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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 formuiated 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. Resuits failed to support the mediating effect of psychological states on the job
characteristics/foutcomes 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 psycholcgical

states, as well as of the relaticnships 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 intemal 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 detemmines 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 accounted 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 Life Fu ictioning 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. Life 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 & human sciences technolagy for job enrichment interventions is
presented as a priofity in order to address contemporary management issues in the workplace
related to employee demotivation, dissatisfaction and marginal performance.



CEAPTER 1
INTROMCTTON

1.1 INTRODOCTION AND BACKGROUND TO THE PROBLEM
Huran rescurces management can be succinctly described as the process through
which an optimum £it is achieved between the employee, jcb, organization, ard
emvirarment so that employees reach their desired lewvel of satisfaction and
performance and the organization meets its goals (Hall & Goodale, 1986, cited
in Gerber, Nel & Van Dyk, 1998: 11). Increasingly, human resources management
is being recognized as the most vital practice of any organization in order
that business goals and campetitive advantage be achieved (Noe, Heollenbeck,
Gerhart & Wright, 1997: 6). Managing pecple is a central concern of every
manzger in every organization (Milkovich & Boudreau, 1997: 9). In most cases,
corporate armmual reports state that pecple are an organization's most important
asset (Bamey & Wright, 1998: 31). As the senior human resources maenager of
Toyota states:
Pegple are behind our success. Machines don't have new ideas, solve
prcblems, or grasp opportunities. (nly pecple who are involved and
thinking can make a difference.... But how pecple are utilized and
involved varies widely from one campany to ancother. The workforce gives
arny comparny its true campetitive edge (Dessler, 1997: 18).

Rapid changes are currently occurring in the field of lhuman resources
managament. Trends like tecdimological immovation, globalization and the shift
from memufacturing jobs to service jobs are wodifying the ways in which
crganizations need to be menaged. These trends impact upon the management of
humen resources as jobs in turn require empowerment, in the form of delegated
decision weking, rather than autocratic, restrictive supervisory practices
{(Dessler, 1997: 12-13; 312). Kruger, Smit and Le Roux {1996: 249) regard it as
unacceptable to be an autocratic manager and to hamper the creativity of the
workforce. They furthermmore underscore the importance of motivating employees
and encouraging them to make decisions and take respomsibility in the
workplace.

Furthermore, these trends necessgitate a multi-skilled worker able to meet the
c¢hanging demands of jobs, the nature of which now require a broader skills
repertoire than previously. (A case in point is the camputer literacy now



required of a disparate miltitude of employees.}

Managers and workers alike are thus experiencing rapid changes in the demands
posed by their respective jobs. Organizational behaviour is presently in a
state of tramsformation and emplovees are voicing their distress and grievances

collectively in order to establish and protect their rights and interests. The
resultant alienation of workers from their jcbs indicates that the work
experience of workers does not fulfil their needs and expectations and
cantributes only marginally to the leading of a meaningful life. There is thus
a growing gap between the work behaviour of enployees and the way in which they
are expected to pexrform by their enployers.

Gerber, et al. (1998: 8) regard poor work motivation and job dissatisfaction
as significant plights in many South African organizations. These symptars are
manifestations of specific hmmen resources prablems existing in South African
workplaces, the sericusness of which warrents attention and interventiom
(Gerber, Nel & Van Dyk, 1995: 536-537). These human resources problems include
inter alia low labour productivity, labour tmrest and strikes, as well as
high absenteeism and labour turmover. South Africa's lumen resources problems
are, in part, due to jcb alienation and workers' dissatisfaction with their
quality of work life, including lack of recognition, uminteresting work, poor
relationships with colleagues, isoclation because of working on their own, and a
lack of meaningfulness because employees experience no sense of fulfilment fram
the goods they produce or from the services they render (Gerber, et al.,
1995: 283). This creates a misfit between workers and jcbs and places a premium

on using appropriate methods to establish and maintain a motivated and
satisfied woriforce.

To address these problems, trade union leaders, goverrment officials and
corporate executives are tending towards workplace reforms embodied in what is
currently known as work humanization, or alternatively, as the new industrial
relations or quality of work life (QWL). Armstrong (1996: 389) recomends that
improvements in organizational effectiveness and the gaining of a campetitive
edge are best achieved by altering people menagement practices from a "cantrol®
to a "quality of working life" strategy aimed at satisfying the organization's
goals and simultanecusly supporting the development of its pecple. According to
Mirvis and Lawler (1983, cited in Kemp, 1994: 176) a quality of work life
strategy requires a QWL enviromment that:



(a) draws, develops and pramctes arployees;

{(b) provides workers with job enrichment;

(c) provides opportunities for participatory management;

(@) espouses fair treatment and lends itself to a safe and secure work
experience;

{e) strives for equitable compensation and benefits with accompanying stable
employment.

A quality of work life strategy is based on the assumpticons that employees
support what they help to create, that they strive to make a positive
contribution to orgenizational goals, and that they are respansible when
treated as mature adults (Kamp, 1994: 175).

Creating a synthesis of employers’' and employees' goals to foster motivation,
satisfaction and work performance is becaming a key practice of contemporary
human resources wanagement . Job redesign has been proposed as a human sciences
technology to address the problem of demotivation, dissatisfaction and marginal
performance in the workplace. Hackman (1980: 445), Armstrong (1996: 388) as
well as Gerber, et al. (1998: 232) regard jcb redesign as a method to improve
the quality of employees' work life. Job redesign technology can be utilized as
a human resources strategy to structure jcobs in such a way that they possess a
greater motivational and satisfaction value in order to meet both
organizational and worker dojectives simultaneously. Jdo redesign can tius be
eployed to effect optimal worker-job fit by enriching specific elements, or
characteristics, of jdbs.

1.2 BRIEF AQCOONT OF THE HISTCRICAL DEVELODMENT OF JUB REIRESIGN THECRIES

Over the years, as management science relating to jcb redesian has develcoped,
it has given rise to various tecimologies aimed at producing soluticns to the
worker-job fit (or misfit) problem, thus alleviating humen rescurces prablems
by increasing the performance, motivationm and satisfaction of workers. In the
early 1900s Taylor had a tremendous impact on industrial society through the
advent of the scientific management approach which viewed workers purely as
econamic entities. Taylorism is regarded as a management approach which sought
to determine, scientifically, the best methods for performing a task, and for
selecting, training and motivating employees. Taylorism saw productivity
increase initially, but authoritarian work milieus and fragmented jcbs bred
resistance and discaontent, and the principles of Taylorism were ultimately



condamed as being inmmane (Walters, 1975: 16; Stoner & Freeman, 1992: 33).

The inadequacies of Taylor's approach gave rise, in the 1930s, to the human
relations schoal which addressed workers' recognition and social needs by
focusing on interpersonal and group dynamics. However, this management approach
came to be regarded as no less manipulative than Taylorism because both
strategies aimed at securing worker campliance to mansgement authority.
Managers attempted to motivate and keep workers satisfied by making them feel
important and useful. Attention centred on the fimctioning of small groups, a
sensitivity towards workers, and on sharpening the interpersomal skills of
managers. The basic ingredient that was, however, not addressed, was an attempt
to enhance the nature of the job itself (Steers & Porter, 1991: 17).

Herzberg (1968) then heralded in a new, mmanistic management approach by
proposing a set of factors, closely related to the intrinsic nmature and content
of the work done, that tend to motivate pecple to improve their performance,
thus resulting in increased jdb satisfaction. The basic premise of this
agproach holds that fundamental changes in the nature of the jdb are required

if the experience of work is to be conducive to worker motivation and
satisfaction.

The 1970s and 1980s produced a mmber of landmark studies which elaborated on
Herzberg's philosophy. The latest approach to understanding worker-jcb
relationships is known as the job characteristics theory. This theory has
subsequently been embodied in the Job Characterstics Model (Hackman & Oldham,
1980}, which is considered the most influencial model guiding research on the
nature, or characteristics, of jobs (Joms, Xie & Farngy, 1992: 658). "The most
well known and widely discussed theory of job re-design is the Jdb
Characteristics Model of Hackmen and his colleagues" (Relly, 1992: 754). The
Job Characteristics Model attempts to provide a systematic exposition of how
the interaction between the nature of the job (that is, the job
characteristics), the nature of the job enviroment, and the nature of the
worker influences the mctivation, satisfaction and effectiveness of the worker.

The Jcb Characteristics Model, as am immovation in the management of knman
rescurces, sparked a plethora of intermatiomal research. Local research, too,
has egtablished the applicability of the model for use in Sauth African
Oorganizations (Boonzaier & Boonzaier, 1994). This led to the acceptance of the



Job Characteristics Model as a conceptual basis for addressing problems related
to performance, motivation and satisfaction, and utilizing the accompanying Jab
Diagnostic Survey (JDS) as a management tool to:

{(a) diagnose jobs considered for redesign in order to establish their current
capacity for stimulating wmotivation, satisfaction and effective work
performance;

(b} identify those specific jcb characteristics that are most In need of
enrichment, based on the diagnosis in (a) above;

{c) assess the "readiness" of employees to respond positively to improved jdbs;

(d) implement action steps for redesigning jobs and enriching specific job
characteristics;

(e) evaluate the effects of jdb redesign interventions on the motivation,
satisfaction and effectiveness of employees.

Hmen sciences techmnology relating to the Job Characteristics Model has thus
beem utilized to address motivation, satisfaction and performance problems
caused primarily by shortcamings inherent in the nature of the job itself.

1.3 GOSSARY OF TERMS

This section provides a set of definitions to serve as a preliminary
clarification of terms used in this dissertation. Where the ensuing terms are
used, the following explanaticons apply:

* External environment cdharacteristics: Influences outside the organization
which are part of the individual's total life experience ard which tlus
influence work behaviour, for example: marital status, friendships, family
relaticnships and financial watters (Fried & Ferris, 1987: 311).

* Huren sciences tedhmology: The practices and methods of doing, making and
inplarentingbasedmhmansciencestheozyinordertoinpmveqmﬁtyof
life (Prinslco, 1993: 4-6).

* Bamenism: The school of thought in psychology which views pecple in an
optimistic 1light and focuses on self-direction, growth and
self-actualization, and where emphasis is placed on the present and the
future rather than on the past (Nevid, Rathus & Greene, 1997: 18).



* Job characteristics: Those components of a task vwhich determine the

motivation and satisfaction potential of a task, namely skill variety, task
identity, task significance, autonomy, and feedback, as defined individually
and inciuded in Section 2.2.3.2.

Jdo Characteristics Model: The Hackmen and Oldham (1980: 90) wodel which
explains work behavicur as the result of the relationships between job
characteristics, worker characteristics ard work envivamment characteristics.
This model is explained comprehensively in Section 2.2.3.2.

Jcob redesign: Those activities related to changing specific jcbs or
interrelated job systems for the purpose of improving the quality of workers!'
job experiences as well as their work-related productivity (Armstrong, 1996:
379).

Life functioning: The overall functioning of the individual in all the
dorains of her/his life, being a function of the interaction between the
characteristics of the person and her/his total envirament (Van Zyl, 1986:
46-48) .

Moderatar varisble: A qualitative or quantitative varigble which exerts an
influence on the relationship between an independent and a dependent
variable and which will accomt for significant amomts of variance in the
dependent varishle beyond the contribution of the independent variable (Baron
& Fermy, 1986: 1174).

Motivation: The degree to which an enmployee is self-pramted to perform
effectively on the jcb; that is, the employee experiences positive internal
feelings when working effectively on the job, and negative intemal feelings
when doing poorly (Hackman & Oldham, 1974: 6). When a person carries <ut a
task because (s)he enjoys it, then this persocn can be regarded as motivated.
Mol (1990: 20) distinguishes motivation from movement, and regards movement
as the process by which employees are moved fram behind (e.g. with threats)
or from the front {(e.g. with incentives).

Parsimony, parsimmiocus: The principle that the best theoretical model
among all satisfactory models is that with the least mmber of parameters



necessary to accamt for the facts. Hence, more generally, the principle
which asserts that if it is possible to explain a rphenarenom equally
adequately in a mmber of different ways, then the simplest of explanations
(in texms of the mmber of variables aor propositions) should be selected
(Rose & Sullivan, 1996: 244).

Quality of work 1life ((WL): Levine, Taylor anxd Davis (1984: 81-104)

identify the following seven significant predictors of (WL, as reported by 64

Delphi panel wenbers representing 3250 amployees:

- degree to which superiors treat enmployees with respect amd display
confidence in their abilities;

- variety in daily work routine;

- amount of challenge in work;

- the degree to which present work leads to good future work opportunities;

- self-estean;

- extent to which life ocutside of work affects life at work; and

- the extent to which work contributes to society.

According to Gerber, et al. (1998: 230-231), quality of work life comprises

the following eight components:

- sufficient and fair compensation;

- safe and healthy working canditions;

- development of humaen resources;

- Security ard growth in the organization;

- social interaction;

- canstitutimnalisation in the work envirorment;

- total "lebensraxm"; that is to say, a balance between an employee's working
time and his or her family life; and

- social relevance of the jcb.

Satisfaction: The overall degree to which an emloyee is satisfied and
happy with the job as well as the degree to which an individual is satisfied
with opportunities for growth in the job (Hackmen & Oldham, 1974: 6).

Work behaviour: The behavicur of the worker in the work enviromment,
carprising both work and perscmal ocutcames, including work effectiveness,
intermal motivaticm, satisfaction with the job in general, and satisfaction
with oppcrtumities for growth as defined separately by Backmen and Oldham



(1980: 89-94) and elaborated upon in Section 2.2.3.2.

* Work enviromment characteristics: Those characteristics in the job
enviroment which influence work behaviour, namely satisfaction with pay,
security, co-workers, and supervisors, as stipulated by Hackman and Oldham
{1980: 86) and elaborated upm in Secticn 2.2.3.2 and Section 3.3.2.2.

* Worker characteristics: This firstly refers to the work-related
characteristics of the employee, namely the person's psychological states,
growth-needs and knowledge and skill, as contained in the Job Characteristics
Model (Kulik, Oldham & Hackmen, 1987: 282-283) and defined individually in
Section 2.2.3.2 and Section 3.3.2.1. Secoxdly, the termm includes the
non-work characteristics of the individual, such as interests in activities
external to the work situation, as referred to in Sectiom 3.5.2.

1.4 PROBIEM STETEMENT

When addressing motivation, satisfactiom and performance prcblems in the
workplace, human resources practitioners and managers require human sciences
technology which entails, firstly, a parsimoniocus theoretical model that
specifies when workers will be motivated to perform effectively and experience
job satisfaction; secondly, an accompanying diagnostic instrument(s) to
diagnose the status quo of a specified job or group of jobs; and thirdly,
action steps for the management of change.

The Job Characteristics Model of Hackman and Oldham (1980: 90) stimulated in
excess of 200 empirical studies (Rerm & Vandenbery, 1995: 279) testing the
validity of the variables and the relationships between variables in the model.
These studies focused primarily on evaluating and criticizing specific facets
of the model. The Jcb (haracteristics Model emerged as an intermationally
accepted model of job redesign, possessing proven usefulness. Nevertheless,
distinct and limiting shortcomings were also revealed. The accumilated
empirical evidence has, however, to date, not produced research efforts to
actually revise the Job Characteristics Model per se.

The core problem which this study addresses revolves aroumd the lack of
empirical refinement of the Jdb Characteristics Mocdel. Thus, a revision of the
Jaob Characteristics Model as such, consolidating segmented prior research
conclusions and recamendations, is needed in order to functionally equip



managers and human resources practitioners alike to memage satisfactiom,
motivation and performance problems in organizations more effectively.

1.5 HIRPOSE OF THE STUDY
The overall purpose of this study is to revise the Job Characteristics Model
and to test a proposed refinement of the model empirically.

1.6 CORIECTIVES AND METHD OF THE STUDY
The specific research cbjectives comprise:

1.6.1 Oyjective 1l

To examne empirical evidence relating to the validity of the individual
varisbles and the relationships between variables as postulated by the Jdb
Characteristics Model in order to formulate shortcamings of the model.

1.6.2 hjective 2

To propose refinements to the Job Characteristics Mocdel based on its
shortcomings and the recommendations for future research as reported in
evaluative studies of the model in order to establish a more discriminating and
parsimonious Job Characteristics Model.,

1.6.3 ojective 3

To examine, empirically, the effectiveness of this revision of the Jdb
Characteristics Model. The revised model proposes the three personal outcames
(intemal work motivation, gemeral job satisfaction and growth satisfaction) as
dependent variables and the five job characteristics (skill variety, task
identity, task significance, autonomy, and feedback) as irndependent variables.
The presence of the five jdb characteristics determines the experience of the
three persconal outcomes. Furthermore, the revised model proposes life

functioning as a moderator of the relaticonships between the job characteristics
and the personal ocutcames.

The following methodology was employed to achieve the set dbjectives of the
study:

Firstly, an edensive study of the literature was undertaken. ILocal and
international research regarding the Job Characteristics Model was reviewed. A
milti-disciplinary approach was adopted whereby literature fram the damains of
industrial psycholegy, management, Inman resources managewent, psychology and
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industrial social work was consulted. This resulted in the compilation of a
gynoptic history of job redesign theories, placing in perspective the
development of the varizbles and processes contained in the Job Characteristics
Model. The model and its historical development are set out in Chapter 2.

The literature study furthermore provided empirical evidence relating to the
testing of the validity of the variables and the zrelationships between
variables of the Job Characteristics Model. Shortcamings of the model cauld be
formilated and a refinement of the model proposed. The aforementioned empirical
evidence, evinced deficiencies and the ensuing recamnendations for improvements
to the model are discussed in Chapter 3.

Secondly, an empirical study employing questiommaires and structured

interviews was conducted among 201 randomly selected workers in organized

camerce and industry in the greater Cape Town area to test this revision of

the Job Characteristics Model. Based on the propositions comtained in the

revised model (see aforementioned Objective 3}, the following research

questions were addressed:

(a) Do the jcb characteristics accamt for significant amounts of variance in
the personal ocutcames?

(b) boes life functioning contribute significantly to the revised Jcb
Characteristic Model's explamatory power beyond the influence of the jdb
characteristics?

The following research hypotheses were considered:

(a) The job characteristics accoumt for significant amounts of variance in the
personal outcomes.

(b} Life functioning accounts for significant amounts of vardance in the
persanal autcames beyond the influence of the jdb characteristics.

The corresponding mill hypotheses were formulated as follows:

Null hvpothesis 1

The jab characteristics do not accomt for significant amoumts of variance in
the personal ocutcomes.

Null hvpothesis 2

Life functioning does not account for significant amounts of variance in the
perscnal oautcares beyond the influence of the jdb characteristics.
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The two measuring instruments used were amended forms of the Job Diagnostic
Survey (JDS) of Hackman and Oldham (1980), and the Heimler Scale of Social
Functioning (HSSF) as contained in Van Zyl (1986). Participation was voluntary
and perticipants remained anomymous. Responses were precessed by employing
hierarchical miltiple regression procedures.

In this marmer the mill hypotheses were tested empirically. The methodology of
the study and the ensuing results are reported in Chapters 4 and 5, while the
practical implications of the findings for management, lumen resources
practitioners and for future research are adiressed in Chapter 6.

1.7 TMEORTANCE OF THE STUIY

The following reasons confirm the importance of the study:

(a) South Africa needs human sciences techmology to address the critical hamem
resources problems related to demotivation, merginal performence and
dissatisfaction. Failure to address these problems will render it near
impossible for commerce and industry to supply efficiently the goods and
services urgently required by local markets. Local campanies will also not
be in a position to coapete for an intermational market share, thus
perpetuating an inward-locking econcry.

(b) Organizations and memagers are legally boumd by the constitution which
affords workers specific rights and privileges; for example the right to
fair treatment in the workplace. A shortage of himan sciences tectmology

- currently exists to cater effectively for the needs and aspirations of the
majority of workers. CQurrent techmology relating to the Job Characteristics
Model does have proven capabilities, but at present with concamitant
shortcamings.

(c) The high level of worker militancy and the frustration of employees with
emplayers and govermment who do rot consider their needs (for example the
need for a meamingful job), breed worker dissatisfaction and alienationm,
and bode poorly for ecanamic growth in general.

(d) The govermment's goal of acceptable quality of life for all necessitates
teclmology development to enhance both the work and non-work experiences of
employees.

1.8 BASIC ASSUMPTIONS OF THE STUDY AND A ONCEPTUAL FRAMENCREK FOR HIMAN
SCIENCES TECHNCIOGY RESEARCH

The study assumes the basic philosophies of the himen resources model as
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espcused by -Steers and Porter (1991: 18-19) as a point of departure when

researching or using the Jab Characteristics Model, namely:

{a) In addition to the basic needs for belonging and respect, workers do not
regard work as inherently distasteful, and would like to contribute to
meaningful goals which they have helped to establish.

(b) Most workers can exercise far more creativity, respansible self-direction
ard gelf-control than their present jobs demand and these umsed skills
represent untapped, wasted nmem resources.

(c) It is the responsibility of wenagers to learn how to weke best use of
these reservoirs of talent. An envirament must be created in which
workers can cantribute their full renge of capabilities.

{d) Managers should encowrage the full participation of erployees in enriching
the characteristics of their own jdbs; they should focus an democratizing
the workplace, seeking to broaden the areas over which workers exercise
self-direction and self-control as they develop and display greater
canpetence.

- {e) Managers should give the necessary support, or support systems should be

created, to emhance the total life functioning of workers.

The basic premise underlying these assumptions is that fundamental changes in
the nature of jobs would improve employees' experience of work and be conducive
to worker motivation, satisfaction and effective performance. The Job
Characteristics Model remins the most influencial model guiding research on
jcb redesign as a strategy for enhancing motivated work performance amd job
satisfaction (Joms, Xie & Fang, 1992: 658; Boonzaier, 1995: 7).

One of the goals of humen sciences research relating to work, is to develop
technology aimed at sustainable solutions to orgenizaticnal problems in respect
of demotivation, dissatisfaction and marginal performance. The phenomena of
motivation, satisfaction and performance are characterized by specific factors
which cause or energize related work behaviour, factors which direct or
channel this behavicur, and influences which maintain or sustain work
behaviour (Staner & Freemamn, 1992: 440) . The varicus thecries of motivation and
satisfaction focus differently on the factors which cause, chamel, and sustain
behavicur. These theories are based on conceptual frameworks which guide theory
development, and thus luman sciences techmology research, and ultimately
influence menagers in managing workers.
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According to -the framework of Porter and Miles (cited in Steers & Porter, 1991:
20-24), as adopted in this study, a comprehensive theory of motivated work
performence and satisfaction should focus on three sets of variables which
canstitute the work situation:

(a) Characteristics of the jdb: 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 jcb, and the extent of autonamy allowed, all
influence the motivation, performance and satisfaction experienced by the
enployee.

{b) Characteristics of the worker: in this instance the focus is on what the
employee brings to the work situation. The interests, attitudes and needs
of workers cperate as worker characteristics in determining the level of
motivated work performance and satisfaction.

(c) Characteristics of the work emviroment: this set of varisbles relates
primarily to what happens to the employee at work. The quality of
supervision and type of incentives, for example, could dramatically affect
the motivation, satisfaction and performance of workers.

This conceptual framework serves valusbly as:

(@} a wehicle for organizing ideas related to motivated work performance and
job satisfaction in the workplace; and

{t) a frame of reference against which theories of motivaticn, satisfaction and
work performence can be judged in terms of their ability to deal adequately

- with all relevant factors which energize, direct and sustain behaviour at
work.

Within this mutivariate framework it is not only important to focus on several
key factors which relate to motivation, satisfaction and performanmce, but also
to view these factars in interaction with mme ancther within a systems
perspective. Thus the entire system of forces operating an the employee must be
considered before worker motivation, satisfaction and performemce can be

adequately understood and constructively managed to the benefit of worker and
arganization alike.

1.9 DELIMITATION OF THE STUDY

This study focuses on the interaction between the characteristics of the job,
the individual, and the work and non-work envirorment in determining the level
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of work motivation ard jcb satisfaction of workers. The study does not directly
address the work performance and productivity of workers., The measurement of
work performance and productivity are not free fram controversy, and indices of
productivity, especially, suffer from questionable validity (Maller, 1988: 23).
These and other work outcome dependent variables (for example, work
effectiveness) are generally not specifically defined by theory as these
factors are generally unique to particular work settings. The develogment of
such work outcome measures for a specific work setting would fall within the
sccpe of a separate dissertation.

This study considers the interrelationships between the characteristics of
jobs, individuals and work and non-work envirorments, and work motivation and
jcb satisfaction at a sgpecific time. The effects of implemented changes in
variables (for example the Jjob characteristics) did not receive attention.
Ancther unaddressed question revolves arourd the extent to which the pattemns
of interrelaticnships ammg the specified variables are stable or unstable over
long periods of time.

This study focuses primarily on revising the Job Characteristics Model as a
canceptual basis to address demotivation and dissatisfaction problems and does
not itself attempt to test empirically the validity of the existing Job
Characteristics Model. The Job Characteristics Model has already been shown to

be functimmal within the South African business envirament {Boonzaier &
Boonzaier, 1994).

The implications of the revised Jcb Characteristics Model will be discussed,
but no attempt is made to test empirically any facet of management
interventions emsnating from the use of the Job Characteristics Model and
accarparying JOS in industry. By proposing and resting a refinement of the Jdb
Characteristics Model, the study is exploratory in nature and does not attempt
to generalize findings to any statistical populatian.

To the extent that the study suggests a combination of strategies, which it
draws from wore than one discipline, to remedy problems with regard to
motivation and satisfaction, it can be viewed as a multi-disciplinary
contingency approach. In addressing its prcblem statement, the study nekes a
cantribution to the science of focusing an pegple and their behaviour in work
enviraments; that is, a contributicn to the field of industrial psychology.



1.10 QNIRTEUTION OF THE STUDY

The main contritution of this research is:

(a) To revise the Job Characteristics Model and thereby test the relationships
between the variables depicted in Figure 1.1.

() To not only effect a theoretical refinement of the Job Characteristics
Model, hut to provide practical humen sciences techmology guidelines to
humen resources practitiomers and managers regaxding the structuring of
tasks in arder to provide an enriched jcb enviroment.

{c) To present to managers empirical evidence of the organization's interest in
attending to not anly grievances related to the nature of jobs and the work
environment, but also to the non-work problems and frustrations of workers.

's] cteristics Work behaviour
Skill variety Internal work motivaticn
Tack identity ———
Task significance General jdb satisfaction
Autononty
Feedback Growth satisfaction

Life functioning
Worker characteristics

characteristics

Figure 1.1 A revision of the Jdb Characteristics Model
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CHAPTER 2
J0B REDESTGN THECRTRS TN PERSPRCTIVE

2.1 INTRODUCTION ‘
In 1994, Scuth Africa underwent a relatively peaceful political transfommation
vwhich, amongst other things, raised considerable expectations of a better
quality of 1life for especially the previously disadvantaged commities
(Boonzaier, 1995: 6). Improved health services, housing, education and a stable
incane are desired by the populace but are expensive, and South Africa is a
pocr econamic performer campared to newly industrialized countries. Schwab,
Porter, Sachs, Warner and Ievinson (1999: 196) indicate, in The Gldoal
Canperitiveress Report, the gross domestic product (@P) of South Africa as
$116,5 billion and the per capita gross dorestic product (per capita GDP) as
$2 720. A per capita GDP of $10 000 is congidered the economic development
milestone for newly industrialized coumtries. To exacerbate South Africa's poor
econamic performance, the current econamic growth rate of 3% and populatian
growth rate of 2,5% effectively neutralize any growth in per capita G@P. In
fact, Sauth Africa experienced a per capita GDP impoverishment of 1,4% (Schwab,
et al., 1999: 196).

Degpite Sauth Africa’'s mineral and natural resources, there is sinply not
enaugh wealth currently generated in the comtyy to afford all the services
that its people desire. An econanic transformation is thus required in oxder to
fulfil the dreams of the nation. An ecanamic vision of doubling the per capita
GP to $5 500 in the next ten years, given an ammal population growth rate of
2,5%, is feasible, camsidering South Africa's cawparative advantages in mineral
and natural resources, infrastructure, technological capabilities and
campetitive spirit. In 1995, compared to itg eleven fellow wember States of the
Southerm African Development Commmity (SADC) - Angola, Botswana, Iesotho,
Malawi, Mauritius, Mozambique, Namibia, Swaziland, Tanzania, Zambia and
Zinoalwe - South Africa’s per capita GDP was more than twice that of Mauritius,
which held the secand position (Amos, Scott & Scott, 1996: 50) . However, the
per capita @P of Mauritius subsequently increased sharply to $3 402 (Schwab,
et al., 1999: 172), thereby overtaking Scuth Africa, whose per capita GDP in
fact dropped.

South Africa's industries are also far from being glchally campetitive. The
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Gldal Competitiveness Report (Schwab, et al., 1999: 11) ranks Socuth Africa
47th cut of a total of 59 comtries including, imter alia, Taiwan, Mexico,
India, Brazil and Russia. More importantly, South Africa is rated last {(out of
59 comtries) with regard to the extent to which human rescurces assist
organizational competitiveness. Poor employee motivation, satisfaction and
performence; the questionable caompetence of managers; poor labour regulaticons;
a high wnemployment rate; the ineffectiveness of the police force; poor hiring
and firing practices; and low custarer satisfaction feature as prominent
liabilities on the netional carpetitiveness balance sheet of Scuth Africa.

This situation correlates strongly with the Global Advantage of South Africa
Project Repart (1995) submitted to the Natiomal Economic Forum by the Monitor
Company. Details of this report were presented to Cabinet by the Trade and
Industry Minister who proceeded to focus on the causes of business failure and
South Africa's poor ecanomic performance. The reasons cited were croyism,
trade protectionism, iscolation, lack of healthy domestic campetition between
companies, poor labour management, outdated business processes, bureaucracy,
racism, crime, and minimal strategic plarming.

This scenario reflects the critical current state of human resources management
practices in South Africa, especially with regard to the demotivation,
dissatisfaction and marginal performance of workers in the workplace. South
Africa, however, of necessity requires a well-menaged, motivated and satisfied
labour force in order to realize rapid and sustained economic growth.

A mneed thus exists in South Africa for the application of lumen sciences
technology in comerce and industry in order to improve the gquality of
employees’ work experiences. Jcb redesign is becoming increasingly prominent in
South Africa as a strategy for attempting to increase, similtanecusly, the
productivity of the work performance and the quality of the work experience of
employees (Gerber, et al., 1998: 232). The term job redesign is used in
preferenice to the term job design as it signifies a departure fran the
dardnent, autocratic paradigm which characterizes the status quo of fuman
resources management in South Africa.

As the prcblem statement of this study refers to a refinement of the most
recent humen gciences tedhmology pertaining to job redesign, namely the Jdb
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Characteristics Model, it is appropriate at this time to focus firstly on an
accomt of the historical develooment of praminent job redesign theories,
incorporating the clasgical, neo-clasgical ard behavioural science approaches
to job redesign.

Secondly, attention will be directed to the Jdb Characteristics Model and its
attendant thecoretical statements as the modern behavioural science approach to
jcb redesign.

Lastly, the conceptual framework of Porter and Mileg (cited in Steers & Porter,
1991: 20-24) will be used as a frame of reference agminst which the different
historical jcob redesign theories will be judged in terms of their ability to
deal adequately with all the relevant factors and problems which energize,
direct and sustain behaviour at work. This fremework dictates, as reported in
Section 1.8, that a camprehensive theory of job redesign should focus on the
characteristics of the jcb, the characteristics of the worker, as well as on
the characteristics of the work envirament in order to aid researchers and
managers in attending appropriately to preblems pertaining to the motivatiom,
gatisfaction and work performance of employees.

2.2 HISTORY OF JOB REDESIGN THREORTES

2.2.1 Classical job redesign theory
The work of Adam Smith (1776, cited in Stoner & Freeman, 1992: 312) can be
regarded as the first major influence an classical job redesign practice. A key
idea featuring in his writings is the division of labour, which was regarded as
a method to establish more effective work performance. One of the oldest ard
clearest illustrations of the application of division of labour to job redesign
was offered by Adam Smith (1850, cited in Hackran & Oldham, 1980: 47) in his
description of the pin-maeking process:
One man draws cut the wire, another straightens it, a third cuts it, a
forth points it, a fifth grinds it at the top for receiving the head: to
make the head requires two or three distinct operations: to put it on is a
peculiar busivess, to whitem the pins is another; it is even a trade by
itself to put them into the paper; and the important business of meking a
pin is, in this mamner, divided into about eighteen distinct operaticoms,
which in some marmfactories, are all performed by distinct hands, though
in others the same man will sametimes perform two or three of them.
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A later classicist, Taylor (1911}, advocated two different forms of division of
labour, namely that between memagement and workers, and that between workers
themselves. Minagers were viewed as responsible for intellectual work, and
workers respansible for performing mamal work, with no overlap exdsting
between the two.

