A Pilot test on Job Satisfaction in Managerial Roles

1. Abstract

This paper examines the motivators of Herzberg’s Two-Factor’s theory and understand their relevancy on job satisfaction in managerial executives.  Besides, it will also find out which motivational factors are most interested by managerial executives.  In today’s globalized economy, how to instill job satisfaction and motivation in a company are essential to the continuing growth of the business.  In Herzberg’s motivational-hygiene model, it states that motivators are factors that help improving employee’s motivation, which eventually deliver job satisfaction and bring productivity to the company.  Hygiene factors, on the other hand, help addressing dissatisfaction of the employees but without improving satisfaction.  In an organization, managers play an important role in directing companies’ objectives, strategies, policies and execution; the commitment of them is the “make or break” of an organization’s success.  Hence, the purpose of this paper is to explore which factors motivate managers the most and bring them job satisfaction so as to strengthen their commitment and produce high work performance.  A survey will be done by 20 managers to assess the relationship of motivators and job satisfaction.  After the pilot test, a more detailed research paper will be prepared for further studies.

2. Introduction

Motivation and job satisfaction go hand in hand. “How can I get the employee to do what I want?” is always the key question in employers.  All along, there are numerous motivation theories to explain how to manage employees in order to get the best out of them to form a motivated work force.  Many companies are still deploying approaches such as raising salary, improving company policies and conditions to motivate employees whereas these measures take less efforts in managements’ point of view.  In Herzberg’s two-factors theories, they are called “hygiene” factors which are the extrinsic conditions and more like “carrot and stick” relationship.  They serve to prevent dissatisfaction.  Conversely, there are factors that serve to motivate individual to perform better and increase productivity in the long run, they are called “motivators”.  From Mullins, “to motivate workers to give of their best, the manager must give proper attention to the motivators or growth factors” (Mullins, 2011, p.178).  

In some of the researches, both hygiene factors and motivators are used to examine the job satisfaction of the employees.  Since the target group of this pilot test is managers, to prioritize the resources,  motivational factors rather than hygiene factors will be applied to run the statistics analysis.  As per Newstrom, “Employees are more enthusiastically motivated by what they are currently seeking than by receiving more of what they already have” (Newstrom,2011, p.115).  As a managerial role, people tend to pursue higher order needs such as esteem, status and utilize one’s skills and potential to the fullest which is equivalent to the self-actualization status in Maslow’s Hierarchy of Needs model.  In most of the studies, Herzberg’s motivators in Two-Factory theory are most classified as higher order needs when comparing with Maslow’s motivation theory.  Details will be explained later in literature review.  As such, this pilot test essay will focus on motivational factors which are deemed to be more appropriate to managerial level whereas most of their lower level needs have assumed to be achieved..

Managers are selected to be the survey group because of the critical roles they play in an organization.  Roles include the leader, figurehead, spokesperson, decision maker, negotiator, resources allocator and monitor etc. (Mullins, 2011).  If they are not satisfied with the job and exert low commitment, it will lead to delaying implementation of the strategies, upward intervention for strategy formulation, or even negatively affect policy and strategy decision (Guth & Macmillion, 1986).  Manifestly, this is the group that needs highly motivated and get their high commitment to the company in order to achieve productivity and effectiveness of the company in today’s competitive economic landscape.  

3. Literature Review

According to Newstrom, work motivation is a set of combined internal and external forces which lead the employees to present a course of actions and give certain behavior.  The purpose of it is to direct the motivation to achieve company goal as a whole.   In order to motivate employees, management is required to understand each employee’s needs and desire so as to deal with them differently to attain the strongest motivational drive (Newstrom, 2011).  A motivated employee is more likely to put the best effort to accomplish a task.  When goals are achieved, it drives a feeling of being satisfied and enjoyment which continuously create positive working attitude in the workplace.

In this paper, three motivation theories will be discussed since they are interrelated to each other.  Nevertheless, the focus will be put on Herzberg’s two-factors theory of which it will be used to explain the motivation and job satisfaction relationship. 

