcn:mance. ~ to the negative effects

of task specialization on workers, jd:> erllaxgBtEnt and job rotation were

:int:n:x:fuced as techni<:pes to redesign jd:Js in order to enhance trotivation,

satisfaction ani projuctivity.

Utilizing the conceptual. fra.tlle't.lOJ:k proposed for evaluating job redesign

theories (refer to Section 1.8), it is clear that classical jd:> redesign theory

focused pdrrarily on the characteristics of the job (task special ization, jd:>
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enlar:getent and job rotation), and, to a lesser extent, on the characteristics

of the woIk env:i..romEnt (for exanple, the influence of nusic and lighting) as

relevant factors to consider when atterpting to influence wo:rk behavi=. The

role of wo:rker characteristics, or iroividual differences, as a determinant of

motivation, satisfaction and productive perfonranee was not addressed. by

classical job redesign t:heoJ:y.

In addition, the classical theory of job redesign, and especially the

PLcpJtJeIlts of job enlar:getent and job rotation, failed. to address certain other

pertinent issues, including:

(a) whether task specialization inevitably causes tedium and boredan;

(b) whether boredan has adverse effects on wo:rk behavi=: and

(c) whether job enlar:gerent and rotation provide adequate solutions to the

problers of nonotony and boredan, where they exist.

It is pnJdent at this j1.IDctUre to take cognizance of the Hawtl=1e illumination

studies (Iuthans, 1995: 9-11.), with their unforeseen findings, as an :inpetus

for the further develcplEIlt of job redesign theories. During 1924 to 1933,

Elton Mayo conducted. a series of landl!a:rk studies at the Hawtl=1e WoIks of the

Western Electric carpany near Chicago. The relationship between the intensity

of lighting in the 'I'IOl:Xplace and WOIXer productivity was examined.

Exper:i.rrental grrAJpS were subjected. to del:ibeJ:ate fluctuations in workplace

illumination. When the level of light was increased for this groJp,

prcxjuctivity in general increased, althalgh erratically. When the level of

light was then decreased, prcxiuctivity lTo/Steriwsly continued to increase.

Surprisingly, control groups with constant illumination increased their

PLOOuctivity level by the sanE anomt as the experiIrental grrAJpS. In subsequent

phases of the Hawthome studies, as I:e};XJrted by Iutbans (1995: ~O) and Stoner

and Fre€mm (1992: 40-U) , sarrple grrAJpS (corprising relay :roan cperators and

electric wirers) were subjected to a variety of experirrental conditions. The

influence of increased wages, varying lengths of rest pericds, and shortene:i

woIk days and wo:rk weeks on wo:rk mtplt was examined. These :llDepeOOent

variables were, ~, not in thetEelves causing the cban:Je in the dependent

variable (productivity). The results shaNed that a carplex set of interrelated.

erployee attitudes, as well as the perception arroog the sanple grrAJpS that

l!EIlagelEIlt: paid special attention to than and displayed a concern for their

welfare, caused the increases in mtplt. The influence of the "hurrEn factor" on
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the relationship between the nature of a job and w::J:rKer behaviarr was clearly

illustrated.

2.2.2 li::o-da§§ica1 jcb Ie:'Esign them:y

Subsequent to the classical approach to job redesign, Brayfield ani Crockett

(1955) suggested that scxre WO:rKers IlEY find repetitive work pleasant and

satisfying owing to the influence of individual differences and preferences. A

nurti:ler of other researchers also I€fX01rted results directly contrary to studies

reveallilg the dysfunctional consequences of scientific I!ElIJa9E!lEIlt (Kilbridge,

1960; Kennedy & O'Neill, 1958; Tumer & Miclette, 1962; cited in BuchaIJan,

1979: 27-28). walker and MaIriott (195:1.), despite their general conclusion in

qJp:lSition to scientific n<magerEIlt, famd that IlBIlY of the arployees in their

study felt positive about their jobs because of the simplicity and

straightforward nature of the work. 'Ihis possibility of worker characteristics

influencirB job experiences ani altcares had not been addressed by classical

job redesign theo:ry. The Hawthon1e studies had, however, stirrulated the need

for further research on the role of individual differences, or E!!ployee

characteristics, in detenrrini:03" work behaviarr.

Smith and I.an (1955) and Brayfield and Crockett (:1.955) indicated that sore

w::J:rKers could be expected to find boring work satisfying owing to the range of

individual differences and preferences among workers. An individual's

susceptibility to boredan is determined by a nurri:Jer of personal characteristics

in interactian with specific characteristics of the job. Tumer ani Miclette

(1962) reported, in a study of US elect=ri.c instIuIrent assenbly operators,

that rrorale and job repetitiveness were not strongly related. AfOIBtEutianed

studies substantiate that repetitive work does not necessarily cause boredan.

Related studies investigated TNhether w::J:rkers whe IefXlLted their jobs as bellJg

boring actually experienced their jobs as bellJg unpleasant, and whether their

feel:iI:gs of boredan in fact irrpacted negatively upon their work perfomsnce.

Focusing on the relationship between boredan on the one han::l and E!!ployee

attitudes tCMaIOs WOIk and their WOIk-related productivity an the other,

Brayfield and Crockett (1955) concluded that there was little evidence of arry

relationship between boredan and work attitudes = alq;ut. Kennedy and 0 I Neill

(1958, cited in Buchanan, 1979: 27), also, famd no difference between the work

attitudes of asserbly operators perfomriIlg repetitive tasks carpared to utility

workErs p:rf~ similar rot rrore cenplex w::JIk. It eau thus be concluded fron
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these studies that boredan does not necessarily have a negative effect on wmk

attitudes = cut:p.lt.

Argyris (1957) queried jd:> enlargetent as a solution to the problers of

rronotony and boredan created by the classical ~ch to job redesign. He

argued that personality gn:mt.h cculd be affected by sate aspects of the

stnleture of the organization. He noted that job enlargarent tended to extend

the use of rranual abilities but that nanual abilities rrade a less irrportant

=tribltion to personality gr=t:h than did intellectual abilities. If job

enlargelent were carbined with the process of worlrer participation and the

benefit of profit-sharing scheres, then the whole hurran personality at wmk

wrold be developed. Argyris (1957: 183) temed. this carbination "enlarged job

enlar:getent". Job enlaLgetent per se as proposed by the classical theol:y was

thus not regarded as an adequate solution for nonotony and boredan.

The studies which criticised job enlaLgetent as a job redesign technique were,

hcmever, unable to carpete with the positive results which job enlargarent

seered to produce. Benefits to the organization included :irrproved productivity

and quality, reduced labcur tumover, iIrp:roved operating flexibility and fewer

bottlenecks in production (Elliot, 1953; Guest, 1957). What was dem::mstrated,

hcmever, was that it is advisable not to make siIrple generalizations abcut the

borirJg nature of repetitive wmk, nor abcut the relationships between the

characteristics of jobs and both satisfaction and llDtivation, nor abcut the

effectiveness of job enlargelent as a general universal jc:b redesign technique.

Subsequently a mJre scphisticated agrroach to jc:b redesign was P:rqJOSed by

Katzell, Barrett and PaIker (1961, cited in Buchanan, 1979: 32), illustrating

the type of develcprent in jc:b redesign thinking which superseded that of

scientific nanagetlEnt. Their m:xlel (see Fi~e 2.2) is described as "an

:iIJdependent variables / intervening variables / deperxJent variables m:xlel" of

jc:b redesign, thus elaborating upon the two-variable research designs of the

classical approach (:imependent and dependent variables only) .

Buchanan (1979: 32) considers the results of a study by 'l\.rrner and I.awrence as

illustrative of the llErit of the Katzell, Barrett and PaJ:ker m:xlel of jc:b

redesign. 'fumer and I.awrence (1965) set cut to examine the relationship

between jc:b characteristics and work bebavicur. They conducted a study of the

relationships between six requisite task attributes (variety, autcmat¥,
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Incleperldent Intervening IlepeIldent
variables variables variables

WOI:k envi=nerJ1: Eitployee
characteristics satisfaction

1 .... Eltployee ... 1,,- needs and ",

~tians

Fnployee PerfonIElIlCE!
characteristics

Figure 2.2 Katzell,Barrett and PaJ:ker1 S nee-classical m:rlel
of jdJ redesign

required social interaction, cHx:u:ttmities f= social intaaetion, knowledge

and skill required, and responsibility) and both absenteeism and job

satisfaction for blue-collar wmkers. ~s of these job characteristics

were found to be veJ:Y closely interrelated, and a SUllII'BJ:Y rreasure, the

requisite task att:rib.ltes index (RIA index), was therefore intrcxiuced.

'!he study correlated RTA ratings with rreasures of jdJ satisfaction and

absenteeism f= 470 erployees in 47 different jdJs across 11. industries. 'The

expectation of a positive relationship between scores on the RIA index and job

satisfaction, and a negative relationship between RTA index and absenteeism was
confirmed only for workers from factories located in srrall tams. 'The

relationship between the RrA index and jdJ satisfaction was reversed f= urllan

erployees while the RrA index was not related to absenteeism f= this SCllre

graJp.

'n'e researchers concluded that wmkers in large cities were exposed to a

heterogeneaJS mix of social cultures and did thus not respcn:l positively to

jobs high in complexity, whereas workers in rural settings did. '!his

serendipitOlS finding revealed that subcultural faet=s, = social system

variables, aweared to have a significant effect on worker behaviaJr. 'Ihus

subcultural factors were sb.cr.m to m::rlerate the relationship between. jdJ

characteristics and work bebaviarr.

Blood and Hulin (1967) and Hulin and Blocxi (1968) provide data on the

irrportance of subcultural faet=s in detennining work bebaviarr. 'Ihey ptcpose
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an alienation fran, as <:glOSed to integration with, the traditional work :nonm

of the middle class as a factor inpJrtant in m:Jderating the relationship

between joo cbaracteristics and wrn:ker resp:mses. Hulin and Blcxxi (1968: 48)

define the traditional rn:i.d:lle class work nonn as a positive sent:irrent :regarding

occupational achievetent: a belief in the intrinsic value of haId work, a

strivin.:J for the atta:inrent of responsible positions, and a belief in the

work-related aspects of Calvinism and the Protestant ethic.

When employees hold traditional values :regardi.ng the value of work and

achievarent: in the work situation, as woold be expected fran arployees in rural

areas [based on the canclusion of 'IUmer and Lawrence (1965)], jOOs with a high

cOllplexity would elicit a positive response fron workers. However, when

enployees are alienated fron these nonl5, as might be expected fron urban

workers, !lOre carplex joos wculd be resparled to negatively. According to this

conceptualization, it~ that certain enployee characteristics nust be

taken into ac=t sinultaneaJsly with jcb characteristics in order to explain

work behaviour adequately. Both 'IUmer and Lawrence (1965) and Hulin and Blcxxi

(1968) aOdress individual differences on a sociological level; that is, in

terms of differences between urban and rural workers, or stated differently, in

terms of the alienation of w::ban workers fron middle class work norm:;.

'!he conceptualizations put fmward by Turner and Lawrence (1965) and ThIlin and

Blcxxi (1968) ....ere applied directly in SCUth Africa by Or:pen (1983). Or:pen

dEmJnstrated that differences in the degree of westernization of black workers

m:xierate the relationship between job carplex::i.ty and work =t:ivation and joo

satisfaction. Black workers in SCUth Africa who hold western. values resparrl

rrucb. tIDre positively to high level jOOs, or jOOs high in carplexity, than do

black workers boldirB tribal values. 'This study, and its attendant rranagement

irrplicatians, wan:ant further discussion as censt:.3 data reveals that the black

ecoocmi.cally-active pc:pl1ation of 8a.lth Africa constitutes 71% of the total

ecoocmi.cally-active pc:pl1ation (GeI:ber, Nel & Van Dyk, 1995: 538).

'!he m=asure of western.ization used in Orpen's (1983) study was that developed

by Grant (1973, cited in MJrse & Or:pen, 1975: 24-49) for special use with black

workers in 8a.lth Africa. '!his scale was developed fron interviews with :rural

and urban workers, and fron cun::ent social antbropological evidence, and

demonstrates an intemal consistency of r = 0,69. '!he scale :Eurt:henrore
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distinguishes between blacks liviI:g in rural and urlJan areas in 8aJ.th Africa,

and c=elates positively with a nurri:ler of i.IJdeperJdent ool03IaphiC and econanic

indicators of westernization.

Subjects in OIp:n's study were divided into westem. or tribal subgraJps on the

basis of whether their s=es on the urlJan-rural scale fell above or below the

ITEdian, and on whether or not tbey bad spent 1lIJIe than half of their lives in

an urban area. SUbjects in the westeIIl gra.Ip (n = 96) had spent an average of

33,2 years in an urlJan area, while subjects in the tribal graJp (n = 61) an

average of 10.6 years. The sarrple g:ro.Jp ~sei black enployees chosen

deliberately to represent a wide~ of jcbs which were considered, on an a

priori basis, to vary significantly in temlS of foor job d:im=nsions (variety,

autOIlCllY, feedback, ani identity). The subjects perfonred jabs ranging fron

tIuck drivers, packers, nachine cperators, cleIks, rressengers, to supeLVisors

of ll\3IlUal labc:ureIs. Subjects represented a wide spectrum of ethnic gra.IpS,

includi.n3 Zulu, Xbosa, Tswana and Bathe. The sarq:>le differed widely with regaId

to age, education, rural or url:lan background, ani gender.

The results of OIpen's (1983) study reflect differences between westem and

tribal black WOIkers in their reactions to tb:! sarre job characteristics. The

westeIIl-oriented black 'IlOIker has a nuch stronger desire for higheI-order need

gratification in the "WOIk setting than the tribal-oriented worker owing to the

fact that western-oriented black walkers have been socialized in u:r:ban

envircmEnts and have been exposed to a westernized work naIrn. 'Ibis finding

inplies that, with other factors rena:ining constant. westeIIl-oriented black

workers are likely to respcn:l nore positively than tribal blacks to enriched
jcbs.

WesteIIlization as a variable which influences the relationship between job

characteristics and "WOIk IlOtivation and jd:l satisfaction for black walkers in

Salth Africa has profa.nx:l inplications for rrenagers. In view of the laIge

social distance usually naintained between white llBIlage1'S ani black enployees,

the fonrer tern to attrihJ.te to all black enployees, whether they be basically

westeIIl or tr:ibally oriented, the sanE set of stereotypical tIaits which they

believe characterize black WOIkers. when i.roeed the reeds of each 9IOJp differ.

Furthenrore. rranagers need to realize the diffeIential inportance sh= by

westernized and traditional walkers for SeniOIS and peers. The traditional

WOIker tends to accord llUch IlOre respect to persons in view of their seniority
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than tbe westemized worl<:er. With a group of traditional wo:rkers, mmagerent

should especially avoid creating conflict by awointing or prarotilB to

supervisoJ:y positions wcn:kers other than those who are older, and thus rrore

senior, or possessing higher stan:li.ng in the tribal culture.

With reference to joo redesign, the firxlings of Q:rpen (1983) suggest that it is

anly for those black wcn:kers with a westem. orientation that intrinsic job

factors will be likely to have a significant effect on satisfaction and

notivation. Ehployees with a tribal orientation feel relatively rrore satisfied

and notivated by the provision of better w:J00ng =xli.tions, rrore effective

supeIVision, and a fairer carpany policy; and relatively rrore dissatisfied if

those factors are absent or not to their l:ik:ing, than they are likely to be

affected by the provision of rrore cballeng:ing, nore interestilB work and wo:rk

which provides a greater sense of responsibility and achievaren.t.

Joo redesign focuses delibeI:ately on the gratification of higher-order needs.

Joo enrichltEnt schatEs thus seat! likely to be less effective for black wo:rkers

with a tribal orientation, prirrarily because their deficiency needs are not

sufficiently gratified for than to be concemed aOOJ.t the irrproverent in the

characteristics of their jobs per se. '!he chances of success with enrichrcent

schares ClfPlied to westem.-oriented wcn:kers are thus ccnparatively greater.

Chy:l11gjrn

The neo-classical job redesign theories established pertinent job

characteristics in combination with certain worker characteristics as

influential in determining the behaviarr of E!1ployees in the wolliplace.

With the fomulation of the R'1A iroex by Turner and Iawrence (1965). the

nee-classical awroach to joo redesign !!Ede prcrision for the inclusion of a

broader range of job characteristics as variables which influence joo

satisfaction and work notivation than that proposed by the classical school.

Whereas classical joo redesign t:hecn:y atterxled partially to the influence of

specific work enviromEnt characteristics on work behaviarr, the nee-classical

theorists arritted to attend to this influence.

Neo-classical job redesign theory considered, for the first tirre, the role

which worker characteristics, or in:lividual differences, play in m:xJeI:atilBthe

relationship between job characteristics and work motivation and joo
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satisfaction. The natuJ::e of these individual characteristics, hcmever, revolved

nainly aramd subcultural factors, or sociological level variables (TuJ:ner &

Lawrence, 1965; Iful:in & Blcxxi, 1968; Orpen, 1983). The najor value of the

sociological level studies lies in tbat they stinulated further research which

led to the direct assessment of a broader spectmm of personality and

psychologically-based individual differences. These advancerents thus trede the

direct rreasurerent of relevant individual differences at the individual level

possible, rather than cq::ply:i.n:J :indirect treasures such as subcultural factors or

sociological level variables in explaining worlc bebavi=.

The neo-classical theories of job redesign thus focused on both the

characteristics of jobs and the characteristics of worl<ers in deteJ:mi.n:in.:J 'IlOIk

behavieur, rot in so doing, did not specifically attem. to characteristics of

the work~ and the influence of these factors on rrotivation and

satisfaction in the workplace. 'Ihis approach to job redesign increased

awareness of the eatplexi.ty of the relationship between the characteristics of

jobs and cancarritant ....u1X behavi=. An increased erphasis on the :inIxJrtance of

individual and subcultural differences in nrderating the relationship between

job chaIaeteristics and 'i.U:rk behavi= was thus established.

With regard to the specific natuJ::e of the worker characteristics, :narrely the

:rural/w:ban orientation as well as the westernization/tribal canceptualization,

each assurres a substantial hatl:~elleity of 'i.U:rker characteristics and response

tendencies within t'i.U settings. It wwld, lJa.Jever, be erroneous to accept that

there are no substantial individual differences arrongst individuals within each

of these two sets of dichotanized variables. Atte:rpts to treasure individual

differences :in:tirectly via subcultural or sociological variables thus seem to

have limited awJ.ication.

The aforementioned shortcomings in the developments surra.mding ....u:rKer

characteristics gave rise to further advancerents in job redesign theory knc:wn

as the behavicural science approach to job redesign.

2.2.3 '1lle h:>hgyinrrnl scieoce *'Il'" och to joo nrlesign

The Il1.Ill'IeraIS hurren difficulties associated with classically designed worlc

necessitated not only a departure fran woIk sinplification but also an

:inproverEnt upon job enlargetent and job rotation as tedmiques to overcane

these prd:.Jlers. In order to preserve the "hurren factor" at woIk, alternative
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approaches to work redesign began to take shape. Althcugh the varicus

behavioural science approaches which emerged have different theoretical

UIJdeJ:pinniIJg and different inplications for rranagerent action, they do share a

ccmnan objective, IJalIE1y to redesign work in such a way that high work

productivity is achieved withoot incurring tbe hurran costs associated with

traditional classical approaches (Hackrran & Oldbam, 1980: 52). one behaviooral

science approach to j ob redesign which evolved as a response to the

neo-classical theories was Herzbel:g's (1968) two-factor theory.

2.2.3.1 ffi,zle'g's bio-factar thear:y

'!he reo-classical approaches to jcb redesign focused, in a limited fashion, on

the influence of enployee characteristics on work llOtivation and satisfaction.

Herzberg, however, inco:rporated the erployee's psychological experience of work

into jd:l redesign in order to canstnlet a theoretical famdation for sound jcb

redesign practice. Herzbel:g (1968) intro:fuced a humanistic rcenagetent ~ch

by proposing a set of factors related to tbe nature and content of the work

perf=-ed that tends to llOtivate people to inprove their perfomance, thus

resultillg in jd:l satisfaction. '!he basic premise is that the nature of the jd:l

detennines whether or rot the experience of work is conducive to worker

llOtivation and satisfaction.

'!he two-factor theory of llOtivation and satisfaction, with its guidelines for

jcb redesign, was fornulated based on a study of the work experience of 203

accamtant:s and eng:illeers using the critical incident lIEthod of obtaining data.

Luthans (1995: 152) paraphrases the two questions essentially asked of

respoOOents in Herzbel:g's (1968) study:

(a) When did ycu feel particularly go:xi al:Jalt ycur jcb - what turned~ on?

(b) When did ycu feel exceptionally bad al:Jalt ycur jcb - what turned~ off?

A nurri:Jer of replicate studies using a variety of pcpilatians, including sore in

Cam1.1nist o:::JlIotries, were also cenJueted (Herz!:Jerg, 1972 : 118), naking the

original research one of the !lOSt duplicated studies in the field of jcb

redesign. Findings suggest that the factors involved in prrxJllcirg work

llOtivation and jcb satisfaction on the one hand, and job dissatisfaction on the

other, are separate and distinct. Separate factors thus reed to be considered,

depen:i:ing on whether probletllS related to a lack of jcb satisfaction and

m:Jtivation are at issue or whether prcb1etl1S of job dissatisfaction are being

examined.
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Herzberg (1968) places the factors which give me to jc:.b satisfaction and

rrotivatian and those factors causing job dissatisfaction within a frarrewo:rk of

the wo:r:ker's psycho1cgical experience of wo:rk. 'IWo distinct, different sets of

arployee needs are involved in the detemtination of jc:.b satisfaction and

rrotivation on the one band and jc:.b dissatisfaction en the other. Herzberg

proposes one set of needs as stEml1in;j f:rc.m the hunBn being's an:iIral nature:

that is, the hri.lt-in drive to avoid pain f= the envirorJrrent. Included in

this drive are all the leamed drives which beccn'e corrlitioned upon the basic

biological need of pain avoidance. 'Ibe other set of needs :relates to a unique

hurn3n characteriBtic: that is, the ability to achieve and through that to

experience psychological grc:M:h.

'Ibe stinuli for the growth needs are tasks that iIrluce growth and in the

industrial setting this refers to factors :relating to job content. Stinuli

:iIrlucing pain avoidance behaviarr are found in the job errvi.romEnt, or jcb

context, and relate to basic needs.

The motivator or growth factors are intrinsic to the job and carprise

achievement, recognition for achievement, responsibility, growth or

advancatEnt, and the wo:rk itself. '!be hygiene or dissatisfactien avoidance

factors are extrinsic to the jcb and carprise salaq, status, security, carpany

policy and adninistration, and supeI:Vision.

'!he two-factor tbeo1:y illustrates arployees' strivings to satisfy their basic

needs thrcxJgh the hygiene factors and their desire for psychological growth

throJ.gh the rrotivator factors. 'Ihe central prcpositien of the theory is that

sarrces of job satisfaction and rrotivation are ~itativelydifferent f:rc.m the

determinants of dissatisfaction. '!he rrotivators are inst:nIrrEntal in praroting

rrotivation and satisfaction, whereas the hygi2l1e factors are inportant in

avoidirlg potential soorces of dissatisfaction. Herzberg (1968) advocates a dual

strategy of enriching specific elE!lEllts or characteristics of jd:>s in order to

increase their rrotivatiI:B potential, while also attending to particular wo:rk

envirorment factors to min:i.m:i.ze wo:r:ker dissatisfaction.

'!he two-factor tbeo1:y, as a behaviooral science CJHlrOaCh to jcb redesign,

establishes a link between hurIEn nature, the wo:rking world, and wo:r:ker

behavioor. Ensuing :recarnendations to I!EIJagerS encarpass specific principles to

be applied in order to enrich the rrotivatiI:B charaeteriBtics of jobs. Herzberg
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(1972: 121.) lists seven principles of vertical job loading whereby aIIJloyees'

jabs can be enriched am en=bents granted the q:portunity for grorth in their

jabs:

(a) rarovillg sane coot.rols while retaining acca.mtability;

(b) increasing the ace::amtability of irxlividuals for their cmn wen:k;

(c) giving a woIXer a COlplete natural mrl.t of WOIk;

(d) granting additiooal autbority to an erployee in her/his activity, that is

to say, job freedan;

(e) rraking periodic l:ep;:n:ts directly available to the w::n:ker herself/him:relf

rather than to the supervisor;

(f) :intrcrlucing new and no:ce difficult tasks not previwsly handled; and

(g) assigning individuals specific or specialized tasks, enabling them to

becare experts.

'Ihese vertical job loading principles relate directly to the rrotivator factors,

narrely responsibility, personal achieverent, reco.:J11ition, growth, and the wen:k

itself. Herzberg (1972: 123-1.24) 6Ug3eSts ten steps which rranagers should

follow when instituting the vertical job loading principles in their

suI:Jo:cdinates J jabs:

(a) select for enric1nEnt those jabs in which:

i} technical cbanges can be wade with the min:inum expense;

il} jc:b satisfaction is ION';

ill) the p:covision of hygiene factors is expensive; and

iv) irrproved rrotivation will affect perfo:crnmee.

(b) Examine these jabs with the conviction that their job content can be

changed.

(c) "Brainstonn" a list of possible job enrichrEnt chaIlges withalt conce:cn for

their practicality.

(d) Screen the list to exclude suggestions tnat involve hygiene factors,

retaining only those ccncemed with llDtivators.

(e) Screen the list for generalities such as "give workers more

responsibility", retaining only specific suggestions cancemed with

rrotivators.

(f) screen the list to eliminate horizOlltal loading factors, that is to say,
factors related to job en1.a:cgElrEnt or job rctatiOll.

(g) Avoid direct arployee participation in detennin:ing the changes to be rrade.

It is not the act of~ participating that ensures future rrotivation,

rot the nature of the WO!k content.
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(h) set up a controlled experirrent to examine the canseguences of the joo

enriclnEnt interventions.

(i) Expect initial :results to be poor until erployees becare accustarEd to

their new jobs.

(j) Expect anxiety and bostility fran supervisors, at least initially. 'lbe

anxiety cares fran their fear that the changes will :result in poorer

perfOLUBIlce .

'The goal of this effort is to expand jobs to give~ a greater role in

plamring, perfo:rming and evaluating their work, thus providirB an q:p:lrtunity

to satisfy their growth needs. 'lbe tbeoJ:y :furthe:rrr=e calls for the rrainte:nance

and promotion of hygiene factors in the work enviroIlllEnt in order to

sirrultaneously satisfy the basic:needs of~.

'The notivator-hygiene theory is not withaJ.t shortcanings, however. Research has

failed to confirm the Olo-factor theory 0IIin.:J to a lack of clarity in

Herzberg's original exposition of his theory (King, 1970). 'lbe original

dichotanization of aspects of the wortplace into rrotivators and hygiene factors

nay partly have been due to the nethOOology enployed in the research. 'lbe

inte...""View procedure followed by Herzberg sti.'1Ulated projective as well as

defensive responses. AccoI:d:inJ to attrihltion theol:y, satisfaction is usually

attributed to personal achievement (dispositional attributions), while

dissatisfaction, in general, is not ascribed to personal failings rot to

factors in the wm:k envi=JrrEnt (errviromental attribJ.tions). 'lbe attrib.ttianal

pr=ess thus creates the dichotanization between the factors pratl:ltiPg joo

rrotivatioo and satisfaction and those causing joo dissatisfaction. It therefore

becares possible, on the basis of this shortcaning, for a given factor to cause

rrotivatioo and satisfaction for one worker and joo dissatisfaction for another.

WOrk factors can thus SeI:Ve as rrotivators at ti:res and as hygiene factors at

other tinEs.

Salancik and Pfeffer (1977), too, criticise the causal inferences uade on the

basis of the net:bcdology follC7Ne:i in He!:zberg's (1968) research. According to

these researchers, the causal influences ascribed to the rrotivators and hygiene

factors cannot be deferxJed by using a IlOI1-experinEntal research design.

An absence of treasures to test the different ca:p:ltleI1ts of this m:xJel canfourrls

arpirical va' j dation of this thear:y in an organizatiOIJal caltext. Practical
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difficulties thus arise in utilizing and :illplEIlEIlting the theory in actual jcb

enrichrrent progIOdlmes. For exanple, diagnosis of jabs prior to :illplEIlEIlting

chcJn3es is idiosyncratic, and rreasures to gauge the results of jcb enricbrrent

interventions rely only on subjectivity.

MJilins (1.993: 460) canteros that Herzberg's (1.968) theory applies least to

unskilled arployees whose WOI:k can be regarded as =.interesting, repetitive,

limited in scope, and monotonous, because unskillled wo:rkers adept an

inst:nmEnt:a.l orientation to 'iJOJ:k whereby their prinary concem is econanically

based. Conversely, Bla.ckh.=l and Mann (cited in MJilins, 1.993: 460) report

finiings which illustrate that relatively lcm-skilled woJ:kers adqlt a variety

of worlc orientations, focusing on, inter alia, autanatff, worthwhileness of

the jcb, and :intrinsic aspects of the jcb.

0TJe111siCTJ

Herzberg's two-factor theory {1968}, as a behaviooral science ~rcach to job

redesign, directed attention to the significance of the jcb itself as a factor

in detennining the llDtivation, satisfaction and perfomance of worlcers. This

EnErged in direct contrast to 'Iaylor's {1.91l} classical ~ch with its

erphasis on external mJt1etaLy incentives. 'The behaviooral science ~rcach to

jcb redesign thus focused on job characteristics (that is to SOlf, the nature of

the job), WOIXer characteristics {inwLp:rrating both basic and growth needs},

and work enviromEnt characteristics (narrely the hygiene factors) in the

detennination of 'iJOJ:k llDtivation and satisfaction.

Specifically with regaros to worlcer characteristics, however, the two-factor

theory of Herzberg can be regarded as a universalistic theor:y because it

accepts that all worlcers will respond in the sane Wcr£ to their worlc er:rvirc:Jment:

and their enriched jabs. 'The theor:y thus does not include specifications of the

rranner in which the unique irxlividual characteristics of woIkers inter:act with

the presence or absence of the llDtivators and hygiene factors in influenc:i.rJg

jd:> llDtivation and satisfaction. 'The theor:y, thus, does not adequately address

the irxlividual nature of worlcer characteristics.

'The last two decades prOOuced a Il!JlltJer of landrrarlc studies which elaborated on

HerzbeI:g's ag:>rcach to understaIxli.ng the worlcer-job relationship. Job redesign

theory in general was, as a result of these studies, elaborated to specify, in

cancrete tenns, hem irxlividual differences phenarena ca.Ild be dealt with both
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conceptually· and practically in the redesign and irrplarentation of actual

change projects. In this way the III cPr 11 bebavicural science approach to job

redesign, namely the Job OJaracteristics M:Jdel, was established.

2.2.3.2 The Joo <baracteristics fotDe1. of joo .redesign

Hackman and Lawler are considered the fathers of the original job

characteristics theol:y (Miner, 1980: 230). 'Ihe job characteristics theoIY of

Hackm3n and Iawler (1971) was fomulated as a m:x:lel of job redesign.

According to the job characteristics theoIY, work behavioor is determined by

the interaction between job characteristics, work envi=m:nt characteristics,

and worker characteristics. The conceptualization of this interaction,

according to Hackrran and Iawler (1971: 262), is based pr:irrarily on expectancy

theol:y (Ibrter & Lawler, 1968). The job characteristics theol:y thus has its

origin in expectancy theol:y.

'Ihe job characteristics theol:y is based on the following assurrptions (Hackrran &

Iawler, 1971: 262-263):

(a) The worker will engage in a particular bebavioor, as requ:irerl by the

organization, to the extent that (s)he believes that (s)he can obtain an

mtcare which (s) he values by engaging in that bebavimr. These valued

mtcares can be both intrinsic (for exarrple, a feeling of accarplishrrent)

and extrinsic (for exarrple, financial :rewards) in nature .. OUtcares are

considered to be incentives when the worker anticipates obtaining SOlE

valued mtcare as a result of a conte:tp1.ated action or cmrse of action.

The value which the individual attaches to mtcares is determined by the

extent to which theY satisfy the needs of the worker. 'Ihe work situation

sbaild therefore be so stroctured that workers can smve to satisfy their

needs by engaging in prcxjuctive, notivated wo=k behavimr.

(b) r.bst lower-o:rOer needs in MaslCM'S (1943, 1954) hierarchy (narrely the

physiological, security, and social needs) can be, and often are,

reasonably well satisfied for individuals in contarp:)l:ary society, on a

continuing basis. The desire for further satisfaction~ and these

lower-order needs thus possess no further notivational value.

(c) The higher-order needs (the needs for 0!:'eSPect and self-actualization) can,

in contrast, be satisfied on a canti:rnring basis witboot the strength of

desire for additional satisfaction of these needs dimin:ishi.rB. It rray oc=

that the satisfaction of higher-order needs can actually increase the
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strerBth -of the need. 'Ihe drive for satisfactien of higher-order needs thus

possesses a strong notivatianal value.

(d) Not all wo:tkers will resparxi to woJ:k-related qportunities to satisfy

higher-order needs. WoJ:k can therefore not always be so structured for

evezyone that higher-order needs are satisfied by productive, trOtivated

woJ:k behavi=.

(e) Wo:tkers who seek jcb-related higher-order need satisfactien will experience

such satisfactien when they perceive that they have, as a result of their

own efforts, accomplished something that they personally believe is

worthwhile or treaningful. 'Ibese wo:tkers have a greater chance of satisfy:iIJg

higher-order needs when they woJ:k effectively en trean:in3ful. jcbs IIffiich

provide feedback en the adequacy of their personal woJ:k activities.

(f) In order to possess any notivatianal or satisfaction value, a jcb rrust:

i) allow wo:tkers to feel persanally responsible for an identifiable and

rreaningful portien of woJ:k;

ii) provide work outcomes which are perceived as meaningful and

worthwhile; and

ill) provide feedback in respect of the effectiveness of perfonrance.

(g) 'Ihe hal:der and better that an individual wol:ks on a jcb with a high

potential for higher-order need satisfactien, the trOre q;:p:n:tunities (s)he

will have to experience higher-order need satisfaction and the trOre

incentive there can be for continued effective perfonrance. Higher-order

need satisfactien is thus viewed as a result of effective perfomance as

well as an incentive to sustain good performmce.