The practical demonstrations and writings of Taylor (1911) hastened the
progression towards work simplification. The most inportant feature of Taylor's
classical approach is that it built uwpan the principle of division of labour
and suggested that memagement should explicitly assume responsibility for the
redesign of jadbs, and also exercvise influence over the execution of work. Work
methods were to be established by management and not by workers. Workers were
hired only to work and were to be explicity informed that they were not paid to
think.

According to Staner and Freemem (1992: 31), Taylor based his menagement system
on production line time studies. Using time study as his base, he subdivided
each jcb inte its components, and designed the quickest and most efficient
methods of performing each camponent, thersby establishing how much workers
should be able to do with the current egquiprent and materials at hand.
Unnecessary movement was minmimized through careful analysis of the task
campments, and fatigue was reduced with judicious rest periods. When the

single best way was determined, the worker was expressly forbidden to deviate
from i,

According to Steers and Porter (1991: 15), the classical approach rested upm
several assumptions regarding the nature of humen beings. Workers were viewed
as being lazy, dull, aimless, often dishonest, and also mercenary. The anly way
in which organizations could get workers into factories and keep them there was
to pay a so-called "decent” wage. Taylor accepted that, for a price, workers
could be bought to perform activities which they found boring and had no
interest in. A differential pay rate system was also proposed whersby more
productive workers were paid at a higher rate than their co-workers. This
higher rate of pay was carefully calculated based cn the profit that would
result from the increase in producticn. Managers of the classical era, in their
quest for profits, thus also began modifying the basic system of remuneration.
But while Jjobs were wede more and more routine and specialized, memagement
began putting severe constraints on the incentive system, thereby limiting
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worker incare.

The general expectation of Taylor's approach, or Taylorism, was that by
simplifying jobs, work could be executed wore efficiently; less-skilled
employees would be required; the control of menagement over production would be
increased; and organizational profits would be enhanced. Initially Taylorism
did produce significant success, but the uncompromising search for efficiency
was regarded by many who care into contact with it as a depressing and
degrading managememt style. Shortly after its principles were applied to
production systems, it was discovered that the resulting tasks afforded the
task performer hardly any satisfactian. Other dysfunctional consequences of the
classical approach also began to memifest in the workplace. Among the earliest
documented instances of luman prdblems resulting from classical work redesign
are accamts of the repercussions of routine, repetitive tasks (Walker & Guest,
1952; Worthy, 1950). Highly repetitive jcobs were famd to diminish worker
alertness, to decrease sensitivity to senscory imput, and, in many cases, to
impair muscular co-ordination. Workers often informally engaged in behaviours
aimed at comtering their feelings of boredom, such as daydreaming, chatting
with other workers, making frequent readjustments in their posture and
position, and finding excuses to take umecessary breaks from work. It became
clear that simple, routine, neon-challenging work led to high employee
dissatisfaction, increased sbsenteeism and labour tumover, and to substantial
difficulties in effectively mmaging employees working on a simplified job.
Intensive investigations of such jobs as bicycle chain assenbly, soap wrapping,
tobacco weighing and packing, cartridge case assembly, and pharmaceutical
product packing were conducted (Buchanan, 1979: 15). The results confirmed the

dissatisfaction caused by repetitive work and that increased productivity did
not necessarily occur,

Buchanan (1979: 14), however, offers two points in mitigation of Taylor's work.
First, Taylor’s methods of amalysing task compoments or characteristics were
admireble solutians to the problems faced by Arerican industrial menagement at
the turn of the century. Mechanization and industrialization were proceeding at
a rapid rate and there was a good supply of immigrant labour. These unskilled
and wnorgenized immigrants experienced language difficulties and had little

capacity or desire to exert self-control over their new work environments.
Taylor's methods showed American menagers how labour could be employed
effectively. Secand, in explaining these techniques of systematically managing
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emloyees, Taylor influenced the areas of imwvestigation in which researchers
were to work, and provided a theoretical framework against which contradictory
ideas caald be formulated and clarified. It was, however, clear that the
boredon and attendant comnter-productive behaviours induced by division of
labour more than offset these two benefits.

Attempts to solve the problems of menotony and boredom saw managers increasing
opportumities to alter posture, as well as introducing spaced rest periods, job
rotation, the broadcasting of wmusic dwing work, and grogping workers to
facilitate conversation. [The concept of broadeasting music during work was
tested experimentally, and output was mystericusly highest when music was
played for 75 mimutes in the middie of the work spell (Wyatt, Langdon & Stock,
1937, cited in Buchanam, 1979: 16).]

Buchanan (1979: 24) places these efforts by management to carbat the lnmen
prcblems associated with division of labour within the basic framework of a
theory developed by Viteles in 1950. This framework, presented in Figure 2.1,
represents the first step in the develcpment of the jdb redesign theories which
emerged in reaction to Taylorism.

PRORTEM
Task specialization --> monotony and boredom --> low output and morale

SOLUTICON
Job rotation and enlargement --> variety ~-> increased output and morale

Figqure 2.1 Arguments for job rotation and enlargement (Buchanan, 1979: 24)

Job enlargement as a job redesign strateqy is defined as the recarbination of
two or more separate jobs into cne, thus lengthening the total time to do the
work (Walker & Guest, 1952: 151). This thus increases the scope of the job and
the range of tasks that the person carries out. The jdb is structurally bigger
ad gives the employee greater variety. The job cycle is increased as there are
marty tasks to be performed by the same worker. Job enlargement changes the pace
of the work ard its operation by reallocating tasks and responsibilities, but
it does not increase the complexity or depth of the job. Redesigning work by
enlarging -jobs is thus the opposite of task specialization. A jab is redesigned
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to have mamy tasks for the employee to perform instead of dividing jobs into
the fewest possible mumber of tasks per employee. Enlarged jobs reguire longer
training periods, and jab satisfaction should increase because monmotony and
boredam are reduced as the scope of the job expands.

Job rotation is a strategy whereby variety at work is increased by allowing
workers to move from one set of tasks to another according to either a fixed
schedile or an informal arrangement (Van Assen & Den Hertog, 1984: 907).
Emloyees are thus trained on a wider variety of jcbs, the advantage being that
employees do not perform the same routine jocb every day. Managers,
additionally, have a means of coping with absenteeism and labour turmover. The
disadvantage is that employees could perform several boring and monotonous jobs
rather than one. The complexity of the job thus does not change as enployees
are assigned to different Fjcbs requiring more or less the same levels of
skills.

Job rotation and job enlargement can be regarded as relatively simple solutions
to the detrimental effects which jdb sinplification and specialization were
argued to have, hut were in actual fact concermed with the introduction of
changes to jobs and can thus be viewed as job redesign strategies (Forshaw,
1985: 18). Despite their simplicity, the positive autcames yvielded by job
rotation and job enlargement projects included improved productivity,
betterment in quality of work performance, increased jdb satisfaction, ad

reducticn in labour twrnover (Harding, 1931; Cox & Sharp, 1951; Walker, 1950;
Davis & Canter, 1956).

Cnclusion

Classical job redesign theory initially focused an the role of mometary
incentives as a means to enhance worker motivation and satisfaction. Task
specialization was introduced in conmjunction with these monetary incentives in
order to establish productive work perfommance. Owing to the negative effects
of task sgpecialization on workers, jcb enlargement and job rotation were
introduced as tecdhmiques to redesign jcbs in order to enhance motivation,
satisfaction and productivity.

Utilizing the conceptual framework proposed for evaluating job redesign
theories (refer to Secticn 1.8), it is clear that classical job redesign theory
focused primarily on the characteristics of the job (task specialization, jcb
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enlargement and job rotation), amd, to a lesser extent, on the characteristics
of the work environment (for example, the influence of music and lighting) as
relevant factors to consider when attempting to influence work behavicur. The
role of worker characterigtics, or individual differences, as a determinant of
motivation, satisfaction and productive performence was not adiressed by
classical job redesign theory.

In addition, the c¢lassical theory of jcb redesign, and egpecially the

propanemts of job enlargement and job rotation, falled to address certain other

pertinent issues, including:

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

(b) whether boredom has adverse effects an work behaviour; and

{c) vhether jcb enlargement and rotation provide adequate solutions to the
problems of monotony and boredam, where they exdst.

It is prudent at this juncture to take cognizance of the Hawthorne illumination
studies (Luthans, 1995: 9-11), with their unforeseen findings, as an impetus
for the further developrent of jdb redesign theories. During 1924 to 1933,
Elton Mayo conducted a series of landmark studies at the Hawthorme Works of the
Westermn Electric Company near Chicago. The relationship between the intensity
of lighting in the workplace and worker productivity was examined.

Experimental groups were subjected to deliberate fluctuations in workplace
illumination. When the lewvel of light was increased for this group,
prodquctivity in genmeral increased, although erratically. When the level of
light was then decreased, productivity mystericusly contimied to increase.
Surprisingly, control groups with constant illumination increased their
productivity level by the same amomt as the experimental groups. In subsequent
phases of the Hawthormne studies, as reported by Luthans (1995: 10) and Stomer
and Freeman (1992: 40-41), sample groups (comprising relay room operators and
electric wirers) were subjected to a variety of experimental conditicms. The
influence of increased wages, varying lengths of rest pericds, and shortened
work days and work weeks on work output was examined. These indeperdent
varisbles were, however, not in themselves causing the change in the dependent
variable (productivity). The results showed that a camplex set of interrelated
enployee attitudes, as well as the perception among the sample groups that
management paid special attention to them ard displayed a concermn for their
welfare, caused the increases in cutput. The influence of the "hmen factor” an
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the relaticmship between the nature of a job and worker behaviour was clearly
illustrated.

2.2.2 Neo-classical jdb redesign theory

Subsequent to the classical approach to job redesign, Brayfield and Crockett
(1955) suggested that some workers may find repetitive work pleasant and
satisfying owing to the influence of individual differences and preferences. A
nmmber of other researchers also reported results directly contrary to studies
revealing the dysfimctional consequences of scientific menagement (Kilbridge,
1960; Kemedy & O'Neill, 1958; Tumer & Miclette, 1962; cited in Buchanan,
1979: 27-28). Walker and Marriott (1951), despite their general canclusicon in
opposition to scientific management, found that many of the employees in their
study felt positive asbout their jobs because of the simplicity and
straightforward nature of the work. This possibility of worker characteristics
influencing job experiences and outcomes had not been addressed by classical
job redesign theory. The Hawthorne studies had, however, stimulated the need
for further research on the role of individual differences, or employee
characteristics, in determining work behaviour.

Smith and Lem (1955) and Brayfield and Crockett ({1955) indicated that scme
workers could be expected to find boring work satisfying owing to the range of
individual differences and preferences among workers. An individual's
Susceptibility to boredom is determined by a mmber of personal characteristics
in interaction with specific characteristics of the job. Turner and Miclette
(1962) reported, in a study of 115 electromic instrumemt assembly operators,
that morale and jcb repetitiveness were not strongly related. Aforementicned
studies substantiate that repetitive work does mot necessarily cause boredom.

Related studies investigated whether workers whe reported their jobs as being
boring actually experienced their jobs as being unpleasant, and whether their
feelings of boredam in fact impacted negatively upon their work performance.
Focusing on the relaticnship between boredom on the one hand and employee
attitudes towards work and their work-related productivity an the other,
Brayfield and Crockett (1955) concluded that there was little evidence of any
relaticnship between boredom and work attitudes or cutput. Kemmedy and O'Neill
(1958, cited in Buchanam, 1979: 27), also, fourd no difference between the work
attitudes of assenbly cperators performing repetitive tasks carpared to utility
workers performing similar but more conplex work. It can thus be concluded from



25

these studies that boredom does not necessarily have a negative effect on work
attitudes or output.

Argyris (1957) queried jcb enlargement as a soclution to the prcdblems of
monctany and boredam created by the classical approach to job redesign. He
argued that personality growth could be affected by some aspects of the
structure of the organization. He noted that job enlargement tended to extend
the use of marmal abilities but that manual abilities made a less important
contribution to personality growth than did intellectual abilities. If Jjob
enlargement were conbined with the process of worker participation and the
benefit of profit-sharing schemes, then the whole human personality at work
woild be developed. Argyris (1957: 183) temmed this carbination "enlarged job
enlargement". Job enlargement per se as proposed by the classical theory was
thus not regarded as an adequate solution for monotoy and boredan.

The studies which criticised jcb enlargement as a job redesign teclmique were,
however, unable to campete with the positive results which job enlargement
seemed to produce. Benefits to the organization included improved productivity
and quality, reduced lsbour turnover, improved operating flexibility and fewer
bottlenecks in production (Elliot, 1953; Guest, 1957). What was demonstrated,
however, was that it is advisable not to meke simple generalizations about the
boring nature of repetitive work, nor about the relationships between the
characteristics of jobs and both satisfaction and motivation, nor about the
effectiveness of job enlargement as a general universal jcb redesign techmique.

Subsequently a more scphisticated approach to job redesign was proposed by
Katzell, Barrett and Parker (1961, cited in Buchanam, 1979: 32), illustrating
the type of development in jcb redesign thinking which superseded that of
gcientific management. Their model (see Figure 2.2) is described as "an
indeperdent variables / intervening varizbles / dependent variables model" of
job redesign, thus elaborating upan the two-variable research designs of the
classical approach (indeperdent and dependent variables cnly) .

Buchanan (1979: 32) cansiders the results of a study by Turner and Iawrence as
illustrative of the merit of the Katzell, Barrett and Parker model of jab
redesign. Tuwrner and lLawrence {1965) set out to examine the relationship
between jcb characteristics and work behaviour. They conducted a study of the
relationships between six requisite task attributes (variety, autconany,
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Independent. Intervening Dependent
variables variables variables
Work envircrment Employee
characteristics satisfaction

Erployee

——ineeds and ﬁi

expectatios
Employee Performence
characteristics )

Figure 2.2 ZFKatzell, Barrett and Parker's neo-classical model

of jdb redesign

required sccial interaction, opportunities for social interaction, knowledge
and skill required, and responsibility) and both absenteeism and jcb
satisfaction for blue-collar workers. Measures of these jab characteristics
were found to be very closely interrelated, and a sumary measure, the
requisite task attributes index (RTA index), was therefore introduced.

The study correlated RTA ratings with measuwres of jdb satisfaction and
absenteeism for 470 employees in 47 different jobs across 11 industries. The
expectation of a positive relationship between scores an the RTIA index and job
satisfaction, and a negative relationship between RTA index and absenteeism was
confirmed only for workers from factories located in small towns. The
relationship between the RIA index and job satisfaction was reversed for urban
employees while the RTA index was not related to absenteeism for this same
gram.

The researchers concluded that workers in large cities were exposed to a
heterogeneous nix of social cultures and &id thus not respond positively to
jobs high in complexity, whereas workers in rural settings did. This
serendipitous finding revealed that subcultural factors, or social system
variables, appeared to have a significant effect on worker behaviour. Thus
subcultural factors were shownm to moderate the relationship between job
characteristics and work behaviour.

Blood and Hulin (1967) and Hulin and Blood (1968) provide data on the
impartance of subcultural factors in determining work behaviour. They propose
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an alienmation fram, as opposed to integration with, the traditional work norms
of the middle class as a factor important in mederating the relatiomship
between job characteristics and worker responses. Hulin and Blood (1968: 48)
define the traditicnal middle class work norm as a positive sentiment regarding
occupational achievement: a belief in the intrinsic value of hard work, a
striving for the attaimment of responsible positions, and a belief in the
work-related aspects of Calvinism and the Protestant ethic.

When employees hold traditional wvalues regarding the value of work and
achieverent in the work situation, as would be expected from employees in rural
areas [based on the conclusicn of Tumer and Lawrence (1965)], jobs with a high
camplexity would elicit a positive respanse from workers. However, when
amployees are alienated from these noms, as might be expected from urban
workers, more camplex jobs would be responded to negatively. According to this
conceptualization, it appears that certain employee characteristics must be
taken into account simultanecusly with job characteristics in order to explain
work behaviour adequately. Both Tumer and ILawrence (1965) and Hulin and Blood
(1968) address irdividual differences on a sociolegical level; that is, in
tems of differences between urban and rural workers, or stated differently, in
temms of the alienation of urban workers from midile class work norms.

The conceptualizations put forward by Tumer and Lawrence (1965) and Hulin and
Blood (1968) were applied directly in South Africa by Orpen (1983). Orpen
demmnstrated that differences in the degree of westernization of black workers
moderate the relationship between job corplexdty and work motivation and job
satisfaction. Black workers in South Africa who hold western values respond
mch more positively to high lewvel jobs, or jobs high in complexdity, than do
black workers holding tribal values. This study, and its attendant management
implications, warrant further discussion as census data reveals that the black
ecanamically-active population of South Africa comstitutes 71% of the total
econamically-active population (Gerber, Nel & Van Dyk, 1995: 538).

The measure of westermization used in Orpen's (1983) study was that developed
by Grant (1973, cited in Morse & Orpen, 1975: 24-49) for special use with black
workers in South Africa. This scale was developed from interviews with rural
and urban workers, and from cuwrrent social anthropological evidence, and
demonstrates an internal consistency of r = 0,69. The scale furthermmore
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distinguishes between blacks living in rural and urban areas in South Africa,
and correlates positively with a mmber of independent demographic and ecanomic
indicators of westernizatiom.

Subjects in Orpen's study were divided into westem or tribal subgraups an the
basis of whether their scores on the urben-rural scale fell above or below the
median, and on whether or not they had spent more than half of their lives in
an urban area. Subjects in the westermn graup (n = 96) had spent an average of
33,2 years in an urban area, while subjects in the tribal group (n = 61) an
average of 10,6 years. The sample group cowprised black employees chosen
deliberately to represent a wide range of jcbs which were cansidered, on an a
priori basis, to vary significantly in terms of four job dimensions (variety,
autonomy, feedback, and identity). The subjects performed jobs ranging fram
truck drivers, packers, machine cperators, clerks, messengers, to supervisors
of mamal labourers. Subjects represented a wide spectrum of etimic groups,
including Zulu, ¥hosa, Towana arnd Sotho. The samle differed widely with regard
to age, education, rural or urban background, and gender.

The results of Orpen’s (1983) study reflect differences between western and
tribal black workers in their reactions to the same job characteristics. The
westemn-oriented black worker has a much stronger desire for higher-order need
gratification in the work setting than the tribal-oriented worker owing to the
fact that western-oriented black workers have been socialized in urban
enviramments and have been exposed to a westemized work norm. This finding
implies that, with other factors remaining conmstant, western-oriented black

workers are likely to respard more positively than tribal blacks to enrdiched
Jjobs.

Westernization as a variable which influences the relationship between jcb
characteristics and work motivatiom amd job satisfaction for black workers in
Scuth Africa has profaumnd implications for memagers. In view of the large
social distance usually maintained between white memagers and black employees,
the formrer tend to attribute to all black employees, whether they be basically
western or tribally oriented, the same set of stereotypical traits which they
believe characterize black workers, when indeed the needs of each graup differ.
Furthermore, memagers need to realize the differential importance shown by
wegtermized and treditiomal workers for senicrs and peers. The traditional
worker tends to accord much more respect to persons in view of their seniority
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than the westemized worker. With a group of traditicmal workers, memagement
should especially avoid creating conflict by appointing or promoting to
supervisory positions workers other tham those who are older, ad thus more
senior, or possessing higher standing in the tribal culture.

With reference to job redesign, the findings of Qrpen (1983) suggest that it is
only for those black workers with a westermn orientation that intrinsic job
factors will be 1likely to have a significant effect on satisfaction and
motivation. Employees with a tribal orientation feel relatively more satisfied
and motivated by the provision of better working conditions, more effective
supervision, and a fairer campany policy; and relatively wore dissatisfied if
those factors are absent or not to their liking, than they are likely to be
affected by the provision of more challenging, more interesting work and work
which provides a greater sense of responsibility and achievement.

Job redesign focuses deliberately on the gratification of higher-order needs.
Job emrichment scheames thus seem likely to be less effective for black workers
with a tribal orientation, primarily because their deficiency needs are not
sufficiently gratified for them to be cancermed sbout the improvement in the
characteristics of their jobs per se. The chances of success with enrichment
schemes applied to western-oriented workers are thus comparatively greater.

Conclusion .

The neo-classical job redesign theories established pertinent Hcb
characteristics in combination with certain worker characteristics as
influential in determining the behaviour of employees in the workplace.

With the formulation of the RTA index by Turmer and Lawrence (1965), the
neo-classical approach to job redesign made prevision for the inclusion of a
broader range of job characteristics as variables which influence ddb
satisfaction and work motivation than that proposed by the classical school.
Whereas classical jab redesign theory attended partially to the influence of
specific work envirament characteristics on work behaviour, the neo-classical
theorists anmitted to attend to this influence.

Nec-classical job redesign theory considered, for the first time, the role
which worker characteristics, or individual differences, play in moderating the
relationship between job characteristics and work motivation and job
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gsatisfaction. The nature of these individual characteristics, however, revolved
mainly around subcultural factors, or sociological level verisbles (Tumer &
Lawrence, 1965; Hulin & Blood, 1968; Orpen, 1983). The wajor value of the
sociological level studies lies in that they stimulated further research which
led to the direct assessment of a broader spectrum of perscnality and
psychologically-based individual differences. These advancements thus mede the
direct measurasment of relevant individual differences at the individual level
possible, rather than applying indirect measures such as subcultural factors or
sociological level variables in explaining work behaviour.

The neo-classical theories of job redesign thus focused on both the
characteristics of jobs and the characteristics of workers in determining work
behavicur, but in so doing, did not specifically attend to characteristics of
the work enviromment and the influence of these factors on motivation and
satisfaction in the workplace. This approach to job redesign increased
awareness of the complexity of the relationship between the characteristics of
Jjobs arxd cancamitamt work behaviour. An increased emphasis on the importance of
individual and subcultural differences in moderating the relatiomship between
job characteristics and work behaviour was thus established.

With regard to the specific nature of the worker characteristics, namely the
rural/urban orientation as well as the westernization/tribal conceptualization,
each assumes a substantial howogeneity of worker characteristics ard response
tendencies within two settings. It would, however, be erronecus to accept that
there are no substantial individual differences amongst individuals within each
of these two sets of dichotawized variables. Attempts to measure individual

differences indirectly via subcultural or sociological variables thus seem to
have limited application.

The aforementioned shortcomings in the developments swrounding worker
characteristics gave rise to further advancements in job redesign theory known
as the behavioural science approach to job redesign.

2.2.3 Tre behaviamral science approach to b redesian

The mmerous hlmen difficulties associated with classically designed work
necessitated not only a departure from work simplification but also an
improverent upan job enlargement and job rotation as tecmiques to overcame
these problems. In order to preserve the "humem factor" at work, altermative
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approaches to work redesign began to take shape. Although the various
behavicural science approaches which emerged hawve different theoretical
underpimings and different implicatioms for management action, they do share a
commen cbjective, namely to redesign work in such a way that high work
productivity is achieved without incurring the hnmen costs associated with
traditional classical approaches (Hackman & Oldham, 1980: 52). One behavioural
science approach to job redesign which evolved as a respomse to the
neo-classical theories was Herzberg's {1968) two-factor theory.

2.2.3.1 Berzberg's two-factor theory

The neo-classical approaches to job redesign focused, in a limited fashion, an
the influence of employee characteristics on work motivation and satisfaction.
Herzbery, however, incorporated the employee's psychological experience of work
into job redesign in order to construct a theoretical faundation for soamd o
redesign practice. Herzberg (1968) introduced a humanistic memagement approach
by proposing a set of factors related to the nature and content of the work
performed that tends to motivate pecple to improve their performance, thus
resulting in job satisfaction. The basic premise is that the nature of the jcb
determines whether or not the experience of work is ocmducive to worker
motivation and satisfacticon.

The two-factor theory of motivation and satisfaction, with its guidelines for
jcb redesign, was formulated based on a study of the work experience of 203
accautants and engineers using the critical incident method of dbtaining data.
Luthans (1595: 152) paraphrases the two questions essentially asked of
regpadents in Herzberg's (1968) study:

(a) when did you feel particularly good asbout your jdb - what turned you an?

(b) When did you feel exceptionally bad about your job - what turmed you off?

A mumber of replicate studies using a variety of populaticns, including sare in
Camumist countries, were alsc coxfucted (Herzberg, 1972: 118), meking the
original research ome of the wost duplicated studies in the field of job
redesign. Findings suggest that the factors imvolved in producing work
motivation and job satisfaction on the one hand, and job dissatisfaction an the
other, are separate ard distinct. Separate factors thus need to be considered,
depending on whether problems related to a lack of job satisfaction and
motivation are at issue or whether prdolems of jdb dissatisfaction are being
examined.
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Herzberg (1968) places the factors which give rise to jodb satisfaction and
rmotivation and those factors causing job dissatisfaction within a framework of
the worker's psychological experience of work. Two distinct, different sets of
employee needs are involved in the determination of job satisfaction and
rotivation on the ane hand and job dissatisfaction on the cother. Herzberg
proposes ane set of needs as stemming from the human being's animal nature:
that is, the kuilt-in drive to avoid pain from the enviramment. Included in
this drive are all the learned drives which becore coditioned upon the basic
biological need of pain avoidance. The other set of needs relates to a unique
humen characteristic: that is, the ability to achieve and through that to
experience psychological growth,

The stimuli for the growth needs are tasks that induce growth axd in the
industrial setting this refers to factors relating to job content. Stimuali
inducing pain avwoidance behaviour are found in the job enwirament, or jcb
context, and relate to basic needs.

The motivator or growth factors are intrinsic to the job and comprise
achievement, recognition for achievement, responsibility, growth or
advanicement, and the work itself. The hygiene or dissatisfaction avoidance
factors are extrinsic to the job and camprise salary, status, security, campary
policy and administration, and supervision.

The two-factor theory illustrates employees' strivings to satisfy their hasic
needs through the hygiene factors and their desire for psychological growth
through the motivator factors. The central proposition of the theory is that
sources of job satisfaction and motivation are qualitatively different from the
determinants of dissatisfaction. The motivators are instrumental in promoting
motivation and satisfaction, whereas the hygisne factors are important in
avoiding potential sources of dissatisfaction. Herzberg (1968) advocates a dual
strategy of enriching specific elements or characteristics of jobs in order to
increase their motivating potemtial, while also attending to particular work
envirament factars to minimize worker dissatisfaction.

The two-factor theory, as a behavioural science approach to jcb redesign,
establishes a link between humen nature, the working world, and worker
behavicur. Ensuing recamendations to mamagers encompasg specific principles to
be applied in order to enrich the motivating characteristics of jobs. Herzberg
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(1972: 121} lists seven principles of vertical jcb loading whereby employees®
jabs can be enriched and encumbents granted the opportumity for growth in their
jobs:

(a)
(b}
{c)
(&

(e)

(£)
()

removing same controls while retaining accoumtability;

increasing the accountability of individuals for their own work;

giving a worker a camplete natural umit of work;

granting additional authority to an employee in her/his activity, that is
to say, jcb freedom;

meking periodic reports directly available to the worker herself/himself
rather than to the supervisor;

introducing new and more difficult tasks not previcusly handled; and
assigning individuals specific or specialized tasks, enabling them to
become experts.

These vertical job loading principles relate directly to the wmotivator factors,
namely respamsibility, personal achievement, recogmiticn, growth, and the work
itself. Herzberg (1972: 123-124) suggests ten steps which managers should
follow when instituting the vertical job loading principles in their
subordinates' jobs:

(a)

)
(c)

(@)

(e)

(£)

()

Select for enrichment those jobs in which:

i) technical changes can be made with the minimm expense;

ii) job satisfaction is low;
iii) the provisia of hygiene factors is expensive; and

iv} improved motivation will affect performance.
Examine these jobs with the conviction that their jobo content can be
changed.
"Brainstorm" a 1list of possible jcb enrichment changes without concern for
their practicality.
Screen the list to exclude suggestions tnat involve hygiene factors,
retaining anly those concermed with motivators.
Screen the list for generalities such as "give workers more
responsibility”, retaining cnly specific suggestions concerned with
motivators.
Screen the list to eliminate horizemtal lcading factors, that is to say,
factors related to job enlargement or job rotation.
Avoid direct employee participation in detenmining the changes to be made.
It is not the act of workers participating that ensures future motivation,
but the nature of the work content,
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(h) Set up a controlled experiment tO examine the consequences of the Jjdo
enrichment interventioms.

(i) Expect initial results to be poor until employees becare accustamed to
their new jobs.

() Expect amxiety and hostility from superviscers, at least initially. The
axiety comes from their fear that the changes will result in poorer
performance.

The goal of this effort is to expand jobs to give workers a greater role in
plaming, performming ard evaluating their work, thus providing an opportunity
to satisfy their growth needs. The theory furthermore calls for the maintenance
and promotion of hygiene factors in the work envirament in order to
similtanecusly satisfy the basic needs of workers.

The motivator-hygiene theory is not without shortcomings, however. Research has
failed to confirm the two-factor theory owing to a lack of cdlarity in
Herzberg's original exposition of his theory {King, 1970). The original
dichotamization of aspects of the workplace into motivators and hygiene factors
may partly have been due to the methodology employed in the research. The
interview procedure followed by Herzberg stimulated projective as well as
defensive responses. According to attribution theory, satisfaction is usually
attributed to personal achievement (dispositional attributions), while
dissatisfaction, in general, is not ascribed to persomal failings but to
factors in the work enviranment (envirommental attributions). The attributional
process thus creates the dichotamization between the factors promoting job
motivation and satisfaction and those causing jcb dissatisfaction. It therefore
becares possible, on the basis of this shortcoming, for a given factor to cause
motivation and satisfaction for cne worker and jcb dissatisfaction for another.

Work factors can thus serve as motivators at times and as hygiene factors at
other times.

Salancik and Pfeffer (1977), too, criticise the causal inferences made on the
basis of the methodology followed in Herzberg's (1968) research. According to
these researchers, the causal influences ascribed to the motivators and hygiene
factors cammot be defended by using a non-experimental research design.

An absence of measures {0 test the different conpanents of this model confournds
empirical validation of this theory in an organizatiomal context. Practical
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difficulties -thus arise in utilizing and implerenting the theory in actual jdb
enrichment progranmes. For example, diagnosis of jdos prior to implementing
changes is idiosyncratic, and measures to gauge the resuits of job enrichment
interventions rely only on subjectivity.

Mullins (1993: 460) contends that Herzberg's (1968) theory applies least to
unskilled employees whose work can be regarded as wminteresting, repetitive,
limited in scope, and wonotonous, because unskillled workers adopt an
instrumental orientation to work whereby their primary concerm is econamically
based. Comwersely, Blackbum and Mamm (cited in Milling, 1993: 460) report
findings which illustrate that relatively low-skilled workers adopt a variety
of work orientations, focusing on, inter alia, autonomy, wortiwhileness of
the job, and intrinsic aspects of the job.

Conclusion

Herzberg's two-factor theory (1968), as a behavioural science approach to job
redesign, directed attentiom to the significance of the jdb itself as a factor
in determining the motivation, satisfaction and performamce of workers. This
emerged in direct contrast to Taylor's (1911} classical sgyroach with its
emhasis on external monetary incentives. The behavicural science approach to
Jjob redesign thus focused on jcb characteristics (that is to say, the nature of
the job), worker characteristics (incorporating both basic and growth needs),
and work emnvironment characteristics (namely the hygiene factors) in the
determination of work motivation and satisfaction.

Specifically with regards to worker characteristics, however, the two-factor
theory of Herzberg can be regarded as a umiversalistic theory because it
accepts that all workers will respond in the same way to their work emviropment
and their enriched jobs. The theory thus does not include specifications of the
mamner in which the unique individual characteristics of workers interact with
the presence or absence of the motivators and hygieme factors in influencing
job motivation and satisfaction. The theory, thus, does not adequately address
the individual nature of worker characteristics.

The last two decades produced a mumber of landmark studies which elaborated on
Herzberg's approach to understanding the worker-jcb relationship. Job redesign
theary in general was, as a result of these studies, elaborated to specify, in
concrete terms, how individual differences phenamena could be dealt with both
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conceptually - and practically in the redesign and inplementation of actual
change projects. In this way the modern behavicural science approach to jab
redesign, namely the Job Characteristics Model, was established.

2.2.3.2 The Jcb Characteristics Model of jdb redesign

Hackman and Lawler are considered the £fathers of the original jaob
characteristics theory (Miner, 1980: 230). The jcb characteristics theory of
Hackman and Lawler (1971) was formulated as a model of job redesign.

According to the jcb characteristics theory, work behaviour is determined by
the interaction between jdb characteristics, work envirament characteristics,
and worker characteristics. The conceptualization of this interaction,
according to Hackman and ILawler (1971: 262), is based primarily on expectancy
theory (Porter & lawler, 1968). The jdb characteristics theory tlms has its

The job characteristics theory is based on the following assumptions (Hackmen &

Lawler, 1971: 262-263):

(a) The worker will engage in a particular behaviour, as required by the
organization, to the extent that (sjhe believes that (slhe can dotain an
autcame which (s)he values by engaging in that behaviour. These valued
outcares can be both intrinsic (for example, a feeling of accarmplishment)
and extrinsic (for example, financial rewards) in nature.. Qutcomes are

- considered to be incentives when the worker anticipates obtaining same
valued ocutcome as a result of a contemplated action or course of actiom.
The value which the individual attaches to cutcomes is determined by the
extent to which they satisfy the needs of the worker. The work situation
shauld therefore be so structured that workers can strive to satisfy their
needs by engaging in productive, motivated work behaviour.