Motivation
According to Robbins, motivation can be defined as the willingness to exert high level of effort to the organization, and at the same time satisfying an individual’s needs (Robbins, 1996). The first motivation theory that is going to discuss is Maslow’s Hierarchy of Needs.  This theory illustrates five different stages of human needs.  It is assumed that once elementary levels of needs are fulfilled, one would start looking for secondary needs.  The theory is described in a pyramid shape with the largest and most elementary levels of need at the bottom.  Maslow used the terms “physiological’ and “safety and security” to describe as lower order needs.  Then, higher order needs include “belonging and social needs”, “esteem and status needs” and “self-actualization”.  According to Maslow, the ultimate goal of human is to attain self-actualization (Newstrom, 2011).  

The lower order needs include physiological desire for air, water and sleep.  Second lower order needs is much about personal safety in work and job security such as no lay-off.  Next comes to higher order needs which include sense of belonging, friendship and social networking in workplace.  The fourth level is the esteem and status in the work environment with the desire of reputation and recognition.  Self-actualization is the top tier whereas people in this stage will do everything to the best of their ability.  Their desire will be more focused on personal growth by widen knowledge, acquire new skills and take on new responsibilities (Newstrow, 2011

Clayton Alderfer proposed a modified need hierarchy which was E-R-G model.  He classified psychological and security needs as “existence needs”, belonging and socially acceptable needs as “relatedness needs”, and desire for self-esteem and self-actualization as “growth needs”.  In E-R-G model, there is no assumption that one should proceed from lower level to higher level.  It accepts that three levels might active at the same time.  People can go back to lower level and progress again if they are not ready for higher level (Newstrom, 2011).

The above two theories are more focused on internal needs of the employee while Herzberg’s two-factors theory includes both job content (motivators) and job context (hygiene factors) to explain need satisfaction (Lindsay, Marks & Gorlow, 1967).  Herzberg developed two distinct lists of factors.  One set of factors are motivational factors which   are intrinsic to the job itself and brings happiness to employees.  The absence of them does not prove highly dissatisfying; yet, they build strong levels of motivation that would bring good job performance.  The other set of factors are called hygiene or maintenance factors which are related to job environment and extrinsic to the job itself.  The absence of such factors will dissatisfy employee while the presence of them would not give motivation. Two sets of factors are listed as follows:
Motivational factors / Motivators
Recognition; Sense of Achievement; Possibility of Growth; Advancement; Responsibility; Work Itself
Hygiene / Maintenance factors
Salary, Job Security, Working Conditions, Supervisor Quality, Company Policy and Administration, Interpersonal Relations (Tietjen and Myers, 1998) 

Herzberg in his “One More Time: How Do You Motivate Employees” mentioned that “motivators were the primary cause of satisfaction, and hygiene factors are primary cause of unhappiness on the job” (Herzberg, 2003, p.92).  He also commented in the same article that even if extrinsic conditions are managed perfectly, they would not motivate employees to work harder and smarter.  In fact, people could only be motivated by interesting and challenging job and increased responsibility whereas these would answer people’s need for growth and achievement (Herzberg, 2003).  As the priority of this pilot test is to examine the motivators and how to better motivate the managers instead of understanding the dissatisfaction bringing to them, hygiene factors will not be tested in this pilot paper.

Job Satisfaction
Steer and Porter defined job satisfaction as an effective emotion and attitude towards a job whereas one would compare between the actual outcome and his own expectation and desire (Steers and Porter, 1979).  Locke also described job satisfaction is individualized.  The perception of the job based on individuals’ own view and expectation (Locke, 1968).  Management needs to pay attention to managers versus general staff to understand their needs and expectation as they are different from people to people.  


Managerial Roles
For managers, most of them have already satisfied with lower order needs of psychological, security and social desires; instead, managers are pursuing higher order needs to further upgrade themselves, achieving self-actualization and bringing out the best of themselves and their subordinates in order to strike for higher organizational efficiency and productivity. According to Maslow’s theory, once lower-order needs are satisfied, giving more of the same will not provide further motivation As per below table, the linkage of three models are clearly illustrated (Mullins, 2011).  

