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ABSTRACT ¢

This study investigates factors influencing job satisfaction among public healthcare
employees at Elim Hospital, Limpopo Province .Relationships have been reported between job
satisfaction, productivity, absenteeism and turnover among healthcare employees and as such it
affects employees’ organizational commitment and the quality of healthcare services. The aim of
the study was to determine the factors influencing job satisfaction among healthcare
professionals at Elim Hospital. Varidbles such as opportunity to develop, responsibility, patient
care and staff relations were found to be significantly influencing job satisfaction and there was a

significant positive association between job satisfaction and opportunity to develop

responsibility, patient care and staff relations for both clinical and clinical support staff.

In this study, both quantitative and qualitative research methods were used to gather information

through the utilization of a questionnaire. The study was conducted mainly to confirm the results
obtained. The results of the study have assisted to reflect factors that could be influencing the

health workers to leave Elim Hospital. One hundred and twenty (120) questionnaires were issued

to the health professionals.

Major findings of the study are the following:

e The study found a low level of job satisfaction among the healthcare workers
surveyed. Almost 80% we:'re dissatisfied or highly dissatisfied with their job.

o Factors found to be sigrificantly associated with job satisfaction were, opportunity to
develop, responsibility, patient care and staff relations.

o The study found a significant positive medium correlation between staff relations,
patient care, and responsibility, opportunity to develop and job satisfaction.

o Almost three-quarters of participants (73.8%) did not think that their income was a
reflection of the work they do.
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Major recommendation were drawn from the study. These included:

o Encourage teamwork by rewarding teams: Allowing managers to facilitate and promote
team-building exercises to enhance communication, productivity and job satisfaction.

Team incentives should be addressed by rewarding teamwork.

e Ensuring job satisfaction by respecting, rewarding, nurturing and upholding these skilled
and trained employees fairly is also recommended the authorities should: Recognise
individual growth and fairly reward good ideas. Respect experience and qualifications
above legislative requirements in order to ensure that the most suitably qualified people

are placed in specialised positions.

o The human resource practitioners in the public service should be knowledgeable and
supportive of the health profession, vacancies should be filled quickly and the
recruitment process should be speeded up. In-service training should be provided to

ensure the competencies of the health workers are of high standard at all times.

© University of Venda
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CHAPTER 1: ORIENTATION OF THE STUDY

1.1  Background of the study

According to Meyer (1999:66), most South African employees experience a lack of job
satisfaction resulting in low levels of employee commitment which, in turn, impacts on
performance and the achievement of organisational goals. These problems result in low
productivity, high absenteeism, labour unrest, industrial action and high labour turnover. The
current situation in the public sector in South Africa is not dissimilar. Public sector employees

are faced with a multitude of factors that impact on effective and efficient service delivery.

South African organizations operate in a drastically changed environment, where political,
social, economic challenges and technological forces demand a totally new business approach.
Resistances to change will likely lead to unnecessary conflict, reduced managerial and non -
managerial performance and lost opportunities. According to Ivancevich and Matteson (1999:75,
failing to cope and deal with these forces can result in job dissatisfaction, poor morale, reduced
commitment, lower work quality, burnout, and poor judgment. Managers are responsible for the

effectiveness of individuals, groups of individuals and organisations.

The ultimate criterion of organizational'effectiveness is whether the organisation survives in its
environment. To survive organisations must adapt to environmental changes (Ivancevich and
Matteson, 1999:26). A number of short-run indicators of long-run survival have been indicated.
These include measurement of efficiency, productivity, accidents, turnover, absenteeism, quality,
rate of return, morale and employee satisfaction (Ivancevich and Matteson, 1999:26). Job
satisfaction is an individual’s general attitude about his or her job (Robbins, 1998:142). This
attitude results from a subjective evaluation of how his or her job meets his or her needs
(Ivancevich and Matteson, 1999:123). Attitudes are important because they affect individuals’
behaviour. As top managers rely on first-line supervisors and middle-level managers to
implement their strategies, it is important to understand the attitudes of these subordinates. To

operate effectively and successfully under the challenges presented by their environment, first-
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line supervisors and middle-level managers require the necessary competency and correct

attitude. In fact, when companies are confronted by these challenges, the first-line supervisors

and middle-level managers are expected to act as change agents (Human, 1999:1 1).

Ting (1997:99) states that empirical evidence consistently indicates that job characteristics such
as pay satisfaction, opportunities for promotion, task clarity and relationships with co-workers
and supervisors have significant effects on job satisfaction of government employees. In support,
a study conducted by Ellickson and Logsdon (2002:90) reflected that job satisfaction of public
sector employees was significantly influenced by perceptions of employee satisfaction in terms

of pay, promotional opportunities, relationships with supervisors, employees performance

management systems and fringe benefits.

1.2 Statement of the problem

Since South Africa became a democratic government in 1994, new laws have been introduced.
The South African government introduced the South African Qualifications Authority Act of
1995, Skills Development Act 97 of 1998, the Skills Development Levies Act 9 of 1999, to
address the shortage of training and development of the majority of citizens. This has brought
further challenges for employers to manage the training and development of employees in South
African organisations. Factors contributing to high levels of employee satisfaction have been

identified as, supportive colleagues conducive working conditions, and equitable rewards.