(b) Most lower-order needs in Maslow's (1943, 1954) hierarchy (namely the
physiological, security, and social needs) can be, ard often are,
reasonably well satisfied for individuals in contemporary society, on a
catinuing basis. The desire for further satisfaction disappears and these
lower-order needs thus possess no further motivational value.

(c) The higher-order needs (the needs for respect and self-actualization) can,
in contrast, be satisfied on a contimiing basis without the strength of
desire for additional satisfaction of these needs diminishing. It may occur
that the satisfaction of higher-order needs can actually increase the
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strength -of the need. The drive for satisfaction of hicher-order needs thus
possesses a strong motivational value.

(d) Not all workers will respond to work-related opportunities to satisfy
higher-order needs. Work can therefore not always be so structured for
everycne that higher-order needs are satisfied by productive, motivated
work behaviour.

{e) Workers who seck jdb-related higher-order need satisfaction will experience
such satisfaction when they perceive that they have, as a result of their
own efforts, accomplished something that they personally believe is
worthwhile or meaningful. These workers have a greater chance of satisfying
higher-order needs when they work effectively on meaningful jcbs which
provide feedback cn the adequacy of their personal work activities.

(f) In order to possess any motivational or satisfaction value, a jcb must:

i) allow workers to feel personally respansible for an identifiable and
meaningful portion of work;
ii) provide work outcomes which are perceived as meaningful and
worthwhile; and
iii) provide feedback in respect of the effectiveness of performance.

{g) The harder and better that an individual works on a jcb with a high
potential for higher-order need satisfaction, the more opportumities (s)he
will have to experience higher-order need satisfaction and the wore
incentive there can be for continued effective performance. Higher-order
need satisfaction is thus viewed as a result of effective performance as

- well as an incentive to sustain good performance.

(h) Imternal wotivation and general satisfaction within the work situation are
determined firstly by the presence, in workers, of the need to pursue
job-related higher-order need satisfaction, and secondly by the presence of
certain job characteristics (namely skill variety, task identity, autonomy,
feedback, Gealing with others and friendship opportunities) which, when
caupled with quality work performence, meke higher-order need satisfaction
possible. :

Hackmon and Oldham (1974, 1980) subsequently revised the jcb characteristics
theory amd termed their refinement the Jcob Characteristics Model, henceforth
referred to as the model (refer to Figure 2.3), which is now considered the
most influencial model gquiding research on the nature or characteristics of
jdbs (Johms, Xie & Fang, 1992: 658). Kelly (1992: 754) refers to this mxdel as
the most well-known and widely discussed theory of jcb redesign. Hackman and
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Oldham (1975) also developed a measuring instnument to validate their model,
namely the Job Diagnostic Survey (JDS), which was revised parallel to
refinements of the model (Hackman & Oldham, 1980: 90).

Porpose of the model

The Job Characteristics Model, the accorpanying JDS and the proposed action

steps for improving motivation, satisfaction and performance (Hackman & Oldham,

1980) have been fumctionally utilized in South Africa as a revised job redesign

practice (Wiesner & Vemmeulen, 1997: 177) to address critical humen resources

proolans currently facing menagers and humen resources practitioners (Boonzaier

& Boonzaier, 1994: 101-109). More specifically, the model specifies the

conditions under which workers will display mwotivation, satisfaction and

productive behavicur. The JDS, in tumn, can be used to:

{a) diagnose jobs considered for redesign in order to establish the current
potential of a jcb for emhancing motivation and satisfaction;

{b) identify those specific job characteristics that are wost in need of
enrichment;

(c) assess the "readiness" of amloyees to respaond positively to improved
jobs.

Where remedial action is required, strategic guidelines (Anthony, Perrewe &

Kaarar, 1999: 308) assist managers in plaming for an enriched workplace.

The model, the attendant JOS ard the proffered action steps thus facilitate a
process through which menagers can practically achieve an optime! fit between
workers end their jobs by addressing wmotivation, satisfaction and performance
problams caused primarily by shorteomings in the nature of jobs. -

Outlire of the model

The Jdo Characteristics Model is underpimmed by the nmenistic memagement
approach which purports to preserve, mmintain ard develcp the "mumen factor" in
the workplace. This intent is visible in the various campments of the model.
According to the model (see Figure 2.3), workers exhibit positive persapmal amxd
work outcomes (intermal work motivation, general jocb satisfaction, growth
satisfaction, and work effectiveness) if they experience three psychological
states, namely:

(a) they perceive their work to be meaningful;

(b) they experience respansibility for the results or autcomes of their work;
(c) they have knowledge of the results of their work.
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Figure 2.3 The Job Characteristics Model (Hackman & Oldham, 1980: 90)
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Positive reinforcement and personal reward are experienced {Armstrong, 1996:
382) when eamployees are aware of performing well an a task (knowledge of
results) that the employee feels accamtable and responsible for (experienced
respansibility) and which is regarded as wortlwhile and of value (experienced
meaningfulness) . These three psychological states are enhanced by the presence
of five specific job characteristics, namely skill variety, task identity,
task significance, autonomy, and feedback.

Hackiman and Oldham (1975, 1976) provide definitions of the different job
characteristics, psychological states, outcames and moderator variables. The
mdel refers to intermal work motivation as the extent to which the amployee
is self-motivated to perform effectively on the jaob; that is, the employee
experiences positive internal feelings when performing effectively cn the jdb,
ad negative internal feelings when doing poorly. Genmeral jdb satisfaction
refers to the degree to which the employee is satisfied and happy with the job.
Growth satisfaction refers to the degree to which an individual is satisfied
with opportunities for growth in the job. This particular persanal cutcame is
the result of elaborations on the coriginal model by Hackman, Pearce and Wolfe
(1978: 293). The model does not provide a definition of work effectiveness as
this factor is wmique to particular work settings.

Experienced meamingfulness of the work refers to the degree to which the
aployee experiences the jodb as generally meaningful, valuable and worthwhile.
Experienced respnsibility for work cutcomes is defined as the degree to
which the employee feels perscnally accountable and responsible for the results
of the work (s)he does. Koowledge of results is the degree to which the

employee knows and wnderstards, on a contimuous basis, how effectively (s)he is
rerforming the joo.

According to the model, for workers to experience meaningfulness, jobs must
contain gkill variety, task identity, and task significance. Skill variety
refers to the degree to which a job requires a variety of different activities
in carrying out the work, which involves the use of a mmber of different
skills and talents of the employee. Task idemtity is defined as the degree to
which the job requires campletion of a "whole" and identifiahle piece of work -
that is to say, doing a job frxom begimming to end with a visible cutcame. Task
significance represents the degree to which the job has a substantial impact
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an the lives or work of other pecple, whether in the immediate organization or

Workers will experience responsibility for their work outcares if jabs contain
a significant degree of autonomy. Autonomy represents the extent to which the
job allows the employee substantial freedam, independence, and discretion in
scheduling the work and in determining the procedures to be used in carrying it
cut.

For workers to have knowledge of the results of their work activities, feedback
must be introduced. Feedback refers to the extent to which performing the
work activities required by the job results in the employee cbtaining direct
and clear information fram the jdbo about the effectiveness of her or his
performance.

The model further specifies the existence of mderator veariables, narely
growth-need strength, satisfaction with pay, satisfaction with security,
satisfacticn with co-workers, satisfaction with supervision, and knowledge and
skill. These moderators 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 work

autcares. The moderator variables are defined as follows: .

(@) Growth-need strength refers to workers' needs for perscnal
accamplishment, for learming, and for developing themselves beyand where
they are at present.

(b) Pay satisfaction refers to the degree of satisfaction with basic
compensation and bemefits as well as satisfaction with the extent to which
the organization's campensation relates to the individual's contribution to
the crganization. .

(c) Security satisfaction is the degree of satisfaction with the amount of
general sequrity experienced as well as with the prospects of security.

{(d) Co-worker satisfaction reflects the degree of satisfaction with other
workers with whom contact is made in the work situation, as well as
satisfaction with opportunities to get to know and to help pecple.

(e) Supervision satisfaction refers to the degree of satisfaction with the
treatment, support and guidance received from supervisors, as well as the

degree to which the general quality of supervision is considered
satisfactory.
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(f) Fnowledoge and skill as a moderator variable is not specifically defined
as they are unique to particular work settings.

The Job Diagnostic Survey (JDS)

The JDS provides direct measures of all the wvariables in the Job

Characteristics Mcdel as depicted in Figure 2.3 (excluding work effectiveness

and knowledge and skill, as previocusly explained). The JDS also measures two

additional job characteristics that are not included in the model (Hackman &

Oldham, 1980: 103-104), namely:

(a) Feedback from agents: the degree to which the employee receives clear
information about his or her performance from supervisors or from
co-warkers; and

(b) Dealing with others: the degree to which the jcb requires the employee to
work closely with other pecple, inside and outside the orgemization, in
the execution of work activities.

Feedback from agents supplements JDS informatiom on the job characteristic

variable "feedback". Dealing with others is designed to alert the plamners of

jcb redesign interventicms to the possibility of an intercoamected set of jcbs
requiring attention rather than focusing an a single job.

Based an the model, the JDS camputes a score reflecting the overall motivating
potential of a job in temms of the five job characteristics. This Motivating
Potential Score (MPS) provides a single indicator of the extent to which the
five jab characteristics are present in a jcb and is computed as follows:

skill task task _l
variety + identity + significance ! x autonomy x job feedback

3 i

MBS =

The MPS renges from 1 to 343 as the five job characteristics are measured on
seven-point scales.

Implications of the model

Specifically, the following theoretical statements cam be inferred from the Job

Characteristics Model: '

(a) Intermal work wotivation, general job satisfaction, growth satisfaction,
and work effectiveness result fraom jobs so designed as to pronpt employees
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to experience three psychological states, namely experienced meaningfulness
of their work, experienced responsibility for work outcomes, and knowledge
of results.

(b) The presence of five job characteristics determines 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 work outcomes; and feedback from the jab
influences knowledge of results.

(c) The psychological states are camwlete mediators of the relationships
between the job characteristics (independent variables) and personal and
work cutcares (dependent variables).

(d) The overall potential of a job to prompt internal work motivation (MPS) is
determined by the mathematical product of feedback, autonomy, and the mean
of skill variety, task identity and task significance. (Feedback and
autonomy are thus assumed to be more critical than skill variety, task
identity and task significance individually in proawpting internal work
motivation.)

{e) The employee's growth-need strength, satisfaction with pay, security,
supervision and co-workers, as well as the employee's level of knowledge
ard skill, moderate both the relaticnships between the job characteristics
and the psychological states and the relationships between the
psychological states and the personal and work cutcames.

Conclusion
The Job Characteristics Model, with the accompanying JDS, represents a
comprehensive behaviawal science approach to job redesign, as the model
considers the characteristics of the jdb, the characteristics of the work
ewirament, as well as the characteristics of tne worker in determining work
behaviour. According to the model, work behaviour (internal work motivation,
general jdb satisfaction, growth satisfaction and work effectiveness) is thus
determined by a carbination of the following variables:

{a) The five job characteristics (skill wvariety, task identity, task
significance, amtonany, amxi feedback) .

(b) Worker characteristics (the three psychological states, namely experienced
meaningfuiness of the work, experienced responsibility for work ocutcomes,
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, and supervision satisfaction).

The JDS represents a canprehensive set of measurements with which the different
caponents of the Job Characteristics Model can be tested ewpirically. The
theory can thus be implemented amd utilized in actual job enrichment programmes
in South Africa also (Nel, Gerber, Van Dyk, Haasbroek, Schultz, Sao & Wermer,
2001: 333-334). Diagncsis of jdbs prior to redesign is possible, and the
effects of job enriclment interventions can be measured. The formulation of
this model and instrument can be regarded as the first attempt in jcb redesign
theory to focus on individual differences dirvectly by measuring the critical
psychological states and the growth-need strength of workers. It is, therefore,
a worker-based jcob redesign theory.

The modermn behavioural science approach to job redesign, in producing the Job
Characteristics Model, thus heralded an era where phenomena in the work
situation relating to notivation and satisfaction were adequately dealt with
according to the criteria laid down by Porter and Miles (cited in Steers &
Porter, 1991: 20-24) as discussed in Section 1.8.

Subsequent to the formulatiom of the Jdb Characteristics Model, studies
relating to the testing of the validity of the variables and the relationships
between the variables of the model were canducted. These empirical findings are
reported in Chapter 3.

Tahle 2.1
of iff j al
FOCUS
Jab Work envircrment Worker
AFPROACH T0 JUB REDESIGN|characteristics|characteristics |characteristics
Classical * *
Neg-classical * *

Behavicural science * * *




2.3 SIMMARY -

The classical, neo-classical and behavioural science approvaches to job redesign
focus in different ways and with different degrees of rigour an the three sets
of variables which canstitute the world of work, namely characteristics of the
jab, the worker and the work enviroment. Table 2.1 serves as a sumary of the
different gpproaches to job redesign and the respective characteristics of the
work situation that each approach focuses on.
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CHAPTER 3
REVISTON OF THE JOB CHARACTERTSTICS MIDEL

3.1 INTROXCTION

The poor work motivation, job dissatisfaction and marginal performence which
plague South African organizations have been highlighted in Chapters 1 and 2.
Substantial develcpments in humen sciences techmology to address these pressing
issues have, however, been made in especially the last two decades. In
particular, Hackman and Oldham (1980) made a major contribution to these
develcprents by formulating the Job Characteristics Model and compiling the
accampanying Jab Diagnostic Survey (JDS).

The Jcb Characteristics Model focuses primerily on the nature of the job
content as the determinant of the attitudes and behaviour of workers. The model
states that high levels of wotivation, satisfaction and work performance are
achieved when three psychological states (experienced meaningfulness of the
work, experienced responsibility for work outcames, and knowledge of results)
are present in the job incurbent.

The variating presence of five §cb characteristics (skill variety, task
identity, task significance, autonamy, and feedback) influences the extent to
which individuals experience these psychological states. The extent to which
the jcdb characteristics are present in a specific job is computed by the JDS
into a single index, the Motivating Potential Score (MPS), which serves as an
indicator of the level of jcb camlexity. In addition to the five core jcb
characteristics, the JDS also measures two additional job characteristics
(feedback from agents, and dealing with others' for diagnostic utilization
during organizational change projects.

Varicus worker characteristics (knowledge and skill, growth-need strength) and
work environment characteristics (pay satisfaction, security satisfaction,
co-worker satisfaction and supervision satisfaction) serve as mxierator
variables which mediate the relationships between the jcb characteristics and
the psychological states as well as the relationships between the psychological
states and the persaral and work cutcomes.

Of all the job redesign thecries to date, the Job Characteristics Model has
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generated the most research and discussion (Algera, 1990: 86). The mwodel is
also regarded as ane of the most covprehensive fremeworks for job redesign
(Anthony, Perrewe & Kacmar, 1999: 306). The JDS, likewise, is the most widely
used instrument in job redesign research and possesses known and generally
acceptable psychametric properties (Griffin, 1991: 429). However, in spite of
evidence supporting the validity of the Job Characteristics Model and the
utility of the JDS, local and internatiopmal criticism has increasingly been
voiced regarding specific campments of the model, and specific shortcomings of
both the model and the JDS have repeatedly been documented (Wall, Clegg &
Jackson, 1978; Rcoberts & Glick, 1981; Birnbaum, Farh & Wong, 1986; Graen,
Scanhra & Graen, 1986; Fried & Ferris, 1987; Idaszak & Drasgow, 1987; Evans &
Ondrack, 1991; Cordery & Sevastoes, 1983).

The purpose of this chapter is to review relevant studies regarding this model
by indicating which parts of the model are supported by empirical evidence and
can therefore be regarded as wvalid, and which parts of the model need
modification. Subsequently, a refinement of the model and the accampanying JDS

The review of studies and the evaluation of the wodel will be presented,
firstly, in terms of the variables contained in the model and, secoadly, in
terms of the relatimmships between the varisbles in the meodel.

3.2 REVIEW AND RVALORTION: VARTABIES IN THE J08B CHARACTERISTICS MOIEL
The model specifies persanal and work cutcomes as dependent variables and job
characteristics as the indcpendent variables.

3.2.1 Jdb characteristics

Empirical evidence relating to the job characteristics focusses predominantly
on the following themes:

(a) the factor structure of the job characteristics;

(b) subjective versus dojective jcdb characteristics;

(c} the additional jab characteristics;

(d) the Motivating Potential Score (MFS).

3.2.1.1 Factor structire of the jdb characteristics
The Job Characteristics Model stipulates five core job characteristics (skill
variety, task identity, task significance, autonomy, and feedback) as
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determinants -of work behaviour. The original exposition of the model contained
four job characteristics (Hackman & Lawler, 1971), kut Hackman and Oldham
(1974, 1975, 1976, 1980) included task significance as a fifth jaob
characteristic. Imdividual indicators of the extent to which each of the job
characteristices is present in a jcb are provided by the JDS, in conjunctiom
with a composite score, the MPS index, being a single indicator of overall job
camplexity (refer to Section 2.2.3.2 for the algorithm for camputing the MPS
index). The question thus arises as to which particular carbination of job
characteristics, whether five separate or a single index, provides optimum
representation of the camplexity of a job.

In their factor amalysis of the jab characteristics, Sims, Szilagyi and Keller
(1976) cbtained responses from both non-supervisory emlaoyees of a medical
centre and supervisory employees of a marufacturing fimm. Support was found for
the a priori dimensionality of five jdb characteristics as suggested by the
model. Pokomey, Gilmore and Beehr (1980) collected data from 173 enployees of
a large insurance campany with branches located throughout the United States
and Canada. Results were consistent with the five job characteristics specified
by the model. Further support for the postulated dimensionality of the job
characteristics is provided by ILee and Klein (1982), using a sample of 1632
public sector workers., The study of Harvey, Billings and Nilan (1985} gives
further credence to the five-factor structure of the model. Their finding is
based on data from 2028 full- and part-time workers of the Chio Natiomal Guard.
The study of Johns, Xie and Fang (1992), based on a rardom sample of 605 first-
and second-level managers in a large utility company in Canada, also fomd the
five~factor salution appropriate.

Dunham (1976), however, fouxl that a single factcr accomted for 83% of the
explained variance in a study of 3610 emloyees of a large merchandising
corporaticon, thus not supporting the five job characteristics as specified by
the model. Based on an altemative factor rotation, the consgideration of a
four-factor solution is advised with the skill variety and autonomy items
collapsing to form a camon factor and thus being empirically the same. Dunham
(1976) propeses, in conclusion, a single- or a four-factor structure as the
most parsimonious solution. Dunham, Aldag and Brief (1977) reported further an
the factor structure of the jcb characteristics. The JDS data of 5945 workers
from f£ive different organizations, which was further divided into 20
subsamples, was analysed. Results indicate an inconsistency in the
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dimensicnality of the job characteristics across samples. The structure of five
job characteristics was fomd in only two of the twenty samples investigated.
In general, a smaller mmber of factor structures were found, usually four,
three or two, depending on the sanple.

Fried and Ferris (1986) faumd a three-factor structure the best altemative. A
sample of 6930 employees in 56 orgenizations across 876 different jobs was
used. A principal axis factor analysis, oblique factor rotations and a
procrustes transformation were applied in the analysis of data. Results showed
that task identity and feedback can be regarded as separate and distinct jcb
characteristics, but that skill variety, task significance and autcnomy
collapsed into a single factor. Possible causes cited are the moderating
influence of age, education and position on the underlying factor structure.

For yomg pecple who are highly educated, for example, results support the a
priori five-factor soluticm.

Idaszak and Drasgow (1987) point to the reverse-score items of the JDS as a
major source of incomsistencies in determining the mmber of factors operating
as jcb characteristics. The factor structures cbtained when administering the
original JDS, as well as a revised J0S (designed by replacing reverse-score
items with new items), were investigated. Factor amalyses identified six
dimensions underlying the original JDS. Five of the factors correspoarxd to the
patterm expected for the JDS items; the sixth was identified as a measurement
factor. wWhen the revised JDS was administered to 134 employees of a printing
camarry, the a priori five-factor solution was cbtained with no weasurement
factor. On this basis the researchers recaomerd the use of their revised JDS.

The study of Kulik, Oldham and Langner (1988) z1s¢ contrasted the JDS of
Hackmen and Oldham (1980} with the revised version proposed by Idaszak and
Drasgow (1987). A sample of 224 dairy workers campleted both versians of the
JDS. Results of a canfirmatory factor amalysis showed that job characteristics
items cn the revised JDS conformed more closely to the hypothesized five-factor
structure than did the original JDS job characteristics items. However, with
regaxd to practical implications, results of Lisrel amalyses indicated that the
revised items did not improve the usefulness of the JDS in predicting
satigfaction, intemal motivation or productivity. Cordery and Sevastos (1993)
also compared the original and revised versions of the JDS. The sample
consisted of 3044 white-collar workers fram departments of the Westem
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Australiam State Public Service. Results showed, too, that a revised version of
the JDS, using only positively worded items, better fits the five-factor
structure underlying the instrument. Harvey, Billings and Nilan (1985) report
the same conclusion. By contrast, Burke (1999: 218) indicates that the
rnegatively worded items in the JDS are not as sericus a concem as researchers
have implied. Rather, the feasibility of screening for invalid responses (those
respondents who were careless, inattentive, sabotaged the campletion of
questiommaires or who read poorly) instead of changing the JDS to include only
positively worded items, is highlighted.

In trying to determine the validity of using a five-factor structure, there are

several problems in camparing research results:

(a) Different instruments {for example the Jcb Diagnostic Survey and the Jdo
Descriptive Inventory) are used in different studies to measure the -jcb
characteristics, thus confoamding camparisons.

() The nature of samples chosen differs with regard to range of jobs,
organizational levels and industries included.

() Sare studies make use of dbjective jdb characteristics (as reported by
external individuals) while others use subjective measures (that is, the
self-reports of job incumbents).

(d) Idaszak, Bottam and Drasgow (1988) autline specific methodological problems
which seem to be the primary cause of inconsistent results cotained in the
large mmber of factor analyses of the JDS. Of specific relevance is their
finding that samples approximating 1000 subjects are needed to dbtain
significant results on the factor structure of the jab characteristics when

In conclusion, studies ot the dimensionality «f the jcb characteristics
propose from a ane- to a five-factor solution. Research on this issue, when
using the original JDS, can thus be regarded as inconclusive. The studies of
Harvey, Rillings and Nilan (1985), Idaszak and Drasgow (1987), Rulik, Oldham
and Langner (1988) and of Cordery and Sevastos (1993), however, provide
sufficient evidence to justify using the revised version of the JDS to measure
the five jdbo characteristics. The revised JDS also supports a five-factor
solution as proposed by the medel. BExperience in South Africa (Boonzaier &
Boonzaier, 1994) tends to favour the use of the revised JDS which is thus
recamended for diagnostic purposes by researchers and practitioners alike.
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3.2.1.2 Subjective versus dojective jcb characteristics

According to Hackman and Lawler (1971), as well as Hackman and Oldham (1974,
1975, 1976, 1980), the worker's perception of the extent to which the job
characteristics are present in her/his job determines the persomal and work
astcaores. This perception of the jdbo characteristics is measured by the JDS and
relies an the subjective evaluation by the job incumbent. The dilemma this
creates is that when job redesign is introduced, the dojective characteristics
of jobs are altered. The question is thus whether dbjective changes in jcb
characteristics result in changes in subjective job perceptions in the
direction of the dojective medifications. Fried and Perris (1987) addressed
this issue of the linkage between subjective and dbjective job characteristics
in their conprehensive review of nearly 200 relevant studies of the model. In
general, the studies included in this meta-analysis show that dbjective
manipulations of jobs do result in changes in the job percepticns of workers in
the direction of the dojective change. The experimental study of Taber and
Taylor (1990) also shows that changes in cbjective work tasks result in
parallel changes in employee perceptions of their jaobs.

Fried and Ferris (1987) also provide an indication of the link between
dojective ard subjective jcb characteristics as evidenced by the correlations
between the jcb incumbent's ratings of the extent to which job characteristics
are present in her/his job and the ratings of these same jobs by other sources,
for example peers, supervisors and regearchers. A median of correlations of
0,63 is reported and a median of median correlations of 0,56 for 15 studies
where job incumbent ratings were correlated with that of other socurces. Fried
and Ferris (1987) conclude that the subjectivity prdblems associated with
inourbent-~-rated job characteristics are less serious than initially believed.

In a study examining the influence of 24 job characteristics an 17 dependent
variableg, Algera (1983) found similar correlational patterns when jcb
characteristics were rated by jcb incumbents and when job characteristics were
rated by non-job incumbents. Oldham, Hackmen and Pearce (1976) and Stane and
Porter (1978) likewise fomd similar correlations between jcb characteristics
axd outcame varisbles when subjective and dbjective ratings were used as
independent varisbles. Thigs finding implies that there is no real difference
between dbjective and perceived or subjective jdbo characteristics.

Substantial convergerit validities between reports by job incumbents and reports
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by other somces such as co-workers, cbservers and supervisors have been
reported in several other studies as well. Hackman and Oldhem (1976: 261), for
example, found high cowvergent validities between the different sources.
Hackman and Lawler (1971) repart convergent validities as high as 0,95. Spector
and Jex (1991) also show that jcb characteristics based on self-reports
represent a reasonable measure of dbjective job characteristics, based on their
sample of 232 civil service employees. Kulik, Oldham and Hackman (1987: 285)
state that "emloyees are able to provide generally accurate assessments of the
characteristics of their jabs". Jadms, Xie and Fang (1992) provide further
justification for the use of subjective self-reports as evidential of the job
c¢haracteristics. Furthermore, they regard the Job Characteristics Model as the
"Most  influential model guiding self-report research an job characteristics®
(1992: 658). It can be argued that when the intent is to predict or uderstand
employee behaviour at work, eamployee ratings of job characteristics are
preferable to use, since it is an employee's own perceptions of the dbjective
job that is causal of her/his reactions to it (Hackmen & Oldham, 1876: 261).

Conversely, Birmbaum, Farh and Wong (1986) advocate the use of multiple sources
of informetion on job characteristics for use in job redesign interventions.
Cellar, Kernan and Barrett (1985), however, cuestion the validity of regarding
obgerver ratings as objective indices of the job characteristics by
illustrating that dbservers can be biased by the same factors which affect
ratings by incumbents.

In conclusion, it can be stated that, in -jcb redesign studies, the
utilization of subjective job characteristics as reported by workers seems to
have weathered rigorous empirical investigation. Studies reveal that the
possible confouding factors, namely camon method variance (Roberts & Glick,
1981), the influence of extraneous social cues (Griffin, 1983), anxd priming
effects (Fried & PFerris, 1987), have been exaggerated. There is a relatively
high relaticnship between the extent of the job characteristics present in a
jcb as perceived by the worker, and the corresponding evaluations of cthers. On
the basis of all the above-mentioned studies, the subjective ratings of jab
incurbents can be regarded as a sufficient and valid indicator of the extent of
the jcb characteristics present in their jobs. This then also validates what
Taber, BRechr and Walsh (1985: 32) refer to as the camon organizational
research strategy of using only self-report measures of job characteristics, as
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vielded by the JDS. It is furthermore recamended that the revised JDS (see
Appendix A) be used to measure the subjective job characteristics.

3.2.1.3 Aqditional job characteristics

The supplementary verizbles, namely feedoack from cthers and Jdealing with
others, are included in the JDS to aid the diagnosis of jobs and the reaction
of warkers to their jcbs (Hackman & Oldham, 1975: 162). Sims, Szilagyi and
Keller {1976) and BEvans, Kiggudi and House (1979) as well as Hogan and Martell
(1987) have famd little evidence to justify adding these two varisbles to the
get of five core jcb characteristics. Apart from these studies though, research
in general has neglected to test the viability of including these two
additional variables.

In cxxlusion, in the absence of valid reasons to the contrary, these two
additional job characteristics can therefore not be justifiably added to the
standard five job characteristics. They can, however, be utilized by those
technologists who may find these indices useful for a specific intervention
scenario, and they are also useful as a guideline for researchers attempting to
expand the nature and scope of the job characteristics.

3.2.1.4 Motivating Potential Score (MPS)

The model accentuates the contribution of each of the separate five job
characteristics in enhancing motivation, satisfaction and performance. It is
nevertheless also informative to combine the five job characteristics into a
single index which reflects the overall potential of a job to foster positive
persanal and work outcomes. Such a multiplicative index (refer to Section
2.2.3.2) was formlated by Hackmem and COldham (1974) and is known as the
Motivating Potential Score (MPS). This index provides an indication of the
extent of jcb complexity.

Ferris and Gilmore (1985) point out that the traditiomal multiplicative index
is not the cnly index used in research. Their study conpares the utility of the
miltiplicative index of Hackman and Oldham (1974, 1975, 1976, 1980), a
simple unweighted additive index, and a weighted additive index, when
moderator effects are tested. The urweighted additive index of job camplexity
is camputed by adding the scores of the five job characteristics. The weighted
additive job caplexity index is carpiled as follows:
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Jab camplexity = 2(Skill variety) + Task identity + Task significance
+ 2 (Autonomy) + Feedback
Data was collected from 94 mursing employees. A moderated regression analysis
revealed that the probability of detecting moderator effects is increased when
using the traditicnal miltiplicative index compared to utilizing either of the
two additive indices.

Evans and Ondrack (1991), in a replication of the afore-mentiomed study,
however, declare their preferred formila to be the umeichted additive index.
Four versions of the formula were tested using a sample of 1193 male,
blue-collar employees who lived and worked in Ontario, Canada. Using a
hierarchical multiple regression analysis, little support was found for the
traditional moltiplicative index. The most suitable formula was fournd to be the
simple additive version. These findings also coincide with those of Armeld and
House (1980) who state that the multiplicative index of the MPS is
umecessarily camplex, and that a simple additive index suffices.

Fried and Ferris (1987), too, campared the multiplicative MPS index with the
simple additive index by conducting a meta-analysis of nearly 200 studies. They
conclude that the simple additive index of jcb camplexity is a better predictor
of work autcares than the multiplicative index. Even more emphatically, Hinton
and Biderman (1995: 355), applying hierarchical regression to a sample of 195
managerial and non-memagerial positions, state that "no evidence for the
multiplicative formulation of the MPS was f LI

In conclusion, although the algorithm for computing the original MPS is
provided by Hackman and Oldham (1974, 1975, 1976, 1980), the rationale for its
camutation is not stated in the literature. Based on available regearch
results, the simple additive index is recamended for use in job redesign
interventions.

3.2.2 Personal and work outcames

The Job Characteristics Model originally included intermal work motivation,
satisfaction with work, quality work perfomence, and absenteeism and labour
tumover as personal and work outcomes (Hackman & Oldham, 1974, 1975, 1976) . In
subsequent refinements of the model, quality work performence was reformalated
as work effectiveness, and absenteeism ard labour tumover was discarded.
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Satisfaction with work was redefined as general job satisfaction and a new
dependent variable, namely growth satisfaction, was introduced (Hackman &
Oldham, 1980: 90). Growth satisfaction had previously been regarded as a
moderator variable in the original conceptualization (Hackman & Oldham, 1975:
162) .

Algera (1990: 96) points ocut that research cn the model has focused wore on the
persanal. outcomes than an the work outcomes. A possible reasan for this is that
the measurement of the work cutcames (that is, productivity and performence) is
notoriously difficult (Kelly, 1992: 754). O'Brien (1982: 398} also indicates
that the model has not been shown capable of predicting individual
productivity. Hackman and Oldham (1976: 271) state that the relationships
between the job characteristics and both absenteeism and work performence are
weaker than the relatiomships between the job characteristics and the persomal
oautcares. Kemp and Cock (1983) report that the jaob characteristics strongly
correlate with motivation and satisfaction, kut that the jdb characteristics
are less reliably related to measures of turnover, absenteeism and performance.
This particular finding is supported by elaboraticons in Section 3.3.1, where
research results pertaining to the relaticnships between variables in the model
will be discussed.

Of specific relevance, however, is the nature of the items used in the original
JDS to measure the persanal cutcames, that is internal work motivation, general
job satisfaction arxd growth satisfaction. As discussed in Sectien 3.2.1.1,
studies on the dimensicnality of the job characteristics, as measured with the
original JDS, propose fram a ane- to a five-factor solution. This problem was
dealt with successfully by Idaszak and Drasgow (1987) by replacing reverse-
score items with positively-worded items to measure the job characteristics,
thereby cbtaining a five-factor solutiom as preposed by the model. Kulik,
Oldham and Langner {(1988) indicate the possibility that the persmmal outcares
are subject to the same impurities as the job characteristics when measured
with the original JDS. It is suggested that improvements in the
criterion-related validity of the JDS may be dbserved only when both the job
characteristics and personal outcomes measures are all positively worded.

