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Abstract:

The current research study is based on a model proposed by job design theorists, Fried,
Grant, Levi, Hadani and Slowik (2007). This proposal is valuable in the organisational
psychology research as it is the first to evaluate and incorporate career dynamics into the
conceptualisation of the job design premise. As their argument, Fried et al. (2007)
suggest that employees’ attitudinal reactions that result from the stimulation (or lack
thereof) obtained from the design of their jobs is influenced by their career dynamics.
More specifically, Fried et al. (2007) infer that career dynamics would moderate the
relationship, whereby employees would be more likely to respond favourably to a lack of
stimulation when they perceive themselves in the early stages of their careers; or when

they perceive their jobs as enabling career advancement.

The aim of this study is to quantitatively assess the hypotheses suggested by Fried et al.
(2007); and therefore conduct an investigation that evaluates job design from a career
dynamics perspective. Ninety five employees from sister accounting firms in
Johannesburg and Cape Town formed the sample utilised in the study by volunteering to
complete the self-report measures that were administered. The measures that are used in
this study encompass the job diagnostic survey, an occupational tenure questionnaire, the
expected utility of present job scale and the affective well-being scale. A biographic
inventory was also administered in order to comprehend the demographic characteristics

of the sample.

The research hypotheses were evaluated using moderated multiple regression statistics.
Insufficient evidence was found to conclude any moderating effects of career dynamics
on the relationship between the stimulation derived from the job and the attitudinal
reaction of affective well-being. Following the exploration of the research study and the
interpretation of the findings, limitations of the study, directions for future research and

practical implications are addressed.
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Chapter 1: Theoretical and Conceptual Background:

Introduction:

The basic principle that underlies the job design premise is the notion that stimulating
jobs are associated with motivating psychological states that contribute to both attitudinal
work outcomes (such as job satisfaction, organisational commitment and well-being) and
behavioural work outcomes (such as performance) (Fried, Grant, Levi, Hadani & Slowik,
2007). Job design research has however revealed mixed results in terms of the
relationships between the stimulating job characteristics and these attitudinal and
behavioural work outcomes (Fried, 1991). This inconsistency introduces the possibility
that situational and individual factors play an important role in moderating the
relationship between the stimulation derived from the design of the job and the attitudinal

and behavioural outcomes that result from the job (Fried et al., 2007).

As aresult, there has been a growing interest in distinguishing what encompasses the
experience of work in order to understand the reactions employees express as a result of
their situational and individual experiences (Wrzesniewski & Dutton, 2001).
Traditionally, the focus has been on either individual determinants, such as personal
expectations and values; or external characteristics of the job itself, such as work tasks
(Hackman & Oldham, 1980; Wrzesniewski & Dutton, 2001). It has been argued that by
systematically incorporating personal factors, such as perceptions, aspirations and
expectations of career dynamics, into the relationship between the stimulation derived
from the design of the job and the resulting attitudinal reactions, the current
understanding of job design and the influence it has on attitudinal and behavioural work
outcomes will be expanded (Fried et al., 2007). Fried et al. (2007) argue that the
contribution of career dynamics into the existing field of job design may influence
employees’ reactions (both attitudinal and behavioural) to stimulating jobs; and therefore

may enhance current understandings of the job design paradigm.



As career changes and job transitions become increasingly frequent, employees’ reactions
to their jobs are therefore likely to be shaped in powerful ways by the perceptions they
have of how they expect their careers to develop over time (Fried et al., 2007; Hall &
Chandler, 2005). Fried at al. (2007) therefore propose that job design must be
investigated from a career dynamics perspective. The current study utilises the foundation
provided by Fried et al. (2007) and aims to investigate whether career dynamics influence
employees’ attitudinal reactions that result from the stimulation derived from the design
of their jobs. The proposition to incorporate career dynamics into the relationship
between the stimulation employees derive from the design of the job and the attitudinal
reactions that result suggests that individuals’ reactions to their jobs may be affected not
only by their current job characteristics, but also by their individual career perceptions
(Hall & Chandler, 2005). Furthermore, it is those individual career perceptions that may
have an influence on the relationship that already exists between the stimulating job
characteristics and employees’ attitudinal reactions to their jobs (Fried et al., 2007).
According to Daniels (2006), by carefully considering these different interpretations of
assessing job characteristics it is possible to develop a rich appreciation and
understanding of how organisational and individual factors combine to influence what is

experienced at work and how employees react to their work experiences (Daniels, 2006).

In the current research investigation, career dynamics refers to the processes of
development and change both within a job over time; and across jobs over employees’
life cycles (Blau, 1999). Thus, career dynamics are defined in this study in terms of
employees’ career stage; and their perceptions of career instrumentality and value
employees derive from their current jobs that aid in the advancement towards the

attainment of their future career goals.

The proposal made by Fried et al. (2007), which suggests that perceptions of career
dynamics may be considered a feature that possesses the potential to influence the
existing relationship between the stimulation derived from the design of the job and
attitudinal reactions, forms the basis and foundation of the current study. Therefore, the

current study intends to operationalise aspects of Fried et al.’s (2007) career dynamics



model of reactions to job design, in order to assess the proposition that career dynamics
are said to moderate the relationship between job stimulation and attitudinal reactions to

the job. Fried et al.”s (2007) model is presented below.
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Figure 1: A Career Dynamics Model of Reactions to Job Design (Fried et al., 2007).

The specific variables to be examined in this study are introduced in order to understand
what aspects of Fried et al.’s (2007) model will be focused on and operationalised in the
current study. These are, according to Fried et al.’s (2007) model ““stimulating job
characteristics”, “attitudinal reactions” and “career stage and perceived career
instrumentality of current job”. “Stimulating job characteristics” are defined in this study
as the stimulation employees derive from the design of their job characteristics; as such
this variable is operationalised using the job design paradigm. “Attitudinal reactions” are
defined in this study as the reactions employees experience that result from the design of

their jobs. This is operationalised by assessing employees’ job-related and non-job

affective well-being in relation to and as a result of the stimulation they derive from their



jobs. Career dynamics, which comprises of the elements of “career stage” and “perceived
career instrumentality of current job”, is operationalised in this study by comprehending
employees’ perceptions of the stages of their careers and their perceptions of the
instrumentality and value derived from their jobs in terms of attaining their future career

goals.

According to Fried et al.’s (2007) model, the current study investigates the possible
notion that employees’ reactions to stimulating jobs may depend on their perceptions of
the attainment of their own career aspirations and expectations (Fried et al., 2007). In this
situation, the incorporation of career dynamics is therefore expected to enhance the
understanding of employees’ reactions to the design of their jobs (Fried et al., 2007).
Furthermore, the current study aims to investigate and assess the proposition that career
dynamics moderate the relationship between job design and job-related and non-job
affective well-being. The aspects of Fried et al.’s (2007) career dynamics model of
reactions to job design, that are to be investigated in the current research study are thus

depicted in the following diagram.
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Figure 2: Model, based on Fried et al.’s (2007) Career Dynamics Model of Reactions to

Job Design, to be investigated in the current study.



Literature Review:

The literature review discusses the variables of interest, upon which the research
investigation is focused. Job design, affective well-being and career dynamics are
evaluated in great detail in order to assess the relevance of exploring whether career
dynamics moderate the relationship between job design and attitudinal reactions of
affective well-being. Rationale to encourage and support the study are considered, which

then introduce the hypotheses.

Job Design:

In recent years extensive focus has been placed on recognising and understanding the
outcomes employees experience as reactions to the core dimensions and design of their
jobs (Tiegs, Tetrick & Fried, 1992). Such focus, according to Hackman and Oldham
(1980), has led to the established notion that the manner in which jobs are designed is
considered to significantly affect employees’ attitudinal and behavioural work and non-
work outcomes (Fried et al., 2007; Johns & Saks, 2005; Katz, 1978). These attitudes and
behaviours that result from the way in which the core characteristics of the jobs are
designed are relevant to both the employees and their organisations; and thus have
individual as well as workplace implications (Hackman & Oldham, 1980; Johns & Saks,
2005). It is therefore apparent that the design of the work system must be carefully
architected as it not only acts to ensure that the organisation’s products and services meet
customer satisfaction but also configures the work activities of the individual employees
(Mohrman, 2008). From extensive investigation on this job design premise, it has been
concluded that job design that encourages stimulation from carrying out meaningful,
engaging, complex and challenging tasks, has the desired impact on the reactions (both
attitudinal and behavioural) of employees at work and therefore lead to successful,

effective and efficient organisational outcomes (Fried et al., 2007).

Therefore, tasks that are mentally stimulating and challenging have been shown to be

important to employees in their work and non-work domains (Lantz & Brav, 2007). Job
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design research has found evidence to conclude that in order for jobs to be designed well,
they must provide employees with stimulation and opportunities to deal with demanding
tasks (Hackman & Oldham, 1980; Lantz & Brav, 2007). The foundation that underpins
job design research is the notion that stimulation derived from the design of jobs causes
certain attitudinal work outcomes (such as job satisfaction, organisational commitment
and well-being) (Karasek, 1979; Warr, 1990) and behavioural work outcomes (such as
performance) (Chang & Lee, 2006). Therefore it has been concluded that job design
incorporates significant importance in human resource management and in strategies for

organisational success (Garg & Rastogi, 2005).

The design of the work system has been explored extensively; and important
organisational implications have been shown to be related to this construct. According to
Garg and Rastogi (2005), job design determines not only the nature of talent needed by
the organisation; and the variety of knowledge and skills that are built through experience
in the organisation, but also the extent to which employees can become engaged in their
work (Garg & Rastogi, 2005). With the knowledge of the importance of job design and
the insight into the optimum design of the job characteristics, it has been determined that
various factors do however constrain the choice of job design (Garg & Rastogi, 2005).
Such factors can be internal to the organisation, such as style of management, technology,
organisational design, or high performance improvement. Other factors can be external to
the organisation, such as environmental uncertainty, available technology and the labour
market. Thus, considering the internal and external factors that may impact on the design
of the job, it is important for management to influence the core job characteristics so as to
enhance the stimulation employees can derive from the design of their jobs in order to

advance employee and organisational well-being (Garg & Rastogi, 2005).

Hackman and Oldham (1976) developed the most widely recognised theory of job
characteristics (Garg & Rastogi, 2005), which is dominant in the theoretical framework
for understanding reactions to job design (Fried & Ferris, 1987; Kulik, Oldham &
Hackman, 1987; Tiegs et al., 1992). Renn and Vandenberg (1995) studied this Job

Characteristics Model and reported that the model investigates and provides insight into



the direct and indirect effects on personal and work outcomes that result from the design
of the core job dimensions experienced at work. The current study therefore utilises this
theory and the insight gained from the Job Characteristics Model in order to understand

employees’ reactions to the design of their jobs.

The Job Characteristics Model asserts that objective characteristics of a job may impact
directly upon employees’ attitudes and behaviours at work (Hackman & Lawler, 1971).
There are five core objective job characteristics that, according to this model, are said to
have a psychological impact on employees and in turn lead to certain outcomes that are
relevant to both the employees and the organisation (Hackman & Oldham, 1980; Johns &
Saks, 2005). In accordance with this theory, Hackman and Oldham (1975) compiled the
Job Diagnostic Survey that is intended to assess the core job characteristics important in

the job design premise (Chang & Lee, 2006).

These five core job characteristics are:

Skill Variety: The degree to which a job requires the utilisation of a variety of different
skills and activities in the production of work.

Task Identity: The degree to which a job requires the conclusion of a complete and
identifiable piece of work, in which there is a visible outcome.

Task Significance: The amount of impact a job has on the lives of other people.
Autonomy: The degree to which the job provides substantial freedom, independence and
discretion to the employee in the scheduling their work and determining the procedures to
be used in its implementation.

Job Feedback: The degree to which carrying out the work activities required by the job
provides employees with direct and clear information about the effectiveness of their
performance.

(Hackman & Oldham, 1975, p161).

These characteristics are designed to combine in many different ways according to the
nature of the task undertaken to provide three different critical psychological states that

are in turn accountable for increased work satisfaction, internal work motivation,



performance, reduced absence and employee turnover (Garg & Rastogi, 2005; Hackman
& Oldham, 1980). The three critical states that result from the job characteristics are
experienced meaningfulness, experienced responsibility and knowledge of results
(Hackman & Oldham, 1980). According to Johns and Saks (2005), when employees use a
variety of skills to accomplish a complete job that is perceived as significant to others, the
employees perceive the job as meaningful. Furthermore, when employees have autonomy
to organise and perform their jobs as they see fit, employees feel personally responsible
for the outcome of the work (Johns & Saks, 2005). Employees will experience
knowledge of their results when the job provides feedback about their performance
(Johns & Saks, 2005). Hackman and Oldham (1980) argue that work will be intrinsically
motivating when it is perceived as meaningful, when the employees feel responsible for
the outcomes of the work and when the employees have knowledge about the progress

made.

Along with the core job characteristics, Hackman and Lawler (1971) and Hackman and
Oldham (1980) suggest that personal characteristics of the individual employees
themselves should be taken into account simultaneously in order to generate valid
predictions about affective and behavioural responses of employees at work. This
indicates that in addition to the objective characteristics of the job, it is how a job is
experienced and perceived by the individual employees that determines and influences
their attitudinal and behavioural reactions (Hackman & Lawler, 1971). The relationship
between the design of the characteristics of the job and the outcomes that result should
therefore be assessed in accordance with the individuals’ perceptions and personal
expectations of the situation (Hackman & Lawler, 1971). Thus the importance of
incorporating individual differences into the realm of job design is introduced. It is
therefore evident that job design theory encourages the relationship between job
characteristics and employees’ resulting outcomes to be moderated by individual

characteristics (Hackman & Lawler, 1971).

Katz (1978) explains that a number of researchers have tested for significant moderator

effects to determine specific circumstances under which different kinds of employees are
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most responsive to stimulating and enriching jobs. As such, investigations that have taken
place have concluded that certain moderators are considered to affect the relationship
between core job dimensions and attitudinal and behavioural outcomes that result from
the design of employees’ jobs (Hackman & Oldham, 1980). Hackman and Oldham
(1980) identified knowledge and skill, the growth need satisfaction and context
satisfaction as factors that moderate the relationship. For example, Hackman and Oldham
(1980) explain that a job may be highly motivating and stimulating; however, if the
employees do not possess the knowledge and skills needed to perform the meaningful
and important task effectively, they will experience frustration and unhappiness
(Hackman & Oldham, 1980; Johns & Saks, 2005). The job characteristics model
proposed by Hackman and Oldham (1975) therefore indicates that job characteristics
influence personal and job-related outcomes through individual differences, perceptions

and expectations (Chang & Lee, 2006).