(h) Internal trOtivatien and general satisfactien within the woJ:k situatien are

detenniIJed firstly by the presence. in wo:tkers, of the need to pursue

job-related higher-order need satisfactien, and secondly by the presence of

certain job cbaracteristics (narrEly skill variety, task identity, autCltlOlY,

feedback, dealing with others and friendship qpoLtunities) IIffiich, when

ernpled with quality woJ:k perfomence, rreke higher-order need satisfactien

possible.

HackIIan and Oldbam (1974, 1980) subsequently revised the jcb characteristics

theoLy and te:rned their refinaIEnt the Jcb Q1aracteristics M:Jdel, henceforth

referred to as the m::xjeJ. (refer to Figure 2.3), IIffiich is IlCM considered the

m::JSt influencial m:Jdel guic:fuJg research en the Ilature or characteristics of

jd:Js (Johns, Xie & Fang, 1992: 658). Kelly (1992: 754) refers to this m:Jdel as

the m::JSt well-known and widely disCUSsed theoLy of jcb redesign. HackIIan and
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Oldham (3.975) also develq;Jed a treaSUring instnurent to validate their m:rlel,

namely the Job Diagnostic Survey (JDS), which was revised parallel to

refinatEnts of the m:rlel (Hackrran & Oldbam, 3.980: 90).

Pw:fXJOO of the m:rlel

'ItJe Joo C11aracteristics M::x3el, the acccnpanying JDS and the prcposed actian

steps for i.rrproviIJg rrotivatian, satisfaction and perfonrance (Hackrran & Oldham,

:1980) have been fimctianally utilized in sroth Africa as a revised joo redesign

practice (Wiesner & Venreulen, :1997: 177) to address critical humm resources

prd:>lBIE currently facing rranagers and humm resarrces practitioners (Boanzaier

& Bocnzaier, 1994: 101-109). M:Jre specifically, the trodel specifies the

conditions under which workers will display lIDtivation, satisfaction and

productive behaviarr. 'ItJe JDS, in turn, can be used to:

(a) diagnose jOOs considered for redesign in order to establish the current

potential of a jc:b for enhancing llDtivatian and satisfactian;

(b) identify those specific joo characteristics that are llDSt in need of

enriclnEnt ;

(c) assess the "readiness" of erployees to respond positively to irrproved

jOOs.

Where reredial action is required, strategic guidelines (Anthony, Perrewe &

Kacnar, :1999: 308) assist rrsnagers in planning for an enriched worl<:place.

'ItJe rrr:xlel, the attendant JDS and the proffered action steps thus facilitate a

process throogh which rranagers can practically achieve an optirral fit between

workers and their jobs by addressing lIDtivatian, satisfaction and perfonrance

prd:>lBIE caused prirrarily by shortcem:ings in the nature of jobs. ..

QwJire of the m:rlel

'ItJe Joo OJaracteristics M::x3el is UIX1erpinned by the hummistic managarent

ag>roach which ];UIpOrts to preserve, traintain and develop the "humm factor" in

the ~lace. 'Ibis intent is visible in the varicus carpJOents of the rmdel.

According to the trodel (see Figure 2.3), WO:rKers exhibit positive feLswal and

worlc outexDPs (internal WOl:k llDtivatian, general. joo satisfaction, growth

satisfactian, and WOl:k effectiveness) if they experience three P¥h>lcgical

states, narrely:

(a) they perceive their WOl:k to be rreaniIJgful;

(b) they experience responsibility for the results or =tcares of their work;

(c) they have knowledge of the results of their work.
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I Jd:J 1-->1 Psychologicalcha1:acteristics states

Skill variety d Experienced
'lask. identity --> rrean:ingfulness
'lask. significance of the W01:k

-->

-->

High intemal
W01:k trotivation

High general j d:J
satisfaction

AutOIlOlo/

Feedback

Experienced
--> responsibility -->" High grc1.'lth

for W01:k ootcares satisfaction

--> KncMledge of --> High work
results effectiveness

M:x'lergtors
GrcM:h-need strength
Pay satisfaction
se=ity satisfaction
Co-worker satisfaction
Supervisor satisfaction
KncMledge ani skill

Figure 2.3 'Ihe Jd:J OJaracteristics M:xJel (Hackrran & Oldham, 1980: 90)
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Positive reinf=erent am personal reward are experienced (Anrstrang, 1996:

382) when erployees are aware of perfomring well an a task (kru:lwle:ige of

results) that the erployee feels accamtable am responsible for (experienced

responsibility) and which is regarded as worthwhile am of value (experienced

treaningfu1IJess). These three psychological states are enhanced by the presence

of five specific jd> dlaracteristics, narrely skill variety, task identity,

task significance, autOI1O!¥, am feedback.

D>finjtiaJ. of variables

Hackm3n am Oldham (1975, 1.976) provide definitions of the different jc:b

characteristics, psychological states, outcares am m:xierator variables. '!he

mxle.l refers to internal worlc nttivaticn as the extent to which the erployee

is self-rrotivated to perfonn effectively an the job; that is, the arployee

experiences positive intemal feelings when perfrn:rning effectively an the job,

am negative internal feelings when doing poorly. General jcb satisfaeticn

refers to the degree to which the erployee is satisfied am happy with the job.

GrcM:h satis£act::icn refers to the degree to which an individual is satisfied

with c:.g;xJrtuI1ities for g:rcMt:h in the job. '!his particular personal Q.ltcare is

the result of elaborations on the original rrodel by Hackrren, Peart::e and Wolfe

(1978: 293). The ll'Cldel does not provide a definiticn of worlc effectiveness as

tbis factor is unique to particular roIk settings.

ExfeLienrm rreaningniIness of the worlc refers to the degree to which the

eJployee experiences the job as generally rrearri.I:gful, valuable aI1d wort:hImile.

RxIe, ienrm :re<-yllsiIDJity far worlc Oltc'lllE'S is defined as the degree to

which the erployee feels persanally accamtable am responsible for the results

of the w:n:k (s)he does. KnowlEri.:r of :results is the degree to which the

eJployee krJa.Js and understarxls, an a continuous D3.Sis, how effectively (s)he is

performing the job.

Acc:orcfuJg to the ll'Cldel, for wmkers to experience rrean:ingfulness, jd>s nust

contain skill va.r:iety, task identity, and task significance. Skill var.i.ety

refers to the degree to which a jcb re:±Uires a variety of different activities

in can:ying out the work, which involves the use of a nurrtJer of different

skills ani talents of the erployee. Task ident-jty is defined as the degree to

which the jc:b requires carpletian of a "whole" aI1d identifiable piece of roIk ­

that is to say, doing a jc:b fron. begimri:rJg to end with a visible outcare. Task

significanre represents the degree to which the job has a substantial irrpaet
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an the lives or woIk of other pecple, whether in the i.mrEdiate o:rganization or

in the exteIIJa1. envi=Jrrent.

WoIkers will experience responsibility for their woIk ooteatES if jd:ls contain

a significant degree of autClnCIl¥. Antral!§' represents the extent to which the

job allows the erployee substantial freedan, independence, am. discretion in

scheduling the woIk am. in detennining the procedures to be used in canying it

mt.

For woDrers to have knoWledge of the results of their woIk activities, feedback

nust be intrcrluced. Fe'!J1 ack refers to the extent to which performing the

woIk activities required by the job results in the atployee obtaining direct

and clear infonration fran the job abalt the effectiveness of her or his

perforrrance.

The model further specifies the existence of IIDieJ:atar variables, narrely

growth-need strength, satisfaction with pay, satisfaction with security,

satisfaction with co-workers, satisfaction with supervision, am. kru::Mledge am.
skill. 'Ihese m:xjerators intervene to influence both the relationships between

the job characteristics and the psychological states, as well as the

relationships .between the psychological states and the personal and woIk

mtcares. 'Ihe m:xjerator variables are defined as follows:

(a) Growth-need strength refers to workers' needs for personal

accrnplisment, for learning, am. for develcping tharselves beyc:nrl where

they are at present.

(b) Pay satiSfaction refers to the degree of satisfaction with basic

eatpensatian arx:l benefits as well as satisfaction with the extent to which

the organization' s cutp--:nsatian relates to the ilrlividual's cantrib..ttion to

the organization.

(c) secrity satisfactim is the degree of satisfaction with the arro.mt of

geneJ:al security experienced as well as with the prospects of security.

(d) Co-'<ilOIkeL satisfactim reflects the degree of satisfaction with other

WOIkers with whan contact is llBde in the woIk situation, as well as

satisfactian with cpportunities to get to knoW am. to help pecple.

(e) Supervisi.m. satisfactim refers to the degree of satisfaction with the

treattrent, suwort am. guidance received fran supervisors, as well as the

degree to which the general quality of supervision is considered

satisfacto:ry.
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(f) RilClW1aw am skill as a m::rlerator variable is not specifically defined

as they are unique to particular WOIk settin:3s.

'Jbe Jcb Diag.. t5l ic SUrvey (0100)

The JDS provides direct measures of all the variables in the Job

OJaracteristics M::xjeJ. as depicted in Figure 2.3 (excluding WOIk effectiveness

am kIlowledge and skill, as previ.a.Isly expla.i.ned). 'Ihe JDS also m:asures two

additional job characteristics that are not included in the m:::del (Hackmm &

Oldbam, 1980: 103-104), narrely:

(a) E\fljl ack :fron ag""ts: the degree to which the etployee receives clear

information about his or her performance fron supervisors or frcm

co-workers; and

(b) DeaHrg with ot1:Jem: the degree to which the job requires.the etployee to

WOIk closely with other people, inside an:i ootside the o:rganization, in

the execution of worlc activities.

Feedback frcm agents SUHJl6lEIltS JDS infomation on the job characteristic

variable "feedb3ck". Dealing with others is designed to alert the planners of

job redesign interventions to the possibility of an intercameeted set of jobs

requiring attention rather than focusi.n.:J on a siIlgle jd:J.

Based on the m::rle1, the JDS eatpltes a score reflec:tiIJg the overall notivating

potential of a jd:J in terms of the five jd:J characteristics. 'Ibis M:Jtivating

Potential Score (MPS) provides a siIlgle indicator of the extent to which the

five jd:J characteristics are present in a jd:J and is eatplted as follows:

~kil1
MPS = ~ariety +

task
identity +

3

task l
significance ,

J
x autonomy x job feedback

'!he MPS ranges frcm 1 to 343 as the five jd:J characteristics are rreasured on

seven-point scales.

Tnpl ieat;rng of the nrrlpl

Specifically, the foll~ theoretical stat6lEIlts can be inferred frcm the Jd:J

OJaracteristics M::rle1:

(a) IntenJal WOIk llDtivatian, general jdJ satisfaction, growth satisfaction,

and WOl:k effectiveness result frcm jd:ls so designed as to pwrpt atployees
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to experience three psychological states, narrely experienced rreaningfulness

of their wo:rk, experienced responsibility for wo:rk ootcerres, and knowledge

of :results.

(b) 'The presence of five joo characteristics detennines the experience of three

psychological states. Skill variety, task identity and task significance

lead to experienced meaningfulness of the job; autonomy predicts

experienced responsibility for wozk ootcerres; and feedback fron the joo

influences knowledge of :results.

(c) The psychological states are earplete lIEdiators of the relationships

between the joo characteristics (indeperx:lent variables) and personal and

wo:rk ootcerres (depetldent variables) .

(d) 'The overall potential of a joo to prarpt inte:r:nal wo:rk rrotivation (MPS) is

detemrined by the nathatatical prcxfu.ct of feedback, autonarq, and the rrean

of skill variety, task identity and task significance. (Feedback and

autonarq are thus assurred to be = critical than skill variety, task

identity and task significance in:livicJnally in prarpting inte:r:nal wo:rk

rrotivation.)

(e) The employee J s growth-need strength, satisfaction with pay, se=ity,

supervision and co-wo:rkers, as well as the erployee's level of knowledge

and skill, troderate both the relationships between the joo characteristics

and the psychological states and the relationships between the

psycbological states and the personal and wo:rk ootcerres.

Cryrlllsioo

The Job Characteristics Model, with the accarpaIJyilJg JDS, represents a

comprehensive bebavia.ual science awroach to joo rerlesign, as the rrodel

considers the characteristics of the joo, the characteristics of the wo:rk

enviranrrent, as well as the characteristics of L1e wo:rker in detenni.rriI:B wo:rk

bebavicur. AccordiIJg to the rrodel, wo:rk bebavicur (internal wo:rk rrotivation,

general jcb satisfaction, growth satisfaction and wozk effectiveness) is thus

detennined by a crnbination of the folla.ring variables:

(a) The five job characteristics (skill variety, task identity, task

significance, autonarq, and feedback) .

(b) Worker characteristics (the three psychological states, narrely experienced

rreaningfulness of the \\Ol:k, experienced responsibility for \\Ol:k ootcerres,

knowledge of :results, as well as growth-need strength and knowledge and

skill) .

(c) Work environment characteristics {security satisfaction, salary
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satisfaction, co-worker satisfaction, ani Sl.lpeXVision satisfaction) .

TIle JDS represents a carprehensive set of neasurements with which the different

carp:llleI1ts of the Job Q:laraeteristics M:x'Iel can be tested erpirically . TIle

theoJ:y can thus be inplerent:ed ani utilized in actual job enricrnent PI03Ldllltes

in Sooth Africa also (Nel, Gerl:Jer, Van Dyk, Haasbroek, Schultz, Sooo & weLDer,

2001: 333-334). Diagnosis of jobs pri= to redesign is possible, and the

effects of job enric:bI!Ent interventions can be rreasured. '!be fornulation of

this llD1el ani inst:Lutrent can be regarded as the first atterpt in job redesign

theory to focus on individual differences directly by neasuring the critical

psycbological states ani the growth-need strength of workers. It is, therefore,

a worker-based job redesign theoLy.

'!be m::denl behavia.u:al science approach to jab redesign, in prcducing the Job

Characteristics M:x'Iel, thus heralded an era where phenarena in the work

situation relating to rrotivation ani satisfaction were adequately dealt with

acCOLd:irJg to the criteria laid down by Porter ani Miles (cited in Steers &

Porter, 1991: 20-24) as discussed in section 1.8.

Subsequent to the fonmlation of the Job OJaraeteristics M:Jdel, studies

relating to the testing of the validity of the variables ani the relationships

between the variables of the llD1el were COI1ducted. 'Ibese arpirical fiIx:l:ings are

LE:fXlL Led in Qlapter 3.

Table 2.1.

FroJS

Job WOrk envin::ment Wol:ker
~ 'IQ JOB RIDESlGN cbaracteristi.cs cbaLacteristics characteristics

Classical * *
N:!o-ciassical * *
Bebavicural science * * *
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2.3 SlMlARY-

'!he classical, reo-classical and behaviarral science~s to job redesign

focus in different ways and with different degrees of rigoor on the three sets

of variables which constitute the world of work, nartElY characteristics of the

job, the 'llO:rKer and the 'llO:tX envircnrent. Table 2.~ serves as a SUIlII'aIy of the

different~ to job redesign and the respective characteristics of the

work situation that each approach focuses on.
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<EWIm. 3

3.1 IN.IRD I l'Ial

'!he poor work rrotivation, job dissatisfaction and narginal perfonnance which

plague Salth African organizations have been highlighted in OJapters 1 and 2.

Substantial develqIlEIlts in hurran sciences technolO3Y to address these pressing

issues have, ha.vever, been rrede in especially the last two decades. In

particular, Hackman and Oldham (1980) rrede a rrajor contrib..ttion to these

develq;xrents by fomulating the Job C1laraeteristics MJdel and ccnpiling the

accarpanying Job Diagnostic Survey (JDS).

'!he Job C1laracteristics M:x:lel focuses prirrarily on the nature of the job

content as the determiront of the attitudes and behavioor of wmkers. '!he no:lel

states that high levels of rrotivation, satisfaction and work perfonrance are

achieved when three psychological states (experienced rreaningfulness of the

work, experienced responsibility for work a.rtcares, and knoN'ledge of results)

are present in the job incurrbent.

The variating presence of five job cbaraeteristics (skill variety, task

identity, task significance, autonat¥, and feedback) influences the extent to

which individuals experience these psychological states. '!he extent to which

the job characteristics are present in a specific job is COIPlted by the JDS

into a single index, the MJtivating Potential Score (MPS), which serves as an

indicator of the level of job ccnplexi.ty. In ad:iition to the five core job

characteristics, the JDS also rreasures two ad:iitional job characteristics

(feedback fran agents, and dealing with others1 for diagnostic utilization

during organizational change projects.

Vari= wmker characteristics (knoN'ledge and skill, growth-need strength) and

work environment characteristics (pay satisfaction, security satisfaction,

co-worker satisfaction and supervision satisfaction) serve as m:Jderator

variables which llEdiate the relationships between the job characteristics and

the psychological states as 'Ilell as the relationships between the psydJological

states and the personal and work mtcares.

Of all the job redesign theories to date, the Job OJaracteristics M:x:lel has
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geneIatei the lIDSt research and discussion (Algera, 1990: 86). 'Ihe trndel is

also reganjed as one of the m::JSt carprebensive fraIlE'NOIks for job redesign

(Antbany, Perrewe & Kaarar, 1999: 306). 'Ihe JDS, likewise, is the lIDSt widely

used i.nstnmEnt in job redesign research and possesses kncmn an:l. genexally

acceptable psyc:haretric plXlperties (Griffin, 199~: 429). :HcMever, in spite of

evidence supporting the validity of the Job Q1aracteristics M:Jdel and the

utility of the JDS, local and intemational criticism has increasingly been

voiced regard:iLg- specific carponents of the trndel, an:l. specific shortcan:ings of

both the trndel and the JDS have repeateilY been docurrentei (Wall, Clegg &

Jackson, 1978; Rd:lerts & Glick, ~98~; Birnbaum, FarlJ. & W<:!rB, ~986; Graen,

Scan:'lura & Graen, 1986; Friei & Ferris, 1987; Idaszak & Drasgow, 1987; Evans &

Ondrack, 199~; CoJ:dery & sevastos, 1993).

'Ihe p.rrpose of this chapter is to review relevant studies regarding this trndel

by indicating which parts of the trndel are suwxtei by expirical evidence and

can therefore be regaJ:ded as valid, and which parts of the trndel need

m:xlification. SUbsequently, a refinarEnt of the trndel and the accarpanyiIJg JDS

is pxqx:;sei.

'Ihe review of studies and the evaluation of the trndel will be presented,

firstly, in te= of the variables contained in the trndel and, secondly, in

te= of the relationships between the variables in the trndel.

3 .2 ~ 1\N) EI1AIIJATICN: V1IRIABrnS IN 'IBE J(B <:EI\R1\CImIS'TCS KIEL

The trndel specifies personal and wmk oo.tcares as tiered?j!! variables and job

characteristics as the iJTleIe'hl! variables.

3.2.1 Jcb~

Ehpirical evidence relat:iIJg to the job characteristics focusses predaninantly

on the follCMing Lhares:

(a) the factor stnlcture of the job characteristics;

(b) subjective versus objective job characteristics;

(c) the additional jcb characteristics;

(d) the MJtivatin.:r Potential Score (MPS).

3.2.1.1 Fact:ar st:roeture of the jcb dJaracteristics

The Job Characteristics M:Jdel stipllates five core jcb characteristics (skill

variety, task identity, task significance, autonomy, and feedback) as
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detenninants .of waDe bebavioor. 'Ihe original exposition of the rrodel contained

foor jeb characteristics (Hackrran & Lawler, 1971), wt HackIran and Oldham

(1974, 1975, 1976, 1980) included task significance as a fifth job

characteristic. Irrlividual iIxlicators of the extent to which each of the jeb

characteristics is present in a job are provided by the JDS, in =j=tion

with a carposite score, the MPS in::Iex, beillg a sillgle iniicat= of overall jeb

carplexi.ty (refer to section 2.2.3.2 f= the algoritlm f= cexrputillg the MPS

in::Iex). 'Ihe question thus arises as to which particular carbination of jeb

characteristics, wbether five separate or a sillgle in::Iex, provides optinum

representation of the earplexi.ty of a jeb.

In their fact= analysis of the jeb characteristics, Sim3, Szilagyi and Keller

(1976) ebtained responses fron both oon-supervis01:y enployees of a tredical

centre and superv:i.sOl:y enployees of a l!ElIlI.lfactur:ilJg firm. Suwort was found for

the a priori d:irrensionality of five jeb characteristics as suggested by the

nodel. Pokomey, Gilrrore and Beehr (1980) collected datafron 173 enployees of

a large insurance cmpany with branches located t:h:ra.1gha.lt the united States

an:i C3nada. Results weIe ca1Sistent with the five jeb characteristics specified

by the rrodel. Further suppJrt f= the postulated d:irrensionality of the jeb

characteristics is provided by lee and Klein (1982), using a sarrple of 1632

public sect= W01Xers. 'Ihe study of Harvey, Billillgs an:i Nilan (1985) gives

further cre:lence to the five-fact= structure of the nodel. 'Iheir finding is

based on data fron 2028 full- and part-tinE woJ:kers of the Ohio National Guard.

'Ihe study of Johns, Xie and Fang (1992), based on a ranclan sarrple of 605 first­

an:i secorrl-level rrenagers in a large utility carp3IlY in canada, also found the

five-factor solution a:gJropriate.

Imlham (1976), however, found that a single factcr accamted f= 83% of the

~ variance in a study of 3610 enployees of a large m:rchandisillg

cm:poration, thus not supp:lrting the five jeb characteristics as specified by

the nodel. Based on an altexnative fact= rotation, the ca1Sidel:ation of a

foor-factor solution is advised with the skill variety and aut:arlar¥ items

collapsing to fonn a camen fact= and thus be:ilJg enpirically the sarre. IJunham

(1976) propcses, in conclusion, a sillgle- = a foor-fact= structure as the

nost parsimxrious solution. IJunham, Aldag and Brief (1977) reported further on

the fact= structure of the jeb characteristics. 'Ihe JDS data of 5945 waJ:kers

from five different organizations, which was further divided into 20

subsamples, was analysed. Results indicate an inconsistency in the
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diIrensiClllality of the job characteristics across sarrples. 'Ihe structure of five

job characteristics was fami in only two of the twenty sarrples investigated.

In general, a snaller IlllIli:Jer of factor structures were fami, usually fcur,

three or two, depending on the sarrple.

Fried am Ferris (1986) fami a three-factor structure the best altemative. A

sarrple of 6930 arployees in 56 organizations across 876 different jobs was

used. A principal axis factor analysis, oblique factor rotations and a

P=UStes transfODlB.tion were CJH?lied in the analysis of data. Results shcmed

that task :identity and feedback can be regaJ:ded as separate and distinct jcb

characteristics, but that skill variety, task significance and autClnCIl¥

collapsed into a single factor. Possible causes cited are the nroerating

influence of age, education and position on the underlying factor structure.

For yamg peq;lle who are highly educated, for exarrple, results SUfPJLL the a

priori five-factor solution.

Idaszak and DLasgow (1987) point to the reverse-score items of the JDS as a

najor = of :inconsistencies in detemrining the IlllIli:Jer of factors operating

as jcb cbaLacteristics. 'Ihe factor structures cbtained when administerinJ the

original JDS, as -U as a revised JDS (designed by replacing reverse-score

items with :new items), were investigated. Factor analyses identified six

diIrensions underlying the origillal JDS. Five of the factors corresparrl to the

pattern expected for the JDS items; the sixth was identified as a rreasure:rent

factor. When the revised JDS was administered to l34 arployees of a printing

~, the a prim:i five-factor solution was cbtained with no rreasure:rent

factor. On this basis the researchers recamerrl the use of their revised JDS.

'Ihe study of Kulik, Oldbam am LaDgner (1988) ;c1.so contrasted the JDS of

Rackrren and Oldbam (1980) with the revised version proposed by Idaszak and

Drasgaw (1987). A sarrple of 224 dally w:n:kers carpleted both versions of the

JDS. Results of a canfiLnatory factor analysis shcmed that jcb characteristics

items on the revised JDS confonred !IDLe closely to the hypothesized five-factor

structure than did the original JDS jcb characteristics items. H:Jwever, with

regard to practical inplications, results of Lisrel analyses indicated that the

revised items did not ~rove the usefulness of the JDS in predicting

satisfaction, internal rrotivation or projuctivity. CbrdeLy and sevastos (1993)

also compared the origillal and revised versions of the JDS. 'Ihe sarrple

consisted of 3044 white-collar workers fran clepart::rIEnts of the Western
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Australian State Public service. Results showed, too, that a revised version of

the JDS, using only positively worded items, better fits the five-factor

stnleture tmderlying the :i.nstrurrEnt. HaIvey, Billings am Nilan (1985) report

the same conclusion. By contrast, BuJ:ke (1999: 218) indicates that the

negatively worded items in the JDS are not as serious a cancem. as researchers

have :i.rrplied. Rather, the feasibility of screen:ilJg for invalid responses (those

respondents who were careless, inattentive, sabotaged the ccnpletion of

questiarmaires or who read poorly) instead of chang:iIJg the JDS to include only

positively worded items, is highlighted.

In tIyi:ng to detennine the validity of using a five-factor structure, there are

several problems in carparing research results:

(a) Different instruments (for exarrple the Job Diagnostic SuIvey am the Joo

Descriptive Invento:ry) are used in different studies to rreasure the joo

characteristics, thus confa.mding ccnparisons.

(b) The nature of sarrples chosen differs with regaJ:d to :range of jobs,

cn:ganizational levels am industries included.

(c) SCIre studies trake use of objective joo characteristics (as LepoLted by

extemal individuals) while others use subjective l!EaslIreS (that is, .the

self LEf'Orts of job incuIri:lents) .

(d) ldaszak, BoLtan am Dl:'asgcM (1988) cutline specific rrethcdological pmblems

which seem to be the pr:irrary cause of inconsistent results ootained in the

large IlllIlber of factor analyses of the JDS. Of specific relevance is theiL

finding that sarrples awrarirrating 1000 subjects are needed to cttain

significant results on the factor SLLUcLure of the joo characteristics when

using an instLurrent like the JDS.

In canclusion, studies on the dirrensionality et the job characteristics

propose fLan a ClIle- to a five-factor solution. Research on this issue, when

using the original JDS, can thus be regaLded as inconclusive. The studies of

HaIvey, Billings am Nilan (1985), ldaszak am DLasgOW (1987), Kulik, Oldham

and Langner (1988) ani of CordeLy am sevastos (1993), however, provide

sufficient evi dence to justify usin;r the revised version of the JUS to llEaSUXe

the five jd:> characteristics. The revised JUS also ~s a five-factor

solution as pLqXJsed by the m:Jdel. Experience in SCUth Africa (Boonzaier &

Boonzaier, 1994) terJds to favarr the use of the revised JUS which is thus

reeamended for diagnostic p.rrposes by researchers and practitioners alike.
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3.2.1.2 SUbjective versus objective jd:> dlaracteristics

According to Hackrran and Iawler (1971), as well as Hackrran and Oldham (1974,

1975, 1976, 1980), the wrn:ker's perception of the extent to which the job

characteristics are present in her/his job detennines the personal and WOJ:k

ClltcareS. 'Ibis perception of the jcb characteristics is rreasured by the JDS and

relies on the subjective evaluation by the job incurri:lent. The dilama this

creates is that when job redesign is intrcx:luced, the objective characteristics

of jcbs are altered. The cpestion is thus whether objective chan3es in job

characteristics result in changes in subjective jcb perceptions in the

direction of the cbjective m:xlifications. Fried and Ferris (1987) addressed

this issue of the linkage between subjective and objective job characteristics

in their carp:rehensive :review of nearly 200 relevant studies of the rrodel. In

general, the studies included in this llEta-analysis show that objective

mmip.llations of jobs do result in changes in the jcb perceptions of WOJ:kers in

the direction of the objective change. The exper:irrent:al study of Taber and

Taylor (1990) also shows that changes in objective WOJ:k tasks result in

parallel changes in e!ployee perceptions of their jcbs.

Fried and Ferris (1987) also provide an indication of the link between

objective and subjective job characteristics as evidenced by the correlations

between the jcb incurrbent I S ratings of the extent to which job characteristics

are present in ber/his job and the ratings of these sane jdJs by other sarrces,

f= exanple peers, supervisors and researchers. A rre:li.an of correlations of

0,63 is reported and a rredian of rredian correlations of 0,56 f= 15 studies

where jd:> incuIItJent ratings~ correlated with that of other SaJ.rCes. Fried

and Ferris (1987) conclude that the subjectivity problem associated with

incurri:lent-rated job characteristics are less serious than initially believed.

In a study examiniLg the influence of 24 jcb characteristics on 17 dependent

variables, Algera (1983) found similar correlatianal patterns when job

characteristics~ rated by job incurri:Jents and when job characteristics were

rated by non-jdJ inamtlents. Oldham, Hackrran and Pearce (1976) and Stone and

Porter (1978) likewise famd similar c=relations between job characteristics

and Clltcare variables when subjective and objective ratings ~ used as

irx'leperldent variables. 'Ihis f:in:ling :inplies that there is no real difference

between cbjective and perceived = subjective jd:> characteristics.

SUbstantial convergent validities between reports by job inamtlents and reports
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by otber srorces such as co-worlrers, observers and supervisors have been

reported in several other studies as well. Hackrran and Oldham (1.976: 261), for

example, found high =rvergent validities between the different sarrces.

HacknEn and Lawler (1.971) LepJL L convergent validities as high as 0,95. Spector

and Jex. {1991} also shcM tbat jcb characteristics based on self-reports

:represent a reascmable m:asure of cbjective jcb cbaLacteristics, based on their

sanple of 232 civil service e:rp1.oyees. Kulik, Oldham and HacknEn (1.987: 285)

state tbat "arployees are able to provide generallyacCULate assesSllElltS of the

characteristics of their jcbs". Johns, Xie and Fang (1.992) provide further

justification for the use of subjective self Lep:;rtS as evidential of the jcb

characteristics. Furthentore, they regard the Jcb Characteristics M:Jdel as the

''rrost influential IlIJdel guiding self Lep:JLL research on jcb characteristics"

(1.992: 658). It can be argued tbat when the intent is to predict or understarxi

employee behaviour at work, e:rp1.oyee ratings of jcb characteristics are

preferable to use, since it is an e:rp1.oyee's CMIl. perceptions of the objective

jcb that is causal of her/his reactions to it (HacknEn & Oldham, 1.976: 261).

Conversely, BirIlbaum, Fart1 and Wong (1.986) advocate the use of nultiple scurces

of infOLllBtion on jcb characteristics for use in jcb redesign interventions.

Cellar, Keman and Barrett (1.985), hcmever, question the validity of~

observer ratings as objective indices of the job characteristics by

illustratirB that observers can be biased by the sarre factOLS which affect

ratings by :inc:urrte:Jl:s.

In conclusion, it can be stated that, in job redesign studies, the

utilization of subjective jcb characteristics as Lep:JLLed by waLkers sears to

have weathered rigora.IS erpirical investigation. Studies reveal tbat the

possible confCllIIXling factOLS, naIlEly CXltltUll llEthcd -Tclriance (RdJerts & Glick,

1.981} , the influence of extranea.ls social cues (Griffin, 1.983), and prirnin;J

effects (Fried & Ferris, 1.987), have been exaggerated. 'IheLe is a relatively

high relationship between the extent of the jcb cbaLacteristics present in a

jcb as perceived by the worker, and the cor:resparrliDg evaluations of others. on
the basis of all the above-llEIltianed studies, the subjective ratings of jcb

incurri:Jents can be regarded as a sufficient and valid :in:licator of the extent of

the jcb characteristics present in their jcbs. 'Ihis then also validates what

Taber, J3eehr and walsh (1.985: 32) refer to as the camcn organizational

research strategy of usirB only self-report llEaBUreS of jcb characteristics, as
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yielded by the JDS. It is furthemore recanrended that the revised JDS (see

Appendix A) be used to rreasure the subjective jab characteristics.

3.2.1.3 1ldli.tima1 jc:i> dJaracteristics

'Ihe supplarentaJ:y variables, narrely feedback f= otbers arxi dea) iDJ with

otbers, are included in the JDS to aid the diagnosis of jobs arxi the reaction

of wm:kers to their jobs (Hackrran & Oldbam, 1975: 162). S:im3, Szilagyi arxi

Keller (1976) and Evans, Kiggurrll and H:Juse (1979) as well as Hogan and Martell

(1987) have fa.md little evidence to justify adding these two variables to the

set of five core joo cbaract.eristics. Apart f= these studies thcugh, research

in general has neglected to test the viability of including these two

additional variables.

In cxxr1llsim, in the absence of valid reasons to the contrcu:y, these two

additional joo characteristics can therefore not be justifiably added to the

staIJdani five joo characteristics. They can, however, be utilized by those

technologists who tray find these indices useful f= a specific intervention

scenario, and they are also useful as a guideline f= researchers atterptiD} to

~ the nature arxi scqJe of the job characteristics.

3.2.1.4 M:lti.~RJtentia1 scare (MPS)

The m:del accentuates the contribution of each of the separate five jet>

characteristics in enharlc:iDJ llOtivation, satisfaction arxi perfomance. It is

nevertheless also infomative to carbine the five jet> characteristics into a

siD}le :iIJdex whicb.reflects the overall potential of a joo to foster positive

personal and WQJ::k altCOlES. Such a rrultiplicative iIrlex (refer to Section

2.2.3.2) was fonmlated by Hackrran arrl Oldbam (1974) and is kna= as the

M:ltivatiDJ Potential Score (MPS). 'This i.ndex provides an indication of the

extent of jet> carplexity.

Ferris arxi Gilrrore (1985) point alt that the traditional rrultiplicative index

is not the only index used in research. '!heir study carpares the utility of the

llI.ll.tiplicative index of Hackrran arrl Oldbam (1974, 1975, 1976, 1980), a

siuple unweighted additive index, and a weighted actli..tive index, when

m:rlerat= effects are tested. 'Ihe unweighted additive irDex of jet> carplexity

is ccnp.rt:ed by aOOi.ng the scores of the five jet> cbaract.eristics. 'Ihe weighted

additive jet> carplexity index is carpiled as follows:
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Jab eatplexity = 2 (Skill variety) + Task identity + Task significance

+ 2 (l\ll.t:<lt1al¥) + Feedback

Data was collected fron 94 mn:si..~ €!lIlloyees. A troderated :regression analysis

revealerl that the probability of deteetinJ troderator effects is increased when

usinJ the traditional lIllltiplicative index eatpaIed to utilizinJ either of the

two additive indices.

Evans and Ondrack: (1991), in a replication of the afore-nentianed study,

however, declare their preferred fonrula to be the unweighted additive index.

