You 4.1

Assess Your Job Satisfaction

or a jeb you've had in the

Think of the job you have now
th each agpect of

past. Indicate how satisfled you are wi
your job below, using the following scale:

1 = Extremely dissatisfied
2 = Digsatisfied
3 = Slightly dissatisfied

4 = Neutral
5 = Slightly satisfied
& = Satisfied

7 = Extremely satisfied

1. The amount of job security | have.
2. The amount of pay and fringe benefits | receive.

3. The amount of personal growth and development
I get in dalng my job.
4. The people | talk to and work with an my Joh

5. The doegree of
respact i
from my bogs, o AT Teatment | recelve
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3 Identify sources of job
satistaction and commitment
and suggast tips for manager:

tn help build these two atitudes  Job satisfaction

praisal of one’s

jab sarisfaction by com

An individual may h
example, em
opport\mitics for
Iodividuals with

job satisfaction

A pleasurahie or positive
arrotiona) state razulting from
ihe appraisal of gne’s ab or job

experiences.
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SOURCE: J. Richard Hackman and Greg B. Oldman, Work Redaesign (LJpper Sa

Job Satisfaction Most of us helieve that wor
is a pleasurable or
job or job experiences.’

among their emplayees.
cude and as satisfaction with five speci
g R promotion opportunities,

upetvision, and coworkers.!
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old different attitudes to

‘ce their job responsi ‘
ployces mey fike o ' ioh satisfacth

: promoticn
high negative affectivi
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14. The averall quality of the supervislon | receive on my

work,
Now complte your scores for the tacets of job satisfaction
Pay satisfaction:
Q2 + Q9 = Divided by 2
Security satisfaction.
Q1 + Q1 = Divided by 2
Social satisfaction:
Q4 + Q7 + Q12 = Divided by 3
Supervisoty satisfaction:
Q5 + Q8 + Q14 = Divided by 3

Growth gatisfaction:
O3+06+Q104Q132 Oivideq by {

Scores on
than 43U
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) he amﬂunf Of fnde anc Fay satisfaction: fae sarnple of m,
o . p ent thought and action | cah SEGUrﬂy satiafaction: :;
BX8rcise in my job. Social satisfaction: 5.6
11, How secure things look for me in the future in this Supervisory satisfaction: 3.2
organization, Growth satisfaction: 5.3
12. The chance to help other people whila at work
. , - How do your scores compare? Are ther i :
13. The amount of chalie . pars ere actions you 63
halienge in my job. take to improve your job satisfaction?

ddle Rivar, NJ: Pearson Edusation, ine., 1980).
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jobs. Challenging work, valued rewards, opportunities for advancement, competent
supervision, and supportive coworkers are dimettsions of the job that can lead ro
satisfaction. Whar MAay surprise you is that pay is only marginally related 1o job
satisfaction. Well-paid individuals ape trivially more satisfied than relatj
paid individyals 20 ,
There are severa] measures of job satisfactjon, One of the most widely used
measures comes from the Job Descriptive Index (JDI). This index measures the
specific facets of satisfaction by asking employees to respond yes, no, or cannot

vely poorly

the Minnesota Satisfacrion Questionnaire (MSQ). 21 Thig survey asks employees ro

respond to statements aboyt their jobs, using a five-point scale that ranges from

very dissatisfied to very satisfied. Figure 4.9 Presents some sample items from cach

questionnajre. /
Managers and employees hold a common belief that bappy or “satisfied”

employees are more productive at work, Most of us feel more satisfied than usual

when we believe thar we are performing better than usya] 22 Interestingly, the

Job Descriptive Index

Think of the work YOu o at present. How well does sash of the foliowing werds o Ehrases
descrile your wodk? |n the biank beside sach ward given belaw, writa

Y for "Yes" if It dascribes your work
—=M_ for "Ne' if It dogs NOT describe it

: ? it you canmot decide
WORK ON YOUR FRESENT JOB:

‘ Routing -
— Satisfying
e Gopd

. Think of the majority of the people that You work with now ar the pecple vou meet in ‘
CORNBCon with your wark, e well doss aach of the follewing words or Phrases desgribe |
B5& paople? In the blank beside sackh word, write

LY fOf "Yes” if il deseribes the peaple you wark with :
N Tar “Na" If it does NCT describe them ;
— , |
% it you cannol decida !