In terms of the organisational psychology literature, job design has had a popular
influence; and has thus been investigated to a considerable extent (Chang & Lee, 2006).
Many different researchers and theorists have explored the notion of job design in
accordance with a variety of themes to understand its significance and consequence over
other organisational constructs in order to enhance the knowledge and insight of the job
design variable (Chang & Lee, 2006). Aspects that have been incorporated with the
construct of job design include job satisfaction, resignation rates (Turner & Lawrence,
1965), employee transfer, organisational commitment, performance (Chang & Lee, 2006;
Steers, 1977), mental health and well-being (Karasek, 1979; Lantz & Brav, 2007; Warr,
1990). Thus it is evident that researchers have been interested in exploring the
relationships among employee personality traits, job satisfaction and organisational
commitment, mental health and well-being to the design of job characteristics (Chang &
Lee, 2006). Turner and Lawrence (1965) focused on job characteristics from 47 types of
jobs. Their study aimed to evaluate the influence various types of jobs had on employee
satisfaction and truancy. The results of this study implied that employees prefer jobs that
are high in complexity, challenge and stimulation (Turner & Lawrence, 1965). It was

concluded that well designed jobs, those that encouraged stimulation, are thus
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determinants of job satisfaction and attendance of employees (Turner & Lawrence,
1965). Furthermore, Karasek (1979) conducted a study whereby it was concluded that
there is a significant relationship between job characteristics and well-being (Warr,

1990).

It can therefore be established that job design, with focus placed on the stimulation,
challenge and complexity derived from the characteristics of the job, has been looked at
extensively in various research studies and in relation to a number of variables, both at
the individual level of the employees and at the level of the organisation (Chang & Lee,
2006). Job design has also been investigated in terms of the effects it has on attitudinal
reactions (Fried et al., 2007). This can be seen from results that conclude that aspects of
job design such as task characteristics, autonomy and control, and complexity promote

motivation, personal development, learning and health (Lantz & Brav, 2007).

According to Lantz and Brav (2007), the analysis, evaluation and design of work have
relationships with effectiveness, optimised mental load and physical and mental health at
work. This established relationship that therefore concludes the existence of an
association between the stimulation derived from the design of the job and health-related
attitudinal and behavioural outcomes (Karasek, 1979; Lantz & Brav, 2007; Warr, 1990)
forms the foundation of the current study. It is widely accepted that organisational
characteristics are influential drivers of employee well-being (Kelloway & Barling,
1991). Having said this however, it is clear from the substantial investigation and
exploration of the job design construct; and from the arguments made above that
individual characteristics are important in understanding the intricacies of the
relationships between job design and the impact it has on attitudinal and behavioural
variables. Fried et al. (2007) suggest the incorporation of employees’ perceptions and
expectations of the progression of their careers as an individual characteristic that may
impact this relationship. Thus, a proposal has been constructed, which encourages the
view that such attitudinal and behavioural reactions that result from the design and
implementation of the core job characteristics are influenced and moderated by individual

career perceptions, aspirations and expectations (Fried et al., 2007). From Fried et al.’s
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(2007) proposal it is argued that the relationship between the stimulation derived from the
design of the job and the resulting effect it has on the attitudinal outcome of job-related
and non-job affective well-being, should be considered in terms of these individual

perceptions.

Research on job design, although looked at from many perspectives, does not consider
career dynamics as an individual characteristic that may affect the attitudinal response of
employees’ job-related and non-job well-being to the stimulation derived from the design
of the job. In order to enhance job design, Fried et al. (2007) therefore propose that by
incorporating career dynamics to assess the relationship between job characteristics and
attitudinal reactions, new and valuable insights will be gained. These job design theorists
have introduced the notion of incorporating career dynamics into the construct of job
design in order to deduce whether understanding the effects of career expectations will
lead to understanding the implications job design has on the attitudinal and behavioural

outcomes of employees at work.

The idea behind Fried et al.”s (2007) proposal is to investigate whether employees react
to the stimulation provided from their jobs differently as a result of their individual
perceptions, aspirations and expectations of their career dynamics. The aim of the current
research study is therefore to investigate whether employees’ career stages and their
perceptions of the instrumentality and value they derive from their jobs would influence
the relationship between the stimulation they obtain from their jobs and their resulting
attitudinal reactions of job-related and non-job affective well-being. Therefore, the
current study intends to bridge the gap that exists in the current job design literature,
operationalise Fried et al.’s (2007) proposition and investigate job design and the
resulting implication it has on job-related and non-job affective well-being, using the Job

Characteristics Model, from a career dynamics perspective.
In order to completely comprehend the aim of the current research study, it is important

not only to understand the principles of job design but also the principles of the

implication job design has on job-related and non-job affective well-being. Affective
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well-being, which forms an integral part of the investigation of the study will now be

evaluated and discussed.

Affective Well-Being:

It is evident from reviews widely documented in the literature that there is a relationship
between organisational characteristics and physical and mental health (Kelloway &
Barling, 1991; Warr, 1987). Specifically, there has been growing awareness of the
relationship between employees’ working lives and their work-related and non-work
affective well-being (Danna & Griffin, 1999; Warr, 1990).Thus it has be established that
the design of the job environment is considered to have significant implications for
employees’ organisational and personal attitudinal and behavioural outcomes (Kelloway

& Barling, 1991).

From the emerging responsiveness to the relationship between job design and affective
well-being, it has been concluded that by encouraging stimulation and challenge from the
design of the core job characteristics, stress may be reduced; and motivation, employee
satisfaction and job performance may be improved; and well-being may be enhanced
(Garg & Rastogi, 2005). Thus, workplace characteristics, such as job design issues, are
believed to have major consequences for both employee and organisational outcomes

(Danna & Griffin, 1999; Garg & Rastogi, 2005).

According to Danna and Griffin (1999), Warr (1987, 1990) has provided the most
extensive examination of the concept of mental health and affective well-being. Warr
(1987) proposed a definition of mental health that comprises of five components:
affective well-being, competence, autonomy, aspiration and integrated functioning. In his
conceptualisation of the affective well-being construct, Warr (1999) describes two types
of well-being. Job-related well-being is concerned with employees’ feelings about
themselves in relation to their jobs; and context free well-being, which has a broader
focus concerns employees’ feelings with regard to numerous settings (Warr, 1999).

According to Warr (1999), job specific well-being is derived from different facets of
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employees’ jobs, such as working conditions, job security, promotion aspects and the
nature of the work undertaken. Furthermore, Warr (1999) believes that job specific and
context free well-being are related constructs. From the established relationship between
the core job characteristics and well-being, it is apparent that employees’ experiences at
work, whether they are physical, emotional, mental or social in nature, affect employees’
work-related well-being (Danna & Griffin, 1999). In addition from Warr’s (1990)
conceptualisation of the integrated manner of job-related and non-job well-being, it is
understood that these work-related attitudinal experiences may extend into employees’

non-work domains (Danna & Griffin, 1999).

The overlap between work-related and non-work well-being that is described is
consistent with the reciprocal relationship between work and family life, which has been
emphasised by Warr (1999). There has been an emergent interest, in the recent well-
being literature, to investigate this overlap in order to gain insight into the intricacies of
the well-being construct (Danna & Griffin, 1999). With increasing focus placed on the
overlap between work-related and non-work well-being, this study undertakes to explore
the relationship not only between job characteristics and job-related affective well-being

but also between job characteristics and non-job affective well-being.

In the current study, both job-related and non-job affective well-being are investigated in
a manner that is consistent with Warr’s (1987) conceptualisation of affective well-being.
Affective well-being, according to Warr (1987), is recognised according to the two
independent dimensions of pleasure and arousal (Danna & Griffin, 1999). The pleasure
dimension is examined as the degree of satisfaction or happiness experienced by an
individual (Warr, 1999). However, the arousal dimension on its own, according to Warr
(1990) is not considered to reflect well-being and therefore does not comprise of an
individual axis to represent expressions of affective well-being. Therefore three main
axes are established to consider job specific and context free well-being in terms of the
pleasure and arousal dimensions (Warr, 1987, 1990, 1999). The first axis is the pleasure-
displeasure axis, which represents the employees’ degrees of satisfaction. The second and

third axes take account the combination of both the pleasure and arousal dimensions
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(Warr, 1990). The second axis thus represents the notion of anxiety and comfort on the
anxiety-comfort axis. Feelings of anxiety are comprised of a combination of low levels of
pleasure and high levels of arousal (Warr, 1999). The experience of comfort combines
high levels of pleasure with low levels of arousal (Warr, 1999). The third axis is the
depression-enthusiasm axis and therefore represents levels of depression and enthusiasm.
Enthusiasm includes high levels of pleasure and high levels of arousal. Depression, on
the other hand comprises of low levels of pleasure and low levels of arousal (Warr,

1999). Warr’s (1999) principle axes for the measurement of affective well-being is

portrayed below.
(2a) Anxious & (3b) Enthusiastic
3
2
<
(1a) Displeased | Pleasure (1b) Pleased
(3a) Depressed {2b) Contented

Figure 3: Principle Axes for the Measurement of Affective Well-Being (Warr, 1999).

These axes have been shown to be associated differently with various combinations of
work characteristics and with various levels of stimulation provided by the design of
these work characteristics (Warr, 1999). According to Daniels (2006), by carefully
considering different approaches to measuring job design it is possible to develop a rich
appreciation and understanding of how organisational, social and individual factors
combine to influence what is experienced at work and how this might relate to the
reactions of mental health and well-being. Many studies have examined the impact of
work and careers on job-related and non-job mental health (Warr, 1990). It is therefore
understood that certain principal features in the environment have an influence on

employees’ mental health outcomes, such as affective well-being (Warr, 1987). Game

-14 -



(2006) emphasises that lack of stimulation obtained from the task and the work
environment induces boredom. This type of work environment has been shown to have
effects on job satisfaction, well-being and psychosomatic symptoms (Game, 2006).
According to Game (2006), theories of job design suggest that by changing the nature of
the job that induces boredom, particularly the intrinsic characteristics such as variety and
skill utilisation, employees will experience enhanced interest satisfaction and well-being.
From Kornhauser’s (1965) study on the mental health of factory workers, the overriding
conclusion was that organisational work characteristics influence both physical and
psychological well-being. Therefore, many dominant theoretical models that guide work
stress research consistently emphasise and accord characteristics of the work environment
with powerful causal status in determining health reactions, well-being and job

satisfaction (Daniels, 2006; Karasek & Theorell, 1990; Warr, 1987).

Clearly, extensive research evidence exists to investigate the effects job characteristics
and the design of the job have on the construct of job-related and non-job affective well-
being. Researchers have investigated job design; in particular, to understand the influence
different job characteristics have on well-being (Warr, 1999). In this regard, Warr (1999)
explains that jobs differ in the degree to which they are characterised by specific features.
The variations of these core features experienced by employees in differing jobs thus give
rise to differences in job-related and non-job affective well-being. Renn and Vandenberg
(1995) support the notion that job design and different combinations of the core job
dimensions have both direct and indirect effects on resulting personal and work outcomes
(Garg & Rastogi, 2005). Much research has investigated links between specific aspects of
an employee’s work environment and the resulting effects these have on affective well-

being (Warr, 1999).

Warr (1999) classifies certain job characteristics, consistent with those described by
Hackman and Oldham (1975, 1980) in the job characteristics model, as some of the key
features that give rise to differences in employees’ affective well-being. Due to this
established association it is justified that well-being is determined by differences in job

characteristics and therefore differences in the amount of stimulation employees
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experience from the design of their jobs. However, according to Hall and Chandler
(2005) and Daniels (2006) it is not only organisational and job characteristics, but also
individual and personal factors that combine to influence employees’ perceptions of their
experiences of work and thus their work-related and non-work affective well-being.
Therefore attitudinal and behavioural outcomes that result from the stimulation
employees derive from the design of their jobs can be argued to differ between

employees by accounting for their individual differences.

The notion of incorporating individual characteristics into understanding the relationship
between job design and well-being is an aspect of this relationship that has not been
investigated at large in the literature. Fried et al. (2007) advise that by exploring this
relationship, by incorporating individual factors, valuable knowledge will be acquired
and understanding of both the job design and well-being constructs will be enhanced. The
argument by Hackman and Oldham (1980), Hall and Chandler (2005) and Daniels
(2006), that individual differences should not be overlooked in the exploration of
organisation-related variables, forms the foundation of the suggestion introduced by Fried
et al. (2007) and the investigation of the current research study. Fried et al. (2007)
hypothesise that the attitudinal reaction of both job-related and non-job affective well-
being that result from the amount of stimulation employees obtain from the design of
their jobs is influenced and moderated by the employees’ individual perceptions,
aspirations and expectations of their career dynamics. Fried et al. (2007) argue that
employees’ career aspirations and expectations differ at different stages of their careers
and therefore they will respond to the amount of stimulation they derive from the design
of their jobs according to their expectations. Fried et al. (2007) also argue that employees
respond differently to the amount of stimulation they obtain from their jobs according to
the instrumentality and value they perceive is derived from their jobs in terms of aiding in
the advancement of their careers and the attainment of their career goals. Therefore Fried
et al. (2007) hypothesise that employees’ career stages; and their perceptions of the
instrumentality of their current jobs will moderate the relationship between the
stimulation derived from the design of their jobs and their job-related and non-job

affective well-being. Thus, the aim of the current study is to address the relationship

-16 -



between the stimulation derived from the design of the job and affective well-being from

a career dynamics perspective.

Career Dynamics:

Within the career dynamics paradigm, it is evident that there has been a substantial
development of the construct of the career and the perception of career success in recent
years (Dries, Pepermans & Carlier, 2008). This development in career dynamics is
grounded in the gradual displacement of traditional organisation-based career
perspectives, which emphasise upward mobility, with the emergence of new types of
career perspectives (Dries et al., 2008). The development of the career construct and the
perception of career success are apparent in current organisational literature by evidence
of the introduction and inclusion of popular new career perspectives, such as the “protean

career” (Segers, Inceoglu, Vloeberghs & Henderickx, 2008).

The “protean career” is an example of a career orientation which refers to a career that is
driven by the values, expectations and aspirations of the employees rather than those of
the organisation (Segers et al., 2008). Thus, this career perspective promotes the
progression of career development from an organisational perception to the perceptions
of the individual employees. This emphasises the influence employees have over the
development of their careers, which is facilitated by their individual career goals and
desires. Comprehension of the implications brought about by the emergence of this recent
career orientation, among others, emphasises the development and evolution of the

construct of the career from traditional thought towards an emerging conceptualisation.

Dries et al. (2008), identify a noticeable evolution in the way career and consequently,
career success has been defined. According to Dries et al. (2008), Wilensky (1961)
defined the concept of the career in terms of a succession of related jobs arranged in a
hierarchy of prestige through which employees move in a linear sequence. Following

this, Super (1980) referred to the career as the combination and sequence of roles played
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by employees during the course of their lifetime. Arthur, Hill and Lawrence (1989)
defined the career as the advancement of the sequence of employees’ work experiences
over time (Dries et al., 2008). However, according to Carmeli, Shalom and Weisberg,
(2007), the definition that associates most compatibly with the career dynamics construct
is the definition by Callanan and Greenhouse (1999), which defines the notion of the
career as a pattern of work experiences that span the course of employees’ lives; and is
usually perceived in terms of a series of stages reflecting the passage from one phase to
another, guiding employees on their desired career paths. This definition of the career
focuses on the phases employees go through in order to attain valued outcomes, which
emphasises the importance of both the career stage; and the instrumental job which
facilitates movement toward employees’ desired career paths. Thus, according to this
definition, career success can be evaluated by assessing the employees’ career stages and
assessing their perceptions of the instrumentality of their current jobs in aiding the

advancement and attainment of their career goals.

