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Abstract

In modern business circumstances it is imperative to have motivated employees and to use their full
potential for the benefit of the organization, which largely depends on the way in which a job is
organized. Previous research suggests that the way in which a job is organized significantly affects the
key variables of organizational behavior. The aim of this paper is to explain the role and importance of
the Job Characteristics Model (JCM) in contemporary business environments and to show the impact of
its basic dimensions on employee motivation, with particular emphasis on the level of job satisfaction.
The paper also presents research findings that show how employees perceive the JCM dimensions and
to what extent the dimensions actually affect their motivation and job satisfaction. The research results
confirm the importance of this connection; by increasing the presence of positive job characteristics,
such as feedback, autonomy and the performance of varied and important tasks, organizations can
increase employee motivation and job satisfaction.
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1. INTRODUCTION

Job satisfaction, either with the job itself or with the workplace, is one of the most investigated
topics in business practice. For job satisfaction, as well as for motivating employees, increasing
efficiency, and promoting career development, the salary level, i.e,, material compensation, is not
the only important factor. Employee motivation is also influenced by many other factors, such as
human relationships in the organization, work autonomy, feedback level, various benefits such as
flexible working hours and, to a large extent, the way in which the workplace is designed.

For modern and successful organizations, the tangible assets that they possess are less
important; much more important is their intellectual capital, i.e., the ability of employees to create
a certain value, learn and increase their knowledge, and their innovativeness and creativity (Kiss
2007). This is especially important given the key trends that have been causing changes in
organizations—globalization, information technology, and managerial innovation (Cummings and
Worley 2009). Therefore, the interest has increasingly shifted from the static elements of the
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organization to the dynamic elements, from the structure to the people. There is an increasing
number of studies on different organizational behavioral variables that seek to understand the
ways and causes of employees’ behavior and to support and encourage them to successfully
achieve organizational goals.

For employees to be motivated and satisfied in their workplace, it is important that the jobs
are well designed. It is also important to find those employees whose individual preferences match
the needs of the particular workplace so that the employees can achieve their maximum potential.
The subject of this research is analysis of main job dimensions, according to the Job Characteristics
Model (JCM). In particular, the paper presents research findings that show how employees perceive
the JCM dimensions and to what extent the dimensions actually affect their motivation and job
satisfaction. Given the timeliness of the topic and issues that are covered by working conditions,
the aim of this paper is to explore the opinions of employees in Croatia about their workplaces—
the question is whether they are satisfied with them and whether they have enough motivating
factors to perform their tasks thoroughly, ultimately leading them to achieve goals at the level of
the entire organization.

2. THEORETICAL BACKGROUND

2.1. Working motivation and performance management

Work has an important place in each individual’s life; therefore, how it is organized is of utmost
importance. Most adults spend half their waking hours at work, and for many people, the job is
their central and most important daily activity. Work is a source of not only existential resources but
also satisfaction or dissatisfaction. If employees are dissatisfied, they are less productive, and
organizations that fail to motivate their employees may not be desirable employers. Such
organizations are not able to attract quality people and ultimately fail to achieve success, growth
and development. Consequently, attitudes toward work, especially job satisfaction, have a
significant impact not only on job motivation but also on the lives of the employees and the entire
organization (Buntak et al. 2013).

There is no unambiguous answer as to what motivates employees. What motivates
someone may have almost no effect on another person and may even have a negative effect. In
general, many different intrinsic and extrinsic motivational factors need to be adjusted to meet the
needs of employees, and organizations that succeed at this are most often successful in achieving
their own goals (Brnad et al. 2016).

One of the most important factors affecting employee motivation is the characteristics of
the workplace. It is therefore necessary to plan working places well and match them with the
individual characteristics of employees. If employees are motivated and satisfied with their
workplace and job in general, this will certainly affect their performance. Such employees are not
prone to delay, false illness, or all other forms of absenteeism that are not justified by objective
reasons. They do not avoid work or conflicts with colleagues and superiors, but they do the job
accurately, precisely and on time, and they make the maximum contribution to accomplishing
their tasks. Ways of motivating employees based on the JCM will be shown below; as intangible
ways of motivating, they are linked mainly to the design of the workplace and their adaptation to
employees.