Despite the provision of the legislations above, Elim Hospital is less successful in job
satisfication of health workers. High employee turnover rates, absenteeism and number of
grievances lodged are factors that indicate whether job satisfaction exists within organisations
and in this case, in Elim Hospital. In this regard, similarly, information disseminated from the

Elim healthcare Center annual report (2011/2012) highlights some of the major problems

experienced within the Department as being:

e Employee turnover rates;

e Major reasons why employees are leaving the department;

© University of Venda
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Costs incurred due to sick leave taken;

Types of misconduct addressed at disciplinary hearings and

Grievances and disputes lodged.

Research Aim

The overall aim of the study is to investigate factors influencing job satisfaction among public

healthcare employees at Elim Hospital, Limpopo Province.

1.4

£

Specific Objectives

To determine the level of job satisfaction among healthcare workers at Elim Hospital.

To determine the factors influencing job satisfaction among healthcare workers at Elim

Hospital.
To determine the relationship between general satisfaction and the opportunity to

develop, responsibility, patient care, time pressure and staff relations among healthcare

workers.
To determine the problem of job satisfaction of staff at Elim Hospital of Vhembe district

Research questions

What is the level of job satisfaction among healthcare workers at Elim Hospital?

What are the factors influencing job satisfaction among healthcare workers at Elim

Hospital?
How to determine the relationship between general satisfaction and the opportunity to

develop, responsibility, patient care, time pressure and staff relations among healthcare

workers?
What is the problem affecting job satisfaction of staff at Elim Hospital of Vhembe

district?

© University of Venda
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1.6  Significance of the study

The results of this study could lead to job satisfaction strategies that would not only apply to the public
sectors of Vhembe District, but also to other companies that employ key personnel and/or professional
workers. The information obtained will hopefully assist in identifying factors influencing job
satisfaction among healthcare professionals in a hospital setting. Given the critical role that
health care workers play in determining the efficiency, effectiveness and sustainability of health
care systems, it is paramount to understand what motivates them and to what extent they are
satisfied by the organization and other contextual variables. Job satisfaction is also an essential
part of ensuring quality care, as dissatisfied healthcare providers are likely to give poor quality

and less efficient care.
1.7 Limitations of study

Important limitations are inherent in a survey of this kind. Funds were a limiting factor as the
study required a lot of funds for travelling, typing, binding and photocopying. Due to the
sensitivity of the topic, some people felt uncomfortable to answer research questions because
they are not sure where the information will be taken to. In addition, because the survey
instrument used was a self-reporting measure, the information presented by participants is based
upon their subjective perceptions hence although participants were assured of confidentiality, it

is therefore possible that they either over- or under-reported their level of satisfaction.
1.8  Delimitation of the study

The study consists of civil servants employed within the health organisation in the Vhembe
district. Generalisability of the results of the study may be problematic as the study is conducted
in only one public health institution in the Vhembe district. Another contributing factor which
may impact on generalisability is the fact that only the occupational classes of pharmacist,
pharmacist assistant, auxiliary service officer, administration clerk, director, personnel officer,

administrative officer, and state accountant and personnel practitioner were targeted in the study.

© University of Venda
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1.9 Definition of key concepts:

Job Satisfaction- Job satisfaction can be defined as an attitude people have about their jobs,

which results from a subjective evaluation of how their jobs meet their needs (Ivancevich and

Matteson, 1999:123).

Remuneration (Pay)- Heery and Noon (2001, p. 306) define remuneration as “payment for
work, which can assume a number of different forms, including a basic wage or salary,
supplementary cash payments, such as shift pay and overtime pay, and benefits in kind.”
According to Erasmus, van Wyk and Schenk (2001, p. 526), remuneration is defined as * the
financial and non-financial extrinsic rewards provided by an employer for the time, skills and
effort made available by the employee for fulfilling job requirements aimed at achieving
organisational objectives.” Concepts such as pay, wage or salary are occasionally used as more

or less having the same meaning as remuneration (Erasmus et al., 2001).

Promotion- Heery and Noon (2001, p. 286) define promotion as “the act of moving an employee
up the organisation hierarchy, usually leading to an increase in responsibility and status and a
better remuneration package.” Grobler et al. (2002, p. 237) define promotion as “the reassigning
of an employee to a higher-level job.” Graham (1986, p. 156) defines promotion as “a move of
an employee to a job within the company which has greater importance and, usually higher pay.”
According to Schleger (1985, p. 50), a promotion is “when one person moves into a position of

greater responsibility.”

Supervisor- According to Evans (1993, p. 112), a supervisor is defined as “a member of the
most junior level of management in the organization.” According to Heery and Noon (2001, p.
355), a supervisor is defined as “a front-line manager who is responsible for the supervision of
employees.” Nel et al. (2004, p. 453) consider supervisors to be those employees that “control

the activities of lower-level employees.”

Retention strategies- to encourage valuable staff members to remain, the remuneration system

must provide sufficient rewards for these employees to feel satisfied when they compare their

© University of Venda
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rewards with those received by individuals performing similar jobs in other organisations
(Swanepoel, Erasmus, van Wyk & Schenk, 2000:528). However, according to Holbeche

(2002:187), seeking to use reward as the main means of motivating people is a waste of time
1.10 Organisation of the study

This study is organized into five chapters. In accordance with Mnyaka (2006:7) this section

serves to indicate what the researcher intends to discuss in each chapter.
© CHAPTER 1: ORIENTATION OF THE STUDY

In this chapter, a brief overview of the research problem, aims of the research, definition of
concepts, significance of the study, limitation of the study, delimitation of the study, brief
summary of literature review and the whole research process is given.