Table 1 - Linking Maslow’s Alderfer’s and Herzberg’s theories of motivation 
	Maslow's Hierarchy of Needs
	Alderfer's ERG theory
	Herzberg's Two-Factor theory
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4. Methodology

4.1 Data Collection
[bookmark: _Hlk6077166]A Questionnaire formatted in Google form was distributed to more than 20 managerial grade respondents, of which some of them were DBA fellow classmates. The reason for asking the fellow classmates as respondents was that most of them were in managerial roles in their organizations.  Other respondents were friends and colleagues working in managerial levels.  With the variety in different industries and different companies, it served as generic sample base of managerial roles in Hong Kong. The questions were based on Copenhagen Psychosocial Questionnaire & The Worker Opinion Survey.  All questionnaires were collected back electronically within one week.  The preliminary result was then tabulated in a Microsoft Excel format.   After checking, no data cleansing or clarification was needed as the questions were quite straight forward. 

In the first part, respondents’ background information such as gender, age, job title and years of working experience were collected.   In the second, part, 27 questions were constructed along a five-point Likert scale.  Q1 to Q11 ranged from “Never”, “Seldom”, “Sometimes”, “Often” and “Always” whereas another batch of answers from Q12 to Q27 containing choices of “To a very small extent”, “To a small extent”, “Somewhat”, “To a large extent” and “To a very large extent”.  The Likert scale was then transformed into different numeric scores for analysis.  The higher the score, the more inclined a person felt towards that particular area.  At last, one question was asked in ranking scale to rank the preference of motivators.  The questions of motivators and job satisfaction were mixed and presented in random orders so as to avoid biases when answering.  

4.2 Questionnaire
In Motivators, a structured questionnaire was adopted and used for data collection.  27 questions were based on a study by Kristensen and Borg (2003) and its subsequent edition published by Pejtersen et al. (2010).  Collectively, the questions published in these two papers were called the “Copenhagen Psychosocial Questionnaire” and they were well-recognized questionnaires in measuring motivation.   In Job Satisfaction, the questionnaire was based on both Copenhagen Psychosocial Questionnaire and (WOS) The Worker Opinion Survey (Cross, 1973) to test the job satisfaction level of responsdents.

4.3 Variables
The independent variables that were used to measure Motivators including Recognition, Achievement, Growth, Job itself, Responsibility, Advancement and Job Satisfaction.   Herzberg (1987) argued that it was important to address the motivational factors of workers in a company.  He further elaborated these motivational factors as job enrichment (Herzberg, 2013).  Recognition refers to recognizing workers’ contributions.  Achievement defines as opportunities provided by company to derive sense of Achievement.  Growth means that the training and other development opportunities offering to employees to well-equipped their skills and further growth.  Work itself refers to the paring-up of particular job position with the correct skill set and ability of the employees, and to provide opportunity to employee to challenging jobs.  Responsibility describes the situation when a company is giving as much responsibility to its worker as possible.  This helps boost up the worker’s sense of belongings.  Advancement is simply opportunity for promotion and advancement.  All these variables help giving job enrichment to motivate employees and provide vertical job loading according to Herzberg (Herzberg, 2003). 

The dependent variable was Job Satisfaction which could be described as an attitude that an employee holds towards the job.  The six variables in WOS were pay, organization, promotion, job itself, supervision and co-workers (Cross, 1973)
This pilot test will measure the followings:
a) To measure if a particular Motivator correlates with Job Satisfaction
b) To measure if Motivators correlate with the overall Job Satisfaction
c) To examine different demographics and their significant level in Job Satisfaction
d) To rank variables that motivate the most in managers

4.4 Data Analysis
The collected data was input into IBM SPSS Statistics software (version 25) for analysis.  A simple SPSS result was generated for basic statistics output including the basic demographic information (Table 2) from the sample data.  The data showed that 70% of them were Male, 30% were Female; working experience with over 15 years was 80% and equal or less than 15 years was 20%.  15% of the respondents were Senior Management level while 85% of the respondents were in Middle Management level.  In Age group, 70% of the respondents were over 40 years old, while 30% of them were equal or below 40.

