




































































Chapter 2
Literature review

The concept of job involvement

2. Introduction

Jver the years, the concept of jdb involve ing steadily in importance bécause
of its supposed pivotal role in providin yroductivity on the one hand and
employee needs and the quality of work .. v; wgyris (1957) and McGregor (1960)
saw job mvolvement as a meanUaf mdlégI%'ffsftlgjfylg{S [QE clqaﬂli%work situations in which
there would be better integration bbgﬂﬂﬂﬁal afid depanialonal goals. - Marcson (1960)
presented an argument and findings suggesting that one of the best ways to increase productivity
in organisations was to provide employees with jobs that are more demanding and challenging.
Recent studies of job involvement show that such involvement enhances the individual’s

satisfaction, while at the same time increasing productivity for the organisation.

This chapfer feviews literature related to the concept of job involvement. It will give an overview
of what the term job involvement means. Various definitions from different scholars Wiil be used
-to explain this phenoménon. The chapter will also discuss theories that seek to explain_ the
concept of job involvement. The chapter will also examine factors that influence job
involvement, and the consequences of job involvement will also be discuséed at the end of this

chapter.


















2.3 Factors that influence job involvement

The following section discusses ctors that influence job involvement.

2.3.1 Peer relationships

Peer relationship become more important as people deal with complex work that requires team

work. Research indicates that older youths interact with peers more frequently and longer than

do younger youths, both within school a1 rson and Richards, 1991). Because
young people have difficulties in develop riendships, it is therefore important
to develop high quality peer relationships yor peer relationships will make the

employees engage in aggressive behavi(,mvl «l. 1993). It is exhibited in higher

degrees of loneliness and deprﬁiﬁri{? t?,e iW%TVFW% éParker et al. 1995). As a

result, peer relationships might infludnee @i @tvelldiaen€ (EMdstheen argued that today’s older
workers should have greater job involvement than younger workers because of the presumably

greater importance placed on the value of work in earlier decades (Cherrington, 1980).

Past reviews of the work orie 1ition literature (Rabinowitz & Hall, 1977, Rhodes, 1983)
revealed a continuing controver over the malleability of persons over time. One perspective
views job involvement as a function of socialisation experiences occurring before entry to the

labour force.




2.3.2 Adherence to the protest t work ethic

The importance attached to the job is considered to be fairly stable in adulthood, unaffected by
working conditions (Dubin, 19 ). Accordingly, people who internalise protestant work ethic
values at an early age will be more involved in their jobs irrespective of their situational
contexts. It has been argued that today’s older workers should have greater job involvement than |
younger workers because of the resumably greater importance placed on the value of work in

earlier decades (Cherrington, 1980).

2.3.3 The nature of the work situation

A contrasting position is represented by vusvvuu argues that the nature of the work
setting will exert an importanUrﬂﬁ?éergri ‘S’Pl&feFtaj['tttH%i'énd values. This position
implies that psychological involvemetty#rorkt wiftfliétiafedn response to changing work
attributes over the course of the career. Adherents of this job situation explanation assume that
people will be more satisfied and involved in their work roles the greater the available, or
potential, occupational rewards. Given that older workers often have better jobs (Wright &
Hamilton, 1978), they may be expected to manifest stronger job involvement that their younger

counterparts.

In other words certain types of jobs or characteristics of the work situation influence the degree
to which an individual becomes involved in his or her job. For example research has
demonstrated that job involvement is related to job characteristics such as task autonomy, task

significance, task identity, skill variety, and feedback and supervisory behaviours such as


































to satisfy biological requirefnents for food, air, water, and shelter. Next come safety needs- the
need for a secure and stable environment and the absence of pain, threat, or illness.
Belongingness comes next and includes the need for love, affection, and interaction with other
people. Esteem needs follow and include self-esteem through personal achievement as well as
social esteem through recognition and respect from others like working colleagues. At the top of
the hierarchy is self-actualisation, which represents the ﬁeed for self-fulfillment- a sense that the _
person5s potential has been realized. In the workplace, individuals satisfy this need by being

creative, receiving training, or accepting ¢ ents (Daft, 1997).

Maslow recognized that an employee’s buuvvaied simultaneously by several need
levels, but behavior is mdtivatemw éf' 't’lﬂg}w(ssf Fﬁttsflﬂﬁfidét the time. As the person
satisfies a lower-level need, the néxt/Eidher tdeli-bn tHe ERrarchy becomes. the primary
motivator. This concept is known as the satisfaction-progression process. If a person is unable to
satisfy a need, he will be motivated by it until it is eventually satisfied. Physiological needs are
initially the most important, and people are motiyated to satisfy them first. As they become )
gratified, safety needs emerge as the strongest motivator. As safety needs are satisfied,
belongingness needs become most important and so forth. The- éxception to the satisfaction-
progression process is self—actualisation; as people experience self-actualisation, théy desire

more rather than less of this need.