B CHAPTER 2 : LITERATURE REVIEW

This chapter gives a review of literature studies on the role of staff management in effectively
helping institutions implement strategies that encourage personnel to remain committed to their
institutions and theoretical framework. As noted by De Vos et al. (2005:117) a literature review
is a description of primary and secondary sources of research material. This chapter describes the

strategies of staff retention that are employed by the public sectors

o CHAPTER 3: RESEARCH DESIGN AND METHODOLOGY
This is the critical part of the research study. Research design sets up the framework for the study

and is the blueprint of the research. This chapter gives a brief explanation of the theory

underpinning the methodology as well as how the researcher undertook the research.

© University of Venda




g University of Venda
() i et

B CHAPTER 4: DATA ANALYSIS AND INTERPRETATION

The research results are presented in this chapter, this includes a clear analysis of data collected

realization of sample and discussion of results. Data was analysed and interpreted in this chapter.
B CHAPTER 5: FINDINGS, CONCLUSION AND RECOMMENDATIONS

Chapter 5 deals with the discussion of the results that were obtained. Conclusions are drawn

based on the obtained results and the possible practical implications of the research findings are

highlighted. In conclusion, recommendations for future research that may be of worth are put

forth.

© University of Venda
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CHAPTER 2: LITERATURE REVIEW

2.1 Introduction

Job satisfaction is important in predicting systems stability, reduced turnover and worker
motivation. If motivation is defined as the willingness to exert and maintain effort towards
attaining organizational goals, then well-functioning systems should seek to boost factors such as
morale and satisfaction, which predict motivation. A survey of ministries of health in 29
countries showed that low motivation was seen as the second most important health workforce

problem after staff shortages (Mathauer et al, 2006:34).

Previous African studies have identified the most important human resources tools to manage job
satisfaction, these include materials, salary, training, the working environment, supportive
supervision and recognition (Mathauner et al, 2006:89). These findings are relatively consistent
with those of the “Uganda Health Workforce Study”, where the effects of several job-related
factors were evaluated to judge their relative importance in predicting job satisfaction. In order
of importance, the following were the most significant contributors to overall satisfaction: job
matched with workers’ skills and experience, satisfaction with salary, satisfaction with
supervisor, manageable workload and job security (Uganda Ministry of Health, 2007:67, Kober
et al, 2006:34). Against this background, it is imperative to look at the definition of job

satisfaction as outlined by different authors.

Early theory in worker satisfaction and motivation identified compensation as a “hygiene” factor
rather than a motivation factor. This means that basic salary satisfaction must be present to
maintain ongoing job satisfaction, but this by itself will not provide satisfaction and increased
amounts of salary will not contribute to an increasing level of job satisfaction. However some
research done in Africa suggests that salary increases and other improvements in compensation,
in the context of highly inadequate pay and benefits, may indeed contribute to workforce
retention. This chapter covers areas relating to the management and level of job satisfaction of

health workers in Limpopo Province, Republic of South Africa It will also explain the
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significance of health workers in providing health services, as well as the challenges faced by the

public service in retaining health professionals.
2.2 Factors influencing the level of Job Satisfaction at Elim Hospital

The theories of motivation, job satisfaction and organisational commitment have evolved over
time, diverging in perspectives on the organisational environment and the positioning of the
individual within that environment. As the world of work has changed, so too has the focus in
behavioural scientists’ theories applied to management. The general pattern that emerges in the
literature reflects a shift in focus from motivation as a method of control, to motivation as a
determinant of job satisfaction and more recently to a focus on organisational commitment
(Taylor, 1991:9; Heald, 1995:14; Wickens, 1995:9) as quoted by Kinnear and Sutherland (2000:
106). The following factors influence job satisfaction thereby leading to the reasons that

employees will seek to remain in organisations.

2.2.1 Money

Mullins (1999:412) says that for the vast majority of people, money is clearly important and a
motivator at work but to what extent and how important depends upon their personal
circumstances and the other satisfactions they derive from work. Deeprose (1994:3) says that an
important realisation is that pay is not the only thing people work for. They are looking for a
number of other returns to justify time, energy, mental and emotional effort that they devote to

the organisation.

According to Professor Frank Horwitz (2004:9) a striking finding of a recent survey on retaining
knowledge workers taken in South Africa and Singapore, is that South African companies did
not view competitive pay packages as the most effective strategy to attract, motivate and retain
knowledge workers. From this, it can be seen that remuneration is probably the first attraction
point that a potential or existing employee will consider, but that there are a host of other

important aspects that they will consider before applying for a job or remaining in that job.
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222  Empowerment

Empowerment is recognised as one of the necessary conditions for an effective organisation.
Unfortunately, because organisations do not recognise the core problems impeding
empowerment, they do not employ simple, effective techniques to remove obstacles preventing
empowerment (Mullins, 1999:669). Empowerment supplies people with power, strength and
energy to tackle changes. Krietner et al., (2002:427), defines empowerment as sharing varying

degrees of power with lower-level employees to better serve the customer. In modern

organisations, people want to have greater say in the workplace.