_ Boring
~—- Responaibie
— Intelligent

|
Mihnesots Satistaction Questionnaire !
; i

Very dissatisfieq
issatisfiac

il
The chance to werk &lone on the job (independance) i
My chances for advancarnent on this job {advanacemant) | i
Tha chance 1o tall people what to dg (authority) j
The praize | get for & good job {recognition) ‘
My pay and the amount of work | do (compensation) ;

N State Univarsity, Bowling Green, OH 43403, Minnesars Salistaclion Questionnalre from D, ., Walssg, B
Eow; England, and 1., H. Lofquist, Manual far the Minnesots Satisfaction Questiornaire { Untiversity
Vocationg) Payctiokgy Resaarch, 1957).
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4 Distinguish betwaen
organizatianal eitizenship
and workplace deviance
behaviors.
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relarionship between job satisfaction and performance is quite a bit more complex
¢han that. Arc satisfied workers more productive? Or are more productive work-
ers more satisfied? The link between satisfaction and performance has been widely
explored. One view holds that satisfaction causes good performance, If this were
true, the manager’s job would simply be to keep workers happy. Although this may
be the case for cettain individuals, job satisfaction for most people: is one of several
causes of good performance. Another view holds that good performance caunses:sat-
isfaction. If this werc true, managers would need to help employces perform well,
and satisfaction would follow. However, some employees who are high performers
are not satisficd with their jobs.

The rescarch shows modest support for both vicws, but no simple, direct rcla-
tionship between satisfaction and performance has been found.?? One reason for
these results may be the difficulty of demonstrating the attitude-behaviot links we
described earlier in this chaptet. Future studies using specific, relevant attitudes and
measuring personality variables and behavioral intentions may he able to demon-
strate a link berween job satisfaction and performance.

Another reason for the lack of a clear relationship between satisfaction and per-
formance is the intervening role of rewards. Employees who reccive valued rewards
are more satisfied. In addition, employees who receive rewards that are contingent
on performance (the higher the performance, the larger the reward) tend to perform

hetter. Rewards, thus, influence both satisfaction and performance. The key to influ-

encing satisfaction and performancc through rewards is that the rewards are valued

by employecs and are tied directly to performance.

Job satisfaction is related to many other important personal and organizational
outcomes, such as organizational citinenship bebavior (QCB), which is voluntary
hehavior above and beyond the call of duty. Satisfied employces are more likely to
make positive comments about the company, refrain from complaining when things
at work do not go well, and help their coworkers. 2 Going heyond the call of duty
is especially important to organizations using teams to get work done. Employee
depend on extra help from each other to get things accomplished. When tmassivt
wildfires swept through California in 2003, most businesses in the San Diego are:
closed for onc or more days as choking black smoke filled che air and thousand
of homes were threatened. Aplus.net, an Internet service provider, chose 1o remail
open; however, due to the danger involved, the company did not requirc its cmploy
ees to report to work. In spite of thick smoke, most of the firm’s employees cam
to work anyway even though some were unsure if their homes would be waitin
for thermn when they left work that evening.2’ Because of their willingness to go th
extra mile, Aplus.net and its customers remained up and running throughout th
fires. The firm reported in November that the massive fires had no negative impac
on its financial resulis for the quarter.