The conceptualisation of career dynamics is therefore dependent on the aspects of the
career that have evolved over time. Thus, the increasing significance placed on the
importance of the individual employees in shaping their own career development
influences the manner in which career dynamics is defined. The definition of career
dynamics, according to Blau (1999), therefore refers to processes of development and
change both within a job over time; and across jobs over employees’ life cycles. As such,
career dynamics are assessed in terms of two processes. The first process of development
and change within a job over time is assessed in terms of employees’ perceptions of the
progression of their career stages. The second is the process of development and change
across jobs over employees’ life cycles. This is associated with the advancement of
employees’ careers and is thus assessed in terms of employees’ perceptions of the
instrumentality of their current jobs in the attainment of their future career goals.
Therefore, career dynamics, in this study, is characterised by employees’ career stages;
and their perceptions of the value they derive from their jobs that are perceived as

instrumental in advancing their careers.
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Both these processes of career dynamics are concerned with the idea that employees
continuously strive to achieve success in their careers (Dries et al., 2008). Career success
is thus described as the positive work-related outcomes or achievements employees have
accumulated as a result of their work experiences (Cheramie, Sturman & Walsh, 2007).
However the way in which career success is defined has a multitude of implications,
which depends on the individuals and their constructions of the meaning of success
(Dries et al., 2008). This therefore emphasises that career dynamics and the concept of
career success have individual implications for each employee according to their career
aspirations and expectations (Daniels, 2006). Therefore, it is not only the organisational
characteristics, but also the individual factors, such as those described by career
dynamics, that combine to influence employees’ perceptions of their experiences of work
(Daniels, 2006; Hall & Chandler, 2005); and therefore influence employees’ perceptions

of their career success (Dries et al., 2008).

The conceptualisation of the career construct, according to Dries et al. (2008), can be
considered in terms of its objective reality and its subjective construction. From the
objective perspective, the career is concerned primarily with observable, measurable, and
verifiable factors such as pay, promotion and occupational status (Dries et al., 2008).
From the subjective perspective however, the primary concern is with the notion that
career satisfaction is comprised of all aspects of the career relevant to the specific
individual (Dries et al., 2008). Thus the subjective construction of the career is measured
by the individuals’ perceptions of their success based on their career aspirations and
expectations, their perceptions of their personal career accomplishments and the
attainment of their desired prospects (Dries et al., 2008). Thus, employees’ internalised
career success appraisals measured against their personal career expectations; and a sense
of progress towards their personally defined goals are significant when employees
appraise and evaluate their jobs (Dries et al., 2008). According to Hall and Chandler
(2005) the importance of subjective career perceptions can no longer be ignored and it is
a combination of the objective and subjective aspects of the career that is of importance

when assessing career success. Thus, from this insight into the career construct, it is
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furthermore apparent that employees are influenced not only by job characteristics and

organisational factors but also by individual characteristics (Cheramie et al., 2007).

The emerging importance of incorporating those individual factors when assessing
employees’ experiences of their work is therefore evident. In this study, the job
characteristics and organisational factors are assessed in order to comprehend the
influence they have over employees’ experiences of work and attitudinal outcomes.
However, upon investigation of the career dynamics literature, it is evident that individual
characteristics also influence employees’ experiences of work and attitudinal outcomes.
Thus the purpose of the current investigation is to assess whether the incorporation of
career dynamics influences employees’ experiences at work and attitudinal outcomes that
result from the job and organisational characteristics. More specifically this research
investigation is designed to assess whether there is a moderating effect of career
dynamics on the attitudinal outcome of job-related and non-job affective well-being that
results from the stimulation employees derive from the design of the jobs. Career

dynamics has been defined in two dimensions, each of which will now be discussed.

Employees’ Career Stages:

Career development is an ongoing process in which employee’s progress through a series
of occupational stages that consist of a unique set of issues, themes and tasks in order to
ensure the advancement of their careers and the attainment of their desired career
objectives (Johns & Saks, 2005). It has been established that employees continually strive
to achieve career success (Dries et al., 2008), therefore striving to advance their career
stages in order to progress toward their desired career goals (Johns & Saks, 2005). Thus it
can be said that employees strive to achieve career development. This process of career
development aids in employees’ preparation for potential future roles and responsibilities

(Johns & Saks, 2005).

Super was one of the first theorists to expand the idea of career development according to

the life-span approach (Langley, 1999). Life-span theories of career development suggest
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that employees’ and their careers develop, progress and change across their life-span
(Jepsen & Sheu, 2003; Super, 1984; Swanson & Fouad, 1999). According to the life-span
approach, Super believed that career development occurs as individuals master personal
and organisational challenges (Langley, 1999). Super identified five life stages, which are
growth, exploration, establishment, maintenance and decline (Langley, 1999). Within
each stage Super proposed the importance of certain characteristic developmental tasks
(Swanson & Fouad, 1999). Individuals are said to move through distinct occupational
stages in their organisational careers, whereby each stage is characterised by differences
in work activities, attitudes and behaviours, types of relationships, psychological issues
and aspects of work that are valued (Aryee, Chay & Chew, 1994; Dalton, Thompson &
Price, 1977; Thompson, Baker & Smallwood, 1986). Successful mastery of these tasks
allow individuals to function effectively in their roles within that stage and prepare them

for the next stage (Swanson & Fouad, 1999).

According to Thompson et al.’s (1986) conceptualisation of career development,
employees in the first stage of their careers assume an apprentice role. Employees lack
experience in the organisation and are therefore expected to do routine work. Employees
are concerned with identifying their interests and capabilities, they learn to perform well
under pressure and accomplish tasks effectively (Thompson et al., 1986). Employees in
the second stage of their careers take on responsibility and gain independence for certain
tasks. They develop a sense of competence and therefore acquire credibility in the
organisation (Thompson et al., 1986). In the third stage, employees broaden their interests
and capabilities. They begin to assume responsibility for others as leaders, mentors or
supervisors (Thompson et al., 1986). At the fourth stage of their careers, according to
Thompson et al. (1986), employees begin to provide direction for the organisation. They
focus on areas of competence and highlight organisational opportunities and dangers.
Employees initiate action and influence decisions, thereby managing the processes within
the organisation. Thus it is evident that with the increasing levels of career stage
development, jobs and tasks become increasingly stimulating, challenging and complex

(Fried et al., 2007).
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According to these definitions of the progression and development of the career,
employees in the early stages of their careers lack experience and need to develop the
skills and competencies necessary for successful job accomplishments. Over time and
after familiarity with the early stage, employees learn to manage the stage-appropriate
tasks and challenges, which therefore facilitate in the successful mastery of these tasks,
and allow for effective functioning in the stage (Swanson & Fouad, 1999). Fried et al.
(2007) explain that with increasing career stage advancements, comes increasing task
responsibility and job stimulation. Thus, it is assumed that at early career stages there is

little stimulation in the stage-appropriate tasks and challenges (Fried et al., 2007).

Due to this conceptualisation of career stage development, Fried et al. (2007) thus
propose that employees at early stages of their careers respond more favourably to
situations in which their jobs are designed to provide low stimulation than employees in
later stages of their careers. The proposition is based on the premise that employees, in
early career stages, expect their jobs to be designed in a way that provides little
stimulation. Therefore, employees in this situation will respond more favourably than
employees in later career stages who expect high stimulation to be derived from the
design on their jobs. Thus, Fried et al. (2007) introduce the idea that career dynamics
moderate the relationship between job design and attitudinal reactions. This study is
therefore interested in using Fried et al.’s (2007) proposal as a baseline to further the
research on these dimensions. More specifically, employees’ perceptions of the stages of
their careers is examined as a moderator of the relationship between the stimulation
derived from the design of the job and the resulting attitudinal outcome of job-related and

non-job affective well-being.

The way in which employees define the success of their career stage progression and
career development is dependent on their internalised career success appraisals compared
to their personal career expectations; and the appraisal of their perceptions of progress
towards their personally defined goals (Dries et al., 2008). Therefore, individual
aspirations, expectations, desires and goals are important in determining the attitudinal

outcomes that result from the amount of stimulation employees derive from the design of
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their jobs. Thus it justified to propose that attitudinal reactions, such as well-being, that
result from the stimulation obtained from employees’ jobs differ at different stages of

their careers (Fried et al., 2007; Katz, 1978).

Employees’ Perceptions of the Career Instrumentality of their Current Jobs:

According to the foundation provided by the career development paradigm, the
progression through the career stages is the process employees endure in order to attain
their desired career outcomes, goals and objectives (Johns & Saks, 2005). Due to the
notion that has been established that employees continually strive to achieve career
success (Dries et al., 2008), which they define by measuring their career attainments
against their career goals, it can be assumed that employees endeavour to advance in their

career stages in order to progress toward their desired career goals (Johns & Saks, 2005).

Fried et al. (2007) argue that employees who strive to achieve career success and thus
strive to achieve their organisational career goals will endure jobs that lack stimulation if
they perceive the job will benefit the employees and facilitate advancement toward
achieving their career goals. Furthermore, Mobley, Griffeth, Hand and Meglino (1979)
suggest that employees may be dissatisfied with their current jobs, but be attracted to
them because of the expectation that the experience gained from the job will be relevant
to their subsequent career goal attainments (Bedeian, Kemery & Pizzolatto, 1991).
According to Bedeian et al. (1991), Graen and Ginsburg (1977) report findings that a
strong association exists between the perceived relevance of current jobs and employees’
later career and organisational aspirations. Thus career growth opportunities have been
shown to be important determinants of employee’s attitudinal and behavioural responses
to their work and in turn how employees will experience work-related outcomes (Aryee
et al., 1994). This is in line with Super’s (1984) assumption which states that the process
of career development is essentially that of developing and attaining desired career
aspirations. Thus the facilitation of the future attainment of desirable outcomes will be
viewed positively even when stimulation derived from the design of the job is low

(Bedeian et al., 1991).
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Advancing this logic, Fried et al. (2007) propose that employees may be more satisfied

with low levels of stimulation that is derived from the design of their jobs because they

expect that their current jobs are instrumental and will thus serve to enable future career
advancement and the attainment of career goals, aspirations and desires (Fried et al.,

2007).

It is therefore apparent that there is a gap in the understanding and conceptualisation of
career dynamics and the influence it may have on organisational factors. Career dynamics
thus requires further investigation with regard to the possible moderating effect it may
have on attitudinal reactions that result from the stimulation (or lack thereof) that is
derived from the design of the job and the job characteristics. Fried et al. (2007) attempt
to fill the existing gap in current job design knowledge by examining job design in the
context of career dynamics; and propose that employees’ reactions to stimulating jobs
may depend on dynamic aspects of their career stages and their career expectations. The
purpose of this study, therefore, is to operationalise Fried et al.’s (2007) proposed model
in order to further understand the relationship between the stimulation employees derive
from their jobs and their job-related and non-job affective well-being, from a career

dynamics perspective.
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Rationale:

Attention has been placed on recognising and understanding the outcomes employees
experience as reactions to the core dimensions and the design of their jobs (Tiegs et al.,
1992). It has been established that organisational characteristics such as job design are
related to physical and mental health, including work-related and non-work affective
well-being (Danna & Griffin, 1999; Lantz & Brav, 2007; Warr, 1990). Therefore, the
notion that the design of the work environment is considered to have significant
implications on employees’ organisational and personal attitudinal and behavioural

outcomes is emphasised (Kelloway & Barling, 1991).

Hackman and Oldham (1980), Hall and Chandler (2005) and Daniels (2006) suggest that
understanding the effects job characteristics have on attitudinal and behavioural outcomes
is insufficient with regard to the investigation of organisational relationships. To enhance
the understanding of these relationships, it has been advised that along with the job
characteristics, personal characteristics of the individual employees themselves should be
taken into account (Hackman & Oldham, 1980; Hall & Chandler, 2005; Daniels, 2006).
This indicates that in addition to the objective characteristics of the job, it is how a job is
subjectively experienced and perceived by the individual employees that determines and
influences their attitudinal and behavioural reactions (Hackman & Lawler, 1971).
Therefore, it is important to assess the relationship between the design of the
characteristics of the job and the outcomes that result in accordance with the individuals’

perceptions and personal expectations of the situation (Hackman & Lawler, 1971).

The argument that recommends the investigation of the relationship between job design
and affective well-being by incorporating individual characteristics has been justified, as
understanding the effects individual differences may have on the outcomes that result
from the amount of stimulation experienced from the job will enhance the understanding
of both the job design and the affective well-being constructs as well as understanding the
intricacies of the relationship between the two constructs. By taking this argument into

account, Fried et al. (2007) constructed a model that considers not only objective job and
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organisational characteristics but also subjective personal characteristics in the
investigation of the relationship between these two constructs. Fried et al.’s (2007)
proposal, which does not appear to have been empirically evaluated, suggests that such
attitudinal and behavioural reactions that result from the design and implementation of
the core job characteristics is influenced and moderated by individual career perceptions,
aspirations and expectations (Fried et al., 2007). From Fried et al.’s (2007) proposal it is
argued that the relationship between the stimulation derived from the design of the job
and the effect it has on attitudinal outcomes, such as affective well-being, should be

considered in terms of individuals’ perceptions of their career dynamics.

Although looked at from many perspectives, job design has not yet considered career
dynamics as an individual characteristic that may affect the attitudinal response of
employees’ job-related and non-job affective well-being resulting from the stimulation
derived from the design of the job. In order to enhance job design, Fried et al. (2007)
therefore propose that by incorporating career dynamics to assess the relationship
between job characteristics and attitudinal reactions, new and valuable insights will be
gained. These job design theorists have introduced the notion of incorporating career
dynamics into the construct of job design in order to deduce whether understanding the
effect career expectations have, will lead to understanding the implications job design has

on the attitudinal and behavioural outcomes of employees at work.

The idea behind Fried et al.”s (2007) proposal is to investigate whether employees react
to the stimulation provided from their jobs differently as a result of their individual
perceptions, aspirations and expectations of their career dynamics. The aim of the current
research study is therefore to investigate the untested proposal by Fried et al. (2007) that
intends to assess whether employees’ career stages and their perceptions of the
instrumentality and value they derive from their jobs, moderates the relationship between
the stimulation they obtain from their jobs and their resulting attitudinal reactions of job-

related and non-job affective well-being.
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Hypotheses:

Hypothesis 1a: Career stage moderates the effect of stimulating job characteristics
on attitudinal reactions, such that employees are more likely to
respond favourably, in terms of their job-related affective well-

being, to lack of stimulation at early career stages.

Hypothesis 1b: Career stage moderates the effect of stimulating job characteristics
on attitudinal reactions, such that employees are more likely to
respond favourably, in terms of their non-job affective well-being,

to lack of stimulation at early career stages.

Hypothesis 2a: Perceived career instrumentality of an employee’s current job
moderates the effect of stimulating job characteristics on attitudinal
reactions, such that employees are more likely to respond
favourably, in terms of their job-related affective well-being, to
lack of job stimulation when they perceive their job as enabling

career advancement.

Hypothesis 2b: Perceived career instrumentality of an employee’s current job
moderates the effect of stimulating job characteristics on attitudinal
reactions, such that employees are more likely to respond
favourably, in terms of their non-job affective well-being, to lack
of job stimulation when they perceive their job as enabling career

advancement.
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Chapter 2: Methodology:

Research Design:

This research study was operationalised within the quantitative paradigm. Therefore, the
instruments that were chosen and the data that was examined were analysed by means of

quantitative methodology.