Schultz et al., (2003:141), says that empowerment is the sharing of influence and control with
employees. Leaders should allow employees to share in developing goals and strategies and the
satisfaction derived from reaching those goals. Factors that retain knowledge workers are;
creating an environment where employees are free to act independently, and giving access to

leading edge technologies and work challenges (Kinnear & Sutherland, 2001:16).

Employees are encouraged to take control of their destiny in organisations, work hard and work
smart. This can only come to fruition if an organisation allows its employees some flexibility and
more say in planning profitability thereby reducing turnover rates. Patel (2003:8) says that many
black economic empowerment (BEE) initiatives fail because the focus is on the top — making
sure that senior management has the right profile — rather than enabling the lower levels to
become empowered. Giving employees opportunities and allowing them to become shareholders

results in an empowered workforce this will contribute to the organisations goals and

sustainability.

223 Job enrichment

Job enrichment methods attempt to change the nature of the job by broadening responsibilities,
giving more autonomy for decision making, creating client systems and direct feedback systems

and generally enlarging the scope of jobs (Osland et al., 2001:89). According to Krietner et al.
(2002:189), job enrichment entails modifying a job such that an employee has the opportunity to

10
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experience achievement, recognition, stimulating work, responsibility and advancement. Job
characteristics are objective aspects of the job design that can be changed to improve the critical

psychological states (Hellrigel et al., 2001:271):

e Skill variety — is the degree to which the job involves many different work activities or
requires several skills and talents.

e Task identity — is present when a job involves completing an identifiable piece of work
(doing a job with a visible beginning and outcome).

e Task significance — is present when a job has a substantial impact on the goals or work of
others in the company.

e Autonomy — is present when the job provides substantial freedom, independence and
discretion to the individual in scheduling work and determining the procedures to be used
in carrying out tasks.

e Feedback — is present when work results give the employee direct and clear information

about his or her performance.
The five job characteristics above can improve workers critical psychological states, namely:

e Experienced meaningfulness — refers to whether employees perceive their work as
valuable and worthwhile.

e Experienced responsibility - refers to whether employees feel personally responsible for
the quantity and quality of their work.

e Knowledge of results — refers to the extent to which employees receive feedback about

how well they are doing.
224  Performance appraisal

Performance appraisal is the process of systematically evaluating each employee’s job-related
strengths, developmental needs, progress toward achieving goals, and then determining ways to
improve the employee’s job performance (Hellriegel et al., 2001:252). An important part of the

performance appraisal involves an assessment of each employee’s progress toward achieving his

31
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or her goals. For these goals to be effective, they must be clear and specific so that employees
know what is to be achieved. Mullins (1999:695) says that one way in which to review the
performance and potential of staff is through a system of performance appraisal. It is important
that members of the organisation know exactly what is expected of them and the yardsticks by
which their performance and results are measured. Most importantly, an effective performance
appraisal scheme can improve the future performance of staff by being linked to financial

rewards or planned career progression.

Performance appraisal is seen by many to be a process owned and driven by human resources.
The ideal performance appraisal should be a collaborative venture between subordinate and
superior in which goals and objectives are agreed upon and development plans are put in place to

ensure that the subordinate can achieve those goals and objectives (Schultz et al., 2003:77).

According to De Klerk (2001:100) performance management as an integrated system can
effectively be used to improve performance, motivate staff, identify training and development
needs, provide feedback, focus on career development and form a basis for reward or corrective
action. Communication is probably one of the most important aspects of performance appraisal.
The quality of communication during a performance appraisal meeting can support or defeat
employees; it can increase commitment and motivation or make an employee defensive (Gordon,
2002:233). Managers should be very sensitive in the way that they communicate as this, if done

positively, will contribute to the retention of skill and talent.

2285 Career development

A career is progress through life and is made up of different jobs. Flood (2002:35) says that a
career means security, commitment, loyalty and performance, and is what many employees
aspire to. Flood (2000:5) goes on to say that a survey carried out in 2001 on the reasons why

employees change jobs, revealed that the number one reason was that there was no job

satisfaction. One of the biggest contributions to job satisfaction is career security.

12
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Poor career planning may cause confusion and stress at any stage across the lifespan of an
employee. The platitude career, which is characterised by poor promotional prospects, is a
specific workplace stressor. Unfulfilled career expectations may cause motivational problems in

employees who lack status and autonomy (Schultz et al., 2003:210).

Corporate handholding up each rung of a well-defined career ladder has become a thing of the
past. Employees are now told that they ‘own their own employability’ (Krietner et al., 2002:276).
Having told people that they need to be ‘career self-reliant’ and having provided them with the
necessary resources, the companies are then surprised when they face the very turnover that their
programs have helped foster (Pfeffer, 1998:162). According to Osland et al. (2001:139),
managers who sincerely try to help employees reach their career goals are usually rewarded with
loyalty and commitment. It should therefore be an obligation of the organisation to recognize and
support an employee’s advancement in training and development and provide a career path or

promotion so as to retain their valuable skills.