In conclusion, studies on the model tend to favour general job satisfaction,
growth satisfaction and intermal work motivation as dependent variables. The
use of the revised JDS (see Appendix A) to measure these personal cutcares is
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also recammended.

3.3 REVIEW AND EVATOATION: RELATIONSHEIPS EBETWEEN VARTARIES IN THE JOB
CHARACTERTSTICS MODEL.

The J& Characteristics Model sets forth job characteristics as independent
variables and personal and work outcomes as dependent variables. The
psychological states are mediators of the relationships between job
characteristics and cutcares. The emloyee's growth-need strength, satisfaction
with pay, security, supervision and co-workers, as well as the employee's level
of knowledge and skill, umoderate both the relatiomships between the jcb
characteristics and the psychological states and the relationships between the
psychological states and the personal and work outcomes.

3.3.1 Relationships between job characteristics and cutcomes

Researchers like Turner and ILawrence (1965), Brief and Aldag (1975), Oldham,
Hackman and Pearce (1976), Hackman, Pearce and Wolfe (1978), Wall, Clegg and
Jacksaon (1978), Oldham and Brass (1979}, Eackman and Oldham (1980}, Roberts and
Glick (1981), Caldwell and Q'Reilly (1982), Humt, Head and Sorensen (1982),
Terborg and Davis (1982), Algera (1983), Lee, McCabe and Graham (1983), Crpen
(1983), Loher, Nee, Mceller and Fitzgerald (1985), Ondrack arxd Evans (1986),
Fried and Ferris (1987), Gerhart (1987), Champoux (1991), Spector and Jex
(1991), Boonzaier and Boonzaier (1994) and Remm and Vandenberg (1995) conclude
that job characteristics influence outcares. Furthermore, 2dler, Skov and
Salvemini (1985), as well as James ard Tetrick (1986) and Mathieu, Hofmarm and
Farr (1993), propose a reciprocal relationship between job characteristics and
outcares.

The South African study of Boonzaier ard Boonzaier (1994) warrants attentiom at
this juncture. A sample of 4012 employees of a cammity service organization
statianed at 46 organizaticnal units was drawn to test the validity of the
model. Results show that MPS is strongly asscociated with general job
satisfaction (r=0,48), emloyee growth opportunities at work (r=0,58) and
employee interpal motivation (r=0,41). These findings coincide with the
meta-analyses of Icher, et al. (1985), Spector (1985) and Fried and Ferris
(1987) .

Lee, et al. (1983) provide evidence for the generalizability of the
relationships between jab characteristics and cutcares to employees working
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within the public sector. Govermment workers were thus found to react similarly
to workers within the private sector with regard to the presence of the job
characteristics.

A positive relationship between jcb characteristics ard perscnal cutcomes was
fomd for retail salespecple specifically in studies by Teas (1981, 1982) ard
Iubinsky and Skimer (1984). The study of Becherer, Morgan and Richand (1982},
of industrial sales persomel, also shows highly significant correlations
between job characteristics on the one hand, and intermal wotivation, general
satisfaction and growth satisfaction on the other.

Stone (1986) reviewed empirical evidence relating toc the relationships
described in the model ard famd that job camplexity correlated strongly with
general fjob satisfaction, both in the field (r=0,63) and the laboratory
(r=0,53). Loher, et al. (1985), however, fomd a wedker correlation (r=0,39)
in their sample of mainly laboratory studies. Stone (1986) found contradictory
results in that job complexity was positively correlated with job performance
(r=0,30) in 11 field studies, but showed a negative correlation (r=-0,26) in
three laboratory studies.

All the above findings have specific implications for managers of lmman
resources. Worker motivation and satisfaction can be enhanced by increasing the
extent of the five jcb characteristics present in a job. This is accomplished
by implementing the job redesign strategies reported by Boonzaier and Boonzaier
(1994) .

It is important at this juncture to take cognisance of Algera's (1990: 97-98)
conclusion that strong relationships exist between the perceived job
characteristics and personal ocutcames, but that the correlations between the
job characteristics and work outcames are much weaker. The meta-analysis of
Fried and Ferris (1987) also mekes a clear distinction between the strength and
consistency of the relationships between the five jcb characteristics and the
persanal outcomes on the ane hand, and the five job characteristics and the
wark outcames on the other. Their results indicate that feedback has the
strongest relationship with general job satisfaction (90% credibility wvalue
0,43), that autanomy has the strongest relaticnship with growth satisfaction
(90% credibility wvalue 0,71) and that skill variety has the strongest
relationship with internal work motivation (90% credibility value 0,52). On the
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other hand,  the relationships between the jcb characteristics and jaob
performance are weak (90% credibility value: ranging from O to 0,13). The
relationships between the job characteristics and absenteeism are also wesk
{90% credibility value: ranging from -0,29 to 0,04). The relationships between
job characteristics and personal cutcames are thus generally stronger and more
consistent than the relationships between jcb characteristics and work
outcares.

In conclusion, it can be said that a major strength of the Jcb
Characteristics Model lies in the empirical support for the positive
relationships between the job characteristics and personal ocutcomes. BEowever,
when camparing the relationships between the jdo characteristics and personal
autcares cn the one hand, anxd the relationships between the job characteristics
ard work outcames on the other, the model itself is discanfirmed owing to the
. discrepancy in causal pattemns between the jcb characteristics and personal
versus work outcares. Job redesign practiticoners should focus on the model's
positive feature, that is, the strong superior relationships between the job
characteristics and personal cutcames, ard the practical implications thereof.

3.3.2 Moderators and mediators of the relationships between 5job
characteristics and cutcares

Worker characteristics (psychological stares, growth-need strength and

knowledge and skill) and work enviromment characteristics {satisfaction with

pay, security, supervision and co-workers) are specified as moderators and

mediators of the relaticnships between the independent and dependent variables

of the model (refer to Figure 2.3).

3.3.2.1 vVvorker dharacteristics

The Jab Characteristics Model depicts certain worker characteristics in order
to explain an intervening or moderating influence on the relationships between
job characteristics and outcomes. Worker characteristics include three
psychological states (experienced meaningfulness, experienced respansibility,
and knowledge of results) which are regarded as mediators of the relationships
between the job characteristics and ocutcames (Hackmen & Oldham, 1980; Jolms,
Xie & Fang, 1992: 659). Two further worker characteristics are growth-need
strength, and koowledge and skill (Xulik, Oldham & Hackmem, 1987: 283) which
are depicted in the model as moderators both between the jab characteristics
and psychological states, and between the psychological states and ocutcomes,
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although Jdms, Xie and Fang (1992: 659) report that most researchers have
restricted moderator tests to the direct relaticmships between the jab
characteristics and ocutcomes.

It is importamt at this Jjuncture to take note that employee knowledge and
skill, as specified by the model, "has never been tested directly” (Johms, Xie
& Fang, 1992: 659). Furthemore, a contradiction exists in the literature as
Hackmen and Oldham (1980: 90) include knowledge and skill as a moderator
variable, but Kulik, Oldham and Hackmen (1987: 286) report that "it is still
wknown whether enployee knowledge and skill will determine how employees will
respond to a job's motivating potential®. No empirical support for the
knowledge and skill variable within the context of the model has been located
ard therefore no further discussion of this variable is warranted.

Epirical studies with regard to the role of the psychological states and
grawth-need strength in the model will now be discussed.

(&) Psychological states

The Job Characteristics Model "posits that all three of the psychological
states must be experienced by an individual if desirable outcomes are to
emerge” (Kulik, Oldham & Hackman, 1987: 280). However, the intervening or
mediating influence of the psychological states an the relationships between
jcb characteristics azxd outcomes has been questioned (Hackman & Oldham, 1976;
Wall, Clegg & Jackscon, 1978; Remm & Vandernberg, 1995).

As cantained in the theoretical statements of the Jcb Characteristics Model

(refer to Sectiom 2.2.3.2), of relevance at this juncture is:

- whether all three psychological states are necessary for positive cutcomes to
arerge;

- whether the relationships between the jab characteristics and psychological
States exist as specifically prescribed by the model; ard

- whether the psychological states are camplete mediators of the relationships
between the jdo characteristics and cutcomes.

Hackmen and Oldham (1976: 262-264), in their original formulaticn of the model,
in actual fact provide evidence of a differemce in status between the
psychological states. They tested the hypothesis whether predicting the
outcomes (internal work motivation, general jcb satisfaction, growth
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satisfaction, absenteeism and rated work effectiveness), using the
psychological states, is maximized when the three psychological 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 computed predicting the ocutcome measures on the basis of,
firstly, all three psychological states as a unit, secordly, the three possible
pairs of psychological states, and thirdly, each of the three psychological
states singularly. Results indicate that any single psychological state
significantly predicts the outcames, and that a significant increase in
predictive value (that is, an increase in R-squared) is anly achieved by the
further inclusion of any possible pair of states. The strongest predictive
carbination is thus amny two of the three psychological states. Arnold and House
(1980} also found little support for the hypothesis that all three
psychological states are necessary for the development of specifically internal
work motivation. Fried and Ferris (1987) favour reducing the mmber of
psychological states from three to two, by integrating experienced
meaningfulness and experienced responsibility into a single dimension. Their
results also fail to support the intervening effect of the psychological states
an especially the job characteristics - work performance relationships. Rem
and Vandenberg (1995) collected data from 188 subjects performing a range of
different jcbs which showed that not all three psychological states are
neccessary to meximize the explanation of outcome variance. This finding
coincides with the finding of Johns, Xie and Fang (1992) .

The relationships which do exist between the job characteristics and the
psychological states do also not coincide fully with those specified by the
model. The study of Becherer, Morgan and Richard (1982), while validating same
of the relationships between the jodb characteristics and the psychological
states, also confutes others. While the rejression equation for the
knowledge-of-results variable employs standardized regression weights as
predicted by the model (that is, feedback predicts knowledge of results), the
regression eguations for the cother two psychological states show mixed results.
According to the model, omly autonamy should be related to experienced
respensibility, However, the standardized regression coefficients for the other
job characteristics (that is, skill variety, task identity, task significance,
and feedback) are as large as or larger than those for autonony. Autonony and
feedback also contribute, together with the posited relatiomships, to
Predicting variance in the experienced-meaningfulness-of-wark variable.
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Rerm (1989) tested the model in a longitudinal research design utilizing
structural equation methodology by drawing a sample of 90 employees
representing seven different job categories in an insurance company. Autcnomy
predicted experienced regponsibility, and feedback predicted knowledge of
results. Skill variety, task identity and task significance, however, did not
predict experienced meaningfulness. This study thus, too, only partially
validates the specified relationships between the job characteristics and the
psychological states.

The meta-analysis of Fried and Ferris (1987: 303) shows that skill variety has
the strongest relationship with experienced meaningfulness (90% credibility
value 0,71) ard that task significance also has the strongest relationship with
experienced meaningfulness (90% credibility value 0,62), tims supporting the
theory with regard to the relationships between these two jab characteristics
and the corresponding psychological state. Task identity, however, showed the
strangest relationship with experienced responsibility (90% credibility value
0,40), while autonomy showed a similar strength of relationship with
experienced meaningfulness and experienced responsibility (90% credibility
value 0,61). Jcb feedback related similarly to all three psychological states,
thus not supporting the theoretical statements regarding the specified
relationships hetween the job chavacteristics ard the psychological states.

With regard to the issue of the psychological states posing as camplete
mediators in the model, the study of Remm and Vandenberg (1995), using
regression procedures, shows that the psychological states are only partial
mediators of the relationships between the job characteristics and ocutcomes,
thus contradicting the theoretical statement of the model implicating camplete
mediation. The results do, however, indicate that the psychological states
explain significant amoumts of cutcame variance bevand the jcob characteristics.

Testing an alternative model, by excluding the psychological states, Wall, et
al. (1978} showed that the alternative model accoumts for a significantly
greater portion of variance than does the Jdb Characteristics Model. The
alternative model showed a direct causal relationship between job
characteristics and wark behaviour. The studies of Fried and Ferris (1987) and
of Hogan and Martell (1987) also show that the peychological states do not
increase the explanatary power of the model. Questions have thus been posed
regarding the mediating role of the psychological states. Fried and Ferris
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(1987) state, in their review and meta-analysis of the validity of the Jodb
Characteristics Model, that only a few studies have focused on this issue of
psychological states as mediator varisbles. Research has, however, started
focusing on other possible mediators (for example, attention state) of the
relationshipg between job characteristics and cutcomes (Fox & Feldman, 1988).

Roberts and Glick (1981: 197-198) refer sceptically, in their evaluation of the
literature, to the value ard role of the psychological states in the Jcb
Characteristics Model: "A psychological state construct was gpparently
introduced as an intervening variable to increase the explanatory power of the
model.” Wall and Martin (1987: 68) ask far the exclusion of the psychological
states from the model: "It appears that the critical psychological states are
an umecessary elaboration which concern for parsimony would lead one to
exclude. "

Jams, Xie and Fang (1992) confimm the role of the psychological states as
mediators, but support the notion of a single-factor model for the
psychological states as espoused by Hogan and Martell (1987). Concerm is also
voiced by the former researchers with regard to the method variance problem
when measuring the psychological states using the JDS, suggesting that it wight
be wise to avoid measuring both jcb characteristics and psychological states
with the same instrument (Johms, Xie & Fang, 1992: 672).

The model presents the critical psychological states as the "causal core of the
model” (Hackman & Oldham, 1976: 255). Wall, Clegg ard Jackson (1978: 255)
argue, however, that amidst the suspect equal status of the psychological
States in the model, the strng relationships between the job characteristics
and outcomes nonetheless ensure the same implications for jdb redesign
practices, thus rendering the use cof the psycholocical states construct useless
in practical terms. O'Brien (1982: 386), furthemmore, states that the -jab
characteristics and psychological states items in the JDS measure basically the
same concepts.

With regard to the role of the psychological states in the model, Wall and
Martin (1987: €8) state that:
examination of this part of the model has confirmed 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 accomt for the relaticnship between
the core job dimensions on the one hand and the outcome variables on the
other.
Champourx (1991: 432) seconds this pronamcement with the conclusion that
"research results to date with the critical psychological states do not give
weqivocal support to this part of the theory™.

In conclusion, the specified relationships between the jdb characteristics
ard psychological states are not consistently confimmed by empirical research,
as some job chavacterdistics relate to the psychological states in ways not
stated by the model. The status of the three states also differs, with
experiennced meaningfulness playing a prominent role, knowledge of results an
ingignificant role, and experienced responsibility contributing intermediate
predictive utility. The psychological states do explain, however, significant
amamts of outcare vardiance beyond the jcb characteristics, but are regerded as
being of no practical use, given the practical utility of the jdb
characteristics and the persomal autcames as contained in the JDS. Furthermore,
the psychological states carmot be regarded as camplete mediators of the
relatimships between the job characteristics and outcomes as specified in the
theoretical statements of the model. The inclusion of the psychological states
also inCreases the likelitood of methed variance. The above-mentioned studies
thus, in general, fail to support the mediating effect of the psychological
states an the job characteristics/outcomes relationships as specified by the
model.

(b) Growth-need strength (GNS)

The concept of growth-need strength is based on the work of Maslow (1943,
1954). The Jcb Characteristics Model refers to the higher-order needs of the
worker ass growth-need strength. GNS is viewed as cne of the moderator variables
because it is depicted as influencing the relationships between Jjob
characteristics and psychological states as well as the relationships between
the psyclhwleogical states and personal and work autcames. Growth-need strength
represents the need for persanal growth and development within the Jjcob
evirament. Individuals with a strong growth-need will desire that a high
degree of the jcb characteristics be present in their jobs and will constantly
seck cpportumities for growth within the jocb envivament. When jdbs possess a
high degree of the job characteristics, and workers deliver quality work
perfommance, the higher-order needs are satisfied and workers experience a



o4

positive intemal feeling, namely the three psychological states. Individusls
experience a reward for their performence in the form of higher-order need
satisfaction, as well as a positive internal feeling, and are thus further
motivated to sustain their good performance. The higher-order needs can
therefore be satisfied on a contimal basis without detracting from the

strength of the drive for further need satisfaction (Hackman & Lawler, 1971:
262) .

In the literature, however, the influence of growth-need strength as a
moderator variable in the model is questioned. Umstot, Bell and Mitchell
(1976), Orpen (1979) axd Graen, Novak and Scrmerkamp (1982) found that GNS did
not moderate correlations between jcb characteristics and job performance,
while Wall and Clegg (1981) found that GNS did not moderate correlations
between jcb characteristics and intrinsic motivation. Maillet (1984) suggests,
based on a sample of 117 Canadian penitentiary guards, that the moderator
effects of @8 are, at best, minimal with respect to the relationships between
MPS and work ocutcomes. Hmt, Head and Sorensen {1982) also show that GNS
displays an insignificant moderating influence on the relatiomships between jcb
characteristics and persanal outcomes for pharmmacists employed in a private
hospital. The study of Joms, Xie and Fang (1992), too, fomd very little
evidence for the moderating role of GNS. O'Brien (1982: 393), in an evaluation
of varicus studies, reports on the state of research regarding growth-need
strength as follows: "The evidence for moderator effects of growth needs is
weak." Roberts and Glick (1981) arrived at the same conclusion.

The strongest enmpirical evidence is provided by three meta-analyses of the
moderating effects of GNS on the relationships between job characteristics and
various cutcomre variables. The studies reviewed in these meta-analyses (Fried &
Ferrig, 1987; Loher, et al., 1985; Spector, 1985) present incomsistent
canclusions in respect of the moderating influence of GNS.

Forshaw (31985: 97), in a Scuth African study of the moderating influence of
growth-need strength on the relationships between job characteristics,
psychological states, and personal and work outcores, fomd only partial
support for GS. Champoux (1991), in testing the model utilizing 247 state
agency employees, also states that the moderating influence of (I8 is not as
widespread as the theory inmplies. Craen, Scandura and Graen (1986) reviewed 26
studies and also famd the results inconclusive. It would appear as if the
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individual's need to grow cammot be accepted per se as an explanation for
motivated work behaviour within an enriched jcb enviromment. Wall and Martin
(1987: 71) concur that research relating to GNS is incomsistent and does not
present a ccherent pattern of findings.

Roberts and Glick (1981: 196) introduce a further shortcaming by stating that
although the model specifies desirable job characteristics for workers with
high @S, it mekes no attempt to identify desirable job characteristics for low
@S individuals. The model also provides no indication of the motives of, and
therefore the Jjob characteristics that could appeal to, the low &S worker
(Britt & Teevan, 1989).

Jackson, Paul and Wall (1981) ascribe the inconclusive findings relating to @5
as a mxderator to deficient empirical work by researchers. They argue that
studies examining the moderator effect of AQBG have usually utilized the JDS to
measure GNS and have taken measures of all the relevant variables on the same
occasion. Respondents thus strive for consistency within the confines of the
JDS. Baving, for example, stated that a specific job characteristic is valued
(indicating a high @GNS}, and that this characteristic is present in the jab,
little option exdsts but to report job satisfaction. The wmeasures of Q@S are
also closely related to the measures of the job characteristics, tims drawing
attention to this relationship and thereby the need for consistent respanses.
They also cite the use of discrepant analytical procedures as a shortcoming in
G\E_research. Findings regarding G¥S as a moderator in the model may thus be
method-bourd .

Pokorney, Gilmore and Beehr (1980) focused on the different statistical
techmiques employed to test for moderator effects as a possible reason for
inconclusive findings. When caomparing the correlation and regression results of
the same data set, the correlation subgroup analysis lends more support to the
hypothesized moderating effect of &S than does the result of the regression
analysis. A lack of methodological refinements may thus also contribute to the
inconciusive results regaxding the moderating role of @GNS in the model. Vecchio
(1980: 480) has two criticisms of the published research on individual
difference moderators. The first relates to the nature of the woderator
variasbles studied: the variables are predominantly personality variables amd
the gcales used to measure this type of variable are regarded as poor
predictors. The secand criticism relates to the nature of the sample: a
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regtricted focus has been maintained in the sanmpling procedure where the
samples, in general, could be regarded as relatively honogensous.

Graen, Scandura and Graen (1986: 485) provide adequate reasom why the
canceptualization of GNS as a moderator variable in the model is based upon a
faulty premise. They explain that GNS refers to the extent of employee
motivation for growth on the job; that is, an employee's desire for the
challenge of new learning. Growth-need strength thms assesses individual needs
for growth opportunities, with irdividuals responding to particular growth
cpportunities based on their GNS. But the MPS represents anly the current level
of job characteristics present in the job; nowhere does the JDS measure
opportunities for growth in the jcb per se. It is thus only actual changes in
job characteristics that hold prospects for growth and bring G5 as a relevant
variable into play. As moderator studies have focused only on the current level
of job characteristics present in a jdb, the influence of (NS as a moderator
variable in the model has not been adequately addressed.

It is important to note at this juncture that Hackman and Oldham (1975: 163),
in their original conceptualization, refer to G as a "malleable individual
difference characteristic” constructed to be a reliable indicator of individual
needs. In a further discussion, Hackmen and Oldham (1976: 259) use such temrs
as "the possibility”, "It may be" and "tentatively" when referring to the role
of GNS as a moderator in the model. Their "present findings provide no reason
to expect that the ultimate impact of working on enriched jobs will be more
negative than positive for amy graup of employees, regardless of the level of
growth-need strength" (1976: 275), tims actually claiming GS not to be a
moderator in the model. In a study by Kulik, Oldham and Hackman (1987: 294),
concern is voiced regarding the measurement strategy employed by the JDS to
assess the growth-need strength of employees, thws reflecting on the suspect
validity of the GNS construct. Roberts and Glick (1981) indicate, hased cn low
intercorrelations, that the two original fommats of the @GNS scales measure
different constructs. They furthermore question the reliability and validity of
these two GBS constructs.

The coneeptualization of G is based on the need hierarchy of Maslow (1943,
1954) . Thierry and Koocpmen-Iwema (1984: 138), however, find wvery little
empirical support for Maslow's thecory. They reason that each category of needs
is complex in carposition and thus complicates the operaticnalization of
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partial needs. Another criticism concemns the asgumption of prepotency in the
hierarchy structure which postulates that the Mext" need will not motivate
behaviour until the "previous" one has been satisfied. The same authors report
that research shows that behaviour is aimed at satisfying various categories of
needs simultanecusly and that this precondition is not valid. Furthermore, the
specific categories of needs are questioned and remain suspect. Wahba ad
Bridwell (1983: 34) also report that although Maslow's theory is widely
accepted, little research evidence exists to support it.

In conclusion, it can be stated that the nature and manifestation of
growth-needs, their measurement, as well as how need satisfaction actually
occurs, romain polemical. Prablems therefore exist in accepting growth-need
strength as a measure of worker characteristics within the work situation. The
above-mentioned evidence seriously questions the role of (NS as a mederator of
the relationships between job characteristics and psychological states, as well
as of the relationships between psychological states and outcomes.

3.3.2.2 work enviromment characteristics

The Job Characteristics Model states that jobs which possess a high
motivational value (that is, a high degree of the job characterigtics) will
give rise to positive psychological states, which will in tum influence work
behaviour positively, specifically for workers who are satisfied with pay,
security, co-workers and supervisors. If workers waste umecessary energy on
frustrating job enviramment factors, the strength of the relationships between
jdb characteristics and work behaviour is negatively influenced (Oldham, 1976;
Oldham, Hackman & Pearce, 1976; Hackmen & Oldham, 1980). Oldham, et al.
(1976: 401) sought to illustrate that the work context variables and GNS,
individually and in carbinations, wmoderate the relatiomships between jobo
characteristics and outcare measures. Their regsarch design and attendant
analysis of data, however, did not include all the possible carbinations of the
work context and GNS variables to warrant the acceptance of such a postulation.
Katz (1978: 705) and PBrousseau (1983: 34) agree that the influence of the
broader work situvation, or work enviromment characteristics, should be included
in job redesign intervemtions. Although Jams, Xie and Fang (1992) also fomd
some support for this notion, they coclude that "the results provide
relatively good support for the basic (umcderated) job characteristics model”
(1992: 674).
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The study of Humt, Head and Scrensen (1982) also shows that satisfaction with
pay, security, co-workers and supervisors displays an insignificant moderating
influence on the relationships between jcb charscteristics and cutcomes for
pharmacists employed in a private hospital. Varioss other studies also show
insignificant wmoderator effects for the context variables in the model
(Abdel-Balim, 1979; FKaterberg, Hom & Hilin, 1979; Champoux, 1981; Perris &
Gilmore, 1984).

Champoux and Howard (1989} found complex interactions between the
characteristics of jobs and work context variables for medical teckmologists.
Champoux (1992} continued this line of research and specifically defined
several different forms of interaction between the complexity of a jco and the
work context in determining work behaviour. Instead of the context factors, for
exanple distracting employees from experiencing the characteristics of their
jcbs as specified by the model, research has shown that incumbents working
within negative contexts may "escape" fram such enviraments and rather turn to
the intrinsic nature of their jdbs for gratification. Jcb redesign progranwes
shauld therefore begin with a systematic diagnosis of the current state of
jobs, workers and the work context.

Kulik, Oldham and Hackman (1987: 285) claim that "employees who have high needs
faor growth, who possess adequate knowledge and skills, and who are satisfied
with the work context, will be best 'fit' [gic¢] to high MPS jobs", signifying
that the mocderators do not operate in isclation from ane ancother, but rather
jointly, in corbination with each other. This implies that the testing of any
of these moderators individually, or in any carbination other than specified,
is not in accordance with the conceptualizatiom of the relaticomships as
specified by the model. The concept of joint moderators, as depicted in the
model, is also espaused by Kemp axd Cock (1983).

Apart from the Jjob enviromment characteristics specified by the Job
Characteristics Model, researchers have also considered other job envivonment
factors as moderator variables in the model. To this end, such characteristics
as functional speciality (Dunham, 1977), work involvement (Katerberg, Hom &
Hiulin, 1979}, organizaticnal structure (Vecchio & Keon, 1981), quality of the
social enviromrent at work (Repetti & Cosmas, 1991), type of industry (Yeh,
1996) ard many other variables (Griffeth, 1985: 74) have been evaluated.
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Griffeth {(1985: 75) coments n the results of studies which focus on the
moderating role of job enviromment characteristics on the relationships between
job characteristics and work behaviour: "However, incansistent findings have
also been reported among these studies." Wall and Martin (1987: 74) summarise
as follows:
The literature relating work design to organizatiomal context is at
present fragmented. It suggests a range of factors it is plausible to take
into accomt, but as yet there is insufficient empirical evidence to
identify the most salient among these.

In coxclusion, the inclusion of work envircmment characteristics as moderator
variables in the Job Characteristics Model confuses the relationships in the
model. The role of work envirament 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
autcares, is seriously questioned.

A major weakness of the Jdb Characteristics Model is its inadequate attempt to
stipulate specific worker characteristics which influence, mediate or moderate
the relationships between jdb characteristics and work behaviour. A further
shortcoming of the model is the weak empirical support for the work environment
characteristics as moderator variables of the specified relatioships between
the independent and dependent variables. Ganster (1980: 145) refers to these
conclusians derived from empirical evidence as the "contirmal failure to
document reliable moderator effects". Algera (1984: 189) provides an
appropriate summation of the state of research on the influence of worker
characteristics and work enviroment characteristics on the relationships
between jdbo characteristics and work behavicur:
To sun up, let us state that the job characceristics model deoes offer
pointers for diagnosing work situations, but from a theoretical
perspective the model is still fairly dbscure. This is particularly true
for the critical psychological states and the role of moderator
varigbles.

3.4 GUIIELINES KR THE UTILIZATION OF THE JOB (CHARACTERISTICS MIEL 2AND THR
JDS FASHD (N THE SHRTUUMINGS OF THE MIDEL

Porter ad Miles (cited in Steers & Porter, 1991: 20-24) stipunlate specific

criteria for dealing comprehensively with phenarmena in the workplace relating
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to demotivation, dissatisfaction and mwarginal performance. According to these
criteria, three dominant sets of variables constitute the world of work, namely
characteristics ©of the job, characteristics of the worker and
characteristics of the work enviyronment,

The modern behavioural science approach to jab redesign, in producing the Job
Characteristics Model and the attendant JDS, has focussed with different
degrees of rigour and success on the criteria laid down by Porter and Miles
(1991: 20-24). The research evidemce presented confirms strong positive
relaticnships between the jdb characteristics as independent variables and
motivation and satisfaction as dependent variables. Internal work motivation,
general jdb satisfaction and growth satisfaction serve as valid dependent
variables. The five jcb characteristics, namely skill variety, task identity,
task significance, autonomy, and feedback are verified as valid independent
varisbles. However, original formalaticns of the model are shown to specify
inappropriate and inadequate worker and work environmemt characteristics as
moderators/mediators of the relationships between the independent and dependent
variables.

The review and evaluation of the Jdb Characteristics Model furthermore suggest
that worker and work envirament characteristics influence the dependent
variables in important ways, but that no single characteristic explains a
gsignificant amount of outcome variance. More specifically, worker
characteristics, in particular the psychological states and (NS, remin
inadequately explored and polemical. This ig possibly due to the fact that job
redesign research in general and studies pertaining to the Jdb Characteristics
Mcdel in particular, assume that situatiomal factors are largely respansible
for the behaviour of employees (Arvey, Carter & Buerkley, 1991: 364). Staw arxd
Rogs (1985: 469) mote that work bchaviour is rarsly formulated as having an
endogenous saurce of variance, that is to say, a source 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 whom certain situational or ewiromental
variables are predictive. Hackman and Qlcéham (1974, 1975, 1976, 1980) exhibit
this conceptualizaticn by focussing on person characteristics within a specific
sitvation, cadition or envirament. In the Job Characteristics Model, worker
characteristics, like the psychological states and @S, are conceptually
defined in terms of the characteristics of a worker for whom jcb
characteristics provide need satisfaction. Endogenous causes of work behaviour
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are tius formulated in terms of exogenous factors, ard the influence of
camprehensive endogencus or person factors is ultimately disregarded.

The evidence reviewed implicates the model as flawed not oanly with regard to
worker characteristics, but also with regard to work environment
characteristics as moderator wvarizbles. Scrutiny of the work enviroment
characteristics in the Jcb Characteristics Model leads to the conclusion that a
srorgasbord of convenient variables has been cansidered and indiscriminately
included.

To facilitate theory development, it is recomended that the following

research suggestions and methodological issues be explored and clarified:

(a) The basic ummoderated/ummediated Jab Characteristics Model (with job
characteristics as independent variables and persanal cutcares as dependent
variables) can be utilized as a point of departure in future model
developments. The attendant revised JDS (Apperdix A) can serve as the
measuring instrument of afore-menticned variables.

(b} Purther worker and work envirowment variables need to be identified,
defined and examined as possible mediators and wmoderators of the
relaticonships between the jdb characteristics and outcores. These variables
shaulid be chosen on a saund theoretical basis. Efforts should also include
the re-examination and modification of current Job Characteristic Model

variables, for example psychological states, &S and work enviromment
~ characteristics.

To improve practical joo enrichment interventions, the following guidelines

are provided for the future use of the model and the accorpanying JDS:

(a) The persamal outcares, namely geneval job satisfaction, growth satisfaction
and internal work motivation, should be retained as deperdent variables.

(b) In the absence of reliable performance data, work outcomes should not be
cansiderad.

() The use of the five-factor structure of the job characteristics, as
proposed by Hackman and Oldham (1980), is recommended.

(d} The revised versicnm of the orginal JDS, using only positively worded items
(2ppendix A), is suggested for use by job redesign practitioners seeking to
measure the five subjective jcb cdharacteristics and the three persanal
altcames.

() In the absence of valid reasans to the contrary, the two additiomal jdb
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characteristics (namely feedback fram cothers and dealing with others)
should e exciuded from a diagnostic procedure.

(£) The simple additive index for computing the Motivating Potential Score is
recamendead. .

{g) The worker characteristics (psychological states, growth-need strength, and
knowledge and sgkill) proposed by the model should be excluded from job
enrichment interventions, pending the revision of current and the
development of additional worker characteristics.

(h) The work envirament characteristics (satisfaction with pay, security,
co-workers and supervision), on the basis of a paucity of research support
for their moderating role, should be viewed with circumspection within the
confines of the model, but included in jcb redesign efforts owing to their
diagnostic value.

ne of the central future research goals relating to the Jcb Characteristics
Model should be the identification, definition and measurement of appropriate
worker and work enviromment characteristics (person and enviromment
factors) which would accaunt for significant amounts of variance in motivation
and satisfaction beyond the influence of the job characteristics and so enhance
the predictive validity and practical usefulness of the model.

Fried and Ferris (1987: 313), in their review ard meta-aralysis of the validity
of the Job Characteristics Model, categorically state the need for further
research on the influence of moderator variables on the relatiomships between
job characteristics and work behaviour: "... ane can conclude that jcb design
researchers should continue to explore the effects of potential
moderators.” More specifically, research should focus on identifying
appropriate worker and work enwirorment variables.

Guidelines for future research provided in the literature, facilitate the
specification of the nature of such appropriate variable(s) that may moderate
the relaticonships between job characteristics and work behaviour.