The research design utilised in this study to investigate the research hypotheses was a

non-experimental, cross-sectional research design.

Organisational Context:

The sample consisted of employees from sister accounting firms in Johannesburg and
Cape Town. These firms, together with branches in Durban and Pretoria, form part of the
South African division of a greater international network of independent accounting and

management consulting firms.

These firms met the desired organisation context requirements, in that the sample
incorporated a range of employees from all levels within the organisation. This is
important as the aim of the study was to assess whether developmental career stage
differences and differences with regard to individual employees’ perceived
instrumentality of their current jobs moderate the relationship between job design and
attitudinal reaction of job-related and non-job affective well-being. Therefore, differences
in career stage as well as differences in employees’ perceptions of utility that is derived
from the job among the participants was essential to effectively operationalise the study.
These criteria were met in the organisation and thus the organisation provided this study

with a useful sample.
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Sample:

The sampling strategy that was implemented was volunteer sampling. This was utilised
as it allowed all willing and accessible individuals to participate in the study (Howell,

2004).

The questionnaires were distributed to all the employees from the Johannesburg and Cape
Town branches of the organisation. One hundred and two questionnaires were returned;
and upon closer inspection, ninety five questionnaires were included into the sample.
This was due to incomplete responses and missing values in some questionnaires.
Therefore, the sample for this research study included ninety five participants. A
description of the biographical characteristics of the sample is portrayed in the tables

below:

Table 1: Age Distribution

AGE DISTRIBUTION
Variable Mean Standard Deviation Minimum Maximum
Age 34 12.3 19 78

Table one indicates that the youngest participant in the study was nineteen years of age.
The oldest participant was seventy eight years of age. The average age of participants

was thirty four.

As illustrated in table two, seventy eight (82%) out of the ninety five participants
included in the sample were employees from the Johannesburg branch. The remaining 17
(18%) participants were therefore employees from the Cape Town branch of the
organisation. Forty one (43%) of the ninety five participants were male and fifty four
(57%) were female. Sixty (63%) participants were White, nineteen (20%) were Black, six
(6%) were Coloured, seven (8%) were Indian and three (3%) were Asian. Sixty one
(64%) participants indicated that they speak English. Seventeen (18%) participants speak

Afrikaans as their first language. The remaining seventeen (18%) participants speak a
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first language other than English and Afrikaans as their first language. Of the ninety five
participants, forty eight (51%) indicated they were single, forty three (45%) indicated
they were married and four (4%) indicated they were divorced. Among these participants,
fifty six (59%) expressed they did not have children, sixteen (17%) had one child, twelve
(13%) had two children, eight (8%) had three children and three (3%) participants had
four or more children. Education was the last of the biographical questions. Three (3%)
participants had received an education until Standard 8 or 9. Thirteen (14%) participants
received a matric education. Twenty one (22%) participants had received a diploma. The

remaining fifty eight (61%) participants had obtained a degree.
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Table 2: Biographical Distribution

BIOGRAPHICAL DISTRIBUTION

Group (n=95)

Johannesburg 78 (82%)
Cape Town 17 (18%)
Gender (n=95)
Male 41 (43%)
Female 54 (57%)
Race (n=95)
White 60 (63%)
Black 19 (20%)
Coloured 6 (6%)
Indian 7 (8%)
Asian 3 (3%)
Language (n=95)
English 61 (64%)
Afrikaans 17 (18%)
Other 17 (18%)
Marital Status (n=95)
Single 48 (51%)
Married 43 (45%)
Divorced 4 (4%)
Children (n=95)
None 56 (59%)
One 16 (17%)
Two 12 (13%)
Three 8 (8%)
Four/More 3 (3%)
Education (n=95)
Std 8/9 3 (3%)
Matric 13 (14%)
Diploma 21 (22%)
Degree 58 (61%)

Procedure:

A human resource manager from a small organisation in Johannesburg was approached
by the researcher. An appointment was made to discuss the option of conducting the
research study at the organisation. Prior to the meeting, an organisational information
sheet was emailed to the manager (Appendix A), which gave the manager a brief

understanding about the research and what the researcher’s intentions were. The research
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rationale, purpose and intended methodology were discussed in the meeting with the
human resource manager. During the meeting, a participant information sheet (Appendix
B), biographical inventory (Appendix C) and the relevant questionnaires that assess job
characteristics, career stage, perceived instrumentality of employee’s current jobs and
job-related and non-job affective well-being (Appendices D, E, F and G respectively)
were given to the manager to make an informed decision about allowing the research to

be conducted at the firm.

After the discussion, the human resource manager, with approval from the executive
committee of the organisation, granted the researcher permission to conduct the research
at the organisation. The researcher was also granted access to the Cape Town branch of
the organisation if the desired sample size was not obtained solely from the Johannesburg

branch. A letter of the organisation’s consent was then collected by the researcher.

Shortly after permission was granted and the letter of consent was collected, the research
process began. The participant information sheet, biographical inventory and
questionnaires were printed out and distributed to all employees in the Johannesburg
branch of the organisation. The information sheet explained the purpose of the research to
the employees of the organisation and also explained how the research was to be
executed. The participant information sheet explained whom the researcher was and why
the research was to be conducted. It invited all employees to participate in the study.

Furthermore, it clarified that participation was voluntary, confidential and anonymous.

It was estimated that the total time to complete the questionnaires would be roughly 20
minutes. Once completed, participants were asked to submit their anonymous
questionnaires into a sealed box situated at the reception of the organisation. The act of

handing in the questionnaires was considered as the participants’ informed consent.

After it had been identified that the sample size was inadequate, the process was repeated

in the Cape Town branch of the organisation. These completed questionnaires were sent
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to the Johannesburg branch of the organisation, where the researcher collected all the

questionnaires.

With the use of SAS Enterprise Guide 4, statistical analyses were conducted on the data
obtained from the usable questionnaires from the Johannesburg and Cape Town branches

of the organisation.

Anonymity is ensured as no identifiable information is requested from the questionnaires.
Confidentiality throughout this process has been ensured and will continue to be ensured,
as no individual results will be published. After the completion of the research study, a
copy of the report and summary of the results will be sent to both branches of the
organisation. A summary of the results will also be distributed, via email, to all

employees so that those who participated are able to peruse the findings.

Measuring Instruments:

The data obtained from the questionnaires contain two types of information. The first
type of information is used for descriptive purposes and describes the sample. This
information is derived from the Biographical Inventory. The second type of information
is the information that is instrumental to answering the research hypotheses. This
information is derived from the Job Diagnostic Survey, the Occupational Tenure
Questions, the Expected Utility of Present Job Questionnaire and the Affective Well-

Being Scale. All the instruments are explained below.

Biographical Inventory (Appendix C):

Demographic details are required in order to describe the characteristics of the sample in
terms of gender, age, marital status and so on. The questions in the biographical

inventory are sufficiently general so as to ensure the anonymity of participants.
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Job Characteristics (Appendix D):

Stimulation derived from the design of the job characteristics was assessed by the Job
Diagnostic Survey developed in 1975 by Hackman and Oldham. Although a revision of
the job diagnostic survey has been developed by Idaszak and Drasgow (1987), Kulik,
Oldham and Langner (1988) advise that rather than using this revised version, it is best to
use the original job diagnostic survey. This scale consists of 15 items. Responses are
scored on a one to seven Likert type scale. Examples of the items used are: “How much
autonomy is there in your job? That is, to what extent does your job permit you to decide
on your own how to go about doing your work?”” and “The job provides me the chance to
completely finish the pieces of work I begin”. Fried et al. (2007) argue that the core job
dimensions of skill variety, task identity, task significance, autonomy and job feedback
contribute to job stimulation. Therefore, according to this conceptualisation of the job
design principle and the notion that the stimulation employees derive from their jobs is
derived from these dimensions, the researcher assessed job stimulation rather than the
individual job characteristics in the research investigation. Therefore, instead of exploring
the effects of each of the subscales, the total scale is utilised in this study. The internal-
consistency reliabilities are 0.71; 0.59; 0.66; 0.66 and 0.71 for skill variety, task identity,
task significance, autonomy and feedback respectively (Hackman & Oldham, 1975). The
internal-consistency reliability for the total scale is not given. Although Anastasi (1988)
reports that an acceptable internal-consistency reliability is 0.6, Hackman and Oldham
(1975) conclude that their results suggest the internal-consistency reliabilities of the items
are satisfactory. The internal-consistency reliability for the total scale in the current study

is 0.8 and is thus psychometrically sound for the purpose of this research study.

Career Stage (Appendix E):

In accordance with the procedure Ayree et al. (1994) utilised in their study, career stage
was measured, in this study, by drawing on a variety of occupational tenure questions.
Career stage was thus operationalised by questions that explore employees’ tenure in

their line of work or vocation (Ayree et al., 1994).
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Emplovee’s Perceived Instrumentality of their Current Job (Appendix F):

Employees’ perceived instrumentality of their current jobs was measured by The
Expected Utility of Present Job two-item measure, developed by Bedeian et al (1991).
The two items that established the expected utility of employees’ present jobs for the
future attainment of valued career outcomes are: “I feel that my present job will lead to
future attainment of my career goals” and “My present job is relevant to the growth and
development in my career’. Responses were scored on a one (strongly agree) to five
(strongly disagree) Likert dimension. This indicated that the higher the score obtained,
the greater the expected utility of the employees’ present jobs. The internal-consistency
reliability for this scale is 0.77, which is considered to be an acceptable Cronbach Alpha
(Anastasi, 1988). The internal-consistency reliability for the total scale in the current
study is 0.94. Therefore, the expected utility of present job measure has sufficient

psychometric properties for use in this research study.

Affective Well-Being (Appendix G):

Affective well-being was assessed using Warr’s (1990) Affective Well-Being Scale. The
two axes of affective well-being were assessed through parallel sets of questionnaire
items that evaluate both job-related and non-job mental health (Warr, 1990). The job-
related mental health questions asked participants to consider "how much of the time
your job has made you feel each of the following [in] the past few weeks”. The non-job
mental health question required participants to assess "how much of the time in your life
outside your job have you felt each of the following [in] the past few weeks”. Both these
questions contained items from the three principal axes for the measurement of affective
well-being. All items are scored on a range from one to six. Adjectives that measure
anxiety-contentment affective well-being are “tense, uneasy, worried, calm, contented
and relaxed” for both questions. The Cronbach’s Alpha for this scale is 0.76 and 0.81 for
the job-related and non-job aspects of affective mental health respectively. Adjectives
that measure depression-enthusiasm affective well-being are “depressed, gloomy,
miserable, cheerful, enthusiastic, and optimistic” for both questions. The internal-
consistency reliability is 0.8 and 0.81 for the job-related and non-job aspects of affective

mental health respectively. The negative adjectives are reverse scored, which indicates
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that high scores represent positive well-being. According to Warr (1990) the
questionnaire of affective well-being appears to be psychometrically acceptable and easy
for job-holders at all levels to complete. The internal-consistency reliabilities for the job-
related and non-job well-being in the current study are 0.89 and 0.9 respectively. Thus,
this measure has reliable psychometric properties and is therefore suitable for this

research investigation.

Method of Analysis:

Internal-Consistency Reliabilities:

Reliability refers to the consistency of scores obtained by the same person with different
sets of equivocal items (Anastasi, 1988). The method for interpreting a reliability score
using a single administration of a single form is based on the consistency of responses to
all items in the scale (Anastasi, 1988). This is called internal-consistency reliability and is
measured using a Cronbach Alpha. Cronbach Alpha is used when a respondent may
receive a range of numerical scores on a test (Anastasi, 1988). A Cronbach Alpha scores
between 0 and 1. The closer the score is to 1, the more reliable the scale is (Devlin,
2006). Thus, internal-consistency reliabilities were tested in order to assess the integrity
of the scales; and to assess whether the scales adequately measure, in this study, what the

developers intended them to (Anastasi, 1988; Devlin, 2006).

Descriptive Statistics:

Descriptive statistics were used to provide an overview of the sample. Demographic
variables such as gender, marital status and age were assessed in order to determine their

implications on the variables in the study.

The ¢ test is a test of significance that examines the difference between two groups (for
example: the Johannesburg and the Cape Town branches of the organisation; or between
the male and female groups of participants) (Rosenthal & Rosnow, 1991). It was utilised
in this study to assess whether these variables have an influence over any of the other

variables.
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When analysing the difference between more than two groups, an f test, Analysis of
Variance (ANOVA) is the technique used (Rosenthal & Rosnow, 1991). The same
assumptions apply here as did in the ¢ test. Thus, once again, all assumptions are met. In
the current study an ANOV A was used to assess if there are significant differences

between participant’s marital status, race, education and so forth.

If significant differences occur, it is essential to comprehend which of the groups differ
from each other. This will give information about which group generally score either
higher or lower in the scales that were found to be significant. In this situation, a post-hoc
Bonferroni test was implemented in order to assess exactly which groups differed
significantly from each other and how. The Bonferroni post hoc test is a conservative
analysis in that it controls for the individual type I error rates (Rosenthal & Rosnow,
1996). This type of conservative analysis is used when there is a small number of a

groups being assessed.

Correlation Analysis:

A correlation procedure was used in this study to determine whether a there are
relationships between any of the variables measured in the study (Devlin, 2006; Howell,
2004; Mimmack, Meyer & Manas, 2001). Anastasi (1988) defines this procedure as

expressing the degree of correspondence or relationship between two sets of scores.

According to Howell (2004) the correlation coefficient measures the strength of an
existing relationship and ranges from —1 to +1. A positive number represents a positive
relationship, whereby an increase in one variable is associated with an increase in the
other variable. Therefore, a negative relationship is one where an increase in the one
variable is associated with a decrease in the other (Howell, 2004). The closer the number
is to one, the stronger the relationship is, be it positive or negative (Howell, 2004).
Rosenthal and Rosnow (1996) and Howell (2004) state that the most powerful parametric

correlation coefficient is the Pearson Product-Moment Correlation Coefficient.
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Moderated Multiple Regression:

A moderator is a qualitative or quantitative variable that affects the direction and/or
strength of the relation between an independent and dependent variable (Baron & Kenny,
1986). Moderation, according to Baron and Kenny (1986), implies that the causal
relationship between two variables changes as a function of the moderator variable. The
present study aims to assess whether career stage differences and differences in
perceptions of utility, value and instrumentality of employee’s current jobs, classified as
career dynamics, moderate the relationship between job design and job-related and non-

job affective well-being.

Baron and Kenny (1986) indicate that a moderator model is one where certain criteria are
required. There are three causal paths that feed into the outcome variable: the impact of
the independent variable, the impact of the moderator variable, and an interaction of these
two paths. The statistical analysis must measure and test the differential effect of the
independent variable on the dependent variable as a function of the moderator variable
(Baron & Kenny, 1986). Therefore, to test a moderator relationship for both career stage
and the instrumentality of employees’ present jobs on the relationship between job design
and affective well-being, the appropriate procedure is the moderated multiple regression

technique (Baron & Kenny, 1986).

Ethical considerations:

The participant information sheet expresses that all participation is voluntary,
confidential and anonymous; and that there will be no negative consequences if an
employee chooses not to participate in the study. The participant information sheet
explains that submission of the completed questionnaires serves as the participant’s
consent. This ensures anonymity as no identifying characteristics are required or

requested.