Table 2 – Demographics
	Respondents
	Variations
	Sample
Size
	Percentage (%)

	Gender
	Male
	14
	70%

	
	Female
	6
	30%

	Managerial
Level
	Senior Management
	3
	15%

	
	Middle Management
	17
	85%

	Work
Experience
	Over 15 years
	16
	80%

	
	=< 15 years
	4
	20%

	Age
Group
	Over 40 years
	14
	70%

	
	=< 40 years
	6
	30%


· Senior Management = CEO or Managing Director; Senior Management (VP or Board of Director)
· Middle Management = General Manager or Director; Senior Manager or Manager

Descriptive statistics was run to ascertain their mean values.  The intensity of each person felt towards these Motivators were reflected by these mean scores.  Likewise, the answers for Job Satisfaction were summated and the mean score represented the respondents’ Job Satisfaction levels.  Table 3 explained the concept and relationship between the questionnaire and the variables. The questionnaire was based on the Copenhagen Psychosocial Questionnaire which corresponded to different areas of motivators.  To gauge the precision and consistency of the study findings, a reliability test was conducted.  The Cronbach’s alpha coefficient ranged from 0.713 to 1 which were higher than 0.7 showing that the test had a strong reliability   Due to time constraint and of this pilot test, the face and content validity of the questionnaire were ascertained by some experts in test and measurement.

[image: ]Table 3 – Conceptual Diagram


	











RG – Recognition, AC – Achievement, GW – Growth, SA – Job itself, RP – Responsibility, AD – Advancement, JS – Job Satisfaction
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[bookmark: _GoBack]4.5 Correlation
To investigate the relationship between various factors in Motivators with Job Satisfaction, Pearson correlation was used to examine the correlation relationship.  The result was showed in Table 5 below.  Among 6 Motivators, Recognition had a very strong correlation with Job Satisfaction (Pearson correlation coefficient = 0.830).   Responsibility, Achievement and Growth demonstrated substantial association (Pearson correlation coefficient ranged from 0.665 to 0.59).  Job Itself and Advancement both delivered moderate correlation with Job Satisfaction (Pearson correlation coefficient = 0.328 and 0.479).  

A two tailed test was applied since there was no prediction about the direction of relation between the variables.  The result showed that the Null Hypothesis of all Motivators were rejected, except Advancement (p = 0.158).   
[bookmark: _Hlk6080211]
Table 5 – Pearson correlation matrix: Work Motivators vs. Job Satisfaction
	Work Motivators
	Pearson corr.
Coefficient w/
Job Satisfaction

	Association Strength
Warmbrod (1992)
	Sig.(2-tailed)
(p-value)
	Hypothesis Testing
(<0.05)

	Recognition
	0.83
	Very Strong
	0.00
	Reject H0

	
	H0 : Recognition and Job Satisfaction are NOT correlated.
H1 : Recognition and Job Satisfaction are correlated.


	Achievement
	0.62
	Substantial
	0.003
	Reject H0

	
	H0 : Achievement and Job Satisfaction are NOT correlated.
H1 : Achievement and Job Satisfaction are correlated.


	Growth
	0.59
	Substantial
	0.01
	Reject H0

	
	H0 : Growth and Job Satisfaction are NOT correlated.
H1 : Growth and Job Satisfaction are correlated.


	Job Itself
	0.47
	Moderate
	0.03
	Reject H0

	
	H0 : Job Itself and Job Satisfaction are NOT correlated.
H1 : Job Itself and Job Satisfaction are correlated.


	Responsibility
	0.66
	Substantial
	0.001
	Reject H0

	
	H0 : Responsibility and Job Satisfaction are NOT correlated.
H1 : Responsibility and Job Satisfaction are correlated.


	Advancement
	0.32
	Moderate
	0.16
	Fail to Reject H0

	
	H0 : Advancement and Job Satisfaction are NOT correlated.
H1 : Advancement and Job Satisfaction are correlated.





4.6 Demographic Analysis
In demographic information, mean scores were compared between different demographic groups while independent t-test would be applied to study their relationship with Job Satisfaction.
The demographic groups that were investigated including Male vs. Female., Age over 40 years old vs under 40 years old, Senior Management level vs Middle Management level and Over 15 years’ work experience vs Under 15 years’ work experience.  The results were listed in Table 7 below.  