3.5 GIIIELINES FOR FUTURE RESEARCH

Organizaticnal behaviour literature gpecifies that worker and work enviroment

characteristics shauld encamass:

(a) canprehensive person and enviromment factors in interaction with one
another (Gerhart, 1987; Arvey, Carter & BRuerkley, 1991; Willer, 1991;
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Judge & Rulin, 1993; Watson & Slack, 1993);

(b} both work and non-work related influences (Loscocco & Roschelle, 1991;
Higgins & Dwdbury, 1992; Rice, Frome & McFarlin, 1992; Judge & Hulin,
1993; Sldoeda, Bogkdns, Turmer, Rogers & Mcleod, 1993). ’

Kulik, Oldham and Hackman (1987: 278) state that the Job Characteristics Model
can "be conceptualized as a2 model of persm-ewironment Eit". The variables in
the Job Characteristics Model can thus be classified in terms of a
perscn-eviroment £it conceprualization, as depicted in Table 3.1. The Job
Characteristics Model states that the interaction between jdb and worker
characteristics (person and enviroment factors) determines job responses
(Roberts & Glick, 1981; FKulik, Oldham & Hackman, 1987). However, from the
conclusions based on a review of the literature, the conceptualization and
measurerent of the worker or person characteristics, as well as the enviroment
factors, with the exception of the job characteristics, have been shown to be
sericugly lacking in validity (see Table 3.1), and in need of revision and
refinement .

Jcb Characteristics Model variables
Persaon Knowledge and skill*
factors Grewth-need gtrength*
Person- Psychological states*
envircrment
fit theory | Envircrment { Job characteristics
factars Work envirorment characteristics*

* Lacks erpirical validity

According to Arvey, Carter and Buerkley (1991: 359), work behavicur ig
determined by the fit between facets of rhe job ervirament and person factors
[B = £(P,E})]. These authors classify jcb redesign research in general, and
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studies pertaining to the Job Characteristics Model in particular, as falling
within the parameters of their "specified situational effects model" (1991:
364) . This model assumes that situational factors are largely responsible for
the behaviour of employees. The scientific utility of dispositicnal, or person,
factors remainsg inadequately explored by job redesign researchers and more
specifically by the proponents of the Job Characteristics Model. This
correlates with the shortcamings of the model stated in Section 3.4.

Ostroff (1993) proposes an interactive approach whereby person amd envirorment
characteristics are considered. The researcher menticns that it has, however,
been difficult to determine the appropriate conceptualization and wmeasurement
of both enviromment and persaon variables in organizational research. Estimates
of the proportions of variance in work behaviour due to persom and situational
factors, or the interaction between the two, have been difficult to consolidate
across studies. Arvey, Carter and Buerkley (1991: 377), based on their review
of literature, estimate that person factors accomt for between 10-30% of the
variance in specifically job satisfaction; that situational factors account for
40-60%; and that the interaction between the two account for between 10-20% of
the variance. Factors associated with both the enviroment (exogenous) and the
persan (endogencus), and the interaction between the two, are thus important
determinants of behavicur at work.

Robertson and Smith (1985: 66) highlight the deficiency of the Job
Characteristics Model to accaunt adequately for enviroment factors in that the
mxdel does not take accomt of a range of contextual variables of evident
significance, particularly those concernmed with techmology, supervisory roles
ard mamagerial practices.

Willer (1991) focuses awareness on the lack of recognition of persan factors,
or individual differences, as an influence on behaviour in organizations. This
research stresses the importance of viewing behaviour at work as a function of
both person ard enviroment. Dysfunctional personal and work outcanes are
regarded as a consequence of not recognizing appropriate
worker-task-envirament fit. According to the aforementioned researcher, the
influence of extra-crganizational life roles is also to be included in an
analysis of behaviour at work. Cherrington and England (1980: 155) also
indicate that ame's desire for an enriched job is not determined by a single
variable, but by a complex combination of situational and perscnality
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variables. Pargament (1986: 679) indicates the need for more extensive studies
that consider the relationship between the person and the enviroments of which
(s)he is part.

Gerhart (1987} argues that attention should be given to envirommental as well
as digspositional, or perscon, factors in predicting work behaviour. This study
finds that situatiomal factors, such as jcb complexity, are valid predictors,
and consistent with the model of Hackman and Oldham (1980). With regard to
dispositional factors in general, however, Gerhart's (1987) findings indicate
that measurement problems preclude accurate assessment of their predictive
power.

levin and Stckes (1989) elaborated cn the work of Gerhart (1987), especially
with regard to overcoming the measurement problems associated with the
dispositional or perscn factor influence on work behavicur. Levin and Stokes
{1989) show that both job characteristics (as measured by the JDS) axd negative
affectivity (MA), as a dispositicnal characteristic, determine behaviour at
work. Negative affectivity is a warker characteristic distinguished by a
disposition to experience aversive emotiomal states. Pecple tend to experience
a variety of negative emotions across time ard situations. People high in NA
tend to be distressed, agitated, worried, suspicious, pessimistic and
dissatisfied over time regardless of the situation they find themselves in.
High NA workers have oangoing feelings of distress and nervousness arnd tend to
dwell on their mistakes, disappointments and shortcomings ard to focus more on
the negative aspects of the world in general. In contrast, low NA individuals
are nore satisfied, self-secure, calm and focus less cn, ard are more resilient
in response to, the daily frustrations amd irritations of life.

The use of NA as a worker characteristic is controvirsial, because:

(a) the influence of positive affect (PA), as a measure of disposition, is
mostly disreqarded, as negative affect and general affect are usually used
as person factors in most studies (Judge & Hulin, 1993: 391);

(b} Negative affectivity is not a measure of psychological health. Although
mary high NA workers wauld be considered poorly adjusted, low NA does not
imply psychological health. High NA levels also do not preclude an
individual from experiencing positive mocd states.
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In a further develcpment regarding the role of person factors in crgamizaticnal
behaviour, Judge and Hulin (1993) propose a closely related construct,
subjective well-being, as a determinant of work behaviour. They find both
characteristice of the work and the worker's general level of happiness and way
of locking at the world to be important influences on work behaviour. In their
conceptualization, affective disposition was found to lead to subjective
well-being, and subjective well-being and jcb satisfaction were mutually
causal.

The nature and definition of worker or person characteristics are also
illustrated in a controversial study by Arvey, Bouchard, Segal and Abraham
{1989) . Data revealed that approximately 30% of the variance in job
satisfaction was associated with genetic factors. Individuals appear to bring
to the workplace predispositions that are difficult to medify. Dispositions
like NA ard PA demomstrate high herditability. Cropanzano and James (1990),
however, assert that it is premature to accept this notion and that more work
an the role of dispositional factors in determining work behaviour needs to be
done. Bouchard, Arvey, Keller and Segal {1992: 89), in response, state that it
is not premature to accept the idea that work attitudes are partially
genetically influenced. Focusing on person factors, they caution that
individual differences are gemuine and camplex in origin, that each person is
undcue in her or his own right, amxd that differences between workers cammot be
explained away with the assertion that they are due to x, y or z enviromental
variables (1992: 92).

Roe (1984: 125) states that the practical role of persom chavacteristics will
change in the futuwre. A mmber of person variables have been tested, but
regults have proved inconsistent. Referring to the role of person factors in
the Jcb Characteristics Model, Rcbertson and Smit: (1985: 59) state that the
model appears to be flawed and further work is needed to develop it. This is in
accord with the following conclusion by Hackwen and Oldham (1980: 451)
regarding the role of person factors in jcb redesign: "That there are important
individeal differences in readiness for enriched work and reactions to it seams
indisputable; ... Sae npew thinking and sare new rescarch methods clearly
are called for to resolve this conceptually interesting and practically
important question” (own emphasis) .

In cooclusion, rescarch on employee motivation amd satisfaction should focus
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on the nature of, and interaction between, both person and envirament factors.
The Jcb Characteristics Model provides a valid representation of job
characteristics as an envirommental factor, but a more comprehensive
concei)tualization which includes both person and enviromment factors in
interaction with one ancther, mast yet be formulated.

3.5.2 The ipteraction between work and non-work influences in explaining
Judge and Hulin (1993: 388) report that enpirical research results, in general,
linking personality variables to orgenizatiomally relevant variables (e.q.
motivation and satisfaction), have been disappointing. They furthermore state
that the dispositional approach, which claims that general affective states
influyence work behaviour, has rekindled interest in the impact of perscnality,
or worker characteristics, an the workplace. In reviewing the literature, they
find a strong general factor which predisposes individuals to be satisfied with
various aspects of their lives. This general factor subsumes both work and
non-work damains. They conclude that cutcames in the workplace wust be studied
within the larger context of general emotionality which encawpasses all aspects
of employees' lives, both work-related and non-work-related.

The research pioneered by Hackman and Oldham (1974, 1975, 1976, 1980) focussed,
however, only on the influence of gpecific work-related employee
characteristics on task behaviour and the influence of specific work-related
environment characteristics on task behavicur. This led to a management
philosophy which regarded the motivation and satisfaction of workers as
influenced by factors peculiar to the workplace. Work and, for example, family,
are compartmentalized and viewed as separate and unrelated. Current
organizatianal policies which are based an this view are regarded by Higgins
and Diodury (1992: 389) as hinging an the "myth of separate worlds", They call
for the recansideration of these cutdated persamel policies in light of their
demotivating effect on human resources.

Warr (1987: 2) refers to the changing perceptions of the role of work by
indicating that the meaning which people attach to work is a function of their
total life experience. Charpoux (1980) contends that a holistic view of
pecple’s reactions to jobs is sorely needed. This perspective would benefit
approaches to job redesign and quality of work life interventions. The worker's
respanse to the work role should be studied in relation to her/his other life
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roles. Champoux {1980) regrets the absence of nn-work variables in Jjob
redesign literature.

loscocco and Roschelle (1991: 212), in thelr review of two decades of research,
state that "... research an the quality of work life has failed to assess
adequately the influences of non-work life". They suggest that far more
attention be given to linking research on the quality of work life and the
quality of non-work life, respectively, by following an interdisciplinary
approach taking advantage of the theory, methods and knowledge of various
disciplines. Acgditionally, models of the relation between work and non-work
should be developed more fully; for example, by identifying and specifying
certain enviromment and person characteristics which reflect the reciprocal
influence of work and non-work. Cummingham and Eberle (1990: 57) report that
the elements which exert relevant influence on the quality of work life of a
worker are the task, the scocial and work evirament, the administrative system
ard the relationship between life on and off the jdb. Kopelman, Greenhaus and
Camolly {1983) report that work behaviour should not be studied in isolation
from family and perscnal concems.

Rice, Frome and McFarlin (31992) illustrate the value of viewing organizaticnal
behavicur from a broad, ecological perspective. Their results, based on a
nation-wide probability sample of United States workers, suggest that
traditional work variables, such as jcb satisfaction, are influenced by
non-work cansiderations. Such a perspective suggests that events and conditions
in the family and other gpheres of non-work life influence behaviour at work
and vice versa. Swanscn (1992: 132) also calls for the acknowledgement of the
reciprocal influence of the work and non-work damains. Levine, Taylor and Davis
(1984) present the results of a Delphi analysis to develop a definition and
measurement of specific work and perscnal outcomes. Their results show a set of
seven significant predictors of quality of work life. More than half of these
predictors externd beyarxd the content of the jab itself. This study shows that
an analysis of the factors which predict autcomes like motivation and
satisfaction in the workplace should thus include the charvacteristics of jobs,
wark envircment characteristics and the extent to which life outside of work
affects life at work.

Trhe results of a study by Frane, Russel and Cooper (1992), based on data
obtained fram a randanly drawn commity sample of 631 employed adults, suggest



79

that work and family boundaries are asymmetrically permeable, with family
boundaries being more permeable than work boundaries. Adler, Skov and Salvemini
(1985) demmnstrate that workers may develop positive or negative feelings abaut
their work owing to factors wholly unrelated to any set of work
characteristics. Hawkes, Guagnano, Smith and Forest (1984) conducted a study to
examine the influence of non-work factors on job satisfaction. A sample of 245
male workers was drawn to test the spillover effect of non-work satisfaction on
job satisfaction. Sense of control over life, satisfaction with employment
opportunities, family life, spouse, leisure time, standard of living and
camunity all proved to be important determinants of job satisfaction. Workers
who are satisfied with the non-work aspects of their lives seem also to report
job satisfaction. The frame of reference which the worker thus brings to the
work setting is a determinant of jcb satisfaction. Schmitt and Mellon (1980)
also coclude that life satisfaction causes job satisfaction. These results
support the use of non-work domains in studies of work behaviour and advocate
the formulation of persomnel policies which also consider factors outside of
the work damain in order to maintain high employee motivation, satisfaction and
morale.

Participaticon by employees in non-work activities such as family, recreation
and conmmmity has historically been viewed as robbing the work damain of
camitment and time. Consequently, the influence of non-work factors on the
work situation was regarded in a negative light. To the contrary, Kirchmeyer
(1992) reports that participation in non-work domains enriches the Inmen
resources who constitute the workforce. Both Jjob satisfaction and
organizational commitment correlated positively with the hours spent in, and
the personal enrichment provided by, specific non-work activities. By
implication, managers are thus urged to encourage and support non-work
activities.

Sloboda, Hopkins, Twmer, Rogers and Mcleed (1993) evaluated an employee
assistance programme and also focussed an the type of problems amployees
presented for coamselling, Comsellors were asked to indicate the initial
presenting problem of workers according to 24 predefined categories (12 related
to personal life and 12 jcb-related). The results show that the most frequently
reported proolems are as likely to be related to the personal life of arployees
as to their work life. Responses to questioms put to clients show that the
majority of workers judge their prablems to affect their work behaviour,
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regardless of whether the problem is work or non-work-related. This can be seen
as a significant justification of the stance of employee asgsistance programme
(EAP) services which accept nom-work and work problems without distinction.

Rain, Lane and Steiner (1991) provide a comprehensive review of the literature
relating to the relationship between satisfaction at work and 1life
satisfaction. This review cites the spillover hypothesis as the most supported
thecretical position in the literature. The spillover hypothesis suggests that
the non-work domain will spill over into the work domin and that a reciprocal
relationship exists. The theoretical explanations offered range from
conditioning of a specific response pattern, generalization of attitudes,
behavicurs and beliefs from cne domain to the other, to cognitive dissonance.
The above-mentioned authors suggest that variocus altermative theoretical
rationales be considered in order to shed light on the relaticnship between
life at work and life in general. More specifically, the conceptualization and
measurement of non-work infiluences need to be investigated. Judge and Watanabe
(1993) support this view of spillover between work and non-work. Liou, Sylvia
and Brunk (1990: 79) find the relationship between work and other life
situations to be reciprocal. They furthermore point out that workers do not
live according to unrelated, discreet categories, but rather adopt an
integrated approach. This co-incides with the findings of Higgins, Dindury and
Irving (1992), which show that the work and family domins carmot be cansidered
as separate, independent entities.

I.oécocco (1989) suggests that the strength of people's commitment to work is
determined in respanse to the whole configuration of their work and nom-work
experiences. This researcher furthermore suggests that we need more
sophisticated models of the relationship between the personal and the work role
that accoumt for the interplay between persan and Jjob characteristics (1989:
370) . Burke and Greenglass (1987) advocate a more comprehensive picture of the
warker by using an open systems approach, thereby assuming interdependence
between dameins and an integration of the individual's life experiences. A call
is also made for more research on the interactive effects of work and family on
relevant cutcare variables. Lounsbury and Hoopes (1986) also propose an gpen
systems viewpoint whereby behaviour and experiences in either a work or
nen-work doradin are affected by behaviour and experiences in the cother darmain.

Lomshury, Gordon, Bergermaier and Francesco (1982: 287) indicate that the bulk



81

of empirical. findings seems to favour a spillover interpretation of work and
non-work relations. These authors emphasize a holistic, open-systems approach
to the study of work behaviocur, with reactions to the job viewed as influenced
by, and influencing, extra-job phenomena. Elizur (1991) suggests that a
multivariate pattern of links exists between work and non-work. Crohan,
Antonucel, Adelmann and Coleman (1989: 232) also claim that working in
satisfying and fulfilling jobs influences not only productivity and
performance, but the non-work sgpheres of life as well. Wirmubst (1984: 564)
cancludes that the employee's functioning at work is influenced by the nature
of support provided by the domestic situatiom.

In conclusion, the above-menticned studies show that it would be unreasonable
to expect that a person's psychological functioning on the jcb would be
unaffected by such "outside factors" as, for example, cpportunity for leisure,
faily situation, living canditions and financial concerns.

More appropriate and comprehensive worker and work enviromment variables need
to be identified, defined and cperationalized in job redesign research in order
to explain fully variance in work motivation and jdo satisfaction, with both
work-related and non-work-related influences taken into consideration.

3.6 GUIDELINES FOR A RRVISION OF THE B CHARACTERISTICS MXIEL

A study of the literature indicates the necessity of addressing the
shortcomings of the Job Characteristics Model by formulating a more
comprehensive Job Characteristics Model to elucidate the circumstances under
which workers will experierce motivation and satisfaction. Algera (1990: 98)
states in a review of literature pertaining to the Job Characteristics Model
that the mxdel has not been refuted totally, but that modifications to the
model will play a major role in research an jcob r=design in the future. Rem
(1989: 76) stresses the need for wmodifications to the original model and for
the measurement of its campconents. O'Brien (1982: 398) irdicates that the model
has stimilated a large volume of research, but that the research evidence
contradicting the propositions of the model has not led to comstructive
alterations to the model. The current study purposes to address this
deficiency.

Robertson and Smith (1985: 59) indicate that althouch the criticisms of the
model are impartant, they do not, however, destroy the practical value of the
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model. Even though growth-need strength, the psychological states, and the work
envirorment characteristics do mot adequately represent the causal link
specified by Hackman and Oldham (1974, 1975, 1976, 1980}, the direct
relationships which do exist between the job characteristics and the outcare
variables are, in fact, the focus of job redesign interventions, and remain
unaffected by the model's shortcamings.

Wall and Martin (1987) indicate that the time is now ripe for a wider
perspective with regard to variables utilized in job redesign research. They
propose an expansion of current boumdaries by taking oan board ideas and
propositions from separate areas of inquiry, for exanmple persanality theory and
climical psychology. Such a wider theoretical integration will be especially
relevant regarding moderator research in job redesign.

The following guidelines ememate fram the literature exposing shortcomings of
the model, and serve as directing principles to facilitate modifications to the
odel ;

(a) Motivation and satisfaction are to be retained as dependent variables and
the job characteristics as independent veriables. The relationships
between the jcb characteristics and perscnal outcames are enpirically
validated.

(b) Comprehensive person and envirament factors, in interaction with one
another, must be identified, defined, operationalized and included as

- moderators/mediators of the relationships between the job characteristics
and personal outcomes. The current worker and work enviromment
characteristics proposed by the Jcb Characteristics Model as moderators and
mediataors of the relatianships between jcb characteristics and outcares are
inappropriate and untenable.

(c) Moderator/mediator variablegs in a refined model should include both
work-related and non-work-related person and enviroment factors. The Job
Characteristics Model considered only work-related person and envivoment
factors.

The above-menticned quidelines are incorporated in the proposed refinement of
the Job Characteristics Model. A wmore comprehensive ghilosogly is thus
submitted whereby workers! motivation and satisfaction are viewed as influvenced
by work and non-work person and enviroment characteristics. Life functioning
is suggested as a moderator variasble in a revised model in oxder to establish a
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more parsimonious Job Characteristics Model.

3.6.1 Life £ tignin

a C . 3]
The need has been highlighted for future research on the carbined influence of
work-related and non-work-related worker characteristics and environment
characteristics on the relationships between job characteristics and work
behaviour.

This study proposes the work of Heimler (1967, 1975) as an explamation of the
interaction between worker characteristics and envirament characteristics.
Heimler explains pradblematic work behaviour by focussing an the individual's
total life conditions and experience as a possible explanation for negative
symptams within the work situation. According to Heimler, the individual must
maintain a specific balance between satisfactions and frustrations within the
chief damains of her/his life in order to fimction "well® within the comumity
ayd work situation. Heimler refers to the balence between satisfactions and
frustrations as the level of social functioning, otherwise referred to as life
functiconing, of the individual.

This study proposes life fimctioning as a umifying construct which reflects
worker characteristics, both work-related and non-work-related, and
enviromment characteristics, including work enviromment and external
ewiromment characteristics, in interaction with one ancther, as a moderator of
the relationships between the job characteristics (indeperndent variables) and
motivation and satisfaction (dependent variableg). Life functioning is a
comprehensive individual difference variable representing the collective
experience which the individual brings to the work setting and which ultimately
affects work behavicur. Life functioming is a product of the interactiom
between the characteristics of the individual and her/his total envivorment.
Prablers with regard to life fimctioning and/or the characteristics of the jab
thus affect behaviour at work. In temms of the Job Characteristics Model, it is
therefore postulated that the relationships between jcb characteristics and
outcaes are moderated by life functioming. The revised Job Characteristics
Model specifieg that life functioning accomts for significant amomts of
variance in motivation and satisfaction beyord the influence of the jdb
characteristics. Motivation and satisfaction in the workplace are thus a
function of the characteristics of the job and the life functioning of the
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TNDEPENDENT VARTABLES DEPENDENT VARTABLES
Jcb characteristics Pergonal outcomes
Skill variety Internal motivation
Task identity >
Task significance General jcb satisfaction
atonomy
Feedback Growth satisfaction

Life £ 4 omd

Worker characteristics

Ervironment
characteristics

MODERATCR VARTARIE

Fiagure 3.1 The revised Job Characteristics Model

worker. The model depicted in Figure 3.1 is thus proposed for empirical
scrutiny.

3.6.2 YVaorishles jn the revised Jdb Characteristics Model

The revised model submits that the relationships between jcb characteristics
and work behaviour are wmoderated by both worker and environment characteristics
in interaction with one ancother. Life fumcticning, as a moderator varisble in
this revised Jcb Characteristics Mcdel, refers to the interacticon between
worker characteristics and the worker's total enviromment. Worker
characteristics refer here to work-related as well as non-work-related worker
characteristics, ad enviroment factors include both job envirament and
extermal envirorment charaCteristics.

The dependent and independent variables are adopted from the Job
Characteristics Model of Backmen and Olcham (1974, 1S75, 1976, 1980), with the
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same definitions of intemal motivation, gemeral Jjcb satisfaction, growth
satisfaction, skill variety, task identity, task significance, autonomy, and
feedback as provided in Sectiom 2.2.3.2.

With reference to the tevm "social fumctioning®, this designation is considered
by the author as too narrow to do justice to the full meaning of the variable.
What Heimler terms "social functioning” will be referred to as "life
functioning™ in order to reflect the full scope of the concept. The concept
encamasses the concurrent functioning of the worker in varied davains of life:
for example the family, camumity and work. The functioning of the worker in
the chief domains of life is thus included in the concept, hence the adoption
of the designation "life fumctioning®.

The individoal's level of life functioning can be viewed as the product of the
interaction between the individual and her/his enviroment (Heimler, 1975: 19;
Butrym, 1976, cited in Van Zyl, 1989: 15). Life functioning tims refers to the
interplay between the worker and the enviroment within which (s)he operates.
Boelm (1959, cited in Van 2Zyl, 1989: 11) states that life functioning
designates the activities considered egsentisl for the perfommance of the
several roles which individuals, by virtue of their membership of groups, are
called to carry oaut. The level of the individual's life finctioning is
determined by the balance between satisfaction and frustration. Satisfactions
are represented by the five chief domains of life within which success or
failure manifests (work and related activities, financial security,
friendships, family, and perscnal) while frustrations manifest within the
following domains: energy, health, persamal influence, moods, and habits (Van
Zyl, 1989: 15).

Pecple learn how to lead relatively positive lives, how to experience
satisfactions which meke 1life worth living, and how to turn frustrations and
prablans into useful motivating forces. Often, one aspect of an individual's
life more than camwpensates for difficulties encoumtered in other damins. A
worker, for example, can experience frustrations at work, but family ard
leisure activities provide satisfactians which enable the persam to cope with
these frustrations.

However, wany workers either find it difficult to meke constructive use of the
frustrations in one or more domains of their lives, or such a lack of
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satisfactions exists in the other domains that compensation for these
difficulties is problametic. These emcticons, difficulties and frustrations tend
to overwhelm them and they experience a lack of motivation to work, to mix with
pecple and to handle the decisions of everyday life. In the workplace, symptars
of a lack of motivation, job dissatisfaction and marginal performance manifest.
Heimler (1967: 2) refers to this dilemma as problems relating to an imbalance
between satisfactions and frustrations. The frustratioms of life so cutweigh
the satisfactions that the individual is temporarily defeated. These workers
are also wnable to distawe thewmselves from their difficulties in order to
address the crux of the problem in a positive mamner.

The revised Job Characteristics Model proposes that problems with regard to

demotivation and dissatisfaction be addressed by enriching both the

characteristics of the job ard the issues pertaining to the life fimctioning of

the worker. In proposing a revised model, the feollowing relationships are

implied:

(a) Significant relationships exist between the jdb characteristics and
personal ocutcomes.

(b) Life functioning moderates the relationships between the job
characteristics and personal cutcomes.

At this juncture it is necessary to subject the proposed revised Job

Characteristics Model to ampirical testing. More specifically, the following

questicns need to be answered with regards to the revised model:

(a) Do the jab characteristics accamt for significant amounts of variance in
intemal work motivation, growth satisfaction and general job satisfaction?

(b) Does life functioning account for significant amounts of vardiance in
intermnal work motivation, growth satisfaction and general job satisfaction
beyard the influence of the job characteristics?
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CHAPTER 4

4.1 INTRODOCTION

In thig chapter the methodology of the study is presented and discussed.
Attention is given to the research design, the sampling and data collecticn
procedures, the nature of the sample, the research ethics adhered to, the
instrnments and weasures employed, and the techniques utilized for analysing
the data.

The first dbjective of the study, namely to examine the validity of the Jdb
Characteristics Model and determine its shortcamings, has been addressed in
Chapters 2 ard 3. The seoord dbjective, namely te formulate a refinement of
the model, was also dealt with in Chapter 3. The remaining dojective, to test
the proposed revision of the model, requires empirical inspection, and is the
focus of Chapter 4.

The data needed to resclve mill hypotheses 1 and 2, namely that the job
characteristics do not accomt for significant amounts of variance in the
perscnal ocutcames, and that life functioning does not accaunt for significant
ammts of variance in the personal autcomes beyond the influence of the job
characteristics, are those responses by employees to questions relating to
their jcb characteristics, work motivation and job satisfaction, and their life
functioning. Intermal work motivation, general job satisfaction and growth
satisfaction (persanmal outcames) constitute the dependent variables whilst
skill wvariety, task identity, task significance, autonany, and feedback (the
job characteristics) are the indeperdent variables. Life functioning is tested
as a possible woderator variable of the relationships between the independent
and dependent variables.

A gystematic stratified random sample of 201 workers positioned in organized
camerce and industry in the greater Cape Town area (South Africa) was drawn.
Respondents provided data based on two questicmaires, namely the Jcb
Diagnostic Survey (IDS) and the Life Functioning Questiomaire (LFQ). These
questionnaires, when carpleted, represent satisfactory valid and reliable
measures to test the mull hypotheses.
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Data was secured by trained field-workers conducting structured interviews with
respondents whereby the JDS was filled in for each employee and respondents
afterwards completed the LFQ) themselves.

Miltiple regression procedures were gpplied in analysing the data. The research
methodolcgy, with its subsequent results and conclusions, mekes it possible for
Ihumen sciences technologists and managers to detemmine whether both the nature
of workers' Jjobs and their life functioning need to be cosidered when
addregsing work motivation and jdb satisfaction problems in the workplace. In
so doing, a refinement of the Jab Characteristics Model was tested
erpirically.

4.2 RESEARCH DESIGN

The study focusses on revising the Job Characteristics Model to provide a
conceptual basis for solving motivation and satisfaction prablems in the
workplace, and is classified as a carbination of basic and applied research.
Data reflects the relationships between employees' Current experience of the
nature of their jobs, their life fimctioning, and their work motivation and job
satisfaction. Each unit of analysis was randamly selected and subjected to the
measurement of various variables at approximately the same time, indicating a
non-experimental correlaticnal research design.

The methcdology relies on the measurement of specific phenamena by means of
questiomaires and a statistical investigation of the data, categorizing it as
quantitative research. The study is essentially an investigative revision of
the Jdb Characteristics Model.

4.3 SAMPLING AND DATA (CLIECTTON PROCEDURE

Irdividual workers form the unit of analysis. 2. representative sample of
workers was drawn by firstly obtaining a camuter-generated list of 3723
companies registered with the Cape Town Chamber of Commerce. The nmember
organizations are situated in the greater metropolitan Cape Town which includes
areas like Hout Bay, Fish Hoek, Sea Point, Cape Town, Durbanville, Stellenbosch
ard Strand.

This population, representing organized industry in the greater Cape Town area,
was firstly stratified into commercial and manufacturing sectors. The
Populations within these two strata were furthermore stratified according to
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size of company (mmber of employees); companies were allocated to cne of 18
different size categories ranging from one employee to over 1200 enployees.
Thersafter companies were arranged alphsbetically within the respective strata.
Substantiating this stratification is Vecchio's (1980: 480) criticism that
samples used in most investigations of this nature have been "nested" within
specific job types or within a specific company. In further support, research
has shown that the structure and characteristics of the organization
influence the level of motivation and satisfaction experienced by employees
{(Walsh, Tsber & Bechr, 1980; Thierry & Koopmem-Iwema, 1984; Repetti & Cosmas,
1991) . The cwrrent stratification was thus necessary in order to provide a
balanced hetercgeneity to the selected graup of workers. Table 4.1 indicates
the stratification according to cawparny type with the corresponding popalation
and sanple sizes.

Table 4.1
Campany type | Pomudlation size | Sample size
Camercial 3180 428
Marufacturing 543 72
Total 3723 500

A systematic random sample of 500 companies was consequently proportionately
chosen by camuter from these strata to ensure equalizaticn of the different
strata included in the sample. Randamization wes furthermore meximized by
allocating two companies, wnly one of which had to be approached (with
preference to alphabetical order}, to each of the 235 field-workers, who were
also arranged alphabetically. Same field-workers approached conly the first
camany allocated, others the second allocation once the first coption had
proved fruitless, and ancther small growp required a third allocation as some
carpenies were non-existent (owing to, for example, relocation, liquidatiom, or
closure) at the time of the survey. When the specific campany was identified,
field-workers had to gain the necessary authority to enlist the first
respondent on the payroll whese sumame started with a random letter of the
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alphabet. (Seven random 1letters of the alphabet were allocated to each
field-worker by employing a grid format of distributing the letters.) If such a
worker was not suitable or available for enlistment, the second random letter
had to be used, etcetera. Each field-worker had to enlist cne respandent for
the sample.

The data was secured by 235 field-workers who had campleted 18 months training
towards a three-year (full-time) human resources mamagement specialist diploma
course. As part of their prior training in industrial psychology research,
trainees had had to, firstly, conduct and document a basic research project.
With a view to developing interviewing skills, and gaining exposure to the job
enrichment concept, traineces were, secodly, enlisted to act as field-workers
for this research project.

To maximize commitment ard professionalism, f£ield- ! performance in the
project contributed to their course mark. Field-workers were evaluated by
respondents according to specific criteria known to field-workers before
commencing with the project (refer to Appendix E for the field-worker
evaluation form).

During the training and preparation of field-workers for participation in this
study, attention was given to a thorough understanding of the purpose of this
research anxi research design, the selectian of respondents by field-workers,
how to camlete the JDS as part of conducting a structured interview, the
filling in of the LF), and research ethics. The importance of stating questions
to respandents exactly as worded was enphasized and field-workers were advised
cn how to deal with questians relating to the scales. Attention was furthermore
given to campleting basic demographic data. Contact between the researcher and
field-workers was maintained on a weekly basis to assess progress arxd handle
queries. Data collection was conducted during June, July and August 1999.

Field-workers were asked to ensure that the enlisted worker or respondent met

with the faollowing criteria:

{a}) At least 18 years old (the LF) items relate specifically to individuals of
18 years or older).

(b) In possessicn of a grade 8 or higher qualification ard able to read and
urderstand English or Afrikssns (both instruments require respondents to be
moderately literate) .
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After choosing respondents at allccated campanies by using random letters of

the alphabet and employing the above-mentioned criteria, field-workers adhered

to the following guidelines when interacting with respondents:

(a8) Introduced herself/himself and explained why respondent was approached.

(b) Handed to respondent a letter of introduction endeavouring to gain
camitment to participation. This letter to request the co-cperation of
respondents was campiled for the purpose of establishing rapport between

field-workers and respordents (refer to Apperdix D for an example of this
letter).

(c) Scheduled an appointment for the interview.

(d) Canducted the structured interview.

(e) Conveyed the procedure for completing the confidential LFQ and left a copy
of the ILFQ, the answer sheet, the field-worker evaluation form and a
uniquely identifiable envelope with the respondent.

(f) Collected the completed answer sheet and the field-worker evaluation form

in the sealed ewelope at the appointed time and delivered it to the
researcher.