The participant information sheet communicates that all participation is completely

voluntary, thus the participant can choose whether or not to hand in his or her
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questionnaire. However, once the questionnaire has been submitted, the participant
cannot withdraw from the study. Thus, the handing in of the questionnaire serves as the

participant’s informed consent.
After completion of the study, summary results will be published and given to the

organisation. No individual results will be published, which will further ensure

confidentiality.
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Chapter 3: Results:

The aim of this chapter is to answer the hypotheses and present the results of the research
investigation. The internal consistency-reliabilities and descriptive statistics are
discussed. After which, the biographical information and the effects they have on the
variables in the study are inspected. The results of the correlation procedure, which
examines whether the variables are related to each other and how, are explored. Finally,
the moderated multiple regression results, which evaluate the primary research

hypotheses, are investigated and discussed.

Reliabilities:

It has been concluded that an internal-consistency reliability (or Cronbach Alpha) score
of .6 indicates that the scale is reliable (Anastasi, 1988). The achievement of a
sufficiently reliable score leads to the interpretation that the scale is of sound
psychometric properties to be utilised in a study. Table three illustrates the internal-

consistency reliability scores for the scales used in the current study.

Table 3: Cronbach Alpha Scores

INTERNAL-CONSISTENCY RELIABILITY COEFFICIENTS

CRONBACH ALPHA
Variable Reliability Score
Stimulation derived from Job Design 0.8
Perceived Instrumentality of Current Job 0.94
Job-Related Well-Being 0.89
Non-Job Well-Being 0.9

The reliability score for the job design variable is .8. The reliability score for the
instrumentality employee’s perceive from their jobs is .94. The job-related and non-job

affective well-being scales scored Cronbach Alpha’s of .89 and .9 respectively. The
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internal-consistency reliability scores for all the variables are thus above the required

score of .6. Therefore, all the scales meet the desired requirements for psychometrically

sound scales and are sufficiently reliable and credible for use in the current research

investigation.

Descriptive Statistics:

Table four displays the means, the minimum and maximum scores; and the standard

deviations of each of the variables considered in the study. The aim of this information is

to describe the results obtained in the current study.

Table 4: Summary Results of the Variables

DESCRIPTIVE STATISTICS

Variable Mean Standard Minimum | Maximum | Sample
Deviation Size

Stimulation 73.76 12.53 46 102 95

derived from

Job Design

Career Stage 10.19 12 0.25 49 95

Perceived 8.24 1.95 2 10 95

Instrumentality

of current Job

Job-Related 4543 9.84 18 70 95

Well-Being

Non-Job Well- 53.76 9.22 23 71 95

Being

The job design variable had an average score of 73.76. The minimum score for this

variable was 46 and the maximum score was 102. The average score for career stage was

10.19. This variable had 0.25 as its minimum and 49 as its maximum. For the employee’s

perceived instrumentality of their current jobs, the average score was 8.24, where the
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minimum was 2 and the maximum was 10. The job-related well-being variable had an
average score of 45.43. The minimum and maximum scores were 18 and 70 respectively.
The average score for non-job well-being was 53.76. The minimum score for this
variable was 23 and the maximum score was 71. This table provides a description of the
results obtained by the sample of 95 employees from the accounting firm. To understand
the sample more accurately, however, analyses were conducted on the biographical
information. The purpose of this was to infer the results obtained by the sample onto the

larger population.

Using the information provided in table one and two above that describe the sample, ¢
tests and f (ANOVA: Analysis of Variance) tests were performed in order to assess
whether these groups have any significant differences. Table five and six demonstrate the

results for the ¢ tests.

Table 5: T Test (Group)

TWO INDEPENDENT SAMPLES T-TESTS (GROUP)

Variable Degrees of Freedom T Value Probability Value

Stimulation derived 93 -1.75 0.08

from Job Design

Career Stage 93 1.36 0.18
Perceived 93 -1.50 0.14
Instrumentality of

current Job

Job-Related Well- 93 -1.13 0.26
Being

Non-Job Well- 93 -1.17 0.25
Being

* Significant result at .05 level of significance.
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From the statistical analyses, it can be established that there are no significant differences
on any of the variables in the study in terms of the group to which the participants
belonged. In other words there is no significant difference between participants from the
Johannesburg and Cape Town branches of the organisation in respect to the way they
perceive the manner in which their jobs are designed, their career stage, the
instrumentality they derived from their jobs and their job-related and non-job affective

well-being.

Table 6: T Test (Gender)

TWO INDEPENDENT SAMPLES T-TESTS (GENDER)

Variable Degrees of Freedom T Value Probability Value

Stimulation derived 93 0.94 0.35

from Job Design

Career Stage 93 0.43 0.67
Perceived 93 0.96 0.34
Instrumentality of

current Job

Job-Related Well- 93 -0.48 0.63
Being

Non-Job Well- 93 1.94 0.05
Being

* Significant result at .05 level of significance.

There are no significant differences on any of the variables in the study in terms of
gender. Thus, the scores obtained on each of the variables (job design, career stage,
perceived instrumentality of their current jobs and their job-related and non-job affective

well-being) are derived regardless of whether the participant is male or female.

The following tables indicate the results of the Anova analyses and the Bonferonni

(Dunn) post-hoc tests (where necessary).
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Table 7: F (Race)

ANALYSIS OF VARIANCE: F-TEST (RACE)

Variable Degrees of Freedom F Value Probability Value
Stimulation derived 4.90 1.82 0.13
from Job Design
Career Stage 4.90 2.57 0.05
Perceived 4.90 0.78 0.54
Instrumentality of
current Job
Job-Related Well- 4.90 0.34 0.85
Being
Non-Job Well- 4.90 4.86 0.0014*
Being

* Significant result at .05 level of significance.

From the f test that was conducted to test whether there are significant differences in the

participant’s perceptions of job design, their career stage, their perceptions of the

instrumentality they derive from their jobs and their job-related and non-job affective

well-being due to their race, it was possible to comprehend that race has a significant

effect on the participants’ non-job affective well-being. There are no significant

differences, according to the race a participant belongs, on job design, career stage,

perceived instrumentality of the employee’s job and job-related affective well-being.

However, membership of particular racial groups has a significant effect on the

participant’s non-job affective well-being. A Bonferonni (Dunn) post-hoc 7 test was

conducted to determine which of these groups differed from each other in terms of non-

job well-being.
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Table 8: Bonferonni (Dunn) Post-Hoc T Test (Race on Non-Job Well-Being)

BONFERONNI (DUNN) POST-HOC T TEST
(Race on Non-Job Well-Being)

Significantly different at Variable Name Mean
alpha = .05
* e 2 e Black o 47.36
o | e  White o 54.68
* e 2 e Black o 47.36
e 4 ¢ Indian e 6257

According to this analysis, it was found that there are significant differences in the non-
job affective well-being scores between the different racial groups. Specifically,
participants who fall into the Black racial category rate their non-job affective well-being

significantly lower than both the White racial group and the Indian racial group.

The next ANOVA test was conducted to assess the effect marital status may have on the

variables in the study. This is shown in table nine.
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Table 9: F Test (Marital Status)

ANALYSIS OF VARIANCE: F-TEST (MARITAL STATUS)

Variable Degrees of Freedom F Value Probability Value

Stimulation derived 2.92 0.48 0.62

from Job Design

Career Stage 2.92 13.86 <.0001*

Perceived 2.92 2.39 0.1

Instrumentality of

current Job

Job-Related Well- 2.92 341 0.04*
Being

Non-Job Well- 2.92 0.70 0.51
Being

* Significant result at .05 level of significance.

It is clear from the analysis that marital status has a significant effect on career stage and
job-related affective well-being. It does not however have a significant effect on the job
design, perceived instrumentality of current job, or the non-job affective well-being
scores. To further understand the significant effect marital status has on career stage and
job-related affective well-being, the Bonferonni (Dunn) post-hoc 7 test must be analysed.

These are shown in tables 10 and 11.

Table 10: Bonferonni (Dunn) Post-Hoc T Test (Marital Status on Career Stage)

BONFERONNI (DUNN) POST-HOC T TEST
(Marital Status on Career Stage)

Significantly different at Variable Names Means
alpha = .05
* o 1 e Single e 452
e 3 e Divorced e 13.62
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Upon assessment, it is understood that single and divorced participants had significantly
different career stage scores. Single participants scored significantly lower than the

divorced participants in response to their career stage.

Table 11: Bonferonni (Dunn) Post-Hoc T Test (Marital Status on Job-Related Well-

Being)
BONFERONNI (DUNN) POST-HOC T TEST
(Marital Status on Job-Related Well-Being)
Significantly different at Variable Names Means
alpha = .05

Despite the significant result that indicated marital status has an effect on job-related
affective well-being, upon inspection of the post-hoc analysis it was found that none of
the groups scored significantly differently on the job-related affective well-being
variable. Thus there is insufficient evidence to conclude that marital status causes a

significant difference among participant’s job-related affective well-being scores.
The next table, table 12, represents the ftest conducted on the number of children

participants have. This was executed to assess whether there are any significant

differences among the groups of this category.
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Table 12: F Test (Children)

ANALYSIS OF VARIANCE: F-TEST (CHILDREN)

Variable Degrees of Freedom F Value Probability Value
Stimulation derived 5.89 1.99 0.09
from Job Design
Career Stage 5.89 17.02 <.0001*
Perceived 5.89 5.56 0.0002*
Instrumentality of
current Job
Job-Related Well- 5.89 1.93 0.1
Being
Non-Job Well- 5.89 4.04 0.0024*

Being

* Significant result at .05 level of significance.

The number of children the participants have does not result in significant differences in

terms of participant’s responses to their job design and job-related affective well-being.

However, amount of children does result in significant differences in terms of career

stage, perceived instrumentality of current job and non-job affective well-being. These

are examined in greater detail in the following tables. Tables 13, 14 and 15 therefore

represent the post-hoc analysis for the number of children on career stage, perceived

instrumentality of current job and non-job affective well-being respectively.
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Table 13: Bonferonni (Dunn) Post-Hoc T Test (Children on Career Stage)

BONFERONNI (DUNN) POST-HOC T TEST
(Children on Career Stage)

Significantly different | Variable Name Mean
at alpha = .05
* e 0 e No Children o 4.65
o 2 e 2 Children e 215
* e 0 e No Children o 4.65
e 3 e 3 Children e 26.12
* e 0 e No Children e 465
e 4 e 4 Children e 355
* e 1 e [ Child e 05
e 2 e 2 Children e 215
* e 1 e | Child e 0.0
e 3 e 3 Children e 26.12
* e 1 e [ Child e 05
o 4 ¢ 4 Children e 355

The number of children participants have has a major effect on their career stage.
Participants who have no children differ significantly to those who have two, three and
four children. In particular, the participants with no children have significantly lower
career stages than those who have two, three and four children. Similarly, those
participants who have one child differ significantly and have indicated earlier career

stages than those who have two three and four children.
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Table 14: Bonferonni (Dunn) Post-Hoc T Test (Children on Perceived Instrumentality of

Current Job)
BONFERONNI (DUNN) POST-HOC T TEST
(Children on Perceived Instrumentality of Current Job)
Significantly different | Variable Name Mean
at alpha = .05
* e 0 e No Children e 853
e 3 e 3 Children e 575
* e 1 e [ Child e 0.12
e 3 e 3 Children e 575

From this analysis, it is recognised that those who have three children perceive the
instrumentality derived from their current jobs significantly lower than those with no

children or one child.

Table 15: Bonferonni (Dunn) Post-Hoc T Test (Children on Non-Job Well-Being)

BONFERONNI (DUNN) POST-HOC T TEST
(Children on Non-Job Well-Being)

Significantly different | Variable Name Mean
at alpha = .05
* e 0 ¢ No Children e 5555
e 3 e 8 Children e 23
g e 1 e 1 Child e 54.06
e 8 e 8 Children e 23
g e 2 e 2 Children e 51
e 8 e 8 Children e 23
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The participant who indicated that he or she has eight children differs significantly from

the participants who have no children, one child or two children in terms of non-job

affective well-being. The participant with eight children scores lower than those with no

children, one child or two children in the non-job affective well-being score.

Lastly, the amount of education participants received was examined. This can be viewed

in table 16 as follows.

Table 16: F Test (Education)

ANALYSIS OF VARIANCE: F-TEST (EDUCATION)

Variable Degrees of Freedom F Value Probability Value
Stimulation derived 3.91 0.43 0.73
from Job Design
Career Stage 3.91 3.54 0.0178%*
Perceived 3.91 2.23 0.09
Instrumentality of
current Job
Job-Related Well- 3.91 1.45 0.23
Being
Non-Job Well- 3.91 0.44 0.72

Being

* Significant result at .05 level of significance.

The amount of education participants had received had an influence on the participant’s

career stages. However, education does not have an influence on job design, perceived

instrumentality of current job or job-related and non-job affective well-being. The next

analysis, which can be seen in table 17, looks at this result in order to make sense of the

finding.
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Table 17: Bonferonni (Dunn) Post-Hoc T Test (Education on Career Stage)

BONFERONNI (DUNN) POST-HOC T TEST

(Education on Career Stage)

Significantly different | Variable Name Mean
at alpha = .05
* e 3 e Diploma e 1541
o 4 e Degree e 714

The result of this post-hoc analysis indicates that the participants with diplomas and

degrees differ significantly in the way they view their career stages. Those who had

obtained degrees indicated significantly lower career stage scores than those who had

obtained diplomas.

Descriptive Results:

There is sufficient evidence to conclude that:

a)

b)

c)

d)

€)

Race has an effect on Non-Job Affective Well-Being:
o Black participants rate their non-job affective well-being significantly
lower than both White and Indian participants.
Marital Status has an effect on Career Stage:
o Single participants scored significantly lower than the divorced
participants in response to their career stages.
The number of children has an effect on Career Stage:
o Participants with no children or one child have reported significantly
lower career stages than those who have two, three or four children.
The number of children has an effect on Perceived Instrumentality of Employees’
Current Jobs:
o Employees who have three children perceive the instrumentality they
derive from their current jobs significantly lower than those with no
children or one child.

The number of children has an effect on Non-Job Affective Well-Being:
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o The participant with eight children scores lower than those with no
children, one child or two children in their non-job affective well-being
scores.

f) Education has an effect on Career Stage:
o Those who had obtained degrees indicate significantly lower career stages

than those who had obtained diplomas.
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Correlation Analysis:

The current research investigation utilises the Pearson’s Product-Moment Correlation to

test the research hypotheses. The Pearson’s test was conducted, as this parametric test is

the most powerful correlation technique (Rosenthal & Rosnow, 1996). Table 18 contains

the Pearson Product-Moment Correlation Matrix between all the variables of interest in

the study: job design, career stage, perceived instrumentality of employees’ current jobs,

job-related affective well-being and non-job affective well-being.

Table 18: Correlation Results Table

PEARSON CORRELATION COEFFICIENTS AND RELATED

PROBABILITY VALUES
Career Stimulation Perceived Job-Related | Non-Job
Stage derived from | Instrumentality | Well-Being Well-
Job Design | of Current Job Being
Career Stage 1
Stimulation 0.18 1
derived from 0.08
Job Design
Perceived -0.43 0.22 1
Instrumentality <.0001* 0.03*
of Current Job
Job-Related 0.08 0.3 0.02 1
Well-Being 0.46 0.0031* 0.85
Non-Job Well- -0.16 0.02 0.2 0.25
Being 0.11 0.85 0.06 0.01%*

* Significant result at .05 level of significance.