Four versions of the fonrula were tested usinJ a sarrple of 1193 male,

blue-collar employees who lived and wo:tked in Ontario, Canada. UsinJ a

hierarchical llUltiple :regression analysis, little support was famd for the

traditional llUltiplicative index. '!be rrost suitable fo:rnula was famd to be the

sirrple additive version. 'Ibese findings also coincide with those of A=ld and

House (1980) who state that the multiplicative index of the MPS is

unnecessarily ccnplex, and that a sirrple additive index suffices.

Frierl and Ferris (1.987), too, carpared the llUltiplicative MPS index with the

sirrple additive :index by c:on:iuctinJ a IlEta-analysis of nearly 200 studies. They

conclude that the sirrple additive index of jab eatplexity is a better predictor

of woJ:k ootCCIlES than the llUltiplicative index. Even rrore etIJhatically, Hinton

and Bi.deman (1.995: 355), ag;llyinJ hierarchical :regression to a sarrple of 1.95

managerial and non-managerial positions, state that "DO ev:idence for the

llUltiplicative fonrulation of the MPS was famd".

In conc1usicn, althalgh the algorithn for c:arpltinJ the original MPS is

provided by HackIlan and Oldharn (1974, 1975, 1976, 1980), the rationale for its

c:arpltation is DOt stated in the literature. Baserl on available research

results, the sirrple additive index is reccxrrrerrlm for use in jab redesign

:inteIventions.

3 .2 .2 I\!t:SCDal and "lolOrlc aJteores

The Jab Qlaracteristics M:rlel originally included internal work llIJtivation,

satisfaction with work, quality work perfonrance, and absenteeism and laboor

t:urnaver as personal and work ootcares (HackIlan & Oldharn, 1.974, 1.975, 1.976). In

subsequent refinem=nts of the trodel, quality work perfonrance was refonrulaterl

as work effectiveness, and absenteeism and laboor tumover was discarded.
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Satisfaction· with won::. was redefined as general job satisfaction and a new

dependent variable, narrely grcrHth satisfaction, was :introduced (Hackmm &

Oldham, 1980: 90). Grc:Mth satisfaction had previoosly been regaJ:ded as a

rroderator variable :in the original coo.ceptualization (HackIran & Oldham, 1.975:

1.62) .

AlgeIa (1990: 96) points art: that reseaJ:Ch on the trodel has focused nore on the

personal cutcarES than on the work cuteatEs. A possible reason for this is that

the llEaSUrE!!Er1t of the work cutcarES (that is, productivity and perfonrance) is

notorioosly difficult (Kelly, 1.992: 754). O'Brien (1982: 398) also in:li.cates

that the model has not been shown capable of predicting individual

prcductivity. Hackrran and Oldham (1976: 271) state that the relationships

between the job chaJ::acteristics and both absenteeism and work perfonrance are

weaker than the relationships between the job characteristics and the personal

cuteatEs. Ke:rp and Cook (1983) report that the job chaJ::acteristics st:=1gly

correlate with rrotivation and satisfaction, rot that the job characteristics

are less reliably related to measures of tumover, absenteeism and perfo:mance.

'Ibis particular finding is SUWOrted by elaborations :in section 3.3 .1, where

research results perta:in:ing to the relationships between variables :in the m:xlel

will be discussed.

Of specific relevance, however, is the nature of the it€!llS used :in the original

JDS to neasure the personal OltcarES, that is :intemal work llOtivation, general

job satisfaction and growth satisfaction. As discussed :in section 3.2 .1.1.,

studies on the dinEnsionality of the job characteristics, as neasured with the

original JDS, prq;lOSe frem a one- to a five-factor solution. This prd::>lem was

dealt with successfully by IcJaszak and DrasgOW (1987) by replacing reverse­

score it€!llS with positively-worded it€!llS to neasure the job characteristics,

thereby dJta:in:i.ng a five-factor solution as prc;x;sed by the m:xlel. Ifulik,

Oldbam and L3ngner (1988) in:li.cate the possibility that the personal cutcarES

are subject to the sanE irrpJrities as the job characteristics when neasured

with the original JDS. It is suggested that improvements in the

criterion-related validity of the JDS llI3Y be observed only when both the job

chaJ::acteristics and personal OltcarES neasures are all positively worded.

In crrr1usim, studies on the m:xlel tend to favcur general job satisfaction,

growth satisfacticn and intemal work llOtivation as depenclent variables. 'The

use of the revised JDS (see Afperldix A) to neasure these personal cutcarES is



56

also :recamended.

3.3 REVIE.W AND EVAUJATION: REIATIONSHIPS~ VARIl'>B£ES IN 'mE JOO

CIl1\R1\C1F1USlCS MDEL

'!be Jab Characteristics M::Jdel sets forth jab characteristics as i.ndef:erDent

variables and personal and work outcomes as dependent variables. '!be

psychological states are mediators of the relationships between job

characteristics and Clltcares. '!be enployee' s growth-need. strength, satisfaction

with pay, security, supervision and co-workers, as well as the enployee's level

of knowledge and skill, trojerate both the relationships bebleen the jcb

characteristics and the psychological states and the relationships between the

psychological states and the personal and WOJ:k Clltcares.

3.3.1 Re1ati01sbips~ jd? rtJimK:teri§tics am art-cures

Researchers like 'IUmer and Lawrence (l965) , Brief and Aldag (l975) , Oldbam,

Hackm3n and Pearce (l976) , Hackrrsn, Pearce and w:Jlfe (1978), Wall, Clegg and

Jacksan (1978), Oldbam and Brass (1979), Hackrrsn and Oldham (1980), Roberts and

Glick (1981), caldwell and O'Reilly (1982), HLmt, Head and Sorensen (1982),

TeJ:borg and Davis (l982) , Algera (1983), lee, Md:'abe and Graham (1983), Ol:pen

(1983), I.oher, NOe, r-kJeller and Fitzgerald (l985) , Ondrack and Evans (1986),

Fried and FeI:ris (l987) , GerlJart (1987) , C1JaITpa.Ix (1991), Speet= and Jex

(l991), Boonzaier and Boonzaier (l994) and Renn and Vandenberg (l995) conclude

that job characteristics influence ClltcareS. Furthenrore, 1ldler, Skov and

salvemini (l985) , as well as Jarres and Tetrick (l986) and Mathieu, Hofrrarm and

FaIr (l993) , prc:pose a reciprocal relationship bebleen joo characteristics and

ClltcarES.

'!be SCuth Mrican study of Boonzaier and Boanzaier (1994) warrants attention at

this juncture. A sarrple of 4012 enployees of a crmnmity service organization

stationed at 46 o:rganizational tIDits was drawn to test the validity of the

model. Results show that MPS is strongly associated with general joo

satisfaction (r~0,48), enployee growth q:p:ll:tumties at WOJ:k (r~0,58) and

employee internal motivation (r~O,41). 'Ibese finlings coincide with the

IlEta-analyses of Idler, et: al. (l985) , Spect= (l985) and Fried and Ferris

(1987) .

Lee, et al. (1983) provide evidence for the generalizability of the

relationshiPs between jcb characteristics and altCOTEs to enployees woIki.ng



57

within the PJblic sector. Goven1n'ent~ were thus fOJIrl to react similarly

to workers within the private sector with regard to the presence of the job

characteristics.

A positive relationship between job characteristics am. personal altcares was

famd for retail salespecpl.e specifically in studies by Teas (1981, 1982) am.
DJbinsky am. Skinner (1984). The study of Becherer, M:::lrgan am. Richal:d (1982),

of industrial sales persannel, also sh!::ms highly significant correlations

between job cbaJ:acteristics on the one hand., am. internal trotivation, general

satisfaction and growth satisfaction on the other.

Stone (1986) reviewed empirical evidence relating to the relationships

described in the m::del ani fOJIrl that job eat!Jlexity correlated strongly with

general j ob satisfaction, both in the field (r=O, 63) ani the laboratory

(r=0,53). lDber, et aL (1985), however, fOJIrl a weaker correlation (r=0,39)

in their sanple of rrainly laboratoI}' studies. Stone (1986) famd contradicto:ry

results in that job eat!Jlexity was positively correlated with job performance

(r=O,30) in II field studies, b.rt showed a negative correlation (r=-0,26) in

three laborato:ry studies.

All the above fiIldings have specific irrplications for m:magers of human

re=es. WO:rk.er rrotivation and satisfaction can be enhanced by increasing the

extent of the five job characteristics present in a job. nus is aceat!Jlished

by irrplerenting the job redesign strategies reported by Boonzaier and Boonzaier

(1994).

It is irrportant at this juncture to take cognisance of Algera's (1990: 97-98)

conclusion that strong relationships exist between the perceived job

characteristics ani pasu:al cutcares, b.rt that the correlations between the

job characteristics ani wm:k cutcares are nuch weaker. The rreta-analysis of

Fried am. Ferris (1987) also rrakes a clear distinction between the strength ani

consistency of the relationships between the five job characteristics and the

personal cutcares on the one band, ani the five job characteristics and the

work Oltcares on the other. 'Iheir results in:licate that feedback has the

st:=Jgest relationship with general job satisfaction (90% credibility value

0,43), that autDrlOl¥ has the st=:Igest relationship with growth satisfaction

(90% credibility value 0,71) and that skill variety has the strongest

relationship with internal work rrotivation (90% credibility value 0,52). On the



58

other hand,- the relationships between the job characteristics and jeb

perforrrance are weak (90% credibility value: ranging fron 0 to 0, 13). TIle

relationships between the jeb characteristics and absenteeism are also weak

(90% credibility value: rang:iIJg fron -0,29 to 0,04). TIle relationships between

jeb characteristics and personal c:uteares are thus generally sl:I:orJ3er and rrore

consistent than the relationships between jeb characteristics and wo:rk

rotcaIES.

In conclusion, it can be said that a major strength of the Job

Characteristics Model lies in the empirical support for the positive

relationships be~ the jeb characteristics and personal c:utcaIES. However,

When carparing the relationships between the jeb characteristics and personal

rotcaIES on the one hand, am the relationships between the job characteristics

and work c:ute:ares on the other, the m:x'lel itself is disconfi.rrrErl CMillg to the

discrepancy in causal patterns between the jeb characteristics and personal

versus work c:utcaIES. Jcb :redesign practitioners shrold focus on the m::de1' s

positive feature, that is, the st=lg superior relationships between the jeb

characteristics and personal rotcaIEs, and the practical irrplications thereof.

3.3.2 Moderators and mediators of the relationships between job

cbal:acteristic am OItcares

Worker characteristics (psychological states, growth-need strength am
kna.olledge and skill) and work env:iramEnt characteristics (satisfaction with

pay, security, supervision and co-worlrers) are specified as rroderators and

ITEdiators of the relationships between the :iroepeOOent am deperJdent variables

of the m:Jde1 (refer to Figure 2.3) .

3.3.2.1 iLrker dJaracteristics

TIle Jeb OJaraeteristics M:rlel depicts certain WC'::ker characteristics in cmler

to ~ain an intervening or m:rlerating influence on the relationships between

job characteristics and outcanes. Worker characteristics include three

psydx>lOJicaJ states (experienced nearllngfulness, experienced responsibility,

and kna.olledge of results) which are regartled as rrediators of the relationships

between the jeb characteristics and c:utcaIES (Hac:krren & Oldham, 1980; Johns,

Xie & Fang, 1992: 659). '!Wo further worker characteristics are ~-need.

SLLafjt:h, and k!xJidai3e am skill (Kulik, Oldham & Hackrran, 1987: 283) which

are depicted in the m:xiel as m:rlerators both between the jeb characteristics

and psychological states, and between the psyc..l1ological states and rotccrres,
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althalgh Jobns, Xie and :FarB" (1992: 659) report that nost researchers have

restricted moderator tests to the direct relationships between the job

characteristics and wtcares.

It is :inp:Jrtant at this junctu1:e to take note that e:rployee knowledge am
skill, as sp:ci.fied l:¥ the m:xJel, "has never been tested directly" (Jahns, Xie

&:FarB", 1992: 659). FUrthemore, a contradiction exists in the literature as

Hackrren and Oldbam (1980: 90) include kru:Mleclge and skill as a ll'CJderator

variable, rot Kulik, Oldham and Hacknan (1987: 286) report that "it is still

UIJkno;m whether ~oyee krlcMledge and skill will determine hoi>l e:rployees will

resporrl to a jcb's rrotivat~ potential". No erpirical sut:PJrt for the

kncM'leclge and skill variable within the context of the m:xJel has been located

and therefore IlO further discussion of this variable is warranted.

Enpirical studies with regard to the role of the psyd101ogical states am
gnmth-need strength in the nroel will ruM be discussed.

(a) PsydDlcgical states

The Job ClJaJ:acteristics M:xJel "posits that all three of the psychological

states !lUSt be experienced by an i.n:iividual if desirable wtcares are to

ererge" (Kulik, Oldham & HackIran, 1987: 280). HcMever, the intervening or

rreJi.ating influence of the psychological states an the relationships between

job characteristics and wtcares has been questioned (Hackmm & Oldbam, 1976;

wall, Clegg & Jackson, 1978; Renn & VarxJen!:JeJ:g, 1995).

As conta:i.na:1 in the theoretical statarents of the Jcb C1aracteristics l"ode1

(refer to section 2.2.3.2), of relevance at this juncture is:

- whether all three psychological states are necessary for positive wtcares to

S!E1:ge;

- whether the relationships between the jcb characteristics and psycholo::Ji.cal

states exist as specifically prescribed l:¥ the m:xiel; and

- whether the psyt:ho1ogical states are ccnplete rrediators of the relationships

between the job characteristics and wtcares.

Hackrran and Oldbam (1976: 262-264), in their original fomulatian of the m:X!el,

in actual fact provide evidence of a difference in status between the

psychological states. They tested the hypothesis whether predicting the

outcomes (internal work motivation, general job satisfaction, grO'Nth
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satisfaction, absenteeism and rated work effectiveness), using the

psychological states, is nax:imi.zed when the three psycbological states are used

as a single unit, versus when any of the possible pairs of the psychological

states are used, or when the psychological states are utilized individually.

Regressions were eatprt:ed predietin:J the rotcare treasures on the basis of,

firstly, all three psychological states as a unit, secondly, the three possible

pairs of psychological states, and thi..:rdly, each of the three psychological

states singularly. Results indicate that any si.rJg:le psychological state

significantly predicts the rotcan=s, and that a significant increase in

predictive value (that is, an :increase in R-squared) is only achieved by the

further inclusion of any possible pair of states. The st=Jgest predictive

carbination is thus any Vro of the three psycholagical states. Amold and Ha.1se

(1.980) also found little support for the hypothesis that all three

psychological states are necessary f= the develcprent of specifically internal

work motivation. Fried and Ferris (1.987) favmr reducing the Illlllber of

psychological states from three to two, by integrating experienced

treani.rBfulness and experienced responsibility into a single dirrension. 'Ibeir

results also fail to support the inteIVen:ing effect of the psychological states

on especially the job characteristics - work perfonrance relationships. Rerm

and Varrlenberg (1.995) collected data fron 1.88 subjects perfomring a range of

different jobs which shmIed that not all tiJree psycholagical states are

neccessary to rraximize the explanation of ootcan= variance. 'Ibis fillding

coincides with the fil1ding of Jobns, Xie and Fang (1.992).

The relationships which do exist between the job characteristics and the

psychological states do also not coincide fully with those specified by the

rrmel. 'The study of Becherer, 1'Ibrgan and RicbaId (1982), Mrile validating sate

of the relationships between the job characteristics and the psychological

states, also confutes others. While the re:Jression equation for the

knowledge-of-results variable employs standardized regression weights as

predicted by the m::rlel (that is, feedback predicts knowledge of results), the

regression equations f= the other two psychological states sha,q mixed results.

According to the model, anlY autC!1CIl¥ shoold be related to experienced

responsibility. H:Mever, the staroardized regression coefficients f= the other

job characteristics (that is, skill variety, task identity, task significance,

and fE'A'fuack) are as large as or larger than those for autClnO\Y. Autanany and

feedback also contribute, together with the posited relationships, to

predicting variance in the e:xperienced-rrean.ingfulness-of-work variable.
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Renn (1989) . tested the m:Xle1 in a longitudinal research design utilizing

structural equation methodology by drawing a sample of 90 employees

representing seven different jd:J categcries in an insurance carpany. AutoncI!¥

predicted experienced responsibility, and feedback predicted knowledge of

results. Skill variety, task iclentity and task significance, ~, did not

predict experienced neaningfu1ness. 'Ibis study thus, too, only partially

validates the specified relationships between the job characteristics and the

psychological states.

The IlEta-analysis of Fried and Ferris (1.987: 303) shcms that skill variety has

the strorJgest relationsh:ip with experienced rreaningfulness (90% credibility

value 0,71.) and that task significance also has the strongest relationship with

experienced rreaningfulness (90% credibility value 0,62), thus supporting the

theory with regard to the relationships between these two jd:J characteristics

and the corresponding psychological state. Task identity, however, shaNed the

strongest. relationship with experienced responsibility (90% credibility value

0,40), while autonomy showed a similar strength of relationship with

experienced meanin.:Jfulness and experienced responsibility (90% credibility

value 0,61). Jd:J feedback related similarly to all three psychological states,

thus not supporting the theoretical statellEl1ts regarding the specified

relationships between the job characteristics ani the psychological states.

With regard to the issue of the psychological states posing as carplete

mediators in the m:Xle1, the study of Renn and Vandenberg (1.995), using

regression procedures, shcms that the psychological states are only partial

ITEdiators of the relationships between the jd:J characteristics and cntcares,

thus contradicting the theoretical staterrent of the m:Xle1 irrplicating carplete

ITEdiation. The results do, however, :in:licate that the psychological states

explain significant annmts of a.ttcare variance ~ un:! the jd:J characteristics.

Testing an alteznative m:Xle1, by excluding the psychological states, Wall, et

aL (1.978) shoNed that the alternative m:Xle1 acccnnts for a significantly

greater portion of variance tban does the Jd:J Olaraeteristics M.:xlel. TIle

alternative model showed a direct causal relationship between job

characteristics ani worlc bebavialr. The studies of Fried and Ferris (1.987) and

of Hogan and Martell (1.987) also show that the psychological states do not

increase the explanatory pc7.'Ier of the m:Xle1. Q.lestions have thus been posed

regarding the IlEdiatillg role of the psychological states. Fried and Ferris
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(1987) state, in their review and treta-analysis of the validity of the Job

Characteristics M::del, that anlY a few studies have focused on this issue of

psychological states as trediator variables. Research has, hcMever, started

focusing on other possible trediators (for exanple, attention state) of the

relationships between job characteristics and altcares (Fax & Feldrran, 1988).

Roberts and Glick (1981: 197-198) refer sceptically, in tlJei.r evaluation of the

literature, to the value ani role of the psyclJological states in the Job

Characteristics Model: "A psychological state construct was ~y

intro:'luced as an :interveniIJg variable to increase the e:xplanatocy p:YtIeI" of the

rm:Jel." Wall and Martin (1987: 68) ask for the exclusion of the psychological

states fran the rm:Jel: "It swears that the critical psychological states are

an unnecessaxy elaboration which cancem. for pars:i.m:Jny '<IO.lld lead one to

exclude. "

Johns, Xie and Fang (1992) canfinn the role of the psychological states as

mediators, but support the notion of a single-factor model for the

psychological states as espoosed by Ho3"an and Martell (1987). Cancem is also

voiced by the fOnIEr researchers with regaJ:d to the trethcx'i variance prctllan

when neasuring the psychological states using the JDS, suggesting that it might

be wise to avoid rreasuring both job characteristics and psychological states

with the saue inst:rorrEI1t (Johns, Xie & Fang, 1992: 672).

'The rm:Jel presents the critical psychological states as the "causol core of the

rrodel" (Hackm3n & Oldham, 1976: 255). Wall, Clegg and Jackson (1978: 255)

argue, hcMever, that amidst the suspect equal status of the psychological

states in the rro::lel, the strong relationships between the job characteristics

and outccrnes nonetheless ensure the saue i1!plicatians for job redesign

practices, thus rerxl.ering the use ef the psycholo:;ical states construct useless

in practical te=. O'Brien (1982: 386), :Eurthemore, states that the job

characteristics and psychological states it815 in the JDS llEaSUre basically the

saue ccncepts.

With regaJ:d to the role of the psychological states in the rm:Jel, Wall and

Martin (1987: 68) state that:

examination of this part of the m::del has canfi.nred neither the predicted

differential pattern of relationships between the five job

characteristics and the three psychological states, nor that these
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intervening variables are required to accamt for the relationship between

the =e joo dirrensians on the one hand and the outc:are variables on the

ot:heJ:" .

Champoux (1991: 432) seconds this pronouncem=nt with the conclusion that

"research results to date with the critical psycholcgical states do not give

unequivocal SUWOrt to this part of the theory".

In crneJusim, the specified relationships between the joo cba1:aeteristics

am psychological states are not consistently =:firrIEd by erpirical research,

as SOle j d:I characteristics relate to the psycholcgical states in ways not

stated l:lf the tl'coel. The status of the three states also differs, with

experienced m:aningfulness playing a praninent role, knowledge of :results an

insignificant role, and experienced :responsibility c:an.trirotiIJg intenrediate

predictive utility. 'Ihe psychological states do explain, however, significant

arrronts of wtcare variance beyond the jdJ cbaracteristics, Wt are regarded as

being of no practical use, given the practical utility of the job

characteristics and the personal ooteatES as contained in the JDS. Fu.rt:beJ:nnre,

the psychological states carmot be regaJ:ded as earplete IIEdiators of the

relationships retween the job characteristics and ClltcareS as specified in the

theoretical statarents of the m:rlel. 'Ihe inclusion of the psychological states

also :increases the likel:i.hooi of rrethcd variance. The above-uentianed studies

thus, in general, fail to support the rrediatillg effect of the psychological

states an the job cha=cteristics/Clltcares relationships as specified by the

m:x:le1.

(b) Growth-real stxe:yth (GE)

The ccncept of gronth-IJe€d strength is based on the work of Maslow (1943,

1954). '!be Job Characteristics M:rlel refers to the higher-order needs of the

wen:ker as growth-need stren.:lth. GNS is viewed as me of the lIOderator variables

because it is depicted as influencing the relationships between job

charci.cteri.stics and psychological states as 'Ilell as the :relationships between

the psycholcgical states and personal and WOIk Clltcares. GroNlh-need streD3th

represents the need for personal growth and develcptBlt within the jdJ

errvi.rcJmEnt. In:li.viduals with a strong growth-need will desire that a high

degree of the jet> cbaracteristics be present in their jdJs and will constantly

seek cpportunities f= growth within the joo envin::nrent. 'ilhen jdJs possess a

high degree of the jcb characteristics, and =rlrers deliver quality WOIk

perfo:arance, the higher-omer needs are satisfied and workers experience a
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positive intemal feeling, namely the three psychological states. IIldividuals

experience a rewani for their perfonrance in the fann of higher-order need

satisfaction, as well as a positive internal feeling, and are thus further

motivated to sustain their gocrl perforrmnce. TIle higher-order needs can

therefore be satisfied on a continual basis withcut detracting fran the

st:J:eo3th of the drive for further need satisfaction (Hackrren & Lawler, 1971:

262) •

In the literature, however, the influence of growth-need strength as a

m:rlerator variable in the trodel is questioned. thEtot, Bell and Mitche11

(1976), 0J::pen (1979) and Graen, Novak and S<xmEJ:karrp (1982) fcund that GNS did

not m:rlerate correlations between joo characteristics and joo perfonrance,

while wall and Clegg (1981) famd that GNS did not l!l'Xlerate correlations

between joo characteristics and intrinsic llOtivation. Maillet (1984) suggests,

based on a sarrple of 117 canadian peni.teotiaIy guaros, that the troderator

effects of GNS are, at best, rn:in:inal with respect to the relationships between

MPS and wmk wtCCIlES. Hunt, Head and SorerJsen (1982) also show that GNS

displays an insignificant m:rlerating influence on the relationships between joo

characteristics and personal ootCCIlES for phanrecists arployed in a private

hospital. TIle study of Johns, Xie and FarB (1992), too, fcund very little

evidence for the llOderating role of GNS. Q'Brien (1982: 393), in an evaluation

of varioos studies, reports on the state of research regarding growth-need

st:rerlgth as follc:ms: "TIle evidence for troderator effects of growth needs is

weak." Rd:Jerts and Glick (1981) arrived at the sarre conclusion.

TIle strangest enpirical evidence is provided by three neta-analyses of the

m:rlerating effects of GNS on the relationships between joo characteristics and

varloos ooteatE variables. TIle studies reviewed in these neta-analyses (Fried &

Fe=is, 1987; Loher, et al.., 1985; Spector. 1985) present inconsistent

conclusions in respect of the llOderating influence of GNS.

Forsbaw (1985: 97), in a Sooth African study of the l!l'Xlerating influence of

growth-need strength on the relationships between joo characteristics,

psychological states, and personal and wmk ootcares, fcund only partial

SUWJ.rt for GNS. 0Jarrp:ux (1991), in testing the trodel utilizing 247 state

agency enployees, also states that the l!l'XleratiIlg influence of GNS is not as

widespread as the theo:t:y inplies. Graen, Scandu1:a and Graen (1986) reviewed 26

studies and also famd the results incanclusive. It wa.Jld appear as if the
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individual's· need to grcM cannot be accepted per se as an explanation for

rrotivated WOIk behavioor within an enriched job envirt:xJrrent. Wall and Martin

(1987: 71) == that research relating to GNS is inconsistent and does not

present a coberent pattern of f:indillgs.

Roberts and Glick (1981.: 196) :int:rcrluce a further shortcaniIJg by stating that

althoogh the m:del specifies desirable job cbaracteristics for WOl:Kers with

high GNS, it rrakes no attarpt to identify desirable jab cbaracteristics for low

GNS in:lividuals. '!he llDdel also provides no indication of the rrotives of, and

therefore the jet> characteristics that coold appeal to, the ICM GNS wmker

(Britt & Teevan, 1989).

Jacksan, Paul and Wall (1.981.) ascribe the inconclusive f:indillgs relating to GNS

as a m::derator to deficient erpirical work by researchers. They argue that

studies examining the m:Jderator effect of GNS have usually utilized the JDS to

rreasure GNS and have taken rreasures of all the relevant variables on the sarre

occasion. Respo!:JCent.s tbus strive for consistency within the confines of the

JDS. Havin:J, for exarrple, stated that a specific job characteristic is valued

(indicating a high GNS), and that this characteristic is present in the jet>,

little option exists rot to rep:::lLt job satisfaction. The measures of GNS are

also closely related to the neasw:es of the jeh characteristics, tbus drawing

attention to this relationship and thereby the need for consistent responses.

They also cite the use of discrepant analytical proce:lures as a shortcaniIJg in

~ research. F:iniings regarding GNS as a m:Jderator in the rn:x'Iel tray thus be

ltEtho:HJCuxi.

Pokorney, Gilll'Ore and Eeehr (1.980) focused on the different statistical

techniques erployed to test for m:Jderator effects as a possible reason for

inconclusive fin:liIJgs. When eatparing the correlat:'..on and regression results of

the sane data set, the correlation Sll1::grc:up analYSis lerxis rrore SUWJrt to the

hypothesized m:rlerating effect of ~ than does the result of the regression

analysis. A lack of trethcrlological refinerents tray tbus also cantril::ute to the

inconclusive results regarding the m:Jderating role of~ in the IrodeJ.. vecchio

(1.980: 480) has two criticisrrs of the published research on individual

difference m:Jderators. The first relates to the nature of the m:;derator

variables studied: the variables are predan:inantly personality variables and

the scales used to treasure this type of variable are regar:ded as poor

predictors. 'The second criticis:n relates to the nature of the sarrple: a
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restricted focus has been rraintained in the sarrpling procedure where the

sarrples, in general, caJ.ld be regarded as relatively harr:Jgenea.Is.

Graen, Scandura and Graen (1986: 485) provide adequate reason why the

canceptualization of GNS as a m:x:1el:ator variable in the nmel is based upon a

faulty premise. 'They ~ain that GNS refers to the extent of erployee

lIOtivation for growth on the job; that is, an erployee's desire for the

challenge of new learning. Growth-need strength thus assesses individual needs

for growth Cf'fOrt:unities, with individuals respondin:j to particular gLCMth

Cf'fOrbmities based on their GNS. But the MPS represents only the current level

of joo characteristics present in the joo; IJO\\lbeLe does the Jffi treasUre

Cf'fOLbmities for growth in the job per se. It is thus only actual changes in

job characteristics that hold prospects for growth arrl bring GNS as a relevant

variable into play. As lIOderator studies have focused only on the current level

of joo characteristics present in a job, the influence of GNS as a m:rlerator

variable in the m:xJel has not been adequately addressed.

It is iIrportant to note at this jlUlCtUre that Hackmm arrl Oldham (1975: 163),

in their origiml conceptualization, refer to GNS as a "rralleable individual

difference characteristic" canstJ:ucted to be a reliable indicator of individual

needs. In a further discussion, Hacknan and Oldham (1976: 259) use such terrrs

as "the possibility", "It nay be" and "tentatively" when referring to the role

of GNS as a lIOderator in the m:xJel. !heir "present: findillgs provide no reason

to expect that the ultinate irrpact of worldllg on enriched jobs will be lIOre

negative than positive for any groop of erployees, regardless of the level of

growth-need strength" (1976: 275), thus actually cla:intin;J GNS not to be a

m:xleLator in the mXlel. In a study by Kulik, Oldham arrl Hacknan (1987: 294),

concern is voiced regarding the rreasurerent strat:egy erployed by the Jffi to

assess the growth-need strength of enployees, tht:s reflecting on the suspect

validity of the GNS const:ruct. RdJerts arrl Glick (1981) indicate, based on lCM

intercorrelations, that the t'hU original fomats of the GNS scales treasUre

different: constnlcts. 'll1ey furtherrrore question the reliability and validity of

these t'hU GNS constructs.

'!he conceptualization of GNS is based on the need hierarchy of M3s1CM (1943,

1954). Thierry and Koopnm-Iwera (1984: 138), h::fI;ever, find very little

arpirical SlIffX)rt for Maslcm's tbeoJ:y. 'Ihey reason that each category of needs

is complex in carpositian arrl thus carplicates the cperationalization of
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partial needs. Another criticism concerns the assurrption of prepotency in the

hierarchy stroeture which postulates that the "next" need will not rrotivate

bebavicur until the "previoos" <JrJe has been satisfied. The sarre authors report

that research sbo;.Is that bebavicur is airrei at satisfyinJ vari= categories of

needs sirrult:areausly arrl that this precondition is not valid. Furt1JeJ:rrore, the

specific categories of needs are questioned am renain suspect. Wahba am
Bridwell (1983: 34) also report that altha.1gh MaslOll's theory is widely

accepted. little research evidence exists to support it.

In conclusion, it can be stated that the nature am rranifestation of

grcMth-needs, their treasuretEnt. as well as how need satisfaction actually

occurs, :rerain polemical. PrOOlems therefore exist in accepting growth-need

strength as a rreasure of wrn:ker characteristics within the WOJX situation. The

abave-IlEIltianed evidence serioosly questions the role of GNS as a m:rlerat= of

the relationships between job characteristics and psychological states, as well

as of the relationships between psychological states and cutc:ares.

3.3.2.2 iiJrk envi.LCIIIAII d:m:acteri.sti.

'!he Job Characteristics Model states that jobs which possess a high

IIOtivational value (that is, a high degree of the job characteristics) will

give rise to positive psychological states, which will in tw:n influence w::JJ:k

behavicur positively, specifically for WOIkers who are satisfied with pay.

searrity, co-workers and supezvis=s. If woJ:kers waste urmeeessary energy on

frustrating jdJ enviramEnt factors, the strength of the relationships between

jdJ characteristics and woIk bebavicur is negatively influenced (Oldham, 1976;

Oldham, Hackrren & Pean:e, 1976; Hackrren & Oldham, 1980). Oldham, et al,

(1976: 401) SCXlght to illustrate that the w::JJ:k context variables and GNS,

individually and in COli:Jinatians, rrr:x'lerate the relationships between job

characteristics and cutCOlE l!EaSUreS. '!heir ree=arch design and attendant

w-<l1ysis of data, however, did not include all the possible carbinations of the

woIk context and GNS variables to warrant: the acceptance of such a postulation.

Katz (1978: 705) and Bralsseau (1983: 34) agree that the influence of the

broader woJX situation, = w::JJ:k errviramEnt characteristics, sballd be included

in joo redesign inte=entions. Altha.1gh Johns, Xie and Fang (1992) also famd

sorne support for this notion, they conclude that "the results provide

relatively gocxi SllfPClrt f= the basic (umrderated) jd:J characteristics rrrdel"

(1992: 674).
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'Ihe stucl¥ of Hunt, Head and Sorensen (1.982) also shcMs that satisfaction with

pay, se=ity, co-WI:lJ:kers and supervisors displays an insignificant m::x:lerating

influence on the relationships between jd:> characteristics and ClltcareS for

pbanracists arployed in a private hospital. variCl.lS other studies also show

insignificant moderator effects for the context variables in the m:Xlel

(AI:xJel-Halim, 1979; Katerl:Jerg, Ran & Hulin, ~979; OJanp:ux, ~98~; Ferris &

Gi1.rrcre, 1.984).

Champoux and Howard (~989) found complex interactions between the

characteristics of jd:>s and work context variables for medical technolcgists.

Champoux (1992) continued this line of research and specifically defined

several different fonns of interaction between the cc.nplexity of a jd:> and the

work context in detennining work bebavioor. Instead of the context factors, for

exarrple distracting e:rployees fron experiencing the characteristics of their

jd:>s as specified by the rrodel, research has shown that i.ncurri::lents worldng

within negative contexts may "escape" fron such envi=JnEnts and rather tw:n to

the intrinsic nature of their jd:>s for gratification. Jd:> redesign PW3LdIllles

sha.Ild therefore begin with a systaratic diagnosis of the current state of

jd:>s, wcn:Xers and the WOLk context.

KUlik, Oldham and Hackrran (1987: 285) claim that "e:rployees who have high needs

for gr<7Ilth, who possess adequate knowledge and sldlls, and who are satisfied

with the WOLk context, will be best I fit I (sj£;J to high MPS jd:>s", signifying

that the m:rlerators do not cperate in isolation fron one another, rot rather

jointly, in carbination with each other. '!his irrplies that the testing of any

of these m:rlerators in:lividually, or in any catbination other than specified,

is not in accOLdance with the conceptual hation of the relationships as

specified by the rrodel. 'Ihe concept of joint m::x:lerators, as depicted in the

m:Xlel, is also espcused by Karp and Cook (1983).