Of the 235 answer sheets distributed, 214 (91,1%) were returmed in sealed
envelopes. Of those returned, 13 (5,5%) were discarded because of missing data,
leaving 201 (85,6%) usable answer sheets.

4.4 NATURE OF THE SAMPLE

With a view to better understanding the structure of the sample, frequencies
and cross-taebulations were camputed for the demographic variables. Each of the
demographic variables, namely gender, age, qualificaticon, home language and
years of service was presented to the respondents in categorical ranges to
ensure ancrymity. Refer to Tsbles 4.2 - 4.6 for the categorical ranges of the
respective danmographic variables.

These analyses reveal the following characteristics of the sample:

{a) Table 4.2 indicates that there were 98 (49%) men and 101 (50%) woren in the
sample (2 participants did not respond to the gender question).

(b) According to Table 4.3, the largest percentage of respondents (42%)
indicated that they were 20 to 29 years old. The mediam age for the sample,
however, is 32,1 years ard the mean age is 33,9 years.

(¢) Tsble 4.4 shows that the wajority of the sample (90%) have a grade 12 or
higher qualification. Cross-tabulation of the age and qualification
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variables furthermore reveals that 73% of the sample have a grade 12 or
higher qualification and are 20-39 years of age. The sample can thus be
considered as relatively youmg and well qualified. The fact that the sample
ig well qualified is attributed to the requirements set for inclusion in
the sample. A moderate literacy level is desirable in order for respandents
to understand the content of the two instruments used in this study.

Table 4.2

Gender as a gample characterigtic

Gender | Frequency|Percent
Male 98 48,8
Female 101 50,2
Total 199 99
Table 4.3

Age ag a2 _sample characteristic

Age Frequency | Percent
Under 20 1 0,5
20-29 84 41,8
30-39 73 36,3
40-49 26 12,9
50-59 14 7,0
60 and more 3 1,5
Total 201 100
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(d) According to Table 4.5, there were 66% English-speaking and 19%
Afrikaans-speaking individuals in the sample.
(e) Table 4.6 shows that 39% of the sample have less than four years of

service.
Table 4.4
Qualification as a sample characterigtic
Qualification|Frequency|Percent
< Grade 10 5 2,5
Grade 10 15 7.5
Grade 12 70 34,8
Dipl.\Degree 88 43,8
H.Dipl.\Hons. 17 8,4
M. or higher 6 3,0
Total 201 160
Table 4.5

Lanquage as a sample characteristic

Language | Frequency| Percent

Eng. 132 65,7
Afr. 38 18,9
Other 31 15,4

Total 201 100
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Table 4.6

Years of service as a sample characteristic

Tenure | Frequency | Percent
< 4 79 39,3
4-10 63 3 0,0
> 10 59 30,7

Total 201 100

4.5 ETHICS

Field-workers were trained to take cognizance of ethical principles when

conducting research. The following ethical considerations governed the current

research activities:

(a) The right of privacy, protection from harm, and dignity of treatment are
acknowledged.

{b) The respondent must indicate an informed willingness to participate
voluntarily and has the right to withdraw at any stage of the research. '

(c) The reason for the research, intentions and methods employed by

. field-workers and what participation in the project entails are supplied to

respondents in writing at the first contact between field-worker and

(@) Confidentiality of information is guaranteed.

(e) Data cbtained by field-workers and analysed by the researcher is presented
without distortion and information sources and zssistance are acknowledged.

4_6 MEASRES

The data collection instruments were the Job Diagnostic Survey (Idaszak &
Drasgow, 1987) anxd the Life Functioning Questiommaire (Van Zyl, 1986), both
presented in English or Afrikasns, according to the respondent's preference. 2n
amended format of the original JDS (Hackman & Oldnam, 1974) was used,
restructured parallel to the revision of the Jdb Characteristics Model, thus
enbodying corrections and deletions in accordance with empirical evidence as
discussed in Chapters 2 and 3. In finalizing the amended JDS, a refinewent of
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Graham's (1978) Afrikaans translation of the JDS was utilized; a refinement of
Brarxd's {1991) Afrikasns translation of the LFQ was used.

The Job Diagnostic Survey (IDS) and Life Functioning Questicmmaire (LF)) were
administered to measure the independent, dependent and moderator variables as
depicted in the revised Job Characteristics Model, Figure 3.1. Boonzaier and
Boonzaier (1994) found the JDS to satisfy the basic requirements of reliability
and validity for utilization in South Africa, and Van Zyl (1986) conducted an
affiming validation study, with accampanying norms, of the LF) within the
Sauth African context. The JDS is also the most frequently cited instrument in
the Social Sciences Citation Index for assessing worker perceptions of job
characteristics (Teber & Taylor, 1990: 468).

The JDS was previously administered by Boonzaier and Boonzaier (1994: 104) to
more than 6000 employees in 130 job categories ranging from semi-skilled to
highly-skilled managerial and professional workers. Two problems were
experienced during this administration of the JDS where respondents were given

a copy of the JDS to camplete:

(a) The reverse-score items of the JDS caused a measure of uncertainty in the
interpretation of questions by respondents. Idaszak and Drasgow (1987),
Kulik, Oldham and Langner (1988), arxd Cordery and Sevastos (1993) also make
mention of this phenomenon.

{b) The JDS, as a questiomaire, was experienced as an imperscnal probe when

_ administered to groups in excess of 50 respondents. Hackman and Oldham
(1980: 308) recamend administering the JDS to graups of two or three (with
a maximum of 15; thereafter the JDS becares ambersare) .

These prablems were overcare in this study by:

(a) Using the revised version of the JOS as proposed by Idaszak and Drasgow
(1987) with further amendments cammensurate with the findings of the
model's assessment in Chapter 3.

(b) Administering the questiommaire on a one-to-one basis as a structured

The LFQ was used extensively in South Africa by Van Zyl (1986) and Brand
(1991). Van Zyl's field-workers were social workers who interviewed their
clients and carpleted the scales. These field-workers encountered resistance
from respondents to answering sare of the questions in the IFQ during
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interviews, more specifically those relating to sexuality. This problem was
circumvented in the current study by instructing field-workers to supply the
LFQ and its answer sheet to respoxdents, along with a specially stamped
envelope. After campleticn, field-workers collected these respaonses, now sealed
by respondents, for delivery to the researcher, in order to ensure privacy,
canfidentiality and anomymity.

The following sections focus on the specific independent, dependent, moderator
and demcgraphic variables measured in this study. ‘

4.6.1 Irdependent variables: job charvacteristics

Jcb characteristics refer to the five core job characteristics in the Job
Characteristics Model (skill wvariety, task identity, task significance,
autonamy, and feedback) as set out and defined in Sectiom 2.2.3.2. The revised
JDS includes 15 items presented in the form of questions and statements, and
asks subjects to respond in terms of their perceptions of their own jdbos.
Seven-point response scales are used throughout (1=low, 7=high). Items
measuring each of the five job characteristics appear randamly in Sections One
and Two of the instrument. Each job characteristic is scored as the average
respanse an three specific items of the JDS.

The job characteristics are scored across the following items in each
respective section of the revised JDS, according to the following scheme:

Skill variety: Section One, question 3; Section Two, statements 1 and 4.
Task identity: Section One, question 2; Section Two, statements 2 and 7.
Task significance: Secticn One, question 4; Section Two, statements 5 and 10.
Autonamy: Section One, question 1; Section Two, statements 6 and 9.
Feedback: Section One, question 5; Section Two, statements 3 and 8.

Refer to Apperdices A and C for the amended JDS and accompanying answer sheet
displaying the items and their format in measuring the five job
characteristics. Table 4.7 provides a sumary of studies campiled to show the
acceptable reliability ccoefficients for the job characteristics scales of the
JDS when compared with NMurmally's (1967) standard of 0,5 to 0,6. Additicnally,
Fried (1991: 691), in reviewing nearly 200 studies and including 79 of these
studies in his meta-analysis, reports that "reliability estimates of the JDS
Scales are sufficiently high for research purposes".
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Reliability coefficients of the job characteristics

Regearchers sV TI TS AT FJ
Bhagat & Chassie (1980) 0,68 (0,78 (0,72 |0,66 |0,73
Birnbaum, Farh & Wong (1986) (0,79 |0,72 |0,81 |0,84 {0,71
Brief & Aldag (1976) 0,47 (0,47 |0,60 |0,55 (0,30
Champoux (1992) 0,78 |0,67 |0,54 10,70 (0,64
Cordery & Sevastos (1993) 0,72 |0,65 (0,69 (0,72 (0,73
Cordery & Sevastos (1993})* 6,80 |0,77 10,75 0,79 |0,78
Dunham (1976) Q,76 10,72 |0,72 |0,73 0,75
Dunham, Aldag & Brief (1977) 0,68 10,70 |0,68 |0,69 (0,69
Evans, Kiggundu & House(1979) (0,53 |0,52 0,50 |0,53 |0,38
Forshaw (1985) 6,64 (0,60 |0,58 |0,60 |0,48
Fried (1991); Fried & Ferris
{1987) ** 0,69 |0,69 |0,67 (0,69 0,70
Hackman & Oldham (1975) 0,71 (0,59 |0,66 {0,66 10,71
Hogan & Martell (1987) 0,68 |0,66 |0,64 (0,61 (0,81
Johns, Xie & Fang (1992} 0,64 10,77 |0,61 |0,67 0,74
Kiggundu (1980} 0,78 (0,62 |0,59 (0,63 0,70
Kim & Schuler (1979) 0,80 |0,69 |0,73 (0,67 0,73
Munz, Huelsman, Konold &
McKinney (1996) 0,77 (0,74 (0,72 0,77 |0,81
Oldham, Hackman & Stepina
{(1979) 0,68 (0,621 (0,58 [0,64 |0,68
Renn & Vandenberg {1995)* 0,76 (0,76 0,77 10,79 0,74
Spector & Jex (1991)* 0,70 (0,81 (0,74 (0,87 (0,83
Xie & Johns (1985) 0,76 (0,87 (0,64 0,74 |0,73
Yeh (1996) 0,68 (0,64 (0,63 0,66 [0,74
* Studies which used the revised JDS items of Idaszak and

Drasgow (1987)

**The studies of Fried {(1991) and Fried and Ferris (19587)
shared the same JDS data set and both studies are meta-

analyses

SV 8kill variety

TI Task identity

TS Task significance
AT Autonomy

FJ Feedback from job
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The MPS additive index was used as an overall indication of jcb camplexity,
with a scale range of 1 to 35, as set forth in Section 3.2.1.4.

4.6.2 Dependent variables: personal cutcanes

Personal cutcares refer to intermal work motivation, gemneral job satisfaction,
and growth satisfaction as portrayed in the Job Characteristics Model and set
out and defined in Section 2.2.3.2, The JDS includes 15 items presented in the
form of statements, and asks subjects to respond how they personally feel about
their jobs. Seven-point response scales are used throughout (1=lcow, 7=high).
Items measuring each of the three personal outcomes appear in Sections Three,
Four and Five of the instrument. Internal work motivation is scored as the
average response on six specific items of the JDS, and growth satisfaction and
general job satisfaction on four and five specific items of the JDS
respectively.

The persanal outcames are scored across the following items in respective
sections of the revised JOS according to the following scheme:
Internal work motivation: Section Three, statements 1, 3, 5 and 7;
Section Five, statements 1 and 4.
General jcb satisfaction: Section Three, statements 2, 4 ard 6;
Section Five, statements 2 and 3.
Growth satisfactiom: Section Four, statememts 1, 2, 3 and 4.

Refer to Appendices A and C for the amended JDS and answer sheet displaying the
items and their format for the measurement of the three persomal cutcomes.

Table 4.8 provides a summary of studies campiled to show acceptable reliability
coefficients for the personal outcames scales of the JDS when campared with
Numally's (1967) standard of 0,5 to 0,6. Again Fried's (1991: 691) conclusion
that the "reliability estimates of the JDS scales are sufficiently high for
research purposes” is pertinent at this juncture.

4.6.3 Modevator varisble: life functioming

Measurements for determining the level of a worker's life functioning are
contained in the IFQ of Heimler for which international norms have been
determined (Van Zyl, 1986) . Life functioning is included as an embellishment to
the Job Characteristics Model as depicted in Figure 3.1 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 outcomesg
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 g,82 0,88
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
Manz, Huelsman, Konold &

McKinney (1996) 0,67 6,77 0,85
Renn and Vandenberg (1995) 0,90 0,85 0,81

Van,Zyl (1986: 224-225) prefers the term social functioning (as opposed to life
functioning) and recommends the following operational definition for use in
future research:
Social [life] funmctioning refers to those activities essential for: (a)
deriving satisfaction and dealing with frustration in five main areas of
life, viz. work cor related activities, financial security, friendship,
family, and personal; and (b) deriving meaning cut of life. The level of an
| individual's social [life] functioning is determined by the relaticnship
between satisfaction [the individual's subjective percepticon that (s)he is
moking good use of her/his potential]l and frustration f[her/his inability to
utilize such potential]. While satisfaction is reflected in the main areas
of life in which success or failure manifest themselves (work, finamce,
friendship, family, and perscnal), frustration is eqressed in the
following areas of the individual's 1life: energy flow, heslth, personal
influence, affect, and habits. (Words in brackets added.)

The ILFQ includes 50 items presented in the form of questicns, and asks subjects
to respond to how they perscmally feel about their functioning in different
domains of their life. Five gquestions are posed with respect to each area of
life functioning in which success or failure manifests, that is work,
financial, friendship, family, and persomal (a total of 25 items). These



100

25 items represent the satisfaction scale. Five questions are also asked with
regard to each area of life within which frustration manifests, namely energy,
health, persomal influence, moods, arxd habits, respectively (a total of 25
items) . These 25 items represent the frustration scale. Respondents can either
regpand "yes", "perhaps" or "no" to each question (yes=4, perhaps=2 and no=0).

For each area or damin of life, ten in total, a base score (sum of 4's) and a
gross score (sum of 4's + 2's) are calculated. Thereafter, a total base score
for the satisfaction scale is camuted, by adding the five relevant base
scores, and a total gross score for the satisfaction scale is computed, by
adding the five relevant gross scores. A mean satisfaction index is calculated
by averaging the total base score for the satisfaction scale and the total
gross score for the satisfaction scale. Furthermore, a total base score for the
frustration scale is caomuted, by adding the five relevant base scores, and a
total gross score for the frustration scale is computed, by adding the five
relevant gross scores. A mean frustration index is also calculated by averaging
the total base score for the frustration scale and the total gross score for
the frustration scale.

Van Zyl (1986: 169) provides two norms to differemtiate between functional and
dysfunctional workers, based on their life functioning. The first criterion
serves as a preamise to differentiate between individuals who display competence
in life functioning and those experiencing a lack of competence. According to
the first criterion, a mean satisfaction index of 60 ar more is indicative of
thé individual's deriving sufficient satisfaction from life to be likely to
function independently without the need of professicnal or cther support. A
mean satisfaction score of less than 60, on the other hand, represents
wnsatisfactory competence in life functioning.

According to the second norm, fumctionmal workers have a mean frustration
index of 20% to 33,3% of their mean satisfaction index. If, however, the mean
frustration index is less than 20% of the mean satisfaction index, the
individual is seen to experience too little frustration in life which may lead
to stagnation, or it may be an indication of demial of frustration; the
individual is thus regarded as dysfunctiomal with regard to campetence in life
functioning., If the mean frustration index is more than 33% of the mean
satisfaction index, the individual is seen to experience an above-average level
of frustration, which may give rise to a paralysis of life functioning or
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breslkiiown in same areas of functioning; the individual is thus regarded as
dysfunctional with regard to cametence in life fimctioning.

Refer to Appendices B and C for the IFQ and answer sheet displaying the items
and their format for the measurement of life functioning.

Van 2yl (1986: 213-214), in a review of several studies, reports a
satisfactorily high reliability for the satisfaction and frustration scales of
the LF). Results of the afore-menticned study also show an internal consistency
reliability coefficient of 0,76 for the satisfaction scale and 0,85 for the
frustration scale. The sample graup of 281 included three of the four dominant
race graups in South Africa, namely BRlack, White and Indian. Reliability
coefficients reported for the satisfaction and frustration scales of the LFQ
are therefore acceptable when carpared with Numally's (1967) standard of 0,5
to 0,6.

4.6.4 Demngraphic variables

Several demogrephic variables were included in this study as Gerhart (1987) has
shown that dispositional factors are important determinants of job
satisfaction. Additionally, Fried and Ferris (1986) faurxd that person variables
influence the ability to differentiate among jcb characteristics. The following
demographic variables were thus included to facilitate a reasomnable description
of the respondents:

(@) Gender

(b) Age

{c) Qualification

(d) Home language

(e) Years service.

Refer to Appendices B and C for the demogrephic information and the answer
sheet for recording respanses.

4.7 DATA ANALYSIS

Both questiomaires were marked using IOTUS, for which purpose a custamized
programme was written. Multivariate statistical techniques were used to analyse
the data as they provide a flexible system for analysis in studies with several
independent variasbles and meny dependent variables all correlated with one
another to varying degrees, as is the case in this study. The SAS multivariate
programre was utilized to analyse the data.
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Examining whether life functioning moderates the relatiomships between the jdb
characteristics and the persomal outcomes implies that the relationships
between the jadb characteristics and the personal cutcames change as a finction
of life functioning. The appropriate statistical analysis for the testing of
moderator influences should tims measure and test this differential effect of
the independent varisble on the dependent variable owing to the influence of
the moderator varisble. Arnold (1982: 171) refers specifically to the technique
which must be applied when testing for moderator variables in the Jdb
Characteristics Model:
Such hypotheses are clearly interpretable as hypotheses that the form of
the relationship between two variables depernds upon some third variable,
i.e., that a dependent variable of interest is a joint function of two
causal variables. Such hypotheses are substantively meaningful and can be
tested straightforwardly employing the hierarchical multiple regression
procedure.

Stone and Hollenbeck (1989), in clarifying some controversial issues
surromding statistical procedures for detecting moderator variables, also
recamend the use of hierarchical regression to detect moderator effects. They,
however, discourage researchers from paying attention to the form versus the
degree of relationship moderator variable amalysis distinction as proposed by
Arnold (1982). Hierarchical multiple regression is regarded as a type of
multiple regression in which the contribution toward prediction of each
dependent variable is assessed in a predetermined hierarchical order
(Tabackmick & Fidell, 1983: 53). The differential effect of life fumctioning
(as a contimous variable when employing norm one and norm two) on the
relationships between the Jjdb characteristics (contimious variables) and
perscnal outcomes {contimous variables) 1s tested by using hierarchical
miltiple regression procedures.

The research hypotheses require testing whether significant amomts of variance
in the persomal cutcomes are due to the influence of the job characteristics.
Furthermore, the research hypotheses require testing whether life fimctioning
accomnts for significant amounts of outcame variance beyond the influence of
the job characteristics. For each of the dependent variables (that isg,
internal work metivation, general job satisfaction and growth satisfaction) the
variance due to the subset of independent variables (skill variety, task
identity, task significance, autonomy, and feedback) is firstly determined.
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Life functioning (moderator variable) is then added to this subset of
independent variables to determine whether it adds significantly to the
variance already explained by the initial subset of independent variables.

The incremental variance is subsequently calculated with the following formila
(Tabachmick & Fidell, 1983: 113):

[R? (with) - R? (without)] / M
F (Incremental) =

_ [1 - R2 (with)] / &f residual
Where

R2 {(with): Miltiple R? achieved with the added moderator variable in the
equaticon.

R2 (without) : Multiple R? achieved without the added moderator varisble in the
equation.

M: The rumber of varisbles in the added subset.

df residial: (N-k-1) residual degrees of freedom.

Further justification for the utilization of regression analysis to answer the

research question is supplied by Tebactmick anxd Fidell (1983: 86-88) as:

(a) the influence of amny carbination of independent variables on any dependent
variable can be determined and illuminated;
(b) the predictive power of two sets of independent variables can be campared;
(c) regression tedmiques permit intercorrelations between the independent
3 varizbles and correlations between the independent and dependent variables;
(d) it can readibly be applied to practical prablems that cammot always be
meaningfully reduced to orthogomal designs in experimental research;

(e) a mix of comtimucus and dichotamous independent and dependent veriables
can be processed; and

(F) the relative importance of the contritution of independent variables to a
regressicn solution can be determined.

A limitaticn of regression analysis, however, is a minimum requirement with
regard to mmber of cases in relatiom to mmber of variables. Twenty times more
cases than wvariables are regarded as ideal, with a suggested minimmm
requirement of at least four to five times more cases than independent
variables (Tabachnick & Fidell, 1983: 91-92). The question posed by this study
encompasses specifying relationships between nine variasbles and thus ideally



104

requires a minimmm of 180 respondents in order to neutralize the limitation
inherent in regression analysis. The sample chosen for this study comprises 201
respordents.

The results of the study are reported in Chapter 5.
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CHAPTER 5

5.1 INTRODOCTTON
The purpose of the results section is to report statistical amalyses of the raw
data in order to better understand the nmature and structure of the sample and
to resolve the research hypotheses. These hypotheses firstly require testing
whether significant amounts of variance in the perscnal cutcames are due to the
influence of the job characteristics. Secondly, the research hypotheses require
testing whether life fuimctioming accounts for significant amomts of outcame
variance beyond the influence of the jcb characteristics. The statistical
analyses include:

(a) the caomutation of descriptive statistics, namely the means and standard
deviations of the variableé and the correlation coefficients of the
relationships between the variables in order to highlight the nature and
structure of the sample, and

(b) the application of hierarchical multiple regression procedures to test
abovearentioned research hypotheses.

The results are pregented in the following format:
(a) The means and standard deviations of the independent, dependent and
moderator variables.
{b) The relationships between the demcgrephic varizbles and the independent,
dependent and moderator variables.
(c) The relationships within the independent, dependent and moderator
variables.
(d) The relationships between the independent, dependent and moderator
variables.
(e) Answering the research questions:
(i) Do the jcb characteristics accomt for significant amomts of variance
in the persanal outcomes?
(ii) Does life functioning accamt for significant amomts of outcare
variance beyaxi the influence of the jcdb characteristics?

5.2 MEANS AND STANDARD DEVIATIONS OF THE TNCEPENDENT, DEPENDENT AND MODERATUR
VARTABLES

Table 5.1 displays the means and standard deviations of the job
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characteristics, personal cutcames and life fimetioning variables.

The mean scores of the jcb characteristics and perscmal cutcomes variables are
cansistently high. These averages are marginally higher than the means of the
corresparding variables as reported by Hackmem and Oldham (1980: 105} in their
study of 6930 employees representing 876 different jobs in 56 organizations.
The means of the job characteristics and personal outcares reported in Table
5.1 are also consistently marginally higher than the means reported by
Boonzaier and Boonzaier (1994: 105) in their study of 4012 employees at a
cammity service organization with 46 organizational umits spread throughout
Saath Africa and Namibia. They are furthermore generally higher than the means
reported by the same authors for two other Scuth African studies (Boonzaier &
Boonzaier, 1994: 105).

Table 5.1

Mean d anda viatiagn £f the 5 h T

personal outcomeg 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 meotivation|{ 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./Pos. ratio index 38,07 27,78

n = 201
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The average of the first life fimctioning variable, namely the positive mean
score depicted in Table 5.1, is higher than the mean reported by Van Zyl (1986:
180). This finding could possibly be attriluted to the fact that the mean
campiled by Van Zyl (1986} is based on individuals receiving welfare support of
sare kind. On the other haxd, the mean negative/positive ratio index, which is
the second life functioning variable displayed in Table 5.1, is lower than the
average reported by Van Zyl (1986: 201). This could be attributed to the fact
that the sanmple group of Van Zyl (1986) experienced a high level of frustration
due to their welfare status. The standard deviation of the negative/positive
ratio index is predictably high owing to the fact that a ratio inherently
contains high variabiltity.

Pearson Product Mament Correlation Coefficients were eamployed throughout to
calculate the strength of the relationships between all the variables. Two
levels of significance or confidence are offered, the 0,01 level ard the 0,05
level. The 99% lewvel of significance states that there is less than cne in a
hmdred times probability that the given statistical result would occur owing
to chance. (Likewise, the 95% level indicates less than 5% prcbability.) Sample
results can thus be generalized to the population in question with specific
levels of certainty.

5.3 RELATTICONSHIPS PBEIWEEN THE DEMOGRAPHTIC VARIAEIES AND THE INDEPENDENT,
DEPENDENT AND MITERATOR VARTABLRS

Table 5.2 displays the correlation coefficients between the demographic

variables and the jdb characteristics, personal outcomes and life fumctioning.

Each of the demographic variables, namely, gader, age, qualtificatian (Qual.),

home lanquage (Lang.) and years of service (Service) were included in the

analysis.

No significant correlations exist between gender and any of the jdb
characteristics, personal cutcames or life functioning.

There are significant positive correlations (p < 0,01) between age and skill
variety, autorany and feedback as well as between age and intermal work
motivation, general job satisfactiom and growth satisfaction. In other words,
as age in the sample group increases, employees perceive more of these specific
job characteristics present in their jobs, and they experience higher lewvels of
motivation and job satisfaction. An increase in age is therefore associated
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Takle 5.2
ati the J cteristics
t and 1
Damcgraphic varisbles
Gernder | Age Qual. | lang. |Service

Jcb characteristics

Skill variety -0,01 g,27**} 0,09 G,00 0, 21%*
Task identity C,09 0,05 0,02 |-0,09 0,00
Task significance 0,01 0,08 |-0,00 0,00 0,12
Autconamy -0,03 | 0,32%*] 0,05 |-0,23%%| 0,21%*
Feedback -0,10 0,23**|-0,11 !-0,14* | 0,11
Personal oatcomes

Intermal work motivation|-0,01 0,23%*|-0,07 |-0,10 0,06
General jcb satisfaction| 0,03 0,21%*%|-0,00 {-0,07 0,05
Growth satisfaction -0,04 0,23**| 0,05 |{-0,08 0,10
Life fimctioning

Pogitive wean score -0,08 0,08 0,05 |-0,14 0,11
Neg./Pos. ratio index 0,12 |-0,17* |-0,06 | 0,23*x[-0,14

n =201
** p < 0,01

*p < (0,05

with a heightened perception and experience of the following dimensions:

(a) the degree to which the job requires a variety of different activities in
carrying out the work, which involves the use of a mmber of different

skills and talents of the employee;

(b) the degree to which the job provides substantial freedaom, independence and
discretion by the employee in scheduling the work and in determining the

procecires to be used in carrying it out;

(c) the degree to which perfomming the work activities required by the jcb
results in the enployee's cbtaining direct and clear information about the

effectiveness of her or his performence;
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{d) the degree to which the employee is self-motivated to perform effectively
on the jcb; that is, the aemployee experiences positive internal feelings
when working effectively on the jcb, and negative internal feelings when
doing pocrly;

(e} the owerall degree to which the employee is satisfied ard happy with the
job; ard

(£) the degree to which the individual is satisfied with opportumities Ffor
growth in the jcb.

These significant positive relationships between age and specific jdb
characteristics, as well as between age and the persanal cutcames can possibly
be accomted for by cognitive consonance. What this means is that as employees!
age increases, any state of umpleasant tension regarding the characteristics of
their jdbs and consequent work motivation and job satisfaction is resolved by
accamcdating or adjusting their current belief system; workers tlus report
increases in job satisfaction and motivaticn and the extent to which the jab
characteristics are experienced. '

With regard to the relationships between age and life funcrioning, a
significant negative correlation (p < 0,05) exists between age and the
negative/positive ratio index. As age in the sample group increases, employees
experience fewer frustrations relative to satisfactions within the different
domains of their worklife and non-worklife. In other words, the ratio between
the level of frustrations experienced by employees in the areas of health,
energy flow, personal influence, affect, and habits, and the level of
satisfactions which they derive from the areas of work or related activities,
financial security, friendship, family, and personal, decreases as age
increases. This finding could possibly be ascribed to an increase in maturity
and life coping skills associated with increased age r1xd an increased level of
acceptance of the circumstances (work and otherwise) in which the older perscn
firds herself/himself.

No significant relationships exist between qualification and Fjcb
characteristics, perscnal outcores or life functioning.

The categorical nature of the language varisble (namely English, Afrikaans and
"Other") renders a correlation analysis between it and the independent,
dependent and moderator variables meaningless.
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Significant positive correlations (p < 0,01) also exist between years of
service and two specific job characteristics, namely skall variety and
autoncomy. As terure in the sample graup increases, workers in general perceive
more skill variety and auntonomy present in their work. Increased temure is thus
associated with a positive increase in the following dimensions:

(a) the extent to which the executiom of the job requires a variety of
different activities, invelving the use of a muber of different skills and
talents of the employee, ard

(b} the extent to which the jcb provides the employee with substantial freedom,
independence, and discretion in scheduling activities and determining work

_ procedures.

5.4 RELATICNSHIPS WITHIN THE INDEPENDENT, DEPENDENT AND MODERATUR VARTARIES
Table 5.3 depicts the relationships between the jcb characteristics.
Significant positive correlations {p < 0,01) exist between all the job
characteristics. This could be ascribed to the fact that "enriched" jobs often
are gocd in a mumber of ways and “inpoverished" Fjcbs aredftalgenexallybad.
Increases in any one jcb characteristic are thus associated with an increase in
the other job characteristics.

Table 5.3

Correlations between the job characteristics

Job characteristics 1 2 3 4 5

1. Skill wvariety -

2. Task identity 0,32%% -

3. Task significance|(,38%*|(Q, 24%* -

4. Autonomy 0,52%%0Q,45+*%|(, 37** -

5. Feedhack 0,44%%|0,48%%((0,33*%*|(Q,53** -
n = 201

** p < 0,01

* p < 0,05

Table 5.4 depicts the relationships between the perscnal outcomes. Significant
positive correlatiomns (p < 0,01) exist between all the persmal outcones.
Increases in any one of the personzal ocubcames are associated with an increase
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in the other perscnal cubcames. A positive correlation thus exists between
motivation and satisfaction for the sample group.

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%%10,72%%* -

n = 201
** p < 0,01

*p < 0,05

With regard to the relationship between the two life fumcticning variables, the
positive mean score forms part of the negative/positive ratio index, and the
expregsion of a correlation between the two variables would therefore be
meaningless.

5.5 REIATTONSHIPS BETWERN THE TNDEPENDENT, DEPENDRENT AND MODERATCR VARTABLES
Table 5.5 displays, firstly, the correlation coefficients between the jab
characteristics and personal outcomes, and secondly, the correlation
coefficients between life functioning anxd the personal cutcares.

There are significant positive correlations (p < 0,01) between all the job
characteristics (skill variety, task identity, task significance, autonomy, and
feedback) and all three perscmal cutcomes (intermal work motivation, general
job satisfaction and growth satisfaction). As enployees in the sample group
perceive more of the job characteristics present in their jobs, higher levels
of motivation arxd satisfaction are reported. Increased levels of motivation and
satisfaction are thus asscociated with a heightened perception of the following
dimensions:
(a) the extent to which the jdb requires a variety of different activities in
carrying out the work, imvolving the use of a mmber of different skills
and talents of the employee;



Table 5.5
Correlations between the job characteristics and personal outcomes,
and between life functioning and the pergonal outcomesg

Personal outcomes

Internal General job Growth
work motivation|satisfaction|satisfaction

Job characteristicgs

Skill variety 0,40%* 0,39%% 0,50%%*
Task identity 0,32*%%* 0,30%%* 0,30**
Task significance 0,24*% 0,24%** 0,24x**
Autonomy 0,46%%* 0,55%=* -0, 65%*%*
Feedback 0,52%* 0,46%* 0,45 %*
Life functioning

Positive mean score 0,23%* 0,31%x*x Q,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 jcb requires the campletion of a "whole" and
identifiable piece of work - that is, doing a job from begiming to end
with a visible cutcane;

{c) the capacity of the jcb to substantially impact the lives or work of other
pecple, whether in the immediate organization or in the extemal
envircment;

(d) the degree to which the jcb provides the employee with substamtial freedom,
independence and discreticon in scheduling the work and in determining the
procedures to be used in carrying it cut; and

(e) the extent to which performing the work activities required by the jcb
results in the worker's cbtaining direct and clear information about the
effectiveness of her or his performence.
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Conversely, - as the presence of the above-mentioned jcb characteristics

increases for the sample group, the employee:

(a) is more self-motivated to perform effectively an the job; that is,
experiences positive internal feelings when working effectively on the jcb,
and negative internal feelings when doing poorly;

{b) is more satisfied and happy with the jcb; and

(c) is more satisfied with opportunities for growth in the job.

With regard to the relationships between the life functioning variables and the
perscnal cutcomes, significant positive correlations (p < 0,01), firstly, exist
between the positive mean score arnd all three persanal ocutcomes (internmal work
motivation, general job satisfaction and growth satisfaction). As employees
derive more satisfaction from the five main areas of life (namely work or
related activities, financial security, friendship, family, and persomal},
higher levels of internal work motivation, general job satisfaction and growth
satisfaction are experienced. Increased levels of the pogitive mean score are
thus associated with increases in the following dimensions, namely:

(@) the degree of self-motivation to perform effectively on the jcb; in other
words, positive internal feelings are experienced when working effectively
on the job, and negative intermal feelings when doing poorly;

(b} the extent of overall satisfaction with the jdb; and

{c) the level of satisfaction with opportunities for growth in the job.

