Job Characteristics Model

(JCM)

A framework for understanding
person-job fit through the inter-
action of core job dimensions
with critical psychological
states within a person.

engagement
The expression of oneself as
one performs in work or other

task identity and task significance, (3) establishing relationships with customess |
loading jobs vertically with more responsibility, and/or (5) opening feedback &
nels for the job incumbent. For example, if an automotive mechanic receives &8
feedback on the quality of repair work performed, one redesign strategy W |
to solicit customer feedback one month after each repair. |

A more recent sequence of two studies conducted in Egypt aimed to disagzss
work autonomy, an important component in job design theory.’’ Study 1 incis
534 employees in two Egyptian organizations. Study 2 involved 120 managsss
four organizations. The results indicated that separate work method, work schass
and work criteria autonomy were three separate facets of work autonomy. An &% '
sion of job characteristics theory, the Work Design Questionnaire (WDQ), meas |
twenty-one distinct work characteristics in three categories. These are motivasiss
work characteristics such as skill variety and task identity, social charactess g
such as interdependence and social support, and work context characteristics 8
as physical demands and work conditions.>"

In another international study, the Job Characteristics Model (JCM) was &8
in a sample of fifty-seven jobs from thirty-seven organizations in Hong
Job incumbents and their supervisors both completed questionnaires abows =
incumbents’ jobs.3? The supervisory version asked the supervisor to rate the &
ployee’s job. The study supported the model in general. However, task significass
was not a reliable core job dimension in Hong Kong, which suggests either 58
tional differences in the measurement of important job dimensions or cultura® &
ases about work. Although research on the effectiveness of the JCM shows mss '

results, one study comparing computer programmers and maintenance WOrsss

in China found that worker type helped explain differences.’* In the study. &
knowledge workers were more satisfied and performed better with enriched 88

compared with manual workers. |

An alternative to the Job Characteristics Model is the Job Characteristics Inve
tory (JCI) developed by Henry Sims and Andrew Szilagyi.”> The JCI primarily m&
sures core job characteristics. It is not as comprehensive as the JDS or the new W& )
because it does not incorporate critical psychological states, personal and work s
comes, or employee needs. The JCI does give some consideration to structural ;ﬂl
individual variables that affect the relationship between core job characteristics am&
the individual.?® One comparative analysis of the JCI and JDS found similarities &
the measures and in the models’ predictions.?” The comparative analysis also fouss
two differences. First, the variety scales in the two models appear to have diffes
ent effects on performance. Second, the autonomy scales in the two models appeas
to have different effects on employee satisfaction. Overall, the JCI, JDS, and new
WDQ all support the usefulness of a person-job fit approach to the design of wask |

over the earlier, universal theories.

Engagement

Psychological conditions related to job design features are a particular concern of |
the JCM.33 One study of over 200 managers and employees in a Midwestern insus i';
ance company found that meaningfulness, safety, and availability were three impos
tant psychological conditions that affected employees’ engagement in their jobs an&
work roles. Engagement at work is important for its positive individual and orga-

nizational outcomes. The Science feature shows the positive impact of job engage-
ment on job performance and organizational citizenship behavior (OCB). Althougs
important to company success, only one-third of employees in a recent study re-
ported that they were engaged.?® Engagement is the harnessing of organizationa
members to their work roles. When engaged, people employ and express themselves
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