Apart from the job environment characteristics specified by the Job

OJaraeteristics M:Jdel, researchers have also considered other jd:> envi=m=nt

factors as m::x:lerator variables in the rrodel. 'Ib this end, such characteristics

as functional speciality (L\mham, 1977), WOLk involvarent (Kate:rbeLg, Han &

Hulin, 1979), organ; zational strocture (vecchio & Keen, 1.98~), g).lality of the

social envi.=rent at wade (Repetti & Cosnas, 199~), type of i.n::lustJ:y (Yeh,

1996) and I!EIJy other variables (Griffeth, 1.985: 74) have been evaluated.
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Griffeth (1985: 75) carnents on the results of studies which focus on the

m:Jderating =le of job envi.ronrent characteristics on the relationships between

job characteristics and wmk behavioor: "!li:JWeVer, inconsistent findings have

also been repJLte:i artOlg these studies." Wall and Martin (1987: 74) sumrarise

as follcms:

The literature relating WOJ:k design to organizational context is at

present fLaglEllte:i. It suggests a range of factors it is plausible to take

into accamt, rot as yet there is insufficient arpirical evidence to

identify the rrost salient aIIJ:1D3" these.

In cmcll"lSjm, the inclusion of WOJ:k enviranent characteristics as m:derat=

variables in the Jet> OJaLacteristics M::ldel confuses the relationships in the

m:xlel. 'l1Je =le of WOJ:k envi=1nEnt characteristics as m:derators of the

relationships between job characteristics and psycholcgical states, as well as
of the relationships between psycholcgical states and personal and work.

cutcares, is sericusly questioned.

A rrajor weakness of the Jet> OJaLacteristics M::Jdel is its inadequate attarpt to

stip.l1ate specific WOJ:ker characteristics which influence, llEdiate = m:derate

the relationships between jab characteristics and work. behavioor. A further

sbortcon:iIlg of the n:ojeJ. is the weak arpirical suwort for the work. env:i.=Jrrent

characteristics as rroderator variables of the specifie:i relatioships between

the :ilrleperJdent and depeItient variables. Ganster (1980: 145) :refers to these

conclusions derived fran arpirical evidence as the "continual failure to

document reliable moderator effects". Algera (1984: 189) provides an

dfPLCfldate SUIlIlation of the state of :research on the influence of worker

characteristics and wrn:k errv:i=rent characteristics on the relationships

between jcb characteristics and work. behavioor:

Tb sum up, let us state that the job charac;;eristics rrode1 does offer

pointers for diagnosing work situations, but from a theoretical

perspective the m:xJel is still fairly obscure. This is particularly true

for the critical psychological states and the role of moderator

variables.

specific

relating

20-24) stipulate

in the WOLkplace

3.4 QJ" RI ,IN&S F(R 'lIlB U'l'ILIZIITIrn OF 'lIlB .xB OJAR1lCIERISTICS KIEL RV 'lIlB

.Jm BASIID rn 'lIlB SIIR.I't:DfiR;S OF 'lIlB Ml:EL

Porter ani Miles (cited in Steers & Porter, 1991:

criteria f= deal ing carprehensively with phenarena
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to dEmJtivatian, dissatisfactian ani nw:giI1al perlomance. According to these

criteria, three daninant sets of variables oanstitute the world of wo:rk, narrEly

characteristics of the job, characteristics of the worker and

characteristics of the wark enviDllIAI!

'The m:Xlem behavia.Iral science arl?=ch to job redesign, in producllB the Jab

Characteristics M:xJel and the attendant JDS, has focussed with different

degrees of rigrur and success an the criteria laid down by Porter and Miles

(1991: 20-24). The research evidence presented canfinrs strclrB positive

relationships between the joo cbaracteristics as in:lependent variables and

notivatian and satisfactian as deperxlent variables. IntenJa1 wo:rk rrotivatian,

general jcb satisfactian am g:ro;Jth satisfaction se:rve as valid dependent

variables. 'The five jdJ characteristics, namely skill variety, task identity,

task significance, autonarrr, and feedback are verified as valid :Uxjependent

variables. However, original forrrulaticms of the m:xlel are shown to specify

:inawrc:priate and inadequate 'IIlO:drer ani wark env.iD IlIe I! characteristics as

rroderators/rrediators of the relationships between the iniepement and dependent

variables.

'The review and evaluatian of the Joo Characteristics M:x:lel furthenrore suggest

that worker and work envi=nEnt characteristics influence the depenjent

variables in irrportant ways, hlt that 110 sirBle characteristic ~lains a

significant amount of outcome variance. More specifically, worker

characteristics, in particular the psycholc:gical states and GNS, rerain

inadequately explored and polemical. This is possibly due to the fact that joo

redesign research in general and studies pert:ainin;r to the Jet> C11aracteristics

M:Jdel in particular, asstmE that situatiooal factors are largely respansible

for the behavioor of e:rployees (Arvey, carter & Bue:rkley, 1991: 364). Staw and

Ross (1985: 469) note that wo:rk behavi.= is =.ly fonrulated as hav.iIJg an

endogena.Is SOJrOe of variance, that is to say, a = which is reflective of

the state of the person. When person variables are used, they are used anly to

specify the type of person for whan certain situatiOllal or envi=nental

variables are predictive. Hackrran arrl Old!1am (1974, 1975, 1976, 1980) exhibit

this conceptualizatian by focussing an person characteristics within a specific

situatian, =x:litian or enviroment. In the Job C11aracteristics M:rlel, worker

characteristics, like the psychological states am GNS, are conceptually

defined in terms of the characteristics of a worker for whom job

characteristics provide need satisfaction. Endogena.ls causes of wo:rk bebavi=
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are thus fomulated in terms of exogenoos factors, and t:be :influence of

eatprebensive endcgena.Is or person factors is ultin'ately disregaroed.

The evidence reviewed inplicates tl1e m::del as flawed not only with regard to

worker characteristics, but also with regard to work environment

characteristics as m:::x:lerator variables. scrutiny of t:be work envi=Irent

characteristics in tl1e Job Q1aracteristics M::Jde1 leads to t:be ~usian that a

s:ro:rgasbord of convenient variables has been considered and indiscrirn:i.natelY

included.

To facilitate theory developnent, it is reo::rnre:rxled that t:be following

resea=h suggestions and rrethcx:lological issues be eJ<Plored and clarified:

(a) TIle basic unmoderated/unmediated Job Olaracteristics M:xlel (with job

characteristics as independent variables and personal outcares as dependent

variables) can be utilized as a point of departure in future nroeJ.

cleveloplErlts. The atten::lant revised JDS (AwerJdix A) can serve as t:be

rreasur:i:ng instnJl!ent of afore-nentioned variables.

(b) Further worker and work envi.roment variables need to be identified,

defined and examined as possible mediators and moderators of t:be

relationships between t:be job characteristics arrl outcares. 'Ihese variables

should be chosen an a samd tl1eoretical basis. Efforts should also include

t:be re-ex.aminatian and l101ificatian of current Job Olaracteristic M:xlel

variables, for exarrple psychological states, GNS and ....mk envi.roment

characteristics .

To :irrprove practical job enrichtEnt interventions, the following guidelines

are provided for the future use of the m::del and the accarpanyi.rB JDS:

(a) The personal outcares, narrely general job satisfacticn, grcmth satisfaction

and intema1 ....mk llOtivatian, should be retaineC as deperXlent variables.

(b) In the absence of re] jab] e perfomance data, ....mk outcares shoold not be

considered.

(c) The use of the five-factor structure of the job characteristics, as

prcp:lSed by Hackrren and Oldham (1980), is reearm:n:'led.

(d) The revised version of the orginal JDS, usi.n:r only positively =rded iters

(Aj;pendix A), is suggested for use by job redesign practitioners seeking to

rreasure tl1e five subjective jcb characteristics and the three personal

outcares.

(e) In the absence of valid reasons to the contrary, tl1e two additional job
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characteristics (nanEly feedback fron others and dealing with others)

sba.1ld re excluded fron a diagnostic procedure.

(f) 'Ihe sirrple additive index for carp.lting the r-tltivating Potential Sccre is

recatttE!lded.

(g) 'Ihe WOIker characteristics (psycholcgical states, grcMth-need strength, and

krJo,qledge and skill) proposed by the rrodel should re excluded fron job

enrichment interventions, pending the revision of current an::i the

develcprE!lt of additional wo:t:ker characteristics.

(h) The work en.viramEnt chara.cteristics (satisfaction with pay, sea.rrity,

cc-wmkers and supervision), on the basis of a paucity of research SUfPJLt

for their m:xleLating role, sboJld be viewed with c:irc:l.mlpection witlrin the

ccnfines of the rrodel, rot included in job redesign efforts CMing to their

diagnostic value.

One of the central future research goals relating to the Job OlaLacteristics

M:x:lel sba.1ld re the identification, definition and rreasurerent of appLop.ciate

worker and work envirClld1ellt characteristics (person and environment

factors) which WOJld accamt for significant arramts of variance in IlDtivation

an::i satisfaction beyond the influence of the j ob characteristics an::i so enhance

the predictive validity and practical usefulness of the m:x:1el.

Fried an::i Ferris (1987: 313), in their review an::i llEta-arJalysis of the validity

of the Job O1aracteristics r-tdel, categorically state the need for further

research on the influence of IlDdeLator variables on the relationships retween
job characteristics and w:n:k behavicur: " ... ClIle can conclude that job design

researchers should continue to explore the effects of potential

moderators. " More specifically, research should focus on identifying

awropriate =Lker an::i w:n:k envi.romEnt variables.

Guidelines for future research provided in the literature, facilitate the

specificaticn of the nature of such awrqxciate variable(s) that rray IlDderate

the relationships between job characteristics and w:n:k behavicur.

3.5 GJ IIG ;nms RR FUIU<E RESEI\RCH

Organizational behavicur literature specifies that MJLXer and w:n:k envi=Jrrent

characteristics sba.1ld encarpass:

(a) canprehensive person and eo:virornEnt factors in interaction with one

another (GerlJart, 1987; Arvey, Carter & BueLkley, 1.991.; Wilier, 1991.;
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Judge & 1fulin, 1993; watsan & Slack, 1993);

(b) both TtlOrl< and non-W'el!X related influences (LoscocCO & Roschelle, 1991;

Higgins & llixh.u:y, 1992; Rice, Frone & McFarlin, 1992; Judge & Hulin,

1993; Slcl:x::da, Hqlk:ins, 'l\mJer, Rogers & McTecd, 1993).

3.5.1 1be jptprqctim het:~ n Iprsza qrrl myiLrlileil fpct;qrs in em'a;n;m

variaoce in MD:k nnt:i:y9t;rn prrl jci> f?aHsfactim

Ifulik, Oldham and Hackrtan (1987: 278) state tbat the Job OJaract:eristics M::xjeJ.

can "be conceptualized as a rrc.del of persan-envirc:mEnt fit". 'Ihe variables in

the Job Characteristics Model can thus be classified in terms of a

persan-envirc:mEnt fit concept:ualization, as depicted in 'Iable 3.],. 'Ihe Jd:l

Characteristics M::xjeJ. states that the interaction between job and worker

characteristics (person and enviI:arlaent factors) determines jd:l :responses

(Roberts & Glick. 1981; Ifulik, Oldham & Hackrran, 1987). HcMever, fran the

cooclusions based on a review of the literature, the canceptualization and

rreasurarent of the WOJ:ker or person characteristics, as well as the errvirc:ment

factors, with the exception of the jd:l characteristics. have been shown to be

serirosly lacldn3 in validity (see Table 3.1), and in need of revision and

ref:inarEnt.

Table 3.1

'U1e Jcb Claract:erlstics MXleJ as a persc!1-envll9Pueut fit t:heo1:y

Jcb OJaraCteristics M::xJel variables

Person Koowle:%Je and skill*
factors Grcwtb.-need strength*

Persan- 1?sycbol00000cal states*
envirc:mEnt
fittbeoI:y EIIvi.rc:mEnt Job characteristics

factors War:k ewir=rent cbaracteristics*

* Lacks e:rpirical validity

According to Arvey, Carter and Buerld.ey (1991: 359), wo:r:k behav:iaJr is

dete=ined. by the fit between facets of the jd:l enviranrrEnt and person factors

[B = f(P,E)J. 'Ihese authors classify job :redesign :research in general, and
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studies perta:inir.g to the Joo OJaracteristics M:xlel in particular, as falling

within the paranEters of their "specified situational effects l!Ddel" (19n:

364). 'Ihi.s l!Ddel assurres that situatianal factors are laxgely responsible for

the behavicur of enployees. 'The scientific utility of dispositional, = person,

factors rarains :illadequately expl=ed by joo redesign researchers and m:n:e
specifically by the proponents of the Job Characteristics M:xlel. '!his

correlates with the shortcanings of the l!Ddel stated in section 3.4.

Ostroff (1993) prq;lOSes an interactive approach whereby person and envi.ranrrEnt

characteristics are considered. 'The researcher llElltions that it has, however,

been difficult to detennine the awrcpriate c=eptualization and rrea.surerent

of both enviramEnt and person variables in organizational research. Estirrates

of the prq:x:;:rtions of variance in work behavicur due to person and situational

factors, = the interaction between the two, have been difficult to consolidate

across studies. Arvf:!y, carter and BueJ::kley (1991: 377), based on their review

of literature, esti.rrate that person factors accamt f= between 10-30% of the

variance in specifically joo satisfaction; that situational factors accamt f=

40-60%; ani that the interaction between the two accamt for between 10-20% of

the variance. Factors associated with both the envi.ronrrent (exceenoos) and the

person (endogena.Is), and the interaction between the two, are thus irrportant

detenninants of behavicur at work.

Robertson and Smith (1.985: 66) highlight the deficiency of the Job

C1Jaracteristics M:xlel to accamt adeq!.Jately f= envi.ronrrent factors in that the

l!Ddel does not take aecamt of a range of contextual variables of evident

significance, particularly those concerned with techno103Y, supeIVisory roles

ani rranageri.al practices.

Wilier (1991) focuses awareness on the lack of :r?::ognition of person factors,

or irxllvidual differences, as an influence on behavicur in organizations. '!his

research stresses the :irrp::Jrtance of viewing behavicur at work as a function of

both person ani envi=rEnt. Dysfunctional personal and work wtcares are

regarded as a consequence of not recognizing appropriate

worker-task-envi.rcmEnt fit. Ac=ding to the afore:rentioned researcher, the

influence of extra-organizational life roles is also to be included in an

analysis of behavicur at work. C1Jerringtan ani Englani (1980: 155) also

indicate that one's desire for an enriched joo is not detennined by a single

variable, but by a complex canbination of situational and personality
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variables. p"aLgdltent (1986: 679) indicates the need for rrore extensive studies

that =sider the relationship bet:ween the person and the enviroments of which

(s)be is part.

GerlJart (1987) a:cgues that attention shaJld be given to enviromental as well

as dispositiCXla1, = person, factors in predicting work behavioor. 'Ibis study

f:i.Ix:1s that situatiCXla1 factors, such as jcb COTplexity, are valid predictors,

and consistent with the m::Jdel of Hackm:m and Oldham (1980). With regaJ:d to

dispositiCXla1 factors in general, however, Gerhart's (1987) findings imicate

that 1t'edSlJI'6TE1l prcblers preclude accurate assessrrent of their predictive

power.

Levin and StOkes (1989) elab::>rated on the wo:rk of GerlJart (1987), especially

with regard to overcoming the measurenent prcblers associated with the

dispositional = person fact= influence on work behavioor. Levin and Stokes

(1989) shcM that roth joo characteristics (as rreasured by the JDS) and negative

affectivity (NA), as a dispositiCXla1 characteristic, determine behavioor at

work. Negative affectivity is a WOD<er characteristic distinguished by a

disposition to experience aversive enotiCXla1 states. People tend to experience

a variety of negative errotions across tine and situations. Peq:lle high in NA

tend to be distressed, agitated, wo=ied, suspicious, pessimistic and

dissatisfied over tine regardless of the situation they firrl t.hem3elves in.

High NA woD<ers have ongoirB feelings of distress and nervrosness and tend to

dwell on tl'.eir mistakes, disappointrrEnts and shortcan:i.ngs and to focus =re on

the negative aspects of the world in general. In contrast, 10"1 HA imividuals

are = satisfied, self-secure, calm and focus less on, and are =re resilient

in response to, the daily frustrations and irritations of life.

The use of HA as a woD<er characteristic is COllt:rov';rsial, because:

(a) the influence of positive affect (PAl. as a rreasure of disposition, is

rrostly disregarded, as negative affect and general affect are usually used

as person factors in rrost studies (Judge & Hulin, 1993: 391);

(b) Negative affectivity is not a rreasure of psychological health. Althcugh

rrany high NA woD<ers "\\IOOld be considered poorly adjusted, 10"1 NA does not

imply psychological health. High HA levels also do not preclude an

irrlividual f= experiencing positive ll'C<Xl. states.
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In a further· develcp:rEnt regarding the role of person factors in organizational

behaviour, Judge and Hulin (1993) prc:p:lSe a closely related construct,

subjective well-being, as a determinant of work bebaviarr. They find Ixlth

characteristics of the work am the worker's general level of happiness am wo:y

of looking at the world to be :inportant influences on wo:rk behaviarr. In their

conceptualization, affective disposition was fcund to lead to subjective

well-being, and subjective well-being am jet> satisfaction were nutually

causal.

The nature and definition of worker or person characteristics are also

illustrated in a controversial study by Arvey, Boocbard, Segal and Abraham

(1989). Data revealed that approximately 30% of the variance in jet>

satisfaction was associated with genetic factors. Individuals~ to bring

to the workplace predispositions that are difficult to trodify. Dispositions

like NA am PA datonstrate high heritability. Cl:qJanzano am Jarres (1990),

baHever, assert that it is prerature to accept this notion am that llOre work

on the role of dispositional factors in detennining wo:rk bebaviarr needs to be

clone. Boocbard, Arvey, Keller am Segal (1992: 89), in response, state that it

is not premature to accept the idea that wo:rk attitudes are partially

genetically influenced. Focusing on person factors, they cauticn that

individual differences are genuine and carplex in origin, that each person is

unique in her or his = right, arrl that differences between wo:rkers cannot be

explained <Way with the assertion that they are clue to x, Y or z envi=m:Ental

variables (1992: 92).

Roe (1984: 125) states that the practical role of person characteristics will

change in the future. A IlLllIber of person variables have been tested, wt

results have proved inconsistent. Referring to the role of person factors in

the Jet> OJaracteristics l>t:del, Rd:>ertson and Srnit'l (1985: 59) state that the

m:x:lel~ to be flawed arrl further work is needed to develc:p it. This is in

accord with the followi.n] conclusicn by H3ckrran am Oldham (1980: 451)

regarding the role of person factors in jet> redesign: "That there are :inportant

individual differences in readiness for enriched work am reactions to it seam

ind:isp.rtable; ... SorE new~ and sore new rux:ardl JlPtlrds clearly

are called for to resolve this conceptually interesti.n] and prcictically

:inportant questicn" (= enpbasis) .

In crrclllsioo, research on erployee llOtivation am satisfaction shalld focus
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on the nature of, and interaction between, both person and env:i.=Jnent factors.

The Job Characteristics Mcxiel provides a valid representation of job

characteristics as an environmental factor, but a more comprehensive

conceptualization which includes both person and envi=JlrEnt factors in

interaction with one another, nust yet be fo:mulated.

3.5.2 The interacHCTl bebieen '!iO!X and !Y'!J-W01X :infllJf'OCf'fi in ffl!P1a;n;m

variance in .me lIDtiypti m pm jd> sat;gfact;m

Judge and Hulin (1993: 388) LEfXJLt that enpirical research results, in general,

l:inkinJ personality variables to organizationally relevant variables (e.g.

motivation and satisfaction), have been disawointing. They furthenrore state

that the dispositional approach, which claim:; that general affective states

influence work behaviror, has :rekindled interest in the iIrpact of personality,

or wcrrXer characteristics, on the workplace. In reviewing the literature, they

find a strong general factor which predisposes imividuals to be satisfied with

varioos aspects of their lives. 'Ibis general factor subsurres both work and

non-work darains. 'They canclude that cutcares in the workplace nust be studied

within the larger context of general emtionality which encatpaSses all aspects

of enployees' lives, both lolOIk-related and ncn-ToJOrlc-related.

The research pioneered by Hacknan and Oldbam (1974, 1975, 1976, 1980) focussed,

however, only on the influence of specific work-related employee

characteristics on task behavicur and the influence of specific lolOIk-related

environment characteristics on task behavicur. This led to a rranagenE!lt

philosophy which regarde:i the notivation and satisfaction of workers as

influenced by factors peculiar to the workplace. WOrk and, for exartI>le, family,

are compartmentalized and viewed as separate and unrelated. Current

organizational policies which are based on this view are regarded by Higgins .

and Dux!:xlIy (1992: 389) as hinging on the ''lI¥th of separate worlds". '!hey call

for the reconsideration of these cntdated personnel policies in light of their

demtivating effect on hurrBn res=ces.

Wan" (1987: 2) refers to the chaI:giIJg perceptions of the role of work by

irxlicating that the rreaning which peqJle attach to work is a function of their

total life eJ<perience. 0Jarrp:Jux (1980) canterrls that a holistic view of

people's reactions to jobs is sorely I1.eeded. 'Ibis perspective WOlld benefit

awmactJes to job redesign and quality of work life interventions. The worker's

response to the work role shalld be studied in relation to her/his other life
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roles. Champa.Ix (1980) regrets the absence of non-work variables in job

redesign literature.

UlsCOCCO and Roschelle (1991; 212), in their review of two decades of research,

state that "... research on the quality of work life has failed to assess

adequately the influences of non-work life". '!hey suggest that far !lOre

attention be giveIl to l:ink:ing research on the quality of work life and the

quality of non-work life, respectively, by follcming an interoisciplinary

awroach taking advantage of the theory, rrethOOs and kncMledge of varioos

disciplines. Additionally, m:Xlels of the relation be~ work and non-work

shrold be develc:ped rrore fully; f= exarrple, by identifying and specifying

certain envi=nEnt and person characteristics which reflect the reciprocal

influence of work and non-work. C1mn:ingham and Eberle (1990: 57) LefTJLt that

the ele:tEnts which exert relevant influence on the quality of work life of a

worker are the task, the social and work environrrent, the administrative system

and the relationship between life on and off the job. Kopelman, Greenbaus and

Cormolly (1983) LefXJLL that work behavioor shrold not be studied in iSOlation

fron farnily and personal concerns.

Rice, F=Je and M::Farlin (1992) illustrate the value of viewing organizational

behavi.oor fron a broad, ecological perspective. Their results, based on a

nation-wide probability sample of United States workers, suggest that

traditional work variables, such as job satisfaction, are influenced by

non-work coosiderations. SUch a perspective suggests that events ani carxiitions

in the family and other spheres of non-work life influence bebavioor at work

and vice versa. Swansan (1992: 132) also calls f= the acknowledgarEnt of the

reciprocal influence of the work and non-work darains. I.evine, Tayl= and Davis

(1984) present the results of a Delphi analysis to develcp a definition ani

rrea.surerent of specific work and persooal mtcores. Their results show a set of

seven. significant predictors of quality of work life. M:lre than half of these

predictors extern beyond the content of the job itself. 'Ibis study shcms that

an analysis of the factors which predict mtcares like llOtivation and

satisfaction in the wortplace shrold thus :include the characteristics of jobs,

wo:rk envi.=m:nt cbaracteristics and the extent to which life mtsicle of work

affects life at work.

The results of a study by Frone, Russel and Cocper (1992), based on data

obtained fran a :ran:Janly drawn cannmity sanple of 631 erployed adults, suggest
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that work and family l:Ja.mdaries are a.synnetrically penneable, with family

l:Ja.mdaries being !lOre penneable than wo:rk l:Ja.mdaries. 1\dler, Skav and salvanini

(1985) dem:mstrate that 'IlO:rkers TIEY clevel<p positive or negative feelings al:xut

their work owing to factors wholly unrelated to any set of work

characteristics. HaMreS, Guagnano, Smith and Forest (1984) conducted a study to

examine the influence of non-work factors on job satisfaction. A sarrple of 245

rrale workers was drawn to test the spillover effect of non-wo:rk satisfaction on

job satisfaction. Sense of control over life, satisfaction with e:rployrrent

opportunities, family life, spoose, leisure tine, standaxd of living and

camunity all proved to be irrportant detenninants of job satisfaction. Workers

who are satisfied with the =-work aspects of their lives seen also to report

job satisfaction. 'll1e frarre of reference which the wo:rker tbus brings to the

work setting is a determinant of job satisfaction. Sdmitt and Mellon (1980)

also canclude that life satisfaction causes job satisfaction. These results

SUfPJLt the use of =-wo:rk darains in studies of work bebavioor and advocate

the fOLlll.l1ation of personnel policies which also consider factors cutside of

the work datain in order to rraintain high e:rployee llOtivation, satisfaction and

m:n:ale.

Participation by e:rployees in =-wo:rk activities such as family, recreation

and camunity has historically l:::een viewed as robbing the work datain of

camri.treEnt and tine. Consequently, the influence of non-work factors on the

wo:rk situation was regarded in a negative light. 'Ib the cantLaLy, Kirchrreyer

(1992) reports that participation in non-wo:rk darains enriches the buIren

resources who constitute the workforce. Both job satisfaction and

organizational camri.tment correlated positively with the hcurs spent in, and

the personal enrichment provided by, specific non-woLk activities. By

i.rlq;Jlication, managers are thus urged to enca.u:age and SUfPJIt non-work

activities.

Sloboda, H<pkins, 'lUmer, Rogers and McU:od (1993) evaluated an e:rployee

assistance prcgLanne and also focussed on the type of prciiLems e:rployees

presented for ca.mselling. Ccunsellors were asked to indicate the initial

presenting prciiLem of wo:rkers according to 24 pLedefined categories (12 related

to personal life and 12 job-related). The results sbcM that the !lOSt frequently

LefXJ1-ted prciiLems are as like1y to be related to the personal life of enployees

as to their wo:rk life. Responses to questions p.rt to clients sbcM that the

rrajority of wo:rkers judge their prciiLems to affect their work bebavioor,
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regardless of whether the problem is work or non-won-related. '!his can be seen

as a significant justification of the stance of erployee assistance pr03Ldlllle

(EilP) services which accept non-work and work problem wit:haJ.t distinction.

Rain, Lane and Steiner (1991) provide a carprehensive review of the literature

relating to the relationship between satisfaction at work and life

satisfaction. '!his review cites the spillover hypothesis as the rrost supported

theoretical position in the literature. 'Ihe spillover hypothesis suggests that

the non-work darain will spill over into the work darain and that a reciprocal

relationship exists. The theoretical explanations offered range from

conditioning of a specific response pattern, generalization of attitudes,

bebavicurs and beliefs frem one darain to the other, to cognitive dissonance.

The above-mentioned authors suggest that variros alternative theoretical

rationales be considered in oroer to shed light an the relationship between

life at woIk and life in general. fJbre specifically, the cooceptualization and

neasurenent of non-work influences need to be investigated. Judge and watanabe

(1993) support this view of spillover between woIk and non-work. Liro, Sylvia

and Brunk (1990: 79) firxi the relationship between work and other life

situations to be reciprocal. 'Ihey furthenrore point rot that wo:rkers do not

live according to unrelated, discreet categories, rot rather adept an

integrated approach. 'Ibis co-incicles with the findings of Higgins, IJu:ld:m:y and

IrvirJg (1992), which show that the work and family darains carmot be considered

as separate, :independent entities.

Ulscocco (1989) suggests that the strength of people's camri.trrent to work is

determ:i.nei in response to the whole configuration of their won and non-work

experiences. This researcher furthermore suggests that we need more

sophisticated m:dels of the relationship between the persanal. and the work role

that accamt for the interplay between person a:nC' jciJ characteristics (1989 :

370). Bl.u:ke and Greenglass (1987) advocate a trore carprehensive picture of the

wo:rker by using an open system approach, thereby assuming interdependence

betM:en darains and an integration of the irxiividual's life ~ences. A call

is also ITBde for trore researclJ. on the interactive effects of work and family on

relevant rotCOTe variables. Iamsl:ury and Ho::pes (1986) also prqJOSe an open

systerlls viewpoint whereby bebavi= and experiences in either a work or

non-work darain are affected by bebavi= and ~ences in the other dcrrain.

Ia.msl:m:y, Gonlan, Bergemaier and Francesco (1982: 287) irxiicate that the l:lllk
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of e:rpirical. findings seem to favcur a spillover interpretation of wo:rk and

non-wo:rk relations. 'Ihese authors enpbasize a holistic, cpen-systEl!5 awroach

to the study of wo:rk behavioor, with reactions to the jab viewed as influenced

by, and influencing, extra-jd:> phenarena. Elizur (1991) suggests that a

multivariate pattern of links exists between wo:rk and non-wo:rk. Croban,

Antonucci, Adelmann and Colemm (1989: 232) also claim that working in

satisfying and fulfilling jobs influences not only productivity and

perforrrance, rot the non-weft spheres of life as well. Winnubst (1984 : 564)

concludes that the e:rployee' s fimctioning at weft is influenced by the nature

of suwort provided by the darEstic situation.

In ctTlC1llsim, the above-rrentianed studies shcM that it woold be unreasonable

to expect that a person's psychological fimctioning on the jd:> woold be

unaffected by such "cutside factors" as, for exarrple, cpportunity for leisure,

family situation, living conditions and financial concems.

MJre 4flLopriate and ccnprehensive we:rker and WOIk enviranrrEnt variables need

to be identified, defined ani q;:erationalized in jab redesign research in order

to explain fully variance in weft notivation and jab satisfaction, with both

work-related and non-wc:rk-related influences taken into consideration.

3.6 QJl!iRl~ RR A RINISICN OF 'llIB J03 <lIARl'.CIFRISTCS MDBL

A study of the literature indicates the necessity of addressing the

shortcomings of the Job Characteristics Model by forrrn..l1ating a more

ccnprehensive Jd:> C1Jaracteristics M:x1el to elucidate the circuIrstances under

which workers will experience notivation and satisfaction. Algera (1990: 98)

states in a review of literature pertaining to the Jab Olaracteristics M:Xlel

that the mxlel has not been refuted tota1ly, rot that m::xiifications to the

m:Jdel will play a rraj= role in research on jd:> r;design in the future. Renn

(1989: 76) stresses the need for m:xlifications to the original m:Jdel and for

the llEast.II'E!lEI of its carp::llleIlts. Q'Brien (1982: 398) indicates that the mxlel

has stirrulated a large volurre of research, rot that the research evidence

contradicting the prepositions of the m:Jdel has not led to constructive

alterations to the model. The =ent study purposes to address this

deficiency.

Rd:>ertson and Smith (1985: 59) :indicate that altbalgh the criticisrrs of the

m:Jdel are irrportant, they do not, however, destroy the practical value of the



82

m::del. Even thargh growth-need strength, the psychological states, and the work

environment characteristics do not adequately represent the C/llls;ll link

specified by Hackman and Oldham (1.974, 1.975, 1.976, 1.980), the direct

relationships which do erist between the job characteristics and the rotCCIlE

variables are, in fact, the focus of joo redesign interventions, and rarain

unaffected by the m::xJel' s shortcanings.

Wall and Martin (1.987) indicate tbat the tinE is DCM ripe f= a wider

perspective with regard to variables utilized in joo redesign research. '!hey

propose an eJq:Jal1Sion of current l:x:x.IIxlaries by taking on board ideas and

prepositions fran separate areas of inquiIy, for exarrple personality theory and

clinical psychology. Such a wider theoretical integration will be especially

relevant regaId:i.r:g m::derator research in joo redesign.

'The following guidelines emanate fran the literature ~ing shortcan:ings of

the m:::del, and serve as directing principles to facilitate m::difications to the

m:::del :

(a) MJtivation arrl satisfaction are to be retained as dependent variables and

the job characteristics as independent variables. 'Ihe relationships

between the job characteristics and personal rotcares are arpirically

validated.

(b) Canprehensive person and envi.rament factors, in interaction with one

another, !lUSt be :identified, defined, cperationalized and included as

m:rlerators/tred:iators of the relationships between the job characteristics

and personal outcomes. The cu=ent worker and work environment

characteristics pIqxJSed by the Job OJaracterlstics M:del as m::derators and

rrediators of the relationships between job characteristics and rotcares are

inappropriate arrl =.tenable.

(c) Moderator/mediator variables in a refined rrcdel shoold incluCe both

rork-related arrl nan-rork-related person and envi.rament factors. 'The Job

OJaracteristics M:del considered only rork-related person and envi=Jrrent

factors.

'The above-rrentioned guideJ ines are ir=fX1LCited in the pJ:qJOSed ref:inerent. of

the Job Characteristics Model. A trore carprehensive philosophy is thus

sutmitted whereby workers' IlOtivation and satisfaction are viewe:i as influenced

by rork and non-rork person and envi.rament characteristics. Life functioning

is suggested as a m::derat= variable in a revised rn::x:Jel in order to establish a
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llDre parsirrx:Jnious Jcb Olal:acteristics Model.

3.6.1 Life functioning as a unityjng cgnstroct in the revised Job

ClJaJ:act:erist; re M:rl:>1
The need has been highlighted for future research on the earbined influence of

work-related and non-work-related wOJ::ker characteristics ani enviromEnt

characteristics on the relationships between jcb characteristics and work

bebavi.cor.

This study proposes the work of Heimler (1967, 1975) as an explanation of the

interaction between worker characteristics and enviromEnt characteristics.

Heirnler explains prcblenatic worK bebavicor by focussing on the individual's

total life conditions and experience as a possible explanation for negative

synptam within the work situation. Ac=Oi.ng to Heimler, the individual !lUSt

rraintain a specific balance between satisfactions and frustrations within the

chief datains of ber/his life in order to function "well" within the camunity

ani worK situation. Heiroler refers to the balance between satisfactions and

frustrations as the level of social functioning, otheIwi.se referred to as life

functioning, of the individual.

