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JOB SATISFACTION
 THEORY AND PRACTICE
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REFERENCES
 This material based on two resources: Spector, P.E. (1997). Job satisfaction:
 Application, assessment, causes, and consequences. Thousand Oaks: Sage Publications.
 Herzberg, F. One more time: How do you motivate employees? Harvard Business Review Reprint.
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WHAT IS IT?
 Job Satisfaction is simply how people feel about their jobs;
 It is the extent to which people like (satisfaction) or dislike (dissatisfaction) their jobs;
 Can also be a reflection of good treatment and an indicator of emotional well-being;
 Can lead to behavior that affects organizational
 performance (both positive and negative).
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POTENTIAL EFFECTS OF JOB SATISFACTION
 1) Job Performance – Research suggests a modest correlation; may work both ways;
 2) Organizational Citizenship Behavior (OCB) – Helping others on the job (punctuality, not wasting time, suggestions for improvement)
 3) Withdrawal Behavior – Absenteeism, Turnover
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POTENTIAL EFFECTS OF JOB SATISFACTION - CONTINUED
 Burnout – Correlates significantly (but inversely) with job satisfaction;
 Physical Health/Psychological Well Being – Likely that job experiences affect health;
 Counterproductive Behavior – Aggression, Sabotage, Hostility, etc.
 Life Satisfaction – Correlated, but may go both directions (chicken and egg).
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TWO PERSPECTIVES
 Global feeling about one’s job, or A related constellation of attitudes about
 various facets of the job.
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COMMON JOB SATISFACTION FACETS (Spector, p. 3)
 Appreciation Communication Coworkers Fringe benefits Job conditions Nature of the work itself The organization itself Policies & procedures
 Pay Personal growth Promotion
 Opportunities Recognition Security Supervision
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FACET APPROACH
 Can provide a more complete picture of a person’s job satisfaction than a global approach;
 An employee may have different feelings about different aspects of the job (e.g., likes coworkers but dislikes pay);
 Research shows that various facets do not correlate very highly, indicating a fair amount of independence among them.
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FACTOR ANALYSIS OF FACETS
 Tend to suggest four major factors: Rewards Other People Nature of the Work Organizational Context
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JOB SATISFACTION SCALE (JSS) – PAUL SPECTOR
 There are a variety of scales designed to measure job satisfaction
 One example is the Job Satisfaction Scale (JSS) by Paul Spector of the University of South Florida
 Has distinct advantage of being relatively simple to administer and score, and has national norms for various industry types
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JOB SATISFACTION SCALE (JSS)
 Designed to measure nine (9) facets of job satisfaction, as well as overall (global) measure of job satisfaction.
 Facets are: Pay, Promotion, Supervision, Fringe Benefits, Contingent Rewards, Operating Conditions, Coworkers, Nature of Work, and Communication
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JOB SATISFACTION SCALE (JSS)
 The JSS can yield 10 scores (9 facet scores and a global score).
 Each of the nine facet subscales contains four items, and a total satisfaction (global) score can be computed by combining all the items. Each item is scored on a six point scale [6 = Agree very much to 1 = Disagree very much]. Items are added for each subscale (some of which are reversed).
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JOB SATISFACTION SCALE (JSS)
 A spread sheet program such as Excel can be used for scoring with good results, and can even be programmed to take into account the score reversals. Tables and graphs can also be made to display results, as shown in the samples below:
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JSS DISPLAY OPTIONS
 Job Satisfaction Survey Facet Breakdown Salary
 12.313.1
 18.3
 15.3
 10.5
 15.2
 0
 2
 4
 6
 8
 10
 12
 14
 16
 18
 20
 The Bluffs Departments
 Fac
 et A
 vera
 ge
 National Norms
 Nursing
 Directors/ Managers/ Administration
 Food Service
 Housekeeping/ Laundry
 Rehabilitation
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JSS NORMS
 Spector has gathered normative data from thousands of employees throughout the country and has published these norms for comparison purposes. Included in your handout are the norms for Medical Samples from a total sample size of 3525.
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OTHER JOB SATISFACTION SCALES
 Job Descriptive Index (JDI) Minnesota Satisfaction Questionnaire (MSQ) Job Diagnostic Survey (JDS) Job In General Scale (JIG)
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JOB SATISFACTION THEORIES
 Many theoretical frames of reference; Some incorporate elements of Maslow’s
 Hierarchy of Needs – If certain needs not being met on the job (e.g., security), can lead to feelings of dissatisfaction;
 Herzberg’s research introduced the possi-bility of two separate but related factors: “hygiene factors” & “motivators

Page 18
                        

MASLOW’S HIERARCHY OF NEEDS
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Herzberg’s Two-Factor Theory
 The easiest and least convoluted approach to getting employees to do something is “KITA” (Kick in the A--);
 Negative KITA – Punishments (May lead to movement, but not to motivation. You move, but I am the one who is motivated);
 Positive KITA - Rewards (May also lead to movement, but not to motivation).
 Both types of KITA are short-lived and escalating.
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Herzberg’s Two-Factor Theory – Does Positive KITA Lead to Motivation?
 Reducing time spent at work Spiraling Wages Fringe Benefits Human Relations Training Sensitivity Training Communication (including Two-Way) Job Participation Employee Counseling
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Herzberg’s Two-Factor Theory – What are The Two Factors?
 Factors that lead to Job Satisfaction are separate and distinct from those that lead to Dissatisfaction
 Those things that lead to Dissatisfaction are typically found in the work environment
 Those things leading to Satisfaction are a part of the job or work itself.
 Thus, the two factors (Hygiene and Motivators)
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Herzberg’s Two-Factors – How They Relate to the Organization
 Motivators (Job Itself)
 Hygiene Factors(Job Environment)
 ORGANIZATION
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Herzberg’s Two-Factor Theory – What are The Two Factors?
 Job Dissatisfaction
 No Job Dissatisfaction
 No Job Satisfaction
 Job Satisfaction
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Herzberg’s Two-Factor Theory – Hygiene Factors
 Conditions within the work environment that prevent job dissatisfaction, but do not necessarily lead to motivation;
 A necessary but not sufficient condition of job satisfaction;
 Analogous to Maslow’s first three levels of needs (physiological, safety, and social);
 Always return to zero, and zero escalates (more money, more benefits, more employee programs).
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Herzberg’s Two-Factor Theory – Motivators
 Characteristics found within the job itself that have a positive effect on job satisfaction;
 Lead to increased production and motivation on the job;
 Analogous to Maslow’s higher order needs (self-esteem and self-actualization);
 More of an internal generator, not relying so much on external work conditions.
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Herzberg’s Two-Factor Theory
 Hygiene Factors
 (Environment of the Job)
 Motivators
 (Intrinsic to Job Itself) Policies & Administration Quality of Supervision Interpersonal Relations Working Conditions Salary and Benefits Security & Status
 Achievement Recognition The Work Itself Responsibility Advancement Personal Growth
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Herzberg’s Two-Factor Theory
 To ensure job satisfaction and motivation, the leader must give attention to both sets of Factors;
 Hygiene Factors are necessary but not sufficient. They are a hungry animal that must always be fed, or else they will lead to job dissatisfaction;
 But, in themselves, they do not ensure job satisfaction and motivation.
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Herzberg’s Two-Factor Theory
 Motivators are more difficult to manage; Require attention to the work itself and the
 employee’s relationship to that work; These factors are “built on” a reasonable
 platform of Hygiene factors; And, “built in” to the job itself; Like Organizational Communication,
 Employee Job Satisfaction is never finished.
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“BE HAPPY IN YOUR WORK!”
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