Although Maslow’s needs hierarchy is one of the best-known organisational behaviour theories,
the model is much too rigid to explain the dynamic and unstable characteristics of employee

needs. Researchers have found that individual needs do not cluster neatly around the five



categories described in the model. Moreover, gratification of one need level does not necessarily
lead to increased motivation to satisfy the next'higher need level. Although Maslow’s model
may not predict employee needs as well as scholars initially expected, it provides an important
introduction to employee needs and has laid the foundation for Alderfer’s ERG theory, which

has better research support.

3.2.2.2 Alderfer ERG theory

This theory was developed by organisz cholar Alderfer to everyone after
problems with Maslow’s needs hierarchy ry groups human needs into three
broad categories: existence, relatedness, auvwnce needs correspond to Maslow’s

physiological -and safety need{ﬁfﬁtféﬁi &e&r% ﬂalP_P tf Maslow’s belongingness

needs. Growth needs correspond to Maslowis-Edteein and séHfaetralisation needs.

Existence needs include a persdn’s physiological and physical-related safety needs, such as the
need for food, shelter, and safe working conditions. Relatedness needs include a person’s need to
interact with other people, receive public recognition, and feel secure around people, that is,
interpersonal safety. Growth needs consist of a person’s self-esteem through personal
achievement as Well. as the concept of self-actualisation as presented in Maslow’s hierarchy of

needs.

ERG theory states that an employee’s behaviour is motivated simultaneously by more than one
need level. Thus, an individual might try to satisfy growth needs, for instance, by corhpleting an

assignment exceptionally well even though their relatedness needs are not completely satisfied.

































consulted to see whether the salaries the organisations offer are comparable with those of other
organisations in the same field and area. Consulting a salary survey has an advantage in that it
reduces labour turnover and creates satisfaction as employees are treated equally with those in

other organisations.

3.3.2.5 Co-workers

Working with co-workers who are suppo: or that facilitates job satisfaction.
According to Oshagbemi (2000), research duals who perceive that they have
~ better interpersonal relationships with high levels of job satisfaction.

Similarly, Luthans (1995) contends that the uvun( group can have an impact on job
satisfaction. He further argues Tﬁ é’ie%qlt/} C&P‘T"BT .cc_[;lvarfgs are a source of job
satisfaction on the individual employddd /Eh{dds becduds ehebidrk group serves as a source of

support, comfort, advice and assistance to individual employee.

Aamodt (1997) adds that employees observe the levels of satisfaction of other émployees and
then emulate these behaviours. Hence, if an organisation’s veteran employees work hard and
positively in their jobs, new employees will emulate the same behaviour and be both productive
and satisfied. Additionally, Syptak et al. (1999) argue that part of the satisfaction of being
employed is the social contact it brings. They argue that those allowing erﬁployee’s reasonable
amounts of time for socialisation during breaks, help .instill satisfaction through a sense of

camaraderie and teamwork in employees.




3.3.2.6 Promotional opportunities

According to Chelladurai (2006) satisfaction with promotion is based on an employee’s
satisfaction with the company’s promotional policy and the administration of that policy.
Chelladurai (2006) argues that it is the frequency of promotions, the importance of promotions

and the desirability of promotions that influence an employee’s satisfaction level.

Ospina (1996) adds that the concept of. nportant role in satisfaction with
perceived opportunities for advancement. aer asserts that the availability of
good .opportunities for promotion and the j otions are handled fairly results in

employees being satisfied with their jobs. 1v, robbins et al. (2003) argued that
employees segk promotion poliltiji,ﬁleérfqm v@fqﬂﬁf.feﬁafés fair and unambiguous
and in line with their expectations. Resddgt8 MR obits &t o <BHH3) also reveals that employees
who perceive that prorﬁotion decisions are made in a fair and just manner are most likely to

experience job satisfaction.

3.3.2.7 Company policies

An organisation’s policies can be a great source of frustration for employees if the policies are
unclear, unnecessary or if not applicable to and adhered to by everyone. According to Syptak et
al. (1999), although employees will not feel a great sense of motivation or satisfaction because of
an organisation’s policies, the organisation can increase satisfaction by making sure that its

policies are fair and apply equally to all employees. Syptak et al. (1999) adds that making sure










‘In view on the above, it is important for supervisors to improve the job satisfaction of younger
~employees by making sure that they both have interesting and challenging jobs, especially the
kinds of jobs that utilize their skills. Supervisors can also improve their job satisfaction by

fulfilling their promises of promotion or relief from monotonous assignments.