Satisfied workers are more likely to want to give something back to the organiz:
tion because they want to reciprocate their positive experiences.26 Often, employes
may fecl that OCBs arc not recognized because they occur outside the confines ¢
normal job responsibilities. OCHBs do, however, influence performance evaluation
Emplgyees who exhibit behaviors such as helping others, making suggestions for i1
novations, a,nd_clevelopin,g their skills receive higher performance ratings.?” Differer
parts of an attitude relate to different targets of OCBs. Affcet tends to direct OCE
rovv;réii 31;1;1?;1?;:3}::,] g::tij;)b;;);gnitlions‘ c}ire}ft OCBs toward the ﬂrgan.i:zation-zs
form OCRBs.2? High sclf~m§11iforlzlg$hwolg o D-r‘ganlzatlpn are more [ikely (© I?E

. clf-monitors, who base their behavior on cues from the siff
ation, are also more likely to perform OCBs.2 Good deeds, in the form of QCE

can be contagi '
pe‘u:fomfo(;:?g;cj;f; tOm:- study found that when a person’s close coworkers chose !
1is, that person was more likely to reciprocate. When themno;rm ﬁmon
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other team members was to engage in OCBs, the individual worker was more likely
to offer them. The impact of one worker’s OCBs can spread throughout an entire ‘
deparument.?! 1'
Although rescarchers have had a tough time demonstrating the link between job sat- ’
isfaction and individual performance, this has not been the case for the link between
job satisfaction and organizational performance. Companies with satisfied workers have
better performance than companies with dissadsfied workers.?2 This may be due to the :
more intangible elements of performance, like QCB, that contribute to organizational ef-
fectiveness but aren’t necessarily captured by just measuring individual job performance. i
Job satisfaction is related to some ather important outcomes. People who are
dissatisficd with their jobs are absent more frequently. The type of dissarisfaction !
that most often causcs cmployee absenteeism is dissatisfaction with the work itsclf.
Tn addition, unhappy workers are more likely to quit their jobs, and turnover at
work can be very costly to organizations. Such workers also report more psycholog-
ical and medical problems than do satisfied employees. ™ Dreamwaorks Animation

|
works hard to keep its highly skilled employees satisficd. You can read about how i
Dreamworks keeps people happy at work in The Real World 4.1, : ‘

Dreamworks employees are very
technically skilied and creative,
producing such hit movies as
the Shrek series and Kung Fu
. Panda 2. Their jobs, however,
are taxing, with long hours and
lots of pressure. Competition for
orkers with high-znd animation
dlls makes it tough to recruit
d retain top tafent. Producing a
ting of hit animated movies re-
ires a stable, happy workforce.
50, how does Dreamworks land at the top of the Best
npanies to Work For list? By emphasizing job satisfac-
teording to CEQ Jeffrey Katzenberg. He is relent-
out job satisfaction, constantly asking "Are paopia
‘What can we do better?” The emphasis on job
iSfastion starts at the top and permeétes the company.
e.a few ways Dreamworks keeps‘people happy:
o carefully. New employees are given a robust
rogram and all the resources they need to get
e.quickly. They are assigned mentors (in addition
Upervisdrs) who help them learn Dreamworks
¢l introduca them to key people.
rage collaboration and sociafizing. Dreamworks
feakfast and lunch to all employees everyday
‘Starbucks on the campus. The idea is that

L :
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Jack Biack promotes Kung Fu Fanda 2.

V'THE REAL WORLD 4.1

llatab/Ehutierstock.com

How Dreamworks Keeps Employees Satisfied

giving employees the opportunity to
@at together and socialize builds re-
lationships. Table tennis and foosball
tables encouraga braaks with other
employeas, Fun is &l a premium as
well. Dreamworks creates a huge list
of weekly events o re-energize peo-
ple in the aftarnoon, Bringing emplay-
ees into the Dreamworks' theater to
see clips of Shrek: The Musical from
MNew York is one exarmple; workers in
California were sager to see how the
mavie looked on Broadway. -

Allow flexibifity. If somacne wants to experiment with a
job change within Dreamworks, he or she is encouraged to
do so. Technical and artistic training is avzilable for those
who want to learn a different aspect of fillimaking. Exten-
sive management devalopment is availabie to employees
who want to pursue a career in managemsnt.