From the results of the correlation table it is evident that some of the variables of interest

are associated with one another. Each of these associations will now be discussed.
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The correlation between career stage and perceived instrumentality of employees’ current
jobs is -.43 (p < .0001). This significant score indicates that there is a moderate
association between these two variables. From the Pearson Correlation Coefficient it is
clear that the association between these variables is negative. Therefore, later stages of
participants’ careers are associated with lower perceived instrumentality they derive from
their current jobs. In other words, later career stage is associated with low perceptions of
instrumentality employees derive from their current jobs in terms of realising their

desired career objectives.

Stimulation derived from job design and perceived instrumentality of employees’ current
jobs have a correlation of .23 (p = .03). This signifies that a positive, but weak association
between these variables exist. High amounts of stimulation employees derive from the
design of their jobs is associated with high levels of value they perceive from their jobs in

terms of the attainment of their desired careers.

There is a significant correlation of .3 between job design and job-related affective well-
being, which suggests that a moderate relationship between these two variables exists (p
=.003). High stimulation derived from the design of employee’s jobs is associated with

high levels of job-related affective well-being.

The correlation between the perceived instrumentality of employees’ current jobs and
job-related affective well-being is .27 (p = .008). This significant value indicates the

existence of a weak positive association between these variables. High perceptions of
instrumentality employees derive from their jobs is associated with high levels of job-

related affective well-being.
There is a weak correlation of .25 between job-related affective well-being and non-job

affective well-being (p = .01). Thus, high levels of job-related affective well-being are

weakly associated with high levels of non-job affective well-being.
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Summary of Correlation Results:

There is sufficient evidence to conclude that:

a)

b)

d)

€)

Career Stage is associated with Perceived Instrumentality of Employees’ Current

Jobs:

o High career stage is associated with low perceptions of instrumentality
employees derive from their current jobs in terms of realising their desired
careers.

Stimulation derived from Job Design is associated with Perceived Instrumentality

of Employees’ Current Jobs:

o High degrees of stimulation employees derive from the design of their jobs is
associated with high perceptions of job instrumentality.

Stimulation derived from Job Design is associated with Job-Related Affective

Well-Being:

o High stimulation derived from the design of employees’ jobs is associated

with high levels of job-related affective well-being.

Job Instrumentality is associated with Job-Related Affective Well-Being:

o High perceptions of instrumentality employees’ derive from their jobs is

associated with high levels of job-related affective well-being.

Job-Related Affective Well-Being is associated with Non-Job Affective Well-

Being:

o High levels of job-related affective well-being are associated with high levels

of non-job affective well-being.
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Multiple Moderated Regression:

The primary research hypotheses in this study are:

la. Career stage moderates the effect of stimulating job characteristics on attitudinal
reactions, such that employees are more likely to respond favourably, in terms of
their job-related affective well-being, to lack of stimulation at early career stages.

1b. Career stage moderates the effect of stimulating job characteristics on attitudinal
reactions, such that employees are more likely to respond favourably, in terms of
their non-job affective well-being, to lack of stimulation at early career stages.

2a. Perceived career instrumentality of an employee’s current job moderates the
effect of stimulating job characteristics on attitudinal reactions, such that
employees are more likely to respond favourably, in terms of their job-related
affective well-being, to lack of job stimulation when they perceive their job as
enabling career advancement.

2b. Perceived career instrumentality of an employee’s current job moderates the
effect of stimulating job characteristics on attitudinal reactions, such that
employees are more likely to respond favourably, in terms of their non-job
affective well-being, to lack of job stimulation when they perceive their job as

enabling career advancement.

Therefore, in order to assess these hypotheses, the multiple moderated regression analysis
was conducted. According to Baron and Kenny (1986) three paths must be tested. The
purpose of this is to establish the effect the independent variable (job design) has on the
dependant variable (job-related affective well-being; and non-job affective well-being);
the effect the independent variable and the moderator variable (career stage; and
perceived instrumentality of employees’ current jobs) have on the dependent variable;
and the effect the independent variable, the moderator variable and an interaction of the
two have on the dependent variable (Baron & Kenny, 1986). Therefore, an explanation of
what was done in each hypothesis test precedes the results of each research hypotheses.

These are shown as follows.
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Hypothesis 1:

In the first hypothesis analysis the following regressions took place:

e Stimulation derived from Job Design on Job-Related Affective Well-Being

(Hypothesis 1: Regression Equation 1)

e Stimulation derived from Job Design and Career Stage on Job-Related Affective

Well-Being (Hypothesis 1: Regression Equation 2)

e Stimulation derived from Job Design and Career Stage and Stimulation derived

from Job Design*Career Stage on Job-Related Affective Well-Being (Hypothesis

1: Regression Equation 3)

Table 19: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

12.34

0.12

0.0007*

* Significant result at .05 level of significance.

Table 20: Multiple Moderated Regression Equation 1: (Job Design on Job-Related

Affective Well-Being)

MULTIPLE MODERATED REGRESSION: JOB-RELATED AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 1.93 3.51 0.0007*

derived from Job

Design

* Significant result at .05 level of significance.
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Table 21: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

6.11

0.11

0.0032%*

* Significant result at .05 level of significance.

Table 22: Multiple Moderated Regression Equation 2: (Job Design and Career Stage on
Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: JOB-RELATED AFFECTIVE

WELL-BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 2.92 341 0.001*
derived from
Job Design
Career Stage 95 2.92 0.14 0.89
* Significant result at .05 level of significance.
Table 23: Model Statistics
MODEL STATISTICS
F Value R-Square Probability Value
4.16 0.12 0.0082*

Significant result at .05 level of significance.
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Table 24: Multiple Moderated Regression Equation 3: (Job Design and Career Stage and
Job Design*Career Stage on Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: JOB-RELATED AFFECTIVE

WELL-BEING
Variable N Degrees of T Value P Value
Freedom

Stimulation 95 3.91 2.78 0.0065*
derived from Job
Design

Career Stage 95 3.91 -0.56 0.57

Stimulation 95 3.91 0.59 0.55
derived from Job
Design* Career
Stage

* Significant result at .05 level of significance.

As illustrated in regression equation one, there is a significant relationship between the
independent variable and the dependent variable (p = .0007). The regression equation two
suggests there is also a significant relationship between the moderator variable and the
dependent variable (p = .0032). Thus, there is a relationship between the stimulation
employees derive from the design of their jobs; and their career stages on job-related
affective well-being. Upon inspection of regression equation three, the model remains
significant (p = .0082). Therefore, there is no change in the significance or in the
direction of the relationship with the inclusion of the interaction effect. While it is
established that there is a direct relationship between job design; and career stage and
job-related affective well-being, there is insufficient evidence to conclude career stage

moderates the relationship between job design and job-related affective well-being.
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Hypothesis 2:

The following regression analyses took place:

e Stimulation derived from Job Design on Non-Job Affective Well-Being

(Hypothesis 2: Regression Equation 1)

e Stimulation derived from Job Design and Career Stage on Non-Job Affective

Well-Being (Hypothesis 2: Regression Equation 2)

e Stimulation derived from Job Design and Career Stage and Stimulation derived

from Job Design*Career Stage on Non-Job Affective Well-Being (Hypothesis 2:

Regression Equation 3)

Table 25: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

0.04

0.0005

0.84

* Significant result at .05 level of significance.

Table 26: Multiple Moderated Regression Equation 1: (Job Design on Job-Related

Affective Well-Being)

MULTIPLE MODERATED REGRESSION: NON-JOB AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 1.93 0.21 0.84

derived from Job

Design

* Significant result at .05 level of significance.
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Table 27: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

1.39

0.03

0.25

Significant result at .05 level of significance.

Table 28: Multiple Moderated Regression Equation 2: (Job Design and Career Stage on
Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: NON-JOB AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 2.92 0.51 0.61
derived from
Job Design
Career Stage 95 2.92 -1.65 0.10
* Significant result at .05 level of significance.
Table 29: Model Statistics
MODEL STATISTICS
F Value R-Square Probability Value
1.32 0.04 0.27

Significant result at .05 level of significance.
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Table 30: Multiple Moderated Regression Equation 3: (Job Design and Career Stage and

Job Design*Career Stage on Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: NON-JOB AFFECTIVE WELL-

BEING
Variable Degrees of T Value P Value
Freedom
Stimulation 95 3.91 -0.02 0.98
derived from Job
Design
Career Stage 95 3.91 -1.35 0.18
Stimulation 95 3.91 1.08 0.28

derived from Job
Design* Career

Stage

* Significant result at .05 level of significance.

From these analyses, it is established that there is no significant relationship between the

independent variable and the dependent variable (p = .83); and the moderator variable

and the dependent variable (p = .25). Thus, there is no significant relationship between

the stimulation employees derive from the design of their jobs; and their career stages on

non-job affective well-being. With the incorporation of the interaction effect there is no

change in the significance or the direction of the relationship (p = .27). Therefore, there is

insufficient evidence to conclude career stage moderates the relationship between job

design and non-job affective well-being.
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Hypothesis 3:

In the next multiple moderated regression, the following took place:

e Stimulation derived from Job Design on Job-Related Affective Well-Being

(Hypothesis 3: Regression Equation 1)

¢ Stimulation derived from Job Design and Perceived Instrumentality of

Employee’s Current Job on Job-Related Affective Well-Being (Hypothesis 3:

Regression Equation 2)

¢ Stimulation derived from Job Design and Perceived Instrumentality of Current

Job and Stimulation derived from Job Design*Perceived Instrumentality of

Employee’s Current Job on Job-Related Affective Well-Being (Hypothesis 3:

Regression Equation 3)

Table 31: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

12.34

0.11

0.0007%*

* Significant result at .05 level of significance.

Table 32: Multiple Moderated Regression Equation 1: (Job Design on Job-Related

Affective Well-Being)

MULTIPLE MODERATED REGRESSION: JOB-RELATED AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 1.93 3.51 0.0007*

derived from Job

Design

* Significant result at .05 level of significance.
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Table 33: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

9.45

0.17

0.0002*

* Significant result at .05 level of significance.

Table 34: Multiple Moderated Regression Equation 2: (Job Design and Career Stage on
Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: JOB-RELATED AFFECTIVE

WELL-BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 2.92 2.83 0.006*
derived from
Job Design
Perceived 95 2.92 243 0.02%*
Instrumentality
* Significant result at .05 level of significance.
Table 35: Model Statistics
MODEL STATISTICS
F Value R-Square Probability Value
6.26 0.17 0.0007*

Significant result at .05 level of significance.
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Table 36: Multiple Moderated Regression Equation 3: (Job Design and Career Stage and

Job Design*Career Stage on Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: JOB-RELATED AFFECTIVE

WELL-BEING
Variable Degrees of T Value P Value
Freedom

Stimulation 95 3.91 2.36 0.02*
derived from Job
Design

Perceived 95 3.91 0.83 0.41
Instrumentality

Stimulation 95 3.91 0.26 0.8

derived from Job
Design*
Perceived

Instrumentality

* Significant result at .05 level of significance.

A direct relationship exists between the stimulation employees obtain from the design of

their jobs (p =.0007); and the instrumentality employees perceive from their jobs (p =

.0002) and job-related well-being. By incorporating the moderator effect, neither the

significance nor the direction of these relationships change (p = .0007). While it is

established that there is a direct relationship between job design; and the perceived

instrumentality of employee’s current job and job-related affective well-being, there is

insufficient evidence to conclude the perceived instrumentality of employees’ current

jobs moderate the relationship between job design and job-related affective well-being.
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Hypothesis 4:

The last analysis focused on the following regression procedures:

e Stimulation derived from Job Design on Non-Job Affective Well-Being

(Hypothesis 4: Regression Equation 1)

¢ Stimulation derived from Job Design and Perceived Instrumentality of Current

Job on Non-Job Affective Well-Being (Hypothesis 4: Regression Equation 2)

¢ Stimulation derived from Job Design and Perceived Instrumentality of Current

Job and Stimulation derived from Job Design*Perceived Instrumentality of

Current Job on Non-Job Affective Well-Being (Hypothesis 4: Regression

Equation 3)

Table 37: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

0.04

0.0005

0.84

* Significant result at .05 level of significance.

Table 38: Multiple Moderated Regression Equation 1: (Job Design on Job-Related

Affective Well-Being)

MULTIPLE MODERATED REGRESSION: NON-JOB AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 1.93 0.21 0.84

derived from Job

Design

* Significant result at .05 level of significance.
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Table 39: Model Statistics

MODEL STATISTICS

F Value

R-Square

Probability Value

0.53

0.0113

0.59

* Significant result at .05 level of significance.

Table 40: Multiple Moderated Regression Equation 2: (Job Design and Career Stage on
Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: NON-JOB AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom
Stimulation 95 2.92 -0.07 0.95
derived from
Job Design
Perceived 95 2.92 1.01 0.32
Instrumentality
* Significant result at .05 level of significance.
Table 41: Model Statistics
MODEL STATISTICS
F Value R-Square Probability Value
1.86 0.06 0.14

* Significant result at .05 level of significance.
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Table 42: Multiple Moderated Regression Equation 3: (Job Design and Career Stage and
Job Design*Career Stage on Job-Related Affective Well-Being)

MULTIPLE MODERATED REGRESSION: NON-JOB AFFECTIVE WELL-

BEING
Variable N Degrees of T Value P Value
Freedom

Stimulation 95 3.91 0.94 0.35
derived from Job
Design

Perceived 95 3.91 2.36 0.02*
Instrumentality

Stimulation 95 3.91 -2.12 0.04*
derived from Job
Design*
Perceived
Instrumentality

* Significant result at .05 level of significance.

It is established that the there is no significant relationship between the stimulation
employees gain from their jobs (p = .83), and the instrumentality they perceive from their
jobs (p = .59) and non-job affective well-being. Furthermore, there is no change in the
significance or in the direction of the relationship upon inclusion of the interaction effect
(p = .14). Therefore, there is insufficient evidence to conclude the instrumentality
employees perceive from their jobs moderates the relationship between job design and

non-job affective well-being.
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a)

b)

c)

d)

Moderated Multiple Regression Results:

There is insufficient evidence to conclude Career Stage moderates the relationship
between Stimulation derived from Job Design and Job-Related Affective Well-Being.
There is insufficient evidence to conclude Career Stage moderates the relationship
between Stimulation derived from Job Design and Non-Job Affective Well-Being.
There is insufficient evidence to conclude the Perceived Instrumentality of
Employees’ Current Jobs moderates the relationship between Stimulation derived
from Job Design and Job-Related Affective Well-Being.

There is insufficient evidence to conclude the Perceived Instrumentality of
Employees’ Current Jobs moderates the relationship between Stimulation derived

from Job Design and Non-Job Affective Well-Being.