3.4.2 Gender

Previous research has produced results th: :n are more satisfied with their jobs
than men whilst others suggest that the ello (2006) contends that because
women have traditionally assumed the rc th for children and for elderly and

disabled dependents, the issue of work/lire vosely related to gender issues. Mello
(2006) defines work/life balan%ﬁézil%}ae@iefmieé needs at Work and their
personal lives. Mello (2006) argues thafresedreh ShWS’Ul‘éaf gendered differences in the value
placed on work/life balaﬁce between men and women as a factor in determining job satisfaction.
- Mello (2006) further argues that for women, work/life balance was the most important factor in
detefmining job satisfaction, whereas for men this was only allotted importance after issues of

benefits, job security, pay and communication with management.

Consistent wifh the ﬁndingé of Mello (2006) that men and‘women have differeﬁt values. In
general, men value extrinsic attributes such as salaries. On the other hand, women are more
likely to seek intrinsic rewards such as job contentment. The distinction between fnen and
women in this regard can be interpreted as showing that the traditional roles of women as
empathetic and person-oriented shows in their job orientation, whereas men are orientated

towards competitiveness.




However, other researchers have also found that there is no significant difference in job
satisfaction between men and women. According to Josias (2005) a possible explanation for the
lack of a significant difference in job satisfaction between men and women is offered by Tolbert
and Moen (1998), who maintain that men and women attach value to different aspects of the job,

and this ultimately equalizes their levels of job satisfaction.

3.4.3 Level of education

Research on job satisfaction and educati uced inconclusivé results (Gurbuz,
2007). According to Gurbuz (2007) somx Andrews, 1990; Aljmi, 2001; and
Okpara, 2004). have found a positive reluuvumers show that job satisfaction and
level of education are not relate@ ﬁﬁ?élf"? ﬁWéfhP&i‘PamiiéM) the reason Why there
is a positive relationship between educatlsnatdevel and 161 satisfaction is because the provision
of training will foster an increase in professionalism and further exploitation of management
methods. Priti (1999) concurred with this argument by saying that well trained individuals know
the scope of expectations and depth of their jobs and will be able to add building blocks to their
professionalism as they progress through careers. This has the effect on employees of creating

feelings of pleasure and satisfaction.















Vandernberg and Lance (1992) found th‘at job satisfaction is a strong antecedent of
organisational commitment, while the results support the idea that organisational commitment is
causally.antecedent to job satisfaction. Although research is yet to proVide a substantive direction
of the relationship between job satisfaction and organisational commitment, it is imperative that
this relationship be determined since organisations tend to benefit most from having a committed
workforce. This would probably reduce high rates of absenteeism and turnover which‘ reéult iﬁ

~excessive costs and decrease in productivity that most organisations cannot afford.

3.6 Conclusion

This chapter réviewed the literature related wv{ Job satisfaction; it gave an overview
of what the term job satisfaction[glﬁlﬁ; gm}QeBrft%frtnﬂlg?@t scholars were used to
explain this phenomenon. The chapter alsirdidsitssed fFraorias That seek to explain the concept of
job satisfaction. These theories were drawn from motivational theories. The chapter also
examined factors that iﬁﬂuence job satisfaction, which range from intrinsic and extrinsic factors
of job satisfaction to job involvement, organisational culture, and demographic factors. The

consequences of job satisfaction were discussed at the end of the chapter.














































Chelladurai (2006) is of the view that these inconsistent results are due to several factors such as
organisational policies, ability of the employee, quality of supervision, the resources made
available to the employee and the degree to which performancé of the task is dependent on other
people. These factors moderate the commitment-performance relationship, thus producing
Varyinlc;r results. Benkhoff (1997) argues that the inconsistent results of the commitment-
performance relaﬁonship are due to the use of incorrect instruments to measure organisational

commitment.