Leaner management hierarchies and flatter employee structures in modern organisations can
focus attention on non-traditional career paths that provide alternatives to promotion such as
lateral or rotational moves, dual-career ladders, downward moves, and early retirement (Osland
et al., 2001:130). It is all about caring for and nurturing talent in an organisation, keeping

employees informed, interested and fulfilled, to prevent high turnover rates.
2.2.6  Benefits

Employees always flock to companies who offer more benefits (Rampur, 2009:23). Benefits can
demonstrate to employees that a company is supportive and fair, and there is evidence to suggest
that stable benefits are at the top of the list of reasons why employees choose to stay with their
employer or to join the company in the first place (Lockhead and Stephens, 2004:89) The
introduction of flexibility in benefits packages can be a key ingredient in ensuring good
retention, particularly since it affords greater responsiveness to the specific needs and

circumstances of individuals (Lockhead and Stephens, 2004:12)
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2.2.7 Training and development

An employee turnover rate may be affected by training. According to a study done by the ASTD
in 2003, 41% of employees at companies with poor training planned on leaving within a year, as
against 12% planned departures at companies with excellent training (Clouden, 2009:90).
Different types of training can play an important role in creating and reinforcing high
involvement work processes (Vandenberg, Richardson and Eastman, 1999). It is imperative for
the organization to provide development opportunities for individual employees in order to
enhance their skills and improve their chances of getting higher posts. A lack of training,
development and career opportunities are some of the major reasons for voluntary turnover

(Phillips, 1990:23).
2.2.8 Performance management

It is imperative for any organization to manage the performance of its employees effectively so
as to keep employees who are making meaningful contribution to the company. In a research
conducted by Sherman, Alper and Wolfson (2001:67), the results have shown that more than half
of the employees surveyed said they believe their companies routinely tolerate poor performance
and managers often underestimate how vehemently employees resent the presence of
underperformers within their group, which may help to explain why good people are walking out
of the door. This suggests that there is a need for organizations to deal with low performers in
order to reduce the chances of losing high performing employees. Employees whose
performance is recognized for the purpose of incentives are encouraged to continue making a

valuable contribution to the organization. Skilled employees should be remunerated accordingly.

For example, Griffeth and Hom (2001:89) refers to the significance of payments based on
employee performance, whereby employees receive pay raises for increasing depth of knowledge
in a professional or technical area, or for expanding their breadth of knowledge of multiple jobs
(corresponding to several stages in a continuous process technology or manufacturing assembly).

The introduction of an Occupational Specific Dispensation in the public service seems to be one
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of the attempts to take cognisance of performance, knowledge and career pathing (Griffeth and
Hom; 2001:89)

Employees who do not perform, may choose between improving their performance in order to
be rewarded or leave the organization, and in the process create an opportunity for the
organization to recruit new employees who will perform. However, performing employees may
leave the organization if they are treated equally with non-performing employees when it comes
to the distribution of rewards and incentives. Managers may push performing employees away if
they are not communicating clear expectations and fail to share their picture of what constitute
success of the employee in the expected deliverables and the performance of their job
(Heathfield, 2009:45). Providing ongoing performance management, through networking within
the organization, in order to share the best practices could assist in building relationships among

employees.
2.2.9 Working environment and conditions

A poor work environment may cause discomfort to some employees who may end up being
attracted to other organizations with better working conditions. In a study conducted by Pillay
(2009:78), public sector nurses felt employment security, workplace organization and the
working environment were the most important factors, whereas the private sector nurses rated
workplace organization, employment security and professional practice as being the most
important. It should be realized that, working conditions in an organization, have a role to play in
deciding whether to stay or leave. These are the gaps that may be explored. Good working
conditions may serve as a motivating factor to employees, in order to stay in an organization.

This, therefore, means that the impact of service benefits in staff retention cannot be ignored.

Various employee service benefits are regulated by legislation in South Africa; leave, working
time, employment remuneration, termination of employment, and others are some of the benefits
that they are entitled to. It is evident that public and private sector employment have to comply
with the Basic Conditions of Employment Act at a minimum level; working conditions should be

continuously improved. However, if the organization wants to retain its valued employees,
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service conditions should be attractive. Therefore, employers must demonstrate commitment and
responsibility so as to ensure that all workers, irrespective of specialist field, are treated fairly

(Pillay; 2009:78).

The Basic Conditions of Employment Act can be utilized to ensure that basic working conditions
are maintained and improved. However, it has to be acknowledged that some organizations
provide more favourable benefits above the minimum and therefore, employees will always have
a choice to move from one organization to another. The Basic Conditions of Employment Act
(BCEA) if used correctly is one of the tools that are used to motivate and retain employees in
various fields of work, but as previously mentioned, the issues enshrined in the BCEA are part of

the keys to motivate all employees.
2.2.10 Working processes

The problem of turnover can be addressed through a variety of pro-active retention strategies:
workplace policies and practices which increase employee commitment and loyalty (Lockhead
and Stephens, 2004:11). One of the studies conducted by Vandenberg, Richardson and Eastman
(1999:33) demonstrate that substantial practical benefits can be achieved when organizations are
using a participative approach to management as the morale of the workforce is much stronger,
in the sense that they are more psychologically attached to the organization and possess greater
satisfaction from work and in turn, they are less likely to state an intention of leaving the
organization in the near future, and appear to behave consistently with that intention.
Organizations should continuously improve their systems, procedures and policies in an attempt

to look after its employees.