-70 -



Chapter 4: Discussion:

The primary goal of the current research was to assess the suggestion proposed by Fried
et al. (2007) that by incorporating career dynamics into the job design premise, the
current conceptualisation of job design and the effects it has on attitudinal outcomes will
be enhanced. Therefore, the foundation that underpinned the current study was the
hypothesis that career dynamics moderate the relationship between the stimulation
derived from the design of the job and the attitudinal reaction of job-related and non-job
affective well-being that result from the job. It was thus hypothesised that employees’
reactions to stimulating jobs are dependant on their personal career aspirations and
expectations. A discussion of the primary aims of the study will now take place. Upon
completion of this section, limitations of the study, directions for future research and

practical implications are identified.

Although interpreting the biographical characteristics of the sample is not the principal
aim of the research, it is important to understand findings which may be derived from the
biographical data. It is therefore necessary to be aware of the influence the biographical
information may have in order to investigate the primary research hypotheses more
effectively. Therefore, this discussion will commence with an acknowledgment of some

of the interesting implications derived from the biographic findings.

A finding derived from the study concludes that single employees report earlier levels of
career stage than divorced employees; as well as the finding that concludes that
employees with no children or one child report earlier levels of career stage than the
employees with two, three or four children. As expected, the study supported the results,
which suggest that career stage and life stage are associated concepts. The concepts relate
in a manner that suggests that employees early in their life stages (single rather than
divorced) perceive themselves to be in earlier career stages. Employees later in their life

stages (with more children) perceive themselves to be later in their career stages.
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The following finding reports that the number of children employees have has an effect
on the perceptions of instrumentality they derive from their current jobs. Specifically, this
suggests that employees who have three children describe lower perceptions of job
instrumentality than employees with no children or one child. This implies that
employees with more children may perceive themselves to be tied down to their jobs and
less mobile than employees with fewer children in their possible job movement and in the
attainment of their desired career aspirations. These employees may therefore not
consider the value of their current jobs as aiding in the advancement of their career goals,
which may thus prompt them to report lower perceptions of job instrumentality than

employees with fewer children.

From assessing of some of the biographic findings and understanding the implications

that may be derived, the primary research hypotheses can now be evaluated with more

awareness and therefore more effectiveness. Therefore, the hypotheses upon which the
study was based are:

Hypothesis 1a: Career stage moderates the effect of stimulating job characteristics
on attitudinal reactions, such that employees are more likely to
respond favourably, in terms of their job-related affective well-
being, to lack of stimulation at early career stages.

Hypothesis 1b: Career stage moderates the effect of stimulating job characteristics
on attitudinal reactions, such that employees are more likely to
respond favourably, in terms of their non-job affective well-being,
to lack of stimulation at early career stages.

Hypothesis 2a: Perceived career instrumentality of an employee’s current job
moderates the effect of stimulating job characteristics on attitudinal
reactions, such that employees are more likely to respond
favourably, in terms of their job-related affective well-being, to
lack of job stimulation when they perceive their job as enabling
career advancement.

Hypothesis 2b: Perceived career instrumentality of an employee’s current job

moderates the effect of stimulating job characteristics on attitudinal
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reactions, such that employees are more likely to respond
favourably, in terms of their non-job affective well-being, to lack
of job stimulation when they perceive their job as enabling career

advancement.

During the assessment, it was found that there is insufficient evidence to conclude

moderating effects of career dynamics on the relationship between the stimulation

derived from the design of the job and the attitudinal reaction of job-related and non-job

affective well-being that result from the job.

Therefore the findings of the study are expressed as follows:

Hypothesis 1a:

Hypothesis 1b:

Hypothesis 2a:

Hypothesis 2b:

There is insufficient evidence to conclude career stage moderates
the relationship between job design and job-related affective well-
being.

There is insufficient evidence to conclude career stage moderates
the relationship between job design and non-job affective well-
being.

There is insufficient evidence to conclude that perceived
instrumentality of employee’s current jobs moderates the
relationship between job design and affective job-related well-
being.

There is insufficient evidence to conclude that perceived
instrumentality of employee’s current jobs moderates the

relationship between job design and non-job affective well-being.

The current research study, which was unable to conclude that career dynamics moderate

the relationship between the stimulation derived from job design and affective well-

being, was centred on the proposal that job design theorists, such as Fried, Grant, Levi,

Hadani and Slowik (2007) introduced a career dynamics model of reactions to job design.

This model suggests the idea of incorporating career dynamics into the construct of job

design in order to deduce whether understanding the effect career expectations and
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aspirations have on employees will lead to understanding the greater concept of job
design and the implications it has on the attitudinal and behavioural outcomes of
employees at work (Fried et al., 2007). In the conception and development of their model,
Fried et al. (2007) propose that career dynamics are useful in the interpretation of the
relationship between job design and attitudinal outcomes, such as affective well-being.
While their proposal that there is a moderating effect of career dynamics on the
relationship between the stimulation derived from the design of the job and the attitudinal
reaction of affective well-being was not supported, the idea of incorporating career
dynamics into the relationship was shown to be of relevance in the findings of the current

study.

The study concluded a significant relationship between the stimulation employees derive
from the design of their jobs and their job-related affective well-being, whereby high
stimulation is associated with high levels of job-related affective well-being. This is
supported by findings by Chang and Lee, 2006; Karasek, 1979; Kelloway and Barling,
1991; Lantz and Brav, 2007 and Warr, 1990, who all found significant relationships
between job design and effective well-being and mental health. The significant finding
supports the foundation of Fried et al.’s (2007) model that there is a relationship between
the stimulating job characteristics and the attitudinal reaction of well-being. Furthermore,
while the current study reported that career stage was neither related to job design nor
affective well-being, employees’ perceptions of the instrumentality of their current jobs
was related to both job design and job-related affective well-being. This therefore
confirms Fried et al.’s (2007) proposition that career dynamics is important in
understanding the relationship between job design and effective well-being and is
therefore worth investigating further. Therefore, Fried et al.’s (2007) initial proposal that
the constructs of job design and affective well-being will be enhanced by taking a career

dynamics perspective (Fried et al., 2007) is supported.
However, in their model, Fried et al. (2007) not only suggest that career dynamics is

important in enhancing the understanding of the relationship but specifically propose that

career dynamics moderate the relationship between job design and job-related and non-
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job affective well-being. However, the proposed moderating affect of career dynamics on
the relationship between the stimulation derived from the design of the job and affective
well-being was not supported in the current research investigation. At this point it would
be useful to relate the current findings to previous research. However, very little previous
research could be found that either supports or refutes the findings that were concluded in
the current research study. Therefore, a key disadvantage of the study is the limited
existing literature on the incorporation of career dynamics into the job design premise
and the implications these have on attitudinal reactions, such as job-related and non-job
affective well-being. This is due to the fact that the proposal by Fried et al. (2007) to
investigate the relationship between job design and attitudinal reactions from a career
dynamics perspective is a relatively new concept. With this in mind however, it was very
difficult for the researcher to find literature that investigates job design from a career
dynamics perspective; as well as literature that supports or undermines the findings of

this study.

The results and conclusions of the study therefore signify that the primary hypotheses
suggested by Fried et al. (2007) were not supported. There are two possibilities that
explain this phenomenon. The first possibility that could be used to explain the lack of
significant results in the current study is the idea that there is in fact no moderating effect
of career dynamics on the relationship between job design and affective well-being. The
second possibility to explain the lack of significant results found in the current study is
the possibility that there were methodological shortfalls that contaminated the ability of
the study to establish the significant results that were expected. The notion that the null
hypotheses (which state that there are no moderating effects of career dynamics on the
relationship between job design and attitudinal outcomes) do exist can be entertained.
However, the second possibility is of significance in terms of comprehending not only the
outcomes of the study but also the limitations of the study, directions for future research

and practical implications.
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Possible explanations are provided in order to explain the findings of the current study:
Sample Size: The size of the sample utilised in the study has significant implications for
the results of the study. Specifically, the conclusion that the bigger the sample is, the
higher the statistical power of the results (Mimmack et al., 2001) is of relevance in the
study. It is possible that if the study utilised a larger sample to investigate the research
hypotheses, the statistical power could have resulted in an increase in significance of the
results. This could therefore have resulted in the support of the hypotheses. Therefore the
relatively small sample size was a limitation of the study that could be addressed in future
replications.

Variance in Careers: Variance in careers can be described, in this situation, as the degree
to which various different types of careers are practised among the participants. Career
dynamics could have been looked at in terms of a context of a variety of careers. By
making use of an environment that supports a variety of careers, a larger variance of
career dynamics in terms of employees’ career stages and the instrumentality they gained
from their current jobs in the advancement of their future career goals could have
resulted. A larger variance in career dynamics could have resulted in a more diverse data
set upon which the results were based. This could therefore have had an impact over the
significance of the results. Furthermore, the limited variance in the sample suggests that
the results are applicable only to a limited subset of the population. If variance in careers
existed and participants in the sample were from various careers the results of the study
could have been more generalisable to a larger portion of the population. Therefore, this
limitation should be taken into consideration whereby samples incorporating different
careers could be accessed in future replications of the study.

Career Dynamics: During the examination of the analyses that were conducted, a
negative relationship between employees’ career stages and the perceived instrumentality
and value they derive from their current jobs for the purpose of advancing toward the
attainment of their future career goals was found. This implication suggests that the
longer employees have been in their careers, signifying later career stages, the less value
or instrumentailty they perceive to derive from their jobs in terms of advancing their
careers. This could be explained by the notion of a shift in priorities. Therefore,

employees who have been in their careers for longer periods of time, thus indicating later
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career stages, may be less concerned with moving toward their desired career goals and
are perhaps more concerned with ending their careers.

Social Desirability: There is likely to be a social desirability to report high perceptions of
instrumentality and value derived from employees’ current jobs. This notion should be
taken into consideration in future studies as it may contaminate the results and therefore
bias the conclusions of the study.

Two-Item Scale: The two-item scale used to assess employees’ perceptions of the
instrumentality they derive from their jobs is not sufficiently broad to cover the construct
in its entirety. The two-item scale should therefore be developed in more depth in order to
possess the ability to eliminate bias and provide uncontaminated results. Thus, this

limitation should be rectified before future replications of the study take place.

These are all elements that could have contributed to the insignificant findings that
resulted in the current investigation. The consequences of which, resulted in insufficient
evidence to conclude that moderator effects of career dynamics influence the relationship
between the stimulation derived from the design of the job and the attitudinal reactions of
job-related and non-job affective well-being. These possibilities should therefore be
understood as they form limitations and practical implications that must be addressed in

future replications of the study.

Limitations of the Study:

Important limitations, which are mentioned above is the small sample size utilised in the
study and the small variance in careers that resulted from the sample choice. Although
the size of the sample met the required size, a larger sample size would have yielded
more powerful (Mimmack et al., 2001), and perhaps more significant results.
Furthermore, the sample of accounting professionals was chosen due to the nature of the
upward potential of mobility among the profession, which was necessary in the
investigation of the hypotheses. However, had the study occurred within an environment
that supported a number of various and different career opportunities, instead of only

accounting opportunities, the findings and results of the study would have had more
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potential to be generalisable to other populations rather than limiting this result to the

accounting profession and the careers within it.

A further limitation of this study is the manner in which the career stage construct was
operationalised. This study took on a narrow view of the concept of career stage by
assessing it using career tenure questions. While this is an established method of
understanding career stage and perceptions thereof (Ayree et al., 1994), career stage
theories and models do exist in the literature. By using these existing theories of career
stage, more sophisticated techniques could have perhaps been developed for and utilised
in this study and thus elicited more valuable information. Therefore, this limitation

should be investigated before replications of the study take place.

Furthermore, although the decision to utilise the total job diagnostics survey scale to
assess the stimulation obtained from the design of the core job characteristics was
justified in Fried et al.’s (2007) conceptualisation of the job design variable, more insight
may have been gained from understanding the effects the individual subscales could have
had on the outcome of the study. This limitation could therefore be accounted for in
future replications of this research by considering the effects of both the total scales and

the subscales on the results of the study rather than looking at the total scale in isolation.

Another limitation of the study is the two-item scale that measured the perceived
instrumentality employees derived from their jobs that contain value for obtaining future
career objectives. The two-item scale, developed by Bedeian et al. (1991), may not
provide an adequate assessment of the instrumentality employees’ perceive from their
jobs. This is especially the case when there is a significant amount of social desirability to
report high levels of perceived instrumentality and value employees derive from their
current jobs. Thus, a more comprehensive measure of this variable could provide a more
substantial report; and could also provide a better tool for interpreting the aim of the
study, which is the assessment of a moderating effect of career dynamics on the
relationship between the stimulation derived from the design of the jobs and attitudinal

reactions that result.
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There is another possible limitation that suggests the constructs of career stage and job
design may be multicollinear. The stimulation derived from the design of the jobs is
thought to be highly dependent on the career stages of employees. The earlier the career
stage, the lower the stimulation derived from the design of the job and the stage-
appropriate tasks; and the later the career stage, the higher the stimulation. The
correlation coefficient of these constructs are weak (0.0751), and thus the results do not
show multicollinearity. However, the theory behind these constructs show the potential

limitation of multicollinearity.

Directions for Future Research:

Future research, both conceptual and practical, should concentrate on addressing the
limitations highlighted by the researcher in the analysis as detailed above in order to
present a more concrete evaluation of the exploration and existence of a moderating
effect of career dynamics on the relationship between stimulation derived from the job

and the attitudinal reactions of affective well-being that result.

Future researchers should therefore consider the use of either a larger sample size; or a
sample that provides greater inference about the population. Both these suggestions will
provide a greater ability to generalise the results to a larger proportion of the population.
Possible replications of the study could also focus on repeating this investigation on a
different sample in order to assess whether the moderating effect exists in a different
sample and a different type of career. Furthermore, future replications of the study should
also focus on addressing other possible variables that could moderate the relationship

between job design and attitudinal reactions.

The scale used to measure employees’ perceived instrumentality of their current jobs is
suggested to be revised in order to enhance its ability to reduce bias and provide less
socially desirable results. On a similar observation, the measure used to assess career

stage in this study took a limited approach. Thus, it is suggested that the assessment of
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the career stage construct could be enhanced by strengthening the developmental career
stage theories and models that exist in the literature. Once the improvement of these
scales has been enhanced, future researchers may re-explore the aim of this study in order

to appraise the research hypotheses more effectively.

Another direction for future research is the possibility of assessing the idea that the non-
job affective well-being attitudinal reaction resulting from the stimulation employees
derive from their jobs is moderated by the attitudinal reaction of job-related affective
well-being. From the results of the study, there is a weak, but well established
relationship between job-related affective well-being and non-job affective well-being.
Job design, the amount of stimulation that is derived from the design of the job, as well as
employees perceptions of the values and instrumentality they derive from their jobs
informs the job-related affective well-being construct. However, the only variable that
informs the non-job affective well-being construct is the job-related affective well-being
construct. Thus, there is potential to investigate the effects of job design on non-job
affective well-being from understanding job-related affective well-being. Therefore, there

is a possibility for future researchers to investigate the study from this unique angle.