'Ihis study proposes life funet;m;ng as a unifyj.ng construct which reflects

worker characteristics, both work-related and non-work-related, and

environment cbal:act.eristics, including work environment and external

errv:i.roonEnt characteristics, in interaction with 0Ile another, as a m::derator of

the relation.ships between the jcb characteristics (~ variables) and

motivation and satisfaction (dependent variables). Life functioning is a

cOOlprehensive individual difference variable representing the collective

experience which the iOOividual brings to the work setting and which ultilmtely

affects ~ behaviarr. Life functioning is a p:afuct of the interaction

between the characteristics of the iOOividual and her/his total envi.=1rrent.

Prcblar5 with regard to life functioning and/or the characteristics of the jcb

thus affect behaviaJr at worK. In terms of the Jcb Olaracteristics Model, it is

therefore postulate:i that the relationships between jcb characteristics ani

outcan=s are m:Jderated by life functioning. 'It'..e revised Job Olal:acteristics

Model specifies that life functioning acca.mts for significant am:mtt:s of

variance in llDtivation and satisfaction beyon:i the influence of the job

characteristics. M:ltivation and satisfaction in the wcn:kplace are thus a

function of the characteristics of the jd:J and the life functioning of the
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Jab chaJ:act:eristics J?ersQIl4J, cutc;ares

Skill variety , Intemal llOtivation
Task identity

,~

,
Task significance General job satisfaction
AutCJDO!¥
Feedback Growth satisfaction

T,; fe function:im
WoI:ker chaJ:acteristics

~
characteristics

Figure 3 .1 The revised Job OJarac:teristics M::xJel

woJ:ker. The traJel depicted in Figure 3.1 is thus proposed for arpirical

scrutiny.

3.6.2 Vgrjah1es:in the rey:ised JOO QHracteri!Jtirn Mnel

'Ihe revised traJel suhnits that the relatimsbips between job chaJ:acterlstics

and 'I«Jl:k behavicur are m:rlerated by both wrn:ker ani env:i:romEnt characteristics

in interaction with ore another. Li£e ft.mctianing, as a m:rlerator variable in

this revised Jch OJaI:acteristics Mcdel, l:efers to the interaction between

worker characteristics and the worker's total enviromr.ent. Worker

characteristics refer here to 'I«Jl:k-related as well as =-WOJ:k-related WOJ:ker

characteristics, and ewiroment factors include both jab envi.=m:nt and

extemal envirc:mEnt cbaratteristics.

The dependent and independent variables are adopted frem the Job

OJarac:teristics M:Cel of Hackrran and Oldbam (1974, 1975, 1976, 1980), with tl'.e
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same definitions of internal notivation, general job satisfaction, grcMth

satisfaction, skill variety, task identity, task significance, autCll1CXl¥, and

feedback as provided in section 2.2.3.2.

with :reference to the tenn "social ftmctioning", this designation is considered

by the author as too narraJ/ to do justice to the full rrearri.ng of the variable.

What Heimler tenns "social functioning" will be referred to as "life

ftmctioning" in order to reflect the full scope of the concept. The concept

encarpasses the cancurrent functioning of the w::n:ker in varied datains of life:

f= exarrple the family, carmmity ani wo:r:k. '!he ftmctioning of the wo:r:ker in

the chief darains of li£e is tlnls included in the concept, hence the adcption

of the designation "life functioning".

The individual's level of life functioning can be viewed as the prcduet of the

interaction between the individual and her/his en:vi=JrrEnt (Heirnler, 1975: 19;

But:J:ym, 1976, cited in Van Zyl, 1989: 15). Life ftmctioning tlnls refers to the

inteIplay between the wo:r:ker and the errvi=rent within which (s)he operates.

Boehm (1959, cited in Van Zyl, 1989: 11) states that life functioning

designates the activities considered essential f= the perfo=ance of the

seveIal roles which individuals, by virtue of their llEIliJership of groops, are

called to can:y wt. '!he level of the individual's li£e fuoct.i.c:niLB is

dete:rnrined by the balance between satisfaction ani frustration. Satisfactions

are represented by the five chief darains of life within which success =

failure manifests (work and related activities, financial security,

friendships, family, and personal) while frustrations nanifest within the

followiIlg darains: energy, health, personal influence, rroods, and habits (Van

Zyl, 1989: 15).

People learn how to lead relatively positive lives, heM to experience

satisfactions which rrake life worth living, and heM to tu= frustrations and

prcible:ns into useful rrotivating f=ces. Often, one aspect of an individual's

life rrore than eatIJenBates f= difficulties encountered in other darains. A

wo:r:ker, f= exarrple, can experience frustrations at wo:r:k, but family and

leisure activities provide satisfaetions which enable the person to cope with

these frustrations.

However, IIEI1Y~ either find it difficult to rrake constructive use of the

frustrations in one = rrore darains of their lives, or such a lack of
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satisfactions exists in the other domains that corpensation for these

difficulties is problEllB.tic. These Em)tions, difficulties and frustrations tend

to overwhelm than and they experience a lack of notivation to wmk, to mix with

people and to handle the decisions of everyday life. In the ~lace, synptars

of a lack of notivation, job dissatisfaction and rrargi.nal perfonrence rrenifest.

Heimler (1967: 2) refers to this dilerma as problEm3 relating to an irri:Jalance

between satisfactions ani frustrations. The frustrations of life so ootweigh

the satisfactions that the individual is tarporarily defeated. These workers

are also unable to distance thEm3elves fnm their difficulties in oroer to

address the crux of the problen in a positive rrenner.

The revised Job Characteristics M:x'lel proposes that problEm3 with regard to

demotivation and dissatisfaction be addressed by enriching both the

characteristics of the job ani the issues pertaining to the life functioning of

the worl<er. In proposing a revised rro:Jel, the following relationships are

irrplied:

(a) Significant relationships exist between the job characteristics and

personal outcanes.

(b) Life functioning moderates the relationships between the job

characteristics ani personal outcanes.

At this juncture it is necessary to subject the proposed revised Job

Characteristics M:x'lel to erpirical testing. MJre specifically, the follOOng

qJ.estians need to be answered with regards to the revised mcdel:

(a) Do the job characteristics account for significant am:xmts of variance in

internal wmk notivation, graNth satisfaction and general job satisfaction?

(b) Does life functioning account for significant am:xmts of variance in

internal wmk rrotivation, growth satisfaction and general job satisfaction

beycni the influence of the job characteristics?
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MR.» I1 I1 CEY

4.1 INThUXC!'IlN

In this chapter the IlEthOOology of the study is presented and diSOlSsed.

Attention is given to the research design, the sanpling and data collection

procedures, the nature of the sanple, the research ethics adhered to, the

instnmmts and UEaSUreS enployed, and the techniques utilized for anal.ysing

the data.

The f:inlt cbject.ive of the study, IJaIlEly to examine the validity of the Job

Qlaracteristics M:xlel and determine its sbortcardngs, has been addressed in

OJapters 2 and 3. The seulI] cbject.ive, IJaIlEly to fomulate a refine:rent of

the rrodel, was also dealt with in OJapter 3. The raminirg cbject.ive, to test

the proposed revision of the rrodel, requires erpirical inspection, and is the

fOOlS of OJapter 4.

The data needed to resolve null hypotheses ~ am. 2, IJaIlEly that the job

characteristics do not accamt for significant artOlIlts of variance in the

personal c:utcares, and that life functioning does not accamt for significant

ano..mts of variance in the personal c:utcexres .beyond the influence of the job

characteristics, are those responses by enployees to questions relating to

their job characteristics, w:n:k notivation and job satisfaction, and their life

functioning. Internal w:n:k notivation, general job satisfaction and gra;th

satisfaction (personal cutcares) constitute the dependent variables whilst

sldll variety, task identity, task significance, autancny, and feedback (the

job characteristics) are the i.rxiepeOOen.t variables. Life functioning is tested

as a possible m:derator variable of the relationships between the independent:

and dependent variables.

A systerratic st:1:atified raIJdan sarrple of 20~ workers positioned in organized

= and industry in the greater Cape Town area (Seuth Africa) was drawn.

Respondents provided data based on two questiormaires, nan:ely the Job

Diagnostic SUrvey (JDS) and the Life FLmctioning CPestiormaire (LEQ). These

questionnaires, when ccnpleted, represent satisfactory valid and reliable

treasures to test the null hypotheses.
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Data was secured by trained field-wrn:kers conducting structured inteJ:Views with

respondents whereby the JDS was filled in for each enployee and respondents

aftawaros carpleted the LFQ themselves.

M.1ltiple regression procedures were applied in analysing the data. The research

uethodolcgy, with its subsequent results and canclusions, llElkes it possilile for

luJrrEn sciences technologists and llBrlagers to deter.mi.ne whether both the nature

of workers' j ohs and their life fimctianing need to be considered when

addressing WCIX rrotivation and jab satisfaction prd:JlE!lE in the WOJ:kplace. In

so doing, a refjnement of the Jab Cbaraeteristics Model. was tested

erpjrically.

4.2 RESEARCH DBSlG.'l

The study focusses on J:eVlsmg the Job Characteristics M:Xlel to provide a

conceptual basis for solving rrotivation and satisfaction problE!lE in the

WOJ:kplace, and is classified as a carbination of basic and applied research.

Data reflects the relationships between enployees I =rent experience of the

nature of their jobs, their life fimctianing, and their wc:tk rrotivation and job

satisfaction. Each unit of analysis was rarrlanly selected and subjected to the

IlEaSUre!EIlt of varicus variables at appraxirrately the sarre t:irre, indicating a

nan-experinEntal correlational research design.

The rrethcdolcgy relies on the llEaS\ll'6lEI1t of specific phenarena by rreans of

questionnaires and a statistical investigation of the data, categorizing it as

quantitative research. The study is essentially an investigative revision of

the Job Characteristics M:Xlel.

4.3 Sl\Ml'L.llG 1\N) IlIITA alTlKTICN m:xxum
Individual wrn:kers form the unit of analysis. 1. representative sarrple of

wc:tkers was drawn by firstly ootaining a eatplter-generated list of 3723

companies registered with the cape Town 0JarrtJer of camerce. The rrari:ler

mganizations are situated in the greater rret:rqJolitan cape Town which includes

areas like Halt Bay, Fish Hoek, sea Point, cape Town, Durllanville, Stellenbosch

and strand.

This pcp.I1ation, representing organized indust:t:y in the greater cape Town area,

was firstly stratified into ccmnercial and manufacturing sectors. The

pepllatians within these twe strata were furthenrore stratified acco:rd:irB to
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size of ccnpmy (m.mi:Jer of enployees); carpanies were allocated to one of 18

different size categories ranging fran one enployee to over 1200 arployees.

'!hereafter cenpanies were arranged alphabetically within the respective strata.

Substantiatillg this stratification is Vecchio's (1980: 480) criticism that

sanples used in tlCst investigations of this nature have been "neste:l." within

specific job types or within a specific caq;any. In further suwort, research

has shown that the structure and characteristics of the oxgallizatim

influence the level of notivation and satisfaction experienced by enployees

(walsh, Taber & Beebr, 1.980; 'Ihieny & KlXp:tBll-lwema, 1984; Repetti & Costras,

1991). 'Ihe cmrent stratification was thus necesscu:y in order to provide a

bal anced heterogeneity to the selected gn:up of wcn:Xers. Table 4.1 indicates

the stratification ac=d:iIJg to eatIJaIl¥ type with the correspond:i.n} pq;W.ation

and sarrple sizes.

Table 4.1

StI:atification aceordim to <Y!lJJ'ill¥ qroe

O::npany type J?cpJlation size Sarrple size

COrnErcial 3180 428

Manufacturing 543 72

Total 3723 500

A systE!lB.tic randan sarrple of 500 cenpanies was~y pLOp::n::tianately

chosen by eatplter fran these strata to ensure equalization of the different

strata included in the sarrple. Raridanization WF.S furtheI:rrme rraxirnized by

allocating two =PaDies, only one of which had to be approached (with

preference to alphabetical CJI:der), to each of the 235 field-WOJ:kers, who were

also aUdI"'3cl alphabetically. Sate field-WOl:kers a:ppmached only the first

ccnpmy allocated, others the secood allocation once the first option had

proved fruitless, and aoot:ber srrall grrop required a third allocation as sare

carpmi.es were nan-ex:istent (owiIlg to, for exarrple, relocation, liquidation, or

closure) at the tirre of the survey. When the specific carpany was identified,

field-workers had to gain the necesscu:y authority to enlist the first

respJTJdent on the payroll whose stm13llle started with a randan letter of the
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alphabet. (Seven random letters of the alphabet were allocated to each

field-woIker by enployiIlg a grid fomat of distributing the letters.l If such a

worXer was not suitable or available for enlistnEnt, the second raIJdan letter

bad to be used, etcetera. Each field-worXer bad to enlist one respondent for

the sarrple.

The data was secured by 235 field-WOIkers who bad carpleted 18 m::ntbs training

tCM<llds a three-year (full-tine) hurran resources rranagarent specialist diplare.

crorse. As part of their prior training in industrial psychology research,

trainees bad bad to, firstly, conduct and docu!rEnt a basic research project.

With a view to developing interviewing skills, and gaining exposure to the job

enrichrrEnt =ept, traiIJees were, seccrrlly, enlisted to act as field-woIkers

for this research project.

'Ib rraxiInize carnri.t:I!Ent and professionalism, field-woIkers I perform:mce in the

project contriblted to their crorse rrmk. Field-woIkers were evaluated by

respondents according to specific criteria krJa.m to field-woIkers before

corrrnencing with the project (refer to Appendix E for the field-worker

evaluatien fonn) .

Ulring the training and preparation of field-WOIkers for participation in this

study, attention was giveIl to a thorough understand:ing of the ~e of this

research and research design, the selection of reS];OrJdents by field-woIkers,

how to carplete the JDS as part of conducting a structured interview, the

filling in of the LFQ, and research ethics. The inportance of stating questions

to respondents exactly as WOIded was erphasized and field-workers were advised

on how to deal with questions relating to the scales. Attention was furt:hernore

given to carpleting basic cJeto::Jraphic data. COntact between the researcher and

field-WOIkers was mrint:ained en a weekly basis to assess pr'"'='Jress and handle

queries. Data collection was conducted during June, July and August 1999.

Field-WOIkers were asked to ensure that the enlisted worker or respondent rret

with the follCMing criteria:

(a) At least 18 years old (the LFQ items relate specifically to individuals of

18 years or older) .

(b) In possession of a grade 8 or higher qualification and able to read and

urrlerstand Engl j sb or Afrikaans (both i.nst:rurrents require reS];OrJdents to be

rroderately literate) .



9l

After cboosirlg respanjents at allocate:i carpanies by using randan letters of

the alphabet and aq:>loying the above-n:entioned criteria, field-wo:d<ers adhered

to the follcwirJg guidelines when interacting with respcn:'lents:

(a) Intrcx:1uced herself/hirIEelf and explained why respcn:'lent was approached.

(b) Handed to respondent a letter of int:n:d1ction endeavo.1ril1g to gain

camritrlEnt to participation. 'Ihis letter to request the co-operation of

respondents was carpiled for the p.n:pose of establishing rarPOrt between

field-WOl:kers and respondents (refer to AgJendix D for an exarrple of this

letter) .

(c) SCheduled an appClint:I!Ent for the interview.

(d) Corrlucted the structured interview.

(e) COnveyed the procedure for carpleting the confidential LFQ and left a copy

of the LFQ, the answer sheet, the field-worker evaluation form and a

uniquely identifiable envelqJe with the respondent.

(f) COllected the carpleted answer sheet and the field-worker evaluation form

in the sealed envelcpe at the appointe:i t:i.rrE and delivered it to the

researcher.

Of the 235 answer sheets dist:ri.bute:i, 214 (9l,l%) were retun1ed in sealed

envelqJes. Of those returned, 13 (5,5%) were discarded because of missing data,

leaving 20l (85,6%) usable answer sheets.

4.4 NImlRB OF llIE SIlMPIE

With a view to better understanding the structure of the sanple, frequencies

and =ss-talllLatians were COlplted for the OOtCBLdphic variables. Each of the

OOtographic variables, narrely gerx:1er, age, qualificaticm, hare language and

years of SeLVice was presented to the respondents in categorical LdIJges to

ensure anonymity. Refer to Tables 4.2 - 4.6 for the categorical LdIJges of the

respective dat03LaphiC variables.

These analyses reveal the following characteristics of the sarrple:

(a) Table 4.2 indicates that there were 98 (49%) rren and lOl (50%) WO!EI1 in the

sarrple (2 participants did DOt resparxi to the gerrler question) .

(b) According to Table 4.3, the largest percentage of respondents (42%)

ilrlicated that they 'Were 20 to 29 years old. The llEdian age for the sarrple,

hoNever, is 32, l years and the rrean age is 33, 9 years.

(c) Table 4.4 shoWS that the rrajority of the sarrple (90%) have a grade l2 or

higher qualification. Cross-tabulation of the age and qualification
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variables :Eurthemore :reveals that 73% of the sanple have a grade 12 or

higher qualification and are 20-39 years of age. '!he sarrple can thus l:e

considered as relatively yamg and well qualified. '!he fact that the sarrple

is well qualified is attril:llted to the :requirements set for inclusion in

the sarrple. A m:xlerate literacy level is desirable in order for respondents

to understand the content of the two instnJrrents used in this study.

Table 4.2

Gender as a samole characteristic

Gender Frequency Percent

Male 98 48,8

Female 1.01. 50,2

Total 1.99 99

Table 4.3

Age as a sample characteristic

Age Frequency Percent

Under 20 1. 0,5

20-29 84 41.,8

30-39 73 36,3

40-49 26 1.2,9

50-59 1.4 7,0

60 and more 3 1.,5

Total 201. 1.00
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(d) According to Table 4.5, there were 66% English-speaking and 1.9%

Afrikaans-speaking individuals in the sarrple.

(e) Table 4.6 sha.tis that 39% of the sarrple have less than fo.rr years of

service.

Table 4.4

Qualification as a sample characteristic

Qualification Frequency Percent

< Grade 1.0 5 2,5

Grade 1.0 1.5 7,5

Grade 1.2 70 34,8

Dipl.\Degree 88 43,8

H.Dipl. \Hons. 1.7 8,4

M. or higher 6 3,0

Total 201 100

Table 4.5

Language as a sample characteristic

Language Frequency Percent

Eng. 132 65,7

Afr. 38 1.8,9

Other 31. 1.5,4

Total 201. 1.00
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Table 4.6

Years of service as a sample characteristic

Tenure Frequency Percent

'" 4 79 39,3

4-10 63 30,0

;;0 10 59 30,7

Total 201 100

4.5 mmcs
Field-worlrers were trained to take cognizance of ethical principles when

COIlductllJg research. 'Ihe foll~ ethical coosiderations governed the current

research activities:

(a) 'Ihe right of privacy, protection fran hann, and dignity of treat::Irent are

a.ckoowledged.

(b) The respondent must indicate an infonred willingness to participate

voluntarily and has the right to witbdraw at any stage of the research.

(c) The reason for the research, intentions and methods employed by

field-~ and what participation in the project entails are SUWlied to

respondents in writing at the first contact between field-wmker and

resparxlent .

(d) Confidentiality of infomation is guaranteed.

(e) Data obtained by field-wmkers and analysed by the researcher is presented

withcllt distortion and infomation sarrees and essistance are acknowledged.

4.6 MEIIStJmS

'Ihe data collection instrurrEnts were the JeiJ Diagnostic SUrvey (Idaszak &

Drasgow, 1987) and the Life Ftmctioning <;;uestionnaire (Van Zyl, 1986), both

presented in English = Afrikaans, acc=ding to the respcrrlent I S preference. An

amended format of the original JDS (Hackrran & Oldham, 1974) was used,

rest:nletured parallel to the revision of the JeiJ Qlaraeteristics M:rlel, thus

ertx:xiyi.ng corrections and deletions in ac=Oance with enpirical evidence as

discussed in QJapters 2 and 3. In finalizing the anEt1ded JDS, a refinerent of
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Graham's (:1978) Afr:ikaans translation of the JDS was utilized; a refinarEnt of

Brand's (:1991) Afrikaans translation of the LFQ was used.

The Job Diagnostic Survey (JDS) am. Life Functioning Questionnaire (LFQ) were

administered to rreasure the inJependent, dependent am. rroderat= variables as

depicted in the revised Job OJaracteristics M::lde1, Figure 3.1. Boanzaier am.
Boanzaier (:1994) famd the JDS to satisfy the basic requi.reIEnts of reliability

am. validity f= utilization in SCuth Africa, am. Van Zyl (:1986) conducted an

affinning validation study, with accarpany:ing nonr5, of the LFQ within the

SCuth African context. The JDS is also the llOSt frequently cited instn.Irrent in

the scx::ia1 Sciences Citat;m IIDex: for assessing worker perceptions of job

characteristics ('I'aber & Thyl=, 1990: 468).

The JDS was previ.OJ.Sly administered by Boanzaier am. Boanzaier (1994: 104) to

nnre than 6000 erployees in 130 job categories ranging fran seni-skilled to

highly-skilled managerial and professional workers. Two problers were

eJ<Perienced during this administration of the JDS where respondents were given

a copy of the JDS to carplete:

(a) The reverse-s=e iters of the JDS caused a rreasure of =ertainty in the

interpretation of questions by respondents. ldaszak and Drasgow (1987),

Kulik, Oldham am. Iangner (:1988) , and Cordery am. 8evastos (1993) also rrake

rrention of this phe!:1aIEnan.

(b) The JDS, as a questionnaire, was eJ<Perienced as an :irrpersonal probe when

administered to groups in excess of 50 respondents. Hackrran and Oldham

(:1980: 308) recarnend administering the JDS to groups of two = three (with

a ITEXinum of 15; thereafter the JDS becarEs cuntJerscne) .

These problers were overcare in this study by:

(a) Using the revised version of the JDS as pIqlOSed. by ldaszak am. Drasgow

(1987) with further ClIIErldrents carrrensurate with the f:i.ndirJgs of the

nodel's assessrrent in Cllapter 3.

(b) 1\dmin:istering the questionnaire on a one-to-one basis as a structured

interview.

The LFQ was used extensively in SCuth Africa by Van Zyl (:1986) and Brand

(:1991). Van Zyl's field-workers were social workers who intervie-Ned their

clients am. crnpleted the scales. These field-WOJ::kers encountered resistance

from respondents to answering SOlE of the questions in the LFQ during
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interviews, !tOre specifically those relating to sexuality. 'Ibis problffil was

circumvented in the arrrent study by instructing field-wo:rkers to supply the

LFQ and its answer sheet to respondents, alOIlg with a specially starrped

envelope. After carpletion, field-wo:rkers collected these responses, OCM sealed

by respondents, for deliveJ:Y to the researcher, in oJ:der to ensure privacy,

confidentiality and anonymity.

The following sections focus on the specific independent, dependent, rroderator

and C!et03LaphiC variables measured in this study.

4.6.1 Tilheclent- variab1.es: joo cbaLact:er:istics

Jab characteristics refer to the five core jab characteristics in the Jab

Characteristics Model (skill variety, task identity, task significance,

autonaI¥, and feedback) as set cut and defined in Section 2.2.3.2. The revised

JDS includes 15 iterrs presented in the fOLm of questions and statenents, and

asks subjects to resporrl in terms of their perceptions of their = jabs.

Seven-point response scales are used througbcut (1=low, 7:high). Items

IlEasUring each of the five jab characteristics appear randanly in sections One

and Two of the inst=ent. Each jab characteristic is scored as the average

response on three specific itEm3 of the JDS.

The j ob characteristics are scored across the following items in each

respective section of the revised JDS, accoJ::ding to the following sche:re:

Skill variety: Section One, cpestion 3; Section Two, statffiEllts 1 and 4.

Task identity: Section One, cpestion 2; Section Two, statffiEllts 2 and 7.

Task significance: Section one, cpestion 4; Section Two, statffiEllts 5 and 10.

AutonaI¥: Section one, cpestion 1; Section Two, statenents 6 and 9.

Feedback: Section One, cpestion 5; Section Two, statffiEllts 3 and 8.

Refer to Appendices A and C for the anErlded JDS and acccnpanying answer sheet

displaying the items and their format in measuring the five job

characteristics. Thble 4.7 provides a SUIJtIELy of studies carpiled to show the

acceptable reliability coefficients for the jab characteristics scales of the

JDS when carpared with Nunnally's (1967) standard of 0,5 to 0,6. Mditionally,

Fried (1991: 691), in reviewing nearly 200 studies and including 79 of these

studies in his llEta-analysis, reports that "reliability estirrates of the JDS

scales are sufficiently high for research plLpOBeS".
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Table 4.7

Reliability coefficients of the job characteristics

Researchers

Bhagat & Chassie (1980)
Birnbaum, Farh & Wong (1986)
Brief & Aldag (1976)
Champoux (1992)
Cordery & Sevastos (1993)
Cordery & Sevastos (1993)*
Dunham (1976)
Dunham, Aldag & Brief (1977)
Evans, Kiggundu & House(1979)
Forshaw (1985)
Fried (1991); Fried & Ferris
(1987)**
Hackman & Oldham (1975)
Hogan & Martell (1987)
Johns, Xie & Fang (1992)
Kiggundu (1980)
Kim & Schuler (1979)
Munz, Hue1sman, Konold &
McKi=ey (1996)
Oldham, Hackman & Stepina
(1979)
Renn & Vandenberg (1995)*
Spector & Jex (1991)*
Xie & Johns (1995)
Yeh (1996)

SV

0,68
0,79
0,47
0,78
0,72
0,80
0,76
0,68
0,53
0,64

0,69
0,71
0,68
0,64
0,78
0,80

0,77

0,68
0,76
0,70
0,76
0,68

TI

0,78
0,72
0,47
0,67
0,65
0,77
0,72
0,70
0,52
0,60

0,69
0,59
0,66
0,77
0,62
0,69

0,74

0,61
0,76
0,81
0,67
0,64

TS

0,72
0,81
0,60
0,54
0,69
0,75
0,72
0,68
0,50·
0,58

0,67
0,66
0,64
0,61
0,59
0,73

0,72

0,58
0,77
0,74
0,64
0,63

AT

0,66
0,84
0,55
0,70
0,72
0,79
0,73
0,69
0,53
0,60

0,69
0,66
0,61
0,67
0,63
0,67

0,77

0,64
0,79
0,87
0,74
0,66

FJ

0,73
0,71
0,30
0,64
0,73
0,78
0,75
0,69
0,38
0,48

0,70
0,71
0,81
0,74
0,70
0,73

0,81

0,68
0,74
0,83
0,73
0,74

* Studies which used the revised JDS items of Idaszak and
Drasgow (1987)

**The studies of Fried (1991) and Fried and Ferris (1987)
shared the same JDS data set and both studies are meta­
analyses

SV Skill variety
TI Task identity
TS Task significance
AT Autonomy
FJ Feedback from job
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'The MPS adlitive :ilDex was used as an overall indication of job eatplexity,

with a scale range of l to 35, as set forth in Section 3.2.l.4.

4.6.2 D;tecJeil variables: le l SUJal aEC'O!ES

Personal altcares refer to internal wen:k rrotivation, general job satisfaction,

am growth satisfaction as portrayed in tile Job Olaracteristics M::ldel am set

alt am defined in Section 2.2.3.2. 'The JDS includes l5 itens presented in tile

form of statarents, am asks subjects to respond bow they personally feel abcut

their jobs. Seven-point response scales are used tbralghaJ.t (l=low, 7=high).

Itens measur:ing each of the three personal altcares appear in Sections 'Three,

Foor and Five of tile instturrent. Internal work rrotivation is scored as the

average response on six specific itens of the JDS, am growth satisfaction am
general job satisfaction on four and five specific itens of the JDS

respectively.

'The personal altcares are scored a=ss the following itens in respective

sections of the revised JDS accoroing to tile following sche:re:

Internal work rrotivation: Section 'Three, statarents l, 3, 5 am 7;

Section Five, statarents l am 4.

General job satisfaction: Section 'Three, statarents 2, 4 am 6;

Section Five, statarents 2 and 3.

Growth satisfaction: Section Foor, statarents l, 2, 3 am 4.

Refer to Appendices A am C f= the arrended JDS am answer sheet displaying tile

itens am their fomat f= tile rreasure:rent of the three personal altcares.

Table 4.8 provides a surmary of studies carpiled to show acceptable reliability

coefficients for tile personal altcares scales of tile JDS when crnpared with

Nunnally's (1967) standard of 0,5 to 0,6. Again FriOO's (l99l: 69l) conclusion

that the "reliability estirrates of the JDS scales are sufficiently high for

research p.uposes" is pertinent at this juncture.

4.6.3 M;xJern1 pr variable: life fimctjenim

~s f= detennin:iIJg the level of a worker's life functioni:ng are

contained in the LFQ of Heirnler f= which international = have been

detennined (Van Zyl, 1986). Life fimctioning is included as an eni:Jel1.isbrrE to

the Job OJaracteristics M:xlel as depicted in Figure 3.l and a definition of the

concept is supplied in Section 3.6.2.
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Table 4.8

Reliability coefficients of the personal outcomes

Internal General job Growth satis-
Researchers motivation satisfaction faction

Champoux (1992) 0,60 0,78 0,77
Forshaw (1985) 0,68 0,74 0,70
Fried & Ferris (1987) 0,73 0,82 0,86
Hackman & Oldham (1975) 0,76 0,76 0,84
Hogan & Martell (1987) 0,61 0,82 0,24
Johns, Xie & Fang (1992) 0,60 0,75 0,84
Munz, Huelsman, Konold &
McKinney (1996) 0,67 0,77 0,85
Renn and Vandenberg (1995) 0,90 0,85 0,81

Van. Zyl (1986: 224-225) prefers the term social functioniIlg (as opposed to life

functioning) and :recutllerns the following operational definition f= use in

future research:

Social [life] fimctian:iIJg refers to those activities essential for: (a)

deriving satisfaction am. dealing with frustration in five nain areas of

life, viz. wmk = related activities, financial security, friendship,

family, and personal; and (b) deriving rreaning alt of life. 'Ihe level of an

individual'S social [life] ftmctian:iIJg is detennined by the relationship

between satisfaction [the individual's subjective perception that (s)oo is

rrak:ing good use of her/his potential] and frustration [her/his inability to

utilize such potential]. While satisfaction is reflected in the rrein areas

of life in which success = failure rranifest thatEelves (wmk, finance,

friendship, family, and personal), frustration is expressed in the

following areas of the individual's life: ens:gy flow, health, perscmal

influence, affect, and habits. (WOJ:Cs in brackets added.)

'Ihe LFQ includes 50 item; presented in the f= of questions, and asks subjects

to respond to boW they personally feel aba.lt their fimctian:iIJg in different

darains of their life. Five questions are posed with respect to each area of

life functioning in which success or failure rranifests, that is waDe,

financial, friendship, family, and personal (a total of 25 item;). 'Ihese
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25 itEm3 represent the satisfaction scale. Five questions are also asked with

regard to each area of life within which f:rustration rranifests, narrEly eneIgy,

health, personal influence, rroc.XIs, ani habits, respectively (a total of 25

itEm3). These 25 itEm3 represent the f:rustl:ation scale. Respondents can either

respond "yes", "perlJaps" or "no" to each question (yes=4, perlJaps=2 ani =0) .

For each area or darain of life, ten in total, a base score (sum of 4's) ani a

gross score (sum of 4's + 2's) are calculated. Thereafter, a total base score

for the satisfaction scale is carputed, by adding the five relevant base

scores, ani a total gross score for the satisfaction scale is carpJted, by

adding the five relevant gross scores. A 11EaIl satisfaction index is calculated

by averaging the total base score for the satisfaction scale ani the total

gross score for the satisfaction scale. Furthenrore, a total base score for the

f:rustration scale is eatplted, by adding the five relevant base scores, ani a

total gross score for the f:rustration scale is carpJted, by adding the five

relevant gross scores. A 11EaIl f:rustration index is also calculated by averaging

the total base score for the f:rustration scale ani the total gross score for

the f:rustration scale.

Van Zyl (1986: 169) provides two = to differentiate between fimctional ani

dysfimctional w=kers, based on their life fimctianing. The first criterion

serves as a pranise to differentiate between individuals who display catpetence

in life functioning ani those experiencing a lack of carpetence. According to

the first criterion, a 11EaIl satisfaction index of 60 or rrore is indicative of

the individual's deriv:i.ng sufficient satisfaction fron life to be likely to

function :independently withrot the need of professional or other support. A

mean satisfaction score of less than 60, on the other hand, represents

unsatisfacto:ry carpetence in life functioning.

AcCOIding to the '*" ,Id nonn, functional wo:r::kers have a rrean f:rustration

index of 20% to 33,3% of their rrean satisfaction index. If, bcMever, the 11EaIl

frustration index is less than 20% of the 11EaIl satisfaction index, the

individual is seen to experience too little f:rustl:atian in life which rray lead

to stagnation, or it rray be an indication of denial of frustration; the

individual is thus regarded as dysfunctional with regard to carpetence in life

functianing. If the rrean frustration index is rrore than 33% of the rrean

satisfaction index, the individual is seen to experience an above-average level

of f:rustration, which rray give rise to a paralysis of life functianing or
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breakdown in satE areas of functionin:J; the individual is thus regarded as

dysfunctional with :regard to carpetence in life functionin:J.

Refer to Appendices B and C for the LEQ and answer sheet displaying the iters

and their fomat for the treasurE!lEIlt of life functionin:J.

Van Zyl (1.986: 21.3-21.4), in a review of several studies, reports a

satisfactorily high reliability for the satisfaction and frostration scales of

the LEQ. Results of the afore-llEIltioned study also show an internal consistency

reliability coefficient of 0,76 for the satisfaction scale and 0, 85 for the

frostration scale. The sarrple groop of 281. included three of the four daninant

race groops in SCX1th Africa, nanely Black, White and Indian. Reliability

coefficients LEfXJLted for the satisfaction and frostration scales of the LEQ

are theLefore acceptable when carpared with Nunnally's (1.967) standard of 0,5

to 0,6.

4.6.4 I)-m 9' cqh; c vari.ables

SeveLal OOll..gLaphiC variables were included in this study as Gerbart (1.987) has

shown that dispositional factors are important determinants of job

satisfaction. Additionally, Fried and Ferris (1.986) famd that peLSOl1 variables

influence the ability to differentiate am::mg joo characteristics. The following

deno.:JLaphic variables were thus included to facilitate a reasonable description

of the respondents:

(a) Gender

(b) Age

(c) Q.Ja.lification

(d) HarE language

(e) Years seLvice.

Refer to Appendices B and C for the dS1o.:JLaphiC infomation and the answer

sheet for :recordil1g responses.