If employees are given authority and participate in the decision making processes of the
organization, they may identify themselves with that organization and it may be difficult for
them to leave. Furthermore, this may be shared with other people outside the organization
whereby a desire to work for the organization may be generated (Lockhead and Stephens,

2004:121).
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2.3 Job satisfaction theories

We now look at different theories of job satisfaction, to determine how they can be utilized to

improve and increase job satisfaction.
2.3.1  Content theories of job satisfaction

The content theory of job satisfaction rests on identifying the needs and motives that drive
people. The theory emphasizes the inner needs that drive people to act in a particular way in the
work environment. These theories therefore suggest that management can determine and predict

the needs of employees by observing their behaviour.
2.3.2  Maslow’s hierarchy of needs

According to Maslow’s theory (1970:9), people’s needs range from a basic to a high level. These
needs are present within every human being in a hierarchy, namely physiological, safety and
security, social, status and self-actualization needs. Failure to satisfy one need may have an
impact on the next level of need. Low order needs takes priority before the higher order needs
are activated, so that needs are satisfied in sequence. According to this theory, people who are
struggling to survive are less concerned about needs on the higher levels than people who have

time and energy to be aware of higher level needs (Lockhead and Stephens, 2004:11).

2.3.3  Hertzberg’s two-factor theory

In the late 1950s Frederick Herzberg developed a theory that there are two dimensions to job
satisfaction, “motivation” and “hygiene”. The work charzcteristics associated with dissatisfaction
(hygiene factors) vary from those pertaining to satisfaction (motivators) in that motivators lead to
satisfaction, although their absence may not lead to dissatisfaction. The motivators include
achievement, recognition and intrinsic interest in the work itself. The continuing relevance of
Herzberg is that there must be some direct link between performance and reward, whether

extrinsic as in recognition or intrinsic as in naturally enjoyable work, to motivate employees to
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perform and improve their job satisfaction. The current study will be based upon this theory

(Lockhead and Stephens, 2004:12).
2.3.4 Hygiene factors

Hygiene factors are features of the job such as policies and practices, remuneration, benefits and
working conditions, corresponding to Maslow’s lower order of needs. Improving these factors
may decrease job dissatisfaction and thus increasing of motivators. Inadequate hygiene factors
may lead to dissatisfaction, but at the same time adequate hygiene factors do not necessarily lead
to job satisfaction. Hygiene factors need to be tacked first, and the motivators can follow.

Organizations cannot afford to ignore hygiene factors as employees will be generally unhappy

and thus likely to seek other opportunities, while mediocre employees might stay on, and

compromise the organization’s success (Lockhead and Stephens, 2004:100).
2.3.5 Motivators

According to Herzberg, motivators include job content such as responsibility, self-esteem,
growth and autonomy. These satisfy high order needs and can result in job satisfaction. Granting
employees more responsibility and creativity in their jobs is an example of a motivator which
may encourage them to exert more effort and perform better (Lockhead and Stephens,
2004:190).

2.3.6  Process theories of job satisfaction

Behaviour is a fundamental indication of an individual’s perception and expectations about a
situation and possible outcome of behaviour. Process theories define how and by which goals
individuals are motivated. They are based on the assumption that people make conscious

decisions regarding their behaviour. The most common process theories are the equity theory,

the expectancy theory and the job characteristics model (Vroom; 1964:99).
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237 Expectancy theory

This theory was developed by Vroom (1964:99) who asserts that job satisfaction is based on
people’s beliefs about the probability that their effort will lead to performance (expectancy)
multiplied by the probability that performance leads to rewards (instrumentality) and the value of
perceived rewards (valence).This theory is based on the belief that the amount of effort exerted
on a job depends on the expected return and may result in increased pleasure or decreased
displeasure, and that people may perform their job and be satisfied if they believe that their
efforts will be rewarded. The fundamental principle of expectancy theory is the understanding of
individuals’ goals and the linkages between effort and performance, performance and rewards,
and rewards and individual goal satisfaction. This theory recognizes that there is no universal
principle that explains people’s motivation and is regarded as a contingency model.

Understanding what needs a person seeks to satisfy does not ensure that the individual perceives

high performance as necessarily leading to the satisfaction of these needs.

2.3.8  Job characteristics model

Bergh and Theron (2000:23) describe this model as an interactive model that develops
employees and the work environment to achieve maximum fit in the work environment. The
model asserts that the job should be designed to possess characteristics to enable conditions for
high motivation, satisfaction and performance. There are five core characteristics of the job that
influence workers’ behaviour and attitude, namely, skill variety, task identity, task significance,
autonomy and feedback. The relationship between core job characteristics and work outcomes is
moderated by employees’ growth-need strength, knowledge, skill, and context satisfaction,

therefore the relationship between core job characteristics and work outcomes may differ.

