Unit 2 Assignment
 Job Satisfaction

In this class, we will talk a lot about motivation job satisfaction.  There are two reasons we do this:  

1.  In most companies, there is an assumption that high job satisfaction causes higher productivity.  As you will see, this assumption has not been substantiated by research, but both workers and management are generally convinced that it is true.  You will, therefore, spend a lot of time on this issue. 

2.  Even if it is not true, we have an ethical duty to employees to make their jobs as satisfying as possible.  Sometimes we can't, because a task that must be done is inherently unpleasant (cleaning toilets, working night shift, etc).  Nevertheless, if it is within our power, we have a moral obligation to fellow employees to deal with them in a respectful manner, and show honest concern for them.  While this does not necessarily lead to job satisfaction, providing a pleasant workplace certainly does not lead to job dissatisfaction either.  Because of this, addressing job satisfaction issues is important, even though it may not contribute directly to the "bottom line."  

In order to maximize employee satisfaction, we must know what factors satisfy employees.  There are countless studies on this subject, and even more prescriptive advice that is not based on research.  One issue often neglected in satisfaction research is "valence."  Valence is a term you originally encountered in high school chemistry, but it has a usage in HR as well.  

When we try to determine what will satisfy employees, we run into difficulties.  Each employee reacts differently to incentives designed to satisfy him or her on the job.  For example, a single parent may want to have flexible hours.  Perhaps he would like to telecommute, and work from home.  A mid-career employee, with a non-working spouse, may want high pay and overtime hours to make enough money to support a growing family.  A late-career employee may not need as much direct income, and instead prefer extensive health care benefits.  

Each employee has differing needs and therefore evaluates each factor in job satisfaction differently, as it applies to them personally.  This is valence.  For example, we can say that telecommuting is valent to the young single parent, but not to a young single person who values the social aspects of the workplace.  Valence is a way of comparing expected outcomes to actual outcomes; a method generally accepted to measure satisfaction.  Let us look at a very simple measure of valent job satisfaction:

The following is a simplified version of a set of questions that can be used to test valent employee satisfiers.  The questionnaire asks the participant to view a list of factors in the work place and rank them for two different scenarios.  First, the participant ranks the factors for his or her current job.  In our example we have ten statements.  The statement the participant feels best describes his or her current employment is ranked #1.  The statement ranked #10 would least describe the company.  The participant is told that he or she can only use EACH RANK ONE TIME--a forced ranking. Please note that in this abridged version of the questionnaire, the statements are ALL positive and important (longer versions may have negative and neutral statements as well).  The question is: which factors are MOST important.  
 
After the participant has ranked the statements for the actual employer, he or she is asked to rank them again.  This time the ranking is for the IDEAL employer.  In other words, the participant would ask herself the following question: "If I worked for the perfect company, what would be the most important attributes of this company for me."  The method of ranking is the same as the first time, but for the second ranking, the participant must imagine the way the best company in the world would operate, from his perspective.

As is obvious, when you are finished, you have a comparison of valent factors for each participant.  Here is how you evaluate them:  For each participant, examine each matched pair of questions--the same question from both the actual and the ideal ranking.  You will have a score for each question on both rankings.  For each question, subtract the rank of the matching question from the first and second set.  This will give you a difference score for each question.  To get a total score for each participant, add the absolute difference score for each question.  That is, ignore the mathematical sign.  
Let's take an example:  Say a participant ranked the first question as #3 on the actual company measure and #7 on the ideal company measure.   Three minus seven equals MINUS 4.  Ignore the minus sign.  The score for this question is "4."  When you have subtracted the difference for all questions, sum the difference scores.  This is the final score for the participant.  Record this number; you will need it again.  
As you can see, the lower the score, the higher the job satisfaction of the participant.  Conversely, the higher the score, the lower the job satisfaction.  The lowest possible score is zero.  By my calculations, the highest possible score is 50.  If you get scores with minus numbers, you have forgotten to use the absolute value when adding the scores together.

The easiest way of administering this test is to put each of the 10 questions on 3x5 cards or slips of paper.  You will need two sets.  If you want to get fancy, you can use two sets of cards with different colors, so you don't confuse each set.  When you administer the test to a participant, hand him or her the first set of cards and instruct the participant to sort through the deck, putting the most important statement on top and the least important on the bottom.  The rest of the cards should be placed in rank-order, in between 1 and 10.  When the participant is finished, take the set of cards from her, and secure them with a rubber band or a paper clip.  Then, hand the participant the second set of cards and ask them to sort again, only this time, for the ideal company.  It is best to remove the first set of cards from the participant, so he doesn't try to compare notes.  In our small example he will probably remember how he answered, but on a real test of this type, which may have 60-80 statements, you will get a fairly independent response if you take the first set of cards away.  


YOUR ASSIGNMENT:
Below, I will give you 10 statements.  I have printed them on two sets of cards.  Following the instructions above, administer this test to yourself, in class, and four or more of your friends, co-workers, or working family members.  You may test as many people as you want, but please have a total of five or more participants.  For each participant, you do the math--subtract out the differences and sum the absolute values, to generate a total score.  An example of the scoring would look like this:

Question #            First sort        Second sort               Difference          Absolute Difference
     1                           3                     6                              -3                           3
     2                           6                     3                               3                           3
     3                           4                     7                              -3                           3
     4                           7                     4                               3                           3
     5                           2                     1                               1                           1
     6                         10                     8                               2                           6
     7                           1                     2                              -1                           1
     8                           8                   10                              -2                           2
     9                           5                     9                              -4                           4
   10                           9                     5                               4                           4

                                                                     Total                                      26 

All I would need is the number, in this case, 26, at the end.  Please bring your results to class on Wednesday.  Please don't identify any of your participants in your response to me. All I need is the sum total for each of your five (or more) participants. For example, your response only needs to look like this: 

Person 1: 25
Person 2: 16
Person 3: 34
etc.

Please bring the scores on Wednesday, in writing, with your name on the paper.  I will collect them.  Your participation will be graded as a “class participation” score.
When we have collected the scores, we will run some descriptive statistics on them--mean, median, mode, standard deviation, spread, etc.  With these numbers we can evaluate our analysis of job satisfaction.  At the beginning of the next class, we will discuss the results.  You will be able to see how their scores compare to the mean--a measure of their satisfaction compared to the overall satisfaction of others in their jobs.  
 
Here are the ten statements.
 

· My opinions are valued at work--people listen to my ideas

· The company pays me a fair salary for my work

· I have a good chance for promotion in my company

· I get along well with my co-workers 

· In my job, I can work independently, without my boss telling what to do all the time

· I have a good retirement and benefits package

· My boss is friendly

· My job is really important to the organization

· In this company, people treat me with respect

· My work area (office, cubicle, etc.) is appropriate for me


* Some of you may really get into this, and want to pursue this method more.  If we were really doing this, we would probably run a factor analysis on our questions to find out if they are grouped into any logical subsets of satisfiers or dissatisfiers.  We could look at each question, or group of questions to see which subset contributes most to satisfaction or dissatisfaction.  We could run "rank-order correlations" on the raw data.  This would give us a more sophisticated view of the results.  We could run longitudinal studies, over time, to see if patterns in satisfaction and dissatisfaction change.  We could test changes we make in the organization to see if satisfaction increases or decreases, if our changes have had any effect on particular subsets of satisfiers, or even if the employee's "ideal" company has changed because of things we have done.  By our actions, we may have taught the staff that an ideal organization is different than they originally thought.  If you have time on your hands, and want to pursue this, I would be happy to work with you individually.  [image: image1.png]


 