Practical Implications:

The idea behind the current research study, to investigate the relationship between the
stimulation derived from the design of the job and affective well-being that was reported
as an outcome of the stimulation, was to investigate whether employees reacted to the
stimulation provided from their jobs differently as a result of their individual perceptions
of their career dynamics. Thus, the aim of the research hypotheses was to investigate
whether employees’ career stages and their perceptions of the instrumentality derived
from their jobs would influence the relationship between the stimulation they obtained
from their jobs and their resulting attitudinal reactions, such as their job-related and non-

job affective well-being.
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With the theoretical argument proposed by Fried et al. (2007) that underpinned the focus
of this study, it was expected that career dynamics would moderate this relationship such
that employees would be more likely to respond favourably, in terms of their affective
well-being, to lack of stimulation when they perceived themselves to be in the early
stages of their careers and when they perceived their jobs as enabling career
advancement. The practical implication of this expected result would imply that
managers could use this new conceptualisation and understanding of career dynamics to
reduce or eliminate the negative effects of job-related and non-job affective well-being

that resulted due to the lack of stimulation employees derived from their jobs.

However, despite the fact that the moderating effect of career dynamics on the
relationship between job design and affective well-being was not supported, important
conclusions and key implications can still be derived from the study. A direct relationship
was found between job design and job-related affective well-being. This is supported by
studies conducted by Chang and Lee, 2006; Karasek, 1979; Kelloway and Barling, 1991;
Lantz and Brav, 2007 and Warr, 1990. There was also a relationship found to exist
between career stage and job-related affective well-being; as well as a relationship
between employees’ perceptions of the instrumentality of their jobs and job-related
affective well-being. Therefore, although there were no moderating relationships to
effectively devise affective well-being enhancement strategies, direct relationships exist

from which effective and successful strategies can be devised and implemented.

The relationship between the stimulation derived from the design of the job and job-
related affective well-being suggests that affective well-being enhancement strategies
may be implemented in organisations by enhancing the degree of stimulation employees
derive from the design of their jobs. Thus, managers should be aware of the implications
job design has on affective well-being in order to enhance the well-being of their
employees and the effectiveness of their organisational products. The relationship
between career stage and job-related well-being also acts as a driver for important work-
place implications. With increasing career stages, employees gain increasing challenge

from the nature of their stage-related tasks. Therefore, managers could use this insight
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and understanding to devise well-being enhancement strategies that focus on increasing
challenging tasks in order to enhance not only the employees but also the organisation.
Furthermore, the degree of instrumentality that employees derive from their jobs that aid
in the attainment of future career goals relates to job-related affective well-being.
Understanding the implications of this finding will also lead managers to understand that
the value employees perceive to gain from their jobs enhances their affective well-being,
thus well-being enhancement strategies that are focus on increasing the value and
instrumentality of jobs can be designed. Therefore, the direct relationships that were
concluded in this study do have relevance and usefulness and are therefore important, in

terms of both the theoretical and practical realms.

This research investigation is however preliminary in nature as it is one of the first
attempts to explore the hypotheses that suggest the inclusion of career dynamics into
understanding the premise of job design. Thus, the outcomes and findings of this study
may be premature and therefore provide introductory research findings, the consequence
of which could result in further and deeper replications of the study. Greater emphasis
and focus on the investigation of the relationship between the stimulation derived from
the job and the resulting attitudinal reactions from a career dynamics perspective may
thus be motivated from this preliminary research study. The principal implication of this
study suggests that management executives may be able to utilise this study as a
foundation to further comprehend the effects of career dynamics, specifically on
attitudinal or behavioural reactions that result from the stimulation (or lack thereof)
employees derive from their jobs. Thus, future replications should focus on
understanding and enhancing the limitations of the study in order to produce suggestions,
conclusions and implications that are practical for organisational applications. However,
in the meantime effective well-being enhancement strategies can be created by utilising
the knowledge derived from the research study, which seek to improve the wellness of

both the employees and the organisation.
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Chapter 5: Conclusion:

The current research study examined the notion of investigating job design from a career
dynamics perspective as proposed by Fried et al. (2007) and represented in their career
dynamics model of reactions to job design. This novel study contributes to original
organisational psychology literature in terms of investigating job design, the stimulation
derived from the design of the job, and the attitudinal reactions that result with regard to

individual career expectations and aspirations.

The research hypotheses focused on exploring whether career dynamics, defined in this
study as employees’ career stages and their perceptions of the instrumentality of their
current jobs in aiding in the attainment of their future career goals, had a moderating
influence on the relationship between the stimulation (or lack thereof) derived from the
job and the resulting attitudinal reactions of job-related and non-job affective well-being
of employees at work. The argument presented by Fried et al. (2007) is based on the
notion that employees would be more likely to respond favourably, in terms of their
affective well-being, to lack of stimulation when they perceived themselves to be in the
early stages of their careers or when they perceive their jobs as enabling career
advancement. Thus, this conceptualisation developed by Fried and his colleagues (2007)
formed the foundation upon which the study was based and upon which the hypotheses

were directed.

One hundred and two employees from sister accounting firms in Johannesburg and Cape
Town volunteered to participate in the research investigation by completing the
questionnaires that assessed biographic information as well as questionnaires that
assessed the stimulation employees perceived from the jobs, their organisational tenure,
the perceived instrumentality of their current jobs; and their affective well-being (both
job-related and non-job). Due to the number of incomplete questionnaires, ninety five of
these employees were included into the sample from which the analyses were conducted
and results were extracted. The primary research hypotheses were investigated using

moderated multiple regression statistics.
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Upon examination and interpretation of the findings of the research study, it was
established that there was insufficient evidence to conclude that career dynamics had a
moderating influence on the affective well-being attitudinal reactions of employees as a
result of the stimulation they derived from the design of their jobs. Thus it cannot be
confirmed that employees who perceive themselves at early stages of their careers or
employees that perceive their jobs as instrumental in the advancement of the career

desires and goals, respond more favourably to a lack of stimulation than other employees.

However, in view of the fact that the research topic of assessing job design and its
implications from a career dynamics perspective is highly original and that there are
limited available studies that either support or refute the results and findings of the study,
it is suggested that future replications of the current topic take place. Future research
should focus on addressing the limitations mentioned in the study in order to improve the
strength of the results found in the study. Thus further exploration of the current research
investigation is encouraged. Assessing the existence of a moderating effect of career
dynamics on the relationship between job design and affective well-being attitudinal
reactions with more confidence is necessary in order to justify or contest the use of well-
being enhancement techniques based on career dynamics within the organisational

structure.

Ultimately, it can be pointed out that a more comprehensive understanding of the concept
of incorporating career dynamics into the relationship between the stimulation employees
derive from their jobs and the attitudinal reactions that result is crucial. This is necessary
in order to further develop theoretical and practical implications of the topic and
applications to the organisational context. Knowledge and insight that will be gained
from future replications of the study will enhance the understanding; provide significant

implications and tangible benefits for theorists, researchers and practitioners alike.

Thus, in light of the current study, the importance of developing the conceptualisation of

incorporating career dynamics into the job design paradigm is of paramount importance
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and strategic value to organisations. Significance added by encompassing this area into
the organisational psychology research is instrumental in organisational practice. The
researcher thus hopes that this study will contribute towards informing further theoretical
and practical engagement with regard to future well-being strategies and approaches that

integrate insights gained by career dynamics evaluations.
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Appendices:

Appendix A: Organisation Information Sheet:
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University of the Witwatersrand
Private Bag 3, WITS, 2050
Tel: (011) 717 4500 Fax: (011) 717 4559

To whom it may concern,

My name is Amanda Mechanic. I am currently an Organisational Psychology Masters
student at the University of Witwatersrand. I would like to ask your permission to allow
me to conduct my research at your organisation in order to obtain my degree. The
research deals with the possible effects career stages differences and differences in the
value employees perceive their current jobs hold in relation to their desired career goals

has on the relationship between characteristics of the job and well-being.

It has been proposed that job design must be looked at from a career dynamics
perspective. This suggests that individuals’ reactions, such as well-being, to their jobs
may be affected not only by their current job characteristics, but also by their individual
career perceptions. The research therefore intends to examine whether:

e (areer stage moderates the effect of stimulating job characteristics on well-being,
such that employees are more likely to respond favourably to lack of stimulation at
early career stages.

e Perceived career instrumentality of an employee’s current job moderates the effect of
stimulating job characteristics on well-being, such that employees are more likely to
respond favourably to lack of job stimulation when they perceive their job as enabling

career advancement.
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Participation will involve completing a biographical blank (to summarise the sample) and
four questionnaires that assess job design, career stage, perceived utility of employee’s
current job and well-being. It is voluntary and anonymous; and will take roughly 20
minutes. Participants are asked to submit the completed questionnaires into the sealed
box that will be made available at reception. The desired sample size includes 150

participants that range between different organisation levels.

After completion of the research, summarised results will be given to the organisation.
Confidentiality will be assured because no individual results will be published, as the
information will be written up in a way that only summarised results will be reported.
Further benefits to your organisation will be the knowledge derived from the study as
well as attaining suggested practical insights that aim to address the conclusions of the

study.

Yours sincerely

Amanda Mechanic

Organisational Psychology Masters Student

maniacs @ global.co.za
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Appendix B: Participant Information Sheet:

& ;.; N SCHOOL OF HUMAN & COMMUNITY DEVELOPMENT
5— éi z University of the Witwatersrand
AN

Private Bag 3, WITS, 2050
Tel: (011) 717 4500 Fax: (011) 717 4559

Dear Sir or Madam,

My name is Amanda Mechanic and I would like to invite you to participate in the
research study I am conducting in order to obtain my Masters degree in Organisational
Psychology at the University of Witwatersrand. The research deals with the possible
effects career dynamics (defined as career stages differences and differences in the value
employees perceive their current jobs hold in relation to their desired career goals) has on

the relationship between characteristics of the job and well-being.

It has been proposed that job design must be looked at from a career dynamics
perspective. This suggests that individuals’ reactions, such as well-being, to their jobs
may be affected not only by their current job characteristics, but also by their individual
career perceptions. The research therefore intends to examine whether:

e (areer stage moderates the effect of stimulating job characteristics on attitudinal
reactions, such that employees are more likely to respond favourably to lack of
stimulation at early career stages.

e Perceived career instrumentality of an employee’s current job moderates the effect of
stimulating job characteristics on attitudinal reactions, such that employees are more
likely to respond favourably to lack of job stimulation when they perceive their job as

enabling career advancement.
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Participation will involve completing a brief biographical blank (to summarise the
sample) and four questionnaires that assess job design, career stage, the expected utility
of your current job and well-being. This process is completely voluntary, confidential and
anonymous; and will take roughly 20 minutes. There will be no negative consequences
for choosing not to participate. If you are willing to participate please complete the
questionnaires and submit them into the sealed box that is available at reception. This

will serve as your informed consent to ensure your anonymity.

After completion of the research, summarised results will be given to the organisation.
Confidentiality will be ensured because no individual results will be published. The

report will be written up in a way that only summarised results will be mentioned.

Yours sincerely

Amanda Mechanic

Organisational Psychology Masters Student

maniacs @ global.co.za
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Appendix C: Biographical Inventory:

The aim of the study it to assess whether career dynamics moderate the relationship
between job design and well-being. Career dynamics is defined in this study as career
stage differences and differences in the perception of the value of your current job with
regard to reaching your desired career goals. The following questions are devised in order
to obtain a clear indication of these career dynamics differences as well as an indication
of job characteristics and well-being. The completion of the questionnaires is much

appreciated.

The first part of the questionnaire includes simple biographical details.

Are you male or female?

How old are you?

What race are you?

What is your home language?

What is your current marital status?

Do you have children? How many?

What is your highest level of education?

e Standard 8 — Standard 9 e Matric e Diploma ® Degree
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Appendix D: Job Diagnostic Survey (Hackman and Oldham, 1975):

These questions are designed to obtain your perceptions of your job and your reactions to

it. Listed below are a number of statements, which could be used to describe a job. This

part of the questionnaire asks you to describe your job indicating to what degree you

agree with the following statements.

1. 2. 3. 4. 3.

Very Moderate
Little

7.
Very Much

1. How much autonomy is there in your job? That is, to what extent
does your job permit you to decide on your own how to go about

doing the work?

2. To what extent does your job involve doing a whole and
identifiable piece of work? That is, is the job a complete piece of

work that has a beginning and an end?

3. How much variety is there in your job? That is, to what extent
does your job require you to do many different things at work,

using a variety of your skills and talents?

4. In general, how significant or important is your job? That is, are
the results of your work likely to significantly affect the lives or

well-being of other people?

5. To what extent does doing the job itself provide you with
information about your work performance? That is, does the actual
work itself provide clues about how well you are doing — aside

from and feedback co-workers or supervisors provide?

6. The job requires me to use a number of complex or high-level

skills.

7. The job is arranged so that I do not have the chance to do an

entire piece of work from beginning to end.
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8. Just doing the work required by the job provides many chances

for me to figure out how well I am doing.

9. The job is quite simple and repetitive.

10. The job is one where other people can be affected by how well

the work is done.

11. The job denies me any chance to use my personal initiative or

judgment in carrying out the work.

12. The job provides me the chance to completely finish the pieces

of work I begin.

13. The job itself provides very few clues about whether or not I

am performing well.

14. The job gives me considerable opportunity for independence

and freedom in how I do the work.

15. The job itself is not very significant or important in the broader

scheme of things.
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Appendix E: Occupational Tenure Questions (Ayree, Chay and Chew, 1994):

This portion of the questionnaire aims to assess the stage of your career you are currently

in through understanding your organisational tenure.

What is your current job position?

How long have you been at this position?

How long have you been in this line of work/career?
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Appendix F: The Expected Utility of Present Job (Bedeian, Kemery and Pizzolatto,

1991):

The following two questions are designed to determine the expected value your present

job has for the future attainment of your career goals. Please indicate the degree to which

you agree with the following statements.

1. 2. 3. 4. 5.

Strongly Disagree Neutral Agree Strongly Agree
Disagree

1. I feel that my present job will lead to future attainment of my career 11234
goals

2. My present job is relevant to the growth and development in my 11234
career.
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Appendix G: Job-Related and Non-Job Affective Well-Being Scale (Warr, 1990):

The last part of the questionnaire aims to measure well-being by assessing job-related and

non-job mental health. Please answer the following two questions by marking your

answers below.

1. Thinking of the past few weeks, how much of the time has your job made you
feel each of the following:
1. 2. 3. 4. 5. 6.
Never Occasionally | Some of the Much of the Most of the All of the
time time time time

Tense 1 2 3 4 5 6
Calm 1 2 3 4 5 6
Relaxed 1 2 3 4 5 6
Worried 1 2 3 4 5 6
Uneasy 1 2 3 4 5 6
Contented 1 2 3 4 5 6
Miserable 1 2 3 4 5 6
Depressed 1 2 3 4 5 6
Optimistic 1 2 3 4 5 6
Enthusiastic 1 2 3 4 5 6
Gloomy 1 2 3 4 5 6
Cheerful 1 2 3 4 5 6
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2. Thinking of the past few weeks, how much of the time has your life outside your

job have you felt each of the following:

1. 2.

Never

Occasionally

3.
Some of the

time

4.
Much of the

time

5.
Most of the

time

6.
All of the

time

Tense

5

Calm

Relaxed

Worried

Uneasy

Contented

Miserable

Depressed

Optimistic

Enthusiastic

Gloomy

Cheerful

DN DN DN D D D] N DN N DN DN N

W W W] W W| W W W| W W| Wl W
e S N N e L L S >

DN | | | | | | | | | WD

AN | O] & & & O O] O] O O D
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