Dreamworks’ leaders believe that by doing all they can
to promote job satisfaction, they create a company where
people are Ingpired to do their best work,

gISZLMA Prass/Mawscom

SOURCES: P Sellerg, "How Dreamwerks’ CEQ Builds a Happy
Warkforea,” Fortune (March 156, 2011} accessed at hitp://pousteards.
blogs.fortune.cnn.com/2011/03/15/haw-dreamwrks-oao-builds-a-
happy-workferes/; “State of the Art," HAM Report (2011) actessed at

- https/ferww, brimraport. com/article/State-of-the-Art/.
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workpiaco deviance behavior
(WDE}
Any voluntary

counlarproduchve Densvion Ihat

vinlates organi<ational norms
amncl causRs HOMo dRgras

of Rarm 10 arganizalionat
fumclicarning.

organizabonal commiiment
The slrength of an individual's
iclentificalion with an
Drgarnzation.

afective commitment

A tynia of arganizational
comrmitmant asac on an
inchvidual's desirg to remiain
in an organization.
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Researchers have consistently demonstrated a fink between job sarisfaction and
urnover intentons, i.e. unhappy employees tend 1o leave the organization. One
thing that leads ro dissatisfaction ar work is a misfit berween an individuals values
and the arganizanon's values, which is called a lack of person-organization fir. Peo-
ple who feel thar thuir values don't mesh with the organization’s experience job dis-
sarisfaction and evenrually leave the company when other b opportunities arise.

Like all attitudes, job sarisfacoon is influenced by culture. One study compared
job satisfaction across forty-nine counirics. joh characieristies and job satslaction
were more tightly linked in richer countries, more individuahsric counrries, and
smaller power distance countries, These Findings suggest that culvaral differences
have strong influences on job satisfaction and the Factors that produce it

Because organizations face the challenge of operating in the global environmen,
managers must understand that culiure affecrs job satisfaction and ather jovb -
tirudes. Employees Frons differeot coltares may have differing expectations of rheir
jubs; thus, there may be no single preseription for increasing the joh satisfaction of
+ multiculrural workforce, Researchers are currently studying job atfitudes arouigd
the world. Tn China's hotel and restaurant indusery, [or example, researchers folnd
that high-performance human resource pracrices Jee to service-oriented OCBs. Fx

amples of such pracrices indlude promotions frovm within, flexibility in job assign-
ments, long-term results-oriented appraisals, and job security. Such OCRs were in
curn linked Lo lower turnover and higher productiviry at the prganizational level 2
So, it appears that high-performance human resource practices have very positive
mapacts i China.

ke e dernane e beinirios 134, counterproducrive behavior rhat violues
organizational norms and causes harm to orhers or the arganization, 1 another our-
come of artirudes at work. Y Deviance is garnering attention due to nepative cvents
in the business world such as downsizing, technological insecurities, and other chal-
lenges being faced by many orgamzations. Layoffs, lor example, may cause em [hoy-
ees to develop neparive attitudes, to fee! anger and hastility toward the organization,
and to indulge in retaliatory behaviors, Even when an employee keeps his or her joh

dure used to determine the layofl is unfair, wor lplace deviance
ETRY)

hut helieves the proce
such as bad-mouthing the employer or revenge againse the manager may occun
Unfairness at work is a major canse of deviance, sabotage, and retaliation. The acrar
Charlic Sheen is a prime example. He felr unfairly treated by CBS and the praducers
of his hit relevision show, “Two and 2 Hall Men™, and went on a highly publicized
-ant against show. This hehavior resulted firstin a suspension and eventually in
Sheen’s termination.