Table  – Mean comparison and Independent t-test
	Demographics
group
	Variations

	Job Satisfaction
mean score
	S.D.
	Independent t-test 
(p-value)
	Hypothesis Testing
(<.0.05)

	Gender
	Male
	   3.79↑
	0.61
	0.01
	Reject H0

	
	Female
	3.00
	0.54
	
	

	
	Overall
	3.55
	0.68
	
	

	
	H0 : There is NO significant difference between respondents’ genders in terms of job satisfaction
Ha : There is significant difference between respondents’ genders in terms of job satisfaction

	Age Group
	Above 40 years
	3.40
	0.62
	0.13
	Fail to Reject H0

	
	=< 40 years
	   3.91↑
	0.75
	
	

	
	Overall
	3.55
	0.68
	
	

	
	H0 : There is NO significant difference between respondents’ age group in terms of job satisfaction
Ha : There is significant difference between respondents’ age group in terms of job satisfaction   

	Managerial Level
	Senior Management
	   4.22 ↑
	0.91
	0.07
	Fail to Reject H0

	
	Middle Management
	3.44
	0.60
	
	

	
	Overall
	3.55
	0.68
	
	

	
	H0 : There is NO significant difference between respondents’ management level in terms of job satisfaction
Ha : There is significant difference between respondents’ management level in terms of job satisfaction

	Work Experience
	Over 15 years
	3.47
	0.66
	0.31
	Fail to Reject H0

	
	=< 15 years
	   3.87↑
	0.79
	
	

	
	Overall
	3.55
	0.68
	
	

	
	H0 : There is NO significant difference between respondents’ work experience in terms of job satisfaction
Ha : There is significant difference between respondents’ work experience in terms of job satisfaction


· ↑ - denotes the highest figures in that demographics group
· Senior Management = CEO or Managing Director; Senior Management (VP or Board of Director)
· Middle Management = General Manager or Director; Senior Manager or Manager

The results explained that there was significant difference (p < 0.05) between genders (Male > Female) in Job Satisfaction whereas in other demographics such as Age Group, Management Level and Work Experience, there were no significant difference among different demographic groups.  

In the last part of the questionnaire, a ranking question was asked. “How do you prioritize the importance of below factors in terms of Job Satisfaction?”  Six factors were provided, namely, Recognitions, Responsibility, Achievement, Advancement, Job Itself and Growth, and respondents were asked to select 3 of them to rank the importance.  The result showed that most managers ranked Recognition as the most important job motivators, followed by Achievement, Growth, Advancement, Responsibility and Job Itself respectively.  



5. Results
This pilot test explores the relationship between motivational factors and job satisfaction in managers.  It also helps identifying which motivational factors are more preferred in managers’ point of view.  The result of the pilot test supported Herzberg’s Two Factors’ theory that intrinsic Motivators were significantly related to Job Satisfaction, except Advancement.  This might be due to a small sample base (n=20) was deployed to run SPSS whereas 30 samples are always the rule of thumb in statistics analysis.  Apart from that, since the respondents were already in managerial level, job advancement might not be their priorities in job satisfaction compared to other factors.  In demographic findings, the result showed that only Genders had significant difference in Job Satisfaction while others (Age, Managerial Level, Work Experience) did not.  The reason was that most of the female respondents in this small sample group were in middle management level whereas male respondents were in relatively senior managerial positions.  And, the middle management was always the group that worked under intensive pressure which became less likely to satisfy with their existing job.  Last but not least, to understand which top 3 motivators are most concerned in mangers’ perception, the result came out to be factors like Recognition, Achievement and Growth respectively.  It may be attributable to the fact that 80% of the respondents had more than 15 years of working experience and all in management roles, Responsibility and Advancement were in least priorities as they have already owned these intrinsic motivators.  Concurrently, since the vast majority of respondents were DBA fellow classmates, it was notably that intrinsic factors such as personal growth and knowledge enrichment were somehow characterized in this group.  As such, the ranking result was quite legitimate in a way.  