4.7 D!\TA ANALYSIS

Both questionnaires were !!BLked using wros, for which~ a custarrized

PLo.:JLamLe was written. Mlltivariate statistical tecJ:miques were used to analyse

the data as they provide a flexible systan for analysis in studies with several

indeperxjent variables and m:my dependent variables all correlated with one

another to vaL}'ing degrees, as is the case in this study. The SAS llUltivariate

pLo.:JLatme was utilized to analyse the data.
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Ex:arni.niIJg whether life functioning m::derates the relationships between the job

characteristics and the pers<mal Q.ltcares inplies that the relationships

between the job characteristics and the pers<mal Q.ltcares change as a function

of life functioning. 'Ille awrePriate statistical analysis f= the testing of

m::derator influences should thus rreasure and test this differential effect of

the :il1dependent variable on the dependent variable owllJg to the influence of

the m::derat= variable. AJ:nold (1982: 171) refers specifically to the technique

which llUlst be applied when testing f= m::derator variables in the Job

Qlaracteristics M::del:

Such hypotheses are clearly interpretable as hypotheses that the form of

the relationship between two variables depends upon sore third variable,

i.e. , that a dependent variable of interest is a joint function of two

causal variables. Such hypotheses are substantively rreanllJgful and can be

tested straightforwardly arployi:ng the hierarchical rrultiple regression

proceduJ:e .

Stone and Hollenbeck (1989), in clarifying some controversial issues

s=ounding statistical procedures for detecting m::derat= variables, also

recantEl1d the use of hierarchical regression to detect m::derat= effects. They,

hcmever, discoorage researchers fran paying attention to the farm versus the

dfBLee of relationship m::derator variable analysis distinction as proposed by

Arnold (1982). Hierarchical rrultiple regression is regarded as a type of

multiple regression in which the cantril::ution toward prediction of each

dependent variable is assessed in a predetermined hierarchical order

(Tabachnick & Fidell, 1983: 53). 'Ille differential effect of life functioning

(as a cantimK:us variable when arployiIlg norm one and norm two) on the

relationships between the job characteristics (cantiIJuous variables) and

personal outcomes (cantiIJuous variables) is tested by using hierarchical

rrultiple regression procedures.

'Ille research hypotheses require testing whether significant arramts of variance

in the personal Q.ltcarES are due to the influence of the job characteristics.

Furtbenrore, the research hypotheses require testing whether life functioning

acCaInts f= significant arramts of Q.ltcare variance beyond the influence of

the job characteristics. F= ead1 of the dependent variables (that is,

internal work rrctivation, general job satisfaction and graJth satisfaction) the

variance due to the subset of :i:rJdeperrlent variables (skill variety, task

identity, task significance, autOIlCIl¥, and feedback) is firstly determined.
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Life functioning (moderator variable) is then added to this subset of

independent variables to detennine wbether it adds significantly to the

variance already ~ajned by the initial subset of :iIJdependent variables.

The :incrarental variance is subsequently calal1ated with the following fmrrula

('Iaba.chnick & Fidell, 1983: 113):

[R2 (with) - R' (withwt)] / M

F (Incremental) = -----------
[1 - R2 (with)] / cif residual

Where

R2(with) :

R' (withwt) :

M:

cif residual.:

M.Jltiple R' achieved. with the added m:x3erator variable in the

equation.

M.Jltiple R2 achieved. withwt the added m:x3erator variable in the

equation.

The !lllllber of variables in the added subset.

(N-k-1) residual de3Lees of freedan.

Further justification for the uti 1 j zation of regression analysis to answer the

research question is supplied by Tabachnick and Fidell (1983: 86-88) as:

(a) the influence of any caIbination of independent variables on any dependent

variable can be detenn:ined. and illuminated;

Cb) the predictive power of two sets of :imependent variables can be carpared;

(c) regression techniques penn:i.t interconelations between the independent

variables and correlations between the independent and deper1dent variables;

(d) it can readjbTy be awlled to practical pn±Jlem; that cannot always be

rreaningfully reduced to ort:hoganal designs in experinenta.l research;

(e) a mix of cootinuous and dichotCIlOlS illdependent and deper1dent variables

can be processed; and

(f) the relative :inportance of the cont:r:ibution of i:ndependent variables to a

regression solution can be cletennined.

A limitation of :regression analysis, ho.oIever, is a min:imJm requi.rerent with

regani to :nurrtler of cases in relation to !lllllber of variables. 'lWent:y tirres trore

cases than variables are regarded as ideal, with a suggested rn:i.nirrum

requirement of at least foor to five t:irres trore cases than independent

variables (Tabachnick & Fidell, 1983: 91-92). The question posed by this study

encarpasses specifying relationships between nine variables and thus icleally
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requires a minimJm of 180 respcmdents in order to neutralize the limitation

inherent in regression analysis. The sarrple chosen for this st:ud:f carprises 201

resporxjents •

The results of the st:ud:f are reported in OJapter 5.
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<EIPIm 5

5.1 :mlIDXCI'ICN

'Ihe~ of the results section is to report statistical analyses of the :raw

data in order to better umerstarn the nature and strocture of the sarrple and

to resolve the research hypotheses. 'Ihese hypotheses firstly re:;pire testing

whether significant arramts of variance in the personal =tCOlES are due to the

influence of the job chaJ:acteristics. secarxuy, the research hypotheses re:;pire

testing whether life functioning accounts for significant arr=ts of outCOlE

variance beyond the influence of the job characteristics. 'Ihe statistical

analyses :include:

(a) the carp.1tation of descriptive statistics, narrely the rreans and standard

deviations of the variables and the correlation ceefficients of the

relationships between the variables in order to highlight the nature and

structure of the sarrple, and

(b) the application of hierarchical nultiple regression procedures to test

aboverentioned research hypotheses.

'Ihe results are presented in the follC7NiIJg fonrat:

(a) The means and standard deviations of the i.OOependent, dependent and

m::xl.erator variables.

(b) 'Ihe relationships between the OaILYXaphiC variables and the independent,

dependent ani m::xl.erator variables.

(c) The relationships within the independent, dependent and moderator

variables.

(d) The relationships between the independent, dependent and m::xl.erator

variables.

(e) Answering the :research questions:

(i) IO the job characteristics account for significant arr=ts of variance

in the personal ootcares?

(ii) Does life functioning accamt for significant arr=ts of =tCOlE

variance beyarxl the influence of the job characteristics?

5.2 MWE 1\R) STIIml\RD IEv.IAT:ICN> OF 'lBE~, I:E1'INDl1' 1\R)~

VAR:J:ABrnS

Table 5.1 displays the means and standard deviations of the job
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characteristics, personal aJ.t~s and life functioning variables.

'!he rrean sooms of the job characteristics ani personal aJ.t~s variables are

consistently high. 'llJese averages are nm:g:inally higher than the llEaIlS of the

oorresp:n:li.ng variables as LepoLted by HackIren ani Oldham (1980: 105) in their

study of 6930 etployees representing 876 different jobs in 56 m:ganiza.tions.

'!he rreans of the j ob characteristics ani personal aJ.t~ LepoLted in Table

5.1 are also consistently rraLginally higher than the rreans L€fXJLted by

Boonzaier ani Boonzaier (1994: 105) in their study of 4012 erployees at a

camuni.ty service organization with 46 organizational units spread tbraJ.gbaJ.t

SaJ.th Africa ani Namibia. They are furtbemlJre generally higher than the llEaIlS

Lep:1Lted by the saxre authors for two other Salth African studies (Boonzaier &

Boonzaier, 1994: 105).

Table 5.1

Means and standard deviations of the job characteristics.
personal outcomes and life functioning

Variables Mean Standard deviation

Job characteristics
Skill variety 5,32 1,32
Task identity 5,28 1,34
Task significance 5,75 1,07
Autonomy 5,51 1,17
Feedback 5,54 1,17
(MPS) 27,40 4,40

Personal outcomes
Internal work motivation 5,62 0,79
General job satisfaction 5,30 1,03
Growth satisfaction 5,45 1,28

Life functioning
Positive mean score 74,14 14,07
Neg ./l?os. ratio index 38,07 27,79

n = 201
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'!he average of the first life functioning variable, namely the positive rrean

score depicted in 'Iable 5.1, is higher than the llEaIl reported by Van Zyl (1986:

180). 'Ibis fiIxling co..I1d possibly be attr:i.J::uted to the fact that the rrean

carpiled by Van Zyl (1986) is based on individuals receiving welfare suwort of

SCIlE kind. On the other hand, the llEaIl negative/positive ratio :irrlex:, which is

the se=rl life functioning variable displayed in 'Iable 5.1, is 1= than the

average reported by Van Zyl (1986: 201). This co..I1d be attribJ.ted to the fact

that the sarrple groop of Van Zyl (1986) experienced a high level of frustration

due to their welfare status. '!he standard deviation of the negative/positive

ratio index is predictably high owing to the fact that a ratio inherently

contains high variability.

Pearson Product l\brEnt Correlation Coefficients were e:rployed. thralgha.lt to

calculate the strength of the relationships between all the variables. 'TWo

levels of significance or confidence are offered, the 0,01 level and the 0, 05

level. '!he 99% level of significance states that there is less than one in a

hundred tinEs probability that the given statistical result· woold ocarr owing

to chance. (Likewise, the 95% level indicates less than 5% prdJability.) 8arrple

results can thus be generalized to the pc:pJlation in question with specific

levels of certainty.

5.3 RErATIONSIIIPS~ TIlE I:JK:GRAIHrC VARI1IIlrnS 1\N) TIlE IREPalHll',

~ 1\N)~ VAlill\BrnS

Table 5 . 2 displays the co=elation ocefficients between the dem:gLdphic

variables and the job characteristics, personal rotcanes and life functioning.

Fach of the dEn03Laphic variables, narrely, geOOer, age, qualification (Qlal.),

!:JarE language (Lang. ) and years of service (service) were included in the

analysis.

No significant co=elations exist between gender and any of the job

characteristics. personal rotcares or life functioning.

'!here are significant positive correlations (p < 0,01) between age and skill

variety, autOIlOIo/ and fE'edback as well as between age and internal work

notivation, general job satisfaction and gLCT.I7th. satisfaction. In other words,

as age in the sarrple gn::up increases, arployees perceive m:n:e of these specific

job characteristics present in their jobs, and they experience higher levels of

notivation and jcb satisfaction. An increase in age is therefore associated
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'!able 5.2

Cqrrelatians between the dffiO'lLgphiC yaP aN es and the jab chaJ:acteristics.
per8anal cutCCI!ES and life functioning

Del1o::lLdphic variables

GeOOer Age Q.Jal. Lang. 8eJ:vice

Jcb characteristics
Skill variety -O,Ol 0,27** 0,09 0,00 0,21**
Task iOentity 0,09 0,05 0,02 -0,09 0,00
Task significance O,Ol 0,08 -0,00 0,00 0,1.2
AutClllCII¥ -0,03 0,32** 0,05 -0,23** 0,21**
Feedback -O,lO 0,23** -O,ll -0,l4* O,ll

Pe-!'SCl!Jal cutcgres
Internal WOLk trotivation -O,Ol 0,23** -0,07 -O,lO 0,06
General jcb satisfaction 0,03 O,2l** -0,00 -0,07 0,05
Growth satisfaction -0,04 0,23** 0,05 -0,08 O,lO

Life functianiIg
Positive ttEaIl score -0,08 0,08 0,05 -0,l4 O,ll
Neg./Pos. :ratio index 0,1.2 -0,l7* -0,06 0,23** -0,l4

n = 20l

** p '" O,Ol

* p '" 0,05

with a heightened peLCeption and experience of the fol::.owing dinensians:

(a) the degree to which the jcb :requires a variety of different activities in

can:ying art the WOLk, which involves the use of a Ill.lL'tber of different

sld1ls and talents of the erployee;

(b) the degree to which the jcb provides substantial freedan, independence and

discretion by the erployee in scheduling the WOLk and in deteLIlliIri.LB the

procedures to be usei in can:ying it art;

(c) the degree to which perfonning the WOLk activities :requ:iLed by the jab

:results in the enployee's cbta.in:in; direct and clear infOll!l3.tion a1:x:ut the

effectiveness of her or his perfomence;
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(d) the degree to which the enployee is self-rrotivated to perfonn effectively

on the job; that is, the enployee experiences positive internal feeliIJgs

when WOIking effectively on the job, and negative internal feelings when

doing poorly;

(e) the overall degree to which the enployee is satisfied and happy with the

job; and

(f) the degree to which the individual is satisfied with opportunities for

gront.h in the job.

These significant positive relationships between age and specific job

characteristics, as well as between age and the personal rotcares can possibly

be accamted for by cognitive consonance. What this rreans is that as enployees'

age increases, any state of unpleasant tension regarding the characteristics of

their jobs and consequent work rrotivation and job satisfaction is resolved by

accarm:xlating or adjusting their =rent belief systEm; wo:rkers thus report

increases in job satisfaction and rrotivation and the extent to which the job

characteristics are experienced.

with regard to the relationships between age and life functioning, a

significant negative correlation (p < 0,05) exists between age and the

negative/positive ratio index. As age in the sarrple graJp increases, enployees

experience fewer frustrations relative to satisfactions within the different

darains of their worklife and nan-worklife. In other WOIds, the ratio between

the level of frustrations experienced by enployees in the areas of health,

energy flow, personal influence, affect, and habits, and the level of

satisfactions which they derive fran the areas of work or related activities,

financial se=ity, friendship, family, and personal, decreases as age

increases. 'Ibis finding ca.lld possibly be ascribed to an increase in llE.turity

and life ccping skills associated with increased age ;:m an increased level of

acceptance of the cira.m>tances (work and othenrise) in which the older person

finds herself/h:inEelf.

No significant relationships exist between qualification and job

characteristics, personal rotcares or life functioning.

'The categorical nature of the language variable (narrely English, Afrikaans and

"Other") renders a correlation analysis between it and the :independent,

dependent and rroderator variables rreaningless.
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Significant positive oorrelatioos (p < 0,01) also exist l:etween years of

service and two specific job characteristics, narrely skill variety and

autOl1Ol¥. As tenure in the sarrple gra.Jp increases, wcn:kers in general perceive

rrore skill variety and autOl1Ol¥ present in their WOl:k. Increased tenure is thus

associated with a positive increase in the followillg dirrensioos:

(a) the extent to which the execution of the jd:J requires a variety of

different activities, involving the use of a :mmber of different skills and

talents of the etployee, and

(b) the extent to which the jd:J provides the enployee with substantial freedan,

i.rJdepeIDence, and discretian in scbeduling activities and detentti.ning wmk

procedures •

5.4 RmA'l'ICESHIPS WTIHIN 'lEE :IH:EPIHENr, L1BIM.'IE.'lr AN>~ V1IRl1IBrnS

Table 5 .3 depicts the relationships between the j ob characteristics.

Significant positive correlatians (p < 0,01) exist l:ebleen all the job

characteristics. 'Ibis ccW.d l:e ascril:ed to the fact that "enriched" jobs often

are gocd in a IlllIli:ler of ways and ":i.rrpJverisbed" jobs are often generally bad.

Increases in any one jd:J characteristic are thus associated with an increase in

the other job cbara.eteristics.

Table 5.3

COrrelations between the job characteristics

Job characteristics 1 2 3 4 5

1.- Skill variety -
2. Task identity 0,32** -
3. Task significance 0,38** 0,24** -
4. Autonomy 0,52** 0,45** 0,37** -
5. Feedback 0,44** 0,48** 0,33** 0,53** -

n = 201

**p<O,Ol

* p < 0,05

Table 5.4 depicts the relationships between the persoIJa1 outcares. Significant

positive =relatioos (p < 0,01) exist between all the personal outcares.

Increases in any one of the personal rotcares are associated with an increase
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in the ot:her personal cutcares. A positive con:elation thus exists between

trotivation and satisfaction for the sarrple grwp.

Table 5.4

Correlations between the personal outcomes

Personal outcomes 1- 2 3

1. Internal work motivation -
2. General job satisfaction 0.69** -
3. Growth satisfaction 0,50** 0,72** -

n = 201.

** P < 0,01

* p < 0,05

With regard to the relatiooship between the two life functioning variables, the

positive rrean score f= part of the negative/positive ratio :index, and the

expression of a =relation between the two variables TNOlld therefore be

rreaniIlg:less.

5.5~~ 'lBE~, IE!.'JN»ll' AN) M.::J::lBRlm:R~

Table 5.5 displays, firstly, the correlation coefficients between the job

characteristics and personal outcomes, and secondly, the co=elation

coefficients between life functioning and the personal Qltccnes.

'!here are significant positive correlations (p < 0,01.) between all the job

characteristics (skill variety, task identity, task si.gnificance, autaJaty, and

feedb3ck) ani all tbJ:ee personal Qltcares (intemal wcn::k. notivation, general

j ob satisfaction ani growth satisfaction). As erployees in the sarrple grwp

perceive l=e of the jcb characteristics present in their jcbs, higher levels

of nctivation ani satisfaction are LefX)rted. Increased levels of notivation ani

satisfacticn are tbus associated with a heightened pe:rception of the follcming

dinEnsicns :

(a) the extent to which the jcb requires a variety of different activities in

canyiIJg cut the wmk, involving the use of a Ill.llli:Jer of different skills

and talents of the erployee;
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Table 5.5

Correlations between the job characteristics and personal outcomes.
and between life functioning and the personal outcomes

Personal outcomes

Inte=al General job Growth
work motivation satisfaction satisfaction

Job characteristics
Skill variety 0,40** 0,39** 0,50**
Task identity 0,32** 0,30** 0,30**
Task significance 0,24** 0,24** 0,24**
Autonomy 0,46** 0,55** ·0~65**

Feedback 0,52** 0,46** 0,45**

Life functioning
Positive mean score 0,23** 0,31** 0,39**
Neg./Pos. ratio index -0,14 -0,26** -0,35**

n = 201

** p < 0,01

* p < 0,05

(b) the degree to which the jd:J :requires the ccnpletioo of a "whole" and

identifiable piece of WOJ:k - that is, do:in3' a jd:J fran beginning to end

with a visible ootcare,

(c) the capacity of the jd:J to substantially inpact the lives or WOJ:k of other

people. whether in the i.rrmedi.ate organization or in the external

envircmEnt,

(d) the degree to which the jd:J provides the enployee with substantial :Ereedcm,

iIldepeDdeoce and discretioo in scheduling the "'Udc and in detennin:ing the

procedures to be used in c:an::yiLq it wt; and

(e) the extent to which perfonning the WOJ:k activities req.ri.:t:e:i by the job

results in the worl<er's d:ltaini.ng direct and clear infonration abalt the

effectiveness of her or his pert=snce.
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Conversely, . as the presence of the above-menticmed job characteristics

increases f= the sarrple groop, the arployee:

(a) is llIOre self-motivated to perfonn effectively on the job; that is,

~ences positive internal feelings when working effectively on the job,

am negative internal feelings when doing ~ly;

(b) is nnre satisfied am happy with the job; and

(c) is nnre satisfied with C:pfX1ttunities f= grcmt:h in the job.

With re;JaId to the relationships between the life functioning variables and the

personal cutcanes, significant positive c=relatians (p < 0,01), firstly, exist

between the positive llEaI1 score and all three personal cutcares (internal wmk

IIDtivation, general job satisfaction and grcmt:h satisfaction). As enployees

derive IlDre satisfaction fran the five nain areas of life (narrely wmk =

related activities, financial security, frieOOship, family, and personal),

higher levels of internal wo:dc IIDtivation, general job satisfaction and grcmt:h

satisfaction are ~enced. Increased levels of the positive llEaI1 score are

thus associated with increases in the following di.Irensians, n3m=ly:

(a) the degree of self-IlDtivation to perfonn effectively on the job; in other

WOIds, positive internal feelings are ~enced when wo:dcing effectively

on the jet>, and negative internal feelings when doing ~ly;

(b) the extent of overall satisfaction with the job; arrl

(c) the level of satisfaction with opportunities f= grcmt:h in the job.

Secondly, significant negative correlatians (p < 0,01.) exist between the

negative/positive ratio index and two of the personal cutcares, narrely general

job satisfaction and grcmt:h satisfaction. As the negative/positive ratio iIJdex

decreases, employees in general report higher levels of general job

satisfaction and grcmt:h satisfaction. As the level of frustration relative to

the level of satisfaction ~encedwithin the diffL:rent darains of wo:r:klife

and non-wo:dclife decreases, arployees ~ence a positive increase in:

(a) the overall degree of satisfaction with the job, and

(b) the rreasure of satisfaction with opportunities for grcmt:h in the job.

The results displayed in Table 5.5 indicate the possibility of a spill-over

effect between IlDtivation and satisfaction, arrl life functioning. This concept

is elaborated upon in Section 6.4.

Table 5.6 displays the correlation coefficients between the job characteristics
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Table 5.6

Correlations,between the job characteristics and life functioning

Life functioning

Positive Neg ./Pos.
mean score ratio index

Job characteristics
Skill variety 0,23** -0,20**
Task identity 0,22** -0,23**
Task significance 0,~3 -0,03
Autonomy 0,35** -0,35**
Feedback 0,24** -0,20**

n = 20~

** P < 0,01

* p < 0,05

and the life functioning variables. AccordilJg to Table 5.6, significant

positive co=elations (p < 0, O~) exist between four of the five job

characteristics (narrely skill variety, task identity, autona!¥, an:l feedback)

and the positive mean score. As employees perceive rrcre of these job

characteristics present in their jcibs, rrcre satisfactions are derived fran the

five train areas of life, IJaIIEly work or related activities, financial searrity,

frierdsbip, family, an:l personal. Increased levels of the positive IlEaIl score

are tlJus associated with an increased perception of the following dirrensions:

(a) the eKtent to which the joo requires a variety of different activities in

canying cut the work, which involves the use of a nurrber of different

skills an:l talents of the E!1Ployee;

(b) the Oegree to which the job reqt.ri.res the eatpletian of a "whole" and

identifiable piece of work - that is, doing a jch fran begimrlng to end

with a visible cutcare,

(c) the Oegree to which the job provides the arployee with substantial freedan,

i~, aIJd discretion in schedJlling the work and in determining the

p:roceduJ:es to be used in carrying it cut, an:l

(d) the Oegree to which perfonning the work activities required by the job

results in the wmXer's obtaining diIect aIJd clear infamation about the
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effectiveness of his or her perfcrrmm.ce.

Ac<:oJ:ding to Table 5.6, signi£icant negative correlations (p < 0,01) exist

between fror of the job characteristics (narrely skill variety, task identity,

autCJtJal'lf, ani feedback) ani the negative/positive ratio index. As arployees

perceive more of these job characteristics present in their jobs, fewer

fmstrations relative to satisfactions within the different darains of their

=rldife and oon-worldife axe experienced. In other words, the ratio between

the level of frustrations experienced by atp10yees in the areas of health,

energy flow, personal influence, affect, and babits, and the level of

satisfactions derived frcm the areas of woJ:k or related activities, financial

security, frierrlshi.p, family, and personal, decreases as nore of the fror job

characteristics are perceived.

1be results displayed in Table 5.6 thus also in::licate the possibility of a

spill-over effect between the job characteristics and life functioning. section

6.4 will expand upon this concept.

5.6~ 'IIIE~ QJBSI1<R>

Hierarchical rrultiple regression procedures (Tabachni.ck & E'idell, 1983: 86-145)

were arployed to detenni.ne:

(a) whether significant am:xmts of variance in the personal ootccnes (internal

=:rk motivation, general job satisfaction ani gr<7.'Ith. satisfaction) are due

to the influence of the job characteristics: and

(b) whether life functioning (the positive Irean score and the positive/negative

ratio :imex:) accoonts for signi£icant am:xmts of variance in the personal

ootccnes beyond the influence of the job characteristics.

'Iable 5.7 displays, in the first place, the rrultiple r~ssians predictirB the

personal ootcares using the job characteristics as the predictor variables

(Step 1). 5eca1dly, 'Iable 5.7 shONs the rrultiple regressions predictirB the

personal ootcares using the job characteristics ani life functioning as the

predictor variables (steps 2A and 2B) .

Focussing firstly on internal work uctivatim as dependent variable, 'Iable

5.7 :in:licates that after Step 1, with job characteristics in the equation, R

squared equals 0,3307: F(5: 195) equals 19,2720**; P < 0,0001. 1be job

characteristics accamt for 33,1%- of the variance in internal wo:rk motivation.
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The jab chaJ:acteristics thus significantly predict intemal WOJ:k tlDtivatian.

After Step 2A, with jeb chaJ:aeteristics an:i life functioning (positive nean

score) in the equation, R squared equals 0,3327; FI(l; 194) equals 0,5815;

P < O,OL Life functioning (positive nean score) acca.mts f= 0,2% :increase in

the variance in inte=al work motivation associated with the job

characteristics. Therefore, acding life functioning (positive nean score) to

the equation results in an insignificant inc:terEIlt in R squared. Given the

existing significant predictive power of the jeb chaJ:acteristics, life

functioning as IIEasUred by the positive nean score does not add to the

prediction of intemal WOJ:k tIDtivation.

Table 5.7

Hierarchical multiple regression analyses predicting personal
outcomes using job characteristics and life functioning

Personal outcomes

Inte=al General job Growth
work motivation satisfaction satisfaction

Step Predictor R2= 0,3307 R2= 0,3437 R2= 0,4703
variables: job F = 19,2720** F = 20,421** F =34,629**

1 characteristics

Predictor
Step variables: job R2= 0,3327 R2= 0,3560 R2= 0,4956

characteristics &
2A life functioning FI= 0,5815 FI= 3,7054 FI= 9,7308**

/pos. mean score

Predictor
Step variables: job

characteristics & R2= 0,3321 R2= 0,3478 R2= 0,4857
2B life functioning

(Neg./Pos. ratio FI= 0,4067 FI= 1,2196 FI= 5,8091*
index)

FI = Incremental explanatory value
(Tabachnick & Fidell, 1983: 113)

n = 201
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After Step 2B, with job characteristics and life functioning (negative/positive

ratio index) in the equation, R squared equals 0,3321; FI(l; 194) equals

0,4067; P < 0,01. Life functioning (negative/positive ratio irrlex) accounts for

0,14% increase in the variance in internal work rrotivation associated with the

job characteristics. 'Therefore, adding life functioning (negative/positive

ratio index) to the equation results in an insignificant inc:rerent in R

squared. Given the existing significant predictive power of the job

characteristics, life functioning as measured by the negative/positive ratio

:iIJdex does not add to the prediction of inte:rnal work trotivation.

Focussing, secondly, on ge:et:al jeb sat;sfact;m as dependent variable, Table

5.7 inlicates that after Step 1, with jcb characteristics in the equation, R

squared equals 0,3437; F(5; 195) equals 20,4210**; P < 0,0001. TIle jcb

characteristics accamt for 34,4% of the variance in general jcb satisfaction.

TIle jcb characteristics t:bus significantly predict general job satisfaction.

After Step 2A, with jcb characteristics and life fimctioning (positive 1lEan

score) in the equation, R squared equals 0,3560; FI(l; 194) equals 3,7054;

P < 0,01. Life functioning (positive 1lEan score) accounts for 1,2% increase :in

the variance in general job satisfaction associated with the job

characteristics. 'Iberefore, adding life functioning (positive 1lEan score) to

the equation results in an insignificant :increrent in R squared. Given the

existing significant predictive power of the jcb characteristics, life

functioning as measured by the positive 1lEan score does not add to the

prediction of general jcb satisfaction.

After Step 2B, with jcb characteristics and life functioning (negative/positive

ratio imex) in the equation, R squared equals 0,3478; FI(l; 194) equals

1,2196; p < 0,01. Life functioning (negative/positive ;:atio irrlex) accounts for

0,41% increase :in the variance :in general jcb satisfaction associated with the

job characteristics. 'Iberefore, adding life functioning (negative/positive

ratio imex) to the equation results :in an insignificant incremnt :in R

squared. Given the existing significant predictive power of the job

characteristics, life functioning as measured by the negative/positive ratio

:iIJdex does not add to the prediction of general jcl:l satisfaction.

Focussing on gJnIIth sat;sfact;m as the third deper:dent variable, Table 5.7

inlicates that after Step 1, with job characteristics in the equation, R
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squared equals 0,4703; F(5; 195) equals 34,6290**; P < 0,0001. The joo

characteristics acccunt for 47% of the variance in grc:Mt:h satisfaction. The joo

characteristics thus significantly predict grc:Mt:h satisfaction.

After Step 2A, with joo characteristics and life functioning (positive rrean

score) in the equation, R squared equals 0,4956; FI(1; 194) equals 9,7308**;

P < 0,01. Life functioning (positive rrean sco:re) acccunts for 2,5% increase in

the variance in grcM:h satisfaction associated with the joo characteristics.

Therefore, adding life functioning (positive rrean sco:re) to the equation

results in a significant i.ncrerent in R squared. Given the existing significant

predictive power of the joo characteristics, life functioning as rreasured by

the positive rrean score thus adds to the prediction of grcM:h satisfaction.

After Step 2B, with joo characteristics and life functioning (negative/positive

ratio index) in the equation, R squared equals 0,4857; FI(1; 194) equals

5,8091*; P < 0,05. Life :E=tianing (negative/positive ratio index) acccunts

for 1,5% increase in the variance in grcM:h satisfaction associated with the

job characteristics. Therefore, adding life :E=tioning (negative/positive

ratio index) to the equation results in a significant inc:teuent in R squared.

Given the existing significant predictive power of the joo characteristics,

life :E=tianing as rreasured by the negative/positive ratio index does add to

the prediction of growth satisfaction. 'This f:iIrli.ng indicates the possibility

of a spill-over effect between non-work variables am. grcmth satisfaction. 'This

concept is elaborated upon in section 6.4.

In CXTJCJusim, hierarchical llll1tiple regression analyses of the data :reveal

the follOOr:g:

(a) significant am:Jlmts of variance in the personal =tcares (internal =rk

llOtivation, general joo satisfaction and growth :3atisfaction) are due to

the influence of the job characteristics;

(b) life functioning (the positive rrean score am. the positive/negative ratio

index) accamts for significant am:Jlmts of variance in grcmth satisfaction

beyond the influence of the joo characteristics; am.
(c) life functianing (the positive rrean sco:re am. the positive/negative ratio

index) accamts for insignificant am:Jlmts of variance in both internal work

llOtivation am. general joo satisfaction beyond the influence of the joo

characteristics .
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Specifically, what this rreans is that significant anomts of variance in the

following three personal cutc:ares are due to the influence of the job

characteristics :

(a) the extent to which the elployee is self-rrotivated to perform effectively

an the jcb; that is, the enployee experiences positive intemal feeliIlgs

when~ effectively on the jcb, ani negative intemal feelings when

doirg poorly;

(b) the degree to which the arployee is satisfied and haWY with the job; and

(c) the degree to which an individual is satisfied with OQ?Ortunities for

growth in the jcb.

'The five jcb characteristics which significantly predict the above-rrentioned

three personal cutcares are:

(a) skill variety: the degree to which the jcb requires a variety of different

activities in canyiIlg out the W::llX, which involves the use of a nurri:Jer of

different sldlls ani talents of the enployee;

(b) task identity: the degree to which the jcb :reg1.lires the carpletion of a

"whole" ani identifiable piece of w:n:k - that is, doing a jcb fron

beginning to end with a visible outcarE;

(c) task significance: the degree to which the jcb has a substantial inpact on

the lives or woIk of other pecple. whether in the imrediate organization or

in the extemal errv:irc:ment;

(d) autonomy: the degree to which the job provides the arployee with

substantial freedan, :illdepenJence and discretion in scheduling the WOIk

and in detennining the procedures to be used in canyiIlg it cut; ani

(e) feedback: the degree to which perfomting the w:n:k activities :required by

the jcb results in the wol:ker c.btaining direct and clear infomation about

the effectiveness of her or his perfomance.

Beyond the significant predictive value of the jcb characteristics, life

functionirg (the positive IreaIl score and the positive/negative ratio :iIxJex)

significantly predicts growth satisfaction (that is. the degree to which the

elployee is satiSfied with q::JpOrtunities for growth in the jcb). Significant

anomts of variance in growth satisfaction are thus due to the influence of the

two life functioning variables:

(a) the positive IreaIl score (that is, the extent to which enployees derive

satisfaction fron the five lll3in areas of life. nanely w:n:k or related

activities. fin3ncial sea.rrity, friendship, family. and personal); and
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(b) the negative/positive ratio :UD.el!: (the level of frustrations relative to

satisfaetions witbin the different doJains of the arployees' WOIklife and

non-worklife. In other woros, the ratio between the level of f:rustrations

experience:'!. by arployees in the areas of health, eneJ:9Y flow, personal

influence, affect, and habits, and the level of satisfaetions which they

derive fran the areas of WOl:k or relate:'!. activities, financial security,

friendship, family, and personal) .

However, beyond the significant predictive value of the job characteristics,

life functioning as measured by both the positive rrean score and the

positive/negative ratio :index does not: further ."11 I ibJte significantly to tre

prall.ct:icn of internal worX nttivatirn or !i"" ....Ia"! jei> satisfaetim.

The results displayed in Table 5.7, firstly, thus reject DUll.~ 1,

narrely that the job characteristics do not acc:amt for significant arramts of

variance in the personal outcomes. Secondly, the f:indin:Js accept DUll.

bypOCbesis 2, IJaIIEly that life flmctiorring does not acca.mt for significant

artDJl1ts of variance in the personal =tcalES beyond the influence of the job

characteristics .
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6.1 lNllUn :L'ICN

Having specified and delineated the research problan in OJapter 1, with

ecmcanitant hypotheses, Chapters 2 and 3 provided an e:xamination of erpirical

fin::lings relatiTJJ to the variables and the relationships that exist between

then as set forth in the Jch Characteristics M:Jdel, and consequently fomulated

shortcanings of this m:rlel (Cbjective 1.). In addition, OJapter 3 PXOfXlSed a

ref:iIlanent of the m:rlel (Cbjective 2), while OJapters 4 and 5 focussed on

testing the Pxoposed revision of the m::rlel (Cbjective 3). OJapter 6 bighlights

the most salient findings and conclusions relating to this erpirical

inspection.