Pasitive attitudes about the work environment lead to reduced deviance. Pre-
venting and managing WIE 15 important hecause it harms department and offa-
nizational performance. Supcrvisors can positively influence deviance hehavior as
well, particularly when employees mtend to quit. Abusive supervigion is related to
noereased deviance behavior, particularly deviance behavior dircered at rhe supervi-
sor 40 You ean assess your own WDBs with the questionpaire in You 4.2.

ntification with

Qrganizational Commitment The strength of an individuals ide
kinds of

an argamzanion is known as arsrnizational conmmiiment. There are three
organizational commitment: affective, continuance, and normarive,

Affectiee commilnrend 15 an employee’s intention to remain in an nrgnuimtinﬂ
bhecause of a strong desire 1o do so. Tt consists of rthree factors:

1. A belief in the poals and values of the organization.
2. A willingness to put forth effart on behalf of the organization.

3. A desire to remain a member of the organization.®!
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Think of the job you have how or & joh you've had in the
past. \ndicate how satisfied you are with each aspect of
your job pelow, using the faliowing scale:

1 = Extremaly disgatistied
2= Dissatisfled
3 = Slightly digsatisfied

A = Neutral
5 = Slightly gatistied
& = Satisfied

7 = Extremely satisfied

—2

The amount of job sacurity | have,

s The amount of pay and fringe menefits | receive.

5. The amount of personal growth and developrment
| gat in doing my joh.

4, The people | 1aik to and work with on my job.

5. The degree of respect and tair treatment | receive
fram my boss.

6. The feeling of warthwhile accomplishment | get from

doing my jeb.

7 The chanee 10 get to know other people while on the job.

g, The amount of support and guidance | receive from
ny SUpervisor.
g, The degrae 10 which | am fairly paid for what |
contribute to this prganization.
10. The amount of independant thought and action | can
exercise in my job.
11, How S@cure things look for me in the future in this
prganization. ‘
12 The chance 1o help othar people while at work.
13. The amount ot challenge in My job.

SOURGE: J. Richard Hackman and Greg - Oldman, Wark Redesign {Upper Satdle River, N.J: Paarson Education, inc., 1980).

2 Identity sources of job
satisfaction and commitment
and suggest tps for managers:
to hielp bulld these two atiliudes
arnong their employees.

. ol satisfaction

LA pleasurabie of positive

. omotional state resuliing from
e appraism of one's job or lala]
axperiences.

Job Satisfaction Most of us believe that work should be 2 positive experience:
Job satisfaction is a pleasurable or positive emotional state resulting from the aP7
praisal of one’s job or job experiences.’ It has been treated both a5 8 general atti-
rude and as satisfaction with five specific dimensions of the job: pay, the work inselds
e promotion opportunities, supervision, and coworkers.!" You can assess your
job satisfaction by completing You 4.1.

An individual may hold different attitudes toward various aspects of the job. F
v like their job pesponsibilities but be dissatisfied with ¢

example, employees ma
tion. Personal characteristics also affect job satisfaction

opportunities for promo
‘ Individuals with high negative affectivity are more likely to be dissanisfie

adym 'Drnbm!Shullar:‘-loc.k.Gurn

14. The overall quality of the supervision | racaive on My
work.

Now compute your scores for the facets of job satisfaction.

Pay satisfaction:
Q2 + Q9 = Divided by 2

Security satisfaction:
01 + Q1 = Divided by 2

Social satisfaction:
Q4 + Q7 + Q2= Divided by 3

Supervisory satisfaction
Q5 + Q8 + 014 = Divided by 3

Growth satistaction:
Q3+ 0f + Q10+ 13 = Divided by 4

georas on the tacets range from 1 to 7. (Suores iower
than 4 suggest there is room for change.}
This questionnalire is an abbreviated vatsion »f the Job Di
agnostic Survey, & widety used tool for asaessing individuals' .
attitudes atout their jobs, Compare your gcores on each facat
with the following norms for & large sample of managers.

Pay satisfaction: 4.8
gecurity satisfaction: 5.2
gpcial satisfaction: 5.6
Supetvisory satisfaction: 5.2
Growth satisfaction: 5.3

How do your scores compare? Are there actions you can .
take to improve your job satisfaction?

owit

o with thet

Hav1of!
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