4.4.2 Turnover and absenteeism

Compared to the commitment-performance vlscussed above, the relationships of
organisational commitment witt['}’ﬁﬁif@ It%iwedfnp‘]dﬂoﬁ Cff%absenteeism seem to be
stronger. This is a critical finding beeatse ‘furﬂt}va“&ﬁd abidenteeism can be costly to an
organisation in terms of recruiting and training new employees, and the loss in production due to
employees missing work (Chelladurai, 2006). In a study of turnover among correctional‘
workers, Wagner (2007) found that organisational commitment has an inverse relationship with
turnover. That is, highef levels of organisational commitment are associated with lower levels of
turnover. The argument is that an employee who feels attached to the organisation is less likely
to quit and seek employment elsewhere. Other researchers also found a strong negative
correlation between organisational commitment and turnover and absenteeism (Lambert &

Hogan, 2009).







































































































The two main components of overall job- satisfaction, that is, intrinsic and extrinsic job
satisfaction were found to be.highly inter-correlated. The correlation coefficient between the two
was r = 0.83; p < 0.001. This suggests that both are highly correlated with overall organisational
‘commitment. The results also indicated that there is a highly significant relationship between
overall job satisfaction and extrinsic job satisfaction (» = .57, p < 0.01). There is also a highly
significant positive relationship between overall job satisfaction and intrinsic job satisfaction (» =

54, p<0.01).

Table 4 below indicates the relationshi ‘ganisational commitment and its
dimensions. The three main components 0. uvuulmitment, according to Mowday et
al., 1979, that are, loyalty ttilﬁ fé]f:@ﬁlsg (%ng'gfifn‘IIzﬁzéty), acceptance of the
organisation’s values and goals (Valud)18 si@lhgricss o espéttdca great deal of effort on behalf
of the organisation (Effort). These are all highly inter-correlated with overall organisational
commitment (see Table 4). The correlation between Loyalty and overall organisational
commitment is » = 0.91; p < 0.001. Between Value and overall organisational commitment, the
correlation is » = 0.99; p < 0.001. For Effort and Qverall organisational commitment, the

correlation is 7 = 0.98; p <0.001.

These high correlations suggest that all three components of organisational commitment are as
significantly positively correlated with overall job satisfaction as overall organisational

commitment. These high correlations also suggest that the subcategories of job satisfaction

















































organisational commitment and other relevant outcomes like turnover and absenteeism

(Diefendorff et al., 2002).

In a study by Knoop (1995), the relationships among a cluster of attitudeé toward work and the
jéb were investigated using a sample of 171 nurses. The hypofhesis was that involvement in
work and the job commitment to the employing organisation and overall satisfaction with the job ‘
would be significantly correlated. The results indicated the degree of the relation between

commitment and job involvement to be mc

There have been many other studies in.o vx vommitment and job involvement

especially related to the heath-ctr): ﬁ\/f{}(é}f@ﬁj}uais Fgfﬁufr H 5%1995 ; Brooks & Swails,

2000; Ors et al., 2003; Ozsoy et al., 2004y Sidbetg -& Syetlee, COBE Blau & Boal, 1989).

In a study conducted by Sjoberg and Sverke inla Swedish Emergency Hospital (2000), it was
found that organisational éommitment and job involvement are significantly positively
coﬁelated. Blau and Boal (1989) found that nurses with a higher level of job involvemenf and
organisational commitment had significantly less unexcused abs’ences than nurses with lower

levels of job involvement and organisational commitment.

There are studies claiming that there is a negative correlation between educational status and
organisational commitment and job involvement (Angle and Perry, 1981; Sommer et al., 1996).

In addition, as a result of a study they conducted, Mathieu and Zajac (1990) have pointed out that

s o0V




























Many theorists such as Brown (1996), have hypothesized that highly job involved employees
will put forth substantial efforts towards the achievement of organisational objectives and will be
less likely to leave the organisation. Managers can achieve this when the work environment
makes one feel that one’s work is meaningful; offers control ovér how work is accomplished;
maintains a clear set of behavioural norms; makes feedback concerning completed work

available; and provides supportive relations with supervisors and co-workers.

‘8.6 Conclusion

The present study mainly investigated the I'CLvVCCn job satisfaction, job involvement
and organisational commitment @Pﬁlﬁ @ngai{eyebfthﬁ f_f\éfi;@des Benz South Africa,
East London, as a representative of tHe-tefdt-car thamtfaetttitgandustry. The results obtained
from this study showed that there is a significant positive association between job involvement,
job satisfaction, and organisational commitment. The two main components of overall job
satisfaction, that is, intrinsic and extrinsic job satisfaction were found to be significantly and
highly inter-correlated with overall job satisfaction. This suggested that both components of

overall job satisfaction are also highly correlated with overall organisational commitment.

The results indicated that there is no additive effect between job involvement and job satisfaction
whereby the two put together account for a higher proportion of variance in organisational
commitment than each of them separately. The results further showed that though both job

involvement and job satisfaction are strongly associated with organisational commitment, job












































































