2.2.Job characteristics model

Research on job design shows that the way in which a job or workplace is organized can increase or
decrease the motivation of employees, namely, their commitment and productivity, and thus their
ability to achieve organizational goals (Robbins and Judge 2017). Hackam and Oldham (1975)
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developed the JCM, which best describes the workplace with key determinants affecting the
motivation, satisfaction and efficiency of employees. Based on the JCM, it is possible to obtain a
description or an insight into job characteristics and see how they are related to psychological and
other aspects of employees. The JCM is based on the fact that all workplaces can be described
along five basic dimensions, i.e., job characteristics (Hackman and Oldham 1976):

o Skill Variety refers to the degree to which a job requires different activities, skills and talents
in carrying out the work. In modern business conditions, it is important to ensure
challenging jobs in which employees have the opportunity to learn new things and to use
the knowledge and experience that they already have.

e Task Identity refers to the degree to which the job is required to be performed as a ‘whole’
and identifiable piece of work, from the beginning to the end, with a visible result. Even if it
is not possible to ensure that employees perform their job as a ‘whole’, it is important to
enable them to at least have an insight into the business that they are involved in from the
beginning to the end.

o Task Significance refers to the impact that the job has on the lives or work of other people,
either within the organization or in the external environment. Even when employees do
not see the purpose of what they are doing and when they think their job is irrelevant, they
need to be well informed as to why every job is important and how it fits in with the
organization as a whole.

e Autonomy refers to the degree to which the job provides a level of freedom and the
independence that an individual has in making decisions about scheduling the work and
determining the procedures used in performing the job. Although (complete) autonomy is
not possible in all types of work, it is important for it to be present where possible, as
autonomy gives employees a sense of greater personal responsibility for the results at
work.

e Feedback refers to the degree to which individuals obtain clear and direct information
about their performance or how they have done a particular job. Based on feedback, the
employee can see whether a task has been performed in accordance with, or better or
worse than, the expected results; thus, feedback is related to his/her further work and
engagement.

According to the JCM, the first three dimensions, i.e., Skill Variety, Task Identity, and Task
Significance, are combined to create a meaningful job. If the workplace has these three
characteristics, the job holder considers his/her workplace important, useful, and worthwhile. A
workplace with autonomy and feedback provides employees with a sense of personal
responsibility for the results and knowledge of how efficient their work is. Furthermore, the basic
job dimensions can be combined into a unique indicator, called the Motivating Potential Score
(MPS), which is computed by combining the scores of all five job dimensions as follows (Hackman
and Oldham 1976):

Motivating |’ Skill Task Task
Potential = . e x Autonomy X Feedback
Score (MPS) Jarlety Identity Slgmﬁcance]

3

Jobs that have a high motivational potential must have a high score for at least one of the
three factors that lead to the experience of work relevance, as well as a high degree of autonomy
and feedback in the workplace. Ultimately, the JCM predicts that employees in workplaces with a
high motivational potential have a higher degree of motivation and satisfaction, which is positively
reflected in their productivity and facilitates the reduction of absenteeism and employee turnover
(Robbins and Judge 2017).

Employee motivation is closely related to employee satisfaction. Likewise, motivation and
employee satisfaction directly affect employee job performance, which in turn affects the overall
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organization’s performance. Therefore, employee satisfaction and motivation, along with their
impact on the organization’s performance, create a ‘vicious circle’, and so it is very important to
manage them. According to Bakoti¢ and Vojkovi¢ (2013), the relationship between work
satisfaction and individual performance is very complex and bidirectional, as satisfied employees
direct their efforts to achieve their best possible individual performance. Likewise, successful
employees will achieve greater work satisfaction, which will motivate them to work better or to
achieve even better individual performance.

There are several ways that the JCM can be applied to make jobs more motivating. Since
Hackman and Oldham (1975) introduced the JCM, the application of this model in different
business conditions and its impact on motivation and job satisfaction have been continually
researched (i.e., Fogarty and Uliss 2000; Thakor and Joshi 2005; Debnath et al. 2007; Hadi and Adil
2010; Ali et al. 2014). Motivated employees identify and are involved with the organization; they are
interested in solving organizational problems and in the organization’s development and success
as well as the quality of its products and services; and they contribute to productivity and
performance (Varga 2011).

Modern business conditions offer a variety of ways by which it is possible to create jobs and
improve the nature of work. For example, employees can be rotated through different jobs, and
the scope of their work can also be expanded so that it makes a meaningful ‘whole’. Improving job
characteristics based on the JCM leads to a job becoming a recognizable and meaningful whole,
giving employees a certain level of accountability and control and providing feedback that
provides insight into their performance. Apart from redesigning the very nature of work,
alternative work arrangements also have a positive impact on motivation and include flexible
working hours, job sharing, and working from home (Robbins and Judge 2017). Finally, employee
involvement in decision making is also important because it will make them more committed to
the organization and more motivated to achieve goals.