6. Limitation
The greatest limitation of this pilot test is the sample size.  In order to have a more representable result, the survey should have been carried out in a larger size, say 200 samples.  Nevertheless, due to the time, resources, and financial constraints, the survey was restricted to classmates and friends only.  The result would be more solid if focus groups or interviews are carried out to reach a more comprehensive picture.

7. Conclusion
In today’s highly competitive business environment, staff retention become one of the key issues in people management because of high cost involved.  Human resources are always the most valuable assets in an organization, especially in managerial roles.  Yet, many employers still deploy hygiene factors such as salary, company policies and fridge benefits as ways to motivate employees.  In order to motivate managerial employees and strengthen their commitment to the company, job enrichment and the understanding of their motivators are important to get the best out of them which, in turn, improving organization efficiency and productivity.  Yet, the process will not be one-time, but in a sustainable management process.  Besides, the nature of motivators is deemed to have a long-term effect on employees, attitudes compare with hygiene factors. Although the job might need to be enriched as time passes, it will not be as frequent and costly as by hygiene factors.  
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Motivators  Question   No.  Question Particulars  Mean  SD  Cronbach’s   Alpha  Coefficient  

Recognition      0.732  

RG  Q1  Is your work recognized and appreciated by the  management?  3.80  0.83   

RG  Q16  Do you feel that the problems at your place of work are  yours too?  3.40  1.23   

RG  Q18  To what extent would you say that your immediate  superior appreciates the staff and shows consideration for  the individual?  3.70  0.86   

Achievement      0.713  

AC  Q2  Does your work require you to take initiative?  4.40  0.68   

AC  Q6  Do you have to make decisions of great importance to  your place of work?  3.95  0.7 6   

AC  Q7  How often do you have to deal with difficult problems in  your  work?  4.25  0.7 2   

AC  Q14  Do you feel motivated and involved in your work?  3.70  0.92   

Growth      0.86  

GW  Q3  Do you have the possibility of learning new things through  your work?  3.90  0.7 2   

GW  Q5  Does your work give you the opportunity to develop your  skills?  3.90  0.85   

GW  Q19  To what extent would you say that your company  provides good development opportunity for individual  member of staff?  3.15  1.1 4   

GW  Q21  To what extent would you say that your company gives  high priority to further  training and personnel planning?  3.20  1.0 6   

Job Itself      1.00  

SA  Q4  Can you use your skills and expertise in your work?  4.15  0.8 8   

SA  Q11  Do you enjoy challenging and difficult tasks where you will  learn new skills?  4.15  0.8 8   

SA  Q17  Do you  often look for opportunities to apply your skills and  knowledge at work?  4.15  0.87   

Responsibility      0.72  

RP  Q8  Could it negatively affect other people if you make  mistakes in your work?  3.65  0.87   

RP  Q9  Could it cause financial losses if you make  mistakes in  your work?  2.70  0.65   

RP  Q10  Do you have a large degree of influence concerning your  work?  4.05  0.75   

RP  Q12  Is your work meaningful in company's perspective?  3.95  0.68   

RP  Q13  Do you feel that the work you do is important?  4.15  0.58   

Advancement      1.00  

AD  Q15  Do you feel that you will have career advancement in your  company?  3.25  1.02   

AD  Q20  To what extent would you say that your company  appreciate the staff and provide opportunity for  advancement and internal promotion?  3.25  1.02   

Job   Satisfaction      0.87  

JS  Q22  Regarding your work in general, how pleased are you  with your work prospects? (e.g. chances for further  promotion)  3.60  0.88   

JS  Q23  Regarding your work in general, how pleased are you  with the people you work with?  3.80  0.52   

JS  Q24  Regarding your work in general, how satisfied are you  with the job (work itself) that you're doing?  3.60  0.82   

JS  Q25  Regarding your work in general, how satisfied are you  with the welfare and salary that you are entitling in your  company?  3.45  1.09   

JS  Q26  Regarding your work in general, to what extent would you  think your supervisor is capable and fair to subordinates?  3.45  0.94   

JS  Q27  Regarding your work in general, how pleased are   you  with the way your department / company is run?  3.45  0.88   

 