2.3.9  Equity theory

This theory emphasizes the comparison of existing conditions against some standard by using the

relationship between two variables (inputs and outcomes). Inputs are what an individual

contributes to an exchange, while outcomes represent what an individual obtains from an
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exchange. Equity theory suggests that individuals assign weights to various inputs and outcomes
according to their own perception of relative importance. According to Daft and Noel (2001; 99)
equity theory is a process of job satisfaction that focuses on individuals perceptions of how fairly
they are treated compared to others .This implies that, if people perceive their treatment as less
favorable than that of others with whom they compare themselves, they are likely to be less
motivated to perform better. This theory therefore purport that people compare the ratio of their

outputs to inputs with the ratio of inputs of others.
2.4 Job design and the work environment

Job design can be seen as an important factor influencing how employees feel and react to their
job, thus affecting their performing and job satisfaction. According to Wood et al (2004:90), job
design can be described as the planning and specifications of job tasks and the designated work
setting where they are to be accomplished. According to Smith (2002:9), people respond
unfavorably to restrictive work environments, so it is imperative for organizations to create a
working environment that gives employee freedom to think, engaging and motivating the
workforce to reach a higher level of job satisfaction. Ayers (2005:33) suggests that the work
environment should motivate employee to perform at their best and show commitment to the
organization, enhancing work conditions to support the organization’s mission and thus
impacting on job satisfaction. The condition under which job are performed can have as much

impact on people’s effectiveness, comfort and safety as the intrinsic detail of the task itself.

2.5 Impact of job satisfaction on employee productivity

Numerous authors have highlighted that job satisfaction impacts on employee productivity,

turnover, absenteeism, physical and psychological health (Johns, 1996; Luthans, 1989: T
Mullins, 1996: 23).
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2.5.1 Productivity

Research findings indicate that the relationship between satisfaction and productivity is positive,
but very low and inconsistent (Johns, 1996:33). According to Luthans (1989:78), although a
relationship between job satisfaction and productivity exists, the relationship between these
variables is not strong. The author maintains that the most satisfied employee will not necessarily
be the most productive employee. At an individual level the evidence is often inconsistent in
terms of the relationship between satisfaction and productivity, but at an organisational level a

strong relationship exists between satisfaction and productivity (Robbins et al., 2003:90).

252  Physical and psychological health

Spector (1997:22) states that individuals who dislike their jobs could experience negative health
effects that are either psychological or physical. On the other hand, Luthans (2002:22) mentions

that employees with high levels of job satisfaction tend to experience better mental and physical

health,

253  Turnover

A number of studies strongly support the view that turnover is inversely related to job
satisfaction (Griffon, Hand, Meglino & Mobley

et al., 2003:45). According to French (2003), a hi

(1979:11) and Price (1977:33) cited in Robbins
gh employee turnover rate is often prevalent in

an environment where employees are highly dissatisfied. Greenberg and Baron (1995) contend

that employees lacking job satisfaction often tend to withdraw from situations and environments

as a means of dealing with their dissatisfaction.

A major form of employee withdrawal is voluntary turnover. By not reporting for duty, or by
resigning to seck new job prospects, individuals might be expressing their dissatisfaction with

their jobs or attempting to escape from the unpleasant aspects they may be experiencing. Phillips,

Stone and Phillips (2001:56) concur that employee turnover is the most critical withdrawal

variable. A study conducted by Steel and Ovalle, (1984:55) established a moderately strong
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relationship between job satisfaction and turnover, indicating that less satisfied workers are more

likely to quit their jobs.

According to Lee and Mowday (1987:99) cited in Luthans ( 1989:78), a moderate relationship
exists between satisfaction and turnover. The researchers posit that high job satisfaction will not

necessarily contribute to a low turnover rate, but will inadvertently assist in maintaining a low

turnover rate.

2,54 Absenteeism

Research indicates that job satisfaction levels are related to absenteeism (Hellriegel, Slocum &
Woodman, 1989:23). Nel et al. (2004:548) maintain that “absenteeism is regarded as withdrawal
behaviour when it is used as a way to escape an undesirable working environment.” According to
Luthans (1989:89), various studies conducted on the relationship between satisfaction and

absenteeism indicate an inverse relationship between the two variables. Thus, when satisfaction

is high, absenteeism tends to be low.

The converse indicates that when satisfaction is low, absenteeism tends to be high. Contrary to
this, the findings of a study undertaken by Johns (1996:89) found the association between job
satisfaction and absenteeism to be moderate. Robbins (1993:23) supports the view of a moderate
relationship existing between satisfaction and absenteeism. According to Robbins et al.
(2003:90), the moderate relationship between these variables could be attributed to factors such
as liberal sick leave, whereby employees are encouraged to take time off. The afore-mentioned

could ultimately reduce the correlation coefficient between satisfaction and absenteeism.

2.6  The role of human resources in level of Job satisfaction

Renton and Vicente (2007:31), point out that business leaders perceive HR to be more focused
on transactional activities such as benefits and performance evaluations rather than high-level

strategic people issues, such as leadership development. When enhancing skills development
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plans, HR must drive strategic initiatives around top priority issues such as leadership. tal
1p, talent

Mmanagement, creating a high-performance culture, training and development

Overall, HR strategies must help attract and retain talent, by creating “people friendly” traini
i ‘ raining

Initiatives which encourage people to feel that they belong, that they are appreciated and th
. % ‘ il at

their opinions are valued. This supports the statements made earlier by McComb (2004:45) th
; at

leadership, communication, mutual trust and respect for the four key focus areas that mak.
make an

employer an employer of choice.