The following revised m:rlel was subjected to erpirical evaluation:

Jab d'?T?cteristics Personal cutW!eS
Skill variety Internal work notivation
Task j dentj ty ~

Task significance 11' GenercU jab satisfaction
Aute:n:laI¥
Feedback. Growth satisfactiOll

Idfe· fupcticnirg
-Positive mean s=e
-Negat.ive/!03i tive

ratio i.odelc

Figure 6.1. A revision of the Job Q1a.-racteri.stics M=x'lel

Specifically, Cbapter 6 juxtaposes the results of this erpirical study with the

eutCCX!ES of other pIN j shed ~. Specific cooclusiOllS will be drawn fran the

cur.rent fjmings viewed against the backgrouIxl of other relevant research. The

results, =111sjms and irrplicatiOllS of this study for managerent and hlJIl'en
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resarrces practitioners will also be discussed. FirJally, an evaluation of the

study and accarpanying :inplicatians for future research will be presented as

well as a sunnary of the study.

6.2.1 M9allS am SI a ........ d deviat;CTJS of the ypriab1es

The rreans of the joo characteristics and personal outcares, as reported in

Table 5.1, are, in general, rra:rg:i.IJally higher than the values for the sane

variables reported by Graham (1978), HackItan, Pearce and Wolfe (1978), HackrrEn

and Oldham (1980), Forshaw (1985), Ho3an and Martell (1987), QlarrpaJx (1992),

BlClElOOoff (1993), I3anlabe and J3unls (1994), Boonzaier and Boonzaier (1994),

Renn and Vander1berg (1995), and Xie and Jobns (1995).

Considering the rrarginal difference bebNeen the rreans reported in Table 5.1 and

the afore-treIltianed studies, viewed in conjunction with the standaJ:d deviations

reported for the ct=ent sanple graJp, no significant differences exist bebNeen

the averages of the variables in this study carpared with other studies. It can

thus be concluded that the means reported in Table 5.1 for the joo
characteristics and personal. outcares variables, in general, correspani with

the neans of the sane variables for other studies.

'Ihis conclusion needs to be viewed in the context of an inportant difference

bebNeen the current study and the p:.Iblished studies used for carparative

p..u:poses. The above-treIlt:ianed :researclJers used the joo characteristics treaSUJ:eS

develqJErl by HackIren am Oldham (1974, 1975, 1980) whilst the current study

errplayed the revised version of ldaszak and Drasgool (1987) to rreasure the joo
characteristics, thus render:iDg the results with regani to the rreans of the joo
characteristics in Table 5.1 without any "true" eatpar.:..san.

Also, the afore-IlEIltianed findings by these researd1ers, specifically with

regard to the personal outcares, are based on the initial personal outcares

rreasures develcped by HackrrBn and Oldham (1974, 1975, 1980). SUbsequently the

original JDS was revised (Idaszak & Drasgool, 1987), !::ut this revised JDS still

rreasures the personal. outcares in exactly the sane WOlf as the original JDS

carpiled by HackIran am Oldham (1974, 1975, 1980). In the ct=ent study,

however, the personal outccmes measures were revised camensurate with

refine:rents to the Joo Cllaracteristics M:xJel, am thereafter utilized in the
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E!!pirical evaluation. 'Ihese additional refi.nsrEnts to the previrosly revised

JDS (elabcrrated upon in Section 3.2.2) thus render the results relating to the

rn=ans of the personal =tcares in 'Iable 5.1 also withalt any apprcpriate

carp3rison.

with regard to the iDdices of life functioning, the average positive mean score

of the sarrple grcup (74,14) is significantly higher than the international oorm

of 60 established by Heirnler (1975) and Van Zyl (1986). 'Ibis mean satisfaction

soore of the sarrple is iDdicative of deriving sufficient satisfaction fron the

five train areas of life (natrely fron =:r:k or related activities, financial

security, friendship, family, and personal) in order to fimction independently

withalt the need of professional or other support. 'Ihe sarrple group thus, in

general, displays sufficient crnpetence in life fimctioning.

'Ihe average negative/positive ratio index of the sarrple group (38,07) is also

higher than the norm of 20 - 33 develcped by Heirnler (1975) and Van Zyl (1986).

'Ihe sarrple therefore e2!periences an above-average level of frustration within

the different darains of wo:r:klife and non-=:r:klife (natrely the ratio .between

the satisfaction deriveri fron the five mrin areas of life; that is, fron \IiOrX

or related activities, financial security, friendship, family, and personal, on

the one hand; and the level of frustration expressed in other areas of the

iDdividual's life, narrely health, energy flCM, personal influence, affect, and

habits, on the other) .

This above-av&age level of frustration (negative/positive ratio index) of the

sanple group nay give rise to a paralysis of life ftmctioning or breakdown in

sore areas of fimctioning. This finding shculd .be further interpreted in

conjunction with the means of internal work motivation, general job

satisfaction and growth satisfaction. Because ;:be sarrple group reports

acceptable levels of motivation and satisfaction, the cause of the

above-average frustration levels can possibly be ascribed to non-=r:k

variables, such as the greater Cape 'Ibwn camunity variables (for exaaple,

crirre) and econanic variables (for exarrple, fuel price increases) .

~, caution sbculd prevail when U'ak:inJ these deductions for the sarrple

group with regard to life ftmctioning (for bcth the positive mean score and the

negative/positive ratio i.rxiex), as the Life EUnctioning Q:.Jestionnaire (LFQ) was

specifically designed for diagnosing indiv:i..dual ftmctioning and IlOt for
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groop aIJalysis per se.

The only study rep::>rt:UJg the awJ.ication of the LFQ in the WOLkplace is the

study of BraOO. (1.99~). unfortunately, the means and standaLd deviations for the

sanple groop of 276 are not :reported and could thus not be utilized for

carpaJ:ative pn:p:lSES.

6.2.2 Relationships between the demographic variables am the job

dlaracteri.stics. ler SCXJdl OltcrtTPS qrrl li£e Tnnctjrrrirs

'!able 5.2, depicting the relationships between the ooL03rdpl1ic variables and

the job characteristics, personal aItcares and life functioning, were included

in the results section with the sole p.n:pose of further highlighting the naLuLe

and structure of the sanple. Tables 4.2 to 4.6 present f:requencies and

cross tC!h J1 ations in support of the sane p.n:pose. Tables 4.2 to 4.6 and 5.2 and

their accarpanying sanple descriptions shalld thus suffice for p..u:poses of this

study, as they do not pertain to specific hypotheses or other plblisl1ed studies

and thus warrant no further attention.

6.2.3 Re1ati ccship;; within tile jc:i> ~eristics gm the V"'SUld1 aItcrtTPS

Table 5.3 displays the relationships between the job chaLacteristics, namely

skill variety, task identity, task significance, autClrlOlo/, and feedback.

Significant relationships exist between all the job characteristics. An

increase in any one job characteristic relates to increases in all the other

job characteristics. 'Ihese findings coincide with the results reported by

Hackrnan and Oldbam (1.975) , H:::gan and M:lrLell (1.987), Qlarrpcux (1.99~), CordeLy

and Sevastos (1.993), Ban1abe and Burns (1.994), and Renn and Vande!1beLg (1995)

for the relationships between the sane variables.

The significant inteLCOLL'e1ations between the job "..haLacteristics furLbe:more

replicate the f:in:lliJgs of the SaIth African studies of Gz:aham (1.978), FOLShaw

(1.985) and ffiOE!!lboff (1993). I!c7Never, all afore-rrentioned studies utilized the

original version of the Job Diagnostic Survey (JDS). CbI:deLy and 8evastos

(1.993) adninistered both the original version by Hackm3n and Oldham (1.974,

1.975, 1.980) and the :revised version of the JDS by ldaszak and DLasgow (1.987) to

llEdSUL'E the job cbaracteristics. As the cur:rent study also utilized the revised

version of the JDS to ueasure the job cbaracteristics, the results in Table 5.3

replicate the significant intercorrelations reported by CbI:deLy and 8evastos

(1.993) for the job cbaracteristics m=asured with the revised JDS. However,
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carparisons of the results of the current study with studies other than that of

Cordery and Sevastos (1993) should of necessity be viewed against the

background of utilizing different fOIll5 of the JDS.

'Ihe significant interco=elations famd between the job characteristics inply

that, in general, when jobs are high on any one job characteristic, they are
also high on the other job characteristics. Jobs high in rrotivating potential

are thus often "good" in a nurrtJer of ways, and canversely, jobs low in

motivating potential usually possess a IllJ!lber of "bad" d:irrensions. Jobs

requir:ing a variety of skills, f= exarrple, usually also possess greater task

significance and task identity and offer nnre autOIlOlo/ and feedback.

Table 5.4 reveals significant positive correlations between the three personal

cutcares, narrely inte=al WOJ:k motivation, general job satisfaction and growth

satisfaction. Increases in any one of inte=al WOIk motivation, general job

satisfaction or growth satisfaction will be associated with increases in the

two rara.in:ing personal cutcxnes. In general, increases in woIk llOtivation are
thus associated with increases in job satisfaction and vice versa. 'Ihese

results confirm the fiIrlings of Hacknan and Oldham (1975), Graham (1978),

Forshaw (1985), Hogan and Martell (1987), Cl1aIlpaJx (1991), Bloemhoff (1993),

Ban1abe and Burns (1994) and Rerm and Vandenbe1:g (1995), all of which iroicate

significant positive relationships between the personal cutcxnes, and all of

which are based on the personal cutcares rreasures =iginally developed by

Hackrran and Oldham (1974, 1975, 1980). The subsequent revision of the JDS

(Idaszak & Drasgow, 1987) rreasures the personal cutcares in exactly the sanE

way as the original JDS carpiled by RackrrEn and Oldbam (1974, 1975, 1980). In

the cu=ent study, however, the personal cutcares rreasures were revised

carrrErlSUJ:ate with prc::posed refinarents of the Job Cllaracteristics M:Jdel and

tl:Jereafter utilized in the enpirical assessrrent. '::bese further refinarents to

the previcuslY revised JDS are discussed in section 3.2.2, and render the

results in Table 5.4 withcut any exact carparison.

with regard to the relatiOfl.ship between the two life functioning variables, the

fact that the positive rrean sc=e fonre part of the negative/positive :ratio

in::lex renders any correlation between the two rreaningless and not worthy of

disOlSsion.
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6.2 ..4 Re1 atil"!1§biU; l:E.twc n the joo rtFrracteri§tin;. W'soual OK'TI"'5'S arrl

li£e fimctiarim

'Iable 5.5, firstly, displays significant positive correlations between the job

characteristics (natrel.y, skill variety, task identity, task significance,

autCll:lOl¥, and fee:lback) and the personal rotcares (that is, internal work

rrotivation, general job satisfaction and growth satisfaction). An increase in

any one of the job characteristics is associate:! with increases in internal

wo:rk rrotivation, general job satisfaction and growth satisfaction.

Furthennore, Table 5.7 (Step 1) i.rrlicates that the job characteristics

significantly predict internal wo:rk rrotivation, general job satisfaction and

growth satisfaction. 'llJese f:ll1di.ngs ('Iables 5.5 and 5.7) support the results by

Oldbam, HackrrBn and Pearce (1976), HackrrBn, Pearce and Wolfe (1978), Wall,

Clegg and Jackson (1978), Oldbam and Brass (1979), Hackrran and Oldbam (1.980),

RdJerts and Glick (1981), caldwell and O'Reilly (1982), Hunt, Head and Sorensen

(1982), TerlJorg and Da:vis (1.982), Algera (1.983), lee, McCabe and Graham (1983),

0J:pen (1983), Idler, N:Je, Moeller and Fitzgerald (1985), OrDrack and Evans

(1986), Frie:! and Ferris (1987), Gerl1art (1.987), C1Jarrprox: (1991.), Spector and

Jex. (1991), B:xJnzaier and B:xJnzaier (1994) and Rerm and Vandenberg (1995) which

conclude that job characteristics influence personal and wo:rk rotCOlES.

'Ihi.s conclusion needs to be viewed in the context of an i.rrportant difference

between the current study and the afore-rrentioned p.Jblished studies use:! for

carparative prrposes. said researchers use:! the job characteristics rreasures

develcp=d by HackrrBn and Oldbam (1974, 1975, 1980), while the revised version

of Idaszak and Drasgow (1987) was used for the p.uposes of this study. Also,

the afore-rrentioned f:in:tings by these researchers are based on the rreasure:rent

of the personal rotCOlES using the original JDS empiled by HackrrBn and Oldbam

(1974, 1975, 1980), whereas in the current study t':le revised personal cutCOlES

m=asures were used ccmrensurate with refinerEnts to the Job Ch3racteristics

M:del (elaborated up:ll1 in section 3.2.2) .

'llJese f:irrl:ings fron 'Iables 5.5 and 5.7 thus reject IDll hyJ;ttbesi S 1, narrEly

that the jcb cbaracteristics do not accamt for significant arromts of variance

in the personal rotCOlES. The fact that significant arromts of variance in the

personal rotCOlES are due to the influence of the job characteristics, has

specific inplications for rranagers of hum3I1 resrorces and for future research

regarding the m:xlel. Wo:rker llDtivation and satisfaction can be enhanced by
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:increasing the extent of the five jd:> characteristics present in a job. 'Ibis

result and the accarpanyi.ng irrplicatians will be elaborated upon in section 6.3

deal i ng with the irrplicatians of the study for llBIlagE!reIl.t and human resarrces

practitioners as 'tlell as in section 6.4 dealin3" with guidelines for future

research.

Table 5.5, secondly, also indicates significant positive correlatians between

the positive 1lEaI1 score of life functioning and the three personal cutcares

(that is, internal wo:tk notivation, general jcb satisfaction and gn:Mth

satisfaction). Increased levels of the positive nean score are associated with

increases in the three personal cutcares. 'Ihe relationships between life

functioning (positive 1lEaI1 score) and the personal cutcares are further

elaborated upon in Table 5.7, Step 2A. 'Ibis table shows that life functioning,

as m:asured by the positive 1lEaI1 score does not, beya:rl ~ significant

predictive value of ~ jd:> characteristics, predict internal woJ:k trOtivation

and general jcb satisfaction. Life functioning (positive 1lEaI1 score), does

l1l:Jwever, significantly predict, beyond the significant predictive value of the

job characteristics, growth satisfaction. Life functioning (positive nean

score) is therefore not a m::derator of the relationships between the jcb

characteristics and internal work motivation, or between the job

characteristics and general jd:> satisfaction. Life functioning (positive nean

score) is, however, a moderator of the relationships between the jcb

characteristics and g:rowth satisfaction. In other words, gn:Mth satisfaction is

more accurately predicted when life functioning, in addition to the jcb

characteristics, is considered.

'Ihese relationships between life functioning and the three personal cutcares

(that is, internal wo:tk trOtivation, general jcb satisfaction and growth

satisfaction) sbOJ.ld, halever, not be carpared with studies where the nain

effects between non-wmk am wmk variables were tested positively (Schmi.tt &

M=llon, 1980; Hawkes, Guagnano, Smith & Forest, 1984; Frone, Russel & Cocper,

1992; Rice, Frane & r-kParlin, 1992; Judge & Watanabe, 1993). TIle results of

this study pertain only to whether or not life functioning significantly

predicts, beyond the significant predictive value of the jcb characteristics,

the personal outcomes . Only 1111..... ' al or effects were thus tested in this

instance, and only when further replica studies are corxlucted within the

confines of the m:x'lel, are carparisons between studies possible.
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Table 5.5 furtbenrore indicates significant negative c=elations between the

negative/positive ratio :illdex of life functioning and two of the personal

ootcares (nanely general job satisfaction and grcMth satisfaction). Increased

levels of the negative/positive ratio :illdex are associated with decreases in

these two personal outcomes. The relationships between life functioning

(negative/positive ratio index) and the personal outcares are further

elaborated upon in Thble 5.7, Step 2B. 'Ibis table shows that life functioning,

negative/positive ratio :illdex, does not, lJe.yarl the significant predictive

value of the joo etJaracteristics, predict internal work rrotivation = general

job satisfaction. As is the case with the positive mean score, the

negative/positive ratio :illdex of life functioning does, however, significantly

predict, beyond the significant predictive value of the job characteristics,

growth satisfaction. Life ftmctioning (negative/positive ratio index) is

therefore not a m:xlerat= of the relationships between the job characteristics

and inte=al work lIDtivatian, or between the jd:l characteristics and general

jd:l satisfaction, rot it is a m::oerat= of the relationships between the jd:l

chal:acteristics and growth satisfaction.

As =tloned p:revioosly, the relationships between life functioning (usinJ

either the positive IlEaIl score or the negative/positive ratio :illdex), and the

three personal ootcares, shrold not be crnpared to studies investigatinJ the

nain effects between nan-wmk and work variables, as the =rent study sooght

only to ascertain whether = not life functioning significant!y predicts,

beyond the significant predictive value of the job chal:acteristics, the

personal ootcares. In other v.DJ:ds, life functioning was only tested as a

possible rrroerat= in the revised Jd:l Qlaracteristics M:rlel.

'The results sba.N' that, in general, life functioning is lXlt a carprehensive

m:xlerat= of the relationships between the joo chancteristics and the personal

ootcares. With ODe exception, life functianinJ as a unifying construct (refer

to Section 3. 6 .1. arxi Figure 6.1.) in the revised m:xJel accamts for no

significant arramts of ootCOlE variance beyor.d the influence of the jd:l

characteristics. Life functioni:ng, as rreasured by 1:lOCh the positive rrean

score and the negative/positive ratio :imex, in carbination with the job

chal:acteristics, does offer an enhanced prediction of growth satisfaction. In

other words, an enriched job (high skill variety, task identity, task

significance, autOllCItlf, and feedback) predicts higher growth satisfaction. And,

an "enriched life" (increased satisfactions and decreased frustrations derived
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f= the rrein areas of life) offers additional q:port:tmities f= growth in the

non-work daIa:ins of life, which effect spills over and irrpacts positively in

the worlq>J..ace. This spill-over effect enlJances the prediction of growth

satisfaction in the workplace, beyond the contribution of the job

characteristics.

'The fir:rlilJgs f:ron Tables 5.5 and 5.7 thus accept nill hypol::b=s::is 2, narrely

that life flmctianing does DOt accamt f= significant anomts of variance in

the personal c:utcares beyorrl the influence of the job characteristics. 'The fact

that life flmctianing is DOt a m:xJerat= of all the relationships between the

job characteristics and the personal ootcares, has specific irrplications f=

m:magers of lnmm resa.rrces and f= future research regarding the m::del. 'Ibis

result and the acccnpanying irrplications will be elaborated upon in section 6.3

deal i ng with the inplications of the study for n-anageren.t and human resa.rrces

practitioners as well as in section 6.4 dealing with guidelines for future

research.

Table 5.6 displays significant positive c=relations between foor of the jd:J

characteristics (narrely, skill variety, task identity, autClIlO1Yf, and feedback)

and life flmctianing (positive rrean sc=e). An increase in any one of these

foor job characteristics is associated with an increase in life functioning, =

general satisfaction with life (positive rrean score). Havever, a spill-over

hypothesis between job characteristics and life flmctioning (positive rrean

score) can only be considered if an dfPLc:priate regression analysis is

conducted. Thble 5.6 furthenrore reveals significant negative correlations

between foor of the job characteristics (narrely, skill variety, task identity,

autonomy, and feedback) and the negative/positive ratio i.IDex of life

functioning. An increase in any one of these fc:ur jd:J characteristics is

associated with a decrease in the overall frustrat'_ons ~enced in everyOay

living (negative/positive ratio i.IDex). Havever, the intirration of causal

relationships = a spill-over hypothesis between job characteristics and life

functioning is i.IJar:prcpri.ate at this stage as it would require alternative

statistical procedures (regression analyses) which are beyond the scope of the

current study.

Table 5.6 displays insignificant correlations between the rarwmng job

characteristic, IJaIIEly task significance, and life functioning. How irrportant

the task is to the organization as perceived by the arployee (inte:rna.l
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significance) and hew pra.rl etployees are to tell :relatives and friends where

they work and what they do (external significance) are not significantly

:related to the individual's overall satisfaction with life.

6.2.5 ODcllls-irn

In prqxlSing a revision of the Jab OJaracteristics M:Jdel (Figure 6.1), a rrore

eatIJrehensive philosophy of work behaviarr is suggested whereby work rrotivation

and jab satisfaction are viewed as influenced by both work and non-work person

and environment characteristics. In testing this revision of the Il'Odel

E!!pirically, this philosophy was not validated. StJ:ong supfX):rt was famd for

the relationships retween the j ab characteristics ani the personal outcares.

Life functioning, however, does not accamt for significant arromts of outcare

variance beyarrl the influence of the jab characteristics. Life functioning is

not a comprehensive moderator of the relationships between the job

characteristics and the personal outcares. The P:rqx:JSed revision of the Il'Odel

is thus not E!!pirically canfinred.

6.3 IMPLICATICR> OF'IHB S'IIDY KR~.IN) IDll\N RI!SXJR(E l.'IDlCITI'I~:

A 'lRlHl[(X;Y R:R .:JtB ENUCIJolml'

The results shcw that the basic cha:racteristics of a jab significantly predict

internal w:n:k rrotivation, gene:ral jab satisfaction ani grcmth satisfaction.

'!his finiing inpacts on the role and functions of nanagers and hurrEn resource

practitioners as rrotivatian and satisfaction in the 'OOl:kp1.ace can re :increased

by enhancing the extent of the five jab cha:racteristics present in a jab.

Efforts to enrich the characteristics of jabs in organizations thus lead to

desirable rrotivation ani satisfaction increases and associated organizational

performance :irrproverents. Job enrichrent as a technology should therefore re
inpleIEIlted in organizations to enhance desirable work behaviours.

6.3.1 Managerent practice to facilitate c:hqrg> in 'j!lQIX IIDtivatim. jcb

satjsfactim am. p=rf"IIfIiHIMP

The Jab Qlaracteristics M:Jdel, its atterx:Jant JDS and IlOI!lE, the set of action

steps and irrpleIEIlting- concepts serve collectively as a technology for jab

enricbnEnt:. The JDS is a nEIJage!e!lt tool for diagnosing jabs and E!!ployees'

reactions to their jobs. '!his inst:rurrent provides direct rreasures of the jab

cha:racteristics and personal outcares. Any rranager can use this diagnostic tool

to evaluate the jobs in her/his organizational unit as well as E!!ployees'

reactions to their jabs by pinpointing those aspects of specific jabs which
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deviate f:ron the = (refer Boonzaier & Boonzaier, 1.994: 1.05) and which

require management action. Where problems with regard to motivation,

satisfaction and perfomance do exist, job enrichrrEnt strategies can be

erployed to enhance the presence of specific job characteristics.

Diagnosis of jobs is a vital activity in an;y job enric:hrrent effort. HackrrEn,

Oldham, Janson and Puniy (1.991.: 80) indicate that job enrichrrent often fails

because of iIJadequate diagnosis of the target jeiJ and erployees I reaction to

it. '!he following paragraphs =t1ine the steps to be followed by llBIlagerS when

diagnos:in,:r jobs prior to changing them, and focus on heM diagnostic conclusions

can be translated into specific job enrichrrent strategies.

Based on the fraIlEWOrlc of HackrrEn, Oldham, Janson and Puniy (1.991.: 81.) and

inco:rporat:in,:r the guidelines for the utilization of the JeiJ Olaracteristics

M:Xlel and the JDS as presented in section 3.4, the following steps are proposed

for managers to follow and the corresponding questions which they tTUSt answer

when diagnos:in,:r wo:r:k system:

Step 1.: Are llOtivation and satisfaction central to the problem? '!he manager

tTUSt examiIJe the scores of erployees within a specific departrrEnt or jeiJ

category on the motivation and satisfaction scores of the diagnostic

instrument. For those departments/job categories where motivation and

satisfaction are probleratic when carpared with the norm, the manager wculd

cont:imle to step 2.

Step 2: Is the job low in llOtivat:in,:r potential? 'Ihe manager wculd examine the

llOtivat:in,:r potential score (MPS) of the target job and cenpare it to the noms

as well as to the rrotivating potential score of other jobs in the o:rganization

to determine whether the characteristics of the taIt;=t job are a probable cause

of the rrotivation and satisfaction problem. If the MPS is low, the manager

wculd continue to step 3; if not, attention shalld be given to other possible

reasons in the :intrediate WOIk env:i.rornEnt, for exarrple dissatisfaction with

pay, job security, co-worlrers or supervision.

Step 3: What specific aspects of the job are causing the problem? 'Ibis

involves examining the target job with respect to each of the job

characteristics to identify the specific strengths and weaknesses of the jeiJ

and then COlPiling a profile which wculd illustrate the rre.in causes of problem
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carpared with the IlOI!l1S.

Diagoostic canclusians sbculd next be fomulated ani attention be given to the

plannin.:r of specific action steps f= intradu.cilJg change. 'Ihe profile ani

diagnostic conclusions indicate which job characteristics need :reredial

attention. 'Ihe manager can use the following irrplE!lEI1ting concepts as a

guideline in fonrolating a specific chan3e strategy f= certain prcblan taJ:get

jobs. Each one of the following i.tltJlementing concepts enriches the

characteristics of a job as :indicated in Figure 6.2.

(al Crntijrri19 tasks: Both the skill variety and the task identity of a job

can be :increased by putting tQ3ether existing, fractionalized tasks to f=

Il£W and larger lIDdules of wo:rk. When tasks are carbined, the varicus tasks

required to carplete a given piece of WOIX are perfonrEd by one ~,

rather than by a few :individuals who do separate,srraller parts of a job.

'Ihe jdJ thus requires the application of a wider variety of skills and the

worker identifies =re strongly with a rreaningful whole task.

I~I
. Cqtt1in ing tasks

Fanning natural
~units

&.e:tabJ i sb;ng cl i ent
relati ansbips

Vertical loading

cpming feedb3ck
cbanrels

"'1 Job characteristicsI. affected· .

Skill variety

Task iderti.ty

Task sigoificance

Fiaure 6,2 Relation",bjps between the irrplerenting concepts and the job
characteristics (Hackman, O1cjbam, Jansan & Pw:dy, 1999: 308)
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(b) Farming nat:urcll. wm:k units: When wmk is divided into natural wmk units,

the various basic tasks given. to workers are grwped into different

m:aningful categories. CMnership of a category or natural WOIk unit is

establ j shed and a specific wmker thus accepts continuing responsibility

for that unit. Even wmkloads need to be assigned. Under this arrangBlEIlt,

erployees experience their tasks as a rreaningful whole (task identity) and

~ tern. to develop a grcrring sense of hem the e<nIlletian of a natural

WOIk unit affects other people (task significance) .

(c) Establishing client relaticnsbips: Natural WOIk units can often be fonred

aramdspecific grcups of clients of the work. It rray be possible to put an
emp~oyee in direct contact with those clients and give him or her

continuing responsibility for llEIJaging ~ationships with them. Creating

client ~ationships is a three-step process. First, the client rrust be

identified. 8ecaIld, the llDSt direct contact possib~e between the worker and

the client rrust be established. 'IhiId, criteria rrust be set up by which the

client can judge the qJality of the product or service (s)he receives. 'Ihe

client shoold have a l!EaIlS of ~aying her/his jud.gerents directly to the

worker. Contact between wmker and client shoold be as close as possib~e ­

face-to-face contact is highly desirable - and as frequent as necessaxy.

By enablirJg arp~oyees to estab~ish direct ~ationshipswith the clients of

their work, skill variety increases because of the need to exercise

interpersonal skills in rraintain:ing the client ~ationship as well as
ski~~s in comp~eting the task itse~f. Autonomy increases because

ilrlividuals have personal responsibility for deciding hem to llEIJage their

~ationships with the clients. Feedback increases because of additional

opportunities for workers to obtain direct and i.rrtredi.ate praise or

criticis:n of their wmk mtputs fron the persons who receive the work.

(d) Vert::i.cal leading: When a job is vertically ~oaded, autanany increases .

. WoI:kers are given increased control over the WOIk as a resillt of llEIJager8

~egating responsibility and authority that f=~y were reserved for

higher ~~s of rrEDage!E!1t.

There are several ways to load a job vertically. Jobholders can be given

discretion in setting schedules, determining WOIk nethods and deciding
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when arrl how to check on the quality of the work pnrluced. El1ployees can

trBke their own decisions abwt when to start and step work, when to take

breaks, and how to assign priorities. WoJ:kers can also benefit fran knowing

sexrething abwt the costs of their jobs and the potential effect upon

profits. '!hey shrold be encouraged to seek solutions to prdllem; on their

own, rather tlJan always relying on the mmager. 'Ihe net effect of such

changes should be an increase in workers I feelings of personal

responsibility for their work arrl, ultirrately, an inprove:rent in their

personal arrl work outCCX!ES.

(e) C¥'"ing feeeb3<X dJ;mnels: In virtually all jobs there are ways to cpen

channels of feedback to erployees to help then leaII1 whether their

perfomance is inproving, deteriorating or remrin:ing at a constant level.

It is better for a worker to receive feedback abwt ber/his perfo:r:manee

from the job itself, as it is more immediate and private than

rranager-supplied feedback. It increases the worker's feelings of personal

control over the work arrl avoids rrany of the potentially dis:ruptive

inteJ:P&SOllal prd:Jlem; that can develep through feedback fran the mmager.

'Ibis cba.'1ge sinply involves rarovirJg E!ldsting blocks that isolate the

worker f:am naturally occurrirJg data abcut perfo:r:manee. 'Ibis includes

establishing direct client relationships arrl trBking the worker, rather tlJan

external individuals, responsible for quality checks. Q.JaJ.ity control

shro1.d be placed close to the worker so that the worker does not regard it

as someone else's concern. Performance records shrold not only be

transmitted up in the organization, rot feeihack shro1.d be given to workers

in order that theY knai.' how well theY are perfOl:IllirB arrl what possible

iIlprove:rents theY need to rrake. As workers gain !lOre knai.'ledge of results,

errployee llDtivation, satisfaction arrl pnrluctivity shrold increase.

with the aid of the JDS am nonns, mmagers can thus diagnose jobs in a

specific organizatiooa1. unit arrl introduce chaIJges where reredial action is

required. By utilizing the above-nentioned guidelines, ll'BIlagerS can fonm1ate

action plans for change unique to the specific organizational ci=um:rt:ances

with which theY are faced.

6.3.2 EviQero:> of the validity ;mj !1"'C'B55itv of too CID I' ffrl §trntE'gy

An awlication of this job enrichrrent technology offers evidence of increased
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desirable perfCJmEIJCe and satisfaction results (Antbony, Perrewe, & Kaarar,

1999: 308-309). In this application of the Job Characteristics f<k)del

technology, sales jobs were :redesigned in the following nanner during a

train:ilJg session:

A. SIdll va:riety. The salespeople were asked to try to think of and use:

(a) different selling approaches,

(b) Il£W rrerchaIrlislilg displays, and

(c) better ways of re=rd:i.ng sales and keeplilg reccn:ds.

B. '!ask identity. The salespeople were asked to:

(a) keep a persooal reern:d of daily sales volurre,

(b) keep a daily record of :rnmtJer of sales/custarErS, and

(c) rra:rk off an iniividual display area that they considered their own and

keep it carplete and orderly.

c. '!ask significance. '!he salespeople were reminded that:

(a) selllilg a product was the basic overall objective of the store,

(b) the~ of the display area was irrportant to selllilg, and

(c) that they are "the store" to custarErS; they were told that coortesy and

pleasantness help I:llild the store' s :reputation and set the stage for

future sales.

D. }\J1UTlCJ!Y'. '!he salespeople were:

(a) encooraged to develc:p and use their own unique approach and sales pitch,

(b) allCMed freedan to select their own breaks and lunch tiIres, and

(c) encooraged to !!Eke Sl.lg3estions for inprovarents in any phase of policy

or c:perations.

E. FffiJlack fi:an the jd> itself. 8alespeople were:

(a) encooraged to keep personal records of their own sales and perfCJmEIJCe,

(b) encooraged to keep a sales/custaner ratio, and

(c) reminded that establ:ishir.g a goal LdffXJrt with custarErS is also a

success; they were told that if the potential custaner leaves with a

goal feelllJg abalt the store and its enployees, the salesperson has

been successful.

Both the salespeople's ftmctional (converslilg with custarErS, showing prOOucts,

hard] jog retunls, and so forth) and d¥sfimctional (socializlilg with co-=rkers

or visitors, idly standing aramd, being gone for no legitirrate reason)

perfCJmEIJCe bebavirnrs llDVed in the desired directions. JetJ satisfaction for

this graJp also increased. A control graJp of salespeople, with eveIything else
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the sallE except that they did not have their jobs redesigned, showed no change

in their performance behaviours. Thus, there is evidence that the job

characteristics technology can be applied practically with desirable

perfomance and satisfaction results.

Jd::> redesign tedmolO3Y has :Eurt:hentore been inplerented in a variety of work

settings. Hospital nurses (Joiner & Marram van Servellen, 1984) and

paraprofessionals in psychiatric facilities (Pc::t!ner & Streedback, 1974;

Q.ri.litch, 1975; KreitrJer, Reil & MJrris, 1977; Shook, Johnsan & Uhlm3nn, 1978;

Prue, Krapfl, Noah, Carman & Maley, 1980) have shaNn gains in satisfaction and

prcrluctivity foiloring jd::> redesign interventions. Goodstein (1988) stresses

the desperate need for jd::> redesign interventions specifically in the bankiIJg

sector and BaI:nabe and Bun1s (1994) advocate the use of the Jd::> Qlaracteristics

M:xjeJ. and interventions in the field of education.

Griffin (1991) investigated the long-term effects of jcb redesign on a :rnmber

of perceptual, attitudinal and behavian:al variables in the financial sector.

For 526 bank tellers, the job redesign intervention significantly altered

employee perceptions of job characteristics in the predicted and desired

directions. 'Ibese altered perceptions rarained at their new level for the

duration of the study. Attitudinal variables (satisfaction and camri.tnEnt) also

increased initially, rot then diminished to their initial levels. Perfonrance

sbcr.red no change after six m:m.ths, rot significant iIrprovarents after 24 and 48

months. Keily (1992) also shows that where employees did perceive an

inprovarent in jd::> =tent, they were likely to experience an increase in jab

satisfaction.

'The results of the a.u:rent study thus re-affinn the inportant role of nanagers

and hunEn resarrc:e practitiaoers in applying the afrr:e-rrentianed job enrichnEnt

technolO3Y. In so doing, the characteristics of jobs are changed in order to

address prablEm3 related to erployee darotivation, jd::> dissatisfaction and

rra.rg:inal perfomance.

6.3.3 Life fllncticnjrg am f'lPlqfEE assi.staoce m""dIiiES

'The results of the study also show that life functioning does not acca.mt for

significant annmts of Clltcane variance beyond the influence of the jd::>

characteristics. Life :functioning is thus not a ccnprehensive m:Jderator of all

the relationships between the job characteristics and the personal Clltcanes.
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'Ibis f:indiIJg, however, does not irrply that life functioning does not predict

internal '>lOl:k rrotivation, general joo satisfaction and grcMth satisfaction.