3. RESEARCH ON THE RELATIONSHIP BETWEEN JOB CHARACTERISTICS AND
EMPLOYEE MOTIVATION AND SATISFACTION

3.1. A sample profile and the research instrument

To determine the role of the JCM in employee motivation and satisfaction, a survey was conducted.
The questionnaire, along with general data on the respondents, asked questions about three key
variables: job characteristics, employee motivation, and job satisfaction. A total of 75 respondents
answered the survey questionnaire, which was conducted in May and June 2018 in several Croatian
companies. Table 1 shows the descriptive indicators of the general characteristics of the
respondents.
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Table 1 General characteristics of the respondents

Variables Categories N %
Male 31 41.3
Sex Female 44 58.7
> 75 100.0
29 years or less 34 45.4
30to 39 years 16 21.3
Age 40 to 49 years 18 24.0
50 years and above 7 9.3
> 75 100.0
Primary school or lower 2 2.7
Secondary school 18 24.0
Level of education Professional undergraduate study 1 14.7
University undergraduate or graduate study 35 46.6
Scientific master’s and/or doctoral degree 9 12.0
> 75 100.0
Under 2 years 27 36.0
Between 2 and 5 years 14 18.7
Time spent in the Between 6 and 9 years 1 14.6
current workplace Between 10 and 20 years 17 22.7
21 years and over 6 8.0
> 75 100.0

Source: author’s own research

Questions for assessing job characteristics were taken from the Job Diagnostic Survey (JDS),
an instrument for measuring three variables: objective job characteristics, personal psychological
responses to work and the work environment, and the willingness of individuals to respond
positively to job enrichment (Hackman and Oldham 1974). The next group of questions referred to
the motivation of employees, with the goal of determining how much employees are working to
achieve the best possible results, how much they are willing to learn, to what extent their job does
not seem hard to them, and so on. Questions from the last group tried to assess how much the
respondents are satisfied with the nature of their job, the way that supervisors treat them, the
employees’ working time, the degree to which supervisors accept employee suggestions and
opinions, and whether their job is a source of frustration and dissatisfaction at their point in life.
The respondents answered all the questions using a 5-point Likert scale. Finally, a question was
asked about what characteristics of jobs from the JCM most impact their employee motivation and
job satisfaction. This question was a closed-type question, and the respondents responded to it by
choosing one of the offered job characteristics.

3.2. Research results

Within each of the job characteristics, respondents were asked several questions; to obtain the
grades for each of the five characteristics, an average score of the questions related to a particular
characteristic was used. Figure 1 shows the distribution of average ratings for all five job
characteristics.
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Figure 1 Average rating of each job characteristic by respondents according to their representation
of their workplaces

Figure 1 shows that the first three characteristics, i.e., Skills Variety, Task Identity, and Task
Significance, were mainly evaluated with high ratings by the respondents, meaning that they are
largely present in their workplaces. In the case of Autonomy, there were some negative deviations
in relation to the previous three job characteristics. The last category of questions referred to the
Feedback that respondents were receiving in their workplace, and this characteristic of the JCM was
rated as less present in the workplaces of the respondents.

In the second group of questions, respondents needed to answer five questions related to
motivation. The results showed that a significant number of respondents rated their workplace
motivation with very good or excellent grades, up to 81% (when taking the average of the answers
to all five questions). The third group of questions asked about satisfaction with the job or
workplace, and 62% of the respondents stated that they were very satisfied or completely satisfied
with their jobs and workplaces.

The relationship between the positive characteristics of the workplace, according to the
JCM, and motivation and employee job satisfaction was determined by the degree of correlation.
The following calculations and graphs were made with the programming language R. For the
purpose of calculating the correlation between the presence of the positive job characteristics
based on the JCM and employee motivation and job satisfaction, the average scores of employees
for these three variables were used. Figures 2 and 3 show scatter diagrams indicating that the
condition of linear linkage between the investigated variables was met.
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Figure 2 Relationship between job characteristics and employee motivation
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Figure 3 Relationship between job characteristics and employee satisfaction

Both scatter diagrams (Figures 2 and 3) show that the distribution of the points, i.e., the
values of the variables, has an increasing direction and that the linear-shape points gather around
the straight line. It is also apparent that the strength of the connection is medium and that there
are no outliers or unusual values.