Secondly, significant negative correlations (p < 0,01) exist between the
negative/positive ratio index and two of the persanal ocutcomes, nanely general
jdb satisfaction and growth satisfaction. As the negative/positive ratio index
decreases, employees in general report higher levels of general job
satigfaction and growth satisfaction. As the level of frustration relative to
the level of satisfaction experienced within the differemt domains of worklife
and non-worklife decreases, enployees experience a positive increase in:

(a) the overall degree of satisfaction with the jcb, and

(b} the measure of satisfaction with opportunities for growth in the job.

The results displayed in Teble 5.5 indicate the possibility of a gpill-over
effect between motivetion and satisfaction, and life functioning. This concept

is elaborated upon in Section 6.4.

Table 5.6 displays the correlation coefficients between the jab characteristics
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Table 5.6
Correlations between the job characterigticg and life functioning

Life functioning

Positive | Neg./Pos.
mean scorelratio index

Job characteristics
Skill variety 0,23*%* -0,20Q%*
Task identity 0,22%% -0,23%%*
Task significance 0,13 -0,03
Autonomy 0,35%% ~0,35%=*
Feedback D,24%% -0,20**
n = 201

** p < 0,01

* p < 0,05

and the life functioning variables. According to Table 5.6, significant
positive correlations (p < 0,01) exist between four of the five job
characteristics (namely skill variety, task identity, autonamy, ard feedback)
and the positive mean score. As enployees perceive more of these Jjab
characteristics present in their jcbs, more satisfactions are derived from the
five main areas of life, namely work or related activities, financial security,
friendehip, family, and persmal. Increased levels of the positive mean score
are thus associated with an increased perception of the following dimensions:

(a) the extent to which the jcb requires a variety of different activities in
carrying aut the work, which involves the use of a mumber of different
gkills ard talents of the employee;

(b} the degree to which the jcb requires the campletion of a "whole™ and
identifiable piece of work - that is, doing a jcb from begimming to end
with a visible cutcane;

{c) the degree to which the jcb provides the erployee with substantial freedom,
indeperdence, and discretion in scheduling the work and in determining the
procedures to be used in carrying it out; and

(d) the degree to which performing the work activities reguired by the jcb
results in the worker's cbtaiming direct and clear infarmation about the
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effectivenegs of his or her performance.

According to Teble 5.6, significant negative correlations (p < 0,01) exist
between four of the jdbo characteristics (namely skill variety, task identity,
autonomy, and feedback) and the negative/positive ratio index. As employees
perceive more of these job characteristics present in their jobs, fewer
frustrations relative to satisfactions within the different domains of their
worklife and nom-worklife are experienced. In other words, the ratio between
the level of frustrations experienced by emwloyees in the areas of health,
energy flow, personal influence, affect, and habits, and the lewel of
satisfactions derived fram the areas of work or related activities, finamcial
security, friendship, family, and personal, decreases as wore of the four jobo
characteristics are perceived.

The results displayed in Table 5.6 thus also indicate the possibility of a
spill-over effect between the jcb characteristics and life functioning. Section
6.4 will expand upan this cancept. '

5.6 ANSWHERTNG THE RESEARCH (XESTIONS

Hierarchical miltiple regression procedures (Tebachmick & Fidell, 1983: 86-145)

were employed to determine:

(a) whether significant amounts of variance in the personal ocutcores (internal
work metivation, general job satisfaction and growth satisfaction) are due

 to the influence of the job characteristics; and

(b} whether life functioning (the positive mean score and the positive/negative
ratio index) accomts for significant amomts of variance in the persmal
outcames beyond the influence of the job characteristics.

Table 5.7 displays, in the first place, the miltiple rugressions predicting the
personal outcomes using the job characteristics as the predictor variables
(Step 1). Secondly, Table 5.7 shows the multiple regressions predicting the
perscnal outcames using the jdb characteristics and life functioning as the
predictor variasbles (Steps 2A and 2B).

Focussing firstly on interpal work motivation as dependent variable, Table
5.7 indicates that after Step 1, with jcb characteristics in the eqguation, R
squared equals 0,3307; F(5; 195) equals 19,2720%*; p < 0,0001. The icb
characteristics accamt for 33,1% of the variance in internal work motivation.
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The jcb characteristics thus significantly predict intemal work metivation.

After Step 237, with job characteristics amd life functioning (positive mean
score) in the equation, R squared equals 0,3327; FI(1; 194) equals 0,5815;
p < 0,01. Life functioning (positive mean score) accoumts for 0,2% increase in
the variance in internal work wmotivation associated with the job
characteristics. Therefore, adding life functioming {(positive mean score) to
the equation results in an insignificemt increment in R squared. Given the

existing significant predictive power of the jcb characteristics,

functioning as measured by the positive mean score does not add to the
prediction of intermal work motivation.

Table

5.7

Hierarchical multiple regressjon analyses predicting personal

outcomes using job characteristics and l1ife functioning

Personal outcomes

Internal General job Growth
work motivation|satisfaction|satisfaction
Step|Predictor R2= 0,3307 R2= 0,3437 [R2= 00,4703
‘ variables: jab F = 19,2720*%|P = 20,421*%*|F =34,629%%
1 characteristics
Predictor
Step|variables: job R2= (,3327 |R2= 00,3560 R2= (,4956
characteristics &
2A |life functioning FI= 00,5815 Fl= 3,7054 FI= 9,7308%%
/pos. mean score
Predictor
Step|variables: job
characteristics &| R2= 00,3321 R2= 0,3478 R2= (00,4857
2B (life functioning
(Neg./Pos. ratio FI= 00,4067 FI= 1,2196 FI= 5,8091%*
index)
FI = Incremental explanatory value

]

(Tabachnick & Fidell, 1983: 113)

201

life
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After Step 2B, with job characteristics and life functioning (negative/positive
ratio index) in the egquatian, R squared equals 0,3321; FI(1; 194) equals
0,4067; p < 0,01. Life functioning (negative/pogitive ratio index) accounts for
0,14% increase in the variance in intemal work motivatiom associated with the
job characteristics. Therefore, adding life functioning (negative/positive
ratio index) to the equation results in an insignificant increment in R
squared. Given the existing significant predictive power of the Jjob
characteristics, life functiconing as measured by the negative/positive ratio
index does not add to the prediction of intermal work motivation.

Focussing, secondly, on general job satisfaction as dependent variable, Table
5.7 indicates that after Step 1, with jdb characteristics in the equation, R
squared equals 0,3437; F(5; 195) equals 20,4210%*; p < 0,0001. The jcb
characteristics accomt for 34,4% of the variance in genexal job satisfactiom.
The job characteristics thus significantly predict general job satisfactionm.

After Step 2A, with job characteristics and life functioning (positive mean
score) in the equation, R squared equals 0,3560; FI(1; 194) equals 3,7054;
p < 0,01. Life functioning (positive mean score) accomts for 1,2% increase in
the wvariance in general job satisfaction associated with the job
characteristics. Therefore, adding life fimctioning (positive mean score) to
the equation results in an insignificant increment in R squared. Given the
existing significant predictive power of the job characteristics, life
functioning as measured by the positive mean score does not adkd to the
prediction of general jcb satisfaction.

After Step 2B, with job characteristics and life functioning (negative/positive
ratio index} in the equation, R squared equals 0,3478; FI(1; 194) equals
1,2196; p < 0,01. Life functioning (negative/positive ratio index) accoumts for
0,41% increase in the variance in general job satisfaction asscciated with the
job characteristics. Therefore, adding life functioning (negative/positive
ratio index) to the equation results in an insignificant increment in R
squared. Given the existing significant predictive power of the jcb
characterigtics, life functioning as measured by the negative/positive ratio
index does not add to the prediction of general job satisfaction.

Focussing on growth satisfaction as the third dependent variable, Table 5.7
indicates that after Step 1, with jcb characteristics in the equation, R
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squared eguals 0,4703; F(5; 195) equals 34,6290**; p < 0,0001. The job
characteristics accomt for 47% of the variance in growth satisfactiom. The jcb
characteristics thus significantly predict growth satisfaction.

After Step 27, with job charecteristics ard life funmctioning {positive mean
score) in the eguation, R squared equals 0,4956; FI(1; 194) eqguals 9,7308%x;
p < 0,01L. Life functioning (positive mean score) accounts for 2,5% increase in
the variance in growth satisfaction associated with the jdb characteristics.
Therefore, adding life functioming (positive mean score} to the equation
results in a significant increment in R squared. Given the existing significant
predictive power of the jcb characteristics, life functioning as measured by
the positive mean score thus adds to the prediction of growth satisfaction.

After Step 2B, with job characteristics and life functioning (negative/positive
ratio index} in the eguation, R squared equals 0,4857; FI(l; 184) equals
5,8091¥; p < 0,05. Life functioning (negative/positive ratio index) accounts
for 1,5% increase in the variance in growth satisfactiom associated with the
job characteristics. Therefore, adding life functioning (negative/positive
ratio index) to the equation results in a significant increment in R squared.
Given the existing significant predictive power of the job characteristics,
life functioning as measured by the negative/positive ratio index does add to
the prediction of growth satisfaction. This finding indicates the possibility
of a spill-over effect between non-work varisbles and growth satisfaction., This
concept is elaborated upon in Section 6.4.

In conclusian, hierarchical multiple regression anmalyses of the data reveal

the following:

(a) significant amounts of variance in the persomal outcomes (internal work
motivation, general job satisfaction and growth satisfaction) are due to
the influence of the job characteristics;

(b) life fumctioning (the positive mean score and the positive/negative ratio
index) accounts for significant amounts of variemce in growth satisfactiom
beyand the influence of the job characteristics; and

(c} life functionming (the positive mean score and the positive/negative ratio
index) accomts for insignificant amamts of variance in both internal work
motivation and gemeral jdb satisfaction beyond the influence of the job
characteristics.
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Specifically, what this means is that significant amounts of variance in the
following three perscnal outcames are due to the influence of the Jjdb
characteristics:

(a) the extent to which the employee is self-motivated to perform effectively
an the job; that is, the eamployee experiences positive internal feelings
when working effectively on the jdo, and negative intermal feelings when
doing poorly;

(b) the degree to which the employee is satisfied and happy with the jcb; and

{c) the degree to which an individual is satisfied with opportumities for
growth in the job.

The five jdb characteristics which significantly predict the above-mentioned

three personal cutcames are:

(a) skill variety: the degree to which the jdb requires a variety of different
activities in carrying out the work, which irnvolves the use of a mmber of
different skills and talents of the exployese;

(b) task identity: the degree to which the job requires the completion of a
"whole" and identifiable piece of work - that is, doing a jcb from
begiming to end with a visible cutcome;

(c) task significance: the degree to which the jcb has a substantial impact on
the lives or work of other pegple, whether in the immediate orgenization or
in the external envirorment;

{d) autonomy: the degree to which the job provides the employee with

 substantial freedom, independence and discretion in schedaling the work
and in determining the procedures to be used in carrying it out; and

(e} feedback: the degree to which performing the work activities required by
the job results in the worker chtaining direct and clear information about
the effectiveness of her or his performance.

Beyond the significant predictive value of the job characteristics, life
functioning (the positive mean score and the positive/negative ratio index)
significantly predicts growth satisfaction (that is, the degree to which the
employee is satisfied with opportunities for growth in the job). Significant
amants of variance in growth satisfaction are thus due to the influence of the
two life functioning variables:
(a) the positive mean score (that is, the extent to which emlayees derive
satisfaction from the five main areas of life, namely work or related
activities, financial security, friendship, family, and personmal); ad
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(b) the negative/positive ratio index (the level of frustrations relative to
satisfactions within the different damins of the employees' worklife and
non-worklife. In other words, the ratio between the level of frustrations
experienced by employees in the areas of health, energy flow, personal
influence, affect, and habits, arxd the level of satisfactions which they
derive fraum the areas of work or related activities, financial security,
friendship, family, and persanal).

However, beyand the significant predictive value of the jdb characteristics,
life functioning as wmeasured by both the positive mean score and the
positive/negative ratic index does mot further contribate significantly to the
prediction of internal work motivation ar general job satisfaction.

The results displayed in Table 5.7, firstly, thus reject mill hypothesis 1,
namely that the job characteristics do not accomt for significant amounts of
variance in the perscnal outcomes. Secondly, the findings accept mull
hypothesis 2, namely that life functioning does not accomt for significant
amomts of variance in the personal cutcomes beyond the influence of the jcb
characteristics.
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CIALTER 6
DISCUSSTON OF REILTS

6.1 INTRODOCTION

Having specified and delineated the research prcblem in Chapter 1, with
concamtant hypotheses, Chapters 2 and 3 provided an examination of empirical
findings relating to the variables amxi the relationships that edst between
them as set forth in the Jcb Characteristics Model, and conseguently formulated
shortcamings of this model (Cbjective 1). In addition, Chapter 3 proposed a
refinament of the model (Chjective 2), while Chapters 4 and 5 focussed on
testing the proposed revision of the model (Gojective 3). Chapter 6 highlights
the most salient findings and conclusions relating to this erpirical

The following revised model was subjected to empirical evaluation:

Jcb_chavacterigtics BPersonal outcqres

Siill variety Intermnal work motivation
Task ident-ity >

Task significance General jcb satisfaction
Aronomy

Feedback Growth satisfacticn

~-Bositive mean score
-Negative/positive
ratio index

Figure 6.1 A revision of the Job Characteristics Model

Specifically, Chapter 6 juxtaposes the results of this empirical study with the
autcares of other published works. Specific conclusions will be drawn from the
current firdings viewed against the background of other relevent research. The
results, conclusions and implications of this study for mensgement and human
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resources practitioners will also be discussed. Finmally, an evaluation of the
study and accampanying implications for future research will be presented as
well as a sumary of the study.

6.2 DISCISSION OF RESULTS AND CONCIISTON

6.2.1 Mezmns and standard deviations of the variables

The means of the job characteristics and personal outcomes, as reported in
Table 5.1, are, in general, marginally higher than the values for the sane
variables reparted by Graham (1978), Hackman, Pearce and Wolfe (1978), Hackman
and Oldham (1980), Forshaw (1985), Hogen and Martell (1987), Champoux (1992},
Rloemhioff (1993), Barmabe ard Burns (1994), Boonzaier and Boonzaier (1994),
Remm and Vandenberg (1995), and Xie and Jams (1995).

Considering the marginal difference between the means reported in Teable 5.1 and
the afore-mentioned studies, viewed in conjunction with the standard deviations
reported for the current sample group, no significant differences exist between
the averages of the variables in this study corpared with other studies. It can
thus be concluded that the means reported in Table 5.1 for the jdb
characteristics and personal outcores variables, in general, correspond with
the means of the same variables for other studies.

This conclusion needs to be viewed in the context of an important difference
between the current study and the published studies used for comparative
purposes. The azbove-mentioned researchers used the job characteristics measures
developed by Hackmen and Oldham (1974, 1975, 1980) whilst the current study
employed the revised version of Idaszak and Drasgow (1987) to measure the job
characteristics, thus rendering the results with regard to the means of the jcb
characteristics in Table 5.1 without any "true" campar.san.

Also, the afore-mentioned findings by these researchers, specifically with
regard to the perscmal outcares, are based on the initial persomal cutcames
measures developed by Hackman and Oldham (1974, 1975, 1980). Subsequently the
original JDS was revised (Idaszak & Drasgow, 1987), but this revised JDS still
nmeasures the persanal outcomes in exactly the same way as the origimal JDS
campiled by Hackman and Oldham (1974, 1975, 1980). In the current study,
however, the personal outcomes measures were revised camensurate with
refinements to the Job Characteristics Model, ard thereafter utilized in the
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empirical evaluation. These additional refinements to the previcusly revised
JDpS {elaborated upon in Section 3.2.2) thus render the results relating to the
means of the personal outcomes in Table 5.1 also without any appropriate
comparisan.

With regard to the indices of life fumctioning, the average peositive mean score
of the sample graup (74,14) is significantly higher than the intermaticnal norm
of 60 establighed by Heimler (1975) and Van Zyl (1986). This mean satisfaction
score of the sample is indicative of deriving sufficient satisfaction from the
five main areas of life (namely from work or related activities, financial
security, friendship, family, and personal) in order to function independently
without the need of professional or other support. The sample group thus, in
general, displays sufficient competence in life functioning.

The average negative/positive ratic index of the sample group (38,07) is also
higher than the norm of 20 - 33 developed by Heimler (1975) and Van Zyl (1986).
The sample therefore experiences an zbove-average level of frustration within
the different damins of worklife and non-worklife (namely the ratio between
the satisfaction derived fram the five main areas of life; that is, from work
or related activities, financial security, friendship, family, and personal,
the one hand; and the level of frustration expressed in other areas of the
individual's 1life, namely health, energy flow, persanal influence, affect, and
habits, on the other).

This sbove-average level of frustratiom (negative/positive ratio index) of the
sarple group may give rise to a paralysis of life fumctioning or breakdown in
sare areas of functioning. This finding should be further interpreted in
conjunction with the means of internmal work motivation, general Fjob
satisfaction and growth satisfaction. Because the sanple group reports
acceptable levels of motivation and satisfaction, the cause of the
above-average frustration levels can possibly be ascribed to non-work
varigbles, such as the greater Cape Town camurmity variables (for examwle,
crime) and ecanamic variables (for example, fuel price increases).

However, caution should prevail when meking these deductions for the sample
group with regard to life functioning (for both the positive mean score and the
negative/positive ratio index), as the Life Fmctioning Questicmaire (LFQ) was
specifically designed for diagnosing individual functioning and not for
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group analysis per se.

The only study reporting the application of the IFQ in the workplace is the
study of Brand (1991). Unfortimately, the means and standard deviationg for the
sample group of 276 are not reported and could thus not be utilized for
comparative purposes.

6.2.2 Relationships between the demographic variables and the job
characteristics, personal aatcares and life funchicoing

Table 5.2, depicting the relationships between the demographic variables and
the jdb characteristics, perscnal ocutcomes and life functioning, were included
in the results section with the sole purpose of further highlighting the nature
and structure of the sample. Tables 4.2 to 4.6 present frequencies and
cross-tabilations in support of the same purpose. Tables 4.2 to 4.6 and 5.2 and
their accompanying sample descriptions should tiws suffice for purposes of this
study, as they do not pertain to specific hypotheses or other published studies
ard thus warrant no further attentionm. '

6.2.3 Relationships within the jcb dharacteristics and the persomal cutcames
Table 5.3 displays the relationships between the jdb characteristics, namely
skill wvariety, task identity, task significance, autonomy, amxd feedback.
Significant relationships exist between all the job characteristics. An
increase in any ane job characteristic relates to increases in all the other
jdb characteristics. These findings coincide with the results reported by
Hackman and Oldham (1975), Hogan and Martell (1987), Champarx (1991), Cordery
and Sevastos (1993), Bammabe and Burns (1994), and Rerm and Vandemberg (1995)
for the relationships between the same variables.

The significant intercorrelations between the job rsharacteristics furthermore
replicate the findings of the South African studies of Graham (1978}, Forshaw
(1985) and Bloemhoff (1993). Bowever, all afore-mentianed studies utilized the
original version of the Job Diagnostic Survey (IJDS). Cordery and Sevastos
(1993) administered both the original version by Hackmem and Oldham (1974,
1975, 1980) and the revised version of the JDS by Idaszak and Drasgow (1987) to
measure the job characteristics. As the current study also utilized the revised
version of the JDS to measure the job characteristics, the results in Table 5.3
replicate the significant intercorrelations reported by Cordery and Sevastos
(1993} for the job characteristics measured with the revised JDS. However,
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camparisons of the results of the current study with studies other than that of
Cordery and Sevastos (1993) should of necessity be viewed against the
backgramd of utilizing different forms of the JDS.

The significant intercorrelations foumd between the job characteristics imply
that, in general, when jobs are high on any ane jdb characteristic, they are
also high on the other job characteristics. Jobs high in motivating potential
are thus often "good" in a mmber of ways, and coversely, jodbs low in
motivating potential wusually possess a mmber of "bad® dimensions. Jdos
requiring a variety of gkills, for example, usually also possess greater task
significance ard task identity and offer more autonomy and feedback.

Table 5.4 reveals significant positive correlations between the three personal
cutcares, namely intermal work motivatiom, general job satisfaction and growth
satisfaction. Increases in amy cne of intermal work motivation, general jdb
satigfaction or growth satisfaction will be associated with increases in the
two remeining persanal ocutcameg. In general, increases in work motivation are
thus associated with increases in job satisfaction amd vice versa. These
results confirm the findings of Backmen and Oldham (1975), Graham (1978),
Forshaw (1985), Hogan and Martell (1987), Champoux (1991), Bloemhoff (1993),
Barmabe and Burns (1994) and Rerm and Vandernberg (1995), all of which indicate
significant positive relationships between the personal cutcares, and all of
which are based on the personal outcames measures coriginally developed by
Hackman and Oldham (1974, 1975, 1980). The subseguent revision of the JDS
(Idaszak & Drasgow, 1987) measures the personal outcames in exactly the same
way as the original JDS compiled by Hackman and Oldham (1974, 1975, 1980). In
the current study, however, the personal outcames measures were revised
camensurate with proposed refinements of the Job Characteristics Model and
thereafter utilized in the erpirical assessment. These further refinements to
the previously revised JDS are discussed in Section 3.2.2, and render the
results in Table 5.4 without any exact comparison.

With regard to the relationship between the two life functioning variables, the
fact that the positive mean score forms part of the negative/positive ratio
index renders amny correlation between the two meaningless and not worthy of
discussion.



Table 5.5, firstly, displays significant positive correlations between the jdb
characteristics (namely, skill variety, task idemtity, task significance,
autonomy, and feedback) and the perscnal outcames (that is, intemal work
motivation, general jdbo satisfaction and growth satisfaction). An increase in
ay cane of the job characteristics is associated with increases in internal
work motivation, general job satisfaction and growth satisfaction.

Furthermore, Table 5.7 (Step 1) indicates that the job characteristics
significantly predict intemal work motivation, general Jjdb satisfaction and
growth satisfaction. These findings (Tables 5.5 and 5.7) support the results by
Oldham, Hackman and Pearce (1976), Hackman, Pearce and Wolfe (1978), Wall,
Clegg and Jackson (1978), Oldham and Brass (1979), Hackmwen and Oldham (1980),
Roberts and Glick (1981), Caldwell and O'Reilly (1982), Hunt, Head and Sorensen
(1982), Terborg and Davis (1982), Algera (1983), lee, McCabe and Graham (1983),
Orpen (1983), ILoher, Noe, Mcoeller and Fitzgerald (1985), Ondrack and Evans
(1986}, Fried ard Ferris (1987}, Gerhart (1987), Champouxx (1991}, Spector and
Jex (1991), Boanzaier ard Boonzaier (1994) and Rem and Vandemberg (1995) which
conclude that job characteristics influence personal and work cutcomes.

This conclusion needs to be viewed in the context of an important difference
between the current study and the afore-menticoned published studies used for
comparative purposes. Said researchers used the job characteristics measures
developed by Hackmem and Oldham (1974, 1975, 1980), while the revised versimm
of Idaszak and Drasgow (1987) was used for the purposes of this study. Also,
the afore-mentioned findings by these researchers are based on the measurement
of the personal outcomes using the original JDS coanpiled by Hackman and Oldham
(1974, 1975, 1980), whereas in the curremt study the revised perstmal cutcores
measures were used camensurate with refinements to the Job Characteristics
Model (elaborated upon in Sectiom 3.2.2).

These findings fram Tables 5.5 and 5.7 thus reject mill hypothesis 1, namely
that the jcb characteristics do not account for significant amounts of variance
in the personal ocutcomes. The fact that significant amounts of variance in the
personal cutcames are due to the influence of the jcb characteristics, has
specific implications for menagers of human resawrces and for future research
regarding the model. Worker motivation and satisfaction can be enhanced by
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increasing the extent of the five jcb characteristics present in a job. ‘This
result and the accampanying implications will be elaborated upon in Section 6.3
dealing with the implications of the study for memagement and hman resources
practitioners as well as in Section 6.4 dealing with guidelines for future
research.

Table 5.5, secardly, also indicates significant positive correlations between
the positive mean score of life functioning and the three personal outcares
{(that ig, internal work motivation, general ijcb satisfaction and growth
satisfaction) . Increased levels of the positive mean score are associated with
increases in the three persomal outcares. The relationships between life
functioning (positive mean score} and the personal outcomes are further
elaborated upon in Table 5.7, Step 2A. This table shows that life fumctioning,
as measured by the positive mean score does not, beyond the significant
predictive value of the job characteristics, predict intermnal work motivation
and general job satisfaction. Life functioming (positive mean score), does
however, significantly predict, beyond the significant predictive value of the
jaob characteristics, growth satisfaction. Life functioning (positive mean
score) is therefore not a mederator of the relatiomships between the job
characteristics and internal work motivation, or between the job
characteristics and general jcb satisfaction. Life functioning (positive mean
score) 1s, however, a moderator of the relationships between the job
characteristics and growth satisfaction. In other words, growth satisfaction is
more accurately predicted when 1life fimctioning, in addition to the joo
characteristics, is considered.

These relationships between life fimctioning and the three perscmal outcomes
(that is, internal work motivation, general job satisfaction and growth
satisfaction} should, however, not be campared with studies where the main
effects between non-work and work variables were tested positively (Sclmitt &
Mellon, 1980; Hawkes, Guagnano, Smith & Forest, 1984; Frome, Russel & Cooper,
1992; Rice, Frome & McFarlin, 1992; Judge & Watanabe, 1993). The 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 moderator effects were thus tested in this
ingtance, and only when further replica studies are conducted within the
confines of the model, are camparisans between studies possible.
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Table 5.5 furthermore indicates significant negative correlations between the
negative/positive ratio imdex of life functioning and two of the personal
cutcanes (namely general job satisfaction and growth satisfaction). Increased
levels of the negative/positive ratio index are associated with decreases in
these two personal outcomes. The relationships between life functiconing
(negative/positive ratio index) and the personal outcames are further
elaborated upon in Tsble 5.7, Step 2B. This table shows that life fimetioning,
negative/positive ratio index, does not, beyond the significant predictive
valee of the job characteristics, predict intermal work wmotivation or general
job satisfaction. As is the case with the positive mean score, the
negative/positive ratio index of life functioning does, however, significantly
predict, beyond the significant predictive value of the jdb characteristics,
growth satisfaction. Life functioning (negative/positive ratio imdex) is
therefore not a moderator of the relationships between the jdb characteristics
and internal work motivation, or between the job characteristics and general
jcb satisfaction, but it is a moderator of the relationships between the job
characteristics and growth satisfaction.

As wentioned previausly, the relationships between life functioning ({(using
either the positive mean score or the negative/positive ratio index), and the
three personal ocutcames, should not be campared to studies investigating the
main effects between non-work and work variables, as the current study sought
anly to ascertain whether or not life functioning significamtly predicts,
beyond the significant predictive wvalue of the jcb characteristics, the
persanal outcames. In other words, life functioning was anly tested as a
possible moderator in the revised Job Characteristics Model.

The results show that, in general, life functioming is not a comprehensive
moderator of the relationchips between the jdo characteristics and the personal
outcomes. With one exception, life functioning as a unifying construct (refer
to Section 3.6.1 and Figure 6.1) in the revised model accamts for no
significant amounts of outcome variance beyond the influence of the job
characteristics. Life finmctioning, as mweasured by both the positive wmean
score ard the negative/positive ratio index, in corbination with the jdbo
characteristics, does offer an enhanced predictiom of growth satisfaction., In
other words, an enriched job (high skill wvariety, task identity, task
significance, autonomy, and feedback) predicts higher growth satisfaction. Ang,
an "enriched life" (increased satisfactions and decreased frustrations derived
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from the main areas of life) offers additional opportumities for growth in the
non-work domains of life, which effect spills over and impacts positively in
the workplace. This spill-over effect enhances the prediction of growth
satisfaction in the workplace, beyond the contribution of the job
characteristics.

The Ffindings from Tebles 5.5 and 5.7 thus accept mill hypothesis 2, namely
that life functioning does not account for significant amounts of variance in
the personal ocutcomes beyond the influence of the jcb characteristics. The fact
that life fumctioning is not a moderator of all the relationships between the
jab characteristics and the personal outcomes, has specific implications for
managers of human resources and for future research regarding the model. This
result and the accompanying implications will be elaborated upon in Section 6.3
dealing with the implications of the study for ranagement and huran resources
practitioners as well as in Section 6.4 dealing with guidelines for future
research.

Table 5.6 displays significant positive correlations between four of the jodb
characteristics (namely, skill variety, task identity, autonony, and feedback)
and life functioning (positive meam score). An increase in any one of these
four jcob characteristics is associated with an increase in life functicning, or
general satisfaction with life (positive mean score). However, a spill-over
hypothesis between job characteristics and life functioning (positive mean
score} can only be considered if an eppropriate regression analysis is
conducted. Table 5.6 furthermore reveals significant negative correlations
between four of the job characteristics (namely, skill variety, task identity,
autonomy, and feedback) and the negative/positive ratic index of life
functioning. An increase in any one of these four job characteristics is
associated with a decrease in the overall frustraticns experienced in everyday
living (negative/positive ratio index). However, the intimation of causal
relationships or a spill-over hypothesis between jcb characteristics and life
functioning is inappropriate at this stage as it would require alternative
statistical procedures (regression analyses) which are beyond the scope of the
current study.

Table 5.6 digplays insignificant occorrelations between the remaining jdb
characteristic, namely task significance, and life fimctioning. Bow important
the task is to the organization as perceived by the employee (internal
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significance) and how proud employees are to tell relatives and friends where
they work and what they do (extermal significance) are not significantly
related to the individual's overall satisfaction with life.

6.2.5 Conclusion

In proposing a revision of the Job Characteristics Model (Figure 6.1), a more
camprehengive philoscophy of work behaviour is suggested whereby work motivation
and job satisfaction are viewed as influenced by both work and non-work person
and enviromment characteristics. In testing this revision of the model
empirically, this philosophy was not validated. Strong support was found for
the relationships between the jdb characteristics and the personal outcores.
Life functioning, however, does not accomt for significant amounts of outcore
variance beyand the influence of the job characteristics. Life functioning is
not a comprehensive moderator of the relationships between the job
characteristics and the personal cutcames. The proposed revision of the model
is thus ot empirically confirmed.

6.3 IMPLICATIONS OF THE STUDY FOR MANAGEMENT AND HIMAN RESOURCE PRACTTTIONERS:
A TECHNOIOGY FOR JUB ENRTCHMENT

The results show that the basic characteristics of a job significantly predict
intemal work motivation, general job satisfaction and growth satisfaction.
This finding impacts on the role and functions of managers and human resource
practiticners as motivation and satisfaction in the workplace can be increased
by enhancing the extent of the five job characteristics present in a job.
Efforts to enrich the characteristics of jobs in organizations tlus lead to
desirable motivation and satisfaction increases and associated organizaticnal
performence improvements. Job enrichment as a teclmology should therefore be
implemented in organizations to enhance desirable work behaviours.

6.3.1 Management practice to facilitate change in work motivation, jdo
satisfaction and performance
The Jcab Characteristics Model, its attendant DS and norms, the set of action
steps and implementing- concepts serve collectively as a teclmology for job
enrichment. The JDS is a memagement tcol for diagnosing jobs and employees!
reactions to their jobs. This instrument provides direct measures of the jdb
characteristics and persomal cutcames. Any manager can use this diagnostic tool
to evaluate the jcbs in her/his organizatiomal wmit as well as employees’
reactions to their jobs by pimpointing those aspects of specific jdos which
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deviate from the normms (refer Boomzaier & Boonzaier, 1994: 105) and which
require management action. Where problems with regard to motivation,
satisfaction and performance do exist, job enricdment strategies can be
emplayed to enhance the presence of specific job characteristics.

Diagnosis of jdbs is a vital activity in any job enrichment effort. Hackman,
Oldham, Janson and Purdy (1991: 80) indicate that job enrichment often fails
because of inadequate diagnosis of the target job ard employees' reaction to
it. The following paragraphs outline the steps to be followed by managers when
diagnosing jobs prior to changing them, and focus on how diagnostic conclusions
can be translated into specific jdb enrichment strategies.

Based on the framework of Hackman, Oldham, Janson and Purdy (1991: 81) and
incorporating the quidelines for the utilization of the Jcb Characteristics
Model and the JDS as presented in Sectiom 3.4, the following steps are proposed
for monagers to follow and the corresponding questions which they must answer
when diagnosing work systems: '

Step 1: Are motivation and satisfactiom central to the problen? The manager
mist examine the scores of employees within a specific department or job
category on the wmotivation and satisfaction scores of the diagnostic
instrument. For those departments/job categories where motivation and
satisfaction are prcblamtic when compared with the norm, the menager would
cantime to step 2.