'Ibis study focussed on testing the llDderat= effects of life functioning on the

relationships between the job characteristics and the personal oo.tCCIlES and did

not focus on the direct = rrain effects of life functioning on the personal

oo.tCCIlES. 'l1le :result in essence treaIlS that it is not possible to significantly

and rreaningfully enhance the prediction of llDtivation and satisfaction by

incoJ::pcn:atin.:J the influence of life functioning into the exi.stiIlg set of five

joo characteristics. 'Ihi.s furthenrore irrplies that the above-llEntianed job

enrichrrEnt technology shalld not be "redesigned" to accamodate rreasures to

enhance the life functianiIlg of the individual. 'Ibis finding, however, does not

negate the possible direct effect of life functioning on llDtivation,

satisfaction and '>lOl:k perfo:rnance.

Over and above the positive c=relations rep:Jrted in the a.urent study (Table

5.5) between life functioning and the personal oo.tCCIlEs, the direct effects of

life functioning on the personal oo.tCCIlES and especially on '>lOl:k perfonrance

are well docurrEnted. watsan and Slack (1993: 199), f= exarrple, report that job

satisfaction is not only a function of varims characteristics related to jobs

and organizations, but also reflects llDre broadly the ongoiIlg lives of

individuals. 'l1ley furthenrore indicate that the best prediction of personal and

'>lOl:k oo.tCCIlES is achieved when both dispositional and envi=JnEnt:al variables

are included.

An exi.stin.:J strategy enployed by rranagers and humm resoo.rce practitioners to

enhance the quality of life functioning of '>lOl:kers entails intreXluciIlg e:rployee

assistance flltgLdlmES (E2\Ps) in the wmkplace. According to Pal:k (1992: 15)

E2\Ps are "a rrethcd of intervention designed to assir,t erployees with decliniIlg

WOIk perfonrance and to help restore them back to prcxjuctive wo:dcers". E2\Ps are

based on the philosophy that:

(a) po= perfonrance, job dissastisfaction and a lack of llDtivation in the

wmKplace are due to problems relatiIlg to the irrlividual's life ftmctioning

originatiIlg in both WOIk and nan-WOIk darains, f= exarrple, alcohol = drug

ahJ.se, family = other personal problems, and;

(b) if these problems are dealt with, perfomance, satisfaction and rrotivation

will be restored and wo:dcers will enjoy a quality of YiOrldife that will

benefit both the in:iividual and the organization.
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Ehployee assistance prcgranues were originally developed in response to the

grcmin} prciblem of alcohol and drug arose in the ~lace. Tojay EAPs have a

nuch broader and rrore eatprehensive awroach in order to help enployees address

other intra- and interpersonal problEmS, reganlless of their origin, which rray

irrpact workers' perforrrance on the jd::J. Accordirlg to carrell, Elbert and

Hatfield (1995: 597), the general philosophy of an EAP is the belief that while

the enployer has 110 right to interfere in an enployee's persanal life, it does

have the right to set perforrrence standards and to introduce sanctions when

those standards are not IlEt. It is for this very reason that enployers offer a

greater incentive for enployees to seek treat!lEIlt than a spalSe, family or

frieros (SChultz & Schultz, 1994: 387).

Beach and Martin (1995: 23) indicate that professionals concerned with EAPs

nust consider the rrental and physical health of enployees within the broader

context of the social influences and patterns of social relationships that stem

fron woIk and hare. 'They state that EAP professionals need to confront the

infomation abalt the potentially ccnplex way that family experiences, work

experiences and other psycho-social factors can influence workers and suggest

new expanded intervention and prevention strategies that will benefit both

enployees and enployers. Rivers' (1993) investigation of traurratic incidents

within a IlEtrqJolitan police f=e provides an exanple of such an EAP.

The current growth in carpany EAPs stEmS fron the fact that they irrprove

carpany profitability by reducing tardiness, accidents, absenteeism, turnover

and IlEdical clairrs. The recovery rate of EAP participants is three t:i.rres that

of the general pililic (carrell, et: aL, 1995: 597). 1his coild be att:r:iblted

to:

(a) the identification of problEmS early in their developrent;

(b) the use of positive and negative enployer reinforcarent to llDtivate

erployees to contimle EAP participation; and

(c) EAP follow-up llOl1Otoring to minimize relapse prdllEmS.

The above references reflect the positive cant:rihltion of EAPs in enhancing the

overall life :functioning of individual workers, with associated organizational

and persanal benefits.

6.3.4 OTrlusicn

The results of this study and other p.Jblished research highlight the irrportanee
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of utilizing jcb enriclnent technology to Lately problBl5 in the world of wm:k

relating to marginal performance, employee demotivation and job

dissatisfaction. 'Ibis technology offers:

(a) A model (the Jcb OJaracteristics M:Jdel) that enables the rranager to

uOOerstarxi which cooditions in the WI:lLkplace will get waLkers to experience

WOLk m:Jtivation and jcb satisfaction, and render prcx'luctive perfOLtll3I1Ce.

(b) The JDS (Jcb Diagoostic SUrvey), which represents a e:atprebensive set of

IlECISllrEnEIlts with which the rranager can diagnose the status quo of his/her

organizational unit; jcb enrichlrent is done on the basis of data abalt

jobs.

(c) The results of studies which seLVe as nomative data (Boonzaier &

Boonzaier, 1994). 'Ihis enables rranagers to eat'QaIE their diagnoses with

= and to identify critical discrepancies.

(d) A set of action steps base:l on the IIDdel and accarpanying JDS which enables

rranagers to fonrulate action plans to address discrepancies and guide the

:redesign of waLk, as well as strategic guidelines for selecting which

implementing concepts are likely to be m:JSt berieficial in a given

situation.

The evidence presented indicates that this tec1=logy is not llEL'e1y defensible

rot a priority in OLder to address conterporary rranageIEnt issues in the

woLkplace. In fact, trade unions cught to welcare the irrplerentation of this

technology as their members benefit first and foremost by personally

exp:rienc:i:IJg their jobs as nore satisfying and rreaningful. However, the results

of this study indicate that until the direct effects of life fimetioning on

personal and WOLk cutcares are erpirically clarified, the inclusion of measures

to enhance the life functioning of waLkers cannot be justified as part of job

enriclnent technology.

6.4 EVAIDATICB OF 'IHE SIWY m> IMPLICA'l'ICHl RE 1'UIURB llliSEARCH

several llEthOOological aspects of the present study distinguish it fron other

studies on job redesign and llErit erphasis.

Firstly, an evaluation of all the variables and the relationships between the

variables of the Jcb OJaracteristics M:Jdel was CCXJducted base:l on available

empirical studies. Shortc:an:ings of the m:Jdel were subsequently collated.

Previcus studies (refer OJapters 2 and 3), however, focussed on a limited rcmge

of variables am;or relationships between variables of the m:Jdel.
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SecarJdly, the accurrulated arpirical evidence relatillg to the nodel. includes no

effort to revise the rrcXlel carprehensively. This study plIpOSed to revise the

nodel. in accordance with all the noted drawbacks and to test the prqlOSed

refinarent arpirically.

'Ihinlly, the nodel. itself and studies relatillg to the nodel. focus only on

wrn:k-related person and envi=Jtrent factors as m:xJerators of the specified

relationships. 'lbe current investigation erpirically tested a carprehensive

troderat= variable encarpassillg both wmk-related and r=-wrn:k-related person

and envimrnEnt characteristics.

Fourthly, previms studies utilized the =iginal fomat of the JDS = the

partial revision as proposed by ldaszak and Drasgow (1987). 'lbe present

analysis yielded a total revision of the JDS based on the dirrensianality of the

revised nodel. and the guidelines fron previms research.

Fifthly, a systematic stratified raIJdan sanple was drawn fron organized

ilJdust:J::y in the broader cape Town area, thus representillg a heterogeneous

sanple. '!his is cantraJ:y to llEIlY other j 00 redesign studies where sanples were

clustered within specific carpanies = even within a specific cluster of joo

categories .

This study p.n:posed to revise the Joo Qlaracteristics M:Jdel. In so doillg,

certain shortcan:iIJgs and limitations of the study surfaced and consequently

directions f= future research are suggested:

(a) The model was revised c:antEl1SUIate with available data fron existillg

erpirical studies. This revision of the nodel. was then itself tested

errpirically. Consideration call.d also, :tJowever, have been given to a

rrethcdology whereby the proposed nodel. caD.d he evaluated statistically

against the =iginal nodel.. Wall, Clegg- and Jackson (1978) applied such a

methodology by subjecting two alte=ative versions of the Job

Qlaracteristics M:Jdel to path analysis. M.mz, IfuelS1El1, Konold and McK:inney

(1996) also assessed different nodel. irIproverEnts in like rranner by

calculatillg chi-square differences between carpetillg nodel.s. A:ili.tianally,

CCIl'parative fit in::lices (CFIs) and root rrean squared residuals (RM3Rs) were

calculated and carpared to specific staroards f= acceptable fit. FUture

researchers call.d explore the rrerits of these rret:hcrlologies when expl=ilJg

further revisions of the Joo Qlaracteristics M:Jdel.
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A further met:bOOological shortcaning is cantailJed in the erpirical studies

on which the current revision of the nroel was based. In substantiation,

Baron and KemJy (1986) refined the distinction between m:XIerator and

mediator methodologies in social psychological research because llEIlY

studies were using these two te= and corresparxli.ng statistical techniques

inten::bangeably with confusing consequences. As the current revision of the

nroel is based on such ];XJSsible coofoonding studies, future studies sboold

];XJSsibly refocus on the lIEdiating effect of psychological states and the

m:XIerating effect of grcMth-need strength when testing the variables and

the relationships between the variables of the m:Jdel.

(b) Interrelationships arrong variables of the revised m:Jdel were tested at a

specific tine. 'Ibis cross-sectional or "snapshot" analysis does not grant

the CfPJrtunity for the dynamic influence of a change in any one or rrore of

the job characteristics to in fact rranifest over tine in the worker's

experienced satisfaction with her/his job. By assessing the different

variables and relationships between variables of the m:Jdel over an extended

period of time, researchers llBY lea= rrore aboot causal patterns arrong the

variables. Griffin (1991) did, however, rrake a cantri1::ution to addressing

this gap in the research literature by examin:iIJg the effects of job changes

on specified cutcares over inteIVa1s of 6, 24 and 48 m:ll1ths. Wright and

Staw (1999) also conducted two longitudinal field studies, one over fcur

tine periods and the second over two time periods. '!hese latter studies

focussed on the relationships between rreasures of affect and supervisory­

perfomance .ratings. Barring these afore-mentioned studies thcugh, further

longitudinal and experimental research shoold be conducted relating to Job

Characteristics M::del develc:p:rent:. Investigations of interactions, over

time, between person and situation characteristics and their relationship

to work cutcares are inportant for future researc'l endeavrors.

(c) '!he five-factor subjective self-LEfXJLt job characteristics rreasures of the

revised JDS were used as iOOependent variables in this study. Researchers

like zaccaro and Stone (1988) indicate support for an expanded set of

erpirically-based measures of the job characteristics, thus not relying

only en a priori fomulations as was the case with the current study. T.3ber

and 'Iaylor (1990: 495) recamerrl as follows: "klditional measures shoold be

develc:ped that assess rrore job characteristics, that assess them rrore

objectively, rrore reliably, and rrore specifically. n Further enquiLy into
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the factor structure of the job characteristics (using the LISREL prcyraIllte

suggested by Harvey, Billings & Nillan, 1985), the nature of the MPS, and

the subjectivity of the job characteristics are indicated and coo.ld benefit

cu=ent job enrichrrEnt techno1cgy.

(d) Internal wcn:k llDtivation, general job satisfaction and growth satisfaction

were included in this study as dependent variables. Evidence cited in

section 6.3.3 indicates a direct link between problaratic life functioning

(which necessitates El\P interventions) and specifically wcn:k perfOIllEIlCe.

Further studies relating to Job OJaracteristics M:del developrent sha.1ld

include the influence of perfo:mance rreasures as a dependent variable.

Also, the direct influence of errployee assistance pl:cyrdlmes on wcn:k

behaviour needs to be further explored. 'Ihese develClplEIlts will naturally

lead to the direct testing of the non-work/work spillover hypothesis

suggested by Cohen (1997: 1515) within the confines of the Job

Olaracteristics M:del.

(e) '!he irrpact of life functioning on the three dependent variables (internal

wcn:k llDtivation, general job satisfaction and growth satisfaction) was

only viewed in conjunction with the influence of the five job

characteristics. Life functioning was introduced into the regression

equation only after the five job characteristics. Interesting findings

might erne to the fore if life functioning were to be entered first. Also,

studies on the influence of the separate direct effects of life

functioning and the job characteristics on llDtivation and satisfaction

coo.ld further clarify whether a worker's intention to resign can be better

predicted by assessing non-work sa.=es of satisfaction in addition to job

satisfaction variables. 1his wculd, for exarrple, inpact on job selection,

plaC6lErlt and transfers in that non-job features like satisfaction with

recreational wtlets, local lifestyles, hwsing andLgetents, day-care

centres for children and rredical services wculd need to be considered in

conjtmetion with job-related issues. '!he llEthcx:blcgy erployed by M:lrri.son

(1996), in exam:ining the effect of a five-factor llDdel of personality,

subjective well-being, and various job characteristics on franchisee job

satisfaction, nay prove useful in guiding future research in this regard.

(f) A paucity of studies exists where the inpact of actual changes to job

characteristics on wcn:k llDtivation, job satisfaction and work perfo:mance
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are evaluated. In South-Africa, Boonzaier ani Boanzaier (1994: 104)

adm:instered the JDS to trore than 6000 enployees ani inplerented enrichrrent

principles in mganizational change projects, !:ut withoot assessing the

subsequent inpact of these changes. Ni:> other arpirical research. exists

which deals specifically with the treasured success of job enrichrrent

interventions on personal and work outcomes within South African

mganizations .

(g) future research shrold also focus on affective states (f= exanple positive

ani negative affect, ani rroods) within the confines of the rrodel. Affective

states rray influence the way in which wm:kers perceive woIk enviranrrents

ani danillant trOCd states rray influence bow workers describe their jobs.

Also , affective states originating ClltSide the daIain of woIk cwld

possibly directly influence bow job characteristics are perceived ani also

influence trore global perceptions of wo:rk, for exanple job satisfaction ani

work motivation. It is plausible that individuals may thus have

successfully adjusted to the negative aspects of their woIk experiences by

carpensating in the non-wo:rk daIains of life. Attarpts at redesigning these

jobs based an their perceptions of job characteristics only tray be an

urmeeessary ~e.

(h) EUrther wo:rker ani woIk enviranrrent variables need to be identified,

defined and examined as possible mediators and moderators of the

relationships betwen the job characteristics ani Clltcares. 'These variables

shrold be chosen on a sound theoretical basis. Efforts sboold also include

the re-examination ani llDdification of current Job OJaracteristic Mcdel

variables, f= exanple psychological states, GNS ani wo:rk enviranrrent

characteristics. Relationships between personality an::l TlDtivatian could

also be established. C1.lrrent research. relatinq to the effect of a five

factor model of personality (MJrrison, 1996), positive affect (M.mz,

Huelsman, Konold & McKinney, 1996), negative affectivity (Hochwarter,

zellars,~ & Harrisan, 1999) ani dispositional affect (Wright & Staw,

1999) an jd:> characteristics and woIk TlDtivation ani satisfaction provides

exanples of such develcprEIl.ts.

6.5 Sl:MlI\RY OF THE SIWY

'The Job OJaracteristics Mcdel is widely accepted as a conceptual tool f=

addressing problems related to arployee darotivation, dissatisfaction ani
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rrarginal perforrrance. 'ItJe validity of the Job QlaIacteristics M:xlel (Hackrran &

O1.dham, 1980) was assessed by :reviering relevant studies of the rrodel. 'ItJe

:review and evaluation are based on studies testiIlg the variables and the

relationships between the variables as cont:a:iIJed in the m:xJel.

The reviewed evidence confirmed that the dimensionality of the job

cbaracteristics is best represented by the five-fact= solution as Prq;lOSed by

the rrodel. 'ItJe subjective self-report m:asures of the five job characteristics

as fomulated by the tbeory and m:asured by the revised Job Diagnostic survey

(JDS) were also ~ed. NJ evidence was famd for the rrultiplicative

M::ltivatiIlg Potential Score (MPS), and as a result the use of a sinple additive

imex: of job carplexity is reccmrE11ded as the predict= of personal and work

ClltcarES. Strong arpirical~ etEIged for the relationships between the

job characteristics and the personal ClltcarES. M.lch weaker relationships

between the job characteristics and the work ClltcarES, however, rraterialized.

Results fail to support the rrediatiIlg effect of psychological states on the job

characteristics/outcomes relationships as specified by the mcdel. 'ItJe

postulated relationships between job characteristics and psychological states

were also not confirmed by e:rpirical evidence. 'ItJe =le of growth-need

strength, knowledge and skill, and work envi=JrrEnt characteristics, as

m.:rlerators of the relationships between job characteristics and psychological

states, as well as of the relationships between psychological states and

personal and work outCCIlES, was seriously questioned.

A =re parsirronious Job C1laracteristics M:xlel is consequently su~ed and a

camensurate revision of the JDS prq;lOSeci. 'ItJe construct life fimctioniIlg was

extrapolated fran pri= research conclusions and reccmrErrlations, and included

in the revised model as a moderator of the relationships between the

independent and dependent variables. 'ItJe revised Job C1laracteristics M:xlel

proposes internal work motivation, general job satisfaction and growth

satisfaction as dependent variables and the five job cbaracteristics (skill

variety, task identity, task significance, autonomy, and feedback) as

indeperdent variables. FUrtbenlDre, the revised m:xJel postulates that the

presence of the five jro characteristics detenn:ines the experience of the three

personal outcomes. The effectiveness of this revision of the Job

Olaracteristics M:xlel was tested e:rpirically by detemrining:

(a) whether significant anounts of variance in the dependent variables were due

to the job characteristics, and



145

(b) whether -life functioning accamted for significant arromts of artcare

variance beyaOO. the influence of the jcb characteristics.

A systeratic stratified raIJdan sarrp1.e of 201 arp1.oyees positioned in organized

= and iOOustry in the greater cape Town area was dIawn. Respcnjents

provided data based on two questiormaires, narrely the revised JDS and the Life

Functioning Q.Jestic=aire (m:!). Trained field-TNOrl<ers conducted stmctured

interviews with respondents whereby the JDS was carpleted for each arployee and

respondents afterwaros carpleted the LFQ tharEelves.

Hierarchical 1!Ultiple regression analyses of the data confinred strarJg support

for the relationships between the jcb characteristics and the personal

artcares. Life functioning, however, did not accamt for significant anomts of

artcare variance beyond the influence of the jcb characteristics, and is thus

not a comprehensive moderator of the relationships in the revised Jcb

Qlaracteristics M:rlel. The irrplications of the study for lll3IJa9EfiEIlt and hurran

resource practitioners are disOlSsed and a hurran sciences technology for jcb

enrichment interventions is presented as a priority in order to acXIress

contemporary management issues in the workplace related to employee

darotivation, dissatisfaction and rrarginal perfomance.
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APPENDIX A
The Revised Job Diagnostic Survey

The Job Diagnostic Survey is used to diagnose jobs and how people react to them The questionnaire is usefuI io determioiog how
jobs can be better designed, by obtaioiog iofonnation about how people react to differentkinds ofjobs.

On the followiog pages you will find several different questions relating to your job. Specific iostroctions are given at the start of
each section. The questions are designed to obtaioyour perceptions of your job andyour reactions to it There are no trick
questions. Your iodividnal. answers will be kept completely confidential. Please answer each item as honestly and fumkly as
poSSIble.

Thank you for your co-operation.

SECTION ONE

This part of the questionnaire asks you to describe your job, as objectively as you can.

Please do notuse this part of the questionnaire to show how much you like or dislike your job. Questions about that will come
later. Instead, try to make your descriptions as accurate and as objective as you possibly can.

A sample question is given below:

A To what extent does your job require you to work with mechanical equipment?

l---2--~3----'11---5--~6,---'7

Very little; the job requires
almost no contact with
mechanical equipment of any
kind

Moderately. Very much; the job requires
almost constant work with
mechanical equipment

If, for example, your job requires you to wOIk with mechanical equipment a good deal of the time - but also requires some
paperwork - you might iodicate a number 6 on the separate answer sheet

Ifyou do not understand these iostructious, please ask for assistance.

1 How much autonomy is there in yourjob? That is, to what extent does your job permit you to decide on your own how to go
about doiog the work?

l---:2---3---"';11---5--~6,---7

Very little; the job gives me
almost no personal "say" about
how and when the work is
done.

Moderate autonomy; many
things are standardised and not
under my control, but I can
make some decisions about the
work.

Very much; the job gives me
almost complete
respoUSlbility for deciding
how and when the work is
done.

2 To what extent does your job involve doiog a "whole" and identifiable piece ofworlt! That is, is the job a complete piece of
work that has an obvious beginoiog and end? Or is it only a small part of the overall piece of work, which is finished by other
people or by automatic machines?

My job is a moderate-sized
"chunk" of the overall piece
of work; my own
contnbution can be seen in
the final outcome.

1---2---3----41---5----<6----"7
My job is only a tiny part of
the overall piece of work;
the results of my activities
cannot be seen in the final
product or service.

My job involves doiog the
whole piece of work, from
start to finish; the results of
my activities are easily seen
in the final product or
service.
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3 How much variety is there in your job? That is, to what extent does the job require you to do many different things at work,
using a variety of your skills and talents?

1---:2---3-----'41---5--~6)_----'7

Very little; the job requires
me to do the same rontine
things over and over again

Moderate variety. Very much; the job
requires me to do many
different things, using a
number of different skills
and talents.

4 In general, how significant or important is your job? That is, are the results ofyour wOIk likely to significantly affect the lives
or well-being ofother people?

1---:2---;3---44---:5'----<6---'7

Not very significant; the
outcomes of my work are not
likely to have important
effects on other people.

Moderately significant. Highly significant; the
outcomes of my work
can affect other people
in very important ways.

5 To what extent does doing the job itselfprovide you with information abont your work performance? That is, does the actual
work itselfprovide clues abont how well you are doing - aside from any "feedback" co-workers or supervisors may provide?

1---2---3----'41---5---<6,---'7

Very little; the job itself is
set up so that I could work
forever withont finding out
how well I am doing.

SECTION TWO

Moderately; sometimes
doing the job provides
"feedback" to me;
sometimes it does not

Very much; the job is
set up so that I get
almost constant
"feedback" as I work
about how well I am
doing.

Listed below are a number ofstatements which could be used to describe a job.

Please indicate whether each statement is an accurate or an inaccurate description ofyour job.

Once again, please try to be as ol:!jective as you can in deciding how accurately each statement describes your job - regardless
ofwhether you like or dislike your job.

Write a number on the separate answer sheet based on the following scale:

How accurate is the statement in describingyourjob?

1
Very
Inaccurate

2
Mostly
Inaccurate

3
Slightly
Inaccurate

4
Uncertain

5
Slightly
Accurate

6
Mostly
Accurate

7
Very
Accurate

L The job requires me to use a number ofcomplex or high-level skills.

2. The job is arranged so that I can do an entire piece of work from beginning to end

3. Just doin~ the work bv the job provides many chances for me to fi= out how well I am doing.
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4. The job allows me to use a number ofcomplex or high-level skills.

5. This job is one where a lot ofother people can be affectedby how well the work gets done.

6. The job gives me a chance to use my personal initiative andjudgement in carrying out the work.

7. The job provides me with the chance to completely finish the pieces ofwork that I begin.

8. After I finish a job, I know whether I performed well.

9. The job gives me considerable opportnnity for independence and freedom in how I do the work.

10.The job itself is very significant and important in the broader scheme of things.

SECTION THREE

Now please indicate how you personallyfeel about yourjob.

Each of the statemeuts below is something that a person might say about his or her job. Please indicate your own personal
feelings about your job by indicating to what extent you agree with each of the statements.

Write a number on the separate answer sheet based on this scale:

How much do you agree with the statement?

1
Disagree
Strongly

2
Disagree

3
Disagree
Slightly

4
Neutral

5
Agree
Slightly

6
Agree

7
Agree
Strongly

1. My opinion of myself goes up when I do this job well.

2. Generally speaking, I am very satisfied \\ith this job.

3. I feel a great sense of personal satisfaction when I do this job well.

4. I seldom think ofquitting this job.

5. I feel good and happy when I discover that I have performedwell on this job.

6. I am generally satisfied with the kind ofwork I do in this job.

7. My own feelings are generally affected by how welI I do in this job.
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SECTION FOUR

Now please indicate how satisfied you are with each aspect ofyour job listed below.

Once again, indicate on the separate answer sheet the appropriate number for each statement

How satisfied are you with this aspect ofyourjob?

I
Extremely
Dissatisfied

2
Dissatisfied

3
Slightly
Dissatisfied

4
Neutral

5
Slightly
Satisfied

6
Satisfied

7
Extremely
Satisfied

I. The amount ofpersonal growth and development I get in doing my job.

2. The feeling ofworthwhile accomplishment I get from doing myjob.

3. The amount of independent thought and action I can exercise in my job.

4. The amount ofchallenge in my job.

SECTION FIVE

Now please think ofthe other people in your organization who hold the samejob that you do. Ifno one has exactly the same
job as you, think of the job which is most similar to yours.

Please think abont how accurately each of the statements descn"bes the feelings of those people about the job.

It is quite all right ifyour answers here are different from when you described your own reactinns to the job. Often different
people feel quite differently abont the same job.

Once again indicate on the separate answer sheet a number based on this scale:

How much do you agree with the statement?

I
Disagree
Strongly

2
Disagree

3
Disagree
Slightly

4
Neutral

5
Agree
Slightly

6
Agree

7
Agree
Strongly

I. Most people in this job feel a great sense ofpersonal satisfaction when they do the job well.

2. Most people in this job are very satisfied with the job.

3. People in this job seldom think ofquitting.

4. Most people in this job feel good or happy when they find that they have performed the work well.
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APPENDIXB

LIFE FUNCTIONING OUESTlONNAIRE

The following questions are designed to obtain your perceptions of your functioning as an individual.
There are no "trick" questions. Your answers will be kept completely confidential. Only the
researcher will have access to your answers. Please answer each item as honestly and frankly as
possible.

Note that all answers must be indicated in the appropriate block on the SEPARATE ANSWER
SHEET.

This questionnaire asks you questions about your work, family, friends and personal life.

Answer each question by writing a number in the appropriate block on your answer sheet based on
the following scale:

YES 4

PERHAPS 2

NO 0

If, for example, your answer to a specific question is "perhaps", you must indicate a number "2" in
the appropriate block on the separate answer sheet. Please answer all questions. Do not leave any
blocks open.

Thank you.
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YES 4

PERHAPS 2

NO 0

WORK

1 Do you like the work you are doing?

2 On the whole, do you like the people you work with?

3 Do you feel you are doing the right kind of work?

4 Have you any really satisfying hobbies or interests outside work?

5 Have you enough opportunity for getting on in your work?

FINANCIAL

6 Do you live more comfortably than you did two years ago?

7 Are you able to save?

8 Do you feel at ease about spending?

9 Are you reasonably secure fInancially?

10 Doyoufalfinanciallys~ure?

FRIENDSHIP

11 Have you a close friend in whom you can confIde?

12 Outside your family, do you feel there are people who care about you?

13 Do you enjoy making acqnaintances?

14 Would you want your friends to turn to you with their problems?

15 Do you enjoy entertaining or treating people?

FAMILY

Fill in either section (a) or (b).

(a) (Single. widowed, divorced. separated)

16 When you look back do you feel happy about your childhood?

17 Did you have a s~ure childhood?

18 Did you feel that there were people in your childhood who really cared?

19 On the whole, do you think your childhood was a good preparation for adult life?

20 Would you want your family to turn to you with their problems?
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YES 4

PERHAPS 2

NO 0

(b) (Married or cohabiting)

16 Are you interested in your partner's hobbies and/or activities?

17 Do you discuss your financial, work or other problems with your partner?

18 Do you enjoy family life?

19 Do you feel that your partner understands you?

20 Do you feel that you understand your partner?

PERSONAL

Fill in either section (a) or (b).

(a) (Married or cohabiting)

21 Are you really satisfied with your marriage?

22 Do you feel that your partner really cares about you?

23 Does sex bring you much enjoyment in your marriage?

24 Do you like to be with children?

25 Can you relax?

(b) fSin!!le. widowed. divorced. separated)

21 Do you like being single?

22 Do you like the company of the opposite sex?

23 Do you like children?

24 Does sex bring you much enjoyment?

25 Can you relax?

ENERGY

26 Do you feel overworked?

27 Do you feel too tired to work?

28 Do you find that your mind is under-active?

29 Do you feel too tired to enjoy life?

30 Do you feel frustrated because you are prevented from doing things properly?
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YES 4

PERHAPS 2

NO 0

HEALTH

31 Do you have frequent headaches?

32 Do you suffer from aches and pains?

33 Is sex an unwelcome activity in your life?

34 Are you concerned about your health?

3S Is your imagination painful to you?

PERSONAL INFLUENCE

36 Do you often feel disappointed by people you trust?

37 Do you often find that people like being hurtful to you?

38 Do you feel that circumstances are often against you?

39 Do you fmd that people are often against you?

40 Would you like to have more power and influence?

MOODS

41 Are you at times very depressed?

42 Do you often feel vaguely insecure?

43 Do you feel unduly guilty at times?

44 Do you ever wish you were dead?

4S Do you find that people are often unappreciative of your efforts?

HABITS

46 Are you inclined to drink too much?

47 Do you take drugs or medicines to help you to relax?

48 Do you tend to get over-active or over-excited?

49 Do you tend to eat too much or too little?

50 Are you driven to do things which cause trouble to yourself or others?
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BIOGRAPIDCAL INFORMATION

For each question, choose the applicable alternative and write the corresponding code in the

appropriate block on the separate answer sheet.

QUESTION NUMBER ALTERNATIVES CODE

1 Male 1

(Gender) Female 2

Under 20 1

20-29 2

30-39 3
2

440-49

(Age) 50-59 5

60 or older 6

Below Standard 8/Grade 10 1

3
Standard 8/Grade 10 2

Standard lO/Grade 12 3
(Qualifications)

DiplomalDegree 4

Hililier Diploma/Honours 5

Masters or higher 6

Eng 1

4 Air 2

(Home Language)
Other 3

Less than 4 years 1

5 4 to 10 years 2

(Years Service)
More than 10 years 3
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177 ~CAPE nCHNIKON

Dear Sir/Madam

TO WHOM IT MAY CONCERN

HUMAN RESOURCE SURVEY: FIELD-WORK PROJECT

The student from the cape Techn:ikan who has approached yw is rnrrently doing
the second year of the course in Human Resource Management. This course
specifically facilitates the development of expertise and practical skills
associated with human = management functions. The learning objectives of
this human resource survey field-work assignment are:
* To develop interpersonal and interviewing skills;
* To gain exposure to psychometric instruments and the administration

thereof.

'I'hralgh a process of random Selection, both your organization (by way of a
computer-generated random sample) and ya.rrse1f (by virtue of the first letter
of your surname) were chosen to participate in this survey.

The Cape Technikon is dedicated to training skilled human resources for the
benefit of canmerce and industry, the community, and the state. By affording
this student the opportunity to develop job-related skills, you will
meaningfully cootribute to the relevant and p:racticaJ tra:in:ing of our diplomats
and graduates.

Specifically, you are requested to:
* Grant. the student an oppottun:it:y to conduct a structured interview whereby

questions will be posed with regards to your jcb and the way you feel about
your job. (The questionnaire used is internationally the most
widely-administered index of job satisfaction.)

* Corrplete a confidential life functioning questionnaire in your own time.
* Evaluate the student on the field-worker feedback form, according to

specific criteria.
* Place the completed answer sheet, life functioning questionnaire, and

field-worlcer evaluation fonn in the sealed envelope to be collected by the
student at an appointed time (and to be given to the lecturer conce=ed).

Your right to privacy, protection from any form of abuse, and dignity of
treatroent are acknowledged and confidentiality of informatian is guaranteed. No
names are requested on either questionnaire. Yoor responses will only be
tabulated bY the researchers piloting the survey. tio one within your company
wll1 see your cornmeot:aIY. The data is only as valid as you make it, and your
candmr in responding is sincerely appreciated. The Cape Technikan researchers
wll1 gain an improved understanding of employee needs in the Weste= Cape and
how to enhance the levels of mcti.vatian and satisfaction of employees. Do have
the liberty to direct any queries regcu:di.ng this survey to the above address.

Thank you for the courtesy of your assistance.

Billy Boonzaier
Lecturer: Human Resources Management
JUNE 1.999

PO Box 652 Cape Town 8000

Keizersgracht, District Six

Telephone 2721 460 391!

Facsimile 27 21 460 3695

e-mail cos:masIU@ctec:J.ac.za



FIELD·WORKER FEEDBACK FORM

NAME OF FIELD-WORKER: STUDENT NUMBER: DATE: _

To be completed confidentially by the respondent and returned In the sealed envelope provided to the field-worker when (s)he collects the confidential.

questionnaire.
Please rate the field-worker according to the following criteria by placing a V In the appropriate box.

INTRODUCTION Outstanding Good Fair Unsatisfactory Weak

1.
2.
3.
4.
5.
B.

7.
11.

~.

Was punctual
Introduced him/herself
Explained why you specifically were approached
Handed you a leller of Introduction
Emphasized your anonlmlly In the research process
Explained the procedure clearly (I.e. the structured Interview as well
as the confidential questionnaIre)
Was successful In gaining your commitment to participation
Made arrangements to personally collect the confldenllal
questionnaire
Thanked you for participating In the survey.

1.

2.

3.

4.

5.

6.

. 7.

8.

9.

STRUCTURED INTERVIEW

10. Was well-prepared
11. Displayed a professional atlllude
12. Presented a professional appearance
13. Did not waste your lime
14. Spoke clearly
15. Could answer any questions that you had

lELEVANT PERSONAL QUALITIES

6. Pollle
7. . Friendly
6. Understandable
9. Organized
O. Competent

10.

11.

12.

13.

14.

15.

16.

17.

16.

19.

20.
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