How an employer achieves an improved state of joint governance, according to Swanepoel, et al
(2003:181) is by empowering people and seeing them as an asset to the organisatioxi and.
collaborating with them through high level bargaining forums using recognition and negoti;tion
A higher level approach to addressing for example, hospitals long term dilemma of employec:
motivation and retention strategies would be to look at how the organisation truly views its
employees, as opposed to relying solely on questionnaire results. One option would be to

consider to what extent the organisation promotes individualism and collectivism in it
its

relationship with its employees as a grand strategy option to human resource management

2.7  Determinants of job satisfaction

According to Robbins, 1998:152; Kreitner and Kinicki, 1999:198; Ivancevich and Mattes
’ on,

1998:152 there are five factors that influence job satisfaction, namely:

o Mentally challenging work

° Equitable rewards

° Supportive working conditions
o Supportive colleagues and

° Supervision
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In a dynamic environment the following factors contribute to job satisfaction levels:

e Labour laws
° The introduction of teams and
o Job security.

Robbins (1998:152) and Kreitner, Kinicki and Bluens ( 1999:198) also mention that genetics and

the personality job fit also play a role in job satisfaction levels. A discussion of all these factors

is done in the following subsections.

2.7.1 Emotionally challenging work

A job is mentally challenging when it gives the employee an opportunity to use his or her skills
and abilities, and offers a variety of tasks, freedom and feedback on how well the person is doing
(Robbins, 1998:152). Mentally challenging work has been mentioned in the Hertzberg
motivation-hygiene theory as one of the factors affecting job satisfaction and staff motivation.

Jobs with too little challenge create boredom while those that have too much challenge create

frustration and feelings of failure.

Moderately challenging jobs result in job satisfaction (Ivancevich and Matteson, 1999:128).
First-line supervisors and middle-level managers face challenges resulting from the dynamic
nature of their environment. These challenges might have an impact on their job satisfaction
levels depending on their levels of self-efficacy. Self-efficacy refers to an individual’s perception
of his or her ability to cope with challenges facing him or her on a daily basis (Mullins,
1993:489). Individuals with high self-efficacy levels firmly believe in their performance abilities,

while the opposite is true for those with low self- efficacy levels (Ivancevich and Matteson,

1999:128).

Managers attempt to meet employees’ personal and social needs through implementing job
design, a process concerning the relationship between employees and the nature and content of

jobs, and their task functions (Mullins, 1993:489). According to Kreitner et al (1999:191),
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implementing a method of job design, called job enrichment presents a practical application of

Herzberg’s theory. Job enrichment involves building achievement, recognition, stimulating work

responsibility and advancement into a job (Kreitner et al 1999:191).

In Kreitner et al (1999:192) a warning is issued to managers that, to motivate employees, they
should not just offer good pay and working conditions, but must ensure that the employees' jobs
are enriched. The link between job characteristics and satisfaction can be illustrated by the Job
Characteristic Model, which was developed by Richard Hackman and Greg Oldham to increase

employee motivation and satisfaction (Kreitner et al, 1999:196). In the model, motivation is

determined by three psychological states, which are:

Experienced meaningfulness, this is an employee’s perception that his or her work is

worthwhile or important.
Experienced responsibility; this represents the belief by an employee that he or she is

personally accountable for the outcome of his efforts.

2.7.2 Equitable Rewards

Equitable rewards include monetary rewards and promotion practices and policies. The way
employees perceive the rewards plays an important role in their job satisfaction levels.
According to Ivancevich and Matteson (1999:123), if employees perceive fairness in their
rewards, they are likely to experience job satisfaction, and if they perceive unfairness, they will
not be satisfied in their jobs. The subject of equitable rewards can further be explained in terms
of the Adam’s Equity Theory. This is an approach to motivation that is concerned with

individuals' beliefs about how fairly they are treated compared with their peers, based on their

relative levels of inputs and outcomes (Hellriegel et al, 1999:475).

According to Kreitner et al (1999:211), the basis of the equity theory is the Cognitive Dissonance
Theory, which stipulates that people are motivated to maintain consistency between their
cognitive beliefs and their behaviour. In other words, when employees perceive inconsistencies,

the result is cognitive dissonance, which in turn motivates corrective action. Corrective action
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can vary from a slight change in attitude or behaviour to an extreme case of hurting other people.
The Expectancy Theory of Motivation also provides more insight into the subject of equitable
rewards. The basic expectancy theory is the view that people tend to choose behaviours that they
believe will help them achieve desired outcomes, for example, a promotion or job security.

Furthermore, people tend to avoid behaviours that they believe will lead to undesirable outcomes

such as demotion or criticism (Hellriegel et al, 1999:482).

The Porter and Lawler‘s expectancy theory was an extension of the theory developed by Victor
Vroom (Kreitner et al, 1999:216). In the model developed by Porter and Lawler it is indicated
that satisfaction and performance are two different but related phenomena. In this model
satisfaction is not viewed as a cause of high performance. Instead, it suggests that employees
who perform well feel more satisfied, assuming that performance is rewarded appropriately
(Hellriegel et al, 1999:487). Employees’ perceptions of whether their rewards are equitable
include their evaluations of both extrinsic and intrins<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>