Step 2: Is the job low in motivating potential? The manager would examine the
motivating potential score (MPS) of the target job and campare it to the norms
as well as to the motivating potential score of other jabs in the organization
to determine whether the characterigstics of the tarcst job are a probable cause
of the motivation and satisfaction problems. If the MPS is low, the manager
would continue to step 3; if not, attention should be given to other possible
reasons in the immediate work enviroment, for example dissatisfaction with
pay, job security, co-workers or supervision.

Step 3: wWhat specific aspects of the jcb are causing the prablem? This
involves examining the target job with respect to each of the jcb
characteristics to identify the specific strengths and wesknesses of the jdb
ard then campiling a profile which would illustrate the main causes of problems
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camparad with the norms.

Diagnostic conclusions should next be formulated and attention be given to the
plaming of specific action steps for introducing change. The profile and
diagnostic conclusions indicate which jcb characteristics need remedial
attention. The manager can use the following implementing concepts as a
guideline in formilating a specific change strategy for certain problem target
jobs. Each one of the following implementing concepts enriches the
characteristics of a job as indicated in Figure 6.2. '

(a) Corbining tasks: Both the ckill variety and the task identity of a job
can be increased by putting together exdsting, fractionalized tasks to form
new and larger modules of work. When tasks are canbined, the various tasks
required to complete a given piece of work are performed by one persan,
rather than by a few individuals who do separate, smaller parts of a jdb.
The job thus requires the application of a wider variety of skills and the
worker identifies more strongly with a meaningful whole task.

Irplementing >r|Jab characteristics

- Cgrbining tasks >} Skill variety

Forming natural

work units Task idertity

14shi 14

relacionships - Task significance

Vertical loading Autonomy

Cpening feedback

Charmels Feedback

Figure 6.2 Relaticmships between the implementing concepts and the jcb
characteristics (Eackman, Oldham, Janscn & Purdy, 1999: 308)
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Forming natural work units: When work is divided into natural work umits,
the various basic tasks given to workers are groped into different
meaningful. categories. Ownership of a category or natural work unit is
established and a specific worker thus accepts contimming respansibility
for that unit. Even workloads need to be assigned. Under this arrangement,
employees experience their tasks as a meaningful whole (task identity) and
workers tend to develop a growing sense of how the campletion of a natural
work unit affects cther pegple (task significance).

Establishing client relationships: Natural work units can often be formed
around specific groups of clients of the work. It may be possible to put an
employee in direct contact with those clients and give him or her
contimiing responsibility for wanaging relationships with them., Creating
client relationships is a three-step process. First, the client must be
identified. Second, the most direct contact possible between the worker ard
the client must be established. Third, criteria must be set up by which the
client can judge the quality of the product or service (s)he receives. The
client should have a means of relaying her/his judgements directly to the
worker. Contact between worker and client should be as close as possible -
face-to-face contact is highly desirable - and as frequent as necessary.

By enabling employees to establish direct relationships with the clients of
their work, skill variety increases because of the need to exercise

_ interpersonal skills in mmintaining the client relationship as well as

(@)

skills in completing the task itself. Autonomy increases because
individvals have perscnal respansibility for deciding how to manage their
relationships with the clients. Feedback increases because of additional
opportunities for workers to cbtain direct anxi immediate praise or
criticism of their work outputs from the persons «ho receive the work.

Vertical loading: When a jcob is vertically loaded, autonomy increases.

Workers are given increased control over the work as a result of managers

delegating responsibility and authority that formerly were reserved for
higher levels of menagement.

There are several ways to load a job vertically. Jdbholders can be given
discretion in setting schedules, determining work methods and deciding
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when and- how to check on the quality of the work produced. Erployees can
meke their own decisicns about when to start and stop work, when to take
breaks, and how to assign pricrities. Workers can also benefit fram knowing
sarething about the costs of their jobs and the potential effect upon
profits. They should be encouraged to seek solutions to problems on their
own, rather than always relying on the manager. The net effect of such
changes should be an increase in workers' feelings of personal
responsibility for their work and, ultimately, am improvement in their
personal and work outcomes.

{e) Opening feedback chammels: In virtually all jcbs there are ways Co open
chammels of feedback to employees to help them learn whether their
performence is improving, deteriorating or remaining at a constant level.
It is better for a worker to receive feedback about her/his performance
from the job itself, as it is more immediate and private than
menager-supplied feedback. It increases the worker's feelings of personal
control over the work and avoids many of the potentially dismuptive
interpersonal problems that can develop through feedback fram the manager.

This change simply involves removing existing blocks that isolate the
worker from naturally occurring data about performance. This includes
establishing direct client relationships and meking the worker, rather than
external individuals, responsible for quality checks. Quality control
- should be placed close to the worker so that the worker dees not regard it
as someone else's concern. Performance records should not only be
transmitted up in the organization, but feedback should be given to workers
in order that they know how well they are performing and what possible
improvements they need to meke. As workers gain more knowledge of results,
employee motivation, satisfaction and productivity should increase.

With the aid of the JIDS and nomms, managers can thms diagnose jobs in a
specific orgemizational unit and introcduce changes where remedial action is
required. By utilizing the above-mentioned gquidelines, managers can formulate
action plang for change unique to the specific organizational circumstances
with which they are faced.
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desirable performance anxd satisfaction results (Anthory, Perrewe, & Kaomar,
1999: 308-309). In this application of the Jcb Characteristics Model
technology, sales jobs were redesigned in the following marmer during a
training session:

A. Skill variety. The salespeople were asked to try to think of and use:
(a) different selling approaches,
(b) new merchandising displays, and
(c) better ways of recording sales and keeping records.
B. Task identity. The salespecple were asked to:
(a) keep a personal record of daily sales volume,
(b) keep a daily record of murber of sales/custavers, and
(c) mark off an individual display area that they considered their own and
keep it camwplete and orderly.
C. Task significance. The salespecple were reminded that:
{a) selling a product was the basic overall dbjective of the store,
(b} the appearance of the digsplay area was important to selling, and
{(¢c) that they are "the store" to customers; they were told that courtesy ard
pleasaniness help build the store's reputation and set the stage for
future sales.
D. Antonomy. The salespecple were:
(a) encouraged to develop and use their own unique approach and sales pitch,
(b) allowed freedom to select their own breaks and lunch times, and
{c) encauraged to make suggestions for improvements in amy phase of policy
Oor Cgperatims.
E. Feaodback from the job itself. Salespecple were:
(a) encouraged to keep personal records of their own sales and performance,
{b) encouraged to keep a sales/custamer ratio, and
(c) reminded that establishing a good rapport with customers is also a
success; they were told that if the potential custarer leaves with a

good feeling about the store and its employees, the salespersan has
been successful.

Both the salespecple's functional (comversing with custamers, showing products,
handling returns, and so forth) ard dysfunctiomal (socializing with co-workers
or visitors, idly standing aroumd, being gume for no legitimate reason)
performance behaviocurs moved in the desired directions. Jdb satisfaction for
this group also increased. A cantrol group of salespecple, with everything else
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the sare except that they did not have their jobs redesigned, showed no change
in their performance behaviours. Thus, there is evidence that the Jjab
characteristics technology can be applied practically with desirable
performance and satisfaction results.

Job redesign technology has furthermore been implemented in a variety of work
settings. Hospital nurses (Joiner & Marram van Servellen, 1984) and
paraprofessionals in psychiatric facilities (Pamer & Streedback, 1974;
Quilitch, 1975; Kreitner, Reif & Morris, 1977; Shook, Jomson & Uhlmarm, 1978;
Prue, Krapfl, Noah, Carmon & Maley, 1980) have shown gains in satisfaction and
productivity following jcb redesign interventions. Goodstein (1988) stresses
the desperate need for jcb redesign interventions specifically in the kanking
sector axd Barnasbe and Burns (1994) advocate the use of the Job Characteristics
Model and interventions in the field of education.

Griffin (1991) investigated the long-term effects of jcb redesign on a mmber
of perceptual, attitudinal and behavicural variables in the financial sector.
For 526 bank tellers, the job redesign intervention significantly altered
employee perceptions of jdb characteristics in the predicted and desired
directions. These altered perceptions ramined at their new level for the
duration of the study. Attitudinal variables (satisfaction and commitment) also
increased initially, but then diminished to their initial levels. Performance
showed no change after six months, ut significant improvements after 24 and 48
months. Kelly (1952) also shows that where employees did perceive an
improvement in job content, they were likely to experience an increase in jdb
satisfaction.

The results of the curremt study thus re-affirm the important role of managers
and humen resource practitioners in applying the afcre-mentioned job enrichment
technology. In so doing, the characteristics of jobs are changed in order to
address problems related to employee demotivation, Jjob dissatisfaction and
marginal performence.

6.3.3 Life functioning and emplovee assistance programmes

The results of the study also show that life functioning does not accoumt for
significant amumts of ocutcare variance beyond the influence of the job
characteristics. Life fimctianing is thus not a comprehensive moderator of all
the relationships between the job characteristics and the personal ocutcores.



137

This finding, however, deoes not imply that life functioning does not predict
internal work motivation, general jcb satisfaction and growth satisfaction.

This study focussed on testing the moderator effects of life functioning on the
relationships between the job characteristics and the personal cutcames and did
not focus on the direct or main effects of life functioning on the personal
autcaes. The regult in essence means that it is not possible to significantly
and meaningfully enhance the prediction of weotivation and satisfaction by
incorporating the influence of life functioming into the existing set of fiwe
job characteristics. This furthermore implies that the sbove-mentioned Jjdb
enrichment technology should not be "redesigned" to accammodate measures to
enhance the life functioning of the individual. This finding, however, does not
negate the possible direct effect of life functioning on motivation,
satisfaction and work performance.

Over and sbove the positive correlations reported in the current study (Table
5.5) between life functioning and the perscnal outcares, the direct effects of
life functioning on the personal outcomes and especially on work performence
are well documented. Watsan and Slack (1993: 199), for example, report that job
satisfaction is not only a function of various characteristics related to jabs
and organizations, but also reflects more broadly the ongoing lives of
individuals. They furthermore indicate that the best prediction of personal and
work cutcomes is achieved when both dispositional and environmental variables

An exdsting strategy employed by menagers and luman resource practitioners to
enhance the quality of life fumctioning of workers entails introducing emplayee
assistance programes (FAPs) in the workplace. According to Park (1992: 15)
EAPs are "a method of intervention designed to assict employees with declining
work performence and to help restore them back to productive workers". EAPs are
based an the philosophy that:

(a) poor performence, job dissastisfaction and a lack of motivation in the
workplace are due to prablems relating to the individual's life fumctioning
originating in both work and non-work damains, for example, alcohol or drug
ghuse, family or other persanal problems, and;

(b) if these problems are dealt with, performance, satisfaction and motivation
will be restored and workers will enjoy a quality of worklife that will
benefit both the individual and the organizatian.
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Hwployee assistance progranmes were originally developed in response to the
growing problem of alcchol and drug abuse in the workplace. Today EAPs have a
much broader and more camprehensive approach in order to help employees address
other intra- and interpersonal problems, regardless of their origin, which may
impact workers' performance on the job. According to Carrell, Elbert amd
Hatfield {(1995: 597), the general philosophy of an EAP is the belief that while
the employver hag no right to interfere in an employee's perscnal life, it does
have the right to set performance standards and to introduce sanctions when
those standards are not met. It is for this very reason that employers offer a
greater incentive for aemloyees to seek treatment than a spouse, family or
friends (Schwltz & Schultz, 1994: 387).

Beach and Martin (1995: 23) indicate that professiomals concermed with EAPs
nust consider the mental and physical health of employees within the broader
cantext of the social influences and patterns of social relationships that stem
from work and hare. They state that EAP professionals need to canfront the
information about the potentially complex 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
employees and aemployers. Rivers'! (1993) investigation of traumatic incidents
within a metropolitan police force provides an example of such an EAP.

The current growth in company EAPs stems from the fact that they improve

company profitability by reducing tardiness, accidents, absenteeism, turnover

arnd medical claims. The recovery rate of EAP participants is three times that

of the general public (Carrell, et al., 1995: 597). This could be attributed

to:

{a) the identification of problems early in their developrent;

(b} the use of positive and negative amloyer reinforcement to motivate
emplayees to cantimie FAP participation; and

(c} EAP follow-up monctoring to ninimize relapse problems,

The zbove references reflect the positive contribution of EAPs in enhancing the
overall life functioming of individual workers, with associated organizational
and perscnal benefits.

6.3.4 Conclusion
The results of this study and other published research highlight the importance
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of utilizing job enrichment tecimology to remedy problems in the world of work

relating to marginal performance, employee demotivation and Jjob

dissatisfaction. This techmnology offers:

(a) A model (the Jdb Characteristics Model) that enables the manager to
understand which conditions in the workplace will get workers to experience
work motivation and job satisfaction, and render productive performance.

(b} The JDS (Job Diagnostic Survey), which represents a comprehensive set of
measurements with which the manager can diagnose the status quo of his/her
organizational unit; job enrichment is done on the basis of data about
jdbs.

(¢) The results of studies which serve as normative data (Boonzaler &
Boonzaier, 1994). This ensbles menagers to campare their diagnoses with
norms and to identify critical discrepancies.

(d) A set of action steps based on the model and accampanying JDS which enables
managers to formilate action plans to address discrepancies and quide the
redesign of work, as well as strategic guidelines for selecting which
implementing concepts are likely to be most beneficial in a given
situation.

The evidence presented indicates that this techmology is not merely defensible
but a pricority in order to address contemporary menagement issues in the
workplace. In fact, trade umions ought to welcame the implementation of this
technology as their members benefit first and foremost by persconally
experiencing their jdbs as more satisfying and meamingful. However, the results
of this study indicate that until the direct effects of life functioning on
persanal ard work outcames are empirically clarified, the inclusion of measures
to erhance the life functioning of workers carmot be justified as part of jab
enrichment technology.

6.4 EVAIIATION OF THE STUDY AND IMPLICATIONS FOR FUTURE RESEARCH
Several methodological aspects of the present study distinguish it from cother
studies on jcob redesign ard merit emphasis.

Firstly, an evaluation of all the variables and the relationships between the
variables of the Job Characteristics Model was conducted based on available
empirical studies. Shortcamings of the model were subsequently collated.
Previous studies (refer Chapters 2 and 3), however, focussed on a limited range
of variables ard/cor relationmships between variables of the model.
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Secardly, the acammlated empirical evidence relating to the model includes no
effort to revise the model comprehensively. This study purposed to revise the
model in accordance with all the noted drawbacks and to test the proposed
refinerent empirically.

Thirdly, the model itself and studies relating to the model focus only on
work-related persom and envirvament factors as moderators of the specified
relationships. The current investigation empirically tested a comprehensive
mderator varizble encampassing both work-related and non-work-related person
arxl envirament: characteristics.

Fourthly, previous studies utilized the original format of the JDS or the
partial revision as proposed by Idaszek and Drasgow (1987). The present
analysis yielded a total revision of the JDS based on the dimensionality of the
revised mdel and the quidelines from previous research.

Fifthly, a systematic stratified random sample was drawn from orgenized
industry in the broader Cape Town area, thus representing a heterogeneous
sanple. This is contrary to many other jcb redesign studies where sanples were
clustered within specific companies or even within a sgpecific cluster of jcb
categories.

This study purposed to revise the Job Characteristics Model. In so doing,
certain shortcomings and limitations of the study surfaced and consequently
directions for future research are suggested:

(a) The model was revised camensurate with available data from edsting
epirical studies. This revision of the model was then itself tested
empirically. Consideration could also, however, have been given to a
methodology whereby the proposed model could he evaluated statistically
against the original medel. Wall, Clegg and Jackson (1978) applied such a
methodology by subjecting two altermative versions of the Jab
Characteristics Model to path analysis. Mmz, Hielsmen, Konold and McKirmey
(1996) also assessed different model improvements in like mammer by
calculating chi-square differences between corpeting models. Additionally,
carparative fit indices (CFIs) and root mean squared residuals (RMSRs) were
calculated and compared to specific standards for acceptable fit. Future
researchers cauld explore the merits of these methodologies when exploring
further revisions of the Jcb Characteristics Model.
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A further methodological shortcoming is contained in the empirical studies
on which the carrent revision of the model was baged. In substantiation,
Baron and Kemty (1986) refined the distinction between moderator and
mediator methodologies in social psychological research because many
studies were using these two terms and correspanding statistical techmiques
interchangeahly with confusing consequences. As the current revision of the
model is based on such possible confounding studies, future studies should
possibly refocus an the mediating effect of psychological states and the
moderating effect of growth-need strength when testing the variables and
the relationships between the variables of the model.

Interrelationships amomg variables of the revised model were tested at a
specific time. This cross-sectional or "snapshot" analysis does not grant
the ogportunity for the dynamic influence of a change in any cne or more of
the jdb characteristics to in fact manifest over time in the worker's
experienced satisfaction with her/his jdb. By assessing the different
variables and relationships between variables of the model over an extended
pericd of time, researchers may learn more about causal patterns among the
variables. Griffin (1991) did, however, meke a contribution to addressing
this gap in the research literature by examining the effects of job changes
on specified ocutcames over intervals of 6, 24 and 48 momths. Wright and
Staw (1999) also conducted two longitudinal field studies, ane over four
time pericds and the second over two time periods. These latter studies
focussed on the relaticnships between measures of affect and supervisory
perfomence ‘ratings. Barring these afore-mentioned studies though, further
longitudinal and experimental research should be conducted relating to Job
Characteristics Model development. Investigations of interactions, over
time, between person and situation characteristics and their relationship
to work cutcanes are important for future research endeavours.

The five-factor subjective self-report job characteristics measures of the
revised JDS were used as independent variables in this study. Researchers
like Zaccaro and Stone (1988) indicate support for an expanded set of
empirically-based measures of the job characteristics, thus not relying
anly on a priori formilations as was the case with the current study. Taber
and Taylor {1990: 495) recamernd as follows: "Additional measures should be
developed that assess more jcb characteristics, that assess them more
cbjectively, more reliably, and more specifically.” Further enquiry into
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the factor structure of the job characteristics (using the LISREL progranme
suggested by Harvey, Billings & Nillan, 1985), the nature of the MPS, and
the subjectivity of the jdb characteristics are indicated and could benefit
current job enrichment technology.

(d) Intermal work motivation, general jcb satisfaction and growth satisfaction
were included in this study as dependent variables. Evidence cited in
Section 6.3.3 indicates a direct link between problematic life functicning
(which necessitates EAP interventions) and specifically work performance.
Further studies relating to Job Characteristics Mcdel development should
include the influence of performance measures as a dependent variable.
Also, the direct influence of amloyee assistance programmes on work
behaviour needs to be further explored. These developments will naturally
lead to the direct testing of the non-work/work spillover hypothesis
suggested by Cchen (1997: 1515) within the confines of the Job
Characteristics Model.

(e) The impact of life functioning an the three dependent variables (internal
work motivation, gemeral 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 care to the fore if life functicning were to be entered first. Also,
studies on the influence of the separate direct effects of 1life
functioning and the job characteristics on motivation and satisfaction
cauld further clarify whether a worker's intention to resign can be better
predicted by assessing non-work sources of satisfaction in addition to jdo
satisfaction variables. This would, for example, impact an job selection,
placement and transfers in that non-job features like satisfaction with
recreational outlets, local lifestyles, hausing arrangerents, day-care
centres for children and medical services would need to be considered in
conjuncticn with jdo-related issues. The methodology emploved by Morrison
(1996), in examining the effect of a five-factor model of personality,
subjective well-beirnqg, and various job characteristics on franchisee job
satisfaction, may prove useful in gquiding future research in this regard.

(f) A paucity of studies exists where the impact of actual changes to job
characteristics on work motivation, job satisfaction and work performance
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are evaluated. In Socuth-Africa, Boonzaier and Boonzaier (1994: 104)
adminstered the JDS to more than 6000 employees and implemented enrichment
principles in organizaticnal change projects, but without assessing the
subsequent impact of these changes. No other empirical research exists
which deals specifically with the measured success of job enrichment
interventions on personal and work outcomes within South African
organizations.

{(g) Future research should also focus on affective states (for example positive
and negative affect, and moods) within the confines of the model. Affective
states may influence the way in which workers perceive work envirorments
and dominant mood states may influence how workers describe their jdbs.
Also, affective states originating outside the domain of work could
possibly directly influence how job characteristics are perceived ard also
influence more glabal perceptions of work, for example jcb satisfaction and
work motivation. It is plausible that individuals may thus have
successtfully adjusted to the negative aspects of their work experiences by
campensating in the non-work damains of life. Attempts at redesigning these
jobs based on their perceptions of jcb characteristics only may be an
urmecessary expense.

(h) Further worker and work enviroment variables need to be identified,
defined and examined as possible mediators and moderators of the
- relationships betwen the jdb characteristics and cutcames. These variables
should be chosen on a soud thecoretical basis. Efforts should also include
the re-examination and modification of current Job Characteristic Model
variables, for example psychological states, QS and work enviranment
characteristics. Relationships between personality and motivation could
also be established. Current research relating to the effect of a five
factor model of persomality (Morrison, 1996), positive affect (Mmz,
Huelsman, Konold & McKimey, 1996), negative affectivity (Hoclwarter,
Zellars, Perrewe & Harrisan, 1999) and dispositional affect (Wright & Staw,
1599) on jcb characteristics and work motivation and satisfaction provides
examples of such developments.

6.5 SOMRRY OF THE STUDY
The Job Characteristics Model is widely accepted as a conceptual tool for
addressing problems related to exployee demptivation, dissatisfaction and
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marginal performance. The validity of the Job Characteristics Model (Hackmem &
Olcdham, 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 jdb characteristics
as formilated by the theory and measured by the revised Job Diagnostic Survey
(JDS) were alsc supported. No evidence was foud for the multiplicative
Motivating Potential Score (MPS), and as a result the use of a simple additive
index of job cowlexity is recamenxded as the predictor of persomal and work
autcanes. Strong empirical support emerged for the relationships between the
job characteristics and the personal cutcames. Much weaker relationships
between the job characteristics and the work cutcomes, however, materialized.
Results fail to support the mediating effect of psychological states on the job
characteristics/outcomes relationships as specified by the model. The
postulated relationships between jdb characteristics and psychological states
were also not confirmed by empirical evidence. The role of growth-need
strength, knowledge and skill, amd work enviromment -characteristics, as
moderators of the relationships between job characteristics and psychological
states, as well as of the relationships between psychological states and
persanal and work outcomes, was sericusly questioned.

A more parsimonious Job Characteristics Model is consequently suggested and a
camensurate revision of the JDS proposed. The construct life functioning was
extrapolated from prior research conclusions and recomerdations, 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 Jjob 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 mxdel postulates that the
presence of the five jaob 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 jab characteristics, and
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{b) whether 'life functioning accaumted for significant amounts of cutcare
variance beyord the influence of the jdb characteristics.

A systematic stratified random sample of 201 employees positioned in organized
camerce and industry in the greater Cape Town area was drawn. Respondents
provided data based on two questiomaires, namely the revised JDS and the Life
Functioning Questicmaire (LF)). Trained field-workers conducted structured
interviews with respondents whereby the JDS was campleted for each employee and
respondents afterwards campleted the IEQ themselves.

Hierarchical multiple regression analyses of the data confirmed strong support
for the relationships between the job characteristics and the perscnal
autcares. Life functioning, however, did not accomt for significant amoumts of
outcare variance beyond the influence of the jcb characteristics, and is thus
not a comprehensive moderator of the relationships in the revised Job
Characteristics Model. The implications of the study for menagement and Iuman
resource practitioners are discussed and a luman sciences technology for job
enrichment interventions is presented as a pricority in oxder to address
contemporary management issues in the workplace related to employee
demotivation, dissatisfaction and marginal performance.
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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 useful in determining how
jobs can be better designed, by obtaining information about how people react to different kinds of jobs,

On the following pages you will find several different questions relating to your job. Specific instructions are given at the start of
each section. The questions are designed to obtain your perceptions of your job and your reactions to it. There are no trick

questions. Your individual answers will be kept completely confidential. Please answer each item as honestly and frankly as
possible.

Thank you for your co-operation.

SECTION ONE

This part of the questionnaire asks you to describe your job, as ofjectively as you can.

Please do not use 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?

1 2 3 4 5

o

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.
IE, for example, your job requires you to work with mechanical equipment a good deal of the time - but also requires some
paperwork - you might indicate a number 6 on the separate answer sheet.

If you do not understand these instructions, please ask for assistance.

1 How much autonomy is there in your job? That is, to what extent does your job permit you to decide on your own how to go
about doing the work?

1

3 b, | s
D T

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 1 can
make some decisions about the
work.

2}

7

Very much; the job gives me
almost complete
responsibility for deciding
how and when the work is
done.

2 To what extent does your job involve doing a "whole” and identifiable piece of work? That is, is the job a complete piece of
work that has an obvious beginning and end? Or is it only a small part of the overall piece of work, which is finished by other

people or by aitomatic machines?

I

7 4 3
-t = -t

=}

My job is only a tiny part of
the overall piece of work
the results of my activities
cammot be seen in the final
product or service.

My job is a moderate-sized
"chunk” of the overall piece
of work; my own
contribution can be segn in
the final ouicome,

My job involves doing the
whole piece of work, from
start to finish; the results of
my activities are easily seen
in the fipal product or
service.
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3 How mmuch 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 varicty of your skills and talents?

1 2

V8]
'S

S——reeb——7

Very little; the job requires
me to do the same routine
things over and over again.

Moderate varicty.

Very much; the job
requires me to do many
different things, using a
mumber of different skills
and talents.

4 In general, how significant or important is your job? That 1s, are the results of your work likely to significantly affect the lives

or well-being of other people?

1 2

L2
Fa

s
J

Not very significant; the
outcomes of my work are nof
likely to have important
effects on other people.

Moderately significant.

=2}
~J

Highly significant; the
outcomes of my work
can affect other people
In very important ways.

5 To what extent docs doing the job itself provide you with information about your work performance? That is, does the actual
work itself provide clues about how well you are doing - aside from any "feedback” co-workers or supervisors may provide?

1 2

Very little; the job itself is Moderately;  sometimes

3 4 5 ¥ 7

set up so that 1 could work
forever without finding out
how well I am doing.

doing the job provides
"feedback” to me;
sometimes it does not.

SECTION TWO

Very much; the job is
set up so that 1 get
almost constant
"feedback” as I work
about how well I am
doing,

Listed below are a number of statements which could be used to describe a job.

Please indicate whether each statement is an accurate or an inaccurate description of your job.

of whether you }like or dislike your job.

Once again, please try to be as objective as you can in deciding how accurately each statement describes your job - regardless

Write a number on the separate answer sheet based on the following scale:

How accurate is the statement in describing your job?

1 2 3 4 5 6 7
Very Mostly Slightly Uncertain Slightly Mostly Very
Inaccurate Inaccurate Inaccurate Accurate Accurate Accurate

1. The job requires me to use a number of complex or high-level skills.

2. The job is aranged so that I can do an entire piece of work from beginning to end

|_3. Just doing the work required by the job provides many chances for me to figure out how well I am doing.
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4. The job allows me to use a nember of complex or high-level skills,

5. This job is one where a lot of other people can be affected by how well the work gets done.

6. The job gives me a chance to use my personal initiative and judgement in carrying out the work.

7. The job provides me with the chance to completely finish the pieces of work that I begin.

8. After I finish a job, I know whether I performed well.

9. The job gives me considerable opportunity for independence and freedom in how I do the work.

10.The job itself is very significant and important in the breader scheme of things.

SECTION THREE

Now please indicate how you personally feel about your job.

Each of the statements 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 2 3 4 5 6 7
Disagree Disagree Disagree Neutral Agree Agree Apree
Strongly . Slightly Slightly Strongly

1. My opinion of myself goes up when I do this job well.

2. Generally speaking, Iam very satisfied with this job.

[

. I feel a great sense of personal satisfaction when I do this job well.

4

. T seldom think of quitting this job.

1]

. I feel pood and happy when I discover that I have performed well on this job.

o

1 am generally satisfied with the kind of work I do in this job.

~J

. My own feelings are generally affected by how well I do in this job.
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SECTION FOUR

Now please indicate how satisfied you are with each aspect of your job listed below.

Once again, indicate on the separate answer shect the appropriate mmmber for each statement:

How satisfied are you with this aspect of your job?

1 2 3 4 5 6 7
Extremely Dissatisfied Shightly Neutral Stightly Satisfied Extremely
Dissatisfied Dissatisfied Satisfied Satisfied

1. The amount of personal growth and development I get in doing my job.

2. The feeling of worthwhile accomplishment I get from doing n1y job.

3. The amount of independent thought and action I can exercise in my job.

4. The amount of challenge in my job.

SECTION FIVE

Now please think of the other people in your organization who hold the same job that you do. If no one has exactly the same
job as you, think of the job which is most similar to yours.

Please think about how accurately each of the statements describes the feelings of those people about the job.

It is quite all right if your answers here are different from when you described your own reactions to the job. Often different
people feel quite differently about 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?

1 2 3 4 5 6 7
Disagree Disagree Disagree Neutral Agree Agree Agree
Strongly Slightly Slightly Strongly

1. Most people in this job feel a great sense of personal 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 of quitting.

4. Most people in this job feel good or happy when they find that they have performed the work well.

—
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APPENDIX B

LIFE FUNCTIONING QUESTIONNAIRE

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 gll questions. Do not leave any
blocks open.

Thank you.

---------------------
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YES 4

PERHAPS

NO
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?
3 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 Do you feel financially secure?
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 acquaintances?
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 secure 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  (Single, 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

BEALTH

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?

35 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 find 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?

45 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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BIOGRAPHICAL 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 4049 4
(Age) 50-59 5
60 or older 6
Below Standard 8/Grade 10 1
3 Standard 8/Grade 10 2
' Standard 10/Grade 12 3
(Qualifications) Diploma/Degree 4
Higher Diploma/Honours 5
Masters or higher 6
Eng 1
4 Afr 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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£\
(‘\ CAPE TECHNIKON

T HOM_TT MAY CONCERN

APPENDIX D

Dear Sir/Madam
AN RE CE SURVEY : FIELD-WORK PR T

The student from the Cape Technikon who has approached you is currently 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 rescurce 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.

Through a process of random selection, both your organization (by way of a
computer-generated random sample) and yourself (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 commerce and industry, the community, and the state. By affording
this student the opportunity to develop job-related skills, you will
meamingfully contribute to the relevant and practical training of our diplomats
and graduates.

Spec:l_flcally, you are requested to:
Grant the student an opportunity to conduct a structured interview whereby
questions mJlbeposedmthregardstoymrjcbandthe way you feel about
your job. (The questionnaire used is intermationally the most
widely-administered index of job satisfaction.)

* Complete a confidential life functioning guestionnaire in your own time.

* Evaluate the student on the field-worker feedback form, according to
‘specific criteria.

* Place the completed answer sheet, life functioning gquestionnaire, and
field-worker evaluation form in the sealed envelope to be collected by the
student at an appcainted time (and to be given to the lecturer concermed).

Your right to privacy, protection from any form of abuse, and dignity of
treatment are acknowledged and confidentiality of information is gquaranteed. No
names are requested on either questionnaire. Your responses will only be
tabulated by the researchers piloting the survey. No one within your company
wﬂlseeymrcamventary The data is only as valid as you make it, and your
candour in respanding is sincerely appreciated. The Cape Technikon researchers
will gain an improved understanding of employee needs in the Western Cape and
how to enhance the levels of motivation and satisfaction of employees. Do have
the liberty to direct any queries regarding this survey to the above address.

Thank you for the courtesy of your assistance.

Billy Bocnzaier

Lecturer: Human Resources Management

JUNE 1999 Keizarsgracht, District Six
Teiephone 27 21 485 2911

PO Box ©32 Cape Town 8000

Facsimile 27 21 4a0 3695

e-mail postmasrer@ctect.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 fo the field-worker when (s)he collects the confidential
questionnaire.
Plaase rals the fleld-worker according to the following crileria by placing a + in the appropriale box.

INTRDDUCTION Outstanding  Good Falr Unsallsfactory ~ Weak
1. Was punctual : ’
2. Introduced him/herself 2.
3. Explained why you specifically were approached 3,
4. Handed you a ietler of introduction
5, Emphasized your anonimily in the research process 4
B. Explalned the procedure clearly (i.e. the structured interview as well 5.
as the confidential questionnaire) 8
7. Was successful in gaining your commitment to parlicipation ’
8. Mada arrangements to personally collact the confidentlal T
questionnaire 8.
2. Thanked you for particlpating In the survey. .
STRUCTURED INTERVIEW 10,
10. Was well-prepared "
11,  Displayed a professional atlifude 12,
12.  Presented a professional appearance 13.
13. Did not wasle your lime
t4.  Spoks clearly 1.
I5.  Could answer any questions thatyou had . 15,
ELEVANT PERSONAL QUALITIES e
17.
B. Polile . ) 18,
7.  Friendly
8. Understandable . 8.
8.  Organized ' 20.
0.  Compelent

8L1

3 XION3ddY
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