The correlation between the variables of workplace and motivational characteristics was
investigated using Spearman’s correlation coefficient, which is 0.72, p=0.000. It can be concluded
that the correlation between the characteristics of the workplace and motivation is positive and
moderate, almost good, which means that along with the increasing representation of positive
characteristics predicted by the JCM, the motivation of employees is also increasing.

The finding of Spearman’s coefficient of correlation between the variables of workplace
characteristics and employee satisfaction is similar and is 0.87, p=0.000. It can be concluded that
the correlation between workplace characteristics and job satisfaction is positive and very good,
which means that with the increasing representation of positive characteristics predicted by the
JCM, employee satisfaction is also increasing.

We can mention several additional research findings based on the demographic
characteristics of the sample. The research did not reveal significant difference between ratings of
main research variables with regard to their sex. Furthermore, although younger respondents rated
their workplaces, motivation and job satisfaction with slightly higher ratings, these grades do not
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differ significantly from other age groups, and similar finding is also related to the level of
education of the respondents.

4. CONCLUSIONS

In modern business conditions, it is of utmost importance that an organization properly cares for
its employees, as this is one of the important preconditions for achieving its goals. Therefore, an
increasing emphasis is being placed on human factors, i.e.,, on human knowledge and abilities that
can bring something new, progressive, recognizable and unique to the organization. This applies
especially to younger employees and is of great importance in Croatia, given that Croatia is
increasingly facing the trend of young people emigrating abroad.

For the purposes of this paper, a survey was conducted, with approximately 45% of the
respondents being young people aged 20 to 29 years. A significant number of the respondents
rated their motivation at work with high marks, similar to the level of their job satisfaction. We can
conclude that employees in Croatia, especially young ones, are not as unsatisfied and unmotivated
as might be inferred on the basis of daily media statements and writing. However, it must also be
taken into consideration that these are mostly young and highly educated people who just started
working. Therefore, their motivation could be related to the fact that they just started working or
that they found a good job related to their education. Since job characteristics were generally
assessed by very good or excellent grades, the conclusion is that the design of the workplaces and
their characteristics affect motivation and job satisfaction.

It is also very important to mention that in relation to superiors, the surveyed employees
rated the characteristics of autonomy and feedback at the workplace with the lowest ratings. The
superiors can most easily influence these two characteristics, adapting them to the needs and
wishes of the employees. For this reason, supervisors who take part in job design should pay
particular attention to these characteristics since feedback, as well as the possibility of autonomy
and decision making, is becoming increasingly more important to employees in their work
experience. Involving employees in decision making and other important processes is positive for
boosting employees and increasing their motivation, as well as for the quality of decision making
and changes at the level of the entire organization. Regarding feedback, attention should certainly
be paid to employees when they do a good job, which their superiors often "forget" or fail to do,
although it would mean a lot to the employees. It is often easy to point to errors and omissions,
and there is too little recognition of a job well done, when the opposite outcome should happen.

Although this research has confirmed that there is a very strong link among major research
variables, it is still necessary to point to some limitations in this research. Thus, this sample failed to
achieve a normal distribution of data for the selected variables, so there could be some possible
deviations from the actual values due to the said measurement and interpretation of the results.
Similarly, the small number of respondents with regard to the whole population, as well as their
subjectivity in answering questionnaires, must be taken into account. Finally, surveyed employees
come from very different types of organizations—from education, healthcare, and manufacturing
to banking sector. However, it would be interesting to see is there any difference in researched
variables, regarding the type of companies the respondents come from, but for this purpose it is
necessary to ensure larger sample than in this research.

In conclusion, the job represents an important aspect of our lives because we spend most
of our time on the job, and the job provides us with resources to meet our living needs and achieve
different relationships and goals. All of this is done in our workplace, so job characteristics are of
great importance to employees. Motivational approaches are increasingly becoming associated
with the way in which workplaces are designed and structured. Research on job design shows that
the way in which a job or workplace is organized can increase or decrease the motivation of
employees, namely, their commitment and productivity, and thus the ability to achieve the goals of
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the organization. The aim of this paper was to determine the role of the JCM in employee
motivation and satisfaction and to show that managing the most important job characteristics in
the right way can lead to better employee motivation and greater job satisfaction.
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